Join Zoom Meeting
https://lus02web.zoom.us/j/7248842097
Meeting ID: 724 884 2097

One tap mobile
+17193594580, 7248842097# US
+16694449171, 7248842097# US
To join the zoom meeting visit Zoom.us click join meeting and
enter the meeting ID: 724 884 2097

Brown Ranch Governance Group

AGENDA
THURSDAY, MARCH 26, 2026
8:30 AM

Approximate total time 3 hours. Times listed on the agenda are approximations and
may be longer or shorter with no notice.

MEETING LOCATION: In-person and virtual via Zoom. See the Instructions
above.
Second Floor Conference Room, Vectra Bank;
270 Anglers Dr, Steamboat Springs, CO

Meeting packet is available for review on our website at
https://docs.steamboatsprings.net/OnBaseAgendaOnline/.

A. ROLL CALL

B. BROWN RANCH GOVERNANCE GROUP

1. Working Agreements; Decision Updates; Defining our End State;
Brainstorming Milestones and Timeline; Next Steps

The meeting is a working meeting. The meeting is open to the public; however, no public
comment will be taken during the meeting.


https://www.zoom.com/
https://docs.steamboatsprings.net/OnBaseAgendaOnline/

Public comments may be submitted through the following methods:

City of Steamboat Springs: Email comments at citycouncil@steamboatsprings.net or through the
city’s website at steamboatsprings.net. The next opportunity for public comment at a City
Council Regular Meeting will be Tuesday, April 7.

Routt County: Email comments at bee(@co.routt.co.us or call the main office at (970) 879-0108.
The next opportunity for public comment at a Board of County Commissioners Regular Meeting
will be Tuesday, March 24.

Yampa Valley Housing Authority: Email comments to inquiry@yvha.org. The next
opportunity for public comment at a YVHA Board of Directors meeting will be Tuesday, March
26.

Members may give direction to staff and consultant team on collaborative governance activities.
Additional topics related to the Brown Ranch plan, annexation proposal, or other matters may
also be identified for consideration at Regular Meetings (or Work Sessions) of the three
organizations. No motions will be considered.

C. ADJOURNMENT



City of AGENDA ITEM #1.
Steamboat Springs g
TO: Brown Ranch Steering Committee

FROM: Brad Calvert, Principal Planner

DATE: March 26, 2026
RE: Defining and End State
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

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.
The new governance group is composed of members representing the City of Steamboat
Springs, Routt County, and the Yampa Valley Housing Authority (YVHA). The new
governance group held formation-oriented meetings in February — meeting summaries
provided as Attachment 1.

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

TODAY'’S DISCUSSION:

115 10t Street, Steamboat Springs, Colorado 80487
970.879.2060 # 970.879.8851 (fax) # steamboatsprings.net
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http://engagesteamboat.net/

Today'’s discussion will focus on defining and end state for the group — what is the end
state needed to submit an annexation proposal. Working backwards from the desired
end state, the group will also identify key milestones, deliverables, and other timeline
considerations as the group makes progress toward reaching the desired end state.

A defined end state and the key milestones along the way will inform approaches to
community engagement and communication to be formulated at upcoming meetings.

The group will document decisions during (and since) the February meetings and
discuss remaining formation decisions, including group name, membership, and
upcoming meeting schedule. Additionally, the group will assess adherence to working
agreements presented in February (i.e., modeling collaboration from the start, working
together toward shared goals, staying focused on the task at hand, etc.).

Attachments:

e Attachment 1: Brown Ranch Governance Group Meeting(s) Summary (February

24 and February 25).
e Attachment 2: Presentation (to be provided as Rainbow)
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ATTACHMENT 1

Brown Ranch Governance Group Meeting(s)
Summary

February 24th, 2026 - Routt County Community Room
February 25th, 2026 - Carver Room - Centennial Hall

About the Meeting

Staff and elected officials from the Yampa Valley Housing Authority, City of Steamboat Springs,
and Routt County met to explore what a future planning process for Brown Ranch could look
like. In particular, this meant working through what type of collaborative structure would be
needed to make decisions between the three entities. The meeting was held over the course of
two days, with 2-hours on the 24th and 3 hours on the 25th.

Who Attended?

Jason Peasley, Executive Director, Yampa Valley Housing Authority
Emily Katzman, Yampa Valley Housing Authority

Elliot Lawrence, Deputy Director, Yampa Valley Housing Authority (Day 1)
Lou Tortora, Board Member, Yampa Valley Housing Authority

Kathi Meyer, Board Member, Yampa Valley Housing Authority

Tom Leeson, City Manager, City of Steamboat

Gail Garey, City Council, City of Steamboat

Dave Barnes, City Council, City of Steamboat

Jay Harrington, County Manager, Routt County

Key Decisions

Over the course of the meeting, the following decisions were made by consensus using fist-to-
five voting, where each participant needed to be at a “3” or above to reach consensus.
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The Fist to On the count of 1-2-3, everyone

simultaneously raises a fist with O,

-
Flve 1, 2, 3, 4 or 5 fingers extended to
Votin express how you feel about the
g decision.
Noway.| | have strong lam This | support I strongly
don't reservations  uncomfortable  decision is this support this

support this but will with the okay with decision. decision.
decision and  support the decision but me.
| am vetaing.  decision and can live with

will not veto. it.

Adoption of Group Purpose and Objectives

e Purpose
o Launch the next collaborative planning process by defining how the steering

group works together and the key decisions that need to be made.

e Objectives
o Develop a revised version of a steering committee that fosters collaboration

between key entities.
m Determine
Membership
Decision-making
Role with community engagement
Communication practices for transparency

o Define an end goal for a future annexation proposal.
o Outline Annexation Roadmap for Brown Ranch with key milestones.

m Identify the necessary components of the next Brown Ranch plan and
annexation proposal

Membership

e The steering committee will be comprised of two board members from YVHA, one staff
member from YVHA, two city council members from the City of Steamboat, one staff
member from the City of Steamboat, and one staff member from Routt County.



Decision-Making

All decisions will be made by consensus using the fist-to-five voting method (see graphic
above), with all members indicating a “3” or above representing consensus. If consensus
cannot be reached, the group will affirm that a consensus cannot be met and then
determine whether additional feedback from the community and/or experts is needed or
if a split decision will be captured with a summary of perspectives in support and
opposition.

Scheduling

The next meeting will take place on March 26th from 8:30-11:30. During that time, the
group will work through how the Steering Committee will engage the community and
what communication and transparency measures will be followed. If time permits, the
group will begin working on defining the end goal for a future annexation proposal.

What Happened?

Kale McMonagle (Civic Canopy) facilitated the group while Clark Anderson (Community
Builders) provided expertise on lessons learned from peer communities and projects that could
inform the community’s approach.

The February 24 session focused on establishing a collaborative governance structure for the
Brown Ranch development project between YVHA, the City of Steamboat Springs, and Routt
County.

Kale provided an overview of the process, which, if there was sufficient buy-in, would
provide a set of 6 meetings that would allow the group to produce a:

o Revised governance structure for decision-making related to the Brown Ranch
property.

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

o ldentification of the necessary components of the next Brown Ranch plan and
annexation proposal.

Kale also introduced a fist-to-five model for making decisions by consensus that would
allow the group to arrive at decisions only if there was sufficient agreement.

The group discussed key values any revised governance structure would need to
embody, including collaboration, transparency, accountability, expertise, fairness,
inclusion, and equity. Consistently, collaboration, transparency, and inclusion rose to the
top. In addition to these, the group raised the need for efficiency, delivering results, and
honesty.



e Participants reviewed three case studies of similar projects - Tierra Contenta in Santa
Fe, Sun Valley Redevelopment in Denver, and Miller Ranch in Edwards - to identify
potential approaches for decision-making related to Brown Ranch.

The February 25 session took a step back to revisit the purpose and objectives of the group to
ensure there was sufficient buy-in.

e Feedback from the group suggested that the initial purpose and objectives were overly
broad. Participants felt unclear about what level of governance would be revised. In the
end, the group identified the need to restructure the previous steering committee in a
way that would reflect the collaborative approach the three entities have identified as
necessary for a successful annexation proposal. Based on this, the group revised the
purpose and objectives to the following:

o Purpose

m Launch the next collaborative planning process by defining how the
steering group works together and the key decisions that need to be
made .

o Objectives

m Develop a revised version of a steering committee that fosters
collaboration between key entities.

e Must determine:

Membership

o Decision-making

o Role of community engagement

o Communication practices for transparency

o

m Define an end goal for a future annexation proposal.
m  Outline Annexation Roadmap for Brown Ranch with key milestones.

e |dentify the necessary components of the next Brown Ranch plan
and annexation proposal.

o Based on the group’s consideration and adoption of the purpose and objectives,
the group began the work of determining the four elements that would define a
new approach to the Brown Ranch Steering Committee.

m  Membership:

e The steering committee will be comprised of two board members
from YVHA, one staff member from YVHA, two city council
members from the City of Steamboat Springs, one staff member
from the City of Steamboat Springs, and one staff member from
Routt County.

o Note: The group discussed the possibility for a county
commissioner to be represented for fairness. Jay



Harrington noted that the commissioners have limited
capacity to participate, but that he has weekly meetings
with them and can receive direction during those
conversations. Commissioner Salinas was noted as a
potential member, but some were concerned that this
would create imbalance due to her ex officio role on the
YVHA Board.

m Decision-Making:

All decisions will be made by consensus using the fist-to-five
voting method (see graphic above), with all members indicating a
“3” or above representing consensus. If consensus cannot be
reached, the group will affirm that a consensus cannot be met and
then determine whether additional feedback from the community
and/or experts is needed or if a split decision will be captured with
a summary of perspectives in support and opposition.

o Note: While members of the group expressed concern
about the feasibility and speed at which the group could
achieve consensus decisions, there was an overarching
sense that consensus was needed to instill trust in any
future annexation proposal and to increase accountability
to one another as a collaborative group that would require
compromise.

m  Community Engagement:

While no formal decisions were arrived at, the group discussed
the need to engage the community in the process, whether that
was in an advisory group role, formal representation in the
Steering Committee membership, community workshops, or
development scenario evaluation. In the end, the group opted to
only include voting members who would have a primary role in the
final financing or implementation of the project. Additionally,
members expressed concern over how community members
would be fairly selected to represent the range of AMIs in the
community, the variety of positions on the last Brown Ranch
proposal, or the weight of lived and living experience related to
housing insecurity in the valley. However, many members
expressed that it would be important to identify clear avenues for
community voice. The group has been tasked with soliciting
advice from their respective organizations and bringing back ideas
for community engagement to the next meeting.



ATTACHMENT 2

Governance Group

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

Do

G;%D




Overview of Today

Purpose:

. Build a collaborative
effort to define the next
decision-making steps
for Brown Ranch

Objectives:

Improve our ability to
collaborate across entities by
reflecting on our working
agreements

Ensure the group has consensus
regarding membership

Make a consensus decision on
the group name

Define the end state this group
s working towards

Begir) drafting key milestones
and timelines
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Working Together



@ community
builders

| wonder...

Pair up with someone from another organization. There
will be two rounds. You each take turns being the
guestioner and the receiver. The receiver does not
speak. The questioner poses questions to the receiver
starting with the phrase, “I wonder..."




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.
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SBII

Providing grounded feedback

Describe the situation. Be specific about when and where it

S ituation occurred.

B Describe the observable behavior. Don't assume you know what
ehavior ! the other person was thinking.

I m‘pact Describe what you thought or felt in reaction to the behavior.

Ask the person what their intent was to better understand their

I ntent behavior.

From the Center for Creative Leadership




Group Membership



Group Membership

Options
« Maintaining a decision of 1 staff member of Routt County

 Maintaining one County seat, but switching out a staff seat
(Harrington) for a commissioner seat (Salinas)

* INncreasing to two seats and including both a staff (Harrington) and
commissioner (Salinas)

« Other?
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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.

6
Consensus



Group Name



Proposed Name

Brown Ranch Joint Leadership Team

Possible Names

+ Brown Ranch Joint Leadership
Team

« Brown Ranch Strategic
Leadership Team

« Brown Ranch Leadership Cabinet

« Brown Ranch Planning and
Leadership Team

« Brown Ranch Strategic Planning
Team/Group
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End State



Describe Your End State

Directions

« On your index cards, fill in the blank:

- This time around, we're working toward for Brown
Ranch.

* Responses will be anonymous. | will read out each of them without
naming an author.

« Keep your response short. This is the big picture of where we're
heading in terms of a major decision. We'll use this end state to
work backward and figure out the smaller details and decisiong.20



Nested Decisions

Do we sell some of the

Where do we need to Do we retain the /4 parcels?
engage the community property as is or split
in the decision? into multiple parcels?
Who can make the Do we submit another What should be

annexation proposal to

the voters? included in the next

following decisions and

how? (Governance) proposal?
\ When should we
Do we work to submit another
Where does an build housing annexation
individual decision- within the current proposal?
maker need buy-in to Jurisdiction (Routt
be effective? County)?

For what purposes would we want

the parcels to be used?
conservation)

(Market rate,

How does the new plan
align with other city

What studies need to
be completed to inform
this proposal?

Financing?
Infrastructure?
Density?

Look and feel?

plans (i.e. Climate Plan)?

Who
completes
these studies?

Who pays
for these
studies?

What existing
studies can we
make use of? For
how long?
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Discussion

What are our areas of common ground?

Where do our answers diverge?

What end states do we think are feasible? Why?
What end states are important? Why?
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Working Backwards



Sticky Notes

Directions

« On your sticky notes, add key milestones, questions, engagement
opportunities.

- A milestone may be a key decision or action that's taken.

- A question is an query that needs to be answered throughout
the process to inform the final decision.

- An engagement opportunity is way to engage the

community in a key question before arriving at a milestone.
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