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Executive Summary 

This Business and Management Plan is a targeted evaluation of the financial viability of a management 

partnership at Fort Worden State Park between the Washington State Parks and Recreation Commission 

and the FƻǊǘ ²ƻǊŘŜƴ tǳōƭƛŎ 5ŜǾŜƭƻǇƳŜƴǘ !ǳǘƘƻǊƛǘȅ ŦƻǊ ŀ ŎƻƳǇƻƴŜƴǘ ƻŦ ǘƘŜ ǇŀǊƪΩǎ ŦŀŎƛƭƛǘƛŜǎ ŀƴŘ ǎŜǊǾƛŎŜǎΦ  

This executive summary provides a concise summary of recommendations and findings contained within 

the report. 

¶ Fort Worden State Park has been operating in a version of a management partnership since its 

inception as a state park in 1973.  Since that time, partner organizations have been relied upon 

to develop and deliver programming and events that draw visitors to the park. 

 

¶ In 2007, the Commission concluded that operating a Fort Worden State park under a 

conventional park administrative structure may not be the most effective management model 

for the site.  Since that time, the Commission has expressed its continued support for bringing to 

reality a vision of Fort Worden as a lifelong learning center.  The agency is a period of 

transformation and is seeking new and creative methods for rehabilitating and operating Fort 

Worden in order to achieve long term financial stability and stewardship of the facility. 

 

¶ Fort Worden is a major economic driver in the community of Port Townsend, as well as 

Jefferson County.  The events and accommodations at the park bring over 1,000,000 visitors to 

the area each year, and generates over $11,600,000 in local and state revenues not including 

the direct revenues of the park.  Fort Worden provides for up to 200 local jobs at the site, and 

supports approximately 237 additional jobs in the area.  Finally, Fort Worden provides an 

estimated annual contribution to local household earnings of over $3,400,000. 

 

¶ The proposed management partnership outlined within this plan pertains only to the facilities 

and services within the campus area of Fort Worden, a parcel of approximately 100 acres in the 

southeastern corner of the park.  The management partnership would not include either 

campground, the beach, Artillery Hill, or the Chinese Garden areas. 

 

¶ Fort Worden State Park is unique among other similar sites elsewhere in the United States in 

that is not already operating under a management partnership of this nature to support the 

StateΩs ability to manage and maintain facilities and infrastructure, and delivery diverse services 

at the park.  Multiple similar sites to Fort Worden have evolved their management approach to 

a partnership model to achieve more sustainable stewardship and management of the site 

including Fort Baker and Fort Mason in California, Jekyll Island in Georgia, and Fort Vancouver 

here in Washington. 

 

¶ While overall park visitation has remained fairly static over the last 10 years, conference 

attendance has steadily fallen in this time period by a total of 31% since 2002.  This is 

predominantly attributed to the absence of effective marketing and promotions of the site on 

the whole. 
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¶ A management partnership between the PDA and the Commission that involves the campus 

area of Fort Worden can work based on the following assumptions: 

 

o The Commission will continue to own the entire site of Fort Worden State Parks, and be 

responsible for its overall management. 

 

o The PDA will enter into an agreement with the Commission to manage the following 

operational responsibilities of Fort Worden that are outside the traditional 

responsibilities and strengths of the agency.  These will include: 

Á Conference management  

Á Program and event management 

Á Visitor services  

Á Marketing and sales 

Á Improved accommodations management  

Á Private partnership development and management 

 

o The PDA will support the Commission in performing tasks that require substantial 

capital investment beyond the means of the State.  These will include: 

Á Capital project management 

Á Facility  rehabilitation and historic preservation 

Á Daily maintenance requirements 

Á Major capital repair and replacement initiatives 

Á New facility development 

 

o State Parks will continue to operate the upper and lower campgrounds including 

reservations associated with this function, as well as provide on-site law enforcement, 

facility and infrastructure maintenance support, natural resource management and 

stewardship, and technical assistance in cultural/historic resource management. 

 

o The management partnership and 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 management and financial challenges from fragmenting 

the campus operations.   

 

¶ A capital plan has been developed and included that outlines approximately $85,000,000 in 

facility and infrastructure needs at Fort Worden over the next 11 years.  This includes facility 

repairs, renovations, and redevelopment projects. 

 

¶ There have been multiple funding sources and methods identified within this plan that the PDA 

can effectively pursue to leverage appropriate outside investment into the long term repair, 

renovation and redevelopment needs of Fort Worden facilities and infrastructure. 

 

¶ A proposed governance model has been identified that integrates the leadership of the 

Commission and the PDA, as well as involves local and statewide representation to ensure the 

management of Fort Worden continues in the interest of the residents of the State of 

Washington. 
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Plan Overview 

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

key findings. 

FORT WORDEN ς A COLORFUL PAST AND UNCERTAIN FUTURE 
Fort Worden was established by the United States Army in 1902 as a part 

ƻŦ ǘƘŜ ά¢ǊƛŀƴƎƭŜ ƻŦ CƛǊŜέ ς a configuration of three shore batteries (Fort 

Worden, Fort Casey, and Fort Flagler) positioned to provide protection 

from a naval invasion on the Puget Sound reaching potentially to the 

Puget Sound Naval Shipyard in 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.  

Fort Worden operated as a juvenile facility from 1957 until 1971 when the 

site was transferred to the Washington State Parks and Recreation 

Commission όάǘƘŜ /ƻƳƳƛǎǎƛƻƴέύ ǘƻ ōŜ ƻǇŜǊŀǘŜŘ ŀǎ ŀ ǎǘŀǘŜ ǇŀǊƪ ŀƴŘ 

conference center.  Fort Worden State Park opened in 1973, coinciding 

with the partnership initiative of Washington State Arts Commission, the 

Office of the Superintendent of Instruction, and the Commission that 

created Centrum ς an arts and education organization designed to provide 

year-round programming at the 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 Park to complement /ŜƴǘǊǳƳΩǎ programs and services, and to 

support facility usage.  

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 ages, backgrounds, 

abilities and interests.  This business plan is less about achieving a lifelong learning center vision and 

more about outlining the parameters of a productive management partnership between Washington 

State Parks and Recreation Commission and the Fort Worden Public Development Authority.  A 

management partnership that can reliably reduce the financial operating burdens of the State, and 

ŀǳƎƳŜƴǘ ƻǊ ƭŜǾŜǊŀƎŜ ǘƘŜ {ǘŀǘŜΩǎ ǊŜǎƻǳǊŎŜǎ ŦƻǊ ŦŀŎƛƭƛǘȅ ŀƴŘ ƛƴŦǊŀǎǘǊǳŎǘǳǊŜ is the only partnership that is 

worthy of consideration. 

INTENT OF THIS PLAN 
It is important to note that the project team tasked with developing this Business and Management Plan 

does 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 to be sustained over the long term for the 

sake of current and future residents of the State of Washington.  This plan begins to address the 

fundamental question of whether the state park system is able to maintain the integrity of facilities and 

infrastructure at Fort Worden if not working in a productive and meaningful partnership that protects 
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the overall interests of the public.  The ultimate challenge facing the State is how to balance the long 

term health and viability of the site and its responsibility to Washington residents on the whole. 

Essentially, the intent of this plan is to determine the business and financial requirements of an  

effective ƳŀƴŀƎŜƳŜƴǘ ǇŀǊǘƴŜǊǎƘƛǇ ǘƘŀǘ ŜŦŦŜŎǘƛǾŜƭȅ ǊŜŘǳŎŜǎ ǘƘŜ {ǘŀǘŜΩǎ ŀƴƴǳŀƭ ƻǇŜǊŀǘƛƴƎ ǎǳōǎƛŘȅ ŀǘ ǘƘŜ 

ǇŀǊƪΣ ŀƴŘ ƭŜǾŜǊŀƎŜǎ ƻǳǘǎƛŘŜ ƛƴǾŜǎǘƳŜƴǘ ǘƻ ǇǊƻǘŜŎǘ ǘƘŜ ƭƻƴƎ ǘŜǊƳ ƛƴǘŜƎǊƛǘȅ ƻŦ ǳǎŀōƛƭƛǘȅ ƻŦ CƻǊǘ ²ƻǊŘŜƴΩǎ 

facilities and infrastructure.  It is also intended to identify clear roles and responsibilities of management 

partners at the park.  This plan was completed as directed in the Legislative budget proviso to the 

Washington State Parks and Recreation Commission in the 2012 Legislative Session to develop a 

ōǳǎƛƴŜǎǎ Ǉƭŀƴ ǘƘŀǘ ǿƻǳƭŘ ŘŜǘŀƛƭ Ƙƻǿ ǘƘŜ CƻǊǘ ²ƻǊŘŜƴ tǳōƭƛŎ 5ŜǾŜƭƻǇƳŜƴǘ !ǳǘƘƻǊƛǘȅ όάǘƘŜ t5!έύ ŎƻǳƭŘ 

sustainably operate aspects of the park.  This is not a business plan for how State Parks can operate the 

park, or how State Parks would operate the traditional functions of the park in a management 

partnership with the PDA.   

ELEMENTS OF THE PLAN 
This Business and Management Plan has been developed for the Fort Worden Public Development 

Authority pertaining to the aspects of Fort Worden State Park operations it is most feasible for the PDA 

to manage in partnership with Washington State Parks and Recreation Commission.  The plan contains 

the following elements: 

 

 

 

 

 

KEY FINDINGS 
There are numerous recommendations contained within this business and management plan, with the 

most prominent findings summarized below and on the following page. 

Fort Worden Is Special and Unique in Many Ways 
There have many examples of successful national and state parks that Fort Worden has been compared 

to, even from its inception as a state park.  The most notable of these include Fort Mason Center and 

Fort Baker in San Francisco, a part of the Golden Gate National Recreation Area, and Asilomar State Park 

in Monterey, California.  In both cases these are parks that are 

operated as public-private partnerships, utilizing the strengths of 

ōƻǘƘ ƎƻǾŜǊƴƳŜƴǘ ŀƎŜƴŎƛŜǎ ƛƴǘŜƴǘ ǘƻ ǇǊƻǘŜŎǘ ǘƘŜ ǇǳōƭƛŎΩǎ ƛƴǘŜǊŜǎǘ ƛƴ 

the site, and private non-profit and for-profit organizations best 

tooled 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.  This is a park that 

is managed overall by tƘŜ bŀǘƛƻƴŀƭ tŀǊƪ {ŜǊǾƛŎŜ όάbt{έύ ƛƴ 

coordination with numerous partners including the Fort Vancouver 

bŀǘƛƻƴŀƭ IƛǎǘƻǊƛŎ ¢Ǌǳǎǘ όάǘƘŜ ¢Ǌǳǎǘέύ ŀƴŘ ǘƘŜ /ƛǘȅ ƻŦ ±ŀƴŎƻǳǾŜǊ όάǘƘŜ 

Summary of 
Public and 
Stakeholder 
Input 

Market 
Analysis 
Update 

Operational 
and 
Management 
Analysis 

Business and 
Management 
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/ƛǘȅέύ.   The Trust is a cooperating association with the NPS and City that manages multiple facilities and 

operations at the park, including retail, facility use, and facility renovation and development.  

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

partnership with private non-profit and for-profit 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 historic facilities on-site 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 fifteen nonprofits 

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 yet to develop a working management partnership focused on assisting 

the state with the tremendous burden of long-term facility and operational stewardship.  Rather, the 

State of Washington has predominantly relied on partnerships at Fort Worden to provide programming 

and visitor services, thereby generating traffic to the park for day and multi-day use.  Recent efforts 

among existing partnerships have begun to yield significant resources for facility renovation, but these 

efforts are insufficient to support the long-term facility and infrastructure needs, as well as operational 

needs of the site that can result in significantly reducing the annual operating deficit. 

¢ƘŜ {ǘŀǘŜ ƻŦ ²ŀǎƘƛƴƎǘƻƴ /ŀƴƴƻǘ {ǳŦŦƛŎƛŜƴǘƭȅ wŜǎƻǳǊŎŜ ǘƘŜ tŀǊƪΩǎ [ƻƴƎ ¢ŜǊƳ bŜŜŘǎ 
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 over 434,000 square feet of facilities the majority of 

which are historic structures.  Over the last 30 years, staff of the Commission, including personnel on-

site at Fort Worden, has worked tirelessly to identify and advocate for regular investment in the long 

term integrity of facilities and infrastructure at the park through capital repair and renovation projects.  

These projects rarely are implemented in their entirety, in a timely manner, or at all due to the 

increased competition for limited public funding at the State level and competing Legislative priorities.  

Currently, the historic facilities range from good to poor condition, with most needing more work than 

the State can afford now and in the near future.  Based on existing visitation and use, these facilities are 

deteriorating faster than the State can fund their upkeep. 

Staff of the Commission has identified over $50,000,000 in capital needs at the park that should be 

addressed within the next eight to 10 years, including the rehabilitation of multiple buildings to improve 

the quality and safety of current and future use.  At the same time, the State Legislature has directed 

the Commission to formulate a plan that completely removes the agency from any general fund 

appropriation support as of 2013 ς an uncommon 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 order to sustain the operational needs of the entire system.  

Discover Pass revenues, intended to replace general funding appropriations, are substantially lower than 

projected thereby increasing the operational deficit of the agency.  Fort Worden has been spared from 

most of these recent reductions, but it is not expected for this trend to continue in future years as other 

parks in the system will also need more financial resources to operate and care for facilities than the 

State has the ability to provide.  Compounding decreases in state funding, the implementation of the 

Discover Pass at Fort Worden has sharply cut into park visitation as reported by partner program 

participation by as much as 25%, thereby further reducing the ability of the site to generate revenues to 

support operating costs.  
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Lǘ ƛǎ ƴƻǘ ŦŜŀǎƛōƭŜ ƻǊ ǊŜŀƭƛǎǘƛŎ ǘƻ ŀǎǎǳƳŜ ǘƘŀǘ ƎƛǾŜƴ ǘƘŜ {ǘŀǘŜΩǎ ŎǳǊǊŜƴǘ ŦƛƴŀƴŎƛŀƭ ŎƛǊŎǳƳǎǘŀƴŎŜǎΣ 

$50,000,000 in capital investments at Fort Worden would materialize from state coffers in the next 10 

years.    These circumstances, while dire, do not dictate an inevitably dark future for Fort Worden.  The 

State of Washington is faced with an opportunity to engage an interested outside partner that is a 

fellow public agency to help share the burden and responsibility with being a steward of Fort Worden 

for the long term.   

A Sustainable Co-Management Model is Feasible and Practical, and Already There 
Since its beginning as a state park in 1973, Fort Worden has been operating under the semblance of a 

co-management model.  It is intriguing that there are such vocal pockets of opposition to the 

continuation of an operational approach that has been successful and publicly supported for nearly 40 

years, and presents practical solutions to  real problems ς the integrity of Fort Worden as a public asset 

is deteriorating faster than the State can 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-management 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 

on-site is the evidence of how co-management has worked at Fort Worden with the existing partner 

organizations for the last four decades. 

The only difference between the proposed co-management model with the PDA and the status quo is 

that the State can now engage a partner that is actually responsible and better tooled to 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 other 

partner organizations operating on-site, 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 and private sources 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 practices in 

areas in which the State is bureaucratically inhibited.  All of this can be done, and has been proven 

successful in multiple examples from around the United States, without losing the value, accessibility, 

affordability, and quality of the visitor experience and services to the public. 

The important thing about any co-management 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 unquestionable expectation that 

the State of Washington not only retain ownership of the park, 

but also retain on-site management responsibilities for aspects 

that are most appropriate and affordable for the State to 

perform.  It is also evident that the PDA must implement a 

governance model that builds trust locally, regionally, and 

statewide, and provides confidence to the Commission that the 

PDA is a reliable and financially viable partner.  

Realistically, Fort Worden is behind the times in modernizing its 

management approach, especially with the 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 
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allows complementary entities to synergistically combine their strengths for the overall success and 

sustainability of this public treasure.  The State of Washington has seemed committed to a tradition of 

trying to perform every service it can as a function of government, instead of allowing a true partnership 

economy to mature into its potential.   

Given the current and predictable future of funding constraints in the State of Washington, the Parks 

and Recreation /ƻƳƳƛǎǎƛƻƴΣ [ŜƎƛǎƭŀǘǳǊŜΣ DƻǾŜǊƴƻǊΩǎ hŦŦƛŎŜΣ ŀƴŘ ǊŜǎƛŘŜƴǘǎ ǎǘŀǘŜǿƛŘŜ ƘŀǾŜ ŀ ŦǳƴŘŀƳŜƴǘŀƭ 

question to answer ς is the smartest course of action at Fort Worden to grow the responsibilities and 

financial burden of the State, or to find a way to deliver the same or better service to the public, protect 

this great asset in a 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 
This Business and Management Plan performed 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 Plan pertaining to the lifelong learning 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 analyses and evaluations, it is determined such a management partnership 

that involves the campus area of Fort Worden can work.   

Essentially, this means that the objectives of the State to sustainably reduce the current operating 

subsidy at the park while not interrupting or sacrificing the quality of the visitor experience, and a 

partner can successfully leverage outside funding and finance support to leverage State resources for 

facility maintenance, repair, renovation and redevelopment can be met through a management 

partnership with the PDA.  It also means that the 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 park. 

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 Stakeholder Input 

There has been substantial, albeit concentrated, public and stakeholder input regarding this project 

since the establishment of the PDA in October 2011, including: 

¶ Monthly PDA board meetings (November 2011 to present) 

¶ Several public meetings regarding the intent to engage in this study (March- May 2012) 

¶ Three public meetings regarding the scope and purpose of this study  (May 2012) 

¶ Two meetings with Fort Worden State Park employees (Summer 2012) 

¶ Stakeholder interviews and meetings with existing partner organizations operating on site 

(Summer 2012) 

¶ Stakeholder interviews with State Parks and Recreation Commission members (Summer 2012) 

¶ Public review and input sessions regarding the draft plan (Summer 2012) 

OVERALL FINDINGS 
Throughout these public meetings, interviews and listening sessions the following key issues have been 

identified: 

1. There is great public concern and no intent by the Commission to relinquish public ownership of 

the park. 

2. There is consistent and publicly stated interest by the Commission to engage in a productive and 

meaningful management partnership that can leverage the resources and abilities of the State 

to manage facility use and renovation, and can grow the operational capacity of the park to 

achieve the lifelong learning center vision. 

3. There is fear among members of the public and organized interest groups that a partnership will 

reduce accessibility and affordability of public use at Fort Worden, as well as result in a loss of 

state park jobs. 

4. There have been accusations made by certain members of the public that the PDA will not 

operate aspects of Fort Worden in accordance with the public interest in the park as a whole. 

5. The Commission desires to retain on-site management responsibilities of the park to include 

overall management control, law enforcement, natural and cultural resource stewardship, and 

campground management. 

6. There is legitimate concern that aggressive changes in the structure of lease agreements for 

existing partner organizations will severely limit partner abilities to produce programming that 

results in facility usage, reduce partner abilities to invest in facility maintenance and renovation, 

and threatens overall partner financial viability to operate at the park. 

7. There is documented evidence that indicates the unilateral application of the Discover Pass at 

Fort Worden hinders the ability of partner organizations to attract visitors and program 

participants to the park. 

8. There is support by members of the public for a management partnership between the PDA and 

the Commission. 
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Market Analysis Update 

A component of this Business and Management Plan was to provide an update to the market analysis 

performed in the 2008 Long Range Development Plan completed 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 years (2002 ς 2011), 

with the exception of notable decreases in recent visitation (2010 to 2011) due to complications with 

the Discover Pass impacting participation in programs and services provided by partner organizations 

operating on-site.  The table and graph below illustrates annual visitation to Fort Worden (not including 

camping), as well as average monthly visitation (not including camping).  This data does not include 

camping attendance as this is only an analysis of visitation to the portions of the site being considered 

for partnered management with the PDA, and is missing data from 2008. 

 

 
 
 

  

Year
Conference 

Attendance
Day Use

Total Annual 

Visitation                    
(not including camping)

% Change from 

Previous Year

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
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The trends detailed below can be derived from this visitation data. 

¶ 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 2011 coinciding with the 

implementation of the Discover Pass.1 

 

¶ Conference attendance has steadily fallen over the last 10 years, by as much as 31% since 2002. 

 

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

 

¶ Visitation to Fort Worden is highly seasonal, with the following major periods: 

o Peak season: June ς August  

o Shoulder seasons: March ς May & September ς November 

o Low season: December ς February    

Not shown here is camping attendance which is consistently between 45,000 and 50,000 visitors 

annually, with the highest annual camping attendance over the last 10 years being 50,348 in 2009, and 

the lowest being 45,088 in 2002. 

LOCAL AND REGIONAL MARKET ANALYSIS 
Fort Worden is in a relatively remote location, being approximately a two (2) hour drive 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 Puget Sound, take a vehicle ferry from Seattle 

to Bainbridge then drive approximately 1.25 hours, or take a ferry from Whidbey Island often 

characterized as occasionally unreliable by users.   

As a result, this analysis reviews market characteristics and profiles in three service areas: 60 miles, 120 

miles and 300 miles 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 economic status and spending power of the residents 

through household income statistics, as well as actual recreation expenditures.  The detailed findings of 

this analysis are provided in Appendix A of this report. 

Based on the findings of the market analysis, recommended core program requirements have been 

developed as detailed below. 

CORE PROGRAM REQUIREMENTS 
The evaluation of monthly and annual visitation, as well as visitation patterns by type (day use, 

conference, camping, etc.) indicates trends that are relevant for determining priorities for improving 

overall performance and financial sustainability of Fort Worden.  This is supported by the findings from 

the local and regional market analysis which reinforce that the local and regional markets within both 

                                                           
1
 The visitation data provided by the Coastal Artillery Museum and Marine Science Center indicate that visitation 

and program participation has dropped between 20-25% on average in 2011 from 2010, reported to be related to 
the implementation of the Discover Pass. 



Fort Worden Public Development Authority 

 
13 

60, 120 and 300 miles are demographically 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 the evaluation 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 2002 ς 2004, 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 programs 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 to self-guided, 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 indicates 

that 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. 
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Operations and Management Analysis 

The operations and management analysis is an evaluation of current operations at Fort Worden State 

Park that are relevant to the potential management partnership between the PDA and the Commission.   

CLASSIFICATION OF SERVICES 
A major component for developing a well-structured management partnership between the PDA and 

the Commission is to evaluate 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 culmination of 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 value-added services that enrich 

both the visitor experience and generate 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 service and function, as 

well as identification for how the costs of these services are most appropriately supported.   

Program and service classification is important as financial performance (cost recovery) goals are 

established for each category of services that are linked to the recommendations and strategies of the 

ǎƛǘŜΩǎ ōǳǎƛƴŜǎǎ ǇƭŀƴΦ ¢ƘŜǎŜ ŎƭŀǎǎƛŦƛŎŀǘƛƻƴǎ ǎƘƻǳƭŘ ōŜ ǎƻǊǘŜŘ ǘƻ ŎƻǊǊŜǎǇƻƴŘ ǿƛǘƘ Ŏƻǎǘ ǊŜŎƻǾŜǊȅ 

expectations defined for each category. In this section of its business plan, each site will assign specific 

cost recovery targets for each program or service that align with these expectations.    

Foundational Concept 
Classifying services is an important process for an agency to follow to remain aligned with the 

ŎƻƳƳǳƴƛǘȅΩǎ ƛƴǘŜǊŜǎǘǎ ŀƴŘ ƴŜŜŘǎΣ ǘƘŜ Ƴƛǎǎƛƻƴ ƻŦ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΣ 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 Lamb in 

19862.  In Marketing Government and Social Services, they 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. 

 

 

 

 

 

 

 

 

 

  

                                                           
2
 Marketing Government & Social Services. John Crompton and Charles Lamb, 1986 

Type of 
Program 

ωPublic service 

ωMerit service 

ωPrivate service 

Who 
Benefits? 

ωAll the public 

ωIndividuals who participate benefit but all members of community benefit somehow 

ωIndividual who participates 

Who 
Pays? 

ωThe public through the tax system, no user charges 

ωIndividual users pay partial costs 

ωIndividual users pay full costs 
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The approach taken in this project expands on this, classifying services by the following: 

¶ For the whom the program is targeted 

¶ For what purpose 

¶ For what benefits 

¶ For what cost 

The relationship of public subsidy or funding support for different classifications of services is 

demonstrated in the 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. 

 

 

 

 

 

 

 

 

 

 

 

 

The service classification matrix on the following page was developed as a guide for classifying services 

and how that program needs to be managed. EǎǘŀōƭƛǎƘƛƴƎ ŎƭŀǊƛŦƛŎŀǘƛƻƴ ƻŦ ǿƘŀǘ ŎƻƴǎǘƛǘǳǘŜǎ ŀƴ ά9ǎǎŜƴǘƛŀƭ 

{ŜǊǾƛŎŜέΣ άLƳǇƻǊǘŀƴǘ {ŜǊǾƛŎŜέΣ ŀƴŘ ά±ŀƭǳŜ !ŘŘŜŘ {ŜǊǾƛŎŜέ ǇǊƻǾƛŘŜǎ ǘƘŜ ŀƎŜƴŎȅ ŀƴŘ ƛǘǎ ǎǘŀƪŜƘƻƭŘŜǊǎ ŀ 

better understanding of why and 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 of programs (direct 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 benefit 

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

ŘŜǎŎǊƛōŜŘ ŀǎΣ άŜǾŜǊȅƻƴŜ ǊŜŎŜƛǾŜǎ ǘƘŜ ǎŀƳŜ ƭŜǾŜƭ ƻŦ ōŜƴŜŦƛǘ ǿƛǘƘ Ŝǉǳŀƭ ŀŎŎŜǎǎέΦ  tǊƛǾŀǘŜ ōŜƴŜŦƛǘ ƛǎ 

ŘŜǎŎǊƛōŜŘ ŀǎΣ άǘƘŜ ǳǎŜǊ ǊŜŎŜƛǾŜǎ ŜȄŎƭǳǎƛǾŜ ōŜƴŜŦƛǘ ŀōƻǾŜ ǿƘŀǘ ŀ ƎŜƴŜǊŀl taxpayer receives for their 

ǇŜǊǎƻƴŀƭ ōŜƴŜŦƛǘέΦ 
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 ESSENTIAL 

SERVICES 

IMPORTANT 

SERVICES 

VALUE-ADDED 

SERVICES 

Public interest or  
developmental 
importance as well 
as mandated by law 

High Public Expectation High Public Expectation 

High Individual and 

Interest Group 

Expectation 

Financial 
sustainability 
 

Free, Nominal or  Fee 
Tailored to Public Needs 

__ 

Requires 
Public Funding 

Fees Cover Some Direct 
Costs 

__ 

Requires a Balance of 
Public Funding and a Cost 

Recovery Target 

 
Fees Cover Most Direct 

and Indirect Costs 
__ 
 

Some Public Funding as 
Appropriate 

 

 
Benefits ς i.e. 
health, safety, and 
protection of a 
valuable asset.   
 

Substantial Public 
Benefit (negative 

consequence if not 
provided) 

Public and Individual 
Benefit 

Primarily Individual 
Benefit 

 
Competition in the 
market 
 

Limited or No 
Alternative Providers 

Alternative Providers 
Unable to meet Demand 

or Need 

 
Alternative Providers 

Readily Available 

Access Open Access by All 
Open Access / Limited 

Access to Specific Users 
Limited Access to 

Specific Users 
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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, Oklahoma, 

Texas, 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 facilities that the Commission must 

provide and are essential in order to capably manage and operate the Fort Worden State Park.  The 

ŦŀƛƭǳǊŜ ǘƻ ǇǊƻǾƛŘŜ ŀƴ ŜǎǎŜƴǘƛŀƭ ǎŜǊǾƛŎŜ ŀǘ ŀƴ ŀŘŜǉǳŀǘŜ ƭŜǾŜƭ ǿƻǳƭŘ ǊŜǎǳƭǘ ƛƴ ŀ Ǿƛƻƭŀǘƛƻƴ ƻŦ ǘƘŜ ŀƎŜƴŎȅΩǎ 

legal and mandated responsibilities and would produce significant negative consequences for the 

natural, cultural and historic resources and public use of the site. 

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 protecting and supporting public health and safety.  

3. The service directly preserves, protects and maintains valuable Washington State Park System 

infrastructure at Fort Worden; the integrity of natural, cultural and historic resources; and public 

understanding and knowledge of those resources and their value at an appropriate and 

acceptable level.    

Important Service (Provides both Public and Private Benefit) 
Definition: Important services are those programs, services and facilities that the Commission should 

provide and are important to both managing and operating Fort Worden State Park and effectively 

serving State residents and visitors.  Providing important services expands or enhances the 

/ƻƳƳƛǎǎƛƻƴΩǎ ability to provide and sustain essential services.  Important 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 service expands, enhances or supports essential services in protecting and maintaining 

valuable Washington State Park System assets at Fort Worden, as well as the safety and quality 

of the visitor experience. 

2. The service is broadly supported and utilized by the 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 generates 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 that the Commission 

may provide when funding or revenue exists to offset the cost of providing those services at Fort 

Worden State Park.  These services can be considered discretionary to the core mission of the agency, 

and provide added value to State residents and visitors above and beyond what is required or expected 

of the Commission.   

Criteria (most or all must apply): 

1. The service expands, enhances or supports essential and important services and visitor 

enjoyment of Fort Worden State Park. 

2. The service is supported and well utilized by State residents and Fort Worden visitors and 

provides an appropriate and valuable public good. 

3. The service generates income or funding from sponsorships, grants, 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 of Washington.  

Service Identification 
Forty-four different categories or types of services 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 

2. Cultural resource maintenance and protection 

3. Natural and cultural resource restoration 

4. Natural and cultural resource defensive planning 

5. Interpretation and education ς passive 

6. Interpretation and education ς active/programs/facilitated 

7. Interpretation and education ς merit based/individual benefit only 

8. Recreational asset maintenance and management ς access to the resource (i.e. trails) 

9. Recreational asset maintenance and management ς enhanced 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 management ς gate/kiosk operations 

13. Public safety ς law enforcement and emergency services 

14. Public safety ς risk/hazard management 

15. Facility and infrastructure maintenance 

16. Site and grounds maintenance 

17. Fleet management 

18. Communications 

19. Property management 

20. Interagency relations, partnerships 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. Hook-ups camping area management and operations 

26. Museum management and operations 
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27. Visitor center management and operations 

28. Nature center management and operations 

29. Improved accommodations management and operations  

30. Meeting facilities / conference center management and operations 

31. Food/meal services 

32. Retail/merchandising 

33. Special events planning and management 

34. Recreational equipment rental 

35. Community outreach 

36. Public information and communication 

37. Volunteer management 

38. Marketing and promotions 

39. Training ς compliance 

40. Training ς enrichment and personnel development 

41. Administrative services ς accounting, legal, HR, contract management, procurement, etc.) 

42. Concessions management 

43. Commercial film access management 

44. Research support 
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Service Classifications  
The tables below and on the following pages detail how services and functions have been recommended 

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 costs 

associated with them to be supported through earned revenues or other revenue sources. 

Essential Services / Functions Public Funding 
Support 

PDA / Partner 
Support 

Natural resource maintenance and protection High  

Cultural resource maintenance and protection High  

Interpretation and education - passive High X 

Recreational asset management and management - access High  

Boating access and management High  

Public safety ς law enforcement and emergency services High  

Public safety ς 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 services High X 

Training ς compliance High  

 

Important Services / Functions Public Funding 
Support 

PDA / Partner 
Support 

Natural and cultural resource restoration Moderate X 

Natural and cultural resource defensive planning High  

Interpretation and education ς active/programs/facilitated Low X 

Recreational asset maintenance and management - enhancement Moderate X 

Beach, swim and surf area access management High  

Site and resource access management High X 

Property management High X 

Interagency relations, 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 management High X 

Concessions management High X 
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Value Added Services / Functions Public Funding 
Support 

PDA / Partner 
Support 

Interpretation and education ς merit based Low X 

Site and facility development Moderate X 

Visitor center management and operations 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 planning and management Low X 

Recreational equipment rental Low X 

Community outreach Moderate X 

Marketing and promotions Low X 

Training ς 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 managed, to identify 

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, it is recommended 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 

Value-Added 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 services are 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 Parks 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 undergoing financial hardships 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 value-added and high quality services safely and seamlessly to the 

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 functions as it pertains 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 strengths and abilities 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. 
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THE DISCOVER PASS AND DAILY ENTRANCE FEES AT FORT WORDEN STATE PARK 
Washington State was one of only eight states in early 2011 that still allowed free daily access to state 

ǇŀǊƪǎΦ  CŀŎŜŘ ǿƛǘƘ ǘƘŜ {ǘŀǘŜΩǎ ōǳŘƎŜǘ ŎǊƛǎƛǎ ŀƴŘ ƛƴ ŀƴ ŜŦŦƻǊǘ ǘƻ ǊŜŘǳŎŜ ǇǳōƭƛŎ ŜȄǇŜƴŘƛǘǳǊŜǎ ǊŜƭŀǘŜŘ ǘƻ 

state park management, the Legislature created and implemented the Discover Pass ς a $30 annual pass 

or $10 daily pass for admittance into Washington state parks and recreational lands.  This transition 

ŦǊƻƳ άŦǊŜŜ ǘƻ ŦŜŜέ Ƙŀǎ ōŜŜƴ ŦŀŎŜŘ ǿƛǘƘ ǘȅǇƛŎŀƭ ŎƘŀƭƭŜƴƎes and public concern, but overall aligns 

Washington with the 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 created to pass 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 

other programs and services on-site were not.  Essentially, the State was inadvertently excising an 

άŀŎŎŜǎǎ ŦŜŜέ ǘƻ ǾƛǎƛǘƻǊǎ ǘƻ CƻǊǘ ²ƻǊŘŜƴ ǘƘŀǘ ǿŜǊŜ ǘƘŜǊŜ ǘƻ ǇŀǊǘƛŎƛǇŀǘŜ ƛƴ ǇǊƻƎǊŀƳƳƛƴƎ ŀƴŘ ŜǾŜƴǘǎ ŀǘ ǘƘŜ 

park that were developed and facilitated by partner organizations or 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 and vocal about the negative impact 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 respectable and 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 for site and facility management and 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 of 

services present, and the role and expectations 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 recommendations to create a policy that is defensible and representative of the 

unique circumstances at Fort Worden State Park: 

¶ The following existing exemptions to the Discover Pass remain effective at Fort Worden: 

o 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 

 

¶ Participants in daily programs and services delivered by partner organizations are 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 participation and submit a payment of $2 per vehicle to the 

Commission either quarterly or annually as a specified line item combined with their facility 

lease payments made at that time. 

 

¶ Visitors who stay overnight in accommodations are exempted from the Discover Pass. 
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FACILITY LEASES FOR PARTNERS 
Recently the Commission has come under pressure to evaluate facility leases throughout 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 organizations are engaged in facility leases that have the potential of 

dramatically increasing as a result of this change in fee practices.  Fair market appraisals were completed 

on seventeen buildings in November 2011 (based on the highest and best use) 

Currently the Commission maintains a dynamic equation for determining appropriate lease rates that 

include adjustments if the tenant provides capital support 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 condition of facilities, some of which 

are poor and require significant effort by the tenant to accommodate and are costly 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 economic 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 how facility 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 responsibly manage the financial performance of the park. 

The following recommendations are provided pertinent to addressing facility leases for partner 

organizations at Fort Worden: 

1. 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 with other partners who may be utilizing or occupying facilities in that 

area of the park. 

 

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

a. Longer term leases 

b. Capital investments made by the partner in facility development or renovation 

c. Programs provided that generate overnight stays at the park 

d. Assessment of facility conditions 

e. Energy efficiency measures and historic preservation improvements 

 

3. Lease agreements require a minimum of a 120-day notice of termination. 

 

4. Lease rates may increase gradually on a five-year recurring basis, not to exceed 3% annually, as 

detailed within the lease agreements. 

 

5. Lease duration is based on level of capital investment by the tenant, not to exceed 50 years. 
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