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Background: Cape Elizabeth and Fort Williams Park 

Cape Elizabeth, Maine is a small, wealthy coastal town of about 9,300 residents (U.S. 

Census, 2018) that lies 5 miles south of the bustling city of Portland.1 This suburban community 

has a rural feel and is home to several farms as well as a significant amount of public park land 

and open space. Cape Elizabeth is perhaps best known as the home of Portland Head Light, a 

popular tourist attraction and the most photographed lighthouse in the world (Town of Cape 

Elizabeth, n.d.-a). This 18th century lighthouse, along with an informative museum and gift shop, 

are located on the grounds of Fort Williams Park, a prized local attraction situated on roughly 90 

acres of coastal property. The park also boasts walking paths, military fort ruins, an interactive 

children’s garden, two playgrounds, a rocky beach, sports fields, tennis courts, baseball 

diamonds, picnic areas, and an off-leash dog park area. The finish line for the popular annual 

Beach to Beacon 10K road race, created by local celebrity Joan Benoit Samuelson2, is at the 

heart of the park. 

Fort Williams is a carry in-carry out park, meaning that no trash receptacles are available 

for visitors, though portable restrooms are provided (Cape Elizabeth Facilities & Transportation 

 
1 Per the U.S. Census (2018), the median household income of $106,000 in Cape Elizabeth is roughly double the 

state median household income of $53,024. 
2 Samuelson, who grew up in Cape Elizabeth, was the first winner of the Women’s Olympic Marathon (Town of 

Cape Elizabeth, n.d.-a). 
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Department, n.d.). The park is surrounded by a fence and the gates are open daily from dawn 

until dusk, year-round (Portland Head Light & Fort Williams Park, n.d.). 

Park visitor estimates range from 750,000 - 1,000,000 individuals annually (Van Saun, 

2018). Most visitors are tourists from outside of Maine. Tourists visit in small groups of family 

or friends who enter the park in personal vehicles and as part of larger private tour groups that 

enter the park on commercial vehicles (buses, trolleys, and large passenger vans). Fort Williams 

is also a frequent destination for Cape Elizabeth locals and residents from surrounding towns. 

Dog walkers abound in the off-leash dog park area and local Little League teams practice and 

play games on the park’s baseball diamonds. Groups can rent the gazebo and various picnic 

shelters and platforms for private events like birthday parties or weddings. Runners from Cape 

Elizabeth and neighboring communities commonly jog through the park as part of their regular 

routes, while friends from the surrounding area gather at the rocky beach for picnics on summer 

afternoons. Families with small children enjoy the opportunities for exploration in the children’s 

garden landscape in warmer months and turn a large hill within the park’s green open space into 

a popular sledding destination in the winter. The park is a much-loved resource to residents and 

out-of-state visitors alike. 

Parking fees at Fort Williams Park 

It is summer 2018, and Fort Williams Park is presently free for any individual to enter 

and enjoy. However, rising park attendance and associated maintenance and capital improvement 

costs have made the idea of implementing visitor parking fees palatable to some local residents 

and Town Council members. 

The Town Council has recently tasked the Fort Williams Park Committee (FWPC) with 

developing a pay-to-park system for personal vehicles entering Fort Williams Park. The FWPC 

is a 7-member committee that is appointed by the Town Council to monitor the park’s capital, 
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maintenance, and operational needs and policies and makes recommendations to the Council. 

The committee has specifically been asked to design a parking fee structure for personal vehicles 

that would be politically acceptable, fair, and raise adequate funding to offset the park’s 

maintenance and capital improvement costs. 

The idea of collecting visitor parking fees from personal vehicles at Fort Williams Park 

has historically been a contentious issue. This possibility has been considered by the Town 

Council twice before, in 2006 and 2010. Both times, the Council abandoned the idea after 

receiving negative feedback from voters (Harrington, 2018). In fact, a 2011 community survey 

asking town resident opinions on various aspects of the park found that the most common 

response to the question “What would you like to see remain unchanged about the park?” was 

“free access” (Mitchell & Associates, 2012). 

Views on parking fees may be changing due to several factors. In recent years, town 

residents have started to worry that the growing number of tourists visiting Fort Williams during 

peak months may be taking away from locals’ ability to enjoy the park (Thompson et al., 2019). 

The high volume of visitors contributes to significant park maintenance costs, which many 

residents feel should be shared more evenly between locals and out-of-towners (Thompson et al., 

2019). The combination of a rising number of visitors, ongoing capital upkeep and improvement 

projects that need attention within the park, and an anticipated tax increase in Cape Elizabeth 

(where Fort Williams Park is a component of the town budget) may have created a scenario in 

which parking fees would be viewed positively as a revenue source. A 2017 survey of residents 

performed by the town’s Comprehensive Plan Committee found that a slight majority of 

residents surveyed (53%) thought that Fort Williams Park should be used to generate revenue for 

the town, 30% thought that the park should not be used to generate revenue, and 17% were 
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undecided (RKM Research and Communications, Inc., 2017). On the other hand, some residents 

of surrounding towns, who enjoy using the park’s trails and facilities, are strongly against the 

idea of parking fees. A particularly heated letter to the editor of the Portland Press Herald in 

early summer 2018 suggested that if Cape Elizabeth begins to charge parking fees, surrounding 

towns should respond in kind by instituting their own fees for public resources (Nakell, 2018). 

In June, Town Manager Matthew Sturgis asked the FWPC to create recommendations 

regarding pay-and-display parking at Fort Williams. This method of parking fee requires vehicle 

owners to purchase a printed ticket for a prepaid amount of time (e.g., 1 hour, 2 hours, up to a 

maximum amount of allowable time) from a machine located within a parking lot, then display 

the ticket on their dashboard while parked in the lot. Pending the creation of a fee structure by 

the committee, and assuming the Town Council will vote to approve some version of the plan, 

Sturgis had allocated $50,000 in the town’s fiscal year (FY) 2019 budget to fund initial 

implementation of a parking fee system. In addition to parking fees, the Town Council requested 

that the FWPC provide recommendations for possible revisions to the fees charged to 

commercial vehicles (private tour buses, trolleys, and large passenger vans) entering the park 

(Walsh, 2017). Current fees for commercial vehicle visits, along with the estimated number of 

commercial vehicle visits in 2017, are given in Appendix A. 

Fort Williams Park has a total parking capacity of 595 passenger vehicles, divided among 

8 lots as presented in Table 1. A park map, including parking lots and capacities, is included as 

Appendix B. 

Table 1. Fort Williams Park parking lot names and capacities 

Lot name Parking capacity 

Captain Strout Circle 10 spaces 

Officers Row 21 spaces 

Picnic Shelter 28 spaces 

Beach Parking 68 spaces 
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Parade Grounds 76 spaces 

Central Parking 88 spaces 

Children’s Garden 144 spaces 

Picnic Lawn 160 spaces 

Total 595 spaces 

Source: Fort Williams Park Committee, 2018a 

The park is busiest in the summer and fall. A study of traffic patterns estimated that in a 

typical summer/fall season (May-October) 276,969 vehicles enter the park (Fort Williams Park 

Committee, 2018a). A breakdown of vehicle usage by residency is presented in Table 2. 

Table 2. Fort Williams Park typical annual visitor traffic, by residency  

Vehicle Grouping 
Number of 

vehicles 
Percent of vehicles 

Residents of Cape Elizabeth  11,079 4% 

Other Maine residents (outside Cape Elizabeth) 99,709 36% 

Out-of-state visitors 166,182 60% 

Total 276,969 100% 

Source: Fort Williams Park Committee, 2018a 

Park revenues and expenditures 

Town of Cape Elizabeth: General Fund and Fort Williams Park Capital Fund 

Cape Elizabeth manages park finances through the town’s general fund and a designated 

capital fund. Park maintenance and personnel costs are paid for out of the general fund with 

general revenues (predominantly local property tax revenue) except for certain personnel and 

other expenditures covered by two 501(c)3 nonprofit organizations as described below. The 

proposed FY 2019 general fund budget (included as Appendix C) allocates $236,352 for park 

personnel and general maintenance costs. 

Revenues generated within the park are directed to the Fort Williams Park capital fund 

and allocated to pay for capital upkeep and improvements (McGovern, 2012). Park revenues 

come from sources including donation boxes, building rentals and space usage fees for picnics 

and other gatherings, fees for commercial vehicles entering the park, fees to food concession 
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vendors located in the park, and a $25,000 fee for usage of a broad area of the park during the 

first weekend in August for the annual Beach to Beacon 10K road race (Town of Cape Elizabeth, 

2016; Town of Cape Elizabeth, 2018b). A detailed list of user fees currently charged by the park 

is included as Appendix D. In FY 2019, the town expects to collect $199,800 in revenues 

generated within the park and plans to spend $173,246 on capital projects. See Appendix E for 

the proposed FY 2019 capital fund budget. 

Museum at Portland Head Light 

The Museum at Portland Head Light is a 501(c)3 nonprofit organization that is closely 

affiliated with the town of Cape Elizabeth. The board of directors is composed of members of the 

Town Council, the town manages the museum, and museum finances are reported on the town’s 

financial statements as a special revenue fund (McGovern, 2012; Town of Cape Elizabeth, 

2018b). This historical museum operates every day from Memorial Day through October 31, and 

weekends only in May and November (Portland Head Light & Fort Williams Park, n.d.). The 

museum has a small, mainly seasonal, staff including a director, assistant, and gift shop 

employees (Town of Cape Elizabeth, 2018b). Gift shop sales are driven largely by tourists, many 

of whom are cruise ship passengers that have docked in Portland and taken a trolley or bus tour 

to visit the park and museum (Thompson et al., 2019). 

While the museum is technically separate from Fort Williams Park, the two entities share 

a landscape and have common interests to support safe and enjoyable experiences for visitors to 

the park and lighthouse. The museum board allocates a portion of its revenues (roughly $60,000 

per year) to offset the park’s cost of portable toilets, landscaping maintenance, and personnel 

(McGovern, 2012). These personnel and service costs are budgeted and paid for by the museum. 



Simulation Narrative 7 
 

Friends of Fort Williams 

The Friends of Fort Williams is a 501(c)3 nonprofit organization, independent of the 

town of Cape Elizabeth, with a mission to preserve and enhance the park’s natural landscapes 

and visitor experience (Friends of Fort Williams Park, n.d.). This organization employs four staff 

members (an executive director, ecology project manager, development & volunteer coordinator, 

and landscape gardener) and is funded by private donors as well as proceeds from an annual 

Garden Tour event, federal grants, and charitable grants (Friends of Fort Williams, n.d.). In 

recent years, Friends of Fort Williams has completed projects including the creation of the 1.5-

acre children’s garden, informational signage, and ongoing maintenance of the landscape 

surrounding the oceanside Cliff Walk trail (Friends of Fort Williams, n.d.). 

The task 

The members of the FWPC have been asked to develop a parking fee structure for 

personal vehicles at the park and to assess the current structure of fees charged to commercial 

vehicles and recommend changes if deemed appropriate. The fee structures must be equitable, 

politically feasible, and must generate adequate revenue to supplement the costs of maintaining 

the park. 

The players 

 The players in this simulation are all residents of Cape Elizabeth and volunteer members 

of the FWPC. The committee meets monthly with a goal of advising the Town Council on policy 

issues related to the park. Members take seriously the Town Council’s vision for the park, which 

is to “provide a safe, high quality space for Cape Elizabeth citizens and visitors to enjoy. We will 

protect and maintain access to the park's historic elements and natural beauty for this and all 

future generations, and optimize the town's stewardship by managing the park through 

financially and ecologically sustainable practices” (Town of Cape Elizabeth, n.d.-b). 



Simulation Narrative 8 
 

Committee member names, positions/affiliations, and brief biographies are provided 

below. Confidential personal information for each committee member will be provided to the 

student who is playing each role. 

 

Name Position/Affiliation Biographical information 

Charlie Jones Board Member, 

Friends of Fort 

Williams 

Charlie has been a Board Member of the Friends of 

Fort Williams nonprofit organization for the past 10 

years and is enthusiastically dedicated to preserving 

and protecting the park’s natural beauty. 

Pat Ellicott Retired Pat moved to Cape Elizabeth from neighboring 

South Portland last year and is the newest member 

of the committee. Pat has been a longtime visitor to 

Fort Williams Park, frequently using the off-leash 

dog park, beach, and picnic areas with friends and 

family over many years. 

Frankie 

Mason 

Owner of Cape Pizza, 

local pizza restaurant 

in Cape Elizabeth 

Frankie owns a local pizza shop in Cape Elizabeth, 

enjoys jogging through the park on daily runs, and 

values the tourists that drive into town to visit the 

park and then stop at Cape Pizza for lunch. 

Leslie 

Jackson 

Director, Museum at 

Portland Head Light 

Leslie has been director of the Museum at Portland 

Head Light for 6 years and views the lighthouse as 

the most important aspect of the park. 

Jackie 

Stevens 

Owner, Coastal Tours Jackie has owned local tour bus operator Coastal 

Tours for over two decades. Coastal Tours offers 

guided bus tours to cruise ship passengers who dock 

in Portland in the summer and fall (May-October) 

and want to explore southern Maine. The Portland 

Head Light tour to Fort Williams Park is one of the 

company’s most popular routes. 

Chris Sawyer Public Works Clerk, 

Town of Cape 

Elizabeth 

Chris has worked for the town as Public Works 

Clerk for the past 4 years and is invested in 

responsibly sustaining Fort Williams Park as an 

asset for residents of Cape Elizabeth to enjoy for 

generations to come. 

Sam Shah Little League coach Sam is a parent and a longtime Little League coach, 

often holding team practices and games on the 

baseball diamond at Fort Williams Park in the spring 

and summer months. 
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Appendix A 

The information presented below is from Fort Williams Park Committee (2018b). 

Current commercial vehicle fees 

Vehicle Category Maximum Capacity Single Visit Season Pass 

Vans and limos 14 Seats $25 $550 

Trolleys 30 Seats N/A $1,700 

Motorcoaches (buses) > 30 Seats $50 / $40* N/A 

School buses and school-associated camp buses are not subject to a fee. 

* Motorcoach volume discount of $40/visit triggers at 75 visits. 

Estimated traffic levels, 2017 

Vehicle Category 
Maximum 

Capacity 

Single 

Visits 

Made 

Single Visits Made 

at Volume Discount 

Price 

Season Passes 

Purchased 

Vans and limos 14 Seats 50 N/A 6 

Trolleys 30 Seats N/A N/A 3 

Motorcoaches (buses) > 30 Seats 500 500 N/A 
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Appendix B 

The map below is adapted from Fort Williams Park Committee (2018c). 
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Appendix C 

Budget information is from Town of Cape Elizabeth (2018b). 

Fort Williams Park General Fund Allocation: FY 2019 Proposed Budget 

Fort Williams Park BUDGET ACTUAL BUDGET ACTUAL BUDGET ESTIMATED BUDGET 
$ 

CHANGE 

% 

CHANGE 

 FY 2016 FY 2016 FY 2017 FY 2017 FY 2018 FY 2018 FY 2019 
FY18 to 

FY19 

FY18 to 

FY19 

Full time payroll 45,450 41,901 43,635 43,649 44,720 44,720 47,110 2,390 5.3% 

Part time payroll 56,340 41,128 57,780 42,370 60,515 50,000 55,630 (4,885) -8.1% 

Overtime payroll 275 261 275 139 285 300 290 5 1.8% 

Social security 7,808 7,565 7,779 6,023 8,072 7,269 7,882 (190) -2.4% 

Subtotal personnel 109,873 90,855 109,469 92,181 113,592 102,289 110,912 (2,680) -2.4% 

Power 4,000 4,931 4,600 5,247 5,000 5,000 5,300 300 6.0% 

Water 5,400 5,486 6,600 6,799 7,000 7,000 7,200 200 2.9% 

Professional services 13,900 13,616 16,500 15,630 16,500 16,000 19,500 3,000 18.2% 

Tree planting and maintenance 5,000 4,393 3,500 4,480 10,000 10,000 10,000 - 0.0% 

Uniforms 940 719 940 753 1,200 1,200 1,200 - 0.0% 

Equipment maintenance 4,500 4,815 4,500 4,797 4,600 4,800 4,700 100 2.2% 

Building maintenance 33,000 27,209 36,200 27,206 28,750 30,000 24,300 (4,460) -15.5% 

Stone wall repairs 10,000 28,800 28,000 20,775 15,000 10,000 10,000 (5,000) -33.3% 

Battery and mansion security 2,000 929 2,000 0 2,000 1,500 2,000 - 0.0% 

Fencing and gate maintenance 7,500 2,982 6,000 5,633 6,000 3,500 6,000 - 0.0% 

Alarm monitoring 500 528 500 588 550 550 550 - 0.0% 

Gasoline 2,250 2,250 2,800 205 3,125 3,125 3,345 220 7.0% 

Heat 6,800 9,332 5,200 7,125 11,160 11,000 13,060 1,900 17.0% 

Minor equipment 500 496 500 372 500 500 500 - 0.0% 

Miscellaneous supplies 1,100 1,002 1,100 1,078 1,100 1,100 1,100 - 0.0% 

Maint material 15,000 12,309 15,000 12,792 15,000 14,000 14,000 (1,000) -6.7% 

Grounds material 500 494 500 404 500 1,159 500 - 0.0% 

Diesel fuel 1,620 1,619 1,700 500 1,965 1,965 2,185 220 11.2% 

Lower tennis court rehabilitation - - 27,000 13,825 7,200 7,000 - (7,200) -100.0% 

Subtotal non-personnel 114,510 121,910 163,140 128,208 137,150 129,399 125,440 (11,710) -8.5% 

Total Fort Williams Park 224,383 212,765 272,609 220,389 250,742 231,688 236,352 (14,390) -5.7% 
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Appendix D 

The information presented below is from Town of Cape Elizabeth (2016). 

Fort Williams Park Reservation Fee Schedule (effective 12/1/16) 

Picnic Shelter Fee Schedule 

Cape Elizabeth Residents Fee 

Full Day (Non Business)  $       160.00  

Half Day (Non Business) (AM or PM)  $         80.00  

Half Day (Non Business) - PM After Labor Day  $         55.00  

Non Residents   

Full Day (Non Business)  $       310.00  

Half Day (Non Business) (AM or PM)  $       155.00  

Half Day (Non Business) - PM After Labor Day  $       130.00  

Businesses & Groups (For Profit)   

Full Day  $       450.00  

Half Day (AM or PM)  $       225.00  

Half Day - PM After Labor Day  $       200.00  

Non-Profit Organizations (501c3)   

Full Day  $       310.00  

Half Day (AM or PM)  $       155.00  

Half Day - PM After Labor Day  $       130.00  

 

Ship Cove Platform Fee Schedule 

Cape Elizabeth Residents Fee 

Full Day (Non Business)  $          85.00  

Half Day (Non Business) (AM or PM)  $          55.00  

Half Day (Non Business) - PM After Labor Day  $          45.00  

Non Residents   

Full Day (Non Business)  $        160.00  

Half Day (Non Business) (AM or PM)  $        105.00  

Half Day (Non Business) - PM After Labor Day  $          65.00  

Businesses & Groups (For Profit)   

Full Day  $        210.00  

Half Day (AM or PM)  $        105.00  

Half Day - PM After Labor Day  $          80.00  

Non-Profit Organizations (501c3)   

Full Day  $        160.00  

Half Day (AM or PM)  $        105.00  

Half Day - PM After Labor Day  $          65.00  

Half day rentals – AM reservations start at sunrise with departure no later than 1:30PM 

PM reservations start at 3:00PM with departure no later than sunset* 

* PM reservations after Labor Day will be at a reduced rate due to earlier sunset 
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Bandstand & Stone Gazebo 

(Time of use same as above for ½ day rentals) 

Cape Elizabeth Residents Fee 

Per hour with a 2-hour minimum  $          15.00  

Non-Residents, Businesses, Non-Profits & Groups   

Per hour with a 2-hour minimum  $          20.00  

 

Area Fee 

Applies to any group use that uses one of the major areas of the Park, including, but not limited 

to: Battery Knoll, the Meadow, the Green, Parade Grounds, Firehouse Hill, and Cliffside 

Full Day  $        700.00  

Half Day  $        500.00  

Security deposit for all area fee rentals  $        250.00 

Surcharge for group uses approved to serve alcoholic 

beverages  $        500.00 

 

Security deposit for all facility rentals  $        50.00  

 

Group use fees 

Events that are people-intensive  $5.00/person  

Events that are vehicle-intensive  $10.00/vehicle  

 

Location fee 

Applies to the use of the Park as a site for advertising, commercial photography and/or filming 

Maine-based Company Fee 

Single Event, Maine-based Company - Still Photography  $        250.00  

Per Day, Maine-based Company - Still Photography  $        750.00  

Per Day, Maine-based Company - Motion Photography  $     1,000.00  

Any other Company   

Single Event, Out-of-State Company  $        500.00  

Per Day, Out-of-State Company - Still Photography  $     1,500.00  

Per Day, Out-of-State Company - Motion Photography  $     2,000.00  

“Company” is defined as the client, not the production company 

For any filming activity that has a significant impact on the public’s enjoyment of the Park, a 

special fee may be negotiated with the Town Manager or his/her designee. 

Wedding Ceremonies  $        175.00  

 

Special group use fees 

Beach to Beacon Race - Annual Use Fee*  $   25,000.00  

* Effective through (and including) the 2018 race event 
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Appendix E 

Budget information is from Town of Cape Elizabeth (2018b). 

Fort Williams Park Capital Fund: FY 2019 Proposed Budget 

Fort Williams Park Fund BUDGET ACTUAL BUDGET ACTUAL BUDGET ESTIMAT

ED 

BUDGET $ 

CHANGE 

% 

CHANGE 

 FY 2016 FY 2016 FY 2017 FY 2017 FY 2018 FY 2018 FY 2019 FY18 to 

FY19 

FY18 to 

FY19 

Revenues          

Officers row rentals 53,000 57,413 52,000 59,696 55,730 58,000 58,000 2,270 4.1% 

Binocular revenue 800 1,276 1,300 1,586 1,300 1,300 1,300 - 0.0% 

Ceremony fees 3,100 4,200 4,500 9,265 4,500 4,500 4,500 - 0.0% 

Picnic shelter, bandstand & 

gazebo 

23,000 26,923 29,000 26,218 29,000 25,000 26,000 (3,000) -10.3% 

Site fees 36,000 32,645 35,000 29,750 34,000 36,000 34,000 - 0.0% 

FW Concessions 12,650 10,550 12,850 9,050 13,825 9,025 11,000 (2,825) -20.4% 

Bus/trolley revenues 33,000 46,135 49,000 43,170 49,000 54,400 49,000 - 0.0% 

FWP donation boxes 12,000 13,320 12,000 16,825 14,000 16,000 16,000 2,000 14.3% 

Total Fort Williams Park 

revenues 

173,550 192,462 195,650 195,560 201,355 204,225 199,800 (1,555) -0.8% 

          

Expenditures          

Misc. projects TDB by the FWPC 15,000 3,207 15,000 21,008 15,000 15,000 20,000 5,000 33.3% 

Bandstand painting and repairs - - - - - - 6,000 6,000 - 

Park signage improvements - - - - - - 8,000 8,000 - 

Bleacher improvements – P&E 

only 

115,000 55,292 440,000 1,548 - - - - - 

Perimeter fencing replacement - - - - 35,000 30,500 9,100 (25,900) -74.0% 

Invasive plant control 

management 

- - - - - - 10,000 10,000 - 

Entrance road guardrail repair - - 21,000 20,700 - - - - - 

Parade field sidewalk 

improvement 

- - - - - - 12,000 12,000 - 

Cliff walk safety improvements 12,000 11,880 15,000 12,080 25,000 20,250 98,600 73,600 294.4% 



Simulation Narrative 17 
 

Battery Blair fencing - - - - - - 4,500 4,500 - 

Picnic shelter parking lot 

pedestrian improvements 

    44,000 48,000 - (44,000) -100.0% 

Wheatley road guardrail - - 8,500 7,300 - - - - - 

Basketball court rehabilitation - - - - 65,000 65,000 - (65,000) -100.0% 

Overflow parking area – ADA – 

parking 

- - - - 15,000 15,000 - (15,000) -100.0% 

Overflow parking area – walk 

repair 

- - 20,000 8,975 - - - - - 

Battery Blair wall stabilization - - - - 56,000 56,000 - (56,000) -100.0% 

General fund contribution* 2,010 2,010 14,100 14,100 9,135 9,135 5,048 (4,089) -44.8% 

Total Fort Williams Park 

expenditures 

144,010 72,389 533,600 85,711 264,135 258,885 173,246 (90,889) -34.4% 

* Three percent of budget is transferred to the town general fund each year to offset staff administrative time spent on projects related to the park
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Who pays? What’s fair? 

Determining a Parking Fee Structure for Fort Williams Park 

 

Teaching Note 

 

Carolyn Arcand, Ph.D. 

University of New Hampshire 

carolyn.arcand@unh.edu 

 

Simulation overview 

This simulation asks students to take the role of members of a committee formed by town 

government and tasked with developing a parking fee structure for a popular local park. The 

committee is composed of local residents with different viewpoints and goals for the process. All 

background materials presented in the simulation are real and come from publicly available 

information (e.g., town records and newspaper articles). However, the members of the committee 

are fictional and are designed to represent a variety of interests across the public, private, and 

nonprofit sectors. 

Access to Fort Williams Park has traditionally been free to visitors, with no parking fees 

assessed to personal vehicles. The costs of operations and maintenance are paid for by a variety 

of sources including donations and fees generated within the park, two nonprofit organizations, 

and local taxpayers. An increase in park attendance in recent years, driven by out-of-state 

tourists, has led to rising operations and maintenance costs. This has prompted the Town Council 

to request that a special committee create a parking fee structure for personal vehicles visiting 

the park and assess the current fee structure charged to commercial vehicles (e.g., tour buses) 

entering the park. The issue is politically divisive, with some locals supporting the 

implementation of parking fees and others strongly opposed to the idea. 

The simulation is appropriate for students taking graduate-level public administration or 

public policy courses with a focus on collaborative problem-solving. Additional technical 

mailto:carolyn.arcand@unh.edu
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questions may be posed to students to utilize the simulation in graduate-level courses in public 

finance. 

Teaching objectives 

The simulation asks students to develop a parking fee structure for personal vehicles that 

is equitable, politically feasible, and will generate adequate revenue to supplement the costs of 

maintaining the park. Park financial operations are complex, with multiple revenue sources and 

purposes. Students are provided with information related to park finances and the goals of the 

fee; however, the amount of money that should be generated by parking fees is ambiguous. 

Students must determine which visitors should be subject to parking fees, appropriate fee 

amounts, whether all parking lots will be subject to fees, and whether the current fees charged to 

commercial vehicles entering the park are appropriate.   

Through this simulation exercise, students will be able to: 

- work collaboratively as a group with diverse goals and viewpoints, 

- think critically about how to balance equity considerations with revenue generation 

goals in public finance, 

- develop a solution to a politically divisive local issue, and 

- communicate policy recommendations orally and in writing. 

Pedagogical recommendations 

Several readings may be assigned ahead of the simulation exercise to provide 

foundational information on the topic of collaborative decision-making and the use of user fees 

in public finance. The following reading may be used to introduce students to the process of 

collaborative decision-making and relevant considerations: 

- Ansell, C. and Gash, A. (2008). Collaborative governance in theory and practice. Journal 

of Public Administration Research and Theory 18(4): 543-571. 
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The article below may be used to familiarize students with basic concepts and 

considerations relevant to the use of user fees in public finance. This article is written in plain 

language that is geared towards non-experts: 

- Barnett, K. and Greene, R. (2013). The risks of relying on user fees. Governing 26(7): 

60-62. 

For public finance courses where the simulation may be expanded to include more 

technical considerations (discussed below), students may be asked to complete this exercise once 

they have become familiar with basic issues surrounding governmental revenue sources (e.g., use 

of taxation vs. user fees and charges; concepts of horizontal and vertical equity; regressive, 

progressive, and proportional revenue sources). These concepts are covered in many public 

finance textbooks; two recommended books that cover these concepts are as follows: 

- Mikesell, J. (2018). Fiscal administration. Boston, MA: Cengage Learning. 

- Slemrod, J. and Bakija, J. (2017). Taxing ourselves. A citizen’s guide to the debate over 

taxes. Cambridge, MA: The MIT Press. 

The simulation exercise is typically completed in two parts. Students may be asked to 

read the simulation narrative and answer the questions below prior to participating in the 

exercise, with a goal of preparing them to have an informed discussion during class time. 

Confidential information on assigned roles for each student (given in Teaching Note Appendix 

A) should be distributed to students along with the simulation narrative. 

 

Instructions to students: Keeping the goals of equity, political feasibility, and adequate revenue 

generation to supplement park maintenance costs in mind, answer the questions below. 

1. Should all park visitors be subject to parking fees? Why or why not? 
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2. Should all park visitors subject to parking fees pay the same fee amount? Why or why 

not? 

3. What is a reasonable amount to charge for visitor parking (i.e., a reasonable hourly rate)? 

You may utilize different rates for different visitor groups if desired. 

4. Should the fee be charged year-round or only during the busy season (May-October)? 

5. Should all parking lots be subject to fees? Why or why not? If not all, which ones? 

6. Are fees charged to commercial vehicles adequate? What changes would you 

recommend, if any? 

7. What are some potential unintended consequences that may accompany (a) implementing 

a parking fee structure for personal vehicles and (b) changing the fee structure charged to 

commercial vehicles? How might these consequences be minimized or mitigated (if that 

is possible)? 

Additional questions for students in public finance courses: 

1. How much revenue should be generated by the parking fees annually? Assume that the 

fees generated by the pay-to-park fee structure would be split 70/30 between the town 

(70%) and the parking company that would maintain and enforce the parking system 

(30%). Justify your decision. 

2. Should any surplus funds generated by parking fees (above and beyond what is needed to 

maintain the park) be placed in the town’s general fund or a designated park fund (e.g., a 

park capital projects or “rainy day” fund)? Explain your rationale. 

Part 1: 

After reading the simulation narrative, answering the questions above, and familiarizing 

themselves with their assigned roles, students may work together in groups of seven (as members 

of the Fort Williams Park Committee) to determine a parking fee structure (i.e., by discussing the 
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questions posed above and making collective decisions)1. Each committee may then be asked to 

write a memo to the Town Council with its proposed parking fee structure and any recommended 

changes to the current commercial vehicle fee structure. The committees may present their 

proposals and rationale to the class. This portion of the exercise may be completed in roughly 2-

3 hours of class time. 

Part 2: 

Upon completion of Part 1, students are given the actual recommendations made by the 

real committee (this information is included in the Teaching Note Appendix B). The class may 

compare the actual recommendations with their own committee proposals and critique the actual 

recommendations with regard to the goals of equity, political feasibility, and adequate revenue 

generation to supplement the costs of park maintenance. 

 

As an alternative to the exercise described above, the questions for students (presented 

above) could be completed as a homework assignment and followed by a class discussion. 

Students may be asked to answer the questions from the standpoint of one of the committee 

members, or based on their own opinions about the information presented in the simulation 

narrative. They may discuss their responses and reasoning in class, and then be given the actual 

recommendations made by the real committee (see Teaching Note Appendix B) to compare their 

ideas to the actual recommendations. This discussion may be completed in roughly 1-1.5 hours 

of class time. 

 

 
1 While groups of seven are ideal, the simulation may be completed with fewer players if desired. 
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Teaching Note Appendix A 

 

The confidential personal information provided below for each committee member should be 

given to students ahead of the simulation exercise. 

- - - 

* Confidential * 

Charlie Jones, Board Member, Friends of Fort Williams 

You have lived in Cape Elizabeth longer than any other committee member and are a 

longtime Board Member of Friends of Fort Williams. You feel that this seniority and experience 

gives you an obligation to help the committee move this issue forward in a productive manner 

and would welcome a leadership or facilitator-type role in this process (even though the 

committee technically has no formal leader/facilitator). During the committee meeting, you plan 

to maintain a neutral stance towards the issue of parking fees. You hope to help the members of 

the committee see both sides of the issue and come to a mutually agreeable decision. 

Privately, you think that developing a parking fee structure for personal vehicles is a 

reasonable idea and would be open to increasing fees charged to tour bus operators entering the 

park as well. You have increasingly noticed concerning occurrences like garbage being dumped 

in the portable restroom toilets and in parking lots during peak tourist season and think it makes 

sense for out-of-town visitors to help offset the costs of addressing these issues. However, you 

know there are strong feelings about the issue among the committee members and think the most 

important thing you could do at this point is take an evenhanded leadership role. 

- - - 

* Confidential * 

Pat Ellicott, Retired 

You are a bit upset to be put in the position of developing a parking fee structure for Fort 

Williams Park. Many of your friends who live in nearby communities outside of Cape Elizabeth 

and regularly use the park have expressed their outrage at the idea of having to pay to visit – 

particularly fellow retirees on fixed incomes - and you sympathize with this viewpoint. You only 

moved to Cape Elizabeth from neighboring South Portland last year, but have visited the park for 

many years with your family and friends (including using the off-leash dog park for daily walks 

with your beloved pets). As a longtime park visitor, you feel like you have just as much concern 

and care about what happens at Fort Williams as many longtime residents, despite only having 

lived in Cape Elizabeth for about a year. 

You are committed to keeping parking fees for personal vehicles as low as possible, 

though you don’t mind the idea of increasing fees charged to commercial vehicles entering the 

park. As the newest member of the committee (having served for under a year), and a relatively 

recent transplant to Cape Elizabeth, you worry that your views will not carry as much weight as 

those of the other members of the committee. Nonetheless, you feel as though you must advocate 

for locals who live outside of Cape Elizabeth and visit the park regularly. 
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- - - 

* Confidential * 

Frankie Mason, Owner of Cape Pizza, local pizza restaurant in Cape Elizabeth 

You purchased Cape Pizza from its previous owner 8 years ago and are proud to operate 

a local business that is popular with residents and tourists alike. While you enjoy Fort Williams 

Park as a destination on your daily jogging route, you feel that its true value lies in its ability to 

bring tourists into town. Summer and early fall are the busiest times for Cape Pizza. Since the 

restaurant is located just a couple of miles down the road from the park entrance, it is common 

for tourists driving personal vehicles to stop in for a meal either before or after visiting the park. 

You understand the Town Council’s desire to offset park expenses, but at the same time are 

concerned that instituting parking fees will discourage visitors – and fewer visitors to the park 

could mean fewer visitors to your restaurant. 

You would like to keep parking fees as low as possible for both personal vehicles and 

tour bus operators to ensure the park stays busy, bustling, and popular as ever. Tourism is a 

major driver of the Maine economy, and you feel that it would be a shame if placing 

unreasonable fees on public resources, like the park, harmed hardworking local business owners 

like you. Many of your friends in the local business community feel the same way, and you feel 

an obligation to be the voice for all local businesses that could be harmed by the new parking fee 

structure. 

- - - 

* Confidential * 

Leslie Jackson, Director, Museum at Portland Head Light 

Your position as Director of the Museum at Portland Head Light is a dream job, which 

came after years of hard work obtaining a master’s degree in history and working as an Assistant 

Director at another local history museum. You love being in the park each day at the site of 

Portland Head Light. You feel strongly that this beautiful historic lighthouse is an asset to the 

community and is the most important attraction at Fort Williams Park. Most of the visitors to the 

museum are tourists from outside of Maine, and you work hard to make the museum an engaging 

tourist attraction. 

You support the idea of developing a reasonable parking fee structure for personal 

vehicles and don’t mind the idea of raising fees charged to tour bus operators as well. However, 

you don’t want parking fees to be so high as to discourage tourists from visiting the museum. 

You would like to see the same (relatively low) fee structure for personal vehicles applied to 

tourists and local visitors alike. Personally, you are hoping that if the town can raise a little more 

revenue for the park from these fees, the Museum at Portland Head Light would be expected to 

contribute a bit less to park maintenance (and could then spend more on preserving and 

enhancing the lighthouse itself). 

- - - 

* Confidential * 
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Jackie Stevens, Owner, Coastal Tours 

You have built your guided bus tour company from the ground up over the course of 

more than two decades and are proud to employ a large staff of seasonal employees on a fleet of 

30 tour buses. Many of your bus operators and tour guides have been with Coastal Tours since 

you first started the company, and you consider them to be family. You are comfortable with the 

idea of developing a parking fee structure for personal vehicles but feel strongly that the fees 

charged to commercial tour operators (such as yourself) should not be increased. Your company 

already pays a reasonable fee for each tour bus visit, and adding on to that would in turn require 

you to charge higher fees to customers on your tours, which could harm your business. 

You feel that it is reasonable for individuals driving personal vehicles to pay their fair 

share towards park maintenance and operational costs. It is high time that tourists in personal 

vehicles pay a fee to support the park, and local visitors might as well pay something to offset 

park costs as well. You hope to convince your fellow committee members to institute a relatively 

high parking fee for tourists, with lower fees for locals, and to leave the fees for commercial tour 

operators untouched. 

- - - 

* Confidential * 

Chris Sawyer, Public Works Clerk, Town of Cape Elizabeth 

You grew up in Cape Elizabeth, enjoying the beach and picnic areas at Fort Williams 

Park with family and friends on countless occasions. Your position as a Clerk in the Public 

Works Department is your first job out of college, and you have been in this position for 4 years. 

You value this work and appreciate the parks and trails managed by the town. You want to see 

Fort Williams continue to be a treasured asset for local families to enjoy for generations to come. 

In your work at the town offices you have overheard a great deal of discussion, by residents and 

government officials alike, debating the pros and cons of implementing parking fees for personal 

vehicles. You understand that there are strong feelings on both sides of the issue. 

Personally, you feel that charging a moderate parking fee to individuals from outside of 

Cape Elizabeth would be a fair and responsible way to offset the costs of maintaining Fort 

Williams Park. As a resident and local tax payer, you don’t feel that you or your fellow residents 

should have to pay any more than you already do to maintain the park – in other words, you feel 

that Cape Elizabeth residents should be exempt from parking fees. You are open to the idea of 

increasing fees charged to commercial tour operators. 

- - - 

* Confidential * 

Sam Shah, Little League coach 

While your day job is Executive Director of a Portland-based charity that is working to 

alleviate food insecurity in southern Maine, you dedicate a great deal of time to volunteer work 

as a Little League coach in Cape Elizabeth. As a parent to young children and a children’s 

recreational baseball coach, you often see families from Cape Elizabeth and surrounding 
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communities utilizing Fort Williams Park for sports practices and visiting the children’s garden, 

playgrounds, and beach. While many families with children on the baseball team are wealthy, 

you know that some lower-income families struggle to pay their team registration fees. Imposing 

a parking fee on lower-income families entering the park for Little League practices and games 

(or even just to visit the playground) could create a major burden and perhaps limit their ability 

to enter the park. This concern weighs heavily on you. 

You understand the need for parking fees but want to figure out a way to place more of 

the burden on visiting tourists rather than local families (including those in Cape Elizabeth and 

surrounding towns/cities). You value access to the park more than revenue generation and want 

to make sure that any fee structure that is created will not harm local families’ ability to use the 

park. 
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Teaching Note Appendix B 

 

Fort Williams Parking Fee Structure, as proposed by the Fort Williams Park Committee 

Parking lots subject to pay-and-display parking 

Parking lots subject to pay-and-

display parking: 
Parking lots not subject to pay-and-display parking: 

Lot name 
# 

spaces 
Lot Name 

# 

spaces 
Notes 

Central Parking 88 Children’s Garden 144 Free & overflow parking 

Parade Grounds 76 Picnic Shelter Lawn 160 Special event parking 

Picnic Shelter 28 Officers Row Driveway 21 Season pass holders only 

Captain Strout Circle 10 Total other parking 325  

Beach Parking 68    

Total pay & display parking 270    

 

Parking fees and revenue estimate 

Assumptions: 

- Parking pay stations will operate during the May-October busy season only (6 months) 

- All Cape Elizabeth Residents entering the park will pay at least once or purchase a season 

pass 

- Individuals outside of Cape Elizabeth can purchase a "Patrons of Fort Williams Park" 

(PoFWP) Season Pass 

- 5% of Maine Resident visitors outside of Cape Elizabeth will purchase a Season Pass 

- Cape Elizabeth Resident and PoFWP Season Pass Holders will visit FWP 10 times per 

season on average 

- A typical visit to the park lasts 2 hours 

Proposed parking fees: 

Visitor group Parking fee 

Cape Elizabeth resident pass $5 annually 

PoFWP season pass $15 annually 

Daily pay-and-display parking 

2-hour minimum; discounted 

options for longer stays 

$2 per hour (with 2-hour minimum) 

$6 per 4 hours (discounted rate) 

$8 per 6 hours (discounted rate) 

$10 per full day/maximum 
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Parking fee revenue estimate1 

Revenue source 
Annual 

visitors2 

Revenue 

per visitor 

Total 

annual 

revenue 

Cape 

Elizabeth 

net 

revenue 

(70%) 

Parking 

vendor 

revenue 

(30%) 

Cape Elizabeth resident 

pass2 

1,108 $5 $5,540 $3,878 $1,662 

PoFWP season pass3 499 $15 $7,485 $5,240 $2,246 

Daily pay & display4 260,905 $4 $1,043,620 $730,534 $313,086 

Total 262,512  $1,056,645 $739,652 $316,994 
1 Revenues will be divided 70/30 between the town (70%) and the parking company that will 

maintain and enforce the parking system (30%). 
2 Rounded up to nearest whole number. 
3 Each pass holder is predicted to visit 10 times/season. 
4 A typical visit to the park will cost $4 ($2 per hour x 2-hour visit). 

Commercial vehicle fee structure adopted by the Town Council in November 2018 

Commercial vehicle fees 2018 

Vehicle category Maximum capacity Single visit Season pass 

Vans and limos 14 seats $25 $550 

Trolleys 30 seats N/A $1,700 

Motorcoaches (buses) > 30 seats $50 / $40 N/A 

 

Approved fees for 2019 

Vehicle category Maximum capacity Single visit Season pass 

Vans and limos 14 seats $25 $550 

Trolleys 30 seats N/A $3,000 

Motorcoaches (buses) > 30 seats $150 / $140*a N/A 

* Motorcoach volume discount triggers at 75 visits. 
a In February 2019, Town Council members responded to tour operator concerns by voting to 

reduce the motorcoach fees to $100 per visit, with a volume discount fee of $90/visit being 

triggered at 75 visits. 

 

The information presented above is from: 

Fort Williams Park Committee. (2018). Pay & Display Subcommittee – Traffic, Fee and 

Revenue Estimates. Retrieved from 

https://www.capeelizabeth.com/government/bds_commissions/standing/fwac/meeting_materials/

packets/2018/08-07-2018/7-25-18%20FWP%20Pay%20&%20Display%20.pdf  

https://www.capeelizabeth.com/government/bds_commissions/standing/fwac/meeting_materials/packets/2018/08-07-2018/7-25-18%20FWP%20Pay%20&%20Display%20.pdf
https://www.capeelizabeth.com/government/bds_commissions/standing/fwac/meeting_materials/packets/2018/08-07-2018/7-25-18%20FWP%20Pay%20&%20Display%20.pdf


Teaching Note 12 
 

Town of Cape Elizabeth. (2018). Fees to increase for commercial vehicles visiting Fort Williams 

Park in 2019. Retrieved from 

https://www.capeelizabeth.com/news/2018/fw_commercial_vehicles_3.html 

Town of Cape Elizabeth. (2019). Town reduces 2019 fee increase for tour buses visiting Fort 

Williams Park. Retrieved from 

https://www.capeelizabeth.com/news/2019/fw_commercial_vehicles_4.html 
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