PenMet Parks Recreation Center
Operations Update

Board Study Session 03/03/2026
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Agenda

1. Areas of Focus
Recreation Center Usage

Recreation Programming

Facility Rentals
Financial Performance

Neighborhood Greens Mini Golf
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Listening, Learning & Adapting
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Areas of Focus

2025-2026: Raise awareness and drive attendance to facility.

A Strategies:

A Ongoing: Seek partnership opportunities. Next priorities: Outdoors for All Foundation (Q1

A Q4 2025: Promote discounted passes, gift cards, and free drop-in days during December.
A Q4 2025: Begin booking large scale rentals for 2026 (tournaments, grad night, etc.).

A Q4 2025: Meet with Pierce Transit to explore bus stop serving Rec Center.

A Q12026: Assess expanding operating hours on weekends.

A Q12026: Revisit pricing structure for youth parties and recommend amending Financial
Assistance Policy to include youth parties.

A Q2 2026: Promote discounted passes as part of PenMet Parks’ anniversary.
A Ongoing: Introduce new programs and events at the Rec Center.

2026), after school transportation for middle schoolers (Q12026).




Areas of Focus

2025-2026: Learn about operations and adjust to meet community expectations.

A Strategies:

A Q4 2025: Survey community to learn about experiences and opportunities for improvement.
Implement action planning in Q12026 based on survey results.

A Q4 2025: Conduct additional staff training in:

A Customer service standards.
A Emergency operations.

A Q12026: Provide comprehensive Recreation Center update to Park Board.
A Q12026: Survey instructors.

A Q2 2026: Analyze space utilization and deploy strategies like promotions, discounts, and
partnerships to strategically utilize spaces.

A 2026: Survey specific user groups periodically in 2026.




Areas of Focus

Q32026 - Q12027: Assess needs after first year of operations.
A Strategies:

A Q3 2026: Survey community again to learn about experiences and opportunities for
improvement.

A Q3 2026: Review need for revised or additional policies to guide use of the facility.

A Q32026: Develop 2027 operating plan and cost recovery goals as part of annual budget
process.

A Q12027: Review financial performance compared to budget (64% cost recovery).
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Recreation Center Usage
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Visitors at a Glance

ATotal Annual Visits = 30,115
ATotal Special Event participants = 3,000
ATotal Mini Golf Users = 11,955

ATotal estimated campus visitors: 45,000+

*June 1- December 31, 2025
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Recreation Center Tracking by Month
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Recreation Center Usage by Type

Recreation Center Total Usage

Activity Usage
20% Program Participants &
Spectators 12,323
Drop-In & Fitness Pass Usage 7,925
Ben B Cheney Track Usage 5,959
26% Ben B Cheney Track Rental Attendance 3,908
Usage
Total Usage 30,115
Drop-In & Fitness
Pass Usage
M Program
Participants &
Spectators
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Pass Usage Data

Drop-in Usage By Age

Pass Usage by Age group

Adult

17% User Group Total
Adult 1,329
Youth 1,229
Senior 1,893
Family 3,474

Family
44% Total 7,925
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Ben B. Cheney Foundation Track

Usage by Month
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2025 Usage Takeaways

A Experienced steady growth throughout the year '
A July/August numbers increased due to internal summer
sports camps.
A Significant increase in the fall months

A Increased internal programming and facility rentals began

in October.

A Strong seasonal peak time going forward

A We expect the fall & winter months to continue as our busy

season.

— Dy Bl et e,
RELTE

PenMet Parks




Recreation Programming
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Group Fitness Classes

A Bootcamp

A Surge Strength

A Cardio Strong Lite
A Gentle Yoga

A Vinyasa Yoga

A Kickboxing

A Group Power
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Fithess Attendance by Month
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Multi-Use Court Drop-In

A Basketball
A Open Basketball (All Ages)
A Youth Open Basketball
A Adult Open Basketball

A Pickleball
A Open Pickleball (All Ages)
A Courts divided by skill level (2026)
A Free workshop (2026)
A Pickleball clinic (2026)
A Pickleball tournament (2026)

A Volleyball
A Open Volleyball (All Ages)
A Adult Co-Ed Volleyball

A Changes
A Court #1 - Majority Basketball
A Court #3 - Majority Pickleball
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Jarzynka Memorial Fieldhouse Drop-In

Drop-In Programs
A Open Turf (All Ages)
A Youth Open Turf

A Adult Co-Ed Soccer
A Open Lacrosse

Additions in 2026
A Open Flag Football
A Open Whiffle ball

Additional Facility Offerings:
A Foosball
A Ping pong
A Air hockey
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Relocated Programs

Kid’s Night Out Specialized Programs

Kid’s Night Out has been moved to the Recreation Specialized programs have been moved to the
Center to provide additional space and indoor Recreation Center due to the accessibility of the
activities for participants facilities.
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Senior Programming

A Line Dancing

A Moving this program to one court has
allowed the capacity of the class to
increase to 40 participants.

A New Intro to Line Dancing class

A SAIL

A The additional space has allowed for an
additional MWF class to be added.

A Tai Chi
A New Tai Chi Sword class

A New Tai Chi Fan class
A Addition of drop in Tai Chi
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Sports Programming

Current Rec Center offerings:
A Youth Basketball
A Youth Indoor Flag Football
A Adult Indoor Soccer
A Men's 4-on-4 Basketball
A Jr All Stars

A Soccer

A Basketball
A T-Ball

New Rec Center offerings:

A Adult Indoor Flag Football

A Youth Indoor Soccer

A Youth Volleyball

A Adult Volleyball

A Pickleball Leagues / Tournaments
A Homeschool P.E.
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Tot Time

Program overview:

A Weekly drop-in program for families
with toddlers aged 1.5 - 4 years old

A Program on Wednesdays, 10 AM - 12 PM

A Indoor play opportunities include:
A Riding in toy cars and tricycles
A Enjoying a toddler-sized slide
A Playing mini basketball

A Imagination play with farm animals,
cars, and stuffed animals

A Program tested at 12/26 & 1/2 Free Days

A 1/22 (first regular program) - 106
participants (children & caregivers)
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Facility Rentals
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Rental Usage in 2025
Charles P. Meacham Family Multi-Use
Fithess Room

o Hours
A Dance Practices, Fitness Classes Facility Reserved
Jarzynka Memorial Fieldhouse Multi Use Meeting Room 22475
A Soccer, Softball, Lacrosse, Flag , ,
FOO‘|‘bCI||, Whiffleball Multi Use Fithess Room 21.5
HOA Community Solutions, LLC Multi-Use Jarzynke Memorial | 248.5
Meeting Room
A Youth Parties, Jiu Jitsu, Meetings, Multi-Use Courts 185.25
Trcunlngs Harborstone Field 33
Multi-Use Courts Total 3
A Basketball, Pickleball, Volleyball,

Cheer, Soccer
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Full Facility Rentals

Requesting Organization Date Status PR%t/eenr:rtigl

Indoor Soccer League 10/7/25 - 2/25/26 | Completed $13,500

Youth Soccer 5/31/26 Reserved $4,000
6/5/26 Reserved $1,600
Middle School Retreat
9/26/26 Tentative $3,000
Graduation Party 6/20/26 Tentative $3,500
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Youth Party Packages

Party Type In-District Out-of-District Total
Court Parties 6 2 8
Turf Parties 21 10 3]
Mini Golf Parties 6 4 10

2025 Total Parties Booked 49
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Neighborhood Greens
Mini Golf Course
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Mini Golf Overview

Inaugural Season - June 15" through October 315

June 1,216 S sk R o
July 4,343 s
August 4,191
September 1,749 o S O e
October 456 T 'th',?gg“"!oo:) GREENS
Total 1,955 g e
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Age Demographics
Total Rounds by Age

Youth 5,237
Adult 4,832
Senior 1,886
Total 11,955

Youth
44
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Looking Ahead - New in 2026

ASpring Season (March-May)
AOnline calendar view
AExpanded holiday hours

ANew Pop-up events (weather
dependent)
V Spring Break Pop-up
V Fall Pop-up
V Halloween Event
V North Pole Putt Putt Event
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Financial Performance
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Financial Performance

A As a public facility, the Rec Center’s performance measurement factors
include public benefit and customer satisfaction. The Rec Center’s financial
performance KPI is cost recovery percentfage, which is revenue divided by
operating expenses (vs: ROl - Return on Investment, which is common in the

private sector).

A The Rec Center is a cost recovery capital project. It has moderate revenue
potential; however, the financial focus is break-even or subsidy analysis. The Rec

Center isn't a full revenue generating capital project.

A The 2020 feasibility study found the Rec Center will operate at a deficit for the
first several years, which is factored into PenMet Parks’ annual budget and long

range financial models.




Financial Performance

A Most park districts don't include debt service in the financial evaluation of
recreation facilities. Debt service is typically NOT included when a project is:

A Funded by general obligation bonds (true)

A Repayment comes from property tax revenue (true)
A The capital project is for the public good (true)

A The goal is service delivery, not profitability (true)

A If we were to use a KPI to determine our overall financial health with the debt we
carry, park districts use debt service as a percenfage of operating expenses .

A A common benchmark is 15-20% of operating expenses is debt service.

A PenMet Parks’ budgeted debt service is 10% of operating expenses in 2026 (12% in
2025), which is lower than the average benchmark.




2025 Revenue - Budget vs. Actual

Program Fees - Rec Programs 205,227 Program Fees - Rec Programs 153,218
Program Fees - Mini Golf 92,113 Program Fees - Mini Golf 99,899
Program Fees - Drop Ins 96,520 Program Fees - Drop Ins 66,553
Facility Rental Fees - Rec Center 122,960 Facility Rental Fees - Rec Center 49,810
TOTAL $516,820 TOTAL $369,480
A Budgeted opening of April 2025, with A Actual opening in July 2025 (soft

setup costs (wages & benefits for the full opening in June).

year, other startup costs.)
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2025 Expenses - Budget vs. Actual

Wages & Benefits 913,511 Wages & Benefits 675,919
General Supplies & Services 95,000 General Supplies & Services 79,928
Program Supplies & Services 89,987 Program Supplies & Services 59,565
Facility Rental Supplies & Services 10,000 Facility Rental Supplies & Services 2,249
Utilities 59,400 Utilities 54,716
TOTAL $1,167,898 TOTAL $872,376

ABudgeted cost AActual cost recovery =
recovery = 447, 427%
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2026 Budget Overview & Cost Recovery

Program Fees - Rec Programs 575,248 Wages & Benefits 1,158,800
Program Fees - Mini Golf 123,000 General Supplies & Services 173,020
Facility Rental Fees - Rec Center 309,015 Program Supplies & Services 190,163
TOTAL $1,007,263 Utilities 55,000
TOTAL $1,576,983

The 2026 budgeted cost recovery rate is 647%.
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Budget vs. Pro Forma Assumptions

PenMet Parks developed an operating pro forma in 2020 that included cost recovery goals for the Rec Center. The
pro forma found that the Rec Center would operate at a deficit for the first several years. The Rec Center's annual

operating budget is created as part of the annual budget process.
Rec Center Pro Forma vs. Budget/Actual: Years O-3 (Projected)
120%
100%
80%

60%

Cost Recovery

40%
20%

0%
2025 -Year O 2026 - Year 1 2027 -Year 2 2028 - Year 3

Pro Forma* Budget mmm Actual Budget trend

*Excludes “savings” from previous administrative office lease.
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Financial Performance

A Finance will continue to present Rec Center financial performance from a cost
recovery perspective in future Board meetings.

A The District’s fiscal responsibility is demonstrated by actions PenMet Parks has
taken to ensure financial stability:
A Increasing operating reserves overall (including 2 years of debt service reserves in the
Debt Contingency Fund).
A Investing those reserves (~$591,000 of interest income earned in 2025).
A Finding alternative revenue sources (grants, etc.).

A Conservative in budgeting overall.

Alt's also important to note the success of the Capital Campaign, which has nearly
reached the goal of $4,000,000, or approximately 13% of the capital cost.




Listening, Learning & Adapting
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Recreation Center Youth Party Survey

Category Rating Customer Feedback

A “Absolutely Wonderful!”

Facility Cleanliness 4.9
Application Process 4.6 A “The PenMet team far exceeded our expectations.
Your staff was so kind and so helpful, and the boys
Service Quality 4.9 had the best time. Everyone was really genuine and
Professionalism 49 accommodating for our whole group. Thank you
: again!” - Danielle
Responsiveness 4.9

A “Really enjoyed it. Great value” - Matt
Note: Data from 16 survey responses edlly enjoyed I1. sreat value a

A “It was wonderful- no constructive feedback!” -
Heather

A “We were very pleased with everything! Thank you!”
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Recreation Center Survey Results

A Survey dates: Nov. 17, 2025, to Jan. 2, 2026 Where do respondents live?
A 466 responses with a 79% completion rate

A Demographics of survey respondents
A 65+ = 42%
A 55-64=16%
A 45-54=18%
A 35-44=20%
A 25-34=3%
A 18-24=0.8%

98332-Unicorporated Pierce
County

18% 98332-City of Gig Harbor

® Fox Island

10% m Key Peninsula

98335 - Unincorporated
Pierce County

W 98335 - City of Gig Harbor

34%

m Other (please specify)
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Recreation Center Survey Results

Category Rating Facility Cleanliness

Facility Cleanliness 4.83 v Eﬁélm'gi%?gz;?\gesissesslfe?aI|’ry cleanliness
Quality of the center facilities 4.72 V Weekly meetings with facility staff to

: : address facility cleanliness, routine
Quality of exterior campus 4.60 maintenance and planned projects.
(Harborstone Field, Cushman Trail) Safety & Accessibility
Quality of Neighborhood Greens Mini 4.50 V Installed panic buttons and alarms on exit
Golf Course doors . o
Nofte: Data from 466 survey responses v *Aodpciir? g fg Ee&lldsr:r QS) Sse’ ?g;ﬁ;gn and yellow

V Adding safety pads to the track poles

V ADA automatic door operators to access
meeting rooms (spring 2026)
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Recreation Center Survey Results

Category Rating

Staff friendliness 4.62
Staff knowledgeability 4.48
Helpfulness of staff 4.59
Overall staff experience 4.58

Nofte: Data from 466 survey responses

Staffing:

V Adjusted staffing structure

A Assistant Rec Center Supervisor -
added 2" position

A Customer Service Assistant positions
A 40 hours/week - one position
A 30 hours/ week - two positions
A 17 hours/week - 4 positions

A Facility Attendant/Rec Attendant
positions - increased staffing to support
rentals and drop-in programs



Customer Service & Communication

Initial Training:

V Customer service training

A Operational Policies & Procedures
A ActiveNet
A District Overview

V Equipment training

V Emergency operations training
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Continuous Improvement:

V Feedback/Comment Box

V Provide timely response to customer inquiries &
requests

V Review operations and look for ways to
streamline processes for customers and staff

V Customer Service Staff Weekly Communication
- highlights activities, set-up needs, and shares
important information

V Survey facility users and program participants
to ensure we are meeting community needs




Customer Service & Communication

Through our various surveys and opportunities, we offer the public to provide
feedback we have heard from some visitors they would like improved
notification around field and court availability.

A To address this, we are putting together a text/email notification system.
People can opt-in to receive text messages from us when there are
changes to the regular drop-in court and field schedules.

A We also use this for our group fitness classes when there are last minute
class changes that will impact users.

V This is just one way we're constantly evolving our operations to make sure
we are clearly communicating with regular visitors.
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Recreation Center Survey Results

Programming suggestions:
AMeet ups for groups with common interests (book clubs, etc.)
A After school programming
AMommy & me programming
AFamily programs
AFitness classes
APrograms for working adults on evenings and weekends
AWorkshops and seminars for adults and seniors
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Recreation Center Survey Results
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