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Artist Selection Process Guide 
For Small Municipalities 

This guide is designed for townships and boroughs where traditional artist 
selection approaches may not work. In communities with populations 
under 5,000, the standard advice to use blind review panels of 5-7 people 
often meets reality head-on: everyone knows everyone, most artists' work is 
recognizable at a glance, and finding more than three or four willing 
committee members can be a challenge in itself. 

The solution is not to abandon process integrity. Rather, it is to adapt 
processes that replace anonymity with transparency and small numbers 
with careful documentation. A fair selection in a small community depends 
less on hiding identities and more on making decisions openly, applying 
criteria consistently, and inviting outside perspective when needed. 

Related Resource: For guidance on compensating artists for design work 
during the selection process, including recommended stipend amounts and 
intellectual property considerations, see the Artist Compensation Guide. 

The Small Municipality Challenge 

Why Process Still Matters 
Even in communities where everyone knows each other, clear processes serve 
important purposes: 

•​ They protect elected officials and committee members from accusations 
of favoritism. 

•​ They give artists confidence that their work will be judged fairly. 

•​ They create a public record that answers questions before they become 
complaints. 

•​ They help the community understand how decisions were made. 
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Guiding Principles for Small Community Selection 
When anonymity is not possible, these principles take its place: 

1.​ Transparency Over Anonymity: If reviewers will recognize applicants 
anyway, document that reality. Record which relationships exist and how 
they were handled. A disclosed relationship managed openly is better 
than a pretend-blind process. 

2.​ Consistent Criteria Applied Publicly: Use the same scoring rubric for 
every applicant. Share the criteria with applicants before they apply. 
Make final scores available upon request. 

3.​ Outside Perspective: Include at least one reviewer from outside your 
immediate community. This person brings fresh eyes and helps validate 
that local relationships did not drive the decision. 

4.​ Written Justification: Document why the selected artist scored highest. 
A brief paragraph explaining the decision provides accountability and 
answers future questions. 

5.​ Respect for Artists: Even in a small-scale process, treat artists as 
professionals. This includes: 

●​ Not asking for detailed, site-specific designs without compensation 

●​ Providing clear information about intellectual property ownership in 
the call for artists 

●​ Offering feedback to applicants upon request 

●​ Paying design stipends to finalists who develop concepts beyond 
their portfolio materials 

●​ Never using design ideas from unselected proposals without the 
artist's written consent and appropriate compensation 

For detailed guidance on when and how to compensate artists during the 
selection process, see the Artist Compensation Guide. 

Compensating Artists for Design Work 
Artists' ideas and concepts represent intellectual labor. When the selection process 
moves beyond reviewing existing portfolios and asks artists to create new 
work—such as site-specific sketches, concept proposals, or design 
presentations—fair compensation is required. 

When Compensation Is Required: 

●​ When artists are asked to develop site-specific concepts or designs 

●​ When artists are asked to create renderings, models, or visualizations 

●​ When artists are required to make presentations beyond showing existing 
portfolio work 
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When Compensation May Not Be Required: 

●​ When artists submit only existing portfolio samples 

●​ When the application requires only a brief written statement of interest 

●​ When no new creative work is requested 

Recommended Design Stipends: 

●​ Small projects (under $5,000): $100-250 per finalist 

●​ Medium projects ($5,000-20,000): $250-500 per finalist 

●​ Larger projects (over $20,000): $500-1,000 or more per finalist 

These stipends acknowledge the artist's time and intellectual contribution regardless 
of whether they are ultimately selected. Include design stipend amounts in your 
project budget planning. 

Committee Structure: Working with 3-4 Members 
A committee of 3-4 members can run a fair selection process. The key is 
choosing the right people and defining clear roles. 

Note: This project-specific selection panel is separate from your standing Art 
Advisory Committee (typically 5–7 members). If you have a standing committee, its 
members may serve on selection panels, or you may form separate panels for 
specific projects. See Module 1: Volunteer Art Advisory Committee Guide for 
standing committee guidance. 

Recommended Composition 
1.​ Municipal Representative (1): A staff member or council liaison who 

understands municipal operations, site logistics, and budget constraints. 
This person often serves as the Process Administrator who handles 
logistics. (This person is often a non-voting member) 

2.​ Community Voice (1): A resident who represents the neighborhood or 
area where the art will be installed. This could be someone from a civic 
association, historical society, or local business. 

3.​ Arts Perspective (1-2): Someone with experience evaluating visual art. In 
a small community, this may need to come from outside. Contact the 
Cultural Alliance of York County for recommendations, or reach out to a 
neighboring municipality's arts council. 

The Value of the Outside Member 
Having at least one committee member from outside your immediate 
community serves several purposes: 
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•​ They are less likely to have personal relationships with applicants. 

•​ They can provide an objective assessment that validates local judgments. 

•​ They signal to the community that the process looked beyond local 
networks. 

•​ They bring experience from other selection processes. 

The Cultural Alliance of York County can help identify arts professionals willing 
to serve on selection committees across the county. A single outside reviewer 
can participate in selection processes for multiple small municipalities, building 
expertise over time. 

Selection Approaches for Small Communities 
Small municipalities typically choose between two approaches based on project 
size and local circumstances. 

Approach Best For Key Features 

Open Call with 
Disclosed Review 

Projects over $3,000 

First public art project 

High visibility locations 

Public posting of 
opportunity 

All relationships disclosed 

Outside reviewer included 

Direct Selection 
with 
Documentation 

Projects under $3,000 

Specialized skills required 

Tight timelines 

Written justification required 

Criteria applied to selection 

Council approval of rationale 

 

Open Call with Disclosed Review 
This approach provides maximum transparency and is recommended for larger 
projects or first-time programs. It differs from standard open calls by replacing 
blind review with disclosed review. 

 
 
Step-by-Step Process 

1.​ Define the Project: Establish site, budget, timeline, and themes. Get 
council approval. Draft evaluation criteria. 

2.​ Prepare and Post Call for Artists: Use the simplified template at the end 
of this guide. Post on municipal website, social media, and community 
bulletin boards. Ask the Cultural Alliance to share through their 
networks. 
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3.​ Receive Applications: Designate one person to receive and log all 
submissions. A 3-4 week open period is usually sufficient for small 
projects. 

4.​ Prepare Review Materials: Unlike standard processes, do not remove 
identifying information. Instead, prepare a Relationship Disclosure Form 
for each committee member. 

5.​ Conduct Relationship Disclosure: Before reviewing applications, each 
committee member identifies any applicants they have a relationship 
with and signs the disclosure form. 

6.​ Review and Score: Committee members score each application using the 
rubric. Members recuse themselves from scoring applicants with whom 
they have close personal or financial relationships. 

7.​ Discuss and Decide: The committee meets to discuss scores and reach a 
final decision. The discussion should focus on how each applicant meets 
the stated criteria. 

8.​ Document the Decision: Write a brief summary explaining why the 
selected artist scored highest. This becomes part of the public record. 

9.​ Notify All Applicants: Contact the selected artist and all other 
applicants. Offer to provide feedback upon request. 

Managing Relationships in Small Communities 
In a small municipality, pretending that relationships do not exist undermines 
credibility. The goal is not to eliminate relationships but to manage them 
openly. 

Types of Relationships to Disclose 
Committee members should disclose when an applicant is: 

•​ A family member or close personal friend 

•​ A current or former business partner or employee 

•​ Someone with whom they have a financial relationship 

•​ A neighbor or fellow member of a small organization 

•​ Someone whose work they have previously purchased or commissioned 

Casual acquaintance alone does not require disclosure. In small communities, 
everyone knows everyone to some degree. The threshold is relationships close 
enough to create real or perceived bias. 

Recusal vs. Disclosure 
Not every disclosed relationship requires recusal. Use this framework: 

1.​ Disclose and Recuse: Family members, current business partners, and 
financial relationships. The committee member leaves the room during 
discussion and does not score that application. 
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2.​ Disclose and Participate with Notation: Close friends, former business 
relationships, neighbors. The committee member may participate, but 
the relationship is noted in meeting minutes. 

3.​ Disclose Only: Casual acquaintances, fellow members of large 
organizations. Note the relationship but proceed normally. 

Simplified Scoring for Small Projects 
For projects under $3,000, a simplified scoring approach reduces administrative 
burden while maintaining fairness. 

Criterion Points What to Look For 

Quality of Past Work 40 Technical skill, creativity, and 
craftsmanship shown in portfolio 

Fit with Project Goals 35 Understanding of community themes; 
relevant experience or interest 

Ability to Complete 25 Track record of completing projects; 
appropriate skills for proposed work 

TOTAL 100  

 

Use a simple 1-5 scale for scoring, then multiply by the weight shown. For 
example, a score of 4 on Quality of Past Work would yield 32 points (4 × 8 = 32, 
since 40 points / 5 = 8 points per score level). 

Bringing in Outside Perspective 
When your community is too small to form a committee without conflicts, 
outside perspective becomes essential rather than optional. 

Options for Outside Input 
1.​ County-Level Arts Professional: Contact the Cultural Alliance of York 

County to request a reviewer. They maintain a list of arts professionals 
willing to participate in municipal selection processes. 

2.​ Neighboring Municipality: Partner with a nearby township or borough. 
Their arts committee member or staff person can participate in your 
review in exchange for reciprocal participation. 

3.​ Remote Review: For very small projects, an outside reviewer can score 
applications by email or video conference rather than attending an 
in-person meeting. 



YoCo Public Art Toolkit | Cultural Alliance of York County ​ ​ ​ ​ ​ 7 

4.​ Advisory Opinion: If a full committee member is not available, ask an 
outside arts professional to provide a written advisory opinion on the 
applications. This opinion informs but does not bind the committee. 

What to Provide to Outside Reviewers 
•​ All application materials 

•​ The evaluation criteria and scoring rubric 

•​ Background on the project site and community context 

•​ Timeline for completing their review 

•​ Contact information for questions 

Consider providing a small honorarium ($50-100) to outside reviewers for their 
time, especially if they will attend a meeting in person. 

Documentation Requirements 
In small communities, documentation serves as protection against claims of 
favoritism. Keep these records for at least seven years: 

•​ Call for Artists: The complete opportunity announcement as posted. 

•​ Distribution Record: Where and when the call was shared. 

•​ Application Log: List of all applications received with dates. 

•​ Complete Applications: All materials from all applicants. 

•​ Relationship Disclosure Forms: Signed forms from all committee 
members. 

•​ Individual Score Sheets: Each reviewer's scores with notes. 

•​ Meeting Summary: Record of discussion, any recusals, and final 
rankings. 

•​ Decision Justification: Written explanation of why the selected artist 
was chosen. 

•​ Notification Records: Copies of communications sent to all applicants. 
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Relationship Disclosure Form 
Complete this form before reviewing any applications. Update it if you later 
discover a relationship you did not initially recall. 

RELATIONSHIP DISCLOSURE FORM 

Project: _____________________________________________ 

Committee Member Name: _________________________________ 

I have reviewed the list of applicants for this project. I disclose the following 
relationships: 

(List applicant name, nature of relationship, and whether you recommend 
recusal) 

1. 
___________________________________________________ 

2. 
___________________________________________________ 

3. 
___________________________________________________ 

☐ I have no relationships to disclose 

I understand that I should recuse myself from evaluating any applicant with 
whom I have a close personal or financial relationship. I agree to apply the 
established criteria fairly to all applicants I evaluate. 

Signature: _________________________ Date: _____________ 
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Simplified Score Sheet 
Use this form for each application. Complete scores before group discussion. 

ARTIST SELECTION SCORE SHEET 

Project: _________________ Applicant: _________________ 

Reviewer: _________________ Date: _________________ 

Scale: 1=Poor  2=Below Average  3=Average  4=Good  5=Excellent 

Quality of Past Work (×8):     Score _____ × 8 = _____ 

Fit with Project Goals (×7):   Score _____ × 7 = _____ 

Ability to Complete (×5):      Score _____ × 5 = _____ 

TOTAL SCORE: _____ / 100 

Recommendation:  ☐ Strong Yes   ☐ Yes   ☐ Maybe   ☐ No 

Notes: 
_________________________________________________ 
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Simplified Call for Artists Template 
Adapt this template for your project. Items in [brackets] should be customized. 

CALL FOR ARTISTS 

[Project Name] 

The Opportunity 

[Municipality Name] seeks artists for [brief project description]. 

Location: [Site description] 

Budget: [Amount, including what it covers] 

Deadline: [Date] 

Eligibility: [Geographic or other requirements] 

Phase 1 (Qualifications Review): Applicants will be evaluated based on submitted 
materials. No new design work is requested at this stage. 

[IF APPLICABLE] Phase 2 (Design Development): [NUMBER] finalists will be 
invited to develop site-specific concepts. Finalists will receive a design stipend of 
$[AMOUNT] for this work, regardless of selection outcome. 

To Apply, Submit: 

1. Brief statement of interest (one page or less) 

2. Work samples (5-10 images of relevant past work) 

3. Brief resume or list of relevant experience 

Selection Criteria: 

• Quality of Past Work (40%) 

• Fit with Project Goals (35%) 

• Ability to Complete (25%) 

Submit to: [Email or address] 

Questions: [Contact name and information] 

Intellectual Property: 

Portfolio samples submitted with applications remain the property of the artist. 
[Choose one: "Design concepts developed for Phase 2 remain the intellectual 
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property of the artist. [Municipality Name] acquires rights to the selected concept 
only upon execution of a commission contract." (recommended) 

OR  

"Design concepts developed for Phase 2 become the property of [Municipality 
Name] upon payment of the design stipend."] 

 
Writing an Effective Call 
A call for artists is more than an administrative notice — it is an invitation. The 
following practices help your call reach a broader and more diverse pool of 
applicants: 

1.​ Lead with purpose, not process. Open with one or two sentences 
describing the community impact of the project. Example: "This project 
will create a permanent landmark at the entrance to [Park Name], 
celebrating the agricultural history of our township." Artists — especially 
younger ones — are motivated by contributing to something meaningful. 

2.​ State compensation clearly and early. List the total project budget, the 
artist fee, and any design stipends in the first section of the call. 
Experienced and emerging artists alike evaluate opportunities based on 
whether the pay is fair. 

3.​ Specify what disciplines are welcome. If your project can accommodate 
photography, graphic design, digital media, or performance elements, 
say so. Many artists self-select out of calls that appear to be seeking only 
muralists or sculptors. 

4.​ Post where artists look. Municipal websites and newsletters reach 
residents, not always artists. Share your call through the Cultural 
Alliance of York County, school and college art departments, and social 
media. Ask the Cultural Alliance to distribute through their regional 
network.  
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Quick Reference Checklist 

Before You Begin 
☐​ Project scope, site, and budget approved 
☐​ Design stipend budget determined (if finalists will develop proposals) 
☐​ Evaluation criteria established 
☐​ Intellectual property approach decided 
☐​ Committee members identified (including outside member) 
☐​ Call for Artists drafted 

Application Period 
☐​ Call posted on municipal website 
☐​ Call shared through Cultural Alliance of York County 
☐​ Application log created 
☐​ All applications received and logged 

Review Process 
☐​ Relationship disclosure forms completed by all committee members 
☐​ Recusals determined and documented 
☐​ Individual scores completed before discussion 
☐​ Committee discussion completed 
☐​ Final decision documented with written justification 

After Selection 
☐​ Design stipends paid to all finalists 
☐​ Selected artist notified 
☐​ All other applicants notified 
☐​ Feedback offered to non-selected finalists upon requestar 
☐​ Selection announced publicly 
☐​ All records filed for retention 

A Final Reminder 
In a small community, reputation matters. The goal of this process is not to 
create bureaucracy but to protect that reputation—for the municipality, for the 
committee members, and for the selected artist. When someone asks why a 
particular artist was chosen, you should be able to point to documented 
criteria, disclosed relationships, and a clear explanation of the decision. 
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