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BACKGROUND

1. Baycourt Community & Arts Centre (‘Baycourt’) is Tauranga’s premier performing arts facility,
providing a world-class stage that connects the community with exceptional artistic
experiences, from local talent to international performers.

2. Baycourt holds a strong place in the community’s identity, stemming from its origins over 40
years ago when almost a third of the funding for its development was raised through community
contributions. This legacy has fostered a deep sense of ownership and pride among local users
and audiences, which continues to this day.

3.  Baycourt is not only a cornerstone of Tauranga’s cultural life, it also plays a vital role on the
national stage. Recognised as one of New Zealand’s leading regional arts centres, Baycourt
actively contributes to the national creative ecosystem. Its reputation and influence extend well
beyond the region, positioning it as a key voice in national conversations about the performing
arts and entertainment.

4. From the outset, Baycourt has operated under a community-driven kaupapa. Over the past
three years (post-Covid), an average of 62% of booked days' have been generated through
community events, with the remainder classified as commercial events. This consistent
engagement highlights Baycourt’s role as a vital platform for local expression, connection, and
cultural development.

5.  Over the past three years, Baycourt has achieved an impressive 80% venue utilisation? — the
highest average recorded for the facility, based on publicly available annual reports. This
reflects a strong and sustained demand for Baycourt’s spaces across both community and
commercial events.

6. Baycourt has a strong and loyal audience base. On average, 62,865 people attended annually
in the past three years, equivalent to nearly 4 in 10 Tauranga residents visiting Baycourt each
year.

DISCUSSION AND ANALYSIS

7. Baycourt operates a two-tier venue hire model, structured by user type (community or
commercial booking) and nature of event (performance or non-performance event):

e Community hires®

o Live performance events e.g. ticketed music concerts / dance / musical theatre
/ drama productions.

e Commercial hires*
o Live performance events.

o Non-performance events e.g. meetings / conferences / dinners / tradeshows /
exhibitions.

1 Booked days are calculated as the total number of days Baycourt spaces are hired for events, with multi-day hires
counted per day to reflect actual venue usage and occupancy.

2 \enue utilisation is calculated based on the number of days Baycourt is occupied for events, measured against total
days available after excluding closures for necessary equipment maintenance and internal use (e.g. pre-rig days).

3 Ticketed arts events delivered by local not-for-profit organisations OR by local organisations that showcase/celebrate
youth (<25yrs).

4 All non-Community hires for both arts and non-arts events (e.g. business events).
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8.

10.

11.

12.

13.

14.

15.

The venue hire fees for Baycourt’s primary hireable spaces for the 2025/26 financial year, are
as follows:

| Addison Theatre | X Space |  Full Facility
COMMUNITY
Live performance (per show) | $ 1,350.00 | $ 550.00 | $ 2,000.00
COMMERCIAL
Live performance (per show) $ 2,700.00 | $ 1,100.00 | $ 4,000.00
Non-performance (per day) $ 3,000.00 | $ 1,200.00 | $ 4,300.00

As shown above, eligible community events receive a 50% discount on the commercial hire
fees (live performance events only).

For live performance events (community or commercial), the hire fees are also subject to a
secondary step — the calculation of 12% of total ticket sales revenue (net). If 12% of the total
ticket sales revenue is greater than the base fee listed above, then the 12% fee is payable as
the hire fee (instead of the base fee). Whilst the percentage varies from venue to venue and
there are other nuances, this model is common industry practice globally for ticketed
performances.

Additionally, non-event days (e.g. pack in days) are charged at 50% of the applicable hire fee.
For example, if a community live performance event in the Addison Theatre had one pack in
day and one show day, the total hire fee would be $2,025 + GST, consisting of $675 for the
pack in day and $1,350 for the show/performance day.

Baycourt’s two-tiered fee structure has existed for at least the last two decades. While the
underlying model has not changed, the specific hire fees have naturally increased over time.
The table below provides a summary of Baycourt’s annual hire fees over the past five years,
including the current year, along with the corresponding percentage increases.

2024/2025 | % increasefrom
previous year

2023/2024 | %increasefrom
previous year

2025/2026 % increase from

2021/2022 2022/2023 | % increasefrom
previous year

previous year

COMMUNITY
Live performance
Addison Theatre $ 1,036.50 | $ 1,100.00 6.1% $ 1,166.50 6.0% $ 1,250.00 7.2% $ 1,350.00 8.0%
X Space $ 378.26 | $ 410.00 8.4% $ 438.00 6.8% $ 450.00 2.7% $ 550.00 22.2%
Full Facility $ 1,675.22 | $ 1,750.00 4.5% $ 1,855.00 6.0% $ 1,900.00 2.4% $  2,000.00 5.3%
COMMERCIAL
Live performance
Addison Theatre $ 2,073.04 | $ 2,200.00 6.1% $ 2,333.00 6.0% $ 2,500.00 7.2% $ 2,700.00 8.0%
X Space $ 75652 | $ 820.00 8.4% $ 870.00 6.1% $ 900.00 3.4% $ 1,100.00 22.2%
Full Facility $ 3,350.43 | $ 3,500.00 4.5% $ 3,710.00 6.0% $  3,800.00 2.4% $ 4,000.00 5.3%
Non-performance (full day)
Addison Theatre $ 214348 |$ 2,300.00 7.3% $  2,440.00 6.1% $ 2,800.00 14.8% $ 3,000.00 7.1%
X Space $ 771.30 | $ 850.00 10.2% $ 901.00 6.09% $ 1,000.00 11.0% $ 1,200.00 20.0%
Full Facility $ 3,463.48 | $ 3,700.00 6.8% $ 3,925.00 6.1% $ 4,000.00 1.9% $ 4,300.00 7.5%
AVERAGE INCREASE PER ANNUM [ 6.9% | 6.1% | 5.9% | [ 11.7%

It is important to note that historically, hire fees for the X Space have been set well below the
level required to recover direct operational costs. Over the past four years, strategic
percentage increases have been applied to work towards establishing a positive profit margin.
While the percentage increase appears high, the actual dollar value remains relatively low.

Council’'s Revenue & Financing Policy 2024 sets user charges at 0-30% and general rates
funding at 70%-100% for Baycourt.

In 2024/25 Baycourt generated $1.02m in revenue, with venue hire fees representing the
largest portion, contributing 36% or $362,949. The remaining business-generated revenue was
achieved through a combination of food and beverage sales (bar sales and event catering),
ticketing income, technical equipment hires and recoverable operational costs such as
technical labour and marketing services.
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16. As shown in the graph below, Baycourt’s rate-funded contribution for 2024/25 was $2.89
million, which accounted for 74% of the facility’s total revenue. Importantly, this represents less
than 1% of Council’'s overall rate income for that year ($334 million) — a relatively modest
investment when weighed against the cultural, economic, and community benefits Baycourt
provides. The remaining 26%, or $1.02 million, was generated through the aforementioned
income streams.

Baycourt Revenue 2024/25 Actuals

$362,949, 9%
$132,692, 3%

$308,315, 8%

) $107,718, 3%
el $108.654,3%

$2,899,313, 74%

m VVenue Hire Fees = Ticketing Revenue
= Food and Beverage = Technical Equipment

m Other Operating Expense Recovery = Rate Funding

17. Ratepayer support is essential for Baycourt’s sustainability and continued positive contribution
to the community. Specifically:

(@) Equitable access: Subsidies allow community groups and not-for-profit organisations to
use a professional venue regardless of financial constraints.

(b) Community wellbeing: Baycourt strengthens social and cultural wellbeing — the arts are
essential infrastructure, not a luxury.

(c) Financial reality: Limited seating capacity restricts revenue potential, making local
government funding critical to keeping the doors open.

(d) Public benefit: Regional theatres deliver broad benefits in arts, culture, education, and
community wellbeing, which do not always align with commercial profitability.

(e) Asset stewardship: Preserving a purpose-built, Council-owned facility reflects
responsible management of a significant community asset.

(f) Economic impact: Events at Baycourt stimulate local spending, benefiting bars,
restaurants, and the wider city centre economy. The more events we host, the more the
city centre thrives.
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18.

19.

20.

21.

In 2024/25, Baycourt’s total expenditure was $3.91m. Of this, 44% or $1.73m comprised
indirect costs, including depreciation and internal allocations. The remaining 56% or $2.18m
represents direct operating costs, which cover the day-to-day running of the facility and delivery
of services, as outlined below.

| 2024/25Cost | %  [Notes

OPERATING COSTS

Employee Expenses § 1,418,412 | 36% |Salaries (~31M for 12.625 FTE), casual staff wages (~3260K),
training expenses, uniform costs etc.

Other Operating S 386,284 | 10% |Power, bar stock, building & event security, cleaning, motor

vehicle lease, rates etc.

Repairs & Maintenance 177,039 5% |R&M on building, plant and wurlitzer organ etc.

Administrative 153,060 A%  |Marketing, printing, travel, training, office supplies etc.

5

5

Consultancy 5 51,554 1%  |Artist fees for '‘Baycourt Presents' shows, piano tunes etc.
Sub-total| § 2,186,349 | 56%

Research was undertaken by staff to understand how Baycourt’s commercial hire fees
compare against a selection of other prominent regional theatres across Aotearoa. Among
council-owned/operated facilities in Aotearoa, Baycourt currently ranks as the second most
expensive per seat in the country, just behind the Wairarapa Events Centre at $5.27 per seat.
Hire fees for the Waikato Regional Theatre have not been included in the comparison below
as it is scheduled to open in mid-January 2026.

City Venue Venue hire fee [No. seats |Cost per seat (Council owned /
(Commercial) operated

Palmerston Morth|Regent on Broadway 5 1,750.00 1,362 5 1.28 v

Whanganui Royal Whanganui Opera House 3 1,999.00 800| 5 2.50 v

Oamaru Oamaru Opera House 5 1,750.00 548| § 3.19 v

Hastings Toitoi - Opera House 5 3,300.00 979| 5 3.37 v

MNapier Napier Municipal Theatre S 3,485.22 985| 5 3.54 v

New Plymouth  |TSB Showplace - Theatre Royal 5 2,008.70 527| § 3.81 v

Kerikeri Turner Centre - John Dalton Auditorium 5 1,550.00 400 § 3.88

Kapiti Te Raukura ki Kapiti - Coastlands' Theatre 5 1,320.00 331 8 3.99

Mew Plymouth  |TSB Showplace - TSB Theatre 3 3,675.00 915| 5 4.02 v

Rotorua Sir Howard Morrison Centre - Sir Owen Glenn 5 4,150.00 918| 8 4.52 v

Christchurch Isaac Theatre Royal 5 5,900.00 1,292| 5 4.57

Tauranga Baycourt Community & Arts Centre - Addison S 2,700.00 582| $ 4.64 v

Tauranga Holy Trinity Church Auditorium 3 4,019.84 859 § 4.68

Tauranga Baycourt Community & Arts Centre - X Space 5 1,100.00 220| § 5.00 v

Wairarapa Wairarapa Events Centre - Taratahi Auditorium 5 1,950.00 370| 8 5.27 v

Nelson Theatre Royal 5 1,780.00 337\ 5 5.28

Hamilton Clarence St Theatre S 3,330.00 550| 5 6.05

Baycourt’s high per-seat cost reflects its premium positioning and the quality of its facility and
resources, but it also creates potential price sensitivity among hirers. This is particularly
relevant as new venues, such as the Waikato Regional Theatre, enter the market and offer
options that are likely to be more cost-effective. Without strategic adjustments, Baycourt could
face increased competitive pressure, which may impact booking volumes and revenue. This
reinforces the need for a balanced pricing strategy that considers both financial sustainability
and market positioning.

Baycourt has long operated with a high proportion of community-based events. While the
origins of the ‘community discount’ are not documented, current staff understand it has been
in place for at least 30 of Baycourt’s 42-year history, reflecting a longstanding commitment to
supporting local organisations.
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22.

23.

24.

25.

26.

Offering discounted hire rates to community users is common practice across regional theatres
in Aotearoa. The table below provides a snapshot of known community discount models at
comparable venues nationwide. As shown, Baycourt’'s 50% discount is among the most
generous in the country.

City Venue

Hamilton Clarence St Theatre
Kerikeri Turner Centre
Nelson Theatre Royal

New Plymouth TSB Theatre
Carterton/Wairarapa | Taratahi Auditorium

Venue hire community discount
30% discount (on average)

30% discount (on average)

30% discount (on average)

40% discount

40% discount (on average)

Operating model

Owned/operated by Charitable Trust

Owned by Council, operated by The Centre at Kerikeri Ltd
Owned/operated by Charitable Trust

Owned/operated by Council

Owned/operated by Council

Hastings

Toitoi Opera House

50% discount

Owned/operated by Council

Tauranga

Baycourt

509% discount

Owned/operated by Council

Oamaru

Oamaru Opera House

60% discount (on average)

Owned/operated by Council

While Baycourt does not currently recover all its direct costs through hire fees, simply
increasing those fees is not considered a viable solution in respect to its position in the market.
Baycourt already ranks as the second most expensive council-owned venue per seat in
Aotearoa (based on commercial hire fees), and further significant fee increases risk pricing the
venue out of the market.

Baycourt has a unique operating context that requires consideration:

(a) Limited seating capacity restricts Baycourt's competitiveness for larger commercial
events. Promoters of high-profile commercial tours often seek venues with greater
capacity to maximise ticket revenue. Baycourt’s relatively small seating inventory (582
seats) means that even with premium ticket prices, the overall return may not justify the
cost for these promoters. Significantly raising commercial fees could further exacerbate
this issue, making Baycourt less attractive for touring productions.

(b) The X Space delivers significant community benefit despite its higher per-seat cost,
which is a function of its retrofit design and limited seating capacity rather than service
quality. Its flexible configuration makes it ideal for intimate performances and niche
programming such as Jazz Festival cabaret events and their annual National Youth Jazz
Competition. The space also supports other activities within the building, serving as
important overflow dressing rooms or rehearsal space for large-scale events in the
Addison Theatre. These uses enhance Baycourt’s ability to host diverse events and
maximise utilisation of the facility.

(c) Generating food and beverage income is constrained by the limited physical footprint
and layout for bar operations and corporate hosting activities. This restricts Baycourt’s
ability to maximise ancillary revenue opportunities that are often critical to venue
sustainability.

(d) Investmentin a refresh/refurbishment of Baycourt is critical to future-proof the venue and
maintain its relevance in a rapidly evolving arts and events landscape. Upgrades will
ensure Baycourt meets the quality and experience expectations set by Te Manawataki
o Te Papa, providing a modern, welcoming environment for patrons and hirers.
Enhancing front-of-house areas and improving operational functionality will not only
elevate the audience experience but also enable more efficient use of spaces, supporting
increased programming opportunities across both the Addison Theatre and X Space, as
well as driving revenue generation opportunities. This will strengthen Baycourt’s
competitive position and reinforce its role as a cornerstone of cultural activity in the city
centre.

In October 2025, as part of the review of Baycourt’s fees and charges for the 2026/27 financial
year, a variety of fee adjustment options were presented to Council. These included changes
to the community discount model, commercial hire fees, and fees for operational services. The
options aimed to support Council’s ‘user pays’ directive while preserving Baycourt's community
focus. Selected options from that exercise are outlined in the analysis below.

Fee adjustments for a range of operational services were presented to Council in October 2025
and are proposed to be implemented from the 2026/27 financial year. Collectively, the changes
are estimated to generate approximately $37,000 per annum in additional revenue to Council.
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27.

The adjustments focus on reducing embedded technical labour, introducing more flexible and
transparent labour pricing, and applying modest increases to equipment hire rates, while
maintaining existing service levels and the quality of service delivered.

Whilst not part of the options being considered here, Baycourt's 2026/27 commercial hire fees
are proposed to increase by approximately 3%. This adjustment is broadly in line with Council’s
suggested inflationary benchmark of 2.5%, with minor rounding applied for simplicity. Limiting
the increase to ~3% is a strategic step to keep Baycourt competitive in a growing venues
market. Currently, Baycourt is the second most expensive Council-owned regional theatre in
New Zealand, and with new venues such as the Waikato Regional Theatre and the Sir Howard
Morrison Centre offering modern facilities and attractive pricing, it is critical that Baycourt’s
pricing remains sustainable without deterring hirers. This approach balances financial
responsibility with the need to maintain Baycourt’s position as an accessible and appealing
choice for commercial users.

OPTIONS ANALYSIS

Option 1: Retain status quo (Recommended)

28. Under this option, Council would maintain the existing 50% discount on venue hire fees for
eligible® community events.

Advantages Disadvantages

e Maintaining the current discount e Maintaining the current discount limits
ensures stability for long-standing opportunities to increase revenue, which
community users, avoiding disruption to is a key directive for improving financial
established budgets and long-term sustainability across the organisation.
planning. e The existing discount structure requires

e Retaining the discount reinforces ratepayer subsidy to support community
Baycourt’'s commitment to enabling access, reducing financial
affordable access for local groups, independence.
fostering inclusivity and cultural e The current community discount
participation. enables high community utilisation

e The current discount structure supports which constrains the availability of dates
strong community engagement and for commercial hirers, which typically
high utilisation, contributing to vibrant deliver a higher return per performance.
local programming and sustained venue
activity.

Continued affordability helps ensure
that locally produced content remains a
core part of Baycourt’s offering,
strengthening community pride and
cultural representation.

Many community groups operate on
limited budgets; maintaining the
discount reduces the risk of pricing
them out of the venue.

Financial impact

29.

Status quo.

5 Ticketed arts events delivered by local not-for-profit organisations OR by local organisations that showcase/celebrate
youth (<25yrs).
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Option 2: Reduce the community discount on venue hire fees to 40%.

30. Under this option, Council would reduce the community discount on venue hire fees from 50%
to 40%.
Advantages Disadvantages

A lower discount rate will result in
higher income from community
bookings, reducing reliance on
ratepayer funding.

The adjustment provides a modest
decrease in the level of rate funding
required to support community access.
A 40% discount is more consistent with
the national average for community
discounts offered by regional theatres in
Aotearoa.

If a decrease in community bookings
occurs due to the reduced discount, this
may create opportunities to
accommodate more commercial
bookings, which deliver a higher return
per performance.

The change supports a more balanced
revenue model, helping maintain the
long-term viability of the venue while
still offering significant community
access.

Increasing fees marks a shift away from
Baycourt’s established commitment to
affordable community access, which
may be perceived negatively by
stakeholders.

The change offers only a minor
reduction in ratepayer subsidy but the
burden on community hirers could be
significant. The adjustment is estimated
to increase hirer costs by approximately
$270 per performance, which may be
prohibitive for budget-constrained
groups.

Higher fees could deter local groups
from booking, reducing locally produced
content and venue utilisation.

A reduction in community bookings will
lead to fewer locally driven events,
impacting cultural diversity and
community engagement. This could also
lead to a decrease in Baycourt’s loyal
audience base attending shows.
Substituting community events with
touring or out-of-town programming
would require additional investment and
may not be viable in the short term,
potentially resulting in reduced overall
venue utilisation.

Financial impact

31.

An additional $39,690 in revenue per annum to Council. No additional costs to Council to
implement decision. Financial model assumes the same mix of bookings as the status quo.

Option 3: Increase community discount
Under this option, Council would increase the community discount from 50% to 60%.

32.

Advantages

Disadvantages

Increased affordability for community
groups.

Increased community demand and
utilisation as a result.

Increasing the discount would reduce
revenue from community bookings,
placing additional strain on Baycourt’s
operating budget and increasing
reliance on ratepayer funding.

The change would require a higher level
of rate funding to maintain service
levels, which may not align with
Council’s financial sustainability
objectives.

Higher community utilisation would limit
availability for commercial hirers who
provide a greater return per
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performance, therefore impacting
revenue diversification opportunities.

Financial impact

An additional $39,690 cost per annum to Council. No additional costs to Council to implement
decision. Financial model assumes the same mix of bookings as the status quo.
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