Edina Art Center Board Meeting
Meeting Minutes

City of Edina, Minnesota

Edina Art Center Studio 14
October 27,2011

4:30 P.M.

I. Call to Order
Vice Chair Ruth Valgemae called the meeting to order at 4:31 pm

II. Roll Call
Members Present: Hafed Bouassida, Barbara La Valleur, Tara Mohtadi, Justin Moran, Kitty
0a€™Dea, Thomas Raeuchle, John Swon, Ruth Valgemae

Members Absent: Dana Lappin, Bill McCabe, Colin Nelson, Renee Usem
Staff Present: John Keprios, Karen Kurt, Michael Frey, Phil Johnson, Sandra Shaughnessy

Community Members Present: None

III. Approval of Meeting Agenda
No additions to the agenda. The agenda as stated is approved and will be followed.

IV. Adoption of Consent Agenda

A. Approval of Minutes
Minutes of the Meeting of September 22, 2011 are approved.

V. Community Comment
No members of the community were in attendance.

VI. Reports/Recommendations

A. Budget Discussion (Follow-up from August & September meetings - action
required.

Mr. Frey reported that he had attended a work session with the City Council on October
18th. Some of the highlights of that meeting were: Council member’s interest in and support
for planned increases in class tuition, discussions of potential alliances with Community
Education, the Senior Center and other organizations within Edina, and possible use of focus
groups to identify future class topics. Overall, his impression was that the Council is very
supportive of arts in Edina and the Edina Art Center specifically.



Mr. Raeuchle added that the meeting was also about the Braemar Golf facility and the
Braemar Ice Arena. During the meeting, Council member Josh Sprague expressed a goal for
all Edina City Enterprises that they achieve a 90% revenue recovery. Last year, the Edina
Art Center achieved 71% revenue recovery with the shortfall being made up from Liquor
Store profits. While this is not the lowest revenue recovery figure within City Enterprises,
the Art Center should and will be expected to do better.

Ms. O’'Dea reported for the Task Force created to study Fees and Charges. She distributed a
Pricing Recommendation document based on the analysis of registrations for Fall classes.
The Task Force members looked at multiple pricing strategies, as listed in the handout.
Some of the alternatives were difficult to evaluate because data was lacking. In the end, the
decision was made to recommend an across-the-board price increase with the intent to
continue gathering data for future analysis.

The principles guiding the Task Force are to: a) maximize revenue to improve revenue
recovery rate, b) avoid crossing major price hurdles by reducing class length if necessary; c)
look for opportunities to take more aggressive pricing; and d) price services based on cost.

Mr. Raeuchle cited an example where a longer class might price out over $300. Reducing the
class by one week might bring the price down enough to avoid “sticker shock” Ms. O’'Dea
summarized: class tuition raised to $8.50 per hour; workshops to $12.75 per hour; open
studio with instructor raised to $2.75 per hour; and open studio without instructor to $1.50
per hour.

Mr. Bouassida commented that people had mentioned to him that classes were not offered
on appropriate days or at appropriate times. For instance, few classes are offered Saturdays
and Sundays. Was this considered by the task force? Ms. O’Dea responded that this had
come up during Task Force discussions and would be on the table in the near future.

Ms. O’Dea clarified pricing based on cost applies particularly to pottery classes. Ms.
Shaughnessy explained that pricing is to be set based on what equipment is used, how much
gas or electricity is used and how much instructor time is involved.

Ms. O’Dea continued with other Task Force recommendations. Other revenue
enhancements can be made by increasing class registrations which will mean more classes
will run as scheduled. Her analysis showed only 44% of available seats were filled in
September classes and 30% of September classes were cancelled for lack of registrations.
Potential solutions include evaluating current offerings and developing new course
offerings to attract more students. Generating more awareness would also be required.

Ms. O’Dea suggested a goal be set to increase membership to 1,000 by adding value to Art
Center membership. Multiple levels of membership with corresponding perks or values
attached should remain under consideration.

The next recommendation was to determine what role the Media Studios plays going
forward. All Media Studios classes were cancelled in September. Mr. Johnson commented
that the abbreviated class schedule brochure has been devastating to Media Class
enrollments each time this format has been used. While many pottery and painting class
students enroll session after session, most media students are new and they often do not
receive the class schedule. They hear about the classes from friends or coworkers.



Inadequate publicity is a serious detriment to getting people into the photography and
video editing classes. He added that the present web site is not easy to navigate when
looking for an overview of course offerings. Course descriptions (with more details) should
be available with one mouse click rather than having to navigate deeper into the site.

The next recommendations were to evaluate Summer Camps’ pricing and scheduling, and
increase the number of workshops to increase revenue and to draw new students to the
center.

The final Task Force recommendation was to sell ads and sponsorships to use “other
people’s money” for publications such as the class schedule. Edina Community Education
does this. Another recent example is the Film Festival program which contained sponsors’
ads.

Mr. Raeuchle made a motion that the fee schedule recommendations from the Task Force be
approved for submission to the City Council. Ms. Valgemae seconded. Discussion: Mr.
Keprios asked if the Task Force document included all the fees. Mr. Frey stated the Media
Studios fees had been approved at the September meeting and would be included in the
submission to City Council. Mr. Keprios recommended the fees, as approved, be formatted
into the matrix used in past years or the Council be informed that a new format was being
submitted.

Ms. Valgemae called for a vote. Motion carried.

B. Edina Film Festival

Mr. Swon reported the Edina Film Festival, after two years in the making, had come
together in the final 4 weeks. The festival featured nine films shown over three evenings,
October 20-22. 324 tickets were sold with some additional people, such as the filmmakers,
admitted free. Return to the Art Center, after all expenses paid, was $3,067.30. The goal for
year one was to get it done. The goal for year two is to have more films and make more
money. A final report will be submitted in the next 30 to 60 days. Planning for 2012 festival
will begin early next year.

Mr. Raeuchle suggested that efforts be made to tie the Art Center more directly to the Film
Festival; perhaps the Media Studios could be tied to a student’s film competition. Ms. La
Valleur commented that Diablo Cody was at the Festival suggesting that perhaps her love
for Minneapolis might be tapped to promote future festivals. Ms. La Valleur also posted
photographs from Thursday night on Edina Patch. People could see the photographs and
make comments to keep the ball rolling. Ms. Valgemae asked Mr. Swon if there is anything
needed from the Board. He replied that the Film Festival committee would be looking for
approval from the EAC Board when the plan for a 2012 festival is ready.

Mr. Frey expressed thanks for all the hard work done by the Festival committee. He asked
how the funds raised were to be transferred to the Art Center. Mr. Keprios responded by
saying the City Manager can provide guidance on this subject. He added his congratulations
to the Festival committee for their fundraising work; with more lead time the festival could
be even better next year. Mr. Swon commented that success this year makes potential
sponsors more receptive the next time they are solicited. Ms. Valgemae offered “a job well
done” followed by a round of applause.



C. Marketing Report

Mr. Raeuchle reported that the marketing report document had been distributed at the
September Board meeting but time was not available for discussion. He summarized the
report by saying every recommendation is pointed at the need to increase the reach for our
marketing. As one example, class schedules need to be distributed more widely. Today, they
are available at a few public places but they are often not prominently displayed. We also
need to take more advantage of the email distribution site City Extra. Thirdly, we need to
liven up our Facebook presence. It is presently being used as an announcement tool but
should be much more. It can be an interactive tool. Ms. Valgemae asked who does the Art
Center Facebook page. Mr. Frey replied that anyone can send him a posting and he forwards
it to Edina Communications and Marketing Director, Jennifer Bennerotte. He added that
submitting to City Extra is a simple process and should be used more frequently. Mr.
Raeuchle added that the Task Force should continue its work to include more
recommendations to improve marketing.

D. Edina Public Art Committee

I. See Attachment - EPAC Public Art Map

Ms. Valgemae reported for the Edina Public Art Committee that a handout map had
been prepared to publicize the locations and identification of the public art exhibits
around the City.

E. Members Juried Show

Mr. Frey reported for Renee Usem that the Juried Show (JS) opening on Thursday,
September 29 had been very well attended. Colin Nelson and band mates had provided
music to add wonderful ambiance to the event. Barbara La Valleur took some wonderful
photographs which were posted on Facebook. The total dollar amount taken in was around
$5,200; a report will be made at the November Board meeting.

F. Membership
Dana Lappin was absent. Her report will be available at the November Board meeting.

G. Long Range Planning Report

Mr. Raeuchle and Mr. Bouassida offered a motion as follows: “The board of the Edina Art
Center to ask the City Council to recognize the need for and support the establishment of a
volunteer group to develop a vision and strategic plan for Art and Culture in Edina.
Rationale: Art and culture in Edina is fragmented - Art Center, Public Art Committee,
Chamber of Commerce (Edina Art Festival), Centennial lakes (Fall into the Arts), Schools
(musicals, theater), private interests (orchestras, dance groups, musical groups). Art and
culture in Edina is underrepresented. Residents of Edina spend the better part of their
cultural dollars outside of the city. The goal of this working group would be to identify the
art and culture constituents, get a dialog going, and develop a vision and strategy with the
goal of having an increased presence and awareness of art and culture in Edina. The
approach would be to start with an “art inventory”, i.e. identify organizations, venues and
activities where art and culture are produced and consumed in Edina. Then identify
opportunities for augmenting the Edina art scene and establish a vision. The process
envisioned is similar to the public process used for the Grandview Small Area Plan,
involvement of the public through a series of community meetings, with input from art
organizations around the metropolitan area (Walker, MIA, Theater groups, etc.).”



Board members and Mr. Keprios had a number of questions centered on two main issues.
Was the proposed working group to be a committee or task force of the Board? How was it
to be structured and led? Mr. Raeuchle and Mr. Bouassida clarified that the initial impetus
was coming from the Art Center Board but the working group was to be resident- led
working in a structure to be decided by the group. Leadership will also be decided by the
resident group although the initial meetings would be emceed by Mr. Raeuchle and Mr.
Bouassida. They repeated that they were looking at the very successful Grandview public
process as a model for this effort. Mr. Keprios cautioned that the City Council will expect the
motion to be fleshed out with more details as to structure, timing and leadership when it is
presented to them. Ms. Valgemae concluded the discussion by asking for a second to the
motion. Ms. La Valleur seconded. The motion was approved.

VII. Correspondence and Petitions
Ms. Valgemae asked if any correspondence and petitions. None voiced.

VIII. Chair and Board Member Comments
No comments were voiced.

IX. Staff Comments

Mr. Keprios restated the City Council recommendation that a Request for Proposal (RFP) be
developed to retain a consultant to study the operations of the Edina Art Center. He
identified a firm previously involved with the physical facilities, A. T. S. and R. While they
can shed light on the expansion and improvement of the present facility, it was decided
during a City Council work session, that the other aspects, i.e. functions and operations, be
considered first with the issue of physical facilities coming later. It was also decided that
hiring a replacement for retired Director Diana Hedges be postponed until the consultant
study has been completed. Mr. Keprios expressed his gratitude for the work done to date by
Interim Director, Michael Frey, commenting that he is doing a wonderful job filling those
shoes.

Board members are encouraged to send Mr. Keprios, in writing, the qualifications and
strengths that should be high on the list. When applications are received, if the Board would
like to review them; perhaps send a representative of the Board to participate in interview
process. The final decision will be made by the City Manager.

Mr. Raeuchle asked if the list of consultants has been arrived at. Mr. Keprios replied that he
did not yet have a list and would appreciate input for the list. Mr. Raeuchle and Mr.
Bouassida, respectively, offered to share names of consulting organizations they knew of.
Mr. Keprios added that it is his intention to bring the RFP to the Board and have members
look at it before sending it out. Ms. 0a€™Dea commented that the work she and other Board
members are doing in examining pricing, registrations, etc. could be helpful in shaping the
RFP. Mr. Keprios expressed thanks for any help available from the Board.

Ms. Valgemae invited new Assistant City Manager, Karen Kurt, to present. Ms. Kurt began by
commenting that she is visiting each of the Edina Boards and Commissions. One of her
responsibilities is to work on the global management of these volunteer organizations to



ensure that members are having the best experience possible and that the City is giving
them the tools and resources needed. One of the first things she is working on is to develop
a uniform set of Bylaws that can be used as a template or framework for tweaking by each
Board or Commission. The next step is to have a representative from each Board or
Commission to review the staff drafts and make adjustments before sending on to the
organizations for final tweaking and implementation. Her target, perhaps too optimistic, is
to have the Bylaws ready for approval by the City Council by March.

Another task she is working on is a survey, to be provided online, of Board and Commission
members. More information will be available in November. Mr. Bouassida asked what the
survey was about. Ms. Kurt replied the survey was about each Board member’s experiences
while serving on the Board. Included will be the application and interview, the work done
while serving, how you feel about how effectively your time is spent, training, etc. Ms.
Valgemae asked if the survey would be emailed. Ms. Kurt replied the survey would be
conducted on the web using common web response software “Survey Monkey”. Ms.
Valgemae commented that having Ms. Kurt and Mr. Keprios at Board meetings was
extremely valuable and she and other Board members are grateful for their participation.

Mr. Frey reminded Board Members that the Gifts, Gifts, Gifts sale opens for Art Center
members on Thursday, November 3, from 5 to 8 pm. Board Members are asked to be
greeters and to help with the Silent Auction.

X. Adjournment
Mr. Swon moved to adjourn. Mr. Raeuchle seconded. Voting was unanimous. Motion carried.

XI.

The City of Edina wants all residents to be comfortable being part of the public process. If
you need assistance in the way of hearing amplification, an interpreter, large-print
documents or anything else, please call 952-927-8861 72 hours in advance of the meeting.n
EPAC.



