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Board Report

Monterey County Board of Supervisors 

168 W. Alisal St., 1st Floor

Salinas, CA  93901

Legistar File Number: A 19-284 July 23, 2019

Agenda Ready7/2/2019Introduced: Current Status:

1 BoS AgreementVersion: Matter Type:

a.  Receive a report on the Management Agreement for the Resort and Recreation areas at Lake 

Nacimiento; 

b.  Approve a Management Agreement with Urban Park Concessionaires dba Monterey Lakes 

Recreation Company to manage the resort and recreation areas at Lake Nacimiento from August 1, 

2019 to December 31, 2026, under a fixed management fee and annual incentive fee based on 

adjusted net income and authorize the Contracts/Purchasing Officer or Contracts/Purchasing 

Supervisor to execute the Agreement; 

c.  Approve a Lease Agreement for the use of County Vehicles/Vessels by Urban Park 

Concessionaires dba Monterey Lakes Recreation Company; 

d.  Support the RMA recommendation that the Lakes Enterprise Fund reflect only expenditures and 

revenues directly associated with managing the resort and recreation areas at Lake Nacimiento; and

e.  Authorize the Resource Management Agency Director or RMA Deputy Director of 

Administrative Services to enter into negotiations with Urban Park Concessionaires dba Monterey 

Lakes Recreation Company for transition services at Lake San Antonio under the Management 

Agreement from August 1, 2019 through November 30, 2019, for a total amount not to exceed 

$150,000.

RECOMMENDATION:

It is recommended that the Board of Supervisors:

a.  Receive a report on the Management Agreement for the Resort and Recreation areas at Lake 

Nacimiento; 

b.  Approve a Management Agreement with Urban Park Concessionaires dba Monterey Lakes 

Recreation Company to manage the resort and recreation areas at Lake Nacimiento from August 1, 

2019 to December 31, 2026, under a fixed management fee and annual incentive fee based on 

adjusted net income and authorize the Contracts/Purchasing Officer or Contracts/Purchasing 

Supervisor to execute the Agreement;

c.  Approve a Lease Agreement for the use of County Vehicles/Vessels by Urban Park 

Concessionaires dba Monterey Lakes Recreation Company;

d.  Support the RMA recommendation that the Lakes Enterprise Fund reflect only expenditures and 

revenues directly associated with managing the resort and recreation areas at Lake Nacimiento; and 

e.  Authorize the Resource Management Agency Director or RMA Deputy Director of 

Administrative Services to enter into negotiations with Urban Park Concessionaires dba Monterey 

Lakes Recreation Company for transition services at Lake San Antonio under the Management 

Agreement from August 1, 2019 to November 30, 2019, for a total amount not to exceed 

$150,000.
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SUMMARY

Since the Board of Supervisors approved the integration of the Parks Department into the Resource 

Management Agency (RMA) in December 2016, RMA has reviewed and updated Parks’ 

administrative documents and contracts and brought them to the Board for consideration and 

approval.

On May 3, 2011, the Board of Supervisors approved a Management Agreement between Urban 

Park Concessionaires (UPC), dba Monterey Lakes Recreation Company (Basecamp), to manage the 

resort businesses at both Lake Nacimiento and Lake San Antonio (Lakes), effective May 11, 2011.  

The Board has taken several actions in the last eight years regarding the two Management 

Agreement(s) for resort operations at the Lakes.  These actions have not significantly altered the 

original terms of the 2011 Agreement.  Attachment A provides the History of the Lakes Management 

Agreement with Urban Parks Concessionaire, dba Monterey Lakes Recreation Company 

(Basecamp).  

RMA recommends that the Board of Supervisors approve a new Management Agreement with 

Basecamp to operate and maintain the resort and recreation areas year-round at Lake Nacimiento.   

DISCUSSION:

In February 2018, RMA issued Request for Proposals (RFP) #10674 to solicit proposals from 

qualified organizations to provide facility management services for the area of operations under County 

control at Lake San Antonio-North Shore, Lake San Antonio-South Shore, and Lake Nacimiento 

reservoirs.  The solicitation was designed to seek an exclusive service agreement for all Lake 

operations; the type or model of the Agreement was left to the proposers.  The County received one 

response to the solicitation, from Urban Park Concessionaires dba Monterey Lakes Recreation 

Company (Basecamp).

Staff evaluated available options, including canceling the solicitation and issuing a new RFP in hopes of 

attracting additional proposers, as well as looked at operating the facility with County staff.  Staff 

compared the pros and cons relating to seasonal staffing, flexibility in staffing levels, and differences in 

salaries and benefits between the County and Basecamp.  Ultimately, staff issued a tentative award to 

begin contract negotiations with Basecamp to manage the resort and recreation areas at Lake 

Nacimiento and Lake San Antonio (LSA). 

On January 15, 2019, the Board approved the removal of LSA from the Enterprise Fund when 

presented that it could not operate as a business-type activity and would be better suited to operate in 

a similar fashion to a regional County park under the General Fund.  With LSA removed from the 

Lakes Enterprise Fund, negotiations between Basecamp and the County focused on developing a 

facilities management agreement for resort and recreational areas at Lake Nacimiento.  Attachment 

B, Lakes Management Agreement Terms, Compensation, & Modifications provides the history of 

Board approved actions or changes to the existing Management Agreement as compared to the 

proposed Management Agreement. 

RMA staff has now concluded negotiating new contract terms, compensation, and operating plans 

with Basecamp and recommends that the Board of Supervisors approve the newly negotiated facility 
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management agreement (Agreement) for the resort and recreational areas at Lake Nacimiento.  The 

proposed Agreement includes a fixed management fee of $300,000 annually, paid in monthly 

installments of $25,000.  The Fixed Management Fee shall be adjusted at the beginning of each fiscal 

year in accordance with the prior 12-month average (July through June) Consumer Price Index (CPI) 

adjustment for the San Francisco-Oakland-Hayward, CA area. In addition, the agreement includes an 

Annual Incentive Fee of ten percent (10%) applied against an Adjusted Net Income.  The proposed 

Agreement includes standard terms relative to indemnification and auditing, consistent with those 

required by the other responsible County Departments, the Auditor-Controller and County 

Counsel-Risk Management, and the Lakes landowner, Monterey County Water Resources Agency 

(MCWRA), who leases the land to the County.  Exhibit B of the proposed Agreement is the lease 

agreement for use of County vehicles by UPC that the Board is asked to approve in Recommendation 

c of this report.  This Agreement also affords the ability to contract for services at LSA, as needed, at 

Basecamp’s cost plus an agreed-upon fee/profit. Attachment C, compares the current agreement 

terms with what was requested in the RFP, including proposed terms by Basecamp and the final 

negotiated terms included in the new agreement.

If the Board approves the new Agreement for Lake Nacimiento, the effective date will be August 1, 

2019. The County also assumes full operational control of LSA on August 1, 2019.  Given that this 

transition will occur during the peak operating season, to ensure minimal disruption to park patrons, 

RMA requests that the Board authorize the RMA Director or RMA Deputy Director of 

Administrative Services to negotiate a transition plan with Basecamp for provision of personnel 

necessary to maintain existing service levels at LSA (entry gate, vessel inspections, camping, 

andhousekeeping) for a not-to-exceed cost of $150,000, for the period starting August 1, 2019 

through November 30, 2019.  The Reservoir Recreational Area Plan for LSA, based on the Board’s 

direction regarding the desired service level offerings, will be completed by late November. 

Lake Nacimiento will continue to be reported under of the Enterprise Fund 452, to account for the 

ongoing activities similar to those found in the private sector, specifically activities for which a fee is 

charged to external users for goods or services.  Moving forward, the Enterprise Fund 452 will include 

revenue and expenses under the new Agreement, as well as County-incurred expenditures directly 

associated with the resort and recreational areas at Lake Nacimiento.  County-incurred expenditures 

and transfers-in will include management of capital repairs and/or construction, utilities, property taxes; 

Fleet; ITD support; Vehicle Acquisition Management Program (VAMP); Insurance(s); Interest on 

Debt; depreciation; ranger lake surface patrol; and management oversight of Basecamp.

OTHER AGENCY INVOLVEMENT: 

The Offices of the County Counsel and Auditor-Controller reviewed and approved the proposed 

Agreement with Basecamp as to form and legality and fiscal provisions, respectively.  MCWRA 

reviewed the proposed Agreement.  RMA also worked closely with the Parks Ad Hoc Committee, 

Parks Commission, County Administrative Office, County Counsel-Risk Management, 

Auditor-Controller’s Office, and stakeholders/community.

FINANCING:

Management service fees for the Lakes under the proposed Agreement are budgeted under FY 

2019-20 Adopted Budget, Fund 452, Appropriation Unit RMA102, with expenditures totaling 
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$4,393,198 and revenues projected to be $4,921,323.  The FY 2019-20 Budget was based on 

actual revenues and expenditures from FY 2017-18, including FY 2018-19 through actuals through 

December 2018.  Staff anticipated the budgeted expenditures are inflated due to Basecamp’s 

previously negotiated agreement terms.  The current Agreement included several compensation items 

that have been removed in the new Agreement, such as Admin Fee, Marketing Fee, Incentive Fee at 

25% of net income.  Staff also anticipates with increased direct management oversight, that operating 

expenditures will be kept down, as all purchases must be approved in advance by the County.  As a 

result of the new Agreement operating revenues are anticipated to be higher due to the recognition of 

the sale of alcohol in which the County only received 8% of sales under the current agreement.   RMA 

will work closely with Basecamp in reviewing Lake operations, including monthly financial reviews of 

their P&L, invoices, and operating costs compared to revenues. Attachment D, Historical and 

Projected Compensation to Basecamp, reflects what the County has paid Basecamp since FY 

2011-12 projected through FY 2018-19 under the current agreement and includes projections based 

on the new agreement terms.  

BOARD OF SUPERVISORS STRATEGIC INITIATIVES:

This recommendation is consistent with the Board of Supervisors’ Administration Strategic Initiative by 

providing efficient, cost-effective management of County Parks.

___   Economic Development

  X    Administration

___   Health & Human Services

___   Infrastructure

___   Public Safety

Prepared by:    Shawne Ellerbee, RMA Deputy Director of Administrative Services

Reviewed by:  Brett Fulgoni, Administrative Operations Manager

Reviewed by:  James Rodems, Chief of Parks

Approved by:  Carl P. Holm, AICP, RMA Director

Attachments: 

Attachment A- Lakes Management Agreement History with UPC

Attachment B-Lakes Management Agreement Terms, Compensation, & Modifications

Attachment C-Lake Management Agreement Comparison of Changes

Attachment D-Historical and Projected Compensation to Basecamp

Attachment E-Operation and Management Agreement, dated August 1, 2019

(Attachments on file with the Clerk of the Board)
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Attachment A  –  Lakes Management Agreement History 

Monterey County Parks Department (Parks) first entered into an agreement for management services at Lake 
Nacimiento and Lake San Antonio with Basecamp (previously, “CalParks”) on May 3, 2011.   
 
Attachment B provides the Lakes management agreement history through 2019.  On July 1, 2016, the Board of 
Supervisors (Board) appointed the Resource Management Agency (RMA) Director as Interim Parks Director.  
With the lake management agreement set to terminate on July 26, 2016, during peak season at the Lakes, RMA 
requested a one- (1-) year extension for a revised term ending October 2017, beyond the busy season. 
 
On December 13, 2016, the Board approved integration of the Parks Department into the RMA.  With this 
assimilation, RMA assumed responsibility for most Parks’ agreements in place.  After analyzing the lake 
operations, RMA determined that a new RFP for long-term lake resort management services was needed.  To 
provide time to issue an RFP and negotiate a new management agreement, RMA requested a two-year extension 
to the existing Agreement (A-11983).  The Auditor-Controller’s office would only support a one-year extension 
to the agreement, and the Board authorized extension of the agreement through October 2018. 
 
RMA released RFP #10674 in February 2018.  The solicitation was divided into two sections:  the “base” bid 
was for management of Lake Nacimiento only and an optional “secondary” bid for management of Lake San 
Antonio (LSA), including both North and South Shore operations.  The solicitation was designed to seek an 
exclusive service agreement for all Lake operations; the type or model of Agreement was left to the proposers.  
On April 12, 2018, the County received only one response to the solicitation from Urban Park Concessionaires 
dba Monterey Lakes Recreation Company (Basecamp), the present management company. 
 
Staff mulled over cancelling the solicitation and issuing a new RFP in hopes of attracting additional responders.  
Based on conversations with vendors that had shown prior interest in Lake operations, it did not appear that a 
new solicitation would yield a different result. 
 
RMA staff attempted, but was unable, to identify a non-profit organization to manage the Lake facilities, as well 
as looked at operating the facility with County staff.  After comparing the pros and cons relating to seasonal 
staffing, flexibility in staffing levels, and salaries and benefits between County management and Contractor 
management, RMA issued a tentative award in September 2018 to begin contract negotiations for Lake 
Nacimiento only.  Negotiations to reach an agreement for the management services were extensive, and RMA 
had to return to the Board four times to incrementally extend the term of A-11983 until the negotiations were 
finalized.  Attachment B reflects the evolution of Board-approved changes associated with Agreement A-11983 
(as amended and extended) pertaining to compensation, term extensions, and staff recommendations regarding 
the new Management Agreement for comparison. 
 
This proposed management agreement specifically addresses several concerns of the parties, including:  
optimizing the agreement term to enhance retention of contract personnel; reducing the annual operating deficit 
to reduce the need for County General Fund subsidy; stabilizing vendor compensation-partnering in profit 
sharing, and defining operations responsibilities clearly for both parties.  
 
First, contractual stability was a major concern for Basecamp in negotiating the new Management Agreement.  
As depicted in Attachment B, while Basecamp has been under contract for several years, the contract terms 
never exceeded 18 months in duration, and on two occasions, in 2013 and in 2015, the contract term lapsed 
requiring a renewal or new agreement restating and extending the terms of the prior agreement.  This short 
contract term impacted Basecamp’s ability to retain personnel.  Accordingly, the proposed agreement term is 
for seven (7) years, effective upon the date of execution through December 31, 2026.  Additionally, the County 
has added language into the Management Agreement for the County to renegotiate the terms with Basecamp if 
there are any changes to the current lease agreement between the County and Monterey County Water 
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Resources Agency (MCWRA) or after two consecutive fiscal years of recognizing a negative Adjusted Net 
Income. 
 
Second, per the terms of A-11983, the County was reimbursed by Basecamp for utilities, County Information 
Technology Department charges, and Fleet charges, excluding vehicle lease payments under the Vehicle Asset 
Management Program (VAMP), which were reflected in Basecamp’s monthly Profit and Loss (P&L) 
Statement.  However, the County incurred other costs such as maintenance and infrastructure repairs, refuse and 
recycling, security, surface patrol, and administration, in addition to the above reimbursed expenditures not 
included in Basecamp’s P&L and therefore excluded from the incentive fee calculation for Basecamp.  Over the 
last few years, Basecamp’s financials reflected a positive net income, after factoring in the County-reimbursed 
costs; however, the overall Enterprise Fund ended the Fiscal Year in a deficit due to the other County costs, 
requiring the need for a subsidy from the General Fund.  On October 16, 2018, the County Administrative 
Office reported on the Financial Condition of the lake resort operations that reflected required subsidies since 
Fiscal Year 2011-12. 
 
Third, the proposed agreement promotes the concept of “partnering” with Basecamp in managing the resort and 
recreational areas at Lake Nacimiento to optimize profits, including sharing both profits and deficits.  A-11983 
included an incentive fee intended to motivate the vendor to maintain facilities to generate more revenue.  
Instead, it disincentivized the vendor to incur expenditures toward the care and upkeep of the Lake facilities to 
maximize their incentive fee potentials.  As a result, combined with minimal County oversight, the Lake 
facilities have deteriorated from the deferred maintenance.  To reach agreeable terms on profit sharing, the 
proposed agreement commits significant County capital investment to improve present facility conditions. 
 
Fourth, the proposed Management Agreement provides stable compensation, regardless of water levels, for 
Basecamp and the County, by offering a fixed management fee of $300,000, escalated yearly corresponding to 
the annual average consumer price index for the San Francisco-Oakland-Hayward, CA area.  The Management 
Agreement also includes a small 10 percent (10%) incentive fee based on an adjusted net income formula that 
includes specific County costs as identified in the Agreement.  It also requires Basecamp to pass through to the 
County any monthly surplus; the County will pay Basecamp for any monthly deficit.  Staff anticipates that 
Basecamp’s monthly gross revenues will increase with the inclusion of alcohol in Basecamp’s monthly P&L, 
and monthly expenditures will be lower without County expenditures reflected on Basecamp’s P&L.  Other 
significant changes include:  removing other monthly payments to Basecamp for Administrative Fee or 
Marketing Fees, the inclusion of requiring Basecamp to provide full financial audits based on Generally 
Accepted Auditing Standards (GAAS), requiring annual operation plans for staffing, marketing, operation, and 
maintenance, to be approved by the County, financial reporting by profit generating activity. 
 
Last, clearly defined operation responsibilities, for the County and Basecamp, are included in the proposed 
Management Agreement.  Agreement A-11983 lacked definitions as to which party held responsibility for 
various park operations.  This Agreement details the roles of each party in several tables and exhibits.  
Authority and responsibility regarding setting rates and fees, special event reservations, procurement of goods 
and services, reporting schedules, and maintenance standards are all specified.  Maintenance responsibilities for 
the County and Basecamp are detailed in Exhibit A to the Management Agreement.  Established mandatory 
regular facility inspections will allow the County and Basecamp to review unexpected needs and incorporate a 
response into the annual operations plan.  This enables the County to provide enhanced oversight to ensure full 
compliance with the terms of the agreement. 
 
On January 15, 2019, the Board approved the removal of LSA from the Enterprise fund, since after taking over 
from the prior Concessionaire, LSA has not demonstrated it can operate as a business-type activity versus that of 
a regional County park.  Enterprise funds are used to account for government business-type activities and as 
such, follow similar measurement focus and basis of account as those used for a private business that use accrual 
basis of accounting, capitalization and depreciation of capital assets, reporting of long-term liabilities, optional 
use of budgetary accounts, and take into consideration the “near term” availability of financial resources. 
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Currently, County expenditures are incurred at Lake Nacimiento that are not directly related to the management 
of the resort and recreational areas assigned to Basecamp, such as surface patrols by County Park Rangers on 
the lake surface itself.  The County, under its current leases with MCWRA, is responsible to provide lake 
surface patrol at both Lake Nacimiento and LSA.  This cost is one factor contributing to the Enterprise Fund 
deficit.  RMA recommends that only costs directly associated with the management agreement for the resort 
and recreational areas be reflected in the Enterprise Fund.  All other costs are recommended to be budgeted and 
funded under the Parks Operations General Fund, as they had been allocated prior to the creation of the 
Enterprise Fund. 
 
Attachment C provides a comparison of the terms of Agreement A-11983, RFP scope requirements, 
Basecamp’s RFP response, and final negotiated terms of the proposed Management Agreement.   
 
Attachment D provides a summary of various payments to Basecamp, by fiscal year, under Agreement A-
11983.  A-11983 contains multiple annual fees that the County paid to Basecamp, including an Administration 
Fee for Centralized Services of $80,000, a Marketing Fee of $30,000; a 1.5 percent (1.5%) Management Fee 
based on monthly Gross Revenues; and a 25 percent (25%) Incentive Fee based on Gross Revenues less Cost of 
Goods Sold and Operating expenses.  In addition, to the County reimbursing Basecamp for any monthly 
operating deficit. 
 
With the conclusion of negotiations, RMA recommends that the Board approve the proposed Management 
Agreement with Basecamp for facilities management of resort and recreational areas at Lake Nacimiento. 
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ATTACHMENT B
Lakes Management Agreement Terms, Compensation, and Modifications

Initial Agreement 
05/03/11

Addendum #1 10/23/12 Addendum #2 03/11/14
New Agreement 

05/17/16
Amendment #1 07/19/16 Amendment #2 07/26/16 Amendment #3 10/03/17

Amendments #4 
thru #8

Proposed Agreement 
08/01/19

Agreement Dates 5/11/2011 - 10/1/2012 10/1/2012 - 10/1/2013 10/1/2013 - 1/31/2015 02/01/15 - 07/26/16 02/01/15 - 10/31/17 02/01/15 - 10/31/17 02/01/15 - 10/31/18 02/01/15 - 07/31/19 08/01/19 - 12/31/26

If Basecamp has a Net 
Profit

Basecamp pays 
County net profit 
amount.  Basecamp 
P&L includes accrual 
for Utilities.

Basecamp pays County 
net profit amount.  
Basecamp P&L includes 
accrual for Utilities.

Basecamp pays County 
net profit amount.  
Basecamp P&L includes 
accrual for Utilities.

Basecamp pays County 
net profit amount.  
Basecamp P&L includes 
accrual for Utilities.

Basecamp pays County 
net profit amount.  
Basecamp P&L includes 
accrual for Utilities.

Basecamp pays County 
net profit amount.  
Basecamp P&L includes 
accrual for Utilities.

Basecamp pays County 
net profit amount.  
Basecamp P&L includes 
accrual for Utilities.

Basecamp pays 
County net profit 
amount.  Basecamp 
P&L includes 
accrual for Utilities.

Basecamp pays County 
net profit amount.  
Basecamp's P&L excludes 
accrual for Utilities.

If Basecamp has a Net 
Loss

County pays 
Basecamp net loss 
amount.  Basecamp 
P&L includes accrual 
for Utilities.

County pays Basecamp 
net loss amount.  
Basecamp P&L includes 
accrual for Utilities.

County pays Basecamp 
net loss amount.  
Basecamp P&L includes 
accrual for Utilities.

County pays Basecamp 
net loss amount.  
Basecamp P&L includes 
accrual for Utilities.

County pays Basecamp 
net loss amount.  
Basecamp P&L includes 
accrual for Utilities.

County pays Basecamp 
net loss amount.  
Basecamp P&L includes 
accrual for Utilities.

County pays Basecamp 
net loss amount.  
Basecamp P&L includes 
accrual for Utilities.

County pays 
Basecamp net loss 
amount.  Basecamp 
P&L includes 
accrual for Utilities.

County pays Basecamp 
net loss amount.  
Basecamp's P&L excludes 
accrual for Utilities.

Management Fee
1.5% of monthly gross 
revenue

1.5% of monthly gross 
revenue

1.5% of monthly gross 
revenue

1.5% of monthly gross 
revenue

1.5% of monthly gross 
revenue

1.5% of monthly gross 
revenue

1.5% of monthly gross 
revenue

1.5% of monthly 
gross revenue

Fixed Management Fee of 
$300,000 annually, paid in 
monthly installments of 
$25,000.  Adjusted 
annually by the CPI for 
San Francisco-Oakland-
Hayward, CA.

Management 
Incentive

25% of annual net 
profit based on 
Basecamp's P&L

25% of annual net profit 
based on Basecamp's P&L

25% of annual net profit 
based on Basecamp's P&L

25% of annual net profit 
based on Basecamp's P&L

25% of annual net profit 
based on Basecamp's P&L

25% of annual net profit 
based on Basecamp's P&L

25% of annual net profit 
based on Basecamp's P&L

25% of annual net 
profit based on 
Basecamp's P&L

10% of adjusted net 
income (Basecamp P&L 
and County specified 
costs)

Admin & Support 
Services

$80K fixed annual fee $80K fixed annual fee $80K fixed annual fee $80K fixed annual fee $80K fixed annual fee $80K fixed annual fee $80K fixed annual fee
$80K fixed annual 
fee

$0 fixed annual fee

Marketing Leadership 
& Creative Guidance

$30K fixed annual fee $30K fixed annual fee $0 
$30K fixed annual fee 
reinstated

$30K fixed annual fee $30K fixed annual fee $30K fixed annual fee
$30K fixed annual 
fee

Based on County 
Approved Plan and 
expenditures.  
Reimbursement of 
expenses, not paid as a 
fee.
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ATTACHMENT B
Lakes Management Agreement Terms, Compensation, and Modifications

Initial Agreement 
05/03/11

Addendum #1 10/23/12 Addendum #2 03/11/14
New Agreement 

05/17/16
Amendment #1 07/19/16 Amendment #2 07/26/16 Amendment #3 10/03/17

Amendments #4 
thru #8

Proposed Agreement 
08/01/19

Reserve Fund Account

1.5% of gross revenue 
set aside for 
replacement/improve
ments

1.5% of gross revenue set 
aside for 
replacement/improveme
nts

1.5% of gross revenue set 
aside for 
replacement/improveme
nts

1.5% of gross revenue set 
aside for 
replacement/improvemen
ts

1.5% of gross revenue set 
aside for 
replacement/improvemen
ts

1.5% of gross revenue set 
aside for 
replacement/improvemen
ts

1.5% of gross revenue set 
aside for 
replacement/improvemen
ts

1.5% of gross 
revenue set aside 
for 
replacement/impro
vements

n/a

Alcohol Sales

Basecamp receives 
100% revenue from 
sale of Alcohol, 
excluded from P&L.  
County receives $0 
revenue. 

Basecamp receives 100% 
revenue from sale of 
Alcohol, excluded from 
P&L.  County receives $0 
revenue. 

Basecamp receives 100% 
revenue from sale of 
Alcohol, excluded from 
P&L.  County receives $0 
revenue. 

Basecamp retains 92% of 
revenues generated from 
sale of alcohol.  County 
receives 8% of gross 
alcohol sales.

Basecamp retains 92% of 
revenues generated from 
sale of alcohol.  County 
receives 8% of gross 
alcohol sales.

Basecamp retains 92% of 
revenues generated from 
sale of alcohol.  County 
receives 8% of gross 
alcohol sales.

Basecamp retains 92% of 
revenues generated from 
sale of alcohol.  County 
receives 8% of gross 
alcohol sales.

Basecamp retains 
92% of revenues 
generated from sale 
of alcohol.  County 
receives 8% of gross 
alcohol sales.

All alcohol purchases & 
sales passed through in 
Basecamp's P&L.

If San Antonio Resort 
Closes

n/a n/a
Management Fee 
increases to 2.5% of 
Nacimiento gross revenue

Management Fee 
increases to 2.5% of 
Nacimiento gross revenue

Management Fee 
increases to 2.5% of 
Nacimiento gross revenue

Management Fee 
increases to 2.5% of 
Nacimiento gross revenue

Management Fee 
increases to 2.5% of 
Nacimiento gross revenue

Management Fee 
increases to 2.5% of 
Nacimiento gross 
revenue

n/a

Indemnification 
Language Quagga 
Mussel Inspections

n/a n/a n/a n/a n/a
Added Indemnification for 
Contractor Quagga 
Mussel Inspection

Indemnification for 
Contractor Quagga 
Mussel Inspection

Indemnification for 
Contractor Quagga 
Mussel Inspection

Indemnification for 
Contractor Quagga 
Mussel Inspection

Term Extension n/a Yes Yes Yes Yes n/a
Yes.  Staff requested 2-yr 
ext.  ACO recommended 
only 1-yr ext.

Yes

Contract term is for 7 
years, unless terminated 
pursuant to Agreement.  

No extensions beyond the 
7 years.

Lake Location(s)
Lake Nacimiento & 
Lake San Antonio

Lake Nacimiento & Lake 
San Antonio

Lake Nacimiento & Lake 
San Antonio

Lake Nacimiento & Lake 
San Antonio

Lake Nacimiento & Lake 
San Antonio

Lake Nacimiento & Lake 
San Antonio

Lake Nacimiento & Lake 
San Antonio

Lake Nacimiento & 
Lake San Antonio

Lake Nacimiento ONLY.
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ATTACHMENT C
Lakes Management Agreement Comparison of Changes

Current Management Agreement RFP # 10674
Basecamp Proposal to RFP No. 

10674
Basecamp Revised 

Payment Terms
Final Negotiated Agreement Terms 

effective 08/01/19

Contract Term 02/01/15 - 07/31/19
Base Contract 10 Years plus two 5 Year 
periods

Base Contract 15 Years plus one 5 Year 
period

Base Contract 15 Years plus 
one 5 Year period, 

Base Contract 7 years from date of Execution 
through December 31, 2026

Contract Type
Management Agreement to operate certain 

recreational facilities at both Lake Nacimiento and 
Lake San Antonio.

Scope leaned toward Concession 
agreement, but left open for bidders to 

decide

Hybrid Management Agreement approach, 
excluding Vessel rental.  Basecamp would 
take over vessel rental completely off P&L, 

County receives $0 revenue. 

Hybrid Management 
Agreement approach, 

excluding Vessel rental.  
Basecamp would take over 
vessel rental completely off 

P&L, County receives $0 
revenue. 

Management Agreement with all operations (less 
capital expenditures and specific County 
responsibilities) run through Basecamp.

Termination Clause N/A
County reserves the right to cancel 

agreement or extension without cause with 
a 30-day written notice

Basecamp took an exception to this clause.  
Countered clause to notify, remedy, and 

arbitration process.

Basecamp took an exception to 
this clause.  Countered clause 

to notify, remedy, and 
arbitration process.

Upon termination of Nacimiento Lease and 
removal of County responsibility for recreational 
facilities or County shall have right to renegotiate 

terms to accommodate changes in Nacimiento 
Lease.

Termination/Renegotiatio
n of Two Consecutive FY of 
Negative Adjusted Net 
Income

N/A N/A N/A N/A

After two consecutive FY of a negative Adjusted 
Net Income, County shall have the right to 
renegotiate the terms to maintain financial 

sustainability.

Default and Cure
Failure to make payment, insolvency can terminate if 
no cure beyond 45-days following receipt of notice.

County reserves the right to cancel 
agreement or extension without cause with 

a 30-day written notice

Basecamp took an exception to this clause.  
Countered clause to notify, remedy, and 

arbitration process.

Basecamp took an exception to 
this clause.  Countered clause 

to notify, remedy, and 
arbitration process.

Material breach, defaulting party shall have 60 
days after notification to cure or initiate good faith 

efforts to cure.  If not cured within 60 days non 
defaulting party may terminate 30 days prior of 

notice.

Rental Vessel Fleet Revenue and Expense included in P&L 
Scope required vendor to provide its own 

vessels.
Revenue and Expense excluded from P&L 

Revenue and Expense excluded 
from P&L 

Revenue and Expense included in Basecamp P&L 

If Basecamp has a Net 
Profit

Basecamp pays County net profit amount.  Basecamp 
P&L includes accrual for Utilities.

RFP requested respondants propose a 
compensation plan

Basecamp pays County net profit amount.  
Basecamp P&L includes accrual for Utilities.

Basecamp pays County net 
profit amount.  Basecamp P&L 

includes accrual for Utilities.

Basecamp pays County net profit. P&L does not 
include utilities or any other County operating cost.

If Basecamp has a Net Loss
County pays Basecamp net loss amount.  Basecamp 

P&L includes accrual for Utilities.
RFP requested respondants propose a 

compensation plan
County pays Basecamp net loss amount.  

Basecamp P&L includes accrual for Utilities.

County pays Basecamp net loss 
amount.  Basecamp P&L 

includes accrual for Utilities.

County pays Basecamp net loss amount. P&L does 
not include utilities or any other County operating 

cost.

Management Fee 1.5% of monthly gross revenue
RFP requested respondants propose a 

compensation plan
7.5% of monthly gross revenue 9% of monthly gross revenue

10% of annual operating profit. (Revenue less 
allowable Basecamp and County costs)

Incentive Fee
25% of annual net profit based on Basecamp's P&L.  

Incentive Fee=Gross Revenue less COGS less Operating 
Expenses.

RFP requested respondants propose a 
compensation plan

25% of annual net profit based on 
Basecamp's P&L.  Incentive Fee=Gross 

Revenue less Operating Costs less Admin 
Fee less Mgmt Fee less Annual Maintenance 
costs exceeding $50K.  Calculation excludes 

COGS.

0% of annual net profit based 
on Basecamp's P&L

No Incentive Fee

Admin Fee $80K fixed annual fee
RFP requested respondants propose a 

compensation plan
$300K fixed annual fee $300K fixed annual fee $300K fixed annual fee
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ATTACHMENT C
Lakes Management Agreement Comparison of Changes

Current Management Agreement RFP # 10674
Basecamp Proposal to RFP No. 

10674
Basecamp Revised 

Payment Terms
Final Negotiated Agreement Terms 

effective 08/01/19

Marketing Leadership & 
Creative Guidance

$30K fixed annual fee
No set amount or percentage. RFP 
requested respondants propose a 

marketing plan
$30K fixed annual fee $30K fixed annual fee

Marketing budget submitted to County for 
approval as part of annual operations plan.

Reserve Fund Account
1.5% of gross revenue set aside for 

replacement/improvements
Not included in RFP.

5% of gross revenue set aside for 
replacement/improvements

5% of gross revenue set aside 
for replacement/improvements

Basecamp will no longer hold gross revenue for 
replacement/improvments. All net profit will go to 

County.

Alcohol Sales
Basecamp receives 100% revenue from sale of 

Alcohol, excluded from P&L.  County receives $0 
revenue. 

Contractor receives 100% revenue from 
sale of Alcohol, excluded from P&L.  County 

receives $0 revenue. 

Basecamp receives 100% revenue from sale 
of Alcohol, excluded from P&L.  County 

receives $0 revenue. 

Basecamp receives 100% 
revenue from sale of Alcohol, 
excluded from P&L.  County 

receives $0 revenue. 

All alcohol purchases & sales passed through in 
Basecamp's P&L.

Use of Facility

County reserves the right of use of the Resort 
operations for official County business, at no cost, as 

long as use does not interfere or reduce existing 
revenue generating activities

All events over 1,000 attendees require 
County approval.

Basecamp requests to handle all special 
events in the Park, including dealing directly 

with promoters, handles all coordination 
and operating needs of promoter, and 

books all revenue.

Basecamp requests to handle 
all special events in the Park, 

including dealing directly with 
promoters, handles all 

coordination and operating 
needs of promoter, and books 

all revenue.

Basecamp will manage all special events, subject to 
notice and County approval restrictions. County 

reserves the right of use of the Resort operations 
for official County business, at no cost, as long as 

use does not substantially interfere or reduce 
existing revenue generating activities

Quagga Mussel 
Indemnification Language

Mutual Indemnification plus specific Indemnification 
for Contractor Quagga Mussel Inspection

Not included in RFP
Mutual indemnification with no special 

indemnification
Mutual indemnification with 

no special indemnification
Mutual indemnification with no special 

indemnification

Vehicle/Vessel Lease 
Agreement

Vehicles and Vessels to be assigned under a lease 
agreement. 

Scope required vendor to provide its own 
vehicles.

Vehicles  to be assigned under a lease 
agreement. Basecamp to operate all vessel 
rentals separately and receive all revenues 

directly.

Vehicles and Vessels to be 
assigned under a lease 

agreement. 

Exhibit B Vehicles and Vessels to be assigned under 
a lease agreement. 

County and Contractor 
Maintenance and Repair 
Assignments

N/A
RFP requested respondants propose a 

maintenance plan

Maintenance responsibility to be capped at 
$2,500 per individual repair, not to exceed 

$50,000 got profit sharing calculations.

Requested clear definition of 
maintenance and repair 

responsibilities assignd to 
Basecamp.

Exhibit A to the Management agreement provides 
responsibility matrix for Basecamp and County

Performance Review
Allowed for "periodic inspections" of facilties and 

written performance evaluations based on 
observations.

Contractor required to submit an annual 
Park Operation Plan covering proposed 

operations for coming year.
No change to RFP scope. No change to RFP scope. 

Parties negotiatied bi-annual operation splan 
updates, matched to busy and off-season at 

reservoirs.

Annual Financial Audit
Independent audit was optional, only covered 

expenses.

Contractor required to employ 
independent Certified Public Accountant 

(CPA) to perform audit of books and 
records related to the agreement

Agreed to Annual Certified Audit, requested 
clarification on scope of audit (limited to 

revenue and expenses shown on P&L)

No change to previous 
proposal.

Independent Certified Public Accountant (CPA) 
conduct a Financial Statement Audit on an annual 
basis. Includes:Balance Sheet, Income Statement, 

Statement of Owner’s Equity and Statement of 
Cash Flows relating to the Agreement
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FY2011-12 FY2012-13 FY2013-14 FY2014-15 FY2015-16 FY2016-17 FY2017-18 FY2018-19*
 Income 3,988,383 4,007,379 2,544,255 1,432,751 1,663,231 3,633,026 4,992,200 4,160,176 

 Cost of Goods Sold 1,287,144 1,264,091 675,476 387,738 385,982 517,797 643,808 539,741 
 Gross Profit 2,701,239 2,743,287 1,868,779 1,045,013 1,277,249 3,115,229 4,348,392 3,620,435 

 Salaries 1,077,432 1,126,487 964,111 746,333 956,676 1,436,395 1,742,102 1,542,330 
 Operating Expenses 678,558 697,747 601,026 410,921 508,436 630,675 1,055,072 1,026,200 

 Admin Expenses 0 356,525 335,660 256,482 13,199 20,596 68,106 0 
 Total Expenses 1,755,990 2,180,759 1,900,797 1,413,736 1,478,311 2,087,666 2,865,280 2,568,530 

 Operating Income (Loss) 945,249 562,528 (32,019) (368,723) (201,062) 1,027,562 1,483,112 1,051,905 

 Admin Fee 80,000 80,004 80,004 80,012 80,016 80,004 80,004 80,004 
 Marketing Fee 30,000 30,000 20,000 0 41,559 39,200 43,551 42,733 

 1.5% Mgmt Fee 59,826 60,107 38,162 21,491 41,056 73,225 74,883 62,403 
 Subtotal Fees 169,826 170,111 138,166 101,503 162,631 192,429 198,438 185,140 

 Net Income (Loss) 775,423 392,417 (170,185) (470,226) (363,693) 835,134 1,284,674 866,765 
 Annual Incentive Fee 128,681 199,405 101,944 0 0 179,508 326,818 192,072 
Net of Incentive Fee 646,742 193,012 (272,129) (470,226) (363,693) 655,625 957,856 674,693

 Reserve Fund Fee 59,826 60,111 38,164 21,491 24,948 54,495 74,883 62,403 

* FY2018-19 reflects actual through 11 month and 1 month projected

Attachment D - Historical and Projected Compensation to Basecamp 
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