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MISSION
The San Francisco War Memorial & Performing Arts Center manages and maintains a world‐class 
creative complex whose venues and spaces sustain artistic, educational, and cultural offerings for 
enjoyment by diverse regional, national, and international audiences; support a broad range of  
jobs across the performing arts sector; and powerfully contribute to San Francisco’s economy and 
brand, in service of the purposes and beneficiaries of the War Memorial Trust.
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The Budget Challenge

• San Francisco is currently projecting a shortfall of almost $1 
billion by the end of FY 2027.

• Departments have been asked to make permanent cuts to 
expenses in order to achieve a citywide general fund 
expense reduction of 15%.

• Special Trust departments are not exempt. 
• The War Memorial has been asked to reduce our general 

fund expenses by a total of $1,475,542 over FY25 and FY26.



Mandatory Budget Cuts
Proposed Mid Year Cuts for FY25: January 2025 – June 2025
Reduction to Salaries & Benefits    $ 413,673.00
  Total Budget Cuts   $ 413,673.00

Proposed Cuts for FY26: July 2025 – June 2026
15% cut to General Funding from City   $ 1,061,872.00
  Total Budget Cuts   $ 1,061,872.00



How We Meet the Challenge
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 Increasing Earned Income: A business development lens

 Strategic use of Major Capital Funding

 Optimizing deployment of custodial staff across the various venues

 Transferring functions to our operating partners to optimize 
productivity and control (HR analyst, Temporary Stage Electricians, IT)

 Resident Companies to contribute to patron screening expense

 Restoring WAR’s Materials & Supplies and Non-Personnel Service 
budgets to necessary levels. Deferred maintenance is costing us $



Recurring Revenue – All Sources
SOURCES OF FUNDS FY 2024-25

Budgeted
FY 2025-26
Projected

FY 2026-27
Projected

Earned Revenue (Rents/Concessions) $4,119,601 $4,627,204* $5,358,564

VB Rents from City Departments $290,424 $300,735* $318,779

Expense Reimbursement (Res. Comp.) - $600,000* $600,000

General Fund – Operating Support $15,393,580 $17,053,683 $15,991,811

Less mandatory cuts (per MBO) ($413,673) (1,061,872)

Annual Capital Improvement $671,727 $705,313 $740,579

War Memorial Fund Balance $953,164 $617,584 $592,500

TOTAL REVENUE $21,014,823 $22,842,647 $23,602,233
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*Assumptions for FY26: 
$300,000 Projected revenue increase from new business development in FY26 and additional $400K in FY27
$10,313 additional rent from SF Arts Commission for extra space provided in VB
$600,000 Projected Expense Reimbursement from Resident Companies for Security Staff for Patron Screening Machines.



EARNED REVENUE
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Increasing Earned Income

Goal: To find $500K of new revenue

Strategies include:
o Negotiate larger blocks and greater lead time for venue availability 

with resident companies 
o Expand Green Room availability
o Make greater use of lobbies, Tom Horn Lounge, and outdoor space for 

standalone events
o Develop Atrium/Studio as an integrated event space
o Raise a fund to offset rental costs for smaller licensees vs offering a 

deeply discounted non-profit rate to all



Major Capital Funding
• 69.00FY 2023-24 Capital Received:

1. Opera House Elevator Modernization (Elevator #7)   $  1,300,000
2. Opera House Mansard Roof Replacement    $  7,000,000
   TOTAL   $  8,300,000  

FY 2024-25 Capital Received:

1. Opera House Elevators Modernization  (Elevators #6)   $  1,500,000
   TOTAL   $  1,500,000  

FY 2025-26 Capital Request:

1. Opera House Elevators Modernization  (2 Elevators)   $  3,000,000
   TOTAL   $  3,000,000  



Optimizing Expenses
Goal: Reduce General Fund Support by $1,061,872 (FY 25-26 )

Strategies:
 Optimize Custodial - Custodial services are presently supplied by the Real Estate division and is 

our single largest cost outside of our own personnel costs. Custodial is currently proposed to cost 
War Memorial $4.8M in FY2026.
o Custodial is a value-added “front of house” service critical to the patron experience.
o Examining: shift schedules, material cost controls, transfer of function.
o Estimated savings of approximately $1M.

 Permanently transfer functions of specialist positions to partners
o Will enable cost savings of approximately $300K while building in more organizational 

redundancy.

 Negotiate with Resident Companies to help pay for Patron Screening
o Estimated $600K in cost reimbursement for FY2025-26.

 Strategic use of Fund Balance
o As a Special Trust department, War Memorial is currently carrying approximately $1.38M
o We propose to use $617,584 in FY2025-26 to help offset the cost to restore our Material 

and Supplies and Non-Personnel Service budgets.



Expense Scenario #1
USES OF FUNDS FY 2024-25 FY 2025-26 FY 2026-27

Salaries and Benefits $11,405,558 $16,074,330* $16,874,982

Non-Personnel Services $897,450 $1,202,450* $1,256,572

Materials & Supplies $215,000 $647,841* $606,382

Services of Other Departments $7,825,088 $4,212,713* $4,123,718

TOTAL OPERATING BUDGET $20,343,096 $22,137,334 $22,861,654

Annual Capital Improvement $671,727 $705,313 $740,579

TOTAL EXPENDITURES $21,014,823 $22,842,647 $23,602,233
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*Assumptions for FY26: 
$3,000,000 added in Salaries & Benefits from moving 24 Custodial Staff from RED to WAR.
$600,000 in Salaries & Benefits to TEX security staff at patron screening machines.
$300,000 increment in NPS costs.  
$400,000 increment in M&S for additional custodial supplies.
$4,805,755 IDS savings from moving custodial staff over to WAR.
Approx $560,000 for transfer of specific functions to operating partners.


	BUDGET PRESENTATION�FY 2025-26 / FY 2026-27�January 27, 2025
	Slide Number 2
	The Budget Challenge
	Mandatory Budget Cuts
	How We Meet the Challenge
	Recurring Revenue – All Sources
	EARNED REVENUE
	Increasing Earned Income
	Major Capital Funding
	Optimizing Expenses
	Expense Scenario #1

