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I. Introduction 

 
Communities levy and utilize various tax revenues for an array of reasons, including services 

to citizens, capital improvements, regulations, law enforcement, safety, and economic 

development. The latter is the reason some counties in Florida have chosen to levy a “bed 

tax”.  The collections from the Local Option Tourist Development Tax can be used for a 

variety of activities, including cultural development, all for the purpose of generating new 

economic growth for the county related to tourism.  This economic benefit is derived from 

increased hotel business and traffic in restaurants as well as retail locations, more people 

involved in recreation like golf, ecological experiences and attractions, and higher numbers 

of cultural tourists partaking in heritage activities and filling audiences in theaters and 

museums.  These cultural tourists spend more than the average traveler and stay longer, 

making them a valuable part of any tourism development strategy. 

 

This Cultural Development Implementation Plan, contracted by the Tourist Development 

Council of St. Johns County, focuses on one specific aspect of economic development and 

cultural development: cultural tourism.  This plan examines one “slice” of the cultural 

development “pie” and for that reasons focuses exclusively on priorities, management and 

programs associated with cultural tourism.  General quality of life aspects of arts and culture 

are not examined, although this issue came up frequently during the planning process. 

 

Although not the focus of this plan, one brief digression is important so that the larger picture 

of cultural development is addressed.  Cultural activities and organizations are powerful 

economic drivers through the number of jobs supported and the level of spending resulting 

from the cultural industry.  In St. Johns County, the cultural industry is substantial and the 

opportunities to maximize the economic benefit of these activities are numerous.  Job 

creation should be one part of the cultural development strategy and, to that end, planning for 

the school system’s role in that job creation is a part of the process.  The St. Johns County 

School District has placed an emphasis on arts education, which has helped it become one of 

the top educational systems in the State. Schools are preparing students for careers in the arts 

by providing Centers for the Arts at middle and high school level.  And, studies show that 

even if they do not pursue arts careers, they become better problem solvers and creative 

thinkers, by benefit of the arts.  This plan does not focus on the educated youth from St. 

Johns County, but it does stress the importance of building organizational capacity and jobs. 

If the cultural industry is to serve the tourism industry, some attention should also be given to 

retaining talented young people in the County.  A trained, motivated, and creative workforce 

is necessary for a thriving cultural tourism program.   

  

Having briefly acknowledged the importance of the general benefits associated with arts and 

culture, the focus of this plan is cultural development through tourism, and the planning 

process was embarked upon on January 21, 2010, and a commitment was made by the 

Cultural Industry Committee that guided this planning process and by the consultant to 

expedite the creation of the plan within an aggressive timeline in order to meet County needs 
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and Tourist Development Council processes.  The full plan was designed and written within 

seven weeks.  Approximately three times more people were involved in the planning process 

than originally intended because the input from key stakeholders and decisions makers was 

essential. 

 

This plan addresses who should manage cultural development and why, what programs are 

essential for St. Johns County and how to go about them, detailed recommendations for 

changes to the current programs, financial projections that address the next three years, and a 

timeline that can be used as a roadmap for the coming year. 

 

It is the hope of the members of the Cultural Industry Committee that this very practical and 

detailed plan be used by the County as the guide for the next year to put together a strong, 

efficient, accountable cultural development program that will produce strong economic 

results that will be measurable.  More work is necessary and will continue the positive 

momentum for better management. This plan clearly outlines the key components and the 

detailed steps necessary in the creation of a full cultural development program. 
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II. Background/Environment 
 

As a part of the planning process, the consultant reviewed some recent studies and plans as 

part of an environmental scan.  This information was shared with the Cultural Industry 

Committee.  Included in the review was recent data from the National Endowment for the 

Arts, the Economic Prosperity Study from the Americans for the Arts, and St. Johns 

County’s recent work with PGAV Destinations.  The information contained in these studies 

indicates a few important factors that should be taken into consideration as background for 

this plan. 

 

 

AMERICANS FOR THE ARTS STUDIES 

 Arts and culture are powerful economic drivers. In the United States, the $166.2 
billion in total economic activity in the cultural industry has a significant national 

impact, generating the following: 

o 5.7 million full-time equivalent jobs 

o $104.2 billion in household income 

o $7.9 billion in local government tax revenues 

o $9.1 billion in state government tax revenues 

o $12.6 billion in federal income tax revenues 

 

NATIONAL ENDOWMENT FOR THE ARTS STUDIES 

 The number of artists and arts organizations has grown over the past decade 

o The increase was found both in the non-profit and business sector 

o 2 million working artists, 100,000 non-profit arts organizations, nearly 700,000 

arts businesses  

o Between 1998 and 2008, non-profit arts organizations grew from 73,000 to 

104,000 

 Arts Attendance 

o Nearly half of all adults (112.8 million) report partaking in literature, including 

plays, poetry, novels and short stories   

o This is the most popular arts/culture form based on participation
 
 

o More American adults (56 million) attend parks and historical sites than any other 

arts/cultural experience  

o Arts/crafts fairs and festivals are second most popular, with approximately 55 

million attendees 

 Arts Participation 

o Number of new movies, plays, operas, etc. that premiered each year has grown 

annually since 2004 

o Over 1,100 premieres each year 

o The percentage of Americans personally creating art (making music, drawing, 

etc.) is on the rise 
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o From 2003 to 2008, the percent of Americans creating art rose from 18.5% to 

19.5% 

o The Internet is facilitating this trend in many ways by making it easier for artists 

to disseminate work 

 Arts in the Workforce 

o From 1996-2008, there was a 17% increase in the number of working artists 

o Currently approximately 2.24 million 

o Around 1.5% of the total civilian workforce  

 Funding of the Arts 

o Approximately half of a typical non-profit arts organization’s revenue comes from 

earned income. Remaining income must be raise through private philanthropic 

giving and grants 

o Over the past 10 years:  

o Federal funding of the arts has stayed level 

o State funding of arts has decreased substantially 

o Local arts funding has grown  

o Share of foundation funding for the arts has decreased from 14.8% to 

10.6% 

o Share of corporate funding for the arts has decreased from 10.3% to 4.6% 

 

PGAV DESTINATION MASTER PLAN IN ST. JOHNS COUNTY 

Preliminary reporting stresses the importance of utilizing those aspects of St. Johns County 

that are AUTHENTIC in developing and refining the brand of the destination.  Arts and 

culture are a major part of that brand strategy.  The Plan further details six core competencies 

that drive the visitor experience and should be used in the brand strategy.  The six areas are:  

o Arts/Culture 

o History 

o Family 

o Romance 

o Outdoor 

o Golf 

Clearly, arts and culture are a significant part of the authentic experience for visitors to St. 

Johns County, and arts and cultural assets should be a major part of the planning and 

implementation of the brand strategy.  Working as partners, all three agencies of the TDC 

(VCB, Culture, and Parks) will successfully brand and promote the County as a unique 

destination. 
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III. Planning Process 

 
St. Johns County’s definition of Cultural Development states: “Cultural development is the 

process of supporting and utilizing arts, literary, historical, and cultural organizations  to 

positively impact the experiences of tourists and the quality of life for residents, thereby 

stimulating the economy of St. Johns County. “ 

 

The Cultural Development Implementation Plan was undertaken by St. Johns County as a 

result of a recommendation by the Tourist Development Council Category II Funding Panel 

that was subsequently affirmed by the Tourist Development Council (TDC) Board.  The 

purpose of the plan is to make recommendations on organizational structure and 

programmatic direction for accomplishing the goals of this cultural development plan within 

the Cultural Development definition and Florida Statutes governing uses of the Local Option 

Tourist Development Tax.  The Category II Funding Panel recommended five people to the 

Cultural Industries Committee (Eva Doolitte, Chair, Dick Williams, Philip McDaniel, Sandra 

Parks, and Tommy Bledsoe). This Committee (CIC) guided the process and created the plan 

with the consultant.   

 

 In order to accomplish this task, interviews were conducted with key stakeholders and with 

decision makers.  Combined, over 120 people were involved in interviews, constituent 

meetings, and the planning process.  Many more people were involved than originally 

estimated – about THREE TIMES more individuals were involved. 

 

The content of the comments made by interviewees was remarkably consistent and similar. 

The vast majority of the people interviewed and who participated in constituency meetings 

reflected the following conclusions:  

 The chief management staff and volunteers of the cultural organizations do 
not know one another very well as colleagues and potential collaborators. 

 In aggregate, the level of professional experience managing/administering and 

promoting cultural organizations is relatively low. 

 The quality of the cultural experiences provided by many of the cultural 

organizations is relatively high. 

 There is a perception that cultural activities and the planning required to 

produce cultural experiences are far too dominated by tourism priorities, and 

the question, “What about quality of life?”, came up many times. 

 Often, specific tactics for cultural marketing came up, and in particular, there 

is a strong desire for a central entity to keep one calendar and directory for the 

purposes of planning and promotion.  

 There seems to be a general distrust of those entities and people who “seem to 

be” in control of the decision making related to arts and culture. 

 The cultural industry desires to have a voice and some input into and control 

over the decision-making processes associated with art and culture. 
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 Those involved in the cultural industry wish to have more dialogue, 

communication, and collaboration. 

 When seeking and reviewing currently available local research on arts and 

culture as it relates to tourism (from the TDC), there is no consistency to the 

way research is conducted or the way data is being collected. Furthermore, 

cultural organizations are all collecting data on visitors/audiences differently, 

if at all. 

 Almost EVERYONE who participated in interviews and constituent meetings 

indicated that cultural development needs professional staff in order to 

succeed. 

 The St. Johns Cultural Council is generally viewed positively, as the one 

cultural organization in the County that supports the cultural industry, 

including individual artists and cultural organizations. 

 Artists promote the County individually and passionately through galleries, 

online strategies such as Facebook, websites, Twitter, and through sales of 

their art outside the County. 

 Artists would like to be viewed as and work as “hosts and ambassadors.” 

 Artists suggested measuring the impact of cultural development through sales 

of their art. 

 As a group, artists have good knowledge of and trust in the St. Johns County 

Cultural Council. 

 A minority of people interviewed indicated that the St. Johns County Cultural 

Council “carries baggage” as an institution, due to the perception of some. 

 People generally believe that the Category II grant program is a good program 

to have, but there is a strong belief that the grant program as it currently 

operates is, perhaps, an entitlement program.  

 Almost no one interviewed could describe the current return on the investment 

of bed tax spent on arts and culture. 

 All people interviewed articulated the need to clearly and succinctly record 

the return on the investment in arts and culture. 

 Some individuals, especially those associated with or working within 

government, suggested that the funding should have more meaning and that 

cultural organizations and activities need to be better managed. 

 Some individuals indicated that funded programs must be tied to state laws 

and rules. 

 Most of those involved in tourism indicated that a major shift has occurred 

over the last year, resulting in various groups working well together – 

especially the hospitality industry and the cultural industry. There is a sense 

that culture and hospitality are not competing, but collaborating, and people 

indicated a hope that this collaborative spirit will continue. 

 More transparency and accountability are crucial. 

 Increased and ongoing communication among tourism related activities and 

agencies is necessary and desirable. 
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 The implementation of a newly prioritized and newly managed cultural 

development program should be undertaken with great care and in phases, 

although a general sense of urgency to make changes was communicated 

along with an expectation of profound results, including a high level of 

accountability.  

 Cultural development should be managed by a 501(c)(3) corporation that hires 

professional staff. 

o This organizations needs to represent the cultural industry. 

o The governance should reflect the opinions of the cultural industry. 

o People associated should be apolitical and independent. 

 The St. Johns Cultural Council is a good candidate for the management of 

cultural development. 

 One professional leader should be “out front” for cultural development, and 

repeatedly this person was described as “a strong leader, diplomatic, not afraid 

of ruffling feathers, will do the right thing, an expert in cultural development, 

passionate.” 
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IV. Governance and Management of Cultural Development 

 

In the United States, cities, counties and states have generally chosen one of two basic 

models to lead and manage cultural development activities. One model is the creation of a 

department within local government that manages all cultural development programs and the 

other is to entrust these activities to a non-profit corporation that often manages the 

government’s cultural development work.  The choice between models in St. Johns County is 

clear: the non-profit model will suit this county best. 

 The precedent for this model already exists with the Visitors and Convention Bureau 
(VCB) which is a 501(c)(6).  This organization has been managing tourism marketing 

for 15 years as a non-profit corporation. The hiring of a new Executive Director and a 

newly revised contract with the County are a part of recent changes.   

 The non-profit model lends itself to communities whose constituency groups desire a 
high level of involvement and representation.  For instance, the tourism industry 

(hotels and attractions) requested a high level of autonomy and involvement in the 

work of the VCB.  Similarly, the cultural industry requests a high level of 

involvement with cultural development and a desire for representation in the process 

of prioritizing plans and expending public funding that is allocated to cultural 

development.  One of the best ways to ensure representation of constituency groups is 

to have that constituency represented through the mission, governance, and daily 

operations of the work through a non-profit corporate structure. 

 

As to whether to rely on an existing non-profit in the County for this function or create a new 

one, the CIC recommends entrusting cultural development with the St. Johns County Cultural 

Council.  Three reasons explain this choice: 

 The Cultural Council is already the designated Local Arts Agency for St. Johns 

County (see attached designation documentation). 

 In interviews and constituency meetings, overwhelmingly the Council came up as the 
entity that the cultural industry trusts and already identifies with support for arts and 

culture throughout all regions of the County. 

 The template and basic structure is already in place, and with minimal time and cost, 
this non-profit cultural organization will be ready to manage and execute programs 

quickly. 

 

RECOMMENDATION: Assuming that the St. Johns County Cultural Council is willing to 

take on the responsibility of managing the County’s work in cultural development, St. 

Johns County should develop a contractual relationship with their designated Local Arts 

Agency, the St. Johns County Cultural Council, Inc. to lead and manage all cultural 

development programs. 

 

Several key projects and tasks must be completed in order for the Cultural Council to be 

sufficiently organized to take on the full range of tasks associated with a cultural 

development effort.  Most important among these is the recognition that the current 
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leadership of the Cultural Council must be augmented and changed. This will ensure that the 

Council is the strongest organization possible and that at any inaccurate or negative 

perceptions of the Council are overcome. It is imperative that the Cultural Council serve all 

facets of the cultural industry and fulfill its mission by embracing constituencies and serving 

the community through strong, expert leadership, transparent management, and effective 

programs. 

 

RECOMMENDATIONS- 

Board of Directors of the St. Johns County Cultural Council: 

1. The Cultural Council’s Board of Directors should conduct some Governance 

Training.  No individual is born knowing how a non-profit corporation works or what 

it takes to be a great Board member.  This training is critical to the future success of 

this organization.  As a part of the training, it is recommended that the Council join 

Boardsource, the national association for this type of work. 

2. The Cultural Council must take a look at the Bylaws and Policies of the corporation 

and amend them as needed.  A review of the current bylaws revealed some necessary 

changes that are outlined in the Attachments.  But, for the various governing 

documents of the Cultural Council to be in good working order, a review must be 

conducted by the Cultural Council’s Board of Directors.  This review and the 

revisions should take place as part of the Governance training. 

3. The size of the Board should also be considered and it is recommended that the Board 

consist of 15-21 members.  While some may suggest that this is too large, this range 

in size is recommended because these individuals will sit on a Governing Board, not a 

Managing Board. As a Board they will be actively engaged in long term planning and 

policy making, not in the day to day management of cultural development. Therefore, 

a board of this size will function successfully and also assist in raising private dollars 

for arts and culture, as appropriate and necessary. 

4. Members of the Board of Directors should be leaders in St. Johns County from a wide 

variety of backgrounds and professions: business, tourism, legal, education, financial, 

etc., and the members should be from diverse backgrounds: ethnically and regionally. 

Some consideration should be given to including a representative from the largest 

municipalities. 

5. Members of the Board of Directors should have a list of requirements that are clear 

from the beginning of their terms – expectations that are articulated and agreed to by 

every member.  These Board service requirements should include: regular attendance 

at meetings, participation on at least one committee, an annual charitable contribution 

of defined amount, and being an active and positive ambassador for the cultural 

industry. 

6. Meetings of the Board of Directors should be held 6-8 times per year. 

7. The Standing Committees of the Board should include: Finance, Audit, and 

Governance.  Any and all other tasks should either be the work of the staff of the 

Cultural Council or be conducted through a Task Force whose work has a beginning 

and an end. 
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8. A small number of non-voting ex-officio board member positions should be created: 

representative from the cultural organizations, representative from artists, a TDC 

representative, a County Commissioner, and perhaps a school board representative. 

9. The Board of Directors should be self-generating, not appointed by an outside entity 

or government.  The Governance Committee of the Board will conduct this important 

function, using best practices to guide the process. 

 

RECOMMENDATIONS- 

Management of the St. Johns County Cultural Council: 

1. A full cultural development effort that will reap rewards for the County and produce 

economic benefits requires professional staff.  Over and over the recommendation for 

hiring professional staff was articulated in interviews and meetings.  There is a 

general sense that current efforts related to arts and culture are disparate and 

disorganized, and many identified the lack of any professional staff as the crux of the 

problem. 

2. The first step in putting together the management for cultural development is the 

hiring of a full-time Executive Director. 

3. The Cultural Council will be viewed as the definitive leader for all issues and projects 

related to arts and culture in the County, and so the staff leader, i.e., the Executive 

Director, must have the credentials and experience necessary.  It is recommended that 

a national search be conducted, using a search firm that specializes in executive 

searches in arts and culture, so that the best possible candidate is identified and hired.  

A Task Force for the Search should be formed by the Cultural Council’s Board of 

Directors. This group will guide the search process and make a recommendation to 

the Board on the final candidate. The Task Force should consist of seven people: 

three from the Board of Directors of the Cultural Council, Commissioner Ken Bryan 

(BCC and TDC), Richard Goldman (VCB), Dick Williams (CIC), and Kathy Fleming 

(cultural organization leader). 

4. Other staff should be hired by the new Executive Director.  At least one more full-

time position and one part-time position are needed for grants management, 

marketing, accounting, and administration. (see attached job description) 

5. A contract should be drafted that will outline the work of the Cultural Council as the 

designated Local Arts Agency of the County.  A great model for this contract already 

exists, and it is recommended that the current VCB contract be used as a model.  

Specific cultural development programs and deliverables will be described as 

suggested in the attachment.  A Task Force of the St. Johns County Cultural Council 

should be formed immediately whose job will be to draft and negotiate the contract 

with St. Johns County. 

6. The professional staff described above should only be dedicated to cultural 

development activities that are allowable by state statute and County ordinance 

related to Category II funds.  All other cultural development functions, such as arts 

education, must be funded with another source of revenue, such as private donations, 

grants, earned revenue, or other sources.  The Executive Director should conduct an 

annual review of costs and staff time to ensure adherence to these mandates. 
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7. The Executive Director should embark on a process to create a Five-Year Strategic 

Plan with the Board of Directors. 

8. The Strategic Plan and other major initiatives of the cultural development program 

should be effectively communicated to the constituents served, to government, and to 

the community at large. Transparency builds trust and is imperative to this process. 
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V. Cultural Development Programs 

 
Many models can be found around the nation for cultural development programs, and no two 

efforts are exactly alike.  Cultural development programs should reflect the needs, character, 

and specific goals of that community. St. Johns County has a rich and varied cultural 

industry, and its specific, authentic character should be reflected in the programs and, 

frankly, dictate the programs while also allowing for room to grow and change with time.  

Although no two communities share identical cultural development approaches and 

programs, a few generalizations can be made.  Most include grant programs, promotion and 

marketing programs, services to the cultural industry, and advocacy to decision makers on 

the importance of the arts in funding and policy.  Other cultural development programs 

include art in public places and percent for art programs, arts education programs, artist in 

residence programs, and general arts programming for the public.  This Implementation Plan 

was designed specifically to address cultural development programs related to tourism.  

Therefore, many typical programs will not be addressed in this plan, but we recommend that 

the full complement of cultural development programs be considered in another, more 

thorough Strategic Plan that addresses at least a five year period of time. 

 

RECOMMENDATION: The St. Johns County Cultural Council should create a Five Year 

Strategic Plan in 2011. 

 

Tourism related cultural development programs for St. Johns County should be  

 Cultural Tourism Marketing Program 

 Cultural Tourism Grant Program 

 Services to the Cultural Industry that will ensure that funds are well-spent on 

healthy and thriving programs 

 

Cultural Tourism Marketing 

The goal of a Cultural Tourism Marketing Program is to promote St. Johns County as a 

cultural destination for visitors.  A Marketing Plan should be designed to reach those 

planning their vacation to the area as well as to tourists who arrive in St. Johns County 

without prior planning. The St. Johns County Cultural Council should be the designated 

agency to produce and disseminate information about the cultural assets and activities in St. 

Johns County. The Cultural Council is best suited for this work because they know cultural 

audiences and those things that are drivers to audience decision-making better than any other 

group.  It is imperative, however, that the Marketing Plan detail the ways in which the 

Cultural Council and the cultural industry will work with partners.  Collaborative work with 

the VCB, for instance, is critical to all promotional efforts and especially for all internet-

based programs.  Partnering with the Parks and Leisure division will be beneficial on many 

levels, especially through the Amphitheater whose staff already works closely with a number 

of cultural organizations.  Collaboration with other TDC agencies will lead to more 

efficiency, more profound impact, and effective results. 
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RECOMMENDATION: Annually, the Cultural Council should design a Marketing Plan 

that addresses the following: 

1. Advertising (print, radio, billboards, television, internet-based) 

2. Public Relations – locally, regionally and nationally 

3. Internally produced promotions such as a weekly radio show and monthly television 

show on the cultural activities of the County 

4. Cooperative marketing with other agencies of the TDC as well as cultural 

organizations 

5. Cross promotions with hotels, attractions, and sister agencies 

 

The Cultural Industries Committee discussed many strategies that would be preferable to 

employ soon. Though this list of strategies and tactics is not exhaustive, these concepts come 

out of the ideas generated in the interviews and constituency meetings. 

 

CONCEPTS for inclusion in a Marketing Plan: 

1. In collaboration and cooperation with the VCB, the Cultural Council should create a 

unified brand of the County’s cultural offerings that serve visitors and concentrate 

this kind of advertising/marketing in key markets that are prone to visit St. Johns 

County. 

2. The Cultural Council should implement and manage a Marketing Advisory 

Committee made up of the key management staff of the cultural organizations in the 

County for the purposes of deciding on group collaborative marketing opportunities. 

The Council will manage the cooperative marketing program and cultural 

organizations and activities will be able to opt in. This strategy leverages public 

resources, builds the capacity of the cultural industry, and maximizes impact. 

3. The Cultural Council should design, print, and distribute an annual publication that 

will contain information about arts and cultural events in the county for a one-year 

season. The publication would include listings of programs and maps showing 

locations of cultural events. The publication would also have monthly calendars of 

events. Organizations producing or presenting the events would be responsible for 

submitting program details of their events, while the Cultural Council will become a 

clearing house for coordination for planning and promotion purposes. This program 

will provide a central planning tool for better coordination and less overlap of cultural 

programs. 

4. The Cultural Council should distribute this publication to Florida Welcome Centers, 

St. Johns County Visitor Information Centers, and St. Johns County hotels and 

B&Bs. Preferably, a publication would be in every hotel room.  

5. The Cultural Council will expand their existing website to accommodate a full 

cultural tourism marketing program including searchable calendars, maps, and 

detailed contact and ticketing information.  This website will be the most detailed and 

continually updated information related to arts and culture, with links to the websites 

of all individual arts and culture organizations. The Cultural Council will maintain a 

dedicated, industry-populated listing of events, programs, concerts, festivals, gallery 
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walks, etc. in a one-stop location. Other links should include the VCB, the County, 

the Chambers of Commerce, and many others.   

6. Since 50% of visitors do not know what they are going to do until they arrive at their 

destination (VISIT FLORIDA), AND  99% of people arrive to St. Augustine by car, 

the Cultural Council should utilize billboards at all key entryways into the city and 

direct visitors to the website, iPhone and other mobile applications, and other 

information centers through strong, simple messaging.  

7. Other important gateways to St. Johns County are the airports in Jacksonville and 

Daytona. It might be worth exploring whether tourists landing at these airports would 

find cultural publications worth picking up.  

8. The Cultural Council should manage an ongoing collaborative advertising program 

that encourages participation of the cultural organizations in the County.   

9. Whenever feasible and logical, the Cultural Council should organize and encourage 

cross-promotional programs with tourism partners such as hotels, restaurants, retail 

location, etc. 

 

 

Grants for Cultural Development 

 

It is essential that the Cultural Development Grant Program reflects the definition of cultural 

development adopted by the County and that all planning efforts for the grant program start 

with this definition, which provides the basic criteria to determine which organizations 

qualify to receive grants from Category II funds and which do not.   

 

RECOMMENDATION: In FY 2011, the Cultural Tourism Grant Program will not 

change significantly; no guideline or eligibility revisions to the program are 

recommended due to the lack of time in the regular County budget process.  Currently, 

the staff of the TDC manages the grant program, and this staff management structure 

should remain in place but be augmented by integrating St. Johns County Cultural 

Council leadership into the process in FY 2011.  This will provide for smooth transition 

into FY 2012. 

 

Going forward, major changes to the current Category II grant program are necessary in 

order to augment a return on the investment, heighten transparency and accountability, and 

strengthen the management and structure.  These changes are recommended to take place in 

time to effect the FY 2012 granting cycle.  The St. Johns County Cultural Council will 

manage the process to implement the changes recommended below in time to have the 

revised grant program in place for FY 2012. 

 

RECOMMENDATION:  The Cultural Council should embark upon the work 

necessary to significantly revise the Cultural Tourism Grant Program in order to 

augment a return on the investment, heighten transparency and accountability, and 

strengthen the management and structure in time for the FY 2012 grant cycle. 
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RECOMMENDED Changes to the Cultural Tourism Grant Program: 

 First and foremost, applicants should be limited to those organizations whose core 

mission is arts and/or culture, which means that by their articles of incorporation they 

define themselves as producers or presenters of visual arts, performing arts, or 

programs that are literary, historical, or cultural by their characteristics. 

 In addition to the basic requirement defined above, an applicant for Category II funds 
must have the status of a nonprofit organization, such as 501 (c) (3) and 501 (c) (4). 

 Applicants must be based in St. Johns County, Florida and must substantially operate 
in St. Johns County, Florida. 

 Applicants will only be allowed to apply once per year to this grant program and 

cultural organizations with more than one event per year, such as a museum with 

multiple exhibitions or a performing arts organization with more than one 

performance per year will apply based on the full annual season of cultural events. 

 Municipalities and other government entities are ineligible. 

 Upon meeting all the preliminary conditions, each applicant will be classified as a 
member of one of the following groups: 

o Group 1- established cultural organizations that operate seasonally or year-round 

or provide events or festivals and have been in operation as producers/presenters 

of their mission-defined activities for at least three years. This category will be 

further categorized, and following are initial thoughts on these subcategories: 

 Organizations with annual operating budgets of more than $250,000 

 Organizations with annual operating budgets of $100,000-250,000 

 Organizations with annual operating budgets of less than $100,000 

These budget levels MUST be reviewed by the Cultural Council’s Task Force 

for Grants to ensure usefulness. Budget levels will be reviewed and adjusted 

as needed annually.  Annual Operating budgets will be substantiated by the 

applicant by providing the most recent IRS Form 990 as justification. 

o Group 2- emerging cultural organizations that either have no prior record or have 

a record as a nonprofit organization that has produced or presented their mission-

defined activities for less than three years. 

o Group 3 – on a quarterly basis, applicants can submit eligible grants for an 

“Opportunity Fund” for those cultural activities that do not fall into either of 

Group 1 or 2. This Fund may be most useful in the first 3-5 years of the grant 

program as the changes are phased in and the community adjusts. 

o In FY 2012, available grant funds will be allocated to the three groups, as follows: 

Group 1- 85%, Group 2- 10%, and Group 3- 5%. 

 Established organizations are allowed to apply for no more than 10% of their annual 
operating budget, not to exceed a grant request amount of a pre-defined amount per 

Group.  The details of the allowable request amount will be discussed and decided by 

the Cultural Council’s Grant Task Force. 

 Established organizations are allowed to apply annually as long as they prove to be 

accountable in accordance with the new guidelines and are in compliance with all 

County contractual obligations. 
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 Applicants will be required to submit either an annual audit or a financial report from 

an outside accountant. Thresholds, based on annual operating budget size, must be set 

for whether a full audit is a required.  This requirement will ensure solid financial 

accountability and good management on the part of the grantee. 

 The grant application process, as well as grant application forms, should be simplified 
so that they are easy to understand for the applicants and easy to review for the 

Category II Funding Panel.  Different guidelines and application forms must be 

developed for each group.  

 The primary use of the Category II grants will be to support cultural activities and 
improve cultural programming that attract and serve visitors, in accordance with state 

statute and County ordinances. The main objective of Category II Grants is to 

contribute to the Cultural Development of St. Johns County. 

 Category II Grants are not allowed to be used for capital improvements, re-granting to 

a third party, or for the benefit of any entity outside St. Johns County. 

 Category II grants will be evaluated based on the merits of an application and the 
applicant’s compliance with the clearly defined criteria.   

 Scoring criteria for the Funding Panel will be designed to emphasize cultural 
excellence, impact of the promotional plans, financial and organizational stability, 

and accountability. 

 Grant applications will be reviewed by Cultural Council staff for eligibility and grant 
recommendations will be made by the Funding Panel. The Funding Panel will be 

made up of seven individuals recommended by the Cultural Council’s Board of 

Directors and approved by the TDC.  The Funding Panel will consist of seven 

members who will each serve a one year term, renewable up to three times.  One 

appointee of the TDC, one appointee from the VCB, and some consideration for 

regional diversity are recommended for the members appointed.  Staff of the Cultural 

Council will not serve on the Funding Panel. 

 Guidelines for reporting to the Cultural Council and Rules of Accountability for the 

grantees will be proposed by the Cultural Council’s Grant Task Force.  They will 

become an important part of the post-application process for all grantees, who will be 

held accountable for providing required reports by due dates. The grantees’ 

compliance with the post-application requirements will be considered at the time of 

their future grant applications.  A final report that details quantitative data that 

supports a return on the investment will be part of the requirements (i.e.- audience 

numbers, data from surveying). 

 

RECOMMENDATION: The Cultural Council Grant Task Force will be deployed to use 

the grant program recommendations in this plan to write new grant program guidelines 

and application materials. 

 

These recommendations will, without a doubt, result in some current grantees no longer 

being eligible.  It is not the intent of the CIC or this plan to eliminate worthy cultural 

activities that have or will have real tourism economic impact from receiving public County 

funding as an investment for their success.  However, not all cultural activities can 
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appropriately fit into this grant program.  Therefore, it is recommended that the TDC 

consider a new grant program that is funded by bed tax revenues that are allocated “off the 

top” of all TDC funding categories.  This grant fund could, in the future, be used to invest in 

events associated with the 450
th

 Anniversary of the Founding of St. Augustine, events of a 

variety of types, and tourism-related activities that will have extraordinary impact but do not 

fit any other grant program. 

 

Cultural activities that are not eligible based on the above described criteria, including those 

currently funded by the Category II grant program, should be considered for grants from 

another source of government funds. It is recommended that the County consider funding a 

new grant program for worthy cultural activities that are not tourism related but that serve an 

important quality of life purpose.  Many counties provide such grants from general revenue 

or other dedicated sources. 

 

RECOMMENDATION: County leadership should consider initiating new grant programs 

from a variety of revenue sources to fund worthy cultural activities that are not eligible for 

the cultural development grant program. 

 

 

 

Services to the Cultural Industry 

 

One point became very clear in the constituent meetings with cultural organization 

executives and with artists: these members of the cultural industry do not know one another 

very well professionally and for the purposes of collaboration.  A critical component to any 

cultural development program is providing opportunities for networking and collaboration 

among leaders, staff, and individuals associated with the cultural industry.  The reason to 

create a full program dedicated to training and technical assistance is so that the community 

reaps the benefits of a cultural industry that is led and managed by top professionals who are 

well-trained in their fields and aware of the latest trends and best practices.  If the capacity of 

the organizations and individuals responsible for cultural development is raised, the 

economic benefits to the community will be greater.  Bed tax funds should be used for these 

purposes because the modest investment necessary to implement these recommendations will 

reap greater rewards. 

 

RECOMMENDATIONS: 

1. Create a thorough and definitive database of the members of the cultural industry 

with all contact information. This database will be used for constant and regular 

communication.  The Cultural Council should be the definitive leader and convener 

of all individuals in the county who are associated with arts and culture. 

2. Conduct a survey of the members of the cultural industry to discern what training and 

technical assistance is most needed in the coming year. 

3. Create a Cultural Leader Forum. Members will be all senior staff members (paid and 

volunteer) of all non-profit cultural organizations in the County.  This group should 
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meet monthly for 1-1 ½ hour with time to meet one another, discuss the programs 

they offer, and receive training on a topic important to the management of a cultural 

organization. Training might include fundraising, marketing, grant writing, 

leadership, governance, or planning.  Speakers presenting to the group should be 

knowledgeable and well-spoken.  Consultants are a great pool, as are other cultural 

professionals.  One of the senior staffers from a tourism partner (i.e. the VCB or 

Parks and Recreation) or a cultural organization can lead these programs.  The costs 

are modest and the goal is to provide ongoing, consistent programs each month that 

people see value in attending. 

4. Conduct an election of the Cultural Leader Forum for a single Chair and a Single 

Vice- Chair. These individuals should be strong leaders, those people who their peers 

will respect.  The Chair should serve on the Board of Directors of the Cultural 

Council as an ex-officio non-voting member.  Term of service for the Chair is one 

year, renewable once. 

5. Develop and conduct a series of four quarterly intense workshops for the cultural 

industry, aimed at the leadership management staff of the cultural organizations.  

Topics recommended: Governance 101 for a Nonprofit Organization, Setting up a 

Full Fundraising Program, Cultural Tourism Marketing – Making a Plan, and one 

other topic that is indentified from the survey mentioned above.  These should be half 

day workshops conducted by inspiring and accomplished professionals in these areas. 
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VI. Return on Investment and Measuring Success 
 

The reason that communities dedicate bed tax revenues to programs such as marketing and 

promotion, event development, and grants is to produce an economic return on the 

investment of those taxes on our visitors.  This same philosophy and reasoning is true for 

cultural development.  Bed tax funds should be spent to generate economic benefits for St. 

Johns County and a strong system of reporting on the return on the investment is important to 

set up from the beginning. 

 

RECOMMENDATIONS: 

Form a Task Force for Measuring Success.  No more than five (5) individuals should sit on 

this task force to discuss the goals of the Cultural Development Program and define a matrix 

for measuring success.  This Task Force should consider the following strategies for 

measurement: 

a. An Audience Survey.  This is a survey conducted by each grant recipient (a 

requirement of receiving a grant) of their audiences and will capture 

information on a number of important issues, such as, where audiences come 

from, how much they spend while in St. Johns County, how many stayed in a 

hotel and for how long, and level of satisfaction.  A requirement of the grant 

program for any recipient, this survey will be conducted once each year by 

each recipient (this language is too vague and the Cultural Council will 

manage the process and combine the data once each year. The data and 

conclusions drawn from the data will be reported to the TDC annually and 

each grantee will have their own individual report that will assist them in their 

own decision-making and management.  This complex surveying program is 

probably best executed with some help from a private surveying company. 

The Council should go through a selection process to find the best company 

for the job. 

b. The Economic Prosperity Study conducted by the Americans for the Arts 

every 3-4 years. The Cultural Council, as a member of AFTA, can be a 

participant in this valuable economic impact study that is conducted 

throughout the United States. St. Johns County will be compared to other 

similarly sized locations and can benchmark their statistics to other similar 

areas of the US. 

c. Capturing Leads.  Through the marketing program  developed by the Cultural 

Council,, selected advertising programs should be connected to a system of 

capturing and responding to leads. Counting the number of concrete leads 

generated from promotions placed by the Cultural Council will help gauge the 

success of the marketing program. 

d. Online Visitors. Counting the number of visitors to the Cultural Council’s 

website, especially those pages dedicated to calendars and maps, will give the 

Council feedback on how successfully they are promoting cultural activities in 

St. Johns County.  
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VII. Financial Projections 

 
In the Spring and Summer of 2009, changes began to be implemented within the Tourist 

Development Council and its agencies due to:  

 Need for improved structure,  

 Desire for better governance,  

 The creation of stronger programs,  

 Community requirement for more transparency,  

 A perceived lack of accountability, and 

 The need for greater cooperation among the three categories and tourism industry 
stakeholders.  

 

Prior to early 2009, the management structure of the TDC was based on a model created in 

the mid-1990s, defined by the following characteristics: a single manager approach with one 

director overseeing and managing two of the agencies and the TDC itself. This staff reported 

directly to the county administrator, with advisory constituency groups, rather than strong 

governing entities, for each industry. The Director served as the legal/accounting oversight 

director and as the industry’s Advertising and Marketing expert, as well as the Cultural 

Programs Development and Grants manager (Cat II Director Role).  While the model may 

have been “effective and efficient” when the budget of the TDC was in the funding range of 

the $1-2 million range (in the mid – late 1990’s), at some point the responsibilities became 

such that one person simply could not manage the time commitments to effectively manage 

all four jobs at once.   Further, over time, many who served on the three boards (TDC, VCB 

and Cat II) felt disenfranchised.  This led to varying levels of frustration in multiple areas of 

the tourism industry. The result was “Tourism Industry’s Call for Change” that took place in 

the spring/summer of 2009 and the corresponding reorganization by the BCC of the TDC and 

its operations.  

 

Since the mid-1990’s, the Category II Grants Program had remained mostly unchanged.  

Over time, the program lost its ability, in any measurable way, to cultivate and develop 

strong, branded programs that attract and serve visitors and local audiences. 

  

The “multi-hat” management system of a single director had run into problems and  become 

less effective over time, since one person, neither trained in the cultural development field 

nor able to dedicate 100% of their time to a single category, could neither develop and 

nurture new cultural development programs nor promote or account for their effectiveness.  

Another major problem was that Category II grants panels operated without constituency-

based management, and therefore, in a bit of a vacuum. The panel met (basically) once a 

year, reviewing nearly 100 applications in a single marathon review session. Few 

connections occurred between the applicants, programs, events, or tourism industry 

stakeholders. More often than not, small community organizations, some cultural in nature, 

many not, were simply looking for a source of funds to develop fund raising events to 

generate operating revenues, masking them as “cultural events”. Further, there were missed 
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opportunities between any co-op advertising, marketing, or collaborative promotion, since 

everything tended to operate in silos, amidst a culture of isolation.  

 

After a series of meetings and workshops last summer among tourism / cultural leadership, 

BCC members, the County Administrator, and the County Attorney, it was agreed that the 

TDC reorganization would include the following changes:  

1) Re-appointments / new appointments to the TDC Board  

2) Elimination of multi-hat role by a single TDC/VCB/Cat II Manager  

3) Placing the responsibility and accountability to manage and run the operations at the 

individual category levels   

4) Allowing the VCB Board to hire and oversee the management of the advertising 

operations for tourism promotion  

5) Independent management of the Cultural Development Category (Cat II) similar in 

structure to Category I, (501(c)(3) corporation and operating under a county contract  

6) County Department of Parks & Recreation continuing to manage Leisure & 

Recreation Development (Cat III) 

7) Encouraging and fostering working relationships, cooperation, efficiencies, and trust 

between the three managing categories    

 

 

 

A NEW APPROACH TO CULTURAL DEVELOPMENT  

A Cultural Development Program will improve conditions for economic growth by providing 

funds and support services to arts and culture based projects that will generate tourist 

expenditures and positively impact local, regional, or statewide economies.  A professionally 

managed system will achieve the goals set by the Board of County Commissioners, the 

County Administrator, and leadership of the TDC.  

 

The proposed 2011-13 budget for Cultural Development allows for investment in three 

separate areas:  

1) Cultural Development and Programs Management  

2) Marketing and Promotional Plans / Brand Promotion  

3) Establishment and Oversight of a Multi-tiered Grants Program 

 

RECOMMENDATION: Create a three-year phased financial plan,  starting with the 

hiring of a full time Executive Director who will lead, manage, oversee, account for, and 

grow Cultural Development. 

. 

An Executive Director, supported by one full-time and one part-time staff person (phased in 

over two years) will work to achieve the primary initiatives, which are to:  

1) Review and recommend grants, through a process utilizing a Cat II Funding Panel, to 

the TDC for the cultural development of St. Johns County. Programs will be designed 

to attract and serve leisure visitors, as well as enhance the experience of our 

convention attendees;  
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2) Assist in developing qualified, existing programs/events; incubate the development of 

new programs that will support and grow the county’s multiple tourism destinations;  

3) Coordinate and oversee the most effective / efficient promotion of events and 

programs, qualification not necessary; 

4) Develop and implement effective measurement tools to track the results of all 

expenditures;  

5) Develop and recommend to the TDC an annual marketing plan that will support and 

develop the grants programs as well as the cultural / heritage aspects of the county’s 

different destinations; 

6) Establish and manage a unified cultural calendar for grants and promotion;   

7) Coordinate appropriate activities with managing directors of Categories I and III;  

8) Attend TDC meetings and make regular, results-oriented reports on activities relating 

the Cultural Development;  

9) Prepare annual budgets of anticipated revenues and expenditures and submit to the 

TDC for consideration and recommendation to BCC.  

 

 

COMMENTS on the spreadsheet: 

The 2011 budget will see a one-time windfall and will be unusually large for two reasons:  

1) Correction of category reserves and  

2)  The four-months accumulated revenue for additional LOTDT levy of 4
th

 cent starting 

in April of 2010.  

 

Forecasts indicate that between the adjustment to the category reserves (5% on top of 2% for 

tax collector and 5% state mandate), as well as the four month collection in this fiscal year 

(which will further build up reserves), Cultural Development will see a one-time infusion of 

about $435,000. 

 

This number, combined with the expected revenues of the 30% of Pennies # 1 and 2 of the 

LOTDT, less reserves and collection fees, will result in revenues of approximately $1.25 

million, which is approximately $400,000 larger than usual.  This will allow for the 

immediate development and implementation of a strong cultural management team, initiate 

the marketing program, and create a healthy reserve going forward.   

 

Financial projections take this first year’s excess into account, and expenses for management 

and programs are grown prudently and with a phased-in approach.  The intent of this three-

year plan is to start FY 2011 with the hiring of the Executive Director and the planning 

necessary for the creation of a successful Cultural Development program.  In FY 2012, all 

Grant Program changes will take effect and the marketing program will begin in earnest.  In 

FY 2012 and FY 2013, emphasis will be on measuring the effectiveness of the FY 2011 

grants and marketing initiatives, adjust accordingly, and look for new opportunities for 

increasing promotional activities and partnerships among tourism agencies and tourism 

stakeholders.   
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Although not detailed in the attached spreadsheet because FY 2010 was not examined, this 

plan indicates and describes detailed work that must take place during FY 2010.  Costs 

associated with the work detailed in this plan include the search for the Executive Director, 

governance training, drafting the grant guidelines and applications, and some other planning 

work. 

 

RECOMMENDATION: The TDC consider allocating some Category II revenues in FY 

2010 to complete the work detailed in this plan, especially in the areas of executive search, 

governance training, and grant guidelines and applications. 
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VIII. Timeline 
 

 April – October, 2010   

o Form Search Committee for the Executive Director of the Cultural Council, 

hire Search Firm, conduct search and hire the best candidate 

o Cultural Council conducts Governance Training and follows through on 

Governance recommendations, such as Bylaw review and editing, policy 

updates, recruitment of new members, etc. 

o Cultural Council drafts and negotiates contract with St. Johns County 

o Cultural Council submits FY 2011 budget for approval 

o GRANTS for FY 2011 remain the same and are managed by TDC staff with 

involvement from Cultural Council leadership 

 

 October – December, 2010  

o New Executive Director in place 

o Executive Director hires other staff as described  

o Embarks on Strategic Planning 

o Starts work on a Marketing Plan 

o Adopt measurement tools and strategies 

o Hold first meetings of the Cultural Leader Forum  

 

 January – March, 2011 

o Strategic Plan complete 

o New grant guidelines and application released 

o Marketing plan first draft completed and work with VCB and others is started 

o Cultural Council board recruitment complete 

o Marketing Plan presented to the TDC 

 

 April – June, 2011 

o Grant panels meet to review and make recommendations for funding 

o Grant recommendations for FY 2012 submitted to the TDC for approval 

o First advertisements and public relations activities executed 

o First in series of quarterly training is started 
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IX. Attachments 
 

1. List of interviews and meetings 

a. Individual meetings 

b. Meeting of cultural organizations 

c. Meeting of artists 

2. Local Arts Agency designation documentation 

3. Job Description 

4. Draft contract 

5. Bylaws of St. Johns County Cultural Council 

6. Promotional materials gathered in St. Johns County 

 

 




