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Nathan Fazer, Eastern UP Reg. Planning

Steve Schnell, Cheboygan County

The purpose of the meeting was to present the project to the directors of the regional planning agencies (also called Councils of Governments or COG’s) and gather their input on the project scope as drafted by the working group.

A summary was given of the progress so far and the history and scope of the project as discussed by the RAC working group.
A draft of a proposal was provided by Harry Burkholder of LIAA which had also been provided to the working group via email following their December 1 meeting.

Discussion began with the topic of the estimated cost of $10,000 for the first phase of the project.  This phase would include a working prototype of a database and website.  US23 heritage route website (www.us23heritageroute.org) was mentioned as a model for the RAC website.  Jeff Hagan mentioned that the RAC project as it stands is very similar to what they already have in the UP with the Great Waters project.  He didn’t know the extent of the information they have.  It was discussed that this group could be included in future meetings to ensure we don’t duplicate their efforts or can even partner on similar projects.  

The cost of $10,000 for the phase 1 of the project did not pose concerns for the group.  They were of the belief that the project needed this level of initial development and deserved the investment.  There was belief that local foundations mostly but also local governments could be approached for this first round of funding.  Longer term funding support would be sought from the larger foundations and/or the state.  
It was mentioned that there should be a detailed description of what we want on the website so that we can properly estimate the cost and communicate the features of the proposed website to the partners and funders of the project.  It was agreed that a marketing professional would be consulted with to determine what a website would look like that met the needs of the customer we envision using the site.  Marketing people will be sought for this role to provide  one consultation in a meeting with the smaller working group of RAC.

The project area was also discussed in depth.  The feeling was that the project area should include all of NEMCOG and NWMCOG area for this initial project.  Mackinac County will be included but this being their first exposure to the project they still need to assess if this fills a need in their region.  They and a representative of the Great Waters project will be included in the upcoming communications.  It was mentioned that the project area needs to follow trail boundaries and not county boundaries.  It was also the consensus of the group that the trails that are currently in the NEMCOG and NWMCOG databases, possibly including some from the three counties at the south boundary of  the NEMCOG region should be the basis  for the project area.  
It was agreed that a next step would be for NEMCOG, NWMCOG, and the Eastern UP COG to get all of their trail GIS files to Denise Cline for her to compile.  This will be printed and shared with the other working group so that we can gain consensus on the project area.  Since the working group that was charged with determining the area had indicated a 10 county area would be preferable, this idea would have to be taken back to that group for their input.  

Points made about the proposing a larger project area:

· The area including Traverse City and those counties at the southeast corner of the NEMCOG region (Roscommon, Ogemaw, and Iosco) have excellent trails and add to the ability of our area to attract visitors.

· The area is not too large as there will be more partners gained by adding more area and the data we will use in the initial phases is already gathered for a large portion of this proposed area.

· The customer who views the website will perceive more value for a website that is covers a larger area and more trails.
· It was stressed that whatever area is included, there would be a minimum requirement of data gathered from all areas so that one area isn’t “over-represented” and another area isn’t left blank.  

· Trail and trail system continuity is a top priority, jurisdictional boundaries will not be represented to the customer of this trail website.

· Proper review of a project area would depend on reviewing a map of the trails rather than a map of the counties.

Pure Michigan will be invited to a meeting with a group of RAC representatives very soon to discuss how this fits within their program.  It was agreed that they will be an important partner.

NWMCOG expressed interest in and support for the project and stated that this is a project that is strong because it implements a state initiative at the local level.  NEMCOG expressed support also for the project as this is an excellent example of partnerships between regional governments and private entities.  

The next steps are:

1. Immediately: Produce a map of the project area showing the trail systems in the larger area for review by the working group. (Denise will compile, other COG GIS people will forward information to her.)
2. Following #1: Meeting of the working group either in person, online, or phone conference to get consensus on project area.

3. Immediately:  Contact marketing consultant, arrange for visioning session with purpose of creating detailed list of features needed on website.  (Steve will contact a marketing person he is working with and Beth Anne Piehl.)
4. Following #3:  Complete a media strategy for communicating the progress and to help “sell” this project.
5. Immediately:  Compile list of foundations and other entities to contact for funding.  Begin to let small, local foundations, local governmental units, non-profits know about project and seek contributions to first phase cost of $10,000. (NEMCOG will draft a list of potential contacts for initial round of funding. LIAA will refine draft proposal for distribution to foundations once project area defined.)
