Attachment 1

Report on Preparations for Opening the 
Brightwater Environmental Education and Community Center (EECC) 
Per Section 104, P1 of Ordinance 16984 
September 2011

Purpose

This report responds to section 104, P1 of Ordinance 16984. The Proviso states:

Of this appropriation, $100,000 shall not be expended or encumbered until the executive prepares and submits to the council a report on the preparations for opening the Environmental Education Community Center ("EECC") at the Brightwater treatment facility. The report shall contain: (1) a summary of staff activities related to the EECC leading up to the opening in September 2011 and recommended staffing for 2012; (2) a recounting of outreach and advertising of the facility to schools and the general public in 2011; (3) anticipated events, tours and visitors for the remainder of 2011 and through 2012; (4) the status of partnership agreements, grant applications and fundraising and anticipated opportunities in 2012; and (5) an accounting of investments made in educational materials and equipment for 2011.
Background

The EECC was built as mitigation for the Brightwater treatment facility and will be a popular environmental attraction that provides educational, motivational, and enriching experiences. The EECC has 70 acres of natural and restored habitats that include wetlands, forest, ponds, streams, and open grassland areas, which are home to a variety of wildlife including amphibians, mammals, birds, and fish. 
The site features art elements designed with educational themes of water and ecology to reflect diversity, values, and history. The Leadership in Energy and Environmental Design (LEED)-certified buildings include an interactive exhibit hall, classroom, college level laboratory, conference/event spaces, kitchen, and administrative offices. The EECC mission and goals are detailed below.
Mission

The EECC is a clean water interpretive attraction provided to educate and motivate the public about environmental stewardship and to build community. 

Goals

· The EECC will impart information about the mission and operations of the King County Wastewater Treatment Division (WTD) in order to build support for wastewater facilities, projects, and products; to explain rates; to generate interest in wastewater careers; and to create behavior changes that limit impacts on facilities and rates. 
· The EECC will provide community gathering spaces.

· The EECC will create partnerships to foster broader environmental education.
Five Elements of the Proviso
(1) Summary of staff activities related to the EECC leading up to the opening in September 2011 and recommended staffing for 2012 (staff activities from November 2010 through September 2011).
A. Staff Activities

A Brightwater EECC management group was established in November 2010, to oversee the general strategic planning, budgeting, project management, and partnership development of the EECC. This group hired the EECC Director who began work in May 2011 and has developed partnerships with key stakeholders such as Friends of the Hidden River (FOTHR), Islandwood, 4Culture, Snohomish County Public Utility District, University of Washington Bothell, and Cascadia University. An Education Committee and a Marketing Committee was established with community members at the end of 2010. These groups continue to work with the WTD staff on grant writing, program and curriculum development, exhibit hall design, communications materials, and grand opening celebration planning for the Brightwater EECC.

The WTD is currently collaborating with the King County Parks and Recreation Division for operation of the room rentals program at the EECC. The WTD Finance staff developed new financial systems for donations, contracting and internal partnerships; safety staff created procedures and protocols documentation; operations staff developed a plan for maintenance and janitorial services of EECC buildings and grounds; capital project staff has fully outfitted the EECC buildings and developed LEED certification protocols and reporting guidelines; and community services staff created the EECC website, brochure, exhibit hall education displays, and marketing materials.
B. Staffing Recommendations for 2012
Currently, the EECC is being managed by Director Susan Tallarico, who is responsible for the business plan, budget, partnerships, fundraising, and collaborating on program development and evaluation. Additional staff that will help operate the EECC in 2011/2012 includes the Tour Program Manager/Wheels to Water Program Manager, Casey Plank. Ms. Plank is responsible for managing the public tour program at all three of King County’s wastewater treatment plants and managing the Wheels to Water Program, which provides transportation to bring school children to education programs at all three treatment plants. Janitorial, maintenance, and grounds services will be provided by Brightwater Treatment Plant operations staff.
The WTD recommends additional staff for 2012. A Water Quality Planner Program Manager III (site manager) is needed to act as the lead for office/site management, responsible for monitoring and reporting for LEED certification, managing on-site events, administering the partnership agreement with the Parks and Recreation Division for rentals, developing and managing a volunteer/docent program, developing and managing an intern program, creating and managing the educational kits program, acting as a lead for web and social media, conducting exhibit hall and classroom/laboratory updates, and coordinating all maintenance. Additional part-time contracted site monitors will be necessary to help with room/conference space rentals and will work on-site outside of business hours and/or for large events. They will set up rooms, greet renters, review procedures with renters on-site, and conduct post-event check lists. Labor costs for site monitors will be covered by rental revenue. A final staffing proposal will be included with the Executive’s budget proposal. 
C. Recommended Organizational Chart for Brightwater EECC
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D. Partner Staffing Requirements

Partnerships will enhance the programming that the WTD is able to provide. The division is establishing relationships with partners who have compatible missions and who can offer services at the EECC. The WTD is soliciting formal partnerships to help develop, manage, and implement educational programs (see section 3 for a description of educational programs). 
The King County Parks and Recreation Division has agreed to provide a part-time event/rental coordinator to take inquiries and reservations, coordinate permits, and handle all paperwork and money exchange for the EECC rental program. Through a formal education partnership, the EECC will gain a full-time education coordinator to manage the school day program, develop educational curriculum, coordinate/conduct education program evaluation, coordinate teacher trainings, and develop community programs and workshops. The partner will also provide educators who will teach the school day programs, conduct community programs and workshops, and lead treatment plant and EECC tours. Prior to a partnership agreement being in place, this activity will be provided by temporary staff in the division.
(2) Recounting of outreach and advertising of the facility to schools and the general public in 2011
The WTD has conducted a number of outreach events to highlight the Brightwater EECC. From March through June 2011, four preview events were conducted with teachers, school board members, and senior staff from surrounding school districts. Three Metropolitan King County Council members and their staff toured the EECC buildings and natural areas. An Earth Day Event was successful, with 125 students, 30 parents, and the King County Executive in attendance. The Earth Day event was followed up with a press release and information on the King County Executive’s Facebook and Twitter sites. The EECC has been highlighted in the King County Programs for Educators Directory as well as several newspaper and newsletter articles. The WTD Community Services staff established a Brightwater EECC email account, website, and brochure to increase general public awareness and communications. Leading up to the grand opening event in September, there will be an art installation event with local press, artists, and community members as well as a Design Festival that will feature the design of the Brightwater EECC.
(3) Anticipated events, tours, and visitors for the remainder of 2011, and through 2012
Beginning in October 2011, the EECC will offer a school day program for students in grades 4-8, which includes day-long field trips on topics such as water, wastewater treatment, water conservation, ecology, energy, and technology. The treatment plant tour program, which currently operates at South and West treatment plants, will be expanded to include Brightwater and will provide tours for students in grades 4-12, as well as community and professional groups.  The tour program teaches visitors about the wastewater treatment process and how wastewater can be recycled and reused. 
In 2012, additional programs will be offered as partnerships are developed. The school day program, treatment plant tour program, and rental program will continue and be expanded with partner support. New programs scheduled for 2012 include teacher trainings during weekends and summers on topics such as water and watersheds, water conservation and ecology, technology, and field investigations. Summer programs for students in grades 1-6 are planned that focus on water, wastewater testing, and field investigations. Additional programs will include workshops and classes for adults taught by King County and partner staff; community programs for all ages including families; and in-school outreach programs with classrooms that are visiting the EECC to prepare students for their visit on-site. Outreach programs will also include post-visit education to reinforce ideas and activities presented at the EECC.

An educational kits program will be used on-site for self-guided learning and discovery by teachers and general community groups and will allow for educational opportunities for a wider audience. A volunteer/docent program with adults from the local community will allow for deeper community engagement and provide needed help to support exhibit hall education, kit programs, and community outreach. An intern program with high school-aged students will be developed to connect students to the EECC as well as provide an avenue for high school students to become interested and aware of water quality careers. In addition, WTD staff will collaborate with Cascadia College for the development of Wastewater Treatment Plant Operators Course to be conducted at Brightwater.
It is anticipated that 150-200 students will be reached each week through the tour and school day programs. The WTD is still in the process of developing partnerships and will be able to project overall usage once these partnerships are fully established.
(4) Status of partnership agreements, grant applications and fundraising, and anticipated opportunities in 2012
A. Status of Partnership Agreements
The WTD solicited formal proposals from educational institutions, non-profit organizations, and other qualified private organizations that can provide educational services at the EECC. The partners will assist King County in developing and implementing educational programs as well as obtaining short-term operating funds and developing a long-term funding strategy through private fundraising efforts. A Request for Proposals (RFP) was developed by WTD staff. It is anticipated that a partnership contract will be negotiated and signed in the fall of 2011. Initial program planning and development for expanded school day and tour programs will begin after the contract is signed. It is expected that planning, development, and piloting of community programs, community workshops, teacher trainings, and program evaluation with partners will begin in early 2012, with all programs being fully operational by mid-2012.

The vision is that there will be a number of other partners involved in the EECC. These partners would use the site and offer additional programming to enhance the core programs offered. An example would be a local Audubon Society who meets at Brightwater for Saturday morning birding opportunities.
B. EECC Grant Applications, Fundraising, and Anticipated Opportunities
Friends of the Hidden River has collaborated with King County in fundraising efforts throughout the Brightwater EECC project and has been very successful in securing grants for capital projects and program development. Capital project grants total $1.28 million and have paid for LEED building design and construction, test bed feasibility and design, solar panels for the EECC, and classroom/laboratory outfitting. Approximately $10,000 has been received for program development to date. King County will continue to work with Friends of the Hidden River as well as other partners for ongoing fundraising efforts.

The WTD plans to make educational programming at EECC self-supporting within three to five years. In order to cover the operating expenses, the WTD will collect revenue from program fees as well as through grants and private donations. An estimated $160,000 in fundraising revenue is needed annually to cover non-labor operating expenses (see table below). As a long-term funding strategy, an Education Endowment Fund may be established to cover operating costs. This endowment would need to be approximately $3 million (at projected five percent interest) to cover expenses.
Brightwater EECC Operating Expenses and Revenue Projections
	 
	
	General Operating Costs 2012 
	General Operating Costs 2013 
	General Operating Costs 2014 
	General Operating Costs 2015 

	EXPENSES
	 
	 
	 
	 
	 

	Labor Total (salary/benefits) 
	
	270,174
	283,612
	294,612
	306,755

	Non-Labor
	 
	 
	 
	 
	 

	 
	Supplies
	60,500
	60,500 
	62,920
	65,437

	 
	Services/Other Charges
	112,550 
	112,550 
	117,052
	121,734

	
	Intragovernmental
	50,000
	50,000
	52,000
	54,080

	Non – Labor Total
	 


	223,050
	223,050
	231,972
	241,251

	REVENUE
	 
	 
	 
	 
	 

	As per current budget 
	Rentals
	       50,000 
	       50,000 
	52,000
	54,080        

	REVENUE
	
	
	
	
	

	 Additional revenue estimated with partnership  support
	Summer Programs
	         5,000 
	       10,000 
	       10,300 
	       10,609 

	 
	Workshops/Courses
	              -   
	         6,000 
	        6,180 
	         6,365 

	 
	Teacher Trainings/Classes
	              -   
	         3,000 
	        3,090 
	         3,183 

	 
	Fundraising - grants, donations, etc.
	       168,000
	       154,000 
	160,000        
	     167,000

	Total Revenue 
	 
	223,000       
	223,000       
	231,570
	241,237     


(5) Accounting of investments made in educational materials and equipment for 2011

The majority of non-labor expenses, which include the purchase of educational materials and equipment, will occur in August – December leading up to the official opening and as programs are being developed and tested. It is expected that additional materials and equipment will need to be purchased in early 2012 after additional program planning has occurred with established partners.
Projected Educational Materials and Equipment (to be purchased in Aug – Dec 2011)

· Educational books 



  $5,000

· Curriculum guides and field guides 

  $3,000

· Basic laboratory equipment 


$25,000

· Safety and general operations gear 

  $5,000

· Water and energy testing kits  

  $5,000

· Field investigation materials  


$15,000

· Classroom outreach materials  

  $2,000




Total = 

$60,000

Summary

This report outlines the activities, operations, budget, and planning for the EECC. Most of the information provided describes activities completed in the capital phase of the EECC project, which will be operational in late September 2011. The programs and partnerships within the EECC will be strategically phased in and will continue to evolve and expand. The WTD is confident that the EECC will provide education to the community, help recruit future employees to the division, and motivate the public to engage in greater environmental stewardship.
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