Beyond 2013 – A Transformation Strategy - Strategic Alternatives Analysis
At this stage, the planning team suggests potential alternative approaches to address the various issues and concerns facing the parks system. No preferred alternative is established; rather this is an opportunity to understand the range of possibilities. The alternatives are thematic, but not mutually exclusive.  Alternatives are organized thematically to emphasize a potential approach to meeting the legislature’s request that State Parks explore how to be financially self-sufficient.  
Sometimes each theme takes provisions to logical extremes. By addressing management and development issues through the lens of a particular theme, new possibilities emerge as to the system’s ultimate potential. Then, assuming no single aspect is universally desirable throughout the park system, the next step is to determine which ideas in each alternative are most appropriate. This allows us to emphasize resource protection to address some issues, partnerships for others, and so on. Ultimately, the right mix should emerge.
	Washington State Parks Strategic Alternatives Analysis

	
	Theme 1: Parks as an Enterprise
	Theme 2: Parks as a Community Non-Profit
	Theme 3: Parks as a Public Asset

	Key Questions
	Will people pay for the programs and services they receive?

Can private companies provide services that meet their financial objectives and meet state parks mission? Can State Parks have profit centers that subsidize other services?
	Will non-profit organizations partner with state parks, to meet both organizations missions?

Will local, tribal, federal and other state governments partner with State Parks to provide mission-consistent services?
	What aspects of the state parks mission is best financed through general state taxation?
What state parks programs and services benefit all Washingtonians whether they use parks or not?

	
	Program
	Financing
	Program
	Financing
	Program
	Financing

	General Description
	Provide programs and services that are financially self-supporting.  For those programs and services that cannot self-support, either (1) use a portion of the land base to generate profits sufficient to support those services, or (2) reduce or eliminate programs. Those services best provided by the private sector, would be. Expect enhanced sponsorship opportunities.
	Taxes: 0%                               Donations:  Up to 10%                       Grants: Up to 5%                                       Use Fees: Up to 75%               Partnerships/Volunteers: Up to 10%             Enterprise: Up to 30%               Charge market pricing for all services and facility rentals.  Develop profit centers to off-set any public amenity/service than cannot be self-supporting. 
	Partner with mission-aligned organizations and individuals to share resources, offset costs, and help promote revenue development activities. Develop a robust network of individual volunteers and community-based support organizations (e.g., friends groups).  The State Parks Foundation would play a critical and ever-increasing role, as the principal partner for State Parks, principal fund-raiser, and conduit for carrying out other partnerships that are more difficult to do directly with government.  
	Taxes:  0% State, 5% local                 Donations:  Up to 25%            Grants:  Up to 10%                            Use Fees:  Up to 50%             Partnerships/Volunteers: Up to 40%
	Provide services that advance the public good now and for future generations. Limit services and facilities to those with broad public recreation benefit and significant natural and cultural heritage value.  Overall, the system would be simpler, less-expensive to operate, and more focused on resource stewardship.
	Taxes: Up to 30% State                                   Donations: Up to 20%                               Grants:  Up to15%                                             Use Fees: Up to 70%                    Partnerships/Volunteers: Up to 20%

	Camping
	There would be as much or more camping as now.  Campground designs and services would be modified to maximize revenues. Some campgrounds with poor financial returns would be closed. Wi-fi, cable, laundry, and other services, when they have potential to increase revenues, would be added.  Much higher campground densities would make them more efficient.
	100% of cost of operating campgrounds would be borne directly by the visitors or other non-taxpayer source. Pass programs (e.g., disabled veterans, limited-income seniors, foster parents) would be eliminated, or some other  non-tax funding used (e.g. donations).
	Camping would continue but be significantly reduced.  Emphasis on group camping and special events.  Camp hosts, friends groups, or community groups could expand as service providers.
	 100% of cost of operating campgrounds would be borne directly by the visitors or other non-state taxpayer source.  Local government or non-profits might share in operation of suitable campgrounds or other park facilities.  Pass programs (e.g., disabled veterans, limited-income seniors, foster parents) would be shifted to local-government, picked up by non-profits, or eliminated.
	Camping would be reduced in scope, intensity and amount.  More primitive camping would continue, but fewer sites would have amenities like utility hook-ups, paved roadways, etc.  Emphasis would be on the camping experience as being rustic; closer to nature.  Expect fewer parks to having camping.
	During a transition that would take several years, state taxpayers would share in the cost of removal of facilities, and pick up costs that could not reasonably be borne by visitors.  Broad social services, such as the pass programs, would continue with taxpayer funding, but overall amount of subsidy would be less than historic amounts. 

	
	Theme 1: Parks as an Enterprise
	Theme 2: Parks as a Community Non-Profit
	Theme 3: Parks as a Public Asset

	Indoor Accommodations/Programming
	More and varied indoor accommodations are designed to meet market demand. Some of the finest view sites might have lodges or rustic inns.  Yurts and cabins could replace campsites.  Some facilities may be removed if independent financing not feasible.
	100% of cost of indoor accommodations would be borne by the revenues from each facility. 
	Partnerships would be sought to preserve historic facilities and occupy existing buildings.  New facilities could include community meeting halls to support friends group activities and partner organizations. The density, type and amount of facilities would remain about the same as present. 
	100% of cost of indoor accommodations would be borne by each facility, or if subsidy is needed, partnerships would be sought to make up the gap.
	Emphasis would be on preserving historic structures through re-use.  Otherwise, a reduction in the number and variety of indoor accommodations should be expected. 
	During a transition, state taxpayers would share in the cost of facility changes that could not reasonably be borne by visitors. Historically significant structures would be preserved through re-use with tax subsidy as needed.  Non-historically significant accommodations would be provided to assure diversity of experience for all, with subsidies as needed. 

	General Day Use Activities (e.g.,   picnicking, hiking, biking, informal field games)
	Retain and expand existing facilities, and provide a variety of facility types, including value-added enterprises when opportunities arise.  Some reduction in facilities should be expected where limited demand exists. 
	100% of cost of these day use services and facilities would be borne by each activity/facility through user fees.  Principal financing would be through the Discover Pass program.
	Similar facilities as Enterprise alternative, with more support from user groups in the development and management of facilities and recreational opportunities (e.g., trails).
	The Discover Pass would be the principal means of financing, with support from partners for higher levels of services at particular parks.
	Basic facilities would be retained, with the principal charge being universal access to the most significant recreation and aesthetic sights, and directing people away from sensitive natural or cultural assets. 
	Discover Pass would be principal funding source for facility development and maintenance, but tax support would be provided to protect sensitive and significant natural and cultural resources. 

	Beach Activities/

Swimming
	Retain and expand existing facilities, and provide a variety of facility types, including valued-added enterprises when opportunities arise.  
	100% of cost of these day use services and facilities would be borne by each activity/facility through user fees.  Principal financing would be through Discover Pass program, though expect private or enterprise financing of higher-value facilities.
	Similar facilities as Enterprise alternative, with more support from user groups in the development and management of facilities.
	The Discover Pass, concession fees, and fees from reserveable shelters and other facilities would be the principal means of financing, with support from local government or other partners for higher levels of services at particular parks.
	Basic facilities would be retained, with the principal charge being universal access to the most significant recreation and aesthetic sights, and directing people away from sensitive natural or cultural assets.  Expect fewer formal beach and swimming facilities if ongoing natural system site alterations are needed.
	Discover Pass would be principal funding source for facility development and maintenance, but tax support would be provided to protect sensitive and significant natural and cultural resources. 

	Marine Recreation/

Boating
	Existing lesser-developed boat access would remain where operational costs are met by Discover Pass revenues.  Higher-end facilities like docks, piers and boat launches, would either be retained or improved with user fees that match operational costs, or closed down. Value-added enterprises, when opportunities arise, would be added to marine facility areas to off-set operational costs.   
	The Discover Pass is designed to pay for the lesser-developed marine facilities.  Various financing mechanisms would be necessary to maintain the higher-developed facilities, including higher user fees, adjacent enterprise, and subsidies from other park enterprise efforts.
	Existing lesser-developed boat access would remain where Discover Pass revenues meet operational costs.  Partnerships with boating and other marine-oriented user groups would  be needed to develop and maintain facilities for larger boats (e.g., docks, piers and boat launches)
	The Discover Pass and boating-related fees (e.g., overnight mooring and boat launching) would be the principal means of financing, with support from partners for higher levels of services at particular parks. Such support could be in the frame of specific user-based taxes and fees, local-government partnerships, or directed donation programs. 
	Lessor-developed facilities would be retained to the extent that they would avoid substantial and ongoing alterations from natural processes.   Expect fewer higher-developed facilities, especially where there are impacts to natural and cultural resources. 
	The Discover Pass would be the principal means of financing. 
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	Interpretation/

Education
	Interpretive programs and services would be fee-based. Unless demonstrated to boost Discover Pass or other indirect fee sales, services must be self-supporting.  Interpretive Centers would be financially self-sufficient, or be closed.  To keep open, expect additional enterprise opportunities in the centers and more frequent programmatic changes, to attract visitors. 
	The Discover Pass could pay for a basic level of interpretive signage and program, but enhanced interpretation would be fee-based, and supported through enterprise activities. Web-based and advertised-supported opportunities for enhanced interpretation would be actively pursued and provided.
	Interpretive programs and services would be wide-spread throughout the system.  Recruitment of volunteers, partnerships with local educational institutions, and non-profits, would form the basis for such programs. 
	While the Discover Pass would contribute a base level of support, most of the program component would be provided through partnerships, with fees, if any, contributing to both agency and partner needs. Electronic media and other innovative efforts at enhanced interpretive programming would be pursued. 
	Interpretive programs and services would be less facility-based; more passive use, with volunteers and partners providing program content.  Interpretive centers would remain open, where they are vital in understanding and protection critical natural and cultural resources..
	The Discover Pass would be the principal means of financing.  Some tax support for interpretive centers would be used to supplement fees.

	Natural Systems Stewardship
	Efforts would be centered on minimizing risk and liabilities and assuring that parks would remain open.
	The Discover Pass program, camping, and other recreational fees would provide much of the funding, along with timber sales and other means of self-generated support.  Sensitive areas could be preserved, and used as compensated mitigation for off-park impacts.
	Broad efforts at partnership with educational, research, stewardship, conservation, natural heritage and other organizations would be pursued to carry out protection efforts. 
	Grants, scientific permits, and partnerships of various kinds would be sought to fund stewardship activities. Discover Pass and other fees would be supplemental to the larger partnership efforts.
	Emphasis would be on stewarding resources through public awareness, education, and prevention of over-use. The long-term sustainability of natural systems would take precedence often over recreational access. Parks that are oases of natural system would see that as a core of their mission.
	A wide variety of fund sources would be sought to protect natural systems, including recreational use fees, donations, grants, and taxes.

	Historic Preservation
	If we do not use it, we lose it.  Thus, active entrepreneurial solutions to preservation of historic buildings and other structures would be pursued.  If there are no practical long-term solutions to re-use, and an historic structure is not able to generate funds through the Discover Pass program or other use fee approach, then loss of that structure over time should be expected. Also expect more non-recreational use of historic buildings.
	The Discover Pass, camping and other recreational fees would provide some funding, if historic structures contribute as an attractant for those activities. Otherwise, active re-use of structures would be sought in a manner that is self-supporting. 
	Broad efforts at partnership with educational, research, historic preservation, heritage and other organizations would be pursued to carry out protection efforts.   Long-term care of historic structures would usually be done as part of resident curatorships and other long-term leases of historic structures to mission-aligned private organizations. 
	Grants, scientific permits, leases, and partnerships of various kinds would be sought to preserve and maintain properties and fund other preservation efforts. Discover Pass and other fees would be supplemental to the larger partnership efforts.
	Emphasis would be on preserving historic structures through adaptive re-use.  When not feasible economically, mothballing, and basic preservation of historic fabric and character-defining features would be employed. 
	Funding would come from the Discover Pass, partnerships, historic building users, and through taxes.

	Pre-Historic Archeological Protection
	Preserve what is known to minimize liabilities and risks, associated with archaeological resources. 
	Sale of images, stories and other aspects of pre-historic archaeology may be able to offset protection costs. Conduct guided tours and interpretative programs for fees, where appropriate.
	Protection and educational programs done through partnerships with tribal governments, heritage organizations and other cultural resources institutions..
	The Discover Pass may be able to provide some support, but most would come from grants, service agreements and various partnerships.
	Emphasis would be on long-term preservation of resources.  Education and interpretation should supplement as needed to maximize preservation objective.
	Funding would come from the Discover Pass, partnerships, and through taxes.
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	Winter Recreation 
	While this program is funded exclusively through user fees, opportunities for shared marketing with other state parks sites and programs would be explored. 
	User fees cover 100% of the cost of the program.
	While this program is funded exclusively through user fees, opportunities for partnerships with users on program enhancements would be explored. 
	User fees cover 100% of the cost of the program.
	No changes would be expected from the existing program. 
	User fees cover 100% of the cost of the program.

	Special Events
	A wide variety of special events would draw large numbers of people to the parks.  Pricing would meet market demand.
	These events would help sell the Discover Pass and otherwise generate revenue at least equal to costs. At best, these can be revenue-generating activities - fundraisers - that could off-set other agency costs that cannot pay their own way.
	Parks would be used as venues for arts, culture, sports, and recreation events through which  to engage volunteers and partners and otherwise promote use of state parks. 
	Special events generally would not cost the agency more than revenues.  Some financial benefits may be accrued indirectly through increased use and related sales of Discover Passes and daily fees..
	Special events would be less frequent, and smaller.  They would not detract from the natural and cultural resources of the park, and would be geared to subject matter that is most appropriate in a state park setting.
	Principal funding would be from the event sponsor, but the Discover Pass and taxes could support events that have a strong public purpose.

	Park Commerce
	Purchase of products and services would be more prevalent throughout the system.  A wider variety of accommodations, meals, equipment and supplies would be more visible and available.
	Park Commerce would be at least revenue neutral in all circumstances.  It would also be an opportunity to generate excess income that can be used to subsidize other portions of parks operations that cannot fully support themselves. 
	Principally volunteers, concessionaires, friends groups, and other partners would provide products and services.  Commerce activities would be more prominent and widespread in parks than they are now.
	Funds generated from park commerce would be used to carry out park programming and services.
	There would be relatively little in the way of park commerce. It would be limited to educational materials.  Parks would generally be seen as oases from commerce.
	Park commerce would be funded solely from its own programs and materials.

	Visitor Safety and Law Enforcement
	Presence of state parks law enforcement officers would visible to the extent it demonstrates either greater public use of parks, or liability and risk prevention.  Expect generally more law enforcement and security presence, due to greater intensity of park use; though that presence may be in the form of park rangers, technological security methods, and/or other government officers. 
	Expect additional costs associated with law enforcement due to higher value infrastructure and higher intensity of use.
	Greater use and activity within parks by both visitors and partners may provide greater oversight and help reduce inappropriate or unsafe behavior. Expect more visitor safety contributions by other governments and partners.
	Direct financial expenditures by parks would be reduced to deal with visitor safety and law enforcement, as partners would take on some of the responsibilities.
	Rangers would focus on visitor safety and enforcement of environmental regulations.
	Funding would come from the Discover Pass and through taxes.


