
 

 

 ARTS COMMISSION: 08/08/07 
ITEM: VII.A.1

 TO: ARTS COMMISSION FROM: Paul Krutko 
 
 SUBJECT: Changes to Organization DATE: August 6, 2007 
  Development Grants Guidelines 
              
 
 
RECOMMENDATION 
 
Accept the recommended changes to the Organization Development Grants, as described herein. 
 
 
BACKGROUND 
 
Organization Development Grants (ODG) is a pilot program that offers arts organizations and 
artist ensembles, on a competitive basis, Technical Assistance Grants and Professional 
Development Scholarships, to foster capacity development and enhance self-sustainability. 
 
Following the Arts Commission’s endorsement of several guiding principles and procedural 
concepts, and its recommendation that a program of small organization enhancement grants be 
implemented as a pilot program, the Office of Cultural Affairs (OCA) developed the ODG pilot 
and accepted applications for the first time in August 2002. 
 
With the exception that the OCA reduced the number of application deadlines per year from four 
to two in the pilot’s third year in response to a reduced budget, and then settled on a three-
deadline per year schedule in the following year, the ODG has remained essentially unchanged 
since its introduction. 
 
In keeping with the principles and concepts that the Arts Commission endorsed for the pilot 
program, in June 2006, at the conclusion of the pilot’s fourth year, the OCA hired Nancy Ragey, 
a well-regarded local consultant who had previously supervised grant-making programs of 
Community Foundation Silicon Valley, to conduct an independent assessment of the pilot. (The 
same budget constraints that led to the reduction in application deadlines each year caused the 
original plan to conduct the assessment after the second year of the pilot to be put off.) 
 
Following an extensive review of materials associated with the ODG, and surveys of and 
interviews with OCA staff, grant applicants, review panelists and others, Ms. Ragey completed 
her assessment in January 2007. (Ms. Ragey herself had been a review panelist for the pilot 
program at times.) She presented her final report to OCA in February and the Programs 
Committee in March. 
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Ms. Ragey reported that the pilot was, on the whole, operating well and serving actual needs 
experienced by San Jose arts groups, and that grantees represented a spectrum of small and large 
organizations based in a variety of art disciplines. However, she also found that several of the 
original provisions of the program were proving onerous in practice, without serving any useful 
purpose. In addition, Ms. Ragey reported that, despite its strengths, the ODG was not well suited 
to meet some of the loftier ambitions that had been variously ascribed to it, especially those that 
spoke of lifting sector-wide capacity and sustainability. 
 
Ms. Ragey offered a number of recommendations to improve applicant access to the program, 
eliminate several provisions that seemed not to serve any useful purpose, regardless of their 
original intent, and streamline and clarify the application, review and grant management process. 
She also made recommendations regarding directions that OCA can explore if addressing sector-
wide capacity-building challenges is in fact an arts development goal for the City. 
 
 
RECOMMENDED CHANGES AND ANALYSIS
 
OCA recommends the following material changes to the Organization Development Grants pilot: 
 
Recommendation: Put Technical Assistance Grants and Professional Development 
Scholarships on Separate Tracks 
 
For purposes of application eligibility and review, Grants and Scholarships have been treated as 
one. At any given time, an organization or ensemble may apply for a Grant or a Scholarship, but 
not both. A Scholarship recipient may not apply for a Grant until it has completed all the 
obligations resulting from the Scholarship award, and vice versa. While the assessment was not 
able to establish that this was specifically a cause for the small number of Scholarship 
applications received, it speculated that the mutually exclusive nature of Scholarships and Grants 
might have discouraged potential Scholarship applications, since they would have come at the 
expense of significantly larger Grant applications. 
 
By putting Grants and Scholarships on separate tracks, organizations and ensembles will be able 
to apply for both, as appropriate, as long as they meet eligibility requirements and are in good 
standing with respect to other awards from OCA. As receiving a small Scholarship award will 
not, then, prevent an organization from also seeking a larger Grant, it is anticipated that a number 
of organizations that have previously avoided seeking Scholarships will, in the future, take 
advantage of the opportunity to facilitate the professional development of (paid or volunteer) 
staff or board members for the benefit of the organization. 
 
Recommendation: Replace the 12-month Wait Period with Per-Organization Maximums of 
One Technical Assistance Grant a Year and Scholarship Assistance of $1,500 a Year 
 
Grantees and Scholarship recipients have been required to wait 12 months following the 
completion of their grant or scholarship obligations, including the filing of satisfactory final 
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reports, before they can be eligible to submit another application for a Grant or Scholarship. In 
practice, this has usually meant a 24-month interval between application opportunities. 
 
As there was some concern during the development of the ODG that pent-up demand for 
technical assistance support would lead to a much larger number of applications than the grants 
budget could accommodate, this requirement was included to promote wider access to Grant/ 
Scholarship opportunities by preventing rapid serial grant awards to a handful of the best-
prepared organizations. 
 
The assessment has shown, however, that the actual disparity between ODG applications and the 
grants budget has been small, thus obviating the original reasons for the 12-month wait 
requirement. Furthermore, the assessment reported that the long wait period inhibited the ability 
of organizations to undertake substantial capacity building in a sequence of smaller steps. The 
scale of Grants is too small to offer significant support for large-scale technical assistance, and 
the wait requirement put too much time in between potential projects to make sequential capacity 
building practical in many instances. 
 
In addition, the need to keep track of when a previous grantee might become eligible again to 
apply for a Grant or Scholarship added a layer of administrative complexity within OCA that 
appeared to serve no useful purpose. 
 
There remains some concern that simply eliminating the 12-month wait period could 
inadvertently encourage wholesale reliance by individual organizations on ODG support to 
underwrite capacity building. Therefore, staff recommends that the wait period be replaced with 
a maximum of one Grant per City fiscal year for any one organization. For Scholarship support, 
staff recommends that the current ceiling of $1,500 in Scholarship support to an organization at 
any one time also be applied as an annual ceiling, so that an organization will not be able to 
receive more than $1,500 per City fiscal year in Scholarship support. 
 
Recommendation: Change the Basic Terms of Professional Development Scholarships 
 
Scholarship awards are presently limited to a maximum of $1,500 per organization, at a rate of 
up to $500 per person being supported through each award.  In addition, award recipients are 
required to have at least two persons participate in the program for which the Scholarship 
support was requested. 
 
In response to stakeholder feedback, staff recommends the following: 
 

 Align the maximum award amount to the City’s fiscal year. In other words, organizations 
will be able to apply for support of up to $1,500 in a single City fiscal year. 

 Eliminate the two-participant requirement, but keep the $500 per person limitation. This 
change will allow an organization to apply for support even if it intends to send only one 
person to a program, thereby addressing organizations’ expressed concern that it is usually 
prohibitively expensive to send more than one person to a professional conference. 
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 Clarify that overnight accommodations are not an appropriate expense for Scholarship-
supported programs that fall within a 60-mile radius of downtown San Jose. 

 
Recommendation: Revise the Evaluation Criteria for Technical Assistance Grants 
 
Eligible applications are measured by two evaluation criteria: Appropriateness and Quality. 
Applications are required to pass an undefined threshold in the review for Appropriateness in 
order to be considered for funding, regardless of their strengths in relation to the Quality criteria. 
As currently described, these criteria have proven vague at times in their application in the 
review process, and the Appropriateness threshold has had no practical impact. 
 
Furthermore, the review process takes no account of prior accomplishment and, consistent with 
its recommendation that OCA recognize that capacity-building is frequently a process involving 
a sequence of steps rather than a single event, the assessment recommends that the review 
process considers what an applicant might have accomplished with earlier ODG grants.  
 
Staff, therefore, recommends that Appropriateness be described as follows: 
 

 Given the applicant’s organizational state and its developmental needs with respect to 
governance, management and operations, revenues, and program development and delivery, 
whether the proposed project will allow the applicant to acquire or enhance specific 
capabilities, expertise or practical knowledge aimed at improving its capacity for an extended 
period. 

 Whether the character, strength and accessibility of the arts opportunities the applicant 
provides the community are consistent with its size and age. 

 
Staff recommends that Quality be renamed Project Quality and described as follows: 
 

 The strength of the project’s design and the project budget in relation to the project goals, 
and of the individuals (consultants, staff and volunteers) involved in relation to project needs; 
and the organization’s ability to implement the project successfully and have its goals met. 

 When the applicant is a previous ODG grantee, whether the proposed project builds on a 
previously supported project and, if so, how effectively it does so. 

 
Staff also recommends that a specific score be stipulated as the minimum threshold that 
applications must attain for Appropriateness in order to be considered for funding. (At present, 
no minimum threshold score is stipulated.) 
 
Recommendation: Review Process for Professional Development Scholarships 
 
As part of putting Grants and Scholarships on separate application and review tracks, staff 
recommends the following criteria for evaluating Scholarship applications: 
 

 The individual(s) for whom an organization requests scholarship support is a board member 
or a paid or volunteer staff person. 
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 The program that the individual(s) is to attend is a professional conference, course of study, 
seminar, workshop or other educational or professional networking activity that is clearly 
related to the mission and stated capacity development needs of the applicant organization. 

 The organization has clearly stated how it will meet the financial needs of the professional 
development activity over and above ODG Scholarship support, if appropriate. 

 
Staff will apply the above criteria on a Pass/Fail basis. In the event that the number of 
Scholarship applications that Pass exceeds the amount of funds available for Scholarship 
support, awards will be made on a first-come/first-served basis, based on the order in which 
applications are received, with additional preference given to first applications that involve the 
participation of more than one individual from an organization. 
 
Recommendation: Clarify Project Start Dates 
 
Staff recommends that Grant applications must be for projects that start no sooner than 120 days 
after the application deadline, and Scholarship applications must be for activities that take place 
no sooner than 90 days after the application deadline. This should minimize the occasions when 
an applicant seeks support for a project that begins before application review and contract 
administration can be completed, which has been the case from time to time. 
 
Implementation 
 
OCA staff will revise the ODG information booklet, application forms and instructions, and pre-
application workshops, as well as its administrative procedures, to reflect the changes 
recommended above. Staff will consult with arts groups during the drafting of new booklets, 
forms and instructions to ensure that materials are clear, accurate and user-friendly. 
 
 
PUBLIC OUTREACH 
 
OCA staff presented a draft of these recommendations at a community meeting attended by 15 
individuals representing 12 organizations. Input from that meeting led to several revisions to the 
draft recommendations. Subsequently, the Programs Committee, at its publicly noticed regular 
meeting July 18, clarified and recommended acceptance of the changes. 
 
 
 
 PAUL KRUTKO 
 Chief Development Officer 
 
 
Attachment: Most recent Organization Development Grants information booklet (2006-07) 
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