Community Center MOU

City Council
August 28, 2017
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Presenter
Presentation Notes
Start with some background to provide context for tonight’s discussion about the Memorandum of Understanding with the YMCA of the Greater Twin Cities.



CITY DF BLOOMINGTON, MINNESOTA
COMMUNITY AMENITIES:
COMMUNITY CENTER DECISION

KEY OUTCOME INDICATOR

Community support analysis; task force feedback.

PERFORMANCE TRRGET

Followring task force input, series of City Council decisions
on whether to mowe forward, and if so, site options, funding
strategies, etc, starting in January zo17.

STRATEGIC INITIATIVE
DEVELOP PLAN BASED ON RECOMMENDATIONS OF COMMUNITY CENTER TRSK FORCE.

PERFORMANCE UPDATE

The Community Center Task Force presented its recommendations for a new community center to the City Council in
October zoa6.

»  Launched discussions with the YMCA of the Greater Twin Cities on a potential parinership. The YMCA and the City
are looking at their current facilities and discussing how they might collaborate to better saree the community more
effectively topether than they can separately.

»  Currently gathering data regarding the potential for a new community center from targeted focus groups (e.g., multi-
culiural, millennials, people with dizabilities, efc ] around the city.

»  Next step: Develop a memorandom of understanding for formal discussions between the City and YMCA for discussion
at the City Council study meeting on April 24.

BUDGET/RESOURCES

Funding for potential stodies on comrmunity needs and community center location.

TIMELINE
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Presentation Notes
Reminder – Community Center is a key action under the City Council’s strategic priority of Community Amenities.


Community Center Task Force

To study the 2015 community center needs
assessment report and provide feedback to the

City Council on the potential future of a new
community center.
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2016 – Community Center Task Force
Task force was charged with studying the 2015 community center needs assessment and providing feedback on the potential future of a new community center.
Task force made five key recommendations.
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Presenter
Presentation Notes
Task Force agreed that more than $4 million that were needed in basic improvements to Creekside would be better invested in a new facility.


Rec. 2: Amenities to attract and retain people
of all ages
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Presentation Notes
New Community Center Elements
Gymnasium
Indoor pool
Walking/running track
Large multi-purpose room
Indoor play space
Flexible meeting spaces
Fitness component
Senior Program space
Common gathering area
Outdoor amenities
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Rec. 3: Single site location
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Presentation Notes
The Task Force also advocated for a single site location vs. multiple locations for a community center and presented a list of possible locations.
April 2017 – City Council narrowed down the list of potential sites to seven locations
Important to note these are still just potential sites



Rec. 4: Consider all funding options

“» Bond referendum

*+ Lease revenue bonds
** Charter bonds

« Partnerships

**» Donations

< Naming rights

“* Property sale (Creekside site)

one
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Given the potential cost for a new facility, the Task Force recommended that the City consider all forms of funding, from bonding to naming rights to partnerships. 
(HGA 2016 est: $41.5 million; another $12 million for aquatics; land - $10 million)


Rec. 5: Find a partner

BE PART OF
SOMETHING BIGGER.
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Presentation Notes
The Task Force felt strongly that given the cost projections, it was crucial that the City find a partner.
Last fall, the City started discussions with the YMCA of the Greater Twin Cities on how we might collaborate to better serve the community more effectively than we could separately.
YMCA – One of the largest nonprofit social service organizations in Minnesota.
Serves more than a quarter-million members and participants throughout Twin Cities and western Wisconsin.
Encompasses 23 membership branches, 7 resident camps, 10 day camps, 7 overnight camps and dozens of child care locations.


Due Diligence

@ sabes jcc

BOYS & GIRLS CLUBS minneapolis

OF THE TWIN CITIES
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Presenter
Presentation Notes
Staff did conduct due diligence on other potential partners in response to Council’s direction in April.
Contacted the largest purveyors of fitness and recreation facilities in the Twin Cities.
Of the three organizations we spoke to, none of the organizations were interested in collaborating on a community center project in Bloomington at this time.
Generally fell outside of their strategic plans.
One of the organizations did tell us that the City was “on a good path” in exploring a partnership with the YMCA.
“Partnering into the Y’s network is the best way to go” – can leverage the Y’s resources, wisdom, knowledge, etc.
YMCA – Open and receptive to additional partners vs. alternatives to them (i.e., other projects underway with third parties).



“* Non-binding agreement

“ Periodic meetings to move in a forward direction
“» Checkpoints built in throughout the process

“* Major milestones

+» Stakeholder working group
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Presentation Notes
So, we have continued to pursue a Memorandum of Understanding for a joint facility project with the YMCA.
While the MOU formalizes the relationship between the two parties, it is a non-binding agreement.
Periodic meetings to keep the process moving in a forward direction, with checkpoints built in throughout the process.
Major milestones – Include site and architect selection, funding and financing agreement, development agreement, groundbreaking and opening
Stakeholder working group:
At least 3 stakeholders each representing City and YMCA
Meet on a regular basis  
Purpose – To meet milestones in MOU
Will end if meetings are no longer necessary or productive
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Programming

Funding and Financing
Construction Capital
Ownership

Operations and Maintenance

AR o\

Major Milestones
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Presentation Notes
Let’s review the provisions that are of particular interest.
Programming
Funding and financing
Construction capital
Ownership
Operations and maintenance
Major milestones 


A \4 = Memorandum of Understanding

& BLOOMINGTON
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Programming:
< Joint market research
< Agree on final menu of amenities and services

< Bloomington residents will have priority access to
some portions of amenities.

“ Some amenities may be reserved or prioritized for

one

YMCA members

<+ YMCA members will have access to YMCA
network of services and facilities
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Programming:
Programming section appears at the front end of the list of activities in the MOU because programming will drive the final menu of amenities and services, design, funding, and site location.
Two entities will collect and synthesize data related to community needs and collaborate on additional market research if deemed necessary.
Then they’ll agree on final menu of services and amenities to be provided by City, YMCA or other partners.
Bloomington residents will have priority access to some portions of the amenities (e.g., gymnasium) 
Some portion may be prioritized or reserved for YMCA members (e.g., fitness area)
Bloomington’s YMCA members will have access to other YMCA facilities and services in the metro area.
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)' Memorandum of Understanding

Funding and Financing:
“ City: Site, City-issued debt up to determined amount
“ YMCA: Cash, debt or donations or all of these

< Others: Naming rights, sponsorships, donations,
additional partnerships, etc.

“* Both parties intend for space demands required to
support desired programming to inform the process

one



Presenter
Presentation Notes
Funding and Financing:
City and YMCA will define the sources and mix of funding and financing.
Working expectations:
City:  The site and City-issued debt of up to determined amount
YMCA:  Combination of cash, debt or donations, or all of these; and
Other funding sources:  Naming rights, sponsorships, donations, etc.
One of the benefits of partnering with the YMCA is that they are experts when it comes to fundraising.
City can leverage their expertise in this area. 
The YMCA is very interested in 3rd party partnerships.
This section ends with statement that the two parties intend for the space demands required to support the desired programming to inform the process.
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Construction Capital:

“ City: Share of costs inclusive of the value of land
< YMCA: Share of costs

“» Others: To be explored

< Both parties intend for desired programming to inform

one

the process
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Presentation Notes
Construction capital:
City and YMCA work together to define the sources and mix of capital construction costs.
Working expectations:
City:  Share of costs inclusive of the value of the land.
YMCA:  Share of the costs.
Other opportunities will be explored.
Here again is a statement that the two parties intend for the desired programming to inform the process.
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Ownership Options:
“ Land ownership

< Building ownership
“ Leasing

< Other arrangements
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Presentation Notes
City and YMCA will discuss range of options for real estate ownership, tenure or tenancy
Includes land ownership, building ownership, leasing or other occupancy arrangements
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Operations and Maintenance:
< Building operating agreement

< Building maintenance agreement
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Presentation Notes
City and YMCA agree to develop a building operating agreement for entire community center at appropriate time when sufficient detail is available.
City and YMCA also agree to develop building maintenance agreement at appropriate time.
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Major Milestones

2017 2018 2019 2020
9/2017 10/201712/2017 2/2018 4/2018 6/2018 8/2018 10/201812/2018 2/2019 4/2019 6/2019 8/2019 10/201912/2019 2/2020 4/2020

I
Stakeholder working group formed . 9/30/2017 :
Master schedule agreement . 9/30/2017 :

I
Site selection process agreeement - 12/31/2017

I
I

I

I

I

I

I

I

Data collection and research - 12/31/2017 [
| I

Site selection - 3/30/2018 |
I

I

I

I

I

I

I

I

I

I

I

Architect selection process agreement - 3/30/2018
Development agreement 3/30/2018
Capital construction package 3/30/2018

Funding & financing package - 3/30/2018
Architect selection process - 6/30/2018

|
|
|
|
|
|
|
|
|

Groundbreaking ‘ 3/30/2019

|
|
: 3/30/2020
|

Construction
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Major Milestones:
By end of Third Quarter 2017:  
Stakeholder working group consisting of at least three stakeholders each will start meeting on a regular basis to achieve the milestones in the master project schedule
By end of 2017:
Agree on a process by which to select a site
The YMCA would like to narrow the list of potential sites down to two sites prior to engaging in the market study so that  the results can be utilized to test opinions on proposed sites.
Finish collecting and researching data 
By end of First Quarter 2018:
Have a site selected
Agree on a process by which to select architect
Negotiate development agreement
Determine capital construction and funding and financing packages
By end of Second Quarter 2018:
Architect would be selected
By end of first quarter 2019:
Break ground
By end of first quarter 2020:
Open
The YMCA prefers to open its branches in October or January, if possible. 
***Contingency – Timelines provided in MOU do not account for the process and time required for a bond referendum.
If a referendum does occur, the City and YMCA acknowledge that the timelines stated in the MOU will need to be adjusted accordingly.




Next Steps:
August 28: City Council approval

September 30: Establish stakeholder working group
and master project schedule

one
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< City Council member
< Staff member

< Community member
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Stakeholder Working Group:
The MOU establishes a “stakeholder working group.”
By September 30, the parties will identify at least three stakeholders each that will jointly meet on a regular basis to advance the project and achieve the milestones established in the MOU.
Continue to meet until either party determines that additional meetings are no longer necessary or productive.
At study meeting on August 14, Council asked that the representatives for the stakeholder group be brought to the Council for ratification.
At this point, staff are recommending that the group include at least one Councilmember, at least one staff member and a representative from the community, preferably someone who served on the task force.
YMCA is planning to assign three representatives to the group, two from real estate and one from operations.
They find that the smaller the group, the more that it can accomplish.
Staff is looking for your input on City mix tonight and will bring forward specific names at a September meeting for your ratification.
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