
Historic Resource Protection 

through Public/Private 

Partnerships

JoAnne L. Dunec

Miller Starr Regalia



Â Introduction

ÂProject Initiation

ÂFunding Sources

ÂLegal Documents

ÂCase Studies

ÂQ & A

Presentation Overview



Public/Private Partnerships Defined 

A contractual agreement between a public agency 
and a private sector entity.   Through this 
agreement, the skills and assets of each are shared 
in delivering a service or facility for the use of the 
general public.  In addition to the sharing of 
resources, each party shares in the risks and 
rewards potential in the delivery of the service 
and/or facility.

- National Council for Public-Private

Partnerships



Public/Private Partnership Attributes

Â Public:

ü Public lands/historic resources

ü Redevelopment area/military base reuse

ü Infrastructure

ü Public finance mechanisms and funding sources

Â Private:

ü Development Expertise

ü Understanding of the Market

ü Private and institutional financing



Goals of the Parties 

Â Public:  Historic Preservation, Adaptive 
Reuse, Economic Revitalization, Job 
Creation, Public Benefits (historic 
buildings/districts, parks, open space, 
affordable housing, transit improvements)

Â Private:  Economic Return, High Profile 
Projects, and Follow-on Opportunities/New 
Business Generation



Goals and Roles of the Parties

Â Public:

ü Public benefits

ü Well-defined goals; no hidden agenda

ü Development vs. regulatory role

Â Private:

ü Profit

ü Greater transparency

ü Flexibility within project parameters



Creating the Project

Â Economic analysis

Â Infrastructure and facility assessment

Â Land use/entitlements

Â Environmental analysis

Â Community input



Project Finance

Â Institutional lending

Â Historic tax credits

Â Private investors

Â Bond financing

Â Assessment districts

Â Tax increment financing

Â Federal appropriations

Â Grants



Traditional Funding Sources

Public

Â Federal appropriation

Â Tax Credits (historic preservation, new 

markets, affordable housing)

Â Bonds/Tax Increment Financing

Â Land Sales Proceeds (if owned by 

redevelopment agency)

Â Assessment Districts

Â State and Federal Grants



Traditional Funding Sources 

Private Funding

Â Debt

Â Mezzanine

Â Equity



Traditional Funding Sources 

Private Funders

Â Commercial Lenders

Â Investment Banks

Â Pension Funds

Â Hedge Funds

Â Private Investors

Â Tax Credit Investors



Selection of the Private Partner

Â Request for Qualifications (RFQ)

ü Experience

ü Financial capability

ü Development team



Selection of the Private Partner

Â Request for Proposals (RFP)

ü Project parameters based on feasibility/

planning process

Â Evaluation of Proposals

ü Responsiveness/creativity

ü Team qualifications

ü Financial resources



Predevelopment

Â Letter of Intent (LOI)/Memorandum of 
Understanding (MOU)

Â Exclusive Negotiation Agreement (ENA)

Â Due diligence

Â Term Sheet

ü Business terms

ü Project documents

ü Special conditions

Â Cost recovery



Entitlements

Â Environmental impact analysis 

(NEPA/CEQA)

Â Planning documents and design standards

Â Mitigation measures

Â Conditions of approval

Â Subdivision process (if applicable)

Â Development Agreement



Disposition Agreements

Â Purchase and Sale Agreement

Â Disposition and Development Agreement 

(DDA)

Â Lease Disposition and Development 

Agreement (LDDA)

Â Owner Participation Agreement (OPA)

Â Lease



Infrastructure

Â Allocation of responsibility

Â Construction

Â Financing



Additional Documents

Â Implementing agreements and memoranda

Â Declaration of Covenants, Conditions and 

Reciprocal Easements (CC&Rs)

Â Operating agreements

Â Subleases

Â Maintenance agreements

Â Property management agreements



Case Studies ðNational Park Service



San Francisco and Cavallo Point ðThe 

Lodge at the Golden Gate



Cavallo Point ðThe Lodge at the

Golden Gate



Historic Structures and Landscape





Fort Baker

National Park Service

Â Adaptive reuse of National Historic District 

within Golden Gate National Recreation Area

Â 142-room hotel and conference center known 

as Cavallo Point - The Lodge at the Golden 

Gate

ü Opened in June 2008

Â Institute at the Golden Gate



Project Financing

Â Over $100,000,000 project

ü $400,000 Challenge Grant (DOI)

ü $23,000,000 federal appropriations (DOD)

ü $11,000,000 historic tax credits

ü Over $90,000,000 private financing (institutional 

lending/private investors)



Fort Baker Retreat Group LLC

Â Passport Resorts LLC

ü Post Ranch Inn, Jean-Michel Cousteau Fiji Island 

Resorts, Hotel Hana-Maui and Sea Ranch Lodge

Â Equity Community Builders LLC

ü Historic renovation/sustainable development

Â Ajax Capital LLC

ü Major investor



Development Sequence

Â October 1998 ïDraft Environmental Impact 

Statement (EIS) circulated

Â October 1999 ïFinal EIS released

Â October 1999 ïRequest for Qualifications (RFQ) 

issued

Â April 2001 ïInvited four short-listed firms to respond 

to Request for Proposals (RFP)

Â May 2002 ïPassport Resorts LLC selected to enter 

into Exclusive Negotiation Agreement (ENA)



Development Sequence (continued)

Â June 2002 ïExclusive Negotiation 

Agreement (ENA) with Fort Baker Retreat 

Group LLC

Â 2005 ïFinal judgment and settlement of City 

of Sausalito NEPA lawsuit

Â December 2006 ïLease Disposition and 

Development Agreement (LDDA)

Â December 2006 ï60-year Lease



Project Area

Â Approximately 45 acres of rehabilitated 

landscape, including parking areas

Â 198,300 gross square feet (sf) of buildings

ü 143,900 sf existing/historic structures (29 

buildings)

ü 54,400 sf new construction (14 buildings)



Additional Phases/Construction

Â Potential rehabilitation of historic buildings

ü Building 636 (additional 22,000 sf)

ü Building 533 (additional 12,470 sf)

Â Potential additional new construction

ü Additional 43,000 sf new construction expansion 

potential within Premises under approved NPS 

plan and FEIS



Lodging and Amenities

Â 142 guest lodging units

ü 68 units in historic buildings (60,700 sf)

ü 74 units in new construction (43,766 sf)

Â 15,000 sf of meeting space

Â Public restaurant, bar and retail spaces

ÂñHealing Arts Centerò spa and wellness 

facilities



Institute at the Golden Gate

Â New environmental institute established by 

the Golden Gate National Parks Conservancy 

and the National Park Service

Â10% of Lodgeôs total guestroom capacity 

available for low, federal conference per diem 

rates for programmatic meetings during off-

peak periods



Business Terms

Â Annual Service District Charge

Â Base rent

Â Percentage rent

Â Participation rent

Â Refinancing proceeds

Â Utility and shuttle financed by special NPS 

guest fee

Â Exempt from local taxes (special legislation)





Haslett Warehouse

National Park Service

Â National Historic Landmark adaptive reuse

Â San Francisco Maritime National Historic 

Park

Â $55 million, 260-room Argonaut Hotel, 

includes restaurant and retail spaces

ü Opened in August 2003

Â National Park Service Visitor Center



Fort Mason Center

National Park Service

Â Historic buildings within Golden Gate 

National Recreation Area

Â Conversion from Cooperative Agreement to 

long-term Lease

Â Facilitate financing for historic 

preservation/rehabilitation

Â Phasing to facilitate conversion



Artillery Barracks (Vancouver National 

Historic Reserve Trust)

Â Vancouver National Historic Reserve

Â Adaptive reuse of former artillery barracks to 

an historic lodging facility

Â Request for expression of interest



Other Military Base Reuse and 

Redevelopment

Â Alameda Landing

Â Alameda Point

Â Bayport Alameda



Alameda Point

Former Naval Air Station Alameda



Alameda Point

Â Exclusive Negotiation Agreement (ENA)

Â Potential ballot initiative with Development 

Agreement

Â Constraints

ü Owned by Navy, multitude of World War II 

buildings, environmental contamination, public 

trust, Measure A, high water table, bay mud, 

endangered species, access



Alameda Landing and Bayport Alameda

Former Federal Industrial Supply Center


