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Our Charge And Methodology

In December 2021, The Hackett Group, LLC was engaged by the Municipal Yacht Harbor
Management Corporation (“MYHMC”) of New Orleans and was tasked with completing an
opportunity assessment focused on assessing development options for a vacant site(s) on the
property, to explore financing structures suitable for future development, identify potential
revenue sources and structure, clarify and expand the role of the Corporation and, more broadly,
advance the concept of the development of the New Orleans Municipal Yacht Harbor
Management Corporation’s proposed development site.

For this project specific deliverables included the following:

1. Evaluate option for the integration with RPC Master Planning process
2. Identify the ideal structure for development, i.e., public private partnership
3. Identify revenue sources and structures.
4. Identify how potential development will affect the boat house owners and other

neighborhood stakeholders.
5. Determination of how future development aligns with the Harbor’s existing master plan.
6. Outline next steps in the development process
7. Written and Oral presentation to the Board reporting finding

The stated goals of the Board for this assessment for any development on the site aligns with
those stated in the 2017 RPC Feasibility Study, a study which encompasses the larger goals of
the City and Region.  They are:

● To make the space accessible to all New Orleanians
● Develop the space to attract visitors.

However the additional and specific development goals of the MYHMC include the desire to

● Diversify revenues streams to the Corporation and
● Create sustainability for the MYHMC

We reviewed all available information, research, documents, etc., to assess the project from the
point of view of the Municipal Yacht Harbor Management Corporation, its constituencies, its
stakeholders and its charge or governing purview. In addition, we developed and reviewed peer
sites or similar municipal yacht harbors around the country to identify any best practices, trends,
successes, or failures.
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MYHC - The Neighborhood and Development Footprint

For more than 100 years the City of New Orleans has been responsible for West End – the
property located between the New Basin Canal & the 17th Street Canal, outside of the
levee/flood wall, except for Orleans Marina (and the surrounding boathouses and businesses),
and a sliver of Jefferson Parish along the 17th Street Canal. This area is the distintuinship section
of the West End neighborhood, one the most unique neighborhoods in New Orleans and is home
to the New Orleans’ public Marina as well as the Point.The site includes an oak lined Park, and
offers un parrelleed vistas of Lake Pontchartrain. Yet despite the natural assets and vibrant
history of the West End it is an overlooked or underutilized part of the City.

Katrina dealt a devastating blow to the West End area and as a result the Municipal Yacht Harbor
Board and administration was re-organized as a public benefit corporation so that it could
operate independently.

This neighborhood in the City has been characterized by ascendency and decline over the past
100 years. This specific development has been considered since rebuilding began after Hurricane
Katrina. In 2016 a land use and transportation feasibility study was commissioned by the
Regional Planning Corporation (“RPC”) focused on the illustrated project area. It consists of
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approximately 4.28 acres bounded by the permanent pump station to the south, West Roadway
Street to the east, and Lake Pontchartrain to the west and north. The core area available for
development is commonly referred to as the Fitzgerald site, the former location of the famous
Fitzgerald Restaurant.

The areas of focus for this report include the Fitzgerald site as well as the two parks, West End
Park and Breakwater Park. The Fitzgerald site is currently the subject of a cooperative endeavor
agreement (CEA) defining the cooperation of Jefferson and Orleans Parishes for the planned
development. The CEA will likely outline the development process as well as define a specific
method of revenue sharing.

We understand that the CEA is governed by the following principles

1. Creating a public space along the water
2. Creating a plan that embodies the social atmosphere and economic character that West

End has historically represented, and
3. Facilitating development that integrates the Parishes into one comprehensive

landmark site

This work notwithstanding, the purpose of this report is to analyze this development through the
lenses of the Municipal Yacht Harbor Corporation, answering the question of how might their
interests be maximized in this process.

The study determined the feasibility of several components of a site development plan. For
purposes of this review we will enlarge or answer a few of those objectives outlined in the Study.

Opens Space Parks Green Space (West End Park and
Breakwater Park)

Another opportunity which we explore in this study is
extraordinary green/park space available at West End.
Both spaces are underutilized and poorly maintained
from an aesthetic standpoint. Outlined in this study
includes some of the very specific uses found in our
peer reviews. Usage and activation of these spaces is
available to the MYHMC irrespective of the final
development plan and timetable of the Fitzgerald site.
Of course, once the development is completed,
additional opportunities will exist.
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Fitzgerald Site Development

While the West End Redevelopment Feasibility study referenced three (3) alternative site plans,
one in was highlighted, a hybrid of all of the site plans. For purposes of this assessment, we will
focus on the site plan that is preferred and will likely serve as the guide for redevelopment of the
site.

Highlights include:

● Public board walk
● Multiple covered entrances to the boardwalk
● Parking lot
● Retail and restaurants
● Residential
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Development Challenges

As we began to examine the development potential, we identified several challenges. These
challenges or current conditions constrain the solutions or programs that might be
implemented/adopted.

1. MYHMC Staffing - The current staffing and budget, while adequate for services
currently provided to the boating and boat house community, does not allow for
developing and managing more extensive park programming other than the lower
hanging fruit opportunities to enhance revenue.

2. Gateway to West End Park - Lake Marina Drive is the only means of access to the
project site, as it provides the only connection through the flood gate. It offers no
aesthetic attractiveness along its 1800-foot-long approach to the site, as well as serves as
a choke point for traffic – in and out.

3. Parking - For any future development, underestimating and under-providing parking for
the West End area demand would have the potential to push vehicles out onto North and
South Roadways. Saturday is also the day that boathouse owners and boaters most
frequently and heavily use those properties, setting up potential conflicts. As the West
End Redevelopment plans are further detailed, parking available for boat house residents
must be considered

4. Friends of West End - After Katrina a 501(c)(3) non-profit Friends of West End, Inc.
was formed to serve as a means of supporting the planning of MYHMC with private
fundraising and facilities development that would not be possible simply based on public
revenue. However, while this organization was constituted to provide the support, the
organization is now defunct.

5. Orleans Parish/Jefferson Parish Cooperation - Required - The conclusion of the RPC
report states succinctly and concludes with the following recommendation the level of
collaboration required by the preferred site:

One of the most critical issues in redeveloping the West End site is that, except for the Old
Fitzgerald’s site which lies mostly within Jefferson Parish, the other restaurant buildings
straddle the border between the Orleans and Jefferson Parishes, while all the parking and utility
services to the buildings would have to be from Orleans Parish. Therefore, it is highly important
that the two Parishes continue to work together …… to set forth clear and equitable agreed-upon
development requirements, development approval processes, management cost sharing, and
revenue sharing. West End Redevelopment Area State 0 Feasibility Study, 2017

6. NIMN - The “not in my neighborhood” reaction against elements of the proposed
development may be a factor because of the isolated and unique West End neighborhood
and its residents. The stated goal of opening up the harbor to the public may be in conflict
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with the historical usage and traffic patterns. This project may attract neighborhood
objections unless honest and robust engagement strategies are integrated into the
development processes.

Boat House Owners

The permanent residents and important stakeholder group is the boat house owners. They
represent more specifically the “neighborhood”, and would be most affected by any development
in the other. Broadly speaking, the residents know that development is appropriate and coming,
but specific issues are of concern to them. The two most reported are parking and traffic.

● Parking
● Traffic
● Noise
● Security
● Impact on quality of utilities, specifically sewage and water pressure

These are the typical neighborhood concerns across the City and are not necessarily unique to the
boat house owners. The relationship between the MYHC and the residents is good. Recently park
rules have been created and adopted which take into consideration several of the areas of interest
to the Boat house owners including park hours, access and rules.. This collaboration should be
accelerated so that in advance of a development some of the “rules of engagement” are already in
place.

Development Structure and Financing

From the perspective of the MYHC, a key question is how will the project be financed? And,
will the development provide funds to support the mission and financial responsibilities of the
Board as well as the Board’s future plans.. The planned development offers a prime opportunity,
if structured properly, to create a sustainable model for MYHC, leveraging its natural assets, into
the future.

Public Incentives

Tax Increment Financing (TIF)

Public Incentives is a tool that can be used to finance the public portion of a project. The City has
the authority to issue property and sales tax TIFs to help fund public infrastructure and other
improvements related to development, a tool it has seldom used to-date in New Orleans.
Tax-increment financing is a program in which property or sales taxes from the site are reserved
to pay off loans
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Developments best suited for a sales tax TIF structure are most often higher end retail
developments or mixed use developments, which is envisioned at this site.

According to a study done by HR&A, New Orleans could have funded approximately 20-25% of
total capital construction costs for both phases of the North Rampart Street streetcar construction
using incremental property tax revenues collected from properties within a quarter-mile of the
alignment. Local sales tax revenues from new/pipeline development and major retail renovations
within a quarter-mile radius would have yielded a near-equivalent amount. Taken together, the
two TIF sources – incremental property taxes and sales tax revenues from new development –
could have funded nearly 45% of total capital construction costs.

Similarly, construction costs for the Lafitte Greenway Bicycle and Pedestrian Path, a 2.6-mile
linear park and multi-use trail connecting the French Quarter to Mid City via a continuous
12-foot-wide asphalt path, could have been fully offset through the dedication of property and
sales tax revenues within a quarter mile of the improvement, with enough revenues left over to
fully fund 15 years of operations and maintenance.

Development Structure

The structuring of the agreement with the private developer(s) is important to the MYHC. It is
likely that a Public Private Partnership would be the best structure for the development project
envisioned.

Definition: A public-private partnership (abbreviated as P3 or PPP) is an agreement, usually
creating a lasting relationship, between a private party and public entity to share the risk and
rewards of delivering or enhancing an essential public service

However there are several forms this might take. In some cases the municipality or public entity
would make an in kind contribution to a PPP, notably with the transfer of existing assets. In
projects that are aimed at creating public goods, like in the infrastructure sector, the government
may provide a capital subsidy in the form of a one-time grant so as to make the project
economically viable. In other cases, the government may support the project by providing
revenue subsidies, including tax breaks or by guaranteed annual revenues for a fixed period. This
project would be considered a classic example of a public asset redevelopment, leveraging public
assets to optimize public benefits or unlocking monetary value found in a public asset through
sale, ground lease, joint venture, or other mechanism. In the case of the Fitzgerald development,
a ground lease would be the core revenue flow, however, there are other additional revenues that
might be generated including a portion of sales to support park upkeep and maintenance.

In this case, infrastructure improvements might include renovation of West End Park, installation
of hard or permanent elements such as an amphitheater, street repair, improvements, drainage or
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utilities.

The Municipal Yacht Harbor Corporation would be the ideal party to serve at the center of the
Public Private Partnership. Based on all of the peer research, it seems that the MYHC is well
structured and positioned to be the “public” partner of the public private partnership. Because the
MYHC is structured as a public benefit corporation, it is the ideal recipient of the various
revenue streams including those generated by this development.

As the current steward of the land, it is likely that the MYHMC would manage the new
development and be responsible for providing specific services to the development. And
importantly, any proposed development would impact the operations of the Harbor - their core
mission - as well as impact the current residents, specifically the Boat House owners.

Critical components of a successful public-private partnerships include;

1. The public entity has clearly identified and quantified the project’s fiscal and
community impacts, including opportunity costs, and has community and political
support.

2. The public entity has assembled a team that can help the municipality make
decisions regarding assessing feasibility, identifying financial options to securing
an equitable agreement, managing pre development work, and overseeing design,
construction, closeout, and occupancy.

3. The public-private partnership objective, a shared goal between the public and
private entity, is well defined and agreed upon in the deal agreement.

Revenues

The development would provide significant revenues including increased sales taxes, improved
property taxes. Use of the strategies outlined would certainly pay for the infrastructure cost and
any other incentives offered to the developer to develop the property. In addition, the MYHC
could act as a co-developer and certainly share in revenues generated over the long term.

1. Development agreement should require some shifting of maintenance and upkeep cost to
the developer, i.e. all built space and green space maintenance cost to be paid by the
MYHC should become a cost to be shared with the developer(s).

2. Any “West End Taxing District” should include a dedicated revenue stream to the
MYHMC.

3. Revenues collected via leases, fees etc. should be collected by or a portion distributed to
the MYHMC.

Because the MYHC is a public benefit corporation it is able to collect/ receive revenues from a
myriad and diverse sources - through the activation of green spaces, from the developer, from
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the tenants and the City

● Rents from commercial tenants
● Concession revenues
● Fees - Permitting, Rental, etc.
● Grants, Donations
● Appropriations and Guarantees (Federal, State or City)

A strong and well supported “Friends Of” organization is a critical factor in developing
additional streams of revenue for the Municipal Yacht Harbor

Based on our peer research additional sources of revenue available to the MYHC are listed
below. While some of these may not be suitable for the MYHC, several other green and blue
spaces generate revenues from these sources. Many of the resources in the New Orleans region
utilize some of these included, The Zoo, Aquarium, City Park and Audubon Park.

● Volunteers
● Corporate Memberships
● Four-legged Friends Program
● Dedications
● Gala
● Planned Giving and Capital Campaign

Community Engagement

A best practice is the cultivation of a stakeholder group. Friends of West End is a volunteer
driven non- profit representing the community residential and business organization in the West
End area. This community of over 2,000 members provides a core group to propose the goals of
this project. The success of the group would be essential to the success of the projects. Currently
defunct, the group had been focused on promoting the Community Sailing School as well as the
unique history of the West End.

Comparable Marinas Research

As you noticed most of the peers were chosen because of the fact that they have recent
developments and commercial developments designed around the peer as a part of the amenities
around the pier. In general, in the south most yacht harbors and piers did not have
non-maintenance commercial items around the pier except in Florida.

Most destination-like developments were located on the West and East and Coast -= like San
Diego, NYC, San Francisco, Baltimore inner harbor.
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Comparative Uses Matrix
Shopping, Dining, Entertainment &
Attractions

Event Sponsorship Education

Fisherman’s Wharf
San Francisco, CA

Pier 39
The Cartoon Art Museum
Hyde Street Pier
Cruise Charters
Restaurants & Bars

Annual 4th of July Celebration
Fleet Week

S.S. Jeremiah O’Brien
Bike Tours

Baltimore Inner Harbor Marina
Baltimore, MD

Museums
Cruise Charters
Outdoor Concert Pavilion
Restaurants & Bars
Visitor Center

Festivals
Naval Vessel Tours
5k/Marathon

Historic Ships

Hudson River Park
New York, NY

Mini Golf
Beach Volleyball
Skatepark
Playground
Recreational Fields & Courts
Water Playgrounds
Restaurants & Bars
Cruise Charters
Dog Parks
Public Gardens

Volunteer
● Clean Up
● Revitalization

Dance Lesson Series
Free Concert Series
Paid Concert Series
HIIT/Exercise Classes
Kids Event Series

Trapeze School
Community Sailing Schools
Hudson River Park River Project
Public Art
Dance Lesson Series
Historic Maritime Vessels

Lake Conroe
Conroe, TX

Watersports
Event Venues
Disc Golf
Party Cruise Charters

Fishing Tournaments
Water Sport Tournaments
Concert Series
Water Based Festivals
Movies in the Park
Community Wide Garage Sale
5k Run
Cultural Festivals
Boat Shows
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Recommendation 1 - Public Private Partnership and and Taxing District

A. Developing a very strong CEA that assures that Orleans Parish and MYHC by extension
gets its fair share of that to cover because they are the stewards of the area. We
recommend and advocate the use of public incentive financing - a TIF (Tax Increment
Financing), to finance the infrastructure associated with the development, utilizing sales
and property taxes. This may involve creation of a tax improvement district. The
distribution, split and collection of this revenue stream will be outlined in the CEA
between Orleans and Jefferson Parishes. If needed, these revenue flows can be bonded
and lead to a public incentive financing transaction. These transactions involve a cast of
several, including real estate developers, elected and public officials, economic
developers, land planners, civil engineers, investment bankers, real estate lawyers, etc.

B. As the steward of the area, and assuming a Public Private Partnership will be used to
structure the development at the Fitzgerald site, we recommend that MYHMC represent
the ‘public’ face of any agreement. Furthermore, we we encourage that the agreement
included elements of maintenance cost sharing as well as lease payments

Recommendation 2 - Fitzgerald Site Development Commercial Space Usage

According to the West End Redevelopment Area Stage 0 Feasibility Study, the top 5 business
types suitable for the project area based on leakages, patrons leaving the project area to consume
goods and services, within a 5 to 10 minute drive-time radius are:

1. General Merchandise Stores
2. Clothing and Clothing Accessories
3. Furniture & Home Furnishings Stores
4. Sporting Goods, Hobby, Book & Music Stores
5. Building Materials, Garden Equipment & Supply Stores

Also according to the same study, food and beverage stores, restaurants, and drinking places are
currently in surplus within a 5 to 10 minute drive time radius.

Based on this information, The Hackett Group recommends minimizing the number of new
restaurants in the Fitzgerald development; instead, the five commercial uses above are better
suited for this upcoming project. In particular, general merchandise, home goods, and clothing &
clothing accessory stores might provide opportunities for greater revenue generation due to the
lack of nearby competition.
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Additionally based on all interviews, review of literature, and past studies, mixed use
development is frequently mentioned as the type of development preferred. . Some of the
potential uses suggested by stakeholders are listed below:

● Artist Studios
● Fitness Center
● Spa Wellness Center
● Medical Offices
● Relaxation Spa
● Nord – a full on Nord facility with tennis courts, pickleball,
● Full Aquatic Center
● Residential

Recommendation 3 - West End Park & Breakwater Park

West End Park is an amazing and quiet refuge offering true vistas of Lake Pontchartrain – but
it can become so much more.

In its current state, West End Park is a large under-utilized space in the studied area. The primary
purpose of the park is to provide passive recreational green space to the public. The park is often
found empty or nearly empty. Rethinking the space could be beneficial to drawing the general
public to the park.

It is purposed in the MYHMC Master Plan to change or add the following to West End park:

● Renovate the Fountain
● Build an amphitheater
● Build an age appropriate recreational area for children or youths
● Beautifying the park
● Improve the lagoon area
● Improve the walkways
● Improve the drainage

In addition to the improvements listed above additional programming will be required to increase
the usability of West End and Breakwater parks. Programming and event space rental can be
useful, not only for increasing space utilization, but also for increasing potential revenue
generated for MYHMC. A summarized list of our recommendations from the Comparable Use
Matrix can be found below.
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1. Public Green Space
2. Youth Activities
3. Public Art

4. Family Oriented Development
5. Cultural/Musical Festivals
6. Outdoor Events
7. Farmers/Open-Air Market
8. Watersports/Fishing Tournaments

The general thought is to become as creative as possible with the activation of the two parks
under the stewardship of MYHMC. It is worth mentioning again, that traffic and parking will
continue to constrain park programming. Smaller events such as art markets, fishing rodeos for
example could provide a reliable revenue stream to the MYHC while not straining existing
infrastructure.

Next Steps of Engagement (Proposed)

While we understand that the City of New Orleans through the Office of Economic Development
will manage the Request for Qualifications (“RFQ”) process we would recommend that the
Corporation engage a consultant who will

1. Advance the concept of the development of the New Orleans Municipal Yacht Harbor
Management Corporation’s (the “Corporation”) proposed development site.

2. Manage the Request for Qualifications (“RFQ”) process, which includes developing the
RFQ timeline, writing the RFQ document, reviewing submissions and participating in
RFQ interviews as an advisory consultant to the Board of the Corporation.

3. Work with architects, financial consultants, counsel, and other professionals on drafting
Request for Proposal (“RFP”), section by section, including but not limited to analyzing,
debating, and confirming the exact boundaries and description of the site to be offered,
carefully considering the possible implications and ramifications of the full RFP.

4. Review all submissions and make recommendations to the Corporation's Board for
respondents qualified to participate in the RFP process.

5. Advise on best practices for RFP proposal scoring and ensure scoring criteria is
communicated and understood by respondents.

6. Drafting all correspondence with the developer finalists
7. Regular conversations/meetings with Board and/or senior leadership relative to market

conditions, strategy, timing, and opportunities regarding the proposed development site
and the developer selection process.

The Hackett Group, LLC



16

References and Sources (Partial)

Regional Planning Commission (RPC) 2017 Study, WEST END REDEVELOPMENT AREA STAGE 0 FEASIBILITY

STUDY – FINAL REPORT

TIF-3: Leverage the tourist economy to help enhance New Orleans’s economic competitiveness by HR&A

Advisors, Inc. Draft Alignment of Public Incentives for Strategic Outcomes, 2018

Rethinking Economic Incentives in New Orleans, Indianapolis, Columbus and Cincinnati, HR&A,

Hudson River Park, 2022, https://hudsonriverpark.org/.

“Lake Conroe.” Conroe Convention & Visitors Bureau, 2022, https://www.visitconroe.com/lake-conroe/.

“Fisherman's Wharf San Francisco.” Fisherman's Wharf Association of San Francisco,

https://www.fishermanswharf.org/.

“Baltimore Inner Harbor Visitor Center.” Visit Baltimore, 7 Feb. 2022,

https://baltimore.org/what-to-do/museums-attractions/a-tour-of-baltimores-inner-harbor/.

“Yacht Basin: Fort Myers, FL - Official Website.” Yacht Basin | Fort Myers, FL - Official Website,

https://cityftmyers.com/yachtbasin.

Analysis of New Orleans Redevelopment Authority Programs and Financing, Asakura Robinson

Consultant Team, November 2021

Peer Sites Reviewed

● Fisherman’s Wharf
San Francisco, CA

● Clipper Yacht Harbor
Sausalito, CA

● Fort Myers Yacht Basin
Fort Myers, FL

● Bay Harbor Yacht Club
Bay Harbor, MI

● Cambridge Municipal Yacht Basin
Cambridge, MD

● Hudson River Park

● California Yacht Marinas
CA

● King Harbor Marina
Redondo Beach, CA

● The Marina at Dana Point
Dana Point, CA

● Port of San Diego
San Diego, CA

● Seattle Yacht Club
Seattle, WA

● City of Miami's Municipal Marinas
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New York, NY
● Pier Sixty-Six

Fort Lauderdale, FL
● Lake Conroe

Conroe, TX
● Lake of the Ozarks

MO
● Newport Beach Harbor

Newport Beach, CA

Miami, FL
● Waterside Marina

Norfolk, VA
● Anchorage Marina

Baltimore, MD
● Baltimore Inner Harbor Marina

Baltimore, MD
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