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CULTURAL ARTS COMMUNITY CENTER

Feasibility Analysis

Chapter 1: Introduction

The purpose of this analysis is to examine the potential feasibility and operating parameters for a
proposed Culturahrts Community Centeto be located in an existingp-be-renovaed facility

in the heart of Oldown Sherwood. The examination includes consideration of such a facility as

a stanealone enterprise, or as part of potential other proposed developmeras,nady include

retail space, rental space, community event s@amkemultiple use spacés a base assumption,

the City further required that the analysis keep at the proposed mission for the Center at the fore
and to formulate recommendations that virther its pursuit. Cultural Arts Community
Centerds mission is to:

Inspire, educate, and enrich the Sherwood community through
diverse activities that enhance the quality of life.

The City of Sherwoo@xpecs the analysis to answer the following six questions:

1. How do otheicomparable facilities in other communities operate, fund operations and
keep the doors open?

2. What are the relevant market features and conditions that bear on the feasibility of a
Culturd Arts Community Center?

3. What is the typical cost structure for a cultural center or similar facilities?

4. What revenues are associated withudtural Arts Community Center?

5. What is the preferred operating strategy for a Cultural Arts Community Center?
6. What unique conditions exist in Sherwood that create opportunities for a Cultural

Arts Community Center, including partnerships or that may influence the feasibility
of such a center?
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To answer these questions, PARC Resouftws undertaken a compsstsive review and
analysis of the proposed center. The analysis includes an operating budget and a preferred
operating strategy. To arrive at the preferred model, this document begins with a chapter that
offers athorough review otultural centers in @&gon and the region, with a focus on facilities
serving communities of similar sizeThe analysisthen considershe market conditions and
forces in Sherwood that have a bearing on the operation of the proposed Cultural Arts
Community Center and its altifito operate successfully in the short and letgns. Following

due consideration of market forces, the document moves to identifying a cost structure and
revenue sources for cultural centers or art centers in general and frorthéhaext chapter
identifies a preferred operatirgfrategy for theCultural Arts Community Centdn Sherwood

Finally, the document examines unigue conditions in Sherwood thatmeate opportunities for

the City and the operator that mawg turn, bear on the feasibilitgf the Genter.

The document is organized as follows:

Chapter 1:  Introduction

Chapter 2:  Review of CulturabndArts Centers

Chapter 3:  Examination of SherwooandLocal Market Conditions
Chapter 4:  CulturalandArts Center Cost Structure

Chapter 5: Revenue Sources

Chapter 6: Community CommentandPreferences

Chapter 7:  Two Operating Strategy Options

Chapter 8:  Preferred Operating Strategy

Chapter 9:  5-Year PreFormas

Chapter 10: Opportunity Analysis

Chapter 11: Source Document
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Chapter 2: Review of Existing Artsand Cultural Centers

Management Strategiesh@ management strategies that have emerged from a review of arts and
culturalcenters reveahe following:

Many are municipally owned

Most are operated by a nonprofit ongaation

Some operate with paid staff, some with volunteers

The facilities operate with and without subsidies

Subsidies come from municipal budgets, room taxes, special taxing districts

History: Generally, centers are the result of:

e Single nonprofit

e Municipality

e Coalition of nonprofits that may or may not form an umbrella organization to oversee the
operations of the center

Funding: The funding sources typically include the following

Ticket sales

Gift shop (limited)

Cash Donations

City or tax districtfunds

Grants

Rental fees from organizations headquartered in the facility
Rental fees for use of the facility for a range of purposes
Tuition / class fees

Memberships

Community Fundraisers

Volunteers and ikind donations

Facilities andOrganizationdReviewed:partial list

Columbia Center for the Arts

Newport Performing Arts CentandVisual Arts Center
Lakewood Center for the Arts

Broadway Rose

Chehalem Cultural Center

City of Hillsboro Walters Cultural Art Center

The Washington Center for the Reming Arts Olympia, Washington
Center for the Arts, Grass Valley, CA

Center for the Arts, Jackson, Wyoming

Cultural Arts Center, Columbus Ohio

Youngstown Cultural Arts Center, Seattle, Washington
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e The Pentacle Theatr8alem, Oregon
Newport Performing Arts Center and Visual Arts Center, Newport, Oregon

The two buildings that comprise the Newport Performing Arts and Visual Arts Centers are
owned by the municipality and operated by the Oregon Coast Council for the Arts, which is an
independent nonprofit 501(€3) organization. The Oregon Coast Council for the Arts operates
the facility with a subsidy from th€ity, whose scope has historically been approximately
$100,000.

The offices of the Oregon Coast Council for the Artslacated in the Performing Arts Center.

The offices and lobby were enlarged through the work of the nonprofit approxirh@tgdars

ago and the facility includes a meeting room, main theater and large lobby, suitable for meetings
and conferences.

Lakewood Center for the Arts, Lake Oswego, Oregon

The Lakewood Centdor the Artsis a 501(d)3) not for profit,tax-exemptorganization located

in the relatively affluent community of Lake Oswego, Oregofhe Lakewood Center is a
facility often referencedn Sherwood as a model or a comparable facility and it is relatively
unique in that the Lake Center is an "umbrella" organization that receives revenue from the
groups underneath that umbrella. Each group then manages its own operations and there is no
need for the umbrella organization to actively operate the facility. Other notable points include
the following.

e Each group operating under the Lakewood Center umbrella pays for itself and
manages$ts own dayto-day operations.

e The community of LakeOsweg i s anot her factor in the s
higher than usual number of civic leaders, above average income, large number of
artists in residenc&and community support of the grtseatea solid support system.

e The theatre currently seats 2%0th no seats further than 35 feet from the stage
They havea new hearingssisted sound system. Theatre programs now enjoy an
average 8®0% sell out rate, mostly from pesld subscription packages.

e ThelakewoodCenter is run by an elected board of dioez made up of community
leaders antegal, businessand arts pfessionals, as well assmall staff

e Volunteers arehte key to operating theakewood CenterAccording to Andrew
Edwards, the Executive Producé®0-500 volunteers are needed to makedbi
work.

e The goups that make up the Cenieclude

- Lakewood Thetne Company (parent nprofit)

- The Dance Studio

- Lakewood Center Entryway Gallery

- The Community Arts Pr&chool

-The Childrends Theatre

-The ChdArt8tadon 6

- ThePiano and Organt&dio (povides space for music lessons)

Feasibility Analysis Sherwood Cultural Arts Community Center



- Secondhand Treasures (a resale shop originated and staffed by the Lakewood
Associates, a support auxiliary of tbekewoodCenter). Volunteers collect
donated merchandise andsel them to theublic. The proceeds are then used
to rerovate and improve the building.

e Downstairs is the Community Meeting Room (the hall seats up to 150 people for
wedding receptions, banquets, cabaret theatre, conferanceRotary luncheons).
Cost is $550 to rent.

e TheCostume Workroons downstairs. Iprovides storage and workspace for
Lakewood Theatre Company productions

¢ EveryJdune is the Festival of the Artsponsored by the Lakewood Center, the
Chamber of Commercand the City of Lake Oswego Parks and Reaaa
Departmentover 23,00(people attend

¢ Fundraising is an ongoing activity

-contributions

-gifts-in-kind

-special projects

-proceeds of the resale shop

The combined budget of the Lakewood Theatre CompanylLakewood Center is $1.3 million
per year

Income from ticket sales, fees, classes, room rematsspecial events cover about 70% of total
expensesThe remaining balance comes from contributions.

The Lakewood Associates is a support auxiliary of the Lakewood Center for the Arts. More than
150 members contribute time, taleand treasure to enhance the programs and facilitiee at
LakewoodCenter The Reruns project is one of several opportunities for volunteers to get
involved in supportinghe LakewoodCenter. The Bruns project is theesale shoprhere are
acting classes:

-typically last 8 weeks andnge in cost from $120 to $160

-the range oges is from 4 yearto adult

-independent instructors who lease space at Lakewood Center for ticeddmate

theseclasses

Broadway RoseTheatre Company, Tigard, Oregon

The Broadway Rose Theatre Compalocating in nearby Tigard, Oregois another facility
often cited by people in Sherwood as a model or a comparison for the proposed Thmter.
Companyis a501(c)(3)professional comany that hires union and nomion workers as well as
professional directors, choreographers, musicians, desjginer$echnicians.

The Broadway Rose Theatre Company has mawmgls of corporate sponsorship, which is
critical as ticket sales onlycover 60% of the budget. They receivgrants from private
foundations, govemment sources, and corporationewever, individual contributions rematime
greatest source of funding'he company draws heavily from patrons quite a distance away and
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this fact maymake it a less useful model for Sherwood. According to the information the
Broadway Rose Theatprovided:

¢ 30% of audience is from Multnomah County
e 16% from Clackamas County
e 13% from various cities such as Eugene, Longview and Hood River.

Chehalem Cudtural Center, Newberg, Oregon

In 1997, ownership of Central Elementary School was transferred from the Newberg School
District to the Chehalem Parkand Recreation Districfor one dollar to serve the greater
Chehalem Valley by remaining in the publicndan. In the succeeding yeathe Chehalem

Parksand Recreation Districtogether with thevolunteer communipased Chehalem Center
Association has moved forward with planning and initial rehabilitation to transform the school

into the Chehalem Cultura Cent er as fa revitali zTbaee acco mmu n i
plans to renova the old theatre space insigdich will then seat 240 people.

The Chehalem Cultural Center is now offering outreach programs and-dmamwasrkshops to
schools, corpotans, community scout groups, and hesohool organizations.

Glen and ViolaWalters Cultural Art Center , Hillsboro, Oregon®

TheGlen and Violawalters Cultural Art Center began with a donatioi$bf000,000 to the i€y

of Hillsboro to purchase landy church building and accompanying houswtaling 54,648
square feet from the Trinity Lutheran Church in 20@ver the next four years, local citizens,
businesses, community organizatipasd the City of Hillsborc&ommitted the necessary funds
to renwate the building and complete structural reinforcemeenovations took four years
and the final result includes the following spaces:

Performance/event space with seating for 200
Six classrooms

Gallery

Kitchen

Box office

Outdoor grounds including twierraces

Gift shop

TheGlen and Viola Walters Cultural Ar@Senter offers courses and workshops with an emphasis
on ceramics and visual arts classes while also offering classes in theater, drawing, music, fiber
arts, as well as providing a community lboa for banquets, meetingsnd cultural events.

! http://www.ci.hillsboro.or.us/Arts/WCAC/Default.asp¥iewed on March 2, 2011. All facts in this section are
from this sairce unless otherwise noted.
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The Arts Center has a full kitchen, complete wih ice machine and a commercgke
refrigerator The kitchen was designed with cateringnimd andthe Center allows groups to
choose potluck stylees up for casual gathering3.he art studios can be used for small meetings
or asbreakoutrooms from a larger gathering in the event space.

Rental ates do not include staffing, lahaand other equipment feeShere are insurance
requirements for the use of tiiden and Viola Walter€ultural Arts Center. Events requesting
use of candles/open flame must obtain a Hillsboro Fire Department Special Event Permit.

There is an Art Gallery withreArts Center Giftsh@. There are new exhibits monthly.
TheGlen and Viola Walters Cultural ArGenter hostsancerts

Art Classes are offered aglMas Family Arts Class night

Volunteers and community sponsors/donations play a big role in keeping the Center
afloat.

The Center for the Arts, Grass Valley, California

The Center for the Arts is a facility that, whdetside the regigns a community arts center that
allows the study to take a broader view of the industry and to examine whether or not the
common themes fouhin the Pacific Northwest represent thél university of options The
facilities at the Center for the Arts include the following

e Theater(s)

- Main Stage Theatre

- Off Center Stage (offers independent companies a flexible venue for audiences
from 50 to 100).

- Main Gallery

- Granucci RoomA multi-purpose place to enjoy art classastertainmentand
conversation.

- Meeting Rooma 700 square foot meetingam adjacent to the Main Gallery available
for meetings and gathering#.also serves as gallery displaying fine art.

There are arious levels omembership available.
Center for the Arts Jackson, Wyoming

As with theCenter for the Arts in Grass Valley, Californtae study looked to facilities outside

of the region to confirm that it sampled the full range of possibilitidge Center for the Artin
JacksonWyoming is a 50(c)(3) nonprofitorganization and ithe hub for arts and education in
downtown JacksonThis facility, often referred to as "the Center," consists of the 41,000 square
foot Arts and Education Paviliorand the Performing Arts Pavilion, which includes a-Séat
theater, a Music Center, theater rehearsal space, and additional adminigiestéze s

Feasibility Analysis Sherwood Cultural Arts Community Center



The ArtsandEducation Pavilion is a multenant facility housing, hostingand partnering with
seventeenlocal, state and regional nefor-profit arts organizations. Fifteen of these
organizations rent permanently affordable space from th&e€dor the Arts. Within the
contemporary and thoughtfully designed Pavilion are studios, classraoth®ffices designed
specifically for these resident organizations.

The Washington Center for Performing Arts Olympia, Washington

The Washington Centefor Performing Arts is owned by th€ity of Olympia and the
organization, theWashington Centé&yis a not for profitorganization with a longerm contract
to operate the centeilhe theater facilities and other notable points include the following.

Main Theatre: 984 seats/4 levels

Adjacent lobby space that serves as a gallery

Smaller Stage Il Black Box Theatre with its own lobby

In addition to ticket sales and theatre rentals, membershigaigged to
support the center

There are’ Levels ofMemberslip (Ranging from $5@0 $5,000)

e Volunteers help support the center (ushers, administrative help, etc.)
e Donationssought ancccepted

Cultural Arts Center, Columbus, Ohio

The Cultural Arts Center in Columbus, Ohio offers miethe widest range of services and
facilities of those surveyed. The center is not a nonprofit, but it does benefit from a nonprofit,

the Friends of theCultural Arts Center Other supports include those taking courses at the
Cultural Arts Center, the busess community, partnerand donations. The&ultural Art

Center's mission statement notésWe bel i eve art has the power
enrich | ives. Through our programs we endeav

The Cultural Arts Center was originally an arsenal that was leased to the ColumbusaRdrks
Recreation Department for 99 years at an annual cost of $1. The facility was remodeled in 1976
to serve as an arts center at a cost of over $1.5 million. The &atRecresion Department
continues to operate theultural ArtsCenter and Thefacility has numerous classrooméere
classes are taught for fees averadiatyveen $50 and $60. The offerings include:

Sculpting, CeramicandBronze
Drawing, PaintingandPrintm&ing
Fiber Arts

JewelryandEnameling

Beading

2 http://www.culturalartscenteronline.org/home
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Along with classroom space, community members can rent the facility's gallery or courtyard
separately or together. Rates include:

Courtyad Only (6 hours): $800
Gallery Only (6 hours): $800
Courtyard andallery: $1,300
Facility closes at 11 pm.

In addition to rental and classroom incontee €ultural Arts Center has a gift shop on siteat

only sellsitems made by the students and faculty. Items range from fine silver jewelry-to kiln
fired pottery and clay and bronze sculpturédther available items includeéatiked
scarvesgreeting cards, copper enameled platters, jeweled pins, polymer arldybaded
necklacesThe gift shop also sellslpacrylic, watercoloyand mixed media paintings.

Finally, the Cultural Arts Center's Loft Gallery, located dme third floor, provides an
opportunity forstudents to experience the final step of their creative prottespresentation of

a body of work to the public.The Loft Gallery occasionally accepts exhibit proposals from
outside artists and groups.

Youngstown Cultural Arts Center, Seattle, Washingon

The Youngstown Cultural Arts Center is sd#scribed as "aontemporary multarts space in

the Delridge neighborhood of southwest Sedttlefoungstown is included in the national

register of historic spaces$iosting over 2,000 participantsannyall Youngst ownds aci
divided into programs and services.

Programsncludearts education, performing arts incubatiand Yaungstown Records, a record
labeland music cooperativeThe"ALL AC ES prograr focuses on empoweringputh through
sugained artdbased learning experience3his project offers diverse aftachool arts classes
free of cost to local youth ages 0. Teaching artists are hired individually or through the
anchor tenant youthon-profits.®

The arts educatiotakes tle formof classes that range frooooking to digital arts.An example
is the FEEST-- the Food Education Empowerment and Sustainability Tegmogram This
youthrun focuseson growing food, cooking thbarvest,and creating familystyle meals that
feaure conversations and opportunities to learn.

Services alYoungstown include36 live/work spaces for lowncome artists of all disciplines to
rent. Further,Youngstown rents high quality, affordable arts facilities for community arts
projectsand cretive entrepreneutsThese facilities include a full theater, movement studio,
recording studio, media labnd classroom space.

Youngstownds prof essi dasexpertisefinrsiagenlighting, stuedcdna i ¢ a |
event management, allowing users to present and perform at the highest level of quality at

% http://www.youngstownarts.org/
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affordable rates. The Centerseeks partners andffers consultation & well astechnical
assistance to groups develgpiaeative multiuse facilities as well agroups seeking to engage
diverse communities, especialpputh, in successful communibased initiatives.Donations to
the centeand volunteers are botfital to the success of thee@ter.

Pentacle Theatrei Sdem, Oregon

The Pentacle Theatis a nonpofit 501(c)(3) community theatre founded in 1954. The theatre
operateswith a full-time paid executive director, as well as three additional staff who are
responsible for support and maintenance of the busdangl the grounds that total2 mostly-
wooded acres

Each seasothe PentacleTheatreproduces eight plays that are carefully selected to appeal to a
broad range of audiencesThe Play Reading Committee reads-18D plgys each year to
determine thdineup. The organizatiommaintainsa policy of open auditions and they draw
actors from a broad geographical ar@ais offering opportunity to virtually anyone of talent to
work in the arts contributes substantially to their popularity in the commufitg. organization
benefits from the work ofmore than 500volunteerswho work more than 100,000 hours
annually. Volunteers perform many tasks from production and direction to set design and
construction, choreography, lighting, concessions, ticket salefjroimg, house management,
pogder distribution, and usheringNot only does the volunteer experience expose many people to
the performing arts, but the volunteers perform vital joltha@theatrdhat ensure its continued
success.

The PentacleTheatreis fully sustained each year by a paymgmbership of approximately 500
people annualticket salesof more than 30,00Gpproximately 1,500 season ticket holdewrsd
donations from the community.lt is a source of priddor the communitythat the theatre
operates without deficit in this enahen many theatres and arts programs are not able to sustain
operations.T h e P e nt a cahneal dpératirgtbudgedisapproximately $386,000.

Columbia Center for the Arts, Hood River, Oregon

The Columba Center for the Arts is a nonprofit 501(c)(3) organization located in Hood River
thatincludes al4l-seat theatera lobby, ad astudio classroom of approximately 700 square
feet It can be rented in whole or part.

The ColumbiaCenter was formerly aAmerican Legion building purchased in 2003 for $1.5
million. To secure the funding to create t@elumbia Center, the organization offeretD
charter memberships for $5,000 and t#8aeparate fundraisers.

Today the organization has an executive dicg, a fulltime art gallery managemnd a
performance manager who oversees five plays a, yaasic recitals lectures and other
performances. The organization also employs a-tlm# rentals manager and a half time
educationand outreach managerAs with the other organizations, the Columbia Center for the
Arts relies heavily on volunteersPARC Resourseconversations with the executive director
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Judy Hanel yielded recommendations tinafed organizationt® notresort to debt service anal
remainconnected to the community in every way possible.

The Sherwood Foundation for the Artsi Sherwood, Oregoni

While this is a review of facilities, it is appropriate to note that a nonprofit arts organiaation
Sherwood is adresses some of the samgeahives as the proposed center. The Foundation for
the Arts is a 501 (c)(3) organization that hosts a summer art camp for -d@es Gnly 20
children can participate each year and registration for the camps gpeund May 1 The
Foundationfor the Arts also holds a summer musi@ilery year In addition, théd-oundation for

the Artsoffers the following programs:

Photography Workshops

Freelance WritingVorkshops

Altered Book Project

Concerts

Sherwoal Artists Guild (eery second Sunday of the month)
MissouaChi | drenbés Theatre

T LA AA LU

T LA e kel

* PARC Resources Telephone Intervievefail with Executive Director Judy Hanel, Multiple conversations,
March 28- 30, 2011.

*http://www.sherwoodarts.orgNiewed on March 25, 2011. All facts in this section are from this source unless
otherwise nted.
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Chapter 3. Review of Sherwood Marketand Conditions

The City of Sherwood has been one of the fastest grogviiggin Oregon over the last decade

and this is evident in the number of new homes built, the expansion of businesses along Highway
99, and the expansion of services. The 2010 Census has not released demographics and
population totals as of this writing. Hewer, the Population Research Center figwesild

suggest that Sherwood grew by more than 40 percent in the last decade, as did the communities
around it. For example, Newburg grew by approximately 30 perdéigonville grew by more

than 30 percenfTigard grew by more than 15 perceand Tualatin grew by approximately 15
percent.

This growth, combined with the population increase in the surrounding unincorporatedretas

has been just as dramatic as in Sherwood, means that there has beematdedidéding in
response to the demand and the anticipated demand. Not surprisingly, there has been
considerable turnover in portions of the business community and this is especially obvious in
anecdotal evidence from the conversations PARC Resoursd®ltbin the community.

The expansion and new construction, as impressive as it has been in transforming the
community,is not the only influence.fle economic recession beginning in 2008 has had just as
big animpact. New construction appearstbwed dramatically and there is considerable
discussion in the community about vacancies, foreclosaresconcern that the market may be
overbuilt. This concern is true for both residential and commercial buildings.

Given the considerable growth in realppdation and building, what follows is a review of the
current real estate market and the demand for commercial space. Understanding this market is
importantin building a realistic business model for the Cultufats CommunityCenter and
forecasting retal and use rates.
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Market Overview

Beginning with from the broadest scope, a consideration of the market reveals that nationally,
commercialreal estate prices were down 40 perdanthe third quarter of 2009 from the first
quarter of 2007. This rate is less dramatic in the West where third quarter rates in 2009 were
only down 28 percent from the first quarter of 2008.

Moving closer to Sherwood, the commercial office vacancy rates in the fourth quarter of 2009
were close tahirty percentn the suburbs surrounding Portland and in the Portland metro area as
a whole. Delinquency on commercial loans hit 4.8 percent for the area in the fourth quarter of

20009, 6 he tame for the fourth quarter of 20
commer ci al reall estate prospects to bottom o
buil ding 6on specd6é and there wondt be the fi

gave loans to developers and building owners who had litiéy, of their own equity in the

d e & | Thedupshot for renters is lower monthly rents, first month or twofregtand shorter
leases.Another positive note is that two surveys conducted on real estate listed the Portland area

as representing prospects forogdongterm commercial investments. According to the Urban

Land Institute and PricewaterhouseCoopers, the Portland area™isnléhe nation for
commerci al real estate investment. The seco
Portland inthedp 10 among | ocal maerr kme tisn viers t tmeernrhs poft e
four following categories:

Office (4)
Apartments (8)
Industrial (9)
Retail (9)

According tothe Industrial Quarterly &ort on the Portland/SW Washington industrial market,
Suburu of America signed a new lease and Gerber Legendary Bladedeheir lease, both
constitutinggood news for the mark&tThere were no new construction projects for the fourth
quarter of 2010. The general trend is that the commerciats¢a# mar ket i1 s st i | |
marketd  h o wtkeMastithree quarters have shown positive absorption (the difference between
total space leased and total space vacated) widatatesthat the market is recovering.

Public Spaces

Consideration of théocal market and conditions demands a review of the community facilities
and programs that may have a connection to the proposed CAltis&ommunityCenter. The
community has an impressive pagystem and related facilities. Likewise, the new lijprand

City hall are attractive and appear to be well used by the community.

*Murphy, Todd, #fANo r el i edOreganBusiheshpril@aldnXiewmedon Bdrch,3e al est at
2011. All facts in this paragraph are from this source unless otherwise noted.

" Ibid.

Al ndustrial Quarterly: Portland/ SW Washington I ndustr.i
2011. All facts in this paragraph from this source unless otherwise noted.
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Indoor Spaces
1) Library: the facility offers a range of services and programs aimed at different segments of the

population and different age ranges. The programs include
Toddler time

Story time

Baby time

Read to the dogs

Free shuttle to Teen Center

Book club

Knitting night

2) Schoolsseeprice sheet for facility rental feés the Appendix
Archer Glen Elementary

Edy Ridge Elementary

Hopkins Elementary

Middleton Elementey

Laurel Ridge Middle School

Sherwood Middle School

Sherwood High School

Sherwood Charter School
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3) Parks

Field House recreational facility

Cinnamon Hills Parkmini park/play lot w/ swing, play stature, benches,

and green space

Langer ParkWalking/bicycle path, play equipment

Murdock Park: @en play area, playground equipment, shelter.

Oregon Trail Park: ®all neighlmrhood park with play equipment

Pioneer Park: Twacres of wooded area, open lawn, play equipment, and

basketball court.

e Snyde Park:Sand area, water feature, playground equipment, tennis courts, basketball
courts, baseball field, soccer field, trail system, indestroom facilities, and shelter

¢ Stella Olsen Memorial ParRlayground, pavilionandshelter. Multiuse path, honte
Music on he Green and Movies in the Park

e Vetela n 6 s SReamodd festivals
Woodhaven Parl®layground

Park Rentals:
— Shelter (Resident ¥z day)$45
— Shelter (Resident all day)$90
— Shelter (Norresident ¥2 day) $65
— Shelter (Norresident all dayj $135
— Amphitheater (Resident ¥z daiy$75
— Amphitheater (Resident all day)$150
— Amphitheater (Nofresident %2 day)) $100
— Amphitheater (Nofresident all dayj $200
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Other Building and Site Options in the Area

As a part of the feasibility analysis, PARC Resources reviewed available commercial properties,
as well as the public spaces noted above. The list abovenigadedto offer a quick viewto

allow the reviewers to determine whether or not there are abvobloier sitesdr similar
development, by th€ity or some other entity. What tlaaalysisdemonstrates is that there is no
comparable building or location available for use by the groups and activities targeted by the
proposed Culturahrts CommunityCerter.
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Chapter 4: Review of Cultural and Arts Center Cost Structure

The cost and revenue structure of most arts and cultural centers tend to be relatively similar, with
variations on a few basic themes. What this means in plain English is tteaaitbenot many
different strategies available to these facilities. Some facilities are owned and operated by
nonprofits;some are owned by municipalities and operated bZitye or by a nonprofit. Of the
cultural centers and art centers surveyed, neseee operated as fqrofit ventures, although

there are many private galleries, studios, instructional verares theaters. Regardless of
operator and strategy, the costs are also quite similar with major categories discussed below

Costs

The costof most arts and cultural centers fall into one of five categoridese include the
following:

1) Personnel

2) Overhead utilities, maintenance, insuran@ndcleaning

3) MarketingandOutreach

4) Performance/event specific costs

5) Endowment, fundraisingndprofessional expenses

Obviously, the categories have the potential for fluidity and are not meant to be absolute, but
they doinform a conversation about the different types of costs facing an arts or cultural center.
Arts and cultural centers across Oregon, the Pacific Northveest indeed the nation have
different approaches to managing and structuring their costs, but again there are a limited
number of options.

1) Personnel

A review of existing arts and cultural centeeseals that there are three primary strategies that
operators emploin structuring personnel costs. Most of the facilities hire a director and support
staff. Some facilities opt teontract for specific functiongather than operate with fetime
personnel Almost all use volunteers to varying degrees.

Paid Staff

While many facilities use paid staff, there are multigbeys to approach structuring trsaffing.

In particular, the question of who pays staff reveals that the two most common areatgge

to have staff employed by a municipality or by a nonprofit operator. Regardless of the operator,
the use of paid staff is the most common strategy. Using paid staff allows the art or cultural
center to be the focus of a professional whose basint is to operate the facility. The
advantage of this approach is that it creates a single person or set of persons who are accountable
and this gives the governirmpard some measure to contdalect activities and require specific
outcomes.
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Volurteers

Volunteers are important at some level to almost evesyartultural center, but as the primary
staffing it is a strategy that requires close supervision by the board or operator and usually means
that the facility is not the same type of prioritywould be for paid staff. However, the
Lakewood Centerdés approach does allow th
because the partner organizations staff t

e um
heir

2) Overhead Utilities, Maintenance, InsanceandCleaning

Overhead expenses are tied to the specifics of a space, including square footage, building
materials, the climate in which it is locaiehd the usesThe proposed facility in Sherwood is

not significantly different than many of the fi#tees reviewed The degree to which it is used

will determine cleaning and maintenance expengaserall, these expenses are relatively set by

the nature of the facility.

Reviewing the policies and practices from other facilities does reveal a feevtant constants
or at least trends. Specificgliyrey include thdollowing:
e Facilities with rental space require deposits
Cleaning is required of many who rent the facility for events or shows
Insurance riders and indemnification is required of renters or partners
For permanent renters or partners, utilities may or may not be included as rent
For permanent renters or partners, maintenance and cleaning iflytypdaded
in the rental fees

3) MarketingandOutreach

Marketing of performances, activitiggnd the availability of a facility is a critical part of any arts
and cultural venue. For facilities such @ Lakewood Center it is up to the different
organizations to publicize theirggrams and events, but at most arts centers, the publicity, ticket
sales and marketing is done by the operating organization. This is true for outside temapes
performers, as well as for-lmouse productions or local events.

The marketing function s | mportant regardless of the orgal
particularly critical for a new facility in a growing community. The location ofGhéural Arts

Community Center in the heart of Old Town is helpful, but Old Town is one exesal
concentrations of services and staiest must compete with Highway 99, as well as the corridor

to I-5.

Of the arts and cultural centers reviewed that reported or answered questions about their
marketing budgets, all devote significant resourtescommunicating with the public and
drawing users to their facilities. The need is ongoing and it can take many forms. For example,
marketing activities can include newsletters, flyers, memberahg fundraising drives, as well

as determining what pgrams and events that the community desires.

Marketingand communicating with the public appears to be a critical part of the activities of the
arts and cultural centers reviewed. Moreover, this communicating and meeting local needs is
something thathe interviews in Sherwood also emphasized. The community leaders, business
owners and residents all made thiery clear. People wish to be consulted and informed.
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Nothing in the reviews of facilities and interviews suggests that this preferenahanije once
the facility is open for business. To remain releytrd Cultural Arts CommunityCenter needs
to be committed to an ongoing outreach and marketing campaign as part of its regular budget.

4) PerformancendEvent Specific Costs

The costselated to puing on events anderformances aran obvious expense and one that will

vary considerably with the specific play, musical, or evddte tothe highly variable nature of

this expense, mo s t budgets f oc uherthamcoststard @i net
revenues.

5) Endowment, FundraisinandProfessional Costs

As old clichés assert, it takes money to make money, all the arts ad cultural centers
reviewednoted the central te of fundraising in operations. This entails coskhis category of

costs will vary by operator and staffing, as well as by size and capacity. Some organizations hire
outsidefundraisers and grant writers whi¢hers dat in-house with existing staff. Regardless,
most have expenses related to accogntiegal servicesand soliciting funds.

Observationsand Conclusions

The costs at the facilities reviewed by PARC Resources varied considerably given that each was
different. The organizations varied from ones that were theater only, to multiplespwrenters

with classrooms, offices, shqmnd performance space. Wzt consistent are the identified
categories discussed earlier and the emphasis on fundraising and community connections. The
organizations contacted tend to have a busingssied approach so that the focus is very much

on attracting and retaining dosners, or users of tHacility, and delivering services that are in
demand.
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Chapter 5: Review of Cultural and Arts Center Revenue Structure

As with the cost structure airts and culture centers, there are a limited number of revenue
options Many permutationsare based on the community, the services offeeettl the relative
wealth of the community. Broken down into recognizable categories, revenue tends to fall into
one of the following broad categories.

1. Performance revenugyate receipts

2. Rental fees for use of the facility or a portion thereof
3. Gift shop, commissions, logo items or related revenue
4. Program ées

5. Lease to private operators of portion of facility

6. Donatons, undraiserandmemberships

7. Grants

8. Subsidies

9. Endowments

10.Volunteers

Not all facilities had revenue from all sources, but all had some combination of support. Much
like diversification of investments, nonprofit arts and cultural organizations temilversify

their funding streams if possible. Given the range, the following discussion offers a brief
description of the different funding sources.

1) Performance RevenamdGate Receipts

For some organizations, this is the biggest single sourcendinfy. For the Pentacle Theaine
Salem, for example, this is true. For other organizations, including those identified in Sherwood
as comparable, performances constituted an important source of income, but not the largest.

Different organizationsand venues take different approaches to figuring the respective center's
share of the gate. Some venues charge a flat fee per performance, others take a percentage of the
gate, while in other casessich aghe Pentacld heatre asthe operator and usdéhe gate comes

directly to them.

The approach varies wittommuity based nonprofit facilitiesa percentagef the gate is the
most commorbut by no means the only approach. For budgeting purposes for the Cultural Arts
Community Center, thigpproachprevents the facility from being unusable by some groups as
well as keeping it from being a subsidy for other organizations.

2) Rental Fees

Most of the facilities reviewedffer for rentparts orthe entirecenterfor a range of activities
including: mestings, events, parties, weddings, reunions, tateeé gatherings. Typically,
nonprofits receive a reduced rate. Below are some of the rate schedules for the noted centers.
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COLUMBIA CENTER FORHE ARTS

Theatre Space: 141 seats

Large lobby areavith 700+Sq. Ft Studio Classroom:

Rates
Rates: * see discounts

Studio/Classroond $2000Up to 8 hours

Theaterd $200/up to 4 hrs

Lectures:

Studio/Classroomd $2500p to 4 hrs

Theaterd $250/up to 4 hrs

Performances

Theaterd $5000p to 4 hrs$7000Upto 8 hrs

Other Events,

Receptions, Meetings, Parties, Dinners, -Sptinsored Art Shows, etc

Lobby, Theater, & Studio/Classroodn contact us

YOUNGSTOWN CULTURAARTS CENTER

Rates

Hourly Rates

room hourly
Standard
Theater $90

Movement studio  $50
Recording studio $50
Media lab $50
South Classroom  $35
Kitchen $35
Dressing rooms $18

Staff Rates

position hourly
HOUSE MANAGER $25
FACILITY $25
COORDINATOR
TECHNICIAN $25

hourly
Registered 501C3

$55
$30
$30
$30
$25
$25
$12

After hours
$40
$40

$40

class rate

$30

*Rentals after 12 am and prior to 9 am arensidered after hours.

Availability:
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daily rate for
multi-day events.
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mailto:grahamea@dnda.org

All spaces are available for rental to the public. Rates vary depending on type of user, time of
day, and specific location. *Rates are subject to change. Please contact US for specific pricing
for your event.

Spaces can be rented with or without the faci
being used, clients MUST hire our Technical Director to oversee its operation. Some events will
require the presence of Youngstown staff for safety andigepurposes.

WALTERS CULTURAL ARBTCENTER
Rates

Rental Areas Standard Fee Resident Fee Non-Profit Capacity
Fee

Theater / Event Space  $200/hour  $150/hour  $125/hour 150/200
Art Gallery / Lounge $60/hour $50/hour $40/hour 40

Kitchen / Concessions  $30/hour $30/hour $30/hour N/A
South Terrace $40/hour $30/hour $25/hour 40
East Lawn $40/hour $30/hour $25/hour 40
Arts Room / Studio $30/hour $25/hour $20/hour 14
Additional Charges Equipment
Charges

Refundable Damage Deposit Banquet Chairs  $1 each

High Impact $200 Banquet Tables $6 each

Low Impact $75 Podium $20
Facility Supervision Charged Hourly  Photocopies $0.15 per side

Rental rates do not include staffing, labor, or equiprfesd. Also renters are required to get
any special insurance or permits required. For example, to use a candle, the Hillsboro Fire
Department must issue a Special Event Permit.

CULTURAL ARTS CENTERCOLUMBUS OHIO
The renthspaces are the Courtyardda@allery, both ofwhich can be rented individually at a
rate of $800 each for six hours or together at a rate of $1,300.
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THE CENTER FOR THERATS- GRASS VALLEY, CALIFRNIA
Rates

Main Stage Full Day Fridayi Sunday $800
1/2 day (up to 4 hours) $450
Full Day Mondayi Thursday $600
1/2 day (up to 4 hours) $350
Long Term Rentals:
- 2-Week Rehearsal $2,800
4 hours/day 7 days/week
- 4 Week Run $8,400
3-4 days/week
Set Build Days $525/day
Granucci Room Hourly Rate $25.00/hr
Blinder GreenRoom Hourly Rate $15.00/hr
Off Center Stage 1 Day Rate $350.00
Mondayi Sunday (Includes lobby)
3 Day Rate $750.00
Weekly Rate $875.00

Rates include a Center for the Artsd approve

Lighting Technician areequired, a approved Center for the Art®@hnician must be used at an
additional cost. All renters shall provide proof of General Liability Insurance evidenced by a
certificate of insurance with properly executed endorsements attached, which insivalhce
continue in effect during the entire term of an Agreement. Coverage must be for at least
$1,000,000. All Renters of the Main Stage, Off Center StagkGranucci Room will be
required to pay a $200 refundable cleaning/security deposit. &880 key deposiis required

for all longterm renters who require a key.

As is evident from the rate schedules above there is some variation, but deposits are typically
required for renting more than a meeting room and depending on the use, additionasapens
common.

3) Gift ShopandRelated Revenue

Many of the facilities reviewed have some sort of a gift shop or store associated with the center.
This typically includes concessions, as well as egpetific sales. Revenue from this source is
difficult at best to model given the highly variable nature of the rest of the operations. If the
facility is used daily and is exposed to foot and incidental traféites will be much higher than

if it requires a specific trip. The clientele and naturéhefpatronage also dictates sales revenue,

as does the amount of space, staff time devoted to operatmmwhthe merchandise for sale.
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4) Program Fees

The category of program fees includes class fees if operated by the organikégion.of the

arts @nters in the region and in the nation have classroom space that allows the operator, or other
vendors, to offer classes in the facilitffrograms can include children's activities, afterschool
offerings and adult classes as well.

Many facilities opeaite using both models. The nonprofit operator ofésr programs or classes
while renting space to other nonprofits andgoofit organizations to hold classes of their own.
There is no clear reason to restrict Galtural Arts CommunityCenter to onlyone approach.
The caveat is that th@ultural Arts CommunityCenter does not want to wind up in competition
with a private business or facility.

5) Lease Revenue

The proposed Cultural Arts Community Center in Sherwood will include retail spaces to be
leased to private operators. This approach is less common, but it is one that has the potential to
create a significant, reliable base of funding. Moreover, the presence of additional operators
should act to increase traffic to ti@ultural Arts CommunityCenter and bring additional
attention to the facilities. In this case, the whole can be greater than the proverbial sum of the
parts.

6) Donations, FundraiseamdMemberships

Donations and fundraisers are the most ubiquitous part of the nonprefénartcultural center
funding streams reviewed. Because of the importance of donations and fundraisers, they are
typically the focus of the board and apart from -ttagay operations, the most important
function of the staff. The ability of a facility tattract donations and participants is linked
directly to the astainability of the facilities,consequentlyfundraisingis the heart of the
operation

As important as this category is to funding arts and cultural centers, there is still considerable
variation between different centers in terms of amounts. Some communitysagehtdreavily

on members, while others do not have memlag¢rall. Somecommunitiesare able to give
substantialates or are able to attract large donarkile others focusrogetting relatively small
amounts from many households.

Some nonprofit centers accept donations of all kinds, from vehicles to household items, while
others focus on cash. Some facilities host arts and cultural festivals, golf tournaments, wine
tastirgs, auctionsand formal dinners. What appears most important is to match the everds to th
community and to the abilitgf the board to solicit support.

7) Grants

Grant funding is another commaavenue sourcand one that has great potential for different
purposes. Grants come from private foundati@sswell asfrom the states and the fede
government. In Oregorstate funding for the arts has been significantly curtailed in the last
decade, but other sources remain available.
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The great challenge when it comes to securing grants is answering the inevitable question about
how the organization intends to sustaireigtions. Consequently, operating grants are much
harder to come by than project specific grants. Most funders do not want to become permanent
underwriters therefore grantwriting efforts need to be tied to a strategy, measurable outcomes
and asustanability plan

Program grants are a good potential source of funds to create new programs and develop a
revenue stream fathoseprograns. Similarly, capacity building grants are available from a
variety of sources and are usually multipkar grantsvith steppeelown funding levels.

8) Subsidies

The category that many people wish to avoid, or at least avoid talking, alumsists of
subsidies. Municipal governments that own arts facilities often opt to subsidize operations for a
variety of reasos. In Newport, Oregon, for example, t8d&y uses hotemotel tax revenue to
support the Performing Arts Center. The City of Newport believes that the presence of the
Performing Arts Center brings people e City, increases tourist spendirand prodaes a net

gain for the community. The question of subsidies is of course a political one, but it is a source
that is important to several facilities reviewed.

9) Endowment

Endowment building is a difficult activity for nonprofits, espegiahew ones n need of
operationdunding. Endowment gifts are not available to support immediate operations and may
be restricted. Nonetheless, building an endowment is the best way to ensure ttexntong
viability of a nonprofit. Another difficulty is that grariinds are almost never available to
support endowments.

10) Volunteers

Although quantifying the importance of volunteers is sometimes difficult, their significance is
undeniable. The arts and cultural centers reviewed almost universally discussefddtiarice

of volunteers to their operations. Volunteers at the different facilities reviewed do almost every
conceivablejob from working in gift shopgo organizing performances, publicitp grant
writing, outreachand management.

Observationsand Conclusions

Revenuesources do not need to be stafitie proposed Culturairts Community Center can

add, augmentand curtail revenue sources based on the local conditions and nieedakes

sense to plan for the broadest combination of revenue straathso remain flexible. The
ongoing need for a diverse funding stream is another reason to remain connected with the
community. Operators and facility staff with whom PARC Resources spolferced the need

to maintain an ongoing conversation about ttha community needs and desiresprder that

not only the public good served, but the operator of the arts and cultural center will be well
supported.
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Chapter 6: Community Commentsand Preferences

A feasibility analysis for a communitacility must be grounded in an understanding of the
community and its preferences. Feasibilitytigerefore highly specific to each community and

its local conditions. Given the importance of communicating with the community, an integral
part of thisfeasibility analysis was a series of interviews and solicitations for comments from the
people of Sherwood.

The interviews done for this project used a list of questions developed specifically for Sherwood,
based on conversationdtiwvthe steering comriee and @y staff. Generally, the interviews

were conversations that ranged over the topics. For ease of comparison, the balance of the
chapter is given to summarizing the answers to the specific numbered questions.

1) What do you feel are the biggesthallenges to creating a successful Cultural Center in
Sherwood?

The most common answer to this question focused on identifying someone or some entity that is
familiar with Sherwood, to run the facility. Most respondents qualified their answer by noting
that it would be critical to have someone able to market the facility and build community
partnerships. Other repeated answers taginestion included the following:

Identify mission

Need to find a director with experience and expertise in thisdfyfaeility
Need to find community leaders to support the facility

Challenge to develop sustaining funding

Need to create broadbe of support in the community

2) Who in your opinion should operate the center for the community?

There were two commoranswers to this questiorm nonprofit group or the ity. Those
respondentswho favored a nonprofit operatasften added caveats. Many suggested the
nonprofit bea consortium of existing groupa collaborationin orderto create an umbrella
group, oranindependent oversight board.

The respondents who favored thitgyGas the operator tended to recommend collaborations with
nonprofits and arts groups. Most peadents saw a need fortyinvolvement in some way,
although often just as the owner betbuilding. Most believed that professional staff of some
sort needed to be in place.

The only other organization specifically identified was the Chamber of Commerce. A handful of
people saw a role for the schools in the operation ofCthkural Arts CommunityCenter.
Significantly, the suggestions to have the Chandfe€ommerce andchools involved did not
come from individuals associated with or employed by the Chamb&ommerceor the
schools.
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3) What are the types of events gprograms you would like to see at the center?

Responses to this question fall/l Il nto two

exclusively and argued that the focus should be on the arts to the exclusioeraofypds of
events. The seandand largelgroupenvisioned a center with a more expansive range of options
including things like banquets, weddings, church seryiaed lectures. This question elicited

many suggestions and a list of the most commabelow.

4) What is a reasonable fee for using a meetirgpace in the cente?

Answers to this question tendealbe vague and focus on being comparable to other facilities.
One person in position know noted thatii | have f ounupsip®herwdockexpeat d ¢
a

usage of the rooms for free and are rel

uct

that a sliding scale would be appropricg@d that there should be different rates for the amount
of the facility used and the additionajiepment required. Among the more sSfiecanswers

were the following:

$100$500
For a meeting space $#35 an hour is reasonable
For larger spaces $16k150
$20-$50 a hour, depends on space used
Night - $200$300
$50/hr
e $25/$30/hr
e Large groups shoulday more
$20/small, $30 large, Seni@enter charges this currently
¢ Need to calibrate your utility costs, cleaning cost

e At a mini mum, a {250, depending Bnwbad theduse$sl 0 O
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e Kids events e Art shows

e Childrendéds Museum e Lectures

e Performancerds (Theater/Dance) e Wine tastings

e Music ¢ Wineandfood pairings

e Visual ats e Sports banquets

o Gallery gpace e "Go beyond the typica
e After school classesndprograms e Classes for both performing and

e Plays visual arts, dance and yoga classes,
e Musicals meeting venue, events, wedding

e Dances receptions
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5) How far away from Sherwood is reasonable in your mind fothe cultural center to draw
people to an event?

As with earlier questions, responses tended to fall into two distinct categories. What is perhaps
differentis that the two different categories of answers were generally in agreement. The largest
group ofrespondents identified the immediate area, including Newberg, Wilsonville, Tayatd
Tualatin. Many people specified a radius of approxim&elyniles or 3Gninutes travel time.

The second set of common answeesl ess speci f i cdepandsion theoevemtcandt h a t
who is using the Center. People will come from far away if it is something they really want to
see. 0

6) What other entities in the community do you envision using the cultural cent@r
The response to this question was sintitathat ofquestion number threeRespondents tended

to either focus exclusively on arts groups or as broad a list as possible. A specific, albeit
incomplete list follows:

e HOAOS e PCC Campus
e Schools e Sherwood Booster Club
e Foundations e SFA
e Sports leagues
. BOOTS
e Weddings * VPA
e Funerals *
e RedCross e Sherwood Dance
e Rotary e Letds Make Music
e Chamber of Commerce e NW Childrends Theater
e Other noprofits o Local Artists for both gallery and
o ChurCheS C|asses
o City
e Art Groups

7) If you rent the entire facility what would be a reasonable fee for this use per day?

Questionsabout money typically producewide-ranging discussions and for thiproject, the
guestion provokegust such a response. The most common response was to reinforce the idea
tha it should be comparable to the other facilities in the area. Speaifwers include the
following:

e Somewhere between $250000 e $500%$1,000
e $1000 e Nonprofits should be charges less
e $200$300 per day e $5i $6,000
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8) Retail shops & planned fa 30% of the overall space. Doethis plan make sense to you
and if not, why not?

The overwhelmingb u t not unani mous response to this ¢
people offered conditions @xplanations. Many peopkaw a connectiondiween the retall

shops and drawing people to the facility. Other respondents argued that there should be some
connection between the mission and vision of ¢hétural Arts CommunityCenter and the

shops.

Worth noting are those fEBlwe preoepsensvhioorsat e Am
centerednthe problems of the current economy and the existence of empty retail spaces.

9) What type of retail shops would work best in this location?

Conversations and meetings in the community prodacedde but consistent list of types of
shops that would work best. Many of them emphasized food and specialty beverages

e Starbucks e Brewpub

e Café Mingo e Bakery

e McMennamins e Wine kar

e Bookstore e Music gore

e Wine dop e Fine Arts iop

e Art supply store e Music gore

e Michaels e Artshop

e Ice creamsop e Wine tasting (for local
e Coffee $iop vineyards/local grapes are going to
e Consignment sho Yamhill Co.)

e Kids clothes

One respondent reminded the interviewer that it makes sense to have shops tlEheotitpe
Cultural Arts CommunityCenter. The example walsat next door to the SchnitzEléathman
are restaurants and bars to accommodate people who like to haveadimnee before or after
concert

10) What is the single most important componento the Cultural Center that you feel must
be in place for the center to be successful?

As with earlier questions, the majority of respondents turned their attention to the question of a
gualified entity to run the facility and the development of coopmrawvith all of the various
stakeholders in the communityCollaborationand c@peration were frequently cite@pecific
answers include the followin
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e Dedicated staff e A full schedule with multiple

e Targeted and comprehensive offerings
marketing e A coordinator or person in charge
A full slate of programs e A good theater

e A publishedcalendar well in e A good sound system
advance e A good lighting system

e Personal services e Formalized partnerships

11) How often do you travel to an adjacentommunity for a cultural event?

Answers to this question were very diverse and tended to be Bhey ranged fromi qui t e
often, 06 to once a year. There is no <clear
everything that goesonin Sherwgéddl do not need to travel to an

12) What is the most you have paid for attending a cultural event?

Respondents to this question identifiedvidle range offees they have paid. Mostspndents

spend much less localtiian they are willing topend if they travel to Portlamat Ashland. The

most common answer to the question about ticket prices to local shows was $10, although the
number did range up to $20 for a minority of respondents. Discussing what peoplaidave p
Portland, the number ranged from $50 to $125. The highest ticket prices reported were for
concerts and plays, specifically for premium seats in Ashland.

13) If you are part of an organizationthat rents space from another entitydescribe the
spaces that you currently use and how you would use it, as well as, if yaould be willing
to sharg the amount you pay forit.

This question generated very little discussion during most interviews. Most respondents say they
would be willing to share antthe descriptioga were limited to the following:

o Gallery e School events
e Theatre e Festivals
o Festivals

14) Should there be any restrictions on the type of ugkat can be accommodated within
the Cultural Center. If so, what would that regriction look like?

Most respondents and participants felt that there should be some restrictions dictated by good
taste and the vision for thecifity. This was not unanimouss some of the people interviewed
argued against any sort of restriction.owever, the majority position was summed up by this
written comment that restr i candrefledthesvhllesiditie b e,
organi zati on r un ndomngentdifcladed tleedollowingt v . 0 Ot her

e Dondt anreystthr Wecall pudl together
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No racist or inappropriate programs

As much broad access as you can

Yesi must be a policy decision of the City Council

No exercise equipnme, people must bring their own

Few restrictions, while trying to raise revenues to meet costs

Culture takes priority

Family appropriate

Balance' cultural place

Need mission/vision: what falls within arts/culture

There should be a mission statement and any use shomddunction

with the Mission

NO RESTRICTIONS use whatever mix to getgbing. If schedule is full with cultural
arts great but at first we need to make it pencil oDb whatever it takes to make it
pencilout

15) Are there any matters concerning the Cultural Center that you feel should be
considered in establishing a bsiness feasibility plan for the operation of the center?

Many of the comments offered in response to this question reiterated some of the points that
people made earlier, but they bear reporting. Among those that were repeated or recount advice
from othe arts and cultural ceéers reviewed are the following:

Need staff running the facility

The center must accessible to the people of Sherwood

There needs tbecollaboratonand not just within the Oart
It is important that the organizatitvasa diverse Board of Directors

An endowment should be set up

Involve school district

Consider other uses: disaster relief (emergency shelter)

Keep it busyécenter is to be a catalyst fo
Develop childrends museum

Buildc ol | aborati onéal so work with groups fron
triangle)

Work with YMCA

Work with Washington County Visitors Association

Must be a clear partnership between the retail space tenants @dttiral Arts
CommunityCenter operiar

Vision: see building stay, keep the old trusses, old architecture, keep it rustic

All coming down to economics: extra amenities can happen further down the road.
Center has to be warm and inviting

Need to sell the experience of being in that space
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Chapter 7: Two Operating Options

Based on a review of existing arts and cultural centers, conversations with operators,
conversations within Sherwopdnd consideration of fundraising and operation impacts, two
primary operation optionemerged These opons were identified over and over during the
research and community consation phase of the feasibility: bave the City b Sherwood

operate the facilityor 2)have a nonprofit organization operate the facilBpoth options assume

that the City wil retain ownershipout that control over dayto-day operations is significantly
different. The two options have expense and revenue ramifications and these are discussed
below.
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Option 1 - Non-Profit Operator, City Retains Ownership Only

City Expenses Start-Up  Yearl Year 2 Year 3 Year 4 Year 5

Public Restroom Service & Maint. $ - $18,200 $18,655 $19,121 $19,599 $ 20,089
Grounds $ - $20,000 $20,500 $20,500 $20,500 $20,500
Reserve $ - $ 7500 $ 7500 $ 7500 $ 7,500 $ 7,500
Total $ - $45,700 $46,655 $47,121 $47,599 $48,089
City Revenues Start-Up Year 1l Year 2 Year 3 Year 4 Year 5

Retail Revenue $ - $10,000 $22,250 $35000 $44,500 $44,500
Total $ - $10,000 $22,250 $35,000 $44,500 $44,500
Profit (Los9 $ - $(35,700) $(24,405) $(12,121) $(3,099) $(3,589)

The budget here assumes that the City will be responsible for the building and the outer shell. Consequently, thecotstfes ref
expenses for the public restroom, calculated at $350 per week, the grounds and the reserve fi@ity wilhelso collect the

revenue associated with leasing the retail spaces in the building. The retail income is conservatively calculatedptéobiuilid u
capacity in year four.



Expenses

Facility Director
Administrative Assistant
Fringe 33%

Event Staff- contracted
Computers & Software
Programming regular offerings
Utilities

Water & Sewer

Insurance

Postage

Telephone, Internet & Website
Publicity & Marketing

Program & Ticket printing
Photography

Office Supplies

Facility Supplies

Trash

Janitorial

Maintenance

Security

Legal & Professional Fees
Grant writing & Endowment Building
Memberships & fees

Training & Development
Printing & Copies
Replacement

TOTAL

Start-Up
$ 45,000
$ 11,400
$ 18,612
$ -
1,200

$
$
$
$
$
$
$
$
$
$
$
$ -
$
$
$
$
$
$
$
$
$
$
$

98,612

Year 1

$ 50,000
$ 28,500
$ 25,905
$ 9,000

$

650

$ 45,000
$ 21,600

$
$
$
$

1,800
9,000
1,500
5,700

$ 14,000

$

AR A B A R - - A - A < A

8,000
3,200
1,200
1,440

660
3,000
7,500
1,950
3,500
9,250
2,000
5,500
7,750
6,000

Year 2

$ 51,250
$ 29,213
$ 26,553

$
$

9,225
666

$ 46,125
$ 22,140

$
$
$
$

1,845
9,225
1,538
5,843

$ 14,350

$

e A A R - - < A S A e R L

»

8,200
3,280
1,230
1,476

677
3,075
7,688
1,999
3,588
9,481
2,050
5,500
7,944
6,150

$273,605 $280,308

Year 3

$ 52,531
$ 29,943
$ 27,216

$
$

9,456
683

$ 47,278
$ 22,694

$
$
$
$

1,891
9,456
1,576
5,989

$ 14,709

$

AR A B A R - A - A A

8,405
3,362
1,261
1,513

693
3,152
7,880
2,049
3,677
9,718
2,101
5,500
8,142
6,150

$287,024

Year 4

$ 53,845
$ 30,691
$ 27,897

$
$

9,692
700

$ 48,460
$ 23,261

$
$
$
$

1,938
9,692
1,615
6,138

$ 15,076

$

AR B B R A R - - A - A A A

8,615
3,446
1,292
1,551

711
3,231
8,077
2,100
3,769
9,961
2,154
5,500
8,346
6,150

$293,908

Year 5

$ 55,191
$ 31,459
$ 28,594

$
$

9,934
717

$ 49,672
$ 23,842

$
$
$
$

1,987
9,934
1,656
6,292

$ 15,453

$

AR A T R R A

8,831
3,532
1,325
1,589

729
3,311
8,279
2,152
3,863

$ 10,210

$
$
$
$

2,208
5,500
8,555
6,150

$300,965



Revenues Start-Up  Yearl Year 2 Year 3 Year 4 Year 5

Performances 30% of gat€0/ year $ - $ 75,660 $87,009 $100,060 $110,066 $112,818
Event staffing fees $ - $ 7650 $ 7,841 $ 8037 $ 8238 $ 8,444
Meetings- rental $ - $ 2600 $ 3250 $ 4875 $ 4,997 $ 5,122
Facility rental- receptions / parties $ - $12,000 $15,000 $19,200 $22,500 $22,500
Incidental sales $ - $ 850 $ 1,950 $ 2,500 $ 4250 $ 5,500
Forfeited cleaning deposits $ - $ 800 $ 800 $ 1,000 $ 1,250 $ 1,500
Annual fundraiser $ - $15,000 $17,500 $20,000 $25000 $30,000
Donations $ - $ 9500 $ 7500 $ 5000 $ 4,000 $ 4,000
Sponsorships $ - $10,000 $15,000 $16,500 $18,000 $22,000
Program advertising $ - $ 4500 $ 7,000 $ 7,000 $ 9,000 $12,500
Endowment $ - % - $ - % - $ - $ -
Program Grants $ - $40,000 $35000 $30,000 $25000 $20,000
Program Income $ - $ 8,000 $10,500 $18,500 $28,000 $36,500
Grants- capacity & development $ - $ 75,000 $65000 $50,000 $30,000 $20,000
Volunteer labor $ - $ 4500 $ 4500 $ 4500 $ 4500 $ 4,500
In-Kind $ - $ 6500 $ 6500 $ 6,500 $ 6,500 $ 6,500
Total $ - $272,560 $284,350 $293,673 $301,301 $311,884
Profit (Los9 $(98,612) $(1,045) $ 4,043 $ 6649 $ 7,393 $10,919

NOTE: The budget figures were generated using a spreadsheet that rounded figures to the nearest whole number. Téeadotal figu
cumulative and thus, there may be a difference of a dollar or more in the sums in places.

* The volunteetabor is assumed primarily to be applied to the expensegiased with event staff, including such functions as ticket
sales, ushers and concessions.



Assumptions- Option 1
Expense Assumptions

The expense budget begins with the assumption that a nonprofit operator will be responsible for
the facility and that theCultural Arts CommunityCenter will work with two fulitime staff
persons, which equals 2.0 FTE. These staff positions are calcalatates that reflect the
nonprofit marketplace and organizations devoted to the arts. ThgeMBenefit ratio is on the

high side for nonprotis but encompasses taxes and insurance in the range of $600 to $800 per
month. Finally, in the category ofadt, the budget includes $9,000 for contracted staff to work

at events and performances. This expense is not intended to cover all performance staffing costs,
but the performing arts organizations and partners will cover those.

The stardup budget above begins with an operational facility that begins one year before the
Center opens. During the rehabilitation of the building the budget assumes that the operating
organization will begin preparing for programming and events sowhan the Cultural Arts
Community Center opens its doors, there are things for people to do immediately and operations
really can begin. Significantly, there are no revenues associated with this year. Most likely, the
year would see significant grantitimg efforts on the part of the facility director, as well as work

to sell sponsorships and advertising, as well as to solicit donations, but the majority of costs
would have to be underwritten or subsidized.

The budget further includes limited, butgming funding for the acquisition of computers,
software and related equipment. This budget line item assumes that the organization will begin
with some limited equipment, but have regular needs to upgrade and purchase new office
equipment.

The programnmg budget line assumes that @altural Arts CommunityCenter will offer a te
be-determined slate of programs for the community. Examples might include afterschool or
weekend arts classes, theater groups or similar offerings. The list here is nottanbant
exhaustive, and the programs may just as easily be aimed at seniors, or the general population.
What is important is that the programming creates opportunities for use and for bringing the
citizenry to the facility, where it is possible to solisitpport and augment revenue, as well as to

help the Cultural Arts Community Center fulfill its mission.

Utility, water, sewer and insurance expenses are speculative. The insurance figure is high
compared to public facilities elsewhere and the limitesnbers that art centers have been
willing to share to dte. The participation of th€ity in securing insurance may significantly
alter that figure. Likewise, therovisions of water and sewer services araters to be
negotiated with th€ity.

One d the significant revenue sources available to the facility is sponsorships and advertisement

space in psgrams. To secure this revensgeam, the organization will have to spend on
marketing, including purchasing advertisements and even contracting.

Feasibility Analysis Sherwood Cultural Arts Community Center



The budget assumes that the organization will participate in creating and printing tickets and
programs and thus, this line is included. The budget includes funding for limited photographic
services for marketing and publicity. The office supply budgatrass a monthly cost of $100,

while the facility supply cost is $120 per month. The janitorial expense line appliesAat the
Center only, not the retail shops or the public restrooms. Maintenance expense is likely high for
a new facility, but given thenknown use patterns, PARC Resources prefers to be conservative
and estimate high. The security expense assumes a limited security system. The legal and
professional fees refer to legal and accounting expenses for the organization operating the
facility.

The grant witing and endowment building expense could be adjusted in either direction, but
reflects the assumption that the organization will seek to build an endowment and that it will hire
outside grant writing for at least one, maybe two major graath year. The membership and

fees line refers to the expenses associated with joining professional organizations or associations,
for the facility operator. The training and development fee reflects the expense related to
providing training for staff.

The pinting and copies expense line assumes that the organization will print postersafigers
related items for their events and activities.

As noted abovehe public restroom service and maintenance expense assumes that the public
restrooms willbe available for the public most of the yeard be expenses borne by the City

The budget assumes a weekly expense of $350 for regular service and for paper,, @adning
related products.

The replacement expenses reflect the assumption that the organization will have toweplace
equipment and furnishings and the expensedssimsthat this will be accounted for from the

opening of the facility. Finally, the grounds experaso tobe borne by the Cityeflects the

expense related to landscaping and maintenance and is based on the current expense at the Senior
Center.

Generally, expenses grow by 2.5 percent annually.

Revenues

Revenue assumptions begin with the retail opera@bnise facility and the budget assumes that
the facility will not hit full capacity until year four. The budget also assumes that the City of
Sherwood will provide service to the public restrooms and maintenance for the grounds, as it will

be the ownerfathe facility.

The revenue budget assumes the following.

Feasibility Analysis Sherwood Cultural Arts Community Center



Performances5 shows over 3 daysveekday rehearsals
380 seats x 3 evening shows x 70% capacity x4 $ 7,980

380 seats x 2 matinees x 60% capaxifb $ 2,280
Total Gross $ 10,260
30% of gate $ 3,078
Concessions $550 x 3 evening shows $ 1,650
Concessions $100 x 2 matinee shows $ 200
On site sales $ 500
Total $ 2,350
30% of sales $ 705
Total perperformance $ 3,783

The budget above assumes that there are 380 seats available for a performance amd that th
facility will host 20 performances a year. The performances will likely vary, but the average is
assumed to be five performances, three in the evening and two matinee shows. The evening
shows will have an average ticket price of $10 with houses that presumed 70% of caffzeity.
matinee tickets will average $5 per ticket and the house will beflialf The budget assumes

that the opator of the facility will take 3@ercent of the gate. Similarly, the budget assumes
that the evening shows will take in $550 in profitfreconcessions, whereas the matinee shows

will bring in $100 in profit an@0 percent of this will go to the house.

Over the first five years of operation, the budget assumes that the facility will see a growth from
year one to two and two to three oftéén percent each year, with the growth falling to ten
percent in years four and five.

The budget assumes that the performance and event groups wab peycent of the staffing
fees. The rental revenue assumes one meeting rental per week at $&@toey,ra modest fee
to cover basic operations and uskhe meeting fee revenue projection increases by twiergy
percent in year two, fifty percent in year three and twérty percent in subsequent years, as
more people use the facility and fees aigisted upward.

The event income assumes that in year one someone will rent the facility for an event or party or
receptionatan average of once a month at $1,000 per event, a number that §i6@s year two
and16in year three at $1,200 per fuay rental. In year four, the fee goes up to $1,250iand
thatyearthere will bel8rentals.

Other revenue sources include incidental sales of logo items and related small sales. The budget
assumes very modest income from this source. Similarly, the budget assumes that some of the

Feasibility Analysis Sherwood Cultural Arts Community Center



renters or users of the facility will forfeit their cleaning deijpand this will result in a limited
income stream.

Fundraising is a permanent part of any art or
the proposed Cultur@irts CommunityCenter as well. The budget assumes a modest fundraiser
donetor ai se the facilityds visibility, as wel |

donations as well as 4kind contributions and volunteer labor, especially for things such as
cleaning, maintenancand related expenses. The budget assumesldhations will decrease
slightly over time as people will be more excited about the new facility and that such interest will
wane over time.

The budget assumes that the facility seek sponsorships and advertising in the programs. The
program advertisings a modest amount that should help build relationships and funnel
organizations toward sponsorships of the facility. The budget finally assumes that the operator
will write grants to support its original opening and capacity development. The grast total
decrease over time as the grantors will expect the organization to becosestatiing, or less

reliant on grant support.

Grants

The revenue budget relies heavily on grants and this in turn will require a diligent grant writing
effort. The budgetdentifies two primary types of grants, or programming and the second

for capacity building and organization development. For both types of grants, the budget
assumes that the total support will decrease over time. This assumption reflects a strategy
whereby the organization seeks support to create the programming and capacity, which in turn
will create a sustainable revenue flow. Private foundations respond well to this strategy. The
revenue budget assumes that grants will provide $115,000 irogeaaind drop to $40,000 by

year five. In all likelihood grants will always provide limited support for @wdtural Arts
CommunityCenter, but they do not represent a reliable business model for anything more than
new programs and to respond to new opputies.

Closely related to the grant funding for programs is the expectation that the programming will

produce revenue. The total program revenue grows fténpercent to ovels5, with the
expectation that revenue will continue to grow, but requaetsidy from operations.

Feasibility Analysis Sherwood Cultural Arts Community Center



Option 2 - City Operated

Expenses

Facility Director

Administrative Assistant 0.75 FTE
Fringe 40%

Parttime Staff (event & as needed)
Computers & software
Programming regular offerings
Utilities

Water & Sewer

Insurance

Postage

Telephone, Internet & Website
Publicity & Marketing

Program & Ticket printing
Photography

Office Supplies

Facility Supplies

Trash

Janitorial

Maintenance

Security

Legal & Professional Fees

Grant writing & Endowment Building
Memberships & fees

Training & Development

Printing & Copies

Public Restroom Service & Maint.
Reserve

Start-Up

$ 45,000
$ 11,400
$ 18,612

$

T A - E AR - - - A e A B AR TR < A e o R AR R

1,200

Year 1

$73,739
$ 36,965
$44,281
$18,000

$

600

$ 45,000
$21,600

$

1,800

$11,000

$
$

1,500
5,700

$ 19,500

$

eI I e R R e A A A A R

$

8,000
3,200
1,200
1,440

660
3,000
8,500
1,950
3,500
9,250
3,500
5,500
8,500

$ 18,200

$

7,500

Year 2

$75,582
$37,889
$45,388
$18,450

$

615

$46,125
$22,140

$

1,845

$11,275

$
$

1,538
5,843

$19,988

$

T R LA A < e A I

$

8,200
3,280
1,230
1,476

677
3,075
8,713
1,999
3,588
9,481
3,588
5,638
8,713

$ 18,655

$

7,500

Year 3

$77,472
$ 38,836
$46,523
$18,911

$

630

$47,278
$22,694

$

1,891

$11,557

$
$

1,576
5,989

$20,487

$

PP LB B S

$

8,405
3,362
1,261
1,513

693
3,152
8,930
2,049
3,677
9,718
3,677
5,778
8,930

$ 19,121

$

7,500

Year 4

$79,409
$ 39,807
$47,686
$19,384

$

646

$48,460
$ 23,261

$

1,938

$11,846

$
$

1,615
6,138

$ 20,999

$

eI I R e AN B A B R

$

8,615
3,446
1,292
1,551

711
3,231
9,154
2,100
3,769
9,961
3,769
5,923
9,154

$ 19,599

$

7,500

Year 5

$81,394
$40,802
$48,878
$19,869

$

662

$49,672
$ 23,842

$

1,987

$12,142

$
$

1,656
6,292

$21,524

$

LT e A AR TR

$

8,831
3,532
1,325
1,589

729
3,311
9,382
2,152
3,863

$ 10,210

$
$
$

3,863
6,071
9,382

$ 20,089

$

7,500



ExpensesContinued Start-Up  Yearl Year 2 Year 3 Year 4 Year 5

Replacement $ - $ 6000 $ 6,150 $ 6,150 $ 6,150 $ 6,150
Grounds $ - $20,000 $20500 $20,500 $20,500 $ 20,500
TOTAL $ 98,612 $389,585 $399,137 $408,262 $417,614 $427,201

NOTE: The budget figures were generated using a spreadsheet that rounded figures to the nearest whole number. Tdgeadotal figu
cumulative and thus, there may be a difference of a dollar or more in the sums in places.

Revenues Start-Up  Yearl Year 2 Year 3 Year 4 Year 5
Retail Revenue $ - $ 10,000 $ 22,250 $35,000 $44,500 $44,500
City - Public Restroom $ - $ 18,200 $ 18,655 $19,121 $19,599 $20,089
City - Grounds $ - $ 20,000 $ 20,500 $20,500 $20,500 $20,500
Performances 30% of gat0 per year $ - $ 75,660 $ 87,009 $100,060 $110,066 $112,818
Event staffing fees $ - $ 15,300 $ 15,683 $ 16,075 $16,476 $ 16,888
Meetings- rental $ - $ 2600 $ 2665 $ 2,732 $ 2800 $ 2,870
Facility rental- receptions / parties $ - $ 12,000 $ 15,000 $ 19,200 $22,500 $ 22,500
Incidental sales $ - $ 850 $ 1950 $ 2500 $ 3250 $ 3,500
Forfeited cleaning deposits $ - $ 800 $ 800 $ 1,000 $ 1,250 $ 1,500
Annual fundraiser $ - $ 15,000 $ 15,000 $ 18,500 $22,500 $ 25,000
Donations $ - $ 6500 $ 4500 $ 3,000 $ 2,000 $ 1,000
Sponsorships $ - $ 10,000 $ 15,000 $ 15,000 $18,000 $ 22,000
Program advertising $ - $ 4500 $ 7,000 $ 7,000 $ 9,000 $ 12,500
Endowment $ -8 - % - $ - 3 - $ -
Program Grants $ - $ 35,000 $ 25,000 $ 20,000 $10,000 $ -
Program Income $ - $ 8,000 $ 10,500 $ 18,500 $28,000 $ 36,500
Grants- capacity building & support $ - $ 35000 $ 20,000 $ 15,000 $ - $ -
Volunteer labor $ - $ 2500 $ 2500 $ 2500 $ 2,500 $ 2,500
In-Kind $ - $ 3500 $ 3500 $ 3500 $ 3500 $ 3,500
Total $ - $275,410 $287,512 $319,188 $336,442 $348,166

Profit (Los9 $(98,612) $(114,175) $(111,626) $(89,074) $(81,172) $ (79,035)






Assumptions- Option 2

The budget dr Option Two assumes that thétyCwill operate the Cultural Arts Community
Center. City operation has several ramificatitheg generallyork to raise costs and lower the
available funding sources. As a municipal facility and program, there are likely to be fewer
private foundatioa willing to give to support th€ultural Arts CommunityCenter, compared to

a nonprofit. The reason for this, stated broadlyhat many feel the taxpageshould fund City
operations

Not only does municipal operation preclude some private fownddtinding opportunities,
individuals and businessese also less likely to fund ait¢ program, compared to r@onprofit.

On balance, if the i/ opts to operate the facility, it will likely find fewer ndee income
opportunities.

In addition to thefunding impact of muicipal operations, €y operaton also portend higher

costs. TheCt yés wage scale and the cost of benef.i
Sherwood, when compared to that of a nonprofit. Finally, the budget does naleiribki

potental administrative cost to theit§ to handle additional payroll, account for funds and to
supervise the additional employeesdding these expenses will widen the gap between revenue

and expenses.
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