Minutes of Conference Call Meeting of 1 June 2006

Task Force on Funding for Long-Term Maintenance and Operation

Of Michigan Trailways Planning Partnership

Present: Annamarie Bauer (facilitator), Phil Wells (moderator), Sharen Kessler, Sherlynn Everly, Stephany Diana, Jennifer Hill, Chuck Nelson, Meg Steele (scribe)

Phil called meeting to order at 9:09 a.m.

Phil: 3 key aspects to today’s agenda: 

(1) Review guidance documents that Nancy sent to everybody

(2) Revise issue statement 

(3) Decide where & how we can get more info to help us do our job better. 

(1) Review Guidance Documents

Nancy e-mailed these documents to everybody. In early May, Phil and Annamarie participated in moderator/facilitator phone training at which m/f’s went over (and revised) these documents. Phil’s May 25 e-mail to the LMO group provided background/thoughts from the training & the documents.

“Connecting MI: A State Trailway Planning Partnership”  

Leadership team (Nancy/Barbara/Anita) decided that we would use the term “trailways” (defined by the Michigan Trailways Act as a “land corridor that features a broad trail capable of accommodating a variety of public recreation uses”). 

? & Phil & Annamarie: But not limited to recreation only. Trailways can be used for commuting and other utilitarian purposes. MDOT is heavily involved in funding and they require transportation spin (on purpose/intention of facility) when you are seeking money. Will point this definition issue out to Nancy Krupiarz.

---------------------------

Annamarie went over “operating guidelines” portion of document (adapted from MDOT planning process): identification of issues to come to a consensus, recap assessment of what was accomplished at kickoff meeting, decide action items and deliverable goods; respect and value each others opinion, communicate openly and candidly.

Phil went over task force participant responsibilities (bottom of page 3):

· Participant responsible to notify the moderator if they can't attend a task meeting, and identify a substitute if possible. However, Phil is leaving it up to individual to decide if it's worthwhile to send a substitute if they can't make it. 

· “Leave your organization at the door” to achieve overall vision of group. You're not there to fight for your agency, region, user group, etc. Try to look at yourself as representative of all trail users/potential trail users. 

Process Flowchart 

Phil: Process that leadership team is suggesting is good model, but we can modify it if we see fit. The kickoff forum was April, now we're at box titled “Meeting 1–Preparation and Information.” 

Template Document

Phil: The other attachment Nancy sent, “Issue Statements” etc., we'll refer to more in future. 

(2) Revise Issue Statement

Discussed sample issue statement from another group, good model because it clearly defines the issue they are addressing.

Phil: As I discussed in my May 25 e-mail, the leadership team believes that what most of groups in Flint came up with were mission or goal/purpose statements, not issue statements. I agree. We need to look at what is the issue or problem or challenge that we are charged to address. Our statement was "To identify, develop and disseminate local, regional and state-wide resources for long-term maintenance and operations of trails," which is more a mission statement that statement of issue. 

Phil: In our group’s Flint kick-off meeting, we jumped right into solutions, goals, actions, and specific ideas for addressing the problems of operations and maintenance. In the flowchart, this doesn't get addressed until meeting 3. I think it's good to make sure we understand scope/scale of issue before we jump into solutions. 

Annamarie: Exercise the group went through at the kickoff meeting was good because it illustrated how broad the issue is. 

Issue Definition

Stephany: I'm not real clear about what it is we're trying to develop in regards to an issue statement. I'm not sure how to formulate it, I think no one knows what to do with it. 

Phil: I'll throw this out as a starting point: 

Michigan lacks adequate, stable and permanent resources to properly operate and maintain the statewide trailway system. 
I used “resources” rather than “funding” in recognition that volunteer [or inmate] labor can be an important part of picture, not just finding money. I used “trailway” to be consistent with what the team has asked all groups to do. That's a very simple statement and raises more questions than answers, but I think that's its purpose. ‘

Jennifer: I feel it may be lacking notion that the dissemination of information can be a problem. At the meeting in Flint there were people who have been doing this for a long time, and know where the money is, and others just getting started who are eager for information. Maybe add "adequately understood" 

Michigan lacks "adequately understood", stable and permanent resources to properly operate and maintain the statewide trailway system. 
Annamarie: We talked about dissemination of information. Is that really one of the issues, to get information out? Is that maybe part of our overall plan, but maybe not in the issue statement?

Jennifer (?): Communication is considered part of operations. Adding a communication component is part of operations (to me)

Phil: This leads me to think there's two (or more) parts of this, we may want to get into sub-issues. One issue is trail managers being aware of funding sources and resources that are out there and becoming more aware of it; the other part, is the possibility at the statewide/regional level of creating new resources.

Stephany: Could part of this be solved by changing “Michigan lacks” to “Michigan trail managers lack”?  A lack because of adequate knowledge would be included in this wording.

Michigan trail managers lack adequate, stable and permanent resources to properly operate and maintain the statewide trailway system. 
Jennifer: or lack access to?    

Michigan trail managers lack access to adequate, stable and permanent resources to properly operate and maintain the statewide trailway system. 
Stephany: sounds good

Phil: We can adopt a draft interim issue statement, and we can change it at the next meeting. We're not locked into it forever. 

Phil: Some people in our group in Flint were concerned with saying “statewide trail system,” because they're involved in or manage a stand-alone trail and felt that it would exclude them, because they're not physically connected to network, but that is certainly not the intent.

Chuck: could we say "trails in Michigan" to fix that problem?  

Stephany (?):  we could say local and statewide trails systems because hopefully the trails will eventually become part of system.

Jennifer:  How about if we move Michigan to the end. 

Trail managers lack access to adequate, stable and permanent resources to properly operate and maintain the Michigan trailway system. 
Annamarie: Are we all understanding that trail manager can be more than just a city trail manager, it could be a friends group, etc. 

?: Can we have a more generic reference?

Annamarie: let's leave it there and when we get the information reviewing the call we can get additional comments


We put in the word lack, do we feel that in Michigan there are adequate resources available to trail managers to maintain and operate, or do we feel there's a need for additional resources. In the issue statement it seems like it's there, we just have to find it.

Stephany: I feel that "lack access to" includes not enough resources out there (as well as) no knowledge of resources. 

Jennifer: That's my intention, that's what I hoped to say. If you think of a more clear phrase...

Sherlynn:  Folks in Lansing, do you think there are enough resources, or do there need to be more dedicated funds?

Phil:, That's for our group to decide further down the road. When you have a State Parks program that has eliminated virtually all funding for linear state parks and is looking for organizations to take on that responsibility and fund it, and having mixed success, that points to lack of funds. We could get in political debate, over whether it's lack of resources, or low priority being placed on trails. We can look at raising awareness/level of priority/increased funding 

Sherlynn: access to funding means funds are there, and we don't know how to get them. Maybe say something in terms of adequate funding. 

Phil:  We may be introducing an implication we don't want to make by adding "lacks access to." It may be clouding issues more than clarifying it. 

Sherlynn: It sounds like the money is there and we can't find it. But I don't think the money is there.

Jennifer: The notion that it's not enough to develop funding and have it exist, people need to have knowledge of it. We lack the resources themselves, but we also need to explain it to everyone. Making it a priority is part of that. That's the wordsmithing part of it

Sub-Issues

Phil: When I drafted the overall issue statement we started with today, I also drafted several sub-issues that may help to clarify the scope and scale. I could send them out if people are interested. That is one place where things like “access to information” can be raised. One of the sub-issues could be that trail managers lack awareness of existing resources or how to access them. Do people think it makes sense to pursue the idea of having sub-issues, have me send out what I came up with?

Stephany: It does make sense, helps us clarify what needs to be done. I don't know how long your list is, but I would be happy to hear it now or later, it would help clarify what we're trying to do. 

Phil: A couple examples. 

1. “MI’s mileage of developed trailways continues to grow, and thus long-term O&M requirements continue to grow as well.”

Most of us already know that but the world doesn't already know that. Audience for final report is not necessarily involved or knowing a lot about it. New trails are coming on line every year, so that issue continues to grow. How will we properly operate and maintain them over time?  

2. “Most federal, state and private funding programs and entities will not fund trailway O&M.”

They might fund initial planning, land acquisition, construction and development. We all know it but it needs to be stated because it's an aspect of the problem. We might end up with longer list than we want. 

Stephany(?): I think it's helpful, to have mini-statements to help identify more clearly where we want to go, why the issue needs to be addressed.

(3) Discuss Information Sources

Jennifer: need to look at 2 things, 


Understanding 'how much does it cost for maintenance?'  Is there an agreed upon range of cost per mile?  Cost variations in urban vs. rural trails/areas, so people can budget accordingly.

Where are those funds/labor found (lot of labor provided on volunteer basis, prison work groups)?  We captured a lot of the different ways trails are maintained, starting with having your own endowment. Did we talk about coming up with list of ideas for funding?

Chuck: There's a range of cost/maintenance standards. Example: Pere Marquette Rail-Trail (Midland County): very professional, scheduled maintenance, etc, others just use volunteer labor when people have time to get there. 


There are levels of maintenance, depending on surface, surrounding vegetation, will affect what happens to surface, negative or positive impact of vegetation; we can probably find some studies w/ a range of cost, per mile. Another thing not figured, is that paid employees often work multiple functions in a parks department; do we split out what part is related to trails? There is good info available from trails along the Missouri River, how they maintain a 10-foot wide trail etc. The resources are out there to find info about ranges of prices

Annamarie:  That was one of the brainstorming ideas, may want to bring in experts as we continue the process.

Annamarie (?): We need to identify what needs are for long-term sustainability of trail operations and maintenance. 

Jennifer: (there's a need to) quantify needs. When it's unknown, it seems like an insurmountable problem, but when you have a number it makes it easier for entities to understand the load they're taking on. 

Phil: MI Trails & Greenways Alliance has contracted w/ Public Sector Consultants in Lansing to develop a web survey on maintenance costs being sent to all trail managers in the state. Results should be in by end of June. That survey is being done mainly to help us do our job and should be extremely useful. We can look forward to the results to help us address what we're talking about.

Stephany: Does it make sense to define what we mean by maintenance?  A list of things that need to be taking care of on a trail. Is that important information for us to have in defining issue?  ex. trash barrels, collection, cutting grass, cutting back trees, etc are all important parts.

Chuck: good idea to categorize functions. In Midland they have 4 functions: trail surface, sides and banks, support facilities, and relationships with property owners.

They can add up the costs for each one 

Is security part of maintenance and operations or something else?

Vandalism creates maintenance problems, could be listed together

Phil: We're looking at all inclusive, all ongoing costs once facilities are built, including  security, enforcement, publicity. 

Jen: I think public relations is outside the scope of what we're talking about. It needs to be linked, but don't see it as part of our issue

Sherlynn: Marketing isn't maintenance, it goes to another scope 

Phil: We can quantify or have range of operations/maintenance discussed at next meeting. 

female: If our purpose here is to define issue, need to have good idea of what we're talking about with maintenance and operations. 

Phil: Some of our info gathering between now and the next meeting, and the experts we bring in, could help us define the scope & scale of our issue.

Jenn (?): For me, under operations and maintenance, our charge is the facility, we're not charged with coming up with entire budget for a friends group. What comes from support group rather than facility?

Chuck: What does it take to maintain the entire right of way, surface (paved or limestone)? The trail edge to edge of the right of way, support facilities, maintenance, boundaries with neighbors, law enforcement and security, control cleanup of litter, control vandalism

Stephany: Should we be more specific, ex. cut grass, take care of downed trees, provide trash receptacles, pick up litter, trash dumping, 

Chuck: I agree w/ above, ties in to relation w/ neighbors, fencing, vegetation, disputes over right of way etc.

??:   What does it cost to operate and maintain a trail per mile. Many trails have a manager or parks and recreation director/assistant director who spend a portion of time on management of the trail, do we take a portion of their salary, and include in cost estimate of trail?  

??:   It seems to me that's going to be contextual, different trails have different management structures. It's a reasonable question to include. It's an easier question to figure out, when you know who and how much time to allocate. To do that broadly it depends on the system, whether it's a local trail, or DNR trail, etc. It could be included as line item, but don't think we need to figure that out so much.

I think the Pere Marquette system seems terrific. I'm looking forward to survey results.

Phil: It's interesting how the survey will address that question. Will operational or just physical be covered? I would like to have someone from Midland Co (have done great job w/ trail) participate in next meeting as expert source of info. (Is Paul Pounders available?)

Chuck: Jim Schneider, from Zenia, OH, is absolutely exceptional at all aspects of trail maintenance, including law enforcement, vandalism, trail surfacing, he's very sharp. 

Annamarie: Could we get one or both to meeting? Does everyone feel that would be helpful?

Chuck: We could definitely get them, they are happy to share information, and both of them have presentations ready to go. (They use them to get budget allocation, etc.)

Annamarie: I think it would be valuable to combine them with the results of survey, have them reflect on the survey results.

Stephany(?): The survey isn't concluded until the end of June, can we wait that long?

Phil:  The flow chart suggests we have our next meeting in June or July, so that would still keep us on schedule if we have a meeting mid-July. It allows a little leeway and time to get results out so people could see them ahead of time.

Annamarie: We will probably identify other information needs that we have, that we will need to research and explore. We may have a meeting to research other topics that will help us. 

Stephany: I think that may be late in terms of keeping the project rolling.

Is there anything we need from survey to ask questions of the experts, any reason of having survey results before experts come in.

Jennifer: Having them in the room, they can reflect on the survey results, if we sat and talked, we already know what we know, so we would cover all of our bases in one meeting, instead of having one meeting with them and then one about survey. The survey is so important to what we want to accomplish, I'd rather have one meeting that gets more accomplished. This data is what we need to chew on.

Annamarie (?):  We would get more out of experts’ presentations

Phil: The final conclusions meeting (meeting 4) is suggested for sometime in September, with the final report to Nancy in late September/early October. We have that much time to do our job, I think we're allowed ample time. Meeting in mid-July doesn't get us behind.

Jennifer: There is the question of identifying needs and quantifying costs. The mechanics are in place to get information, it's a question of getting new sources. Do we all agree that what exists is inadequate, particularly as needs are only going to grow?  Identifying new sources, is that an agenda item for meeting 3?  How do we want to handle research on this?

Stephany (?): Are there other states, regions that have resources we don't know about?

Chuck: There are definitely some, but it's so valuable to do a good job listing what we already have on the table, what's available and get it on a website.

Jennifer: I can take on looking at other regional approaches, other state approaches. I wasn't even aware of how much snowmobiles got. 

Phil: Example of Iowa Natural Heritage Foundation. There was great potential in Iowa for rail-trails, and the foundation has been a major player in helping make trails come about. 

Jennifer: I'd be interested in talking to a lobbyist about how they got snowmobile money passed, or a strategy to get 5 cents on a water bottle deposit, how to make that happen, or other strategies about creation of new sources of funding. 

Phil: MTGA just split off from Rails-to-Trails Conservancy. RTC has people in D.C., at Trails and Greenways Clearinghouse, people who should have lot of ideas/info. Someone with RTC could be brought in to speak to us or other task groups while they're here. 

Jennifer: I'd be happy to draw up something similar, a list of options for identifying new sources of funding and categories of info we're seeking, putting an expert name to categories of info where I can. The Council of Michigan Foundations is a tremendous resource, Michigan is leader in foundations, with lots of local knowledge.

Chuck: In talking about snowmobile and ORV groups securing funding, I have knowledge about that to share. 

Phil: We could have an expert on foundations, a taxation expert (excise tax, ORV funding)  

Chuck: Non-motorized trail users have worked so hard to get general fund money that they have missed that the way to get money is you pay it (like boaters, anglers, hunters, etc. do). 

Jennifer: Between now and 14th I will send something out to people 

??:  Looking at potential sources of new funding as well as existing funding?  

Jennifer: I don't have much knowledge about existing sources of funding, it might be a more efficient use of time if someone else took that component

Chuck: I could steer you toward (some sources of info). Jim Radabaugh, state trails coordinator, is very knowledgeable and could tell you how they use existing funding

Annamarie: Jenn, talking about putting a list of potential sources on yahoo. Chuck knows  resources already out there. With Jim, what would you like to do?  Would you like him to meet with us, or post info on yahoo. etc

Jennifer:  Does the DNR have a document that lists sources of funding?

Who has info about if a friends group wants to make an application for existing funding?  

Chuck: There is no existing document

Snowmobile money comes from vehicle registration, state permits, gas tax, ORV money comes from the annual license.

Phil: Let's pull some of these things together, will need some communication after the call to clarify who's going to do what, when? We need to report out to MTGA


The next meeting will be mid-July. If we're going to bring in resource experts, it would be surprising if they were all available on the same day, I agree with the flowchart about our next meeting being an in-person meeting. We can select a date via the poll system of yahoo groups. There are lots of people (who weren't on this call) who I hope will participate in the future. 

Phil: I suggest July so we'd have the results of maintenance survey, but if there's a strong view to meet sooner than that we can meet sooner. 

Stephany: It seems like everyone disappears for a few weeks in early July. We may want to consider the last week of June. 

Jen: We could put poll up, and if it turns out that no one's available, we could change it.

Phil: Main content of next meeting is face-to-face with experts

female: So it's dependent on their schedule. 

Annamarie: Jenn, are you looking at Michigan, and what's being done in other states as well?

Jennifer: I will be looking at potential funding sources for maintenance that aren't being used right now. 

Annamarie: As you get into it, let the group know if it's too broad and you need more help.

Phil: There may be more than one meeting under “meeting 2.”  The purpose of the meeting is to gather more information about the issue we're addressing, not just potential sources, but other aspects. I think that will emerge as we go. 


If we choose we can revise/update, expand the description of the issue, we don't want to get into a debate about relative merits of one (source of funding) over another, that's for the next meeting

Closing

Phil: It's been an excellent meeting, there are things that a number of us agreed to do. There will be ongoing communications in coming weeks so that we all remember that this is happening and we all have a role to play. 

