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PROPOSAL SUMMARY
Bothe-Napa Valley State Park and the Bale Grist Mill State Historic Park are special resources that must be protected and kept open for the public to appreciate.  The people of Napa County love these two parks, as demonstrated by the strong base of volunteers who are already performing many of their day-to-day operations.  When State Parks announced the planned closure of these two parks, many local community leaders asked the District to develop a proposal to keep them protected and open to the public.

The Napa County Regional Park and Open Space District was formed by the voters of Napa County in 2006, for the purposes of protecting and enabling the public to enjoy important open space resources throughout Napa County.   The District’s working relationship with State Parks began in 2007when the District legalized, repaired and began managing the nearby historic Oat Hill Mine Trail.  This trail provides the sole access to a large section of Robert Louis Stevenson State Park, as well as a critical link to the Palisades Trail elsewhere at RLS.

Bothe-Napa Valley State Park and the Bale Grist Mill State Historic Park are two distinct parks in terms of the resources they protect and visitor services they provide.  At the same time, however, the two parks are geographically contiguous and operations have always been highly interwoven, and the General Development Plans for each of the two parks call for joint management with the other.  The Napa County Regional Park and Open Space District has worked closely with the Napa Valley State Parks Association in the preparation of this proposal to ensure that our proposed operation of Bothe-Napa Valley State Park seamlessly supports the Association’s proposed operation of the Bale Grist Mill.

Currently, revenues generated by Bothe-Napa Valley State Park are significantly lower than expenses.  The subject proposal proposes several changes from current practices in order to bring revenues and expenses into balance.  

On the revenue side, these changes include:

· expanded community fundraising,

· expanded marketing especially through the local tourist industry,

· aggressive promotion of increased shoulder-season usage of the campground through changes to the fee structure and marketing of the new campground yurts, and

· repairing and renting at market rates several cabins and houses on the property.

Proposed changes on the expenditure side include:

· replacing two of the current three rangers at the park with non-sworn staff and volunteer camp hosts to handle many routine duties.  If possible, one ranger will be retained through contract with State Parks to provide continuity and enforcement capacity.  For additional security, one of the currently unused/underused buildings will be provided to the County Sheriff as a substation in exchange for their regular presence on-site.

· Increasing the number of camp hosts from three to four, with two each for the campground and for the Grist Mill.

· Consolidate park maintenance and operations functions.  Currently these functions are spread among several employees, who are part-time, seasonal, and/or also have other duties at other parks throughout the north bay area.  By consolidating maintenance and operations functions it should be possible to provide a high standard of care with fewer employees.

· Close or modify pool operation.  With the opening of the Calistoga municipal pool, demand for the pool at the park has declined significantly. At current use levels, the cost of lifeguards is not justifiable.  Before abandoning the pool, the District will explore the potential for providing the pool for group use, where the groups are responsible for their own security and insurance.  

The proposal is based on several assumptions, as outlined below:

(1) The agreement between the District and the State will be for five years, with the option to continue upon mutual consent of the parties.

(2) All revenues generated at the park, including camping and day use fees, special event fees, sales of merchandise and supplies, and any other local revenues are retained locally.

(3) The existing occupied residences (1 small house, 2 small cottages) are available for use by the District either as housing for employees working at the park, or for rental at market rates.  Existing State Park employees will need to be relocated by State Parks to other locations or pay full current market rates.

(4) If other currently unoccupied residences (2 houses, 2 small cottages) are determined to be feasibly repairable, the District will be permitted to repair them (subject to applicable reviews and standards) and, once repaired, may use them in same manner as the residences in #2 above.

(5) In order to assure timely review and issuance of permits, the District will be the lead agency for CEQA, and applicable building and environmental management permits will be obtained locally through the County of Napa.

(6) The District will follow the Secretary of the Interior’s Standards for Rehabilitation for any work done that affects designated historic resources, and in particular will consult with the State Parks Historian regarding historic preservation issues.
(7) State Parks will maintain sufficient staffing to oversee, review and in a timely way issue any approvals or permits which may be required by the District to operate the park.

(8) Existing State Park materials, supplies and hand tools stored at the park will be available for use by the District.

(9)             Existing State Parks large equipment at the park will remain at the park and be available for use by the District for the duration of the agreement.
(10) If the District is able to enter into an agreement with State Parks to hire one of the  park rangers currently at the park, State Parks will provide that ranger with a vehicle (the District will pay for operation and maintenance costs).

(11) The District will honor existing valid state park annual passes.  

(12) Management of the park will transfer to the District April 1, 2012, and the District will start collecting all revenues at that time.  The existing senior ranger at the park will continue to work at the park at State Parks expense for three months (through June 30, 2012) to provide assistance with the transition.  If State Parks agrees to allow the District to enter into a contract to retain this ranger, the District will start paying this payroll expense starting July 1, 2012.

(13) The District will carry $1 million general liability insurance and volunteer insurance, as well as worker’s compensation and automobile insurance as required law.  The District will not be responsible for property insurance, since given the condition of most of the structures at the park it is probably not possible to obtain commercial coverage at reasonable rates.

I.
PROPOSER BACKGROUND

A. Proposer Identification

Agency Name:  

Napa County Regional Park and Open Space District

Agency Address:  

1195 Third Street, Rm 210, Napa, CA  94559

Agency Phone:  

707-259-5933


Agency Fax:


707-299-4471

Agency Email:  

jwoodbury@ncrposd.org
Agency Federal ID:    

38-6848662

Contact Name:  

John Woodbury

Contact Title:
  

General Manager, NCRPOSD

Contact Address:

1195 Third Street, Rm 210m, Napa, CA  94559

Contact Phone:

707-259-5933 or 510-654-6591 (cell)

Contact Fax:


707-299-4471

Contact Email:

jwoodbury@ncrposd.org
B. Business Information

The District is a political subdivision of the State of California formed pursuant to Section 5500 et seq of the California Public Resources Code.  Formation of the District was approved by the voters of Napa County in November 2006.  The District is governed by a five member Board of Directors elected by the voters of Napa County.

The District’s adopted budget for FY 2011-12 is $3.3 million.  Of this, approximately $600,000 is provided by Napa County.  The remainder comes from various grants for specific projects.  Audited annual financial reports are available upon request.
C. MISSION 

The mission of the District is to protect, restore, enhance and steward the open space resources of Napa County, and to provide opportunities for the public to learn about, appreciate and enjoy these resources.

Open space resources are broadly defined to include the natural features, wildlife, vegetation, soils, surface and ground waters, aesthetics and cultural, archaeological and historical resources throughout the open space areas of Napa County.

D. EXISTING Organizational Structures, Staffing and experience

The District is governed by a five member Board of Directors, with Directors elected by wards to four year terms.  The District contracts with Napa County for most administrative and planning, and some construction and maintenance functions.  The District also contracts with private businesses for a variety of other project and program services.  The District’s Officers (General Manager, County Counsel, Auditor and Treasurer) are all County of Napa employees on contract to the District.   (see organizational chart on next page).  District Directors, Officers and long-term staff are identified below:

Board of Directors:

Ward One:  Harold Kelly    
(retired businessman, former City of Napa Councilmember, Napa County Land Trust founding Director)

Ward Two:  Tony Norris   
 (retired park professional, Friends of the Napa River Director)

Ward Three:  Guy Kay
(retired wine industry executive, former City of St. Helena Councilmember, former LAFCO Commissioner)

Ward Four:  Dave Finigan
(retired City Administrator including City of Napa City Manager)

Ward Five:  Myrna Abramowicz
 (commercial real estate broker, Napa Valley Expo (25th Agricultural District) Board of Directors; former Napa Valley College Trustee 
Officers:

General Manager:  John Woodbury
(Napa County Parks and Open Space Program Manager; formerly Bay Area Open Space Council Executive Director, AC Transit Director (elected position), City of Alameda Associate Planner, and City of Concord Community Development Coordinator)

District Counsel:  Chris Apallas 
(Napa County Deputy County Counsel)

District Auditor:  Tracy Schulze
(Napa County Auditor-Controller—elected position)

District Treasurer:  Tamie Frasier
(Napa County Treasurer/Tax Collector—elected position)

District Secretary:  Melissa Gray
(Napa County Administrative Secretary for Conservation, Development and Planning Department)



















Other long term contracted staff:

Volunteer Coordinator:  Chino Yip 
(former restaurant owner, active leader in local environmental, educational and cycling communities)

Project Manager:  Chris Cahill
(Napa County Planner III)

Accounting Services:  Barb Ruffino
(Napa County Administrative Secretary)

The District currently owns over 4,000 acres of land:

· Berryessa Vista Wilderness Park (224 acre wilderness park south of Lake Berryessa)

· Moore Creek Park (673 acres north of Lake Hennessey, scheduled for opening in spring 2012, for hiking, bicycling, horseback riding and backpack camping)









· Spanish Valley, Crystal Flat and Stone Corral (3,400 acres northwest of Lake Berryessa, currently land banked while master plans are developed

The District in addition manages the 8-mile long Oat Hill Mine Trail (which provides key access to Robert Louis Stevenson State Park) through an agreement with Napa County, and the Napa River Ecological Reserve through an agreement with the California Department of Fish and Game.  

A 4-mile section of Class I path is currently under construction by the District along the Napa River next to American Canyon, with another 4 miles in planning.  

The District General Manager also administers the Napa County concession contract with the Skyline Park Citizens Association for the management and operation of Skyline Wilderness Park, an 850 acre public park southeast of the City of Napa.

Finally, the District has obtained approvals and funding for, and expects to break ground on construction of Camp Berryessa, an environmental and outdoor education camp on Lake Berryessa.  Construction of the camp will begin in 2012, and is scheduled to open in 2013.

Napa County Regional Park and Open Space District

Organizational Chart

Directors and Officers



II.  PROPOSAL

A.
OPERATIONS PLAN

1.
Vision/Mission Statement.  

The mission of the Napa County Regional Park and Open Space District is to protect, restore, enhance and steward the open space resources of Napa County, and to provide opportunities for the public to learn about, appreciate and enjoy these resources.  The District’s specific mission for this Proposal is to ensure that the natural and historic resources of Bothe-Napa Valley State Park and Bale Grist Mill State Historic Park continue to be protected, maintained and operated for the education and enjoyment of the general public.

The District’s mission is consistent with and will help implement the mission of State Parks generally as well as the specific goals and General Development Plan for Bothe-Napa Valley State Park.

2.
Organizational Structure

The District proposes entering into a five-year management agreement with State Parks to manage Bothe-Napa Valley State Park, and to do so in a way that supports and complements the proposal submitted by the Napa Valley State Parks Association for operating the Bale Grist Mill State Historic Park.  Under the proposed structure, the Association would manage and maintain the Bale Grist Mill and immediate surroundings through their proposed agreement with State Parks.  In addition, the District would allow the Association to operate and retain all revenues from the Visitor Center within Bothe-Napa Valley State Park, and to have the use of two camp host sites for resident volunteers working at the Mill.
The proposed organizational structure is attached.

3.
Staffing and Training
Staffing will consist of one full-time park manager, one full-time assistant manager, a part-time volunteer coordinator, a part-time marketing coordinator, and part-time seasonal staff.  The District’s preference is to contract with State Parks to retain the existing supervising park ranger to serve as park manager, at least for the first year of the agreement, in order to maintain continuity as well as provide a security presence.  The District will fill the other positions and specific project needs through contracts with Napa County and local private businesses.  The assistant manager will need to have maintenance and general handyman skills, as well as be able to assist the park manager with operations and administrative functions.





Supplementing the paid staff will be two volunteer camp hosts, year-round, who will assist the park manager and assistant manager with camp checks, cleaning of facilities, litter pick-up, visitor hospitality, and monitoring.  The camp hosts will be responsible for basic cleaning of facilities and campsites during the winter and shoulder seasons.  Seasonal staff will supplement the camp hosts in taking care of these functions during the peak summer period.
Trail maintenance will be performed by volunteers through periodic work parties, similar to what the District currently does elsewhere in the County.

In terms of training, all positions except seasonal workers will be expected to already have the knowledge and experience to do their basic duties (although there are occasional refresher courses and certifications that will be necessary).  The key training need for these personnel is to understand the history, resources and culture of this park, and expectations for customer service.  For seasonal workers, there is also the need for training on how to perform daily job functions.  The Park Manager will be responsible for providing all training.  

4.
Customer Service
California State Parks generally has an excellent reputation of customer service, and the District is committed to continuing this culture of service.  One major reason for seeking to contract with an existing park ranger to continue as park manager is to help retain this culture of service.  

Customer service at Bothe-Napa Valley State Park includes staffing the entry kiosk, doing daily camp checks, being visible and available to answer questions and provide directions, and responding to phone calls and other customer inquiries.

The primary operational change the District is proposing is to dissolve the distinction between park operations and park maintenance; as a result all employees will be trained to answer questions and provide directions.  

Another proposed change is to improve the ability of people to contact the park.  Since the Visitor Center is only open a portion of each day, people phoning the park currently have a difficult time getting through.  To make it easier for the public to contact the park for specific information, the District will add the ability of the public to contact the park via email and text messages.  
5.
Marketing and Advertising
The District proposes to supplement the existing outreach and marketing of State Parks that is done by the Department and/or by the State Parks Foundation by doing the following:

· developing and distributing brochures to local hotels describing trail and other day use opportunities at the park, with costs to be paid by local business groups;

· developing and distributing brochures to local wineries and other tourist destinations promoting the campground, picnic and day use areas, with costs to be paid by local wineries;

· developing and distributing brochures to campers at the park describing local markets, restaurants and other destinations, with costs to be paid by the private businesses.  

· Regular placement of articles in local newspapers to raise the visibility of the park among local residents.

· Coordinating with the Napa County Destination Council to highlight the park in Council promotional materials.

· Coordinating with the Calistoga and St. Helena Chambers of Commerce to develop other joint marketing opportunities with local businesses.

· Improved signage on Highway 29, including off-site directional signage and entryway signage promoting what the park offers.

As much as possible, these marketing efforts will be coordinated and combined with those developed by the Napa Valley State Parks Association for the Bale Grist Mill.

The cost of designing and printing the above materials will be offset by selling advertising space to local businesses.

The District will continue to contract with Reserve America to handle campground reservations.  

One major objective of the marketing efforts will be to promote park use during the shoulder seasons.  A second major objective will be to promote the yurts that State Parks is currently in the process of installing at three campground sites.  A third objective is to increase day use of the picnic area, especially mid-week.

6.
Transition/Business Start Up
The transition/start up for this proposal is challenging because expenses are spread through the year, yet revenues are concentrated in just a few summer months.  To address this challenge, this proposal assumes the following:

· State Parks turns over operation of the park April 1, 2012.  The District will start collecting all revenues at this point.  However, during the subsequent first three months, to guarantee a smooth transition, State Parks will continue to pay the salary of a current park ranger at the park who will remain on-site.  After three months, if permitted to do so by State Parks, the District will contract with State Parks to pay for the continued service of this park ranger for at least the first year, and preferably longer.  All other staff will be paid by the District starting April 1, 2012.
· The District will raise a minimum of $60,000 from local sources (District funds and community donations) before the start of the agreement, to provide for up-front cash flow.

· Once seasonal park revenues come on line, and a positive cash flow is being generated, these local funds will be freed up and reallocated to fund the most critical repairs needed to bring the best of the existing cabins and houses up to code.  These repairs are important both for health and safety reasons, as well as to turn these low and/or non-performing assets into positive revenue streams. 

Preliminary park unit closure cost estimates prepared by State Parks indicates that it will cost State Parks $25,000 per year to shutter Bothe-Napa Valley State Park, and another $25,000 to shutter Bale Grist Mill State Historic Park.  These estimates are obviously very rough, but convey the important fact that if closed State Parks will still have non-insignificant ongoing costs.  Under this proposal, State Parks will avoid most of these ongoing costs.  
Because the financial projections for District operation of the park indicate the budget will be very tight, the District’s proposal in essence asks State Parks to make a small portion of these savings available to the District through the above request for State Parks to provide three months of one ranger’s salary during the transition period.  
7.
Community Involvement
The District since its formation in 2006 has emphasized community involvement in all of our projects, and has so far benefited from nearly 8,000 hours of volunteer assistance valued at nearly $200,000.  The majority of volunteers have been used for trail building, trail repair, and habitat enhancements, though the District has also received considerable donated professional services including pro-bono legal assistance, technical assistance with the District’s web and Facebook  presence, biological surveys, GPS surveys, and GIS mapping.  The District currently holds monthly weekend volunteer work parties at the District’s Moore Creek property, and also at Napa County’s Skyline Wilderness Park. 

The District proposes to extend to Bothe-Napa Valley State Park the District’s commitment to using community volunteers, by doing the following:

· Sponsoring regular (typically monthly) trail repair projects, drawing both from our existing cadre of trail volunteers and as well as recruiting additional volunteers, especially from the north Napa Valley.

· Soliciting donations of food and drinks from local business to support volunteer activities

· Working closely with the local chambers and businesses to market the park (see discussion of marketing and advertising)

· Seeking local donations to pay for start-up costs and to fund repair and restoration at the park.

8.
Products, Merchandise and Services
Currently, the sale of products, merchandise and services sold at the park are mostly managed by the Napa Valley State Parks Association, which uses the revenues for these sales to support their work at the Bale Grist Mill.  The District proposes to continue this arrangement.  

Potential new sales, rentals and services include:

· Equipment Rentals.  Rental of tents, stoves, sleeping bags and other camping items, so that people who do not own camping equipment, or tourists who don’t want to haul all of their own equipment, can still camp at the park.  Particular emphasis will be placed on making these available for the new yurts that are being installed at the campground.  In addition to modest revenue enhancement, such rentals have the potential to encourage people who have never before gone camping to try it out.  The District will coordinate with the Napa Valley State Parks Association on these rentals, and share the revenues with the Association to the extent that these rentals are handled by Association volunteers.

· Equestrian concessionaire.  The park previously had an equestrian concessionaire contract.  This contract was cancelled due at least in part to impacts on the concessionaire of construction work on the park’s water system.  The construction work is now complete, but it is not clear at this point whether what planning, permitting, environmental review would be required to reinstate an equestrian concessionaire, as well as the economics of such an operation.  The District therefore proposes to investigate and, if determined to be feasible and desirable, requests authorization to enter into a new equestrian concession contract (with the contract term to be the same or shorter than the term of the District’s agreement with State Parks.

· Sales of selected camping-related consumables. Camping-related consumables (mosquito repellent, Technu, ice, healthy snacks, etc) and supplies (canteens, first aid supplies, hats, etc) may be sold either at the entry kiosk or the Visitor Center.  The reason for these sales is partly revenue enhancement, and partly to reduce the amount of automobile traffic between the campground and the nearby cities of Calistoga and St. Helena.  The District will coordinate with the Napa Valley State Parks Association on these sales, and share the revenues with the Association to the extent these sales are handled by Association volunteers.

9.
Prices and Pricing Policies
The objective of the District’s pricing policy will be to provide outdoor experiences which all income levels can afford, while still providing sufficient revenues for the park to operate sustainably, without the need for routine operating subsidies.  To do this, the District requests authorization to institute variable pricing, with prices adjusted according to changes in seasonal and weekday/weekend demand, as well as the location and desirability of campsites.  The overall effect of this policy will be that winter and shoulder season rates will generally decline from current rates, and peak period rates (weekends between Memorial Day and Labor Day) will increase.  Summer weekday rates will most likely remain unchanged.  In addition, the new yurts at the campground will have higher rates than the standard campsites.  The District will provide proposed rates to State Parks for review and approval prior to implementation; to protect District interests, District requests that the agreement with State Parks indicates that State Park’s review will be an internal administrative review, and will not be unreasonably denied, as measured against the following objectives/guidelines for setting prices:

· Maintain the existing 95%-plus peak season occupancy rate for camping;  

· Increase the existing occupancy rate for the shoulder seasons and during the winter;

· Set yurt fees to maximize revenues from these three facilities;

· Continue the policy of no entrance fee for walking or bicycling into the park;

· Charge the same rates for all users;

· Honor existing State Park annual passes.   

Prior to any changes to pricing, the District will hold a formal public hearing or hearings in conformance to District public meeting laws.
10.  
Conservation and Recycling
The park currently offers basic recycling (bottles and cans).  The District proposes to expand this to include paper and plastic.  The District also proposes to add green waste composting, as well as a drop off location for used batteries.  In addition, the products sold at the park will, to the extent feasible, avoid one-use disposable containers, non-recyclable and/or non-compostable materials, and/or unnecessary packaging.  Recycling instructions and buckets for compostable materials will be issued to campers at the kiosk as they enter the park.  This system was implemented at Skyline Wilderness Park in 2010, and has been very well received.

11.
Accessibility
The park appears to be substantially in compliance with the requirements of the Americans With Disabilities Act.  However, to date the District has not been able to determine whether a thorough analysis of this park’s compliance with the ADA  has been made, or whether there is an adopted access plan for the park.  If an adopted plan is found, and/or when accessibility deficiencies are identified, the District will prioritize implementation of those improvements.

12.
Worker Retention
The District proposes to contract with State Parks to retain one of the park’s existing rangers.  All of the other proposed positions will be structured differently than at present, with different mixes of responsibilities.  Existing employees will be invited to apply for the new positions; if there are two equally qualified applicants, preference will be given to the existing employee.

13.
Safety and Security
Public safety and security at the park is currently provided by the park’s two existing rangers and one deputy ranger, with monitoring assistance from the volunteer camp host, and backup assistance from the County Sheriff and the police departments of Calistoga and St. Helena.  The District is proposing a three-pronged approach to providing security.  First, the number of camp hosts assigned to the campground will be increased from one couple to two couples.  Second, the District proposes to retain one ranger as the park manager, and set this rangers’ work hours to coincide with the peak afternoon and evening weekend usage periods.  This will provide direct citation and enforcement at key times.  The third line of defense is the County Sheriff, and the police departments of Calistoga and St. Helena (each approximately 5 minutes away).  To enhance the ability of the County Sheriff to respond in a timely manner, the District proposes to convert one of the existing structures on the property into a small substation which the County Sheriff could use (the Sheriff currently has no office facility with phone, fax and email anywhere in the northern part of the Napa Valley).  
14.  
Maintenance and Housekeeping
Routine maintenance and housekeeping at the campground will be performed by a combination of the camp hosts, seasonal workers, and the park manager and assistant manager.  During the off-peak, the camp hosts will be responsible for picking up litter and trash and cleaning restrooms and showers, with backup provided by the park manager and assistant manager.  Starting in the shoulder season and through the peak summer months, additional seasonal staff will be added to enable thorough daily cleanings of the campground.  

Routine maintenance will be performed year-round by the park manager and assistant park manager.  During the off-peak and shoulder seasons, they will also work on addressing deferred maintenance at the park. 

The District proposes to maintain the water system for the park, and will obtain the services of a certified expert to maintain the system, unless State Parks decides to take on this function at all of the parks in this sector.

When major repairs are needed, they will be contracted out through the District’s adopted contracting procedures.

The District will make its best efforts to prevent further deterioration of historic resources at the park, including the historic cemetery and historic buildings and sites.  The District will work with the descendents of people buried at the cemetery to respect their access and use rights and to maintain the cemetery in its current or better condition. 

Please refer to the Facilities Plan below for a discussion of deferred maintenance and District plans to address this problem.

B.
FACILITIES PLAN

1.
Furnishings

This proposal assumes that existing furnishings and equipment located in the buildings and on the grounds will remain at the park and be available for use by the District for the duration of the management agreement.  The District will be responsible for maintenance and repair of the furnishings and equipment during the duration of the management agreement.  Furnishings and equipment includes furniture and exhibits in the Visitor Center, office equipment, and miscellaneous hand and shop tools in the maintenance and other buildings.  The inventory of what will remain for use by the District will be worked out prior to transfer of management responsibilities.  
2.
Capital Improvements

Some facilities at the park are in good shape, but many are suffering from deferred maintenance, and some are so deteriorated that they have been abandoned and cannot be feasibly restored to use.  Most of the abandoned structures are not secured, are unsightly, and present a serious liability risk.  State Parks has an inventory of deferred maintenance projects for the park which includes 57 projects.  Of this list of projects, just the top 29 in terms of priority add to $8.9 million.  It has taken many years for the facilities to deteriorate to their current condition.  Given the magnitude of the accumulated problems from years of neglect, repairs will need to be carefully prioritized and phased over a long period of time.  

First priority will be to correct deficiencies with the existing still-occupied residential buildings so that they can be occupied safely and to improve their income-generating potential, and to fix up one of the other buildings for use as a small police substation.  Second priority will be to secure the abandoned buildings at the park to protect public health and safety.  Third priority will be to repair the roofs on the Visitor Center and the Milk Shed, to prevent any further water damage to those buildings.  

The District will confer with the State Parks archaeologist prior to construction to avoid impacting cultural sites, and will comply with all applicable codes and regulations.  Because it is critical to the success of the proposal to be able to repair and bring several deteriorated structures up to code, the District will need very timely archaeological review by State Parks of proposed improvements. 

On a parallel track, the District will sponsor regular volunteer work parties to work on trail maintenance, both brushing as well as water runoff management. The first priority will be to work on those erosion problems with the greatest potential to add sediment to Ritchey Creek.  All trail maintenance will follow the design principles and construction practices of the State Parks Trails Handbook.
3. Implementation Plan

The District proposes in the first year of the agreement to make repairs and improvements through a combination of community fundraising and in-kind donations.  By the end of the first year, income generated from the improvements to several residential structures is projected to yield as small operating surplus in subsequent years.  This surplus will be used to continue addressing the backlog of deferred maintenance.  In addition, the District will continue to fundraise to pay for major projects.  

In the interest of being fiscally conservative, the budget included with this proposal assumes no revenues from donations after the start-up period, although the District does intend to continue to aggressively seek donations.  Thus, the amount of funding available each year for deferred maintenance will hopefully be considerably higher than is projected in the budget.
It is critical to the success of this proposal that repairs and improvements can be implemented efficiently.  To ensure this, the proposal assumes that the District will be the lead agency for any environmental review.  Given the importance of the historic resources at the park, the District will closely consult with State Park’s District Historian, and follow the Secretary of the Interior’s Standards for Rehabilitation.  

The proposal also assumes that building and environmental management permits and reviews will be handled by the County of Napa, although any construction plans will be first provided to State Parks for review and approval. To ensure timely review by State Parks, the agreement between State Parks and the District will need to include a commitment by State Parks to maintain sufficient staff resources to perform any such reviews in a timely way. 
4.
Cost Estimates

State Parks has cost estimates for 57 capital projects at the park, but while a few of these estimates are accurate, most are little more than initial informed guesses.  There is little value in trying to refine most of these estimates at this time, because realistically most of the projects will not be implemented for many years.  The District will prior to the transfer of responsibilities develop more accurate cost estimates for the highest priority projects discussed above.
INTERPRETIVE PLAN

Most interpretation at the park is currently provided at the Bale Grist Mill.  

Interpretive activities at the park are currently provided by park volunteers and by the park rangers.  Under this proposal, the Napa Valley State Parks Association will continue and expand its volunteer staffing of the Visitor Center to make its natural history exhibits and other information available to the public.  
By contracting to retain a current senior park ranger, the District will continue to have an exceptionally knowledgeable person on site to provide direction and expertise, as well as directly interact with the public. 
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