


SANTA FE RAILYARD COMMUNITY CORPORATION

Board of Directors’ Special Meeting/Retreat
Saturday, April 12, 2008 from 10:00 am – 2:00 pm
Southwest Conference Room, St. Vincent’s Medical Center, 455 St. Michael’s Dr., Santa Fe, NM

Attending:  Board Members: Steve Robinson (President), Donald Meyer (Vice President), David Vlaming (Treasurer), Jean Berinati (Secretary), Gilbert Delgado, David Dunmar, Ellen Bradbury, Craig Barnes, Stephen Easley, Tony Hatch.
Also Attending: SFRCC: Richard Czoski (Executive Director),  Karen Keeling (Property Manager/Accountant),  and Jennifer Fox (Office Manager).  
Call to Order:  The meeting was called to order at approximately 10:20 a.m. by President, Steve Robinson.
Agenda:  The Retreat Agenda was approved unanimously, motion by Donald Meyer, 2nd by David Vlaming.
Top-Priority Items to Cover:
Steve Robinson presented a list of top-priority items to focus on at today’s Retreat:
· Public Relations
· Park, Plaza, and Alameda
· New Projects
· Board Membership
These items were also among those listed and detailed in several handouts in the packet.
2008 Challenges / Status:
FINANCIAL UPDATE
Richard explained that the termination of Primum financing has required us to negotiate debt deferral with the City.  We need to focus on assisting Railyard Company, LLC (RYCO LLC) with getting their loan and finding subtenants to fill Market Station.  Richard is confident RYCO LLC will get their loan.  Richard presented Proforma #2 (Best Case) to the City this past week, and is hopeful it will be approved by City Council.  
OFFICE SPACE/STAFFING

The SFRCC office lease has been renewed through June, 2009.  Sean Moody is definitely leaving by the end of June, but will still be in Santa Fe.  Scott Harrison can stay until at least the end of August, possibly longer – will re-assess funding situation in July.  Jean Berinati and Ellen Bradbury pointed out that they would like to organize a farewell party for them.
2008-2010 Challenges 
CONSERVATION EASEMENT - EVENT PLANNING & COMMON AREA MANAGEMENT
A letter was sent to Robert Romero on March 24, 2008 to propose amending the Lease and Management Agreement to outline our responsibilities and funding for conducting event coordination/management of the Conservation Easement area (Park, Plaza, and Alameda).  We need to request $30,000 from the City Manager to go towards event planning, and we need to get an agreement and funding resolved before summer, in order to get event coordination/management under way as soon as possible.  Robert Romero responded to the letter saying this issue is beyond his authority, it will need to go to City Council.  Steve Robinson reiterated that we need to decide what the new amendment will be and whether it will include policies and procedures.

SFRCC would prefer to do event coordination/management in the common areas, but not carry the liability/insurance issues that go with it, especially since the City has said it would prefer to handle all maintenance and security of this redevelopment area.  Jean Berinati, Ellen Bradbury, and several other Board members voiced their concern about the City’s assurance of maintenance and security.  Gilbert Delgado asked whether the City has designated a specific group/person(s) to be responsible for common area management (CAM), and if this could/should be specified in the L & M Agreement?  Richard stated that he and Karen calculated and presented the costs of CAM to the City but the City has not committed specific levels of security/maintenance.  

Steve Robinson brought up the idea of forming a “Tenant’s Group” to provide some oversight in maintaining a higher level of CAM.  Craig Barnes also suggested there be some documentation and review process on behalf of the Tenants, whereby SFRCC identifies incidents/concerns and assesses how to address them on an ongoing basis (Performance Standards).   We still have an obligation to our Tenants to ensure a high standard of maintenance and security in the common areas.  Ellen Bradbury questioned what power SFRCC has to enforce the higher level standards?  Richard expressed his concern about making legal commitments to Tenants for the areas maintained by the City because much of this will be out of our direct control.  
Steve Robinson quoted the City’s viewpoint that park maintenance in the city has improved, and they have increased security/police force.  Craig Barnes pointed out that this is not simply a “park” but a multi-use community center, complete with a railway running through it, and cannot be managed as just a park.  
Stephen Easley stated he did not believe the City would be willing to sign/agree to anything which gives SFRCC the leverage to review, critique, and demand a certain level of “performance” on their behalf.  Don Meyer suggested the possibility of keeping L & M Amendment #2 and have SFRCC subcontract the security/maintenance to the City – then we still have the right to back out or terminate the subcontract if performance does not meet our expectations.  Steve and Richard both agreed that the City would not likely subcontract to us.  Stephen Easley suggested the use of a Memorandum of Understanding (MOU) similar to what State and Federal government entities use, to specify the responsibilities and expectations of each party.  He said the MOU could be an “Addendum” to the L & M Agreement, but the advantages of the MOU include minimizing the possibility of litigation – it is not a legally-binding contract but specifies what each party has agreed to, and it is easy to make changes.  
The idea of having Tenants sign on to such an MOU or other agreement was discussed, but it was decided that it would be best to simply produce something the Tenants would support, without having them actually involved in drafting/signing the document.  Craig Barnes stressed the need to specify to the City “on behalf of our tenants” a list of concerns that need to be addressed to maintain a high level of maintenance/security.  Steve Robinson stated that whatever document we produce (MOU, Amendment to L & M Agreement, etc.), it would be beneficial to have a public review period prior to signing the document, and stipulate some sort of regular review process (perhaps every 30 days?) with participation of all involved parties.  Tony Hatch, Karen Keeling, and Richard Czoski pointed out that getting the police directly involved in this ongoing review process would be extremely helpful – possibly form a “City Committee” that could meet with us consistently?  The importance of law enforcement specifically committed to the Railyard area was also reiterated.

Craig Barnes outlined 3 major things we need to do in preparation for a Common Area Management agreement:

1. Articulate to the City the problems/issues we anticipate

2. Set up a regular review process for reporting problems with maintenance/security/event planning on an ongoing basis (maybe meet once/month?)

3. Have all parties sign an agreement  that specifies exactly who is responsible for what

Stephen Easley reiterated the effectiveness of an MOU to do this; although there is no guarantee the City would sign it, it would be a step in the right direction, especially considering the likelihood that new staff at the City will be handling these issues in the years to come and will need a guiding document (but may need to modify the Agreement) in the future.  Other Board members felt it would be better to pursue an amendment to the L & M Agreement.
OTHER PROJECTS / DISCUSSION WITH CITY RE: EXPANSION OF RESPONSIBILITIES

Richard recently met with Kathy McCormick (Economic Development & Housing Authority) and Fabian Trujillo (Economic Development) from the City of SF.  Kathy feels SFRCC would have great potential to serve as a “Development Agency” to oversee other large City projects in the future.  Although this agency might be a political subdivision of the City, it would still maintain non-profit status.  The City currently does not have anyone to execute public policy on these types of large projects.  This Development Agency would essentially perform the same tasks that SFRCC currently does: Development, Property Management, Planning, and Leasing.  The City Manager also supports a wider role for SFRCC, but this will not be vetted to City Council unless we decide to push it forward.  SFRCC would clearly need to increase staffing to the level of an agency to handle all these projects.  
The large City projects that are being considered in coming years include:

· Airport Master Plan – Fabian Trujillo stressed need for affordable industrial space in Santa Fe

· St. Michael’s Corridor (St. Francis to Cerrillos) – make it a more coherent and unified district; Agency would need to work primarily with private property owners 

· Second Street

· Northwest Quadrant – much larger area than the Railyard (600-700 acres); mostly homes but  ~1/3 would be developed for infrastructure, small commercial portion

· St. Catherine’s Redevelopment – this would be much further down the line
Stephen Easley pointed out that it is one thing for a group like SFRCC to focus on one big project, but quite another to spread out overseeing projects all over the city.  The City might need to contract out different groups for different projects, depending on the focus of the project and expertise of the group.  Jean Berinati pointed out that the Railyard has been a very community-centered project rather than a big commercial venture – not just focusing on financial gain.  Craig Barnes and Ellen Bradbury agreed with Jean that St. Catherine’s and the Airport projects would probably have more similar vision to the Railyard project in that sense, but St. Mike’s and 2nd Street are more standard development projects for economic gain.  Steve Robinson stated that he would prefer SFRCC not become a development agency but rather remain an “Agent of the City” not an “Agent for the City” – or rather, an “Agent of the Citizens” as Stephen Easley put it.  Stephen and other Board members agreed that they have been willing to serve for “free” on the Railyard project, but might not for other projects.  Steve Robinson said that SFRCC really is a huge asset to the City – they could otherwise never afford a group like this.  Stephen Easley pointed out that SFRCC would definitely not want to get involved in these other projects without verifying exactly where the funding will come from.  Craig Barnes suggested we at least keep a conversation going with Kathy McCormick about the possibility of being involved with projects like St. Catherine’s or the Airport that might be more suitable for a group like SFRCC.
DESIGNATION OF RAILYARD AS “ARTS AND CULTURAL DISTRICT”

Earlier, the Board unanimously agreed that the Railyard District is not and should not be managed as simply a “park.”  Stephen Easley stressed that we need to continue to emphasize this in our communications with the City and all other entities.  There has been a proposal to designate the Railyard as an “Arts and Cultural District.”  Under this designation, it might be possible to receive State funding.  Steve Robinson pointed out that he does not agree with this designation – it is too elitist and needs to be more comprehensive/inclusive.  This sort of designation takes away from the historical/cultural significance of the Railyard itself – it should remain as the “Railyard District.”  The Board generally agreed.  Richard reiterated the importance of getting Creative Santa Fe enabled – the City would help fund operations in exchange for services, and would likely receive some State funding as well.  
---  At 12:35 pm, attendees took a lunch break and re-convened at approximately 12:55 pm  ---
Craig Barnes asked the Board to make a decision on whether we should at least remain open to the possibility of pursuing other projects with the City, especially if it would ensure the future of current SFRCC staff careers.  Richard stated that even without new projects, current SFRCC staff will have plenty to do, and there may be some opportunities to keep current staff on longer (i.e. Scott Harrison) to work with event coordination/management.  Craig Barnes again encouraged the staff/Board to at least keep the conversation going with Kathy McCormick re: possible new projects.

Jean Berinati inquired about inactive Board members – Steve Robinson updated everyone on Cecilia Rios’ resignation in February 2008.  
PUBLIC RELATIONS
Donald Meyer reminded the PR/Marketing Committee that there is a PR meeting scheduled for next Thursday, April 17 at 4:00 pm, preceded by a Nominating Committee meeting at 3:00 to review applications from potential new Board Members.

Donald Meyer agreed with Steve Robinson’s concern about designating the Railyard as an “Arts and Cultural District” – the Railyard is something different.  Donald is learning about “Cultural Tax Districts” and the possibility of tax revenue going towards the District itself – may be applicable to the Railyard?

Execution of PR Work/Stories/Updates:  The Board expressed concern about the lack of staff/contractor devoted to carrying out public relations activities.  SFRCC hired Robyn McPeters to help generate positive press relations/contacts, but she is more of a consultant, rather than actively developing stories/updates.  Since the February PR meeting, when the PR Committee developed a list of tasks to accomplish, the following items have been addressed:

· We now have a reporter at the New Mexican dedicated to covering Railyard articles – Julie Ann Grimm
· PR Budget – has been approved
· Press Packet – we really only have a list of FAQ’s at this point
· Update Website – in progress with consultant Dominic McBride (Web Master for State)
· Photographer dedicated to Railyard stories – Erika Blumenfeld; waiting for OK/selection by Steve Robinson and Richard Czoski of photos to use in publishing
Donald Meyer (Chairman of PR/Marketing Committee) and Tony Hatch (highly experienced in PR/Marketing) will meet with Robyn McPeters this next week to discuss a new scope for her position, and ask if she is interested in pursuing a new direction with SFRCC (executing public relations activities), and if not, whether she can recommend someone?  

Human Interest Story Re: Overall History of Railyard:
SFRCC needs someone to set up interviews with the newspapers, radio, TV to get people to talk about the Railyard and its history.  Laura Banish (head of PR at the City) might be a resource for telling the Railyard story.  Steve Robinson noted that any Board member would be appropriate for these interviews and asked whether any Board members would be interested in helping tell the overall story.  Stephen Easley has several years worth of radio experience and expressed his interest in helping with radio documentation.  
Event Coordinator Position:
Tony Hatch pointed out that the SFRCC Event Coordinator is going to have a lot of minute details to deal with on a day-to-day basis, including PR-related work.  He offered to help write a detailed job description for this position, and stressed the need to hire this person as soon as possible, since we need to start organizing events now and working with tenants to meet their event needs as they begin opening up their stores/venues.  This person will need to be ready to “hit the ground running.”  Richard sent the Board a job description for the Event Coordinator at the end of March – some Board members did not see it.  Richard also reminded the Board that a separate Event Coordinator will be hired specifically to organize/manage the Grand Opening in September.  Steve Robinson pointed out that much of the Railyard will be opening up/in use well before the Grand Opening, hence the need for an Event Coordinator to be in place immediately.  Craig Barnes asked Tony Hatch if he would be willing/interested in helping oversee/guide the process of hiring the Event Coordinator, and implementing more active PR work towards storytelling and updates in the near future (working on a more consistent basis, rather than just at meetings)?  Tony Hatch agreed he would be willing to help jumpstart these processes.  Jennifer Fox asked for clarification if the Event Coordinator would ideally also serve as SFRCC’s general PR person?  Tony Hatch affirmed, but pointed out that it may be difficult to find someone with both skill sets.
Grand Opening:

The Grand Opening event currently has approximately $30,000 budget right now, plus $10,000 in private donations.  There will be many opportunities for local businesses to help subsidize the event.  Karen Keeling stressed that this is a SHARED event, between SFRCC, Trust for Public Land (TPL), and the City.  Karen contacted all tenants about the Grand Opening date and has received little to no response.  We are hoping most tenants will be able to host “open houses” for their businesses/organizations during that weekend, but not hold their own grand openings at the same time.  Most of the Grand Opening event (except the Donors Dinner) will be open to the general public.    
PARK/PLAZA/ALAMEDA – TPL STEWARDS
The TPL Stewards are a volunteer group hoping to achieve 501(c)(3) non-profit status, to focus on additional maintenance of the Park.  Jenny Parks (Regional Director of TPL) would like the Stewards to come “under SFRCC’s wing” to focus on the Park, but not have to deal with the administration of setting up a separate non-profit.  TPL and the Stewards really have the same concerns as us re: maintenance and security of the conservation easement area.  The Stewards already have some start-up funds, with assistance from TPL ($250,000), but they would probably prefer to put that towards horticulture/maintenance specifically for the Park.  The idea of bringing some of the Stewards to serve on SFRCC Board has been discussed previously and some concern has been voiced by SFRCC Board members in doing this.  David Vlaming suggested having one of the Stewards serve as an “Advisory Board Member” who would attend SFRCC meetings to represent their group.  Craig Barnes stated that the Stewards could become their own non-profit organization, but he still believes it would be worthwhile to include the Stewards as much as possible since several of them (and of course TPL) played a crucial role in establishing the Conservation Easement (including the Plaza/Alameda) to begin with – it seems only natural now that we should all flow back to working together to maintain the community conscience in the long run.  There are currently 26 members of the Stewards group, representing a diversity of backgrounds and interests (not just horticulture, although they are planning to hire a full-time horticulturist).  Steve Robinson mentioned that although the Stewards are a well-intended, passionate group, they are currently a somewhat amorphous organization, and there may be some concerns about overall leadership.  SFRCC would like the Stewards to succeed, but are just uncertain of what approach to take with them.  The Board agreed that we should at least have a real conversation with TPL and/or the Stewards to learn more about the group, and their goals/objectives.  Since TPL is the umbrella organization for the Stewards right now, the Board agreed it would be best to start with a meeting with TPL to discuss the potential role/scope of the Stewards group.

LANDMARK STATUS

In the past, SFRCC and the Landmark Committee had discussed the potential of installing a landmark in the “Triangle” parcel at the intersection of Cerrillos Road and St. Francis.  The Landmark Committee had previously proposed the installation of a torreon tower, similar to that in Pojoaque, that people could actually go into.  Gilbert Delgado asked the Board to at least keep this idea alive and keep the concept of a landmark on the back burner.  Gilbert shared photographs of other torreons in New Mexico and explained their historical significance as a security measure to warn the nearby inhabitants of raids, etc.  Gilbert also asked about the land ownership status of the triangle parcel.  Richard explained that a portion of the parcel is currently owned by the School for the Deaf, but will essentially be traded to the City for the School’s access to the Baca complex and a tie-in to the hike/bike trail.  Richard warned that the City may want to do something else with the triangle parcel and is not obligated to give it to SFRCC for placement of a landmark or any other use.
NEXT RETREAT

The Board agreed to hold another Retreat in ~3 months, and Steve Robinson recommended the Board try to gather for Retreats on a quarterly basis. 
Public Comments:  None – No public attendees present.
Being no further request for business, David Vlaming made a motion to adjourn the meeting, 2nd by Ellen Bradbury, and Steve Robinson adjourned the meeting at 2:15 p.m.
Respectfully submitted,
Jennifer E. Fox, Office Manager/Administrative Assistant
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