6. WNHAC Implementation Agenda to 2018

6.1. Sustainability for WNHAC

The intent of the Management Plan is to fulfill WNHAC’s mission goals, as defined in Chapter
4, and to achieve a sustainable future for WNHAC and WNHA. A sustainable future deals not
only with the finances of WNHAC as an organization but also with sustainability of the resources
that are the important features of the WNHA and for which WNHAC serves as an advocate and
steward. Accordingly, sustainability refers to financial and non-financial measures.

6.1.1. Financial Sustainability

WNHAC can achieve financial sustainability by seeking out funds that are supplementary to the
maximum $10,000,000 Congressional funding authorization for the National Heritage Area and,
more importantly, by creating opportunities for regular annual earned income that can offset, at
least in part, its operating costs.

Many aspects of both avenues to financial sustainability over a fifteen-year period are uncertain
inasmuch as they will be determined by factors that are difficult to predict over an extended span
of time. These factors include the state of the national and local economy, timing and amounts of
federal appropriations, currently unknown sources of funding that become available over the
implementation period, and the effectiveness of the staff and leadership of WNHAC in creating
mutually beneficial working relationships with public and private entities.

A key aspect of WNHACs financial sustainability is the recognition, by current and future
partners, that the organization’s leadership and financial investments in catalyst projects deserve a
return. In fact, the ability to achieve a reasonable return must be a condition for future WNHAC
participation in preservation and revitalization projects.

WNHAC is fortunate to have established an important precedent with its role in supporting the
Wheeling Stamping project; in exchange for its contribution to project preservation costs it has
earned a future flow of project-based income once the project’s debt has been retired. This
arrangement recognized that WNHAC was an investor in the future of this property and that its
investments, placed at risk and at the “front end” of the Wheeling Stamping project, deserved to
earn a return that can be put towards the broader purposes of the organization. WNHAC can
apply this model to other investments in the community and, using earned income along with
other unique sources of funds, can evolve into a financially sustainable heritage entity that will
have a long term future once the special heritage area funding that came with NHA designation is
no longer available.

Three other important earned income opportunities within the WNHA are highlighted in this
Plan. The first is the Artisan Center, a building that was rehabilitated with WNHAC funds and
is now operated by WNHAC. The building has no debt service obligation, and the plan
recommends a repositioning to change utilization of space within this building with the goal of
increasing income to its operator, WNHAC. The second is Heritage Port, a public space that
attracts hundreds of thousands of users and was constructed with federal funds that were made
available through WNHAC. The plan recommends strategies to bring WNHAC revenue from
events and activities at Heritage Port, as well as to capitalize on development opportunities at
properties that benefit from proximity to Heritage Port. A third possibility might involve Water
Street. Future development along Water Street and within the Heritage Port Gateway will take
advantage of both the amenity of Heritage Port and is a natural opportunity for WNHAC to
realize a return on its significant contribution to Heritage Port.
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In addition to specific property-based opportunities, nearly every successful non-profit
organization similar to WINHAC needs to compete aggressively for diverse sources of public,
private, and philanthropic funds. Such funding requires a staff commitment to procure grant
support as well as other fund-raising; activities that require technically competent proposals and
strong political and community support. During its formative years, WNHAC has competed for
several types of funding successfully, but such efforts need to be more strongly supported if the
organization is to evolve into a stable operating entity that can complete the elements of this Plan.

For WNHAC, promising funding sources include the Vandalia Heritage Foundation, which
supports preservation efforts in West Virginia, and programs of the U.S. Department of Housing
and Urban Development that might support local community revitalization efforts along the
Wheeling waterfront. Other regional philanthropic entities, including Pittsburgh’s Benedum
Foundation, have provided funds to support heritage initiatives in Wheeling and may be long-
term sources of support. Local and regional support may be found from other philanthropic
families and/or business interests. Typically, such outreach needs the active engagement of
WNHAC board members, supported by staff of the organization, who need to strongly advocate
for WNHACs plan, its mission, and its required supplementary funding.

6.1.2. Resource and organizational sustainability
The concept of sustainability for WNHAC and for the WNHA goes beyond the topic of finding

enough financial resources to maintain the organization and its activities. Sustainability also
implies building an ethic in the community that will contribute to protecting, conserving, and
appropriately using the resources that were the basis for National Heritage Area designation.
Aspects of sustainability that should be an integral part of WNHAC’s activities include:

e Soliciting increased local involvement in WINHAC activities in order to build community
support for WNHAC’s mission and action agenda as well as an ongoing civic commitment to
support the organization’s activities. Expanded local involvement will lead to broad regional
understanding and appreciation of WNHAC’s mission that will be manifest by local actions
to support long-term stewardship of the man-made and natural resources within the WNHA.

e Structuring WNHAC’s organization, staff, and leadership to capitalize on opportunities that
may arise, including retaining the capacity to respond to currently unknown opportunities in
the future that may lead to new sources of support and funding.

e Developing and expanding partnerships with other entities that can lead to beneficial results
for WNHACs resources and its community. There are many types of partnerships that
would create community benefits that would not necessarily result in direct earned income for
WNHAC but would be broadly beneficial to the community and its resources. Some
examples include: (a) tourism initiatives with the State of West Virginia and/or the CVB that
could increase the number of visitors to Wheeling, to the benefit of local businesses: (b)
educational initiatives with local, regional, or other institutions that could increase the
understanding of the value of WINHA resources, and (c) preservation initiatives with property
owners or civic groups that could encourage resource protection and enhancement.

6.2. WNHAC Organization and Management

The recommended Preferred Alternative, as described in Chapter 5 and amplified in the
remainder of this Chapter, requires a leadership structure and staff with strong capability in order
to implement the Plan and achieve sustainability when federal heritage funds are no longer
available. WINHAC should review its governance and organization structure to insure that it is
matched in size and skill to the work program ahead.
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6.2.1. WNHAC Board

The current WNHAC Board is defined to be comprised of twelve (12) members, although only
nine are currently appointed. The current Board members include six citizen members, from
whom the officers are selected, and three representatives drawn from public sector organizations,
including the Wheeling City Council, Ohio County Commission, and the Office of the
Governor of the State of West Virginia. A representative from the Wheeling Department of
Economic and Community Development attends Board meetings, in an ex officio capacity. A
mix of individuals from private and public organizations is appropriate, but it is difficult for such
a small group to insure representative engagement of the range of institutions and interests that
should be involved with and supportive of the WNHAC mission. Moreover, without the full
complement of authorized members, the Board may be constrained in its outreach to the
community and its institutions.

Accordingly, WNHAC should give strong consideration to expanding the size of the Board from
is current size of twelve members to a total of fifteen members and should place a high priority on
filling these positions. The effect of this change would be to double the number of representatives
of non-governmental interests in Wheeling and, thus, to increase the number of advocates for
WNHAC within the community. The additional members could be drawn from interests not
now strongly represented on the board including tourism/visitor services, civic leaders, regional
economic development interests, educational institutions, and other non-profit entities.

The chief roles for the Board include overall strategic and policy leadership, setting priorities,
establishing annual budgets and work programs, and raising the funds to enable WNHAC to
accomplish its mission goals. The full Board should meet quarterly, appointing a smaller
Executive Committee (a size of five members would be representative and manageable) that meets
more frequently.

The Board may decide, from time to time, to authorize its members to establish ad hoc
committees to undertake and coordinate discrete functions that are critical to the future of
WNHAC and the overall Heritage Area plan. These could include certain fund-raising initiatives,
coordination with major development projects, or to coordinate and/or provide guidance to
programmatic initiatives. When such committees are established, it would be appropriate to
engage members of the proposed Community Advisory Council described immediately below.

6.2.2. Community Advisory Council

During the 1992 Master Plan process, several advisory groups were active, as the concept of a
Heritage Area was defined and new ideas for it were developed. Over the intervening years, a
relatively small board has guided WNHAC, and the original advisory group structure has become
dormant, despite recommendations of the 1992 Plan for its continuance and evolution. As part
of this plan update, a Master Plan Advisory Committee was developed to serve as a sounding
board to the Wheeling community. The appointment of such a group has been successful in
engaging key sectors of the community in the Plan update, and it is reccommended that this
concept be formalized by creating a Community Advisory Council to advise the Board and to
insure a formal mechanism creating a two-way flow of information between WINHAC and its
community.

The Community Advisory Council should be similar in size to the existing Master Plan Advisory
Committee, comprised of 20 — 30 members, and should act as an advisory body to the WNHAC
Board of Directors on the projects, programs, and priorities of its annual work plans. The
Community Advisory Council would be appointed by the Board’s nominating committee and is
envisioned as bringing the grass roots perspectives of the community to WNHAC decision-
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making. The Community Advisory Council might meet twice a year — once to provide input to
the annual work plan and a second time to monitor progress — but would be a resource group that
the Board could draw upon to supplement its members’ time in addressing special issues and
initiatives, as noted at the end of Section 6.2.1, immediately above.

6.2.3. WNHAC Staff

Since the completion of the 1992 Plan, WNHAC has operated with a very small staff — an
Executive Director and an Administrative Assistant. This organization has accomplished much,
although prior to the National Heritage Area designation in 2000 WNHAC enjoyed favorable
access to a very substantial amount of federal funds and did not have the formidable goal of
achieving sustainability within a discrete period of time. In order to accomplish the goal of
sustainability it will be necessary to invest in human capital in order to achieve real earned income
for WNHAC, meaning that the organization will need to add staff as the scope of its activities
expands. Key staff positions that will be required over time will include the following:

Executive Director. WNHAC’s Executive Director, to this point, has been serving without any
substantial staff assistance as a jack-of-all-trades, dealing with programs, finance, administrative,
and coordination roles of the organization. Although this type of responsibility has minimized
staff cost, it also runs the risk that the Executive Director will not devote sufficient time to key
activities or may overlook essential short- or long-term functions. The Executive Director must
possess a breadth of capabilities in the broad range of activities of WNHAC, skill in managing
relationships with the board, with staff, and with collaborating partners. The Executive Director
should be responsible for carrying out the policies and program direction provided by the Board,
and is also responsible for advising the Board on issues and opportunities that influence the
organization’s ability to meet its mission goals. The Executive Director should have the capacity
to direct and monitor all WNHAC activities, to intervene where necessary, and to assist in
developing sources of financial support for the organization from political, civic, and private
interests. Perhaps most central to the future of WINHAC, the Executive Director should place a
very high priority on developing sources of WNHAC earned income and revenue, as described in
subsequent Sections of this Chapter. These activities involving financial support from sources
beyond federal heritage appropriations and revenue generation from earned income are significant
and important new responsibilities for WNHAC’s Executive Director.

Development/Public Support Director. This position would be responsible for soliciting new
sources of financial support, from the community, from philanthropic interests, and from public
sector grants programs. A major activity of the Development and Grants Director would be to
launch a fund-raising campaign targeting private and foundation support to defray costs of
elements of the plan. These activities would include outreach to such interests, packaging of
assistance requests to tailor projects to likely sources of support, and regular follow-up to
WNHACs core supporters. A second responsibility, parallel to the above, would be to assist the
Executive Director in identifying and securing public sector grants from state and federal sources.
It would be assumed that the cost of this position would be more than offset by considerable
revenue derived from these activities and, thus, the position should be filled in the short-range
future.

Program Coordinator. This position would be responsible for administration and substantive
leadership for WNHAC grant assistance programs in education, interpretation, preservation, and
revitalization. In the immediate past, the Executive Director has been responsible for defining
and administering matching grants, although these activities have been ad hoc and have not
always been met by a widespread community interest and understanding of WINHAC objectives
and expectations. Once WINHAC has progressed its earned income strategy, this position will
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become important to fill, as it will be an important means to build community support and

understanding for the broad mission of WNHAC.

Heritage Port Coordinator. Heritage Port is the major investment made by WNHAC and is a key
amenity for the Wheeling downtown and a potential source of direct long-term revenue for
WNHAC and of indirect benefit to the community and City of Wheeling. WNHAC, as part of
its Heritage Port involvement, should commit to a Heritage Port coordinator who would be
responsible, in coordination with City of Wheeling staff, for Heritage Port promotion,
scheduling, sponsorship, and concession arrangements to increase the quality and quantity of
Heritage Port events and their potential for WNHAC earned income. This position would be of
importance in the short-term, as Heritage Port already attracts significant visitation and is the
signature venue that represents the WNHA presence in the community. This position should be
responsible for investigation and coordination of implementation of the sound and light
installation. Although the sound and light initiative is not suggested in the short-term, when it is
implemented the need for staff support for this operation may warrant expansion of staff to
coordinate Heritage Port operations and events.

Administrative Assistant. Given the modest scale of WNHAC, even when additional staff are
added, one administrative position should be adequate to provide office administration, technical
support, clerical, and support services. As the level of WNHAC activities grow, assessment of the
need for additional support services — either in-house or by contract — should be periodically
assessed.

The implications of these staff positions on WNHAC operational costs are addressed in the
following section.

6.3. Costs of the Plan

This section includes an estimate of several categories of cost for each aspect of the Preferred
Alternative, as described in Chapter 5. The cost estimates are presented in Tables 7, 8, and 9
and were developed based on the following assumptions:

o Al estimates are based upon current 2004 cost levels; no adjustments for inflation have been
made for expenditures in future years.

e Capital costs have been estimated at a general order of magnitude, using square foot based
cost allowances commensurate with the level of detail of this Plan. These costs have not been
based on specific designs, detailed investigations of site conditions, or other project-based
assessments that would be premature at this time. Contingencies and allowances for design
services have been included as appropriate to each item.

e All costs in Tables 7, 8, and 9 have been estimated in aggregate totals, without allocation
of sources of funding from WINHAC or by others. No attempt at this time has been made to
apportion the maximum total of $10 million of National Heritage Area federal funds or the
required match from local sources to individual projects or line items. Many items may be
largely supported through other sources, such as transportation items that could be supported
by state-administered Transportation Enhancement funds. For many of the estimate items,
other sources will need to be solicited by WINHAC and others to make up differences.
Suggestions for potential sources for these funds are offered in Section 6.8 of this Chapter.

e For many items, particularly recommended program support elements, costs have been
defined as overall allowances over the life of the federal NHA support. The specific purposes
and priorities for such items will evolve over the implementation period of the Plan.

87



e Typical operational costs for WINHAC have been estimated on an annual basis for a stabilized
year, although such costs will vary as program activities wax and wane.

6.3.1. Capital Costs

Capital Costs are shown in Table 7 and are typically associated with direct and site-specific
WNHAC actions in the Primary Heritage Visitor Areas. The items that have been estimated
correlate to the scope of work that is described in Chapter 5. The intent of the estimates is to
establish planning level budgets for WNHAC activities that represent reasonable levels to
accomplish the Preferred Alternative. It is highly likely that specific line items or sub-categories
may change as more becomes known about the needs of future implementation.

Each cost item has been estimated using general orders of magnitude appropriate for this
Management Plan update, not on site- or venue-specific plans or designs. Table 7 indicates, for
each line item of cost, the number, unit cost, and total base cost, including a factor for design and
contingency for items that will require detailed design services. Explanatory notes are provided in
this Table to explain the key assumptions regarding each line item.

6.3.2. Program Support Costs and WNHAC Operating Costs

Table 8 indicates allowances for Program Support Costs for grants and assistance programs in
the Core Heritage Resource Areas and the entire Heritage Area whose specific scope and location
will be determined over time. Consistent with the priorities and roles defined for WNHAC in
each of these Management Areas, as described in Chapter 5, these items represent overall
allowances associated with broad programs of financial and technical assistance to support
WNHAC’s educational, interpretive, and preservation mission for these areas and the resources
within them.

Table 9 shows estimates for WNHAC staff and direct expenses to support the activities and
operations of WINHAC at a level that is appropriate to implement this Plan. These costs,
principally dealing with personnel and other administrative support expenses, have been based on
average annual costs in a “stabilized” year, although the actual amounts in any given year may vary
in response to WNHAC’s workload and responsibilities. Subsequent sections of this Chapter
dealing with Phasing and WINHAC cash flow present more detailed allocations of these items on
a year-by-year basis. Section 6.2 of this Chapter dealing with WNHAC organization includes a
further explanation of the purpose and intent of the staff that is reccommended.

88



89

05.°288'6$ 05.°288'6$ 05.°288'6$ 1S0J TV1IdvI TVLOL
asnal pue A}l|IqISEa} UO 8JUB}SISSE [eoluyos | 000°0S$ aouEMO|e 1 juelb Apnjs - asnaus Buipjing odx3 - yueg }sap (a)
sanunpoddo [ensnun ‘syusws|e Asy 104 000°00S$ aouemole agl aoue)sisse uoliealesaid/uswdojonap pajebie) - yueq jse3 (e)
000°0SS$ saAneniul uopearssaid 9 yuswdojersp pajeldy Z'G
awooul Joj Jual 0) Apeal axely 000°529$ aouemo||e L oy Buipiing 999 (9)
JleJano ojul pajesBajul pue suopal ‘SHqIYXa JUSLIND [[e}sul-a1 pue A0 005'295$ 48 0052 uBisap pue uonesojal uqiyx3  (g)
sBuipjing pajoauuod a1y} ‘aoeds Jooj) ISl Jo4 000°02S$ 438 000'v SW00.)sal ‘YqIYXa ‘|lejal ‘saolo DYHNM - ‘qeyal Jous| (L)
J19)Ua9 JOYISIA Juswaoe|day
uinjal a8y} Jo % Joj siooj) Jaddn }s00 Juswidojonap [enuapisal Jo a1eys DYHNM 000°262$ 2ouBMO||B aglL asn julof pue "O'A Joy sbuiping 19ang utepy (1)
90ouUBMO|[B agl sjuswanoidwi Buipiing (q)
13U JOYISIA Jo Jeal o} ezeld 1oans Jajep) Jo Hed ‘19ans Uiyl 000°009$ 2ouBMO|B aglL sjuawanoidwi JuswuoliAus ognd pue adeosjeang (e)
005°v09'2$ Aemajeo piod abejlisH 1994S Uiyl L'G
uoneasasaid @ Juswdojanap aaioddng ¢
ss90IAI8S palinbas ‘poddns puuad ‘Apjigisesq 000°002$ Buroinies ‘pjw ‘Ajjiqisesy l s901AI9s Joddns g uoisuedxs euuepy (q)
jo)Jew pue spiepuejs aulap ‘Apnis Ajjiqises) a|qissod 000'0S$ 2ouBMO|[EB L sJayjo Aq sUOp ‘9oUB)SISSE [20]UYDS) - JEOQ JBUUIp / 8sInI) (e)
000°052$ abesn juoipieyem papuedxy Z'y
sumoq Buigaypp poddns 0y papiroid swnssy 000°0S$ 9ouUEMO||e l slayjo Aq paseyoind Jelo ‘9oue)lsISSe [ed1uyos) - Jeld apnys (q)
JBAU JO SBPIS UYj0q Uo S¥o0Qq 000°092$ a)Is/o0UEMO|B z syoop Buipue (e)
000°0L€$ apnys iv3eM L'y
suonjoeI)je Paje[al-JaALl MAN P
sabpa Jod ‘|epow adeospue| ‘ebplq Buunyesy uone|eisu| 000°000°L$ aouBEMO|E 1 uornejelsul b1l  punos (9)
sajes 1921} 9|qeus o) Buleas swud o0} Jaueq Atejodwa | 000°052$ 2ouBMO|B L SUO[JEDYIPOW [0JJUOD SSB00E pue Buress Uaouo) (q)
Swia)l JaY10 ‘punos ‘sjybi| pjoy 0} aINjoNLS }IoMaWel 000°52E$ 2ouBMO|[EB L doupyoeq Jo/pue abejs ajgejunowsq (e)
000'G/S°1$ Aypgedes Ajanoe pue asuewaopad jo uoisuedxy ¢
d,Aap mau yym uonelbajul ajqissod ‘18jua JIAID Je awnssy 000'S61$ 2ouBMO|[EB L swool sy (e)
000°S61$ S32IAIBS JoYiS! [4
subis ayis 0} pakay 0Bo| ‘10jod ‘Jaquinu ‘a1nyd0.q N0-pjo} [ewS G/£'6€$ saunyooiq Jo Ajiwey [ saunyoouq Inoj Bunjiepn (9)
VHNM Jo} paziwoisnd ‘sapisAem SN [eo1dA ] 0S.8.$ ubisap ‘inoAe| spnjoul -] sopisAem aanaidiaiu (q)
swa)l Je jueoyiubis sapnjou| 000°0S1‘€$ s]siJe/sap ‘@ouemojje L uone|jejsul adeospuel / [opow a)S (e)
629°2S.'8 $ Gzi'89z'es sjuswanosdwi aagasdiaju |
ONILLIS ¥IAIY FHL B L4Od FOVLIRIAH 9
005°28L$ 005°28L$ 14 3 saindinog [ejuswuosALg 9
uoiuBooal aAIYOe. 0} 199} PuE 00, SdN [e01dA} yojew o 005'28$ 000'052 L (p1epuess SdN) sdeiy PUB-IUN YHNM ()
005°'28% dew apm-ealy g
swiay Ayjuap! [euolippe Yum sapisAem [enadg 000°06$ ubisap ‘InoAe| spnjoul 9 suoiIpuod |evads 1oy sapishep (q)
VHNM Jo} paziwo)sno ‘sapisAiem SdN [edidAL 05.°€81$ ubisap ‘InoAe| apnjoul Ge sopisAem piepue)s (e)
0S.°€L2$ sHqiyxe apiskem aanaidiajul ¥
(071°g way 98s) sainyd0iq Jno} Buijjem yym pajeulpioo) GlE'vT$ Ajuo subis ‘sinoy ¢ [er4 sJayJew Inoj Bupjiepn (9)
peoy [euoneN Buipnjoul jou £ajuad JoyisIA 0} subis apino 000°6€$ subis aannadal 0z slaze|q|ies} 8oy (q)
J9)uad JoyisiA Aiewud o) [euonjoalip pue Uaje ajejsiaju] 000'8.$ SUONOAIIP Z X Ulew @ g v uorjewoul JO)ISIA 0} [euoljoalIp ajejsiau] (e)
SIELYLS subis Buipuyhem €
S8NUSA JOYISIA Jofew Jy 000°G9$ ® | ‘senuan Q| ol sanuaA Aa) je siaxew Ayuap] (9)
wajsAs ubis Bunsixe aoe|da. 0} Ajlenjuans ‘syoulsip Asy 000092$ ® z ‘senuan Q| 0z subis Aemajeb Jousia (q)
Aiepunog YHNAM Y} S8SS0I0 (/-] IBYA 000'6€$ sJ9pJoq Z JO yoes © | z subis Josew ayejsiapy] (e)
000°v9€$ subys pue siaxysew Apuapl
000°'0Z$ souemole L sleusjew poddns (q)
000°95$ 2ouBMO|[E L spJepuejs [eniu) (e)
000°9.$ spaepuejs Ayjuapl essn0 L
SZL'0EL' L $ ALILN3AI 8 NOLLVOINNWINOD TVINIWNNOYIANT 'V
w3 Aq SVYIAUV HOLISIA OVIRITH AUVIARId
sajoN juawa|g Aq Kiobaje Aq way| aul Aq
Kiojeuejdx3 |ejoians |ejoiang |ejoigng sjpun JaqunN

sealy 10)isIA abejiaH Alewid ‘ajewns3 3so) [ended L ajqel
NV1d LNJWIOVNVIN VIHV IDOVLIMIH TVNOILVYN ONITIIHM



052'065$ 05.'065$ 052'065$ Jeaf pazjjiqe)s LSOO TY.LOL IOVHIAY
S1S09 YJE}S S|ENba awnsse ‘SaoiAIas A} UM UOIJEUIPIOOD JO UOIENUUOD 000°25$ Jeak/eouemojje ) yoddns suonesadQ Hod abejusH (q)
1yb1| @ PUNOS O/M “}S02 YJBIS JO %0G 89 0} PaWNSSY 0SZ'orL$ Jayo ‘sedinIes ‘eoeds %0G asuadx3 921J0 shosue|jeosii (e)
05Z'86L$ s)s09 suopesado JoYI0 2
Hoddns soueusjuiew pue suonesado Jajiddns pue [es07] 000°00L$ JA/s|eleiew g yes L uoljeulpoo) %@ suonesadQ 1ybi g punos ()
uoneuIpiood ‘soisifol yuswdojersp welbold 000'25$ 1A/ 314 obelene 00} uoljeuipioo) ¥ suonesadQ Hod abejisH (p)
uoljeuIPI00d paje|al pue sweiboid soue)sissy 000°9Z$ A/ 314 obeione 050 uoneuipioo) weiboid (9)
juswainooud sjuelb pue Buisiel-puny pauleisng 005'78$ 1A/ 314 obeione 00'L swdojensq (q)
uoNeljSIuILUPE puUB UoNdaIIP DYHNM 000°0€L$ 1AJ 314 ebelone 002 J10)021IJ 9AlNO9XT pue ‘suolesedQ ‘uonelsiuiwpy (e)
005°26€$ yoddns pue yejs OVHNM L
052069 $ S1S0J ONILVYIdO OVHNM TVIIdAL
s9joN juawa|3 Aq KioBajen Aq way| aul] Aq
Kiojeuejdx3 |ejoyang |ejoigng |ejoigng sjpun JaqunN
suopelado OVHNM ‘djewnsd 3so) :6 alqeL
NV1d LNJWIOVNVIN VIV FOVLIIYIH TVNOILVN ONITIIHM
000°0¥€°2$ 000°0¥€'2$ 000°0¥€'2$ 1S0J V101
sales ybnoiy) padnosal aq 0} pawNsse s}so0) sales niy) dnodau ‘yess Aq sales pue juswdojensp asipueyossiy (p)
$90IN0SAJ JBYJO 0} payjul| ‘B)Sqom JYHNM 000°001$ 2oueMO|e 1 aoueuajUIEW g Juswdojansp ausgap (9)
sdnoub unoy pue siauped Jofew yym uoieuIpioo) 000°052$ aoueMmo|e 1 sabeyoed unoj jo uonowoid pue juswdojaasp Jusyuo) (q)
saAieniul weiboud |eroads ‘uoneulplood ‘sainysolg asuadxa paywi| ‘yeis Aq anD Buieaypn pue sjels yym uoneuiplood (e)
000°05€$ yoddng BunayJe g wsunoy g
saAleniul aAioe-oid Jauped pue QYHNM 000°052$ aoueMo|e 1 sanunpoddo % suonuansaiul deb, anbiun Joy uonesoje [eads (q)
WYHNM ssoJoe a|qibije ‘weiboud juelb aapnadwo) 000°00%$ l *0}0 ‘salpn}s [eoads ‘syueld Buiyoyew Joy uonedo|y (e)
000°059$ sweiBoid yoeasnQ pajejdy pue [euoneonpy |
000°000°}L $ VIV JOV.LRIIH FAILNT
"0} ‘sjuane ‘sweibouid |ejoads 000°0S52$ 90UBMO|[E ) sapunpoddo % suonuaniaiul  deb, anbiun ioy uonesoje [enads (q)
spJepuejs pue sjgpow Buidojansp ul isissy 000°0¥€$ l *0}0 ‘salpn}s [eoads ‘syueld Buiyoyew Joy uonedo|y (e)
000°065$ aouejsissy uoyejaidiaul
sapunpoddo ooy pe Joy aouejsisse jabie | 000°052$ aoueMO|e 1 sanunpoddo % suonuansaiul deb, anbiun Joy uonesoje [eads (q)
sjoafoud Jejdwaxa ‘spoye uonessuowsp uo siseydwy 000°005$ 9ouUEMO||e l *0J9 ‘salpnjs |eloads ‘syuesd Buiyorepy (e)
000°0S.$ Qoue)sISSy uoljeAlasald |
000°0VE’L $ SVYIIV 32UNOSTY FOVIRIFH 60D
sajoN juawa|g Aq Kiobaje Aq way| aul Aq
Kiojeuejdx3 |ejoians |ejoiang |ejoigng sjpun JaqunN

sealy juawabeue J9Y}Q ‘@jew}s3 3so) g a|qeL
NV1d LNJWIOVNVIN VIHV IDOVLIMIH TVNOILVYN ONITIIHM

90



6.4. Community Economic Benefits of the Plan

Community economic benefits refer to the contributions of WNHAC and WNHAC-related
activities to the City of Wheeling, Ohio County, and State of West Virginia. An important
source of economic benefit is development and programming recommended for the enhancement
and expansion of Heritage Port and surrounding waterfront area.

Heritage Port

Continued development of Heritage Port and redevelopment of Water Street and the 14" Street
Heritage Port Gateway as recommended in the plan will also generate significant economic
benefits. This waterfront-focused activity complements other development activities at Wheeling
Island Racetrack and Gaming Center and elsewhere.

Economics Research Associates (ERA) has estimated that development of Heritage Port will
attract an estimated 400,000 annual visitors to special events when a stabilized level of operations
is achieved. In addition, development of interpretive features of Heritage Port combined with the
enhancements of other heritage attractions the downtown, is expected to increase the number of
heritage visitors to some 320,000 annually.

On an annual basis, Heritage Port event visitors will generate some $6.0 million in visitor
expenditures, and some $6.4 million in expenditures by heritage visitors. The combined impact
of Heritage Port event visitation and increased heritage visitation will generate some $124,000 in
City and county taxes and $1.0 million in additional State taxes. The economic activities
associated with Heritage Port and increased heritage visitation will support some 176 jobs. Refer

to Table 10.

Table 10: Annual Community Impacts, Heritage Port and Waterfront

Table 10: Annual Community Impacts, Heritage Port
Wheeling National Heritage Area Management Plan Update

Heritage Port Heritage
Events Visitors
NUMBERS 400,000 320,000
EXPENDITURES
Avg. per capita $ 15 $ 20
Total, gross $ 6,000,000 $ 6,400,000
TAXES
City and County $ 60,000 $ 64,000
State $ 480,000 $ 512,000
JOBS 85 91

Source: Economics Research Associates

Notes:
1. Expenditures; based on industry standards for visitor type

2. Taxes; based on tax-to-expenditure ratio developed in support of outlet center project
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6.5. WNHAC Revenue Opportunities

This section of the report addresses the revenue generation potential of the WNHAC priority
investments recommended in the plan, as well as revenue potential from investments in the
Artisan Center and in the Wheeling Stamping Building. For ease of presentation, all tables shown
in this section show annual estimates for the initial five years and estimates for the next two five
year intervals (2013 and 2018). These tables are based upon detailed annual estimates that have
been summarized in cumulative form in Appendix C of this document.

The Artisan Center

It has been noted previously that the Artisan Center project has produced mixed results compared
to original expectations. Physically, the building has been designed at a high level of quality;
however, the configuration and current tenanting have not resulted in a positive income stream

for WNHAC.

In this plan, it is strongly recommended that the configuration and tenanting of the Artisan
Center be changed to achieve a more positive result. ERA’s economic analysis demonstrates that a
different space allocation for the building has the potential to achieve much higher levels of
income generation.

For the purposes of this analysis, the reuse program for the Artisan Center assumes roughly
19,500 square feet of the building used for retail and office space. In this configuration, the
Artisan Center could be expected to produce some $162,300 in operating income for WNHAC
in 2007, its first year operation in its new configuration. Annual operating income would
stabilize at a level of $171,900 in 2008, and remain at that level on an ongoing basis. ~Refer to
Table 11.
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Table 11: Annual Operating Income Statement, Artisan Center

2004 2005 2006 2007 2008 2013 2018
SQUARE FOOTAGE BY USE TYPE
Restaurant 0 0 0 7,500 7,500 7,500 7,500
Office 0 0 0 12,000 12,000 12,000 12,000
Total Space Used (Note 1) 0 0 0 19,500 19,500 19,500 19,500
NET LEASE RATES PER SQUARE FOOT BY USE TYPE
Restaurant/Entertainment $12.00 $12.00 $12.00 $12.00 $12.00 $12.00 $12.00
Office $8.00 $8.00 $8.00 $8.00 $8.00 $8.00 $8.00
NET OPERATING INCOME
From Leasing of Space--Assumes ramp up to 10% Vacancy
Restaurant/Entertainment $ - $ $ $85,500 $85,500 $85,500 $85,500
Office $ - $ $ $76,800 $86,400 $86,400 $86,400
Subtotal $ - $ $ $162,300 $171,900 $171,900 $171,900
TOTAL WNHAC INCOME $ - $ $ $162,300 $171,900 $171,900 $171,900

Note 1: Cost of Building Retrofit assumed = $625,000

Source: Economics Research Associates

Note to Table 11: Revenues and expenses from the existing Artisan Center operations are not presented
in this table. On an operating basis, the facility loses money and requires financial support from
WNHAC.

Heritage Port

Heritage Port has been one of WNHAC’s most visible success stories. It serves as an activity
venue for a variety of events and reportedly draws some 200,000 to 250,000 attendees annually to
its programmed activities. Additionally, Heritage Port generates a substantial level of recreational
use by people who come to enjoy the beauty of the park and its riverside location.

The Plan recommends a continuing emphasis on the development and programming of Heritage
Port. This includes potential changes to interpretive aspects of Heritage Port, improvements to
the facilities that support the events, and continuing improvements to the area around Heritage
Port to strengthen its destination draw.

The analysis of revenue potential based on proposed improvements incorporates management and
revenue strategies that are found in other waterfront event venues around the country as well as
practices from other mass attendance activities. ERA’s survey of other festival venues showed that
for the most part, these areas/facilities did not operate with an emphasis on revenue production.
For the majority, the overall objective was to bring people to a “downtown” setting, with the
benefits realized indirectly through visitor expenditures at local businesses. For those event venues
that did work to capture revenue, the principal revenue mechanisms included docking fees for
transient boats, rental fees from miscellaneous concessions, and in some cases, income from
marina facilities. Examples of cities with actively programmed waterfront parks include: Racine,
Wisconsin; Augusta and Columbus, Georgia; and Baltimore, Maryland.

In this analysis shown in Table 12, ERA has identified four potential sources of revenue for
WHNAC that might be captured through Heritage Port operations. These are event user fees,
concessions, docking fees and miscellaneous rentals, and sponsorship income, as further described
below:

e  Event user fees could be charged to enable WNHAC to share in income generation from
commercial events without acting as a barrier to smaller community events.

e Concession income could be set as a percentage of sales or on a flat fee basis. Concession
income would be based on a percentage of event sales for food, beverage and other items.
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e Docking fees and miscellaneous rental refer to fees charged to transient boats and larger
riverboats, as well as concession rentals not tied to events.

e Sponsorship income would be developed based on annual or seasonal support for key aspects
of Heritage Port operations, rather than on the basis of individual events. For example, a local
company could sponsor the stage, or a certain brand of soft drink could be the official
beverage of Heritage Port. Again, the emphasis is not in competing with individual events,
but rather to realize the value inherent in bringing a large number of people to one place.
Sponsorship revenue is an important source of income for many commercial attractions and
public assembly venues. Many public waterfront event areas also raise money through
sponsorships. Examples can be found in Augusta, Georgia, and Harrisburg, Pennsylvania.

Based on various assumptions regarding levels of activity and use, it is estimated that the revenue
potential for WNHAC at Heritage Port would grow from $87,500 in 2005, the first year of
enhanced Heritage Port operations to a stabilized level of $167,500 by 2008. Slight growth in the
number of events and WNHAC income would continue beyond this point. Of these various
sources of revenue, sponsorship should generate approximately 50 percent of the total, which
recognizes the value of exposure to the large number of visitors who will come to Heritage Port on
an annual basis. The second largest item is concessions income. It contributes another one-third
of the income potential, again reflecting the large number of visitors to Heritage Port events.

Table 12: Annual Operating Income Statement, Heritage Port

2004 2005 2006 2007 2008 2013 2018

EVENT FEES

Number of Events per Year 0 10 12 15 15 20 20
Net Fees per Event $ - $0 $500 $500 $1,000 $1,500 $1,500
Total Event Fees $ - $0 $6,000 $7,500 $15,000 $30,000 $30,000
CONCESSIONS

Total Annual Attendance 0 250,000 300,000 350,000 350,000 400,000 400,000
Sales per Attendee $ - $3.00 $3.00 $3.00 $3.00 $3.00 $3.00
Total Annual Sales $ - $750,000 $900,000 $1,050,000 $1,050,000 $1,200,000 $1,200,000
Concession Fees @ 5% $ - $37,500 $45,000 $52,500 $52,500 $60,000 $60,000
Docking Fees and Rentals $ - $0 $0 $0 $0 $0 $0
SPONSORSHIP INCOME $ - $50,000 $75,000 $100,000 $100,000 $100,000 $100,000
TOTAL WNHAC INCOME $ - $87,500 $126,000 $160,000 $167,500 $190,000 $190,000

Source: Economics Research Associates
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Water Street Revitalization/14" Street Heritage Port Gateway

WNHACs attention to and participation in the redevelopment of Water Street, adjacent to
Heritage Port, is a third and also significant source of potential income for the corporation. The
implementation model for Water Street would be similar in that employed in the redevelopment
of the Wheeling Stamping Building, where WNHAC partnered with others to fund
redevelopment, and will share in income generated by the project. In the case of the Water Street
properties, WNHAC is providing the source of funds for substantial improvement of Water
Street and has improved the adjacent Heritage Port setting that adds significant value to these
properties. For this analysis, shown in Table 13, it is assumed that the build-out potential of the
Water Street area is limited to some 12,000 square feet. The economic model assumes that this
space would be developed for residential use to take advantage of the new sense of place created by
Heritage Port, as well as latent market demand.

Based on assumptions regarding income potential from each use and development timing, the
Water Street redevelopment would generate a net operating income of $68,400 in 2007, and
remaining at that level until additional space was developed. Assuming WNHAC is a 33 percent
partner, WNHACs share of operating profits would be $22,600 starting in 2007.

Table 13: Annual Operating Income Statement, Water Street Buildings

2004 2005 2006 2007 2008 2013 2018

SQOUARE FOOTAGE TO BE REDEVELOPED
Acquisitions by Year
Retail/Entertainment 0 0 0 0 0 0 0
Residential 0 0 12,000 0
Office 0 0 0 0 0 0 0
Total 0 0 12,000 0 0 1} 0
Space in Operation by Year 0 0
Retail/Entertainment 0 0 0 0 0 0 0
Residential 0 0 12,000 12,000 12,000 12,000
Office i} i} i} 0 i} i} i}
Total i} i} 0 12,000 12,000 12,000 12,000
NET LEASE RATES PER SQUARE FOOT BY USE TYPE 0 0
Residential $6.00 §6.00 $6.00 $6.00 $6.00 §6.00 $6.00
NET OPERATING INCOME--Assumes 5% Vacancy
Residential $65,400 $65 400 $65,400 $65 400
Subtotal $68,400 $68,400 $68,400 $68,400
TOTAL NET INCOME $68,400 $68,400 $68,400 $68,400
WHNHAC SHARE

Percent 33% 33% 33% 33% 33% 33% 33%

Amount - - - $22.572 $22 572 $22.572 §22 572
REDEVELOPMENT COSTS
Costs per Sq. Ft.
Residential $75.00 $75.00 $75.00 $75.00 %
Total Costs
Residential $900,000 % 0§
Total Acy./Dev. Costs $900,000 § $0 §
WHNHAC SHARE
Percent 3% 33% 33% 33% 3% 33% 3%
Amount - $297,000 § - 0 %

Sowrce: Economics Research Associates
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Wheeling Stamping Building

The Wheeling Stamping project has been a critical success for WHNAC and serves as a model for
a partnership strategy for public-private rehabilitation and preservation. The Wheeling Stamping
Building is successfully operating and, upon repayment of outstanding loans, promises to return
income to its various development partners. Based on a 22 percent investment, WHNAC stands
to receive some $129,000 for a partial year in 2013, and $194,000 in annual income in 2014 and

years thereafter as shown in Table 14.

Table 14: Annual Operating Income Statement, Wheeling Stamping Building

2004 2005 2006 2007 2008 2013 2018

Rental Income from Orrick

to Partners $ - $ - $ - $ - $ - $587,000 $880,000
Distribution of Income

City of Wheeling @ 20% $ $ - $ $ $ $117,400 $176,000

OVIBDC @ 58% $ $ - $ $ $ $340,460 $510,400

WNHAC @ 22% $ $ - $ $ $ $129,140 $193,600
TOTAL WNHAC INCOME $ $ - $ $ $ $129,140 $193,600

Source: Economics Research Associates

Revenue Summary

The combination of income from all sources described above -- the Artisan Center, Heritage Port,
Water Street Development/14™ Street Heritage Port Gateway, and future income from Wheeling
Stamping -- has the potential to contribute significantly to WNHAC’s ongoing operations, as
shown in Table 15. In 2005, income is estimated to be $87,500. Annual income grows modestly
in 2006 and then jumps to $344,900 as income from the Artisan Center and Water Street/14”"
Street Heritage Port Gateway come online. Again, modest growth follows until 2013 when
income from the Wheeling Stamping Building kicks in to generate approximately $513,600. By
2018, annual income to WNHAC is estimated to be nearly $600,000. Obviously, the timing of
individual initiatives in the mix can alter the schedule of receipts in a positive or negative manner,
modifying the total, but the overall conclusion remains the same. Through these four areas,
WNHAC has substantial potential for income generation.
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Table 15: Annual WNHAC Income from all Operations

2,004 2005 2006 2007 2008 2013 2018
Net Annual Revenue From:
Gee Building $ - $ - $ - $162,300 $171,900 $171,900 $171,900
Wheeling Stamping Bldg. $ - $ - $ - $ - $ - $ 129,140 $ 193,600
Heritage Port Operations $87,500 $126,000 $160,000 $167,500 $190,000 $190,000
Water Street Properties $ - $ - $ - $22,572 $22,572 $22,572 $22,572
TOTAL WNHAC INCOME $ - $87,500 $126,000 $344,872 $361,972 $513,612 $578,072

Source: Economics Research Associates

6.6. WNHAC Required Revenue to Meet Costs

In order for WNHAC to be financially sustainable, costs must be offset by revenue. For the
purposes of this Plan, costs have been treated as total amounts that must be defrayed by aggregate
revenues, even though it would be likely that various WNHAC partners would be responsible for
significant contributions. The total WNHAC income from operations has been summarized for
key years in Table 15 and is defined on an annual basis in Appendix C. The key elements of this
delicate balance are shown in Table 16 and include:

1. Costs. All costs have been estimated in Section 6.2, above. These costs have been allocated
across a fifteen-year period; detailed year-by-year allocations are provided in the tables in
Appendix C. The general strategic approach to phasing of costs is reviewed in Section 6.7.

2. EFEarned Income. The sources of earned income revenue for WNHAC have been described in
Section 6.5. Although substantial in later years, earned income in the early years would not
be adequate to defray all costs and would need to be supplemented by other sources of funds.

3. Heritage Funds and required 25% match. A major source of revenue will include federal
Heritage Area funds, capped at a total of $10,000,000 as of the enactment of the Wheeling
National Heritage Area Act of 2000. These funds would be supplemented by the required
local match of 25% of federal Heritage Area funds, as defined by the Act. The projections
assume that WNHAC can realize close to the maximum allowable $1,000,000 per year
allocation in order to expedite implementation of this plan and, consequently, that WNHAC
would draw down its total of $10,000,000 prior to the defined “sunset” date in the Act.

4. Miscellaneous grants and philanthropic contributions. WNHAC should have a fund-raising
capacity and, as recommended above, a development position for the organization should be
created. Typically, such a position should be able to raise some multiple of his or her costs,
to gradually increase with organizational and personal effectiveness over time.

Even with the combination of these sources of revenue, the year-by-year analysis shows some
funding shortfalls, particularly in early years when the levels of earned income are lower because
projects have not been completed. Accordingly, a revenue item for “new project-specific grants”
has been added in years where a gap would otherwise occur. This line item represents a target in
order to maintain the pace of implementation and will require significant energy and
commitment on the part of WNHAC to realize. The total of such “new” grants is $2,500,000, a
relatively modest amount in comparison to the total aggregate combined implementation and
operating costs over a fifteen-year period of $20,171250.
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The cost allocations should be seen as a first estimate that must be regularly updated to
accommodate changing circumstances. WINHAC may have to adjust, from time to time, specific
timing of capital projects, particularly those that do not result in a revenue return or require
substantial regular operating expenditures, as well as the pace, amount, and timing of its grant
programs.

Review of Table 16 as well as the detailed year-by-year estimates in Appendix C reveals that at the
end of the fifteen year period that WNHAC projected revenue is nearly $832,000 per year,
whereas the total operating costs of the WNHAC organization are projected to be $590,750,

representing a sustainable surplus that could be reinvested in Heritage Area resources and

programs.

Table 16: Comparison of WNHAC Costs and Revenues

1 2 3 4 5 1-5 6-10 11-15
2004 2005 2006 2007 2008 2004 to 2009 to 2014 to
2008 2013 2018
WNHAC SUMMARY COSTS, ANNUAL AND TOTAL
Subtotal - Capital Costs in Primary Heritage Visitor Areas $76,000 $1,559,354 $1,965,104 $2,059,854 $2,735,688 $8,396,000 $1,486,750 $0
Subtotal - Grants in Core Heritage Resource Areas $0  $134,000 $134,000 $134,000 $134,000 $536,000 $670,000 $134,000
Subtotal - Grants for Entire Heritage Resource Area $0 $95,000 $72,000 $122,000 $122,000 $411,000 $510,000 $79,000
Subtotal - WNHAC staff, management, admin, OH $195,000 $451,750 $451,750 $451,750  $490,750 $2,041,000 $2,953,750 $2,953,750
SUBTOTAL - ALL WNHAC COSTS $271,000 $2,240,104 $2,622,854 $2,767,604 $3,482,438  $11,384,000 $5,620,500 $3,166,750
WNHAC SUMMARY REVENUES, ANNUAL AND TOTAL
WNHAC revenue from operations $87,500 $126,000 $344,872 $361,972 $920,344 $2,013,500 $2,825,900
NPS - prior year carryover $2,500,000 $0 $0 $0 $0 $2,500,000 $0 $0
NPS - anticipated grant revenue $200,000 $1,000,000 $1,000,000 $1,000,000 $1,000,000 $4,200,000 $4,000,000 $0
Miscellaneous grants and philanthropic contributions $0 $0  $169,000 $169,000  $169,000 $507,000 $1,267,500 $1,267,500
New project-specific grants $0 $0 $0  $650,000 $1,600,000 $2,250,000 $250,000 $0
Minimum required local match - 25% of Heritage Funds $50,000 $250,000 $250,000 $250,000  $250,000 $1,050,000 $1,000,000 $0
SUBTOTAL - ALL WNHAC REVENUES $2,750,000 $1,337,500 $1,545,000 $2.413,872 $3,380,972  $11,427,344 $8,531,000 $4,157,860
WNHAC SUMMARY CASH FLOW, BY YEAR AND CUMULATIVE
ANNUAL SURPLUS (DEFICIT) $2,479,000 -$902,604 -$1,077,854 -$353,732 -$101,466 NA NA NA
CUMULATIVE PERIOD SURPLUS (DEFICIT) $2,479,000 $1,576,396  $498,542  $144,810 $43,344 $43,344 $2,910,500 $991,110

Source: ICON a , inc. and E ics Research A

6.7. Phasing

6.7.1. Strategy

The implementation of the WNHA Preferred Alternative will be divided into a series of phases
that are consistent with the philosophy and approach of the Preferred Alternative, the
implementation program elements, and the resource management zones. A summary of the
intent of each phase is provided below:

e Phase 1 (years 1 — 3) — Consolidate Identity and Enhance Heritage Port appearance and
operations — the intent of this phase is to enhance the key heritage infrastructure and to
reinforce the WINHA identity for local residents, for visitors at key venues, and within the
state of West Virginia to support expanded tourism marketing. It is strongly recognized, as
noted earlier in this report, that WNHAC has a substantial record of accomplishment in
Wheeling. During this phase major activities will focus on strengthening the WNHA
identity in order to build support and visibility and to put in place the cooperative
relationships, especially surrounding the Heritage Port that can capitalize on WNHAC
progress and lead to long-term sustainability for the organization. A primary effort in this
regard will involve initial development of the Heritage Port Gateway project. Further,
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ongoing assistance for preservation and local interpretation will be continued, not only within
the Primary Heritage Visitor Areas, but also in the surrounding Core Heritage Resource Areas
of the community. Concurrent with these efforts, WNHAC will build its staff capability to

expand its partnerships and sources of income.

e Phase 2 (years 4 — 7) — Develop Asset and Operations Values for WNHAC — during this
phase, WNHAC will aggressively assist in developing the framework of the Preferred
Alternative, using the heritage identity initiatives of Phase 1 to increase WNHAC visibility.
WNHAC can focus on supporting major investments along Water Street and significant
enhancements of the Heritage Port to increase water edge and river use. Additionally,
WNHAC should finalize arrangements for a permanent visitor center enabling repositioning
of the Artisan Center for greater income potential. Heritage Port operations, collateral
development, and attraction of new activities will provide the infrastructure to generate future
income for WNHAC to achieve its broader goals. During this period, WNHAC will
continue to provide financial and technical assistance within designated resource areas for

preservation, interpretation, and education programs that take advantage of the resources
within WNHA.

e Phase 3 (years 8 +) — Expand Activities for Broader Community Benefit and WNHAC
Sustainability — during this phase, subject to appropriations, it is expected that the Federal
funds will be drawn down that were authorized by the Wheeling National Heritage Area Act
of 2000, while major development and preservation initiative put in motion by WNHAC
and its partners should yield substantial results. WNHAC, through income from the Artisan
Center, Water Street development, and Wheeling Stamping Building, potentially
supplemented by other sources, will evolve into a sustainable organization that can lead efforts
for sustainable community development that uses and respects the important resources within
WNHA. WNHAC will continue, in the long range, to provide ongoing coordination and
assistance for programs in support of its mission goals, benefiting from its earned income
strategy.

At this point, and periodically throughout the implementation process, it will be appropriate to,
once again, re-assess progress on this plan to adapt to the changed circumstances for both

WNHAC and WNHA.

6.7.2. Detailed Agenda

Figure 19 indicates the phasing of each implementation program element, corresponding to the
description of those elements presented in Chapter 5 for which costs have been presented in
Section 6.2, above. Appendix C presents the distribution of these itemized costs over the fifteen-
year estimate period.
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Figure: 19: Phasing Strategy, by Implementation Program Element
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task emphasis continuing coordination

Year 1-3
Consolidate Identity and
Enhance Heritage Port

Years 4-7:
Develop Asset and Operations
Values for WNHAC

Year 8 -15
Expand Activities for
Community Benefit

1]12]3

415[/6[7

8 [ 9[10[11[12]13]14]15

l.  PRIMARY HERITAGE VISITOR AREAS
A. ENVIRONMENTAL COMMUNICATION & IDENTITY

1 Overall identity standards
(a) Initial standards

(b) Support materials
2 Identity markers and signs
(a) Interstate marker signs
(b) District gateway signs
(c) Identity markers at key venues
3 Wayfinding signs
(a) Interstate directional to visitor information
(b) Route trailblazers
(c) Walking tour markers
4 Interpretive wayside exhibits
(a) Standard waysides
(b) Waysides for special conditions
5 Area-wide map
(a) WNHA Uni-grid Maps (NPS standard)

6 Environmental Sculpture
B. HERITAGE PORT & THE RIVER SETTING
1 Interpretive improvements

(a) Site model / landscape installation
(b) Interpretive waysides

(c) Walking tour brochures
2 Visitor Services
(a) Restrooms

3 Expansion of performance and activity capability
(a) Demountable stage and/or backdrop
(b) Concert seating and access control modifications

(c) Sound & light installation

4 New river-related attractions
4.1 Water Shuttle
(a) Landing docks

(b) Shuttle craft - technical assistance; craft purchased by others

4.2 Expanded waterfront usage
(a) Cruise / dinner boat - technical assistance; done by others

(b) Marina expansion & support services
5 Supportive development & preservation

5.1 14th Street Heritage Port Gateway
(a) Streetscape and public environment improvements

(b) Building improvements
(i) Main Street Buildings for V.C. and joint use
(i) Replacement visitor center

(1) Interior fit-out and rehabilitation - WNHAC offices, retail, exhibit space

(2) Exhibit relocation and design
(c) Gee Building Retrofit and repositioning
5.2 Related development and preservation initiatives
(a) East Bank - targeted development and preservation initiatives
(b) West Bank - Expo Building reuse - study grant

l
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Figure: 19: Phasing Strategy, by Implementation Program Element
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task emphasis continuing coordination

Year 1-3:
Consolidate Identity and
Enhance Heritage Port

Years 4-7:
Develop Asset and Operations
Values for WNHAC

Year 8 -15
Expand Activities for
Community Benefit

-
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CORE HERITAGE RESOURCE AREAS

Preservation Assistance
(a) Annual allocation for matching grants, special studies, etc.

(b) Special allocation for unique "gap" interventions & opportunities
Interpretation Assistance

(a) Annual allocation for matching grants, special studies, etc.

(b) Special allocation for unique "gap" interventions & opportunities

ENTIRE HERITAGE AREA
Educational and Related Outreach Programs
(a) Annual allocation for matching grants, special studies, etc.

(b) Special allocation for unique "gap" interventions & opportunities
Tourism & Marketing Support

(a) Coordination with State and Wheeling CVB

(b) Content development and promotion of tour packages
(c) Website development & maintenance

(d) Merchandise development and sales

WNHA OPERATING COSTS (10 yr period)
WNHAC Staff Support

(a) Administration, Operations, and Executive Director
(b) Development

(c) Program Coordination

(d) Heritage Port Operations & Coordination

(e) Sound & Light Operations & Coordination
Other Operations Costs
(a) Miscellaneous Office Expense (over 10 yr period)

(b) Heritage Port Operations support
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6.8. Strategic Partnerships to Fund the Plan

The estimated total aggregate cost of the Preferred Alternative — combining capital items, grants,
and operating costs -- of $20 million presented in preceding sections, indicates that the estimates
of program expenses and costs exceed the total of the maximum $10 million of federal
appropriations. Despite the beneficial effects of significant earned income potential, WNHAC
will have to partner with public and private entities to seek additional funding for its programs
and operations. The exact mix and nature of such funds is difficult to estimate at this time and
will be subject to the evolving partnerships that come out of the Management Plan.

Figure 20 indicates the general funding strategy that will be applied during the implementation
phases of the Plan. This Figure indicates the probable WNHAC strategy for use of its anticipated
Federal funds, as well as the potential project partners from whom supplemental funds will be
sought.

The strategy for use of Federal funds is indicated in an order of magnitude for each program
element in the following manner:

e An order of magnitude of the proportion of the total program element cost that will be met
with Federal heritage funds is estimated. This amount is not expressed in absolute terms, but

is, rather, expressed as a percentage of the total for each element, in four ranges (0-10%, 10-
25%, 25-50%, and over 50%).

e The basis for the above estimate is largely a function of the role that WNHAC is likely to play
for each element, as well as a judgment of the likelihood of or need for supplemental support.

A few examples of these judgments are as follows.

(a) Many of the identity elements that occur on federally designated roadways will be eligible for
significant support from federal transportation funds, either through normal signage programs or
as part of enhancement programs.

(b) The significant expenditures for civic use of the waterfront (performance enhancements or the
sound and light program) as well as the landscape installation on the waterfront represent “arts”
programs that will be difficult to finance from normal agencies but can be supported by
foundations and other philanthropic sources.

(c) The Water Street development/14” Street Heritage Port Gateway will have been done in
cooperation with the City and OVIBDC and will represent an investment for WNHAC,

requiring financing support from outside sources as well as from anticipated WNHAC income.

(d) Many ongoing costs associated with WNHAC continued operations will need to be financially
supported from WNHAC future revenue flows when the organization has reached sustainability.
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6.8.1. Priority Partners

Of course, major funding to support the activities of WNHAC and the recommendations of this
Plan will be coming from the National Park Service, the longest-term partner and supporter of
WNHAC. This Plan assumes that Congressional funding, to the maximum allowed by the
applicable law, will be continued. WNHAC, through its grants activities, has working in
collaboration with many public and private entities in Wheeling, including: Wheeling CVB,
Friends of Wheeling, the Centre Market Commission, Wheeling Symphony, Sisters of St. Joseph,
Oglebay Institute, the City of Wheeling, the Ohio County Public Library, the Victorian
Wheeling Landmarks Foundation, and many others. These relationships should be continued
and encouraged. Based on the emphasis of the Plan and its funding strategy, the types of priority
partners that should be cultivated by WNHAC include the following:

OVIDBC and the City of Wheeling — The City of Wheeling who will play the major role in
site assembly and coordination of infrastructure. WNHAC may become engaged in
supporting selected preservation and should seek out opportunities to continue the successful

collaboration it has had with OVIDBC, such as at the Wheeling Stamping Building.

Corporate, business, and private real estate interests ~WNHAC has the opportunity to
become involved, at a more limited level, with preservation assistance that may be pivotal to
retaining key buildings and attracting new jobs within the Core Resource Areas in downtown,
as well as achieving its plans to enhance Heritage Port and the adjacent area. In the proposed
14" Street Gateway area, several operating businesses could benefit from collaboration with
WNHAC. Although the scope, scale, and location of other such efforts cannot at this time be
predicted, clearly WNHAC can play a pivotal role in preservation and related rehabilitation
developments.

Foundations and philanthropic interests — Many aspects of the Heritage Port deal with the
types of venues and logistics for public performance and civic arts activities that have
historically been attractive to major regional foundations, such as Benedum, which has
supported many cultural venues in its home city of Pittsburgh, and the Vandalia Heritage
Foundation, which has supported community development and preservation activities locally
and elsewhere in the state. The inclusion of major art installations as part of the landscape
setting on Heritage Port, support facilities for performances at Heritage Port, and selected
“soft” costs related to major enhancement of civic activities should be of interest to regional
and local foundations. Additionally, with the enhancement of WNHA, other private
individuals and locally based philanthropic interests should be actively solicited to support
key activities and venues.

Major Wheeling visitor venues and institutions — the several major visitor attractions within
the WNHA — including Wheeling Island Racetrack and Gaming Center, Oglebay Park,
Oglebay Institute, and the Capitol Music Hall — should all be major participants in
implementation of the management plan, as well as smaller attractions that can augment these
major venues. All the proposals are intended to enhance not only Heritage Port and the core
of Wheeling, but also these important venues. This cooperation should extend to operational
coordination, cross- marketing, collaborative attendance and admissions programs, and
shared funding for items of mutual benefit. An existing training partnership between
Oglebay and WNHAC could be a source of expertise in fund-raising and operational
sustainability.
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Figure 20:  Funding Strategy for WNHA Preferred Alternative
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I.  PRIMARY HERITAGE VISITOR AREAS
A. ENVIRONMENTAL COMMUNICATION & IDENTITY
1 Overall identity standards
(a) Initial standards $56,000 4
(b) Support materials $20,000 4
2 Identity markers and signs
(a) Interstate marker signs $39,000 2
(b) District gateway signs $260,000 3
(c) Identity markers at key venues $65,000 3
3 Wayfinding signs
(a) Interstate directional to visitor information $78,000 2
(b) Route trailblazers $39,000 3
(c) Walking tour markers $24,375 3 -
4 Interpretive wayside exhibits
(a) Standard waysides $183,750 3
(b) Waysides for special conditions $90,000 4
5 Area-wide map
(a) WNHA Uni-grid Maps (NPS standard) $87,500 4
6 Environmental Sculptures $187,500 4
B. HERITAGE PORT & THE RIVER SETTING
1 Interpretive improvements
(a) Site model / landscape installation $3,150,000 1 -
(b) Interpretive waysides $78,750 3
(c) Walking tour brochures $39,375 3
2 Visitor Services
(a) Restrooms $195,000 4 | | | | | | | - | |
3 Expansion of performance and activity capability
(a) Demountable stage and/or backdrop $325,000 4
(b) Concert seating and access control modifications $250,000 4
(c) Sound & light installation $1,000,000 2 -
4 New river-related attractions
4.1 Water Shuttle
(a) Landing docks $260,000 3
(b) Shuttle craft - technical assistance; craft purchased by others $50,000 3
4.2 Expanded waterfront usage
(a) Cruise / dinner boat - technical assistance; done by others $50,000 3
(b) Marina expansion & support services $200,000 3
5 Supportive development & preservation
5.1 14th Street Heritage Port Gateway
(a) Streetscape and public environment improvements $600,000 4 - | | - | -
(b) Building improvements
(i) Main Street Buildings for V.C. and joint use $297,000 4 - | | - | -
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Figure 20:  Funding Strategy for WNHA Preferred Alternative
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(ii) Replacement visitor center
(1) Interior fit-out and rehabilitation - WNHAC, retail, exhibit $520,000 4
(2) Exhibit relocation and design $562,500 4
(c) Gee Building Retrofit and repositioning $625,000 4 -
5.2 Related development and preservation initiatives
(a) East Bank - targeted development and preservation initiatives $500,000 4
(b) West Bank - Expo Building reuse - study grant $50,000 4
Il. CORE HERITAGE RESOURCE AREAS
1 Preservation Assistance
(a) Annual allocation for matching grants, special studies, etc. $500,000 4
(b) Special allocation for unique "gap" interventions & opportunities $750,000 4
2 Interpretation Assistance
(a) Annual allocation for matching grants, special studies, etc. $500,000 4
(b) Special allocation for unique "gap" interventions & opportunities $500,000 4
lll. ENTIRE HERITAGE AREA
1 Educational and Related Outreach Programs
(a) Annual allocation for matching grants, special studies, etc. $500,000 4
(b) Special allocation for unique "gap" interventions & opportunities $250,000 4
2 Tourism & Marketing Support
(a) Coordination with State and Wheeling CVB 1
(b) Content development and promotion of tour packages $250,000 3
(c) Website development & maintenance $100,000 3
(d) Merchandise development and sales 1 -
IV. WNHA OPERATING COSTS (10 yr period)
1 WNHAC Staff Support
(a) Administration, Operations, and Executive Director $1,300,000 4
(b) Development $845,000 4
(c) Program Coordination $260,000 4
(d) Heritage Port Operations & Coordination $520,000 4
(e) Sound & Light Operations & Coordination $1,500,000 4
2 Other Operations Costs
(a) Miscellaneous Office Expense (over 10 yr period) $1,462,500 4
(b) Heritage Port Operations support $2,500,000 4
V. TOTAL $21,620,250 S IR I I I I I I I
Federal Heritage funds as % of each line item 1 = 0to10%
2 = 10to 25%
3 = 25t050%
4 = >50%

Role of project & program partners in providing matching funds major role
support role

amount to be

* determined
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Funding sources that can support development and use of the Ohio River — Opportunities
for intensive coordination include the U.S Department of Housing and Urban Development,
which has provided significant assistance to many comparable waterfront developments, the
Army Corps of Engineers, which has permit authority for installation of docks, marinas, and
water edge modifications, and private boating interests that should bear the major
responsibility for new excursion craft and their profit-making operations.

State agencies — West Virginia agencies have been an important source of funding and
activity support to WINHAC and may continue to serve these roles. WVDOT will be an
important source of study and implementation funds, potentially supporting interstate and
major route signing, actions along the National Road (designated an All-American Road),
and special support for alternative forms of transportation. The WV Division of Culture and
History operates the visitor facilities and exhibits at Independence Hall, a landmark building
that portrays a key aspect of the WNHA story. The WV Division of Culture and History
also includes the State Historic Preservation Office, a source of potential study and
implementation support for limited preservation activities. The WV Division of Tourism
also has an important role to play, through coordination of its tourism development
initiatives with those of WNHAC and through its Direct Advertising Materials Grant
Program.

Local preservation interests — Major preservation interests have been active in the Wheeling
community and should continue to coordinate with WINHAC as it implements its plan and
provides support for preservation activities. These include the National Road Alliance of
West Virginia (which will be seeking funding for its Corridor Management Plan), the Friends
of Wheeling and the Wheeling Area Historical Society (an advocate organization for
community preservation), the Victorian Wheeling Landmarks Foundation (which has been
instrumental in preserving houses in North Wheeling and opening some of these structures to
the public), and the Victorian Wheeling Society (which participates in downtown
beautification efforts, heritage education in the schools, and authored the “Visit Historic

Wheeling” book).

Neighborhood and advocate organizations — Although WNHACs focus of activity will be
the Heritage Port and the core areas that surround it, the historic neighborhoods of Wheeling
each have a part of the story to tell and are important community resources. WNHAC
should engage representatives of these areas, including the Centre Market Commission in
Center Wheeling, in its programs and activities, encouraging them to take part in the
educational activities sponsored by WNHAC and to compete for potential matching grant
funds for which they may be eligible.

106



