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Appendix E: Assignment 

 
Capstone Project 2 

 
Base Reuse to Integrated Logistics Center 

 
An 800 acre military base with a 10,000 foot runway, rail access and access to major roadways is 
anticipated to be closed and shifted to your state for possible reuse. The site contains brownfields on 
one end, and wet fields with a lake border on another end. The base previously employed over 3,000 
people. Over the lifespan of the base, the area around it has grown significantly as a suburban 
community, in part because of the base employment, and in part because a major interstate connects 
the region as a crossroads to several major urban areas within the state and a nearby state. These 
nearby areas employ a large population of business and high tech industries and, as a result, the 
community near the base has a mix of community tied to base employment and those whose 
employment is not impacted by the base closing. The lake the base borders has also grown to be a 
popular tourism area. The Governor’s office has many parties approaching with ideas on how to 
redevelop the site, including a proposal to redevelop the site as an integrated logistics center. While 
some in the state and communities are interested in job and tax revenue generation, others are more 
concerned that any new use does not detract from the quality of life in the area. Some would even like 
to see a solution they perceive as improving quality of life with respect to reducing congestion and 
improving air quality, sustainability– returning the base to green space. This group has already been 
vocal about their concerns that the intermodal center will put many more trucks on local streets. You 
have been asked to identify examples of similar reuses and integrated logistics center developments in 
the US that represent best practices and recommend an approach for developing an integrated logistics 
center that can provide jobs to offset the loss of employment from the base closing, while addressing 
other concerns. The project team is also tasked to outline how input into the consideration of an 
integrated logistics center could be effectively gathered from all pertinent parties into the dialogue – 
including, but not limited to, private sector developers, transportation providers, and community 
members - and whether there are innovative approaches that may be incorporated into the Base Reuse 
that might resolve some of their concerns. 
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Executive Summary 
The Pawnee Department of Economic Development (DED) has developed recommendations to guide 
redevelopment of the General R. Swanson Base (Swanson Base), which has been closed through the 
Base Realignment and Closure (BRAC) process. These recommendations are in response to a request 
from Governor Leslie A. Knope to assess the opportunity of redeveloping the site as an integrated 
logistics center (ILC). 
 
The recommendations are based on examples of similar reuse projects in the United States that 
represent best practices in offsetting unemployment from a base closure while addressing other 
community concerns. Based on preliminary research into seven precedent projects, best practices for 
redeveloping a military base into an ILC include: 

 Begin planning for redevelopment early; 

 Identify potential interim revenue-generating uses; 

 Engage stakeholders early and throughout the redevelopment process; and 

 Consider the community’s need for jobs, homes, parks, and natural lands.  
 
Specific steps in the redevelopment process for Swanson Base include: 

1. Establish a Local Redevelopment Authority 
2. Conduct Outreach and Engagement 
3. Prepare an Economic Development Plan 
4. Conduct Environmental Remediation, Restoration, and Review 

 
As the redevelopment process may last up to 20 years, the DED urges Governor Knope to act on these 
recommendations promptly in an effort to minimize short-term economic impacts of the base closure 
while ensuring a comprehensive, collaborative process that will yield the greatest long-term economic, 
environmental, and community benefits. 
 
The final section of this report details the schedule and budget moving forward. 
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Introduction 
Since 1988, the United States Department of Defense (DOD)’s five BRAC Commissions have 
recommended closing 451 installations. In 2005, a BRAC Commission recommended realigning 24 bases 
and closing 25 major bases and hundreds of smaller bases and reserve centers.1 The General R. Swanson 
Base, located in the State of Pawnee, is among the smaller bases recommended for closure. See Figure 1 
for a regional map of the City of Swanson, Pawnee. 
 

 

Figure 1. Regional Map 

Swanson Base is an 800-acre military base with a 10,000-foot runway, rail access, and access to major 
roadways. The site contains brownfields on one end and wet fields bordering Lake Perkins on the other 
end. During the time it was active, Swanson Base employed over 3,000 people. Over the lifespan of the 

                                                 
1 U.S. Department of Defense, Office of Economic Adjustment. “Base Realignment & Closure: About base realignment & closure 

program.” http://www.oea.gov/programs/brac/about 13 June 2014. 
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base, the area around it has grown significantly. A major interstate connects the region as a crossroad to 
several major urban areas within Pawnee and the adjacent State of Eagleton. These nearby areas 
employ a large population of business and high tech industries and, as a result, the community near 
Swanson Base comprises a mix of residents whose employment is directly impacted by the base closure 
and those whose employment is not. Lake Perkins, adjacent to the base, has experienced growth as a 
popular tourist destination in recent years. See Figure 2 for a site plan of Swanson Base. 
 

 

Figure 2. Site Plan of General R. Swanson Base 

Through a property screening process, the DOD determined that the Swanson Base is a “surplus” 
property because it is no longer needed for other defense activities or for other federal agencies.2 
Consequently, ownership of the site will be transferred to the State of Pawnee for redevelopment. 
 
In light of the State’s new ownership responsibilities, Pawnee Governor Leslie A. Knope has requested 
that the Pawnee Department of Economic Development (DED) assess the opportunity of redeveloping 
the site as an integrated logistics center (ILC). ILCs are typically comprised of intermodal, port facilities, 

                                                 
2 U.S. General Accounting Office, testimony of Barry W. Holman. “Military base closures: Overview of economic recovery, 

property transfer, and environmental cleanup.” 28 Aug 2001. http://www.gao.gov/new.items/d011054t.pdf 25 June 2014. 
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or air cargo and manufacturing or warehouse and distribution facilities. The existing infrastructure at 
Swanson Base – highway and rail access, airport runway, and navigable waterway – makes it an 
economically viable and feasible site for ILC; however, given Governor Knope’s sustainability initiatives, 
the redevelopment proposal for Swanson Base must demonstrate a balance between economic 
outcomes and quality of life considerations. Specifically, converting Swanson Base into an ILC could 
create jobs and generate tax revenues, but it would also generate a higher number of truck trips and 
consequently could affect air quality, traffic congestion, and other quality of life factors in the 
surrounding communities. 
 
To achieve a balance between Governor Knope’s economic and environmental objectives, the DED has 
developed recommendations for redeveloping Swanson Base as an ILC. These recommendations are 
based on examples of similar reuse projects in the United States that represent best practices, 
innovations, or lessons learned in offsetting unemployment from a base closure while addressing other 
community concerns. Additionally, the recommendations address stakeholder engagement and how the 
State could incorporate input from private sector developers, transportation providers, and community 
members into the redevelopment approach. 
 
The remainder of this report documents the best practices that the DED identified as well as the 
recommendations it developed for approaching the Swanson Base redevelopment. 

Best Practices 
In conducting a scan of seven precedent projects (see list in Appendix A), DED identified the following 
best practices:3 

 Begin planning for redevelopment early; 

 Engage stakeholders early and throughout the redevelopment process; and 

 Consider the community’s need for jobs, homes, parks, and natural lands.  
 
To understand the application of best practices, DED conducted in-depth analyses of, and developed 
case studies for, two precedent projects: Quonset, Rhode Island and Joliet, Illinois. The DED selected 
those projects based on their similarities to the Swanson Base closure and proposed reuse. Specifically, 
the cases selected were comparable in size (approximately 3,000 acres), were successful at attracting 
employers (creating 2,000 new jobs), and diversified modal options. The resulting case studies are 
included in Appendix B, though key findings and lessons learned from the case studies are detailed 
below. 

Establishment of a quasi-state agency 
First, both case studies demonstrate the importance of establishing a development corporation that is 
somewhat autonomous from existing State agencies. Following their establishment, both the Joliet 
Arsenal Development Authority (JADA) and Quonset Development Corporation (QDC) were able to 
quickly raise initial funding and private sector support needed. The governing boards for JADA and QDC 
are relatively small and consist of members from the public and private sector appointed by the 
Governor. This governance structure is critical because it grants the agencies the authority to borrow 
and issue bonds for necessary funding.  

                                                 
3 U.S. Environmental Protection Agency, “Turning bases into great places: New life for closed military facilities.” 

http://www.epa.gov/smartgrowth/pdf/bases_into_places.pdf 10 Jul 2014. 
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Federal partnership on environmental mitigation 

Second, both sites benefited tremendously from partnerships with Federal agencies on environmental 
mitigation. Prior military uses led to soil and groundwater contamination that required mitigation for 
safe redevelopment. Moreover, the United States Environmental Protection Agency (EPA) classified the 
Joliet property as a superfund site requiring extensive cleanup. 
 
Without Federal support, the cost for JADA or QDC to clean up the sites would have been prohibitively 
high. Federal agencies funded $100 million of environmental mitigation for the Quonset Base 
redevelopment and through the Installation Restoration Program, DOD and EPA led efforts to identify, 
investigate, and clean up hazardous wastes. The United States Navy and United States Army Corps of 
Engineers provided additional support. 

Multimodal transportation options 

Finally, the availability of multimodal transportation options at both sites made the properties 
particularly attractive to and suitable for warehousing, distribution, and manufacturing companies. Of all 
the modes, rail access was most critical and securing a major Class I railroad, Burlington Northern Santa 
Fe (BNSF), was one of the more important steps in the redevelopment process. Quonset assessed and 
prioritized its rail needs to revive and redevelop the Base into a renewable and off-shore wind energy 
manufacturing hub. In support of its rail access and investment goals, QDC received $22 million in 
Transportation Investment Generating Economic Recovery (TIGER) funding.  

Recommendations 
The general best practices identified above guided the DED’s recommendations for Pawnee’s step-by-
step approach to the redevelopment process for Swanson Base. It is important to note that while 
stakeholder outreach begins in Step 2, it continues throughout the redevelopment process and runs 
concurrently to steps 3 and 4. See the following section, Next Steps, for a detailed schedule. 

1. Establish a Local Redevelopment Authority 
As a first step in redeveloping Swanson Base, DOD’s Office of Economic Adjustment (OEA) will work with 
community leaders to establish a local redevelopment authority (LRA).4 Responsibilities of the LRA 
include conducting stakeholder outreach, preparing an Economic Development Plan, and implementing 
the plan. LRAs typically comprise of community members and represent a wide range of interests. LRAs 
also typically follow a committee structure, with separate subcommittees for base planning, housing, 
environment, economic development, health, and education, governed by an executive board or 
council. Potential members include local governments, federal agencies, private sector, and state 
government.5 The DED strongly recommends that the LRA for Swanson Base include private sector 
associations to bring industry perspectives to the governing functions of the authority. Additionally, the 
DED recommends that the State of Pawnee amend its legislation as necessary to grant the LRA 
independent bonding authority; that type of governance structure was effective in the case studies 
examined. 

                                                 
4 U.S. Environmental Protection Agency, “Turning bases into great places: New life for closed military facilities.” 

http://www.epa.gov/smartgrowth/pdf/bases_into_places.pdf 10 Jul 2014. 
5 U.S. Department of Defense, Office of Economic Adjustment. “Base Realignment & Closure: Local redevelopment authorities 

(LRA) information.” http://www.oea.gov/programs/brac/lra 13 June 2014. 
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2. Conduct Outreach and Engagement 

The closure of the Swanson Base represents a unique opportunity for the Pawnee community to create 
new and exciting business opportunities. Outreach and engagement is integral to the successful 
transition of the base to private sector use as an ILC and publicizing redevelopment goals and efforts will 
be critical for attracting industry and helping the community gain confidence in the project. Harnessing 
the local community’s energy surrounding concerns over the closure, combined with appropriate 
engagement of key private and public sector stakeholders, can help to guide the site’s redevelopment 
and reuse in a way that satisfies the needs of all stakeholders and the community.  
 
Stakeholder Engagement 
The DED recommends developing an Economic 
Development Plan in direct collaboration with 
stakeholders to address the environmental, economic, 
and community issues including concerns regarding 
truck traffic and impacts on the Lake Perkins tourist 
industry. Additionally, because outreach to the public, 
private businesses, and major industry stakeholders is 
critical for success, the DED recommends identifying 
existing trade associations and freight advisory 
committees at the local metropolitan planning 
organization (MPO). These existing committees will 
provide a broader audience to engage and can serve as 
a starting point for identifying active participants to 
contribute to the engagement program. Outreach with 
key stakeholders should seek to identify local issues, 
technical considerations, alternative implementation 
strategies, and potential impacts. 
 
Formation of Stakeholder Committee 
The DED recommends the formation of Stakeholder Committee that will act as a technical 
advisory/working group to support the LRA in the development of an Economic Development Plan. The 
Committee should be comprised of representatives from various stakeholders, including those currently 
located in Swanson and those considering establishing in Swanson because of the potential 
redevelopment of the base as an ILC. This committee should limited to approximately 10 members to 
allow for critical discussions and productive actions. 
 
This Committee will require staffing by a consultant or a capable state agency. The DED recommends 
that the committee hold a kick-off meeting and information center, followed by regular meetings at key 
intervals throughout the redevelopment process so that stakeholders are kept informed of preliminary 
and final recommendations. 
 
Mutual Learning Opportunities 
In addition to a formal committee representing stakeholder concerns, it is important to reach out to a 
wider community during the Economic Development Plan development process. The LRA along, with the 
project consultant, should host a series of face-to-face mutual learning events to solicit feedback, 
information, and guidance from the private sector. These events may take the form of: 
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 Interviews, which allow the project team to freely discuss certain details with private sector 
stakeholders that otherwise cannot be shared in public forums. 

 Workshops and focus groups, which allow the project team and stakeholders to discuss 
strengths, weaknesses, and opportunities of the proposed redevelopment. 

 Design Charrette, which will provide opportunities for key stakeholders to provide feedback into 
the proposed site plan for the ILC. Such input can inform cost estimates for the capital 
improvement projects necessary for each on-site facility and component. Cost estimates will 
reflect land acquisition, land preparation, and environmental mitigation. Design charrettes 
typically occur over the course of one week, with a one- to to-hour kick-off event followed by 
individual stakeholder interviews and a final presentation that summarizes findings from the 
interview process. 

 
To ensure the most productive charrette, the following information will need to be available for 
participants to consider:  

 The Economic Development Plan will identify viable markets and allow the DED to present 
feasible market options and subsequent infrastructure needs.  

 Requirements for on-site facilities and components (e.g., warehouse square footage) to meet 
anticipated near and long-term needs and estimates of the capacity associated with each facility 
and component. 

 Order of magnitude requirements for intermodal transportation facilities, including trains 
(working tracks, storage and service tracks) and trucks (gate lanes, parking, on-site circulation, 
etc.).  

 Traffic Impact Analysis estimates regarding average inbound and outbound truck, water, and rail 
movements within major corridors for near- and long-term scenarios; existing and future 
infrastructure capacity; anticipated capital improvements; and options for separating freight and 
passenger traffic (e.g., truck-only lanes, rail grade separations, direct highway access ramps 
to/from the ILC, etc.).  

 Conceptual site plan defining general physical and operational requirements. 

 Renewable energy solutions (e.g., off-shore wind power from Lake Perkins). 

 Shared use proposals for passenger and freight vessels at waterside berths. 
 
Public Involvement 
In addition to the engagement of key public agency and private sector stakeholders, the DED 
recommends the inclusion of a public involvement program that seeks to educate, engage, and inform 
the public. This program will provide opportunities for feedback from the public and help to garner buy-
in from the community as the plan moves toward implementation. The public involvement process 
should include the following key components.6 
 
Civic Advisory Committee 
A Civic Advisory Committee should be formed as a complement to the Stakeholder Committee and any 
other technical committees involved in the planning process. The Civic Advisory Committee will act as 
the core participation group for interested citizens. This group should meet regularly and should be 
composed of a diverse group of community groups and individuals. Meetings of the Civic Advisory 
Committee will provide opportunities to discuss the plan, gauge community reactions, and record 
participants’ comments. To ensure a consistent message, fluid flow of information exchange, and 

                                                 
6 Additional information on public involvement is available through the FHWA at: 
http://www.fhwa.dot.gov/planning/public_involvement/publications/techniques/fhwapd96031.pdf 
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compilation of comments, the consultant or agency that staffs the Stakeholder Committee should also 
staff the Civic Advisory Committee.7 
 
Communications Plan 
It is important for the public to have a clear understanding of the redevelopment project and process so 
that they can make meaningful and effective contributions. The LRA should develop and implement a 
Communications Plan that outlines techniques and schedules for disseminating project information to 
the public in a manner that is clear and concise. Key techniques documented in the Communications 
Plan might include: 

 Electronic newsletters and print mailings; 

 Media briefings and releases; 

 Video marketing; and 

 Project website providing information and comment opportunities. 
 
Such an effort will require a marketing consultant to assist with developing and disseminating project 
messages and materials to the appropriate audience. 
 
The work conducted as a part of the public communications plan should be integrated with other 
marketing efforts including outreach with private sector stakeholders and the marketing of the 
economic development opportunities at the base. 
 
Additional Face-to-Face Meeting Opportunities 
Beyond the Civic Advisory Committee, which will act as a working group throughout the process, it is 
important to host additional public meetings for those community members who cannot make as 
significant a commit to the process as the Civic Advisory Committee members. These meetings should 
be face-to-face and their format will depend on the substance of information to be covered. Meeting 
format options generally include public meetings/hearings; open houses/forums; and conferences, 
workshops and retreats.8 These meetings should be scheduled to provide key information to the public 
and allow feedback to be obtained by the LRA and project leadership at appropriate times throughout 
the project process. A typical series of the meetings should include: 

 A kick-off session; 

 Periodic meetings timed with major planning milestones and decision points; and 

 Closeout meetings near the end of the process. 
 
Collectively, these activities should serve as the foundation of a public participation program, through 
which the LRA and project leadership can gauge the public's reception to the project and solicit input 
from the community. Beyond federal and state requirements for public engagement, these 
opportunities for involvement are more likely to create support and buy-in from the local community. 
This support will be essential considering the current public sentiment after the announcement of the 
base's closure. 

                                                 
7 Successful integration of a Civic(Community) Advisory Committee in the redevelopment process was documented in the 

Quonset Development Corporation case-study. More information is available in the Quonset Master Plan available at: 
http://www.quonset.com/_resources/common/userfiles/file/Master_Plan_Final_112608_rev5_12.pdf 
8 http://www.fhwa.dot.gov/planning/public_involvement/publications/techniques/fhwapd96031.pdf 
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3. Prepare an Economic Development Plan 

It is necessary to conduct an in-depth market and economic impact analysis to evaluate the viability of 
developing an ILC at the site. Specifically, this analysis would address the following questions: 

 What is the market potential for an ILC? 

 Are the existing infrastructure assets adequate or are additional investments necessary to 
capture this market? 

 How can the infrastructure be designed and operated to mitigate community and 
environmental impacts? 

 What are other strategies for promoting environmental stewardship, such as through use of 
alternative energy sources and modal shifts from truck to rail? 

 What is the anticipated net economic impact of an ILC? 

 What is the appropriate financial strategy for developing an ILC? 
 
Conducting such an analysis would involve the following key steps and would likely last between nine 
months and one year: 
 

1. Market Assessment: Provide market-based research and analysis to determine the demand for 
and extent of facility needed. 

2. Facility Component Definition: Translate market-driven findings into a general facility 
development plan, based on facility components. 

3. Economic Impact Assessment: Estimate changes in economic output and employment. 
4. Investment Strategies for Facility Development: Explore potential funding sources, 

partnerships, and investment strategies. 
 
Based on the findings of this analysis, the DED will be able to assess potential market penetration, 
investment needs, and workforce training and development requirements. A detailed scope of work for 
preparing the Economic Development Plan is included in Appendix C.  

4. Conduct Environmental Remediation, 
Restoration, and Review 

Many military bases have contaminated areas on or 
near the property because of DOD’s former missions 
and activities on site.9 Under federal law, the DOD is 
responsible for either performing environmental 
cleanup on BRAC properties before they transfer 
ownership or for ensuring that the receiving 
community performs environmental cleanup on the 
property after the property transfer.10 Regardless of 
what agency performs the cleanup, DOD is responsible 
for funding the efforts. 
 
Because full base redevelopment, including 
environmental remediation and restoration, can last 

                                                 
9 U.S. Environmental Protection Agency, “Turning bases into great places: New life for closed military facilities.” 

http://www.epa.gov/smartgrowth/pdf/bases_into_places.pdf 10 Jul 2014. 
10 U.S. Senate Committee on Environment and Public Works. http://www.epw.senate.gov/cercla.pdf 10 Jul 2014. 
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up to 20 years, the DED strongly recommends that Governor Knope concur with a proposal to complete 
an early transfer of the Swanson Base and expedite the cleanup process.11 Specifically, by taking 
ownership of Swanson Base before DOD completes environmental cleanup on Pawnee can advance the 
cleanup efforts using State reserve funds and then negotiate reimbursement from the federal 
government. To assist with managing the environmental remediation process, DED recommends 
establishing a Restoration Advisory Board (RAB) to coordinate with the LRA regarding the Swanson Base 
cleanup program activities and decisions. RAB members typically include representatives from the 
community, the military installation, local government, and regulatory agencies.  
 
Knowing the type and location of contaminants is critical during the redevelopment process; by taking 
ownership of the site and its cleanup process, Pawnee and the LRA can coordinate the timing of cleanup 
activities and redevelopment planning. The DED recommends exploring all opportunities to expedite the 
environmental cleanup. For example, based on the successful cleanup of the Joliet Arsenal by 
CenterPoint Properties, one option to consider is transferring cleanup responsibilities to a private 
developer in exchange for early development rights on the site. A preliminary assessment of the site 
could identify those areas most suitable for redevelopment while other cleanup activities are underway. 
 
Specifically, while cleanup activities are underway, the LRA can use information about the location and 
extent of any contamination to inform the Economic Development Plan. Important factors to consider 
when addressing cleanup and considering redevelopment options include: 

 Risks to human health and the environment; 

 Current and future land uses; 

 Past cleanup activities; 

 Remediation feasibility; 

 Estimated costs; and 

 Schedule. 
 
The community’s environmental concerns about Swanson Base extend beyond the site’s contamination 
from DOD’s former missions and activities. The community has expressed concerns that the proposed 
reuse of the base as an ILC will detract from the quality of life due to an increase in air and noise 
pollution as well as an increase in traffic congestion and consequent travel delays (on roadways and at 
at-grade rail crossings). Additionally, some members in the community have suggested that an ILC is 
inherently at odds with the State of Pawnee’s long-term sustainability objectives and that the 
community would be better served by restoring Swanson Base’s natural environment and preserving it 
as open space. 
 
The DED recommends the following strategies to address the community’s environmental concerns 
throughout the redevelopment process: 
 
Conduct a cost-benefit analysis 
If the Economic Development Plan finds that the ILC is an economically viable reuse for Swanson Base, 
then a cost-benefit analysis could assess whether the costs of potential environmental impacts from the 
proposed ILC outweigh the social and economic benefits of the project. Given the challenges in 

                                                 
11 From Barracks to Business: The M.I.T. Report on Base Redevelopment, Economic Development Administration, Department 

of Commerce, March 2000, pp. 131 and 132. 
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monetizing the value of environmental services and conditions, which are non-market factors,12 the DED 
recommends hiring a consultant specialized in environmental economics to conduct this analysis.13 
 
Conduct an environmental review 
The DED anticipates that the redevelopment project will require an Environmental Assessment (EA), and 
likely an Environmental Impact Statement for clearance under the National Environmental Protection 
Act (NEPA). That NEPA process will involve a transportation element to examine existing and projected 
traffic scenarios, anticipated environmental impacts, proposed mitigation strategies, and a mitigation 
monitoring program. Specifically, a Traffic Impact Analysis performed by a transportation planning and 
engineering firm would establish a baseline traffic scenario using truck counts, for example, and then 
forecast future traffic volumes (and related air emissions) of an ILC using an activity-based traffic 
demand model. Additionally, the public plays in important role in the NEPA process; through 
participating in public hearings/meetings, members of the community can provide input on what 
specific issues should be addressed in the study and can comment on the findings of the environmental 
review. The final NEPA document must address all comments received in the earlier phases of document 
preparation.14 
 
Given the gradual decline in activity at Swanson Base leading up to its closure, it is likely that the 
baseline traffic scenario will be near-zero in terms of truck activity. Consequently, the reuse of the site 
as an ILC will likely be found to generate a significantly greater number of truck trips, though it would be 
useful to compare the forecast against any traffic counting data available from when Swanson Base was 
operating at full capacity. This comparison would help the public understand how the impacts of the ILC 
use would differ from the former base use. 
 
The DED recommends that as a condition of development, the LRA require the ILC users to establish a 
traffic monitoring program. Specifically, conducting annual truck counts during the ramp-up period and 
periodic counts when the ILC is operating at full capacity can help to revise the traffic forecast by 
comparing actual traffic volumes against the projected volumes. If traffic volumes approach an 
unacceptable level of service sooner than anticipated, then those results can trigger a special capital 
investment study by the State of Pawnee to identify improvement options and funding mechanisms. For 
example, expansion of the interstate, addition of truck-only lanes on arterial connectors, truck-only 
access ramps, and rail grade-separation projects may be necessary to alleviate increased congestion.  
 
Given that Swanson Base has direct access to a major arterial and is within one mile of the Interstate 
(see Figure 2), the DED assumes that the ILC will result in a significant demand for truck transportation; 
however, the Economic Development Plan may reveal demand for certain commodities that are most 
efficiently and cost-effectively transported by rail. Rail freight is generally slower, cheaper, and more 
appropriate for high-weight/low-value commodities than truck. Rail cargo generally includes intermodal 
cargo and carload (bulk) cargo such as coal, agricultural products, lumber, and chemicals.15 Rail 

                                                 
12 Environmental Economics: The Cromulent Economics Blog, “Cost-benefit analysis.” http://www.env-

econ.net/2005/07/costbenefit_ana.html 27 September 2014. 
13 See the U.S. Environmental Protection Agency’s Guidance for Preparing Economic Analyses for additional information at: 
http://yosemite.epa.gov/EE%5Cepa%5Ceed.nsf/webpages/guidelines.html.  
14 U.S. Environmental Protection Agency, “National Environmental Policy Act (NEPA): Basic Information. 

http://www.epa.gov/compliance/basics/nepa.html#eis 28 September 2014. 
15 Federal Highway Administration, Integrating Freight in the Transportation Planning Process (FHWA-NHI-139006): Freight 

Transportation System Overview (Module 2). 
http://www.nhi.fhwa.dot.gov/training/course_search.aspx?tab=0&key=139006&sf=0&course_no=139006  4 January 2014. 
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transportation also has lower emissions (on a ton-mile basis) than truck transportation.16 Where 
possible, the DED recommends increasing intermodal movements between ship and rail to reduce truck 
volumes. Berthing, roll-on/roll-off, and intermodal container transfer infrastructure can facilitate direct 
transfers onto rail, thereby eliminating the need for truck movements on site. 
 
Implement a “Green Goods Movement” Policy 
The DED recommends that the LRA adopt a “Green Goods Movement Policy” as a decisionmaking 
framework for ensuring potential developers and users demonstrate a commitment to environmental 
stewardship and sustainability. In developing this policy, the DED recommends using the Port of Long 
Beach’s Green Port Policy as a model.17 Following this model, specific guiding principles of this policy 
might include: 

 Protect the community from harmful impacts of ILC operations; 

 Distinguish the ILC as a leader in environmental stewardship and compliance; 

 Promote sustainability; 

 Employ best available technology to avoid or reduce environmental impacts; and 

 Engage and educate the community. 
 
There are significant advantages to developing this Green Goods Movement Policy at the outset of the 
project so that sustainability initiatives are integrated not only in the ongoing operations of the ILC, but 
in the design and development process as well. The site design can provide for alternative energy and 
refueling infrastructure including Compressed Natural Gas pumps, electric vehicle charging stations, and 
dockside power hookups to allow ships at birth to use shore power rather than their diesel-burning 
engines.18 Additionally, as a condition of development, the LRA can require that the developer follow 
sustainable practices such as:19 

 Constructing or retrofitting facilities to meet the U.S. Green Building Council’s Leadership in 
Energy and Environmental Design (LEED) standards;  

 Recycling demolition debris; 

 Using construction materials with recycled content; 

 Controlling types of fuels used in construction equipment; and/or 

 Minimizing air, noise, and water pollution of Lake Perkins. 
 
Establish Intergovernmental and Industry Partnerships  
To mitigate the negative impacts to air quality due to increased truck and drayage operations, many 
states have relied on various programs offered at the state and federal level such as the Environmental 
Protection Agency’s (EPA) Clean Cities Program. In coordination with the promotion of the ILC, 
partnering with the State’s Energy Administration and the Environmental Protection Agency (EPA) at the 
Federal level to work with trucking and drayage companies to assist in the purchasing of cleaner vehicles 
can be leveraged through Governor Knope’s current sustainability initiatives. 
 

                                                 
16 Federal Highway Administration, Innovations for Tomorrow’s Transportation: Policies to Reduce Greenhouse Gas Emissions 
Associated with Freight Movements. https://www.fhwa.dot.gov/policy/otps/innovation/issue1/policies.htm 28 September 
2014. 
17 Port of Long Beach, “Green Port Policy.” http://www.polb.com/environment/green_port_policy/default.asp 28 September 
2014. 
18 Port or Long Beach, “Shore Power.” http://www.polb.com/environment/air/shorepower.asp 28 September 2014. 
19 Port of Long Beach, “Green Development.” http://www.polb.com/environment/leed/default.asp 28 September 2014. 
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Maryland represents a successful example of this type of intergovernmental and industry partnership. 
The Maryland Energy Administration, in partnership with the Maryland Department of Transportation, 
have been working with the trucking industry on innovative methods to lower climate change impacts of 
freight movement. The partnerships have included various state agencies such as the Department of the 
Environment (MDE) and the Department of Agriculture, in establishing grant and voucher programs. 
Through these programs, MDE provides financial assistance for truck companies such as the Maryland 
Idle Reduction Grant Program, Maryland Truck Voucher Program, and the Maryland Natural Gas 
Voucher Program. Using this model, Pawnee could leverage participation and funding sources from 
various departments to assist local trucking, drayage, and potential rail operators, in reducing air quality 
impacts around the ILC. 
 
The DED recognizes the challenge of balancing economic and environmental objectives in the Swanson 
Base redevelopment and reuse; the activities outlined above can help address some of the community’s 
environmental concerns and must include extensive stakeholder engagement and public outreach to 
ensure economic viability of Swanson Base. 

Next Steps 

Schedule 

As outlined above, the process (steps 1 through 4) leading up to Economic Development Plan 
implementation may last up to four years. A detailed schedule is included in Table 1 below. 
 
Because DOD has already made a surplus property determination for Swanson Base, Pawnee’s first step 
is to establish an LRA, which may take up to six months to complete. Next, the outreach and 
redevelopment planning process begins with consultation of stakeholders, marketing, and community 
engagement. This initial outreach phase takes three to six months, but is an ongoing process throughout 
the Economic Development Plan preparation and implementation. The analysis necessary for preparing 
an Economic Development Plan for Pawnee Base may take between nine and twelve months. The 
analysis would address items such as market potential, employment, and infrastructure assets among 
other needs and goals. Following the Economic Development Plan is the environmental process. The 
DED anticipates that the base’s redevelopment as an ILC will require an EA for clearance under NEPA. 
The environmental review process will require an identification of funding, roles and responsibilities, 
design and construction schedules, and environmental mitigation strategies in implementing the 
Economic Development Plan. Obtaining NEPA clearance is the final prerequisite step leading up to the 
Economic Development Plan’s implementation, but may last between 18 and 24 months. 
 
Given this timeline, it is likely that the Swanson Base closure will result in traumatic, short-term (i.e., up 
to four years of) economic impacts in the surrounding community. Consequently, as an immediately 
next step the DED recommends that Governor Knope work with the State of Pawnee Legislature to 
appoint a Blue Ribbon Panel comprised of local and regional real estate and economic development 
professionals to seek tenants for short-term leasing of those facilities on base property that do not 
require or have already completed environmental clean-up. 
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Table 1. Proposed Schedule 

 

Budget 

Over the next four years, the DED estimates that the above process will cost the State of Pawnee approximately $600,000. A detailed breakdown is listed in Table 2 below. Note that the 
estimate for the environmental remediation, restoration, and review appears to require only a low-level of effort from the State because the DOD is responsible for fully funding and ensuring 
this step. The estimated $50,000 is what the DED expects the State of Pawnee to contribute toward establishing the RAB and advancing cleanup efforts. The majority of this amount – the 
portion allocated to advancing cleanup efforts following an early transfer of base property – is reimbursable from the federal government. For context, it is important to note that the Quonset 
Business Park development has received significant federal investment in environmental cleanup, totaling approximately $100 million since 1980. Table 3 below presents potential federal 
funding sources for the redevelopment project. 
 
Table 2. Budget Estimates 

Step Task Estimated Budget 

1 Establish LRA $100,000 

2 Conduct stakeholder outreach $250,000 

3 Prepare Economic Development Plan $200,000 

4 Conduct environmental assessment and cleanup  $50,000 

Total $600,000 

  

Fiscal Year

Quarter 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4

Step Task

1 Establish LRA

2 Conduct stakeholder outreach

3 Prepare Economic Development Plan

4 Conduct Environmental Assessment

5 Implement Economic Development Plan

Estimated duration in months

Ongoing activity

2015 2016 2017 2018 2019
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Table 3. Potential Funding Sources for Swanson Base Redevelopment20 

Agency Sub-Agency Grant Objective Amount 

D
ep

ar
tm

en
t 

o
f 

C
o

m
m

er
ce

 

Economic 
Development 
Administration 

11.307 Economic 
Adjustment Assistance 

Technical, planning and public 
works and infrastructure 
assistance 

Average: 
$550,000 

11.302 Economic 
Development – Support 
for Planning Organizations 

Create regional economic 
development plans to stimulate 
and guide economic 
development efforts of a 
community or region 

Average: $61,000 

11.300 Investments for 
Public Works and 
Economic Development 
Facilities 

Support the construction or 
rehabilitation of essential public 
infrastructure and facilities 
necessary to generate or retain 
private sector jobs and 
investments 

Average: 
$1,700,000 

D
ep

ar
tm

en
t 

o
f 

D
ef

e
n

se
 

Office of 
Economic 
Adjustment 

12.607 Community 
Economic Adjustment 
Planning Assistance for 
Establishment, Expansion, 
Realignment, or Closure of 
a Military Installation 

Plan and carry out local economic 
adjustment programs such as 
base redevelopment; 
infrastructure assessments and 
feasibility studies; land use plans; 
public outreach 

Average: 
$500,000 
Range: $50,000 - 
$2,000,000 

12.614 Community 
Economic Adjustment 
Assistance for Advance 
Planning and Economic 
Diversification 

Preparing economic 
diversification strategies, 
contingency strategies, and 
schematic land use plans 

Average: 
$2,000,000 
Range: $250,000 
- $4,000,000 

D
ep

ar
tm

en
t 

o
f 

Tr
an

sp
o

rt
at

io
n

 

Federal Aviation 
Administration 

20.106 Airport 
Improvement Program 

For integrated airport system 
planning, airport master 
planning, construction or 
rehabilitation 

Average: 
$1,600,000  
Range $14,000 – 
$65,000,000 

Federal Transit 
Administration 

20.505 Metropolitan 
Transportation Planning 
and State and Non-
Metropolitan Planning 
and Research 

Development of metro and state 
transportation improvement 
programs, long-range 
transportation plans, and other 
technical studies 

Range: $20,000-
$5,000,000 

 

                                                 
20 From http://www.grants.gov/web/grants/home.html and https://www.cfda.gov/. 

HYPOTHETIC
AL

http://www.grants.gov/web/grants/home.html


16 

 

Appendices 

Appendix A: Precedent Projects 

The DED conducted preliminary research into seven precedent projects to identify general best practices 
and success factors for redeveloping military base. The seven precedent projects included: 

1. Brooklyn Navy Yard in New York; 
2. Homestead Air Reserve Base in Florida;  
3. Joliet Army Ammunition Plant in Illinois; 
4. Oakland Army Base in California; 
5. Puerto Nuevo Inland Port in Arizona;  
6. Quonset Point Naval Air Station in Rhode Island; and 
7. Willow Grove Naval Air Station in Pennsylvania. 
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Appendix B: Case Studies 

Quonset Point Naval Air Station 
Overview 
What is now The Quonset Business Park was once an important military base during World War II. 
Located in Narragansett Bay in Rhode Island, the base was decommissioned in 1974 and was 
redeveloped into a multimodal business park with a port and continues to function as the home of the 
Rhode Island Air National Guard. The park has 3,200 acres with 366 acres currently available for further 
development. Formed in 2005, the redevelopment corporation has been highly successful in 
redeveloping the site and has been highlighted as a success nationwide. The receipt of $22 million in 
Transportation Investments Generating Economic Recovery (TIGER) funding in 2010 enabled critical 
investment in pier, terminal, road, and rail improvements to occur and facilitated the purchase of a 
mobile harbor crane in the Port of Davisville. Currently over 170 companies are located at the Park 
including Electric Boat, Toray Plastics, Ocean State Job Lot, and North Atlantic Distribution Inc., one of 
the largest vehicle finishing processors in North America, and the site continues to attract new business. 
 
The Quonset Business Park offers an extensive mix of multimodal transportation options:  

 The Port of Davisville; 

 The Quonset Airport (a 7,500-ft runway); 

 Rail service; 

 Easy access to Interstate-95 (4 miles) via a four-lane limited-access highway; and 

 High-speed ferry service to and from Martha's Vineyard. 
 
Structure 
The Quonset Development Corporation (QDC) is a real estate development and property management 
company. Formed in 2005, it is responsible for the development and management of the Quonset 
Business Park including port operations. It was established as a quasi-state agency allowing it to have 
certain budgetary, governing, and policy-making independence from the Executive and Legislative 
Branch. There are currently 21 quasi-state agencies in Rhode Island with varying degrees of authority.  
 
The QDC is governed by an 11-member board with members from the Economic Development 
Corporation, two members appointed by the council of the City of North Kingston, RI, one appointed 
each from the city councils of Jamestown and East Greenwich, and six appointed members by the 
Governor.  
 
Economic Development 
Since 2005, the site has seen more than 3,500 new jobs and $375 million in private investment. 
Currently over 175 Rhode Island companies are located in the Business Park, employing more than 9,500 
full and part time jobs. By promoting the site’s proximity to major population centers in the 
Northeastern United States and by investing in the transportation infrastructure on the site, Quonset is 
now a major driver of economic growth and job creation in Rhode Island. With the recent TIGER grant 
award, investment into the multimodal transportation infrastructure of the Park will allow QDC to 
continue to market and develop the Port of Davisville as a staging area for offshore wind farm 
installation (off the New England and mid-Atlantic coasts) and handling of containerized freight via the 
Marine Highway.  
 

HYPOTHETIC
AL



18 

 

In addition to the auto processing capability at the Port of Davisville, there is a major push to diversify 
into seafood and public cold storage capability at the port as well as specializing in wind turbines for 
projects from Cape Code down to New Jersey.  
 
The key to this developed was attributed to three factors:  

1. Uniform Development Regulations: It only takes 90 days from site location to construction.  
2. Development of a site readiness program: Removes uncertainty in the development process. 
3. Consistency: Following the redevelopment plan and vision as closely as possible creates a stable 

environment showing long-term viability of the site.  
 
Environment 
The development of the site into a thriving business park needed close cooperation with various state 
and federal agencies to address the environmental issues present with the site from the U.S. Navy, Army 
Corps of Engineers, EPA, and RI Department of Environmental Management. As a former military base, 
the site had many environmental issues present from ground water contamination to asbestos. 
Significant Federal investment of roughly $100 million was leveraged to mitigate these issues since 
1980.  
 
Community Development 
Significant political support at all levels of government have been critical to the success of the business 
park. Due to the location of the Park, nestled within the Town of North Kingstown, this was a critical 
development. Municipal support includes development of town zoning and comprehensive planning 
documents that have incorporated the site and designated it as the “Quonset Zone.” The town and the 
QDC have adapted a single set of land use controls to streamline development. State investment has 
included over $200 million for assistance in acquisition, bond investment, and surface transportation. 
Federal investment has included over $460 million for environmental mitigation, infrastructure, and 
development activities. Additionally, Senators Jack Reed and Sheldon Whitehouse and from 
Representative James Langevin have provided strong support, consistently highlighting this 
redevelopment project and its success. 

 
Joliet Army Ammunition Plant 
Overview 
Joliet Arsenal, a former munitions plant for the U.S. Army in Illinois, was decommissioned and deemed 
excess property in the 1990s. Upon decommissioning, the Arsenal was transferred to various public 
agencies and most of the land is being returned to park and prairie land. State and local governments 
created a nine-member Joliet Arsenal Development Authority (JADA), tasked to redevelop the site and 
create economic benefits and job opportunities. JADA sold the building and adjoining property with rail 
access, comprising roughly 3,500 acres, to CenterPoint Properties, a large industrial real estate 
developer in the Chicago region. CenterPoint subsequently created an intermodal logistics center and 
industrial park, serving warehousing, distribution, and light manufacturing needs of the region. The 
industrial park is also an intermodal container terminal and an automobile loading and unloading facility 
with a capacity to handle over 700,000 car lifts annually. One of the most important accomplishments 
for JADA and CenterPoint was to secure Burlington Northern Santa Fe (BNSF) – a Class I railroad – as a 
user for the facility. Currently, BNSF has daily train services to the West Coast ports, making it an 
attractive location for shippers such as Maersk Sealand and Evergreen 21. The U.S. Customs Clearance 

                                                 
21 “Strategic Plan for Puerto Nuevo Inland Port” (The Tioga Group) Volume 4 Inland Ports Study 
https://www.pagnet.org/documents/transportation/intermodal/PuertoNuevoReport2007Vol4Final.pdf 
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Office location and a Foreign Trade Zone designation further adds to the cost-effectiveness of the 
complex for shippers interested in duty deferral and duty reduction programs. The industrial complex 
now employs over 2,000 skilled and semi-skilled workers and boasts some of the biggest businesses, 
such as Wal-Mart and Georgia Pacific, as its users.  
 
Background  
Joliet Arsenal, a 26,500-acre facility, was established by the U.S. Army in the 1940s to serve as a 
manufacturing plant for munitions. The facility was intentionally located close to railroads and other 
transportation hubs and within close distance of Chicago 22. For 30 years, Joliet Arsenal was a major 
resource for the U.S. Army, employing over 12,000 skilled and semi-skilled workers (JADA). Due to 
general downsizing of the Army footprint, it decommissioned Joliet Arsenal in the 1970s and deemed it 
excess property in the 1990s23.  
 
Lead Agency 
Determined to reuse and develop the site, the State of Illinois, along with the Will County Board, created 
a nine-member Joliet Arsenal Development Authority (JADA), whose task was to create economic 
benefits and job opportunities out of the former munitions plant24. JADA was given 3,000 acres, the 
authority to borrow up to $100 million and to issue revenue bonds25. The Executive Director of JADA 
managed the day to day operations of the facility. A majority of the property was transferred to other 
public agencies to join the land with adjacent prairie land and parkland.  
 
Redevelopment and Implementation  
Due to its location near Chicago, a major transportation and distribution hub, redeveloping the site as an 
industrial and logistics center was a primary objective early on. Initial State funding was used to study 
the economic opportunities for the site, which identified the growth of U.S. imports at West Coast ports 
as a market for nearby companies that relied on rail transportation to those ports.  
About 3,500 acres of the site was developed by CenterPoint Properties, a large industrial real estate 
developer in the Chicago region26. CenterPoint subsequently created an intermodal center and industrial 
park, serving warehousing, distribution and light manufacturing needs. The site is also an intermodal 
container terminal, automobile loading and unloading facility with a capacity to handle over 700,000 car 
lifts annually.  
 
Among the many projects the CenterPoint took on, securing Burlington Northern Santa Fe (BNSF) – a 
Class I railroad – as a potential user for the facility was the most important one. BNSF was nearing its 
capacity in their Chicago location and the redevelopment of the site came at an opportune time. It is 
now one of the largest users of the center, with daily train services to the West Coast ports, making it an 
attractive location for shippers such as Maersk Sealand and Evergreen27.  
 
Funding 

                                                 
22 “Strategic Plan for Puerto Nuevo Inland Port” (The Tioga Group) Volume 4 Inland Ports Study 
https://www.pagnet.org/documents/transportation/intermodal/PuertoNuevoReport2007Vol4Final.pdf 
23 JADA, Joliet Arsenal Development Authority. http://www.jada.org 25 June 2014. 
24 JADA, Joliet Arsenal Development Authority. http://www.jada.org 25 June 2014. 
25 “Strategic Plan for Puerto Nuevo Inland Port” (The Tioga Group) Volume 4 Inland Ports Study 
https://www.pagnet.org/documents/transportation/intermodal/PuertoNuevoReport2007Vol4Final.pdf 
26 “Strategic Plan for Puerto Nuevo Inland Port” (The Tioga Group) Volume 4 Inland Ports Study 
https://www.pagnet.org/documents/transportation/intermodal/PuertoNuevoReport2007Vol4Final.pdf 
27 “Strategic Plan for Puerto Nuevo Inland Port” (The Tioga Group) Volume 4 Inland Ports Study 
https://www.pagnet.org/documents/transportation/intermodal/PuertoNuevoReport2007Vol4Final.pdf 
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The funding for the redevelopment project initially came from the State government. The rest of the 
resources came from land sales and grants 28.  
 
Environmental Issues 
Most of the land was deemed a Superfund site by the EPA and transferred to U.S. Department of 
Agriculture-Forest Service for mitigation. Midewin National Tallgrass Prairie was established on 
approximately 15,000 acres29. 
 
CenterPoint also took on significant environmental mitigation efforts and committed to redevelop the 
site sustainably with tree protection and replacement efforts, “green road” designs, natural landscaping, 
perimeter buffers, parkways, stormwater mitigation plans, dark sky lighting, etc30.  
 
Employment 
Current employers include the following, employing over 2,000 people3132.  

1. BNSF Logistics Park Chicago  
2. Maersk Sea Land  
3. California Cartage, Inc.  
4. Georgia Pacific  
5. DSC Logistics  
6. Potlatch, Inc.  
7. Sanyo Logistics  
8. Partners Warehouse  
9. Wal-Mart 

  

                                                 
28 JADA, Joliet Arsenal Development Authority. http://www.jada.org 25 June 2014. 
29 Region 5 Superfund. Joliet Army Ammunition Plant. US EPA. 
http://www.epa.gov/R5Super/fed_fac/npl_sites/ff_npl_jaap_lap.html. 25 June 2014. 
30 Dreher, Bardol. Cowley Gudmudson Leder, LTD. CenterPoint Intermodal Project, Joliet, IL. 

The World's Largest Inland Port Goes Green. 

http://www.illinoisfloods.org/documents/2010_IAFSM_Conference/5A_New%20Standard%20in%20Sustainable%20Design.pdf  

31 JADA, Joliet Arsenal Development Authority. http://www.jada.org 25 June 2014. 
32 “Strategic Plan for Puerto Nuevo Inland Port” (The Tioga Group) Volume 4 Inland Ports Study 
https://www.pagnet.org/documents/transportation/intermodal/PuertoNuevoReport2007Vol4Final.pdf 
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Appendix C: Detailed Scope of Work for Economic Development Plan 

Work Product 1: Market Assessment33 
The purpose of Work Product 1 is to provide market-based research and analysis to determine the 
demand for and extent of facility needed. 
 
Task 1.1. Develop initial assumptions regarding: (a) the types of services to be provided at an Inland 
Logistics Complex (which could include storage and intermediate handling and transfer of bulk, 
breakbulk, and containerized goods, as well as related industrial activity and possible value-added 
activities); (b) the on-site facilities and components to be provided (expected to include potential 
highway, aviation, waterway and rail transportation; warehouse/distribution, industrial, open and 
covered storage for multiple commodity types; gate and security structures, maintenance and 
emergency response facilities, etc.); (c) the major markets to be served (operations directly supporting 
the immediate community surrounding urban areas. 
 
Task 1.2. For each type of service and major market, establish reasonable order-of-magnitude 
projection ranges for major service characteristics: the overall logistics chain, the role of the ILC in that 
chain, and the incremental effects of including the ILC in that chain (either positive or negative) on 
service capacity, cost, speed, reliability, and safety and security. Projections will reflect typical industry 
standards, based on professional experience and interviews. 
 
Task 1.3. Develop reasonable order-of-magnitude estimates of annual ILC market demand for near-term 
(five year) and long-term (twenty year) planning horizons, by major market and on-site facilities and 
components, based on: 

 Evaluation of global market conditions which may include trade patterns, possible political 
changes and expansion of Panama Canal; 

 Evaluation of how a combined air cargo and passenger air facility might support expansion in the 
local IT industry as supply chains that include air movements are viable in high value products;  

 Evaluation of underlying demand from available measures of economic activity, trade, population, 
and land absorption in the near- and long-term; 

 Evaluation of alternative capacity that may be available, or become available, at other locations to 
meet underlying demand;  

 Consideration of the likelihood of attracting underlying demand based on the availability of 
alternative capacity and the anticipated service characteristics offered by the ILC (from Task 1.2 
above); and  

 Interviews with potential ILC users and service providers. Up to 50 interviews will be conducted 
with international shippers, shippers turned away due to lack of facilities at various ports, 
(biofuels, cement, lumber manufacturers,) large manufacturers and suppliers needing expansion 
to provide services to growing populations (Home Depots, Lowes, Rooms to Go; Georgia Pacific, 
Pre-stress concrete fabricators; CBS Homes)  

 
For cargo handling, demand estimates will be quantified in terms of annual units of throughput 
capability (tons, TEUs, etc. as applicable, which will be converted to space requirements in Task 2); 
demand for warehouse space, industrial space, etc. will be quantified in terms of square footage 
requirements. This will be defined as the baseline market scenario. 

                                                 
33 Adapted from Florida Department of Transportation District 4 and Martin Associates, Lancaster PA: ILC Development Scope 

of Services. 
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Work Product 2: Facility Component Definition34 
The purpose of Work Product 2 is to translate market-driven findings from Work Product 1 into a 
generalized facility development program, on a component-by-component basis. 
 
Task 2.1. List the on-site facilities and components of the ILC required to meet anticipated demand in 
the near term and long range planning horizons. Document square footage requirements for warehouse 
space, industrial space, etc. as reported in Work Element 1. Translate annual cargo throughput 
requirements, as reported in Work Element 1, into requirements for appropriate types of open and 
covered storage. Estimate the order of magnitude requirements for on-site intermodal transportation 
facilities, including rail (working tracks, storage and service tracks) and truck (gate lanes, parking, on site 
circulation, etc.). Provide estimates of the capacity associated with each facility and component. Address 
and identify differences, if any, between the baseline market scenario and the optimized market 
scenario.  
 
Task 2.2. Develop a preliminary concept level layout sufficient to define the general dimensional 
requirements for a satisfactory site. Compare these requirements to an assessment of existing facilities 
to determine improvements and or new infrastructure to meet market demand.  
 
Task 2.3. Develop a preliminary order of magnitude estimate of the capital development costs 
associated with each of the on-site facilities and components identified in Task 2.1. This will exclude 
costs associated with land acquisition, land preparation, and environmental mitigation, if any.  
 
Task 2.4. Estimate the order of magnitude average daily truck, water, air and rail traffic moving to and 
from the ILC, by major travel corridor, in the near term and long range scenarios. Describe the current 
capability of existing and planned future highway and rail infrastructure and estimate the potential 
effect of new traffic on this infrastructure. Identify needed highway and rail network improvements, if 
any, needed to serve the ILC, and provide generalized order of magnitude cost estimates for same.  
 
Work Product 3: Economic Impact Assessment 
The purpose of Work Product 3 is to estimate changes in economic output and employment. 
 
The recommended approach for Work Product 3 is to use an Input/Output (I/O) model such as: RIMS 
II35, which is available from the Federal Bureau of Economic Analysis; IMPLAN, which is proprietary data 
available from MIG, Inc.36; or any other region-specific I/O table.  
 
Task 3.1 Estimate the impact of the military base closure. To estimate the impact of the base closing, an 
estimate of the change in final demand for goods and services in the region is needed. This can be 
estimated from knowledge about the annual operating budget of the military base. For example, based 
on the annual operating budget, estimates of how much is being spent in the economic region can be 
estimated. This type of information allows for a general understanding the total economic impact the 
base has on the region. This information (by industry sector) can then be used with the appropriate 

                                                 
34 Adapted from Florida Department of Transportation District 4 and Martin Associates, Lancaster PA: ILC Development Scope 

of Services. 
35 U.S. Department of Commerce, Bureau of Economic Analysis. https://www.bea.gov/regional/rims/rimsii/ 6 Jul 2014. 
36 IMPLAN. https://implan.com/ 6 Jul 2014. 
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multipliers for output, employment, etc. to produce estimates of the total impact the Swanson Base 
closure may have on the region.  
 
Task 3.2 Estimate the impact of the construction and operation of the intermodal logistics center is a 
two-step process: (a) Construction/Conversion of Facilities - To estimate the economic impact 
associated with the construction or conversion of facilities the overall construction budget is required, 
along with details about the anticipated spending pattern for materials, engineering services, etc. This 
information can then be used with the appropriate multipliers to generate estimates of economic and 
employment impacts for this activity. (b) Operation of new intermodal facilities - Ongoing operation of 
the new ILC can be estimated from information about direct economic impact, such as anticipated 
output/revenue and number of direct jobs created. This information can be used to model indirect and 
induced impacts expected to trickle through the local economy and region. 
 
Task 3.3 Estimate the net impacts for the conversion of the site from a military base to an ILC by 
comparing the negative impacts of the Swanson Base closure to the positive impacts of the construction 
and operation of the new ILC facility. 
 
Task 3.4 Estimate employment impacts and develop short-, medium-, and long-term strategies to 
mitigate those impacts.  

 Short-term: The Swanson Base disclosure is expected to result in the loss of 3,000 jobs. Many 
members of the military who were previously employed by the base will relocate to an area with 
an active base while those non-military support personnel are more likely to stay in Swanson. 
Examples of non-military support roles impacted by base closure include: 

o Food service 
o Retail 
o Transportation (e.g., truck drivers and warehousing) 
o Technical professional (e.g., IT systems, engineering) 
o Construction 
o Financial Management (e.g., accounting, bookkeeping) 
o Children and Youth services 

If efforts to identify tenants for a short-term lease of base facilities that either do not require or 
have already completed environmental cleanup are successful, then the jobs listed above are 
likely to return. Services such as career counseling and job placement can help those non-
military support personnel in identifying employment opportunities for which have relevant 
skills. 

 Medium-term: In the time between base closure and complete redevelopment, Swanson may 
experience a structural employment problem (i.e., a fundamental mismatch between labor 
supply and demand) in which unemployed or underemployed workers do not have the skills 
needed for the jobs that are available in the area. Retraining programs (e.g., certificate program, 
community college program) can help job seekers gain the necessary skills to fill vacancies of in-
demand career fields. For example, programs to support individuals seeking to obtain a 
commercial driver’s license could help address a shortage of qualified truck drivers. 

 Long-term: Ultimately, the ILC will create temporary (i.e. construction) jobs and permanent jobs 
that will provide opportunities not only for those non-military support personnel in the 
community, but will also attract a new labor pool. Ongoing marketing and job placement 
services can help realize employment and economic benefits at this stage. 

 
Work Product 4: Investment Strategies for Facility Development 
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The purpose of Work Product 4 is to explore potential funding sources, partnerships, and investment 
strategies. 
 
Task 4.1. Based on the information developed in Tasks 1 and 2, and applying general industry rules of 
thumb, estimate the potential gross annual facility revenues, annual facility operating costs, and net 
facility revenues, for near term and long range conditions. Address any differences between the 
baseline market scenario and the optimized market scenario. Identify projected annual profits, if any, 
to support up-front capital development costs.  
 
Task 4.2. Prioritize key infrastructure projects to initiate redevelopment of the site as an ILC. Steps to 
prioritize projects include37: 

1. Initial project screening to determine eligibility; 
2. Qualitative evaluation of the project based on the following questions: 

o Does it provide new capacity/efficiencies? 
o Does it provide major rehabilitation to maintain/enhance capacity/efficiencies? 
o Does it improve access/connectivity? 
o Does it support a key niche business for the port? 
o Does it provide capacity for strategic Florida commodities? 
o Does it support a larger phased project and/or represent a critical near term need? 
o Does it have a regional, statewide or national impact? 
o Does it advance Pawnee’s transportation goals? 
o Does it advance Pawnee’s trade, logistics, and economic development goals? 
o Does it help Pawnee compete with other states for non-Pawnee cargo? 
o Have environmental issues been addressed? 

3. Quantitative analysis of net transportation benefits based on changes in truck and train VMT, 
ship calls, etc. resulting from the project including transportation costs, pavement maintenance, 
highway congestion, air quality, and accidents. 

4. Quantitative analysis of economic impacts including direct, indirect, and induced impacts such 
as Gross State Product, jobs, labor income, tax revenues, economic output, etc. 

5. Based on results of qualitative screening, net transportation benefit return on investment (ROI) 
and economic impact ROI, divide project list into thirds (i.e., top 33 percent, middle 33 percent, 
and bottom 33 percent) to identify “high,” “medium,” and “low” ranking projects. 

 
Task 4.3. Identify and describe funding sources that could be available for facility development, with an 
emphasis on priority projects (from Task 4.2). This will consider facility revenues (from Task 4.1), public 
transportation and economic development funding, and private contributions under public/private 
partnership arrangements. As part of this task, conduct an industry forum on finance and 
redevelopment: 

 DED anticipates that the Swanson Base Economic Development Plan will exceed available 
funding and consequently recommends exploring the feasibility of a public-private partnership 
(P3). Hosting an industry forum, modeled after forum in the State of Florida for the $1.5 billion I-
595 project, is one of the first steps in assessing P3 opportunities. Specifically, an industry forum 
would allow the State of Pawnee to advertise the Swanson Base redevelopment project 
proposal, land and infrastructure assets available, and completed market studies and forecasts. 
The forum would also provide an opportunity for the State to meet with potential 

                                                 
37 Florida Department of Transportation, “FDOT’s Project Evaluation Methodology,” presented to Seaport System Stakeholders 

(21 Sep. 2011). 
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redevelopment teams and initiate discussions regarding finance and delivery mechanisms for 
implementing the Economic Development Plan.  

 
Task 4.4. To guide future planning, document the issues, requirements, and conditions impacting the 
formation of public/private partnerships to implement development of the intermodal logistics center.  
 
Work Product 5: Document and provide conclusions on what markets the site could be used to 
penetrate, what investment is necessary and a scope of services to identify the needed jobs, salary 
and economic diversification information needed for public outreach and secondly an assessment of 
potential environmental impacts to also be addressed with the public. 
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Appendix D: Assumptions 

Geography 

 The General R. Swanson Base is located in the State of Pawnee, which is centrally located in the 
Mid-Atlantic United States with access to 15 million people within a 24-hour period via highway, 
rail, and Lake Perkins, which connects to a navigable waterway (e.g., Mississippi River or St. 
Lawrence Seaway). 

 The City of Swanson is a suburban area with a population of 50,00. 

 The base is approximately 30 miles from an urban core. 

 Adjacent land uses are residential and commercial (serving immediate vicinity). 
 

Context 

 U.S. Department of Defense (DOD)’s 2005 Base Realignment and Closure (BRAC) Commission 
recommended closing the General R. Swanson Base. 

 DOD has completed the six-month property screening process and determined that the 
Swanson Base is a “surplus” property because it is no longer needed for other defense activities 
or for other federal agencies. Consequently, ownership of the site will be transferred to the 
State of Pawnee for redevelopment. 

 
Industry 

 Based on the DED’s assessment, it is impractical and infeasible to continue aviation uses at 
Swanson Base. Moreover, when the base closes, the Federal Aviation Administration will 
remove the air traffic control tower and revoke any permits authorizing aviation activity at the 
site. Unless there is a developer willing to bear the time and costs involved in obtaining re-
approval of air operations, the DED does not recommend pursuing this option. Furthermore, the 
DED does not believe Swanson Base has the capacity to compete with the nearby commercial 
airport (within 50 miles) that currently handles all high-value, low-weight freight and serves the 
high-tech industry in Pawnee and the region.  

 Shifts in the supply chain are anticipated as the major seaport/intermodal network serving the 
15 million people in the multi-State area are expected to handle larger vessels. Pawnee has the 
capacity to absorb relocated niche markets and become a successful intermodal facility and 
centrally located hub for distribution center operations. 

 There is a burgeoning green energy industry that requires transportation and assembly of very 
large equipment, such as wind turbines, solar panels, etc. The oversized and overweight nature 
of the components makes them most suitable for rail or marine transportation.  

 In addition, other market and policy forces are creating a modal shift from trucks only to 
intermodal (rail, marine, and truck); even with increased freight activity in Swanson, the number 
of truck trips (and truck-related air, noise, congestion impacts) would either stay the same or 
reduce. 

 Swanson is a non-union environment. 
 

Government 

 Capstone Group 2 represents the State of Pawnee’s Department of Economic Development 
(DED). 

 Governor Leslie A. Knope’s administration has strong sustainability initiatives. 

 Governor Knope has specifically tasked the DED with examining ILC development options; a 
separate team is analyzing alternative markets and development opportunities. 
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Infrastructure 

 Class I rail access (est. 250 acres) that has capacity to transport resins (for plastics), or large parts 
(e.g., wind turbine components). 

 Major roadways and access roads may require some improvements, but will maintain 
STRAHNET classification following the base closure. 

 
Environment 

 Industrial park-specific LEED criteria are established (anticipated fall 2015). 

 No historic preservation is required. 

 Swanson Base is not a U.S. EPA Superfund site. 

 Environmental Assessment as part of NEPA process will study potential impacts on air and water 
quality, noise pollution, energy consumption, environmental mitigation (including wetlands 
protection), etc. 
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Appendix E: Assignment 

 
Capstone Project 2 

 
Base Reuse to Integrated Logistics Center 

 
An 800 acre military base with a 10,000 foot runway, rail access and access to major roadways is 
anticipated to be closed and shifted to your state for possible reuse. The site contains brownfields on 
one end, and wet fields with a lake border on another end. The base previously employed over 3,000 
people. Over the lifespan of the base, the area around it has grown significantly as a suburban 
community, in part because of the base employment, and in part because a major interstate connects 
the region as a crossroads to several major urban areas within the state and a nearby state. These 
nearby areas employ a large population of business and high tech industries and, as a result, the 
community near the base has a mix of community tied to base employment and those whose 
employment is not impacted by the base closing. The lake the base borders has also grown to be a 
popular tourism area. The Governor’s office has many parties approaching with ideas on how to 
redevelop the site, including a proposal to redevelop the site as an integrated logistics center. While 
some in the state and communities are interested in job and tax revenue generation, others are more 
concerned that any new use does not detract from the quality of life in the area. Some would even like 
to see a solution they perceive as improving quality of life with respect to reducing congestion and 
improving air quality, sustainability– returning the base to green space. This group has already been 
vocal about their concerns that the intermodal center will put many more trucks on local streets. You 
have been asked to identify examples of similar reuses and integrated logistics center developments in 
the US that represent best practices and recommend an approach for developing an integrated logistics 
center that can provide jobs to offset the loss of employment from the base closing, while addressing 
other concerns. The project team is also tasked to outline how input into the consideration of an 
integrated logistics center could be effectively gathered from all pertinent parties into the dialogue – 
including, but not limited to, private sector developers, transportation providers, and community 
members - and whether there are innovative approaches that may be incorporated into the Base Reuse 
that might resolve some of their concerns. 
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Base Reuse to Integrated 

Logistics Center

Recommendations to Guide 
the Redevelopment of 

General R. Swanson Base
City of Swanson, Pawnee
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Team Members

• Victoria Farr, USDOT Volpe Center

• William Gayle, Maryland State Highway Administration

• Vivien Hoang, Federal Highway Administration California 
Division

• Rachel Knutson, Washington State Department of 
Transportation  Washington State Department of 
Revenue

• Michael Ruane, Delaware Valley Regional Planning 
Commission

• Tamar Sanodze, New York City Economic Development 
Corporation  Marine Contracting, LLC

• Jeff Weidner, Florida Department of Transportation 
Marlin Engineering, Inc.

2
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Outline

• Problem Statement

• Base Context

• Findings

– Best Practices

– Recommendations

• Schedule

• Budget

3
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Swanson Base Closure

• 2005 Identified for Closure

• Property transfer in 2015

• Use of critical infrastructure assets 

• 3,000 direct jobs lost

4
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Swanson Base Context

Swanson Base

5
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Major Metro Areas

6
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Highway Access

7
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Maritime Trade Access

8
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Existing Base Conditions

9
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Quonset, Rhode Island

Formerly: Quonset Point Naval Air Station

Best Practices

• Recommendations based on best practices

• Identified seven BRAC ILC projects

• In-depth review of two successful ILC projects similar in size 
and with diversified modal assets

Joliet, Illinois

Formerly: US Army Joliet Arsenal

10
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Quonset, Rhode Island

Formerly: Quonset Point Naval Air Station

Best Practices (cont.)

• 3,200 acres

• Water, air, rail assets and direct 
arterial access to I-95

• 3,500 new jobs, 170 companies 
and $375 M private investment

• Decommissioned 1974, no 
activity for 20 years

• 2005 created Quasi-State Agency 
Quonset Development Corp.

• Prepared Economic Development 
Plan

• $682 M State & Federal Funds 

• Business Ready – resolve 
barriers and implement uniform 
codes

11
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Best Practices (cont.)

• 3,000 acres transferred to 
State in 1990s

• Rail and Interstate access to 
seaports 

• 2,000 Skilled and semi-skilled 
New Jobs, $375 Million Grants

• Created independent 
Development Agency

• State funds to accelerate 
Economic Development Plan

• Secured Federal Assistance for 
NEPA

• Sold to private sector, 
immediate development

• Leveraged private sector funds 
for cleanup and green 
development

Joliet, Illinois

Formerly: US Army Joliet Arsenal

12
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Findings

Best practices

• Begin planning for redevelopment early

• Identify potential interim revenue-generating uses

• Engage stakeholders early and throughout the redevelopment 
process

• Consider the community’s need for jobs, homes, parks, and 
natural lands 

Recommendations

1. Establish a Local Redevelopment Authority

2. Conduct Outreach and Engagement

3. Prepare an Economic Development Plan

4. Conduct Environmental Remediation, Restoration, and Review 
early

13
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1. Establish Local Redevelopment Authority

14
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2. Conduct Outreach and Engagement

Stakeholder Advisory Committee

• Industry and Private Sector

• Tourism Bureau

• Elected Officials

• Planning Agencies

Shippers

Trucking/Rail Carriers

Logistics/Warehousing

Commercial Real Estate

Surveys, Workshops, 

Interviews

15

HYPOTHETIC
AL



2. Conduct Outreach and Engagement

Civic Advisory Committee

• Community Residents

• Role in approving redevelopment plan

Establish Communication Plan for Public & Private Sector

• Websites

• Newsletters 

• Video Marketing

• Media Releases

Education &

Awareness

16
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Keys to Successful Engagement

2. regular updates & meetings

5. strong branding

3. leverage technology

1. kickoff meeting/forum

4. face-to-face meetings

17
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3. Prepare an Economic Development Plan

4. economic impact analysis3. investment strategies

1. market assessment 2. facility plan

5. marketing plan

18
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4. Conduct Environmental Remediation , Restoration, and 

Review

• Approve early transfer of 

base property

• Advance cleanup efforts 

using State reserve funds

• Transfer cleanup 

responsibilities in exchange 

for development rights

• Establish Restoration 

Advisory Board to 

coordinate timing with LRA

19
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Next Steps: Schedule

Fiscal Year

Quarter 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4 1 2 3 4

Step Task

1 Establish LRA

2 Conduct stakeholder outreach

3 Prepare Economic Development Plan

4 Conduct Environmental Assessment

5 Implement Economic Development Plan

Estimated duration in months

Ongoing activity

2015 2016 2017 2018 2019

20
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Next Steps: Budget

Step Task Estimated 
Budget

1 Establish LRA $100,000
2 Conduct stakeholder outreach $250,000
3 Prepare Economic Development Plan $200,000
4 Conduct environmental assessment and cleanup $50,000

Total $600,000

21
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