


2025 goals

1. Identify ways to uniquely promote PenMet Parks and find 
ways to create memorable programs and services.

2. Develop a strategic approach to diversity, equity, and 
inclusion by identifying key areas of needed focus such as 
pricing of services, proximity to services, and 
underrepresented population segments.

Delight and 
engage the 
community

3. Utilize information and software to support data-driven 
decision-making.

4. Develop and grow alternative revenue sources including 
grants, sponsorships, pricing of services, and corporate 
support.

Balanced 
financial 

accountability



2025 goals

5. Establish and implement a framework for continuous 
process improvement.

6. Utilize tools to support effective communication between 
internal stakeholders to provide the optimal level of 
service.

7. Develop Key Performance Indicators (KPIs) throughout the 
organization and create incentives for meeting or 
exceeding goals.

Operational 
excellence



Goal 1: Identify ways to uniquely promote 
PenMet Parks and find ways to create 
memorable programs and services

PriorityDescriptionObjective

High
Utilize PenMet Parks' unique natural assets in new and creative 
ways to provide memorable programs and services

1A

High
Utilize the planned recreation center to provide memorable 
programs and services

1B

HighEnhance communication to build awareness and trust1C
MediumExpand programs for families1D

Theme: Delight and engage the community | Objective: Provide innovative experiences



1A: Utilize PenMet Parks' unique natural assets in new and 
creative ways to provide memorable programs and 
services

Theme: Delight and engage the community | Objective: Provide innovative experiences
Goal: Identify ways to uniquely promote PenMet Parks and create memorable programs and services

• Continue work initiated in 2024 to expand artwork in parks:
• Work with community partners to explore outdoor art installations at one or more parks. 

Consider diverse park locations. 
• Develop a program to fund art in capital projects. $25,000 to support art installation at a 

park(s) is included in the draft 2025 CIP. 
• Consider how art could be integrated with innovative recognition opportunities for donors, 

volunteers, and other stewards of the District.

• Expand outdoor programs such as yoga in the park to utilize available space and to meet 
community demand.



1A: Utilize PenMet Parks' unique natural assets in new and 
creative ways to provide memorable programs and 
services (continued)

Theme: Delight and engage the community | Objective: Provide innovative experiences
Goal: Identify ways to uniquely promote PenMet Parks and create memorable programs and services

• Take steps to enhance passive recreation opportunities:
• Create and implement trail maintenance standards.
• Develop a plan to deploy interpretive signage with QR codes throughout parks to be 

implemented in 2025-2026. Research existing signs. Explore existing and new partnerships. 
• Develop a plan for trail map app with QR codes for park visitors to be implemented in 2026-

2027.
• During capital planning, incorporate natural areas and unique ecological features into the park 

and open space system to maintain biodiversity, protect threatened species, conserve 
significant natural resources, and retain migration corridors unique and important to local 
wildlife (PROS Plan objective 2.13).



1B: Utilize the planned recreation center to provide 
memorable programs and services for all ages

Theme: Delight and engage the community | Objective: Provide innovative experiences
Goal: Identify ways to uniquely promote PenMet Parks and create memorable programs and services

• Implement new sports and fitness offerings at the recreation center:
• Expand programs for all ages and abilities with an emphasis on adult sports and fitness 

programs.

• Explore event and community engagement opportunities at the recreation center:
• Consider moving Family Fun Fest with Bike Bash to the recreation center. 
• Survey the community to define interests and needs.
• Work with partners to activate the recreation center.

• Balance recreation program offerings with facility rental offerings at the recreation center to meet 
established cost recovery goals:
• Track cost recovery and community feedback. Be prepared to make adjustments to 

programs, rentals, and drop-in use the during the first few years of operations to meet 
community goals.



1C: Enhance communication solutions to build awareness 
and trust

Theme: Delight and engage the community | Objective: Provide innovative experiences
Goal: Identify ways to uniquely promote PenMet Parks and create memorable programs and services

• Consistently and strategically educate residents regarding the vast opportunities to enjoy 
recreation within the community, promote PenMet Parks' brand and mission, foster trust with 
residents and key leaders by supplying information about PenMet Parks' progress, projects, and 
goals, and support program participation and District revenue goals (PROS Plan objective 1.3). 

• Identify and implement new strategies to reach underrepresented population segments such as 
marketing at movie theaters, busses, with community partners, and through using various 
electronic and physical assets. 

• Continue to build the portfolio of photography, videography, and collateral. Implement visuals on 
the website and through other marketing channels.



1C: Enhance communication solutions to build awareness 
and trust (continued)

Theme: Delight and engage the community | Objective: Provide innovative experiences
Goal: Identify ways to uniquely promote PenMet Parks and create memorable programs and services

• Leverage opportunities for outreach and community feedback at special events that promote 
community awareness and engagement, social opportunities, and pride in local heritage, parks, 
and community (PROS Plan objective 4.7):
• Market PenMet Parks at events and partner events to reach a broad population.
• Implement targeted marketing campaigns to meet or exceed event attendance goals.

• Identify staff resources to activate at least one formal advisory committee to advise the Board in 
matters of importance to the community. 
• A Senior Council will be activated in 2024.
• An Adaptive and Specialized Recreation Advisory Council will be activated in early 2025. 
• In late 2025, if feasible, activate a Health and Well-Being Advisory Committee (youth 

programs, adult programs, sports and fitness, arts, special events, facility use, art in parks).

• Collaborate with community partners to provide coordinated resources for services to help meet 
community needs.



1D: Expand programs for families

Theme: Delight and engage the community | Objective: Provide innovative experiences
Goal: Identify ways to uniquely promote PenMet Parks and create memorable programs and services

• Expand family programming to meet community need within available resources:
• Determine community interest and resources needed to support additional family 

programming.
• Explore opportunities for low-cost programs.



Goal 2: Develop a strategic approach to DEI 
by identifying key areas of needed focus such 
as pricing of services, proximity to services, 
and underrepresented population segments

PriorityDescriptionObjective

HighTake measurable steps to reduce barriers to access2A

High
Provide more equitable access to recreation opportunities 
through partnerships, programs, and strategic development 
and acquisition planning

2B

Theme: Delight and engage the community | Objective: PenMet Parks serves everyone in our community



2A: Take measurable steps to reduce barriers to access

Theme: Delight and engage the community | Objective: PenMet Parks serves everyone in our community
Goal: Develop a strategic approach to DEI

• Advance transportation solutions:
• Confirm the feasibility to purchase and operate a recreation vehicle to support mobile 

recreation services and trips. Funding is included in the draft 2025 CIP for a passenger 
van.

• Explore partnerships to provide transportation services. 

• Raise awareness of the District’s financial assistance program to increase utilization:
• Activate a provider’s network to foster regular communication and raise awareness of 

financial assistance and other wrap-around resources.
• Consider re-branding the financial assistance program to be more accessible. 
• Revisit tiered awards to meet different levels of need.
• Establish long-range goals for the program to assist with budget development and 

performance tracking, and develop a plan to achieve goals.



2A: Take measurable steps to reduce barriers to access 
(continued)

Theme: Delight and engage the community | Objective: PenMet Parks serves everyone in our community
Goal: Develop a strategic approach to DEI

• Explore becoming a Department of Development Administration (DDA) provider to allow program 
participant to access DDA funds. Evaluate the benefits and cost of the program.

• Use 2024 data to assess program pricing and cost recovery targets. Adjust as needed to ensure 
program affordability and maintain participation levels.

• Assess the need for inclusion services in youth programs and develop an actionable plan as 
appropriate.



2B: Provide more equitable access to recreation 
opportunities through partnerships, programs, and 
strategic development and acquisition planning

Theme: Delight and engage the community | Objective: PenMet Parks serves everyone in our community
Goal: Develop a strategic approach to DEI

• Continue to explore and build strategic partnerships to advance the District’s mission and our 
community’s goals. The 2023 needs assessment shows a desire for aquatic programming and a 
need for additional youth, adult, and senior programs (PROS Plan objective 4.2).

• Utilize 2024 mobile recreation program data to develop short-term and medium-term goals.

• Take steps to advance the recommendations contained in the Tacoma-Pierce County State of Play 
report.



2B: Provide more equitable access to recreation 
opportunities through partnerships, programs, and 
strategic development and acquisition planning (continued)

Theme: Delight and engage the community | Objective: PenMet Parks serves everyone in our community
Goal: Develop a strategic approach to DEI

• Advance adopted level of service goals to provide four high-quality, desirable recreation 
components within a 3-mile service area within District boundaries:
• During capital planning, prioritize completion of projects in underserved geographic areas.
• Plan for strategic property acquisitions in underserved geographic areas.

• Identify accessibility improvements needed at parks and develop an ADA Accessibility 
Implementation Program.

• Complete implementing uniform and accessible wifi at all developed parks and facilities. 



Goal 3: Utilize information and software to 
support data-driven decision-making

PriorityDescriptionObjective

High
Use technology to collect and analyze data for informed 
decision-making and process improvement

3A

High
Use technology to improve individual and work group 
productivity

3B

Theme: Balanced financial accountability | Objective: Develop optimal level of service



3A: Use technology to collect and analyze data for 
informed decision-making and process improvement

Theme: Balanced financial accountability | Objective: Develop optimal level of service
Goal: Utilize information and software to support data-driven decision-making

• Utilize asset management software including Asset Essentials and Capital Predictor to manage 
deferred maintenance by prioritizing and tracking annual preventative maintenance needs.

• Utilize ActiveNet HUB to develop reports and dashboards:
• Reports will help guide program and budget decisions by providing participation levels, 

program trends, and facility utilization rates.
• Reports will inform staff on utilization rates for each area.
• Provide robust staff training.
• Once integrated, automated reports will create staff efficiencies.



3A: Use technology to collect and analyze data for 
informed decision-making and process improvement 
(continued)

Theme: Balanced financial accountability | Objective: Develop optimal level of service
Goal: Utilize information and software to support data-driven decision-making

• Utilize Bloomerang to manage the District’s stewardship goals, including volunteerism.

• Use tools and dashboards to create reports and communicate information with stakeholders, 
Committees, and our community.

• Explore technology solutions to more efficiently gain insight into park visitation data and trends to 
assist with asset management and capital planning.



3B: Use technology to improve individual and work group 
effectiveness

Theme: Balanced financial accountability | Objective: Develop optimal level of service
Goal: Utilize information and software to support data-driven decision-making

• Continue to take steps to advance the District’s policy to improve individual and workgroup 
productivity by investing in technology and other efficiency tools (Policy P40-101: Comprehensive 
Financial Management Policy).

• Evaluate and deploy where feasible:
• More robust payroll software with appropriate functionality to meet the District’s current and 

future needs.
• HRIS software.
• More comprehensive financial management software with appropriate functionality to meet 

the District’s current and future needs. Consider electronic approvals and integration between 
registration and financial software.

• Password management software and license upgrades to increase security.

• Issue an RFP for registration software in 2025 or 2026 (deferred from 2023).



Goal 4: Develop and grow alternative revenue 
sources including grants, sponsorships, pricing 
of services, and corporate support

PriorityDescriptionObjective

High
Advance the PenMet Parks foundation to cultivate broad 
private philanthropic engagement

4A

High
Secure public funding to support parks, facilities, and 
renovations

4B

High
Explore funding strategies to support the District's long-range 
capital plan

4C

Theme: Balanced financial accountability | Objective: Strategically utilize assets to reach full potential



4A: Advance the PenMet Parks foundation to cultivate broad 
private philanthropic engagement

Theme: Balanced financial accountability | Objective: Strategically utilize assets to reach full potential
Goal: Develop alternative revenue sources including grants, sponsorships, pricing, and corporate support

• Build on work completed in 2024 to strengthen a charitable foundation to support PenMet Parks 
(PROS Plan objective 1.7). Areas of focus include:
• Develop a short, medium, and long-range business and operations plan for the foundation.
• Continue to prioritize private foundation grants.
• Take steps to build lasting relationship with supporters through stewardship, fundraising 

events, campaigns, and foundation programs such as planned giving.
• Expand sponsorships to support PenMet Parks’ programs and financial assistance. Increase 

sponsorships by 20% in 2025.
• Continue to expand relationships with the corporate community. Focus on stewardship and 

expanding community involvement through partnerships and sponsorships.



4A: Advance the PenMet Parks foundation to cultivate broad 
private philanthropic engagement (continued)

Theme: Balanced financial accountability | Objective: Strategically utilize assets to reach full potential
Goal: Develop alternative revenue sources including grants, sponsorships, pricing, and corporate support

• Define a process to welcome stewards, including steps such as introductions, park tours, and a path 
to engagement to engage more people with the District and enhance communication and 
engagement. Include the process in employee and commissioner onboarding. 



4B: Secure public funding to support parks, facilities, and 
renovations

Theme: Balanced financial accountability | Objective: Strategically utilize assets to reach full potential
Goal: Develop alternative revenue sources including grants, sponsorships, pricing, and corporate support

• Continue to work with Pierce County to identify collection and distribution of local park and 
recreation funding, including sales tax, REET, general levy funding, and Park Impact Fees, to serve 
PenMet Parks residents.

• During capital planning, identify RCO grant application priorities for the 2026 cycle.

• Evaluate resources needed to manage public grants.

• Dedicate resources to explore and pursue additional public grant and legislative funding 
opportunities. 

• Realize $1,700,000 in public grants and funding appropriations in 2025.



4C: Explore funding strategies to support the District's 
long-range capital plan

Theme: Balanced financial accountability | Objective: Strategically utilize assets to reach full potential
Goal: Develop alternative revenue sources including grants, sponsorships, pricing, and corporate support
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• Explore strategies to address the capital 
funding gap:
• The 2024 PROS Plan identifies 

approximately $30.1 million in capital 
priorities between 2024 and 2029.

• Financial forecasts indicate approximately 
$18 million available for capital funding 
during the same time period, including:
• $9.6 million: General Fund
• $3.9 million: anticipated REET and 

impact fees (from Pierce County CFP)
• $4.5 million: anticipated grant revenue

• Approximately 60% of the capital priorities 
identified in the PROS Plan are funded.



4C: Explore funding strategies to support the District's 
long-range capital plan (continued)

Theme: Balanced financial accountability | Objective: Strategically utilize assets to reach full potential
Goal: Develop alternative revenue sources including grants, sponsorships, pricing, and corporate support
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• The 20-year long-range capital plan identifies 

approximately $200 million in capital priorities.
• The long-range capital plan provides a long-term
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based on an analysis of existing conditions, 
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interests, and regional trends for parks and 
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• The long-range plan is periodically updated.
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4C: Explore funding strategies to support the District's 
long-range capital plan (continued)

Theme: Balanced financial accountability | Objective: Strategically utilize assets to reach full potential
Goal: Develop alternative revenue sources including grants, sponsorships, pricing, and corporate support

• Take steps to affirm community priorities and capacity to support capital projects.

• Evaluate the viability of seeking funding through bonds, levies, capital reserves, donations, 
sponsorships, partnerships, and grants (PROS Plan objective 1.9).



Goal 5: Establish and implement a framework 
for continuous process improvement.

PriorityDescriptionObjective

Medium
Establish and implement a framework for continuous process 
improvement

5A

Theme: Operational excellence | Objective: Deploy effective processes through continuous improvement



5A: Establish and implement a framework for continuous 
process improvement

• Formalize a framework for improving processes:
• Develop a mechanism to prioritize and select processes for improvement.
• Develop a mechanism to conduct process improvements. Consider no- or low-cost support 

through resources such as the SAO Center for Government Innovation.
• Develop an ongoing implementation and measurement plan. 

• 2025: Develop a plan and establish a culture of process improvement.

• 2026: Select the highest priority process to improve and commence work. Measure success, 
incorporate feedback, and implement approximately one process/year thereafter. 

Theme: Operational excellence | Objective: Deploy effective processes through continuous improvement
Goal: Establish and implement a framework for continuous process improvement



5A: Establish and implement a framework for continuous 
process improvement (continued)

• 2025 areas of focus:
• Revisit consolidating treasury management and banking to streamline A/P process.
• Continue developing, assessing, and/or updating policies and procedures, including but not limited to:

• Project management guidelines
• Indoor recreation center operational policies and procedures
• Facilities and parks operations and maintenance plan/Standard of Care
• Policies planned for review in 2025:

• P50-104: Facility Rental Fee Waiver Policy
• P10-103: Commissioner Compensation Policy
• P50-102: Recreation Scholarship Policy
• P10-107: Advisory Committee Policy
• P30-105: Background Checks Policy
• P40-104: Bond Procedure and Post Compliance Policy - Federal Tax Law
• P40-103: Bond Procedure and Post Compliance Policy - Federal Securities Law
• P40-101: Comprehensive Financial Management Policy
• P40-105: Pricing Policy
• P10-106: Rules of Decorum for Board Meetings
• P30-102: Public Records Disclosure Rules Policy

Theme: Operational excellence | Objective: Deploy effective processes through continuous improvement
Goal: Adopt and implement a framework for continuous process improvement



Goal 6: Utilize tools to support effective 
communication between internal 
stakeholders to provide the optimal level of 
service

PriorityDescriptionObjective

Medium
Utilize tools to support effective communication and 
collaboration of stakeholders to provide the optimal level of 
internal and external service

6A

Theme: Operational excellence | Objective: Deploy effective processes through continuous improvement



6A: Utilize tools to support effective communication and 
collaboration of stakeholders to provide the optimal level 
of internal and external service

• Take steps to advance a culture of effective communication to develop ownership, accountability, 
understanding, consistency, and to avoid duplicative work:
• Connect daily work with the District’s mission and vision. Identify the “why.”
• Create an internal District communication procedure with division follow-up for accountability. 
• Create meeting standards. Identify appropriate resources for effective meeting hygiene. 
• Conduct a meeting audit: assess meeting purpose, leader, structure, attendees, frequency, 

objectives, and effectiveness. 
• Continue to centralize information and resources.
• Include training resources as part of employee onboarding and on staff intranet.

• Measure success through employee surveys regarding satisfaction, purpose, and productivity. 

Theme: Operational excellence | Objective: Deploy effective processes through continuous improvement
Goal: Utilize tools to support effective communication between internal stakeholders to provide the 

optimal level of service



Goal 7: Develop KPIs throughout the 
organization and create incentives for 
meeting or exceeding goals

PriorityDescriptionObjective

High
Develop Key Performance Indicators (KPIs) throughout the 
organization and create incentives for meeting or exceeding 
goals

7A

Theme: Operational excellence | Objective: Insist on excellence



7A: Develop Key Performance Indicators (KPIs) throughout 
the organization and create incentives for meeting or 
exceeding goals

• Identify key operational metrics for each division and set clear and attainable targets to measure 
success. Begin with the end in mind. 

• Broadly share KPIs internally and externally to create buy-in, awareness, and accountability.

• KPIs should align with the community’s expectations for the desired level of service within available 
resources. 

Theme: Operational excellence | Objective: Insist on excellence
Goal: Develop Key Performance Indicators throughout the organization and create incentives for meeting 

or exceeding goals



7A: Develop Key Performance Indicators (KPIs) throughout 
the organization and create incentives for meeting or 
exceeding goals (continued)

• Provide staff training and resources to manage performance metrics. Create an employee super-
user data team to serve as a resource.

• Explore opportunities to incentivize performance and development:
• Evaluate the District’s performance management process and identify opportunities to 

incentivize performance.
• Build on 2024 initiative to create individual career development plans by evaluating the 

organizational structure and opportunities for career pathways as the District matures. 

Theme: Operational excellence | Objective: Insist on excellence
Goal: Develop Key Performance Indicators throughout the organization and create incentives for meeting 

or exceeding goals


