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Fort Worden Public Development Authority

Executive Summary

ThisBusiness and Management Plsna targeted evaluation of the financial viability of a management

partnership at Fort Worden State Park between the Washington State Parks and Recreation Commission
andtheR NIi 2 2NRSYy tdzof A0 5S@St2LIVSyd ! dzikK2NAGE F2NJ

This executive summagpyrovides a concise summary of recomndations and findings contained within
the report.

T

Fort Worden State Park has been operating in a versfam management partnership since its
inception as a state park in 1973%ince that time, partneorganizations have been relied upon
to develop and deliver programming and events that draw visitoithé park.

In 2007, the Commission cdoded that operating a Fort Worden State park under a
conventional parkadministrativestructure may not be the most effective management model
for the site. Since that time, the Commisstuas expressed its continued support for bringing to
reality a vision of Fort Worden as a lifelong leagnicenter. The agency is a period of
transformation and is seeking new anckative methods for rehabilitating and operating Fort
Worden n order to achievelong 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 accomntioda at the park bring over 1,000,0@sitorsto

the area each year, andeneratesover $11600,000in local and stateavenuesnot including
the direct revenues of the parkFort Woden provides foup to 200 localjobs at the site, and
supports approximately 237 additional jobs in tharea. Finally, Fort Worderprovides an
estimated annual contribution to local household earningsw#r $3,400,000.

The proposedmanagement partnershiputlined within this plan pertains only to the facilities
and services within the campus area of Fort Wordepacel of approximatelyl00 acres in the

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

campgrouml, the beach, Aillery Hill, or the Chinese Garden areas.

Fort Worden State Park is unigaenong othersimilar sites esewhere in the United States in
that is not already operating under a management partnersifighis natureto support the
State® ability to manage and mairtafacilities and infrastructure, and delivery diverse services
at the park. Multiple similar siteso Fort Wordenhaveevolvedtheir management approach to

a partnership model to achieve more sustainablgtewardshipand management of the site
including Fort Bakeand Fort Mason in Californidekyl Island in Georgiagand Fort Vancouver
here in Washington.

While overall park visitation has remained fairly static ovee thst 10 years, conference
attendance has steadily fallen inishtime period by a total of 31% since 2002. This is
predominantly attributed to the absence of effective marketing and proomi of the site on
the whole.

r
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1 A management partnershifpetween the PDA anthe Commissiorthat involves the campus
area of Fort Worden can wolkased on the following assumptions:

o The Commission will continue to own the entire fe~ort Worden State Parks, and be
responsible for its overall management.

0 The PDA will enter into an agreement with the Commission to mattagdollowing
operational responsibilitiesof Fort Worden that are outside the traditional
responsibilities andtrengths of the agency. These will include:

A Conference management

Program and event management

Visitor services

Marketing and sales

Improved accommodations management

Privae partnershipdevelopment anadnanagement

>> > > > >

o0 The PDA will support the Commission in performing tasks that require substantial
capital investmenbeyond the means of the State. These will include:

A Capitalproject management

Facility rehabilitation and histac preservation

Daily maintenance requirements

Major capital repair and replacement initiatives

New facility development

> > > > >

o State Parks will continue to operate the upper and lower campgroundkiding
reservations associated with this functioas well aprovide onsite law enforcement,
facility and infrastructure maintenance support, natural resource managenagt
stewardship and technical assistance in cultural/historic resource management.

0 The management partnership and agreement between the PDAtlamdCommission
involves all of the facilities and services within the campus area, and does not follow a
phasedapproach becausef management and financial challenges from fragmenting
the campus operations.

1 A capitalplan has been developed and included that outlines approximately $85,000,000 in
facility and ifrastructure needs at Fort Wordeover the next 11 years. This includes facility
repairs, renovations, and redevelopmeprojects

1 There have been multiple funding sources and methods identified withingllan that the PDA
can effectively pursue téeverageappropriate outside investment into the long term repair,
renovation and redeelopment needs of Fort Wden facilities andnfrastructure

1 A proposed governance modé¢las been identifiedthat integrates the leadershi of the
Commission and the PDAs well as involves local and statdeirepresentation to ensure the
management of Fort Worderctontinues in the interest of the resients of the State of
Washington
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Plan Overview

Thisplan overviewprovidessome background and context ftre plan its intent and components, and
key findings.

FORTWORDEN; A COLORFUPASTANDUNCERTAIRUTURE
Fort Worden was established by the United States Army in 1902 as a part
2T GKS ¢ NX h yoHfigusatiod &f th@dsHed batteries (Fort
Worden, Fort Casey, and Fort Flagler) positioned to provide protectiog
from a naval invasion on the Puget Sourghching potentially to the il
Puget Sound Naval Shipyard in Bremerton, as well as the cities of Seattfe,_
Tacoma and Everett. Despite its preparedness, Fort Worden never fired*a

hostile shot and evolved to become predominantly a military training site g
In 1953 the Fort was decommissioned as a military base and in 1957 wejgm.
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 WashingtoBtate Parks and Recreation g skt
Commissiond 6 G KS / 2YYA&daA2y£0 (G2 0S5 2088 : L ASEWE
conference center. Fort Worden State Park opened in 1973, coincidi 1 o=t
with the partnership initiative of Washington State Arts Commission, thg
Office of the Supertendent of Instruction, and the Commission that
created Centrung, an arts and education organization designed to provide
yearround programming at the park. This partnigifs continues to this
day, with great success in providing nationally and internagithn
renowned programs, as well as coordinating the managemenaraf

State Park to complement Sy (i Njipgr@ns and servicesand to
support facility usage.

Fort Worden hagvolvedinto a lifelong learning center in many ways silitse

inception in1973 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 céoneand

more about outlining the parameters of a productive management partnerbbigveen Washington

State Parks and Recreation Commission and the Fort Worden Hélmlopment Authority A
management partnership that can reliably reduce the finanojpérating burdens of the State, and
FdZAYSyd 2N f S@SNIF IS GKS { G GS Qiathe\dBlgpartdexksDiSthat iF 2 NI F I (
worthy of consideration.

INTENT OF THREAN

It is important to note that the project team tasked with developthg 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 thiplan is to craft a reasonable, realistic, and tactical approacth®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 tiie State of Washington.This plan begins to address the
fundamental question of whethdhe state park systens able tomaintainthe integrity of facilities and
infrastructure at Fort Worden if not working in a productive and meaningful partnership that protects

r
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the overall interets of the public. The ultimate challenge facing the State is how to balance the long
term health and viability of the sitandits responsibility to Washington residents on the whole

Essentially, the intent of this plan is to determine thesiness andirancial requirements of ra
effectiveY I Yy 3SYSyd LI NIYSNBKALI KFd SFFSOGA@Ste NBRdAzO
LI Nl Z FyR fS@OSNIISa 2dziaARS Ay@SaidySyd G2 LINRGSON
facilities and infrasucture. It is also intendetb identify clear roles and responsibilitiesmhnagement

partners at the park. This plan wasmpleted as directed in the Legislative budget proviso to the
Washington State Parks and Recreation Commission in the 201JatiegisSession to develop
odzaAySaa LYy (GKIFG ¢2dZd R RSOFAfT K2g (GKS C2NI 2 2NF
sustainably operate aspects of the park. This is not a business plan for how State Parks can operate the
park, or how State Park would operate thetraditional functions of thepark in a management

partnership with the PDA.

H.EMENTS OF TREAN
This Business and Management Plaas been developed for the Fort Worden Public Development
Authority pertaining to the aspects of Foiforden State Park operations it is most feasible for the PDA
to manage in partnership with Washington State Parks and Recreation Commission. Toenpdams

the following elements:

|
Business and

A | y————-"|1 Management
Operational Plan
and
Xr?;ll(esfis Management
Summary of Upd;’te Analysis
Public and
Stakeholder
Input

KEYHNDINGS
There are numerous recommendations contained withiis thusiness and management plan, with the
mostprominentfindings summarized beloand on the following page

Fort Worden Is Speciand Uniquein 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 &ahter

Fort Bakelin San Francisco, a part of the Golden Gate National Recreation Area, and Asilomar State Park
in Monterey, California. In both cases these guarks that are
operated as publiprivate partnerships, utilizing the strengths o
020K 3I2@0SNYyYSyid |3ISyOASa AydasS
the site, and private noprofit and forprofit organizations best
tooled to sustainably operate busisge functions that are mostg
appropriate or typical for private sector entities. Another park thai
has more recently been compared to Fort Worden is Fort Vancou
National Historic Site in Vancouver, Washington. This is a park
is managed overall byKtS Dbl GA 2y f t I NJ :
coordination with numerous partners including the Fort Vancouver
blFiGA2yFf 1TAA02NRYRECNKMAG/ PGEHEKST ¢ NHA 02 dz0SNJ 6 GG KS
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/ A ( &ThedTrust is a cooperating association WithNPSand Citythat manages maltiple facilities and
operations at the park, including retail, facilitge and facility renovation and development.

Fort Worden is among hundreds of public parks throughout the United States that are operated in
partnership with private nosprofit 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 facilitiessite for which theState of Washington
carries the responsibility of long term stewardship. Whals®unique about Fort Worden is thdtt is
located within the incorporated boundaries of the City of Port ms&nd; it houses fifteen nonprofits

and businesses, and; emp®owyp 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 park#hat has yet to develop a working management partn@pstocused on assisting

the state with the tremendous burden dbngterm facility and operationalstewardship. Rather, the
State of Washington has predominantly relied on partnerships at Fort Worden to provide programming
and visitor services, thereby gerating traffic to the park for day and mutfay use. Recent efforts
amongexisting partnershipsiave begun to yieldsignificant resources for facility renovation, but these
efforts are insufficient to support thiongterm facility and infrastructureneeds as well as operational
needs of the siteéhat can result in significantly reducing the annual operating deficit

¢CKS {0FGS 2F 21 aKAy3hd2y /ILyy2i {dZFFAOASYyG(f e
Fort Worden is a huge responsibility for the State, fasrenthan 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 yeataff of the Commission, including personnetl on

site & 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 iesty, in a timely manner, or at all due to the
increased competition for limited public funding at the State leaadl competing Legislative priorities
Currently, the historic facilities range frogpodto poor condition, with most needing more wotkan

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 Commissiohas identified over $50,000,000 in capital needs at the phsgt 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 Commissionto formulate a pan that completely removes the agency from aggneral fund
appropriation support as of 2018an uncommonmandatefound anywhere in the United States. $a
Parks has recently engagedsignificant labor and other operational reductions, and it is @péted
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 opdianal deficit of the agencyFort Worden has beeaparedfrom

most ofthese recent reductions, but it is not expected for this trend to contimuiture yearsas other

parks in the systemwill also needmore financial resources to operate and care facilities than the

State haghe ability to provide. Compounding decreases in state funditige 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%, theyefurther reducing the ability of the site to generate revenues to
support operating costs.

r
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LG A& y2G FSrarofS 2N NBIFHfAadAO G2 FaadzyS GKIF
$50,000,000 in capital investments at Fort Worden would mategdrom 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 engageinterested outside partner thats a

fellow publicagencyto help share the burden and responsibility with being a steward of Fort Worden

for the long term.

A Sustainable GManagement Model is Feasible and Practicahd Already There

Since its beginning as a state park in 19H&t Worden has been @pating under the semblance of a
co-management model. It is intriguinthat there are such vocal pockets of opposition to the
continuationof an operational approacthat has been successful and publicly supported for nearly 40
years, and presents pracéicsolutions to real problemsthe integrity of Fort Worden as a public asset
is deteriorating faster than the State can keep up with it aldhés clear thathe State is struggling to
implement the concept of a lifelong learning centeision and plas that was adopted by the
Commission in 2008nd publicly supported throughout the planning process-ntamagement 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 diretly plan, develop and facilitate programming aamdnyriad of visitoservices
on-site is the evidence of o co-omanagement has worked at Fort Wordevith the existing partner
organizationdor the last four decades.

The only difference between the propaseomanagement 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 tisciog
Washington State Parks and Recreation Commission. This is a partner who can coordinate all the other
partner organizations operatg on-site, reducing the partner coordination responsibilities of the State
from 16 agreements to only one. It is@la 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 pafnally, it is a partr 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 fromnound the United States, without losing the value, accessibility,
affordability, and quality of the visitor experieeand serviceso the public.

The important thing about any emanagement model between
the PDA andthe Commissionis a clear division of
responsibilities and clarified expectationsBased on public
and stakeholder input, it israunquestionable 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 must implement a
governance model that builds trust locally, regionally, and
statewide, and provides confidence to the Commission that the
PDA is a reliablena 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 sireelved 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 treasurelhe State of Washington hagemed committedd 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 fundingnstraintsin the State ofWashington, theParks
andRecreion/ 2 YYAaaA2y s [ SAAaftl §dz2NBZ D2OSNYy2NRa hTFFAOS:
guestion to answec 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 faene 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 burdes and responsibilities?

A Management Partnership with the Fort Worden Public Development AuibhoCan Work
ThisBusiness and Management Plparformed an intensive review of the existing operations, services,
facilities, and management model of Fort Worden State Park, as well as revisited the analyses and
findings from the 2008Business and Operatj Planpertaining 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
Canmission. 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 re@pment 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 rsponsibilitiesof the campus area within the park.

Finally, and most importantly, this management partnerghipentially providesthe most realistic and
reliable opportunity for the State to remain a responsible steward of this great asset and pubsiareea

so that current and future generations of the public may continue to find the park an accessible,
enjoyable, and a treasured public asset.

r
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Summary ofPublic and Stakeholder Input

There has been substantial, albeit concentrated, public and staélehahput regardingthis project
since the establishment of the PDA in October 20idluding:

1 Monthly PDA board meetings (November 2011 to present)

1 Several pblic meetings regarding the intent to engage in this stidgrch- May 2012)

1 Three blic meetirgs regarding the scope and purpose of this stiishay 2012)

I Twomeetings with Fort Worden State Park employees (Summer 2012)

1 Stakeholder interviewsand meetingswith existing partner organizations operating on site
(Summer 2012)

9 Stakeholder interviews wht State Parks and Recreation Commission members (Summer 2012)

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

OVERALENDINGS
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 relinguldic 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 cleverage the resources and abilities of tB&ate
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 interespgriat a partnership will
reduce accessibility and affordabjliof 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 Fokorden in accordance with the public interest in the park as a whole.

5. The Commission desires to retain-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 lél@s to invest in facility maintenance and renovation,
and threatens overall partndmancialviabilityto operateat the park.

7. There is documented evidence that indicates the unilateral application of the Discover Pass at
Fort Worden hinders the abijit of partner organizations to attract visitors and program
participantsto the park.

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

10
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Market AnalysisUpdate

A component of thiBusiness and Manageent Planwas to provide an update to the market analysis
performed in the 200& ong Range Development Plaampleted for Fort Worden. This analysis includes
a review of the following:

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

VISITATION

Visitation to Fort Worden State Park has remained fairly constant over the last 10 years;(2002),

with the exception of notable decreases in recent visitat{@f10 to 2011)due to complications with

the Discover Pass impacting pagiiion in programs and servisgrovided by partner organizations
operating onsite. The table and graphelow illustratesannual visitation to Fort Worden (not including
camping), as well as average monthly visitation (not including camping). ThislaEganot 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.

vear  Conference Day Use Ti)/tizli QEQ:aI % Change fron

Attendance _ ; . 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

190,000 A 195081

170,000 / \
150 \ 162,252
150,000 \ Note:

Average monthly visitation has been

130,000 calculated forthe campus area only,
114,15% \115 =0 not including camping. Thisincludes
110,000 - conference attendance, day use,
\ moarage, and visitorsto the
93,841 Marine Science Center,
75,217
% 63,195

pros: -

consulting
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The trends detailed below can be derived from thisaign data.

1 Visitation has remained fairly flat over the last 10 years, with the largest fluctuations occurring
in 2004/2005 basedn special events held during those yeaaad in 2011coinciding with the
implementation of the Discover Pa5s.

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

9 Visitation to Fort Worden is highly seasonal, with the following major periods:
0 Peak seasonjuneg August
0 Shoulder seasondarch¢ May & Septembeg November
0 Low seasonDecember; February

Not shown here is caping attendance which is consistently between 45,000 and 50,000 visitors
annually, with the highest annual camping attendance over tee18 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 approximaddiyo (2) hour drive from any major
population center. Additionally, due to theistraints of the location it is somewhat complicated to get
to the Park, as visitors mudtive 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 Isléiad o
characterizedas occasionallynreliable by users.

As a result, this analysis reviews market characteristics and profiles in three sepase60 miles, 120
miles and 300 miles from Fort Worden State Park. The descriptions and findings that delcribe
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 taget 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 reeaxpenditures.The detailed findings of

this analysis are provided &ppendix Aof this report.

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

COREPROGRAMREQUIREMENTS

The ewaluation of monthly and annual visitation, as well as visitatpmaiterns by type (day use,
conference, camping, etc.) indicates trends that are relevant for determining priorities for improving
overall performance and financial sustainability of Fort Word This is supported by the findings from
the local and regional market analysis which reinforce that the local and regional markets within both

! The visitation data provided by the Coastal Artillery Museum and Marine Science Center indicate th@rvisit
and program participation has dropped between-28% on average in 2011 from 2010, reported to be related to
the implementation of the Discover Pass.

12
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60, 120 and 300 miles are demographically well suited to many of the programs and events held at the
park, ard 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 overniglays in improved
accommodations appears to have waned over the last 10 ydansgrams and services thate
targeted at recapturing visitation rates enjoyed in the period of 2@02004, as well as
improving on those rates if possible are critical fareasing 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 whighitors 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 gglfded, day users (i.e. trails,
beach, recreational fields, etc.).

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

Pros

13 Tconsulting
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Operations and Management Analysis

The operations and management analysis is an evaluation of current operations at Fort Worden State
Park thatare relevant to the potential management partnership between the PDA and the Commission.

QLASSIFICATION 8ERVICES

A major component for developing a wstructured management partnership between the PDA and
the Commission is to evaluate the servicesl dunctions 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 anglgsi
classification system for the services and functions of the Commission that reflect the statutory
obligations of the agency, the support functions performed, and the vatided services that enrich

both the visitor experience and generate earnedragrues in missioaligned 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 importantfiasincial performance(cost recovery) goals are
established for each category of services that are linked to ¢semmendations and strategies tife

arisSQa odzaiAySaa LXIyd ¢KS&AS OflFaaArafAaoOlrldAazya &Kz
expectations defined for each category. In this section of its business plan, each site will assign specific

cost recovery tegets 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
O2YYdzyAleQa AyuaSNBada | yR vy afsBastainaiySopevate dvithinthg 2 F
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
1986". InMarketing Government and Social Servicéy 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.

uPublic service
Type of uMgrlt serwcg
S0 2y UPrivate service

wAll the public
windividuals who participate benefit but all members of community benefit somehow
aindividual who participates

4

oY he public through the tax system, no user charges
aindividual users pay partial costs
aindividual users pay full costs

% Marketing Government & Social Servicéshn Crompton and Charles Lamb, 1986
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Fort Worden Public Development Authority

The approach taken in this project expands os tilassifying services by the following:

For the whom the program is targeted
For what purpose

For what benefits

For what cost

= =4 =4 =4

The relationship of public subsidy or funding support for different classifications of services is
demonstrated in the graph bel. 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 the following page eeasloped as a guide for classifying services

and how that program needs to be manag&a. (i 6 f AaKAyYy 3 Of F NAFAOFIGAZ2Y 2F ¢
{ SNDAOS¢€S ALYLRNIIYyG {SNBAOSé: IyR a+kfdzS ! RRSR
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 ardir@ct 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 whalevel of private benefit exists as it applies to each program area. Public benefit is
RSAONAROSR ax aSOSNE2YyS NBOSAGSa GKS alyYS fS@St
RSAONAOGSR | azX aiGKS dza SNJ NB OS A OiSaxpay@rtréreivasi fordteir 0 Sy S ¥
LISNE2Y Il f 0SYSTFAGEL ®

pros: -
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Public interest or
developmental
importance as well
as mandated by law

Financial
sustainability

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

Competition in the
market

Access

ESSENTIAL

SERVICES

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
SERVICES

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

High Individual and
Interest Group
Expectation

Fees Cover Most Direc
and Indired¢ Costs

Some Public Funding a|
Appropriate

Primarily Individual
Benefit

Alternative Providers
Readily Available

Limited Access to
Specific Users
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Fort Worden Public Development Authority

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,&@rgia 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 creatinggtuesinitions 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 manage and operate tRert 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 hisftric resources and public usetbk 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 suppagrfblic health and safety.

3. The service directly preserves, protects and maintains vallaladshingtonState ParkSystem
infrastructureat Fort Worden the integrity of natural, cultural and historic resources; gudblic
understanding and knowledge of dhe resourcesand their valueat an appropriate and
acceptable level.

Important Service (Provides both Public and Private Benefit)

Definition: Important services are those programs, services and facilitiesttiatCommissiorshould
provide and areimportant to both managing and operating Fort Worden State Pankl effectively
serving State residents and visitors. Providing important services expands or enhances the
/[ 2 Y'Y A aabikitg ty @2avide and sustain essential services. Important servicesmpeegrotect 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, enf@es or supports essential services in protecting and maintaining
valuableWashingtonState ParlSystem assetat 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 sevice 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 rave 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.

Pros
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Fort Waden State Park Business and Management Plan

Value-Added Service (Provides Primarily Private Benefit)

Definition: Valueadded servicesire programs, services and resource amenities that @oenmission

may providewhen funding or revenue exists to offset the cost of providing those sendtdort
Worden State Park These services can be considered discretionary to the core missiba aféncy,

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 ofFort Worden State Park

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

The service generates income or funding from sponsorships, grants, userrfedf®enpsources
that offsets some or all of its cost and/or the service provides a meaningful economic, social or
environmental benefit to the State &ashington

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

=

©oNO O~ WDN
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Natural resource maintenance and protection

Cultural resource maintenance and protection

Natural and cultural resource restoration

Natural and culturalesource defensive planning

Interpretation and educatiolg passive

Interpretation and educatiomr active/programs/facilitated

Interpretation and educatior merit based/individual benefit only

Recreational asset maintenance and managengeatcess to the gource (i.e. trails)
Recreational asset maintenance and managengegrihanced use of the resource (i.e. facilities)

. Beach, swim and surf area access management

. Boating access and management

. Site and resource access managemeghate/kiosk operations
. Publicsafety¢ law enforcement and emergency services
. Public safety risk/hazard management

. Facility and infrastructure maintenance

. Site and grounds maintenance

. Fleet management

. Communications

. Property management

. Interagency relations, partnerships and coostion

. Control agency mandates and code compliance

. Site and facility development

. Construction administration and management

. Developed camping area management and operations
. Hookups camping area management and operations

. Museum management and operations

18



Fort Worden Public Development Authority

27. Vidtor 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 plannjnand management

34. Recreational equipment rental

35. Community outreach

36. Public information and communication

37. Volunteer management

38. Marketing and promotions

39. Trainingg compliance

40. Trainingg enrichment and personnel development

41. Administrative services accountinglegal, HR, contract management, procurement, etc.)
42. Concessions management

43. Commercial film access management

44, Research support

pros: -
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Fort Waden State Park Business and Management Plan

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=ttoenmendedevel of public
funding support (high, moderate, or low) for each service, and whether the PDA as a management
partner, including the other partner organizations coordath 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 havpraportion or all of the costs
associated withthemto be supportedhrough 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 protection High

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

Boating access and management High

Public safetyc law enforcementand emergency services High

Public safetyc hazard/risk management High

Facility andinfrastructure 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
Traning ¢ compliance High

Public Funding PDA / Partner

Important Services / Functions

Support Support

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

Interpretation and educationg 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 relations, partnershipsral 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
Concesions management High X

20
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Value AddedServices / Functions Public Funding | PDA/ Partner
Support Support
Interpretation and educationc 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 managemnt 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 Servic€lassifications 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
appropriae 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 tharfdDa#ther 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
ValueAdded categoriesnd a few in the Essential categoryThese 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 necessdu@ycore, statutory obligations of the
Commission as a state agency and public senices doubtful that the original vision or conventional
wisdom pertaining to the appropriate roles and responsibilities of the State of Washington Parks and
RecreationCommission 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 hardshipever¢he costs of providing services and
managing sites and facilitiesn the whole it is critical the Commission seek outside support and
partnerships to continue to deliveralueadded and high qualitgervices safely and seamlessly to the
publicat Fot Wordenthat 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 pertamsiteds

and facilities within Fort Worden that are to be managed by the PDi#e 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 eachrtper, as well as to provide reliable and sufficient
resources to the partners to sustainably perform the services they are responsibl&H.exercise is
intended to inform tloseexpectationsand divisions of responsibilities

Pros

consulting



Fort Waden State Park Business and Management Plan

THEDISCOVERASS ANIDAILYENTRANCEEESAT FORTWORDENSTATHPARK

Washington State was one of only eight states in early 2011 that still allowed free daily access to state

LI NJ & @ CFrOSR ¢AlGK GKS {idlIGSQa o0dzRISG ONR&aAa | yR
state park management, the Legislature created and implemented the Discoveg B&39 annual pass

or $10 daily pass for admittance into Washington state parks and recreational lands. This transition
FTNRY GFNBS (2 FSS¢ KI a @&Sa&y public BcBrn, buk Gvkrall @insA Ot f
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 et\agence

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
overnight accommodationat the park were exempt from th®iscover Pass, while visitors paying for

other programs and services ite were not. Essentially, the State wiasdvertently excising an

G 00Saa ¥SS¢ G2 OAaAl2NRBR (2 C2NI 22NRSYy (KFd @SNB
park thatwere developed and facilitated by partner organizatiamsoutside rentals Overnight stays

alsoexempt visitors from the pass, thereby predominantly impacting partners who were more reliant on

single day programs and services.

In an effort to appease gtners 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 participatirgaimer programs
through December 31, 2012. While thisaisespectable 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 stategsks 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 orEdtiter the
Commission should consider an overall exemption of Fortd&forin the Discover Pass program, or
consider he following recommendations to create a policy that is defensiblerapdesentativeof the

unigque circumstances at Fort Worden State Park:

1 The following existing exemptions to the Discover Pass remain igteat Fort Worden:
0 Visitors who are camping and display a camping fee receipt
o Disable veterans and other State Parks pass haldesability placards or license plates
o Volunteers
o Individuals or organizations with written agreements that specify an exemp
9 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 prewitese 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.

9 Visitas who stay overnight in accommodations are exempted from the Discover Pass.
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FACILITYEASES FARARTNERS

Recently the Commission has come under pressure to evaluate facility leases throughout the system,
and make adjustments where warranted based on aal@ation 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 inpietices 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 apptegease 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 famt at Fort Worden is the relative condition of facilities, some of which
are poor and require significant effort by the tenant to accommodate are costly to operate due to
lack of energy efficient measures or compliance with historic preservation egaints

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 fétes 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
determinaion 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 lefmepartner
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 partnendo 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 retimva
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-t2f notice of termination.

4. Lease rates may ¢nease gradually on fave-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 esCaezhrs.
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