EXHIBIT NO. /

City of Alexandria, *Virginia | (- 10- 5—3

MEMORANDUM
DATE: JUNE 35, 2003
TO: THE HONORABLE MAYOR AND MEMBERS OF CITY COUNCIL
FROM: PHILIP SUNDERLAND, CITY MANAG S

SUBJECT: RECEIPT OF THE VISITORS CENTER CONSULTANT REPORT

ISSUE: Consideration of the next steps in the Visitors Center Study process.

RECOMMENDATION: That City Council:

(1) Receive the Alexandria Visitors Center Report and refer it to the City staff for
coordination and further analysis, discussion and consideration by the community; and

(2)  Request that the City Manager bring recommendations concerning the establishment (or
not) of a new or expanded visitors center to the City Council for public hearing and final
determination before the end of 2003.

BACKGROUND: Over the past decade the City has several times considered alternative
locations for its current visitors center located at 221 King Street in Ramsay House. These
considerations have been based upon the widespread acknowledgment that tourism is an
important element of the Alexandria economy and that Ramsay House is too small {withonly a
400 square foot welcome, orientation and information area) to adequately serve tourists, as well
as its tourist information room is difficult to find and utilize with the requirement of climbing
many stairs, and with an entrance that is difficult for tourists to find and utilize.

In order to determine the best location for a visitors center and to define what a visitors center for
the City of Alexandria should be, the City sought out, through a competitive process, expetts in
the area of tourism development and promotion to conduct a thorough and independent study of
the needs of the City. The study was started in the fall of 2002 with a series of interviews of
residential and business stakeholders, entailed substantial data gathering and analysis, and
included a presentation at a Council work session on April 22 of the consultant’s draft findings.
The consultant has now finished its report: Alexandria Visitors Center Report (Attachment 1).
Given the voluminous size of this report and its appendices, copies will be placed for public
review in the City Clerk’s Office, the Department of Planming and Zoning, at the Beatley Library,
and at the offices of the Alexandria Convention and Visitors Association. Copies of the
executive summary of the report (Attachment I) and the consultant’s PowerPoint summary
(Attachment IT) of the report will be posted on the City’s web site, as well as the Alexandria
Convention and Visitors Association (ACVA) web site.




Report Findings

National and Local Tourism Trends: The report notes that while tourism grew in the 1990s
nationally, it stowed in 2001. The tragic evenis of September 11, 2001, the temporary closing of
National Airport, the sniper incidents, the anthrax incidents, and the periodic increased terrorist
alerts have all contributed to a decline in the tourism industry in the region, as well as in
Alexandria. While tourism nationally and in the region is expected to grow in the future, the
growth may be slow and may be selective based upon increased competition for limited tourism
dollars.

Alexandria has assets which are considered competitive. These include being in a state which
has 55% of the population of the United States within 500 miles and being very attractive to
cultural and heritage oriented tourists. More tourists are now choosing to drive and to take
shorter, but more frequent vacations. Cultural and heritage tourism is important because this
element of the tourism market is growing, has longer staying patterns, and spends more than
typical tourists.

A recently completed survey of 952 visitors to the City, titled Profile Study of the Alexandria
Visitor, found that: _

. Alexandria tourists have a higher median income of $77,000 which is
substantially higher than the national average of $48,500,

+ Repeat business is evident as 62% of tourists have been to Alexandria before,

«  Word-of-mouth from friends and family dominates the source for discovering
Alexandria,

s Alexandria’s proximity to Mt Vemnon is important,

o 59% of visitors stay at least two days,

« Nine out of ten visitors give Alexandria the highest satisfaction rating allowed,
and

« On a list of twelve activities that tourists to Alexandria recommend, the Visitors
Center was 12 on the list with only 3% of the survey respondents listing it.

Comparables: The consultant study looked at five other jurisdictions’ visitors centers. Factors
reviewed included: location in relation to the tourist domain, size of facility, parking, shuttle
services and purpose that the facility serves in order to understand what might work for
Alexandria. These included:

¢ Charleston, South Carolina
» Montgomery, Alabama

+ Corning, New York

« Newport, Rhode Isiand

+ FEaston, Pennsyivania




Streneths. Weaknesses, Opportunities and Threats (SWOT): In order to determine the type and
location of a visitors center for the City, a SWOT analysis was undertaken to assess and evaluate
the tourism market and to help develop recommendations for City Council consideration. A
summary of this analysis is provided in chart form below:

Proposed Mission: Based upon the anatysis of the Alexandria tourism market and its potential,
as a precursor to making site and facility size recommendations, the consultant drafted a
proposed mission for an Alexandria Visitors Center. This proposed mission states:

Strengths Weaknesses Opportunities Threats

+ Well-defined Visitor * Signage » New Visitors Center | « Conflicts Between

Domain Tourism Activities

: « Parking » Increased Tourism and Neighborhoods

» Access to Large Marketing

Regional Market » Visitor and Tourism = Change

Data and Research | * Support for Tourism

+ Condition of Public with Respect to » Traffic Congestion

Environment Day Trippers » Maximize Riverfront

~ Potential » Competition from
* Unique Product Other Localities
s Partnerships

* Alexandria is * Terrorism

Attractive to the * Partnering with

Cultural & Heritage Washington, DC

Tourist and Mt. Vernon
* Tourist Satisfaction » Moving Tourists

Beyond Old Town

» Increasing Realization

of the Value Tourism » Nurture Relationship

Provides the City with Motorcoach

Operators

The important conclusion that the consultant reached states “the (Alexandria Visitors) Center should
orient, inform and educate visitors; prepare them for the remainder of their stay; motivate them to go
out and find historic sites, and other attractions and amenities. The Center will provide an
interpretative context for, or linking of, these sites, attractions and amenities, but it will not, for the
most part, be a place where the stories are told of the interpretation is rendered for individual sites
and attractions.” This conclusion is key as it ultimately drives the scope (size, staffing, mission, and
cost), and to some degree the locational options of an Alexandria Visitors Center.

As an outcome of this conclusion, the consultant recommends that the City have a visitors center of
3,500 square feet (gross square feet), including a 1,500 square foot information and orientation area.
Such a facility could serve about 1,000 visitors on a peak day, including about 75 persons at any
single peak time.




Locational Analysis: In developing locational options for a visitors center, the consuitant had to
analyze travel pattems, the location of tourist sites, and fit that with the experience that (p. 66)
“successfil visitors centers are located where they are easy to find and use, both for tourists who
intended to stop there first, as well as for those who come upon it in their travels and decide to stop
in.”” This resulted in the consultant eliminating from consideration locations outside of the tourist
domain of Old Town, and then focused for site locations the King Street corridor area from the King
Street Metro Station to the Potomac River. This is where the tourists are, where there is greater
potential for increasing tourism, where tourists (such as those traveling between Washington D.C.
and Mt. Vernon) can be easily diverted to, and therefore this makes the best location to consider in
looking at visitors center site alternatives.

Report Recommendations: The report contains two classes of recommendations. The first is a set of
general recommendations common fo all sites (as well as the status quo option of doing nothing to
change the existing Ramsay House Visitors Center). The second set of recommendations represents
the site location alternatives for a new or expanded visitors center.

The general recommendations include:

+  Substantially improve (or create) signage and wayfinding systems. Informational and
directional signage for tourists is a critical weakness of the City. If tourists are to
learn what the City has to offer, lengthen their visits, as well as visit again, making it
easy to find the visitors center, City historic sites, amenities and parking is necessary.

« Mass transit-oriented tourism should be further encouraged. The DASH Aboutisa
start towards this end, but more can be done to encourage more mass transit use,
expand the DASH About, as well as encourage visitors who are staying in the
Washington D.C. area outside of the City to visit the City via Metrorail.

« Supplemental information opportunities such as having mini-stands or kiosks at City
events such as the Red Cross Festival or the Scottish Walk can boost tourism
(including promoting Alexandria as a shopping and dining destination), especially
from those living in the greater Washington D.C. Metropolitan Area.

»  Alternative parking programs (discounts, better signage, increased availability) should
be developed in order to make parking for tourists easier than it currently is.

« Encourage greater use of motorcoaches, as well as have motorcoaches extend what is
typically a short stay in the City. This would require a more active motorcoach
management and expanded off-site parking for motorcoaches.

The six options, which include different siting options, presented by the consultant include:

Options 1 and 2 New Visitors Center on Upper King Street: These options would have a new
facility constructed on either the King Street Metro station parking lot or on
the east end of the King Street Gardens triangle park adjacent to the King
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Option 3

Option 4

Option 5

Option 6:

Street and Diagonal Road intersection. A center at this site would primarily
serve Metrorail users and would require most tourists and tour buses to leave
the primary tourist domain and go out of their way to use the visitors center.

New Visitors Center in the Metro Station Concourse: This option would
construct a visitors center at one end of the Metro station concourse or the
other under the existing Metrorail platform. A center at this site would
primarily serve Metrorail users and would require most tourists and tour buses
to leave the primary tourist domain and go out of their way to use the visitors
center.

New Visitors Center on Market Square: This option would add a visitors
center to the east side of Market Square in the area where the planters are
located and over the entrance to the Market Square parking garage. It is also
proposed that a open air pavilion for farmer’s market and civic stage use be
constructed on the other side of Market Square. Market Square is scheduled
for renovation in the next few years and the construction of a new facility
would need to be coordinated with it, as well as coordinated with the proposal
for the location of a Martin Luther King statue on Market Square. This
Market Square location option would site the visitors center in the heart of the
tourist domain as well as provide a single floor visitors center. This site is in
the heart of the tourist domain. The consultant believes that this location and
single floor design is the strongest of all the options presented

Ramsay House Renovation and Expansion: This option would provide a two
story addition to Ramsay House over the adjoining garden area. The tourist
orientation and information area would be on the first floor and tourist
restrooms on the second floor. The report states that the architectural style
would be respectful of the history associated with Ramsay House and the
surrounding area. This site also is in the heart of the tourist domain, and
represents the second strongest of all the options presented.

Ramsay House Status Quo or Renovation with Ancillary Welcome Space at
the King Street Metro Station: This option would improve the interior of
Ramsay House and add a welcome/orientation area to the King Street
Metrorail station to the largely vacant ground level lobby area in the southern
end of the station where the original entrance is located.

The major findings of the consultant’s report were presented to Council at a work session on April
22, and then to the ACVA Board of Governors and to the Alexandria Hotel Association on May 12.
For both of those meetings various civic associations and business groups (in or adjacent to where
the site options were proposed), were invited, and some of these groups were able to send
representatives. Further presentations to, and discussions with, these groups will need to occur over
the coming months. Also an analysis of the various site options by City and ACVA staff will also
need to occur. It is proposed that after there is time to conduct these analyses and to obtain
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community input, that recommendations be brought back by City staff to Council before the end of
2003, with a public hearing scheduled on the recommendations.

In regard to the visitors center consultant recommendation that, regardless of the option visitors
center site option chosen, a better coordinated signage and wayfinding signing program is needed in
the City, staff has begun to study how other cities have developed and implemented such coordinated
sign programs, as well as what a program might entail and how, and over what time period, it might
be implemented. At some point before the end of 2003, either with or separate from the visitors
center recommendations, staff will report its findings and make signage and wayfinding program
process recommendations to Coungil. This report would not inciude a specific new sign program,
but would define it, and make recommendations about whether or not, or to what degree, the City
should start such a program.

FISCAL IMPACT: The various visitors center options have a wide range of costs. A new or
expanded visitors center could cost (measured on an order of magnitude basis) $1.6 million for the
expansion of Ramsay House, $2.6 million for the Market Square option, and between $2.2 million
and $2.5 million for the upper King Street options. Ramsay House renovated and not expanded
along with a welcome space in the King Street Metro station was not cost estimated, but would be
the lowest cost alternative with a wide range of costs depending on how extensive the renovations
and the welcome space program design were. Costing the signage and wayfinding program is
difficult without defining how comprehensive and extensive such a program would be. Based upon
preliminary discussions with experts in this area, an extensive signage and wayfinding program
however could cost upwards to $1.5 million. However, a less comprehensive program could cost
much less. A program can also be designed in phases and implemented over a number of years,
thereby reducing up-front costs.

ATTACHMENTS:
L Executive Summary of the Alexandria Visitors Center Report
IL PowerPoint Summary of the Alexandria Visitors Center Report

STAFF:
Mark Jinks, Assistant City Manager
Barbara Ross, Deputy Director, Department of Planning and Zoning
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EXECUTIVE SUMMARY

Alexandria is a city rich in history and cultural attractions with high quality dining and
shopping experiences. These attributes make it attractive to residents and tourists. Tourism
plays an important role in the local economy. The City commissioned this study to determine
if a new visitors center is warranted and if so where it might be located. In conducting this
study a team lead by Parter International, Inc. researched local and national tourism trends,
conducted and reviewed surveys, held interviews, meetings and focus groups with a cross
section of stakeholders, researched comparable facilities and identified potential locations for
a new visitors center.

Alexandria has significant strengths as a tourism destination with a well-defined visitor
domain and access to a large regional market of visitors. The city is unique, safe and friendly
with visitors showing a high level of satisfaction with their experience in Alexandria. The
city is poised to take advantage of growing suppoért for tourism, a strong existing promotional
effort and potential partnerships to maintain and enhance the economic benefit associated
with increased visitation.

There is strong support for 2 new or enhanced Visitors Center in Alexandria to provide
information and orientation to the city. Such a center would encourage visitors to fully
explore the sights, attractions, shops and restaurants, stay longer, spend more, return again
and recommend Alexandria as a destination to others. Properly located, it would act as a
staging point for tours and events and a sender to all parts of the City.

Stakeholders felt a presence in the Old Town area was important. An analysis of traffic
patterns reveals that visitors arrive almost evenly from the north and south making an Old
‘Town location the most viable. Local concerns regarding parking and traffic need to be
addressed as part of a larger transportation analysis and plan. The proportion of traffic
related to visitors does not significantly contribute to existing conditions. Improvements in
signage and wayfinding will help visitors navigate the City more efficiently and ease some of
these issues.

An analysis of the existing Ramsay House Visitors Center shows that it is insufficient to meet
the current and future goal of effectively and efficiently conveying tourist information.
Although thought to be an historic structure, it is in fact a reproduction building that replaced
a larger structure that was heavily damaged by fire in the 1940’s. In 2 main area of about 400
square feet, the building currently serves more than 115,000 visitors a year. The majority of
these visitors arrive in a season starting in April and running through October. To properly
accommodate and serve existing visitors and anticipated growth in visitation, Alexandria
needs a Visitors Center of approximately 3,500 gross square feet.

The Parter Team established site criteria and reviewed potential Visitors Center scenarios
with a variety of stakeholders. With input from those interviewed, the Team identified
potential locations throughout the city. Each location was analyzed with respect to its
positive and negative impacts on residential and commercial activities in the surrounding

area, traffic patterns, parking availability, public transportation, accessibility and other
factors.

Parter international, Inc. E-1 7




Alexandria Visitor's Center Report

A number of recommendations are made which are common to all locations. These include
improvements in signage and wayfinding, exploration of changes in public bus service
through special passes, extension of DASH About or free off peak service, and additional
detailed parking and traffic evaluations. Motorcoach management through signage and route

. alterations is also recommended. Finally, creating supplemental information opportun1t1es
for festivals, events and busy days is also recommended.

Seven recommendations are made that include five potential locations. Three locations
surround the King Street Metro Station. They are construction of 2 new facility either on the
triangle formed by Diagonal, King and Daingerfield or on the Metro parking lot area or in the
METRO Station Concourse. Two locations are in the heart of Old Town. They are 2
renovation and expansion of Ramsay House and the construction of a pair of pavilions on the
planter areas of Market Square. One of these pavilions would function as the Visitors Center
and the other as an open-air structure for the fanmers market, events and festivals. Another
option is to renovate Ramsay House and create an ancillary space associated with the King
Street METRO Station. Lastly, the option exists not to make investment in physical
improvements but rather to expand tourism marketing.

After thorough analysis and a series of public meetings and presentations, the Parter Team
believes that the strongest options, and those with support from stakeholders, are the Ramsay
House expansion and the Market Square options. The Market Square option is stronger
programmatically than Ramsay House in terms of creating a positive visitor expenence
within the center. Both of these options serve o create 2 strong central presence in the visitor
domain that is welcoming to visitors and conveys the quality experience associated with the
City that will encourage people to stay longer, spend more and return again.

g
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 The Assignmeﬁr_\_‘_t‘

f » The Assighment:

= Whether New Visitors Center Warranted
= If So, Where Should It Be Placed?

Parter International, Inc.



g [nformation Gathering

//

= Secondary Research

» Local / National
= Primary Research

» Interviews

= Site Visits

= Surveys

» Focus Groups

» Client Meetings

Parter International, Inc.
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Findings

Strengths Weaknesses | Opportunities | Threats

a Well-Defined Visitor | = Signage « New Visitors Center = Conflicts between
Domain = Parking « Increased Tourism tourism activities and

= Access to Large « Visitor and Tourism Marketing neighborhoods
Regional Market Data and Research | = Support for Tourism = Change

= Condition of Public With Respect to Day | . Maximize Riverfront = Traffic Congestion

Environment

= Unigue Product

= Alexandria is
Attractive to the
Cultural & Heritage
Tourist

= Tourist Satisfaction

= Increasing
Realization of the

Value Tourism
Provides the City

Trippers

Potential

= Partnerships

= Partnering with
Washington, DC and Mt.
Vernon

= Moving Tourists Beyond
Old Town

= Nurture Relationship
with Motor Coach
Operators

= Competition From
Other Localities

= Terrorism

Parter International, Inc.




‘Tourism & Economics

» Strong drive market
= Alexandria tourist median income
s Repeat visitors
» Satisfaction rating
=« The DC visitor
s Tourism economic impact
» Motor coach impact

Parter International, Inc.
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'Proposed Visitors Center Mission

= Provide a welcoming, pleasing and fun experience

designed to encourage visitors:

A/

to participate in all aspects of Alexandria;

to visit the surrounding area of Old Town, its historic and
other attractions, restaurants and shopping;

to visit other Alexandria area and attractions outside of
primary visitor domain;

to stay longer in and return to Alexandria; and

to leave as satisfied visitors and goodwill ambassadors for
Alexandria.

Parter Internationai, Inc.




| Proposed VisiE_quenter Mission

5%

Provide information, directions, basic visitor
amenities, reservations and ticketing, and access to
attractions, facilities, hotels, restaurants and
entertainment.

Act as a staging point for walking, trolley and garden
tours to reduce idling time and travel time for buses
in the area.

Act as a node or pick-up/drop-off point to encourage
the use of mass transit.

Convince tourists that Alexandria cares and wants to
help make their stay an interesting and pleasant one.

Parter International, Inc. 6



Compa rablesw o

= Charleston, South Carolina
= Montgomery, Alabama

= Newport, Rhode Island

s Corning, New York

s Easton, Pennsylvania

» Types of Visitors Centers
« Information centers
= Information and orientation centers
« Interpretive centers

Parter International, Inc.
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w Ramsay House Analysis

= History

= Services Offered

= Visitation & Usage
= Transportation

« Traffic & Parking
s Assessment

Parter International, Inc.
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Site Criteria

Relationship to tourist domain- King Street/center of Old Town
Positive and negative impacts on residential and business neighbors

Easy vehicular access, convenient to parking, public
transportation/DASH/shuttle

Convenience for motor coach tours
Exterior spaces usable in fair weather for overflow and staging
Visually accessible and identifiable for pedestrian and car traveler

Connections and relationships to attractions, lodging, shopping &
restaurants |

Public acceptance/acceptability
Costs
Operational issues

Parter International, Inc. 9
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POTENTIAL LOCATIONS @@Nsmsaw
CITY OF ALEMXANDREA

Parter International, Inc.

10



2

'Recommendations Common to All

= Signage & Wayfinding
= Improvements will help manage traffic & parking,
define districts & identity, reinforce the experuence,

create linkages

= Public Transportation

. Encourage special bus passes; Extend DASH ABOUT
to weekdays or free off-peak DASH

= King Street signal synchronization & larger pull-offs
to clear lane of traffic

Parter International, Inc. 11



ot Recommendaljons Common tO A"

= Motor Coach Management
= Improve signage, establish designated routes

= Set aside more drop-off on Market Square,
identify and mark additional parking and
partnerships

a Parking

= Develop parking census, review parking
regulations & explore discount rate structures

Parter International, Inc. 12
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a Recommended Site Alternatives

m King Street Metro Station Lot

a King Street Triangle

» King Street Metro Concourse

s Market Square

= Ramsay — Renovation & Expansion

a Ramsay — Status Quo/Renovate+Metro
= Ramsay — Status Quo — Marketing

Parter International, Inc. 13
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, Upper King Street Site Alternatives
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‘Ramsay House

_'uExpansion Alternative
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Ramsay House Expansion Alternative
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Market Square Alternative
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;Site Issues/Properties
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Alexandria Visitor's Center Report
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Alexandria Visitor's Center Report

I. INTRODUCTION
A . ASSIGNMENT

Parter International, Inc., with its team members EDAW, Gorove-Slade
Associates, Gallagher & Associates and Powe.Jones Architects, was retained by
the City of Alexandria, Virginia to provide an independent and objective analysis,
concerning a potential new Visitors Center for the City. The resulting study and
assessment is intended to conclude first, whether a new visitor center is warranted
and second, if it is warranted, where it might be placed, with the least impact, on
the citizens of Alexandria and the most positive influence on local tourism.

B. GOALS & OBJECTIVES

Alexandria seeks to take advantage of its rich history to enhance the experience
of residents and visitors and encourage them to enjoy the shopping, dining and
cultural attractions of Alexandria and to reach a deeper understanding of the City.
One way to accomplish this is with a new or improved Visitors Center that can
encourage tourists to enhance and extend their stay, return again and act as
goodwill ambassadors by telling family, friends and colleagues of their
experiences in Alexandria. Visitors Centers should also be a resource for
residents to plan family events, and learn more about opportunities for activities
in the City.

Tourism in Alexandria has been severely affecte