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Vision Statement

The Glynn County Board of Education, the College of Coastal Georgia and their collective 

community partners recognize the significant importance and value of quality arts education 

and programming for students in the K–12 education system in Glynn County. Economically, 

intellectually and aesthetically, the broader community in turn should benefit significantly 

from the availability of arts and cultural programming and education. A facility dedicated 

to arts and cultural programming, and distinctive from existing venues, will ensure that these 

advantages exist for the school system and the community. 

The Coastal Community Center for the Arts is envisioned to engage and enhance student 

learning, artistic development, cultural enrichment, and student entertainment and 

performance. In planning for the new Center and its related programming, the ultimate 

goal is to greatly expand quality arts, cultural and lifelong learning program offerings in the 

Coastal Georgia region in a fashion that embraces diverse tastes and experiences and  

that is both affordable and sustainable.
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During 2008 and 2009, as the College of Coastal Georgia embraced its new 
future as a baccalaureate college, a campus-community committee worked with 

the College to develop a strategic master plan. During that process, the committee 
identified expanding cultural and arts programming for students and the community 
as a priority, including development of quality performance and exhibition facilities. 
Simultaneously, the Glynn County School System and Board of Education identified 
the need to meet K-12 programming needs for a larger facility that was not merely an 
expanded auditorium and was centrally and neutrally located to encourage system-wide 

use. Arts and cultural programming have consistently 
been identified as “missing” and “desirable” for the 
development of the coastal Georgia community in 
studies sponsored by arts organizations, community 
leaders, and civic institutions.

Resulting from a partnership between the 
College and Glynn County Board of Education, a 
Memorandum of Understanding was signed and 
ESPLOST funding was endorsed through a successful 
ballot initiative in November 2009. The ESPLOST 
ballot initiative calls for the Glynn County School 
System to construct, on a leased section of the College 
campus, an arts center for school use that would be 
operated by the College as an auxiliary service open 
throughout the year, not just during the regular school 
term, and, when not in use by the school system or 
the College, would provide a venue for expanding arts 
and cultural programming for the entire community – 
the Coastal Community Center for the Arts. 

The goal of the partnership seeks to provide 
outstanding facilities for students in the Glynn County School System (GCSS) while 
allowing the facility to operate outside traditional school hours and programming 
and thus benefit the entire community. GCSS use of the facility is a given and the top 
priority. However, planning for K-12 student and school system use is the purview of 
the school system and is therefore not addressed in this report.

The partnership between the GCSS and the College further envisions that the 
facility would be largely self-supporting with only minimal public revenues from either 
the school system or the College. Recognizing that design should follow function, the 
College of Coastal Georgia Foundation convened an ad hoc Planning Committee for 
Cultural, Arts and Lifelong Learning (CALL) Programs to inform the design process 

Executive Summary
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by determining what programs the community would support. The 
scope of the Planning Committee’s work is limited to addressing 
opportunities for use of the center when it is not in use by the school 
system. 

The committee’s investigation and research, documented within 
the pages of this report, determined several critical points:

•	 The community’s preference for new programming favors 
touring Broadway musicals and plays, public art exhibits, 
concerts by well-known performers, and a variety of 
programs in the classical music and dance genres;

•	 The design and facility requirements for these types of 
programs are among the most expensive to build and 
equip, particularly if rehearsal and storage for the resident 
community symphony and choral companies are included; 
and

•	 These programs are tasked to break even and will not 
generate sufficient profit to contribute to the day-to-day 
costs of operating and maintaining an arts center. 

The committee also determined the desirability for the 
architecture of the center to “make a statement” and be regionally 
iconic within the campus context; the necessity for superior acoustical 

engineering; the importance of revenue neutrality; the significance 
of an experienced, successful executive director at the helm; and 
the challenge of maintaining ticket affordability for the diverse 
constituencies comprising the Golden Isles community. 

Recommended design features to support a wide spectrum 
of possibilities include a core 1,400-seat proscenium theater with a 
hollow main stage, wings, extended apron, and open orchestra pit; 
a 150-seat flexible studio theater conducive to workshops, master 
classes, and small-scale performances and presentations; secure gallery 
space for both touring and permanent art exhibitions and projects; a 
generous lobby to enhance community socialization; and the necessary 
dressing rooms, green room, load-in access, storage, and box office and 
management offices to sustain the functions of the center. Recognizing 
that construction funds are limited, and that covering operating costs 
may be even more challenging, the Planning Committee has sought to 
be aspirational but reasonable. It is clear that the real value of a Coastal 
Community Center for the Arts is to anchor and enhance quality of 
life, education and economic development through arts and cultural 
programming. Through the partnership between the GCSS and the 
College, Glynn County has the opportunity to do something exceptional 
with lasting value and impact. The report of the Planning Committee 
seeks to ensure that goal is achieved. 

Executive Summary
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College Strategic Master Plan

As the College of Coastal Georgia embraced its new future as a baccalaureate 
college in the University System of Georgia, a campus-community committee 

worked with the College to create a strategic master plan to serve as the definitive guide 
for achieving transformation. Stakeholders representing students, faculty, staff, and 
community leaders undertook a seven-month process, reviewing the College’s strategic 
context; vision, identity and mission; academic programs; student life and student 

services; community and economic development 
engagement; student recruitment and enrollment; and 
physical land plan and campus infrastructure. 

In analyzing student services and campus 
engagement, the Strategic Master Plan Committee 
recognized the need to expand cultural programming, 
specifically:
•	 On-campus concerts and exhibitions that 

expand students’ appreciation of the arts;
•	 On-campus lectures and seminars that expand 

student learning in a broad range of disciplines;
•	 Coordination of college funds and student 

activity funds to realize maximum quality and 
diversity of events;

•	 Coordination of College and community events 
to that end; and

•	 Acquisition of quality performance and 
exhibition facilities.

The Glynn County School System and Board of Education served on the 
Strategic Master Plan Committee. Thus the Strategic Master Plan also identified the 
importance of engagement between higher education and the community at large. Arts 
and education programs were identified as a desirable and important byproduct of the 
College’s development. Throughout more than 30 public presentations and interviews 
with over 300 individuals, arts and cultural programming were consistently identified as 
“missing” in the community and “desirable” as an offering of the College.

The Strategic Master Plan Committee referenced previous studies, including 
a Glynn County/Brunswick Cultural Needs Assessment (ATELIER 20071) which 
noted the need for “professional cultural resource administration and marketing, 
operating with the support of the region’s full array of commercial interests.” Dialogue 
with representatives of the arts community and the Glynn County School System 

1	  ATELIER/Kathleen Brown, Glynn County/Brunswick Cultural Needs Assessment; 2007; www.kb-atelier.com)

Background and Committee Charge
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underscored the need for an arts center, 
with the College campus providing 
a central location to serve a growing 
student population and the community 
at large.

The Committee, chaired by 
College of Coastal Georgia Foundation 
Trustee Duane Harris, published its 
conclusions, recommendations, and 
implementation strategies in May 2009. 
The plan, entitled 2020 Vision – A Decade and Beyond (page 15), 
noted: 

“CCGA will be an active partner with the City of Brunswick, 
Glynn County Schools and the region’s arts and cultural 
organizations, to promote the arts – including attracting world-class 
performances and exhibits to the region. In the early concept phase, 
planners envision a facility that would be owned by the Public 
Schools, built on the College’s campus, operated by the College, and 
programmed to serve K-12 students, College and community arts 
and performing arts programs, as well as high school graduation and 
assembly events .The facility’s preliminary program includes a 1,200- 
to 1,500-seat performance space, a smaller black-box performance 
space, two visual arts galleries, and support space. It is not envisioned 
that any college instructional space would be included. The facility is 
designated as the Coastal Community Center for the Arts.”

Glynn County Board of Education and ESPLOST
While the unique partnership for arts and cultural programming 
between the College and the Glynn County School System 
(GCSS) began during Strategic Master Planning process, the 
actual written agreement between the two entities and the Board 
of Regents of the University System of Georgia was executed 
in September 2009, in advance of a scheduled referendum on 
the Education Special Local Option Sales Tax (ESPLOST). The 
Memorandum of Understanding addressed a formal relationship 
between the GCSS and the College, which made land available at 
the College on the corner of Fourth Street and Altama Avenue, 
adjacent to the Southeast Georgia Conference Center, for 
construction of a community center for the arts to be owned by 
the GCSS and operated by the College.

The GCSS recognized the value of a quality arts education and 
programming for students K-12 while facing increased budget cuts 
due to economic pressures on local and state education funding. No 
facilities were identified as adequate across any school system properties; 

issues of neutrality and centrality of 
location were also cited.

The community acknowledged 
a public center for arts education 
and performance would enhance 
student learning and expression, 
artist development, and cultural 
entertainment. Communities of 
similar size to Brunswick/Glynn 
County in Georgia support one or 

more arts education/performance centers. The lack of a facility in 
this region is increasingly viewed as a quality-of-life and economic 
development issue by the Brunswick-Golden Isles Chamber of 
Commerce, the Golden Isles Convention and Visitors Bureau, 
the Brunswick & Glynn County Development Authority, and the 
community at large. The GCSS and its stakeholder students and 
parents embrace the value and importance of the full range of arts 
programming in education.

The College not only supported the school system’s aspirations, 
but also acknowledged in 2020 Vision that enhanced cultural and arts 
programming was a necessary element for campus transformation. 
The College identified available property on campus that could be 
leased for a nominal amount of $1/annually to the Glynn County 
School System. Contiguous to the existing conference center, the 
location would allow the schools and the community combined use 
of both facilities, increasing flexibility for size and types of activities. 
The College is also experienced in operating auxiliary services – as 
the performing arts center is defined – to maximize utilization and 
generate supporting revenues so the tax payers do not carry the full 
responsibility for financial support.

Education Special Purpose Location Option Sales Tax 
(ESPLOST) funds have been used by other Georgia school systems to 
build arts and performance venues. The funds are restricted to capital 
projects and cannot be used for school system operations, personnel, 
or programming. Unlike property taxes, the one cent sales tax applies 
to purchases by visitors to Glynn County, not just residents, creating 
a broader base for funding new facilities. The ESPLOST funding 
initiative passed through public referendum on November 3, 2009. 
Funding for the ESPLOST began January 2011 to run for five years, 
ending in December 2015. The Coastal Community Center for the 
Arts is a tier 1, pay-as-you-go project. 

The Memorandum of Understanding between the Glynn 
County Board of Education and the Board of Regents of the 
University System of Georgia for developing the Coastal Community 

“CCGA will be an active partner 
with the City of Brunswick, Glynn 
County Schools and the region’s arts and 
cultural organizations, to promote the 
arts – including attracting world-class 
performances and exhibits to the region.”

— Duane Harris

Background and Committee Charge
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Center for the Arts stipulated the Glynn County Board of Education 
will dedicate ESPLOST proceeds for acquiring, managing, 
constructing, and equipping the Center. The Board of Education 
has earmarked $19.5 million for the Center. Upon construction 
completion, the College will occupy and operate the Center as a unit 
of the University System of Georgia and as an auxiliary unit of the 
College campus, providing arts programming and education for the 
benefit of the students of the Glynn County School System as well 
as the community at large. The design of the Center is to support the 
educational and programming needs of the school system and the arts 
and programming interests of the community. The agreement also 
establishes a Center Oversight Committee to ensure that scheduling, 
operation, and maintenance of the Center meet the standards 
required by the state, the school system, the University System of 
Georgia, and the Memorandum of Understanding. The Center 
Oversight Committee will be comprised of three representatives of 
the GCSS and three representatives of the College.

A planned facility partnership agreement would relieve the 
school system of daily operation, scheduling, and maintenance of 
the Center while facilitating use of the center by the College and 
community, business, non-profit, and religious entities when school 
activities are not being held there. Financial support for the operation 
and maintenance of the Center would be secured through facility use 
fees, according to the Memorandum, to be added to ticketed events 
for which an admission fee is charged.

The primary purpose of the Center, as defined in the 
Memorandum, is “to make available significant educational 
opportunities to K-12 students and families within Glynn County. 
The residual benefit provides for education and arts access for the 
College and the community at large. The Board [of Education] and 
CCGA shall have priority access for use of the Center.” Furthermore, 
the Glynn County School Board will have use of the Center’s rooms 
and facilities for educational purposes at no cost.

Convening of the Planning Committee for Cultural, 
Arts and Lifelong Learning (CALL) Programs
Following the execution of the Memorandum of Understanding and 
the passage of the ESPLOST referendum, the College of Coastal 
Georgia Foundation moved to the next step of implementation: 
planning for facility operation, usage and possible design. 
Recognizing that programming and planned usage should influence 
and inform architectural design and facility features, the Foundation 
established an ad hoc planning committee, in partnership with 
the College, for the express purpose of conducting needs/demand 

analyses and planning for the introduction of new programming in 
the arts, cultural affairs and personal development in conjunction 
with construction of the Coastal Community Center for the Arts. 

Chaired by Trustee Anita A. Timmons with Trustee Willou 
Smith as vice-chair, core membership of the Planning Committee 
included representatives from the school system and arts and cultural 
organizations as well as the general community. The committee was 
convened effective January 1, 2011.

In its planning role, the Committee was charged to: 
•	 Develop a plan for arts, culture and lifelong learning 

programming that is responsive to school system, College 
and community interests (e.g., visual arts, a theater series, 
summer master class programming, classical performances, 
professional enhancement curriculum, etc.); 

•	 Undertake cost and utilization analyses to determine 
the affordability and ongoing viability of the various 
programming options and alternatives; 

•	 Plan for the resourcing of the programming and leadership 
to ensure that the programming is sustained long term; 

•	 Consider the future focus and designation of certain 
buildings and facilities planned for or already on campus 
to ensure that these facilities are working in concert with 
the new arts center; and 

•	 Issue a report by December 31, 2011 detailing findings 
and recommendations relative to the above. 

The committee’s approach was to convene and synthesize 
the thinking of a broad range of key stakeholders representing 
constituencies across the area, as well as respected professionals in 
regional performing arts center planning and programming. 

Working through the Committee, the ultimate goal of the 
Foundation and the College is to greatly expand quality arts, cultural 
and personal development offerings in the Coastal Georgia region in a 
fashion that is both affordable and sustainable. The College is to serve 
as a host, cultivator and supporter of existing organizations and future 
programming, not as the provider of the programming.

The formation of the committee was announced December 2, 
2010, at the concert performed on campus by Maestro Luis Haza, 
accompanied by pianist Orlando Alonso, to benefit cultural and 
performing arts programming at the College of Coastal Georgia.

Background and Committee Charge
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In Education

The Glynn County Board of Education articulated in ESPLOST II talking points 
and in the Memorandum of Understanding the significant importance and 

value that quality arts education and programming provide for students in the K-12 
education system in Glynn County. Their position is supported by national public 
policy as well as published research and numerous studies.

In his October 17, 2011 blog posted on the U.S. Department of Education 
website,2 U.S. Secretary of Education Arne Duncan stated:

“As core academic subjects, the arts and 
humanities equip young persons with the capacities to 
learn from the past, question the present, and envision 
new possibilities for the future. They are essential to a 
well-rounded, P-12 education for all Americans…The 
study of drama, dance, music, and the visual arts helps 
students explore realities that cannot be summarized 
simply or even expressed in words or numbers.

“A well-rounded curriculum that embraces the 
arts and humanities is not a luxury but a necessity 
in the information age. Young people need to be 
able to decipher complex digital communications; to 
appreciate and demand good design in their lives, 
communities,  and the marketplace; to not be fooled 
by superficial aesthetics that appeal to the senses while 
masking half-truths or worse;  and to turn the tables on 
technology by becoming skilled creators and not merely 
consumers of information.”

In an August 2009 letter to school and education community leaders,3 he wrote: 
“At this time when you are making critical and far-reaching budget and program 

decisions for the upcoming school year, I write to bring to your attention the importance 
of the arts as a core academic subject and part of a complete education for all students. 
The Elementary and Secondary Education Act (ESEA) defines the arts as a core subject, 
and the arts play a significant role in children’s development and learning process.

“In June, we received the 2008 National Assessment of Educational Progress 
(NAEP) in the Arts results for music and visual arts. I was reminded of the important 
role that arts education plays in providing American students with a well-rounded 
education. The arts can help students become tenacious, team-oriented problem solvers 

2 http://www.ed.gov/blog/2011/10/the-arts-and-humanities-in-a-well-rounded-education/
3 http://www2.ed.gov/news/pressreleases/2009/08/08182009a.pdf

The Importance of Arts and Cultural Programming  
in Education and the Community
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who are confident and able to think creatively. These qualities can 
be especially important in improving learning among students from 
economically disadvantaged circumstances.” 

The importance of arts in the contemporary American education 
system is documented by diverse research. The Arts Education 
Partnership (AEP), a national coalition of over 100 arts, education, 
business, philanthropic and government organizations, published a 
159-page compendium in 2002 of 62 studies, with summaries and 
commentaries, demonstrating the impact of dance, drama, multi-
arts, music, and visual arts in student learning and development: 
Critical Links: Learning in the Arts and Student Academic and 
Social Development (ISBN 1-884037-78-X). An earlier (1999) AEP 
publication, frequently cited, is Champions of Change: The Impact 
of the Arts in Learning edited by Edward B. Fiske, former Education 
Editor of the New York Times. The AEP Partnership is administered by 
the Council of Chief State School Officers and the National Assembly of 
State Arts Agencies, through a cooperative agreement with the National 
Endowment for the Arts and the U.S. Department of Education. 

The U.S. Department of Education’s teacher update (August 
26, 2004) titled “Improve Student Performance”4 states: “In addition 
to studying the arts for their own sake, experiencing and making 
works of art benefits students in their intellectual, personal, and social 
development, and can be particularly beneficial for students from 
economically disadvantaged circumstances and those who are at risk of 
not succeeding in school. Research studies point to strong relationships 
between learning in the arts and fundamental cognitive skills and 
capacities used to master other core subjects, including reading, writing, 
and mathematics.” 

In assessing the importance of arts in education, the potential 
for positively impacting economically disadvantaged or disengaged 
students is particularly noteworthy.

In the Greater Community
“To encourage literature and the arts is a duty which every good citizen 
owes to his country.” (George Washington, 1732-1799; 1st President of 
the United States)

“The great law of culture is: Let each become all that he was created 
capable of being.” (Thomas Carlyle, 1795-1881; Scottish essayist, 
historian, philosopher and teacher)

In analyzing the results of the 2002 Survey of Public 
Participation in the Arts, the National Endowment for the Arts 
(NEA) demonstrated a correlation between arts participation and 
civic engagement. In the preface to The Arts and Civic Engagement: 

4  http://www2.ed.gov/teachers/how/tools/initiative/updates/040826.html

Involved in Arts, Involved in Life,5 Dana Gioia, then chairman of 
the NEA, wrote: “Put simply, Americans who read books, visit museums, 
attend theater, and engage in other arts are more active in community life 
than those who do not…Healthy communities depend on active citizens. 
The arts play an irreplaceable role in producing both those citizens and 
communities.”

The survey, conducted by the U.S. Census Bureau, interviewed 
17,135 adults ages 18 and older concerning participation or 
attendance in an arts or cultural event activity during the 12-month 
period ending August 2002.6 Key findings included:

•	 Readers and arts participants are more than twice as likely 
to volunteer in their communities. 

•	 Half of all performing arts attendees volunteer or do 
charity work, compared with less than 20% of non-
attendees.

The Urban Institute’s Arts and Culture Indicators in 
Communities Project7 is designed to inform policymakers about the 
role arts and culture play in affecting neighborhood conditions and 
impacting community building. Their basic premises are: 

•	 a healthy place to live includes opportunities for and the 
presence of arts, culture, and creative expression; 

•	 arts, culture, and creative expression are important 
determinants of how communities fare; and 

•	 understanding U.S. communities is inherently impossible 
without including these important perspectives.

Studies published by The Urban Institute include Culture 
Counts in Communities: A Framework for Measurement (Maria 
Roasrio Jackson, Joaquin Herranz; 2002) and Cultural Vitality 
in Communities: Interpretation and Indicators (Maria Rosario 
Jackson, Florence Kabwasa-Green, Joaquin Herranz; 2006). 

Expanded capacity for empathy, cognitive growth, social 
bonding and community cohesiveness were cited as some of the 
intrinsic benefits with value to society in the RAND Corporation 
report commissioned by The Wallace Foundation, Gifts of the 
Muse: Reframing the Debate about the Benefits of the Arts (Kevin 
McCarthy, Elizabeth Ondaatje, Laura Zakaras, Arthur Brooks; 2004).

The Major University Presenters (MUP) Value and Impact 
Study, a collaborative research effort conducted by WolfBrown 
and commissioned in 2005 by a consortium of 14 large university 

5  NEA Research Publication #01B; November 2006. http://www.nea.gov/pub/
civicEngagement.pdf

6  Ibid.
7  http://www.urban.org/projects/cultural-vitality-indicators

The Importance of Arts and Cultural Programming  

in Education and the Community
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performing arts presenters to assess the intrinsic (life enriching) 
impacts of live performance, explores the transformation of 
individuals and communities through arts experiences: “The true 
impact of performing arts experiences is what happens to individual 
audience members when the lights go down and the artist takes 
the stage – and the cumulative benefit to individuals, families and 
communities of having those experiences available night after night, 
year after year.”

Among the impact constructs identified and indexed by the research:
•	 Intellectual stimulation (mental engagement and cognitive 

traction);
•	 Emotional resonance (intensity of response, degree of 

empathy, emotional therapeutic value);
•	 Spiritual value (transcendent, inspiring or empowering 

experience);
•	 Aesthetic growth (exposure to new style or type of art); 

and
•	 Social bonding (connecting with others, celebrating 

cultural heritage or learning about other cultures, 
developing new insight on human relations).

Arts and culture are recognized, then, as being instrumental in 
creating connected, engaged, and empathetic citizens who participate 
in civic life. Arts and culture are tools for creating vibrant, cohesive 
communities. 

In the Local Community
With bountiful sunshine and its coastal location, the Golden 
Isles are recognized as a family retreat and retirement haven for 
artists, authors, educators, and performers as well as successful 
business people and public figures. The resulting pastiche of 
arts and culture reflects the eclectic tastes and expectations of a 
wide spectrum of transplants superimposed on established local 
traditions. 

The public debate about the future of the Neptune Park 
waterfront between the pier and the St. Simons Lighthouse resulted 
in a group of concerned citizens organizing a roundtable discussion 
in May 2004 that included leaders of Glynn County cultural 
institutions. The focal point was the desire to build a waterfront 
performance space to benefit the community as a whole and expand 
the cultural programs available in Glynn County.8

8  ATELIER Kathleen Brown, Glynn County/Brunswick Cultural Needs Assessment, 
Assessment Report Appendices, Appendix F: 2004 Glynn County/Saint Simons 
Preliminary Cultural Needs Assessment

Subsequently, the Land Trust engaged a consulting firm, 
ATELIER Kathleen Brown, to conduct a cultural needs assessment, 
which was initiated in 2006. The conclusions of that report,9 
presented in January 2007, emphasized:

•	 the richness and variety of creative talent already in the 
area;

•	 a “potentialized” cultural location with a greater-than-
anticipated appreciation for diverse cultural experience; 

•	 regional priorities emphasizing youth and education, 
universal access and appeal of cultural resources, 
appropriate and flexible space and facilities, and need for 
partnerships/collaboration to enhance programming and 
funding;

•	 aspirations exceeding the actual arts consumer population; 
•	 recognition that culture is integral to successful commerce; 

and 
•	 a need for professional cultural resource administration 

and marketing, operating with the support of the region’s 
commercial interests.

In 2009, the Golden Isles Arts and Humanities Association 
(GIAHA), in collaboration with other Glynn County cultural 
organizations, surveyed approximately 400 residents concerning 
cultural preferences and interests:10

•	 92.5% of the respondents agreed the arts and 
humanities play a valuable role in their lives;

•	 94.7% agreed the arts and humanities play a valuable 
role in the community; and

•	 60.4% responded cultural events are extremely 
important to the community and 29.8% responded 
they were very important.

A quick review of links and calendar events currently maintained 
by the Golden Isles Arts and Humanities Association (www.
goldenislesarts.org )lists over 21 visual arts, performing arts, and 
history/heritage organizations – exclusive of retail art galleries, schools 
and libraries, churches, and historic and cultural sites – in Glynn 
County.

As an Economic Influencer
In addition to the impact of arts and culture in education and 
in creative community socialization, they are increasingly being 

9  ATELIER Kathleen Brown, Glynn County/Brunswick Cultural Needs Assessment
10  Glynn County Cultural Organizations Survey
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researched and recognized as a positive economic influencer at the 
national, regional, state, and local levels.

The University of Pennsylvania’s School of Social Policy 
and Practice began the Social Impact of the Arts Project (SIAP) 
in the mid-1990s to examine the impact of the arts and culture 
on community life, focusing on the relationship of the arts to 
community change and strategies for arts-based neighborhood 
revitalization and social inclusion.11 

The NEA Research Note #102 published in April 2011, Time 
and Money: Using Federal Data to Measure the Value of Performing 
Arts Activities,12 examined data from federal sources such as the U.S. 
Economic Census and the Bureau of Labor Statistics. Findings included:

•	 The U.S. performing arts industry is supported by nearly 
8,840 organizations with a total of 127,648 paid workers. 
These organizations generate nearly $13.6 billion in annual 
revenues, according to the most recent estimates.

•	 The not-for-profit sector alone accounted for 45% of these 
organizations and 58 percent of their paid workers. Total 
annual revenue and expenses of not-for-profit performing 
arts groups were $5.6 billion and $5.2 billion, respectively.

•	 In 2009, the most recent year for which estimates were 
available, Americans spent $14.5 billion on tickets to 
performing art events.

The Southern Growth Policies Board is a 30-year-old 
consortium of southern governors, state legislative leaders, business 
leaders, higher education leaders, and citizens which analyzes current 
economic trends to assist Southern communities in planning for 
future opportunities. During their August 16, 2011 webinar, The 
Economics of Creative Industries,13 Stuart Rosenfeld of Regional 
Technology Strategies, Inc. identified contributions to regional 
economies by creative industries, noting they are:
•	 Undervalued sources of regional growth and jobs generation;
•	 Attractions for businesses, tourists, and talent; and
•	 Sources of inspiration and innovation in other business 

segments/industries.

11  http://www.sp2.upenn.edu/siap/
12  http://www.nea.gov/research/Notes/102.pdf
13  http://www.southerngrowth.com/webinars/STF_ResourceGuide/

STFCreativeEconomies.pdf

One of the barriers to taking advantage of the creative economy, 
according to the Southern Growth Policies Board, is perception of 
arts in terms of cultural, rather than economic, value.

In discussing a South Arts regional research project, Creative 
Industries in the South,14 Allen Bell presented regional data for the 
states of Alabama, Florida, Georgia, Kentucky, Louisiana, Mississippi, 
North and South Carolina, and Tennessee based on the 2007 
Economic Census of the U.S. Census Bureau. Generating over $14.4 
million in wages and employing over 1.167 million people, the 
creative industries represent one of the largest industry clusters for 
the South, meriting additional emphasis on developing the creative 
industries and creative workforce. Policy considerations presented 
during the August 16 webinar included:

•	 Build nonprofit arts, culture, and humanities sector; and
•	 Support policies and funding levels for local and state arts 

agencies to maximize their ability to expand the creative 
industries.

According to the South Arts profile of Georgia, the non-profit 
arts, cultures and humanities organizations filing IRS Form 990 
reported $461 million in annual revenue and $1.7 billion in assets.

The report, College Degree Access for Coastal Southeast Georgia 
(Morgan, 2007), noted that arts, entertainment, and recreation had 
been identified by the Governor’s Commission for a New Georgia 
Strategic Industries Task Force Final Report (Atlanta, 2004) as one of 
the strategic industries upon which Georgia’s economic future should 
be built. The construction of the Coastal Community Center for 
the Arts and the potential increase in arts and cultural programming 
will meet a demonstrated need. It will support state objectives for 
economic development through jobs generation, cultivation of 
tourism, and community revitalization.

14  http://www.southarts.org/site/c.guIYLaMRJxE/b.6470585/k.BBE8/Creative_
Economies.htm
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During its year of planning and deliberation, the committee met nine times, gathering 
information, learning from experts and setting priorities. Following is a summary of 

each of the meeting discussions. More detailed documentation and supporting materials are 
available through the College’s website.

Meeting 1 – January 14, 2011
College President Valerie A. Hepburn briefly recapped the College’s 2008 strategic 
planning effort, which culminated in a master plan following a 10-month process of 
needs’ assessment and identification of stakeholders. She noted the consistent theme of 
arts, culture, and lifelong learning which emerged during that process, overlapping the 
Glynn County Public Schools interest in creating an arts center. Recognizing that size of 
market and affordability would be ongoing concerns for an arts center, discussions explored 
potential for a College location with K-12 as the primary user group. Dr. Hepburn 
emphasized the dialogue was based on value-added programming rather than duplication 
of any facilities or programs that already exist. Recapping the sequence of events following 
those discussions, Dr. Hepburn chronicled the passage of ESPLOST II in 2009 by Glynn 
County voters, with collection of the one cent sales tax beginning this month, and the 
signing of a memo of agreement between University System of Georgia Regents and the 
Glynn County School Board. 

Howard Mann, Superintendant of Glynn County Schools, provided handouts and 
a presentation analyzing potential ESPLOST II receipts and projections for the specified 
projects to be funded. 

•	 The Coastal Community Center for the Arts is defined as “pay-as-you-go.” 
•	 John Tuten is the school system architect who will be designing the arts center, 

considering input from CALL Committee members with appropriate expertise 
as well as the programming recommendations before finalizing the architectural 
plan. (The example was cited of extensive teachers’ involvement in the planning 
for the new Brunswick High School.) 

•	 A 55,000 square-foot fine arts facility is projected to cost nearly $20 million to 
build. 

•	 ESPLOST II revenue projections, as presented, were conservative and subject to 
change. 

•	 Because the one cent sales tax is a local initiative, the community should be 
encouraged to buy locally – in Glynn County – to support the initiative. 

•	 Tourism and real estate sales are additional factors influencing regional revenues. 
•	 Two to three years of planning will be required before even breaking ground 

to assure a superior facility with flexibility to accommodate the performance/
display needs of identified users. 

Summary of Meetings and Areas of Exploration
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During the course of the presentation, discussion included: 
•	 Cultivating and developing programming now that can later expand, moving into the arts 

center. 
•	 Planning in priority groups – related programming that could be subtracted or added as 

funding and facility design progress. 
•	 Generating community excitement and enthusiasm through transparency, including 

public forums for community input to ensure the programming will meet (or exceed) their 
expectations and generate their participation. 

•	 Not cannibalizing existing facilities that are successfully operating in their specific niche. 
•	 Acting as a catalyst, by the College providing location, collaboration, and coordination. 
•	 Setting qualitative benchmarks for the plan that serve as indicators for success or 

modification. 
•	 Including other College classroom space, athletic facilities, and residential student housing 

to support summer camps, tournaments and competitions. 
•	 Developing a core of arts courses at the College over time, in support of the College mission, 

but not anticipating the College will hire faculty to become a fine arts school specifically to 
support the arts center. 

A consensus developed that exposure to the arts and to diverse cultural experiences was important 
for the community’s youth, would enhance perception of the region, and would generate new jobs and 
revenue. General planning principles and parameters were identified at this meeting (reference Chapter 
VII, page 27 of this report).

Meeting 2 – February 2, 2011
The following presentations of needs assessments and demographic studies were shared with the 
committee: 

•	 GIAHA: Overview of the Glynn County Cultural Needs Assessment (2006) and Glynn County 
Cultural Organization Survey (2009) by Heath Heath. 

•	 BGICVB: Excerpts from the Brunswick & the Golden Isles BrandPrint (2010) created by 
ESRI and reviewed by Susan Kelly and Scott McQuade. 

•	 Glynn County School System: Master Plan Summary (February 2011) by Superintendent 
Howard Mann. 

•	 Archway, Altama Transformation Corridor: Executive Summary of the Glynn County Archway 
Partnership Growth Task Force (GTF) white paper (August 2010) for the Altama Community 
Transformation (ACT) District by Mary Beth Chew. Ms. Chew also briefly outlined the 
University of Georgia Archway Partnership’s scope of services for the committee. 

•	 University System of Georgia: “Morgan Report” to the Chancellor, College Degree Access for 
Coastal Southeast Georgia (December 2007) by Dr. Valerie Hepburn. 

During the discussion of the GIAHA studies, Chair Timmons and Dr. Hepburn reiterated the 
purpose of the CALL Committee is not coordination or consolidation of local arts organizations, but 
rather, collaboration. Further discussion referenced the interest in surveying a broader demographic 
spectrum of the community. 

Summary of Meetings and Areas of Exploration
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Meeting 3 – March 2, 2011
Committee members reviewed presentations of successful programs by Dr. Clyde LeTarte, Retired 
College President, The Potter Center, Jackson Community College, Michigan; Kathy Whitehead, Vice 
President, Board of Directors, Highlands-Cashiers Chamber Music Festival, North Carolina; and Dr. 
Mark Whitehead, Board Member, Center for Life Enrichment, Highlands, North Carolina. 

During the ensuing post-presentation discussion, the concepts of destination planning built 
around a festival or elder hostel participation in scheduled CLE courses were noted. 

Meeting 4 – April 6, 2011
Dr. George Foreman, Director of Performing Arts, University of Georgia (former director, Norton 
Center at Centre College, Danville, KY), served as the meeting facilitator. Committee members listed 
program preferences for the proposed center:

•	 Large art exhibits 
•	 Youth symphony and music camp 
•	 Summer series, such as a theatre or dance company in residence 
•	 Entertainers and pop artists, such as Willie Nelson or the Marine Corps band 
•	 Chamber music 
•	 Dance, particularly ballet 
•	 Simulcasts 
•	 Academic connections (Dr. Foreman noted that the University of Georgia School of Music 

stages 175 concerts annually in the performing arts center.) 
•	 Master classes by ensemble group members or soloists 
•	 Touring Broadway shows 
•	 Community theatre productions 
•	 Symphony, including guest performers 
•	 Community cultural events 
•	 Speakers 
•	 Community chorus and school show choir performances 
•	 Lifelong learning opportunities
 
Dr. Foreman elaborated on the Centre College focus, wherein the Norton Center was viewed as 

enrichment of student life and an experience for all students. He emphasized public school students as 
stakeholders in the performing arts center. Constituencies articulated by the committee: school system, 
College, community, and tourists.

Ensuing discussion centered on the budgeting process, including determining ticket costs. In 
discussing ticket prices, Dr. Foreman recommended keeping ticket prices elastic, “top dollar for top 
shows,” because contrary to expectations, the most expensive tickets/seats sell first. “Better to start 
high,” he said, citing his personal axioms: 

1. “You can’t charge too much if it is something they want to see.” 
2. “If they don’t want to come, you can’t stop them.” 
3. “If you build it, they will come – but only if you have a good program.” 

He did not recommend budgeting based on sponsorships or corporate underwriting. “Instead, you 
need to create a product that can compete in the marketplace for people’s attention,” he stressed, “recognizing 
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there’s a lot of competition for their time and dollars.” In the end, based on his experience, programming will 
pay for itself if properly priced, but it will not pay for the center’s operation. “The institution will have to pay 
the day-to-day operational costs.” Options to help cover operations could include charging a percentage of 
ticket price for community-sponsored activities, such as $1/ticket, to help defray expenses.

In structuring a season, Dr. Foreman stated that credibility requires critical mass, a schedule of 
eight performances, for instance, based on one per month from October through May. The eight events 
can include cultural programs; programming does not have to be exclusively entertainment. 

Meeting 5 – May 4, 2011
Dr. Hepburn asked committee members to summarize key “learnings.” 

•	 Capital cost may be higher than budgeted to achieve key features; although ESPLOST 
revenue is still an issue, construction costs are lower in the current economy.

•	 Operating costs will not be fully covered by income generated through programming.
•	 Capacity for optimal programming should be circa 1,400 seats.
•	 Design and space should be distinctive – cannot be mediocre; value-to-cost ratio important 

in prioritizing features; programming dictates design.
•	 Operating a performing arts center requires expertise in management as well as in technical 

features such as lighting and sound.
•	 A newly-engaged Golden Isles Convention & Visitors Bureau holds promise for promotion 

of programming as a destination highlight.

A list of priorities for the proposed performing arts center was compiled: 
•	 Gallery space for traveling exhibits 
•	 Main stage large enough to accommodate full orchestra, orchestra with chorus, orchestra or 

chorus with pianos on stage, musicals and dance productions, school show choirs in addition 
to smaller master classes and music camps 

•	 Fly and pit 
•	 Alternative small stage (black box theater; circa 150 seats) 
•	 Accommodate school functions (larger than Glynn Academy Auditorium @ 650 seats, 

Brunswick High School @ 500 seats, Historic Ritz Theatre @ 440 seats) 
•	 Practice/rehearsal rooms 
•	 Space that can be rented for cocktail parties, receptions 
•	 Target seating capacity of 1,400 for main stage 
•	 Ballet requires stage, wings, special floor, storage for that floor 
•	 Acoustic design and engineering 
•	 Concessions/arts café 
•	 Catering kitchen 
•	 Parking access 
•	 Broadway theatre (perhaps a later phase of programming) 
•	 Contemporary performers 
•	 Closed circuit/Simulcast capabilities 
•	 Dressing rooms and green room, including laundry facilities and showers 
•	 Loading dock with back-of-stage access 
•	 Storage (instruments, set pieces) 

Summary of Meetings and Areas of Exploration
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•	 Set-construction space 
•	 Film projection capabilities 
•	 Facilities to support conference assemblies but not competitive with planned Jekyll Island 

conference center 

Classrooms and small lecture space does not need to be included within the performing arts center 
building, as they are available through the adjoining campus facilities. 

The following items were listed as meriting research and/or inclusion as framing statements: 
•	 Vision statement 
•	 Prioritizing of goals 
•	 Architectural vocabulary (complementary styles/themes) 
•	 Financial value of arts to the community 
•	 Events-oriented destinations as travel-magnets 
•	 Goal(s) of program enhancement 
•	 Avoidance of duplication - existing facilities and programming 
•	 Analysis, including cost, of how to improve the current space at the Southeast Georgia 

Conference Center 
•	 Research on changing audience demographics 

Meeting 6 – June 29, 2011
A series of reports were reviewed by the committee members:

•	 Architectural Vocabulary (excerpt from the College’s Strategic Master Plan) 
•	 Cultural Arts Organizations/Facilities in Camden, Glynn and McIntosh Counties 
•	 List of Regional Annual Festivals 
•	 Touring Series in Southeastern U.S. (12-month snapshot) 
•	 League of American Orchestras’ Audience Demographic Research Review Executive Summary 

(December 10, 2009; web address for complete report provided) 
•	 Selection of Georgia Comparables (with regional map) 
•	 Data re Current Staffing, 2010-11 Budget, and Ticket Sales (5 seasons) for the Potter 

Center, Jackson Community College 
•	 WolfBrown Study Commissioned by 14 Major University Presenters: Assessing the Intrinsic 

Impacts of a Live Performance (January 2007) and Resource Guide 
•	 List of Recent National Endowment for the Arts Research Reports (with web address) 
•	 Talking Points: Glynn County School System and the College of Coastal Georgia 

Partnership for Development and Operation of the Coastal Community Center for the Arts 

The committee consensus was to recommend: 
•	 Following the architectural and landscape vocabulary established for the campus; and 
•	 Incorporating the talking points in the committee’s final report. 

Dr. Hepburn presented the previously-circulated draft of the Vision and Priority Goals. The 
committee amended language in the final goal to provide more flexibility for strategies necessary to 
achieve the goals: “Construction of a facility with maximum value and utility and high artistic quality 
within the budget allowed through ESPLOST II and/or any other funding sources.” 

Summary of Meetings and Areas of Exploration
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Meeting 7 –September 21, 2011
Robert Long, Theatre Consultants Collaborative, Chapel Hill, North Carolina, served as the meeting 
facilitator as the committee members focused on identifying and discussing structural components 
impacted by programming priorities and potential financial constraints. John Tuten, architect for 
the Glynn County School System, and Al Boudreau, Executive Director of Operations for GCSS, 
participated in the meeting.

Mr. Long commended the committee for their advance planning efforts, noting that public-
private partnerships such as proposed for the Coastal Community Center for the Arts represent the 
future of the arts. He also stressed the continuing importance of the arts: people acknowledge being 
part of a community by attending arts performances and exhibits, churches, and restaurants. His stated 
goals for the presentation were to help the committee create a common vocabulary for discussing the 
Center’s features and quantify potential costs based on design elements. He described the triangle the 
committee would work within: variables of cost, square footage, and quality define the product.

        

According to Mr. Long, the three design features that currently cause buzz in arts center design 
are architecture, acoustics, and the number of stalls in the women’s restrooms. Additional design factors 
are the uniqueness of space (little is functionally repetitive), height variances, acoustical quiet outside 
specific practice and performance space, and circulation of people.

Following Mr. Long’s presentation, the committee reviewed programming options, noting that 
opera/light opera should be specifically added to the mix. The consensus was to avoid prioritizing until 
public feedback had been received.

Dr. Hepburn and Peggy Golden listed the upcoming opportunities for public feedback and 
invited committee members to attend as they are able:

•	 September 27, 10 a.m., Symphony Society Fall Meeting, St. Simons Island
•	 October 4, 5:30-7 p.m., Stembler Theatre, Campus Center, College of Coastal Georgia, 

Brunswick
•	 October 27, 5:30-7 p.m., Casino, Neptune Park, St. Simons Island

The committee reviewed and adopted the proposed content outline for the Report of the Planning 
Committee for Cultural, Arts and Lifelong Learning (CALL) Programs. 

Meeting 8 – November 2, 2011
Dr. Hepburn discussed public feedback and the results of the Symphony Society and October focus 
groups. She shared the results of the 113 completed ballots, including suggestions for additional 
programming not listed on the ballot, such as film festivals and non-classical music festivals. The 
tabulated results will be included in the final report. She noted surprising inquiries for small meeting 
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space during the public sessions, indicating a failure to differentiate between the concept of a 
convention center and a performing arts center.

Committee members provided feedback concerning the draft report content. Robert Klem 
expressed concern that the report did not detail the planned use by the Glynn County School System. 
Millard Allen and Nathaniel Roper expressed concerns that such detail could limit the vision and 
eventual use of the space. Dr. Hepburn stressed that K-12 programming and use of the facility by 
the school system and the College were not the purview of the committee, which was charged with 
programming recommendations for when the facility was specifically not in use by those stakeholders. 
She and Mr. Allen also noted that priority of use was clearly stated in the Memorandum of 
Understanding, with an Oversight Committee to review and assure compliance.

Following further committee discussion concerning the optimal size of the orchestra pit, type 
of scrim, hollow stage, importance of a qualified and seasoned manager, and average ticket price, 
the committee agreed to forward any further concerns, clarifications and recommendations to Peggy 
Golden by November 7. The report will be distributed to committee members by November 18. The 
committee will meet December 7 to finalize and formally adopt the report for printing and distribution 
prior to December 31, 2011.

 
Meeting 9 – December 7, 2011
Chair Timmons thanked the committee for their work during the past year, observing that the 
proposed recommendations would be sowing seeds for a future harvest. Howard Mann and Millie 
Wilcox spoke to the unique levels of educational opportunities, collaboration and support within the 
community. Luis Haza and Clyde LeTarte commended the Board of Education.

Dr. Hepburn reviewed the report format and content, reiterating that ESPLOST collections will 
determine the final size of the Coastal Community Center for the Arts, but there will be opportunities 
to augment the design and construction by private benefactors. The committee voted unanimously to 
approve the report and recommendations. 

As she adjourned the meeting, Chair Timmons reminded committee members of their continuing 
responsibility to serve as advocates for the Coastal Community Center for the Arts.

Summary of Meetings and Areas of Exploration
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The committee invited the following individuals to make detailed presentations 
concerning facilities and programming: Dr. George Foreman, Director of 

Performing Arts, University of Georgia and former director, Norton Center at Centre 
College, Danville, KY (April 6, 2011); Dr. Clyde LeTarte, Retired College President, The 
Potter Center, Jackson Community College, Michigan (March 2, 2011); Robert Long, 
Theatre Consultants Collaborative, Chapel Hill, North Carolina (September 21, 2011); 
Kathy Whitehead, Vice President, Board of Directors, Highlands-Cashiers Chamber 
Music Festival, North Carolina (March 2, 2011); and Dr. Mark Whitehead, Board 
Member, Center for Life Enrichment, Highlands, North Carolina (March 2, 2011). 

Dr. Clyde LeTarte, The Potter Center, Jackson Community College, Jackson, MI:
The Potter Center facility features: 
•	 Three theatres 
•	 Lift/orchestra pit 
•	 Sound, light boards for each theatre 
•	 Acoustically designed and engineered 
•	 Adjacent to business/conference center 
•	 Restaurant
•	 Rehearsal space 
•	 Scene shops with storage space for stage sets 
•	 Costume shop with laundry facilities 
•	 Dressing rooms 
•	 Dance studio with special flooring, mirrored 

walls and dance bars (also used for rehearsal 
space) 

•	 Lobby provided gallery space 

Staffing required to operate the complex includes a 
theatre manager, a conference manager, and a sound/
lights technician. Box office operation is shared with 
other community entities using the complex to stage 
their programs. 

Dr. LeTarte shared some of the budget issues the Potter Center experienced, not 
only during his tenure but continuing since his retirement. Ticket sales only pay for 
the performers and do not always cover 100% of the performance fees. Operational 
costs are underwritten by Jackson Community College’s general budget. In other 
words, ticket sales and rental fees do not cover the expense of operating the center – it 
is not a break-even proposition. Operational functions such as cleaning, management 
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of the center, sound and lighting are accomplished by college staff, 
which also means paying for overtime, etc. Tiered rental rates for use 
by non-college entities favor community organizations; operating 
expenses are included in rates quoted to non-community entities. 
Restaurant revenue can pay food costs, but would not pay labor costs 
associated with the program. A restaurant can generate community 
goodwill and provides opportunities for relationship-building in 
addition to providing experiential learning for culinary arts students. 
The Potter Center promotes development opportunities for the 
college through relationship cultivation, including after-show meet 
and greets with performing artists and community members.

Core programming for the Potter Center consists primarily of 
touring shows and performances. Student show choir performances 
are the most popular community offering. His observations included 
scheduling rehearsal time/space carefully to avoid impacting facility 
use negatively.

Dr. LeTarte stressed the significant difference between an 
auditorium and a performance center, especially in terms of acoustical 
requirements. In his estimation, Glynn County lacks a unifying 
center to bring all the various arts and cultural opportunities together 
and the College of Coastal Georgia provides a superb central location 
for achieving that objective through the proposed performing arts 
center. 

Kathy Whitehead, Highlands-Cashiers Chamber Music Festival, NC: 
The festival in Highlands-Cashiers is 30 years old, providing 
high-quality chamber music for six weeks in season. The festival 
collaborates with the local Center for Life Enrichment to offer classes 
which enhance the chamber music experience during the festival. 
One third of the budget is raised by Feasts (special dinners in private 
homes with a per person donation; the host stages and their expense 
is a contribution to the festival). Underwriter(s) for each concert 
make the critical difference in enabling the festival to break even. 

Dr. Mark Whitehead, Board Member, Center for Life Enrichment, 
Highlands, NC: 
This lifelong learning and enrichment series, which is about 15 years 
old, is staffed by an executive director and volunteers who are heavily 
involved in staging the classes and programs, including serving as 
facilitators. The program generates revenue and is more than self 
sustaining. The program is designed to not duplicate subject matter 
readily available through other sources in the community. The 
participants are not tourists, but primarily second-home residents 
during the summer season - predominantly older and female. Classes 

typically last two hours and are customarily scheduled Monday-
Friday during daylight. Cooking classes and bridge instruction are top 
draws. Dr. Whitehead envisions a similar series in this community, as 
a winter activity, would be attractive to the second-home population. 

Dr. George Foreman, Director of Performing Arts, University 
of Georgia and former director of the Norton Center at Centre 
College, Danville, KY:
Dr. Foreman stressed that acoustics should be a critical planning 
principle in the center’s design and a grand piano should be an 
integral component of outfitting the arts center. He gave examples of 
requirements for different types of performances. Touring Broadway, 
for instance, requires a large stage with a minimum 60-foot fly space, 
lighting and sound systems, a pit with a lift, and a scheduled run of 
1-3 nights. Symphonic performances require baffles or a sound shell.

To answer the question of optimal ticket price, Dr. Foreman 
provided the example of a touring show in the $35,000-$40,000 
range. The expected guarantee would be $33,000. Additional 
expenses include marketing (ads, billboards, etc., estimated at 
$8,000), stage crew (35-50 people at $15/hour, estimated at $5,000; 
an opportunity to train and pay students), backstage catering, and 
“front of house” (ushers, ticket takers, some box office expense.) 
Approximately 50% of the company cost should be added on for 
these anticipated expenses. The company will also charge a royalty 
on gross sales, typically 12%, and require a split of the net sales, 
typically 70% to 30% with the company keeping the larger portion 
of the ratio. As result, tickets would need to be in the $60-$85 range 
for such a performance in a 1,200-1,500- seat theatre. When some 
committee members expressed doubts about ticket prices in that 
range for this community, Dr, Foreman countered with “What is 
your vision? You will never go further than your vision can see.”

Dr. Foreman’s rule of thumb is to budget based on 60-70% 
of house. At 70%, a 1,400-1,500-seat theatre would be expected 
to sell 900 tickets. He recommended securing Atlanta Symphony 
concerts a couple of times annually with well-recognized guest 
soloists as a performance series that would appeal to this community. 
He prices those tickets @ $55 in Athens and commended the 
Atlanta Symphony for quality of relationship as well as for quality 
of performance and accompanying guest soloists. He reminded 
the committee members that armed service bands tour and do not 
charge; tickets cannot be sold for their performances, but provide an 
opportunity to offer a free annual concert for the community. 

He noted audience differences between the Norton Center 
in Danville and the UGA performing arts center in Athens. At the 

Overview of Expert and Public Opinion



Report of the Planning Committee for Cultural, Arts and Lifelong Learning (CALL) Programs
23

Norton, for instance, he might schedule a typical season of 4-6 
Broadway shows and one top-quality touring symphony, such as the 
New York Philharmonic. At UGA, he does well with six symphonic 
performances, including at least one international orchestra. He 
reiterated the importance of name recognition – “names sell.”

Working with input from the committee members, Dr. Foreman 
sketched a prospective season: 

•	 Two Broadway shows ($55,000 and $50,000, respectively) 
•	 One touring symphony orchestra ($35,000 if domestic, 

$40,000 if international) 
•	 One classical, such as a chamber ensemble or soloist 

($20,000) 
•	 One program similar to the Five Browns (five siblings, 

Juilliard-trained pianists, who play classical, jazz and 
standards) ($15,000) 

•	 One program of American popular music, such as the 
Preservation Hall jazz band or Arturo Sandoval ($15,000) 

•	 One Garrison Keillor-type speaker/performer ($40,000) 
•	 One international/pop performer ($18,000) or as an 

alternative, a ballet ensemble 

Total in programming cost: approximately $248,000 for a 
starting series. Dr. Foreman continued the pricing exercise: eight 
shows x 400 subscriptions = 3,200 tickets + 8 shows x 300 single 
tickets = 5,600 total tickets divided into $248,000 = $45 average 
ticket price. 

“That’s what it would take to cover the program expense, but 
the 900-pound gorilla in the room is that programs won’t pay for 
operations,” he reiterated. 

He concluded with a series of factors for the committee to 
consider: 

•	 A qualified staff is required to operate the fly system, lights 
and sound. 

•	 Dance requires Marley flooring, which doesn’t have to be 
permanently installed but does require storage space. 

•	 Rehearsals tie up the stages, reducing revenue 
opportunities. 

•	 To create a destination experience, include a culinary 
venue. 

•	 Art exhibits require a facility that can be locked when not 
guarded. 

•	 Alcohol sales make money. 
•	 $21 million is probably not enough money to build a 

performing arts center. 

•	 Selling ads for the season program book can generate 
money. He cited the example of a 4-color, professionally-
designed season program book costing $70,000-$75,000 
that enhanced the image of the center, established 
credibility with the audience, and one year netted 
approximately $75,000 income (ads totaling $150,000 
were sold). 

Robert Long, Theatre Consultants Collaborative, Chapel Hill, NC:
According to Mr. Long, the three design features that currently cause 
buzz in arts center design are architecture, acoustics, and the number 
of stalls in the women’s restrooms. Additional design factors are the 
uniqueness of space (little is functionally repetitive), height variances, 
acoustical quiet outside specific practice and performance space, and 
circulation of people.

Miscellaneous points:
•	 Don’t exceed 1,000 seats without building a balcony.
•	 The typical Broadway stage is 80’ wide x 30’ deep x 

70’ high. Contemporary performing arts center design 
favors 100’ wide x 40’ deep x 70’ high with a proscenium 
opening of 50’ and 25’ wings to the left and right of the 
proscenium. (Diagram is not to scale.)

•	 Public lobby space estimate: 8 sq. ft. per seat.
•	 Light opera typically includes 34-36 musicians; Broadway 

shows travel with at least 20 musicians. This impacts pit 
size.

Mr. Long provided rough estimates of cost and space 
projections, which assisted in framing the discussion. Given 
quality expectations, it is clear that the facility will not be able to 
accommodate every feature that the committee might suggest. 
Prioritization is key. 

Overview of Expert and Public Opinion
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In addition to committee presentations, three other arts center 
programming directors were interviewed by telephone: William J. 
Bullock, Executive Director, RiverCenter for the Performing Arts, 
Columbus, GA (November 7, 2011); Steve Hoffman, Executive 
Director, Norton Center for the Arts, Centre College, Danville, KY 
(June 27, 2011) and Robert Hutchens, Executive Director, Clayton 
Center for the Arts, Maryville, TN (September 12, 2011).

William Bullock, RiverCenter for the Arts, Columbus, GA:
RiverCenter was built as a co-operative venture between the state, 
city, and private donors. The primary motivators were downtown 
revitalization, spearheaded by private donors, and expansion of 
Columbus State University’s Schwob School of Music. 

With the music school housed in the center and with Legacy 
Hall serving as a school facility, operating expenses are shared. The 
Columbus Symphony Orchestra is the resident symphony, paying to 
use the Heard Theatre for three rehearsals per performance as well as 
for the concerts.

According to Mr. Bullock, RiverCenter is losing money on 
programming as well as on operation expenses. At 2,000 seats, they 
are able to attract popular Broadway shows which would not consider 
smaller venues for two or even three-night runs. But in their market, 
the third night does not sell out and he suspects the theater capacity is 
detrimental for their market. He also reports that classical music does 
not sell sufficient tickets and is a money-losing proposition, citing 
examples such as Jerry Seinfeld filling the theatre and Emmanuel Ax 
only selling 400 seats at $70/ticket – a ticket price that is a stretch 
in the Columbus market. RiverCenter is losing money on both 
programming and operations. 

Sources of operational funding:
•	 They receive a portion of the local bed tax, which is 

critical.
•	 They receive revenue for renting the facility to touring 

production companies that want to play in that market – 
their most profitable option.

•	 They include ticket surcharges to help defray operating 
expenses.

•	 The university is paying a significant portion of the 
utilities, through their foundation.

•	 They solicit corporate sponsors and private donors.
•	 The center is spending the revenue from the endowment 

and the principal is decreasing in value.

Steve Hoffman, Norton Center for the Arts, Danville, KY:
Student activity fees help underwrite the Norton Center. Programming 
can help meet the need for students’ exposure to the arts in lieu of 
increasing faculty and is multi-disciplinary by its nature. He has increased 
faculty involvement and aligned content to have more relevance to 
educational programming. He is also deepening the experience for 
the continuing education market by adding seminars to enhance the 
programs (artists in the classrooms, pre-performance interviews/lectures, 
etc.) Example: We Are What We Eat, a collaborative symposium that 
includes the hospital, a local organic food market, and the college food 
service provider, with faculty applying for grant funding to help finance. 
A broad mix of programming provides better opportunities for matching 
programs to sponsor opportunities and grants.

He is booking fewer well-known, highly expensive programs 
and building trust that the names may not be recognizable now, 
but they will be soon: more cutting edge – taking chances on future 
stars. Ticket sales inevitably drop after the inaugural season – the 
curious are satisfied. Get a mix the community will support and keep 
them involved. Community trust is a critical stakeholder issue; Mr. 
Hoffman has the advantage of an educated audience.

Robert Hutchens, Clayton Center for the Arts, Maryville, TN:
“Success is expensive.” Due to community response, the Clayton 
Center is in use night and day. The Center is losing $400,000 to 
$600,000 annually and is still not breaking even on programming. 
Mr. Hutchens cites three components of programming: productions 
(school system and college use), presentations (touring shows), and 
real estate (space rental). Public schools must pay for security and 
cleaning, but otherwise are not charged. No student activity fees are 
used to support the center, but students expect open access to what 
they perceive as a college facility. HVAC impacts issues of comfort for 
students and audience members with continuous use of the facility; 
heating, cooling, roof and general maintenance have proven to be 
far more expensive than expected. Staffing issues include cleaning 
turnover time (overtime, odd hours) between uses.

The café has proven to be a big plus. People enjoy the 
outdoor plaza pre-performance during warm weather and it has 
become popular for lunches. Sufficient seating, especially for older 
demographics, is critical; people need places to sit while dining and 
in the foyer while waiting for performances and during breaks. The 
larger the center, the more restrooms required.

Mr. Hutchens reiterated Dr. LeTarte’s point of including 
rehearsal space in the architectural design to avoid closing the main 
stage due to rehearsals.

Overview of Expert and Public Opinion
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Opportunities for Public Input
The Golden Isles Arts and Humanities Association (GIAHA), in 
collaboration with other Glynn County cultural organizations, 
surveyed approximately 400 residents concerning cultural preferences 
and interests15:

•	 74.6% of the respondents indicated they had attended a 
live music concert in the preceding 12 months;

•	 66% had attended a craft exhibition or festival;
•	 60.2% had visited an art gallery; and
•	 54.5 % had attended a theatrical performance.

When asked what kind of art and cultural programs they would 
like to see more of in the community:

•	 64.9% of the respondents stated a preference for increased 
theatre;

•	 51.1 % would like more history/heritage programs;
•	 48.1% specified museum/art gallery/exhibitions; 
•	 43.9% would add more craft exhibitions and festivals; and
•	 43.4% indicated they would appreciate more classical 

music.

In addition to the information previously gleaned in the past 
decade through local cultural needs assessments and surveys, the 
committee participated in three public meetings during autumn 2011 
to solicit input about potential programming reflecting community 
interest beyond public school and College use of the facility:

•	 September 27, 10 a.m., Symphony Society Fall Meeting, 
St. Simons Island

•	 October 4, 5:30-7 p.m., Stembler Theatre, Campus 
Center, College of Coastal Georgia, Brunswick

•	 October 27, 5:30-7 p.m., Casino, Neptune Park, St. 
Simons Island

The Symphony Society, the fund-raising entity supporting the 
efforts of the Coastal Symphony of Georgia, Inc., and the Coastal 
Youth Symphony, invited Dr. Hepburn to be the guest speaker 
for the 2011 Fall Meeting. After detailing the background of the 
Memorandum of Understanding, the ESPLOST initiative, and 
the purpose of the CALL Committee, Dr. Hepburn invited the 
audience to provide feedback through a ballot designed to reflect their 
programming preferences. This format was repeated for the October 
forums.

15  Glynn County Cultural Organizations Survey, 2009

The October dates were publicized by ads in The Brunswick 
News; press releases published in local publications’ community 
calendars; e-mail invitations to Chamber of Commerce members, 
the GIAHA and Archway data bases, patrons of the Left Bank 
Art Gallery, and board members of the Coastal Youth Symphony; 
e-newsletter articles directed to College staff, faculty, Foundation 
trustees, alumni and donors; announcement at the board meeting of 
the Coastal Symphony of Georgia; and general word-of-mouth by 
CALL Committee members.

The smaller audience attending the October forum in the 
Stembler Theatre represented a constituency of interested members 
of the College community and Brunswick residents. The final forum 
on St. Simons Island provided a small sampling of opinion from an 
island-specific constituency without specific involvement in support 
of symphony activities.

Overview of Expert and Public Opinion
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The results of preference balloting at the three public forums 
placed touring Broadway shows as the first choice of the participants, 
followed by traveling exhibits of art from a major museum, concerts 
by well-known pop or country-music vocalists, non-musical plays 
or shows by nationally known performers, ballet performance of 
popular classical works, and the local youth symphony. By thematic 
grouping, theatre and classical music programs were the most popular 
choices, but no one symphonic concert source achieved the same level 
of interest as touring Broadway or a touring popular singer. This is 
important to note when evaluating what programs would most likely 
fill 900 seats in a 1,400-seat theater.

These results did not significantly differ from responses received 
for the 2009 Glynn County Cultural Organization Survey for similar 
categories of programming.

Overview of Expert and Public Opinion

Art	  Exhibit
Regional	  
Symphony

Symphony	  &	  
Choir

Nat'l	  
Symphony Opera Simulcast Chamber CYS Ballet

Touring	  
Dance

Gospel	  
Fest

Pop	  
Concert Drama Broadway Other Subtotal

SymSoc 10250 4750 5500 4000 3750 4500 3000 5000 5250 1500 750 7000 4250 14250 250 74000
Oct	  4 3000 250 750 1250 750 0 2250 1250 2000 1500 2000 3250 3500 2750 3500 28000
Oct	  27 1750 1000 500 1500 0 1000 500 1000 500 1000 0 250 1000 1000 0 11000

Total 15000 6000 6750 6750 4500 5500 5750 7250 7750 4000 2750 10500 8750 18000 3750

Other:	  
Liturgical	  arts $500
Equestrian	  dressage $250
Film	  fesTval $1,250
Folk,	  jazz,	  bluegrass $1,250
Vocal	  w/instrument $250
Small	  theatre	  collaboraTve $250

Valid	  ballots: 113

Results of preference balloting

e
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Planning Principles & Parameters

During the January meeting, general planning parameters were identified by the 
committee to be used as guidelines for research and reflection:
•	 The facility and programming should fill existing voids – not duplicate or 

cannibalize. 
•	 The planning process should be highly aspirational but abundantly 

reasonable. 
•	 The committee should emulate other successful arts centers/programs. 
•	 The facility and programming should serve as a catalyst for advancing 

education and improving learning outcomes. 
•	 The architecture should be regionally iconic, i.e., “make a statement.” 
•	 Use determines form, which can vary within the arts and disciplines, 

especially for performance venues. Consideration must be given to 
maximizing space and use while weighing costs for building to accommodate 
some types of programs. 

•	 School system use is a priority. Percentage of school system use could impact 
revenue generation supporting operational costs of the arts center. 

•	 Revenue neutrality must be ensured. 
•	 Link the facility and programming to economic development. 
•	 Quality engineering, especially acoustical, is critical. 
•	 Programming should embrace the diversity and cultural variety of the 

community, including opportunities for all demographics and spanning the 
full range of tastes. 

•	 Market the building, not just the programs. 
•	 “Lift all boats” through full community participation. 
•	 Address management and funding in the planning process. 

The purpose of the CALL Committee is not coordination or consolidation of local 
organizations, but specifically, collaboration. The role of the committee is to focus on 
community usage, not school system programming. The College is to serve as a catalyst, 
not as a generator, of programming for the Coastal Community Center for the Arts. 

Vision and Priority Goals
A vision statement was developed and adopted by the committee on June 29, 2011, 
after six months of discussion and deliberation:

The Glynn County Board of Education, the College of Coastal Georgia and 
their collective community partners recognize the significant importance 
and value of quality arts education and programming for students in the 

VII
Key Decisions and Bases

Shannon Lockwood peforming at the Coastal Youth Symphony 
2011 Artists’ Showcase at the College of Coastal Georgia
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K–12 education system in Glynn County. Economically, 
intellectually and aesthetically, the broader community 
in turn should benefit significantly from the availability 
of arts and cultural programming and education. A 
facility dedicated to arts and cultural programming, 
and distinctive from existing venues, will ensure that 
these advantages exist for the school system and the 
community. 

The Coastal Community Center for the Arts is 
envisioned to engage and enhance student learning, 
artistic development, cultural enrichment, and student 
entertainment and performance. In planning for the 
new Center and its related programming, the ultimate 
goal is to greatly expand quality arts, cultural and 
lifelong learning program offerings in the Coastal 
Georgia region in a fashion that embraces diverse 
tastes and experiences and that is both affordable and 
sustainable.

Incorporating the constituencies previously articulated, the 
following priority goals for the facility were established and adopted 
by the CALL Committee:

•	 An arts education and performance venue for students in 
the Glynn County School System. 

•	 An arts education and performance venue for students at 
the College of Coastal Georgia. 

•	 A performance and learning venue for citizens and 
taxpayers of Glynn County. 

•	 A performance venue to attract visitors and future 
residents to Glynn County. 

•	 Construction of a facility with maximum value and 
utility and high artistic quality within the budget allowed 
through ESPLOST II and/or any other funding sources. 

Key Questions
As a result of discussion and preliminary research, the committee 
identified core questions:

•	 What differentiates successful performing arts centers?
•	 What design features are necessary to create an optimal 

experience for participants – artists and performers as well 
as audience?

•	 What level of staffing and what professional positions are 
required to operate a performing arts center?

•	 What types of programming and experiences appeal to our 

community constituencies?
•	 What architectural and technical features are required to 

successfully support the various types of programs and 
events?

•	 What components are required to create a destination 
experience?

•	 What would be anticipated costs for a variety of programs 
and projected costs for center operation?

•	 If programming does not generate sufficient revenue to 
cover operational costs, what other revenue sources could 
provide income?

•	 Will ESPLOST provide sufficient funds for constructing 
and equipping the envisioned performing arts center?

Emerging Issues
In seeking answers to these questions through presentations, 
interviews, consulting, and research, several key themes developed 
which have influenced the planning process. 

•	 Successful lifelong learning programs appear to be tied 
more to programming than facility – a blossoming of 
enthusiastic interest that could be cultivated, coordinated, 
and explored in venues throughout the community or 
campus, resulting from programming staged in the center 
but without requiring special facilities at the center.

•	 The role of the College as catalyst and collaborator requires 
clarification to avoid presumption that the College will be 
responsible for actual production of programs.

•	 As previously identified in the Glynn County/Brunswick 
Cultural Needs Assessment Report (ATELIER Kathleen 
Brown, 2007), committee members express the need for 
cultural programming appealing to a diverse community 
(in age and income as well as race, gender, and country of 
origin) - beyond traditional offerings associated with “high 
culture.” 

•	 The Coastal Community Center for the Arts does not fit 
the prevalent model of a college-based performing arts 

“The performing arts center is a demonstration of the 
Board of Education’s commitment to continuing arts in 
the K-12 school system of Glynn County.”

—Millard Allen, Member, 
Glynn County Board of Education

Key Decisions and Bases



Report of the Planning Committee for Cultural, Arts and Lifelong Learning (CALL) Programs
29

center as the home and performance space for fine arts 
degree programs, which typically includes underwriting a 
portion of operational expenses through the institution’s 
budget for credit-bearing degree programs. The center 
will be operated by the College of Coastal Georgia as an 
auxiliary unit, not as a classroom facility. The College’s 
current strategic master plan, 2020 Vision, focuses on 
curriculum development in science and technology-based 
programs oriented to professions and degrees. 

•	 Existing College programs, such as Business 
Administration and Culinary Arts and Hospitality 
Management, could develop exciting internship, service-
learning, and student assistant opportunities with the 
Coastal Community Center for the Arts.

•	 Without exception, every programming director 
interviewed stresses that programming revenue will not 
cover operational costs.

•	 The current economic environment may negatively impact 
ESPLOST revenue generation, potentially limiting the 
scope of facility design and construction unless additional 
capital funding can be secured through other means.

Consensus on Parameters for Decision-Making
After nine months of review and consideration, the committee 
determined:

•	 Capital cost may be higher than budgeted to achieve key 
features.

•	 Although the level of ESPLOST revenue is a concern, 
construction costs are lower in the current economy. 

•	 Operating costs will not be fully covered by income 
generated through programming. 

•	 Capacity for optimal programming should be around 
1,400 seats. 

•	 Design and space should be distinctive – it cannot be 
mediocre.

•	 Programming dictates design, but the value-to-cost ratio is 
important in prioritizing features. 

•	 Operating a performing arts center requires expertise 
in management as well as in technical features such as 
lighting and sound. 

•	 A newly-engaged Golden Isles Convention & Visitors 
Bureau holds promise for promotion of programming as a 
destination highlight.

Key Decisions and Bases
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Priority Components of the Coastal Community Center for the Arts

The identified constituencies for the performing arts center are the Glynn County 
School System, the College of Coastal Georgia, the community at large, and 

individuals and families visiting the area. First priority for usage of the center would 
reside with the educational institutions – the school system and 
the College. From its inception, the partnership envisioned a 
facility that would be able to serve myriad needs and interests 
which would then maximize its value to the school system and 
the community.

The purview of the committee, then, was to address other 
uses of the facility to accomplish the objectives of enriching and 
enhancing the arts and cultural experiences available not only 
to the students and their families, but to the community as a 
whole. In doing so, it is the belief of the committee that these 
experiences will also enhance the image of coastal Georgia as a 
tourist destination for authentic cultural and artistic experiences. 

Programmatic
Based upon analysis of public comment, as documented in the 2009 Glynn County 
Cultural Organizations Survey and the 2011 focus groups conducted by the committee, 
and committee discussions spanning January-November 2011, the committee 
recommends priority be given to scheduling and supporting high quality programs that:

•	 Fulfill the expressed public interest in theatre, including touring Broadway 
productions and non-musical dramatic productions by regionally- and 
nationally-known performers;

•	 Offer public access to non-commercial, large-scale visual arts exhibitions and 
projects, both professional and amateur; 

•	 Bring nationally-recognized contemporary entertainers to the area for 
concerts and performances;

•	 Expand the local, established tradition of classical music and choral 
performance while providing increased opportunities for the community 
to enjoy an expanded classical program, including ballet, through touring 
symphonies and troupes; and

•	 Encourage program providers for master classes, extended workshops, 
summer camps, and seasonal repertory troupes in a variety of the performing 
arts to make use of the combined facilities of the campus and center. 

The frequency, types of events and activities, and number of performances 
will be influenced by the fees charged by the performers/production companies, 

Committee Findings and Recommendations
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Singer-songwriter Faith Lyn at the  
College of Coastal Georgia
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geographic touring patterns, and competitive market proximities. The 
components of a sample series are discussed in Projected Costs and 
Targets, page 34 of this report.

This type of programming opens a wide spectrum of possibilities 
over the course of time – from high school show choir and choral 
competitions to gospel fests and jazz festivals. The challenge is to 
establish programming that will significantly “fill the house” regularly, 
not just occasionally. 

The prioritization does not preclude development of other 
arts and cultural programs, such as a chamber music series or a 
film festival and opera simulcasts. The prioritization does, however, 
emphasize what features of the center should be developed in the 
initial design proposals.

Structural
The starting point for committee deliberation was based upon the 
specifications for the center outlined in the College’s strategic master 
plan, with three core components – a main stage theater with between 
1,200 to 1,500 seats; a small “black box” or studio theatre; and 
two visual arts galleries – in addition to appropriate support space. 
No instructional space was included due to the campus proximity 
of classrooms and the Southeast Georgia Conference Center. The 
Coastal Community Center for the Arts should be built with seamless 
connectivity to the Conference Center and shared parking to result in 
“the feel” of one venue, again with the goal of maximizing space and 
possibilities for usage.

Acknowledging form follows function, any performing arts 
center requires certain fundamental features:

•	 Front of house –box office with management offices; lobby 
and restrooms to accommodate seating capacity of the 
primary performance venue; concessions sales and storage

•	 Back of house – preparation space; loading dock with 
direct backstage load-in area and scene prep shop; “green 
room ” and dressing room(s); storage

•	 Primary performance venue – stage with wings and 
backstage area; digital projection, sound and light systems 
with control rooms/booths; seating for the audience

With the school system as the primary user, and with the 
community’s stated interest in touring theatre productions, the 
committee recommends a targeted seating capacity of 1,400 for 
the main stage. This will accommodate school functions (current 
maximum seating capacities: Glynn Academy auditorium – 650 seats; 
Brunswick High School auditorium – 500 seats). This also represents 

the number of seats identified as critical mass for supporting touring 
Broadway performances and well-known entertainers. Furthermore, 
the committee recommends seating be structured to include a 
balcony, with a maximum capacity of 1,000 seats on the main floor. 
The current standard for spacious public lobby space is estimated 
at 8 square feet per seat (11,200 square feet based on a 1,400-seat 
theatre) with restrooms to support family/unisex (2 units), male (15 
units)and female (30 units) based on audience capacity.

In turning to specifics of the design, the committee did ensure 
that all of spaces and features would be able to support a wide range 
of school system uses. The committee recommends main stage 
dimensions comparable with other contemporary performing arts 
centers: 100’ wide x 40’ deep x 70’ high with a proscenium opening 
of 50’ and 25’ wings to the left and right of the proscenium and a 
stage apron extending past the proscenium. This stage size would 
support full orchestra with community chorus, touring theatre 
productions, classical ballet and contemporary dance productions, 
five grand pianos simultaneously on stage, and regional school chorus 
or show choir competitions/concerts. In addition to wings and 
backstage area, the stage should be hollow, for improved acoustics; 
incorporate traps for below-stage access, drapes, legs, borders, 
cyclorama, and scrim; and preferably be directly connected to the 
load-in area. The stage floor needs to be sprung wood or similar 
surface. Marley flooring – specific to classical ballet and preferred 
by most professional dance companies – can be rented for dance 
performances.

With the emphasis on music performance, advanced acoustic 
design and engineering are key components to the success of the main 
stage. Expanded electrical capacity will also be necessary to support 
the capacity required for advanced sound, light, and digital technical 
systems for productions, whether school system or large touring 
company. If an acoustic shell is part of the sound engineering plan, 
storage for that shell will also be required and ease of installation should 
be carefully considered. To support acoustic flexibility, the acoustic 
design should include elements such as an adjustable cloud that can be 
raised, lowered, or angled, and reversible paneling with sound-reflective 
wood on one side and sound-absorbing cloth/carpet on the other. 
Additional acoustical factors include sound-proofing – maintaining 
the integrity of performance and rehearsal space to avoid “spill over” 
of sound into the lobby or other areas during simultaneous events or 
performances and rehearsals, including vocal and instrumental “warm 
up” typical of choral performances or competitions.

In addition to technical support for live performance, the 
committee recommends inclusion of closed circuit/simulcast 
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capabilities in the technical package for the main theater with 
connection to the Southeast Georgia Conference Center. This would 
provide the school system with an indoor venue for graduations, 
combining the facilities of the main stage and the conference center 
auditorium to support large assemblies and events. This would also 
permit large-screen teleconferencing and simulcasts. 

The committee agrees a fly system and concealed orchestra 
pit would be superb features for the stage to enhance attractiveness 
of the venue for touring companies, but recognizes the significant 
expense represented by those design features. To maximize flexibility 
and dramatic impact, it would be ideal to have a pit capable of 
being raised and lowered, to either increase the stage dimensions or 
increase the floor space directly in front of the stage to accommodate 
processions and award presentations. However, a cost-effective 
alternative would be a flat floor, open pit directly in front of the 
hollow stage. An orchestra pit increases capabilities for supporting 
not only touring Broadway musical companies, but also classical and 
light opera, and dance performances, many of which are accompanied 
by up to 42 musicians plus instruments. Because of the expense 
involved in a fly system and retractable orchestra pit, the committee 
acknowledges those costs may be prohibitive, but failure to include 
could restrict programming options.

Design consideration should allow for an organ and pipes to 
be added at a later date. The committee recommends incorporating 
a concert grand piano in the stage configuration, with consideration 
given to facilitating physical movement of the instrument onto 
the stage as well as to off-stage storage that is secure and climate 
controlled. 

Allocation for backstage space must include not only a green 
room, but also dressing rooms with access to showers, toilets, lockers, 
wardrobe/costuming and laundry facilities. Various configurations 
need to be considered, referencing gender and featured soloists/
performers status. This area will also need to support catering of 
meals, breaks, and lounging by performers during intermission, pre- 
and post-performance. The design for any additional rehearsal and 
staging space should incorporate an area with mirrored walls and 
mounted barres, accessible from the dressing rooms, in support of 
dance and other movement-oriented performances. It is possible that 
some of this space could be below the stage.

The committee recommends inclusion of a studio theater 
(black box) with a capacity of at least 150 non-fixed seats in addition 
to the open stage, affording both flexibility and intimacy. The space 
can be used for small-scale performances, including chamber music, 
master classes, and workshops tied to performance, such as dance 

and puppetry, as well as provide rehearsal space or a staging area for 
special events. This space will also require technical support, a light/
sound booth, and catwalks to provide production flexibility.

Community response strongly supports the committee’s 
recommendation to include gallery space in the center, including 
one gallery that can be appropriately and independently secured - a 
requirement for significant traveling art exhibitions. Gallery space 
requires additional light, temperature, and humidity controls to 
protect the works of art, particularly those permanently displayed. 
Gallery design should avoid artificial light incorporating florescent 
or other color-altering systems. Gallery displays also require floor 
space for easels and seating as well as space to support packing 
and unpacking exhibits, crate storage, art and easel storage, access 
for exhibit load-in and delivery, and on-premise security and 
administration. Gallery space is desirable not only for artistic 
display, but also as space that can be rented or used for receptions, 
special gatherings, and lectures directly related to art on display or 
performances at the center. Consequently, the ability to provide 
appropriate background music through a built-in sound system 
should also be included in design and equipping the galleries.

The committee would be remiss in not pointing out the 
extensive storage requirements for an arts center, including for 
performance risers used with chorus and for a grand piano. 

The concept of providing permanent rehearsal space and 
instrument storage for the local orchestras and chorus, while popular 
within the community, are beyond the scope of the commitment for 
a center being planned and built by the Glynn County School System 
and funded by ESPLOST proceeds. Additional resources, funds, and 
support would be required to add this functionality.

To be successful, the Coastal Community Center for the Arts 
must provide an experience - not only on stage and within the 
galleries, but also as a structure and focus for community-shared 
socialization. As a sanctuary prepares the worshippers for community 
and communion, the performing arts center prepares the audience 
for a communal sharing of culture and art. Part of that experience 
includes the architecture and design of the building, as well as the 
comfort of the audience members.

Comfort is not just an issue of good acoustics, proper 
temperature control, appropriate lighting, padded theatre seats, and 
adequate rest rooms. Comfort includes the functional mechanical 
silence of HVAC equipment; access to seating for older audience 
members while waiting pre- and post-performance for theatre access; 
a coat check facility during inclement weather; and space conducive 
for socialization and conversation outside the theater chamber. 
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The committee recognizes socialization would be significantly 
enhanced with the operation of a café offering light food and 
libations. A café could also broaden opportunities for student 
experience in culinary preparation, service, and management in 
related programs operated by the College and by Golden Isles Career 
Academy. Because of the expense in building and equipping a kitchen 
and dining area, as well as research indicating such ancillary service 
frequently fails to generate sufficient revenue to cover the operational 
cost, the committee suggests further research be conducted before 
incorporating a café in the initial design and construction of the 
center. The committee acknowledges, however, that the building 
design should incorporate concession space and storage to support 
some level of refreshment service in conjunction with performances, 
including positioning of this space to facilitate use of existing catering 
facilities in the Southeast Georgia Conference Center.

As part of the College’s strategic master plan, the College has 
established an architectural and landscape vocabulary to define the 
physical image of the campus. With the construction of the center 
on the campus, adjacent to the Southeast Georgia Conference Center 
and in close proximity to the new Health & Science Building, the 
committee advocates the design of the center be in harmony with 
campus design – making a statement, but within the established 
vernacular. This vernacular includes an identity rooted in the Spanish 
Mission architectural style.

•	 Scale is a maximum three stories tall, punctuated with 
vertical elements, where appropriate, extending above the 
roof line.

•	 Windows comprise a significant percentage of the exterior 
façade to incorporate natural light in interior spaces.

•	 Covered walkways and balconies are integrated as 
transition spaces, making circulation visible and providing 
space for socialization.

•	 The Southern climate and lifestyle are emphasized with 
gracious verandas, patios, and lawn to create “outdoor 
rooms.”

•	 Materials reflect the Spanish Mission architectural style, 
including stucco in an earth-tone palette, red clay tile 
roofs, natural colors for metals, and stained wood for 
warmth.

•	 Landscaping uses indigenous plant materials.

When planning the architecture and site position of the 
structure, the committee stresses the importance of designing 
accessible parking to support an audience of 1,400 or more, 

incorporating existing parking where possible and including security 
features while respecting streetscape aesthetics.

Projected Costs and Targets
Project Construction
The Memorandum of Understanding specifies that the Glynn 
County School System will provide ESPLOST proceeds for capital 
asset funding – acquisition, construction, and equipping - for the 
Coastal Community Center for the Arts. The proposed expenditure 
projection for the Coastal Community Center for the Arts developed 
in fall 2009 for ESPLOST II was $19.5 million.16

Based on the preliminary list of priorities for the center 
compiled by the CALL Committee, Theatre Consultants 
Collaborative, LLC, prepared a preliminary pro forma for the 
performing arts center that projects construction costs ranging from 
$23,805,600 to $31,740,800. Using a soft cost multiplier of 1.25, 
the project cost range would be $29,757,000 to $39,676,000. These 
projections are in line with anecdotal estimates by other performing 
arts center managers interviewed by the committee.

Using the lower projected cost scenario of $300/gross square 
foot, the variance between projected expense and projected ESPLOST 
revenues is a shortfall of $4.322 million for construction and over 
$10 million for the project. Pending additional revenues from other 
sources, it may be necessary to reduce certain aspects of the center in 
order to stay within the ESPLOST budget.

Programmatic Expenses
Performance expenses vary widely based on name-recognition factors, 
size of the touring company/troupe/orchestra/ensemble, and staging 
logistics. Dr. George Foreman provided estimates for purposes of 
committee discussion that are in line with other performing arts 
center programming budgets researched:

•	 Touring Broadway shows - $50,000 to $55,000 
•	 Touring symphony orchestra - $35,000 for domestic; 

$40,000 for international
•	 Chamber ensemble or classical soloist - $20,000
•	 Contemporary pop or jazz program - $15,000
•	 Garrison Keillor-type speaker/performer - $40,000
•	 Ballet ensemble - $18,000

Consequently, a starting season based on 8 shows, including two 
touring Broadway productions, could be expected to cost $248,000.

16 Glynn County Schools Potential ESPLOST II Receipts Analysis, January 2011, 
presented by Superintendent Howard Mann
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Ticket Pricing
Because of performance income guarantees, royalties, and higher 
staging costs, tickets for touring Broadway shows can easily run in the 
$60-$85 range for a 1,200- to 1,500-seat theatre. Using the examples 
provided by Dr. George Foreman, an eight-show season that included 
two touring Broadway shows could be expected to yield a $45 average 
ticket price for the season.

When queried about ticket prices for performing arts events for 
the 2009 Glynn County Cultural Organizations Survey, respondents 
indicated:

•	 27% would be willing to pay $10-$20 per ticket;
•	 23.2% would be willing to pay $20-$30 per ticket;
•	 11.9% would be willing to pay $30-$40 per ticket;
•	 12.2% would be willing to pay $40-$50 per ticket; but
•	 18.4% would be willing to pay $50 or more.

This would indicate potential price resistance in this market for 
ticket prices averaging in excess of $40.

In discussing ticket prices, Dr. Foreman recommended keeping 
ticket prices elastic, “top dollar for top shows,” because contrary to 
expectations, the most expensive tickets/seats sell first. 

To maximize revenue potential, in an effort to assure 
programming costs are covered by tickets sold, booking programming 
that would successfully fill 70-80% of the theatre capacity is 
optimal. However, a review of ticket sales and revenue generated 
by the reviewed performing arts centers, which are generally 
considered successful examples, revealed limited predictability and 
little consistency in the financial success of performances. These 
observations were in keeping with the WolfBrown report17 , which 
noted that in judging intrinsic worth of a performance, “The reader is 
cautioned not to interpret the results in terms of ‘winners’ and ‘losers,’ but 
rather as a means of understanding the dimensionality of impacts.”18

“The data suggests that audiences generally choose programs that 
validate and reinforce their cultural identity. Therefore, in selecting 
programs, curators curate not only the art but also the constituency for 
an arts institution. And constituency definition is the highest level policy 
decision that an arts organization can make.”19

Operating Expenses
While ticket and subscription sales may cover program expenses, 
they do not pay for operation of an arts center. Typical line items 

17  WolfBrown, Assessing the Intrinsic Impacts of a Live Performance; commissioned by 14 
Major University Presenters (MUP); January 2007

18  Ibid. Overview, p. 9.
19  Ibid. Implications, pp. 20-21.

include utilities, insurance, licenses, staff salaries and benefits, 
security, maintenance and housekeeping, equipment purchase and 
maintenance, advertising, printing and postage, office supplies, box 
office software, credit card processing fees, piano rental and tuning, 
technical equipment rental, outreach and artist expenses. These 
expenses accounted for more than 55% of the total expense budgets 
of arts centers reviewed, and in one instance, over 76% because of 
high utility (heating and cooling) costs. 

Some options to help cover center operations could include:
•	 Charging a percentage of the ticket price for community-

sponsored activities, such as $1/ticket fee or surcharge, to 
help defray expenses;

•	 Renting center facilities;
•	 Obtaining corporate sponsorships of programs and events;
•	 Selling ads for the season program book;
•	 Developing private financial support through a “friends 

of” organization; and
•	 Seeking a sustained revenue source for community 

support, such as a portion of the bed tax revenues, which is 
used in other communities.

Recommendations to the College and School Board
Design Consideration and Prioritization
The committee recommends the Coastal Community Center for the 
Arts include:

•	 A main stage theater with fly and orchestra pit, 100’ wide 
x 40’ deep x 70’ high with a proscenium opening of 50’ 
and 25’ wings to the left and right of the proscenium and 
a sprung wood or similar surface stage;

•	 Loading dock and backstage load-in area;
•	 A theater chamber with a seating capacity of 1,400, more 

than 400 seats of which will be configured as balcony;
•	 Advanced acoustic design and sound engineering;
•	 Expanded electrical capacity;
•	 Advanced sound, light, and digital technical systems;
•	 Closed circuit/simulcast capabilities, including integration 

of those capabilities with the Southeast Georgia 
Conference Center;

•	 A studio theater with a capacity of at least 150 non-fixed 
seats;

•	 A spacious public lobby of at least 11,200 square feet plus 
additional space for box office, concession service, and 
generous restroom facilities; 

•	 Green room and dressing rooms with access to showers, 
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toilets, lockers, wardrobe/costuming and laundry facilities, 
lounge, and rehearsal/warm-up space engineered to assure 
sound proofing; 

•	 Two galleries for art exhibits, one of which can be securely 
locked with alarms to block access when unattended; and

•	 Sufficient storage and staging space to support the 
recommended programming and anticipated facility use.

If funding would permit or additional funding could be secured, 
the committee recommends the following features be added, in 
priority:

•	 Technical equipment to raise and lower the orchestra pit;
•	 Additional restrooms on the balcony level;
•	 Rehearsal space readily accessible to the dressing rooms 

with a mirrored wall and mounted ballet barre;
•	 Equipped kitchen, serving and dining facilities to operate a 

café as part of the arts center experience;
•	 Rehearsal and staging space and storage to support the 

resident symphony orchestras and a seasonal resident 
dance or theatre repertory company; and

•	 Expanded staging space for set production, props and 
costuming to facilitate future instructional opportunities.

Building Size & Statement
•	 The design and landscaping of the building should be in 

the architectural vocabulary established for the College 
and articulated in 2020 Vision, the College’s strategic 
master plan.

•	 The design of the building should reflect community 
aspiration and encourage community socialization, 
enhancing the Altama streetscape while fulfilling its 
purpose as an arts center rather than as an auditorium.

•	 To accommodate the facility features and recommended 
programming, the building should be approximately 
49,500 net square feet, or approximately 79,300 gross 
square feet.

•	 Because of the unique requirements inherent in 
constructing and acoustically engineering an arts center, 
the committee strongly recommends that the services of a 
theater/performing arts center design firm be employed to 
work with the school system and College in designing the 
Coastal Community Center for the Arts.

•	 To encourage use of adjacent campus buildings, 
maximizing opportunities for workshops, master classes, 

and break-out sessions, covered walkways and other 
features should be employed to tie the center to the 
Southeast Georgia Conference Center and facilitate access 
to other campus classroom buildings.

•	 A comprehensive parking plan should be developed, 
incorporating existing and future campus parking. 

Operating Expectations and Cautions
Staffing
While there is an expectation that the center will provide outstanding 
opportunities for student internships, experiential learning, and 
development of leadership skills in the business of performing arts 
management and administration, there are some senior positions 
which will require seasoned experience and continuity to assure 
the success of the center. The committee has been repeatedly told 
that the personality of the center will, in large part, be defined by 
the personality of the executive/artistic director responsible for 
establishing the season, booking and marketing the programs. This 
executive serves as the personification of the center to the community, 
as well as having functional responsibility for scheduling, marketing, 
operations and sales (including oversight of the box office). 

Furthermore, the advanced sound, lighting, and digital systems 
recommended for the center require experienced, professional support 
to operate and an individual to train others in proper use of the 
technical equipment and systems. 

As a result, the committee recommends that plans for the center 
include the hiring of: 

•	 A fulltime professional executive/artistic director to 
be in consultation during design and construction; to 
develop community support for the center in advance of 
programming; to develop a comprehensive budget for the 
operation of the center; to research and recommend box 
office and website systems; to collaborate with College 
administration and faculty in designing programs to 
optimize student participation in operating and managing 
the center; to create and market the center opening, 
inaugural season, and each season thereafter; to schedule 
school system, College, and community use of the center, 
optimizing use by the identified constituencies in support 
of the objectives articulated in the Memorandum of 
Understanding; and to manage the overall operation of 
the center. This position requires a highly-qualified and 
experienced individual with excellent communication and 
people skills.
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•	 A part-time sound and systems technician to consult 
during system installation; to operate the sound/lighting/
digital systems; and to instruct and supervise students and 
others using these systems.

In addition to these staff positions, an organized program may 
need to be developed to recruit and train community volunteers. 

Contract services may also be necessary for timely housekeeping 
before and after performances; to facilitate load in, rapid set up and 
striking of sets, risers, acoustic shells, and other performance features; 
to provide catering services for performers as well as for receptions 
and other events. 

Role of the University System of Georgia in the Operation of the Center
The center will be operated by the College as an auxiliary service, 
permitting access seven days a week and during evenings. The center 
will not be used as an academic building, however, precluding 
financial support through public funding as administered by 
the University System of Georgia. Furthermore, the College’s 
strategic master plan, 2020 Vision, does not propose expansion of 
baccalaureate degree programs in the disciplines of the performing 
and visual arts at this time.

Concerns
The inaugural season will excite curiosity and high participation, 
but inevitably there will be a drop off in attendance once the novelty 
wears off.

The trick with programming is striking the right balance 
between audience edification and filling 900 seats in the main theater 
night after night.

Success has its price. The more popular and widely used the 
center is, the more expensive it becomes to operate and maintain. 
The Memorandum of Understanding allows the Glynn County 
School Board to provide maintenance and related support to the 
College as appropriate for the facility, which could proportionately 

offset the housekeeping and maintenance related to school system 
usage. The plant operations department for the College can 
perform the same function for College-based usage. The mechanism 
proposed to recover operational and maintenance expenses related to 
community use has, in the MOU, been defined as a ticket surcharge. 
Determining proportionality would be one of the charges to the 
Oversight Committee.

The most critical concern remains funding the day-to-day 
operation of the Coastal Community Center for the Arts. Ticket sales 
generate limited revenue; programming is a break-even proposition at 
best. To keep the lights on and the temperature controlled, to clean 
and maintain the facility, to insure and secure the building – these 
are real expenses before the first student walks through the door, 
the first work of art is hung on the wall, the first note is played, 
and the first light comes up as the curtains are raised to reveal the 
stage. But the larger risk would be to fail to provide the opportunity 
and benefits of cultural enrichment to our students and to the 
community. Exploration and enjoyment of the arts and culture 
are more than educational and mind-expanding; they also build 
community, weaving a brightly-colored tapestry of social interaction 
and personal engagement. They emotionally and mentally stretch the 
audience, revealing more of the world beyond coastal Georgia. They 
impact the quality of life as well as the economic development of the 
community, attracting not just tourists, but also new businesses and 
talented, creative individuals to our region. And through the Coastal 
Community Center for the Arts, these experiences become available 
to everyone in the community, in the best sense of democracy.
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IX. Conclusion
 

Through a unique and model partnership between the Glynn County School System and the College 

of Coastal Georgia, Glynn County has a rare opportunity to develop an exceptional, multiuse arts and 

performance venue. The approach employed by the partners and their key stakeholders ensures maximum value 

and benefit for students, families, community partners, and taxpayers. A carefully structured, thoughtfully 

programmed and operationally innovative Coastal Community Center for the Arts could provide significant 

educational and economic benefits to the county and the region while also providing entertainment, enjoyment 

and edification for thousands of residents and visitors to the community.

While the opportunities are significant, the challenges should not be underestimated. This report, 

representing one year of careful study and deliberative contemplation, seeks to layout the range of considerations 

for design, construction and operation. The Committee hopes it will provide insight and guidance for the 

College and the School System as they commence work on facility programming and begin to develop 

strategies for center operations. It is clear that targets must be aspirational and facility design must be inspired. 

Equally, the partners and stakeholders must not lose sight of key financial and administrative challenges and 

must ensure that practices are established to address these challenges. With clear focus, balanced decision-

making and rigorous performance expectations, Brunswick and Glynn County may expect to experience an 

outstanding Coastal Community Center for the Arts as early as 2015.

 “Studies by the League of American Orchestras found that young people 50 and under do not support 
cultural events in performance spaces as loyally as those over 65 do. The younger generations get their  

entertainment through multi-media technology so easily and so inexpensively, they prefer that form of delivery.   
We live in a community where most of the residents are 50 and over – a positive for a performing arts center.  

But unless we can schedule excitingly diverse, relatively inexpensive entertainment to entice the younger members  
of our community, our strongly-supportive potential audience has a limited time span. That is why the multi-

purpose use of this center is so interesting... and so critical.”

—Anita A. Timmons, College of Coastal Georgia Foundation Trustee 
and Chair, Planning Committee for Cultural , Arts and Lifelong Learning (CALL)

“Building a beautiful community arts center serves no purpose if we can’t afford to open the doors, turn on  
the lights, and run the air conditioning. We have a unique, once-in-a-lifetime opportunity for this  

community. Will the community support it?”

—Valerie A. Hepburn, Ph.D., President of the College of Coastal Georgia

“Like many beautiful and worthwhile visions, this will require private funding to complete  
and an endowment to continue.”

—Maestro Luis Haza, Music Director and Conductor, Coastal Youth Symphony
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