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CITY COUNCIL 
AGENDA REPORT 

DATE: November 18, 2010 

AGENDA OF: November 23, 2010 

DEPARTMENT: City Council 

SUBJECT: Community Programs (CP) Funding – Strategic Allocation. (CN) 

RECOMMENDATION:  Motion to endorse the allocation methodology, funding principles, 
funding parameters and funding cycle and process recommended by the City Council 
Community Programs Committee. 

BACKGROUND:  For the past thirty years, the City of Santa Cruz (City) has funded providers 
of social services in our community.  Today this funding program, now called Community 
Programs (CP), supports 54 programs across 39 agencies with about $1.13 million annually.  
This year, grants to individual programs ranged from $765 to $78,728, with a few agencies 
receiving funding for multiple programs (see attached FY 2011 CP funding summary).   

Over the course of thirty years, community needs and the funding landscape have naturally 
changed.  The way the City allocates its CP dollars, in contrast, has been relatively fixed.  Over 
the past decades, programs have occasionally been added or eliminated but the relative funding 
allocated to each program or agency has been constant.  For instance, a program receiving 
$20,000 in Year One will, absent a failure to deliver services, continue to receive $20,000 in 
Year Two, Three and on.  Slight reductions or increases in funding have occurred in step with 
economic fluctuations but they are generally administered proportionately across-the-board to all 
programs.  There has not been a comprehensive strategic approach that matches funding levels 
with community needs, City priorities or program efficiencies.   

The Community Programs Committee, a subcommittee of the City Council charged with making 
these funding recommendations, announced that is was taking up the charge to reexamine the 
allocation process at its February 16, 2010 meeting. The Committee first observed the process of 
the Santa Cruz County Community Programs Task Force and discussed approaches with First 5 
of Santa Cruz County, the Community Foundation of Santa Cruz County and United Way of 
Santa Cruz County.  With this information, the Committee then designed a focused process to 
deliver a new allocation strategy in time for the FY 2012 budget.  The Committee members 
made a commitment to vigorously work throughout the summer, fall and winter to have this new 
framework in place by early spring, 2011 to afford currently funded agencies time to understand 
and respond to any changes. 
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At the City Council’s July 13, 2010 meeting, the Committee presented the Proposed Strategic 
Allocation Framework Process, which outlined the overarching goals, objectives and timeline. 
The City Council approved the process and asked the Committee to provide progress reports 
throughout the four phases of the project:  Phase I – Understanding our History;  Phase II – 
Visioning City Goals and Priorities;  Phase III – Developing a Priority-Based Strategic 
Allocation Framework;  and, Phase IV – Program Design and Grant Administration.   

Since July, the Committee has been meeting on regular basis and brought in a knowledgeable 
facilitator for the past three meetings to help the Committee navigate the multitude of data, issues 
and approaches associated with investment allocation.  All meetings have fostered significant 
interest and active participation by the community, particularly Human Care Alliance members.  

To date, Phases I through III are complete and the Committee’s associated work products have 
been presented to and affirmed by the City Council through November 9, 2010.  These work 
products: the process assumptions, mission statement, safety net definition and Strategic 
Framework,1 are attached.  The City Council also tasked the Committee with considering and 
defining “Santa Cruz resident” as it may be applied throughout the Strategic Framework and 
allocation decisions. 

DISCUSSION:  With the process assumptions, mission, safety net definition and the Strategic 
Framework established, the Committee met on November 17, 2010 in a three-hour facilitated 
session to develop four additional components:  an allocation strategy, grant parameters, funding 
principles and funding cycle and process.  Due to timing constraints, the “Santa Cruz resident” 
definition was not addressed but is slated for an upcoming Committee meeting. 

After a robust discussion and active public input, the Committee recommends the following for 
City Council affirmation. 

                                                          
1 The Strategic Framework is a planning tool expressed as an integrated, three-level flow diagram, moving from 
broad and general Community Focus Areas, to specific statements of Community Results.  Each level of the 
framework is linked to the other levels, and the relationships among these levels are clearly defined.  Through this 
framework the Committee communicates its priorities and defines the change it hopes to achieve for those 
individuals who are served by the social safety net. 

The levels of the framework are connected logically.  Each Focus Area has one or more Community Goal; each 
Community Goal is connected to one or more Community Result.  The Strategic Framework expresses what is 
most important for meeting the Committee mission in the contemporary community context and is not 
intended to describe all the possible improvements.

The Strategic Framework has: 
1. Community Focus Areas: Based on the committee mission statement, these are the most important areas 

for the Community Programs Committee to address.
2. Community Goals: Within the Community Focus Areas, the goals are what the Committee wants to be 

true for City residents who are served by the social safety net.
3. Community Results: The results represent the specific targeted achievements in each goal.
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Funding Principles

The following eight funding principles were crafted to encompass a set of values that will inform 
future funding decisions. These principles are not intended to be used as a formal checklist for 
funding and it is recognized that some principles may present inherent conflicts with others. 
These principles describe what the City would like its funding to promote but have no set 
timeframe. 

1. Align with the Strategic Framework
by funding only programs that directly address at least one of the Highlighted Results in 
the Strategic Framework. Programs addressing more than one Highlighted Result will be 
encouraged. 

2. Leverage Resources
by applying City funds to match Federal, State and private funds, and by broadening the 
range of funding sources. 

3. Move Toward Service Collaboration
by funding programs that reduce fragmentation and promote effectiveness of existing 
services through collaboration and coordination, making services more accessible and 
comprehensive.  

4. Promote Inclusion
by funding programs and activities that are responsive to, and reflective of, the needs of 
our diverse community.

5. Build on Strengths and Build Capacity
by funding programs that identify and enhance existing community strengths and 
promote non-profit sustainability.  

6. Make a Systemic and Long-Term Difference
by funding programs that have a lasting positive impact for the City through approaches 
that emphasize prevention and early intervention and have measurable outcomes. 

7. Promote Stability in the Safety Net
by providing a stable source of funding to programs that meet the other principles and are 
able to show positive impacts through data-based evaluation. 

8. Maximize Impact for Residents of Santa Cruz
by funding programs that improve the quality of life for a large number of people either 
directly or indirectly. 

Allocation Methodology

The allocation methodology was developed to answer two questions:  how will CP funds be 
allocated across the Strategic Framework; and, how will non-General Fund resources that are the 
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responsibility of the Committee be addressed in the context of the Strategic Framework?  This 
latter question addresses if and how to incorporate other City funding streams such as the 
Community Development Block Grant (CDBG). 

The Committee recommends: 

� All City funding streams under the purview of the CP Committee will be 
considered holistically and in the context of the Strategic Framework.  
Currently, allocation decisions for different funding streams are determined through 
separate processes. A shift to a consolidated review will increase transparency and help 
the Committee to make more informed funding recommendations. 

� Set aside 5% of the CP budget for program administration and evaluation.
An important element of any grant program is adequate evaluation and oversight, 
something that the City lacks existing resources to accomplish.  This 5% set-aside 
would promote transparency and accountability to the public.  The Committee 
recommends that the 5% set-aside be suspended in Year One (FY 2012) of the coming 
funding cycle and that the City’s General Fund would cover these costs. 

� Allocate significant funds in each Strategic Framework Focus Area:  Financial, 
Health, Safety.
Instead of dividing the total funding pool into pre-defined percentages or total amounts 
for each Strategic Framework Focus Area, Goal or Highlighted Result, the Committee 
felt an open approach would promote discretion and flexibility in funding decisions and 
cultivate collaboration across strategic results and goals.  Thus, there is no formula or 
allocation recommended that would limit the amount of funding that could be applied 
to any aspect of the Strategic Framework.  

While the full pool of resources can be allocated with complete discretion within the 
Strategic Framework, the Committee still wishes to see significant investment in each
of the Focus Areas, so that one or two Focus Areas would not be disproportionately 
funded.  The Committee also noted this general principle about the Highlighted Results: 

o The results are intended to represent the universe of possible results 
and meeting a result is necessary but not sufficient to secure funding.  In 
addition, it may be that not all results are satisfied in each funding 
cycle. This allows even greater flexibility in funding decisions as it will not 
be required to force funding into each of the Highlighted Results in each
funding cycle. 

Funding Parameters

The funding parameters apply to both individual program and agency grants and revolve around 
the concept of grant floors and ceilings. This question was undertaken because the City currently 
funds a considerable number of grants (54) of wide-ranging sizes ($765 to $78,728).  A grant 
floor will help reduce program administration costs while amplifying the positive impact of each 
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City grant.  This approach is not new to the City; our CDBG program has a grant floor of 
$10,000.

A grant ceiling, which is proposed to be advisory, is desirable for two reasons.  First, by capping 
the percentage of a program’s total funding that comes from the City, program sustainability is 
enhanced because each program will be encouraged to have a more diversified funding base. 
This ensures that a shift in City funding will not jeopardize or significantly disrupt programs and 
services to the community.  Second, a grant ceiling prevents the City from owning too large of a 
stake in any one program.      

The Committee recommends: 

� A minimum grant of $7,500, which is about 0.75% of the current General Fund CP 
budget.

� As a general principle, there is a preference for grant maximums of:

o 25% of total single agency program funding.  Any program funded by the City 
should not receive more than 25% of its total funding from the City.  

o 50% of total multiple-agency program funding.  This refers to a situation 
where two autonomous agencies collaborate to accomplish a strategic goal or 
result.  To date, this type of collaboration has not occurred. 

o Even though the maximum grant limit is not a requirement, it will be a preference 
in funding decisions.  The Committee recognizes that extraordinary circumstances 
do exist and can justify grants over the advisory funding cap. 

Recommended Funding Cycle and Process

The City currently funds on an annual cycle which is recognized as less than ideal, given the 
funding principle to promote the stability of the safety net.  A funding cycle that is longer in 
duration promotes non-profit program security.  Additionally, a cycle longer than one year also 
reduces program administration demands.   

The Committee recommends: 

� Two-year funding cycle (with second year renewal determined by City Budget) and open 
applications at the end of each cycle. The presumption will be that programs with 
positive evaluation results consistent with the Strategic Framework will be eligible for 
renewed funding. 

� Funding distributed through a process that is clear and transparent 

� Grant-making process that is open and competitive, while emphasizing stability and 
sustainability 

����	
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� Funding awarded through a structured grant application and review process 

� Agencies and collaborative programs receiving funding are expected to provide data to 
support evaluation relative to specific indicators as communicated in the grant 
application.

CONCLUSION:   The foregoing discussion summarized the work of the Committee since 
November 9, 2010.  The next steps in the Strategic Allocation Framework Process include: (1) 
addressing the definition of “Santa Cruz Resident,” which will be taken up in 2010, and (2) 
Phase IV – Program Design and Grant Administration.  The Phase IV discussions, which will 
start early in 2011, involve how the application process, review and decision making, and grant 
internal policies will be revised.

The Committee will continue to work briskly through these subsequent steps.  The City Council 
will be kept informed throughout the process and, where appropriate, recommendations will be 
forwarded for deliberation and affirmation by the City Council. 

FISCAL IMPACT:  None. 

Submitted by: 

Ryan Coonerty 
Vice Mayor and Chair, 
City Council Community Programs Committee 

Attachments:   
FY 2011 Community Programs Funding Summary 
City Council Affirmed CP Committee Work as of November 9, 2010 
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����������������������FY�2011�Social�Services FINAL�Council
��������������������������Program�Budget Approved

�����������������������Agency/Program FY�2011�Funding*
Advocacy,�Inc. 17,692�������������������������������� *Note:�The�total�social�services�budget�was�reduced
Big�Brothers�Big�Sisters 4,286���������������������������������� by�5%�for�FY�2011.
Cabrillo�College�Stroke�Center 18,623��������������������������������
CAB�Immigration�Project 4,212����������������������������������
CAB�Shelter�Project 48,720��������������������������������
California�Grey�Bears 24,329��������������������������������
California�Rural�Legal�Assistance 72,451��������������������������������
Campus�Kids�Connection 6,833����������������������������������
Central�Coast�Center�for�Ind�Living 4,406����������������������������������
Community�Bridges���Child�Devlop�Div 78,728��������������������������������
Community�Bridges���Liftline 17,454��������������������������������
Community�Bridges���LOFRC� 9,444����������������������������������
Community�Bridges���Meals�on�Wheels 25,544��������������������������������
Conflict�Resolution�Center 1,948����������������������������������
Court�Appointed�Special�Advocates 4,296����������������������������������
Dientes�Community�Dental�Clinic 24,535��������������������������������
Emeline�Childcare�Center 5,474����������������������������������
Familia�Center 20,257��������������������������������
Families�in�Transition 11,733��������������������������������
Fam�Svc�Agncy���Counseling�Services 7,121����������������������������������
Fam�Svc�Agncy���I�You�Venture� 3,566����������������������������������
Fam�Svc�Agncy���Senior�Outreach� 5,826����������������������������������
Fam�Svc�Agncy���Suicide�Prevention� 5,551����������������������������������
Homeless�Garden�Project 7,454����������������������������������
Homeless�Svcs�Ctr���Day�Resource�Ctr 44,222��������������������������������
Homeless�Svcs�Ctr���ISSP 11,469��������������������������������
Homeless�Svcs�Ctr���P.�Smith�CH 71,202��������������������������������
Homeless�Svcs�Ctr���Rebele�Fam�Shel 41,222��������������������������������
Neighborhood�Childcare�Center 51,302��������������������������������
New�Life�Community�Services 7,792����������������������������������
Parents�Center 11,734��������������������������������
Planned�Parenthood�Mar�Monte 63,631��������������������������������
SC�AIDS�Project 13,387��������������������������������
SC�Boys�and�Girls�Club 5,037����������������������������������
SC�Barrios�Unidos 16,084��������������������������������
SCCOE�Child�Devlop�Resource�Center 2,917����������������������������������
SC�Toddler�Care�Center 57,672��������������������������������
SC�Women’s�Health�Center 42,904��������������������������������
SC�Comm�Cnslg�Ctr�River�St�Shelter 13,548��������������������������������
SC�Comm�Cnslg�Ctr�Youth�Services 59,030�������������������������������� Agency �Total�FY�2011
Second�Harvest�Food�Bank 37,930�������������������������������� Community�Action�Board 52,932�������������������
Senior�Citizens�Legal�Services 14,889�������������������������������� Community�Bridges 131,170�����������������
Senior�Network�Services 6,181���������������������������������� Family�Service�Agency 22,064�������������������
Seniors�Council���Area�Agency�on�Aging 5,952���������������������������������� Homeless�Services�Center 168,115�����������������
Seniors�Council���Project�SCOUT 2,415���������������������������������� SCCCC 72,578�������������������
Survivors�Healing�Center 3,210���������������������������������� Seniors�Council 8,367���������������������
Vista�Center�for�Blind�Visually�Imprd 765������������������������������������� Volunteer�Center 28,365�������������������
Volunteer�Centers�of�SC�County 21,717�������������������������������� Walnut�Ave�Women's�Ctr 41,584�������������������
Volunteer�Centers����YouthSERVE 6,648����������������������������������
Walnut�Avenue���Family�Support�Services 5,970����������������������������������
Walnut�Avenue���PAT�Childcare�Services 29,644��������������������������������
Walnut�Avenue���Domestic�Violence 5,970����������������������������������
Women’s�Crisis�Support/DdM 43,552��������������������������������
WomenCARE 3,323����������������������������������

����������������������Totals 1,131,802�����������������������

Multi�Program�Agency�Roll�Up

�����
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