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Executive Summary

Project Overview

The Montpelier Integrated Community Services Project was initiated early in 2016 by the
Montpelier City Council and City Manager’s office to explore ways to improve the quality,
efficiency and delivery of community programs for all ages in Montpelier now and into the
future. The study focused on four departments: the Montpelier Senior Activity Center, the
Recreation Department, the Parks and Trees Department, and the Green Mount Cemetery.

A project Steering Committee, convened by the City Manager’s office, included staff,
representatives from the city council, and volunteer members of department advisory groups,
commissions and boards. Working with a professional facilitator, this group explored
approaches to reaching the goal of building a high quality organizational system that could
strengthen customer service, build community involvement, and best meet the long-term
vision and needs of residents of all ages and abilities in the city.

As a result of their work, the Steering Committee recommends that the city transition to a
Community Services Department comprised of the current four separate and distinct
departments. The future goal would be for this Community Services Department to take
advantage of functional collaboration under a single department head, while maintaining
publicly recognizable institutions. Restructuring separate departments into a single integrated
community services department can improve programs and facilities for residents while
maintaining fiscal health. The Committee recommends that the transition process be adaptive,
flexible, and based on regular evaluation of what’s working well, and that the transition plan to
a fully integrated department take into consideration the current strengths of the departments
and staff, the high value Montpelier residents put on these programs today, and the vital role
volunteers will play in a community services department.

How We Got There: Project Process
The Steering Committed and facilitators utilized a combination of community engagement and
research to accomplish its goal of developing a set of findings and recommendations.

Community Engagement
Over 200 Montpelier residents participated in the study through one or more of the following
activities:

Personal Interviews

Project consultants interviewed 16 people representing key partners, stakeholder

groups, and program participants

Group Discussions
Project consultants conducted seven meetings with advisory groups, boards, partners,

city council and the Teen Center.




Online Survey
Project Steering Committee members conducted two online surveys that were

completed by 46 people.

Farmers Market Visioning Board
Project Steering Committee members staffed a table and visioning board at the
Montpelier Farmers Market, collecting public comments

Community Forums

Two Community visioning and listening sessions were attended by a total of 70 people.
These were held early in the project to collect input on vision for community services,
and near the close of the project to collect input on recommendations.

Research: Trends and Innovation in Community Services

The facilitators conducted personal interviews and online research with eight other
communities about their community service delivery. These were all suggested by Steering
Committee members or other Montpelier residents as being known for their innovative
approaches.

Key Findings
Vision and Values for the Future

Small City — Outstanding Services: In the future Montpelier has the brand identity of a
small city that values active living and offers an outstanding array of recreational
programs, senior services, parks, trails, and green space available and affordable to all
ages and abilities.

Well-Maintained and Modern Grounds and Facilities: Community services include well-
maintained and up to date grounds and facilities that provide year-round access to
indoor and outdoor recreational opportunities, parks, trails and green spaces, both age-
specific and intergenerational.

Strong Department Identity and Expertise: Strong relationships between staff,
participants and volunteers within senior services, parks, cemetery, and recreational
programming are maintained.

Strong Community-Building Focus and Robust Volunteerism: Community services are
supported by a growing volunteer pool and healthy collaborations among local
government and not for profit organizations.

Innovative and Efficient Management: Montpelier stands out not only for its excellent
programs, modern facilities, and historic parks and cemetery, but also for the innovative
and efficient ways in which these are managed.

Valuable Regional Hub: Montpelier’s role as a regional hub for the surrounding
communities adds value to program quality and offers a source of financial support.




Research: Patterns, Trends and Innovation in Community Services

e Parks and open spaces, recreational programming, successful senior centers are
important to shaping a town’s sense of place and are attractive to potential new
residents and businesses.

e Mergers that combine small, distinctive departments into larger departments sharing
staff and resources, and planning together, can be achieved without sacrificing the
identities and culture of the departments and programs coming together. A key to
success is visionary leadership with broad programming knowledge and interests.

e Economies of scale in the areas of grounds, equipment and facilities maintenance can
be realized in mergers.

e Reorganization efforts to be successful need adequate program staffing and funding
during the time of transition.

e Friends groups, volunteers, and community boards and commissions are vital to the
successful stewardship of parks and recreational programs.

e Strong communication and resource sharing between schools, park programs,
recreation departments, departments of public works, and key non-profit partners is
vital to long term success.

Recommendations

Organizational Structure

The vision and values described above are best served in the future by a single community
services department in which the recreation, parks, the senior activities center, and other city
and regionally-oriented community services are integrated through functional collaboration
while maintaining publicly recognizable institutions (for example, the Montpelier Senior Activity
Center).

Staff Structure

The Steering Committee recommends a single community services director reporting to the city
manager. The Community Services Director will provide a point of management contact to the
office of the City Manager and the City Council and a coordinating function for staff in areas
including annual plans and budgets, communication, events, volunteer involvement, land
stewardship and acquisition, facilities development, funding and staff evaluation. The director
should be a visionary who can relate well to all dimensions of a diverse department while
building a positive department culture; who can grow strong connections throughout the
community, who can communicate well with all key stakeholders. He or she should insure that
staff members have the resources they need. As incremental changes are made toward this
long-term vision, staffing level needs will be assessed. To significantly grow programs, some
increase in staff capacity to leverage city funding with foundation and other sources may be
needed.

Advisory Boards, Commissions and Friends Groups
Existing advisory boards and commissions should be preserved in order to provide a base of
advice, volunteer assistance, financial support, and community involvement.




Transition Planning

The Steering Committee recommends an incremental approach to implementation of the new
Community Services Department. The City Manager’s office, working with input from the
current department staff of the relevant departments, will devise transition plans, staffing plans
and budgets.

Note: The Green Mount Cemetery superintendent and commission participated in the
community services process and will continue to explore collaboration as it relates to the long-
term stewardship of the cemetery.

Project Overview
“We have a window of opportunity to think differently
about the community services we provide to the city of
Montpelier --both to enhance these services overtime and
to make the most effective use of resources.”
Jessie Baker, Assistant City Manager

“What community service offerings will attract young
families? We need to be audience focused ... in addition to
attracting new families, we want the retired population to
stay...give them options. Elders add in so many ways to
the quality of life in Montpelier, not limited to their
commitment as volunteers.”

Justin Turcotte, City Council member

Background

Early in 2016 the City of Montpelier initiated a study designed to provide, in the long-term,
integrated intergenerational community services to the residents of Montpelier. Similar
services had been provided by four separate departments: the Montpelier Senior Activity
Center, the Recreation Department, the Parks and Trees Department, and, to some extent, the
Green Mount Cemetery. The study was timely. An earlier operational audit of City departments
by Matrix, Inc. had recommended strategic mergers within these departments, and the
Recreation Department was scheduled to move from the school administration to the city in
July of 2016, increasing opportunities for collaboration between departments.

With the goal of building a high quality organizational system that could strengthen customer
service, build community involvement, and best meet the long term vision and needs of
residents of all ages and abilities in the city, manager’s office convened a Steering Committee
that included staff, representatives from the city council, and volunteer members of
department advisory groups, commissions and boards.

In May the Steering Committee began working with Confluence, a professional facilitation
team, to help manage conversations within the Steering Committee and the community at




large, including key community partners. The tasks of the facilitation team included collecting
data on innovative examples of community service organizations in other towns, and guiding
the Steering Committee to a set of long-term recommendations for consideration by the City
Council. The City Council envisioned the entire process, additionally, as an opportunity to help
draw people into Montpelier’s vibrant downtown.

The Steering Committee initially focused on the following key questions:

e What do Montpelier residents value the most in the arena of parks, recreation and
other community services and how can these currently separate departments work
together to be great? What needs to change?

e How have other communities innovated around delivery “quality of life” community
services?

e What vision does the community hold for future programs and facilities that address
long-term community health and wellbeing?

e What should the intermediate and long-term organizational structure look like for
community services? How should a new department’s budget be structured?

e What alternative funding strategies should be explored?

e Where should the services be physically located?

e How can this effort best contribute to the growth, health and vibrancy of our
community?

Over the course of discussions, the Committee identified the following goals for development
of a Community Services Department.
e Restructure Community Services to best meet vision and values
Develop long range staffing plan
Grow shared expertise
Develop unified program registration system
Strengthen communication channels with city council and the community
Develop and Implement long range facilities plan that anticipates and addresses future
needs
Develop and implement long-range unified volunteer program
e Grow community support model

Project Process

Steering Committee

The Steering Committee met regularly from May - October 2016, including a daylong retreat in
September. Working with the facilitation team, they focused on tasks including developing
guiding principles, clarifying the scope of work, receiving and reacting to reports about findings
from the consultants, and coming to consensus about recommendations. They initiated an
extensive community engagement process, as outlined on the poster advertising the process
found in Appendix A.




Steering Committee members included:

Jessie Baker, City of Montpelier Assistant City Manager

Bob Barrett, Montpelier Senior Activity Center (MSAC) Advisory Council
Geoff Beyer, Director of Montpelier Parks and Trees

Janna Clar, Director Montpelier Senior Activity Center

Alec Ellsworth, Assistant Montpelier Parks and Trees

Dan Groberg, Director of Programs and Development, MSAC
Patrick Healy, Green Mount Cemetery Director

Bill Johnson, Parks Commission

Arne McMullen, Montpelier Recreation Department Director
Janet Ressler, MSAC Advisory Council

Andrea Talentino, Recreation Advisory Board

Justin Turcotte, Montpelier City Counselor

Facilitation Team members:

Delia Clark, Confluence
Tim Traver, Confluence

The Steering Committee initially determined to offer recommendations in the following areas:

Vision and Values

Organizational Structure: Staff Structure and Levels

Boards, Commissions, and Friends Groups

Program Integration, Benefits and Examples of How to Get There

Shared Admin, Shared Web Presence (including shared online program registration) and
Shared Equipment

Outline of a Facilities Planning Process

Funding Options/Opportunities

Clear and Consistent Messaging

Plan for Phase-In Over Time

Listening Sessions and Interviews

The facilitators conducted extensive interviews and listening sessions with department staff,
volunteers, community members and key stakeholders, and commissions and boards. In all,
facilitated conversations were conducted with seven groups and twenty individuals, comprising
the following:

Visioning sessions -

Montpelier City Council

Montpelier Senior Activity Center Annual Meeting
Montpelier Senior Activity Center Advisory Council
Recreation Advisory Board

The Green Mount Cemetery Commission

The Montpelier Parks Commission

Teen Center




Personal Interviews -

Jessie Baker, City of Montpelier Assistant City Manager

Bob Barrett, MSAC Advisory Council

Tim Beavin, Brian Gallagher, Richard Angney, Vermont Mountaineers
Geoff Beyer, Director of Montpelier Parks and Trees

Janna Clar, Director Montpelier Senior Activity Center (MSAC)
Stewart Clark, resident and MSAC member, Town of Worcester
Chip Darmstadt, Director, North Branch Nature Center

Alec Ellsworth, Assistant Montpelier Parks and Trees

Dan Groberg, Director of Programs and Development MSAC
Patrick Healy, Green Mount Cemetery Director

Bill Johnson, Parks Commission

Rick Lachapelle, Foreman, Montpelier Recreation Department
Tom McArdle Director Montpelier Department of Public Works
Arne McMullen, Montpelier Recreation Department Director
Dr. Brian G. Ricca, Superintendent of Montpelier Schools

Sue Stukey, MSAC Advisory Council

Andrea Talentino, Recreation Advisory Board

Justin Turcotte, Montpelier City Counselor

Brian Tuttle, Montpelier Public Works

Interviews and listening sessions used the same or similar sets of questions. Responses were
recorded on flip charts and in some cases audio recorded. All responses under each question
were sorted and grouped. These grouped and coded responses allowed us to note areas of
strong agreement, major trends and patterns in response. Results are available in Appendix B.

The following, or similar, questions were asked at each interview/visioning session:

1. What would you like to see ideally for integrated, intergenerational services in
Montpelier 10 years out? What is your vision - your picture of an ideal future?
What key values do you feel this vision should reflect?

What currently do you feel is working well that can be built on toward this vision?

What changes do you feel are needed to arrive at this vision?

What questions or concerns to you have about this process?

What ideas do you have about future organizational structure/department integration,

or any other ideas that you would like to share at this time?

7. Who else in your department, or outside your department, do you think we should
make sure to talk to?

o ukWwnN

Online Survey
Project Steering Committee members conducted two online surveys, which were completed by

46 people. They focused on a version of the above questions. Results are both summarized and
detailed in Appendix D.




Farmers Market Visioning Board
Project Steering Committee members staffed a table and visioning board at the Montpelier
Farmers Market, collecting public comments. Results are included in Appendix B.

Community Forums

The Steering Committee hosted two Community Forums. The first, attended by 35 people, was
held early in the project to collect input on vision for community services. It focused on a
similar version of the above questions, and offered participants an opportunity to prioritize
their visions for community services in Montpelier. The results are included in Appendix C. The
second Community Forum, held toward the end of the project, solicited community input on
the draft set of recommendations presented in Appendix . Community members’ comments
are included in Appendix J and were incorporated into the final recommendations.

Overall, an estimated 200 Montpelier residents were involved in conversations about the future
of community services in Montpelier through this project.

External Research

Project consultants conducted personal interviews and online research with eight other
communities about their community service delivery. These were all suggested by Steering
Committee members or other Montpelier residents as being known for their innovative
approaches. This research is summarized in Appendices E, F, and G.

Vision and Values for Community Services in Montpelier - Findings

“Parent and teachers want options. In 5 to 10 years we
need a seamless set of after school offerings with a goal of
serving more students especially low income...space is at a
premium: while | recognize there are other needs in the
city, in winter months more space is needed.”
Dr. Brian Ricca, Superintendent of Montpelier
Schools

“Educating towns as to the value of supporting their
seniors is so important.”
Janna Clar, Director, Montpelier Senior Activities
Center

Vision and Values

Through the community engagement processes described above, came the consistent and clear
message that current community service programs and the dedication and professionalism of
staff are highly valued by Montpelier residents. The facilities, the small downtown public
spaces, playing fields, playgrounds, trails, bike paths and parks, cemetery, fitness and lifespan
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learning programs for seniors and all ages - all accomplished through partnerships and
volunteer power - are a highly valued part of life.

Montpelier residents expressed the following vision and values related to community services
in the city. These are spelled out in more detail in Appendices B, C, and D.

Small City — Outstanding Services
In the future Montpelier has the brand identity of a small city that values active living, and that
offers an outstanding array of recreational programs, senior services, parks, trails, and green
space available and affordable to all ages and abilities.
e Economic health, physical and mental wellbeing are interdependent and a core value
held by all.
Programs are affordable and accessible for all income and mobility levels.
Programs should support lifelong learning.
Recreation should be seen as re-creation.
Community services build social capital.
Youth are invited in as participants at all levels.

Well-Maintained and Modern Grounds and Facilities

Community services include well-maintained and modern grounds and facilities that provide
year-round access to indoor and outdoor recreational opportunities, parks, trails and green
spaces, both age-specific and intergenerational.

e Parks, trails, green spaces will link every neighborhood.

e A walkable, bikeable environment with opportunities for recreation and linkages up and
down the Winooski River corridor will draw many to the downtown.

e Well-maintained and improved year round recreational centers, including an indoor
pool, additional playing fields, parks, trails, and green spaces will be core parts of the
future Montpelier landscape.

® An expanded cemetery and heated bathrooms will grow the capacity of the cemetery to
do year round burials.

e Improvements to the Vermont Mountaineers stadium facilities (bathrooms, lighting
paving) and new income generating venues for the Mountaineers and Montpelier rec.
should increase revenues and attendance at Mountaineers games.

Strong Department Identity and Expertise
Strong relationships between staff, participants and volunteers within senior center, recreation,
parks, and the cemetery will grow participation among all ages and attract more public support.
® The Leadership Team should strive to build a shared, positive department culture and
identity over time.
e Highly skilled and motivated professionals will want to go to work for Montpelier
e The department will build on the public’s current positive perceptions and involvement
with city recreational lands and facilities to strengthen the public’s loyalty to and
identity with these long serving institutions.
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Strong Community-Building Focus and Robust Volunteerism
Community services will be supported by a growing volunteer pool and healthy collaborations
within city government departments, schools, and area non-profit organizations.

Partnerships with area non-profits, state and city housing and welfare agencies,
Vermont Mountaineers will expand.

After school programs, especially for later elementary aged children middle school
students will be expanded.

The future community services department will continue to be energized by a broad
network of volunteers active at every level.

Innovative and Efficient Management
Montpelier will stand out not only for its excellent programs, modern facilities, and historic
parks, but also for the innovative and efficient ways in which these are managed.

e Quality customer service will become a standard measure of success

® Program priorities will increasingly be data driven.

® One-stop online registration will become the rule.

e Cost effectiveness will be one measure of program success.

® Program evaluation will become an important tool for making future programming
decisions.

e Human resource development and high staff morale with the departments will become
vital measures to long-term success. Staff will enjoy working in ways that benefit the
health of all in Montpelier, and will not feel overwhelmed or under-resourced.

Valuable Regional Hub

Montpelier’s role as a regional hub for the surrounding communities adds value to program
guality and offers a source of financial support. It’s anticipated that Montpelier’s relationships
with surrounding communities will grow.

“The Rec Center offers a lot of variety. The programming
itself is good. BUT, a city of Montpelier’s caliber, needs to
modernize its facilities.”

from online survey

“We can have six months of winter in Vermont! And we all
have spaces we are outgrowing. In the future there would
be a shared recreational center, preferably downtown,
within walking distance of neighborhoods and schools,
with a gym and exercise room, activity rooms for classes
and offices for staff. The whole thing would be accessible.
There would be a pool... so many therapeutic uses of a pool
can help reduce health risks for people.”

Arne McMullen, Recreation Department Director
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What is Currently Working Well in Montpelier Community Services?

“The parks vision is of a park within walking distance of
every resident in Montpelier and these would be connected
by trails. To make that happen would take a huge effort,
but there is also a huge hunger for people to be able to
walk to a green place.”

Geoffrey Beyer, Director of Parks and Trees
Department

“The MSAC works very well for many activities, physical,
artistic, creative”
from online survey

Participants overall expressed the opinion that there is much that is working well across all the
current community service departments that can be maintained and built upon. Appendices B
and C cover this, as well as offering a breakdown on what participants feel is working well
department by department. Current strengths include:
e Maintaining partnerships/doing more with less
Interdepartmental: building on others expertise
Good communication within departments
Strong school relationships
Staff leadership, longevity, experience
City manager’s office is supportive
Utilization of volunteers
Program affordability
Finding diverse funding streams
Strong and effective advisory groups
Wide range of program offerings -- keeping up with demand
Effectively serving a broad cross-section of community members
Facilities relatively current

Change Needed to Reach the Vision

“Our mindset needs to shift from angst about
making Montpelier a better place to satisfaction
with how great a place we already are. We need to
shift our thinking from wanting what we currently
don’t have to celebrating who we are and what we
already have.”

from interviews
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“In the future, calls will be answered by a real
person capable of answering questions on
purchasing a plot or scheduling a burial who would
routinely forward questions to someone in my
position for final arrangements. In the future all
information on who is buried at the cemetery will
be transformed from paper file card index to
computer -- using volunteer labor.”

Patrick Healy, superintendent Green Mount

Cemetery

Staff and public participants expressed a range of concerns and opinions about areas that
would need to change to reach their ideal vision for community services in Montpelier. These
are detailed in Appendices B, and C and include:
e Communication
o Asingle hub for customers looking for calendar and program offerings.
o Improved web and social media connections
o Improved outreach and communication in the community: build community
buy-in and involvement
o Maintain community advisory groups, commissions and boards: they provide an
ear to the ground and a voice of support in the neighborhood
e Staffing
o Evaluate changing staffing needs as programs grow
o Continue the commitment to staff professional development
o Have a planin place as long serving staff consider retirement
® Programs and Services
o Improve program evaluation processes
o Maintaining focus on current age-specific audiences while working to reach new
multi-generational audiences
e Management and Leadership
o One leader model: advocacy, coordination, point of contact with city manager,
mission, staff support, team player
e Funding
o Continue to diversify funding streams
o Grow department development and leveraging capacity
o Grow program involvement and revenues from surrounding communities
e (City support
o A more sustained commitment is needed from the City Council with clear
communication of the Council’s goals and expectations.
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“I think we could also find ways to have the youth
more involved in each of these areas — ie: kids
tutoring both seniors (computer skills) and coaching
younger kids; working in parks; asking them for
their advice for the Rec programs.”

from online survey

Participants had many creative specific ideas for a range of issues from ending homelessness to
providing more programming after school for older elementary aged youth to renovating the
Barre Street Recreation Center. Many respondents to the online surveys, for example, noted
the need for youth afterschool programming, an idea that was echoed by the school
superintendent. Many spoke of the need for a renovated recreation center and additional
facilities walkable to downtown. Participants noted the need for improvements in
communication, public participation, affordability, and accessibility. Collaboration and
department integration is generally viewed positively as a way to strengthen programs,
increase innovation and improve efficiency, but consolidation is also viewed negatively as a way
“to force budget cuts.”

“My main focus and concern is the rec center -
having a 4 and 7 year old, | am very concerned
about the direction rec center is headed. Since the
city has taken over the leadership, all | seem to
hear about is budgetary concerns, NOT content
concerns.”

from online survey

External Research
We would more likely be inclined to support a grant
request from MSAC than a request from a
community services department...could the MSAC
grant from Worcester be earmarked to support
some number of memberships for lower income
residents?”

Stuart Clark, Worcester resident

Purpose of the Research

The goal was to look for patterns, trends and innovation in how community services and
“quality of life” programs, are offered across the region. The intent was to find examples of
innovation. We interviewed program directors, researched town websites and looked at
demographic data. This was a subjective approach rather than numerical data gather. Interview
notes and a chart summarizing findings by town are found in Appendix F.
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Towns Studied

We studied eight towns: (Burlington VT, Winooski VT, Hartford, VT, Lebanon NH, Keene NH,
Salem NH, Concord NH, and Augusta ME) No two towns organize and budget community
services across departments — including Public Works and Planning — the same way. And no two
towns have the same recreational, natural and historical resources. General comparisons - for
example, the per capita costs of community services across communities — are less useful than
specific examples of how department collaborations and mergers have yielded efficiency gains
or growth in the quality of programs and customer service.

Town Population | % Pop. | Median | Community Services Budget
Change | House-
Since hold
2000 Income

Winooski 7,337 10.2 44,800 $374,000 Rec budget

(does not include cemeteries, senior
centers, or parks and fields maintenance)

Montpelier | 7,755 -4.5 60,400 $1.6 million
(includes cemetery, senior center, parks
and trees and rec)

Hartford 9,952 -4 53,700 S1 million
(does not include cemeteries, school
fields, or senior center)

Lebanon 13,600 8.1 52,800 S1 million rec budget

(does not include school fields, park
maintenance, cemeteries)

(Does include farmers markets, music in
the parks, and fireworks display, summer
pool, trail trail maintenance and
development)

Augusta 18,800 .8 35,400 $1.3 million

(does not not include full-blown senior
center)

(does include city welfare programs,
library)
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Keene 23,400 2.1 47,200 $2.9 million

(does not include Keene senior center)
(includes parks, cemeteries, rec, library
staffing and maintenance of all city
owned buildings)

Salem 28,000 2.4 74,700 $650,000

(does not include cemeteries, park or rec
field maintenance -- that’s DPW)

(does include some park and rec facilities
maintenance, rec programs and very
active Senior Center)

Concord 42,000 4.3 53,600 --

Burlington | 42,000 8.5 43,300

How Montpelier Compares

Montpelier has the second lowest population and second highest household income of the
communities surveyed. It’s one of two communities in the study that has seen its population
decline since 2000. Montpelier’s current community services FTE staff of 11.2 accomplishes
much for the dollars allocated, thanks to volunteer involvement. Department budgets have not
seen increases in several years.

Only Salem NH, with a burgeoning seniors population, has a senior center comparable to
Montpelier’s in terms of numbers of programs and participation. In Salem, senior center
programs will soon be offered only to Salem residents. Burlington’s recent takeover of the Lake
Champlain Senior Center will result in an innovative use of a retire school building -- where a
day care, senior center programs and Burlington recreation programs will be housed on
separate floors.

Montpelier’s parks and recreation programs are distinctive in several ways. For example, no
community has a pool that compares to Montpelier’s CCC era pool (in size and costs to
maintain and operate) or a park such as Hubbard Park so close to the state capitol building.
Few have a collegiate summer baseball team, and fewer recreation departments maintain all-
school athletic fields.

Montpelier community services also serve the surrounding communities, boosting the
population of its catchment area (combined population of Middlesex, Moretown, Worcester
and East Montpelier adds nearly 7,000 people). As many as 25% of program participants come
from surrounding towns. Many come from out of state to watch the Mountaineers (estimated

17



at 30%) or to visit Hubbard Park and the state capitol. Several of the towns studied also serve as
important regional hubs -- particularly Keene. Hartford’s new aquatic center (development and
operated by a non-profit but owned by Hartford), and Lebanon’s Carter Witherell Center serve
multiple communities.

Patterns and Trends

The full research report in Appendices E and F contains a data table by town, raw interview
notes, and a presentation summarizing research and findings. Several findings are worth noting
here. While every town is unique demographically and in terms of their recreational assets
there are commonalities:

New multi-purpose recreation facilities (including indoor pools) have been developed by
non-profit partners (Lebanon, Hartford) and less by towns. Exception, Concord.

A heavy reliance on volunteers, friends groups, partners and leveraged financial
resources (especially smaller towns). Larger organizations can provide for better
volunteer recruitment and management.

A trend towards consolidation of small departments into larger ones with shared
administration and management leadership for economies of scale.

Stretched resources and understaffing (Augusta, Keene, Hartford, Winooski, Lebanon).
Devotion and quality of staff: the field draws public spirited, highly dedicated people
who often stay in their positions for a long time, developing deep skill sets and strong
relationships in the community (Hartford, Keene, Burlington, Lebanon, Augusta, Salem).
A trend toward moving cemeteries from DPW’s to Recreation Departments for
customer service improvements (Burlington, Keene, Augusta)

Apparent benefits to having parks managed within the same department as Recreation
programming — the aim is to reduce isolated silos of programming, grow strong cross-
department relationships, and make best use of staff and volunteer skills across the full
spectrum of recreational resources and programs.

Seamless cooperation between city departments is critical to the success of small cities
and towns (e.g. Augusta, Hartford)

For open space protection and acquisition, state and/or non-profit land trust partners
are valuable (e.g. Augusta, Lebanon, Keene, Winooski, etc)

Transitions to community services model has resulted in some consolidation of
appointed commissions.

Coordination — span of control is a great advantage to city managers with the
community services model. There are potential great efficiencies, e.g. managing all
school grounds, athletic fields and community use of school buildings by contract -
savings to schools in outlay of trucks and other equipment (Augusta, Keene).

Innovative Practices in Parks, Recreation, Senior Centers (Community Services)

Most of the towns in the study group have experienced both periods of budget contraction and
periods of growth over time. Both conditions seem to drive innovation in parks and recreation
programs which are often viewed as expendable. Some towns have seen drastic cuts in FTE
staff, others have temporarily lost all funding. But parks and recreation programs have proven
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durable and popular, particularly to families that provide program participants and volunteers.
These are some of the innovations program staff members have developed in these towns.

Winooski’s Thrive after school youth programs

Hartford’s national rec. program certification has helped Hartford attracted federal and
state grant funding

Hartford’s work integrating Department of Corrections inmates into temporary
employee positions for job training experience.

Lebanon Recreation’s new 501 c (3) Friend’s Group for special project support
Lebanon’s Carter Witherell Recreation Center (foundation supported 501 (c) 3)
Burlington’s Recreation Foundation for special projects support

Burlington’s development of a new community center that incorporates both a daycare
and 50+ programs (merger with Lake Champlain Senior Center)

Keene’s functions-based org chart (see case study in Appendix H)

Keene’s bike paths and river parks and branding as a biking destination

Keene’s maintenance and equipment shed shared between cemeteries and parks
Salem Recreation’s merger with Salem Senior Center and space sharing

Concord’s new recreational facility - open to community groups and headquarters for
Concord Recreation

Concord’s network of small community center’s

Winooski’s Obrien community center (many community organizations sharing space)
Augusta’s community services structure and the “quality of life” department mission
Burlington’s “stewardship” position

Hartford’s Upper Valley Aquatic Center, a public private partnership

Organizational Models
Research revealed three principal organizational models, outlined as examples below:

Sample Institutional Model

Leadership
and Admin

Senior

Cemeteries Recreation
Center

Parks
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Sample Functional Model

Leadership and
Admin

Facilities & Communication Programs

Grounds & Outreach B

Coordination

Sample Hybrid Model

Leadership and
Admin

Facilities &

Maintenance FERSES

Recreation Senior Center Communications
Programs

Each model has advantages. The Steering Committee looked at a range of organizational
functions, as discussed in Appendix H, and determined that ideally a functional organizational
model would best serve Montpelier’s long term needs. Many advantages were identified
including the following:

Improved communication and collaboration

More efficient budgeting, financial oversight

More funding for programs (leveraged funds and taxpayer funds)

Improved sharing of expertise across program areas

Improved customer service with shared administrative staff/single web registration
system

Ability to engage multi-generations coherently in stewardship activities

Could have baseline year-round staff to cover various high seasons (plus staff-up in
summers)

Flexibility in assigning personnel, separate small crews plus floaters, improved response
to time sensitivity project

Improved fleet management

Ease of connecting/ thinking city-wide

Improved coordination of program evaluation and offerings

Increasing public awareness of program offerings at all levels

Ease of coordination, lack of duplication

Improved outreach to surrounding communities
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e One voice/one face in public outreach
e Alignment of advisory boards and commissions (in how they function)
e Facilities needs are more likely to be met.

The goal during the transition period is to develop a department structure that is both vision-
driven and that strikes a balance between functional department integration and program
distinctiveness. In other words, it is good to be proud of and identify with the parts of the
program you’re responsible for as long as you also identify with and support the culture of the
community whole. In a highly effective community services department the strengths, culture
and current relationships, and staff skills of the individual departments would not be lost, but
many efficiencies, customer service improvements, and collaborative advantages would be
gained.

An interesting example of a successful functional approach to an org chart is Keene NH'’s
Community Services organizational chart. Parks, cemeteries, recreation programs, playing field
maintenance, and the maintenance of all city-owned buildings are run out of a community
services department. Keene is currently looking at incorporating a senior center and youth
services into the mix (see Appendix G for more information).

Recommendations

“Moving towards an intergenerational community services
department is a critical idea. A strong leader can insure
strategic program thinking, find resources, advocate for
programs.... all program heads can sit down together on a
routine basis and discussed programming. [They] can look
at the administrative jobs and workload together:
secretarial, program enrollment, membership and
fundraising, and communications/outreach
to find efficiencies/redundancies.”
Andrea Talentino, member Recreation
Department Advisory Board
Guiding Principles
The steering committee developed a set of principles to guide its consideration of various
organizational models and options:

Principle #1: Encourage integrated long-term community service planning that...
a. Is guided by an understanding of the varied needs and desires of Montpelier
residents of all ages, including interests, abilities, and economic levels;
b. Considers opportunities to serve as a regional community service hub;
c. Takes full advantage of the efficiencies inherent in an integrated approach to
administration, technology, communications, equipment, field staff and partners.
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Principle #2: Support integrated community service delivery that...
a. Offers varied programming that speaks to the diversity of needs and abilities;
b. Is technologically up to date.

Principle #3: Develop staff, volunteers, friends groups and boards/commissions that....
a. Advocate for the vision and goals of each distinct aspect of Montpelier Integrated
Community Services;
b. Continually develop and maximize the use of their knowledge, skills and interests;
c. Have a commitment to access to ongoing professional development; and
d. Communicate and collaborate consistently and effectively among one another.

Principle #4: Builds a community service delivery structure that...
a. Includes year-round facilities and programming, accessible and affordable by all;
b. Ensures a continued high quality of service;
c. Isfiscally prudent and responsible;
d. Takes full advantage of creative partnerships, funding opportunities and volunteer
contributions; and
e. Supports manageable workloads for staff, volunteers, and boards/commissions.

Principle #5: Encourage community participation that...
a. Fosters a greater understanding of community building through citizen participation;
b. Offers effective and intentional engagement opportunities in operations and
programs; and
c. Uses a varied range of partners, volunteers and communication vehicles from news
releases to active social media exchanges.

Recommendations of the Steering Committee

Organizational Structure

The vision and values described above are best served in the future by a single community
services department in which the recreation, parks, the senior activities center, and other city
and regionally-oriented community services are integrated through functional collaboration
while maintaining publicly recognizable institutions (for example, the Montpelier Senior Activity
Center).

Staff Structure

The Steering Committee recommends a single community services director reporting to the city
manager. The Community Services Director will provide a point of management contact to the
office of the City Manager and the City Council and a coordinating function for staff in areas
including annual plans and budgets, communication, events, volunteer involvement, land
stewardship and acquisition, facilities development, funding and staff evaluation. The director
should be a visionary who can relate well to all dimensions of a diverse department and staff
and build a positive department culture; who can grow strong connections throughout the
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community, who can communicate well with all key stakeholders. He or she should insure that
staff has the resources they need. As incremental changes are made toward this long-term
vision, staffing level needs will be assessed. To significantly grow programs, some increase in
staff capacity to leverage city funding with foundation and other sources may be needed. With
strong, visionary leadership and adequate staff and funds, Montpelier’s outstanding outdoor
park and recreation resources, will be protected, improved, and grown in the years to come.

Advisory Boards, Commissions and Friends Groups
Existing advisory boards and commissions should be preserved in order to provide a base of
advice, volunteer assistance, financial support, and community involvement.

Transition Planning

The Steering Committee recommends an incremental approach to implementation of the new
Community Services Department. The City Manager’s office, working with input from the
current department staff of the relevant departments, will devise transition plans, staffing plans
and budgets.

Note: The Green Mount Cemetery participated in the process and remains interested in the
future potential of collaboration. They remain devoted to the sustainability of historic Green
Mount Cemetery.

Conceptual Organizational Chart

On the following page is a working draft of the future organizational chart of an integrated
community services department. The organizational chart does not include seasonal staff,
Court Diversion, Vermont Department of Corrections inmate workers, or volunteers. It does
include a VISTA position (working in communication and development).
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|
Programs Parks and Trees| | Recreation Cemetery
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Leader Leader

Moving Forward

Next steps include the following, all of which have already been initiated as part of the Steering
Committee’s work:
o Develop FY18 budget to make incremental steps toward this long-term vision
e |nitiate a public process around long range municipal facility planning and participate in
the community recreation and aquatic facility planning process that began in 2016
e Explore diverse funding streams, which might become more possible with additional
integration
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Appendix A

Your Input Wanted!
Creating a Multi-Generational

Community Services Department
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Appendix B

Montpelier Integrated Community Services
Summary of Interviews and Visioning Sessions
May-July, 2016

Prepared by Delia Clark and Tim Traver, Confluence
July 22, 2016
On behalf of the Montpelier Integrated Community Services Project Steering Committee
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Montpelier Integrated Community Services
Summary of Interviews and Visioning Sessions
May-July, 2016

Contents
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Boards and Advisory Commissions Visioning Session Notes
1) MSAC Annual Meeting and MSAC Advisory Board — 6/21/16
2) Recreation Advisory Board — 6/21/16
3) The Green Mountain Cemetery Commission — 7/15/16
4) The Montpelier Parks Commission —7/19/16

Farmers Market Visioning Board — 7/9/16

Project Overview

The Montpelier Integrated Community Services Project is exploring ways to improve the
quality, efficiency and delivery of community programs for all ages in Montpelier now and into
the future. With the recent move of the Montpelier Recreation Department from the school
department to the city, new opportunities present themselves for innovative collaboration
between the Montpelier Senior Activities Center, the Recreation Department, Montpelier
Parks, and Cemeteries. This project is exploring different models for re-organization and
collaboration with the goal of recommending a preferred organizational structure and
implementation calendar by the fall of 2016. Moving towards a community-wide shared vision
for integrated, multi-generational community services is a key initial step.

Introduction

This report summarizes interviews with steering committee members, several key stakeholders,
the city council meeting, the farmer’s market survey and meetings with department
commissions and advisory groups. While there will be additional data coming including groups
and individuals we still hope to interview (area youth, teen center, representatives from
surrounding towns, Montpelier Alive, and Community Connections), and data from the online
survey, still there is enough response to see emerging patterns and trends on vision and
direction, outlined below.

What is clear is the high quality of existing recreational programs and the dedication and
professionalism of the staff. Parks, Recreation, Senior Activities Center, and Green Mountain
Cemetery are all highly valued by Montpelier citizens. The development and maintenance of
public spaces, playing fields, fitness and lifespan learning programs for seniors and all ages — all
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accomplished through partnerships and volunteer power — are clearly a valued part of life in
Montpelier.

Process
This report summarizes findings from visioning sessions with the following:
* Montpelier City Council
* Montpelier Senior Activity Center Annual Meeting
* Montpelier Senior Activity Center Advisory Board
* Recreation Advisory Board
* The Green Mountain Cemetery Commission
* The Montpelier Parks Commission

Interviews with the following:
* Jessie Baker, City of Montpelier Assistant Manager
* Bob Barrett, MSAC Advisory Board
* Tim Beavin, Brian Gallagher, Richard Angney, Vermont Mountaineers
* Geoff Beyer, Director of Montpelier Parks and Trees
* Janna Clar, Director Montpelier Senior Activity Center (MSAC)
* Stewart Clark, resident and MSAC member, Town of Worcester
* Chip Darmstadt, North Branch Nature Center
¢ Alec Ellsworth, Assistant Montpelier Parks and Trees
* Dan Groberg, Assistant Director MSAC
* Patrick Healy, Green Mountain Cemetery Director
* Bill Johnson, Parks Commission
* Rick Lachapelle, Foreman, Montpelier Rec. Department
* Tom McArdle Director Montpelier Department of Public Works
* Arne McMullen, Montpelier Recreation Department Director
* Doctor Brian G. Ricca, Superintendent Montpelier Schools
* Sue Stukey, MSAC Advisory Board
* Andrea Talentino, Recreation Advisory Board
¢ Justin Turcotte, Montpelier City Counselor
* Brian Tuttle, Montpelier Public Works

Interviews and listening sessions used the same or similar sets of questions. Responses were
recorded on flip charts and in some cases audio recorded. All responses under each question
were sorted and grouped. These grouped and coded responses formed the basis of this report,
allowing us to note areas of strong agreement, major trends and patterns in response.

The following questions were asked at each interview/session (or some close variation of
these).
1. What would you like to see ideally for integrated, intergenerational services in
Montpelier 10 years out? What is your vision - your picture of an ideal future?
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What key values do you feel this vision should reflect?

What currently do you feel is working well that can be built on toward this vision?
What changes do you feel are needed to arrive at this vision?

What questions or concerns to you have about this process?

What ideas do you have about future organizational structure/department integration,
or any other ideas that you would like to share at this time?

Who else in your department, or outside your department, do you think we should
make sure to talk to?

Key Findings

Vision: For its size, Montpelier today offers an outstanding array of recreational
programs, senior services, parks and trail and green space available to all ages and
abilities that provide a strong foundation for future growth. The vision for the
community services of the future includes well-maintained and improved recreational
centers and additional recreation fields, parks, trails, green spaces and an expanded
cemetery and improvements to the Vermont Mountaineers stadium facilities. The vision
also calls for an interconnected community and growth in program participation by all
segments of the community.

Values: Montpelier values a healthy community, where economic health, physical and
mental health are interdependent and valued by all. Future recreational programs will
serve the broadest spectrum of Montpelier residents including interconnected
surrounding towns with programming that is desired, affordable and income generating.

Working Well: What currently works well and drives success in Montpelier is staff’s
ability to leverage existing resources to accomplish more. For example: the Senior
Center’s use of volunteers called the Trash Tramps, and their ability to leverage non-tax
funding; the Rec Center’s successful partnership with the non-profit Vermont
Mountaineers baseball team for youth baseball; Cemetery’s sharing staff with Public
Works and its partnership with state prisons; Parks work with diverse volunteers,
schools, the North Branch Nature Center and at-risk populations. Partnerships and
volunteerism, combined with exemplary City-owned facilities and resources such as the
pool, Hubbard Park and the senior center allow staff to grow programs without big
increases in funding. Partnerships are vital to future success.

Changes Needed: High priority, long-term goals are not always being met. For example,
there is broad consensus among steering committee and stakeholders (including
schools) that facility issues — capacity issues, ADA access, recreation building, deferred
maintenance — need to be addressed — particularly, but not limited to indoor facilities.
Another example is the Park’s Green Print plans for trails and greenways expansion, a
core part of the future vision. Additionally the Rec has reached capacity in terms of
playing fields and is dealing with significant deferred maintenance. Each department
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feels understaffed and underfunded, hampering major initiatives and longer-term
needs.

Collaboration: reorganization that results in greater efficiencies, more funding, and
greater public involvement is a vital part of the vision for future.

Summary of Findings
This summary integrates findings from all of the interviews and visioning sessions held to date.
The number of comments indicates the number of times that idea came up.

Question # 1 — Vision (157 overall comments)

Health and community wellness a core value in Montpelier (9 comments)

The city will view healthiness in the future as an essential, core value and goal:
recreation will be viewed as central to the community’s social and economic health.
Montpelier will become even better know for its community services.

Customer service is key standard in future community services department (31 comments)

One departmental culture: director(s) will have clarity of vision/mission that is
understood and supported by program and administrative staff.

A single leader model was most often mentioned, but other ideas have been offered as
well.

One stop registration

Well-integrated, functional, coordinated programs in keeping with budget realities
Data driven program priorities

Diverse and adequate funding sources for current programs and endowments

New facilities/renovated facilities as needed (24 comments)

A new community services fitness/activities center for all ages, downtown, will serve all
ages and abilities (pool included)

Historic rec building retained by the City and made available to MSAC

Green Mountain Cemetery facility improvements including heated office and restrooms

Programs will serve a broad spectrum of audience ages and abilities within and beyond
Montpelier (41 comments).

Strong regional orientation

Total lifespan program portfolio

Affordable/appropriate fee structure all ages with special outreach to low income
Expanded indoor opportunities

Varied offerings, not addressing every need, but many

Childcare as needed so parents can participate

The identity and integrity of Montpelier Senior Activities Center will be maintained
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Strong connections with Montpelier schools -after school youth programming will be
expanded

Online registration the principle means of program sign up (but other traditional means
— telephone — as well)

Expanded opportunities for people with mobility issues

Human resource development and high staff morale are vital (6 comments).

The City makes a commitment to all current staff during org transition

Intentional effort made to integrate current department cultures

In the future there are adequate FTEs, and staff have clear job descriptions

Parks, green spaces, trails, playing fields will continue to serve vital social role as places
of work training, socialization and education, for all ages

Partnerships continue to be vital: Vermont Mountaineers, Green Mountain Cemetery’s
relationship with Montpelier Public Works, for example, and the Vermont prison
system.

The future community services department will continue to be energized by a broad
network of volunteers active at every level.

Parks, Trails and Green Space grow as a vital link to every neighborhood (13 comments)

In ten years the Green Print goal to establish a park and trailhead within 15 minutes of
every neighborhood is achieved.

More land will be acquired for parks, ball fields, and burials at Green Mountain
Cemetery.

The river corridor will be further developed as cultural and recreational spaces

Question # 2 — Values (31 overall comments)

Affordability, inclusivity, accessibility

Quality

Life long learning

Community service and customer service

Volunteerism and community participation

Partnerships: schools, non-profit organizations, state and city housing and welfare
agencies, Vermont Mountaineers, etc.

Cost-effectiveness and program evaluation

Healthy community: physical, mental, emotional and economic health — all
interconnected (City Council supports the concept of healthy community).
Safety

Recreation as re-creation: community services build “social capital”

Question # 3 — What’s working well (146 overall comments)

All

Maintaining partnerships/doing more with less
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Interdepartmental: building on others expertise

Good communication within departments

Strong schools relationship

Staff leadership, longevity, experience

City manager’s office is supportive

Utilization of volunteers

Program affordability

Finding diverse funding streams

Strong and effective advisory groups

Wide range of program offerings -- keeping up with demand
Effectively serving a broad cross section of community members
Facilities relatively current

Recreation

A wide variety of programming. Excellent coverage.

Responsiveness to new ideas and people’s interests

Pool in summer, well loved, widely used, well-maintained

Strong partnerships with schools and Mountaineers

Use of volunteers: all coaches are volunteers, chaperones in ski programs

Improved web presence

Recreation takes care of fields very well (schools perceive they are getting very good
value for the costs outlined in the RFP)

New less formal relationship between schools and Recreation working well

City and Recreation have positive and ongoing relationship with Vermont Mountaineers:
field maintenance; youth baseball camp registrations; strong quid pro quo

Parks

Cobbling together resources

Working with various youth populations, at-risk, prison population, Barre vocational,
AmeriCorps, VYCC

Involving citizens in the care of parks

Expanding green spaces: 200 acres of open space working with partners, at low cost
Equipment sharing — some missed opportunities

Grant writing

Working with schools — three quarters of every class comes annually to the parks for
community service work

Small staff/flat hierarchy: high level thinking and on the ground field work are mixed in
parks and that’s good

MSAC

Excellent people/budget management and communication skills
Programming: games, fun trips for people with disabilities
Meals: community/socializing; menu

Excellent facility but at capacity
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* Accountable to community — an active feedback loop

* Strong communication: excellent newsletter

* Inclusivity

* Tech support from junior high

* Trash tramps

* Excellent revenue model: municipal funding from other town, grants and
“membership” and fundraising funds. An opportunity to expand reach regionally.

* Hosting other programs (nutrition program is a three way relationship)

* Regional approach: East Montpelier is changing its approach to recreation — MSAC can
listen in.

Green Mountain Cemetery

* Current Leadership is professional, skilled and trusted in the community

* Commitment to customer service (open 7 days)

* Use of prison population to get work down

* Beautifully maintained

* Cemetery Commisson is doing a good job, is helpful and supportive

* Relationship with Public Works is excellent: equipment sharing including mini-
excavator, cemetery mowing downtown green spaces for public works, sharing admin
staff (secretary for public works files cemetery accounts payable, City finance
department does accounts receivable)

Question # 4 — Changes Needed to Get to Vision (174 overall comments)

Community Buy-in

* Mindset needs to shift from angst about making Montpelier a better place to
satisfaction with how great a place we already are. Shift from wanting what we
currently don’t have to celebrating who we are and what we already have.

* A community paradigm shift from a climate of funding scarcity for parks and recreation
(as an extra) to a focus on growing community health and recreation’s central role in
that, linked to economic health.

* More sustained commitment from the City Council needed with clear communication of
the City Council’s goals and expectations

* Vast majority of residents don’t have the time or bandwidth to keep abreast of projects
and changes going on in city government. There is a vocal 1%.

Communication

* Improve community outreach through web presence (a webmaster needed) and a
community services department newsletter

* Improved communication between departments

Staffing and Human Resources
* Understaffing issues
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* Make a serious commitment to staff development — address morale issues can have a
big impact on ability of staff to get to higher level work

* Need a commitment from the City to take care of employees who might be transitioned
out of jobs: re: first to be considered for job openings, offered training

* More volunteers needed

* Succession planning needed: as leadership staff retire or move, we don’t want to lose
that knowledge and expertise.

* Key question: how best to use 10 full-time-equivalent staff? Some shift in duties needed
for integration: build around staff strengths and dept needs.

Programs and Services

* Agreater focus on key audiences — including young families and elders.

* More effective program evaluation to better understand program costs, revenue
generation, and overall community benefit

* Generate more financial and social data. Within Community Services Department? Or
within the City Finance department?

Management and Leadership
* Need one leader at the head who is empowered to act on approved budgets and plans
without constantly seeking permission.
o Advocacy with city council —single point
o Coordination
o Responsiveness to citizenry
o Ease of use/access: one stop shop
* Too many department heads, too few staff

Funding

* Fundraising appeals for MSAC should not to be diluted by merger.

* Green Print: funds needed to expand, to build from the idea to reality.
e Park Dept: finding sources of SS$ beyond city budget is priority

* Cemetery endowment needs to grow

Facilities
* MSAC at capacity. Need a concrete plan in place before we talk about selling the Rec.
building

* Public parking in short supply: will get worse

* Buildings owned by cemetery need work re: heated office and restrooms.

* Park caretaker’s residence has much deferred maintenance

* Vermont Mountaineers stadium needs improvements: bathrooms, lights, pavement
(plans in the making by the non-profit Mountaineers Board). Community Services
department can become a more active partner in support of stadium development and
support for new revenue generation ideas now.
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Question # 5 — Questions re: Planning Process (38 overall comments)

* Fear that the process will result in the status quo: we need to be sure the process
delivers change

* Process may not get us from big vision to difficult details: We all need to brainstorm the
detailed problems/questions we have, eg. different databases, payment methods and
models, differences in schedule blocks.

* Can process help deal with differences in the cultures and leadership styles between
departments?

* Do all these groups fit together? Can facilitation process be useful there?

* How can process help us to hear all voices, including under represented folks, “street
people”?

* Can process identify immediate steps to take towards collaboration?

Question # 6 Ideas re: Future Organizational Chart (34 overall comments)

* Future org chart: a department with a community services department head and two
subheads: a programming arm that has youth, outdoor, family and senior programming
and a maintenance and facilities arm taking care of athletic fields, pool, buildings, trails
and open space, cemetery “parks”, street trees, and other public spaces.

* There should be a single person at the top

* There should be a team approach. No single head. All four departments are equal,
overseen by assistant city manager.

* Ashared administrative staff: shared services

o Secretarial, Program enrollment, Membership, Fundraising/development,
Communications/outreach

* Seek support within city government: finance department for payroll services, accounts
receivable, payable for example, communication and outreach.

* How to create a new identity and shared culture?

Regular Conversations

Practical steps staff can do

Push down the fear factor — change is scary and so is uncertainty

Keep the process clear

Anticipate negative community reactions — be prepared to address the blowback

together

* Maybe the street tree program goes under Public Works? Trees are a distraction from
the recreational vision

* Bring Public Works into process

* Don’t lose councils, commissions and other advisory boards. These are essential citizen
involvement.

* Continue to have independent cemetery commission to oversee endowment

* Cemetery needs a clear memo of understanding for cemetery to be included in
Community Services Department

*  “Non-negotiables”

O O O O O
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o Afull-time Cemetery person (main focus)
o Commissioners stay elected: they make policy with City input
o Commissions continue to oversee trust fund

Question # 7 — Who else to interview

Several towns in the service region

Norma who works as an administrative assistant

Meet with current funders (possibly Lauren Curry of the Tarent (sp?) Foundation.
Funeral home director

Downtown Alive

Talk with “Community Connections” group

Consider equitable arrangement with them re: facility maintenance costs, etc.

Youth voice — summer camp or pool staff 5 pm with pizza

“Montpelier Alive” — this has philosophical alignment with them (ask Jessie for contact)

Boards and Commissions Visioning Session Notes

MSAC Annual Meeting and MSAC Advisory Board
June 21, 2016

MSAC Annual Meeting
Janna Clar, Director of MSAC introduces

Vision:

A lot of transition going on. Feedback Janna is hearing: maintaining senior-only
programming is wanted.

Is it important to have a city maintain a space for fitness and exercise? About half raise
their hands.

Would it be possible to have a reduced price for seniors at Wrightsville Beach and
Swimming Pool (50 to 64 year olds — 65 and above is free).

Janna: exploring options to moving forward. We're helping to facilitate these
conversations. We have relevant experience with integrations.

Please describe your vision or dreams of how community services will best meet the

needs of seniors and all ages in Montpelier in the next 5-10 years and beyond.

YMCA-like community center with a pool!
Integrated program registration, including schools
Online registration

Enhanced river front, walking and access

Network of volunteers and helpers

Green cemetery with unpaved bike path
Adequate availability of programs for all

Separate dog park (in Hubbard Park)
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* More transportation alternatives — RR, bikes, parking, taxi, etc.

* Cozy, comfortable and quiet place for coffee and gathering at the MSAC before and
after classes

* Lots of exercise opportunities for people with mobility issues

* Both intergenerational and seniors only

* As populations ages more OSHER classes

* Geruntology Center for physical, emotional and mental health

What is currently working well at MSAC that you want to see continue?
* Programming, games, fun trips for people with disabilities
* Meals: community/socializing; menu
* Staff: aware and focused
* MSAC facility
* MSAC accountability to community — an active feedback loop
* MSAC newsletter
*  MSAC inclusivity
* MSAC’s varied programming
* MSAC: tech support from junior high
* MSAC: art shows, movie nights, dance, OSHER
*  MSAC trash tramps

What concerns, if any, do you have about integrating the senior center more closely with other
departments?

* Loss of vitality, flexibility, innovation

* Municipal government may lose sight of MSAC vision.

* Values of integration could get lost in bean counting and bureaucracy

* We need a specific plan and timeline for changes

* Public parking is in short supply: will get worse

* Competition between seniors and other members of Montpelier community for classes

* Cost of programs might go up

* Fundraising appeals for MSAC could be diluted

* Need extended program hours

* Need longer trips, expanded trip program

* Increase in community events like music and dance

* More 1:1 tech support/lessons

What else would you like us to keep in mind as we explore possibilities for enhancing
collaboration among MSAC, Recreation, Parks, and Cemeteries?
* Collaboration might enhance vitality, flexibility, innovation
* What other senior center models have been experienced nationally/internationally?
* |s their arole for the city planning department [what role in integrated community
services do other city departments take on?]
* Make sure to hear all voices, including under represented folks, “street people”
* Gain the support of municipal government?
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That there is a Vermont has Council on Aging, etc., statewide — a valuable resource
Senior population is growing— look to the future

Facilities are squeezed — look to the outlying region [for partnership and $ support].
Consider city plan for economic development, including housing grants, and economic
impacts of senior

Consider greater use of the MSAC in evenings

Look to other locations like Hubbard Park or North Branch Nature Center for senior
activities

Senior Center Advisory Center Board (following annual meeting)
June 21, 2016

What changes are needed in Montpelier to achieve your vision?

Deal with the Recreation building issue: plan needed

Deal with the limitations of the MSAC building: keep it as a senior center, plan add a
new intergenerational building

Explore a new facility, regional, integrated into economic growth plan

Mindset of city council needs to change to see the “brand” value to Montpelier of parks,
recreation and health and well-being programming for all ages. A significant Montpelier
advantage and draw.

What are the most important potential long-term advantages you can see to collaboration

among Parks, Recreation, MSAC and cemeteries?

We can all learn from collaboration: all for collaboration, especially if it doesn’t include
integration
We can avoid redundancy, enhance efficiency
We can explore the current collaborations: eg public works and cemeteries, schools and
recreation, with an eye towards enhancing efficiency
An advantage to collaboration and merger is efficiency

o Cut costs

o Serve all better
There is low hanging fruit to collaboration: things MSAC, parks, recreation and
cemeteries can begin doing now to increase and enhance collaboration

o Communication about program offerings in all four areas

o Program development collaboration including events

o Sharing equipment and space and other resources

o Communication that’s accessible, enticing and reaches all including regular

article in the Bridge

o Lots of PR now, very early, proactively
Deal with limitations of this building together, eg: keep this as Senior Center, plus add
new intergenerational building.
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Recreation Department Advisory Council
June 21, 2016
(see MISAC questions)

Vision

Well-integrated, functional, coordinated services in keeping with budget realities

A varied set of offerings, not addressing every need, but many

Childcare is offered as needed in support of program offerings, so young families can
participate

Continuation of our excellent, varied set of services for all ages

Balance of intergenerational programs with programs targeted at subsets of ages and
interests

Programs from different “departments” complement one another

Administrative staff work across programs so that there is good coordination of calendars
and offerings, good communication

Cost savings are applied to enhancement of programs and facilities

Serves whole community, all walks of life, all ages

A new center with a great vibe — lots going on, providing learning opportunities

Working well?

Pool, summer camp,

Responsiveness of the Recreation Department to new ideas and people’s interests, eg:
Pickle Ball

Improved web presence

Facilities relatively current

Effectively serving a broad cross section of community members

Varied programming

Related questions

o How does each department function? What do they do? Who are you going to call?
How can we bring the separate cultures together?

In creating a new merged department, how do you maintain individual identities?
How do we achieve efficiencies through focus and streamlining?

How do we maximize the comparative advantage of each current department?

Are we serving Montpelier or central Vermont? What are the advantages,
disadvantages of each?

O O O O

Change needed to achieve vision

* Continually improve web presence

* Recreation department is understaffed

* Not enough volunteers or community buy-in (compared with senior center)

* People expect services, vs expecting to be part of making it happen. Different structure
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Public mindset needs to shift to how great a place this is, versus current ongoing angst
about making Montpelier a better place. Focus the shift from “becoming” to “realizing
who we are.”
Talk with “Community Connections” group
Consider equitable arrangement with them re: facility maintenance costs, etc.
Talk with schools more
Youth voice — summer camp or pool staff 5 pm with pizza
“Montpelier Alive” — this has philosophical alignment with them (ask Jessie for contact)
Dedicated webmaster — maybe could happen with combined services
Along with this, a community services newsletter or communication vehicle
Create a Dept. of Community Services to enhance:

o Advocacy with city council —single point

o Coordination

o Responsiveness to citizenry

o Ease of use/access: one stop shop
Alignment of programs (eg: kid art happens during adult yoga) all under one roof
Increased likelihood of a common facility

Enhancing Collaboration Now: What can be done now? The low hanging fruit

Combined Newsletter

Combined office services/reception

Logistical mergers easy: philosophical mergers harder — helping “them”

Some alignment of programs is possible now

Staff are differentiated: some focusing on youth, some on adult programming [but
essentially doing the same processes — listening to public, scheduling, registering,
administering and evaluating programs]

Green Mountain Cemetery Commission
July 15, 2016

Commissioners present

Meri Nielsen
Charlie Wiley
Linda Berger
Darragh Ellerson

Cemetery Mission

One of spiritual dimensions: Green Mountain Cemetery is a valuable historical space, reflect
space, useful green space

Vision

To continue our sacred trust with the dead
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Continue as spiritual sanctuary non-denominational

Continue as an educational resource on death and dying

Cemetery looking to be bigger

Cemetery to keep up with current trends in cemetery management and burials
Continue commission control of trust fund investment (not handed over to city)

We are currently a hub for the practice of modern mortuary practices — we want that to
continue

We are not just a green space that needs to be maintained. We are not merely a field
for walking or a dog relieving park

We are an historical resource — people come for genealogical research

Green burials in the future (no casket or vault), the spreading of ashes.

A columnbarium in the future (essentially a safe deposit box for ash remains)

Preserve the role of the Cemetery Commission in vital including control over investment
and use of trust fund.

There is a certain intimacy that the commission brings to the cemetery: we help
community trust and help create family relationships that last generations

We have a lot of expertise on death and dying but currently are an undervalued
resource in Montpelier

Continue to be a welcoming, contemplative place

Working Well?

Leadership of Patrick Healy:

o Highly skilled professional with masters in public administration

o Knowledgeable in area of landscape management

o Respected in field

o Trusted locally

o Good collaborator with prison system and other departments in town
Prison labor is working well
Cemetery is well maintained
Trust fund is growing (60% of every interment fee goes to increasing trust fund)
Collaboration with Public Works (shared employee, also Patrick does a lot of green
space maintenance and some plowing), PWs admin support for Patrick and shared
equipment (mini-excavator is shared asset).
The city has offered services that tie us together. They have been very helpful in the
area of budgeting and finance
Currently, a lot of benefit in relationship with the city:

Problems and Needs?

Leadership succession plan needed

Needed expansion onto adjacent land

Needed building improvements (winter office and public bathrooms)

More dialogue with city needed: there is some distrust with city of Montpelier because
we feel the city does not know what goes on here.

41



It’s expensive to run a cemetery: we need more S -- currently an increase in fees to go
into effect this fall but that’s not enough.

Trust fund not big enough

Need to sell more lots

We are not a drain on city resources but that’s a perception out there.

Needed: more volunteers

Needed: searchable database

We need to do a better job of public outreach, including improvements to website. The
occasional Bridge articles have been helpful.

On the issue of integration with other programs — there are some benefits but the
disadvantage is that focus could be lost. We don’t want to lose quality. One commission
states: “l see no value in integrating cemeteries into this new entity.”

Merger into Community Services not an all or nothing proposition. Many options.
Cemetery is a slightly different animal...independently chartered, we want the city to
understand that.

Other communities to look at

Lakeview cemetery in Burlington
York, Maine cemetery

Montpelier Parks Commission
July 19, 2016

What is your vision for parks in Montpelier for the next 5-10 years and beyond?

Wagon wheel with spokes circumnavigating and connecting the city. Connecting all
neighborhoods and city. A green belt and areas outside the city.

Connecting trails around city, plus reaching under-served neighborhoods.

Pressure off Hubbard Park

Parks are physically and psychically bigger in lives of residents —a more integrated part
of the fabric of the city

Our dreams and aspirations become possible -- high functioning

A downtown of river parks, connected by spokes to other parks, providing access and
connection to the river.

A whitewater park (maybe) and other ideas to integrated the rivers into city life
Educational programming increased, using parks and rivers

Significant public events -- 6 per years that allow people to interact with parks in
different ways. eg: concerts

Parks are well resourced (better than today)

Parks are a community-building asset, eg: schools do service learning, pull in at-risk
youth.
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What is currently working well to move toward this vision?

Accessing volunteers and community groups to support parks and park infrastructure
Hubbard is so beloved as a resource. Also, now, North Branch Park

High ration of accessible park space per capita, including trails

High visibility of parks: Hubbard is right behind the state house.

All season parks, including skiing

Dedicated staff and volunteers

We're resourceful with equipment and materials, eg wood chips, hazardous trees
turned into S as firewood

Very collaborative model presently

Citizens deal with issues like dogs

Our focus on the parks

What changes are needed to achieve this vision?

Increased resource base

Increased range of things volunteers are doing, eg:

Fundraising, land acquisition help, organizational events, coordination with other groups
Better use of citizen support in controversial issues and outreach, eg: friends of Hubbard
Park, other citizen engagement

More admin capacity and support so program staff can focus on field projects and field
goals

Parks need to be viewed more seriously as an asset by City Council and all residents (eg:
Montpelier Alive)

Better PR and outreach

Restructuring positions to take full advantage of expertise of each role

Website

Formal integrated planning process, city-wide, with other departments

Better representation with and coordination with City Council so they buy into the value
of the parks

Parks vision formally enacted through zoning, as well as all other city interests
(commercial and residential and industrial development)

Us parks and green space assets and values as keystone of plan to attract more
residents to build the tax base.

Commission spends time and attention and focus on the big picture (Green Print) versus
day-to-day operations

What are the potential advantages to the parks and people of Montpelier to collaboration

among parks, recreation, senior center and cemetery?

Cemetery managed as part of parks and trails system

Better integration with school programs. Recreation and senior center classes partnered
All the obvious and expected efficiencies: eg: admin support, grant writing, marketing,
shared equipment, web support, promotion

Stronger advocacy (and support) with city council and other commissions
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Shared volunteer recruitment and management, and collaborative volunteers (the
MSAC’s trash tramps)
Shared events and programming

What are the potential disadvantages and/or what concerns do you have about this

collaboration?

New department head might not believe in parks or wouldn’t support it.

When cuts need to be made, new department head might not advocate equally across
all areas

Authority of commission diminished

This becomes about cost savings, freeing up S for “core services” like police and fire
Lack of focus, dilution of strength of our vision and mission

Loss of a department head would = loss of voice in city administration, at the decision
making table — a cabinet level position.

Extra bureaucracy if community services department has to run things by Parks
Commission

What can be done in the short term to enhance collaboration?

Trial Runs

Chats with Recreation, Cemetery, Seniors: ask them.

Ask Dan how he could help with grant writing and how Parks could help him — mutually
look out for one another. Eg: sending on funding sources, etc

As departments where they need help and vice versa. Eg: parks needs help with lawn
management. Cemetery may need help with stone steps. Highlight skills and swap
Broaden ideas for collaboration for good governance, eg: public works — trees, etc city
clerk — phones, roads

Farmers Market
Visioning Board - July 9, 2016

Great parks & green spaces to enjoy and play in
Programs for parents and young children together
Hoola hoop contest

Early Sunday morning Tai Chi

Yoga

Sidewalk chalk

Coloring contest

No additional taxes!

Tax the rich

Green burials

More public and free meeting spaces (green and outdoors)
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Enhancing Collaboration Now: What can be done now? The low hanging fruit
* Combined Newsletter
» Combined office services/reception
» Logistical mergers easy: philosophical now
« Staff are differentiated: some focusing on youth, some on adult programming [but
essentially doing the same processes — listening to public, scheduling, registering,
administering and evaluating programs]
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Appendix C

Montpelier Integrated Community Services

Community Services Vision Forum Report
June 29, 2016
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On behalf of the Montpelier Integrated Community Services Project Steering Committee
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Montpelier Integrated Community Services
Community Services Vision Forum Report
June 29, 2016

Contents

Project Overview

Community Services Vision Forum Summary

Small Group Discussions
Major themes
Vision Priorities

Appendices
5) Community Workshop Agenda, June 2016
6) Small Group Facilitators Guide
7) Small Group Report Forms for Round #1 and Round #2
8) All comments by question

Project Overview

The Montpelier Integrated Community Services Project is exploring ways to improve the
quality, efficiency and delivery of community programs for all ages in Montpelier now and into
the future. With the recent move of the Montpelier Recreation Department from the school
department to the city, new opportunities present themselves for innovative collaboration
between the Montpelier Senior Activities Center, the Recreation Department, Montpelier Parks
and Cemeteries. This project is exploring different models for re-organization and collaboration
with the goal of recommending a preferred organizational structure and implementation
calendar by the fall of 2016. Moving towards a community-wide shared vision for integrated,
multi-generational community services is a key initial step.

Community Services Vision Forum Summary
The Integrated Community Services Project held its first Community Workshop on June 29,
2016 at Montpelier City Hall’s Lost Nation Theater. The workshop was attended by 28 people.

In his welcome, Montpelier Mayor, John Hollar, described a window of opportunity for the city
and challenged all to think differently about how community services can be both enhanced
and made more efficient. Assistant City Manager, Jessie Baker, introduced the workshop’s
three-fold objectives: provide participants with a clear understanding of the purpose of the
community services project; gather input on a shared vision for community services; explore
public perceptions about what is currently working well and what improvements are needed to
move Montpelier into the future. She described the four departments (cemeteries, parks,
recreation and senior center) currently providing community services as having 11.2 full time
equivalent (FTE) staff, a combined $1.6 million budget, with $955,000 dollars coming from
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taxpayers. She posed the question, what is the best way to invest those taxpayer dollars
annually?

Workshop activities included:

* A welcome by Montpelier City Mayor John Hollar

* Project overview by Assistant City Manager, Jessie Baker

« Adescription of the Workshop agenda by facilitator Delia Clark. (See Appendix 1
Community Workshop Agenda June 2016)

« Two small group breakout sessions (three groups within each session) to collect
community input. Groups were facilitated by members of the steering committee. (See
Appendix 2: Small Group Facilitators’ Guide, and Appendix 3, Small Group Report Forms
for Round # 1 and Round #2). Appendix 4 includes all comments recorded, by question)

* Summary presentation by facilitator Delia Clark and dot straw poll on vision and
program priorities

Small Group Discussions

Three small groups made up of a mix of workshop participants and steering committee
members convened twice to consider two sets of questions. Responses were recorded by
steering committee members and presented back to the whole group.

Round # 1: Community Values and Vision
* Montpelier Community Services that will meet the needs of all ages over the next 5-10
years?
* What key values do you feel should be considered in planning for Community Services in
Montpelier for the next 5-10 years?

Round # 2: Community Services Plus/Delta
* Plus: What is currently working well about Community Services delivery in Montpelier
that we can build on to achieve our vision?
* Delta: What could we change to make Community Services delivery work better in
Montpelier?

Summary of Major Themes

Build Connectivity and Community Connectedness
* Create a communications hub that shows all parks, recreation, senior center and
partners’ community programming opportunities
* Improve walkability (sidewalks, benches, etc), bikeways, river access and public transit
* Build inclusiveness and connectivity to under-represented populations
* Reach out and connect to Montpelier neighborhoods and surrounding towns
* Maintain and build volunteerism
* Connect elders with youth
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Build community services program based on the values of collaboration and partnership
with local businesses, non-profit orgs, clubs and schools

Protect and Enhance Existing Programs and Facilities

Develop a ten year facilities plan

Talk about building, parks and fields as “community services” not “centers”

Need a new or highly renovated fitness center (w/ indoor pool)

Consider the Barre Street facility as a location for shared programming

Gain more access to school spaces (and other community spaces) for meetings and
programs

Efficiency and effectiveness:

Be audience and data driven in program development (movement programs, expanded
hours, day care, and after school programming, new pool, playing fields, parks, skating
rinks, etc.)

Create a central place to register

Bring in businesses to support efforts and enhance outreach

Create a Montpelier volunteer bank — maintain and build volunteerism

Quality versus quantity programs: build income through increased fees where
warranted: use sliding scale fees to increase participation and inclusiveness

Seek more grant opportunities to minimize increases in tax-payer funding

Vision Priorities

Small group visions were collated and presented to the full group for a straw poll prioritization
exercise. All ideas are shared here in descending order based on the total ranking of the dots
they received (red dots equal 3 points, green 2, yellow 1, blue 0)

Central communications hub 29

New or highly renovated health and fitness center for all ages 12
Year round walking opportunities 10

Serve under-represented populations 10

Enhanced/maintained volunteerism 9

Public access to river 8

Work with what we have but do it better 7

Intergenerational activities (seniors and youth together) 6
Regional approach to project funding 6

Quality versus quantity programming 5

Indoor Pool 5

Programs that teach respect for natural environment 3
Partnership with Vermont College — use of their green 3

More online enrollment, efficiencies in enrollment 3

North Branch Nature Center partnering with parks, rec and senior center on programs 2
Enhance Meals on Wheels 2
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Teen Center 2

Improved bike paths 2

Block parties 1

Diversity of programs 1

More meeting places

More movement classes

Ice rink on state house lawn
Expanded hours for senior activities
Partnership with Savoy and Lost Nation Theater
Downtown playground

Farmers Market

Neighborhood potlucks
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Appendix 1

Montpelier Integrated Community Services
Community Workshop
June 29,2016 6:30-8:30pm
Lost Nation Theater, Montpelier City Hall

Desired Outcomes

Participants will have a strong understanding of the project’s purpose, scope and
process, and how they can be involved.
Participants will learn about the current status of community services in Montpelier
Participants will have the opportunity to weigh in on core issues of the project
including:

o Their vision for community services for all ages in Montpelier

o What's working well about the current community services structure

o How the current community services structure could be improved

o What principles should guide the development an integrated community

services structure

Participants will feel that the project is off to the right start.

Logistics

Room will be set up in small cafe tables, each with a number and a letter, with a
welcome/registration table at room entry, and easels up front.

Steering Committee will assist with facilitation of small groups

Name tags will have a number and a letter for small group assignments

Hand outs: Poster announcing project events (for fall date)

Sign in sheet asking people to join email list.

Agenda

Time

Item Detail

5 Min

Welcome Mayor - welcomes participants,
provides a few opening remarks,
introduces consultants

15 Min

Project Context Jessie - Provides overview of how
community service delivery currently
works in Montpelier, the context and
goals for the project, and takes
clarifying questions

10 Min

Who's Here Delia - Icebreaker activity to learn
who’s in the room
Point out half sheets

30 Min

Community Vision Participants go to first group
assignment. Small groups discuss key
community values and an ideal vision
for integrated, intergenerational
services in Montpelier 10 years out.
SC members scribe onto form
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10 Min

Report-out and
transition

Small groups popcorn key ideas.
Participants move to second group
assignment

30 Min

Community Services
Plus/Delta

Small group discussion to explore
what people think is working about
current community services delivery
structure and ways they could see it
improved. SC members capture all
plus/deltas using a worksheet. (Tim
and Delia prepare summary sheet of
vision)

10 Min

Report-out

Whip around report out, one item
from each side that has not already
been said.

5 Min

Vision Straw Poll

Participants place dots on straw poll
as they depart

5 Min

Next Steps

Delia and Jessie - Walk through next
steps and how people can participate
and/or follow project progress.
Include survey monkey, fall meeting,
web pages.

52




Appendix 2
Montpelier Integrated Community Services
Community Workshop June 29, 2016
Small Group Facilitators’ Guide

Round #1 - Community Vision and Values

Introductions - 3 minutes
Whip around the circle and have each person introduce himself or herself (just name and where they live in
Montpelier)

Vision -15 minutes

“What is your ideal vision for Montpelier Community Services that will meet the needs of all ages in
over the next 5-10 years and beyond?”

Remind the group of the question and scribe their answers on the worksheet. Try to keep the discussion
moving through multiple points so that one person or perspective doesn’t dominate. If the discussion is
going strong, you can give it a few more minutes, but allow at least 5 minutes to move onto values.

Values - 10 minutes

“What key values do you feel should be considered in planning for Community Services in
Montpelier for the next 5-10 years?”

Scribe answers to the values question on the back of the sheet.

Prepare for Report Out - 2 minutes
If time allows, quickly consider which ideas you have come up with in each category that are most
important to the group. Put a star by these.

Report Out
During the plenary report-out, as the other small groups report their top answers for each

column/question, check them off on your form so that when it’s your turn to report, you say something that
hasn’t yet been said.

Round #2 - Community Values and Vision

Introductions - 3 minutes
Whip around the circle and have each person introduce herself or himself (just name and where they live in
Montpelier.)

Plus/Delta - 25 minutes

Scribe information on the Plus/Delta Worksheet in response to the two questions below. Encourage the
group to give equal attention to each column. You can move back and forth between the two columns as
you to, rather than doing them sequentially.

Plus: What is currently working well about Community Services delivery in Montpelier,

that we can build on to achieve our vision?

Delta: What could we change to make Community Services delivery work better in Montpelier?

Prepare for Report Out - 2 minutes
Choose your highest priority answers in each column and star them.

Report Out During the plenary report-out, check off duplicate answers, as before.
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Appendix 3

Montpelier Integrated Community Services
Community Workshop June 29, 2016
Small Group Report Form
Round #1 - Vision and Values

Vision
What is your ideal vision for Montpelier Community Services that will meet the needs of all ages in
over the next 5-10 years and beyond?
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Values
What key values do you feel should be considered in planning for Community Services in
Montpelier for the next 5-10 years?
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Montpelier Integrated Community Services
Community Workshop June 29, 2016
Small Group Report Form
Round #2 - Plus/Delta

Plus Delta
What is currently working well about What could we change to make Community
Community Services delivery in Montpelier | Services delivery work better in Montpelier?
that we can build on to achieve our vision?
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Plus (continued) Delta (continued)
What is currently working well about What could we change to make Community
Community Services delivery in Montpelier | Services delivery work better in Montpelier?
that we can build on to achieve our vision?
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Appendix 4

Montpelier Community Services Vision Forum —June 29, 2016
Raw Data from Small Groups

Vision
What is your ideal vision for Montpelier Community Services that will meet the needs of all ages
over the next 5-10 years and beyond?

Group 1

Need a ten-year facilities plan

New services needed

An ice rink on the statehouse lawn

Teen center that’s open at night for drop-ins

Kiwanas Club — dancing

Less structured rec opportunities

Movies, block parties, concerts in the park

More people (additional staff?, participants? Volunteers?) and funding needed!
More public spaces open to all

Increased collaboration with North Branch Nature Center

Communication hub that may incorporate businesses as well including Montpelier Alive,
Emailed schedules, FPF tie-in, TA activities, focal point.

Improve how information is organized for the user.

Improved walkability in Montpelier, improved safety

A ballpark for kids

Enhanced diversity of programs for all

Work with what we have and do it better

Lost Nation Theater, the Savoy (create a greater appeal to a range of people)
The river might be under-utilized, a tram/public transportation to NL.
Become Vermont’s Bike Capitol

City employees are drawn to what we offer

Better outreach to underserved populations

Increase collaboration with NECI and VCFA

A strong focus on collaboration

Group 2

Facilities in 10 years?

Pool building renovations — replace present building with Rec Center/year round
Better Rec and Community Center: classroom spaces used by the community in the
evenings

Indoor Pool

Neighborhood meetings, potlucks, farmers market: we used to have/stronger social
connections with neighbors — helpful if facilitated by the city.

Encourage interactions between youth organizations and senior organizations
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Make sure existing rec services are maintained or improved, ie, baseball and pool

Pool open more

Need more community spaces

Need more after school programming and care for younger and older children: school
funded after school care is a decreasing priority at 3-5 time slots

All departments will have recreational aspects, even the cemetery

More places and spaces people can meet for free: meetings, plays, concerts, etc.

A range of options for everyone: some multi-aged, some for specific age groups
Collaborating with youth services to help attract a wide-range of ages within and beyond
Montpelier

Open access to Vermont College of Fine Arts Common for public use

Improved efficiencies in enrollment to various programs: ability to buy pool passes online,
comprehensive calendar online, easy and secure online payment

Group 3

More integrated activities for adults and children without losing the current activities, ie,
swimming at pool

Enhanced fitness facility

Better opportunities for walking on a year round basis

Walkways covered overhead w/views

Bring in people other than taxpayers to fund projects

Better bike paths and walking paths between our communities

Maintain and build great volunteerism in Montpelier

A volunteer coordinator staff person

A Montpelier “volunteer-bank” where you could volunteer to get volunteer notices
Reward volunteers better through city services

Meals on Wheels — build upon it

Senior Center Classes, expanded hours and availability on evenings and weekends
We are among the oldest (demographically- speaking) communities in Vermont
More movement classes and looking for sites outside of Montpelier for hosting classes
Improved technological capacities — think outside the physical location

Piggy back services through technology, especially for homebound

Tai Chi in the park

Facilities:

Barre Street Facility is a “perfect” location

Parking is an issue at the senior center

Better transportation with fewer cars

Values
What key values do you feel should be considered in planning for Community Services in
Montpelier for the next 5-10 years?

Group 1

Economic diversity
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* Respect
* Health and vibrancy
e Affordability

Group 2

* Equity

* Fairness

¢ Diversity

¢ Vibrancy

* Inclusiveness
* Health

* Positive environmental impact
* Collaborative

* Public/private partnerships

*  Community Connectivity

* Social health and vibrancy

* Neighborhood connections

* Park gatherings

* Park openness

* Access to the river

* Greenspace by the river

* Benches by the river

* Not being car dependent

* Places to sit

* Dependable bus service to get to classes

Group #3
* Equal accessibility... financial and physical

* Adaptable to the changing population

* Build up services — services have to equal in value to the cost of living in Montpelier

¢ Efficient — don’t waste money

* Inclusive —rich, poor, old and young. All groups should be decision makers and have their
voices heard

* Quality versus quantity

* Take a closer look at Montpelier’s landscape for rec opportunities, particularly the river and
water resources

* Creativity — thinking outside the box

* Hold onto the land we have

* Mix seniors with students more

* Open up schools to after-hours programs
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Program Strengths
What is currently working well about Community Services delivery in Montpelier that we can
build on to achieve our vision?

Group 1
* Senior Center

*  Employees

* Hubbard Park — accessible, wild, satisfying

* Walkable: being able to walk throughout the downtown
* Community lunches

Group 2
¢ Historical element of facilities

* Everything works well: Rec, parks, MSAC, cemetery

* Variety of rec offerings

* Private and public resources collaboration

* Nature center

* Volunteers, bank of people, how to communicate, businesses
* Music schedule

Group 3
* Everyone knows everybody — lots of good word of mouth

¢ All of our current facilities and services are pretty amazing and far richer than other towns
* We have a lot of connectivity (but not a lot of materials showing this connectivity)

* Recis a plus, Parks is a plus (but a lack of resources hampers their work) Senior Center ditto
* Working with the Mountaineers is a great asset

* Need resources to make these gems really shine

* Weekly email from the senior center is very effective

* Newsletter from the Rec department is also a strength

* Qur current natural resources a strength

Deltas/ Program Changes
What could we change to make Community Services delivery work better in Montpelier?

Group 1
* Central information board: people don’t always know what is happening,: calendar, chalk

board, city web site

* Greater efficiencies [linked?] to expanded services

* Winter walking activities: a high level of service offerings in identified areas

* Bus service, timing, accountability

* Seniors and kids together, intergenerational: celebrations, set-ups, “activities, productive —
3 credits of community service required

* Taking Rec out of schools separates kids from
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* One common place (except state house lawn): ours is fragmented

* Space between State and Langdon streets. Public space — made of glass floor
* Multi-generational efforts

* Hub toinform: Montpelier Alive, Facebook, emailed highlights

* Bringin businesses to support efforts and outreach

Group 2
* Need more room to expand senior center classes, # of classes and types

* (City to see more people enjoying the parks

* Need to know how many people are using what services — data driven — to encourage
inclusiveness

* Use library inclusiveness approach as a model

* Need a new facility to accommodate more people and services

* Bike path through town needed to connect to other towns

* More volunteers needed to support programs like Meals on Wheels

* Make fees accessible

e Affordable program opportunities for kids in summer

* More programming to support families and kids

* Central place to register for programs

* Intergenerational brochure

* More access to school spaces for programs and community meetings

* More parking and transportation options

Group 3
* Improvements needed to public transportation including the circulator bus

* More sidewalks and bike paths needed to facilitate connectivity in and beyond Montpelier

* Acity map that show transportation connectivity

* Have MSAC branch out into the community

* |t’s hard to ask for more resources, but with this kind of process it can become easier if
necessary

* Make use of neighborhoods and distributed facilities, rather the “the Center” like the Rec
building

* There are more grant opportunities for intergenerational services

* Talk about it as “community services” not “centers”

¢ Sliding fee scale to accommodate the income gap in Montpelier

* (Classes at the Senior Center could raise more Ss through higher fees on a sliding scale

* Central information hub for all city services — can we use Montpelier Alive as the vehicle for
this?

* Better information about GMTA and other transportation

* More sharing of resources with non-city community partners

* We need a new mission statement for the rec department. And clear authority to execute
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Appendix D
Montpelier Online Community Services Survey
May-July 2016
Summary of Responses

An online survey carried out May-July 2016 asked Montpelier residents their opinions
about current and future multi-generational community services. The same set of four
questions was posted to MSAC (Montpelier Senior Activities Center) members and to the
Montpelier public at large. This report provides an analysis and summary of the survey.

The General Survey Introduction

Are you interested in programs and services offered for youth and senior in Montpelier? Do
you enjoy Hubbard Park, the Pool, the North Branch River Park and the Mountaineers field?
The City is exploring how best to structure multi-generational community services (both
programming and facilities) over the next one to twenty years. Currently, similar services are
provided by the Montpelier Senior Activities Center, the Recreation Department, the Parks
Department, and to some extent, the Cemetery.

With this survey, we invite you to join the conversation about community services in
Montpelier! Findings and recommendations will be presented to the community on Tuesday,
October 11, 2016 at 6:30 pm at the Montpelier Senior Activity Center (58 Barre Street).

The Questions

1. Please describe your vision or dreams of how community services will best meet your
needs and the needs of Montpelier residents in the next 1-10 years and beyond.

2. What is current working well at the Montpelier Senior Activities Center, Recreation,
Parks, and the Cemetery that you want to see continue (the Senior Center survey was
specific to the Senior Center)?

3. What concerns, if any, do you have about integrating these four City departments
(Montpelier Senior Activities Center, Recreation Department, and the Cemetery?

4. What else would you like us to keep in mind as we explore possibilities for enhancing
collaborations among these departments (Senior Center, Recreation, Parks,
Cemetery)?

Though the online survey provides a relatively small data set -- 36 general responders and
11 MSAC responders -- it is rich material. We have spent a fair amount of time reviewing
the data but we haven’t sorted responses or categorized them and we’re not sure we need
to do that - the patterns are pretty obvious. While there are many reflections here specific
to your programs (eg: summer pool hours, dog leash policy at Hubbard Park, green burials
and, space issues at MSAC), our summary below is drawn more from broad-brush
comments. This is what we're seeing in the online survey data:
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Vision for the Future
* Montpelier residents want high quality, modern and accessible facilities that expand
indoor, year round recreational and lifelong learning programming opportunities.
These facilities should be walkable from the downtown and/or accessible by public
transportation.

* Montpelier residents value the parks, programs and outdoor facilities including
cemeteries available today. They have many ideas for growth and improvements to
them overtime. They also express the hope that future programming will be
affordable, inclusive and accessible to all ages, abilities, socio-economic groups and
demographic groups. There are a host of specifics in the survey data.

Getting to the Future
* Process and participation: improvements in communication and public

participation in decision-making are cited as needed to move Montpelier forward.

* Collaboration and department integration is generally seen as a positive, when
viewed as a way to strengthen programs, increase community innovation, and
improve fiscal efficiencies. Collaboration is also viewed negatively as a way to force
budget cuts. Both opportunity and threat can help shape the steering committee’s
final recommendation.

The how of getting to the future is the focus of the steering committee and our role is to
help the committee get to where it wants to go in the short term and long term.

2016 Montpelier Online Community Services Survey: all responses

Please describe your vision or dreams of how community services will best meet
your needs and the needs of Montpelier residents in the next 1-10 years.

[ would like to see a Community Services Center that includes an exercise facility. The State of Virginia has
county facilities that are affordable for county residents. They are similar to what you would see in a nice
YMCA but better. It would be located on or served by a bus route and have adequate parking. There could be
space for community meetings and programs.

Our precious wild parks will stay wild (Hubbard Park, North Branch Park, etc.) and our built-environment
will include accessible classes and facilities for all ages and abilities.

We need more playground equipment in our variety of parks. A few swings located outside of the school
would be wonderful.

More low-cost summer camps for our kids 3 and up, events to bridge the gap between our youth and elders,
more cultural competence and cultural events.

Continue to use the Rec. Center and pool for my children. It would be great if several plans could be
presented for the community to weigh in on or vote for. It was a little startling to see the bid request for the
rec. center and not know what was going on. I'm still not sure exactly of the motives of those bids and even
the rec. center staff seemed to be a bit up in the air about it. It would be best to inform the people who have
the most face to face contact with your Montpelier public.
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I can envision interactive creative activities (writing, dance, story telling, music, art) for both seniors and
children during the weekly after-school time before parents are out of work--led by qualified facilitators in a
loose (not rigid) way, with seniors and kids helping each other out in the process, and best of all, having fun
together.

My main focus and concern is the rec center - having a 4 and 7 year old (girls), I am very concerned about the
direction in which to rec center is headed. Since the city has taken over the leadership, all I seem to hear
about is budgetary concerns, NOT content concerns. | am glad this survey is hear for that purpose. My vision
would be that the rec center will offer a variety of affordable, fun and engaging activities for children of pre-
school through grade school - at minimum. Modern facilities, with equipment that are of today's standards.

We need plentiful and well-funded opportunities to provide services and recreational options to
Montepelierites of all ages. This includes excellent and well maintained facilities that provide year round
recreational opportunities.

Offer range of activities suitable for people of differing ages and abilities, especially those involving physical
activity and social interaction. Make activities accessible, which includes ample parking spaces. If downtown
parking cannot be free, it would be great to be able to buy some sort of parking debit card that would work in
downtown meters.

Services located in downtown - walkable from neighborhoods and schools, accessible to people with
disabilities. Bike racks, improved street lighting, an urban capus with shuttle to the pool and rec field.

Keep up the good work.

Montpelier is blessed to have resources that serve almost every age group. The parks, rec fields and
programs, the Sr Center and Cemetary staff all are committed to excellence, though I believe we could think
more creatively in the Rec Department to reach kids who are older than elementary school. I think we could
also find ways to have the youth more involved in each of these areas -- i.e. kids "tutoring" both seniors
(computer skills for instance) and coaching team for younger kids; working in the parks; asking them for
their advice for the Rec programs. In general [ believe that we always have to find ways to energize programs
that have existed for a long time, and make sure that we are keeping things lively/dynamic.

Not sure. Just turned 65 and other than Hubbard Park, I have not really availed myself of rec opportunities in
the 25 yrs we have lived in town. I still work (teach) full time, so the senior center offerings are usually done
by the time [ am home.

First, thank you for making this opportunity to share ideas. Career Development: opportunities for high
school graduates, young professionals, mid career community members to find support in mentoring, job
skills, soft skills.  Early Childcare enrichment: opportunities for retired community members to support
after school enrichment needs. Non-violent men and women from our prison system: Members of our
communities who have committed a crime, served their sentence, need a wide net to engage with entering
back into the world. So many services are complicated when leaving prison. Can a multigenerational
community services dept. provide some effective/efficient opportunities for these people? Innovation
center: Can this dept. be a container, clearinghouse for where conversations of innovation happen drawing
forward wisdom across sectors, generations, backgrounds, diversity?

--More activities that address community needs -- pickleball is great, but what about thinking about
recreation from the point of view of how to bring seniors together with kids, how to expand safe afterschool
options for older elementary school kids, how to encourage everyone to give back to their community. Would
like more strategic thinking behind programming so that it is also advancing our goals for a healthy, inclusive
Montpelier for all ages. --On a practical note-- the pool season is too short! Expand access to the pool -- from
Memorial Day till LAbor Day, and weekend morning lap swim options, for example.
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My vision is of expanded park space in the city with trails that link with other outdoor spaces at a local and
regional level. | envision a new rec center with fitness facilities and an indoor pool so that I can be active
throughout the winter (especially when there is a lack of snow). I envision the cemetery incorporating
creative ways to allow certain recreational uses while still respecting the deceased, and also utilizing new
burial methods to decrease space usage.

Dogs on leashes in Hubbard Park More mountain biking trails- particularly linear trails to Maple Corner,
into E Montpelier

[ would like the rec center building to be a multi-generational hub where a high-quality child care center can
expand to allow more capacity for Montpelier kids birth through five, and where kids can interact in a play
space with seniors for lunch, reading, play, etc. It would be doubly awesome if the center partnered with CCV
or VTC to offer professional development classes on-site for child care providers while offering drop-in care
for the kids in the provider's care while they take classes.

My husband and I are seniors. We have not used Hubbard Park in 5 years or more because of unleashed dogs
with irresponsible owners. We do not use the pool or North Branch. We have been to one Mountaineer game.
We have each signed up for one course offering and two walks at MSAC. Our favorite idea is to offer a portal
into Home Services. List 1,2, or 3 handy persons who can help with home chores -- people who are vetted by
the Senior Center and then hired/paid independently by the seniors themselves. By integrating database
functions, the cost should come down for administration. Volunteer advisory boards know their programs
and can choose what to offer.

Ending homelessness within the city with the creation of more new affordable housing units and also
preserving and improving existing housing stock as well as ensuring that the federal and state governments
are providing the additional subsidies, supports and services required for those most in need.

I'd like to see Montpelier continue the excellent programming (classes and sports for youth and adults) while
improving the physical space available at the Barre St. Rec center. We have attended numerous play groups,
sports, and classes at the Rec center, but the facility is in desperate need of upgrades. This will, of course, be
costly for the city, but should be viewed as a priority. Indoor public spaces are sorely lacking in Montpelier.

Mostly, [ am happy with the services and facilities as they are and would like them to continue. However, I
would like to see the deferred maintenance and handicap accessibility of the Recreation Building at 58 Barre
Street addressed. I believe this is a vital resource due to our long winters and its proximity to the Senior
Center, downtown and the elementary and middle schools.

INDOOR POOL/HEALTH CENTER INCLUSIVE OF ALL AGES/ ECONOMIC/ SOCIAL GROUPS A BETTER
WEBSITE--THIS ONE IS WAY TO HARD TO FIND THINGS ON AND I USE A COMPUTER ALL DAY AND HAVE A
IPHONE (A WAY TO SEE ACTIVITIES OFFERED ETC MORE EASILY)

[ think it's very detrimental to the Rec. Dept. to be moved over to the Senior Center where the main office will
be a 6x6 room with no space for their equipment.

If significant taxpayer dollars are going to be put towards these programs and facilities, then they need to be
much more affordable for Montpelier residents (particularly the programs currently run by the rec
department and pool access). The costs for these programs and pool access is prohibitivly high for low
income residents - however their tax payer dollars are subsizing them for the wealthier residents who can
afford the high fees, so who are the only ones who use them currently. The programs and facilities need to be
much more equitable going forward - whether that means putting more public funds towards them so that all
can access them for free, or cutting back offerings but making what's left accessable to everyone.
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Continue with excellent after school and weekend sports programs for youth. Continue or expand summer
programming for youth - giving preference to Montpelier residents first. Provide partnerships with local
fitness and yoga studios for fitness opportunities to be expanded either through reduced price fitness and
yoga classes -- continue with the excellent enrichment programming offered every quarter.

Montpelier residents of all ages benefit from a healthy Recreation Center. Whether for team sports, children's
birthday parties, or other healthy activities, the Rec Center is indispensable. If plans are afoot to sell the
building it should be a handoff ensuring no interruption of services. However, I would favor keeping the
existing facility and investing in it if there are no alternative locations downtown. It is very important to
continue to have a Rec Center available to all residents that is within walking distance of the downtown. The
pool should be kept open until school begins.

Leave the senior center as it is for seniors!!!! it already does not have the feeling of a senior center like it used

Biking and walking accessibility to facilities and activities which are related to learning, arts, health,
community

[ will be joining the Senior Center within the next decade and look forward to the programs offered there. In
addition, the community pool including the morning lap swim, is a huge part of my summer.

[ will be joining the Senior Center within the next decade and look forward to the programs offered there. In
addition, the community pool including the morning lap swim, is a huge part of my summer.

Continue with excellent after school and weekend sports programs for youth. Continue or expand summer
programming for youth - giving preference to Montpelier residents first. Provide partnerships with local
fitness and yoga studios for fitness opportunities to be expanded either through reduced price fitness and
yoga classes -- continue with the excellent enrichment programming offered every quarter.

Montpelier is very lucky to have so many wonderful community services offered! [ know that this will only
get better with time. I'd love to see expanded programming, more events, etc.

What is Currently working well at the Senior Activity Center, Recreation, Parks,
and Cemetery that you want to see continue?

Montpelier Senior Activity Center Programs are affordable. Hubbard Park is a great asset to the City, but I
am concerned about the continuing problems with dogs. They need to be leashed when being walked in the
park.

We owe a debt of gratitude to Geoff Beyer for building and managing an incredible park system. Our parks are
clean (no litter), the trails are well-maintained, the staff negotiate well with those wishing to hold compatible
events and activities. And, within the capital of Vermont, one can walk from downtown or the Statehouse and
disappear into the woods for a lovely wilderness-esque experience. We must keep the feeling of wild within
our urban environment. As my children are getting older, we'll soon be taking advantage of more of the
sports and classes offered by the Rec Dept. And, [ look forward to finding out what opportunties are available
for my dear friend who is developmentally and physically disabled as I support him in staying active and
engaged.

The requirement for dogs to be leashed or under voice command in Hubbard park.

The newly renovated senior center is beautiful. It would be great to get the Rec Center up to par. THe Pool is
a great community resource and meeting place.
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[ don't know about the cemetery, but the other three services all seem to be doing a great job for the
community as a whole.

The rec center offers a lot of variety. The programming itself is good. BUT, a city of Montpelier's caliber, needs
to modernize its facilities. We are far behind other communities of our demographics, and with the city now
in charge, it seems they are wanting to go even further in cuts versus modernizing the buildings etc. A facility
that can offer sports, and activities of all kind is a MUST for a successful, forward thinking community. STOP
thinking about how to get rid of...START thinking about where, how and how many activities can we cover in
a modern building, ball fields etc.

Hubbard Park, the rec fields and pools are gems. A rec center in town and walkable, like the one we have, is
also very important. We need these services to continue and improve.

Pickle ball rocks! Variety of classes and other activities at senior center makes the facility welcoming.

[ think it's important to continue the toddler gym activities on Wednesday mornings. That has worked well
for my grandson. How can that continue if there is no gym? It's always been very well - attended whenever I
went.

Community meals, activities for people of all ages and socioeconomic status. Ilike that the senior and rec
center and parks are walkable from in town neighborhoods. It is good for kids and adults who don't have cars
or don't want to rely on a car.

MSAC works very well for many activities, physical, artistic, creative

To continue with a wide variety of classes. Hopefully not to increase the cost too much.

[ am least familiar with Cemetary services, but think that the Rec and Sr Center seem to be meeting the needs
of the youth and Senior Citizens of Montpelier. The Rec Depart summer programs could use better trained
camp leaders in my opinion, and could offer a wider range of activities than I have witnessed at the Rec Field.
And the pool continues to be popular until kids reach about middle school and then it is less of a draw -- so
more creative things for the middle-high school age should be added to the line-up.

As far as I know, it all works. [ have and would continue to suggest a fenced dog park at Hubbard Park as an
obvious fix for the continual complaints by both dog owners and non dog owners. When we lived in
montreal, there were a number of fenced areas; problem solved!

Open to the public senior center classes

The pool, rec fields, and baseball games in the summer are a wonderful, vibrant source of community. Let's
keep that going!

I do not currently utilize the senior center or, thankfully, the cemetery. I use the parks frequently and I think
that they are a fabulous asset for the city. I don't think that the recreation dept. offers me much value (see
comments below in #4). There are currently ample recreation offerings for youth so when I have kids I think
that they will have plenty to do in their free time. Additionally, there are a broad array of outdoor amenities
when the weather is nice (pool, sports courts, trails, etc.) but few when the weather is poor.

The parks are beautiful. Dogs should be on leashes.

We love the diversity of classes and sports offered in every season.

The Senior Center and Recreation both have a diverse range of offerings. I believe that there is room for
expansion of Recreation offerings at 58 Barre, possibly moving the Teen Center to the upstairs or basement
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there to more fully utilize the space.

SR CENTER CLASSES ARE AWESOME REC DEPT SUMMER CAMPS SHOULD CONTINUE

Recreation Department needs an overhaul with someone who has a vision for the dept. Many staff have left,
leaving one person to do it all. Very busy organization to only have 1 person in the office. Maybe a supervisor
that can supervise would help.

Variety of programming at senior center is great and affordable. Ski swap, pool, and rec activities good. Parks
are smokefree and this is great.

The faciltities are beautiful, and there are a huge variety of program offered.

[ don't know enough about the Senior Center or the cemetery to comment on those. We love the upgrades to
the ballpark at the Rec Field and we want to see those maintained. The pool is a great resource, however, it
would be very beneficial to parents of school age children to extend the pool dates through the beginning of
the school year so that kids have a place to go in the afternoons through August.

The meals on Tuesdays and Fridays, the delivered meals, the variety and quality of classes, and opportunity to
volunteer at the MSAC.

Pool programs, offering of choices for children and adults from the Recreation Department

great variety of classes- the fitness classes are hugely important for me. They are affordable, high quality and
have improved my health. Please continue these and expand if possible.

Hubbard Park is a true "hub" of recreation in Montpelier. The dog issue needs to be resolved. Personally, I
don't have an "issue" but clearly residents are divided about how dog use of the park should be handled.
Continue with free use of the shelters for residents. Maybe expand ways to use the sledding hill in winter and
provide cross country ski grooming in the parks.

['ve taken many classes through the Rec Dept as well as actively use the parks. I LOVE every class that I've
ever taken. Particularly, the variety of what's offered as well as the affordability. [ hope that these classes
remain accessible to all and hope that more options continue to become available to every member of our
community.

What concerns, if any, do you have about integrating these four City
departments (Montpelier Senior Activity Center, Recreation Department, Parks
Department, and the Cemetery?

My concern at the moment is not knowing what integrating means. If it has not been clearly defined yet, it
needs to be and that definition needs to be clearly communicated to residents. From that concerns, as well as
suggestions will most likely emerge.

My greatest concern is that the desire for structured activities and more developed space for activities will
encroach of the feeling of wildness within our parks. [ was alarmed to hear of the City's interest in selling off
the public good that is the Rec Dept building. Having a public gym space that is accessible downtown is not
something that we will ever be able to replicate again without outrageous expense. Selling it would be short-
sighted.

All transitions are challenging. I hope there will be a well-thought out plan to make this transition smooth.
This means taking into account stakeholders and especially staff/employees who may have valuable
information on what might work best.

Anytime you pull such diverse functions together, there's the danger of the mission and autonomy of each one
being watered down or diminished in some way.
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HORRIBLE idea. Maybe some integrating of administration, BUT nothing else. My 80 year old aunt who is very
active at the Senior center has NO interest in what my 4 and 7 year olds have for activities offered and vice
versa (or very few) - then why would you try and integrate them??

That it will lead to unnecessary cuts in all of their budgets.

Unless it would clearly result in huge cost savings, this action seems pointless and could be
counterproductive. It may be cost effective to collaborate on certain aspects, such as custodial, bookkeeping
or groundskeeping services.

[ haven't been able to fathom how all of those departments can fit into what I've noticed seems to be a
cramped office at MSAC. I have to admit [ haven't been at MSAC in awhile, but it seemed like a small space. I
can't imagine MSAC personnel being happy about this new development.

It would be a shame for these services to be moved to the outskirts of town. Focus on the downtown,
improving bike access, walkability and public transportation.

None - itis a good idea.

The current MSAC is already crowded. If any more personnel are placed there the parking will be even more
of a problem than it is now.

I do not see a down-side to this proposal

none

Will there be a place for reflection in the process even after decision have been made? Will dissent be
welcome? What will the governance structure look like? Will it too be multigenerational? What does a
thriving multigegnerational community services dept. look like for our community? Are there examples of
successful efforts we can study and invite advisement from? Even out of country? My concern is not
enough people's voices will be involved and that may be taken as dis-interest when it could be the questions
that would involve more, are not being asked. [don't know the process except that [ was invited to share my
thoughts, that's a great start. [ missed the June meeting, [ didn't know about it, but plan to attend the October
meeting. Thank you again!

I'm concerned that families -- often too busy to attend community meetings -- are not adequately represented
in the participatory process. Please make sure that you make efforts to reach out to families with children to
get their take. [ know that many in my circles complain jokingly about how short the pool season is, for
example. But that perspective did not come out in the recent community meeting -- which was mostly older
residents.

I can see the utility of merging some city staff in order to save money, if that is truly the goal. [ am curious as
to whether citizen oversight can be consolidated in an effective manner. [ believe that there are potentially
conflicting views that would come with integrating these departments. If the individual boards and
commissions remain, with the addition of a central community services board and then with final oversight
falling to city council then the length of time for decision-making could grow exponentially.

Loss of individual identity and internal conflict over budgeting

[ am concerned that you are selling the rec center. This is such a valuable community resource that is simply
underused because the vision hasn't been broad enough.

This is an opportunity to maximize efficiency. Reducing overall cost of these programs would be an
important step.
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n/a (do not make use any of these)

None.

[ do not want to see 58 Barre Street eliminated. I do not think the Senior Center space has a comparable
space to the gymnasium for the sorts of activities it allows. The school gyms can not be open during school
hours and are often unavailable after school hours as well due to after care needs.  And of course, just the
general sharing of funds and how to allocate scare ones. It already seems that the Rec Building has been
ignored; maintenance has been deferred, handicap access and asbestos abatement have not been addressed,
etc while the Senior Center has been renovated as new.

SOME DEPARTMENTS HAVE STAFF THAT HAVE BEEN IN CHARGE FOR A LONG TIME--WILL THEY FEEL
THEY HAVE "LOST THEIR POWER"?

Staff have had to move out of the building into the Senior Center into a 6x6 room. I'm not sure you quite get
what the Rec. Dept. does if you really think the Rec. Department is going to be efficient with all the changes
being made and put in a 6x6 room. I feel bad for the one staff person left at the Rec. in the office. My opinion,
bad move to go from School Dist. to City. Why try to fix something that was not broken. Only broken thing
there is that there is not any guidance/support from supervisor.

[ hope that integrating them will allow for administrative effeciencies that will reduce the costs of the
programs.

[ don't have a strong opinion on integrating the departments so long as there is sufficient staffing and
attention to maintenance to continue providing excellent service to our residents.

That some programs that are enjoyed and beneficial might be phased out because there aren't enough
resources or money,
no room no parking as it is now leave it alone as a senior center

Makes sense

[ worry that some activities will be cut due to lack of budget or personnel. I also worry that it is working well
now - why change it?

Seems like a good idea in theory, but I confess that I don't know about the realities of the departments. Is the
intention to save money? And/or to provide better service? IF so, are we sure that this consolidation will do
those things? Sometimes consolidation is offered as a silver bullet, but it isn't inherently better.

The Cemetery seems like "one of these things does not belong ...." Like REALLY does not belong. I don't
understand why it would be part of a more natural fit with MSAC, the rec dept and parks??? Very odd and
could end up sucking money away from much needed programming for living people.

My initial worry would be that the consolidation of departments could result in job losses and/or few
individuals being given too many responsibilities which could lead to weak programming. But if the
integration's intention is purely for collaborative purposes, [ think it's a great idea. Community services
would only benefit with the strengthening of partnerships. I see the possibility of creative approaches as all
the departments work together. The recent development of Langdon St. Alive demonstrates that Montpelier
is craving a stronger sense of community and I think that the integration of these departments can certainly
deliver. As long as the public is kept in the loop and continued to be asked for their thoughts and feedback.
Potentially creating a board of community members to help guide the Community Services Department?

71




What else would you like to us to keep in mind as we explore possibilities for
enhancing collaborations among these departments (Senior Center, Recreation,
Parks, Cemetery)?

[ would like to see lots of opportunities for community input. I think a series of small meetings as opposed to
one or two large ones will elicit the most useful input. At the large meetings, the most vocal tend to dominate
and that often times tends to intimidate the less vocal. I also would like to see the focus balanced to the
demographics of the community. We have an aging population and while we hope to attract more young
families, we need to, in the short run, be most attentive to the needs of our older residents.

[ appreciate the emphasis on multi-generational community services ... I assume this will explore
opportunities to dovetail the classes and facilities offered by the Rec Dept with those offered by the Senior
Center. Not only might there be efficiencies to be realized, the multi-generational approach is also what I
imagine we want for our community. Why segregate people by ages, or anything else, in cases such
differentiation is not critical to appropriate services? [would also like to see people who are not residents of
Montpelier paying their fair share to access Montpelier facilities and activities that are subsidized by
Montpelier taxpayers. Thank you for making such a concerted effort to collect public feedback.

I think it's important to keep the Rec Center building on Barre ST. It offers a great and centrally located and
subsidized or free place for Montpelier residents- youth, adults and very young to get physical activity in a
town where it's hard to stay active, especially during the heart of the cold winter months. My son does
TAEKwonDo there, my dauther has done the little spouts open gym and friends play adult basketball there.
Please find a way to keep this gem in the heart of downtown for those of us who can't afford to go to a private

Just that collaboration respects the identity and autonomy of each entity--any collaboration should enhance
the mission of each, rather than watering it down or forcing it into awkward compliance.

If you read what you wrote above - "Senior Center, Recreation, Parks, Cemetery" - Recreation and Parks go
together. Senior Center belongs by itself, as does the Cemetery. WHY are you trying to combine thses things -
OTHER then to save money - which means program cuts. You are going down a very dangerous path for a
community that supposedly wants to be a vibrant, modern community. New or modern rec center with Parks
Department would work (And yes, it is going to cost money and a decent amount of it) Keep the Senior center
by itself, and then cemetery by itself. [ am a big believer in the Rec Center - You need to be a lot more
transparent as to the "WHY" behind all this. It is time, without question, to start making decisions about these
center's futures, but its an odd approach - or one that I am not fully understanding.

Enhancing opportunities for community activities, cohesiveness and recreation are important. I think
interdepartmental communication can facilitate this. I would also like to see our parks, rec areas and living
areas linked up by better pedestrian and bike trails. Non-motorized access to and linkage between all of
Montpelier's public recreational and park areas is very important and will make us a better and healthier
community.

Need to continue offering recreational opportunities for seniors and children at downtown venues reachable
by walking or local bus.

There are grants and tax credits available (non-profits can sell the tax credits and put capital into rehab) for
accessibility, rehab and code compliance for buildings in the designated downtown. Not everything has to be
in one building. Keep services in town and available to people with a broad range of abilities.

Activities which pair children with the elderly can be very delightful for both. Elderhostel, aka Road Scholar
has a great program for grandparents and grandchildren, and I have enjoyed traveling with four of mine and
sharing their excitement about new parts of the world.
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Tear down the recreation building - erect a small office building and use the rest for a parking lot for the
MSAC, Rec. Dept., Parks and Cemetary all to use and allow overflow from the MSAC lot.

See above

Evening opportunities that are not necessarily athletic.

#3 comments.

[ would love to see the facilities at the pool upgraded and used for a wider variety of multigenerational
activities. That building is underused -- it sits empty most of the year -- and in need of renovation. If
upgraded and expanded, it could be a great hub for outdoor and rec activities for all ages -- perhaps colocate
some offices there and add some indoor community space for classes, etc. If you renovate it first, it could be
used for some of the activities currently at the Rec building while that building undergoes renovations.

[ am a relatively young, working professional with no kids and I don't feel that any department aside from
Parks offers me much value for my tax dollars. I can't use the pool 10 months out of the year and in the 2
months that it is open, the only time for me to swim laps is one hour in the morning. If I want to work out then
[ have to spend a fortune to go to the shabby First in Fitness. The city needs to provide for people from 20-40
and it needs to provide options for winters when the weather doesn't cooperate for winter activities. Does it
make sense to pay for a pool that is open for two months, especially with a beach just up the road? Perhaps
the money would be better spent on an indoor space that provides a few additional winter recreation
options. Or the pool should be heated so that it could be open another month or two. If the city is going to
create a community services department then I would like for my age group (20-40) to be well represented
when it comes to choosing a decision-making body and for planning future community services amenities.
Additionally, I think the library falls under the category of community service and should be considered as
part of this discussion.

It is crazy that the pool doesn't open until 1:00 in the afternoon (smack in the middle of nap time) and it
closes in the middle of August--in the heat of summer!!  Ditto for the Rec Summer Camp. What are working
parents supposed to do from Aug. 15 until September?? Short sighted and not considering families needs.

A housing component should be included within this new city department.

[ strongly believe that renovating the Rec Center should be a priority for the City. Clearly, there will be a
significant cost to this. However the Rec center provides a vital indoor venue for a community with very long
winters. The outdoor facilities at the pool/rec field and Hubbard Park are exceptional. This visioning process
should look at how to create an equally exceptional indoor space at the Barre St. facility in order to
accommodate indoor classes and programming. In addition to the gym, there should be more spaces for
small group activities.

[ would ask that you extend the comment period and have more than one workshop for public input. I did not
see the workshop advertised anywhere and only heard of it via an email the morning of the
workshop...insufficient time to find a sitter. I'm sure others were in the same boat.

I THINKIT IS A GREAT IDEA, WOULD BE EASIER TO MANAGE, EASIER TO COMMUNICATE RESOURCES TO
THE PUBLIC ETC

[ haven't seen anything on any sites or FB that let's the community now that the Rec. Dept. main office is
moving across the street for the patrons to know they've moved. ['ve been at the Rec. when people come in
the main office and to have 5 or 6 people in a tiny 6x6 room trying to sign up for classes/programs is crazy.
They have a copy machine but can't take it over to Senior center so they will use theirs but then have to pay
for the copies and then still pay on the copier contract at the Rec. Seems a waste of money. | will be curious to
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see how the many people that use the Rec. like seeing the changes. During school year, who will watch when
kids come after school for open gym? Someone wants to go play pool, who will be there to make sure it's not
being destroyed? Not sure how a building can be open but nobody there to oversee it. Just my opinion. I
think it was a bad move not only for the City to take the Rec. Dept. over, but to then move the office to a 6x6
room across the street is going to be very disrupting to the Dept. The City never came to board meetings to
really know what was working there, and what wasn't. I think you will get many complaints. Good luck.

The way the pool operates should be re-evaluated. It's currently very expensive for a membership (compared
to other area options like wrightsville resevoir), and I'm always surprised to see that it's not open more - it
opens very late in the spring, and closes very early in the fall. It seems like we as a city should be getting
more use out of this (really nice!) facility.

[ would say resist the temptation to cut or reduce services and instead invest in order to make all of these
programs more successful and to continue to have centers, parks, and cemetaries that contribute to a vibrant,
high quality of life for all Montpelier residents.

Giving people of all ages a chance to participate and enjoy recreational activities, and helping them feel
valued and productive through old age.

Keeping vibrant and healthy community in mind, smoke free events and areas, engaging seniors and kids in
community games and learning.

Keep in mind that many people - especially families with working parents, single parents and young children,
rely on the current rec department programming. Losing programming for kids would be a disaster ...
ESPECIALLY the basketball program.

I believe that selling the rec building is a step in the right direction. [ am really excited at the prospect that
maybe this building could be used to create desperately needed affordable housing in Montpelier (hopeful
that's a possibility). I think it's important for these city departments to also partner with existing
organizations that serve our most vulnerable populations. Rec programming, parks, etc should be accessible
to all.

Montpelier Senior Activity Center
Survey Monkey Results
May-July, 2016

The MSAC Membership response
11 total respondents

Vision (10 comments)
* Expansion in scope and variety of programs, including audience growth (nursing
homes, regional outreach, outdoor programming, wider participation) (7
comments).
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* Facilities: enhanced and expansion of space and type of indoor programs, exercise
space and equipment, indoor pool, expanded classroom and workshop space, a rec
building plan (6 comments)

* Community focus: welcoming: reaching out to all regardless of ability, volunteer
opportunities, accommodating everyone has access(2 comments).

Working Well? (9 comments)
* (lasses, variety, something for everyone (7 comments)
¢ Community meals (2 comments)
* Creative staffing and volunteers (4 comments)

Concerns (11 total comments)?
* Space congestion (5 comments)
* Retaining trained staff/not overwhelming them (2 comments)
* Dilution of current offerings to seniors - some populations lose out (elders group
who are too frail and disabled), budget - larger combined budget might be rejected
by voters (6 comments)

What else to keep in mind (9 comments)?
* How does advisory board fit into overall plan? (1 comment)
* Rec center building plan? (2 comments)
* Admin efficiencies whenever possible (1 comment)
* (Cemetery:
o Green burials? (1 comment)
o Not sure how the cemetery fits into the collaboration (2 comments)

Survey Monkey Results MSAC July 25, 2016

MSCA Members: Please describe your vision or dreams of how community
services will best meet the needs of seniors and all ages in Montpelier in the
next 5-10 years and beyond.

Lots of space; lots of classes; art classes for all ages. Pick up van making regular rounds - or by appointment to
our own pool, tennis courts.

Variety of activities and opportunities to connect for people from 1 to 85+ years - in Montpelier and
surrounding communities.

I think both the Senior Center and Recreation Dept. do a very good
job in providing services to people of all ages in our community. [ would be happy to have things continue as
they are with refurbishing of the Recreation Dept. building.

[ haven't thought this through but perhaps we could offer more activities for seniors in nursing homes and
assisted living facilities. Also a pool at the center.

Shared staff would be positive as would providing exercise machines at recreation department as well as
expansion of parks and making town pool more available to elders. Exercise at pool?
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Tear down or repair Rec Center and put a pool on the lower leverl with gym over that. And new classrooms
and parking around their property.

I envision a much larger facility which would be a combined recreation center which could house a senior
center. This includes a pool and exercise equipment, classrooms for yoga and dance, as well as a large arts
and craft area. More activities based on outdoors and nature could be offered. I cannot relate to the cemetery
being included. Not sure how that would play a role, except when all is said and done!

Some carefully selected workshops/classes with seniors and youth. People of all ages joining in activities
according to needs and abilities, rather than age.

Can there be a continuum of activity where regardless of age everyone has access to physical, social, artistic
and fun services? Can the vision of well being include a sense of participation across generations without
regard to abilities? Can people not just participate but also take a role in making things happen by addressing
needs in the community through activities initiated from a center?

Will provide a comfortable central location for activities, meals, socialization, education, as well as outreach
to those who cannot attend centralized activities. Events will take place in a variety of Montpelier locations,
large and small, to accommodate citizens of all ages in integrated activities. Opportunities will exist for
meaningful volunteer contributions to community. Events will be creatively planned and meet a broad
spectrum of needs.

What is Currently working well at MSAC that you want to see continue?

Art classes, yoga classes; health clinics. Great administrator/ paid & volunteer.

Interesting variety of classes, trips and exercise classes.

There is a wide variety of opportunities offered at MSAC. There is literally something for everyone. [ would
like to see that continue.

I think the Tuesday and Friday community congregate meals are working well for those who attend. I don't
know how we can increase attendance but I hope we can.
Great staff and volunteers. Would like to see more use of resource room for showing DVDs during day.

Everything!

Great offering of classes. Continued growth and creativity of leaders.

MSAC is currently meeting many needs. [ personally don't have any that are not available.

Physical activity programs. We should strive to try many ways to engage members and look for more ways to
make people smile.

Delicious meals, a wide variety of activities and classes, adequate space and time for socialization, many
opportunities for volunteering, resource availability.

What concerns, if any, do you have about integrating the senior center more
closely with other departments?

Where will we put everyone?

Keep experienced/trained/committed staff who know the constituents and operation of the Rec. Dept., Parks
Dept., cemetery and Sr. Center. Keep all partners supported and visible.
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I think that sharing the office space with the Rec. Dept.,while cross training may benefit both departments,
there is going to be a lot of congestion in a small office area at busy times.

My concern is that we have a lot of people at the center on certain days/hours and hope we don't increase
this number by too many more.

Concern that more focus is changing to address able bodied individuals at the expense of elders who are frail
and disabled which already exists in choice of trips which require high degree of independent mobility.

That seniors' budget will be added to the Rec Center and is rejected by voters since it would be so huge. That
Dan's job will become so large that he will not have personal attention to details that he now has.

None at this time. I think it would be good to have a variety of ages. As mentioned, not sure of the role of the
cemetery in this scenario.

[ agree with one MSAC member's concern about noise and commotion issues should children (whom I usually
enjoy) might exacerbate the already noisy atmosphere in our acoustically loud center. (Before her retirement,
the member who voiced these concerns had a career in early childhood education. She currently volunteers
as an assistant teacher with pre school children twice per week.)

Dilution of current senior services. Sufficient voice in maintenance and future for seniors in a large and
integrated department

There is a contrary notion of both joining in the effort of providing recreation to all but also making programs
relevant to each age group. We also need to find a way to change any negative connotation of "senior center."

Afraid programs aimed at seniors will be eliminated or watered down to reach a broader audience. Already
well-used space will become over-scheduled and crowd out senior-oriented activities.

What else would you like us to keep in mind as we explore possibilities for
enhancing collaborations among these departments (Senior Center, Recreation,
Parks, and Cemetery)?

How would Advisory Board fit into overall plan?

Rec Department is important to youth and adults - it needs a place for them to come and have coaching and
do indoor, year around sports. Keep the Rec. Center in town.

[ am hoping that all of this is not just a means for the city trying to save money. I fear that it is. Why can't the
Recreation Dept. building be refurbished? It would be more cost effective certainly than paying for a new
facility and the location can not be duplicated.

Might include elders working to provide more green burials on the cemetery commission.

Dan’s job will become so large he will not have personal attention to details he has now

How many people would be using the senior center; how crowded it might become.

Possible educational abilities between seniors and youth in both directions. Also seniors serving as mentors
and young people helping seniors with physical challenges.

Administrative efficiencies and program collaboration wherever possible.

Not sure how Cemetery and the other groups can collaborate. Clearly the Senior Center, Recreation, and
Parks can collaborate and cooperate in planning activities for all ages, sharing of facilities, shared expertise in
community involvement and in reaching target populations.
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Appendix E
Approaches to Integrated Community Service — Research Summary

11/23/16

Approaches to
Integrated
Community Services

What can Montpelier learn from
other communities’ experience?

Confluence — August 22, 2016

Towns and Cities in our Study

® WinooskiVT ® Keene NH

® Montpelier ® Salem NH

® Hartford VT ® Concord NH
® Lebanon NH ® Burlington VT
® Augusta ME
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. Population Population Median
Town or City Change Since | Household
2000 Income

Winooski VT 7:339

Montpelier VT
Hartford VT
Lebanon NH
Augusta ME
Concord NH
Burlington VT

. Population Population Median
Town or City Change Since  |Household
2000

Winooski VT 7,339 HEIoR2

Montpelier VT 7,755 -4.5%

Augusta ME

Keene NH
Salem NH
Concord NH

Burlington VT
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. Population Population Median
Town or City Change Since | Household
2000 Income

Burlington VT 42,000

Town or Stand-out Features or Strengths in Community Services
City
Winooski VT * THRIVE afters

* Obrien Community Center

Concord NH

Burlington VT

11/23/16

80



Winooski VT
Hartford VT
Lebanon NH
Augusta ME
Keene NH
Salem NH

Concord NH

Burlington VT

Town or
City

Winooski VT
Hartford VT
Lebanon NH
Augusta ME
Keene NH
Salem NH

Concord NH

Burlington VT

Stand-out Features or Strengths in Community Services

Stand-out Features or Strengths in Community Services

* THRIVE afters
* Obrien Community Center

* Recreation program certification * Friends groups
* Relationship with Department of Corrections

*Trails, greenways and open space management
* Music program

11/23/16

81



11/23/16

Stand-out Features or Strengths in Community Services

Winooski VT * THRIVE after school program
* Obrien Community Center

Hartford VT * Recreation program certification * Friends groups
* Relationship with Department of Corrections

Lebanon NH *Trails, greenways and open space management
* Music program

* Community services administrative integration
*“Quality of Life Department” * Seamless cross-departmental cooperation

Keene NH

Salem NH

Concord NH

Burlington VT

Augusta ME

COMMUNITY SERVICES COMMUNITY
PurposelMission Statement

Augusta Community Services Department believes recreational, educational, childcare, historical, health and welfare,
cultural and leisure time activities enhance the quality of life for citizens of this community. We are dedicated to
protecting, preserving, and enhancing our park system and natural resources. We meet the demands of the community
through effective use of financial and human resources. Our professional staff and volunteers design and deliver quality
activities and services to all people. We are committed to sound fiscal policies.
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Winooski VT
Hartford VT
Lebanon NH
Augusta ME
Keene NH
Salem NH

Concord NH

Burlington VT

Town or
City

Winooski VT
Hartford VT
Lebanon NH
Augusta ME
Keene NH
Salem NH

Concord NH

Burlington VT

Stand-out Features or Strengths in Community Services

* THRIVE after s
* Obrien Commu

* Recreation program certification * Friends groups
* Relationship with Department of Corrections

*Trails, greenways and open space management
* Music program

* Community services administrative integration
*“Quality of Life Department” * Seamless cross-departmental cooperation

* Innovative maintenance headquarters
* After school programs ~ * Bikeways

Stand-out Features or Strengths in Community Services

* THRIVE afters
* Obrien Community Center

* Recreation program certification * Friends groups
* Relationship with Department of Corrections

*Trails, greenways and open space management

* Music program

* Community services administrative integration

*“Quality of Life Department” * Seamless cross-departmental cooperation

* Innovative maintenance headquarters
* After school programs ~ * Bikeways

* Relationship between recreation and senior center
* DPW's relationship to parks

11/23/16
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Stand-out Features or Strengths in Community Services

Winooski VT

Hartford VT * Recreation program certification * Friends groups
* Relationship with Department of Corrections

Lebanon NH *Trails, greenways and open space management
* Music program

Augusta ME * Community services administrative integration
*“Quality of Life Department” * Seamless cross-departmental cooperation

Keene NH * Innovative maintenance headquarters
* After school programs ~ * Bikeways

Salem NH * Relationship between recreation and senior center
* DPW's relationship to parks

Concord NH Center

Burlington VT

Concord NH

On April 11, 2016, the City Council appropriated $7.1 million for the design and construction
of a new citywide murti—generatlcnar’community center at the site of the former Dame
School located at 14 Canterbury Road. The new 33,000 square foot facility will feature
the following amenities:

3 multi-purpose programming rooms, one of which will be used for part-time public
library services;

2 rooms for exercise and aerobics;
dedicated space for senior citizen programming;

a large multipurpose room featuring a stage and catering kitchen for functions and
performances;

an 8,000 square foot, high school size gymnasium with locker rooms; and
offices for the Parks and Recreation Department.

Approximately 18,750 square feet of the existing former school building will be incorporated
into the project. The balance of the facility will be new construction. The design and
permitting process for the project is currently underway.

84



11/23/16

Stand-out Features or Strengths in Community Services

Winooski VT * THRIVE after school progra
* Obrien Community Center

Hartford VT * Recreation program certification * Friends groups
* Relationship with Department of Corrections

Lebanon NH *Trails, greenways and open space management
* Music program

Augusta ME * Community services administrative integration
*“Quality of Life Department” * Seamless cross-departmental cooperation

Keene NH * Innovative maintenance headquarters
* After school programs ~ * Bikeways

Salem NH * Relationship between recreation and senior center
* DPW's relationship to parks

Concord NH * New Recreation Center

Burlington VT Stewardship positi

A Common Problem:
Insufficient Resources

Augusta ME has lost 22 FTE's since 2008

Hartford VT's Tad Nunez says, “The departments are
known for being asked to do more and more, and famous
for their response: ‘We'll take care of it!"”

Lebanon NH’s Paul Coates says they could make great use
of a multi-purpose community center, but haven't yet
been able to afford one.

Keene NH’s Andy Bohannon says,” We manage four
departments with more coming under our wing and no
assistant manager.”
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Relationship of Community
Services to Senior Centers

These communities have integrated their Senior Centers with
their community services:

® Winooski

® Augusta

® Salem

In addition,

® Keene is conducting a feasibility study about bringing a

non-profit Senior Center into the fold of their community
services program

Relationship of Community
Services to Senior Centers

® Other relationships include:
® Hartford VT leases property to Bugbee Center, a non-profit

® Lebanon NH Recreation Dept offers life-span
programming in cooperation with the senior center

® Burlington lists senior centers as partners
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Relationship of Community
Services to Cemeteries

Town or City | Where Cemeteries are Housed
Hartf Mostly private
Winooski

WPy
Within DPW, along with all parks

SEIE Within “"Community Services Department”
Keene
Augusta

Within “Parks, Rec, & Waterfront Department”

Relationship of Community
Services to Cemeteries

® Keene manages:
9 cemeteries, one with active burials

® One superintendent and two cemetery tech staff are used to
manage them

® Keene: cemeteries moved from DPW to Community Services for
these reasons:
Improvements to record keeping and administrative efficiency
Improvements to customer service

Ability to marshal volunteers to help with digitizing records, as
working with publicis a strength of Community Services, more
than DPW

Economies of scale

10
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Relationship of Community
Services to Cemeteries

® Burlington manages:
3 cemeteries
1 chapel

® Atotal of four FTE’s are used to manage them

® Cemeteries are managed in parks department

Partnerships, Commissions,
Friends Groups, and Volunteers

® Trends:

In smaller towns volunteer participation and friends groups are
increasingly essential to getting the work done (eg: Lebanon)

11
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Partnerships, Commissions,
Friends Groups, and Volunteers

® Trends:
In smaller towns volunteer participation and friends groups are
increasingly essential to getting the work done (eg: Lebanon)
Parks may be better able to attract and manage volunteers and

friends groups under Recreation or Community Services than under
DPW (eg: Winooski)

Partnerships, Commissions,
Friends Groups, and Volunteers

® Trends:
In smaller towns volunteer participation and friends groups are
increasingly essential to getting the work done (eg: Lebanon)
Parks may be better able to attract and manage volunteers and
friends groups under Recreation or Community Services than under
DPW (eg: Winooski)
Seamless cooperation between departments is critical to the success
of community service departments (eg: Augusta, Hartford)

12
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Partnerships, Commissions,
Friends Groups, and Volunteers

® Trends:
In smaller towns volunteer participation and friends groups are
increasingly essential to getting the work done (eg: Lebanon)
Parks may be better able to attract and manage volunteers and
friends groups under Recreation or Community Services than under
DPW (eg: Winooski)
Seamless cooperation between departments is critical to the success
of community service departments (eg: Augusta, Hartford)
For open space protection and acquisition, partners are critical (eg:
Augusta, Lebanon, Keene, Winooski, etc)

Partnerships, Commissions,
Friends Groups, and Volunteers

® Trends:
In smaller towns volunteer participation and friends groups are
increasingly essential to getting the work done (eg: Lebanon)
Parks may be better able to attract and manage volunteers and
friends groups under Recreation or Community Services than under
DPW (eg: Winooski)
Seamless cooperation between departments is critical to the success
of community service departments (eg: Augusta, Hartford)
For open space protection and acquisition, partners are critical (eg:
Augusta, Lebanon, Keene, Winooski, etc)
Transitions to Community Services model has resulted in some
consolidation of appointed commissions.

13
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Organizational Models
and Leadership

® Several of the cities and towns we researched
demonstrated significant integration of community
service functions. In each case there is a Director of
Community Services.

® The following examples include:
Keene
Augusta
Winooski

Organizational Models
and Leadership: Keene NH

Aide |1

14
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Organizational Models
and Leadership: Augusta ME

Augusta Community Services Budget

Community Services admin
$187,560
Public Library
747,271
Recreation
166,301
Parks and Cemetery*
836,037
Fort Western
104,793
Bicentennial Nature Park
26,819
Health and Welfare Administration
160,264
General Assistance
230,000
Community Services Budget less Library, Health | $1,321,810
and Welfare and General Assistance

*Maintenance of all buildings and parks, school grounds, etc comes through the parks and
cemeteries budget.

Organizational Models
and Leadership: Winooski VT

Winooski Community Services

Our mission is to promote lifelong
wellness; enrich the lives of
community members; and to
offer high-quality, affordable Winooski Memorial Library

programs, activities, and events Sl EGn NG

? senior Frograms
that meet community needs and S
respond to community interests. Ve rrograms

We offer services and programs Parks and Recreation

to the Winooski community Community Gardens
including Thrive After School O’Brien Community Center
programs, Senior programs, =

Community gardens, and O’Brien iyars Public Fo

Community Center rentals.

15
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Questions

® What other questions do you have?

® What additional research is needed? For example
Burlington Rec Dept and Parks Steward
Salem Community Services Director (Also does Rec and
Senior Center)
Winooski Community Services Director (also does Senior
Center or THRIVE)

Community Services Department
Sample Organizational Options

Leadership
and Admin

Parks Seilies Cemeteries Recreation
Center

16
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Community Services Department
Sample Organizational Options

Leadership
and Admin

Registration/

Facilities .
Programming

Community Services Department
Sample Organizational Options

Leadership
and Admin

Recreation

Programming Parks and Senior Center

Cemeteries

Buildings,
Grounds,
Facilities

11/23/16
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Community Services Department
Sample Organizational Options

Leadership
and Admin

Cemeteries Parks and
Recreation

Community Services Department
Sample Organizational Options

® There are other sample organizational options, but first
some questions:

18
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Organizational Models
and Leadership - Questions

® What services should we include in the Community Services
Department?
Parks?
Recreation?
Cemeteries?
Senior Center?
Others?

Organizational Models
and Leadership - Questions

® Can we assume we will have a Community Services
Department with a single Director in all the models we
develop?
This could be either full time or part time.

19

926



Organizational Models
and Leadership - Questions

® What thoughts do you have about how the community
services department will be organized? What is the
organizational structure? Institutions vs functions

Facilities, grounds, registration/programming

Senior center, rec programming, parks and cemeteries:
(buildings/grounds/facilities)

Parks, recreation, cemeteries, senior center separately
budgeted programs within CS Dept

Senior Center, parks and rec, cemeteries
What else?

11/23/16
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F. Research Data: Table and Notes from Town Interviews

The Organization of Community Services
Profiles and innovations in 8 Northern New England Communities
Montpelier Intergenerational Community Services Project

Community Services

Keene, NH:
Contact: Andy Bohannon
Admin and program staff
14.FTEs

1 director

1 rec program staff

1.5 admin assist.

1 facilities super,

5 facilities maint. staff

1 parks and cemetery
superintendent

2 cemetery tech staff

2 park tech staff

Lebanon, NH Recreation and
Parks

Contact: Paul Coates
5FTEs

1 director

2 program coordinators

1 full time maintenance staff
1 admin assist

Hartford, Vt

Contact: Tad Nunez

7 FTEs

1 director, 1 admin assistant 1
rec program, 1 Assistant Dir. 2

Park Laborers and hiring another

FT Laborer this fall

Burlington, Vt
Contact: Gary Rogers, rec
superintendent of rec div

Parks?
yes

16 parks,

2197 acres of open space
27 miles of trails,
Ashuelot River greenway

yes
Greenway parks, hiking
trails, camping and rail
trail managed by
Lebanon Planning via
Conservation
Commission

yes
13 parks and 15 miles of
trails

Parks is a separate
division taking care of
physical property: parks,

Rec?
yes

10 ball fields,
6 playgrounds,
8 tennis courts

es
Veterans
Memorial Pool,
Coburn Park -
city green, ball
felds,
playgrounds,
skate parks,
several parks
and ball fields

yes
Summer pool,
rink, 9 tennis
courts, new
Maxfield
playing field
complex.
Upgrades to
pool, rink and
construction of
Maxfield with
$8 million
ICETEA

yes
Allk-12
leagues,

Cemeteries?

yes

Recently moved
from DPW

9 cemeteries, 1 with
active burials

1 super and 2
cemeter
maintenance staff

Privately
maintained

Cemeteries moved
from stand alone to
rec

Senior Center? Other?
Feasibility study planned ~ library
to move senior center,

currently a non-profit, into
community services

Private non-profitrunby ~ library

Council on Aging

Hartford Rec
maintains 90%
of the school
districts fields,
and manages
public use of
after hours
school spaces

Bugbee Center serves 4
town region. Property
owned by town, managed
by White River Council on
Aging

Harbor, Street
tree program
8,500 trees

There are two
independent senior
centers in or nearby. Burl.

Rec. Center

Rec center includes basketball court,
meeting rooms, shared by seniors and
afterschool programs, offices

Maintenance facilities are innovative
Cemetery equip shed on one side, parks and
facilities on the other, shop in middle

Keene has a YMCA with indoor pool and
exercise gym

Lebanon Rec owns little in way of facilities.
Recently attempted to develop a community
center using a closed elementary school.
The school district denied them.

Carter Whitherell Rec Center managed by
the Carter Community Building Association.
Has indoor pool, gym, and exercise room.
90% of their operating income comes from
fees. An endowment allows them to
provide program discounts and free
services.

Rec office in town hall

Aquatic Center complex - indoor pools,
exercise rooms and lockers - funded by
private foundation, managed by a non-
profit. Hartford owns building and
property.

Burlington has a YMCA with pools and
aquatic programs not a part of the city

Notes

Budget is $2,908,214 (includes a large maintenance
budget for all city facilities (fire, police, city hall,
library, and rec center).

Keene markets itself as a biking center and promotes
its bike ways broadly beyond the region

Program registration almost entirely online. Roughly
40% of admin time is spent on cemetery related
customer service.

$991,000 annual budget. “Community services” is
two lines in the general services budget: rec and
library. Major capital project is a 2 million dollar
extension of the northern railroad rail corridor
through town. Lebanon s consistently voted among
the top 5 small cities to raise children in the
outdoors. Rec has a very active free community
concert series on the city green, also organizes the
weekly farmers markets there. Little in way

$1 million annual budget, roughly 30 % of the budget
covered by revenues from lease fees, program fees
and other sources including grants. Hartford is a
great example of the power of friends groups and
resource sharing. They have an innovative
relationship with DOC relevant to Montpelier. Year
round aquatic center developed and managed by
local non-profit. Property owned by town.

Pop 42,000
Median resident age 27

Vermont median age 42.5
Median household income 43,323
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Burlington, Vt
Contact: Gary Rogers, rec
superintendent of rec div
srogers@burlington.vt.gov
9 FTESs: 1 super,2 event
planners,5 rec specialists, 1
admin assist

Augusta, Me
Contact Leif Dahlin
Community services is “the
quality of life” department
including libraries and welfare
and childcare programs with
parks, rec, cemeteries, senior
Budget: 1.4 mil. (that's net of
library’s, childcare and general
assistance programs

Concord NH
Contact David Gill

Winooski, Vt

Contact Ethan Hausman

(802) 777-1621
chausman@winooski.org
Winooski Community Services
Dept has seven program areas
for all ages

Salem NH

Contact: Chris Dillon
Director of Rec
Director of Community

Parks is a separate
division taking care of
physical property: parks,
trals, bike paths,
cemeteries, street trees
23 parks, 3 bike paths
(12 miles of paved)

yes
Park and cemetery
bureau’s budget includes
maintenance for all city
owned improved park
spaces and facilities 836K
budget

No (DPW)

(Winooski Valley

Parks District is also very
active in terms of
expanding park lands
within the Winooski
Valley between Winooski
and Williston)

DPW

programming,
extensive trips
and programs
for adult 50+

yes
Rec budgetis
166,000
mainly a rec
programming
bureau (no
maintenance)

yes
5 community
centers
available for
event rentals:
good model re:
adapt reuse of
schools

Yes
Rec manages
sports, camps,
afterschool
programs,
gardens and
Tai Chi for
senior

yes

Cemeteries moved
from stand alone to
rec

3 cemeteries, 1
chapel

4 FTEs including
superintendent
also 8500 street
trees

yes
Cemeteries is
lumped together
with parks bureau

yes
13 managed by
parks and rec

No

There are two
independent senior
centers in or nearby. Burl.
Lists these as partner
programs. Currently Burl.
Rec is absorbing Lake
Champlain Senior Center

yes
There is a quasi-public
senior center nearby, but
Augusta community
services also hosts space
in its rec building for
senior programs

yes
Winooski Senior Center
seniorcenter@winooski.vt.
org

Harbor, Street
tree program
8,500 trees

3 FTEs with
certified
arborist

Public welfare
programs,
library

Community
gardens, library

Rec maintains
all city owned
buildings

Burlington has a YMCA with pools and
aquatic programs not a part of the city

Buker Rec center (Senior Center) with gym,
meeting rooms, senior center space and
headquarters. No indoor pool. Augusta has
two YMCA pools.

Brand new 7 million dollar “multi-
generation” recreational complex recently
approved. An adaptive reuse of school
building. Building will include full sized
gym, exercise spaces, rentable meeting
rooms, parks and rec offices. Does not
include a pool. Concord has a YMCA
swimming facility

0'Brien community center:

Pop 42,000
Median resident age 27

Vermont median age 42.5

Median household income 43,323
Per capita income 25,994

Many commissions abolished under Mayor Clavelle,
for efficiency. Org chart is functional. Maintenance of
all city buildings/lands is split between two divisions
- facilities and parks/cemeteries (a strain on Rec
resources). Land steward position s relevant to
Montpelier. Innovative merger recently with LC
Senior Center (to be housed in City purchased closed
school- north end)

Not a great Rec website

Excellent budget breakdowns of each bureau.
Community services has lost 12 FTEs since 2008
They do their open space acquisition program in
partnership with Kennebec Land Trust and other
partnering organizations

Concord has a population of 42,000, the same as
Burlington, and one of the highest household
incomes in NH which has among the highest
household incomes in the country. The new rec
center a useful example for Montpelier.

Pop 7,239
Pop change since 2000 +10.2%
Median resident age 31.2

Median household income 44,828

Salem uses innovative community services model
combining senior center with the rec department.
Rec is now located at senior center.
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Montpelier Community Services
Research — Raw Notes

Interviews: Mapping Roles and Relationships in Parks and Rec Departments: A Comparison
of 8 city/town parks and recreation departments in Northern New England
Montpelier Intergenerational Community Services Project

Montpelier, Vt.
Burlington, Vt.
Hartford, Vt.
Lebanon, NH
Keene, NH
WinooskKi, Vt.
Salem, NH
Augusta, Me.
Concord, NH

Model Communities
Hartford, Vermont
Contact Tad Nunez, title

Phone:

Email:tnunez@hartford-vt.org

Call made 8:30 Wednesday 8/10/16
Call his land line (5036)

Hartford Parks & Recreation

171 Bridge Street

White River Junction, VT 05001
P -(802) 295-5036

C-(802) 356-4176

F - (802) 295-6382
www.hartford-vt.org

Parks and Rec Budget? $ 1 mil. 30% + returned in program fees, leases and other sources. 8
million recently spent for cap improvements (municipal bonds primarily)

Annual Taxpayer contribution to budget?

Population of the town 9,900 *

Per capita income $29,689

Median household income $51,600

Major rec physical assets: Outdoor pool, ice rink, 9 tennis courts, new Maxfield sports
complex, 13 parks/refuges, 10 to 15 miles of trails. They just completed $8 mil in bonded
improvements including the new Maxfield sports complex, and improvements to pool and
ice rink (making it indoors).

List of programs for all ages, including seniors? Programs for all ages (see website)

The Aquatic Center? The city owns the property, the aquatic center is operated by a 501 ¢ 3
non-profit org. with separate executive director. Town provides no direct funding.
Residents get a break in membership fee

Staffing 7 FTEs (director, assistant director, admin, rec program., parks program, and 3 park
laborers. You have a budget of a million more or less: what part of that do you return the town in
lease payments and program fees and other sources? 30%+ Also, when you said you had 6 FTE’s:
I'm not sure I got the breakdown right: 1 director, 1 admin assistant 1 rec program, 1 Assistant Dir.
2 Park Laborers and hiring another FT Laborer this fall = 7 FTE
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How much of your total FTE is focused on facilities and grounds maintenance? 40% + (Note:

Our Assistant Director over-see the park/facilities operations and assist with over-al

Park/Rec admin duties.

Do you have an organizational chart? Yes

How are duties generally divided? (see above)

Is there a rec commission, a park commission? Yes, Hartford has a parks and rec appointed

commission

Do you have a Parks and Rec. Friends group or other important non-profit partner?

Numerous friends groups: Outer circles include Hartford Resilient Community group,

Hartford Area Chamber, Upper Valley Health Alliance, closer circle includes Youth sports

club and associations, close to the heart, the parks and rec commission, the Hartford Tree

Board - Tad is staff liaison. Friends groups for many parks activities: gardens, dog park

friends group, ice rink friends group, Hurricane Town Forest friends group. There are trails

volunteer groups, park ambassadors, team coaches. Tad sees the department as facilitator.

There is a new friends group for Dewey’s Pond (they recently got Valley News publicity for

volunteers removing water mill foil from the pond).

Relationship to non-profit partners? What do they do for the Rec Department? Tad sees a

primary role of the department as facilitator. Numerous important relationships to local

and regional organizations including White River Partnership and other state and regional

groups.

Relationship to other local commissions including conservation commission?

How many active volunteers: many for almost every activity and every site (see friends

groups below) including volunteer coaches and park volunteers. There is a group that puts

on hunter safety class, special events volunteers, volunteers within the school district

Does rec manage resident sports leagues? Yes

Relationship to schools? Very close knit relationship to schools. Rec cares for about 90% of

school and town fields and indoor activities take place inside schools. Agreements between

town rec and schools are spelled out in agreements.

Relationship to public works? Yes, close relationship to Public Works. Sharing of equipment

and staff. A very active back and forth. Sharing of DOC crews

Relationship to cemeteries? Does not directly manage cemeteries which are mostly private,

but there do seem to be DOC crews in cemeteries mowing and trimming.

[s there a senior center in town? Bugbee Senior Center managed by The White River Council

on Aging serving Hartford, Hartland, Norwich, Thetford. Land and buildings owned by

town. Small amount of support provided annually (via warrant article?) Programs limited

to meals and transportation.

(Hartford) What if any relationship does Parks and Rec have with the new league ball

team? Upper Valley Night Hawks, a franchise of the NE Collegiate Baseball League uses the

new baseball diamond at Maxfield complex, through lease agreement.

Organizational restructuring: Town of Hartford with stress on budget and less $ in cap

budget, asked Parks and Rec to review all parks with the aim of reducing costs through

reduction of services. Tad has several strategies for reducing parks and rec costs.

1. Expanded relationship with Department of Corrections - 3 crews around town.

A pilot project begun two years ago attempted to help inmates with re-entry
into the job market by provide one crew with enhanced role in the rec
department including enhanced training, great responsibilities, linkage to one
site (Maxfield complex). Program involves treating ex-inmates as staff
(uniforms, regular meetings, education and training opportunities). The end
game is to help these get over the stigma, the culture of inmatehood. Higher
expectations and treatment like regular employees. He’s had to fire two
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employees coming through the program. “The endgame: your crap stays at the
door.” DOC in the cemeteries: “got to learn to respect the headstones!”

2. Expanded role for volunteers: attempting to ramp up the level of complexity
and responsibility of volunteer roles: trail maintenance, playground equipment,
trimming, weeding. Some of the lease agreements are changing to reflect the
department’s changing role in maintenance and the shift to the volunteer
(Quechee fields, Kiliwatt Park, for example). Leases changing to reflect reduced
maintenance services.

3. More sharing of resources in general. Eg: looking at joint purchasing/bulk
buying with schools. Also machinery use and maintenance sharing. “We share
everything to get the job done.”

* Standout Strength of Hartford Rec?

e It's agency accreditation: Every year since 2010. The accreditation is hard to achieve and
few parks and recs programs can claim it. It indicates a certain level of quality and
professionalism that has paid great dividends over time. Also Tad’s innovative work with
DOC.

* Connections to other programs: Tad mentioned Augusta, Maine’s program of innovation
around reorganizing structure for efficiency. The contact there is Leigh Dahlin.

e Also see the New England Parks Conference (annual) A 501 (c) 3 org. professional
organization that is run and attended by many of the leaders of parks and rec I've been
talking to.

¢ Aninteresting take away about the culture of parks and rec departments regionally: They
are asked to do everything and their typical response is:

o “Idon’t have the staff, but don’t worry, I'll get it done.”

¢ Tad sees more and more collaboration and sharing in the future, regionally, and beyond. He
sees the magic marker borders expanding outward. Crowd sourcing, technologically, the
regional approach is going to become more and more the reality.

Lebanon, NH
Recreation and Parks
Contact: Paul Coates, director

Interview notes: a conversation with Paul Coates, Director of Lebanon Recreation and Parks

* Lebanon voted one of the top 5 places to raise kids outdoors, one of the most active cities in
the country.

¢ Lebanon overview: Lebanon, a small city, historically important mill town in the center of
the Upper Valley region consistently voted one of the top five places to raise kids in the
outdoors, one of the most active small cities in the country.

¢ Standout Recreation and Parks Features: free public music programs, farmers market at
Coburn Park, Witherell Rec Center (not owned or run by City), Joint use agreement between
city and school district. Also Storrs Hill ski area in the city - owned and managed by non-
profit Lebanon Outing Club - with some city help

e Current special projects: 4 mile extension of northern rail trail: 2.2 $ million in donated
funds is goal; the conversion of closed Seminary Hill School into a public rec community
center (not going to happen soon).

¢ Parks and Rec Budget? Under general fund, community services (also under community
services is a line for libraries) $991,320 (library budget is 1.3 million)

e Staff FTEs 5
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* Major rec. managed parks and facilities: Veteran’s memorial pool, several ball fields,
Riveside Skate Park, play ground and pavilion, and Coburn Park (managed by DPW)

¢ Other parks and open, and trails: substantial. Much of this managed by the Lebanon
conservation commission and planning department. Trails include northern rail trail,

e Storrs Hill Ski Area managed by Lebanon Outing Club, Boston Lot.

Other Rec organizations:

¢ Witherell Rec Center, Carter Community Building Association. A tax exempt organization. A
full service indoor and outdoor Recreation building with pool, courts, exercise. Fee funded.
“Endowment allow us to provide discounted and free services.”

¢ Also Upper Valley Trails Alliance, The Northern Rail Trail Association.

List of programs: Youth sports, Day Camps, summer pool, Farmers Market, parks and facilities

maintenance, patriotic purposes (4t of July fireworks)

Special programs for seniors? Yes.

[s there a Rec commission? No longer. It's been replaced by a new non-profit partner, Lebanon

Friends of Recreation and Parks, with a mission to raise awareness and contributions for

special projects

Strengths of Lebanon Rec and Parks Department:

Paul Coates: The standout strength of Lebanon recreation and parks is that everything we do is
oriented around community building. We are very clear about our purpose... to bring people of all
ages and abilities together, including senior mentors for kids and young mentors for seniors. To
build community.

Finding more and more ways to get people of all ages active and outside and finding
community together.
Changes Needed?

* More $ resources needed. We can’t do some things that really need more $ to get done. We
can always bring significant human volunteer resources to the table. Eg: The conversion of
Seminary Hill School into community center would have been a remarkable improvement.
We have the human capital but need a go-ahead from school district and Cap improvement
funding. (this is one of the reasons they started the friends group)

Facilities

* Recreation and parks owns very little in the way of facilities besides having an office in city
hall. The senior center in Lebanon is a non-profit (Council on Aging run)

* And Lebanon has a very fine private non-profit recreation center with all the amenities
called Carter Whitherell Rec Center managed by the Carter Community Building
Association. 90% of their operating income comes from fees. An endowment allows them
to provide program discounts and free services.

¢ Other facilities include Veterans Memorial Pool,* Coburn Park - city Green, ball fields,
playgrounds, skate parks, several parks and ball fields

* Pool fees are kept artificially low because swimming instruction is viewed as so critical.
Kids pay $1 for the pool. Veterans go for free.

* School district owns the majority of athletic space. City is short on field space. Leb has a
joint use agreement spelling out that when district has not scheduled use the facilities
(mostly outdoor for liability reasons) parks and rec gets first dibs.

¢ Lebanon schools have their own maintenance department (middle school uses a city
baseball field and Lebanon Rec uses some of the high school fields.)

Outlying parks and trails managed by other city entities, primarily by Lebanon Conservation

Commission (in NH conservation commissions are mandated by state statute
* 1704 acres of city owned park lands

e 23 miles of trails
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o The conservation commission at a small cost to tax payers (8K annual budget) hires
a summer ranger to patrol park land and trails and manage trail crews - volunteer
and your YACC. More miles of private land trails are also open to the public
* Major capital project:

* Mascoma River Greenway extension: because it’s an old rail line that goes through the
center of town, it is viewed as an important transportation corridor. Cost has inflated to
around 2.5 million to improve 4 miles. About 1.2 million is raised, they may go to the
city cap fund for the rest.

Key stakeholders

* The Rec Commission has been disbanded

* Friends of Recreation and Parks - a 501 (c) (3) is new and up and running with their
own board. Purpose to raise $ for specific projects.

Budget
e 2016 $991,320
e program fees collected $182,000 - for programs portion of the budget, about 90% of the
program costs are covered.
* Not so, the pool which returns about 25%
Staff
5 FTEs (not including part time seasonal staff)
¢ 1director
* 2 program coordinators
¢ 1ladmin
¢ 1 full time maintenance and seasonal staff
Ages served: All ages 2 year olds up to seniors of all ages.
Cemeteries: DPW manages all maintenance and interment, soup to nuts

Keene, NH
Keene Parks, Rec, and Cemeteries (Keene Parks and Rec, and
Facilities Department)
CONTACT
Andy Bohannon, Director
Phone: 603-357-9829
Email: abohannon@ci.keene.nh.us
KEENE Community Services Department: Parks, Recreation and Cemeteries
312 Washington Street, Keene, NH 03431
phone: 1-603-357-9829
fax: 1-603-283-5661
VISION
Our community works together to provide for life-long opportunities for active living and wise
stewardship of natural resources. Keene has beautiful, well-maintained parks and cemeteries, a
citizenry that incorporates physical activity into their daily lives, and a connected system of open
space, parks and trails.
MISSION
The Keene Parks, Recreation and Facilities Department is to provide the citizens of Keene with
quality community services and amenities including a parks and cemetery system, balanced
environmental stewardship and diverse programming to inspire and support active lifestyles for all
ages throughout the life span.
Staff
(7.5 FTEs)
* Andrew Bohannon, CPRP, Parks, Recreation and Facilities Director
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¢ Edward "Chuck" Sweeney, Superintendent of Parks and Cemeteries Maintenance

¢ Meghan Spaulding, Recreation Programmer

¢ Toni Bartley and other, Administrative Assistant (1.5)

* Also 3 FTEs working under Chuck Sweeney handling year round facilities and grounds
maintenance

¢ Staff swells to 60 in summer

Partners

o}

ASHUELOT RIVER PARK ADVISORY BOARD

Created to promote, enhance and maintain the Ashuelot River Park for its present
and future use, enjoyment and educational benefit for all residents of the City of
Keene.

Schedule: meetings are held on the second Tuesday of each month at 8:00AM in
Room 12 at the Recreation Center*

MARTIN LUTHER KING JR. / JONATHAN DANIELS COMMITTEE

Created to celebrate and honor the significance of the lives of Martin Luther King Jr.
and Jonathan Daniels, and to promote the principles of social justice, non-violence,
equality, and multiculturalism through educational programs, community service
and public events. The committee is authorized to conduct fundraising events to
further its goals. All gifts and donations presented to the Martin Luther King
Jr./Jonathan Daniels committee shall be formally accepted by the city council.
Schedule: meetings are held on the first Wednesday of each month at 5:00PM in the
Library Trustees Room*

BICYCLE/PEDESTRIAN PATH ADVISORY COMMITTEE

Created to coordinate study and recommend comprehensive bicycle/pedestrian
pathway improvements, facilities, programs, plans, and projects to the City Council
and other appropriate boards and committees for consideration and
implementation for the Keene community.

Schedule: meetings are held on the second Wednesday of each month at 8:30AM in
the 4th Floor Conference Room at City Hall*

FRIENDS OF THE ARBORETUM AT ASHUELOT RIVER PARK

Created to provide sustainable volunteer efforts with maintenance and fundraising
within the arboretum.

Schedule: meetings are held on the second Tuesday of each month at 4:00PM in the
boardroom of Masiello Group on 69A Island Street. For more information, contact
George Foskett 603-283-1944.

FRIENDS OF OPEN SPACE

Created to indentify, promote, and actively seek to protect and preserve open space
lands with natural, aesthetic, and historic significance within and around the
developed sections of Keene and adjoining towns. Schedule: meetings are held on
the first Wednesday of each month at 7:00PM in room 14 at the Recreation Center.
For more information, visit their website: www.keenefriendsofopenspaces.com.

* BUILDING A SPIRIT OF PLACE is a Keene community development and beautification
project supported by the community, businesses and civic organizations. We seek to
enhance the appearance of Keene while building a sense of pride and community spirit,
thereby improving the environmental, economic, and social well-being of our city and its
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neighborhoods for today and tomorrow. We embrace the proposition that citizens can
create and shape the communities in which they live. We challenge organizations and
individuals to enhance the appearance of their community, while building a sense of
involvement and pride.

From a phone interview with Director of Parks, Recreation and Cemeteries Andy Bohannon

Keene budget info all transparently online
Parks and Rec is 8% of the city portion (non-school) of property taxes that is 38% of all
property taxes
Expansion of bike and pedestrian trails network. They see bikeways as having recreational,
social and transportation values.
Between bikeways the Ashuelot River Greenway, Keene is well-connected not only to points
in Keene but the vast public lands and trails in nearby rural areas - the Monadnock Regional
Greenway effort.
Keene has become a bicycle city USA
Parks, Rec and Cemeteries boasts 2196 acres of parks and open space, 16 improved city
parks, 8 tennis courts, 9 cemeteries, mostly private, 2 softball diamond, 10 baseball fields
leased, 27 miles of trails: 15 miles of multi-track, 15 of single track.
Keene promotes itself heavily as a biking community. 30 K brochures distributed regionally.
Local business are highly supportive with 20-40K$ contributed annually
Adult sport registrants 336
Youth program registrants 869
Budget of $2,908,214 budget
Personnel is 51.76% includes libraries
Total maintenance is 282,682
Keene rec maintains the physical plants: fire and police, public works, library, rec center
Staffing including seasonals to address summer maintenance; a youth trail crew (light
duty); a maintenance crew of 3 full time to work on parks maintenance. They had 5, but
down 2. These folks deal with facilities - pools, ballfields, campgrounds, etc. One of the
staff is a mechanic
Keene has a non-profit YMCA that has indoor pool and exercise facilities.
Keene rec center has gym and meeting rooms.

o Reccenter gets a lot of afterschool and evening use by youth

o Seniors tend to use the rec facilities in the morning to early afternoon
Andy has been asked to do a feasibility of bringing the senior center (non-profit) into rec

o Andy mentions Salem, NH as a town that moved its senior center into the city rec
department (talk to Chris Dillon).

Keene contributes 10K to the senior center annually - but why 10K goes there annually is
not documented anywhere
Andy is on the board of the senior center

o ** Andy mentions the outstanding Athletic Business Conference annually in Orlando.

There is an “active aging” track. Andy highly recommends
Cemeteries: Keene has 9 only 1 is very active

o Cemeteries used to be in public works. Moved to Rec for better record keeping and
better public service.

o Rechas an interesting maintenance set up for cemeteries, parks and rec:

o On one side is equipment storage for cemeteries, on the other is equipment for
parks and rec. In the middle is a shop for maintaining equipment. Much sharing of
equipment

*Concord, NH Rec has cemeteries
*Bath, Maine Rec has cemeteries
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Burials

o Keene has two maintenance guys who have specialized in the functions of cemetery
supers:
You have to develop close relations with local funeral homes
You have to build up trust with locals
You have to have a special skill set around cemeteries

o Keene rec gets complimented all the time on the professionalism of cemetery staff
Keene is in the process of adopting a new landscape information computer system called
Cartograph - a landscape-based information system. It will useful in the cemetery.
Keene has 1.5 admin staff very attuned to the cemetery side. They take calls, initiate burials,
contact the superintendent and work with families on the plot lease aspect. These same
people sign up kids for baseball and summer camps. Though a vast majority of program
signups are done online today. Andy’s estimate was that of 40 hrs per week by one admin
staff 25 hours were on cemeteries.
Ashuelot has a nonprofit friends group and a city appointed advisory board that gets
volunteers for maintenance. A 4 acre parking area just purchased.
Bike Committee oversees bike path development. Andy is taking an active role because of
the amount invested in system. Andy is not staff liaison to group. Planning is.
Regular attendance at bike com meetings: DPW, Rec, Planning
Strong conservation commission: works on land management program. They want to
preserve parks with conservation easements. That means reduces city control and creates
another layer of bureaucracy.
Monadnock Conservancy - last two rail trail projects have been in connection with MC.
That donated nearly $100 K. MC lands connect Keene’s trails greenways and bike paths
with rural surroundings - a way to connect city/urban kids people with nature
New England Collegiate Baseball league: all done through school system: city has no
contractual relationship with the Swamp Bats
Standout aspects of Keene Rec?
An excellent after school program - sees opportunities related to the senior center moving
into rec parks and cemeteries
** Current conversation is that youth services and human services might come over into a
combination with Rec to community services department. Facilities maintenance might
move out of rec because that’s a strictly internal function.
If Andy could change one thing?

o We're just scratching the surface: at developing a different model for community
service delivery - which is driving many of these changes. He has 4 departments
under him and no assistant director! A different structure will be needed re:
improving the customer service focus. [and more resources]

David Gill is director in Concord. He is in the process of building a new recreation center.

O O O

Augusta, Maine

Contact: Community Services director Leif Dahlin
(207) 626-2305

Recreation director Bruce Chase

(207) 626-2350

Population 18,946 (2012)

Median Household Income $35,000, Maine $48,000
Median Age 40.3

Per capital income $22,600 Augusta
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*  Per capita income Maine $26, 464
Community Services

e 31FTEs

¢ Admin 2

* Fort Western 1.6

¢ Lithgow Library 12

¢ Recreation 1.35

¢ Health and Welfare 2.95

¢ Parks and Cemeteries 6.32

¢ Childcare
The Recreation Bureau budget is $166,543

Community services budget is $2,459,345
Community Services admin $187,560
Public Library 747,271
Recreation 166,301
Parks and Cemetery 836,037
Fort Western 104,793
Bicentennial Nature Park 26,819
Health and Welfare Administration 160,264
General Assistance 230,000
Community Services Budget less Library, Health and Welfare and General Assistance
$1,321,810
Revenues:

Community Services provided about .4% of total revenues
Library $19,765
Parks and Cemeteries $29,440 (cemetery revenue total is $23,740)
Library $19,765
Recreation $8,500
Notes from conversation with Leif Dahlin
¢ Leif was parks and rec director for 20 years in Rutland and Middlebury
¢ Atraditional delivery model
¢ He calls the Augusta Community Services the “Quality of Life” Department
* In addition to parks, rec, and cemeteries they manage general welfare programs and
assistance and library
¢ Advantages of Community Service model
o Coordination - span of control is a great advantage to city managers. Instead of 7
department heads the manager has only one. There are other efficiencies too. His
department takes care of all school grounds, athletic fields and community use of
buildings for example. There is a separate contract with schools at about 100K -
saves schools from having to have an outlay in trucks and mowing equipment.
* Budgeting - 7 different bureau budgets and several offline budgets within budgets.
¢ Each bureau has a director.
¢ Maintenance of all buildings and parks, school grounds, etc comes through the parks and
cemeteries budget.
¢ There are no territorial imperatives, no turf wars. They share resources with DPW and
have an excellent relation with other departments, eg police and fire
¢ With baby boomers aging, volunteers are waning!
* Yes there are programs for seniors offered through rec and a dedicated space at theBuker

Center. Senior programming and services has grown a lot from nothing 16 years ago. There

is a regional quasi-public senior center in a nearby town.
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¢ Director’s job:
o Managing human resources, fiscal resources and physical resources
¢  What works particularly well is that Community Services Department is effective: Quality
of Life in Augusta is better because of us -- we work together.
*  What to change? Since 2008, Community Services has lost 12 FTEs. He’d like to see that
staffing restored.

Concord, NH

Population 42,000

Median household income 54,182
Median family income 72,464
Concord Parks and Rec Department
Some outstanding features

* 5 community centers with rental spaces, gyms, etc

¢ 7 outdoor community pools

¢ 13 cemeteries managed by parks and rec

Concord Rec Center Project
(from the web)

* OnApril 11, 2016, the City Council appropriated $7.1 million for the design and
construction of a new citywide multi-generational community center at the site of the
former Dame School located at 14 Canterbury Road. The new 33,000 square foot facility
will feature the following amenities:

o 3 multi-purpose programming rooms, one of which will be used for part-time public
library services;

o 2rooms for exercise and aerobics;

o dedicated space for senior citizen programming;

o alarge multipurpose room featuring a stage and catering kitchen for functions and
performances;

o an 8,000 square foot, high school size gymnasium with locker rooms; and

o offices for the Parks and Recreation Department.

e Approximately 18,750 square feet of the existing former school building will be
incorporated into the project. The balance of the facility will be new construction.
The design and permitting process for the project is currently underway.

Concord has a YMCA with indoor pool and family and team swimming opportunities

Salem,NH

General Info

Populations 28,776

Salem sales tax rate is 0.00%. Income tax is 0.00%. The income per capita is $35,290, which
includes all adults and children. The median household income is $76,779.
Contact: Christopher Dillon, Community Services Director

(603) 890-2003

1 Sally Sweet Way

Salem, NH 03079

(603) 890-2190

www.townofsalemnh.org
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Programs for Seniors

Salem Senior Services is a department of the Town of Salem. The mission of Salem Senior Services is
to assist the Town of Salem’s Senior Citizens in maintaining self-sufficiency in their homes; acquaint
them with local, county, state and federal programs; increase their opportunities to interact in the
community; and provide them with a Center which fosters mental, physical, social and nutritional
well-being in a wholesome environment.

Who: Senior community residents 60 years of age or older. All participants must register. General
participation is free for Salem residents; $50 annually for non-residents effective August 1,2016. A
guest pass is available for a visiting guest of a registered participant whose only intention is to
partake of the programs less than 3 times per year. Guest pass fee: $3 per person, per visit

What:

* Seniors can drop in any time just for coffee and conversation or to partake in any of our
more than 210 structured activities, programs and services. The vast array of programs
offers something for everyone in the way of wellness, socialization, exercise, education,
enrichment, nutrition, transportation and support services.

¢ Salem Senior Services (Ingram Senior Center) is funded by the Town of Salem taxpayers and
Salem Council on Aging. Our 2016 Operating Budget is $282,131.00. We do not receive any
state or federal monies. As of August 1, 2015 we are serving more than 2,725 seniors
registered to actively participate in our programs, of which 86% are Salem residents and
14% from other communities.

Recreation is a department under Community Services Division

* We seek to provide leisure activities that are varied and respond to the needs of the general
public. We are responsible for planning, scheduling and implementing a variety of youth
and adult programs. We are here to provide efficient and equitable use of programs and
facilities for the enjoyment of all who make up our diverse community.

Rec Admin and facilities Budget $245,000 (2 FTEs)

Senior activities budget $352,000 3FTEs (director, clerk, custodian)

Public Works

Mission Statement

The Department of Public Works will provide support to the citizens of Salem through the safe
operation, proper maintenance, and future development of highways, supporting infrastructure,
cemeteries, facilities, recreational parks, utilities and waste services in a manner that is cost
conscious without sacrificing quality.

This mission statement is intended to support the department's goals by looking into ourselves and
determining where we will be in the future. By following our mission statement and achieving our
goals we will be able to evaluate our performance, accountability, and effectiveness and determine
where we are today and how we should respond in the future to the increased demand in the
volume of services.

The Department of Public Works is a year-round, 24 hour a day operation. The DPW is comprised of
Highway, Fleet, Parks & Properties, Cemeteries, Solid Waste, Water and Wastewater Divisions with
38 employees. Public Works is considered the "nucleus” of every Town. Salem Public Works has a
group of talented employees who are dedicated to their job, their performance and the residents of
Salem.

Notes from interview with Chris Dillon

¢ Why the merger between Rec and a thriving Senior Center?

* A few years when town manager, an accountant, was given some tight budget goals, he
tried to do away with Rec department. People rallied and spoke against it. Rec survived.
When senior center director retired, Chris applied for job. That led to conversations with
City Council. Councilors wanted to consolidate and streamline. Salem Senior Center is one
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of the most active in state. Several hundred users per day. A very large senior population.
And it’s growing.

Senior Center is open daily. More immediate needs to address at senior center than rec.
Didn’t matter where office was located.

Most of rec staff stayed at town hall. Now they’re coming over to senior center.

The seniors are nervous about Rec. coming over. They think that will take away from
seniors-only programming

The one thing he plans to do: schools and libraries are used for rec programming. The
senior center closes as 4:30. Some rec programming will occur after 4:30. Wants popularity
of senior center to continue. Careful with mingling.

Younger seniors tend to be more active and want to do more activities so they are adding
programs. Boomer softball program. Golfleague. A lot more active.

Hopes to start a community access TV in town and staff it with seniors and other other
volunteers. Newspapers struggling. People complaining about lack of local news. The
station is going to train seniors to work cameras, do editing. Run a senior news program on
cable access. Working with younger.

The senior center has an arts and crafts room, large dining room, Meals on Wheels uses
kitchen space and send meals out and also serves lunch at Center. So Chris doesn’t have to
provide lunch. That dining room is attached to multi-purpose room with removable barrier.
Upstairs is exercise equipment. Upstairs, curves going out of business gave them
equipment. A lot of exercise programs. Light weights, walking, ankle weights, etc.

Smaller rooms for small group meetings. Cards, etc.

A thrift shop in the center.

Volunteers run thrift shop 13K per year used to do small improvements.

Camera in parking area

Years ago we allowed non-resident access. But now maxing out on program space.
Currently, limited to 350 non-residents. $50 annually for non-residents.

We max out parking lot multiple days a week.

Will likely become Salem residents only.

Alot of programs are $$ break even. We charge just enough to cover instructor fee
compensation. Thrift shop and non-town fees contribute to revenues.

The senior center has a larger budget than rec center.

Rec $300K year

Senior center about $350K.

Salem Parks

There’s kind of a gray area with parks. DPW cuts grass, and provides gen maintenance. However,
bathroom maintenance, and over all building improvements come from rec budget. Some overlap.
One of the town managers talked about brings parks and cemeteries into community services but
that change hasn’t happened yet. What's difficult for town is that rec receives all phone calls from
the field but has not authority or way to deal with park and playing field maintenance and
management issues - DPW does. What is a priority for users (rec center and general public) may
not be a priority of providers (DPW) which is also under budget and staff pressure. So Rec gets
critized by residents but has no leveage to make change. Much worse than is was. He handled
many of the little issues before.

Chris is wearing all the hats. The question has been asked. If he leaves would things stay
the same. He recommends a senior division director and a rec director - even if they are
not “directors” per se. Especially if parks and cemeteries come into community services.
If he were re-doing org chart

o A community services director

o And three division leaders.
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Montpelier Community Services
Research — Raw Notes

Interviews: Mapping Roles and Relationships in Parks and Rec Departments: A Comparison
of 8 city/town parks and recreation departments in Northern New England
Montpelier Intergenerational Community Services Project

Montpelier, Vt.
Burlington, Vt.
Hartford, Vt.
Lebanon, NH
Keene, NH
WinooskKi, Vt.
Salem, NH
Augusta, Me.
Concord, NH

Model Communities
Hartford, Vermont
Contact Tad Nunez, title

Phone:

Email:tnunez@hartford-vt.org

Call made 8:30 Wednesday 8/10/16
Call his land line (5036)

Hartford Parks & Recreation

171 Bridge Street

White River Junction, VT 05001
P -(802) 295-5036

C-(802) 356-4176

F - (802) 295-6382
www.hartford-vt.org

Parks and Rec Budget? $ 1 mil. 30% + returned in program fees, leases and other sources. 8
million recently spent for cap improvements (municipal bonds primarily)

Annual Taxpayer contribution to budget?

Population of the town 9,900 *

Per capita income $29,689

Median household income $51,600

Major rec physical assets: Outdoor pool, ice rink, 9 tennis courts, new Maxfield sports
complex, 13 parks/refuges, 10 to 15 miles of trails. They just completed $8 mil in bonded
improvements including the new Maxfield sports complex, and improvements to pool and
ice rink (making it indoors).

List of programs for all ages, including seniors? Programs for all ages (see website)

The Aquatic Center? The city owns the property, the aquatic center is operated by a 501 ¢ 3
non-profit org. with separate executive director. Town provides no direct funding.
Residents get a break in membership fee

Staffing 7 FTEs (director, assistant director, admin, rec program., parks program, and 3 park
laborers. You have a budget of a million more or less: what part of that do you return the town in
lease payments and program fees and other sources? 30%+ Also, when you said you had 6 FTE’s:
I'm not sure I got the breakdown right: 1 director, 1 admin assistant 1 rec program, 1 Assistant Dir.
2 Park Laborers and hiring another FT Laborer this fall = 7 FTE
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Interview with Ethan Hauseman, outgoing rec director in Winooski.
Budget $374,409

Does not include O’Brien Community Center Budget

Winooski 8 years ago: some context

* Had a traditional parks and rec department. This was cut completely under severe financial
distress in City

¢ There was no home for programs that continued on.

¢ One community dev director - remained in charge of O’'Brien Community Center and those
programs that were ongoing including the teen and other programs associated with the
community center.

* Three years ago city decided it needed to move away from community development
umbrella. Still didn’t have a rec department - that happened a year ago as they moved to
broaden youth programs and closed the teen center. At that point Ethan’s job went from
youth focus to all age focus

Parks

What's been challenging in the transition is that we’ve been talking rec and parks but budget for
parks has been all within DPW -- but DPW is under resourced. They have to focus on roads and
other infrastructure, and can’t be focused on parks as much as is needed. Rec would like to manage
parks within the rec budget or authority. Public Works hasn’t been willing or able to free up
funding or give up control and funding and would need to go to Council for additional funding. The
path to that is not clear - public works doesn’t want to give up its funding and would need to go to
council for additional funding

One major rec park - Landry, is maintained by DPW

Natural Areas

¢ Several natural area parks are neglected by DPW

¢ There are some informal friends groups but volunteerism and partnership there has been
weak. Rec has a trail’s crew -DPW has given up some resources to that work with teens and
trails. That’s a positive development. The teen trail crew has gotten tools and expertise help
from the Winooski Parks district.

¢ Historically, DPD was paid to do some maintenance of natural areas -- now no one doing.

¢ Rechas simply not been in the picture until recently

Community Centers

Obrien Community Center has its own independent budget - not in the general city budget. it’s
been financially insolvent -- a broken model -- so while it is in community services department, it’s
budget is separate. The Obrien center model was that every org would pay in including the city for
the space it uses.

Senior center: a very interesting history - stand-alone club using city funds for years. The
separation of those has been dicey and controversial. Senior center largely private funding. While
the library was getting tax payer resources.

Rec

* Has been self-funded - fees, Americorps, etc.

* Youth programs before stand alone (after the abolishing of Rec) - funded out of child care
fees. Teen center, a dysfunctional financial model, was discontinued.

¢ Community services

* Was at the outset about putting together self-funded programs. That has slowly changed
with increasing city support. One of the positive outcomes of Community Services is
increased and improved advocacy. Has the model of community services benefitted City in
other ways?
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¢ Mixed bag. He sees some benefit eventually in shared administration but that’s fully
developed yet. Efforts to combine job descriptions to save FTE’s has not proved very
successful. The reality is that none of us has been big enough to be a department by
ourselves. Community Services model has helped somewhat in terms of growing
collaboration. We've struggled, not because of the model, but because we’re under-
resourced.

Shared Admin functions have been very challenging. No clearly defined admin staff for the
department. Leveraged Americorps and Vista do to some work across programs - volunteer
recruitment, for example. You do need fulltime staff for some of these roles. Gone through a
number of HR folks because kept trying to combine functions -- tough to make this work.
Ethan’s experience is that there is poor institutional memory, priority du jour,

One of the positives has been library now having a place.

Have been able to advocate as a full-fledged department. Much more challenging

Is sharing admin - trying to figure out logistics, not there yet.

Size and scale matter.

Notes on Winooski conversation with Jessica - part time admin for community services, Cell:
(802) 578-5171 Has been in Winooski 3 years

¢ Thrive is after school programs, summer camps, vacation camps -- these produce
something under 30K annually in revenues.

¢ O’brien Community Center was developed in an old shopping center. The idea was that
non-profits and other community groups would use the space and the community center
would support itself. The improvements were made with bonded funds. The promise of
financial self-sufficiency has not been born out but many good things have happened there

¢ Partner with local YMCA for fitness center and small indoor exercise pool; home for library;
home for senior center; home for Vermont Works for Women that uses kitchen and office
space. Senior programming - there is a separate quasi-public senior center housed in a
church. It has along history. It is now within Community Services.

* O’Brien Center has had significant benefits to growing immigrant population -- language
classes, socialization, connections to existing long term senior population in Winooski. New
Americans meeting up with existing Americans.

Senior Services

* 120 members

* asenior center part time director

* lots of programs

* big growth area: tech classes, arts, movement, tax help through AARP and United Way

¢ facility leased from church for $1

¢ Community Services director has recently moved into an assistant town manager position

¢ The Thrive Director is now an interim community services director

* Cemeteries mostly private

¢ Library has a part time director

* DPW most maintenance of grounds/parks in Winooski done by DPW

*  Werent a few fields for softball leagues - [from school?] We do the contracting, DPW does
the maintenance.

¢  Much of what is pushing change in municipalities is pushed by social media
¢ People wantinfo. They want to participate. To become involved. Com Center, day care,

sports, what'’s being offered?
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G. Keene Case Study

Keene, NH: A Functionally Organized City Parks and Recreation Department

Keene, New Hampshire is a small city, population 23,000 in the Monadnock region
of south central New Hampshire. Though Keene is larger than Montpelier (7,700), there
are similarities between the two in terms of parks and recreational resources and the
organizations that managed them. The Keene functional organizational approach can
inform Montpelier’s efforts to evolve its community services approach.

Montpelier and Keene: two peas in a pod

Both are river cities that have made efforts to protect greenways and increase
recreational access to their river corridors. Both are economic hubs for surrounding rural
communities. Both have summer league college baseball teams that attract regular
attendance throughout the region. Both cities have institutions of higher learning. Keene
State College and Antioch New England Graduate School regularly draw out-of-towners in,
and many faculty live in town. Both are actively expanding their pedestrian transportation
systems for recreation and commuting and natural resource protection. Both have partners
volunteer networks and committees working together. Both cities highly value their
historic and thriving downtowns.

Several Important Differences

Size is a significant difference. Montpelier is a capitol city, with implications to the
city budget, to the ebb and flow of its population around the political season, and to
tourism. Montpelier has an aging demographic, Keene is younger and its population is
growing. Keene has a YMCA with a public indoor pool. Montpelier’s Median Household
Income is 25% higher.

The Keene Parks and Recreation Organizational Model
Keene uses a community services functional model to organize its park and rec

programs and maintenance budgets and staff, library, cemeteries, facilities maintenance.
Montpelier currently has four separate departments and is considering bringing them
together into one community services department

* Parksand Trees

* Recreation programs and maintenance

* Montpelier Senior Activities Center

* Green Mount Cemetery

The Advantages to the Keene Functional Model
* Shared admin staff
* More efficient management: budgeting, supervision, single point of contact with city
manager
* Equipment, joint purchasing, and share maintenance
* Shared equipment shed and staff offices between cemeteries and parks
* Improved customer service
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* Less vulnerable to department budget cuts and staff layoffs (as per email
communication with director Andy Bohannon).*

Disadvantages
* Success breeds success - potentially more programs added (Youth Services and
Keene Senior Center) to community services without requisite management funding

*Andy notes that a key to defending and increasing budgets has been being about to show
the city manager and council strong data on the benefits of programs and proposed
spending increases

Parks & Recreation

Facilities

Facilities Manager

Cemetery s {PT)
Adrministrative

NMaint. Assistant

Techniclan

Motor Equip.

Mechanic | Maint. Aide |l

[Parks) (Parks)
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H. Notes from Steering Committee Retreat

Montpelier Community Services Steering Committee
Retreat 9-14-16 8:30-4:30
Meeting Notes

Our Goal

To determine the form of community services program delivery and resource
stewardship that best serves the people and community of Montpelier over the long
run.

To design a structure for the community services department that enhances
effectiveness and efficiency while maintaining he benefits of strong institutional
identities.

Project Scope

Vision and Values

Organizational Structure - Staff structure and levels

Boards, Commissions and Friends Groups

Program Integration, Benefits, Examples of how to get there

Shared: Administration, Web presence, program registration, equipment
Outline of facilities Planning Progress

Funding Options and Opportunities

Clear and Consistent Messaging

Plan for Phase-in over time

Draft Vision

Montpelier offers an outstanding array of recreational programs, senior services,
parks, trails and green spaces that are available to all ages and abilities

Community Services include well-maintained and improved year round recreational
centers, additional recreational fields, parks, trails, bike paths, green spaces and an
expanded Green Mount Cemetery.

Montpelier is a physically connected (walkable, bikable, busable) and socially
interconnected community where active living programs have wide participation by
all segments of the community.

Draft Long Range Goals

Restructure Community Services to best meet vision and values

Develop long range staffing plan

Grow Shared Expertise

Develop unified program registration system

Strengthen communication channels with city council and the community
Develop and Implement long range facilities plan that anticipates and addresses
future needs

117



Develop and implement long-range unified volunteer program
Grow community support model

Talking Points (Cultural Commitment to all Chipping in)

Have administrative support for all departments, across divisions

Within any model, can maintain budget identities through coding

Critical to maintain institutional identities for public support and fundraising
Overtime support might change to public support for the new entity of multi-
generational community services

Close lens/far lens both important to public

Whichever model, key to be attuned to the time sensitivity of activities
Maintain the link between schools and rec.

High value from all volunteers/inmates/ court diversion workers

Important commitment to community building, including rising skills of staff
Maintain boards and commissions - possibly bring together a rep of each quarterly
or strategically, eg for budgeting in September/October

Need to standardize procedures and web out relationships to mitigate tensions.
Cultural value of employees growing a set of diverse skills

Community Services Department Organizational Functions

Vision/Direction setting

Advocacy with community

Budgeting and Financial Management

Fundraising

Personnel Management

Recruitment/Management of Volunteers, inmates, court diversion
Land Stewardship

Grounds Maintenance

Facilities Maintenance

Program development, implementation, evaluation, special events
Communications, outreach, promotion

Registration and Enrollment

Managing Boards and Commissions

Responding to Emerging Needs

Functional Model (advantages)

Cross-cutting communication and collaboration

One person knows the breadth, depth and scope of area

Can connect with other departments

Compare $ within the same category

Ease of contracting, potentially better pricing

Economy of scale

Make $ distribution more equitable

Potentially better interface with DPW and fleet management
Sharing one budget/finance expert overseeing
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* More specialized fundraising staff, shared across program areas, better skills and
can cultivate better relationships

» Skills are more transferable

* Make case for staff increases

* Free experts to do higher level work

* Access to multiple volunteer opportunities within one coordinated system.

* More professional oversight - economy of scale

* Coordinated exchange with schools

* Ability to look broadly at land across the community

* Ability to engage multi-generations coherently in stewardship activities

* Could have baseline year-round staff to cover various high seasons (plus staff-up in
summers) centralized for hiring, etc., Higher potential returning

* Could focus on expertise in various areas

* Flexibility in assigning personnel, separate small crews plus floaters, responding to
time sensitivity

* Fleet management

* Better understanding of what’s needed

* Economies of scale

* Ease of connecting/of thinking city-wide. Could even be a revenue center city-wide

*  Works well if managed as project management, hiring program leaders

* More people are aware of program offerings at all levels

* Ease of coordination, lack of duplication

*  Would still want specialists in constituencies and reliance on boards/commissions

* Multi-generational offerings and inter-generational

* Better, faster programming connections across facilities

* More volunteer cross-pollination

* Public can understand what's going on more easily

* Branding of community services

* Communications expands possibility of greater use of same services - leverage
greater outcomes with same input

* Easier to reach surrounding communities

* Ease of access to public with well-trained staff in customer service

* Ditto

e Align how boards function, high versus detailed level

* Facilities needs

* Urgent cross-cutting needs

Institutional Model Advantages
* One person knows the depth of their institution
* Coordination of programming space use
* (larity to tax payers of costs of different areas
* May garner more passionate public support for budgets
* Possibly greater appeal to donors/funders with specific centers and organizational
ID
* Specific skills vary, so learning curve steep in hiring specialized staff
* Ability to get access to more Americorps/Vista?
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PR value in attracting volunteers

Can train to specific needs of each area

Combine maint/program/development in one person’s job description makes
position more appealing because of use of community groups

Staff in touch with their particular constituency

Program developer having to pass into to communications person makes more
work

Meeting constituent needs

More specific tactical needs

Hybrid Model advantages

Maintain identity of “sacred cows” for budgeting

Coordinate with schools

Potential to attract greater diversity of volunteers, while directing them to specific
arenas, get people multiple ways

Diversion - will appeal to both people who think deeply and generally

Based on the above conversation, the Committee came to consensus that a Functional
Model would best meet Montpelier’s needs.

Draft Montpelier Community Services Organizational Chart
The Committee experimented with various versions of organizational charts:
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The group then collaborated on a draft future organizational chart, based on 12 FTEs, and
came up with the following:
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This was followed by initial conversations about a transition strategy.

Follow-up Work Assignments

Facilities Planning Process Outline

(Jessie, Dan, Arne)

Job Titles/Classifications (Geoff, Arne, Jessie)
Messaging (Tim, Delia, Justin)

Funding opportunities (Janna, Bill, Geoff)
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. Montpelier Integrated Community Services Project Presentation: Powerpoint

11/23/16
The Montpelier
Integrated
Community Services
Project
Confluence — October 12, 2016
The Montpelier Integrated Community Services Project is a
working group formed early in 2016 by the Montpelier City
Council and City Manager’s office to explore ways to
improve the quality, efficiency and delivery of community
programs for all ages in Montpelier now and into the
future.
1
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11/23/16

Montpelier Community Services

3

Montpelier
Parks and
Trees
Department

Recreation
Department—"

Montpelier Community Services

Montpelier Senior
Activity Center

81 e Senior-only Movement and
28 other Classes

® SeniorVan Trips
® Community meals

® And more
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11/23/16

Montpelier Community Services

Montpelier Parks and Trees
Department

Hubbard Park
North Branch Park

Eight other small parks and green
spaces

Walking and biking ways and over
15 miles of trails

The Green Print parks and trails
long range plan

Care of 300+ street trees and more

Montpelier Community Services

Montpelier Recreation
Department

Easter Egg Hunt and Ski/Skate Sale
Summer Camp

Little League and other youth
sports programs

Montpelier city pool
Mountaineers stadium and field
Indoor basketball courts

And more
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Montpelier Community Services

Green Mount Cemetery

A
Curre

® 11.2 Full time equivalent staff

35 acres
Unique stone chapel-vault

Many sculptured works including
the well-know Black Agnes

Memorials to the talents of the
area's past and present artisans

And more

Snapshot of the
nt Departments

11/23/16
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A Snapshot of the
Current Departments

® 11.2 Full time equivalent staff

® A significant amount of volunteer hours in all departments
15,000 volunteer hours at MSAC
3,040 volunteer hours at Recreation Department
8,000 volunteer hours at Parks and Trees Department

$80-$100,000 in labor value from Department of Corrections
at Green Mount Cemetery

A Snapshot of the
Current Departments

® 11.2 Full time equivalent staff

® A significant amount of volunteer hours in all departments
15,000 volunteer hours at MSAC
3,040 volunteer hours at Recreation Department
8,000 volunteer hours at Parks and Trees Department

$80-$100,000 in labor value from Department of Corrections
at Green Mount Cemetery

® 3$1.6 million combined annval budget

$955 K from the City’s general fund (property tax
dollars)

$645 K from other sources (grants, program fees,
endowments, memberships and gifts)

11/23/16
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2012 Matrix Study (an operational audit) that recommended merging
Recreation and the Montpelier Senior Activities Center into a
Community Services Department and Parks and the Green Mountain
Cemetery into DPW.

July 1, 2016 transition of the Recreation Department to the City of
Montpelier (from the School Department)

City Council request for staff and advisors to look at how to best
provide multi-generational community services to Montpelier
residents within our budget constraints.

With significant deferred maintenance of buildings, an aging
population and increasing need for youth recreational opportunities,
the need for careful investment in high quality, integrated recreation
programming is growing.

Project Steering Committee

City staff

Department
advisors

Elected
Commissioner

City councilor

Outside
facilitators

11/23/16
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The Work Plan

Conduct community engagement research to determine
community vision, values and needs

Research other communities and innovative community
services department models

Consider variety of organizational options for Montpelier

Identify a future ideal for the structure of community
services in Montpelier

Community Engagement

11/23/16
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11/23/16

E ! !! Findings: Vision & Values

Small City — Outstanding Services

Montpelier is a small city that offers an
outstanding array of recreational programs,
senior services, parks, trails, and green space
available and affordable to all ages and
abilities.

E !!! Findings: Vision & Values

Well-Maintained and Modern Grounds and
Facilities

Community services include well-maintained
and modern grounds and facilities that
provide year-round access to indoor and
outdoor recreational opportunities, parks,
trails and green spaces, both age-specific and
intergenerational.
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11/23/16

E ! !! Findings: Vision & Values

Strong Identity and Expertise

|dentities and expertise around senior services,
parks, cemetery, and recreational
programming are maintained.

E !!! Findings: Vision & Values

Robust Volunteerism and Collaborations

Community services are supported by a robust
sense of volunteerism and healthy
collaborations among local government and
non-profit organizations.
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E ! !! Findings: Vision & Values

Innovative and Efficient Management

Montpelier stands out not only for its excellent
programs, modern facilities, and historic
parks and cemetery, but for the innovative
and efficient ways in which these are
managed.

E !!! Findings: Vision & Values

Valuable Regional Hub

Montpelier’s role as a regional hub for the
surrounding communities adds value to
program quality and offers a source of
financial support.

10
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Findings: Concerns

If there is change:
® Reorganization could result in a loss of programs or program quality, for
example:
Seniors could lose out on some programs designed for seniors only
The Rec Center building and basketball court could be lost;

Parks could have more difficulty attracting or keeping crucial volunteer
support

® Budgets could be cut and service areas could be underfunded

Findings: Concerns

If there is change:

® Reorganization could result in a loss of programs or program quality, for
example:

Seniors could lose out on some programs designed for seniors only
The Rec Center building and basketball court could be lost;
Parks could have more difficulty attracting or keeping crucial volunteer support

® Budgets could be cut and service areas could be underfunded

If there is no change:

Under the current organization, long term goals and priorities are currently
not being met or are being met less effectively than desired

The facilities are at capacity

Under the current organizational structure Montpelier taxpayers may not be
getting the best “bang for their buck”

11/23/16
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Findings: Needs

A single point of customer contact and shared communication
and outreach through social media tools and conventional
media outlets

Unified and online program registration

Staffing capacity to leverage funding from grants, program
fees, expanded regional financial support, tax sources other
than local property taxes

New parks and trails within a fifteen minute walk of every
neighborhood in Montpelier

Cemetery building improvements, increased administrative
support and a larger endowment for perpetual care of the
cemetery.

Findings: Needs

Expanded range of youth after school programming

A new community services fitness/activities center for all
ages and abilities and located downtown

An increasingly walkable community with better access to,
and recreational development of, the riverfront

Additional recreational fields

Improvements to the Mountaineers stadium

11/23/16
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Findings: Research

Research/interviews with eight other New

England communities on innovative
Community Services delivery models and
organizational pros and cons .

Winooski VT Keene NH
Hartford VT Salem NH
Lebanon NH Concord NH
Augusta ME Burlington VT

Findings: Research

There is a current trend around New England toward the
merger of small departments into one larger community
services department, working under a single leader.

There is an economy of scale in maintaining grounds and
facilities, including parks, fields, and buildings, through
co-managing under one entity

It is important for successful reorganization to provide
adequate administrative support to accomplish
established goals.

11/23/16
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Findings: Research

® Preserving institutional identities, particularly when the
brand is strong, can be achieved within a community
services model.

® Friends groups, boards, advisory commissions are vital.

® Resource sharing between schools, recreation
departments, departments of public works, and key non-
profit partners is vital in almost every town.

Community Services Department
Sample Organizational Options

Leadership
and Admin

Parks Seirliey Cemeteries Recreation
Center

Institutional Model

11/23/16
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Community Services Department
Sample Organizational Options

Leadership and
Admin

Facilities & Communication Programs

Grounds & Outreach Volunteer

Coordination

Functional Model

Community Services Department
Sample Organizational Options

Leadership and
Admin

Facilities &

Maintenance el

Recreation Senior Center Communications
Programs

Hybrid Model

11/23/16
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11/23/16

Our Recommendation

® The vision and values described above are best served by a
single efficient community services department in which
the recreation, parks, the senior activities center and other
city and regionally-oriented community services are highly
integrated along functional lines.

Restructuring separate departments into a single
integrated community services department can improve
programs and facilities for residents while maintaining
fiscal moderation.

Our Recommendation

® Asingle community services department head working
closely with city council, program leaders and shared
admin can provide strong coordinating function and sense
of shared vision and mission.
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Draft Future
Orglanizational
Chart

Thoughts About Implementation

The community services department should recognize the
importance of institutional identities (eg: Hubbard Park, the
Senior Center, the Pool and Recreation program) and
relationships.

Current long-serving staff and volunteers have tremendous
passion and expertise and are vital to accomplishing the mission
of community service in Montpelier.

Existing advisory boards and commissions should remain in
place as they have provided a much appreciated base of advice,
assistance, support and inspiration.

The transition to the new department should be incremental,
carefully planned and evaluated along the way.

11/23/16
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Integration of community
services is already underway

Recreation and MSAC have shared admin office space and cross-
training for customer service and admin duties since July 2016.

Recreation and MSAC have been sharing some communication
duties and cross-marketing

This summer Parks and Senior Center experimented with
exchanging resources. MSAC provided admin support by
answering calls for Parks and Trees during their busiest time of
year. The Parks and Trees crew did some grounds work around
the MSAC.

Parks hosted a senior yoga class for MSAC in Summer 2016.
Department heads of four community service departments have

been undertaking informal team-building and orientation
activities.

Next Steps

Feedback on this recommendation is received from the
Community and City Council

FYa18 budget is developed to make incremental steps
toward this long-term vision

A public process is initiated around long range facility
planning

With additional integration, diverse funding streams are
being explored

11/23/16

18

141



11/23/16

Questions?

Discussion

® What do you especially like about this proposal?
® What concerns do you have?
® What questions do you have?

® What other ideas do you have?

19
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J. Community Recommendations Feedback Forum: Report
Montpelier Community Services Committee
Notes from Second Community Forum
October 11, 2016
Feedback on Draft Final Recommendations

- 25 attendees
- Two small groups considered draft recommendations

What do you like about the recommendations?
Group 1

* Trying to fix deficiencies

* Savings

* Better communications and media

* Single point of contact

* Shared resources and collaboration

* Shared administration and logistical support

* Improved management and recruitment of volunteers
Group 2

» Efficiencies

* More shared resources

* More opportunities and services

¢ Streamlining jobs

* Changing job functions to serve public better

* Quality of Life

* Under one department

* Keeping dedicated funds

What are your concerns about the recommendations?
Group 1
* More bureaucratic/less flexible
¢ Short term/long term -- what will transition look like
* Loss of specialized expertise
*  Why not Public Works Department?
* Loss of identity
* Trend towards overall consolidation
* Loss of passion in individual departments
* Loss of passion if “factory” model
* Could end up costing more
Group 2
* How funds are used
* Budgets -
* FTE’s staffed
* Keeping Institutional Staff Knowledge
* 4 divisions/department heads
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* Not have an equal voice

» Stress on staff

*  Why some trips cancelled (capacity)

* Retaining and attracting families to Montpelier
* Job/Role clarity

* Designing for short term jobs.

What questions do you have about the recommendations?
* How soon will it happen?
* How will transition protect identities of individual departments?
*  Would there still be separate budgets and accounting?
*  What are the cost implications?
* How would cuts/efficiencies be allocated?
* Accountability?

What other ideas do you have about the recommendations?
* Possibility of other recreational facilities?
* How will we know if the objectives of the new department are met?
* Contracting for communication and social media support
* Improve role in public health goals
* (reat intergenerational opportunities, more services
* Volunteering opportunities, sharing
* Long term planning
e (larity of Position
* Institutional benefits
* Develop knowledge of all areas of:
¢  Community
* Synergy
* Therapeutic opportunities
* Community Health - Physical
¢ Community Health - Mental
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