Waldron Study Group 
The group considered the scenarios below.  Focus was placed on Option 3 and a draft proposal is attached.  This proposal could be executed regardless of the ownership of the Waldron property in which case Option 4 or 5 would be applicable.
Options:

1.  BAAC remains as Owner and Manager

2.  BAAC sells the building and remains as manager; or as a tenant; or vacates entirely.  

3.  BAAC remains as owner and contracts third party management of building.
4.  Title reverts back to the city to lease and manage/or contract those activities to a third party. 
5.  Some other not-for-profit organization replaces the BAAC as building owner and manager
Other Considerations:  

1. A bridge loan, grant or gift will likely be needed in order to keep the building running properly and continuously, regardless of the future operating model.

2. Art School, Audio Theater, Continuing Studies and Dance School as possible users to increase revenues.
3. The property may require deed restrictions to insure that future use is in alignment with the community’s vision.

4. Formal collaboration/agreements of various art organizations to spread the occupancy overhead.
5. The BAAC should be expanded or reinvented.  The BAAC needs to consider how any reorganization plan will impact the Community Foundation endowment.

6.  Several organizations have expressed interest is leasing or managing the facility    

(e.g. BAAC, Cardinal Stage, BCT)
Waldron Study Group Proposal - Draft v4
Concept:  The BAAC continues to own but not manage the Waldron property.  A professional management company is retained by the property owner and enters into annual leases with appropriate tenants for different “functional” areas of the building.  The management company collects the rent and maintains the facility.  If the BAAC is not the owner, a substitute not-for-profit organization is recommended due to the property tax consequences.  

Rationale:  Fixed operating expenses (see Attachment 1) are met with fixed annual rental income (see Attachment 2) rather than the projected and uncertain income of periodic renters.  The building continues to function as a community arts center but with tenants managing their respective spaces, e.g., performance, gallery, classroom, radio, gift shop.

Plan:  

1. Divide the Waldron into “functional” spaces for which rental rates are established on a minimum annual basis.  

a. Classroom:  2352 square feet total.  Includes 2 second floor rooms (609 and 354 square feet) and 2 first floor classrooms (787 and 462 square feet) and a kiln room (140 square feet).

b. Office Space: including a conference room and hallway (1250 square feet).

c. Gift Shop:  260 square feet.

d. Gallery:  756 square feet.

e. Performance Space:  Rose Firebay, including back stage (1450 square feet) and Waldron Auditorium including back stage and adjoining dressing rooms (3618 square feet)

                     f.   Radio Station space:  2146 square feet.
2.  Each annual tenant may sublease their respective space and, especially in the case of the performance space, would be encouraged to do so in the spirit of keeping the Waldron as an accessible community arts facility.

A contractual arrangement needs to be implemented for the use of the equipment that is available in each rental space, e.g., sound equipment, piano, portable lighting.

3. A management company would provide general maintenance services, custodial services, maintain a capital reserve account and pay bills.  The management company would not employ services for any of the functional areas, including the reception area. 
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4. A specific amount per month shall be deposited into a capital reserve account, owned by the property owner and managed by the management company.  Further, an endowment/foundation must be established to assist in the long term operation of the Waldron facility.

Possible Tenants:  (See Attachment 2 for Rates)

1. Office space:  Various art organizations may rent office/conference space annually. It would be possible for the BAAC to rent it all and sublease individual offices that they don’t use.  
2. Classroom space:  The BAAC has expressed interest in renting classroom space to continue the administration of their arts education programs. 

3. Gallery Space:  BAAC or similar organization.

4. Gift Shop: No tenant identified, though it might make sense for this space to be run by the tenant who runs the performance spaces in the event it is additionally used as a box office or concession space.

5. Performance Space:  Cardinal Stage or BCT could effectively run and sub-let the space.

6. Radio Space:  WFHB could remain as the tenant.
7. Maintenance Areas:  Utilized by the management company.
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Attachment 1:  Waldron Estimated Annual Operating Expenses
	Expense Item
	Amount
	Percentage of Total

	
	
	

	Insurance (Hazard & General Liability Only)
	$5,000
	5.03%

	Utilities
	$20,000
	20.10%

	Security
	$2,000
	2.01%

	Repairs and Maintenance
	
	

	         Custodial Supplies             $  1,500

         Building Maintenance       $   9,000

         Custodial Labor                 $ 20,000

          Misc.                                 $  5,000


	$35,000
	35.68 %

	Equipment Purchases
	$3,000
	3.02%

	Replacement Reserve
	$24,000
	24.16%

	Total Expenses before Management Fee
	$89,500
	

	Management Fee
	$10,000
	10.05%

	
	
	

	Total Expenses Including Management Fee
	$99,500
	100.00%


Notes:

Expenses are estimated.
Estimates are based, in part, on a review of those expense numbers provided by the BAAC.  Insurance estimate provided by insurer.  

Phone, internet and related equipment are assumed to be handled separately by tenants.
Property taxes need to be included if property is owned by a for-profit entity.
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Attachment 2:  
Waldron Arts Building Revenue Projections




Rental Rates for Functional Spaces

	Space
	Possible Tenant
	Gross Annual Lease
	Monthly Lease

	Classroom Space

(Includes some small storage/kiln room)
	BAAC/Other
	$22,000.00
	$1,833.00

	Education Gallery Fl 1
	BAAC/Other
	$1,500.00
	$125.00

	Office Space

(Includes Board Room & Founder’s Lounge)
	BAAC/Cardinal/Other (Sub-Leases available)
	$12,500.00
	$1,041.67

	Performance Space

(Includes Auditorium,

Auditorium back stage and storage, Rose Firebay, Firebay Storage)
	Cardinal/BCT/Other
(Sub-Leases available)
	$50,000.00
	$4,166.67

	Radio Station
	WFHB (current)
	$10,000.00
	$833.33

	Gallery
	BAAC/Other
	$6,800.00
	$566.67

	Gift Shop/Box Office
	Cardinal/BCT/Other
	$2,300.00
	$191.67

	
	
	
	

	TOTAL
	
	$105,100.00
	$8,758.34
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