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CHAPTER ONE – REC PROGRAM ASSESSMENT 

1.1 EVALUATING THE CURRENT SYSTEM 

As part of the Master Plan development process, the Consultant Team conducted a Recreation Program 

Assessment of the programs and services offered by the Great Neck Park District (GNPD). The assessment 

offers an in-depth perspective of program and service offerings and helps identify strengths, weaknesses, 

and opportunities regarding programming. The assessment also assists in identifying core programs, 

program gaps within the community, key system-wide issues, areas of improvement, and future programs 

and services for residents. 

The Consultant Team based these program findings and comments from a review of information provided 

by GNPD including program descriptions, financial data, program registrations, facility rental statistics, 

website content, web survey feedback, demographic information, and discussions with staff. This 

narrative addresses the program offerings from a systems perspective for the entire portfolio of 

programs, as well as individual program information.  

1.1.1 FRAMEWORK 

The Great Neck Park District recently turned 100 years old. It is the oldest park system in Nassau County 

and one of the only park districts in New York. Just months before it was established, a New York State 

law went into effect allowing towns to create park districts as special districts within their borders. It 

was on Monday, August 14, 1916, that Roswell Eldridge of Great Neck appeared before the Board of the 

Town of North Hempstead in Manhasset, NY and filed a petition for the establishment of the Great Neck 

Park District. Its founding mission was to obtain and preserve open space. 

Today, the mission of GNPD is "The Great Neck Park District is committed to providing parks, preserving 

open space and protecting the natural environment. The District offers recreational and educational 

facilities, programs and services that enhance and enrich the lives of the residents by encouraging 

personal growth, health and cultural activities. The District is dedicated to meeting the needs of today's 

diverse population and that of future generations.” 

A major tenet of the Master Plan is to define strategies, services, and direction for public recreation 

programming that is financially sustainable and meets the needs of GNPD residents in alignment with 

District goals. 
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1.2  CORE PROGRAM AREAS 

To help analyze GNPD’s programming, it is important to identify core program areas to create a sense of 

focus. Typically, core program areas are foundational program categories that are of greatest importance 

to the community. Public recreation is challenged by the premise of being all things to all people. The 

philosophy of the core program area assists staff, policy makers, and the public focus on what is most 

important. Program areas are considered core if they meet a majority of the following categories: 

• The program area has been provided for a long period of time (over 4-5 years) and/or is expected 

by the community. 

• The program area consumes a relatively large portion (5% or more) of the organization’s overall 

budget. 

• The program area is offered 3-4 seasons per year. 

• The program area has wide demographic appeal. 

• There is a tiered level of skill development available within the programs area’s offerings. 

• There is full-time staff responsible for the program area. 

• There are facilities designed specifically to support the program area. 

• The organization controls a significant percentage (20% or more) of the local market. 

1.2.1 EXISTING CORE PROGRAM AREAS 

In consultation with GNPD staff, the Consultant Team identified the following core program areas 

currently being offered: 

ADULT PROGRAMS 

The adult program core program area includes programs designed to increase muscle strength, range of 

movement, and improve activities for daily living. This core program area aims to provide programs and 

facilities for all age segments to have a measurable positive impact on physical and mental health; 

provide entry-level programs at low cost; and achieve full cost recovery for advanced skill programs and 

specialized facilities. Example programs include: 

• Outdoor yoga 

• Cardio fitness 

• Indoor soccer 

AQUATICS 

The aquatics core program area includes exercise, wellness, and therapeutic activities and programs for 

patrons of all ages. This core program area aims to provide programs and facilities for all age segments 

to have a measurable positive impact on physical and mental health for the community; provide entr-

level programs at low cost; achieve full cost recovery for advanced skill programs and specialized 

facilities; develop life skills in introductory level programming; and offer therapeutic programming to 

patrons requiring aquatic rehabilitation. Example programs include: 

• Learn to swim 

• Aqua exercise 

• Winter swim team 
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CAMPS 

The camps core program area provides the GNPD community with exciting, safe, and top-notch quality 

seasonal programs for children over the age of three. This core program area aims to design an experience 

for each child to attain their personal best while having the most fun as possible. Example camps include: 

• Camp Parkwood 

• Sailing 

• Sports Camp 

COMMUNITY (SPECIAL) EVENTS 

The community (special) events core program area includes programs designed for all ages to bring the 

community together. This core program area aims to provide programming for a diverse community that 

will enhance and enrich their lives through cultural and community-building activities. Example events 

include: 

• Beer & Wine Festival 

• Great Neck House Movies 

• Harvest Festival 

ICE RINK/SKATING 

The ice rink/skating core program area includes exercise, fitness, and personal development activities 

for individuals and groups of all ages. This core program area aims to provide programs and facilities for 

all age segments to have a measurable positive impact on physical and mental health for the community 

provide introductory level programs at a low cost; and achieve full cost recovery for advanced skill 

programs and specialized facilities. Example programs include: 

• Bruins Travel Hockey 

• Learn-to-Skate 

• Synchronized figure skating 

NATURE/CONSERVATION 

The nature/conservation core program area includes environmental and preservation programs that 

exemplify the District’s commitment to conservation including implementing policies and overseeing 

passive parkland. GNPD provides free nature programs for adults over the age of 16. This core program 

area aims to protect open space, connect children to nature, and engage communities in conservation 

practices. Example programs include: 

• Nature programs 

• Flower plantings 

• Vegetable garden 

TENNIS 

The tennis core program area is dedicated to provided year-round service to meet the instructional and 

recreational needs of tennis players of all ages and abilities. This core program area aims to provide 

quality tennis instruction for all ages of the community while generating revenue to offset the costs to 

run the programs and facilities. Example programs include: 

• Junior lessons 

• Tennis camp 

• Cardio tennis 



Recreation Program Assessment 
 

4 
 

YOUTH PROGRAMS 

The youth programs core program area includes activities designed to involve people between the ages 

of 1.5 and 13 years old. Activities included are generally oriented towards youth development through 

recreation, social life, sports, or education. This core program area aims to create a respectful, positive, 

healthy learning environment; foster the development of a positive mental health attitude and good 

sportsmanship; and improve each individual’s technical skills and conditioning. Example programs 

include: 

• Exploring clay 

• Gymnastics 

• Basketball clinics 

1.2.2 COMMUNITY SURVEY 

It is important to understand existing core programs and any areas that the public may want to see added 

to GNPD’s program inventory. Figure 1 presents the Priority Investment Rating (PIR) for recreation 

programs. The PIR graph shows different program categories in three categories (high, medium, and 

low). Essentially, programs that are in the High Priority category represent those areas that would 

“benefit the most amount of people through investment in these areas.” Conversely, programs in the 

Low Priority category represent areas that would impact the fewest number of residents. These ratings 

are derived by combining how many GNPD residents have a need for a program, the degree in which 

those needs are met, and the importance level of those programs to each household. When looking at 

the PIR chart, of the top five listed programs, Farmer’s Market and Senior Programs are the only two 

areas not necessarily included in GNPD’s existing core program areas. 

 

 
Figure 1-Priority Investment Rating (PIR) for Recreation Programs 
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1.3 CORE PROGRAM AREA RECOMMENDATIONS 

1.3.1 EVALUATE CORE PROGRAM AREA RELEVANCE REGULARLY 

These existing core program areas provide a generally well-rounded and diverse array of programs that 

serve the community at present. Based upon the observations of the Consultant Team and demographic 

and recreation trends information, GNPD staff should evaluate core program areas and individual 

programs, ideally on an annual basis, to ensure offerings are relevant to evolving demographics and 

trends in the local community. Implementing additional surveys to program participants and the larger 

community is a good way to help differentiate between national vs. local trends and ensure GNPD’s 

programs are relevant to the local user. 

1.4 PROGRAM STRATEGY ANALYSIS 

1.4.1 AGE SEGMENT ANALYSIS 

Figure 2 below depicts each core program area and the most prominent age segments they serve. Primary 

(noted with a ‘P’) and Secondary (noted with an ‘S’) markets are identified for each core program area. 

Looking at blank boxes will help GNPD examine potentially “underserved” age segments. 

Based on GNPD’s demographics, there will be a slight aging trend experienced over the next 15 years. 

However, approximately 36% of the population is projected to be under the age of 35 by 2033. Therefore, 

it will be imperative for GNPD to have a well-distributed age segment appeal for its programming. 

Additionally, the District is projected to experience increased diversification with the White Alone 

population decreasing from 73% to 59% of the population by 2033. Recognizing the diverse population, 

youth programming in particular will need to be flexible to adapt to local community trends and 

programmatic needs. 

Program staff should include this information when creating or updating program plans for individual 

programs. An age segment analysis can also be incorporated into mini-business plans for comprehensive 

program planning.  

 

 

 

 

 

 

 

 

 

1.4.2 PROGRAM LIFECYCLE 

A program lifecycle analysis involves reviewing each program offered by GNPD to determine the stage of 

growth or decline for each. This provides a way of informing strategic decisions about the overall mix of 

Figure 2-Core Program Area Age Segment Analysis 

Core Program Area
Preschool 

(5 and Under)

Elementary 

(6-12)

Teens 

(13-17)

Adult 

(18-54)

Senior 

(55+)
All Ages Programs

Adult Programs S P

Aquatics S P S S P

Camps P P S

Community (Special) Events P

Ice Rink/Skating P P S S

Nature/Conservation S P P

Tennis P P S P S

Youth Programs P P S

AGES SERVED

For each Core Program Area, please identify which age segments are served by placing a 'P' if it is a Primary Market or an 'S' if it is a Secondary Market.
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programs managed by the District to ensure that an appropriate number of programs are “fresh” and 

that relatively few programs, if any, need to be discontinued. This analysis does not need to be based 

on strict quantitative data but, rather, can be based on staff members’ knowledge of their program 

areas. Figure 3 shows the percentage distribution of the various lifecycle categories of GNPD. These 

percentages were obtained by comparing the number of programs in each individual stage with the total 

number of programs listed by staff. The figures are broken into core program areas for ease of analysis. 

GNPD’s program lifecycle distribution is close to the recommended distribution for “1st stage” 

programming. That is, there is a healthy number of programs being introduced, taking-off, or growing. 

However, there is more programs in the “3rd stage” than the best practice distribution. This can be a 

result of several factors such as:  

1. There is a lack of programmable indoor recreation space and so there is a need for expanded 

space 

2. Programs have reached the end of their lifecycle and are now needed to either be re-programmed 

or be subject for sunset 

3. New topics and activities need to be introduced in the core program area 

 

 

 

 

 

 

 

It is important to move programs across the lifespan (especially moving programs into the maturation 

stage). It is useful to have a strong percentage in the early stages to make sure there is innovation in 

programming and that GNPD is responding to changes in community need. If a program is in Saturation 

stage, it may not necessarily need to be retired – it could be that it is a legacy program that is beloved 

by the community. However, it is useful to look at attendance trends – do you have fewer participants 

over the last few offerings? If so, the community may be looking for a different type of program. While 

there are exceptions (such as facility space), most programs in the Saturation and Decline stages are 

ready to retire. 

GNPD staff should complete a Program Lifecycle Analysis on an annual basis and ensure that the 

percentage distribution closely aligns with desired performance. Furthermore, GNPD could include 

annual performance measures for each core program area to track participation growth, customer 

retention, and percentage of new programs as an incentive for innovation and alignment with community 

trends. Figure 4 on the next page can assist staff with completing a Program Lifecycle Analysis. 

 

 

 

 

Figure 3-Program Lifecycle Distribution 

Lifecycle Stage Description
Recommended 

Distribution

Introduction New program; modest participation 8%

Take-Off Rapid participation growth 11%

Growth Moderate, but consistent population growth 26%

Mature Slow participation growth 29% 29% 40%

Saturation Minimal to no participation growth; extreme competition 20%

Decline Declining participation 6%

Acutal Program 

Distribution

45%

26%

50-60%

0-10%
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1.4.3 PROGRAM CLASSIFICATION 

Conducting a classification of services for all programs informs how each program attributes to fulfilling 

GNPD’s mission. It is important to recognize the goals and objectives of each core program area, who 

the program areas serve, and how the program areas should be funded with regard to tax dollars and/or 

user fees and charges. How a program is classified can help to determine the most appropriate 

management, funding, and marketing strategies. 

Program classifications are based on the degree to which the program provides a public benefit versus a 

private benefit. Public benefit can be described as everyone receiving the same level of benefit with 

equal access, whereas private benefit can be described as the user receiving exclusive benefit above 

what a general taxpayer receives. 

The Consultant Team uses a classification method based on three indicators: Essential, Important, and 

Value-Added. Where a program or service is classified depends upon alignment with the organizational 

mission, how the public perceives a program, legal mandates, financial sustainability, personal benefit, 

competition in the marketplace, and access by participants. Figure 5 on the next page describes each 

of the three program classifications. 

 

 

 

 

 

Figure 4-Program Lifecycle Decision Matrix 
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ESSENTIAL  

Programs 

IMPORTANT  

Programs 

VALUE-ADDED  

Programs 

Public interest;  
Legal Mandate;  
Mission Alignment 

• High public 
expectation 

• High public 
expectation 

• High individual 
and interest 
group 
expectation 

Financial 
Sustainability 

• Free, or nominal fee 
tailored to public 
needs 

• Requires public 
funding 

• Fees cover some 
direct costs 

• Requires a balance 
of public funding and 
a cost recovery 
target 

• Fees cover most 
direct and 
indirect costs 

• Some public 
funding as 
appropriate 

Benefits (i.e., 
health, safety, 
protection of 
assets). 

• Substantial public 
benefit (negative 
consequence if not 
provided) 

• Public and individual 
benefit 

• Primarily 
individual benefit 

Competition in the 
Market 

• Limited or no 
alternative providers 

• Alternative 
providers unable to 
meet demand or 
need 

• Alternative 
providers readily 
available 

Access • Open access by all • Open access 

• Limited access to 
specific users 

• Limited access to 
specific users 

 

 

Another way to describe these three classifications is to analyze the degree to which the program 

provides a community versus an individual benefit. These categories can then be correlated to the 

Essential, Important, and Value-added classifications (Figure 6).  

 

 Classification Typical CR Notes 

I PURE COMMUNITY 0-25% Basic services intended to be accessible and of 

benefit to all; supported wholly or significantly by 

tax subsidies. 

III MIX 25-75% Benefit accrued to both individual and general public 

interests, but to a significant individual advantage. 

V PURE INDIVIDUAL 75-100%+ Exclusive benefit received by individual(s) and not 

the general public; individual pays at least the full 

cost of service provision. 

 

 

Figure 7 on the next page shows how the two classification systems correlate, and includes example 

programs that fall into each category. To increase granularity, the classification system is expanded into 

five categories for GNPD to consider in the future. 

Figure 6-Program Cost Recovery by Classification Definitions 

Figure 5-Classification of Services Criteria Definitions 
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I II III IV V 

Essential Important Value-Added 

PURE 

COMMUNITY 

MOSTLY 

COMMUNITY 

MIX MOSTLY 

INDIVIDUAL 

PURE 

INDIVIDUAL 

Basic services 

intended to be 

accessible and 

of benefit to 

all; supported 

wholly or 

significantly by 

tax subsidies. 

Benefit accrued to 

both the general 

public and 

individual 

interests, but to a 

significant 

community 

advantage. 

Benefit accrued to 

both individual and 

general public 

interests, but to a 

significant individual 

advantage. 

Nearly all benefit 

received by 

individual(s), 

with benefit 

provided to the 

community only 

in a narrow 

sense. 

Exclusive 

benefit 

received by 

individual(s) 

and not the 

general public; 

individual pays 

at least the full 

cost of service 

provision. 

Sled Hill Learn-to-Skate Junior Lessons Beer & Wine 

Festival 

Tennis Parties 

Cost Recovery 

0%                           25%                                  50%                                           75%                              100%                  

100%+ 

 

 

With assistance from staff, a classification of programs and services was conducted for all of the 

recreation programs offered by GNPD (Figure 8 on the next page). The programs were classified using 

a three-tiered system. Approximately 48% of all programs were categorized as Value-Added. The 

Important category had the second most with 29% followed by Essential with 23%. This range indicates 

that current GNPD programming is tilted more toward individual benefit. This also means that 

approximately 77% of all programming should have a decent cost recovery expectation associated. This 

is an important distinction to understand because these classifications should help GNPD align programs 

with community values while paying attention to cost recovery levels. 

 

 

 

 

 

 

 

 

Figure 7-Program Cost Recovery by Classifications 
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1.4.4 COST OF SERVICE & COST RECOVERY 

The Recreation Program Assessment is designed to help begin the conversation and process for identifying 

programmatic costs. Any future philosophical shifts should be made based on data-driven decisions and 

with an understanding of full costs of delivering programs and services. 

Therefore, cost recovery targets should be identified and tracked for each core program area (at 

minimum) and for specific programs or events where possible. The previously identified core program 

areas would serve as an effective breakdown for tracking cost recovery metrics, which would 

Figure 8-Program Classification Distribution 

Essential Important Value-Added

Mostly PUBLIC good /

Part of the Mission / 

Serves majority of the Community / 

Highest Level of Subsidy offered /

"This program MUST be offered"

Mix of PUBLIC and PRIVATE good /

Important to the community / 

Serves the broad community / 

Some level of subsidy offered /

"This program SHOULD USUALLY be offered"

Mostly PRIVATE good /

Enhanced Community Offering / 

Serves niche groups / 

Limited to no subsidy /

"This program is NICE to offer"

Outdoor Yoga X

Indoor Yoga/Pilates X

Tone and Stretch X

Cardio Fitness X

Tai Chi X

Indoor Soccer X

Adult Sailing X

Learn-to-Swim X

Aqua Exercise X

Private Lessons X

Summer Swim Team X

Winter Swim Team X

Camp Parkwood X

Holiday Camp Parkwood X

Sailing X

Tennis Camp X

Holiday Tennis Camp X

Sports Camp X

Beer & Wine Festival X

Family Festival X

Summer Performing Arts X

Sundays at 3 X

Great Neck House Movies X

Outdoor Movies X

Scarecrow Festival X

Halloween Window Painting X

Get Active-will change to winter event X

Blessing of Fleet X

Harvest Festival X

Sled Hill X

Bruins Travel Hockey X

Bruins Fundamentals X

Hockey Clinics X

Vacation Clinics X

Puckshoots X

Public Sessions X

Learn-to-Skate Group X

Spiral into Spring Competition X

Synchronized Figure Skating X

Special Events X

Nature Programs X

Steppingstone Flower Planting X

Rose Garden Planting X

Vegetable Garden X

Junior lessons X

Tiny Tots X

Junior Elite X

Tennis camp X

Adult lessons X

Womens Intensive Training X

Cardio Tennis X

Tennis Parties X

I'm a Big Kid Now X

Exploring Clay X

Fun Art X

Ballet X

Gymnastics X

Kids in the Kitchen X

STEM classes X

Archery X

Steel Soccer X

Basketball Clinics X

Basketball League X

Multi-Sports X

Lacrosse X

23% 29% 48%

CR Target: 0-25% CR Target: 25-75% CR Target: 75%+Classification Cost Recovery Target

Nature/Conservation

Community (Special) Events

Tennis

Youth Programs

Total Program Percentage by Classification

CLASSIFICATION OF PROGRAM

For each Program, place an 'X' to indicate if it is an Essential, Important, or Value-Added program.

Aquatics

Camps

Ice Rink/Skating

Adult Programs

Core Program Area Program
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theoretically group programs with similar cost recovery and subsidy goals. Determining cost recovery 

performance and using it to inform pricing decisions involves a three-step process: 

1. Classify all programs and services based on the public or private benefit they provide (as 

completed in the previous section) 

2. Conduct a cost of service analysis to calculate the full cost of each program 

3. Establish a cost recovery percentage, through GNPD policy, for each program or program 

type based on the outcomes of the previous two steps, and adjust program prices accordingly 

The following provides more detail on steps 2 & 3 above. 

UNDERSTANDING THE FULL COST OF SERVICE 

To develop specific cost 

recovery targets, full cost of 

accounting needs to be 

created on each class or 

program that accurately 

calculates direct and indirect 

costs. Cost recovery goals are 

established once these 

numbers are in place, and 

program staff should be 

trained on this process. 

A cost of service analysis 

should be conducted on each 

program, or program type, 

that accurately calculates 

direct (i.e., program-specific) 

and indirect (i.e., 

comprehensive, including 

administrative overhead) 

costs. Completing a cost of 

service analysis not only helps 

determine the true and full cost of 

offering a program, but provides information that can be used to price programs based upon accurate 

delivery costs. Figure 9 illustrates the common types of costs that must be accounted for in a cost of 

service analysis. 

  

TOTAL

COSTS FOR 

ACTIVITY

Personnel

Costs Indirect

Costs

Admin. 
Cost

Allocation

Debt

Service

Costs

Supply and 
Material 

Costs

Equipment 
Costs

Contracted 
Services

Vehicle 
Costs

Building 
Costs

Figure 9-Program Cost Recovery Model 
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The methodology for determining the total cost of service involves calculating the total cost for the 

activity, program, or service, then calculating the total revenue earned for that activity. Costs (and 

revenue) can also be derived on a per unit basis. Program or activity units may include: 

• Number of participants; 

• Number of tasks performed; 

• Number of consumable units; 

• Number of service calls; 

• Number of events; 

• Required time for offering program/service. 

Agencies use cost of service analyses to determine what financial resources are required to provide 

specific programs at specific levels of service. Results are used to determine and track cost recovery as 

well as to benchmark different programs provided by GNPD between one another. Cost recovery goals 

are established once cost of service totals have been calculated.  

CURRENT COST RECOVERY 

With regard to GNPD’s programs, services, and events, the method used to document cost recovery is 

different for each core program area as some take into account indirect costs while others account for 

direct costs only. Figure 10 on the next page shows current cost recovery levels based on the most recent 

fiscal year data. It should be noted that the number provided for both the cost recovery goal and actuals 

is an average based on all identified programs within each area. The figure also presents recommended 

cost recovery goals, based on best-practice, that are in line with parks and recreation systems. 

Additionally, the recommended cost recovery goal ranges are including indirect cost calculations. 

Setting, tracking, and reaching cost recovery goals for every core program area will continue to help 

GNPD justify program expense and make a case for additional offerings in the future. 
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1.5 PRICING 

The pricing of programs should be established based on the cost of service analysis, overlaid onto 

programs areas or specific events, and strategically adjusted according to market factors and/or policy 

goals.  

Core Program Area Program Cost Recovery Goal (percentage)
Actual Cost Recovery for most recent FY 

(percentage)

Recommended Cost Recovery Goal Based on 

Program Classification

Outdoor Yoga 100% 100% 25-75%

Indoor Yoga/Pilates 100% 100% 25-75%

Tone and Stretch 100% 100% 25-75%

Cardio Fitness 100% 100% 25-75%

Tai Chi 175% 175% 25-75%

Indoor Soccer 100% 200% 25-75%

Adult Sailing 100% 100% 75%+

Learn-to-Swim 150% 214% 0-25%

Aqua Exercise 0% 0% 25-75%

Private Lessons N/A N/A 75%+

Summer Swim Team 142% 153% 75%+

Winter Swim Team 150% 160% 75%+

Camp Parkwood 150% 129% 25-75%

Vacation Camp Parkwood 200% 175% 75%+

Sailing 100% 80% 75%+

Tennis Camp 200% 183% 75%+

Vacation Tennis Camp 150% 150% 75%+

Sports Camp 150% 130% 75%+

Beer & Wine Festival 0% 0% 25-75%

Family Festival 0% 0% 0-25%

Sundays at 3 0% 0% 0-25%

Great Neck House Movies 0% 0% 25-75%

Outdoor Movies 0% 0% 0-25%

Sled Hill 0% 0% 0-25%

Scarecrow Festival 150% 61% 75%+

Halloween Window Painting 0% 0% 25-75%

Get Active 0% 0% 0-25%

Blessing of Fleet 0% 0% 0-25%

Harvest Festival 0% 0% 0-25%

Bruins Travel Hockey 134% 135% 25-75%

Bruins Fundamentals 0-25%

Hockey Clinics 75%+

Vacation Clinics 75%+

Puckshoots 75%

Public Sessions N/A N/A 0-25%

LTS Group Classes 146% 163% 0-25%

Spiral into Spring Competition 237% 195% 75%+

Synchronized Skating 138% 122% 25-75%

Special Events 0% 0% 75%+

Nature Programs N/A 0% 25-75%

Steppingstone Flower Planting N/A 0% 0-25%

Rose Garden Planting N/A 0% 0-25%

Vegetable Garden N/A 0% 0-25%

All Indoor and Outdoor 100% 99% 75%+

Junior lessons N/A 245% 25-75%

Tiny Tots N/A 190% 75%+

Junior Elite N/A 215% 75%+

Tennis camp N/A 177% 75%+

Adult lessons N/A 154% 25-75%

Womens Intensive Training N/A 87% 25-75%

Cardio Tennis N/A 190% 75%+

Tennis Parties N/A 175% 75%+

I'm a Big Kid Now 125% 125% 25-75%

Exploring Clay 125% 125% 75%+

Fun Art 100% 100% 75%+

Ballet 250% 275% 75%+

Gymnastics 200% 200% 75%+

Kids in the Kitchen 100% 100% 75%+

STEM classes 150% 130% 25-75%

Archery 150% 150% 75%+

Steel Soccer 100% 100% 75%+

Basketball Clinics 100% 100% 75%+

Basketball League 150% 140% 75%+

Multi-Sports 100% 138% 75%+

Lacrosse 300% 400% 75%+

Nature/Conservation

Tennis 

Youth Programs

Adult Programs

Community (Special) Events

Camps

Aquatics

259% 329%

Ice Rink/Skating

COST RECOVERY

For each Core Program Area, please indicate the current cost recovery GOAL as well as the ACTUAL cost recovery for the most recent fiscal year.

Figure 10-Program Cost Recovery Goals 
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Overall, there are core pricing strategies used by GNPD: residency, by competition (market rate), by cost 

recovery goals, and by the customer’s ability to pay (Figure 11). Lesser used tactics include by 

family/household status and age segmentation. 

GNPD should consider adding (or enhancing) dynamic pricing to its pricing strategies. Dynamic pricing 

considers weekday/weekend rates, prime/non-prime time rates, and the activity’s location. Program 

experiences can be different depending on what facility houses the program; therefore, pricing should 

be differentiated as such to reflect the potential differences in user experience. Additionally, these 

pricing tactics would be useful to help stabilize usage patterns and help with cost recovery for higher 

quality amenities and services. These pricing tactics are generally associated with indoor recreation 

facilities and outdoor athletic fields.  

These pricing tactics should be added in combination with any financial philosophical shifts. Staff should 

continue to monitor the effectiveness of the various pricing strategies they employ and make adjustments 

as necessary within the policy frameworks that guide the overall pricing philosophies. It is also important 

to continue monitoring for yearly competitor and other service providers benchmarking. 

 

 

 

 

 

 

 

 

1.6 PROGRAM STRATEGY RECOMMENDATIONS 

In general, GNPD’s program staff should begin a cycle of evaluating programs on both individual merit as 

well as the program mix as a whole. This can be completed at one time on an annual basis, or in batches 

at key seasonal points of the year, as long as each program is checked once per year. The following tools 

and strategies can help facilitate this evaluation process: 

1.6.1 MINI BUSINESS PLANS 

The planning team recommends that Mini Business Plans (2-3 pages) for each core program area be 

updated on a yearly basis. These plans should evaluate the core program area based on meeting the 

outcomes desired for participants, cost recovery, percentage of the market and business controls, cost 

of service, pricing strategy for the next year, and marketing strategies that are to be implemented. If 

developed regularly and consistently, they can be effective tools for budget construction and justification 

processes in addition to marketing and communication tools. 

1.6.2 PROGRAM EVALUATION CYCLE 

Using the age segment and lifecycle analyses, and other established criteria, program staff should 

evaluate programs on an annual basis to determine program mix. This can be incorporated into the Mini 

Business Plan process. 

 

Figure 11-Program Pricing Tactics Used 

Age Segment
Family / 

Household Status
Residency

Weekday / 

Weekend

Prime / Non-

Prime Time
Group Discounts By Location

By Competition 

(Market Rate)

By Cost Recovery 

Goals

By Customer's 

Ability to Pay

Different prices 

offered for 

different ages

Different prices 

offered for family 

/ household 

groups

Different prices for 

resident vs 

non-resident

Different prices for 

different days of 

the week

Different prices for 

different times of 

the day

Different prices for 

groups

Different prices at 

different locations

Competitors' prices 

influence your price

Dept. cost recovery 

goals influence 

your price

Scholarships, 

subsidies, 

discounted rates 

offered for low-

income

Adult Programs X X X X X X

Aquatics X X X X

Camps X X X X X

Community (Special) Events X

Ice Rink/Skating X X X X X X

Nature/Conservation

Tennis X X X X X

Youth Programs X X X X X

PRICING STRATEGIES

For each Core Program Area, please place an 'X' to identify which pricing strategies are utilized. You may leave the row blank if all programs within the Sub-Type are offered free of charge to everyone.

Core Program Area
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1.6.3 PROGRAM DECISION-MAKING MATRIX 

When developing program plans and strategies, it is useful to consider all of the core program areas and 

individual program analyses. Lifecycle, age segmentation, classification, and cost recovery goals should 

all be tracked, and this information along with the latest demographic trends and community input should 

be factors that lead to program decision-making. A simple, easy-to-use tool similar to the table below 

will help compare programs and prioritize resources using multiple data points, rather than relying solely 

on cost recovery. In addition, this analysis will help staff make an informed, objective case to the public 

when a program in decline, but beloved by a few, is retired. 

 

 

1.6.4 PROGRAM STANDARDS AND PERFORMANCE MEASUREMENT 

GNPD recreation staff were asked to answer questions related to seven program standard categories: 

1) Performance measures 

2) HR practices 

3) Marketing and promotion 

4) Public input 

5) Volunteerism 

6) Partnerships 

7) Competitors and similar providers 

Figure 13 on the next page provides the breakdown for each core program area. There are many areas 
of congruence between the core program areas such as: 

• Tracking of total participants 

• Adhering to participant to staff ratios 

• Tracking customer satisfaction level 

• Using a program evaluation system 

• Training and tracking total cost of service 

• Using various mediums for marketing and promotion 

However, there are areas that would benefit GNPD if adopted as a best practice including: 

• Adding performance measures such as cancelation rates and customer retention rates 

• Monitoring and checking instructor quality 

• Training for basic life safety 

• Full-time employee performance reviews 

• Implementing diversity training for staff 

• Institutionalizing a more robust public engagement process that includes lost customer/user 

surveys and crowdsourcing tools 

• Adopting formalized partnership policies and having written agreements 

• Growing the volunteer program for recreation services 

• Formalizing all partnership policies/agreements 

• Maintaining a list of or database of direct competitors and similar providers 

Program Core Program 

Area 

Age 

Segment 

Lifecycle Classification Cost 

Recovery 

Other 

Factors 

       

       

Figure 12-Program Decision-Making Matrix 
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Figure 13-Program Standards Analysis by Core Program Area 

Yes Yes Yes Yes Yes Yes Yes Yes

1 Total participants X X X X X x X

2 Participant to staff ratio X X X X x X

3 Program cancellation rate (% describing 

number of programs cancelled due to 

insufficient numbers) 

X X X

4 Customer satisfaction level X X X X X

5 Customer retention rate X X X X

6 Regularly and consistently update policies & 

procedures
X X

7 Instructor quality check X X X X

8 Lesson plans X X X X X

9 Program evaluation system X X X X X X

10 Customer service training X

11 Basic life safety training (ex. CPR, First Aid) X X

12 Enhanced life safety training X

13 Specialty skill training X X X X

14 Marketing training

15 Training on calculating/tracking total cost of 

facility operations
X X X X X X

16

Training on calculating/tracking cost of service
X X X X X X

17 Continuing education X X X

18 Diversity training

19 Performance reviews; full-time

20 Performance reviews; part-time X X X X X

21 Performance reviews; seasonal X X X X X X X

22 Program guides (print) X X X X X X

23 Program guides (online) X X X X X X

24 Website X X X X X X X X

25 Smart/mobile phone enabled site X X X X X X X X

26 Apps

27 Flyers and/or brochures X X X X X X X X

28 Direct mail X X X X X X X X

29 Email blasts and/or listserv X X X X X X X X

30 Public Service Announcements (PSAs) X X

31 Roadsign marquees X X

32 Paid advertisements X X

33 Radio (paid or free)

34 TV (paid or free) X X

35 On-hold pre-programmed phone messages X

36 SMS/MMS/Text Message marketing X X X X

37 Newsletters (print) X X X X X X X

38 Newsletters (online) X X X X X X X

39 In-facility signage X X X X X X X X

40 Facebook X X X X X X X X

41 Instagram X X

42 Twitter X X X X X X X

43 Flickr

44 YouTube channel

45 Blogs / vlogs

46 Webinars

47 QR Codes

48 Other X

49 Pre-program surveys X X

50 Post-program surveys X X X X X X

51 Regular/recurring user surveys X X X

52 Lost customer/user surveys

53 Non-customer/non-user surveys

54 Focus groups X X X X

55 Statistically valid surveys X X X X X

56 In-facility, in-park, or on-site surveys X X

57
Crowdsourcing tools (e.g., Peak Democracy, 

Chaordix, Mind Mixer, etc.)

58 Other

59
Track the number of individual volunteers 

used annually?

60
Track the number of volunteer hours donated 

annually?

61 Have a formal/adopted volunteer policy?

62
Maintain a list or database of all partner 

orgnizations?
X X X

63 Have a formal/adopted partnership policy? X X

64
Require a written agreement for all 

partnerships?
X X X X X

65
Identify measureable outcomes for each 

partnership?
X X X

66
Maintain a list or database of major 

competitors/similar providers?
X X X

67

Regularly (e.g., annually) conduct an 

environmental scan of competitors' offerings, 

pricing, and marketing?

X X X X X

Regarding volunteers for recreation programs, does the Department currently…

Does the Department currently use any of the following methods for gathering public input or feedback regarding recreation programs?

Regarding recreation-related partnerships, does the Department currently…

Regarding market competitors and similar providers of recreation programs, does the Department currently…

Does the Department currently use any of the following methods of marketing and promotion for recreation programs?

Does the Departmet currently use any of the following HR practices or standards for recreation programs?

Does the Department currently track any of the following program and/or facility performance measurements for recreation programs?

Youth 

ADDITIONAL QUESTIONS

For each question, please place an 'X' under Yes or No. Use the Comments box to provide additional detail if desired.

Adult Aquatics Camps Communi Ice Nature/C Tennis 
# Question
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1.7 ASSESSMENT FINDINGS DISCUSSION 

After reviewing all the data provided by GNPD, several points of distinction, or emphasis, are presented 

as part of the overall recreation program assessment. 

1.7.1 CORE PROGRAM RELEVANCY 

It is important to regularly review core program areas for relevancy. One of the biggest challenges for 

park agencies is to cater services to existing residents while also keeping a mindful eye toward the future 

and new residents coming into the District. After examining the existing core programs, it is clear that 

GNPD provides the key services most desired by the community. However, through the public engagement 

process, it is revealed that two program areas can be added to GNPD’s portfolio: Farmer’s Market and 

Senior Programming. 

Farmer’s Markets provide a conduit for community gathering, add to the social fabric of the community, 

and can also contribute to food nutrition education and healthy eating habits within the community. 

Senior programming is essential for delivering services across the lifespan. This is important for retaining 

residents while also attracting new residents as a place that caters to life-long recreation. 

1.7.2 KEY PERFORMANCE INDICATORS 

After reviewing all available data and having conversations with staff, it is recommended to adopt 

additional key performance indicators (KPIs). KPIs serve as a modality in which programmers (or even 

non-programmers) can look at a metric and instantly gauge the “health” of recreation programming. 

This, in turn, allows for quicker decisions and more decisive actions to take place regarding program 

design, creation, and sunset. The following five KPIs are recommended for GNPD: 

1) Program lifecycle 

2) Program classification and corresponding cost recovery percentage 

3) Age segment analysis and how it corresponds to demographic projections 

4) Cancelation rates 

5) Participation trends 

These five KPIs will provide a foundation for GNPD recreation programming. When used in tandem, there 

will be supporting data to inform decision-making. In addition to the recommended KPIs, it would also 

benefit GNPD to document and annually update a list of direct competitors and similar providers for each 

core program area. This will also help inform general market trends and GNPD market niche. 

1.7.3 PROGRAM PRICING 

Based on the pricing analysis, it is recommended that GNPD consider adding dynamic pricing tactics. 

Offering pricing by weekend/weekday, prime-/non-prime time, and location would add an additional 

revenue mechanism to the system. 

1.7.4 CLASSIFICATION OF SERVICES AND COST RECOVERY 

The GNPD does a great job having financial data available for tracking revenues and expenses for 

recreation programs. Two things are offered for GNPD’s consideration: 

1. Aligning cost recovery targets with program classification 

2. Ensuring both direct and indirect costs are tracked and calculated for all core program areas 

It will be important for GNPD to adhere to a program classification process that allows GNPD to articulate 

why programs are priced the way they are and how they are each expected to achieve a certain cost 

recovery target/goal. Additionally, it is recommended to make tracking direct and indirect costs for all 
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program areas consistent across all core program areas and translating a combined cost recovery number 

to a cost recovery goal. 

1.7.5 STAFF ALIGNMENT AND INVESTMENT 

In order to ensure the GNPD program portfolio is delivered in the most efficient and appropriate way 

possible, the Consulting Team offers the following recommendations: 

1. Hire/transition to a Superintendent of Recreation 

2. Invest in staff training (life safety, diversity, and marketing) 

Although examining the organizational structure is not necessarily a part of this Recreation Program 

Assessment, through the data collection process it was made apparent to the Consulting Team that a 

directed emphasis on the “recreation side of the house” would greatly assist the GNPD in its program 

delivery, consistency, training, and cost recovery targets. Additionally, making more of a concerted 

effort to invest in training such as life safety (and advanced life safety), diversity (due to the District’s 

demographics), and marketing (so staff are all on the same page as the overall GNPD marketing vision) 

would enhance GNPD’s service provision implementation. 

 

 

 

 

 

 

 

 

 

 

 

 


