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HISTORIC PHOTOGRAPHS (circa 1890s and 1940s)



NEWS ARTICLE | Springfield Republican June 23, 1893

THE COSTLY NORTHBORO RESIDENCE

Built by D. B. Wesson – Some Features of “The Cliffs.”

Outside of the Lenox district, there is probably no costlier or 

handsomer summer residence in inland Massachusetts than D. B. 

Wesson’s mansion at Northboro. It was built five years ago, at a cost 

of over $100,000, and has been christened “The Cliffs,” as it occupies 

an eminence. The structure was planned by Architect Seabury, and 

occupies a space 60 by 80 feet. It is 2 ½ stories high, the first story 

walls being of brick and stone. The towers are of the same material, 

but the rest of the house has shingled sides. The general style is of 

an English country residence. The main entrance is through the 

porte-cochere, which forms the center treatment, flanked by 

ornamental towers. A marble piazza 13 feet wide surrounds the font 

and two sides. On passing though the vestibule one enters a 

beautiful hall, the interior feature of the building. It extends up to 

the roof and is lighted by a skylight, while a balcony gives access to 

the chambers. The hall is finished in polished and carved oak, the 

stairs in the rear passing over the fireplace. There is also an elevator 

in the rear. On the right is the library, finished in black walnut, and 

from it opens a bay window 11 feet in diameter. Behind the library is 

the parlor, finished in satin wood, while the dining room is across the 

hall and opens out into another bay window formed by the tower. 

Over the main entrance is a large octagonal bay window, and the 

rest of the floor is give up to six chambers.



TIMELINE



TIMELINE



IDENTIFICATION of CHARACTER DEFINING FEATURES



LASER SCAN of HOUSE



ASSESSMENT

ASSESSMENT and RECOMMENDATIONS

1. Building is generally in sound condition 

2. Main sloped roof is in fair to poor condition

3. Flat roofs are in very poor condition

4. Areas requiring immediate attention:

• Repair or replace skylight and chimney flashings

• Install new roofs at turrets

• Secure or remove flat-roofed additions

• Secure building from intrusion and vandalism



SKYLIGHT AND CHIMNEY FLASHING RESPONSIBLE FOR INFILTRATION



PHASE I

PHASE I COMPLETE

• Sloped Roof 
Replacement

• Flat Roof 
Replacement at Two 
Turrets

• Flashing and Cricket 
Replacement at 
Chimneys

• Skylight Repair

• Repair of Fire 
Damaged Roof 
Framing and 
Sheathing

• Dormer Restoration



ROOF REPLACEMENT:  DONE



DORMER AND FLAT ROOFS: REPAIRED AND REPLACED



PRIORITY WORK NOT COMPLETED

WORK NOT 
COMPLETED

• Restoration of 
South Chimney

• Removal or 
Reroofing of Flat 
Roofed Additions



RE-USE ANALYSIS



RE-USE ANALYSIS



HOUSE WITH AND WITHOUT EXISTING ADDITIONS

Historic Portion of House: 15,000 sf



OPTION 1:  EVENT SPACE

Existing House: 15,000 sf Existing House: 15,000 sf

Addition: 4,200 sf (one story)

OPTION 1BOPTION 1A



POTENTIAL PRECEDENT for ADDITION

1898

OPTION 1B



EVENT SPACE RE-USE WITH ADDITION

Existing House: 15,000 sf

Addition: 4,200 sf (one story)

Pros: 

- Most Feasible Use

- Preserves Building to Great Extent

- Semi-Public Use

Cons: 

- Cost of Addition

- Potential Noise 

- Largest Parking Requirement

OPTION 1B



OPTION 2:  MUNICIPAL USE

Existing House: 15,000 sf

Addition: 21,000 sf (7,000 sf per floor, three stories)

OPTION 2



MUNICIPAL RE-USE

Existing House: 15,000 sf

Addition: 21,000 sf (7,000 sf per floor, three stories)

Pros: 

- Municipal Facility is Needed

- Preserves Building to Great Extent

- Public Use

Cons: 

- Large Addition Required

- High Cost

OPTION 2



OPTION 3:  RESIDENTIAL REUSE

Existing House: 2 Townhouse Units

New Construction:  20 Units in 5 Buildings

Pros: 

- Preserves Building

- First Floor of Existing Building 
could be Semi-Public

- Low Impact on Neighborhood

Cons: 

- Cost of New Construction

- Private Use

OPTION 3



OPTION 4:  “PRESERVATION LITE”

Pros: 

- Least Costly Approach

- Does not Eliminate any Potential Uses

Cons: 

- Full Preservation not Included

- Use To Be Determined

Existing House: 15,000 sf

Existing Kitchen Addition: 1,025 sf

Preservation Lite: 

- Remove most later additions

- “Restore” exterior only as needed

- All new mechanical, electrical,                         
plumbing and fire protection 
systems

- Basic code upgrades, as needed

OPTION 4



COST MATRIX



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis

APPROACH | For each reuse opportunity…

1. Market Value | Outline potential revenue & operating expenses
o Ability to finance (debt & equity)

o Market survey on rents or for sale prices

2. Cost | Establish conceptual budget 
o Hard + soft costs

3. Market Value (#1) versus Cost (#2) as general financial feasibility 
o Potential subsidies 

o Funding gap 



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis

Conceptual Revenue Model; Scale – Event Fees (Only)

Re-Use Option

1A Hospitality/ Event w/in existing house only

EVENT SPACE WORKSHEET TO DETERMINE # OF EVENTS + REVENUE

M-Th Friday Saturday Sunday

Days per Year 365 209 52 52 52

Peak 50% 104 26 26 26

Off-Peak 50% 104 26 26 26

Avg. Rates

Gross Total 

Revenue 

Event Space

Peak % Occupied 10% 25% 85% 10% $4,000

Off-Peak % Occupied 0% 10% 20% 5% $1,200

10 9 27 4 51

Assume 125 Seated 10 7 22 3 42 $166,857

0 3 5 1 9 $10,950

$177,807

WORK

Event Rental (Room Fee) | Gross Income $177,807

         LESS: Operating Expenses

Payroll & Staffing: Events Manager ($50,000)

Payroll & Staffing: Assistant/Porter ($20,000)

Utilities ($15,308)

Insurance ($4,082)

Landscaping/Snow Removal ($10,205)

Wifi/Communications ($1,531)

Repairs & Maintenance ($7,654)

Administration, incl Accounting ($2,551)

Supplies ($1,531)

Trash/Recycling ($1,021)

Cleaning/Janitorial ($5,103)

Reserves for Replacement ($3,572)

Real Estate Taxes (if applicable) $0

Net Operating Income $55,251

1A
Rental event 
space in existing 
building



FINANCIAL FEASIBILITY ANALYSIS

Event Use
Key Comparables for conceptual look

More detailed in Report

• Endicott Estate | Dedham, MA
• Lyman Estate | Waltham, MA
• Smith Barn | Peabody, MA
• Asa Waters Mansion | Millbury, MA
• Worcester Art Museum | Worcester, MA
• Mechanics Hall | Worcester, MA
• Chocksett Inn | Sterling, MA
• Tower Hill Botanic Gardens | Boylston, MA
• Tuckerman Hall | Worcester, MA 
• Bull Mansion | Worcester, MA 
• Grafton Inn | Grafton, MA 
• Wayside Inn | Sudbury, MA



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis
Re-Use Option

1A Hospitality/ Event w/in existing house only

Uses of Funds / Order of Magnitude Scale Budget

/SF 10,205       Square Feet (SF)

Land/Building Cost $0 $0 Municipal  land cost not included

Demolition $454,400 $45

Site Improvements $750,000 $73

Building Costs (Rehab) $6,633,250 $650

Construction Contingency $783,765 $77 10% of Hard Costs

Soft Costs $2,351,295 $230 30% of Hard Costs  not incl . contingency

Order of Magnitude Cost $10,972,710 $1,075

Sources of Funds  / Order of Magnitude 

Commercial Debt (Approx) $560,306 5% able to be supported per assumptions  (see: 'Key Assumptions ')

Funding Gap $10,412,404 95% additional  sources  needed to fund improvements

SubTotal $10,972,710

Federal Historic Tax Credit Equity $1,319,353 12% see: 'Key Assumptions '

MA Historic Tax Credit Equity $1,128,780 10% see: 'Key Assumptions '

Community Preservation Act (Additional) TBD

Fundraising TBD

Grants, etc. TBD

Approximations of Significant Potential Gap Sources

1A
Rental event 
space in existing 
building



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis

Conceptual Revenue Model; Scale – Event Fees (Only)
Re-Use Option

1B Hospitality/ Event w/new Ballroom & Kitchen Addition

EVENT SPACE WORKSHEET TO DETERMINE # OF EVENTS + REVENUE

M-Th Friday Saturday Sunday

Days per Year 365 209 52 52 52

Peak 50% 104 26 26 26

Off-Peak 50% 104 26 26 26

Avg. Rates

Gross Total 

Revenue 

(Annual)

Event Space

Peak % Occupied 10% 25% 85% 10% $5,200

Off-Peak % Occupied 0% 10% 20% 5% $1,850

10 9 27 4 51

Assume 250 Seated 10 7 22 3 42 $216,914

0 3 5 1 9 $16,881

$233,796

WORK

Event Rental (Room Fee) | Gross Income $233,796

LESS: Operating Expenses

Payroll & Staffing: Events Manager ($50,000)

Payroll & Staffing: Assistant/Porter ($25,000)

Utilities ($22,133)

Insurance ($5,902)

Landscaping/Snow Removal ($11,066)

Wifi/Communications ($1,476)

Repairs & Maintenance ($8,115)

Administration, incl Accounting ($2,951)

Supplies ($1,476)

Trash/Recycling ($1,033)

Cleaning/Janitorial ($6,640)

Reserves for Replacement ($5,164)

Real Estate Taxes (if applicable) $0

Net Operating Income $92,841

1B
Rental event space 
in existing building 
+ addition



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis
Re-Use Option

1B Hospitality/ Event w/new Ballroom & Kitchen Addition

Uses of Funds / Order of Magnitude Scale Budget

/SF 14,755       Square Feet (SF)

Land/Building Cost $0 $0 Municipal  land cost not included

Demolition $454,400 $31

Site Improvements $1,500,000 $102

Building Costs (Rehab) $6,633,250 $450

Building Costs (New) $2,161,250 $146

Construction Contingency $1,074,890 $73 10% of Hard Costs

Soft Costs $3,224,670 $219 30% of Hard Costs  not incl . contingency

Order of Magnitude Cost $15,048,460 $1,020

Sources of Funds  / Order of Magnitude 

Commercial Debt (Approx) $941,500 6% able to be supported per assumptions  (see: 'Key Assumptions ')

Gap $14,106,960 94%

SubTotal $15,048,460

Federal Historic Tax Credit Equity $1,319,353 9% see: 'Key Assumptions '

MA Historic Tax Credit Equity $1,128,780 8% see: 'Key Assumptions '

Community Preservation Act (Additional) TBD

Fundraising TBD

Grants, etc. TBD

Approximations of Significant Potential Gap Sources

1B
Rental event space 
in existing building 
+ addition



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis

2
Municipal Use

Re-Use Option

2 Municipal

Uses of Funds / Order of Magnitude Scale Budget

/SF 32,205       Square Feet (SF)

Land/Building Cost $0 $0 Municipal  land cost not included

Demolition $454,400 $14

Site Improvements $1,500,000 $47

Building Costs (Rehab) $6,633,250 $206

Building Costs (New) $12,650,000 $393

Construction Contingency $2,123,765 $66 10% of Hard Costs

Soft Costs $6,371,295 $198 30% of Hard Costs  not incl . contingency

Order of Magnitude Cost $29,732,710 $923

Sources of Funds  / Order of Magnitude 

TBD | Public Finance Approach TBD

SubTotal $29,732,710

Federal Historic Tax Credit Equity* $1,552,181 5% see: 'Key Assumptions '

MA Historic Tax Credit Equity $1,327,977 4% see: 'Key Assumptions '

Community Preservation Act (Additional) TBD

Fundraising TBD

Grants, etc. TBD

Approximations of Significant Potential Gap Sources

Key Notes

* FHTC could not be leveraged by the municipality; requires taxable entity

Recommend working with an experienced Tax Credit Attorney re. the use of MA tax credits to ensure 

compliance on ownership and structural items. 



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis

3
Apartments (2) + New 
Condos/Townhomes 
(20)

Re-Use Option

3 Residential | New Constr = For Sale; Rehab Units in House = Rental

Market Value Calculations

Number of Condo/Townhome Units 20                                  units New Construction

Number of Rental Apartments 2                                    units Within Existing Structure

Condo/Townhome Units [New Construction]

Total New Constr SF 22,900                          SF

Number of Buildings 5                                    bldgs

Average SF per Unit (New Constr) 1,145                            SF

Gross Sales Price/ Unit  | Market Value $380,000 $332 See 'Condo Comps'

Total  Market Value (20 Units) $7,600,000 $7,600,000

LESS: Sales Commissions ($22,800) 6%

Net Sales Proceeds/ Unit $357,200

Total Sales Proceeds (20 Condos) $7,144,000

Repayment of Debt ($4,458,964)

Sales Proceeds after Repayment of Debt $2,685,036

Supportable Equity; assuming 17% return $2,294,903 17% $390,133 APPROX.

------------------->

WORK

Apartment Units [Existing Structure]

Monthly Rent per Unit $3,200 Approximate per comparables

LESS: Operating Expenses  (%) ($1,120) 35%

Net Operating Income (Annual) $24,960

Cash Flow After Debt Service $4,992

Supportable equity; 8% Current Return $62,400 8% 8%

Capitalization Rate (%) 6.00% Approximate

Market Value / Unit $416,000

Total Market Value (2 Apartments) $832,000 $832,000------------------->
Total Market Value ≈ $8.4M



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis
Re-Use Option

3 Residential | New Constr = For Sale; Rehab Units in House = Rental

Uses of Funds / Order of Magnitude Scale Budget

/SF 33,205       Square Feet (SF)

Land/Building Cost $0 $0 Municipal  land cost not included

Demolition $454,400 $14

Site Improvements $2,000,000 $60

Building Costs (Rehab) $7,265,750 $219

Building Costs (New) $4,025,000 $121

Construction Contingency $1,374,515 $41 10% of Hard Costs

Soft Costs $4,123,545 $124 30% of Hard Costs  not incl . contingency

Order of Magnitude Cost $19,243,210 $580

Cost Per Unit $874,691

Sources of Funds  / Order of Magnitude 

Commercial Debt (Approx) | For Sale $4,458,964 23% 65% Loan to Cost ratio 36%

Commercial Debt (Approx) | Rental $253,120 1% able to be supported per assumptions  (see: 'Key Assumptions ')

Equity | For Sale $2,294,903 12% Calculated at 15-17% return

Equity | Rental $62,400 0% Calculated at approx. 8% current/annual  return

Funding Gap $12,173,823 63%

SubTotal $19,243,210

Approximations of Significant Potential Gap Sources

Federal Historic Tax Credit Equity $1,445,158 8% see: 'Key Assumptions '

MA Historic Tax Credit Equity $1,236,413 6% see: 'Key Assumptions '

Fundraising TBD

Grants, etc. TBD

3
Apartments (2) + New 
Condos/Townhomes (20)



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis

4
Preservation Lite

Re-Use Option

4 Minimum Essential Upgrades ('Preservation Lite')

EVENT SPACE WORKSHEET TO DETERMINE # OF EVENTS + REVENUE

M-Th Friday Saturday Sunday

Days per Year 365 209 52 52 52

Peak 50% 104 26 26 26

Off-Peak 50% 104 26 26 26

Avg. Rates

Gross Total 

Revenue 

(Annual)

Event Space

Peak % Occupied 0% 0% 0% 0% $0

Off-Peak % Occupied 0% 0% 0% 0% $0

0 0 0 0 0

0 0 0 0 0 $0

0 0 0 0 0 $0

$0

WORK

Event Rental (Room Fee) | Gross Income $0

LESS: Operating Expenses

Payroll & Staffing: Events Manager $0

Payroll & Staffing: Assistant/Porter $0

Utilities ($15,308)

Insurance ($4,082)

Landscaping/Snow Removal ($7,654)

Wifi/Communications ($1,021)

Repairs & Maintenance $0

Administration, incl Accounting ($2,041)

Supplies ($1,021)

Trash/Recycling $0

Cleaning/Janitorial $0

Reserves for Replacement ($3,572)

Real Estate Taxes (if applicable) $0

Net Operating Income ($34,697)

Intended to approximate baseline 

operating expenses for a vacant 

structure. More precise operating 

assumptions, such as insurance, general 

and minimal maintenance, baseline 

utilities, security, fire protection 

systems, etc. would need to be further 

refined based on exact systems and 

oversight procedures.  



FINANCIAL FEASIBILITY ANALYSIS

Market/Feasibility Analysis
Re-Use Option

4 Minimum Essential Upgrades ('Preservation Lite')

Uses of Funds / Order of Magnitude Scale Budget

/SF 10,205       Square Feet (SF)

Land/Building Cost $0 $0 Municipal  land cost not included

Demolition $91,200 $9

Site Improvements $200,000 $20

Restoration of White Cliffs $3,061,500 $300

Renovation of Select Additions $908,000 $89

Construction Contingency $426,070 $42 10% of Hard Costs

Soft Costs $1,278,210 $125 30% of Hard Costs  not incl . contingency

Order of Magnitude Cost $5,964,980 $585

Sources of Funds  / Order of Magnitude 

Commercial Debt (Approx) N/A able to be supported per assumptions  (see: 'Key Assumptions ')

Gap $5,964,980 100%

SubTotal $5,964,980

Federal Historic Tax Credit Equity* $180,601 3% see: 'Key Assumptions '

MA Historic Tax Credit Equity* $154,514 3% see: 'Key Assumptions '

Fundraising TBD

Grants, etc. TBD

Approximations of Significant Potential Gap Sources

Key Notes

* FHTC could not be leveraged by the municipality; requires taxable entity

Both MA and Federal Historic Tax Credits are uncertain in this scenario. A more detailed plan that provides clarity on 

the allowable occupancy of the structure (typically allowed through a Certificate of Occupancy via the building 

official) would need to be thoughtfully defined, designed and implemented. Under the historic guidelines, the 

Placed-In-Service step - generally defined as meeting the appropriate level of work that would allow for occupancy 

of either the entire building or some identifiable portion of the building - would be a key determinate in the ability 

to use tax credits. A refined architectural and engineering plan, in addition to guidance from an experienced Tax 

Credit Attorney, is recommended before assuming the use of tax credits.         

4
Preservation Lite



CONCLUSIONS

CONCLUSIONS

• Building is Now in Relatively Sound Condition

• Most Sources of Active Infiltration Have Been 

Addressed (excluding additions)

• More Work is Required by Town in Short Term:

- South Chimney Restoration

- Removal or Repair of Additions

• 4 Reuse Options Evaluated

• All Have Financial Shortcomings

• Event Space is Most Feasible

• “Preservation Lite” Strategy May 

Be Needed to De-accession the 

Building



NEXT STEPS

NEXT STEPS

• Town to Identify Potential Funding and Ownership Strategies

• Town to Seek Operating Partnership(s)

• Town to Issue RFP for Redevelopment and/or Operating Partner

• Determine Funding Sources for “Preservation Lite” Approach



THANK YOU


