
Divorcing your third 

party event supplier… 

…taking your events in house and 
bringing the board along for the ride*

1(*btw: This title is longer than some marriages)



“Sometimes things fall apart so 
that better things can fall 
together.”

— Marilyn Monroe



A little history

• The Harry Perkins Institute of 
Medical Research is WA’s largest 
institute researching the hardest to 
treat cancers, diabetes, heart 
disease and rare genetic diseases. 

• Traditionally, funding outside of 
grants came from major gifts and 
two community events – both 
outsourced to separate third party 
suppliers. 
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What I will cover?

BLIND DATING

Starting a new job with an 
existing agency and not 

feeling the love. 

BAD BREAK UPS

Trying to make it work 
for everyone’s sake but 
knowing it’s not you, it’s 

them. 

SETTLING DOWN 

Not being afraid to go it 
alone until the right 
relationship comes 

along. 



Our events 

The Cancer 200 The Walk for Women’s Cancer 



Disclaimer
I am going to attempt to do this presentation without mentioning the 

previous supplier’s name – We shall call them Unicorn. I will also black out  
ride’s previous name. 



Step back in time…

• 2012, Perkins was approached 
by Unicorn to host a bike ride 
for cancer – raised $4.6M

• The model – Perkins was 

guaranteed return on 
investment

• Unicorn was responsible for all 
aspects of the event. 

• 2017 – raised $4.1M 
• Participants’ survey not good 
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Challenges with the model 
One size fits all approach 

Heavy-handed recruitment and stewardship 
Lack of care for participants 

Unicorn staff resign 
Attention to detail

Marketing and brand challenges
Event was tired and complaints were increasing

Fundraising and recruitment in decline 

And the most important thing: 

Not us!  

The cracks began to show 



“Please stop calling me to get 
me to ask my friends again for 
donations. I’m tapped out and 
stressed.”
— Rider response 



What did we do? 

Collegiate approach 

Presented a detailed plan guaranteeing 10% 
increase in income and participants with no 
increase in budget.  

Approached the Board 

Compiled a list of challenges on both sides and 
approach Unicorn to address them together. 

Agreed to cease contract – in exchange for 
costs incurred and payment for use of IP. 

11th hour reprieve… sort of 
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Fallout 

Rough ride 

Remaining staff were dismissed on the last day 
of the ride. 

Staff dismissed 

Supplier not focused on good rider 
experience. Wild weather and tempers.

All banners, wayfaring signage, collateral 
‘destroyed’. Tents damaged beyond repair. 

Marketing materials and tents 
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Panic set in 



First steps 
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• Inform title sponsor 
• Created a new brand 
• Sell into title sponsor 
• Explain to loyal riders 
• Recruit an events team 
• Develop project plans and budgets 
• Get help! 

All in 8 weeks 



Donation and rego platform 
Verbally brief digital fundraising platforms

Acquisition
Engage a digital fundraising agency that specialises in the 
following:
• paid digital ad campaign 
• conversion process - lead to participant
• targeted acquisition process
• google analytics

• SEO, SEM, campaigns, ad grant

Retention 
Engage a digital fundraising agency for the following:
• Participation/donor journeys
• Team captain journeys
• Target incentives 
• Fundraising campaigns
• Boosted and organic socials 

Marketing
• Brand ID, logo 
• Videos
• Collateral 
• Social take overs
• Welcome packs 
• Jerseys, Tshirts, medals, incentives 

• Advertising
• Engage media agency
• Bus shelters and bill boards
• TV & Radio 
• Media partners
• Target bike shops 
• Ambassadors 

• Tenders
• Platform 
• Acquisition 
• Retention
• PR/media 
• Logistics 
• Caterers 

Sponsors 
• Retain MACA as naming right sponsor 
• Secure second major sponsor for the event 
• Negotiate other in kind, media and cash 

sponsors 

• Staffing
• Experienced Event Producer 
• Rider support coordinator (stewardship) X 2
• Database coordinator 
• Event coordinators X2 
• Videographer 
• Volunteer coordinator 
• Design support 

• Logistics 
• Ride route 
• Security 
• First aid
• Wayfarer signage 
• Volunteers 
• AV/Technical production 
• Tent allocation 
• Bike management 
• Traffic management 
• Catering 
• Entertainment and camp engagement 
• Waste management 
• Safety videos 

Event production 
• Opening ceremony 
• Safety videos
• Camp ceremony 
• Expo process
• Mcs

• Admin 
• Financial management 
• Contract management 
• Invoicing 
• Payroll

• Post event 

• Reregistration 
• VIP events 
• Engagement 



First 7 days 

• Renamed the event and designed logo.
• Called all major team captains. 
• Emailed all riders. 
• Set up temporary online registration option as the 2019 ride site has not been 

actioned. 
• Engaged last remaining Unicorn employee in Perth on a three-month contract. 
• Engaged full time graphic designer. 
• Engaged experienced Event Producer. 

• Met with four fundraising platform providers and provided requirements.
• Met with three digital fundraising agencies provided requirements for acquisition and 

retention journeys 

• Discussed options with other charities who had been through a similar experience 
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Email to riders 
Dear [Name],

I want to start this email with thanking you for your patience. I know the last time I wrote to you, I hinted at the fact that big things were happening to the 

Ride to Conquer Cancer. 

I can now share with you some of what that is. In the past, the Ride was managed on behalf of the Perkins by a third party. They oversaw all aspects of the 

event from the marketing to the logistics to the camp experience. And they owned the name – the Ride to Conquer Cancer. 

I can now tell you that (with the full support of our major sponsor MACA) we’ve taken the management of the Ride in house. Perkins staff will be managing 

the event – with the help of some dedicated trusted suppliers. 

I am very excited about what this means for the Ride. It will have a new name (legally we cannot use the old one), a new logo, a new website, more captain 

and participant support and it will be about giving you the best possible experience – both as a rider and a fundraiser. 

Over the next few weeks, we will be revealing more about the event. We will be asking for your help to build the new brand as well as seeking your 

commitment to ride with us in 2019. 

Starting again is challenging but your loyalty to the Ride is what’s driving us on. 

Once again, thank you so much for your support and for sticking with us. I love this event and I am personally committed to growing it into something we can 

all be so proud of. 

More revealed soon. 

Best wishes

Professor Peter Leedman 



Engaging partners we trust 

FUNDRAISING 

We partnered with Donor 
Republic. Collaborative 

approach. Cocreated 
event and played to our 

strengths. 

PLATFORM

Partnered with 
Funraisin and worked 
closely with them to 
meet our data and 

reporting demands. 

LOGISTICS 

Partnered with 
reputable local supplier 
with experience in mass 

challenge events. 



WHAT WE DID IN HOUSE 

BRAND AND 
CREATIVE 

Graphic design, video 
creative and production, 

radio creative and  
production.

ORGANIC SOCIALS 
AND WEBSITE 

Content, design, admin, 
moderating and responding 

to inquiries. 

CAPTAIN RECRUITMENT 
& SUPPORT 

Hired “Steve” – similar 
background to many riders. 

Became face of Ride. No 
outsourced phone support. 

INCENTIVES 

Sourced  all incentives including 
tiered merchandise, prizes, 

rider packs  and jerseys. 

PROJECT MANAGEMENT

Oversaw budget, project plan, 
invoices, fianances, reporting 

and supplier management.

EVENT EXPERIENCE

Designed and managed all 
aspects of the experience to 
surprise and delight riders. 



GRAPHIC DESIGNER DATA WIZ VIDEOGRAPHER EVENT PRODUCER

With strong 
photographic, web and 

video skills 

Our bridge between 
Funraisin, Salesforce 

and finance

Created all marketing 
and instructiional 

videos in house 

Better negoiating, 
management and 

budgeting 

Who we brought in 

RELATIONSHIP MANAGER

Strong background in oil 
and gas, person at end of 

phone and all emails





In house TVC 

From the outset, we wanted to 
make it heartfelt, warm and like 

a hug from a family member. 

https://youtu.be/UM9LJujWoyY


Gearing Up! 



Personalised Dashboards 

We personalised weekly Dashboards to 
introduce the ability to compare your 
performance against others to create 
competition and pleasure when a rider was 
ahead. 



Honour Roll
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Fun with Fundraising Pressure Points  

$269,796
on 3rd

Sept







The secret weapon 



Participants Amount Raised % above $2.5 Average raised 
p.f

2018 1088 $4.1M 58% $2,845

2019 1070 $4.88M 76% $3,355

2020 ? ? ? ?

Results 
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The COVID-19 effect  



Fear of the unknown
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• In the early days of COVID-19, fundraising 
for both our events was in trouble. 

• We made the decision to stop 
communicating with our participants until 
the end of April to give them a month’s  
break so they could focus on their own 
wellbeing 

• In that time, we formulated plans to take 
both events virtual 

There was just one problem…

The Board – “Let’s mitigate 
risk by cancelling all events.”
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No one will fundraise 
“No one will ride in a pandemic”

Stop sending free things 
“No one wants all that paper, tshirts and emails” 

Mitigate costs by decreasing staff
“Virtual events don’t need the same attention”



2020 challenge events 
How to adapt post COVID-19



Social 
considerations 

COVID-19 has adversely affected communities, families and 
businesses in WA. People are looking for leadership and strong 
guidance to show the ways they can still support the cause. 
Research is showing that people want to engage. 

The Perkins has a societal dependency and an obligation to 
consider what we can do for our supporters (who currently provide 
80% of our untied funding revenue) and how to assist those 
communities in a way that benefits everyone. 

Perkins has considered the ethical and emotional criteria of event 
supporters/sponsors and embraced decisions that feel good to this 
audience by considering how The Perkins values apply in this new 
environment. This involves a bit of “give and take”.  

However these new formats also represents a competitive 
opportunity to gain more participants and donors. 



What do 
Ride 
participants 
think? 

54% not confident of raising 
minimum amount 

57% said they’d be involved 
this year in anyway they can 

30.5% said they’d consider a 
personal challenge 

12.5% said they would only 
be interested in the same 
format



Why a 
challenge 
event 

Social distancing guidelines prevent a mass event 

Cost reductions less risk – especially for the Ride 

People have expressed nervousness around 
minimum fundraising targets

Different enough that we won’t have objections when 
we return to previous format

Opportunity to test new contingency format 

Maintain important revenue stream



Tactical Event Opportunities for 2020

REMOVE ALL EVENT 
REGISTRATION FEES 
DURING THIS CRISIS. 

MOVE FROM A 
TARGETED REVENUE 
MODEL TO A MASS 
REVENUE MODEL. 

CAST A LARGER 
PARTICIPATION NET 

WITH NO ENTRY 
BARRIERS.

CREATES NEW 
RELATIONSHIPS 

WITH THE PERKINS 
BRAND

BLOCKS 
SUBSTANTIAL 

CHARITY 
COMPETITOR 

THREATS TO LURE 
SUPPORTERS TO 
THEIR CAUSES. 

ENSURES 
RELATIONSHIPS ARE 
IN PLACE FOR REAL 
WORLD EVENT 2021



Traditional versus  Personal Challenge

Traditional Challenge 

Emphasis on stewarding smaller group to raise 
more 

Emphasis on securing new participants to 
boost numbers and raise more 

Focus on retention and acquisition Focus on acquisition and retention 

Engaging participants communication plan with 
multiple touchpoints 

Engaging participants communication plan 
with multiple touchpoints 

Strong use of digital channels and video Strong use of digital channels and video 

Inbuilt incentives and dollar matches In built incentives and dollar matches

Expensive event logistics costs No event logistics costs 

Event apparel, event guides and welcome kits 
extremely important 

Event apparel, event guides and welcome kits 
extremely important 

Highly competitive market so must stand out Highly competitive market so must stand out 



Our 
sponsors are 
committed 

MACA – still believes we can 
run the event but accepts it 
might need to change 

Woodside – concerned about 
fundraising but committed to 
sponsorship amount 



Why we must 
invest in event 
marketing 

Retain our loyal supporters 

Invaluable opportunity to grow our market due to biggest 
barrier being removed – this will be a major focus

Provides new pool of potential riders and walkers for next 
year

Sponsorships tied to promotion 

Raise more funds

The difference it made last year 

Competitor blocking 



Why incentives, 
t-shirts, kits 

Peer to peer fundraisers motivated by incentives 

Increases fundraising 

It’s expected – all events (mass and personal) do this 
and participants compare. Sponsors also require 
brand presence

Raise more 

Proven to work 



Staffing 

4 full time event 
staff working on 

$6M business 
function

Events have 12-
month cycles 

They’re revenue 
generators 

Reduce to part 
time – risk of 

leaving in very 
competitive market 

Relationships with 
participants are 
key to retention 
and acquisition 

growth

Risk of loss of IP 3 other staff work 
across business in 

key roles 



Audience Tools Revenue Management
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Optimism 

DEMONSTRATE TO OUR 
SUPPORTERS A LEVEL OF 

OPTIMISM AND BELIEF 
THAT THEY CAN STILL 
MAKE A DIFFERENCE 

CONTINUITY OF THE 
EVENTS IS A STRONG 

INDICATOR OF FUTURE 
SUSTAINABILITY AND 

CONFIDENCE

WE NEED OUR 
SUPPORTERS AND WE 

VALUE THEM 

DEMONSTRATE THEIR 
IMPACT THROUGHOUT 
THE JOURNEY  AND IN 
EVERYTHING WE DO



We got a 
challenge event! 

Two actually!
We lost two months of fundraising and stewarding 

so we had to make up significant ground. 



Sponsor buy in

Convinced sponsors to commit 
their entire sponsorship to 

dollar matches. 

Kept key features

Honour Roll, jerseys, comms, 
prizes, pack pick up. 

Invite them to Perkins

Socially distancing 
welcome home. 

What we did 

We were transparent 

Focused on keeping riders 
informed of all changes 

made.

Ramped up comms

Multiple journeys, variations for 
key participants, pressure 

points and incentives.

Hit the phones 

We called riders to thank them, 
encourage them and 
celebrate milestones. 





Participan
ts

Amount 
Raised

% above 
$2.5

Average 
raised p.f

Honour Roll 
Members

Honour Roll 
av. p.f

2018 1088 $4.1M 58% $2,845 - -

2019 1070 $4.88M 76% $3,355 243 $ 7059

2020 1222 $3.7M 31% $2,205 194 $7463

Results 
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$1,900,000
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Revised income target 



AND RISING!

$3,700,000



What are the takeaways?
Play to your strengths

Bring what you can in house but don’t ignore the experts
Read contracts

No one knows your participants like you 
Invest in a great Relationship Manager 

Take risks 
Find great partners 
Surprise and delight 

Be transparent and accountable 
Ask participants for help 

And the most important thing: 
There are great suppliers out there, find them and keep them. 

The showbag 



“Ever since you guys took this ride in house, the change in 

the relationship with riders has been incredible. You guys 

have mastered the comms, everything from fundraising 

information to support emails, calls and more..... the event 

is such a better experience now that you guys own it!”

— Rider response 



Harry Perkins Institute of Medical Research 
paige.gibbs@perkins.org.au

perkins.org.au 
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Thanks!


