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SUBJECT

A briefing from 4Culture staff to present 4Culture's 2024 Annual Report and to receive feedback on the draft Evaluation Framework for the Doors Open program.

SUMMARY

King County’s arts and heritage programs are administered by 4Culture, which was established by the Council in 2002 as King County’s cultural public development authority.[footnoteRef:1] Dedicated lodging tax revenues are allocated to 4Culture to administer and distribute to local cultural programs. 4Culture also administers the Doors Open cultural access program that is funded by the cultural access sales tax which began in 2024. Finally, 4Culture oversees King County’s 1% for Art program which is funded by County capital projects. [1:  Ordinance 14482, K.C.C. 2.49 [LINK]] 


The King County Code requires 4Culture to submit an annual report that summarizes the organization's significant accomplishments and financial information to the Executive and the County Council. The Code also requires 4Culture to meet with the Committee of the Whole to brief the annual report.[footnoteRef:2]  [2:  K.C.C. 2.49.160 [LINK]] 


The Doors Open Implementation Plan, first adopted by the Council in November 2024, required that the 2024 Annual Report also include the draft Evaluation Framework that will be used to measure the impact of the Doors Open Program with the goal of allowing the King County Council to provide feedback on development of the Evaluation Framework.[footnoteRef:3] The Evaluation Framework summarizes the theory of change model that 4Culture has developed to connect the financial support provided to cultural organizations to the outcomes desired by the Doors Open ordinance. The Framework also provides an overview of the types of performance measures to be used and the timeline for when data will be available.      [3:  Ordinance 19868 enacted December 9, 2024. [LINK]] 


BACKGROUND 

4Culture’s History, Funding and Programs. The King County Council created 4Culture, King County’s cultural public development authority, in 2002 through Ordinance 14482 in order "to support, advocate for and preserve the cultural resources of the region in a manner that fosters excellence, vitality and diversity." 4Culture is governed by a fifteen-member Board of Directors, who are nominated by either the Executive or the Council and then confirmed by the Council.  

4Culture’s name was derived from its four original cultural programs. A fifth cultural program was added through the Doors Open Program in 2024, but 4Culture retained its name. The cultural programs include:
· 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 for new capital construction projects.
· Science and Technology.  This fifth cultural area was added through the Doors Open Program. 4Culture provides capital and operating support to eligible organizations that have an explicit focus on science or technology. 

4Culture Reporting Requirements. Under King County Code (K.C.C.) 2.49.160, 4Culture must submit an annual report to the Executive and the Council by April 15th of each year that contains the following information:

· A summary of significant accomplishments;
· An updated estimate of expenditures for the current fiscal year;
· A summary of cultural programs, public art projects, and all other projects and activities to be undertaken during the current year; and
· Other information as may be required in the charter of the authority.

Additionally, the County Code also requires 4Culture to meet with the 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. 

Doors Open Program.  In December 2023, the Council established the King County Doors Open Program to support cultural organizations. Doors Open is funded through a one-tenth of one percent (0.1%) sales and use tax imposed by the County for seven years beginning in April 2024 and ending in March 2031.[footnoteRef:4] The total revenues collected for the program are forecasted to be approximately $727 million for all seven years (approximately $104 million per year on average).[footnoteRef:5]  [4:  Ordinance 19710, enacted December 18, 2023. [LINK]]  [5:  King County Office of Economic and Financial Analysis's July 2025 forecast [LINK] ] 


Doors Open Implementation Plan.  Ordinance 19710, which established the Doors Open Program, also required the development of the Doors Open Implementation Plan. The Doors Open Implementation Plan was required to include 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 details about a required Doors Open program assessment report.

The Doors Open assessment report called for by Ordinance 19710 would specifically address the effectiveness of the program funding in:

· Expanding cultural organizations' operations, offers of discounted and free 
admission, and 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 many segments of the county 
population;
· Fostering the creation and development of new cultural organizations 
throughout King County, reducing geographic barriers and ensuring that residents have improved access to cultural organization resources; and
· Supporting the growth and development of cultural centers throughout King 
County to promote healthy and vibrant communities.

Ordinance 19710 also required that the future assessment report include:

· An overview of evaluation personnel, methodology, and practices;
· Funding distribution data by council district and Zip Code;
· Planned vs actuals for program allocations, year past and year ahead;
· Data and findings on public benefit outcomes for King County residents;
· Data and findings on Public School Cultural Access Program, broken down by council district and Zip Code, and by percentage of schools eligible for Doors Open transportation funding. 
· Data and findings on cultural organizations located in and serving Communities of Opportunity.
· Data and findings on capacity building and growth for cultural organizations located and serving communities outside of Seattle.
· Recommendations for future improvements or changes to Doors Open Program processes, criteria, and reporting requirements.

The assessment report is planned to be delivered in 2029. 

Evaluation Framework.  In order to produce an assessment report that addresses the requirements of the Doors Open legislation and Implementation Plan, 4Culture provided in the Implementation Plan that they had already hired an Evaluation Manager who would work "with community partners to develop a Doors Open Program results-based accountability evaluation framework."[footnoteRef:6] In addition to addressing the effectiveness of the program funding identified above, the Evaluation Framework represented in the Implementation Plan would  describe how measures of geographic diversity, including Zip Code, will be used to inform program success. The Implementation Plan also called for 4Culture to recommend a strategic approach to improve the ability of local arts organizations and 4Culture to collect demographic and geographic origin data on program participants. [6:  Page 52, Attachment B to Ordinance 19868, enacted December 9, 2024. [LINK]] 


The Doors Open Implementation Plan additionally required that the 2024 Annual Report include the draft Evaluation Framework that will be used to measure the impact of the Doors Open Program with the goal of allowing the Council to provide feedback on development of the Evaluation Framework. The draft Evaluation Framework and Evaluation Plan are included as Attachments 3 and 4.[footnoteRef:7] The Evaluation Framework fulfills the Implementation Plan requirement but 4Culture also provided the accompanying Evaluation Plan that offers additional detail about how the evaluation strategy will be implemented. 4Culture has expressed that both documents are working documents that will evolve as 4Culture receives feedback and refines the Evaluation Plan.  [7:  The versions of the Evaluation Framework and Plan included in the packet were provided by 4Culture on August 18, 2025. These versions have technical edits to correct typos that were in the versions originally transmitted with the Annual Report. The original versions of the documents are available under File # 2025-RPT0039. [LINK]] 


ANALYSIS

2024 Annual Report. 4Culture's 2024 Annual Report, transmitted to the Council in April 2025, highlights the significant accomplishments from 2024 and provides an estimate of expenditures from that year as required by the County Code. The highlights include the creation of the Doors Open Implementation Plan, which was approved by the Council in November 2024,[footnoteRef:8] and the announcement of the first round of Doors Open funding, which would provide more than $165 million to over 700 cultural organizations. As required by the Doors Open Implementation Plan, the Annual Report also provides a geographic breakdown of the Doors Open applications and awards by Council District, Zip Code, and city. The following tables summarize the application and awards by Council District.  [8:  Ordinance 19868, enacted December 9, 2024. [LINK]] 

Table 1.
2024 Doors Open Facilities Applications and Awards by Council District 

	Council District
	Total Applicants
	Total Grant Awards
	Total Funding

	1
	4
	4
	$1.4M

	2
	30
	18
	$9.7M

	3
	9
	8
	$2.4M

	4
	24
	10
	$3.8M

	5
	8
	5
	$1.6M

	6
	6
	3
	$520,000

	7
	6
	4
	$750,000

	8
	42
	26
	$11.6M

	9
	6
	5
	$1.1M

	Totals
	135
	83
	$32.9M



Table 2.
2024 Doors Open Sustained Support Applications and Awards by Council District 

	Council District
	Total Applicants
	Total Grant Awards
	Total Funding

	1
	50
	48
	$1.4M

	2
	102
	100
	$5.7M

	3
	42
	42
	$1.6M

	4
	116
	115
	$8.1M

	5
	35
	34
	$1.4M

	6
	46
	45
	$2.1M

	7
	18
	18
	$900,000

	8
	165
	162
	$11.1M

	9
	22
	22
	$529,000

	Totals
	596
	586
	$32.83M



Overall, the report shows that 4Culture expended approximately $21.6 million for all programs and services and collected $92.6 million in revenues in 2024. The timing of Doors Open funds being collected in 2024 but awarded in 2025 is largely responsible for this difference between higher revenues and lower expenditures. 4Culture's total estimated ending Fund Balances were $112.8 million in 2024.

The annual report also provides a summary of projects and activities planned for 2025. These include:
· Installing new public art projects throughout the County;
· Developing the Evaluation Plan for the Doors Open program;
· Engaging with the community and recently funded cultural organizations;
· Opening the Doors Open Launch grant program to provide operating support and capacity building support services;
· Creating the Network of Support program's roster of coaches, mentors, and consultants who will provide as-needed support services to Doors Open awardees;
· Expanding the Public Free Access program and the Building for Equity facilities program; and
· Launching the Public School Cultural Access Program by creating the roster that will connect schools and cultural organizations, piloting the transportation program, and running a three-year grant program to fund these activities.

Evaluation Framework. The Evaluation Framework (Attachment 3) is the document required by the Doors Open Implementation Plan. It is the shorter and more summarized document when compared to the Evaluation Plan (Attachment 4). 4Culture staff indicated that they provided the Evaluation Plan for additional context but will focus on collecting feedback on the Evaluation Framework at the August 26th Committee of the Whole meeting. 

Evaluation Principles. The Evaluation Framework provides an overview of 4Culture’s organizational mission, vision, and values, as well as the principles the organization has identified for the evaluation process. These principles include: 

· Evaluation should focus on building evidence related to the Doors Open Theory of Change and the responsible management of public funds;
· Evaluation should align with the 4Culture’s mission, vision, and values;
· Evaluation should balance respondent burden with the need to collect data and should attend to equity by matching requests to respondent capacity;
· Evaluation capacity should be developed across the entire cultural sector; and
· 4Culture will seek to provide technical assistance, provide resources for participating in evaluation activities, and share results back to respondents. 

Theory of Change. The Evaluation Framework presents a theory of change, which is shown below in Figure 1, to demonstrate how the public investments made through the Doors Open Program could lead to the effectiveness outcomes identified in the Doors Open Ordinance. A theory of change is a model that shows how actions and strategies result in the desired outcomes and impacts. The tool can be used for planning, implementation, and evaluation.[footnoteRef:9] [9:  “Developing a Theory of Change,” The Annie E. Casey Foundation. LINK]] 


This particular theory of change begins with the financial support that 4Culture provides to cultural organizations. The financial support, which 4Culture allocates through the Doors Open Implementation Plan and guided by their organizational mission, vision, and values, enables the cultural organizations that receive those funds to have better organizational stability, expanded offerings to the community, and a greater organizational focus on equity, inclusion, and access. At the same time, the financial support would result in the County having more cultural facilities, new and more cultural organizations, and stronger connections between cultural organizations and K-12 public schools. Additionally, County residents would have expanded access to cultural programming, including more free and low-cost experiences, and cultural experiences would be more relevant and accessible to all people. The result of all these outcomes is that Doors Open programming should produce “an inclusive, engaged, and healthy community supported by a robust arts and cultural ecosystem.”  

Figure 1.
Doors Open Program Theory of Change
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Assessment and Measurement. To produce the required Doors Open Assessment Report and to determine if this theory of change model is accurate, the Evaluation Framework proposes to assess each of the six individual Doors Open programs as well as the collective impact of the Doors Open funding. The Evaluation Framework also proposes to measure results at three levels. 

The first level of measurement is monitoring and compliance. The measures for monitoring and compliance would describe adherence to the Doors Open ordinance and Implementation Plan. The measures would compare funding allocations according to the ordinance requirements, report on deadlines and milestones met, and also provide the number and percentage of grantees that provided the required general public benefit and either the equity or geographic inclusion benefit. 

The second level of measurement would focus on program performance and use measures that describe the quality of program implementation that are tailored to the primary objectives for each of the six Doors Open programs. These measures are described in greater detail in the Evaluation Plan (Attachment 4). 

The collective success of the Doors Open Program would be measured using the impact measures, the third level of measurement, against the four-part success definition in the Doors Open Ordinance. This success definition centered on expanded access to cultural experiences for residents and public school students and the health and strength of the organizations in the cultural sector. In order to measure impact, 4Cullture’s evaluation would utilize a mix of methods and data sources like surveys, interviews, program data, and geographic information systems (GIS). 

Timeline.  The Evaluation Framework indicates that monitoring and compliance data, which describes how well 4Culture adheres to the requirements of the Doors Open ordinance and Implementation Plan, will be available each year from 2025 through the full Doors Open Assessment in 2029. The program performance data, which describes the implementation of specific Doors Open Programs, would be limited in 2025 to the 2024 capital and operating support programs but would have the full six Doors Open Programs in subsequent years. Finally, the impact data, which would describe the collective benefit of Doors Open, would have a baseline established in 2026 and the full assessment report on impact would be provided in 2029. According to the Implementation Plan, 4Culture’s annual reports, beginning with the 2025 report (which will be transmitted in 2026), will also include progress reports measuring the Doors Open Program impact.

Geographic and Demographic Data. The Implementation Plan also required the Evaluation Framework to describe how measures of geographic diversity, including Zip Code, will be used to inform program success. The Implementation Plan also called for 4Culture to recommend a strategic approach to improve the ability of local arts organizations and 4Culture to collect demographic and geographic origin data on program participants. 4Culture has indicated that geographic diversity will be measured by Zip Code, Council District, and inside or outside of Seattle, as required by the Implementation Plan. The strategic approach to collecting program participant data is still in development. 4Culture staff indicated that participant data collection is not standardized across the cultural sector and collection can be burdensome, especially for small, all-volunteer organizations. 4Culture is considering a template and technical assistance in response but they continue to learn from cultural organizations about what tools would both match organizational capacity and yield high quality data. 

Brian Carter, 4Culture's Executive Director, and 4Culture staff will provide a more detailed presentation on the 2024 Annual Report and the Evaluation Framework at the August 26th Committee of the Whole meeting. 
      
INVITED

· Brian Carter, Executive Director, 4Culture
· Calandra Childers, Director of Program Strategy and Impact, 4Culture
· Claire Miccio, Senior Government Relations Manager, 4Culture

ATTACHMENTS

1. 4Culture PowerPoint Presentation
1. 4Culture 2024 Annual Report
1. Doors Open Evaluation Framework
1. Doors Open Evaluation Plan
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