APPROVED Minutes
Board of Directors Meeting
Fort Worden Public Development Authority (FWPDA)
Wednesday, May 27, 2020 | 10 a.m.
Remote meeting per State Proclamation 20-28.2
❖ Action: Motion to approve the May 13, 2020 Special Board Meeting Minutes. Unanimously approved
Public Meeting Agenda
I.

II.

III.

Call to Order: 10:02 a.m.
The May 27 board meeting was a remote Internet- and phone-based meeting in accordance with the “Stay
Home” emergency proclamation issued by Governor Jay Inslee on March 23, 2020 and subsequently
extended. Access information to the meeting was published on the Fort Worden website and in a meeting
notice to the media.
Roll Call/Attendance
Fort Worden PDA Board Members: Norm Tonina, Todd Hutton, Jeff Jackson, Jane Kilburn, Cindy
Finnie, Gee Heckscher, Terry Umbreit, Herb Cook, Lela Hilton (joined at 10:12 a.m.)
Staff: Dave Robison, Diane Moody, David Timmons, Joan Rutkowski
Public/Staff Guests: Seth Rolland, Leah Mitchell, Janine Boire, Owen Rowe, Bill Drath, Rob Birman,
Lisa Werner, Jeanie Cardon, Claudia Zysk, Renee Klein, Sebastian Eggert, Charles Bermant, David
Goldman, Don Englebach, Everett Moran, Hali Kalae, Heron Scott, Jeffrey Krida, Jon Schorr, Michael
Carman, Mitch Freeman, Peter West, Lindy Adelmann, Sonya Baumstein, Cody Griffith, Natalie
Maitland, Aislinn Diamanti, Daniel Nyby, Donna Mine
COVID-19 Background Information
Board Co-Chair Norm Tonina noted that the board packet contains articles of interest and background
information on Washington State’s “Safe Start Plan” and Jefferson County’s Phase 2 process. (The board
packet is available on the PDA website.) Executive Director Dave Robison encouraged board members
and partners to read the opening guidelines for the business types that operate on the Fort Worden
campus, as well as articles about COVID-19 transmission and risks. Robison said operations at Fort
Worden are influenced by when Jefferson County allows overnight camping, which is now tied to when
camping is allowed in Clallam County. He reviewed Jefferson County’s Phase 2 variance approval and
said that Jefferson County is expected to issue a mask mandate.
The packet also contains a resignation letter from Board member Naushard Cader, whom Tonina said
resigned due to not being able to actively participate after moving to another state.
Board Treasurer Jeff Jackson encouraged people to read the public remarks Robison gave at the joint
Jefferson County/City of Port Townsend/Board of Health meeting. He said the comments provide a
comprehensive and direct description of the PDA’s reality. Robison said the opportunity to comment on
the County’s Phase 2 plan also allowed him to share how the crisis threatens the survival of the PDA, its
ability to support campus partners, and the long-term viability of the business model.

IV.

Consent Agenda
Action: Motion to approve the May 13, 2020 Special Board Meeting Minutes. Unanimously approved

V.

Review of April Financial Report
A. Staff Report
Chief Financial Officer Diane Moody provided information about particular line items from the
Revenue & Expense Report and Balance Sheet for April (see board packet on website for financial
reports). April revenue is negative $146,716 and April YTD net revenue is negative $846,778
(budget: negative $551,066). As of April 30, net income is approximately negative $2 million. Moody
said the PDA continues to focus on cost savings as expected revenue is lost from COVID-19 related
closures and restrictions. Moody thanked volunteers for helping to maintain the Fort Worden campus
grounds. She said April personnel costs reflect March employee activity that happened before the
majority of employees were placed on unemployment standby. Moody said the PDA is reducing
utility costs as much as it can, spending approximately $21,000 in April instead of the budgeted
$48,767. The finance team is currently doing a close reconciliation of capital project staffing and
operations staffing expenses, which will lead to some corrections, she added.
B. Discussion
Board members and staff briefly discussed utility expenses. Moody said electricity costs, at $18,000,
are the largest portion of the April utility expenses, and the PDA is doing all it can to maintain the
lowest electricity level possible by closing buildings and moving fuel and propane to on-call. Some
water expenses continue for limited watering of grounds and basic operations. Finance Director
Sonya Baumstein added that utilities have minimum charges that can’t be adjusted.
The group also briefly discussed the status of nonrefundable deposits and advance deposits. Moody
said the $846,000 negative net revenue is being covered by nonrefundable advance deposits and other
revenues. Regarding the legal review of the PDA’s nonrefundable policy, Moody said she is waiting
for a response from the State Auditor’s office.

VI.

Review Cash Position and Flow Projections
A. Staff Report
Moody reviewed cash flow projections for operations and Makers Square construction. She said the
operations report hasn’t been updated since it was presented at the special board meeting on May 13;
the main change is that the cash position for May is $16,000 higher, now projected at approximately
$131,000. Moody also noted that a funding source has yet to be identified for $500,000 that is needed
from grants or loans, and that this gap needs to be addressed in the next 15 to 30 days, as $250,000 is
needed in July and the rest is needed by the end of the year. Regarding the Makers Square cash
projection, Moody said the notable change from the May 13 report is that the $500,000 grant from the
Save America’s Treasures (SAT) program may be disbursed in full in June. She also expects to
finalize the process for Local Community Project (LCP) grant funding this week, and this would open
the door for money that does not require matching funding. Moody said the SAT and LCP funds are
two important cash flow inputs that would move Makers Square cash flow into a positive position
going forward.
B. Discussion
Board and staff discussed the certainty of funding that is needed or in process. Regarding the
$500,000 needed from grants or loans for PDA operations, Board Treasurer Jeff Jackson noted that

it’s unusual to list amounts that don’t have known sources. Moody agreed, and added that without the
$500,000, the operations cash flow projection is negative and funding for operations will run out by
mid-July.
Moody said ongoing negotiations with a local bank would result in securing Historic Tax Credit
income from investors for Makers Square in August. Tonina asked about the certainty of other
figures, and Moody said most of the funding has been received and paid to Clark Construction.
Moody said she would seek clarification on how Clark is distributing payments owed to
subcontractors. If all Makers Square funding comes in as expected, the PDA will be paid up with
Clark Construction by the end of June, she said. Board Secretary Jane Kilburn asked about the
process for approving the use of Makers Square grant money for PDA cash flow needs. Moody said
the grant money would be in the form of reimbursement funding that is unrestricted, and she would
first bring a recommendation for its use to the Finance & Audit Committee for consideration.
Members of the Finance & Audit Committee agreed that it would be prudent to have the full board
consider a recommendation from the committee.
VII.

Staff Update on Reservations and Cancellations
A. Staff Report
Moody and Sales and Marketing Director Cody Griffith reviewed business on the books for group
and leisure reservations from May 2020 through March 2021. Approximately $700,000 from leisure
reservations is on the books, and nearly $484,000 of that is non-refundable per the contracts. Moody
said that as of May 25th, nearly $10,000 has been refunded for group cancellations and $62,000 has
been refunded for leisure cancellations. Griffith said she has noticed a shift in May in which there are
more inquiries than there are cancellation requests. She said most people would rather move their date
than cancel, and the challenge is in finding new dates.
B. Discussion
Jackson and Board Co-Chair Todd Hutton asked staff to prepare an analysis of how business on the
books for June, July and August would be impacted by statewide size limitations on groups. Moody
and Griffith said they would have the information ready for the Finance & Audit Committee meeting.
Griffith noted the difficulty in knowing whether some groups would be able to scale back their
numbers. She said she is pleased with how much people want to visit Fort Worden, and a decision on
opening would help her department move forward with rescheduling dates for them.

VIII.

Recovery Strategy Update
A. Staff Report
Robison and consultant David Timmons provided an overview of the five stages to the PDA’s
reopening and recovery (see board packet on the PDA website for slides about the stages). Robison
noted that the five stages take the PDA through the first three phases of Governor Inslee’s Safe Start
Plan. He said the recovery strategies discussed at the last meeting go hand in hand with the reopening
plan; the recovery plan is a longer-term process that involves five stages that are tied to seeking
reimbursement from FEMA and other funders for expenses related to addressing COVID-19.
● Stages 1 and 2. Timmons said the Response Stage is focused on identifying recoverable costs for
emergency work performed before PDA operations were fully suspended. The Pre-Recovery
Stage involves reporting on the financial ability of the PDA to move ahead with the remaining
stages and analyzing what level of opening could be done by July 1st.
● Stages 3 and 4. Timmons said the Recovery Stage (July 1 to December 31, 2020) is at the heart of
bringing the Fort back online. It involves assembling a team to develop a plan for reopening
services and programs at the Fort and assessing how to make the Fort resilient in future
emergency situations. Timmons said special board meetings may be needed to secure the

●

authorizations and documentation required for FEMA funding applications. Robison added that
expenses for staff who are brought back will be categorized by whether the work relates to
general operations or is for recovery efforts that could be funded by FEMA or other public
assistance funds. The Restoration of Operations Stage (begins concurrently with the Recovery
Stage and runs longer, through March 31, 2021) is focused on a selective re-opening that could
begin in August 2020. It also includes finalizing existing capital projects. Robison said the next
two to three months are focused on whether or not the PDA can reopen in August or September
and implement all COVID-19 best practices for buildings and operations. In the fall, planners can
look to the long-term strategy, he said.
Stage 5. The last stage, Reopening, is identified as no later than April 1, 2021 and involves
resuming full operations under new COVID-19 standards.

B. Discussion
Board and staff members discussed the process for reconsidering the PDA operations model and the
skill sets needed for the planning work. Timmons said the stages would involve a working group that
makes recommendations about restructuring for a more resilient model and lays the framework for
that longer-term work. He suggested that the working group include examining the expectation of
long-term leases for partners as part of developing a more sustainable model. Hutton said the Fort
Worden Collaborative also involves a working group looking at new ideas for Fort Worden that will
be provided as input into the PDA process. Timmons noted that PDA work on looking forward may
not be eligible for FEMA funding and other sources may need to be pursued. Jackson and Hutton said
it will be important for the PDA team to involve people with experience in startups or in recreating
organizations. Hutton added that the work will require financial modeling that the PDA doesn’t
currently have the bandwidth for, but the financial analysis could happen in the fall. Timmons said
the work should be transparent and bring unity and definition to the partners’ and PDA planning
processes. Robison noted the need for long-term capital fixes to safely support business as usual and
meet new COVID-19 requirements. Tonina encouraged Timmons and Robison to reach out to the
board for help if needed.
IX.

Reopening Plan Scenarios
A. Staff Report
Moody said the reopening plan for hospitality services is a subset of the overall recovery strategy.
(See the board packet on the PDA website for the reopening plan outline.) The outline states that the
assessment phase runs through June and includes assessing the current financial situation and
adjustments to facilities and services that would be needed for re-opening. She said additional risk
assessment is needed in this phase (adding later that it will be regarding the risks and opportunities in
a limited reopening). The PDA is looking at what it’s going to take for a limited opening and what it’s
going to take for long-range opening, Moody said. The numerous considerations include looking at
air circulation needs in rooms, the spacing of guests, and sanitization. To re-open, 8 to 12 weeks is
needed for the activities that first need to be completed. She said this time estimate is conservative
because of the time it takes to receive new equipment and supplies and the budget work needed. The
activities include establishing new procedures, protocols, and policies for a new way of operating and
training staff. She said some staff will need to return to work to help prepare for the reopening. The
plan is designed to make the PDA the best it can be for a safe reopening and good guest experience,
Moody said.
B. Discussion
Tonina said the Finance & Audit Committee and full board will need to understand the financial
impact of all of the decisions. Moody agreed and added that the FEMA money is important for the
cost of the extra PPE and cleaning supplies that will be needed to reopen. Board member Gee
Heckscher noted the risk involved in accruing expenses that may not end up qualifying for FEMA

reimbursement. Timmons said a measured approach is needed because of that risk, and FEMA may
also cover some funding requests up front. Robison added that this speaks to the need for strong
documentation and justification for COVID-19 response expenses.
X.

PDA Decision-Making Timeline (tentative)
A. Staff Report
Robison presented a draft timeline that highlights key dates for expected actions or decisions over the
next two months, with the caveat that the dates are approximate and subject to change. He asked for a
board motion to move ahead with the reopening and recovery strategy presented today. Robison noted
that Jefferson County’s public health officer will be issuing a mask mandate for public spaces in the
County, so the PDA will need to figure out how to ensure compliance in its operations. He said that
Makers Square construction is expected to restart between June 1 and June 15, which will help with
the PDA’s cash flow. Between June 1 and June 15, the PDA also will flesh out the details of the
reopening plan that Moody presented in order to be ready for a limited reopening when the state is in
Phase 3 (date unknown), Robison said. This work includes finishing the cost/benefit assessment and
cash flow plan by June 8 to begin a phased rehiring of staff, he said. On a parallel track is the
recovery strategy and steps outlined earlier by Timmons, he added, and funding requests will be
submitted to FEMA in June. Robison said budget recommendations for how to move forward will be
brought to the Finance & Audit Committee’s June 18th meeting, and they could recommend the
budget to the PDA board for consideration at its June 24 board meeting. If approved, necessary
supplies and equipment would be ordered, he said. The PDA board also would review the draft
reopening plan and decide whether to restart glamping work in July or later and reopen limited food
services. Robison said that throughout this time the PDA will be monitoring hot spots around the
country to help determine if it’s safe to reopen. The outline notes that on July 22 the board would
decide whether to reopen (fully) in phase 3 or wait until April 2021.
B. Discussion
Board members and staff talked briefly about camping at Fort Worden. Robison said Washington
State Parks may open camping in conjunction with a statewide Phase 3 opening. He said that the
PDA’s glamping project falls within its hospitality portfolio, and its construction could resume in
Phase 3 (alongside other PDA hospitality services). Board members and staff also talked about the
rehiring of staff. Moody clarified that the June 8th date for a phased rehiring is for staff who are
needed to help prepare the reopening plan. A reopening date needs to be identified before staff
training is conducted, and Moody said that needs to begin a month before reopening. Robison said the
phased rehiring will include identifying which aspects of staff work could be covered by emergency
recovery funds.

XI.

Staff Updates
● The Makers Square and Glamping topics were covered earlier in the meeting.
● Legislative/Agency Conversations: Robison reported that he and Timmons have been having
conversations with Washington State Parks about the opening of their campgrounds and whether
Parks can take on some campus maintenance obligations, such as groundskeeping and HVAC,
during this transition phase. They also have been talking with district legislators about making
sure public development authorities are eligible for future State and Federal assistance funds for
capital improvements, he said. Robison noted the importance of this because as a quasigovernmental entity, unlike the City and County, the PDA hasn’t been eligible for the emergency
public assistance money that was released for other public entities. He said the conversations
have also provided updates on grant processes and the PDA’s recovery planning.
● Fort Worden Collaborative: Hutton thanked Renee Klein for serving as the prime mover and
steward of the process. From recent meetings the group has identified three working groups, one
focusing on near-term operational issues, one looking at ways to develop resilience and stability

in the mid-term, and the third group (“New Futures”) is exploring long-term possibilities for how
Fort Worden can meet community needs and expectations, the best possible models for funding
and governance, and integrated plans for saving Fort Worden. Hutton suggested that the
collaborative may need to morph into something permanent that allows for mutual decisionmaking among the PDA and its partners. Hutton said his one caution is that the PDA is going to
have limited bandwidth for analyses and work on behalf of the collaborative while it focuses on
the immediate recovery needs and opening tasks.
XII.

Public Comment
●

●

●

●

XIII.

Sebastian Eggert, owner of Rain Shadow Woodworks, thanked PDA leaders for their work on the
difficult, large-scale challenge. He said he is reassured by hearing that the PDA will be paying
Clark Construction in June, and that it will probably wrap up what he is owed [as a
subcontractor].
Renee Klein (Madrona MindBody) thanked Hutton for his comments about the collaborative
process. She said the issues need to be fixed together, and she appreciates everyone’s
commitment and energy. The working groups are launching and gathering ideas and it will be an
iterative process, Klein added.
Lisa Werner (Centrum) said she echoes Klein’s comments, and added that sometimes when
things fall apart there is a good view on new and interesting ways to collaborate. Werner said the
process could provide an opportunity to get a baseline of needs across the campus more easily
than doing so one at a time with each partner; information from the planning process to form the
PDA could be updated now.
Seth Rolland (Port Townsend School of Woodworking) thanked everyone for their work on the
issues. He said it might be a good time for the PDA to consider longer-term housing for
woodworking school students and to collaborate with other partners to provide student housing.
The school currently has 15 students signed up for classes from October through December, he
said. While rental rates would be lower, Rolland said the PDA wouldn’t have to deal with the
increased cleaning costs [from shorter-term leisure stays] during that time period. He noted that
the woodworking school has never had an opportunity to house students at the Fort, and
affordable housing is one of the barriers to getting students to come to Port Townsend. Rolland
also suggested that the PDA should reconsider fixing up its buildings beyond what is necessary
and customary for arts organizations.

Other Business
Rob Birman asked for clarification on the PDA’s origins. Robison said the City of Port Townsend
established the PDA through a charter. He said the PDA’s governing contract is the 50-year master lease
with Washington State Parks (WSP), which tells the PDA what it can and cannot do. The lease must
comply with the city charter, which is very broad and is based on a 2008 Fort Worden long-range plan
that was adopted by WSP, Robison added.
Kilburn asked about the process to decide when the 2019 audit should be conducted and whether a
recommendation on timing will come to the board from the Finance & Audit Committee. Moody said the
goal is to submit the 2019 audit in the fall instead of in May. Tonina asked Moody to add this topic to the
Finance & Audit Committee agenda.
The board addressed Robison’s earlier request for a motion approving the reopening and recovery
strategy work. Action: Motion to ratify and move ahead with the reopening and recovery strategy
presented today. Unanimously Approved

The next regularly scheduled PDA board meeting is on June 24th, and Tonina said there is a chance that
there also will be a special board meeting before then. Public notice for a special meeting would be
provided as soon as possible if such a meeting is needed, Tonina said. It also was noted that the Finance
& Audit Committee meeting has tentatively moved to June 18th.
XIV.

Meeting Adjourned at 12:14 p.m.

Board meeting materials are available at: https://fortworden.org/category/pda-documents/

