
DATE: August 14,2007 

TO: City Council Members 

FROM: Jennifer Bruno and Karen Halladay, PoIicy Analysts 

RE : Leonardo funding shortfall implications 

The Leonardo has indicated that there is a construction funding shortfall in the amount 
of $14.1 million. The Administration has outlined various options for filling this funding 
shortfall, including usage of the City's surplus land account as well as issuance of a sales 
tax bond, to be paid out of the City's general fund. 

This memo was prepared in advance of detailed paperwork from the Administration. 
Complete information from the Administration will be available in Council packets. The 
intent of this memo is to provide basic background information and information on 
policy implications for the Council so there is as much information available as possible 
for consideration of this issue, given the short timeframe. 

Council Staff would like to specify that there has not been sufficient time for a complete 
financial review of this project. Such a financial review is typically multiple weeks and 
generally takes place before an investment of taxpayer funds. Council Members may be 
familiar with Salt Lake County Debt Review Committee process. It should be noted that 
Salt Lake City does not have a formalized process for review of such requests. 

CURRENT LEONARDO STATUS 
A. Staff has attached the Leonardo's responses to questions that staff gathered from 

Council Members over the last few weeks. 
B. The Leonardo has indicated that their funding shortfall is the result of the following 

(this chart was provided to Council staff by Leonardo staff independent of the Administration's 
transmittal): 

Economic Changes 
Inflation (76% since 2001) $ 7,600,000 
'Higher contingencies (15% yearly) $ 2,000,000 

Total Economic Changes $ 9,600,000 

Design Intent Changes 
Seismic Retrofit (original solution was not feasible) $ 1,500,000 
Asbestos Removal (not included in 2001 estimate) $ 400,000 
Third Floor Community & Culture Center (revenue generating facility) $ 1,400,000 
LEED Silver Certification (not contemp~ated~required in 2001) $ 1,200,000 

Total Design Intent Changes $ 4,500,000 

Total Increase Since Original Bond $ 14,100,000 



Approximately $1 million of this be offset with a grant from FEMA (pending ~ 
review). It should be noted that is not yet secured. 

I 

C. The following chart ardo's existing and possible funding sources: 
Existing Funding 

Existing GO $ 10,000,000 
FElVlA Grant $ 1,025,328 
RDA Grant $ 750,000 

$ 11,775,328 

Possible Funding ources 
Blue Sky Grant I $ 125,000 
Leonardo Restrict d Donation $ 40,000 
Surplus Land Acc unt $ 4,900,000 
Sales Tax Bond $ 8,000,000 

Total Needed f&ding $ 13,065,000 
I 

Surplus Land Account: 
Hansen Planetarium - $1,2 

Total 

voter-approved bond to address this 
Sales Tax Bond 

$ 24,840,328 

shortfall in the following way: 
$8,200,000 

B. The Administration is reco e City issues Sales Tax bonds, which will be 
payable out of the general dget. This would result in an additional 
$610,000 per year in debt s t section for further information on CIP 
budget implications) . Th n is proposing to amend the 10 year plan in 
the ways listed below: 

1. Add debt service to the 10 Year Plan (approximately 
$620,000 per year) 

2. Reduce the trans by $550,000 annually ($300,000 from 
from Residential Streetlighting - note: the 

Council has not I streetlighting projects in  recent years due 
proposal from the Administration) 

3. Delay the $3.4 million r ire Station #3 (scheduled for 2017) - 
Station #3 is proposed to be replaced as a 
lection. This would be a savings to the 

this project is paid for out of a General 
'catch up" on other deferred projects that 
ot funded due to budget constraints. 
il improvements along North Temple 
is an example of the further demand 
t new proposed debt service for the 

Leonardo). 

ADMINISTRATION 
A. The City make a contribution in addition to the 

Warehouse at the ~nfernatidnal Center* - $3,700,000 

Total Proposed City Contrimtion $13,100,000 
P 



C. Staff has not had an opportunity to thoroughly review this proposal and assess the 
impacts on the overall balancing of the plan. 

BACKGROUND INFORMATION 
A. CIP related background information - t 

1. For many years the City had a policy goal of dedicating 9% of general fund 
revenues to the CIP budget. This was based on a full assessment of the City's 
deferred infrastructure needs. 

2. After a lengthy study involving prioritization and budget constraints in every 
department, the City's consultants recommended a 10 Year Inventory of 
Capital Needs, that would be fully funded over the life of the plan, if the City 
dedicated a total of 7.95% of total general fund revenue to capital projects 
every year of the plan (some years would be shortfall and other years would 
be a surplus, but over the life of the plan, funding needs and funding sources 
would balance). 

3. The amount recommended in the 10 Year Plan is short of ideal, in that it 
attempts to balance the needs for maintenance and replacement of the City's 
assets with the realiiy of sometimes limited available resources. 

4. Since the plan was adopted, the Administration has not recommended 
budgets that meet the 7.95% goal of the plan. 

5. While the Council has supplemented the Administration's recommended 
budgets with additional funds, the Council has also fallen short of the 7.95% 
goal since the plan was adopted, meaning projects scheduled to be completed 
have had to be delayed. 

a. In FY 2007, after additional money was added by the Council, a total 
of 7.1% of general fund revenue was dedicated to CIP. 

b. In FY 2008, a total of 7% of ongoing general fund revenue is dedicated 
to Capital Improvement Projects (this does not include $1.4 mdlion in 
one-time money that was added by the Council, which is still $500,000 short 
of the amount of money that 7.95% would generate). 

6. Note: The 7.95% "balancing" figure assumes that all of that money will be 
spent on projects on the list. Any CIP money spent on projects not on the list, 
therefore delays projects that were on the list. 

a) In FY 2008, there are 18 project requests that are not on the CIP 10 
Year Plan. Of the $5.3 million worth of projects, approximately $1.2 
million is recommended for funding. 

b) There are also 12 projects (for a total of $7.3 million) that are 
scheduled for FY 2008 in the 10 Year Plan but are not recommended 
for funding. 

2. The CIP 10 Year Plan does include debt service, and the retirement of both 
the City and County building, and the Motor Fuel Excise Tax (MFET) debt 
service. When this debt responsibility expires (in FY 2012 & FY 2010 
respectively), the plan considers that money as an "addition1' to the overall 
general fund, of which the 7.95% is calculated. Therefore, the retirement of 
the debt services is interrelated with the amount of money needed to make 
the 7.95% figure balance over the life of the plan. 



3. The following chart shows e date and amount of the various bonds and 
their maturity dates: 

Bond ~ e b t e r v i c k  Source Expiration Date Bond Amount Debt ~drvice 
Street improvement General FUI$ February 1,2009 $2,580,000 $7p3,000 
lprojects (Motor Fuel Excise 1 i I 

Extension approx. $27~,@0/~ear) 

Fleet Facility (not in the General ~ u n b  ($1.5m is e;eneral 2028 $25,000,000 $1,5b0,000 

I I I I 

Note: the Leonardo bonds have hot yet been released. As such they do not 
I 

$2,9.56,000 

$2,290,000 

City & County Building Property ~ a k / ~ e n e r a l  Fund June 15,2011 $14,975,000 

~ appear on this chart. 

(GO tax not 

Baseball Stadium, Fire General Fund 
Stations, Cemetery, approx. 
Wasatch Hollow Park, 
Forest Dale, 400 West 

7. Currently, the Leonardo s not in the 10 Year l'lan, so in order to hold 
the plan (and the capital in it) harmless, any money spent on this 
project would have to be d beyond the 7.95%. 

8. The debt service on the A ation1s proposed $8 million sales tax bond 
is $610,000. 

9. An $8 million ge ond would mean a $7.24 property tax 
increase on a $300,000 ho $43.80 property tax increase on a $1 million 
commercial business. 

10. Examples of 0th 
a. 9th & 9th Streetsca 
b. Liberty Park Te 

f.  California Ave 
11. Due to the constructio eeded to allocate 

additional funds after 
need of an additional e $300,000 would 
be needed to include 

B. Surplus Land Account information 
1. The Administration 

the Leonardo. 
2. There is currently 

se-~erated) 

(RDA offset October 1,2015 $14,767,000 
$500,0)0/year) 

Library GO - proper7 tax levy June 15, 2019 $65,965,000 $6,9112,000 
Zoo/ Aviary GO - properk tax levy June 15,2024 $10,930,000 $801,000 
Grant Tower/Trax General ~ u n b  (RDA offset 2026 $8,530,000 $6/i3,000 



to offset property managements recent activities including appraisals and 
other due diligence for potential property acquisitions. 

3 .  The City recently sold the Hansen Planetarium for $1.2 million. It is likely 
that this money will be available in the surplus land account after the 
property closes, which will likely be sometime in September. 

4. The other possible property which could supplement the surplus land 
account is the warehouse at the International Center. The Administration 
indicates in their paperwork that this would generate $3.7 million. 

OPTIONS 
A. Administration's recommendation - Sales Tax bond and draw from surplus land 

account. 
B. Appropriate $1.6 million from general fund (to be reimbursed by $1 million from 

FEMA grant) to conduct seismic work and asbestos removal. Assess construction 
and possible phasing of Leonardo project at a later date. 

C. Appropriate $1.6 million from general fund (to be reimbursed by $1 million from 
FEMA grant) to conduct seismic work and asbestos removal. Issue GO Bonds ($10 
million) and construct a "first phase" of the Leonardo project. 

D. Agree to place $14 million on the November ballot. The annual impact for property 
owners would be as follows: 

a. $300,000 residential property - $12.47/year 
b. $1 million commercial property - $75.60/year 

MATTERS AT ISS~/POLICY IMPLICATIONS 
A. Members of the City Council have indicated concern about a number of long-term 

costs (both capital and non-capital related) that have been identified over the last few 
years - examples: street lighting program, concrete program, police officers and fire 
fighters, historic districts and related staffing, energy-efficiency projects, technology 
enhancements, other issues identified in Council audits. Any sigruficant amount of 
money that is drawn from the general fund would affect the City's ability to consider 
and/or fund these projects. 

B. The Council may wish to consider the further shift of the CIP budget from on-going 
project and capital asset maintenance/management to debt service. In FY 2008, the 
total amount recommended for the CIP budget was $13.24 million. Of this amount, 
just over half, or $6.8 million, is dedicated to debt service (independent of GO debt 
service). Another $600,000 would bring this share up to 56%, leaving $6.44 million in 
on-going funds for other CIP projects (this does not include the Fleet Facility bond, 
which will take another $1.5 million away from "pay as you go" projects to debt 
service). 

C. The Council may wish to consider the policy of management and maintenance of 
existing city assets vs. development of new ones or consider future necessary 
ongoing support when assessing the development of new projects. 

D. The Council may wish to ask the Administration to clarify that the $25 million 
construction cost estimate is realistic, given the recent dramatic construction cost 
increases experienced. 



E. The Council may also wish to clarif with the Administration if the money that has f been raised thus far is certain, as it ' not immediately clear that there are legally 
binding documents. The City has w obtained a letter of credit for the $7.5 million 
that Real Salt Lake will be donating to the Regional Sports Complex. 

F. Thg Council may wish to ask the A ministration to provide it's assessment of the 
Leonardo's business plan. Council taff has identified the following questions that 
may be worthy of future study: I 1. The Leonardo has indicated in conversations with staff that they have raised 

$10 million for operations/e hibits since the bond was passed in November 
of 2003. According to the A ministration's paperwork the Leonardo has 
collected $5.2 million of the otal "Pre-Opening Capital Campaign," which is 
$20.7 million (just under 25" 1 of the goal). 

2. The Leonardo has indicated o Council Staff that they have raised 
+ 

approximately $10 million f r operations and exhibits. According to the 
Administration's papenvor , approximately $3.5 million of that has been 
spent on ramp up costs, and approximately $3.4 million is accounted for in 
pledges (not cash in hand). 1 

3. The total amount of fundrai in the first 3 years of operations is $3-5 
million conservative revenue/attendance projects) 
to have a balanced beyond the fundraising describes in 
numbers 1 and 2 above. 

4. There is a line item in the 
Fundingf'. This amount ranges 
years of operations. The 
funding, as there are separate 
Funding." 

5. The attendance is anticipatec. 
"Normal" 

Year 1 
Year 2 
Year 3 

6. The report notes that attendance 
Gateway is 96,000. Council 
figure was prior to the musd 

revenue section of the budget noted as "Public 
from $200,000 to $500,000 over the first 3 

Council may wish to clarify the source of this public 
line items for "State Funding" and "Federal 

to be the following: 
Assumption "Conservative" Assumption 

300,000 225,000 
:.80,000 135,000 
:.90,000 190,000 

at the Children's Museum of Utah/Project 
=Ltaff has been informed that this attendance 

m's location at the Gateway. 
7. The business plan anticipate revenue from students. The Council may wish 

to clarify whether there will e a charge for school "field trip" visits, or 
whether this revenue relates 1 o individual students. 



ROSS C. "ROCKY" ANDERSON 
MAYOR 

OFFICE OF THE MAYOR 

Council Transmittal 

9 August 2007 

From: Ross C. Anderson -z,~-/ 
Mayor 

To: City Council 

Subj : The Leonardo 

Additional funding is being sought to complete the construction of The Leonardo 
on Library Square. We urge the Council to approve funding of $13.23 million, $5.23 
million from the City's Surplus Property Account and $8 million from a new sales tax 
bond. Although a sales tax bond would be preferable, another alternative the Council 
might consider is a general obligation bond. The City Administration and The Leonardo 
request an opportunity to address this urgent and vital funding need with the City 
Council. 

Background 

In November 2003, Salt Lake City voters supported a $10 million bond for The 
Leonardo - with the condition that an additional $10 million be raised. The matching 
funds - to be used for exhibits - have been raised. City voters, citizens, and corporate 
sponsors have enthusiastically supported The Leonardo. However, Utah's strong 
economy has sparked construction cost increases, derailing the ability to begin 
construction without additional resources. Also, it appears that initial cost estimates were 
too low. In light of past and continued community support for The Leonardo - and due to 
The Leonardo's significant value to the City - we urge the City Council to approve the 
necessary additional funding. 

The Leonardo is a first-of-its kind art, science, technology, and culture center that 
will be a key educational resource supporting broad learning and entertainment 
experiences. The Leonardo is strategically located on Library Square, which draws in 3 
million visitors annually - second only to Temple Square in yearly visitor traffic. With 
the opening of The Leonardo, the entire block will become a major draw for residents and 
tourists. 

451 SOUTH STATE STREET, ROOM 306, SALT LAKE CITY, UTAH 841 11 

TELEPHONE: 801-535-7704 FAX: 801-535-6331 

www.slcgov.com 

0 TImilCn P I V l S  



Fundfng Shortfall 

The projected cost to complete design and construction of The Leonardo is 
$25 million - which includes inflation contingency funding. The cost assumes a 
contract bid in May 2008, after the of on-going design work. Such design 
work can be completed to allow a bid, if funding is approved in 

requirement is attached.) 
August 2007. (Information regarding the 25 million design and construction cost 

The Leonardo currently has the falllowing funds secured or reasonably expected. 

- November 2003 $1 0 million doter-approved bond 
- FEMA grant funding for seis+c upgrade of $1.02 million 
- RDA funding of $750,000 1 

This leaves a shortfall of $1 3.23 illion to complete the required design and 
construction of The Leonardo. The City can fund this shortfall through the 
following means. 

- $5.23 million from the City's urplus Property Account 
- An $8 million sales tax bond with voter approval, an $8 million general 

obligation bond. 

~ u n d i &  Information 

November 2003 Bond. This bon may be issued at any time and will take 60 to 
75 days for proceeds to be available. 

FEMA grant. The City has filed required State Historic Preservation Office 
(SHPO) documents with FEMA. The Cit continue to provide necessary information 
to FEMA. FEMA obligation of funds is by mid-September. 

RDA funding. The RDA has approved $750,000 for The Leonardo. This 
approval will have to be extended by the FDA after 12 August. 

Surplus Property Account. The ity's Surplus Property Account currently 
contains $132,000. On 30 July, the City igned an agreement to sell the Hansen 
Planetarium to OC Tanner for $1.2 milli 11. The proceeds from that sale are expected 
within the next 30 days. After November of this year, the proceeds from the sale of the 
City's warehouse at the International Ce ter - $3.7 lnillion - will be available. (Currently, 
the warehouse proceeds are designated f r use in support of land acquisition associated 
with the public safety facility complex. fter the public safety facilities bond election in 
November, those warehouse proceeds wi 1 1 be available for distribution to The Leonardo.) 
In addition, the City has begun the proce of surplusing the Garfield School. It is 
anticipated that some time early next proceeds from the sale of that property will be 
available in the Surplus Property In order to complete design and construction, 



the City Council could approve $5.23 million from the City's Surplus Property Account - 
as funds become available in that account. 

Sales Tax Bond. An attached information sheet prepared under the direction of 
the City Treasurer shows the issuance costs and the debt service for an $8 million sales 
tax bond. It is estimated that the annual debt service for a sales would be $610,000 
annually. The annual debt service on this bond will be covered by general fund revenues 
made available from the close-out of debt obligations over the next few years. (See 
attached chart labeled "General Fund Commitment to Future Debt Service.) Notably, the 
City will cease paying annual debt service of $725,000 on the motor fuel bonds in 2009. 

General Obligation Bond. An alternative to a sales tax bond could be a general 
obligation bond that would provide The Leonardo $8 inillion for construction. An 
attached information sheet shows the issuance costs and debt service for a general 
obligation bond. 

We ask the Council to consider a sales tax bond rather than a general obligation 
bond. A sales tax bond is certain and allows The Leonardo to proceed with final design 
and construction - thus avoiding future increased construction and inflation costs, and 
increased interest rates. If you approve a general obligation bond, The Leonardo may 
have insufficient time to educate the voters. A commuiiity education campaign in support 
of a general obligation bond will require the expenditure of funds that could be used for 
programs and expenses. Also, a general obligation bond might compromise the success of 
the City's public safety facility bond. 

10-year CIP Plan Adjustments 

This project - and likely funding relating to the Airport Light Rail Line - are not 
in the current 10-year CIP Plan. We propose 10-year Plan revisions as follows. 

- A reduction of $550,000 in the City's transportation CIP plan. Transportation 
reductions include: reducing the Citywide Traffic Signal Replacement Project 
from $600,000 annually to $300,000 per year beginning in fiscal year 2009; 
reducing the Residential Street Lighting Project from $500,000 per year to 
$250,000 per year beginning in year 2008. 

- A delay of the $3.41 5 million replacement of Fire Station #3, with a plan date 
of fiscal year 201 612017. 

- The Leonardo project would be added to the 10-year CIP Plan effective this 
year, if approved by the Council. 

- An estimated $3.62 million for Airport Light Rail IVorth Temple 
imnprove~nents are expected in fiscal year 2009120 10. 



Attached is the current business 
Also attached are responses to Council 1 
staff of The Leonardo are available to a( 
plan. 

Value o f  The Leonurdo in 1 

The Leonardo is an extraordinar 
and civic features. Attached is a listing I 

the RDA. For perspective on funding pr 
forward to working with the Council in 
by this remarkable opportunity. 

m (Five Year Strategic Plan) for The Leonardo. 
iiness plan questions. City Administration and 
.ess Council questions regarding the business 

ztion to other City-funded projects 

~roject, particularly in light of its educational 
past projects funded by the City Council and 
ities we offer the comparison. We look 
veloping solutions to the challenges presented 

Attachments 



The Leonardo 

$8 million general obligation bond 



.- 

$8,120,000 
i Salt Lake City, Utah 
, j/C General Obligation Bonds % 

Series 2008 

Sources & Uses 
/ated 0210112008 Delivered 0210112008 

/ Total Sources 
i -  

$ 8 , 1 2 0 , 0 0 0 . 0 ~  

1 Uses Of Funds 
I 

Sources Of Funds 
1 #$ Par Amount o f K d s  -- 

I 
& $8,120,000.00 # i 
# a -  

I Total Uses 

I 

I 

Total Underwriter's Discount (0.600%) I 48.720.00 
Costs of Issuance I 68,068.00 
Deposit to Project Construction ~ u n d r  d- 

- 

-- & a,ooo,ooo .oo~  

FOR DISCUSSION PURPOSES ONLY 
File I Leonardo-Project.SF 1 SLC GO $8M project Series 1 8/6/2007 1 3: 5 PM 3 

Deposit to Project Fund ~ - 3,212.00 

Wells Fargo Brokerage Services, 
Public Finance 

LLC 



$8,120,000 
Salt Lake City, Utah 
General Obligation Bonds 
Series 2008 

Net Debt Serarice Schedule 
-- \1 

Date Pr inc i~a l  C o u ~ o n  & $ Interest Total P+I Net New DIS 

Total $8,120,000.00 $3,782,598.50 $1 1,902,598.50 $1 1,902,598.50 

FOR DISCUSSION PURPOSES ONLY 
File / Leonardo_Project.SF I SLC GO $8M prolect Series / 81 612007 1 3:35 PM 

Wells Fargo Brokerage Services, LLC 
Public Finance 



Chapman and Cutler LLP 
Draft of 08/03/07 

OFFI[CZA$ BALLOT FOR 

SALT LAKC CITY, SALT LAKE COUNTY, UTAH 

I 

The ~ e o n a r d $  at Librarj  Square 

(Facsinlile 
Acting City 

Shall Salt Lake Citj. Utah. be to issue and s I senera1 obligation 
bonds of the City in an exceed &w-&eea 

F' 
Million Dollars 

paying a portion of 
library building 

Street and 2nd 

as The Leonardo at Library Square? 

Sipnature \ 
Recorder, Salt Lake City 

Notice of Property Tax ~ncrease Due to Bond Issuance 

Passage of the proposition means thalt the tax on a $297,030 residance in the City 
would increase $ 7. 17 ($297,000 being the estimated average 
value of a residence in the City). 

The tax on a $297,000 business in t e Clty would increase $ /3* Oq per year 
($297,000 being the value of a busi ess having the same value as the estimated 
average value of a residence in the C ty). )I 
The foregoing inforniation is only a estimate of tax increases and is not a limit 
on the amount of taxes that the City 1 may be required to levy in order to pay debt 
service on the bonds. The City will be obligated to levy taxes without limitation 
as to rate or amount in order to pay he bonds, as provided by law. The amounts I 
are based on various assumptions anp estimates, including estimated debt service 
on the bonds and taxable values of pdoperty in the City. 

To vote in favor of the bond issue, select the box to the 

vote against the the box to the left of the 

( FOR THE IS~UANCE O F  BONDS 

1 I AGAINST T@ ISSUANCE OF  BONDS 

1 Leonardo Ballot Proposition 



Salt Lake City, Utah 
Estimated Impact of Annual Debt Service 

for $8 Million Project - 20-year Amortization 

(a) Taxable Value provided by Salt Lake City. This amount is net 
of Redevelopment Agency Value. 
Estimated Base Tax amount for 2007 equals $13,568,105,280 (Includes 2% growth over the 2006 figure of $13,302.064,000) 

Date 
2007 
2008 
2009 
2010 
201 1 
2012 
2013 
2014 
2015 
2016 
2017 
2018 
2019 
2020 
2021 
2022 
2023 
2024 
2025 
2026 
2027 

(b) All residential homes receive a 45% exemption 

FOR DISCUSSION PURPOSES ONLY 

Annual DIS Estimated 
Payment Tax Levy (a) 

0 0.0000000 
597,580 0.0000440 
594,601 0.0000438 
594,179 0.0000438 
593,263 0.0000437 
596,876 0.0000440 
594,817 0.0000438 
597,241 0.0000440 
593,975 0.0000438 
595,175 0.0000439 
595,631 0.0000439 
595,294 0.0000439 
594,109 0.0000438 
597,139 0.0000440 
594,162 0.0000438 
595,374 0.0000439 
595,594 0.0000439 
594,666 0.0000438 
592,716 0.0000437 
594,732 0.0000438 
595,479 0.0000439 

Wells Farao Brokeraae Services. LLC File = l m ~ a c t  $14 Million 20 vrs - 
Public Finance 8/6/2007 16!17 

Taxable Value (b) 
for Home of Estimated 
$200,000 Annual Tax 

110,000 0.00 
110,000 4.84 
110,000 4.82 
110,000 4.82 
110,000 4.81 
110,000 4.84 
110,000 4.82 
11 0,000 4.84 
110,000 4.82 
11 0,000 4.83 
110,000 4.83 
110,000 4.83 
110,000 4.82 
110,000 4.84 
110,000 4.82 
11 0,000 4.83 
110,000 4.83 
110,000 4.82 
110,000 4.81 
1 10,000 4.82 
110,000 4.83 

Taxable Value (b) 
for Home of Estimated 
$400,000 Annual Tax 

220,000 0.00 
220,000 9.68 
220,000 9.64 
220,000 9.64 
220,000 9.61 
220,000 9.68 
220,000 9.64 
220,000 9.68 
220,000 9.64 
220,000 9.66 
220,000 9.66 
220,000 9.66 
220,000 9.64 
220,000 9.68 
220,000 9.64 
220,000 9.66 
220,000 9.66 
220,000 9.64 
220.000 9.61 
220,000 9.64 
220,000 9.66 

Taxable Value (b) 
for Home of Estimated 
$300,000 Annual Tax 

165,000 0.00 
165,000 7.26 
165,000 7.23 
165,000 7.23 
165,000 7.21 
165,000 7.26 
165,000 7.23 
165,000 7.26 
165,000 7.23 
165,000 7.24 
165,000 7.24 
165,000 7.24 
165,000 7.23 
165,000 7.26 
165,000 7.23 
165,000 7.24 
165,000 7.24 
165,000 7.23 
165,000 7.21 
165,000 7.23 
165,000 7.24 

Taxable Value (b) 
for Home of Estimated 
$500,000 Annual Tax 

275,000 0.00 
275,000 12.10 
275,000 12.05 
275,000 12.05 
275.000 12.02 
275,000 12.10 
275.000 12.05 
275,000 12.10 
275,000 12.05 
275.000 12.07 
275,000 12.07 
275.000 12.07 
275,000 12.05 
275,000 12.10 
275,000 12.05 
275,000 12.07 
275.000 12.07 
275,000 12.05 
275.000 12.02 
275,000 12.05 
275,000 12.07 
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The Leonardo 

$8 million sales tax bond 



$8,125,000 
, Salt Lake City, Utah 
1 #- Sales Tar Revenue Bonds # 
/ Series 2008 

I i Sources & Uses 
-- 
! Dated 02/01/2008 ( Delivered 0210112008 

i Sources Of Funds I 

( $ Par Arnouni of Bonds .i(C 
I 

Total Sources 

Costs of Issuance 1 Deposit to Project Construction Fund #$ * 8,000,000.00 * 

.#.. $8,125,000.00 $ 

$8,12S,000.00 

Uses Of Funds 

-. 
Rounding Amount 

Total Underwriter's Discount (0.600%) 

1 ~ o t a ~  Uses 
I 

48,750.00 

FOR DISCUSSION PURPOSES ONLY 
File I Leonardo_Project.SF I SLC Sales Tax $8M project 1 81 612007 1 3:3 

- - - - - - 

a Wells Fargo Brokerage Services 
Public Finance 

LLC 



$8,125,000 
i Salt Lake City, Utah 
' Sales Tax Revenue Bonds i - . 
I Series 2008 
I 

-&& 

Net Debt Service Schedule 

Date Princiaal C o u ~ o n  .dC Interest Total P+I Net New DIS 

Total $8,125,000.00 $4,082,786.33 $12,207,786.33 $12,207,786.33 

I FOR DISCUSSION PURPOSES ONLY 
File / Leonardo-Project.SF j SLC Sales Tax $8M project / 81 612007 1 335 PM 

i 
Wells Fargo Brokerage Services, LLC 
Public Finance 





The Leonardo 

Comparison of City & RDA funded projects 



Series 1 9 9 0 A  
Steiner Aquatic Center 1 

S e r i e s  1 9 9 3 A  
Baseball Stadium (RDA pa 

Third Circuit Court Pa 
Fire Station #13 
Fire Station # 6  
Fire Station #1 
Cemetery Irrigation 
Wasatch Hollow Park 
Forest Dale Clubhouse 
400 West Street 
California Avenue 

S e r i e s  1 9 9 9 A  
Plaza 349 

.s $17.96 million P&I) $12,928,000 
rking 366,000 

850,000 
310,000 

2,670,000 
1,008,000 
239,000 

1,200,000 
500,000 
800,000 

S e r i e s  1 9 9 9 B  
Ice Arena (RDA pays all deb service to 10/1/2015) $15, 000, 000 
Fire Training 4 900,000 
Parks Block Pro] eCt (RDC pays a11 debt service) 4,000,000 

S e r i e s  2 0 0 1  
Justice Court 
Pioneer Precinct 

MOTOR FUEL EXCISE TAX B ~ N D s  (MFET) 

S e r i e s  1 9 9 3  
Class C Road Projects 

S e r i e s  1 9 9 9  
Class C Road Proj ec ts inal maturity 2/1/2009) $ 4 , 5 6 6, 0 0 0 



GENERAL OBLIGATION BONDS 

Series 1986 
City/County Building Restoration 
(No property tax levy. Final maturity 6/15/2011) $34,500,000 

Series 1999 
Library $81,000,000 

Series 2002 
Library 

Series 2004 (Nov. 2003 voter approved) 
Hogle Zoo $10,200,000 
Tracy Aviary 1,100,000 

Series Not Yet Issued (Nov. 2003 voter approved) 
Sports Complex $15,300,000 
The Leonardo 10,200,000 
Open Space 5,400,000 

SALES TAX REVENUE BONDS 

Series 2007 
Grant Tower (RDA pays debt service on $3.1 million) $ 5 , 6 0 0, 0 0 0 
TRAX Extension 2,810,000 

Redevelopment Projects 

1993 
Block 57 
(Main to State & 200 S. to 300 S.) 
Parking Structure $24,215,052 
Block 56 
(State to 200 E. & 200 S. to 300 S.) 
Parking Structure $ 4,701,053 

1994 
Block 57 
(Main to State & 200 S. to 300 S . )  
Gallivan Plaza 
Rose Wagner Phase 1 &2 

2001 
500 W. Park Blocks 



2006 
I 

Sugar House Monument 
300 S. Medians 

2008 
100 Public Parking Spa 



The Leonardo 

$25 million design and construction costs 



08 August 2007 

THE LEONARD0 Job # 652301 1 

See attached PRIORITIZED WORK spreadsheet 

BUDGET: $25 NIM 

upgrade, LEED Silver certification, 
development of floors 1,2 and 3 and works for storage areas and offices in 
basement level 1 and no work in sub This is the BOD (Basis of Design) Program 
developed 4-9-07 that includes for the third floor catering kitchen and 
classrooms, auditorium finishes, and blue sky solar panel 
allowance. The work HVAC equipment, New Electrical 
components code required upgrades for ADA, 

2002 bond resolution 

Schedule: Upon budget finalization the s$ope of work the schedule will proceed as 
follows: 

Program ( scope of work ) redefin tion based upon realized funding: 2 weeks 
Design contract and team remobi ization , schematic, design development, 
construction documents: 8 mont s +/- 
Bid package #I - asbestos & seis ic construction design and construction I 
accomplished during design peri d. 
Advertise, bid, negotiate and awa d: 2 to 3 months 1 
Bid package #2 - general constructtion work: 7 - 12 months +/- based on funding 

I 

Close out: 1 month 1 
Approximate total of 23 months design and construction 
Leonardo exhibit installation: 3-4 ponths I 



INTERIOR REMODEL 

ENTRY ADDITION 

SHPO ALLOWANCE 

INFLATION TO FALL 07' 

PROJECT PROGRAMMING EXPENSES 712005 THRU 712007 $ 350,000 

Demolition Permit 

Plan Check Fees 

Building Permit 

1% State Permit Fee 

Geotechnicall Soils Study 

Environmental StudieslRemediation 

City Engineering Mngmt Fee 1.5% 

Project Delivery System $ 340,000 

Architectural design fees 

Architectural Reimbursables 

Enhanced Commissioning 

Accelerate Hazmat & Demo 

Owner's Construction Contingency 15% 

Special Inspections & Testing .75% $ 113,887 

ALTERNATE #I CATERING OPTION AT THIRD FLOOR (Changes Building Occupancy 

ALTERNATE #2 THIRDFLOOR CLASSROOMS 

ALTERNATE #3 AUDITORIUM RENOVATlOh 

ALTERNATE #4 CAFE SEATING AREA FIT OU7 

** ASBESTOS ABATEMENT NUMBER IS SUPPLIED BY CITY & SUPPLIED HERE FOR INFORMATION ONLY* 



The Leonardo 

Project Status & Value 



THE PROJECT I 

"We cdmt s c p a  Utah to be a m n n w  zn and tm!m&g fw do not a&mtdy inzert in an 
i q h a s ~ m  that d t i u h  its iqmtdrace at t h e f i & m l  lael. W t h  the launch $ B e  L m y &  Salt Lake 
Gll be setti% the s~zndzrd for scimce eaten acd&mk " 

--Dr. Dimh Putel, Managrg Direm, 6pnpnrg Gptdl  

"The L m r d o  is a project dae  tim has m  or ,bll the k u c y  and attmctim of other dosentozen sites, I belieze that 

The Leonardo is a first-of-its kind art, cultLre and science center that wlll add immeasurably to 
the cultural life of downtown, engaging viditors from across the city, state- and beyond. 
The Leonardo d be a key educational rejource that wlll support broad learning experiences 
and a healthy job pipeline. 
This new world-class facility d help economic growth downtown. 
The Leonardo has proven itself a e partner with the city, spearheading the bond 
campaign, completing the match, compelling programming to enliven an historic 
public building. 

THE SQUARE 
" B e  City L ibm y aZ& dmas osw the d l '  I usiton a year. DZth the operzirg o f  B e  L m~& he Mtire 
bhk d l  kmm a mjor ahawfor rsmhts and &nits al&e B e  L m r h ?  m ' t m  to mtilzg a d- 
ddss f d i t y  d l  slil both amom2 and d t i ~ a l  pt~qtb in the arm, and sene as an assa to ihmmwz 
Lake for mnyyzn to rn " ~ --Lane Battit; Salt Lake Chamhev o f  

Library Square draws in 3 d o n  visitors and is second only to Temple Square in yearly 
visitor traffic. With the opening of The the completion of the square, the entire 
block d become a major draw for 
Library Square is positioned to The Leonardo d be an ideal anchor 
by encouraging respectful shared knowledge. 

I 
THE PROMISE 
"In or& for the wion ofLzbrdy Squdre to befirlly i z d  the right tenunt mt inbaht the Old lzbuâ ry bu&q 
Wth its i m t i z t ;  d&apl im  y lras5ion, i%e L ortardo is the &l q a n w n ,  and d l  help the squurz m d  
wid-ddss si2tur." --Numy Tks ".; mn, F m  Direm, SSd Luke City Public Lzbuuy Sytern 

The Leonardo is the best use of the old p blic library: 
o Salt Lake City voters have declare their preference for reuse of the old library building 

by choosing to invest to transfo the structure into a home for The Leonardo. 
o The Leonardo enhances the educa ional and civic mission of the new library. 
o Tremendous investments have alr ady been made in the building and programming by 

both the private and public secto : 

$10 d o n  voter-endorse 1 bond 
$10 d o n  match, to supporting exhibits and programs 
$1 d o n  FEMA upgrades 
$750,000 pledged 
Archtectural and near completion. 



WHY NOW? 
Timehe: Last spring, architects presented several options for the seismic upgrades. The City, 
the Council and The Leonardo selected a "north seismic solution" that carried an additional 
price tag. The Leonardo took the initiative to conduct a short-term campaign to test community 
interest in funding the project. No funder came forward within the time frame, so the architects 
were charged with coming up with a less expensive seismic solution, as well as the remaining 
architectural program. This process, whch involved several revisions and continued fundraising 
efforts, continued until earlier this month. At one point, The Leonardo had secured a firm 
commitment for a donation that would cover additional building costs. Unfortunately, the donor 
backed out at the very last minute. 
FEMA: The Leonardo and the City worked together to secure a $1 million grant from FEMA to 
cover most of the seismic retrofitting. FEMA obligation of funding is expected in mid- 
September. 
Momentum: a solution to the building, The Leonardo cannot move forward with 
fundraising. Private donors, and corporate donors especially, need resolution on ths subject 
before they are wiVlng to commit additional funds. 
Inflation: Construction costs d only continue to rise, leaving the city with a building that needs 
seismic, Me-safety, and system upgrades with no funding mechanism to address the costs. 



The Leonardo 

City Council Business Plan Questions & Responses 



Cash Flow: What is The Leonardo's pkesent financial condition? Does the Leonardo 
have the capacity to cover its present dnd future operational expenses? The building 
furniturelfixtures, exhibit designlfabrikation? 

T12e Leonardo has the capacity to colztin4e operations at arz acEjusted rate provided $500 
K is raised in FY 0708. 

What is the Leonardo's business plan? What revenue does it project? # of visitors? 
How much will admittance be? I 

We have put fortlz scenarios based on bo h average and consel-vative industry standards. 
See strategic/bzuiness plan document for I details. 

Is the plan sound? Has it been reviewed by third parties? Is the business plan part 
of its strategic plan? Past, present and( future? 

The plan is the second iteration develope with the help of a special outside groz~p of 
business advisors. (See names attached). /I The plan includes an above-average earned 
income component that leverages the uni/peness of both the space and location. The 
Leonardo included these components to 8educe our reliance on ongoingfilndraising, and 
support the long-term viability of the projp'ect 

Didn't the Leonardo commit to raisin the remaining Building/Exhibits AND 
Operating funds when the public FOR the original $10 million bond? 

The conzmitment made in connection the bond was that fvoters committed $1 0 
million toward building renovations. would raise $1 0 rnillion toward its 
exhibits andprograms. Release of on The Leonardo 
delivering on its promise-which 

The Lconardo made additional eflorts to lzelp "close the gap" between the $1 0 nzillion 
bond and the rising costs of renovating the building-which grew to include additional 
seismic, asbestos. LEED cer*tification, et4. 

In spring 2006, the city, The Leonardo, t e council, and comnzur7iiy leaders 
overwlzelmingly supported moving font~a 4 *d with a seismic solution (the" north seismic 
solution ") that cavried wit11 it additional costs. 

The Leorzardo took the lead on a campaign to identi/ a possible narsling 
opportztnity and related funding In addition, The Leonardo worked 



closely with the city to secure about $2 nzillion in additional funds toward the building 
(RDA funds, FEMA, Blue Shy). We also came close to securing a substantial private 
donation that would have completely addressed the issue. 

After many months of attempting to Jill the building budget gap with grants and private 
donations, The Leonavdo and the administration have determined that it is time to 
explove other options. The urgency lies in the d~amatic cost escalations, the need to 
regain fitndraising momentum, and a pe~zding deadline from FEMA, which requires we 
make a decision vegarding building scope by mid-September. 

How much of the $10 million match has not been spent? 

Following is a breakout of the funds that have NOT been spent: 

The Leonardo 's Current Assets 
(includes $261 K receivable from the City, checking, 
investments and account receivables) 

Guarantees $3.4 M 

Portion of USC current assets $0.4 M 

Balance to be received jiom DOE $0.2 M 

TOTAL FUNDS NOT SPENT $6.1 M 

As of June 30'" 2007, The Leonardo has spent $3.5 million on ramp up costs, and exhibits 
and programs. CDA and USC have spent $400,000 on exhibit developn~ent and pilots. 

How solid are The Leonardo funding commitments? 

The funding commitments made to The Leonardo, including those that are part of the 
match, have proven to be very solid. The pledge collection rate to date is near 100 
percent. 

Of course, every nonprofit faces a certain percentage of risk when it comes to funding 
commitments. Our track record of collecting pledges is good. We also build high 
contingencies into all cost estimates to account for the risk. 



ATTACHMENT 

Business Plan Advisory Group 

Gyroscope 
Jim Gist, Control4 
Michael Keene, Westminster College 
Peter Klinge, OneAccord 
Bob Springneyer, Bonneville Ventures 
Jeff Unruh, Alerion 



The Leonardo 

Business Plan 



Five-Year Strategic Plan 

August 8,2007 
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Dear Leonardo Board Members 

The Leonardo is approacling a new and exciting phase in its development. 

Since Salt Lake City issued the RFP for reuse of the old main library bdclmg, The Leonardo team 
has accoillplished so much-from the public bond, to achieving broad-based support from both the 
private and public sectors. 

The Leonardo is now in the final design stage of the exhibit planning process. We have assembled 
an amazing staff, are refining relationships with our foundng organizations, and forging new bonds 
with other content providers. The Founding partners are evolving in their ramp-up capacity and 
worhng steady toward exhibit design and content deadlines. 

Following is a Five-Year Strategic Plan that outlines the process of how The Leonardo can move 
from where we are now to opening, and beyond. The plan frames our vision, and provides a 
roadrnap to the successful implementation of The Leonardo. 

A vital part of continuing to successfully de~relop and execute this vision is our identity-our shared 
commitment to who we are, what we do, and how we are different. This strong, consistent identity 
will inform every aspect of The Leonardo, from our business and personnel policies, to the content 
partners and corporate sponsors we choose, to what and how we conmunicate with our aud~ences. 

As we discussed at the last Board meeting, our project is not without significant challenges. 'Sire need 
to accomplish the following in a very timely manner to show momentum and succeed in our goals. 

o Get the basic building program and budget in line and communicate to tlze community that the 
building is underway. 

o Achieve considerable fundraising success in both the short and long term as we complete the 
capital campaign, includng support for coiltinued ramp-up. As soon as possible we need to find 
financial support for the significant building add-in alternatives like the auditorium and third 
floor which influence our ability to achieve earned income goals. 

o Finalize foundlng partner relationships tl~rougl~ various avenues incluQng merge, affiliation 
agreements, and the lease. Announce significant affiliate partner relationships to the community 
in September. 

This Strategic Plan captures the story of a project that has evolved into a truly unique endeavor, 
which now has the opportunity to change our conlit~~unity, and transfornl visitors with our "New 
Ways of Seeing" approach. 

I look fol-ward to strategically worhng together to move T l ~ e  Leonard0 from a11 internal vision to a 
public one that increases comn~unity awareness, buy-in, and involvement. 

Thank you for your chligent efforts and support 

Best, 
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THE LEONARDO PROJECT 

The impetus for The Leonardo Project was the construction of tlle new Salt Lake City 
Libra~y on Libraiy Square. Having identif ed the need for a modern new fachty, the City was 
left with the question of what to do wi tlle existing main libra~y buildmg situated on the 
south west corner of Libra~y Square, 209 .ast 500 South, (the ('Buddmg"). Consequently, in 
2001 Salt Lake City began soliciting from the colnrnunity at large, via RFP, proposals for re- 
use of the Budding. The KFP, following on extensive City Council and committee meeting 
&scussions and numerous Council dec sions, stipulated continued public use "for the I majority of tile burldmg" for &splays, classes, eshibitions, perforinances, and related 
activities. Preference was to be gven to rganizations with a "strong public purpose," and 
1nonetaq7 incentives by way of nominal Bddlng lease-back costs were to be extended to 
not-for-profit organizations. Beside the I/ ublic-use mandate, the City also required that the 
re-use of the building should clearly an enhancemellt to Library Square and become 
a complement to t l~e  new Public Library. 1 

Many organizations responded to the Ci 7's request, but it was determined by City officials 
that bringng together the Utah Science enter ("USC"), the Center for Documentaq~ Arts I ("CDA"), and Youdl City Artways ("YCP") could best meet the broad public-use mandate 
that had been envisioned for the Buddmd. In January, 2002, the Al-tizles ofI~ico?pornrtio/z were 
executed and the Library Square ~oundadon for 14rt, Culture and Science ("The Leonardo") 
was legally incoi-porated as a 501 (c.)(31), not-for-profit, foundation. Its By-Lws were 
adopted and ratified in July of 2002. Thr Hrhcie~ ojlnrorporahon were structured to include the 
tllree "foundmg Partners," USC, CDA d YCA, but also require representation from the 
Salt Lake City Libra~y, and tlle Salt Lake community at large. 

On October 7, 2003, the Salt Lake City Council adopted a resolution cahlg  for a special 
bond election in November of 2003 for le sale of General Obligation Bonds, $10.2 d o n  
of which was to be allocated for the refur isl~ment of the Buildmg for use by The Leonardo. 
The Bond issue for The Leonardo, Propo.~ 1 Nztrn1~~1-2, was approved by t l~e  voters "for the 
purpose of renovating, improving an& preserving the old main library building. . . 
[and] to establish a science, culture a d art education center currently know as The 
Leonardo ..." P 
MISSION OF THE LEONARDO ~ 
The Leonardo a t  Library Square celebra es tlze spirit of wondcr and hutnanity that guided 
Renaissance master Leonardo da Tiinci a d inspires our own exploration of the world. The 
Leonardo is comtllitted to explo~ing and onnecting Art, Culture, and Science in imaginative 
ways to enrich our lives, expand o !l r consciousness, provide l4gl1 quality learning 
opportunities, and enhance our communibr. 
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As a "next-generation museum," The Leonardo's core objectives are to expand creativity 
and enrich the intellectual life of our community in the broadest sense of that term. It is a 
gathering/connecting place for the lrrerse components of this comnunity to meet, to 
drscuss, and to understand one another. The Leonardo provides a public forum for 
exploring, learning and creating activities in the areas of science, teclinolog~7, cultuse and the 
arts. Its namesake, Leonardo da Vinci, personified the ideals of creative h h g ,  innovative 
perceptions, and the inter-relationship of the arts and sciences that permeate all facets of ifhe 
operation. 

The Leonardo is committed to a "triple bottom line," i.e., its operation must be financially 
sustainable, socially responsible, and environmentally sound. In all its operations and affairs 
The Leonardo stands for socially responsible, ethically sensitive behavior towards others; 
concern and active support of the environment; as well as business operations and practices 
which ensue die long-term viabdity of the institution. 

The multi&sciphary mission of The Leonardo requires it to promote and support relevant 
activities of its partners, affhates, sponsors and community organizations insofar as they too 
contribute to The Leonardo's core objectives in seming tile public. The Leonardo also seeks 
to complement the programs and activities of the Salt Lake City Public Library, and to 
enhance Libra~y Square and Downtown Salt Lake City. 

OLlR FIVE-YEAR STRATEGIC OBJECTIVES 

Over the course of the past few years we have identified several key principles that are 
necessary to "birding" The Leonardo, supporting the institution's mission, and to malung it 
a xvl~olly unique experience for our visitors. These principles are incorporated in and drive 
die Strategic Plan. They are: 

Financial and Operational Sustainability 
The Leonardo is keenly aware of its responsibhty to fulfill the mandate gven it by tlle City 
and voters. We are accountable to the co~muni ty  for efficient use of the resources that 
hare been entrusted to us. Inherent in that stewardship is tlle onus of mahlg  The 
Leonardo, independent, ffilancially viable and long-lived. 

Given die scope of our mssion and in view of the nlanj7 and unpredctable factors affecting 
community support of die Project, a critical objective of our business planning has been to 
bulld into the operation as many facets of financial sustainabhty and independence as 
possible. Also informing our planning has been the relatively l3gli degree of uncertainty 
which attaches to market demand for The Leonardo's product. We recognize that The 
Leonardo wdl of necessity compete in the consumer's mind with an almost infinite number 
of alternatix-e "entertainment" options. Consequently, besides aggsessir-ely developing an 
exciting Leonardo product, we have taken steps to reduce our reliance on base adnlissions, 
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that is, to &versify tile r~sk  components of the Project by emphasizlng the potential of 
earned revenues. 

Establish The Leonardo Brand 
The Leonardo is a that has not been created before. It  is crucial to 
create tlze brand, and begin to it to stalteholders and the general public. Over 
time, The Leonardo's a trusted brand, which people associate with 
hgh  quality, in-depth cannot get anywhere else, as well as with "a 
great place to hang out." 

Open The Leonardo on Time with ~ ~ L r a t i o n s  and Programs in Place 
Exhbit planning and design is well under way for opening; and it is a cmcial strategc 
objective for us to open on or about da yinci's birthday in April 2009, with a full program 
and staffing in place. 1 

Achieve Attendance Projections 
The Leonardo w d  only be as successful s its visitors make it. It is our objective to make 
The Leonardo a community gathering pl ce, where patrons feel u~elcome to come together, 
to dtscuss issues, to exchange ideas and ~iew-points, to understand dfferences, perhaps to I resolve confict, and, in a more general se se, it 'id be an exciting and stimulating place just i to be. Our objective is to seim the needs of visitors from all the diverse sub-sectors of tl+s ~ 
community. Areas of the Buildtng and l~ave been designed to furtl~er t l~e  
objective of The Leonardo as a comm4nity gathering place. Attendance projections are 
based on local community touchstones, i.e., slldar "museum-like" products in our area, 
national comnparables, and industty provid d statistical norms. Y 
Establish a Partnership Model 
The multilsciplmary nature of The Le nardo and its role in the community imply that 
programming col~tributions will necessaril 7 come from a wide array of partners and affhates. I: Thus, the operating / organizational f o r ~ a t  of The Leonardo, as well as the design of the 
Bddrtlg have been generated with a vilew to flesibhty. This adaptability of both our 

i 
organization and our plzysical facihties IY$ enable us to funnel in a variety of programlxing : 

and exhibits from foundmg partners, p a r ~ e r s  who in t l~e  future may join The Leonardo and 
have Board representation, progratnm+g partners, affiliates, sponsor institutions and 
contributors of many dffering hues. 1 
Offer a Variety of Experience 
Our audience researcl~ to date clearl~~ that in order to drive tnarket demand, to keep 
our visitors conling back, it m-dl be frequent changes in programming and 
exhibits. This necessaril~r increases The obvious management objective 
~7i11 be to balance the need for change in The Leonardo experience 
with the demands of econoinic 
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Achieve Patron Participation 
A key objective of The Leonardo is to involve its visitors in as many aspects of tlle 
experience as possible. Trlls has led to tlle creation of Workshop and Studio spaces 
configured and staffed to enable visitors to participate in learning, creating and sharing 
activities. T h s  wdl be very different froin a inore tradtional, static inuseurn experience in 
which visitors essentially walk-through and view a standmg collection. The Leonardo will 
draw on the backgrounds and creativity of its visitors to malie contributions to the intuition's 
d i e u .  

PROJECT IMPERATIVES 

PROJECT IMPERATIVE 1: THE BUILDING 
Renovate and modify the Buildtng to meet the long-term needs of tlle Project. 

RENOVATION PLAN. On September 15, 2005 EwingCole was engaged to plan the 
renovation of t l~e  Bullding. 

Resides developing iterations of Project-specific renovations, EniingCole has focused on the 
core scope of the renovation. As of May 4, 2007 The Leonardo Board is committed to 
lirmting the core scope of the buildtng project to b r i n p g  it into compliance with seisnlic 
requirements, abating asbestos in the facihty, and to addressing critical HTIAC, plumbing and 
electrical deficiencies. Seismic modifications wdl entail tlle placement of an exterior concrete 
shear wall on each of the Buildtng's four elevations. These shear walls are to be placed 
inside the granite faced panels that hang froin the cantdevered Second and T h d  floors. 
This approach has been taken so as to minimize t l~e  effect on the Bdchng's appearance and 
to initlirnize the disiruption to operations. HVAC, electrical and plumbing ~lpgrades I Y ~  be 
kept to a minirnuln so as to meet budget constsaints, wMe s d  qualifjiing for Silver LEED 
certificauon and meeting City stipulations that the Budding be fully functional for the 
duration of the lease tern-50 years. 

Renovation plans, dependitle on funding, include: 

licplacing die Building's prominent escalators with a staircase to facilitate larger crowds, 
to provide greatcr safety for younger visitors, and to reduce maintellance costs. 

hlohfymg thc north east corner of the First (Piazza) Lerel to accommodate build-out of 
a Cafe and Cafk latchen, including providing outside door access to the Plaza. 

Electrical, ~nechan~cal and plunbing alterations to the Baselnent to facditate construction 
of the 1,450 square foot Catering IGtchen by the Catering/Convention operator. 
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Upgradulg of the Center for Co-unity and Culture on Level Three for the 
Catering/Convention fachty. , 

The Center for Community and audtorium on the Third Level wLU be renovated 
and enlarged to enable The provide top level movie screenings, speakers, 
symposia, and performing 

The core renovations and the Project-s ecific changes detailed above will be built for a 
cost of appi-oxiinately $14 million wh'ch will be funded by the City Bond proceeds, 
approximately $1 inillion proceeds of 1 a FEMA Grant to the Project, Salt Lake City 
Redevelopment Agency ("RDA) moklies of $750,000, and other City funds. As 
additional developinent funding is secured, the remainder of the Center for Cornillunity 
and Culture including the auditorium, and convention area, the classrooms on the 
east side, a new restrooin, the as well as the First floor cafe and kitchen - 
total cost of about $5.1 to the Building Project. ,id&tional 
upgrades and galleries wlll be budgeted as fuldmg 
allows. 

The core renovation of d ~ e  Buildmg abd the development of key project-components 
installation are shown on t l~e  Buildng hIabter Time Line below: 
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PROJECT IMPERATIVE 2: EXHIBITS AND PROGRAMS 

MISSION AND VISION, EXHIBITS AND PROGRAMS 
As outlined in the mission statement, The Leonardo's airn is to bridge art. culture and 
science; allowing participants to encounter phenomena, new ideas and perspectives, and 
learn new slulls while tqring out new tools. 

It is the core irnperatkre for The Leonardo to deliver on our protlse to offer our visitors' 
opportunities to experience New W'qs oJ'Seez'~g. 

How can this be achieved? 

The Leonardo's programming vision is complex, combining content from many sousces: 
founding partners, program affiliates, local and national groups, performers and institutions, 
down to participants ~ 7 h o  conduct a one-time demonstration event in a worksliop. The 
content will be organized around a number of core p r o g r a d l g  threads that n7ill be woven 
together into a mea~ingf~d whole. 

Hence, The Leonardo's role consists of the blendmg of diverse content providers and the 
public to create an exciting new progranlming mix. In this coiling together of people and 
programs, The Leonardo will be a catalyst, enabling all players-visitors, staff and program 
providers-to both impact and be changed by their collaboration. 

The outcome of this process is our "productv-The Leonardo Experience-which can best 
be described as a transformation of how we see and explore our world. 

Imperatives 

X Platform: The Leonardo will offer o r i p a l  content, created 111-house, and coinbine this 
with a xTanety of other elements - be they h h s ,  a guest lecture, performances, traveling 
esliibits etc. In that sense, The Leonardo WLU become a platform for the display of work 
by The Leonardo's founding partners, as well as for Inany other groups, artists, and the 
corninunity at large. 

* Art, Culture. Science and Credbility: In delivering our mission, and creating an lllspiring 
and cohesive experience for our visitors, dsciplinary boundaries \vdl begin to soften. 

However, The Leonardo is also committed to uncompromising quality in eacli hscipline 
and within each subject area. Culhxe, science and art will be guided by a vision 
statement, ensuring all three core &sciphles are represented, and satisfy core 
stakelloldess. 
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;idvisors: In keeping with the imperabve for &sciphary crehbhty, Tlze Leonardo wdl 
work closely with advisors for each of the themes, or "big ideas." Each major area-such 
as Sto~y, Human fights, Sustainabktp, Music or Digtal 14natom~~-~d be guided by 
someone who is worlung in the field, can help point The Leonardo and partner staff 
to important topics and/or people respective areas of expertise. In addtion, 
several advisory boards will guide the picture. 

Layers of Idearning: I t  is part of The onardo's new inodel to allow visitors to choose in 
what way, and how deeply to engage the faclltty, or any p e n  subject. 

hleeting each visitor where s/he is an gnTlng lzifn/her the option to explore either more 
broadly, or more deeply, is achieved in, t two mays: First, floor staff wdl engage with each 
visitor and function as guides on the path chosen by the visitor; and second, -fie 
Leonardo's new model of "layered leadning." 

Programming wdl be organized in la ers - Exhibits, Vi~orksliops and Classes: Exhibits 
5 d  provide a variety of interactive and contemplative experiences for fu-st-time or 
occasional users. Tlze Worlislzop~ n. offer a range of activities and resources that 
connect to The Leonardo's exhbits 1 nd phdosophical principles. Workshops wdl host 
drop-in activities, fachtated learning eiperiences and classes. 

Bip: ideas: The Leonardo's pr~grain*~ wvd be gcuded by a number of core themes, or 
'big ideas'. Tliese represent a comnliqneat to those areas, which will be represented to 
some degree at all times. 

Big Ideas include SustainabLLtty/Env -onment, Memory, Community, Human Rights, 
Sound, Story, Nutrition/Food, Perfor 1 ance, Innovati011 and Creativity. 

These themes, or ideas, u7ill map on o the physical galleiy and workslzop spaces; wid1 
changing einplzasis on each one. I 
Rate of Chanee: Focus gro~lp particip nts have espressed great interest in a fackty tlzat is 
frequently changing. This change will be accomplished to an extent through tradtional I 
rotating exhibits, which will be of operating budgets. But 
change and variety u7dl be of programming wl~iclz 
incorporates a c h a n p g  workshops, forums 
etc. In adhtion, The visitors has resulted 

Experience. 

in a large number of 'user-made' con a visual layer of 
art and objects, and a form of and dialogue around The Leonardo 

Timeliness and Relevance: All of Leonardo's exhibits and programs are designed 
flexibly to allow us to react to issues, news storics, or debates more niinbly. The 
Leonardo - both oszsite and become a resource from \vlzich the community 
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can find inforination about current issues in art, scieilce and culture, with continued 
emphasis on and tie-in to "big idea" themes 

Floor Staff: It is crucial to l.liL-e, train and foster a certain h d  of personality to faclhtate 
visitor experiences on the floor. Wl~ether it is ticketing, caf6, or workshop staff, their 
attitudes, ability to connect and meet visitors in a manner that is comfortable for them, 
and their own sense of curiosity and exploration is probably the most important element 
to ensure a successful delivery of a prograrruning vision that centers around the visitor. 

Goals 

Exhibits 
Exhibit Design: Create, design and deliver successful opening eslibits that fulfLU The 
Leonardo's ~nissioil and visitor expectations 
Exhibit Planning: Develop strong and cohesive 3-Year Exhibits and Programs Strategic 
Plan 
Fachtators: Hire and train floor staff 

Promams 
Plan and schedule Year 1 Events (lectures, performances, symnposia, etc) 
Educational Plan developed and co~nrnunicated to schools 

Pre-Opening Exhibits and Programs 
Develop and run programs representative of "The Leonardo Experience" 
Conduct audlence research to support Exhibit Design 

Partilers 
Major Program Affiliates defined and agreelnents in place before opening 
Other content providers Have relationships wid1 community partners and other short- 
term program prov'd '1 ers 

PROJECT IMPERATIVES 3: FINANCIAL SUSTAINABILITY 

The Leonardo plans to undertake the following financial initiatives to ensure adequate 
fundmg throughout both pre- and post-opeling operations: 

During Ramp-up, fully fund the $20.7mrn Capital C a ~ q a i ~ m  

Post-opening, ellsure that all Earned Revenues models are effective in garnering the 
budgeted income. 

Post-opening, pursue a successful Developinellt cainpaign to cover operating short-falls, 
build operating reserves and to fund the future of The Leonardo. 
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The Capital Campaign needs of The Leanardo updated as of July 1, 2007 are summarized 
below. These costs are wholly independedt of the Funhig for the basic Buildmg renovations, 
which are the City's responsibility. The (as detailed below) are the three Addttions 
to die core Bddtng  renovations. and enhaliceinents of the B~uldmg 
and its galleries wlV be budgeted as 

Exhibits and Programs 

Ramp-up Operations 

Furniture, Fixtures and Equipment 

Reserves: 

Operations 

Building / Exhibits 

Sub-total Ramp-up Budget 

Additions to Building Budget 

Auditorium 

Restaurant 

Catering/Convention 

TOTAL 

Balance to be 
Raised 

$7,500,000 

$2,600,000 

$2,000,000 

$2,500,000 

$1,000,000 

$15,600,000 

$700,000 

$700,000 

$3,700,000 

$20,700,000 

Total Capital 
Campaign 

$8,360,000 

$6,936,000 

$2,000,000 

$2,500,000 

$1,000,000 

$20,796,000 

$700,000 

$700,000 

$3,700,000 

$25,896,000 

the objectives of die Capital @irnpaign will requite the coiiccrted efforts of The 
personnel, partners and consu$ants. The Capital Cainpaign Team consists of the 

Executive Director 
* A4anagement 

Partner Representatives 
Co~~~ultaii t~-Exoro, etc. 
Renaissance Advisory Board 
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Sources of Capital Campaign Funding: Alanagelnent anticipates the remaining capital 
campaign funds coming from the follo\ving sources: 

Local Corporate Sponsorships Federal Fundmg 

National Corporate Spoi~sorships State Fundli~g 

Local Foundations 

National Foundations 

Restaurant and Catering/Convention 
Operators 

In&viduals 

New Market Tax Credits 

Capital Campaign Sources 
O Local Corporate Sponsorsllrps 

1 i! Local foundations I 

@ Nauonal Corporate 
Sponsorships 

c b~at~onal F9:lndabons 

t4 Federal Funding 

t4 I:ldlVlil?lO$ 

URestaura~t and 
CatenligConventiun Speratorr; 

Capital Campaign Focus: Capital Campaign efforts midl include a variety of strateges for 
specific audiences. 
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Capital Campaign Strategies: The Leonardo will leverage the following strateges to 
achieve Capital Campaign financial objec+es. 

Corporate 
Sponsors 

Zones 

"Big Ideas" 

Features 

Renaissance Board members wdl pursue fundng uthzing their 
network of contacts. 

Consultants with specific access to isponsors, foundations and donors w d  be 
retained by The Leonardo. I 

Foundations 

Prograrnrmng 
and Exlvblts 

IGesge 
Campaign 

Lobbyists ~ v d  be engaged to secure state fundmg. 

Fundmg from Federal agencies u7dl qe cultivated by the Management Team and 
the Exoro. 1 

Marketing and Public Relations effor s \dl focus on expanding public awareness 
of accoinplishinents, and unique ilatu e and offerings of The Leonardo, increasing 
positive mornenturn for the Project th 1; t is critical to fund raising. 

Individuals 

Narmng 

Programmtng 

Exlvblts 

~ e d e r a l  

Bugding 

Exhbits 
Proicrams 

~ 
I I 

* Tlie Lconardo special events and e Pilot programs will also aim at bulldng 
cornnullity awareness and during Ranip-up. 

Strategc partnerships \17d be created to b d d  support for 'rhe Lconardo. 

State 

Science 
Exhlbits 
Programs 

Specific Targets, Deadlines, and an e and active Donor Database will be 
established to help keep the Capital C 

Tax Credits 

Exhblts 

Management's responsibhty to fulfill The Leonardo's lnissioll as dscussed above, 
parttcularly as regards the critical goal o 1 achievmg financial and operational sustainability, 
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encompasses a number of strategic objectives. Our strategc plan is to: 

Ensure total fundmg of the Project's capital cainpaign (building, FFBE, Ramp-up) 
includmg, also, funds for initial temporary exhibits, operating contingency reserves and 
which anticipate an extended Project time-line. 

Exclude recourse to borrowing, which increases risk and can conlpronlise financial 
viability. 

Outsource those Earned Revenue operations wvl~ere possible, provided doing so is 
economically and operationally advantageous to the Project. 

Create a $10M endowment that ~vi11 fund the vibrancy of constantly changing exhbits 
($500 Ii/year). The endowment needed to generate $400Ii per year would be $10M 
assuming a free investment re~renue of 4% per year. 

Open wit11 a comfortable level of staffing to guarantee the best .iisitor experience 
possible, AND be ready to cut down staffing in Year Two should we encounter the usual 
attendance downturn. It is critical to open The Leonardo with our best foot foiward, 
ho\ving that we wdl have only one chance to malie a positive first impression on the 
public. 

Prepare in advance to increase operating expenses up to $5M in Year One to cover 
adverse contingencies. The Leoilardo is an entirely new concept and business model. 
Consequently, we must be ready to increase operating expenses up to $5M in Year One 
as a "worst case" fall-back position. 

At the time of opening, have in place 6 months of operating expenses ($2.5MJ as an 
Operating Contiilgency Reserve to guarantee die su~~rir~al  of the Project at this "worst 
case" level of cost. 

Include in affiliation ag-eements the provision that 501'0 of all operating surpluses be 
allocated to tlle Operating Contingency liese~~re, and 50% go to fund other Project 
priorities as determined by the Board. 

Cap the Operating Contingency Keselve at $5M (approximately one year of operating 
expcnses). Once this Reserve has been fully funded, all operating surpluses will go to 
fund other Project priorities as determined by the Board. 

Mitigate business risk as to the extent possible with a diversified business model centered 
on efficient adnlission policies, worl~sl~op and stud10 up-charges, a reasonable 
contribution from retail sales, appealing and profitable Restaurant operations, and the 
Center for Coinmunity and Culture's catering / convention business. 
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Consider a special business plan for a major blockbuster in Year Two when UMNH 
opens utilizing funds from tile operadng Contingency Reserve. 

Have a consistent and strong Develgpinent plan to provide additional funds to off-set 
any operating revenue shortfalls. 

Two particularly critical areas of inderest for The Leonardo's long-term financial 
sustainabhty are Earned Revenues and ~ ~ r e l o ~ m e n t :  

Earned Revenue: Post Opening 
A basic strategc premise of The Leonard is to mitigate operating business risk to the extent 
possible. Because the admissions risk, or market demand risk, for The Leonardo product is 
unknown and, indeed, unknowable until fter opening, we must liinit our business risk wid1 
a diversified business model centered on efficient admission policies, workshop and studio I up-charges, a reasonable contribution frqin retail sales, appealing and profitable Restaurant 
operations, and the Center for ~ornrnudity and Culture's catering / convention business. 
The catering / convention model is of particular importance in this context because 
it is the only component of the bubiness model which operates almost entirely 
independent of attendance assumpt'ons. Therefore, it provides the best ineans of 
mitigating our operating risk. I 
The Leonardo business model inciudes bbth trahtional and non-traditional ideas in terms of 
its relationship to the visitor and in which it generates earned revenues Our 
business model concepts, trahtional no-trahtional, have involved a great deal of 
innovative thinlimg and reference to s operations in the industry. These models are 
outhned below: 
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I Main Earned Revenues 

General admission 

Models 

$8 adults, $6 
youth/senior/student 

Traditional 
Business Models Business Models 

Farmly fare: $22 for 2 adults 

Non-traditional 

and unlunited children 
One free return 7 days after 
f ~ s t  full fare visit 

School groups 
Group admission ( $3,25/chdd 

Promotional groups 
erson 

Special exhibit admissions 
Dependrng on show 
$12/adult and 
$8/youtl1/student/senior 

3 visit pass $15 adults - $1 1 

No classic membership 
model 

conventions 

youth/ senior/student 
5 visit pass $22.50- $17 
youth/senior/student 
10 visit pass $37.50- $29 
youth/senior/student 

Food and Beverage revenues 

Retail merchandsing 
throu~hout 

Restaurant benefiting from 
repeat visitation 

Studios & Workshops 

Retail & Other 

Optimized use of 3d floor 
Center for Comnunity and 
Culture for 500 dmers catered 
events and rental of space for 
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Free drop-in 
Paid master classes 
Paid courses 
1,200 SF retail shop 
Auditorium es~ents/shows 

Educational Programs 

Up-charges for enhanced 
products or supplies 

- 

School trips and programs 
in Leonardo 
Field trips away from 
Leonardo 
Teacl~er "fi/femberslips" 



Earned Revenue Models Utilized i n  The Leonardo Strate~ic Plan 

Management's major goals in the Earned $evenue models are: 

Creation of a colnpetitire general addssion model 

Provision of incentives for multiple vidits and Patron loyalq~ 

Optimization of t l~e event/catering op ortunity afforded by the Center for Community 
and Culture on the Tlihd Floor. 1 
Maximization of up-charges from mu1 ple visits and ancda1-y retail revenue 
opportunities 1 

Summasized below are projected contsib~~tions from Earned Revenues and Adrmssions 
during tlle first three years post-opening 4 "normal" and "consemati\~e" attendance 
assumptions, which, as noted above, deride from local and industlry-wide touchstones or 
comparable operations: 

'ond nnA Beverage 
Caterit>g/Cox~~-elition 

:%'cr ro Lron.udoper~4rrer1&e 
Kestaui.,~l>r 

~%'rr m Lrmranuloprr Diz~rr 
Total F and 3 

Worl~sishops al~d 2mc6ns 
per Psfron ('Tc~l~~l.4rrrnrf~mr-pl 

EarzieqJ 
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.%ttrnclnnce A~sn~lxprions 

Revenues Surntnnry 

Xor~llal 
>P.WUOP SSS.ZDD 

Ease .\tre~1bat>ct 
-!u1cilln!>- .4trenclal1ce 
Total-%rrendnncr 

Itrendaace Assumptio~ls 
I-&I Tc.11 .%-C,C,C,C, Yea Tbiep -%enaoi) 

Cor~~ervntive Attenclance .&sumpriu~~s 
IPar OD+ SC,C,C,C,C,C,CID liar T m  .%ez:anm G;lr 7iure.+er:.~nb 

190,000 
87.406 - 

438253 ZTi,30(1 

225,000 135,000 142,lllU 
Ut,iY3 Ol.j_0 60.281 
356,7dJ 106,570 20S,:S1 



Management believes that the only means of fulfhlg the mission of The Leonardo is to 
reduce business risk by adequately capitalizing the operation before opening; to pursue an 
effective Development program; to initiate all means possible of generating Earned 
Revenues, including the catering / convention model, whicl~ can ameliorate our admissions 
risk; to undertake an effective, creative marketing campaign; and, most important, to deliver 
a compelhng product, (programming, exhbits, workshops/studios, service and atmosphere) 
that will hive admissions. 

Development: Post Opening 

When the capital campaign and Ramp-up phase of the project ends, a more traditional (but 
still creative) on-going development progsam beguls to support basic operations. A 
Development Director 'ivd be hired one year prior to opening to put in place the following 
elements of the on-going of t l ~ e  fundraising strategc plan. 

1) Fundraising Targets for Basic Operations 

Year One: $1.7M 
Year TWO: $1.8M 
fea r  Three: g2.34M 

2) Assumptions 

In Year One, operational fundraising revenues will be lower due to the aggressive 
efforts to coinplete the capital campaign. 

Fundraising goals increase in Year Two to counteract the expected dip in attendance. 

* Fundraising goals in Year are affected by tlle cycle of reneurals and 
procurement of new colporate sponsorships that have up-coming expiration dates. 

X fully operational vibrant and successful facility wrll generate new opportunities for 
both coinmunity and national funding of exhibits and progains. 

3) Sources of Funding 

Public Partnersl~ins It is increasingly important that culhxal instituuolls build a 
foundation of on-going fundmg from goverilment sowcces. Short of a veiy large 
endowment, the majority of inuseuins rely on public filnding to some level with h e -  
item status. It is the strategc goal of The Leonardo to achieve the following: 

o Line item filnding from the State of Utah 
o Increased public fundmg for outreach through ZAP and POPS prograins 
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o Line item funding from 
o Alliances with federal in ongoing fundtng opportunities 

Corporate S~onsorshi~s :  The Corpo ate Sponsorship program is a cornerstone of the 
last phase of the capital campaip. T1 e sponsorsbps achieved \dl be the foundation of 
the corporate program moving fonv 1 rd. The assumption is that the major zones and 
features are fully sponsored at openind. These sponsors wdl hare the right of first refusal 
to renew their sponsorship at the endof their three or five year cycle. Begmning in Year 
One the focus will be on bringng new sponsors for specific exhibits and programs. 
Corporate Sponsorshps of special dences, events, and community free days will be 
pursued via a yearly fundraising plan 

Foundations: Fund: from foundation wdl become a significant source of revenue once 
The Leonardo is operational. Local ~oui~dations, as yet untapped as well as those who 
already gave to the Capital Campaig , will be approached in a regular cycle to fund 
specific eslGbits and programs. The g a1 is to get all significant local foundations engaged 
on some level and part of The Leonar :I o community. 

By 2009, many of the major national foundations will have progressed in a multi-year 
culltivation process. It  is anticipated +at several planning grants will have been secured 
during the capital campaign. The ~eotjardo's opening will further move these culti~~ations 
from exploratory and plailning to the funding of exhibit and program initiatix~es on 
a larger scale. These national includmg government foundations hke The 
National Endowment for the and The National Science Foundation, wdl 
provide significant funding for new ex(L~bits and programs. 

Indtvidoals and Annual Gi17inp: ~rbative donor stewardship programs will further 
develop relationships with The Leondrdo's donor base and set in motion a yearly g~~ring 
program. In addition, individuals wlho have not yet joined our donor ranks wdl be 
identified and approached. These from a small giving program on the web site 
to cultivation and requests to of high-level capacity. There d l  be many 
dtfferent ways to gve and 

Fundraising Events: The Leollardo host two major fundmising events each pear. 
One will be The Leonardo Birthday in April. Another event of smaller scope wdl 
occur in the fall. 

Overhead Asli: Every fundng or dohation proposal wdl lllclude a 30°/o "overhead ask," 
which means that the donor wiil de asked to agree to contribute 30% of his/lrer 
donation to\vards general operating verlieads, wholly independent of the restricfions 
placed on the bulk of tlie donation or 

4) Non-Operations Fundraising 1 
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Endowment: The goal at opening is to have in place a stt-ategc plan to bald The 
Leonardo's endowment. The economic sustainabhty of d ~ e  project eventually is based 
on 5001C of endowment revenue to operations each year.. . a $lOM endowment. The 
Executive Director w o r h g  with a Board committee 'ird develop the plan, posslbly with 
consultant assistance. 

New Project Development: The Leonardo's goal is to support the on-going development 
of o r i p a l  work includmg publications, exhbits, travelmg programs, and educational 
initiatives. Post opening, a position will be added that focuses on funding new initiatives 
that are beyond operational fundraising goals. 

Staffing and Consultants: Post opening, The Leonardo wdl rely oil an in-house 
development team. This wdl include die following positions. In add~tion, management, 
the Board of Directors, and The Renaissance Advisory Board wdl have critical roles in 
actualizing the fundraising plan. 

o Development Director 
o Co~porate Sponsorship ,\ssistant 
o Grant Writers 
o Lead Gift Assistant 
o New Project Development 

Communication consultants (Exoro) and lobbj~ists '~vill be b e d  to assist in the public 
partnership programs. 

OPERATING IMPERATIVE 

During t l~e  Ramp-up period it is imperative that organizational protocols and organizational 
structure be developed which can fachtate the opening of The Leonardo. Operations must 
also senre as the platform to develop and to deliver the unique Leonardo Visitor Experience 
after opening. This witl require the definition of tlie roles, responsibkties and relationships 
of The Leonardo corporate organization, Board of Directors, and program providers- 
regardless of where tliep fall on t l~e  collaboration-merger continuum, be they tenants of the 
Building, whether or not tl~ep have Board representation, or whether they are temporary 
affhates of The Leonardo. 

The following graphics depict in broad, conceptual form how operations b e l ~ l d  tlze scenes 
support our delivery of the "on the floor" visitor experience, and how Exlibits and Program 
strategc plans are developed, ratified and implemented. 
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Exhibits and Programming ("E&PYY) Strategic Planning Process 
(assudes USC merger) 

Exhibits and Frog .an15 Creative Trnm Objectives: i 
e Del-clap on-gumg st1 ate@ plans far Esl~ibits and Programs 

f u ~  Management n p p ~  crl a1. Eo I rrt ratifiratiorl nlirt then irnplemeutntinn. 

+ E~lc~ri-e integrity of The ~eannbdo'5 Exhibits and PI u g ~  smr 
vi5 a \.is role disciplitles of art hrtd science. 

e Der-?lop strategic plans that  a ert fi~lnflrial s~~~Ttiital>ifity crite~ia. 1 
01 el see inter-pla? of disriplin r in purti ayitlg PI ogr am "Btg Ideas" e and themes that acl~nrsc The Qeonardo'r inu1fi-discil>l11 goals. 

e Constautly mollitor and evalfi te efficnr~ and impact uf EBP strategic 
Plans. f 

Tlrc F^rtuba and Ptog am Crpnwe 
t hair cd by tllt Edk~bits and PI  ogi 
tor. who hni &tat apptolnl and ultilnatr 
rpml-ihihc b y  t t r  r$alatulg rud p~urdact~on 
of Bir Team. T l ~ r  E S P  D s  rctor i r  aisu 8 d a -  
I led ~trlff mrmbet and n lnnnher of The L _c2- , 
u?t do Cuipnr are 3launfsmmt Team. 

1e.m Idr3iozs arc f i o ~ n  outctde Tlre Leanardo or Pat rnerr' "-2i ntgxmznnen$: 8 q  br ~ n g  "Big Plctlu rY pel :prcar c 2nd es- 
per~ ; t  to the Te.lm. either the? air  nu1 pnrd, 01 ~~tzmnrd ou 

Sou-Leomtdo rorpornti o~:;lniianou~ lirho p ~ a n d c  
tsbih%t%w programmi~r$. rtu! ur ma? not ,ear .rpnre 

5mmrr Trchnulo~ Appointee ta the Term- .t.lffm mher 

t 
ro the Euridrng. ma) 01 tlim not h a ~ e  R O Z I ~  lepl" 

liston Leader-/. ?entation. 
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Exhibits and Programs ("E&PV) Strategic Plan Development and Approval Process 
(assumes USC merger) 
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The relationsl~ips between The ~ e o n a r d j  and its "founding Partners," Youth City Artways, 
the Utah Science Center ("USC") and thb Center for Documentaiy ty4rts ("CD14") continue 
to evolve and be refined. Tlie I3udd/mg lease wit11 Salt Lake City requues that the 
relationships with and between the foul &ng partners and The Leonardo be defined in a 
Memorandum of Understandu~g and foll w-on Affhation Agreements. The Memorandum 
of Understandmg was executed in 2007 nd Affhation Agreements are nearing completion. I It is anticipated that U~nh Science Center wtll merge with and become part of The Leonardo 
111 late 2007, and USC selected Board 111 L ~nbers  d senre a three year term on the Board. 
The Center for Doculnentaqr Arts and Youth City Artways continue to have their 
respective representatives on the Board of Directors of The Leonardo. Both w d  have 
representatives on the Exhibits and ProSram Creative Team, and USC Executive Director 
will represent the "Science Vision" on thd Creative Team. Thus, wMe USC becomes part of 
The Leonardo, its is anticipated that Board repfesentatives and their roles 
on the Exhibits and Programs Creative the objectives, specialties and interests of all 
three "founding Partners" will continue all aspects of The Leonardo's operation 
throughout the five-year duration of t h s  

MARKETING IMPERATIVE 

The marketing objectives of The Leonargo are to enhance the programming, financial and 
operating goals of the organization so The Leonardo becomes a major destination for 
enjoyment and leariitlg. Following is of our opportunities, as well as marketing 
initiatives designed to leverage those 
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KEY MARKET INSIGHTS 
1. Utah is experiencing significant economic growth, hstoric in-migration, and a 

physical rebisth of its capital city. 
2. Library Square llas become a gad1 ring place for cultural events that attract thousands 

of people annually. The new li  rai-y, with its groundbreaking patron model and 
srrildng architecture, draws visitor fro111 across the state and country. / 

3. Almost 90 percent of of The Leonardo buldmg, which 
will become light and commuter rail h e s .  

4. Utah's While these factors can 
be attributed in part to the infl of the LDS Church, many "non-Mormon" 

5. Utahns are active, healthy, and attending downtown festivals, 
musical events, performances 

6. Utalins are not as prone to cultural events or attxactions as one 
might fmd in citizens of 



7. Utahns are tech friendly and entrepreneurial. They are not afraid to be the first to 
adopt new gadgets and techaologes. Public policies support both home-grown and 
imported science, and hgh-tech industries. Government and business entities have 
identified The Leonardo's potenual as a powerful tool in preparing young people to 
become science and technology innovators. 

8. Utahns value learning. Students perform well on national tests, graduate from high 
school at high than average rates, and go on to colleges and universities more often 
than their peers. In focus groups held by The Leonardo, parents value the facd~ty fifsr 
and forelnost as a place where they and their fandes can share interesting and fun 
new espesiences that help expand their experience, and tap into personal capabihties 
and interests. 

9. The Leonardo's admission prices are competitive with museum-like fachties and 
general leisure options. 

10. Finally, demand for rentable space/venues is increhbly ligh. Out-of-town 
conventions and local businesses are hungy for new and unique spaces in which to 
hold events 

AUDIENCE 

The bulk of The Leonardo's ticlset revenue must come frolll sustained engagement with 
local residents who pay adnlissions and up-charges. The success of The Leoilardo depends 
on strong world-of-mouth advocacgr by satisfied users, leaders, facilitators, and volunteers. 
Marketing efforts need 1) to support continually this group, and 2) to reach out to capture 
effectively first-time and one-time, non-local residents and visitors. 

MARKET OPPORTUNITIES 

The Leonardo possesses competitive advantages arising from the foregoing market 
conditions, target audience and its unique progaixming. 

Adventurer Appeal: The Leonardo programs appeal to the "innovator" and 
"adventurer" spkit deeply embedded in the Utah culture. 

Filling the Gaps: Due to the state's demographic, The Leonardo will attract fa ides .  
Few fachties support curricul~un, academic contests, and creative learning experiences 
for junior ligh and high school students. Focus groups inhcated that parent, young 
adult and teen audences consistently mentioned the lack of and ligh demand for 
interesting socializing or "hang out" spaces for young people. 

The Power of Partners: Partnerships ~ ~ ~ 4 t h  groups housed on Library Square, as well as 
those situated along the light rail h e ,  provide potential access to millions of users. 111 
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adltion, The Leonardo's visitor explerience model depends on drawing content from 
founders, businesses, esperts, grodps, in&\-iduals-even visitors themselves. This 1 
extended nehvork provides opportufities to keep existing users engaged, and to reach 
new ones. 

More Than a Venue: A portion of dult visitors come for cornrentions and special 
events in the bddmg's branded onvention center or other rentable space. The 
Leonardo will have the chance to convert these "secondary visitors," who will be 
comprised mostly of local business eople and convention-goers from out of state, to 
repeat visitors, who bring their f a d e s ,  1 and tell tlleir friends. 

ACTION ITEMS 1 

Our marketing objectives are to fmancial and operating goals of 
t l ~ e  organization. The above points toward strategies and tactics that 
w d  leverage the strengths to achieve these goals. 

Embrace and Extend Categories: h e  Leonardo must emphasize its "f~st-of-its-kind- 
ness." Our empl~asis will be on dust$ating what users can experience there. Our goal is 
to evolve expectations by be& cbfferknt, not simply saying it. If The Leonardo delivers 
on its programming vision, it will be ab organic and lasting process that visitors own. 

* Business As Usual ... With a Twist: Leonardo will engage in a level of "tracbtional" 
marketing practices, but the style, and messagmg should prepare audiences for 
the cbfferences they will encounter. 

The Twist: To rise and then stay at a place that matches our programming objectives, 
The Leonardo must reach above an beyond the expected. Fortunately, The Leonardo 
engenders itself to just these types f efforts. Examples of "new ways of marlieting" 
include: 

1 i 

o Audience In~~olvement. ?OW!. The Leonardo wdl cultivate a culture of 
"patron participation" launched a 
pilot program titled 
utilized to initiate wid1 our aucbences. Special 
advisory groups as young adults, teens, eady 
adopters, and listening and respondmg to 

efforts in earned and paid 
and marketing to 

achteve maximum impact. 
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o Social Media: Uultzing The Leonardo's arebsite, and other communicatioil 
channels such as bloggers, "mavens" and existing social networkmg sites, The 
Leonardo wdl engage in low-cost, higll-impact outreach that can emphasize 
our innovative nature. At the same time we wdl be buildng a network of 
connected advocates, and even forgng new h d s  of bonds with hard-to-reach 
audences, like teens, lawmakers and the ineda. Social meha can also be a cost 
effective way of seacling niche groups such as home school f a d e s ,  
photography buffs, habetes patients and local musicians - patsons who may 
have a special need or affinity for The Leonardo's programming. 

o Onsite. O n h e  Communication: Most cultural institutions stop marketing to 
visitors once they walk in the door. Our auhence research indcates a strong 
need for constant colmnunication dz~ring visits. This d ensure visitors 
understand both the breadth and nature of opportunities at The Leonardo, 
and fully understand the New W9.r of Seeifg and sense of "connections" 
inspired by the mind of Leonardo da Vinci hnself. Staff, signage, electronic 
media, and other channels ~ 7 d l  be uuhzed to keep the lines of co~lmunication 
open and operational before, and during users visits. Patrons who plan on 
visiting The Leonardo in person can go o h e  and begm engaging with The 
Leonardo even before they come to the building. T h ~ s  technology w d  also 
gve  ~~isitors ways to estend, b d d  upon, further personalize, or share what 
they experienced while at The Leonardo. It wdl also encourage repeat visits. 

o build in^ "the Choir": The Leonardo's business model assumes a certain 
number of users udl be converted to "aficionado" or advocate status. Our 
frequent visitor and bounce-back tickets wdl signal tlvs possibility on the first, 
and subsequent visits. I11 addttion to preferred pricing, visitors who reach 
certain frequency rates will receive special benefits, such as personal 
interaction with Cool People, sneak previews of exhibits, special programs and 
other perks. In addition, The Leonardo will use databases to track and target 
user preferences. With that information we can allow users to self-select the 
type of information they receive prior to and after visits. By enabhg them to 
customize the relationship, The Leonardo will create new h ~ d s  of bonds with 
both frequent visitors, and those who may only attend once or twice a year. 
This effort wdl support the brand and our business plan. 

* Extend Audience Through Partnerships: The Leonardo WLU leverage its extended 
network of partners-botli progsam and others-to reach primary audtences, and to 
extend its scope. Co-marketing efforts such as a "TRAX Line Ticket," "A Night on tlle 
Town," or "Hang Out" packages can be offered to help b d d  existing catcgories, and to 
reinforce particular audiences. The Leonardo can offer business or group packages 
through companies that want to show community participauon and innovation. The 
Leonardo can also work with goups that senre special ethnic, economic or social groups 
to both create programming and communicate opportunities. While these groups may 
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not make up a significant portion of aying visitors, their continued involvement in the i, 
project is key to The Leonardo achieving programming and strategc goals. Establishing 
strong partnershtps with groups lrke b e  Salt Lake Chamber of Conmerce, Governor's 
Office of Economic De~~elopment, a e  Salt Lake Convention and Visitors Bureau, and 
the Utah Office of Tourism, whose missions are to bring people and business to the area, 
can result in low- or no-cost ways to $xpand The Leonardo's visibhty and reach beyond 
the state. ~ 
Statewide Outreach: The nature o The Leonardo's inission, with its emphasis on 
innovation and frequent attendance, 1 akes it easy to focus on Salt Lalie City residents as 
our prirnaty target audence. Howere , our business and development objectives require 
tl~at we serve people across the state. y leverapg its website, The Leonardo on LYiheels 
educational outreach program, and f 7 cused earned and paid media opportunities, The 
Leonardo can stay connected with other population centers and even rural areas. 

Not a School: The Leonardo wdl be a natusal resource for learning. Hourever, our focus 
gsoup sessions showed that teens are articularly turned off if they believe The Leonardo 
is " b e  school." The Leonardo must communicate the broader opportunities designed 
specificaly to students' interests. For xample, students who participate in The Leonardo 
on Wheels Science at their own mi dle school may receive a voucher for one free 
recordmg session in The Leonardo's Recordmg Stud~o. High school students who visit I The Leonardo on a field trip may qeceive a "bring a parent or friend" coupon that 
includes one free admission on a next visit, or a Friday night Club Leo schedule attached 
to a "free drink" voucher. 

More Than a Venue: A portion of aQlults who walk through the doors of The Leonardo 
for the fit-st time wdl come not for exhibits or programs, but for coi~ventions and 
special events in the buildng's center and other rentable spaces. The 
Leonardo wdl l~ave t l~e  chance these "secondary visitors," u7ho wdl be 
colnprised mostly of local convention-goers from out of state, to 
repeat visitors, who bring their friends sinlply through exposure, 1 

and with incentives like the 

The Leonardo has multiple ways to enga e users and become a very special destination. By 
delivering a coinpekng visitor experienc 1 and tapping lnarliet opportunittcs, we can foster 
deep bonds wit11 users that support ong4iilg financial sustainabhty, and achieve our vision 
of e n r i c h p  lives and enhancing our community. 
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PEOPLE IMPERATIVE 

WMe much of the Strategc Plan and our concerted day-to-day efforts focus on operational 
needs, exlibits and programs creation, and certainly on financial imperatives, it is critical that 
we not overlook the fact that the most important asset of Tlle Leonardo is and u7dl continue 
to be its people. Our personnel drive the entire operation. They provide the creativity and 
vision that are the essence of the Project. They organize and bring to life all aspects of The 
Leonardo Vision. And it is they who wdl ensure that our Visitors are engaged at all levels, 
that they are empowered to understand, learn and to create for themselves meaningful 
experiences from heir visits to The Leonardo. Nowhere will die importance of our 
personnel be greater than in the context of worlishops and stud~os. In these venues 
facilitators or "Gurus" wlll be critical to engagng and then channehg visitors towards a 
meaniiigful experience. 

Consequendj~, much effort during Ramp-up and post-openi~~g must be on b r i n p g  to the 
organization the h d s  of people needed to ensure tlle success of our nission. Much 
emphasis will need to be put both on h e  attributes our personnel bring with them, and on 
developing, expanding and training them to be as productive as possible once they have 
joined us. T h s  implies that our staff and collaborators in the Project must be personally 
committed to the principles of multi-&scipPmed creativity, innovation, service, and 
sustainabhty that inform The Leonardo. They rnust be possessed of a high work ethic and 
must be or become sincerely invested in tlle success of The Leonardo. 

T h s  commitment to our people also requires the organization to be at the forefront of 
personnel management. It must be as truly co~nrnitted to the well-being and growth of its 
people, as its people are committed to The Leonardo. Not to fulfill our responsibility to OLE 

people, \dl be inefficient and costly to the oxganization because of the increased turn-over 
that ab&cation of that responsibility will surely create. 

FIVE-YEAR BUDGETS AND FINANCIAL PROJECTS Tlle following 
component of the Strategic Plan summarizes Management's current forecasts for finallcia1 
operations of The Leonardo during Ramp-up, July 2007 to Opening, April 15, 2009; and 
Year One though Year Three post-opening, 2009 - 2012. We have nzade every effort to 
forecast accurately the results that could be expected from the operation. 'I'liose projected 
f~lancial results are i~ilportant to our planning, but an equally inlportant puqose of tlis 
document is to define and to explain The Leonardo business model, with an aim to getting 
Board ratification of its creation and implementation comnlencing July 1,2007. 
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I iAdni~ss~ons Revenues 2.1 65.002 1,269.000 1,371,032! 
I~aterrngf~onvention 
!Restaurant 
!Workshops'~tudios 
jRY, ntall & Other Revetvies 

I  DOE Grant I - I 

I##Ni~f l / - /aW# # # / / / a / m H M /  

$Total Operating 8r Other tncome Revenue: 
e#-ms-IM--B%~/~/--Hmm/m#&/ 

5 $10,031,380 $5,190,579 $4,426,293 $5,1 

!Contract Sew ice Expet~ses 
l~x i j ib l t  renfat'upkeop 
!Ivlatketrtig d Prornut~on 
iBurld~ng Expenses 
[partners' Pre-openrng Expenses 
!Operating Expenses 
iTrave! & hAeetlngs 
iBusit~ess Expenses 

!Exhibits Fabrication 
I : Z F F ~ E  - IT 

F,-mmm-mm-Mr-H#&wa"m#--%m= HmM#M * m#-#/#HM#m-##mrn m mwmneM?-# /#---%-M-H#wM 

fTotal Operating & Capital Expenses $ 4 98 578 $ 8.941,992 $4,303,055 $4,351,428 $4,470,4451 
~ H N H M ~ m _ _ j N M & ~ 2 ^ _ I ~ ~ ~ V / ~ m ~ , m m / n / ~ m  

armlned. Note: Ramp-up per~od w assinmed to be 22 months. ~ p e c ~ f i c s o n  actual dales and full rinplrcatlons have ye1 to be det, 
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Ramp-up Year 1 

Contract Service Expanses - Marltating & Promotioi~ 

Salaries R, Fielatsd 
Expenses 

2an/0 

Past Opening Year 3 
(Stabilized Operating Year) 

C;untr:fit Service Expenses 
-.%, 

L!,liukettng & Pt otnoitao 
64- 

- Bitildlng Expances 
1 lqb 

53% 

Rus~i~ese Expens$s, Etc._. 
O?" 
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JirlQ4 to Jim Jul05 to Jun JulO6 to Jun ~ a r n & u ~  Yr t Ramp-up Yr 2 Year One Year Two Year Three 
05 06 07 

r 
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Salary & Garitract Expense Trend 



Appendix I 

Earned Revenues 
Assumptions and Models 
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Model construct Assumptions 

Earned kevenue: Admissions 

1. Scope - I 

I 

a. This h4odel assuilles The Leoqardo is fully operational and opens in 2009. 

b. It is also assumed that there ade 360 operatitlg days in each year; 50 weeks. 

C. The dollar values uthzed are This makes coinparative pricing analyses 
possible since most market do not publish their intended prices two 
years in advance. adjustments can be inputted whenever 
necessary. 

d. Admissions costs to patrons, are "non-inclusive." Admnissions charges will be for 
entrance/entrance related cos~ts only, that is, the price of entrance will not include 
the cost of all the experiencis/services available inside The Leonardo. This is in 
contrast to an "all iilclusi~~e" adinissions construct ill which a Patron pays a lnuch 
higher entrance fee, but can articipate in all activities once inside at no addtional 
cost. The objective is to keep admissions prices at levels which are competitive ~ ~ 1 t h  
other market options for our demographic. The assumptions are that once inside, P Patrons d (1) realize the xcellent experience value they get for the cost of 
adnlission and aish to reh~rn, and (2) identify numerous extended value experiences 
for which they wdl be wllllilg i o pay extra ("up-charges"). 

2. Base Attendance - This is the pilrrary assumption in all Earned Revenue Adrmssions 
models. In the >'ear One, Nor;lnrrl, 300,000 Sc~mnrio, it is assuined that The Leonardo \ d l  attract 
approximately 300,000 visitors. This atteildance number is 158% of the assumed "stabilized 
attendance'' number of 190,000 which will dbtain starting in Year Three. ASTC statistics suggest 
that we should expect about 6.6 Patrons per foot of exhibit space. Given 32,500 square feet 
of exhibit space, statistically we can expect Patrons it1 a normal year This supports 
the Year Tl~ree, Normal attendance in Year One attendance is also in line 
with opening year statistics from novelty factor to a new facAty which 
generally pushes attendance celebratory opening 
events, and the like will who would not visit in a 
normal year, for can be seen in .4ppendix 
II. 

3. Ancillary Attendance - This const~uct differentiates befiveen the liinds of Patrons who 
pass through the door for reasons or in tjcketing categories that are relatively standard to the 
industry, and Patrons who visit because of features of The Leonardo which are unique to it. 
These unique adtnissioils result from only visit Club Leo, Patrons who decide to visit 
on a frequent basis ("Aficionados"), who enter The Leonardo priinarilj7 to attend a 
catering/conr~ention event. 
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