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Woodman’s Sports and Convention Center
Council Questions & Answers
January 9, 2023


What does the current project include?

At approx. 130,000 square feet, the Woodman’s Sports and Convention Center (WSCC) will be Rock County’s most significant gathering space also designed to serve local athletes and residents, attract sports teams and regional and national companies and organizations for meetings, conferences, and trade shows as well as a special event center. The current project includes:

Main Arena
· 1,500 spectator capacity with standing room around the upper mezzanine
· Year-round ice for youth hockey, skating, and other community or private use activities

Multi-Purpose Arena
· 250 spectator capacity
· Adjustable space featuring ice (6 months/year), sports court/hard court flooring, and indoor turf

Flexible Space
· Approximately 20,000 square feet
· Space to host trade shows, conventions, expos, banquets, and community events
· Space for basketball courts, volleyball courts, pickleball, open gym, and more
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Where will the project be located?

The City Council approved a preferred site for the project at Uptown Janesville, located at 2500 Milton Avenue. The vacant, former Sears department store will be demolished to make way for the center. 

Rockstep Capital is selling the property, including the underutilized parking field between Sears and Milton Avenue, to the City for $1.

What is the current cost estimate for the project? 

The current cost to design the facility, demolish the existing Sear’s Building, construct the WSCC and incorporate site improvements is approximately $50.3M. This cost has increased from initial estimates due primarily to construction inflation and increased site costs. 
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How much of the complex recommended by the Design Committee will only be a shell to be completed later? 

​The City is willing to provide a core and shell for dedicated team rooms and the current total project cost includes these spaces. These rooms could be utilized by the Janesville Jets and varsity high school teams. The organizations would need to commit to funding the tenant improvement buildout upon completion of the core and shell spaces.  

The Janesville Jets are in agreement with paying for tenant improvements. However, the users of the dedicated varsity team rooms have not committed to paying for those spaces' buildout. Because of this, the City intends to bid the core and shell for varsity team rooms as an alternate bid item. This will provide more time for a decision to be made and allow the project flexibility.

What is the current project schedule?
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When will the City Council next vote on the project? 

The City Council is anticipated to next vote on the project after the bidding process is complete when they would be asked to award a construction contract for the project in June 2023.

What is the financial operating projection for the facility and the projected cost to maintain the building once it is up and running? 

As part of the City’s current design process, Ballard*King and Associates has completed an updated operations analysis. The plan includes staffing levels; a base budget for 2024 with line item detail for wages, utility expenses, equipment replacement; and revenue projections including user fees, programming charges and other revenue sources. It also includes proposed user charges and usage and a projection for the first five years of operation, summarized below. 
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Note: Cost increases for the five-year estimate are based on a 4% yearly increase for expenses and a declining rate from 5% on revenues. The increase in revenue includes a fee increase along with advancing market penetration.
This operations analysis represents a conservative approach to estimating expenses and revenues and can be used to help inform the City’s 2024 budget for the facility. This means that expenses are calculated on the high side and revenues are calculated on the low side. The base budget compares to a 2023 budgeted operating ratio of 88% for the current ice arena with annual City operational support of $47,121.

The City intends to establish a special account to maintain WSCC revenues and expenditures separate from the City’s General Fund. If expenditures exceed revenues, the City will offset any operational shortfalls as they do with the current Ice Arena. If revenues exceed expenditures, funds will be retained for future WSCC use. The City has a defined goal to maintain or improve the operational support level at the existing ice arena.

The WSCC annual budget would be incorporated into the City of Janesville’s annual budgeting process. Each year, the City will develop an operating budget that considers expenses, revenue opportunities, and the Council’s cost recovery goals. 

Multi-year Use or Lease Agreements are anticipated to be executed with primary user groups, including, but not limited to Janesville Jets, the Janesville School District, and potentially Janesville Youth Hockey lending additional stability to revenues. 

A copy of the complete Operational Analysis is available at: Woodman's Sports and Convention Center | Janesville, WI (janesvillewi.gov)

How will the Janesville Area Convention and Visitor’s Bureau (JACVB) contribute to operations?

JACVB board has committed 10% of room tax revenue to the City Council to be used on sales and marketing operational expenses. This commitment would be for five years (renewable for an additional five years) and is estimated at $75,000-100,000 annually. 

Additionally, the group has committed in-kind staff time and marketing support valued at approximately $50,000 annually. The in-kind gift will be used to build staff for direct sales, market research, trade show attendance, sports and event marketing, and communication resources including the upkeep of a dedicated facility website. The JACVB has also committed to offer its experts in BID preparation and RFP distribution. The group’s partnership and contribution will allow marketing and booking activities to begin before the WSCC’s opening.

How will the facility be operated?

The WSCC will operate under a public model and be owned by the City of Janesville. The WSCC will have a full-time Facility Manager, Assistant Manager, Maintenance Technician, and Maintenance Worker in addition to numerous part-time staff. However, the WSCC would be a true public-private partnership from its initial construction and annual operations to its ongoing programming with numerous partner organizations. In addition, an advisory group, including representatives from the JACVB and primary user groups, would be established to provide oversight to the facility and maintain a balance between the community and tourism needs. 

With additional staffing, the City is prepared to oversee the facility's operations; however, the City also intends to explore engaging a private management company to provide day-to-day operational services. The City has successfully used a similar model with Kemper sports and the City’s golf courses, where Kemper manages the daily operations and there are evidence-based benefits to both parties when the courses perform well.

How will the project construction be funded? 

The project will be funded through a variety of public and private funding sources. A summary of current potential funding sources, the current/pending request amount, and the status of funding commitment as of 1/9/23 are listed below:
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If any funding source does not come through at the level requested, another funding source will need to increase. The project will not go forward without financial support from City, State, Federal and Private sectors. 

[bookmark: _Hlk120477334][bookmark: _Hlk123893848]How much money has been raised from the private sector? 

The Friends of the Indoor Sports and Convention Center (FISCC) has raised $5,650,000 in private funds and pledges but will not stop there. To date, major donors include Woodman’s Market ($3M), MercyHealth ($1.25M), Kennedy Family Foundation ($500,000), and other private gifts totaling $900,000. 

A secondary fundraising campaign called ‘Together We Can’ will increase public outreach and fundraising efforts to respect the many individuals and businesses impacted by pandemic losses and now beyond a financial recovery stage. The ‘Together We Can’ campaign is set to be launched in January 2023 and run through early 2023. FISCC will transition from accepting pledges and begin collecting donations in-person and online after the City Council approves the project or issues a resolution of support with funding commitment. Fundraising opportunities will be available at all giving levels.

FISCC has committed to raising a minimum of $9M, the largest and most significant private fundraising campaign in Janesville’s history. It will result in $7M being available at the beginning of the project, with a portion of the balance paying for financing charges and pledges. 
An estimated $500,000 will be available for the project in the final year of pledges. FISCC will continue fundraising efforts after reaching its $9M commitment.

How were the naming rights determined?

FISCC determined the naming rights amounts and length of time for use with great consideration and determined naming rights would be in effect for that time after researching similar fundraising strategies for public facilities. Naming rights secured through the FISCC will be in effect for 20 years. 

The City’s Feasibility Study and Business Plan referenced potential naming rights revenue, and the “asks” were consistent with the market and aligned with FISCC’s decisions. FISCC also engaged Venue Works to ensure private sector asks are comparable with other similar markets. 

Consistent with Council Policy #94, private dollars fundraised in public/private partnerships to construct or rehabilitate public buildings, parks, and facilities (or portions thereof) may be donated contingent on naming rights to the property. In such cases and when the City has accepted said private dollars under those terms, the City Council shall honor the naming rights granted, provided that the name meets the criteria set forth by Council Policy #94.
[bookmark: _Hlk120476377]
What is the tax impact on the typical homeowner for this project? 

The tax impact on a typical City of Janesville homeowner will depend upon several factors, including the amount of funding borrowed for the project and the interest rate in effect when the borrowing occurs. 

On December 12, 2022, the City Council indicated their intent to borrow $17.3M to fund the construction of the WSCC. Assuming the median assessed home value of $150,100 (2022), a 20-year note, and an interest rate of 5.35%, the median homeowner would pay an estimated:

· Average annual amount of $38.25 for $17.3M in borrowing

Borrowing at this level would fall within the State of WI limit on municipal borrowing.

Borrowing is not expected to impact the City’s credit rating. A 20-year term is proposed because it is the most extended length of time a municipality can borrow, and it is appropriate for a capital facility that will be operational for well over the 20-year term. 

The City Council will ultimately determine the amount of any borrowing for this project as it is a Council policy decision. The City has a great deal of flexibility in how debt is structured.

[bookmark: _Hlk120477373][bookmark: _Hlk120459854]

What will the City taxpayer get as a return on their investment? 

There will be countless benefits for facility users and non-users alike, including:

· Supporting local athletes and allowing local athletics programs/organizations to grow. The project will keep local Janesville and Rock County athletic teams in Janesville for practices and tournaments. 

A 2019 community survey with over 1,400 responses revealed the following:

· 88% of respondents felt that current facilities did not have enough space to meet local needs
· 73% strongly agreed or agreed that the Janesville Ice Arena is outdated
· 81% strongly agreed or agreed that current facilities limit Janesville’s ability to attract major events and tournaments
· A total of 43% (617 respondents) indicated they must leave Janesville for suitable facilities needed for regular training, practices, and leagues (NOT including tournaments or major competitions)
 
· Economic Impact – The WSCC would generate a new economic impact on the community by attracting tournaments, competitions, and conventions with non-local participants and attendees. A generous impact will be felt through increased earnings, improved property tax base, and increased sports tourism and convention activities spending. 

A December 2022 UW-Whitewater Fiscal and Economic Research Center analysis showed an annual economic impact estimate of over $23,050,000 and a one-time construction impact of $74,800,000.

· Job Creation/Retention - The WSCC addresses numerous regional economic development goals, including professional talent attraction and retention, which contributes to economic resilience. The project would meet the goal of talent attraction and retention efforts by creating a community asset where families can connect, children can participate in sporting events, and individuals can attend community events. These community-building activities create ties to the community and serve to attract and retain talent (and their families). 

The WSCC will create an estimated 228 jobs (full-time equivalent), many of which would be in the hospitality/restaurant/entertainment sector and assessable to low-income individuals. The increase in activity from March to October will convert seasonal jobs into permanent positions, and the increase in mid-week business will convert part-time jobs into full-time positions.

· Redevelopment Catalyst - As commercial property values increase, residential property taxes decline. The center will enhance the regional role of the City and influence adjacent development and redevelopment opportunities. It is anticipated that the WSCC will help stabilize or enhance nearby properties' valuation and reposition this gateway to the community. Real estate property taxes paid by Rockstep Capital, owner of Uptown Janesville, have declined 73%, or approx. $630,000 over the past four years as its value fell dramatically. 

The site location, front, and center of the mall property will replace the vacant, former Sears department store and sizeable underutilized parking field with a vibrant and activated sports and convention center. This space will define itself as a community gathering place that gives back while reversing the tax burden on residential properties. 

· Equitable Health & Social Outcomes - Rock County is ranked among the least healthy in the state (62 of 72 counties), with particularly poor rankings for obesity, physical inactivity, and access to exercise opportunities. The WSCC will expand health and wellness initiatives and seek to improve health outcomes. The project is set to improve Rock County’s health rankings, particularly in individual and community health outcomes for those with diabetes, heart disease, and mental health conditions like anxiety and depression.

· Community Resiliency - The WSCC will build economic and community resiliency by improving health outcomes and diversifying the City’s economic base. Since the closure of General Motors, the City has worked to diversify our economy. The project serves as a productive opportunity to build efforts and allow for continued diversification of Janesville’s economy through sports tourism and conference arenas. The center will immediately bring new, sustainable revenue streams and visitors to Janesville, Rock County and Southcentral Wisconsin.

What are we doing to engage our residents about the project?

Building off of the community-wide survey and community engagement that occurred with the project’s initial feasibility study and business planning, the City held a community engagement forum on July 26, 2022, to gather feedback regarding initial design concepts. 

In addition, in partnership with FISCC, community outreach events have increased drastically as project information has become more finalized and finite. For example, since May 2022, more than 20 community groups and nearly 2,000 personal contacts have learned about the project and provided useful feedback.
Outreach is designed to reach a wide range of residents and included participation in a fall Farmer’s market, the Enchanted Forest, Senior Center members, and numerous community organizations. Feedback has been overwhelmingly positive. Plans are in process for a community outreach initiative, including an updated website with accessible real-time project information is set to relaunch in January 2023. FISCC would like to lead additional community listening sessions and increase the use of social media to build communication, further share project information, listen and address feedback from individuals, businesses, and stakeholders.
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How will a decision on this project impact Uptown Janesville? 
The WSCC’s site location, front, and center of the mall property will replace a vacant, former Sears department store and sizeable underutilized parking field with a vibrant and activated sports and convention center and community gathering place. It will allow for the transformation of the entire property and reflects the shift occurring nationally from fully retail properties towards activity and entertainment components.


Uptown Janesville has shared a master plan concept demonstrating how the property could be redeveloped, with property value increases of $50-75M if the WSCC is constructed. They have shared that if the WSCC project were approved at this location, it would reasonably be anticipated to attract the following: 

· 100-120 room hotel (demolishing vacant, former Boston Store)
· 75-125 multi-family development
· fill 45,000 square feet of vacant space (formerly JC Penney’s) with an entertainment or office use
· attract 8-10 new mixed-use tenants to the property within 24 months of opening.
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In addition to Uptown Janesville, the WSCC will enhance the regional role of the City and influence adjacent development and redevelopment opportunities. It is anticipated that the WSCC will help stabilize or enhance nearby properties' valuation, growing the City’s tax base and repositioning this gateway to the community. 

The project will support nearby hospitality and retail businesses that suffered greatly during the pandemic, including over 75 small and mid-size businesses that line the commercial corridor.

Uptown Janesville alone has experienced a drop in occupancy and is currently at 59%. A Rock County Circuit Court Judge recently determined that the estimated property value declined from $19M to $9.5M in two years. The City and Rockstep agreed to site the WSCC at the old Sears building because of its prominent location on Milton Avenue.  

Not only will this bring a degree of independence between the two properties, but it will also help to maintain the values of the remaining Rockstep parcel and the surrounding area. Additional site access and shared parking will be secured through the reciprocal easements and follow the land if the property is sold to another developer. 

Current Uptown tenants are supportive and in favor of the project.

How will a decision on this project impact the Janesville Jets? 

If the WSCC is built, the Jets will commit long-term to Janesville by finalizing a 10-year lease with the City.  As part of the lease, the Jets will continue to make monthly rent/lease payments, pay for all ice time used and share sponsorship revenue. The Jets are in their 14th year in the community, have demonstrated a solid commitment to the community, consider Janesville their home, and provide affordable family entertainment. They would like to bring the Junior Jets program to Janesville. 

However, the current arena does not meet NAHL spectator capacity and fan experience standards. If the WSCC project is delayed or not completed, the Jets will need to know immediately what the City’s plan is for the existing rink. They will have to consider all options if there is no plan.   

What are the needs for convention space in Janesville?

Drastic. The JACVB has documented lost business of $5M over five years, with the number one reason events don’t select Janesville being insufficient space. Meeting Space in the community has also declined by 38% with the loss of the Pontiac Convention Center and The Armory. 

A typical convention or multi-day meeting for 250+ requires a minimum of 20,000 square feet to accommodate a keynote speaker, meal space, break-out rooms, and tradeshow space. Janesville is currently not able to seek these events because of insufficient space. The proposed facility could accommodate these events and host up to 1,200 in a banquet-style format.

Some have questioned whether the Pontiac convention center's closure indicates that there is no need for the space. We understand that the prior owners/operators, Kandu, made this change due to a change in their business model. Kandu now has a desire to focus on their mission of employing adults with developmental disabilities and others with barriers to employment. The closure was not due to a lack of business opportunities.




What will it cost for the public to use the ice or the athletic courts?  

The City Council will approve the specific rates and fees with the adoption of the 2024 budget and/or approval of leases and/or user agreements. An operational analysis includes recommendations regarding admission fees and rates as outlined below.

	Description
	Fees

	Public Skate – Adult
	$8

	Public Skate – Youth
	$7

	Skate Rental
	$3

	Skate Aids
	$5

	Open Hockey
	$8

	Birthday Parties
	$175

	Hard Surface/Turf – Adult Drop-In
	$8

	Hard Surface/Turf – Youth Drop-In
	$7

	Pickleball – Drop-In
	$3

	Figure Skating – Freestyle
	$13

	Figure Skating – Walk-In
	$16

	Gymnastics Events
	$5,000

	Volleyball Tournaments
	$2,500

	Events, Conventions, Trade Shows & Corporate Functions
	$1,500

	Event/Tournament Set-Up Fees
	varied

	Hockey Rentals (Youth Hockey, Jets, Camps, Tournaments, Adult Hockey, Milton/Other High Schools)
	$250/hr

	Janesville High School Hockey (Reduced due to shared facility agreement with JSD)
	$125/hr

	Youth Leagues (Basketball/Volleyball)
	$100/hr

	Soccer, Lacrosse, Adult Basketball & Soccer Tournaments, Adult Volleyball, Youth Basketball & Soccer & LAX Tournaments
	$150/hr



Why don’t we renovate the current ice arena?

The Council directed staff to design a three-component space to include a new main ice arena (to meet NAHL standards), a multi-purpose arena, and a convention / dry floor space. These amenities and expanded offerings do not currently exist in the Janesville Ice Arena, but a feasibility study indicated a market for this type of facility.  

It is a prudent and expected action for a city to plan for the replacement of assets nearing 50 years or older. However, these three component spaces are too large to fit on the existing Ice Arena footprint and allow adequate parking.  
Therefore, the Plan Commission evaluated multiple potential sites, with the Uptown location deemed the most desirable.   

Staff requested Kraus Anderson provide a cost estimate if we were to construct a new main arena on the Uptown property, knowing the existing Ice Arena site is too small to accommodate a new main arena, including the amenities of what is being proposed as part of the WSCC.  

Kraus Anderson provided a cost of $29.5M, which includes the main Ice Arena construction, the demolition of the former Sears building, furniture/furnishing/equipment, consulting, and all site work, parking, and utility relocations necessary to support the project. Other funding sources the City has been pursuing in support of the WSCC would not likely remain available for a project reduced in scope and impact.

[bookmark: _Hlk120480477]What is the expected use of the existing Ice Arena?
The City anticipates accepting proposals for redevelopment and/or the lease of the existing ice arena for non-ice purposes.

[bookmark: _Hlk123725395]Why don’t we put the project to a referendum?
The Janesville City Council could request a referendum by the governing body's action. However, even if the people are polled by referendum, the governing body still has the ultimate authority whether to follow the results. Janesville residents elect their City Councilmembers at-large to make decisions regarding City services, and the City Council is uniquely positioned to know the most about the project. 

The referendum process can be lengthy (i.e., referendum information must be submitted to the State and County Clerk approx. ten weeks before an election if added to an existing election) or costly for a special election, where 100% of the election cost would be paid by the City ($12,000-18,000). Additional costs would also be incurred to educate and inform voters of the project's specifics. 

There are incredibly productive tactics to obtain community input that do not result in a referendum's time or financial impacts, such as additional community surveys, listening sessions, and community engagement outreach and forums to hear and collect feedback. The City, with the support of the City Council and FISCC, is prepared to lead these initiatives in early 2023.

What is the current ice rental agreement with the Jets? Past five years?

Wisconsin Hockey Partners, LLC (WHP) has a limited and non-exclusive lease and use agreement with the City of Janesville (CoJ) to lease and use portions of the Ice Arena as the team home rink of the Janesville Jets. The current lease agreement includes a number of key provisions between WHP and the CoJ; the most significant of which are summarized below:

· The Jets lease offices, a locker room with showers and restrooms and an equipment storage area.
· The Jets are allowed to use non-leased spaces (ice sheet, visitor locker rooms, game officials room, space to sell beer and team merchandise, lobby and ticket area, public restrooms, bleachers, parking lot, etc.)
· The Jets have first right to schedule and purchase ice time for practice, games, camps, clinics and tournaments when scheduled in advance by specified dates. The Jets meet with other user groups to identify any conflict dates prior to finalizing the schedule.
· The Jets have the right to sell and keep all revenue from admissions tickets, team merchandise, advertising space, alcoholic beverages.
· NOTE: Janesville Youth Hockey has exclusivity to provide food and non-alcoholic beverages, including during Janesville Jets games, and provides 9% of gross receipts earned to the City.
· The Jets pay the City for all home ice time used.
· The Jets are responsible for providing security staff during Jets games.
· The Jets provide a minimum of 10 tickets/game to not-for-profit charities.
· The terms of the agreement have remained unchanged over the past 5 years; however, rates are adjusted each year based upon the current Consumer Price Index (CPI). Current rates are:
· $693 for each hockey game up to 4 hours.
· $69/hour for practice ice time.
· $62/hour for ice time for camps/clinics/tournaments/try-out events.
· $189/month rental fee for leased portions of the facility.

What does the agreement for ice use with the School District of Janesville look like?

The City and the Janesville School District have a Shared Facility Use Agreement which allows the City to utilize school facilities (i.e. gymnasium space, classrooms, indoor pools) and the school to utilize city facilities (i.e. ice arena, golf courses, tennis courts, etc.) Under the terms of the agreement, a certain amount of usage is allowed by each party at no additional cost. For example, the Janesville School District can use 125 hours of ice time before incurring additional cost. During the pandemic, the School District prohibited use of school facilities to any outside group, including the CoJ. During that time, the Janesville School District began paying regular rental rates until the City was allowed to again use school facilities for programming. 

How would user groups be prioritized in a new facility? 

The WSCC would be a true public-private partnership from its initial construction and annual operations to its ongoing programming with numerous partner organizations. The City intends to create an advisory group, including representatives from the JACVB and primary user groups, would be established to provide recommendations to City staff and maintain a balance between the community and tourism needs. This group would be instrumental in developing operational policies and procedures for the WSCC, which would include scheduling and use of the facilities. The City envisions a balanced approach to scheduling that allows for broad community, convention and event uses. Relative to ice users, we again envision a balanced approach so that all primary users have equal use of the facility at times that best meet their needs.  

 What would the hourly cost be for ice time in a new facility? (peak vs. off peak)

The City Council will approve the specific rates and fees with the adoption of the 2024 budget and/or approval of leases and/or user agreements. An operational analysis includes recommendations regarding admission fees and rates as outlined below. This analysis did not include a recommendation for differing rates based upon time of day, but that could be considered. The analysis included an unaffiliated rental rate of $225/hour and noted that this rate is recommended to be slightly lower than the rental rates for Janesville area organizations because they would likely only have access to non-prime ice time.

	Description
	Fees

	Public Skate – Adult
	$8

	Public Skate – Youth
	$7

	Skate Rental
	$3

	Skate Aids
	$5

	Open Hockey
	$8

	Birthday Parties
	$175

	Figure Skating – Freestyle
	$13

	Figure Skating – Walk-In
	$16

	Hockey Rentals (Youth Hockey, Jets, Camps, Tournaments, Adult Hockey, Milton/Other High Schools)
	$250/hr

	Janesville High School Hockey (Reduced due to probable shared facility agreement with JSD)
	$125/hr



Will all user groups pay the same user fees for ice time? 

The City Council will approve the specific rates and fees with the adoption of the 2024 budget and/or approval of leases and/or user agreements. An operational analysis includes recommendations regarding admission fees and rates. This analysis builds off of the 2019 business plan that recommended that the School District of Janesville transition from free ice to a reduced ice rate in recognition of the higher value to the School District in using the City’s facility. The reduced rate would remain because the City will continue to have access to School District facilities at no cost based on the agreed upon School/City Use Agreement. The City Council will need to approve a new City/School District Facility Use Agreement.

What is the square footage of locker room & office space that is exclusively used by the Jets/Jets coaching staff/Jets management in the proposed facility?

​Based upon the November 18, 2022 concept design, a total of 1,910 square feet would be used exclusively by the Jets. This includes: Coach’s room/office (280 sf), team room (1,280 sf), training (100 sf), and storage/laundry (250 sf). 

What is the square footage of the girl’s locker room as compared with the boys?

Based upon the November 18, 2022 concept design, a total of 3,680 square feet is included for varsity team rooms. The number and size of team rooms was reduced as part of the value engineering process, and the core and shell for two varsity team rooms was included in the latest cost estimate. At that time, the Rock County Fury (Girls High School Team) had indicated that they would not be making the WSCC their home arena and would use the WSCC for limited uses, including occasional practices and games. Since that time, we have heard from the Rock County Fury that they may like to transition from a Beloit Co-op team to a Janesville Co-op team and make the WSCC their home arena. The November 18, 2022 concept includes 780 sf for the Fury based on smaller team size and 1,450 each for two varsity team rooms.



How will ticket sales, beer sales, and concession sales from Jets games be divided? Same question… for local group games/tournaments?

The division of revenue will be finalized as part of a revised lease agreement with the Janesville Jets and as part of respective user agreements. Subject to final negotiations, overall assumptions, include a shift from current operational agreements and include:
 
· Janesville Jets would continue to maintain 100% of ticket and alcohol sales from Jets games. The City anticipates working with the Jets on advertising, whereby the Jets would manage the facility advertising and the City would receive an agreed upon amount (i.e. $100,000) of annual sponsorships/advertising revenue and/or a shared revenue model.
· Janesville Youth Hockey would not retain concessions but would shift to an organizational model where revenue will come from increased tournaments.
· The City would work with a contracted vendor to provide concessions, which would likely involve the City receiving a percentage of concession sales and could involve some share with tournament/event sponsors. 
· Local groups and other tournament organizers will pay a rental rate and be able to keep the additional revenue that they generate. 

Will the varsity (male & female) locker rooms be completed with the original build?

It depends. The City is willing to provide a core and shell for dedicated team rooms; however, the team sponsor organizations would need to commit to funding the tenant improvement buildout upon completion of the core and shell spaces. The users of the dedicated varsity team rooms have not yet committed to paying for those spaces' buildout. Because of this, the City intends to bid the core and shell for varsity team rooms as an alternate bid item. This will provide more time for a decision to be made and allow the project flexibility. A decision will be made by the City Council when they consider an award of bid for the project.

What cost will be involved with open community skate and who profits?

The City of Janesville currently offers public skating opportunities and anticipates being able to expand upon these offerings when two sheets of ice are available. The cost associated with open skate are primarily related to staffing (supervisor, skate hosts, cleaning). Revenues received support overall facility operations.

Would you give some examples of actual conference center/expo users that have shared interest in relocating to Janesville?

The Janesville Area Convention and Visitor’s Bureau shared the examples below as a few users that have expressed interest in hosing an event in Janesville. 
· National Corvette Restorers Society Wisconsin Chapter – They are looking to book for June of 2025, and really want to come here because of our GM history, but we don't currently have a venue large enough. 
· National Intercollegiate Flying Association (NIFA)'s Safety through education, excellence through competition (SAFECON).  This event brings 250 college pilots, vendors, instructors, ground crew and requires 500 total hotel rooms for 5 nights during the slower May time period. JACVB hosted the event in 2019 and Southern Wisconsin Regional Airport was the perfect location, however, attendees had to be bused to Madison for the banquet and classroom promotions, losing all of that economic impact to Madison.  The banquet requires space for 750.  JACVB is bidding again for 2024, but our bid is less competitive having to bus attendees to Madison. 
· Destinations Wisconsin Fall Conference. This event brings 250 attendees, alternates between Wisconsin member communities. We don't have a large enough break space for a tradeshow, meal space and break out rooms. 
The JACVB Director, Christine Rebout, shared that her Sales Director attended the Wisconsin Society of Association Executives meeting in Madison on Nov 30th. The Wisconsin Grocers Association and League of Wisconsin Municipalities both expressed interest in the space saying it would be perfect for their needs.  The JACVB is reluctant to share their Lost Business report because it gives competitors a lead list, but Ms. Rebout is willing to meet with anyone interested in this project to talk through it with her.
[bookmark: _Hlk121144422]What is the proposed user fee for the conference center? (per sq. foot) 

The City Council will approve the specific rates and fees with the adoption of the 2024 budget and/or approval of leases and/or user agreements. An operational analysis included a recommended fee of $150/per hour for conference center space for conventions and events.  This included the entire flexible space. Lower rates for use of a portion of the space and for use of the meeting/party rooms will also be established.

How many events can be held at one time in the conference center?

It will depend upon the size of the events and the individual needs of each event. The flexible/convention consists of approximately 19,500 square feet and can be divided into three separate areas. In addition, there are two meeting rooms of 670 square feet each (capable of combining into one 1,340 sf room) adjacent to this space, which can serve as break out rooms for an event or separately to host a small meeting. The multi-purpose arena could also support larger events by serving as trade show or overflow space.

Where does the user fee money within this facility go?

Revenues received support overall facility operations. The City intends to establish a special account to maintain WSCC revenues and expenditures separate from the City’s General Fund. If revenues exceed expenditures, the balance will remain available for future years. If expenditures exceed revenues, the City will offset any operational shortfalls as they do with the current Ice Arena. The City has a defined goal to maintain or improve the operational support level at the existing ice arena.

How will use of a hard-surface space be rented? (hourly, by event, sq. footage?)

The City Council will approve the specific rates and fees with the adoption of the 2024 budget and/or approval of leases and/or user agreements. An operational analysis includes recommendations regarding admission fees and rates as outlined below.

	Description
	Fees

	Hard Surface/Turf – Adult Drop-In
	$8

	Hard Surface/Turf – Youth Drop-In
	$7

	Pickleball
	$3

	Gymnastics Events
	$5,000

	Volleyball Tournaments
	$2,500

	Events, Conventions, Trade Shows & Corporate Functions
	$1,500

	Event/Tournament Set-Up Fees
	$10,000

	Youth Leagues (Basketball/Volleyball)
	$100/hr

	Soccer, Lacrosse, Adult Basketball & Soccer Tournaments, Adult Volleyball, Youth Basketball & Soccer & LAX Tournaments
	$150/hr



According to the Ballard*King Operational Analysis, the capital replacement fund was removed at the City’s request.   Why was this removed and by whom?  What additional cost to the taxpayers would result from this removal?

The City previously considered and discussed the inclusion of a capital replacement reserve when the Business Plan was developed in 2019. At the time, we were advised that it is not common to include a capital replacement in the early years of facility operations as facility operations are stabilizing and items are new and often under warranty. During a City Council study session in October 2019, the JACVB shared details of their room tax commitment to the project, which improved the operations project to neutral in Year 1, allowed for the establishment of a replacement reserve in Year 4, and provided the flexibility to advance hire a facility manager. 

Neighborhood & Community Services Director Petruzzello recommended that operational funds not be set aside to establish a capital reserve in the latest Operational Analysis for consistency with that earlier conversation and the business plan. To address the concern of future costs associated with capital replacement, she further indicated that the City intends to establish a capital replacement fund in Year 4 when operations have stabilized. In addition, the Friends of the Indoor Sports & Convention Center (FISCC) estimate that they will be able to provide $500,000 in Year 4, which is the final year of initial capital pledges to establish a capital replacement fund. Naming rights will be in effect for 20 years, which allows an opportunity for renewal or renegotiation of those agreements to bring additional cash resources to support future capital expenses. No additional costs to the taxpayers would result from its removal.

What is the total cost to the taxpayers, with the cost of the borrowing with interest and the subsidizing of the continuing loss of revenue and increase in expenses, year after year?

On December 12, 2022, the City Council indicated their intent to borrow $17.3M to fund the construction of the WSCC. In addition, an Operational Analysis completed by Ballard*King calculates an annual cost of operations over revenues. 

The table below shows a comparison of the operational subsidy for the current ice arena and for the next five years, based upon the Ballard*King Operational Analysis. 
	Year
	2023 Ice Arena
	2024 WSCC
	2025 WSCC
	2026 WSCC
	2027 WSCC
	2028 WSCC

	Subsidy Amount
	$47,121
	$46,235
	$36,889
	$38,365
	$52,124
	$66,802

	Property Tax Increase
	$1.35
	$1.33
	$1.06
	$1.10
	$1.50
	$1.92


*Assumptions: Median Assessed Household Value of $150,100 (2022)

Assuming the median assessed home value of $150,100 (2022), a 20-year note, and an interest rate of 5.35%, the median homeowner would pay an estimated:

· Average annual amount of $38.25 for $17.3M in borrowing
· Average annual amount of $1.38 for operational support
· Average annual amount of $39.63 for capital borrowing and operational support


Does the City have a realistic dollar amount for an outside provider to manage and take over the complete operation of the facility?

The City does not yet have details to share regarding the management of the WSCC under a 3rd party management company. Following an award of contract, the City will initiate conversations with private management companies and undertake a full request for proposals and evaluation process. An agreement with a management company can take many forms, but common approaches include allocating a percentage of facility revenue to a management company, a flat fee, and/or a combination of a set fee and percentage of revenue. Management companies often have the ability to generate additional revenue to offset the costs of their services. When the evaluation process is complete, staff will share the results with the City Council for their input.

The Ballard*King Operational Analysis states, “These types of facilities typically recover about 80% of operating expenses with revenue.”  Why does the analysis state this facility with Cost Recovery at 96%?

Ballard*King indicated the typical recovery level when taken with a lens across the nation for community recreation and multi-purpose facilities is typically in the 80% range. This project has a higher recovery level for a few primary reasons:
· This project has a fee structure and usage setup to recover a significant portion of the cost. This is based on the good relationships between the City and user groups, and participation in various programs.

· There are unique revenue sources for this project: such as an Alliant Solar lease at $20K and a $85k yearly contribution (part of the hotel tax) from the Janesville Area Convention and Visitors Bureau. 

· The additional support services the JACVB is providing in sales staff, marketing, advertising and promotion reduces operations costs associated with staffing and managing the facility.

The Ballard*King Operational Analysis did not consider the potential impact of the planned Beloit casino, hotel and convention center. Why? 

[bookmark: _GoBack]The current Beloit casino project being built includes the hotel, casino and restaurant. The convention center space is slated to be part of a 3rd phase that has no definitive timeline assigned to it (i.e. it is a speculative project at this point). Ballard*King has indicated that development would have very little impact on the pro forma. The current analysis used a conservative estimation of convention activity, only including 15 events scheduled and not a significant amount of revenue. The Beloit project does not include an indoor sports or ice facility and is not likely to impact convention activities at the proposed WSCC.
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Source Current/Pending. Status
Request Amount
Private Sector Fundraising $7,000,000 $5.65M pledged
Federal Appropriation 5,000,000 $5,000,000 appropriated
State ARPA $15,000,000 TBD
State Non-State Building Grant Summer 2023
Federal Economic Development Administration Grant $4,000,000 Initial Notification Feb/Mar 2023
City (Allocation for Design) $2,000,000 Committed
City (Borrowing) $17,300,000 Resolution approved 12/12/2022

TOTAL 50,300,000
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Project Cost by Item/Function Gross Total Costs
Construction $40,789,690

Circulation/Lobby/Break-Out Rooms/Mall Connection $6,784,178

Multi-Use/Convention Space $5,854,716

Main Arena $16,247,865

Jets Team Rooms $413,122

Multi-Purpose Arena $7,700,881

Site $3,056,045

Varsity Core and Shell $732,883
Owner’s Soft Cost $2,633,949
Owner’s Furniture, Fixtures & Equipment $2,825,675
Contingencies — Construction & Design $4,078,969
TOTAL $50,328,283

Source: Kraus Anderson, 10/28/22




