The Women's Community League of Weston
P.O. Box 125
Weston, MA 02493
December 12, 2011

Donna S. VanderClock
Town Manager
Town of Weston
Town Hall
11 Town House Rd.
Weston, MA 02493

Dear Ms. VanderClock:
This letter is from the Women's Community League of Weston. It expresses our strong
desire and interest in continuing to occupy the Barn and the Connector space at the Josiah
Smith Tavern (Tavern). In addition to maintaining our current presence and operations,
we would be willing to partner with other entities to upgrade and more fully utilize the
Tavern. We would also like to reiterate our desire to continue to lease our current space
while the town works to resolve its long-term solution for these properties.
We have a vision that the Josiah Smith Tavern and the Barn can be restored to revitalize
the town center and to build community cohesiveness, esprit de corp and a strong sense
of history. We believe that the Women's Community League is uniquely positioned to
be a leading partner in this endeavor. Our history of rallying volunteers to support the
community and our fundraising capabilities (Clothing Exchange and House Tour) would
be critically valuable to ensure the success of the restoration and ongoing community
enhancement. We have been bringing together women of all generations and with many
individual talents for over 90 years to achieve common goals of community service and
community spirit. We recognize our vision is ambitious and more focused on community
enhancement than full commercial optimization of the property, but we do believe our
vision optimizes the town's broad set of needs.
Contact Information
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Personal points of contact for this endeavor are as follows:
Susan Littlefield
President, Women's Community League of Weston
109 Chestnut St.
Weston, MA 02493
781-642-7406
Susan-martin@comcast.net
Irvonne Moran
Barn Treasurer, Women's Community League of Weston
55 Pine St.
Weston, MA 02493
781-891-7835
Irvonneandgerry@aol.com
Overview of the Women's Community League
The Women's Community League of Weston (WCL) has been in existence for over 92
years. In 1919, WCL was established with three unchanged missions:
•
•
•

To foster community spirit
To enhance the intellectual and social life of the community
To help with community needs

Collectively, the WCL provides women of all ages and interests with social, educational,
and philanthropic opportunities. Over the years, the group has contributed time, money
and boundless amounts of energy to the betterment of the Town of Weston and
surrounding communities. Membership is open to all women residing in Weston. Over
the recent years our membership has numbered in excess of 200 women residing in
Weston, and we have touched thousands of Weston residents. We also serve as the
welcoming arm of the town with our Weston Newcomers group.
The philanthropic arm of the WCL has donated hundreds of thousands of dollars to
scholarships for needy Weston high school graduates and to service endeavors such as
•
•
•
•
•
•
•
•

Funding to support building the new library and the recreation center
Funding the COA to purchase a bus for seniors
Funding youth at risk programs
Funding for the Weston High School dance team
Financial relief for Western Massachusetts tornado victims
Holiday gift bags for shut-in Weston seniors (bags for over 30 seniors annually)
Start up and funding for the SPARK program given to the Weston PTO
One-off donations to the COA, the Weston Media Center, the Weston Fire
Department, the Weston Police Department, Land's Sake, etc.
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In the past five years the organization has donated between $25,000 and $40,000
annually from our Service and Scholarship Fund. Since 2003, we have donated over
$250,000.
WCL's Current Use of the Barn
The WCL is housed in the Barn of the Josiah Smith Tavern. For over 30 years, the WCL
has been custodian and tenant of the Barn. Home to the Clothing Exchange (exchange)
and Cafe on Tuesdays from September to May, the Barn is also the meeting location for
many WCL activities, such as the Speaker Series and many social events. The exchange
has been the largest ongoing fundraiser for the WCL. The exchange is a consignment
shop where customers can bring lightly worn items of clothing, personal accessories
(jewelry, handbags, shoes, etc.), and home accessories to be sold to the public. It is
renowned for its high quality clothing, interesting accessories and bargains. The
exchange is open one day a week from September to May. In an average year the
exchange brings in gross revenues of $40,000 to $45,000 which equates to $18,000 to
$20,000 in philanthropic funds once consigners and expenses are paid.
The WCL's other major fundraiser is the House Tour which we sponsor periodically,
usually every other year. (Note: the tour was postponed in 2011 due to uncertainty over
the future of the Barn and our desire to maintain adequate organizational attention on the
Barn). This fundraiser nets $25,000 to $35,000 and drives a wonderful community spirit
in the town. The recent tours have been of historic homes. We are considering working
with the Weston Historical Society to have our next tour focused on homes over time
(300 years of Weston) for the town's 300th birthday. The tour uses the Barn as its starting
point and a hub for planning and operations.
The WCL also manages the Barn as a low cost rental venue for individuals and
organizations. WCL members and non-profit groups are charged $150 plus $50 for
custodial service and other organizations are charged $350 plus $50 for custodial service.
Organizations that regularly use the Barn are Weston Arts and Crafts, the Weavers Guild,
Land's Sake dinners, and in the past many reunions used the Barn as well. Our current
occupancy limit (49) has limited the usage somewhat, although our annual net rental
income over the past two years has averaged about $14,000 (versus $20,000 before the
occupancy limit). Many local people and organizations would have a very difficult time
finding another venue with the atmosphere, space and affordability to meet their needs if
the Barn was no longer available as a rental venue.
In addition the WCL uses the Barn for its board meetings, social functions, the Speaker
Series, other small fundraisers, and classes to benefit WCL members. Many of these
activities not only benefit the WCL members, but the town members and other town
organizations as well. The Barn is essential to the operations of the WCL. If the WCL
does not maintain access to the Barn or some similar space, the WCL, its philanthropy
and good works will most likely cease. This would be tragic occurrence, and unlikely to
be viewed positively by a broad set of townspeople who have been touched by the
organization.
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Basis of Interest
The WCL would like to maintain the use of the same parts of the Barn and Connector of
the Josiah Smith Tavern as we currently do. We would also be willing to consider using
a slightly different footprint of equivalent size and function in the future. We would
welcome partnering with other organizations (e.g., the Historical Society or Historic
Weston) to evolve and expand our usage and oversight if that benefits the community and
our organization.
How we use the space could grow and evolve in the future, and therefore provide more
financial operating proceeds to be used to support the property. The WCL will continue
to maintain our current service and scholarship mission, but could also grow our
revenues/fundraising to better support upkeep of the Barn and potentially the Josiah
Smith Tavern. For example, if the Tavern is restored, the WCL could manage the rental
of the Tavern ballroom as an event space with the proceeds going directly to maintain the
historic properties. We would also be happy to partner with the town or other non-profit
organizations to do this most effectively.
A future vision for the ongoing, but growing use of the Josiah Smith Tavern, the Barn
and the Connector is the following:
The Josiah Smith Tavern:
• Small museum and town tour center run by the Weston Historical Society
• Historical Society archives
• Small WCL-run antique exchange
• Grand ballroom rental venue with small catering kitchen
• WCL exchange business office
• Shared bathroom facility
The Barn and Connector
• The Barn event and meeting space (as configured today)
• Small kitchen (update of what exists today)
• Expanded exchange boutique: personal and home accessories
• Women's clothing exchange
• Men's clothing exchange
• Expanded children's clothing exchange (focus on high-end dress clothing and
unused clothing)
• Shared bathroom facility
• Please note all Barn and Connector space to be used as revenue space-business
offices to be in the Tavern
Potential changes to the Barn and exchange operations
• Exchange to be open one evening a week in peak season
• Focused children's events
• Development of an antiques exchange to be housed in the Tavern
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More frequent use by commercial partners that provide service to the town
members and that will generate revenue for the Barn, e.g.,
o Weston coffee shop 1-2 mornings a week
o Quarterly jewelry marketplace
o Location retail events, e.g., Frozen Ropes retail baseball store on day of
Little League opening parade and festival
o Annual children's marketplace (for vendors of new clothing)
o Holiday gift market
o Morning and afternoon exercise classes
o Monthly restaurant night dinners
o Low cost birthday party venue for children

We do not envision new parking requirements as our Barn and Connector vision entails
no new uses of the property, but more frequent uses of the property to generate additional
revenue. If the Tavern is restored, there will be some parking requirements for the venue
space, but that could most likely be handled with on street and valet parking as opposed
to a new parking lot.
Financial Information
The WCL would be seeking a long-term lease from the Town of Weston for the Barn and
the Connector and perhaps for the Josiah Smith Tavern in partnership with other historic
organizations (e.g., the Historical Society). We believe it is in the best interest ofthe
town to maintain ownership of the buildings to have the soundest assurance these
important historic buildings are preserved for generations to come. Our lovely town
center is one of the drawing points for living in Weston. We must maintain the center's
historic beauty and charm. A town goal should also be to increase the community spirit
and cohesiveness of the town center. We have seen this diminish over time, and we think
our vision serves the goals of historic preservation and community building very well.
The reuse of the property is a stepwise process of organizational growth and historic
building revitalization. We would expect there to be three phases of activity that are
described in the following pages.
•
•
•

Phase 1: Stabilization, Design and Proof of Concept
Phase 2: Revenue Enhancement and Full Refurbishment
Phase 3: Revitalized Josiah Smith Tavern and Barn Complex
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Phase 1: Stabilization, Design and Proof of Concept would entail doing minor work on
the Barn and Connector structural and egress issues in order to increase the occupancy
limit for the rental venue. During this time, the town would get town meeting approval
for the vision for the entire parcel and improve the septic situation. The WCL, ideally in
partnership with town committees and other organizations, would develop the full design
of the refurbished buildings, business plans for the growth of our fundraising endeavors,
and begin to pilot some of the most attractive new fundraising endeavors (e.g., morning
coffee house, evening hours, retail partner events, jewelry marketplace). These pilots
would provide proof of concept for our vision. The financials over this time would look
essentially similar to what they do today, but with some of our income shifted to cover
Barn capital and expenses. We would also expect rental income to increase if the
occupancy limit is increased.
The financials over this time would look something like the pro forma below:
Phase 1 Pro Forma
Income Statement
Annual Net Income
Barn Rental
Clothing Exchange
House Tour (or
similar)
Long Term and
Annuity
General (Net Dues)
Total Net Income
Annual Expenses
Service and
Scholarship
Grants
Barn Utilities and
Services
Supplies
Contribution to
Barn capital
Increased rent to
town to cover
Barn and Tavern
expenses
Total EXI!ens£§.,

($)

16,000
18,000

Comments

Net of refunds, increased due to higher
occ.
Net of expenses and consignment
payments

15,000
4,000

Donations and annuity income

6,000
59,000

Net of membership expenses

30,000

Grant spending is an annual decision and
has been $25,000 to $45,000 in recent
years

8,000
4,000
5,000

12,000

59,000

WCL historically contributed capital, but
this term has been relaxed due to revised
occupancy limitations
Town currently spends between $5,000
and $10,000 on utilities for the Barn and
Tavern

I
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Phase 2: Revenue Enhancement and Full Refurbishment would entail expanding the
pilots to full operating mode, seeking other sources of revenue (e.g., new pilots and a
Support the Tavern Annual Gala) and performing the restoration work to grow revenue
and usage of the historic properties (e.g., restoring the Tavern's ballroom, setting up the
museum). This is the period of time where the bulk of the outside capital (CPA funds)
would be needed for the restoration and revitalization of the buildings with the primary
focus being on the Tavern.
The financials over this time would look something like the pro forma below:
Phase 2 Pro Forma
Income Statement
Annual Net Income
Barn Rental
Clothing Exchange

pi

House Tour (or
similar)
Tavern Gala
Long Term and
Annuity
General (Net Dues)
Total Net Income

Annual Expenses
Service and
Scholarship
Grants
Barn Utilities and
Services
Supplies
Contribution to
Tavern and Barn
capital
Rent or building
maintenance
expense
ITotal wExR~mse.;;;..s

($)

18,000
22,000

Comments

Additional revenue due to better condition
Additional revenue due to enhanced
children's focus, men's exchange, etc.

15,000
10,000
4,000

New revenue

6,000
75,000

30,000

10,000

Barn open more, but more efficient
systems

6,000
9,000

Increased contribution

20,000

Increased contribution

-..:..7..;;.5,,;;,0...;;,.00..;;..,
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Phase 3: Revitalized Josiah Smith Tavern and Barn Complex would entail realizing
the full vision for this historic building complex. The Tavern would be used as an event
venue, a museum, town tour center, an antiques exchange and a storage place for archives
not kept by the town. The historic presence would be enhanced and the community
engagement would also be enhanced. It would be a fabulous occurrence to see all
Weston elementary students take a historic tour of Weston Center starting at the Tavern:
The financials at this time would look something like the following pro forma:

Phase 3 Pro Forma
Income Statement
Annual Net Income
Barn Rental
Ballroom rental
Clothing Exchange
Antiques Exchange
Marketplaces
House Tour (or
similar)
Tavern Gala
Long Term and
Annuity
General (Net Dues)
Total Net Income
Annual Expenses
Service and
Scholarship
Grants
Barn and Tavern
Utilities and
Services
Supplies
Contribution to
Tavern and Barn
capital
Building
maintenance
expense
Total Emenses

($)

Comments

18,000
10,000 New revenue
22,000
5,000 New revenue
3,000 New revenue
15,000
10,000
4,000
8,000

Includes Museum Membership and net of
membership expenses

95,000
30,000

15,000

6,000
17,000

Increased contribution

27,000

Increased contribution

95,0...;;,0..;;..0

....1
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CP A funds will be required to support each of the phases of this vision. Given the nature
of the historic restrictions, the bulk of the required funds will be needed to restore the
Tavern in Phase 2 and the WCL would need to partner to achieve this part of the vision.
We would expect Phase 2 to cost in excess of$1 million dollars. Phase 1 can probably
be completed with less than $500,000 depending upon design fees and the types of design
partners we can get involved. We would need to pull together a more extensive working
group to develop accurate estimates for the needed CPA funds. While the WCL could
contribute a minor amount to the capital required, we envision CPA funds would provide
the bulk of the needed capital.
Relevant Experience
While our vision for the property is ambitious, we feel the WCL has significant relevant
experience to achieve it. A large portion of our vision is just growing what the WCL
currently does with the Barn. We have run the exchange effectively for a number of
years. We are recruiting new volunteers into the exchange with new ideas who can grow
our base business. Partnering with vendors has worked effectively when we have run
shopping sprees and other fundraising events, e.g., Tupperware sales, jewelry workshops.
The location is a strong one for opportunistic retail events, e.g., retail tied to events on the
green or in the town center. There continues to be strong venue rental revenue, and with
better and more space we see this continuing as we would expect to price the space
somewhat below market and to give preference to town members. Our organization has
demonstrated success in managing the venue rentals. In addition, we have members with
specific expertise (e.g., retail shop owners, project managers, management consultants,
lawyers, realtors, etc.) that we believe we can leverage. To carry out the full vision we
would need to partner with organizations with experience in historic preservation, and
development of a historic museum and tour center. We would be happy to partner with
the Weston Historical Society or Historic Weston or other groups to achieve the full
vision. We are also flexible as to what our role would be in a partnership.
Tenancy
We would be happy to be a tenant of the town or other organization as outlined in our
proposal above. The potential financial contribution we can make is also outlined in the
pro forma above which is contingent on making steps towards the overall vision.
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Additional Information
We very much support the Town of Weston in maintaining these historic buildings and
using them in a way to build community cohesiveness and town center vitality. We
would not support uses that would end our access to space that our organization requires
to thrive. The WCL is a historic and meaningful organization in Weston that brings all
generations of women in our town together in ways that support and enhance the
community. We believe it is in the best interest of the town to continue to be supportive
of our organization as it has been of service to many members of the town. Thank you
for the consideration of our interests and our proposed vision. The leadership of the
WCL would be happy to discuss the contents of this letter with the town further.

Sincerely,

S san Littlefield, on behalf of the Board of the Women's Community League of Weston

The Board of the Women's Community League of Weston
Executive Committee: President - Susan Littlefield, Vice President - Lisa Howe,
Secretary - Jodi Wolf, Treasurer - Maryanne Rogers, Treasurer Elect - Anne
Benning, Advisor - Nancy Hughes
Social Groups: Newcomers - Lea Kelsey, Juniors - Laura Gagliardi, Women of
Weston - Ann Fain
Community Service: Service & Scholarship Fund - Judy Harris, Endowment Fund Barbara Peatman
Programming: Opening Coffee/Luncheon - Ann Grape and Marissa Summersgill,
Girls Night Out - Jan Feldman, Georgie Hotchkiss and Natalie Sanders, Speaker
Series - Chris Glen
.
Communication: Website and Newsletter - Ellen Libert, Publicity - Lisa Howe
Development: Clothing Exchange - Orry Costello and Sally Utiger
Membership: Record Keeping - Celeste Wolfe, Outreach - Diana Chaplin
Barn: Manager - Laura Gagliardi, Treasurer - Irvonne Moran
Garden Club: Mary Louise Hatten
Nominating Chair: Paula Waxman
Historian: Marcia Lipson

