Channing Presidents’ Task Force to Develop and Evaluate
Proposals for Property Use

Executive Summary

During 2004 — 2005, active members of Channing Memorial Church who had served as
President of the Congregation were asked by the Governing Board to form a Task Force to
develop a proposal for long term development and use of all Congregation property to
include the Sanctuary, the Parish Hall, and Channing House. The task force also assessed the
current and projected future of church finances so that any proposal developed could be
evaluated in light of its financial feasibility.

The task force developed three proposals but did not achieve a consensus on choosing any
one. Each proposal assumed that the resource base of the Congregation in terms of financial
income would not increase or decrease in the foreseeable future. Therefore:

+ No proposals were developed under the assumption that an increase in membership and /
or pledge income would permit greater reclamation and development of space for
Congregation use and

+ No proposals were developed under the assumption that a significant decrease in
membership and / or pledge income would force loss of space as property that was no
longer sustainable was sold.

The three proposals are:

1. Reclaim the entire first floor of Channing House and the first floor of the Parish Hall
solely for Congregation use. The loss of rental income would be offset by redeveloping
the upper floors of Channing House, making them more attractive and profitable rental
properties. To date, one apartment on the first floor of Channing House has been
reclaimed for Congregation use. Loss of rental income was offset by increased pledge
support by the Congregation.

2. Rent all space in Channing House and then redevelop the Parish Hall and use it solely for
the Congregation. The Minister’s office and church office would occupy part of the first
floor of the Parish Hall. The remainder of the first floor would be used for fellowship
space while the second floor would be converted to meeting rooms and classrooms.

3. Sell the Parish Hall and Channing House to a real estate developer who would develop
them into condominium properties. The Sanctuary would remain under Congregation
ownership and would become part of a condo-association with the other two buildings.
Funds realized from the sale of the two buildings would be used to develop the Sanctuary
undercroft space into office, meeting, and fellowship space. There would also be some
reconfiguration of the property to provide more parking space.

Disclaimer: This Executive Summary was prepared by the Transition Team based on a
review of the task force’s work. It is not part of the original report of the task force.



Results of Meeting regarding Reclamation of the first floors of the Parish Hall and
Channing House for church use. (Amy, Mary Alice and Janet)

PRO’s
| Availibility & best accessibility( including handicapped) for all Channing activities

Minister’s Office should be in Channing House with parking (in the front if poss1b1e) in order to
present the most professional and welcoming image to the community

Pleasing Spaces to meet or work in

Unity of Property — create a campus feel by installing a green space between the Sanctuary and
Channing House

1% floor Apt makes good space for small meeﬁngs that need a kitchen like breakfast meetings,
for classrooms and Youth Group meetings — becomes available Oct 2005

Rooms in basement of Channing House pleasing as classroom space (need egress, fire code
upgrades and isolation of asbestos)

Minister’s current office would make a good church hbrary and room for gatherings like
Trustees Meetings

Minister and Secretary could move to the CH office space where Amy could have a smaller but
more private office not used for other church activities —becomes available June 2006

Could phase into this plan as the leases expire

Remove some of the walls to the rooms in the Parish Hall to create a better space for large
Channing gatherings and dinners :

Possibly not continue Day Care rental of Parish Hall — becomes available October 2005
Add small office in Channing House for RE Director
Eventually improve access between the Sanctuary and the Parish Hall

Immediate solutions while we develop a strategic plan for a Capital Campaign -

Major Pro: Uniting the church campus to provide a better image to visitors as well
as members and create more space for church activities



CON’S

Loss of rent from CH Apt 1 $ 9,600

‘Loss of rent from CH basement storage ??? Amount
Loss of rent from CH Office $ 10,600

| Loss of Day Care $ 9,000

CH basement rooms need improved egress, fire code upgrades and isolation from areas with
asbestos exposure

Cost of renovations

Continued Responsibility for maintenance and property management

Major Con: Loss of approximately $ 30,000 of operating income

Comments:

Loss of income cou‘ld be offset by better development of upper floor/floors of Channing
House

Cost of renovations could be offset with “sweat equity” and phased in gradually as the
leases expire ~



CHANNING MEMORIAL CHURCH President’s Task Force
Proposal to Rent Channing House and Use Parish Hall for the Church Activities Only

This proposal recognizes that Channing Memorial Church’s members need more space so that the
church’s programs and membership can continue to expand. It takes a conservative approach that will
require increased funds in increments that we believe are manageable, although not necessarily easy to
obtain. By creating space for continued growth with relatively modest cost over the next few years, the
proposal envisions that Channing will become stronger as a community and financially, and better able
to launch a capital fund drive for the repair and further expansion of our physical plant.

Proposal

Channing House will be used for rental income only, likely in a modified configuration. A property
manager will be employed to minimize use of church resources.

The Parish Hall will be used for church activities only. The downstairs space will be reconfigured to
provide more space for social gatherings while making space for the minister and secretary’s offices.

The upstairs space will be used for classes and meetings and an additional office.

The Parish Hall and the Sanctuary will be physically connected, allowing easy access to child care,
rest rooms, and after-church activities.

Extra off-street parking, probably using a gravel surface, will take the place of the playground.
A capital fund drive will provide the funds for the conversion costs, landscaping, and steeple repairs.

--Coles Mallory, John Burnham
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REPORT OF THE UNDERCROFT SUBCOMMITTEE

In my time at Channing, I have grim memories of trustees' meetings
consisting of interminable discussions of never ending property problems. We
wanted to plan and fund programs, but there were always the property
problems to consume our attention and our funds.

In the early 1980s, the Capital Fund Drive raised $200,000 to put our house
in order-to rid ourselves of property problems for a generation, so we could
concentrate on what really mattered to us. We accomplished a lot with those
funds, but since then, much of the work has undone itself, and new problems
have arisen.

Now we face almost $2.5 million of needed work-a cost of $120k/year beyond
our operating budget for 20 years--because our buildings are old, and

because we deferred vital maintenance while kidding ourselves that we were
earning income from our property. Yes, we were earning income, and becoming
dependent on that income, but at the price of caring for our property. And

guess what! In 20 years, much of that work will have to done again, and new
problems will develop, too! And that total doesn't even include the work on

the steeple.

We had several valid reasons for buying Channing House in the 1960s. We
wanted space for a minister's office. We needed the driveway for access to
the Parish Hall. We wanted a play space for our children. And we wanted to
protect our property from the irresponsible development of what became
Channing House.

The purchase justified itself and accomplished those purposes. It did help
with our space needs for many years. We did not intend to become
landlords-rental income was not one of the original justifications for

buying Channing House. But over the years, we have been forced to become
property managers, and we haven't done it very well. Until this year,
Channing was an embarrassing eyesore in the neighborhood. Now it's
beautiful, but we've heavily indebted ourselves to several of our
congregants to accomplish that.

As busy volunteers, we've had difficulty meeting the needs of our tenants in
a timely manner. Our tenants' heating bills are astronomical because the
buildings are poorly insulated. In some ways, we became the sort of property
managers we tried to avert by buying Channing House.

We are a growing congregation. Our giving has increased dramatically, but it's
impossible for our members to keep pace with the needs of our property. We



want to fund programs, not property. We want to nurture people, not
buildings.

Our proposal offers us a way to provide ample attractive, accessible space
by developing the undercroft of the sanctuary. And it allows us to
concentrate our property efforts in one building, while assuring that the
other two buildings will be responsibly developed without putting any more
of our own funds into those bottomless pits.

Our plan is to create a condo association, of which we, as occupants of the
sanctuary building, would be one member. The condo association would be
responsible for governing and managing the property. We would sell the
buildings to a developer who would renovate them into five or more highly
desirable condominiums. Our main concern is the exterior integrity of the
buildings, and Historic District Commission requirements, combined with our
own stipulations, can ensure that. We can anticipate a profit of at least

$1.2 million on the sale, which is a generous estimate of the cost of
developing the undercroft of the sanctuary. The historic tax credits that

we anticipate receiving would make this project very appealing to a
developer.

That cost includes moving the parish hall 40 feet to the left, onto a sound
new foundation, creating a beautiful mews with a view of the most attractive
part of that building. The move would allow us to create a sunken courtyard
in the old foundation, and give us access, including handicap access, to the
rear of the undercroft. The undercroft offers approximately 5600 square feet
of space, or about 1/3 more space than we now occupy in the two buildings.

We own prime property in a very desirable area. But right now, we are "house
poor." We can't afford to maintain these properties properly. What should be
assets have become heavy liabilities. We believe that this plan will relieve

us of those liabilities, and allow us to meet our space needs in a space

that we can afford to maintain.



"Develop the Undercroft” Proposal

Channing Rental Property
Revised budget analysis

Rental activities income budgeted this year
(Y/E 6/30/05): $55,700.00

% of total Channing '05 budget ($55,700.00/$198,050.00) : 28.0%

Estimated Cost of Deferred Maintenance (per annum basis)
Data from Capital Needs Summary report
Summary of estimated cost of repairs to rental real estate over the next 20 year's
Building Architectural _ :
Parish House Classrooms
Commercial/Parish Hall/Kitchen

Dwelling Units e
20 year total $663.000.00
/20 yrs
per annum $ 33,150.00
Budgeted ‘05 rental income ' . $55,700.00
Estimate of per annum maintenance costs ($33.150.00)
Revised estimate of rental income: +$23,350.00

% of total Channing ‘05 budget ($23,350.00/$198,050.00) 7%



Channing Mews Condominiums - Project Cost Estimates

Net $
Gross $

Construction
Church / Parish
Channing House
Subtotal

Soft Costs

Insurance

Legal
Taxes
Closing Costs

Interest

Sales

S W o W o e

-Project Cost
-RE Comnm

Return on Investment
w Historic Tax Credits
PROFIT

W |6h &R wR

193.00 SF
152.00 SF

Net

4,200
6,200
10,400

25,000.00
15,000.00
10,000.00

10,000.00

60,000.00

6.00%

PH
PH
CH
CH

CH

5.0%

5.5%
16.6%
221%

GSF

4,830
7,130
11,960

$/pst
$ 15200 $ 734,160
$ 15200 $ 1,083,760
Construction $ 1,785,000
10% Contingency $ 178,500
9.8% Architecture $ 192,423
Soft Costs  § 60,000
sub total $ 2,215,923
$ 66,478
Project Cost for tax credit calculations $ 2,282,401
Landscaping $ 20,000
Fencing $ 5,000
Dumpster & Condenser Fencing $ 5,000
Acquisition $ 1,200,000
Total Expenses $ 3,512,401
$ 17,750.00
Y% Annual
Owned  Fees Net/sf Price $/nsf
2019% $ 3,584.13 2,100 $ 787,50000 $ 375.00
20.19% $ 3,584.13 2,100 $ 787,500.00 $ 375.00
1490% $ 264543 1,550 $ 581,250.00 3 375.00
14.90% $ 264543 1,550 $ 581,250.00 $ 375.00
14.90% $ 2,64543 1,550 $ 581,250.00 $ 375.00
14.90% $ 2,64543 1,550 $ 581,250.00 $ 375.00
100.00% $ 17,750.00 10400 $ 3,900,000
total expenses
Profit
$ 192,599
30.00% $ 0.85 $ 582,012
$ 774,611



Channing undercroft renovation - Project Cost Estimates

Net $

Gross

Construction

undercroft area

Soft Costs

Insurance
Legal

Taxes
Closing Costs

Interest

$

& |65 B B e

193.00 SF
152.00 SF

Net

4,600

25,000.00
15,000.00
16,000.00

10,000.00

60,000.00

6.00%

GSF
5,290

$/gsf
$ 15200 % 804,080
Construction

10% Contingency
9.8%  Axchitecture

Soft Costs
sub total

Project Cost for tax credit calculations
Landscaping

Fencing

Dumpster & Condenser Fencing

Total renovation Expenses

Additional Expense
moving Parish Hall

$ 804,080
3 80,408
% 86,680
$ 60,000
$ 1,031,168
$ 30,935
$ 1,031,168
$ 50,000
% 5,000
$ 5,000
$ 1,091,168
80,000

total § 1,171,168



