Grant Program Committee Meeting: Operating Support
8/19/14

Members Present: Ellen Copperud, Janet Olney, Cindy Reverts, Tom Wirt
Staff Present: Nicole DeBoer, Caroline Koska, Greta Murray
Guest: Christa Otteson

Meeting called to order at 4:22 pm.
Report on Operating Support program evaluation by Christa Otteson (Otteson Consulting). SEE REPORT

We could tie expectations to the amount of money we invest in an organization in a year. If we invest “x” amount of
money in an organization per year, we only expect programming, a higher level of money a little more, and with the top
level of money the organization should reach the “hub” equivalent. We could grow experts throughout the region, and
invest in leadership. What is our role in developing leaders in our field in SW MN?

Nicole asked if we would do this kind of investment in addition to or in lieu of operating support? Would it be just a
blanket investment grant? If we consistently did this and it developed into a good program, and then the money ran out,
what happens?

Christa suggested bringing in a conversation about stakeholders. Who is the target audience — the arts organization
members or the community in general? It’s not only direct grantee organizations who have stake in SMAC. We need to
be careful about crafting messages --try to be as transparent as you can and show the broad impact. Greta said that lots
of groups are not necessarily concerned about the greater good — they’re just doing the projects they want to do.

Ellen said we can’t get frustrated with the “third tier” groups that just want to maintain. Christa thought sustaining the
third tier may have been the original intent of the operating support grant.

Greta mentioned that the regional arts councils are very concerned with accountability, but the state arts board is not.
Maybe we can loosen up a little. At one point we had given applicants ten days after the deadline for us to check for any
issues and gave them time to fix them, but we got too overwhelmed. We have to get new applicants rather than just
focusing on existing applicants. We need to get new groups to start — for instance, not every area has an arts council.

If we used more money for taking organizations through a development program, we would have a smaller budget for
grans and then could increase the quality of what we’re funding by making the process more competitive. However, the
people who usually get grants would complain — we’d really have to communicate about what we were doing.

Christa said that when groups are fundraising they need to focus on creating a culture of giving, and moving in a more
collaborative (vs competitive) direction — it’s not just about getting a donation today. Tom said if you keep telling your
story, and then when it comes time for fundraising you don’t even have to ask, because everyone already knows what
you do.

Ellen said we could give workshops based on the needs of outreach, marketing, audience building that came up in the
evaluation to draw people in. Christa said that engagement is key to everything — that might be a topic to draw people in.
Ellen said then you could sneak in information about evaluation on them.

Greta said that we have good ideas for the next biennium, but we need to come up with what to do with operating
support this year. It wouldn’t be for a two year grant though. A lot of the smaller groups need some form of staff
because their volunteers are so burnt out. Would we rather invest some of the money in the Arts Organization
Development program at a higher level and encourage them to have staff for a year, or put that money into Operating
Support? A percentage of their budget for operating support wouldn’t get very far toward staff for those smaller
organizations.



Ellen suggested a grant for staffing targeting the “third tier” groups. Tom said he’d hesitate to hand out staff grants
unless they have very specific job descriptions. Cindy said that the SW MN Opportunities Council pays for 20 hours per
week for their staff person right now, but that they could fund her for more time. Greta talked about the Prairie Arts
Chorale board being made up of all singers who are doing all the advertising, coordination, etc. What would really help
them is to pay someone to do that. They wouldn’t necessarily expand what they do, but they could grow their audience.
Christa asked what would happen after the first year, when those funds weren’t available anymore.

Christa wondered if we could focus on the people we already gave operating support to last year. Nicole suggested we
test out a pilot program of art investment using the money. Ellen said we could do 10 $10,000 grants. Nicole said this
could happen while we’re working on figuring out the operating support for the next year. Tom wondered if we could
base the investment around evaluation. Ellen said that at a particular point we could gather the organizations and do
evaluation as an informal experience.

Janet suggested just really simplifying the application from last year.

Christa said we have to look at what out $100,000could get us. Ellen said it could get us the pilot group for operating
support. We could use the money to have them participate in creating the program. Christa suggested using focus
groups that are geared to get and share information. We could have applicants work through the application over the
course of a year, and they could get grants to do that. Ellen thought we could spend $25,000 on the program and give 10
$7,500 grants. Christa said we could compensate good leaders who may already be on the organization boards — it’s not
like they’re hiring someone, but they would be paying someone to lead them through this process. Using the pot of
money and this opportunity could be an engagement project for SMAC as well —a way for people to think about their
needs and then let SMAC know.

Ellen said we could provide mileage and stipends for board members from the organizations to attend workshops on
audience engagement, evaluation, which would then qualify them to participate in the pilot. Greta said she sees a red
flag about paying board members — its sets a bad precedent. Ellen said that a little seed money could cause a lot of good
things, but we’d have to let go of needing to know where every dollar went.

Christa thought we could set up a pilot project and leave it somewhat open, she’s hearing the desire to go into a little bit
different direction.

Janet said we could do the “keeping the lights on” focus with a simplified application. Nicole reminded everyone that we
still need several months to be ready for a new application.

Greta said that if we have everyone from last year come back for second year it would be $65,000. We could fix the
application to make it easier. Christa suggested just opening it up to existing grantees. Tom said we did make them the
promise of a second opportunity to apply. Greta said that the panel originally didn’t think they were good enough for
two years the first time, and now we’re going back on that and say they can have the second year, and we’re asking them
for even less information? We’d have to keep it based on their budget.

Christa thought we should build in a technical assistance piece, tied to the concerns from the review committee. We
could hook them up with one-on-one support, and give them each 5-10 hours with someone — a strategic planning
retreat, etc. 80% of their grant could go towards operating support, with the remaining for technical assistance. They're
being asked to participate in the process to refine the program, and also getting a grant.

Christa suggested the application could be more like a progress report. Nicole said they could give a revised budget for
next year, and note anything that’s changed. Greta said perhaps we could ask them to address some of the issues the
panel had when they to their interim report.

Tom said that we would we need to carefully communicate to the whole region what we’re doing and why, because
other organizations were expecting to be able to apply for operating support this year.



Greta said there will still be quite a bit of money left over — we could also really push people to apply for Arts
Organization Development grants. We could allow people to apply for grants for staff under that program.

Olney moves to offer a second year of Operating Support grants to the seven organizations that received them last year
and to require that they fill out an interim report that also address the issues the panel had with their applications. Wirt

seconds. Motion carries unanimously.

The committee will go back to the board with additional recommendations at another time.

Meeting adjourned at 8:02 pm.



