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CHAPTER ONE - INTRODUCTION
OVERVIEW
In 2010 the City of Galveston engaged planners and engineers to develop a master development plan for
the 700-acre East End Lagoon. The study engaged a cross section of the residents of Galveston Island
proposed a number of options for enhancing visitor traffic to this amenity while restoring and protecting
the tract’s delicate ecosystem. The recommended multi-phased capital expenditure plans presented in
this study ranged greatly in their scope and ability to make the proposed development project financially
self-sufficient. In 2014, the Galveston City Council assigned responsibility for the plan to the Park Board
who, over the last three years, have moved implementation forward with approximately $250,000 worth
of grants, have been listed on the Texas Multi-Year Implementation Plan (MIP) for over $1 million in
Resources and Ecosystems Sustainability, Tourist Opportunities, and Revived Economies of the Gulf Coast
States Act (RESTORE) funding and City of Galveston permitted Architectural/Engineering documents for
Phase1A.
The Park Board and the City of Galveston are at a decision point relative to the development of the East
End Lagoon. This resource presents valuable potential for the Island’s recreation and tourism
opportunities.
To facilitate critical decisions related to the development of the East End Lagoon, PROS Consulting was
contracted by the Park Board to assist its leadership in the assessment of the original concepts and plans
and producing a sustainable business plan from which investment decisions can be made.
This report is a summary of the analysis conducted as part of the business planning effort by PROS
Consulting in partnership with the Galveston Island Park Board of Trustees, the East End Lagoon Advisory
Committee and the City of Galveston and evaluates the requirements and expectations of the Park Board
developing the East End Lagoon as a destination location on Galveston Island. The scope of this review
included operational models and partnerships, the requirements of financially sustainable operations, and
recommended actions that will support the development of the East End Lagoon.
The overall findings are summarized below, with supporting details provided throughout this report.
•

The development of the East End Lagoon is financially and programmatically feasible based on
the assumptions and recommendations outlined in this study. This is envisioned as a phased-in
development project that will feature an annual operational budget of $260,000 - $450,000.

•

In addition to the development of the open-air pavilion as envisioned in Phase 1a of the 2010
master plan, the business plan contemplates further development that provides paid fishing in
the deep-water ship channel and a privately-operated RV campground at the abandoned LORAN
property adjacent to the East End Lagoon.

•

The operational model must be able to include programs and services that serve different
segments of the community, retention of revenue collected from concessions/services and other
recreational activities on-site, and facility rental / usage of the open-air pavilion for private events.
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PROJECT PROCESS
The diagram below illustrates how this planning process unfolded to produce the recommendations
included in this report for the East End Lagoon Business Plan:

Data
Analysis/
Community
Input

Master Plan
Analysis

Operational
Strategy

Financial Plan

Business
Plan Report

CORE STRATEGIES
The project was based around the following three basic core strategies:
•

Objective Analysis – A project such as the development of the East End Lagoon must be founded
on an objective approach that demonstrated to all interested and affected parties that the final
outcome was based on good data, sound analysis, and valid assumptions.

•

Market Focus – Careful consideration of the market position had to be first and foremost; a broad
focus with an emphasis on staff and community input to identify opportunities in the market place
desired by the community. This market focus considered available resources and opportunities.

•

Financial Sustainability and Economic Viability – The financial performance of the East End
Lagoon requires it to responsibly generate revenue from services and amenities to sufficiently
support operational expenses.

GUIDING PRINCIPLES
The Business Plan has been developed under the following guiding principles:
•

Focus on next five (5) years

•

Construction of amenities/facilities as well as programming

•

Smart, mission-driven partnerships

•

Financial sustainability

•

Consistent engagement with regulatory agencies

•

Three foundational pillars for the East End Lagoon
o

Conservation - Protecting and preserving the ecosystem

o

Outdoor Recreation – Birding, fishing, kayaking, canoeing, trail use

o

Education - Self-directed and formal
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CHAPTER TWO - COMMUNITY INPUT
OVERVIEW
As part of the business plan effort, there was extensive public input and participation in late summer 2018.
•

27 stakeholders interviewed

•

Represented extensive cross-section of community including, but not limited, to:
o

City Council and municipal leadership

o

Local and regional environmental / conservation groups

o

Park Board leadership and EELAC members

o

Local eco-tourism leadership

o

Local business/real estate developers

o

Local philanthropy and legacy family representatives

o

USACE representatives

o

Galveston Island ISD representatives

o

Park Board park management and maintenance staff

GENERAL FINDINGS

•

TOP HEADLINES
Operations must be financially self-sustaining

•

Less building mass is desired than currently shown in 2010 Master Plan

•

Start smart to achieve early wins before going bigger

•

No one is wedded to the grandiosity of the Master Plan

•

Preservation of the East End Lagoon is desired

•

Business Plan to focus on what should be achieved in next five (5) years – what should the East
End Lagoon offer by the end of 2023

•

AREAS OF CONCERN
Seawall Boulevard and Boddeker Road are not well suited to handle the increased traffic that is
anticipated with the development of the East End Lagoon

•

2010 Master Plan does not contemplate enough parking

•

Potentially conflicting visitor types/uses

•

East End Lagoon is on the edge of town and potentially more susceptible to vandalism and graffiti.

•

Without a full wetland delineation of the entire site, concern exists that the necessary protection
of the natural resources and wildlife have not been fully vetted.
3

•

The complexity and length of time associated with the United States Army Corp of Engineers
permitting Process

•

United States Army Corps of Engineer projects to deepen and widen the deep-water shipping
channel and its impact on the East End Lagoon.

•

MAJOR OPPORTUNITIES
Everyone is interested in doing something

•

Light-touch infrastructure enabling self-guided and facilitated programs, and facility rental

•

Manage East End Lagoon and East Beach as one unit

•

Fishing is a significant recreational activity that should be retained as part of the development of
the East End Lagoon

•

Camping should be considered as part of the overall site development – possibly at the LORAN
site.

•

Programs and concessions operated by partners are needed to support operating costs
(educational programs, bait camp and canoe/kayak rentals)

•

Linkage to Beachtown should be considered

•

Potential program partners such as Artist Boat, American Bird Conservancy, Galveston Island
Nature Tourism Council and Houston Audubon and the school district may be interested in
offering/participating in educational programs.

•

Potential legacy support for the vision of former City of Galveston Mayor, Lyda Ann Thomas

•

Inclusion of federally owned surplus property (southern part of lagoon) in the project area

SUMMARY
When summarizing the input received by the community, it is important to understand that action that
results in a higher and more diverse utilization of the East End Lagoon should be a major driver of
investment in the East End Lagoon. As a result, the following foundational pillars for the activation of the
East End Lagoon have been developed to guide the development of the business plan:
•

Conservation - Protecting and preserving the ecosystem

•

Outdoor Recreation – Birding, fishing, kayaking, canoeing, trail use

•

Education - Self-directed and formal
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CHAPTER THREE - RECREATION TRENDS ANALYSIS
The Trends Analysis provides an understanding of national, regional, and local recreational trends. This
analysis examines participation trends, activity levels, and programming trends. It is important to note
that all trends are based on current and/or historical patterns and participation rates.
NATIONAL TRENDS IN RECREATION OVERVIEW
METHODOLOGY
The Sports & Fitness Industry Association’s (SFIA) Sports, Fitness & Recreational Activities Topline
Participation Report 2018 was utilized in evaluating the following trends:
•

National Trends in Sport and Fitness Participation

•

Core vs. Casual Participation

•

Activity by Generation

The study is based on findings from surveys carried out in 2017 and the beginning of 2018 by the Physical
Activity Council, resulting in a total of 30,999 online interviews – both individual and household surveys.
A sample size of 30,999 completed interviews is considered by SFIA to result in a high degree of statistical
accuracy. A sport with a participation rate of five percent has a confidence interval of plus or minus 0.27
percentage points at a 95 percent confidence interval. Using a weighting technique, survey results are
applied to the total U.S. population figure of 298,325,103 people (ages six and older). The purpose of the
report is to establish levels of activity and identify key participatory trends in recreation across the U.S.
CORE VS. CASUAL PARTICIPATION
In addition to overall participation rates, SFIA further categorizes active participants as either core or
casual participants based on frequency. Core participants have higher participatory frequency than casual
participants. The thresholds that define casual versus core participation may vary based on the nature of
each individual activity. For instance, core participants engage in most fitness and recreational activities
more than 50 times per year, while for sports, the threshold for core participation is typically 13 times per
year.
In a given activity, core participants are more committed and tend to be less likely to switch to other
activities or become inactive (engage in no physical activity) than causal participants. This may also explain
why activities with more core participants tend to experience less pattern shifts in participation rates than
those with larger groups of casual participants.
NATIONAL TRENDS IN OUTDOOR RECREATION
Results from the SFIA report demonstrate a contrast of
growth and decline in participation regarding
outdoor/adventure recreation activities. Much like the
general fitness activities, these activities encourage an active
lifestyle, can be performed individually or within a group, and
are not as limited by time constraints.
In 2017, the most popular activities, in terms of total
participants, from the outdoor / adventure recreation
5

category include: Day Hiking (44.9 million), Road Bicycling (38.8 million), Freshwater Fishing (38.3 million),
and Camping within ¼ mile of Vehicle/Home (26.2 million).
From 2012-2017, BMX Bicycling (83.4%), Adventure Racing (56.3%), Backpacking Overnight (38.3%), and
Day Hiking (30.1%) have undergone the largest increases in participation. Similarly, in the last year,
activities growing most rapidly include: BMX Bicycling (10.0%), Backpacking Overnight (8.1%), and Day
Hiking (6.6%).
The five-year trend shows activities declining most rapidly were In-Line Roller Skating (-20.7%), Camping
within ¼ mile of Home/Vehicle (-16.5%), and Birdwatching (-9.2%). More recently, activities experiencing
the largest declines were Adventure Racing (-15.7%), Traditional Climbing (-9.4%), and In-Line Roller
Skating (-2.1%).
CORE VS. CASUAL TRENDS IN OUTDOOR RECREATION
Regarding the national trend of outdoor activities participation is on the rise, all activities, except for InLine Roller Skating and Freshwater Fishing, underwent increases in casual participation over the last five
years. Any decline in participation over the last five years was mainly ascribed to decreases in core
participants for activities such as In-Line Roller Skating (-32.6%), Skateboarding (-10.7%), Road Bicycling (10.4%), Camping Recreational Vehicle (-10.0%), and Archery (-3.2%).
National Participatory Trends - Outdoor / Adventure Recreation
Participation Levels
2012
2016
2017
Hiking (Day)
34,519
42,128
44,900
Bicycling (Road)
39,790
38,365
38,866
Fishing (Freshwater)
39,002
38,121
38,346
Camping (< 1/4 Mile of Vehicle/Home)
31,454
26,467
26,262
Camping (Recreational Vehicle)
15,903
15,855
16,159
Fishing (Saltwater)
12,000
12,266
13,062
Birdwatching (>1/4 mile of Vehicle/Home)
13,535
11,589
12,296
Backpacking Overnight
7,933
10,151
10,975
Bicycling (Mountain)
7,265
8,615
8,609
Archery
7,173
7,903
7,769
Fishing (Fly)
5,848
6,456
6,791
Skateboarding
6,227
6,442
6,382
Roller Skating, In-Line
6,647
5,381
5,268
Bicycling (BMX)
1,861
3,104
3,413
Adventure Racing
1,618
2,999
2,529
Climbing (Traditional/Ice/Mountaineering)
2,189
2,790
2,527
NOTE: Participation figures are in 000's for the US population ages 6 and over
Activity

Legend:

Large Increase
(greater than 25%)
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Moderate
Increase
(0% to 25%)

Moderate
Decrease
(0% to -25%)

% Change
5-Year Trend 1-Year Trend
30.1%
6.6%
-2.3%
1.3%
-1.7%
0.6%
-16.5%
-0.8%
1.6%
1.9%
8.9%
6.5%
-9.2%
6.1%
38.3%
8.1%
18.5%
-0.1%
8.3%
-1.7%
16.1%
5.2%
2.5%
-0.9%
-20.7%
-2.1%
83.4%
10.0%
56.3%
-15.7%
15.4%
-9.4%
Large Decrease
(less than -25%)
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CHAPTER FOUR - CASE STUDY ANALYSIS
As a component of this project, the consultant team performed a case study analysis with other similar or
like facilities to that envisioned for East End Lagoon Nature Preserve. Sites and facilities were selected
based on the following criteria:
1. Similarity to the site and natural resource conditions of the East End Lagoon Nature Preserve
2. Similarity of amenities and facilities envisioned for East End Lagoon Nature Preserve
3. Similar and/or alternative operating models to East End Lagoon Nature Preserve
Based on these criteria, the consultant team selected three facilities to evaluate:
•
•
•

Matagorda Bay Nature Preserve, Matagorda, Texas
South Padre Island Birding and Nature Center, South Padre Island, Texas
Dr. Ned and Faye Dudney Nature Center, League City, Texas

The findings from this case study analysis focused on these three sites are detailed below and on the
following pages. Results and outcomes from these findings are also incorporated into the operational and
capital recommendations discussed later in this report.
MATAGORDA BAY NATURE PRESERVE
SITE AND AMENITIES
Matagorda Bay Nature Preserve (MBNP) is a 1,333acre park owned and operated by the Lower Colorado
River Authority (LCRA) in Matagorda, Texas. This park
is located along the Colorado River at its mouth where
it flows into Matagorda Bay, and is adjacent to Jetty
Park operated by Matagorda County. The park does
not have a site access fee due to its location on both
sides of a state road that also provides access to the
free-access county park and beach area. The site is
managed as both an ecological preserve and
recreational park, featuring elements of each in a
tight development zone and expansive natural areas.
The primary amenities of MBNP are:
•
•
•
•
•
•

Natural science education center
RV / tent campground
Kayak trails
Boat ramp
Restroom
Shower facilities

The neighboring Jetty Park also features:
•
•

Fishing pier
Beach area
7

Natural science education center (above); site location

•

Picnic pavilions

The campground, which allows both RV and tent camping, has
a total of 71 camp sites. This includes the following different
types of camp sites and amenities:
•
•
•
•
•
•
•
•

22 full hookup RV sites
19 waterfront (river) sites
24 preferred sites
5 pull-through sites
Improved restroom
Showers
24-hour bulk ice machine
RV dump station

Aerial of MBNP campground

VISITATION
In FY2018 (July 1, 2017 – July 1, 2018), there were a total of 44,028 visitors to Matagorda Bay Nature
Preserve, including 1,748 education and recreation program participants. The table below details
visitation data by type for the 2018 fiscal year.
Visitation Type

Visitation Quantity

% of Total

Day use visitors

30,473

69%

547

1%

10,602

24%

Out-of-state campers

658

2%

Program participants

1,748

4%

TOTAL

44,028

100%

Day Use – Group Hall rental
In-state campers

The average annual occupancy of the campground in FY2018 was 47.17%, reflecting 11,262 nightly stays
out of a total of 23,722 available nights. Occupancy in the fall of 2017 was impacted in September due to
conditions created by the landfall of Hurricane Harvey, closing the park for a brief period and deterring
visitation. The five highest occupancy months were July, March, October, June and May, suggesting a
strong season that typically would run from March through October. The graph below depicts monthly
occupancy for the 2018 fiscal year.
FY2018 Campground Occupancy
70.00%

65.97%

60.00%
50.00%

60.86%

59.95%

59.53%
47.28%

40.00%
30.00%
20.00%

20.64%

22.10%

10.00%
0.00%

*Hurricane Harvey hit in September 2017
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OPERATIONS
Operationally, the park employs six full-time equivalent (FTE) employees throughout the year.
•
•
•

•
•

1 – Park manager
1 – Maintenance supervisor
2 – Maintenance workers

1 – Program coordinator
1 – Customer service representative

To assist in managing the campground, LCRA employs stipend-paid park hosts with pay that ranges from
$800 - $1,200 / month. These are residential, part-time employees that live in the campground and assist
with campground management and maintenance. Currently, LCRA is utilizing one customer service host
and two maintenance park hosts with this model.
Staff at the park and with LCRA provide a multitude of programming onsite, both recreational and
educational. Recreational group programs are available for guided kayaking or river rafting. Additionally,
there are summer camps facilitated at the park. Education programming for schools is provided
throughout the school year, with a multitude of programs tailored specifically to elementary, upper
elementary, middle and high school ages. All of these programs are based in the natural sciences, and are
often interdisciplinary. The park provides a menu of programs for teachers to select from. These
programs have fees charged to the schools on the schedule detailed in the table below.
Number of Participants

Length of Program

Up to 30 students

1 hour

31+ students
Up to 30 students

2 hours

31+ students

Price
$90
$3 / student
$150
$6 / student

There is an additional, more intense program provided for older youth called Coastal Investigation Study
which also includes kayaking. That program is limited to 40 students per day and costs $35 per student.
The majority of earned revenues generated at MBNP are from camping fees, representing 67% of total
revenues. The table below summarizes FY2018 revenues by source, including fees associated with
reservation revenues.
Revenue Type

Revenue

% of Total

Camping fees

$363,410

67%

Point of sale revenues*

$148,471

27%

Reservation fees

$22,416

4%

Miscellaneous service fees

$12,049

2%

TOTAL

$546,346

100%

*Point of sale revenues include tuition and participation fees for programs and activities, as well as any retail sales and rentals.
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There was a total of $38,772 in charges associated with taking reservations for camping through various
venues (call center, online, etc.), which resulted in the net revenues from FY2018 being $502,574. LCRA
did not share the total operating costs of the site, but based on multiple discussions with the manager of
LCRA parks and the known staffing model it is estimated that the park likely operates with a $100,000$150,000 annual surplus. The parks manager did assure the consultant team that this park does not
operate in a financial deficit, and actually is one of their strongest performing parks. He largely attributed
that to the campground.
SOUTH PADRE ISLAND BIRDING AND NATURE CENTER
SITE AND AMENITIES
The South Padre Island Birding and Nature Center
(SPIBNC) is a private, 501(c)3, and is located on 43-acres of
wetlands sited on the lagoon side of South Padre Island,
near the northern end of urban development on the
island. The nature center building is 7,683 square feet
with interpretive exhibits, classroom, gift shop, and
restrooms located on the first floor. A large conference
room and administrative space are in the second floor,
and there is an observation tower that rises to the height
of five stories.
Wrapping around back of the nature center building
is a large deck that is frequently used for special
events and venue rentals. Extending from the deck
towards the lagoon is over 3,300 linear feet of
boardwalk that also features five bird blinds. These
boardwalks are sited along inlet waterways and
wetlands, the edge of the lagoon, and in two places
actually extend into the lagoon terminating at a
covered bird blind. This amenity is not only utilized
by visitors on self-guided discovery, but are also
utilized by the education programs facilitated by
the center.
Of particular note is the fact that the nature center
is located directly across the street from two major
hotels, and is adjacent to the South Padre Island
Convention Center. To create further synergy with
the convention center, there is a boardwalk
connection that ties these two facilities together.
Finally, SPIBNC is also one of the nine World Birding
Center sites organized by Texas Parks and Wildlife
Department in the Rio Grande Valley region.
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South Padre Island Birding and Nature Center
(above); site location (below)
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VISITATION
There is a total of 58,000 visitors to SPIBNC each year, all day users. In discussion with the Center
Manager, it was reported that at this time they do not categorize different types of visitation (general
visitors, education programs, etc.). The Center Manager noted there are clear visitation seasons for
SPIBNC with summer months predominantly being tourists visiting the island, fall and spring seasons see
heavy visitation from beginning and experienced birders timing their visit with the bird migrations, and
December through March is mostly “Winter Texans” visiting the island and the Rio Grande Valley.
OPERATIONS
Operationally, the SPIBNC employs four full-time equivalent (FTE) employees and six part-time (PT)
employees throughout the year.
•
•
•
•

•
•
•

1 – Center manager (FTE)
1 – Maintenance / groundskeeper (FTE)
1 – Housekeeper (FTE)
1 – Naturalist / educator (FTE)

1 – Habitat / groundskeeper (PT)
1 – Customer service representative (PT)
4 – Gift shop staff (PT)

The largest and most significant special event at SPIBNC is the Winter Outdoor and Wildlife Expo
(W.O.W.E). This is typically a five-day event held in mid-late January, and features several special events
and programs each day at the center. Beyond this event, staff and volunteers also provide several other
programs and events throughout the year including:
•
•
•
•
•
•
•
•

World Shore Bird Day
Christmas Bird Count
Great Texas Birding Classic
Monarch Day / Celebration
Birds of the RGV (Rio Grande Valley)
Boardwalk and
Butterflies of the RGV
bird blinds
Birding 101
Coastal Nature Camp

There are several different revenue streams supporting SPIBNC operations, the largest of which are
admission fees and gift shop sales. The table below summarizes FY2019 revenues by source, including
fees associated with reservation revenues.
Revenue Type

Revenue

% of Total

Admission fees

$245,000

49%

Gift shop sales

$150,000

30%

Contributions / grants

$93,000

18%

Building rental

$20,000

3%

TOTAL

$508,000

100%

11

The total FY2019 expenses for SPIBNC are projected to be $497,090, reflecting a potential $10,910 surplus
in the operations budget for the year. The table below details major categories of operational expenses.
Expense Type

Expense

% of Total

Salaries and Taxes

$186,130

37%

Service Contracts

$62,640

13%

Advertising and Promotions

$6,500

1%

Fundraising and Events

$15,700

3%

Cost of Goods Sold (Gift Shop)

$75,500

15%

Credit Card Fees

$18,000

4%

Dues and Subscriptions

$670

<1%

Gift Shop Supplies

$500

<1%

Grant Writing

$5,000

1%

Insurance

$7,990

2%

Legal and Professional

$10,000

2%

Debt Service

$2,810

1%

Local Meetings

$1,400

<1%

Maintenance and Repairs

$38,000

8%

Office and Printing

$1,200

<1%

Payroll Service

$710

<1%

Postage and Freight

$500

<1%

Software

$1,400

<1%

Supplies

$6,000

1%

Training

$1,800

<1%

Travel

$4,000

1%

Utilities

$50,600

10%

TOTAL

$497,090

100%

The South Padre Birding and Nature Center is a treasured asset to the community, and well regarding
regionally and statewide as an outstanding provider of high-quality nature experiences. The consultant
team is directly aware that the initial operating years of the SPIBNC were not the easiest and the center
was running in a financially defensive position for several of those years. Today the center is operating
with projected surpluses and strong visitation. A former board member of SPIBNC was interviewed as a
component of this analysis and he largely attributed the current success of the center to the approach
and skills of the current Manager, Cristin Howard.
12
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DR. NED AND FAYE DUDNEY NATURE CENTER
SITE AND AMENITIES
The Dr. Ned and Faye Dudney Nature Center (DNC) is
a 148-acre preserve/park owned by the City of
League City, and managed by the municipal parks and
recreation department. The park is located on the
south shore of Clear Creek, includes the land on both
sides of Egret Bay Boulevard, and is one of the last
remaining undeveloped parcels in the area with high
quality wetlands, riparian forest, and coastal prairie.
The first phase of the park opened in 2008 with the
amenities listed below. The second phase is planned
to include a nature education center, bird
rehabilitation center, and an expansion of the Phase
1 trails. Development of Phase 2 has not commenced
at this time.

Bird blind and wetland at DNC (above); site location
(below)

Phase 1 amenities include:
•
•
•
•
•

1.3 miles of improved surface trails
Bird blinds / observation areas
Covered pavilion
Picnic areas with BBQ grills
Restrooms

OPERATIONS
The DNC is managed and stewarded primarily as a nature preserve and it is identified in the League City
Parks and Open Space Master Plan as League City’s “greatest natural resource asset.” It serves as an
integral component to a regional strategy to protect the corridor along Clear Creek for the preservation
of wildlife habitat, to provide water quality protection, to support economic development from ecotourism, and to enhance the quality of life in the region. Funding for the acquisition and development of
the site was provided through grants from U.S. Fish and Wildlife Service and Texas Parks and Wildlife
Department (TPWD), as well as additional funding provided by the City of League City, Galveston County,
and the Galveston Bay Estuary Program. Pursuant to the requirements of the TPWD grant, the City
developed and maintains a Management Plan for the DNC that details the habitat characteristics and
goals, and operational guidelines and goals for the site.
As a site within the system of League City’s parks department, the DNC does not have dedicated staff or
personnel assigned to it. The site is managed by roving maintenance crews that are also responsible for
maintaining other parks within the system. Resultantly, the City does not have a definitive operational
cost attributed solely to the nature center. There is also no significant fee collection occurring at the site.
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The current developments on the site were purposefully designed to provide public access, support
appropriate recreational activities, and to be low impact to the important habitat areas. The trails and
observation areas support hiking and wildlife viewing, and there are information kiosks and interpretive
signage to provide passive educational experiences. There is also a public boat ramp accessible from Egret
Bay Boulevard adjacent to the site. The predominant forms of recreation and site usage include birding
and nature viewing, fishing, hiking and picnicking.
In the Management Plan for DNC, the following short-term public access goals are identified and managed
for:
1. Provide signage indicating regulations to access
recreational areas within all habitats, including
no jet skis, ATVs, motorbikes, bicycles, no
hiking through wetlands, and no pets without
leashes allowed.
2. Create a compost facility re-using trail
maintenance debris to generate natural
fertilizer for us in the park(s) and provide an
educational opportunity for visitors.
3. Establish proper mowing and clearing distances
Park entrance sign
along trails to enhance nature viewing for
visitors and maintain corridors for wildlife movement.
4. Repair and provide proper placement of bird blinds for wildlife observation and scenic viewing.
5. Construct a raised scenic viewing platform at the eastern embayment for enhanced wildlife
viewing and recreational enjoyment, while limiting direct contact with wildlife.
Beyond these short-term goals, the additional long-term goals are defined in the Management Plan as:
6. Maintain control of public access trails through coastal flatwoods and scrub shrub habitats
through signage and permanent structures to prevent off-road accessibility to these sensitive
areas.
7. Increase maintenance, and improve signage with conservation goals of the Nature Center
including human disturbance issues and/or activities that are not consistent with the purpose of
the park.
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8. Improve and update signage as public access
to habitats and educational opportunities are
made available.
9. Explore opportunities to restore native plants
and shrubs within the Nature Center west of
Egret Bay Boulevard.
10. Improve recreational access to the Nature
Center lands west of Egret Bay Boulevard by
creating parking and paddle trail launch site
for the western embayment adjoining Clear
Creek.

Boardwalk

In addition to public access goals, the DNC’s Management Plan also details several public education goals.
They are:
1. Publicize expert-led nature and
wildlife viewing tours and other
educational programming highlighting
important environmental features of
the property.
2. Encourage citizen-scientist biological
monitoring of bird populations and
habitat, wildflowers, and water
quality.
3. Install a Monarch Waystation, a Swift
Tower, a drip line for birds, and other
wildlife management related
structures.
4. Coordinate with Master Naturalist
Volunteer Education Programs.
5. Implement WaterSmart best
management practices by creating a
drip line for a bird and mammal
drinking source.
6. Provide signage for water
conservation with the Monarch
Waystation and the Coastal Prairie
Restoration Areas.
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Red-tailed Hawk release at the Nature Center
(above); interpretive signage (below)

7. Explore WaterSmart methods to utilize storm water runoff ponding in the entryway of the
Nature Center for habitat enhancement of the Monarch Waystation and the Coastal Prairie
Restoration Areas.
8. Publish brochures or literature for ethnobotany of the Nature Center.
9. Identify species indicative of the Native Indians for future development of an ethnobotany
publication for the Nature Center.
10. Install educational signs for conservation goals of the Nature Center, description of habitats,
description of trees, wetland plants, wildflowers, birds, and small mammals found in the Nature
Center.
11. Work with the Parks Department Office in establishing a program for planting trees as
memorials for community members.
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KEY FINDINGS OF THE CASE STUDY ANALYSIS
There are five key findings from this case study analysis that are most relevant to the evaluation of
development and operational opportunities at East End Lagoon Nature Preserve. These have been
derived from the study of the three sites in this analysis, as well as the operational experiences of the
consultant team.
1. As seen at Matagorda Bay Nature Preserve, the single largest revenue stream that sites like
these typically have are overnight use fees and most notably RV camping fees given the
environmental conditions of the area that make tent camping less desirable throughout much of
the year.
2. Only in the case of the South Padre Birding and Nature Center were admission fees charged, and
that was because the nature center building supported multiple uses and was the easy control
point for access to the site.
3. The South Padre Birding and Nature Center operates the most extensive climatized
infrastructure of the sites evaluated, with an interpretive exhibit area, classroom, improved
restrooms, gift shop, and administrative space. This center requires significant retails sales and
philanthropy / grants in order to support a break-even or better operating budget each year.
4. The Dr. Ned and Faye Dudney Nature Center is the least developed of the three sites evaluated
and does not have dedicated staff managing or maintaining the park, however their long-term
plans do include a nature education center. Their clear public access and education goals
provide context for everything that occurs at the site.
5. The strategy to “activate” the site at the Dudney Nature Center and thereby create usage and
demand prior to developing intensive infrastructure that requires more operational funding to
support is wise and recommended for East End Lagoon.

Great Blue Heron
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CHAPTER FIVE – MASTER PLAN ANALYSIS
In 2010 the City of Galveston engaged AECOM in a master development plan for the 700-acre East End
Lagoon. The study engaged a cross section of the residents of Galveston Island proposed a number of
options for enhancing visitor traffic to this amenity while restoring and protecting the tract’s delicate
ecosystem. With the exception of section 5.4, Chapter 5 is an excerpt taken directly from the 2010 AECOM
master plan. The master plan, in its entirety, can be accessed at the following weblink:
http://www.eastendlagoon.org/master-plan/ .
EXISTING SITE
The East End Lagoon Nature Preserve is located on the eastern tip of Galveston Island, and the 700-acre
site is the largest undeveloped piece of land on the island. The site is bound by the seawall and seawall
Boulevard to the west, the ship channel to the north, East End Beach to the east, and Apffel Park road to
the south and southeast. There is great access to the beach as well as to the lagoon that is parallel to
Seawall Boulevard.
The site is representative of the type of landscape typically found on a barrier island. Galveston Bay is the
2nd largest estuarine complex in the region and has been declared an estuary of national significance by
the Environmental Protection agency’s national Estuary Program. The East End Lagoon site offers visitors
the opportunity to learn about the east end tidal lagoons, wetlands, grasslands, dunes, inter-tidal
marshes, and sea grasses that are on the island. The mix of salt water and freshwater in Galveston Bay
supports a wide variety of marine and bird life.
Parking and traffic are a problem during the summer, especially when events occur on the beach. There
could be thousands of cars parked from the beginning of the Seawall Blvd., all the way to the beach area.
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OVERVIEW OF MASTER PLAN
DESIGN CONCEPTS
The basic concept for the East End Lagoon Nature Preserve is to protect and restore existing natural
resources while enhancing the overall visitor experience. The preserve will not be gated or fenced, and
will be open to the public. There will be no fee to access the site, which will be open year-round and
geared toward day use.
The vast majority of the site is recommended to be left undeveloped, although some of it will be restored
in order to create a healthier natural environment. The end result of the recommendations in this master
plan is that the East End Lagoon site will continue to be an undeveloped open space, but with trails,
restored habitat, and some development along Boddeker road.
SUSTAINABILITY CONCEPTS
One of the over-riding concepts for the East End Lagoon Nature Preserve is to emphasize sustainability in
terms of how the site is developed and interpretive stories are told. Sustainable projects promote
biological diversity, contribute to the quality of the air and water and reduce the impacts of construction
and human use to help preserve the planet for future generations.
ENVIRONMENTAL EDUCATION CENTER
The environmental education center within the preserve provides year-round educational opportunities
and is intended to be a “world class” destination site. The consensus was that the environmental
education center needed to have up to 20,000 square feet of interior space. Any major building on the
site, include the environmental education center, must be a minimum of 18’ above the ground to prevent
flood damage.
A series of modular buildings make up the environmental education center. The three primary phases for
building development are as follows:
•

•

Phase IA
o Parking cell in front of environmental education center, including 42 parking spaces and
two entry gates
o

Interpretive pier up to the mid-point experience landing including two smaller landings in
addition to the large mid-level landing. approximately 3,119 sq. ft. of decking and pier
development would be including in this initial construction phase

o

Environmental education center gateway and trailhead at the base of the interpretive
pier

Phase I - The first phase of the environmental education center involves developing the
interpretive pier, the first building platform, approximately 7140 sq. ft. of enclosed, climatecontrolled space, and a viewing tower that serves as the iconic image of the center. The building
itself includes a small gift shop, office space for staff, a small warming kitchen for use with events
and other activities, a mechanical/storage space, restrooms, and a multipurpose room. A
lobby/reception area is located near the east side of the center. A covered deck is located on the
west end of the multi-purpose room.
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•

Phase II - In the second phase, the building platform is expanded and a second structure,
approximately 4,000 sq. ft. in size, is constructed. This additional space is intended as an
environmental education and interpretive space and would include interpretive displays that tell
the story of Galveston Island, barrier islands, and coastal environments. The deck wraps
completely around the new building space, continuing to offer 360-degree views of the site.

•

Phase III - In this phase, the platform is expanded further, and an additional building is added. This
building includes space for an expanded multipurpose room/classroom, and for expanded
interpretive/retail space. A deck accessible from the multipurpose room/classroom space is
added, as is a wrap-around deck on the south side of the new building.

If desired, a fourth phase, consisting of an additional building, could be added for use as an expanded
flexible interpretive and multi-purpose space. This building could also include additional staff office
space as well as restroom facilities and mechanical/storage space. An uncovered deck would wrap
around the south and east sides of the building.
PARKING
The fundamental concept behind parking is that not all parking needs can be met on the East End Lagoon
Nature Preserve site without causing significant environmental damage to the site. The idea is to provide
essential parking for the environmental education center while also providing parking for fishermen,
hikers, and beach visitors.
The amount of parking available on site will accommodate most day-to-day activities, but may be
insufficient for busy weekends, especially if there are activities planned on the beach or at the
environmental education center. During these types of events, the recommendation is to regulate traffic
on Boddeker road by turning away cars on the intersection of Boddeker and Seawall when all parking
areas are full. During major events, the City needs to establish parking off-site and provide a shuttle bus
to bring visitors to the environmental education center or to the beach. This is the most effective way to
accommodate large crowds without causing irreparable environmental damage to the Nature Preserve.
TRAILS
A network of trails, consisting of unpaved paths, paved trails, and boardwalks, will provide access
throughout the site. Gateways, trailheads, viewing platforms, and bird blinds are used to enhance the
visitor experience. trails also provide access to the Big reef area.
Four major gateways are identified. Each is considered to be a major trailhead and includes an iconic
overhead structure that serves as a visual landmark as well as provides shade and protection for visitors.
these four gateways are: Seawall Boulevard Gateway; Education Center Gateway; Crossroads Gateway,
and Beachtown Gateway.
SEAWALL TRAILHEAD
This area is located at the corner of Seawall Boulevard and Boddeker road adjacent to the lagoon. This
trailhead includes a small parking lot, a bait shop, a small dock for kayaks and canoes, a swimming
platform, and connection to a hard-surface trail that loops around the lagoon. The site is close enough to
the environmental education center for people to park there and walk over. This is a place where visitors
can easily access the trail leading around the lagoon, or get to the lagoon itself. The bait shop has limited
facilities and will not be elevated.
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TENT CAMPING SITE
A tent camping area is proposed for the former LORAN site. The entrance into the camp site is off of
Boddeker road, and it follows the path of the existing trail in order to minimize environmental impacts.
Approximately 25 to 30 tent platforms are constructed on-site. The wooden platforms are 10’x10’ in size
and arranged in small clusters to encourage group outings. The raised platforms reduce environmental
impacts and help keep campers dry. The “tents’ are made of canvas walls and are keep up throughout
the camping season and taken down in the fall. They can also be dismantled and stored during severe
storms.
BIG REEF
Because of the predominantly wet conditions of the site, the majority of the pedestrian trails in the Big
reef area are boardwalks. These enable visitors to move through the site while staying dry.
LANDSCAPE RESTORATION & SITE IMPROVEMENTS
Landscape restoration efforts onsite should be part of the Nature Preserve’s overall goal of providing
environmental education opportunities for visitors. Specific areas for restoration include: the coastal
prairie area; the dune edge; the lagoon edge; the beach zone north of Big reef; and the black mangrove
restoration and preservation.
INTERPRETIVE PLANNING
The East End Lagoon Nature Preserve presents a remarkable interpretive opportunity. Not only will the
new Nature Preserve safeguard and make publicly accessible a vital natural area, it has the potential to
transform popular perceptions of the island among residents and visitors alike and provide a tourism
destination that focuses on natural resources.
The media and methodologies for interpretation recommended for the East End Lagoon Nature Preserve
are a mix of the familiar (interior and exterior graphics, signage, and exhibit components; live animal
displays; touchable sculptural elements; mechanical and audiovisual or multimedia interactives; and
environmental education programs) and the unexpected (adventure play experiences; aquatic trails;
interpretive fitness courses; on-site overnight programs.) The intention is to create a linked palette of
experiences that engage our visitors’ bodies and senses as well as their minds, surprising and challenging
them while providing essential and sometimes surprising information.
MASTER PLAN OVERALL ANALYSIS
The vision of the East End Lagoon Nature Preserve and Preserve as detailed in the 2010 Master Plan is to
provide a natural experience for both residents and visitors. By utilizing both the natural beauty and manmade improvements it will be possible to explore the intersection of man and nature while focusing on
the ever-changing environments of a barrier island. While many aspects of the Master Plan are
implementable, PROS Consulting’s analysis of the Master Plan revealed the following challenges to
implementing all phases of the master plan:
•

Site plan and master plan were developed in and around wetlands without formal wetland
delineation

•

Relationship to East Beach was not considered in detail
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•

Parking as identified in the master plan is not sufficient to implement the entire plan.

•

Operational model is not realistic – Staffing model is heavily reliant on volunteers and volunteer
programs. Additionally, revenue sources are dependent upon rental of space for meetings,
events, weddings as well as community philanthropy.

•

Canvas tent camping on wooden platforms at the LORAN property is not realistic given the humid,
“buggy” climate in Galveston.

•

The construction of all phases of the environmental education center lacks practically and
financially sustainability. Simply, the construction of 20,000 square feet of structure fails to
interface with the importance of not over-developing the site and does not follow the concept of
“laying lightly on the land.”

PROS CONULTING MASTER PLAN RECOMMENDATIONS FOR NEXT FIVE
YEARS
IMPLEMENT PHASE 1A
The PROS Consulting Team agrees with the 2010 Master Plan’s recommendation of implementing Phase
1A of the open-air pavilion – the East End Lagoon open-air pavilion. Elements of Phase 1A include:
•

Parking cell in front of open-air pavilion, including 50 parking spaces for cars and two buses

•

ADA compliant interpretive “experience” pier (1,374 sq. ft.).

•

Elevated, open-air pavilion (2,897 sq. ft.) with tables and benches, restrooms

•

Trailhead at the base of the interpretive pier

•

Inclusion of some elements of landscaping and interpretive planning as described in the master
plan.

•

Connector trail from pavilion to recently completed loop trail to the east of the lagoon
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PLAN TRAILS – OUTSIDE OF WETLANDS
Plan a network of trails, consisting of unpaved paths and paved trails that will provide access to the site
outside of the wetlands. Gateways, trailheads, viewing platforms, and bird blinds are used to enhance
the visitor experience. This will require a full wetland delineation study of the East End Lagoon.
IMPLEMENT CMP CYCLE #22 FUNDING
The Galveston Park Board of Trustees (the Park Board) will utilize CMP Cycle 22 funds to build an
approximately 1,200 square foot, accessible, free parking area for a minimum of three (3) vehicles. The
parking area will help facilitate year-round use of the launch site and will improve accessibility for
individuals previously unable to utilize the area. Bollards will be installed to define the launch area
entrance. Emergent and submerged marine debris and pilings will be removed to improve public safety
and interpretive signage will be installed.
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BEACHTOWN TRAILHEAD
Consider the implementation of a trailhead at Beachtown off of Apffel Park Road. This is consistent with
the Master Plan’s recommendation to create a Beachtown Gateway into the East End Lagoon.

RESTORATION OF ORIGINAL EAST BEACH ENTRANCE
Seawall Boulevard and Boddeker Road are not well suited to handle the increased traffic that is
anticipated with the development of the East End Lagoon. Consider restoration of original entrance into
East Beach off of Apffel Park Road that could alleviate traffic congestion on Seawall Boulevard and
Boddeker Road.
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DEVELOPMENT OF PAID FISHING OPPORTUNITY
In conjunction with Park Board staff and the East End Lagoon Advisory Committee, the consulting team
recommends the development of a paid fishing opportunity in the deep-water shipping channel north via
a barge. This would allow for a revenue source to offset the expenditures of the maintenance and
operations of the East End Lagoon. An advantage to utilization of the barge for this opportunity is that it
is mobile and could be relocated if a major storm event were to hit Galveston.

DEVELOPMENT OF RV CAMP GROUND
As noted in the master plan, camping at the LORAN site is a significant opportunity to generate revenue
to offset the operations and maintenance of the East End Lagoon. The consulting team is not in agreement
with the type of camping proposed in the master plan (platform tent camping). Rather, it is recommended
that a RV Campground be developed on the LORAN property. Two options should be considered: 1)
Private-Public Partnership and 2) Park Board Operated.
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CHAPTER SIX - OPERATIONAL AND FINANCIAL PLAN ASSUMPTIONS
The operational and financial plan for the East End Lagoon is outlined in the pro forma and various
schedules presented in this chapter of the report. The plan is based on the recommended development
of a site as outlined in the previous chapter. It is expected that the improvements to the East End Lagoon
will be phased in and the schedule for improvements is as follows:
•

2019 – Current Operations with CMP Cycle #22 Funding Improvements

•

2020-2021 – Phase 1 – Implementation of Deep-Water Channel Fishing Barge

•

2022-2023 – Phase 2 - Implementation of Phase 1A from 2010 Master Plan

•

2024 – Phase 3 – Implementation of RV Campground - Private or Park Board Operated Options

A list of pro forma assumptions was established in order to depict a dynamic operation via a phased in
approach to capital improvements; these assumptions are presented on the following pages of this report.
The validity of the pro forma and financial plan is based on these assumptions being met in their entirety.
Although it is believed the information and assumptions constitute a reasonable basis for preparation of
the projections, the achievements of any financial projection may be affected by fluctuating economic
conditions and are dependent upon the occurrence of future events that cannot be assured. Therefore,
actual results may vary from the projections and such variations could be material. These assumptions
outline how the East End Lagoon should be operated and maintained, as well as how the services should
be priced.
FINANCIAL PLAN ASSUMPTIONS
The development of the business plan study focused on developing a clear set of assumptions. The end
product focuses on determining operating costs and revenue streams for the East End Lagoon; this
included developing an operational budget and a pricing strategy to best meet the outcomes desired while
accounting for market factors.
Schedules summarizing the expenditures and revenues, along with the notes and assumptions set forth,
are integral to the analysis and conclusions stated in the financial plan. These notes and assumptions
should be carefully read and considered when reviewing the schedules.
GENERAL ASSUMPTIONS
The assumptions in this study assist in understanding how the financial plan was developed and the
strategies with which the East End Lagoon will ultimately be operated. This allows for the revision of
assumptions in the future while still maintaining the integrity of the plan by understanding the impact
that the changes will have on the operational budget or market capture. The assumptions for the site used
for the development of the financial plan are as follows:

•

CAPITAL INVESTMENT ASSUMPTIONS
Capital investment for the East End Lagoon is based on the concept plan and components as
detailed in the previous chapter identified to date.
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•

The capital investments are expected to be phased in. The schedule of the major Improvements
are as follows:
o

2019 - Current Operations with CMP Cycle #22 Funding Improvements

o

2020-2021 – Phase 1 – Implementation of Deep-Water Channel Fishing Barge

o

2022-2023 – Phase 2 - Implementation of Phase 1A from 2010 Master Plan

o

2024 – Phase 3 – Implementation of RV Campground – Private or Park Board Operated
Options

•

It is anticipated that the cost of purchasing and outfitting of the barge for fishing is $250,000 and
the debt service schedule for this purchase is 7 years at an interest rate of 4.5%.

•

If RV Campground in Park Board Operated, the cost of developing the campground is $2.5M and
will be financed via a 20 year commercial loan at an interest rate of 4.5%.

•

PRICING ASSUMPTIONS
Pricing is outlined for each individual program within the electronic Excel model and summarized
within this report document

•

Pricing is value based, meaning that pricing was determined based on typical market rates based
on the assumed level of service received

•

Pricing comparisons to other current Park Board operations were used for guidelines for
developing the pricing schedule, however, the ultimate goal of value provided was utilized for
developing the pro forma

•

GENERAL EXPENSE AND REVENUE ASSUMPTIONS
Expenses are projected to be 100% of projected costs beginning in the modeled year “Operating
Year 1”; annual increases of a set percent per year each year thereafter as based on Expenditure
and Revenue Growth Inputs

•

Revenues are projected to be 100% of projected revenue capacity beginning in the modeled year
“Operating Year 1”; annual increases of a set percent per year each year thereafter as based on
Expenditure and Revenue Growth Inputs

•

Percentage of cost recovery is based on the assumed market participation and value/marketbased pricing

•

Operating and growth inputs are based on average increases per expenditure and revenue
category; due to the volatility of the health care and energy sectors, higher growth rates were
utilized for employee benefits and utilities

•

If a higher percentage of cost recovery is needed, operating expenses and pricing will be analyzed
for potential adjustments

•

All projections are based on assumptions and estimates made within the electronic Excel model
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•

•

Pro forma assumptions beginning in “Operating Year 1” are based on management and staff
performing extensive lead-in/pre-opening marketing, promotions, and programming tailored to
the customer base
STAFFING ASSUMPTIONS
East End Lagoon staffing is a direct result of the requirements needed to operate, manage and
maintain the improvements as noted previously

•

Many of the staffing requirements will be met by existing positions within the Park Board and the
time and cost of work performed by each of these existing positions allocated to the East End
Lagoon budget

•

As the East End Lagoon reaches operational and programmatic maturity, additional staff persons
may be required

•

Staffing salary/wages based on current salaries of the Park Board

•

Inclusive benefits, charges required for most employees regardless of employment status
(including payroll taxes and fees) are determined by current benefit plan offered by the Park
Board.

•

•

OPERATING/GROWTH INPUT ASSUMPTIONS
Operating and growth inputs are based on average increases per expenditure and revenue
category; due to the volatility of the health care and energy sectors, higher growth rates were
utilized
o

Revenues are projected to growth annual by an average 2.0% through growth in users
and fee adjustments

o

Salaries and Benefit growth rate is calculated at 4.0% annual growth due to the potential
volatility of the insurance/pension fund requirements

o

Supplies growth rate is calculated at 3.0% annual growth due to inflation

o

Services growth rate is calculated at an average of 4.0% annual growth due to inflation
and the potential volatility of the energy sector

o

Capital expenditure and revenue categories average a growth rate of 2.0%

Percentage growth rate by budget category is presented on the “Inputs” tab of the electronic
Excel model
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CHAPTER SEVEN - PRO FORMAS
The following pro formas as well as the revenue and expenditure models for each phase of the
development of the East End Lagoon are based on all operating assumptions set forth within this report
and are presented below.
CURRENT OPERATIONS
STAFFING MODEL: CURRENT OPERATIONS–NO IMPROVEMENTS

EEL SHARE

POSITION
PARK SUPERINTENDENT (concessions)
PARK ADMIN (concessions)
RA MANAGER
RA MAINT (PT)

0.025
0.025
0.000
0.000

PRO FORMA - CURRENT OPERATIONS – NO CAPITAL IMPROVEMENTS
Pro Forma Revenues & Expenditures
East End Lagoon CURRENT State - No Capital Improvements
Revenue Model
DIVISION

ACCOUNT TITLE

Concessions
Concessions
Concessions
Amenity Revenue

REVENUES
Bait - (contracted)
Food Trucks - (contracted)
Canoe, Kayak, Paddleboard - (contracted)
Restroom Amenity Fee - Outdoor

EXPLANATION

REVENUES

$3,120.00
$1,950.00
$650.00
$15,000.00

TOTAL RENTAL and SALES REVENUES

PROS assumes current Park Board Concessionaire agreements
PROS assumes current Park Board Concessionaire agreements
PROS assumes current Park Board Concessionaire agreements
PROS assumes $1 per use - 40 uses per day

$20,720.00

REVENUE MODEL/ASSUMPTIONS
CAPITAL IMPROVEMENTS

-

CURRENT

OPERATIONS

–

NO

Pro Forma Revenues & Expenditures
East End Lagoon CURRENT State - No Capital Improvements
BASELINE: REVENUES AND EXPENDITURES
Revenues

Programs and Services
Total
Expenditures

1st Year

$20,720.00
$20,720.00
1st Year

2nd Year

$21,134.40
$21,134.40
2nd Year

3rd Year

$21,557.09
$21,557.09
3rd Year

4th Year

$21,988.23
$21,988.23
4th Year

5th Year

$22,427.99
$22,427.99
5th Year

6th Year

$22,876.55
$22,876.55
6th Year

Operations & Maintenance
Total

$47,158.03
$47,158.03

$48,101.19
$48,101.19

$49,063.21
$49,063.21

$50,044.47
$50,044.47

$51,045.36
$51,045.36

$52,066.27
$52,066.27

Net Annual Gain

($26,438.03)

($26,966.79)

($27,506.12)

($28,056.24)

($28,617.37)

($29,189.72)

44%

44%

44%

44%

44%

44%

Total Cost Recovery
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EXPENDITURE
IMPROVEMENTS

MODEL

-

CURRENT

OPERATIONS

–

NO

CAPITAL

Pro Forma Revenues & Expenditures
East End Lagoon CURRENT State - No Capital Improvements
Expenditure Model
ACCOUNT TITLE

BUDGET

PERSONNEL SERVICES
PARK SUPERINTENDENT
PARK ADMIN
RA MANAGER
RA MAINT (PT)
Total

$1,831.03
$1,027.00
$0.00
$0.00
Personnel Services

$2,858.03

NON-PERSONNEL SERVICES & CHARGES
Advertising and Promotions
Signage
Audit Fees
Restroom Amenity - Outdoor
Cleaning/Maintenance
Project Management
Equipment (Gates/Bollards)

$1,000.00
$2,000.00
$100.00
$15,000.00
$11,200.00
$10,000.00
$5,000.00

Total

Other Services

$44,300.00

TOTAL EXPENSES

TOTAL EXPENSES
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PHASE 1 – FISHING BARGE ONLY
STAFFING MODEL: PHASE 1 – FISHING BARGE ONLY (2020-2021)

POSITION

EEL SHARE

PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN
RA MANAGER
RA MAINT (PT)
PARKS MAINT MANAGER
FISHING SERVICES (PT)

0.25
0.10
0.05
0.25
0.25
0.00
6.00

PRO FORMA PHASE 1 – FISHING BARGE ONLY (2020-2021)

Pro Forma Revenues & Expenditures
East End Lagoon Phase 1 Fishing ONLY - NO RV Camping - NO EEL Pavilion
BASELINE: REVENUES AND EXPENDITURES
FISHING ONLY
Revenues

1st Year

Programs and Services
Total

2nd Year

$217,395.00
$217,395.00

Expenditures

1st Year

$221,742.90
$221,742.90
2nd Year

Operations & Maintenance
Total

$266,591.81
$266,591.81

$271,923.65
$271,923.65

Net Annual Gain

($49,196.81)

($50,180.75)

82%

82%

Total Cost Recovery

REVENUE MODEL/ASSUMPTIONS - PHASE 1 – FISHING BARGE ONLY
(2020-2021)
Pro Forma Revenues & Expenditures
East End Lagoon Phase 1 Fishing ONLY - NO RV Camping - NO EEL Pavilion
Revenue Model
DIVISION

ACCOUNT TITLE

EXPLANATION

REVENUES

REVENUES
Concessions

Bait Camp (contracted)

Concessions

Fishing Admissions

Concessions
Concessions
Amenity Revenue

Food Trucks (contracted)
Canoe, Kayak, Paddleboard (contracted)
Restroom Amenity Fee - Outdoor

$3,120.00 PROS assumes current Park Board Concessionaire agreements
Assumes barge access to Deep Water Ship Channel; Assumes

$194,400.00 25% of current fishing admission revenue generated at Sea Wolf
(approximately $750k)

$975.00 PROS assumes current Park Board Concessionaire agreements
$650.00 PROS assumes current Park Board Concessionaire agreements
$18,250.00 PROS assumes $1 per use - 50 uses per day

TOTAL RENTAL and SALES REVENUES

$217,395.00
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EXPENDITURE MODEL - PHASE 1 – FISHING BARGE ONLY (2020-2021)

Pro Forma Revenues & Expenditures
East End Lagoon Phase 1 Fishing ONLY - NO RV Camping - NO EEL Pavilion
Expenditure Model
ACCOUNT TITLE

BUDGET

PERSONNEL SERVICES
PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN
RA MANAGER
RA MAINT (PT)
PARKS MAINT MANAGER
FISHING SERVICES (PT)
Total

$20,312.50
$7,324.10
$2,054.00
$16,037.75
$4,712.50
$0.00
$113,100.00
Personnel Services

MATERIALS AND SERVICES
Advertising and Promotions
Signage
Audit Fees
Restroom Amenity - Outdoor
Cleaning/Maintenance
Equipment (Gates/Bollards)
Fishing related expenses
Total

$163,540.85

$5,000.00
$5,000.00
$200.00
$18,250.00
$17,900.00
$10,000.00
$5,000.00
Other Services

DEBT SERVICE
Barge Canal

$61,350.00

$41,700.96

Total

Other Services

TOTAL EXPENSES

TOTAL EXPENSES

32

$41,700.96

$266,591.81
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PHASE 2 – FISHING BARGE AND PHASE 1A OF MASTER PLAN (2022-2023)
STAFFING MODEL: PHASE 2 – FISHING BARGE AND PHASE 1A OF MASTER
PLAN (2022-2023)
POSITION

EEL SHARE

PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN
RA MANAGER
EEL MAINT (FT) - NEW
PARKS MAINT MANAGER
FISHING SERVICES (PT)
EDUCATION PROGRAM MGR - NEW

0.10
0.15
0.10
0.35
1.00
0.12
6.00
0.13

PRO FORMA PHASE 2 – FISHING BARGE AND PHASE 1A OF MASTER PLAN
(2022-2023)

Pro Forma Revenues & Expenditures
East End Lagoon - Phase 2 with EEL Pavilion and Fishing - NO RV Camping
BASELINE: REVENUES AND EXPENDITURES
FISHING AND EEC
Revenues

3rd Year

Programs and Services
Total

4th Year

$293,895.00
$293,895.00

Expenditures

3rd Year

$299,772.90
$299,772.90
4th Year

Operations & Maintenance
Total

$342,821.08
$342,821.08

$349,677.50
$349,677.50

Net Annual Gain

($48,926.08)

($49,904.60)

86%

86%

Total Cost Recovery
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REVENUE MODEL/ASSUMPTIONS - PHASE 2 – FISHING BARGE AND
PHASE 1A OF MASTER PLAN (2022-2023)
Pro Forma Revenues & Expenditures
East End Lagoon - Phase 2 with EEL Pavilion and Fishing - NO RV Camping
Revenue Model
DIVISION

ACCOUNT TITLE

EXPLANATION

REVENUES

REVENUES
Concessions

Bait Camp (contracted)

Concessions

Fishing Admissions

Facility Rentals
Visitor Center
Education Programs
Concessions
Concessions
Amenity Revenue
Amenity Revenue

EEL Pavilion Facility Rentals
Visitor Center Revenue
School and Community Based Programs
Food Trucks (contracted)
Canoe, Kayak, Paddleboard (contracted)
Restroom Amenity Fee - Outdoor
Restroom Amenity Fee - EEL Pavilion

$3,120.00 PROS assumes current Park Board Concessionaire agreements
Assumes barge access to Deep Water Ship Channel; Assumes

$194,400.00 25% of current fishing admission revenue generated at Sea Wolf
(approximately $750k)

$10,000.00
$20,000.00
$10,000.00
$975.00
$650.00
$36,500.00
$18,250.00

TOTAL RENTAL and SALES REVENUES

$293,895.00
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10 events per year; avg fee $1000 per event

PROS assumes current Park Board Concessionaire agreements
PROS assumes current Park Board Concessionaire agreements
PROS assumes $1 per use - 100 uses per day
PROS assumes $1 per use - 50 uses per day
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EXPENDITURE MODEL - PHASE 2 – FISHING BARGE AND PHASE 1A OF
MASTER PLAN (2022-2023)

Pro Forma Revenues & Expenditures
East End Lagoon - Phase 2 with EEL Pavilion and Fishing - NO RV Camping
Expenditure Model
ACCOUNT TITLE

BUDGET

PERSONNEL SERVICES
PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN
RA MANAGER
EEL MAINT (FT)
PARKS MAINT MANAGER
FISHING SERVICES (PT)
EDUCATION PROGRAM MGR

$8,125.00
$10,986.15
$4,108.00
$22,452.85
$26,000.00
$7,698.12
$113,100.00
$5,200.00

Total

Personnel Services

NON-PERSONNEL SERVICES & CHARGES
Advertising and Promotions
Signage
Audit Fees
Restroom Amenity - Outdoor
Cleaning/Maintenance
Equipment (Gates/Bollards)
Fishing related expenses
Facility Maintenance and Repair
Total

Other Services

DEBT SERVICE
Barge Canal

$197,670.12

$7,500.00
$7,500.00
$300.00
$18,250.00
$19,900.00
$10,000.00
$10,000.00
$30,000.00
$103,450.00

$41,700.96

Total

Other Services

TOTAL EXPENSES

TOTAL EXPENSES
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$41,700.96

$342,821.08

PHASE 3 OPTION 1 – FISHING BARGE, PHASE 1A AND PRIVATIZED RV
CAMPGROUND (2024)
STAFFING MODEL: PHASE 3 –
PRIVATIZED RV CAMPGROUND (2024)

FISHING

POSITION

BARGE,

PHASE

1A

AND

EEL SHARE

PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN
RA MANAGER
EEL ASST MGR - NEW
EEL MAINT (FT)
PARKS MAINT MANAGER
FISHING SERVICES (PT)
EDUCATION PROGRAM MGR

0.05
0.15
0.10
0.50
1.00
1.00
0.12
6.00
0.13

PRO FORMA - PHASE 3 – FISHING BARGE, PHASE 1A AND PRIVATIZED RV
CAMPGROUND (2024)

Pro Forma Revenues & Expenditures
East End Lagoon Phase 3 - with EEL Pavilion - Fishing - RV Camping (Private)
BASELINE: REVENUES AND EXPENDITURES
FISHING, EEL PAVILION and PRIVATE CAMPING
Revenues

Programs and Services
Total
Expenditures

5th Year

$396,495.00
$396,495.00
5th Year *

6th Year

7th Year

$408,924.90
$408,924.90
6th Year *

8th Year

$421,513.40
$421,513.40
7th Year *

$443,263.67
$443,263.67
8th Year

9th Year

$465,178.94
$465,178.94
9th Year

10th Year

$482,762.52
$482,762.52
10th Year

Operations & Maintenance
Total

$434,261.23
$434,261.23

$442,946.45
$442,946.45

$451,805.38
$451,805.38

$419,140.53
$419,140.53

$428,357.36
$428,357.36

$437,758.53
$437,758.53

Net Annual Gain

($37,766.23)

($34,021.55)

($30,291.99)

$24,123.13

$36,821.58

$45,003.99

91%

92%

93%

106%

109%

110%

Total Cost Recovery

* Debt Service paid for cost of Barge - Years 5-7 ONLY
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REVENUE MODEL PHASE 3 – FISHING
PRIVATIZED RV CAMPGROUND (2024)

BARGE,

PHASE

1A

AND

Pro Forma Revenues & Expenditures
East End Lagoon Phase 3 - with EEL Pavilion - Fishing - RV Camping (Private)
Revenue Model
DIVISION

ACCOUNT TITLE

EXPLANATION

REVENUES

REVENUES
Concessions

Bait Camp (contracted)

$3,120.00 PROS assumes current Park Board Concessionaire agreements

Concessions

RV Camping Revenue at LORAN Site (contracted)

Concessions

Fishing Admissions

Facility Rentals
Visitor Center
Education Programs
Concessions
Concessions
Amenity Revenue
Amenity Revenue

EEL Pavilion Facility Rentals
Visitor Center Revenue
School and Community Based Programs
Food Trucks (contracted)
Canoe, Kayak, Paddleboard (contracted)
Restroom Amenity Fee - Fishing
Restroom Amenity Fee - EEL Pavilion

PROS assumes this is contracted and Park Board receives 10% of
gross revenue; PROS assumes 1st year gross revenue of 50% of
all current camping revenue at Dellanera Park (approximately
$45,000.00
$900k); Revenue projections increase as follows; - 2nd year 55%;
3rd year = 60%; 4th year = 75%; 5th year = 90%; 6th year =
100%)
Assumes barge access to Deep Water Ship Channel; Assumes

$250,000.00 33% of current fishing admission revenue generated at Sea Wolf
(approximately $750k)

$12,000.00
$20,000.00
$10,000.00
$975.00
$650.00
$36,500.00
$18,250.00

TOTAL RENTAL and SALES REVENUES

$396,495.00
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12 events per year; avg fee $1000 per event
General Revenue
Contracted with other service providers
PROS assumes current Park Board Concessionaire agreements
PROS assumes current Park Board Concessionaire agreements
PROS assumes $1 per use - 100 uses per day
PROS assumes $1 per use - 50 uses per day

EXPENDITURE MODEL PHASE 3 – FISHING BARGE, PHASE 1A AND
PRIVATIZED RV CAMPGROUND (2024)

Pro Forma Revenues & Expenditures
East End Lagoon Phase 3 - with EEL Pavilion - Fishing - RV Camping (Private)
Expenditure Model
ACCOUNT TITLE

PERSONNEL SERVICES
PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN
RA MANAGER
EEL ASST MGR
EEL MAINT (FT)
PARKS MAINT MANAGER
FISHING SERVICES (PT)
EDUCATION PROGRAM MGR
Total

BUDGET

Personnel Services

NON-PERSONNEL SERVICES & CHARGES
Advertising and Promotions
Signage
Audit Fees
Restroom Amenity
Cleaning/Maintenance
Equipment (Gates/Bollards)
Fishing related expenses
Facility Maintenance and Repair
Total

Other Services

DEBT SERVICE
Barge Canal

$4,062.50
$10,986.15
$4,108.00
$32,075.50
$41,080.00
$26,000.00
$7,698.12
$113,100.00
$5,200.00
$244,310.27

$10,000.00
$10,000.00
$500.00
$18,250.00
$29,500.00
$15,000.00
$25,000.00
$40,000.00
$148,250.00

$41,700.96

Total

Debt Service

TOTAL EXPENSES

TOTAL EXPENSES
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$41,700.96

$434,261.23
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PHASE 3 OPTION 2 – FISHING BARGE, PHASE 1A AND PARK BOARD
OPERATED CAMPING (2024)
STAFFING MODEL: PHASE 3 – FISHING BARGE, PHASE 1A AND PARK
BOARD OPERATED CAMPING (2024)

PHASE 3- Fishing & Pavillion & RV (In-House)

EEL SHARE

PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN ASST
RV PARK MANAGER (DELLA & EEL)
RV PARK MAINT (1FT, EEL ONLY)
RV PARK MAINT (1PT, EEL ONLY)
PARKS MAINT MANAGER
RETAIL/ADMISSIONS SUPERVISOR (1FT)
VEHICLE ADMISIONS RECEPTIONISTS (2PT)
FISHING SERVICES (PT)
ACTIVITY PROGRAM MANAGER
EDUCATION PROGRAM MGR

0.05
0.12
0.10
0.50
1.00
1.00
0.12
1.00
2.00
6.00
0.50
0.13

PRO FORMA - PHASE 3 – FISHING BARGE, PHASE 1A AND PARK BOARD
OPERATED CAMPING (2024)

Pro Forma Revenues & Expenditures
East End Lagoon Phase 3 - with EEL Pavilion - Fishing - RV Camping (Park Board Operated)
BASELINE: REVENUES AND EXPENDITURES
FISHING, EEL PAVILION and CAMPING
Revenues

Programs and Services
Total
Expenditures

5th Year

$801,495.00
$801,495.00
5th Year *

6th Year

$862,524.90
$862,524.90
6th Year *

7th Year

8th Year

9th Year

10th Year

$923,875.40 $1,075,552.91 $1,227,563.96 $1,334,915.24
$923,875.40 $1,075,552.91 $1,227,563.96 $1,334,915.24
7th Year *

8th Year

9th Year

10th Year

Operations & Maintenance
Total

$859,255.06
$859,255.06

$876,440.16
$876,440.16

$893,968.96
$893,968.96

$870,147.38
$870,147.38

$888,384.35
$888,384.35

$906,986.06
$906,986.06

Net Annual Gain

($57,760.06)

($13,915.26)

$29,906.43

$205,405.52

$339,179.61

$427,929.19

93%

98%

103%

124%

138%

147%

Total Cost Recovery

* Debt Service paid for cost of Barge - Years 5-7 ONLY
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REVENUE MODEL PHASE 3 – FISHING BARGE, PHASE 1A AND PARK
BOARD OPERATED CAMPING (2024)
Pro Forma Revenues & Expenditures
East End Lagoon Phase 3 - with EEL Pavilion - Fishing - RV Camping (Park Board Operated)
Revenue Model
DIVISION

ACCOUNT TITLE

EXPLANATION

REVENUES

REVENUES
Concessions

Bait Camp (contracted)

$3,120.00 PROS assumes current Park Board Concessionaire agreements

Camping

RV Camping Revenue at LORAN Site

PROS assumes this is operated by the Park Board. PROS
assumes 1st year gross revenue of 50% of all current camping
$450,000.00 revenue at Dellanera Park (approximately $900k); Revenue
projections increase as follows; - 2nd year 55%; 3rd year = 60%;
4th year = 75%; 5th year = 90%; 6th year = 100%)

Fishing

Fishing Admissions

$250,000.00 33% of current fishing admission revenue generated at Sea Wolf

Facility Rentals
Visitor Center
Education Programs
Concessions
Concessions
Amenity Revenue
Amenity Revenue

EEL Pavilion Facility Rentals
Visitor Center Revenue
School and Community Based Programs
Food Trucks (contracted)
Canoe, Kayak, Paddleboard (contracted)
Restroom Amenity Fee - Fishing
Restroom Amenity Fee - EEL Pavilion

Assumes barge access to Deep Water Ship Channel; Assumes
(approximately $750k)

$12,000.00
$20,000.00
$10,000.00
$975.00
$650.00
$36,500.00
$18,250.00

TOTAL RENTAL and SALES REVENUES

$801,495.00
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12 events per year; avg fee $1000 per event
General Revenue
Contracted with other service providers
PROS assumes current Park Board Concessionaire agreements
PROS assumes current Park Board Concessionaire agreements
PROS assumes $1 per use - 100 uses per day
PROS assumes $1 per use - 50 uses per day
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EXPENDITURE MODEL PHASE 3 – FISHING BARGE, PHASE 1A AND PARK
BOARD OPERATED CAMPING (2024)

Pro Forma Revenues & Expenditures
East End Lagoon Phase 3 - with EEL Pavilion - Fishing - RV Camping (Park Board Operated)
Expenditure Model
ACCOUNT TITLE

BUDGET

PERSONNEL SERVICES
PROJECT MANAGER
PARK SUPERINTENDENT
PARK ADMIN ASST
RV PARK MANAGER (DELLA & EEL)
RV PARK MAINT (1FT, EEL ONLY)
RV PARK MAINT (1PT, EEL ONLY)
PARKS MAINT MANAGER
RETAIL/ADMISSIONS SUPERVISOR (1FT)
VEHICLE ADMISIONS RECEPTIONISTS (2PT)
FISHING SERVICES (PT)
ACTIVITY PROGRAM MANAGER
EDUCATION PROGRAM MGR
Total
Personnel Services

$4,062.50
$8,788.92
$4,108.00
$32,075.50
$26,000.00
$16,739.00
$7,698.12
$23,088.00
$33,478.00
$113,100.00
$20,540.00
$5,200.00
$294,878.04

NON-PERSONNEL SERVICES & CHARGES
Advertising and Promotions
Signage
Audit Fees
Restroom Amenity
Cleaning/Maintenance
Equipment (Gates/Bollards)
Fishing related expenses
Camping related expenses
Facility Maintenance and Repair

$10,000.00
$10,000.00
$500.00
$18,250.00
$29,500.00
$15,000.00
$25,000.00
$268,141.00
$40,000.00

Total

Other Services

$416,391.00

DEBT SERVICE
Barge
RV Campground
Total

Other Services

$41,700.96
$106,285.06
$147,986.02

TOTAL EXPENSES

TOTAL EXPENSES
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$859,255.06

PRO FORMA SUMMARY – ALL PHASES WITH PRIVATIZED CAMPGROUND
The following summarizes the financial performance of the East End Lagoon Nature Preserve as each of
phase of improvements is implemented over the next 5 years.
Pro Forma Revenues & Expenditures
East End Lagoon Pro Forma Summary Years 1-10: Privatized RV Camping
BASELINE: REVENUES AND EXPENDITURES
FISHING ONLY
Revenues

Programs and Services
Total
Expenditures

1st Year

$217,395.00
$217,395.00
1st Year

FISHING AND EEL PAVILION

2nd Year

$221,742.90
$221,742.90
2nd Year

3rd Year

$293,895.00
$293,895.00
3rd Year

4th Year

FISHING, EEL PAVILION and PRIVATIZED RV CAMPING
5th Year

$299,772.90
$299,772.90
4th Year

6th Year

$396,495.00
$396,495.00
5th Year *

$408,924.90
$408,924.90
6th Year *

7th Year

$421,513.40
$421,513.40
7th Year *

8th Year

$443,263.67
$443,263.67
8th Year

9th Year

$465,178.94
$465,178.94
9th Year

10th Year

$482,762.52
$482,762.52
10th Year

Operations & Maintenance
Total

$266,591.81
$266,591.81

$271,923.65
$271,923.65

$342,821.08
$342,821.08

$349,677.50
$349,677.50

$434,261.23
$434,261.23

$442,946.45
$442,946.45

$451,805.38
$451,805.38

$419,140.53
$419,140.53

$428,357.36
$428,357.36

$437,758.53
$437,758.53

Net Annual Gain

($49,196.81)

($50,180.75)

($48,926.08)

($49,904.60)

($37,766.23)

($34,021.55)

($30,291.99)

$24,123.13

$36,821.58

$45,003.99

82%

82%

86%

86%

91%

92%

93%

106%

109%

110%

Total Cost Recovery

* Debt Service paid for cost of Barge - Years 1-7 ONLY

PRO FORMA SUMMARY – ALL PHASES WITH PARK BOARD OPERATED
CAMPGROUND
The following summarizes the financial performance of the East End Lagoon Nature Preserve as each of
phase of improvements is implemented over the next 5 years.
Pro Forma Revenues & Expenditures
East End Lagoon Pro Forma Summary Years 1-10: Park Board Operated RV Camping
BASELINE: REVENUES AND EXPENDITURES
FISHING ONLY
Revenues

Programs and Services
Total
Expenditures

1st Year

$217,395.00
$217,395.00
1st Year

FISHING AND EEL PAVILION

2nd Year

$221,742.90
$221,742.90
2nd Year

3rd Year

$293,895.00
$293,895.00
3rd Year

4th Year

FISHING, EEL PAVILION and PARK BOARD OPERATED RV CAMPING
5th Year

$299,772.90
$299,772.90
4th Year

$801,495.00
$801,495.00
5th Year *

6th Year

$862,524.90
$862,524.90
6th Year *

7th Year

8th Year

9th Year

10th Year

$923,875.40 $1,075,552.91 $1,227,563.96 $1,334,915.24
$923,875.40 $1,075,552.91 $1,227,563.96 $1,334,915.24
7th Year *

8th Year

9th Year

10th Year

Operations & Maintenance
Total

$266,591.81
$266,591.81

$271,923.65
$271,923.65

$342,821.08
$342,821.08

$349,677.50
$349,677.50

$859,255.06
$859,255.06

$876,440.16
$876,440.16

$893,968.96
$893,968.96

$870,147.38
$870,147.38

$888,384.35
$888,384.35

$906,986.06
$906,986.06

Net Annual Gain

($49,196.81)

($50,180.75)

($48,926.08)

($49,904.60)

($57,760.06)

($13,915.26)

$29,906.43

$205,405.52

$339,179.61

$427,929.19

82%

82%

86%

86%

93%

98%

103%

124%

138%

147%

Total Cost Recovery

* Debt Service paid for cost of Barge - Years 1-7 ONLY
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CHAPTER EIGHT – IMPLEMENTATION PLAN
The following provides action items for the strategic implementation the business plan. The action items
and associated timelines are intended to be a “jumping off point” and utilized as fluid and dynamic as Park
Board action occurs and funding becomes available.
STRATEGIC IMPLEMENTATION
KEY CONSIDERATION

STRATEGIC ACTION

SUGGESTED TIMELINE

Legislative

Continue to actively engage legislators for funding
for East End Lagoon

Ongoing

Staffing - Levels of Service

Finalize operational standards that will serve as the
basis of a work plan for managing and operating the
East End Lagoon as described in the business plan.

Ongoing

Fishing Barge

Purchase and outfit barge to activate deep water
channel fishing services

Present through 2021

Phase 1A - Open Air Pavilion

Continue on current path of constructing and
opening Phase 1A improvements

Present through 2022

Canoe/Kayak and Public
Accessibility Improvements

Implement CMP Cycle #22 funding to provide
canoe/kayak and public accessibility improvements
to existing parking lot west of Boddecker Road
Bridge

Present through 2022

Budget Development

Develop initial budget approaches based on
proformas in the business plan and present to Park
Board for consideration

April 2019-October 2024

Equipment and Vehicles

Creation of non-personnel resource list and budget
required to support staff expansion

April 2019-October 2024

Funding

Continue to pursue applicable grants and other
funding sources for the capital funding needed
implement improvements as outlined in the
business plan per the stand-alone funding
opportunities document provided by PROS
Consulting.

April 2019-October 2024

Staffing - 3rd Party Contracting

Evaluate the capacity in the private sector to
perform maintenance and/or operational functions
at the East End Lagoon, as needed, including but
not limited to open air pavilion maintenance,
environmental education programs, concessions
(canoe/kayak, bait shop, etc.) and develop feasible
partnerships and agreements

June 2019-October 2024

Staffing - Addition of positions

Authorize, fund and hire persons based on the
recommended staffing levels for each phase of the
park as detailed in the business plan; tied to budget
development action item

September 2019 - October 2024

East Beach Main Entrance

Evaluate the feasibility of capitally investing in the
restoration of the original East Beach Entrance

Begin April 2020; if feasibile
restore original entrance by
April 2022

Beach Town Trail Head

Engage Beach Town ownership/management to
create a public-private partnership for the
development of Beach Town Trail Head as proposed
in the business plan

Begin April 2020; if feasibile,
develop trailhead in conjunction
with East Beach entrance
restoration and open in April
2022

RV Campground

Create an RFI to gauge inerest in the private sector
for the development and operations of a RV
Campground at the LORAN site

April 2020 - August 2020

RV Campground

Conduct comprehensive site-specific master plan
and feasibility study for the development of a Park
Board operated RV Campground at LORAN site. This
action should be taken based on evaluation of
results of private sector RFI process

August 2020-August 2021
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CHAPTER NINE – CONCLUSION
The East End Lagoon is az defining asset on Galveston Island and a key natural resource. The site is
representative of the type of landscape typically found on a barrier island. The East End Lagoon site offers
visitors the opportunity to learn about the east end tidal lagoons, wetlands, grasslands, dunes, inter-tidal
marshes, and sea grasses that are on the island. In its current state, however, it does not offer the
amenities needed to not only conserve the land, but provide opportunities for the public to recreate and
become educated about the wonderful natural resource that it is. An upgraded East End Lagoon can serve
as a one of the jewels in the crown of Galveston Island that links the visitors to environmental education
tourism.
This Business Plan demonstrates what the East End Lagoon is capable of in creating a experiences through
events, programs and services as well as in revenue generation. The key is to align the goals for East End
Lagoon with current and future resources as well as the expectations, values and recreational desires of
the community.
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APPENDIX A – PROGRAM PLAN
POTENTIAL EDUCATIONAL PROGRAM PARTNERS

ORGANIZATION
American Bird Conservancy
Artist Boat
Beachtown
City of Galveston
Galveston Independent School District
Galveston Island Nature Tourism Council
Houston Audubon
State Parks
Texas A & M
University of Texas Medical Branch

PROGRAM DESCRIPTIONS

TEKS-aligned School Programs
Eco Investigations – A four-hour, outdoor, expedition-style, educational program. During each Eco
Investigations session, our students cultivate curiosity about their local environment, develop comfort in
outdoor recreation, engage in physical activity, grow pride in the place where they live, and conduct
outdoor, hands-on, science-based activities such as canyon geology exploration, animal adaptation study,
and conservation problem-solving. They also explore scientific questions, personally conduct
experiments, and find authentic answers through the scientific method while strengthening their science
skills through systematic, inquiry-based discovery. Just as important, in order to reinforce concepts
learned during Eco Investigations experiences, each student receives a journal reinforcing the program
concepts and teachers leave with empowering curriculum for their classrooms.
Conservation Workshop – Conservation Workshop programs are 4-hour long, staff-led field experiences
that engage students in problem-solving, critical and creative thinking, and conservation action, skills
critical to building healthy communities and neighborhoods where nature thrives and people prosper.
This cross-disciplinary program takes a hands-on, inquiry-based approach linked with state-mandated
Texas Essential Knowledge and Skills objectives across both social studies and science. Focused on the
unique ecosystem, students learn about ecology, natural resource stewardship, and participate in an onsite conservation project.

Advanced School Programs
Aquatic Adventures - A 4-hour field investigation best suited for 6th – 12th graders with three student
rotations including water testing, water bird migration and kayaking. During Water Testing, students will
participate in a water quality analysis of East End Lagoon and discuss the differences that soil and water
provide to their respected ecosystems and how they support different flora and fauna. The importance of
healthy water in an aquatic ecosystem will be discussed and the students will get a chance to use various
tools to conduct their own water quality tests using the scientific method. Students will learn about the
challenges many water birds face during migration. A number of species have separate wintering habitats
from nesting habitats and must migrate between the two. In order to survive their journey, they require
safe stopovers along the way. Finally, during kayaking students will learn the basic skills needed to kayak
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safely as well as kayaking terminology. After safety training, the students will embark on a kayak
adventure on East End Lagoon. They will take in the natural landscape of the lagoon and observe the
variety of plants and animals this ecosystem offers.
Overnight School Camping Programs (one to two nights) – Customized programming to meet students’
needs including STEM, Adaptations, Species Identification, and Scientific Method, Food Chains, and
Habitats. Tents provided and meals. In addition to academic programming, students will experience
setting up camp, night hike, s’mores, morning hike and camp cleanup.
Expanded Eco Investigations for High School Students – Using the 4-hour expedition style format, this
program is much more extensive and incorporates Citizen Science projects, onsite research/studies,
college and career readiness, to name a few.

Off-site Education Programs (contractual)
Schoolyard Investigations – During weekly outdoor sensory learning experiences and science
explorations, field experts will accompany teachers and guide them in field experiences on campus.
Students will strengthen their science skills through hands-on, outdoor learning and be introduced to the
outdoors as a source of life-long learning and enriched life. Students will learn more about nature and
how to act as wise-stewards of the natural resources on which we all depend. Each experience will be
linked to lesson plans customized using the district’s scope and sequence and will support students in
reaching their highest developmental, social and academic potential.
Classroom Programming for Schools – Subject matter expert educators will introduce your group to
animals and expand on what they are learning in the classroom. Topics include snakes, turtles, homing
pigeons, and owls, to name a few. All programs correlated to the TEKS by grade level.

On-site camp programs (day and residential)
Spring Break (Day) – Five days of adventure with pre and post care. Daily themes include guest speakers,
crafts and exploration.
Summer Camp (Day) - 8 weeks of adventure with pre and post care. Weekly themes include field trips,
guest speakers and hands-on science.
Nature Nights (One to Two Nights) – Overnight tent camping with programming for groups of 10 or more.
Camp activities include night hikes, s’mores, animal encounters and more.

Conservation Treks
Conservation Treks - Targets student ages 14-18 years by providing opportunities and experiences for
diverse groups of teens that allow them to turn into adults that protect the environment. The
Conservation Treks are an intense week-long conservation field experience focused on a blended
approach of applied STEM competencies with interpersonal growth opportunities for the older youth
participants. The program also helps develop better communication skills, improve a sense of
achievement, increase their confidence, self-esteem, and resilience and envision new possibilities for their
lives. The experiences help the students see the world from a different view and realize that they can
make a positive impact on the environment.

Adult and Family Programs
Family Camp Outs – overnight tent camping program for families to enjoy.
Guided Hikes – day and night hikes available along with different distances
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Workshops/Classes - a variety of topics such as, Birding 101, Native Plants, Raptor Migration, and Nature
Photography.
Birthday Parties for All Ages
Camp Scout Programs

Citizen Science and Volunteer Programs
Citizen Science and Volunteer Projects - examples include Hawk Watch, Stream Team, Monarch Watch,
Christmas Bird Count, and Frog Watch. Volunteers participate in these projects as well as in a formal
volunteer program that supports the center’s operations.

Odyssey Programs
In partnership with a travel company, adult voyages to some of the most popular nature spots in Texas
and beyond, including Belize and Costa Rica.

Topical Seminars and Speakers’ Series
Topics may include: Native Plants, Birding Series Levels, Photography, etc.

Community Events / Festivals
Events generally include games, crafts, guided hikes and educational presentations and displays. Possible
events may include FeatherFest, Migration Celebration, Great Backyard Bird Count, Christmas Bird Count,
Owl Prowl, Birds and Brew, Waterfest and Stars and S’mores.
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