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Purpose
• Reviews recreation program management to 

identify areas of strength and opportunities 
for improvement. 

• Identifies existing and potential core 
program areas.

• Identifies program gaps and key system-wide 
issues.
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Methodology
• Uses system-level approach.

• Based upon review of information provided 
by staff:

– program descriptions, 

– website content and informational materials, 

– community survey results, and 

– discussions with staff.

• Methods are based upon Core Program 
Area analysis.
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Core Program Area Characteristics
• Provided for a long period of time 

(5+ years).

• Expected by the community.

• Consumes a large portion (over 5%) 
of the recreation budget.

• Offered 3-4 seasons per year.

• Wide demographic appeal.

• Tiered skill development.

• Full-time staff responsible.

• Facilities designed specifically to 
support it.

• High market share (20% or more).

• High level of customer interface.

• High partnering capability or 
potential.
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DPR Core Program Areas
• After School – Offers academic enrichment, physical fitness, nutritional and life 

skills for children ages 6-12 years after the school day ends

• Sports – Includes youth and adult sport camps, lessons, teams, and leagues 
including competition levels from beginner to competitive

• Camps – Summer, CDBG, & seasonal camps for youth and teens that provide a 
structured, safe environment for learning and having fun

• Aquatics – Includes youth and adult lessons and teams for swimming, fitness, 
and water sports to promote water safety and swimming as a lifelong 
recreational pursuit
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DPR Core Program Areas
• Health & Fitness – Includes adult group exercise, wellness, and Zumba classes 

to help achieve fitness and lifestyle goals

• Fine Arts – Includes performing and visual arts classes and groups to provide 
personal and social benefit for all interests and abilities

• Events – Community events coinciding with local or national holidays or 
community interests

• Special Interest – Education, games, and hobbies of special interest to the 
community

• Therapeutic Recreation – Adapted recreation and education programs 
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Community Survey Highlights
• More than 50% of respondents have participated in a City of Dallas recreation 

program within the past 12 months, with all age groups participating.

• 71% of respondents rated parks and recreational opportunities in the City of 
Dallas as excellent or good.

• Primary reasons that respondents do not use City of Dallas parks and recreation 
facilities/programs include:

– no time or interest, 

– no park/facilities nearby, 

– and lack of adequate security/oversight.
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Community Survey Highlights

8*Mean Score – weighted average of 1 through 4 scores.  Excludes no opinion/no answer responses
**Importance Rank – Sum of first, second and third most important ranked programs



Age Segment Analysis
• Each age group is being served as a primary 

market in at least one program area.

• Currently, more focus is on Elementary and 
Teenage market segments.

• And less focus is on Preschool, Adult, and 
Senior segments.
– Survey results indicate that these are among 

the most needed.
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Program Life Cycle Analysis
Stage Description Program Age* Actual 

Distribution
Recommended 

Distribution

Introduction New program; modest participation 0-1 years 27%

70% 50-60%Take-Off Rapid participation growth 1-3 years 3%

Growth Moderate, but consistent population growth 3-5 years 40%

Mature Slow participation growth 5-8 years 20% 20% 40%

Saturation Minimal to no participation growth; extreme competition 8-10 years 4%
10% 0-10%

Decline Declining participation 10+ years 6%

• Introduction, Take-Off, & Growth total 70%; over-reliance on what’s trendy
• Mature totals 20% (PROS recommends 40%); need ↑ Mature for stability
• Saturation & Decline total 10%; on top end of recommendation
• Complete a lifecycle review on an annual basis

*Program ages are approximate; every program has a unique lifespan.
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Pricing and Cost Recovery Analysis
• Cost recovery is currently tracked by recreation facility and for some programs 

areas, but not all.

• Cost recovery goals should be established for all programs.

• Recommended steps for DPR for cost recovery and pricing:
1. Classify all programs and services based on the public or private benefit they 

provide.

2. Conduct a Cost of Service Analysis to calculate the full cost of each program.

3. Establish a cost recovery percentage, through Department policy, for each program 
type based on the previous two steps, then adjust prices accordingly.
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Pricing and Cost Recovery Analysis
1. Classify all programs and services based on the public or private benefit they provide.
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ESSENTIAL 
Programs

IMPORTANT 
Programs

VALUE-ADDED 
Programs

Public interest &
Legal Mandate

High public expectation and 
critical service

High public expectation High individual and interest 
group expectation

Benefits Substantial public benefit 
(negative consequence if not 
provided)

Public and individual benefit Primarily individual benefit

Market Competition Limited or no alternative 
providers

Alternative providers unable to 
meet demand or need

Alternative providers readily 
available

Access Open access by all Open access, or limited access 
to specific users

Limited access to specific 
users



Pricing and Cost Recovery Analysis
2. Conduct a Cost of Service Analysis to 

calculate the full cost of each program.
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Total 
Costs

Personnel

Indirect

Supplies

Materials

Equipment

Contractors

Fleet

Administrative



Pricing and Cost Recovery Analysis
3. Establish a cost recovery percentage for each program type based on the previous two 

steps, then adjust prices accordingly.
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ESSENTIAL 
Programs

IMPORTANT 
Programs

VALUE-ADDED 
Programs

Public interest &
Legal Mandate

High public expectation and 
critical service

High public expectation High individual and interest 
group expectation

Benefits Substantial public benefit 
(negative consequence if not 
provided)

Public and individual benefit Primarily individual benefit

Market Competition Limited or no alternative 
providers

Alternative providers unable to 
meet demand or need

Alternative providers readily 
available

Access Open access by all Open access, or limited access 
to specific users

Limited access to specific 
users

Who Pays All/mostly taxpayers Both taxpayers and users All/mostly users

Cost Recovery (typ.) 0-25% 25-75% 75% and up



Pricing and Cost Recovery Analysis
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Pricing Strategies
( = Currently used)
(R = Recommended)
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After School  R  R  R
Sports   R  R R R
Camps  R  R  
Aquatics  R R R R
Health & Fitness R  R R R
Fine Arts  R  R R R
Events R  R R R
Special Interest R R R R  R R R
Therapeutic Recreation  R R R



Pricing and Cost Recovery Analysis
• Pricing strategies

– Evidence of use among all core program areas

– Location strategy most frequently used for each area

• Cost recovery should be more prominent factor in 
price setting

– Use Cost of Service Analysis for each program area

– Then adjust according to market factors and policy goals
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Pricing and Cost Recovery Analysis
• Cost recovery tracked for some program areas, but not all

• Cost recovery goals not always widely known by staff

• Methodologies for calculating cost recovery may be 
inconsistent

• Should also be tracked by core program areas

• Track and demonstrate pricing and cost recovery results.

• Demonstrate use of revenues from pricing to offer and 
position new facilities or programs.
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Performance Management Standards
• Program management standards 

are developed to support multiple 
aspects of recreation services.

– Participant experience

– Operations

– Cost Recovery

– Marketing & communication

– Staff performance
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Performance Management Standards

• Measures currently used:
– Total participants

– Customer satisfaction level 

– Program/facility availability by 
geography

– Identifying comparable providers (in 
progress)

– Staff performance evaluation metrics

• Recommended additional measures:
– Participant to staff ratios (only used in 

youth programs)
– Customer retention rate
– Program cancelation rate
– Cost per resident, household, or 

participant
– Participation by household or school
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Marketing
• Included review of:

– Website
– Flyers
– News releases
– Social media
– Other communication items
– Information from staff
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Marketing
• Recent improvements in availability of 

information on recreation programs and 
facilities.

• Lack of comprehensive strategic 
approach.

• Strong and growing brand, but…
• …materials fragment the brand due to 

lack of coordination.
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Marketing
• Marketing plan strongly 

recommended.
• Comprehensive program/activity 

guide needed.
• Decentralization of marketing 

responsibilities OK (and preferred) 
for center- or neighborhood-level 
programs.

• Staff training on marketing,  
communication, and material 
production needed.
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Next Steps
• Business Plans for each Recreation Center / Service Area

– Market Profile

– Marketing  Recommendations and Best Practices

– Fees & Charges Recommendations

– Cost of Service Methodology

• Comprehensive strategic recommendations presentation in Aug/Sept.
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