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Synopsis of Case Study
Collaborating to Bring About the Future of Recreation
Many times organizations fail to recognize the benefits of partnerships as a way to solve problems and reduce costs.  This can be especially prevalent in local governments.  Park City has thrived on partnering with both private and public organizations to find innovative solutions to community problems. They have also used these partnerships to increase economic growth.  

Intent of the project/program/service:  
The intent of collaborating with both private and other public entities was to allow for increased delivery of recreational services by limiting the duplication of services and a seamless presentation of services to the end user.  By doing so, economies of scale were reached resulting in cost savings through out all organizations involved.

Recreation has always been a big part of life in Park City.  The City officially got into the recreation business in the mid 1970's.  A limited number of programs were offered to the area’s 4,000 residents.  Nearly all these residents lived in the City limits.  The area immediately adjacent to Park City is known as Snyderville Basin and consisted mostly of ranches and open space.  
In the early 1980's, Park City was growing and people wanted to play!  The City recognized that this trend would continue and began to prepare for the future. The first Parks Master Plan was developed and implemented resulting in the creation of the City’s first public park.

Adult recreation was the original focus of the Recreation Department with softball and basketball being the main sports.  In the middle 1980's, as the Park City area was experiencing a large amount of growth, two shifts took place that laid the ground work for collaboration between various entities.  The first was an increased demand for youth recreation.  As more families moved to the area, the need to provide recreational opportunities for the youth population grew.  The second shift came in the increased development of the Snyderville Basin.  This growth resulted in an increase of non-city residents participating in recreational programs and utilizing facilities in Park City.  As a result, the City and the County agreed to create the Western Summit County Youth Sports Program (WSCY).

Anticipated and actual outcomes:  
The process of collaboration has been a long and lengthy journey that began in the 1980's with absolutely no collaboration as the City was the sole provider of recreation in the area. 
The biggest and actual anticipated outcome of the City, Basin Recreation and PCSD all working together has been a savings to the tax payers of the community as we look to build facilities together and/or not duplicate facilities.

The WSCY was created in 1985 and allows Snyderville Basin and Park City children to participate in the same sports programs, at the same cost.  Prior to this agreement, youth outside of the Park City limits had to pay a higher fee to participate.

In 1987 Park City purchased a privately owned tennis facility on foreclosure for $485,000.  The facility was renamed the Park City Racquet Club (PCRC) and become a major component in the future of recreation for the region.  The facility is operated by Park City Municipal Corporation with a fee differential where Snyderville Basin residents must pay a higher fee to use the facility.
As Park City continued to grow, and the demand for youth sports grew, the City was unable to supply enough field and gymnasium space to support the growth.  In 1990, in an effort to find a solution, Park City Municipal Corporation and Park City School District (PCSD) signed the Joint Use of Facilities for Recreation.  This 30 year agreement, stated that the City would spend $1 million on improvements to the PCSD sport fields, as well as perform routine maintenance.  In return the city will get to use school district fields after 5 pm, and received 300 hours of PCSD gymnasium use all at no charge.

Recreation) was created for Snyderville Basin residents. The purpose of this organization was to reduce the amount that the Basin would have to rely on Park City for recreational facilities and programs.  In 1996 Basin Recreation signed a 30 year agreement with PCSD for Joint Use of Facilities for Recreation.  This agreement was model after the agreement between Park City & PCSD.
In 1997, Park City entered into an agreement with the U.S. Ski and Snowboard Association (USSA) that designates the PCRC as The Official Training Center of USSA.  USSA gives PCRC fitness equipment in return athletes get to use the facility at no charge.
In 2000 Park City entered into a Memorandum of Understanding (MOU) for the provision of youth sports to Basin residents.  This MOU outlined how the City would bill the SBSRD for youth sports.  At this time over 70% of the participants lived outside of the City limits.  This agreement was very contentious with Snyderville Basin residences and led to Basin Recreation taking over the operation of youth baseball, basketball and soccer in 2002.  

Basin Recreation and Park City decided to increase the level of cooperation.  In 2000 the City and Basin Recreation hire Wilkstrom & Associates for a joint study on Feasibility of a Range of Options for Recreation Services.  This sets the ground work for collaboration on an ice facility as the study determined that only one ice arena was needed for the region and that the most economical way to build it was for the entities to collaborate on the construction and operation of the facility. Both entities put a $2 million bond on the ballot that would be used to build an indoor ice arena cooperatively.  The voters approved the bonds in 2001.
In 2004 Basin Recreation the City signed an Interlocal Agreement for a Regional Ice Facility.  The agreement outlines everything from site selection, operational responsibility and subsidy responsibility.  The Ice Arena opened in 2006 along with the Park City Sports Complex.  Basin Recreation contributed $2 million to the Ice Arena and the City put in $3 million.  The whole complex was a $10 million project consisting of the Ice Arena and playing fields.
As Basin Recreation began to bring facilities online the City removed the fee differential for the racquet Club and other recreation programs.  This allows Basin residents to participate in programs by paying the same fee as city residents.

In 2007 PCSD, PCMC & SBSRD signed a 5 year agreement with a five year automatic renewal for the Joint Use of Facilities for Recreation.  This agreement provided an inventory of recreation amenities each jurisdiction had and outlined how each entity agreed to allow the others to use each other’s facilities at no charge.

Park City and Basin Recreation publish a joint PLAY Magazine that has both jurisdictions programs in it.  This enabled the community to see all the programs offered and presented a seamless appearance to the community.
The City originally worked with the PCSD when the two entities agreed to jointly develop athletic fields on school district property.  This was the first step in a regional approach to recreation.

In the beginning the City billed the County for the kids that participated in our program.  As the County and City grew and Basin Recreation was formed the programs evolved into a "joint program" where Basin Recreation administers the program and the City lets them play on our fields at no charge.  There are other programs that the Basin Recreation administers and operates at their facilities.
Cost and/or savings, if any: 
There have been many cost savings that have been realized through collaboration.   By working together, Park City Recreation and Basin Recreation had cost savings by eliminating duplicate programs offerings,  There was obvious cost savings in collaborating on efforts to build new facilities. This was evident in the development of the ice arena.  The region had long desired an ice sheet and it took many years of discussion and debate about where it should go, who should build it and then who would operate the facility.  In the end Basin Recreation and Park City decided the best solution would be to work together on funding the facility.  By doing so, both organizations cut their respective building costs in half.  This relationship continues today, as Basin Recreation continues to provide operational funding each year to help cover capital improvements that are needed to keep the building in good working condition.  Cost savings has also been found in marketing efforts.  Park City Recreation has published the PLAY magazine since the 1980's.  In the spirit of collaboration and being as seamless as possible to the public the City & Basin Recreation published the magazine jointly.  It resulted in a significant cost savings for both entities as we now only print & mail one piece a year to the whole region.   
Identify innovative characteristics:  
Through collaboration, the city was able to reduce geographical and organizational borders that can many times prevent innovative thinking and reduce services to users.  In this case, the city was able to eliminate facility usage fees collected when others members of the agreement wanted to use the facilities when they were available.  This was done through the Joint Use Agreement for Recreation that was adopted by Park City, Basin Recreation and Park City School District in 2007. These types of innovative agreements paved the way for increases in programming and reduction of costs for all parties involved.  The agreement also allowed the city to operate city owned facilities without fee differentials for area residents even though they are used by non-taxpaying patrons.  This created a seamless delivery of service for end users, where in the past there was a feeling of alienation between residents of Park City and residents in the surrounding Park City area. An additional innovative product of these agreements was the collaboration on new recreational facilities.  The building of the ice arena proved that the two government entities could work together on projects.  Park City owns and operates the ice arena.  Basin Recreation contributed $2 million to the construction of the facility and continues to contribute another $50,000 a year that goes towards capital replacement.

Obstacles and results achieved: 
The relationship between the three entities has grown and changed over the years.  The City did have a few bumps in the road to getting to where we are at today.  One of these issues was created by not thinking through the implications of a program that was started where the City sold non residents a "Green Card" for access to City programs and facilities while City residents got the much cooler "Locals Card."  Unfortunately, the program alienated the community and created more problems than it solved.  Needless to say, the program was not very successful and was canceled.  Each agreement that was negotiated had its own unique set of obstacles – who’s residents use what, which government is operating the programs, locations of facilities, total costs and cost sharing, timing and budget/approval issues, the input of parents and clubs, and power/pride/ego issues.  As the elected officials and staff change in each organization there is a learning curve as the new members gain knowledge on how the organizations interact.  As with most agreements the key to there success is that the entities have open communication so issues can be dealt with quickly and efficiently. While obstacles were encountered, long term agreements were created.  By entering into long term agreements, the three organizations (City, Basin Recreation, Schools) only had to review the documents on a five year basis, removing the need to draft new agreements each year.  This did not mean that communication discontinued.  Staffs from all organizations still communicate on a daily basis to ensure that the details of the agreement are enforced.   Staff and elected officials may change but once you have an agreement in place these documents can serve as a guideline for future decisions.
Any new issues/problems encountered:
Currently, the relationship between the three entities is going very well.  Even today, we face problems from our successes.  Numbers in our programs continue to grow.  While the consultant originally thought that one sheet of ice would be sufficient, program growth has the current facility running short on available ice.  Another problem that be contributed to our success is how attractive our facilities have become to event planners.  All three organizations constantly work to keep a balance between local play and event use.  While events can bring in significant tax dollars, it is important to allow our local taxpayers ample opportunity to use the facilities.
Presentation Components

1. Innovation/Creativity

How did the program/project/service, etc. improve the organization? 
Through collaboration with various local recreation organizations, Park City was able to reduce cost by eliminating duplicate services, and facilities.  In addition, services provided to local citizens became more seamless between organizations and created a more enjoyable enhanced experience for users.
Were new technologies used?
Green technologies were used in the design and construction of the new joint ice arena.  Energy efficient facilities, solar power, and energy saving supplies and products were used.
Was a private consultant used?

The only time a consultant was used was for the joint study on Feasibility of a Range of Options for Recreation Services.  This was a joint study done by Wilkstrom Economic & Planning Consultants (801.521.7724) with Basin Recreation. The study outlined the operation of youth sports and led to Basin Recreation eventually taking over the operation of them.  It also set the ground work for collaboration on a regional ice facility as the study determined that only one ice arena was needed for the region, and that the most economical way to build it was for the entities to collaborate on the construction and operation of the facility.

2. Outcomes Achieved

Has service delivery been enhanced?

Through the collaboration of the various recreational organizations, Park City was able to enhance recreational services.  New recreation facilities were built that may not have been built without the collaboration.  A wider selection of programs could be offered due to the reduction of duplicate programs between organizations.
Did the initiative improve access to your government?
By collaborating, the staff from each of the organizations were able to gain a better understanding of how city and county government operated.  Communication between all the organizations has been improved.  The project also created consistency for recreational users making participation in programming done through both government entities easier.  
Has the health of the community improved as a result?
The health of the community was improved in the truest sense since we supply the community with many recreational opportunities!  Also, the additions of new facilities created new economic opportunities in which the area has become a more marketable place for outdoor loving and physically active families, which in turn has increased the area’s supply of a well educated and high quality workforce that our business community has greatly benefited from.  In addition, the new facilities built have created new event space that has lead to larger events coming to the area, boosting business income in the non-ski season and increasing both lodging and sales tax totals.
3.  Applicable Results and Real World Practicality

What practical applications could you share if selected?

Park City could share a plan of collaboration.  Outlined would be the steps taken to build relationships with organizations outside of your own, mindsets that need to be instilled into staff, and how long term goals are set with multiple organizations.

How applicable is the project/program/service to other local governments?

The program used to collaborate with outside organizations is transferable to many other areas in local government.  Park City has continued the idea of collaboration in the areas of water, transportation, open space acquisition and trails, and event planning.
What results/outcomes will you be able to share?
Through the presentation, Park City will be able to share what outcomes occurred due to the collaborative project.  This will include cost savings, and figures on increases in services offered.

4.  Case Study Presentation

Briefly describe what your case study presentation might include.

· PowerPoint/Pictures/Videos – Presentation going over the history of recreation in Park City, why we had issues and steps we took to solve these issues.
· Handouts – Copy of the agreements, maps, recreation publications
Group Discussion – How Park city has been able to duplicate this process into other areas including:  water, transportation, open space acquisition and trails, and event planning.
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