EAST BAY MUNICIPAL UTILITY DISTRICT

DATE: August 28, 2025

MEMO TO: Board of Directors

THROUGH: Clifford C. Chan, General Manager G&.€..

FROM: Michelle L. Workman, Manager of Natural Resources )

SUBJECT: Follow-up on Siesta Valley Proposal

At its August 26, 2025 meeting, the Board requested a copy of the Siesta Valley Entertainment,
LLC proposal for the management and operations of the performing arts center on EBMUD
watershed lands, formerly known as Cal Shakes. The proposal is attached.

CCC:MLW

Attachment: Siesta Valley Amphitheater Proposal in Response to RFP ME25-01.03
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Facility Management & Maintenance

The Siesta Valley Amphitheater will be managed with a structured, phased development and maintenance
strategy that balances immediate infrastructure needs with long-term sustainability, environmental
responsibility, and guest comfort. This plan addresses both necessary repairs and a series of deliberate, scalable

enhancements to capacity and the guest experience over time.

Project Oversight and Accountability
All facilities-related activities will be overseen by a dedicated Facilities Manager. This individual will be

responsible for construction oversight, daily site operations, inspections, and coordination with contractors,
vendors, and public agencies. The Facilities Manager will be responsible for coordinating all capital
improvements and addressing deferred maintenance in partnership with the Siesta Valley Foundation Board of

Directors and Project Manager.

We will also form a Construction Advisory Team, including a licensed general contractor, a civil engineer, and
a permitting consultant. This group will manage capital projects and interface with EBMUD, Contra Costa
County, and relevant safety and environmental authorities to ensure full compliance and timely delivery.

EBMUD Facility Access
In accordance with the RFP and lease terms, we fully support EBMUD’s right to access the property and

facilities during non-performance periods for meetings, outdoor gatherings, and other official uses. To ensure
this access is seamless and secure:
e A designated point of contact on our team will coordinate directly with EBMUD staff to schedule and
support District use of the facilities.
e Access schedules will be managed via a shared calendar system, with ample lead time and flexibility

to accommodate EBMUD needs.

e During EBMUD-approved use, security and facilities staff will be available on-site or on-call to
support access, ensure safety, and maintain operational readiness.

@ All EBMUD use will be prioritized during non-performance windows and in alignment with our
broader commitment to being a collaborative, responsive partner.

We view this use as a natural extension of our shared stewardship of the site, and welcome opportunities to
support EBMUD’s internal and community-facing initiatives.

Capital Improvements, Upgrades & Deferred Maintenance Plan and Timeline

Phase 1: Immediate Improvements (2025-2026)

This phase will prioritize structural integrity, code compliance, and feasibility studies to guide future
expansion. The operational goal of this phase is to provide a foundation for future growth by establishing the
working relationship between EBMUD, the Foundation, and the Amphitheater; proving out the business model
of the Amphitheater; and, ensuring environmental stewardship while adhering to the terms of the lease.

During this phase we will:

Address deferred maintenance and aging infrastructure
Implement seismic bracing for the amphitheater
Repair water intrusion and upgrade drainage systems
Upgrade core sound and technical equipment
Improve existing food and beverage staging areas
Conduct cost-benefit and environmental impact studies for:
o Installation of perimeter fencing
Initiate a site study for restroom capacity and layout, including plans for a family restroom



Phase 2: Expanded Infrastructure and Services (2026-2027)

Based on findings from Phase 1, we will begin targeted infrastructure enhancements and prepare for further
expansion.

Install perimeter fencing in key zones as guided by environmental and safety assessments
Upgrade seating layout and ADA-compliant access points
Build permanent food and beverage service infrastructure
Assess feasibility and environmental impact of:
o Expanding the footprint of and adding seating capacity to the existing amphitheater
o Building an outdoor side-stage bandshell to support flexible event programming
o Partial weather protection options, such as tensile shade structures or modular covers, for
consideration in Phase 3
o Connecting to municipal water and Contra Costa County sewer systems
e Begin bathroom expansion

Phase 3: Full Venue Buildout (2027-2028)
This final phase completes the transformation of the Siesta Valley Amphitheater into a top-tier regional venue.

Complete buildout of indoor restaurant/bar and an enclosed performance space

Connect to municipal water and sewer

Construct a stage-side bar and guest social area inside the amphitheater

Expand amphitheater seating capacity, pending results of feasibility, cost-benefit analysis,
environmental impact studies, and permitting studies from Phase 2

e If deemed viable, install partial weather protection structure

e Complete final restroom upgrades and accessibility enhancements

e Landscape improvements and final site beautification

Year-Round Maintenance Plan
Alongside capital improvements, we will maintain a robust, ongoing facilities management program to ensure

safety, compliance, and guest satisfaction:

e Weekly inspections during the performance season; monthly inspections in the off-season
Annual third-party assessments of structures, utilities, and environmental impact

Preventive maintenance of all key systems: drainage, septic, solar, HVAC, lighting, electrical
Forestry and fire-risk mitigation conducted in coordination with Cal Fire and licensed arborists
Routine trail, road, and parking area upkeep

Seasonal readiness: spring pre-opening protocols and fall winterization activitics

This plan reflects a pragmatic, scalable approach to venue development and operations—one that balances
vision with fiscal discipline, and innovation with respect for the land and community.

Maintenance Plan for All Facilities

In compliance with the RFP, the above year-round maintenance plan applies to all permanent and semi-
permanent structures on all property and parcels as detailed in the RFP, including the amphitheater,
administrative buildings, food and beverage stations, storage facilities, utilities infrastructure, solar array,
access roads, restrooms, and green room areas. The plan includes routine inspections, preventive maintenance,
third-party structural reviews, forestry risk mitigation, and utility system servicing coordinated with licensed

contractors and public safety agencies.



Financial Capability

Funding Sources and Structure

The Siesta Valley Amphitheater will be capitalized partly through a $SMM convertible note offering, raised
from private investors in SVA. These funds will be used to support lease obligations, insurance overhead, staff
salaries, initial capital improvements, equipment purchases, and operating expenses during the early phases of
operation: The convertible structure aligns long-term investor interests with the venue’s financial success while
preserving operational flexibility during the launch period.

An additional $5MM in private follow-on capital is available to support expansion opportunities,
contingencies, and further site improvements. Additionally, public grants and private donations contiributed to
the Foundation, and earmarked for capital improvements, can add financial flexibility and contribute resources
while avoiding conflicts of interest. We may also pursue SBA 7(A) financing or private debt instruments to
fund working capital (operations) and capital improvements (construction). Together, this funding approach
positions the venue for long-term stability and thoughtful, sustainable growth.

While investors in the for-profit entity will not receive direct tax benefits, the financial model is structured to
ensure meaningful philanthropic and community return. Specifically:

e SVA will contribute 10% of its annual taxable income to the Foundation as a charitable donation. This
contribution may be tax-deductible under IRS rules and excluded from EBITDA, supporting the
Foundation’s mission while improving the after-tax financial profile of the for-profit entity.

e All ticket sales for commercial and non-commercial events will include two fees:

o $2.00 EBMUD Land Preservation fee, transferrable directly to EBMUD
o $3.00 Siesta Valley Foundation fee to support the non-profit mission and operations of the
501(c)3, transferrable to SVF

These contributions reflect our commitment to public accountability and mission alignment, and will be
disclosed and reported transparently to all stakeholders.

Due to the compressed timeline and lacking more detailed information about the specific construction and
deferred maintenance costs, we cannot provide an Unconditional Letter of Credit or Performance Bond at this
time. To signal our readiness and financial capability, we propose the following:

e Payment for the initial insurance obligation of $20K will be made on the Effective Date of the
agreement upon approval at an EBMUD Board of Directors meeting
e The first year of the lease term will be paid on the Effective Date
e Between the Effective Date and September 30, 2025, SVA commits to securing a Construction Surety
Bond after reviewing, prioritizing, and developing a phased schedule for addressing deferred
maintenance
e By December 31, 2025, SVA commits to raising a minimum of $5MM in capital through a
combination of debt financing and a convertible note offering from private investors in SVA,
earmarking $2MM for capital improvements in 2025-2027, including but not limited to:
o Completion of earthquake bracing for the main theater
o Bringing the theater into full or partial ADA compliance
o Addressing any deferred maintenance that prevents the safe operation of the facilities
o Completion of the California Native Plant & Bird Garden
o Completion of the EBMUD Watershed Education Center
e By December 31, 2025, SVF commits to raising a minimum of $500K from public grants and private
donations for both capital improvements and Foundation operations; naming rights arising from Major
Gifts will be coordinated in collaboration with SVA

We respectfully request that EBMUD accept our phased bonding and capital commitment structure as an
equivalent show of financial readiness, given the constraints of launching a new entity for this proposal and the
lack of detailed cost estimates for deferred maintenance and capital improvements.



Revenue Projections for Siesta Valley Amphitheater
Our financial model projects steady and diversified revenue growth from launch through stabilization:

e 2026.5.1.7MM
e 2027.5.2.6MM
e 2030.% 5.5MM
2041. $11.0MM

Primary revenue streams include:

1. Ticket Sales
o 50+ live music events annually
o Select community and theatrical productions
o Special events and festivals
o $700k (2026) — $2.1M (2030) — $4.2M (2041)
2. Food and Beverage
o Restaurant operations
o On-site concessions
o Catering for private events
o $500k (2026) — $2.0M (2030) — $4.0M (2041)
3. Sponsorships and Partnerships
o Corporate sponsors, brand activations, media tie-ins
o $100k (2026) — $550k (2030) — $1.1M (2041)
4. Venue Rentals
o Weddings, corporate offsites, nonprofit galas
o $100k (2026) — $250k (2030) — $500k (2041)
5. Merchandise Sales
o Artist-branded and venue-branded merchandise
o $200k (2026) — $410k (2030) — $800k (2041)
6. Parking
o Premium parking ($20 per car 2026; discount for 3x carpool)
o $100k (2026) — $200k (2030) — $400k (2041)
o Free shuttle service from BART will be offered to encourage public transit use

Operating Expenses
Major expense categories include:

Staffing and personnel

Facilities maintenance and improvements
Utilities and site services

Programming and artist fees

Marketing and audience development
Insurance and security

Administrative and compliance costs

Detailed annual expenses are included in the attached operating budget and financial model.

Break-Even Analysis
We anticipate reaching operational break-even within 18 months, based on conservative assumptions and a

ramped event schedule.
e 2026: Anticipated loss of $500K
o 2027: Break-even year (no net operating profit), net of Capital Improvements and Deferred

Maintenance costs
e 2030: ~ $700,000 projected net operating profit



e 2041: ~$1,600,000 projected net operating profit

In 2026, EBMUD will generate $12k in rent and an additional $33k in the “land preservation fee” from ticket
sales ($45k total). By 2030, the “land preservation fee” income for EBMUD will grow to $70k, and is

projected to hit $110k by 2041.

This capital strategy, paired with disciplined operations and a scalable revenue model, gives us strong
confidence in the long-term financial sustainability of the Siesta Valley Amphitheater. We are prepared to
meet the responsibilities of the lease, maintain the site to the highest standards, and deliver consistent value to

EBMUD and the broader East Bay community.

Foundation Financials
The appendix has a high-level revenue and operating pro-forma, which includes capital expenditures to fund

ADA compliance, bathroom expansion, environmental impact analyses, and all costs for the EBMUD
Watershed Education Center and California Native Garden & Bird Garden. The Foundation will earn (via the
“SVF fee” on all ticket sales) a projected $49k in 2026, $106k in 2030, and a projected $164k in 2041 from the

C-Corp to support programs.



Proposed Lease Terms

e Base Lease Rate
o $12,000 per year, payable in annual installments, with the first installment due on the

Effective Date, with annual increases indexed to CPI

e Ticket Fees
o All ticket sales for commercial and non-commercial events will include two fees:

= $2.00 EBMUD Land Preservation fee, transferrable directly to EBMUD
= $3.00 Siesta Valley Foundation fee to support the non-profit mission and operations
of the 501(c)3, transferrable to SVF
= These ticket fees will increase with inflation in the 15 year period 2026 to 2041
e Term
o 15-year lease as specified in RFP
o Option for extension based on mutual agreement

e Structure
o Siesta Valley Foundation will execute the lease, and sublease to Siesta Valley Amphitheater

as permitted by the current lease terms

e (Capital Improvements
o Ongoing investments in maintenance and upgrades
o $2MM allocated to capital improvements in 2025-2027 with funding coming from public and

private sources across the SVA and SVF



Case Studies & Examples

Case Study 1: Live Music Programming

The Guild Theatre, Menlo Park, CA

Our team has studied the successful transformation of The Guild Theatre in Menlo Park, which was converted
from a single-screen movie theater into a thriving live music venue. The Guild now hosts a diverse range of
musical acts and has become a cultural hub for the community. We plan to implement similar programming
strategies, with a focus on creating an exceptional audience experience through superior sound quality,
comfortable facilities, and diverse musical offerings. The Guild is managed through an operating structure
identical to what we are proposing here, with a non-profit parent and a for-profit subsidiary.

Case Study 2: Food and Beverage Operations

Fourth Bore & Forge Restaurants
Michael Karp's experience operating successful restaurants in the East Bay provides a proven model for our

food and beverage operations. His restaurants are known for quality, consistency, and creating community
gathering spaces. We will apply these principles to our dining options at the Siesta Valley Amphitheatre,
creating a destination for dining even on non-performance days.

Case Study 3: Theater Operations

Cal Shakes at Bruns Amphitheatre
Clive Worsley's direct experience managing Cal Shakes at this very location provides invaluable insight into

the operational requirements and challenges of the property. His leadership resulted in successful theatrical
seasons, community engagement, and educational programming. We will build upon this foundation while
expanding the range of performances and community offerings.

Case Study 4: Scaling Businesses

Yapta, Inc

Tom Romary’s direct experience as Founder/CEO in starting and scaling travel tech company Yapta. Inc from
concept / founding (2006) to millions in revenue and a successful exit to Coupa software (2019), over a 13-
year journey, involved raising $16MM in capital from private investors, leading venture capital firms, and
corporate entities like Concur Inc. (now owned by SAP).

Mr. Romary, Mr. Karp, Mr. Worsley and Mr. Foster have years of expetience in raising the necessary capital
and building BOD and organizations s to build successful companies and non-profit organizations.
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Michael Karp
e Ned Collett, President, SGPS Showring Inc (Las Vegas NV). ncollett@sgps.net , 702-902-0390

e  Bruce Eskowitz, President & COO, Red Light Management (Los Angeles, CA). Former CEQO, Music,
at Live Nation. bruce.eskowitz@redlichtmanacement.com, ¢:310.666.0992 0:310-273-2266

Tom Romary
e  Warren Packard Managing Partner & Venture Capitalist, AI Fund, Palo Alto

CA warren@aifund.a1 650-303-9123
e David Falter, Former BOD Member Yapta Inc (and Advisor to BizTrip Al). david.falter@ gmail.com

c: 312-420-4700
Campbell Foster
e David Haupt, Allied Consulting, CFO and CPA, Livermore, CA. david @alliedtax planners.com

925-202-3255
e  Michael Berolzheimer, Bee Venture Partners, michael@beepartners.ve, 415-519-4707

Clive Worsley
e Betsy Streeter, BoD Secretary for Cal Shakes Theatre, bucsinspace@ gmail.com

Letters of reference will be furnished upon request.



Summary & Conclusion

The Bruns Amphitheater and Siesta Valley stand at a critical moment. OQur proposal presents a forward-
thinking plan to transform this iconic venue into a resilient, mixed-use, community-centered hub that aligns
seamlessly with EBMUD’s mission: “to manage the natural resources with which the District is entrusted; to
provide reliable, high-quality water and wastewater services at fair and reasonable rates for the people of the
East Bay; and to preserve and protect the environment for future generations.”

Our proposed hybrid operational model, featuring a nonprofit foundation overseeing a for-profit subsidiary,
ensures financial sustainability through diverse revenue streams—such as events, rentals, and concessions—
while the nonprofit focuses on environmental stewardship, educational programming, and community
engagement. This approach not only safeguards the amphitheater's future but also aligns with EBMUD’s
principles of responsible financial management and environmental stewardship.

Our team brings a wealth of experience in arts administration, sustainable business practices, and community
outreach. We are committed to revitalizing the Bruns Ampbhitheater and surrounding environment as a space
that reflects the diverse cultural fabric of the East Bay, promotes environmental education, and serves as a

model for sustainable operations.

In selecting our proposal, EBMUD will partner with a team dedicated to preserving the natural beauty of the
watershed, fostering community engagement, and ensuring the Bruns Amphitheater — reborn, revitalized, and
renewed — remains a vibrant, self-sustaining asset for generations.



Appendix:

Siesta Valley Entertainment, LLC

Operating Agreement



OPERATING AGREEMENT OF Siesta Valley Entertainment, LLC a
California Limited Liability Company

THE SECURITIES REPRESENTED BY THIS AGREEMENT HAVE NOT BEEN
REGISTERED UNDER THE SECURITIES ACT OF 1933 NOR REGISTERED NOR
QUALIFIED UNDER ANY STATE SECURITIES LAWS. SUCH SECURITIES MAY NOT
BE OFFERED FOR SALE, SOLD, DELIVERED AFTER SALE, TRANSFERRED,
PLEDGED, OR HYPOTHECATED UNLESS QUALIFIED AND REGISTERED UNDER
APPLICABLE STATE AND FEDERAL SECURITIES LAWS OR UNLESS, IN THE
OPINION OF COUNSEL SATISFACTORY TO THE COMPANY, SUCH QUALIFICATION
AND REGISTRATION IS NOT REQUIRED. ANY TRANSFER OF THE SECURITIES
REPRESENTED BY THIS AGREEMENT IS FURTHER SUBJECT TO OTHER
RESTRICTIONS, TERMS AND CONDITIONS WHICH ARE SET FORTH HEREIN.

REVISED 5.5.2025
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