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Goal Statement – Facilities:  Our facilities (building, grounds and equipment) should help the Congregation achieve its overall Vision and support the other five Strategic Goals.  The facilities should enable our growth initiatives with adequate space for worship, life span RE, public meeting and function space, and administrative offices. The facilities should be welcoming, well-maintained, safe and clean.  
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Rules for the Road:

· High level analysis (10,000 foot view)
· Conceptual at this point – execution details will come later
· All numbers are rough estimates; variances of +/- 20% are to be expected
· Please hold questions until the discussion following this presentation
· We welcome additional relevant information; our records concerning the mansion are mostly “oral tradition” and may not be complete
· Keep an open mind and heart





I.	Basic Assumptions:


1. To facilitate growth over a 5-10 year horizon, our Sanctuary should accommodate seating for up to 400-450 adults and our RE facilities should support an enrollment of 200+ children.  

2. The location of our facilities should be convenient to current membership, i.e., either our current location, or a different location that is within approximately a 10 mile radius from Morristown.

3. Under all scenarios, we would incorporate green/sustainable building concepts and beautiful finishes to the extent economically feasible.  A phased implementation to achieve growth and include desirable features is acceptable, and likely required due to funding constraints.  

4. Doing nothing about our facilities limitations (for example, failure to address deferred maintenance issues at 21 Normandy Heights) is not an option.




II.	Overview of the Basic Facilities Options

From our “10,000 foot” perspective, the basic options include:


1.	Option One - Stay, renovate & expand


2.	Option Two - Buy vacant land and build


3.	Option Three - Buy an existing facility and remodel

Note: Renting is also an option but is probably most useful as a short solution pending construction of new facilities at any of the possible locations.

Later in the presentation, we will investigate an actual scenario for each of the three options to better understand the issues and ramifications, but first we need an overview of the cost considerations.


III.  	Potential Source of Funds; Construction Costs

Potential Sources:

1.	Capital Campaign – Rough estimate from $1.0M to $1.6M.  

2.	Sale of 21 Normandy Heights – Based on assessed tax values, the estimated value of the property is $2.5M; however, actual market values are often lower than assessed value in this market.  A more conservative estimate might be the value of the 21 Normandy Heights site to a residential developer estimated as the aggregate value of the developable sublots or ~$2.1M. After subtracting the costs of sale and payoff of a $360,000 mortgage, the estimated net value of the property might range from $1,725,000 to $2,120,000.  Note: the existing mortgage is a 3-5 year interest only loan.

3.	Partial sale of 2 sublots at 21 Normandy Height – at ~$350,000 per lot, this might net ~ $600,00 after costs of subdividing the property and costs of sale.

4.	 Loans – Borrowing funds is not an option at present as there is currently insufficient pledge income to support repayment of a material loan.  Payments on the current interest only loan are ~$1,650/month.

5.	Grants – The availability of grants should be further explored, although most come with some restrictions or requirements.  Because of uncertainty over availability and/or conditions, grants have not been assumed as a source of funding for the purposes of this analysis. 

Aggregate funding for estimating purposes:

If source of funds = capital campaign only (and do not sell off lots): $1.0M to $1.6M

If source of funds = capital campaign plus sell off 2 lots: $1.6M to $2.1M

If source of funds = capital campaign plus sale of 21 Normandy Heights: $2.7M to $3.7M


Construction Costs:  Construction costs are best estimated by requesting bids based upon actual building plans.  Complexity of the design, green building features and the level of the interior “finishes” also have a large impact upon final costs.  However, RS Means does publish average cost data by region that shows the cost of standard one story office buildings in the NYC area at ~ $225 per square foot. For the purposes of this analysis, we have assumed a cost of $250/sf for basic Sanctuary space (rectangle shaped building, modest finishes) and $200/sf for basic classroom/admin space.  The cost of modular construction (which could be used for classroom/admin space) is significantly lower: typically $70 - $100 per square foot. 

Land; Property Costs:  For purposes of testing the options, current market information on properties for sale and vacant land in Morris County has been obtained from a national leader in commercial real estate services, CB Richard Ellis.



IV.	Four Critical Facilities Requirements Drive Our Space Needs Assumptions:  There are four general areas in which any facilities solution must accommodate current and future needs.  The failure to address these areas will limit our growth and success:

· Increased seating for our Sanctuary
· Increased number and/or size for RE classrooms
· Increased meet/eat/greet space, particularly a “fellowship hall”
· Surfaced parking

In order to meet these four criteria, viewed at a high level, any facility must provide the following minimum physical attributes:

1.	Building Size - ~25 to 30,000 square feet.  Explanation:


	Issue/Topic
	Now
	“To Be” Solution


	Sanctuary seating capacity
	Seats ~160-180 
(~3,400 sf or ~ 20 sf/person)
	Seats 400 – 450
(~8,000 to 9,000 sf)


	Meet/eat/greet; admin offices; restrooms; kitchen
	~4,600 sf (current 1st floor)
	~7,500 sf including a large ‘fellowship hall’ for social events


	RE Classrooms and committee rooms
	Small rooms require splitting classes; forced to use Room 100 and RE Library as classrooms*

	~6,000 sf composed of ten classrooms: 2X400, 6x600 and 2x800

	Uplift factor for hallways, bathrooms, etc. @ 20%

	Included in building footprint
	~4,500 sf

	Total
	~ 16,000 sf
	~ 27,000 sf



* Note: RE classes are presently offered in 8 groupings: nursery, preschool (3 years), pre K (years, 4,5,6), 1st/2nd, 3rd/4th, 5th/6th, Junior High and Senior High.  Junior/Senior High are presently meeting in our two largest classrooms. Depending upon enrollment, it would be desirable to have more than 8 classrooms.

2.	Surfaced Parking for 150 to 200 cars.  Explanation:

Building codes required a parking ratio of 3/100 for public meeting spaces such as the Sanctuary.  For target attendance of 450, required parking would be 150 spaces for Sanctuary alone.  Higher parking ratios may be required - 200 spaces would be desirable for peak usage.  

3.	Land – 4+ acres minimum.  Explanation:

2 acres for parking
.5 acre for buildings
1+ acres for green space and zoning requirements (set backs and maximum building area coverage)


V.	Permit and Zoning Issues:

The requirement to comply with applicable zoning and building codes will affect any of the facilities options.  For example zoning for any raw land purchase would need to allow for the operation of a church or other similar public gathering space as a permitted use.  With respect to our current location, any significant construction/expansion activity at 21 Normandy Heights would require approval from the appropriate agencies in Morris Township.  Zoning for the property is residential and the operation of a church is a non conforming use.  The code/zoning/approval process for 21 Normandy Heights poses several considerations:

1.	For many activities, e.g., new additions, parking lot work, expansion beyond the current footprint, etc., a public hearing would be required following notice to all surrounding property owners.  Historically, attempts by other organizations to alter/expand facilities within Morris County have met with significant public resistance, although our neighbor, the Morris Museum, did not encounter approval problems in connection with their recent expansion.

2.	New construction might trigger a requirement to upgrade the historical building to current building codes (e.g., safety, electric, accessibility, etc).

· “Fire separated” new construction might not trigger upgrades.
· However, this type of structuring has impact upon easy access to and aesthetics of the additional space.
· Fire isolated stairwells may not absolutely be required for the Mansion (if code upgrades are not triggered), but are a safety issue.

3.  Known Code Compliance Issues @ 21 Normandy Heights:

a.  Bill Forsyth reports that MUF is supposed to provide smoke detectors and fire alarms for the 2nd and 3rd floors.  This is apparently an outstanding local requirement that should be accomplished within the next one or two years.  Cost to correct is UNK.

b.  Bill Forsyth reports that the basement, while now sprinklered, cannot be used or occupied because the water service for the system is either not separate from the water service for the balance of the building’s needs or inadequate to provide flow for both functions.  The solution would be to add a new connection to the public water available in Normandy Heights Road.  Cost estimated at ~$15 or 20K.



Source of general code information: Informal conversations with professional architects Dave Zugale and David Cornelius.  Note that a full code review would be required to verify this information, and actual answers are highly dependent upon the exact activity proposed to be undertaken.


NOTE:  The following scenarios demonstrate how each of the three possible options might work in practice.  These hypothetical examples are for the purposes of illustration only and a number of different variations on each option certainly exist.


VI.	Option 1 – Remain at 21 Normandy Heights; Address Deferred Maintenance and Grow
 
First let’s begin with a photo tour of the building to explore some of the more important deferred maintenance issues.  Then we will turn to the Stay, Restore and Expand option.

Source(s) of funds: Estimated $1.0 to $1.6M from initial capital campaign and possibly $300 - $600K additional from the sale of one or two residential lots.  Subsequent funding events would be required to achieve all of our desired objectives.  

General Proposal:  Correct some of the critical deferred maintenance issues with the property, and add the minimum additional space/features required to address our choke points and support our growth initiatives. Due to funding limitations, all new construction to be built as “fire separated buildings” so as not to trigger code upgrades in the historic structure.  Rewiring, fire isolated stairwells, etc. to be deferred to subsequent funding campaigns. This option seeks to create all of the necessary basic elements for growth at 21 Normandy Heights, while also addressing some – but not all – of the most pressing deferred maintenance needs.  Full renovation of the historic mansion would require subsequent funding in fairly material amounts.  

Description of Elements and Approach:

· Correct certain deferred maintenance items as per the table below.
· Construction of a new building containing 8-9,000 square feet which would be divided into ~5,000 sf of worship space and 3-4,000 sf of open social/meeting space.  As membership grows, a separate wing would be added for the social/meeting space and the entirety of the new building would be devoted to the Sanctuary.
· Initial “finishes” would probably be modest to minimize construction costs and the use of some green/sustainability features, e.g., solar power, would likely be deferred to subsequent phases.
· Addition of ~2,400 sf of RE space provides a designated classroom for grades 5/6, which are currently split in Room 100/RE Library, and moves 3/4 grade from 3rd floor.
· For RE classrooms, modular construction would be utilized to minimize the initial cost.  
· Temporary rental facilities for the Sanctuary would be likely required for ~ 12 months during the construction period.

Pricing Estimates for Restore and Expand

	Item
	Estimated Costs
	Source of Data; Notes


	Stabilize the property
	$955,000

	See Appendix of Deferred Maintenance Items and Costs


	· Replace roof, fascia, gutters, drainage
	
	

	· 150 surfaced parking spaces
	
	

	· Add water/sanitary sewer to Normandy Heights road (prior to paving)
	
	

	· Address current fire/smoke alarm code issue

	
	

	Grow Sanctuary & public meeting space, ~8,000 sf
	$2 Million
	RS Means est. $250/sf


	Grow RE space (2,400 sf of used modular RE space  for four classrooms)
	$120,000
	Est. $60/sf. Used – Anchor Modular


	Architect and other design fees
	$140,000
	Architectural and MEP professional fees = 7% - 8% of construction costs Est. Dave Zugale


	Total Initial Expenditure
	~$3.2M +  limited site work
	Note: Exceeds estimated funding of ~$2.2M.



Notes; Subsequent funding events: This proposal assumes that the current Sanctuary is not suitable for expansion and would be replaced.  Also note that the cost for RE space would quadruple if Township refuses to permit use of modular facilities.  Subsequent funding would  be required to address:

· the remaining renovation issues @ 21 Normandy, esp. rewiring and fire isolated stairwells
· build a new ‘Fellowship Hall, and
· replace modular RE construction with permanent
· add higher level “finishes” to the Sanctuary and add green/sustainable features.


Reprise Comment about Hypotheticals:  While the examples presented today are intended to be as realistic as possible, other scenarios could be imagined for each of the options.  Each change in the facts has ripple effects in the outcomes and pricing. The first step in achieving a consensus on a course of action is to provide our Membership with both the factual information and the tools to analyze and compare alternative choices on a consistent basis.


VII.	Option 2:  Buy Raw Land and Build

Source(s) of funds: Estimated $2.7M to $3.7M from a combination of the initial capital campaign and the sale of 21 Normandy Heights.  Subsequent funding events would be required to achieve all of our desired objectives.  

General Proposal:  Locate a suitable tract of raw land and construct the necessary facilities.

Description of Elements and Approach:

This option seeks to create all of the necessary basic elements for our new facility within the constraints of the existing funding.  While subsequent phases of growth would occur, the initial construction would meet our primary needs by using the following techniques:

· The initial building of 8-9,000 square feet would be divided into ~5,000 sf of worship space and 3-4,000 sf of open social/meeting space.  As membership grows, a separate wing would be added for the social/meeting space and the initial building would be devoted entirely to the Sanctuary.
· Initial “finishes” would probably be modest to minimize construction costs and the use of some green/sustainability features, e.g., solar power, would likely be deferred to subsequent phases.
· For RE classrooms, modular construction would be utilized to minimize the initial cost.  As necessary, a permanent structure could be constructed in subsequent phases.
· For this option, timing would suggest an immediate purchase of the vacant land as markets are at an all time low.  The Congregation would continue to operate in 21 Normandy Heights for several years pending sale of the property.
· Architectural and construction plans for the new building would be developed during the sale period so that construction could begin as soon as closing occurred.
· Temporary rental facilities would be required for ~ 12 months during the construction period.
· While this is a hypothetical exercise at this stage, a CB Richard Ellis market survey has identified several possible tracts of raw land that would meet our general criteria/price.
· The raw land option does entail fairly significant site development costs.  


Pricing Estimates for Raw Land Option


	Item
	Estimated Costs
	Source of Data; Notes


	Buy 4+ acres of vacant land
	$800K
	CBRE market survey


	Build 8,000 s.f. structure for Sanctuary and meeting space*

	$2 M
	Est. $250/s.f. cost of commercial construction

	Paved parking for 150 cars
	~$185K
	Garden State Sealing


	Buy used modular RE classroom complex of ~6,000 sf **
	$360K- $600K
	Est. $60/sf used - $100/sf new for modular units.  Source: Anchor Modular

	Site work and utilities
	~$400K - $500K
	Est. Somerset Homes construction department for a raw site comprising 5 wooded acres.


	Architect other design fees

	$140,000
	Architectural and MEP professional fees = 7% - 8% of construction costs Est. Dave Zugale


	Total Initial Expenditure

	~$3.9 M 
	Note:  Exceeds estimated funding of ~$3.3M 



Notes; Subsequent funding events: This proposal might require modular solution for minister/staff office space. Subsequent funding would be required to:

· build a new ‘Fellowship Hall, and
· replace modular RE construction with permanent
· add higher level “finishes” to the Sanctuary and add green/sustainable features.



VIII.	Option 3: Buy An Existing Building and Remodel

Source(s) of funds: Estimated $2.7M to $3.7M from initial capital campaign and sale of 21 Normandy Heights.  Subsequent funding events would be required to completely achieve all of our objectives.  

General Proposal:  Locate an existing industrial or office building and convert it to sanctuary and classroom space.  Christ Church, Montclair, has recently adopted this strategy in a corporate office park on Green Pond Road.

Description of Elements and Approach: 

Execution of this option is highly dependent upon the attributes of the available properties. Following purchase of the property, the existing building would be repurposed for our use and any missing elements would be constructed.  Two general scenarios would exist:

· With high ceilings and open space, a warehouse facility might lend itself to the creation of a Sanctuary and/or meet/greet/eat space. Assume a small warehouse, say 10-12,000 sf. limited or no office space.  In addition to the purchase price, costs would then entail conversion of the warehouse space (possibly $100/sf) plus the construction of RE classroom and admin facilities.
· Office space would readily lend itself to conversion to classroom/admin space.  Assume a small office of say 8 – 10,000 s.f.  In addition to the purchase price, costs would then entail conversion of the office space to classroom (possibly $50/sf) plus the construction of a Sanctuary (est. $250/sf).

In either case, we would be seeking a 4+ acre site, preferably with some existing surfaced parking.  

To date, the CBRE market survey has not disclosed a suitable building/or land for our purposes, within our price range.  In particular, there do not presently appear to be any “used” churches or schools for sale within our target radius.  The availability of a suitable “used” church or school facility could make this a potentially attractive option.


IX.	Recap; Pros and Cons


A Recap of the Facilities Modeling Tool – The analytical tool we have developed can be used to evaluate any proposed scenario as follows:

1. Review the basic requirements necessary to support our Vision and Strategic Plan (see Item IV above).
2. For any proposed alternative, identify what needs to be fixed, bought, built or remodeled.
3. What are the costs of those elements?
4. Does the available funding cover those costs?






Overview of Options – Pros and Cons



Option One - Gateway Renovation


	Benefits
	Challenges


	Stay in a familiar location. 
	Large deferred maintenance burden. Even by choosing not to address safety & accessibility issues with the historic mansion (esp. fire isolated stairwells and electrical), this option significantly exceeds the sources of funding.


	Large tract of land with room for expansion.
	Code/zoning approvals might not be forthcoming.


	Unique historic building.

	The site is not level and it is somewhat more difficult to utilize than flat land.







Option Two – Raw land and Build 


	Benefits
	Challenges


	Clean slate - start from scratch with an opportunity to tailor the facilities to our needs.
	Very close to the line as to economic feasibility.  Scope of construction and interior finishes would need to be carefully managed to provide essential functionality while staying within initial funding.


	Land prices are presently at historic lows.  Unique opportunity to capitalize on weak markets.

	Requires an immediate expenditure for the land, followed by a likely 3 to 4 year period before construction could be commenced/completed.


	Zoning/permit issues less likely to be a barrier.
	Raw land requires site development costs that are not entailed in the other options.


	New construction should have lower operating and maintenance costs as compared to our historic structure.

	Requires the sale of 21 Normandy Heights; property markets are presently weak.  

	Larger pool of funds to devote to new construction.
	Requires a transition period where it would be necessary to operate from rented worship and classroom space.







Option Three – Buy and Remodel


	Benefits
	Challenges


	Utilization of an existing building minimizes the need to pay for new construction (cost of repurposing used space is ~ 50% lower than cost of new construction).

	Requires a successful sale of 21 Normandy Heights before the property can be acquired.

	Building prices are presently at historic lows.
	Highly dependent upon the availability of another non church structure that could be converted to church use.


	Newer construction should have lower operating and maintenance costs as compared to our historic structure.

	Less flexibility to conceptualize and build from scratch for our unique needs.

	Zoning/permit issues less likely to be a barrier, and necessary site infrastructure likely to be in place.  
	Some industrial locations might not be desirable for a church property. 






X.  Break Out; Discussion; Questions 






Appendix – Deferred Maintenance Pricing Information for 21 Normandy Heights


	ITEM
	ESTIMATED COST
	SOURCE OF DATA

	Replace Roof, gutters, fascia, downspouts and building drainage
	~$600- 700k

	Roof Grant Files
(A. Baionno estimate 3-7-2007)

	Paved parking: $2.84 per square foot (4” of asphalt over gravel base; includes, curbs and storm drain basin but not lighting)
	~$185K (for 150 spaces)

	Garden State Sealing (732) 245-7285 (CBRE recommended)

	Update electric in historic mansion including rewire 2 electrical panels; rewire building to provide sufficient power for modern use requirements including air conditioning

	UNK
	Very hard to estimate and likely very expensive

	Fire Isolated Stairwells for 2nd & 3rd floors

	UNK
	Difficult to add (floor penetrations or new exterior stairwells)

	Smoke detectors/fire alarms 2nd and 3rd floors

	~$25-50K
	Forsyth est.

	Locks and security system

	~$2K
	Forsyth est.

	Install new water and sewer lines to Normandy Heights Road
	~$10-20K
	Guesstimate

	New Sound System
	~$50K
	Est. based on other Congregation (J. Uhrhane)

	Elevator to 2nd Floor

	~$60K
	Est.

	Repair/replace exterior windows/storm windows

	UNK
	

	Repair/replace kitchen porch

	UNK
	

	Bathrooms – Plumbing code for attendance of 450 would require 4 toilets for men and 5 for women. Additional fixtures for children may also be required.
	Est. $20,000 for the fixtures and finishes in addition to the normal per sf construction costs. 
	National Plumbing code; 
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