
COUNCIL AGENDA: 11-20-07 
ITEM: 2,Ib 

CITY OF 

SAN JOSE 
CAPITAL OF SILICON VALLEY 

Memorandum 
TO: HONORABLE MAYOR AND 

CITY COUNCIL 

SUBJECT: FAMILY CAMP SPECIAL USE 
PERMIT RENEWAL 

FROM: Albert Balagso 

DATE: October 29,2007 

Approved Date /40h 7 

COUNCIL DISTRICT: Citv-Wide 
SNIAREA: N/A 

RECOMMENDATION 

Authorize the Parks, Recreation & Neighborhood Services Department to apply to the United 
States Forest Service for a renewal of the City's special use permit for the operation of San JosC 
Family Camp in the Stanislaus National Forest and to return to the City Council for permit 
approval in December, 2007. 

BACKGROUND 

San JosC Family Camp is situated on 36.3 acres in the Stanislaus National Forest along the 
Middle Fork of the Tuolurnne River, approximately 150 miles from San JosC. The camp was 
originally opened by the City of Oakland in 1919 and was purchased by the City of San JosC in 
1968. 

The camp is operated under a special use permit from the U.S. Forest Service (USFS). The 
City's first permit extended for twenty years, from 1968 through 1987, and was followed by a 
second twenty-year permit, which extends through December 2007. In order to continue the 
Family Camp program in 2008, the City must submit an application to renew its permit by the 
end of the calendar year. The purpose of this memorandum is to request that authorization. 

OUTCOME 

Approval of this action will authorize PRNS staff to apply to the USFS for a permit renewal to 
operate San Jose Family Camp in the Stanislaus National Forest for an additional twenty years. 
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Approval of this action will also direct staff lo return to the City Council for approval to execute 
the renewal permit after it has been prepared by the USFS'. 

ANALYSIS 

Overview of Sun Josd Family Camp 

Family Camp accommodations include a dining hall, platform tents, restrooms & showers, a 
crafts lodge, several outdoor recreation activity venues, and support facilities that include a camp 
manager's house, roads, parking areas, and water, electrical and sewage treatment systems. 

The camp program currently serves approximately 5,000 users per year, providing family and 
group camping, outdoor recreation and interpretive activities, meal service and maintenance 
services. The camp's summer program operates from mid-June through mid-August and 
provides full meal service, organized recreation activities and pool lifeguards. During the spring 
and fall, the camp is available for rental or casual uses, including individual and group camping. 
During these periods, the camp does not provide structured recreation activities or lifeguards, 
and prior arrangement is required for group meal service in order to control costs. 

Improvements to Falnily Camp 

The Parks, Recreation and Neighborhood Services Department has taken significant steps over 
the last several years to implement a range of improvements to the Family Camp program. The 
purpose of these actions was to align camp operations with City policies, improve camp 
infrastructure, improve professionalism and the quality of services to campers, increase camper 
satisfaction, expand our customer base, and increase the program's direct cost recovery rate. 

A report released by the City Auditor in 2004 recommended that the Department address camp 
facility conditions and deferred maintenance, revise staffing patterns, eliminate the use of 
underage volunteers, upgrade canlp staff housing, ensure compliance with City policies, and 
inlprove the camp reservation process. With the completion of upgrades to camp housing, which 
is expected to be completed by the end of the calelidar year, all audit recommendations will have 
been implemented. 

To improve professionalism and the interface with City systems and procedures, camp 
management was transitioned in 2004 from a contract manager and assistant manager to civil 
service employees. Seasonal staff workers were converted to a per diem basis. The prior 
practice of using minors for summer employees and volunteer camp counselors was discontinued 
in order to raise the level of staff maturity and to reduce the City's liability for after hours 
supervision. Modifications to the camp organization, targeted recruitment of summer staff and 
intensified pre-season training enabled the program to provide a more mature, skilled and 

I This would provide the City Council the opportunity to consider any additional requirements that may be 
established by USFS prior to the final execution of the renewed permit. 
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customer-friendly camp operation. 'Staff training emphasized customer service and City policies 
and procedures, including those addressing substance abuse and sexual harassment. 

In an effort to streamline the registration process and facilitate the participation of new users, the 
camp early reservation process was revised from the time consuming first-come, first-served 
process to a lottery-like system of random registration appointments. This change improved 
resident access to Family Camp, reduced registration waiting times, and discouraged some large 
groups (75 to 125 persons) from dominating camp activities, which smaller family groups had 
indicated caused uncomfortable, crowded conditions at camp. 

While the large group reservations had been beneficial to our cost recovery rate, it came at the 
cost of the user experience and stress to a facility with finite resources. To offset a resultant 
decline in camp occupancy, staff enhanced advertising efforts and expanded discounts during 
periods of lower camp occupancy. To preserve program quality, the summcr season was 
shortened in August 2007 as many seasonal staff must leave camp in mid-August in order to 
return to school. In place of full operations after the scason, staff also piloted a three-day family 
weekend that provided meals, maintenance services and a reduced level of organized recreation 
activities. Staff will continue to monitor the effectiveness and customer satisfaction with this 
effort. 

Activities provided at the camp have been adjusted to enhance the family-oriented atmosphere of 
the program. Alcohol use has been restricted from camp common areas to tent areas only. The 
prior champagne brunch has been discontinued and a new "Carnival Extravaganza" has been 
added on Tuesday evenings in place of the wine and cheese social that was previously offered. 

Many physical upgrades have been made to correct deficiencies and improve the overall camp 
facility, including tent platforms, deck railings, water tanks, and the amphitheatre. 
~ommunica t ion~were~m~roved  through thireplacement of the aging telephone/intercom 
system, internet service was added, and the kitchen floor, ceiling and appliances were repaired. 
Housing for camp staff was upgraded. A major camp cleanup removed unused materials, 
equipment & furnishings that had accumulated over several years. 

Program Fees 

To offset escalating operating costs, including the increased cost of hiring civil service 
en~ployees, program fees were increased by 20% in 2005. In accordance with the City's general 
budget principles, non-resident fees are approximately 38% higher than those charged to 
residents. While significantly higher than previous fees, the new fees remain competitive with 
those charged by other full service camps with similar amenities. The following chart provides a 
summary of the fee schedule for the 2007 summer season: 
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It is important to note that these rates include lodging, 3 unlimited meals per day per camper and 
recreational activities at camp (archery, camp fires, trail hikes, dancing, games, swimming, 
fishing etc). 

Age Category 
Adult 
10-15 years of age 
6-9 years of age 
3-5 years of age 
2 years of age and under 

Special Use Permit Renewal 

Approval of a permit renewal from the U.S. Forest Service is required to continue the Family 
Camp program after the current permit expires in December 2007. To be eligible for the pennit 
renewal, PRNS has worked with the USFS to ensure that the camp is in full compliance with all 
existing permit requirements. Staff is preparing an updated site plan, which the USFS requires as 
part of its National Environ~nental Policy Act (NEPA) review of our application. The City is 
required to pay $9,100 to the USFS for the cost of the NEPA study. 

Resident Rate/Night 
$52 
$43 
$3 1 
$22 
Free 

Once a new permit is executed, the City will be required to submit an updated Family Camp 
facility development plan within thc first two years of the new permit term. The City will also 
be required to continue paying an annual pernlit fee in accordance with federal fee legislation. In 
past years, the USFS fee has been approximately $15,000 per year but the fee was increased with 
new legislation that became effective with the 2005 camp year. While the gross arnount of the 
new fee is estimated at $35,000 per year, it is anticipated that it will be somewhat reduced based 
upon fee discounts which the USFS allows in proportion to the number of camp users who arc 
disabled, disadvantaged, or who participate in organized youth programs. 

Non-Resident RateINight 
$74 
$59 
$42 
$29 
Free - 

CONCL USZON 

The City acquired Family Canlp in 1968 and bas had a goal for many years to recover the camp's 
direct operating costs through user fees charged to campers in accordance with thc City's annual 
fee resolution. Beginning with staffing transitions in 2004, PRNS implemented a variety of new 
policies designed to improve the quality of the Family Camp program and the recreational 
experience for each camper. The Department's efforts have resulted in facility improvements, a 
more effective organization, greater professionalism, program stability, and higher customer 
satisfaction. Camper surveys reveal progressively improved satisfaction levels in all aspccts of 
camp operations for 2005,2006 and 2007. New campers are beginning to replace the displaced 
large group campers who chose not to return to Family Camp. 

Cost recovery for the 2007 program was projected to reach 83% in a report to the City Council 
on May 22,2007. (Final figures will become available in November after the camp closes for the 
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2007 season on October 3 1 ".) In that report, the Department further projected that the program 
would achieve a 90% cost recovery rate by the 2009 season. 

Much of the value of the Family Camp program extends beyond its rate of cost recovery to the 
value of the serviccs it provides to San Josk residents. PRNS is exploring ways to extend camp 
services beyond the traditional campers that we havc served in the past to provide outdoor 
recreational and educational opportunities to disadvantaged and at-risk populations who 
otherwise may never realize an opportunity to leave their urban environment to play, explore, 
and learn about nature in a national forest. The Department is designing opportunities to reach 
these potential customers through innovative arrangements with schools and non-profit social 
scrvice agencies. 

EVALUATlON AND FOLLOW-UP 

Upon approval, PRNS staff will apply to the USFS for a twenty-year pennit renewal to operate 
San Josi: Family Camp in the Stanislaus National Forest. Once the application has been 
approved and the renewal permit has been prepared by the USFS, the Department will return to 
the City Council to request approval to execute the new pennit. 

POLICY ALTERNATlVES 

Alteteuizative I. The City Council may decide not to apply for pennit renewal and, instead, 
terminate City operation of Family Camp. 

Pros: The City would realize a net reduction in operating expenses resulting from the 
combined loss of camp revenue and expenses. 

Cons: The City would eliminate the provision of the Family Camp services to the public. 
The City would be required to remove camp structures and improvements and to 
restore the site. Alternatively, with prior pcrmission from the USFS, the City may 
be allowed to seek an alternate operator qualified to purchase the camp and to 
receive a special use permit. 

Reason for not recommending: The City would eliminate a valued public service, save 
only the margin of operating expenses that exceed Family Camp revenues, 
abandon its multi-year capital investment in the camp, and would be required to 
fund the considerable expense of removing camp roads, structures, utilities and 
sewage treatment plant and restoring the site. If allowed to seek a replacement 
operator, there is no certainty that the City could find a replacement entity 
qualified to purchase and operate the camp. 
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CEOA 

Not a project. 

ALBERT BALAG 
Director of Parks. 
and ~ e i ~ h b o r h o o d  Services 

For questions, please contact Cynthia Bojorquez, Deputy Director, at 535-3581. 
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PUBLIC OUTREACHIINTEREST 

n ~ r i t e r i o n  1: Requires Council action on the use of public funds equal to $1 million 
or greater. 
(Required: Website Posting) 

a ~ r i t e r i o n  2: Adoption of a new or revised policy that may have implications for 
public health, safety, quality of life, or financial/economic vitality of the City. 
(Required: E-mail and Website Posting) 

a ~ r i t e r i o n  3: Consideration of proposed changes to service delivery, programs, 
staffing that may have impacts to commullity services and have been identified by 
staff, Council or a Community group that requires spccial outreach. (Required: E- 
mail, Website Posting, Community Meetings, Notice in appropriate newspapers) 

This item does not meet any of the above criteria but will be posted on the City's website for the 
November 20,2007 Council agenda. 

COORDINATION 

This memorandum has been coordinated with the City Attorney's Office and the City Manager's 
Budget Office. 

COST IMPLICATIONS 

Authorizing PRNS to apply for a special use permit renewal from the U.S. Forest Service will 
incur a cost of $9,100 for NEPA review, plus an additional amount for staff time to update the 
existing Family Camp site plan. Funds for these expenses are available in the adopted 2007- 
2008 Capital Budget in the Parks & Community Facilities Program for City-wide Parks. 
Rcquired budget increases driven by USFS fees would be addressed in the normal budget 
proccss. 

BUDGET REFERENCE 

Fund # 

391 

Amt. for 
Contract 

Appn# 

6545 

Adopted 
Budget 

Appn. Name Last budget 
Action (Date. 

Family Camp Infra- 
structi~re Renovation 

Total 
Appn . . 
$72,000 $9,100 

- 
Page 
V-601 

~ r d .  NO'.) 
1011 6/07 1 






