


Managing City Services & 
Operational Partnerships

Kentucky Derby Festival 

Zach Fisher: VP of Events 
Chris Martini: Race Director

Current Challenges:



•Know The Players / Roles
•Know The Rules, Regulations, & 
Deadlines
•Develop Relationships 
•Event Day Communication 
•Show Gratitude



Know The Players 
• Who are your stakeholders?

• Stakeholders refer to individuals or groups that can affect or be 
affected by an event or decision in the past, present, and future

• What agencies are affected by your event?
• Determine stakeholders based on the event (venue, road closures, 

etc.)
• Who can help me figure this out?

• Special Events Office, Permit Office, Local/State/Federal 
Government

• Create a Roster
• Make sure you have accurate information for all offices and current 

event day contacts 



Know the Roles 
• Know your Stakeholders and Roles 

• Remember it’s a Partnership (They do not work for you)

• Who are the Experts?
• Recognize that they are experts in their field. Please show respect for their 

experience 

• Emergency Action Plans (EAP)
• Work together with experts to create and develop EAP 

i. Who is in charge and when? Who is making the calls on:

1.Weather, safety, etc.

2.What is the Chain of Command?





Know The Rules, Regulations, & Deadlines 
• What are the City & State Deadlines
• City vs State Rules & Regulations
• Police, Off-Duty Officers, Private Security

• Who can do what?

• Permits
• ABC
• Insurance
• Tents

• Local Rules
• “Races cannot impact Rush Hour Traffic Monday – Friday”
• “Races must begin before 8:00 AM”





Develop Relationships 
• Invite Stakeholders to be a part of the Planning Process 

• Event/Committee Meetings 
• Are they in the loop on what you are doing?
• Are you working with them on changes or just telling them?

• Make Sure ALL Stakeholders are involved 
• Host All Agencies Meeting before your Event

• Allow each agency to present their plan 
• Everyone is communicating and working with each other 
• Leave time for conflict resolution and roles and responsibilities to be 

defined 



All Agencies Meetings 



Event Day Communication 
• Where are your Stakeholders?  How can you contact 

them?
• Looped in on Radio 
• Where is their command center 
• Have a member of their organization operating from your 

command
• Show Gratitude 

• If possible, provide meals 
• Do you have event swag for your teams?

• Small gestures can go a long way 



After Actions 
•Schedule after Action meetings 

• Be sure to include all stakeholders 
• Listen & Take Notes

• Rule of three
• Share feedback 
• Discuss ways to improve from all sides and make a 

plan to move forward. 



Group Discussion
•What are the challenges you are facing?
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