RecTAP Project Report

Date:
November 19, 2003
For:  
Municipality of Murrysville Parks and Recreation Department 

Westmoreland County, Pennsylvania
RecTAP Peer Consultant:  Susan Landes
Date of On-Site Visit:  October 31, 2003 
Staff Involved:  Michele Clarke, Director of Parks and Recreation; Carrie, her half-time Administrative Assistant; and Justin, a part-time Intern assigned to the Parks and Recreation Department for the year.
Purpose of Project:  Review the structure of, funding for and marketing of recreation programs.  Provide recommendations to make the enterprise-style program fund more financially effective so that net revenue is generated from programs, allowing more programs to be offered and a new staff position to be created.
Assessment of Existing Conditions:  
· Population Served:  The Municipality of Murrysville has approximately 19,000 residents.  It is generally a middle- to upper-middle class community.  The Parks and Recreation Department’s service area is the Franklin Regional School District, which includes Delmont and Export Boroughs.  This adds about 3,000 people to the population number.
· Programs Offered:  A number of Murrysville’s programs have been offered for many years and have a well-established following.  Other programs are relatively new.  The Department is slowly building a reputation as a provider of recreation programs for middle school children.  A brief summary of Department programs is outlined below.  The programs that have been offered but have not had enough registered participants to be held are not listed.
Aquatics (Swimming lessons, Recreational Swim Nights, Discover Scuba classes, Water Polo, Guard Start, Adventure/Survival Course)

Health and Wellness (Yoga classes, CPR/AED training, Babysitter’s training, Weight Loss Support Group, Healthy Eating classes, Fencing classes, Fitness and Strength Training for Young Women/Young Men, T’ai Chi classes, Pilates classes, USA Tennis lessons for children and adults)

Outdoor Recreation (Summer Playground Program – six weeks, one day/week at five parks; Master Gardener’s Summer Series, Summer Nature Study Series, Scarecrow Contest, Snowman Contest, Fly Fishing for Families, Parent and Me Play, Hunting Proficiency Test) 

Middle School Children ( after school, six weeks in Jan/Feb/March and summer programs in June/July; Club J and Club G – sports activities for boys and girls, coordinated by Police School Resource Officer; SMART – martial arts response training for girls; CHILLZone – experimental program, ice theme, station activities; Trekkers – trips on days off from school; Archery/Fishing Camp; REAL Theatre Camp; You Look Fabulous; Graffiti Blackbook; Style Masters Mural/Graffiti Camp)

Special Events (Murrysville Community Day – since 1978, in September, big event; Egg Hunt; Light-Up Night – second Sunday in December, three hour evening program, light the Murrysville tree sign, 20th annual)

· Program Locations:  The school facilities available to the Department are somewhat limited.  It is not able to use school gymnasiums.  Cafeterias are sometimes available and classrooms can be used.  School use is at no cost, except for after 3 p.m. in the summer months.  Saturday use is allowed, Sunday use is not.  The Department offers recreational swims at the high school pool in the summer.  It will be picking up the recreational swims during the school year, which are offered three nights a week.

Murrysville has a small community center that formerly served as its library location.  The library is now at the municipal building.  The community center houses an active senior adult club of approximately 200 registered members that meets daily from 9 a.m. to 4 p.m.  The club receives rent-free space in exchange for supervision of the building.  The Department has the use of a room in the library that’s suitable for craft-type classes.  It has a good working relationship with library staff.

Many of the Department’s programs are held at business locations such as Dean’s Fitness Center, The Living Room Coffee and Tea House, Highland Sports and the Crowfoot Rod and Gun Club.

Murrysville has over 1,400 acres of municipally-owned parkland at 10 sites, plus five Westmoreland Conservancy nature reserve sites that are available for outdoor programs.  The parks and nature reserve sites have no indoor facilities to house recreation programs.

· Program Staff:  Michele, Carrie and Justin work together to plan, promote and supervise programs.  However, Michele oversees all parks functions, which consumes a major amount of her time.  This may change somewhat in 2004 if some of her parks responsibilities move to the Public Works Department.  Half of Carrie’s time is spent as the Receptionist for the Municipality.  She often doesn’t start work for the Parks and Recreation Department until 2 p.m. each day.  Justin will have completed his one year internship in December, and won’t be replaced.  Each year a part-time Registrar is hired to handle summer program registration.  Salaries for the administrative staff are low, at $44,000 for the Director, $23,000 for the Administrative Assistant, $8/hour for the Intern, and $8-10/hour for the Registrar.
A salary schedule for temporary seasonal staff is in place and is attached as a part of this report.  The Department prefers to put staff on payroll rather than enter into contractual agreements with individuals.  It will contract with businesses and make payment directly to the business.

· Program Promotion:  Staff utilizes “free” publicity opportunities such as newspaper articles, cable TV channel 19, website postings and hanging posters on the bulletin boards at the parks and municipal building.  The Department has a solid working relationship with the Penn Franklin newspaper, which is published twice weekly.  Other newspapers include the weekly Murrysville Star, and daily Greensburg Tribune Review, Pittsburgh Tribune Review and Pittsburgh Post Gazette.  Murrysville residents either relate to Greensburg or Pittsburgh, generally not both.  Flyers are handed out in the schools for some programs.  Staff is unsure that producing and mailing recreation program guides is cost effective.  Two editions have been published so far.  An “unscientific” review suggests that program registration numbers did not increase as a result of the guides.  The cost to produce the guides in terms of money and staff time is high.  Staff is considering using advertising inserts in the local newspapers instead of mailed recreation guides.  

Participants are asked to fill out evaluation forms for all programs.  Programs have been consistently highly rated.

· Program Budget:  The Municipality of Murrysville allocates approximately $100,000 from its general fund for recreation.  This includes the salaries and benefits for the Director and Administrative Assistant, office supplies, membership dues, subscriptions, and vehicle, computer, travel and seminar expenses.

Expenses for recreation programs are funded in a separate enterprise-style fund.  All program supplies, advertising, wages and other expenses related to programs are included.  Revenue generated from programs is placed into this fund.  A fund balance is carried over from year to year.  So as net revenue is earned from recreation programs, it can be spent to develop additional recreation programs.

Fees are set so that at least $5 per registrant is netted after expenses are paid.  If volunteers run the programs, more net revenue is made.

· Program Sponsors:  Businesses and organizations sponsor many of the Department’s programs, including its biggest event, Murrysville Community Day.  The Department does a great job garnering business support for its activities.  Business sponsors give financial and in-kind contributions.

Sponsor List – 2003 

· Giant Eagle (Light-Up Night, REAL Theatre, Tennis)

· Ferri Pharmacy (Egg Hunt)

· Standard Bank (Scarecrow Contest, Snowman Contest, Summer Playground)

· Kiwanis Club (CHILLZone)

· Highland Sports (Fly Fishing for Families)

· Head (Tennis)

· Murrysville Garden Club (Master Gardener Series)

· Murrysville Police (Club J)

· Franklin Regional School District (building and swimming pool use)

· Crowfoot Rod and Gun Club (Archery/Fishing Camp, Hunting Proficiency Test)

· 37 businesses (Murrysville Community Day)

· Other Providers:  Youth sports organizations run their own programs.  The East Suburban YMCA offers before and after school care at the elementary schools. The Murrysville Community Library offers programs for preschool and younger school age children.  Like most communities, Murrysville has a number of fitness clubs, karate and dance studios, and other private recreation providers.  There are two large public recreation program providers in Murrysville, Discovery and Adult School.  The programs are planned and promoted by volunteer boards.  Instructors are paid between $14 and $18 per hour.  A brief description of each provider follows:

Adult School


· 25+ years old

· Volunteer, independently-run board

· Offers large number of adult education programs at     

school and community locations

· Spring and fall seasons

· Brochures listing all program offerings are mailed to  

each household in the Franklin Regional School District


Discovery


· 15+ years old
· Volunteer, independently-run board   

· Has about one-half as many programs as Adult School

· Offers enrichment and recreational programs for preschool and elementary school age children at school and community locations
· January-February and June-July seasons

· Brochures are distributed through the schools and library

· Issues: 

· Existing staff do not have much time to plan programs.

· No system exists for staff to keep track of program expenses and revenue for individual programs.

· A needs assessment has not been done to determine what programs residents would like the Department to provide.

· The Department’s program niche has not been clearly defined.

· Seeking program sponsors is extremely time-consuming.

· Businesses are being asked over and over again to contribute financially to Department programs.

· Program goals are not in writing.

· It may not be clearly understood by elected officials why public recreation programs are important to provide for the community.

· Little money is available for program marketing and promotion.

· For the most part, Murrysville program providers operate independently of each other (they do not sponsor programs together).
· The Department has no petty cash fund for program supplies and expenses.

· Program registration is not computerized.

· The Department is not a long-term provider of recreation programs (many programs have only been offered within the last eight years), so the fact that these programs exist is not yet well known to residents.

· Discovery may want to start offering programs for middle school students, which the Department has been developing for a number of years.

· To plan more programs and earn more revenue from programs, the Department needs another staff person.  However, this person needs time to develop programs that will bring in the revenue to pay for the position’s salary.  A staff person would need to be hired before the revenue to pay for the position is earned.

· On-line and credit card program registration is not available to residents.

Recommendations:
· Programs:

1. Present a plan to Municipal Council that spells out what programs will be offered and how a new program position will be funded by net revenue.  Take the programs listed below and do draft budgets showing projected expenses and revenues for the year.  Decide which programs you will offer, and calculate the total net revenue made if programs are successfully held.  A goal to shoot for would be $35,000 net revenue, to cover salary and benefits for a Recreation Program Coordinator.
2. Price all programs to make excess revenue.  When pricing, include all direct expenses.  Set the program fees to make 30% more than direct expenses, to cover indirect costs.  This will require re-pricing existing programs, including the summer playground program.
3. Listed below are the niches that the Department should concentrate on.  Under each program niche, potential new programs are listed.  The Department’s existing programs fit into all of these areas.  The staff has recognized the type of program it makes best sense to offer.  A small but strong schedule of programs is currently offered.  These additional programs are suggested since they will complement existing programs.  Staff should take a hard look at what programs are not provided locally and whether the Department can successfully provide them.
Aquatics – synchronized swim club, techniques and turns clinic, water 
workout (water exercise), hydro hike (walk/run/jog in water), parent-child swim class, birthday pool parties (during rec swim use lobby area for cake/gifts), rec swim punch cards (continue to offer pay-as-you-go also)

Lifetime Sports – fall youth tennis, youth golf lessons, women-only golf lessons
Outdoor Recreation/Nature – junior naturalist/junior ranger program, preschool playground, environmental education programs
Health and Wellness – preschool drop-in open gym, yoga for kids, outdoor interval walking class (at a park), golf fitness class, hospital-sponsored wellness classes
Summer Day Camps – full day sessions (9 a.m. – 4 p.m.) at a school/park location and/or at the community center, with pre- and post- camp care available, themed such as Sport of All Sorts or Park Explorers
Middle School – teen modeling class, digital filmmaking class, teen center
Special Events – themed preschool parties (pint-size prom, breakfast with Santa)
Family – outdoor concerts, community chorus, outdoor movies, campouts at a park, family bingo party, candy cane hunt, Start Smart sports (NAYS program)
4. Draft and adopt goals for each program niche/area.  Spell out why you are offering each type of program.  Example – for outdoor recreation programs, a goal could be to get people out to the parks to experience them, so they will come back again.

5. Plan the summer day camp(s).  Prepare a promotional brochure and information pamphlet for parents.  Investigate area fees for full day care and market price the camps.  Prepare a detailed revenue and expense budget.  Staff to child ratios should be one staff to 10 children.  Begin promoting no later than February.  Distribute a brochure to every elementary school student, including private schools.  With an average of 24 children per week, you can net a minimum of $10,000; 48 children would net $20,000.
6. Hire a summer day camp director with the goal to employ them in the fall as a Program Coordinator.  

7. Take all current programs offered by the Department and place them on a participation growth/market share quadrant.  Stars are programs that have high percentage in both participation growth and market share.  Cash Cows are programs that have low market share but are high in participation growth.  Problem Children are programs that have low participation growth but are high in market share (no one else is doing them).  Dead Dogs are programs that have low percentage in both participation growth and market share.  You want the Stars and Cash Cows and will have some Problem Children, but need to get rid of programs that are Dead Dogs.  A copy of the quadrant is attached as a part of this report.

8. Run an every-other-month special program with the senior adult club.  Come up with six events and charge the same amount for each one.  Sell tickets year-round that are good for any of the events.  For example, themed social dances would be a possibility.
9. Develop a “signature” special event as a fund raiser, something not done locally.  Example – a Canine Carnival/Bark in the Park event for dogs and their families.

10. Explore a partnership with a church to open a teen center one or two nights/week, utilizing church funds.
11. Use a written agreement when contracting with a business to provide programs, getting it signed by all parties.  An example of a contract is attached as a part of this report.
12. Work with Monroeville Recreation and Parks Department and Penn-Trafford Area Recreation Commission to offer sessions in Murrysville of the same programs these agencies offer.  Murrysville residents are most likely not traveling to these areas to take part in programs, so there should be no competition issue.
13. Investigate what the school district offers for environmental education, which it is mandated to provide.  Explore offering programs, utilizing park areas, which meet the school’s environmental education needs.

14. Run bus trips as joint trips with either Monroeville or Penn-Trafford.  Advertise the trips as your own, not as the other community’s trips.
15. Form a cooperative alliance with Westmoreland, Forbes Regional, Jeannette and possibly New Kensington Hospitals (one or more of them) to sponsor health and wellness programming in Murrysville.  Take the programs to a captured audience and allow others to register.  Get a financial contribution from the hospital in exchange for the marketing opportunity you are providing them with.
16. Hold a meeting with major program providers (especially Discovery and Adult School) to discuss their niche versus the Department’s niche and how you can work together.

· Financing:

1. Form a volunteer fund raising committee for the Department as a committee of the Parks and Recreation Commission board.  Seek civic and business leaders who have connections to serve on the committee.

2. Use the money that had previously been spent to produce and mail the program guide, to do a program needs assessment.  Design a survey (no more than front and back of one page).  Mail it to a random sample of households or all households.  Include a return postage paid envelope.  Ask specific questions and tabulate the surveys on a data base program which will make data reporting easier.  Code each survey to allow staff to track who has responded and follow up with those who do not.
3. Explore developing an intergovernmental agreement with Export and Delmont Boroughs to provide program services for their residents.  Apply for a DCNR Peer-to-Peer Technical Assistance Grant for help in developing the agreement.  If an intergovernmental agreement is successfully adopted, apply for a Circuit Rider grant to fund the salary of a full-time program staff person.

4. Ask the Finance Department to set up program accounts in each program area, so that revenue and expenses can be more easily tracked.  If that is not possible, the Department should purchase an inexpensive accounting computer software program such as Microsoft Money, Quicken or Quick Books to track each program’s expenses and revenue.

5. Get approval from the Finance Department for a petty cash fund of $100.  Spend and replenish it according to standard guidelines used by other Parks and Recreation Departments.

6. Make it easier to register for programs by offering residents the ability to register by telephone, by fax and on-line, using credit cards.

· Promotion:
1. Keep middle school recreation programs following the Discovery calendar of mid-January through February and June to July.  Keep other programs on a consistent schedule so that residents get used to when they are offered.
2. Get the Department’s middle school programs in the Discovery publication.

3. Utilize email marketing.  Encourage program participants to provide email addresses at all times.  Develop a campaign to get email addresses in exchange for a premium.  Create an on-line recreation discount club and send quarterly specials good for dollars off program registration.  Send out notices about new programs.
4. Have the municipal building and community center be distribution points for Discovery and Adult School brochures and advertise that brochures can be picked up there.  Put Department brochures and flyers beside them!

5. Adjust program names to make some of the existing programs sound more exciting.  Example – change Summer Nature Study Series to Junior Naturalist.

6. Improve the Murrysville website, making it more dynamic and interactive.  The website needs to be more than phone numbers, pictures and text.  Residents should be able to interact with staff via email and register for programs.  People are spending more time in the digital world and are able to access it from anywhere through cell phones, PDAs and laptops.  Your website is going to be more and more important as a promotional tool.
7. Encourage Discovery and Adult School to hold programs at park, library and community center locations.  Include these programs in Department promotions.

8. Look for a marketing/public relations professional to join your Parks and Recreation Commission board, or find a community volunteer with this background to help you.

9. Focus all program promotion efforts to maximize program participation and increase revenues.  Try these things:
· Take high resolution digital photos at parks and programs and send them to the Penn Franklin with captions.  Find out the format the newspaper needs and how they’d like to receive them.

· To get more newspaper coverage than a press release, identify what positive media issues you have.  For example:  your large events, opening of a new facility, response to trends such as weight management, environmental quality, well-being of children, quality of life.  Those trends issues are where recreation programs fit.  Look at what you do that could generate media attention and contact the media about it.

· Work on your relationship with the Murrysville Star and the daily newspapers.  Get to know the right people.  Use the story pitch approach to get coverage.  It’s similar to a news release but says Story Proposal (sometimes Photo Opportunity) at the top instead.

· Contact all of the media you use for promotion and find out exactly how they like their media releases.  Get the accurate name of who to send them to and how they want to receive them.  A contact preference sheet is attached as a part of this report.
· Give away samples of your programs.  For instance, offer two free sessions of yoga before the next class schedule starts, to let people try it out.  If the program is a quality one, most people will then register for it.
· Promote all Department and library programs together.

· Ask participants who like your programs to tell others to join in.  Word-of-mouth is powerful and it works faster if you ask for it.

· Reprint and post newspaper stories.  Blow them up and frame them, and put them where a lot of people will see them, such as on an easel in the library, local bank or grocery store.

· Place take-one boxes at strategic locations and fill them with flyers or coupons.  Even people who don’t take one of what you’re offering will see the Department’s name again and again.

· Offer gift certificates that can be redeemed for Department programs.

· Ask satisfied participants for testimonials.  Some people will let you write it and they’ll just sign it.  Use the testimonials in ads or as part of a flyer, and post them in the municipal building.
· Use classified advertising to promote programs.  Word the ad as if you are directing it at one person

· Instead of direct mailing your recreation program guide, direct mail a postcard instead that tells people it’s available and how to get it.  Give them a limited-time offer such as dollars off a program.

· Get announcements out about the start of your new schedule of programs to clubs, businesses, churches and so on, with details about how to get information on the programs.

· Link with the long-term program providers (Discovery and Adult School) as much as possible.  They have the community’s confidence which you are working to gain.

· Use your satisfied participants (swimming and tennis, for instance) as the base to build other programs.  Keep all addresses and mail them program information.
Recommendations Timeline: 
Below is a list of the recommendations in priority order to justify the hiring of a 
full-time Recreation Program Coordinator to plan and conduct community recreation programs for Murrysville.  Following these recommendations will help to earn the revenue needed for the position’s salary.
	Priority
	Recommendation
	Complete by When?
	Who’s Responsible?

	1
	Programs 2
	
	

	2
	Programs 7
	
	

	3
	Programs 5 and 6
	
	

	4
	Promotion 6
	
	

	5
	Promotion 3
	
	

	6
	Financing 2
	
	

	7
	Financing 3
	
	

	8
	Programs 11
	
	

	9
	Financing 4 and 5
	
	

	10
	Programs 1, 3 and 8
	
	

	11
	Programs 7
	
	

	12
	Financing 6
	
	

	13
	Promotion 1, 2, 5 and 8
	
	

	14
	Promotion 9
	
	

	15
	Programs 4
	
	

	16
	Promotion 4
	
	

	17
	Programs 16
	
	

	18
	Programs 12 and 14
	
	

	19
	Financing 1
	
	

	20
	Programs 9
	
	

	21
	Programs 10
	
	

	22
	Programs 13
	
	

	23
	Programs 15
	
	

	24
	Promotion 7
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