COMMUNITY SERVICES, PUBLIC SAFETY, HOUSING &
DEVELOPMENT COMMITTEE AGENDA REPORT

REPORTS
AGENDA ITEM NO. D.1

DATE: September 12, 2023
TO: Community Services, Public Safety, Housing & Development Committee
FROM: Alexander Nguyen, City Manager, (805) 385-7430, alexander.nguyen@oxnard.org

SUBJECT: Consideration of the Concept to Transform the Carnegie Art Museum into the Carnegie Arts
Center. (10 minutes)

RECOMMENDATION

That the Community Services, Public Safety, Housing & Development Committee:

1. Receive the report on the consideration to transform the Carnegie Art Museum into the Carnegie Arts
Center.

2. Discuss any additional items or questions the Committee needs for this consideration, and determine if
this item needs to return to Committee; or

3. Forward this item to the City Council for further discussion.

Please click the following link to view the required Measure M pre-recorded presentation video:
https://youtu.be/nO4vZQESEww

BACKGROUND

The Carnegie Museum, constructed in 1906, has been owned and operated as a museum by the City of Oxnard
since 1985. Originally constructed in 1906 as the Carnegie Library, it was readapted as a Cultural Arts Center
in 1980 and later designated as an art museum in 1985. In 2002, to help support the museum by augmenting the
museum’s municipal budget, the Carnegie Art Cornerstones received its 501(c)(3) designation. Beginning in
2010, the Cornerstones entered into a contract with the City of Oxnard to manage and operate the Carnegie Art
Museum with the continuance of municipal funding.

The museum was closed in July 2019 due to a funding shortfall in the City budget. The previous year’s adopted
budget (FY 2018/19) set aside $522,708 for the Carnegie Art Museum. During the City’s financial shortfall
(swiftly followed by the COVID-19 pandemic, where funds became even tighter), this cost savings was
invaluable in ensuring the City could still provide needed services to Oxnard residents.

DISCUSSION

The intention was always for the Carnegie to re-open its doors. Staff recommends, however, that it re-opens as
the Carnegie Arts Center, and discontinue attempting to serve as a municipal art museum.

Inability to serve as a municipal Art Museum




Unfortunately, there are no more municipal art museums in California. The majority of local art museums have
shifted to being privately funded and often operated by non-profits, with some having formal relationships with
municipalities providing minimal property or financial support.

Running a financially viable local art museum is very difficult, and relies heavily on private funding and
donations. General admission tickets, membership dues, and special exhibit tickets sales cannot cover the
operating costs of a museum. Running a municipal art museum has added challenges, especially fulfilling the
mission to properly serve the local community. And the Carnegie building’s available space (only 3,100 square
feet of exhibit space), layout, and physical condition adds even more challenges that staff believes are
insurmountable for it to serve as a great municipal art museum.

Many of these issues were identified back in 2005. An economic development study of the Carnegie Art
Museum was performed by Economics Research Associates (ERA) in 2005 (Attachment A) to examine the
possibility of an expansion. Some of ERA’s key findings were:

1) The museum’s attendance was overwhelmingly comprised of school tours (54%), which was higher than at
most museums.

2) The museum had a low average visitor market penetration rate of .08% vs. an average of .43% at other
local California art museums of comparable size, and a low resident market penetration rate of 1.13% vs. 3.4%
at other local California art museums of comparable size.

3) The majority of smaller art museums rely heavily on the resident market, with the exception of notable
tourist areas such as Monterey.

4) ERA reported that without a physical building expansion and accompanying marketing program, the
Carnegie would likely not see an increase in visitors.

5) The City was the largest source of revenue for the museum, accounting for 85% of the total museum
budget. None of the museum’s offerings (admissions, membership, or classes) were effective at offsetting the
operating costs of the museum. Nor was there sufficient revenue being obtained via fundraising or grants.

The overall takeaways of ERA’s study are that the Carnegie Art Museum was of little interest to residents and

even less so to visitors; that throughout the state, few visitors attend local art museums; that the Carnegie as an
art museum would not see an increase in visitors without a physical building expansion; and that the museum’s
operating costs were supported almost entirely by the City.

A summary of the current financial status of the 14 comparison art museums ERA included in Table V-2, is
in Attachment B.

A New Vision

The historic Carnegie building should continue to serve the residents of Oxnard as an arts center. A future
Carnegie Arts Center could offer a range of more engaging arts experiences, relevant to the Oxnard community.
An initial framework staff offers is for the Carnegie Arts Center to begin by offering three areas of service:

=  Formal arts instruction classes for the youth of the City’s Recreation programs during weekdays
and summer day programs.

=  Formal Art Gallery Exhibit space for local artist during evenings, with revenue split.

= Formal rental facility space for special events during weekends.

The Museum Collection

What would happen to the museum collection?

If the City should move forward with transforming the Carnegie into an Arts Center, we would proceed under



the strict guidelines of the American Alliance of Museums and the Association of Art Museum Directors in
order to meet the highest standards of curatorial, professional, and ethical integrity of the Collection.

Staff will contract with a professional museum director consultant to prepare the formal plan for determining
what items the City should retain (and how to manage), which to deaccess, and which to sell. Such a plan will
return to City Council for approval.

Next Steps

Depending on the discussion at the Committee meeting, this item may return to the Committee, or advance to
the next available City Council meeting for further discussion.

If the concept of transforming the Carnegie Arts Museum into the Carnegie Arts Center is approved by the City
Council, staff will create the plan for the Museum Collection and the plan for opening the Carnegie Arts
Center, and present those plans to this Committee.

STRATEGIC PRIORITIES

This agenda item supports the Economic Development strategy. The purpose of the Economic Development
strategy is to focus on the retention and expansion of Oxnard businesses by increasing the skills and
employability of our local workforce, invite new business investments, and target site-based redevelopment
opportunities.

This agenda item supports the Quality of Life strategy. The purpose of the Quality of Life strategy is to restore
and increase quality services and programs that enrich Oxnard's diverse community, promotes safe
neighborhoods, encourages community engagement, and supports our residents in their efforts to improve their
quality of life.

This agenda item supports the Organizational Effectiveness strategy. The purpose of the Organizational
Effectiveness strategy is to reinforce, stabilize, improve, and strengthen the organizational foundation of the
City in order to build a modern, high-functioning City government that effectively and efficiently supports the
operating departments in providing high-quality services and programs for our residents and businesses.

FINANCIAL IMPACT

There is no financial impact for this item. It is an introduction to the concept of transforming the Carnegie
Museum into the Carnegie Arts Center.

Prepared by.: Annie Jensen, Project Manager

ATTACHMENTS
1. Attachment A - Carnegie Art Museum ERA 2005 Study
2. Attachment B - Summary of Current Financial Status of the 14 Comparison Art Museums

3. 7-25-23 Carnegie Powerpoint
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Museum Name

Operated by & IRS
status

Bakersfield Museum

Museum Budgets

Municipal Contributions/Involvement

-City of Bakersfield's FY23 proposed budget states the

2022 Budget
FY ending 5/31/22:

Total Revenue: $1,099,730.00
Total Expense: $871,905.00
City Subsidy: unknown

of Art (501(c)(3) City contributes General Fund dollars to the museum, Net Revenue: $227,825.00
C) |Bakersfield Museum of Art nonprofit) but no specific amout is listed (profit)
FY ending 6/30/22:
Total Revenue: $731,704.00
Total Expense: $956,602.00
City Subsidy: $0.00
Fresno Art Museum |-City maintains the museum'’s exteriors but does not Net Revenue: $-224,898.00
D) |Fresno Art Museum (501(c)(3) nonprofit) | contribute financially to the museum (loss)
FY ending 6/30/22:
Total Revenue: $2,876,596.00
Total Expense: $2,718,298.00
-City of Laguna Beach contibutes funds toward the City Subsidy: $284,900.00
Laguna Art Museum |[museum as part of its tourism marketing department Net Revenue: $158,298.00
E) |Laguna Art Museum (501(c)(3) nonprofit) |efforts (profit)
FY ending 6/30/22:
Total Revenue: $3,167,468.00
-City of Monterey leases the building at no cost to the Total Expense: $2,355,547.00
Monterey Museum  |museum City Subsidy: $0.00
of Art (501(c)(3) -No other funding contributions from the City are Net Revenue: $811,921.00
F) [Monterey Museum of Art nonprofit) specified in recent adopted budgets (profit)
FY ending 6/30/21:
Total Revenue: $22,074,169.00
Santa Barbara -County of Santa Barbara leases the main building and | Total Expense: $7,262,804.00
Museum of Art one wing addition to the museum at no cost City/County Subsidy: unknown
(SBMA) (501(c)(3)  |-Additional museum buildings are leased from the Net Revenue: $11,811,365.00
G) | Santa Barbara Museum of Art nonprofit) County via amortized lease (profit)
FY ending 12/31/22:
Total Revenue: $1,878,837.00
-The museum building is leased from the City of Total Expense: $1,788,732.00
Oceanside Museum |Oceanside City Subsidy: $0.00
of Art (501(c)(3) -No other funding contributions from the City are Net Revenue: $90,105.00
H) |Oceanside Museum of Art nonprofit) specified in recent adopted budgets (profit)
-The Cheech Museum is a public-private partnership
between the Riverside Art Museum (nonprofit), City of
Riverside (city), and a private donor
-City of Riverside provides an annual management feed
to the nonprofit to operate the Cheech in addition to the |FY ending 8/31/22:
private, non-profit Riverside Art Museum
-City of Riverside covers the cost of utilities, landscape | Total Revenue: $3,545,715.00
maintenance, and certain repairs such as plumbing and | Total Expense: $4,765,978.00
Riverside Art roof repair for the Cheech Museum City Subsidy: $825,000.00
Riverside Art Museum & The Cheech Museum (501(c)(3) |-City of Riverside owns the Cheech Museum building Net Revenue: $-1,220,263.00
1) |Museum nonprofit) -Of note, the Cheech Center opened in June 2022 (loss)
-Per the Napa Valley Museum website, the organization
is funded in part by the Napa County Board of
Supervisors through the Napa County Arts and Cultural
Advisory Committee and by the Town of Yountville and
the Napa Valley Tourism Improvement District - FY ending 6/30/22:
Yountville
-Neither the County of Napa or Town of Yountville Total Revenue: $728,595.00
specify an exact funding amount dedicated to the Total Expense: $690,426.00
Napa Valley museum City Subsidy: unknown
Museum (501(c)(3) |-Town of Yountville included $1,197,500.00 in their FY [ Net Revenue: $38,169.00
J) [Napa Valley Museum nonprofit) 22-23 budget for the tourism improvement district (profit)
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Museum Budgets
Operated by & IRS

Museum Name status Municipal Contributions/Involvement 2022 Budget

-The Council became the State Local Partner for the
California Arts Council in 1987 and are the community
representative for the CA State Summer School for the
Arts Program

-They receive grant funding from the California Arts
Council ($59,000 for State-Local Partnership and

$57,000 for Arts Education Program in 2022) FY ending 6/30/22:
-City of Eureka does not include any contribution to the
Council/Museum in FY 23 budget Total Revenue: $294,339.00
Humoldt Arts -Humboldt County does not include any contribution to | Total Expense: $314,709.00
Morris Graves Museum of Art (Eureka, [Council (501(c)(3) |the Council/Museum in FY 23 budget State Subsidy: $116,000.00
CA) nonprofit) Net Revenue: $-20,370.00 (loss)

-The museum buildings are owned by the City, but the
museum is operated by the nonprofit

-FY 21-22 budget included $35,000 for Triton Museum  |FY ending 6/30/22:
repair and modifications (not accounted for in "city

=

subsidy" amount) Total Revenue: $611,395.00
Triton Museum of -City of Santa Clara FY 21-22 and FY 22-23 budget Total Expense: $670,559.00
Art (501(c)(3) includes $266,000 for the Triton Museum programs City Subsidy: $266,000.00
Triton Museum of Art (Santa Clara) nonprofit) (reduced by $29,600 from FY 20-21) Net Revenue: $-59,164.00 (loss)
FY ending 12/31/21:

Total Revenue: $351,784.00
Total Expense: $216,009.00
-City of Coos Bay funding is to be put towards City Subsidy: $35,000.00
Coos Art Museum management, maintenance and utilities of the museum |Net Revenue: $135,775.00
Coos Art Museum (Oregon) (501(c)(3) nonprofit) |(included in the FY 22-23 budget) (profit)
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