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SUBJECT

Proposed Ordinance 2024-0236 would approve the implementation plan for the King County Doors Open cultural access program.

SUMMARY

In December 2023, King County enacted a cultural access program for King County, known as “Doors Open.” The legislation implementing Doors Open[footnoteRef:2] required transmittal of an implementation plan to the King County Council by July 2024, and that the plan be referred to the Regional Policy Committee (RPC). The Doors Open ordinance requires an implementation plan to be approved by the Council before program funding for 2025 and beyond can be distributed. [2:  Ordinance 19710] 


The Doors Open program is to be administered by 4Culture and is intended to provide grant funding to arts, heritage, science, and historical preservation non-profit organizations to increase the public benefits cultural organizations provide throughout King County. The programs it will fund are:

· Sustained support to provide operating support for cultural organizations.
· Public School Access to increase cultural access for public school children.
· Free Cultural Access to provide free and reduced cost cultural experiences.
· Building for Equity to build and maintain cultural facilities and equipment.
· Launch to help launch new cultural organizations.
· Countywide initiatives and projects to support cultural capacity building.

The Doors Open Implementation Plan includes program descriptions, guidelines for eligible expenditures, criteria for awarding proceeds, a public benefit reporting framework, a description of the grant award process, a description of the contract and payment process, an outreach and technical assistance plan, and a timeframe for releasing a required Doors Open program assessment report.


BACKGROUND 

King County's Cultural Programs. The King County Council created 4Culture, King County’s Cultural Public Development Authority (PDA), in 2002 in order “to support, advocate for and preserve the cultural resources of the region in a manner that fosters excellence, vitality, and diversity.”[footnoteRef:3] 4Culture replaced the functions of King County's former Office of Cultural Resources in order to exercise the powers vested in PDAs under state law and to realize operating efficiencies by operating independently of county government. [3:  Ordinance 14482] 


4Culture’s name was derived from the agency's four cultural programs:
· Arts. 4Culture provides capital and operating grant funding for individual artists, groups, and community organizations. 
· Heritage. 4Culture provides capital and operating grant funding for organizations focused on building the historical record, preserving and enhancing the character of the region, and sharing local heritage resources.
· Preservation. 4Culture provides project, capital, and operating support to aid in the historic preservation of buildings, neighborhoods, and landscapes. The organization also provides support for heritage tourism for King County communities.
· Public Art. 4Culture manages the County’s 1% for Art program and manages arts installations throughout the county.

These cultural programs are established in King County Code (K.C.C.) Chapter 2.48, which also states that 4Culture is responsible for administering grants to cultural organizations, groups, public agencies, and individuals in King County. Those grant programs are categorized into the areas of support for projects, buildings and equipment, and operations. They are to be administered according to code provisions, guidelines, and procedures adopted by 4Culture.

4Culture Governance and Accountability. 4Culture is governed by a fifteen-member Board of Directors. Directors are to have a demonstrated commitment to and knowledge of cultural resources, be active and experienced in community and civic issues and concerns, and have the ability to evaluate the needs of cultural constituencies in the region as a whole. Additionally, they must be residents of King County and are to be chosen to reflect the geographic and cultural diversity of the county.[footnoteRef:4] Directors are appointed by King County councilmembers and the Executive and confirmed by the Council.[footnoteRef:5] [4:  Ordinance 19036, Attachment A, Section 5.2.B]  [5:  Ordinance 19036, Attachment A, Section 5.2.D and 5.2.E] 


As required by county code,[footnoteRef:6] advisory committees made up of community volunteers with cultural expertise advise the 4Culture Board on policies and programs in the areas of arts, heritage, and historic preservation. [6:  K.C.C. 2.48.065, 2.48.075, and 2.48.085] 


4Culture operates according to a charter and bylaws adopted by the county.[footnoteRef:7] County code requires 4Culture to submit an annual report to the county and to meet with the King County Council’s Committee of the Whole two times per year, once to discuss the annual report and once to discuss the plans and proposed expenditures for the following year.[footnoteRef:8] [7:  Ordinance 14482]  [8:  K.C.C. 2.49] 


Cultural Funding in King County. Historically, under state law, a portion of the lodging tax collected in King County has been dedicated to arts and culture.[footnoteRef:9] The availability of lodging tax funding in King County has varied over time based on the provisions of state law: [9:  RCW 67.28.180] 

· From 2001 through 2012, 70 percent of the relevant portion of the lodging tax was to be dedicated to “art museums, cultural museums, heritage museums, the arts, and the performing arts,” with the remaining 30 percent dedicated to stadium purposes, acquisition of open space, youth sports activities, and tourism promotion.[footnoteRef:10] [10:  RCW 67.28.180(3)(a)] 

· From 2013 through 2015, all of the relevant portion of the lodging tax was to be used to retire the debt on the Kingdome.[footnoteRef:11] If the Kingdome debt was retired prior to December 31, 2015, all additional revenues collected through the end of 2015 were to be dedicated to arts and cultural purposes.[footnoteRef:12] [11:  Although the Kingdome was demolished in 2000, the County held approximately $80 million in debt on it at the time, most of that for roof repairs after a ceiling tile collapse in 1994.]  [12:  RCW 67.28.180(3)(b)] 

· From 2016 through 2020, all of the relevant portion of the lodging tax was to be used for the football stadium and exhibition center.[footnoteRef:13] [13:  RCW 67.28.180(3)(c)] 

· After January 1, 2021, the relevant portion of the lodging tax is to be allocated as follows:
· 37.5 percent to arts and cultural purposes;
· 37.5 percent to affordable workforce housing near transit stations or for services for homeless youth;[footnoteRef:14] and [14:  Motion 14687 authorized a Transit-Oriented Development housing program to be funded through the issuance of $87 million in bonds to be repaid from this portion of the lodging tax beginning in 2021.] 

· 25 percent for capital or operating programs that promote tourism and attract tourists to the county, including arts, heritage, and cultural events.[footnoteRef:15],[footnoteRef:16] [15:  RCW 67.28.180(3)(d), RCW 67.28.180(3)(h)(ii)]  [16:  Ordinance 18788, authorizing a new funding agreement and amendment to the existing financing agreement with the Washington State Major League Baseball Stadium Public Facilities District, also established policy intent on the allocation of lodging tax that would be received after January 1, 2021.] 


Between 2001 and 2012, state law required that 40 percent of the lodging tax dedicated to arts and culture be set aside into a special account[footnoteRef:17] that was to be used to fund cultural programs from 2012 through 2020 when no lodging taxes would be available for cultural programs. [17:  SESSB 6049] 


Building 4Culture Program. In 2015, King County and 4Culture partnered to establish an arts, cultural, heritage, and preservation capital funding program known as the “Building for Culture” program.[footnoteRef:18] The program provided $28.5 million in bond-financed grants funded by using the portion of the lodging tax that became available for cultural funding because the Kingdome bonds were repaid early. [18:  Motion 14406, Ordinances 18179, 18180, and 18181] 


The Building 4Culture Program included three components:
· grants to non-profit arts, heritage, and cultural organizations and eligible public agencies to fund capital costs related to acquisition, construction, or remodeling;
· grants to owners of national-, state-, or local-designated or eligible landmark properties to fund costs related to acquisition, stabilization, rehabilitation, or restoration; and
· a Preservation Action Fund to provide direct funding for the acquisition, stabilization, or redevelopment of significant but endangered historic properties.

In concert with passage of the Building 4Culture legislation, the King County Council passed Motion 14474, which committed to collaboration between King County and 4Culture on an arts, preservation, and cultural equity program to promote "one county" and equity and social justice goals. The motion asked 4Culture to identify $1 million in funding to support historically underserved local arts, preservation, and cultural organizations throughout King County. In response, 4Culture developed the ongoing Community 4Culture grant program, which focuses on individuals and small organizations that have not received past 4Culture funding and serve marginalized communities. 4Culture defines “marginalized communities” as people with disabilities, people with low incomes, the population in geographic areas or representative of cultures within county zip codes experiencing the most significant social inequities, residents in rural King County, or residents of Seattle neighborhoods traditionally under-represented in 4Culture funding.

Building 4Equity. In 2019, in response to interest in addressing historical inequities in cultural funding as well as requests from cultural organizations for capital facilities funding, including from organizations experiencing difficulty closing out projects due to unanticipated construction costs,[footnoteRef:19] King County authorized 4Culture to establish the Building 4Equity program.[footnoteRef:20] [19:  Construction costs in major US cities increased an average of approximately 30% between 2012 and 2018, according to Quarterly Construction Cost Report for North America released by Rider Levett Bucknall in November 2018]  [20:  Ordinances 18938, 18939, 18940, and 18941] 


The Building 4Equity Program allowed 4Culture to partner with King County to use an advance on future lodging tax proceeds to fund a $20 million equity-based cultural facilities program. The components of Building 4Equity include:
· $7 million in funding for organizations that received recent 4Culture capital project funding and have remaining unanticipated construction costs;
· $1 million in additional funds for the Preservation Action Fund;
· $2 million for a mentoring program for organizations serving marginalized communities; and
· $10 million for Cultural Facilities grants awarded through a process that prioritizes organizations serving marginalized communities.

COVID-19 Impacts on Cultural Programs. The COVID-19 pandemic had a significant impact on the cultural sector. The Washington arts advocacy non-profit ArtsFund published a COVID Cultural Impact Study in 2021 on the state of Washington's cultural non-profits and found that 121 cultural organizations across Washington reported a total annual revenue loss of $95.9 million. Earned revenue (ticket sales, memberships, admissions) was down a total of $131.6 million but was partially offset by an increase in contributed revenue, such as pandemic relief grants and donations. ArtsFund's study found that household cultural participation declined from 76 percent to 28 percent due to the pandemic. Additionally, 41 percent of cultural organizations reported furloughing or reducing hours for staff.

An Arts Survey conducted by The Seattle Times[footnoteRef:21] in Fall 2023 found that for cultural organizations in King County, ticket sales are still 23 percent lower and subscription revenue remains 38 percent below pre-pandemic levels. At the same time, surveyed organizations report their operating costs are up between 15 and 50 percent. [21:  Seattle’s arts scene: Why fall 2023 starts a season that will be crucial | The Seattle Times] 


4Culture's Lodging Tax Proceeds. As noted above, 2021 was the first year under state law that 4Culture began receiving Lodging Tax proceeds in almost a decade. Due to the pandemic, lodging tax proceeds that year were more than 50 percent below the pre-COVID Office of Economic and Financial Analysis forecast. Between 2021 and 2028, 4Culture's lodging tax proceeds are projected to be 11 percent below the pre-pandemic projection, a loss comparable to approximately one year of 4Culture's lodging tax proceeds. A significant portion of that was offset by COVID relief funding, revenue that will no longer be available after the 2023-2024 biennium.

Cultural Access Program State Law. In 2015, the Washington State Legislature passed ESHB 2263, which provides for the creation of local cultural access programs.[footnoteRef:22] The law allows Washington counties to create cultural access programs that provide funding for public school access to arts, science, and heritage organizations and for cultural organizations to provide increased public benefits. [22:  RCW Chapter 36.160] 


According to 4Culture, Washington’s cultural access law was modeled after the Denver Scientific and Cultural Facilities District (DSCF), which was created in 1989 and is funded through a 0.1 percent sales tax collected in the seven-county Denver, Colorado, metropolitan area.[footnoteRef:23] [23:  https://scfd.org/] 


In King County, the program can be funded by up to 0.1 percent of sales tax for seven years, after which it may be renewed. The funds must be used for public benefits and may not supplant county and state funds customarily provided to cultural organizations.

The original state law required that funding for cultural access programs be enacted by a vote of the people. Additionally, for King County, the original state law required that, after startup and administrative costs, tax proceeds were to be allocated: 1) 10 percent for public school cultural access, 2) 70 percent for regional cultural organizations distributed proportionally according to organizations' annual revenues, and 3) 20 percent to community-based cultural organizations.

The Washington State Legislature changed the cultural access program statute in 2020 to remove the allocation requirements for King County and provide the county with the authority to determine the funding allocations for startup costs, administration, public school cultural access, and cultural organizations.[footnoteRef:24] [24:  SB 5792] 


In April 2023, the state passed HB1575, which changed state law[footnoteRef:25] to allow county legislative authorities to impose a cultural access program sales tax of up to 0.1 percent by ordinance. Additionally, if a county has not imposed a cultural access program sales tax by December 31, 2024, a city within that county may do so. The statute does not allow a county and city within that county to impose a cultural access program sales tax concurrently. [25:  RCW 82.14.525] 


Access for All. In 2017, prior to the cultural access program state law changes, King County enacted Access for All,[footnoteRef:26] which created a cultural access program for King County and asked voters to impose a 0.1 percent sales tax to fund the program. Voters turned the measure down at a special election in August 2017. [26:  Ordinance 18513] 


Cultural Access Planning and Community Outreach. Development of Access for All amplified discussions about strategies for fostering cultural organizations that serve traditionally underrepresented communities or are located outside of existing cultural centers in Downtown Seattle. 4Culture moved forward with some of the strategies and initiatives contained in Access for All within the agency's existing revenue streams. Those included:
· creating new grant opportunities to build capacity for smaller cultural organizations located in and providing services to marginalized communities;
· including an applicant's contributions toward serving marginalized communities as part of the evaluation criteria for all grant programs; and 
· tracking and reporting on demographic information on the board and staff of grant applicants and awardees.

4Culture also moved forward with a strategic planning process similar to what was contemplated in Access for All, adopting the King County Cultural Plan in 2020, and undertaking a King County Cultural Health Study in 2020, and a King County Cultural Education Study in 2021.

In developing the cultural strategic plan and conducting the cultural heath and cultural education studies, 4Culture held 43 listening sessions throughout King County. 4Culture states that the findings of these studies and listening sessions led to the development of the Doors Open program proposal.

Doors Open. In December 2023, King County enacted the Doors Open cultural access program. The Doors Open program was based on community input gathered by 4Culture and was created to provide grant funding to arts, heritage, science, and historical preservation non-profit organizations to increase the public benefits cultural organizations provide throughout King County. The program includes funding to:
· provide grants for capital and one-time operating support in 2024;
· provide operating support to cultural organizations;
· increase access to cultural programming for public school children;
· provide free public access to cultural experiences;
· build and maintain cultural facilities and equipment;
· help launch new cultural organizations; and
· expand the reach of cultural organizations serving vulnerable populations and located in geographical areas that need additional cultural capacity.

The Doors Open program is administered by 4Culture[footnoteRef:27], King County's Cultural Development Authority, with oversight by the 4Culture Board of Directors and the King County Council. [27:  The 2024 capital and operating support grants program would be jointly administered by 4Culture and King County.] 


The Doors Open program is funded through a 0.1 percent sales tax for seven years beginning in April 2024. Revenues for the program are forecasted to be approximately $100 million annually. Table 1 identifies estimated annual revenues based on current (August 2024) projections.[footnoteRef:28] [28:  Please note that 2024 and 2031 reflect a partial-year collection period – April through December and January through March, respectively.] 


Table 1. 2024-2031 Current Estimated Revenues (Based on August 2024 Forecast)

	2024
	2025
	2026
	2027
	2028
	2029
	2030
	2031
	Total

	$69.2M
	$94.7M
	$98.3M
	$101.8M
	$106.2M
	$111.2M
	$116.1M
	$18.8M
	$716.3M



ADDITIONAL ANALYSIS FOR NOVEMBER 4TH COMMITTEE OF THE WHOLE DISCUSSION 

Proposed Ordinance 2024-0359 – Sustained Support Grant Cycles. Proposed Ordinance 2024-0359 would amend King County Code Sections 2.48.108 and 2.48.109, to change the application and award cycle for sustained support programs from biennial to triennial. This would effectuate sustained support grants moving from two-year to three-year cycles.

As described at prior meetings, 4Culture is proposing a three-year award cycle for operating support. If this policy choice is made, it would require additional legislation to fully implement 4Culture's proposal. While a three-year award cycle is permissible under the Doors Open ordinance, the code that governs the established Sustained Support programs instituted them as two-year grant cycles. Because 4Culture is proposing to administer the lodging tax and Doors Open operating support programs together, to simplify both the application burden for cultural organizations and 4Cultue's administrative efforts, updating the code for Sustained Support to allow three-year grant cycles would be necessary.  

Legislation to Increase Doors Open 2024 Program Allocations. Proposed Ordinance 2024-0377 would amend Ordinance 19710 to increase the allocation to the one-time capital and one-time operating support programs. The Doors Open program currently sets aside up to 67 percent of the 2024 tax proceeds for the one-time 2024 programs, up to 2 percent for start-up funding, and up to 3 percent for administrative costs. The remaining 2024 revenues will be allocated to the 2025 – 2031 Doors Open program. 

The proposed ordinance would increase the set aside for 2024 programs from up to 67 percent of 2024 tax proceeds to all the remaining proceeds after start-up and administrative costs (approximately 95 percent). Any proceeds not distributed in 2024 would be used for the 2025 – 2031 Doors Open program. This would increase the available funding for 2024 programs by an estimated $19.4 million.

Amendment 1. Amendment 1, also referred to as the Chair's striker, would replace the attachment A, Doors Open Implementation Plan, with a version that includes the following changes:

· Technical changes for consistency with RCW 36.160 and Ordinance 19710 and to fix typos and grammatical errors.  

· Reorganizing sections to consolidate information on criteria for awarding proceeds; public benefit reporting; the application, panel, award, and approval process; and the contract and payment process.

· Clarifying changes related to the document's readability and 4Culture's current practices.  Key updates provided by 4Culture include:
· Clarification of the role of the advisory committees in reviewing grant award recommendations;
· Clarifications that state law requires payments on a reimbursement basis and that grantees may seek partial reimbursement;
· Addition of a strategy to the building for Equity program to "foster equitable development throughout all corners of King County";
· Delineation of a new Building for Equity "Anchoring Community" grant category for facility projects with budgets over $10 million;
· In place of a requirement to contribute 6 hours to the Building for Equity Program, Anchoring Community grantees will participate in an equitable development cohort;
· Change of references  to "field services" to "cultural support services";
· Additional of a cultural support roster to connect cultural practitioners to services;
· Update of the grant criteria for the Launch program (developed after implementation plan transmittal);
· The hiring of a Doors Open Evaluation Manager and development of a results-based accountability evaluation framework; and
· Addition of the Science Advisory Committee membership (created after implementation plan transmittal).

· Substantive changes including:
· A statement on the intended impacts of Doors Open;
· Addition of "economic impact" as a criterion for awarding grant proceeds for the Sustained Support, Free Public Access, Building for Equity, Countywide Initiatives, and Launch programs;
· A section describing 4Culture's equity priorities, including policies for improving cultural experiences for people with disabilities;
· A commitment for 4Culture to make continuous improvements of the grant application process;
· Provision of annual adjustments based on inflation for multi-year awards;
· Addition of LGBTQ+, the disability community, youth, and immigrant and refugee populations as equity priorities for outreach, engagement, and communications;
· Equity commitments for technical assistance and outreach;
· Ensure all cultural organizations that receive a Doors Open grant will have access to consultant service hours;
· Establish a target of making Sustained Support award announcements by July 2025;
· A commitment to reducing barriers to accessing the Public School Access Program, including provision of technical assistance;
· A statement of 4Culture's prioritization of providing startup capital project funding;
· Allowance of reimbursement for capital costs incurred up to 2 years prior to the application deadline, but not for any expenses incurred prior to January 1, 2024;
· Addition of specific methodology for the Doors Open Assessment Report; and
· A request for inclusion of Doors Open performance metrics in 4Culture's annual reporting to King County.


ADDITIONAL ANALYSIS FOR OCTOBER 21ST COMMITTEE OF THE WHOLE DISCUSSION 

During the September 24, 2024, Committee of the Whole and September 30 Regional Policy Committee meetings, committee members raised several topics for further discussion. This section provides additional analysis on those topics. Previously provided analysis for Proposed Ordinance 2024-0236 begins in the following "analysis" section of this staff report.

Cultural Investments and Representation for People with Disabilities. Committee members have expressed interest in understanding how the Doors Open program will impact cultural access for people with disabilities, and how people with disabilities are represented on grant review panels.

4Culture proposes to apply the agency's current disability-related equity practices and policies to the Doors Open program. This includes the following:
· Data collection and analysis: 4Culture collects and analyzes aggregated disability data for organizations and individuals they fund, 4Culture staff, 4Culture Board members, grant review panelists, and onsite reviewers.  4Culture uses the data to understand funding disparities and inform grantmaking practices and processes and outreach and engagement strategies.
· Grant award criteria: How a cultural organization serves people with disabilities is one component of the criteria 4Culture uses to determine whether organizations are eligible for an equity investment bonus added to their base grant award and for equity points awarded when scoring grant applications.
· Public benefits: Cultural organizations must provide and report on public benefits to be eligible for 4Culture funding.  Among the public benefits cultural organizations can choose to provide and report on are, bringing cultural facilities and programming into compliance with access requirements of the Americans with Disabilities Act, and activities to improve cultural access for people who face barriers to access and are underserved in cultural programs.
· Representation and anti-bias training: 4Culture's mission, vision, and values direct that the composition of grant review panels and advisory committees include consideration of representation of historically underrepresented and underserved populations, including racial and ethnic minorities and people with disabilities. All grant review panelists undertake a training called, "Interrupting Bias in Grantmaking: Anti-bias training," which covers ableism. 

Grant Cycle Timing. Provided below is a summary table of expected grant cycles for each of the Doors Open programs. Of note, 4Culture currently maintains an online list of its current, upcoming, and ongoing funding opportunities, including associated deadlines.[footnoteRef:29] 4Culture has also provided a draft schedule of 2025 grant deadlines, which is provided as Attachment 5. [29:  4Culture. GRANTS + ARTIST CALLS. URL: https://www.4culture.org/grants-artist-calls/. Last accessed on October 11, 2024.] 


Table 2. Grant Cycles for Doors Open Programs
 
	Doors Open Program
	Grant Application Cycle
	Award length

	Capital Facilities
	2024 – One Time
	1-year

	Operating and Program Support 
	2024 – One Time
	1-year

	Operating Support
	2025-2031 - Triennial
	3-year

	Public School Cultural Access
	2025-2031 - Annual
	1-year

	Public Free Access
	2025-2031 - Annual
	1-year

	Building for Equity
	2025-2031 - Annual
	1-year

	Countywide Initiatives
	2025-2031 - Annual
	2-year

	Launch
	2025-2031 - Annual
	2-year



As described at prior meetings, 4Culture is proposing a three-year award cycle for operating support. If this policy choice is made, it would require additional legislation to fully implement 4Culture's proposal. While a three-year award cycle is permissible under the Doors Open ordinance, the code that governs the established Sustained Support programs instituted them as two-year grant cycles.[footnoteRef:30] Because 4Culture is proposing to administer the lodging tax and Doors Open operating support programs together, to simplify both the application burden for cultural organizations and 4Cultue's administrative efforts, updating the code for Sustained Support to allow three-year grant cycles would be necessary.   [30:  K.C.C 2.48.108 and K.C.C.109 established the Sustained Support program for the arts and heritage respectively. ] 


In connection with grant cycle timing, committee members also raised the topic of establishing specific months as deadlines for the distribution of grant awards. For instance, the month of July was identified as a deadline for operating support grants to be distributed each cycle. In response to this potential request, 4Culture provided that if the triennial grant cycle for operating support was approved then 4Culture would be able to announce awards prior to the end of July 2025 while also providing an on-ramp to new operating support applicants for the duration of the cycle every fall (scheduled for September of this year). However, 4Culture expressed their preference that the  implementation plan not establish a specific month for grant award announcements. The organization conveyed that, based on their decades of experience in juggling multiple funding sources, having flexibility is an important factor in serving the cultural sector.   

Measuring Doors Open Impact.  Committee members have expressed interest in understanding how success and impact of Doors Open would be measured, including goals of the program and how 4Culture will measure whether those goals are met. The goals of Doors Open established in the Doors Open ordinance are to enhance and extend the reach and offerings of cultural organizations, ensure continued and expanded access to cultural facilities and the programs of cultural organizations by underserved populations, and to provide financial support for cultural organizations to continue and extend the numerous public benefits they provide.  Key reporting metrics for how those goals are met are included in the Implementation Plan for each program. 
 
4Culture also hired Mytoan Nguyen-Akbar, Ph.D. as Doors Open Evaluation Manager. Dr. Nguyen-Akbar joined 4Culture staff as in-house Evaluation Manager in summer 2024 and is developing a results-based accountability evaluation framework for Doors Open. 4Culture anticipates completing the framework by early 2025.
 
Using the framework, 4Culture will assess how the program enhanced the lives of residents, K-12 students, artists, cultural practitioners, and County residents, and impacted King County’s creative workforce and local economy. Descriptive statistics about Doors Open awardees will include numbers of grants awarded by zip code, Communities of Opportunity tract, rural community, organizational budget size, type of organization, and other relevant community demographics in addition to those required by the ordinance. Additionally, impact measures will draw from specific, self-reported data around public, geographic, and equity benefits. 4Culture will also gather publicly available data from the American Community Survey, Arts Vibrancy Index, local Chambers of Commerce, Local Arts Agencies, and Business Improvement Associations to understand population and retail trends. 
 
In addition to these measures, 4Culture will conduct pulse opinion polling and experience surveys in years 3 and 6 to assess how residents and audiences/participants are experiencing public benefits of the funding. 4Culture indicates that they also intend to conduct semi-structured interviews with stakeholders and publish in-depth case studies that demonstrate the range of communities and organizations served, and the kinds of impact experienced.  

Emergency Operating Funding. While the Building for Equity program provides an element for capital project emergency funding, the implementation plan does not contain a program for emergency operating needs. The answer to the question of what funding exists in the implementation plan and what 4Culture's policies say on this topic was previously provided in the section at the end of the staff report with responses to the September 3rd Regional Policy Committee Questions. In summary, 4Culture identified that the operating support grants can be used for a cultural organization's most emergent needs. 4Culture's policies for emergency funding balance the cultural sector’s needs for stability, equity, and sustainability.  

Because committee members have expressed interest in an emergency operating support program that would function with a rolling application deadline like the emergency capital program, Council staff engaged with 4Culture about that possibility. In response, 4Culture expressed that they must balance supporting organizations in operational crisis with their role to equitably support the entire cultural sector and keep within the grant award requirements in their Charter, the King County Code, and state law. 4Culture also noted that in their community engagement work, they heard the cultural sector asking for equitable access to increased operating support and not for one-time crisis funding. Ultimately, they do not recommend that emergency operating funding be set aside for organizations in crisis.   

Implementation of the Public School Access Program. Some cultural organizations have communicated concerns to committee members about the potential burden on both busy educators and on smaller cultural organizations to initiate the process of finding one another and planning educational programming. In response, 4Culture has communicated that they are doing all they can to reduce the administrative burden for both schools and cultural organizations to participate in the program. To that end, 4Culture has hired a Cultural Education Program Manager who will be working not only to matchmake educators and cultural organizations but also to provide them with technical assistance as they develop their partnership agreements and Memoranda of Understanding. The program manager has professional experience managing school partnerships as well as working within a school district as a cultural educator. Whether to accept this current arrangement or to make more prescriptive changes to 4Culture's role in the public school access program is a policy choice. 

Prior Capital Expenditures. Councilmembers raised the issue of eligible capital expenses for the Doors Open Building for Equity capital program, inquiring about the feasibility of making costs incurred up to two years prior to the application eligible for reimbursement. Any reimbursements for prior spending would have to be limited to costs incurred after January 1, 2024, the effective date of the Doors Open ordinance.

Currently, 4Culture's institutional practice is to act as a "first-in" funder for capital facility projects. By providing funding for new projects, 4Culture is able to play a unique role in catalyzing development of cultural infrastructure, enabling projects to move from conception to reality, and helping cultural organizations leverage additional resources. 4Culture notes that there are many funders that focus on close-out or "cross-the-line" investments, so by serving as a "first-in" funder, 4Culture is fulfilling a gap in cultural funding. Additionally, because the Building for Equity program has an annual application cycle, once a project has gotten off the ground, the grantee can continue applying year after year until project completion.

Interest in making prior expenses eligible for reimbursement in Doors Open Building for Culture came about due to interest in aligning the program to the Building for the Arts program administered by the Washington State Department of Commerce. The Building for the Arts program is a three-year grant cycle that allows applicants to request reimbursement for eligible costs incurred up two years prior to the application deadline.  According to a representative from Commerce, the rationale for allowing applicants to seek reimbursement for prior expenses is due to the length of time between funding cycles and the amount of time it can take for projects to receive funding.  For example, for the 2025-2027 Building for the Arts cycle, applications closed in June 2024, and recommended projects will need to be included in Commerce's 2025-2027 Capital Budget request, which then must be approved for inclusion in the Governor's 2025-2027 budget request, which then must be approved by the 2025 legislature. Once projects have been approved in the adopted capital budget, grant awardees can only begin drawing down the awarded funding when all the other money needed to complete the project has been raised.  The next round of applications begins two years later, with a deadline in mid-2026.  This is a fundamentally different approach from 4Culture's capital grant program, which, as noted above, provides "first in" funding, has an annual application cycle, and provides award notifications and invoicing within a few months of the application deadline.

Whether to make prior expenditures eligible for Doors Open Building for Equity grant awards is a policy choice.

Criteria for Awarding Proceeds. The Doors Open ordinance directed that the Doors Open Program include evaluation of grant applications by a set of criteria. For the 2024 capital and operating grants, the Doors Open ordinance established those evaluation criteria. For the 2025-2031 programs, 4Culture was required to establish those evaluation criteria in the implementation plan. Provided below is a table that summarizes the proposed criteria to evaluate applications for each Doors Open program. 

Table 3. Doors Open Program Criteria 
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Based on the implementation plan and responses from 4Culture, these evaluation criteria would be defined in the following way:

· Quality: the thought and reasoning the applicant has put into the project planning. This criterion may also include how community input has informed the applicant's needs assessment and the prioritization of project outcomes. For capital grant applications, this criterion includes how the project relates to the applicant's ability to secure or improve facilities in the future, as well as how the facility project is designed to help an applicant fulfill their organizational mission and address social, economic, and/or environmental challenges. 
· Qualifications: the applicant's ability to assemble a qualified and prepared project team.
· Feasibility: the applicant's ability to administer and complete the project within the budgetary, logistical, and time constraints described in the application. 
· Project Impact: For programming grants, how the project will create positive change to meet the needs of the communities being served. For capital projects, how the project will increase access to cultural facilities. 
· Public Benefit: a description of the public benefits from the Doors Open ordinance that the applicant would provide through programs, activities, and services. 
· Equity: the applicant's focus on marginalized communities, especially communities that are disproportionately impacted by structural racism. Advancing equity is not a requirement for funding. 
· Economic Impact: how the applicant's project enhances the local economy, including staff and contractors employed, volunteer hours and in-kind donations leveraged, and other economic multipliers that accrue to King County. 
· Resilience: the applicant has clearly stated plans to remain in operation, has demonstrated organizational adaptability to changes in the community, and shown responsiveness to the community’s needs.
· Discipline-specific or program-specific priorities: Priorities that are specific to each cultural discipline or program that will be identified and listed in the guidelines for each application. These priorities may change from application cycles through a process involving 4Culture staff, advisory committees, and the 4Culture Board. An example is the arts priority of "artistic substance" for an operating grant that would evaluate how an applicant provides services that are robust, creative, and engaging with the community.
· Impact: how the work described in the application would affect the applicant's future sustainability and ability to improve or secure facilities. This criterion would also include how the community would benefit from program investments.  

The Public School Cultural Access program is still under development so the criteria to evaluate grant applications will also be developed as part of that effort. The criteria for Native Cultural Facilities are also under development. 4Culture has conveyed that the Native Cultural Facilities Advisory Council should complete the funding criteria by December 2024. The Native Cultural Facilities Advisory Council is a group of five community-based professionals with deep ties or personal experience with the Native community, experience in community-based projects, equitable funding platforms or grant-making program development, neighborhood, community, and/or facility project development, and cultural organizations.

Whether to accept as proposed, modify, or further define the program criteria is a policy consideration.

Unallocated 2024 Revenues and Reserves. The Doors Open ordinance set the use for 2024 revenues in the following way:
· Up to 2% for repayment of start-up funding;
· Up to 3% for administrative costs;
· Up to 67% for the 2024 one-time capital and one-time operating support program; and
· The remainder (at least 28%) for the 2025-2031 Doors Open programs at the percentages provided in the program descriptions found in the ordinance.

Executive staff provided that the 67% allocation for 2024 programs was a relatively conservative amount. This approach was meant to ensure that programs did not overcommit first year funds in case of sales tax volatility and also so that the programs would have cash on hand for the grant commitments.  According to Executive staff, the current financial plan for the Doors Open fund, which is found in the Executive's proposed 2025 budget, shows a 2024 ending fund balance of $16.4 million. According to 4Culture's 2025 Comprehensive Financial Plan, approximately $20 million of 2024 Doors Open money is uncommitted. This $16-$20 million is the unallocated 2024 revenues that the Doors Open ordinance designated for eventually supporting 2025-2031 programs.  

While this $16-20 million could be allocated for program expenses in 2025-2031, committee members have also asked if this money could be used in two different ways. The first way would be to increase the allocations for 2024 one-time capital and operating awards. This policy choice would require an amendment to the Doors Open ordinance. 4Culture staff have also expressed potential timing issues with adding to the 2024 revenues. 2024 applications are already under review and panelists would need to know the total available funding by October 25th for capital projects and November 5th for operating support by the very latest. 4Culture indicated that it would be particularly difficult to equitably add money after that date to the capital project program. This is because panelists who are evaluating applications need to understand the entire pool of funding available as they deliberate on the percentages to award to projects. 

Besides increasing allocations for 2024 awards, the second proposal for using the unallocated $16-$20 million would be to create a reserve for the Doors Open fund. Executive staff have noted that County policy encourages the establishment of reserve funds and could be used in this case to protect against unexpected fluctuations in sales tax revenues. Creating a reserve could be feasible under the current Doors Open Ordinance as long as when money is expended from the fund, it is expended according to the purposes and percentages found in the ordinance. 

Beyond the question of feasibility, Executive staff and 4Culture have also considered the amount of reserve and whether the County or 4Culture would ultimately hold it. In response to the question of how much reserve to establish, Executive staff reviewed both current County policy and historic sales tax data. While County policy guidance on rainy day reserves encourages a reserve of 30-90 days' worth of expenditures, this would set aside between $8 million and $25 million. Executive staff also examined sales tax data back to 1980 and compared the baseline forecast from the Office of Economic and Financial Analysis to scenarios that ranged from a national recession to above average economic growth. Based on the pessimistic scenario of a national recession, Executive staff ultimately recommended a reserve between $6 million and $10 million. 

4Culture has expressed support for creating a reserve and also shared that the agency has its own reserve policy, which dates back to 2021 and the return of lodging tax revenues for arts and culture. This policy protects 4Culture and King County’s cultural resources during times of economic uncertainty and natural disasters. While the 4Culture policy generally addresses internal operations and debt service obligations, it does contain the way that 4Culture calculates the amount of reserve. 4Culture staff annually calculate their reserve by adding the full cost of debt service, 50 percent of the estimated operating costs including staff salaries and expenses related to the physical plan and day-to-day business, and five percent of estimated annual lodging tax revenue for programmatic contingencies. Since Doors Open does not currently have debt service, using just the 50 percent of administrative costs and five percent of annual programming for the 2025 Doors Open projection to estimate a Doors Open reserve produces a reserve of approximately $6.2 million. This estimate shows general concurrence with the Executive's proposal of reserving between $6 and $10 million. 

Besides the amount of reserve to set aside, there is also the policy choice of which organization maintains the reserve. The reserve could be held either by the County in the Doors Open fund or directly by 4Culture. As noted previously, 4Culture establishes their own reserve for lodging tax and King County does not maintain a reserve for arts and culture in the County's lodging tax fund. Continuing this precedent in the Doors Open fund would mean that 4Culture would hold the reserve.     

ANALYSIS FROM PRIOR STAFF REPORTS

This section provides staff analysis of the transmitted implementation plan as follows:
· Doors Open Ordinance Requirements
· Implementation Plan Overview
· 4Culture's Plan to Provide Technical Assistance and Outreach
· 2024 Programs
· Sustained Support Program
· Public School Cultural Access Program
· Public Free Access Program
· Building for Equity Program
· Countywide Initiatives Program
· Launch Program
· Vulnerable Populations and Communities Outside of Seattle Allocations
· Doors Open Assessment Report
· Potential Policy Issues
· Responses to Questions Raised in Committee
· Review Schedule

Proposed Ordinance 2024-0236 would approve the King County Doors Open Program Implementation Plan. The plan would govern expenditures of the estimated $100 million annual revenues for the Doors Open Program between 2025 and 2031, in accordance with state law and the Doors Open ordinance. The Doors Open Program is intended to expand public benefit outcomes and economic support for arts, science, and heritage organizations.

The Doors Open ordinance requires that the implementation plan be mandatorily referred to the Regional Policy Committee. The implementation plan must be approved by the Council by ordinance prior to spending any Doors Open revenues other than start-up funding and funding for the 2024 one-time program.

For 2025 – 2031, the Doors Open ordinance allocates funding to the uses shown in Table 2.
Table 2. Annual Doors Open Allocations – 2025 through First Quarter 2031
(Based on an Assumed Annual Collection of approximately $100M)

	Administrative costs
	
	Up to 3%
	
	$3,000,000

	Doors Open Programs
	
	Approx. 72%
	
	$72,000,000

	· Public school cultural access
	
	Approx. 15%
	
	$10,800,000

	· Launch funding for new/emerging organizations
	
	Approx. 3%
	
	$2,250,000

	· Countywide initiatives/projects
	
	Approx. 7%
	
	$5,040,000

	· Building for Equity (capital projects and equipment)
	
	Approx. 10%
	
	$7,200,000

	· Free public access to cultural experiences
	
	Approx. 15%
	
	$10,800,000

	· Operating support (e.g., rent, utilities, etc.)
	
	Approx. 50%
	
	$36,000,000

	Increasing capacity in geographic areas with less access (outside established cultural centers[footnoteRef:31]) [31:  To 4Culture's knowledge, Seattle is the only city that currently meets the definition of an established cultural center.] 

	
	Approx. 25%
	
	$25,000,000



Additionally, the Doors Open ordinance requires that at least ten percent of the Doors Open program, or approximately $9.7 million, be allocated to support cultural organizations that serve vulnerable populations, organizations located within Communities of Opportunity (COOs), and organizations providing mentoring services to organizations serving vulnerable populations and COOs. According to the Doors Open ordinance, vulnerable populations includes, but is not limited to, veterans, seniors, unhoused individuals or individuals at risk of becoming unhoused, individuals experiencing mental illness or substance use disorders, individuals with disabilities, households with an annual household income at or below eighty percent of the area median income, survivors of domestic violence, communities at risk of gun violence, or justice-system impacted youth or youth at risk of being impacted by the justice system.

It is important to note that the allocations shown in Table 2 are based on revenue projections from August 2023, when the Doors Open program was being developed. Actual allocations will be based on the revenue 4Culture receives, and because sales tax revenue fluctuates based on economic conditions, the Doors Open revenue will fluctuate over the life of the program. According to 4Culture, the Doors Open program design prioritized allocating money to programming and did not establish a reserve fund to help stabilize annual funding levels. 

Doors Open Ordinance Requirements. The Doors Open ordinance requires that the implementation plan include the following:
· Itemization of start-up funding costs incurred or planned by 4Culture or King County;
· Guidelines for eligible expenditures for each Doors Open program, consistent with state law[footnoteRef:32] and the Doors Open ordinance; [32:  RCW 36.160] 

· Summary of the Doors Open programs and allocations;
· Criteria for awarding proceeds;
· Public benefit reporting framework, including standards for cultural organization reporting;
· A description of the annual application, panel, and approval process for awarding grants;
· A description of the grant contract and payment process; and
· A description of the Doors Open program’s countywide plan to provide expertise, administrative assistance, and outreach.

Specific to the public school access program, the Doors Open ordinance also requires the implementation plan to include:
· Goals, priorities, and process for delivering the elements of the program, including the list of education programs offered by cultural organizations, funding for cultural education programs, and funding for public school transportation to cultural education experiences; and
· Start-up timeline, communications strategy, and roles of school districts, school teachers, cultural organizations, and 4Culture in planning and delivery.

Finally, the Doors Open ordinance requires a Doors Open Program Assessment Report that meets the following requirements for addressing the effectiveness of the Doors Open Program funding:
· Expanding cultural organizations’ operations, offers of discounted and free admission, public school cultural access, and supporting newly built and expanded cultural facilities;
· Advancing equitable access to cultural organizations throughout King County and removing barriers to access faced by segments of the county population;
· Fostering creation and development of new cultural organizations throughout King County, reducing geographic barriers, and improving access; and
· Supporting the growth and development of cultural centers throughout King County.

Other requirements for the Assessment Report include:
· Overview of the evaluation personnel involved, the evaluation methodology, and methods for interpreting qualification and quantitative data;
· Fiscal data on distribution of Doors Open Program revenue, including a breakdown of spending by council district and zip code, and comparison of actuals against planned expenditures;
· Data and findings for the public school cultural access program;
· Data and findings for awards to organizations serving communities that face cultural and economic barriers to access;
· Data and findings on the sustainability and growth of cultural organizations outside of Seattle, the city with the highest concentration of arts and cultural organizations in King County; and
· Identification of any proposed changes to the Doors Open Program panel process, eligibility guidelines, or reporting requirements.

The Doors Open Implementation Plan is required to provide a timeline for providing the Doors Open Program Assessment Report to the Executive and the Council. 

Implementation Plan Overview. The Doors Open Implementation Plan provides the priorities and processes for 4Culture’s administration of Doors Open Program funding. According to 4Culture, development of the implementation plan was informed by outreach conducted between January and June 2024 that included 35 in-person gatherings, three online informational sessions (available with ASL interpretation and translated into Spanish), and 14 gatherings with cultural leader groups.

The Doors Open Implementation Plan describes how 4Culture will build upon the agency’s existing programs and practices to meet Doors Open goals of expanding the reach and offerings of cultural organizations and the benefits they provide to the public. The implementation plan includes a Plan-on-a-Page that shows an overview of the Doors Open program areas, including allocations, anticipated reach, and key program features. 

The implementation plan also describes the six Doors Open programs that will be the basis for allocating funding to arts, heritage, preservation, and scientific organizations according to the Doors Open ordinance requirements. The programs include Sustained Support, Public School Cultural Access, Public Free Access, Building for Equity, Countywide Initiatives, and Launch. A summary and timeline of the Doors Open Assessment Report is also included in the implementation plan.

4Culture's Plan to Provide Technical Assistance and Outreach. The implementation plan describes 4Culture's plan to leverage the agency's existing infrastructure to provide expertise, administrative assistance, and outreach to cultural organizations.  4Culture plans to continue the agency's practice of working with the agency's grant managers to identify outreach strategies, including targeted outreach to underserved communities, Black and Indigenous communities, and language communities, to increase the number of grant applications above previous applicant pools.  4Culture also plans to continue offering technical assistance to potential grant applicants including conducting online and in-person grant application workshops, and a grant resource webpage.

Also, anticipating that the cultural sector growth that Doors Open will precipitate, the implementation plan states that 4Culture intends to provide additional support to help organizations manage the risks and opportunities associated with increased funding.  This would include maintaining a consultant roster and allocation of consultant hours for eligible cultural organizations, allowing organizations to receive assistance on topics such as financial emergency planning, strategic planning, and fundraising and development.

The implementation plan also describes 4Culture's efforts to place a special focus on outreach to science and technology cultural organizations, since that will be a new funding area for 4Culture due to the scope of Doors Open. 4Culture formed a Science and Technology Group in January 2024 to inform development of 4Culture's science and technology funding programs. The group consists of representatives or local science organizations intended to represent various disciplines, organization sizes, and geographic regions.

2024 Programs. The Doors Open program sets aside up to 72 percent of the estimated $72 million 2024 Doors Open tax proceeds to go towards one-time Doors Open capital and operating grant programs.[footnoteRef:33]  According to the Doors Open ordinance, 4Culture was to begin outreach and technical support for potential applicants in August 2024, with awards to be finalized and announced by the end of 2024. [33:  The remaining 28 percent of 2024 revenues will be allocated to the 2025 – 2031 Doors Open program.] 


The transmitted implementation plan states that an anticipated $24.1 million will be available for the one-time 2024 capital grant program, and an additional $24.1 million will be available for the one-time operating program. These anticipated program amounts are based on revenue projections, whereas final program funding amounts will be based on actual revenues.

One-Time Capital Grant Program. This program will provide grant funding for building, modifying, and acquiring cultural facilities. As required by the Doors Open ordinance, the grant program is broken down into three categories: 1) projects with budgets over $10 million, 2) projects with budgets between $1 and 10 million, and 3) projects with budgets of less than $1 million. 4Culture anticipates being able to fund the top scoring 10 – 20 percent of applications in each category.

The Doors Open ordinance required that the applications be reviewed by peer panels, and that the applications be scored based on the criteria of quality, feasibility, equity, and project impact, including increasing access to cultural facilities. According to the transmitted implementation plan, 4Culture also added economic impact to the evaluation criteria. As required by the Doors Open ordinance, for both the 2024 capital and operating programs, 4Culture will allocate a minimum of 25 percent to support cultural organizations outside of Seattle, and a minimum of 10 percent to cultural organizations and activities that support vulnerable populations and Communities of Opportunity.[footnoteRef:34] [34:  Ordinance 19710 defines this requirement as "(1) cultural organizations, which in fulfilling their primary purpose, focus their programming or facilities to serve one or more vulnerable populations, such as, but not limited to, veterans, seniors, unhoused individuals or individuals at risk of becoming unhoused, individuals experiencing mental illness or substance use disorders, individuals with disabilities, households with an annual income at or below eighty percent of the area median income, survivors of domestic violence, communities at risk of gun violence, or justice-system impacted youth or youth at risk of being impacted by the justice system; or
	      (2)  cultural organizations with their primary locations and conducting a majority of their activities within census tracts ranked in certain percentiles on the Communities of Opportunity composite index [of 60 percent or greater]; or
	     (3) cultural organizations for providing mentoring services to such cultural organizations."] 


The transmitted implementation plan includes a description of the annual application, panel, and approval process for awards and of the grant contract and payment process, as required by Doors Open ordinance. Payments will be provided to awardees on a reimbursement basis. 4Culture intends to use the agency's existing administrative process for both the 2024 capital and operating programs, adding the inclusion of Executive and Council appointed members to the grant application peer review panels as required by the Doors Open ordinance.

In addition to the Doors Open ordinance administrative requirements, 4Culture included several discretionary implementation elements, including:
· Requiring applicants to show an ongoing commitment to racial equity and equitable development;
· Requiring applicants for projects with budgets over $10 million to meet a cultural space contribution, providing space or technical assistance to smaller cultural organizations;
· Due to the amount of funding available and the anticipated number of applicants, capping awards to up to 100 percent of project costs for first $250,000, 50 percent of project costs between $250,000 and $1 million, 15 percent of project costs between $1 million and $10 million, and 5 percent of project costs over $10 million, and capping the maximum awards at $2.5 million for projects with budgets over $10 million;
· Providing bonuses to base award amounts for projects that advance equity or support growing cultural resources outside of Seattle; and
· Prioritizing projects that could begin construction within two years.

The discretionary equity requirements 4Culture intends to include in administering the Doors Open one-time capital grant program are the same equity requirements 4Culture uses in administering the agency's existing Building for Equity capital grant program.

One-Time Operating Grant Program. This program will provide one-time operating grants to support cultural organizations in meeting ongoing needs such as rent, utilities, payroll, and other expenses. Grant applications will be broken into categories of heritage, historic preservation, arts, and science and technology. 4Culture anticipates approximately 700 applicants, of which all qualified cultural organizations will receive a portion of the available $24.1 million funding.

Similar to the 2024 capital grant program, grant applications will be reviewed by peer panels and grouped by cultural discipline. Award amounts will be based on the operating budget of the organization, the panel score, and potential bonuses for advancing equity and geographic inclusion.
Applications will be scored based on the criteria required by the Doors Open ordinance, which are stability, public benefit, equity, and artistic substance. In addition, according to the proposed implementation plan, 4Culture will include economic impact as a scoring criterion.

The transmitted plan includes a description the annual application, panel, and approval process for awards and of the grant contract and payment process similar to that of the 2024 capital grant program.  For the operating program, in order to receive payment, grant recipients will provide a public benefit report that matches the intended public benefits described in that organization's application and grant contract.

[bookmark: _Hlk176870179]Sustained Support Program. The first of the six 2025-2031 programs that is described in the implementation plan is "Sustained Support."[footnoteRef:35] The following sections will analyze the implementation plan's responsiveness to the requirements from the Doors Open Ordinance.  [35:  Although "Sustained Support" is a term that 4Culture uses to describe operational support, Ordinance 19710 uses the term "operating support."] 


Summary of the program and allocation. The summary of the Sustained Support program describes "multi-year grants for operating funds to cultural organizations" with the objective of meeting ongoing needs. Although the implementation plan indicates that this funding is for "operations, including assistance with rent, utilities, payroll, and other basic annual expenses," the plan also describes this support as "funds for unrestricted operating expenses." The language around "unrestricted operating expenses" aligns with the existing Sustained Support program that is funded by lodging tax revenue. This operating support will be offered in four discipline areas: Heritage, Historic Preservation, Arts, and Science and Technology. The estimated annual allocation for this program is $48.5 million.[footnoteRef:36] This is the largest allocation of Doors Open program funding and, similar to the 2024 operating program, 4Culture estimates that approximately 700 organizations across the four disciplines will apply each award cycle.   [36:  Using the allocation amounts in Ordinance 19710, $36 million should be allocated to operating support. 4Culture staff included a portion of the funding for projects outside Seattle in their calculations, so the implementation plan shows $48.5 million for Sustained Support. 4Culture has opted to include the funding for projects outside Seattle in all programs and directed review panels to meet the minimum requirements for projects outside Seattle and programming for Communities of Opportunity.  ] 


Criteria for Awarding Proceeds. 4Culture intends to use both minimum operating history and a set of evaluation criteria to evaluate applications. The minimum operating history is a component of the existing lodging tax funded Sustained Support program.[footnoteRef:37] The following table summarizes those criteria.  [37:  The operating history minimums are described in K.C.C. 2.48.] 







Table 3.
Criteria for Awarding Operating Support Proceeds

	
	
	Heritage
	
	Historic Preservation
	
	Arts
	
	Science & Technology

	Minimum Operating History
	
	2 years
	
	2 years
	
	3 years
	
	None

	
	
	
	
	
	
	
	
	

	Evaluation Criteria
	
	Resilience
	
	Resilience
	
	Resilience
	
	Resilience

	
	
	Public Benefit
	
	Public Benefit
	
	Public Benefit
	
	Public Benefit

	
	
	Equity
	
	Equity
	
	Equity
	
	Equity

	
	
	Heritage Priorities
	
	Preservation Priorities
	
	Artistic Substance
	
	Science and Technology Priorities



The definitions of resilience, public benefit, and equity appear in the 2024 section of the implementation plan. The discipline-specific priorities are not defined in the plan. 4Culture staff have expressed that priorities will be identified for each funding cycle through a process involving staff, the advisory committees, and the 4Culture Board. The priorities will be listed in the application guidelines for each discipline. For example, the Arts priority for the 2025 application cycle is focused on artistic substance and whether the artistic services are "robust, creative, and engage with your community."[footnoteRef:38]   [38:  "Arts Sustained Support," 4Culture website (Link)] 


Description of the application and process for awarding grants. For Sustained Support funding to heritage, historic preservation, and arts organizations, 4Culture proposes to use the agency's existing application and award process. 4Culture staff have indicated that cultural organizations from these disciplines will submit one application for Sustained Support grants, and funding will be awarded from lodging tax and Doors Open revenues based on the applicant's eligibility. 4Culture will be responsible for maintaining the administrative firewalls between the funding sources as well as ensuring an organization's eligibility for each revenue source.  

Although the Doors Open ordinance uses the term "annual application" in the requirements for all Doors Open Programs and the implementation plan mentions both a biennial and three-year award cycle, 4Culture indicated that the agency is proposing that Sustained Support would be on a three-year award cycle. This would be an adjustment from the two-year award cycle of 4Culture's existing Sustained Support program. The code that governs the established Sustained Support programs instituted them as two-year grant cycles.[footnoteRef:39] Legal analysis of Sustained Support grant cycle requirement is still ongoing. Ultimately, while the Doors Open Ordinance allows 4Culture to set the guidelines for that funding, it would still be a policy choice for Doors Open Sustained Support to move to a three-year award cycle.  [39:  K.C.C 2.48.108 and K.C.C.109 established the Sustained Support program for the arts and heritage respectively. ] 


4Culture staff have confirmed the intent to move to a triennial cycle as a response to cultural organizations' desires to make longer-term planning decisions around Doors Open funding as well as to reduce the administrative burden on organizations of applying for grants. At the same time, 4Culture staff have acknowledged the greater impact of a three-year grant cycle for organizations that miss the application window. To mitigate that risk, 4Culture staff indicated that there will be an application period in late 2025 for organizations that miss out on the first of the three-year funding cycle.

One final consideration for a three-year grant cycle is how awards would account for fluctuations in Doors Open revenue receipts compared to projections. There is no allocation in the Doors Open ordinance for a funding reserve. Therefore, a significant downward adjustment in the sales tax revenues that support Doors Open over the potential three-year award timespan could result in the need for 4Culture to reduce the amount awarded to cultural organizations. 4Culture has noted that all award contracts include clauses that state the awards are subject to tax collection that would allow for adjustments if revenues were below projections. Analysis around this consideration is ongoing. 

The implementation plan indicates that in a typical award cycle, 4Culture Program Managers will first review applications to ensure eligibility. Then the application is reviewed by a panel of peer reviewers. The panel will make an award recommendation based on:

· The cultural organization's budget size;
· An additional award based on panel scoring;
· A possible additional geographic investment based on the organization's location; and
· A possible additional equity investment based on the scoring of the equity criterion.

For science and technology applications, community panels will review the applications and will make award recommendations based on an organization's annual program expenses. Additionally, applicants from outside Seattle, those serving a Community of Opportunity, with the smallest operating budgets or exhibiting indicators correlated with limited access to funding may receive an equity investment that increases the grant award. 

All award recommendations would be sent to a discipline-specific advisory committee and then onto the 4Culture board for final approval. 

Public Benefit Reporting Framework and the Description of the Grant Contract and Payment Process. The implementation plan states that "Public benefit reporting is directly tied to 4Culture's contract and payment process." In order to complete a grant contract, a cultural organization must document the public benefits the organization expects to provide. After delivering the cultural programming, the organization submits payment requests and once again reports on the benefits in public facing activities. The payment process also provides grantees the opportunity to provide participation numbers, a narrative of activities, and any other documentation required for payment. 

Public School Cultural Access Program. The second of the six 2025 programs in the implementation plan is the Public School Cultural Access Program. This program has unique requirements in the Doors Open ordinance because of the specific requirements in state law.[footnoteRef:40] Those requirements and how the implementation plan responds to them are described in the following sections.  [40:  RCW 36.160.110 (Link)] 


Overall Summary of the Program. The proposed implementation plan provides a summary of the program to boost student access to cultural experiences. All 19 school districts in King County would have access to an online roster of cultural organizations that provide either on-site or off-site cultural education programs. Funding would be provided to both cultural organizations for the programming and to schools that meet the criteria for free transportation. The implementation plan identifies $14.6 million as the estimated annual allocation for this program. 4Culture estimates that 350 cultural organizations across all disciplines are expected to apply for annual funding.   

Description of Goals, Priorities, and the process for the Delivery of the List of Education Programs required by State Law. The implementation plan details a list of the Doors Open ordinance-required goals and priorities for establishing the list, or roster, of cultural education programs. The goals for developing the roster include:

· Enable teachers and other school staff to find science, arts, and heritage education programs that align with their classroom and school learning goals.
· Enable teachers and other school staff to find science, arts, and heritage education programs from organizations that reflect their school communities.
· Provide information and support to teachers and other school staff that reduces their barriers to initiating, planning, and implementing cultural field trips and partnerships. 
· Provide information and support to cultural organizations that reduce their barriers to engaging with public schools. 
· Provide a basis for establishing sustained relationships between schools and cultural partners for the benefit of students.
The priorities from the implementation plan for developing the roster include:  

· Educators will be able to search and filter to find science, arts, and heritage programs that meet their specific learning goals and time parameters.
· Educators will be able to clearly know if their school is eligible for free transportation funding to offsite cultural experiences. They will also know what the process is for requesting free transportation through their district. 
· Cultural organizations will be able to provide descriptive program information for the roster so that educators have a clear sense of the value and requirements of each program. 
· Cultural organizations will be able to update their program information on the roster at least annually. 
· New cultural organizations will be able to add programs to the roster at least annually.

The process for delivering the roster of cultural programming is also described in a four-step outline. The first step in the process is outreach from 4Culture to cultural organizations to get those organizations to submit entries for the roster. The second step is 4Culture reviewing the submissions for eligibility. If organizations meet the Doors Open requirements, they would provide programing information so 4Culture can build out the programming roster. Finally, 4Culture would also collect some information from schools to help facilitate communication between schools and cultural organizations. 

Description of Goals, Priorities, and the process for the Funding Cultural Education Programs. While neither state law nor the Doors Open ordinance appears to require funding cultural organizations for educational programming as part of the Public School Cultural Access Program, the implementation plan does provide goals, priorities, and a grant process for this. The stated goal in the plan is to sustain, deepen, and extend the partnerships between cultural organizations and schools. The priorities include clear communication to develop a plan that meets students' learning needs and for 4Culture to gather data that would allow the organization to both improve the process and study the impact of increased cultural access for students. 

The process proposed for funding cultural education programs would begin with a teacher or other school staff contacting a cultural organization to begin the procedure. The school staff and organization would then complete a memorandum of understanding (MOU) through the 4Culture website that would gather the necessary data on the type of learning experience and number of students. Once the MOU is agreed upon and signed, the cultural organization could apply for a grant for the programming. 4Culture intends to design a panel review process for grant applications that would meet the scheduling needs of schools, but those details have not yet been determined. Upon completion of the programming, both the cultural organization and the teacher would be surveyed to confirm the programming occurred and to gather feedback. The cultural organization would then be able to submit an invoice for the cost of the programming.    

Description of Goals, Priorities, and the process for the Delivery of Funding for Music and Arts Education in Schools in addition to Basic Education Funding. 4Culture staff have expressed that the implementation plan addresses this requirement by directly funding the cultural organizations that can provide educational programming to public school students. As part of the first phase of this program, 4Culture staff intend to develop a baseline of cultural programs being offered to schools and plan to use that to compare with future program data to measure any increase in cultural programming. 

Description of Goals, Priorities, and the process for the Delivery of the Funding for Transportation required by State Law. The implementation plan describes the goals and priorities for funding public school transportation. In accordance with state law, the program prioritizes transportation funding for all school districts with at least 40 percent of the student population eligible for federal free and reduced-price school meals (FRL).[footnoteRef:41] The plan also expresses the goal that if funds are sufficient, all schools with 40 percent or more FRL rates, regardless of overall school district FRL rates, will receive funding. Moreover, there is a goal for all schools that face significant transportation costs due to their distance from cultural centers to receive transportation funding.  [41:  The first item bulleted list at the bottom of page 32 of the transmitted implementation plan appears to have a typo. That item should state "All school districts with 40%+ FRL rates have access to transportation funds." ] 


While the goals and priorities are clear, the process for delivery of the funding for transportation identified in the implementation plan is less clear. The plan notes that there are various transportation models in the 19 school districts within King County, and 4Culture staff will design a system that is appropriate for each district. The tentative start-up timeline depicted transportation design occurring concurrent with transmittal of the implementation plan. Because of this timing, it is also unclear how the process for transportation funding would prioritize funding for school districts with 40 percent FRL rates with the yet to be determined process for reviewing applications for both transportation and cultural programming funding. 

Description of Start-up Timeline, Communications Strategy, and Respective Roles. The implementation plan contains a tentative start-up timeline that covers the 10-month period from May 2024 through February 2025. The timeline contains a summarized list of actions with the respective month for each action that takes the program from stakeholder engagement through roster buildout, testing and launch. 

The implementation plan also contains a communication strategy that covers two time periods: program design in 2024 and program launch in 2025. The program design communication strategy focuses on understanding barriers both schools and cultural organizations have faced, what has previously worked well in partnerships between educators and cultural organizations, and identifying the information needed to build out the cultural organization roster. The strategy for 2025 focuses on engaging with educators and cultural organizations to inform them about the program and opportunities as well as raising the awareness of the general public. 

The implementation plan also fulfills the ordinance requirement of identifying "respective roles that school districts, teachers, cultural organizations' education programs, and 4Culture will have in planning and delivery of the public school cultural access program." The tables contained in the plan delineate that:

· School districts will help inform program design and support communication to school staff.
· Teachers will inform program design, utilize the roster to arrange programming for students, work with cultural partners to develop a plan for programming, and complete surveys after the programming has been completed. 
· Cultural organizations will inform program design, provide data for the roster, collaborate with school staff to develop plans for programming, provide programming, complete surveys afterwards, and receive funding. 
· 4Culture will conduct engagement to inform program design, then design and maintain the website, roster and funding mechanisms for the program, and also foster relationships between schools and cultural organizations. 
Public Benefit Reporting Framework. The transmitted implementation plan includes a framework for public benefit reporting that appears to meet the Doors Open ordinance requirement. The framework identifies the general public benefit, equity inclusion, and geographic inclusion benefits that cultural partners are most likely going to provide in order to satisfy Doors Open requirements. The framework also describes that data will be collected through the MOU that cultural organizations will need to receive funding for programming. The MOU process will gather data to illustrate the public benefits to school students, educators, and the cultural organizations using the initial list of 16 metrics. 

Public Free Access Program. The third of the six programs beginning in 2025 that is described in the implementation plan is Public Free Access. The following sections will describe how the program description in the plan responds to the requirements from the Doors Open Ordinance.

Summary of the program and allocation. The implementation plan describes how the program would reimburse cultural organizations for free and reduced-cost access to increase access to cultural offerings by reducing the barrier that admissions fees present to many residents. The estimated annual allocation is $14.6 million. 4Culture estimates that 300 organizations will apply annually for this funding. 

Criteria for Awarding Proceeds. The implementation plan contains five criteria for awarding proceeds to cultural organizations under this program. The criteria require that the cultural experience is:

· Mission-based and engages the attendee in the mission;
· Identical to the experience to attendees paying the standard admission fee;
· Produced by the applicant organization;
· Open and advertised to the public such that anyone who wishes to attend may do so; and
· In-person at venues in the county where attendance counts are taken.  
Description of the application and process for awarding grants. The transmitted implementation plan describes an application process that would include using the Sustained Support application process as a means of pre-qualifying eligible cultural organizations for the Free Access program. The stated intent behind this method is to reduce the burden of applying to multiple programs, as was required in the Doors Open ordinance, as well as a strategy to ensure equitable access to funding. Organizations that are deemed eligible for the Free Access program would then complete a short application that describes the number and documentation method for free and reduced cost attendees in the previous year, the plan for current year experiences where free and reduced cost programming will be offered and how the organization will prioritize free and reduced access for members of underserved communities. 

The plan states that grants for the current year are based on the attendance data from the previous year. 4Culture staff have expressed that this method greatly simplifies the application process for smaller organizations that may be reliant upon volunteers to write the grant applications. 4Culture staff believe that providing attendance from the prior year avoids the need for projections on programming, attendance, and revenues, and also reduces unclaimed grant awards that could happen with missed projections. Finally, 4Culture staff indicate that organizations that receive Public Free Access grants are also likely to be already receiving Sustained Support operating grants so that the combined support will allow even smaller organizations to expand their offerings for free access.    

In addition to attendance-based application reviews, applicants that are located outside of Seattle, serving a Community of Opportunity, with a small budget, or having other indicators correlating to a limited access to funding may receive an equity investment increasing the grant amount over what would otherwise have been awarded. 4Culture staff indicate that an application question will ask how applicants plan to reach underserved communities as a means of both gathering this information and encouraging applicants to increase their accessibility to all communities in the county. While it appears that this increased equity investment should be used solely for funding free access, the implementation plan could be more explicit that it cannot be used as an operating support grant. 

Public Benefit Reporting Framework and Description of the Grant Contract and Payment Process. Like the other Doors Open program areas, the transmitted implementation plan combines public benefit reporting with the payment process. In order to receive reimbursement, cultural organizations would have to provide data on the number of free or reduced-cost attendance provided. This data appears to be the only proposed method of tracking a cultural organization's provision of public benefits as no other reporting is included in the proposed implementation plan for this program. The grant contract process would be the same for the Free Public Access Program as for other Doors Open programs.  

Building for Equity Program. The Doors Open Building for Equity cultural facilities program would include six grant categories by incorporating five capital grant programs 4Culture currently administers and creating one new grant category. According to the implementation plan, the estimated annual funding across for the Building for Equity program would be approximately $9.7 million. The following sections will describe how the implementation plan responds to the requirements of the Doors Open ordinance.  

Summary of the program and allocation. Building for Equity "encompasses 4Culture's facilities, facility-focused capacity building, and other capital grant programs. 4Culture's current Building for Equity initiative was built to center communities that have historically faced barriers to purchasing and stewarding cultural space, and provides a combination of funding, tailored support, and strategic partnerships."[footnoteRef:42] The Building for Equity program would include 4Culture's existing Capacity Building, Facilities, Equipment, Landmarks Capital, and Emergency/Unforeseen Capital programs and a new program, Native Cultural Facilities, focused on facilities that serve native communities and share native cultures. 4Culture estimates that 200 organizations across the arts, heritage, historic preservation, and science disciplines are expected to apply each award cycle.    [42:  Doors Open Implementation Plan, pg. 39.] 


Criteria for awarding proceeds. Table 4 summarizes the criteria for awarding proceeds for the six programs. 
Table 4.
Criteria for Awarding Proceeds

	Facilities
	
	Capacity Building
	
	Equipment
	
	Native Cultural Facilities
	
	Landmarks Capital
	
	Emergency/
Unforeseen

	Quality and Qualifications
	
	Quality and Qualifications
	
	Quality
	
	Currently Under Development
	
	Quality
	
	Quality

	Feasibility
	
	Feasibility
	
	Feasibility
	
	
	
	Feasibility
	
	Feasibility

	Project Impact and Public Benefit
	
	Impact
	
	Project Impact
	
	
	
	Advancing Equity
	
	Project Impact and Public Benefit

	Advancing Equity
	
	Advancing  Equity
	
	Advancing  Equity
	
	
	
	Program Priorities[footnoteRef:43] [43:  The implementation plan notes that the "Program Priorities criterion allows the Landmarks Capital program to adapt to time-sensitive needs and specific gaps in funding for historic preservation" (pg. 40).] 

	
	Emergency[footnoteRef:44]/ [44:  Emergency criteria include: a pressing situation that would cause a facility or landmark to be threatened, or to suffer severe economic consequences due to conditions outside of the applicant's control; a threat to the safety of patrons or staff; catastrophic event or natural disaster.] 

Unforeseen Opportunity[footnoteRef:45] [45:  Unforeseen Opportunity criteria include: an opportunity that was not available at the time of the last application deadline and that will no longer be available to the applicant by the next application deadline; will allow an organization an unexpected opportunity to significantly advance its goals and mission.] 


	 
	
	 
	
	 
	
	
	
	Focus on rehabilitation of designated landmark property
	
	 


  
The transmitted implementation plan proposes to include Building for Equity additional eligibility requirements not included in the Doors Open ordinance. For the Facilities program, similar to the 2024 one-time capital program, the implementation plan would include an additional eligibility requirement for projects with budgets larger than $10 million to demonstrate "commitment to Equity in Development and Construction Practices."[footnoteRef:46] For the Capacity Building Program, a program designed to create a pathway for smaller organizations to advocate and plan for cultural facilities, the transmitted plan  proposes that the program would only be available to organizations located in a Community of Opportunity, serving a vulnerable population, or located outside of Seattle or the organization's primary mission or programs supporting historically marginalized communities. These eligibility requirements are consistent with 4Culture's current practices. [46:  Doors Open Implementation Plan, pg. 39.] 


Description of the application and process for awarding grants. The implementation plan notes that each grant program and cycle have a different pool of applicants, and recommendations for awards would be made by separate panels of working professionals in the fields that 4Culture funds – representative of geography, organization size, and points of view. The panels would then recommend selected proposals to 4Culture's Advisory Committees and Board based on the criteria described in the previous subsection. The 4Culture Board would approve the final list of awards. Emergency/Unforeseen Opportunity funds would be reviewed by the relevant 4Culture Advisory Committee, which would make a recommendation to the 4Culture Board of Directors or the Executive Committee.

The implementation plan notes that the application and review process for Native Cultural Facilities funding is currently under development under the guidance of the Native Advisory Council. According to 4Culture staff, the Native Cultural Facilities Advisory Council is comprised of five community-based professionals with deep ties or personal experience with the Native community, experience in community-based projects, equitable funding platforms or grant-making program development, neighborhood, community, and facility project development, and cultural organizations. 4Culture staff anticipates the funding criteria to be completed in December 2024.

As with the other Doors Open programs, grant payments would be made via reimbursement. The implementation plan notes that there would be an open application period of 6-8 weeks with at least three workshops sharing the guidelines, criteria, application process, and engagement to community networks and media outlets.

Public benefit reporting. The implementation plan identifies the key reporting metrics as the number and type of projects funded over time by district and ZIP Code. Facilities grants would require organizations to provide arts, culture, science, and/or heritage programs, services, or opportunities as a public benefit for at least ten years. The organization would be required to widely publicize public performances, events, and programs and track the number of events and audiences served. The organization would be required to provide 6-hours of expertise over the entire award period to the Building for Equity program by participating in a focus group, interviews, or workshop. 

Organizations with a project budget over $10 million would be required to participate in a Space Contribution program facilitated by 4Culture in which the organization would offer free technical assistance, use of facility space, or other equivalent to a Building for Equity Capacity Building or Launch grantee. 
Capacity Building grants would require that organizations provide cultural opportunities as public health regulations permit. These would include:
· Regularly scheduled cultural programs produced by the organization offered to King County residents and visitors, either live or through virtual means;
· Access to special events or educational programs offered by the organization; and
· Participation/engagement of the organization's staff, board or volunteers in training that prepares them to serve their community better and increase their skills in planning for and managing capital projects.

Organizations would be required to widely publicize public benefit performances, events, and programs and track the number of events and audiences served.

Equipment grants would require organizations to provide opportunities to the public with the equipment over a period of at least ten years. 

Landmarks Capital grants would require that organizations agree to maintain the property as a landmark in perpetuity and maintain the property in good condition for a minimum of 10 years. According to the transmitted implementation plan, public benefit centers on rehabilitation and long-term stewardship of designated landmarks. 
For Emergency/Unforeseen Opportunity grants, the implementation plan notes that "public benefit varies slightly by program area but parallels the public benefit requirements of Building for Equity Facilities and Landmarks Capital programs."[footnoteRef:47]  [47:  Doors Open Implementation Plan, pg. 42] 


Countywide Initiatives Program. The fifth of the six 2025 Doors Open programs is the Countywide Initiatives program, which the Doors Open ordinance described as supporting "regional initiatives and projects, including public programs, supports for cultural practitioners and cultural organizations, limited-time cultural events, and funding for unmet cultural sector needs. The implementation plan proposes a somewhat narrower scope for the Countywide Initiatives program of supporting "field services organizations that improve career opportunities for King County's cultural practitioners."[footnoteRef:48] 4Culture staff have indicated that the focus on field services aligns with a strategic need that 4Culture has identified in its strategic plan, which is to support individuals in the cultural sector who are not eligible to directly receive Doors Open funding, but whose role in the sector is critical to Doors Open's success. Whether to focus Countywide Initiatives program funding on field services organizations is a policy choice for councilmembers.  [48:  Doors Open Implementation Plan, pg. 43] 


The implementation plan refers to field services as "the constellation of programs, resources, and networks that support capacity building for cultural organizations and cultural practitioners in King County."[footnoteRef:49] The estimated annual funding across for this program would be $6.8 million annually. [49:  Doors Open Implementation Plan, pg. 43] 


Summary of the program and allocation. The transmitted implementation plan describes the Countywide Initiatives funds as providing multi-year project-based grants to increase field services provider capacity. The plan further identifies three types of field services that 4Culture is "best equipped" to support:
· Pathways, which are training and skill-building opportunities not consistently available and accessible across career stages, disciplines, and regions;
· Community building for cultural practitioners who want community building or mentorship opportunities such as cooperatives or communities of practice; and  
· Professional services include legal counsel, professional photography and marketing, trademarking, and tax advice for cultural practitioners.

4Culture estimates that 50 organizations across the four cultural disciplines are expected to apply each award cycle.   

Criteria for awarding proceeds. The Countywide Initiatives program award recipients would be cultural organizations with a primary purpose of providing programs, resources, and networks that support capacity building for cultural organizations and cultural practitioners in King County or cultural organizations that provide or would like to provide field services but do not include it as their primary mission focus.

Awards would prioritize funding and support for organizations that are based and projects that will take place outside of Seattle, in a Community of Opportunity, or meeting other equity criteria.

Description of the application and process for awarding grants. The implementation plan indicates that grant applications would be evaluated by panels composed of working professionals in the fields that 4Culture funds – representative of geography, organization size, and points of view. The panels would then recommend selected proposals to 4Culture's Advisory Committees and Board based on the criteria described in the previous subsection. The 4Culture Board would approve the final list of awards.

Grant terms would be at least three years "to allow for appropriate length of planning before implementation and help sustain projects for one to two interactions."[footnoteRef:50] [50:  Doors Open Implementation Plan, pg. 45] 


Public benefit reporting. The implementation plan identifies key reporting metrics as the number and location of field service providing programs and the number of participants completing the programming or service. According to the implementation plan, organizations would collect data including: 
· Number of programs or services provided;
· Number/attendance for practitioners that participated in their organization's programming or services;
· Location of programming or services; and
· Number of partnerships between cultural organizations facilitated.

4Culture staff have stated that 4Culture will develop a baseline of data for Field Services through the application and award process from the first year of the funding program.

Launch Program. The sixth of the six 2025 programs, the Launch program, would be "focused on new and emerging, Doors Open-eligible cultural or science organizations in King County, with a goal to ensure that all geographic areas of King County and all communities in the county have access to cultural experiences."[footnoteRef:51] The estimated annual funding for the program would be approximately $2.9 million annually. [51:  Doors Open Implementation Plan, pg. 46] 


Summary of the program and allocation. The Launch program would provide grants for start-up costs and multi-year operating support for new and emerging organizations. The program would pair funding with capacity building and technical assistance. The transmitted implementation plan notes that this program would enable new organizations to have a pathway to receiving Sustained Support, which is only available to organizations with a 2-year (heritage and preservation) and 3-year operating status (arts). As part of supporting new organizations, the Launch program would allow organizations that have previously received Sustained Support and are hiring paid staff for the first time to apply. 

The implementation plan also notes that an additional priority of the Launch program would be to increase access to cultural space, especially for organizations that have historically faced barriers to purchasing and stewarding cultural space.

4Culture estimates that 25 to 50 organizations across the four cultural disciplines are expected to apply each award cycle.   

Criteria for awarding proceeds. New and emerging organizations would be eligible to apply for Launch grants. According to the implementation plan, new organizations are "Doors Open-eligible cultural or science organizations that are less than three years old and have not previously been awarded Sustained Support funding,"[footnoteRef:52] and emerging organizations as "Doors Open-eligible cultural or science organizations that do not yet have 501c3 status or have had 501c3 status for less than three years, and are hiring paid, regular staff for the first time."[footnoteRef:53] Emerging organizations may have previously received Sustained Support. A cultural organization that does not have 501c3 status would only be eligible for Doors Open funding through contracting with a Doors Open-eligible cultural organization as a fiscal sponsor. [52:  Doors Open Implementation Plan, pg. 46]  [53:  Doors Open Implementation Plan, pg. 47] 


The implementation plan also identifies new collaborative ventures among existing cultural organizations as eligible for Launch funding if the organization has a decision-making body and structure that is independent of the participating organizations.  

The plan indicates that the Launch program would "prioritize organizations based outside of Seattle, or in a Community of Opportunity (COO), or meeting other equity criteria, for funding and support."[footnoteRef:54] [54:  Doors Open Implementation Plan, pg. 47] 


According to the plan, program criteria will be refined based on outreach and engagement in 2024 and 2025. Program criteria are anticipated to include Quality and Qualifications, Impact and Public Benefit, Feasibility, and Advancing Equity.

Description of the application and process for awarding grants. The implementation plan indicates that applications would be evaluated by panels of working professionals in the fields that 4Culture funds – representative of geography, organization size, and points of view. Based on the criteria described in the previous subsection, the panels would then recommend selected proposals to 4Culture's Advisory Committees and Board. The 4Culture Board would approve the final list of awards.

Public benefit reporting. The implementation plan identifies the key reporting metrics as the number of awards and total funding over time to new organizations by geography and discipline and the number of new organizations that gain eligibility for the Sustained Support grant program.

Reporting metrics for organizations receiving Launch funds may include visitation numbers, volunteer hours, or audiences served. Public benefits reported can include work that leads to growth in reach and impact and programs and services that increase access to culture and science, especially for underserved communities.

 Vulnerable Populations and Communities Outside of Seattle Allocations.  The Doors Open ordinance includes an intention for "increasing the number, capacity, and stability of cultural organizations or cultural facilities, or both, in geographical areas that need additional cultural capacity with investments to ensure all communities in the county have access to cultural experiences."  For both the 2024 one-time programs and the 2025-2031 programs, the Doors Open ordinance requires that at least 10 percent of grant funding be allocated to cultural organizations serving vulnerable populations and Communities of Opportunity, and that at least 25 percent of grant funding be allocated to cultural organizations located outside of Seattle.

4Culture is proposing to incorporate into all the Doors Open programs the minimum allocations to cultural organizations serving vulnerable populations and located in Communities of Opportunity or outside of Seattle. Applicants eligible for those allocations, therefore, would be able to receive additional funding by applying to the Doors Open programs relevant to their organizations and would not need to apply, for example, to a separate program dedicated to providing grants to organizations outside of Seattle. 4Culture's intention with that approach is to minimize the burden of applying for cultural organizations, particularly smaller organizations, and to streamline the process for 4Culture so that cultural organizations can receive funding quickly and efficiently.

The Doors Open ordinance also defines equity and geographic inclusion benefits and requires that each cultural organization receiving Doors Open funding provide at least one of such benefits.  Equity and geographic inclusion public benefits include:
· Providing free or low-cost attendance to cultural organizations and cultural facilities for county residents who have economic, geographic, and other barriers to access;
· Providing free access to curriculum-related arts, science, and heritage programs for public school students throughout the county at school and at cultural sites with emphasis on underserved students;
· Increasing the diversity of staff and governing boards of cultural organizations;
· Increasing opportunities for access to cultural facilities, programs, and services for diverse and underserved populations and communities;
· Broadening cultural programs and provide programming that appeals to diverse populations within the county;
· Increasing investment in programs and organizations that represent and reflect the diversity of the county; 
· Planning and implementing cultural programs or collaborating with other cultural organizations in order to extend the reach and impact of cultural programs to diverse and underserved populations and communities;
· Planning and implementing cultural programs and activities outside established cultural centers;
· Partnering with other cultural organizations on cultural programs and activities outside established cultural centers, through direct investment or in-kind support, on priority projects and initiatives; and
· Providing cultural programming to communities outside the city in which a cultural organization is primarily located, either directly or in partnership with other cultural organizations, or public schools, or through other means.

4Culture plans to track cultural organizations’ delivery of public benefits, including equity and geographic inclusion public benefits, through public benefits reporting that grant recipients will be required to provide in order to receive funding.

4Culture also intends to ensure the Doors Open equity and geographic inclusion goals are met through the provision of additional investments that will be added to the grant awards for organizations that are located outside of Seattle or are located within a Community of Opportunity.

While the proposed implementation plan states that it will adhere to the 10 percent and 25 percent equity and geographic inclusion allocation requirements, the plan describes a process whereby grants will be allocated according to scoring by panels in various funding siloes and does not provide the methodology by which 4Culture will ensure the overall program funding meets the allocation requirements.

4Culture staff provided additional clarification that each Doors Open program and application review panel would have direction to meet the 10 percent and 25 percent minimum requirements. If a panel for any grant pool cannot meet the requirement during the panel review process, for example because there are no applicants satisfying the requirements or the award requests from eligible organizations is lower than the set asides, the panel would then work with the 4Culture program manager to reallocate the funds within the pool of eligible applicants or to other Doors Open programs to ensure that the overall 10 percent and 25 percent program minimums are met.

[bookmark: _Hlk177651049]Doors Open Assessment Report. As the final element of the implementation plan, the Doors Open ordinance requires that 4Culture provide a timeline for submitting a Doors Open Program Assessment Report to the Executive and the Council.  The transmitted plan proposes a 2029 delivery timeline in order to inform the process for proposing a renewal of the Doors Open Program, which would begin in 2030.  The plan states that the assessment report would include the information required in the Doors Open ordinance.  Asked for further detail, 4Culture staff provided the information shown in Table 5 about the methodology that would be used to assess the impact of the Doors Open Program.

Table 5. Doors Open Assessment Report Methodology

	Levels of Data Analysis ​
	Methods​
	Potential Sources​

	Grantee and Applicant Impact ​
	· Descriptive statistics on the category or discipline, organizational demographics, and geographic dispersion of awarded grantees
· Qualitative data includes in-depth case studies, semi-structured interviews, focus groups, content analysis​
	· Applicant and Awardee data ​
· Photographic submissions
· Site visits by external reviewers​
· Local press​
· Staff insights ​

	Audience and Participants ​
	· Survey data​
· Organizational partners working with schools ​
	· Audience and attendee survey data​
· Youth satisfaction surveys through org partnerships ​

	Creative Workforce Sector Studies​
	· Statistical data ​
· Supplemental surveys ​
· Partnering with reputable research partners

	· ArtsFund and other regional partners ​
· American Community Survey ​
· Creative Vitality Index / WESTAF data​

	King County Residential Polling/
Opinion Data​
	· Polling based ​
	· Text or email polling using statistically representative sample of residents ​




In describing how 4Culture would measure and evaluate Doors Open outcomes for the Assessment Report, the transmitted implementation plan states that 4Culture will hire a full-time evaluator to help 4Culture improve data collection and reporting.  The plan also states that 4Culture would include Doors Open Program reporting in the agency’s regular annual reporting to the Executive and to the Council’s Committee of the Whole.  The plan does not provide detail about what elements and data would be including in the annual Doors Open reporting.

[bookmark: _Hlk177651087]Potential Policy Issues.  Council staff have identified several policy issues of potential interest to committee members.  

Vulnerable Populations, Communities of Opportunity, and Geographic Inclusion Requirements. The proposed implementation plan describes how grant programs will provide bonuses to cultural organizations who serve vulnerable populations, are in Communities of Opportunity, and are located outside of Seattle.  However, the proposed plan does not describe how 4Culture will ensure that at least 10 percent of Doors Open proceeds go towards cultural organizations meeting the Doors Open ordinance definition of serving vulnerable populations or Communities of Opportunity or how 4Culture will ensure 25 percent of proceeds go to cultural organizations outside of Seattle. 4Culture staff provided additional clarification that the agency intends to apply those minimum set asides to the grant pools for all Doors Open programs, and if there are not enough eligible requests within a grant pool to meet the minimum requirements, reallocate the grant awards either to eligible organizations within that grant pool or to another Doors Open program in order to meet the requirements in the overall Doors Open program. Whether to add 4Culture's proposed methodology for meeting those requirements, or another approach, to the implementation plan is a policy consideration.

Criteria for Awarding Proceeds. The Doors Open ordinance requires the implementation plan to include the criteria for awarding proceeds for each of the programs.  For most of the programs, the proposed implementation plan does so in broad terms.  For example, the proposed criteria for the Heritage Sustained Support Program is: "resilience, public benefit, equity, and heritage priorities."  Whether to accept as proposed, modify, or further define the program criteria is a policy consideration.

Grant Cycle for the Sustained Support Program. 4Culture currently administers King County's Sustained Support grant program to provide operating support to King County cultural organizations. The program is established in county code with a 2-year grant award cycle. Through the Doors Open Implementation Plan, 4Culture is proposing to transition the Sustained Support program to three-year grant cycles in order to provide cultural organizations with more certainty about funding levels and to reduce the administrative burden of preparing grant applications. Tradeoffs to this proposed change include a longer waiting period for cultural organizations that miss an application deadline and the potential for Doors Open revenue fluctuations to impact out-year grant awards.  The grant cycle length for Sustained Support is a policy consideration.

Assessment Report Timing and Annual Reporting.  The Doors Open ordinance requires the implementation plan to include a proposed timeline for providing the Doors Open Assessment Report to the Executive and the Council.  The plan proposes the report be transmitted in 2029.  A policy consideration is whether that timing allows adequate time to use the report to make any adjustments in administration of the program and to inform the Doors Open renewal process in 2030.  The proposed implementation plan also states that 4Culture will integrate Doors Open program reporting into 4Culture's regular annual reporting to the Executive and Council, so whether to place specific requirements or parameters on what that annual reporting entails is a policy consideration.

Responses to September 3rd Regional Policy Committee Questions.  4Culture provided the following responses to questions raised by committee members at the September 3, 2024, Regional Policy Committee briefing on the Doors Open Implementation Plan.

Opportunities for Smaller Organizations to Access Cultural Facility Grants. A question was raised about what options are available for securing or revitalizing cultural venues for organizations that are too small to own or operate their own spaces.  4Culture provided the following response.

Building for Equity’s Capacity Building grant program provides funding and technical support for organizations who are looking toward acquiring, owning, and/or operating their own spaces. This program is designed to prepare organizations to access Building for Equity’s Cultural Facilities grant, a program that funds organizations who are acquiring, renovating, or stewarding cultural spaces.

4Culture’s Preservation Action Fund, which is Lodging Tax supported, is a potential tool for small organizations that are looking to partner in acquiring and revitalizing a historic building. 

Launch, a program which combines technical assistance with startup funding, is also a potential tool for small organizations to build towards operating their own space.

Funding Emergency Needs. A question was raised about what program(s) Doors Open would have for funding emergency needs and whether 4Culture has a policy to guide under what circumstances and conditions emergency funding can be provided. 4Culture provided the following response.

The 2024 Doors Open Operating Support program provides funding for operating expenses – meaning organizations can put them toward their most emergent needs. This funding program opened in August, closed in September and awards will be announced by December 31, 2024; with contracting to begin in January 2025 with initial payment requests in the first quarter of 2025. The scale of funding and the speed of the program administration is unprecedented in 4Culture’s history.

For 2025-2031 Doors Open programs there are:

Sustained Support. Sustained Support provides multi-year grants for operating funds to cultural organizations. These awards provide funds to organizations with a track record of delivering public programs and services. With funds for operating expenses, organizations can deploy resources to their most emergent needs.

Emergency and Unforeseen Program for Building for Equity. 4Culture’s Emergency and Unforeseen Program operates on a rolling basis and faster timeline than the Building for Equity Cultural Facilities program. Emergency and Unforeseen grants meet a wide variety of unexpected facility needs for cultural organizations, and the funds are only available for actual costs incurred to repair or renovate cultural spaces.

As soon as Emergency and Unforeseen Program applications are received, 4Culture staff review them and refer them to the appropriate Advisory Committee: Arts, Heritage, Historic Preservation or Science. The Advisory Committee will then meet with the applying organization to discuss the request and subsequent next steps.

4Culture Support Network Consulting Roster. 4Culture plans to provide additional scaffolding and support to help organizations manage the risk and opportunities associated with additional public funding. Cultural organizations will have access to the roster and will receive an allocation of consultant hours based on their eligibility. Emergency/crisis consulting is part of the roster of topics and help for the following areas is made available:
· Financial emergency planning
· Facilities management
· Leadership and board optimization
· Legal services
4Culture is developing this roster and has tentative launch plans for the first or second quarter of 2025, depending on Doors Open Implementation Plan approval.

Policy/Guidelines for Emergency Funding. 4Culture’s approach to emergency funding balances the cultural sector’s needs for stability, equity, and sustainability.  Public funding to meet cultural organizations in crisis is limited; therefore, emergency funding must be distributed strategically and equitably.

4Culture administers responsive and transparent funding programs that operate within the confines of King County Code, 4Culture's Charter, and 4Culture's Bylaws. These policies set forth competitive funding programs with publicly available guidelines and criteria, and a review and appeal process.

The requirement that 4Culture grantees perform promised “public benefit” services before receiving grant funds is rooted in Washington statute, RCW 42.24.080. RCW 42.24.080 describes advance payment to a private party without consideration (meaning the party meets very specific contractual requirements) as an unconstitutional gift of funds. 

4Culture has long worked with this facet of state law in the agency's grant processes, and as such, has developed ways for awardees to invoice for partial payment as often as they need to perform their work and provide the contracted public benefit. Our processes accommodate cultural organizations, protect the public's money, and ensure that cultural work continues to be equitably supported.

Review Schedule. The proposed ordinance was referred as a mandatory dual referral to the Committee of the Whole and then the Regional Policy Committee. Table 6 provides the anticipated legislative schedule for this item. Amendment deadlines are included in Attachment 2 to this staff report.

Table 6. PO 2024-0236 Legislative Review Schedule
	Action
	Committee/Council
	Date

	Introduction and referral
	Full Council
	August 20th

	Discussion Only
	COW
	August 27th

	Briefing
	Special RPC
	September 3rd

	Discussion Only
	COW
	September 24th

	Briefing
	Special RPC
	September 30th

	Hold for Discussion/ Possible Action
	COW
	October 21st

	Discussion/Possible Action
	COW
	November 4th

	Discussion/Possible Action
	Special RPC
	November 20th

	Final Action
	Full Council
	November 26th
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· Brian Carter, Executive Director, 4Culture
· Aaron Rubardt, Deputy Budget Director, Office of Performance, Strategy and Budget (PSB)
· Karan Gill, Chief of Staff, Executive's Office

ATTACHMENTS
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