Project Collaboration Team

Collaboratively define how YVHA, the City of Steamboat
Springs, and Routt County will make future decisions
related to Brown Ranch.
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Overview of Today and Tomorrow

Purpose:

Launch a collaborative

effort to define the next
decision-making steps

for Brown Ranch

Objectives:

Understand the process for
the next six months and the
decision-making methods
for this group

ldentify the critical values a
Nnew governance structure
needs to embody for success

Learn from other case
studies in similar
communities

Begin drafting and revising a
new governance structure



Overview of Process



Overview of Process

Purpose:

Collaboratively define
how YVHA, the City of
Steamboat Springs, and
Routt County will make
future decisions related
to Brown Ranch.

Objectives:

Revised governance
structure for decision-
mMmaking related to the Brown
Ranch property

Outline of Annexation
Roadmap for Brown Ranch
with key milestones (or
alternative)

|dentification of the
necessary components of
the next Brown Ranch plan
and annexation proposal



Our Shared
Challenge
Escaping our
game of
snakes and

ladders
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Establish a New
Governance Structure

Launch an updated
decision-making body
to coordinate planning
for the Brown Ranch
site, ensuring
transparency,
accountability, and
collaboration.

February
February March

Establish a New
Governance Structure

Clarify decision-rights
and communication
pathways between the
City Council, YVHA
Board, County
Commissioners, and
community.

Define End State

Identify the different
elements needed to
bring another proposal
for annexation forward
or determine another
direction for the site

March
April

Distinguish decision
types

Break out the different
planning milestones in
terms of their technical
knowledge, value
implications, and
resources requirements

Design planning
process

Determine what level

and type of community

engagement is

appropriate for each set

of decisions.

April

F

Revise and adopt
plans

Make the final changes
to the governance
structure and planning
process



Council & Board Working Agreements

Model collaboration from the start. We are committed to working together and using this process to build a strong,
collaborative partnership between the City and Housing Authority. This is a shift from positional negotiation and towards working
together to solve problems and realize shared goals.

Open to different perspectives. Our community is stronger when we work together. We can all have strong opinions, but to
engage as effective and collaborative leaders, we need to be open minded, listen, and seek to understand different perspectives. This is
critical to an inclusive and creative process.

Trust in good intentions. We all love our community. Collaborative leadership relies on trusting that everyone is engaging with
good intentions and a sincere interest in the wellbeing of our community, even when we disagree deeply on the issues.

Stay focused. We need to keep focused on the task at hand, which is to guide a deliberative process that engages our community
in seeking common ground on Brown Ranch.

Trust the process. This process seeks to build commmon ground on contested terrain, and will require all of us to lean into the
process even when the way is uncertain. To build trust with the community, we will have to have faith in the process and in each other.

Mutual respect and civil discourse. Our involvement must support and demonstrate healthy and productive discourse.
Disagreement is okay, even productive, as long as we are respectful, and hard on the issues, rather than each other.

Clear and respectful communication. Our communication needs to be clear and respectful. Project communication needs to
be effective for engagement to work and people to understand and track the work.

Work together towards shared goals. Our work needs to be guided by shared goals so we are clear on what we are trying to
accomplish together. We recognize that the work is complex, and may change along the way, but it should unite us in a common
purpose instead of dividing us across separate agendas.

Encourage community involvement. Our community is stronger when we work together. We need to show up in ways that
encourage healthy community engagement and ensure the project is successful in this area.



DST Working Agreements

e Respectful and Open-Minded Dialogue

o
o
o
o

Listen with empathy and curiosity

Accept and value differing opinions
Avoid judgment; stay open to persuasion

Recognize that each person brings a different lived experience

e Shared Understanding and Learning

o
o
o
o

Ground decisions in facts, law, and feasibility

Break complex issues (like affordable housing) into digestible pieces
Define common terms (e.g., “affordable,” “workforce,” “Steamboat”)
Share knowledge and credible sources

e Trustand Team Culture

o

o
o

Build implied trust in one another and in experts
Be vulnerable and honest as a team
Stay comfortable navigating discomfort and complexity

e Clear and Accountable Process

o O O O

Honor deadlines and timelines

Communicate openly and in real time

Set concise goals for each discussion

Acknowledge the need for tradeoffs—no one will get everything they want



Decisions by
Consensus

The Fist to
Five

Voting
Method

® d

No way. | I have strong
don't reservations
support this but will

decision and  support the
| am vetoing. decision and

will not veto.

On the count of 1-2-3, everyone
simultaneously raises a fist with O,
1, 2, 3, 4 or 5 fingers extended to
express how you feel about the
decision.

lam This | support | strongly
uncomfortable  decision is this support this
with the okay with decision. decision.
decision but me.

can live with
it.

Consensus



Connection Before Content



Why Connection?

No Collaborate
Can we
effect this
Yes change
i 2
unilaterally? Ves Force
Can we
change
the
situation?
Yes Adapt
No Can we bear
the situation
asitis?

No Exit

Conventional

Ves Collaboration

Can we
control this
change?

o T

Stretch
Collaboration



Stretch Collaboration

« Acknowledge both differences
and connections. Rather than
forcing artificial harmony, we
must recognize conflicts while
also building genuine
relationships.

« Adopt an adaptive, iterative
approach. Instead of insisting on
agreement about a
predetermined plan, we should
try different possibilities through
a process of testing and learning.

« Focus on changing your
contribution. \We should direct
our energy toward changing our
own behavior rather than trying
to change others.

Aspect

How we relate to

collaborators

How we advance

our work

How we engage

in the situation

Two Approaches to Collaboration

Conventional Collaboration

Emphasize harmony and
unity, focusing on creating a

single, cohesive team.

Strive for agreement on a
single problem definition
and one optimal solution.

Aim to influence or change
what others are doing under

a centralized leader.

Stretch Collaboration

Embrace both conflict and
connection, valuing diversity

and multiple perspectives.

Experiment collaboratively,
exploring multiple emerging
possibilities.

Recognize ourselves as part of
the situation, acting as co-

creators in a shared process.



@ community
builders

More in Common

Pair up with someone from another organization. Take
two minutes to find as many things as possible that you
have in common. Make a tally mark of each item.




Governance Values



Value Ranking

INn terms of Brown Ranch Rank the following values:
governance and decision . Transparency
making, vvhat’s Most . Efficiency
iImportant is... . Fairness
Equity
INnclusion

Collaboration
Accountability
Expertise
Other?



[ Name }
Rank Your Values

o= >
Least Important Most Important



community
CIVIC A '
CANOPY builders



Tierra Contenta - Santa Fe, NM




Tierra Contenta, Santa Fe

The land was originally annexed by the City of Santa Fe in 1985. The
1,421 acre plan was adopted by the City in the mid 1990s.

Tierra Contenta Corp. (TCC) formed as an independent 501c3, in
1994 for the sole purpose of implementing the Tierra Contenta
Master Plan.

More than 3,000 homes have been built in the first 3 phases, over
40% priced affordably to households earning 100% or less than the

AMI, with the majority of these early phase homebuyers earning
less than 80% AMI.



Tierra Contenta Governance

Owner: City of Santa Fe in partnership with nonprofit Tierra Contenta
Corporation (TCC)

Developer: TCC created by the City of Santa Fe served as the master
developer. TCC developed the infrastructure for each phase, provided
land in Phases 1 and 2 to homebuilders at below-market costs to build a
mMixture of affordable and market-rate homes.

« [N 2024, TCC partnered with Homewise, a leader in affordable
homeownership, to complete the 3rd/final phase. Homewise will
develop the infrastructure for Phase 3 and sell land to builders,
ensuring a mixture of housing options, from single-family homes,
apartment flats, duplexes, triplexes, and casita courts.

Manager: TCC enforces the affordability goals of the master plan.



Tierra Contenta Governance

As of 2024 TCC will no longer
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Sun Valley, Denver

R CETR TR AN

r
t
i
T
L
]
i




Sun Valley, Denver

 Major redevelopment of 940 new apartments, condos,
townhomes serving upwards of 2,500 residents in 4 phases - 1st
3 phases complete.

«  Mostly rental w/ a small percentage of market rate townhomes

« The West Denver Renaissance Collaborative (WDRC), housed
w/in DHA, was created to provide integrated planning and
collaboration around changing conditions, planning initiatives,
and public investments in all of west Denver

« WDRC is a collective impact initiative integrating the efforts of
community members, public agencies, non-profits, and
foundations



Sun Valley Governance

The overall development is governed by a Choice Neighborhoods
Initiative (CNI) $30 million grant from U.S. Department of Housing and
Urban Development (HUD), which requires a comprehensive
"Transformation Plan" focused on housing, people, and neighborhood
Improvements

Owner: Denver Housing Authority (DHA)

Developer: DHA led most of the vertical development in partnership
with Revesco Properties, Avanti Residential, & Prospect LLC to manage
specific parcels

Manager: Primarily DHA in partnership with City & County of Denver's
Department of Housing Stability (HOST). DHA employs full-time
coordinators on-site to provide case management and resource
referrals.



Sun Valley Governance

Communications: DHA meets monthly with a Community Advisory
Committee

EnviroFinance Group (EFG) Managed the design and construction of
over $30M in public infrastructure (streets, parks) and handles
entitlements and land sales for the Authority.

Sun Valley Eco District (SVED) is a nonprofit organization created to
Implement the "EcoDistrict Protocol" focusing on environmental and
social goals like renewable energy, sustainable water management,
and healthy food access.



Miller Ranch, Edwards CO




Miller Ranch, Edwards CO (completed 2006)

« 30 acre mixed-use, mixed-income community with
Colorado Mountain College campus and a hew high school

o 282 for sale homes: 69 SF, 64 duplexes, 49 row homes, and
100 condominiumes: several parks, sports complex, and dog
park

« All units are deed restricted to 60-140% AM|

« Must be resident of Eagle County and earn at least 75% of
annual income from Eagle County employers



Miller Ranch Governance

Owner: Eagle County, Partners CMC and EC School Dist.
County hired developer, architects, engineers

Developer : ASW Realty Partners, Eagle County guaranteed
purchases which took out some developer risk

Manager: Valley Home Store, established by EC Housing and
Development Authority. In charge of deed restrictions,
qualifying renters/buyers, compliance, etc. Charge a 2% sales fee
for transactions that pay for all services.

Advice: Do not use private real estate brokers for deed restricted sales



Haymeadow, Eagle County




Haymeadow, Eagle Cou nty CO (almost complete)

 ©660-acre conservation-oriented development along the
scenic Brush Creek on the southern side of Eagle.

« On completion, will feature a total of 837 housing units, with
condominiums, townhomes, and single-family homes.

« Phaselincludes seven 3-story for sale condominiums (76
deed-restricted units with residential occupancy
requirement

 Public-private partnership model



Haymeadow Governance

Owner/Developer: 7 Hermits LLC

Valley Home Store bulk purchased 43 of 72 units ($27M) for Ist
phase and deed restricted them which reduced developer risk.

Manager: Co-managed by Valley Home Store and Town of
Fagle In charge of deed restrictions, qualifying renters/buyers,
compliance, etc. Charge a 2% sales fee for transactions that pay
for all services.

Advice: Do not use private real estate brokers for deed restricted sales,
Include market rate units to off set infrastructure costs and provide
move up opportunities
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Holiday Neighborhood, Boulder, CO (complete)

« A275acre mixed-use community
integrating live/work buildings,
residences, and small businesses.

e 334 units total: 162 market rate, 82
affordable for rent, 56 affordable for
sale, 34 unitsCo-housing

« 58,000 square feet of three-story retall,
restaurant, and office space




Holiday Governance

Owner: City originally purchased the land and sold it to Boulder
Housing Partners. (Boulder's Housing Authority)

Developer: BHP hired 5 developers to plan and build to project
including Peak Properties, Affordable Housing Alliance, Coburn
Development, Wolff/Lyon Architects, Wonderland Hill
Development

Manager: Boulder Housing Partners manages rentals
throughout the neighborhood. BHP also provides numerous
support services.



What did you appreciate from the case studies?




What did you appreciate from the case studies?




What did you dislike from the case studies?




What did you dislike from the case studies?




What do you have questions about?




Community Engagement Spectrum



IAP2 Spectrum of Public Participation

Relationship

Inform

To provide the
public with balanced
and objective
information to assist
them in understanding
the problem,
alternatives, opportuniti
es and/or solutions.

To obtain
public feedback on
analysis, alternatives
and/or decisions.

To work directly with the
public throughout the
process to ensure that
public concerns and
aspirations
are consistently underst
ood and considered.

To place final
decision making in the
hands of the public.




IAP2 Spectrum of Public Participation

Relationship

Inform

To provide the
public with balanced
and objective
information to assist
them in understanding
the problem,
alternatives, opportuniti
es and/or solutions.

We will keep you
informed.

To obtain
public feedback on
analysis, alternatives
and/or decisions.

We will keep you
informed, listen to and
acknowledge concerns

and aspirations, and
provide feedback on
how public input

influenced the decision.

To work directly with the
public throughout the
process to ensure that
public concerns and
aspirations
are consistently underst
ood and considered.

We will work with you to
ensure that your
concerns and
aspirations are directly
reflected in
the alternatives
developed and
provide feedback on
how public
input influenced the

decision.

To place final
decision making in the
hands of the public.

We will implement what
you decide.




IAP2 Spectrum of Public Participation

Relationship

Inform

To provide the
public with balanced
and objective
information to assist
them in understanding
the problem,
alternatives, opportuniti
es and/or solutions.

Fact sheets
Websites
Open Houses

To obtain
public feedback on
analysis, alternatives
and/or decisions.

Public Comment
Focus Groups
Surveys
Public Meetings

To work directly with the
public throughout the
process to ensure that
public concerns and
aspirations
are consistently underst
ood and considered.

Workshops
Deliberative Polling

To place final
decision making in the
hands of the public.

Citizen Juries
Civic Assemblies

Ballots
Participatory Budgeting
Delegated decision




To date, what forms of engagement have occurred across the
spectrum?

o Y
A\ 4
---/ |
A y
---/ |
A y
---/ |
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To date, what forms of engagement have occurred across the
spectrum?

o Y
A\ 4
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Synthesis and Revision



Collaboration Spectrum
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Discussion

Based on these reflections, where do we have

agreement?
Based on what we've learned, what will be the best fit

for Brown Ranch?
- How will it meet the values we laid out at the beginning of

today?

Who needs to be included?
What decision-making responsibilities will this group have?

What are potential tradeoffs of this approach?
What will we need to adjust to be the right fit this

community?



Feedback

How successful was today's meeting?

Not successful Very successful




SteAmboat Springs ==

TO: Brown Ranch Governance Group (aka Project Collaboration Team)

FROM: Brad Calvert, Principal Planner

DATE: February 24, 2026
RE: Governance Group Formation — Meetings 1 and 2
BACKGROUND

During the April 2024 Work Session, City Council directed staff to develop an approach
to identify and secure a consultant partner to assist with community and stakeholder
engagement activities in light of the result of the Brown Ranch Special Election (March
2024). Council reviewed and directed staff to release a Request for Qualifications/RFQ
(Steamboat Springs Brown Ranch Annexation Community Deliberation and Shared
Learning).

Community Builders have been under contract and working on the Brown Ranch
Community Solutions project since August 2024. The project has been designed as a
multi-phase project, meaning that at the conclusion of each phase a summary report is
produced, and the project team develops a proposed scope of work and budget for the
next phase of the project.

e Phase 0 primary deliverable: Brown Ranch Situation Assessment.

e Phase 1 primary deliverable: Shared Understanding & Direction — Phase 1
Summary Report

To learn more about the Brown Ranch Community Solutions process, including summary
reports from previous phases of the project, visit EngageSteamboat.net.

As outlined in the original RFQ and the Phase 1 report, the Community Solutions project
is not intended to create a new Brown Ranch plan or annexation agreement, but rather
it is meant to identify key strategies and approaches that can shape a successful
development project and associated annexation. In short, the project endeavored to do
things differently: putting deliberation, dialogue, and transparency at the center and
altering traditional decision-making structures by asking the community to openly discuss
opposing views as a way to identify workable solutions.

The initial scope of work for the next phase of the project (Phase 2) will launch and
support a new decision-making body to coordinate planning for the Brown Ranch site.

115 10" Street, Steamboat Springs, Colorado 80487
970.879.2060 =+ 970.879.8851 (fax) ** steamboatsprings.net


http://engagesteamboat.net/

Among other anticipated roles, the new decision-making body will be to guide community
engagement efforts. The project team anticipates the project scope will be expanded in
the coming months to include community engagement efforts as directed by the new
decision-making body, including opportunities to re-engage the Deliberation and
Stewardship Team (DST) formed in Phase 1 and to engage and inform the community
more broadly.

TODAY'’S DISCUSSION
Over two meetings held on February 24 and 25, the new governance group will convene
to launch a collaborative effort to define the next decision-making steps for Brown Ranch.

Key outcomes over the two sessions include:

e Understand the process for the next six months and the decision-making methods
for this group.

e Identify the critical values a new governance structure needs to embody for
success.

e Learn from other case studies in similar communities.
e Begin drafting and revising a new governance structure.

The attached presentation outlines key discussion and learning topics, including case
studies of housing and community development projects and the associated governance
approach for each. The presentation also includes slides that will be the basis for group
collaboration during the sessions.

Attachment: Presentation
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