
 GREEN 
 INFRASTRUCTURE 
 GRANT (GIG) BRIDGE 
 LOAN PRODUCT

J U L Y  2 0 2 2

VILLAGE CAPITAL CORPORATION

Prepared For :

Cleveland, Ohio 

NORTHEAST OHIO REGIONAL  SEWER DISTRICT (NEORSD)
GREEN INFRASTRUCTURE GRANT (GIG) PROGRAM

By:



 
1 

Green Infrastructure Grant (GIG) 
Bridge Loan Product Design  

 

1.0 Background 

The Green Infrastructure Grant Program was designed by the Northeast Ohio Regional District to 

provide much-needed capital for the deployment of green stormwater infrastructure systems 

across Northeast Ohio. However, there still exist significant barriers to several organizations, 

especially in historically disinvested neighborhoods, leveraging this grant opportunity largely due 

to its disbursement structure and the absence of strong balance sheets to sustain it.  

Over the past several months, Village Capital Corporation (VCC), Cleveland Neighborhood 

Progress (CNP), and NEORSD have been working together to design solutions to address some 

of the barriers to the implementation of Green Stormwater Infrastructure (GSI) systems in the 

Greater Cleveland area. The proposed solutions include a bridge loan product, co-benefits 

financing arrangements, and robust stakeholder engagement among others. Village Capital 

Corporation to this end has designed a bridge loan product to fill the gap for grantees between 

project expenditure and disbursement.  

The goal of this loan product is to provide bridge financing to Community Development 

Corporations (CDCs), non-profit organizations, and other community-based organizations in the 

Cleveland area interested in implementing GSI projects through NEORSD’s Green Infrastructure 

Grant (GIG) program.  

The Green Infrastructure Grants program is open to member communities, governmental entities, 

non-profit organizations 501(c)(3), or businesses working in partnership with their communities in 

the combined sewer area interested in implementing green infrastructure projects that remove 

stormwater from the combined sewer system. The GIG program, since 2014, has awarded $9.3M 

to fund 50 GSI projects that have resulted in an estimated annual reduction of 29 million gallons 

of stormwater runoff to the combined sewer system.  

A review of the GIG program, consultations with previous grantees, and NEORSD program staff 

reveal that many interested organizations within the combined sewer district are unable to 

leverage the funds from GIG due to financing constraints and the grants reimbursement structure. 

This loan product design is expected to provide a model for addressing this specific challenge.  
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Village Capital Corporation is the community development financial institution (CFDI) subsidiary 

of Cleveland Neighborhood Progress. Village Capital Corporation founded in 1992 has financed 

a wide array of real estate projects across the region. Placing people and communities at the 

center of its work, Village Capital Corporation believes the improvements to stormwater capture 

ultimately contribute to the well-being of communities.  

 

2.0 Statement of Problem 

The current cost-repayment structure of the sewer district’s GIG program award is a significant 

obstacle for many applicants. The need to incur significant costs in advance of a grant award and 

during project construction has dissuaded potential applicants and added a substantial burden to 

the limited budgets of successful applicants. America Rivers’ research and engagement in the 

community have demonstrated the value of restructuring the Program’s payment structure or 

providing additional resources to close the initial funding gap.  

The Northeast Ohio Regional Sewer District (NEORSD), has since 2014 been making grants 

toward the implementation of Green Stormwater Infrastructure projects throughout the Greater 

Cleveland area. Whereas the District has successfully disbursed over $9 million over the period 

to fund 50 projects, several stakeholders, especially in historically disinvested areas, cannot take 

advantage of these grants and implement these systems within their communities. A careful 

review of secondary program literature; grant reports, evaluation reports, and consultations with 

community stakeholders reveal the following:  

The challenges faced by organizations in successfully leveraging grant awards are two-pronged;  

1) There is a lack of funds to facilitate the initial design of GSI projects for effective grant 

applications 

2) The construction cost reimbursement structure has created funding gaps that have not 

allowed communities to apply for the GSI grants from NEORSD.  
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3.0 Our Proposed Approach 

After a series of interviews with previous grantees of the Sewer District, program staff at the Sewer 

District, and a complete scan of grant reports and other secondary material relating to the GIG 

program, Village Capital Corporation proposes a two-pronged solution;  

1. An initial GSI design financing for CDCs to enable effective project planning and grant 

applications 

2. Construction financing: A bridge gap financing tool for applicants that allows them to 

access flexible dollars to advance the cost of project construction pending grant 

reimbursement 

Additionally, VCC recommends that the District makes some marginal changes to its program 

structure to make it compatible with the proposed product and improve the overall efficacy of the 

program.  

 

3.1 Pre-Grant Application Financing 

The initial architectural design of a GSI system and the compilation of requisite materials for the 

GIG grant application cost organizations on average between $5,000 to $10,000. Many 

Community Development Corporations (CDCs) and other non-profits interested in implementing 

GSI projects are often disincentivized by these upfront costs without the guarantee of a grant 

award given the grant approval rate intimated by the District to be between 75%.  

Providing early financial and technical assistance to organizations seeking to apply for GIG grants 

will encourage more CDCs and non-profits, especially those in historically marginalized 

communities to apply for the GIG grant. We recommend the provision of early application grants 

and technical support to interested organizations.  

We recommend the expansion of pre-grant award funds available to all interested applicants, 

especially, CDCs to cover the cost of initial architectural design and other ancillary costs. This is 

an equity strategy we recommend to increase the volume of grant applications, especially from 

historically underserved communities, as well as improve the success of GSI implementation. 

Additionally, The Sewer District can work with local design firms to create a pool of architects that 

non-profits and CDCs can work with on the initial design for their grant applications. This will 

further encourage more grant applications from this target population.  
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The Sewer District currently offers a design-only grant to interested applicants, who if successful 

will have the opportunity to apply for construction grants in the subsequent grant cycle. We 

recommend that the pre-design grant cycle should open about 3-6month ahead of the main grant 

cycle to allow for interested applicants.  

3.1.1 Summary of Recommendations 

1. Expand the pool of pre-application design-only grants available to CDC and other non-

profit applicants  

2. Structure application timelines to allow for design only and implementation grant to happen 

in short succession of each other 

3. Collaborate with local architectural design firms to work with early-stage CDC applicants 

to design their GSI systems and application  

 

3.2 Bridge-Loan Structure 

Purpose & Product Description:  

The NEORSD’s GIG Grant structure works so that, grantees advance the cost of design and 

construction on their balance sheet and get reimbursed by the sewer district upon satisfactory 

progress on implementation. Operating fund constraints and thin budgets act as barriers to many 

of the CDCs in applying for the GIG grant and implementing GSI systems in the neighborhoods. 

Consultations with various stakeholders and previous grantees reveal that the availability of funds 

to cover upfront implementation costs pending reimbursements from the Sewer district will 

alleviate the challenges resources-strained organizations have to the implementation of GSI 

systems. To this end, Village Capital Corporation proposes the structuring of a bridge loan 

financing tool to complement the Sewer District’s grant program.  

The bridge loan product will advance funds to CDCs throughout the lifeline of an awarded grant 

to finance the implementation of GSI systems without placing stress on their operating balance 

sheets and absorb the delays that come with the reimbursements by the Sewer District. Providing 

these funds will allow CDCs to focus on exploring opportunities and avenues for GSI 

implementation. A bridge loan will encourage CDCs to engage community partners around GIG 

systems and encourage them to undertake GSI projects and apply for grants.  
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3.2.1 Loan Structure 

The bridge loan product will work as a one-year term line of credit extended to CDC grantees of 

the sewer district’s GIG program.  

The size of the line of credit will be equivalent to the grant amount awarded to the grantee. We 

recommend that grant awards factor in a 20-25% contingency for each grantee to provide an 

additional cushion for the successful completion of the project.  

3.2.2 Term 

These loans will have a one-year term that commences when the first construction draws are 

made from the line of credit and will mature after the project.  

3.2.3 Guarantees 

The loan will be guaranteed by the awarded grant.  

3.2.4 Fees 

Given the nature of the grant program, there are two potential avenues to cover the loan 

administration and other operating costs.  

1. Grant: Additional grant funding will serve as the most suitable option to cover loan admin 

and operating fee 

2. Standard percentage fee: The loan product can feature a standard percentage fee of the 

total loan amount to cover operating and loan admin fees.  

3.2.5 Loan draw administration and re-payment structure 

• Inspections: The lender will have access to inspection reports from monthly project 

reviews to reconcile monthly expenses and project progress. Inspection reports will be 

part of each draw packet submitted to the lender to release funds for the project 

continuance. Additionally, any budget changes must have formal change orders that are 

preapproved by the Sewer district’s program team.  

• Disbursement agreement with the Sewer District: The Sewer District and the lender will 

agree on the timelines of the reimbursement. Ideally, the reimbursement period should not 

exceed thirty days from when draws are approved and funds are released 
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3.2.6 Draw Request Process 

• The borrower will make its first draw to commence the project. Draws are based on budget 

line items, the scope of work and work plan, and the review and approval by the Sewer 

District’s technical team. The draw packet will require a cover letter with line items and 

corresponding costs, their budget, and scope of work 

• When the borrower prepares to make its second draw, it must first request a progress and 

cost inspection from the sewer district. The report will include a line-by-line review of the 

expenditure versus budgeted costs and receipts. The inspector will flag any discrepancies 

between work completed and funds advanced. The inspector will additionally make a 

written recommendation to the lender/loan officer to release the draw or request additional 

information. The district will instruct the lender on approved monthly draw amounts having 

satisfied inspections and ongoing budget reviews. This will guarantee that there are 

safeguards within the loan management system to ensure that are mutually beneficial 

outcomes of successful project implementation 

• Repayment of monies disbursed will be based on an agreed-upon system between the 

Sewer District and lender. This could come in the form of a third-party check issued in the 

name of both the lender and the borrower. This will guarantee that the lender receives its 

repayments promptly. Alternatively, there will be an information-sharing agreement 

between the lender and the districts so the lender is notified immediately the sewer districts 

make a reimbursement to the borrower 

• A part of the lender’s loan administration fees and operating costs will be covered by a 

complementary program grant. The lender will receive a monthly interest and principal 

repayment from the sewer district.  

• The sewer district will need to ensure 30-day reimbursements 

 

3.2.7 Eligibility Criteria 

• CDC and non-profit awardees from the GIG program will be eligible 

• Applicant must have already completed project design and received design approval from 

the sewer district 
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3.2.8 Potential Sources of Loan and Operating Fund 

• Program Related Investments (PRI) from philanthropic partners 

• Grants  

• Existing lender loan capital 

• Existing grant funds from the grantor 
 

3.2.9 Additional Recommendations 

1. Increase contingency allocations in project budgets to at least 25% of the total project 

budget 

2. The District should critically examine the uses and sources of grant applicants’ budgets to 

preempt expenditure and budget discrepancies 

3. Grant administration should take into keen consideration post-construction maintenance 

costs of GSI systems 

4. The district should consider instituting a project management structure that provides 

grantees a third party ‘owner’s rep’ that helps them in the development and management 

of project budgets 

5. The GIG program should partner with local architects to have a potential pool that CDCs 

can work with to implement projects 


	Blue Modern Cover Financial Report (4)
	GSI Grant Financing Tool July 2022

