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BACKGROUND: PARTNERSHIPS AND INCREASING OUR IMPACT  
As a regional intermediary community development financial institution (CDFI) at Rural Community 

Assistance Corporation (RCAC), we finance affordable housing, community facilities, and small businesses, 

as well as water, wastewater, and solid waste systems in rural communities.1 One of our focus areas within 

rural areas are within Native communities. In order to support this effort, RCAC partnered with Confluence 

Philanthropy, which advances mission-aligned investments, and Native Community Finance (NCF), a Native 

Community Development Finance Institution (Native CDFI), to launch the Rainmakers Investment 

Collaborative in 2017. Within the Collaborative, “[p]artners aim to substantially increase the foundation 

sector’s investment capital and lending to Tribes in the Southwest”.2  

This work was further supported in 2018 by a 10-year program related investment (PRI) and associated 5-

year grant from the W.K. Kellogg Foundation (Kellogg). The PRI capital, combined with other direct 

investments, finances projects that meet Rainmaker’s criteria. The grant allows RCAC to continue improving 

the economic security, health, and well-being of Native Americans in New Mexico and Arizona by enhancing 

capacity, securing additional investments, and improving Native client recruitment for financing through the 

Collaborative.3 

Kellogg’s partnership with RCAC is a valuable resource to continue the mission of providing training, 

technical and financial resources, and advocacy so rural communities can achieve their goals and visions 

while enhancing our ability to create mission-driven impact in native communities.4   

PROJECT OVERVIEW 
For two centuries, Native American communities have suffered the ill effects of longstanding resource 

deprivation and inadequate financial and other vital infrastructure. As a result, very few Tribal members 

achieve home or small business ownership. Those with the greatest need are often the least likely to secure 

financing, as most traditional lending institutions and impact investors show little interest in Tribal 

communities. Tribal department goals are often unattainable, and financial stability remains out of reach 

for many. While Native CDFIs promote community and economic development on Tribal lands, they often 

have insufficient resources to meet the demand. Traditional commercial lending institutions underserve 

Native American communities in Arizona and New Mexico due to location, low wealth, and the complexities 

of lending in Tribal lands. 

Native American communities experience substantially higher rates of poverty and unemployment than 

mainstream America and face unique challenges to economic growth. Lack of physical, legal, and 

telecommunications infrastructure, access to affordable financial products and services, and limited 

workforce development strategies are challenges that a growing number of Native entrepreneurs must 

overcome to be successful. The majority of Native communities – 86 percent – lack a single financial 

institution within their borders. 

In order to address these issues, RCAC is working through the Rainmakers Investment Collaborative (which to 

date has a total of 5 investments totaling $2,250,000 and has directly invested $1,500,000 in Tribal 

communities in NM and AZ) to provide loans to Tribes and Tribal entities in New Mexico and Arizona. RCAC is 

the Collaborative’s key investment partner and will work with several Native CDFIs in this venture. 

Additionally, a companion grant to the PRI will provide flexible funds for RCAC to use in a variety of ways, 

including direct costs and sub-grants to consultants and partners. This grant also will support RCAC programs 

that produce potential Native American borrowers in Arizona and New Mexico for loan products offered by 

RCAC’s Loan Fund, NCA, and other Native CDFI participants in the Collaborative. To date RCAC has closed 19 

                                            
1 RCAC. RFP 2018.101. Evaluation Services for Tribal Community and Economic Development Capacity Building and Lending Program. pg. 1; This plan is the property 

of RCAC. Therefore, throughout the plan, the pronouns “we” and “us” refer to RCAC. 
2 RCAC. Community Development loans Available to Tribes, Tribal Entities, and Individuals in the Southwest: Rainmakers Collaborative. pg. 1. 
3 Ibid. pg. 2. 
4 www.rcac.org. Creating vibrant, healthy, and enduring rural communities. Accessed 26 February 2019. 

http://www.rcac.org/
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loans to Native American borrowers totaling $10,100,000 and has served 26,950 Native American clients 

through our programs and services. 

With this funding, RCAC's programs and services will finance community 

projects for generating jobs, small businesses, new houses, community 

facilities, and safe/sanitary water and waste infrastructure on Tribal 

lands. Businesses will be established, and Tribes will have direct access 

to capital to make these projects happen.  

Of the 3.4 million people living below 200 percent of the Federal Poverty 

Line (FPL) in NM and AZ, nearly 550,000 are Native children ages zero to 

eight. This initiative will target projects where at least 60 percent of the 

direct beneficiaries are Native Americans below 200% FPL.  

To more comprehensively understand the impacts of Kellogg’s 
investments, Sweet Grass Consulting, LLC (Sweet Grass) was hired by 
RCAC after a competitive bidding process to design and implement a 
culturally responsive evaluation program for the W.K. Kellogg Foundation 
PRI and grant activities. The estimated evaluation contract is a five-year 
period from 2018 to 2022.5 

This planning and process document outlines the impact measurement 

and evaluation plan Sweet Grass has created with us to evaluate all 

Kellogg related activities. These activities include the initial 

collaborative processes, creation of forms and data collection 

instruments, tracking and reporting of impacts, and the use of findings to 

report, inform, and refine impact measurement and evaluation 

processes. 

EXPERIENCE WITH NATIVE COMMUNITIES 
RCAC has worked in Indian Country since its founding 40 years ago, and 

fully supports Tribal self-determination and self-reliance. All of RCAC’s services are available to and have a 

priority to work with Tribes and Native communities. RCAC also has programs and funding designed 

specifically for Tribes.  

RCAC has partnerships with Tribal organizations including the Inter-Tribal Council of Arizona, Native CDFI 

Network, Bureau of Indian Affairs, and Indian Health Service. Further, RCAC has relationships with CDFIs in 

New Mexico and Arizona, namely Native Capital Access, Ventana Fund, and Clearinghouse CDFI. 

In 1991, RCAC received its first U.S. Environmental Protection Agency grant to serve Indian Country. In 1992, 

RCAC hired its first Tribal Circuit Rider (TCR). The circuit rider visited Tribal water systems throughout 

California and provided training and technical assistance to water operators and system managers. Based on 

the program’s success, RCAC received a three-year Ford Foundation grant to increase Tribal capacity to 

manage environmental infrastructure. By 1998, the program grew to include nine staff members, working 

with more than 100 Tribes across six states. 

During 1995, RCAC began to work with residents and employees, including Native Hawaiians, who faced a 

housing crisis when the Hamakua Sugar Plantation shut down. RCAC worked with the Hamakua Housing 

Corporation (HHC) to rehabilitate plantation housing to maintain affordable housing for Native Hawaiians 

and to upgrade water and sewer systems. 

                                            
5 RCAC. RFP 2018.101. Evaluation Services for Tribal Community and Economic Development Capacity Building and Lending Program. pg. 2-3. 
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In 1998, RCAC hosted five major rural development conferences for nearly 2,000 rural development 

practitioners from more than 14 Native American Tribes. In the same year, RCAC also established a water 

and wastewater technician program to serve more than 100 Tribally owned water and wastewater systems.  

For an illustration of how RCAC works with Tribal systems, read: https://www.rcac.org/success-

stories/tribe-school-collaborate-provide-safe-water-students/  

By 2002, RCAC’s funders included Cocopah Indian Housing and Development, Department of Hawaiian 

Homelands, Hawaii Department of Health, Southern Indian Health Council, and Santa Ysabel Band of 

Diegueno Indians.  

In 2006, RCAC coordinated the first Tribal Drinking Water Conference, with intensive training workshops 

designed specifically for Tribal water operators. The conference was held again in 2008, 2010, 2012, 2015 

and 2018.  

In 2010, RCAC began work on Kunia Village. Del Monte operated on 

Kunia for nearly a century—from 1916 until 2007—and offered 

employer-provided housing to the farmworkers. When the company 

shut its doors in 2007, some 500 residents not only lost their jobs 

but faced losing their homes, too—some had lived there for 

generations. 

The Hawaii Agriculture Research Center (HARC) recognized the 

urgency to provide Kunia’s active and retired agricultural workers 

with sustainable and affordable housing, so it acquired the 119 

acres of land from the then-owner James Campbell Corporation for 

$1 with an agreement to continue to provide affordable rental 

housing at the site. Many of the homes, some of them half a 

century old, were in severe disrepair; the entire rehabilitation project—along with building new homes—

required not only a funding commitment, but also technical know-how. For this, HARC sought out a 

partnership with RCAC in 2010. 

RCAC and HARC began an eight-year-long preservation project to save the homes for the families. RCAC 

provided financing, development expertise, and environmental technical assistance. Kunia Village is RCAC’s 

second development partnership and was completed in 2018. 

Tribal Circuit Rider Program 

RCAC’s Tribal circuit riders provide the training and the hands-on practical experience to develop 

sustainable operations. Our staff works directly with Tribal staff and managers on the full spectrum of 

financial, managerial, and technical (TMF) skills needed to sustain operations effectively while achieving 

and maintaining regulatory compliance. Tribal communities receive 

routine, in-depth, recurring training visits, as well as response to calls 

for assistance when problems arise. 

Today, under EPA funding RCAC’s TCR program serves California, 

Arizona, and Nevada. The goal is to protect public health through 

capacity development for water and wastewater entities in Indian 

Country and on Tribal lands.  

Watch our video about the Tribal Circuit Rider program here: 

https://www.rcac.org/videos/tribal-circuit-riders-a-day-in-lake-

county-california/  

1 HOMES REHABILITATED IN KUNIA VILLAGE 

PROJECT. 

https://www.rcac.org/success-stories/tribe-school-collaborate-provide-safe-water-students/
https://www.rcac.org/success-stories/tribe-school-collaborate-provide-safe-water-students/
https://www.rcac.org/videos/tribal-circuit-riders-a-day-in-lake-county-california/
https://www.rcac.org/videos/tribal-circuit-riders-a-day-in-lake-county-california/
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Native American Water Master’s Association 

Native American Water Masters Association evolved from TCR, a forum for examining and improving water 

systems. NAWMAs bring Tribal water operators together quarterly to discuss common issues, receive 

training, and build capacity through shared experience.  

Building Rural Economies 

Since 2012, RCAC has received funding through U.S. Department of Housing and Urban Development (HUD) 

Rural Capacity Building grants and the HUD Rural Community Development Initiative grant program. RCAC 

utilizes the funding to conduct Tribal capacity building through its Building Rural Economies program.  

Because many Tribes need assistance to boost economic 

opportunity on their reservations, RCAC adapted its BRE 

program to provide culturally appropriate training and 

support for Native communities and entrepreneurs. 

BRE is unique in combining the most effective elements 

of several proven economic development programs and 

tailoring them to the specific needs of small, low-

income rural communities including Tribes. To create 

the program, RCAC incorporated elements from the 

Ford WealthWorks initiative; the Center for Rural 

Entrepreneurship; and the Entrepreneurial Learning 

Initiative’s (ELI) Ice House Entrepreneurship program. 

Tribal BRE is designed to increase local 

entrepreneurship and jobs; develop catalytic projects 

that seed additional investments; and create a 

supportive entrepreneurial environment for economic 

development to thrive.  

Training has been conducted with the following Tribes: 

• California: Big Sandy Rancheria, Northern Circle, Tule River 

• Hawaii: Hawaiian Homelands  

• Nevada: Fallon Tribe 

• New Mexico: Acoma Native American Development Association, Pueblo de Cochiti, Shiprock Navajo 6 

chapters  

• Oregon: Klamath Tribe 

• Montana: Ft. Belknap Tribe, Northern Cheyenne 

• Washington: Spokane Tribe 

• Utah: Utah Dine Bikeyah, Goshute Tribe 

BUILDING RURAL ECONOMIES – MINORITY BUSINESS DEVELOPMENT AGENCY GRANT 

With its long history of working with Tribal governments and Tribal-related organizations, RCAC is a valuable 

resource to MBDA in fulfilling its commitment to addressing the core needs of AI/AN/NH entities and 

businesses identified through the MBDA Tribal Consultations.  

RCAC leverages MBDA funding with grants already secured from the HUD Rural Capacity Building (RCB) 

program and Capital One. These funds have already supported delivery of the Start, Grow, Revive (SGR) 

Your Business workshop series (described below) to a small cohort of Rocky Boy, Fort Belknap, and Blackfeet 

Tribal members.  
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EXAMPLES OF BUILDING RURAL ECONOMIES WORK WITH TRIBES 

Spokane Indian Housing Authority (SIHA), WA 

Through the BRE program, RCAC worked with the SIHA to create the Three Bands Construction 

Company, a full-service general contracting and constructing division of the Spokane Tribe. The 

company has created nine new jobs to date and will have generated approximately $29 million in 

revenue by 2019. 

Confederated Tribes of the Goshute Reservation (CTGR), UT 

RCAC worked closely with the CTGR to revitalize and stabilize the Tribe’s economy. With BRE staff 

assistance, the Tribe’s Renewable Energy Standing Committee completed an Opportunity Analysis to 

identify viable renewable energy projects that the Tribe could implement to improve residents’ quality 

of life and increase local economic opportunities. As its first project, the Tribe chose a recreational 

vehicle park that will provide accommodation for miners and others adjacent to a local gold mine. A 

restaurant and “necessities” shop will also offer facilities for short-term visitors who come to the area 

to hunt or watch the bird migration. In keeping with the Tribe’s commitment to using renewable 

energy, electricity will be powered by a photovoltaic system employing solar panels. This project will 

not only provide new jobs for its members but will also showcase both its culture and its sustainability 

efforts. 

THE Academy (Tribal Housing Excellence Academy) 

Launched in 2014, THE Academy is an intensive housing training program for organizations working in Native 

communities to improve and expand the housing supply and the skills of Native housing professionals. THE 

Academy brings together eight to 10 Native American Housing Assistance and Self Determination Act 

(NAHASDA) grantees, such as Tribal/Tribally-Designated Housing Entity (TDHEs), Housing Authorities, 

Tribal/village housing departments, and the Department of Hawaiian Home Lands to learn and apply best 

practices for developing housing on Native land. The selected organizations will each send two staff people 

to five intensive week-long trainings held over 18 months. The training topics presented parallel stages of 

housing development. To maximize the capacity building aspect of the training program, participants work 

on their pre-identified housing project while they attend THE Academy, giving them real world knowledge of 

the development process. Two cohorts have graduated since the program’s inception. To learn more about 

one group’s success read: https://www.rcac.org/success-stories/hualapai-tribe-puts-the-academy-training-

into-practice/ 

Agua4All  

In 2014, The California Endowment launched Agua4All, a 

pilot project in partnership with RCAC, Community Water 

Center, and Pueblo Unido CDC. 

Agua4All raises awareness about California’s drinking 

water crisis; builds community partnerships to install 

water bottle filling stations in schools and 

neighborhoods where they’re needed most; identifies 

funding sources; and develops long-term solutions for 

California’s water quality and access problems. 

Now that the pilot has concluded, RCAC is expanding 

the project statewide to help other disadvantaged 

communities and Tribes throughout rural California. In 2018, the program expanded to more rural 

California counties and Tribal lands around the state. For details, read “Agua4All program expands 

to schools and Tribes across California.”   

https://www.rcac.org/success-stories/hualapai-tribe-puts-the-academy-training-into-practice/
https://www.rcac.org/success-stories/hualapai-tribe-puts-the-academy-training-into-practice/
https://www.rcac.org/success-stories/agua4all-program-expands-to-schools-and-tribes-across-california/
https://www.rcac.org/wp-content/uploads/2015/03/Agua4all-Factsheet_REV-11-6-17.pdf
https://www.rcac.org/success-stories/agua4all-program-expands-to-schools-and-tribes-across-california/
https://www.rcac.org/success-stories/agua4all-program-expands-to-schools-and-tribes-across-california/
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Environmental Finance Center (EFC) – EPA Region 10  

The first non-University EFC, RCAC models, tools, and resources help small rural communities and Tribes 

move forward with innovative solutions to infrastructure needs. 

To help address the challenge of infrastructure affordability, the EFC is developing financial models and 

tools and collecting and sharing resources so small rural communities and Tribes can move forward with 

innovative solutions to address the “how to pay for it” question. 

Through the EFC, Tribes and local communities will have practical, real-world training, technical assistance, 

and information to increase the sustainability of their financing systems, the systems that support all of 

their environmental and public health utilities and facilities—water, wastewater, solid waste, and other 

disciplines. In addition, the EFC is active in the climate adaptation and resiliency finance policy discussion. 

The EFC has developed a source water/wellhead protection plan guidance document that is culturally 

appropriate for Tribal water systems. The guidance document has fill in tables and notes all attachments 

needed to meet source water protection requirements in Region 10. 

RCAC’s EFC site includes a survey designed specifically for Tribes: 

https://www.rcac.org/environmental/environmental-finance-center/iacc-tribal-outreach/iacc-tribal-

survey/ 

WHAT IS EVALUATION AND IMPACT MEASUREMENT? 
According to the W.K. Kellogg Foundation: 

[E]valuation supports the ability to monitor and measure the quality, pace, and direction of change 

that individuals, communities, and organizations undertake. It does this by systematically generating 

knowledge that can support learning, quality improvement and good judgement in decision-making. 

Evaluation also can align purpose, action, and impact to ensure that longer-term change at the 

societal level unfolds progressively.6 

Simply stated, “Evaluation means to reflect on what has happened and to make an assessment as to its 

value.”7 Impact measurement can and should be folded into an evaluation plan in order to not only gain 

data-informed understandings and recommendations based on findings, but also to report and inform (e.g. 

tell your story) on the specific ways a program, service, or organization is influencing individuals, society, 

the environment, the economy, politics, and more. In this way, evaluating programs and services becomes a 

way of measuring impact. 

Incorporating impact measurement into an evaluation plan will allow us to measure progress towards our 

intended goals and assist us in answering our research questions. The implementation of the plan will ensure 

that we are able to meet our goals as best as we can and serve our target population of Native Americans 

200% FPL, particularly those with children ages 0-8.  

THE PROCESS IN A NUTSHELL 
The process of impact measurement and evaluation can be summed up (not to be mistaken with simplified) 

as: Track, Report, Learn, Refine, Inform, Repeat. 

1. Track: collect useful information 

2. Report: use the information to tell a story internally (e.g. to yourself, to the organization) 

3. Learn: acquire knowledge and process the information in a meaningful way 

4. Refine: act on what you have learned, make changes to strengthen processes 

                                            
6 W.K. Kellogg Foundation. 2017. The Step-by-step Guide to Evaluation. How to Become Savvy Evaluation Consumers. pg. 1-2. 
7 Bopp, Michael and Judy Bopp. 2011. Recreating the World: A Practical Guide to Building Sustainable Communities. Third Edition. Four Worlds Press, 
Calgary, Alberta, Canada.pg. 171. 

https://www.rcac.org/environmental/environmental-finance-center/iacc-tribal-outreach/iacc-tribal-survey/
https://www.rcac.org/environmental/environmental-finance-center/iacc-tribal-outreach/iacc-tribal-survey/
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5. Inform: communicate what has been 

learned externally (e.g. to participants, 

communities, funders, general public) 

6. Repeat: start again, with the addition of 

what has been learned, refined, and 

informed 

This document, and RCAC’s overall impact 

measurement and evaluation system, follow this 

model (indicated throughout). This approach also 

highlights the importance of impact measurement 

and evaluation as an active and responsive system 

that changes over time in order to be accessible 

and useful for the organization.  

RCAC’S FOUNDATION FOR IMPACT 
MEASUREMENT AND EVALUATION 
KELLOGG DEFINED GOALS AND RESEARCH QUESTIONS 
RCAC has a strong history of impact in rural communities8 and by partnering with Kellogg we have worked to 

set the stage around impact measurement and evaluation. Specifically, the purpose of the PRI is twofold:9  

1. Provide vital community development finance for federally recognized Native American 

communities; and 

2. Grow the capacity of Native-led, regional CDFIs and Native economic development 

organizations to service local entities, lend capital, and attract investments in their 

service area.10 

Additionally, the goals identified in the Kellogg grant are as follows: 

1. Build participating Native CDFIs' capacity to service local entities, lend capital, and attract 

investments. 

2. Provide a pipeline of Native American borrowers for loan products offered by the Collaborative to 

ensure successful fund deployment in high-impact projects; and increase foundation sector 

investment in Indian Country in AZ and NM by at least $2 million over the grant period. 

3. Identify and evaluate grant outcomes related to Native Americans below 200 percent FPL, 

particularly those with children ages zero to eight. 

These pre-defined goals and outcomes help to guide the approach of this impact measurement and 

evaluation plan. This guidance has resulted in the following research questions which are intended to be 

answered through this evaluation: 

1. How, and to what extent, has RCAC built the capacity of Native CDFIs to lend capital and attract 

investments by supporting their progression towards becoming AERIS certified? 

2. How, and to what extent, has RCAC influenced investments and fund deployment in Indian Country in 

Arizona and New Mexico? 

3. How, and to what extent, has RCAC’s activities benefited Native Americans, particularly those 200% 

FPL and with children ages 0-8? 

                                            
8 https://www.rcac.org/impact/ 
9 RCAC. RFP 2018.101. Evaluation Services for Tribal Community and Economic Development Capacity Building and Lending Program. pg. 1. 
10 Ibid. 

https://www.rcac.org/impact/
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DATA HARVEST 
A data harvest is simply the collection of all current documents and processes related to impact 

measurement and evaluation. This activity is especially important for external evaluators in understanding 

the current state of an organization’s approach, tools, and processes associated with evaluation. Sweet 

Grass performed both an internal and external data harvest to prepare for assisting RCAC in the 

development of this planning document. 

Internal Data Harvest 

Sweet Grass reached out to members of RCAC associated with the Kellogg funded programs in order to 

assess the status of programs regarding data collection, evaluation, and reporting, while still considering 

program goals. Sweet Grass solicited and collected documents (tools) ranging from loan applications to 

funder reports, timesheets to Excel database tracking sheets, and more. Sweet Grass then reviewed these 

documents in order to assess the current state of the evaluation program/process for RCAC’s Kellogg funded 

programs.  

After collecting these forms/documents (over 90 total documents received) Sweet Grass continued the data 

harvest process by having informal conversations with key staff around their understanding of the project, 

their role in the project (and Kellogg funded programs), as well as their ideas and hopes around a defined 

evaluation plan.  

External Data Harvest 

Sweet Grass also inventoried data collection and evaluation tools and processes used by other organizations 

across the United States. This effort was intended to communicate best practices and inform the 

development and/or editing of RCAC’s tools and procedures. The results of this harvest are especially useful 

in informing this evaluation plan. As part of this effort, Sweet Grass inventoried over 25 forms and processes 

from 20 different organizations; processing nearly 1,680 metrics collected by these organizations. All 

organizations inventoried are of similar size and/or structure to RCAC. Additionally, all the forms and 

processes reviewed were found from publicly available sources. 

KEY OPINION LEADER INTERVIEWS 
The next phase of setting the framework for the impact 

measurement and evaluation system was more formal interviews 

with key opinion leaders, which are people involved with RCAC’s 

Kellogg funded activities and programs. Sweet Grass, with the 

assistance of an RCAC advisory committee, developed an interview 

guide based off the intended outcomes outlined in RCAC’s Kellogg 

grant application. These interviews were intended to help define 

the desired outcomes and outputs of RCAC’s Kellogg funded 

programs and services. Key opinion leaders, as identified by the 

RCAC advisory committee and through Sweet Grass’ data harvest 

activities, included individuals from departments throughout 

RCAC, Confluence Philanthropy, Native Capital Access, Native 

Community Finance, the W.K. Kellogg Foundation, and involved 

Pueblos. A total of 20 key opinion leader interviews were conducted as part of this effort which led to the 

refinement of the desired outcomes around RCAC’s Kellogg funded activities and programs.  

Information from the interviews were coupled with Sweet Grass’ experience with impact measurement and 

evaluation programs, Native CDFI’s, and economic and community development in Indian Country.  

20 INDIVIDUALS INTERVIEWED       

AT THE FOLLOWING 

ORGANIZATIONS/ENTITIES: 

Acoma Pueblo 
Confluence Philanthropy 
The Kellogg Foundation 
Native Capital Access 

Native Community Finance 
Rural Community Assistance 

Corporation 
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A YEAR IN REVIEW: ACCOMPLISHMENTS AND LESSONS LEARNED FROM 2018 

Goal 1: Build participating NCDFIs’ capacity to service local entities, lend capital and attract 

investments by supporting their progressions towards becoming AERIS certified. 

To date we have partnered with Native Capital Access to help build capacity to service local entities, 

provide lending capital and attract investments thru the Kellogg Grant and PRI. A more formal 

written agreement was reached with NCA detailing our partnership and deliverables under the 

Kellogg Grant and PRI. Pending will be a loan application from NCA to help capitalize their lending 

program. RCAC anticipated more progress would have been made with Native Capital Access. The 

merger appears to have impacted these efforts. RCAC will identify other NCDFI’s during the new 

quarter. Building trust and opportunities will be a key factor in our efforts.   

Rainmaker Funds 

An understanding was reached with NCA how the Rainmaker Funds will be available to 

capitalize the organization’s the loan fund. 

Application Update    

The application has been reviewed and discussed with NCA. Pending is a resolution by 

the new board approving the line of credit and a copy of the new entity formation 

documents. Upon receipt of the remaining documentation the loan request will be 

finalized and presented at our next committee meeting to be held August 2nd, 2019. 

Loan terms under consideration are a $1 million line of credit for seven years at a 

below market rate.  

Site Visit 

David Murray visited RCAC’s office during the second quarter. David was introduced to 

the loan administration staff and spent time with the Loan Administration Manager 

Paul Yturriago. Discussed and shared was the loan fund processes, best practices, 

policies and procedures and information surrounding the AERIS Rating system. All 

pertinent information was emailed to NCA. 

RCAC has received three invoices from NCA for work under the grant and has disbursed 

$60,119.45 to NCA thru December ending. A current invoice is pending review in the 

amount of $26,947.59. A detailed summary of this work is described in three Narrative 

Reports. 

 

Communications Assistance 
In April of 2019 Dawn Van Dyke (Communications Manager) and Julia Helmreich 

(Director, Communications, Development and Events) held a conference call with Dave 

Castillo to discuss joint communications activities including distributing a joint press 

release to announce Rainmakers funds and any projects funded through the 

Rainmakers funds. We discussed ways to collaborate on writing press releases and 

Dawn sent Dave the press release template that RCAC uses, as well as an example 

press release by an organization announcing a merger. 

Merger 
NCA is in the final stages of completing a merger with NCF and Cha Piyeh. We 
understand the merger is expected to be completed by January 2019. The outcome of 
the merger will help guide RCAC how to move forward with our partnership. 
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Update 6.5.19 - Per Dave Castillo, the Boards of Directors for both Native Capital 
Access and Native Community Finance each passed Resolution # 02-19 and Resolution 
2019-02, respectively, Authorizing the Agreement and Plan of Merger, Made as of May 
8, 2019, Between Native Capital Access and Native Community Finance.   
  
In addition, Native Community Finance approved a Management Agreement with 
Native Capital Access CEO Dave Castillo on May 24, 2019 to, among other things, 
"Finalize merger agreement documents and convene a meeting of the NCF Board of 
Directors no later than June 28, 2019 to provide an Executive Report and finalize all 
documents required to finalize the merger between NCF and NCA and for submission of 
said documents to the State of New Mexico and other parties as needed".  
The actions referenced above establish the effective date of the NCA/NCF merger as 
July 1, 2019 

 

Native CDFI Collaboration Activities 

Office Visits Scheduled July 29, 2019: 

Accion scheduled 10:00 AM and TIWA scheduled 2:00 PM 

Office Visits Scheduled July 30, 2019 

Roanhorse Consulting scheduled 12:00 PM and BIA Tentative 

Additional Contacts 

• Mike Peacock Southwest Business Development mpeacock@asianinc.org  talked on 6/21 

• Marvis Aragon American Indian Chamber of Commerce  marvis.aragon@aiccnm.com  call set for 6/28 we are exploring 

membership and as members he would help with outreach.  

• Native American Vets   Ramus Suina Rsuina47@gmail.com  sent e-mail has not responded 

• Vanessa Roanhorse Nusenda Foundation vanessa@roanhorseconsulting.com  we have a call set up for 7/1, call held, 

Juanita is meeting the week of 7/29 

• Alissa Charley Hopi Credit (CDFI) lisa@hopicredit.us  talking the week of July 16 to set up meeting for 7/23 

• Heather Fleming   Tuba City Project Change Labs h.phlegming@gmail.com  just sent e-mail 6/28 have reached out 

twice no response. Planning to visit 7/23 

• Cynthia Jarvison UNM Gallup SBDC cjarvison@unm.edu sent e-mail 6/22 

• Marissa Nuvayestewa Colorado Plateau Foundation mnuvayestewa@coloradoplateaufoundation.org sent e-mail 6/22 

meeting with Jim Enote, ED, 7/22 

• Nick Tilsen—talked via phone and several e-mail exchanges. We were supposed to meet in Rapid City on 7/11, but Nick 

had a family emergency and could not make it, met with Alberta is Execcutive Assistant instead. Talking about Navajo 

Power, primarily, but also talked about NACA.  

• Kara Bobroff, NACA, sent e-mail 7/12,  

• Marvin Ginn—talked several times to identify community contacts in New Mexico 

Goal 2: Provide a pipeline of Native American borrowers for loan products offered by the 

Collaborative to ensure successful fund deployment in high-impact projects. 
To date RCAC has closed one project to Major Market. A husband and wife who are Zuni Tribe 
members own Major Market, a registered New Mexico Corporation. The Corporation seeks to open a 
deli/convenience store near Zuni Pueblo, in rural New Mexico about 150 miles west of Albuquerque. 
Zuni Pueblo has about 6,300 residents, most of whom are Tribal members. The Zuni community has 
most essential community services and facilities and a substantial array of Tribal government 
programs to assist Tribal members. Approximately 97 percent of the population is Native American. 
The Zuni CDP’s Median Household Income (MHI) is $34,479 vs. New Mexico’s $44,968 statewide MHI. 

 
With grocery shopping in the community limited to traditional convenience stores, the owners see an 
opportunity to provide fresh meat and produce as healthier alternatives to what is currently 
available. Family members, one of whom is a chef, will run the deli/convenience store. The owners 
plan to hire Tribal members for part-time positions as needed for cashiers and other duties. The 
project is expected to create six full-time and three part-time jobs. 

mailto:mpeacock@asianinc.org
mailto:marvis.aragon@aiccnm.com
mailto:Rsuina47@gmail.com
mailto:vanessa@roanhorseconsulting.com
mailto:lisa@hopicredit.us
mailto:h.phlegming@gmail.com
mailto:cjarvison@unm.edu
mailto:mnuvayestewa@coloradoplateaufoundation.org
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Use of Proceeds: The borrower will use a $544,000 loan to establish a new convenient store 
and deli. The borrower initially borrowed $52,250 to purchase equipment for the project.  

 
Loan Modification #1 was approved January 14, 2019 extending the interest only period for 9 

additional months.  

Several issues have prevented the construction of the store/deli from moving forward as 

planned. Until updated costs are received and reviewed and the results of the HHFI initiative 

are determined no analysis can be made of additional loan need, equity and business 

economics. These factors will be known after 5/1/19 at which time an additional loan 

modification will be needed. There may well be additional risk to RCAC as a result of the 

scenario with the loan; however, that risk is not quantifiable at this time due to the 

unknowns. The only action possible at this time is adjustment to the interest only and 

amortized loan periods.   

Loan Modification #2 was approved April 2019 to increase the loan by an additional $709,343.  

Several issues have prevented the construction of the store/deli from moving forward as 

planned The needed loan increase is due to these issues as well as an increase in the scope of 

the store from a basic convenience store with fresh meats and produce to a basic full service 

grocery store with state-of-the-art equipment (see floor plans below). The Tsabetsaye family 

remains dedicated to the venture and has the prior experience of operating a convenience 

store in Zuni. The project cannot move forward without additional funding. If the HFFI grant 

is not obtained an additional offsetting amount will be needed in loan funds. While this is still 

workable within the profoma, the BIA equity requirement is dependent on the HFFI grant. 

Absent of the HFFI grant a decision will need to be made as to proceeding with the additional 

funding needed without a loan guarantee. While the risk would be very significantly increased 

the likelihood is the business would be successful given Darrell Tsabetsaye’s prior experience 

and the documented need for the store in the Zuni Pueblo.  

Loan Modification #3 was approved June 14, 2019 to increase the loan by an additional 

$246,657.  

Several issues have prevented the construction of the store/deli from moving forward as 

planned. The delay in approval of the HFFI grant being the most immediate delay which has 

resulted in the need to move forward as bid prices can no longer be held unless construction 

can get underway very soon. Also seasonal construction periods dictates that construction 

gets underway. The Reinvestment Fund, who is administering the HFFI grant, will provide no 

timeline for announcements. The project cannot afford further delays, therefore, it is 

necessary to move forward with construction at this time. To do so requires removal of 

previous approval contingencies and an increase in the loan to compensate for the lack of the 

HFFI grant. If the HFFI grant is later received it will be paid in on the loan and reduce the 

loan accordingly. The BIA guarantee on the original loan amount of $544,000 remains in place; 

however, the increase will not be covered by a guarantee and the original guarantee could be 

voided. Therefore, it must be assumed that the loan will not be a guaranteed loan. The 

Tsabetsaye family remains dedicated to the store project and has the prior experience of 

operating a convenience store in Zuni. While the risk is very significantly increased the 

likelihood is the business will be successful given Darrell Tsabetsaye’s prior experience and 

the documented need for the store in the Zuni Pueblo RCAC has agreed to provide and 

increase the financing needed to keep construction moving forward to avoid cost overruns. 

We are doing so without the assurance of a BIA loan guarantee.  
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Update on Participation Loan  

During the second quarter Native Capital Access requested repayment of their participant portion for 

the Major Market loan. The participation agreement between RCAC and NCA called for a 12 month 

participation period. Repayment was sent to NCA January 9th, 2019. The amount repaid is now 

funded by our Rainmaker funds. 

Loan Activity 

April 25th, 2019 - Credit Officer Robert Longman contacted Leslie Colley, with Ohkay Owingeh 

Housing Authority (OOHA) at Ohkay Owingeh Pueblo in northern New Mexico. Discussed was financing 

opportunities through Rainmakers Fund. Leslie Colley, who was hired to deal with the subject project 

mentioned all federal grant funds have been used to date, they are looking for non-governmental 

sources.  Discussed was the possibility to incur some debt but not sure or how much. The Title VI 

program might be a consideration.  Leslie will chat with the Tribes Housing Authority and would get 

back to us to if they are interested in moving forward. Outcome:  We believe grants funds are what 

is being sought. No further communication has been received.   

February 1, 2019 - NCA withdrew our participation in a business loan to Barney Enterprises, LLC. 

Intent is to utilize the line of credit with RCAC to fund NCA’s future loans. 

(NCA) approved a loan of $300,000 for the purchase of laundry equipment which will be used to open 

a laundromat in Tuba City, AZ. The loan will be made to Barney Enterprises, LLC, an existing entity, 

which will, in turn, lease the equipment to a new venture called Tuba City Laundry. Tuba City 

Laundry will lease space in a building owned by Barney Enterprises which is located on ground leased 

from the Tribe. Barney Enterprises will act as the borrower and Danny and Karen Barney, the 

principals of Barney Enterprises, LLC will be the guarantors of the loan. NCA is the lead lender 

retaining 58.33333% of the loan with RCAC providing a 41.66667% participation. This is not a pari 

passu participation with RCAC receiving a return at a 4% interest rate and NCA at 5.5%.  

BRE Program 

RCAC has recruited two Tribal agencies for the BRE program; Pueblo de Cochiti Housing Authority and 

Pueblo of Acoma Housing Authority. RCAC is currently in the recruitment process with the Tewa 

Lending Services from the Isleta Pueblo as the third Tribal entity. RCAC staff participated in all of 

the Cultural Sensitivity sessions facilitated by Seven Sisters Community Development Group, to 

ensure that our training materials and interactions with the three Tribal entities is approached in a 

respectful manner. RCAC has created a Memorandum of Understanding that describes RCAC and the 

partner entity’s role during the Entrepreneurship Development Course. A pre- and post-assessment 

tool and applicant application, that will both measure the participant’s improvements and provide us 

with a deeper view of the entrepreneur’s goals and challenges, are being finalized and will be 

utilized at the beginning and at the end of the trainings. RCAC staff will be meeting with the three 

Tribal entities in December 2019 to obtain signed MOUs, but our main focus is to get input into the 

training objectives and to ensure the two documents (assessment and application) will capture the 

entrepreneur’s barriers and track positive changes. Discussion items include: entrepreneur 

assessment; MOU; agendas, logistics and proposed training dates; participation recruitment and 

requirements; and outcomes. 

Working with small organizations, we have learned that the work we do has to be flexible and fluid. 

For example, one of the proposed Tribal entities that was to participate in RCAC’s pilot program, 

Native American Business Development: A Journey, has made the decision not to participate. The 

new Executive Director had decided to take a new direction with the organization. However, RCAC 

was able to regroup and bring on a replacement. We have also learned there will be times when we 

need to reschedule trainings and provide additional support depending on the needs of the group. 



 

 RCAC’s Native Communities Impact Measurement and Evaluation Plan - 15 

 

Staff turnover within RCAC and the organizations we are working with can be difficult in that the 

process can get delayed or must start all over again with new staff. 

One specific challenge when working with Tribes is Feast Days. Because each Tribe celebrates Feast 

Days at different times, schedules must be flexible based on the availability of the Tribal members. 

RCAC has partnered with Ron Martinez Looking Elk from Isleta and Taos Pueblos in New Mexico. He is 

a graduate of the Institute of American Indian Arts and is an international award-winning artist. His 

expertise includes 25 years of community and leadership development, specializing in the area of 

building sustainable economic development in Indigenous communities globally. Ron has worked and 

trained with Indigenous artist, leaders, and organizers from many countries including, New Zealand, 

Japan, Greece, South Korea, Africa, Bolivia, Peru, and with Tribes throughout the U.S. Ron is 

affiliated with national and international networks where he worked or participated as a Fellow. A 

few of these institutions include Americans for Indian Opportunity in Albuquerque, NM; School of 

Advanced Research in Santa Fe, NM; the Leadership Institute in Santa Fe, NM; East‐West Center in 

Honolulu, HI; Academy for Educational Development, Washington, D.C.; Ford Foundation in New 

York, NY; and the Aspen Institute, Aspen, CO. Ron is a trained facilitator and is currently a lead 

trainer at the First Peoples Fund where he is also a Board Member. He also operates his own business 

named Creative Community Consulting. He works with high school students creating leadership 

development with organizations like the Brave Girls at the Santa Fe Indian School, the Native 

American Community Academy, and the Summer Policy Academy and is the Director of an arts-based 

program called the Pueblo Arts Academy. He also represents more than 300 Pueblo artists through his 

Pueblo Arts Program at the Isleta Resort and Casino. Ron’s connections with the Isleta Pueblo 

entrepreneurs and his extensive background in Native American entrepreneurship training will 

behoove our efforts in the recruitment process for Isleta.  

RCAC has developed the Native American Business Development: A Journey participant application 

that included input from two Pueblos as part of the recruitment process. The training will be 

conducted in a series of sessions and participants are required to attend all sessions. Upon 

completion of the sessions, a graduation ceremony will take place. An action plan template has been 

developed that will be completed for each of the graduates, which will provide the applicant and 

RCAC staff with measurable steps to guide the graduate toward the goals established in their initial 

assessment. RCAC will collect evaluations at the end of each training session and provide to Sweet 

Grass. In addition, RCAC will provide to Sweet Grass the contact information of participants for 

further interviews. 

The Native American Business Development: A Journey process involves having staff from our partner 

agency involved in the training activities so that they can continue providing the curriculum to future 

entrepreneurs. RCAC staff will also be monitoring and providing additional technical assistance to the 

entrepreneur graduates to help ensure they meet their goals. RCAC will be assisting the Tribal 

entities to identify and secure additional funds to build their capacity to continue serving 

entrepreneurs. 

Goal 3: Increase foundation sector investment in Indian Country in AZ and NM by at least $2 

million over the grant period. 

During this past year, Confluence Philosophy has raised an additional $500,000 in lending capital for 

the Rainmakers Collaborative from the Grove Foundation. Currently an additional $250,000 from the 

Woodcock Foundation is pending and will be received in FY19. To date the Rainmaker Funds include 

5 investments for a total of $2,250,000.  

RCAC met with Ceniarth, LLC, a single‐family office focused on funding market‐based solutions that 

benefit underserved communities. Through a range of investing activity, they provide capital to 

enable the deployment of products, services, and support that directly impact marginalized, 
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primarily rural populations. Our request for support centers on the creation of an Equity Pool for 

RCAC Loan Fund Investments in Native‐Owned Business. RCAC requested a $50,000 program related 

investment PRI from Ceniarth Wales Interest, L.P. to create a small pool of investment capital, which 

will be earmarked for Native businesses. A final loan agreement dated February 2019 was executed. 

Our first investment is in a Native business located in New Mexico. The business is called Dineh 

Jewelry, and it is a native jewelry wholesaler which is principally selling product to Japan and 

European markets. Our partner, Native Capital Access is prepared to make a $72,000 loan to Dineh 

conditioned on approval for a $18,000 investment by RCAC. Our first business loan has been 

tentatively approved by our investor subject to current projections and financials. 

Confluence held its annual Practitioner Gathering that was attended by more than 400 practitioners. 

Stan Keasling of RCAC and Dave Castillo of NCA presented at the meeting and were well received by 

the attendees. During the year, Native Capital Access was able to market the Rainmaker 

Collaborative at several regional and national events which included the National Council on 

American Indian Enterprise Development RES Conference, Indian Nations Tribal Legislative Day, and 

the Navajo Nation Economic Summit. NCA was able to make new connections with potential clients 

and convey the viability of financing for Native American entrepreneurs. To date, RCAC has closed 

one project, Major Market, utilizing the Kellogg and Rainmakers funds. A loan in the amount of 

$544,000, in which $230,480 came from the Kellogg PRI funds, have been allocated to this loan. 

RCAC has processed 11 draws. In addition, RCAC assisted Major Market in the submission of a 

$250,000 grant request under the Healthy Food Financing Initiative. Funding for the HFFI grants 

program is supported by the United States Department of Agriculture (USDA), authorized by the 2014 

Farm Bill.  

A sub-grant agreement and task order were developed and agreed upon between RCAC and NCA. The 

agreement and task order further define the collaborative efforts in the deployment of the 

Rainmakers Funds and Kellogg grant. A pending merger between NCA, Native Community Capital, and 

Cha Piyeh is expected to be completed before the end of the year. The merger may result in being 

able to provide the Native entrepreneur with the needed resources through this “One Stop Shop.” 

NCA provided TA to two applicants, Native Logistics, LLC and Dineh Jewelry, LLC. With this TA, the 

accountant was able to work with the applicants to translate their understanding of their businesses 

into forecasts in an acceptable accounting format for their loan applications. Entrepreneurs often 

need this type of assistance both before and after loans because these requirements typically fall 

outside of their expertise. The TA helps businesses get their accounting and payroll systems set up 

and teaches them the basic bookkeeping skills needed to run their business, which increases the 

capacity of the entrepreneurs and their likelihood to succeed. RCAC has provided TA and capacity 

building training to NCA regarding RCAC’s invoice guidelines. RCAC reviewed with NCA OMB 

guidelines, how to review actual expenses to budgets, and the necessary documentation needed to 

support invoices to RCAC. RCAC will continue to schedule meetings and check in calls with NCA. 

Many Tribal entrepreneurs need micro loans and RCAC is looking at bringing in additional Native 

CDFIs that specialize in micro lending. RCAC will be applying to become a Trustee for the Rural 

LISC/KIVA Native American micro‐business loan program in order to provide zero percent interest 

loans to Native entrepreneurs served under the WKKF grant. 

RCAC will continue to work with our partners to promote the Rainmakers Collaborative at 

conferences and training events. RCAC will continue to provide capacity building training to NCA in 

areas of marketing, loan administrative processes, underwriting policies, operating manuals, and 

other topics as needed. 
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In July of 2019 RCAC had an opportunity to discuss RCAC’s products and services with the New Mexico 

Small Business Investment Corporation. It appears we may be a good match. A Discussion Term Sheet 

for a line of credit from NMSBIC will be forth coming. 

Beyond the activities detailed above we plan to increase our marketing and outreach efforts during 

the new quarter. We hope these efforts will lead to new partnerships. In addition, obtaining loan 

approval for NCA’s line of credit will be key to deploying additional Rainmaker funds in the short 

term. 

Goal 4: Identify and evaluate grant outcomes related to Native Americans 200% or below the 

FPL, particularly Native American families with children 8 and younger. 

RCAC conducted a Request for Proposal (RFP) for evaluation services as part of the WKKF Grant. The 

RFP was sent out to various organizations, posted on the RCAC website, and posted to the American 

Evaluation Association (AEA) website. In total, RCAC received five responses to the RFP. RCAC 

created a panel of five staff who read and rated the responses and awarded the contract to Sweet 

Grass. Upon contract agreement with Sweet Grass, work began immediately. Conference calls were 

held between RCAC and Sweet Grass to discuss the process and timeline for the work. 

The process to conduct the RFP for the Consultant for Evaluation Services took time as we wanted to 

ensure we did our due diligence in awarding the contract. Because of this, Sweet Grass was not able 

to begin their work until April 2018. Originally, we had planned for the consultant to begin work in 

February or March. All expected outcomes are still on track to be completed by the end of the grant 

performance period. 

Participation of the RCAC staff in the review of the evaluation plan is key. However, planning 

meetings and calls with the advisory team was difficult due to staff schedules. 

The reports for the grant have been late. RCAC is continuing to work on our processes to ensure they 

will be submitted timely and correctly in the future. RCAC believes that scheduling check‐in calls 

with both WKKF and our partners will help to prevent any future misunderstandings. 

Sweet Grass will continue to work with RCAC on the program review of BRE. The Program Logic 

Model has been developed and will be presented to the advisory committee for final approval and 

will be incorporated in the final evaluation plan. The first draft of the evaluation plan will also be 

presented to the advisory committee at the same time as the Logic Model. These activities do not 

involve modifications regarding the work being completed. However, the plan was to have these 

activities already completed but due to scheduling conflicts, this was not possible. Sweet Grass will 

design a data collection tool and develop administrative protocols and procedures for use. Sweet 

Grass will also provide training and support to staff on the data collection tool. 

RCAC conducted an RFP for a consultant to provide Cultural Awareness Training to the RCAC staff. 

The RFP was distributed to various organizations and posted on the RCAC website. A panel was 

created of six RCAC staff that read and rated the responses. The contract was awarded to Seven 

Sisters Community Development Group, LLC. Seven Sisters conducted four trainings for RCAC’s staff 

on July 31 and August 1. The first training was conducted for all RCAC staff to provide a general 

overview. Three additional smaller breakout sessions were conducted, one for the environmental 

department and two more in‐depth trainings for the Housing and Loan Fund staff. The sessions were 

well received and rated very positively by RCAC staff in the evaluations. A more recent follow-up 

survey was sent to all RCAC staff to measure any changes in behavior as a result of attending the 

training. RCAC staff that currently work with Tribes have indicated they have taken the lessons 

learned from the training and applied them to their work. One theme of the training was the 

importance of taking the time to develop relationships with Tribal members before the work. This 

could be done several different ways such as scheduling meetings with Tribal staff to discuss the 
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work prior and allowing ample time for questions and answers. Another way would be to include time 

for prayer prior to the start of any trainings or meetings. By taking the time to establish trust 

between RCAC and the Tribe, the work will be better received by the Tribal members. Other 

takeaways include being mindful of cultural differences, taking the time to listen more, and being 

more flexible to the needs of the Tribal members. The following is a good example of just one of the 

responses from the survey: 

“I have become more aware of cultural differences and values of the communities I serve. 

This had allowed me to approach decision makers within tribal communities with respect for 

their values/beliefs. Leaders have been more responsive to requests and timelines as a 

result.” 

One of RCAC’s goals is to increase staff and board diversity across all functions to ensure that our 

staff and board members are reflective of the communities we serve. We seek to attract and retain 

diverse interns, employees and board members and to ensure that the culture of openness and 

inclusivity spans the entire employment experience: recruitment, development, advancement, 

recognition and retention.  

THE STRUCTURE OF THE SYSTEM 
With information from the key opinion leaders, information from Kellogg, best practices from impact 

measurement and evaluation from the Native CDFI industry, and thorough documentation of RCAC’s existing 

policies, procedures, and data collection materials, we co-created with Sweet Grass, this Native 

Communities Impact Measurement and Evaluation Plan. 

The goals of this plan, and the overall system, are to answer the following research questions: 

1. How, and to what extent, has RCAC built the capacity of Native CDFIs to lend capital and attract 

investments? 

2. How, and to what extent, has RCAC influenced investments and fund deployment in Indian Country in 

Arizona and New Mexico? 

3. How, and to what extent, has RCAC’s activities benefited Native Americans, especially those at 200% 

or below the FPL and with children eight and younger? 

THE LOGIC MODEL 
To first establish an impact measurement and evaluation system for the Kellogg PRI and grant, four big 

picture Goals were derived:  

1. Build participating Native CDFIs' capacity to service local entities, lend capital, and attract 

investments by providing technical assistance, training, and sub-grants. 

2. Provide a pipeline of Native American borrowers for loan products offered by the Collaborative to 

ensure successful fund deployment in high-impact projects. 

3. Increase foundation sector investment in Indian Country in AZ and NM by at least $2 million over the 

grant period. 

4. Identify and evaluate grant outcomes related to Native Americans 200% or below the FPL, 

particularly Native American families with children eight and younger. 

These goals are the overarching, big picture ways that RCAC will act as influencers or change-makers 

with Kellogg funded services. The goals make up the base for the Logic Model.  

The Logic Model is the foundation for the impact measurement and evaluation system. A logic model 

describes how (the logic behind) an organization’s strategy for initiating change. A logic model is used to 
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keep an organization in line with their mission. It provides the elements which need to be measured in order 

to understand the ways change is occurring. Please see the appendix for a copy of the logic model. 

The Logic Model flow is broken down below and further explained. 

1. Goals provide the base for a logic model. Big level, overarching goals. 

2. The goals are broken down into Outcomes which show long-term changes. 

3. Activities are provided for each goal which describe the activity that RCAC must make to accomplish 

the outcomes and thus the goal. 

4. Each goal, and thus each outcome, are tied to a series of tools which are ways to collect and track 

progress towards goals and outcomes over time. 

EVALUATION DESIGN 
GAP ANALYSIS AND LOGIC MODEL CONTINUED 
After building a solid logic model, a comprehensive assessment discerned which tools (documents and forms) 

we currently use, which tools are needed, and which tools need to be refined to measure goals and thus 

speak to the logic model. Developed and refined tools house the metrics or measures of change which are 

used to determine (or measure) the degree to which an indicator is occurring and thus provides the 

information needed to measure outcomes and ultimately goals. For example, an indicator may show that 

assets are being created. A metric, however, will take that one step further and explain how assets are 

being created through an increase in (or establishment of) credit score, for example. Metrics or measures 

of change can be quantitative (e.g. 20% increase) or qualitative (e.g. a packaged business plan). Metrics are 

usually not found on a logic model. 

Metrics are used to determine what questions or activities are used to collect information for impact 

measurement and evaluative purposes. Continuing from the credit score metric example above, an example 

of a question might be, “Since working with RCAC has your credit score increased?” An activity might be to 

have emerging entrepreneurs in a training produce a short answer response or talk in groups about their 

credit score. The results of the question or activity, as mentioned, is the metric that measures the degree 

to which an indicator, such as asset creation, is occurring. Some questions or activities should take place 

periodically in order to show impact. An example of asking questions or having activities periodically would 

be to ask an emerging entrepreneur during a small businesses loan application, “What is your credit score?” 

Then, during a one-year follow-up asking again, “What is your credit score?” The difference between those 

two responses is the metric that determines the degree that asset creation is happening, which is an 

indicator that the “Wealth Creation” outcome is occurring. A few examples below show how the process 

works, from question/activity to goal: 

TOOL METRIC INDICATOR 
ULTIMATE 
OUTCOME 

GOAL 

NCDFI Quarterly 
Report of 

Capacity Growth 

Current Ratio 
(Current 

Assets/Current 
Liabilities) 

Improved Current 
Ratio 

NCDFIs will be able 
to make progress 
towards becoming 

AERIS Certified 
 

Build participating NCDFIs' 
capacity to service local 
entities, lend capital and 
attract investments by 

providing technical assistance, 
training, and sub-grants. 

 

RCAC Tracking of 
BRE Program and 
RCAC Tracking of 

Loans Made 

Native American 
businesses created 

Increase in the 
number of Native 

American 
businesses 
created 

Native American* 
businesses  

will be created 

Provide a pipeline of Native 
American borrowers for loan 

products offered by the 
Collaborative to ensure 

successful fund deployment in 
high-impact projects. 
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TOOL METRIC INDICATOR 
ULTIMATE 
OUTCOME 

GOAL 

RCAC Tracking of 
Investments 

$ of Investments 
and # of 

Investments 

Additional 
Investments 

Received 

There will be an 
increase in the 

supply  
of funding 

opportunities and 
sources 

 to Indian Country 
through the 
Rainmakers 

Collaborative 
 

Increase foundation sector 
investment in Indian Country in 

AZ and NM by at least $2 
million over the grant period. 

 

To continue our flow of the logic model and reflect the additions to the table above: 

5. Metrics or measures of change are used to measure the degree to which an indicator is occurring.  

6. Questions are asked on Tools and are used to gain feedback from communities regarding metrics. 

Thus, a metric might be credit score and a question on a form would be: “What is your credit score?”  

HARVEST AND GAPS: ASSESSING THE IMPACT MEASUREMENT AND EVALUATION 
TOOLS 
Before developing new tools and refining existing tools, Sweet Grass conducted a gap analysis, mentioned 

briefly above. In short, the gap analysis involved examining existing documents and forms (tools) and 

deciding what questions or activities are missing and needed in order to assure that RCAC can collect the 

information needed to align with the metrics to measure indicators outlined in the Logic Model. After the 

data harvest and gap analysis, current tools were refined, and new tools were created to thoroughly track 

impact and evaluate in accordance with the Logic Model. 

7. Tools: assessments, applications, questionnaires, and other documents used to collect information. 

THE IMPACT MEASUREMENT AND EVALUATION TOOLKIT (TRACK) 
Along with tool development is the coupling of tools as a cohesive toolkit. This includes defining when tools 

should be used, who uses each tool, and who is being evaluated by the tools. These specifications and 

connections assure that the tools function as a kit to measure impact and evaluate holistically at the 

individual, family, community, organizational, regional, state, and national level. 

DATA COLLECTION TOOLS 
GOAL 1: BUILD PARTICIPATING NCDFIS' CAPACITY TO SERVICE LOCAL ENTITIES, LEND CAPITAL, 

AND ATTRACT INVESTMENTS BY SUPPORTING THEIR PROGRESSION TOWARDS BECOMING AERIS 

CERTIFIED. 

Tool 1: RCAC Tracking of TA with NCDFIs 

Tool Description: This brief tool provides a way for RCAC to track when they provide technical assistance to 

a Native CDFI staff member. The tool tracks how much time was spent and on what topics. It also allows for 

a description of what was accomplished during that session. Over time, the accumulation of data from these 

tools depicts the capacity growth of the Native CDFI. It also provides a way for RCAC to set technical 

assistance goals with Native CDFI partners and work towards those goals by tracking progress with this tool.  

Responsible Party: All RCAC staff members who provide any sort of one-on-one technical assistance should 

utilize this form. The data from the paper forms should be entered by a staff member in a shared Excel 

workbook to be used for reporting.  
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Evaluated Party: This form is intended to track RCAC activity and is intended to evaluate the growth of the 

Native CDFI partners. 

Frequency of Use: This tool is used as often as needed; every time technical assistance is completed with a 

Native CDFI staff member. 

Tool 2: NCDFI Quarterly Report of Capacity Growth 

Tool Description: This quarterly reporting form solicits the most current information needed to evaluate a 

Native CDFI’s progress towards receiving AERIS certification. This form will allow RCAC to capture progress 

towards AERIS certification which will allow them to change direction in regard to providing technical 

assistance and training to best ensure that Native CDFI partners are reaching their goals. 

Responsible Party: The Native CDFI partner is responsible for keeping tracking of their AERIS progress 

information and for reporting this data to RCAC. The RCAC Loan Fund Director is responsible for soliciting 

the report from the Native CDFI and for entering the completed form into a shared Excel workbook to be 

used for reporting. The Native CDFI completes and submits the fillable pdf tool to RCAC. 

Evaluated Party: The Native CDFI is evaluated by this tool. 

Frequency of Use: The Native CDFI will submit this tool quarterly to RCAC via a fillable pdf form.  

Tool 3: NCDFI Quarterly Report of Use of Sub-Grant 

Tool Description: This quarterly reporting form solicits the activities funded by the sub-grant made to the 

Native CDFI. 

Responsible Party: The Native CDFI partner is responsible for keeping track of the activities completed with 

the utilization of the sub-grant from RCAC. The RCAC Loan Fund Director is responsible for soliciting the 

report from the Native CDFI and for entering the completed form into a shared Excel workbook to be used 

for reporting. The Native CDFI completes and submits the fillable pdf tool to RCAC. 

Evaluated Party: The Native CDFI is evaluated by this tool. 

Frequency of Use: The Native CDFI will submit this tool quarterly to RCAC via a fillable pdf form.  

GOAL 2: PROVIDE A PIPELINE OF NATIVE AMERICAN BORROWERS FOR LOAN PRODUCTS OFFERED 

BY THE COLLABORATIVE TO ENSURE SUCCESSFUL FUND DEPLOYMENT IN HIGH-IMPACT 

PROJECTS. 

Tool 1: NCDFI Report of TA with Clients 

Tool Description: In order to track the impact of technical assistance activity, the Native CDFI partner will 

track and report their technical assistance activity to RCAC. This tracking will especially focus on technical 

assistance made to Native American clients who are at 200% or below the FPL and those families with 

children under eight. The RCAC Loan Fund Director is responsible for soliciting the report from the Native 

CDFI and for entering the completed form into a shared Excel workbook to be used for reporting. The results 

of the data collected by this tool will allow RCAC to communicate their expectations and needs from their 

Native CDFI partners and assist in changing programming or approaches as needed. 

Responsible Party: The Native CDFI completes and submits the fillable pdf tool to RCAC. 

Evaluated Party: The Native CDFI is evaluated by this tool. 

Frequency of Use: The Native CDFI will submit this tool quarterly to RCAC via a fillable pdf form.  
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Tool 2: NCDFI Report of Loans Made to Clients 

Tool Description: In order to track the impact of loan activity, the Native CDFI partner will track and report 

their loan activity to RCAC. This tracking will especially focus on loans made to Native American clients who 

are at 200% or below the FPL and those families with children under eight. The RCAC Loan Fund Director is 

responsible for soliciting the report from the Native CDFI and for entering the completed form into a shared 

Excel workbook to be used for reporting. The results of the data collected by this tool will allow RCAC to 

communicate their expectations and needs from their NCDFI partners and assist in changing programming or 

approaches as needed. 

Responsible Party: The Native CDFI completes and submits the fillable pdf tool to RCAC. 

Evaluated Party: The Native CDFI is evaluated by this tool. 

Frequency of Use: The Native CDFI will submit this tool quarterly to RCAC via a fillable pdf form.  

Tool 3: RCAC Tracking of NABDAJ (formerly known as the BRE) Program 

NABDAJ Application 

Tool Description: A survey to collect baseline and application information from interested Native entrepreneurs. 

Responsible Party: The NABDAJ program officer administers the tool and is responsible for collecting the data and 

entering it into an Excel workbook. 

Evaluated Party: The NABDAJ applicants (and participants) are evaluated by the tool. RCAC’s NABDAJ’s program is also 

evaluated by this tool. 

Frequency of Use: When applying for the NABDAJ. 

NABDAJ Intake: Ticket to Ride 

Tool Description: Survey that documents initial information on business demographics, support, success, and 

community connections at baseline. 

Responsible Party: The NABDAJ program officer administers the tool and is responsible for collecting the data and 

entering it into an Excel workbook. 

Evaluated Party: The NABDAJ applicants (and participants) are evaluated by the tool. RCAC’s NABDAJ’s program is also 

evaluated by this tool. 

Frequency of Use: At beginning of NABDAJ. 

NABDAJ Kellogg Entrepreneur Assessment 

Tool Description: Survey that documents knowledge, ability, and changes in knowledge and ability related to 

operations and management, financial planning, marketing, and health and well-being at baseline. 

Responsible Party: The NABDAJ program officer administers the tool and is responsible for collecting the data and 

entering it into an Excel workbook. 

Evaluated Party: The NABDAJ applicants (and participants) are evaluated by the tool. RCAC’s NABDAJ’s program is also 

evaluated by this tool. 

Frequency of Use: At beginning of NABDAJ, at the end of workshops, and at the end of technical assistance. 

NABDAJ Entrepreneur Budget Worksheet & Handout 

Tool Description: Survey that documents and informs entrepreneurs of their income and expenses at baseline. 

Responsible Party: The NABDAJ program officer administers the tool and is responsible for collecting the data and 

entering it into an Excel workbook. 
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Evaluated Party: The NABDAJ applicants (and participants) are evaluated by the tool. RCAC’s NABDAJ’s program is also 

evaluated by this tool. 

Frequency of Use: Once during the NABDAJ. 

NABDAJ Follow-Up: Courage to Continue the Journey 

Tool Description: Survey that documents change in business demographics, support, success, health, and well-being. 

The data gathered by this tool will allow RCAC to make changes to their NABDAJ program in order to support the goals 

and targets of the program. 

Responsible Party: The NABDAJ program officer administers the tool and is responsible for collecting the data and 

entering it into an Excel workbook. 

Evaluated Party: The NABDAJ applicants (and participants) are evaluated by the tool. RCAC’s NABDAJ’s program is also 

evaluated by this tool. 

Frequency of Use: During the action plan and technical assistance period. 

NABDAJ Entrepreneur Action Plan 

Tool Description: Action plan tool that documents knowledge growth and action and identifies roadblocks to the 

entrepreneurs’ success. The data gathered by this tool will allow RCAC to make changes to their NABDAJ program in 

order to support the goals and targets of the program. 

Responsible Party: The NABDAJ program officer administers the tool and is responsible for collecting the data and 

entering it into an Excel workbook. 

Evaluated Party: The NABDAJ applicants (and participants) are evaluated by the tool. RCAC’s NABDAJ’s program is also 

evaluated by this tool. 

Frequency of Use: Periodically as needed at the completion of NABDAJ workshops and throughout technical 

assistance. 

Tool 4: RCAC Tracking of TA to Native American Clients* through the Community Facilities Loan 

Program and THE Academy 

Tool Description: RCAC will track the TA they provide to Native American clients through the Community 

Facilities Loan Program and THE Academy. The tool tracks how much time was spent and on what topics. It 

also allows for a description of what was accomplished during that session. Over time the accumulation of 

these tools depicts the capacity growth of Native American clients at RCAC. It also provides a way for RCAC 

to set technical assistance goals with their Native American clients and work towards those goals by tracking 

progress with this tool. 

Responsible Party: RCAC staff members who provide one-on-one technical assistance through the 

Community Facilities Loan Program and THE Academy should utilize this form. The data from the paper 

forms should be entered by that same staff member in a shared Excel workbook to be used for reporting.  

Evaluated Party: This form is intended to track RCAC activity and is intended to evaluate the growth of the 

Native American clients. 

Frequency of Use: This tool is used as often as needed; every time technical assistance is completed with a 

Native American client through the Community Facilities Loan Program and/or THE Academy. 

Tool 5: RCAC Tracking of Loans Made to Native American Clients 

Tool Description: RCAC will track the loans they have made to Native American clients with funding from 

the Rainmaker’s program related investment funds. Data surrounding the loan details (loan amount, loan 

type, loan purpose) and personal details (applicant’s age, income, household members) will be tracked and 
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entered into an Excel workbook by RCAC’s Loan Fund Director for reporting to Kellogg. Results of this 

tracking will allow RCAC to redirect their efforts if goals and targets are not being met as expected. 

Responsible Party: RCAC’s Loan Fund Director is responsible for collecting and entering all loan related 

data. 

Evaluated Party: RCAC is evaluated by this tool. 

Frequency of Use: RCAC’s Loan Fund Director will collect and record this data at loan closing with every 

loan made to a Native American client funded by Rainmaker’s funds.  

GOAL 3: INCREASE FOUNDATION SECTOR INVESTMENT IN INDIAN COUNTRY IN AZ AND NM BY AT 

LEAST $2 MILLION OVER THE GRANT PERIOD. 

Tool 1: RCAC/Confluence Philanthropy Tracking of Investments (including pipeline) 

Tool Description: RCAC and Confluence Philanthropy will track all organizations who might provide 

investments and who have already provided investments through the Rainmaker’s Collaborative. This list of 

investors (both current and potential) will then allow RCAC and Confluence Philanthropy to track 

investments (both potential and actual) which would include the date, amount, and description of the 

investment. Results of this tracking will allow RCAC and Confluence Philanthropy to redirect their efforts if 

goals and targets are not being met as expected. 

Responsible Party: RCAC Loan Fund Director and Confluence Philanthropy will be responsible for keeping 

this excel tracking spreadsheet up to date with the potential investors and investments from current 

investors.  

Evaluated Party: RCAC and Confluence Philanthropy is evaluated by this tool.  

Frequency of Use: RCAC and Confluence Philanthropy enters data into this tool every time a new investor 

contact is made and when an investment is made. 

Tool 2: RCAC Tracking of Non-Public Funding Proposals and Received Funding 

Tool Description: RCAC Loan Fund Director will track all proposals made to non-public funders. Data 

tracked will include the date, funding organization (with contact information), proposal/project description, 

amount of funding requested, current status, and who the proposal was submitted by. Once a decision is 

made on submitted proposals, RCAC Loan Fund Director will update the Excel tracking spreadsheet to 

include the final determination of the proposal. If received, the details of that funding will be recorded in a 

second sheet. Results of this tracking will allow RCAC to redirect their efforts if goals and targets are not 

being met as expected. 

Responsible Party: RCAC Loan Fund Director will be responsible for keeping this Excel tracking spreadsheet 

up to date with the proposals.  

Evaluated Party: RCAC is evaluated by this tool.  

Frequency of Use: RCAC enters data into this tool every time a proposal is submitted and when the final 

decision is made regarding that proposal. 

Tool 3: RCAC/Confluence Philanthropy Tracking of Investors Advised 

Tool Description: The tracking of investors advised is a new sheet in the “tracking of investments” tool. 

This sheet tracks when an investor was advised, on what topics, for how long, by whom, and a description of 

the result of the advisement. Results of this tracking will allow RCAC and Confluence Philanthropy to 

redirect their efforts if goals and targets are not being met as expected. 
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Responsible Party: RCAC Loan Fund Director and Confluence Philanthropy will be responsible for keeping 

this Excel tracking spreadsheet up to date with the advisement activities made with investors (current and 

potential).  

Evaluated Party: RCAC and Confluence Philanthropy is evaluated by this tool.  

Frequency of Use: RCAC and Confluence Philanthropy enters data into this tool every time a new contact is 

made, contact with a potential or current investor is made, and when an investment is made. 

Tool 4: Confluence Quarterly Report of Use of Sub-Grant and Investment Procurement Activities and 

Outcomes 

Tool Description: This quarterly reporting form solicits the activities funded by the sub-grant made to 

Confluence Philanthropy as well as Confluence’s activity around procuring investments. Results of this 

tracking will allow RCAC to communicate their expectations and any needed changes with Confluence 

Philanthropy. 

Responsible Party: Confluence Philanthropy is responsible for keeping track of the activities completed with 

the utilization of the sub-grant from RCAC, as well as any activity around procuring investments for the 

Rainmaker’s Collaborative. The RCAC Loan Fund Director is responsible for soliciting the report from 

Confluence Philanthropy and for entering the completed form into a shared Excel workbook to be used for 

reporting. Confluence Philanthropy completes and submits the fillable pdf tool to RCAC. 

Evaluated Party: Confluence Philanthropy is evaluated by this tool. 

Frequency of Use: Confluence Philanthropy will submit this tool quarterly to RCAC via a fillable pdf form.  

GOAL 4: IDENTIFY AND EVALUATE GRANT OUTCOMES RELATED TO NATIVE AMERICANS 200% OR 

BELOW THE FPL, PARTICULARLY NATIVE AMERICAN FAMILIES WITH CHILDREN EIGHT AND 

YOUNGER. 

Tool 1: Third-Party Evaluator Quarterly Report of Activities 

Tool Description: This tool is a report of activities to be generated by the third-party evaluator to 

communicate their activities related to RCAC’s Kellogg grant programs. Results of this tool will allow RCAC 

to communicate their expectations and any needed changes with Confluence Philanthropy. 

Responsible Party: RCAC’s Rural Planning Capacity Building Manager is responsible for collecting the data 

and using the data reported to then report to Kellogg. The third-party evaluator submits a report of 

activities. 

Evaluated Party: The third-party evaluator is evaluated by this tool. 

Frequency of Use: The third-party evaluator will submit the report quarterly. 

Tool 2: RCAC Cultural Awareness Training Sign-in Sheet 

Tool Description: A sign-in sheet to record who attended the cultural awareness training and what 

department they are in at RCAC. 

Responsible Party: The trainers of the course collect and submit the data to RCAC’s Rural Planning Capacity 

Building Manager. The Rural Planning Capacity Building Manager keeps track of the data and submits the 

results to Kellogg. The participants in the cultural sensitivity training fill out the registration form. 

Evaluated Party: RCAC is evaluated by this tool. 

Frequency of Use: Once, at the start of the Kellogg grant period. 
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Tool 3: RCAC Cultural Awareness Training Evaluation 

Tool Description: An evaluation of the cultural awareness training. 

Responsible Party: The trainers of the course collect and submit the data to RCAC’s Rural Planning Capacity 

Building Manager. The Rural Planning Capacity Building Manager keeps track of the data and submits the 

results to Kellogg. The participants in the cultural sensitivity training fill out the evaluation. 

Evaluated Party: RCAC is evaluated by this tool. 

Frequency of Use: Once, at the start of the Kellogg Grant after the completion of the cultural awareness 

training. 

MEASURABLE OBJECTIVES 

GOAL 1: 
Build participating NCDFIs' capacity to service local entities, lend capital and attract investments by 
supporting their progression towards becoming AERIS certified. 

ACTIVITIES: RCAC provides TA, training, and sub-grants to NCDFIs. 

TOOLS:  

- RCAC Tracking of TA with NCDFIs 
- RCAC Tracking of Training with NCDFIs  
- NCDFI Quarterly Report of Capacity Growth 
- NCDFI Quarterly Report of Use of Sub-Grant 

OUTCOME 1: NCDFIs partners will make progress towards becoming AERIS certified. 

OBJECTIVE 1: Improvement in and increased knowledge of the alignment of strategy and operations within 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL Beginner Developing Competent Advanced Expert 

OBJECTIVE 2: Improvement in and increased knowledge of the effective use of financing resources within 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL Beginner Developing Competent Advanced Expert 

OBJECTIVE 3: 
Improvement in and increased knowledge of the tracking of output data that indicate effectiveness 
within 5 years. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL Beginner Developing Competent Advanced Expert 

OBJECTIVE 4: 
Improvement in and increased knowledge of the tracking of outcome data that indicate 
effectiveness within 5 years. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL Beginner Developing Competent Advanced Expert 

OBJECTIVE 5: Improvement in and increased knowledge of the CAMELS11 assessment and ratings within 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL Beginner Developing Competent Advanced Expert 

OUTCOME 2: NCDFIs will be able to pay for staff, travel, marketing, TA, and to upgrade their systems. 

OBJECTIVE 1: 
Effective spending of sub-grant related to staff, travel, marketing, TA, and system upgrade costs. 
How much was spent, on what, and to what benefit/outcome? 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 
Grant received,  

20% of funds spent 
40% of funds spent 60% of funds spent 80% of fund spent 100% of funds spent 

GOAL 2: 
Provide a pipeline of Native American borrowers for loan products offered by the Collaborative to 
ensure successful fund deployment in high-impact projects. 

ACTIVITIES: 
RCAC sources Rainmakers loans, produces Rainmaker’s marketing materials, and hosts NABDAJ 
program. 

TOOLS:  

- NCDFI Report of TA with Clients 
- NCDFI Report of Loans Made to Clients 
- RCAC Tracking of NABDAJ Program 
- RCAC Tracking of TA to Native American Clients through the Community Facilities Loan Program 

and THE Academy 
- RCAC Tracking of Loans Made to Native American Clients 

OUTCOME 1: Native Americans will have increased access to loans. 

OBJECTIVE 1: 
The number of loans deployed by RCAC to Native American clients, particularly those below 200% 
FPL and with children ages 0-8, will increase in 10 years. 

                                            
11 https://www.investopedia.com/terms/c/camelrating.asp 

https://www.investopedia.com/terms/c/camelrating.asp
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- 12 business loans with 60% of the beneficiaries being Native Americans 200% FPL, particularly 
those with children ages 0-8. 

YEARS 2018 
(baseline) 

2019 2020 2021 2022 2023 2024 2025 2026 2027 

TARGET LEVEL 1 1 1 1 1 1 1 1 2 2 

OBJECTIVE 2: 

The number of loans deployed by RCAC to Native American clients, particularly those below 200% 
FPL and with children ages 0-8, will increase in 10 years. 
- 5 housing development loans with 60% of the beneficiaries being Native Americans 200% FPL, 

particularly those with children ages 0-8. 

YEARS 
2018 

(baseline) 
2019 2020 2021 2022 2023 2024 2025 2026 2027 

TARGET LEVEL 0 0 0 0 0 1 1 1 1 1 

OBJECTIVE 3: 

The number of loans deployed by RCAC to Native American clients particularly those below 200% FPL 
and with children ages 0-8, will increase in 10 years. 
- 5 community facilities/environment loans with 60% of the beneficiaries being Native Americans 

200% FPL, particularly those with children ages 0-8. 

YEARS 
2018 

(baseline) 
2019 2020 2021 2022 2023 2024 2025 2026 2027 

TARGET LEVEL 0 0 0 0 0 1 1 1 1 1 

OBJECTIVE 4: 
The number of loans deployed by NCDFI partners to Native American clients, particularly those 
below 200% FPL and with children ages 0-8, will increase in 5 years. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 9 loans closed 
5% growth in the 
number of loans 

7% growth in the 
number of loans 

10% growth in the 
number of loans 

13% growth in the 
number of loans 

OUTCOME 2: Native Americans will have an increase in business knowledge in 5 years. 

OBJECTIVE 1: 
12 entrepreneurs will graduate (and thus increase their knowledge of business topics) from the 
NABDAJ program with 75% being Native Americans below 200% FPL and, particularly those with 
children ages 0-8. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 0 
12 graduates with a 
25% increase in level 

of business knowledge 

75% of graduates will 
see a 25% increase in 
business knowledge 

50% of graduates will 
see a 25% increase in 
business knowledge 

25% of graduates will 
see a 25% increase in 
business knowledge 

OBJECTIVE 2: 
The number of clients who will receive business technical assistance by NCDFI partners with 75% 
being Native Americans below 200% FPL and, particularly those with children ages 0-8, will increase 
in 5 years. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL TBP 

5% growth in the 
number of clients 
served and a 25% 

increase in level of 
business knowledge 

7% growth in the 
number of clients 
served and a 25% 

increase in level of 
business knowledge 

10% growth in the 
number of clients 
served and a 25% 

increase in level of 
business knowledge 

13% growth in the 
number of clients 
served and a 25% 

increase in level of 
business knowledge 

OUTCOME 3: Native Americans will have increased access to quality employment in 5 years. 

OBJECTIVE 1: 
24 new jobs created with 75% to Native Americans 200% FPL, particularly those with children ages 0-
8. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 0 
0 jobs created  

(no graduates until 
end of 2019) 

8 jobs created 8 jobs created 8 jobs created 

OBJECTIVE 2: 
The number of jobs created by businesses funded by NCDFI partners with 75% being Native Americans 
below 200% FPL and, particularly those with children ages 0-8, will increase in 5 years. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL TBP 
5% growth in the 
number of jobs 

created 

7% growth in the 
number of jobs 

created 

10% growth in the 
number of jobs 

created 

13% growth in the 
number of jobs 

created 

OUTCOME 4: Native American businesses will be created in 5 years. 

OBJECTIVE 1: 
11 businesses will be created with 45% owned by Native Americans 200% FPL, particularly those with 
children ages 0-8. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 0 2 businesses created 2 businesses created 3 businesses created 4 businesses created 

OBJECTIVE 2: 
The number of businesses created with funding by NCDFI partners with 45% owned by Native 
Americans 200% FPL, particularly those with children ages 0-8, will increase in 5 years. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL TBP 
5% growth in the 

number of businesses 
created 

7% growth in the 
number of businesses 

created 

10% growth in the 
number of businesses 

created 

13% growth in the 
number of businesses 

created 
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GOAL 3: 
Increase foundation sector investment in Indian Country in AZ and NM by at least $2 million over the 
grant period. 

ACTIVITIES: RCAC advises potential investors and provides a sub-grant to Confluence Philanthropy. 

TOOLS:  

- RCAC Tracking of Investments (including pipeline) 
- RCAC Tracking of Non-Public Funding Proposals and Received Funding 
- RCAC Tracking of Investors Advised 
- Confluence Quarterly Report of Use of Sub-Grant and Investment Procurement Activities and 

Outcomes 

OUTCOME 1: 
There will be an increase in the supply of funding opportunities and sources to Indian Country 
through the Rainmakers Collaborative. 

OBJECTIVE 1: Increase in pipeline of investors over 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 3 investors identified 
5% growth in investors 

identified 
10% growth in 

investors identified 
15% growth in 

investors identified 
20% growth in 

investors identified 

OBJECTIVE 2: Increase in number of investments over 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 3 investments 
5% growth in number 

of investments 
10% growth in number 

of investments 
15% growth in number 

of investments 
20% growth in number 

of investments 

OBJECTIVE 3: Increase in amount invested over 10 years to a total of $4.62 million. 

YEARS 2018 
(baseline) 2019 2020 2021 2022 2023 2024 2025 2026 2027 

TARGET LEVEL 

$1.12 
million in 
revolved 

funds 

$1.5 million in committed funds 
$2 million in investments secured by Confluence Philanthropy 

7 projects averaging $250,000 each in Tribal communities 

OBJECTIVE 4: Increase in the number of proposals submitted to non-public sources over 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 1 proposal submitted 
5% growth in number 

of proposals submitted 
10% growth in number 
of proposals submitted 

15% growth in number 
of proposals submitted 

20% growth in number 
of proposals submitted 

OBJECTIVE 5: Increase in the number of investors advised over 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 6 investors advised 
5% growth in the 

number of investors 
advised 

10% growth in the 
number of investors 

advised 

15% growth in the 
number of investors 

advised 

20% growth in the 
number of investors 

advised 

OBJECTIVE 6: 
Effective spending of sub-grant related to staff costs, marketing costs, travel costs, and conference 
registration costs. 

YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL Grant received,  
20% of funds spent 

40% of funds spent 60% of funds spent 80% of fund spent 100% of funds spent 

OBJECTIVE 7: Increase in investors and investments referred by Confluence Philanthropy over 5 years. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL 5 investors/ 
investments referred 

5% growth in number 
of investors/ 

investments referred 

10% growth in number 
of investors/ 

investments referred 

15% growth in number 
of investors/ 

investments referred 

20% growth in number 
of investors/ 

investments referred 

GOAL 4: 
Identify and evaluate grant outcomes related to Native Americans 200% or below the FPL, 
particularly Native American families with children 8 and younger. 

ACTIVITIES: 
RCAC hires third party evaluator, participates in reviewing and implementing evaluation plan, and 
attends cultural awareness training. 

TOOLS:  
- Third Party Evaluator Quarterly Report of Activities 
- RCAC Cultural Awareness Training Sign-in Sheet 
- RCAC Cultural Awareness Training Evaluation 

OUTCOME 1: RCAC will be able to track and show their programmatic impact. 

OBJECTIVE 1: Development and implementation of evaluation plan. 
YEARS 2018 (baseline) 2019 2020 2021 2022 

TARGET LEVEL Preparation of 
Evaluation Plan 

Development of 
Evaluation Plan 

Implementation of 
Evaluation Plan 

Refinement of 
Evaluation Plan 

Refinement and Final 
Reporting from 
Evaluation Plan 

OUTCOME 2: RCAC will improve their capacity to work in Indian Country. 

OBJECTIVE 1: 
RCAC staff will attend an impactful cultural sensitivity training within the first year of the grant 
period. 

YEARS  Baseline Target Result 

TARGET LEVEL No training 
100% of staff trained in 2018 with 90% 

of positive evaluations 

Training completed in August 2018 with 
100% staff trained with 97.4% of positive 

(excellent or good) evaluations 
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SAMPLING PROCEDURES 
Whenever possible, a full census of the sample population in question (e.g. all NABDAJ Native entrepreneur 

participants) will be utilized to gather impact data. This is especially expected around measuring the impact 

and evaluation of the NABDAJ workshops and RCAC’s loan program. Internal tracking is expected to happen 

every time an action is completed by any and all staff related to the Kellogg funded programs at RCAC. It is 

highly suggested that Native CDFI partners utilize the OTIS system or something like it for tracking impact 

and evaluative data. Sampling for participants in Native CDFI programs and services should be a census when 

possible (all clients who have participated in a service being evaluated) but should also be flexible based on 

response rates.  

OTHER USEFUL TOOLS 
Outside of RCAC’s evaluation system, other tools will be useful to compare impact and evaluative results 

from other programs, services, and communities. Analyzing data from national sources, using Sweet Grass’ 

knowledge of similar programs and services, and literature reviews from best practices and reports from 

Native CDFI’s, native communities, and native-centered entrepreneurial and lending services will provide 

insights into our venture with Tribes in the Southwest. Analyses and reporting from tools outside of RCAC’s 

toolkit are the responsibility of Sweet Grass, though RCAC would be responsible for enacting any 

recommendations brought forth through analyses. Other tools may include sections from: 

- US Census American Community Survey 

- US Bureau of Labor Statistics 

- Native CDFI Reports 

- Native CDFI Network (NCN) Reports 

- First Nations Oweesta Corporation’s (Oweesta) Reports and Publications 

- First Nations Development Institute (FNDI) Reports and Publications 

- Tribal Reports 

- Sweet Grass Internal Documents 

ACCURACY, RELIABILITY, VALIDITY, AND LIMITATIONS OF DATA COLLECTION  
Limitations of the impact measurement and evaluation system and the tool-kit center on reliability and 

validity, though there are methods and processes involved that enhance credibility where limitations pose a 

threat to accuracy.  

Throughout this process, there are people involved—human beings—with individual beliefs, differing 

motives, unique workplace etiquettes, and lifestyles outside of the professional workplace that influence 

the way questions are interpreted and answered and the degree of seriousness and understanding of 

questions and activities. In other words, human bias will influence the reliability of the impact 

measurement and evaluation system, and thus the accuracy. This is true for any data-collection or 

information sharing whether it be the US Census, a Native CDFI’s credit builder workshop evaluation, or the 

reporting from Fox News or National Public Radio. 

This document and accompanying trainings should be viewed as a road map for the entire system, and 

thus increase accuracy and reliability by reducing user error. However, this document and 

accompanying trainings will not eliminate human bias.  

The accuracy of the system will depend on the reliability of: 1) the tools; 2) the person collecting/providing 

the information on the tools; 3) the person inserting information into the database program; 4) the person, 

program, or service being measured by the tools; and 5) the analysis and reporting of information collected. 

Some tools involve self-reporting—the person being evaluated provides the answers or activity. Some 

involve an internal evaluator, such as the NABDAJ instructor evaluating the competency and completion 

level of a business plan, while other tools involve external, third-party evaluators such as the Annual 

Interview. 
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The toolkit was designed for RCAC employees, RCAC contractors, Native CDFI partners, Sweet Grass (as the 

external evaluator), Confluence Philanthropy, and other investors. The consequent reporting will be 

directed by Sweet Grass, but Native CDFI partners and RCAC will be trained on specific reporting efforts as 

well. Though more people being involved in data collection and reporting processes can increase human 

error, collaborative efforts in creating and implementing impact measurement and evaluation programs 

have proven more accurate, and thus valid. In this case, valid meaning the information will be useful and 

pertinent in the eyes of funders and the organizational and Tribal communities who can benefit from the 

information.  

The research validity of the information being collected is maintained by establishing methods for each tool 

to ensure that information is being collected at specific moments in time (e.g. after an event, every six 

months, annually), by specific people, and from specific people. This information can be found in the toolkit 

above. Methods must be in place to ensure people are not “cherry-picking”—evaluating or surveying friends, 

people close to them, or people who the evaluator thinks will be most easy and comfortable to 

communicate with. 

The tools were designed to collect quantitative information such as age, income, meeting/event 

attendance numbers, and more. The reliability of quantitative information will depend on the question and 

whether people estimate, such as estimating after the fact the number of training attendees, or whether 

they provide accurate responses, in comparison to a sign-in sheet at a training. Qualitative information, 

such as the competency and completion level of a business plan or an individual's written opinion of an 

instructor's knowledge on a topic, is more reliant on the beliefs, expectations, and experience of the person 

providing the information, and thus is contingent on human bias. Having both quantitative and qualitative 

information gathering techniques enhances both the accuracy and validity of the tool and of the analysis of 

responses. Similarly, though the number of people involved can increase human error, the ability to 

triangulate, or cross-check information from RCAC employees, an internal evaluator, and an external 

evaluator for example, will enhance the validity of the process. This plan, therefore, should be used to 

enhance the validity of the system in terms of both usefulness and research credibility. 

INFORMATION STORAGE AND INTERNAL REPORTING (REPORT) 
To properly report impact measurement and evaluative information (the story) internally, whether it be to 

oneself or others in the organization, the information collected must be stored in a safe, password 

protected database. Often information can be analyzed, at least for the purpose of internal reporting, 

within the same database it is stored. RCAC has decided to utilize Excel to manage their data and assist in 

reporting.  

ANALYSIS APPROACH 
As mentioned, data collected utilizing the tools presented in the toolkit will be both quantitative and 

qualitative in nature. Quantitative data will be analyzed in a descriptive nature showing trends, 

percentages, averages, sums, etc. Qualitative data will be analyzed by coding for themes and presenting 

themes and quotes in reports. Excel will be utilized to conduct this analysis. 

REPORTING RESULTS 
Analysis of collected data and reporting of results internally will happen on a quarterly basis. RCAC’s Kellogg 

Advisory Committee will be responsible for reviewing the analyzed data. Sweet Grass will be responsible for 

analyzing and producing the quarterly report. RCAC staff (as indicated in the list of tools) will be responsible 

for ensuring that data has been collected and entered into the Excel databases as appropriate. 
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THIRD-PARTY EVALUATOR TIMELINE 
The timeline for key deliverables and tasks is pictured in the table below: 

DELIVERABLE TASK TIMELINE 

Evaluation planning and 
design 

Develop advisory committee 2018 

Conduct key informant interviews 2018 

Review academic literature 2018 

Create a Theory of Change and Logic Model to 
support evaluation plan 

2018-2019 

Identify research questions and/or measurable 
outcomes and appropriate methodologies 

2018-2019 

Create an evaluation plan 2018-2019 

Measurement tool 
development (e.g., 
survey development) 

Review, synthesize, and compile reliable and 
valid tools already in use in the field, including 
summary of strengths and weaknesses of existing 
tools 

2018-2019 

Design data collection tools and protocols, 
including as needed: surveys, questionnaires, 
focus group and interview questions, and 
observational assessments 

Design in 2018. Edits 2019 – 2022 
as needed 

Develop administration protocols and procedures 
and/or assistance in administration of data 
collection tools 

2018-2019 

Technical assistance to 
staff and partners 

Design and implement evaluation training models 
Design and initial implementation 
in 2018-2019. Edits as needed 2020 
– 2022. 

Data collection protocols training and support 
Initial training in 2019. Follow-up 
training from 2020 – 2022. 

Data entry training and support 
Initial data entry training in 2019. 
Continued data entry support 2020 
– 2022. 

General project 
management tasks 

Design and implement evaluation database 
Design evaluation database in 
2019. Implement evaluation 
database from 2020 – 2022. 

Data collection management 
Initial data collection management 
in 2019. Continued management 
from 2020 – 2022. 

Data synthesis, analysis, and presentation 

Brief data analysis and 
presentation in 2019 and 2020. 
More in-depth analysis in 2021 and 
2022. 

Meeting facilitation 
Regular meetings throughout the 
term of the project 2018 – 2022. 

Interim and final report writing 
Brief final and interim reporting 
2018 – 2021 with a longer final 
report in 2022. 

 

THIRD-PARTY EVALUTATOR BUDGET 
Since RCAC is working for the first five years with an external evaluator, Sweet Grass, the estimated costs 

for impact measurement and evaluation for each year are as follows: 
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DELIVERABLE TASK Year 1: 
2018 

Year 2: 
2019 

Year 3: 
2020 

Year 4: 
2021 

Year 5: 
2022 

Evaluation 
planning and 
design 

Develop advisory 
committee 

$480.00     

Conduct key 
informant 
interviews 

$3,600.00     

Review academic 
literature 

$2,450.00     

Create a Theory of 
Change and Logic 
Model to support 
evaluation plan 

$4,000.00     

Identify research 
questions and/or 
measurable 
outcomes and 
appropriate 
methodologies 

$790.00     

Create an 
evaluation plan 

$2,970.00     

Measurement 
tool 
development 
(e.g., survey 
development) 

Review, 
synthesize, and 
compile reliable 
and valid tools 
already in use in 
the field, 
including summary 
of strengths and 
weaknesses of 
existing tools 

$4,900.00     

Design data 
collection tools 
and protocols, 
including as 
needed: surveys, 
questionnaires, 
focus group and 
interview 
questions, and 
observational 
assessments 

$1,980.00 $395.00 $590.00 $395.00 $590.00 

Develop 
administration 
protocols and 
procedures and/or 
assistance in 
administration of 
data collection 
tools 

$1,480.00     

Technical 
assistance to 
staff and 
partners 

Design and 
implement 
evaluation 
training models 

$3,000.00 $1,000.00 $1,000.00 $1,000.00 $1,000.00 

Data collection 
protocols training 
and support 

$3,940.00 $1,090.00 $1,090.00 $1,090.00 $1,090.00 
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Data entry 
training and 
support 

$3,700.00 $   950.00 $   950.00 $950.00 $950.00 

General 
project 
management 
tasks 

Design and 
implement 
evaluation 
database 

$2,000.00 $   500.00 $   500.00 $500.00 $500.00 

Data collection 
management 

$2,400.00 $1,200.00 $1,200.00 $1,200.00 $1,200.00 

Data synthesis, 
analysis, and 
presentation 

$790.00 $   985.00 $1,980.00 $985.00 $2,340.00 

Meeting 
facilitation 

$1,200.00 $   400.00 $   400.00 $400.00 $600.00 

Interim and final 
report writing 

$1,965.00 $1,185.00 $1,185.00 $1,185.00 $3,430.00 

TOTAL $41,645.00 $7,705.00 $8,895.00 $7,705.00 $11,700.00 

THE TEAM 
The impact measurement and evaluation system has been created in a way, based on participatory 

monitoring and evaluation principles, that RCAC can participate in the process to the point where by the 

end of the five-year period, a third party evaluator can be involved but it will not be necessary aside from 

annual or biannual interviews, if desired. Thus, this system can be sustained by RCAC into the future. 

As indicated by the toolkit, RCAC employees and contractors will measure impact and evaluate the majority 

of our processes. 

Sweet Grass has directed the participatory design process for the system and will lead the interim and final 

reporting deliverables which will include their recommendations to ensure our programs and services are 

operating most effectively in accordance with our logic model. 

TAKING MEANINGFUL ACTION (LEARN AND REFINE) 
Collecting information for the sake of collecting information is a waste of money, labor, time, and other 

social resources. However, information that can be used to teach an organization something about 

themselves or the people they work with or serve is valuable. After tracking proper information and 

reporting internally on that information, individuals and collective groups are able to acquire that 

knowledge and process it in a way that leads to meaningful action. In our case, meaningful action leads 

to enhancing our organization and the people we serve, whether the steps to do so seem positive, 

negative, or indifferent. Meaningful action will usually come in the form of refinements. Some refinements 

based on impact measurement and evaluation may look like: 

1. Modifying, creating, or retiring information collection methods, sampling, database management, 

and reporting procedures 

2. Modifying, creating, or retiring tools based on need 

3. Expanding a program and/or service to include new concepts, geographies, or people groups 

4. Extending programs and/or services to continue work with previous participants 

5. Remodeling or ending a service or program because it is not having the impact originally expected 

6. Remodeling or ending a program or service because it was so impactful it is no longer needed 

7. Further modifying programs and services to better align with a mission, or to align with a new 

strategic plan 

8. Rearranging social and economic capital to certain programs and services 
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9. Making individual employee related decisions: 

a. Raises 

b. Promotions 

c. Demotions 

d. Lay offs 

e. Modifying, creating, or disbanding collaborative groups/teams 

10. Creating new, reestablishing old, or cultivating established partnerships 

11. Attracting new funding sources  

12. Creating new strategies for economic sustainability 

Refinements will be discussed and implemented by our Kellogg Advisory Committee. Sweet Grass will be 

responsible for explaining the need for any refinement(s) and for implementing the decisions of the Advisory 

Committee on any such refinement(s).  

COMMUNICATION OF RESULTS (INFORM) 
Sweet Grass will create a brief strengths and weaknesses report on the status of our current tools. To 

provide us with information and recommendations based on our efforts related to our Impact Goals, Sweet 

Grass will produce interim reports and a final report at the end of the five-year evaluation agreement. 

Sweet Grass will also conduct trainings based on reporting from our databases in a way that can be used to 

inform Kellogg, and our participating partners: NCA and other Native CDFIs; NABDAJ participating Tribal 

entities and Native entrepreneurs, and Confluence Philanthropy along with other possible investors.  

Information from the system can be used to create external marketing material to inform the general 

public, possible program and service participants (clients), and investors of how a partnership with 

RCAC can be impactful for individual lives as well as communities’ economies, environments, and well-

being. This is not to say RCAC does not already do this and do it well. However, information from the 

impact measurement and evaluation system will enhance existing informational and marketing processes. 

REPORTING RESULTS 
Analysis of collected data and reporting of results externally with stakeholders will happen on an annual 

basis and will be based on the internal quarterly reports. Our Kellogg Advisory Committee will be 

responsible for reviewing and sharing the analyzed data. Sweet Grass will be responsible for analyzing and 

producing the annual report for review. RCAC staff (as indicated in the list of tools) will be responsible for 

ensuring that data has been collected and entered into the Excel databases as appropriate. 

CONCLUSION (REPEAT) 
This impact measurement and evaluation system was built with an understanding of the past, intentionality 

for the present, and a vision for the future. It is was originally conceived as a project to capture impact and 

evaluate measures related to Kellogg funded activities at RCAC; it was designed to capture much more. 

Thus, the system can be replicated in other areas of RCAC and regardless should be repeated over time. Just 

as Kellogg will impact Native communities far past the five-year grant period and the ten-year investment 

period, RCAC’s system (with meaningful action) will far outlive the five-year impact measurement and 

evaluation timeframe. 

The process of tracking information, reporting internally, learning from the information gathered, refining 

processes, programs and services, and informing partners and the general public, should be repeated 

continually. This type of iterative continuity (continuity through change) enhances our ability to adapt and 

thoughtfully respond to changing communities, environments, and economies while strengthening ourselves 

and maintaining a collective vision for RCAC, our partners, and our communities. 



GOAL

APPENDIX

W.K. KELLOGG FOUNDATION 
PROGRAM LOGIC MODEL

Build participating 
NCDFIs' capacity to 
service local entities, 

lend capital and 
attract investments 
by supporting their 

progression towards 
becoming AERIS 

certified.

RCAC provides 
TA, training, 

and sub-grants 
to NCDFIs

NCDFI partners will make progress 
towards becoming AERIS certified

NCDFIs will be able to pay for staff, 
travel, marketing, TA and to upgrade 

their systems

Provide a pipeline of 
Native American 

borrowers for loan 
products offered by 
the Collaborative to 
ensure successful 

fund deployment in 
high-impact projects.

RCAC sources 
Rainmakers 

loans, produces 
Rainmaker’s 
marketing 

materials, and 
hosts BRE 
program

Native Americans* will have 
increased access to loans

Native Americans* will have an 
increase in business knowledge

Native American* businesses 
will be created

Increase foundation 
sector investment in 
Indian Country in AZ 
and NM by at least 
$2 million over the 

grant period.

RCAC advises 
potential 

investors and 
provides a sub-

grant to 
Confluence 

Philanthropy

There will be an increase in the supply 
of funding opportunities and sources

to Indian Country through the 
Rainmakers Collaborative

Identify and evaluate 
grant outcomes 

related to Native 
Americans 200% or 

below the FPL, 
particularly Native 
American families 

with children 8 and 
younger.

RCAC hires 
third party 
evaluator, 

participates in 
reviewing and 
implementing 

evaluation plan, 
and attends 

cultural 
awareness 

training

RCAC will be able to track and show their 
programmatic impact

RCAC will improve their capacity to work 
in Indian Country

Native Americans* will have increased 
access to quality employment

*with a special focus on Native Americans 200%       
or more below the FPL and Native American 

families with children 8 and younger

ACTIVITIES OUTCOMES TOOLS

• RCAC Tracking of TA with 
NCDFIs

• NCDFI Quarterly Report of 
Capacity Growth

• NCDFI Quarterly Report of 
Use of Sub-Grant

• NCDFI Report of TA with 
Clients*

• NCDFI Report of Loans Made 
to Clients*

• RCAC Tracking of NABDJ 
Program*

• RCAC Tracking of TA to 
Native American Clients* 
through the Community 
Facilities Loan Program and 
THE Academy

• RCAC Tracking of Loans Made 
to Native American Clients*

• RCAC Tracking of Investments 
(including pipeline)

• RCAC Tracking of Non-Public 
Funding Proposals and 
Received Funding

• RCAC Tracking of Investors 
Advised

• Confluence Quarterly Report 
of Use of Sub-Grant and 
Investment Procurement 
Activities and Outcomes

• Third Party Evaluator 
Quarterly Report of Activities

• RCAC Cultural Awareness 
Training Sign-in Sheet

• RCAC Cultural Awareness 
Training Evaluation

Last updated: 
07/17/19
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RCAC KELLOGG REPORT OF IMPACT 
INTRODUCTION 
BACKGROUND: PARTNERSHIPS AND INCREASING RCAC’S IMPACT 
As a regional intermediary community development financial institution (CDFI), Rural Community Assistance Corporation (RCAC) finances 
affordable housing, community facilities, and small businesses, as well as water, wastewater, and solid waste systems in rural communities.1 
One of their focus areas within rural areas are Native communities. In order to support this effort, RCAC partnered with Confluence Philanthropy 
(Confluence), which advances mission-aligned investments, and Native Capital Access, now known as Native Community Capital (NCC), a Native 
Community Development Finance Institution (NCDFI), to launch the Rainmakers Investment Collaborative (Rainmakers or the Collaborative) in 
2017. Within the Collaborative, “[p]artners aim to substantially increase the foundation sector’s investment capital and lending to tribes in 
the Southwest”.2  

This work was further supported in 2017 by a 10-year, $1 million program related investment (PRI) and associated 5-year, $1 million grant 
from the W.K. Kellogg Foundation (Kellogg). The PRI capital, combined with other direct investments, finances projects that meet Rainmaker’s 
criteria. The grant allows RCAC to continue improving the economic security, health, and well-being of Native Americans in New Mexico and 
Arizona by enhancing capacity, securing additional investments, and improving Native client recruitment for financing through 
Rainmakers.3 

Kellogg’s partnership with RCAC is a valuable resource to continue the mission of providing training, technical and financial resources, and 
advocacy so rural communities can achieve their goals and visions, while enhancing RCAC’s ability to create mission-driven impact in Native 
communities.4   

PROJECT OVERVIEW 
For four centuries, Native American communities have suffered the ill effects of longstanding resource deprivation and inadequate financial 
and other vital infrastructure. As a result, very few tribal members achieve home or small business ownership. Those with the greatest need 
are often the least likely to secure financing, as most traditional lending institutions and impact investors show little interest in tribal 
communities. Tribal department goals are often unattainable and financial stability remains out of reach for many. While NCDFIs promote 
community and economic development on tribal lands, they often have insufficient resources to meet the demand. Traditional commercial 
lending institutions underserve Native American communities in New Mexico and Arizona due to location, low wealth, and the complexities of 
lending in tribal lands. 

Native American communities experience substantially higher rates of poverty and unemployment than mainstream America and face 
unique challenges to economic growth. Lack of physical, legal, and telecommunications infrastructure, inaccessibility of affordable financial 

 
1 RCAC. RFP 2018.101. Evaluation Services for Tribal Community and Economic Development Capacity Building and Lending Program. pg. 1. 
2 RCAC. Community Development loans Available to Tribes, Tribal Entities, and Individuals in the Southwest: Rainmakers Collaborative. pg. 1. 
3 RCAC. RFP 2018.101. Evaluation Services for Tribal Community and Economic Development Capacity Building and Lending Program. pg. 2. 
4 Creating vibrant, healthy, and enduring rural communities. Accessed 26 February 2019. Retrieved from www.rcac.org. 

http://www.rcac.org/
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products and services, and limited workforce development strategies are challenges that a growing 
number of Native entrepreneurs must overcome to be successful. The majority of Native communities—
86%—lack a single financial institution within their borders. 

In order to address these issues, RCAC is working through the Collaborative (which to date has a total of 5 
investments equaling $2.25 million and has directly invested $1.5 million in tribal communities in 
New Mexico and Arizona) to provide loans to tribes and tribal entities in New Mexico and Arizona. RCAC 
is the Collaborative’s key investment partner and will work with several NCDFIs in this venture. 
Additionally, a companion grant to the PRI will provide flexible funds for RCAC to use in a variety of 
ways, including direct costs and sub-grants to consultants and partners. This grant will also support RCAC 
programs that produce potential Native American borrowers in New Mexico and Arizona for loan products 

offered by RCAC’s Loan Fund, NCC, and other NCDFI participants in the Collaborative. To date, RCAC has closed 19 loans with Native American 
borrowers totaling $10.1 million and has served 26,950 Native American clients through their programs and services. 

With PRI and grant funding, RCAC's programs and services will finance community projects for generating jobs, small businesses, new houses, 
community facilities, and safe/sanitary water and waste infrastructure on tribal lands. Businesses will be established, and tribes will have direct 
access to capital to make these projects happen.  

Of the 3.4 million people living below 200% of the Federal Poverty Line (FPL) in New Mexico and Arizona, nearly 550,000 are Native 
children ages 0-8 years old. This initiative will target projects where at least 60% of the direct beneficiaries are Native Americans below 
200% FPL.  

To more comprehensively understand the impacts of Kellogg’s investments, Sweet Grass Consulting, LLC (Sweet Grass) was hired by RCAC after 
a competitive bidding process to design and implement a culturally responsive evaluation program for the Kellogg grant and PRI activities. The 
estimated evaluation contract is a five-year period from 2018 to 2022.5 

 
 
 
 

 

 

 

 

 

 

 
5 RCAC. RFP 2018.101. Evaluation Services for Tribal Community and Economic Development Capacity Building and Lending Program. pg. 2-3. 

Sweet Grass has co-created studies and impact measurement and evaluation programs 
with Native, non-Native, and Latinx communities and organizations. Sweet Grass believes 

that development is a holistic process occurring at the individual, family, community, 
organizational, regional, state, national, and international level while expanding 

geography, economy, spirituality, culture, community and more. In this way, the efforts 
and activities of individuals, communities, and organizations can be connected to 

systems-level changes and cultural shifts. 

 
NATIVE COMMUNITIES 
WITHOUT A FINANCIAL 

INSTITUTION 
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METHODS 
 

 

 

 

 

This document outlines impact and evaluation 
of RCAC’s Kellogg related activities.  

These 5 methods were used to create this 
evaluation. 



 RCAC’s Kellogg Report of Impact - 6 
 

PROGRAM LOGIC MODEL 
2017-2019 EVALUATION 
To date, an external evaluation of grant activities, outcomes, and impact 
has not been conducted. This evaluation includes an assessment of 
activities, outputs, outcomes, and impacts dating back to the grant award 
date of August 1, 2017, the PRI award date of July 1, 2017, and up to 
September 30, 2019.  

• Report Period: August 1, 2017 – September 30, 2019 
• Kellogg Grant: August 1, 2017 – July 31, 2022 
• Kellogg PRI: July 1, 2017 – June 30, 2027 

As noted in this report, outcomes are occurring in all goal areas. In some 
goal areas, some outcomes are being met more fully than others. Regardless 
activities (e.g. NABDAJ trainings) and outputs (e.g. 18 NABDAG graduates) 
are occurring even if outcomes are not being met fully. Those outputs will 
lead to outcomes (e.g. Native Americans with increased access to loans) and 
then, with proper timing, completion of greater goals and impacts (e.g. 
loans and lending opportunities). 

It should also be noted that some redundancies exist in this report. This is 
indicative of one, the holistic nature of the Rainmakers model and its 
relation to the Kellogg grant activities (they play off one another) and two, 
an interconnected impact measurement and evaluation system—often times, 
one activity addresses multiple outcomes or one outcome involves activities 
from the PRI and the grant. 

UNDERSTANDING THE REPORT LAYOUT 
The next four sections comprise the majority of the report and outline each 
of the four goals from the logic model depicted on the previous page. Each 
of the four sections begin with an explanation of ‘Impact Momentum’ which 
summarizes the activities, outcomes, outputs, challenges, and strengths 
associated with each goal over the last two years. Each section then delves 
deep into each outcome associated with their respective goal. The report 
will then present ‘Overarching Challenges and Strengths’. The ‘Critical 
Evaluation Notes’ section is Sweet Grass’ external (third-party) evaluation 
based on data-driven ideas, expertise in the field, and informed opinions 
regarding the challenges, strengths, and opportunities that have arisen over 
the last two years. The report ends with a short ‘Conclusion’. 

This report is written in alignment with Rural Community Assistance 
Corporation’s W.K. Kellogg Program Logic Model (logic model) created by 
Sweet Grass. The logic model is part of the greater Rural Community 
Assistance Corporation’s Native Communities Impact Measurement and 
Evaluation Plan (2018-2022) (plan). Sweet Grass co-created the plan with 
RCAC which comprised of information provided by key opinion leaders 
from Kellogg, NCC, Confluence, and RCAC; best practices from Native 
CDFI industry impact measurement and evaluation; and thorough 
documentation of RCAC’s existing policies, procedures, and data 
collection materials. 

To date, the plan and logic model have not been accepted by RCAC. 
However, changes have been made to the plan and logic model to reflect 
their comments and concerns with the original draft. It is our hopes, 
pending Kellogg’s receptivity of this report, the plan and logic model will 
be adopted. 

Regardless, to evaluate the effectiveness of the Kellogg grant and PRI, 
Sweet Grass used the logic model as a guide. 

The logic model flow is broken down below and further explained.  

1. Goals provide the base for a logic model. High level, overarching 
goals.  

2. The goals are broken down into outcomes which show long-term 
changes.  

3. Activities are provided for each goal, which describe the activity 
that RCAC must perform to accomplish the outcomes (and outputs) 
and thus the goal.  

a. Outputs are defined and represented as the amount of the 
item being measured (e.g. number of trainings provided, 
dollar amounts, number of participants, etc.) 

4. Each goal, and thus each outcome, are tied to a series of tools to 
collect and track progress towards goals and outcomes over time. 

a. Tools are the assessments, applications, questionnaires, 
and other documents used to collect information. 

 



 RCAC’s Kellogg Report of Impact - 7 
 

SYMBOLS USED THROUGHOUT THE REPORT 
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GOALS, OUTCOMES, OUTPUTS, ACTIVITIES, AND IMPACT 
GOAL: BUILD PARTICIPATING NCDFIS' CAPACITY TO SERVICE LOCAL ENTITIES, LEND CAPITAL 
AND ATTRACT INVESTMENTS BY SUPPORTING THEIR PROGRESSION TOWARDS BECOMING AERIS 
CERTIFIED. 

ACTIVITIES OUTCOMES TOOLS 

RCAC provides TA, 
training, and 
subgrants to 
NCDFIs. 

• NCDFI partners will make progress 
towards becoming AERIS certified. 

• NCDFIs will be able to pay for staff, 
travel, marketing, TA and to 
upgrade their systems. 

• RCAC Tracking of TA with NCDFIs 
• NCDFI Quarterly Report of 

Capacity Growth 
• NCDFI Quarterly Report of Use of 

Sub-Grant 

 

IMPACT MOMENTUM 
SUMMARY 

Although RCAC and Native Community Capital (NCC) did not connect the amount of technical assistance (TA) they have conducted as necessarily 
synonymous with a progression toward AERIS certification, the majority of TA time they have spent with one another is definitely leading 
NCC toward greater AERIS compliance. NCC has provided documentation for 86 hours of TA (60 from RCAC), and there has likely been more 
that has not been captured or consolidated. The TA NCC has received from RCAC during the grant period has helped significantly with the 
merger of three notable financial institutions, all with a history of enhancing Native communities in New Mexico and Arizona. RCAC has recently 
cultivated a working relationship with Tiwa Lending Services (Tiwa Lending) as well.  

NCC has worked with RCAC to assist with some loan recipients (as will be discussed throughout this report) and Rainmaker marketing information 
has been used by NCC to enhance possible pipeline connections. 

CHALLENGES AND STRENGTHS: 

1. AERIS certification is time consuming, resource intensive, and overall demanding for CDFIs and even more so for a NCDFI such as NCA that 
is steeped in an inter-state merge with three entities. Nevertheless, NCA is progressing toward AERIS certification. 

2. The following sections further demonstrate NCC’s progression towards AERIS certification. RCAC’s technical assistance provisions to NCC 
and Tiwa Lending, and NCC’s technical assistance and marketing efforts. 

OUTCOME: NCDFI PARTNERS WILL MAKE PROGRESS TOWARDS BECOMING AERIS CERTIFIED 
Due to the extensive merging processes of three renowned Southwest NCDFIs into one, attention was not spent specifically on AERIS 
certification. However, there were notable avenues of TA flowing from RCAC to NCC that enhanced NCC’s capacity to serve local 
entities, lend capital and attract investments. It should also be noted that the TA discussed in this section is specifically connected to the 
first 3 of 5 AERIS preparation bullet points listed below. 
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• Alignment of strategy and operations 
• Effective use of financing resources 
• Tracking of output data that indicate effectiveness 
• Tracking of outcome data that indicate effectiveness 
• CAMELS assessment and ratings 

 

 

 

 

 

 

 

OUTCOME: NCDFIS WILL BE ABLE TO PAY FOR STAFF, TRAVEL, MARKETING, TA AND TO UPGRADE THEIR 
SYSTEMS 
As noted throughout this report, RCAC has been working with, and building new relationships with CDFIs, NCDFIs, and other lending service 
providers. The next sections focus on NCC, RCAC’s assistance to NCC, as well as Tiwa Lending Services. Due to NCC’s direct relationship to 
the Kellogg grant and PRI, the majority of this section focuses on the newly structured entity. 

Dave Castillo (CEO of NCC) and Dave Murray (former Director of Finance and Operations for NCC) 
visited RCAC twice for in-person TA with Juanita Hallstrom, RCAC Loan Fund Director, as well as 
staff from other departments. These meetings, totaling twelve hours—6 
hours with Dave Castillo and 6 hours with David Murray—centered on topics 
related to lending, finance, and corporate development. Since October 
2017, 48 hours of merger-related TA check-in calls have occurred. In total, 
RCAC has provided 60 hours of TA to NCC—an investment into a merger 

that will have extensive impacts in Native communities in the Southwest and beyond. 

Because of NCC’s partnership with RCAC, Kellogg, and Rainmakers, they have been tasked with the following: 

1. Native CDFI Capacity Building 
2. Market Rainmaker Lending Capital 
3. Provide Technical Assistance to Small Businesses or Tribal Clients 
4. Originate Loans to Deploy Rainmaker Lending Capital 
5. Participate in Rainmaker Coordination and Evaluation Meetings and Calls 

Is AERIS the Measure? 

Although most capacity building assistance provided to 
Native CDFIs is indirectly related to becoming AERIS 

rated very few Native CDFIs are at a point where they 
are ready for, or even interested in, AERIS certification. 
There is an opportunity for RCAC and their Native CDFI 

partners moving forward to define what capacity 
building structure would be most helpful to their 

progress.  

1 OPPORTUNITY 
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The next section summarizes progress toward these outcomes from NCC Subgrantee Reports from 10/1/17 to 9/30/19. For the subgrantee 
reports there are a list of activities to accompany each outcome. 

NATIVE CDFI CAPACITY BUILDING 

According to the subgrantee agreement between NCC and RCAC, the four following objectives were defined to achieve ‘Native CDFI Capacity 
Building’. 

1. Convene a RCAC INCA process improvement committee where the goal shall be to prepare the newly formed entity made up of NCA, NCF, 
and Cha Piyeh for an AERIS review, or other rating process, resulting in a rating sufficient to provide the necessary confidence for 
Rainmaker investors to approve a transfer of RIC funds from RCAC to NCA. 

2. Review, revise, and adopt select RCAC loan administration and servicing procedures for the combined entity. 
3. Review, revise, and update existing credit policy and procedures to provide consistency in underwriting practices across all loan 

products. 
4. Review internal controls and conduct a loan portfolio review in preparation for financial audits. 
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NATIVE CDFI CAPACITY BUILDING TOPICS  
Developed policies and procedures as a merged entity 
to improve operations, portfolio management, 
documentation process, and quality control. 

Developed and reviewed organizational 
development tasks and origination/servicing 
processes to provide groundwork for future operational 
improvement activities.  

Increased knowledge about mortgage lending 

• Momentum towards NCC and RCAC offering a 
conventional mortgage product for tribal lands. 

Business planning 

The 3 merging organizations: 

• Addressed diligence items and other merger 
related activities; 

• learned how each operates;  
• understood each organization’s strengths; and  
• acknowledged opportunities for improvements. 

Grew in their capacity in Indian Country by 
performing the following: 

• Expanded network and built trust. Continued trust 
through engagement.  

• Met with Laguna Tribal Council, which funded NCC 
with $6 million for lending and operating capital. 

• Expanded their line of credit to provide a broader 
suite of products. 

• Expanded visibility at the national level.  
• Fannie Mae provided pro-bono services and a line 

for lending services. 
• Attracted a new COO and powerful board 

members. 

TOTAL $ SPENT: $4,848.22 

TOTAL $ SPENT EXCLUDING TRAVEL: 
$3,949.55 

TOTAL HOURS: 86 

HOURS PROVIDED BY RCAC: 60 

RCAC’S 60 HOURS OF TA INVOLVEMENT: 

 

Reporting and expectations 

• Loan policies, procedures, and templates 
• Review of draw requirements 
• Ensure draw documents have proper 

documentation 

Models of competent administrative practices 

Organizational development and guidance. 

• Continual assistance throughout the merging of 
the three NCDFIs into one.  

Enhancement of marketing practices 

• Press releases 
• Promotion of products and services 

Financing 

• $500,000 line of credit (Currently, plans 
are in place to use the line of credit to free up 
NCC monies from the Barney Enterprises, LLC 
laundromat deal (Navajo Reservation), 
providing NCC with more lending capital for 
other entrepreneurs). 

• Provided $18,000 equity investment (to 
accompany NCC’s $72,000 loan to Dineh 
Jeweler’s) and the potential for future 
investments. 
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MARKET RAINMAKER LENDING CAPITAL 

1. Attend and present at a total of 6 western U.S. regional or national conferences and 1 national conference6 in Washington DC (or 
other non-Western location) to market debt financing solutions generally, to identify leads that would qualify for Rainmaker Lending 
Capital, or to advance partnerships that shall benefit the Rainmaker Fund. 

NCC has logged at least 7 marketing engagements at regional and national gatherings 

• Total hours: 118 
• Total $ spent: $8,653.89 

o Total $ spent excluding travel: $6,613.87 
• Some events and topics:  

o National Center for American Indian Enterprise Development RES 2018, Las Vegas, NV 
o Native Women Business Summit 2018 

 Plenary Panel: “Accessing AlterNative Capital”  
o Navajo Nation Economic Summit 2018, Flagstaff, AZ 
o NCAIED RES 2019, Las Vegas, NV 

 Breakout Session: “Community Development Financial Institutions, Regional Approaches to Native Community 
Development” 

o Indigenous Comic Con 2018, Albuquerque, NM 
 Booth and Workshop: “De-Colonize Your Money” 

o Construction and Indian Country National Conference, Gila River Reservation, Chandler, AZ 
 Booth and “Financial Aspects of the Development Process” in the Construction 101 and Construction 102 Preconference 

Workshops 
o State of Arizona Indian Nations and Tribes Legislative Day 

  

 
    6 There was no indication that NCC attended and/or presented at 1 national conference. 

≥7 MARKETING 
ENGAGEMENTS 
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PROVIDE TECHNICAL ASSISTANCE TO SMALL BUSINESSES OR TRIBAL CLIENTS 

1. Provide TA to borrowers to strengthen loan applications, business plans for potential clients, and accounting capabilities for new clients. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

≥ 173 HOURS 
ASSISTING 
OTHERS 
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ORIGINATE LOANS TO DEPLOY RAINMAKER LENDING CAPITAL 

1. Underwrite and originate loans that can utilize Rainmaker funds, with a goal of 22 loans over 3 years 
2. Identify borrowers whose financial needs exceed program resources and work with RCAC to secure debt 

As of their reporting period ending 6/30/2019, NCC had a Native American loan portfolio of over 200 loans valued at over $5.5 million. Nearly all 
the loans are to Native Americans in New Mexico and Arizona, with 1 borrower being a Native American small business located in California. 

While NCC closed a significant number of loans, these loans did not utilize Rainmaker funds. A $500,000 line of credit will soon 
be provided to NCC from Rainmakers to facilitate more lending. Likewise, RCAC and NCC are working together, striving to 
identify opportunities to deploy conglomerations of NCC, RCAC, and Rainmaker capital.  

• Total Hours: 723.87 
• Total $ spent ($ staff time involved): $30,142.87 
• Average loan amount: $138,393.94 
• Loan types/purposes included: Construction, Equipment, Inventory, Start-Up Capital, Line  

of Credit, Small Business, and Expansion 
• Nations represented:  

o Laguna Pueblo (NM) 
o A’shiwi/Pueblo of Zuni (NM) 
o Diné/Navajo (NM) 
o Kwatsáan, Fort Yuma Quechan Indian Tribe, (CA) 
o Sherwood Valley Band of Pomo Indians, Sherwood Valley Rancheria (CA) 

LOCATIONS OF CLIENTS WITH FEDERAL POVERTY LIMITS AND CHILD POPULATION RATES: 

 BELOW 200% FPL (2013-
2017 ACS* ESTIMATES) 

% OF POPULATION THAT 
ARE CHILDREN 0-4 

% OF POPULATION THAT 
ARE CHILDREN 5-9 

MESA, AZ 38% 7.7% 7.3% 

PEORIA, AZ 24% 6.4% 7.1% 

TEMPE, AZ 40% 5% 4.5% 

TUBA CITY, AZ 59% 9.5% 9.4% 

YUMA, AZ 41% 7.7% 7.9% 

LAGUNA, NM 68% 8.2% 8.1% 

ZUNI, NM 82% 8.2% 7.6% 

WILLITS, CA 49% 7.1% 7.0% 

WINTERHAVEN, CA 44% 8.9% 8.1% 
*American Community Survey 

 

INCREASE 
LENDING 
CAPITAL 
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       PARTICIPATE IN RAINMAKER COORDINATION AND EVALUATION MEETINGS AND CALLS 

• Total Hours: 23.5 
• Total $ spent ($ staff time involved): $1,010.31 
• Topics: Loan prospects, reporting requirements, compliance and reporting, and evaluation interviews. 

Tiwa Lending Services (Tiwa) is a NCDFI aimed at serving the Isleta Pueblo Community. Currently their home 
loan portfolio is over $7 million and their consumer loan portfolio is around $650,000, impressive for a 
two-woman operation. During the month of October 2019, they were recognized by US Senator Tom Udall of 
New Mexico for their unwavering commitment to providing safe, affordable housing in their communities 
with a 0% delinquency rate.  

Sheila Herrera, Tiwa’s Executive Director, and RCAC’s Loan Fund Director Juanita Hallstrom have engaged in 
approximately 10 hours of TA—2 in-person sessions and 1 phone call. Thus far, the TA from Juanita: 

• Provided Sheila with cash flow spreadsheets 
• Assisted Sheila with loan portfolio reports 

• Progressed Tiwa toward becoming a USDA 502 packager 

During the month of November 2019, Juanita will visit Tiwa for a third round of in-person TA. 
Topics Sheila hopes to discuss in the coming months include: 

• A line of credit from RCAC 
• Underwriting assistance to extend services for small business loans 

Tiwa currently provides consumer loans and 
occasionally a consumer loan will be used to 
purchase equipment such as a sewing machine. Tiwa 
does not specifically provide micro-lending or small 
business loans. Tiwa and Native entrepreneurs in the 
region may benefit from RCAC’s underwriting 
services and lending capital for micro-lending and 
small business loans. 

 

The collaborations with NCC and Tiwa have enhanced capacity within the three 
organizations—strengthened underwriting, reporting, and marketing capacity for NCC, 

and extended service options for Tiwa. Thus far, RCAC has gained a more comprehensive 
understanding of organizational protocols and entrepreneurial related lending in the Native 
Southwest, while creating in them a desire to enhance their services. Even those already 
successfully serving Native communities are encouraged to be even more culturally receptive and 
responsive.   

Micro-Business 
Loans Needed 

There is an opportunity for Tiwa, 
or another Native CDFI, to fill 

the gap of micro business 
lending in Arizona and New 

Mexico. 

2 OPPORTUNITY 

Strengthen Ability 
to Lend in Indian 

Country 

3 OPPORTUNITY 
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GOAL: PROVIDE A PIPELINE OF NATIVE AMERICAN BORROWERS FOR LOAN PRODUCTS OFFERED 
BY THE COLLABORATIVE TO ENSURE SUCCESSFUL FUND DEPLOYMENT IN HIGH-IMPACT 
PROJECTS. 
This section, unlike the prior is not broken into outcomes. Instead it is broken into activities such as the Major Market Loan acquisition, the 
Silent Hawk Loan acquisition, NABDAJ trainings, Dream Spring interactions and so on. Almost all of these activities address all four outcomes, 
and thus to minimize redundancy, they are discussed by activity as opposed to by outcome.  

ACTIVITIES OUTCOMES TOOLS 

RCAC sources 
Rainmakers loans, 
produces 
Rainmaker’s 
marketing 
materials, and 
hosts BRE 
(NABDAJ) 
program. 

• Native Americans* will have 
increased access to loans. 

• Native Americans* will have an 
increase in business knowledge. 

• Native American* will have 
increased access to quality 
employment. 

• Native American* businesses will 
be created. 

• NCDFI Report of TA with Clients* 
• NCDFI Report of Loans Made to 

Clients* 
• RCAC Tracking of NABDJ Program* 
• RCAC Tracking of TA to Native 

American Clients* through the 
Community Facilities Loan 
Program and THE Academy 

• RCAC Tracking of Loans Made to 
Native American Clients* 

  
*with a special focus on Native Americans 200% or more below the FPL and Native American families with children 8 and younger 

IMPACT MOMENTUM  
SUMMARY 

Loans are being sourced through Rainmakers. A pipeline is being created through RCAC’s existing services and programs and NCC connections. 
Not only is a pipeline being created, but services are being diversified, which is allowing greater access for people to enter a pipeline for 
Rainmaker lending and entrepreneurial services.  

The majority of Rainmaker marketing has occurred through NCC’s efforts at conferences and convening, Stan Keasling’s (RCAC’s Senior Advisor 
to the Chief Executive Officer) efforts to build new partnerships, Juanita Hallstrom’s presence at Native convenings such as Oweesta’s Native 
Capital Access 2019, RCAC’s representation of rural and Native economic development on several national panels, and Confluence’s facilitated 
events, meetings, and website development.7 The Native American Business Development: A Journey (NABDAJ) is graduating loan ready 
entrepreneurs, but currently the entrepreneurial needs and the Rainmaker loan specifications do not align.  

 

In early 2019, Sweet Grass worked with Liz Bernal, RCAC’s Economic Development Specialist III,  
to strengthen their BRE curriculum and make it even more applicable to Native American  
entrepreneurs, hence the name change to Native American Business Development: A Journey.  

 
7 Confluence’s marketing efforts will be discussed in later sections. 
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Along with strengthening the curriculum, enhancements included: structuring the workshops in a way  
that integrates multiple evaluation methods to demonstrate changes in business knowledge, abilities  
to take action as an entrepreneur, and health and well-being metrics. Aside from NABDAJ evaluation  
and impact measurement tools, no other tools have been adopted, though RCAC has been able to report  
on most of the necessary information regarding Kellogg related activities. 
 

SUMMARY OF IMPACTS 

OUTCOME IMPACT TOTALS 

NATIVE AMERICANS WILL HAVE 
INCREASED ACCESS TO LOANS. 

# of Loans 5*  

Loan Amount $2,815,000 

NATIVE AMERICANS WILL HAVE AN 
INCREASE IN BUSINESS KNOWLEDGE 

# of Native Americans with 
Increased Business Knowledge 32 

NATIVE AMERICAN WILL HAVE 
INCREASED ACCESS TO QUALITY 
EMPLOYMENT 

# of Jobs Created/Retained 30 

# of Temporary Jobs Created** 80 

# of Jobs Projected to Create*** 52 

NATIVE AMERICAN BUSINESSES WILL 
BE CREATED. 

# of Native American Businesses 
Created 2 

# of Native American Businesses 
Expanded 3 

*including NCC LOC and Barney Enterprises 
**including contracted employees, paid interns, etc. from the 5 businesses 
***including FTE, PT, and Contracted 
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CHALLENGES AND STRENGTHS 

1. Loans are being sourced through Rainmakers, but not yet to the degree that the Collaborative had initially hoped. In the last year, there 
has been an upswing in partnerships created throughout the Southwest by RCAC and NCC.  

2. Not all new partnerships are in New Mexico and Arizona. However, RCAC is hopeful that leads in New Mexico and Arizona will be 
established through new partnerships. 

3. The NABDAJ entrepreneur pipeline is hopeful but does not align with loan products currently offered by the Collaborative. Continual TA 
to NCDFIs and other partners will assist in addressing this issue. In the meantime, other organizations, such as Dream Spring may be of 
help to entrepreneurs who cannot access Rainmakers. 

MAJOR MARKET, ZUNI PUEBLO: $1,500,000 LOAN 
Major Market is a 100% Native-owned start-up business. This grocery store, deli, and smoothie bar  
will be located on the Zuni reservation in New Mexico, a rural Native community. Although the  
2 owners are not 200% below FPL and do not have children 0-8 years old, the 6,302 clients they  
estimate to serve rank high in these categories.  

• Zuni reservation estimated population 2011-2015: 11,4108 
o 82% of Zuni Pueblo population below 200% FPL 
o 8.2% of Zuni Pueblo’s population are children 0-4 years old 
o 7.6% are 5-9 years old.   
o McKinley County is a “persistent poverty county” 

 82% of McKinley County is below 200% FPL 

Though not an operating business yet, Major Market has secured funding. The phases of this loan were made possible by cooperation between 
RCAC and NCC, working together, and by both entities understanding the importance of providing an opportunity for Major Market owners.  

 

 

 

 

 

 

 

 

 

 

 

 
8 Flaherty, M. Tribal Demographic and Employment Data. Retrieved from https://www.dws.state.nm.us/Portals/0/DM/LMI/Tribal_Demographic_and_Employment_Data.pdf 

https://www.dws.state.nm.us/Portals/0/DM/LMI/Tribal_Demographic_and_Employment_Data.pdf
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• 2017 - $52,250 bridge loan through RCAC for equipment (paid off with the $544,000 construction loan below) 
• 2018 - $544,000 for construction through RCAC 

o NCC was a 37% participant 
o $230,480 was through Rainmakers 

• RCAC provided TA for a Fresh Works grant for their 10-20% equity investment. The 
grant was unsuccessful, however, RCAC’s Board of Directors and Loan Committee 
decided it was worth pursuing so requested permission to move forward without an 
equity investment. 

• April 2019 – increase by $709,343 (to a total of $1,253,343) 
o Rainmaker increased to $443,240 
o Remaining increase provided through RCAC loan funds and equity 

• June 2019 – increase by $246,657 (to a total of $1,500,000) 
• There is now a construction schedule - completion slated for March of 2020. 
• 2019 – BIA guarantee for 90% on the original loan amount of $544,000 

Major Market needed assistance in creating accurate financial projections. The assistance 
NCC provided helped enhance the owners’ business knowledge needed to secure their loan. 
This knowledge will continue to support them as a full-time business owner.  

Major Market plans to increase employment opportunity in the area. 

• Currently, Major Market has a total of 5 full-time employees.  
o 40% have children aged 0-8 
o 100% Native  
o 100% on reservation 

• Construction jobs estimated to provide 13 FTE9 
• Non-construction estimated jobs 14 FTE 
• Zuni Workforce Development Program: estimated jobs 20-25 FTE  

o The program allows Major Market to cost share with the tribe on wages and salary. On top of that, Major Market provides on-
the-job training for tribal members selected to join their team. These positions would include entry-level jobs like cashiers and 
stockers. 

o There is a diligent vetting process in the hopes that these employees stick around after that 3-6 months period. The idea is for 
them to gain employment long-term.  

o The program itself is geared to help unemployment. There is about a 60% unemployment rate in Zuni. Darrell Tsabetsaye is 
excited to participate in anything to create some opportunity to hire tribal members. This is a tool to help economic development 
as well as enhance employment opportunity.  

o One requirement of the program is that they have to be an enrolled tribal members and residents. Some people may come from 
off-reservation to find work, perhaps they might be displaced workers and want to come back home for work. Regardless, “Our 
company will hire predominantly Native,” says Darrell.  

 
9 The hours worked by one employee on a full-time basis. 

Mitigating Risk 

Lending in Indian Country is 
perceived to be a risky business 
but there is great opportunity 
when lenders are able to work 
with clients with innovative 

approaches with positive results, 
both for the lender and the 

client. 

4 OPPORTUNITY 
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Major Market also plans to enhance healthy food access to the Zuni reservation by offering more nutritional choices, fresh meat, and fresh 
produce. Darrell Tsabetsaye expressed, “We suffer from diabetes and heart disease, and our populations are getting younger and younger. 
The availability of fresh food is not readily available in Indian Country.” Darrell’s vision is to have a positive impact on this barrier in a way 
that would also be cost effective for residents in the area. 

• There are 3 convenience stores available in Zuni and no major grocery market. Darrell expressed, “Most people have to drive 40 miles 
up north to Gallup, or most people do drive 135 miles each way to Albuquerque to get better access to these kind of products.” In 
addition to offering healthier foods, Darrell is also supporting local economy and decreasing the need for families to spend more money 
and time driving long distances for their groceries.  

ECONOMIC MULTIPLIER EFFECT 

The table below utilizes Major Markets projected gross income of $641,100 for calendar year 2020 to formulate estimates based on scenarios of 
that gross income remaining in the local economy. The formula for the estimates are based on the Keynesian economic multiplier effect. Note 
that these are only scenarios, and likely will not come to full fruition until further economic development occurs around Zuni. We looked at two 
variables each broken down by 20%, 40%, 60%, and 80%:  

• The % of gross income staying local (e.g. money paid to local employees, owners’ profit, tribal taxes, etc.) 
• The % if that gross income that was then spent locally (e.g. employee purchase Major Market groceries, employee paid rent to housing 

authority, regalia was purchased from a family member) 

For example, view the orange highlighted cells in the table below. If 20% of the gross projected income stayed local, that would equal $128,220. 
If 20% of that $128,220 was spent in the local economy—to neighbors, Major Market, local energy sources, Chu-Chu’s Restaurant, etc.—it is 
projected that the original $128,220 would multiply to, or at minimum contribute to the economic benefit of, $160,275.  

ECONOMIC MULTIPLIER EFFECT OF MAJOR MARKET SALES 

BASED ON PROJECTED GROSS INCOME OF $641,100 FOR CY2020 

% OF GROSS INCOME STAYING LOCAL 20% 40% 60% 80% 

$ OF PROJECTED GROSS INCOME  $128,220 $256,440 $384,660 $512,880 

IF REVENUE WAS SPENT 
LOCALLY (ECONOMIC 
MULTIPLIER EFFECT) 

IF 20% WAS SPENT LOCAL $160,275 $320,550 $480,825 $641,100 

IF 40% WAS SPENT LOCAL $200,344 $400,688 $601,031 $801,375 

IF 60% WAS SPENT LOCAL $250,430 $500,859 $751,289 $1,001,719 

IF 80% WAS SPENT LOCAL $313,037 $626,074 $939,111 $1,252,148 
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The following table expresses grocery expenses for the Zuni/Ramah Navajo census tract. Though the majority of Ramah Navajo may not shop in 
Zuni, these projections are still insightful.10 This table is more complex as it also calculates Zuni Pueblo tax: 6.75%. The tribal tax rate was 
taken into consideration because with the development of Major Market, there will be a significant increase in sales taxes, since most 
reservation residents currently do not currently purchase their groceries in Zuni. 

ECONOMIC MULTIPLIER EFFECT OF LOCAL GROCERY SPENDING 

BASED ON THE TOTAL $9,038,738 SPENT ON GROCERIES ANNUALLY BY ZUNI/RAMAH NAVAJO 
CENSUS TRACT HOUSEHOLDS* 

% PURCHASED ON RESERVATION 20% 40% 60% 80% 

$ PURCHASED ON RESERVATION $1,807,748 $3,615,495 $5,423,243 $7,230,990 

POSSIBLE TOTAL REVENUE IN TRIBAL SALES TAX $122,023 $244,046 $366,069 $488,092 

TOTAL $ SPENT + TOTAL REVENUE IN TRIBAL TAX $1,929,771 $3,859,541 $5,789,312 $7,719,082 

IF REVENUE WAS SPENT LOCALLY 
(ECONOMIC MULTIPLIER EFFECT) 

IF 20% WAS 
SPENT LOCAL $2,412,213 $4,824,426 $7,236,640 $9,648,853 

IF 40% WAS 
SPENT LOCAL $3,222,717 $6,445,434 $9,668,151 $12,890,867 

IF 60% WAS 
SPENT LOCAL $4,824,426 $9,648,853 $14,473,279 $19,297,706 

IF 80% WAS 
SPENT LOCAL $9,648,853 $19,297,706 $28,946,558 $38,595,411 

*Grocery expenditures retrieved by ESRI forecasts for 2019 and 2024 and the 2016 and 2017 Consumer Expenditure Surveys, 
Bureau of Labor Statistics. 

 

For this example, similar to the first table, view the orange highlighted cells. If only 20% of annual groceries purchased by 
households living in the Zuni/Ramah Navajo census tract were purchased in Zuni, the cost would total $1,807,748. That 
would also lead to an accrued $122,023 in Zuni sales tax, which would have otherwise been collected by Gallup, 
Albuquerque, or another off-reservation polity.  So, if 20% of groceries were purchased in Zuni, the total plus local taxes 
being circulated would equal $1,929,771. If then, 20% of that revenue was spent locally—to neighbors, Major Market, 
local energy sources, Chu-Chu’s Restaurant, contributions to tribal tax, etc.—it is projected that the original 
$1,807,748 would multiply to, or at minimum contribute to the economic benefit of, $2,412,213. 

This, combined with the total of the previous example would equal an estimated $2,572,488. 

 
10 Non-community specific data sources points to the need for tribal census’, feasibility studies, community needs/assets assessments and tribally owned data sources to avoid using census data that 
has been proven to be erroneous, particularly for rural tribal nations and densely populated urban areas with people of color.   
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What these numbers do not show is how the effect would likely be higher if some of the products being circulated into the economy by Major 
Market were originally produced locally as well (e.g. local beef, tortillas, baskets, earrings). 

With dollars staying local, a local economy can flourish, albeit sometimes slowly. With economic anchors, such as Major Market investing in 
the community, other businesses will be created through local dollar circulation leading to increased opportunity and thus, as eluded to by 
the owner’s children moving home, a reduction in outmigration. 

SILENT HAWK, GALLUP, NEW MEXICO AND NATIONALLY: $325,000 LOAN 
Silent Hawk Environmental, LLC is 49% Native-owned environmental remediation and rehabilitation 
service company. Silent Hawk offers Unexploded Ordnance (UXO) cleanup on active and inactive bases  
that include ammunition depots, firing, and training ranges, many of which are located on or near  
Native lands. Located in Gallup, New Mexico, Silent Hawk is in close proximity to both the 
Navajo and Zuni reservations. Once these sites are cleared and safe, residents and developers are 
able to use the land. Through their efforts, native families and children are regaining clean 
environment in places of cultural and sacred significance. 

Although the 2 owners are not below 200% FPL and do not have children aged 0-8 years old, many of 
the beneficiaries of the lands they have been contracted on fall into these categories. The following 
are statistics regarding the beneficiaries of Silent Hawk’s work sites: 

SILENT HAWK SITE BENEFICIARIES 

PROJECT SITE 
BELOW 200% FPL 
(2013-2017 ACS 

ESTIMATES) 

% OF POPULATION 
THAT ARE 

CHILDREN 0-4 

% OF POPULATION 
THAT ARE 

CHILDREN 5-9 

KIRTLAND AIR BASE (BERNALILLO COUNTY) 38% 6.8% 6.7% 

LOS LUNAS AIR FORCE RANGE (VALENCIA COUNTY): 45% 6.9% 7.1% 

SUNDANCE CONSULTING, INC. (BERNALILLO COUNTY): 38% 6.8% 6.7% 

BRITANNIA ENVIRONMENTAL, LLC (BERNALILLO COUNTY): 38% 6.8% 6.7% 

WHITE SANDS ARMY BASE (ACROSS THE VARIOUS COUNTIES BELOW): 

DOÑA ANA COUNTY  50% 7.4% 7.3% 

OTERO COUNTY  43% 7.5% 6.9% 

SOCORRO COUNTY  49% 6.7% 6.6% 

SIERRA COUNTY  45% 4.7% 4.0% 

LINCOLN COUNTY  36% 4.8% 5.4% 

HOLLOMAN AIR FORCE BASE (OTERO COUNTY): 43% 7.5% 6.9% 

Silent Hawk’s loan, a total of $325,000, is being used towards working capital and business expansion. 
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• $125,000 for business expansion will be primarily used for hiring a Business Developer/Chief Operating Officer and paying for marketing 
costs. 

• $200,000 for working capital on revolving basis, it will be used only after the contracts are acquired for UXO technicians, insurance, per 
diem, equipment rental, and other costs associated with completing contracted work. 

Silent Hawk has a 4-year plan to get their business back on track after the co-owners prioritized other life opportunities. During the first year, 
Silent Hawk will continue to focus on subcontracting with larger corporations while focusing on obtaining their HUBZone and 8(a) 
certifications. During the second year, Silent Hawk intends to use these certifications to be a prime contractor as well as continue 
subcontracting. 

“I just really appreciate this loan program so much! I am going to be able to go for 8A certification, we are starting the process in 
December. Once we get that we are going to be good to go.” These certifications will heavily impact their ability to expand, provide more 
jobs, and secure larger contracts. 

With funding, Silent Hawk was able to hire a full-time COO. 

• Non-Native, disabled veteran  
• No children aged 0-8 

When Silent Hawk receives a contract, they hire 4-6 temporary contracted technicians to work on that project. They hire through the tribe 
when they work on Native lands. Their contracted employees are primarily Native community members. Being that many of their projects are 
in lands close to the Navajo Reservation, Silent Hawk hires many Diné. However, if they are working in a Pueblo area, they hire Pueblo people.  

Due to the funding Silent Hawk received from the loan they feel more secure hiring people right away for the project itself. They will have 
enough funding to hire people and pay them without waiting for income from their client. 
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DINEH JEWELRY, SANTA FE AND INTERNATIONALLY: $18,000 LOAN (AS PART OF A TOTAL $90,000 LOAN 
WITH NCC) 
Samantha Platero, Navajo woman and owner of Dineh Jewelry, described the business as something that directly benefits Native people. As a 
kid on the Navajo Nation from a long lineage of artists and silversmiths, she noticed a pattern of non-Native businesses such as pawn shops and 
trading posts making significant amounts of money off Native people’s artistry. Samantha’s vision is to create a platform where people have a 
choice to buy authentic Native-made jewelry from a Native owned and run business, with contracted Native artists who are valued. 

• The owner is not below 200% FPL and does not have children 0-8 years old 
• Currently located off-reservation in Santa Fe, New Mexico 
• The owner contracts with tribal members and within Native communities  
• Online market reaches internationally  
• The owner is looking to use additional funds to expand the business to a location closer to the Navajo reservation.  

In its second year of business, Dineh Jewelry has already seen a significant growth in demand. With this comes the need to, continue 
expanding her production. Securing funding like this loan has helped the owner feel more comfortable in expanding their product 
sustainably.  

• $18,000 equity contribution from RCAC, provided by Ceniarth Wales Interests, L.P. 
• When NCC closed the loan, RCAC provided the $18,000 equity contribution. This was part of a total $90,000 loan with NCC which will be 

used for working capital/production.   
• The owner will have time to build her business. She will be reviewed quarterly and annually. If she has residual receipts (profit above 

payroll and expenses), then RCAC will create an affordable payment option for the $18,000. If the business is not profitable within a 
specific timeline, there will be a possibility to have the equity contribution forgiven. 

Samantha Platero described how applying for funding and working with Dave Castillo and Stan Keasling has allowed her to “learn a lot about 
financials and business.” Dave also connected her with trusted and qualified professionals to assist with finances and accounting. Through this 
assistance and application process, Samantha feels much more comfortable with applying for business loans and funding in the near future 
to continually expand. 

Dineh Jewelry currently contracts with Native artists who have workshops. The owner also currently works with the Navajo Nations Arts and 
Crafts Enterprise based on the Navajo Nation. She will also use additional funds to contract with at least 5 more Native artists and hire 6 
employees to provide management level work.  

• 4 silversmiths currently are contracted by Dineh Jewelry as collaborative artists 
o 100% Native 
o 25% with children aged 0-8 

• Over the last 2 years, Dineh Jewelry has created 25-30 temporary/contracted jobs (including artists, models, etc.) 
o 90% Native 
o About 22% with children aged 0-8 

• In the next 1-3 years Platero hopes to create 6 full-time, 1 part-time, and 5 contracted artists 
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BARNEY ENTERPRISES, TUBA CITY, NAVAJO RESERVATION: $400,000 LOAN 
RCAC did not provide capital for this project. However, this loan recipient did receive Kellogg funded TA from NCC. The business is 
impacting the communities and creating the outcomes that Kellogg prioritizes. Additionally, Dave Castillo informed that NCC will use their 
$500,000 Rainmaker line of credit to purchase the loan, which will allow NCC to deploy more capital. 

Barney Enterprises Laundromat, a 100% Native-owned start-up business located on the Navajo reservation, has increased accessibility to 
laundry services and provided a new, clean facility for the surrounding Navajo area. Although not low income himself, the jobs and services 
he provides for the mostly low-income population are considered invaluable. The laundromat serves nearly 100% Native American population. 

• Tuba City has 8,602 residents who identify as American Indian alone out of a total population of 8,611 
O 59% below 200% FPL  
O 9.5% of Tuba City’s population are children 0-4 years old 
O 9.4% are 5-9 years old  

• Total population in a 5-mile radius of proposed location is 10,671 and total population within 1-mile radius is 5,056. 

As Danny Barney, co-owner of Barney Enterprises, has tracked social media response, he has noticed overwhelming gratitude from the 
community. During an interview with Sweet Grass he described, “we see lots of comments on social media like, ‘all you people who do your 
laundry, let’s take care of the place. Don’t overload the machines! Take care of it!’ I think the people feel a bit of pride.” 

Danny Barney used to sell auto parts at this location, but when Auto Zone came to town, he knew he needed to change the business. He was 
trying to secure funding to purchase equipment for a laundromat. He expressed, “I had kind of given up hope. I was thinking, unless I have 
capital outside of the reservation, a bank is not going to grant me the loan.”  

After attending the Reservation Economic Summit (RES) hosted by The National Center for American Indian Economic Development (NCAIED), he 
learned what a NCDFI is and that they provide loans on reservation and other Native communities, so he got in touch with Dave Castillo of 
NCC. Danny concluded with, “What I would say to a person that is thinking ‘No bank is ever going to grant me a loan,’ there are other 
avenues, don’t give up on your dreams or your vision. There are other banks and programs out there for you.” 

The $400,000 equipment loan was used to purchase quality laundry machines. 

Danny Barney is a serial entrepreneur (Kellogg should appreciate this, pun intended) and has owned a total of 5 businesses since 2002. Prior to 
the loan, he had already gained the business knowledge needed to develop financial statements, projections, and a business plan, as well as to 
operate his business.  

Initially, Danny expected to create 2 full-time positions for the laundromat, but the demand for services 
 was high enough to warrant providing services 24 hours/day, resulting in 7 full-time positions. 

• 100% Native staff, all full-time 
• 57% have children aged 0-8 
• Expected to create 1 full-time person for maintenance, and more positions as demand grows. 
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NATIVE COMMUNITY CAPITAL, PHOENIX AZ AND LAGUNA NM: $500,000 LOAN 
NCC is a 100% Native operated Native CDFI. NCC currently employs 6 people (4 full-time, 2 part-time). NCC has 100% Native staff, 50% of 
which have children aged 0-8 years old. NCC is expecting to create 1 additional full-time staff member as well as convert 1 of their part-
time to full-time within the next 2 quarters. Additionally, NCC continually contracts jobs to at least 2 people, while intermittently 
contracting to additional people as needed. These additional contracts include positions such as grant writers, legal counsel, accountants, and 
so on.   

With a $500,000 line of credit, NCC has already identified a potential pipeline of Native 
borrowers in the Southwest. 

• Asta Construction, $200,000  
• Barney Enterprises, $400,000 
• Picuris Pueblo is discussing a line of credit for a $1 million community facility 

loan, of which RCAC would help support, as that is double NCC’s project line of 
credit from RCAC. The Picuris are the smallest tribe in New Mexico, located in 
the Sangre de Cristo mountains. The loan would be working capital for an 
intergenerational community center. 

As mentioned, NCC’s TA has provided much needed business knowledge to emerging 
Native entrepreneurs. The following success story provides a brief opportunity to delve a 
bit deeper into the impacts of this work. 

  
  

Through the Kellogg funded TA provided by NCC, Rollz Rolled Ice Cream and Boba, 
was able to set up their chart of accounts, initial bookkeeping processes, and 
payroll. As a result, Rollz was able to hire employees and open their business. 
They are currently working to improve their profitability 
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NATIVE AMERICAN BUSINESS DEVELOPMENT: A JOURNEY 
Through interviews, 6 different individuals suggested that the enhanced Building Rural Economies (BRE) initiative curriculum, 
presented in part by the Kellogg grant funding as Native American Business Development: A Journey (NABDAJ), is to-date one of 
the greatest successes of the Kellogg grant funding. 

 

 
 

 

 

 

 

 

 

 

 

 

“These seminars have given me a better 
knowledge of the business world and what I 

need to be not only successful, but more 
professional. The exercises helped me to see 
where I could better make improvements in 
my business life, but also in my personal and 
volunteer capacities. I am better for having 

taken this course, but especially for having Liz 
as my guide.”  

- Elizabeth Kirk, NABDAJ participant and 
Isleta/Navajo second-generation jeweler  
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The 4-month, 4 training series has been conducted for each of the three partnering pueblos: Isleta Pueblo, Pueblo of Acoma, and Pueblo de 
Cochiti. Yet, the journey is only beginning. The November 15th graduation ceremony for 18 entrepreneurs will kick off 6 months of 
individualized TA and greater in-person meetings between entrepreneurs with completed business plans and potential lenders. 

 

 

18 GRADUATES 

 

4 ENTREPRENEURS & 
311 BUSINESSES WITH 
COMPLETED 
BUSINESS PLANS 

 

AVERAGE ATTENDANCE: 8 

9 ENTREPRENEURS 
PROJECTED TO HAVE 
COMPLETED BUSINESS 
PLANS BY END OF THE  
10-MONTH INITIATIVE 

$ CURRENT 
ENTREPRENEURS’(5) 
PROJECTED LOAN AMOUNT 
REQUESTS: $182,00012 

6 PROJECTED COMPLETED 
BUSINESS PLANS BY END OF 
THE 10-MONTH INITIATIVE 

 

 

Entrepreneurs measured their knowledge growth at the beginning of the trainings. Along with metrics related to business, household, 
bankability, and more, the trainings include tools to measure knowledge growth related to the following categories: 

• Financial Planning 
 

11 While 4 entrepreneurs have completed business plans, only 3 businesses have completed business plans. This is due to one of the businesses be co-owned. This married couple simultaneously 
participated, and is graduating from, NABDAJ. 
12 This amount is approximate, and subject to change. 

“These seminars have given me a better knowledge of the business world and what 
I need to be not only successful, but more professional. The exercises helped me 

to see where I could better make improvements in my business life, but also in my 
personal and volunteer capacities. I am better for having taken this course, but 

especially for having Liz as my guide.”  

- Elizabeth Kirk, NABDAJ participant and Isleta/Navajo second-generation jeweler  
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• Operations and Management 
• Marketing 
• Health and Well-being 

Entrepreneurs were assessed again at the end of the trainings. Their scores in the above 4 categories from the second assessment will be used to 
customize action plans for their next 6 months of TA, ensuring not only their business plan is complete, but any misunderstandings or 
current weaknesses they have related to business knowledge can be addressed.  

 

 
 

 
 
 
 
 
 
 

The training curriculum used with the three pueblos incorporated health and well-being material and evaluation for the first time since BRE’s 
inception. Some of the newly incorporated metrics around well-being measure: confidence, affordability, and respect. A few statements 
entrepreneurs are asked to rate on a scale from 1-5 to measure health and well-being include:  

• I am confident I will reach my financial goals. 

“I would like to say it 
is a great opportunity 
for us to expand our 
knowledge and learn 

things we didn’t know. 
This gives us some 
insights on what 

business entails, and I 
wish it would continue 
in order to help other 

small businesses.” 

-Lynette Charlie, 
NABDAJ participant 
and Acoma Pueblo 

  



 RCAC’s Kellogg Report of Impact - 30 
 

• I can afford my monthly bills without feeling stressed about them. 
• I am very proud of myself. 
• I know most community members respect what I do. 

At the end of the 10-month NABDAJ period (4 months of training and 6 months of individualized 
TA), entrepreneurs will assess themselves once more, then annually. It is the hopes for RCAC, 
Sweet Grass, and undoubtedly anyone involved that indicators related to health and well-being 
will increase. The current lower growth in the health and well-being category provides 
opportunity for greater curriculum development, eludes that entrepreneurs have not yet 
completed the program, but also points to real issues, such as the entrepreneur couple who were 
not able to finish the trainings due to one of them having a heart attack. This story iterates, that 
in any life situation, from a coffee shop conversation to a scientifically valid study, there are 
external variables that will also lead to changes in outcomes. Ascribing 100% causality to RCAC, 
NCC, Kellogg, (ascribing 100% credit to RCAC, NCC, Kellogg) or any other entity would be a 
fallacy.   

As a Native business owner and NABDAJ administrator, Nellie Pacheco expressed her gratitude for 
the program. From her perspective, the NABDAJ 
curriculum has boosted the confidence and 
knowledge needed to enhance Native 
entrepreneurship. She described the term 
“pocket dreams”—dreams that stay in people’s 
pockets, whether by lack of opportunity or 

missed potential. After NABDAJ workshops, Nellie saw “these dreams are being pulled out of 
pockets and coming to life.” She is excited to continue helping people succeed and move 
forward.  

Though currently no new businesses have been created from NABDAJ entrepreneurs, business plans have been created which include starting 
new businesses. One lady had been selling food from a food truck for several years to make extra money when she was in a financial bind. She 
now has a solid plan to turn her “pocket change” hobby into a viable business. The entrepreneur from Pueblo de Cochiti exclaimed, “I never 
thought I would be going for a loan or expanding my businesses, it was just to make quick money. I never thought I would be going this 
far!” 

The graduates with professional business plans are now more prepared to access loans than ever before. There are still issues to address, such 
as the complications of receiving lending for trust-land businesses, or receiving a loan with minimal or no equity, but RCAC, NCC, and entities 
like Dream Spring are working to address these issues. But as one entrepreneur with an established and certified trade who has tried to receive 
money from the tribe and local banks stated: “We have the first draft of our business plan. Now, Liz [Bernal] and Amity [Rembold] will look 
it over and set us up with a lender.” 

One NABDAJ business—Garcia Motors—is currently expanding in Kewa (formerly Santo Domingo) Pueblo. The owner, Bernard Garcia, hopes to 
receive a loan to expedite his expansion. He created a new business plan which explains extending his garage to include an additional bay, a 
hydraulic lift, and most importantly, electricity. Bernard hopes to utilize a mentorship program once the business expands, and then hire 
someone from his tribe. Bernard has been asked for two years in a row now if he would mentor interns. This summer, he will finally be able to 
say “yes”. 

“These dreams are being pulled out 
of pockets and coming to life.”  

- Nellie Pacheco, Native Business 
Owner and NABDAJ Administrator 
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The following are insights and examples of NABDAJ’s impacts from the entrepreneurs. 

• Help with loan processes 
o Clear step-by-step process and best practices  

 “In having a step by step process and explaining the differences in what is required by individuals it makes the process less 
daunting and shows how easily one can make their dreams a reality.” - Elizabeth Kirk 

 “I did not know where to start. She is helping us prepare for the business loan.” - Lynette Charlie  
o Confidence in loan process 

 “The curriculum provided gave a great deal of insight to the process needed to apply for a loan, a daunting process for 
those of us who have never considered doing so.” - Elizabeth Kirk  

 “I would like to say it is a great opportunity for us to expand our knowledge and learn things we didn’t know. This gives us 
some insights on what business entails, and I wish it would continue in order to help other small businesses.” - Lynette 
Charlie  

• Problem solving and solution-based thinking 
o “These seminars have given me a better knowledge of the business world and what I need to be not only successful, but more 

professional. The exercises helped me to see where I could better make improvements in my business life, but also in my personal 
and volunteer capacities.” – Elizabeth Kirk  

• Resource sharing and networking 
o “I believe you will see more Native American businesses created once others see the success of those who have participated in the 

program. With sharing the information of how those who participated have prospered will in turn give hope to others and spark 
curiosity in how they too might be able to make a successful go at their own business.” – Elizabeth Kirk  

o “I did not know much about outside resources until I went to this class. She pointed out a lot of resources for Native Americans I 
never knew about.” – Bernard Garcia  

• Business planning  
o “It has been on a list of items to do for some time now, and each time I would attempt it, I would become overwhelmed with the 

process and put it off for another year. I am happy to say it is nearly complete” – Elizabeth Kirk  
• How to run a business 

o “The quality employment aspect is a struggle for any business owner, however, when your entrepreneurs have firsthand 
knowledge of what it takes to run a business, know their own people and place confidence in them, it will make for a successful 
experience which will help the community grow.” – Elizabeth Kirk  

• Budgeting and financial planning 
o “The budgeting is something I never really picked up before. How to book your work, how to account everything that you are 

doing.” – Bernard Garcia 
o “I have never made deposits. I have never kept receipts or nothing like that. Now that I am keeping a book, it is so surprising to 

see.” - Pueblo de Cochiti Entrepreneur  
o “Some of us did not have budgets, profit and loss, start-up budget, expanding your business budget. Some people did not even 

have a personal budget for their household.” - Lynette Charlie  

Nolan Valdo, Pueblo of Acoma Director of Workforce Innovation and Opportunity Act Program (WIOA) has developed a collaborative partnership 
with RCAC to further enhance the opportunities of NABDAJ participants.  

He described, “We are on a 5-year plan to create an economic corridor through Acoma with building space that can be rented out. These 
[NABDAJ] entrepreneurs are becoming equipped, and some are well equipped to rent space, once we have space available." Nolan 
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expressed how this type of collaborative partnership between RCAC and the WIOA can also support emerging and expanding small businesses 
by providing a valuable workforce, with the hopes of long-term employment. Nolan expressed his excitement with working with RCAC to 
partner with NABDAJ entrepreneurs and training participants. 

One example of this is through Chino Construction, the owner of which attended the NABDAJ trainings and will be graduating November 2019. 
The owner, Gregory A. Chino, is expanding his Pueblo of Acoma construction company and utilizing the partnership with the Workforce 
Innovation and Opportunity Act Program of Acoma, to secure at least 12-weeks of employment from at least 3-4 interns, with the hope of 
having 2-3 hired full-time. This positively impacts his business by helping him bid for larger jobs that he currently does not apply for due to lack 
of workforce. 

CO-OP CAPITAL 
NCC, Change Labs, Dream Spring, Roanhorse Consulting, LLC, and others are networking with Nusenda Credit Union Foundation to provide 
character-based lending. Nusenda just received the 2019 Herb Wegner Memorial Award for their Co-op Capital Program. John Gregoire, Chair of 
the Foundation’s Wegner Awards Selection Committee and President of The ProCon Group, described the program as “an excellent template 
and prototype for duplication and scale throughout the credit union movement.”13 RCAC hopes that some of their clients can access loans 
through Co-op Capital. 

DREAM SPRING  
Some NABDAJ entrepreneurs have already met with David Sayers of Dream Spring (formerly Accion) to discuss lending potential for their 
businesses. RCAC has an MOU with Dream Spring, and according to David Sayers, “if someone is sent to Dream Spring we will provide due 
diligence to set them up with success.” 

Dream Spring is able to expound on the business knowledge entrepreneurs have obtained 
through NABDAJ. For example, one entrepreneur visited Dream Spring to discuss a business loan, 
but they did not have a long enough history of income deposits. The entrepreneur had recently 
learned the importance of income deposits and budgeting though NABDAJ. David was able to 
substantiate the importance of their newly learned skills. Now, they plan to meet again, after 
three to four months of deposit history is available. 

RAINMAKERS 
NCC’s line of credit from Rainmaker’s will provide more money for NCC’s lending portfolio, 
providing greater access to Native Americans. 

CO-OP CAPITAL 
NCC, Change Labs, Dream Spring, Roanhorse Consulting, LLC, and others are networking with 
Nusenda Credit Union Foundation to provide character-based lending. Nusenda just received the 
2019 Herb Wegner Memorial Award for their Co-op Capital Program. John Gregoire, Chair of the 
Foundation’s Wegner Awards Selection Committee and President of The ProCon Group, described 

 
13 The National Credit Union Foundation. (2019). Nusenda Credit Union Foundation Honored as 2019 Herb Wegner Memorial Award Winner. Retrieved from 
https://www.ncuf.coop/news/press/nusenda-foundation-wegner-winner-2019.cmsx 
 

Supporting 
Partners 

RCAC makes more partners to 
help service the needs of 

NABDAJ entrepreneurs there 
will be an opportunity to 
provide training and best 
practices for working with 

Native borrowers. 

7 OPPORTUNITY 

https://www.ncuf.coop/news/press/nusenda-foundation-wegner-winner-2019.cmsx
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the program as “an excellent template and prototype for duplication and scale throughout the credit union movement.”14 RCAC hopes that 
some of their clients can access loans through Co-op Capital. 

GOAL: INCREASE FOUNDATION SECTOR INVESTMENT IN INDIAN COUNTRY IN AZ AND NM BY AT 
LEAST $2 MILLION OVER THE GRANT PERIOD. 
 

  

 

 

 

 

ACTIVITIES OUTCOMES TOOLS 

RCAC advises 
potential investors 
and provides a 
sub-grant to 
Confluence 
Philanthropy. 

 

There will be an increase in the 
supply of funding opportunities 
and sources to Indian Country 
through the Rainmakers 
Collaborative. 

 

• RCAC Tracking of Investments (including 
pipeline) 

• RCAC Tracking of Non-Public Funding 
Proposals and Received Funding 

• RCAC Tracking of Investors Advised 
• Confluence Quarterly Report of Use of 

Sub-Grant and Investment Procurement 
Activities and Outcomes 

 

IMPACT MOMENTUM  
SUMMARY 

Toward the beginning of the Kellogg Grant period Rainmakers totaled $1.25 million, a conglomeration of funds from the Santé Fe Community 
Foundation and Kellogg. Since the beginning of the grant period, the total is now $2.25 million. The investors are as follows: 

• Santa Fe Community Foundation: $250,000; 5/30/17 
• The W.K. Kellogg Foundation: $1 million; 8/14/17 
• The Christensen Fund: $250,000; 8/31/17 
• The Grove Foundation; $500,000; 9/6/18 
• Woodcock Foundation: $250,000; 9/27/18 

$1 million was secured from August 2017 to September 2018 (13 months). In order to meet the goal of a $2 million increase during the grant 
period, another $1 million at minimum must be secured in the next 2 years. RCAC, along with Confluence Philanthropy, has advised other 

 
14 The National Credit Union Foundation. (2019). Nusenda Credit Union Foundation Honored as 2019 Herb Wegner Memorial Award Winner. Retrieved from 
https://www.ncuf.coop/news/press/nusenda-foundation-wegner-winner-2019.cmsx 

https://www.ncuf.coop/news/press/nusenda-foundation-wegner-winner-2019.cmsx
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investors and has built new potential partnerships with new investors and service providers. Confluence Philanthropy was instrumental in the 5 
initial investments to Rainmakers.  

CHALLENGES AND STRENGTHS 

1. Confluence has had conversations with several potential investors, but there is hesitancy. Kellogg’s withholding of funds was mentioned 
as one source of hesitancy. As outputs and outcomes occur more frequently and investors have a chance to see Rainmakers model in 
action, along with Kellogg funding reinstatement, the expectations are investors will respond favorably.   

2. From documents and conversations received by Sweet Grass, it appears Confluence held less marketing events in 2018 than in 2017 and 
those planned in 2019. Funds were spent on branding. The upcoming Investing in Native Communities Learning Journey along with 
enhanced communication among Kellogg and RCAC, RCAC’s strive to cultivate intentional partnerships, the upcoming NBDAJ graduation, 
and this report provide greater momentum to attract investments. 

OUTCOME: THERE WILL BE AN INCREASE IN THE SUPPLY OF FUNDING OPPORTUNITIES AND SOURCES TO 
INDIAN COUNTRY THROUGH THE RAINMAKERS COLLABORATIVE 
There has been an increase in the supply of funding opportunities and sources to Indian Country through the Rainmaker’s Collaborative. 
Confluence has secured an additional $1 million since the Kellogg Grant. Providing NCC a $500,000 line of credit cultivates creative lending 
opportunities in Indian Country as RCAC, NCC, Rainmakers, Confluence, and others work to break down lending barriers associated with trust 
land, lack of equity, and lack of credit.  

Though no new investments have been made to Rainmakers in the last year, there has been prioritization toward new partnerships for 
investing, lending opportunities, and leveraged funding sources to increase complement, and/or supplement Rainmakers.  

Confluence has continued to guide the Rainmaker’s Steering Committee, introduce RCAC to Southwestern tribal leaders, and meet with 
government officials and social entrepreneurship programs to enhance the deal flow pipeline. They have hosted events such as The 
Practitioners Gathering luncheon in New Orleans in 2017 and planned the upcoming Investing in Native Communities Learning Journey, a 
convening to educate impact investors on the partnership opportunities to “collaborate with tribal America”.15 They have engaged in marketing 
development to enhance Rainmaker visibility through: 

• Graphic design 
• Domain name and website platform development and maintenance 
• Logo design 
• Photography 
• Brochure 
• Collaboration and review to develop these materials listed above 

In the last 18 months, Confluence has made at least 8 introductions between potential investors, potential loan recipients, RCAC, and 
Rainmakers. Some of those introductions include:  

• Navajo Power 
• GRID AlterNatives 
• Native Renewables 

 
15 Rainmakers Investment Collaborative. Investing in Native Communities Learning Journey. Retrieved from https://www.rainmakerscollaborative.org/learning-journey 
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• NDN Collective 

To date, no new investments have been made nor have loan deals been secured since the fund reached 
$2.25 million in September 2018. In order to meet the goal of a $2 million increase during the grant 
period, another $1 million at minimum must be secured in the next 2 years. As mentioned below, 
prioritization has been made to create new partnerships and pathways to make this happen. 

It should be noted that some of the following partners and potentials are in their introductory  
stages, yet these are social networks that can lead to future entrepreneurship development,  
bankable Native entrepreneurs, and loan deployment. Likewise, some of the investors mentioned 
are not necessarily philanthropic investors, but financial supporters and granting agencies for TA. 
It is expected though, that TA would lead to greater loan deployment, just as RCAC and NCC has 
experienced.  

The lists below do not include Confluence’s ideas on potential investors. 

PARTNERSHIPS 

INVESTORS AND INVESTMENT POTENTIALS 

CENIARTH WALES INTERESTS, L.P. 
• $53,500 
• $50,000 loan to RCAC for equity investments and $3,500 grant for 

administration 

DREAM SPRING 

• Hopeful loan source for RCAC and NCC clients, and NABDAJ entrepreneurs 
• Small business loans from $500 to $2 million 
• Average small business loan: $11,000 
• Purchasing some of RCAC’s business portfolio, to free up lending capital 

LISC’S KIVA PROGRAM • A one-to-one loan match program at 0% interest up to $10,000 through a 
crowdfunding platform 

NEW MEXICO SMALL BUSINESS 
INVESTMENT CORPORATION 

• NMSBIC provides funding to CDFIs, workforce and housing in NM 
• Possible funding source to RCAC 
• Possible continuation of services to NABDAJ graduates 

• Conversely, possible source for RCAC to provide lending capital for micro-
lending 

NDN • Potential lead 
NUSENDA CREDIT UNION 

FOUNDATION CO-OP CREDIT 
• Character-based lending: hopeful loan source for RCAC and NCC clients, and 

NABDAJ entrepreneurs 

SMALL AND MINORITY BUSINESS 
RESOURCES DEPARTMENT FOR THE 

CITY OF AUSTIN, TX 

• Partnership created allowing Native entrepreneurs in New Mexico and 
Arizona to receive assistance 

• Will be of particular assistance for graduates of NABDAJ and future BRE 
initiative graduates 

  

CHARACTER-
BASED 

LENDING 
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ACCESS TO ENTREPRENEURS AND PIPELINE POTENTIAL 
AMERICAN INDIAN CHAMBER OF 

COMMERCE • Potential lead 

COLORADO PLATEAU FOUNDATION • Potential lead 

COMMUNITY RE-BUILD AND HOPI 
TUTSKWA PERMICULTURE INSTITUTE 

• Potential development of community facility and commercial kitchen  
• RCAC as main lending source  
• Possible Rainmaker’s line of credit for micro-lending to local farmers  

GALLUP SMALL BUSINESS DEVELOPMENT 
CENTER, UNIVERSITY OF NEW MEXICO 

• Strengthen relationship between RCAC loan officers and loan ready 
Native businesses  

• Introduced RCAC’s Senior Advisor to the CEO (former CEO) Stan 
Keasling to Silent Hawk owners. 

GRAND CANYON TRUST • Potential lead 
HOPI CREDIT ASSOCIATION • Potential lead 

LAGUNA COMMUNITY FOUNDATION • Potential lead 
NAVAJO CDFI • They offer small business and micro-loans 

USDC MINORITY BUSINESS DEVELOPMENT 
AGENCY, FRESNO BRANCH 

• RCAC Loan Fund has built relationship with David Mendoza, Business 
Center Project Manager to build new partnerships in New Mexico and 
Arizona 

 

LEVERAGED FUNDS, SERVICES, AND PROGRAMS 

ESTIMATED TOTAL OF LEVERAGED FUNDS, SERVICES, AND PROGRAMS: $231,753-$266,553 

GRANT-RELATED PRI-RELATED 

  

 

FUNDS 

CENIARTH WALES INTERESTS, L.P. 

• $53,500 total investment for equity contributions 
• $18,000 has been used thus far for equity contribution towards Dineh Jewelry  

o This partnership is due to Stan Keasling’s understanding of the needs of business lending in Indian country and his efforts to 
partner with someone to help bridge the gap. 

• Estimated total leveraged: $18,000 

MEANINGFUL 
PARTNERSHIPS 

$ $200,200-$235,000 $31,553.09 
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RCAC’S LOAN FUND  

• Gap finance for Rainmakers and the current pipeline 
• Estimated total commitment to leverage: $115,000  

USDA RURAL COMMUNITY DEVELOPMENT INITIATIVE GRANT 

• NABDAJ training and TA for Acoma Pueblo 
• Estimated total leveraged: $8,720.01 

HUD RURAL CAPACITY BUILDING GRANT (RCBG) 

• Economic development training for Pueblo de Cochiti  
• Estimated total leveraged: $10,233.08 

SERVICES AND PROGRAMS 

WORKFORCE INNOVATION AND OPPORTUNITY ACT PROGRAM 

• Department of Labor program. 
• Gregory A. Chino, Chino Construction, NABDAJ entrepreneur  

o Consistently unable to bid large jobs because he doesn’t have the resources or laborers  
o Enhancing his business plan and business knowledge to support him securing a loan 
o Hopeful for a business loan and a new truck 

• RCAC has a relationship with Nolan Valdo (Acoma), the Director for the Workforce Innovation and Opportunity Act Program of Acoma,  
o Greg is securing at least 12 weeks of employment from at least 3-4 participants,  
o Hopeful of 2-3 additional FTE once the program is completed. 
o Benefits local workers by providing them with workforce development training.  
o Positively impacts his business by allowing him to bid larger jobs. 

• Estimated total to be leveraged: $12,600 

ZUNI WORKFORCE DEVELOPMENT PROGRAM 

Through the development of Major Market, Darrell Tsabetsaye is working with Zuni Workforce Development Program to support staffing of his 
business.  

• The program allows Major Market to cost share on wages and salary.  
o 20-25 participants  
o Each participant will work a minimum of 35 and 40 hours per week. 
o They will receive minimum wage, between $8-$8.50 an hour.   

• Two pathways to take with this leverage:  
o The tribe pays those participants’ salaries for 90 days.  
o Major Market and the tribe will cost share 50/50 of their wages for up to 6 months.  

• Estimated total to be leveraged: $67,200-$102,000  
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KEWA (FORMERLY SANTO DOMINGO) PUEBLO INTERNSHIP PROGRAM  

Native entrepreneur Bernard Garcia had been asked by the tribe for two years if he would be open to supporting an intern or apprentice in his 
auto shop. Due to not having a fully operational shop, this made the offer difficult to support. However, in the summer of 2020 he is planning 
to have his first set of interns. Not only with this provide on the job training for aspiring auto mechanics, but Bernard will also receive the 
additional support he needs to further enhance his work.  

• Estimated total leveraged: Unknown 

INTERNAL PAIRINGS 

Among partnerships and leveraged resources, RCAC has internal services and 
programs that can lead to enhanced Native economies in Arizona and New Mexico. 

 

 

 

 

 

 

 

 

 

 

 

  

  

“These [PRI and grant] investments are specific as to how they should be 
used so it encourages our Loan Fund to do more outreach to help support 
new and existing Native American organizations to reach their goals and 
financing needs. We work in partnership to be more strategic in how we 

will serve Native American communities and utilize these funds.  It is 
strengthening RCAC to be more present and to work around these areas 

and build relationships that were not there before.” 

- Juanita Hallstrom, Loan Fund Director, RCAC 
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THE ACADEMY 

Through THE (Tribal Housing Excellence) Academy, RCAC and NCC are expanding their networks and influence in Native Country. THE Academy 
is “a three year initiative [where RCAC and NCC work together] to apply best practices in leveraging resources historically underutilized 
by tribes and Native communities to increase the number and type of housing units produced on Native lands.”16 Though the Kellogg PRI 
cannot to be used for housing purposes, it is known that safe, affordable housing is an indicator of a healthy economy and perpetuates a healthy 
economy. So, though none of the housing related TA or loans may directly count toward Kellogg grant or PRI activities, the social connections, 
marketing of lending services, and TA provided throughout these networks will likely cultivate environments for loan ready entrepreneurs and 
economic impact. For example, tribes that use force labor accounts to finance their own construction crews for housing development experience 
economic benefits to local families and new dollars are invested into their communities during construction projects. Some of the notable 
activities of THE Academy since 2016 have included: 

• Santo Domingo Housing Authority 
o Waitlist analysis 
o Tax credit application TA 
o Led to 41 units for multi-family housing 

• Hualapi 
o TA to Housing Director and Planning Director 
o Tax credit application TA 

• THE Development Essentials 
o A forthcoming, 3-day snapshot of THE Academy which will include waitlist analysis, leveraging possibilities, and internal capacity 

assessments for participating tribal housing authorities.  

COMMUNITY FACILITY LOANS 

RCAC’s Community Facilities Loan Program helps develop and 
improve essential community facilities in the rural West. This 
program offers short-term loans for early property 
acquisition and predevelopment, interim construction costs, 
and long-term permanent financing. Applicable facilities 
include public and nonprofit office buildings, treatment 
centers, emergency and transitional housing, assisted living, 
human services, public safety, childcare, education, and 
cultural facilities.”17  

• As of March 2019, RCAC’s loan portfolio accounted for 39 
community facility loans, totaling $19,790,961. 

o International Sonoran Desert Alliance located in 
Ajo, Arizona was granted a $100,000 loan to be 
used as a revolving line of credit for renovation 
projects for the 60,000 square foot facility.  

 
16 Rural Community Assistance Corporation. THE Academy. Retrieved from https://www.rcac.org/Native-communities/academy/ 
17 Rural Community Assistance Corporation. Community Facility Loans. Retrieved from https://www.rcac.org/lending/community-facility-loans/ 

Connect Intentionally with 
Community Facility Loans Program 

 Currently the connection between the Community Facility Loans 
program and Rainmakers is limited but there is an opportunity to 

connect the two more intentionally knowing that many 
opportunities to use Rainmakers funds might come from the 

community facility loans program. 

9 OPPORTUNITY 
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o Breath of My Heart Birthplace located in Espanola, New Mexico was granted a $310,000 loan to be used for 
acquisition/rehabilitation for the 2,200 square foot birthing clinic.  

o Arcata Economic Development Corporation (Hoopa Valley Tribe) located in Humboldt County, California received a participation 
loan to finance the renovation of an existing commercial space and startup of a grocery store on the Hoopa reservation. This $1.4 
million loan will helped the store meet the demand created after another grocery store closed in 2016. The store primarily serves 
Hoopa Valley Tribal members that have had to travel an hour round trip to buy groceries. Fresh meats and produce and a variety 
of healthy foods will be available. Additionally, 20 new full-time jobs will be created on the reservation. 

GOAL: IDENTIFY AND EVALUATE GRANT OUTCOMES RELATED TO NATIVE AMERICANS 200% OR 
BELOW THE FPL, PARTICULARLY NATIVE AMERICAN FAMILIES WITH CHILDREN 8 AND YOUNGER. 

ACTIVITIES OUTCOMES TOOLS 

RCAC hires third party 
evaluator, participates in 
reviewing and 
implementing evaluation 
plan, and attends cultural 
awareness training.  

 

• RCAC will be able to 
track and show their 
programmatic impact 

• RCAC will improve 
their capacity to work 
in Indian Country. 

 

• Third Party Evaluator Quarterly Report 
of Activities 

• RCAC Cultural Awareness Training Sign-in 
Sheet 

• RCAC Cultural Awareness Training 
Evaluation 

 

IMPACT MOMENTUM  
SUMMARY 

RCAC hired Sweet Grass in March 2018. As Sweet Grass created the evaluation plan, we conducted calls which included 4-6 RCAC employees. 
Pam Higgins, Rural Planning Capacity Building Manager of RCAC, notably took lead. Juanita Hallstrom, Monette Stevens RCAC’s Regional Contract 
Manager, Stan Keasling, Ari Neumann, and a few others were on calls and email correspondences. RCAC is able to show their programmatic 
impact, but not efficiently.  

The Seven Sisters Cultural Awareness training has proven successful as indicated by the training evaluations and through talking with RCAC 
employees and members of the three Pueblo communities where the NABDAJ initiative has been implemented.  

RCAC has intentionally woven diversity and inclusion into their workplace and into their on-the-ground interactions. Kellogg funding has 
enhanced those efforts. 

CHALLENGES AND STRENGTHS: 

1. This report required 2-3 times the amount of hours it should have taken. With proper procedures and tools in place, impact measurement 
and evaluation for Kellogg or any other foundation could be much easier, more precise, and nearly streamlined. 

2. Showing growth in cultural awareness knowledge is easy (e.g. cultural sensitivity training results). Showing changes in on-the-ground 
action as a result of knowledge change is not. Interviews with Pueblo community members and RCAC employees have provided insights 
into on-the-ground action related to cultural awareness. If an evaluation plan is agreed upon at RCAC, evaluation in this area can be 
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more robust. Evaluation in this way provides organizations insights on how they can enhance their programs and services and can also 
render positive stories that can be used to further market programs and services. 

3. For the last five or six years, RCAC has intentionally woven inclusivity and diversity into their workplace and into their fields of service. 
To date, some of their programs and services work well in Indian Country, some more than others. However, RCAC’s interactions through 
Kellogg related activities have provided critical insights on how they can improve. They have already worked to improve some of their 
programs and services and have plans to continue in that trajectory. 

OUTCOME: RCAC WILL BE ABLE TO TRACK AND SHOW THEIR PROGRAMMATIC IMPACT 
Due to a trend in impact and mission-driven investing—a trend apparent in Native communities 
for at least the last decade, it is recommended that RCAC adopt an impact measurement and 
evaluation system across all programs. Tracking ethnicity, income, metrics related to health and 
well-being, changes in community pride, safe housing and more would add to the rich story of 
RCAC investments across Indian Country and abroad. As a leader in rural investments and Native 
technical assistance and community facilities finance, RCAC is positioned to model impact 
measurement and impactful storytelling in ways that other lending counterparts have not yet 
adapted. Incorporating a richer diversity of metrics 
not only further explains the impact of a dollar, but 
it demonstrates for other investors the power of 
their pockets. It is another useful avenue to not 
only enrich internal processes, but to funnel new 
funding sources to Indian Country. 

As indicated by this report, RCAC has the ability to 
show their programmatic impact. At this time, it is 
happening inefficiently. RCAC is tracking 
information, but it is being stored in PDFs and not 

entered into a system that allows for accessible data storage and ease of reporting. Sweet Grass 
pilfered through hundreds of PDF documents and pages of loan portfolio spreadsheets to piece 
together appropriate information for this report. Sweet Grass recommends RCAC adopt the 
tools originally set forth in the Rural Community Assistance Corporation’s Native 
Communities Impact Measurement and Evaluation Plan (2018-2022). Sweet Grass originally 
proposed hours that included tool adoption and training of RCAC staff to use the tools required 
by them. It should be mentioned that, the iterative, back-and-forth process went smoothly and 
efficiently with Liz Bernal, RCAC’s NABDAJ instructor and RCAC’s Economic Development 
Specialist III, who has adopted the tools and enhanced curriculum to further meet the needs of Native entrepreneurs. 

Measure Impact 

As RCAC continues to work 
under this grant and PRI there is 

an opportunity to continue 
collecting data to understand 

the IMPACT of these efforts over 
time which can attract and 

retain, funding and 
partnerships. 

10 OPPORTUNITY 

Implement the 
Evaluation Plan 

 A clear next step for RCAC is to 
implement the evaluation plan, 
especially the evaluation tools 
and databases which will allow 

them to measure impact, enhance 
programs, and effectively report 

on progress. 

11 OPPORTUNITY 
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OUTCOME: RCAC WILL IMPROVE THEIR CAPACITY TO WORK IN INDIAN COUNTRY 
DIVERSITY AND INCLUSION COMMITTEE 

Providing tools and cultivating formalized training experience for staff directly related to diversity and inclusion has been key 
to the internal operations of RCAC for the last several years. Stan Keasling shared that around a year and a half before the 

Kellogg grant (approximately three years ago), RCAC created a 
Diversity and Inclusion Committee, participated in cultural 

sensitivity trainings, and cultivated working relationships 
to be more cognizant of the communities they serve. 
Additionally, RCAC continues to implement a process of 
bringing on valuable people to this committee and 
retaining those people. 

With this dedicated committee and consistent trainings, RCAC is providing new 
understandings and growth for their staff to more effectively build and maintain 
relationships between Native nations and staff. 

In the last several years, despite having worked in Native communities, Alaska 
villages, and Hawaiian homesteads, RCAC has been eager to enhance their services 
to Native communities, and thus their understanding of addressing barriers to 
Native economic development. To assist in this process, they hired Seven Sisters 
Community Development Group, LLC (Seven Sisters) to conduct cultural sensitivity 
trainings.  

SEVEN SISTERS CULTURAL SENSITIVITY TRAINING 

One staff member mentioned that capacity building to work in Indian Country has been “spreading through more departments.” 
Another explained that, the trainings essentially become part of RCAC’s standard operating procedure. She continued, “Our work to 
become culturally competent in Native communities started more than 2 years ago [her first training was in 2013], but it has 

really increased since then.”  

Seven Sisters Community Development Group, LLC (Seven Sisters) conducted a cultural sensitivity training with staff in 2018 to support RCAC’s 
vision to further their efforts in Native communities. Many staff members that participated shared similar sentiments around the impact that 
trainings like this have on their approach to development.  

“Through evaluation, our tribal entrepreneurial program was 
enhanced, in the way we work with our training and through the way 
we look at our entrepreneurs. It has given us a deeper relationship 

with those entrepreneurs.”  

- Pam Higgins, Rural Capacity Building Manager, RCAC 

“RCAC has had our Cultural Diversity and 
Inclusion Committee for three years now. 

They always provide training to our all staff 
then every quarter managers and directors 
are given diversity and inclusion trainings 

that we then pass down to our staff. It was 
really nice to have the Kellogg funds to 

enhance that as well. Our staff really, really 
benefited from the Seven Sisters training. It 

was a powerful training and capacity 
building for our staff.” 

- Pam Higgins, Rural Capacity Building 
Manager, RCAC 
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After the training, staff were asked to identify some aspects they felt were most useful. The following are notable responses:  

 

Expanding staff knowledge helps RCAC further enhance their mission. Understanding policy, history, and current conditions that impact Native 
communities is not only enlightening to perspective, but it supports RCAC’s ability to work in a respectful way.  

CULTURALLY APPROPRIATE LANGUAGE AND TRUE HISTORY 

There is a derivative saying, less common than the original: “Sticks and stones may break my bones but words will rip my heart out.” Words are 
powerful, biased, and loaded. Through interactions with various RCAC employees since Summer 2019, Sweet Grass has noticed a difference 
in word choice and language among employees. Words and phrases like assimilation, murder, land theft, and termination have been used in 
conversations centered on barriers to development in Indian Country.   
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AN INCLUSIVE BOARD 
Not only has RCAC expounded on the activities and understandings accentuated by their Diversity and Inclusion 
Committee, they have intentionally cultivated a culturally inclusive board. 

From 2017 to 2018 their board rose from 25% to 31% American Indian, Alaskan Native, and Native Hawaiian 
representation. In 2019, there were 5 individuals (45%) representing American Indian, Alaskan Native, and 
Native Hawaiian decent.  

DIVERSIFYING SERVICES 

Below is a few activities RCAC has engaged to diversify their services: 

• Incorporated Native relevant and Native centered curriculum, activities, and evaluation into BRE—NABDAJ as conducted with Isleta 
Pueblo, Pueblo of Acoma, and Pueblo de Cochiti 

• Extended TA to NCDFIs and non-traditional lending institutions 
• Explored opportunities for micro-lending or lines of credit for micro-lenders 
• Participated as conference panelists and discussants on Native rural development 

  

49% NATIVE 
BOARD 

REPRESENTATION 

“It has been a bit of a frustration coming 
into a community and just saying ‘water’ 
or ‘waste water’ when you look around 
and see all these other issues. It feels 

good to know that we have other services 
we can offer, and we have new ways to 

engage in solutions.”  

- Ari Neumann, Director Community and 
Environment Services, RCAC  
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PRESENCE AND KNOWLEDGE IN THE FIELD 

RCAC has spent years working in Hawaiian 
homesteads, Alaskan villages, and Native North 
America especially related to their environmental 
services expertise, TA, and community facilities 
lending. Yet they are now attending more 
conferences, becoming members, and invited to speak 
about rural Native development in circles they had, 
until recently, not been an integral part of. They are 
enhancing their presence in the Native lending 
fields and tribal housing fields and extending their 
TA services. Meanwhile, they are in turn building 
their capacity and practicing on-the-ground the 
diversity and inclusion that abounds in the RCAC workplace. Below are examples of increased presence and knowledge in the field of Native 
economic development, pertinent to New Mexico, Arizona, and then Indian Country more generally. 

INCREASED PRESENCE AND KNOWLEDGE RELATED TO NATIVE ECONOMIC DEVELOPMENT 

CONFERENCES 

• Native Women’s Business Summit, 2019 

• Oweesta’s Native Capital Access 2019, Kauai, HI 
o Juanita Hallstrom made new connections, including Sheila Herrera of Tiwa lending 

• Rural Housing Summit 2019: hosted session on diversity and inclusion 
• RuralRISE Summitt: RCAC was invited to discuss the needs and barriers of tribes in development 

HOUSING CIRCLES 
• California Coalition for Rural Housing  
• California Housing Consortium 
• Northwest Tribal Housing Association – active member 
• Southwest Tribal Housing Association – active member 

PARTNER LENDING WITH OTHER ENTITIES 
• Arcata Economic Development Corporation and Northern California Community Loan Fund  

o $1.4 million participation loan for Hupa Shopping Center, Hoopa Valley Tribe, CA 
• Native American Bank 
• NCC 

  

NEW MEMBERSHIPS 
& INVITATIONS 
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NOTABLE TA PROVIDED 

CINNAIRE CDFI 

• RCAC provides 2-3 hours a month of free TA 
• Assistance in creating their diversity and inclusion committee 
• Provided CDFI with a charter 
• Assisted CDFI membership criteria 

NORTHERN INITIATIVES 
• RCAC provides TA 
• Enhancing some of their tools to be more compatible with CDFIs in Indian 

Country  

ROANHORSE CONSULTING, LLC 

• 10 hours of TA: RCAC has provided 1 site visit and 1 follow-up call 
• 2nd site visit scheduled for 11/12/2019 
• Education around business lending criteria so her network of entrepreneurs 

can access RCAC business loans, Vanessa Roanhorse would receive a referral 
fee 

USDC MINORITY BUSINESS 
DEVELOPMENT AGENCY 

• Funded RCAC to administer Minority Business Development grant with 4 
Montana tribal nations 

• RCAC brought tribal representation to the table  
USDA RURAL ECONOMIC 

DEVELOPMENT INNOVATION 
(REDI)- RCAC RECEIVED FUNDING 

TO CREATE LONG-TERM ECONOMIC 
DEVELOPMENT PLANS FOR 6 

COMMUNITIES, 5 OF WHICH ARE 
TRIBAL COMMUNITIES. 

• Shiprock Navajo –Invited 75 and 40 showed up.  
• White Mountain Apache 
• Crow Tribe 
• Northern Cheyenne Tribe 
• Washoe Tribe 
• RCAC hired 4 new employees to assist with this type of TA 
• Shiprock Navajo –Invited 75 and 40 showed up.  

YOCHA DEHE WINTUN NATION 
COMMUNITY FUND 

• central CA 
• funded RCAC $500,000 for 3 years to provide economic development 

programs to tribes including: 
o Economic development assessments 
o BRE 
o Potential for micro-lending funding 
o central CA 
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 OVERARCHING CHALLENGES AND STRENGTHS 
LEADERSHIP TRANSITION, STAFF TURN-OVER, AND INTERSTATE MERGERS 
RCAC has lost two officers in the last 18 months. Michael Carrol, former Loan Funder Director, was also the key push behind receiving the 
Kellogg grant. When he resigned there was no one left to carry his vision for operationalizing the grant. With minimal communication, 
responsibility for the project was passed to Pam Higgins, Rural Planning Capacity Building Manager of RCAC, who soon-there-after experienced a 
life-threatening health diagnosis and Juanita Hallstrom, who went from Assistant Loan Fund Director to Loan Fund Director during this same 
volatile period—a period of influential leadership transition and necessary expectations from Kellogg. Simultaneously, RCAC’s main partner with 
the Kellogg grant and PRI, Native Capital Access was striving to merge 3 Native CDFI’s from across the Native Southwest to create NCC.  

Even with circumstances more difficult than the usual cumbersome transitions, the organizations involved have shown a desire to 
(re)prioritize Kellogg related activities. 

One RCAC leader expressed excitement about being resilient through difficult times and resituating themselves to accomplish the tasks 
necessary to benefit the Native Southwest overall: “For us to be able to step up to the plate and get this to work, I think that speaks well for 
our team [. . .] It has been an incredibly good learning experience. It has created an opportunity of growth and understanding we never 
had.” 

After a new CEO transition, there is hope of a meeting between RCAC, Confluence, Kellogg, and NCC to discuss the momentum that has been 
built, particularly over the last three quarters. Stan Keasling’s desire to see this model succeed complemented by his new role as Senior 
Advisor to the CEO, Pam Higgins’ continual dedication during her transition, Juanita Hallstrom’s financing skills, and Liz Bernal’s on-the-
ground presence provide promising opportunities for a strengthened and impact-driven 2020. These are just a few key players to carry the 
momentum forward. 

COMMUNICATION AND EXPECTATIONS 
Despite specific contractual agreements with W.K. Kellogg, with leadership change, minimal transfer of knowledge, and minimal coordinated 
contact with Kellogg, RCAC was left striving to decipher expectations. Of the RCAC participants interviewed for this report, the 6 most 
associated with the Kellogg grant expressed gratitude for the monthly calls that were instituted during the summer of 2019. As expressed by one 
director: 

Our interpretations of the expectations on the grant side were not the same as  Kellogg’s. Coming in in November and trying to get up-to-
speed and reading what I thought the expectations were, was not the same as Alvin’s [Program Officer, W.K. Kellogg Foundation]. In the 
last year, I think our expectations have more aligned with Kellogg’s. We viewed it as an opportunity to develop entrepreneurs and 
not for those folks to necessarily have those folks be borrowers. 

As will be mentioned in the micro-lending subsection neither RCAC nor NCC are currently poised to lend to the majority of NABDAJ 
entrepreneurs; but opportunities lie ahead there as well. 

The newly established lines of communication have highlighted expectations, provided a sounding board for ideas, and clarified roles and 
responsibilities. The opened communication has been welcomed by Kellogg as well, as mentioned by Alvin Warren, Program Officer, W.K. 
Kellogg Foundation, during a late summer-early fall conference call. 

IMPLEMENTING THE EVALUATION PLAN  
Until their involvement with Kellogg, RCAC “had never used a third-party evaluator”. The relationship between Sweet Grass and RCAC has 
strengthened over the last year as the web of evaluation, proving outcomes, and demonstrating impacts has become clearer. RCAC now 
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understands how a holistic evaluation process assists with reporting/story-telling, informed programmatic and service related changes, 
overall strategic planning, and more. Despite having not adopted the tools to ensure a smooth evaluation process, many RCAC employees have 
worked diligently in the last two months to ensure Sweet Grass has the documents and information needed to conduct a successful evaluation. 
We are hopeful that after this report, RCAC will adopt the plan, logic model, and recommended tools. There has already been communication 
between RCAC and Sweet Grass about additional TA related to evaluation and impact tracking. 

NATIVE-CENTERED SERVICES 
RCAC staff are experts at environmental and community facility services in rural America and on many tribal lands, homelands, and villages. 
Their BRE initiative has proven successful with Native and non-Native communities. However, in the last 2 years RCAC has dedicated time to 
enhance their services to Native communities. As mentioned, their curriculum conducted with the three pueblos has new additional material, 
activities, and evaluation criteria that make them more pertinent to rural Native America. RCAC has taken what they’ve learned from this 
process to enhance other services, making some of their other curricula more relevant to Native communities. Currently, the total 
communities served under BRE is 27 with 48% of those being tribal entities. 

Lending services, however, could also be more pertinent to Native Americans, specifically those 200% FPL or lower. 

MICRO-LENDING 
Since 2018, various RCAC employees and NCC were discussing the disconnect between NABDAJ entrepreneurial needs and the Rainmaker lending 
specifications. Loan ready entrepreneurs are emerging from NABDAJ, but currently, the entrepreneurial needs and the Rainmaker loan 
specifications do not align. There is a need for greater micro-lending possibilities in Indian Country and specifically in Arizona and New Mexico. 
Currently neither RCAC, NCC, nor Tiwa Lending provides micro-loans. Non-Native entities (such as those mentioned in this report) provide 
services as does entities such as Navajo CDFI. But the demand is far greater than the need. RCAC has been discussing possibilities of offering 
micro-loans or extending lines of credit to entities that are already better suited. Tiwa Lending has expressed interest in micro-lending. 
Currently, their website mentions business loans, but they offer consumer loans, some of which may be oriented towards small business needs, 
such as the purchase of a sewing machine. They have a stellar portfolio record. It is anticipated that 2020 will be spent addressing policies 
and procedures to address this issue in house (at RCAC) or with other partners.  

BARRIERS AND SILOS 
Though NCDFIs are not always the most financially secure or AERIS capable, they operate as on-the-ground models for holistic development and 
integrated problem solving. Through their interactions with Kellogg related activities, RCAC has delved further into breaking their own 
internal barriers and silos. (It should be noted that this is the same task many universities and other institutions across the US have been 
striving to address over the last decade). RCAC has been enhancing their cultural competency, restructuring initiatives, building new 
partnerships, and actively seeking new ways to continue developing holistically (e.g. exploring ways to collaboratively deploy funding to 
those most in need in Indian country while striving to make high-impact investments).  

LEVERAGED FUNDS, DEDICATION, AND ONGOING SUPPORT 
In accordance with working across departments, thinking holistically, and engaging in collaborative problem solving, RCAC has thought about 
innovative ways to fund their work in Arizona and New Mexico before and during their funding freeze. They, according to Stan Keasling and 
others, have used lessons learned to discuss “how [they] can further this work in the loan fund. Hopefully to leverage funds and hire someone to 
provide lending in Indian Country and a recognition that the strategy is a reasonable and efficient strategy”. In the field they utilized there 
NABDAJ experiences, and other experiences in Indian Country to attract USDA and HUD funding for ongoing support with Pueblo of Acoma and 
Pueblo de Cochiti. Stan Keasling discussed community continuity: “I do think, there is still work to be done in those Pueblos. We need to go 
back in to see how those communities will support their entrepreneurs and then see how the community will act as a catalyst for 
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economic development in their communities.” With additional funding, and groundwork laid to expedite activities, outcomes, and impact 
ongoing support will assist the efforts.  

KELLOGG FUNDING 
To date, RCAC has been prevented from receiving the funding that they were depending on to complete Kellogg related activities. Monies have 
been held due to a lack of adequate completion of activities and outcome results. RCAC’s actions since the withheld funding, along with their 
ability to allocate resources and reprioritize the project after dealing with leadership transitions and other difficult circumstances has 
proven successful. They are well positioned for the upcoming years. Despite new transitions, they have taken steps to assure    

CRITICAL EVALUATION NOTES 
These notes do not excuse or praise the actions and activities of RCAC, Kellogg, NCC, or Confluence. This section is meant to provide external 
(third-party) evaluative insights to strengthen the model that has been bolstered by Kellogg funding, Rainmaker investments, and actions led by 
RCAC. These notes were derived from data-driven ideas, expertise in the field, and informed opinions regarding the challenges, strengths, and 
opportunities that have arisen over the last two years.  

TIME IS OF THE ESSENCE, SO IS A MODEL. 
1. Past leadership transitions, staff turn-over, and critical illness delayed processes associated with RCAC’s Kellogg grant expectations. 

They have adjusted internal processes and during their latest transitions, have worked to maintain institutional knowledge and even build 
capacity to avoid situations that arose when their Loan Fund Director resigned. 
 

2. In several ways, and despite RCAC’s extensive experience in rural communities, the activities associated with this grant were relatively 
new to RCAC—the way they approach lending, the way they approach new partnerships, the ways they provide TA, the way they 
associate with impact investors, and the way they evaluate and report. This newness also created a hindered process associated with 
activities, outputs, and outcomes. However, through lessons learned they have since adjusted their programs and services, cultivated 
a capable team, tallied results across the logic model, and have solid plans to increase activities, outputs, and outcomes. 

 
3. NCC’s merger hindered processes associated with capital deal flows and integrating RCAC with NCC partners and other key partners in 

New Mexico and Arizona but will likely lead to strengthened opportunities soon. RCAC, with funding from the Kellogg grant, was 
instrumental throughout the merger processes. 
 

 The above mentioned hinderances have been addressed as indicated by the activities, outputs, and outcomes in this report. 
4. The barriers related to lending on trust land are widely known, despite entities (e.g. Sisseton Wahpeton Housing Authority, Mille Lacs 

Band, RCAC, NCC) demonstrate solutions to mitigate what traditional lending institutions perceive as risk. Despite the solutions that have 
prevailed in some industries and tribal communities, complications still surface related to credit, banking records, equity, collateral, 
fractionated heirship of land parcels, and laws specific to each sovereign tribal nation. These difficulties increased the time needed to 
lend Rainmaker and other related capital. 
 

a. Zuni tribe required Major Market to hire a general contractor 
b. Dineh Jewelers needed equity 
c. Various loans required guarantees or assurances 
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d. At least 2 NABDAJ business entrepreneurs have tried for several years to receive loans but were denied due to trust land 
complications 
 

These issues are all part of the learning process that will be used to enhance the Rainmaker model and associated activities. During 
these first two years of grant activity, deriving innovative solutions (e.g. RCAC’s equity investment from Ceniarth Wales Interests, L.P.) 
required months of extra time. 
 

5. RCAC is exploring ways to lend capital to NCDFI micro-lenders or other small business and micro-lenders, to service Native emerging 
entrepreneurs and Native small business owners in New Mexico and Arizona. There are innovative models, such as that of Co-op Capital, 
but RCAC is striving to find other innovative solutions while simultaneously providing a line of credit to NCC which can be used for small 
business lending. They are also providing TA to Tiwa Lending for the possibility of them offering micro- and small business loans. 
Currently, neither RCAC, NCC, or Tiwa Lending deploy micro-loans. 

6. If a relationship continues to build with Tiwa lending, consider utilizing them as a resource to deploy capital and entrepreneurial 
resources. They have a small staff but make a big impact. 
 

7. Though AERIS rating is important, NCDFIs and CDFIs across the nation enhance their communities and economies without the rating. 
AERIS rating is certainly something to work toward, and in the future would provide a NCDFI with the ability to deploy loans with greater 
momentum than most any NCDFI in the Southwest or elsewhere. It is big picture. However, just as much TA and capacity building should 
be spent on other activities and outcomes. As noted from this two-year reporting period, RCAC provided at least 60 hours of TA to NCC, 
not specifically toward AERIS certification. Yet the TA was influential in their merger, influential for NCC clients, and simultaneously 
assisted with some AERIS progress. AERIS rating as a main focus could prevent using grant related TA and activities to their fullest extent 
such as with building on the recent momentum of NABDAJ graduates.   

8. RCAC plans to hire someone specifically to increase their presence and activities in New Mexico and Arizona (pending the 
reinstatement of Kellogg funding). This is necessary after realizing the intensive amounts of time and resources associated with 
relationship building, lending related to business and entrepreneurs, and new trainings and TA ventures associated with the Kellogg 
related activities. Likewise, they have recently hired 4 new people to conduct trainings in Indian Country. 
 

“THE SINGLE BIGGEST PROBLEM IN COMMUNICATION IS THE ILLUSION THAT IT HAS TAKEN 
PLACE.” George Bernard Shaw 

9. Communication is critical. A lack of communication led to a strenuous, though salvageable situation between RCAC and Kellogg. The 
communication, or lack thereof, led to unclear expectations related to responsibility and performance. The monthly meetings initiated in 
late Spring/early Summer have been invaluable to re-centering focus on expectations. All RCAC interviewees and Alvin Warren, expressed 
their appreciation for the monthly meetings and the resulting momentum. As previously mentioned, one leader’s sentiment is shared by 
everyone interviewed at RCAC: “[. . .] In the last year, I think our expectations have more aligned with Kellogg’s.” 
This alignment is noticeable through the activities, outcomes, and outputs in this report, as well as RCAC’s prioritization and forward 
momentum. 

 
10. Communication with sub-grantees Confluence and NCC should mirror the communication channels instituted between RCAC and 

Kellogg in 2019. Communication from NCC to RCAC and from NCC to Confluence has been challenging, yet salvageable. Sweet Grass is 
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unaware of the fine details that govern Kellogg’s relationships with RCAC, NCC, and Confluence; but, perhaps, Kellogg can play a 
role in enhancing communication channels between NCC and RCAC and between NCC and Confluence. 

EVALUATION AND IMPACT MEASUREMENT IS COMMUNICATION 
Mention the communication and connecting communication with impact investing and the communication of impact. 

11. Without an impact measurement and evaluation system in place, RCAC cannot properly report the outcomes that are occurring with 
Kellogg grant funding. Thus, impacts become less celebrated, the need for enhancements in programs and services becomes less 
apparent, the path for development becomes less defined, and a model becomes less documented and teachable. RCAC should work with 
Sweet Grass to accept and adopt the evaluation plan and tools (or a newly derived version of the plan and tools).  
 

12. RCAC’s Loan Fund is not collecting all the information they need (or are not documenting it in an efficiently accessible way) for grant or 
PRI impact measurement and evaluation. 

• Ethnicity 
• Tribal Affiliation 
• 200% below FPL (Household Income) 
• Children age 0-8 [NABDAJ is not collecting this age range] 
• On/Off Reservation 
• Fee Land/Trust Land 

Sweet Grass was able to research most of this information for the borrowers’ households through interviews and for the communities 
through ESRI Business Analyst which compiles American Community Survey (ACS) data and other sources. 

13. The demographic info such as 200% below FPL and children age 0-8 can be collected at the household and community level to show direct 
and indirect impacts. 
 

14. RCAC across departments, NCC, and really any institution engaged in economic development should measure impact related to 
health, well-being, and the environment. The enriched story associated with these elements help demonstrate impact on systems-level 
changes and cultural shifts. NABDAJ now includes metrics related to health and well-being. Through interviews and geographical analysis 
Sweet Grass was able to uncover Silent Hawk’s impact related to a healthier Earth, increased access to spiritual sites, and land 
reclamation, Major Markets future impact on economic opportunity, and Barney Enterprises impact on community pride. With 
proper planning, these impacts can be collected in-house. Major Market’s press release highlighting healthy foods, and the Hoopa Valley 
Tribe’s Hupa Shopping Center news clip highlighting healthy foods and a social gathering place indicate the general public’s demand for 
these types of outcomes and impacts as well. 
 

15. Other impact goals and outcomes that NCDFIs across the country are currently, and successfully tracking include:18 
• Individual Empowerment and Self-Sufficiency 

o Less reliance on tribe and federal government 
o Bankability (e.g. increased history of deposits) 

• Sovereignty 

 
18 The following impact goals and outcomes are part of First Nation Oweesta Corporation’s OTIS (Opportunity Through Impacts System) impact matrix. The matrix was created by leaders in the CDFI 
and NCDFI fields, Oweesta, and Sweet Grass. Currently, Sweet Grass provides OTIS TA to NCDFIs—customizing data collection forms and building their online impact measurement system. OTIS is still 
in its infancy, but as of now 11 NCDFIs use the platform. Sweet Grass also works with other Native and non-Native entities who use other systems to prove similar outcomes and impacts. 
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o Economic self-sufficiency of community 
o Food sovereignty and access to healthy food (e.g. a new grocery store) 

• Whole Person Wellness  
o Financial wellness 
o Personal wellness 
o Community connectedness (e.g. making clothing for community events) 

• 7th Generation Transformation: Passing Down Knowledge/Community Cohesion 
o Outmigration reduction 
o Youth entrepreneurship (e.g. internships leveraged from PRI and grant) 
o Cultural and heritage connectedness and cohesion (e.g. making clothing for community events) 

Similar impacts and outcomes can, and in many cases should be collected by RCAC. By implementing new evaluation and impact 
measurement, their programs and services would simultaneously become more pertinent to Native communities, as was the case with 
NABDAJ. Sweet Grass does recognize that newly implemented impact measurement and evaluation requires capacity building, job 
requirements, new ways of operating, and time. 

16. An issue with impact measurement, evaluation, or general data collection is the difficulty with collecting follow-up information. 
Often clients are pressed for time, like everyone else, and when they complete a program or service (e.g. graduate from a training, 
receive a loan) they do not want to fill out a survey or answer interview questions related to their experiences. However, the way Liz 
Bernal conducted NABDAG trainings with the Pueblos in a respectful, understanding, “always present” way proved to participants they 
were not a means to an end or a product. The entrepreneurs are invested. These types of interactions set the stage for long-term 
relationships where people can interact with one another at a personal level and at a business level. This situation makes follow-up 
impact measurement easy. RCAC should follow-up with the entrepreneurs at the end of their 10-month period, and then annually (as 
originally proposed) to understand the long-term outcomes and impacts of training, TA, and loan deployment. 
 

SPECIFIC KELLOGG CONSIDERATIONS 
17. W.K. Kellogg specifically aims to “[p]artner with communities where children come first”.19 The emphasis on children is commendable 

and necessary for healthy communities and economies. Organizations such as RCAC and NCC can modify their data collection efforts to 
include information gathering on children age 0-8. However, finding community level data on this age range to demonstrate indirect 
impacts and potential for greater direct impact is difficult. Currently AMS provides data on children based on the age ranges 0-4 and ages 
5-9. If Kellogg were able to modify their metrics to reflect ACS metrics, then organizational level tools could adjust accordingly. The 
lender/service provider could collect individual and household level data on the age range and community level data could be 
derived from ACS in order to compare the same age ranges.20 
 

18. As eluded to in the prior note, and if this is not already occurring, consider the demographic criteria (e.g. 200% below FPL and children 
age 0-8) and the impact on the greater beneficiaries throughout communities, not only recipients and recipient households of services 
and loans. Though Kellogg may not be able to take full credit for community-level changes, it is worth considering how a loan, or even 
TA, impacts more than just the recipient and recipient households. 

 
19 www.wkkf.org/ W.K. Kellogg Foundation. Putting Children First. Accessed 13 November 2019. 
20 This is assuming no tribal census, community assets/needs assessments, or other tribal data collection efforts do not provide information on children in the specific 0-8 age range. Also, Sweet Grass 
recognizes the complications of using ACS (US Census) derived data due to the inaccuracies of the data associated with rural tribal communities and urban communities. We recommend using these 
sources predominantly when no tribal sources exist or to complement other data sources. 

http://www.wkkf.org/


 RCAC’s Kellogg Report of Impact - 53 
 

 
19. Rainmakers criteria does not currently complement the demographic related goals for the grant activities and the majority of 

entrepreneurs that RCAC and NCC have been connected with, or for a large majority of the Native Southwest. This was found from most 
all interviews representing RCAC, NCC, and Confluence, and mirrored Sweet Grass’ concerns as well.  Both the PRI and grant have been 
effective and will continue to do be moving forward. However, the majority of grant related TA and services are not being expended on 
entrepreneurs and businesses that could acquire Rainmaker capital. Entrepreneurs that are in the position to acquire Rainmaker funds, 
likely do not need many hours of TA or additional services. Similarly, those entrepreneurs likely do not address the 200% below FPL 
requirement and also very well may no longer have children age 0-8. These entrepreneurs are, however, well positioned to make an 
impact on Native households and communities that are 200% below FPL with children age 0-8. (This is why Sweet Grass discussed those 
larger community-level outcomes and impacts). 

 
Of the NABDAJ graduates Sweet Grass spoke with, only 1 had a child in the 0-8 age range. Most of the aspiring entrepreneurs, even those 
who had incomes 200% below FPL, have children in high school and college. With their children aging, they now have the time and 
resources to take their business to the next level. A conversation with various stakeholders and the Collaborative may provide insights on 
continually aligning products and services with community demand. Adaptability and resilience is key to a sustainable model. 

20. At this time, there are not enough willing and resource capable NCDFIs in New Mexico and Arizona to acquire lines of credit and deploy 
enough capital through small business loans and micro-lending to meet the expectations of Rainmaker partners. There are not enough 
Native micro-lenders and small business lenders in the Southwest to meet the service and lending needs of Native Americans with low or 
no credit, little or no collateral, excellent ideas, and on-the-street or in-the-home business credit. Collaborations like Co-op Capital and 
entities like Dream Spring should be considered while capacity is being built (and further partnerships are being established) among 
NCDFIs to deploy more entrepreneurial capital. 

21. Despite activities, outputs, and outcomes occurring slower than most involved parties originally expected, consider the groundwork that 
has been laid and RCACs immense efforts in the last year, specifically since Kellogg withheld funding. RCAC is committed to their work 
to strengthen Native communities in New Mexico and Arizona. Failing to meet expectations is not something they have taken 
lightly. In addition to the activities they have undertaken in the last two years, below are a few additional steps they have taken. They 
have: 

a. Leveraged funding to continue their work with the Pueblos  
b. Allocated funding and resources to make several other trainings and services they offer more Native-relevant 
c. Agreed to provide and equity investment to Dineh Jewelers 
d. Made new partnerships  
e. Continued TA, and made new relationships to provide TA 
f. Attended and presented at conferences 
g. Extended their membership to new coalitions, consortiums, and associations 
h. Hired 4 new employees to work in Indian country 
i. Planned to hire 1 more employee specifically for New Mexico and Arizona 
j. Expended an immense amount of collaborative time and energy for this report 
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CONCLUSION 
The groundwork, which during the grant and PRI initiation was not a top-priority due to a ‘perfect storm’ of circumstances, is now being 
accomplished and a solid foundation has been established. RCAC has always been engaged, yet not up to the expectations of Kellogg, and at 
times not up to their own expectations. The same could be said for Confluence and NCC. In compiling the last 2 years of thoughts and actions 
into a report, the outcomes are abundant, perhaps more than anyone realized. Loans have been deployed and pipelines are established and 
growing. Native entrepreneurs have increased their business knowledge, self-confidence, and loan readiness. Partnerships have developed and 
strengthened, and programs and services have been enhanced. A NCDFI has merged and strengthened. Confluence has established marketing 
materials and planned another gathering for impact investors and Native leaders. Channels of communication have opened, and expectations are 
clear: a new model is needed to positively impact local economies in the Native Southwest.  

RCAC, due to their deep knowledge of rural communities, immense access to resources, stellar loan portfolio, and commitment to increasing 
mission-driven impact in Native communities has the responsibility and privilege of leading this process. As critical partners, NCC and Confluence 
play key roles regarding entry to Native communities and philanthropic matchmaking respectively. Both entities are well poised entering into 
2020, to garner their assets and enhance RCAC’s and the Collaborative’s ability to further mission-driven impact in Native communities. While 
respecting each other’s strengths and understanding how they can better complement one another, the three entities along with Kellogg’s 
support and other partners can effectively impact Native American communities in New Mexico and Arizona. 

People have suggested that investors are currently hesitant to invest in Rainmakers, in part, due to Kellogg’s withholding of funds. Though this 
may be the case, we suggest it may be part of something bigger. The model is new. People are waiting, anticipating if it is really going to work. 
It is no different at the community level. All the NABDAJ entrepreneurs Sweet Grass spoke with talked about the hesitancy of going to the 
trainings, and others deciding not to go, instead sitting back to see what happened. (As you all know, programs come and go in Indian Country, 
just as solicitors do for impact investors). Now that entrepreneurs have graduated from the program, emerged with a business plan, and 
scheduled appointments with lenders, the communities are talking and thinking, “we can do this too.” It is our hopes that potential investors to 
the Collaborative are doing the same thing. Sitting back, watching. Kellogg was one of the first investors, at the beginning of the Collaborative. 
Kellogg was also the only Collaborative member to initiate on-the-ground action—preparing communities for lending opportunities. Now is not 
the time to pull funding. The most difficult work has occurred, while others watched. Now with Major Market being slated for construction, 
other loans being deployed, the submission of this report, the NABDAJ graduation, and Confluence having orchestrated another convening of 
philanthropists, now investors are talking and thinking, “we can do this too.”  

The Collaborative’s model is innovative, it is new. The challenges that have hindered the model are not—transition, miscommunication, 
misunderstanding, distrust, capacity, and the willingness to take lessons learned, refine, reinvigorate, and continue with the vision.   
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