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Introduction

In 2007 the State of Florida Legislature enacted Chapter 267.1735 F.S. to provide for contracting
with the University of Florida to assume management responsibilities for certain historic
properties located in St. Augustine, Florida. In 2008, the Legislature provided funds to the
University to produce a Strategic Plan that will serve as the roadmap for preservation
management of these state owned historic properties. Subsequently, the University developed
a Work Program and formed stakeholder committees to guide the Strategic Plan development.
A Strategic Plan Steering Committee was formed with the following members:

1. Glenn Hastings, Executive Director, St. Johns County Tourist Development Council

John Regan, Chief Operations Officer, City of St. Augustine

Tracy Upchurch, Business Administration Department, Flagler College

Gordon Wilson, Superintendent, Castillo de san Marcos National Monument

vk W

Kathy Deagan, Distinguished Research Curator of Archaeology, Florida Museum of Natural

History

6. Michael Gannon, Distinguished Service Professor Emeritus, Department of History, College
of Liberal Arts and Sciences

7. Roy Graham, Professor and Director, Historic Preservation Programs, College of Design,
Construction & Planning

8. Roy Hunt, Professor Emeritus, Levin College of Law

9. Ed Poppell, Vice President for Business Affairs

10. Chris Silver, Dean, College of Design, Construction & Planning

A University Technical Work Group was formed, originally consisting of eighteen members, to
represent the University’s diverse academic and administrative involvement in St. Augustine and
these state owned properties. Three months into the Strategic Planning process, that list had
grown to twenty-seven members and continues to grow. Similarly, a local stakeholders group
was identified initially with twenty-nine interested individuals, but increased to over eighty
individuals by three months into the planning process and continues to grow. The Appendix to
this Vision plan documents meeting dates and participation of these stakeholders. Although the
surveys and meeting attendance represent a small, self-selected sample of stakeholders, the
opinions expressed therein provide some reasonable insight into the attitudes of the community
members most involved in historic preservation issues.

One conclusion of this planning process is that the Strategic Plan for the State-Owned Historic
Properties and Environs in St. Augustine, Florida should be first and foremost focused on the
state-owned historic properties and artifacts as valuable heritage resources of the State and
Nation. Notwithstanding, the Strategic Plan should also address the community context in
which the properties are situated, including the social, cultural, economic and physical aspects
of St. Augustine, St. Johns County, and the Northeast Florida Region. This Vision Plan articulates
a mission, vision, and guiding principles that shape the Strategic Plan. Furthermore, it suggests
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implementation strategies and performance measures that will be reconfirmed and elucidated
in the Strategic Plan.

Implementation strategies involving partnerships with various public and private entities are
vitally important to the successful stewardship of the state-owned historic properties. These
properties can only flourish and serve their rightful purpose when complemented by the
surrounding historic and cultural resources such as the Castillo de San Marcos National
Monument.

Strategies also reflect the proper role for the University of Florida as unveiled through the
community conversations of this visioning process. The University’s greatest assets are its
reputation, credibility and relevant expertise. Existing educational partnerships in St. Augustine
cover many disciplines and include the Historic St. Augustine Research Institute, a collaboration
between Flagler College and the University of Florida. These established ties between the
University and St. Augustine community can be enhanced by the opportunities presented
through the state owned properties. In order to be successful in these collaborations, the
University must remain objective and lead by example. Its greatest contributions can be made
through its physical presence in St. Augustine and its ability to bring educational content to the
visitor experience, serving as a catalyst for change and a key financial partner.

Mission Statement

To ensure long-term preservation and interpretation of state-owned historic properties in St.

Augustine while facilitating an educational program at the University of Florida that will be
responsive to the st ahistery l§stonfc presedvstionf aechiaeolpgy, 0 f e s si o n
cultural resource management, cultural tourism, and museum administration and will help meet

needs of St. Augustine and the state through educational internships and practicums. (Adapted
from Chapter 267.1735 Florida Statutes)

Vision

The historic resources in St. Augustine shall provide a visitor and educational experience that
enhances the St. Augustine community, meets the needs of the State of Florida, and garners
worl dwi de accl ai m b yhistory as sveluableiNatignal Bdasure. Aottgsu st i n e’
end, the state-owned historic properties in St. Augustine shall:
1. house appropriate educational, research and service programs;
2. accommodate effective administration;
3. and generate revenue necessary to become an economically viable operation;
with management under the auspices of the University of Florida working in partnership with
other community stakeholders.
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Guiding Principles

1. Educational Collaboration: The University of Florida should continue and expand collaboration
with Flagler College, the City of St. Augustine, National Park Service, and other partners to
deliver multidisciplinary education for varied audiences and to conduct research that supports
authentic interpretation of historic resources.

2. Physical Cohesiveness: The St. Augustine historic area, including the state-owned historic
properties, should be cohesive and easily navigated providing heritage tourists with a holistic
experience that flows from an orientation point (such as a Visitor Center), and is anchored by
signature facilities along St. George Street with adequate parking and comfortable pedestrian
access.

3. Economic Development: The St. Augustine historic area, including the state-owned historic
properties, should increasingly support local economic development by becoming a premier
National and International heritage tourism destination.

4. Partnership Finance: The University of Florida can be a key financial partner by facilitating a
combined lobbying effort; leveraging state, local and federal resources; and assisting in grant
writing and donor support.

5. Effective Administration: The University of Florida, through a Direct Support Organization
(DS0), should manage the state-owned historic properties to be physically sound, historically
authentic and economically viable while furthering the goals articulated in the Mission
Statement and Vision.

Strategic Plan Components
1. The Exhibit and Educational Plan: Educational Collaboration

Objective 1.a. Visitor Theme:
Organize educational and visitor experience around a unifying theme.

The Visitor Theme will be developed in the Educational and Exhibit component of the Strategic
Plan. This is perhaps the most difficult and most important task of the Strategic Plan. The
breadth and depth of history in St. Augustine is both a strength and a complicating factor to
concisely identifying the “Story of St. Augustine”. When asked about the historical education
experience, attendees at the St. Augustine public meetings and UF Technical Work Group
meetings could not identify a strong focus area preference. Important periods were cited as the
First Spanish Period, the British Colonial Period, the Flagler Era and the Civil Rights Era. In fact,
the “layers of history” was a common response when asked about St. Augustine’s story. Surveys
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conducted at the June Public Workshop and UF Technical Work Group meeting revealed that
89% of the general public and 69% of the UF stakeholders agreed or strongly agreed that the
“historic educational experience should balance the various periods of history.” This statement
elicited more support than statements suggesting an emphasis on specific periods. Still, some
participants observed that the 16" and 17" century periods are the components of St.
Augustine that are most unique and cannot be reproduced elsewhere. These are also the
periods to which the state-owned properties and collections most relate.

Other specific theme concepts that were mentioned during the Visioning discussions included
St. Augustine’s Town Plan, the Military and Civilian Experience, Multiculturalism, and the First
Permanent European Settlement in North America. Ultimately, the Visitor Theme will be the
cornerstone of branding and marketing to make St. Augustine a National and International
history destination with a consistent message and story.

Objective 1.b. Audience:
Develop educational and exhibit programs targeted at various audiences including the
general public, students of higher education, K-12 students and professionals.

In addition to out-of-town visitors, participants in the Visioning discussions also noted the
importance of targeting programs to residents of St. Augustine and St. Johns County, including
both adults and children. Programs targeted for the general public were discussed largely in
terms of partnerships with formats such as self-guided tours, audio-tours, living history
museum, interpretive centers, museums and re-enactments. Examples of higher education
programming included archaeological field schools and historic preservation studios, which may
also be open to the public. Such programs draw on traditional fields of historic preservation
expertise such as history, archeology, anthropology, architecture, urban planning, landscape
architecture, interior design, museum studies, librarianship and similar disciplines. However,
other disciplines were cited as opportunities to expand the audience for higher education
programming and collaboration including fine arts, law, business, journalism, marketing,
graphic/visual arts, tourism, etc. Higher education programs were also discussed in terms of
partnership opportunities, particularly through the Historic St. Augustine Research Institute.
Educational programs for K-12 students focused on expansion of existing programs and
opportunities to increase the support of public school teachers through grants and curriculum
development. These programs were seen as vital to gaining support from area residents, and
nurturing youth that will appreciate historical and cultural resources as adults. Professional
development opportunities included ideas for conferences, trades and apprenticeships in
historic restoration, and tour guide training.
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Objective 1.c. Delivery Methods:
Deliver educational programs that are interactive, immersive and engaging.

A strong consensus was expressed around the idea that the educational program for historic St.
Augustine must be hands-on and immersive, not static pictures or even standard technology
such as audio tapes and movies. Rather, the experience should be state-of-the art, adaptable to
different visitor interests and to new research foci. Living history and re-enactments were often
cited as important components of the educational program. An immersive experience may be
created by restoring a contiguous area, such as a street, block or cluster of buildings, into an
authentic recreation of living history. Engaging the public in archaeological explorations was
also seen as an important way that people can be immersed in St. Augustine’s history. The
Colonial Spanish Quarter already provides the foundation of a living history experience based on
findings of archaeological excavations. This area could be enhanced, and possibly expanded,
with new interpretive components.

Integrity is extremely important to the educational program; however, the educational message
must also be fun and engaging for families to reach beyond the audience of “history buffs”. One
suggestion to engage people in historic St. Augustine is to identify a daily signature event, such
as a changing-of-the-guards or ceremonial cannon firing, that becomes a “must see” in the eyes
of locals and tourists alike. Furthermore, if this signature event took place in the late afternoon
or early evening, it could bring visitors to the historic area in time to have dinner at local
restaurants. Similarly, annual events can celebrate specific milestones or aspects of St.
Augustine history that become a draw for visitors worldwide. Other suggestions for delivering
the “Story of St. Augustine” included printed tour guides, consistent interpretive signage, and
the Internet.

Objective 1.d. Content:
Develop educational and exhibit programs that are authentic, multidisciplinary, and
demonstrate high standards in stewardship of historic and cultural resources.

Above all, educational programming should link the past to the present, and demonstrate the
relevancy of historic events. The extensiveness of historical and cultural resources in St.
Augustine (including structures, sites and artifacts) requires careful stewardship and
interpretation. To this end, suggestions have been made that a consolidated database
management effort should strive to catalogue information from various resources of public and
private entities including the National Park Service, Florida Museum of Natural History, City of
St. Augustine, Historical Society, Archaeological Association, University and local libraries, etc.
Educational information and building inventories should identify all historically contributing
structures regardless of ownership, and integrate them into the “Story of St. Augustine.” Such a
comprehensive educational and exhibit program can keep visitors returning to the area because
it will be impossible to see every site in one day.
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Authenticity of historical exhibits and programming was consistently emphasized in the
Visioning discussions. Overwhelmingly, both locals and UF representatives felt that authenticity
was important to St. Augustine’s heritage tourism experience. However, the majority of
participants (84% of Public Workshop participants and 100% of UF Technical Work Group
participants) did not feel that visitors to St. Augustine can clearly discern authentically
interpreted attractions from those with a more exclusively entertainment focus. Some
participants recalled interactions with visitors who were disappointed to find that they had
spent money on attractions that did not deliver the truth about St. Augustine history. For the
visitor seeking a flavor of St. Augustine’s past, several participants noted that true stories are
often more fascinating than fictional ones. When asked whether authentic attractions can
successfully coexist with non-authentic attractions, most participants agreed this was possible.
Still, the issue of identifying authenticity must be addressed in the educational and exhibit
programming. To this end, the Heritage Tourism Assessment and Recommendations for St.
Augustine, Florida (The National Trust for Historic Preservation, June 2003), suggested an
authenticity certification program similar to the “Heritage” program of Lancaster, Pennsylvania.

Multidisciplinary teaching and research is also an important component of integrating
educational and exhibit programs with higher education. In addition to traditional preservation
and archaeology fields, there are multiple disciplines from the University of Florida that are
engaged in the St. Augustine community including fine arts, tourism, business, law and many
others. Over time, the degree of faculty involvement in St. Augustine is expected to increase to
include new endeavors and new disciplines that may become more engaged once the state
owned resources are available to support faculty and students. Currently, the Historic St.
Augustine Research Institute combines the strengths of both institutions to deliver programs for
undergraduate and graduate students as well as the public. Research in various disciplines may
be conducted in St. Augustine, and these endeavors should be made known to the general
public. One faculty member also noted that the search for authenticity always leads to the need
for new research, and so, the educational and research programs must be integrated.
Educational and interpretive programs should be flexible to evolve with the progress of
research.

Objective 1.e. Context:
Recognize that St. Augustine is a living city, and work in partnership to maintain the
community character while enhancing the educational and visitor experience.

The City of St. Augustine is a living city with residents, private property and business owners that
coexist with tourists and historical resources. Many residents expressed pride in what they
described as a unique, eclectic, and multicultural character of the City. In addition to historic
stewardship, they were interested in environmental issues and the ability of the City to attract
new residents from what has come to be known as “the Creative Class.” In this context, the
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educational and exhibit program must avoid imposing a rigid historical recreation that ignores
everyday workers, residents and business owners. The sense that historically interpreted
attractions can successfully coexist with entertainment venues and other tourist attractions is
both a goal and a challenge for the development of meaningful, authentic historical
interpretation. The ability to balance often-conflicted needs of tourists and neighborhood
residents is another challenge to be addressed. The University’s role in this balance must be to
support those initiatives important to the stewardship of the state owned properties and the
mission of the University to deliver education, research and extension service, while respecting
the roles and responsibilities of local entities.

Suggested Performance Measures

Performance measures for the educational and exhibit programming may include some or all of

the following:

¢ Increased opportunities for students to participate in coursework or research conducted in
St. Augustine

e Increased enrollment in programs related to St. Augustine, such as UF’s Historic
Preservation Studies program

e Creation of joint programs or joint degrees between the University of Florida and Flagler
College

e Number of UF-sponsored conferences held in St. Augustine

e Number of UF student contact hours conducted in St. Augustine

e Number of K-12 students participating in tour programs in St. Augustine

e Number of visitors touring the state-owned properties

e Increases in authenticity ratings of tourist experiences (as reported previously in the
Heritage Tourism Study, St. Johns County prepared by the UF Center for Tourism Research
and Development in 2002)

e Increased participation in historical site and museum visitation, and historical architecture
and character sightseeing (as reported previously in the Heritage Tourism Study, St. Johns
County prepared by the UF Center for Tourism Research and Development in 2002)

e Other: to be developed in the Strategic Plan

2. The Physical Plan: Physical Cohesiveness

Objective 2.a. Integration:

Integrate the state-owned properties into their surroundings in a way that orients the
visitor with a clear path to experience the historic resources of downtown St.
Augustine.
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There was much consensus around the idea that visitors need better orientation including not
only improved signs and maps, but also a logical progression of physical cues and linkages
between the various venues that draw people instinctively through the tour experience and tell
the story of St. Augustine. In general, this was expressed with a beginning point at the new
parking garage, Visitor Information Center (VIC) and Old City Gate, and including the Castillo de
San Marcos which is the most-visited venue in historic St. Augustine. Government House was
also discussed as the other critical “anchor” of the tour experience, possibly serving as a
“bookend” together with the VIC to the north. The progression of visitors experiencing St.
Augustine may take a single primary path, or be developed as a series of optional loops that can
be selected based on the visitor’s interests.

All historically contributing structures throughout the downtown historic core area should be
identified and integrated into the visitor experience along with the state-owned properties.
Some of the state owned properties are located in the neighborhoods south of King Street, and
there was a fair amount of discussion regarding increased linkages southward and expanding to
additional blocks east and west beyond the current focus of St. George Street. These linkages
and tour routes will be developed in the Physical Plan and will include concepts for signature
facilities to serve as landmarks along the routes. Interpretive and navigational signage is one
method of linking historic resources, but the Physical Plan concept will expand to present a
more intuitive visitor wayfinding system. In terms of navigational signage, the Strategic Plan
recognizes that visitor wayfinding will be enhanced by an upcoming project of the City of St.
Augustine and Florida Department of Transportation to install a series of tourist-oriented
navigational signs throughout the community.

Regarding the notion of expanding the focus beyond St. George Street, there was a sentiment
expressed that the historic tour experience should not “turn a back” on Charlotte and Spanish
Streets. In the past, these had been considered for possible closure like St. George Street, but
their importance for access and parking made that choice difficult. Still, there is untapped
potential for these corridors, and several others, to better serve pedestrian movement, open
space/parks, and visitor-related enterprise integrated with the facilities along St. George Street.
Further discussion of transportation and circulation is provided in Objective 2.c, Public
Infrastructure.

Quality public open space is also essential to the visitor experience and may include
enhancements to the Plaza de la Constitution and waterfront promenade linking the
Government House, Marina, Bridge of Lions and Castillo de San Marcos. The Flagler College
Master Plan Update (Frederick Halback and Associates, Inc, February 2004) also suggests several
open space and pedestrian corridor improvements to better integrate the College with the
community. Significant public open spaces, together with the gardens and historic structures,
contribute to the defining character of historic St. Augustine. Within the gardens and open
spaces, there is support for using native vegetation and those plants which would have been
brought to North America by the early settlers.
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Objective 2.b. Signature Facilities:
Employ existing and potential new signature facilities to house critical programs and
serve as navigational landmarks for the visitor experience.

Among the state owned properties, Government House was most often cited as a signature
facility. There was some discussion about whether Government House should remain in its
current use or be put to a different use, possibly as a conference facility. Collectively, the
buildings of the Spanish Quarter and the des Mesa-Sanchez House in particular, were noted as
another signature facility that needs to be brought to its full potential as a living history
experience. The opportunity for a new signature facility was discussed in the form of a potential
interpretive/visitor center that could be a partnership endeavor between the National Park
Service, State of Florida/University of Florida and City of St. Augustine. The Castillo de San
Marcos was consistently and most often noted as a key signature facility that experiences the
highest visitation in historic St. Augustine, so there is a great advantage to improving the
physical and programmatic linkage between it and the other historic resources. The General
Management Plan for the Castillo de San Marcos National Monument (2007) recommends a
new National Park Service Visitors Center across Avenida Menendez/A1A from the Castillo. This
recommendation was vetted through a public involvement process and the NPS administration.
If this partnership endeavor does not come to fruition, alternative locations for a University
supported signature interpretive center were suggested to possibly include the Spanish Quarter,
Government House, and Riberia House, although a partnership with NPS is the preferred
approach.

The existing Visitor Information Center (VIC) is operated by the City of St. Augustine and is
integrated onsite with the new parking garage. This facility serves to orient visitors to greater
St. Augustine including historic and non-historic attractions, restaurants, retail and other visitor
services. It was renovated in 2006 and represents a significant local investment that must be
incorporated into the Strategic Plan and visitor experience; however, the mission and role of the
VIC may be revisited if necessary to better support the Strategic Plan Vision.

Other historically significant facilities were identified in downtown historic St. Augustine that
should be linked with the signature facilities in the overall visitor experience. These significant
facilities include the following (in no particular order), although this should not be presumed to
be an exhaustive list. Additional historically significant facilities were also identified in the
meeting records and surveys, although these are outside the walkable core area and would
need to be accessed by other means of transportation (e.g. Lighthouse, Nombre de Dios
Mission, etc.)

e Oldest House / Tovar House

e Plaza de la Constitucion

e (Cathedral-Basilica of St. Augustine

e Old City Gate

e Bridge of Lions
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e Flagler College (Ponce de Leon Hotel)

e Lightner Museum/City Hall (Alcazar Hotel)

e Dow Museum of Historic Houses (formerly Old St. Augustine Village, site of Audubon House,
William Dean Howells House, etc.)

e Avero House

e Ximenez-Fatio House

e Tolomato Cemetery

e St. Francis Barracks/National Cemetery

¢ Joaneda House

e Fernandez-Llambias House

Objective 2.c. Public Infrastructure:
Develop the necessary improvements to public infrastructure that provide comfort
and access for visitors and residents in the historic downtown area of St. Augustine.

To a large extent, the development of public infrastructure will be the responsibility of the local
governments and the State Department of Transportation. However, the University will partner
with these entities to identify needs and secure funding through State or Federal agencies,
grants and other mechanisms. The 450" Anniversary celebration presents an opportunity to
secure such needed funds, and an Anniversary commission is being mobilized to work on
recommendations including infrastructure improvements,which must be coordinated and
consistent with this Strategic Plan. Existing infrastructure plans and facility recommendations
are also key to identifying public infrastructure needs.

Pedestrian connectivity was a common theme in the Visioning discussions, and the majority of
participants agreed that historic downtown St. Augustine is best experienced by walking.
Overall, people seemed to feel that the area is currently pleasant to walk in, but that
improvements could be made. King Street, Cathedral Place and Avenida Menendez/A1A were
most often cited as barriers to pedestrian connectivity. To this end, discussions included
consideration of closing some streets to traffic, at least during peak times of the day. Such
recommendations will be more fully explored in the Physical Plan, but one suggestion from the
visioning discussions was to close an additional segment of St. George Street from Cathedral
Place to Bridge Street in order to better integrate Government House, the Plaza de la
Constitucion and historic sites to the south with the existing St. George Street promenade.
Hypolita Street and Cathedral Place were also suggested by at least one participant as other
candidates for full or partial street closure. The City of St. Augustine’s Conceptual Traffic and
Parking Plan (Prosser, Hallock & Kristoff, Inc, 1995) also suggests Cuna Street, Hypolita Street
and Treasury Street to be considered for possible closure. This Conceptual Traffic and Parking
Plan also suggested that, rather than close a southern portion of St. George Street, a southward
pedestrian corridor be established from St. George Street at Cathedral Place, across the Plaza to
utilize Avilés Street as a pedestrian way ending at Bridge Street. Surprisingly, street closure
gained more support from local residents that participated in the June Public Workshop, than
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from members of the UF Technical Work Group. When asked on the June survey, whether “the
historic downtown area needs to close more streets and create more places for people to walk
without conflicts from vehicles,” 94% of participants in the Public Workshop either “agreed” or
“strongly agreed”; while 61% of the UF Technical Work Group participants responded
affirmatively. However, during a follow-up public meeting in August, residents voiced concerns
over street-closing proposals that would shift traffic to other roads and make local access
difficult. Attendees noted that Cathedral Place accepts the traffic from Route A1A which would
be diverted to Avenida Menendez and King Street thus exacerbating pedestrian crossing
difficulties. Additionally, restrictions on St. George Street south of King Street may restrict local
property access. Clearly, any proposals to significantly alter traffic flow in downtown St.
Augustine will require detailed data analysis and public vetting.

Interestingly, these groups had differing opinions of the current accessibility of the historic area.
When asked whether “driving and parking in the historic downtown area are difficult and
detract from the visitor experience,” only 65% of the Public Workshop participants “agreed” or
“strongly agreed”; while 92% of the UF Technical Work Group (primarily visitors from out-of-
town) responded affirmatively. The surveys did not gather similar opinions from tourists visiting
the area, but these opinions would be useful to obtain in the future.

Removal of on-street parking was also discussed as a potential means to remove visual clutter
and improve visitor navigation. However, merchants will likely oppose on-street parking
removal, and the perceived benefits need to be carefully examined. While on-street parking
may be visually distracting, it provides a pedestrian buffer from moving cars and may also slow
traffic speed. With regard to parking, there was little support for additional parking in the
immediate area (33% of participants in the Public Workshop; and 23% of participants in the UF
Technical Work Group meeting). Remote parking with shuttle services gained more support
(72% at the Public Workshop; and 84% of the UF Technical Work Group). The Conceptual Traffic
and Parking Plan suggests specific locations to be considered for additional proximate and
remote parking.

Reinstituting the free bus shuttle was suggested to augment pedestrian access and circulation;
however, some attendees noted that ridership had been low on the service previously offered.
The City of St. Augustine’s Conceptual Master Plan for a Transit Greenway System (Reynolds,
Smith, and Hills, Inc, July 2000) proposed a dedicated transit route that would utilize Orange
Street, Avenida Menendez, Cathedral Place and Cordova Street; however, this has not been
implemented. Interestingly, Cordova Street was also noted by some meeting participants and
identified in the Conceptual Traffic and Parking Study as an important corridor because it
delineates the historic wall or “Cubo Line” of the colonial city.

Lastly, public infrastructure discussions also noted the need for improved public restrooms and
additional drinking fountains. A suggestion was made that existing public restrooms should be
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open later with improved security and air conditioning. Also noted, was the lack of public
restrooms south of Government House.

Objective 2.d. UF Physical Presence:
Employ the state owned properties to the use that best supports the Strategic Plan
Vision, Mission, and Guiding Principles.

The UF physical presence in St. Augustine should manifest itself in the form of faculty and
students engaged in offices, classrooms, and laboratories located on appropriate state-owned
properties. These faculty and students will be from multiple colleges conducting a variety of
teaching, research and service activities which must be facilitated by the space functions of the
state-owned properties. In addition to historic preservation and interpretation uses,
educational support facilities may include space types such as offices, classrooms, conference
facilities, performance stages, computer labs, and libraries that support a range of teaching,
research and service activities. Administrative functions of the Direct Support Organization in
support of the educational program and building operations are also assumed to be housed in
these properties. Student and faculty housing was also identified as an appropriate use for
some facilities to accommodate individuals who may be conducting short-term teaching and
research in St. Augustine. This model would be similar to the University of Florida’s Preservation
Institute in Nantucket.

Property rehabilitation and adaptive reuse (as applicable) will be developed in the Physical Plan.
Above all, intervention in deferred maintenance and recurring maintenance operations must be
addressed. The Physical Plan may also explore potential key property acquisitions and
dispositions that could support the overall program objectives.

Suggested Performance Measures

Performance measures for the physical components may include some or all of the following:
e Condition assessment of the state-owned buildings

e Funding level for property maintenance and rehabilitation/reuse

e Other: to be developed in the Strategic Plan

3. The Marketing and Implementation Plans: Economic Development, Partnership Finance, and

Effective Administration

Objective 3.a. Partnership and Regionalism:
Integrate the programs of the state owned historic properties into regional tourism
and economic development plans.
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The St. Augustine, Ponte Vedra & The Beaches Visitors and Convention Bureau (VCB) is an
important partner in understanding the integration of these state historic resources with overall
tourism in St. Johns County. The VCB and St. Johns County are currently launching a marketing
Destination Master Plan, of which St. Augustine’s historic resources will be a component.
Similarly, the 450" Anniversary will generate concepts for promoting St. Augustine’s heritage
tourism during the 2013 commemoration. Furthermore, the State of Florida’s Statewide Tourist
Development Plan of September 2008 may provide additional insights for marketing strategies.
While these ongoing studies may shape the Strategic Plan, the Vision of the Strategic Plan must
be embraced and integrated in the regional plans.

Market segments that may be linked to the state owned properties include eco-tourism,
international tourism, and Hispanic populations. Existing Sister City programs between the City
of St. Augustine and communities in Spain, Colombia and the Dominica Republic reinforce this
international heritage link. Local and regional visitors, including those that visit for one day
without an overnight stay, are also a significant market for the St. Augustine area.

Discussions about the visitor profile are also part of the regional and local tourism conversation.
In addition to attracting more international tourists, the VCB also promotes the concept of
increasing visitor yield in the form of increased tourist spending and more year-round (i.e. less
seasonal) visitor patterns rather than just simply increasing the total number of visitors. Since
St. Augustine is a modest sized City, a goal of increasing the total number of visitors could result
in a degraded visitor experience due to crowding and cause negative impacts to local residents.
For historic downtown St. Augustine, the concept of increasing visitor yield may imply an
increased focus on visitor accommodations such as more evening activities, more family
activities, and keeping restaurants and retail shops open later in the evening and off-peak
season.

Objective 3.b. Commerce:
Manage commerce in a way that is welcoming, convenient and authentic for the
heritage tourist.

Convenience for the heritage tourist may best express itself in the manner in which historic sites
are promoted and ticketed. Simplified ticketing for multiple venues, whether within the state
owned property inventory or in partnerships with other entities, may draw more visitors to
more sites. The pricing structure and ability to pay by credit card are also essential. Expanded
evening and family activities may also provide welcome experiences for visitors that want to
stretch their time in the historic downtown area or for families wanting to provide a diversion
for young visitors. Another way to welcome visitors to the historic sites is to provide some
degree of sightseeing and interpretive exhibit access free-of-charge in order to initially engage
them. Opportunities for simplified ticketing structures will be explored in the Marketing Plan.
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Historical authenticity in commerce is most often expressed in regard to retail and souvenir
shops. The Heritage Tourism Study, St. Johns County (UF Center for Tourism Research and
Development, 2002) documented that heritage tourists in St. Johns County reported the lowest
authenticity ratings for souvenirs. Some historic communities, such as Williamsburg, are more
diligent in securing vendors and products that reinforce their authentic heritage tourism theme.
The Marketing Plan will explore opportunities to support authenticity in the retail activities of
the state owned properties and any museum stores that may be part of the building program.

Objective 3.c. Economic Viability:

Manage the state owned properties to be economically viable where operational
expenses and new initiatives are fully funded by program revenues, grants, and
partnerships with state, local, federal and private entities.

The University will utilize its Direct Support Organization (DSO) structure to implement an
organizational body responsible for the day-to-day operations of the state owned properties.
The DSO will have a governing board, staff, offices and the capability to conduct fundraising
activities under the auspices of the University. The DSO must maintain partnerships with key
local, state and federal stakeholders. It must collaborate with these entities for lobbying, grant-
writing and other partnership activities. Internally, the DSO will need to establish protocols for
donor naming, corporate sponsorships, and other funding mechanisms that are palatable to its
host community. The DSO can also provide leadership in St. Augustine’s historic preservation
community, and facilitate partnerships between various UF Colleges and the St. Augustine
community. For example, faculty and student involvement in the disciplines of marketing,
journalism, business, finance, and tourism can be resources for the DSO and St. Augustine
community to achieve the Strategic Plan Vision. The strength and integrity of the University of
Florida will be the DSO’s greatest assets in its endeavor to achieve economic viability. The DSO
will be able to utilize the University of Florida “brand” to add credibility to new initiatives in
historic preservation and other disciplines within St. Augustine.

The Implementation Plan will further explore the details of the DSO structure and its role in
ensuring financial solvency for the management of the state owned properties consistent with
the Strategic Plan. Undoubtedly, the financial viability of the state owned properties will require
an infusion of state funds for building rehabilitation and renovation, along with recurring Plant
Operations and Maintenance (PO&M) funds from the State of Florida. Federal, State and
private funding partners will also be crucial in achieving the Vision to preserve St. Augustine
history as a National Treasure and, thereby, garner worldwide acclaim.
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Suggested Performance Measures

Performance measures for the marketing, financial and administrative aspects may include

some or all of the following:

¢ Increased revenues from retail activities and commercial leases

* Increased revenues from donations and grants

e Return oninvestment as expressed in increased market share or other indicators resulting
from expenditures made on the state owned properties

e Annual financial reports showing a balanced budget for the DSO

e Other: to be developed in the Strategic Plan

Conclusions

This Vision sets the stage for the remainder of the Strategic Plan for the State-Owned Historic
Properties and Environs in St. Augustine, Florida. However, there are several key objectives
that did not reach conclusion during the Visioning process. These objectives are further
explored in the Strategic Plan and its expanded public involvement process including:

e The Visitor Theme

e Parking and Circulation Recommendations

e Specific Building Use Recommendations

e Visitor Profile and Target Markets (consistent with ongoing studies being conducted by
other entities)

Additionally, there are several key objectives that rely upon partnerships with the City of St.
Augustine, National Park Service and other entities for implementation. These include issues
related to infrastructure, visitor/interpretive centers, transportation services, public open
spaces, streetscapes, tour guide training, and an authenticity certification program. Some issues
raised in public meetings are related but beyond the scope of the Strategic Plan, including
delivery truck restrictions, sea wall restoration, parking fees, and regulation of certain
commercial enterprises.
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Meeting Documentation
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Documentation in this Appendix identifies the dates and attendance of meetings held between May and

August 2008 for the purpose of developing a strategic planning process and vision. The June meetings

were primarily focused on a facilitated discussion of the vision and included an opinion survey; however,

input from all of these meetings is incorporated in the Strategic Plan Vision. Detailed meeting reports,

including the survey results, were prepared and are available online at
http://www.facilities.ufl.edu/staugustine/mtginfo.htm or by calling Linda Dixon at 352/392-1256.

UF Technical Work Group

June 3, 2008 Meeting

Attendees: Harold Barrand
Douglas Jones
Martin Gold

Kathy Deagan

September 23, 2008 Meetings

Harold Barrand
Roy Hunt

Mike Gannon
Gifford Waters
Kathy Deagan
Linda Dixon
Tom Moriarity
Bill Tilson

Attendees:

FLMNH Focus Group Attendees:
Kathy Deagan
Gifford Waters

Steering Committee

May 20, 2008 Meeting
Attendees: Glenn Hastings
Michael Gannon
Linda Dixon

B. J. Kalaidi

Alphons Vijgen

Nancy Sikes-Kline

Joseph Boles

Herschel Shepard
Ed Poppell

Carol Walker
Miles Albertson

Herschel Shepard
Cybelle Jones

Roy Graham
Gretchen Coss
Miles Albertson
Richard Brosnaham
Steve Holland
Mike Ford

Doug Noble
Graig Shaak

John Regan

Ed Poppell

Dean Oliver Quigley
Dwight Hines
Martin Gold

Margo Pope

James Cusick
Mike Gannon
Erik Lewis
Steven Martin

Roy Hunt
Roy Graham
Ted Astleford
Linda Dixon

James Cusick

Ed Poppell

Martin Gold

Tom Caswell
Stephen Tocknell
Darin Miller
Christopher Silver
Claude Armstrong

Beverly Sensbach
Darcie MacMahon

Kathy Deagan Roy Graham
Chris Silver Carol Walker
Helena Sala Peter Rumpel
Dan Sullivan Tony Lippi
Claude Armstrong Peter Ellis
Leslee Keys Bill Adams
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June 24, 2008 Meeting

Attendees:

Glenn Hastings
Michael Gannon
Gordon Wilson
Dr. Susan Turner
Maureen Ortugus
Jock Ochiltree
Jeff Damus

Greg Tranous
Susan Parker
Peter Rumpel
Mark Schmitt

July 17, 2008 Meeting

Attendees:

Glenn Hastings
Michael Gannon
Claude Armstrong
Pete Roman

John Johnson
Gudrum G. Hall
Leslee Keys

August 27, 2008 Meeting

Attendees:

Glenn Hastings
Michael Gannon
Carol Walker

Dr. Samuel Turner
George Gardner
Jess Childre
Jeremy Marquis
Jill Ziebell

John Regan

Ed Poppell

Roy Hunt

Steve Martin
Martin Gold

Wiley Deck

Gladys Humphreys
Maury Keiser

Toni Wallace
Michelle Vijgen

John Regan
Ed Poppell
Eric Johnson
Jill Ziebell
Dan Sullivan
Toni Wallace
Hal Holton

John Regan

Ed Poppell

B. J. Kalaidi
Mark Constant
Suzanne Dixon
Maury Keiser
Steve Tocknell
Leslee Keys

Kathy Deagan
Chris Silver
Linda Dixon
Jess Childre

B. J. Kalaidi
Michelle Barth
Dean Quigley
George Gardner
Gale Burnick
Leslee Keys

Roy Hunt

Linda Dixon

Tom Caswell
Nancy Sikes-Kline
Gale Burnick
Matthew Kear
Steven Martin

Gordon Wilson
Tracy Upchurch
Nick McAuliffe
Kerrianne Constant
Erin Koontz

Eric Johnson
Kimberly Hunt

Roy Graham
Tracy Upchurch
Miles Albertson
Bill McRea

Jill Ziebell

Hal Holton
Dwight Hines
Peter Roman
Eric Johnson
Bill Leary

Roy Graham
Carol Walker
Dwight Hines
Jess Childre
Robert M. Hall
Dalonja Duncan
Harold Barrand

Roy Graham
Linda Dixon
Robert M. Hall
Tom Caswell
Hal Holton
Lynn Doten
Gale Burnick

Margaret Anne Edmiston
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Public Workshops

June 24, 2008 Meeting
Attendees: Tom Scofield
Nancy Sikes-Kline
Henry Hird

John Johnson
Steven Martin
Dean Quigley

Ed Poppell

Linda Dixon
Miles Albertson

August 27, 2008 Meeting
Attendees: Dwight Hines

Nancy Sikes-Kline
Catherine Culver

Tom Caswell

MJ Murphy
Randy Roark
Susan Parker
Tony Lippi
Kiki Tovey
Heather Jones

Kathy Deagan
Erik Lewis

Mollie Malloy
Amy Howard
Ed Poppell

Peter Roman
Catherine Culver
Ed Slavin

Toni Wallace
Steve Schuyler
Sandy Craig

Roy Graham
Abdellatif Qamhaieh

Eric Johnson
Chris Newman
Linda Dixon

Glenn Hastings
Judith Serghor
Tom Sobczak
Robert Hall
Dwight Hines
Bill Adams

Roy Hunt
Martin Gold

Henry Hird
Michelle Vijgen
Carol Walker
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