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PUBLIC WORKS COMMITTEE

The Public Works Committee of the City of Raleigh met in regular session on Wednesday, June 25, 2008, at 4:30 p.m., in the City Council Chamber, Room 201 of the Raleigh Municipal Building, Avery C. Upchurch Government Complex, 222 West Hargett Street, Raleigh, North Carolina with the following present:

      Committee




Staff
Mr. Stephenson, Presiding


Public Works Director Dawson

Ms. Baldwin




Deputy City Attorney Botvinick








Senior Parks Planner Shouse

        Absent:




Parks Director Sauer







Athletics Programs Director Bailey

Mr. Koopman




Parks Design Administrator Schindler

These are summary minutes unless otherwise indicated.

Mr. Stephenson called the meeting and Ms. Baldwin led in the recitation of the Pledge of Allegiance; after which the following items were discussed with actions taken as shown.

Item #07-06 – Water Conservation Measures.  This item was last discussed at during the January 30, 2008 Public Works Committee meeting and held over for further discussion.  Mr. Stephenson noted since water conservation mission has been formed the issues under this item are now being discussed there.  Mr. Stephenson moved that the item be reported out with no action taken.  His motion was seconded by Ms. Baldwin and put to a vote which passed unanimously (Koopman absent).  Mr. Stephenson ruled the motion adopted.

Item #07-26 – NRAA – Park Planning Process.  During the June 17 City Council meeting this item was referred to the committee for further discussion.  David Shouse, Senior Parks Planner presented the following report.

As part of the City Council and Public Works Committee discussion on the North Raleigh Community Center (2007 Park Bond) in December and January, direction was provided to staff on the North Wake Landfill (NWLF) and the Northeast Raleigh Active Recreation item (also 2007 Park Bond).  City staff is currently involved in inter-agency planning with staff from Wake County and the Board of Education to bring forward a Development Plan for the “borrow site” of the NWLF.  The Development Plan will propose how to implement the conceptual Master Plan for the borrow site (the “NWLF Post Closure Land Use Master Plan”) presented to the County Commissioners in 2006 and attached here for reference.  The Master Plan for the 43-acre “borrow site” was revised slightly in 2007 with public input to accommodate a new school building footprint and a Wake County EMS station.  The Development Plan report is intended to include recombination, jurisdiction, cost estimates and cost sharing recommendations for further review by all three government entities prior to proceeding with major investments.  Time frame for the Development Plan is several months (late summer 2008).  The County Commissioners will be presented with the Inter Local Agreement for the Development Plan at their Monday, June 16 meeting. 
At its January 22, 2008 meeting, Councilors also requested information relative to developing partnerships for Northeast Raleigh Active Recreation: 
The [Public Works] Committee further recommends staff bring proposals to the City Council on to how to best create a public-private partnership with a nonprofit group called the North Raleigh Athletic Association (NRAA) with the specific intent of having the NRAA be an active participant in the development, staffing, and management of the multi-purpose athletic fields and facilities that are a key component of the proposed active recreation facilities on the North Wake Landfill. 
Staff has previously reported that to effectively evaluate any proposal for public-private partnerships on a capital project of the scope and complexity of the NWLF that further research is needed, as well as the support and agreement of the governing entities involved.  The Development Plan should provide the basis for this discussion.  
CITY OF RALEIGH OPEN SPACE FIELD RESERVATION POLICY 

In the case of public-private partnerships the Parks and Recreation does have considerable experience from which to draw on.  A similar situation to the proposed partnership with the North Raleigh Athletic Association (NIRAA) was the foundation for a Council-adopted open space reservation policy in 2005 that addresses a tier of program/activity providers, dates, level of service expected, and other parameters.  A copy of the Council minutes outlining the program is attached for reference.  In general, this program was fully vetted through the Parks, Recreation and Greenway Advisory Board and appears to successfully provide equitable and fair access to publicly owned and managed open space fields and meets the specific needs of a diverse group of private partners as well as the City of Raleigh public programs.
CONCERNS TO BE ADDRESSED 

1)
Discussion of capital development partnerships with private groups prior to agreement of the three public agencies involved in the NWLF is premature.  Agreement on terms of conveyance, cost sharing or joint use have not been reached. 
2)
The level of use and financial arrangement for the operational aspect of NWLF will require a commitment to subsidize the exclusive use of public space for a private program. 
3)
Initial proposals by the NRAA advocate exclusive use of public fields that would preclude use by an established City-wide Raleigh Parks and Recreation football program. City of Raleigh programs seek to provide equitable facilities, equipment, fees and administrative support across the entire geographic region of the City.  The City of Raleigh Parks and Recreation Department is challenged to meet demands for open space for a variety or organized programs while balancing the public desires for maintaining tree cover. 
4)
Negotiating for capital development partnership of a public facility may set a precedent for park master plans or development of other facilities; implications should be carefully considered to provide the most efficient and equitable use of public funds.  An early proposal from NRAA included selling sponsorships that would guarantee names on plaques, fences, signs or facilities, free admission to events for family members, and waiver of fees for program participants.  Also, the proposed baseball field at the NWLF could be subject to the same pressure as the multipurpose/football fields at the center of this discussion. 
5)
Pursuing exclusive use agreements of public athletic field space is inconsistent with the Council adopted Open Space Field Reservation Policy.  This policy successfully facilitated 128 rental arrangements (1,700 individual bookings) in Fiscal Year 2007 and 190 rentals (2,502 individual bookings) in FY 2008.  Growth in programs is expected to continue; we are adding four teams to our football program this year due to increased demand. 
6)
The level of development ultimately being considered for the NWLF multipurpose/football fields (lights, artificial turf?) is higher than any of the facilities that City of Raleigh programs use now. Our football program, for instance, is conducted on the outfields of baseball or softball fields. 
7)
The NRAA understood a commitment by Wake County, through a master planning process, to include them in the development, programming and management of the multipurpose/football facilities at the NWLF. Wake County has made clear its intention to sell the majority of the NWLF borrow site and divest itself from any operation of the site. 
RECOMMENDATION 

Parks and Recreation recommends that any proposal for partnerships for capital development of the NWLF should take into consideration the full financial exposure of acquiring, planning, permitting, constructing and operating the facilities for public use.  
Parks and Recreation further recommends that consideration for use of the facilities at the NWLF follow the program adopted by City Council, attached, for the equal and equitable access and use of open space for field sports. 

Mr. Shouse submitted a map showing the locations of the various organizations that utilize the City facilities for their practices and games.  He pointed out not all participants in the programs are city residents and they therefore pay higher fees for participation.  He talked about how the City’s open field policy contrasts with private organization for the fields use.

Mr. Stephenson noted the City does not have any regulation size football fields and that the majority of the fields are used for soccer.  Jane Bailey, Parks Athletics Program Director, pointed out the City does have a regulation size football field located at Buffalo Road Park.  She stated the majority of football games and practices are played on smaller scale fields of 70 yards in length and noted the City has nine such fields for this use.  She stated up to three teams at a time use the fields for practice in order to maximize available space.  

Mr. Stephenson questioned how the current City policy applies with the Capital Area Soccer League (CASL).  Mr. Stephenson questioned how this applies to CASL with Mr. Shouse discussing the history of CASL’s agreement with the City regarding use of city fields.  He stated in 2004 CASL wanted more access to the fields with other organizations also requesting more access.  He stated the result the result was staff conducting the study and the result was a policy that establishes a tier of users that included the expectations of the quality of the playing surface and its maintenance.  He pointed out CASL participates in this program.

Parks Director Diane Sauer talked further about CASL and its participation in the City’s open space policy.

Ms. Bailey indicated the majority of her work involves working with organizations making field reservations.  She submitted a packet containing information on past and future uses of City athletic facilities the procedures for rental.  In response to questions, Ms. Bailey stated that CASL still rents City facilities and pays approximately $15,000 per year for the use of six fields for practice space.  She pointed out CASL participants in the City’s open space policy in the youth/nonprofit tier.  Mr. Stephenson pointed out CASL developed resources to build its own playing fields with Parks Director Sauer indicating CASL still uses City fields for practice but pays for their use.  Mr. Stephenson questioned CASL’s previous agreements with the City with Ms. Bailey talking about how CASL had an exclusive use of certain fields and was in charge of their maintenance; however, during this period other organizations began requesting access to the same fields.  Mr. Shouse noted that CASL also uses county facilities for its practices.  Mr. Stephenson talked about the possibility of North Raleigh Athletic Association (NRAA) programs shifting to the City of Raleigh. 

Ms. Baldwin talked about a previous proposed public/private agreement with the Audubon Society regarding naming rights for facilities such as the new aquatics center and stated the City needs to consider the implications of such an agreement.  

Mr. Stephenson talked about Item #6 in Mr. Shouse’s report and questioned whether the use of artificial turf would work in this situation and whether it could be applied elsewhere.  Mr. Shouse stated staff’s greatest concern is dedicating a greater quality level development for use by a private group.

Ms. Baldwin talked about the issue of exclusivity and questioned whether this would be a priority type agreement with Mr. Shouse responding in the affirmative; however, the City would have to maintain a balance of facilities quality with other organizations.  In response to questions, Mr. Shouse stated Staff did not know what the cost for development would be pointing out it would cost approximately $200,000 just for the sewer access.  The cost for the development and acquisition of the site and how the NRAA and Wake County contribute to the cost was discussed.

Mr. Stephenson indicated he received an email from Doug Herakovich, Director of the North Raleigh Athletic Association, which reads as follows:

It is my understanding that the NRAA’s role at the NWLF site may be revisited at the upcoming Public Works Committee meeting. I thought it might be helpful at this point to review the NRAA, and our goals for the property. 


We greatly appreciate all of your support up until this point.  It is our hope that you will consider passing a motion along the lines of the following: 


The Committee directs the City Staff to negotiate the details of a lease agreement with the North Raleigh Athletic Association within the next 30 days.  The lease will cover three multi-purpose/football flelds that will be built at the North Wake Landfill.  The NRAA will contribute $200,000 to the construction costs, and the lease will give them the use of the fields from August 1 until December 1 each year.  It will be a 30-year lease.  The NRAA will pay $1 per year and the organization will maintain the fields during the group’s four-month window.  The NRAA will have an option to continue the lease when it expires. 
Furthermore, the Committee directs the City Staff to meet with the NRAA in the hopes of developing a plan to add improvements to the property including synthetic turf and lights; as well as a plan to sell sponsorship opportunities at the site. 
The North Raleigh Athletic Association 
The NRAA1s a non-profit, totally volunteer organization that has served as an asset to the community for over 20 years.  In recent years, the NRAA has provided Pop Warner football and cheerleading opportunities to approximately 500 children each fall.  Every year, more than 60 adults contribute over 100 hours of their time to assist these children as coaches and administrators. Unfortunately, we have been forced to turn children away in recent years due to a lack of field space. 
The North Raleigh Bulldog teams currently practice and play at four different sites.  This separation creates difficult transportation issues for parents with multiple children in the program.  More importantly, two of these sites are on public school land.  While we have an outstanding relationship with the current administrations at these schools, a change in leadership at a school could bring an end to our use of that facility.  If one school shuts us out this fall, we would have to cut 100 to 120 children from our program.  For these reasons, we are desperate to find a secure home for the Bulldogs. 
The NRAA has always served as a quality partner wherever we have played.  We have consistently been saluted for our efforts in respecting and maintaining those facilities, and we would do everything in our power to develop a similar relationship with the City of Raleigh. 
Wake County conducted an extensive public process to gauge the interests of the local citizens in regards to the Landfill property.  Every step of the way, the public strongly supported the concept of the NRAA playing football on three fields at the site.  It is the results of the public process that make this a unique situation in regards to Raleigh’s Open Space Policy.  This, of course, was discussed at length prior to the initial Committee vote on the Landfill. 
From a financial perspective, it is our contention that the presence of the NRAA saves the City of Raleigh a considerable amount of money each year.  Hypothetically, if the NRAA were dissolved and our 500 members joined the city program, we believe that would cost the city approximately $50,000 per year.  While no one could compute an exact figure, $100 per football player is an educated guess.  The NRAA (with a volunteer staff and fundraising efforts that produce about 10 percent of our annual budget) charges $165 for tackle football players. The City of Raleigh charges about $45. 
The NRAA’s Basic Needs 

The NRAA seeks a long-term agreement that will allow us to use three regulation sized football fields from August 1 through December 1 each year at the NWLF site.  Three simple grass fields without lights would provide our program with the stability we desperately need.  If this approach is taken, we would request that room is left open on one field for the potential addition of lights, simple portable bleachers, and a small “press box” with a storage facility on the ground floor. 
The NRAA is prepared to make a financial contribution of $200,000 toward the construction costs, and we are prepared to maintain the fields during the four-month period when we are using them.  If mutually-agreed upon upgrades are made to the facility at a later date, we would be prepared to contribute to those projects. 
The NRAA would need the right to post temporary sponsorship banners at the fields when we are using the facility. 
The NRAA’s Dream For the Borrowed Site 

The NRAA firmly believes that the most economical use of the space would be to put synthetic turf on multiple fields, and to have lights at those fields.  There would be considerable savings on maintenance fees and water; and one synthetic turf field equates to about three grass fields in terms of allowable playing time.  When you weigh the cost of land in the Raleigh area along with the cost of producing an infrastructure for such a facility, the extra up-front expense for synthetic turf would seem to be a wise use of finding. 
During the fall, we are confident that we could share synthetic fields with other entities (including city programs) without interrupting our program or degrading the fields.  Such a facility would be a tremendous boost for the entire City. 
The initial cost of the synthetic turf could be defrayed in a number of ways.  Most notably, the national Pop Warner offices and the NFL have combined to offer an annual grant specifically for programs that install synthetic turf; with awards up to $200,000 (http://www.lisc.org/docs/2007-nfl-rfp.doc).
The NRAA would also like to have the ability to sell sponsorship rights.  A number of businesses have expressed an interest in making significant donations to the project, but they would like to have some sort of simple recognition of their gift at the site.  One 
company that installs synthetic turf fields has also expressed an interest in serving as a sponsor. 
The NRAA (and other youth groups) would like to see a track placed around one of the fields. Additional funding for this project could be secured from a local youth track club. 
Mr. Stephen questioned if staff is addressing the issues brought up by Mr. Herakovich with Parks Director Sauer indicating staff is currently discussing Mr. Herakovich’s concerns.

Doug Herakovich, Director of the North Raleigh Athletic Association, indicated his organization is not trying to create a new policy.  He stated “give us dirt and we’ll grow the grass” and indicated his organization would be happy with that.  He stated the City would not have to provide lights nor bleachers in that his organization will work out that part.

Discussion took place regarding the amount if time required by the NRAA for fields’ use and how the City can also utilize the fields for its programs. 

Discussion took place regarding the possibility of the City entering into a public/private partnership agreement with the North Raleigh Athletic Association with Mr. Herakovich indicating his organization is willing to do so to enter into such an agreement.

Discussion took place regarding the benefits of installing artificial turf fields with lights with Mr. Herakovich pointing out to install an artificial turf field on one field would cost an additional $600,000; however, the cost could be recuperated through the maintenance of the field.  He noted the lift of one artificial turf field equals the life of three natural grass fields.  He talked about how even with his organization’s use of the field for the month of August through the end of November there will be plenty of time left over for the City to use the fields for other sports.

Further discussion took place regarding the NRAA’s requirement for use of the fields from August 1 through December 1 of each year.  Ms. Baldwin questioned how many children participate in the program with Mr. Herakovich indicating at the present time approximately 500 children participate in the program; however, they turn away children each year due to the lack of space.  He indicated his team proposes to expand the program to have up to teams practicing on each field.  In response to questioning, Mr. Herakovich stated his organization plans to field approximately 18 teams, and talked about the number of practices and weekly games to be held on the field.  Mr. Stephenson questioned if the NRAA participates in the City’s open space policy with Mr. Herakovich responding in the negative stated the organization currently uses and, referring to his email, stated the organization uses three different school facilities.  He pointed out the organization has no written agreement with the school system; however, they do submit proof of liability insurance each year.  He pointed out their use of the facilities could be terminated at any time.

Ms. Baldwin questioned how far along staff has been in discussion with NRAA with Mr. Shouse responding that he met briefly with Mr. Herakovich just before this meeting.  He stated staff’s position is that it does not know what the total cost will be for the structure and infrastructure of the facilities.  Brief discussion took place regarding the amount of cost involved with the acquisition and development of the proposed three fields.  Public Works Director Carl Dawson questioned if there are discussions taken place for an agreement with Mr. Shouse responding that there is a current payment in discussion between the City, the county, and the school system.

Discussion took place regarding the cost of the facilities and whether the City will benefit from such an investment.  

Mr. Shouse suggested that the City development a request for proposals to see what other organizations would be willing to participate in such a venture with Ms. Baldwin talking about how such a proposal may require a policy change.

Mr. Stephenson talked about the recent proposal for developing the Rock Quarry Road complex and suggested that staff could gleam information from that.  He stated since Wake County is very excited about NRAA’s participation in the venture he suggested that perhaps the City locate the facilities at the Rock Quarry Road site and also get Shaw University and St. Augustine’s college to participate in the process.  

Mr. Shouse pointed out that the terms for the purchase of the property have not yet been negotiated.

Brief discussion took place with the Wake County Commissioners regarding the proposed facilities.  Mr. Stephenson talked about how the development of the cities would take place over time and how the Wake County Public School System becomes a factor in the process.  He talked about the overall cost of installing a regular grass field versus an artificial turf field and the opportunity for an increase use above the artificial turf field.

Parks Planner Wayne Schindler pointed out there is currently a moratorium on artificial turf construction due to recent concern with lead contaminations.  He talked about incidents where artificial turf fields across the northeast have been closed due to the lead contamination threat.  

Discussion took place regarding using other public/private use agreement models with Ms. Baldwin suggesting that staff talk with the staff’s sports properties indicating that organization may have some case studies that would aid in staff’s research.

Discussion took place regarding the amount of time staff needs to get the cost estimates together and develop a proposed policy change.  

Brief discussion took place regarding whether there was any agreement established between Wake County Commissioners and the North Raleigh Athletic Association.

Ms. Baldwin questioned how the North Raleigh Athletic Association plans to conduct its funding and whether the would be utilizing the services of a consultant with Mr. Herakovich responding that his organization will be doing the fund raising on its own; however, his organization does not quite have the experience to do fund raising on such a grand scale.  He stated it is hard to raise funds for uncertain possibilities pointing out the needs to have something in concrete.  He indicated Wake County suggested that the organization raise funds to that they can use and maintain a county facility on its own, and how the organization tried to raise funds for the use of the County facility; however, the county backed out of that agreement.

Ms. Baldwin talked about how the process of forming an interlocal agreement takes time with Mr. Herakovich noting that there was a motion before Council to approve such an item back in January; however, six months have passed and there are still delays.  

Discussion took place regarding the possibility of setting time lines in the development of the policy and analyzing the cost for the development and how it depends on the participation of the Wake County Commissioners.  Parks Director Sauer suggested that the Parks, Recreation and Greenway Advisory Board look at the issue with some direction from the City Council.  Brief discussion took place regarding the amount of time the Board will require to develop the policy and report its recommendations back to the committee.

Mr. Dawson pointed out that an interlocal agreement has not yet been signed.  Mr. Stephenson indicated the City would need to indicate to the Wake County Commissioners that the City is making progress on the issue and that they are doing what they can.

Ms. Sauer talked about how staff needs the time to do the proper research on the matter.  Mr. Shouse indicated staff understands Mr. Herakovich’s frustrations with Mr. Herakovich reiterating six months have passed with nothing done since the Council’s vote back in January.  He stated NRAA’s position is their situation is different than the City’s open space policy.  He talked about how public meetings have taken place where it was indicated that the public wanted the NRAA to have a place.  Mr. Herakovich indicated he did not like his organization being referred to as a private organization with Mr. Stephenson stating the proper term would be public/nonprofit.

Following further discussion Ms. Baldwin made a motion that the Council direct staff to work with the Parks Bond to develop an ad hoc committee, to develop policy, to govern public/private/public nonprofit organizations agreements with regard to public park and recreation projects.  She also moved that staff be directed to examine the fee structures for residents and nonresidents with regard to these type programs.  

Following brief discussion, Ms. Baldwin’s motion as stated was seconded by Mr. Stephenson and put to a vote which passed unanimously (Koopman absent).  Mr. Stephenson ruled the motion adopted.  

Brief discussion took place regarding bringing back the estimated cost for field installation, the inflation of artificial turf versus natural grass at the committee’s next meeting.

Adjournment.  There being no further business the meeting adjourned at 5:55 p.m.

Ralph L. Puccini

Assistant Deputy Clerk
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