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6.1 Introduction

given its size, physical characteristics, and location in the greater Houston 
region, the East End Lagoon Park & Preserve has the potential to be a 
model for park development.  With this potential in mind, the objectives 
established for East End Lagoon Park & Preerve include financial self  
sufficiency and sensitivity to the environment.

the aECom Economics team primary role was to identify the uses that 
would enable the Park & Preserve to achieve financial self  sufficiency.  
as part of  its work, aECom conducted a comprehensive analysis of  
recreational opportunities in the greater Houston market and undertook 
research on best practice recreational development in parks around the 
country.  aECom also worked with the client, local stakeholders, and the 
consulting team to consider the full range of  possibilities for the park.  this 
report presents the findings of  aECom’s economic research and analysis, 
as well as estimates of  financial performance based on the property’s 
recommended phases of  development.

6.2 Executive Summary

•	 overall, aECom believes the site has favorable locational 
factors that will serve to attract visitors to the East End Lagoon 
Park & Preserve.  the site has direct access and visibility from 
the Houston market, as well as strong proximity to the core of 
galveston’s attractions and visitor amenities.  However, the 
congestion and lack of parking related to summer beach volume 
is a serious concern to be addressed.

•	 the Houston metropolitan population was estimated at 6.2 million 
in 2009 and is estimated to grow to 6.9 million in 2014.  the 
Houston market is young with high household incomes, a strong 
market for planned development.  as the actual affect of 2008’s 
Hurricane Ike on the population of galveston is not yet known, 
aECom has used an estimated population level of 50,000 for 

the galveston market throughout the report, although this level is 
anticipated to increase as the island rebuilds.  

•	 In 2007, the most recent year for which visitor data is available, 
the City of galveston received over 5.4 million tourists.  although 
visitation was impacted by Hurricane Ike in 2008 and the 
economic recession of 2009, area attractions have seen signs of 
improvement to previous levels.

•	 tourists to the galveston area draw primarily from the Houston 
metropolitan area.  the proximity of the key market and the 
presence of second homes creates a very strong level of repeat 
visitation.

•	 the beach and beach-related activities are the key drivers of 
visitation to the Island.  as a result of this, visitation to the Island 
peaks during summer, especially during weekends.  However, 
attractions such as moody gardens, the Historical Foundation’s 
historical sites, and the strand (retail/dining) also experience 
strong visitation indicating potential for highly attended 
attractions in the market.  specifically, this indicates potential for 
successful educational attractions.

•	 the variety and depth of offerings ensures that each attraction 
has its own niche (recreation, history, science, etc.) and there is 
limited direct competition between offerings.  However, there is 
significant crossover between visitors to multiple attractions.

•	 the Houston area attractions market (museums, science centers, 
performing arts) is highly competitive, especially for school trips.  
there are a significant number of world-class attractions covering 
a variety of science, art, and culture topics as well as performing 
arts and commercial attractions competing for the market’s 
time and spending.  While there are a number of environmental 
education facilities in the region covering a diverse array of 
topics, they are primarily day-use oriented without overnight 
accommodations.

•	 day use environmental education facilities tend to appeal 
primarily to the local market for casual visitation.  although 

06 Economic Analysis



101

East End Lagoon Park & PrEsErvE  
master Plan, galveston, texas

some experience visits from the larger area or tourists, they 
predominantly serve those within a one hour drive time.  Limited 
school budgets are creating more competition for fewer school 
trips on limited budgets.  

•	 day use facilities generate an average of approximately one 
third of their funding from earned income with additional support 
from park system, government, foundation, and grant monies.  
surveyed facilities averaged earned revenues of approximately 
$14 per person and experienced a wide range of attendance 
levels.

•	 aECom found that multi-day (overnight) facilities serve a large 
regional market for overnight users.  although in some cases 
overnight visitors represent relatively few visitors in terms of 
numbers, they are strong financial contributors for these facilities.  
the longer length of stay encourages the opportunity to charge 
higher fees and results in greater use of amenities.  the facilities 
surveyed averaged approximately half of their budgets covered 
by earned income with average revenue generated per person 
of over $100.

•	 Building on the discussions with community members and the 
steering committee, the consultant team, with aECom’s economic 
input, prepared its market-based recommendations for the East 
End Lagoon Park & Preserve development program.  the sizing/
quantity recommendations reflect the scale of development that 
aECom believes responds to the level of market potential and 
reflects an economically viable scale of development.  

•	 stabilized day use attendance at the completion of four phases 
is estimated at 80,000 visitors.  attendance for individual phases 
is 24,000 for Phase I; 44,000 for Phase II; and 64,000 for Phase 
III.  attendance estimates reflect the type of attraction and size of 
each phase, plus market factors including size and distribution of 
available markets and the competitive environment.

•	 overnight program attendance is estimated at 4,725 participants.  
the number of overnight program participants is limited by the 
number of available overnight accommodation units.

•	 aECom estimated that revenues from operation of the 
environmental education center would increase from $321,000 
(Phase I) to $1.9 million (Phase Iv) and that the operating budget 

would increase from $491,000 to $2.4 million.  the bottom line 
financial performance is a deficit which ranges from $169,000 
(Phase I) to $511,000 (Phase Iv).  the best overall performance is 
Phase III with a deficit estimated at $163,000.  the cost recovery 
factors for the environmental education center as a stand-alone 
attraction ranges from 66 to 90 percent.  While Phase I and II 
have the lowest expenses, the scale of the development limits 
potential visitation, and therefore, associated revenues.  Phase 
III provides the scale of necessary to attract higher visitation and 
multi-day program participation, while offsetting some of the 
costs associated with operating a larger facility.

•	 ancillary income from non-program rentals of the platform tents, 
rentals of environmental education center spaces for after hours 
functions, outside retail sales at the environmental education 
center store, and other sales and rentals is estimated, by phase, 
to contribute from $134,000 in Phase I to $225,000 in Phase Iv.

•	 the addition of ancillary income to the financial bottom line of 
the environmental education center reduces the anticipated 
deficit for the East End Lagoon Park & Preserve, and increases 
the overall cost recovery factor.  When ancillary income is 
considered, the deficit is reduced to a range of $35,000 (Phase 
I) to $287,000 (Phase Iv) and a cost recovery factor ranging from 
88 to 103 percent. 

•	 given both the absolute size of the deficit and cost recovery 
factor, Phase III appears to optimize financial performance.  
the overall property is anticipated to operate at approximately 
breakeven, with a cost recovery factor of 103 percent.  this phase 
achieves the best balance between size, revenue generation 
and operating costs. 

6.3 Site and Locational Analysis

East End Lagoon is a 686 acre site located at the east end of  galveston 
Island immediately to the south of  the seawall at the mouth to galveston 
Bay.  the City of  galveston is located 50 miles southeast of  Houston, texas 
on a 32 mile long, 2 ½ mile wide barrier island, off  the upper coast on the 
gulf  of  mexico.  While the site’s proximity to the large population base of  
metropolitan Houston is a strong asset, there are a number of  site-related 
issues that are important to consider in planning for the Park’s future use.  
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overall, aECom believes the site has favorable locational factors that will 
serve to attract visitors to the East End Lagoon Park & Preserve.  the 
following is a summary of  site and locational factors that will influence the 
Park’s ability to attract future users.

Access 
the City of  galveston is accessed by a causeway that links the island to 
the mainland on the north end of  the city, a toll bridge on the Western end, 
and a ferry service at the city’s east end.  access to the East End Lagoon 
site is via seawall Boulevard, one of  galveston’s main thoroughfares.

traffic on both route 45 south (the primary access road from the Houston 
metropolitan area) and on seawall Boulevard increase substantially 
during summer months as visits to the beach areas in galveston increase, 
especially on weekends.  traffic, along with limited parking, can have a 
significant adverse effect on attraction attendance.  It will be important 
to address these issues through the master planning process in order to 
minimize their potential effect.

Visibility
visibility, both of  the site and from the site are strong.  the approach from 
seawall Boulevard is primarily surrounded by beach and low residential 
development, giving the site strong visibility as visitors approach.  
additionally, the site’s location at the end of  the Island offers strong vantage 
points of  the ocean and large freighter ships as they travel between the 
ports of  galveston, Houston, and texas City along the property’s eastern 
edge.

Complementary Attractions and Amenities
East End Lagoon offers strong proximity to complementary attractions 
and amenities for both residents and visitors.  the Park is located 
approximately three to five miles from the concentration of  galveston key 
attractions in the strand national Historic district and the city’s Central 
Business district including museums, restaurants, and retail.  the property 
is near other outdoor recreation and environmental education destinations 
including neighboring stewart Beach, moody gardens approximately 10 
miles away, and galveston Island state Park approximately 18 miles away.  
this concentration of  attractions and amenities has created a strong, well-

developed destination from which the proposed park can draw, but also 
creates significant competition.

as evidenced by the highly-attended Featherfest event, galveston Island 
has a reputation as a location for world-class birding.  there may be 
opportunities for the new facility to appeal to this market and increase the 
island’s draw for birders and other naturalists.

galveston offers over 5,300 hotel rooms in a variety of  price points 
and service levels, concentrated near the island’s beaches and tourist 
attractions.  additionally, the Island offers a variety of  second homes and 
vacation rental houses, as well as being a port for cruise passengers.

Characteristics of Adjacent Development
development adjacent to the East End Lagoon site includes public beach 
property, a growing upscale home and condominium community, and a 
parcel previously owned by the army Corps of  Engineers, which has been 
identified in the city’s comprehensive master plan as a potential location 
for residential and mixed use development.  the residents of  and visitors 
to these adjacent developments create a potential market for the Park & 
Presrve’s facilities, and possible opportunities for linkage or expansion of  
the site.  It will be important to monitor future growth in the area to ensure 
that developments do not disrupt the site’s natural beauty, visibility, and 
access.  

another issue to consider will be the Park & Preserve’s relationship to 
neighboring apfel Park Beach, which currently has a reputation as a party 
destination.  the compatibility of  the Park & Preserve’s intended purpose to 
observe the natural environment with apfel’s more lively nature, especially 
during peak times will be a challenge which should be addressed.
 

Climate Analysis
as seen in the following table 6.1 and figure 6.2, galveston is a moderate 
climate with annual mean temperatures ranging from a low of  almost 56 
degrees in January to a high of  around 84 degrees in July and august.  
the average annual temperature is a comfortable mean of  approximately 
71 degrees with an average high of  77 degrees and a low of  66 degrees.  
although the fact that the area experiences temperatures with average 
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highs close to 90 degrees throughout summer and average lows in the 
around 50 degrees in the winter may moderate some activity, temperatures 
generally allow year-round outdoor activity, which increases potential 
attendance at a predominantly outdoor facility.

Figure 6.2: Climate, Highs and Lows

Evaluation of Available Markets
one of  the key factors in determining attendance potential for a park is 
the markets available to the attraction, and specifically, the resident and 
tourist market size and characteristics.  the attraction’s ability to draw from 
this market will be dictated by a number of  factors including the quality 
of  the proposed park; the scale of  the attraction, the proximity to markets, 
and the level of  competition.  the following details the resident and visitor 
markets from which the proposed park is likely to draw.

Resident Market 
aECom has defined the primary market for East End Lagoon to be 
residents of  galveston, and the secondary market as the population of  
the greater Houston metropolitan area.  

as seen in table 6.3, the Houston metro population was estimated at 
6.2 million in 2009, estimated to grow to 6.9 million in 2014.  galveston 
population levels anticipated below by the united states Census and EsrI 
Business analyst do not yet reflect population losses associated with 
Hurricane Ike in 2008.  For this reason, aECom has used an estimated 
population level of  50,000 throughout the latter portions of  the report 
in estimating potential attendance for the park.  this population level is 
anticipated to increase and grow as the island rebuilds.

NORMALS (based on the 30 year period 1971-2000)...            
  
                                
  Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Year
"Mean Temp 
(°F)"  55.8 58.0 64.1 70.0 76.9 82.2 84.3 84.4 81.1 74.1 65.4 58.1 71.2
"Avg High 
(°F)"  61.9 64.4 70.0 75.2 81.4 86.6 88.7 89.3 86.5 79.7 71.3 64.3 76.6
"Avg Low 
(°F)"  49.7 51.5 58.2 64.7 72.3 77.8 79.8 79.5 75.6 68.4 59.4 51.8 65.7
"Rain Totals                                                                                                                                                            
(in)"  4.1 2.6 2.8 2.6 3.7 4.0 3.5 4.2 5.8 3.5 3.6 3.5 43.8
Source: National Weather Service, AECOM, 2009. 
table 6.1: annual Weather
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            Percent
    2000  2009  2014  Change   Change
          2000-2014 2000-2014 

 Population     
 City of Galveston 57,247  60,393  61,966  4,719  8.2%
 Houston MSA  5,020,575 6,223,472 6,903,203 1,882,628 37.5%
 Households     
 City of Galveston 23,842  25,258  26,037  2,195  9.2%
 Houston MSA  1,764,138 2,148,290 2,373,417 609,279  34.5%       
 Source: ESRI Business Analyst, AECOM, 2010.     

table 6.3: market population demographic Change

   
                                                                                      
 Household Income     City of Galveston        Houston MSA
    < $15,000   22.6%   10.7%
    $15,000 - $24,999  13.8%   8.6%
    $25,000 - $34,999  12.2%   9.4%
    $35,000 - $49,999  13.2%   12.0%
    $50,000 - $74,999  19.0%   23.2%
    $75,000 - $99,999  8.8%   14.3%
    $100,000 - $149,999  6.6%   12.7%
    $150,000 - $199,999  1.8%   4.7%
    $200,000 +   1.9%   4.3%
   
 Median Household Income  
 2000     $28,856    $43,799 
 2009     $36,042     $57,446 
 2014    $38,605     $60,232   
 Source: ESRI Business Analyst, AECOM, 2010.  

table 6.5: Household Income distribution, market Population

 
  
   
 Age  City of Galveston Houston MSA     
 Age 0 - 4  6.6%        8.0%
 Age 5 - 9  6.2%        7.6%
 Age 10 - 14  5.8%        7.3%
 Age 15 - 19  7.0%        7.4%
 Age 20 - 24  8.4%        7.0%
 Age 25 - 34  13.7%       14.8%
 Age 35 - 44  12.6%       14.4%
 Age 45 - 54  14.2%                     14.4%
 Age 55 - 64  11.3%                   10.2%
 Age 65 - 74  7.3%                   5.1%
 Age 75 - 84  4.9%                   2.8%
 Age 85+  2.0%                   1.0%
 Under Age 18+  22.2%                  27.4% 
 Source: ESRI Business Analyst, AECOM, 2010.

table 6.4: age distribution, market Population
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as seen in table 6.4, roughly 22 percent of  the galveston population and 
almost 28 percent of  the Houston msa population is younger than 18 
years old.  this represents a strong market for environmental education 
activities, both for school groups and family activities.

as seen in table 6.5, the 2009 median Household Income is estimated 
to be $35,000 in galveston and $58,000 in the Houston msa.  the high 
distribution of  household incomes in the greater Houston market makes it a 
strong market for education activities.  the lower household incomes in the 
galveston market indicates a need for price sensitivity when developing 
potential fees for admissions and amenities related to the proposed 
developments.

Tourist Market 
In 2007, the most recent year for which visitor data is available, the City 
of  galveston received over 5.4 million tourists.  of  these, approximately 
3 million (55.4 percent) were day visitors, with 2.4 million (44.6 percent) 
overnight visitors.  although visitation was impacted by Hurricane Ike in 
2008 and the economic recession of  2009, area attractions have seen 
signs of  improvement to pre-Ike levels.

as seen below in Figure 6.6, the primary purpose of  visitors to galveston 
is overwhelmingly (86 percent) leisure.  approximately eight percent 
reported ecotourism as the primary purpose of  visit to the island.  
the beaches are the Island’s strongest draw.  In order to tap in to this 
market, the environmental education center will serve beachgoers during 
inclement weather, offer a respite from sun and sand, and provide an 
opportunity for those interested in adding an educational experience to 
their beach vacation.

86%

8%
3% 3%

Primary Purpose of Visitors

Leisure

Eco Tourism

Convent ion

Cultural

Figure 6.6: Primary Purpose of  visitors to galveston, 2007

tourists to the galveston area draw primarily from the Houston metropolitan 
area.  High household incomes are reported for visitors to galveston 
overall, as well as to moody gardens and local historical sites.  visitation 
for special events such as dickens on the strand, the Lone star rally, and 
mardi gras (30,000; 450,000; and 200,000 reported visitors, respectively) 
indicates a strong market for events and programming.  

the proximity of  the key market and the presence of  second homes 
creates a very strong level of  repeat visitation.  this high incidence of  
repeat visitation has significant impact on potential levels of  visitation.  
although there is a large potential realizable pool of  visitors to the East 
End Lagoon Park & Preserve, the number of  unique visits is actually quite 
smaller.  Programming and changing exhibitry will be important to keeping 
levels of  visitation from declining as the attraction ages.  

Texas Recreation
In order to identify any possible trends or activities unique to the market, 
aECom looked at the recreation habits of  the region, specifically focusing 
on recreation in texas.  
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the texas population is now predominantly urban.  more than 80 percent 
of  all texans live in urban areas and approximately half  live within one of  
the four major population areas of  dallas, Fort Worth, Houston and san 
antonio.  

the texas Parks and Wildlife department measured activities offered by 
federal government owned recreation areas (hiking, biking and equestrian 
trail miles, campsites, acres available for hunting, and sites where 
fishing or other water access is available) within a 90-minute drive time 
of  major metropolitan areas.  this study showed that while the Houston 
area has the most acres of  land available, it has the fewest campsites, 
hiking trail miles and biking miles per 100,000 residents of  any major 
texas metropolitan area.  this combined with the fact that, most outdoor 
recreation participation occurs close to home creates a strong market for 
outdoor recreation that is proximate to and can serve these markets.

In a recent study, texas a & m’s “texas outdoors a vision for the Future,” 
the most desired activities reported by texans who experienced activity 
constraints close to home included fishing (21 percent), trail activities 
(17 percent) and boating and other water-related activities (13 percent).  
the most desired activities among texans who experienced activity 
constraints away from home included fishing (18 percent), camping and 
active outdoor recreation activities (16 percent).  these are all activities 
that can be accommodate at the new Park and will be able to serve these 
markets.

additionally, the texas Parks and Wildlife for the 21st Century survey 
reported that texans are very interested in participating in resource-based 
recreation, including hiking and wildlife viewing and that the majority of  
texans reported that they are willing to pay for more public access and 
natural resources conservation.  this is a strong show of  possible support, 
both visitation and financial, for the proposed park and education facilities.
additional tables detailing levels of  participation in outdoor recreation in 
the region and state overall appear in the appendix.
 
Assessment of Complementary and Competitive Attractions 
this section provides aECom’s review of  selected competitive and 
complementary facilities.  due to the potential for a wide variety of  uses at 
the site, the type of  facilities is quite broad, including parks, museums, and 
tourist attractions.  In some ways, these could compete with the East End 

lagoon Park & Preserve for time and money of  both visitors and residents.  
However, the existence of  multiple attractions create a critical mass of  
activity, drawing greater numbers of  visitors from farther away and creating 
a destination experience.  In addition, there could be opportunities for 
packaging and promotion through strategic partnerships. 

Key Points:
•	 the beach and beach-related activities are the key drivers of 

visitation to the Island.  as a result of this, visitation to the Island 
peaks during summer, especially during weekends. 

•	 However, attractions such as moody gardens, the Historical 
Foundation’s historical sites, and the strand (retail/dining) 
also experience strong visitation indicating potential for highly 
attended attractions in the market.  specifically, this indicates 
potential for successful educational attractions.

•	 the variety and depth of offerings ensures that each attraction 
has its own niche (recreation, history, science, etc.) and there is 
limited direct competition between offerings.  However, there is 
significant crossover between visitors to multiple attractions.

•	 the sites and attractions (Historical Foundation sites, moody 
gardens, artist Boat programming) experience strong visitation 
from school groups indicating the existence of support from the 
larger regional school market for educational programming and 
activities.

•	 the market has shown strong support for special events such 
as dickens on the strand, the Historical Foundation’s Historic 
House tour, Holiday Lighting at moody gardens, and Featherfest.  
these events have been well-attended, driving overall island 
visitation and encouraging year-round support.

•	 Leisure travel to galveston competes with the entire Houston 
area for day visitors, but also with other island/gulf destinations 
such as Padre Island, Corpus Christi, and Florida beaches for 
overnight leisure visitors.

•	 Lodging on galveston is dominated by hotels (a broad variety 
of price points and service levels) and beach house rentals.  
there are limited offerings for rustic accommodations such as 
camping, rv camping, and cabins.

•	 the Houston area attractions market (museums, science centers, 
performing arts) is highly competitive, especially for school 
trips.  there are a significant number of world-class attractions 
covering a variety of science, art, and culture topics as well as 
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performing arts and commercial attractions competing for the 
market’s time and spending. 

•	 While there are a number of environmental education facilities in 
the region covering a diverse array of topics, they are primarily 
day-use oriented without overnight accommodations.

6.4 Select Attractions
the following are brief  profiles of  key area attractions intended to illustrate 
the type of  competitive and complementary facilities in the area.

Parks
the following is a brief  assessment of  area parks and outdoor recreation 
opportunities which could be complementary or competitive to the 

recreation, amenities, and education activities at East End Lagoon Park 
& Preserve.

Galveston Island State Park
galveston Island state Park is approximately 18 miles west of  East End 
Lagoon Park & Preserve.  the facilities experienced significant damage 
during Hurricane Ike, and the Park & Preserve is in the process of  creating 
a master plan for the property’s restoration and growth.

Prior to the Hurricane, the Park & Preserve featured 150 campsites with 
water and electricity;  a 75-person group camp site with 20 electric sites 
and gathering pavilion; ten screened shelters; picnic tables with shade 
shelters and grills; bathing/changing facilities; multiple fishing sites; and 

table 6.7: Inventory, galveston County Parks
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four miles of  nature trails including viewing platforms and boardwalk 
areas. Programming at the site was previously focused on beach nature 
exploration.

Galveston County Parks
as seen below in table 5, galveston County Parks and recreation offers 
a number of  parks in the region.  these are primarily day use parks, with 
only one park offering overnight accommodations.  these parks tend to 
offer amenities targeted towards the residential population with athletic 
fields, picnic areas, and the like.

City of Galveston Beaches
the City of  galveston operates a number of  beaches, heavily used by 
both residents and visitors.  as seen in the following list, these parks 
primarily serve beachgoers with amenities such as picnic sites to facilitate 
beach going.  although damaged by Hurricane Ike, the Parks are being 
restored and visitation has increased.  Prior to Ike, the following amenities 
were offered at the City’s beach parks.

•	 dellanera rv Park: 84 rv hook-ups (63 full, 21 partial) umbrella/
chair rental, restrooms, children's play area, picnic sites, 
restrooms, showers, laundry, gift shop, and recreation room

•	 r.a. apffel East Beach Park: outdoor pavilion, snack bar, gift 
shop, showers, game room, volleyball courts, live music, outdoor 
bar (alcohol consumption allowed)

•	 seawolf Park on Pelican Island: three story pavilion, two historic 
ships (the uss Cavalla, the uss stewart), a lighted fishing pier, 
playground, picnic sites

•	 stewart Beach: Playground, volleyball courts, outdoor pavilion 
with snack bar, souvenir shop, umbrella and chair rentals, 
restrooms, and bath house.

Figure 6.8: texas state Parks, gulf  Coast region
Texas State Parks and other Regional Facilities
Figure 6.8, illustrates the texas state Parks of  the gulf  Coast region, 
as defined by texas Parks and Wildlife department.  descriptions of  
key facilities and other regional parks with a focused on environmental 
education facilities, follow.

Sheldon Lake State Park & Environmental Learning Center
sheldon Lake state Park & Environmental Learning Center is a 2,800 
acre outdoor education and recreation facility outside of  Houston.  
the park is split into two units: sheldon Lake and the Environmental 
Learning Center.  the lake is primarily used for public fishing and wildlife 
observation.  activity at the Environmental Learning Center includes group 
programming, birding, and fishing.  Future plans have been approved to 
develop an outdoor pond classroom complex and nature trails, as well as 
possible cabins and camping area facilities.
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Mustang Island State Park
mustang Island state Park is almost 4,000 acres on the gulf  of  mexico 
near Port aransas.  the property boasts approximately five miles of  beach 
and offers camping, picnicking, fishing, swimming, hiking, biking, and 
birding.  Facilities include approximately 300 full and primitive campsites, 
shade shelters, and restroom facilities.  

Sea Center Texas 
sea Center texas is a marine aquarium, fish hatchery and nature center 
in Lake Jackson operated by the texas Parks and Wildlife department.  
the property focuses on marine life and features a visitor center with 
interpretive displays, touch tanks, and aquariums.  there is outdoor 
exhibitry, picnic areas and a viewing boardwalk. 

Matagorda Bay Nature Park
matagorda Bay nature Park is a 1,600-acre Park & Preserve at the mouth 
of  the Colorado river on the matagorda Peninsula operated by the Lower 
Colorado river authority.  matagorda Bay offers approximately two miles 
of  gulf  coastline and two miles river frontage.  Facilities include a nature 
science center, classrooms, tent camping, shaded wildlife viewing, group 
pavilions, covered picnic shelters, restrooms, an rv park, and outdoor 
showers.

Armand Bayou Nature Center
armand Bayou nature Center is a non-profit organization that operates 
2,500 acres of  preserved land in Pasadena, texas near Houston.  the 
property offers guided boardwalks, classroom space, an auditorium, live 
animal displays, viewing platforms, a butterfly garden, and a historic farm 
site. 

Eddie V. Gray Wetlands Center
the Eddie v. gray Wetlands Center in Baytown offers 14,000 square feet 
for environmental education including a 9,000 square foot exhibit hall, 
aquariums, a computer lab, meeting room for up to 100 people, and a 
science lab.  there is also a Wetlands Ecology Learning trail and public 
boat ramp for general use.

Attractions
Moody Gardens
moody gardens is a mixed use entertainment destination operated as 
a non-profit through the moody Foundation.  the Foundation’s mission 
of  “rehabilitation, conservation, recreation, and research,” is achieved 
through its many activities, educational programming, and facilities, and is 
supported by the commercial developments included on the site.

moody gardens features an aquarium; the nature-themed rainforest 
Pyramid, and a science and exploration-themed discovery Pyramid.  
moody gardens also has a rideFilm theater with motion-simulator seating, 
a 3-d Imax theater, and a sightseeing cruise boat.  Palm Beach, offers 
beach activities and children’s areas.

In addition to the educational and entertainment activities the property 
includes a hotel, convention center, food and beverage outlets, and a 
golf  course.  the property’s attractions receive approximately two million 
annual visitors, drawing predominantly (60-70 percent) from the Houston 
region.  renovation of  exhibits and addition of  new facilities has kept 
visitation stable and increasing.  visitation is a mix of  families, school 
groups, and other social groups.  Events such as the holiday lighting are 
strong drivers of  visitation as well.
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Galveston Historical Foundation
the galveston Historical Foundation operates a number of  museums, 
attractions, and historical sites in galveston.  Historical buildings operated 
by the Foundation for visitors and, in some cases event rental, include 
the michel menard House, samuel may Williams House, ashton villa and 
Heritage visitors Center, st. Joseph Catholic Church, Bishop’s Palace, 
samuel may Williams House, the u.s. Custom House, and garten verein 
Pavilion. 

the Foundation operates the texas seaport museum/tall ship ELIssa: a 
tall ship, adjacent museum, and theater.  additionally, the museum offers 
a genealogical database of  immigrants who entered the united states 
through the Port of  galveston.   

the operates the galveston County Historical museum through a 
management agreement with the galveston County Historical Commission.  
maritime component, the texas seaport museum also features the 1877 
tall ship ELIssa, as well as two other vessels, the santa maria and the 
seagull II. 

the Historical Foundation hosts a number of  historical events including 
its two largest events: dickens on the strand and the galveston Historic 
Homes tour which combine to draw approximately 35,000 visitors.  
through a partnership with the Historic Properties department and the 
texas seaport museum, the Foundation educates over 25,000 students 
annually via programming including tours, reenactments, and overnight 
trips.  

Schlitterbahn Waterpark 

schlitterbahn galveston Island Waterpark is a family-owned 26 acre 
water park featuring a 70,000 sf  facility adjacent to moody gardens.  the 
park’s capabilities make it a year-round attraction, though summer is peak 
season. It also features a river system of  three lazy rivers, restaurants, 
retail, group areas, private cabana rentals, birthday parties, and locker 
room/bath house facilities.
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Identification of Comparables/Development Models
In order to determine successful models for resort state park developments, 
aECom researched several successful parks in other jurisdictions, 
predominantly located near a major metropolitan area.  aECom selected 
parks with distinct missions that include preservation and revenue 
generation of  in varying degrees of  balance between the two.  

In some cases, revenues from recreational facilities, user fees, 
and other commercial uses are used to cover operating costs and 
support environmental programming.  In other cases, partnerships 
between governments, private 501(c)(3) groups, friends groups, and 
concessionaires support operating costs not covered by earned income.  
these development models were used to inform the discussion of  planned 
amenities and facilities at East End Lagoon Park & Preserve.  the following 
reflects a summary of  findings, as well as brief  profiles of  the parks.

Dauphin Island
at dauphin Island in alabama, a barrier island located three miles south of  
the mouth of  mobile Bay in the gulf  of  mexico, revenues from recreational 
facilities cover operating costs and supports environmental programming.  
the island is approximately 14 miles long of  which six miles are inhabited 
and eight miles are undeveloped and privately owned.
the dauphin Island Park and Beach Board, Inc. operates and maintains 

public parks, beaches, campgrounds, and a fishing pier.  the campground 
offers 125 sites, a bathhouse, group pavilion, and store.  additionally, 
walking shores and trails lead to the Island’s natural sites.

Educational facilities include the dauphin Island sea Lab, audubon Bird 
sanctuary, and Historic Fort gaines.  the audubon Bird sanctuary is part 
of  the alabama Coastal Birding trail and includes trails, nesting platforms, 
interpretive signage, and a 1,000-foot handicap accessible boardwalk 
and lake pier. 
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Jekyll Island
Jekyll Island is located in northern georgia.  owned by the state of  
georgia, the Island is managed by the Jekyll Island authority.  as georgia 
authorities are mandated to be self-sufficient, development and Island 
operations are income driven.  However, additional activity is supported by 
a friends group, the Jekyll Island Foundation 501(c)(3).  Facilities include 
10 miles of  beaches, four golf  courses, a water park, tennis center, hotels, 
cottages, campgrounds, the georgia sea turtle Center, and a 250-acre 
Historic Landmark district.

the island received almost 1.5 million visitors in 2008 and generated 
an operating profit of  $2.6 million.  although the Island is operated as 
a traditional resort development is limited to 35 percent of  the land 
area.  some of  the strongest revenue generators for the Island include 
commercial leases, golf, parking, and convention center revenues.  these 
more traditional commercial activities help to fund programs such as the 
sea turtle Center.  

Everglades National Park
Everglades national Park is a 1.5 million acre national Park located in 
southern Florida and was designed to protect the region’s fragile wetlands 
ecosystem.  the Park’s primary goal is resource preservation and 
interpretation with minimal emphasis on income generation.  of  the Park’s 
over $32 million operating budget, less than $2 million is collected in user 
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fees, with the remaining budget funded by the national Park service and 
other grants and government funding.  Facilities at the Park include five 
visitor centers, research facilities, two environmental education camps, 52 
housing units, 20 miles of  hiking trails, five boat basins, over 450 camp 
sites, three concessions, 156 miles of  waterway trails, 82 miles of  roads, 
and three miles of  boardwalk trails.  Concessionaires operate visitor 
accommodations and services and are considered more of  a service to 
facilitate visitors to the site than to generate income.

Fire Island National Seashore
Fire Island national seashore is off  the coast of  Long Island near new 
York City.  the property is operated by national Park service and a friends 
group.  the Park’s focus is on resource preservation and interpretation with 
minimal emphasis on recreational use and income generation.  although 
the majority of  funding comes from the national Park service, the park 
generated $3.6 million in revenues in 2008 and sustained a $1.5 million 
operating loss.  revenue funds, generated by donations and concession 
fees, typically represent less than one percent of  the seashore’s overall 
funding.

the Park offers 67 buildings including 41 historic structures, six 
archeological sites, 151,000 museum objects, 3 visitor centers, five 
miles of  beach, a 40 slip day-use boat basin, 244 overnight boat slips, 
fishing piers, 18-hole pitch & putt golf  course, 12 miles of  boardwalks, 26 
campsites, and 23 housing units.

In 2008, the Park had 850,925 visitors, primarily recreation visitors attracted 
to the beach and water activities such as surfing, fishing, swimming, and 
boating.

Gulf State Park
gulf  state Park is a 6,150 acre park resort park on the coast of  alabama 
operated by alabama state Parks department.  the facility is primarily 
focused on income generation with little emphasis on nature or interpretation.  
Facilities include a 900 acre lake, two  miles of  beaches, a playground, 
an 18-hole golf  course, a pro shop, a snack bar, a beach pavilion with 
concessions, 496 camp sites, 20 cabins, and 11 three-bedroom cottages.  
revenues are primarily driven by overnight accommodations, especially 
cottage rentals and long term rv parking rental.
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Cape Henlopen State Park
Cape Henlopen state Park is located in Lewes, delaware.  the Park is 
operated by delaware state Parks and receives support from Friends of  
Henlopen, a 501 (c)(3).  Cape Henlopen emphasizes revenues from user 
fees to support operations, with a secondary emphasis on environmental 
education.  Facilities include six miles of  swimming beaches, a bath house, 
food concession, a picnic pavilion, an 18-hole disc golf  course, basketball 
courts, a  three-mile-long paved trail, an "officer's Club" building, World 
War II observation tower, former military bunker, Biden Environmental 
Education Center, and the university of  delaware marine research 
Laboratory.  the Biden Center also offers overnight accommodations 
and meeting space.  although visitation to the Park is primarily driven by 
water recreation, programs for the general public such as natural history 
lectures, educational groups, and bird watching are popular.

Island Beach State Park
Island Beach state Park is a new Jersey state Park.  the Park is almost 
3,000 acres and ten miles of  shoreline on a barrier island between the 
atlantic ocean and Barnegat Bay.  the Park is operated by new Jersey 
Parks and recreation and is one of  few self-sufficient units in new 
Jersey Parks system.

user fee revenues at the Park offset operating costs, and minimal 
environmental programming is offered.  there is a small interpretive 
center, but activity at the beach is primarily driven by beach activity.
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Environmental Education Centers
In order to estimate the market for and potential performance of  an 
environmental education facility at East End Lagoon Park & Preserve, 
aECom has looked at other facilities nationwide.  the facilities below 
are divided into day use and multi-day (overnight) facilities.  the lessons 
learned from these facilities in terms of  facilities, attendance, and financial 
performance have helped to inform the estimated operations of  the 
environmental education center at East End Lagoon Park & Preserve.

Day Use
day use facilities tend to appeal primarily to the local market for casual 
visitation.  although some experience visits from the larger area or tourists, 
they predominantly serve those within a one hour drive time.  

Limited school budgets are creating more competition as all sites including 
art museums, historical sites, science museums, and performing arts 
venues are competing for fewer school trips on limited budgets.  school 
groups to day use facilities often have limited lengths of  stay due to shared 
school buses.

as seen in table 6.9, day use facilities generate an average of  approximately 
one third of  their funding from earned income with additional support from 

park system, government, foundation, and grant monies.  the facilities 
surveyed below average earned revenues of  approximately $15 per 
person and experienced a wide range of  attendance levels.

Chattahoochee Nature Center
the Chattahoochee nature Center is a 127 acre campus adjacent to 
the Chattahoochee river in roswell, georgia.  the Center is a private, 
non-profit environmental education facility.  It focuses on educational 
outreach through the use of  live animals and plants.  In addition to animal 
exhibits, trails, a greenhouse, and nursery, the facility recently built a new 
interpretive center which offers modern exhibits and a 65-seat theater.

Aullwood Audubon Center
aullwood audubon Center and Farm is a nature center in western ohio 
located about 15 miles northeast of  the City of  dayton operated by the 
national audubon society.  the site totals 350 acres and consists of  several 
different types of  habitats for wildlife including woodlands, recreated 
prairie, ponds, and streams, crossed by a number of  trails.

there are two primary visitor centers on the property.  one is the visitor 
center proper, which contains hands-on exhibits, administrative offices and 
a gift store/book store.  thematic classrooms such as arthropod, mammal, 
naturalist, Plant, animal Care, Bird and reptile, and Bird-Watching are 
used for educational programs.  the other center, is an organic farm 
containing domestic farm animals (one of  the farm's features designed 
to appeal to children) as well as gardens for visitors, and a gift shop.  the 
farm serves as the starting point for the trails and also is the site of  many 
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special events.  aullwood is often a productive location for bird-viewing, 
and offers viewing rooms, bird feeders, a viewing tower and bird watching 
blind to help enhance viewing.

Earthplace
Earthplace—the nature discovery Center is located in a wooded, 
residential area of  Westport, Connecticut on 62 acres of  woods and 
wetlands.  of  these, roughly two acres are programmed.  the property 
is crisscrossed by two miles of  hiking trails.  there are also gardens 
(specifically, bird and butterfly gardens) and landscaped courtyards.
the visitor center features an exhibit area with animals, children’s activities, 
dioramas, and murals.  In addition to regular programming and events, 
Earthplace has had a nursery school on-site for almost 60 years. 

recently, Earthplace decided to focus more efforts on issues facing 
the environment.  While they have traditionally focused on activities for 
children, they want the center to have a more active role in environmental 

education.  In addition to regular programming, the center is adding more 
adult-friendly activities such as an Earth day fair, film club and book club 
(with environmentally-themed titles), and potentially organic cooking 
classes.

Squam Lakes Nature Science Center
squam Lakes nature Center is located on 200 acres of  preserved forest 
land in Holderness, nH, a rural lakefront vacation community.  of  the 
200 acres, approximately 20 are programmed, with the remaining 180 
preserved as forest.

visitors check in at a welcome center building, which used exclusively for 
admissions and a gift shop.  they then proceed to the trail head exhibit 
space which includes approximately 1,000 square-feet of  exhibition 
space.  From the exhibition spaces, they proceed on a self-guided tour of  
trails with wildlife exhibits.  the property has six classrooms designated 
for teaching and programming.  there are two classrooms with raised, 

table 6.9: day use Environmental education centers
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carpeted risers for 45 students each and one room for 90 students.  there 
is one room, approximately 1,600 square-feet for a variety of  different 
programming.  there are two traditional classrooms (with chairs).

a recent multi-million dollar renovation was done in stages instead of  a 
grand re-opening.  this allowed the center to open a new exhibit almost 
yearly for around 10 years, encouraging guests to return annually.  sources 
of  income include a recently upgraded gift shop which has increased 
sales significantly;  a garden which is rented for events and is overseen 
by a separate “friends” group; and conference space which is rented to a 
limited number of  like-minded groups.

Stamford Museum & Nature Center
stamford museum & nature Center is set on 118 acres in stamford, 
Connecticut.  six miles of  trails cross the wooded site, including Wheels in 
the Woods, a nature trail designed for handicapped access.  Bird-feeders 
placed along the route are intended to enhance the trail experience.
In addition to the nature Center, the site features a planetarium, two barns, 
an observatory, and an animal center.  the animal center, known as the 
animal Embassy, highlights exotic animals from around the world such 
as tropical birds, reptiles, and amphibians.  this facility is 950 square-
feet and hosts regular demonstrations and activities.  the Planetarium 
(1,020 square-feet) and observatory (1,800 square-feet) charge separate 
admission fees.

there is a museum housed in the historic Bendel mansion, an elaborate 
private residence built in the late 1920s.  the center also boasts nature’s 
Playground, a nature-themed children’s play area and picnic area.  the 
nature center building, called overbrook nature Center, is being renovated 
to serve as a 2,600-square-foot nature center and visitor center with a 
classroom, exhibit area, and general visitor information.

Cincinnati Nature Center
Cincinnati nature Center’s rowe Woods is a 1,025 acre property with 16 
miles of  trail.  one mile of  the trail features signage for a self-guided tour.  
the visitor center is approximately 25,000 square-feet, of  which 4,000 
square-feet is exhibition space of  generally nature-related artwork.  the 
remaining facilities include a 150-person auditorium, library with wood-
burning fireplace, gift shop, and offices.  a log cabin from the 1800s is a 
popular attraction on site.  there are nine ponds throughout the property.  
a 350-foot boardwalk features fish and turtle-feeding stations.  Bird blinds 
and bird feeders help encourage wildlife viewing. 

 
 

Irvine Nature Center
the Irvine nature Center is a non-profit environmental education 
organization, in owings mills, maryland, a suburb of  Baltimore.  the nature 
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Center and trails are located on 116 acres of  woodlands in the midst of  a 
1,200 acre conservation easement.  the 17,200 square foot facility houses 
an exhibit hall with nature-related exhibits and live animals, multiple miles 
of  hiking trails, and a large retail outlet.

Dodge Nature Center
dodge nature Center is located on 320 acres near minnesota’s twin Cities 
metropolitan area.  Located on 320 acres in the heart of  West st. Paul and 
mendota Heights, the property offers an education building with kitchen, 
classrooms, and event space; a conference room; outdoor classrooms; 
hiking trails, boardwalks, and viewing platforms; a working farm; and an 
orchard.

WILD Center
WILd Center is located on a 31 acre property in tupper Lake, nY in the 
adirondacks Park.  the modern facilities feature indoor and outdoor 
educational exhibits, meeting space, a panoramic theater, retail outlet, a 
café, outdoor climbing facilities, and a variety of  trails for both hiking and 
snow-based recreation.  the building’s green design is highlighted as part 
of  the visitor and educational experience.

Urban Ecology Center
milwaukee’s urban Ecology Center is an environmental education 
organization with two community centers on 15 acres adjacent to 
milwaukee County parks.  Facilities include outdoor equipment rental, a 
rock climbing wall, environmentally-themed playground, and a lagoon.  a 
main 20,000 square foot facility houses offices, classrooms, and traditional 
science and live animal exhibits. 

Multi-Day Programming
aECom found that multi-day (overnight) facilities serve a large regional 
market for overnight users.  they are heavily used by school groups, with 
some additional programming for day groups, summer camps, and adult/
family programming.  although in some cases they represent relatively 
few visitors in terms of  numbers, adult, family, and summer camp fees are 
strong financial contributors for these facilities.

the longer length of  stay encourages the opportunity to charge higher 
fees and results in greater use of  amenities.  the facilities surveyed below 
averaged approximately half  of  their budgets covered by earned income 
with average revenue generated per person of  over $100.

Mackenzie Environmental Education Center
mackenzie Environmental Education Center (mEEC) is located on 250 
acres 25 miles north of  madison, Wisconsin.  the property offers five 
nature trails; an observation tower; three small environmental exhibit areas; 
picnic and pavilion areas for groups; a lodge (with commercial kitchen) 
for serving up to 160 people; dormitory housing for up to 80 people.  
Programming is primarily geared towards environmental education for 
elementary and middle school students.

North Cascades Environmental Learning Center
the north Cascades Environmental Learning Center is operated through 
a partnership between the north Cascades Institute, the City of  seattle, 
and the national Park service.  the campus, located less than three hours 



119

East End Lagoon Park & PrEsErvE  
master Plan, galveston, texas

northeast of  seattle features 16 buildings in north Cascades national 
Park.  Facilities include classrooms, research library, laboratories, an 
amphitheater, outdoor learning shelters, a dining hall, trails, docks for 
boat launches, and lodging for up to 92 people.  the property is open 
for day visits, school groups from the seattle area, and adult and family 
educational programming.

IslandWood
IslandWood is a 255 acre outdoor learning center on Bainbridge Island 
near seattle, Washington.  Facilities include learning studios; a garden 
classroom; a greenhouse; a ropes course; lodges with room for up to 
53 guests; guest cottages; 7,000 square feet of  divisible meeting space 
including a great hall and traditional meeting rooms; a covered outdoor 
amphitheater; and a 4,100 square foot dining room with seating for up to 
175.

Programs include overnight programs for area school children, community 
events and leadership programs, family programming, and teacher 
education.

table 6.10: multi-day Programming, Environmental Education Centers

Poconos Environmental Education Center (PEEC)
PEEC is a private, non-profit organization operating a 38 acre campus 
in the middle of  the delaware Water gap national recreation area.  the 
center serves approximately 25,000 visitors annually
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the property also offers fishing, cross-country skiing, ropes/challenge/
orienteering courses, two sensory trails, 12 miles of  hiking trails, a log 
cabin, picnic areas, two campfire rings, outdoor teaching venues, cabins, 
guest lodges, group tenting area, and a yurt village. 

the green visitor activity Center is a 3,600 square-foot multi-purpose 
facility, seating 250 people which hosts special events, and serves 
as the main food service venue for all PEEC guests and visitors.  the 
main Education Building houses a large meeting area, two classrooms, 
administrative offices, educational displays, indoor pool and book store.  a 
nature Lodge also features additional classrooms for activities and indoor 
events.

the facility serves approximately 25,000 visitors annually and grosses 
approximately $1,000,000 annually in fees and program dues, and 
generates approximately $1.3 million in total expenses, with the remaining 
$300,000 funded through friends program and government grants.

The Glacier Institute
the glacier Institute operates two campuses, glacier Park Field Camp 
and Big Creek outdoor Education Center.  the glacier Park Field Camp, 
is a national Park service facility operated by the glacier Institute, inside 
glacier national Park.  the property features a classroom and library; five 
rustic cabins; a community kitchen; and an energy efficient bathhouse.  the 
Big Creek outdoor Education Center is adjacent to glacier national Park 
and offers a large classroom; a teaching tepee and additional teaching 
space; meeting rooms; two bunkhouses with bathrooms; and a dining hall 
which can accommodate up to forty people) .  the property hosts youth 
programs and camps, school programs, and adult programming.

Breckenridge Outdoor Education Center
the Breckenridge outdoor Education Center was founded to teach 
outdoor recreation (especially skiing and other winter activities) to 
individuals with disabilities.  the facility now educates all people in 
Breckenridge, Colorado in all manners of  outdoor recreation including 
skiing, hiking, mountaineering, and outdoor activity.  although a great deal 
of  programming takes place throughout the region built facilities include 
a 6,000 square foot guest lodge used for housing and events; staff  and 
student cabins; and a ropes course.

Howell Conference and Nature Center

Howell Conference and nature Center in Howell, michigan is a lakefront 
campus situated on 270 acres and is operated by the Presbytery of  
detroit.  the property offers a challenge/rope course including a climbing 
tower and zip line; a zoo-like wildlife rehabilitation park; educational 
facilities; and seven lodges of  varying designs and layouts for meetings 
and classes and for up to 220 people stay overnight.

6.5 Summary

aECom has found that in most cases, and specifically in the case of  the 
East End Lagoon (given its size constraints, location, and competition) a 
day use facility does not have the potential to be financially self-sufficient.  
a facility with overnight accommodations significantly increases market 
potential, provides a market for on-site amenities, and improves revenue 
streams.  the more uses that occur on the site, the stronger of  a destination 
the property becomes for all user groups.  From an economic perspective, 
the objective is to reach a balance between impacting the site and 
developing the facilities that can generate income and aECom believes 
a facility with overnight facilities increases the opportunity to achieve this 
balance.

Recommended Program
Building on the discussions with community members and the steering 
committee, the consultant team, with aECom’s economic input, prepared its 
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market-based recommendations for the East End Lagoon Park & Preserve 
development program.  discussions on the effect of  various facility and 
design considerations on the facility’s financial performance were guided 
by a matrix analysis, which appears in the appendix of  the report.  the 
sizing/quantity recommendations reflect the scale of  development that 
aECom believes responds to the level of  market potential; which reflects 
an economically viable scale of  development.  development beyond the 
recommended program is certainly a possibility; however aECom believes 
that additional development should be considered in future iterations of  
the plan, after the success of  the initial program has been achieved.

Pre-Phase I: visitor pier, entry pavilion at east end of  walk, and a semi-
enclosed classroom pavilion
Phase I: a 6,000 square foot building to include classroom, exhibit, and 
multi-function space; a trail system to include trailheads, a boardwalk, 
deck, and observation tower; outdoor education facilities; water animal 
features; canoe/kayak/boat rides; and 25 units of  alternative lodging (soft-
sided canvas tent structures)
Phase II: the addition of  4,000 square feet of  fully enclosed and climate 
controlled exhibition space
Phase III: the addition of  a 5,000 square foot exhibit hall for changing 
exhibits
Phase IV: an additional 5,000 square foot changing exhibit hall for 
increased flexibility of  exhibitry, multi-function, and classroom space
 
Estimated Attendance- Environmental Education Center
attendance potential is a result of  numerous factors including the size and 
characteristics of  the resident and tourist markets; proximity of  resident 
and visitor markets; the quality and scale of  the proposed destination 
and amenities; and level of  competition.  For the purpose of  this 
analysis, potential attendance was estimated based on the performance 
of  comparable attractions and competitive attractions relative to their 
markets.  additional capacity due to overnight accommodations and 
subsequent multi-day programming is reflected as well.  as seen below 
in table 8, aECom has estimated potential attendance for the proposed 
environmental education center by phases of  development.

the penetration rate is a ratio of  attendance from a defined market to the 
size of  the market and is intended to reflect the ability of  a museum to attract 

visitors from its available populations—the resident and visitor markets.  In 
a penetration rate analysis, the number of  attendees originating from each 
market is divided by the population (size) of  the respective market to yield 
a penetration rate.  

It is important to note that these numbers are illustrative, and are presented 
to indicate the magnitude of  opportunity associated with the development 
of  the environmental education center.

In this case, aECom has considered the resident market to be the 
Houston msa overall, and the visitor market to reflect overnight visitors 
to galveston Island.  the performance of  other environmental education 
centers relative to their populations, as well as the performance of, Houston 
and galveston-area attractions suggest attendance potential for a Phase 
I attendance of  24,000 annual visitors and approximately 80,000 annual 
visitors at the completion of  Phase Iv.  this reflects total attendance of  both 
independent, casual visitors and program participants.  this results in a 
total estimated attendance of  approximately 80 percent from the regional 
market, with an additional 20 percent from a larger national/international 
population.  attendance at each individual phase is a reflection of  reduced 
scale and visitor experience.  

the number of  participants in multi-day programming is a reflection of  
capacity and drawing power of  the proposed facilities at various levels 
of  phasing and their ability to draw and accommodate visitors.  at 
completion, this results in approximately 4,700 overnight visitors, with 
reduced numbers in earlier phases to reflect capacity constraints for 
classroom space and indoor activities.

Financial Performance
aECom has prepared an illustrative economic analysis to demonstrate 
the estimated impact on the financial performance of  the park that would 
result from implementation of  each phase of  development.  the illustrative 
financial performance assumes that the East End Lagoon Park & Preserve 
will be a well-managed, well-maintained facility with competitive amenities 
and attractions, served by appropriate parking.  the following analysis 
illustrates the performance of  the environmental education centeras a 
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stand-alone attraction; the positive financial contribution resulting from the 
proposed ancillary uses; and the summary of  their consolidated financial 
performance.

Environmental Education Center
as seen in table 6.12, looking at the environmental education center 
alone, aECom estimated that revenues from core operation of  the would 
increase from $321,000 (Phase I) to $1.9 million (Phase Iv) and that the 
operating budget would increase from $491,000 to $2.4 million.  Increasing 
revenues result from a combination of  increased attendance and higher 
per capita fees associated with increased scope of  the attraction.  the 
bottom line financial performance is a deficit which ranges from $169,000 
(Phase I) to $511,000 (Phase Iv).  the best overall performance is Phase 

table 6.11: EEC Estimated attendance

III with a deficit estimated at $163,000.  the cost recovery factors for the 
environmental education center as a stand-alone attraction ranges from 
66 to 90 percent.

While Phase I and II have the lowest expenses, the scale of  the development 
limits potential visitation, and therefore, associated revenues.  Phase III 
provides the scale of  necessary to attract higher visitation and multi-day 
program participation, while offsetting some of  the costs associated with 
operating a larger facility.

Financial Performance of Ancillary Uses
the East End Lagoon Park & Preserve program and market also provide 
opportunities for generation of  ancillary income from non-program rentals 
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of  the platform tents, rentals of  environmental education center spaces for 
after hours functions, outside retail sales at the environmental education 
center store, and other sales and rentals.  revenues from ancillary uses 
increase both from increased number of  events, and higher rental rates 
from the availability of  larger spaces.  additionally, the creation of  a larger 
retail shop allows for outside retail sales in Phases III and Iv.  By phase, the 
financial contribution from ancillary uses ranges from $15,000 in Phase I 
to $30,000 in Phase Iv.

Summary of Financial Performance
the addition of  ancillary income to the financial bottom line of  the 
environmental education center reduces the anticipated deficit for the 

table 6.12: Estimated Financial Performance, Environmental Education Center

East End Lagoon Park & Preserve, and increases the overall cost recovery 
factor.  When ancillary income is considered, the deficit is reduced to a 
range of  $48,000 (Phase I) to $287,000 (Phase Iv) and a cost recovery 
factor ranging from 88 to 103 percent.

the ability of  Phase I to appeal to a broad market and generate revenue is 
limited by its modest size.  as the facility develops to Phase II, its ability to 
generate revenue increases, but the facility’s still somewhat modest size 
cannot draw or accommodate a larger audience to offset the increased 
operating costs associated with the facility.  Phase III achieves a balance 
between the scale necessary to attract and accommodate sufficient 
visitation to generate revenues and offset operating costs.  In Phase Iv, 
the costs necessary to operate such a significant facility are not offset by 
potential attendance, and subsequent revenue generated by the proposed 
development.
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given both the absolute size of  the deficit and cost recovery factor, Phase 
III appears to optimize financial performance.  the overall property is 
anticipated to operate at approximately break even, with a cost recovery 
factor of  103 percent.  this phase achieves the best balance between 
size, revenue generation and operating costs. 

Closing the Gap
three of  the four development phases of  the East End Lagoon Park & 
Preserve master Plan are expected to operate with a financial deficit.  the 
remaining phase (Phase III) is expected to operate just above break even.  
given this situation, it is important to begin to identify ways in which the 
funding gap can be reduced or eliminated, or in the case of  Phase III, 
supplement income can be generated.  this section therefore presents 
examples of  direct and in-kind funding sources that have been used 

successfully in park systems elsewhere and which could be applied to 
East End Lagoon Park & Preserve.  It should be noted that the programs 
identified here require work to initiate and maintain.  In cases involving 
outside fund-raising, the chances of  success will be maximized through 
creation of  an organizational structure outside city government that can 
receive and disburse funds.

Corporate/Institutional Grants
Corporations and foundations can provide parks and educational facilities 
with a source of  both capital and operational funds for projects that satisfy 
their criteria for charitable donations.  these criteria typically involve 
subjects as education, the environment, historic preservation, and youth 
and disadvantaged populations.  the subjects to be interpreted at the 
environmental education center and East End Lagoon Park & Preserve 
make them well suited for this type of  financial support.

table 6.13: summary Financial Performance
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success in tapping corporate and institutional funding involves 
understanding the donor’s requirements and needs, and tailoring a 
responsive proposal that links these requirements and needs to a specific 
project or program.  Competition for corporate and institutional support 
is fierce; thus specific experience and skills sets are important.  the 
retention of  a development manager or consultant would be appropriate.  
separation of  the recipient from government through establishment of  a 
friends group or park foundation and/or trust to receive the donations is 
also important.

Corporate Sponsorships and Advertising
Corporate sponsorship and advertising involve funds paid to a park 
(agency) or educational facility in return for establishing a linkage 
between the corporation (or in some cases, institution) and park users.  
this linkage can be achieved through identification of  the corporation as 
an underwriter of  an event, such as a concert.  Placement of  advertising 
materials in event brochures or advertising on scoreboards is examples.  
ultimately, the value of  corporate sponsorship or advertising is a function 
of  exposure, or number of  people who will receive the message.  For East 
End Lagoon Park & Preserve, maximum exposure can be gained through 
placement of  corporate identification at the entrance along the seawall.

Friends Groups
a Friends group is often established when people have a vested 
interest in the facilities, programs and/or maintenance of  a park or parks 
system.  typically such a group is established as a 501(c)(3) not-for profit 
organization, which enables it to engage in extensive fund-raising efforts.  
the scope of  activities of  a typical friends group can vary considerably.  
some groups limit their activities to fund-raising, while other groups become 
integral parts of  park operations, working side-by-side with management 
and staff.  In this later mode, friends groups may be responsible for certain 
aspects of  a park, such as concessions, programming, or operation of  a 
specific facility.   

Adopt-A-Park
a private group, such as a business, neighborhood group, or garden 
club, could adopt a park or an area within a park, taking responsibility 

for certain aspects of  the park or park element’s operation.  Working with 
the department, the group(s) could undertake activities such as planning, 
financing, planting, maintaining, etc.  In order to be successful, experience 
in other jurisdictions has shown that some sort of  formal agreement 
stipulating performance expectations is important.  Experience has also 
shown that is can be advantageous to “prime the pump” by providing 
adopt-a-Park groups with some seed money on a matching basis.  Lastly, 
regular oversight and communications are needed to ensure that the 
arrangement is working for both parks and the working group.

Volunteer Programs
volunteer programs have been used successfully to reduce budgetary 
requirements, enhance parks system operations, and generate a base 
of  support for private contributions.  specific examples of  volunteer 
applications include docent living history activities, security, gardening 
and landscaping, event registrations, and so forth.   

the key to successful volunteer programs is the management and 
administration of  the program.  attention must be paid to volunteer 
recruitment and training, establishment of  responsibilities and guidelines, 
monitoring performance and giving feedback, and recognizing 
performance.  It is not unusual to see a full time volunteer in charge of  
volunteer activities in the more successful programs.

Programming Partnerships
another opportunity for reducing budgetary requirements would be the 
creation of  programming partnerships.  this approach would involve 
outside entities that would effectively take responsibility (operational 
and financial) for select program offerings.  at East End Lagoon Park & 
Preserve, potential programming partners could include texas a & m 
university at galveston that might be interested in expanding it sea Camp 
program.  In other situations, local school systems have taken responsibility 
for developing and conducting programs tailored for their own students.  
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