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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 the Commission, the PDA, Fort Worden State Park, the
public it serves, and the kibng Learning Center mission adopted by Parks. Conditions for success
include close cooperation in policy, management and operations; clear division of roles and
responsibilitiesa 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 agreements that detail capital facilities priorities for
the PDA to pursue its enterige 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
concurrently with Centrum in 1973 as a center for artistic and cultural educafltrat 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 that is not operating under a management
partnership that more successfully suppdrt G KS {GFdSQa oAt AdGe Gad Yyl 3aSs
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 stewardsd
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 acted on a fguar extensive public process that Fort Worden should not be
managedas a traditional state park. The Commission approveBuainess and Operating Plahat
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 2GL®erkin 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 tifelang Learning Center mission see it
realized without a substantial ongoing subsidy from Pafitss 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 andefferson County. The events and
accommodations at the park bring over 1,000,000twisi 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.

1 In sum, it is recommended that the Commission continues to own-a&34 Fort Worden and be
responsible for its overall management. Parks will focus ontréiditional strengths: managing the
campgrounds; enhancing recreation opportunities for degrs or campers; serving as steward of
natural, historic and cultural resources; overseeing and supporting facility and infrastructure repair and
maintenance; proiding 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 -Hae campus area of Fort Worden and focuses on the
development of the Lifeing 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

0o Management of and renovation of a range of accommodations options, dimgu new
accommodations

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

o Marketing, sales and recruitment toward building partner programs and fulfilling the Lifelong
Learning Ceter and financial sustainability

0 Assist in the fundraising to complete the Building 202 renovation pr@sc multiuse college
center as the cornerstone capital project of the Lifelong Learning Center.

Sustaining and improving the historic facilitielsFmrt 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 pubind
private soures. The study has identified $8fillion facility and infrastructure needs that will take
creative financing and fundraisingThis is anticipated to be shared between multiple parties with the
State retaining $85 million in capital fading 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 concludethat 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 evidieraqugh improvements in the

mix and quality of accommodations, which must be a priority of the PDA.

Financial analysis concludes that the PDA can be financialijusgdfining in the long run without ongoing
government subsidy, under the following cotidns:

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 needs to raise $300,000 to mobilize resources prior to any transiticsodadinated
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 cagmound 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 providemproved accommodations by its seventh ye&evenues from this concession
are important to the longerm financial health of the Lifelong Learning Center.

At its launch as a management partner, the PDA would employ betweelb Jfersons 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 anemagement plicy 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 policy for Fort Worden State Park, and directs an Operations
Committee of Park and PDAamagers. Dajyo-day operations are guided by a management agreement.

The City of Port Townsend has no {s&t financial obligation to subsidize the PDA. The management
agreement will include provisions for close monitoring of the PDA toward its prograinfiaancial
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 ferplan, its intent and components, and key
findings.

FORTWORDEN; A COLORFUPAST ANIUNCERTAIRUTURE
Fort Worden was established by the United States Army in 1902 as a part of the
G ¢ NA Iy 3 fcS céenfiguraiidn Mdtliree shore batteries (Fort Werd Fort
Casey, and Fort Flagler) positioned to provide protection from a naval invasion g
the Puget Sound reaching potentially to the Puget Sound Naval Shipyard
Bremerton, as well as the cities of Seattle, Tacoma and Everett. Despite its,
preparedness Fort Worden never fired a hostile shot and evolved to become
predominantly a military training site. In 1953, the Fort was decommissioned as a
military base and in 1957 was sold to the State of Washington to be used as a
juvenile detention facility.

Fat Worden operated as a juvenile facility from 1957 until 1971 when the site
ga GNIYyAaFTFSNNBR G2 (G(KS 2Fakay3adzy {i
I/ 2YYAaaArzyeéo G2 060S 2LISNXrGSR lFa I+ ad
State Park opened in X8, coinciding with the partnership initiative of

Washington State Arts Commission, the Office of the Superintendent o
Instruction, and the Commission that created Centrgran arts and education
organization designed to provide yesund programming atthe park. This
partnership continues to this day, with great success in providing nationally and
internationally renowned programs, as well as coordinating the management of
and attracting additional partner organizations that operate at Fort Worden State
t I N] G2 O02YLX SYSyd /SydaNHzyQa LINRINI Ya
usage.

F'yR aSNIWAOSa:z
Fort Worden has evolved into a lifelong learning center in many ways since its inception in 1973 by offering diverse
and meaningful experiences to visitors of all ageskigeounds, abilities and interests. This business plan is less
about achieving a lifelong learning center vision and more about outlining the parameters of a productive
management partnership between Washington State Parks and Recreation CommissioneaRdrttANVorden

Public Development Authority. A management partnership that can reliably reduce the financial operating
0dzZNRSya 2F (GKS {dGFrGdST FyR FdzaAYSydG 2N £t SGSNIF IS (GKS
partnership that is wortly of consideration.

INTENT OF THFRAN

It is important to note that the project team tasked with developing tBissiness and Management Pldaes not

have a stake or vested interest 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 approach for the facilities, programs and visitor experiences of
Fort Worden State Park foe 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 the state park system is able to
maintain the integrity of facilities and infrastrugtl 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 responsibdlit/ashington 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
YEYEF3ASYSyd LI NIYSNBKAL GKFG STFSOGAGBSt e NORGr@&rd G KS {
f SOSNIF 3Sa 2dziaARS Ay@SadySyd G2 LINRGSOG GKS f2y3 (SN
infrastructure. It is also intended to identify clear roles and responsibilities of management partners at the park.

This plan was completeds directedby the Washington State Parks and Recreation Commission March 29, 2012

actions on Agenda ItemEto develop a business plamat would detail how the Fort Worden Public 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 adzJJ2NI | yR 0 S-rande pl&Rdopdzhg stafeK S C 2 NI
parks and recreation commission in Septen2@08. The report shall include a business and governance

plan and supporting materials that provide options and recomme4ndations on thedamggovernance

of Fort Worden State park, including building maintenance and restogation

Based on the directionf 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 management and governance options to

be included in the plan. This review and discussion detlureviewing the four governance and management

options contained in the adopted 2008 plan. The parties agreed the scope of the business plan should evaluate
Gg2 2LIA2yayYy om0 al LIKFASR | LIWNERI OK ¥ #feldngidarfinglckeidd J2 3 Sa 2
GAAAZ2Y FYR FAYFIYyOAlLffte adzZadlAylrotS 2LISNIidA2yacds FyRT @
the campus area of Fort Worden consistent with thés T St 2 y 3  SThiNd Aoy adbush&sy plad fedthéw

State Parksan 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 Plaéias been developed for the Fort Worden Public Development Authori
pertaining to the aspects of Fort Worden State Park operations it is most feasible for the PDA to manage in
partnership with Washington State Parks and Recreation Commission. The plan contains the following elements:

£ Business and
- Management
Operational Plan

+ 1land -
Xlarlret. | Management
Summary of Ugﬁgfés Analysis
Public and
Stakeholder
Input

KEYHNDINGS
There are numeros 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 states phat Fort
Worden has been compared to, even from its inception as a state park. Thg
most notable of these include Fort Mason Center and Fort Baker in Sa
Francisco, a part of the Golden Gate National Recreation Area, and Asilomag
State Park in Monteng California. In both cases these are parks that are
operated as publiprivate partnerships, utilizing the strengths of both
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IJ2@SNYYSyid 13SyOASa AyidSyd G2 LINRGSOG -pific 8nd fagadfit A OQa Ay
organizations bagsooled to sustainably 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. #hi& | LJ NJ GKIF G A& YIylFr3ISR 2@3SNIff 068
AY O22NRAYIFIGAZ2Y GAGK ydzYSNRdza LI NIYySNE AyOfdzRAy3a (GKS C
[ AGe 2F 1 yO02dz@SN) 60aiGKS [/ A erdwitbthe NP$S d&Citg tNaizdaitages &nultiple O 2 2 LIS
facilities and operations at the park, including retail, facility use, and facility renovation and development.

Fort Worden is among hundreds of public parks throughout the United States that are operatedtrierphip

with private nonprofit and forprofit entities, and has been operated this way since its inception as a state park
facility in 1973. A characteristic that places Fort Worden in a class of parks with relatively few peers is the
magnitude of hiwric facilities onsite for which the State of Washington carries the responsibility of long term
stewardship. What is also unique about Fort Worden is that it is located within the incorporated boundaries of the
City of Port Townsend; it houses fifte@onprofits and businesses, and; employs up to 200 local residents. In
addition, Port Townsend is recognized as a significant National Landmark and is a major tourist destination in
Washington State. Fort Worden is within a class of parks that has ydewelop 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
progranming and visitor services, thereby generating traffic to the park for day and-daytuse. Eforts within

the last 10 yearamongexisting partnerships hawadeldedsignificant resources for facility renovatiomcluding $4

million for renovation of bildings utilized by Peninsula College and $1 million from Port Townsend Marine Science
Center for development of their exhibit building. While substantiagse efforts are insufficient to support the
longterm facility, infrastructureand operationaheedsof the pak.

¢KS {01308 2F 2t akKAay3ad2y /lyy2i {dFFAOASyGte w
Fort Worden is a huge responsibility for the State, far more than most state parks anywhere 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 persorwsitiecat Fort Worden, has

worked tirelessly to identify and advocate for regular investment in the long teregrity of facilities and

infrastructure at the park through capital repair and renovation projects. These projects rarely are implemented in

their entirety, in a timely manner, or at all due to the increased competition for limited public fundingcbtéite

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

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

use, these factiies 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 multipleldings 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 facility and infrastructure needs at Fort Worden, of which only $13 million has etmgfu

during these past 10 years, more than half of that to a single new builgihg CommonsTo compound this
issuethe State Legislature has recently directed the Commission to formulate a plan that completely removes the
agency from any general furappropriation support as oFY2013¢ an unusual mandate found anywhere in the
United States. State Parks has recently engaged in significant labor and other operational reductions, and it is
anticipated additional reductions will be necessary in ordestistain the operational needs of the entire system.
Discover Pass revenues, intended to replace general funding appropriations, are substantially lower than projected
thereby increasing the operational deficit of the agency. Fort Worden has been sppaneanost 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

r
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need more financial resources to operate and care for facilities than the State has the ability to provide.
Conpounding decreases in state funding, the implementation of the Discover Pass at Fort Worden has sharply cut
into park visitation ageported by partner progranmonthly participation by as much a85%, thereby further
reducing the ability of the site to gerate revenues to support operating costs.

LG Aa y2G FSIFaroftS 2NINBFItAAaGAO G2 aadzyS GKIFG 3IABSy
investments at Fort Worden would materialize from state coffers in the next 10 yeartiese Tircumstances,

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 that is a fellow public agency to help share the burden and
responsibiliy 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 financial demands than financial
resources to support them. State padisstems 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 systems uniquely face:

1. State parks, while they provide signifithnmore 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 have the traditions, safeguards, and resources of the federahgae
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 systesmne
frequently utilizingsuch as dedicated sales 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 stream

3. The true costs of maintaining high quality state 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 stewdghip, public safety, and asset maintenance requirements. 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 int#grigny 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 orpt.26
resident per year. Residents of Washington currently 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 sindtly across the country have been forced to become more entrepreneurial in balancing their
public service mandates with creative solutions for servicing facility and infrastructure needs and keeping the

! Marine Science Center visitation data indicate toenparativemonthly attendanceevaluating monthly visitation

in the monthsafter Discover Pass implementation with the most recent same month before implementagion
fallenby 25% on average, ranging from a-3% decline in three of the 12 months (June, July, February),28%7
decline in five of the 12 months (March, Januakygust, September, November), a 349 in 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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doors open on these public assets. The most commmhsaiccessful solution state park systems are pursuing are
responsible and productive partnerships.

Additionally, the market in which state park systems operate has become {ogpepetitive for the disposable
GAYS YR aLISYyRAYy3 2 &, stk gaiksirdubtEompete wigh yauth Rrid &dits spwtts dgues,
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 mamkgteatition 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, ahideady There

Since its beginning as a state park 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 farts programming and conference management. Today, 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 prograwents and activities. These partners also
provide tenant improvements and carry out maintenance responsibilities for the buildings they lease and occupy.
However, the historiéntegrity of Fort Worden as a public asset is deteriorating faster than tae $an keep up

with it alone. It is clear that 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
managemat is not a new thing at Fort Worden. The fact that 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 the existing partner
organizations for the last four decades.

The only difference between the proposed-cmnagement model with the PDA and the status quo is that the
State can now engage a partner that is actuedlgponsible and better tooled to coordinate all the functions 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 otheeparganizations operating esite,
reducing the 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 anceuates to
support the ongoing and growing costs 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
practicesin areas in which the Statis restricted by state law and regulationgll 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 theisitor 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, it is an
unquedionable expectation that the State of
Washington not only retain ownership of the park, but
also retain orsite management responsibilities for
aspects that are most appropriate and affordable for
the State to perform. It is also evident that the PDA
mug implement a governance model that builds trust
locally, regionally, and statewide, and provides

pros: -
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confidence to the Commission that the PDA is a reliable and financially viable partner.

Realistically, Fort Worden is behind the times in modernizing itsagament approach, especially with the
magnitude 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 synergisticallyneothbir
strengths for the overall success and sustainability of this public treasN. surprising, State Parks has been
directed by the Governor and the Legislature to embrace a more entrepreneurial model of operation. The
Governor addressed the Canission at its February 9, 2012 meeting and challenged the Commission to:

GCKAY]l Fo2dzi t20Ff 3A2@SNYYSyiliazr ¢gK2 YAIKG grtyd G2 |
LI NJ @ l'YR AT @&2dz KIFI @S 02y ¥FARSY O&cointabld) they &/ &eyNBE O LJI
well be able 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 hew way of doing business. Your job is to
market. Yourjobig 2 O2YS dzlJ ¢AGK | ySg ARSI GKFGdQa dzyAljdzS I
a0 4SS 2F 2FakKAy3Id2y oé

Given the current and predictable future of funding constraints in the State of Washington, the Parks and
WSONBIGA2Y [/ 2YYAaaA x\Fice,[afdIdsidents stadeNBeshavD & fArkiaiemaNduestion to
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 putatect this great asset in a manner that

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 ManagemePlanperformed 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 leaning center 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 analysgalaatibns, it is
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 expeence and the goal of further implementing the vision of Fort Worden as a Lifelong

[ SFNYyAYy3 /SyGadSN®» ¢KS t5!'x Fa GKS {dGFrdiSQa LINIYySNE Oy
facility maintenance, repair, renovation and redevelopmenhe PDA can meet 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 managarh partnership 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 State 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 Stakeluter Input

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 anginess groups 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 Wordenptoyees; several 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 toBtateParksstaff 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 amdaview comments
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
GCommerce, AAUW, Kiwanidefferson 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
scopeand substantive elements of the project. The PDA has also expanded public participation opportuiitsies
recent meetings offering public Q & A sessions for more detailed responses and has provided additional
opportunities for public comments

OVERALEINDINGS

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 websitevatw.fwpda.org.These comments are parased, as
they were 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 regional visitors.

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 do what @ould do bestg 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? Maintainbpa 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 any privagrass.

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 termd oevenue 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 Learning Center vision. fHpartner 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 contributions to Fort Worden iotmant. 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 Townsend; initial
members were appoint 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 from more regional represeatatgreater 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; it's meetings and records are open to the public, an
advantaye over a norprofit 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 cannot utilize eminentbodnain) but it can issue bonds based on revenue streams and enter inte inter
local agreements. Current membershipsed on skills and experience necessary for implementation of a Lifelong
Learning Center, anid balanced to create a capable organizatiomatanch 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 Learning Center vision as it
may be catrary 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 diffcult, 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 the PDA can become finaseiédlustaining, 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 or local 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 yearsg(20Q2), with the
exception of notable decreases in recent visitatidoly 2011 to prsent)due to complications with the Discover

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

table and graph below illustrates annual visitation to Fort Worden (not including camping), bassaverage
monthly visitation (not including camping). This data does not include camping attendance as this is only an
analysis of visitation to the portions of the site being considered for partnered management with the PDA, and is
missing data from @08.

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
50, ODO T T T T T T T T T T T 1
Jan Mar May Jul Sep MNov
Month
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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 fluctuations occurring in
2004/2005 based on special events held during those years, and in 2@ibtiding with the
implementation of the Discover Pa&s.

1 Conference attendance has steadily fallen over the last 10 years, by as much as 31% since 2002.
1 Day use accounts for the vast majority of visitation to Fort Worden.

1 Visitation to Fort Worden isighly seasonal, with the following major periods:
0 Peak seasonjuneg August
o Shoulder seasongviarch¢ May & Septembeg October
0 Low seasonNovemberg February

Not shown here is caping attendance which is consistently between 45,000 and 50,000 ngsitmually, with the
highest annual camping attendance over the last 10 years being 50,348 in 2009, and the lowest being 45,088 in
2002.

LOCAL ANIBREGIONAMARKETANALYSIS

Fort Worden is in a relatively remote location, being approximadeiyo (2) hourdrive from any major population
center. Additionally, due to the constraints of the location it is somewhat complicated to get to the Park, as
visitors must drive around the south end of Rugound or cross Puget Sound via one of four ferry crossings
Seattle-Bainbridge, Seatti®remerton, Edmond&ingston, MukilteeClinton (then Coupevill®ort Townsend)lt
should be noted that a touristriented passenger ferry between downtown Seattle and Port Townsend is
scheduled to begin service as early as spah8013. The ferry service will reduce travel times and is geared to
expanding visitor travel opportunities to Port Townsend during the shoulder seasora résult, this analysis
reviews market characteristics and profiles in three serdiemas 60 mies, 120 miles and 300 milelrect radius

from Fort Worden State Park. The descriptions and findings that follow describe market 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 emomic status and spending power of the residents through household income
statistics, as well as actual recreation expendituréhe detailed findings of this analysis are provideAppendix

A of this report.

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

COREPROGRAMREQUIREMENTS

The evaluation of monthly and annual visitation, as well as visitation patterns by type (day use, conference,
camping, etc.) indicates trends that arelevant for determining priorities for improving overall performance and
financial sustainability of Fort Worden. This is supported by the findings from the local and regional market
analysis which reinforce that the local and regional markets withih 66, 120 and 300 miles are demographically

% The visitation data provided by theo@stal 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 Discover Pass.
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well suited to many of the programs and events held at the park, and feature the economic capacity that can
support the cost of the Fort Worden experience.

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

1. The appeal of conferences and events that generate overnight stays in improved 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 20022004, as well as improving on those rates if possible are
critical for increasing revenues at the park.

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

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

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

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

4. One of the most efficient ways iwhich the financial performance of Fort Worden can be improved is to
focus on lengthening the stay of current overnight visitors in improved accommodations. By encouraging
and supporting longer stays through incentivized promotions, programs, events,vahgtadded
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 reasimy
overnight visitation during the shoulder and low seasons. Visitation during the peak season is already
ddzoadlyidalt FYyR tfA1Ste OFryy2id 6S AyONBlFIaSR gAlK2dz
Visitation during the low and shoulder sems, however, can be significantly improved through providing
pricing incentives, programs, events, and creative packaging.

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

Operations and Management Analysis

The operations and management analysis is an evaluation of current operations at Foen\Biede Park that are
relevant to the potential management partnership between the PDA and the Commission.

QLASSIFICATION 8ERVICES

A major component for developing a wslructured management partnership between the PDA and the
Commission is to evadite the services and functions of Washington State Parks and Recreation performed and
delivered at Fort Worden in relation to the legal and statutory obligations of the agencies, and the fulfillment of
public interests and trust at the site. The culmioatof this analysis is a classification system for the services and
functions of the Commission that reflect the statutory obligations of the agency, the support functions performed,
and the valueadded services that enrich both the visitor experience gederate earned revenues in mission
aligned ways to help support operating costs. Based on their classifications, intended purpose, and benefits
provided, appropriate expectations for how the PDA supports the Commission can be assigned to each skrvice an
function, as well as identification for how the costs of these services are most appropriately supported.

Program and service classification is importanfiaancial performancdcost recovery) goals are established for

each category of services thate linked to the recommendations and strategieslda A § SQa odzaAy Saa Lk
classifications should be sorted to correspond with cost recovery expectations defined for each category. In this
section of its business plan, each site will assign spexitt recovery targets for each program or service that align

with these expectations.

Foundational Concept

It FaaAFTeAyad aSNBAOSa Aad |y AYLRNIFYyd LINROSaa F2N +y |
interests and needs, the mission thie organization, and to sustainably operate within the bounds of the financial

resources that support it. The criteria utilized and recommended in service classification stems from the
foundation concept detailed by Drs. John Crompton and Charles Lrarh®86. InMarketing Government and

Social Serviceghey purport that programs should be evaluated on the criteria of type, of who benefits, and of

who bears the cost of the program. This is illustrated below.

oEssential service
Type of wimportant serwce.
SN WValueadded service

GAll the public
windividuals who participate benefit but all members of community benefit somehow
awindividual who patrticipates

4

¥ he public through the tax system, no user charges
awindividual users pay patrtial costs
windividual users pay full costs

® Marketing Government & SocigkrvicesJohn Crompton and Charles Lamb, 1986

pros: -
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The approach taken in this gext expands on this, classifying services by the following:

1 For the whom the program is targeted
1 For what purpose

1 For what benefits

1 For what cost

The relationship of public subsidy or funding support for different classifications of services is denszhBtrite
graph below. As public subsidy supporting the costs of services reduces, it is expected that these services would
rely more on revenue generation to support reliable quality service delivery.

Appropriate Public Financial Support by Types of Services
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Value Added Services Important Services Essential Services

The service classification matrix on tf@lowing page was developed as a guide for classifying services and how

GKIG LINPINIY ySSRa (G2 0SS YIylF3aSRed 9aiGlotAakKAaAy3d Ot NRFA
{SNBAOS¢> YR a+lkfdzS ! RRSR {akeNd@larasShetterlindergidndiry af wiykasd I 3 Sy O
how to manage each program area as it applies to its public value and private value. Additionally, the effectiveness

of the criteria linkage to performance management expectations relies on the true cost afapregdirect and

indirect cost) being identified. Where a program falls within this matrix can help to determine the most
appropriate cost recovery rate that should be pursued and measured. This includes being able to determine what

level of public benef exists and what level of private benefit exists as it applies to each program area. Public

0SYSTAU Aa RSAONROSR lFazX aSOSNE2yS NBOSA@Sa GKS alys
RSEONAXGSR Fazr adKS dza Shhve NEBROS deeibtaxyeOreodived BrStheid Es@dd A G
0SYySTAlLE ®
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Public interest or
developmental
importance as well as
mandated by law

Financial sustainability

Benefitsqi.e. health,
safety, and protection
of a valuable asset.

Competition in the
market

Access

ESSENTIAL SERVIC

High Public Expectation

Free, Nominal or Fee
Tailored to Public Needs

Requires
Public Funding

Substantial Public
Benefit (negative
consequence if not
provided)

Limited or No
Alternative Providers

Open Access by All

IMPORTANT SERVIC

High Public Expectation

Fees Cover Some Direcl
Costs

Requires a Balance of
Public Funding and a Cog
Recovery Target

Public and Individual
Benefit

Alternative Providers
Unable to meet Demand
or Need

Open Access / Limited
Access to Specific Users

VALUEADDED
SERVICES

HighIndividual and
Interest Group
Expectation

Fees Cover Modbirect
and Indirect Costs

Some Public Funding a|
Appropriate

Primarily Individual
Benefit

Alternative Providers
Readily Available

Limited Acces$o
Specific Users
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Fort Worden State Park Business and Management Plan

Definitions and Evaluation Criteria

The recommended definitions and criteria that follow were developed based on extensive and similar work
conducted in multiple state park systems including Washington, California, Arizona, Oklahexaa, Kentucky,
Georgia and Maryland within the last five years. Additionally, Legislative statutes, policy mandates, and existing
contractual and legal obligations of the Commission at Fort Worden were reviewed and taken into consideration in
the process of creating these definitions and criteria.

Essential Service (Provides the Broadest Public Benefit)

Definition: Essential services are those programs, services and facilitiesht@a€Commissiormust

provide and are essenti@h order to capably marge and operate thd-ort Worden State Park The
FIAfdzZNB G2 LINPOGARS |y SaaSyidiart &ASNBAOS i Fy IR
legal and mandated responsibilities and would produce significant negative consequences for the
natural, cultural and historic resources and public us¢hefsite

Criteria (most or all must apply):

1. The Department is mandated by law, statutory requirement or is contractually obligated by agreement to
provide the service.

2. The service is essential to proteng and supporting public health and safety.

3. The service directly preserves, protects and maintains valudbleshington State Park System
infrastructure at Fort Worden the integrity of natural, cultural and historic resources; apdblic
understandingand knowledge of those resourcand their valueat an appropriate and acceptable level.

Important Service (Provides both Public and Private Benefit)

Definition: Important services are those programs, services and facilitiesttiea€Commissiorshould povide and
areimportant to both managing and operating Fort Worden State Rarl effectively serving State residents and
visitors. Providing important services expands or enhances/tleY Y A a abilig yopéovide and sustain
essential services. Impant services preserve, protect and enhance natural, cultural and historic resources and
the visitor experience. Important services provide both a public benefit as well as an individual benefit to the
visitor.

Criteria (most or all must apply):
1. The sevice expands, enhances or supports essential services in protecting and maintaining valuable
WashingtonState ParkSystem assetsat Fort Worden as well as the safety and quality of the visitor
experience.

2. The service is broadly supported and utilizedHosy public.
3. The service is considered an appropriate, important and valuable public good.

4. Public support for the service may vary depending upon the manner by which the service is paid for or
funded (fully, partially, or not subsidized).

5. The service genates income or revenue that offsets some or all of its operating cost and/or is deemed to
provide a valuable economic, social or environmental benefit to the State and its residents.
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Value-Added Service (Provides Primarily Private Benefit)

Definition: Value-added services are programs, services and resource amenities th&otmenissiormay provide
when funding or revenue exists to offset the cost of providing those serdc&srt Worden State ParkThese
services can be considered discretionary te tore mission of the agency, and provide added value to State
residents and visitors above and beyond what is required or expected @ahamission

Criteria (most or all must apply):

1. The service expands, enhances or supports essential and importamtesand visitor enjoyment éfort
Worden State Park

2. The service is supported and well utilized by State residentsFamdWordenvisitors and provides an
appropriate and valuable public good.

3. The service generates income or funding from sponsorshipsits, user fees or other sources that offsets
some or all of its cost and/or the service provides a meaningful economic, social or environmental benefit
to the State oWashington

Service ldentification
Forty-four different categories or types of seceis and functions performed at Fort Worden State Park were
identified and are detailed below and on the following page.

1. Natural resource maintenance and protection
Cultural resource maintenance and protection
3. Natural and cultural resource restoration
4. Natural and cultural resource defensive planning
5. Interpretation and educatiom passive
6. Interpretation and educatiom active/programs/facilitated
7. Interpretation and educatiom merit based/individual benefit only
8. Recreational asset maintenance and managengggatcess to the resource (i.e. trails)
9. Recreational asset maintenance and managengegnhanced use of the resource (i.e. facilities)
10. Beach, swim and surf area access management
11. Boating access and management
12. Site and resource access managemegate/kiok operations
13. Public safety law enforcement and emergency services
14. Public safety; risk/hazard management
15. Facility and infrastructure maintenance
16. Site and grounds maintenance
17. Fleet management
18. Communications
19. Property management
20. Interagency relations, pargrships and coordination
21. Control agency mandates and code compliance
22. Site and facility development
23. Construction administration and management
24. Developed camping area management and operations
25. Hookups camping area management and operations
26. Museum managemerdand operations
27. Visitor center management and operations
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28.
29.
30.
31
32.
33.
34.
35.
36.
37.
38.
39.
40.
41.
42.
43.
44,

Nature center management and operations

Improved accommodations management and operations
Meeting facilities / conference center management and operations
Food/meal services

Retail/merchandising

Spesial events planning and management

Recreational equipment rental

Community outreach

Public information and communication

Volunteer management

Marketing and promotions

Trainingg compliance

Trainingg enrichment and personnel development

Administrative serices¢ accounting, legal, HR, contract management, procurement, etc.)

Concessions management
Commercial film access management
Research support

22
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Service Classifications

The tables below and on the following pages detail how services and functionsbkeamerecommended to be
classified for Fort Worden State Park in this study, and include the recommended level of public funding support
(high, moderate, or low) for each service, and whether the PDA as a management partner, including the other
partner organizations coordinated by the PDA, has a responsibility to support the Commission in performing these
services and functions. Services that feature moderate or low recommended public funding support are assumed
to have a proportion or all of the costssaxiated with them to be supported through earned revenues or other
revenue sources.

Essential Services / Functions Public Funding | PDA/ Partner
Support Support

Natural resource maintenance and protection High

Cultural resource maintenance and protectio High

Interpretation and education passive High X
Recreational asset management and managementcess High

Boating access and management High

Public safetyc law enforcement and emergency services High

Public safetyc hazard/risk management High

Facility and infrastructure maintenance High X
Site and grounds maintenance High X
Fleet management High

Communications High

Control agency mandates and code compliance High X
Construction administration and management High X
Administrative ®rvices High X
Training¢ compliance High

Public Funding PDA / Partner

Important Services / Functions

Support Support

Natural and cultural resource restoration Moderate X
Natural and cultural resource defensive planning High

Interpretation and edua@tion ¢ active/programs/facilitated Low X
Recreational asset maintenance and managemesnhancement Moderate X
Beach, swim and surf area access management High

Site and resource access management High X
Property management High X
Interagency relatbns, partnerships and coordination High X
Developed camping area management and operations Moderate

Hook-ups camping area management and operations Low

Museum management and operations Low X
Public information / communication High X
Volunteer managenent High X
Concessions management High X

pros: -

consulting



Fort Worden State Park Business and Management Plan

Public Funding PDA / Partner

Value Added Services / Functions

Support Support
Interpretation and educationc merit based Low X
Site and facility development Moderate X
Visitor center management and operatits Low X
Nature center management and operations Low X
Improved accommodations management and operations Low X
Meeting facilities / conference center management and operations Low X
Food/meal services Low X
Retail/merchandising Low X
Special events lanning and management Low X
Recreational equipment rental Low X
Community outreach Moderate X
Marketing and promotions Low X
Training¢ enrichment and personnel development Moderate X
Research support Low X
Commercial film access management Low X

Summary of Service Classifications and Relevance to this Business Plan

The importance of performing the evaluation and classification of services and functions performed at Fort
Worden State Park is based in the need to understand how costs are managddntidy appropriate funding
sources for the costs of services, and to determine the most appropriate functions in which the Commission should
seek partnership support and management assistance.

As seen in the tables above and on the facing page récemmended the PDA and other partners operating on

site have a responsibility to support the efforts and costs of the Commission in many of the services performed at
the park, however, the majority of those services are found in the Important and MValded categories and a

few in the Essential category. These are services that are important for the quality and reliability of the visitor
experience, as well as managing the integrity of the site and its facilities and infrastructure, but these seevices ar
not necessarily the core, statutory obligations of the Commission as a state agency and public service. It is
doubtful that the original vision or conventional wisdom pertaining to the appropriate roles and responsibilities of
the State of Washington e and Recreation Commission included services and functions such as retail
merchandising, vacation rental sales and management, meal services, arts programs and events, and laundry and
hospitality services. Especially when the State is undergoingcfalamardships to cover the costs of providing
services and managing sites and facilities on the whole, it is critical the Commission seek outside support and
partnerships to continue to deliver valteded and high quality services safely and seamlesslyet public at Fort
Worden that meet public interest and market demands.

The management partnership between the PDA and the Commission must provide clear expectations of the role
and responsibilities of the PDA in these various services and funa®litspertains to the areas and facilities
within Fort Worden that are to be managed by the PDA. The partnership must represent the appropriate balance
of equity in the relationship between shared costs and revenues in order to leverage the strengthbilities of

each partner, as well as to provide reliable and sufficient resources to the partners to sustainably perform the
services they are responsible for. This exercise is intended to inform those expectations and divisions of
responsibilities.

24



Fort Worden Public Development Authority

THECONTRIBUTIONS GRRTNERORGANIZATIONS

As stated throughout this report, the numerous partner organizations operating at Fort Worden are the sole
source of programming and events that drive significant traffic to the park and support overnight staysniiBegi

with the partnership with Centrum, this model has grown significantly to where a multitude of partners, mostly
non-profit organizations, are a critical part of the financial success of the site. The table below details a summary

of partner financialO2 Y G NA 6 dziA2ya Ay FTAOGS RAFFSNBYyG FNBFAE 2F C2NI
revenues to the Commission as a result of partner services and activities, and not to be mistaken for the direct
revenues of these partners.

1. Meeting room rentals
Accommodation rentals
Campsites
Cancellation fees

Food catering

a s~ wnN

This data represents a single calendar year from January 1, 2011, to December 31, 2011, and only includes
reporting from seven of the 16 partner organizations.

Meeting Rooms Accommodations ‘ Campsites Cancellation Fees Food Catering

$80,565.18 $424,375.06 $8,444.55 $2,174.43 $338,536.55

Grand Total: $854,095.77

Beyond these annual contributions to the financial performance of Fort Worden, partner organizations have
contributed significant fiancial resources to the capital restoration, redevelopment and repair of faciliiethe
lastten years, over $5,000,000 in capital funding has been invested in the facilities at Fort Worden Staf€hfark.
includes$4 million for renovation of buiings utilized by Peninsula College and $1 million from Port Townsend
Marine Science Center for development of their exhibit building. While substantial, these efforts are insufficient to
support the longterm facility, infrastructureand operationaheeds of the pak.

MORECONSISTENFERVICES IN THEW ANDSHOULDEREASONS

One of the largest opportunities to improve the financial sustainability of Fort Worden is to enhance visitation
during the low and shoulder seasons. Currently there are few effdatherecoordinated or directly facilitated by

the Commission to bolster ngpeak season visitation that are akin to typical practices in similar public or private
sector facilities. Major priorities for the PDA and the partners should this managemengepsirip develop would

be to employ several of these techniques to support and recruit visitation during the low and shoulder seasons:

1. Consistent food service throughout the year

Incentivized pricing options for low season months

Yield management pricing feshoulder season months

Program/accommodation packages to encourage visitation

Promotions and discounts based on early registration and low/shoulder season reservations

a bk wDn

LIMITED ORNO COORDINATEMARKETING ANBROMOTIONS

As identified in the 2008 Long RanBevelopment Plan, one of the largest shortfalls of the current operations at
Fort Worden is the lack of coordinated marketing and promotions. This challenge continues today as there is no
collaborative program planning or packaging developed with amg@eketing leadtime (a minimum of six months

* Partner contribution data from CY 2011 has been provided by Centrum, Goddard College, Madrona Mind Body Institute, Port
Townsend marine Science Center, Port Townsend School of Woodworking, Copper CasyoanérEriends of Fort Worden.

pros: -
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in advance), nor is there any coordination marketing and customer service options for visitors to piece together

their Fort Worden experience. For example, a visitor to Fort Worden today must with through t@i€sion to

make accommodation or camping reservations, then must research and access each of the partner organizations
AYRSLISYyRSyGte (2 SELX 2NB GKS LINRPANIY YR &aSNWAOS 2LJiAz2
Kdzy G ¢ | LILINSBIEIYOK thélBdathvi§ and tenacity of park visitors to package their own experiences
23S0 KSND® I O02yaAradsSyd FyR O2tft1 02N GADS aO02yOASNEBSE |

THEDISCOVERASS ANIDAILYENTRANCEEES AFORTWORDENSTATHPARK

Washingbn State was one of only eight states in early 2011 that still allowed free daily access to state parks.
CIFrOSR gAGK GKS {GFrGdSQa o0dzRISG ONRaixa YR Ay Iy STFF2N
management, the Legislature created and impEnted the Discover Pagsa $30 annual pass or $10 daily pass for
FRYAGGEFYOS Ayid2 21 aKAy3adzy adrdisS LINJa FyYyR NBONBFGAZ2YL
with typical challenges and public concern, but overall aligns Washimgtbrthe majority of other states in the

nation on this fee expectation for access to certain public lands.

The challenges faced with implementing the Discover Pass in Washington State Parks are evidenced by the
numerous exceptions that have been createm gass requirements. The Discover Pass created confusion and
somewhat of a double standard at Fort Worden because visitors paying for camping or overnight accommodations

at the park were exempt from the Discover Pass, while visitors paying for otherpnegind services esite were

y2io 9aasSyidAalttes GKS {dFGS é6+a AylIROSNISyidte SEOAAAY
participate in programming and events at the park that were developed and facilitated by partner orgarszatio

outside rentals. Overnight stays also exempt visitors from the pass, thereby predominantly impacting partners

who were more reliant on single day programs and services.

In an effort to appease partners who had become frustrated with the negatiyeadt the Discover Pass was
having on their participation and subsequent financial performance, the leadership of the Commission created and
extended an exemption for visitors participating in partner programs through December 31, 2012. While this is a
thoughtful solution in the short term, it does not solve the long term issue of daily entrance fees at Fort Worden
State Park, which is far more complicated than at other state parks throughout the system.

If the State retains costs and responsibilities &ite and facility maintenance at Fort Worden State Park, these
should be supported through visitor fees as it is at other state parks. The long term solution, however, should take
into consideration the complexities of Fort Worden, the diversity ofises/present, and the role of a multitude of
partners operating on site. Either the Commission should consider an overall exemption of Fort Worden in the
Discover Pass program, or consider the following alternatives and recommendations to create ahatlicy
defensible and representative of the unique circumstances at Fort Worden State Park:

Alternative 1
1 The following existing exemptions to the Discover Pass remain effective at Fort Worden:
o0 Visitors who are camping and display a camping fee receipt
o Disable veterans and other State Parks pass holders, disability placards or license plates
o Volunteers
o Individuals or organizations with written agreements that specify an exemption

9 Participants in daily programs and services delivered by partner orgamigadire required to display a
parking pass in their vehicle that is provided by the Commission and issued by the program or service
partner. Partner organizations that provide these single day programs are required to report quarterly
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participation and sbmit a payment of $2 per vehicle to the PDA, and ultimately to the Commission either
quarterly or annually as a specified in the management agreement between the PDA and the Commission.

1 Visitors who stay overnight in accommodations are exempted from thkeoDer Pass.

Alternative 2

Another alternative that has surfaced from discussions with the partner organizations is the option to exempt the
campus area and visitors to the Port Townsend Marine Science Center from Discover Pass requirements. In
exchangdor this exemption, partner organizations would purchase a large pool of Discover Passes to provide the
State direct revenues to support the costs of the impacts of these visitors to the park. This alternative is only
palatable to the partner organizatisnif this arrangement is linked and related to partner lease rates. All other
current enforcement policies and exemptions would apply at the park.

FACILITYEASES FARARTNERS

Recently the Commission has come under pressure to evaluate facility leasaghbuot the system, and make
adjustments where warranted based on an evaluation of fair market value. This initiative is founded in the legal
statutes and expectations of the agency. This has created challenges at Fort Worden as numerous partner
organizaions are engaged in facility leases that have the potential of dramatically increasing as a result.

Currently the Commission maintains a dynamic equation for determining appropriate lease rates that include
adjustments if the tenant provides capital sugp for facility development or renovations and if the tenant
provides programs that generate overnight stays at the park. What is not taken into consideration that is a major
factor at Fort Worden is the relative poor condition of facilities which reggignificant effort and resources to
operate due to lack of energy efficient measures or compliance with historic preservation requirements.

While all partners and the programs and services they provide are valued, Fort Worden State Park is not an
economt development or small business incubator. Policies and practices that provide incentives for tenants to
make investments in the facilities they occupy and to facilitate programs that generate overnight stays at the park
should be a strong component of wofacility leases are managed. Assessments and adjustments for facility
conditions should also be included in the lease fee determination process. Otherwise, lease fees and term should
reflect the priority of the park and its management partner to resgibly manage the financial performance of the

park. The following recommendations are provided pertinent to addressing facility leases at Fort Vilocere
reflective of industry best practices for lease and partner management on public properties

1. ThePDA should be responsible for leases, existing and new. The management agreement between the
PDA and the Commission include the provision that as a manager of the facilities within the campus area,
the PDA is responsible for the management of leases icdngus area.

2. Lease agreements should be structured to provide flexible pricing for the following conditions:

a. Longer term leases

Capital investments made by the partner in facility development or renovation

Programs provided that generate overnight stayshe park

Assessment of facility conditions

Energy efficiency measures and historic preservation improvements

Facility maintenance obligations of the tenant

-0 oo o

3. Lease agreements require a minimum of a t&y notice of termination based on failure to metie
terms of the lease, including specified causes for termination.

r
‘c?o n?tﬁ ting



Fort Worden State Park Business and Management Plan

Lease rates may increase gradually on aywar recurring basis, not to exceed 3% annually, as detailed
within the lease agreements.

Lease duration is based on level of capital investmby the tenant, not to exceed 50 years unless
otherwise approved by the Commission. TheMamagement Board envisioned by this plan may be
asked to approve certain leases, such as those over 10 years, those that include significant exterior
improvemens, etc., as well as other criteria which is to be detailed in the management agreement.

28
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Business Plan and Pro Forma

The recommendations summarized in the following pages are based on an evaluation of the optimal format
through which the PDA can partneith the Commission to manage components of Fort Worden State Park, but
GKS SyiANB &ariaSo tKSasS 02YLRySyida |NB 02YY2yfe
encompasses the facilities most heavily used by conference and event seagoss|l as the partners operating
on-site. This section of thBusiness and Management Pleontains the following elements:

y2i

|l
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Management Assumptions and Criteria
Recommended Services and Functions
Statement of Activities Projections
Occupancy and Usagsfumptions
Schedule of Projected Expenses (Year 1)
Recommended Staffing

Additional Revenue Opportunities

MANAGEMENASSUMPTIONS ANIRITERIA
The projections, pro forma, and recommendations developed and featured withiBtiisess and Management
Planare based on the assumptions and criteria detailed below.

1.

The Commission will continue to own the entire site of Fort Worden State Parks, and be responsible for its
overall management. The Commission will delegate a specified level of authority to #har@@gement
Board envisioned by this agreement.

The PDA will autonomously manage the campus area of the park in accordance with the terms of the
YIEYyF3SYSyid |aINBSYSyild sAGK GKS /2YYAEdaA2y® ¢ KS
includes tle majority of the buildings, grounds, common areas, parking lots and sidewalks owned by State
Parks. All public streets, water lines, sewer and other utilities are excluded from the management (e.g.,
maintenance responsibilities) of the PDA. Howevelaaliscaping adjacent to the public righasway is
included.

The PDA management agreement will include the following operational responsibilities of Fort Worden to
be managed by the PDA that are outside the traditional responsibilities and strengties Gbmmission.

¢tKS t51 Qa OGABAGASE akKlftf 0SS Ay TFdzNIKSNIryOS 2F AYL

Fort. These will include:

Conference management

Program and event management

Visitor services (meals, laundry, housekeeping, etc.)

Marketing and sales of facility usage and programs within the campus area
Improved accommodations management (rental houses, dormitories, and barracks)
Private partnership development and management

Reservations and customer care for the upper and lower gaygrounds

@ ~ooo0 oy

The PDA is proposing to take on all reservation services (accommodations, meeting rooms and
campgrounds) in the park in an effort to provide a seamless experience for the visitor. This
recommendation has been suggested by the Fort Worden Patierhelp coordinate programs and
hospitality services for all visitors to the Park.

Pros

consulting
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5. State Parks has entered into a variety of leases with commercial businesses and nonprofit organizations
located within the campus area. The State would assign and &atsfthe PDA the entirety of these
existing leases. The PDA may sublet any of the portions of the campus area provided that the governing
entity of the park retains the right to review and approve any sublease by the PDA, prior to the PDA
entering into sid subleases based upon criteria specified in the management agreement.

6. The PDA will support the Commission in performing tasks that require substantial capital investment
beyond the means of the PDA and the State individually. These will include:
a. Capitl project management
Facility rehabilitation and historic preservation
Daily maintenance requirements
Major capital repair and replacement initiatives
New facility development

®aooCT

7. Thesuggested division of responsibilitidstailed in the table belovpertains only to the campus area. It
is also presumed the PDA would require partners/tenants to perform some of these duties on the
facilities they occupy per the terms of the lease agreemeiitise pro forma detailed in this section of the
business plan assuraghe financial obligations associated with these tasks to be managed by the PDA.

PDA Maintenance Responsibilities
Janitorial, custodial, daily upkeep of facilities Underground utilities

Site and grounds maintenaa- mowing, pruning Roof maintenance and repair

Electric fixtures Electric wiring and systems

Plumbing fixtures Plumbing / plumbing systems

Internal painting External painting

Wall, ceiling, and floor repair (not including plaster) Wall, ceiling, andloor replacement

Doors and windows repair and replacement HVAC / duct maintenance and repair

Furniture, fixtures and equipment (FF&E) Roads, sidewalks and parking lots

Sians Porches, doors, building access, windows

8. The PDA and State Parks will depetomanagement agreement and/or a capital facilities plan that will
include the following elements: An inventory of buildings and their condition; a clear understanding that
facilities will be maintained to a specified condition with clear roles by eadly,dacluding performance
metrics, inspectors and remedies if commitments are not met.

9. Law enforcement / Bnger responsibilities on the campus amgauld adhere to the following division of
responsibilities:
a. State Parks provides law enforcement on theirnsite
b. PDA staff will provide response to complaints (noise, fire alarms, etc.) in the campus area from 7
am to 10 pm daily
c. State Parks will provide response to complaints in the campus area from 10 pm to 7 am daily

10. As part of its management of the canms area, the PDA shall receive all rents, payments, and revenues
generated from leases, rentals, user fees (excluding Discover Pass) and other activities within this portion
of the park. Earned revenues will be used to support the operating and cap#isl af the PDA incurred
per the terms of the management agreement. Contrastingly, the PDA and its partners shall be solely
responsible for any operating losses incurred in the management of the campus area and related services
per the management agreemén
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11.

12.

13.

14,

15.

16.

17.

The business plan of the PDA assumes the ability of the PDA to more consistently utilize volunteer labor
support for site maintenance, customer interface opportunities, as other appropriate duties as they arise.

The PDA will utilize a more flexible sdle for meeting room usage that allows for multiple rentals in a
day where reservations may not exceed two to four hours in length.

The PDA will launch operations in a mobilization period after the execution of a management agreement,
but prior to thatagreement taking effect. This will include the development and installation of selected IT
systems including a reservation and peditsale system, as well as accounting for a multitude of
miscellaneous expenses and substantial marketing support to maldentum going into Year 1 of their
operations.

The PDA will obtain and maintain comprehensive general liability and umbrella liability insurance insuring
the PDA against damage or liability arising out of the ownership, use, occupancy or maintentrece of
Campus according to the terms of the management agreement.

State Parks will continue to oversee the operation of the upper and lower campgrohodgver the

PDA will conduct marketing and reservations for the campgrounds and be paid a fee asishbePro
Forma.State Parks will provide esite law enforcement, facility and infrastructure maintenance support,
natural resource management and stewardship, and technical assistance in cultural/historic resource
management.

The management partnershgnd agreement between the PDA and the Commission involves all of the
facilities and services within the campus area, and does not follow a phased approach because of
unnecessary management and financial challenges from fragmenting the campus operations.
Additionally, the PDA must rely on earned revenues to support operating costs from the beginning of the
partnership, and therefore could not feasibly phase into a workable partnership.

Causes of a default and rights and remedies of the parties will baileié in a future management
agreement.

Desired Outcomes
The following desired outcomes provided the framework for developing recommendations and strategies in this
Business and Management Plan

1

Identify and evaluate the financial requirements for the PidAperate the specified buildings, facilities
and services at Fort Worden State Park in a sustainable manner by sufficiently covering operating
expenses through earned revenues and other reliable funding sources.

Identify the financial details of a managent partnership between the PDA and the Commission that
LINEGARSE + NBtEAFOES YR LINRPINBaargdS NBRdAzOGAZY Ay
operations

Detail the capital funding of the PDA to be a meaningful partner to the Commissidraiimg and off
setting the costs to maintain and renovate facilities and infrastructure at the park.

State Parks agrees to work with the PDA in accessing and using all financial programs that are available
and that otherwise would be inaccessible or unlyki obtain by the State.

The PDA attains financial stability as soon as possible in the leased area.

Pros
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Constraints of the PDAommission Management Partnership
There are constraints to the management partnership between the PDA and the Commission vehisiadlied
below, and addressed either in part or holistically in this plan.

|l

At this time, the PDA has limited financial resources to enter the partnership with and must rely upon
earned revenues from managed facilities and services from the initiatidtheofnanagement agreement

in order to remain viable. The PDA must raise, from public and private sources, $550,000 in startup and
reserve funding to ramp up its work in advance of becoming an operational manager of the campus area,
and to provide sufficientcash flow and cover anticipated operating costs in the early years of the
partnership. In addition the PDA cannot rely on the City of Port Townsend to cover its losses or debts.

The campground produces the highest proportional revenue on the park asoaaahe operating costs

of those facilities. The State requires these must remain under the management of the Commission.
However the PDA proposes that it conduct reservations and marketing for the campgrounds and that it be
paid a management fee, dedciing over time, for this service.

The national, statewide and local economies remain in a slow recovery mode from the recession that
began in 2008, thereby creating financial instability of State Parks. Because of this, the PDA has a greater
challenge to btain private sector investment to support capital needs at the park.

Labor and civil service requirements of the Commission create complexities around partnerships that may
involve the displacement of current state park employees.

Resolution of the Discev Pass issue at Fort Worden requires a long term solution and not continued
extensions of short term exceptions.

The Campus Area of Fort Worden State Park

Of the 434 total acres of Fort Worden State Park, the campus area encompasses approximately 420 #uee
southeast corner of the site, and includes the majority of the facilities and infrastructure of the site that were
originally the epicenter of the military presence when the fort was a coastal artillery base. The map below depicts
the campus are§100 acres) in context with the entire park property.

FORT WORDEN STATE PARK

Park Boundar

— — = Campus Area
Boundary
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The areas not included within the campus area are:

1 Upper and lower campgrounds

Chinese Gardens and the surrounding area

Artillery Hill

Beach areas

Point Wilson Lighthouse (this faciliig not a part of the state park, but owned and managed
independently by the U.S. Coast Guard)

1 Shoreline owned by Port of Port Townsend (recreation easement to State Parks)

= =4 -4 =

Facilities within the Campus Area
A list of facilities within the campus area is diéd in the table below. This also includes the date in which the
facility was built, and its size (square feet).

Facility

" Current U Date Built Size
(Building No.) HHEREESE aie S (Sq. Feet)

/I 2YYFYRAY3 hTFFAOSNDR 1904 5,976
Accommodations (2, ®edroom duplexes) 1904 10,314
Accommodations (2, 9edroom duplexes) 1904 5,907
“ Accommodations (2, 9edroom duplexes) 1904 5,907
Accommodations (2, 9edroom duplexes) 1904 5,907
n Garage / Carport 1922 2,340
“ Accommodations (2, edroom duplexes) 1905 6,464
Accommodations (2, 9edroom duplexes) 1905 6,464
Accommodations (&edroom house) 1905 10,314
Garage / Carport 1932 1,400
Accommodations (8bedroom house) 1905 5,979
Accommodations (4, ®edroom apartments) 1915 14,719
Conference facilities / Chapel 1941 3,286
Conference facilities / Wheeler Theater 1932 4,918
McCurdy Pavilion 1921 19,035
Park office 1908 10,688
Coastal Artillery Museum 1904 19,344
Accommodations (dormitory / barracks) 1904 19,344
203 Accommodations (dormitory) 1904 19,344
Conference hall 1904 21,024
Office, Corvidae Press/studio space 1904 7,656
Commons 2005 19,679
221 Laundromat 1941 1,040
Centrum office 1904 4,160
Accommodations (dormitory) 1908 39,200
Accommodations (dbedroom house) 1922 1,454
Accommodations (dbedroom house) 1917 861
245 wlky3ISNna wSaaRrs 1904 2,826
Conference facilities / JFK Building 1941 4,100
255 Conference facilities / Centrum housing 1941 1,040

vl
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Fa'cmty Current Use Date Built
(Building No.)

Conference facilities / Centrum housing 1941 1,125
_ Conference facilities / Centrum housing 1941 1,040
_ Conference facilities / Centrum housing 1941 1,125
_ Conference facilities / Centrurhousing 1941 1,125
262 Conference facilities / meeting rooms 1941 1,040
270 wlkyaSNRa wSaaARe 1904 1,665
Accommodations (barracks) 1941 4,780
Accommodations / Centrum housing (barrack: 1941 4,780
Accommodations (barracks) 1941 4,780
Shop 1941 2,821

Conference facilities / seminars 1960 972
Conference facilities / School house 1904 20,608
Visitor Center / gift shop (Guard House) 1904 3,668
304 Bakery / storage/wood shop 1941 9,240
Shop 1905 18,720
Conferenceacilities/Storage 1910 4,798
Storage 1905 2,505

309 Gas station 1920 210
Madrona Mind Body Institute 1908 6,044
Copper Canyon Press 1941 2,220
Woodworking school / Recording studio 1907 4,686
324 Storage 1909 3,045
325 Accommodatons (2bedroom house) 1905 1,216
_ Conference facilities / USO 1941 5,395
_ Accommodations (zbedroom house) 1904 4,505
_ Accommodations (zbedroom house) 1904 4,505
Accommodations (Zbedroom house) 1904 4,505
_ Accommodations (zbedroom ouse) 1904 4,505
_ Accommodations (zbedroom house) 1904 4,505
_ Accommodations (dedroom house) 1909 2,101
Accommodations (4edroom house) 1915 4,505
_ Accommodations (4edroom house) 1915 4,505
_ Storage (Centrum) 1921 4,154
B Storage 1921 2,072

Storage 1920 724
B Storage 1920 5,000
EZ2E Storage 1910 7,872
_ Cable House Canteen (concessions) 1910 2,000
_ Marine Science Center/Natural History Exhibi 1921 2,000
Marine Science Center (laboratory) 1921 2,735

Tidket booth Unknown 36

TOTAL FACILITIES (70) 448,527
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RECOMMENDESERVICES ANRUNCTIONS

The services and functions recommended to be managed by the PDA in partnership with the Commission are
detailed in the table below. These services include those thatraanaged and provided by other partners
operating on site that would be coordinated by the PDA. Finally, these services only pertain to those that are
provided and delivered within the site and facilities of the campus area of the park.

Support Role to Joi
PDA Services /Unctions Lead Role the oint or

Shared

Commission
Site and facility development
Visitor center management and operations
Nature center management and operations
Improved accommodations management and operations
Meeting facilities / conference center management
Food/meal services
Retail/merchandising
Special events planning and management
Recreational equipment rental
Community outreach
Marketing and sales
Trainingg enrichment andpersonnel development X
Research support X
Commercial film access management
Interpretation and education- passive X
Facility and infrastructure maintenance X
Site and grounds maintenance X
Control agency mandates and code complianc X
Construction administration and management X
Administrative services X X
Natural and cultural resource restoration X

Interpretation and educationg active/programs/facilitated X
Recreational asset enhancement X

XXX XXX [X[X | X | X | X

XXX | X

Site and resource accegsanagement X
Property management X
Capital improvements X
Interagency relations, partnerships and coordination X
Museum management and operations X
Public information / communication X
Volunteer management X
Concessions management X

pros: -
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STATEMENT ORCTIVITIEE PROJECTIONS
This statement of activities (annual) includes the following assumptions beyond those already identified in this
section of the business plan.

General

The base year for developing projections in this pro form20ikl, which are the current status quo operations of

State Parks Details on the staffing and expenses of 2011 can be requested from the Commishi@restimates

for 2011 revenues and expenditures have been developed from macro financial data prbyitteel Commission,

odzi Aa y20G GNYO1SR Ay GKA& Yl yylSidNinpgertvetiashe PRAYaASiaieA 2 y Q &
Parks agree upon a common financial reporting protocol (made difficult by public and private accounting practices,

and diferent fiscal years). This common financial protocol is needed for State Parks to understand its cost
avoidance opportunity, and for the PDA to be able to track its financial performance to both its satisfaction and

that of State Parks.

Facilities
1 All facilties uses are based on current uses.
1 Redevelopment of Building 298 into holyle accommodations is identified to open in Year 7
1 Additional revenues and/or cost avoidance that results from renovation, repair and redevelopment of
facilities and infrastrature are not included in this pro forma, thereby considered to be additional
support for the financial viability of this model.

Revenues

1 Occupancy assumptions for overnight accommodations and meeting room use are built on CY 2011 as a
base year and currérconference rates.

1 Expansions on base year occupancy is considered to be a reasonable outcome from coordinated
marketing, collaborative program planning and packaging, targeted sales campaigns, advance marketing,
and entrepreneurial business practicestioé PDA.

1 Conference HousingYears 2, 3, 4ach year add 3 small (50 person) conferences @ $4,950 each and 2
large (100 persongonferences @ $9,900 each or $34,650 per year

1 Campground reservation administration revenues are assumed to be the portioevehues from
campground usage that is retained by the PDA as an administrative cost for managing the reservations
and customer care aspects of the upper and lower campgrounds. This is a graduated schedule that
eventually stabilizes as approximatehp%of 2011 campground revenues.

1 Hotel revenues are based on 50% occupancy starting Year 7, and growing by 5% annually through Year 10.

Leases:Based on existing base rent at the time of preparation
1 Lodging/Sales Takllocation: Year 1 assumed $60,000 lgb® estimated amount attributable to the

camp ground revenue. (For the last few years, on average, the City of Port Townsend has received about

$350,000 in lodging tax revenues. Between 30 and 33% of the lodging taxes were generated by visitor

stays at~ort Worden.)
91 Partner Shared Service¥.ear 1 based on 2011 actual utility and communication reimbursemeéfgar 3,

5 and 7 assumed $12,000 per each year for additional services such as production, tech, project

setup/teardown, accounting, IT, etc.

1 ThePro Forma anticipates that the PDA will find a concessionaire who serves alcohol by Year 3 and that
this will contribute about $60,000 to annual revenues.

1 The PDA commits to reinvesting any earnings (revenues over expenses) into capital facility needs or
program enhancements to build the Lifelong Learning Center.

==
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Expenses

1 Staffing and personnel costs are based on the industry and professional experience of the consultant

team in both directly managing similar facilities, as well as providing businesspanatiog planning in

similar projects throughout the United State®Annual percentage increases in salary costs account for
performancebased salary increases.
1 Utilities: Based on 2011 actual expensesd estimated amount for neRDA portion
1 Cleaning/inen/Janitorial: Year 1 numbers came from Accommodations Cleaning Cost and Meeting Room
Cleaning Cost rentrolls. The rent rolls contain current rates per unit and estimated occupancies
consistent with the occupancies used for the revenue rent rofla.additional $15,800 was added for

buildings and grounds not specifically on thetrewils (i.e. offices, commons, common areas, ¢tc.
1 Alarm/Security ContractsAnnual contracts for fire and security plwgo part time security guards.
Miscellaneous caimgency costs are estimated to range fron3%.

=

1 Compared to previous versions of the Pro Forma, this version includes higher growth -pirdied
health insurance premiums (beginning with 8% annually for the first three years) for the first 10 years of

operations.

Annual Pro Forma

Revenue
Conference Housing
Meeting Rooms
Vacation Housing
Resenation Administration-Campground
Hotel-Building 225
Hotel-Building 298
Leases
Lodging/Sales Tax Rebate
Partner Shared Senvice Reimbursement
Other

Total Revenue

Expense
Salaries and Wages
Employee Benefits
Utilities
Goods and Senices
Advertising/Marketing
Information Management/Reservation System
Legal and Accounting
Insurance and Risk Management
Human Resources
Other-Miscellaneous Contingency

Total Expense

Net Revenue (Expense) from Operations
Cumulative Net Revenue (Expense)
from Operations

Assumptions:
Accelerator Rates:
Years 1-3
Years 4-6
Years 7-10

r
Roediting

Actual Mobilization Projections
2011 Period Year1 Year 2 Year3 Year4 Year5 Year 6 Year7 Year8 Year 9 Year 10
$ 1474634 $ - $ 1545000 $ 1,662,000 $ 1,747,000 $ 1,857,000 $ 1,894,000 $ 1,968,000 $ 2,017,000 ’$ 2,103,000 $ 2,156,000 $ 2,210,000
289,997 300,000 319,000 329,000 346,000 ’ 353,000 370,000 379,000 ’ 398,000 408,000 418,000
156,671 159,000 168,000 173,000 180,000 i’ 184,000 192,000 197,000 i’ 206,000 211,000 216,000
o 250,000 250,000 250,000 150,000 150,000 150,000 25,000 25,000 25,000 25,000
- - - - - - - 75,000 176,000 192,000 208,000
105,080 110,000 113,000 116,000 118,000 120,000 122,000 125,000 128,000 131,000 134,000
R 43,000 44,000 45,000 46,000 47,000 48,000 49,000 50,000 51,000 52,000
45,103 50,000 52,000 66,000 67,000 i’ 80,000 82,000 i’ 96,000 98,000 100,000 103,000
28,848 29,000 30,000 67,000 78,000 90,000 92,000 94,000 96,000 98,000 100,000
$ 2,100,333 $ - $ 2486000 $ 2638000 $ 2,793,000 $ 2,842,000 $ 2,918,000 $ 3,024,000 $ 3,057,000 $ 3,280,000 $ 3,372,000 $ 3,466,000
$ 579,423 $ -3 655,000 $ 665,000 $ 775,000 $ 789,000 $ 803,000 ’$ 867,000 $ 882,000 $ 897,000 ’$ 963,000 $ 980,000
239,441 153,000 161,000 192,000 200,000 204,000 231,000 241,000 251,000 276,000 285,000
498,411 528,000 536,000 544,000 552,000 560,000 568,000 577,000 586,000 595,000 604,000
946,495 - 934,000 963,000 i’ 977,000 i’ 1,007,000 1,022,000 i’ 1,052,000 1,068,000 i’ 1,099,000 1,115,000 1,132,000
50,000 100,000 52,000 53,000 54,000 55,000 56,000 57,000 58,000 59,000 60,000
120,000 42,000 43,000 44,000 45,000 46,000 47,000 48,000 49,000 50,000 51,000
20,000 10,000 10,000 10,000 10,000 10,000 10,000 10,000 10,000 10,000 10,000
- 50,000 51,000 52,000 53,000 54,000 55,000 56,000 57,000 58,000 59,000
- 15,000 15,000 15,000 15,000 15,000 15,000 15,000 15,000 15,000 15,000
110,000 75,000 79,000 80,000 81,000 82,000 83,000 84,000 85,000 86,000 87,000
$ 2263771 $ 300,000 $ 2,562,000 $ 2575000 $ 2,742,000 $ 2,806,000 $ 2,851,000 $ 2,984,000 $ 3,038,000 $ 3,107,000 $ 3,227,000 $ 3,283,000
($163,438)  ($300,000) ($76,000) $63,000 $51,000 $36,000 $67,000 $40,000 $19,000 $173,000 $145,000 $183,000
($76,000) ($13,000) $38,000 $74,000 $141,000 $181,000 $200,000 $373,000 $518,000 $701,000
Employee
Expenses Benefits
(Except Employee (Except Group Miscellaneous Group Health
Revenues Benefits Health Insurance) Contingency Insurance
3.00% 1.50% 2.50% 3.00% 8.00%
2.00% 1.75% 2.75% 2.50% 6.00%
2.50% 2.00% 3.00% 2.00% 5.00%



Fort Worden State Park Business and Management Plan

Cash Flow Projection

The cash flow projection detailed below assumes the PDA will provide the following:

1 Generate $300,000 in mobilization funding from varisaesircesto kickstart marketing, promotions, and
consolidated processes of the PDA in preparation of the start of Year 1 of the management agreement.
1 Generate and provide $250,000 in reserve funds to support monthly cash flow fluctuations starting in

Year 1.

Mobilization
Period
Beginning Cash $

Cash Provided (Used) from Operations
Sources of Cash
Capital Contributed for:
Operations
Pre Operations Period 300,000
Capital Projects
Uses of Cash

Pre Operations Period (300,000)

Capital Projects

Projections
Year 1 Year 2 Year 3 Year 4 Year 5 Year 6 Year 7 Year 8 Year 9 Year 10
- % - $ 174,000 $ 237,000 $ 288,000 $ 324,000 $ 391,000 $ 431,000 $ 450,000 $ 623,000 $ 768,000
(76,000) 63,000 51,000 36,000 67,000 40,000 19,000 173,000 145,000 183,000

250,000

Ending Cash $

- $ 174000 $ 237,000 $ 288,000 $ 324,000 $ 391,000 $ 431,000 $ 450,000 $ 623,000 $ 768,000 $ 951,000

38



39

Fort Worden Public Development Authority

Monthly Cash Flow

Revenue Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec 20xx
Conference Housing $ 74,824 $ 90,110 $ 99,765 $ 120,683 $ 124,706 $ 168,957 $ 225530 $ 224,471 $ 168957 $ 99,765 $ 72,410 $ 74,824 $ 1,545,000
Meeting Rooms 7,239 6,538 14,477 17,513 26,100 43,556 62,489 53,723 28,020 19,098 14,010 7,239 300,000
Vacation Housing 5,298 9,571 10,596 10,255 15,895 15,382 21,193 21,193 15,382 13,385 10,255 10,596 159,000
Resenation Admin-Camp 20,833 20,833 20,834 20,833 20,833 20,834 20,833 20,833 20,834 20,833 20,833 20,834 250,000
Leases 11,000 13,000 7,900 11,600 7,000 8,800 12,500 11,000 7,600 6,200 8,500 5,200 110,300
Lodging/Sales Tax Rebate - - 10,625 - 10,625 - - 10,625 - - 10,625 42,500
Partner Shared Senice Reimb 4,150 4,150 4,150 4,150 4,150 4,150 i’ 4,150 4,150 4,150 4,150 4,150 4,150 49,800
Other 2,150 2,250 2,300 2,350 2,650 2,800 2,750 2,650 2,500 2,350 2,250 2,100 29,100
Total Revenue $ 125493 $ 146,452 $ 170,647 $ 187,383 $ 201,334 $ 275103 $ 349,444 $ 338,020 $ 258,067 $ 165781 $ 132,408 $ 135568 $ 2,485,700

Expense
Salaries and Wages $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 63,758 $ 655,100
Employee Benefits 11,837 11,837 11,837 11,837 11,837 11,837 11,837 11,837 11,837 11,837 11,837 22,602 152,811
Utilities 39,660 60,760 80,425 37,895 48,540 35,775 31,320 41,365 26,135 36,910 53,590 35,240 527,615
Goods and Senvices 34,808 43,459 76,254 58,591 76,553 105,930 131,318 151,648 101,009 77,588 39,472 37,524 934,155
Advertising/Marketing 7,000 7,000 11,000 7,000 7,000 11,000 7,000 7,000 11,000 7,000 7,000 11,000 100,000
Information Management 3,000 3,000 6,000 3,000 3,000 3,000 3,000 3,000 3,000 6,000 3,000 3,000 42,000
Legal & Accounting 200 500 500 500 2,400 500 200 2,000 500 200 2,000 500 10,000
Insurance/Risk Management - - - - - - - - - 50,000 - - 50,000
Human Resources - 3,750 - - 3,750 - 3,750 - 3,750 15,000
Other-Misc Contingency 3,765 4,394 5,119 5,622 6,040 8,253 10,483 10,141 7,742 4,973 3,972 4,067 74,571
Total Expense $ 154,029 $ 184,708 $ 248,644 $ 178204 $ 209,128 $ 233,803 $ 248917 $ 280,749 $ 218,732 $ 248,267 $ 174630 $ 181,442 $ 2,561,252

Net Revenue (Expense)
from Operations ($28,535) ($38,256) ($77,997) $9,180 ($7,794)  $41,300  $100,528 $57,271 $39,335  ($82,486)  ($42,222) ($45,874) ($75,552)

Cum Net Revenue (Expense) ($28,535) ($66,791) ($144,788)  ($135,608)  ($143,402)  ($102,102) ($1,575) $55,696 $95,031 $12,545 ($29,677) ($75,552)

Notes:

The projections in this pro forma indicate it is possible that the PDA can operate and manage the facilities and sdnidbe wampus area

at a net positive on an annual basis. It is recommended any margin over expenses at the end eaebehuyilized for purposes of facility
and infrastructure improvements and investments (e.g., 60% into a building reserve fund), or for enhanced marketing aavdnpatigr
initiatives (e.g., 40%) with partner organizations that can improve the overatidial performance of the park. Also, this pro forma assumes
no redevelopment of current facilities that can potentially increase revenue generation at the site while managing cesgh thadnered
operations. Potential capital investments and profeate detailed within the capital plan section of tBissiness and Management Plan.

0s.*
consulting



Fort Worden State Park Business and Management Plan

FACILITYPRICING ANDCCUPANCASSUMPTIONS

One of the key potential outcomes of the management partnership between the PDA and the Commission is the
ability of the PDAd engage in more aggressive marketing activities to promote programs, events and facility use.
G NBy i
each facility based upon daily use rates dhd number of days in each month. The rates used in the tables are
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current rents charged and are conservative.
approximately $1,100,000 for meeting rooms and $7,000,000 for accommodations. .
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The potential revenue at 100% occupancy and current rates is

Meeting Room Occupancy: 10% to 80% Monthly
The estimated occupancy rates utilized for purposes of determining the reliable revenue from these facilities is
based on conservative estimates drawn from 2011 actual rates and occupancy, 2012 budgeted incogases fr
increased partner programming, marketing activities and a 3% accelerator rate. These range from 10% to 80%

each month.
Conference
Unit Rates

Number Description Per Day Jan Eeb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Total
M204DN Large Meeting Room $ 8000 $ 2480 $ 2240 $ 2480 $ 2400 $ 2480 $ 2,400 $ 2,480 $ 2480 $ 2,400 $ 2,480 $ 2,400 $ 2,480 $ 29,200
M204DS Meeting Rooms B,C,D,E $ 120.00 3,720 3,360 3,720 3,600 3,720 3,600 3,720 3,720 3,600 3,720 3,600 3,720 43,800
M204UN Large Meeting Room $ 80.00 2,480 2,240 2,480 2,400 2,480 2,400 2,480 2,480 2,400 2,480 2,400 2,480 29,200
M204Us Large Meeting Room $ 80.00 2,480 2,240 2,480 2,400 2,480 2,400 2,480 2,480 2,400 2,480 2,400 2,480 29,200
M306A Small Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MCHAP1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MCOMMA Large Multi Use $ 170.00 5,270 4,760 5,270 5,100 5,270 5,100 5,270 5,270 5,100 5,270 5,100 5,270 62,050
MCOMMB Small Multi Use $ 150.00 4,650 4,200 4,650 4,500 4,650 4,500 4,650 4,650 4,500 4,650 4,500 4,650 54,750
MCOMMC Small Multi Use Open $ 150.00 4,650 4,200 4,650 4,500 4,650 4,500 4,650 4,650 4,500 4,650 4,500 4,650 54,750
MCOMMD Large Multi Use $ 170.00 5,270 4,760 5,270 5,100 5,270 5,100 5,270 5,270 5,100 5,270 5,100 5,270 62,050
MCONF1 Dunbar Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MJFK1 Large Meeting Room $ 160.00 4,960 4,480 4,960 4,800 4,960 4,800 4,960 4,960 4,800 4,960 4,800 4,960 58,400
MKS1 Beach Picnic Shelter $ 75.00 2,325 2,100 2,325 2,250 2,325 2,250 2,325 2,325 2,250 2,325 2,250 2,325 27,375
MMATH1 Small Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MPTHE1 Theater $ 200.00 6,200 5,600 6,200 6,000 6,200 6,000 6,200 6,200 6,000 6,200 6,000 6,200 73,000
MSEM1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MSLD1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MSLF1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MSLH1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MSLJ1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MSLN1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MSLO1 Large Meeting Room $ 50.00 1,550 1,400 1,550 1,500 1,550 1,500 1,550 1,550 1,500 1,550 1,500 1,550 18,250
MSSA1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSB1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSC1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSE1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSG1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSI1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSK1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSL1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MSSM1 Small Meeting Room $ 30.00 930 840 930 900 930 900 930 930 900 930 900 930 10,950
MUSO1 Large Meeting Room $ 80.00 2,480 2,240 2,480 2,400 2,480 2,400 2,480 2,480 2,400 2,480 2,400 2,480 29,200
$ 72,385 $ 65,380 $ 72,385 $ 70,050 $ 72,385 $ 70,050 $ 72,385 $ 72,385 $ 70,050 $ 72,385 $ 70,050 $ 72,385 $ 852,275

Year 1 Occupancy/Use Rates 10% 10% 20% 25% 35% 60% 80% 70% 40% 26% 20% 10%
$ 7239 $ 6538 $ 14,477 $ 17,513 $ 25335 $ 42,030 $ 57,908 $ 50,670 $ 28,020 $ 19,098 $ 14,010 $ 7,239 $ 290,075
MPPAV1 Performing Arts Center $ 76364 $ 23673 $ 21,382 $ 23,673 $ 22,909 $ 23,673 $ 22,909 $ 23,673 $ 23,673 $ 22,909 $ 23,673 $ 22,909 $ 23,673 $ 278,729
Year 1 Occupancy/Use Rates 0% 0% 0% 0% 3% 7% 19% 13% 0% 0% 0% 0%

$ - - 3% - % - $ 765 $ 1526 $ 4581 $ 3,054 $ $ - % $ - $ 9925

Total Year 1 Revenue

$ 6,538

$ 14,477

$ 26,100

$ 53,723

$ 28,020

$ 14,010

$ 7,239

300,000
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Fort Worden Public Development Authority

Vacation Housing Occupancy: 1% to 4% Monthly
The estimated occupancy rates utilized for purposes of determining thabtelirevenue from these facilities is
based on conservative estimates. These range from 1% to 4% each month.

Vacation
Unit Rates
Number Description Per Day Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Total

AO4E Six Bedroom Duplex
A04W Six Bedroom Duplex

412.00 $ 12,772 $ 11,536 $ 12,772 $ 12,360 $ 12,772 $ 12,360 $ 12,772 $ 12,772 $ 12,360 $ 12,772 $ 12,360 $ 12,772 $ 150,380
412.00 12,772 11,536 12,772 12,360 12,772 12,360 12,772 12,772 12,360 12,772 12,360 12,772 150,380

AOSE Four Bedroom Duplex 258.00 7,998 7,224 7,998 7,740 7,998 7,740 7,998 7,998 7,740 7,998 7,740 7,998 94,170
AOSW Four Bedroom Duplex 258.00 7,998 7,224 7,998 7,740 7,998 7,740 7,998 7,998 7,740 7,998 7,740 7,998 94,170
AOBE Four Bedroom Duplex 258.00 7,998 7,224 7,998 7,740 7,998 7,740 7,998 7,998 7,740 7,998 7,740 7,998 94,170
A0BW Four Bedroom Duplex 258.00 7,998 7,224 7,998 7,740 7,998 7,740 7,998 7,998 7,740 7,998 7,740 7,998 94,170
AQ7E Four Bedroom Duplex 258.00 7,998 7,224 7,998 7,740 7,998 7,740 7,998 7,998 7,740 7,998 7,740 7,998 94,170
AO7TW Four Bedroom Duplex 258.00 7,998 7,224 7,998 7,740 7,998 7,740 7,998 7,998 7,740 7,998 7,740 7,998 94,170
AQSE Three Bedroom Duplex 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190
AOOW Three Bedroom Duplex 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190
Al0E Three Bedroom Duplex 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190
AlOW Three Bedroom Duplex 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190

AllE Six Bedroom ADA
AlL1IW Six Bedroom ADA

412.00 12,772 11,536 12,772 12,360 12,772 12,360 12,772 12,772 12,360 12,772 12,360 12,772 150,380
412.00 12,772 11,536 12,772 12,360 12,772 12,360 12,772 12,772 12,360 12,772 12,360 12,772 150,380

Al5 Five Bedroom House 326.00 10,106 9,128 10,106 9,780 10,106 9,780 10,106 10,106 9,780 10,106 9,780 10,106 118,990
Al6A Three Bedroom Apartment 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190
Al6B Three Bedroom Apartment 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190
Al16C Three Bedroom Apartment 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190
Al16D Three Bedroom Apartment 206.00 6,386 5,768 6,386 6,180 6,386 6,180 6,386 6,386 6,180 6,386 6,180 6,386 75,190

A203DE 14 Room Dorm Wing
A203DW 14 Room Dorm Wing
A203UE 2 Room Barracks
A203UW 2 Room Barracks
A225DC 13 Room Dorm Wing
A225DE 16 Room Dorm Wing
A225DW 21 Room Dorm Wing
A225UE 18 Room Dorm Wing
A225UW 21 Room Dorm Wing
A262 Two Bedroom One Bath
A272 Eleven Room House
A277 11 Bedroom House

651.00 20,181 18,228 20,181 19,530 20,181 19,530 20,181 20,181 19,530 20,181 19,530 20,181 237,615
651.00 20,181 18,228 20,181 19,530 20,181 19,530 20,181 20,181 19,530 20,181 19,530 20,181 237,615
1,189.00 36,859 33,292 36,859 35,670 36,859 35,670 36,859 36,859 35,670 36,859 35,670 36,859 433,985
1,160.00 35,960 32,480 35,960 34,800 35,960 34,800 35,960 35,960 34,800 35,960 34,800 35,960 423,400
713.00 22,103 19,964 22,103 21,390 22,103 21,390 22,103 22,103 21,390 22,103 21,390 22,103 260,245
496.00 15,376 13,888 15,376 14,880 15,376 14,880 15,376 15,376 14,880 15,376 14,880 15,376 181,040
713.00 22,103 19,964 22,103 21,390 22,103 21,390 22,103 22,103 21,390 22,103 21,390 22,103 260,245
620.00 19,220 17,360 19,220 18,600 19,220 18,600 19,220 19,220 18,600 19,220 18,600 19,220 226,300
899.00 27,869 25,172 27,869 26,970 27,869 26,970 27,869 27,869 26,970 27,869 26,970 27,869 328,135
155.00 4,805 4,340 4,805 4,650 4,805 4,650 4,805 4,805 4,650 4,805 4,650 4,805 56,575
572.50 17,748 16,030 17,748 17,175 17,748 17,175 17,748 17,748 17,175 17,748 17,175 17,748 208,963
572.50 17,748 16,030 17,748 17,175 17,748 17,175 17,748 17,748 17,175 17,748 17,175 17,748 208,963

A
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A325 Two Bedroom ADA 197.50 6,123 5,530 6,123 5,925 6,123 5,925 6,123 6,123 5,925 6,123 5,925 6,123 72,088
A331IN Two Bedroom One Bath 187.50 5,813 5,250 5,813 5,625 5,813 5,625 5,813 5,813 5,625 5,813 5,625 5,813 68,438
A331S Two Bedroom One Bath 187.50 5,813 5,250 5,813 5,625 5,813 5,625 5,813 5,813 5,625 5,813 5,625 5,813 68,438
A332N Two Bedroom One Bath 187.50 5,813 5,250 5,813 5,625 5,813 5,625 5,813 5,813 5,625 5,813 5,625 5,813 68,438
A332S Two Bedroom One Bath 187.50 5,813 5,250 5,813 5,625 5,813 5,625 5,813 5,813 5,625 5,813 5,625 5,813 68,438
A333N Two Bedroom Two Bath 197.50 6,123 5,530 6,123 5,925 6,123 5,925 6,123 6,123 5,925 6,123 5,925 6,123 72,088
A333s Two Bedroom Two Bath 197.50 6,123 5,530 6,123 5,925 6,123 5,925 6,123 6,123 5,925 6,123 5,925 6,123 72,088
A334N Two Bedroom Two Bath 197.50 6,123 5,530 6,123 5,925 6,123 5,925 6,123 6,123 5,925 6,123 5,925 6,123 72,088
A334S Two Bedroom Two Bath 197.50 6,123 5,530 6,123 5,925 6,123 5,925 6,123 6,123 5,925 6,123 5,925 6,123 72,088
A335N Two Bedroom Two Bath 197.50 6,123 5,530 6,123 5,925 6,123 5,925 6,123 6,123 5,925 6,123 5,925 6,123 72,088
A335S Two Bedroom Two Bath 197.50 6,123 5,530 6,123 5,925 6,123 5,925 6,123 6,123 5,925 6,123 5,925 6,123 72,088
A336 Three Bedroom Two Bath 324.50 10,060 9,086 10,060 9,735 10,060 9,735 10,060 10,060 9,735 10,060 9,735 10,060 118,443
A352 Four Bedroom House 351.00 10,881 9,828 10,881 10,530 10,881 10,530 10,881 10,881 10,530 10,881 10,530 10,881 128,115
A353 Four Bedroom House 351.00 10,881 9,828 10,881 10,530 10,881 10,530 10,881 10,881 10,530 10,881 10,530 10,881 128,115
ABLISS  One Bedroom House 180.00 5,580 5,040 5,580 5,400 5,580 5,400 5,580 5,580 5,400 5,580 5,400 5,580 65,700
ACASTL  One Bedroom House 190.00 5,890 5,320 5,890 5,700 5,890 5,700 5,890 5,890 5,700 5,890 5,700 5,890 69,350
$529,821 $478,548 $529,821 $512,730 $529,821 $ 512,730 $529,821 $529,821 $ 512,730 $529,821 $512,730 $529,821 $6,238,215
Year 1 Occupancy Rates 1% 2% 2% 2% 3% 3% 4% 4% 3% 3% 2% 2%

$ 5298 $ 9571 $ 10596 $ 10,255 $ 15895 $ 15382 $ 21,193 $ 21,193 $ 15382 $ 13,385 $ 55 $ 10,596| $ 159,000

— Pros:.:
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Fort Worden State Park Business and Management Plan

Conference Accommodations Occupancy: 15% to 45% Monthly

The estimated occupancy rates utilized for purposes of determining the Ieli@yenue from these facilities is

based on conservative estimates. These range from 15% to 45% each month. Local hotels in Port Townsend
average around a 65% occupancy rate on an annual basis. Given the price range and diversity of accommodations
at Fort Worden, it should be possible to increase the occupancy rate significantly,

Ranger housing, Centrum artists in residency housing, and Building 202 is assumed to be under alternative use and
therefore not listed.

Conference
Unit Rates

Number Description Per Day Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Total
AO4E Six Bedroom Duplex $ 370.80 $ 11,495 $ 10,382 $ 11,495 $ 11,124 $ 11,495 $ 11,124 $ 11,495 $ 11,495 $ 11,124 $ 11,495 $ 11,124 $ 11,495 $ 135,342
A04W Six Bedroom Duplex $ 370.80 11,495 10,382 11,495 11,124 11,495 11,124 11,495 11,495 11,124 11,495 11,124 11,495 135,342
AO5E Four Bedroom Duplex $ 232.20 7,198 6,502 7,198 6,966 7,198 6,966 7,198 7,198 6,966 7,198 6,966 7,198 84,753
AOSW Four Bedroom Duplex $ 232.20 7,198 6,502 7,198 6,966 7,198 6,966 7,198 7,198 6,966 7,198 6,966 7,198 84,753
AOBE Four Bedroom Duplex $ 232.20 7,198 6,502 7,198 6,966 7,198 6,966 7,198 7,198 6,966 7,198 6,966 7,198 84,753
AOBW Four Bedroom Duplex $ 232.20 7,198 6,502 7,198 6,966 7,198 6,966 7,198 7,198 6,966 7,198 6,966 7,198 84,753
AO7E Four Bedroom Duplex $ 232.20 7,198 6,502 7,198 6,966 7,198 6,966 7,198 7,198 6,966 7,198 6,966 7,198 84,753
AO7W  Four Bedroom Duplex $ 232.20 7,198 6,502 7,198 6,966 7,198 6,966 7,198 7,198 6,966 7,198 6,966 7,198 84,753
AO9E Three Bedroom Duplex $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
AO9W Three Bedroom Duplex $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
A10E Three Bedroom Duplex $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
A10W Three Bedroom Duplex $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
AllE Six Bedroom ADA $ 370.80 11,495 10,382 11,495 11,124 11,495 11,124 11,495 11,495 11,124 11,495 11,124 11,495 135,342
A11W Six Bedroom ADA $ 370.80 11,495 10,382 11,495 11,124 11,495 11,124 11,495 11,495 11,124 11,495 11,124 11,495 135,342
Al5 Five Bedroom House $ 293.40 9,095 8,215 9,095 8,802 9,095 8,802 9,095 9,095 8,802 9,095 8,802 9,095 107,091
A16A Three Bedroom Apartment $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
A16B Three Bedroom Apartment $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
Al6C Three Bedroom Apartment $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
A16D Three Bedroom Apartment $ 185.40 5,747 5,191 5,747 5,562 5,747 5,562 5,747 5,747 5,562 5,747 5,562 5,747 67,671
A203DE 14 Room Dorm Wing $ 651.00 20,181 18,228 20,181 19,530 20,181 19,530 20,181 20,181 19,530 20,181 19,530 20,181 237,615
A203DW 14 Room Dorm Wing $ 651.00 20,181 18,228 20,181 19,530 20,181 19,530 20,181 20,181 19,530 20,181 19,530 20,181 237,615
A203UE 2 Room Barracks $1,189.00 36,859 33,292 36,859 35,670 36,859 35,670 36,859 36,859 35,670 36,859 35,670 36,859 433,985
A203UW 2 Room Barracks $1,160.00 35,960 32,480 35,960 34,800 35,960 34,800 35,960 35,960 34,800 35,960 34,800 35,960 423,400
A225DC 13 Room Dorm Wing $ 713.00 22,103 19,964 22,103 21,390 22,103 21,390 22,103 22,103 21,390 22,103 21,390 22,103 260,245
A225DE 16 Room Dorm Wing "$ 496.00 15,376 13,888 15,376 14,880 15,376 14,880 15,376 15,376 14,880 15,376 14,880 15,376 181,040
A225DW 21 Room Dorm Wing $ 713.00 22,103 19,964 22,103 21,390 22,103 21,390 22,103 22,103 21,390 22,103 21,390 22,103 260,245
A225UE 18 Room Dorm Wing $ 620.00 19,220 17,360 19,220 18,600 19,220 18,600 19,220 19,220 18,600 19,220 18,600 19,220 226,300
A225UW 21 Room Dorm Wing $ 899.00 27,869 25,172 27,869 26,970 27,869 26,970 27,869 27,869 26,970 27,869 26,970 27,869 328,135
A262 Two Bedroom One Bath $ 139.50 4,325 3,906 4,325 4,185 4,325 4,185 4,325 4,325 4,185 4,325 4,185 4,325 50,918
A272 Eleven Room House $ 515.25 15,973 14,427 15,973 15,458 15,973 15,458 15,973 15,973 15,458 15,973 15,458 15,973 188,066
A277 11 Bedroom House $ 515.25 15,973 14,427 15,973 15,458 15,973 15,458 15,973 15,973 15,458 15,973 15,458 15,973 188,066
A325 Two Bedroom ADA $ 177.75 5,510 4,977 5,510 5,333 5,510 5,333 5,510 5,510 5,333 5,510 5,333 5,510 64,879
A33IN  Two Bedroom One Bath $ 168.75 5,231 4,725 5,231 5,063 5,231 5,063 5,231 5,231 5,063 5,231 5,063 5,231 61,594
A331S  Two Bedroom One Bath $ 168.75 5,231 4,725 5,231 5,063 5,231 5,063 5,231 5,231 5,063 5,231 5,063 5,231 61,594
A332N  Two Bedroom One Bath $ 168.75 5,231 4,725 5,231 5,063 5,231 5,063 5,231 5,231 5,063 5,231 5,063 5,231 61,594
A332S  Two Bedroom One Bath $ 168.75 5,231 4,725 5,231 5,063 5,231 5,063 5,231 5,231 5,063 5,231 5,063 5,231 61,594
A333N  Two Bedroom Two Bath $ 177.75 5,510 4,977 5,510 5,333 5,510 5,333 5,510 5,510 5,333 5,510 5,333 5,510 64,879
A333S  Two Bedroom Two Bath $ 177.75 5,510 4,977 5,510 5,333 5,510 5,333 5,510 5,510 5,333 5,510 5,333 5,510 64,879
A334N  Two Bedroom Two Bath $ 177.75 5,510 4,977 5,510 5,333 5,510 5,333 5,510 5,510 5,333 5,510 5,333 5,510 64,879
A334S  Two Bedroom Two Bath $ 177.75 5,510 4,977 5,510 5,333 5,510 5,333 5,510 5,510 5,333 5,510 5,333 5,510 64,879
A335N  Two Bedroom Two Bath $ 177.75 5,510 4,977 5,510 5,333 5,510 5,333 5,510 5,510 5,333 5,510 5,333 5,510 64,879
A335S  Two Bedroom Two Bath $ 177.75 5,510 4,977 5,510 5,333 5,510 5,333 5,510 5,510 5,333 5,510 5,333 5,510 64,879
A336 Three Bedroom Two Bath  $ 292.05 9,054 8,177 9,054 8,762 9,054 8,762 9,054 9,054 8,762 9,054 8,762 9,054 106,598
A352 Four Bedroom House $ 315.90 9,793 8,845 9,793 9,477 9,793 9,477 9,793 9,793 9,477 9,793 9,477 9,793 115,304
A353 Four Bedroom House $ 315.90 9,793 8,845 9,793 9,477 9,793 9,477 9,793 9,793 9,477 9,793 9,477 9,793 115,304
ABLISS  One Bedroom House $ 162.00 5,022 4,536 5,022 4,860 5,022 4,860 5,022 5,022 4,860 5,022 4,860 5,022 59,130
ACASTL One Bedroom House $ 171.00 5,301 4,788 5,301 5,130 5,301 5,130 5,301 5,301 5,130 5,301 5,130 5,301 62,415
$498,824 $450,551 $498,824 $482,733 $ 498,824 $ 482,733 $498,824 $ 498,824 $ 482,733 $498,824 $482,733 $498,824 $5,873,252

Year 1 Occupancy Rates 15% 20% 20% 25% 25% 35% 45% 45% 35% 20% 15% 15%

$ 74,824 $ 90,110 $ 99,765 $120,683 $ 124,706 $ 168,957 $ 225530 $ 224,471 $ 168,957 $ 99,765 $ 72,410 $ 74,824 $1,545,000
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PROJECTESCHEDULE (BXPEISESYEARL)

The table below details the projected schedule of itemized expenses for 2013 that are incorporated into the
These expenses are based on 2011 actual
expenses and the professionahd industry experience of the consultant team in the management of similar

combined pro forma, and carried forward into subsequent years.

facilities.

Salaries and Wages
Administrative
Maintenance/Caretaker/Prod
Resenations/Guest Senices
Bonus

Total Salaries and Wages Expense

Employee Benefits
Social Security/Medicare
State Labor and Industries
Group Health
401k Contribution

Total Employee Benefits Expense

Utilities
Garbage
Heating Oil
Power
Propane
Water
Vehicle Gas (unleaded, diesel)
Propane-Commons
Utilities Expense
Less:Estimated Non PDA Share

Total Utilities Expense

Goods and Services
Administration/Office
Telephone/Communications
Cleaning/Linen/Janitorial
Credit Card Expense
Computer Support/Maintenance
Alarm/Security Contracts
Commons-Fees/Maintenance
Repairs and Maintenance
Furniture, Fixtures, Equipment
Goods for Resale

Total Goods and Senices Expense

wlr
=T
OS::

consulting

Jan Eeb Mar Apr May Jun Jul Aug Sep Oct Nov Dec 20xx
15,300 $ 15,300 $ 15300 $ 15300 $ 15300 $ 15,300 15300 $ 15300 $ 15300 $ 15300 $ 15300 $ 15,300 183,600
20,483 20,483 20,483 20,483 20,483 20,483 20,483 20,483 20,483 20,483 20,483 20,483 245,800
17,975 17,975 17,975 17,975 17,975 17,975 17,975 17,975 17,975 17,975 17,975 17,975 215,700
- - - - - - - - - - - 10,000 10,000
53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 53,758 $ 53,758 $ 53,758 $ 53,758 $ 53,758 $ 63,758 655,100

Totals

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec 20xx
4113 $ 4113 $ 4113 $ 4113 $ 4113 $ 4,113 4,113 $ 4,113 $ 4113 $ 4113 $ 4113 $ 4,878 50,115
1,470 1,470 1,470 1,470 1,470 1,470 1,470 1,470 1,470 1,470 1,470 1,470 17,636
6,255 6,255 6,255 6,255 6,255 6,255 6,255 6,255 6,255 6,255 6,255 6,255 75,060
- - - - - - - - - - - 10,000 10,000
11837 $ 11837 $ 11837 $ 11837 $ 11837 $ 11837 11837 $ 11837 $ 11837 $ 11,837 $ 11,837 $ 22,602 152,811

Totals

Jan Eeb Mar Apr May Jun Jul Aug Sep Oct Nov Dec 20xx
3000 $ 3,000 $ 6000 $ 3,000 $ 3,600 $ 5,500 6,000 $ 6,000 $ 6,000 $ 6000 $ 8000 $ 4,000 60,100
10,000 33,000 48,000 8,000 22,000 11,000 5,000 16,000 2,000 9,000 28,000 13,000 205,000
19,000 19,000 22,000 19,000 16,000 12,000 10,000 10,000 10,000 10,000 10,000 10,000 167,000
400 400 200 500 100 100 800 100 200 100 600 100 3,600
6,000 6,000 6,700 7,700 7,600 8,100 9,000 10,500 9,300 8,200 6,000 6,000 91,100
250 250 250 250 250 250 250 250 250 250 250 250 3,000
6,100 6,500 7,000 4,600 5,100 3,500 4,300 3,800 2,100 7,600 6,800 6,000 63,400
44,750 $ 68,150 $ 90,150 $ 43,050 $ 54,650 $ 40,450 35350 $ 46,650 $ 29,850 $ 41,150 $ 59,650 $ 39,350 7 593,200
(5,090)  (7,390)  (9,725)  (5,155) _ (6,110) (4,675) (4,030) (5,285) (3.715)  (4,240)  (6,060)  (4,110) (65,585)
39,660 $ 60,760 $ 80425 $ 37,895 $ 48540 $ 35775 31,320 $ 41365 $ 26,135 $ 36,910 $ 53590 $ 35,240 527,615

Totals

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec 20xx
1,400 $ 600 $ 800 $ 700 $ 700 $ 2,400 600 $ 700 $ 700 $ 1,700 $ 600 $ 800 11,699
2,850 2,850 3,088 2,850 2,850 i’ 3,088 2,850 2,850 " 3,088 2,850 2,850 3,088 35,150
23,633 30,659 47,016 46,841 61,453 86,692 116,268 113,648 81,622 48,838 25,672 21,787 704,130
425 850 850 1,700 2,550 4,250 5,100 5,950 5,100 1,700 850 850 30,175
- - 500 - - 500 - 11,000 500 - - 500 13,000
- - 15,000 - 500 - - 9,000 - 15,000 - 500 40,000
- 2,000 - - 2,000 - - 2,000 - - 2,000 - 8,000
2,500 2,500 2,500 2,500 2,500 2,500 2,500 2,500 3,500 3,500 3,500 3,500 34,000
4,000 4,000 4,500 4,000 4,000 4,500 4,000 4,000 4,500 4,000 4,000 4,500 50,000
- - 2,000 - - 2,000 - - 2,000 - - 2,000 8,000
$ 34808 $ 43459 $ 76,254 $ 58591 $ 76,553 $ 105930 $ 131,318 $ 151,648 $ 101,009 $ 77,588 $ 39,472 $ 37,524 $ 934,154
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STAFFING

The staffing and personnel of the PDA estimated to manage the services and facilities within the scope of this plan
Gal yI 3SNE
area (now referred to as the Executive Director position). It is anticipated that the Board aaddtisenationally

are detailed in the table belowNote (i K I {

iKS
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Conservancy, a naeprofit entity devoted to that role.

Position
Administrative
Manager
Accountant
Administrative Assistant
Administrative Assistant
Total Administrative

Maintenance/Caretaker/Production

Lead/Supervisor
Position 1
Position 2
Position 3
Position 4
Position 5

tAaid

SR

0St2¢6

Aa

& LIS Oviniarfag thé ampus operaidns. MBketRGvivuldi 2
likely be outsourced to a professional entity. Major fundraising activities would shift to the Fort Worden

Total Maintenance/Caretaker/Prod

Reservation/Guest Services
Lead/Supervisor
Position 1
Position 2
Position 3
Position 4
Total Customer Service

Total

Assumptions:
401k Contribution
Bonus
Social Security/Medicare
Monthly Group Health:
Employer-80%
Employee-20%

$
$

$
$

Monthly Annually
Social Sec/ Total Social Sec/ Total

Gross Medicare State Group Gross Pay Gross Medicare State Group 401k Gross Pay

Pay 7.65% L&l Health and Benefits Pay 7.65% L&l Health Plan Bonus and Benefits

6,375 $ 488 $ 43 $ 417 $ 7323 % 76,500 $ 5852 $ 516 $ 5004 $ 1,186 $ 1,186 $ 90,244

3,892 298 42 417 4,648 46,700 3,573 498 5,004 724 724 57,222

2,517 193 42 417 3,168 30,200 2,310 498 5,004 468 468 38,949

2,517 193 42 417 3,168 30,200 2,310 498 5,004 468 468 38,949

15,300 $ 1,170 $ 168 $ 1,668 $ 18,306 $ 183,600 $ 14,045 $ 2010 $ 20,016 $ 2,846 $ 2,846 $ 225364

4,892 $ 374 $ 182 $ 417 $ 5865 $ 58,700 $ 4,491 $ 2183 $ 5004 $ 910 $ 910 $ 72,197

4,158 318 182 417 5,075 49,900 3,817 2,183 5,004 774 774 62,451

4,158 318 182 417 5,075 49,900 3,817 2,183 5,004 774 774 62,451

2,425 186 182 417 3,209 29,100 2,226 2,183 5,004 451 451 39,415

2,425 186 182 417 3,210 29,100 2,226 2,183 5,004 451 451 39,415

2,425 186 182 417 3,210 29,100 2,226 2,183 5,004 451 451 39,415

20,483 $ 1567 $ 1,092 $ 2,502 $ 25644 $ 245800 $ 18804 $ 13,098 $ 30024 $ 3810 $ 3810 $ 315346

4,858 $ 372 $ 443 $ 417 $ 5690 $ 58300 $ 4,460 $ 516 $ 5004 $ 904 $ 904 $ 70,087

3,892 298 43 417 4,649 46,700 3,573 516 5,004 724 724 57,240

3,275 251 42 417 3,984 39,300 3,006 498 5,004 609 609 49,027

2,975 228 42 417 3,661 35,700 2,731 498 5,004 553 553 45,040

2,975 228 42 417 3,661 35,700 2,731 498 5,004 553 553 45,040

17,975 $ 1375 $ 211 $ 2,085 $ 21,646 $ 215700 $ 16,501 $ 2526 $ 25020 $ 3344 $ 3344 $ 266434

(15) 53,758 $ 4113 $ 1470 $ 6255 $ 65,596' $ 645100 $ 49350 $ 17,634 $ 75060 $ 10,000 $ 10,000 $ 807,144
10,000
10,000
7.65%
417
104

Currently, there are 27 Stateark FTE positions that are directly tied to the operations and management of Fort
Worden State Park. The above level of staffing proposed for the campus is similar to the staff levels currently used
by State Parkdpr the responsibilities of managine facilities and services of the campus area of the park.

iKS
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Fort Worden Public Development Authority

ADDITIONAREVENUPPORTUNITIES

There are additional revenue opportunities identified within this business plan that have precedent in similar
facilities and destinations around the United Swi@s well as what is occurring at Fort Worden, including those
that are on public parks and lands. The following revenue opportunities are included in this pro forma:

1 Merchandiseq this is revenue associated with the sale of retail merchandise spegiffoaland by the
Friends of Fort Worden (a.k.a Fort Worden Conservancy) or the PDA.

1 Alcohol sales; there has been expressed stakeholder support for the addition of a gathering place that
sells beer and wine to be featured at the park. It is recommedntiis be considered and featured at a
designated location (i.e. the Officers Club) and managed by an outside vendor. These revenues are not
initially counted for until Year 3.

1 Event feesc this is additional fees collected through the organization gmdvision of events in the
campus area.

9 Interest incomec this is revenue associated with interest earned on credit balances maintained in the
working accounts of the PDA.

1 Miscellaneous revenue; this is miscellaneous revenue collected from various otmurces of funding
and activities performed by the PDA.

Pros
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Fort Worden State Park Business and Management Plan

Capital Plan

One of the greatest values of the management partnership between the PDA and the Commission is the ability of

the PDA to leverage State resources with other sources of public andterfunds for renovation and
redevelopment of historic and underutilized facilities within the campus area. This section Bulieess and
ManagementPlandetails recommended capital repair, rehabilitation and redevelopment projects for each of the

key facilities within the campus area, as well as provides general cost estimates associated with these

improvements. The process of identifying capital projects was based on the following criteria:

il

Improving the safe and appropriate uses of existing fezslithrough improvements, enhancements and

repair

Attracting new and expanded use opportunities of existing facilities by improvements and renovations to
areas currently not in use or underutilized due to facility conditions

Redevelopment of existing fatidis for a more productive use aligned with the vision of the Lifelong

Learning Center as adopted by the Commission. Expanding or enhancing the utilization of existing facilities
to improve the financial performance of the park

Rehabilitating underutilizedfacilities to enhance public use, visitor experiences and new partners

programs at the park

Thecapital plan is organized into the following sections:

© No Ok wDd

Current Facility Conditions Maps
Shared Capital Expenses and Areas of Focus
Lifelong Learning Core Area

Housing / Accommodations

Operations, Shop and Maintenance Areas
Infrastructure / Utilities

CombinedCapital Plan

Funding Strategies

QURRENFACILITY2ONDITIONSAAPS
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Fort Worden State Park Business and Management Plan

SHAREDCAPITAIEXPENSES AMEREAS OFOCUS

One the greatest values of the managemeattnership between the PDA and the Commission is the opportunity

to broaden the shared burden of capital expenses to maintenance and renovate the numerous facilities and
extensive infrastructure at Fort Worden. This capital plan identifies approxim®d8ynillion in capital project on

the whole for the campus area, as well as recommended areas of focus for different partners and entities to
concentrate their capital investments. The following recommendations are provided for consideration by the
Commssion and the PDA for how capital expenses and priorities can be shared.

Washington State Parks and Recreation Commission (Commission)

As the owner of Fort Worden State Park, the Commission retains a responsibility to support capital expenses as
they are Wtimately the beneficiary of all capital improvements on site. Since 2003, over $305 million in capital
requests have been submitted by the Commission to the State Legislature, of which only $13 million has been
funded. That equates to approximately $In8llion each year, or $2.6 million every biennium. Up until the
L2aaArAofS LINIYSNAKALI gAdGK (GKS t5! 3 GKAa STTF2Nlaloe GKS
the capital needs of the site, thereby leaving many needs unattendedhaagidly growing deferred maintenance

inventory.

The potential partnership with the PDA allows the Commission to focus its capital investments into specific areas
of focus, and to rely on partner investments to support other facility needs at the kite.recommended that the
current level of State capital funding at Fort Worden continue ($2.6 million per biennium), and be targeted in the
following areas:

1. Roads, utilities and infrastructure
2. Major structural repair of facilities
3. Capital projects addraing or directed by the historical context of the Fort

Identified capital projects in these areas of focus would amount tdB&nillion over the next 11 years.

Fort Worden Lifelong Learning Center Public Development Authority (PDA)

The PDA serves in mamgays as a coordinator and support entity for partrdarived capital investment in Fort
Worden facilities and infrastructure. As the managing partner to the Commission for the campus area and lifelong
learning center functions of the park, the PDA hasrémponsibility to attract and manage outside funding support

and partner investments in the following areas:

1. Capital projects improving the use of facilities in accordance with the mission and vision of the lifelong
learning center

2. Capital projects suppting the improved coordination and performance of partner organizations
operating on site

3. Maintenance projects on the interior of facilities that do not involve major structure of system
repair/replacement

Identified capital projects in these areas of fsonould amount to $125 million over the next 11 years.

Partner Organizations

Partner organizations are those that are considered as tenants of facilities and operators of specific programs and
services at Fort Worden. In many cases the PDA and théAfsden Conservancy will serve in a support role to
partners to aid in fund development and capital campaigns. Additionally, the PDA will consistently and actively
seek new partners to develop and operate facilities at Fort Worden that are aligned withitiseon and vision of

the lifelong learning center, and support the long term financial sustainability of the park.
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Fort Worden Public Development Authority

Current and future partners can support capital expenses in the following areas:

1.
2.

Redevelopment and renovation of facilities that enhangerational efficiency of partners
Redevelopment and renovation of facilities that support the adaptive reuse of facilities aligned with the

mission and vision of the lifelong learning center

3.

Development of new facilities that are aligned with the missaod vision of the lifelong learning center

Identified capital projects in these areas of focus would amount toSBHillion over the next 11 years.

LIFELONG LEARNIKIGREAREACAPITALPLAN

Building Current Projected Date | Renovation|
No. Use Use Built | Estimate YEAR 1 2 3 4 5 6 7 8 9 10
204  Conference Bldg| Conference Bldg| 1905
210 Commons Commons 2003
246 JFK Conference| JFK Conference| 1941
297 Seminar Classroom 1960 20,000 20
298 School House | Accommodations| 1904 600,000 ___39g_3_09
5,580,000 1860 1860 1860
306  Conference/Stor Conference 1910 500,000 100 400
326  USO Conferencg USO Conference| 1941
24 Chapel Conference 1941 320,000 ___le0__ 160
2,680,000 680 1000 1000
25 Wheeler Theater Theater 1932 400,000 ___2_09___22Q
3,600,000 1800 1800
26 McCurdy Pavilio Pavilion 1921 600,000 ___300__ 300
5,400,000 1800 1800 1800
$19,700,000 $0 $0 30 $300 $420 $2,260 $1,860 $1,860 $0 $0 $0 $0 $160 $840 $1,200 $1,200 $2,100 $2,100 $1,800 $1,800 $1,800 $0

49

Note:

On the estimated annual costs i
the table to the right, soft costs
are designated by the dashe:
timelines and hard constructior
costs are noted by solid timelines
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Fort Worden State Park Business and Management Plan

HOUSING ACCOMMODATIONGAPITALPLAN

Building Current/ Projected| Date | Renovation
No. Use Built Estimate | Rooms  Beds ows |Years 1 2 3 4 5 6 7 8 9 10
202 Dormitory / College| 1904 5,500,000 59 59 59 250 300 300 2325 2325
203 Dormitory / College| 1904 5,500,000 67 67 67 275 275 2475 2475
225 Dormitory / Hotel 1908 13,400,000 89 111 163 440 450 450 3015 3015 3015 3015
4E,4W Officer Housing 1904 1,500,000 12 18 28 750 750
5E,5W Officer Housing 1904 885,000 8 10 16 440 445
6E.6W Officer Housing 1904 885,000 8 10 16 440 445
7E,TW Officer Housing 1904 885,000 8 10 16 440 445
8 Garage/Carport 1922 350,000 175 175
9E,9W Officer Housing 1905 1,000,000 8 10 16 500 500
10E,10W Officer Housing 1905 1,000,000 8 10 16 500 500
11E,11W Officer Housing 1905 1,500,000 12 18 28 750 750
13 Garage/Carport 1932 200,000 100 100
15 Officer Housing 1905 900,000 5 7 12 450 450
16A,16B,16C,16D Officer Housing 1915 2,200,000 12 12 15 1100 1100
229 Castle 1922 200,000 1 1 2 100 100
235 Vista 1917 130,000 1 2 3 65 65
272 Hostel 1941 720,000 1 13 23 360 360
275 Dorm Housing 1941 150,000 11 13 23 75 75
277 Madrona Vista 1941 720,000 11 13 23 360 360
325 ADA Housing 1905 180,000 2 3 5 920 90
331N,331S NCO Housing 1909 675,000 4 8 10 325 350
332N,3328 NCO Housing 1905 675,000 4 8 10 325 350
333N,3338 NCO Housing 1904 675,000 4 8 10 325 350
334N,334S NCO Housing 1904 675,000 4 8 10 325 350
335N,335S8 NCO Housing 1904 675,000 4 8 10 325 350
336 NCO Housing 1909 300,000 3 5 7 150 150
352 NCO Housing 1915 675,000 4 5 8 325 350
353 NCO Housing 1915 675,000 4 5 8 325 350
$42,830,000| 364 442 604 $251 $300 $300 $2,325 $2,325 $440 $1,640 $2,700 $5,080 $5,315 $5,790 $4,915 $3,425 $3,650 $1,350 $1,175 $1,150 $700

Not¢

Annual dollar estimates are provided in 000's
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Building

No.

200

221

245

270

296

304

305

308

309

324

357

364

365

372
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OPERATIONSHOP ANOMAINTENANCAREASAPITALPLAN

Current

Use

Administration

Laundromat

Ranger Residence]|

Ranger Residence]

Park Shop

Bakery / Storage

Shop

Storage

Gas Station

Storage

Storage

Storage

Storage

Storage

Note:

Projected

Use

Administration

Laundromat

Ranger Residence]|

Ranger Residence]

Office Mtgs

Tenant Shop

Maintenance Shop

Tenant Office

Removed

Tenant Office

Storage

Paint Shop

Storage

Tenant Office

Date

Built

1908

1941

1898

1904

1941

1941

1904

1905

1920

1909

1921

1907

1920

1910

Renovation

Estimate

500,000

60,000

100,000

80,000

100,000

2,863,000

6,450,000

649,000

20,000

843,000

205,000

1,302,000

1,343,000

$14,515,000

Year

On the estimated annual costs i
the table above, soft costs are
designated by
timelines and hard constructior
costs are noted by solid timelines.

0s.*
consulting

the

dashec

3 4
i
1288 1289
-5
584
20
84

Note: Annual dollar estimates are provided in 000's

50

1935 1935 1935

$0 $0 $135$1,208 $371 $1,872$1,373 $759 $150 $2,002 $1,935 $1,935 $1,985

8 9
250 250
30 30

50

40

50

$50 $280 $280  $90

40

$90

10

$0

$0
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INFRASTRUCTURBITILITIEEAPITAIPLAN

Note:

On the estimated annual costs il
the table above, soft costs are
designated by the dashed
timelines and hard constructior
costs are noted by solid timelines.
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