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Fort Worden Public Development Authority

Executive Summary

The 201Business and Management Plizran 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).

1 A management partnership can be successful for@oenmission, 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
responsibilites a mobilization fund ($300,0QQrovided by the PDA to kigitart marketing,advertising
website upgrades, improved reservation systems and transition costs; an initial cash re682&0,000
provided by the PDA for cash flow; and subsequent agred¢snimat detail capital facilities priorities for
the PDA to pursue its enterprise solutions and new partnerships within the context of lifelong learning.

1 Fort Worden has always operated under a management partnership, given that the park was created
concurently with Centrum in 1973 as a center for artistic and cultural education. That original
arrangement has not expanded to dq up with the times, howeverFort Worden State Park is unique
among other similar sites elsewhere in the United States in ihatot operating under a management
LI NIYSNEKALI GKFG Y2NB adz00Saa¥fdzZ & &adzlJ2NEnd (GKS
infrastructure, and delivediverse 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 Vancouver here in Washington.

1 In 2008, the Commission actea @ fouryear extensive public process that Fort Worden should not be
managed as a traditional state park. The Commission approvBadisiness and Operating Pladhat
demonstrated that Fort Worden could succeed as a Lifelong Learning Center, althougmvetimaal
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 attendam 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 tifelang Learning Centamissionto 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.

I Fort Worden is a major economic driver Rort Townsend andeffersm 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 iz 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.

1 Itis recommended that the Commission continues to own-48e Fort Worderand be responsible for
its overall management. Parks will focus on its traditional strengths: managing the campgrounds;
enhancing recreation opportunities for daysers or campers; serving as steward of natural, historic and
cultural resources; overseeingnd 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.

1 Itis recommended that the PDA manage the -Ha@e campus area of Fort Worden and focuses on the
development of the Lifelong Learning Center. This includes:

r
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o0 Management of partners, programs, conferences and events, the recruitment of new learning
oriented partners toward the same; management of leases

o Management of and renovation of a range of accommodations options, including new
accommodations

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

o Marketing, sales and recruitment taxd building partner programs and fulfilling the Lifelong
Learning Center and financial sustainability

0 Assist in the fundraisintp complete the Building 202 renovation projezcs a multiuse college
center as the cornerstone capital project of the Lifejdrearning 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 withagement agreement

and a capital facilities planCapital repair and replacement initiatives will come from both public and
private soures. The study has identified $8fillion facility and infrastructure needs that will take
creative financing and fundraisingThis is anticipated to be shared betweenultiple parties with the

State retaining $85 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 andfuture 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.

Financial analysis concludes that the PDA can be financialisusédfining in théong run without ongoing
government subsidy, under the following conditions:

0 The PDA needs a starp 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 need# 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 Rarksder 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 investat#l operator to invest in the redevelopment of historic
building(s) to provide improved accommodations by its seventh.yBavenues from this concession
are important to the longerm financial health of the Lifelong Learning Center.

At its launch as ananagement partner, the PDA would employ betweenl1B0persons 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 stafgoyees.

An effective governance structure must be guided by anemagement policy board made up of Parks,
PDA and statevide representatives. The mix ensures both a regional and statewide perspective to guide
Fort Worden. This boardets broad policyfor Fort Worden State Park, and directs an Operations
Committee of Park and PDA managers.-f2aglay 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.
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Plan Overview

This plan overview provides some background and context for the plan, its intent and components, and key
findings.

FORTWORDEN; A COLORFUPAST ANIUNCERTAIRUTURE

Fort Worden was established by the United States Army in 1902 as a phe of '. ,
G ¢ NA Iy 3¢S cenfiguraiidn Mdtliree shore batteries (Fort Worden, Fort
Casey, and Fort Flagler) positioned to provide protection from a naval invasion
the Puget Sound reaching potentially to the Puget Sound Naval Shipyard
Bremerton, aswell as the cities of Seattle, Tacoma and Everett. Despite its_
preparedness, Fort Worden never fired a hostile shot and evolved to becomgss
predominantly a military training site. In 1953, the Fort was decommissioned as a
military base and in 1957 was sdiol the State of Washington to be used as a
juvenile detention facility.

Fort Worden operated as a juvenile facility from 1957 until 1971 when the site
gl a GNIyaFSNNBR (2 (GKS 2l aKiay3didzy { (8
I 2YYAAaaA2ye¢ (edasa stateSpark add dultuial center. Fort Worden
State Park opened in 1973, coinciding with the partnership initiative of
Washington State Arts Commission, the Office of the Superintendent o
Instruction, and the Commission that created Centrgran ats and education
organization designed to provide yesund programming at the park. This
partnership continues to this day, with great success in providing nationally ang
internationally renowned programs, as well as coordinating the management o
and dtracting additional partner organizations that operate at Fort Worden State
t I N] G2 O02YLX SYSyd /SydNHzyQa LINRINI Ya
usage.

Fort Worden has evolved into a lifelong learning center in many ways since its inceptiorBibyl&ffering diverse

and meaningful experiences to visitors of all ages, backgrounds, abilities and interests. This business plan is less
about achieving a lifelong learning center vision and more about outlining the parameters of a productive
managementpartnership between Washington State Parks and Recreation Commission and the Fort Worden

Public Development Authority. A management partnership that can reliably reduce the financial operating
0dzZNRSya 2F (GKS {dGFaGST FyR oudssYod fAdility andJinffag§rdcindis3re onfyk S { 4 |
partnership that is worthy of consideration.

INTENT OF THFRAN

It is important to note that theconsultantteam tasked with developing thBusiness and Management Pldoes

not have a stake or vestedtarest in whether the partnership between Washington State Parks and Recreation
Commission and the Fort Worden Public Development Authority comes into fruition. The primary intent of this
plan is to craft a reasonable, realistic, and tactical approachhifacilities, programs and visitor experiences of
Fort Worden State Park to be sustained over the long term for the sake of current and future residents of the State
of Washington. This plan begins to address the fundamental question of whether tieepstk system is able to
maintain the integrity of facilities and infrastructure at Fort Worden if not working in a productive and meaningful
partnership that protects the overall interests of the public. The ultimate challenge facing the State is how to
balance the long term health and viability of the site and its responsibility to Washington residents on the whole.

pros: -
consulting
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Essentially, the intent of this plan is to determine the business and financial requirements of an effective
management partnership thateF SOG A @St & NBRdAzOS& GKS { G § So@editimeg dnddzl £ 2 LIS
f SOSNIF 3Sa 2dziaARS Ay@SadySyd G2 LINRGSOG GKS f2y3 (SN
infrastructure. It is also intended to identify clear roles anesponsibilities of management partners at the park.

This plan was completed as directed by the Washington State Parks and Recreation Commission March 29, 2012
actions on Agenda Item-Eto develop a business plahat would detail how the Fort Worden Blic Development

ldzi K2NAG& o0aiKS t 5manage 6f 2hdzfpdik. Indadiitianl-irk tife 2012 & egiflativa budget

provioo was adoped for Fort Woden State Park that states:

G¢KAA LY akKbkff adzJdJ}2NI | yR dofgrande pl&Rdopdzhg stafeK S C 2 NI
parks and recreation commission in September 2008. The report shall include a business and governance

plan and supporting materials that provide options and recomme4ndations on thedamggovernance

of Fort Worden Sta park, including building maintenance and restoragion

Based on the direction of the Commission and Legislature, State Parks staff and PDA board representatives and

staff met in a tweday work session to review, discuss and decide on the managementoaedhgnce options to

be included in the plan. This review and discussion included reviewingvihgdvernance and management

options contained in the adopted 2008 plan. The parties agreed the scope of the business plan should evaluate

two options: (1) I LIKF &SR F LILINB I OK F2NJ (§KS LldizNUiRlén§ RarnthceMds RS @S 2
GAAA2Y FYR FAYFIYyOAlLffte adzaidlAylrotS 2LISNIrdA2yacds FyRT 0
the campus area of Fort Worden consistent witlethA F St 2 y 3 { SAppeldikg/IBm B7SAtirS ol Boét

Worden State ParkIN2 A RS& GKS o1 O1 INR dzy R R 2 Odzy $Vnieetifigh tReybudgeg NJ (i K S
proviso and results from the State Parks/PDA work session summarized dbsvienportant to acknowledge that

the parties agreed thathis is not a business plan for how State Parks can operate the park, or how State Parks

would operate the traditional functions of the park in a management partnership with the PDA.

H.EMENTS OF TREAN

This Business and Management Pléias been developed for the Fort Worden Public Development Authority
pertaining to the aspects of Fort Worden State Park operations it is most feasible for the PDA to manage in
partnership with Washington State Parksd Recreation Commission. The plan contains the following elements:

Business and

- Management
Operational Plan

and
Xﬁ;‘f‘i‘_s Management
Summary of Updgtel Analysis
Public and
Stakeholder
Input

KEYHNDINGS
There are numerous recommendations contained within this business and
management plan, with the most prominent findings summarized below and
on the following page.

Fort Worden Is Special and Unique in Many Ways
There have many examples of successful national and state parks that Fo
Worden has been compared to, even from its inception as a state park. Thé
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most notable of these include Fort Mason Center and ForteBak San Francisco, a part of the Golden Gate

National Recreation Area, and Asilomar State Park in Monterey, California. In both cases these are parks that are
operated as publiprivate partnerships, utilizing the strengths of both government agenaciesi to protect the

Lldzo f A 0Qa Ay GSNBaid it dnd Brprafil digarizatibng Best Ladhdd @lsistinaigly2 operate

business functions that are most appropriate or typical for private sector entities. Another park that has more

recently been compared to Fort Worden is Fort Vancouver National Historic Site in Vancouver, Washington. This is
LI N)] GKIFIG A& YIyFr3ISR 20SNrftf o0& GKS DblradAzylf tFN] |
including the Fort Vancouver NationaAH G 2 NA O ¢ NHza G0 6adKS ¢NMzadéov FyR GKS /A
is a cooperating association with the NPS and City that manages multiple facilities and operations at the park,
including retail, facility use, and facility renovation and depenent.

Fort Worden is among hundreds of public parks throughout the United States that are operated in partnership
with private nonprofit and forprofit entities, and has been operated this way since its inception as a state park
facility in 1973. A laracteristic that places Fort Worden in a class of parks with relatively few peers is the
magnitude of historic facilities esite for which the State of Washington carries the responsibility of long term
stewardship. What is also unique about Fort Warde that it is located within the incorporated boundaries of the

City of Port Townsend; it houses fifteen nonprofits and businesses, and; employs up to 200 local residents. In
addition, Port Townsend is recognized as a significant National Landmarls @andhajor tourist destination in
Washington State. Fort Worden is within a class of parks that has yet to develop a working management
partnership focused on assisting the state with the tremendous burden of-temmgy facility and operational
stewardship.Rather, the State of Washington has predominantly relied on partnerships at Fort Worden to provide
programming and visitor services, thereby generating traffic to the park for day and-chayltise. Eforts within

the last 1l yearsamong existing partns haveyielded significant resources for facility renovatiomcluding $45

million for renovation ofBuilding 202 allocated toPeninsula College and $1 million fraime Port Townsend
Marine Science Center for development of their exhibit buildi@ghertenants, such as the Port Townsend School

of Woodworking, Centrum and Madrona Mind and Body have made significant tenant improvements in the last
five years (Appendix Brort Worden Partners Tenant Data ShgeWhile substantial,iese efforts are institient

to support the longterm facility, infrastructureand maintenanceneedsof the paik.

¢KS {0GFGS 2F 21 aKAy3adzy /Fyy20 {dZFFAOASYyGfe& w
Fort Worden is a huge responsibility for the State, far more than most state pagkghere in the United States,

largely because the park features ovéA8000 square feet of facilities the majority of which are historic
structures. Over the last 30 years, staff of the Commission, including personsiieoat Fort Worden, has

worked tirelessly to identify and advocate for regular investment in the long term integrity of facilities and
infrastructure at the park through capital repair and renovation projects. These projects rarely are implemented in

their entirety, in a timely manneror at all due to the increased competition for limited public funding at the State

level and competing Legislative priorities. Currently, the historic facilities range from good to poor condition, with

most needing more work than the State can affordwmand in the near future. Based on existing visitation and

use, these facilities are deteriorating faster than the State can fund their upkeep.

Staff of the Commission has identified over $50,000,000 in capital needs at the park that should be addressed
within the next eight to 10 years, including the rehabilitation of multiple buildings to improve the quality and
safety of current and future use. Since 2003, the Commission has made over $305 million in capital requests from
the Legislature for facilityral infrastructure needs at Fort Worden, of which only $13 million has beenefiind
during these past 10 years, more than half of that to a single new builgihg CommonsTo compound this

issue the State Legislature has recently directed the Commissidormulate a plan that completely removes the
agency from any general fund appropriation support ag¥R013 ¢ an unusual mandate found in the United

r
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States. State Parks has recently engaged in significant labor and other operational reductiohss anticipated
additional reductions will be necessary in order to sustain the operational needs of the entire system. Discover
Pass revenues, intended to replace general funding appropriations, are substantially lower than projected thereby
increasingthe operational deficit of the agency. Fort Worden has been spared from most of these recent
reductions, but it is not expected for this trend to continue in future years as other parks in the system will also
need more financial resources to operate awdre for facilities than the State has the ability to provide.
Compounding decreases in state funding, the implementation of the Discover Pass at Fort Worden has sharply cut
into park visitation as reported by partner programonthly participation by as mch as55%, thereby further
reducing the ability of the site to generate revenues to support operating costs.

LG Aa y2G FSFarotS 2NI NSFIfAaAaGAO G2 FaadzyS GKFdG 3IAGBSY
investments at Fort Waten would materialize from state coffers in the next 10 years. = These circumstances,
while dire, do not dictate an inevitably dark future for Fort Worden. The State of Washington is faced with an
opportunity to engage an interested outside partner thigt a public agency to help share the burden and
responsibility with being a steward of Fort Worden for the long term.

State Parks Industry is Changing Nationally

Washington State Parks is not alone in the current circumstance of having more financaidiethan financial
resources to support them. State parks systems throughout the United States can be considered to be some of the
most threatened public park systems in our nation. This is attributed to the following circumstances that state
park systens uniquely face:

1. State parks, while they provide significantly more economic impact to local communities than national
parks, are not the quintessential iconic landmarks and monuments that are a part of National Park
System. Similarly, they do not haveettraditions, safeguards, and resources of the federal government
supporting them as do national parks.

2. State parks are typically not a part of our daily lives like local (city and county) parks often are. Nor do
state parks have historical precedence fimnovative funding support options that local park systems are
frequently utilizingsuch as dedicatedates taxes, tipping fees, franchise fees, greenway fees, and special
districts State Park systems are usually reliant on general fund support, earned revenues, and a small set
of other standard funding streams.

3. The true costs of maintaining high qualgitate parks is generally underestimated and misunderstood by
the general public and elected officials. State parks involve highly dispersed sites that are usually large
parcels with significant resource stewardship, public safety, and asset maintenequaieements. State
park facilities and infrastructure are usually aged and deteriorating more rapidly than state funds and
resources are able to keep up with, and have become the Achilles heel of the integrity of many state park
systems around the nation.

The current state subsidy or general fund support of Washington State Parks and Recreation Commission is
approximately $17.2 million, which equates to approximately $2.51 per resident every two years or $1.26 per

! Marine Science Center visitation data indicate the comparative monthly attendance evaloagintgly visitation

in the months after Discover Pass implementation with the most recent same month before implementation has
fallen by 25% on average, ranging from a3%decline in three of the 12 months (June, July, February),28%7
decline in fiveof the 12 months (March, January, August, September, November), a43%%4n three of the 12
months (April, May, December), and by a 55% decline in one of the 12 months (October). Coastal Artillery
Museum visitation data illustrates similar trends.
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resident per year. Residents of Washmmtcurrently pay three times more for a single gallon of gasoline than
they pay towards the operating costs of state parks in a year. Despite this meager cost per resident, state parks in
Washington and similarly across the country have been forced tohe more entrepreneurial in balancing their
public service mandates with creative solutions for servicing facility and infrastructure needs and keeping the
doors open on these public assets. The most common and successful solution state park sysmmsuarg are
responsible and productive partnerships.

Additionally, the market in which state park systems operate has become {rgpepetitive for the disposable

GAYS YR aLISYRAYy3d 2F OAaAG2NRO® Ly @2 Rl @tsportsiéagliesS i > adl
shopping malls, movies, video games, and many other social activities for the disposable time of potential visitors.

The combined pressures of reduced public funding and increased market competition have placed most state park
systems including Washington State Parks, in a difficult position of transforming themselves into smarter, more
nimble, and leaner forms of government.

A Sustainable GManagement Model is Feasible and Practical, and Already There

Since its beginning as a stapark in 1973, Fort Worden has been operating under the semblance of a co
management model. Fort Worden State Park was opened in tandem with Centrum, the statewide cultural
foundation, which was responsible for arts programming and conference manageriedy, there are fifteen
cultural and educational nonprofits and supporting businesses (e.g., food services and hospitality services) that
bring many visitors to the park to engage in a wide array of programs, events and activities. These partners also
provide tenant improvements and carry out maintenance responsibilities for the buildings they lease and occupy.
However, the historic integrity of Fort Worden as a public asset is deteriorating faster than the State can keep up
with it alone It is clear tlat the State is struggling to implement the concept of a lifelong learning center vision and
plans that was adopted by the Commission in 2008 and publicly supported throughout the planning process. Co
management is not a new thing at Fort Worden. Thd fhat the State has managed to operate a conference
center for this long without having to directly plan, develop and facilitate programming and a myriad of visitor
services orsite is the evidence of how eamanagement has worked at Fort Worden with theisting partner
organizations for the last four decades.

The only difference between the proposed-c@nagement model with the PDA and the status quo is that the
State can now engage a partner that is actually responsible and better tooled to coordihtte &inctions and
services that are outside the traditional roles, responsibilities and strengths of Washington State Parks and
Recreation Commission. This is a partner who can coordinate all the other partner organizations operatiag on
reducing he partner coordination responsibilities of the State from 16 agreements to only one. It is also a partner
who can legitimately seek and recruit appropriate outside investment from a blend of public and private sources to
support the ongoing and growingsts of maintaining high quality and safe public facilities at the park. Finally, it is
a partner with the organizational flexibility to operate aspects of the park that require more entrepreneurial
practices in areas in which the Staite restricted by

state law and regulations All of this can be done,

and has been proven successful in multiple examples

from around the United States, without losing the

value, accessibility, affordability, and quality of the

visitor experience and services to the public.

The important thing about any emanagement

model between the PDA and the Commission is a
clear division of responsibilities and clarified
expectations. Based on public and stakeholder input,

pros: -
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it is an unquestionable expectation that the State of Wastungnot only retain ownership of the park, but also
retain onsite management responsibilities for aspects that are most appropriate and affordable for the State to
perform. It is also evident that the PDA must implement a governance model that buikiddaally, regionally,

and statewide, and provides confidence to the Commission that the PDA is a reliable and financially viable partner.

Realistically, Fort Worden is behind the times in modernizing its management approach, especially with the
magnituce and diversity of facilities and services at the park. Most similar parks around the nation have long since
evolved into a partnered management model that allows complementary entities to synergistically combine their

strengths for the overall successdsustainability of this public treasurdt is not surprisingthat State Parks has

been directed by the Governor and the Legislature to embrace a more entrepreneurial model of operation. The
Governor addressed the Commission at its February 9, 2012imgestd challenged the Commission to:

GCKAY]l Fo2dzi t20Ff 3A2@SNYyYSyiliazr ¢gK2 YAIKG gtyd G2 |
LI NJ @ l'YR AT &2dz KIFI@S O2yFARSYOS (KIG GKS2QNB OF LJ
well beable to do that. And we should allow that to happen. Start looking at ourselves not as a parks
commission, but a set of entrepreneurs who are looking at a new way of doing business. Your job is to
YFEN)ySGP |, 2dzNJ 220 A& G2 Guuerddd wdile embrackd by the/pSaple & RS | G K |
a0 4SS 2F 2FakKAy3Id2y oé

Given the current and predictable future of funding constraints in the State of Washington, the Parks and
WSONBIFGA2Y [/ 2YYAaaArzys [S3Iratl (dzNB ve aendadeidaghdstidn th FFA OS>
answerc is the smartest course of action at Fort Worden to grow the responsibilities and financial burden of the

State, or to find a way to deliver the same or better service to the public, protect this great asset in a reiner

has not been possible up to now, and engage a partner who can share these burdens and responsibilities?

A Management Partnership with the Fort Worden Public Development Authority Can Work
ThisBusiness and Management Plparformed an intensive review of the existing operations, services, facilities,
and management model of Fort Worden State Park, as well as revisited the analyses and findings from the 2008
Business and Operating Plpartaining to the lifelong learning céer vision for the park. Additionally, this process
involved a detailed study of the management assumptions, desired outcomes, and financial implications of a
management partnership between the PDA and the Commission. Based on these analyses andmresjaluéti
determined such a management partnership that involves the campus area of Fort Worden can work.

The State can meet its objective of reducing its current operating subsidy while sustaining or even growing the
quality of the visitor experiencena the goal of further implementing the vision of Fort Worden as a Lifelong

[ SFNYyAYy3 /SyGadSN®» ¢KS t5!'s Fa GKS {aGFrdiSQa LINIYySNE Oy
facility maintenance, repair, renovation and redevelopment. The RiDAneet its objectives of financial viability

with the proper division of responsibilities that involves facility management, partner management, and service
responsibilities of the campus area within the parkssential to this successful management parship are

detailed agreements to come regarding roles and responsibilities, and capital facility renovation and repair.

Finally, and most importantly, this management partnership potentially provides the most realistic and reliable
opportunity for the Sate to remain a responsible steward of this great asset and public treasure so that current
and future generations of the public may continue to find the park an accessible, enjoyable, and a treasured public
asset.
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Summary of Public and Stakeholder luip

There has been substantial public and stakeholder involvement in the process and project since the October 2011
establishment of the PDA, including:

1 Monthly PDA board meetings, all with public comment
1 15 PDA presentations to regional civic and busitgesaps in 2012

1 Several public forums focusing public comment on the scope of the PDA's rolsapdiune and July)
andto date, three forums devoted to this 2012 draft pléaugust 23 & 29, Sept. 7)

1 Stakeholders: Two meetings with Fort Worden employsesgral meetings with other stakeholders
including Fort Worden Partners, Fort Worden Conservancy, Fort Worden Advisory Comititee.
business plan consultantsm conductedindividual stakeholder interviews.

1 Interviews with members and totate Parkstaff and memberof the Washington State Parks
Commission

1 All key documents and minutes provided through the fwpda.org website, and comments accepted from
the same.

1 The PDAas held threeadditional PDA public meetings to solicit public input and to rexdiemments
from OFM and an independent business plan consultant before the Draft Plan is forwarded to the
Commission for its review and consideration.

1 The PDA has scheduled several Draft Plan presentations to service club organizations (Chamber of
CommerceAAUW, Kiwanis, Jefferson County Higher Education Committee) and other Fort Worden key
stakeholders during the month of October.

The PDA and this process have greatly benefited from pingi¢ and suggestions, which have altered the PDA's
scope and sultantive elements of the project. The PDA has also expanded public participation opportimites
recent meetings offering public Q & A sessions for more detailed responses and has provided additional
opportunities for public comments

PUBLICCOMMENTS

This is a summary of key issues identified tlyloyublic and stakeholder inpubetailed public comments can be
found in the PDA meeting minutes found on its website vavw.fwpda.org These commentselow are
paraphragd, assimilar commentsvere made by many people in numerous public hearings and meetings:

1. Do not transfefee ownership ofll or part of Fort Worden State Park. It should always remain a State Park, for
the benefit of statewide residents and regionégitors.

2. Regarding the Lifelong Learning Center vision, createraacagement model that allowState Parks to do

what it does best¢ campground management, recreation, facilities management, resostewardship, law
enforcement;and the PDA to davhat it coulddo best¢ build programs and LLC participants through marketing,
coordination and conference management, facility management. Ensure the LLC and traditional Park can live
comfortably side by side.

3. Why can't State Parks staff do it all?aMtain public control. Protect public access and affordability so
opportunities for the general public are enhanced, not limited. Avoid "privatization" of park services and assets.
The park exists for the benefit of the public, not for the benefit of priyate business.

4. State Parks faces severe financial restrictions due to elimination of 80 percent of General Fund support,
elimination of over 100 jobs, removal of previous Fort Worden State Park manager due to 'bumping.' Limitations of
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Discover Pass in terms of revenue and specific application to Fort Worden in light of partner issues are now
obvious.

5. Partner organizations that provide educational opportunities are central to the past 30 years at Fort Worden,
and to the Lifelong Lening Center vision. Help partner organizations enhance programming that brings more
people to Fort Worden, especially during the cold months. -@eer or fiveyear leases are too short. Lease
agreements should take facility quality and further contribngoto Fort Worden into account. More organized
marketing, coordination and conference management can assist all organizations, existing and new.

6. This PDA may not be the right partner entity. The PDA is a subdivision of the City of Port Townsand; initi
members were appointed without an interest in regional representation. Membership and direction of the PDA
can be changed by the City with minimal outside review or input. Protection against the PDA veering in an
unacceptable direction could come fromone regional representation, greater influence by the Parks Commission,
and/or a solid cemanagement arrangement in which State Parks maintains a leading role.

7. The PDA may be the right entity. It is a public agency; its meetings and records are diperptdlic, an
advantage over a noprofit organization A PDA is able to raigwivate funds from sources that government
agencies cannot do, and it is ideadlyited to secure andgenerate historic tax credits. It has limited powers (it
cannot tax, it annot utilize eminent domain) but it can issue bonds based on revenue streams and enter irto inter
local agreements. Current membershipsed on skills and experience necessary for implementation of a Lifelong
Learning Center, and balanced to create apable organization to launch this project.

8. The Washington Federation of State Employees has expressed concerns about future employment, benefits and
employee rights. The union has directly questioned the appropriateness of the Lifelong Learningv3eneas it

may be contrary to a park’s central role of public access and recreation. The union has questioned the motives of
the PDA.It has questioned the lease rates of partner organizations. has also asserted thathe public
involvement processf the PDA habeen difficult, and that the union has not been adequately consulted.

9. There is a substantial challenge to be-seltaining. Specifics of the business plan have been slow in coming,
and thus it has been difficult to assess whether théRRan become financially selfistaining, whether it can carry

out the LLC vision, and whether it will be financially capable to survive legal or financial challenges ahead. There is
no guarantee that a financially weak PDA will find subsidy fstate orlocal governments.
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Market Analysis Update

A component of thiBusiness and Management Plaas to provide an update to the market analysis performed
in the 2008Long Range Development Pleompleted for Fort Worden. This analysis includes a review of the
following:

1. Visitation
2. Local and regional market analysis
3. Core program requirements

VISITATION

Visitation to Fort Worden State Park has remained fairly constant over the last 10 ye@2s¢(2011), with the
exception of notable decreases in recent visitatidaly 2011 to presengjue to complications with the Discover

Pass impacting participation in programs and services provided by partner organizations operasitg ofhe

table andgraph below illustrates annual visitation to Fort Worden (not including camping), as well as average
monthly visitation (not including camping). This data does not include camping attendance as this is only an
analysis of visitation to the portions ofdlsite being considered for partnered management with the PDA, and is
missing data from 2008.

vear  Conference Day Use Total Annual o, change fron
Attendance 4 Visitation previous Year
(not including camping)
2011 52,034 1,134,174 1,187,066 -8%
2010 57,845 1,238,285 1,296,837 1%
2009 57,354 1,225,188 1,283,625 5%
2007 66,689 1,142,695 1,227,563 -2%
2006 72,495 1,165,125 1,254,448 -12%
2005 69,598 1,342,288 1,428,951 4%
2004 69,441 1,291,804 1,379,977 10%
2003 66,789 1,166,088 1,254,437 -1%
2002 75,358 1,161,136 1,268,430
Fort Worden State Park Average Monthly Visitation: 2002 - 2011
210,000 -
190,000 R _195.081
170,000
150,800 / \ 162,252
150,000 Note:
/ \ Average monthly visitation has been
130,000 calculated forthe campus area only,
11445% \115 — not including camping. Thisincludes
110,000 - conference attendance, day use,
\ moorage, andvisitorsto the
90,000 93,841 Marine Science Center.
70.000 75,217
’ e 63,195
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The trends detailed below can be derived from this visitation data.

1 Visitation has remained fairly flat over the last 10 years, with the largest fluctustbccurring in
2004/2005 based on special events held during those years, and in 2011 coinciding with the
implementation of the Discover Pa&s.

1 Conference attendance has steadillen over the last 10 yearsexcept in 2006 but by as much as 31%
since 2002.

1 Day use accounts for the vast majority of visitation to Fort Worden.

9 Visitation to Fort Worden is highly seasonal, with the following major periods:
o0 Peak seasonjuneg August
o0 Shoulder seasondvlarch¢ May & Septembeg October
0 Low seasonNovemberg February

Not shown here is caping attendance which is consistently between 45,000 and 50,000 visitors annually, with the
highest annual camping attendance over the last 10 years being 50,348 in 2009, and the lowesb@88gi
2002.

LOCAL ANIBREGIONAMARKETANALYSIS

Fort Worden is in a relatively remote location, being approximageiyo (2) hour drive from any major population
center. Additionally, due to the constraints of the location it is somewhat complicategetdo the Park, as
visitors must drive around the south end of Rtigsound or cross Puget Sound via one of four ferry crossings
SeattleBainbridge, Seattli®remerton, Edmond&ingston, MukilteeClinton (then Coupevill®ort Townsend)It
should be notd that a touristoriented passenger ferry between downtown Seattle and Port Townsend is
scheduled to begin service as early as spring of 2013. The ferry service will reduce travel times and is geared to
expanding visitor travel opportunities to Port Tovemsl during the shoulder seasonAsa result, this analysis
reviews market characteristics and profiles in three seraigEas 60 miles, 120 miles and 300 mildisect radius
from Fort Worden State Park. The descriptions and findings that follow desodbeet traits of the population
within these service territories to better shape and plan future programs and services at the Park.

This analysis provides an understanding of the population of the Fort Worden State Park service area and its target
market. This analysis demonstrates the overall size of the total population by specific age segment, race and
ethnicity, and the overall economic status and spending power of the residents through household income
statistics, as well as actual recreation expémdis. The detailed findings of this analysis are providedppendix

A of this report.

Based on the findings of the market analysis, recommended core program requirements have been developed as
detailed below.

COREPROGRAMREQUIREMENTS

The evaluation ofmonthly and annual visitation, as well as visitation patterns by type (day use, conference,
camping, etc.) indicates trends that are relevant for determining priorities for improving overall performance and
financial sustainability of Fort Worden. ThsssSupported by the findings from the local and regional market

% The visitation data provided by the Coastal Artillery Museum and Marine Science Center indicate that visitation
and program participation has dropped between-28% on average in 2011 from 2010, reported to be related to
the implementation of the Discovéd?ass.
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analysis which reinforce that the local and regional markets within both 60, 120 and 300 miles are demographically
well suited to many of the programs and events held at the park, and feahsestonomic capacity that can
support the cost of the Fort Worden experience.

The following priorities are identified based on the evaluation and analysis of this compilation of data:

1. The appeal of conferences and events that generate overnight stays prowed accommodations
appears to have waned over the last 10 years. Programs and services that are targeted at recapturing
visitation rates enjoyed in the period of 20@22004, as well as improving on those rates if possible are
critical for increasingavenues at the park.

2. Day use remains the largest component of visitation to the park and should continue to be a priority for
programs and amenities, predominantly related to the following two factors:

a. Events and programs at the park in which visitars either coming in for the day, or staying in
other accommodations in the area.

b. The recreational attributes of the park that appeal to spiided, day users (i.e. trails, beach,
recreational fields, etc.).

3. Improved overnight accommodations must apptah broad segment of the population including diverse
interests, skills, abilities, preferences, and financial capacity. This indicates that accommodations should
include those that are affordable for groups of various levels of purchasing power, agpgaboth small
and large families, and appealing to individual and small group leisure travelers.

4. One of the most efficient ways in which the financial performance of Fort Worden can be improved is to
focus on lengthening the stay of current overnigfgitors in improved accommodations. By encouraging
and supporting longer stays through incentivized promotions, programs, events, and-added
services, revenues can improve dramatically without increasing traffic to the site and incurring the
marketing costs of attracting new visitors.

5. Another advisable strategy for improving the financial performance of the park is to focus on increasing
overnight visitation during the shoulder and low seasons. Visitation during the peak season is already
substantl € FyR fA1Ste& OlFlyy2id 06S AYyONBlIaSR gAlK2dzi (KN
Visitation during the low and shoulder seasons, however, can be significantly improved through providing
pricing incentives, programs, events, and creative packagin

Additional performance improvement strategies identified in the 2008 Long Range Development Plan remain
relevant for Fort Worden and the potential partnership between the PDA and the Commission. These strategies
are provided inPAppendix Bof this report.
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