Adopted Nov. 4, 2025

University of Florida Historic St. Augustine, Inc. (UFHSA) Board of Directors Meeting

UFHSA Board of Directors Meeting
September 12, 2025

Time Convened: 10:01 a.m.
Time Adjourned: 1:06 p.m.

The Governor’s House Cultural Center and Museum
48 King Street, St. Augustine, FL. 32084

Board Members Present via in-person and virtual meeting: Jane Adams, Herschel Shepard,
Doug Wiles (Vice-Chair), John Regan, John Fraser, Jim Cusick, Tracy Upchurch (Chair) Susan
Parker, Ken Smith (Via Zoom), Jeff Atwater, Doug Jones, Fr. Thomas Willis, Charles Ellis

Board Members Absent: Bill Robinson, Michael Francis (note there were technical difficulties for
remote participation)

Staff/Others Present: Billy Triay, Linda Dixon, Michael Croce, Norman Patillo, Chuck Clemons,
David Birchim, Laura Marion, Jamey Harvey, Magen Altice

Welcome
Chair Upchurch called the UFHSA meeting to order at 10:01 a.m.
Chair Upchurch ask Linda to introduce UF Vice President Chuck Clemons.

Action Items:

1. Agenda and Minutes

a.

b.

Approval of Agenda — Tom Willis made a motion to approve the September 12, 2025 agenda;
Herschel Shepard seconded; Motion passed unanimously.

Approval of Minutes — Jeff Atwater made a motion to approve the minutes from April 4, 2024,
Doug Wiles seconded,; Motion passed unanimously.

2. Financial Reports

a.

Colonial Quarter and Update — Mike Croce

Mike Croce reported that overall costs are rising, and school group visits have increased by 22
percent. Group experiences remain strong, with positive feedback received after meetings with tour
operators. New tour guides have been hired, a branding consultant has been engaged, and a new
reservation system is now in place. The City’s visitor information center has renovated and their
ship exhibit will be moving to the Colonial Quarter to replace the existing caravel exhibit. A new
communications staff member has joined the team to assist with promotional materials. The History
Festival had a successful kickoff, and the summer camp hosted ten children for a week. Building
maintenance continues, including termite treatment, repairs to window seals, and setting aside funds
for future kitchen and flooring upgrades. The Colonial Oak Music Park is performing well, though
restaurant activity has slowed, and staff are collaborating with Elizabeth Johnson at the City on best
practices for sustainable practices. Numerous activities are scheduled for the fall and holiday
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season. Jim Cusick commented on interest in history, specifically a course on pirates that has 200
students registered.

Accept FY 25 EOY and FY26 Budget Reports — Linda Dixon

Linda Dixon presented the budget status report for June 2025, end of Fiscal Year 2025. Revenues
were stronger than anticipated, noting that interest earnings were also strong. Revenue from the
documentary film were received by the end of the 2025 fiscal year, so although film revenues are
not anticipated in FY26, there is a possibility. The distribution contract renegotiated in December
anticipates no further broadcast distribution, but the film is expected to be on the PBS streaming
platform. Capital projects progressed more slowly, and maintenance and repairs did not require
tapping into DSO funds. The building operations fund is on target. Administrative overhead
expenses were lower than expected, as UF no longer charges an overhead fee. Administrative
support expenses reflect that a planned position has not yet been filed. Furniture was purchased this
year so that expense will reflect in FY26; PISA expenses for FY24 and FY25 were invoices in
FY25 so that appears doubled, and some security guard expenses were reclassified to administrative
support.

State Property Report: Some invoices from the prior year were paid in this fiscal year, utility costs
are rising, and for the FY26 budget was developed to anticipate these trends.

Historic Property: Repair/maintenance spending was lower than expected but a significant building
operations expense was in the termite treatment at Kirby Smith Bldg. The state requires a certain
amount of retainage is maintained, and compliance is met.

July 2025 FY26 Report: Overall, the budget is tracking as planned. Some revenues, such as
Colonial Quarter and events are seasonal with summer being slower. State accounts were subject to
a 5% reduction university-wide. In custodial supplies, a negative expense occurred because some
orders were not fulfilled for a variety of reasons and that was refunded at fiscal-year-end.

Doug Jones made a motion to accept the FY25 EOY and FY26 budget report; the motion was
seconded by Jeff Atwater and passed unanimously.

3. Budget Amendments - Linda Dixon

a)

b)

Budget Amendments: Planned building projects were reduced, with adjustments to the DSO
budget including an added $1,000 for strategic planning under board activities and $10,000 for
promotional efforts and a UF-wide web consultant to support branding and ADA compliance.

John Regan made a motion to accept the Budget Amendments; the motion was seconded by Doug
Jones and passed unanimously.

Consider Strategic Staffing Initiative: Chuck discussed an opportunity to reevaluate staffing and
recommended that the board conduct a SWOT analysis. He proposed inviting a UF representative to
lead a workshop and guide adjustments, followed by development of a strategic plan for the board’s
use. Fundraising was identified as a key component to incorporate into the plan, along with
leveraging UF resources. Chuck also suggested involving College of Journalism and
Communications for advertising support and engaging CJC students. He emphasized ensuring there
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are no audit findings. The Strategic Staffing Initiative proposed full-time staffing to support
development and implementation of the updated strategic plan along with conducting other UFHSA
business. The board expressed full support. The chair moved the meeting to the later discussion
item, recommending that the board proceed with initiating the strategic staffing plan. The strategic
planning process will begin with a tour on Thursday, followed by a strategic planning session the
next day and the regular meeting thereafter.

Herschel Shepard made a motion to approve the Strategic Staffing Initiative; the motion was
seconded by Susan Parker and passed unanimously.

COMMITTEE REPORTS

1.

Membership Updates and Committee Assignments — Tracy Upchurch
Tracy noted that the committee assignments had been made and the chairs can begin to set up meetings.
A spreadsheet with members and their assignments was distributed.

Education/Interpretation/Facilities/Historic Preservation Committee — Jim Cusick

Jim Cusick reported on ongoing projects, including work on the Governor’s House NHL nomination
and the Library’s interactive map of St. Augustine. He highlighted efforts to integrate the UFHSA web
resources into courses so professors can incorporate them into Canvas and syllabi. Jim revisited
previous discussions about establishing a field house and proposed designing a survey for faculty across
departments to gauge interest in bringing students to work and take courses there. Looking ahead, he
noted plans for a book on the Governor’s House, an oral history project, and work with Susan Parker for
the 250th anniversary.

Susan Parker is working on a book about the Governor’s House site, focusing on the people who lived
there and life “inside the Governor’s walls.” She proposed adding signage in the Governor’s House
garden and shared historical photos showing the garden’s original appearance. The chair asked whether
it would be possible to plant historically accurate trees, and Wiles suggested partnering with the local
garden club to assist with planting. Linda and Billy noted that the recent landscape upgrades included
olives, oranges, and persimmon. Billy also mentioned that we currently partner with the Magnolia
Garden Club for care of the Cofradia site. The NHL grant is underway, and the oral history project
needs to be revisited and rebooted, with a faculty member identified to lead it. Jim Cusick may be able
to help find a new faculty participant.

John Regan made a motion to ask Dr. Parker to draft language for the historical marker and get
approval of the text along with any additional guidance from the E/I/F/HP Committee to proceed with
implementing the project, the motion was seconded by Tom Willis and passed unanimously.

Development Committee — Doug Wiles & Norman Patillo

Doug Wiles provided an overview of the committee’s responsibility for securing funds to help advance
UFHSA’s mission. He emphasized identifying opportunities to support the organization in meaningful
ways and exploring potential special projects. Norman Portillo described his role at the UF Foundation,
noting that the foundation raised $560 million in the last fiscal year. He discussed potential naming
opportunities for UFHSA and asked board members to share names of individuals he could approach to
explore possible support and personal engagement with the board.
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Discussion Items:

1. Augustine Historical Society — Magen Altice
Magen reported that the Herschel Shepard Award was presented in May and that the library has reopened
after being closed for a year. She noted the release of Tom Graham’s new book and announced that the
speaker series is kicking off soon with UF faculty speakers Steve Knoll and Boyd Murphey. There is an
upcoming annual meeting that Susan Parker will speak at. She also highlighted the Llambias House
national landmark designation and shared that the Historical Society is collaborating with the lighthouse
and working with David Nolan on various projects.

2. America’s 250th Anniversary — Susan Parker
Susan Parker suggested that the celebration should include the Governor’s House as an exhibit in the
small gallery. Chuck Clemons noted that planning for the anniversary is already underway at the
university level. Jim Cusick added that St. Augustine’s role is being highlighted in the Tampa Bay Times.
The chair recommended that the Education Committee develop a plan and return with recommendations
for how the observance at Governor’s House should proceed.

3. City of St. Augustine Report — David Birchim
David Birchim reported that the “shoulder season” is beginning and that the city has received $850,000
from the county for the Nights of Lights event, while the actual cost is $1.3M with funds allocated to
restrooms, public safety, and related needs. The St. Augustine circulator will operate on Anastasia Island
and from satellite parking lots to transport visitors to Nights of Lights. The King Street Bridge utility
project is complete, providing a new water main under the roadway, and crews have poured concrete to
finish the surface. The bridge will be replaced with work starting early next year. The Department of
Transportation (DOT) is also repairing lighting along the bayfront, and the seawall will be rebuilt. Plans
are underway to redesign the intersection at the base of the Bridge of Lions with a new roundabout, and
by 2030 the city will redevelop King Street to create safer pedestrian space. The budget process is
ongoing, with the final hearing scheduled for September 25. The Army Corps of Engineers is assisting
with a back-bay study. The downtown landscaping master plan is complete, and new trees and shrubs will
begin being planted at City Hall in February. Discussion included questions about CRA projects, bed tax
generation, and parking garage usage. David reported that the downtown parking garage experienced
record use last year and continues to go up. There are 1,100 spaces that turn over about 3x/day. A new
700 space garage is planned at Rt.1/King Street.

4. Governor’s House Library Update - Laura Marion
Laura Marion reported that the library has filled the position of Governor’s House Assistant. A
summer intern assisted with the new exhibit Layers of Time, providing an overview of St.
Augustine’s preservation history. Updates were provided on outgoing loans, including addressing
questions regarding a 1976 Preservation Board loan to a museum in Miami. Looking ahead, the
library plans to resume transfer and deaccessioning processes and is compiling a new list for the
E/I/HP Committee. Metadata for slide collections is nearly complete and will soon be available in
the UF Digital Collections. The library is also hosting various students and faculty for research
purposes.

5. PISA Update — Linda Dixon reported for Cleary Larkin & Linda Stevenson
The team is preparing a landscape resiliency report on the de Mesa House in collaboration with
the UF Center for Conservation and Planning, and continuing their work on preparing Historic
Structure Reports for several of our buildings
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6. Construction Update — Billy Triay
Billy Triay reported ongoing termite remediation at multiple buildings, including the Historic
Society. A gravel-pave parking lot was completed, allowing water to drain naturally at a lower cost
than asphalt or concrete. HVAC work is in progress across several properties, with the library
system set for replacement. Painting, patching, and repairs have begun or are being initiated,
including a project at the two entrance doors of the Governor’s House that intends to use traditional
linseed oil treatment. Atwater inquired about facility inventories and projected capital
expenditures. Billy noted that some inventory exists, with ongoing efforts to expand it. Roof
conditions are easier to forecast, while other repairs are more difficult to estimate, though a 3—5
year facilities forecast is anticipated. The chair requested an Excel sheet listing all needed
equipment repairs, and Billy agreed to prepare a plan. Linda clarified that the board is not
responsible for building equipement on properties that are commercially rented out, so the
inventory is fairly small. Herschel applauded the move toward traditional methods, and he noted
that old shake shingles, if installed properly have documented lasting 80 years due to the ability to
breathe.

7. History Festival 2025 — Linda Dixon for Roger Smith

Linda read Roger’s report for the record: "The 2026 St. Augustine History Festival promises to be
the most enthusiastic yet. In addition to a 100% return rate from past participants, we have a very
strong promotional theme to tap into: the 250th anniversary of the birth of our nation. Many of
our venues are focusing on St. Augustine's involvement in the American Revolution (the basis of
my own Ph.D. dissertation in 2011) and the significance of St. Augustine to both sides - George
Washington wrote a multitude of letters to his general staff and the Continental Congress citing
St. Augustine as either a military target or a military concern, while congress authorized invasions
into East Florida five times. The St. Augustine Lighthouse brought attention to this information
during the city's 450th celebration in 2015, and venues are looking to build upon this in 2026. I
will be heavily involved in helping various sites find their voice in this celebration."

8. VCB Report — Linda Dixon for Susan Phillips
Linda reported that Susan sends her regrets but is attending to urgent family business.

9. UFHSA Admin Report — Linda Dixon

a) Vickers Exhibit Update -The new exihibit from the Vickers Collection, “Wild Waters” is open
and everyone is invited to tour it after the meeting. The team is excited to continue
collaborating with the Harn Museum.

b) Slip & Fall Claim-In August of last year, a slip and fall claim was received. The City of St.
Augustine’s insurance denied the claim. Morgan & Morgan are no longer representing the
case. A claim has not been filed with the State. UF’s risk management professionals expect
the claim will be dropped but there is a 2-yr statute of limitations.

¢) New Banking, JPM — The university’s transition to a new banking provider is now complete
for UFHSA, with improved online payment options now more accessible to tenants.

d) Web updates - The web updates project is about to start up.

e) Linda also reported that the Florida Humanities Council will be holding its Hall of Fame
induction on October 18" in Tampa with two former UFHSA board members being honored,
Dr. Michael Gannon and Dr. David Colburn.
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10. Other Business/Director Comments
Susan noted that Allen Lastinger’s Florida map collection has been donated to UNF where a
wonderful space has been provided to display it.

11. Spring Meeting Date
Staff will poll for available dates in January or February. It will be planned as a two-day
session on Thursday and Friday, with the possibility of a virtual option.

Meeting Adjourned at 1:06pm
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