Keep The Arboretum Free

Analysis of RPD’s non-resident Fee Proposal:

According to RPD calculations, the non-resident plan expects to generate profits in the range of
$220,000 to $250,000. Using RPD and S.F. Botanical Society disclosures over the past year, we have
found at least two critical anomalies in the budget calculations that in reality reduce that amount
substantially. We have attached our analysis to this letter and below highlight the two issues we are
taking with the RPD analysis:

1)

2)

The original study by Dean Runyon Associates compiled for the S.F. Botanical Society and which
was the basis of the inputs into the RPD analysis assumes a blended fee of $4.20 ($5 base adult
fee and lower senior & youth fees) and expects to have 220,000 paying visitors to the Arboretum
per year — 107,800 of which non-resident. It also estimates operating costs for gates and staff of
$461,000. These costs appear fixed and non-variable. RPD seems to have chosen to substitute a
substantially higher blended fee - somewhere between $6.35 and $6.65 in their budget
calculations. Importantly, RPD doesn’t reduce the associated attendance numbers given the
higher fees. Realistically, a 50-55% fee increase for this type of discretionary outing could
reasonably be expected to reduce attendance 25-30% - undermining RPD’s revenue assumptions.
The fixed nature of the costs means the income figures come down dramatically to a range
between $37,000-$72,000.

The viability of the project is affected not only by revenues and operating costs, but also by
depreciation of the capital costs of the plan over the life of structures and equipment. The RPD
numbers do not seem to accommodate this. The estimates that have been supplied to us by RPD
and SFBS for the capital costs have varied greatly over time. Originally, it was estimated as high as
$1,300,000. Recently, it was indicated as low as $75,000. We have trouble with both those
numbers, but something around $200,000 could be reasonable. Using that figure, including
depreciation, the annual expected income is reduced to a range of just $29,000-$64,000.

keeparboretumfree@earthlink.net e« www.keeparboretumfree.org



Original Study (applied to non-residents only)

Analysis of Arboretum Fee Proposal

RPD Scenario w/25% attendance drop-off

RPD Scenario w/30% attendance drop-off

Attendance** 107,800 Attendance** 80,850 Attendance** 75,460
Blended Fee* $4.20 Blended Fee** $6.60 Blended Fee** $6.60
Revenue $452,760 Revenue $533,610 Revenue $498,036
Operating Expenses* Operating Expenses* Operating Expenses*
Kiosk Staff ($180,000) Kiosk Staff ($180,000)  Kiosk Staff ($180,000)
Benefits @ 30% ($54,000) Benefits @ 30% ($54,000)  Benefits @ 30% ($54,000)
Empl. Taxes ($12,000) Empl. Taxes ($12,000)  Empl. Taxes ($12,000)
Ops & Admin ($15,000) Ops & Admin ($15,000)  Ops & Admin ($15,000)
Mktg/Admin/Security ($200,000) Mktg/Admin/Security ($200,000)  Mktg/Admin/Security ($200,000)
Total Opex ($461,000) Total Opex ($461,000)  Total Opex ($461,000)
Income before Depreciation ($8,240) Income before Depreciation $72,610 Income before Depreciation $37,036
Depreciation & Amort.*** ($8,000) Depreciation & Amort.*** ($8,000)  Depreciation & Amort.*** ($8,000)
Annual Income ($16,240) Net Income $64,610 Net Income $29,036
Value of Project over 25 years Value of Project over 25 years Value of Project over 25 years
Net Present Value ($177,053) Net Present Value $784,154 Net Present Value $306,651
Assumptions: Assumptions: Assumptions:
Total attendance* 220,000 Total attendance* 220,000 Total attendance* 220,000
Non-Res Mix 49% Non-Res Mix 49% Non-Res Mix 49%
Base Adult Rate* $5.00 Base Adult Rate $7.00 Base Adult Rate $7.00
Added Fee drop-rate 0.0% Added Fee drop-rate 25.0% Added Fee drop-rate 30.0%

Notes:

Analysis based on Dean Runyon Associates study commissioned by S.F. Botanical Society

Net Present Value (NPV) calculation shown as '25-yr total return’

NPV & IRR calculations assume 5% WACC & 25-year asset straight-line depreciation schedules on $200,000 capital investment

* According to Dean Runyon study

** pro-forma calculation for non-resident only fee from Dean Runyon Study
*** Assumes $200,000 capital spend - SFBS estimated $1.3m in July 2008, RPD recently estimates $75,000
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UPDATED Admissions Pro-forma
January, 2009

Income Projections Based on a $5.00 Base Fee and an Attendance
Rate of 65/1,000 Residents

Comparable Gardens

In order to provide a basis for attendance and other projections, a selection of
comparable urban botanical gardens was identified and briefly studied. These
gardens and their data on attendance, admission fees and membership appear in
Table 1. Several attributes of these gardens are notable:

e Admission fees range from $5 to $15 for adults, with an average of about $7

e Annual attendance varies widely, from under 100,000 to nearly 700,000; the
average is about 350,000; this figure typically includes children in organized
school groups

e Attendance rates, calculated as annual attendance per 1,000 metropolitan
area residents, range from about 30 to over 400, and averages about 150

* Membership ranges from 1,000 to 25,000, with an average of about 14,000

It is apparent that current Garden annual attendance, at about 500,000, is well
within the range of these facilities, with membership somewhat lower than one
might expect.



$9JeID0SSY UeAUNY UB3( :324N0S

{rad ! ¥BE‘E SE'E$ TLL$ 9LT'0SE oBeINY
000°ST LEL Pr0'e 99 o9l 000°00t o€t tE6lL 1oud VM ‘oieas wnjaioqly
-uouy/iunw died uojBuIyseAn
00Z'9 SLL 696 00°€$ 00'S$ 000°LLL 0SL 1961 Aisioaiun 1n usplen [edluejog anung pay
‘AnD 2e 1jes
000°S 8/ LEV'T 00'€$ 009% 000061 4 SE61l Jjoad-uou vd ‘Ysingsnid uapied |esiueljog
pue AlojeAasasuo)) sddiyd
000°0C 9% £ee’l 00°'L$ 009% LI9L'SL9 0S¢ L68lL 1youd-uou AN Xuoig uspied
|edSiuejOog HIOA MaN
000°L 8 G60°'L 00'¢$ 009% 00006 Zl 8861 unw MO ‘A suspieD [ediuejog pelAn
ewoyepio
000'S¢ 6T 669°C 2 00°4% SL8'TL9 4 65981 1joid-uou OW ‘SIn07 1S uspleD [ediuejog LNOSsI
000'v 9T 615’6 0S°'L$ 009% 000°0ST LTl LP6L 1youd VD ‘elpedly wnsioqiy
-uou/iunw Auno)) seje8uy so1
000°ST €9 6156 009¢ 00°SL$ 000°00S 0SL 616l 1joud-uou VO suspJen
‘ouLiey ueg |ed1uelog uol3unuNp
009°61 €CT 61T 00'+v$ 0S'9% 1L8g's8y € LS61 Woud QD "18AuRQ usapieD [ediuelog Jaaus(g
-uouy/iunw
000°€L 8¢ 791°s 00't$ 00°£$ 000°00€ 99 vi61L 1joud-uou X1 ‘sejreq uopied |ediuelog
» wnjaloqly sejjeq
0009 61l gL' 934y 00°/4$ 000°0CE L 0g61l 1joid-uou HO ‘PUBEA9|) uapleD) [edIUelOg PUBOAR|D
000°8L 8/¢C S9v'c 994 00'9$ 000589 6¢ OLel Jjoid-uou AN ‘UApjooig  uepieD |ediuejog uApjoosg
00Z't £0¢ LLS 00'€$ 009 0008LL 0l G861 1oud S "BNYIIM [eaiueiog
-uou/iunw
000£1 6¢ v’y 00°'S$ 00°0L$ 000991 ot 9/61 1jjoid-uou VD ‘Bluely uspien |ediuejog ejuelly
diyssequawy  dod 000’L (SO00 ‘0007) YINOA NPy  9OUBPUSNY (J8)  papunoj  UONBZIUPSIO UONeso] Ajioey
Jed upy  uonendoyg [enuuy 9IS IBAA
uoISsIWpy

$a1}110e4 uapien I|qesedwo)

L @|qel



Average Admission Fee

Gate/Group Attendance

Child 4  Group
Adult Youth Child 5-11 & under  (adult) Total/Avg

Proportion 75% 5% 10% 5% 5% 100%
Admission fee $5.00 $3.00 $1.00 $0.00 $4.00 $4.20
Notes:

Organized school groups not included in these amounts.
Source: Dean Runyan Associates

Projected gross revenue amounts to $924,000 per year, based on the attendance
forecast of 270,000, and assuming that 18.5% of attendees are members who are
admitted free. Thus, paying visitors would number 220,000. Total attendance,
counting school groups, would amount to 290,000. Offering a senior discount of
$1 and a free day could lower the gross income very slightly, but it would also
reduce costs slightly. This level of attendance assumes an established and well
operated outreach/marketing program focusing on Bay Area residents as well as
domestic and international visitors.

Table 5
Projected Admission Fee Revenue

Based on an annual estimated attendance of 220,000 paying visitors at a blended rate of
$4.20 yields a conservatively projected net income of $463,000. Admission revenue will
be greater than this amount if visitation is higher than projected. A strong marketing
campaign and adequate security will be essential to generating admissions revenue.
Those costs are estimated below.

ADMISSIONS REVENUE
NON-SCHOOL VISITORS* $924,000
SCHOOL GROUPS $0
TOTAL $924,000

OPERATING EXPENSES
TICKET KIOSK STAFF $180,000
BENEFITS @ 30% $54,000
ADDTL EMPL. TAXES $12,000
OPERATIONS/MAINT. $15,000
MARKETING/ADMIN/SECURITY $200,000
TOTAL $461,000
NET FROM ADMISSION REVENUE $463,000

Source: Dean Runyan Associates

*220,000 paid visitors @ $4.20 (blended rate)



Attendance Calculations

These income projections are conservative figures with an attendance rate less than
half the average - attendance could rise to well above this level once marketing
programs are fully in place.

Table 2
Bay Area Population, by County, 2006
County Population (000)
San Francisco 744
San Mateo 705
Alameda 1,457
Contra Costa 1,024
Marin 249
Total 4,179

Note: figures do not include Santa
Clara County
Source: US Census

Table 3
Attendance Projections

Capture Projected
Rate Attendance

50 208,950
65 270,000
100 417,900
150 626,850

Note: Attendance per
1,000 residents
Source: Dean Runyan
Associates

For projection purposes an adult admission fee of $5.00 is used, with a youth fee of
$3.00. Given an estimate of the relative proportions of each admission category,
the overall fee is $4.20 per person. School group admissions are at no cost, and are
not included in this figure.

Table 4



Net Income and Start Up Expenses

Subtracting the estimated $461,000 in expenses from this gross figure leaves a net
income for the first operating year of $463,000.

We have calculated the expenses outlined in the report to make sure we have the
best possible cost projections. We have not identified any additional start up costs
except the capital expenses required to make the gates ready to take admissions. A
source for providing this one-time cost has been identified, and the funds will not
have to come from annual revenues, except for regular maintenance costs.



Capital Improvements Necessary to Implement Admissions Program
San Francisco Botanical Garden

July 2008
NECESSARY IMPROVEMENTS
Friend Gate Improvemeﬁts (kiosk) $210,000
Main Gate (kiosk) $210,000
Signage at both gates $120,000
Main Gate: Gate Changes $30,000
Friend Gate: Amend Exterior Approach $10,000
New Service Gate, CFB Lot &éZ0,000'
Subtotal Necessary Improvements $800,000
+9% infiation for 3 years $240,000
. $1,040,000
ADDITIONAL DESIRED IMPROVEMENTS
Service Gate on MLK Drive $240,000
+9% inflation for 3 years $70,000
$310,000

TOTAL CAPITAL IMPROVEMENTS $1,350,000
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