


Executive Summary 

July 9, 2020 

On November 22, 2019, the board of directors for Up Your Arts entered into an agreement with the 
City of Southport to conduct a six-month feasibility study for the adaptive reuse of the old city hall 
building located at 20 I East Moore Street. 

As originally envisioned, the planning and executive process was segmented into four separate phases: 

• Phase One: Feasibility Studies
• Phase Two: Design Development
• Phase Three: Pre-construction
• Phase Four: Construction

This initial phase one study period, as outlined in the attached memorandum of understanding, was 
intended to give Up Your Arts an exclusive opportunity to study whether a project to convert the 
structure into a community-based performing and creative arts center was feasible. 

Preparation for phase one feasibility studies revealed four main areas of concern: 

First, is the building in a substantially worthwhile condition to warrant proceeding further, or 
are there too many unknowns or structural deficiencies to make the project infeasible? 

Second, is there genuine and broad-based community support for the project; has UYA set in 
place the mechanisms necessary to successfully rally that community support; and has UYA 
identified and begun to nurture appropriate community partnerships? 

Third, is the project financially viable, and what will be the funding sources? How will long
term sustainability be ensured? 

Finally, has UYA established the organizational structure necessary for moving into the second 
phase of the project (which focuses on program and design development)? 

After reviewing the studies conducted and information gathered during the last six months, the UYA 
board of directors found that a sufficient basis exists to begin shaping a phase two agreement with the 
City of Southport. 

As envisioned, an executive committee overseen by the UYA board of directors will be responsible for 
directing all phase two activities (attached). This new agreement would also take into consideration the 
impact of the current public health crisis on the original time line and ongoing planning and fundraising 
efforts. 

Although many challenges lay ahead, Up Your Arts looks forward to working with the City of 
Southport to create an inspirational, community-based arts center in the heart of downtown. 







Have we established an adequate organizational structure? (all of the following items are currently 
identified as "in progress" or completed tasks) 

Review ad hoc working group membership 
Formulate a dedicated executive committee 

Establish a volunteer resource manager 
Establish a community-based support/membership structure 
Prepare a phase two MOU. 

Phase Two Overview 

Additional six-month phases were initially envisioned for the arts center project. In light of the limited 
public outreach possible during the current public health crisis, it appears that phase two will most 
likely encompass a nine-month design development phase. The MOU defining this agreement between 
the City of Southport and UYA will be drafted and adopted after further consultation with the Mayor of 
Southport, the members of the Board of Aldermen, key city staff members and other civic stakeholders. 
The following areas of concentration will be considered applicable to the phase two process: 

Program Development: 

An initial overview of proposed usages and programs that define a community-based arts center was 
laid out in preliminary presentations. It included allowances for working art studios and galleries, a 
non-profit resource center, retail display space for students from the Southport Center of Brunswick 
Community College, a catering and service kitchen, a "light fare" cafe area, and, perhaps most 
importantly, a multi- function meeting and performance area encompassing the second floor of the 
existing structure. 

In order to further refine the vision and usage of the building, which will directly affect the actual 
redesign and adaptive reuse of the existing structure, UYA will continue its grassroots outreach. These 
efforts will include community-wide presentation and feedback events, social media presentations, 
smaller focus and discussion groups held throughout the area in a variety of venues and formats, and 
ongoing conversations with municipal leaders. 

Integral to the generation and maintenance of community support will be the adoption of an ongoing 

volunteer membership support group and the development and implementation of a community based 
fundraising group. Many of these efforts will depend on the availability of public meetings, which is 
limited due to the current public health crisis at the present time. It should be further stated that, prior to 
the current pandemic, UYA was encouraged and optimistic in its ability to raise all necessary funds for 
the successful completion of the arts center project. 

Design Development: 

As noted earlier, the phase one feasibility studies indicate that there are no insurmountable obstacles to 
continuing with an in-depth architectural re-design of the existing structure. During phase two, and 
concurrent with the program development efforts outlined above, professional architectural services 
will be engaged and funded. Up Your Arts will consider, evaluate and select one of two separate 

strategies pertaining to obtaining these architectural services. 





Final Phases 

At the conclusion of phase two, all construction drawings and specifications will have been completed, 

a construction budget will have been finalized and a separate board of trustees will have been legally 
established. 

Phase three activities will largely focus on raising the necessary funds to proceed into the actual 
reconstruction process. A general contracting firm will be selected through a competitive bidding 

process (unless the design-build model had been previously selected). A construction start date and 
timetable will be established. Staffing plans will be initiated by the operational board of directors, 
which will be followed by the hiring of an executive director. 

Phase four will encompass the actual construction work, including hazard mitigation, demolition, 
reconstruction, and the selection and installation of all necessary furnishings. In addition, all staff 
positions will be identified, funded and filled, and a detailed yearly operational budget will be created. 

Once all four phases of the project have been successfully completed a robust series of opening events 
and programs will be established and promoted. We will then begin to celebrate having a true 
community-based performing and creative arts center in the heart of Southport. 

Attachments: 
Initial Six Month Memorandum of Understanding 
Executive Committee Membership 
As-built Drawings 
Engineering Survey Report 


































