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INTRODUCTION

The City of Salem has prepared a master plan for Winter Island Park - a significant
historic location, recreation venue and civic and open space asset along the edge of Salem
Harbor. The master plan has been prepared to establish a long term vision for the Park
that can be achieved through a series of phased improvements and operational changes
that will better fulfill the community’s goals to enhance the potential of the Park as a
civic and environmental resource. The City has identified this endeavor as:

“A guide for the successful renovation and redevelopment of Winter Island in order to
enhance its unique natural resources, preserve its historically significant properties,
increase the public’s access and enjoyment and enable it to operate in a financially
sustainable manner.”

Winter Island Park contains a deep and rich history and was added to the National
Register of Historic Places in 1994 as part of the Winter Island Historic and
Archaeological District. It contains several Native American archaeological sites dating
over 6,000 year old and the masonry and earthworks of Fort Pickering established in
1644. The Park was home to the United States Coast Guard and Sea Rescue Station,
which was based in the historic USCG Hangar Building; one of two of this type in the
country along with the Barracks’ Building and several other smaller structures. The Park
was also the center for Salem’s fishing trade throughout the 1,600’s.

The Park is a significant and educational place not only for the City of Salem, but also
the region and country. In combination with past master planning processes, the Winter
Island Park Master Plan will only further enhance the community and its connection to
the water creating a vibrant, safe and useful open space.
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1. EXECUTIVE SUMMARY

The Winter Island Park Master Plan process began in December of 2010 with the City
of Salem’s Department of Planning and Community Development selecting The Cecil
Group of Boston, Massachusetts to assist the City and community through an extensive
in depth planning process consisting of six main tasks:

e  Establishment of the Master Plan Context.
e  Establishment of the Park Program.

e  Establishment of the Park Vision.

e Identification of Implementation Strategies.
e Formulation of a Draft Master Plan.

e  Preparation of the Final Master Plan.
Purpose

The purpose for the Winter Island Park Master Plan is to assess and make graphic and
written recommendations for short and long term improvements to the current use and
character of the park. Currently, the park is extensively used throughout the summer
months accommodating many activities and programs including: Waikiki Beach
swimming and sunbathing, community sailing programs, theatrical performances,
community gardening, RV and tent site rentals, tot lot and playground, picnicking, boat
storage and a Police Department firing range. Because the park has limited, spaces and
parking this number and variety of programs and uses creates a disorganized setting and
appearance. The master planning process is meant to identify and organize the most
appropriate uses for short and long term goals of the City and park while enhancing and
maintaining a financially sustainable park.

The Team

The Cecil Group, a Boston based planning and landscape architecture for private and
municipal projects lead a team of highly qualified consultants who not only are leaders
in their industries, but also intimately familiar with the City and Salem Winter Island
Park. The Bioengineering Group located in Salem, Massachusetts is a national leader
focused on developing ecological and sustainable solutions for a multitude of projects,
which transact the repair and healing of past impacts into landscape scale ecosystems.
Susan St Pierre, AICP is certified and professional planner with an extensive background
with public and private real estate development and transportation and waterfront
projects involving planning and design review. She is also a resident of Salem and is a
past member of the Board of Trustees for the Plummer Homer, the adjacent property to
Salem Winter Island Park, a member of the City’s Open Space and Recreation Plan
Update Committee, and the author of the 2007 Winter Island Barracks Building
Feasibility Report prepared for the City of Salem. PAL (The Public Archeology
Laboratory, Inc.) is one of New England’s leaders in Cultural Resource Management

and historical preservation providing support for well over 3,000 development and
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planning projects. FXM Associates have performed numerous market analyses and
feasibilty studies for public waterfront facilities and potential market-driven uses such as
restaurants, hostels, concessions, marina and marina support facilities. They have assisted
the City in examining its options for other waterfront sites and they will provide advice
regarding key factors in the potential success of failure of revenue-producing ideas that
emerge.

The Process

The entire planning process was estimated to occur over a five month period and would
include several key components presented at a series of meetings through power point
presentations and documents distributed to team members and the public for review at
each meeting. The various components of the planning process were comprised of the

following:
e Approach
e Method
e Baseline Study Analysis
e  Draft Program (Must occur, May occur and Must not occur)
e Decision-Making Criteria
e Future Goals
e  Draft Master Plan
e Final Master Plan and Report
The Approach

The approach to the planning process contained key steps that helped guide team
members and the City toward achieving a report that responds to the City’s and public’s
interests with key recommendations that can be appropriately implemented over time.

The key steps included:

LEfficient application of a talented and experienced multi-disciplinary team — The master
planning for all aspects of Winter Island’s future required a combination of insights and
experience of many different professional disciplines. The management challenge was to
use this experience efficiently. The process centralized the distribution of information
and the assembly of products by The Cecil Group, and used interdisciplinary working
sessions to engage the senior professionals to identify issues, articulate options, and
provide the advised direction.

Well-organized sequence of meetings with focused facilitation — The meeting process
consisted of a sequence of well-planned and executed agendas that progressively led
towards concrete outcomes. They were facilitated by the core management team of The
Cecil Group which provided the consistency and cost effectiveness associated with
dedicated leadership. These meetings included:

Salem Winter Island Park Master Plan
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e Four meetings with a qualified team of professional consultants and city
representatives.

e Four meetings with an organized Winter Island Park Committee made
up of local residents, businesses owners and community leaders.

e Three public meetings to allow citizens to review and provide valuable
input during key steps in the planning process. During these meetings,
various products were developed and distributed to the city and public
for review including: memorandums, several draft programs, and color
graphic plans including various schemes and the Draft Master Plan
Concept.

®  One meeting with the mayor’s office.

e  One meeting with the Parks and Recreation Commission.

Emphasis on a clear vision and clear action plan — Public park planning has a tendency to
produce many attractive illustrations of multiple ideas, which can lead to a lack of clarity
on priorities and actionable projects. This process emphasized the importance of creating
a clear and attractive plan that is well illustrated and described in a formal report. The
plannign process entailed identifyng and evaluating options together with the City and
the Winter Island Park Committee to derive pragmatic ideas and actions for
implementation. This also meant that the planning process was targeted towards the
final products, rather than technical studies, investigations, interim reports and
documentation.

Empbhasis on financial and organization aspects of implementation — The approach and
resulitng products were developed in recognition of the challenges and needs associated
with providing adequate capital and operational funding for each element of the Master
Plan that emerged. Additionally, recommendations for advancing organizational and
fundraising capacities were included specifically to attain state, federal, market and other
resources.

Creative approaches to funding and partnerships — From the start of the project, the need
to identify potential funding sources as a means to advance detailed planning and
implementation of the components of the Park, exploring ideas and identifying possible
sources with the City, Friends of Winter Island (FOWI), and other stakeholders was

recognized.

The Methods

The methods that were applied to the Master Plan process took into account key topics
that were identified including the following:

Taking advantage of natural features — The planning approach would respect the
underlying natural features of geology and coastal locations, and distinguish among native
and sustainable plants and wildlife environment from harmful invasives.

Recognizing and enhancing cultural and historical features and buildings — This planning

process would include identification of known historic and archaeological resources
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contained within the Park; development of a list of broad interpretive themes that those
resources have the potential to address; and identification of planning and appropriate
management options for those resources consistent with the larger recreational and revenue

goals for the Park.

Rebabilitation: viable uses and funding — Distinguish among viable uses and the prospects
for funding.

Increasing public access — The team would work with the community, the committee and
the City to identify specific and quantifiable goals for increasing public access to the site.
This effort would be part of the programming effort for the Park, in which each use would
be listed along with its anticipated attendance.

Meeting City’s goals and objectives — The planning process would Incorporate qualified local
professionals on the planning team, simultaneously created a knowledgeable link to the

City’s established goals and objectives for Winter Island Park.

Focused and cost effective professional assistance — The management process would allow the
planning team to manage a multi-disciplinary effort through focused, interactive meetings
coordinated with each stage in the plan formulaton.

Community engagement — The community engagement program would emphasize the
benefits of well-planned, professionally facilitated workshops were timed to provide
optimum input into the formulation of choices and making planning decisions.

Baseline Study Analysis

The Master Plan began with a reconnaissance process that resulted in a Base Study
Analysis outlining site conditions, historical data and uses within the park and
identification of opportunities for collaboration and funding resources. The outline was
presented early in the planning process to the professional consultants, the committee
members and the public for additional review and feedback. This analysis became the
baseline for the park program and this final report including the following components:

Site Conditions

Winter Island Park is a peninsula of land consisting of 27.1 acres located just minutes
north east of downtown Salem, Massachusetts off Fort Avenue. It is located on Salem
Neck, which is the same point as Salem Willows Park that separates Beverly Harbor from
Salem Harbor. Located on the south side of the point, Winter Island Park has welcomed
maritime visitors into Salem’s Harbor for centuries.

Winter Island Park occupies the southern third of the Winter Island, an approximately 45-acre
peninsula located on Salem Neck at the mouth of Salem Harbor. Archaeological evidence
indicates that Winter Island was first occupied during the precontact (prehistoric) period by
Native American groups who used the landform as a settlement and burial site (Dempsey et al.
1994; Crane et al. 2003). The earliest European occupation of the island occurred in the
seventeenth century when it was used first for fish harvesting and processing and then as the site
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of Fort Pickering in 1644. The Fort Pickering Lighthouse, a formerly-manned cast iron

navigational aid, was constructed ca. 1887-1894 and was abandoned in 1969.

Figurel. Site Context

Today the Winter Island Park landscape largely
reflects the period of U.S. Coast Guard (USCG)
occupation from 1934-1969. The USCG established
the Salem Air and Sea Rescue Station in 1934,
operating it as a seaplane base and communications
center for regional maritime safety operations. During
World War II the facility served a coastal patrol and

defense function. Several buildings, including a large
Art Deco style concrete seaplane Hangar and brick

Administration Building, built in 1934, survive from the USCG era. Post-World War II
era buildings no longer remain. The USCG left Winter Island in 1969, and the site at the
south end of the peninsula became a public park in 1980. The park contains several small

post-1980 support buildings and new pier structures. The park is also the location of the

Salem Harbormaster’s office, located in the former USCG Radio Building constructed in

1934.

History

The ownership history of Winter Island is varied and interesting. Like their Native

American predecessors, early European settlers utilized Winter Island as common land

with no privately held interests.

Figure2. Fort Pickering Lighthouse

Salem Winter Island Park Master Plan

According to various historical records, Winter
Island at the time of English settlement in the early
1600s was an island separated from the mainland,
held as common land by the Proprietors and used
as a fortification and for fishing activities (Perley,
1924). During the 1600s various %2 acre lots were
leased to fishermen for fishing and flaking activities
and later in the 1600s lots were leased for the
construction of wharves. Fish Street, which
remains on the site today, (adjacent to the Barracks
Building), was the road used by the fishermen to
haul and load fish onto vessels from other ports for
export. A causeway was built in the 1660’s to
connect the island to the mainland.
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During the 1700’s the island continued to be used for fishing and fish flaking and the
Essex Frigate was constructed near where the small beach area is located just south of the
former Coast Guard Hangar. The old fortification which was named Fort William then
renamed Fort Ann, was rebuilt around 1706 under the direction of the Royal Engineers
who had originally been sent by King William III to fortify the colonies (Finch, 1998:
Salem Observer 1978).

In 1775, the Salem Selectmen leased land on
Winter Island in the vicinity of the existing
Harbormaster’s Office and the remnants of an
old powder house building to Richard Derby
to build a wharf and warehouse. In 1794, the
City of Salem ceded the fort to the federal

government and a new fort was constructed in

its place. In 1799 it was renamed Fort
Pickering in honor of Timothy Pickering, then
U.S. Secretary of State (Observer 1978). In
1870, the Secretary of War permitted the
) P ; Trustees of the Plummer Farm School to
A g establish their institution on Winter Island.
: During the 1800’s the island was used
primarily for fortification and in 1864 the City

Figure3. Plan of Winter Island by Charles A g2in  ceded the island to the federal
Putnam, January 6, 1870 government in support of the Civil War
efforts. The lighthouse (and lighthouse keeper’s

house) were constructed and lit in 1871.

From the 1930’s to the early 1970’s, Winter Island was used by the Federal government as
the U.S. Coast Guard Air Station at Winter Island in Salem, MA. The Station was
commissioned on February 15, 1935 and operated as a rescue patrol and law enforcement
facility until November of 1941. The Coast Guard use of the island continued until the
early 1970’s. The facility was originally staffed with 35 men and at one point had over 100
men. The station was replaced by the Cape Cod Air Station and decommissioned in the
fall of 1970 (Knife, 2004).
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Figure4. Original Structures and Character of FortePicg- 1940.

That same year (according to letters on file in the Salem City Clerk’s Office) the U.S.
Coast Guard informed the City that it planned on retaining 5.8 acres of the site which
included the Hangar and aircraft ramp for a buoy facility. The remaining 14.7 acres would
be referred to the federal General Services Administration for disposition with a notice that
the U.S. Navy was interested in developing a joint Navy, Army, and Coast Guard Reserve
training center on the island. The City of Salem and National Park Service were interested
in use of the land as a park, and the Plummer Home for Boys was also interested in the

land.

According to the City Clerk’s records, in 1972, the City Council voted to authorize Mayor
Samuel Zoll to “effect an entry” on Winter Island in order “to protect and enforce the
reversionary interest of the City of Salem...”. In response to local concerns, the General
Services Administration issued a Declaration of Termination of Interest in 1973 and the
City regained control of the island including all remaining federal buildings.

In the fall of that year, the Salem Park and Recreation Commission developed a
conceptual re-use plan for Winter Island that included moving the parks and recreation
operations to the Barracks Building, creating an indoor recreation center with tennis
courts, restoring the two Coast Guard outdoor tennis courts, reserving an area for a sailing

club, and developing = | N
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