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JEKYLL ISLAND AUTHORITY
Updated Jekyll Island Master Plan Recommendations

In late 2003, the Jekyll Istand Authority (JIA) retained Robert Charles Lasser & Co., LLC {RCLCo} to conduct an update ©o the original jekyll
Iskand Master Plan from June of 1996. As with the original master plan, this update recognizes the key missions of the JIA, which are to
be stewards of the land, adhering to the State’s 35% maximum development requirement' and to provide a Jekyll Island affordable and
available to all Georgians. Overlaying this is the recognition that the JIA is a selbsustaining Authority that must operate “in the black”.

The following represent the key components of the Master Plan and the consultant recommendations provided by RCLCu o the
Authority. Itis the Authority’s decision whether or not to adhere to these recommendations.

35% Developable / 65% Undevelopable

We beliewe the restriction of only allowing 35% of the land on Jekyll Island © be developed is integral 1 the islands eculugy, image,
performance and market-driven success and recommend that this restriction remain in place, America’s coastlines are rapidly
disappearing to development and the environmental and ecological attibutes of Jekyll Island have been, and will continue to be, one of

its greatest attributes. Remaining a good steward to Jekyll's environmental attributes, through both protection and enhancement, should
be paramount to the Authority.

Over the past seven years the lekyll Island Authority has stayed true 1o the 35%/65% rule while significantly enhancing the istand by
adding or upgrading numerous amenities and improving the infrastructure of the island. Despite these enhancements, and the strong
dedication of the JIA, island visitation numbers continue to struggle and are reflective of other key issues plaguing the island wday;
namely poor lodging stock, a lack of housing diversity on the island (which can be used for vacationing family lodging purposes), and
lack of convention hotel adjacent to the conference center. This stagnant to declining tourism growth at jekyll has resulted in declining
revenues for the JIA in terms of golf rounds, bed taxes collected and several other revenue streams. In the coming five 1o ten years, given
the context of the Authority’s mandates and the need i preserve Jekyll's natural amenities, the JIA must identify the means by which
revenues can be enhanced within the parameters of the 35/65 rule. RCLCo recommends the Authority pursue options to enhance

revenue within the 35% development parameter through a program of primarily redeveloping sites already considered developed? while
implementing a plan o assure conservation of the island’s natural resources.

! See the lD%JekyﬂIahndePhnforlhedeﬁn'ﬁionofdevdqmtmdlheeﬂinﬂjonofﬂnishnd‘ssizeuddavdopmtuntns
21‘hisrefa:bﬂ1eamlﬂiveamedelinwedasdcg§gge_dmdde lopable as shown in Exhibit § of the 1997 Master Plan.
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JEKYLL ISLAND AUTHORITY

Creation of a Development / Revitalization Plan

Rapidly dwindling supplies of developable land in the coastal southeast and the resulting increases in fand prices (which almost as a rule
necessitates redevelopment as opposed to new development), have placed a premium on an asset Jekyll can provide: ocean-front and
ocean-proximate tedevelopment and development sites. The redevelopment of these sites can provide both the housing and lodging

stock Jekyll needs to appeal to a broader market audience including familles, thus enhancing opportunities lo increase Jekvil's tourism
base.

To tap into this potential increase in tourism, Jekyll must provide greater quality and variety of residential and lodging product, which
necessitates redevelopment and development of sites on the island. Several key issues must be addressed prior to this development
accurring, including who will be conducting the development, how will the development lock and assuring adherence to the 35/65 rule
for the island is maintained. While the JekyH island Authority is highly capable of running Jekyll Island and providing a quality
environment, It is not a development entity and should not atiempt to be one. Redevelopment and development opportunities on the
island could generate significant long-term revenue for the Authority. To determine the most appropriate means by which these goals can
be achieved, we recommend the JIA pursue the creation of a Development Plan for the island.

Prior o Initiating the development process, the Authority must implement development standards for the island, including appropriate
densities, heights, architectural styles and landscaping standards. Doing so can establish the istand as a unique location and destination
and help it compete in the market for vacationers and visitors, These guidelines can also emphasize Jekyll's major amenities, including
the environment and the Historic District and should be applied to both new construction and redevelopment. Design and landscaping
standards can also result in minimizing tree loss and the loss of native vegetation for new development and redevelopment sites.

The second key portion of this Development Plan should focus on the technical aspects of the redevelopment and development process.
Issues addressed in this portion of the plan should include identifying an appropriate entity or entities in which to engage development
and redevelopment and identifying deal structures that are both attractive to encourege appropriate development on the island while both
maximizing potential benefit to the Authority and staying true to the legislative requirements and context of the island.

Potential redevelopment and development sites are provided in the accompanying Observations, Recommendations and Guidelines
document

3 RYZERT CAARLES LESSEN & CB, LLC Page 2
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JEKYLL ISLAND AUTHORITY

Conservation Plan

As noted, Jekyl Island’s first and foremost amenity is its natural environment and island ecology. To compliment the Development Plan
recommended in this master plan update, we recommend the JIA initiate a Conservation Plan for the island scon after the development

plan process has begun. This conservation plan should provide an in-depth examination of jekyll's flora and fau identi
study and_manageiment areas are shoreline, wetlands and forest managemen gement.  This plan should also examine the means by which
development and redevelopment can enhance the island’s ecology through use of native planting materials, pervious surface and
returning natural landscaping previously removed for infrastructure. Finally, this Conservation Plan should provide for means by which
island visitors, residents and other interests can fusther engage the istand ecology, reaping its educational and relaxation benefits while
limiting impacts. Doing so can further Jekyll's natural image and enhance visitation and revenue potential.

Restructuring Residential Leases

An additional means for the JIA W increase revenue is through increasing residential lease rates. Existing homeowners benefit
significantly from the JIA and are paying lease rates to the Authonity at a rate well below that which Is reasonable in today’s coastal
market. Related 0 this Is the current sunset provision for JIA feases in 2049, Given the mortgage lenders requirements for federally
backed loans, which require the length of the lease to be 10 years longer than the loan, the JIA should pursue an extension of this lease
period. Renewal of these leases provides an opportunity for the JIA to restructure these leases and receive a more equitable share of the
value provided these homes by both the island itseff and the infrastructure and services provided by the JIA. The JIA should continue o
work with Congressman Kingston and USFW to make tech corrections to the FEMA maps to ensure that developments on
Jekyll can receive federally funded flood insurance =

Given this, a readjustment of JIA residential lease rates should be considered, including the means by which lease rates are determined.
We recommend the JIA readjust the lease structure to a value based system creating a fair evaluation for all homeowners based on the
current fair market range of 1% 0 2% of assessed value. Further, we recommend the JIA collect a transfer fee when leases change
ownership, similar to that typical of fee simple properties in the Brunswick area and throughout the U.S. Finally, we recommend the jIA
pursue opportunities to participate in use of properties for investment purposes, in particular vacation rentals, in which ownership
properties largely function as a lodging business.

Q R4BLIT CHASLES LESSER & CO., 116 Page3
02-9564.00
July 12, 2004



JEKYLL ISLAND AUTHORITY

Technical Amendments

In addition to the aforementioned updates to the Jekyll ksland Master Plan, one technical amendment to the previous developmient maps
is recommended. The longterm designation of a 3.9-acre parcel of land that lies between the existing 4H Center and the existing
residential development on the south side of the island should be changed from undeveloped to a development site on Exhibit 8 in the
Master Plan. This parcel was plotted in August 1955 for single-family residential development and while no structure has been built on
the property, the land has been disturbed from its natural state and must be reclassified.

More detailed observations, recommendations and guidelines can be found in the accompanying document to this Updated Master Plan
and are available through the Jekyll Island Authority.

é ROBERY CHARLES LESSER & CO., LLG Paged
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JEKYLL ISLAND AUTHORITY

INTRODUCTION

In 1996 the Jekyl! Island Authority (J1A)} retained Robent Charles Lesser & Co., LLC (RCLCo} and Tunnell-Spangler-Walsh & Associates
{TSW)} to conduct a master plan for devalopment and oparation of the state run Jekyll isiand. Two key tenats of Georgla State Law were
paramourt to that plarn.

+  First, only 35% of the island may be developed with the remainder being preserved as natural open space, and;
¢ The island must be accessible arx! avalilable to the average Georgian.

Given this, the major focus of the 1996 mastsr plan was to identify that percentage of the island which was considered developed and to
delineate present and future land areas as either environmaentally sensitive, historically sensitive or active use areas, The 1996 Master Plan
datermined Jakyl! Istand to be approximstely 32% developed and idemtified & remaining 108.35 acres that could be developed and still
keep the lIA in compliance with the Stata’s 35/65 mandate. Further, RCLCo worked with TSW to identify new smenities and services that
could be offered at Jekyll Islsnd to generate revenus and broaden the tourism base. Finally, RCLCo provided guidance into restructuring
commercial lsases on the island to aliow the Authority to capture a more appropriate share of lease revenue from these uses. In addition
to these results, the Master Plan aiso requirad sn update to the plan at a fulure time to revisit the results of the implementation and the
AA's effectivenass.

Based on this last recommendation, the AA requestsd assistance from RCLCo in 2003 to conduct an update to the 1996 plan. Consistent
with the 1996 plan, the updated master plan is primarily focused on identifylng the means by which revenuas can be enhanced within
the paramaeters of the 35/65 rule. This includes opportunities for deveiopment or redevelopment, re-examination of laase structures and
other mears by which additional revenues can be generated. All this has been done with the understanding that, under Georgia State
taw, the HA must obtain s seif-sufficient income, not requiring any addiional funds from the State, and the Island must be preserved as a
resort for ali Georgians to enjoy.

Page 1
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JEKYLL ISLAND AUTHORITY

Assignment Objectives

The following is a description of the gosls and ohjectives of the original 1996 Master Plan, followsd by the ohjectives of the current 2004
Master Plan Update for Jekyll Island.

1996 Jekyil istand Master Plan

Development of management strategies to enhance and/or continue successful operation of commercially leased operations;
Evaluations and recommendations regarding Authority-controlled operations as to upgrades, capital improvements, effectiveness
of product delivery, or possible privatization of these operations;

Incorporation of the Historic District Master Plan, completed in October 1995;

Recommendstions for the protection of unimproved sreas, with respect to access, nature experience, interpretation, and
educationsl opportunities that are not disruptive and are consistent with remaining unimproved; and

Allowance and consideration of input from a broad cross-section of interest groups, residents, business owners, end consesvation
organizatons.

2004 Jekylt Island Master Plan Update

L g

Review recommendations from the 1996 Master Plan;

Evalusta the level of Implamantation oceurring sinca the complation of the 1996 Master Plan;

Identify opportunities for increasing revenue through maximizing space usage, including possible redevelopment of axisting
properties, within the 35% developmerx constraing;

Establish a mechanism for the Jekyll Island Authority to revisit and track successful implementation of master plan
recommendations; and

Incorporete a public input process into the master planning process to gain further insights and anhance acceptance of the master
plan.

Page 2
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JEKYLL ISLAND AUTHORITY

Methodology

To achieve the objectives listed above for the 2004 Master Plan Updete, RCLCo conductad the following analytical tasks.

a)

b}

c)

dj

o)

Conducted a kick-off mesting with the JA staff 1 review mission/ vision stataments and strategic plans,

Conducted interviews with Istand Authority staff and others as needed to idemtify strengths, weaknesses, opportunities, and Issues
regarding progress made on a specific per recommendation basis since 1986,

Updated our sarlier study of trends relative to resont development via article research and case studies of cther coastal resorts,
particularly thoss in the Southeast.

As & means of gathering additional public input, RCLCo conducted two public meetings on the island for lease owners/residents,
business owners and operators, environmental and other islend interests.

Examined the golf operations on the istand in light of the above trends and identified the need to reposition, re-package or
radevelop a portion of the golf on the istand,

Examined the needs and opportunities to redevalop one or mora of the hotals on the island for a now, larger, and potentially more
upscals full-sarvice hotel, possibly conference-orierted.

{dentified opportunities for new residertial and commescial development, on a variety of already developed sites throughout the
island. These oppornunities wera Identified through development trends at other coastal resorts.

Based on our conclusions from the above ressarch and analytical steps, formulated updated recommendations relative to potential
development opportunities on Jekyil Island, including both amenity opportunities and additional capital-generating development
opportunities.

” ROBERT CHARLES LESSER & €0, 11C
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JEKYLL ISLAND AUTHORITY

CRITICAL ASSUMPTIONS

The conclusions and recommendations preserted in this report were reached based on our analysis of the information available to us
from our own sources and from the client as of the date of this report. We assume that the information is comrect, complete and reliable.

Our conclusions and recommendations sre based on certain assumptions about the fulure performance of the global, netional, and/or
local economy, as well as that of the real estate market and on other factors similarly outside elther our controt or that of the cllent. To
the best of owr ablilty we analyzed vends and information aveilable to us In drawing these conclusions and making the appropriste
recommendations. However, dus to the very fluid and dynamic nsture of the economy and the real estate markets, it is critical
continually monitor the economy and the market, and to revisit the aforementioned conclusions and recoimmendations periodically to
ensure that they stand the test of time.

We assume that in the future the economy and the real estate markets will grow &t a stable and moderate rste. History tslls us that stable
and moderate growth pattemns are not sustainable over axtended periods of time. Indeed, we find that the economy is cyclical, and the
real estate markets are typicaily very sensitiva to these cyclas. Our analysis does not take into account the potential Impact that major
economic “shocks” could have on the national and/or the local economy, nor does it accoum for the potential benefits from a major
“boom™. Similarly, the analysis does not necessarily reflect the residual impact on the real estate market and the competitive environment
of such boom or shock situations. We are curently in the midst of an economic recavery, the timing, depth and duration of which are
unknown, and which to dete has had verying impacts on the real estate market in most areas.

Additionally, we assume that economic, employment and housshold growth will accur more or less in accordance with current
expectations, as will other forecasts of trends and demographic and econoric patterns. Along these lines, we are not taking into account
any major shifts in the level of consumner confidence; in the cost of development and construction; in tax laws (l.e., stable property and
Income tax rates, deductibility of mortgage interest, etc.); or, in the availability and/or cost of capital and mortgage financing for resl estats
developers, owners, and buyers. Should any of the above change, there is good reason to balieve that this analysis should be updated,
and the conclusions and recommendations summarized herein be accordingly reviewed {and possibly revised).

We aiso assume that competitive projects will be developed as planned (sctive ard futura), and that real estate demand will be met with a
reasonable stream of supply offerings. Finally, we assume that major public works projects occur and are complated as planned.

Page 4
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JEKYLL ISLAND AUTHORITY

1996 MASTER PLAN REVIEW & 2004 UPDATE

in addition to delineating land uses and calculating the total developed versus non-developed acreage on Jekyll Island, the
1996 Master Plan conciuded that most of the assets and amenities required to provide visitors an opportunity to experience
and enjoy the Island were already (n place. Given that most of the slements for a successful resort were in place the majority
of the conclusions and recommendations from the 1996 plan focused on Improvements/renovations of existing facilities and
new programming to enhance the visitor's enjoyment. The recommendations were divided into three general categories:

term viability);
+ Those which enhance revenue collections such as the creation of new amenities or features and the improvement
of existing amenities; and

« Those which represent the privatization of new and/or axisting facilities or services {e.g. new lease or franchise
opportunities).

—» ¢ Those which require capital outlays (some of which may generate no direct revenues, yet are essentlal for long-

The following figure shows a summary of the 1996 Master Plan Recommendations. The recommendations in yetlow
represent undertakings the Authority has taken since the 1996 Master Plan, those in green are recommendations currently in
progress and those with no color represent recommendations the JIA has yet to take any significant action on. & must be
noted that due to some market shifts not all original recommendations are still valld and some of them have not been acted on
for this reason, this has been accounted for in the evaluation that follows.

. Page 5
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JEKYLL ISLAND AUTHORITY

Additional private dining restaurants

Usc Cranc and Chorokec ss B&B's |
Encourage private water axi service

vt st

between Jeloyil and St. Simon’s
e e -

Additionsl ities near Summer Waves

'* ROBERT CHARLES LESSER & CO, LIC
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JEKYLL ISLAND AUTHORITY

As previously mentioned one of the objectives in this 2004 Master Plan Update process was to rate the Authority on their
actions as the sole entity in charge of operating and maintaining the state owned Island. Based on the level of action taken on
recommendations from the 1996 Master Plan we have given the following qualitative comments on their performance:

Overall Operation

¢ The JIA has provided greater variety of amenities and focusad more on nalural aspects of Isfand;

+ Have been good stewards of the land by maintaining quality of natural areas while allowing greater access to
them; however

» [sland visitation, golf and hotel performances have dropped since last study;

% ¢ Market for tourlsm doilars and visitation Island is becoming increasingly competitive and Jekyl is losing share to

other areas due to tired facilities;

« This Is troubling for the Authority as it must be a seif-sustaining entity.

Adding/Enhancing Amenity Base
e The JIA added a playground, Lipgraded golf course and ballfields, more bikes and trails, upgraded camping and a
nature center; however

* Still need to add more bike paths (upgrade maintenance in some spots), more hature trails and boardwalks and an
indoor aclivity center,

Revenue Enhancements
+ The JIA increased the parking fee and reduced the costs of annual passes (resulting in an increased sales of annual
passes), upgraded hotel appearance clauses and is better utitizing the historic district; and

+ Have rensgotiated lease clauses for hotels, inserting quality service and product evaluations and investment and
insurance clauses.

Privatization
o The JIA is using a private marketing firm on some aspects, a private water taxi service has been established and
the creation of B&B's in historic district were completed; however
+ Has not significantly improved the overall dining experience on the Istand.

R Page 7
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JEKYLL ISLAND AUTHORITY

Jekyll Island Visitation

In spite of the new amenities and enhancemernts being made to the island by the }A, visitation to the island has decreased
steadily over the past four years. In 2000, more than 525,000 cars received parking passes at the Jekyl! Island gates. Since
that time, this number has declined by more than 10% to 470,000 in 2003. At first glance, the impacts of September 11,
2001 and the national recession appear to be to blame for this. However, when examining visitation to the Georgia Coast
{the Golden Isles area of Georgia), this assumption fails to hold as tourism to this larger area has increased steadily during this
time. Whiie increasing numbers of annual passes may have artificlally defisted these numbers somewhat, Jekyll Isiand
appears to have lost some of its share of visitors to coastal Georgia; a significant issue.

Figure 2: Jekyil Iskand Tratfic Courts
m,m U0 U U e e e e -

526,442 513,152

500,000 1

400,000 4

190000 1
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JEKYLL ISLAND AUTHORITY

The declining attendance is reflected In two key aspects of the Island:

+ Decreasing hotel occupancy (which now stands at 52%) and low RevPAR (revenue per available room) figures,
which are averaged $48 per night in 2003; indicative of a struggling lodging market. Such low figures have
resulted In one hotel being closed and two more being in foreciosure,

+ Declining golf rounds in spite of investing more than $3 million in one of the island’s three 18-hole coursas.
Conversely, there are a number of significant factors that have contributed to this decline in visitation.

The vacation/resort market is becoming increasingly crowded, with Jekyll competing not only with other coastal Georgia
areas, but with areas as far away as the Florida Panhandle, which is penetrating the Atlanta market more deeply. These resort
areas provide more consistert quality, with significant architecture and lariscaping. strong amenity packages and the sense of
a real destination and coastal environment. With substantial upgrading/renovation, Jekyll Island can provide this atmosphere
as well, and even exceed these resorts In terms of amenities, Its strong natural environment and historic resources.

aps pate g rooms. Most of the hotel product
atjekyntoday S = = mdnearlyallofﬂrelsiandsrooms
in operauon can be found in olda Ilmned-servloe motels. This lack of qual!ty lodglng is exacerbated by the lack of quality

it lniums villas and home : Theseprod.:d.sarekxndatmostmmﬂslnme

service facility
r———————

Another crucial issue Impacting Jekyll Island is the conference center located at the focal point of the island. The conference
center has been losing groups to both newer centers in major metropolitan markets such as Atlanta, Macon and Savannah as
well as newer spaces in other coastal resorts such as San Destin and Amelia. is 3 attributabl

of quality adjacent or connected hotel rooms and/ot in-adequate space configuration. However it is important to understand
that even at the nancially successful resorts, centers are typically a loss Lthe purpose of them being to
fil_hote! rooms. ile it Is certaln ible increase group v tlon to _the island h renovauon and/

redevelopment of the center and the addition of attached hotel rooms, the cente . filable. unis

reimbursed through collected bed 1axes. the lack of d lmconfemmecen lsmlb!mdw
3’ Page 9
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JEKYLL ISLAND AUTHORITY

way to not only maintain high visitation numbers in the off-peak season and support other Island establishmenis, but giso ig
L;‘QWWI upside for the convention center on itional visitation and
%rm is an important aspect of this master plan update.

As with the convention center another important issue affecting Jekyll is the WM’P
facilities and am . The majority of amenities Jekylt offers appear to be adequate for the most part and consistent with the
island’s natural and historic atiributes. Indeed the JIA has taken significart steps since our pravious study to better program
these amenities. A key issue is the fact that these amenities are spread oWt over the istand and require auto access to reach

{bikes are not sufficient in some cases). i lacks a true "| " or focal . There is no central community identity
and commmunity gathering place, po "dowidows . le are efther doing an activity or in a small hotel room. There are few,
It any places for people to gather, just interact or linger.

Each of these factors limits Jekyli Island’s image In the market and must be addressed in order for Jekyll to not only compete
with other coastal resort areas but also to remain financially independent. It is simultaneously important that while addressing
thess issues JIA continues to focus on, its current restdents and repeat visitors, and Georglans everywhere. Above all, Jekyll's
ecolegy and historic resources must be preserved and enhanced.

. Page 10
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JEKYLL ISLAND AUTHORITY

PUBLIC PLANNING PROCESS

in an effort to gain a broader understanding of what aspects of Jekyll Island have the greatest appeal, RCLCo conducted a
public input session on the islend with residents and local business owners. This session focused on understanding resident,
visitor and other interest perspectives, values and visions for Jekyll Island, at least as perceived by residemts and business
owners. Three exercises were conducted with the more than 300 attendess of this mesting to galn their opinions addressing:

¢ Insights into potential development and redevelopment exescises on the island;
« Thelr vision of the island and core vaiues through a series of 51 statements; and
*  Understanding their vision of the island through a visusl preference survey for the isiand.

The results of these exercises can be saen on the following pages.
Redevelopment Sites

The first exercise examined twelve potential development and redevelopmert sites on the island through atlowing residents to
iderttify those sites that they most supported redeveloping and those they most opposed redeveloping. As can be seen on the
following tabie, residents most strongly support the redevelopment of existing commercial sites. inciuding the island’s
convention center, retall center and several hotels. They are not supportive, howsver, of redevelopment of the island’s
amenitles, such as golf, Summer Waves, the soccer fields and the campground. More evenly split were opinions regarding
the air strip and land north of the converttion center, both considered developed, but lacking in vertical development.

g’ Page 11
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JEKYLL ISLAND AUTHORITY

Figure 3:

“Potential Redevelopment Stk

Comfort Inn

Convention Center

Land North of Convention Center

C

Soccer Fields

Summer Waves

14% 86%

9 or 18 Holes of Golf’

7% 93%

Value Statements

The second public input exercise provided pasticipants with 57 stetements in which they were asked to rate each ona scale of 110 5
depending on their level of agreement to that statement for Jekyll Island. The following statements represent those that participants felt

the strongest about.
Figura 4: —Statement Rating Exerciss Summery
BEICYRNLY Strongly Agree (4 or Higher) Strougly Disagres (2 or Lower)

Jekyli island needs better marketing

T Tokyil

Istand should bacome more like a private reson

Jekyll Islard should be more like St. Simon's

My favorite aspect of the Isiand is the natural setting
| frequertly leave the lsland for better restaurants

The Island's $3 perking fee should be removed

The trails on Jekyli Island are in need of repair

Jekyl! [sland needs a casino

Tha campgrour is a vital component to the island

Traffic is an issue on the Island

| wish Jekyll Island had an outdoor pavilion

The Istand should stop hosting large events

From the results of the statement exercise it becomes quits clear that Jekyll’s most unique aspect is it's natural setting and small town feel.
Current residerts and visitors are attracted to Jekyll because it provides a unique atmosphere that is becoming more and more difficult to

find on today's coast, a rural beach town.

'* ROBERT CHARLES LESSER & CO. LIC
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JEKYLL ISLAND AUTHORITY

Visusl Preferonces

The final public exercise conducted was a visual preference survey. The survey was designed to gain an understanding for types of
architecture and appropriate scale of development that could occur on Jekyll Istand. While some of the participants verbally expressed
distasts with the images shown there were a surprising number of lmages that resonatad quite well with the average participart. The
foltowing are the top two kmages in each category.

Figure 4: Highest Rated Residentiel images

Figure 5:
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JEKYLL ISLAND AUTHORITY

Figure 6:

Figure 7:

Figure 8:

While none of these images represent a specific structure to be bulit on Jekyil Island tha character they give off help 1 portray the image
that currertt Jekyll Istand residents and business owners have for the future of the island and should be kept in mind when considering
specific development opportunities within the isiand’s future. As can be sesn in the images, residents most preferred historic architecture,

Page 14
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JEKYLL ISLAND AUTHORITY

both for residertial bulldings as well as commercial bulldings. The participants preferred people on the sirest and owutdoor dining,
portraying an active social setting. Neither of thase options are provided on the island today (aside from the Historic District and
Bisckbeards). As will be discussed later, the need to creste some type of architectural guidelines for the island will be important 1o
establishing its itmage and perception in the market. In addition to doing research with those individuals currently associated with Jeky!l

Isiand we felt it would be importart to understend curmrernt trends with competitive coastal resorts throughout the Southeast. The
following section summarizes the trends that were discovered.

. 1
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JEKYLL ISLAND AUTHORITY

RESORT TRENDS

Dus to the lack of destinations with the same characteristics of Jekyll Island, mainly private resorts were studied to determine trends and
succassful initiatives of beach/island destinations. Included were nearby St. Simons Island and Amalia Island, Sandestin in Florida,
Kiawah in South Carolins, and Batd Head Islend in North Carolina. All of these dastinations include overnight lodging, one or more
conference facllities, shopping and dining components and nature amenities. In addition, all have one or in most casas multiple goif
courses. The majority of these resorts are privetely owned and/or operated or have large private resorts as components of them. While
the Jekyll Island Authority itself cannot expect to compate on the same level as these resorts, Individual hotel operators and perhaps a
private conference facility operator could be better equipped to offer products and services more in line with those found in other coastal
resort areas.

Competition in the conferance/meeting industry is pertiaps at its highest isvel in history. An increasing number of cities, courtles and
private rasorts are providing meeting and conference facilities while more corporations are choosing to host their own everts. Jekyll
provides a grest namural location for corference and canvention facilities. [t must, however, compliment this strong natural locstion with
quality facilities and amenities.

Tha biggest difference between Jekytl Island and the case studies Is the lack of sufficiert quality lodging. Industry research and interviews
indicate lodging facilities play a key role in generating convention business. In addition, organizers that book large groups must have
access to large blocks of rooms well in advance. Typical groups vary greatly in size, but most plsnners suggest having at least 250 and
Ideally 300 rooms to accommodate guests. Perhaps most critically, these rooms must be directly adjacert to the center or within a very
short waltk. Some meeting planners have sven indicated they would like to see covered walkways connecting the two in case of bad
woether. Facilities fike the Baytowne Corference Center in Sandestin offers visitors lodging facilities on-site, and a mix of daytime and
evening dining, shopping, ertertainment and nightlife within walking distance. This provides the corventioneer with a positive
experience which leads the planner to book annual visits for that particular client and provide testimonials for other clients. Hotels within
driving distance or uncoverad walks often don’t meet the neads of thosa booking conferences. lekyll offers little in the way of guality
accommodations within walking distance, and no accommeodations adjacent to it's conference certer,

In addition to having adaquate, adjscem, quality Iodglng to serve the convertion canter, Jakyll lacks a slgnlﬂcam amount of rertal villas
and condominiums. Fami g ;

case studied resorts provide ! i mmakﬂyoldmxels,the&atm
offer a variety of housing options chh typically have modern features such as higmpood intemst connections and emertainmeant
centers with DVD players and video gaming systems, as well as just more appropriately configured floorplans for famities. In addition,
most groups prefer to have a Kitchen in the unit. as an aitemative to dining out every night.
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Praviding a range of dining experiences is also importart. This, however, is relsted directly to demand and, given Jekyll's struggle to
Increase tourism and its lack of a strong yeer-round market. Increasing tourism or providing revenue-basad leases to restaurants wil! Hikely
be needed to enhance the island’s dining experience and variety.

Finally, golf, as always, remains a fairly importart amenity for conferenca and convention facilities, whers it is used by those sttending or
not. Increasingly, corporations have cut back on free time during convertions, in rmany cases not permitting participants sufficlert time to
play an 18-hofe round of goif. Instead, many conrferences and convertions are allowing a period of time mors consistent with a 8-hole
round of golf. This has reduced the number of rounds played on resort courses and will iikely impact these courses In the years to come.
Providing quality opportunities for shorter play at Jekyll end encouraging the use of a shorter course is recommended for the island.

GOLF MARKET OVERVIEW

Like corderence facilities, goif has become increasingly competitive in the past decade. In the Brunswick area and beyond, golf has bean
overbuilt in the U.S. and has led to declining rounds on a per course basis and lower revenues overall. This Is trus both in resort
locations such as Jekyll as well as primary home locations (and feedar markets) such as Atlarka. Throughowt the entire Golden Isles
region, which includes St. Simon's Island, See Isiand. Jekyll lsland and mainiand Brunswick, golf rounds have decreased approximately
one percert over the past calendar year. Courses on St. Simon’s, including the Hampton Club, Sea Pelms and The Hampton Club have
showed little or no growth, while Ocean Forest did 1,000 fewer rounds than 2002. On the mainfand, only Coastal Pinaes’ rourxis
increasad, in part due to the fact it is fairly new. The others, including Oak Grove, Sapeto Hammock snd Glynco, all experienced zero 1o
negative growth. Other resoris around the southeast, including Sandestin and Amella Island, experienced siow to no growth in 2003.

On average, courses in the Brunswick area are averaging approximately 31,000 rounds annually, well below desired levels of play for
golf courses. Jekyll Island, with 63 holes of golf, is not faring well in the matket, aven against thess modest averages, racsiving only
about 18,000 rounds per 18-hote cowrse. This is lass than onethird of what should be expected on & public resort course and, without a
significant Increase in islend visitation, Indicates a likely longterm oversupply of golf at Jekyll. As can be seen in the graph on the
following page. golf rounds at lekyll have declined precipitously over the past four years, declining by more than half in this short period
of time.
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Figure 8: Decilning Golf Rounds st Jekyll Island, 1999 to 2003
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The sourcas of this decline likely lie with several factors including declining island visitation, poor quality of lodging on the island,
{including lodging for golf groups), tha revitalization of one course, and the increasing competition of golf locally and nationally.
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RESIDENTIAL MARKET OVERVIEW

The majority of the built product on Jekyil Island consists of 1960s and 70s brick ranches on Va-acre lots. Today, these homes generally
have been selling for around $300,000 for an interior unit, with oceanfront homes commanding prices in the $700s. Since there has not
beert hardly any new product offared in recent yeasrs, many buyers are renovating these older homes to bring them up to current
standards. A significant issue Impacting opporunities to renovate thess homes Is flood insurance, which Is currerly axorbitantly
expensive, The AA is currently working with the Federal government 1o resolve the flood insurance issue and cur recommendations
contained within this update assume that reesonably priced flood insurence will become available to properties on Jekyll Island.

in talking with local area Realtors, perspective buyers indicats the main attraction to the island is the peace and quiet. Buyers are looking
for a low maintenance product priced in the mid $300s. Not surprisingly, possible locations highlighted by Realtors are those with an
amenity orientation, including those orierted to the beach, marshes or golf.

As noted aarlier, Jekyll Island lacks a significant variaty of rasidential products on the istand and is thus somewhat limitad in its appeal to
broader market segments, both as a place to own a home of rent a vacstion unit. Providing this greater veriety, along with a greater
variety of hotel produict, could enhance Jekyll's attractivenass to the homebuying and vacation market,

Given this, RCLCo examined products being offerad at other resort areas in the market, including nearby beach and island areas. Several
concepts emaerged which are candidatas for development at lekyll.

In Sandestin, a new development called Baytowne Wharf includes tha Pilot House, which incorporates condo/hotel fiats over
retalt shops in & village orientation. This product was tremendously successful, with key factors not only being the location
created by the retail village but also the proximity to the convention center, which provides demand for rental units in the off
season. The majority of buyers in the Pilot House are investors leasing their units out to corfarence sttendees.

Another product not currantly on Jekyll that could compiimert the island is a Traditonal Neighborhood Design (TND)
community. These communities feature homes on smaller lots, located closer to the streat and boast large front porches. They
are dasigned to promote walking and interaction between residents or visitors, and properly executed can have very attractive
streetscapes. One example of a TND is Habarsham, located in Beaufort, South Carolina, which is dasigned In a low country style.
An example closer by, and on a smaller scale, is the Coest Cottages on St. Simons Island. In both communities, the sales and
price appreclation have been basyond the developers’ expectations, indicating strong market demand.
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Beachiront condominiums in other resorts inciuding nearby St Simons are wildly popular with both second home buyers and
investors. The majority of these condos are ranging in price from $375,000 to $450,000, with many going up from there. Jekyi!
has an excellent opportunity to offer beachfront condos at a variety of locations, namely the struggling or already defunct hotels,

As mentioned above, product with a golf otientation is also in demand. In the cased resorts, the most successful products relating
to goif are attached villas lining the courses. These villas can be wtilized for primary living as well as investment potential for
leasing to goif groups through guality design.

Throughout the resorts that were included in the case studies, premiums for views or orientations varied based on location within the
development and overall quality of the view. Overall, beachfrort lots command premiums of up to 700%, although this is based on very
limited supply (given the fack of beachfromt development in the area) and high demand in resort locations. Marsh views, also in high
demand, average 2509 over interior fots, which could possibly be achieved at the airpont site for instance. Golf and water oriemation
(interior ponds) achieve pramiums of 100% over interior lots.

HOTEL MARKET OVERVIEW

Currently thers are ten hotels located on lekyll Istand ranging from the high-end, historic Jekyll Island Club Hotet dating back to 1887 to
eging 1970 and 80s heach-oriented hotels such as the Holiday Inn and Comfort Inn. In total the island has 1,518 hotel rooms however
some of the hotel properties have been closed due to bankruptcy status. The Georgia Coast Inn has been closed and is now for-sale due
1 bankruptcy, and the Clarion and Comfort inn, while still operating, are in foreclosure. Of Jekyll's 12 lodging entities’, eight are
corsiderad under-performing or financlally distressad, experiencing either very low occupancy rates, low daily rates or both. Some
properties such as the Days Inn and Beachview have undergone significart renovations in an effort to upgrade the room quality and have
been rewarded with an increase in both occupancy and ADR, however most of the properties suffer from a deteriorating product.
Despite the large number of hots] properties there is little to no real choice in lodging oppontunitias for visitors. While some rental
hotises exist on the istand they are all primarily old brick ranches and the only hotel options are either out datad motels ranging from $50
to $120 per night or the high-end Jeky! Istand Club which, with rooms starting at nearly $180 per night at peak season, is likely to be
unaffordable to many visitors. Many local residents and JIA staff cite the poor hotel room quality and lack of lodging options as Jekyll
Isiand’s biggest deterrent for Incraased visitation. Over the past five years, Jekyll Island hotels have seen thelr cccupancy rates decrease
steadily, decliring from 62% in 1999 w 52% today. While some of this is likely due to the events of September 11th and the national
recession, a significant share of this decline in accupancy can likely be treced with visitor dissatisfaction with Jekyll's lodging product and
a resuiting cholce to vacation elsewhere,

! Villes by the Sea is leased by two separate entities.
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1908 1.576 58% 555,632 322,616 $77 $45 $24,970,478
1999 1,637 62% 522,691 323,300 $81 $50 $26,239,028
2000 1,548 57% 533,386 306,753 $84 $48 $25,778,035
2001 1,487 59% 546,358 319,978 $88 $51 $28,014,074
2002 1.518 54% 564,131 297.457 $90 $48 $26.827,647
2003 1.518 52% 554,321 290,143 $92 $48 $26,667.043
| AVERAGES 1,531 57% 544,420 309,875 $85 $49 $26.415,057 |

Additionatly it is importart to note that this drop in occupancy is unique to Jekyll in the Golden [sles market. While no market within the
Goldaen Isles has exparienced a tremendous surge In hotel room demand they have not seen as significart a decline, and in some cases
have saan slight increases as sean in the following comparison of Jekyll Istand and St. Simon’s hote! room nights.
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Fi 16: Jekyll Island and St. Simon’s Histerical Hotel Room Nights (Smith Travel Research Data)
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It is also important to note that many of the hotels that are currently underperforming and even in bankruptcy occupy prime oceanfron
sites that could represant a higher and better use.
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CONCLUSIONS AND RECOMMENDATIONS

Over the past seven years the Jekyll Island Authority has significartly enhanced the island, adding or upgrading numerous amenities and
improving the infrastructural base of the island. This Includes amenities focusing on Jekyli's natural environment, such as the Nature
Canter and extended/improved bike trails, The struggling visitation numbers, which have occurred in spite of these enhancemerts, are
reflective of other key Issues plaguing the island today; namely poor lodging stock, a lack of housing diversity on the island, and lack of
convention hotel adjacent 16 the conference centar. This stagnamnt to declining tourism growth at Jekyll has resulted in declining revenuas
for the JIA in tarms of golf rounds, bed taxes collected and several other revenue streams. In the coming five to ten years, in addition to
encouraging renovation we recommend Jekyll move away from providing additional amenities to focusing on revenue enhancement,
above all Kaying true to Jekyll's most precious sttributes: its strong ecology and open space and Its historic amenities.

Against these struggles, an apportunity exists for the Jekyll Island Autharity to both enhance tourism and visitation to the island while
increasing RA revenues and thus opportunities to further improve the island’s natural, historic and other amenities. These opportunities
come through potential redsvelopmert of existing sites an the island and the development of new sites on the island, staying firmly
within the bourkds of the 35/65 development restrictions. Rapidly dwindling suppiies of developable land in the coastal southesst and the
rasulting increases in land prices (which aimost as a rule necessitates redevelopment as opposed to new development), have plsced a
premium on an asset Jekyll can provide: ocesn-front and ocean-proximaete redevelopment and development sites. The redevelopment of
these sites can provide both the housing and lodging stock lekyil needs to appeal 1o a broader market audience including families.

Visitation Increases

By broadening this product offering, Jekyll can recapture lost visitation and regain fts share of visitation to coastal Georgla in the coming
yoars. As the table below indicates, through this recapture of visitation, total kekyll istand tourism could increase from around 478,000
visitors in 2003 to 700,000 vishors in 2010. Such an increase will not only directly benefit Jekyli’s direct revenue stream, but would
resutt in demeand potential for retail, restaurants and golf, which can generate secondary revenues as well.

Flgure 11: Estimmted Jokyll lsiand Tourism Projection
2000 .
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if the AA takes the steps necessary to realize this projected increasas in tourism, by 2010 demand for lodging at lekyl! [sland is estimated to
be sufficient to support more than 1,700 hotel roomms, or @ net gain of approximately 200 units over today’s existing supply. In addition,
the istand will be able to support approximately 50,000 squsre feet of additional ratall space, primarily in restaurants and service-orlerted
stores (heaith and personal care).

This poterttial growth in tourism will also feed demand for golf rounds on the Island. Assuming a constant relationship between current
visitation and golf rounds, we estimate that, with 700,000 visitors in 2010, total golf rounds will be approximately 91,000 armually.
While a significant increase ovar today's 62,000 rounds is highly positive, Jekyll lsland courses will still have significant excess capacity.

Assuming 40,000 rounds per 18 hoies of golf?, we estimate Jekyll Istand courses will be at eppmxlmatoly 76% of capacity by 2010, As
such, removal of some holes of golf for redevelopment, as needed, represents a real option for the

Creation of a Development Plan

To tap into this potential increase in tourism, Jekyll must provids greater quality and varisty of residertial and lodging product, which
necessitates redevelopment and development of sites on the island. Several key issues must be addressed prior to this development
accurring, Including who will be conducting the development, how will the development look and assuring adherence to the 35/65 rule
for the island is maintained. To determine the most appropriste means by which to address these issues, we recommeind Jekyll pursue
the creation of a development plan for the istand.

The first portion of this development plan should focus on the development process. While the Jekyll Istand Authorlty is highly capable
of running Jekyll Isiand and providing a quality environment, it is not a developmart erdity and should not attempt to be one. This plan
should examine and provide recommendations relative to:

e Isthere a need for the Authority to create or hire a development facliitator to help it through a Request For Praposals (RFP) process
and determining appropriate deal structures for developmenrt sites on the island?

+ Should the Authority function as a_joint development partner in soms or all deals, corsributing land with a performence-based
lsase or without leases for a period of time, or infrastructure costs to facilitate developmert and redevelopment?

*  What is an appropriate deal structura for the Authority?

* Should the Authority consider ane developer or development partrer for the entire island or treat each independaent development
site as an individual opportunity?

? Industry averags For Premium Public Resort Courses in the Sun Beit Region, National Golf Foundation.
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The development opponunities on the island could generate significart longterm revenue for the Authority. Understanding the
appropriate deal structure to bring about thesa opportunitios is paramount to the JIA’s success in this endeavor.

Prior to development, the Authority should also understand what these prajects should look like in terms of scale and architecture. To
this extert, the A should establish an architectural design standard for the Island. This standard should bulld uposn the island’s historic
and coastal architecture and should be applied to both new construction and redevelopment. Setting and enforcing these architectural
standards should be a review board comprised of JIA staff, istand residents and other island entities. Complimenting these architecturat
standards should be landscaping standards, identifying the type and amount of {andscaping to be installed as wall as minimizing tree loss
and the loss of native vegetation for new development and redevelopmant sites.

Initiating this development plan for tha island should be a short-temn task for the Authority, as it will impact all new development
opportunities on the island in the years to come.

Specific Davelopment and Redevelopment Opportunities

Based on these recommendations we have prepared sita-specific redevelopmernt and development options based on demonstrated market
performances in analogous coastal markets and resorts. These specific site recommendations can be found in the following section of this
report, however it is impontant to note that all of these development/redevelopment opportunities:

¢ Are within the already considered developed 32.44% of the island;

¢ Are conceptual in size and density (based on snalogous low-density resorts) and would require additional surveying and land
planning specific to each site;

¢ Assume all necessery infrastructure requirernents are or could easily be made available 1o sach site;

* Wil not require any capital outlays from the JIA other than, In some instances, performance-based or sbated land lease
payments;

+  Assume the above stated recommendstions are implementad in the approximats time frames given; and

+ Are adjusted to the current Jekyll Island visitor market demographics and given in 2004 dotiacs.

The following summarizes these redevelopment opportunities with sample photographs of potertial redavelopment products. Estimated
annual lease revenues derived from muitiplying average unit prica by number of units by estimated 1% lease fee. Reverues do not
include any sdditional sums that may be collected from developers fees, Increased bed tax, and/or sales tax generated.
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Parcel South of 4H Center

There curertly exists a 3.9 acre sits located just south of the existing 4H Center that, although
previously platted for singlefamily homes, was never builtupon. We recommend the
development of the site as originally intended for  + -9

16 single-family homes in the shortterm (1-3 | >
years). These homes should range in price from
$350,000 o $750,000 and range from 2,300 to
3.500 square feet. The homes will be attractive as
both primary and secondary homes and should sell
owt within 1-2 years, generating annual lease
revenuss of $88,000.

Georgia Coast Inn
The Georgia Coast lnn Is an existing hotel that is currently closed and for-sale due to
bankruptcy. The site is an approximately 6-acre oceenfront site and should be
redeveloped at a density of at least 18
units/acre In the short term (1-3 years). We
recomumend the development of a mid-rise
condominium or condo/fhotel  building
featuring approximatety 135 units sized
from 80O to 1,500 square feet and priced
from $240,000 to $500,000. The units will
primarily sell to investors and second

homebuyers and could  generata
approximately $506,250 in annual lease revenue for the JIA.
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Town Square

The existing shopping center is owdated and reprwants an undarutilization of pefhaps the
most visible and centrally-located points on Jekyll - 7 1

Istand. The shopping center site, when combined
with an adjacent vacant parcel and additional -
parking areas and vacamt Jand across the
imersaction, provide a 4.1 acre site ideal for
development of a "Main Street”-oriented, mixed-
usa town center. This center should be developed |
in phases with the first phase ocourring on the

vacart fand south of the intersection so as not to
disrupt existing tenants. Once completed tenants
who wish to remasin can be relocated to the new
conter while the old center is baing redeveloped.

The entire development should take place approximately 3-5 years from now and feature a total of 60,000 square fegt of retail

Egndolhote! units above the retail.

The condo/ hotel units should be 500 to 1,000 square feet and priced from $140, to $300,000

and could draw support from convention center visitors seeking more of an apartmert type of setting as opposed to a mors corwertional
hotel room. As such, these units could be highly attractive to investors and second home purchasers. Wa estimate the residential portion
of the redevelopmant site alone coukd generate approximately $275,000 in lease reverwse for the A,

“ the istand today. In addition, some renovation, and potentially partial redeveiopme of:.he

Convention Center Hotel
The existing conference certer still represerts a significant amenity for the Island, particularly
during the shoulder and off-seasons. This facility, however, would grestly benefit from the
development of an adjacert or even attached corference/resort hotel. This hotel could not only
bolster the opportunities for the conference camter to compate in the regional market, but could
also provide the modem, quality ocean{ront product currently perceived as being missing on

existing corwention certar will likely be necessary o attract
devalopment of the hotel. The JIA should examine further the
opportunities to enhance the axisting convention cemter via a
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direct study of the facility itself as well as the potertial requirements for securing the developmernt of a conventional and resort
hotsi.

The entire site, including the vacant parcals to the north encompass approximatsly 24 acres on which we recommaend either the
enhancemaent of the existing corwention center, or the potertial redevelopment of a 40,000 squsre foot confarence facility, and a
hotel consisting of up to 250 to 300 rooms. This development should be undertaken in the short term (1-3 years] and represent a
focal point on the island.

Holiday Inn

The existing Holiday Inn is an under-performing hotel that is currently for sale, on a prime
12.4-acre beach/dune-front site. We recommend redevelopment of the site in the mid-term
(4-5 yaars) as a mid+ise oceanfromt condominium with a gross density of 12 units/acre.
Condominium units should range from 1,200 to 1,600
square feet and be priced from $350,000 to $500,000.
The units will be attractive to sacond home owners and
investors and could generate approximately $637,500 in

amnual lease revenues to the JA.

Comfort inn

The existing Comfort Inn is also an under-performing
hoted, that is currerntly bankrupt and occupying a prime
8.6-acra beachfront site. Further, the hotels elongated
footprint acts as a significant barrier to the beach for
. area residents and those staying across the street at the
Quality Inn. We recommend redevelopment of the site
in the mid term (4-5 years) as a mid-rise oceanfrom
hotet with approximatety 300 units. This hotel would
featurs a break allow for visual and perhaps pedestrian access to the beach,
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Soccer Fields
While the existing soccer field complex does generate positive revenues for the JIA and provides a
potential minor boost to island visitation, the sits represerts a significant under-tilization of an ccean-
adjacert property. Occupying approximately 10.9 acres, the site Is considerad highly desirable for
some type of residential developmernt. Given its proximity to existing singe-famlly areas and location
well away from island amenities, we recommend development :

of the site in the mid term (3-5 years) as 87 single-family
detached cottage homes from 1,700 to 3,000 square feat.
These homes should rangs in price from $400,000 to
$800,000 in price and will be attractive 1o primary and second
home owners and could generate approximately $522,000 in
armual lease revenues to the JlA.

While the existing alrport is seldom used, it may offer some longer-term potential as the island
becomes more populated. |t does, however, reprasent |

- a significarnt developmernt opportunity for the JIA. If
future demand for the airport does not build
significantly, we recomnmend redeveiopment of the
32.3-acre site as a mix of attached and detached for-
sale homes. The large site features miles or -
marsh views and a view of the span bridge over
the Brunswick River, views which are highly
attractive in the market. The large size of the
site could accommodate up to 258 single and multifamily cottage homes ranging in size
from1,300 to 3,200 square feet. Thase homes should range in price from $250,000 to
$650,000 in price and will be attractive to primary and second home owners.
Redevelopment of the airport site as recommended could result in approximately
$1,000,000 in annual lease revenues to the JIA.
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. Clarion Resort

- The third of the hotel redevelopment sites on the island is
the Clarion Resort. The existing Clarion Inn is an under-
pefforming hotet thst is currently in receivership and a
prime cardidate for redevelopment. The hotel occupies a
prime 8.8-acre beachirort site. We recommend
redevelopment of the site In the long term (6-8 years) as &8 &
mid-ise oceanfrort condofhotel of approximately 200 °
units.

9 Hotas of Oleander Galf Course

As previously discussed in this text lekyll lsland has more
than sufficiemt golf capacity to handle the significant
> increase in potential visitation to the island over the next
LY fiveto ten yeers. Given this estimated excess golf capacity, 3
% we recommend the JIA consider redevelopment the front )
' nine hole of the Oleander course for for-sale golf villas. {
Timing of this redsvelopment oppornunity should be
longerterm (8 —~ 10 years} to allow for potertial upside in
golf rounds not currently ardicipated in this plan. These
.! villas, which would be flanked by the old nine-hole course
“J 10 the south and the remaining nine holes of Olsander to the north, should be priced from
$250,000 up to $600,000 with unit sizes ranging from 1,400 to 3,500 square feet. Assuming
such. this appmximate 50-acre site could yield nearly 200 units, generating up to $800,000 in annual lease rate revenues for the

Authority.
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Jekyll Isiand Residential Lease Rates

The second means to increase revenue is through increasing residential lease rates. Based on figures obtained from the U.S. Census
Buresu, there are approximately 500 homes on Jekyll Island today. These homeownars benefit significantly from the JiA and are paying
lease rates o the Authority at a rate well below that which is reasonable. Current annual lesase rates average around $420 per property
whai anelogous coastal markets can charge in excass of $8,000. Given this, readjustment of A residential lease rates shouid be
considered. Related to this is the currem sunset provision for JIA leases in 2049. Given the increasing popularity of reverse mortgages,
which require 50-year amortization periods, the HA should pursue an extension of this lease period which would also present an
opportunity to restructure those leases. JIA should increass lease rates to 1% of property value, with opportunities to increase up to 2%
over time. [n addition to those applying for new mortgages, the A should restructure leases with the sale of propertles, and on new
construction to minimize impact to existing island residerts yet provide for faster rastructuring.  In concart with this, the JIA should
quickly come to an agreemaent with the nacessary Federal organizations to provide flood insurance to the island at reasonable rates and
relieve the currerit burden from island residerts. Net revenue benefit from revision of existing leases, even _just to 1% of property value,
could be $1,790,000 once all leases have been renewad,

Other Island Enhancement Opportunities
Additional enhancement opportunities on tha island will help increase tote! visitation. These opportunities include:

¢ increase marketing campaign and dollars 10 more accuratsly focus on tha Atlanta market. This should be done foilowing the
fodging enhancemants, as Jekyl! must have something better to market before spending additional revenue on marketing:
Updating the Jekyll [sland website to a standard more consistent with compatitive private resorts;
Making necessary capital improvements to existing infrastructure/amenities (Inciuding Summer Waves and bike trait system) as
revenue becomes available to prepare for fulure growth. This includes necessary upgrades to existing utilities, police/fire
departments and transportation networks;

o Expand existing campground facility (Projected tourism numbers indicate a potential need for 80 more spaces by 2010});
Expand axisting wrall system to further emphasize the islands number ona attraction, its natural setting.
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Net Revenue Increases

Based on all of the recommandations contained within this report we have estimated an annual net revenus increase potential of nearly
$11,000,000 for the Jekyll Istand Authority by 2010. That's an increase of nearly 69% of current revenue coming from restructuring of
the existing residential leases, the formation of new residential leases, new business leases and an increase In bed taxes, parking fees and

amenity usage based on the projected tourism growth. The following figure shows the estimated breskdown of this net revenue gain by
source:

FIGURE 12:

ESTIMATED ANNUAL NET REVENUE GAIN BY SOURCE

s Tl | Net Ansiusl Révenue Gan -

Restructuring of Exming Mdemial Leases $1,791,000

Formation of New Residential Leases $3,829,000
increased Hotel Bed Tax $542,000
increased Parking Fees $546,000
New Business Leases $483,000

Increased Amenity Usage $3,488,000

TOTAL: $10,679,000
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* * * * *

This engagement was conducted by Todd Noell, Vice President; David Lavbe, Senior Associate; and Adam Schwegman, Associate, under

the direction of Gregg Logan, Managing Director. [f you have any questions regarding the conclusions and recommendations included
herein, or wish to learn about other RCLCo advisory services, please call (404) 365-0501.
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GENERAL LIMITING CONDITIONS

Every reasonable effort has been made to insure that the data contained in this study reffect the nwst accurate and Umely information
possible and it is belleved to be rellable. This study is based on estimates, assumptions and other irformation developed by RCLCo from
its independent research effort, general knowledge of the indusiry and consuhations with the Cliert and Its representatives. No
responsibility is assumed for inaccuracies in raporting by the Client, its agent and represertatives or any other data source used in
preparing or prasenting this study. This report is based on information that was current as of May 26, 2004, and RCLCo has not
undertaken any update of its research effort since such date.

Our report may contain prospective financial information, estimates or apinions that represent our view of ressonable expactations at a
particular point in time, but such information, estimates or opinions are not offered as predictions or as assurances that a particular level
of incame or profit will be achieved, that events will occur or that a particular price will be offerad or accepted. Actusl results achieved
during the pericd covered by our prospactive financial analysis may very from those describad in our report and the variations may be
material. Therefore, no warranty or repressitation Is made by RCLCo that any of the projected vaiues or results contained in this study
will actually be achieved.

Possession of this study does not carry with It the right of publication thereof or to usa the nama of "Robert Charles Lesser & Co., LLC” of
"RCLCo" in any manner without first obtairting the prior written consent of RCLCo. No sbstracting, excerpting of summarization of this
study may be made without first obtaining the prior written consent of RCLCo. This report is not to be used in conjunction with any
pd:llcorpﬁvmoﬁodngofsecurmesorozhwsimilarpmpmmmumaybomlioduponwmydngraobyanypemnoﬂwrmm&w
Client without first obtaining the prior written corsert of RCLCo. This study may not be used for any purpose other than that for which it
is prepared or for which prior written consent has first been obtained from RCLCo.
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