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Item E-1: Brooks Memorial State Park Forest Health — Tree Risk Reduction
Timber Sale —Requested Action/Expedited

EXECUTIVE SUMMARY: This item asks the Washington State Parks and Recreation
Commission to approve the sale of excess timber resulting from forest health — tree risk
reduction treatments in Brooks Memorial State Park. All proceeds in excess of the cost of the
sale will go to natural resource stewardship purposes. This item complies with our Centennial
2013 Plan element, “Our Commitment-Stewardship” and with our core values.

SIGNIFICANT BACKGROUND INFORMATION: Through RCW 79A.05.035:
“Additional powers and duties”, the Legislature directs that the Commission shall “manage
timber and land under its jurisdiction to maintain and enhance aesthetic and recreational values”
and to “apply modern conservation practices to maintain and enhance aesthetic, recreational, and
ecological resources.” At present, some of Washington’s state park forests are in poor ecological
condition as a result of wildfire suppression, historic cutting practices, fragmentation, insect and
disease infestations, invasion by exotic species, and direct impacts of park development and
recreational activities. Changes in climate could also become a factor further stressing
increasingly fragile forest systems. These factors alone or in combination compromise forest
health and increase the risk of catastrophic loss of entire forest stands to wildfire, disease, and
pests. Poor forest health also increases the likelihood of failure of individual trees and branches,
thereby increasing risk to the safety of park visitors, staff, and property.

This item asks that the Commission authorize the sale of timber at Brooks Memorial State Park
consistent with Commission policy, agency procedures, and following required environmental
review. This proposed sale at Brooks Memorial State Park seeks to:

» salvage standing timber in select areas of the park impacted by a September 2011 wildfire,
thereby lessening the risk of tree failures along Hwy 97 and impacts of bark beetles on
surrounding unburned trees; and,

e thin densely spaced trees in portions of the unburned forest to reduce the risk of future
catastrophic fire and insect infestation events, enhance residual tree health and wildlife
habitat, and improve both aesthetics and the recreational experience of park visitors.

Consistent with Commission-directed past practice (most recently Item E-2, February 2012),
staff will reinvest all net cash proceeds from forest health timber sales into natural resource
stewardship activities and interpretive efforts.

As per WAC 352-28-010/020 and the Commission’s Natural Resources Policy, prior to any tree
cutting in these parks, staff will satisfy all environmental regulations and conduct a public
meeting to solicit input on the planned forest health treatments and timber sale designs. Staff
will also contact interested Native American tribes to address any concerns regarding proposed
forest health activities. Input from the public and interested Native American tribes will be
provided to the Director as part of the formal request for approval of the timber sale.

STAFF RECOMMENDATION: Stewardship interventions are required to enhance the health
of Brooks Memorial State Park’s forested landscape. A mix of treatments including salvage cuts



to remove beetle infested trees from portions of the burn area, combined with a) “thinnings from
below” (cutting smaller stems to provide more growing space for larger trees), b) oak release
cuts; c) reserving critical habitat areas for western gray squirrels (State Threatened species), and
d) replanting of native grasses, forbs, and ponderosa pine, are proposed in phases across the
northern half of the park. Treatments are slated to commence the winter 2012/13 and continue
into the 2013/15 biennium. An estimated 100,000 board feet of timber are anticipated to be
removed in phase | of the project (approximately 65 acres on the north side of Highway 97; see
Appendix 1). Cutting these trees and then leaving them on the ground is incompatible with
current recreational use, unnecessary for ecological purposes, and increases the risk of wildfire
and bark beetle infestations. Staff therefore believes that these trees exceed park needs and
recommends that the Commission approve their sale in accordance with adopted agency
procedure. Staff further recommends that the Commission affirm staff’s intent to limit use of
proceeds of timber sales to natural resource stewardship and related interpretive activities only.

LEGAL AUTHORITY: RCW 79A.05.035
SUPPORTING INFORMATION:
Appendix 1: Overview of forest health-tree risk treatments in Brooks Memorial State Park.
REQUESTED ACTION OF COMMISSION:
That the Washington State Parks and Recreation Commission
1. Delegate to the Director authority to approve the sale of timber at Brooks Memorial State
Park as recommended by staff.
2. Affirm that cash proceeds from the sale of timber will be reinvested into natural resource
stewardship and related interpretive activities as recommended by staff.

Author/Contact(s):  Robert Fimbel, Restoration Ecologist
Robert.Fimbel@parks.wa.gov  Telephone: (360) 902-8592
Lisa Lantz, Stewardship Program Manager
Lisa.Lantz@parks.wa.gov Telephone: (360) 902-8641

Return to top of document

Item E-2: Deception Pass State Park - Kukutali Preserve Master Plan —
Requested Action

EXECUTIVE SUMMARY: This item asks the Washington State Parks and Recreation
Commission to adopt a master plan for Kukutali Preserve, a unit of Deception Pass State Park.
This item complies with our Centennial 2013 Plan element, “Our Commitment —Stewardship”
and with our core values.

SIGNIFICANT BACKGROUND INFORMATION: Kukutali Preserve is co-owned and co-
managed by the Swinomish Indian Tribal Community (Tribe) and the Washington State Parks
and Recreation Commission (State Parks). When the property was acquired in June 2010, the
Tribe and State Parks signed intergovernmental agreements to co-own and co-manage Kukutali
Preserve for conservation and research, public education, and limited recreational use. The



Kukutali Preserve Management Board, consisting of three members appointed by the Tribe and
three members appointed by State Parks, makes management recommendations and oversees
day-to-day operations of the property. All Board decisions are made by consensus.

Long-Term Management Planning

After the acquisition of Kukutali Preserve, the Management Board developed an interim
management plan for the property, which was approved by the Tribe and State Parks in August
2010 and approved with minor modifications in May 2011. The interim management plan
restricts public access to pre-scheduled tours only, as the property has no facilities, and it has
both natural and cultural resources that need to be protected. A master plan has been needed, but
funding limitations delayed its initiation. Without this planning work, seeking funds for limited
development and public access have not been possible. However, in early 2011, the Tribe made
an initial planning investment by hiring a landscape architect to begin a master plan. In addition,
in June 2012, the Recreation and Conservation Office allowed State Parks and the Tribe to use a
portion of the remaining balance from a 2009 acquisition grant to develop a stewardship and
management plan for the Preserve.

The Management Board agreed on a planning process for the Preserve. In the first step, Board
members presented draft management options at a public meeting in Anacortes on June 21, 2012.
(Additional information on the planning stages can be found at the Kukutali project web site at
http://www.parks.wa.gov/plans/kukutali/). In addition, the Board members explained that long-
term management options are strictly limited by the grants used to acquire Kukutali Preserve, the
intergovernmental agreements, and state budget constraints. Comments from the public meeting
were then used to develop preliminary recommendations that were distributed to the meeting
attendees and posted on the agency website. Comments on the preliminary recommendations
were used to complete final recommendations. The Tribal Senate is scheduled to consider
adopting these recommendations at its November 6, 2012 meeting.

Key Management Board Recommendations:

The final recommendations, which are included in Appendix 2, represent the Management
Board’s best effort to incorporate the hopes and concerns of community members into a master
plan that provides appropriate public use consistent with intergovernmental agreements and deed
restrictions on the property. Key recommendations include:

e Kukutali Preserve will be made available for public day-use, with no overnight facilities.

e General access will no longer be strictly limited to guided tours. Access to Flagstaff
Island will continue to be prohibited to protect fragile plant communities, until proper
protective measures are implemented that may allow limited guided tours.

e Limited day-use amenities will be constructed in phases, as funds are available. Facilities
will include trails, a vault toilet, non-motorized boat landings, picnic area, and a small
parking lot on Snee-oosh Road.

» Vehicles will be limited to a parking area next to Snee-Oosh Road. All other access by
land will be pedestrian only.

e Access to the Kukutali Preserve for the general public other than by advance reservation
tours will not be available until the day-use amenities have been constructed.

SUPPORTING INFORMATION



Appendix 1: Kukutali Preserve Location and Vicinity Maps
Appendix 2: Final Recommended Master Plan for Kukutali Preserve

REQUESTED ACTION OF COMMISSION
That the Washington State Parks and Recreation Commission:
1. Adopt the Final Recommended Master Plan for Kukutali Preserve that is included in
Appendix 2.

Author(s)/Contact:  Lisa Lantz, Stewardship Program Manager
Lisa.lantz@parks.wa.gov (360) 902-8641

Return to top of document

Item E-3: Fort Worden State Park - Future Governance - Requested Action

EXECUTIVE SUMMARY: This item asks the Washington State Parks and Recreation
Commission to authorize staff to enter into negotiations with the Fort Worden Lifelong Learning
Center Public Development Authority regarding a co-management agreement to guide the future
governance of Fort Worden State Park. This item complies with our Centennial 2013 Plan
element, “Our Commitment — Stewardship”, and with our core values.

SIGNIFICANT BACKGROUND INFORMATION: At its September 2008 meeting, the
Washington State Parks and Recreation Commission (Commission) adopted the Fort Worden
Site and Facilities Use and Development Plan. This plan envisioned the future of Fort Worden
State Park as a “Lifelong Learning Center” managed cooperatively by Washington State Parks
(Parks) and a non-profit partner. The Commission also authorized staff to select a non-profit
organization with which to negotiate a Memorandum of Understanding (MOU). (Appendix 1)
After a national search, Centrum the arts organization at Fort Worden State Park, was selected as
the non-profit with whom Parks staff would seek to negotiate an MOU to complete certain
milestones in order to become a new managing entity at Fort Worden State Park. In the MOU
adopted between the Commission and Centrum in March of 2010, it was acknowledged that the
City of Port Townsend, represented by the then newly-chartered Port Townsend Public
Development Authority (PDA) would support Centrum in its efforts.

At the January 27, 2011 Commission meeting, staff presented a progress report on the MOU
with Centrum and a letter written by Centrum stating its desire to transition out of its role as lead
on the implementation of the MOU. Staff also stated that, with Centrum bowing out, the PDA
was interested in developing a working relationship with Parks for the management of Fort
Worden State Park. The Commission authorized staff to begin conversations with the PDA and
to return to the Commission with a management proposal at a future date.

The PDA was originally formed to address historic preservation needs in Port Townsend. The
PDA was created through a charter approved by the City Council for the City of Port Townsend.
In September 2011, the City of Port Townsend City Council approved an amended charter



document and ordinance that renamed the PDA as the “Fort Worden Lifelong Learning Center
Public Development Authority” and directed its focus to be solely on Fort Worden State Park.
The PDA currently has an Executive Director and a nine member board. Information on the
current PDA Board members and Executive Director can be found in Appendix 2 of this
document.

During the 2012 legislative session proviso language was added to 3ESHB 2127 directing among
other things the development of a report to be provided to the Governor and appropriate
committees of the legislature regarding the creation of a Lifelong Learning Center at Fort
Worden State Park (Appendix 3). Additionally, the Commission at its March 29, 2012 meeting
directed staff to work with the PDA on a business and governance plan for Fort Worden State
Park. As part of that direction to staff the Commission agreed to take action on such a plan no
later than December 31, 2012, if it was consistent with the action taken by the Commission in
September 2008. (Appendix 4) In June 2012, the PDA entered into an agreement with PROS
Consulting LLC to create what became known as a business and management plan for Fort
Worden State Park. The scope of work for the plan was reviewed and agreed to by Parks staff.
During the creation of the proposed business and management plan Parks staff was involved in
numerous conversations with both staff from the PDA and their consultant regarding the
business and management plan. Staff also attended and participated in a number of the public
forums and PDA board meetings to respond to questions and to assist in the review of the several
drafts of the proposed business and management plan.

PDA Business and Management Plan: The PDA business and management plan proposes that
Fort Worden State Park be managed in a partnership between the PDA and Parks. The plan
proposes that the PDA manage the “campus” and Marine Science Center areas of the park while
Parks would manage the balance of Fort Worden State Park (Appendix 5). The Executive
Summary of the plan can be found in Appendix 6 of this document. The draft business and
management plan has been reviewed by staff from the Office of Financial Management and a
third party reviewer as requested by the Commission as part of action taken at its March 2012
meeting. The Fort Worden State Park Business and Management Plan, dated October 11, 2012
was then submitted to the Governor and appropriate committees of the legislature.

Synopsis of Major Issues:

1. Human Resources:

Implementation of the PDA business and management plan proposal would impact several
current Parks employees at Fort Worden State Park as some functions would be taken over
by the PDA while others would continue to be the responsibility of Parks. Displaced Parks
staff would be given options in accordance with the Collective Bargaining Agreement (CBA)
between Parks and the Washington Federation of State Employees (WFSE). Options
available to staff may include “bumping” other employees, filling an existing vacancy, or
separation. Most “bumping” options would involve relocation to state parks outside of the
Port Townsend area. Displaced Fort Worden State Park staff would also be able to apply for
employment with the PDA based on job duties and qualifications to be determined by the
PDA.




2. Financial Impact:

Staff has not attempted in this document to provide a detailed analysis or projection of the
financial impact of a completed co-management agreement with the PDA. The exact
financial and operating responsibilities of both Parks and the PDA would need to be
negotiated before operating costs and revenues can be accurately described and included in a
draft negotiated co-management agreement for public comment and consideration by the
Commission and the PDA Board. To date, staff has developed an operating model and
associated fiscal impacts based on a response to the PDA business and management plan
developed by PROS Consulting. Based on assumptions within the PDA plan staff’s
preliminary determination is that a partnership with the PDA would initially result in an
increase in the current net operating deficit at Fort Worden State Park. However, as noted
above there remain multiple unresolved issues that would affect a more informed fiscal
analysis. These include further clarification on transition expenses, agreement on on-going
operating and capital improvement responsibilities and expenses and  performance
expectations of both parties to name only a few of the topics that would need to be resolved if
the Commission authorizes staff to negotiate a comprehensive co-management agreement
with the PDA at Fort Worden State Park.

Parks current “fee for service” business model and recent significant system-wide budget and
staff reductions makes the on-going financial impact of a potential co-management
agreement with the PDA a more critical consideration than it might have been in 2008. Fort
Worden State Park currently has the largest net operating deficit of any of the Washington’s
117 state parks. In a “fee for service” business model a deficit in one park must be made up
for with revenue from another park or funding source. Staff believes that a co-management
agreement between Parks and the PDA must ultimately result in a net reduction of Parks
operating costs at Fort Worden State Park and additionally not have an adverse financial
impact on the rest of the state park system.

3. Capital Plan and Funding:
The Fort Worden State Park Business and Management Plan estimates a ten year capital fund
backlog of $89,000,000. Staff from Parks and the PDA are in agreement that it is very
difficult to put a number of that size in context. Staff additionally agree that it is more useful
to describe specific capital development priorities over a shorter period of time and in the
context of the investment necessary to generate the visitation and revenue stream required to
support the successful implementation of a PDA business and management plan. A capital
plan, negotiated as part of a Parks/PDA co-management agreement, would also inform
capital budget requests that Parks would make to meet public and employee health and safety
and infrastructure renovation needs at Fort Worden State Park. The PDA business and
management plan specifies that funding for capital improvements would come from a variety
of both public and private sources. Only time would tell the extent to which the PDA would
be able to attract new public and private capital investment into Fort Worden State Park.
Parks will continue to seek capital project funding for its needs and responsibilities at Fort
Worden State Park as part of its biennial Capital Budget Request to the Governor and




Washington State Legislature as prioritized by the Commission in the context of needs within
the entire state park system.

4. Discover Pass:

During the 2011 legislative session the Washington State Legislature, in response to a
significant budget shortfall, removed virtually all General Fund support for Parks and created
the Discover Pass. The effect of this legislative policy choice is that Parks is now primarily a
“fee for service” provider dependant on the public making the specific choice to both visit a
state park and purchase a Discover Pass. The several businesses and organizations that are
located at Fort Worden State Park expressed concern that the requirement for the Discover
Pass would have a negative impact on their ability to attract customers and event attendees.
In response to this concern and given the suddenness of the requirement for the Discover
Pass for state park users the Director waived the requirement for the Discover Pass on the
campus portion of Fort Worden State Park. As of December 31, 2012 this 18 month long
waiver period is set to expire. Staff believes that any further waiver of Discover Pass
requirements in its current form for the campus portion of Fort Worden State Park is no
longer appropriate. Parks staff is working with stakeholders at Fort Worden State Park to
resolve this issue for 2013 and beyond.

5. Governance:

A mutual goal shared by both Parks and PDA staff is to describe a governance model that
would facilitate the long-term relationship of trust and cooperative decision making required
to successfully implement a partnership at Fort Worden State Park between Parks and the
PDA. A final proposal for the exact structure, responsibilities and authority of a co-
management governance model at Fort Worden State Park has not been fully fleshed out.
Staff believes that the details of a co-management model should be part of a negotiated
comprehensive management agreement if the Commission authorizes staff to negotiate such
an agreement with the PDA.

6. Campground Reservation System:

The PDA business and management plan proposes that the PDA assume responsibility for
operating the campground reservation system at Fort Worden State Park in exchange for a
payment from Parks of $250,000 in years one (1) through three (3) and in decreasing
amounts through year ten (10) thereafter. Staff believes this proposal represents a
combination of both a fee for a service rendered and a contribution for start-up operating
costs to help support the PDA. Staff does not support this proposal in the form presented in
the Fort Worden State Park Business and Management Plan. It is staffs belief that the
proposal should be considered in its two separate parts. Staff is willing to recommend, with
conditions as negotiated, some level of operating support for the PDA. Staff believes that
determining how to best manage the campground reservation system at Fort Worden State
Park is best resolved as part of a co-management agreement negotiation between Parks and
the PDA.

7. Washington Federation of State Employees:




Due to the potential impact of the PDA proposed business and management plan on certain
staff at Fort Worden State Park there has been and will continue to be concern on the part of
the WFSE to ensure compliance with the CBA. Parks staff has been in communication with
both WFSE members at Fort Worden State Park and WFSE staff as the PDA has developed
its business and management plan. WFSE provided Parks with notification of intent to form
of an Employee Business Unit (EBU). Staff responded to WFSE that an EBU is not
warranted at this time, however, staff has welcomed open dialogue with WFSE on operating
recommendations they develop. Staff will continue to work with WFSE members and staff
in good faith to communicate the impacts of a potential Parks/PDA partnership and in
compliance with the CBA.

OPTIONS: In advance of making a staff recommendation staff has considered several options.
Those options include:

1. Transfer Fort Worden State Park to the PDA: Parks staff does not support or recommend this
option. Proviso language in 3ESHB 2127 directs that “the state shall retain title to the
property”. Since 3ESHB 2127 is a budget bill this language has the effect of law through the
time period of the biennium in which it was passed. In this case the proviso language expires
on June 30, 2013. Parks staff strongly believes that title and ownership of all of Fort Worden
State Park should permanently remain with the State of Washington and the Washington
State Parks and Recreation Commission. Parks staff believes that if the Commission
authorizes staff to enter into negotiations with the PDA that a non-negotiable condition of
those negotiations should be that permanent title and ownership of all of Fort Worden State
Park remain with the State of Washington and the Washington State Parks and Recreation
Commission.

2. Continue to Operate Fort Worden State Park Without a Partner: Parks staff does not support
or recommend this option. Parks staff understand that a co-management agreement with the
PDA would have a substantial, and for some, potentially negative impact on agency
employees currently at Fort Worden State Park. Parks staff also believes that if the
Commission were to ultimately approve entering into a co-management agreement with the
PDA that the PDA must have the freedom to recruit and hire staff and skill sets of their
choosing. In September 2008, the Commission directed that staff seek a non-profit partner
to achieve the vision of Fort Worden State Park as a Lifelong Learning Center. Even more
so now than in 2008 that vision cannot be achieved with a viable non-profit partner.
Continuing to operate Fort Worden State Park without a partner would require putting the
notion of a Lifelong Learning Center in abeyance.

3. Operate Fort Worden State Park with a Partner Other Than the PDA: Parks staff does not
support or recommend this option. Unless directed to do so by the Commission it would be
premature to consider or evaluate proceeding with a partner at Fort Worden State Park other
than the PDA.  As part its March 2012 action regarding Fort Worden State Park the
Commission stated that it would not seek another partner at Fort Worden State Park unless
the PDA *“abandons its efforts”.  Staff believes that the PDA has put forth in the Fort
Worden State Park Business and Management Plan a proposal that can serve as a solid
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starting point for seeking to negotiate a comprehensive co-management agreement with the
PDA.

4. Authorize Staff to Negotiate a Co-Management Agreement for Fort Worden State Park With
the PDA: Staff supports and recommends this option. Staff believes seeking to negotiate a
co-management agreement for consideration by the PDA Board and the Commission has the
best possibility of achieving the vision of Fort Worden State Park as a Lifelong Learning
Center.

STAFF RECOMMENDATION: Staff believes that the work done to date meets both the spirit
and intent of the 2012 legislative proviso as found in 3ESHB 2127 Section 303 (5) and the
March 2012 direction from the Commission regarding Fort Worden State Park. Staff further
believes that the Fort Worden State Park Business and Management Plan is a substantial
milestone from which negotiations could begin towards creating a comprehensive co-
management agreement between Parks and the PDA. The authority for the Commission to enter
into such an agreement with the PDA is found in RCW 39.34 Interlocal Cooperation Act. Staff
recommends that the Commission accept the Fort Worden State Park Business and Management
Plan but not formally adopt it as written due to elements of the plan that are not agreeable to
Parks and would require negotiation. Staff believes that a co-management agreement would
contain three major sections;

A. The establishment of the rights and terms of the PDA managing a portion of the

park,

B. A description of the management, maintenance, and financial responsibilities of
both Parks and the PDA, and

C. A co-management governance agreement.

The recommendation to enter into negotiations with the PDA includes certain conditions in
recognition of the legislative policy decision to make Parks a primarily “fee for service” agency.

Staff recommended conditions for entering into negotiations with the PDA for a co-management
agreement are:

1. Parks will provide financial support to the PDA at Fort Worden State Park as negotiated
and contingent upon available funding from either statewide earned revenue or legislative
appropriation of additional funding so long as there is no adverse financial impact on the
rest of the state park system.

2. That any proposed co-management agreement brought to the Commission for
consideration projects a cumulative reduction of net cost to Parks for its operational
responsibilities at Fort Worden State Park by no later than the end of fiscal year 2020
through net revenue increases and/or cost avoidance assumed by the PDA.

3. That title and permanent ownership of all of Fort Worden State Park will remain with the
State of Washington and the Washington State Parks and Recreation Commission
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Finally, staff recommends that any proposed co-management agreement for Fort Worden State
Park be reviewed and approved by the Washington State Parks and Recreation Commission and
the Fort Worden Lifelong Learning Center Public Development Authority Board following
ample public review and comment.

LEGAL AUTHORITY: RCW 39.34 and RCW 79A.05.030, 79A.05.070.

SUPPORTING INFORMATION:
Appendix 1: Direction from Washington State Parks and Recreation Commission, September

2008, Item E-7 Fort Worden Long Range Plan 1l (minus appendices)

Appendix 2: Information on Executive Director and Board of the Fort Worden Lifelong

Learning Center Public Development Authority.

Appendix 3: 2012 Provision Language Related to Fort Worden State Park from 3ESHB 2127,

Section 303 (5)

Appendix 4:  Direction from Washington State Parks and Recreation Commission, Item E-5,

March 29, 2012.

Appendix 5:  Area Proposed for Management by the Fort Worden Lifelong Learning Center

Public Development Authority.

Appendix 6: Fort Worden State Park Business and Management Plan Executive Summary

REQUESTED ACTION FROM COMMISSION:
That the Washington State Parks and Recreation Commission:

1.

Following review, staff has determined that the action proposed for the Commission by
staff is exempt from the State Environmental Policy Act (SEPA) pursuant to WAC 197-
11-800(14)(h).

Expresses its appreciation to stakeholders and the public for their participation and
comments related to Fort Worden State Park potentially being managed in partnership
with The Fort Worden Lifelong Learning Center Public Development Authority.

Accepts the Fort Worden State Park Business and Management Plan as submitted by the
Fort Worden Lifelong Learning Center Public Development Authority as being consistent
with the spirit and intent of the action taken by the Washington State Parks and
Recreation Commission in September 2008 regarding the creation of a Lifelong Learning
Center at Fort Worden State Park.

Expresses its strong support for realizing the vision of Fort Worden State Park as a
Lifelong Learning Center in partnership with the Fort Worden Lifelong Learning Center
Public Development Authority and directs the Director to make every reasonable effort to
achieve this vision so long as any proposed co-management agreement does not
adversely impact the rest of the state park system.

Will provide financial support to the PDA at Fort Worden State Park as negotiated and
contingent upon available funding from either statewide earned revenue or legislative
appropriation of additional funding so long as there is no adverse financial impact on the
rest of the state park system.

Directs that any proposed co-management agreement brought to the Washington State
Parks and Recreation Commission for consideration projects a cumulative reduction of
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net cost to Washington State Parks for its operational responsibilities at Fort Worden
State Park no later than the end of fiscal year 2020 through net revenue increases and/or
cost avoidance assumed by the Fort Worden Lifelong Learning Center Public
Development Authority.

7. Authorizes the Director and/or designee to negotiate a co-management agreement that is
consistent with action taken by the Washington State Parks and Recreation Commission
in September 2008 creating a Lifelong Learning Center at Fort Worden State Park.

8. Directs and reaffirms that in any proposed co-management agreement with the Fort
Worden Lifelong Learning Center Public Development Authority ownership and title to
all of Fort Worden State Park shall remain with the State of Washington and the
Washington State Parks and Recreation Commission. The Washington State Parks and
Recreation Commission will consider temporary title encumbrances on very limited parts
of Fort Worden State Park as may be necessary to secure grants and tax credits for capital
redevelopment projects.

9. Intends to provide ample opportunity for stakeholders and the public to review,
understand and comment on any proposed co-management at Fort Worden State Park
prior to taking action.

10. Directs that the Director, upon completion of a negotiated draft co-management
agreement with the Fort Worden Lifelong Learning Center Public Development
Authority, bring that agreement to the Washington State Parks and Recreation
Commission for review and final consideration no later than June 30, 2013.

Author(s)/Contact: Larry Fairleigh, Assistant Director
Larry.fairleigh@parks.wa.gov 360-902-8642

Reviewer(s):

Randy Kline, SEPA REVIEW: Following review, staff has determined that the action
proposed for the Commission by staff is exempt from the State Environmental Policy Act
(SEPA) pursuant to WAC 197-11-800(14)(h).

Terri Heikkila, Fiscal Impact Statement: The decision requested by staff of the Commission
is for authority to negotiate a comprehensive co-management agreement with the Fort Worden
Lifelong Learning Center Public Development Authority. That request on its own does not
involve a fiscal impact. Staff has requested that a condition of negotiating such an agreement is
that by fiscal year 2020 Washington State Parks will realize a net reduction in the cost of
operating Fort Worden State Park. The Commission will be asked to consider a proposed co-
management agreement no later than June 30, 2013 at which time fiscal impacts and
responsibilities will be described.

Jim Schwartz, Assistant Attorney General: November 20, 2012
Larry Fairleigh, Assistant Director
Approved for Transmittal to Commission

Don Hoch, Director
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APPENDIX 1
DIRECTION FROM WASHINGTON STATE PARKS AND
RECREATION COMMISSION, SEPTEMBER 2008, ITEM E-7 FORT
WORDEN LONG RANGE PLAN Il (MINUS APPENDICES)

September 25, 2008
Item E-7: Fort Worden Long Range Plan Il - Requested Action

EXECUTIVE SUMMARY: This item asks the Commission to adopt Guidelines for
Rehabilitation and a Site and Facilities Use and Development Plan for Fort Worden State
Park. The item also seeks Commission approval of a framework and process to guide
transition of carefully selected portions of park management functions to a non-profit
organization and authorization to proceed with initial steps. This item complies with our
Centennial 2013 Plan element, “Our Commitment — Facilities & Financial Strategy” and
with our core values.

SIGNIFICANT BACKGROUND INFORMATION:

Long-range planning for Fort Worden State Park (Fort Worden) began in the fall of 2004.
During the past four years staff worked with the public to complete a series of planning
tasks leading to the facility plan, rehabilitation guidelines, and approach to park
governance recommended in this agenda item. Long-range planning included three prior
Commission actions:

e Adoption of a vision and mission statement for Fort Worden (March 2005)

e Approval of a roadmap and assumptions to guide long range planning (August
2005)

e Adoption of land classifications, long-term boundary, value statements, and park
use and development principles (January 2007)

Commission Direction

As part of its January 2007 action, the Commission refined its vision for the park, seeking
to establish Fort Worden as a center for life-long learning (Appendix 1). The Commission
directed staff to complete several additional tasks towards achieving this vision
including:
1. Prepare a business and operations implementation plan to guide program
development, financial management, and operation of a life-long learning center;

2. Prepare a site and facilities use and development plan to guide long-term use and
development of the park and complete related environmental review;

3. Prepare design guidelines to guide on-going rehabilitation of structures and
landscapes and ensure protection of the Fort Worden National Historic Landmark;
and



4. Assemble a volunteer task force to evaluate park governance and recommend a
management structure best suited to achieving the Commission’s life-long learning center
vision.

Planning Process

The effort to complete the above tasks incorporated work by a consulting team led by PROS
Consulting, a nationally recognized leisure and recreation-oriented management consulting firm.
Planning followed four general stages:

Stage 1: Assessment of existing conditions,

Stage 2: Exploration of alternatives,

Stage 3: Development of preliminary recommendations, and

Stage 4: Preparation of final recommendations for Commission action.

For each stage, staff posted documents to the agency’s website, met with individuals and
organizations, and held workshops to present information and receive input. Planning has
included extensive participation by the Fort Worden Advisory Committee, directors and staff of
Fort Worden’s non-profit and business partners, the City of Port Townsend, park visitors, staff,
neighbors, and interested members of the public. Participants also provided follow-up input by
mail and e-mail.

In August 2008, staff provided the Commission a report on progress towards completing directed
tasks. This report provided the Commission with preliminary recommendations in the areas of
business and operations implementation, site and facilities use and development, guidelines for
rehabilitation, and park governance. The report also described issues raised through the planning
process and staff’s approach to addressing them. Written input from public workshops and
follow-up correspondence was also provided to the Commission.

STAFF RECOMMENDATION:

Staff recommendations for the Site and Facilities Use and Development Plan,
Guidelines for Rehabilitation and park governance are outlined below.

Staff also prepared a Business and Operations Implementation Plan (Appendix 2) as directed. This plan
is intended as a working document to guide implementation of the life-long learning center vision in a
manner that is financially feasible and sustainable. Because it is a working document, staff does not
anticipate seeking its adoption by the Commission.

Site and Facilities Use and Development Plan

Staff recommends the Commission adopt the Site and Facilities Use and Development Plan as
included in Appendix 3. To accommodate unforeseen uses as Fort Worden grows and evolves,
the plan avoids setting particular building functions/users and instead assigns each building a use
category.  This approach provides flexibility, yet still allows planning for infrastructure,
circulation, transportation, and other park-wide systems.  Working with the City of Port
Townsend Planning Department, staff hopes to propose adoption of the plan by the City Council
into its zoning code. This will require additional environmental review and adoption of a
“Planned Action” under the State Environmental Policy Act (SEPA).

Recommendations for Upper Campground Expansion



The upper campground currently provides thirty hookup sites. Expansion of this facility would
allow existing park host sites to be relocated out of the main campus’ historically significant
landscape. Aside from improving the appearance of the main campus, relocating host sites to the
upper campground puts them in closer proximity to restrooms, showers, trash receptacles, and
other RV-related support facilities and amenities.

The forested areas surrounding the upper campground and the Peace Mile Trail provide a
significant natural experience in an otherwise largely developed campus. Consequently, staff
recommends limiting development of new sites in the upper campground to the existing footprint
and previously disturbed areas. Expansion should target ten to twelve additional sites to replace
host sites removed from the main campus.

Addition of host campsites to the upper campground may require removal of vegetation. A
number of public planning participants have expressed specific concern over this possibility.
Consequently, staff will work with interested members of the public during the design of
campground improvements to minimize removal of trees and vegetation, limit cut and fill of
slopes, and potentially reroute the Peace Mile Trail to maintain its natural experience.

If site constraints preclude adding ten to twelve additional campsites to the upper campground,
an alternative could construct a small number of additional sites in conjunction with
development of staff housing on the south slope of Artillery Hill. This would require retention
of some host sites in their present location until new staff housing that incorporates necessary
support facilities (e.g., restrooms and showers) is constructed.

Recommendations for Park Entrance Relocation

The City of Port Townsend suggested moving the park’s main entrance from Fort Worden Way
to a reconfigured west gate entrance (from Admiralty Street). This would encourage visitors to
access the park via San Juan Avenue where the City has completed sidewalks and other safety
improvements. Staff received considerable public input urging the entrance not be moved.
Issues included potential impacts to natural features and nearby trail experiences caused by
increased traffic and related roadway improvements. Rerouting traffic would also have external
effects, relocating traffic from one residential neighborhood to another.

Staff recommends that in order to give these issues consideration due, decisions regarding
entrance relocation should be conducted as a separate, more detailed planning process. The City
of Port Townsend and Fort Worden staff should work together to complete a full evaluation of
the advantages, disadvantages, and environmental impacts associated with changing the main
entrance. This should include an evaluation of physical constraints, safety, cost, and effects on
nearby neighborhoods. Proposed actions resulting from this evaluation will require additional
environmental review and consequently, the public will have opportunities to provide additional
input.

Guidelines for Rehabilitation

Staff recommends the Commission adopt the Guidelines for Rehabilitation as included in
Appendix 4. By Commission policy, work on historic structures and landscapes at Fort Worden
must adhere to the US Department of Interior Secretary’s Standards for the Treatment of Historic
Properties. While these standards provide guidance on the treatment of historic properties in
general, they provide little specific direction on how to preserve the integrity of a particular
historic property. The Guidelines for Rehabilitation recommended by staff provide a critical




intermediate step between the Secretary’s Standards and design of specific improvements at Fort
Worden.

The guidelines provide architects, builders, property managers, tenants, maintenance staff and
others with parameters on how much change can be introduced in adapting a site, building, or
feature to a new use. Their overall purpose is to ensure that Fort Worden retains its authenticity
and historical integrity while allowing flexibility to adapt the site and structures to address
evolving needs of the park.

Recommendations for Interpretation of Guidelines and Plan Review

The State Parks Historic Preservation Officer (SPHPO) should provide on-going interpretation
and plan review for proposed projects if or until such time as a Commission-approved non-profit
management entity appoints a qualified on-site preservation official to fulfill this function.
Alternatively, the Commission may chose to appoint a qualified on-site preservation official
without approving a non-profit management entity. The qualifications for the on-site historic
preservation official should be agreed upon in a Memorandum of Understanding or other formal
agreement between the Commission and the non-profit management entity.

Appointment of an individual, as opposed to a committee, is preferred to promote responsive,
timely and predictable decision-making. A review committee may be formed at the discretion of
the SPHPO or appointed on-site preservation official, but should only serve in an advisory
capacity.

Staff proposes to develop a formal process for review and approval of proposed new construction
and rehabilitation projects at Fort Worden. Staff will prepare this process for approval by the
Director within six months of Commission adoption of the Guidelines for Rehabilitation. The
approved process should include a “pre-application meeting” where the SPHPO or on-site
historic preservation official can meet with a project proponent and identify any technical
investigation necessary to proceed (e.g., Historic Structure Report, see National Park Service
Preservation Brief #43) and establish review requirements, schedule, and other considerations
related to the proposed project.

The approved review process should also set a series of review thresholds based on a project’s
magnitude and the extent of change to historic structures, landscapes, or small-scale features
expected to result. This should include a minimum threshold under which no formal review is
necessary for work completed by someone with basic training in historic preservation (e.g.,
routine maintenance and minor improvements). Intermediate and higher thresholds requiring
review by the on-site historic preservation official, SPHPO, the Commission, or others should
also be established where helpful in fostering predictability, efficiency, or timeliness of review
while ensuring the park’s historical integrity is preserved.

Recommendations for Revisions and Additions to the Guidelines

Historic preservation is not a static endeavor. The Guidelines for Rehabilitation will likely
require revision to reflect significant changes in the Commission’s historic preservation policies,
accepted preservation practices, accessibility requirements, and other mandates, or to correct any
errors or omissions. Putting the guidelines into actual practice may also reveal situations where
additional or more refined guidance on appropriate rehabilitation is necessary or where
guidelines lead to an erroneous result.



To ensure they retain their usefulness and remain state of the art, the guidelines should be
reviewed on a two-year cycle. As part of regular review, the Fort Worden State Park Manager or
non-profit management entity should solicit input from stakeholders (e.g., Advisory Committee,
Partners, and City departments/boards) and transmit proposed amendments through the historic
preservation officer (either the SPHPO or on-site preservation official) to the State Parks
Director and ultimately to the Commission for approval. Commission approval will require an
opportunity for public comment as well as environmental review in compliance with SEPA.

Any amendment of the guidelines will require close coordination with the City of Port
Townsend, particularly once the City adopts the guidelines into its zoning code as envisioned.
Proposed amendments may require separate approval by the City. Amendment of the guidelines
will also include consultation with the National Park Service National Historic Landmark
Program to ensure consistency with and retention of Fort Worden’s National Historic Landmark
designation.

In extraordinary circumstances, changes to the guidelines necessary to respond to an emergent
issue/need may be proposed for Commission approval outside of the regular review cycle.

Governance

In fall 2007, the Director appointed seven members to the Fort Worden Task Force to evaluate
park governance and recommend a structure best suited to achieving the Commission’s life-long
learning center vision. Agency staff, a member of Centrum’s staff, and a Special Assistant
Attorney General appointed specifically for this project, supported the work of the Task Force.
Appendix 5 describes the composition of the Task Force, its evaluation process, and its
recommendations.

The Task Force’s evaluation included three underlying premises: First, the status quo has not
produced a satisfactory result and does not appear financially sustainable over the long-term.
Second, the current management structure tends to isolate partner organizations and creates little
incentive for them to work together for the good of the park as a whole. Third, the agency alone
cannot achieve the Commission’s vision for the park. A vibrant, sustainable life-long learning
center will require the park and its non-profit and business partners to work together effectively —
sharing resources, expanding program offerings, caring for facilities, building financial support,
and better collaborating with one another.

The Task Force concluded that management by a non-profit is the structure best suited to
achieving the life-long learning center vision. Staff concurs with this recommendation, however
understands that implementation will require resolution of significant and challenging issues —
particularly those related to safeguarding employment and benefits of park staff and committing
the agency to set levels of financial support.

Ultimately, negotiation of long-term agreement may stop short of transferring lead management
authority to a non-profit (see Extent of Non-Profit Management below). Nevertheless, staff
believes that engaging non-profit participation in management to the greatest extent practicable
creates the best chance of achieving the Commission’s vision for Fort Worden.

Staff therefore recommends that the Commission pursue integration of a non-profit in
management and operation of Fort Worden State Park through the processes and framework
outlined below.



Recommended Non-Profit Selection Process

Perhaps most critical to achieving the life-long learning center vision is the selection of the best-
suited non-profit organization with which to partner. Staff recommends that the Commission
authorize the Director to select a potential non-profit partner through a two-stage process. The
first stage should include a national solicitation asking prospective non-profits to submit a letter
of interest describing characteristics and qualifications of their organization applicable to
management of the life-long learning center envisioned for Fort Worden.

Receipt of two or more letters of interest from organizations meeting minimum qualifications (as
determined by the Director) should initiate a second stage of selection that includes a formal
Request for Qualifications (RFQ) or Request for Proposal (RFP) solicitation. With a response
from only one qualified organization, the Director may elect to begin negotiations immediately
with that organization.

Recommended Transition Process

The Fort Worden Task Force developed a process to guide a transition to a non-profit
management structure. The recommended transition process is purposefully methodical and
could take several years to accomplish. The first step involves formulating a Memorandum of
Understanding (MOU) with the selected non-profit organization. Not an end agreement in itself,
the MOU would set forth a process through which both State Parks and the non-profit would
earn each other’s confidence and build a working relationship that could lead to a long-term
agreement.

Through the MOU, the Commission would ask the non-profit to demonstrate it is capable of
assuming management responsibility. Likewise, the Commission would demonstrate to the
prospective non-profit its willingness to transfer significant management authority, set necessary
policy, and commit adequate resources.

The Task Force developed a framework for setting milestones for each party that once achieved,
would demonstrate the organizational capability and capacity necessary for the success of a long-
term agreement. Measurable milestones and commitments negotiated between the parties would
form the basis of the MOU. Both the Commission and the non-profit’s board would be asked
approve the final MOU before proceeding.

Both parties would agree that if respective milestones and commitments are met, transfer of
management authority and responsibility would be negotiated. Ultimate transfer of management
would likely take the form of a long-term lease or management agreement.

Staff recommends that the Commission authorize the Director to negotiate a MOU with the
selected non-profit organization for approval by the Commission. Negotiation of the MOU
should be guided by the management transition process recommended by the Fort Worden Task
Force in Appendix 5 and as described above.

Recommended MOU Negotiation Framework

The Fort Worden Task Force discussed at length the kind of accomplishments needed to assure
the Commission, Governor, Legislature, and the public that a non-profit could manage Fort
Worden in the public interest — and achieve the life-long learning center vision. To that end, the



Task Force developed a framework to guide negotiation of an initial MOU between the
Commission and prospective non-profit. The framework includes provisions in the following
areas: Leadership and Governance; Business Development; Program and Partner Development;
Operating Funding; Capital Funding; Community and Constituent Relations; and Employee

Relations.

Staff recommends the Commission approve the framework as recommended by the Task Force
in Appendix 5 to guide negotiation of a MOU with the selected non-profit organization.

Extent of Non-Profit Profit Management

The extent and specific areas of management and operation appropriate for the Commission to
transition to a prospective non-profit remains for the two parties to negotiate and determine
through the MOU process and ultimately a long-term agreement. The Fort Worden Business and
Operations Implementation Plan — Consultant Recommendations (Appendix 2), describes four
scenarios that incorporate management and operation by a non-profit in varying degrees.

Allowing a non-profit greater participation in park management and operation creates an
incentive for it to commit its efforts and resources to achieving the life-long learning center
vision. With greater participation by a non-profit, however comes proportionately less
administrative control by the agency. The recommended MOU Negotiation Framework
therefore identifies sideboards to ensure that the park, its staff, and the agency are not adversely
impacted through any management transition and risk to the agency is otherwise minimized.

Staff recommends that the Commission direct staff to negotiate the MOU with the ultimate goal
of integrating the non-profit into park management to the greatest extent practicable within limits
specified in the approved MOU Negotiation Framework. Staff also recommends that negotiation
of issues related to employment and benefits include close coordination and consultation with
employees and their representatives.

SUPPORTING INFORMATION:

Appendix 1:
Appendix 2:
Appendix 3:

Appendix 4:
Appendix 5:

Excerpts from Fort Worden Long Range Plan — Conceptual Facilities, Programs,
and Services Recommendations December 2006

Fort Worden Business and Operations Implementation Plan — Consultant
Recommendation August 2008

Fort Worden Site and Facilities Use and Development Plan - Staff
Recommendation August 2008

Fort Worden Guidelines for Rehabilitation — Staff Recommendation August 2008
Fort Worden Task Force Recommendations on Governance June 2008

REQUESTED ACTION OF COMMISSION:

That the Washington State Parks and Recreation Commission:

1.  Thank members of the Fort Worden Task Force for their passion, care, insight, and service
to the Commission and the public in preparing their recommendations and successfully
completing their charter;

2. Adopt the staff recommended Fort Worden Site and Facilities Use and Development Plan
included as Appendix 3;

3. Adopt the staff recommended Fort Worden Guidelines for Rehabilitation included as
Appendix 4;

4. Authorize the Director to select a non-profit organization with which to negotiate a
Memorandum of Understanding (MOU) for Commission approval, guided by the selection



process and management transition process recommended by staff and the Fort Worden
Task Force;

5. Approve the MOU Negotiation Framework as recommended by staff and the Fort Worden
Task Force;

6. Direct staff to negotiate the MOU with the ultimate goal of integrating the selected non-
profit organization into park management and operation to the greatest extent practicable
within limits specified in the approved MOU Negotiation Framework and in a manner that
does not result in significant financial impacts to the rest of the state park system;

7.  Direct staff to consult with park employees and their representatives on any issues related to
employment and benefits during negotiation of the MOU; and

8. Direct staff to provide the Commission regular progress reports on the status of MOU
negotiations.

Author(s):  Peter Herzog, Parks Planner
peter.herzog@parks.wa.gov (360) 902-8652

Kate Burke, Fort Worden Area Manager
kate.burke@parks.wa.gov  (360) 344-4401

Reviewer(s):

Chris Regan, SEPA Review: Following review, staff prepared separate environmental
checklists and "threshold determinations” on August 6, 2008 for the updated preliminary
recommendation — site and facilities use and development plan and updated preliminary
recommendation — guidelines for rehabilitation finding that the action proposed by the
Commission staff was minor and the environmental effects not significant.

Copies of these documents have been provided to members of the Commission, and will be made
available to other interested parties upon request.

llene Frisch, Fiscal Impact Review: The agency’s 2009-2011 budget submittals include
operating and capital requests for Fort Worden State Park. It also dedicates additional revenue
earned as a result of these new projects to paying some of their operational expenses. The
proposal to competitively select a non-profit organization to manage the Lifelong Learning
Center when completed will not negatively impact the agency or its employees.

Jim Schwartz, AAG Review: 8/26/08

Gerry Johnson, SAAG Review: 8/25/08

Larry Fairleigh, Assistant Director

Judy Johnson, Deputy Director:
Approved for Transmittal to Commission:

Rex Derr, Director
APPENDIX 2
INFORMATION ON EXECUTIVE DIRECTOR AND BOARD OF THE FORT
WORDEN LIFELONG LEARING CENTER PUBLIC DEVELOPMENT AUTHORITY

FWPDA Board of Directors Job Description and Expectations



Job Description Summary:

The FWPDA Board of Directors sets policy for the organization; ensures that it is operated in a
legal, ethical, open and professional manner; and oversees its operation. Collectively, the Board
has direct authority over the executive director, who implements the policies, programs, projects
and funding plans approved by the Board. Board members acknowledge that they are “agents”
of the City of Port Townsend and must comply with the Open Public Meetings Act when
conducting business regarding the Public Development Authority. In addition, Board members
are governed by the Charter establishing the FWPDA (City of Port Townsend Ordinance No.
3018, September 8, 2009) and any subsequent amendments to the Charter, resolutions or inter-
local agreements between the City of Port Townsend and the FWPDA.

Serving on the Board is part of a community changing process, which involves learning,
empowerment, and involvement on the part of all Board members. Board members serve three-
year staggered terms beginning in October 2011. The Board will consist of seven to nine
members to govern the affairs of the FWPDA.

The Board meets on a monthly basis. The regular meeting date, time, and place will be approved
by resolution at the board’s first meeting. The annual meeting will be held in April.

Board Member Responsibilities**:

e Provide organizational leadership and advisement.

e Develop and create policies and oversight procedures.

e Oversee financial management, including adoption and oversight of annual budget.

» ldentify project priorities, program planning efforts and evaluation mechanisms.

e Be informed about the organization's mission, services, policies and programs.

e Act as an advocate and good-will ambassador for the FWPDA.

e Use sound judgment in weighing facts and issues for decision making.

e Recognize conflicts of interest between the position as a board member and one’s
personal and professional life. Declare any conflicts before the board and refrain from
voting on matters in which there is an appearance of conflict.

e Observe and comply with the Open Public Meetings Act and display courteous conduct
in all board and committee meetings.

e Make decisions on legal issues based on review and clear understanding of advice from
counsel.

** Members of the board share these responsibilities while acting in the interest of the City of
Port Townsend and Fort Worden State Park. Each member is expected to make
recommendations based on his or her experience and understanding of what furthers the public
interest.

Expectations of Board Members:
e Attend and participate in Board and committee meetings and special functions.
* Review agenda and supporting materials prior to Board and committee meetings.
e Assist the Board in carrying out its fiduciary responsibilities.
e Serve on committees or task forces and offer to take on special assignments as necessary.
e Be alert to community concerns that can be addressed by the PDA’s mission, objectives,
projects and programs.

e Help communicate and promote the mission and objectives of the organization to the
community.



Support in a positive manner all actions taken by the board as a whole even when in a
minority position on such actions.

Establish and oversee implementation of policy by the executive director and staff.
Refrain from intruding into day-to-day administrative or operational issues.

If unable to carry out the above responsibilities and expectations, resign the position on
the board of directors.

Board Member Qualifications/Selection Criteria:

A passion for Fort Worden State Park, with an understanding of many of the economic
challenges facing the sustainability of the Park.

Support for the FWPDA'’s role in the Park as well as the City’s involvement and
oversight of the FWPDA.

Ability to work as a member of a team.

Willingness to volunteer personal and professional expertise and experience without
financial reward.

Interest level and time availability.

Political clout and community influence.

Specialized skills (e.g., real estate development, construction or project management,
financial management, marketing, programming, hospitality and conference
management, etc.)

As a board member, | understand that:

Special or unscheduled meetings may be called on occasion.
It is my responsibility to contact the Board President if | cannot attend a meeting.

| agree to accept the responsibilities and expectations for serving on the FWPDA Board
of Directors.

Signature Date



Cindy Finnie, Chair, Executive Committee

Cindy Finnie recently retired from Allstate Insurance after 38 years as an insurance executive,
specializing in small business development, sales, marketing, human relations and financial
management. She is co owner and President of Rainshadow Properties, Inc, a hotel and
property management company in business for 17 years. Community activities include serving
for 8 years on the Washington State Arts Commission and currently in the third year as Chair of
the Commission. She has served on the Centrum Board of Directors since 1998 and currently is
on the Board of Directors Jefferson County Community Foundation since 2008, as well as the
City of Port Townsend Lodging Tax Advisory Committee. Cindy was recently elected to the
Board of Directors of First Federal Bank in Port Angeles.

Scott Wilson, Vice-Chair, Chair Executive Committee

Scott Wilson is owner and publisher of the Port Townsend & Jefferson County Leader, an
independent community newspaper and digital marketing company. The company employs 25
residents. His focus is on business development and marketing, both locally and regionally,
through print and digital media. He has been co-owner since 1989 and publisher since 2001.
Wilson has been president of the Washington Coalition for Open Government, the Washington
Newspaper Publisher's Association, Port Townsend Rotary Club and United Good Neighbors of
Jefferson County. He is currently president of the WNPA Foundation.

Treasurer (vacant position—to be filled in December 2012)

Norm Tonina, Secretary, Executive Committee

Norm is the Chief Human Resources Officer at Grameen Foundation (Washington D.C.), driving
strategic alignment, organizational effectiveness, and human resource re-engineering initiatives,
and serves on the Foundation’s five-person Executive Committee. Norm began his career at
Digital Equipment Corporation in 1987 and joined Microsoft Corporation in 1993 as a Finance
Manager for its Systems products, eventually becoming CFO of Microsoft’s Platforms and
Applications business. In 1999, Norm migrated from Finance to Human Resources, where he
has held a series of corporate HR leadership positions and directed major strategic global HR
initiatives in the areas of executive and high-potential development, and organization
effectiveness. Norm earned his Bachelors degree in Business Administration from Northeastern
University, a certificate in Executive Human Resources Leadership from the University of
Michigan, and a Masters in Organizational Psychology from Antioch University. Norm is a
lecturer in University of Washington’s (UW) Technology Management MBA Program as well as
an adjunct faculty member at the graduate level at Seattle Pacific University. In 2010, Norm was
instrumental in co-creating and launching UW’s Strategic Human Resources Leadership
certificate program, for which he also served as lead faculty member.



Bill Brown, Chair, Capital Projects Committee

Bill grew up in Yosemite National Park, where his father was a manager for the Park’s private
sector concessionaire. He is an avid outdoor activity participant and has always had an interest
in Federal, State and Local Park operations and preservation. He is a retired construction
manager with over forty years experience building complex commercial / industrial projects in
the western US, Hawaii and Hong Kong. Many of the projects were co-managed joint ventures
of contractors, or co-managed partnerships with private sector owners or government entities.
Examples include project management on the Weyerhaeuser complex in Longview, WA, with
the US Navy at Pearl Harbor and with the Jockey Club in Hong Kong. He is a relatively new
resident of Port Townsend, but has been an active community volunteer with the Rotary Club
and the PDA. Prior to Port Townsend, he lived in Park City, UT where he was a prominent
volunteer during the 2002 Winter Olympics, a Trustee of the local Historical Society, President
of the Cemetery Association and a ten year elected Trustee of the Water Reclamation District
working extensively on Capital Facilities planning. Educational background includes an AB
degree from Dartmouth and an MS degree in Civil Engineering from Stanford.

Gee Hecksher, Capital Projects Committee

Gee graduated from architectural school at the University of Pennsylvania and spent 3-1/2 years
as a Marine Corps officer. Gee’s career has included working as an architect for 13 years in
Boston and Portland, Maine. From 1980 to 1997, Gee spent 17 years working in a preservation
architectural firm in San Francisco serving as a construction project manager working on many
seismic upgrades and rehabilitations of historic structures in the Bay Area as well new
construction. In 1997, Gee returned to preservation architecture working on many west coast
projects including numerous National Park Service structures and culminating in the seismic
upgrade and rehabilitation of Pasadena City Hall. Since moving to Port Townsend, Gee has been
involved as a member of the Port Townsend Historic Preservation Committee and currently
serves on the Port Townsend Planning Commission. As a volunteer member of the board of the
Jefferson County Historical Society, Gee provided project management duties overseeing
construction of a new 10,000-square-foot artifact storage building. Other current activities
include being a founding board member of the Port Townsend School of Woodworking and
Preservation Trades located at Fort Worden, board member of the Northwest Chapter of the
Association for Preservation Technology and board member of the Washington Trust for
Historic Preservation which recently hosted the National Preservation Conference in Spokane.

Lela Hilton, Chair, Communications Committee

Lela Hilton is Academic Director for the Jefferson Clemente Course, and national Program
Director for the Clemente Course in the Humanities. The Clemente Course is an internationally
recognized program that brings college-level humanities courses to low-income students. She
also teaches at Edmonds Community College and has a background in adult education and
environmental policy. Lela was the original Program Coordinator for the WSU Learning Center
in Port Hadlock, whose mission was to bring diverse educational programs to underserved
residents of Jefferson County. As a consultant she has worked as an evaluator, researcher,
writer, fundraiser, grant-writer and program designer for diverse non-profits and organizations
funded by the Ford Foundation, the National Endowment for the Humanities, the National
Science Foundation and the State of Washington. She is a past recipient of the Humanities
Washington Award which recognizes outstanding achievement in public humanities, and she has
served on various boards, including the Boiler Room Wild Olympic Salmon, and the Women's
History and Culture Center.



Anne Murphy, Communications Committee

Anne Murphy is in her 23" year as Executive Director of the Port Townsend Marine Science
Center, a 30-year old, nationally recognized, education- and conservation-focused organization
located in Fort Worden State Park. She has been involved in watershed and coastal education
since completing her B.S. in Natural Resource Management and Environmental Education at
Oregon State University in 1975. At the Marine Science Center she and her staff have built a
strong community and regional science education program serving students, teachers, adults and
families as well as agency, university and non-profit partners. Anne places a high priority on
creating learning environments in which citizens are able to become familiar with the ecological
complexities of their local environment and take action for its preservation and has cultivated a
vital citizen science program that responds to local and regional issues by involving citizens in
monitoring, research and restoration. Anne led the capital campaigns for a facility expansion to
add a natural history exhibit and a renovation for a new Orca exhibit at Fort Worden. Anne has a
long involvement with the Northwest Straits Marine Conservation Initiative, serving on the
Jefferson Marine Resources Committee from 2000-present and on the Northwest Straits
Commission from 2000-2006. She was awarded the Warren G. Magnuson Puget Sound Legacy
Award in 2009 for her work in regional environmental education.

Tim Caldwell, Communications Committee

Tim was born and raised in Port Townsend and served as the Port Townsend Chamber executive
director for 17 years. Tim is a member of the Fort Worden Advisory Committee and has been
involved in the fort's Lifelong Learning Center visioning process since 2007. Tim currently is
Puget Sound Energy's customer service manager for Jefferson County. Tim has a Master’s
degree in Military History from Norwich University, Maine, and his thesis highlighted the career
of John Worden, the officer that Fort Worden State Park was named in honor of.

Dave Robison, Executive Director

Dave has worked for over 20 years in planning and development, including working as a planner
and Director of Building and Community Development for the City of Port Townsend. Dave
was the founding executive director of the Northwest Maritime Center and was responsible for
all aspects of the planning, design, permitting, project management, fundraising and community
relations necessary to construct the $13 million, 27,000 square-foot maritime education facility.
Dave also served as the project manager during the construction of the Maritime Center. Dave
has extensive experience and success in fundraising, securing over $20 million for capital
projects and programs, and specializes in working with local, state and federal agencies as well
as private foundations and individual donors to complete community projects. Dave has served
as a consultant to the City of Port Townsend and Centrum in the development of the Lifelong
Learning Center at Fort Worden State Park. Dave is also an affiliate faculty and teaches three
planning practicums in the Masters of Urban Design and Planning at the University of
Washington.
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APPENDIX 3
2012 PROVISO LANGUAGE RELATED TO FORT WORDEN STATE
PARK FROM 3ESHB 2127 SECTION 303 (5) P. 138

http://apps.leg.wa.gov/documents/billdocs/2011-
12/Pdf/Bills/House%20Passed%20L eqislature/2127-S.PL.pdf

16 (5)The state parks and recreation commission, In cooperation
with

17 the Fort Worden lifelong learning center public development
authority

18 authorized under RCW 35.21.730 shall provide a report to the
governor

19 and appropriate committees of the legislature no later than
October 15,

20 2012, to create a lifelong learning center at Fort Worden
state park.

21 This plan shall support and be based upon the Fort Worden
state park

22 long-range plan adopted by the state parks and recreation
commission 1In

23 September 2008. The report shall include a business and
governance

24 plan and supporting materials that provide options and
recommendations

25 on the long-term governance of Fort Worden state park,
including

26 building maintenance and restoration. While the commission may
27 transfer full or partial operations to the public development
authority

28 the state shall retain title to the property. The state parks
and

29 recreation commission and the public development authority
will agree

30 on the scope and content of the report including the business
and

31 governance plan. In preparing this report the state parks and
32 recreation commission and the public development authority
shall

33 provide ample opportunity for the public and stakeholders to
34 participate in the development of the business and governance
plan.

35 The state parks and recreation commission shall review the
report and

36 if 1t is consistent with the 2008 Fort Worden state park long-
range

37 plan shall take action on a long-term governance and business
plan no

38 later than December 31, 2012.



APPENDIX 4

DIRECTION FROM WASHINGTON STATE PARKS AND RECREATION
COMMISSION, ITEM E-5, MARCH 29, 2012 - SUBSTITUTE PROPOSED

REQUESTED ACTION

Substitute Proposed Requested Action for Item E-5 — Possible Transfer of

Fort Worden State Park

That the Washington State Parks and Recreation Commission:

1.

Expresses its strong commitment and reaffirms its September 25, 2008 approval of the
Fort Worden Long-range Plan and related planning documents to transform Fort Worden
State Park into a Lifelong Learning Center (Agenda E-7). The Commission also reaffirms
its previous resolution (March 2011) supporting the Fort Worden Lifelong Learning
Center Public Development Authority (FWPDA) to serve as the managing entity for the
Lifelong Learning Center.

Intends, prior to taking any final action on the best governance model to achieve the goal
of Fort Worden State Park becoming a Lifelong Learning Center, to provide ample
opportunity for the public, stakeholders and the legislature to learn about and express
their views to the Commission.

Recognizes that the FWPDA does not seek a transfer of the park. The Commission
affirms its intention to maintain ownership of Fort Worden State Park and to ensure that
Fort Worden will remain a State Park.

Directs the Director to designate a lead staff person to work collaboratively with the
FWPDA in the development of a business plan and governance model (Plan) for the
long-term management of the Lifelong Learning Center at Fort Worden State Park.

Agrees that State Parks will support the development of a Plan with staff support and
other resources as may be mutually agreed upon.

Directs that the Plan and supporting materials provide information, options, and
recommendations on matters related to the long-term governance of Fort Worden State
Park including, but not limited to: terms regarding the scope and holdings of real and
personal property; time frames; the long term sustainability of park operations, including
sources of revenue, estimated revenue, as well as estimated annual operating and capital
maintenance costs; potential risks and liabilities for the state, as well as potential
mitigation measures; potential impacts on and transition plans for any affected state



10.

employees; ensuring the sustainability of the park in perpetuity; and contingency plans to
address significant funding or other park challenges that may arise.

Urges the FWPDA to complete the Plan meeting the above requirements and submit it for
third-party review by a mutually-agreed upon business plan consultant and OFM no later
than September 1, 2012.

Urges the FWPDA to submit the Plan with findings and/or recommendations from the
consultant and OFM, to the Commission no later than October 1, 2012. If the Plan is
found to meet the above requirements and can stabilize the Park’s operations and achieve
sustainability the Commission shall review the report and Plan for consistency with the
adopted 2008 Fort Worden Long-range Plan.

Subject to findings of consistency with the Fort Worden Long-range Plan, feasibility of
sustainable operations and consistency with the interests of the public and State Parks
system, the Commission agrees to vote no later than December 31, 2012 on its
acceptance of the Plan and, if appropriate, enter into a management agreement with the
FWPDA.

Acknowledges that it will not seek another management entity on or before December 31,
2012, unless the FWPDA abandons its efforts.



APPENDIX 5
AREA PROPOSED FOR MANAGEMENT BY THE FORT WORDEN LIFELONG
LEARING CENTER PUBLIC DEVELOPMENT AUTHORITY



APPENDIX 6

FORT WORDEN STATE PARK BUSINESS AND MANAGEMENT PLAN

EXECUTIVE SUMMARY

Fort Worden Public Development Authority

Executive Summary

The 2012 Business and Management Plan is an evaluation of the financial viability of a
management partnership between the Washington State Parks and Recreation Commission
(Commission) and the Fort Worden Public Development Authority (PDA).

A management partnership can be successful for the Commission, the PDA, Fort Worden
State Park, the public it serves, and the Lifelong Learning Center mission adopted by
Parks. Conditions for success include close cooperation in policy, management and
operations; clear division of roles and responsibilities; a mobilization fund ($300,000)
provided by the PDA to kick-start marketing, advertising, website upgrades, improved
reservation systems and transition costs; an initial cash reserve of $250,000 provided by
the PDA for cash flow; and subsequent agreements that detail capital facilities priorities
for the PDA to pursue its enterprise solutions and new partnerships within the context of
lifelong learning.

Fort Worden has always operated under a management partnership, given that the park
was created concurrently with Centrum in 1973 as a center for artistic and cultural
education. That original arrangement has not expanded to keep up with the times,
however. Fort Worden State Park is unique among other similar sites elsewhere in the
United States in that is not operating under a management partnership that more
successfully supports the State’s ability to manage and maintain facilities and
infrastructure, and deliver diverse services at the park. Multiple similar sites to Fort
Worden have evolved their management approach to a partnership model to achieve more
sustainable stewardship and management of the site including Fort Baker and Fort Mason
in California, Jekyll Island in Georgia, and Fort VVancouver here in Washington.

In 2008, the Commission acted on a four-year extensive public process that Fort Worden
should not be managed as a traditional state park. The Commission approved a Business
and Operating Plan that demonstrated that Fort Worden could succeed as a Lifelong
Learning Center, although with an annual state subsidy. A recession began that same year
that has, by 2012, resulted in significant budget cuts and employment cuts for State Parks
on the whole. Fort Worden has seen its overall visitation hold static over 10 years, and
conference attendance decline by 31 percent over that period. Lack of marketing is one
identified contributor to this unfortunate slide. In 2011 and 2012, the Commission
authorized the pursuit of a management partnership with the PDA to implement the
Lifelong Learning Center mission to see it realized without a substantial ongoing subsidy
from Parks. This Business and Management Plan was explicitly listed as a condition of
formalizing any such partnership.

Fort Worden is a major economic driver in Port Townsend and Jefferson County. The
events and accommodations at the park bring over 1,000,000 visitors to the area each



year, and generates over $11,600,000 in local and state revenues not including the direct
revenues of the park. Fort Worden provides for up to 200 local jobs at the site, and
supports approximately 237 additional jobs in the area. Fort Worden provides an
estimated annual contribution to local household earnings of over $3,400,000.

It is recommended that the Commission continues to own 434-acre Fort Worden and be
responsible for its overall management. Parks will focus on its traditional strengths:
managing the campgrounds; enhancing recreation opportunities for day-users or campers;
serving as steward of natural, historic and cultural resources; overseeing and supporting
facility and infrastructure repair and maintenance; providing public access to the beaches,
trails, natural areas and historic monuments; and providing law enforcement for the entire
park.

Fort Worden Public Development Authority

It is recommended that the PDA manage the 100-acre campus area of Fort Worden and
focuses on the development of the Lifelong Learning Center. This includes:

0 Management of partners, programs, conferences and events, the recruitment of new
learning-oriented
partners toward the same; management of leases

0 Management of and renovation of a range of accommaodations options, including new
accommodations

o Coordination of reservations, food service and facility management toward a more
efficient and centralized visitor experience

0 Marketing, sales and recruitment toward building partner programs and fulfilling the
Lifelong Learning Center and financial sustainability

0 Assist in the fundraising to complete the Building 202 renovation project as a multi-
use college center as the cornerstone capital project of the Lifelong Learning Center.

Sustaining and improving the historic facilities of Fort Worden should be a shared
responsibility of State Parks and the PDA, as well as new and existing partners, in
accordance with a management agreement and a capital facilities plan. Capital repair and
replacement initiatives will come from both public and private sources. The study has
identified $89 million facility and infrastructure needs that will take creative financing
and fundraising. This is anticipated to be shared between multiple parties with the State
retaining $8-15 million in capital funding responsibilities at the site over the next ten
years, focused primarily on infrastructure and utilities. The remaining capital needs
would optimally be funded through current and future partners and outside funding
sources.

Market analysis concludes that there is substantial opportunity for growth for the kinds of
programs and associated revenues envisioned by the Lifelong Learning Center, with the
bulk of participation to be drawn from within the Pacific Northwest.
Opportunity is especially evident through improvements in the mix
and quality of accommodations, which must be a priority of the



PDA.

e Financial analysis concludes that the PDA can be financially self-sustaining in the long
run without ongoing government subsidy, under the following conditions:

0 The PDA needs a start-up fund of $250,000 to cover cash flow projections during its
first five years.

This reserve should come from both public and private resources.

0 The PDA needs to raise $300,000 to mobilize resources prior to any transition for
coordinated marketing services, development of a comprehensive reservation system,
website and initial staffing.

o The PDA would provide campground reservations for State Parks in order to provide
a seamless experience for the visitor. A proportion of campground revenues would go
to support this management service with the PDA and revenues to the PDA would
taper down over 10 years.

0 The PDA needs to recruit a private investor/hotel operator to invest in the
redevelopment of historic building(s) to provide improved accommodations by its
seventh year. Revenues from this concession are important to the long-term financial
health of the Lifelong Learning Center.

e At its launch as a management partner, the PDA would employ between 10-15 persons at
pay rates comparable to existing Parks rates, and with benefit (health and pension)
packages comparable to private businesses or nonprofits; however these benefits are
below those of state employees.

- An effective governance structure must be guided by a co-management policy board
made up of Parks, PDA and state-wide representatives. The mix ensures both a regional
and statewide perspective to guide Fort Worden. This board sets broad policy for Fort
Worden State Park, and directs an Operations Committee of Park and PDA managers.
Day-to-day operations are guided by a management agreement.

- The City of Port Townsend has no financial obligation to subsidize the PDA. The
management agreement will include provisions for close monitoring of the PDA toward
its program and financial obligations. State Parks will have early notice in the unlikely
event that the PDA is failing financially, and State Parks would reassume control over the
campus area.

Return to top of document

Item E-4: Transforming Interpretation — Report

EXECUTIVE SUMMARY: This item reports to the Washington State Parks and Recreation
Commission the existing interpretive programs, facilities, and media; and outlines anticipated
evolution of the statewide interpretive program towards increasing visitation and enhancing the
state park experience. This item complies with our Centennial 2013 Plan element, "Our
Commitment-Stewardship™ and with our core values.



SIGNIFICANT BACKGROUND INFORMATION: In 2011 the State Legislature made the
policy decision to make Washington State Parks a primarily fee for service enterprise. A
fundamental outcome of that policy decision is that the public must now choose to visit
Washington’s state parks in order for the system to sustain itself financially. Effective and
relevant interpretation plays an important role in meeting this challenge. In November of 2010,
the Commission adopted an Interpretive Policy (Appendix 1) and Vision (Appendix 2) to guide
the future of interpretation. This report provides an update on existing conditions and identifies
areas of emphasis in implementing the Commission’s policy and vision.

Assessment of Interpretive Programs, Facilities and Media

Historically, the Interpretive Program was charged with acquiring, preserving and interpreting a
network of heritage sites with national or statewide significance, and with developing
interpretive centers at particularly notable sites (Appendix 3). Since the 1950s, program activities
have expanded to encompass the development and delivery of interpretive services agency-wide.
To inform implementation of the Commission’s policy, a survey of interpretive services was
conducted to assess their condition and relevancy. Key findings of this survey are as follows:

Interpretive Programming in State Parks

The most common types of interpretive programming offered in state parks are guided tours and
hikes, while the least common are youth-oriented Jr. Ranger programs. During the four years
prior to implementation of the Discover Pass, the average annual (fiscal year) interpretive
program attendance was 264,638. In fiscal year 2012, statewide program attendance dropped by
17% from this average to 219,241 (Appendix 4). Centennial Goal #2 calls for providing
interpretive programs and community events in all developed state parks. With reduced staffing
and emphasis on Discover Pass implementation, only 56 of 117 parks reported achieving this
goal.

Outdoor Amphitheaters: Thirty-eight state parks offer formal amphitheaters designed for
interpretive programs, special events and related outdoor activities. Only twenty four
amphitheaters provide electric service. Venues with electric service significantly expand the
types of programs possible, particularly those requiring sound amplification or multi-media
equipment.



Heritage Site Interpretive Facilities

Thirty five designated state park heritage sites provide access to some of Washington’s most
significant natural, cultural, historical and scenic resources. Staff conducted a survey of
interpretive facilities at these sites to assess their level of service (Appendix 5). The
statewide heritage site network features thirteen interpretive centers and a range of historic
structures with interpretive uses, including multiple house museums, vista houses and three
lighthouses. Historically, agency interpretive centers benefited from a focused period of
investment between 1953 and 1966. Today, many of the interpretive exhibits developed
during this period are outdated or have outlived their designed life expectancy (Appendix 6).

Other Self-Guided Interpretive Facilities: A park-level survey identified eighty one (69%) of
developed state parks providing self-guided outdoor interpretive opportunities. The most
common forms of self-guided media include outdoor exhibit panels and brochures located on
kiosks and at trailheads. The majority of outdoor exhibits surveyed have reached or passed
their designed life expectancy or convey outdated information, and are in need of
replacement or removal.

Interpretive Media in State Parks

Static media, such as laminated exhibit panels, is the dominant form of interpretive media
used in state parks. While static media has been standard practice in exhibit development for
decades, modern interpretation now typically incorporates digital media. The National Park
Service and multiple state park systems are investing in digital interpretive opportunities to
meet evolving visitor expectations and to engage younger audiences. Currently, only three
state parks provide digital interpretation using Quick Release (QR) codes and mobile
devices.

In 2011, staff worked in partnership with the Washington State Parks Foundation
(Foundation) to assess the potential of the Virtual Ranger Initiative in state parks. This
digital media concept included a park concierge website and mobile application to provide
orientation and interpretation to visitors, including links to local services, and social
networking opportunities. The concept was also to serve as the primary venue for
recognizing sponsors and philanthropic donors, as well as providing opportunities for
commercial advertising.

A feasibility study revealed that the Virtual Ranger as envisioned lacked a critical mass of
private sector interest necessary to finance development and operation of the concept as a
whole. Consequently, the study recommended that distinct elements be pursued separately
within an integrated digital media strategy. That is, interactive interpretive elements suited
to philanthropic support should be pursued by the Foundation; advertising should be
incorporated into the agency’s AdventureAwaits.com marketing website; and the mobile
application element should be separately contracted to a private vendor where national
sponsors are willing to pay for its development and operation (e.g. Pocket Ranger).

Areas of Emphasis
Two key areas of program activity undergoing development illustrate progress towards
transforming interpretation and its value to the agency’s future.




Promoting Visitation
Interpretation plays an important role in attracting potential and repeat visitors to state parks.

Digital media: In partnership with the Foundation, pilot initiatives are underway to use

digital media interpretive opportunities. These include:

e Virtual tours highlighting key interpretive facilities and trails. Virtual tours will be
accessible online and expand agency trip planning and social marketing capacity.

e An interactive map of the state park system (i.e. Google Earth interface) to expand
marketing and orientation to interpretive opportunities. Virtual orientation and interpretive
content will be accessible online and via in-park QR codes.

Interpretation at point-of-sale: Providing visitors a menu of park-specific interpretive
opportunities at the point of Discover Pass sales can encourage park visitation and extend
visitors’ length of stay. As a pilot effort, static and digital interpretive media have been
installed at select registration kiosks at heritage sites.

Enhancing the State Park Experience

Organized and coordinated interpretive opportunities culminate in memorable experiences
and enhance appreciation of state parks. These connections to state parks’ resources are
critical to generate public use and support for state parks.

Coordinated programming and events: Memorable experiences resulting from quality
programming are a defining feature of the state park experience. One area of focus is the
potential of youth engagement to broaden support for state parks, including reinvestment in
the statewide Jr. Ranger program. Another is the higher utilization of existing assets,
including outdoor programming venues that foster a range of partnership opportunities.
Efforts here include expanding the use of state park venues for mission-aligned cultural
events, performances, and community activities. Additionally, an organized network of
venues allows expansion of established programs, such as traditional folk and art programs
and summer concert series.

Updating key interpretive facilities: Interpretive centers are day-use destinations that can
provide high levels of service. As part of a long-term reinvestment strategy, staff has recently
developed a 10-year capital program plan focused on the renovation of agency heritage sites
with interpretive centers. To promote repeat visitation, this strategy involves a fundamental
shift in design philosophy away from static, long-duration exhibits to a more transitional
exhibit strategy with capacity to utilize digital media technology, host traveling exhibits and
other collaborative partnership opportunities. Utilizing Aquatic Lands Enhancement Account
(ALEA) funds, staff is currently working in partnership with Central Washington University
and others to update a 46-year old exhibit design at the Dry Falls Visitor Center within Sun
Lakes-Dry Falls State Park.

Virtual interpretation opportunities: The rapidly growing use of digital media presents a
significant opportunity to transcend state park boundaries and connect the public to the larger
context of Washington’s dynamic human and natural heritage. In this capacity,
implementation of collaborative, virtual interpretive initiatives can stimulate a wide spectrum
of partnership opportunities, and expand relevancy and public support for the agency’s
mission. Staff is actively working to develop partnerships with interested local, state, tribal



and federal entities to bring Washington’s stories to the public in relevant and meaningful
ways.

SUPPORTING INFORMATION:

Appendix 1:  Commission Interpretive Policy (50-10-1)

Appendix 2: Interpretive Program Vision Statement and Guiding Principles
Appendix 3:  Map of Designated Heritage Sites and Markers

Appendix 4: Statewide Interpretive Programming Summary

Appendix 5:  Survey of Designated Heritage Sites and Markers

Appendix 6:  Survey of Designated Interpretive Centers

Author/Contact(s):  Ryan Karlson, Acting Interpretive Programs and Partnerships
Manager
ryan.karlson@parks.wa.gov (360) 902-8650
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Item E-5: Capital Construction Program Updates - Report

EXECUTIVE SUMMARY: This report updates the Commission on Capital Construction
Program results and progress for the 2011-2013 biennium. This item complies with our
Centennial 2013 Plan element "Our Commitment — Facilities and Your Legacy” and with our
core values.

SIGNIFICANT BACKGROUND INFORMATION: The capital construction program
for Washington State Parks consists of projects that develop, expand and renovate park
facilities. The first priority of the capital construction program are projects that support
public and employee health and safety. The Legislature and Governor approved the 2011-
2013 biennium Capital Budget of $42,964,000. This is comprised of new appropriations,
with a focus on health and safety and the facility preservation element of the Centennial 2013
Plan, re-appropriations from earlier biennia, grants, donations, and pass through funds.
Appendix 2 shows $18,090,000 in spending and contractual obligations for the 2011-2013
biennium as of October 31, 2012.

Funded 2011-2013 capital projects have been assigned to each of the three regional capital
development teams and a small headquarters group for design and development.

SUPPORTING INFORMATION:

Appendix 1: 2011- 2013 Capital Construction Program Expenditure Summary through
September, 2012

Appendix 1A: 2011-2013 Capital Construction Program Expenditure Summary through
October 31, 2012.

Appendix 2: Headquarters Capital Projects Status

Appendix 3:  Southwest Region Projects Status

Appendix 4: Eastern Region Projects Status

Appendix 5:  Northwest Region Project Status

Author/Contact(s):  Larry Fairleigh, Assistant Director, Parks Development
Larry.fairleigh@parks.wa.gov 360-902-8642
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Item E-6: Marketing Program Update - Report

EXECUTIVE SUMMARY: This report provides the Washington State Parks and
Recreation Commission with an update on the status of the marketing program for
Washington State Parks and Recreation Commission. This complies with the Centennial
2013 Plan element, “Our Commitment — Financial Strategy” and with our core values.

SIGNIFICANT BACKGROUND INFORMATION: The Discover Pass requirement
became effective July 1, 2011. This signified the evolution of the Washington State park
system becoming primarily a fee for service system. The implementation of the new pass
and new funding dynamic had its challenges and took the majority of staff time. A
marketing program became essential and had to be built from the ground floor. An internal
marketing team was put together, a marketing firm hired in March, 2012, a marketing
coordinator was hired and began work June 1, 2012. The new micro site
adventureawaits.com became available the end of May 2012. The highlighted sections are
an update of recent activities by the marketing team.

New Contracts

e Social Marketing Plan:
Phase 2 of contract with Weber Shandwick started September 1, 2012 and continues

to:

0 Develop and grow Adventure Awaits site through outreach to other like-
minded blog sites for cross promotion and sharing of blogs, research, and blog
writing. Example: A local blogger “Everyday Olympia” is advertising the
Discover Pass gift pass campaign November 1 — December 31 on his blog site
for free.

0 Manage on-line advertising through Google, Facebook and Outbrain.
Facebook is highly successful at building community and promoting state
parks — as of October 22 we have 10,778 likes. A recent post with a beautiful
water photo taken at Lake Wenatchee received 403 likes and 95 shares the
day it posted.

0 Manage social media sites that correspond to Adventure Awaits site,

Facebook, Twitter, and YouTube.

Administer contests to increase story shares and collection of photos.

0 Monthly e-newsletter was sent to 20,000+ CAMAS/parks contacts in
September.

@]

e Radio Advertising:

o0 Through a unique partnership with the Seattle Area Radio Association, we
had four concentrated radio campaigns throughout the next year on over 32
radio stations. In addition, we are working with Spokane Radio Group to air
our 60 ads 84 times per week over seven radio stations. The first one started
in November with the promotion



of the Discover Pass as a great gift. We have created a landing page that
listeners will be directed to: www.DiscoverPassGift.com. We launched the
campaign on Adventure Awaits on November 1, 2012. The other three
campaigns’ focus will be:

Parks Centennial and New Mobile App (February - March 2013)

Get Ready for Summer — Buy Your Discover Pass (April - May 2013)
Enjoy Your Summer at WA State Parks and Share Your Story on
AdventureAwaits.com (July - August 2013)

e Outdoors NW Magazine Advertising
We will be advertising from October 2012 - September 2013 in Outdoors NW
Magazine’s eight annual publications that reach 140,000 readers per issue; on their
web site which has 5,000 visits per month, in 24 e-newsletters that has over 4,000
subscribers, and will share our parks materials at events in Washington and Oregon.
This organization is very excited to partner with parks to support and promote us.
They recently featured Cama Beach in there publication, and gave our Adventure
Awaits “Share Your Story” contest top billing in their recent e-newsletter. They also
shared some of our marketing materials at two recent events including the
Mountaineers Fest. We created two different ads for gift pass campaign: SnowSports
edition — October 28; and the November/December issue — November 1.

e FTE Magazine — Gift pass ad campaign in their November and December editions;
will continue with an ad each month promoting parks/Discover Pass throughout next
year.

e Will also be advertising in the following publications over the next year: Easy Fold
Road Map, NWTripfinder e-newsletter, Sunset, WA Events Guide.
Promotional Material
e Discover Pass Infographic

o0 Posters - Five thousand copies of the new poster are being distributed to all
parks, vendors/sub-agents and the Department of Licensing (DOL). The poster
is available for viewing and printing on the Adventure Awaits web site on the
“Discover Pass 101” page and has been added to the Discover Pass site Vendor
Products page.

0 Retractable banners - Six 24”x85” retractable banners of the infographic have
been developed for the headquarters lobby and each regional office. Three
banners are available for use by staff at promotional events.

0 Successfully used banners at the Puyallup Fair in September, and had marketing
materials and sold Discover Pass at the Washington Trails Association
Conference in October.

e Adventure Awaits promotional flier was developed and is being used when
contacting vendors, businesses, web sites, and bloggers that are likely to promote the
site and/or provide blog content.



e A five-part video series on “Why | Heart State Parks” was recently developed by
our marketing firm in Phase 1 of their contract. We are using these videos to promote
parks on YouTube and through other outlets, such as public television, as public
service announcements and at DOL offices.

Adventure Awaits Blog and Storytelling Site
State Parks new Adventure Awaits blogging site has over 133,000 visitors since launching on
May 25. Our daily visits increased throughout the summer and peaked at 3,490 per day on
August 21 and are now averaging 900 visits per day with 80% of those being new visitors.
This site is in the top ten for referring to the WILD system, coming in at number six. There
have been over 188 blogs posted that have been written by parks visitors, parks staff, guest
bloggers, and the contractor. Our goal is to increase the posts from the public and use
additional free guest blogs. We currently have posted 18 guest blogs. This will allow the
number of paid blogs to decrease over time and make the site more self-sustaining.
e Improved site management by:
0 Reduced the number of blogs by the marketing firm (and using that money to
purchase advertising in print, radio and online) and featuring more guest bloggers.
0 Added two new feature pages: Partners in Adventure (blogs from state Natural
Resources and Fish and Wildlife departments) and Friends in Nature (blogs about
donations, supporters, volunteers, etc.)
0 Posted a brief survey to collect basic data on the site visitor, how they like/use the
site, and how they heard about the Discover Pass.

e Site promotion:

0 We continue to promote the site through the agency’s official website,
www.parks.wa.gov, the agency Facebook page and through outreach to "like-
minded” organizations, friends groups and the Washington State Parks
Foundation.

0 We wrapped up our three-month advertising partnership with Carter Subaru on
September 30 and will be received a report from the advertising agency. They
felt that the campaign was very successful and we are meeting with them to
discuss doing another campaign next year June-August.

o Following the launch of the new Adventure Awaits YouTube channel and the
posting of the new Discover Pass video in July, we launched a large e-mail
campaign utilizing the newly created promotional flier. This corresponded with a
blog feature of an artist who gave all proceeds from the sale of his paintings to
State Parks and the creation of our new feature page "Friends in Nature".

0 We began Google, Facebook and Outbrain advertising in August to drive traffic
to the site. Our site visits tripled in August and we are continuing with this online
advertising.

0 We completed our first five-week contest called “Share Your Story”; one
contributor per week was chosen to win a State Parks gift basket. Our weekly




shares have tripled. We received 15 shares total. We started a new contest Nov 1
— December 31: Tell us about your favorite state park.

0 We launched our new Adventure Awaits Facebook page on August 13 and have
nearly 11,000 fans in just over two months. Part of our online advertising focuses
on a Facebook ad campaign to continue to grow our fans and blog post "likes" on
the Facebook page and drive traffic to the Adventure Awaits site.

0 Working with the union to promote the gift pass campaign.

e Discover Pass Partner Blogs:

0 The Department of Natural Resources provides weekly blog posts for the
Adventure Awaits website and promotes our site on theirs. Nineteen Friends in
Nature Blogs posted to date. This effort increases promotion of the site and
readership and we are hoping the Department of Fish and Wildlife will participate
as well. We also are working with our
partner agencies on developing a Discover Pass-specific strategic marketing plan
that will enhance Parks' current marketing efforts.

Discover Pass Promotional Partnership
with Washington State Lottery

The Director and Assistant Director for
Administration attended a State Lottery
event with the Seattle Seahawks and sold
Discover Passes for 3 hours before the first
home game. State Parks will be working
with the Lottery on future events, cross
promotional and sales opportunities.

Mobile Device Application

Work is in full swing on our new mobile application which will extend the agency’s
marketing and public information outreach. The "app" will allow park visitors to use their
mobile devices to get access to detailed information about parks, overnight accommodations,
GPS interactive trail mapping, self-guided interpretive tours, guest surveys, geocaching
games and more. The mobile application also will have the capacity to include
advertisements and sponsorships. The agency public affairs office released a Request for
Proposal and received seven proposals, three of which met the request criteria and were
invited to interview. Parks by Nature was selected to develop the application and the app
will be launched in early 2013 with a corresponding marketing campaign tied to the
Centennial 2013 celebration

Trail Mapping



State Parks has been gathering trail data since 2007 and recently began to process the GIS
trails data and database, and prepare trails maps. This work is estimated to take seven
months. Once the data is processed, it will be available through the State Parks mobile
application, allowing users to see where they are in a park’s trail system while they are using
the trails. The data can also be used to provide multi-media interpretation to State Parks trail
users. In addition, the data will be used on the agency’s website to provide a searchable
database of State Parks trails, and downloadable trail maps. Finally, the data can be used by
agency staff to facilitate planning or maintenance projects, or to communicate with
emergency service providers.

Photo Contest

The agency is partnering with the Washington State Parks Foundation to conduct a photo
contest that started this fall and will run through the end of the year. The foundation is
utilizing a system

setup by the California Parks Foundation. The Adventure Awaits site will assist with
promoting the contest through blogs that feature the weekly winners.

New Marketing Ideas Being Explored
The following are a few ideas that the Marketing Team is working on. More details will be
shared as projects are more developed:
e Paid advertising on the Adventure Awaits site.
e Collaborating with cities and counties to promote the Discover Pass/Adventure
Awaits site on their web sites and partner on tourism campaigns.
e Reaching out to local Chambers of Commerce, Tourism and Convention/Visitor
Bureaus.

e Centennial Promotional Activities:

o “Official Sponsors of the 2013 Parks Centennial” — pursue Washington-based
businesses to promote parks by sponsoring an event and/or provide a
free/discounted service in honor of State Parks or purchase and give away the
Discover Pass to customers

o Drawing/Writing school contest in K-12 classes throughout the state

o0 Centennial materials developed and provided for free by Good Solutions
Group

0 Nostalgia campaign — “100 Years of Making Memories”; utilizing image of
park rangers from the 40’s or 50’s; featuring the publics’ old pictures and
stories from park visits, etc.

Author/Contact(s):  llene Frisch, Assistant Director, Administration



llene.Frisch@parks.wa.gov, (360) 902-8502
Cathie Tedrick, Marketing Program Coordinator
Cathie.Tedrick@parks.wa.gov  (360) 902-8511

Return to top of document

Item E-7: Aquatic Land Enhancement Account Expenditures - Report

EXECUTIVE SUMMARY:This item is a report on the allocation, commitment and
expenditure of $4 million Aquatic Land Enhancement Account (ALEA) added into the
agency’s 2011-13 Budget by the Legislature. This complies with our Centennial 2013 Plan
element, “Our Commitment — Financial Strategy” and with our core values.

SIGNIFICANT BACKGROUND INFORMATION: Since 2008, approximately $11
billion has been cut from the State’s operating budget and it has not yet stabilized. The
legislature has had three special sessions in less than 12 months. During this time period the
State’s General Fund contribution to fund State Parks went from 66% in 2007-09 to 12% in
2011-13 with the Governor and Legislature stating their intention to provide no General
Fund support in 2013-15.The legislature added $4 million into the agency’s budget to help it
move towards self sufficiency.

At the June 18, 2012 Commission meeting, the Commission approved the allocation of the
ALEA funds and requested that staff report on the expenditures at each future meeting.
Appendix 1 outlines how the funds have been spent to date.

SUPPORTING INFORMATION:
Appendix 1:  ALEA Allocation Plan

Author/Contact(s): llene Frisch, Assistant Director,
llene.Frisch@parks.wa.gov, (360) 902-8502
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