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l. Executive Summary

The Alaska Center for the Performing Arts is a 36-year-old public asset serving as the cultural and economic hub of
downtown Anchorage.

Since construction, the facility has been operated by ACPA, Inc., a nonprofit stewarding daily operations, safety,
and access for 150,000-250,000 annual attendees, 8 resident companies and multiple nonprofit and commercial
users.

ACPA is a major economic driver for Anchorage and Downtown, Broadway alone generates approximately 3x the
value of ticket revenue in economic impact. (study by Broadway League)

Despite decades of service, the PAC faces urgent facility issues, systemic underinvestment, and escalating
operational strain that require coordinated attention from the municipal owner and public stakeholders.

ACPA, Inc. seeks to modernize its management agreement to ensure continued and sustainable operation of the
facility.

Il. Investment Gap: The Funding Reality

The municipal management fee started in 1988 at $1.175M and was not consistently CPI-adjusted.

If adjusted annually for inflation, 2025 management fee level should be $3.3M+, but remains stagnant at $1.58M.
ACPA, Inc. has absorbed this underfunding for decades, subsidizing operations and capital needs to the best of its
abilities as a nonprofit operator without substantive Municipal (owner) capital investment to leverage for matching
philanthropic and public support.

ACPA innovation efforts to increase revenue streams to mitigate underfunding have been substantial:

o The creation of CenterTix in 2005 now results in annual revenue to the PAC on average of $500-$600K.

o New partnership with Nederlander to bring national touring Broadway to Alaskans and generate revenue to
sustain the building and bring higher quality programming to local audiences. Notwithstanding early
success with Broadway Alaska, the decision to pause Broadway was taken by the ACPA in March of this
year considering the increasing challenges associated with operating the building and the local market.

o Advocacy and successful passage of SB15 to allow for evolution of concessions service for safer
consumption and improved patron experience, allow alcohol consumption in the theatres and position the
service to drive more revenue for the venue. ACPA’s updated conditional use permit is scheduled to go to
Assembly for approval on August 26, 2025.

Overall operating budget has stayed flat at an average of $2.5M, depending on programming year, unable to
absorb mounting repair needs, inflation, security, utilities and continued entitlements designed for resident
companies and nonprofit users. A facility of this size should see an operating budget at close to 3 times this level to
ensure healthy proactive annual repairs and maintenance, safe staffing levels and ability to deal with emergencies.
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o (Capital investment from the owner to date per our historical documents, outside of mostly ACPA funded capital
reserve, has included:

o ADA Access Door (Pace Door) on 5 Avenue for the Atwood Concert Hall in/around 1992

o Revenue bond for the roof in 2005

o Most recently, in December 2023, ACPA secured funding of $1.8M, approved by the Assembly, to address
a portion of the needed upgrades to the fire panel and suppression system and 2 of the 5 elevators, most
importantly the freight elevator.

= The funds remain in the ACPA Capital Reserve, and the projects are not yet complete due to
engineering, RFP/bidding, purchasing and procurement process time.

e Annual efforts to secure General Obligation bond support through city management channels have not been
successful. Similarly, CAPSIS requests submitted via the Municipality to the State and advocated for by in person
visits to Juneau by the operator remain unfunded, as far as the nonprofit operator knows these tend to represent
the only formalized efforts by the Municipality to secure additional funds for the building.

lll. Broadway Alaska: Updates and Clarifications
o Clarifying history of Broadway at the PAC

o Broadway has been part of the PAC's programming since the building opened, and was first presented by
ACPA - including The Lion King in 2009. Broadway transitioned to a PAC resident company, Anchorage
Concert Association (ACA), from approximately 1994-2022, and then came back to ACPA in partnership
with Nederlander starting in 2023.

o Over the years, concerns were raised by the former presenter, ACA, about rising costs, market limitations,
access to product and sustainability, with regular feedback to ACPA that they may need to discontinue the
program.

o Inresponse to the feedback from the presenter, in addition to declining frequency of and/or access to
official touring productions, and considering a need to inspire the community when we returned from
COVID, ACPA first approached them (ACA) to evaluate a new way forward, and only when the opportunity
was declined by ACA did ACPA step in to preserve and expand Broadway access for Alaskans,
recognizing its importance to the operation of the facility and the economic impact to the community.
Through the process and negotiation with a new Broadway partner, we learned that the major national
touring management companies would only partner directly with venues. Once we secured a partnership,
we again approached the previous presenter, ACA, to develop opportunities to partner on our side of the
new agreement, to bring the experience to their patrons/subscribers, the opportunity to collaborate was
again declined. We remain committed and supportive of ACA, as an important part of the PAC and arts
community ecosystem.

o Broadway Alaska launched under ACPA's leadership in 22/23 with a focus on sustainability, quality, and
expanding access.
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e What is the partnership with Nederlander?

o The partnership with Nederlander sees ACPA responsible for Alaska related transportation, using airports
in the Lower 48 as our virtual loading docks and other transportation methods as available or necessary.

o Standard profits or losses are shared.

o Certain revenues that would normally be included in the split with our partner have been negotiated to be
maintained by ACPA to account for the unique transportation needs related to our market.

o Nederlander is one of the largest Broadway presenters in the U.S., with deep industry relationships and
booking influence. The partnership allows ACPA to curate stellar titles for our market, with Nederlander
acting as booking partner—not a controlling entity. This collaboration has improved tour routing options,
increased artist engagement, and created local economic and cultural value.

o Nederlander is committed to evolving the program with us in support the needs of our community, and we
are applying learnings from 2023-2025 for the future of the program.

e What does the 25/26 pause mean?

o ACPA made a strategic decision to pause the program for one year to protect financial sustainability and
preserve long-term viability and address growing facility issues. This is not a termination of the Broadway
Alaska program—rather, a proactive adjustment in a challenging national and local market cycle.

o During this strategic pause, our focus is to negotiate a sustainable management agreement structure and

fee, develop clarity and commitment from the Municipality to support capital needs for their asset and right
size Broadway programming model for our market.

IV. Facility Condition: Early Key Findings

We look forward to presenting the first phase of the assessment on August 4 from 12-1pm. We will forward Zoom link. This
facility assessment was undertaken by the ACPA with use of funds from our MOA Capital Reserve and after we obtained a
grant fund the remainder to allow us to accomplish Phase 1.

While responsibility for the condition of the capital infrastructure remains with the MOA, the ACPA has submitted proposals
for capital investment each year in the form of our prioritized list that is also used for CAPSIS requests through the
Municipality. Except for the roof repairs in 2005, these capital requests have never been granted to our knowledge and per
our documentation, and the roof repair is the only PAC improvement that has ever made it onto a bond.

Early findings have led to $50M+ in recommended upgrades, with $22.9M in near-term repairs, per initial Stantec and
Theatre Projects assessments. Most systems date back to original 1988 construction, now well beyond life expectancy.
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Top Critical Repair Needs - Highlights:

Fire panel (phase 1) — July/August 2025, funding acquired Dec 2023, but only recently released to move forward
Freight elevator and Atwood passenger elevator modernization — Summer 2026, funding acquired Dec 2023, but
not yet released

(due to water issues in piston shaft and potential for further breakdowns until fixed ACPA staff has mitigation plan in
place that is not ideal, but necessary to ensure we can serve contracted clients for the 25/26 season. ACPA has
feedback from Municipality that they will wait and see if any issues arise regarding potential corrosion and failure of
the piston due to water issues. ACPA staff continues to pump water out of the building, having to replace pumps
every 3-4 months due to volume and wear and tear.)

Ventilation Systems — Air handling units past lifespan, cooling towers and humidity controls defunct

Lighting and Public Address Systems — Full replacement of controls, fixtures and equipment needed

Exterior Envelope — Cracking, leaks, joint failures across fagade

Emergency Power Generator — Aged-out, unserviceable

Building Controls — Pneumatic/DDC obsolete systems

Additional Facility Gaps - Highlights:

Fire alarm system additional devices for ADA compliance, additional 4 elevators/lifts, and other life-safety
infrastructure elements outdated

ADA accessibility report forthcoming (need additional $15,000 to generate)—major modernization likely required,
work arounds, while well executed by staff, are lacking and true solutions needed

Current building does not meet:

e Audience needs (bathrooms, internal/external accessibility, seating, internal/external lighting, etc.)

e Concessions services (refrigeration capabilities, water access, efc.)

e Power (lobby spaces, taxation on breakers, etc.)

e Current theatrical systems standards (lighting, sound, rigging, power, etc.)

o Performer needs (dressing and green rooms, stage door access, efc.)

e Space for staff (office space, lighting, box office, call center, etc.)
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V. The Call to Action

This is no longer a future problem—safety, reliability, and equity are at risk.

Without immediate capital partnership and sustained management fee adjustment, the PAC cannot sustain:
- Core functions

- Resident company and nonprofit reduced cost access

- Audience growth

- Tourism and economic impact

The PAC is Alaska’s stage. It's time to invest in its future. We are ready to work with the Municipality to build The Next Act,
together.



	Alaska Center for Performing Arts Center – Critical Facility Briefing
	I. Executive Summary
	II. Investment Gap: The Funding Reality
	III. Broadway Alaska: Updates and Clarifications
	IV. Facility Condition: Early Key Findings
	V. The Call to Action


