


SANTA FE RAILYARD COMMUNITY CORPORATION

Board of Directors’ Special Meeting/Retreat
Saturday, January 19, 2008 from 10:00 am – 1:00 pm
Community Room, Main Branch Library, 145 Washington Street, Santa Fe, NM

Attending:  Board Members: Steve Robinson (President), Donald Meyer (Vice President), David Vlaming (Treasurer), Jean Berinati (Secretary), Gilbert Delgado, Pennington Way III, Craig Barnes, Bob Dunn, Stephen Easley, Devon Ross, Tony Hatch.
Also Attending: SFRCC: Richard Czoski (Executive Director),  Karen Keeling (Property Manager/Accountant),  Scott Harrison (Asst. Project Manager), and Jennifer Fox (Office Manager).  City of Santa Fe: Frank Romero.
Call to Order:  The meeting was called to order at approximately 10:15 a.m. by President, Steve Robinson.
Approval of Agenda
Steve Robinson asked everyone to look over the Agenda and List of Challenges (Next Five Years) and bring up any additional items they felt should be covered in this special meeting.  It was generally agreed upon that the volume of topics needing to be addressed will require additional meetings, but the highest-priority items would be focused on more heavily today. 
Executive Director’s Report/General Overview of Future Challenges:

2008 Challenges

There are two over-arching challenges SFRCC faces in the near future (2008):  

1. We are at a “Financial Crossroads”
- If we close the financing deal with Primum/RYCO LLC, we’ll be able to meet our debt obligation with the City of Santa Fe.  If not, we’ll have to restructure our debt with the City

- We also need a funding commitment from the City to prepare for the opening of the Railyard following construction and to manage/maintain the Plaza and Alameda Conservation Easement  
2. We are transitioning from a construction/leasing/development organization to a property management and (likely) event coordination organization
SFRCC’s infrastructure construction obligations will be completed by mid to late summer, including landscaping.  There are several tenant buildings under construction in North Railyard, and one starting in the Baca area with more expected in the next few months.  Our focus to date has been entitlement, getting the infrastructure built, and getting parcels leased out – there are only 4 parcels left to lease at Baca.  

Plaza and Alameda Conservation Easement (Amendment #2 in Lease & Management Agreement)

Right now we are responsible for maintenance of the Plaza and Alameda north of Paseo de Peralta.  During the current construction phase, this has not been a big issue, however once these “common areas” are open to the public, up and running, it will require a major shift in responsibilities for our organization including security, cleaning, repairs, emergency/health coverage, and event coordination among other things.  We have a budget of $600,000/year to maintain this area.  In addition to Farmer’s Market vendors, we project 100-125 additional vendors to set up in this area during the weekends.  Karen and Richard calculated the cost per booth per day to maintain in this area, and there are concerns that the cost will be unsustainable for most vendors.
We never officially received funding from the City for March – June 2008, during which time we need to prepare for opening up the Plaza and Alameda following construction.  Without the funding, we have no means of carrying out the responsibility of managing/maintaining these common areas.  The Executive Committee has written a letter to Mayor Coss requesting a meeting with the City to ensure its commitment to fund SFRCC the management/maintenance of the Plaza and Alameda.  If it is unable to do so, SFRCC will withdraw its responsibility (with a 60-day notice) to manage the area as per Amendment #2 in the Lease and Management Agreement.  It is hoped that SFRCC can meet with the Mayor and City Council on this issue as soon as possible.  It is possible the City may decide to manage the Plaza and Alameda itself, but assuming we get the funding to do it, our shift in responsibilities is ultimately going to change our staff, mission, and skill requirements as an organization.  If event coordination and common area management (CAM) become our responsibility, SFRCC will need to hire additional staff, for example an Event Coordinator, to meet those skill requirements (see further discussion under “High-Priority Issues” below). 
PARK – once TPL completes development of the Park, it no longer has responsibility for it.  It remains to be seen who will manage it at that point.  There is a citizen’s group of “Stewards” interested in overseeing management of the Park.  It is possible the Stewards group could obtain non-profit status as a conservancy group and raise funds to maintain/manage the Park, but no clear sign of this happening yet.  Even though SFRCC is not responsible for the Park, it is still intrinsically linked to the other common areas (Plaza & Alameda) that we are responsible for.
In general, this summer/fall 2008 is really a critical period of “first impressions” of the Railyard to both locals and visitors in regards to their experience with the outcome of this project – we need to generate positive press, and having the proper maintenance, security, etc. in place by then is crucial.

2008-2010 Challenges (President’s List developed with Board) – Highlighted items represent “highest priority” as determined by the Board
1. Property Management (our core mission at this point)

· Tenants

· CAM

2. RYCO LLC / Primum Administration
· Important deal to fund Market Station/Theater complex – should be signed in the next 6-8 weeks if all goes through

· Sale leaseback mechanism has taken enormous amount of time and will require continuous administration of numerous legal documents in the years to come – need to have someone experienced with property management, finance, and loan administration to track this in detail, above and beyond all other property/loan management in the Railyard
· This is a unique financing situation for Primum

· RYCO LLC will need to take on professional property management versed in legal and administrative detail to service this loan

3. New Leases

· 4 remaining (all at Baca)

4. Infrastructure Construction (NMFA funds)

· Everything on schedule and according to budget (congrats to Sean and Scott for a superb job!); construction will be done this spring, but landscaping, paperwork, administration will likely continue through end of 2008
5. Public Relations
· Grand Opening – Met with TPL 1/17/08 to discuss; original date for Park Grand Opening was slated for the July 4th holiday, but TPL has agreed to delay it and parallel ours; the weekend of Sept. 13-14, 2008 was agreed upon by both organizations as best timing
· Hired Robyn McPeters to help get positive press out with the newspapers

· Board members reiterated that ongoing good PR is critical, well beyond the Grand Opening and any Event Coordination, when all the day-to-day issues arise on a constant basis, particularly in the Conservation Easement areas (Park, Plaza, Alameda) 
6. Financials – 20-Year
· Best case/worst case scenarios depending on Primum deal
· Need to create financials (with regards to the Lease and Management Agreement) that would be available to the public if the L & M Agreement was amended.
· Restructuring our debt to the City – best to do by May 2008, before City’s Head of Finance, Kathryn Raveling, retires

7. Conservation Easement – Park, Plaza, and Alameda
· Plaza & Alameda – Everything north of Paseo de Peralta is in our Leasehold per Amendment #2 of the Lease and Management Agreement; TPL would like SFRCC to take over management of the Park as well
· Need to meet with the Mayor/City Council immediately to ensure funding to maintain/manage these common areas by May/June

· See additional discussion notes from “Focus on High-Priority Issues” below

8. Staffing
· Will need to wait until we know about Primum financing and Plaza/Alameda funding to decide on staffing needs

· If the above financing/funding goes through, will need additional staff with experience in project management, loan administration, real estate development, and event coordination
9. Board Membership

· As with staffing (above), any change in Board membership is going to depend on whether SFRCC remains responsible for maintaining/managing common areas in the Conservation Easement, and whether the Primum financing for Market Station goes through

10. Office Space

· SFRCC would ideally be located somewhere in the Railyard, particularly if we are responsible for the Plaza and Alameda, but this is not sorted out yet 

11. Master Timeline

· All these big issues are inter-connected and it may be necessary to put together a master timeline to show what will be happening when so we can plan accordingly

12. Other Projects

· City believes SFRCC has been doing such a good job with this large-scale, public-involved project, that they may want us to be involved in future Civic projects, e.g. the expansion of the Airport, St. Katherine’s, and NW Quadrant development
Focus on High-Priority Issues from Above List
Board agrees this is just a start for detailed discussion of the above highest-priority issues – most of these issues will need to be further addressed in future Committee and Board meetings 

Item #7. Conservation Easement – Park, Plaza, and Alameda

· Board has decided to have Richard Czoski attend upcoming TPL Retreat to represent SFRCC and our responsibilities for the Cons. Easement (Plaza & Alameda)
· Assuming the City funds us the $600,000 (per Amendment #2 of Lease and Management Agreement) to manage/maintain the Plaza and Alameda north of Paseo de Peralta, what exactly are our responsibilities there?

· Suby Bowden has been hired to coordinate all of the source documents to be used in the formulation of a policies and procedures manual for the Plaza and Alameda
· TPL will not be responsible for any maintenance once the Park construction is complete, however they are just as concerned as SFRCC about the future management of the Easement areas.  The “Stewards” are not part of the TPL Working Group (Brian Drypolcher of TPL is just serving as a spokesperson of sorts for them now).  It is uncertain at this point if or how exactly the “Stewards” will be involved in Park maintenance and what their relationship might be to SFRCC if they become further established 
· New SFRCC Staff is needed to manage/maintain Conservation Easement area – see next focus item (#8) below
· Autonomy in the management of the Plaza and Alameda 
· Arts Commission

· Contract for maintenance – Security, Day porters?

Item #8. Staffing
· SFRCC will need new staff member to manage Conservation Easement area (at least Plaza/Alameda) if that remains our responsibility.  Person will need skills in coordinating large indoor and outdoor events including advertising/marketing, pre-qualifying vendors for events, and work on staggered schedule (Wed.–Sun.?).  Prefer someone with both large-scale retail experience (e.g. “Mall”) as well as local arts/cultural experience (e.g. Lensic).  Person will need to work well with Exec. Director and Property Manager/Accountant on all other ongoing property management issues, as well as with tenants: coordinating with tenants on their special events and needs, coordinating use of space for other events (e.g. use of Farmer’s Market on non-Market days), scouting upcoming events/vendors in the off-season, etc.

· Need to have new staff in place by May 2008, in order to plan for the opening of the Railyard in June – need to start preparing a job description/advertising


Item #5. Public Relations
· Robyn McPeters was hired to help with positive press relations/contacts; she also helped with the April 2006 Ground-Breaking.  
· Negative Press - Board pointed out that we’ll need assistance on responding to this – would require coordinating with all other parties/organizations/agencies involved.  Need to identify who is responsible for what, who should respond to what, etc.
· Packet of Materials – to make available to the public on the history and development of the Railyard (what it is) and SFRCC (how it came to be)
· Crisis/Disaster Management – Internal preparation; consult with other large-scale projects?
· Documentary of Whole Railyard Story
Focus on personal stories of all the people that have been involved in the development of this community-driven project – history, milestones, etc.  Could be project for Community College Interns? 
· Special issue in newspapers – New Mexican supplement with TPL
· Book
· Photographs – New and archived (UNM)
· TV Documentary – Bill Fields? NM State Film Office?
· Radio, Audio Essay – NPR (“This American Life”), KSFR (Mary Charlotte morning program), KUNM, KSFR (Simon Brackley, Chamber of Commerce), Que Suave, Richard Brandt
· Logo
Public Comments:  

None – but Frank Romero (of City of Santa Fe) was in attendance.  He was the only public attendee.
Steve Robinson adjourned the meeting at 1:20 p.m.
Respectfully submitted,
Jennifer E. Fox, Office Manager/Administrative Assistant
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