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Council/APRC Joint Study Session 
August 23, 2021 

Agenda Item 
General Fund Planning Meeting #1: Joint City Council/APRC Study Session 
Items 

From Gary Milliman City Manager 

Contact Gary.milliman@ashland.or.us; 541-813-9267  

SUMMARY 

Five topics have been listed for discussion and possible direction for the joint City Council/Ashland Parks and 

Recreation Commission meeting of August 23, 2021.  Staff has included some agenda notes on each topic to 

facilitate discussion. 

POLICIES, PLANS & GOALS SUPPORTED 

The City Council has scheduled a series of financial planning meetings to discuss alternatives for dealing with the 

deficit in the General Fund.  The first meeting scheduled is a joint meeting with the Ashland Parks and Recreation 

Commission (APRC) 

PREVIOUS COUNCIL ACTION 

During the 2021-23 Budget adoption process, and through subsequent discussions, the City Council has scheduled a 

series of Financial Planning meetings to address the future fiscal health of the City. 

BACKGROUND AND ADDITIONAL INFORMATION 

THE AGENDA 

In preparing this matter for discussion, staff utilized the “General Fund: Financial Planning Meetings and 

Community Outreach Plan” Meeting 1 draft agenda that was discussed at the August 3 workshop.  Additional 

comments were received from some Councilors and staff has attempted to incorporate those into the five agenda 

topics in the form of agenda notes.  The APRC initially proposed limiting the agenda to a discussion about 

implementing the proposal contained in their letter of July 30, 2021, which was received after the August 3 

workshop. The City Manager also conferred with the Mayor and Parks Director (who conferred with the APRC 

Board leadership) in crafting the agenda. 

The agenda items and associated notes are intended to foster discussion between the City Council and APRC toward 

a better understanding of the City/APRC relationship and considering alternatives for funding Parks and Recreation 

services.   

CORE CHALLENGE 

Note that the Parks funding issue has been long-developing, and the current City Manager Pro Tem is continuing to 

gain an understanding of the policy and organizational challenges and relationships.  The core question is, how do 

we…and can we… maintain the infrastructure of parks and recreation services that has been built up over the last 

113 years in the face of rising costs and revenue limitations impacting all municipal services in the 2021-forward 

era? 

BRIEF HISTORY 

The Council may already be fully aware of the unique relationship between the City and APRC. Briefly, the APRC 

was created by Charter amendment in 1908, and the voters approved a maximum property tax rate to be collected by 

the City and disbursed to the APRC.  Here is the Charter provision with respect to APRC funding. 

Section 3. Funding The said Park Commission shall have control and management of all the lands here dedicated for park purposes and of 
all other lands that may hereafter be acquired by the City for such purposes. They shall have control and management of all park funds, 
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whether the same is obtained by taxation, donation or otherwise, and shall expend the same judiciously for beautifying and improving the 
City's parks.  

At the time for making the tax levy for general City purposes in each year, the said Commission shall cause a careful estimate to be made of 
the money required for park purposes for the ensuing year and file the same with the City Recorder, whereupon there shall be included in 
said general levy not to exceed four and one half (4-1/2) mills on the dollar to meet such requirements, which, when collected, shall be 
deposited with the City Recorder subject to the order of said Commission. The levy herein authorized shall be outside the limitation on 
taxation set forth in Article XI, Section II of the Constitution of Oregon. 

Note that the above provision refers to “parks” and does not include “recreation.”  The services provided by APRC/Parks 

Department have evolved over time to include recreation.  Just as the scope of the parks program has evolved over time as the 

City adopted benchmarks for the availability of parks through its Comprehensive Plan 

The City Manager Pro Tem has chosen not to provide an exhaustive history of parks funding here.  However, 

briefly, a property tax rate of $2.09/$1,000 of assessed value was established some years ago to fund APRC.  In 

1997 with the passage of Measure 50 the Parks and City tax limitations were merged.  In 1999 the City and APRC 

agreed that parks would receive the equivalent of $2.09/$1,000 of the City’s permanent property tax rate.  In 2009 

the City dedicated 20 per cent of the Food and Beverage Tax (FB Tax) to APRC for capital improvements and land 

acquisition, and in 2017 the City increased the allocation of Food and Beverage Tax to APRC to 25 per cent and 

expanded the permitted uses to include maintenance.  The City budget for fiscal 2020-21 the City and APRC 

reached an agreement to reduce the funding to APRC to the equivalent of a tax rate of $1.89/$1,000.  The City’s 

property tax rate is $4.2865, exclusive of rates for fire station general obligation bonds. Thus, the current equivalent 

rate for APRC is approximately 44 per cent of the total property tax rate.  

APRC/PARKS ACTIONS TO REDUCE EXPENDITURES  

The Parks Department reduced staffing by six employees in 2020, and the APRC has been aggressive in securing 

commitments from land donors to include funding for park maintenance as a part of their philanthropy.  Parks staff 

can provide several recent examples of how they are bringing more ongoing revenue to the table to support park 

facility expansion. 

THE FUNDING PROPOSAL  

Since the August 3 workshop the City received a letter from the APRC dated July 30, 2021, proposing certain 

actions by the City Council including: 

1. Formalizing the allocation of 98 per cent the City’s Food and Beverage Tax to the APRC for a period extending 

until at least 2040, with the following use allocations: 

a. 25 per cent for major maintenance and new projects at the discretion of the Commission. 

b. 73 per cent for operations at the discretion of the Commission. 

2. In addition to the FB Tax allocation, enact an ordinance requiring that the total amount of City funds allocated to 

the APRC be equal to the amount of funds that would be produced through the application of a $1.89/$1,000 

property tax.  It is staff’s understanding that this means…if the amount of FB Tax received (98 per cent) is not 

equal to the amount that would be generated by the application of a $1.89/$1,000 property tax rate, the City 

would make up the difference from property tax revenues. 

3. Evaluate and, if possible, designate APRC as a Contract Review Board.  This would eliminate the requirement 

that certain contracts be reviewed and approved by the City Council, which is the current Contract Review Board 

for all City projects.  This will require some legal research. 

4. APRC proposes to contract with the City to provide APRC with central services (i.e., fiscal services, HR, etc.); 

to be renegotiated every two years.  A 2019 attachment outlines how this relationship currently works.  

5. APRC wishes to steer the discussion away from considering the formation of a Park and Recreation District.  
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A UNIQUE RELATIONSHIP 

It is important to note just how unique the relationship is between the City and the APRC.  The Charter provides for 

an allocation of tax revenue to APRC with an expectation that APRC functions, essentially, as an independent 

agency determining how the allocated funds are to be used.  But, at the same time, the City performs those functions 

through is Parks Department, and the Parks budget is included in the City Budget, adopted by the City Council. 

SERVICES PERFORMED BY APRC BY SEPARATE CONTRACT 

Not included on the agenda, but a potential part of the broader discussion of the City/APRC relationship: In 

addition to the property tax and F/B tax funding allocation, the City has a 2014 Memorandum of Understanding 

(MOU) with APRC for maintenance of landscape in several areas of town, including the downtown and plaza 

area.  This work is paid from the Street Fund and includes items such as electricity and water expenses for parking 

lots and median islands.  The larger budgeted expenditure is $209,000 budgeted for FY22 and $215,000 for FY23 to 

pay Parks for the Plaza and landscape maintenance work.  Public Works essentially “contracts” with Parks to do this 

work, and the funds come from the Street Fund.  The City Manager Pro Tem is advised by Public Works that the 

subject MOU is in need of updating.  More detail on what specific services are provided through the MOU are 

available.  Perhaps these services could be a part of a Parks funding plan going forward. Having APRC provide 

Plaza and landscape maintenance funded, at least in part, by the FB Tax provides a nexus between the downtown 

merchants who collect the tax and the use of the proceeds. 

FISCAL IMPACTS 

The 2021-23 Parks Department budget, excluding $10,119,000 in capital projects and land acquisition, is 

$17,009,024.  This is the City’s second largest General Fund supported department, trailing Fire ($20,570,265) and 

ahead of Police ($15,944,395).  When capital projects are added, it is the City’s largest department.   

In the simplest of terms…according to the 2019-21 Budget, the FB Tax generates approximately $6.4 million and 

Parks/Recreation fees generate approximately $13.2 million.  98 per cent of the FB Tax would be approximately 

$6.3 million…+ $13.2 million in fees makes $19.6 million available for an expenditures budget, including capital, of 

a similar amount. 

If the City Council chooses not to continue utilization of the FB Tax to support Parks, we will need to identify some 

$2.6 million in expenditure reductions in other General Fund departments…including Police and Fire…to sustain 

Parks at current service levels…. or heavily impact Parks with a major tax allocation reduction. 

If the City Council elects to provide a dedicated amount of General Fund revenue…its sole discretionary source of 

revenue… to APRC in a long-term commitment, it will be reducing the resources available to fund other services. 

The property tax generates approximately $24,000,000 for the 2021-23 period.  APRC/Parks Department funding 

decisions are an essential part of any plan to address the City’s General Fund deficit. 

REFERENCES & ATTACHMENTS 

Attachment 1: Letter from APRC 

Attachment 2: City/APRC administrative alignment  
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