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“To be a network of high-quality facilities that offer diverse and accessible programs and services
for personal growth, health, learning and fun that enhances the quality of life in our communities.”

— Mayor Stephanie Rawlings-Blake’s Recreation Task Force Members Vision Statement
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I. INTRODUCTION

The Baltimore City Department of Recreation and Parks (the “Department”) currently operates 55
recreation centers across the City. The majority of centers were constructed in the late 1960s and the
early 1970s, when the city’s population was nearly double its current population. Now, more than 40
years later, many centers are in need of substantial capital repairs and are obsolete for providing today’s
recreational services which have changed significantly over the last five decades. Concerns were raised
about the condition of recreation centers, staffing levels, programmatic needs and future funding. As a
result, in July 2010, Mayor Stephanie Rawlings-Blake convened a Mayor’s Recreation Center Task Force
to address these issues.

Il. RECREATION CENTER TASK FORCE SUMMARY
A. The Task Force Objectives

1.) Develop a broad vision for Baltimore City’s recreation center network that reflects the current
needs of the community;
2.) Establish criteria for a “model” recreation center based on current national best practices,
including size, staffing levels and programmatic considerations;
3.) Develop a “report card” for the Department to assess existing recreation centers as compared
to model recreation center criteria,;
4.) Determine short-term and long-term goals to implement the Task Force’s vision.

B. Task Force Report Summary
The Task Force issued a final report based on the objectives listed above. The Report included the
following main components:

1. Vision Statement Prepared By the Task Force
To be a network of high-quality facilities that offer diverse and accessible programs and services
for personal growth, health, learning, and fun that enhances the quality of life in our communities.

2. Model Recreation Center Criteria

The Task Force recommended existing recreation centers transition into larger “community centers”
that offer a variety of uses for a broader audience while continuing to focus primarily on youth. The
Task Force recommended that while each center must reflect the unique needs of the community
it serves, community centers should be approximately 15,000 square feet in size, provide flexible
programming space, be ADA accessible and serve a wide constituency. The Task Force emphasized
quality over quantity in developing a network of community centers.

3. Report Card

The Task Force developed a “report card” for the Department to use in assessing all existing recreation
centers. The report card consisted of three areas: 1.) Building Systems (interior and exterior structure
of the building); 2.) Building Function (interior space utilizations, outdoor space, storage, and multi-
purpose rooms); and 3.) Building Operations (staffing, program flexibility, neighborhood needs,
walkability and transit options).

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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4. Short-Term and Long-Term Goals

Short-Term Goal: Over the next two years, stabilize recreation facilities and move them toward safer,
more encompassing community centers with expanded services available through partnerships
based upon financial realities.

Long-Term Goal: The Department will have a network of community centers supported by a
comprehensive plan that includes a capital plan and a financial plan.

lll. RECREATION AND PARKS PLAN FOR A NEW COMMUNITY CENTER NETWORK AND IMPROVING
RECREATIONAL OPPORTUNITIES

Based on the Task Force findings and recommendations, the Department developed a comprehensive
Plan for a New Community Center Network and Improving Recreational Opportunities (the “Plan”). This
Plan sets forth a series of strategies and steps to improve recreational opportunities to serve a broader
community with a focus on youth and maximize City resources. This forward-looking plan, based on
professional standards, will create a network of high-quality community centers and sustainable recreation
services for Baltimore City.

A. Components of the Plan

The Plan consists of six key strategies:

1.) Construct new community centers (including substantial renovatation);
2.) Transform 10 existing recreation centers into new community centers;
3.) Upgrade remaining recreation centers;

4.) Implement charter center, collaboration and partnership programs;

5.) Provide afterschool recreation programs;

6.) Invest operational savings into recreation facilities;

B. Strategy Summaries

Strategy #1 — Construct New Community Centers (including substantial renovation)

Based on the Task Force’s recommendations, the Department is implementing a comprehensive
approach to recreational activities and programming by creating “community centers,” which will
have a larger footprint, additional staff, expanded hours of operation, and increased programming
options to better serve a broader community.

The new community centers are based on the Task Force’s model center criteria, which includes a
minimum of 15,000 square feet of building space; a staffing model consisting of four to six full-time
staff and two to four part-time staff; operational hours from 8 a.m. to 9 p.m. during the week and on
Saturdays from 8 a.m. to 5 p.m.; and programming based on the needs of the communities it serves.
Currently, all City recreation centers are closed on weekends (see Appendix C).

Four new or substantially renovated community centers will be constructed within the next 1-4 years:

= Morrell Park

= Rita Church (Clifton Park)

= Virginia Baker (Patterson Park)
= Cherry Hill

All facilities will incorporate new standards for size, amenities and programming from the Mayor’s
Recreation Center Task Force. All facilities will be in compliance with the latest ADA standards and
incorporate “green” and environmentally friendly building components, including a geothermal
heating and cooling system and a green roof. All facilities will be secured with card reader access
and security cameras.

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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The Rita Church Community Center (Clifton Park), located at 2101 Saint Lo Dr., will incorporate both
renovation and new construction. This new community center will enclose and convert an existing
historic pavilion above the recently renovated pool bathhouse. The project will be constructed in
two phases. The first phase, to be completed by September 2012, will add locker rooms, an elevator
and mechanical rooms on the lower level. The second level of the building will house a lounge
space, computer lab, kitchen, craft room, multipurpose room, game room and office space. The
second phase, currently in design, will add 11,500 square feet and include a gymnasium, restrooms
and concession space. This project broke ground on July 13, 2011, and is expected to be completed
by mid-September 2012.

The Morrell Park Community Center will be located at 2651 Tolley St. The center will be newly
constructed and approximately 17,000 square feet. The two-story building will house active uses on
the first floor, including a gymnasium, locker rooms, and four activity/exercise rooms. A second level
mezzanine has a reception area, office, computer lab, activity room, community meeting space
with adjacent kitchen, restrooms, storage space and outdoor deck. This project broke ground on
July 23, 2011, and is expected to be completed by October 2012.

The Cherry Hill Community Center will be located on the 800 block of Roundview Road adjacent to
two public schools: Cherry Hill Elementary/Middle School (#159) and Patapsco Elementary/Middle
School (#163). The center will be new construction. Currently in the initial stage, the center design
and programming will be developed in consultation with the surrounding community. The center
will be approximately 15,000-20,000 square feet.

The existing Virginia Baker/ Patterson Park Community Center located at 2604 East Baltimore St., will

be expanded from 12,200 to 18-20,000 square feet, adding to the center classrooms and recreational
spaces and provide programming for all ages with an emphasis on youth programs and activities.

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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Appendix A entitled, “New and Expanded Community Centers”, shows the locations of the new
community centers as indicated by the red stars. These centers are also shown with a three-quarters-
mile service radius, given they will attract users from multiple nearby communities. All of the newly
constructed community centers are free-standing, meaning they are not attached to public schools.
These four new community centers will be operated and funded by the Department of Recreation
and Parks. The construction cost for the new facilities is estimated at a total of $14.8 million.

Strategy #2 — Transform Existing Recreation Centers into New Community Centers
In addition to building four new community centers, the Department will prioritize the use of existing

Baltimore City Capital Improvement Program (CIP) funds and Public Open Space (POS) funds to
expand up to 10 existing recreation centers to a community center model. These centers will be
increased in size to meet the Task Force criteria and be made compliant with ADA accessibility
requirements. The Department estimates the total capital cost to be approximately $8,450,000
to transform the 10 recreation centers into community centers. This estimate is based on a new
construction cost of $250 per square foot multiplied by the additional square footage needed for
each center to achieve a minimum of 15,000 square feet in size (approximately 29,994 square feet
of total new space). Capital costs will vary from center to center as will the total amount of new
space needed (see Table 1: List of Recreation Centers to Be Transformed Into Community Centers).

Appendix A, entitled “New and Expanded Community Centers”, shows the locations of the potential
expanded community centers as indicated by the red stars. These centers are also shown with a
three-quarter-mile service radius given they will attract users from multiple nearby communities. Of
the 10 potential newly expanded community centers, five are free-standing and five are attached
to public schoals.

Table 1: List of Recreation Centers to Be Transformed Into Community Centers

Existing Recreation Center Existing Square Feet (SF) Additional New Square New Construction cost
Footage required to reach based on $250 per SF
15,000 SF

Bentalou 7,633 7,667 $1,841,750
C.C. Jackson 9,792 5,208 $1,302,000
Cahill 11,894 3,106 $ 776,500
Chick Webb? 18,100 N/A $ 125,000
Edgewood-Lyndhurst 12,573 2,427 $ 606,750
Farring-Baybrook 10,800 4,200 $1,050,000
Herring Run 13,290 1,710 $ 427,500
Madison Square? 20,645 N/A $ 125,000
Northwood 9,318 5,682 $1,420,500
Robert C. Marshall 11,900 3,100 $ 775,000
Total 125,945 33,100 $8,450,000

These center locations and available funds are subject to change.
2 = Indicates renovations only.

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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In addition to the capital improvements, the Department will also increase operational funding
to increase staffing levels and hours of operation at each community center. Staff levels will be
increased from approximately one to four staff to four to six full-time and one to two part-time staff
(based upon seasonal demand). Hours will be increased during the week from 1 -9 p.m.to 8 a.m. -
9 p.m. and will also include new Saturday hours from 8 a.m. - 4 p.m. These centers will see an overall
increase of 33 operational hours per week.

These community centers will be operated and funded by the Department of Recreation and Parks.
The increase in staffing will be accomplished by redistributing staff from recreation centers operated
through Charter, Collaboration, and Partnership programs (see Strategy #4 for full details). The
Department will also redirect eight staff members who currently serve as both Area Managers and
Center Directors to be solely focused on area management to allow for multiple center oversight
for both the new and expanded community centers and the remaining recreation centers. Area
mangers will also increase community outreach efforts as part of their daily responsibilities (see
Appendix D).

Strategy #3 — Increase Staffing Levels and Operating Hours at 16 Existing Recreation Centers

The Department will increase staff levels and operating hours at 16 existing centers. These centers
are in addition to the four new community centers listed under Strategy #1 and the 10 expanded
community centers listed under Strategy #2. In total, the Department plans to fund and operate a
total of 30 centers — all of which will be improved from today’s standards. The remaining centers will
be operated through charter, collaboration or partnership programs (see Strategy #4).

At these 16 centers, staffing will be increased from approximately one to four staff to three to five full-
time and three to four part-time staff (based upon seasonal demand). The Department anticipates
allocating approximately $30,000 more in funding per center to increased staff and increase hours.
Hours will be increased during the week from 1 -9 p.m. to 8 a.m. - 9 p.m. In certain cases, seasonal
Saturday hours may also be added. These centers will see an overall increase of 20 operational
hours (or more) per week (see Appendix D).

The Department will also make necessary site improvements and building repairs. These capital
improvements are anticipated to average $40,000 per recreation center for a total of $640,000.
These 16 recreation centers will be determined based upon the results of Strategy #4 — Implement
Charter, Collaboration and Partnership Programs.

Strategy #4 — Implement Charter, Collaboration and Partnership Programs

The Department will seek to implement Charter Center, Collaboration and Partnership Programs at
up to 31 existing recreation centers. Six of these centers will be eligible to become “Charter Centers,”
which will receive initial operating funds ranging from $50,000 to $100,000 from the Department for
the first year. Charter Centers will provide community-based recreational services. Collaboration
and Partnership programs will offer non-profit, community-based, and governmental organizations
opportunities to provide recreational or other community programming at existing recreation
centers. The Department anticipates issuing a Request for Proposals (RFP) in August 2011 with details
and submission requirements for all programs.

* Summary of the Charter Center Program

Based on the concepts of charter schools and recreation councils, the Department is creating a
Charter Center Program that will enable interested groups to operate existing City recreation centers.
Organizations will enter in a Memorandum of Understanding (MOU) or Operating Agreement with the
City, through the Department, and subject to the approval by the Baltimore City Board of Estimates
(BOE). The Department would conduct regular reviews of Charter Center activities and issue an annual
report for each Charter Center.

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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Charter Centers will be divided into two categories: Tiers 1 and 2. The tiers are based on the center size,
the partner capacity, level of City funding, and Department requirements for operation. The Department
will fund up to two Tier 1 Centers and up to four Tier 2 Centers annually at an amount up to $100,000 and
$50,000, respectively. Funds will be provided on a one for one matching basis. Tiers 1 and 2 are outlined
in Table 1: Summary of Charter Center Types, below:

Table 2: Summary of Charter Center Types

Charter Center Types Tier 1 Tier 2
(up to 2 funded initially) (up to 4 funded initially)
Funding Up to $100,000 in annual matching funds | Up to $50,000 in annual matching funds
(requires 100% match by partner) (requires 100% match by partner)
Size 7,000 square feet or more Less than 7,000 square feet
Programming = Programming must be recreational. = Programming must be recreational.
= Partners must provide after school = Partners must provide after school
programs. programs.
= Partners must provide evening = Partners must provide evening
programs. programs.
= Partners must provide one weekend = Weekend activities are not mandatory,
day of limited programming. but encouraged.
Hours 45-50 hours per week year round 35-45 hours per week year round

* Summary of the Collaboration and Partnership Programs

The Collaboration and Partnership Programs are designed to utilize existing recreation centers that are no
longer operated by the Department by engaging non-profits, City agencies and the Baltimore City Public
Schools (BCPS). The Department has received interest from City agencies, including the Mayor’s Office
of Employment Development, Baltimore City Department of Social Services, and Baltimore City Health
Department, to utilize obsolete centers for office and programming needs. BCPS is interested in using
recreation centers attached to public schools for additional classroom and educational space.

Non-profits and community-based service providers whose missions may not be not focused on
recreational or youth services, but align with community needs, are also encouraged to submit proposals
in response to the Department’s RFP for the use of certain recreation centers. Through Collaboration
and Partnership Programs, the City will be able to better utilize its resources to maximize City services and
provide community resources.

Strategy #5 — Operate Afterschool Programs

The Department is committed to providing recreation opportunities to every community. In cases where
the Department cannot operate an existing recreation center and a partnership or management option
is not feasible, the Department will provide afterschool programming at a public school or other public
facility in the community. The afterschool program provides families with recreational experiences for
elementary school-age children (5-11 years old) in a supervised, fun environment. Daily and weekly
scheduled activities include nutrition and physical fitness, arts and crafts, music and drama, games,
special events, homework assistance, and a nutritional afternoon snack. These programs will use a 15:1
ratio for participants to staff to meet best practices. A budget for afterschool programs is provided in
Appendix B.

Strateqy #6 — Use Operational Savings to Upgrade Recreation Centers

By implementing Strategies #1 through #5, the Department anticipates saving between $300,000
and $400,000 in annual operating funds. The Department will allocate these savings toward capital
improvements and repairs needed at the 16 recreation centers described in Strategy #3.

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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Plan Implementation Timeline

Timeline Activity Description

Strategy #1 August 2011 - September 2011 = Commence construction on Rita
Church and Morrell Park Community
Centers. Continue design documents for
Virginia Baker and Cherry Hill Community
Centers.

Strategy #2 August 2011 - December 2011 = |dentify required capital improvements
for 10 recreations centers.

= |dentify funds for capital improvements
and create a schedule for construction.

Strategy #3 December 2011 - July 2012 = Based upon the result of the Request
for Proposals, create a plan to enhance
up to 16 existing recreations with an
increase in staff levels and operating
hours.

Strategy #4 August 2011-December 2011 = Issue Request for Proposals (RFP) for
Charter Center, Collaboration & Partner-
ship programs.

= Make selections and work to execute
Agreements with non-City partners.

Strategy #5 July 2012 - Ongoing = In areas where existing recreation cen-
ter change to a non-recreational use,
the Department will operate afterschool
recreational programming.

Strategy #6 July 2013 - July 2015 = After implementation of Strategies 1-5,
the Department will invest annual opera-
tional savings into 16 recreation center
by making capital improvements and
enhancements.

CONCLUSION

The Department is committed to having a high-quality and sustainable system of recreation and
community centers to serve the citizens of Baltimore City. The challenge at hand cannot be solved
overnight, as there is not a single solution. The multi-strategy approach set forth in this Plan is a solid step in
the right direction. Still, it will take innovation, leadership and a strong commitment from the Department
to overcome the years of deferred maintenance and lack of adequate resources that have existed in
the past. The vision and goals outlined in this Plan are achievable with help from community partners.
The Department is eager to usher in a new era of community and recreation centers for the citizens of
Baltimore City.

APPENDIX

A - New and Expanded Potential Centers for Charters, Collaborations and Partnerships
B - Afterschool Models

C - Recreation Centers Current Facility Staffing Charts

D - Center Staffing Models

Download Full Task Force Report at www.baltimorecity.gov/recnparks



A

} TASK FORCE REPORT FOR RECREATION CENTERS

BALTIMORE CITY

RECREATION & PARKS

APPENDIX A

NEW AND EXPANDED POTENTIAL CENTERS FOR CHARTERS, COLLABORATIONS AND PARTNERSHIPS
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APPENDIX B

AFTERSCHOOL MODEL ATTACHED WING (STAFFING RATIO 15:1)

AFTERSCHOOL MODEL SCHOOL WING (STAFFING RATIO 15:1)

Coordinator $12.50 hourly (4.5 hours x 5 days x 36 weeks) $10,125
Rec Leader $9.50 hourly (4.5 hours x 5 days x 36 weeks) $7,695
PERSONNEL COST $17,820

SUPPLIES / OPERATIONAL COSTS

Arts and Crafts $500
Sports equipment $1,500
Custodial supplies $600
Maintenance of phone $800
Medical supplies $250
Office supplies $1,500
Tables and chairs $500

Utilities and maintenance
OPERATIONAL COST $5,650

Total Personnel and Operational Costs $23,470

AFTERSCHOOL MODEL FREE-STANDING (STAFFING RATIO 15:1)

Coordinator $12.50 hourly (4.5 hours x 5 days x 36 weeks) $10,125.00
Rec Leader $9.50 hourly (4.5 hours x 5 days x 36 weeks) $7,695.00
PERSONNEL COST $17,820.00

Supplies /Operational Costs

Arts and crafts $500.00
Sports equipment $1,500.00
Custodial supplies $600.00
Maintenance of phone $800.00
Medical supplies $250.00
Office supplies $1,500.00
Tables and chairs $500.00
Utilities and Maintenance $5,000.00
OPERATIONAL COST $10,650.00
Total Personnel and Operational Costs $28,470.00

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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APPENDIX C
RECREATION CENTERS CURRENT FACILITY STAFFING
Full-Time Staff
2 Centers, 3.6%
Murmber af
Full-Time
15 Centers, a
27.3%
1
/// .2
Part-Time Staff
6 Centers,
10.9%
Number of
13 Centers, Fart-Time
23.6% Staff
0-1
2-3
29 Centers,
52.7% m4-5
m More than 5

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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APPENDIX D

STAFFING MODELS

NEW COMMUNITY | | BUDGET SALARY
CENTER STAFFING NUMBER OF POSITIONS WITH BENEFITS AND FICA
Center Director 1 $65,397
Assistant Center Director 1 $55,224
Recreation Leader Il 1 $46,505
Custodian 1 $26,159
Customer Service Rep. 1 $43,598
PT Program - General 1 $16,793
PT Program - Specialized 0 $0
LABOR COST $253,677
OPERATIONAL COSTS (Approximate)
Program Supplies and Equipment $6,000
Facility Charges (i.e. Utilities, Building Maintenance, Custodial Supplies) $28,841
Nondiscretionary Costs (i.e. Computers, Fax and Copier Machines, etc.) $6,000
Overtime/Compensatory Time $1,000
TOTAL COST (Labor + Ops) $295,518
NEW RECREATION | BUDGET SALARY
CENTER STAFFING NUMBER OF POSITIONS WITH BENEFITS AND FICA
Center Director 1 $65,397
Assistant Center Director $0
Recreation Leader Il 1 $46,505
Custodian 1 $26,159
Customer Service Rep. 1 $43,598
PT Program - General $0
PT Program - Specialized $0
OPERATIONAL COSTS (Approximate)
Program Supplies and Equipment $6,000
Facility Charges (i.e. Utilities, Building Maintenance, Custodial Supplies) $28,841
Nondiscretionary Costs (i.e. Computers, Fax and Copier Machines, etc.) $6,000
Overtime/Compensatory Time $2,000

CURRENT RECREATION
CENTER STAFFING

| BUDGET SALARY

NUMBER OF POSITIONS WITH BENEFITS AND FICA

Center Director 1 $65,397
Assistant Center Director $0
Recreation Leader || 1 $46,505
Custodian 1 $26,159
Customer Service Rep. $0
PT Program - General $0
PT Program - Specialized $0
LABOR COST $138,061

OPERATIONAL COSTS (Approximate)

Program Supplies and Equipment $150
Facility Charges (i.e. Utilities, Building Maintenance, Custodial Supplies) $18,181
Nondiscretionary Costs (i.e. Computers, Fax and Copier Machines, etc.) $0
Overtime/Compensatory Time $500
TOTAL COST (Labor + Ops) $156,892

Download Full Task Force Report at www.baltimorecity.gov/recnparks
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Executive Summary

In August of 2011, Mayor Stephanie Rawlings-Blake’s Recreation Center Task Force Report
recommended a comprehensive assessment of the Baltimore City Recreation & Parks Department’s
(BCRP) programs and services. In the spring of 2014, BCRP began working with GreenPlay, LLC, to
conduct a Services Assessment process on all programs and services to determine core and duplicate
services, which services to advance or affirm in market position, and which services to consider
collaborating with others to provide or to divest.

The overall goals of the Services Assessment process
were to:

a) Train and empower staff to learn and utilize the
Services Assessment tools independently in the
future.

b) Incorporate a systematic methodology in
determining whether a new program or service
should be added and what the provision strategy
should be.

A series of four staff training workshops, two community
meetings, a Leadership Summit, meetings with the Mayor’s Office and City Council members, a Youth
Summit, and staff interviews were conducted over the course of the Services Assessment process.

A. Services Assessment Components & Time Frame

The Services Assessment process took place over a seven month period, and involved several
components:

* Project Kick Off
* Site Tours
* Leadership Team Orientation

+ Values, Vision & Mission

= Community Engagement

= Service Area Meetings

* Service Assessment Matrix Work

August -

September * Draft Presentation
* Final Presentation
2014
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Purpose of a Services Assessment

A Services Assessment is a systematic process to determine where an agency has the opportunity to
aggressively pursue a market niche, divest interest or resources, or form partnerships. A Services
Assessment is an intensive review of organizational services including activities, facilities, and public
lands. The Assessment utilizes a series of filters to determine the organization’s level of responsibility in
the provision of the service. Results of the Assessment indicate whether the service is “core to the
organization’s mission,” or if there is significant duplication of community efforts to provide a particular
service. The analysis of current resources, their allocation, and subsidy and cost recovery levels for all
organizational services typically follows this process.

Methodology

The use of the Services Assessment tool to identify core
services and potential provision strategies included a
significant number of educational workshops and required
extensive time and effort by many BCRP staff. The sessions
introduced each component of the process and engaged
internal stakeholder groups in interactive dialogue and
exercises. The process is rooted in department values, vision,
and mission statements identified and affirmed through staff
and community meetings. The Services Assessment helps to
identify data driven answers to the following questions:

e |s the agency the best or most appropriate
organization to provide the service?

e |s market competition good for the citizenry?

e |s the agency spreading its resources too thin without
the capacity to sustain core services and the system in
general?

e Are there opportunities to work with another
organization to provide services in a more efficient and
responsible manner?

B. Summary of Key Findings

In coordination with the Service Portfolio Provision Strategies analyses, the following Key Findings,
Strategies, and Actions have been identified for inclusion as a complement to the overall Services
Assessment process:
e A culture of positive change and forward momentum is visible within the Department and the
City.
e BCRP senior leadership supports and encourages positive changes.
e The Baltimore community wants BCRP to take a leadership role in safety, health, youth
development, and community building.
e Department support services are limiting programming and facility efforts, i.e., lack of
technology and public relations resources; purchasing limitations; maintenance staff shortages;
and evolving integration of capital planning, maintenance, and programming efforts.
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e City and Department leadership acknowledge that recreation and physical activity are
connected with individual and community health and wellness and the prevention of chronic
health issues such as heart disease, asthma, and obesity.

e Contract management approach needs to be evaluated for accountability; consistency with
Department mission, vision, and values; and capacity of agency/individual to operate public

facilities.

C. Strategies, Actions, and Implementation

In addition to the complete Service Portfolio (provided as an internal staff resource document), which
outlines the recommended service provision strategies for the programs and services analyzed by BCRP
staff and leadership, the following Strategies and Actions are recommended to facilitate the integration
of the Services Assessment recommendations into BCRP operations. Key to implementation: Short-Term
(Immediate), Mid-Term (1-2 years), and Long-Term (2-3 years).

Enhance and coordinate social media presence on
Facebook, Twitter, Pinterest, Instagram, videos; i.e.
match icons on website to social media sites, connect
with NBC “Shine A Light” initiative.

Strategy Actions Implementation
QUALITY FOCUS Establish performance measures for staff, programs, Short-Term
and services.
DATA DRIVEN Establish Services Assessment Tool in the Short-Term
DECISION-MAKING organization.
Consider establishing a combined marketing and Long-Term
research unit.
Conduct cost recovery exercise to supplement Services Mid-Term
Assessment data.
SUPERIOR Provide and foster high quality, professional Short-Term
LEADERSHIP leadership of park and recreation services in Baltimore
City, both internally within the Department and
externally within the community.
PROMOTE POSITIVE Institute formal multi-neighborhood outreach efforts Short-Term
CHANGE and listening sessions to share programs, volunteer
opportunities, community center/neighborhood
center plans, etc.
Short-Term
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I. Introduction

The Services Assessment process identified BCRP’s service areas, specific programs and services, and
geographically based alternative service providers throughout the City. BCRP leadership and staff were
trained in the use of the Public Sector Services Assessment Matrix (based on the MacMillan Matrix for
Competitive Analysis of Programs) which produced completed matrices for each service area in MS
Excel databases. The trainings helped BCRP staff understand each service area’s market segment and
the strength or weakness of its position within that market. These databases produced a “Service
Portfolio,” which forms a foundation for decision making regarding service provision strategies. This tool
should be considered a best practices approach to determining the delivery of programs and services,
and is intended to guide all future decision-making. It is designed to bring critical information to the
forefront allowing data-driven decision-making. This first effort was a significant undertaking to account
for and gather data for all programs and services. However, now that the foundation is laid and the
process is understood, it will only be necessary to update existing programs and services and to consider
new ones. Future Services Assessment work will be conducted in house by BCRP staff, acknowledging
that recreation and parks services are continually changing and evolving. A full description of the Public
Sector Services Assessment Tool is found in Appendix A.

A. Baltimore City Recreation & Parks Values, Vision, and Mission

The Services Assessment evaluated BCRP
services relative to the Department’s defined
Values (what is important); the Vision (future
direction) of BCRP leadership, staff, and the
community; and the existing BCRP Mission
(reason for existence). Ideally, all BCRP
services should draw a direct correlation
between the Department’s values, vision, and
mission. There should also be a clear
alignment between BCRP and community
defined values and vision and the following
Mayoral city-wide goals:

e Better Schools

e Safer Streets

e Stronger Neighborhoods

e Growing Economy

e Cleaner, Healthier City

e Innovative Government

! Alliance for Nonprofit Management
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B. Community Engagement

In order to determine a collective set of values and vision for BCRP, a number of community
engagement meetings and trainings were held with different groups during the Services Assessment
process. These meetings and trainings included:

BCRP Internal Project Team: A committed group of 27 BCRP senior leaders and staff provided
guidance throughout the Services Assessment process, participated in staff trainings and public
forums, and provided insight into Departmental operations.

City Council Invitational Meeting: On May 30" 2014, several City Councilors and their staff
attended a project briefing, participated in a visioning exercise, and provided suggestions for
community collaborations.

Public Forums (2): A total of 41 residents attended two public forums, providing input on BCRP’s
vision and values, community collaborations, and ideas for collaborative leadership. Public
Forums were held at the Rowing Club, Middle Branch Park, in Cherry Hill on May 28" and at the
Rita Church Recreation Center in Clifton Park on May 29" 2014.

Leadership Summit and Follow Up (2): Leaders from 28 non-profit, school, city, and business
organizations participated in a visioning exercise, and helped shape a model for collaborative
leadership to promote resource and information sharing. The Summit was held at the Vollmer
Center on May 29", 2014. A subsequent follow up meeting was held on June 26", 2014.

Youth Summit: Twenty-three youth and youth leaders convened to discuss their views on BCRP
recreation programs and services, and participate in a mapping exercise to explore the places
they visit for recreation and the modes of travel they use to access recreation opportunities.
The meeting was held on June 26™ 2014.

All-Staff Trainings & Workshops (4): The Services Assessment training was provided to all BCRP
staff over the course of four training and work sessions with the intent of developing an agency-
wide awareness of the value and methodology of the process and completing the Services
Assessment analysis.
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BCRP Mission
The BCRP mission articulates the Department’s “reason for existence,” and encompasses selected values
identified by the community:

“To improve the health and wellness of
Baltimore through quality recreational
programs, preserving our parks and natural

resources, and promoting fun, active
lifestyles for all ages.”

- BCRP Mission Statement

Services Assessment 7



Values

A summary of the discussion on community values and vision through the community engagement
process yielded the following collective views on the value of parks and recreation services to the
Baltimore community:

Community Values

What is the value of parks & recreation to the
community?

Creates a sense of community
Promotes cultural understanding and sensitivity

Positively impacts physical, social and
emotional health, “soul soothing”

Increases property values

Provides equitable access to green
space

Protects the environmental health of
the city

Essential to repurposing of communities &
rebuiding the city

Vision

There is clear alignment regarding the vision for parks and recreation in Baltimore between the existing
BCRP vision and the vision articulated in the public forums. The existing BCRP vision effectively
summarizes many of the viewpoints outlined in the public discussion, with the addition of “providing
safe and welcoming places for people to use,” “growing the population of the city,” and “serving as an
economic driver in the community.” While these components of the community vision are not
specifically articulated in the BCRP vision, it is acknowledged by Department leadership that these
values are important to maintain, and they align with the Mayor’s goals of health, safety, economic

vitality, and attracting 10,000 new families to Baltimore.

BCRP Vision
To build a stronger Baltimore one community at a time
through:

Conservation: Parks are critical in the role of preserving
natural resources that have real economic benefits for
communities. We are the leaders (often the only voice in
communities) for protecting open space, connecting
children to nature, and providing education and
programming that helps communities engage in
conservation practices.

HEALTH & WELLNESS

CONSERVATION
SOCIAL EQUITY
\
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Health and Wellness: BCRP leads Baltimore in improving the overall health and wellness of communities.
We are essential partners in combating some of the most complicated and expensive challenges faced
by our city — poor nutrition, hunger, obesity, and physical inactivity.

Social Equity: Universal access to public parks and recreation is a right, not just a privilege. Every day, we
are working hard to ensure that all members of our community have access to the resources and
programming we offer.

Community Vision

Community Vision

What will the community “need” from Parks and
Recreation in the future?

Create productive citizens

Support environmental health
Promote physical and mental
health

Provide safe & welcoming places
for people to use

Grow the population of the city
Serve as an economic driver in the
community

Create a stronger more vibrant
communicy

Be a leader in sustainable practices

City Wide Collaborative Vision For All Service Providers

The participants in the Leadership Summit outlined a collaborative vision, describing what a coordinated
effort toward the provision of parks and recreation services by all providers in the City would look like.
There was a clear expectation that BCRP is the logical convener of a working group to share resources
and information and develop a more holistic approach to addressing community issues.

Collaborative Vision

Transparent, empathetic, informative

Fairness among partners, break down silos
Communication - all stakeholders are aware of
what others are doing

Working Group - made up of reps of all/several

agencies; leadership from the BCRP with

annual/quarterly meetings

Technology - information hub; mapping of

assets - bus and bike routes;
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BCRP continues to move toward an emphasis on health and wellness as identified in its mission,
acknowledging the relationship between participation in recreation activities and improved health. This
trend is evident nationally and regionally in Prince George’s County.

e The U.S. Heart Association has clearly identified the issue of obesity in this country: “The U.S. is
in the grips of a full-blown obesity epidemic. In 2011, adult obesity rates grew in 16 states; in
more than two-thirds of states, obesity rates exceed 25% of all adults; and 12 states have
obesity rates greater than 30%. In light of these dire statistics, it is critical to find ways to
increase physical activity opportunities in the places where people live, work, learn and play,
making the healthy choice the easy choice. However, nearly 50% of U.S. adults and 65% of
adolescents do not currently get the recommended amount of physical activity each day.”

e Regionally, the Maryland National Capital Park and Planning Commission (M-NCPPC) and
Washington, D.C. Recreation and Parks have made a commitment to design programs and
services with a health focus in response to County health data related to overweight and
obesity, as summarized in M-NCPPC’s Formula 2040 report:

=  “Health and Wellness: Performance indicators could include percentage of adult obesity
relative to national average, and percentage of program descriptions that include
developmental asset benefits. Prince George’s County ranks significantly higher than the
Maryland average for many rates of mortality, morbidity, and prevalence of chronic
diseases.”

Sixty-nine percent (69%) of County residents are overweight or obese, with 48% of children being
overweight or obese. Prince George’s County has the second highest adjusted death rate from heart
disease in Maryland (280.4 per 100,000), while the state average is 252.8. In the area of health and
wellness, DPR will promote a wellness ethic. We want our facilities and programs to have wellness
components that will contribute to the physical and mental health of our patrons and to the
environmental health of communities. From a programmatic perspective, mental health relates to the
level of social connectivity discussed above.
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Il. Trends in Recreation Programming and Facilities

As BCRP is evolving its community center
approach from smaller, older, department-
run facilities to fewer large, high quality
facilities supplemented by renovated
smaller centers and school based centers,
information on national trends in
programming and facility development is
an important consideration. Evaluation
criteria in planning, designing, siting,
staffing, programming, and operating the
new BCRP system of community centers is
informed by national and regional trends.
Programming drives effective and
successful facility development. Relevant
trend information is summarized below.

One of the most common concerns in the recreation industry is creating innovative programming to
draw participants into facilities and services. Once in, participants recognize that the benefits are
endless. According to Recreation Management magazine’s “2013 State of the Industry Report,” > a
survey of more than 2,200 recreation, sports, and fitness professionals, the most popular programs
offered by survey respondents are as follows (Table 1).

Table 1: Recreation Program Popularity

Holiday Events and Other Special Events 64.2%
Fitness Programs 61.4%
Educational Programs 58.9%
Day Camps and Summer Camps 55.2%
Youth Sports Teams 54.3%
Sports Tournaments and Races 49.2%
Mind-Body/Balance Programs 49.1%
Swimming Programming (Teams and Lessons) 48.5%
Adult Sports Teams 47.8%
Sports Training 44.1%
Arts and Crafts 42.7%
Programs for Active Older Adults 40.9%

2 Emily Tipping, “2013 State of the Industry Report, Trends in Parks and Recreation,” Recreation Management, June 2013.
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The report also suggested slightly more than three in ten (30.2%) respondents indicated that they are
planning to add additional programs at their facilities over the next three years. The most common
types of programming they are planning to add include:

Educational programs (up from #5 on 2012 survey)

Fitness programs (up from #3)

Mind-body/balance programs — yoga, tai chi, Pilates, or martial arts (up from #6)
Day camps and summer camps (up from #10)

Holiday events and other special events (up from #7)

Environmental education (down from #1)

Teen programming (down from #2)

Active older adults programming (down from #4)

Sports tournaments or races (not on the 2012 survey)

Sport training (not on the 2012 Survey)

In 2013, adult sports teams and performing arts dropped off the top 10 list for new programming.

In addition, the American Academy of Sports Medicine, (ACSM) released an article entitled, “ACSM
Predicts Fitness Trends for 2011.” * It ranks senior fitness programs first among the list of most popular
fitness trends in 2011. Whether it’s Silver Sneakers, a freestyle low-impact cardio class, or water
aerobics, more and more people are realizing the many benefits of staying active throughout life.
According to the National Sporting Goods Association, popular senior programming trends include
hiking, birding, and swimming.

Finally, the Outdoor Foundation compiled a report in 2010 which examined youth and young adult
participation in the outdoors between the ages of 6 and 24 years. The findings showed that running,
fishing, camping, hiking, and bicycling are the most popular outdoor activities among youth, but that
youth participation in the outdoors has been declining.

3 ACSM Predicts Fitness Trends for 2011,” Examiner.com, http://www.examiner.com/article/
acsm-predicts-fitness-trends-for-2011, Accessed November 24, 2012.
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l1l. Identifying Core Services and Service Provision
Strategies

Based on the MacMillan Matrix for Competitive Analysis of Programs, the Public Sector Services
Assessment Matrix (Figure 1) is a valuable tool that is specifically adapted to help public agencies assess
their services. The MacMillan Matrix realized significant success in the non-profit environment and has
led to application in the public sector. The Matrix is based on the assumption that duplication of existing
comparable services (unnecessary competition) among public and non-profit organizations can fragment
limited resources available, such that no provider has sufficient resources to increase the quality and
cost-effectiveness of customer services.

Figure 1: The Public Sector Services Assessment Matrix

Financial Capacity Financial Capacity

Services
Assessment
Matrix

Economically Viable Not Economically Viable

Alternative Alternative Alternative Alternative
Coverage Coverage Coverage Coverage

©2009 GreenPlay LLC High Low High Low

and GP RED

Strong A..ffirm Advance
Market Mafk_et M ar!(_.et
Fosition Position

1 2 5

Complementary
Development

“Core Service’
Position
Good Fit
Invest, 3 y
Weak Divest Collaborate or Collaborate Collaborate or

Market Divest or Divest Divest
Position

The Matrix assumes that trying to be all things to all people can result in mediocre or low-quality service.
Instead, agencies should focus on delivering higher-quality service in a more focused (and perhaps
limited) way. The Matrix helps organizations think about some very pragmatic questions.
e Isthe agency the best or most appropriate organization to provide the service?
e s market competition good for the citizenry?
e Is the agency spreading its resources too thin without the capacity to sustain core
services and the system in general?
e Are there opportunities to work with another organization to provide services in a
more efficient and responsible manner?
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The BCRP Services Assessment process considers each service’s position in the community relative to
the market, the quantity and quality of other providers in the service area, and the economic viability of
the service. The results indicate whether a service is core to the agency’s values and vision, and
recommends strategies for providing services that can include, but are not limited to:

e |nvestment in service

e Divestment of service

e Collaboration with other providers

e Complementary service provision

e Advancing or affirming market position

It is important to note that the Services Assessment tool is designed to be used sustainably by BCRP staff
to provide a continual assessment of programs and services. As new opportunities for collaboration and
service provision emerge, either from internal or external demands, the Services Assessment process
can be used to determine the appropriate provision strategy.

A. BCRP Service Categories Defined

Service Categories and sub categories of service were identified in consultation with the BCRP
leadership team for detailed evaluation using the Matrix to result in a Services Portfolio. Each service
category can be considered its own business division within the agency, coordinated by a staffed BCRP
Service Area which oversees programming, budget, maintenance, and internal and external
collaborations. The Service Categories provide a holistic view of BCRP programs and services, and when
evaluated with the Services Assessment process, duplication and potential opportunities for
coordination and efficiencies are identified.

Staffed BCRP Service Areas Defined for the Services Assessment:
e Aquatics
e Carrie Murray Nature Center
e Community Centers
e Forestry
e Horticulture
e Maintenance
e Mimi DiPietro Skating Facility
e Mt. Pleasant Ice Arena
e Qutdoor Programs
e Permits, Partnerships, and Special Events
e Seniors
e Therapeutic Recreation
e Volunteers
e Youth and Adult Sports
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BCRP Service Categories Defined for the Service Assessment:

1. Fitness and Wellness

Group recreational and/or instructional programs, classes, workshops, and clinics that are fitness or
wellness oriented in nature, for all ages together, such as family activities; for a specific age such as
tots, youth, adults, or seniors; or those activities with no age specifications, including educational
classes operated, taught, or managed by BCRP through contract or staff; no pre-requisite for
attendance.

2. Active Older Adults

Group recreational and/or instructional programs and activities for seniors including educational
classes and athletics operated, taught, or managed by BCRP through contract or staff; no pre-
requisite for attendance. Seniors can be considered a target market (age) for many types of services
that fit in other categories.

3. Arts and Culture

Group recreational and/or instructional programs, classes, workshops, and clinics that are arts-
oriented or cultural in nature, for all ages together, such as family activities; for a specific age such as
tots, youth, adults, or seniors; or those activities with no age specifications, including educational
classes operated, taught, or managed by BCRP through contract or staff; no pre-requisite for
attendance.

4. Social Enrichment

Group recreational and/or instructional programs, classes, workshops, and clinics for all ages
together that provide social enrichment, such as family activities, clubs, or groups; for a specific age
such as tots, youth, adults, or seniors; or those activities with no age specifications, including
educational classes operated, taught, or managed by BCRP through contract or staff; no pre-
requisite for attendance.

Instructional classes, clinics, or leagues (scheduled series of games) or events/contests for
participants of multi-skill-levels and various age groups that are organized and/or managed by BCRP,
may or may not be officiated and/or judged, and may or may not be scored, providing an experience
for participants with the intent to learn a skill, play a game/match-format, or to compete on a
recreational level.

6. Outdoor

Group recreational and/or instructional programs, classes, clinics, and workshops that are outdoors
in nature, with an emphasis on movement, for all ages together, such as family activities like fishing,
which align with the Mayor’s goal for a fishable Harbor by 2020; for a specific age such as tots,
youth, adults, or seniors; or those activities with no age specifications, operated, taught, or managed
by BCRP through contract or staff; no pre-requisite for attendance.

Group recreational and/or instructional programs, classes, clinics, and workshops, with an emphasis
on environmental stewardship, for all ages together, such as family activities; for a specific age such
as tots, youth, adults, or seniors; or those activities with no age specifications, including educational
classes, operated, taught, or managed by BCRP through contract or staff; no pre-requisite for
attendance.
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8. Aquatics

Aquatic related group recreational and/or instructional programs and activities for all ages together,
such as family activities; for a specific age such as tots, youth, or adults; or those activities with no
age specifications, including educational classes, operated, taught, or managed by BCRP through
contract or staff; no pre-requisite for attendance.

Licensed and non-licensed recreational and child care camps, school break programs, and after
school programs with a social, child care, and/or recreational focus which may include field trips,
rather than specific instructional or skills programs (various activities focused on youth
development). Programs include camps (aka CAMP BALTIMORE), Swimming, RecEco and Nature,
RecSports, Games and Challenging activities, Arts and Crafts, Computer Skill; Exercise and Fitness;
Dance and Performing Arts; and more, as well as The LEARNING ACADEMY (homework space, time,
resources, and assistance for completion). Licensed programs and camps are regulated by the State
of Maryland.

10. Trips/Outings (specific trip, not part of camp or after school)

Day, overnight, and extended trips that provide opportunities for participants to visit selected
destinations.

11. Specialized Events Requiring Registration

Targeted annual, individualized activities and events requiring registration that are typically offered
on a one-time or limited basis (examples: School Group Field Trips, Scouting Badge Programs, Dog
Swims).

12. Community-wide Events

Community-wide events typically offered on an annual basis that do not require registration.

13. Organized Parties/Events

Includes a rental of space as well as an organized and monitored activity by staff; may or may not
include food, cake, entertainment, and favors (examples: swim birthday parties, nature center
birthday parties, receptions, etc.).

14. Equipment Rental (including bus rental, lights, etc.)

Various BCRP-owned equipment available to users which may or may not include supervision,
instruction, driving, or other guidance by BCRP staff (examples: banquet chairs/tables, audio/video
equipment, driving range balls, pedal boats, kayaks, rowboats, sports equipment, bleachers, stage,
inflatables and festival packages, Retro Games, Climbing Tower, buses and other mobile recreation,
Star Lab, lockers, portable toilets, etc.).

15. Facility Rentals/Exclusive Use Private/Non-Profit OR Partner

Rentals for exclusive use of spaces and facilities on a one-time or one season basis by an individual,
group, or business (examples: room, sports field, tennis court permit, shelter permit, facility rental,
community garden plot, pools, outside leagues, etc.).

Rentals — Private/Non-Profit — Rentals for exclusive use of spaces and facilities on a one-time or
one-season basis by a private individual, group, or for-profit business, a 501 (c)(3) or (c)(4) non-profit
agency.

Rentals — Partner — Exclusive use of spaces and facilities on a one-time or on-going basis to groups
identified as having aligned interest with BCRP, fulfills a core service in lieu of the agency, and are of
interest to the community at large (examples: Volunteer Association, 4-H, Boys and Girls Clubs,
YMCA, etc., or other government departments or groups - for city meetings/trainings, etc.). These
groups have a formal written agreement with BCRP.

16 Baltimore City Recreation and Parks Department



16. Long-Term Leases

Rentals for exclusive use of spaces and facilities for ongoing or multiple time-periods by a private
individual, group, non-profit, or for-profit business (examples: agricultural leases, federally
mandated communication leases and easements, surplus property leases, cell towers,
concessionaires at venues for rentals of sporting equipment, riding stables, residential property
leases, office space, oil, gas and mineral rights, etc.).

17. Concessions/Vending/Banquet/Merchandise for Resale

Food and beverage sold for individual use or consumption. Merchandise sold for individual or team
use (examples: firewood, golf balls, apparel, logo clothing, memorial bricks and benches, bait and
tackle, dog accessories and bones, ice, etc.). May be provided by BCRP or may be provided by long or
short-term lease or rental agreement with a vendor.

18. Open Park/Facility Usage

Drop-in use of a park/facility/activity that is non-registered and non-instructed, and is unguided by
BCRP staff/volunteer supervision (examples: trail use, playgrounds, fishing, geocaching, unmonitored
lake access, disc golf, dog parks, garden, etc.). All costs associated with the operations, management,
maintenance of assets, structures, historic and cultural amenities, developed and undeveloped
natural environments, and stewardship activities done or managed by BCRP are captured here,
including stewardship activities conducted by BCRP staff with citizen/volunteer participation which
provide ecosystem benefits (examples: protecting water quality, conservation programs, nest box
monitoring, extension services, wildlife management, invasive controls, etc.).

Restricted drop-in use of a park/facility/activity that is non-registered and non-instructed, and is
monitored by BCRP staff/volunteer supervision (examples: lap swimming and open/family swim,
nature center, BMX open riding, etc.). All costs associated with the operations, management, and
maintenance of assets, structures, historic and cultural amenities, developed and undeveloped
natural environments, and stewardship activities done or managed by BCRP are captured here.

20. Contracted Professional Services

Facility and program management, staffing, or scheduling services provided by BCRP through
contract to outside groups or other agencies (examples: lifeguarding for others, scheduling or
maintaining/operating others fields/properties, executive-on-loan, consultation services, support
services to other agencies or departments, etc.).

21. Application/Permitted Services

Non-rental permitted services by BCRP for filming/photography rights, parking, concession/vending
cart operations, food trucks, dead wood/tree removal, special events by others, geocaching, etc.
These are not permits/apps that the city seeks and holds, they are permits/apps that the city grants
to others.

22. Volunteer Programs

Management of opportunities for individuals or groups to donate their time and effort to a
structured or scheduled experience (examples: adopt-a-natural area, adopt-a-field/park, adopt-a-
garden, gatekeepers, trail maintenance, track maintenance, program volunteer, clean-up days,
campground host, master gardener, special events, special projects, interpreter, docent, etc.).

23. Work Study/Internship/Community Service Programs

Services that support educational, service, repayment, and/or other requirements.
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24. Inclusion Services

Provides for universal accommodation and programs to any agency activity, park, and/or facility
providing leisure opportunities to people with disabilities. Inclusion services are intended to comply
with the Americans with Disabilities Act (ADA federal mandate). Integrates persons with disabilities
into regular programs and services, through service to provide accommodations for that to be
possible.

Inclusion/Disability Services and Activities — We welcome people with special needs. Centers that are
ADA compliant are expected to incorporate special populations into each activity where there is a
request and to make reasonable accommodations.

25. Therapeutic/Adaptive/Special Recreation Services

Specialized leisure opportunities for people with disabilities designed and managed to be specific to
the physical, cognitive, social, and affective needs of these populations. These are not unified
programs, nor are there reasonable accommodations required as inclusionary services (examples are:
adaptive sports, adaptive events, adaptive socials, adaptive outreach, etc.).

26. Support Services

Services and facilities that are provided by the staff and volunteers that support administration
and/or general operations that are not allocated as direct expenses (examples: park planning,
information technology, finance and accounting services, human resources, department-wide
marketing, internal trainings, county service allocations, risk management services, directors offices,
etc.).

B. Services Assessment Preparation Exercise

In preparation for applying the Matrix questions to each service, BCRP staff completed a comprehensive
Services Assessment exercise to understand the following information about each program or service, at
each location within the Service Area:

e City Location (SE, W, E, NE, SW, NW)

e Catchment Service Area (e.g., 3/4 mile, 3 miles)

e Target Market by Age, Gender, Skill, Geography (e.g., 12-18 year old males, competitive, city-

wide)

e Current Number Served

e Duplication of Service with Alternative Providers

e Wait List Counts, Cancellation Rate

e Number of Sessions Offered/Year

e What Sets The Agency Apart in Providing the Service

e Partner/Alternate Service Strategy

Following this exercise, the staff evaluated each service through the Matrix. For the purposes of the

Matrix exercise, Community Center Area Managers collaborated on completing the Matrix questions,
and the remaining service areas scored programs and services independently.
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For future updates, it is recommended that every recreation center complete the Matrix to evaluate its
individual programs and services to more fully respond to their individual locations in the city and
reflect differing provision of recreation services by alternative providers. With the ability of RecPro
software data collection and reporting, and with staff trained in implementing the Matrix questions,
Area Managers and Center Directors can work together to assess their individual programs and services.
One advantage of this approach is that the resulting information can be used as a management decision-
making tool at the individual center level, as well as connecting it with the entire community center
system data and findings.

C. Service Portfolio Development

The recommended policy regarding core services and service provision strategies is detailed in the electronic
Service Portfolio developed through this process. The portfolio summarizes the cumulative results of this
project and connects recommended provision strategies to BCRP identified values, vision, and mission. It is
recommended that a cost recovery analysis be conducted in the future to align pricing strategies with the
Service Portfolio outcomes. Conducting a cost recovery exercise has the dual outcome of optimizing revenue
generation while balancing programs and services to facilitate participation by all residents. Special
consideration in cost recovery goals may be given to demographic groups who have financial or cultural
barriers to participation such as youth, low income populations, and people with disabilities.

A sample of the BCRP Service Portfolio is provided below in Figure 2 to illustrate the Matrix process and
outcomes for service provision.
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Figure 2: BCRP Sample Service Portfolio & Service Provision Strategies

BCRP Master Service Portfolio

Fit Financial Market Alternative Provision Strategy
Capacity Position Coverage | Cell
Good |Poor | High | Low | Strong | Weak | High | Low
x x x x 1 Affirm Market Position
3 X X 3 2 Advance Market Position
x x x x 3 Divest
Category of Service X x x e
x x x x 6 Core Service
3 3 3 X 7 or Divest
x X x x 8 Collaborate or Divest

Notes

1. Fitness & Wellness

Walking Programs

Advance Market Position

nutrition

Affirm Market Position

Line dancing/folk dancing

Advance Market Position

others offer but high demand

line dancing/folk dancing - Community Centers

Divest

wheelchair fitness

Advance Market Position

aerobics/Jazzercise/fitness/Zumba/dance - TR

Advance Market Position

aerobics/Jazzercise/fitness/Zumba - Seniors

Advance Market Position

others offer but high demand

aerobics/Jazzercise/fitness/Zumba - Community Centers

Divest

aerobics/Jazzercise/fitness/Zumba - Aquatics

Affirm Market Position

Docs In The Park

Advance Market Position

yoga

Collaborate or Divest

nutrition (edible plants)
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4. Social Enrichment

Affirm Market Position

Core Service

Clubs/groups x x x x 1
Summer reading program (intergenerational) x x X X 4
Specialists leading programs at golden age clubs x x x x 6
6. Outdoor

bicycling x x x X

Advance Market Position

hiking - Carrie Murray Nature Center

Affirm Market Position

hiking - Outdoor

Advance Market Position

Canoe N Scoop

Core Service

Open Row

Advance Market Position

Beginnner Kayaking
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Advance Market Position

7. Environmental Education/Nature Programs

Network Coordination - Greater Baltimore Children/Nature Collab.

Advance Market Position

Tree Baltimore - Students Restoring Urban Streams

Affirm Market Position

Tree Baltimore - Weed Warriors

Advance Market Position

Classes/Workshops - variety of topics - Carrie Murray Nature Center

Advance Market Position

Exhibits / Shows - Horticulture

Advance Market Position

Tours/Walks - guided - Seniors

Advance Market Position

Tours/Walks - guided - Horticulture

Core Service

Tours/Walks - guided - Carrie Murray Nature Center

Advance Market Position

Talks/Lectures/interest group meetings - Seniors

Advance Market Position

Talks/Lectures/interest group meetings - Horticulture

Core Service

Talks/Lectures/interest group meetings - Carrie Murray Nature

NI L RS

Advance Market Position

11. Specialized Events Requiring Registration

Greater Baltimore Children and Nature Collaborative Conference

Advance Market Position

Trails Summit

Core Service

Tree Ups

Core Service

Host Webinars

Affirm Market Position

12. C ity-Wide Events

Senior city-wide special events

Advance Market Position

Department Special Events

Divest

Events in Partnership with others

Advance Market Position

Facilitating Community Events in parks

Core Service

Event Sponsorship

Core Service

Tree Baltimore - Partnership Planting Events

Core Service

Maryland Senior Olympics

C y D

Concerts in the park
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Complementary Development

Seasonal parties, crab feast, etc

Advance Market Position

not catering to seniors or on a
city-wide basis

Pre New Year's Eve Party at Martin's West

Advance Market Position

no one else offers this service

Festivals

Affirm Market Position

Violence and gang prevention events/weeks

19. Staffed Park/Facility Usage

Volmer Center

Core Service

Indoor facilities open 7 days a week - Mimi DiPietro

Advance Market Position

Indoor facilities open 7days a week - Mt Pleasant

Advance Market Position

Public/open swim

a|n|n|o

Core Service
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D. Alternative Provider Coverage

It is vital to ascertain the degree of duplication of services within the community by asking these
questions:
e Are similar services provided in the target service area?
e Isthere alarge provider, or are there several small providers, offering comparable services in
the same region or service area?
e Where is the nearest competition?
e Are the services complementary?

BCRP staff prepared an extensive list of alternative providers for use in evaluation of future service
provision strategies. Alternative providers are specific to BCRP service categories and community center
service areas. Evaluation of the alternative providers needs to be aligned with the related service
provision strategy. For example, more than 100 alternative service providers were identified in the
Service Category of facility rentals. The recommended service provision strategy for facility rentals is to
Collaborate or Divest for some department Service Areas, and to Affirm Market Position for others. As a
result, an intentional discussion relative to fees, promotion, and potential partnerships is warranted
using the data-driven decision making capability that the Services Assessment process provides. This
systematic approach in evaluating the influence of alternative providers is ideally used across each of
BCRP’s 14 previously identified Service Areas.

This important component of the Services Assessment provides knowledge of both the competitors and
possible partners to consider when implementing service provision strategies. The Alternative Provider
analysis is evolving as BCRP staff continues its research throughout the city to identify alternative
providers.

As a complement to the staff level Alternative Provider analysis, the Leadership Summit convened non-
profit, school, and business leaders, many of whom completed an Alternative Provider Service Provision
summary, identifying programs and services offered according to the BCRP Service Categories. This
information will be combined with the staff list of alternative providers, and used as an internal
management tool to address service provision strategies.

In addition, the role of BCRP in providing programs and services relative to the vision of the Baltimore
City Public Schools 21st Century Schools plan merits careful evaluation. As the school district plan
unfolds and school community spaces are developed, BCRP should take the lead in communicating with
the school district leadership to coordinate an all-inclusive approach to program and service delivery
between the two agencies.
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IV. Service Provision Strategy Analysis

A key issue to be addressed in service provision is evaluating when more than one BCRP Service Area is
providing the same or similar services — this observation provides opportunity for efficiencies and
collaboration in service delivery. There are several areas worth noting that merit further evaluation
through the lens of potential efficiencies and opportunities for program expansion.

Potential Efficiencies:

Arts and Crafts — most arts and crafts programs are part of a larger program such as a camp, senior, or
out of school time program; this service area may benefit from a centralized effort for supply
purchasing, curriculum development, training, public exhibits, and multi-age opportunities.

Art Exhibits — coordination among the service areas (Carrie Murray Nature Center, Horticulture, Seniors)
offering public art exhibits provides the opportunity for consistent communication with artists,
collaborative scheduling and marketing, and avoiding duplication in style and type of exhibits between
service areas.

Camps — as a service delivery format, camps lend themselves well to standards development for safety,
supervision, curriculum, pricing strategies, marketing, staff training, and collaborative purchasing
activities. Accreditation for full day camps is available through the American Camping Association, with
standards directly focusing on the youth experience, staff training, and operations.

Opportunities for Expansion:

Facility Rentals — Rentals need an equitable approach: how to rent, fee per type/size of space, what'’s
included in the rental, i.e., set up, equipment, staffing, and contract management. Birthday parties are
offered at several facilities, and could benefit from a coordinated marketing approach, which could have
potential revenue generating opportunities. BCRP staff generally feels that rental fees are too low and
do not cover the direct cost associated with use of the building. BCRP should develop a policy for facility
rentals, while maintaining the current rental services offered at special facilities such as Cylburn and the
Conservatory as well as small events and birthday parties at the Recreation Centers.

Outdoor and Environmental Education/Nature Programs — These programs were identified in the
Advance and Affirm categories, and align with BCRP’s Conservation component in its vision statement.
BCRP has placed an emphasis on promoting outdoor and environmental education.

Work Study/Interns/Community Service — TR, Carrie Murray Nature Center, Seniors, Community
Centers, and Horticulture all support the Mayor’s Office of Economic Development (MOED) Youth Works
program, and provide Community Service, Student Conservation Association volunteers, and internships
among them. This broad youth development involvement provides an opportunity to explore
coordinating and possibly expanding the program to other BCRP Service Areas. Youth development also
emerged as strong community value, and aligns with BC