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1. Summary of Scope

Scope Preparation

Prior to commencing this scope of work, the Metropolitan Redevelopment Agency (MRA) and City of Santa Fe's
Arts & Culture Department (represented by those listed below) coordinated a working “Core Group” to represent
the community's interest in the Midtown Performing Arts Center (Midtown PAC) planning efforts. This group
waorked closely with the Artspace and Autotroph team at the onset of this scope, providing history and context
about the site and the creative community in Santa Fe. The Core Group also played a supportive role in inviting
local stakeholders, such as arts organizations and civic leaders, to the input-gathering focus groups.

City Team

Tim Farrell Public Works Department, Property Development Manager

Daniel Hernandez Metropolitan Redevelopment Agency, Director (Former)

Chelsey Johnson Arts & Culture Department, Director

Niyia Mack Metropolitan Redevelopment Agency, Project Manager

Elisa Montoya Community Development Department, Director

Sharla Russell Arts & Culture Department, Deputy Director

Melissa R. Velasquez Arts & Culture Department, Services Coordinator

Carly Venditti Metropolitan Redevelopment Agency, Asset Development Manager

The Core Group included the following local leadership:

Joel Aalberts Lensic 360, Executive Director
Raashan Ahmad Musician; Poet; Vital Spaces, Executive Director

Producer; Writer; Director; Greer Garson

Tom Bartos Performing Arts Alliance, President

Joshua Billiter LiveArts Santa Fe, “Doer of Things”

Elias Gallegos George R.R. Martin, Producer

Christina Gonzalez Santa Fe Public Schools, Fine Arts Coordinator
Vaughn Irving LiveArts Santa Fe, Executive Director

Jamie Lenfestey Lensic 360, Director
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1. Summary of Scope (continued)

El

In advance of the official kick-off with the Core Group, Artspace and Autotroph met with the City team to solidify the workplan
and timeline, learn about the Midtown Master Plan undertaken to date, and understand the anticipated role of the Midtown
PAC within the context of the broader site and community. At this time, a plan was engaged to enable Autotroph to begin site
visits to capture building measurements and existing conditions for the Building Assessment Report. Prior to the kick-off, the
team also reviewed the Midtown Community Development Plan and the 2023 Garson Theater Facility Assessment Report.

Kick-Off Meeting

August 2025

The team met virtually with the City and Core Group to kick-off the initiative and overview the project
schedule, objectives, and deliverables, as well as learn about each of the members' organizations.

SCOPE OF WORK

Aug-Sept

)

Scope Prep

* Define long-terms goals and
use assumptions with City

* Understand work done to
date, including site
masterplan and arts/culture
planning

* Meet Core Group members
and learn about each
organization

* Prep for visit

= Autotroph to begin building
assessment activities

Building Assessment

August-September 2025

Information
Gathering

* Artspace visit to facilitate

focus groups, tour site, visit
existing performing arts
spaces

= Autotroph leads building

assessment work, including
documenting existing
conditions and developing
CAD floor plans

Future Use & Model
Development

Define priority operating
model, based on two
drafted options

Develop draft capital and
operating budgets for
priority model

Articulate recommended
building upgrade scopes
based on priority model

Present development pro
forma, recommended
operating strategy and
building improvements

Delivery of Reports

* Update model assumptions

and pro form/floor plans
based on City team feedback

Write and deliver
Operations and
Management Strategy
Report that details facility
use model, with
recommendations regarding
governance, management,
and operations

ARTSPACE
CONSULTING

The Autotroph team led the building assessment component of this scope, which included reviewing the 2023
Facility Assessment Report to identify gaps and required updates. Throughout this timeframe, the team visited
the building several times to document existing conditions and perform supplementary measurements. They
then drafted CAD floor plans to reflect the current layout of the facility for use in future improvement modeling.
The team began the updated building assessment report to outline recommended building updates related

to basic code compliance and life safety, as well as energy efficiency and sustainability opportunities.

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe
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1. Summary of Scope (continued)

Visit Planning Meetings

August-September 2025

An additional planning call with the Core Group was held

in August to brainstorm stakeholders to invite to two in-
person focus groups - one with local arts organizations/
creative businesses and the other with civic and finance
representatives - to discuss creative space needs,
programmatic focus areas, and operator interest/capacity,
as well as complimentary initiatives and funding priorities.
The Core Group assisted in inviting and communicating with
prospective attendees and securing space for meetings. The
group also supported the customization of the visit agenda,
which included tours of several performing arts facilities

in Santa Fe to gain a sense of the existing infrastructure,
operators, users, rental models, and programs.

As additional preparation, Artspace drafted a survey to be
taken by arts organizations in advance of the in-person
focus groups. The survey sought to capture more detailed
organizational information, including mission, operating
budget, and program overview, as well as participants’
current space situation (leasing vs. owning, size, cost,
space type, etc.). Additionally, the survey collected initial
feedback on interest in utilizing space at the Midtown PAC.
This information-gathering activity enabled the team to
gather background information to support a deeper and
more nuanced discussion during the focus group. The
questions were reviewed by the City team for clarity and
content before being disseminated to focus group invitees.

Additional check-in calls with the City team were held
in advance of the visit to facilitate coordination of the
agenda. Artspace and Autotroph also met on a bi-
monthly basis throughout the scope of work.

Information-Gathering Visit

September 2025

The Artspace team traveled to Santa Fe for a three-

day visit to engage local stakeholders and tour existing
creative assets, the Midtown campus, and the Greer Garson
Theater. The following activities were accomplished:

- Comprehensive Greer Garson Theater complex

+ Tour of the Midtown district and several
campus buildings, including:

- Aspect Media Village

- Midtown Arts and Design Alliance
+ Santa Fe Art Institute

- BENILUDS

- Tours of the following existing creative assets, including
conversations with each organization's leadership
regarding their facility, operational model, programming,
rental trends, and additional space needs:

+ Jean Cocteau Cinema & Theater
- Teatro Paraguas

+ New Mexico Actors Lab

- Santa Fe Playhouse

+ Center for Contemporary Art

+ Lensic Performing Arts Center

+ Arts Organization and Creative Businesses
Focus Group - held at BENILDUS

- See Appendix C for list of attendees
+ Finance and Civic Leaders Focus Group - held at BENILUDS
- See Appendix C for list of attendees

- Working session with the City team, Artspace,
and Autotroph to share initial impressions and
ideas, ask questions, and discuss next steps

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe 10339



1. Summary of Scope (continued) E

Midtown Performing Arts Center Operating Model Development

Following the information-gathering visit, Artspace defined four prospective operating models based on the stakeholder feedback,
facility opportunities, and broader community context. These distinct operating concepts were presented to the City team for
discussion and feedback, with the objective of identifying a singular model for further analysis. In addition to the concepts,

the conversation also included a review of known priority upgrades/improvements, such as building envelope insulation,
sprinkler system completion, obsolete Mechanical/Electrical/Plumbing infrastructure, and life safety and accessibility issues.

Initial Concept
il Review
Working Assumptions

* All concepts would include a degree of

phasing (approach is dependent on o PR RGNV i Wt
use scenario to a degree) w Resident Company (Operator)

Significant capital expenses across all

scenarios
* The City would maintain ownership of @ Multidisciplinary Performing

Arts Cent
the building and/or land (opportunity SN,
to establish dedicated income stream,

@ Municipally-Run “Rec Center”

such as hotel tax or GRT)

MIDTOWN PERFORMING ARTS CENTER

* Off-Broadway Development
& Production Center

* Objective: Maximize use of main stage and rehearsal spaces for Use of spece by local cornpanies/orgenications
the development and preparation of large-scale musical theater- =9
T ——
style productions
« Operating Model: Run by a local presenter/booking entity City oversight & operating support
L —
+ Capital Improvement Focus: Prioritize mainstage theater space o +
and immediate support spaces
o Address proscenium opening & wing space Capital expenses

o Update flys & rigging {
o Upgrade all audio/lighting systems

o Consider adding projection capability

o Address loading dock issues Potential for significant earned income

o |mprove scene shop

o Add/upgrade dressing rooms '& +
o Minimal improvements to classrooms/rehearsal spaces

o Possibly create office space for operator, if needed

|
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1. Summary of Scope (continued)

Midtown Performing Arts Center Operating Model Development (continued)

g Local Performance Venue with
5 Resident Company (Operator)

* Objective: Activate the entire facility, with an emphasis on performance-
type activities, by creating two viable performance venues

* Operating Model: Run by existing local performing arts entity with the
capacity to both produce on the mainstage and present or facilitate
rentals of the facility

o Likely rental arrangements could include annualized agreements for
regular use of spaces, black box or mainstage production rentals, as-
needed rentals, etc.

+ Capital Improvement Focus: Create two viable theater spaces

o Improve main stage, including loading dock and main dressing rooms
(though likely to a lesser degree than previous concept)

o Create a well-designed black box theater in the Ensemble Room,
including adding a lift for ADA accessibility and additional dressing
rooms in place of rooms across the hallway

o Improve dance studio floor, if needed

o Possibly create office space for operator, if desired

o Minimal improvements to remaining classrooms/rehearsal spaces

Multidisciplinary Performing
Arts Center

+ Objective: Activate the entire facility, with an emphasis on the flexibility of
spaces for multidisciplinary uses (potentially beyond performing arts).
Maximize number of leasable spaces of varying sizes and rental rates

+ Operating Model: Run by a new or existing nonprofit operator whose focus
is on filling spaces with a combination of local, regional, and national
performing arts companies/organizations

o Core function of operator is processing rental requests, scheduling,
building maintenance, outreach to attract space users and
partnerships with institutions, and fundraising to offset operating
costs

o Likely have various arrangements with space users: office tenants,
annualized agreements for regular use of spaces, as-needed rentals,
etc.

+ Capital Improvement Focus: Prioritize improvements to all leasable
spaces in facility except for the main stage (minimal upgrades)
o Consider turning Ensemble Room into black box
o Create office space for operator and possibly additional leasable office
space for local nonprofits

Use of space by local companies/crganizations

Capital expenses

Potential for significant earned income

o——-:

Use of space by local companies/erganizations

Capital expenses
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1. Summary of Scope (continued)

Midtown Performing Arts Center Operating Model Development (continued)

Municipally-Run Civic Center

* Objective: Provide rental space for various groups across the region.
Bring the building back into public use, but without any set agenda on

how it is primarily used

« Operating Model: Run by department of the City

* Capital Improvement Focus: In comparison to other scenarios, least
amount of capital investment, emphasis is rather on marketing and

Use of space by local companies/organizations

-

City oversight & operating support

outreach efforts to make space availability known. Maximize number

of leasable spaces of varying sizes and rental rates
o Prioritize rehearsal and classroom spaces

o Consider creating leasable office space for local nonprofits

Capital expenses

O =

o Minimum necessary improvements to the main stage to bring up

to a rental scenario like "Scottish Rites” venue or other rentable

space

Potential for significant earned income

O

Based on this review call, the City team confirmed consensus around the concept described in the subsequent
section of this report, which draws from both the “Local Performance Venue with Resident Company (Operator)”
and “Municipally-Run Civic Center” models, with the potential for the facility operations to evolve towards the
“Multidisciplinary Performing Arts Center” model. See Midtown PAC Concept Overview (page 7) for details on
the preferred concept and the subsequent sections of this report for complete modeling and analysis.

Sustainable Facility Analysis

As the final component of this scope, Artspace created a
preliminary development pro forma for the Phase 1 and
Phase 2 of the concept to model capital budgets for the
proposed space program improvements, income and expense
projections, and 15-year cash flow. Capital and operating
assumptions were derived from comparable projects in

the consultant team's portfolios, relevant facilities known
and accessible to the team, and industry standards. The
operating budget includes rental structures and projected
income that is based on the information gathered during the
stakeholder engagement activities and Artspace's experience
developing and operating performing arts facilities.

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe

Autotroph assisted in the analysis efforts by identifying
necessary Phase 1 capital improvements and developing
graphics to illustrate the Phase 1 and 2 recommended facility
upgrades, as well as the proposed leasable spaces.The draft
pro forma, illustrated floor plans, and analysis were presented
to the City team for discussion and feedback. The presentation
included conversation around the advantages and drawbacks
of the proposed operating scenario and key considerations

for both Phase 1 and 2 capital improvements and operations.
Following this meeting, Artspace and Autotroph finalized

the pro forma and supporting floor plans for inclusion

in this Operations and Management Strategy Report.
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2. Midtown PAC Concept Overview

The recommended concept assumes that the City will lead
the renovation of the facility to an occupiable state and
establish a baseline of operations for use by the creative
community of Santa Fe. “Phase 1" improvements will include
all outstanding egress, life safety and ADA issues; necessary
upgrades of obsolete mechanical, electrical, and plumbing
infrastructure; updates and additional skylights/roof
monitors; and select lighting and acoustical improvements.

At the conclusion of the Phase 1 improvements, the
building will be operated by the City of Santa Fe, who

will lease the facility to interested groups, individuals,
organizations, and companies. It is not anticipated that
the City will employ a technical crew for the theater, but
rather that they could provide a list of recommended or
approved technicians for renters to contract with directly.

Either during the initial improvements or some appropriate
time thereafter, it is anticipated that the City of Santa Fe
will release a Request for Proposals (RFP) to identify a

Operating Assumptions

Phase 1

»+ Municipally owned and operated

- City responsible for all operating costs

- Creation of ~1 new FTE staff position within the City

+ Core Functions: Processing rental requests, managing
scheduling and facility access, coordinating building
maintenance and janitorial services, outreach/marketing
of facility to attract space users, securing City funding
for operational expenses and deferred maintenance

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe

“Phase 2" operator for the Greer Garson mainstage. Should
this procurement process be employed, the RFP would
outline the opportunity for an organization to partner

with the City in the future operations of the facility. It is
anticipated that the RFP would communicate the desire

for an organization to enter into a long-term lease of

the Greer Garson theater and any other auxiliary spaces

in the facility, as requested in the RFP or proposal, to
operate the spaces in a community-focused manner.

At the time of this scope of work, it is anticipated that the
third-party operator would be responsible for any additional
improvements to the Greer Garson theater and broader facility
as spelled out in their proposal. As an exercise, this scope

has modeled a potential Phase 2 improvements scenario
(beginning on page 18). It is also anticipated that the City will
maintain ownership of the facility and operate the balance

of the spaces that are not occupied by the new operator.

Phase 2
+ Municipally owned

+ Third-party operator of mainstage, supporting spaces,
and new black box theater (for the sake of this model)
- long-term lease holder for designated spaces

- Operator brings capacity to both produce and present
on the mainstage and manage rentals of spaces

+ Remaining spaces to be operated by the City, with
the potential for the third-party operator to take
over as sole operator if capacity to do so is clear

+ Role of City with these spaces remains the
same as Phase 1 to a lesser degree

- Continue to offset operating expenses on an annual basis

10339



3. Space Program Summary

Midtown Performing Arts Center
Santa Fe, NM
Space Program Summary

PHASE 1

| TOTAL FACILITY 30,992|

|Space Program Alone 25,367 |
Revenue Preducing Spaces (Short-Term Rentals) SF  Spaces Total 5.F.
Mainstage 10,507 1 10,507
Black Box 1,813 1 1813
Lobbies 3,505 1 3,505
Dressing Rooms 480 1 480
Ensemble Room 2,409 1 2,409
Dance Studio 2,078 1 2,078
Practice Room 123 7 1 77
Practice Room 124 a4 1 84
Practice Room 125 110 1 110
Practice Room 126 105 1 105
Practice Room 127 T8 1 78
Practice Room 128 T2 1 72
Classroom 121 769 1 769
Classroom 141 1,001 1 1,001
Classroom 142 1,048 1 1,049
Music Classroom 223 1 223
Revenue Preducing Spaces (Leases)
Office 203 150 1 150
Office 135 112 1 112
Office 120 146 1 146
Office 143 157 1 157
Office 144 2 1 2
Office 147 131 1 131
Facility Office 138 80 1 80
Sub Total Revenue Produeing Spaces 23 25,367
Nen-Revenue Producing Spaces
Utiliy/Mechanicall JanitoralfLift 503 5 503
Circulation 3,404 0 3,404
Bathrooms 261 4 261
Basemant 1,334 1 1,334
Tickels 123 1 123
Sub Total Mon Revenue Producing Spaces 11 5,625

Total Facility SF 34 30,992

New Construction C&Sand TI
Cosl/SF Low §440
Coslt/SF Median $695
Caosl/SF High $1,030
Cost/SF Average 5722
Cost Input Factor 0% 50

Renovation .25 Core and Shell + .25 T1
Cosl/SF Low 5258
Coslt/SF Median 5258
Caosl/SF High 5258
Cost/SF Average 5258
Cost Input Factor 100% 5258

Tenant Improvement I
Cosl/SF Low 160
Coslt/SF Median $305
Caosl/SF High $500
Cost/SF Average 5322
Cost Input Factor 65% 5209

Total 5F
Cost/SF - Phase 1 (.25 Core and Shell + .25 30,992 5258
Cost/SF - Phase 2 (T of O r's § 1 21,035 $209

Hard Cost Phase 1
Hard Cost Phase 2

57,980,440
54,398,068 | Likey range $3-10M

Esti d Facility Construction Cost (All Phases):

| $12,378,508]

1/11/26
PHASE 2
| TOTAL FACILITY 31,726|
|Space Program Alone 26,010|
Revenue Producing Spaces (Short-Term Rentals) SF  Spaces Total S.F.
Dance Studio 1,928 1 1,928
Classroom 121 769 1 769
Classroom 141 1,001 1 1,001
Classroom 142 1,049 1 1,049
Revenue Preducing Spaces (Leases)
Office 130 150 1 150
Office 120 146 1 146
Office 143 157 1 157
Office 144 2 1 2
Office 147 131 1 131
Facility Office 138 80 1 80
Mainstage 11771 1 11771
MNew Black Box Room 3247 1 3247
Lobbies 4113 1 4113
Operatar Offices 1237 1 1237
Sub Total Revenue Producing Spaces 14 26,010
Nen-Revenue Producing Spaces
UtiliyMechanical JanitoralfLift 378 5 378
Circulation 3,620 1] 3,620
Bathrooms 261 4 261
*Basement under Mainstage 1,334 1 1,334
*Tickats 123 1 123
Sub Total Mon Revenue Praducing Spaces 11 5,716
Total Facility SF 25 31,726
10339
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4. Phase 1

Capital Improvements

Electrical

+ Electrical and lighting should be replaced
throughout the building

HVAC Systems

+ HVAC units were installed in 2012
and are about mid-life cycle

+ The gas-powered mechanical units will
need to be converted to electric

+ Retaining the existing HVAC systems could
reduce initial capital costs by approximately
$1.2 million, allowing basic building operation
with replacement deferred to a later phase

- Operating costs are expected to be slightly lower with
the existing, primarily gas-fired systems compared to a
fully electrified system, based on current energy prices

+ Estimated savings: $0.25-$0.50 per square foot
annually (approximately $7,500-$15,000 per year)

- These savings assume all existing systems are fully
operational, which is not currently the case

- Estimated cost to restore existing equipment
to working condition: $260,000

- Adjusted near-term capital savings from
deferral: approximately $900,000

- Deferring replacement is likely to increase future
upgrade costs due to escalation, conservatively estimated
at 2-5% annually, potentially raising the eventual
replacement cost to approximately $1.5 million
Accessibility
- Address level changes throughout building with ADA ramps
- ADA seating needs to be added to the auditorium
- Creation of ADA lift in office 136 adjacent to ensemble room

- The current egress travel distance from the second level
gallery exceeds 75' and will require another exit stair. Future
phase 2 updates will determine if an elevator is required

+ The entire building will need to comply with current auditory
and visually impaired code requirementsSprinkler System

+ The fire sprinkler system will need to be upgraded
to provide service to the entire building
Insulation

- Insulation will need to be added to the
interior side of existing CMU walls

- The existing skylights may need to be replaced to
comply with current fenestration requirements

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe

Add-0n to Consider: Greer Garson Theater - Solar Array
- Proposed as an add-on to the Phase 1 improvements.

- Recommended for Phase 1 because it aligns
with planned roof scope, including: HVAC
unit replacement. Roof drain repairs

- Integrating solar installation during Phase 1
reduces duplication of roof work. Early installation
allows the system to begin generating energy
sooner in the building's overall timeline

+ Structural Implications

- Roof structure must be evaluated to confirm
it can support additional solar loads

+ Particular attention is required for the lower
roof, where: Existing wood roof members
already appear to have metal reinforcement.
Additional reinforcement may be necessary

+ A structural engineer should assess both
roof areas before proceeding

- Proposed Locations
- Refer to the roof plan for detailed solar array locations

+ Upper Roof: Solar panels proposed on a
raised grid above HVAC equipment

- Benefits: Improved access for HVAC
maintenance. Increased potential panel count

+ Drawback: Panels may be visible from ground level

+ Lower Roof: Panels proposed to be mounted directly
to the roof surface. Intended to minimize visibility
from the ground. Some panels will need to be
omitted to avoid conflicts with proposed skylights

+ Preliminary Calculations

- Refer to the roof plan for calculation assumptions.
System sizing based on total available roof area

- Considerations include: Required maintenance
clearances. Panel spacing and shadow impacts

+ Preliminary estimate indicates approximately
978 kWh/day of energy production

+ Final system size will require further
technical analysis and verification

- Cost Estimate
+ Assumed average cost: $1.90 per watt
+ Estimated total system cost: $1,858,200
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4. Phase 1 (continued)

Capital Budget Uses Summary

Midtown Performing Arts Center 01/09/26
Santa Fe, NM
Capital Budget Uses Summary - PHASE 1

SOURCES Notes
Total
State Resource $0
If parcel is in Arts and Cultural District, could use 100k tax credit (once
Historic Tax Credits $1,596,088 every 24 month period) if credit is certificated
State Tax Rebate credit? $0
TOTAL PERMANENT FINANCING $1,596,088
SURPLUS/(DEFICIT) -$10,411,796
USES
Total PSF
Construction Costs
Site Improvements $200,000 36
Construction Costs $7,980,440 $258
Building Permits 1.2% $95,765 $3
Construction Contingency 12.00% $957,653 $31
Other Permit/Utility Fees $65,000 $2
Auditorium/Performance Space Tech and Improvements $1,200,000 $39
Cost Escalation 5.00% $399,022 $13
Professional Fees (Construction-Related)
Architect: Design 5.0% $418,973 $14
Architect: Supervision 1.0% $79,804 $3
Architectural Reimbursements $0 50
FFE $0 $0
Geotech $0 $0
Special Inspections $0 50
Environmental Monitoring $0 $0
Third Party Testing $30,000 $1
Construction Interim Costs
Hazard Insurance $25,000 $1
Liability Insurance $30,000 $1
Title and Recording $18,000 $1
Construction Period Taxes $0 50
Construction Period Utilities $18,000 $1
Permanent Financing
Origination Fee 1.00% $0 $0
Underwriter Costs $4,500 $0
HTC Issuance Fee 3.00% $47,883 $2
FHA MIP 0.00% $0 $0
Cost of Issuance $20,000 $1
Title and Recording $20,000 $1
Soft Costs
Environmental Study $8,500 $0
Appraisal $4,500 50
Developer Fees
Construction Consultant $65,000 $2
Legal
Real Estate Legal $25,000 $1
Reserves
Lease Up Months: 3.00 $37,950 $1
Operating Months: 6.00 $75,901 $2
Debt Service Reserve Months: - $0 50
Soft Cost Contingency $150,000 $5
Initial Replacement Reserve $ 1.00 $30,992 $1
TOTAL DEVELOPMENT COSTS $12,007,884 $387
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4. Phase 1 (continued)

Improvements
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4. Phase 1 (continued)

Improvements (continued)
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4. Phase 1 (continued)

Operations: Income

The model proposes a variety of space use arrangements, including annual leases, as well as short-term
rental opportunities for hourly, daily, and weekly reservations. During Phase 1, the City would manage
all space rentals. For modeling purposes, it is assumed that the facility would be open daily from 9am-
10pm, except for 14 days per year in which the building would be closed for holiday observance.

The bullet points below summarize these rental structures and the utilization rates incorporated into the
forecasting model. A color-coded floor plan is also provided to depict the space use arrangements.

Annual Leases

Offices space: $10 per sf/yr

- Office 203 - $125 per month
- Office 120 - $122 per month
- Office 135 - $93 per month

- Office 138 - $75 per month*
- Office 144 - $184 per month
- Office 148 - $109 per month

* The model assumes that Office 138 is utilized by facility
management and, as such, will not generate revenue

- Utilization Rate in Model: 7% annual vacancy (net)

Short-Term Rentals

Packages - Flat daily and weekly rates /
Commercial and Nonprofit rates

+ Performance Venue: Includes stage, auditorium,
backstage, lobbies, black box room, dressing rooms,
and auxiliary spaces (storage closets, equipment
room, control rooms, ticket office, etc.)

+ Commercial $7,500 weekly/$3,000 daily
+ Nonprofit $4,000 weekly/$1,500 daily

+ Year 1 Utilization Modeled: 11 weekly commercial
rentals/13 weekly nonprofit rentals

- Black Box Venue: Includes black box room,
dressing rooms, and ticket office

+ Commercial $5,500 weekly/$500 daily
+ Nonprofit $2,500 weekly/$300 daily
+ Year 1 Utilization Modeled: 20 daily nonprofit rentals

- Event Rental: Includes lobbies, dressing
rooms, and ticket office

+ Commercial $4,500 weekly/$1,650 daily
» Nonprofit $3,000 weekly/$500 daily

+ Year 1 Utilization Modeled: 10 daily commercial
rentals/10 daily nonprofit rentals

Individually Rented
- Ensemble Room and Dance Studio

+ Hourly rates range from $25-35 for nonprofits

and $40-50 for commercial rentals

+ Weekly rates range from $1,540-$1,887 for nonprofits

and $2,618-$3,273 for commercial rentals

+ Weekly rate is 7x the daily rate with a 15% discount
for for-profits and a 20-30% discount for nonprofits

+ Year 1 Utilization Modeled: 5-10 weekly

nonprofit rentals and 35% hourly utilization

- Practice Rooms and Music Classroom

+ Monthly sublease and weekly rental rates are

calculated on a per sq ft cost of $8/yr

+ Monthly sublease rates range from $48-149

+ Weekly rates range from $12-36

+ Hourly is a flat rate of $5 for all spaces

- Single rate for both commercial and nonprofit rentals
+ Year 1 Utilization Modeled: Six-month sublease

of one practice room; Three-month sublease of
the music classroom,; less than 5-25% weekly
utilization; and 5-15% hourly utilization

-+ Classrooms
+ Hourly rates range from $15-20 for nonprofits

and $30-35 for commercial rentals

+ Weekly rates range from $924-$1,232 for nonprofits

and $1,964-$2,291 for commercial rentals

+ Weekly rate is 7x the daily rate with a 15% discount

for for-profits and a 20% discount for nonprofits

+ Year 1 Utilization Modeled: 2-5 weekly nonprofit

rentals and 30-45% hourly utilization

Anticipated Effective Gross Income (Year 1) - $400,500

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe 10339
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4. Phase 1 (continued)
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4. Phase 1 (continued)

Operations: Expenses

The model utilizes a variety of expense inputs from comparables, estimating expenses weighted by anticipated tenant type,
size of facility, maintenance, and programmatic costs. During Phase 1, the City would be responsible for all expenses.

For modeling purposes, it is assumed that the facility would be open daily from 9am-10pm, except
for 14 days per year in which the building would be closed for holiday observance. The bullet
points below summarize some of the key narrative points in regard to the expenses.

The XX00 numbers included below reference expense line items on the spreadsheet.

7000 Staff

+ Facility Management - This could be split
across multiple personnel or consolidated into
more of a full-time director level role

+ Facility Manager - Responsible for the physical
maintenance and access to facility

- City Liaison - Responsible for the oversight of facility
use, programmatic directives, and communication
with appropriate supervisors and city departments

7200 Administrative Costs

+ This model anticipates about $50,000 in administrative
costs annually. This is based on scaled models
of income-based activity (hourly rentals, event
rentals, etc). We have modeled that these costs are
reduced once a third-party operator is in place

7400 Program Expenses

- Based on Artspace's engagement with the community,
we believe financial resources would be maore effective
if invested in direct partnerships (via space stipends)
rather than traditional advertising. Specifically, the
City Liaison could coordinate with local, nonprofit, arts
organizations to proactively and strategically lease the
space, supported by targeted stipends. While these

stipends would reduce net rental income, this approach

would help establish meaningful value and access for
participants, activate the arts center more quickly, and
foster sustained, mission-aligned use of the space

- In order to operate a safe, accessible, and well
maintained facility, Artspace believes it is essential,
especially in the first phase of operations, to plan
for a paid position to be onsite during all regular
open hours. This payment amount is estimated on
Santa Fe's projected 2027 minimum wage of $17.50/
hour and a total annual hours worked of 3,850

8100 Utilities

- Utility expenses are based on available data for
commercial properties in Albuguergue. Given
the volatility of the energy market, accurately
forecasting utility costs for even five years into the
future is inherently challenging. This uncertainty
underscores the importance of investing in updated
mechanical HVAC systems, as higher-efficiency
systems can reduce exposure to rising energy costs
and help stabilize long-term operating expenses

8200 Maintenance and Repair

+ Projected expenses for similar buildings are
used as baseline, with the assumption that the
janitorial work is contracted out and not City labor.
This also assumes that the user of the space is
resetting the room(s) after their rental use

8400 Real Estate Auxiliary
+ The property is assumed property tax exempt

+ We have included $1 per square foot in the
model as a facility reserve account

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe 10339
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5. Phase 2

Capital Improvements

The Phase 2 capital improvements would be determined by the third-party operator, in alignment with
the City of Santa Fe. For the sake of this model, the following improvements are assumed:

+ Complete upgrade of the mainstage, auditorium, and basement
- Renovate the backstage into a fully equipped scene shop
+ Redevelopment of current black box theater to create the following two floors:
+ 1st floor
+ Expanded dressing rooms with showers
+ Expanded main lobby bathrooms (Men's - 2 additional stall / Women's - 5 additional stalls)
+ New stairs and elevator
+ New 2nd floor
+ Expanded offices
+ Renovation of current mainstage dressing rooms into a green room
+ Redevelopment of current ensemble room, ensemble loft, and office 135 into black box theater & control room

- Redevelopment of the practice rooms into dressing rooms for new black box theater's use

Anticipated hard costs for capital improvements could range from $3-10M.

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe 10339



5. Phase 2 (continued)

Improvements
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5. Phase 2 (continued)

Operations: Income

With the exception of the operator-managed spaces, the space use arrangements employed by the City would remain in
line with those of Phase 1. The changes are explained below, followed by the income model and illustrated floor plans.

Leases
- Lease to Operator: Annual or Multi-year Arrangement
- Base Rent: $12 per sf/yr = $261,900 annually
+ 70% of utilities (CAMS) = approx. $55,000 annually
- Offices space: Increased from $10 to $12 per sf/yr

+ Leases now range from $131-221 per month depending on the room

Short-Term Rentals

At Phase 2, the spaces that would be managed by the City for short-term rentals are the dance studio
and three classrooms. The forecasting model assumes that the hourly and weekly rates will stay the
same but increases the anticipated nonprofit hourly utilization by 5-15% for each space.

Anticipated Effective Gross Income (Year 1) - $496,000

Income Model

Midtown Performing Arts Center

Santa Fe, NM
INCOME SUMMARY - PHASE 2
COMMERCIAL Expected Annual
Unit Percent Cash Rental Tatal
Unit Type s flunit Count Usage Flaw Rate Annual Rent  Comments
Sub Rental Rate [ 5.F. 3 12.00 Increased base rental rate frem 510 to 512 in Phase 1l
LEASES
Morithly Rate

Office 130 150 1 $1,800

Monthly Subleass 100% 100% $150 51,800
Office 120 146 1 51,752

Monthly Subleass 100% 100% $146 51,752
Office 143 157 1 $1,884

Monthly Subleass 100% 100% 3157 51,884
Office 144 221 1 52,652

Monthly Subleass 100% 100% 221 52,652
Office 147 131 1 51572

Monihly Sublease 100% 100% $131 51,572
Facility Office 138 20 1 o 50
OE1 Intemal Subleass 0% 100% 390 50| Could be inceme generating if leased to a property managerment company
Mainstage 13,105 1 5157,260 Includes basement sguare foatage

Monthly Sublease 100% 100% $13,108 5157,260
New Black Box Room 3,247 1 $3B,964  Includes new dressing roams

Monthly Subleass 100% 100% 33,247 538,964,
Lobbies 4,113 1 549,356/

Monthly Subleass 100% 100% 34,113 549,356/
Operator Offices 1,360 1 $16,320| Includes ticket office square footage

Monthly Subleass 100% 100% 31,360 516,320/

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe 10339



5. Phase 2 (continued)
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5. Phase 2 (continued)

Leasing Areas (continued)
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5. Phase 2 (continued)

Operations: Expenses

As the project transitions into Phase 2, operating expense assumptions will shift accordingly. We have modeled what we
believe to be a prudent division of responsibilities between the City and the future operator, based on the assumption
that the City will retain an active role in overall facility maintenance and direct management of approximately one-third of
the total floor area. To support this shared operational approach, we strongly recommend establishing a comprehensive
operating agreement and a clear governance structure between the relevant City department and the selected operator.

The XX00 numbers included below reference expense line items on the spreadsheet.

7000 Staff 8100 Utilities
- Facility Management - Responsibilities may - We strongly recommend submetering the portions
be distributed across multiple personnel of the facility that are leased by the operator.

Regardless, any lease should be structured as a
triple-net lease, requiring the operator to pay its
proportionate share of operating expenses, including
utilities where submetering is not feasible

+ Facility Manager - Responsible for the physical
maintenance of the facility and access control. In Phase
2, access management will need to transition to a more
virtual or on-call model, as there will not be sufficient
activity or critical mass to justify full-time on-site staffing + Under the current model, a portion of utility expenses are

allocated to the operator and reflected as CAM (Common

Area Maintenance) income. In similar arrangements,

CAM charges may also include janitorial services,

building staff, insurance, property taxes, security, and

other shared expenses. Artspace has intentionally not
modeled the full range of potential CAM recoveries,

7200 Administrative Costs as many prospective operators may not have the

capacity to absorb additional costs at this stage

- City Liaison - This role evolves from being day-to-day
operational reporting to the City into a more strategic
function, serving as the primary liaison between
the operator and the City to ensure compliance with
the terms and intent of the operating agreement

- These costs are expected to decrease proportionally as
overall multi-user activity levels are reduced in Phase 2 8200 Maintenance and Repair

7400 Program Expenses - We anticipate that the City will retain maintenance
staff at the facility to address both routine and long-
term maintenance needs. Based on our experience,
maintaining a clear separation between owner

and operator responsibilities in this area can be
operationally advantageous and reduce risk

+ Any stipends or program-related expenses beyond
Phase 1 should be considered separate initiatives and
evaluated independently of baseline operating costs

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe 10339
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6. Projected Cash Flow :

Midtown Performing Arts Center 1/9/26
Santa Fe, NM
RE Cash Flow Projection

Fhase 1 Phase
Income 1 1 3 4 5 [ b [ 3 1 1 1 1 u 15
Commertial Leases Subtotal 3.00% 8,170 39,845 59728 $10,020 5271560 278,707 s238,088 295,741 3305643 5314212 5324257 5333885 344,008 3354324 3364954
Programmatic Space Subtotal 3.00% 392,048 5403 809 3415924 3422401 $188,087 193,730 199,541 5205528 3211654 5218088 5224588 231323 238,263 3245411 $252,773
Eamed Revenue 3.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
Ticket Spit 3.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
Endowment 3.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
Anaual Subsidy 3.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
CAMS for Dperatoe 200% 30 50 50 50 355226 356331 57,457 538,605 559,778 560574 462,193 563,437 564,705 566,000 567,320
‘Commercial Vacancy T.00% G642 SEEL $681 5701 $18,008 318,579 520,167 520772 521,395 $22,037 312,598 §23379 524,020 524,803 535,547
OGS 0.00%
Effective Gross Income: 5400576 5412593 5424571 $437,720 $455 864 $510,187 5524930 5540103 5555,720 5571754 588,338 5605366 $622,893 S640,523 5659,501
7000 Salary and Benefits 2.00% 592,840 594 587 596,581 592,523 373575 §75,149 $76,652 578,185 579,742 s81343 282570 584,628 $26,322 SBE04E $89,809
7100 Contracted Programmatic Staff 2.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
7200 Adeinistrative 200% $51,250 552,285 553,331 554,398 435366 $36.074 536,795 537,531 532,282 $33.047 $38528 540,625 541,437 542,265 543,111
7400 Program Expenses 2.00% $22,500 522,950 23409 523877 124236 $25333 525,839 526,355 526,883 s27421 327,269 528,529 528,099 529,581 530,275
BOOD Occupancy 3.00% 30 50 50 50 $15,000 315450 515914 516,391 §16,883 $17.388 317211 518,448 519,002 519,572 §20,159
B1O0 Utiities 3.00% §68,732 571824 573379 576,198 275,557 §77.827 520,264 522,672 483,153 SBT.TO07 280338 593,048 595,840 598715 2100577
200 Repairs and Maitenance 3.00% 53,228 555,505 57,170 $52,805 328548 530435 531348 532,288 $33,257 534255 335,282 536,341 537,431 538,554 $39,711
BAOD Real Estate Ausiliary 3.00% 530892 531922 532879 £33865 434,208 $35,236 536,293 537,382 $3z,503 539558 3ap.388 542,073 543,335 548,635 543,975
B500 Insurance 5.00% §12,000 512,360 §12,731 513,112 S6.500 SEE95 36,36 37,103 §7316 57535 57,761 47,524 38,234 5BA4R1 §5,735
BEQD Other 3.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
B7O0 Other 3.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
BEO0 Other 3.00% 30 50 50 50 S0 50 0 50 50 S0 S0 30 0 50 50
5333212 5341542 $350,089 5352855 5294792 5302297 £310,000 5317,907 3326024 5334355 342,508 5351680 5350,700 339,953 3373451
psf $10.75 5851
Net rating Income 67364 §71,061 $74.882 $78,862 5200072 5207891 5214530 §222,196 5229,606 $237439 5245430 $25167% §¥62192 5270580 5280049
Obligatory Debt
BE10 Frst 30 0 s 50 S0 S0 50 0 0 50 S0 S0 50 0 50
BEZ0 PRILOAN 30 0 s 50 S0 S0 50 0 0 50 S0 S0 50 0 50
BE30 30 0 s 50 S0 S0 50 0 0 50 S0 S0 50 0 50
Tatal Debt Service: 30 50 50 50 0 50 30 50 50 50 0 30 30 50 50
First Dbt Coverage Ratio 0.00 0.00 .00 0.00 0.00 000 0.00 0.00 0.00 0.00 0.00 000 0.00 0.00 0.00
PRILOAN Debt Coverage Ratio 0.00 0.00 0.00 0.00 0.00 000 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
0.00 0.00 0.00 0.00 0.00 000 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
All Must Fay Debt Coverage 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
Project Cash Flow After Services 557354 571,051 574,882 572,862 5200072 5207,891 $214,930 $222,196 $229,556 5237435 5245430 5253,679 $262,192 $270,980 $280,043

7. Closing Notes

Once the second phase is stabilized, Artspace emphasizes that the proposed model is reliant on strong City involvement.
Any attractive potential operator will at the outset of the relationship have a strong alignment with the City's vision

of the space, but even the most competent and well-meaning arts organization will need regular communication

and coordination to stay aligned with the City's long-term goals for the Midtown Performing Arts Center.

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe 10339
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Appendix - b. Existing Conditions Assessment (continued)
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Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe
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Appendix (continued)

c. Focus Group Attendees

Arts Organizations and Creative Businesses

Cris Barnes
Suzanne Burstall Cross
Marisol Encinias
Joaquin Eucinias
Chadney Everett
Philip Gesue

April Goltz

Justin Gordan

Alex Hanna

Anna Hogan

Callie Kent

Alexis “Lex” Kubicki
Argos MacCallum
Niyia Mack

Emma Marzen

Kita Mehaffy

Ron Mier

Tara Debenec Mier
Rogger Montoya
Sorakamol Prapasiri
Frank Ragano

Emily Rankin

Sharla Russell
Tracy Sprinkle
Dylan Tenorio
Melissa R. Velasquez

Eric Weiss

Civic and Finance Leaders

Tom Barrtos
Kara Clem

Tim Ferrell
Maggie Fine
Philip Gesue
Warren Langford
Niyia Mack
Johanna Nelson
Randy Randall
Sharla Russell

Melissa R. Velasquez

Redevelopment and Operations Planning for the Midtown Performing Arts Center prepared for the City of Santa Fe
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