Flagstaff Trails Initiative - Collaborative Work Plan
Drafted 10/2017; Updated and Adopted 2/21/2019

The Need for the Flagstaff Trails Initiative (FTI)

Trails help make Flagstaff a better place to live and visit. They help contribute to quality of life, personal wellness and economic
development. Every regional plan for the Flagstaff area, including the Flagstaff Urban Trails System Master Plan, Regional Plan,
County Comprehensive Plan and the Coconino National Forest Land and Resource Management Plan identifies trails as an
important community asset that should be enhanced. However, there hasn’t been a holistic and strategic effort to specifically
address trails in the region for nearly 20 years.

Trail providers, users and other stakeholders came together to launch the Flagstaff Trails Initiative. Many of these parties have
partnered on a variety of individual projects and

coordinated their efforts, but haven't collaborated on a .
holistic, regional strategy. M

Flagstaff's trails receive a significant amount of use that
is likely to increase along with expected population PLAN + BUILD = BALANCE
growth and rising tourism visitation. This process

provides a platform to assess the existing trail system

and plan for improvements. collaborate better trails better

~ experiences .
Overall scope partners community education
The purpose of this project is to develop and environmental economic
implement a collaborative, cross-jurisdictional strategy Impacts benefits

for recreational trails in the Flagstaff region of
Coconino County, Arizona. This effort seeks to improve the quality, connectivity and community support for a sustainable trail
system that balances the demand for recreation with the community’s vision for conservation, development, and health.
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This project will focus on recreational trails and related access points within the boundary of the Flagstaff Metropolitan Planning
Organization, with the inclusion of connections to communities beyond FMPO boundaries. This effort will be related to, but not
encompass, the Master Plan for the Flagstaff Urban Trail System.

Project Goals and Expected Outcomes

A. Translate higher level, regional planning efforts and visions into on-the-ground projects and improvements through a
coordinated, collaborative approach
1 Consolidate a variety of trail plans, proposals and concepts into a single regional document;

B. Educate, inform and involve the community in trail stewardship;
1 Gather stakeholders, policy makers and elected officials to build support for trails in the region;
1 Enhance public knowledge about local trails and environmental and social factors (such as user conflict);

C. Improve the financial sustainability of trail management throughout the Flagstaff area;
1 Create a partnership agreement between agencies and organizations to share resources;

D. Address the current and future demand for non-motorized and motorized trail activities through improvements to trail
sustainability, trail information and development of additional trail opportunities;
9 Better understand the public demand for and trends related to recreational trails;
1 Evaluate ways to accommodate trail-related organized use and events;

E. Improve integration between Flagstaff and the Flagstaff Urban Trails System (FUTS), regional open space and outlying
Coconino County communities;
1 Identify trail hubs, staging areas and less formal public access points around the perimeter of Flagstaff and other
communities;

F. Integrate trail planning and management with tourism and economic goals;

G. Balance trail development and management with community conservation and natural resource goals with an
emphasis on restoration;
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Outcomes

(0]
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Public and partner workshops, meetings and other educational forums to increase citizen understanding and participation.
A Flagstaff Regional Trail Strategy, which includes:
0 A conceptual-level regional map of existing and proposed trails and trail systems;
Identification of gaps in the current trail network and potential additions;
Established priorities among trail and restoration projects;
Recommendations for trail-related education and outreach;
An approach to financial sustainability identified funding sources;
Best practices for trail and recreation-related environmental stewardship.
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Roles and Responsibilities

Core Team

The Core team is composed of the organizations that are most impacted, most interested and most responsible for the provision
of trails and recreation in the planning area. The role of the core team is to:

Design and execute project process;

Provide direction and structure;

Integrate working group and public interests;

Keep leadership informed and seek approval;

Develop the Flagstaff Regional Trails Strategy and related products.

Member Responsibilities
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Provides one representative (with at least one back up) from organizations that are mission-oriented towards trails.
Agree to provide strategic input on process (e.g. working group and public meeting design, timing, etc) in a timely
manner;

Commit to continued organizational commitment throughout process;

Prepare and participate during and between meetings (which take place, on average, monthly or bi-monthly);
Bring and/or look for resources including people, time and money;

Serve as a connection between the project and the organization they represent;
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1 Participate respectfully in all forums;

Working Group

Working group members include but are not limited to interested citizens, representatives of government or non-governmental
organizations, academics, scientists, recreation groups, elected officials, health care providers and business leaders that are
affected, impacted or interested in trails and recreation in the planning area. The role of the working group is to:

Shape goals and direction of FTI;

Advise the core team on process or substantive matters;
Provide time, energy and leadership to the focus topic teams;
Serve in a review role for produts and outputs;

Help engage the public-at-large;
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Member Responsibilities

9 Adhere to working agreements and process protocols established for FTI process;
1 Prepare and participate during and between meetings;

1 Assistin obtaining necessary information to achieve working group goals;

Focus Topic Teams/Subcommittees

Focus topic teams or subcommittees may include members of the core team, working group and public-at-large. The project
includes four focus topics: Trail System Planning; Education and Outreach; Financial Sustainability and Conservation and
Restoration. Additional FTI focus topic teams or subcommittees may be formed at the discretion of the core team. The purpose
and role of each Focus Topic team is:

Conduct a deep dive on each topic and identify key objectives and related strategies;
Gather and analyze relevant information;

Craft recommendations for inclusion into the Regional Trails Strategy;

1 Provide the content of the regional trails strategy.
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Member Responsibilities
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0 The convener of each Focus Topic Team is responsible for organizing, scheduling and facililitating meetings and
activities, with assistance from core team members or the facilitation team where needed;

0 The convener of each focus topic team reports back to the core team and/or working group on subcommittee
deliverables or discussions, seeking clarifications where needed;

0 Members of the focus topic teams adhere to working agreements and standards of conduct established for FTI process;

0 Members prepare and participate during and between meetings;

Facilitation team:

The Flagstaff Trails Initiative will utilize third parties to provide facilitation support for core team and working group deliberations,
and focus topic teams/subcommittees as available. The National Park Service works under a technical assistance award through
the Rivers, Trails & Conservation Assistance program; additional third party support firms may operate under contract with one or
more of the core team partners.

Facilitator Responsibilities

Serve as a neutral party and shared resource for participating organizations;

Strive for effective collaboration and balanced representation of affected interests involved in the process;
Develop overall timelines and series of activities for the process;

Organizes and schedules core team and working group meetings and activities;

Facilitates regular communication among working group participants and participating agency representatives;
Fosters engagement of a broad range of participants and perspectives;

Reaches agreement on group working agreements and protocols then strives to ensure these are adhered to by participants;
Provides facilitation, as needed, for group discussions including working group, sub-groups and public meetings;
Provides documentation of group discussions and outcomes;

Provide timely comments and feedback on planning materials.

= =4 =4 -8 -4 _-5_-9_4_-°2_-°

Collaborative Approach

Communication and access to information
1 Aninternal project website (https://trello.com/b/MMWJsmzB/flagstaff-trails-initiative) will provide access to necessary
documents and information about the project;
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A public website (http://flagstafftrailsinitiative.org/) will be maintained as the primary public portfal for information about
the project;

Facilitation team will promote regular and effective communication among participants;

Regular updates will be provided to the general public and to the media, as agreed upon by core group participants;

Decision rules

These decision rules provide a framework for core team decision making on procedural and administrative items (such as the
scheduling of meetings) as well as substantive items (such as the contents of the Regional Trails Strategy). These rules are also
suggested for individual focus teams/subcommittees to arrive at recommendations, and may be adopted with modifications.

Quorum requirement

1
1

1
1
1
1

There is no quorum requirement for FTI core team meetings;

The participants present and active at a given meeting have the authority and permission to continue to work and reach
conclusions and recommendations on behalf of the group;

Those who are not present will make an attempt to provide their input (via documented meeting notes or other electronic
forums) before a given meeting;

Emphasis is placed on the importance of attendance at every meeting, but the use of remote/call in as a mode of
participation is acceptable on a limited basis;

Meetings will be scheduled and announced with sufficient notice (typically no less than one week in advance) to
encourage participation and attendance by all organizations;

Alternate core team members may be identified for each participating organization;

Decision-making

1 The core team and working group is consultative, and has no decision authority;

1 There will be one vote per organization of the organizations that have had substantive participation through the entire FTI
core team process, as evidenced by repeated meeting participation and contributions to project completion (City of Flagstaff,
Coconino County, Coconino National Forest, National Park Service — Flagstaff Area Monument, Sierra Club, TNC, FBO,
Coconino Trail Riders and American Conservation Experience).

9 Asfaras possible, conclusions and recommendations will strive to achieve consensus, which is defined as the willingness of

group participants to support a particular outcome, even if the outcome is not wholly satisfactory. When seeking consensus,
the levels below will be utlized.
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