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Fort Worden Public Development Authority

Executive Summary

The 2012Business and Management Plaran evaluation of the financial viability of a management partnership

between the Washington State Parks and Recreation Commission (Commission) and the Fort Worden Public
Development Authority (PDA)This executive summargrovides a concise summary ofcenmendation
findings contained within the report.

X A management partnership can be successful for the Commission, the PDA, Fg
public it serves, and the Lifelong Learning Center mission adopted by Pz
include close cooperation in policy, management and operationgg
responsibilities; an initial cash reserve for the PDA; and permissiQg
solutions within the context of lifelong learning.

x Fort Worden has always operated under a managg
concurrently with Centrum in 1973 as a cg
arrangement has not expanded to keep
among other similar sites elsewherg
%o ESV E*Z]% SZ S
infrastructure, anddeliver,
evolved their managg

management g

Fort Vancg

annual
Ptdget cuts and
old static over

CKk of marketing is one
Blon aittbthe pursuit

carning Center mission at Fort
ongoing subsidy from Parks. This
¥ formalizing any such partnership.

#nity of Port Townsend, as well as Jefferson County.
Pring over 1,000yrsto the area @ch year, and

€ revenues not including the direct revenues of the park. Fort
obs at the site, angports approximately 237 additional jobs in
Buides an estimated annual contribution to local household earnings of

ecommended that the Commission continues to own-a&34 Fort Worden and be

gie for its overall management. Parks will focus on its traditistrengths: managing the
POrounds; enhancing recreation opportunities for degrs or campers; serving as steward of
atural, historic and cultural resources; overseeing and supporting facility and infrastructure repair and
maintenance; providing phlic access to the beaches, trails, natural areas and historic monuments; and
providing law enforcement for the entire park.
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x Itis recommended that the PDA manage the Hafe campus area of Fort Worden and focuses on the
development of the Lifelong Leany Center. This includes:

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

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

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

o Marketing, sales and recruitment toward building partner programs ang
Learnng Center and financial sustainability

0 Completion of the Building 202 renovation project as a rrusg
cornerstone capital project of the Lifelong Learning Cenig

X Sustaining and improving the historic facilities of Fort \4
Parks and the PDA, as well as new and existing g
repair and replacement initiatives will comeg
identified $89million facility and infrastru
meet this challenge.

X Market analysis conclugg
associated revenugs
drawn from wijlad

Sition for coordinated
rebsite and inifilad staf
order to provide a seamless
Znues would go to support this
Ould thppen over 10 years.

Or to invest in the redevelopment of historic
by its seventh year, through a concession
0 secure both the lonterm selfsufficiency of the

®pital development.

®rtner, the PDA would employ betwed® p@rsons at pay rates
Prates, and withmefit (health and pension) packages comparable to private
owever these benefits are below those of state employees.

Pyovernance structure must be guided by-anamagement policy board made up of Parks,

d stte-wide representatives. The mix ensures both a regional and statewide perspective to guide

ES t})E vX dZ]e } E [+ ]E 3]A « upes EE] IS C }% & S]}v o u
spheres assigned to Parks and the PDA through detailed mamagegreements.
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Plan Overview

This plan overview provides some background and contexttfer plan, its intent and components, and key
findings.

FORTWORDENt A COLORFUPASTANDUNCERTAIRUTURE

Fort Worden was established by the United States Army9bR1as a part of the
NdE] vPo 1} éopfifuration of threeshore batteries (Fort Worden, Fo
Casey, and Fort Flagler) positioned to provide protection from a naval invasidg
the Puget Soundeaching potentially to the Puget Sound Naval Shipya
Bremerton, as well as the cities of Seattle, Tacoma and Everett.
preparedness, Fort Worden never fired a hostile shot and evol
predominantly a military training site. In 1988e Fort was decg
military base andn 1957 was sold to the State of Wagl
juvenile detention facility.

Fort Worden operated as a juvenile facili
was transferred to the Washington
Commissiv_e+ §} } %o
State Park opened in .4
Washington State
Instruction, and
organizatiQsg

eving a lifelong learning center vision and
ershipetween Washington State Parks

t Authority A management partnership that

Blate, and augmentorlevesady ~S S [+ B *}pE =« (}E
vorthy of consideration.

Pam tasked with developing tBissiness and Management Pldaes not
whether the partnership between Washington State Parks and Recreation
vorden Public Development Authority comes into fruition. The primary intent of this
BMable, realistic, and tadt@pproach for the facilities, programs and visitor experiences of

¥ Park to be sustained over the long term for the sake of current and future residiretStdte

On. This plan begins to address the fundamental question loétiver the state park systens able to

the integrity of facilities and infrastructure at Fort Worden if not working in a productive and meaningful
partnership that protects the overall interests of the public. The ultimate challenge facingtdte iS how to
balance the long term health and viability of the sitedits responsibility to Washington residents on the whole

of
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Essentially, the intent of this plan is to determine thesiness and financial requirements of aeffective

management parv E*Z]% 5Z 3 (( $]A oC E u + 8Z ~3 5[+ VVU O }% E S]VP ep ] C

}ude] JVA «3u v3 3} % E}S § 3Z o}vP § Eu ]Jvd PE]SC }( ue ]o]3C }( &}ES t}E

also intendedto identify clear rolesand responsibilities of management partners at the park. This plan was

completedas directed in the Legislative budget proviso to the Washington State Parks and Recreation Corggission

in the 2012 Legislative Session to develpbusiness plan that wouldethil how the Fort Worden g
A 0}%u v pPSZ}E]SC ~*3Z W o }po epue3 ]Jv 0C }% E 3

how State Parks can operate the park,how State Parks/ould operate thetraditional functio

management partnership with the PDA.

%0 @

H._EMENTS OF TREAN
This Business and Management Plaias been developed for the Fort
pertaining to the aspects of Fort Worden State Park operation
partnership with Washington State Parks and Recreation Cogg

een compared to, even
Md Fort Bakein San

k in Montere 9

do

ess fun

tities. Anot

0 Fort Worden i
ver, Washington. This i
C 8§z E S]}v o
ners including the Fort Vanca
~ Eped ~38Z JBE WeEsev }uA
Thy MIng association vitlk NPSand Citythat manag
mult ®nd operations at the park, inclodiretail, facilityuse, o/ —_e L

Fort W§#En is among hundreds of public parks throughout the United States that are operated in partnership
with private nonprofit and forprofit entities, and has been operated this wapce 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
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magnitude of historic facilities esite for which the State of Washington carries the responsibility ofj lterm
stewardship. What ialsounique about Fort Worden is thétis located within the incorporated boundaries of the

City of Port Towsend; it houses fifteen nonprofits and businesses, and; employs up to 200 local residents. In
addition, Port Townsad is recognized as a significant National Landmark and is a major tourist destiation in
Washington State. Fort Worden vgithin a class of parkghat has yet to develop a working mg
partnership focused on assisting the state with the tremendbusden of longterm facility ang
stewardship. Rather, the State of Washington has predominantly relied on partnerships
programming and visitor services, thereby generating traffic to the park for day ang
amongexisting partnershipsavebegun to yieldsignificant resources for facility rg
insufficient to support thdongterm facility and infrastructureneeds as wellg
can result in significantly reducing the annual operating deficit

dz ~s§ s }(teZ]vPS}v wvv}s "
Fort Worden is a huge responsibility for the State, fg
largely because the park features ovéd800Q
structures. Over the last 30 yearstaff g
worked tirelessly to identify and dag
infrastructure at the park througig
their entirety, in a timely 4
leveland competing
most needing g
use, theseg

guests from
Pbeen funding

e Commissiomno
BUpport as of 2013 an
gagedsignificant labor and

be necessary in order to sustain the
es, intended to replace general funding
ncreasing the operational deficit of the agency.
eductions, but it is not expected for this trend to
also needmore financial resources to operate and care

g provide. Compounding decreasein state funding the

ort Worden has sharply cut into park visitation as reported by partner
5%, thereby further reducing the ability of the site to generate revenues to

1E &
BTt Worden would materialize from state coffers in the next 10 years.  These circumstances,
¥ not dictate an inevitably dark future for Fort Worden. The State of Washington is faced with an
Mty to engagean interested outside partner thats a fellow public agendp help share the burden and
responsibility with being a steward &brt Worden for the long term.

0]*8] 8} eepu 3Z $ PJAv 8Z 23 5[« HMEE VS (Jvv]o
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State Parks Industry is Changing Nationally
Washington State Parks is not alone in the curreintumstanceof having more financial demands than financial
resources to support them. State parks systems throughout theedi8tates can be considered to be some of the
most threatened public park systems in our nation. This is attributed to the following circumstances that state
park systems uniquely face:

1. State parks, while they provide significantly more economic impadbtal communities tha
parks, are not the quintessential iconic landmarks and monuments that are a pa
System. Similarly, they do not have the traditions, safeguards, and resources Q&
supporting them aslo national parks.

2. State parks are typically not a part of our daily lives like local
state parks have historicarecedencefor innovative funding
frequently utilizing State Park systems are usually rejj
a small set of other standard funding streams.

3. The true costs of maintaining high g
the general pubt and elected off
parcels with significant resg
park facilitiesand infrgg
resourcesare ablg
systems arg

The curre
approx

2 g an
e parks in
Dalancing their
and keeping the

systems are pursuing are

quenpetitive for the disposable
SU ¢85 % EIle uped }ju% 3 A]5Z
B'ior the disposable time of potential visitors.
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A Sustainable GdManagement Model is Feasible and Practicahd Already There

Since its beginning as a state park in 19¥8rt Worden has been operating under the semblance of a co
management model. It is intriguinthat there are such vocal pockets of opposition to the continuatiohan
operational approachhat has been successful and publicly supported for nearly 40 years, and presentggpractical
solutions to real problemd the integrity of Fort Worden as a public asset is deteriorating faster than i
keep up with it alonelt is clear thathe State is struggling to implement the concept of a lifelog
vision and plans that was adopted by the Commissio2008and publicly supported thrg
process. Gonanagement is not a new thing at Fort Worden. The fact that the Stz
conference center for this long without having to directly plan, develop and fagid
visitor services orsite is the evidence of o comanagement has workg
partner organizations$or the last four decades.

The only difference between the proposed-g@mnagement
State can now engage a partner that is actually respgé
services that are outside the traditional roles
Receation Commission. This is a partner
reducing the partner coordination respg
who can legitimately seeknd recrd
support the ongoing and grg
a partner with the org
practices in areg
successful j

Fishington not only
-gite management
PSt appropriate and affordable

®oement approach, especially with the magnitude and diversity

®C similar parks around the nation have long since evolved into a partnered
Plementary entities to synergistically combine their strengths for the overall

S public treasufke State of Washington hagemed committedd a tradition of

rvice it can adunction of government, instead of allowing a true partnership economy

rrent and predictable future of fundirpnstraintsin the State ofWashington, theParks and
MionCommission, Legislature, Goverrjer K((] U v @& ] v3e «3 § A] Zqgdestion(fpv u v3 o
answer t 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 pulatect this great asset in a manner that

has not been possible up to now, and engage a partner who can share these bareresponsibilities?
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A Management Partnership with the Fort Worden Public Development Authority Can Work
ThisBusiness and Managemnt Planperformed an intensive review of the existing operations, services, facilities,
and management model of Fort Worden State Park, as well as revisited the analyses and findings from the 2008
Business and Operating Plpartaining to the lifelong lemning center vision for the park. Additionally, this process
involved a detailed study of the management assumptions, desired outcomes, and financial implicatiog
management partnership between the PDA and the Commission. Based on these analysgalaation
determined such a management partnership that involves the campus area of Fort Worden can g

of a

Essentially, this means that the objectives of the State to sustainably reduce the curre
park while not interrypting or sacrificing the quality of the visitor experience, ang
leverage outside funding and finance support to leverage State resourcgg
renovation and redevelopment can be met through a managenpartnersig
the PDA can meet its objectives of financial viability with the properg
management, partner management, and service responsibilitigh

Finally, and most importantly, this management partgg

{NDBO DY

WSty

1 e g
h“”""% A Congy
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Summary ofPublic and Stakeholder Input

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

X Monthly PDA board meetings, all with public comment
x 15 PDA presentations to regional civic and business groups in 2012

x Several public forums focusing public comment on the scope of the PDA's rofiy
andto date, three forums devoted to this 2012 draft pléhugust 23 & 29, Seg

x Stakeholders: Two meetings with Fort Worden employees; severg
including Fort Worden Partners, Fort Worden Conservancy,
business plan consultantsm conductedindividual stakeholdg

X Interviews with members and toftate Parkstaff agg
Commission

X All key documents and minutes provi
the same.

X The PDA anticipates cong
forwarded to the Comg

should always remain a State Bark, f

Paacagement model that allowState Parks to do

Eation, facilities management, resogtewardship, law

est t build programs and LLC participants through marketing,
facility management. Ensure the LLC and traditional Park can live

Waff do it all? Maintain public control. Protect public access and affordability so
eral public are enhanced, not limited. Avoid "privatization" of park services and assets.
kenefit of the public, not for the benefit of any private business.

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

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

6. This PDA may not be the right partner entity. The PDA is a subdiefsiba City of Port Townsend; i
members were appointed without an interest in regional representation. Membership and directiQg
can be changed by the City with minimal outside review or input. Protection against the
unaaeptable direction could come from more regional representation, greater influence g
and/or a solid cemanagement arrangement in which State Parks maintains a leading

7. The PDA may be the right entity. It is a public ageitisymeetings and rg
advantage over a noprofit organization A PDA is able to raigwivate
agencies cannot do, and it is ideadlyited to secure andgyenerate Jad
cannot tax, it cannot utilize eminent domain) but it can issug
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Market AnalysisUpdate

A component of thiBusiness and Management Plaas to provide an update to the market analysis performed
in the 2008Long Range Development Plaompleted 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 oyg
exceptin of notable decreases in recent visitati¢2010 to 20114
impacting participation in programs and sensgaovided by 4
and graphbelow illustratesannual visiation to Fort Wogg
visitation (not including camping). This data dg
visitation to the portions of the site being cg
from 2008.

Conference Total Annual

Year Visitation

Attendance . : .
(not including camping)
"

% Change fron
Previous Year

Fort Worden State Park Average Monthly Visitation: 2002 - 2011

210,000 -
190,000 R 195081
170,000
150,200 \ 162,252
150,000 Note:
\ Average monthly visitation has been
130,000 calculated forthe campus area only,
114,15% \ 1 E not including camping. Thisincludes
110,000 - conference attendance, day use,
o0 “2‘/43,?0? \ moarage, and visitorsto the
90,000 : 2R Marine Science Center.
70,000 _74?3,225 \\?512”
J 63,577 e 63,195
50,000 T T T T T T T T T T T 1
Jan Mar May Jul Sep MNov
Month
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The trends detailed below can be derived from this visitation data.

X Visitation has remained fairly flat over the last 10 years, with the largest fluctuations occurring in
2004/2005 basedon gecial events held during those yearand in 2011coinciding with the
implementation of the Discover Pabs.

x Conferencattendance has steadily fallen over the last 10 years, by as much as 31% since
x Day use accounts for the vast majority of visaatto Fort Worden.

X Visitation to Fort Worden is highly seasonal, with the following major pg
0 Peak seasonjunet August
0 Shoulder seasongviarch t May & Septembert Octobg
0 Low seasonNovembertFebruary

Not shown here is caping attendance with is consiste
highest annual camping attendance over the la
2002.

center. Additionally, d
visitors mustdrive g
approximate

age segment, race and
household income

program requirements haveeve@ped as

on, as well as visitgpiaiterns by type (day use, coafence,
evant for determining priorities for improasegall performance and

en. This is supported by the findings from the local and regional market
> local and regional markets within both 60, 120 and 300 miles are demographically
programs and events held at the park, and feature the economic capacity that can
c Fort Worden experience.

! The visitation data provided by the Coastal Artillery Museum and Marine Science Center indicate that visitation
and program participation has dropped between-28% on average in 2011 from 2010, reported to be related to
the implementation of the Discover Pass.
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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 yeaPrograms and services thate targeted at recapturing
visitation rates enjoyed in the period of 2002004, as wk as improving on those rates if posg
critical for increasing revenues at the park.

2. Day use remains the largest component of visitation to the park and should
programs and amenities, predominantly related to theduling two factors:

a. Events and programs at the park in which visitors arg
other accommodations in the area.

b. The recreational attributes of the pa
recreational fields, etc.).

3. Improved overnight accommaqgg
interests, skills, abilities 4
include those that g
and large famil

to focus on increasing
e peak season is already
us 8ZE& S v]vP Sz "N EEC
significantly improved thmawigiing

fled in the 2008 Long Range Development Plan remain
ership between the PDA arddbmmission. These strategies
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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 managment partnership between the PDA and the Commission.

QLASSIFICATION 8ERVICES
A major component for developing a wslructured management partnership between the PDA
Commission is to evaluate the services and functions of Washington Stte &#al Recreation pg
delivered at Fort Worden in relation to the legal and statutory obligations of the agencie
public interests and trust at the site. The culmination of this analysis is a classificatig
functions of the Commission that reflect the statutory obligations of the agency 4
and the valueadded services that enrich both the visitor experience and g
aligned ways to @lp support operating costs. Based on their claggl
provided, appropriate expectations for how the PDA supports tQg
function, as well as identification for how the cegif these sg

Program and service classification is importanfingg
each category of services that are linked to i
classifications should be sorted to corrg
section of its business plan, each
with these expectations.

Foundational Cog
0 *°](C]yd
interests g

resg

{Essential service
Type of {Important service
Seheyy| fvalueadded service

{All the public
{Individuals who patrticipate benefit but all members of community benefit somehow
{Individual who participates

{The public through the tax system, no user charges
{Individual users pay partial costs
{Individual users pay full costs

% Marketing Government & Social Servicéshn Crompton and Charles Lamb, 1986
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The approach taken in this project expands on this, classifying services by dherfgll

For the whom the program is targeted
For what purpose

For what benefits

For what cost

X X X X

The relationship of public subsidy or funding support for different classifications of service
graph below. As public subsidy supportihg tcosts of services reduces, it is expecteg
rely more on revenue generation to support reliable quality service delivery.

Appropriate Public Financial Support by Types of Services

High

Moderate

Level of Public Financal Support

Lo

Value Added Services Important Services Essential Services

\

¥ otpssifyices and how
§ }veS]Sus ¢ v N ee y§] 0 A
v_C v ]38 35| Z}lo E- §:
@ private value. Additionally, the effectiveness
relies on the true cost of programs (direct and
in this matrix can help to determine the most
¥ and measured. This includes being able to determine what
Private benefit existi applies to each program area. Public
C}lv @ JA e+« 38Z +«u o0Ao }( Vv (%8 Al3Z <« o
A /£ oue]A v (18 YA Az s PviElo § F£% C
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Public interest or
developmental
importance as well as
mandated by law

Financialsustainability

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

Competition in the
market

Access

ESSENTIAL SERVIC

High Public Expectation

Free, Nominal or Fee
Tailored to Public Needs

Requires
Public Funding

Substantial Public
Benefit (negative
consequence if not
provided)

Limited or No
Alternative Providers

Open Access by All

IMPORTANT SERVIC

High Public Expectation

Fees Cover Some Direcl
Costs

Requires a Balance of
Public Funding and a Cog
Recovery Target

Public and Individual
Benefit

Alternative Providers
Unable to meet Demand
or Need

Open Access / Limited
Access to Specific Users

VALUEADDED
SERVICES

High Individual and
Interest Group
Expectation

Fees Cover Most Direc
and Indirect Costs

Some Public Funding a
Appropriate

Primarily Individual
Benefit

Alternative Providers
Readily Available

Limited Access to
Specific Users
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Definitions and Evaluation Cetia
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 laBve years. Additionally, Legislative statutes, policy mandates, and gxisting
contractual and legal obligations of the Commission at Fort Worden were reviewed and taken into
the process of creating these definitions and criteria.

Essetial Service (Provides the Broadest Public Benefit)

Definition: Essential services are those programs, services and facilitig
provide and are essenti@h order to capably manage and operate
failur 3} %o E}A] v ee v3] 0o ¢ EA] g
legal and mandated responsibilities and would produce
natural, cultural and historic resources and public ustg
Criteria (most or all must apply):

1. The Department is mandated by law,
provide the service.

2. The service is essential tg

The sevice dire
infrastructurg

® sustain

individual benefit to the

protecting and maintaining valuable
mell as the safety and quality of the visitor

oy the public.
ateportant and valuable public good.

¥ may vary depending upon the manner by which the service is paid for or
B not subsidized).

Erates income or revenue that offsets some or allagétsting cost and/or is deemed to
Paluable economic, social or environmental benefit to the State and its residents.
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Value-Added Service (Provides Primarily Private Benefit)
Definition: Valueadded services are programs, services and resoargenities that theaCommissiormay provide
when funding or revenue exists to offset the cost of providing those serac&®rt Worden State ParkThese
services can be considered discretionary to the core mission of the agency, and provide addeth \Gtaie
residents and visitors above and beyond what is required or expected @ahamission

Criteria (most or all must apply):

1. The service expands, enhances or supports essential and important services and
Worden State Park

2. The service is supported and well utilized by State residentsFamd\Wg
appropriate and valuable public good.

3. The service generates income or funding from sponsorshjg
some ¢ all of its cost and/or the service provides a 1
to the State oWashington

Service Identification
Forty-four different categories or types g
identified and are detailed below ang

Natural resource

erships and coordination
Flles andde compliance
evelopment
administration and management

Oped camping area management and operations
100kups camping area management and operations
26. Museum management and operations

27. Visitor center management and operati®
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28.
29.
30.
31
32.
33.
34.
35.
36.
37.
38.
39.
40.
41.
42,
43.
. Research support

Nature center management and operations

Improved accommodations management and operations

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

Retail/merchandising

Special events planning and management
Recreational equiment rental

Community outreach

Public information and communication
Volunteer management

Marketing and promotions

Training t compliance

Training t enrichment and personnel developmeg
Administrative services accounting, legal,
Concessions management
Commercial film access manageg
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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 S&Park in this study, and include thecommendedevelof 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 respongitwlisupport the Commission in performing thege
services and functions. Services that feature moderate or low recommended public funding suppor,
to have aproportion or all of the costs associated witthem to be supported¢hrough earned reveugg
revenue sources.

Essential Services / Functions Public Funding
Support

Natural resource maintenance and protection

Cultural resource maintenance and protection

Interpretation and education passive

Recreational asset management and managementcess

Boating access and management

Public safetytlaw enforcementand emergenc

Public safetyt hazard/risk management

Facility and infrastructure maintena

Site and grounds maintenancg

Fleet management

Communications

Public Funding PDA / Partner

Important Services / Functions
Support Support

Moderate
High
High X
High X
High X

#nd operations Moderate

ent and operations Low

Pherations Low

High

High

High

XXX | X

management
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Value Alded Services / Functions Public Funding =~ PDA/ Partner

Support Support

Interpretation and educationt merit based Low X
Site and facility development Moderate

Visitor center management and operations Low

Nature center management and operations Low

Improved accommodations management and operations Low

Meeting facilities / conference center management and operations Low

Food/meal services
Retail/merchandising
Special events planning and management
Recreational equipmentental

Community outreach

Marketing and promotions

Training t enrichment and personnel developgg
Research support

Commercial film access managergg

S operating on
vices performed at
U categorieand a

and reliability of the visitor
rastructure, but these services are
Bate agency and public servitas

O the appropriate roles and responsibilities of
On included services remidn&i such as retail

eal services, arts programs and events, and laundry and
dergoing financial hardships to cover the costs of providing
whole it is critical the Commission seek outside support and

Bed and high qualitgervices safely and seamlessly to the pudiEort

arket demands

D between the PDA and the Commission must provide clear expectations of the role
e PDA in these various services and functions as it pertains to the areas and facilities
that are to be managed by the PDPhe partnership must represent the appropriate balance

e relationship between shared costs and revenues in order to leverage the strengths and abilities of
eachWartner, as well as to provide rddia and sufficient resources to the partners to sustainably perform the
services they are responsible forThis exercise is intended to inform abe expectationsand divisions of
responsibilities




Fort Worden State Park Business and Management Plan

THECONTRIBUTIONS GRRTNERORGANIZATIONS
As stated throghout this report, the numerous partner organizations operating at Fort Worden are the sole
source of programming and events that drive significant traffic to the park and support overnight stays. Beginning
with the partnership with Centrum, this model sirown significantly to where a multitude of partners, mostly
non-profit organizations, are a critical part of the financial success of the $ie. table below details a summa
of partnerfinancial }v3@E] pu3]}ve 1v (JA 1(( & v3 &busingés.&FHESe ¢grdEbutigns
revenues to the Commission as a result of partner services and activities, and not to be mistg
revenues of these partners.

1. Meeting room rentals
Accommodation rentals
Campsites
Cancellation fees

Fod catering

a s~ wnN

This data represents a single calendar year from Jg
reporting from seven of the 16 partner organizatigg

A

Meeting Rooms ‘ Accommodations | Campsites Cancellation Fees Food Catering

do W 7

Grand Total: $854,095.77

Beyond these ang
contributed gj

y facilitated by
public or private
partnership deweloiol

e lowhandtier seasons:

ation and low/shoulder season reservations

G ANBROMOTIONS

Development Plan, one of the largest shortfalls of the current operations at
Bnatedarketing and promotions. This challenge continues today as there is no
Ing or packaging developed with ample marketingileada minimum of six months

ere any coordination marketing and customer seoptions for visitors to piece together
experience. For example, a visitor to Fort Worden today must with through the Commission to
modation or camping reservations, then must research and access each of the partner arganizati

% partner contribution data from CY 2011 has been provided by Centrum, Goddard College, Madrona Mind Body Institute, Port
Townsend marine Sciea Center, Port Townsend School of Woodworking, Copper Canyon Press, and Friends of Fort Worden.
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Jv % v v30C 8} A %O0}E 3Z % E}PE u v e+ EA] }%3]}ve AJo o 3§ §Z

ZUVS_ %% E} Z E o] » *}o 0oC }v 8Z & S]JAISC v 3 v ]3C }( % EI Al*]3}E

together. A consistentan }oo }E 3]A A }v ] EP _ %% E} Z ] v v E }uuv

THEDISCOVERASS ANIDAILYENTRANCEEESATFORTWORDENSTATEHPARK

Washington State was one of only eight states in early 2011 that still allowed free daily accg
Faced withsz ~§8 § [¢ pnu P 8§ &EJe]s v ]Jv v ((}&S 8} &
management, the Legislature created and implemented the Discover Ra$80 annual p4
admittance into Washington state parks and recée]}v o0 o0 v «X dZ]e S
with typical challenges and public concern, but overall aligns Washingto
nation on this fee expectation for access to certain public lands.

The chdknges faced with implementing the Discover Pas
numerous exceptions that have been created to pas
somewhat of a double standard at Fort Worden beg
at the park were exempt from the Discover Pg
not. Essentially, the State wasdverte
participate in programming and eyg
outside rentals Overnight siz
who were more reliant gg

In an effort to g

tate Park, these
ever, should take
pnd the role of a multitude of
pbtion of Fort Worden in the
Oations to create a policy that is

pcn State Park:

or Pass remain effective at Fort Worden:
Mlay a camping fee receipt
ate Parks pass haldisability placards or license plates

MMizations with written agreements that specify an exemption

Jaily programs and services delivered by partner organizations are required to display a
Pass in their vehicle that is provided by the Commission and issued by t@mror service

er. Partner organizations that provide these single day programs are required to report quarterly
participation and submit a payment of $2 per vehicle to Bi2A, and ultimately to th€ommission either
quarterly or annually as a spéied in the management agreement between the PDA and the Commission.

X Visitors who stay overnight in accommodations are exempted from the Discover Pass.
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Alternative 2
Another alternative that has surfaced from discussions with the partner organizatidims cption to exempt the

campus area and visitors to the Port Townsend Marine Science Center from Discover Pass requirements. In
exchange for this exemption, partner organizations would purchase a large pool of Discover Passes to provide the
State directrevenues to support the costs of the impacts of these visitors to the pditkis alternative is on
palatable to the partner organizations if this arrangement is linked and related to partner lease rateg
current enforcement policies and exgtions would apply at the park.

FACILITYEASES FARARTNERS
Recently the Commission has come under pressure to evaluate facility leases
adjustments where warranted based on an evaluation of fair market value,
statutes and expectations of the agency. This has created challeng
organizations are engaged in facility leases that have the potenti

Currently theCommission maintains a dynamic equatio
adjustments if the tenant provides capital support
provides programs that generate overnight stays
factor at Fort Worden is the relativeoor cgg
operate due to lack of energy efficie

While all partners and the g
economic developmentig
make invetments ig

conditigy

Psion that as a
Finagement of leases

Oevelopment or renovation
ays at the park

toric preservation improvements
Bns of the tenant

a minimum of a -t2¥ ndice of terminationbased on failure to meet the
uding specified causes for termination

may increase gradually dive-year recurring basis, not to exceed 3% annually, as detailed
the lease agreements

5. Leaseduration is based on level of capital investment by the tenant, not to exdegearsunless
otherwise approved by the Commission
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Business Plan and Pro Forma

The recommendations summarized in the following pages based on an evaluation of the optiméormat
throughwhichthe PDA can partner with the Commission to manage components of Fort Worden State Park, but

v}is §Z vS]E ]S X dZ - Ju% v vse & luulvoC €& ( EE S§Z N Uu%o
encompasses the facilities most heguilsed by conference and event services, as well as the pa
on-site. This section of th&usiness and Management Pleontains the following elements:

Management Assumptions and Criteria
Recommended Services and Functions
Statement of Actiities - Projections
Occupancy and Usage Assumptions
Schedule of Projected Expenses (Year 1)
Recommended Staffing
Additional Revenue Opportunities

X X X X X X X

MANAGEMENASSUMPTIONS ANDRI T4
The projections, pro forma, and recoy
Planare based on the assumptigg

1. The Commissiog
overall may

cment (e.g.,

ponsibilitiesf Fort Worderto
and strengths of @@mmission
Zlong LehtnifgoCenterdvjsidh for the

ousekeeping, etc.)

Y usage and programs within the campus area

ions management (rental houses, dormitories, and barracks)
pdevelopment andmanagement

and customer care for the upper and lower campgrounds

arks has entered into a variety of leases with commercghésses and nonprofit organizations

ated within the campus area. The State would assign and transfer to the PDA the entirety of these
existing leases. The PDA may sublet any of the portions of the campus area provided that the governing
entity of the park retains the right to review and approve any sublease by the PDA, prior to the PDA
entering into said subleasdmsed upon criteria specified in the management agreement
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5. The PDA will support the Commission in performing tasks that require substaap#al investment
beyond the means of thBDA and thé&tateindividually These will include:
a. Capitalproject management
Facility rehabilitation and historic preservation
Daily maintenance requirements
Major capital repair and replacement initiatives
New facility development

®ooco

6. Thesuggested division of responsibilitidstailed in the table belowpertains onl
is also presumed the PDA would require partners/tenants to perforig
facilities they occupy pdhe terms of the lease agreement3he pro fg
business plan assumes the financial obligations associated wj

PDAMaintenanceResponsibilities State ParksviaintenanceResponsibilites
Janitorial, custodial, daily upkeep of facilities “-m
Site and grounds maintenaneenowing, p, _ .M
Electric fixtures Cl 0
Plumbing fixtures
Internal painting
Wall, ceiling, and
Doors and wig
Furnitug
Sig

pus area from 7

om 10 pm to 7 am daily

enentd| payments, and revenues
Pass) and other activities within this portion
€ operating and capital costs of the PDA incurred
astingly, the PDA and its partners shall be solely

In the management of the campus area and related services

B%s the ability of the PDA to more consistently utilize volunteer labor
, customer interface opportunities, as other appropriate duties as they arise.

¥ a more flexible schedule for meeting room usagelthatsgor multiple rentals in a
ervations may not exceed two to four hours in length.

e PDA will launch operations in a mobilization period after the execution of a management agreement,
but prior to that agreement taking effect. This viiltlude the development and installation of selected IT
systems including a reservation and pewitsale system, as well as accounting for a multitude of
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miscellaneous expenses and substantial marketing support to build momentum going into Year t of thei
operations.

12. The PDA will obtain and maintain comprehensive general liability and umbrella liability insuranceg
the PDA against damage or liability arising out of the ownership, use, occupancy or mainteq
Campus according to the term$§ the management agreement.

13. State Parks will continue toversee the operation athe upper and lower ca
the recipient of the majority of revenues from this area of the paag
enforcement, facility and infrastructure maintenance support,
stewardship and technical assistance in cultural/historic resg

14. The management partnership and agreement betweeg
facilities and services within the campus area, agg
unnecessary management and financial chg
Additionally, he PDA must rely on earng
partnership, and therefore could ng

15. Causes of a default ang
agreement.

Desired Outcorg
The following

¥ the Commission that
S [eof FartBBrdeg «p ] C o

to the Commission in sharing -and off
gcture at the park.

BSing and ukiintpacial programs that aravailable
ely tbtain by the State.

POON asiptsin the leased area.

BTon Management Partnership
Phagement partnership between the PDA and the Commission which are detailed
2r in part or holistically in this plan.

®, he PDA has limited financial resources to enter the partnership with and must rely upon
U revenues from managed facilities and services from the initiation of the management agreement
order to remairviable

x The campground producebe highest proportional revenue on the park as a ratio to the operating costs
of those facilities, buthe State requireshese must remain under the management of the Commission
and not the PDA
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X The national, statewide and local economies remain in a sksovery mode from the recession that
began in 2008, thereby creatirtnancial instability of State Parks. Because of this, the PDA fesater
challengeto obtain private sector investment to support capital needs at the park.

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

X Resolution of the Discover Pass issue at Fort Worden requires a long term solution
extensions of sbrt term exceptions.

The Campus Area of Fort Worden State Park
Of the 434 total acres of Fort Worden State Park, the campus area encomp
southeast corner of the site, and includes the majority of the facilitie
enter of the military presenadenthe fort was a cg

100 acresin contextwith the eptire nark nrona

FORT WORDEN STATE PARK

Park Boundary

— — — - Campus Area
Boundary

ghthouse (this facility is not a part of the state park, but owned and managed
y by the U.S. Coast Guard

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
































































































































































































































































