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BISBEE SCIENCE EXPLORATION AND RESEARCH CENTER

INTRODUCTION
Gallagher & Associates was retained to conduct a planning
exercise to help determine the feasibility of a science exploration
and research center for the City of Bisbee, Arizona. This
work has been executed under a grant by the United States
Department of Agriculture. The RGBD grant applications states:
“While Bisbee enjoys unique natural and cultural assets, the
small and rural nature of the town do not naturally attract
developers and growth in the same way larger communities
might experience. Economic Development must be born out of
the assets we have and leveraged through partnerships where
shared advantage may be gained.

The purpose and goals of this feasibility study are to determine
if the proposed economic development project:
++ Is financially feasible in both development and operations.
++ Will have a positive, economic impact in the community.
++ Meets the individual and shared goals and objectives of the
organizing partners (City of Bisbee and UAS).
++ Can attract supporting partners for funding, programming,
development, and operations.

Over the past several years, Bisbee leaders and stakeholders,
representing all aspects of the community, have worked to
identify how the local economy may be spurred to grow in ways
that would not necessarily change the fundamental nature and
culture of the community but, rather, utilize the rich natural /
cultural resources already here. There are entities in Bisbee who
have established goals and objectives in a ‘silo’ environment but
whose programs/projects may share commonality in resources,
outcomes, and need. ”
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EXECUTIVE SUMMARY

GENERAL DISCOVERIES

The citizens of Bisbee and the city leadership strongly
support activities that will develop educational experiences
for the community and science resources for students and
teachers. Many people are also in support of a project
that will contribute to the economic well-being of the area
through increased tourism, paid programming, and other
revenue generating activities. There is strong support for the
development of STEAM (science, technology, engineering, art,
and mathematics) opportunities, professional training, career
development, and entrepreneurship — and the richness of the
natural resources and habitats of the region provide a wealth
of possibilities for science related activities. The development
of a Science Exploration and Research Center (Center) with a
strong professional team running it can provide these benefits
to the community, county, and state, as well as promote
scientific literacy and encourage scientific inquiry needed for
the 21st century. To achieve its goals, the Center will have to
have robust ongoing support and commitments from science
academics and research specialists. An assessment of the
projected financials indicates that, while building a stand
alone Center is potentially feasible, sustaining its ongoing
operations will be challenging. A strong recommendation is
that the Center find a collaborative partner that is an attraction
with a consistent revenue generating activity to support the

A The target audience includes both the community and
out-of-town visitors.
B By partnering with other like-minded institutions and
offerings, the project can potentially provide other services,
such as a visitor center, for the region.
C The project should include informal education and
entertainment offerings as well as formal educational
programs.
D Five educational subject matter areas and six direct linkages
to the State of Arizona STEM standards were identified in the
report.
E The delivery of the full suite of offerings should be divided
between the new non-profit and existing non-profit and/or
new local business enterprises, as appropriate.
F The advantages of activating visitor experience
opportunities beyond the existing mine tour site must be
offset by the cost of creating and operating visitor
transportation to these other locations.
G The project will need continual robust support from science
educators and science researchers.

educational goals.
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METHODOLOGY & APPROACH
METHODOLOGY
The methodology for this planning exercise was based upon the
these five interconnected tracks. As the team moved through the
process, each track informed the work of its neighbors, as the
study progressed through several iterations to completion.
1. Community Engagement to determine interest, support, and
input into what the project should include. This effort included
research into local conditions, community interviews, public
meetings, and public surveys.
2. Visitor Experience Planning to determine the factors that would
inform the nature, size, scope, and staffing of the facilities and
operations needed to execute.
3. Facility Planning to define a probable space program for the
facility.
4. Financial Analysis to evaluate capital and operating costs
based upon market studies and assessing potential competition,
partners, and benchmark comparable projects.
5. Organizational Planning to identify steps for implementing a
new 501(c)(3) to launch and operate the project.

6
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FEASIBILITY STUDY PROCESS

COMMUNITY
ENGAGEMENT

++ Gauge public interest,
desires, and support for the
project
++ Identify strategies for
leveraging project strengths
and opportunities

VISITOR
EXPERIENCE
PLANNING

FACILITY
PLANNING

++ Define target audience
and value proposition

++ Explore building program
and siting options

++ Propose visitor experience
offerings options

++ Determine appropriate scale
for the project

++ Prioritize visitor experience
options

FINANCIAL
ANALYSIS

OPERATIONAL
PLANNING

++ Study comparable projects
++ Estimate capital costs for
executing project
++ Determine operating pro forma
for a sustainable institution
++ Analyze market studies,
benchmarks, and comparable
projects

FINAL REPORT
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++ Determine structure
for organization
++ Establish guidelines for
board of directors
++ Determine qualifications
for executive director
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METHODOLOGY & APPROACH

FEASIBILITY PLANNING PHASES
The study proceeded along these five interrelated efforts.
The first half of the effort was focused on data gathering and
analysis; the second half of the process focused on synthesizing
the findings into recommendations for shaping the project.
After the Feasibility Study has been concluded, the next phase
should include a Strategic Plan to define requirements for
executing the project.

STRATEGY AND SYNTHESIS

BISBEE SCIENCE EXPLORATION AND RESEARCH CENTER

AUGUST 2018

VISITOR EXPERIENCE PLANNING

|

REVIEW

LAUNCH

BUILDING SITE ANALYSIS

ORGANIZATIONAL PLANNING
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VISITOR EXPERIENCE PLANNING

COMMUNITY
ENGAGEMENT
APRIL 2018

FINANCIAL ANALYSIS
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FEBRUARY 2018

COMMUNITY
ENGAGEMENT

BUILDING SITE ANALYSIS

ORGANIZATIONAL PLANNING

FINAL

DISCOVERY AND ANALYSIS

STRATEGIC PLAN

FINANCIAL ANALYSIS
Based upon public input and creative development,
visitor experience concepts and programs were proposed and
subjected to the financial analysis illustrated here. The resulting
data was used to help determine the optimal size of the project
and associated capital and operating costs.

DISCOVER AND
COMMUNICATE
VISION

ANALYZE AND
DEVELOP

COMMUNICATING WITH STAKEHOLDERS
AND PROFESSIONAL TEAMS

COMMUNICATING WITH STAKEHOLDERS
AND PROFESSIONAL TEAMS

COMPARABLE
MUSEUMS

DEMOGRAPHIC
ANALYSIS

COMMUNITY
INTERVIEWS

ANALYZE MARKET
ANNUAL
ATTENDANCE

IDENTIFY
OPPORTUNITIES

IDENTIFY
NEEDS

EXPENSES

REVENUE
STREAMS

REPORT AND
STRATEGIZE

COMPARABLE
VENUES

FINAL REPORT
LOCAL

TOURISM

DISCUSS
CONCLUSIONS

DEVELOP OPERATING
PRO FORMA

IDENTIFY AND
STRATEGIZE
NEXT STEPS

DEVELOP PROJECT
CAPITAL COSTS
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METHODOLOGY & APPROACH

APPROACH
The approach focused on maximizing the impact of the project by
seeking and identifying potential audiences, visitor offerings, and
funding sources.

PLANNING STRATEGY AND APPROACH FOR MAXIMUM ECONOMIC IMPACT

MAXIMIZE
POTENTIAL
AUDIENCES

++
++
++
++

10

Residents
Students
Educators & Researchers
Tourists
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MAXIMIZE
POTENTIAL
FUNDING
SOURCES

MAXIMIZE
POTENTIAL
OFFERINGS

++
++
++
++
++
++
++
++

Conference Center
Exhibits
Research Facility
Science Center
STEAM
Tours
Training Center
Lab Space and
Hands-on Activities
++ Field Stations

++
++
++
++
++
++
++

Federal Agencies and Grants
Foundations and NGOs
Generated Income
Private/Corporate
State Agencies
University of Arizona
Other Educational Partnerships

COMMUNITY INVOLVEMENT
Community engagement was a critical component of the
approach. The study sought input from various community
stakeholders, including residents, business owners, non‑profit
institutions, public officials, and Freeport McMoRan. Continuing
community engagement in all aspects of the project’s execution
will help ensure its success.

FREEPORT
McMORAN
BISBEE SCHOOL
DISTRICT

i BISBEE
LOCAL
BUSINESSES

CITY OF BISBEE
HEALTH AND
COMMUNITY
SERVICES

PUBLIC
AGENCIES

PRIVATE
BUSINESSES
ARIZONA
PUBLIC SERVICE

RAIN
BIOSPHERE III

COCHISE
COLLEGE
RESIDENTS

NON-PROFIT
ORGANIZATIONS
UNIVERSITY
OF ARIZONA
SOUTH

HEALTH AND
COMMUNITY
SERVICES
MINING &
HISTORICAL
MUSEUM
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CULTURAL TOURISM
PLANNING STRATEGY
As a point of reference, the study embraced a cultural tourism
planning model identifying four factors critical to quality of life.

OFFERINGS
CULTURAL
FORMAL EDUCATION
INFORMAL EDUCATION
RECREATION

INFRASTRUCTURE
HOSPITALITY
ACCOMMODATION
AMENITIES

QUALITY
OF LIFE
DEPENDS ON
THE AVAILABILITY
AND QUALITY OF THESE
FOUR FACTORS
COMMUNITY
SUPPORT
GOVERNMENT
BUSINESSES
ORGANIZATIONS
RESIDENTS
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ORGANIZATION
LEADERSHIP
STRUCTURE
STAFFING
FUNDING

VISION
BISBEE SCIENCE EXPLORATION
& RESEARCH CENTER VISION
The vision of the Bisbee Science Exploration and Research
Center is to provide a location within Bisbee for the exploration
and practice of science that helps develop scientific literacy
and encourages scientific inquiry needed for the 21st century.
It is an exploration of science today, yesterday, and tomorrow.
++ Leverage southern Arizona’s specific physical environment
and natural resources.
++ Resonate with the local community and social and
historic context.
++ Partner with universities, K – 12 schools, and existing
science programming throughout the state of Arizona.
++ Create a positive impact on the local community through
increased visitation and educational programming, and
heightened reputation.

FINAL REPORT
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GOALS
SCIENCE EXPLORATION &
RESEARCH CENTER
The historical and geological significance of Bisbee, Arizona, as
well as its rich natural resources, make the town and its surrounding
areas a perfect location for the Center. The new facility will provide
informal learning environments to explore, learn about, and practice
science. The programs, exhibits, and educational outreach will
develop scientific literacy and encourage scientific inquiry needed
for the 21st Century. The Center will partner with organizations
throughout the state and the country such as the University of
Arizona, RAIN, and Flandrau Science Center in Tucson to achieve its
educational goals.
The town, the Bisbee school system, and the economy will benefit
from the Center; the educational, scientific, and visitor experience
activities generated will help improve existing businesses and
generate new businesses, partnerships, and other enterprises to
meet the increased demands brought on by the project.
In summary, the proposed core components of a Center will
leverage public, private, and non-profit sector interactions to help
catalyze local growth and propel the economic development of
the Bisbee community. Expected outcomes include higher quality
education for local teachers and students; job growth driven by this
additional economic activity; increased sales in retail, restaurants,
and hotels; improved standing as an attractive cultural destination;
and overall improved quality of life for local residents—all while
contributing to increased scientific literacy.
14

A combined project would be able to deliver:
++ STEAM Education: Hands-on science and technology learning
for K to 12 students.
++ STEAM Training: Professional development program recruiting,
training, and placing STEM teachers.
++ Science-based Visitor Experiences: Informal learning opportunities
such as exploratory exhibits, live demonstrations, programming,
and tours on topics of natural science.
++ Supported Research: Support services for visiting STEAM and
natural science research activities.

POTENTIAL BENEFITS OF
COLLABORATING WITH QUEEN MINE
TOUR
Simultaneous to the feasibility study of the Science Exploration
and Research Center is a review for an educational and attraction
expansion of the Queen Mine Tour in Bisbee and an analysis for
its long term sustainability. Many of the goals for the Queen Mine
Tour (QMT) are similar in educational impact and scientific training.
Numerous efficiencies and synergies can be had by integrating these
two endeavors into a single vision, run by one organization. Shared
staffing, facilities, and other resources reduces initial capital costs
and ongoing operational costs. The services and experiences provided
by each component are enhanced and supported by services and
experiences of its sister component. In this way the project benefits
from leveraging the combined offerings, thereby creating a unique,
engaging, and energetic experience for all.

BISBEE SCIENCE EXPLORATION AND RESEARCH CENTER		

CORE COMPONENTS
These proposed core components leverage public, private,
and non-profit sector interactions to help catalyze local growth
potential and propel the economic development of the Bisbee
community. The educational, scientific, and visitor experience
activities generated by each of these core components will help
improve the economic environment for existing business growth
and the development of new business as the local economy works
to meet increased demands brought on by the project. Expected
outcomes include increased sales, higher quality education for
local students, job growth driven by this additional economic
activity, improved standing as an attractive destination, and overall
improved quality of life for local residents.
To create the most significant return on the investment, it is
best to integrate the core components into a single operation.
Through this effort, the project benefits from leveraging the
combined offerings, thereby creating a unique, educational,
and engaging experience for residents, students, teachers,
researchers, and tourists. Shared staffing, facilities, and
other resources reduces initial capital costs and ongoing
operational costs. The services and experiences provided by
each component are enhanced and supported by services and
experiences of the other. Striving towards these efficiencies will
provide the best outcome for the City of Bisbee and an improved
quality of life for its citizens.

STEAM
EDUCATION

STEAM
TRAINING

COMPREHENSIVE
SCIENCE
EXPLORATION
AND RESEARCH
CENTER

SCIENCE-BASED
VISITOR
EXPERIENCES
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1.0

C O N D I T I O N S,
C H AR AC TER I ST I CS
D EMAN D

1.1 INTRODUCTION
This section contains the results of various data gathering
collection efforts and their evaluation. Demographic and market
data was first evaluated. Potential competing facilities were then
identified. Comparable, similar-sized, science-based centers were
identified and their characteristics have been documented herein.
A range of local visitor experience offerings were also located
and mapped.
A list of potential differentiating factors for this science center
was built based upon input from the local community and direct
observation. These unique characteristics are described herein.
Local and tourism-based demands were researched and
evaluated. Needs of the local community were based upon input
from the interviews and public surveys taken. Potential tourismbased demands were developed based on the modeling of three
different types of visitor cohorts and aligning potential visitor
experience offerings to each group based on need and interest.

18
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1.2 SOCIOECONOMIC CHARACTERISTICS OF BISBEE
		 & THE SURROUNDING REGION
|

1.2.1 LOCAL DEMOGRAPHICS
Capture Rates			 Capture Rates		
Local Population
Population
Low
High
Low
City of Bisbee, AZ
5,330
5.00%
10.00%
267
Cochise County, AZ
120,440
1.00%
5.00%
1,204
Five Surrounding Counties
1,475,392
0.10%
3.00%
1,475
Total Local Population
1,601,162			
2,946
Tourism
Tuscon, AZ
Total Tourist Visitation

6,500,000
0.10%
1.00%
6,500
6,500,000			
6,500

Attendance
High
533
6,022
44,262
50,817

65,000
65,000

				
Combined Visitation
				
Low
High
Total Visitation				
9,446
115,817
Percent Local				
31%
44%
Percent Tourist				
69%
56%
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1.2.2 LOCAL SCHOOLS
School

Distance to Bisbee
1-100 101-200
Miles
Miles

K – 12 Public Enrollment

40,375

231,590

K – 12 Private Enrollment

1,530

18,391

41,905

249,981

Total

Student Breakdown		
Average by grade (K – 12)

3,223

19,229

3

3

9,670

57,688

10%

5%

967

2,884

24

72

Total Student Estimate		

3,851

Estimated Revenue at $6 per student		

$23,106

Attendance
Total K-12

Dist. to
Bisbee			

Cochise County

31,548

0

Graham County

7,512

152

Pima County

162,004

137

Pinal County

70,641

167

Santa Cruz County

10,357

73

Estimated number of grades per year
Total students possible
Capture Ratio
Estimated Number of Students
Estimated number of classes (40 students/class)

Arizona County Student Population

Total
20

282,062
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1.3 COMPETING VISITOR EXPERIENCE OFFERINGS
COMPETING VISITOR EXPERIENCE OFFERINGS / COCHISE COUNTY
Attraction

Institution
Arizona
Distance
Annual
Description
City
to Bisbee
Attendance
			
(miles)

Adult
Price

Environmental
Benson
47
140,000
Exploration Park
Cave Tour				

$7.00

Kartchner Caverns State Park

$23.00

City of Tombstone

Tourist Destination
“Wildwest Town”

Tombstone

24

108,537

Tombstone Courthouse State Park

Local History Museum

Tombstone

24

59,889

$5.00

Chiricahua National Monument

Natural History Museum

Willcox

69

55,000

$5.00

Bisbee Mining & Historic Museum

History Museum

Bisbee

0

44,000

$12.00

Queen Mine Tour

Mining Tour

Bisbee

0

46,117

$8.00

Science Exploration and
Research Center

Science Exploration
and Research Center

Bisbee

-

25,000

$8.00

Coronado National Memorial

Park Museumr
and Visitor Center

Hereford

27

26,000

Free

Amerind Museum

Archaeology and
Ethnology Museum

Dragoon

63

13,000

$10.00

Fort Bowie National Historic Site

Historic Military Site

Bowie

83

10,000

Free

John Slaughter Ranch Museum

Historic Site

Douglas

41

4,000

$5.00

San Pedro Valley Arts
and Historical Society

Historical Society Museum

Benson

48

3,000

|

1.3.1 POTENTIALLY COMPETITIVE
VISITOR EXPERIENCE OFFERINGS
IN COCHISE COUNTY
Within the region there are several science-based informal
education centers focused on delivering exhibits and programs
to the visiting public.
++ Arizona Science Center – Phoenix
++ Challenger Space Center Arizona – Phoenix
++ Kitt Peak National Observatory Visitor Center
++ Flandrau Science Center & Planetarium – Tucson
++ Biosphere II – Oracle
Bisbee is a three hour and ten minute drive from Phoenix and a
one hour and ten minute drive from Tucson. For visitors in the
Phoenix and Tucson areas, these offerings would provide larger
venues and more convenient access than the proposed science
center in Bisbee. This suggests that the main tourist audience
for the proposed center in Bisbee may be visitors already coming
to the community for other purposes. Further audience research
could reveal characteristics of the Bisbee venue that should
be leveraged and marketed to help differentiate this offering
and attract and engage a broader audience. The addition of a
University research satellite station to the Center in Bisbee will
help attract an academic audience group.

FINAL REPORT

|

G A L L A G H E R & A S S O C I AT E S

21

COMPETING VISITOR EXPERIENCE OFFERINGS
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5

1.3.2 LOCAL OFFERINGS
Closer to Bisbee, within a sixty minute drive, are
approximately a dozen offerings that deliver either
natural history, cultural history, or mining technology
experiences. The proposed science center may be able
to position itself as a visitor center to these dispersed
sites by developing mutually beneficial partnerships.

BISBEE SCIENCE EXPLORATION AND RESEARCH CENTER

45 MIN
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9
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15 M
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22

2

UT

Asarco Mineral Discovery Center
Colossal Cave Mountain Park
Slaughter Ranch Preserve
Kartchner Caverns State Park
Muleshoe Ranch Preserve
Parker Canyon Lake
Ramsey Canyon Preserve
San Bernardino National Wildlife Refuge
San Pedro Riparian National Conservation Area
Willcox Playa
Whitewater Draw
San Pedro River Field Station

1

60 MINU
T

N

1
2
3
4
5
6
7
8
9
10
11
12

bk

8
3

1.4 COMPARISONS BETWEEN BISBEE & SIMILAR MARKETS
1.4.1 | SCIENCE INSTITUTIONS IN THE REGION
Attraction Category
Border Air Museum
Kartchner Caverns State Park
Chiricahua National Monument
Colossal Cave Mountain Park— La Posta Quemada Ranch Museum
Patagonia-Sonoita Creek Preserve
Patagonia State Park
Arizona-Sonora Desert Museum
Univ. of Arizona Flandrau Science Ctr and Planetarium and Mineral Museum
Kitt Peak National Observatory
Pima Air & Space Museum
Saguaro National Park Visitor Center
Tohono Chul Park Inc.
Children’s Museum Tucson
ASARCO Mineral Discovery Center
Titan Missile Museum
Fred Lawrence Whipple Observatory
University of Arizona Mount Lemmon SkyCenter
Discovery Park Campus, Mt. Graham International Observatory
City of Rocks State Park
Rockhound State Park
Center for Meteorite Studies, Arizona State University
Arizona Museum of Natural History
Wingspan Air Museum
i.d.e.a. Museum
Arizona Science Center
Southwest Museum of Engineering, Communications and Computation
Challenger Space Center of Arizona
Las Cruces Museum of Nature & Science
Kofa National Wildlife Refuge

City
Douglas
Benson
Willcox
Vail
Nogales
Nogales
Tucson
Tucson
Tucson
Tucson
Tucson
Tucson
Tucson
Sahuarita
Sahuarita
Amado
Mount Lemmon
Safford
Bayard
Deming
Tempe
Mesa
Mesa
Mesa
Phoenix
Glendale
Peoria
Las Cruces
Yuma

State
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
AZ
NM
NM
AZ
AZ
AZ
AZ
AZ
AZ
AZ
NM
AZ

Miles to Bisbee
23
52
72
81
83
83
99
99
99
99
99
99
99
101
101
113
118
125
183
194
207
212
212
212
212
221
226
239
336
FINAL REPORT
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Type
Aerospace
Life Science, Earth Science
Life Science, Earth Science
Life Science, Earth Science
Life Science, Earth Science
Life Science, Earth Science
Life Science, Earth Science, Zoo, Botanical
Science Center, Astronomy, Earth Science
Astronomy
Aerospace
Life Science, Earth Science
Botanical Gardens
Children’s Museum focused on Science
Earth Science , Industry
Aerospace
Astronomy
Astronomy
Astronomy
Life Science, Earth Science
Life Science, Earth Science
Astronomy
Life Science, Earth Science
Aerospace
Children’s Museum focused on Science
Science Center
Technology
Aerospace
Aerospace, Life Science, Earth Science
Life Science, Earth Science
G A L L A G H E R & A S S O C I AT E S
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1.4.2 OVERVIEW
Gallagher & Associates (GA) was charged with identifying three
centers as potential models for operations. The Association
of Science-Technology Centers (ASTC), the predominant
professional organization for science centers, museums, and
related institutions, serves over 600 members. In order to narrow
this number, GA used ASTC’s definition of very small science
centers as 12,000 sq ft or less dedicated to interior exhibition
space and/or an operating budget of $1 million or less.1
From that pool of science centers, GA narrowed the search to:
++ Operating budgets ranging from $500,000 to $750,000;
++ A city and/or metro area similar to Bisbee and Cochise
County; and,
++ Institutions that are active in ASTC, sharing their experience
in operating a small science center.

The team identified three science centers as good
examples from a core list of 15 institutions.
The three comparative small science centers for review are:
++ Edgerton Explorit Center, Aurora, NE (pop. 4,479)
++ Lancaster Science Factory, Lancaster, PA (pop. 59,322)
++ Powerhouse Discovery Museum, Durango, CO (pop. 16,887)
The following research was collected from staff interviews,
financial documents, museum websites, and newspapers
articles.
These three science centers are presented for your
consideration. Under each institution is a basic sketch of
information and operations to inform the Bisbee Science
Exploration and Research Center project.
1

The Big Impact of Small Science Centers, Dimensions, ASTC, July/Aug 2010.

COMPARATIVE REVIEW OF SMALL SCIENCE CENTERS
2016
Total
Total
2016
Total Contributions Program
Total
Museum
Revenue
and Grants Revenue
Expenses
Edgerton Explorit Center
$419,104
$239,621
$119,329
$500,340
Aurora, NE					
Lancaster Science Factory
$725,458
$365,518
$311,105
$738,436
Lancaster, PA					
Powerhouse Discovery
$335,478
$110,080
$159,448
$534,210
Museum					
Durango, CO
24
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Local
2016
Population
City: 4,479
Metro area: 71,596
City: 59,322
Metro area: 507,766
City: 16,887
Metro area: 51,464

Annual				Onsite
Area
Staffing 		
Square
Annual Number of
Visitation
Numbers Volunteers
Footage Visitation Members
n/a
3 FT / 4 PT
15 Total: 11,000
40,850
85
8.3M

7 FT / 8 PT

100

Total: 12,000

46,000

260

1M

7 FT / 12 PT

20

Total: 8,000

12,000

350

EDGERTON EXPLORIT CENTER
Aurora, NE
MISSION
The Edgerton Explorit Center exists to instill and
nurture in all people the joy of scientific discovery and
exploration through hands-on learning experiences.
Located in Dr. Harold Edgerton’s hometown, the
Edgerton Explorit Center inspires kids age 2 to 92
through exciting activities and state-of-the-art
programming.
AREA
++ City: Aurora, NE (pop. 4,479)
++ Region: Grand Island Metropolitan Area includes
four counties (pop. 71,596)
++ Location in City: Located in southeast Aurora on a
Highway.
++ Annual area visitation/tourists: n/a
OPERATIONS
++ 2016 Budget: Revenue $419,104; Expenses $500,340
STAFFING AND BOARD
Paid Staff: 3 FT / 4 PT
Staff positions:
++ Executive Director
++ Senior Educator
++ Educators (1 full time, 4 part time)
++ Front Desk

Volunteers: 15 (mostly high school interns)
Board Members: 8
VISITATION
++ Onsite Annual Visitation: 40,850
MEMBERSHIP
++ Members: 85 (approximately)
FACILITY
++ Total square feet: 11,000
++ Facilities: 1 lab, 1 classroom, 1 theater, outdoor
patio
PROGRAMS
School/STEM Offerings:
++ Edgerton On The Move Program (EOTM) travels
to schools, libraries, and special events and a
range of programs include 30-minute science
demonstrations, a portable planetarium, or a
traveling “Zone”, which offers up to 30 hands-on
activities or hands-on student made lab activities.
++ After school programs: First Lego League,
Seriously Science Club
++ Summer camps
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COMPARISONS BETWEEN BISBEE & SIMILAR MARKETS

LANCASTER SCIENCE FACTORY
Lancaster, PA
MISSION
To create an environment for learning which helps
children develop curiosity, think creatively, and build
confidence as they learn the principles of science
and the application of science in engineering and
technology.
AREA
++ City: Lancaster, PA (pop. 59,322)
++ Region: Lancaster Metropolitan Area (pop. 507,766)
++ Location in city: Lancaster is seven square miles
and the museum is located in the downtown.
++ Annual area visitation/tourist: 8.3M
OPERATIONS
++ 2016 Budget: Revenue $725,458; Expenses $738,436
STAFFING AND BOARD
Paid Staff: 7 FT / 8 PT
Staff positions:
++ Executive Director
++ Development Director
++ Director of Operations
++ Manager of Guest and Volunteer Services
++ STEM Educator
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++ Makerspace Educator
++ Outreach Educators (5 part time)
++ Front Desk Manager
++ Front Desk (3 part time)
Volunteers: 100
Board: 17
VISITATION
++ Onsite Annual Visitation: 46,000
MEMBERSHIP
++ Members 260 (reports as member families)
++ Features the ASTC Passport Program
FACILITY
++ Total square feet: 12,000*
++ Public/exhibit sq. feet: 11,500*
++ Facilities: Reclaimed factory building includes
hands-on lab, Hall of Science exhibit space,
1 classroom
*After 10 years of operations, LSF is starting an
expansion of 4,300 interior square footage (adding
a makerspace, and a second classroom) and 3,000
outdoor patio with exhibits featuring water, solar,
and wind.
**65 highly interactive exhibits and workstations, all
exhibits align with state Academic Standards

PROGRAMS
School/STEM Offerings:
++ Field trips are self-guided through activities guides
and offer hands-on lab experiments/instruction in
physics, math, and chemistry for additional fee
– A donor sponsors all 6th graders in the county
admission to the Science Center
– Partnered with the North Museum of Nature and
Science for a full-day field trip
– Bus transportation grants
++ After school programs: Girls Code Club, Scout
programs that include earning patches
++ Overnight stays

POWERHOUSE DISCOVERY
Durango, CO
MISSION
To ignite curiosity, spark imagination, and power
exploration.
AREA
++ City: Durango, CO (pop. 16,887)
++ Region: Durango Metropolitan Area (pop. 51,464)
++ Location in city: The museum is located on the
Animas River, along a river trail, and the museum
is a part of the City of Durango’s initiative to
revitalize the riverfront to improve Colorado tourism,
anchoring a creative district in the city.
++ Annual area visitation/tourist: 1 M
OPERATIONS
++ 2016 Budget: Revenue $335,478; Expenses $534,210
++ Temporarily closed for four months in 2015 to
reorganize. PDM right-sized the organization;
scaled appropriately for the community which
included cutting the budget by more than half,
streamlining staff, strengthening board financial
training, increased transparency.

STAFFING AND BOARD
Paid Staff: 7 FT/ 12 part time
Staff positions:
++ Executive Director
++ Deputy Director
++ Director of Operations
++ Director of Education
++ Makerlab Director
++ Rentals and Event Coordinator
++ Gallery Manager
Volunteers: 20 (includes high school interns)
Board: 8
VISITATION
++ Onsite Annual Visitation: 12,000
MEMBERSHIP
++ Members: 350

PROGRAMS
School/STEM Offerings:
++ Science Career Ladder Program is an innovative
education and employment program providing
work experience to middle school, high school, and
college students (developed by the New York Hall of
Science).
++ Field trips consist of a historic coal tour, free
exploration of exhibitions, and can add on an
instructor-led STEM lesson or activity in the
MakerLab
++ After school programs: First Lego League (robotics
program for ages 9 to 14), Sudden Science Club (a
series of hands-on inquiry-based activities)
++ Summer Camps
++ Toddlertime

FACILITY
++ Public/exhibit sq. feet: 8,000
++ Public/exhibit sq. feet: n/a
++ Facilities: Renovated historical electric
building and includes a theater, makers-lab,
1 classroom/multipurpose space, plaza
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1.5 DIFFERENTIATING FACTORS
|

1.5.1 UNIQUE CHARACTERISTICS
A first time visitor to Bisbee would be struck by finding a vital,
free spirited, and diversely eclectic community in an evergreen
woodland setting. The Discover Bisbee website self-describes:
“Bisbee’s extraordinarily well-preserved early-twentieth century
downtown draws visitors from around the world, who appreciate
its historic architecture, it’s welcoming, creative spirit, and its
cool climate. Bisbee also serves as an ideal overnight home-base
for visitors — birders, hikers, wine-tasters, music-appreciators,
and others who wish to explore our geologically, biologically, and
culturally rich ‘Sky Islands’ region.“
Bisbee presents itself as a unique community in the region due
to a combination of unique factors identified in the original grant
proposal:
++ a geology that is singular for its mineral content;
++ proximity to the Southwest’s largest remaining riparian
woodland, the San Pedro river watershed;
++ a diverse and much studied ecology that includes rare
species of birds and animals;
++ a downtown arts district rich in architecture from the late
1800s and early 1900s;
++ an underground and surface mine that is no longer
operational but supports a successful historic mine tour;
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++ proximity to an underutilized port of entry with easy access to
the beautiful Rio Sonora corridor and the Sea of Cortez;
a dark sky environment essential to astronomical exploration.
Additional characteristics that set Bisbee apart include:
++ its rich and colorful mining history,
++ an intimate setting in a narrow series of canyons lined with
tree studded hills,
++ an eclectic and creative community that is well expressed
throughout the city through its businesses, hospitality, retail
and galleries, as well as public events,
++ and a following of regular visitors drawn to this eclectic
environment.
Taken together, these characteristics are all features that can
be leveraged and marketed to draw visitors to Bisbee and keep
them there for a weekend stay.
As a location for a science-based experience, the community
of Bisbee and the region in which it is located are ideal for
increased innovative and educational outreach that harnesses
the attributes of the environment to encourage scientific inquiry.
++ Bisbee has the typical semi-arid climate of the upland
Mountain West.
++ Diverse population with an eclectic sensibility
++ Seat of Conchise County

1.6 LOCAL & TOURIST DEMANDS
CULTURAL
ATTRACTION
COHORT

FORMAL
LEARNING
COHORT

++
++
++
++

++
++
++
++

Lifelong Learners
Museum Goers
History Enthusiasts
Geology and Mineral
Enthusiasts
++ Art Enthusiasts
++ Theater & concert goers
++ Foodies

Secondary School Students
Vocational Students
College and Grad Students
University Professors /
Researchers
++ Business Start-Ups
++ Venture Capitalists

RECREATION
COHORT
++
++
++
++
++

Adventure seekers
Outdoor Enthusiasts
Shopping Enthusiasts
Naturalists
Escapists

|

1.6.1 TARGET AUDIENCE COHORTS
Based on comparable projects and local demands the following
target audiences have been identified and grouped into cohorts
based upon common needs and desires.
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LOCAL & TOURIST DEMANDS

|

1.6.2 COMMUNITY NEEDS
The Community Engagement component for this type of project
is a key part of the success of the planning process. Community
alignment builds support for the project by identifying and
engaging community groups in sharing their perspectives,
providing feedback for the planning of the project, and identifying
and managing expectations.
There are strong community expectations and desires for
strengthening and enhancing the community’s formal and
informal educational offerings and attractions. There is also
strong support for offerings and attractions that correlate with
and extend K-12 curriculum, support workforce development,
expand professional development training and retention
for teachers, offer accreditation or certification for other
professionals, and cultivate a managed approach to tourism
development. While the community strongly supports the idea of
the Center, there is even stronger support for a STEAM approach
to exploring STEM activities and programs with an emphasis on
creative and critical thinking skills and problem-solving.

CULTURAL
ATTRACTION
COHORT

FORMAL
LEARNING
COHORT

++
++
++
++
++
++
++
++
++

++ Science & Technology
Exhibitions
++ Science Labs
++ Maker Spaces
++ Technology Research
++ Environmental Research
++ Field Stations
++ Reclamation Tours
++ STEM Training
++ Vocational Training
++ Business Incubators

++
++
++
++

Museum Exhibitions
Gem & Mineral Collections
Mining Tour
Video Theater
Mining & History Museum
Mystery Tours
Astronomy Outings
Geology Walks
History and Art Lectures
and Seminars
Historic Building Tours
Concerts & Performance Art
Art, Film & Music Festivals
Photography Tours

RECREATION
COHORT
++
++
++
++
++
++
++
++
++
++
++
++
++
++
++

Shopping
Dining
Gallery Hopping
Wine & Beer Tasting
Spas
Hiking & Nature Walks
Cave Tours
Bird Watching
Camping
Horseback Riding
Rock Climbing
Mountain Biking
Geocaching
Sporting Tournaments
Home Tours

DESIRABLE OFFERINGS BY AUDIENCE COHORT
For each of the three cohort types, a list of desirable visitor experience
offerings was developed that aligns with the particular needs and interests of each cohort.
30
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1.7 EDUCATIONAL CONTENT
|

1.7.1 POTENTIAL STEM LINKAGES
The defining characteristics of the local geology, history,
industry, and natural environment of the City of Bisbee and
region were appraised. This included the how these factors
interacted upon each other to create the Bisbee of today.
Potential linkages to and interrelationships with Arizona
State STEM requirements were then correlated to these
local characteristics to identify what were the most relevant
linkages. Based upon these correlations, the following STEM
linkages were identified as potential educational components
that could be supported by the project.

SCIENCE PROCESSES
++
++
++
++

EARTH AND SPACE SCIENCE
++ Structure of the Earth
++ Earth’s Processes and Systems
++ Geochemical Cycles

PHYSICAL SCIENCE
++ Structure and Properties of Matter
++ Relationships between Forces & Motion
++ Conservation, Storage, & Transfer of Energy

LIFE SCIENCE
++ Structure and Function of Living Systems
++ Interdependence of Organisms
++ Organisms and Their Environment

Observation & Hypotheses
Investigating & Modeling
Analysis & Conclusions
Scientific Illustration

HISTORY & NATURE OF SCIENCE
++ Human Curiosity and Scientific Innovations
++ Scientific Processes in Problem-Solving
++ Science and the Impact of New Information

CONNECTIONS TO SOCIETY
++ Ecosystems and Human Populations
++ Science and Technology in Society
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EDUCATIONAL CONTENT

|

1.7.2 POTENTIAL STEM SUBJECT
MATTER AREAS
Based upon the STEM linkages identified, educational
content for the project could include the following general
subject matter areas:

SCIENTIFIC PROCESS
++ Nature of Science
++ Inquiry Process
++ Problem Solving & Critical Thinking

LIFE SCIENCE
++ Biology
++ Ecology & Local Ecosystems
++ Environment & Human Impact

SCIENCE, TECHNOLOGY & SOCIETY
++
++
++
++

Evolution of Mining Technology & Research
Mine Reclamation Technology & Research
Mining the Solar System
Resource Management & Research

EARTH SCIENCE
++
++
++
++
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Matter & Energy
Geology (plate tectonics, volcanism, rocks & minerals, gems)
Geography (weathering, erosion)
Climate & Weather

BISBEE SCIENCE EXPLORATION AND RESEARCH CENTER

STEM SCIENCE & ENGINEERING PRACTICES
The new exhibits, public programs, science classrooms and labs,
and geology tours can be developed to support the following
STEM science and engineering practices.
++ Ask Questions and Deﬁne Problems
++ Develop and Use Models
++ Plan and Carry Out Investigations
++ Analyze and Interpret Data
++ Use Mathematics and Computational Thinking
++ Construct Explanations and Design Solutions
++ Engage in Argument from Evidence
++ Obtain, Evaluate, and Communicate Information

1.8 POTENTIAL PARTNERSHIPS
|

1.8.1 INTEGRATION INTO THE
LOCAL COMMUNITY
The core assets of the new project can leverage an entire
ecosystem of unique on-site facilities as well as working
partnerships with local and regional visitor and
educational facilities.

POTENTIAL CORE ASSETS
++
++
++
++

Science Exploration and Research Center
STEM Classrooms
Queen Mine Experience
Bisbee Mining and History Museum

POTENTIAL DISPERSED LOCATIONS
++ Local Business Incubators (“Bisbee Oasis”)
++ University of Arizona
++ Flandrau Science Center and Planetarium Cochise
College
++ Biosphere II
++ State Parks
++ ASARCO Minteral Discovery Center

POTENTIAL FIELD STATIONS
++
++
++
++

Remote Nature Sites
Research Facilities
Training Center
Conference Center

++ Entrepreneur Programs
++ Reclamation Tours
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POTENTIAL PARTNERSHIPS

POTENTIAL LOCAL PARTNER SITES
Located within Bisbee are local institutions,
businesses, facilities, and other points of interest that
offer recreational and informal learning experiences
for residents and visitors. By working in collaboration
with these other sites, the science center can help
produce a combined economic impact greater than
the sum of their separate effects.

3
9
2
1
4

Within the City of Bisbee several such potential
local collaborations were identified.
1
2
3
4
5
6
7
8
9

Bisbee Mining and Historical Museum
The Bisbee Tour Company
The Muheim Heritage House
Queen Mine Tour
Lavender Pit
Queen Mine Headframe and Tool Shed
Historic Lowell
Potential Reclamation Sites
Potential Hiking Trails

5
7
6

8
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PUBLIC
ORGANIZATIONS

PRIVATE
BUSINESSES

NON-PROFIT
ENTITIES

++
++
++
++

++ Local Tour Companies
++ Arizona Public Service
++ Digging Into Mining - FMI

++ Bisbee Mining and Historical
Museum
++ BioSphere 2
++ Arizona Science Foundation
++ Mineral Education Coalition
++ Natural Energy Foundation
++ Copper Development
Association
++ Society for Mining &
Metallurgy

++
++
++
++
++

City of Bisbee
iBisbee Committee
RAIN
County & Local School
Districts
University of Arizona
Cochise College
Arizona State Park Service
National Park Service
National Science Foundation

|

1.8.2 POTENTIAL PARTNERING
OPPORTUNITIES
These partnership and synergistic opportunities lie with public,
private, and other non-profit entities.
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2.0

LO C ATI O N
EVALU AT I O N

SITING RECOMMENDATIONS

A
C

B

PROPOSED BUILDING LOCATIONS
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2.1 SITING RECOMMENDATIONS
|

|

2.1.1 METHODOLOGY

2.1.2 SELECTION CRITERIA

Potential locations for siting the facility were investigated and
evaluated by members of the planning team with architectural
background. Various promising sites were identified with help
from local Bisbee representatives. Each potential site was
physically inspected with regard to location in the community
and other adjacent building uses, size, condition, internal
configuration, and outdoor opportunities. Regard was also given
to current ownership and availability of the sites but it was
understood that these circumstances could easily change given
the time frame of the project.

SITE PLAN OPTION A

Using the observations from this investigation, three potential
alternative locations have been proposed as case studies for
three different approaches to housing the facilities.

The existing Queen Mine tour site was targeted as a logical
location close to old town Bisbee, to centralize the visitor
offerings and support facilities with the existing mine tour, which
is also considering a facility upgrade. This option would make the
most sense if the two facilities were to collaborate. This option
serves as an example of a new building constructed on land that
could be made available to the science center at no cost.

SITE PLAN OPTION B
The old town Lowell site was selected to illustrate the potential
for adaptive reuse of buildings not currently occupied and in
need of renovation. This option illustrates a solution that seeks to
minimize new construction and leverage existing physical assets.

SITE PLAN OPTION C
A potential old town Bisbee site was selected to illustrate
the potential for acquiring space within a new mixed use
development. This option would make the most sense if this
project were able to partner with a private developer to create a
hybrid project that combined the functions of the science center
with other retail, F&B, office, and hotel functions. This option
illustrates a solution that seeks to maximize the support and
synergies that could occur in such a mixed use project.
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SITING RECOMMENDATIONS

QUEEN MINE TOUR AND VISITOR CENTER
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|

2.1.3 EXISTING BUILDING &
PARKING
Existing building & parking: Approximately 4500 sf building space
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SITING RECOMMENDATIONS

|

2.1.4 SITE PLAN OPTION A:
EXISTING QUEEN MINE SITE
DEVELOPMENT
MINE TOUR ATTRACTION, VISITOR CENTER,
AND SCIENCE CENTER ALL ON EXISTING SITE

Possible Overﬂow
Parking

++ New 8,500 sf building housing science center facilities
++ Reconfigured parking
++ New outdoor demonstration area

PROS
++ Efficiently centralizes all functions into one building
on one site

CONS
++ Confined building area may make it challenging
to site new building and parking
++ Requires arrangement with Freeport McMoRan
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P

OA

ENHANCED PEDESTRIAN CONNECTION
TO DOWNTOWN
RENOVATED TOUR BUILDING AND
MINING ATTRACTION

NEW 2-STORY SCIENCE ATTRACTION
AND ADMINISTRATION

OUTDOOR DEMONSTRATION AREA
NEW LAVENDER PIT VIEW PLATFORM
AND TRAILHEAD

FINAL REPORT

|

G A L L A G H E R & A S S O C I AT E S

43

SITING RECOMMENDATIONS

|

2.1.5 SITE PLAN OPTION B:
EXISTING & LOWELL SITE
DEVELOPMENT
SCIENCE CENTER ON LOWELL SITE
++ Renovate existing 8,500 sf building owned by Freeport
McMoRan in Lowell
++ New 12,000 sf building on existing RV lot

PROS
++ Reduces need for new construction
++ Offers ample outdoor space for science and technology
demonstration areas
++ Proximity to other mining site offerings (shed and head
frame)— can be part of new tram link
++ Leverages future activation of old town Lowell attraction
++ Places science activity areas closer to Bisbee
population centers

CONS
++ Requires arrangement with Freeport McMoRan
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P

OA

P

PARKING

RENOVATED BUILDING AS SCIENCE
ATTRACTION
OUTDOOR DEMONSTRATION AREA

LAVENDER PIT VIEW PLATFORM
AND TRAILHEAD

OLD LOWELL “MAINSTREET”
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SITING RECOMMENDATIONS

|

2.1.6 SITE PLAN OPTION C:
OLD TOWN SITE DEVELOPMENT
SCIENCE CENTER ON OLD TOWN SITE
++ New multi-use building in old town with 8,5000 sf
allocated for project
++ Additional uses can include retail, restaurant, hotel,
movie theater

P

PROS
++
++
++
++

Better integration into old town city fabric
Proximity to existing mining museum
Improves city fabric
Potential financial leveraging via multi-use development

CONS
++ Dependant upon feasibility of multi-use project

P
P
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NEW CITY PLAZA / PARK

NEW PARKING

NEW SCIENCE ATTRACTION AS
PART OF MULTI-USE BUILDING
DEVELOPMENT

ENHANCED PEDESTRIAN
CONNECTION TO DOWNTOWN
RENOVATED TOUR BUILDING
AND MINING ATTRACTION

OUTDOOR DEMONSTRATION AREA
NEW LAVENDER PIT VIEW PLATFORM
AND TRAILHEAD
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2.2 FACILITY SIZING
|

2.2.1 BUILDING SPACE PROGRAM
Main Site Space Program

8,500 Sf

Earth Science Exploration Area

1,000 SF

Life Science Exploration Area

1,000 SF

STEM Maker Space / Classrooms / Training

1,000 SF

Research / Exploration Space

1,000 SF

Science & Technology Outdoor Demonstration Area Yard & Pavilion

(5,000 SF)

Food & Beverage

500 SF

Retail

500 SF

Offices, Meeting, Storage & Restrooms

3,500 SF

San Pedro Field Station Site Space Program

2,000 SF

San Pedro Field Station Site Space Program
Mobile display unit (8’ x 40’)

320 SF

Outdoor Activity Area streamside Activity Area

(2,500 SF)

Overall Breakdown

8,500 Sf

Visitor Experience

4,000 SF

Support

4,500 SF
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2.3 ADDITIONAL SITE OPTIONS
|

2.3.1 STOREFRONT CONCEPT
To advance community engagement and explore potential
partnerships for the Center, a preliminary store-front operation
in Old Town Bisbee has been discussed. Such a presence
will raise awareness of the project and activate discussions
for fund‑raising. The location can use exhibit and display
components from various partners such as UA and the
Flandrau Science Center.
This storefront concept can also function as a prototype and
testing ground for visitor experience programming concepts for
the future science center. Activities can include:
++ Quarterly Science Café events discussing contemporary
research under way in border communities.
++ Exhibits topics linked to quarterly Science Café events.
++ VR/AR access point with content developed by
RYOT Studios/Verizon.
++ Kiosks that provide information about other STEM
programming/opportunities in Cochise Co. STEM trail map.
++ Teachers and Chief School Science Officers from local school
partner in the design and development of programming.
++ A place to gather community feedback for next design phase
++ Host local science fairs.
++ STEAM items for sale, partner with mining museum.
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|

2.3.2 FIELD STATION
SAN PEDRO RIVER SITE &
RECLAMATION SITE TRAILS
Field stations can be created outside of the city of Bisbee,
located at sites of particular interest or used for staging citizen
science projects or general public interpretation.
Activities can include:
++ Programming and curriculum designed by local
STEM teachers;
++ Access to sites for on-going citizen science projects;
++ Professional development for local teachers on how to use
the river and reclamation sites for research and field lessons
for students;
++ Mobile lab bringing equipment to and from the field stations;
++ Minimal work station sites at each field station
++ Teachers forming the design and development team;
++ Tours and talks open to the public.
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3.0

C AP I TAL C O S T S,
O P ER AT I N G
P R O FO R MA
EC O N O M I C I M PACT

CAPTIAL COSTS

DEVELOPMENT COSTS
Construction & Fit Out Cost / SEaRC
Square Feet (NSF)
Cost ($/SF)
Total Development Cost
Core & Shell
7,000
$400
$2,800,000
Core & Shell (Renovation)
1,500
$200
$300,000
Total Construction
8,500		
$3,100,000
			
Earth/Life/Research Exploration Space
3,000
$300
$900,000
Stem Makerspace/Classrooms/Lab/Training
1,000
$150
$150,000
Outdoor Exhibit
7,500
$100
$750,000
Food & Beverage
500
$200
$100,000
Retail
500
$250
$125,000
Back of House (Admin Office, storage, etc., mech. space)
3,500
$25
$87,500
Total Fit Out Costs			
$2,112,500			
Hard Cost Contingency			
$521,250
Total Interior Fit Out			 $5,733,750
Soft Costs			
Design/Architecture/Engineering/Consultants		15%
Pre-opening Fundraising and Marketing		
Allowance
Pre-opening Salaries		
Allowance
Pre-opening Operations		
Allowance
Project Management		
2%
Soft Cost Contingency		
10%
Total Soft Costs			
Total Development Costs			
Estimated Endowment Fund			
Total Capital Raise				
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$845,250
$250,000
$250,000
$250,000
$104,250
$169,950
$1,869,450
$7,603,200
$7,500,000
$15,103,200

3.1 CAPITAL COSTS
|

3.1.1 CAPITAL COSTS
We have evaluated the capital costs associated with the building
and development of the Science Exploration and Research
Center. These costs are based on the space program that can be
found on page 45. As noted on page 45, we expect to “rightsize”
the space program as needed based on fundraising potential and
operational sustainability.
We have estimated a cost per square foot for the building (core
and shell costs) as well as the “fit out” costs for the various uses
(exhibits, retail, labs, etc.). In addition to the hard costs, we have
estimated the cost associated with architecture, design, and
other soft costs as well as providing an allowance for
pre-opening operational costs such as staffing and marketing.
Based on our initial estimates, we believe an 8,500 square foot
facility would have a total development cost of $7.6 M with an
additional recommended endowment of $7.5 M for a total capital
cost of $15 M. This number could go up or down based on a
number of factors, the largest being the specific site and building
(new build vs. improvements to an existing building). Our estimate
assumes a new building and/or material improvement /expansion
on an existing property. The reality is that even the more efficient
combined facility will need to be significantly “rightsized” based
on fundraising potential.
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5-YEAR OPERATING PRO FORMA 		
		
Year 1
Year 2
Year 3
Year 4
Attendance		 25,000
25,000
25,000
25,000
Revenues
Exhibit		 $150,000
$154,500
$159,135
$163,909
Retail, net		
$12,500
$12,875
$13,261
$13,659
Café, net		
$6,250
$6,438
$6,631
$6,830
Special Events		
$9,000
$18,000
$18,540
$19,096
Unearned Revenues		
$0
$0
$0
$0
Total Revenues
$177,750
$191,813
$197,567
$203,494

Year 5
25,000
$168,826
$14,069
$7,034
$19,669
$0
$209,598

Cost of Goods Sold						
Exhibit		 $1,250
$7,500
$7,500
$7,500
$7,500
Retail		 $0
$0
$0
$0
$0
Café		 $0
$0
$0
$0
$0
Special Events		
$900
$2,700
$2,781
$2,864
$2,950
Total Cost of Goods Sold		
$2,150
$10,200
$10,281
$10,364
$10,450
Expenses
Pct. of Rev					
Salaries and Wages
146.3%
$260,010
$265,210
$270,514
$275,925
Employee Benefits
inc. above
$0
$0
$0
$0
General and Administrative
15.0%
$26,663
$27,196
$27,740
$28,294
Marketing
8.0%
$14,220
$14,504
$14,794
$15,090
Utilities
28.7%
$51,000
$52,020
$53,060
$54,122
Insurance
1.5%
$2,666
$2,720
$2,774
$2,829
Contract Services (cleaning, security)
19.1%
$34,000
$34,680
$35,374
$36,081
Repairs and Maintenance
2.0%
$3,555
$3,626
$3,699
$3,773
Contingency
11.0%
$19,606
$19,998
$20,398
$20,806
Total Expenses		
$411,720
$419,954
$428,353
$436,920

$281,443
$0
$28,860
$15,392
$55,204
$2,886
$36,803
$3,848
$21,222
$445,658

Net Operating Income		

-$236,120

-$238,341

-$241,067

-$243,790

-$246,510

Capital Reserves		
Net Cash Flow Before Endowment		

$3,555
-$239,675

$4,795
-$243,136

$5,927
-$246,994

$7,122
-$250,912

$8,384
-$254,894

Endowment Earnings (4% of Princple)		
Net Cash Flow		

$300,000
$60,325

$300,000
$56,864

$300,000
$53,006

$300,000
$49,088

$300,000
$45,106
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3.2 OPERATING PRO FORMA
|

3.2.1 OPERATING PRO FORMA
Based on our review of the Science Exploration and Research
Center space program and content offering, analysis of Bisbee
and the surrounding area attraction market, and finally analysis
of comparable science centers, we have developed a 5-year
operating Pro Forma for the Science Exploration and Research
Center.
Our attendance estimate for a 8,500 square foot complex is
25,000 paid guests per year with an average ticket price of $10
per person (we would have pricing for locals, adults, children,
groups, etc.). In addition, we believe there would be earned
revenue in the form of retail and food/beverage. Based on similar
situations, we conservatively believe that retail run by a third
party operator could bring annual net revenues of $12,500 to
$14,000. The cafe would be more of a guest amenity but could be
bring in another $6,000 to $7,000 in annual net revenues. After
accounting for facility rental fees and programming revenues we
could expect earned revenues of approximately $177,750 in the
first year of operation.

As is the case with the majority of museums and cultural
institutions, expenses related to wages/benefits will be the
highest percentage line item in the overall budget. As can be
seen on page 58, we have developed a detailed staffing plan for
the complex which includes full time and part time positions.
Finally, using our industry knowledge as well an analysis of
comparable science centers and the surrounding attraction
market, we have also estimated fixed costs such as utilities,
insurance, and cleaning, as well as variable marketing, repair
and maintenance, and other expenses.
Even with lean and efficient operations and healthy visitation, it
will be challenging to run a self-sufficient science center without
an endowment fund or meaningful, annual giving. We have built
in a $7.5 M endowment fund into the science center’s capital
raise and project a 4% annual (or approximately $300,000) draw
will keep the Science Exploration and Research Center cash flow
positive year after year.
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3.2.2 STAFFING
We have evaluated the capital costs associated with the building
and development of the Science Exploration and Research
Center. These costs are based on the space program that can be
found on page 53. As noted on page 53, we expect to “rightsize”
the space program as needed based on fundraising potential and
operational sustainability.
We have estimated a cost per square foot for the cost of the
building (core and shell costs) as well as the “fit out” costs
for the various uses (exhibits, retail, labs, etc.). In addition to
the hard costs, we have estimated the cost associated with
architecture, design and other soft costs as well as providing an
allowance for pre-opening operational costs such as staffing and
marketing.
Based on our initial estimates, we believe an 8,500 square foot
facility would have a a total development cost of $7.6 M with
an additional recommended endowment of $7.5 M for a total
capital cost of $15 M. This number could go up or down based
on a number of factors, the largest being the specific site and
building (new build vs. improvements to an existing building). Our
estimate assumes a new building and/or material improvement/
expansion on an existing property.
The reality is that even the more efficient combined facility
will need to be significantly “rightsized” based on fundraising
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Qty

Wage

Benefits

Benefits

Total

Position			 %
$
Executive Director
1
$75,000
25%
$18,750
Education / Programming
1
$55,000
25%
$13,750
Office Manager / Assistant
1
$35,000
25%
$8,750
Visitor Service
3
$48,000
12%
$5,760
Total
6
$213,000		$47,010

Compensation
$93,750
$68,750
$43,750
$53,760
$260,010

3.3 ECONOMIC IMPACT
|

3.3.1 ECONOMIC IMPACT STUDY
EXECUTIVE SUMMARY
This study analyzes the economic impact of the construction
of a new $7.6 M science center, The Science Exploration and
Research Center, in Bisbee, Arizona. The opening of the new
facility and forward programming will bring new and continual
attention to the city of Bisbee.
After construction of the building, the Science Center expects to
spend approximately $415,000 annually to support its operations
and attract 25,000 guests. The combined operational and visitor
spending is expected to stimulate overall economic outputs of
approximately $2.1 million per year with $674,440 in household
earnings and supporting 25.70 total jobs. This activity is expected
to generate an estimated $160,000 in annual taxes.
The focus of this study is to project the economic activity
generated by the museum and its visitors in the city of Bisbee.
The projected impacts to local economic activity includes those
due to the construction of the facility, its operation,
and patronage. Below is the summary of impacts from
operations, visitors to the city as well as the construction of the
Science Center.

SCIENCE CENTER OPERATIONAL IMPACTS
After the new science center is opened, it is expected to
attract 25,000 annual visitors. To operate, maintain, and support
its programming we anticipate 4 to 6 direct employees. This
will produce additional employment for an indirect worker in
Bisbee. In total (direct, indirect, and induced; see page 55) the
SEaRC’s operational and payroll spending in Bisbee is expected
to generate the following:
++ $549,000 in economic output
++ $191,080 in household earnings and
++ 5.8 total jobs
++ $17,000 in annual tax revenues

SCIENCE CENTER VISITATION IMPACTS
After the new Science Center is opened, it is expected to attract
25,000 annual visitors. In addition to spending money at the
Center, these guests will also spend an estimated $66 per person
on lodging, food/beverage, transportation, and other retail/
entertainment activities. These additional expenditures will
generate the following:
++ $1.09 million in economic output
++ $338,350 in household earnings and
++ 15.7 total jobs
++ $100,140 in tax revenues
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3.3.2 PURPOSE OF STUDY
The purpose of this study is to calculate the economic impacts
from the over $7 million construction of the Science Center as
well as its operations and patronage. The report documents
the direct, indirect, and induced (multiplier) impacts that are
triggered by the Science Center, its visitors and its construction
project. It also estimates the major taxes that likely accrue
because of these impacts.
We have evaluated the economic impacts and related tax
revenues in three areas:

OPERATIONS
This estimates the direct and multiplier impacts from the
operating expenses at the Science Center. The direct expenses
relate to jobs held by the Center’s personnel, maintaining the
facility and programming, and other activity expenses. The
multiplier impact would include the amounts paid to firms and
others in the area for services performed at the Center as well
as income spent in the local and state economy from those
employed by the Center and those employed by other firms
providing services for the Center.

VISITATION
These impacts are from the out-of-area guests that are coming
to the Science Center and, in addition, spending money at other
Bisbee businesses for lodging, food/beverage, transportation,
and other retail/entertainment. The money these visitors—as
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well as visiting scientists and researchers—spend also
triggers multiplier rounds of spending.

CONSTRUCTION
The impacts from construction come from the costs paid to
architects, designer, general contractors, exhibit fabricators, and
others, which generate local and state-wide jobs and economic
activity. As with the other areas, the dollars spent in the direct
construction have a multiplier effect that provides additional
economic impacts and tax revenues into the state and local
economies.
The major taxes that accrue as a result of these impacts include
employee wages subject to income taxes, sales tax from retail
sales, hotel taxes from lodging, and corporate taxes from income
generated by business from the Science Center and its visitors’
activities.

IMPLAN MODEL
There are several input-output models commonly used by
economists to estimate multiplier effects. Gallagher & Associates
employed the IMPLAN input-output model in developing the
estimates of the Science Center’s spending, income, and
employment impacts. The IMPLAN model examines inter-industry
relationships in the local, regional, and national economies.
Gallagher & Associates relied on IMPLAN to provide estimates
of indirect and induced output, income, and employment impacts
based on multipliers for the City of Bisbee, Arizona.

IMPACTS AND MULTIPLIERS

MULTIPLIERS AND ECONOMIC SECTORS

IMPLAN multipliers indicate the ratio of direct impacts to indirect
and induced impacts. For example, a spending multiplier of
0.25 indicates that one dollar of direct spending generates an
additional $0.25 in indirect and induced spending. Put differently,
a spending multiplier of 0.25 can also be interpreted as indicating
that $1 of direct spending generates total spending of $1.25. In
the case of employment impacts, the multipliers measure the
number of full-time equivalent (FTE) jobs supported by $1.0 million
in direct spending; for example, an employment multiplier of 10
indicates that $1.0 million in spending generates 10 indirect and
induced FTE jobs.

Based on the operations of the Science Center, the following
North American Industry Classification System (NAICS) sector
was chosen:
++ Museum, historical sites, zoos, and parks

Economic Impacts are demonstrated through multiplier effects
in three primary ways:
++ Economic Output, which is similar to gross domestic product
(GDP). The output measures the sum of all dollars that are
spent and re-spent in the City of Bisbee because of the direct
spending.
++ Household Earnings show how much added income accrues
for households in the City of Bisbee from direct compensation
to Science Center staff plus the indirect and induced effects.
++ Jobs, a result of the employees of the Science Center plus the
results of the multiplier effects in the City of Bisbee.

Multipliers are necessary for a variety of economic sectors
within the state, county, and city areas. It is important to
determine the most relevant sectors in which the Science
Center and patrons’ direct spending occurs.

For the construction portion of the project the following NAICS
sector was chosen:
++ Construction of New Educational and Vocational Structure
VISITOR PER CAPITA SPENDING
Spending by the Science Center guests for non-Science Center
expenses is allocated in NAICS sectors that account for the
following areas:
++ Lodging
++ Meals/Food
++ Entertainment
++ Shopping
++ Attractions
++ Transportation
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3.3.3 ECONOMIC IMPACT
CONSTRUCTION
Direct Spending
Multipliers
Output
Earnings
Employment

ANNUAL VISITATION
$411,720
1.19
1.16
1.25

Direct Spending
Multipliers
Output
Earnings
Employment

Added Economic Impact on Bisbee
Output
Earnings
Indirect Jobs Supported

$1,432,399
$346,963
11.30

Added Economic Impact on Bisbee
Output
Earnings
Indirect Jobs Supported

Added Economic Impact on Bisbee
Output
Earnings
Direct Jobs Supported
Total Direct and Indirect Jobs Supported

$9,035,599
$2,533,929
44.40
55.70

Added Economic Impact on Bisbee
Output
Earnings
Direct Jobs Supported
Total Direct and Indirect Jobs Supported
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$881,734
1.24
1.20
1.13
$211,393
$56,348
1.80
$1,093,127
$338,353
13.90
15.70

|

3.3.4 ESTIMATED TAX PROCEEDS
ANNUAL OPERATIONS
Direct Spending
Multipliers
Output
Earnings
Employment

TAX IMPACT
$411,720
3.71
1.22
1.17

Added Economic Impact on Bisbee
Output
Earnings
Indirect Jobs Supported

$137,284
$33,885
1.00

Added Economic Impact on Bisbee
Output
Earnings
Direct Jobs Supported
Total Direct and Indirect Jobs Supported

$549,004
$191,081
5.80
6.80

Operations
Household Income
Tax on Production and Imports
Corporations
Total

Annual
$3,086
$13,790
$136
$17,012

Visitation
Household Income
Tax on Production and Imports
Corporations
Total

$5,466
$94,060
$614
$100,140

Construction
Household Income
Tax on Production and Imports
Corporations
Total

$42,475
$201,708
$5,250
$249,433

FINAL REPORT

|

G A L L A G H E R & A S S O C I AT E S

63

64

BISBEE SCIENCE EXPLORATION AND RESEARCH CENTER

4.0

C O MM U N I TY
SUPPORT
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4.1 PROCESS
Community Engagement is critical to developing relationships
of trust between the developing Center and the community it
serves. The results are ideas and perspectives that are important
to the community and are considered in the development of the
overall plan.
Gallagher and Associates’ community engagement consultant
completed 54 phone interviews with a broad representation
of community members, academics, classroom teachers, and
regional science advocates. Each interview consisted of 18
to 20 questions on the natural and cultural environment in the
community, and current and desired leisure time and learning
opportunities for residents and visitors. The interviewees
expressed their expectations and desires for developing the
community’s formal and informal science, engineering, and
critical thinking opportunities through the development and
incorporation of local resources and attractions. The consultant
also collected 48 online surveys in English and Spanish. There
is strong community support for initiatives and attractions that
strengthen education and workforce development, training and
retention, professional development for teachers, accreditation
for other professionals, and tourism development.

In addition to engaging the community through interviews and
electronic surveys, the Gallagher & Associates team conducted
two public meetings to engage the community, gather input,
and register feedback for consideration in the process. The two
meetings combined were attended by approximately 146 people
who actively participated in live feedback and question and
answer sessions facilitated by the G&A team members and local
organizers.
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4.2 PUBLIC SURVEYS & RESULTS
A bilingual electronic survey was collected at two different
venues, the RAIN conference held in Bisbee in April and the
weekly farmers market held in the Warren neighborhood. The
survey respondents were evenly split, with 48% female, 48%
male, and 4% gender diverse. Forty percent of the respondents
identified as living in Old Bisbee, Warren, or San Jose.
Twenty-one percent of the respondents identified as being under
30 years of age, 33% as being 31–50 years of age, 38% as being
51–70 years of age, 8% as being 71-80 years of age. No one over
80 responded to the survey. The following is a summary of the
individual questions and responses.
Q1 I look for ways to explore and learn about things
I don’t fully understand.
100% Yes 		
Answered: 48
Q 2 I welcome opportunities to learn more about the natural
history, geology, and science of where I live.
100% Yes		
Answered: 48
Q 3 Science focused activities and programs will add to the
creative economy/ landscape of the Bisbee community.
94% Yes
6% No
Answered: 45
Q 4 In your opinion, can Bisbee balance increasing tourism
and maintain its authenticity?
85%Yes
5% No
Answered: 46
Q 5 Will a science and research focused learning center
contribute to Bisbee’s appeal to residents and visitors?
94% Yes
6% No
Answered: 48
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Q 6 Bisbee is open and welcoming to changes that improve
the quality of life for residents.
89% Yes
11% No
Answered: 47
Q 7 Experiences in biology, geology, earth science,
history, and the arts are all available in Bisbee.
61% Yes

39% No

Answered: 46

Q 8 Science, technology, engineering, math, and artistic
endeavors require creative thinking and problem-solving.
96% Yes
4%No
Answered: 48
Q 9 What is currently missing from the Queen Mine Tour
Experience?
32% Themed tours focused on different aspects of geology,
natural history of the area, and engineering
16% More exhibits that educate and inform
30% Activities and exhibits that young children can enjoy
23% Other: What happens when a mine is played out?; Outside
activities; Ecology		
Answered: 44
Q 10 What should visitors take away as their impression of mining
and the mining industry when they leave Bisbee? Choose one:
16% Mines and mining facilitate technology and modern
conveniences
14% Mines and mining are unnecessary and outdated
59% Mines and mining can be responsibly managed for the
environment and people
10% Other: Pros and cons of mining; Mining industry looking to
improve and contribute to a sustainable planet; Mines can be
responsibly managed

Q 11 The community of Bisbee is likely to support an exploration
and research center that is focused on
13% science, technology, engineering, and math (STEM)
87% science, technology, engineering, art, and math (STEAM)
			
Answered: 46
Q 12 What kind of science(s) should be highlighted in a science
exploration center? Choose three:
27% Formal science (mathematics, computer science)
75% Physical science (physics, chemistry, earth science,
ecology)
58% Life science (biology, botany)
54% Applied science (engineering, healthcare)
58% Interdisciplinary ( e.g. applied physics, environmental
science)
29% Social Science (anthropology, linguistics)
			
Answered: 48
Q 13 As a community member, can you support one or both of
these projects?
91% Yes
9% No
Answered: 45
Q 14 Summary of Additional Comments:
++ This would be a great contribution to Bisbee—hope this
project moves forward!
++ Great idea, for kids, adults, visitors, and the community as a
whole.

++ Please look at the Santa Cruz, CA Children’s Museum of
Discovery for great ideas.
++ I would like to see workshops for children and adults in
science and engineering.
++ I think it’s important to show all the facts of mining—it’s good
for technology but bad for the environment.
++ Perhaps Bisbee could become a center of research and not
just entertainment.
++ One big thing—do not separate the projects (the Center and
the Queen Mine tour)—working collaboratively helps share
limited people and financial resources.
++ Astronomy would do well with our higher elevations.
++ I look forward to the development of science based activities
for all people in the Bisbee community!
++ The increased awareness of science in our everyday lives
serves to illuminate how life works and functions.
++ I would prefer to see more funding and support for the public
schools rather than funds for a museum. With students not
succeeding in school, spreading funds away from the schools
appears frivolous.
++ Don’t forget the math in STEM, it tends to get overlooked
++ I am excited to see Bisbee become the future home of a
Science Center. We have a special niche.

++ I would like to see sections in a science center that engages
all ages of children, i.e. 0–3, 3–5, 5–7, etc.. These can have fun
engineering things.
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4.3 KEY FINDINGS & CONSIDERATION FROM
		THE COMMUNITY
Over a three month period, the community engagement team
conducted the telephone interviews, and bilingual community
surveys. The results of the two community engagement protocols
were aggregated and analyzed. The aggregated findings have
defined key points for the planning and development of the
proposed Science Exploration & Research Center.

++ Encourage programmatic relationships with the Mining &
Historical Museum, and area natural science and outdoor
experiences as integral to the Bisbee experience.
++ Engage the entrepreneurial under-40 population in pursuing
their own visions to educationally and economically activate
the community.

++ Focus planning for the Center to include STEAM as part of
the project development, curriculum, and programming.
++ Develop assets and activities in the physical and life sciences
(chemistry, physics, earth science, ecology, biology, and
botany) and the arts using hands-on, interdisciplinary, and
creative approaches to understanding the content.
++ Direct programming to K–12 education and workforce
development, professional development for teachers,
accreditation for other professionals, and managed tourism
development.
++ Offer interrelated science education, research, exhibits,
and programs supportive of a common goal, as a single entity.
++ Provide content and informal educational programming for
residents and visitors of all ages, especially students and
families.
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5 . 0 R EC O M MEN DATI ON S

5.1 SWOT
|

5.1.1 PROCESS
As part of the feasibility study process G&A conducted a
SWOT analysis to identify the internal and external factors that
may affect the project moving forward.

|

5.1.2 RESULTS
Strengths

Weaknesses

Town leadership supports the idea

No facility to house Center

Existing interested county / state partners

Science expertise for Center limited

Multiple opportunities for educational connections
with subjects related to Bisbee’s history

Funding for Center unknown

Citizens of Bisbee are educated and can contribute
to science-focused programming

Need to recruit qualified staff in a variety of areas

Strong citizen support for educational outreach
and science focused programming
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5.1.3 SWOT ANALYSIS
Opportunities

Threats

STRENGTHS TO MAXIMIZE OPPORTUNITIES

State and county partnership potential

Other financial priorities within the Bisbee
community might override the need
for a science center

Increased visitation to the Center will bring revenue
to Bisbee

Bisbee is out of the way for students

++ Bisbee’s wealth of mining history, along with the related earth
sciences, are appealing to potential state and county support
for educational programming.
++ Town leadership and citizens support idea which could help
cross pollinate with other Bisbee facilities.

STRENGTHS TO MINIMIZE THREATS

New partnerships / employment available
State interested in educational partnerships
with subjects related to Bisbee’s history

Town may not be able to support increased
visitation / conferences via hotel rooms and
restaurants

Programming and class opportunities

Community may not attend programming

Other possibilities for related income streams for the
Center, shop, classes, programs, special events, etc.

Community might consider some of these as
competition

Opportunities for partnership with Museum and
Queen Mine Tour

++ Community support could coordinate/provide transportation
for students, so they could participate in Center activities.
++ Local science/technology and mineral experts could lend
support to teach and train for the Center.

MINIMIZE WEAKNESSES THROUGH OPPORTUNITIES
++ County and state support might help re-purpose
abandoned buildings and sites for educational purposes.
++ Science and other professional expertise could come
from universities and other interested partners.

MINIMIZE WEAKNESSES TO AVOID THREATS
++ University partners could provide professors and
transportation for students.
++ Find incentives for professionals to teach in Bisbee.
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5.2 FINDINGS & RECOMMENDATIONS
|

5.2.1 SUMMARY
Recommendations are summarized below based upon the
findings of the report. They have been organized within five key
strategic areas for the Center.

DIFFERENTIATED OFFERINGS
++ Leverage Bisbee’s uniqueness, natural resources,
environment, and culture to maximize educational and visitor
experiences.
++ Leverage Bisbee “brand” to attract visitors.
++ Leverage operation to include tourism opportunities.

EDUCATION
++
++
++
++

Include the community, students, and tourists.
Include formal as well as informal educational programming.
Maximize opportunities for linkage to STEM/STEAM.
Provide education, training, and entrepreneurship
opportunities.

LEADERSHIP & GOVERNANCE
++ Recruit a professional project director to manage the project.
++ Develop a professional board supported by a local advisory
board.
++ Develop a clear mission statement and create a 501(c)(3) to
operate the facility.

FINANCIAL SUSTAINABILITY
++
++
++
++

Plan for an efficient, compact operation.
Merge with a local organization that has similar goals.
Create strategic funding partnerships.
Consider revenue generating activities that appeal to tourists.

CONCLUSIONS
++ A partnership with an operation that has annual revenue
sources could help support the educational outreach.
++ As a stand-alone concept, the Science Center is not
sustainable without a sizable endowment to offset ongoing
operational costs.

PARTNERSHIPS
++ Leverage all local assets and build local advocacy for
continued on-hand support.
++ Form alliances with Universities, state Science Centers, and
other strategic content partners.
++ Use teachers’ input to design accessible and affordable
programming.
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5.2.2 DETAILED FINDINGS &
RECOMMENDATIONS
COMMUNITY INPUT
See section 4.3 Key Findings and Considerations From the
Community

STRATEGIC PARTNERSHIPS
POTENTIAL PARTNERSHIP WITH THE EXISTING
MINING MUSEUM
FINDINGS
++ Members of both the science center team and representatives
from Freeport McMoRan support joint collaboration between
the future science center and an enhanced Queen Mine
tour, This would maximize the feasibility of the project, given
the size of the community and its resources. From current
surveys, it appears that there is ample public support for this.
++ There is general agreement that the existing mining museum
in town ideally would play a role in the project from a history
of technology standpoint. The mandate of the existing
museum positions it best for any expansion of history and
cultural content areas, as well as engaging in history and
cultural pubic programming, and shaping history tours around
the City of Bisbee.
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RECOMMENDATIONS:
++ Explore the potential to develop the science center and the
Queen Mine Tour experiences as one combined project with
related exhibits and programs. Members from both project
teams should meet, discuss, and agree on the overall vision,
and then formulate a joint plan to bring the public on board.
++ Encourage the development and implementation of a mutually
beneficial programmatic relationship with the Mining &
Historical Museum and surrounding area natural science
and outdoor experiences to offer a comprehensive Bisbee
Experience for local residents and visitors.

RIGHTSIZING THE UNIFIED PROJECT

BUILDING SITE OPTIONS

FINDINGS

FINDINGS

The report recommends a 8,500 square foot project, with the
caveat that fundraising capacity for the estimated capital
and operating costs has not been established. If necessary,
maximizing the opportunities for outdoor experiences for energy,
agricultural, and green building demonstrations can reduce the
need for building space. Partnering with the Queen Mine Tour to
incorporate science tours within the mine tunnel and interpretive
geology and biology tours of the mine pit and landscape can also
increase the richness of the project without adding floor space.

SITE OPTION A: The existing mine tour site is very narrow,
but with the addition of the upper RV parking area there may
be sufficient space for an expanded/refurbished building and
adequate parking.

RECOMMENDATIONS
Develop a better understanding of the magnitude of financial
support and the alternative forms of fundraising realistically
available. Based upon findings of this feasibility study, continue
to explore options for optimally sizing the project based on
accessible capital and sustainable operating costs. Once the
project is launched and matures, it may be possible to continue
to grow the number and type of offerings, building on the success
of the base project.

SITE OPTION B: An existing 4,000 square foot building owned by
Freeport McMoRan in the town of Lowell is another desirable
location. Freeport McMoRan may be predisposed to make it
available to the project. There is potential for expansion beyond
the 4,000 square feet into adjacent vacant buildings. There is
adequate outdoor space that can be used for demonstrations.
The site is located adjacent to the Lavender Pit and historic
Lowell (undergoing renovation). The site might also serve as a
“bridge” location between Warren and Old Bisbee, especially
with the local schools. This location could be an economic
stimulus for potential new businesses in Lowell. The building
requires renovation, and the city wishes to relocate its offices
there. Acquisition of this site is subject to Freeport McMoran’s
approval.
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SITE OPTION C: The parking area on the old town Bisbee side
of the highway is for sale. The location is ideal for tying the
new experience into the existing city fabric. A comfortable and
convenient pedestrian link to the mine tour site would still need
to be resolved. Inclusion of this site would increase development
and operation costs, which will need to be measured against
overall return.
RECOMMENDATIONS
Treat these three site options as case studies rather than specific
building sites, and note the characteristics and opportunities
revealed by each as criteria for an ongoing search. Continue to
explore and evaluate the advantages and disadvantages behind
each of these three options above. As the project moves forward,
monitor the availability and demand for these sites as well as any
new potential sites that may become available in the near future.
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VISITOR EXPERIENCE OPTIONS
FINDINGS
An ample number of potential new and expanded visitor
experiences have been identified and recommended via
community interviews. Additional indirect economic
benefits to the community can be realized if some of the
supporting functions of the science center were provided by
local business enterprises. These could include F&B, retail,
site tours, etc.. Many potential partners are interested in “earth
sciences” or “geology” tours of the mine.
RECOMMENDATIONS
Develop and apply a set of criteria to evaluate the right selection
and mix of visitor experience offerings for the project. Criteria
might include cost of development and ROI expectations, fit to
project vision, functionality as a community asset, and unique
appeal to visitors interested in cultural and creative tourism.
Use local teachers and researchers to help develop programming
content and educational outreach for the Center. Encourage
local entrepreneurship by inviting the business community in to
execute offerings as appropriate. Form enterprise partnerships
with the science center research facilities and research/
incubation partnerships with the University of Arizona, Flandrau
Science Center and Planetarium, Cochise College, and RAIN
to enhance entrepreneurial development. Partner with the
University of Arizona STEM training program to provide a vehicle
for professional accreditation. Assess the long-term feasibility
and commitment of the partnerships.

5.3 RISK ASSESSMENT
|

5.3.1 STRATEGIC CONCERNS
Every project is different and presents a unique set of opportunities and risks. Risks can be mitigated if identified early and
well-considered measures are taken to address them. With this
in mind, the following areas of potential risk for this project have
been ideintified.

FUNDING OPPORTUNITIES
While local fundraising capacity appears minimal, project
stakeholders are exploring funding and sponsorship sources
outside of the local community. In addition, the collaborative
partnership approach presents alternative funding sources
from other organizations and universities. The total capacity for
these contributions is difficult to measure at this time, although
the potential for future support from universities appears to be
strong.

PROJECT LEADERSHIP
The project will soon need a professional project manager or
executive director to take the reins of a new non-profit entity to
manage the project, direct the fundraising effort, and continue to
coalesce community support. At this time, it is not known what
local candidates are suitable or whether qualified, out-of-town
candidates can be attracted to the community.
To succeed, a new non-profit organization must engender trust
from the community and bring an objective and professional
perspective to the project. The 501(c)(3) will need to build a broad
coalition around a singular mission. The community historically

has had difficulty unifying divergent perspectives into a
single clear vision that would best benefit the community
as a whole. Leadership will need to build a broad coalition,
balance competing priorities, and navigate historic tensions
within the community.

CURRENT BUSINESS CLIMATE
Conversations with local business people reveal a challenging
and complex business environment in Bisbee that can negatively
impact the city’s ability to attract new businesses. These
challenges seem to center around a lack of collaboration in
the community, conflicting priorities between business models
(status quo versus growth), inconsistencies in how business is
conducted (operating hours), and different business agendas
between groups. These factors could impede not only fundraising
and partnering efforts specific to this project, but economic
development in the city in general. There were also some critical
comments regarding the effectiveness of Bisbee’s public schools
and the negative impact that may have on business development.
The observation was that education and educational resources
in Bisbee are lacking and underfunded.

HIDDEN PHYSICAL CONDITIONS
Unknown conditions, including structural sub-soil conditions,
potential environmental soil remediation, title to property, and
codes and regulations that could impact the cost and timing of
the project are beyond the scope of this feasibility report.

FINAL REPORT
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5.4 APPROACH & IMPLEMENTATION STRATEGIES
|

5.4.1 APPROACH AND
IMPLEMENTATION STRATEGIES
NEXT STEPS TO AN OPERATING ENTITY
For more near term planning, the following tasks and
benchmarks have been identified to bring the project to the point
of a functioning entity. The strategy behind this benchmarking
process is to identify criteria to be met to trigger advancing to
the next phase of the project. This chart sets out a process,
timeline, and set of criteria for advancing the project.
CONDITIONS OF PROJECT VIABILITY
The following criteria have been established to determine the
overall viability of the project.
++ Evident Community and Stakeholder Support
++ Strong Brand Identity
++ Optimal Facility Sizing and Siting
++ Engaging Visitor Experiences
++ Demonstrable Financial Feasibility and Sustainability
++ Satisfactory Community Impact
++ Clear Path Forward

FINAL REPORT

|

G A L L A G H E R & A S S O C I AT E S

83

APPROACH & IMPLEMENTATION STRATEGIES

NEXT STEPS TO AN OPERATING ENTITY

CREATION OF
NEW ENTITY

OPERATIONAL
IMPLEMENTATION

FUNDRAISING
IMPLEMENTATION

DESIGN
PHASES

KEY TASKS

KEY TASKS

KEY TASKS

KEY TASKS

++ Create 501(c)(3)
++ Create board selection
committee
++ Draw up board guidelines
++ Recruit board members
++ Draw up bylaws and
policies
++ Draw up organizational plan

++
++
++
++
++
++

++
++
++
++

++ Prepare Design RFP
++ Select design team
++ Commence design
process
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Hire project manager
Draw up strategic plan
Execute strategic plan
Create branding
Create fundraising plan
Recruit initial staff
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Commence fundraising
Secure charter investors
Secure LOI from partners
Meet phase I fundraising
goals

|

5.4.2 OVERALL PROCESS
This flow chart illustrates the major phases of work from early
feasibility and planning, through design, to final execution.
During the project design effort, the planning and assembling of
the non-profit entity would occur. For a project of this type, a 3 to
4 year timeline would be expected.

PROPOSED TIMELINE FOR OVERALL PROCESS
P LAN N I N G

FEASIBILITY
PLANNING
PHASE

STRATEGIC
PLAN

CURRENT

GO / NO-GO
INITIAL
FUNDRAISING

DES IG N

EX EC U T ION

ORGANIZATION
PLANNING

ORGANIZATION
BUILDING

MASTER
PLANNING
PHASE

DESIGN
PHASE

YEAR TWO

IMPLEMENTATION
PHASE

YEAR THREE

RAMP-UP &
OPENING

YEAR FOUR

ONGOING FUNDRAISING
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5.4.3 GUIDELINES FOR BUILDING
THE FIRST PROFESSIONAL BOARD
Build the internal structure of the official professional
Board and launch a new educational nonprofit.
++ Establish the operations of Board (expectations, meeting
schedule, roles, bylaws, officers, etc.).*
++ Minimum of officers to include President, VP, Treasurer,
Secretary.
++ Achieve 501(c)(3) status in Arizona and tax exempt
status with IRS with mission defined.
++ Adopt core policies and documents (by-laws,
decision-making guidelines, etc.).
++ Establish priorities and timeline of benchmarks.
++ Build fundraising plan with supporting strategies.
++ Ensure ongoing communication within Board.
++ Hire a project manager or executive director to run the
organization.
++ Work with project manager (or executive director) to
fundraise (team effort).
* As part of developing a Board, clarify number and
expectations of Board members. (Strive for odd number of
Board members, initially 5 to 7.)
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Qualities of members
++ Representation: Freeport, schools, city, community, other, etc..
++ Expertise: legal, finance, educator, science expert, etc.
++ Commitment: expectations for personal gifts, contacts,
fundraising, and more fundraising.
Consider forming an Advisory Committee (not an Advisory Board)
to honor connections and feedback from diverse community
representatives and leaders. It is important to be clear on
distinction of professional Board for 501 (c)(3) versus Advisory
Committee.

CONSIDERATIONS FOR STAFF STRUCTURE
Proposed structure based on:
++ Mission and vision
++ Scope of public programming and extent of operations
++ Projected attendance numbers including differences due to
seasonal rhythms
++ Anticipated operational budget including staffing,
programming costs, operational costs, and administrative, etc.

