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Chapter 1. Introduction 

Purpose 

The primary purpose of the Recreation Program Plan is to provide an overview of community needs and 

an analysis of how the Department of Parks, Recreation & Tourism (Department) can meet these needs 

through programming. This plan is a companion document to the Department’s Parks, Recreation and 

Open Space Master Plan, as well as the Strategic Plan. It provides a guide to the orderly development of 

programs and services across the Department.  

Park Master Plan 

The Department’s Master Plan sets the direction for park planning and capital improvement projects in 

10-year increments. The last Master Plan (previously referred to as a Comprehensive Plan) was created in

2010, when the Department was still the Prince William County Park Authority. That Comprehensive Plan

projected acreage and facility needs from 2010 to 2030 to be consistent with the County’s Comprehensive

Plan. The Department is in the process of updating its Master Plan to address park planning and capital

improvement projects for the period from 2020-2030. This Recreation Program Plan is to be incorporated,

as appropriate, into the Master Plan, as well as be a stand-alone document for the Department’s

Recreation Division.

1.1.1 Planning & Capital Projects Division 

The Planning & Capital Projects Division, particularly the Planning staff, coordinates the regular review 

and updating of the Department’s Master Plan, providing regular reports and updates to the 

Department’s Executive Team, the Parks Commission, and the public. As appropriate, the Planning & 

Capital Projects Division coordinates with the Department’s Recreation Division to plan and construct 

facilities/amenities that support the vast array of Department programs. The Division’s Planning staff will 

continue to incorporate the Recreation Program Plan in future updates to the Department’s Master Plan. 

Strategic Plan 

The Department has identified five strategic focus areas for continued success: 

1. Positive Experience for Guests at Every Touch Point

2. Community Engagement

3. Employee Engagement

4. Operational, Planning, & Business Excellence

5. Safety & Environment

The department utilizes these focus areas and identified divisional tactics when setting operational and 

budgetary goals. 
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• Needs Assessment completed April 2019;

• Held a retreat for the Parks Commission members, August 2019;

• Prioritized capital projects with private matching dollars/development proffers;

• Partnered with Virginia Soccer Association for artificial turf replacement at four soccer fields at

James S. Long Regional Park;

• Completed portions of the Potomac Heritage National Scenic Trail, Neabsco Creek Boardwalk

opened on June 1, 2019; and,

• Launched sports tourism grant program and hosted first new sports tourism event (Tough

Mudder) in June 2019.

Who We Serve 

Prince William County is part of northern Virginia and covers 348.5 square miles. A part of Northern 

Virginia, Prince William County is part of the Washington DC metropolitan area. As of the 2010 census, 

the population was 402,002. On July 1, 2018, the population was estimated to be 468,011, making it 

Virginia's second-most populous county. Within the county, the Cities of Manassas and Manassas Park, 

and the Towns of Occoquan, Dumfries, Quantico, and Haymarket (along with 14 other incorporated and 

unincorporated areas) make up the urban, suburban, and rural landscapes. The County’s parks and 

recreation system is robust, as outlined by the figure below. 

Department History 

The Prince William County Park Authority was established in 1977, by the Board of County Supervisors, to 

provide the county’s residents and visitors with quality recreational programs, parks, and facilities. The 

Park Authority was an independent public corporate and political entity, governed by an eight-member 

board appointed by the County Supervisors. Most of the funding for the Park Authority came from the 

County's General Fund. 

70 Parks
116 Sports 

Fields
100+ miles of 

Trails
2 Waterparks

3 Golf Courses
2 Aquatics & 

Fitness 
Facilities

1 Skatepark
6 Outdoor 

Pools

1 Dog Park
400+ Summer 

Camps
4000+ Acres of 

Park Land
Hundreds of 

Programs
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When the Park Authority was created, Prince William County had a population of around 150,000 

residents. Ben Lomond Regional Park was the first park to be acquired.  The lands now known as Andrew 

Leitch Park, Cloverdale Park, and Turley Fields, were acquired in 1978. The inventory further expanded in 

1979 with the addition of Locust Shade Park (from the Federal Lands to Parks Program), Veterans 

Memorial Park, the Birchdale Recreation Center, and Turley Fields.  In addition, the Brentsville Courthouse 

complex was also acquired by the County in 1979. 

The next thirty years brought impressive economic growth to Prince William County, along with rapid 

growth in population. The Park Authority acquired over 3,000 acres of parkland, including the Sharron 

Baucom Dale City Recreation Center, Chinn Aquatics & Fitness Center, two 18-hole golf courses, 

and the Prince William County Stadium Complex (original home to the Prince William Pirates, now the 

Potomac Nationals, a Class AA Minor League Baseball team). 

In 2011, the Park Authority Board entered discussions with Prince William County staff on how best to 

deliver parks and recreation services to meet the growing needs of the County’s residents. Factoring in 

the number of residents, the number of participants in recreational activities, and the amount of parkland 

to develop or preserve it became clear that by merging the Park Authority into County government, there 

would be greater opportunities to successfully deliver premier parks and recreational services to the 

county’s residents and visitors alike.  

In March of 2012, the Board of County Supervisors, with the support of the Park Authority Board, 

unanimously passed a resolution dissolving the Park Authority and creating the Prince William County 

Department of Parks & Recreation.  In 2017, the County developed an in-house tourism office and placed 

it within the Parks & Recreation Department.  In addition, in 2018, the County moved its Historic 

Preservation Division from Public Works to Parks & Recreation, and renamed the Department to Parks, 

Recreation & Tourism.  Programming and operations of the Historic Properties was absorbed into the 

Department’s Recreation Division. 

The Department now manages more than 4,500 acres of park land and over 100 miles of trails and 

blueways. Residents and visitors enjoy two 18-hole golf courses, one 9-hole leisure golf course, 116 sports 

fields, two popular waterparks, six outdoor pools, two aquatics and fitness centers, a skate park, and a 

dog park. The Department plans and schedules hundreds of fitness classes, swimming lessons for all ages 

and levels, before and after school care, historical/cultural programs, dance and martial arts programs, 

and over 400 summer camps.  

Department Mission 

“Create recreational and cultural experiences for a more vibrant community.” 

Foundational Recreation Tenets 

Prince William County recognizes the need to approach recreation programming in a way that emphasizes 

specific individual, social, environmental, and economic benefits, rather than just focusing on the 

recreation activities themselves. The Department is committed to providing safe and inviting parks and 

recreation facilities, meaningful and diverse recreational programs, history/cultural activities, and human 

services. 
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1.1.2 Conceptual Foundations of Play, Recreation and Leisure 

Programs offered by the Department are influenced by foundational concepts of play, recreation and 

leisure. Each core program area has clearly stated objectives and goals that help bring to light these 

foundational concepts. The program portfolio ensures that all facets of wellness are enhanced: 

• Physical

• Mental

• Spiritual

• Emotional

• Social

• Environmental

1.1.3 Organizational Agency Philosophy, Mission and Vision, and Goals and Objectives 

All Department-operated programs are required to relate to, support, or directly align with the Master 

Plan and the Strategic Plan. The goals, objectives, and general directions set forth in these fundamental 

Department documents are brought into action through the Recreation Program Plan (among other 

Department plans and initiatives).  

1.1.4 Constituent Interests and Desired Needs 

A major component of the Recreation Program Plan is to ensure that the Department’s programmatic 

portfolio aligns with community needs. Needs are different than wants and, in an effort to delineate 

between the two, the Department utilizes statistically valid community surveys, program evaluations, and 

other qualitative and quantitative feedback to continually align the programmatic portfolio.  

1.1.5 Creation of a Constituent-Centered Culture 

In addition to the community outreach techniques used by the Department, four foundations and councils 

have been established to help create a constituent-centered culture as it relates to programs, services, 

and needed experiences: 

• P.L.A.Y. Foundation (Parks and Leisure activities for Adults and Youth): The Department works

with County social service agencies to identify those residents in need of assistance. The

Department processes eligible requests for scholarships and places family members in the

programs of their choice. P.L.A.Y. Foundation scholarships have provided summer camps and

classes to area youth, as well as recreational opportunities for families.

• Parks Foundation: The Prince William County Parks Foundation supports the mission of the

Department through fundraising efforts, grant applications and developing community

partnerships.

• Arts Council: The Council’s mission is to foster the creation, production and appreciation of the

arts in the Greater Prince William Area through advocacy and education. The Department

oversees an annual grant program to support the Arts Council’s mission.

• Trails & Blueways Council: The Council advises the Department, Board of County Supervisors,

Department of Transportation, and the Planning Office on multi-modal trail opportunities, with

the mission of developing a high-quality, interconnected system of non-motorized trails and water
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trails throughout the county. Members are appointed by the Board of County Supervisors, and 

members elect their officers annually. 

• Historic Preservation Foundation: Supports Prince William County’s efforts to preserve the past

and fund projects that restore County-owned historic properties and structures.

The County also has two entities that operate in an advisory capacity: the Prince William County Historical 

Commission and the Tourism Advisory Board.  The Tourism Advisory Board is a group of local business 

owners and operators that work with the Office of Tourism to promote retail, lodging, sports, and 

historical/cultural opportunities in the county.  The Historical Commission advises the Board of County 

Supervisors in its efforts to identify, preserve, protect and promote the County’s historical sites, artifacts, 

buildings and events.  

1.1.6 Experiences Desirable for Clientele 

The Department uses the information gleaned from conducting needs assessments, and through 

conversations with the various councils and foundations, to ensure needed and expected recreation 

experiences are offered. The range of programs offered by the Department is further supported by the 

Department’s Capital Improvement Plan (CIP), which helps ensure there are adequate facilities and 

amenities available to meet programming demand.  The Department’s CIP also addresses physical barriers 

and accessibility of the Department’s facilities and park amenities.  The Department is continually working 

to improve accessibility to its facilities and programs and provide an equitable distribution of facilities and 

programs county-wide. 

1.1.7 Community Opportunities 

It is the Department’s aim to deliver programs and services for all abilities, demographics, geographic 

locations, etc. Prince William County desires “a community choice for all.” In accordance with the 

requirements of Title II of the Americans with Disabilities Act of 1990, as amended (ADA), the Department 

will not discriminate against qualified individuals with disabilities on the basis of disability in the County’s 

services, programs, or activities. Additionally, the Department’s Park Ranger Division is responsible for the 

oversight of security practices and ensuring the safety of visitors in all parks, as well as the protection of 

park resources. It is through these lenses that the Department strives to provide community opportunities 

for everyone that calls Prince William County home. 

Organizational Structure 

1.1.8 Director 

The Department Director exercises general control of the Prince William County Department of Parks, 

Recreation & Tourism, working through subordinate supervisors. He or she is responsible for 

implementing the goals, objectives, policies, and regulations issued by the Board of County Supervisor for 

the planning and development of parks, recreation facilities, and programs, and is the spokesperson for 

the Department. The Director maintains financial controls through best budget practices and the capital 

development plan to operate the parks system.  

The Director’s administrative coordinator provides administrative services to the Director, and prepares 

agendas and materials for the Parks Commission, including recording the minutes for Parks Commission 

meetings. 



       Prince William County Department of Parks, Recreation & Tourism 

6 

1.1.9 Deputy Director 

The Deputy Director oversees four groups. In addition to the Marketing & Communication and Recreation 

Services Divisions, the Deputy Director also oversees Park Rangers and Historic Preservation. The Park 

Rangers maintain the safety and security of all park lands and facilities. Historic Preservation oversees the 

operations and programming of all historic sites and artifact collections. 

1.1.10 Departmental Divisions Listing 

Administrative Services Division - Oversees all human resource, finance, and risk management functions 
of the Department. 

Marketing & Communication Division - Oversees all public information and marketing functions of the 
Department including website management, advertising, and events involving elected officials. 

Planning & Capital Projects Division - Oversees all park planning, construction and project management 
functions of the Department including capital projects and comprehensive plans. 

Maintenance & Operations Division - Oversees all facility and grounds maintenance functions across the 
Department. 

Recreation Services Division - Oversees the operation of all recreation facilities/sports fields, participant 
registration and fees, facility rental functions, and programming functions of the Department. 

Office of Tourism - Oversees all efforts to bring non-residents into the county for tourism opportunities 
to enhance economic growth. 

1.1.11 Organizatonal Chart 
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1.1.12 Recreation Division Organizational Chart with Working Titles 

1.1.13 Parks Commission 

The Parks Commission is an advisory body that provides guidance and public support for the construction 

and operation of the County’s parks and recreation facilities. The Parks Commission is made up of eight 

appointed members, all appointed by members of the Board of County Supervisors, which represent each 

magisterial district, with the at-large commissioner appointed by the Chairperson. The Department 

Director, or designated staff, provide updates to the Commission on items of interest during monthly 

Parks Commission meetings. 

Recreation Budget 

The program staff contribute to the annual budget process by requesting additional program or staffing 

funding or reallocation. The budget preparation process begins each fall and is presented and approved 

by the Board of County Supervisors in late spring. The budget document sets the plan for program 

offerings for the following calendar year. It is understood that a new program opportunity can be added 

or used to replace a struggling program if it aligns with the Department’s overall mission and is a good 
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opportunity. This gives managers and supervisors an expectation and direction each calendar year for 

what programs will be offered for a particular year, as well as expense information and revenue 

projections. 

1.1.14 FY19 Recreation Division Budget 

Below is a copy from the approved FY19 Prince William County budget that presents key measures, 

program activities, and workload measures. 

• FY19 Expenditure Budget for Recreation Division: $17,734,158, which includes 233.3 Full Time

Equivalent employees (FTEs).

• FY19 Revenue (adopted): $13,719,869.
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Chapter 2. Community Profile 

Demographics of Prince William County 

Prince William County’s park resources are widely dispersed, making the target market the entire county. 

While the Cities of Manassas and Manassas Park each offer some amenities for their residents, many city 

residents still seek opportunities at county facilities. 

2.1.1 Population 

A growing population is usually perceived as an advantage for economic growth. More residents imply 

greater investment in the youth, greater educational opportunities, greater innovation, and purchasing of 

goods and services. Prince William County’s population has grown steadily due to the combined effects 

of migrant growth, as well as organic growth. The County is the second largest (by population) and fourth 

fastest growing county in the state of Virginia. The County’s population increased by 43% from 280,813 in 

2000, to 402,002 in 2010. Moreover, continued growth is anticipated, and the County’s population is 

expected to approach 559,000 residents by 2040. Recent estimates suggest that as of June 2018, the 

County was already home to 460,457 residents. Prince William County’s population is among the most 

rapidly growing in the region. 
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2.1.2 Racial and Ethnic Makeup 

Prince William County’s racially and ethnically diverse population makes it one of the most globally 

represented communities in the region, offering potential employers a range of skill sets including a multi-

lingual labor force. According to national daily newspaper, USA Today, “Prince William County is at the 

leading edge of a diversity explosion that is currently sweeping the USA.”  

More than half of the County’s population is either African American, Hispanic, Asian, or some other 

racial/ethnic background, which is substantially higher compared to the state of Virginia and United 

States. Prince William’s percentage of Hispanic population (the fastest growing population in the United 

States) is also higher at 22% compared to the state of Virginia and the nation.  

Multi-ethnic residents are helping boost the local economy by providing a ready workforce. They enhance 

the historic richness of Prince William County by adding new languages, cultures, traditions, and food in 

addition to buying homes, opening businesses, and supporting local enterprises. 

2.1.3 Multi-Lingual Society 

A larger percentage of Prince William County’s population is multi-lingual compared to the state of 

Virginia and the United States. As the demand for multi-lingual employees continues to rise, Prince 

William County offers a linguistically-skilled workforce that is better able to meet that demand and 

engage effectively with the global community. Approximately 30% of the County’s population speaks a 

second language – a higher percentage compared to Virginia and the United States. 
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2.1.4 Gender Diversity 

Not only is Prince William County’s population racially and ethnically diverse, it is also relatively evenly 

balanced along gender lines. 
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2.1.5 Age and Age Distribution 

Prince William County’s population reflects a relatively young, vibrant community. Its median age of 

34.4 years is lower than that of neighboring jurisdictions, the state of Virginia, and the United States. 

More than half of the County’s population (between ages 25-64) forms part of its current active labor 

force. Moreover, the percentage of the population that is 65 and over in Prince William County is lower, 

at only 8%, compared with 14% for the state of Virginia. The segment of Prince William County’s 

population which comprises its “young professionals” and is indicative of its ability to support future 

business labor requirements (ages 25-44) makes up 30% of its population, a proportionately larger 

segment than the state of Virginia and the United States. 
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Chapter 3. Existing Recreation Program Framework 

Introduction 

How programs and services are delivered to Prince William County residents and other system users 

focuses largely on: 

• Marketing

• Registration

• Length and frequency of programs

• Risk management

• Program evaluation

Essentially, these points can be broken into two categories: 1) program implementation and 2) program 

assessment. The first five functions revolve around program format and delivery and the last function 

provides an assessment for continued implementation.  

Program Marketing 

The Marketing & Communications Division oversees and produces all marketing materials and social 

media marketing for the facilities and programs. Most sites and programs do not have separate marketing 

budgets, so all sites must share a limited budget for all promotional collateral and online marketing efforts. 

3.1.1 Marketing Request Procedure 

Marketing requests can be done by staff at any time in writing, via the Marketing Request Form, or 

during the monthly in-person intake meetings with Marketing & Communications staff. During this 

monthly meeting, all requests for a work team or facility are reviewed and prioritized. See the Appendix 

for the Marketing Request Form. 

Registration Procedures 

Program registration and payments are accepted online, via fax or mail, or in-person. Payments may be 

accepted over the phone for account balances. A credit card is required for fax, phone-in or online 

registration. Each online account requires a household number to process, which is acquired during the 

account setup. To assist the customer, programs are found using numeric codes that correspond with the 

listing in the Leisure magazine. Parents or participants who register for programs receive receipts with 

program details and contact information. Credit card payments are accepted at any time; cash or check 

payments may only be used for in-person registrations. 

3.1.2 Overview of Registration Software (RecTrac) 

Vermont Systems’ RecTrac 3.1 application is currently used for all program registration, facility 

reservation, and payment processing. Program staff use RecTrac for rosters, registration reports, 

revenue reports, and other program management functions. 
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3.1.3 E-pact Information Storage 

E-pact is an online HIPAA (Health Insurance Portability and Accountability Act) compliant application

that connects to household accounts in RecTrac and sends links to collect and safely store participants’

health information for program staff. Program staff manage the accounts and information, and update

forms accordingly.

3.1.4 Discounts & Vouchers 

Discounts are offered for non-profit groups that rent sports fields. The Department also offers a $50 

voucher for parents that register for camp early, which can be applied to the family’s account balance. 

The Department also accepts third-party payments from other agencies who sponsor camp and program 

fees for low income children. 

3.1.5 Fee Collection 

Program and rental fees are due at the time of registration/rental agreement. Sports fees may include a 

deposit for tournaments with the balance due on a date prior to the tournament date. Accounts with 

delinquent balances that are more than 30 days old may be assessed a late fee, which is typically 6%. A 

returned check fee of $50 may be applied to accounts that submitted check payments with insufficient 

funds in the account. 

3.1.6 Cancellation Procedure 

Classes and programs are based on meeting a minimum enrollment. If this minimum is not met, classes 

will be subject to cancellation by the Department. Customers are notified of cancellations. Participants 

are permitted to cancel by contacting the facility where the program is held at least one week prior to 

program start and making a cancellation request.  

3.1.7 Refund and Account Credit Procedure 

Full payments are refunded in accordance with the Department’s cancellation policy, for classes with 

insufficient enrollment or other reasons that may arise. For customer cancellations, full payment is 

refunded, minus a $10.00 administrative fee. Cancellations made before the second class receive credit 

for half of full payment. No refunds or credits are granted for cancellations requested after the second 

class. 

Length & Frequency of Programs 

Other than events, most programs are offered in spring, fall, and winter of each year. The Leisure 

magazine program guide is published each season to advertise that season’s program offering, and a 

Summer Camp Guide is published in the spring to advertise the upcoming summer camp schedule. 

3.1.8 Instructional Classes 

Typically, instructional classes last between 45 minutes to 1.5 hours. Longer classes like workshops or 

training programs may last a full day or longer per session. 
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3.1.9 Camps 

Typically, camps are offered in partial or full day options. Partial day options generally are either for 

younger campers or tend to have more specialized programming.  

3.1.10 Sports Programs 

Clinics, practices, camps, and leagues may occur over multiple sessions to make up a season of play. 

3.1.11 Fitness Programs 

Fitness programs are mostly instructional, typically lasting 1.5 hours less. They may also be drop-in, or 

session-based. 

3.1.12 Aquatics Programs 

Aquatics programs are mostly instructional, typically lasting 1 hour or less. They can include lifeguard or 

water safety instructor training courses lasting multiple sessions as well. 

3.1.13 Events 

Typically, events are one day or less, but festivals can last more than one day; these are offered to large 

groups of participants, typically much longer than a class. 

Risk Management 

Background checks occur before recreation staff are hired.  Program staff are also fingerprinted for nation-

wide sex offender status. Recreation staff are trained in multiple areas to ensure safe operations of sites 

and programs. These trainings include Bloodborne Pathogens, Active Shooter, Stop the Bleed, First Aid, 

CPR, Certified Pool Operator Course, Water Safety Instructor Course, and Ellis & Associates Lifeguard 

Certification. Training logs are kept for each course, and Aquatics staff are responsible for ensuring 

training files are kept up to date for lifeguard and pool operator staff.  

Ellis & Associates staff conduct external safety audits on lifeguard and aquatics staff. Recreation staff who 

oversee pool pump rooms and balance pool water chemicals are provided with Personal Protective 

Equipment (PPE) to ensure safe handling of chemicals. Staff are provided guidance from internal Risk and 

Human Resources staff on workplace injuries and accidents, and document submission for worker’s 

compensation claims. Fitness and personal training staff must possess certifications to instruct fitness 

classes at facilities. These training records and certifications are kept on file at the sites by the Fitness 

Managers. 

3.1.14 Background Checks 

All employees and volunteers 18 years of age or older are subject to a background check. Employees 16-

18 years of age, directly responsible for the care or supervision of a vulnerable population, are required 

to complete a modified background check. Level I positions are positions directly responsible for the 

care or supervision of a vulnerable population to include minors, persons with disabilities, or the elderly. 

Level II positions are positions not directly responsible for the care or supervision of a vulnerable 

population to include minors, persons with disabilities, or the elderly. Criminal background checks are 

required under these conditions: 
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• An employee new to the Department;

• A Department employee moving from a Level II to a Level I position or from one Level I position

to another Level I position;

• An employee re-hired after a break in service of more than 12 consecutive months;

• A volunteer in a Level I position; and

• A volunteer “re-hired” in a Level I position after a break in service of more than 12 consecutive

months.

See the Appendix for an example Background Check Packet and an Ellis & Associates Audit example. 

3.1.15 Financial Controls 

All staff who handle payments, or process payments, complete training on the cash handling policy 

through the Department’s Business Services and Finance staff. Training is conducted multiple times per 

year based on season and staff needs. All sites that accept payments are internally audited multiple 

times per year to ensure compliance with cash handling procedures. Audits are reviewed by supervisors 

and approved by the division manager. Any follow up training is completed as quickly as possible 

following the audit report to ensure staff are following procedures to minimize audit findings. See 

Appendix for the Cash Handling Policy. 

Program Evaluation 

To ensure programs are designed and executed to achieve the Department’s mission, meet goals, and 

result in benefits to the participant and community, each goal is accompanied by a specific, measurable 

objectives (see Chapter Four). Program evaluations have been redesigned to result in more outcome-

oriented results and improve tracking and monitoring of annual progress. An annual review of all program 

survey reports is done by the Program Manager. 

3.1.16 Forms and Surveys 

Program evaluations are typically completed by participants at the conclusion of the program. Summer 

camps also administer a mid-summer survey to parents. Feedback cards are also available at the indoor 

facilities to encourage all visitors/participants to provide feedback throughout the year. Customer 

surveys on overall park and experience satisfaction are also available for most of the year. Surveys are 

closed for select periods to allow for evaluation of the collected data. Fitness surveys occur during both 

spring and fall to allow for updated instructor feedback. 

3.1.17 Evaluation Reporting 

Once a survey is closed and all survey data is analyzed, a report is generated based on percentages and 

all comments received are supplied to the program staff for review. Program staff are encouraged to 

consider participant feedback in their planning for the next program season and make changes as 

necessary to meet participant needs. See the Appendix for an example evaluation survey. 
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Enhancing the Existing Framework 

The Department’s existing programmatic framework follows a more “traditional” approach: program 

promotion and evaluation. This framework provides a good base from which to work, but the more 

present challenge for parks and recreation agencies is to: 

• Track and implement pertinent metrics

• Integrate advances in social media

• Deliver programs and services in the manner and formats most desired by clientele, and

• Perform evaluations that measure specific, and measurable, program objectives

The next chapter will dive deeper into the existing program framework. An assessment of existing 

conditions along with performance enhancement recommendations will also be discussed and provided. 
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Chapter 4. Recreation Program Assessment 

The Current System 

The Recreation Division is tasked with implementing the Department’s county-wide outreach effort 

through recreational programs and events. They are also responsible for supporting, planning and 

implementing programs and services that occur in other community locations that are not within the 

Department’s parks and facilities. The role of the Recreation Division in both leading and supporting 

programs and events is concentrated in ten interrelated service areas (see section 4.2.1). It is important 

to note that these service areas do not function independently but rather are integrated with each other 

and with park operations. 

4.1.1 Overall Recreation Programming Initiatives & Goals 

Staff use the Program Determinant Form and the Class Analysis Form (see the Appendix) to determine 

which recreation programs and services should be offered to best serve the needs of the community. Both 

forms are helpful in aiding staff in determining the benefits of adding a program or service. In addition, 

the Recreation Division strives to integrate the directives/focus areas of the Department’s Strategic Plan 

into the programming framework by developing division-specific goals and objectives (see table below). 

It should be noted, however, that the goals and objectives listed below serve as a high-level guidance and 

more program-specific goals and objectives are also created for each of the division’s core program areas. 

Strategic Plan Focus Area Goal Objective 

Positive Experience for Guests 

at Every Touch Point 

Continue to maintain high 

customer response scores on 

Department surveys. 

Maintain 95% or better on 

survey questions regarding staff 

courtesy, knowledgeability, and 

helpfulness. 

Community Engagement Utilize surveys and multiple 

delivery methods to ensure as 

many participants are reached 

as possible. 

Produce annual report on 

program evaluations to 

evaluate effectiveness of 

evaluation tools. 

Community Engagement Ensure programs are wanted 

and valued by the community 

by planning for emerging 

trends. 

Utilize life cycle and competitor 

data to predict annual program 

trends in the area. 

Employee 

Engagement/Leadership at All 

Levels 

Expand customer service 

knowledge for front-line 

Recreation staff. 

Conduct 3 customer service 

training sessions with all 

Recreation staff during 2020. 

Operational, Planning, and 

Business Excellence 

Transfer more paper systems to 

online systems for customers. 

Setup and begin allowing 

customers to reserve picnic 

shelters and buy temporary 

field use permits online. 
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Operational, Planning, and 

Business Excellence 

Utilize audit findings to improve 

areas in licensing, cash 

handling, and aquatic safety. 

Ensure 90% of all audits 

conducted are 

favorable/exceeding 

expectations. 

Safety and Environment Reduce waste and carbon 

footprint at recreation sites. 

Reduce need for plastic straws 

and lids by 20% each year and 

eliminate all plastic straws and 

lids at concession stands by 

2025. 

Core Program Areas 

To help analyze the Department’s programming options, it is important to identify core program areas to 

create a sense of focus. Typically, core program areas are foundational program categories that are of 

greatest importance to the community. Public recreation is challenged by the premise of being all things 

to all people. The philosophy of the core program area assists staff, policy makers, and the public to focus 

on what is most important. Program areas are considered core if they meet a majority of the following 

categories: 

• The program area has been provided for a long period of time (over 4-5 years) and/or is expected

by the community.

• The program area consumes a relatively large portion (5% or more) of the organization’s overall

budget.

• The program area is offered 3-4 seasons per year.

• The program area has wide demographic appeal.

• There is a tiered level of skill development available within the programs area’s offerings.

• There is full-time staff responsible for the program area.

• There are facilities designed specifically to support the program area.

• The organization controls a significant percentage (20% or more) of the local market.

4.1.2 Existing Core Program Areas and Corresponding Objective(s) 

For the purposes of this Recreation Program Plan, recreation programs and services have been divided 

into ten “core program areas.” These areas serve as the basis for analysis and recreation program 

planning. Each program area has an identified overall objective(s) and/or desired outcome(s). 

Aquatics 

"To provide the opportunity to learn to swim independently and safely in the water by all user groups." 

Camps & Out of School Programming 

"To provide enriching camp activities that encourage social and emotional growth and promote respect 

and kindness toward others. To provide camp programs that allow children the opportunity to try different 
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things, develop new friendships, explore the outdoors, kick start an active lifestyle, and most of all to have 

fun!" 

Dance & Performing Arts 

“To provide opportunities for creative movement and self-expression through dance programming.” 

Environmental Education & Outdoor Recreation 

“To provide opportunities to experience and learn to be good stewards of the outdoor environment.” 

First Tee 

“To impact the lives of young people by providing educational programs that build character, instill life-

enhancing values, and promote healthy choices through the game of golf.” 

Fitness & Health 

“To provide a variety of recreational and leisure opportunities to enhance overall health and wellbeing 

through fitness services and programming."  

Historic Preservation 

"To manage and maintain an inventory of diverse culturally and naturally significant properties 

throughout Prince William County and interpret these sites to the public through exhibitions, programs 

and events, published research, and interpretive signage.” 

Inclusion/Adaptive 

"To create opportunities for people with disabilities to engage in a variety of recreation and leisure 

activities and improve social, emotional, cognitive, and physical skills in a safe and supportive 

environment." 

Preschool 

"To provide experiences and opportunities which stimulate learning in all developmental areas: social, 

emotional, physical, and cognitive." 

Sports 

“To provide opportunities to participants of all ages and skill levels through healthy activities that promote 

the development of athletic skills, social and life skills, and sportsmanship.” 

Program Strategy Analysis 

4.1.3 Age Segment Analysis 

The figure below depicts each core program area and the most the age segments they serve. Each 
age group served by each program is marked with an "X". Blank boxes can identify potentially 

“underserved” age segments. 

Core Program Area
Preschool

(5 and Under)

Elementary

(6-12)

Teens

(13-17)

Adult

(18+)

Senior

(55+)

All Ages 

Programs

Aquatics X X X
Camps X X X
Dance and Performing Arts X X X X
Environmental Education X X
First Tee X X
Fitness & Health X X
Historic Preservation X X
Inclusion/Adaptive X X X
Preschool X
Sports X X X

x X

X

X X
X

X
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Based on the county’s demographics, there is a large part of the county population that is older than 45 

years old (33%). There is also a large part of the population that is under the age of 14 (24%). Given the 

county’s demographics, there should be a strong focus on adult programming as much as there is for 

youth. There is a strong emphasis for youth, but adults and all-ages programming can be expanded.  
Programs for senior adults can be expanded through partnerships with other agencies.

Program staff should include this information when creating or updating program plans for individual 

programs. An age segment analysis can also be incorporated into mini-business plans for a more 

comprehensive program planning approach.  

4.1.4 Program Lifecycle 

A program lifecycle analysis involves reviewing each program offered by the Department to determine 

the stage of growth or decline for each. This provides a way of informing strategic decisions about the 

overall mix of programs managed by the Department to ensure that an appropriate number of programs 

are “fresh” and that relatively few programs, if any, need to be discontinued. This analysis does not need 

to be based on strict quantitative data, but rather, can be based on staff members’ knowledge of their 

program areas. 

The figure below shows the percentage distribution of the various lifecycle categories of the 

Department’s programs. These percentages were obtained by comparing the number of programs in 

each individual stage with the total number of programs listed by staff. The program portfolio in general 

aligns well with best practice ranges. When diving deeper into individual core program areas, the 

following additional observations are apparent: 

• The majority of Aquatic programming is considered “mature”

• Dance & Performing Arts; Environmental Education & Outdoor Recreation; Historic Preservation;

and Inclusion & Adaptive all have more “growth” programs than any other category

• Preschool, Sports, and The First Tee programs closely align with best practice ranges

It is important to move programs across the lifespan (especially moving programs into the maturation 

stage). It is useful to have a strong percentage in the early stages to make sure there is innovation in 

programming and that the Department is responding to changes in community need. If a program is in 

‘Saturation’ stage, it may not necessarily need to be retired – it could be that it is a legacy program that is 

beloved by the community. However, it is useful to look also at attendance trends – are there fewer 

participants over the last few offerings? If so, the community may be looking for a different type of 

program. While there are exceptions (such as facility space), most programs in the ‘Saturation’ and 

‘Decline’ stages are ready to retire. 

Description
Recommended 

Distribution

Introduction New program; modest participation 15%

Take-Off Rapid participation growth 7%

Growth Moderate, but consistent participation growth 34%

2n
d

 

St
ag

e

Mature Slow participation growth 37% 37% 40%

Saturation Minimal to no participation growth; extreme competition 4%

Decline Declining participation 3%3r
d

 

St
ag

e

7% 0-10%

Lifecycle Stage
Actual Program 

Distribution

1s
t 

St
ag

e

56% 50-60%
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4.1.5 Program Classification 

Conducting a classification of services for all programs informs how each program attributes to fulfilling 

the Department’s mission. It is important to recognize the goals and objectives of each core program area, 

who the program areas serve, and how the program areas should be funded with regard to tax dollars 

and/or user fees and charges. How a program is classified can help to determine the most appropriate 

management, funding, and marketing strategies. 

Program classifications are based on the degree to which the program provides a public benefit versus a 

private benefit. Public benefit can be described as everyone receiving the same level of benefit with equal 

access, whereas private benefit can be described as the user receiving exclusive benefit above what a 

general taxpayer receives. 

The Consultant Team uses a classification method based on three indicators: Essential, Important, and 

Value-Added. Where a program or service is classified depends upon alignment with the organizational 

mission, how the public perceives a program, legal mandates, financial sustainability, personal benefit, 

competition in the marketplace, and access by participants. The following figure describes each of the 

three program classifications. 

ESSENTIAL 

Programs 

IMPORTANT 

Programs 

VALUE-ADDED 

Programs 

Public interest;  
Legal Mandate;  
Mission Alignment 

• High public expectation • High public expectation • High individual and
interest group
expectation

Financial 
Sustainability 

• Free, or nominal fee
tailored to public needs

• Requires public funding

• Fees cover some direct
costs

• Requires a balance of
public funding and a
cost recovery target

• Fees cover most
direct and indirect
costs

• Some public funding
as appropriate

Benefits (i.e., health, 
safety, protection of 
assets). 

• Substantial public benefit
(negative consequence if
not provided)

• Public and individual
benefit

• Primarily individual
benefit

Competition in the 
Market 

• Limited or no alternative
providers

• Alternative providers
unable to meet demand
or need

• Alternative
providers readily
available

Access • Open access by all • Open access

• Limited access to
specific users

• Limited access to
specific users
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With assistance from staff, a classification of programs and services was conducted for each of the 

recreation programs offered by the Department. The programs were classified using a three-tiered system 

of essential (mostly public), important (mix of public and private), and value added (mostly private). 

Almost all of the programs classified were identified as “important.” It should be noted, however, that the 

reason a majority of the Department’s programs were classified as “important” is because of the 

Department’s cost recovery philosophy associated with programming. The Department has a high focus 

on recovering programmatic costs; therefore, almost all program offerings will have some degree of cost 

recovery expectation. The following figure represents the program portfolio breakdown. 

ESSENTIAL IMPORTANT VALUE ADDED 

• Mostly PUBLIC good

• Aligns with City / Dept

missions

• Serves majority of the

community

• Limited or no

alternative providers

“This program MUST be 

offered.” 

Mix of PUBLIC and PRIVATE 

good 

Important to the Community 

Services the broad community 

Alternate providers, but can’t 

meet need or demand 

“This program SHOULD 

USUALLY be offered.” 

Mostly PRIVATE good 

Enhances community offerings 

Serves mostly niche groups 

Multiple alternate providers 

available 

“This program is NICE to offer.” 

PWC = 1% 

Free or nominal fee 

PWC = 98% 

Fees cover direct costs 

PWC = 1% 

Fees cover most direct/indirect 

costs 

Cost Recovery Target = 0-25% Cost Recovery Target = 100% Cost Recovery Target = 100% +

Another way to describe these three classifications is to analyze the degree to which the program provides 

a community versus an individual benefit. These categories can then be correlated to the Essential, 

Important, and Value-added classifications. This, in turn, aligns with an agency’s cost recovery philosophy. 

*Vast majority of programs
are instructional with equal
public and private good

*Other essential items include
playgrounds, trails, outdoor
fitness, self-directed activities

*Mostly advanced levels or
private lessons
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4.1.6 Cost of Service & Cost Recovery 

Developing a Recreation Program Plan can help further explore programmatic costs. Since the 

Department has a robust cost recovery philosophy, there are cost recovery targets established for core 

program areas. It should be noted, however, that the cost recovery targets represent direct costs only and 

do not include any indirect costs.  

Understanding the Full Cost of Service 

Calculating indirect costs should be a part of a full cost of service model/approach. Completing a cost of 

service analysis not only helps determine the true and full cost of offering a program but provides 

information that can be used to price programs based upon accurate delivery costs. The figure below 

illustrates the common types of costs that must be accounted for in a cost of service analysis. 

The methodology for determining the total cost of service involves calculating the total cost for the 

activity, program, or service, then calculating the total revenue earned for that activity. Costs (and 

revenue) can also be derived on a per unit basis. Program or activity units may include: 

• Number of participants;

• Number of tasks performed;

• Number of consumable units;

• Number of service calls;

• Number of events;

• Required time for offering program/service.

TOTAL

COSTS FOR 

ACTIVITY

Personnel

Costs Indirect

Costs

Admin. 
Cost

Allocation

Debt

Service

Costs

Supply and 
Material 

Costs

Equipment 
Costs

Contracted 
Services

Vehicle 
Costs

Building 
Costs
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Current Cost Recovery 

As previously identified, Prince William County’s cost recovery targets are rather high in general. The 

following figures present the cost recovery targets and actuals (direct costs only) for the program 

portfolio. As shown by the figures, the average cost recovery percentage exceeds the cost recovery target 

percentage for each core program area with the exception of Inclusion/Adaptive and The First Tee. 

Core Program Area Program/Activity
Cost Recovery Goal

(Percentage)

Actual Cost Recovery

(Percentage)
Notes/Comments

SBDCRC Group Swim Lessons 100% 150%

SBDCRC Private Swim Lessons 100% 109%

WW group Swim Lessons 140% 120%

WW Jr. Lifeguard 140% 241%

Swim Lessons Preschool - Graham Park 150% 180%

Swim Lessons Level Classes - Graham Park
100% 173%

Certified Pool Operator Course 100% 151%

Chinn Group Swim Lessons 100% 156%

Chinn Private Swim Lessons 100% 122%

Chinn Water Saftey Instructor 100% 250%

Chinn Synchronized Swimming 100% 368%

Chinn Master Swim 100% 118%

SD Swim Lessons Level 1 125% 116%

SD Swim Lessons Level 2 125% 116%

SD Swim Lessons Level 3 125% 116%

SD Swim Lessons Preschool Levels 1-3 125% 116%

SD Junior Lifeguard Camp 125% 114%

Min 100% 109%

Max 150% 368%

Average 115% 160%

Summer Camp - Variety 140% 155%

Abrakadoodle 140% 140%

Summer Camp -Archery 140% 174%

Summer Camp -Tennis (USTA) 140% 140%

Little Acorns (Pre) 140% 128%

Gro Lil Explorers 140% 190%

Gro Jr. Explorers 140% 108%

Chinn Before and After School 100% 206%

Chinn Full Day Camps 100% 202%

Chinn Partial Day Camps 100% 44%

Min 100% 44%

Max 140% 206%

Average 128% 149%

SBDCRC Dance 100% 157%

Adapted Dance 100% 124%

Ballet/Tap/Jazz (All Classes/Ages) 100% 170%

Ballroom Dance 1 & 2 100% 171%

Beginner & Teen Hip Hop 100% 185%

Dance Tumbling 100% 172%

Homeschool Dance (All Classes) 100% 83%

Lyrical & Lyrical Jazz 100% 0%

Intro to Dance (All Varieties) 100% 160%

Musical Theatre 100% 164%

Toddler & Parent Child Dance 100% 170%

Specialty Dance  & Workshops 100% 166%

Min 100% 0%

Max 100% 185%

Average 100% 144%

Camps & Out of School

Aquatics

Dance & Performing Arts
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Core Program Area Program/Activity
Cost Recovery Goal

(Percentage)

Actual Cost Recovery

(Percentage)
Notes/Comments

Scouting
100% 118%

The BSA does not want this program to be 

revenue generating. 

Science in the Park 75% 63%

Min 75% 63%

Max 100% 118%

Average 88% 91%

SBDCRC Personal Training 100% 113%

SBDCRC Tai Chi
100% N/A

PWC receives 40% of revenue; contract 

agreemment.

SBDCRC Pilates 100% 180%

SBDCRC Metabolism Testing 100% 240%

SBDCRC Equipment Orientation N/A N/A Revenue is tied to pass plans.

SBDCRC Personal Training Consultation N/A N/A Revenue is tied to personal training.

SBDCRC Teen Orientation N/A N/A Revenue is tied to pass plans.

SBDCRC Group Fitness N/A N/A Revenue is tied to pass plans.

Chinn Personal Training 100% 154%

Chinn Tai Chi 100% 191%

Chinn Line Dancing 100% 189%

Chinn In Sh8pe 100% 169%

Chinn Swim Skills & Drills 100% 117%

Chinn Metabolism Testing 100% 232%

Chinn Equipment Orientation N/A N/A Revenue is tied to pass plans.

Chinn Personal Training Consultation N/A N/A Revenue is tied to personal training.

Chinn Teen Orientation N/A N/A Revenue is tied to pass plans.

Chinn Group Fitness N/A N/A Revenue is tied to pass plans.

Min 100% 113%

Max 100% 240%

Average 100% 176%

WW2 Weekend 100% 675%

Bee Day 100% 250%

Antique Car Show 100% 379%

Art Day 100% 31%

Camp Fire 100% 106%

B Movie Night 100% 14%

Early Day of PWC 100% 18%

Holidays Through the Ages 100% 400%

Wedding Expo 100% 1100%

Egg Hunt 100% 329%

Girl Scout Badge 100% 158%

Yoga on the Lawn 100% 143%

18th Century Living Camp 100% 1000%

Jackson Bus Tour 100% 170%

155th Bristoe Station Anniversary 100% 100%

First Day Hike 100% 100%

Park Day 100% 100%

Civil War Hospital Weekend 100% 165%

Eggstravaganza 100% 134%

Everyday Full of Work 100% -32%

Rose Garden Tea 100% 138%

Civil War Basic Camp 100% 114%

Civil War Advanced Camp 100% 137%

Civil War Homefront 100% 0%

Potomac Blockade 100% 235%

Step on guide 100% 200%

Lecture Series 100% 155%

Brentsville Day 100% 46%

Spirits of Brentsville 100% 400%

Art n' the Car Festival 100% 296%

Historical Yuletide Dinner 100% 59%

Bville Holiday Concert 100% 189%

Walking Tours of PWC Towns 100% 10%

Brentsville-Farm Tour 100% 0%

African American History @ Bville 100% 100%

Women's History Tour @ Bville 100% 100%

Classic Movie Night 100% 5%

School is Back in Session 100% 0%

Paranormal 101 & Overnight 100% 4500%

Lucasville School Open House 100% 78%

Brews and Brains 100% 80%

Nature Day at Brentsville 100% 15%

Juneteenth at Lucasville 100% 10%

Haislip-Hall Overnight 100% 650%

Fall Harvest Campfire 100% 206%

Native American Campfire 100% 160%

Ghost Story Campfire 100% 420%

Min 100% -32%

Max 100% 4500%

Average (Median in this Case) 100% 137%

Environmental Education/

Outdoor Recreation

Fitness & Health

Historic Preservation
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Core Program Area Program/Activity
Cost Recovery Goal

(Percentage)

Actual Cost Recovery

(Percentage)
Notes/Comments

Adapted Paint Nite 135% 127%

Adapted Cooking 125% 110%

Adapted Sports 135% 148%

Aquatic Mobility 135% 105%

Adaptive Healthy Kids Club 135% 148%

Inclusion Program Supports
0% 0%

ADA inclusion is federally mandated; 

therefore, services are free of charge.

Min 0% 0%

Max 135% 148%

Average 111% 106%

Mini Doodlers 140% 140%

Twoosey Doodlers 140% 140%

Nature Buddies 140% 156%

Preschool Immersion-Spanish 140% 175%

Tumble Tyme 0% 100%

Gro Nature Preschool 140% 91%

Lil Explorers - 4 yrs. 140% 212%

Nature Detectives Day off School Program 100% 140%

Hiking Tykes - Day off School Program 140% 208%

SBDCRC Preschool 100% 160%

SBDCRC Kiddie Tyme 100% 79%

SBDCRC Nursery 100% 5%

Veterans Park Preschool 140% 165%

Chinn Preschool 100% 161%

Min 0% 5%

Max 140% 212%

Average 116% 138%

Vets Park Skateboarding 140% 146%

Vets Park Tennis  (USTA) 140% 140%

Pickleball Intro 140% 100%

Pickleball Clinics 140% 112%

Pickleball Open Play 0% 100%

Vets Park Basketball (open gym) 0% 100%

SBDCRC Basketball Clinic 100% 187%

SBDCRC  Volleyball 100% 191%

SBDCRC Sports Sampler 100% 185%

SBDCRC Aikido 100% 155%

SBDCRC Judo 100% 141%

Chinn Youth Basketball 100% 172%

Chinn Advanced Basketball Clinic 100% N/A

Chinn Basketball Clinic 100% N/A

Chinn Basketball League 100% N/A

Pee Wee Hoops 100% N/A

Chinn Youth Volleyball 100% 142%

Chinn Volleyball League 100% N/A

Chinn Volleyball Clinic 100% N/A

External Sports Leagues 50% 25%

Min 0% 25%

Max 140% 191%

Average 96% 135%

School Program 0% 0% No revenue is attributed to the program.

Summer Camps 100% 100%

Spring Classes 100% 100%

Fall Classes 100% 100%

PGA Jr. League 100% 100%

Tournament 100% 100%

Min 0% 0%

Max 100% 100%

Average 83% 83%

The First Tee

Inclusion/Adaptive

Preschool

Sports
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4.1.7 Pricing 

The pricing of programs should be established based on the cost of service analysis, overlaid onto 

programs areas or specific events, and strategically adjusted according to market factors and/or policy 

goals. Currently, program fees are determined by the cost recovery rate expected for the specific type of 

program and market rate analysis. External leagues charge sports participant fees to differentiate 

between residents and non-residents (typically due to league rules), but this is not used for any other 

types of programs. To determine cost recovery, the program staff typically input their total direct 

expenses (costs) for the program and the minimum number of participants expected to determine the fee 

based on the cost recovery goal. Most programs (excluding inclusion and historic facility tours) are 

expected to recover a minimum of 100% of direct costs. As part of the annual budget process, the 

Recreation division submits a fee list “Not to Exceed” specific fees for program categories.  

Given the existing pricing fee structure, the degree to which pricing strategies are used is currently not 

expansive. Only two pricing tactics are used across all core program areas: market rate (competition) and 

by cost recovery goals. 

 

 

 

Partnerships 

The Department has historically sought to develop partnerships that establish equitable and sustainable 

long-term relationships with like-minded organizations.  The goals of these partnerships is to help further 

the Department’s mission, expand opportunities for Prince William County residents through the creation 

of new programs, activities and the sharing of resources, and maximize the use of County resources to 

allow for more efficient and effective programs and operations. The Department currently benefits from 

a variety of dedicated partners who support park development, facility maintenance and management, 

as well as recreation programs and services opportunities. Public, private and non-profit agencies 

contribute funding for acquisition of park land, facility development, and programming opportunities. 

Partners provide educational resources, subject matter expertise, and other resources to support the 

Department’s vision and goals. Current partners include the Prince William County School District, various 

external sports organizations, Prince William County Departments like Cooperative Extension, Libraries, 

etc., Audubon Society, Keep Prince William Beautiful, the Trails and Blueways Council, Virginia 

Department for Aging and Rehabilitative Services, to name just a few. 

Core Program Area
Age 

Segment

Family / 

Household 

Status

Residency
Weekday / 

Weekend

Prime / Non-

Prime Time

Group 

Discounts
By Location

By 

Competition 

(Market 

Rate)

By Cost 

Recovery 

Goals

By 

Customer's 

Ability to 

Pay

Aquatics X X

Out of School Programming X X X

Dance & Performing Arts X X X

Environmental Education/

Outdoor Recreation X X X

First Tee X X X

Fitness & Health X X

Historic X X X

Inclusion/Adaptive X X X X X X X

Preschool X X

Sports X X X

Percent of Core Program Areas 

That Use Pricing Strategy
20% 0% 10% 0% 10% 20% 40% 100% 100% 10%
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Programming Policies and Procedures 

4.1.8 Program Submission Procedure 

Program staff are encouraged to develop new programs that reflect community interests and trends. Staff 

begin the process of developing a program by completing a Program Determinant Form and a Class 

Analysis/Pricing Worksheet and submitting them to their supervisors for approval. Once the program is 

approved, it can be added to the Leisure magazine program listing and entered into RecTrac for 

registration. Leisure magazine and RecTrac entries are done before each quarter to ensure all program 

data is consistent. Both are reviewed for accuracy before final publication. 

4.1.9 Contract Procedures for Hiring Contracted Program Staff 

The Recreation Program Manager or Enterprise Manager oversees the contract process for soliciting 

independent contractors to instruct programs for the Department. Independent contractors submit their 

bids through the bid process and then are selected for the upcoming year to teach specific types of 

programs. Independent contractors work through the contract administrator to set fees and submit 

program information for the Leisure magazine and RecTrac entry. Contract instructors are paid as outlined 

in their contracts, or at the end of each program session, by submitting a payment voucher, which is 

processed through the financial system. 

Program Standards and Performance Measurement 

A sophisticated program delivery model should be based on a set of program standards and corresponding 

performance measures. Typically, a program delivery model should incorporate the following seven 

categories (among others if desired): 

1) Performance measures

2) HR practices

3) Marketing and promotion

4) Public input

5) Volunteerism

6) Partnerships

7) Competitors and similar providers

The figure on the next page represents the degree to which the Department incorporates facets of each 

category across all core program areas. Notes are provided for applicable line items to provide further 

detail and context as appropriate. 
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Category Best Practice Yes Comments

Total participants X

Participant to staff ratio
X

For preschool, camps, classes, and swim 

lessons

Program cancellation rate (% describing number of programs cancelled due to 

insufficient numbers) 
X

Customer satisfaction level X Surveys & repeat registrations

Customer retention rate X Not robust

Regularly and consistently update policies & procedures X Last update was July 2019

Instructor quality check X Via surveys

Lesson plans
X

For preschool, science in the park, and 

camps

Program evaluation system X

Customer service training X

Basic life safety training (ex. CPR, First Aid) X Required for some positions

Enhanced life safety training X Lifeguard staff

Specialty skill training
X

For ServeSafe, pool operator, and camp 

training

Marketing training

Training on calculating/tracking total cost of facility operations

Training on calculating/tracking cost of service X

Continuing education X

Diversity training X

Performance reviews; full-time X

Performance reviews; part-time X Feedback provided

Performance reviews; seasonal X Feedback provided

Program guides (print) X

Program guides (online) X

Website X

Smart/mobile phone enabled site

Apps

Flyers and/or brochures X

Direct mail

Email blasts and/or listserv X Sporadically

Public Service Announcements (PSAs) X Sporadically

Roadsign marquees X Facility-specific

Paid advertisements X

Radio (paid or free) X

TV (paid or free)

On-hold pre-programmed phone messages

SMS/MMS/Text Message marketing

Newsletters (print) X

Newsletters (online)

In-facility signage X Facility-specific

Facebook X

Instagram X Sporadically

Twitter X

Flickr

YouTube channel X Utilize the County channel

Blogs / vlogs

Webinars

QR Codes X Sparingly

Other

Pre-program surveys

Post-program surveys X

Regular/recurring user surveys X Implement a fitness Survey

Lost customer/user surveys

Non-customer/non-user surveys

Focus groups X Project-specific

Statistically-valid surveys

In-facility, in-park, or on-site surveys X

Crowdsourcing tools (e.g., Peak Democracy, Chaordix, Mind Mixer, etc.)

Other

Track the number of individual volunteers used annually? X

Track the number of volunteer hours donated annually? X Not formalized; estimated

Have a formal/adopted volunteer policy? X Adoption in progress

Maintain a list or database of all partner orgnizations? X Site- or program-based; master list needed

Have a formal/adopted partnership policy? MOU's and agreements exist

Require a written agreement for all partnerships?

Identify measureable outcomes for each partnership?

Maintain a list or database of major competitors/similar providers?
X

Site- or program-based; collected for 

market rate pricing in budget process

Regularly (e.g., annually) conduct an environmental scan of competitors' offerings, 

pricing, and marketing?
X

Site- or program-based; collected for 

market rate pricing in budget process

Public Input Methods

Volunteerism

Sponsorships and 

Partnerships

Similar Providers

Performance Measures

HR Practices or 

Standards

Marketing and 

Promotion
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Program Framework Recommendations 

After reviewing the existing program delivery framework, the following recommendations are provided. 

These recommendations represent a comprehensive approach to program delivery, and they should be 

phased in over time to elevate the existing framework. 

4.1.10 Adopt a Program Lifecycle Evaluation Approach to Programs and Services 

Staff should complete a Program Lifecycle Analysis on an annual basis and ensure that the percentage 

distribution closely aligns with desired performance. Furthermore, staff could include annual performance 

measures for each core program area to track participation growth, customer retention, and percentage 

of new programs as an incentive for innovation and alignment with community trends. 

4.1.11 Align Classification of Services/Programs with Cost Recovery Philosophy 

Classifying programs allows the Department to articulate to users and community members where 

programmatic value reside. Additionally, a classification model provides Department staff with a 

foundation in which program fees and charges can be developed. All costs (direct and indirect) should be 

included in cost of service calculations. Therefore, overhead allocations and any additional indirect costs 

not calculated in the development of this Recreation Program Plan should be considered a top priority. 

This overall classification philosophy, cost recovery targets, and cost of service calculations should help 

produce key performance indicators (KPIs) such as: 

• Per program hour costs

• Per square footage costs

• Per program user costs

4.1.12 Pricing 

Realizing that the Department’s pricing is designed to produce good cost recovery percentages, a dynamic 

pricing strategy should be considered (weekday/weekend, prime/non-prime time, and/or by location). 

Dynamic pricing would allow additional flexibility when pricing programs and services throughout the 

County. 

4.1.13 Enhance the Program Decision-Making Model 

When developing program plans and strategies, it is useful to consider all of the core program areas and 

individual program analyses. Lifecycle, age segmentation, classification, and cost recovery goals should all 

be tracked, and this information along with the latest demographic trends and community input should 

be factors that lead to program decision-making. A simple, easy-to-use tool similar to the table below will 

help compare programs and prioritize resources using multiple data points, rather than relying solely on 

cost recovery. In addition, this analysis will help staff make an informed, objective case to the public when 

a program in decline, but beloved by a few, is retired. 

Program Core Program 

Area 

Age 

Segment 

Lifecycle Classification Cost 

Recovery 

Other 

Factors 
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4.1.14 Adopt a Mini Business Plan Process for Each Core Program Area 

Mini Business Plans (2-3 pages) for each core program area should be created and updated on a yearly 

basis. These plans should evaluate the core program area based on meeting the outcomes desired for 

participants, cost recovery, percentage of the market and business controls, cost of service, pricing 

strategy for the next year, and marketing strategies that are to be implemented. If developed regularly 

and consistently, they can be effective tools for budget construction and justification processes in addition 

to marketing and communication tools. 

4.1.15 Focus on Adding to Best Practices 

The Department should incorporate new best practices in its operations that focus on new KPIs, staff 

development, and solicitation of both user and non-user feedback regarding programs and services: 

• Customer retention rates

• Training about calculating total cost of facility operations

• Lost customer surveys

• Utilization of crowdsourcing tools to solicit user and non-user feedback

4.1.16 Adopt Formal Partnership Policies 

All recreation partnerships established by the Department should be formalized with a written 

agreement(s) with measurable outcomes. When seeking partnerships, the Department should look for 

organizations that could step into program/services weaknesses to provide a program/service that 

currently does not have resource support and has high priority by the community.  

Developed partnerships need to be equitable for both organizations producing reasonable shared benefits 

between parties.  

Certain partnership principles should be adopted by the Department for future partnerships to work 

effectively. These partnership principles are as follows: 

• All partnerships require a working agreement with measurable outcomes to be evaluated on a

regular basis. This should include reports to the agency on the performance, tracked investments,

and outcomes of the partnership including an annual review to determine renewal potential.

• All partnerships should track costs associated with the partnership investment to demonstrate

the shared level of equity.

• All partnerships should maintain a culture that focuses on collaborative planning on a regular

basis, regular communications, and annual reporting on performance and outcomes to determine

renewal potential and opportunities to strengthen the partnership.

• All partners should report to Department staff on a regular basis to plan and share activity-based

costs and equity invested.

• Each partner will assign a liaison to serve each partnership agency for communication and

planning purposes.
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• If conflicts arise, highest ranking leader of each organization will meet to resolve the issue(s) in a

timely manner. Any exchange of money or traded resources will be made based on the terms of

the partnership agreement. Each partner will meet with the other partner’s respective board or

managing representatives annually.

Additional partnerships can be pursued and developed with other public entities such as neighboring 

cities, colleges, state or federal agencies; nonprofit organizations; as well as with private, for-profit 

organizations. 

Potential partnerships development should follow five areas of focus: 

• Operational Partners: Other entities and organizations that can support the efforts of the

Department to maintain facilities and assets, promote amenities and park usage, support site

needs, provide programs and events, and/or maintain the integrity of natural/cultural resources

through in-kind labor, equipment, or materials.

• Vendor Partners: Service providers and/or contractors that can gain brand association and

notoriety as a preferred vendor or supporter of the Department (and/or facilities) in exchange for

reduced rates, services, or some other agreed upon benefit.

• Service Partners: Nonprofit organizations and/or Friends Groups that support the efforts of the

Department to provide programs and events, and/or serve specific constituents in the community

collaboratively.

• Co-Branding Partners: Private, for-profit organizations that can gain brand association and

notoriety as a supporter of the Department (and/or facilities) in exchange for sponsorship or co-

branded programs, events, marketing and promotional campaigns, and/or advertising

opportunities.

• Resource Development Partners: A private, nonprofit organization with the primary purpose to

leverage private sector resources, grants, other public funding opportunities, and resources from

individuals and groups within the community to support the goals and objectives of the

Department on mutually agreed strategic initiatives.

4.1.17 Allow Program Capacity to Influence Program Planning 

Understanding how programs are being delivered should help influence how programs are assigned 

facility space and how many activities are offered within a given core program area. The Department 

should conduct a capacity assessment with at least one year’s worth of data for each core program area. 

Once complete, the following best practices should be adhered to: 

• Base minimums and maximums off of desired cost recovery targets based on the full

understanding of an activity’s cost to deliver it (direct and indirect).

• Hold staff accountable to cancelling activities when a minimum threshold is not reached;

however, there should be alternative offerings and some leeway provided to staff in

cancelling.

• Look at program participation trends when assigning classes to specific program spaces.
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4.1.18 Ensure Core Program Area Relevance 

The Department should annually review core program areas to ensure relevance to community priorities. 

Additionally, given the county’s demographics, adult programming should have a stronger focus much like 

there is for youth programming. Currently, adult programming is more of a “secondary” focus for the 

Department. There is a strong emphasis for youth, but adults and all-ages programming can and should 

be expanded. 

Program staff should include this information when creating or updating program plans for individual 

programs. An age segment analysis can also be incorporated into mini-business plans for comprehensive 

program planning.  
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Chapter 5. Community-Wide Needs Assessment 

Recreation Programs and Services 

Prince William County residents remain very supportive of the park and recreation services provided by 

the Department of Parks, Recreation & Tourism. A county-wide resident survey was completed in April 

2019 that both reaffirmed resident needs and trends for recreation within the county, as well as 

highlighting some newer recreational opportunities on which the Department can focus in 2021-2025. 

The survey showed that most Prince William County residents are supportive of maintaining and fixing up 

older facilities and structures throughout the park system, which continues to be a focus of the annual 

capital improvement and capital maintenance budgets. Residents also place a high priority on walking and 

biking trails, natural wildlife habitats, small neighborhood parks, indoor fitness and exercise facilities, and 

picnic areas and shelters as the top five facility needs. This data helps the Department make decisions 

about maintenance and improvement projects as well as new construction projects within the system. 

The 2019 county-wide needs assessment survey also reaffirmed Prince William County residents’ strong 

interest in recreation programs and services. The Department’s Recreation Services division annually 

evaluates recreation trends and community needs to develop programs, services, and events that bring 

residents together for memorable community experiences. The needs assessment indicated a strong 

interest in adult fitness and wellness programs, nature programs, family programs, senior adult 

programs, county-wide special events, and food trucks in parks. The Department currently engages in 

each of these activities in some way and will be looking for ways to increase opportunities in the future. 

It should be noted, however, that planning for specific park improvements is an important function of the 

Master Plan and is based on existing capital improvement and major maintenance plans. All projects 

proposed in the Master Plan will undergo detailed facility planning and are subject to the review and 

required approval channels before implementation.  

Key Findings 

According to the survey, 60% of respondents said they have used Prince William County Department of 

Parks, Recreation & Tourism parks, trails, and recreation activities during the past 12 months. This was 

the highest percentage of all providers listed in the Needs Assessment. 
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5.1.1 Program Needs 

Respondents were also asked to identify if their household had a need for 23 recreational programs and 

rate how well their needs for each program were currently being met. Based on this analysis, ETC Institute 

was able to estimate the number of households in the community that had “unmet” needs for each 

program. The four programs with the highest percentage of households that had needs were:  

1. adult fitness and wellness programs (93,999 households)

2. nature programs (62,617 households)

3. family programs (58,968 households)

4. food trucks in parks (56,049 households)
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5.1.2 Program Importance 

The four most important programs to residents were: 

1. Adult fitness and wellness programs (40%)

2. Nature programs (22%)

3. Family programs (21%)

4. Senior adult programs (20%)

5.1.3 Priorities for Program Investments. 

Based on the Priority Investment Rating (PIR), which was described briefly on Page iv of the Needs 

Assessment Executive Summary, the following seven programs were rated as “high priorities” for 

investment:  

1. Adult fitness and wellness programs (PIR=200)

2. Nature programs (PIR=137)

3. Family programs (PIR=128)

4. Food trucks in parks (PIR=121)

5. Senior adult programs (PIR=117)

6. County‐wide special events (PIR=108)

7. Adult art, dance, performing arts (PIR=102)

The Needs Assessment recommended investment to sustain or improve performance in these program 

areas over the next five years. 
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Recreation Trends 

The American College of Sports Medicine (ACSM) conducted a research survey among thousands of fitness 

professionals, via a digital questionnaire, to gauge their predictions about potential health and fitness 

trends. These findings were published in ACSM’s Health & Fitness Journal (FIT). Fitness Trends for 2020 

included: Wearable Technology, Group Training, High-Intensity Interval Training (HIIT), Fitness Programs 

for Older Adults, Bodyweight Training, Employing Certified Fitness Professionals, Yoga, Personal Training, 

Functional Fitness Training, Exercise Is Medicine (EIM) 

NRPA Parks & Recreation Magazine (January 2019) reported the following trends for parks and recreation 

providers over the last two years: 

• Decreases in recycling efforts 

• Technology changes 

• E-sports 

• Dog park growth 

• Partnerships and collaborations with libraries, health services providers and social services 

departments 

• Green infrastructure design 

• Increased drone use in parks 

• Recreation centers becoming community wellness hubs 

• Participation trends with photos that are social media worthy 
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Community Inventory 

When identifying new program opportunities or when evaluating a program that is in decline, staff collect 

information on community program offerings to avoid duplication of services, and review programs from 

comparable agencies in the Northern Virginia area, along with research on national programming trends. 

This program review is completed annually or by season, depending on the corresponding program data. 

The master inventory will be updated by staff every five years to coincide with the update of this plan. 

This information is used by programming staff to identify new opportunities for programs and services, as 

well as potential programming partners.  

5.1.4 Department Inventory of Current Programs 

• Aquatics: This core area offers a variety of programs across all indoor and outdoor pools and

waterparks. The departmental Aquatics Manager provides guidance to the aquatics staff at each

site to ensure consistency and quality in programs. Examples include: swim team, swim lessons,

holiday pool events, aquatic aerobics, and masters swimming.

• Camps & Out of School Programs: This core area covers over 400 camp programs that are offered

in full-day or half-day increments during school break periods across several sites and before and

after school programming at the Chinn Aquatics & Fitness Center. Camp offerings range in ages

from preschool through teens and are general day camp programs or specialized half-day

programs taught by contracted specialty instructors. Examples include: day camps at three

recreation centers, sports camps, kayaking and fishing camps, theatre camps, robotics camps,

archery camps, dance camps, and civil war camps.

• Dance and Performing Arts: This core area offers youth and adult classes and camps in multiple

areas of dance and theatre focused on holistic health and movement. Examples include: ballet,

hip-hop, praise, basic tumbling and musical theatre.

• Environmental Education and Outdoor Recreation: This core area offers mostly youth-based

programs that promote the stewardship of natural resources. Science in the Park is largest

program in this group, and it provides science standards of learning for local school children

through park-based field trip experiences currently provided to 45 different schools. Other

examples include: scouting programs, tours, and instructor workshops.

• First Tee: This core area operates as a local chapter of the national First Tee program, which sets

the teaching curriculum and national program goals. Programs are housed at Lake Ridge Park &

Golf Course, but also occur at Prince William Golf Course and Forest Greens Golf Course, which

are all municipal courses owned by Prince William County and operated by Billy Casper Golf.

• Fitness & Health: This core area offers mostly teen and adult-based programs that help individuals

to meet their fitness and health goals. Group fitness and wellness classes, one-on-one personal

training, and wellness coaching make up the bulk of these programs. Other examples include: Kids

Triathlon, fitness classes at outdoor nature fitness trails, and supplemental fitness activities for

day camps.

• Historic Preservation: This core area offers interpretive and educational programming focused

on introducing participants and visitors to the historic sites and interpretive areas across the
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county. Examples include: camps, tours, lectures, workshops, demonstrations, concerts, hikes, 

and holiday programming.  

• Inclusion & Adaptive: This core area offers a range of programs for all disabilities, facilitating 

inclusion opportunities into all existing programs offered by the County and offering outreach and 

consulting services to local recreation providers. The Recreation Specialist assigned to this area 

also provides knowledge and expertise related to the ADA codes for facilities. Examples include: 

adaptive sports programs, adaptive arts programs, and inclusion services for non-adaptive 

programming 

• Preschool: This core area includes the licensed preschool programs operated across multiple sites 

for ages 2-5. These programs meet stringent state mandated criteria for operation and have 

multiple classes offered over fall and spring sessions. The Gro preschool at James Long Park is a 

nature-based preschool offering curriculum based in environmental education. Sites include: Gro 

at James Long Park, Chinn Aquatics & Fitness Center, Sharron Baucom Dale City Recreation Center 

and Pat White Center at Ben Lomond. 

• Sports: This core area includes introductory and skill-based programs offered at Chinn Aquatics & 

Fitness Center and Sharron Baucom Dale City Recreation Center and the external sports leagues 

that utilize park sites for their operations. The Sports Services team manages all the external 

league scheduling and document collection for over 25 league partners.  

5.1.5 Park and Recreation Providers in Prince William County  

Recreational offerings in Prince William County are provided by multiple levels of government (local, 

county, regional, and state), as well as private businesses and schools. The Department utilizes select 

Prince William County School facilities for public recreation benefit, per a Shared Use Agreement. Some 

parks and programs are further provided within the county by three providers whose jurisdictions are 

defined on a city or association basis (City of Manassas, City of Manassas Park, and the Lake Ridge Parks 

& Recreation Association).  Smaller homeowner’s associations and private and nonprofit agencies also 

provide recreation resources. There are two national parks located in Prince William County, Prince 

William Forest Park and Manassas National Battlefield Park, which are operated by the National Park 

Service. There are two national wildlife refuges within the County, Occoquan Bay and Featherstone, which 

are managed by the U.S. Fish and Wildlife Service. Leesylvania State Park, Conway Robinson State Forest, 

Merrimac Farm and Bull Run Mountain Preserve are also located in Prince William County and are 

managed by the state government. In addition, the county is home to Marine Corps Base Quantico and 

the base’s Marine Corps Museum.  In total, almost 19% of the county’s land area is federally owned. 

The figure on the following page represents the other major recreation providers, in and adjacent to the 

county, categorized by core program area. 
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Core Program Area Name of Agency
Location in the City / 

County

Operator

(Public / Private / 

Not-for-Profit)

General Description

Price Comparison with 

your Services

(Same / Lower / Higher)

Distance From 

Prime Facility 

(Miles)

Swim Kids Woodbridge, VA Public Group lessons Higher 4

Prince William County Schools Dumfries, VA Public Group lessons Same 5

Swim Kids Woodbridge, VA Private Swim school Higher 5

Prince William County Schools Manassas, VA Public Group lessons Lower 12

Fairfax County Park Authority Fairfax, VA Public Group lessons Higher 15

Freedom Aquatic and Fitness 

Center
Manassas, VA Public Group lessons Higher 17

Stafford County Parks & 

Recreation
Stafford, VA Public Group lessons Lower 20

Newport Enterprises Sterling, VA Private CPO certification Higher 26

Manassas Park Community 

Center
Manassas, VA Public Aquatics and fitness center Lower 28

Stafford County Parks & 

Recreation
Stafford, VA Public Group lessons Lower 30

Audrey Moore Recreation Center
Fairfax County, VA Public Aquatics and fitness center Higher 36

Jeff Rouse Center Stafford, VA Public Aquatics and fitness center Same 42

Swim Metro Richmond, VA Private CPO certification Higher 100

Boys & Girls Club
Dale City, VA Not-for-Profit

Summer camp programming 

focused on STEM (ages 5-13)
Lower 3

Kid's Choice Sport & Fun Center

Woodbridge, VA Private

Swimming pool, soccer field, hard 

courts, bounce house, laser tag, 

and toddler zone

Higher 5

Boys & Girls Club
Woodbridge, VA Not-for-Profit

Summer camp programming 

focused on STEM (ages 5-13)
Lower 10

Minnieland Academy Woodbridge, VA Public Full day camps (ages 3-12) Lower 10

Boys & Girls Club
Dumfries, VA Not-for-Profit

Summer camp programming 

focused on STEM (ages 5-13)
Lower 11

Old Bridge Camps 
Woodbridge, VA Public

Partial day camps (ages 3-6); three 

days for three hours
Lower 12

Fairfax County Park Authority

Fairfax, VA Public

Variety camp; five days, seven 

hours

Partial day camps, four hours

Higher 19

Arlington County Parks
Arlington , VA Public Full day camps; five days, six hours Higher 35

Loudoun County Parks, 

Recreation, & Community 

Services

Loudoun, VA Public

Full day camps

Partial day camps (ages 3-6); five 

days, three hours

Lower 40

Accent Dancers

Woodbridge, VA Private

Ballet, Modern, Hip Hop, Jazz, 

Creative Movement, and Musical 

Theater

Lower 3

Dance Etc
Woodbridge, VA Private

Ballet, Tap, Jazz, Hip Hop, Drama, 

Piano, Swing, and More
Higher 4

Freedom Center Manassas, VA George Mason Dance, Hip Hop, gymnastics Lower 12

Fairfax County Park Authority
Fairfax, VA Public

Ballet, Jazz, Ballroom Dancing, 

Belly Dance, Hip Hop, and More
Higher 15

The Dance Company
Fairfax, VA Private

Hip Hop 1, Ballet/Tap, Tap, Ballet 

2, Jazz 1, Tap/Jazz
Lower 23

Fairfax County Park Authority
Fairfax, VA Public Scouting classes Same 50

Friends of the Rappahannock
Fredericksburg, VA Not-for-Profit Science field trips Higher 50

One Life Fitness Woodbridge, VA Private Fitness center Higher 6

Freedom Manassas, VA Public Personal training Higher 15

Freedom Center Manassas, VA Public Personal training Higher 18

Workhouse of Arts Lorton, Va Not-for-Profit Pilates Higher 20

Fairfax County Parks & 

Recreation
Vienna, VA Public Pilates, Tai Chi, Personal training Lower 27

Alexandria Department of Parks 

& Recreation
Alexandria, VA Public Personal training Higher 45

Arlington County Parks & 

Recreation
Arlington, VA Public Personal training Higher 50

Loudon Pilates Leesburg, VA Private Pilates Higher 55

Fauquier County Parks & 

Recreation
Faquier County Public Personal training Higher 65

Loudoun County Parks, 

Recreation, and Community 

Services

Warrenton, VA Public Personal training Higher 75

Leesylvania State Park Woodbridge, VA Public Virginia State Park Lower 1

Manassas Museum
Manassas, VA Public

City Museum and Historic Site 

Program
Lower 3

Manassas National Battlefield Manassas, VA Public National Park Battlefield Lower 3

Weems Botts Museum Dumfries, VA Private House Museum Lower 5

National Museum of the Marine 

Corps
Triangle, VA Private Museum Lower 5

Gunston Hall Lorton, VA Public House Museum and Park Same 10

Sully Historic Site Chantilly, VA Public House Museum Higher 15

Fauquier Museum Warrenton, VA Private County Museum Lower 20

Washingto Heritage Museums
Fredericksburg, VA Private

Collection of historic sites in 

Fredericksburg
Lower 25

Old Bridge Preschool 
Woodbridge, VA Public 

Partial day preschool classes; two- 

and five-day, three hours
Lower 1

Cloverdale School Preschool 
Woodbridge, VA Private

Partial day preschool classes; 

three- and five-day, three hours
Higher 2

World Gym Woodbridge, VA Public Kids care Lower 5

Good Shepard Luthern Church 

Preschool  
Woodbridge, VA Public

Partial day preschool classes;  two- 

and three-day, three hours
Lower 7

LA Fitness Woodbridge, VA Public Kids care Lower 7

Golds Gym Woodbridge, VA Public Kids care Lower 7

Little Lambs - Haymarket Gainesville, VA Public Preschool Higher 24

Claude Moore Center Sterling, VA Public Preschool Higher 33

Beehive Play Place Woodbridge, VA Private Open gym program Lower 10

Stafford County Parks & 

Recreation
Stafford, VA Public

Baseball, softball, basketball, 

lacrosse, and soccer
Lower 26

Freedom Center Manasses, VA Public Adult/youth leagues and clinics Lower 27

Gymboree Burke, VA Public Open gym program - 30

City of Fairfax Park and 

Recreation
Fairfax, VA Public Offers partnered organizations - 33

Fredericksburg Parks, Recreation 

& Events
Fredericksburg, VA Public

Youth basketball, volleyball, and 

martial arts
Lower 35

Loudoun County Parks, 

Recreation, & Community 

Services

Leesburg, VA Public
Youth soccer, volleyball, and 

basketball 
Higher 35

Arlington County Parks & 

Recreation
Arlington, VA Public Leagues and drop-in sports - 40

Fairfax County Park Authority Mclean, VA Public Open gym program Higher 42The First Tee - Greater 

Washington, DC Various Not-for-Profit - Same Varies

MAPGA Jr Tour Various Private - Higher Varies

Area Golf Courses Various Public and Private - Higher Varies

Preschool

Sports

The First Tee

Aquatics

Camps

Dance & Performing Arts

Environmental Education/

Outdoor Recreation

Fitness & Health

Historic Preservation
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Needs Assessment Recommendations 

Based on the conducted needs assessment, the following recommendations are provided for 

consideration and inclusion into the Department’s program portfolio. 

5.1.6 Concentrate on High Investment Program Areas 

The Department should concentrate on enhancing, expanding, or initiating the following core program 

areas/activities: 

1. Adult fitness and wellness programs

2. Nature programs

3. Family programs

4. Food trucks in parks

5. Senior adult programs

6. County‐wide special events

7. Adult art, dance, performing arts

5.1.7 Expand Specific Programming Based on Community Interest 

As identified in the recreation program assessment analysis, the Department needs to expand its focus on 

adult programming. When looking at the statistically valid community survey’s cross tabular calculations, 

households with no children rated the following recreation facilities and programs as highly important: 

• Walking and biking trails

• Natural wildlife habitats

• Large regional parks

• Picnic areas and shelters

• Small neighborhood parks

• Adult fitness and wellness programs

• Adult art, dance, and performing arts

• Food trucks in parks

• Nature programs

When looking at the list in totality, both adult programming and nature/environmental programming 

should be expanded by a larger focus on programming parks and open spaces. This should be balanced 

with maintaining passive recreation areas but dedicated, intentional park programming appears to be a 

large interest from Prince William County residents. Park activities such as the following are examples of 

what park systems do across the country to address these programmatic topics: 

• Special events and community performances (amphitheater or mobile/permanent stage)

• Traveling beer/wine gardens

• Heart-healthy tails that indicate calories burned, mileage walked, etc. and are sponsored by a

local health system

• “Walk with a Doc” programming

• Community gardens and urban agriculture
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• Historic re-enactments and living history 

• Public art in parks 

• Meditation gardens 

• Outdoor fitness equipment circuits and/or dedicated areas 

• Yoga and other fitness programs in the parks 

5.1.8 Identify the Preferred Program Format from Residents 

Recreation program consumptive behavior has changed over the years and more activities are turning in 

to “drop-in” formats. This is largely due to residents stating, “no time” and “I’m too busy” as high real (or 

perceived) barriers to program participation. The Department needs to identify the characteristics 

associated with a Department “core user.” That is, how many activities participated in annually is a 

reasonable expectation for the common Department program user. In many instances, park agencies will 

have less than five programmatic opportunities each year per resident. Therefore, how the Department 

cross-markets/promotes services to users is paramount along with how the program is structured (i.e., 

multi-week, weekly, drop-in, etc.). 
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Chapter 6. Action Plan 

Recreation Action Plan 

Recreation Staff plan to embark on some new areas of programming and plan to expand existing programs 

to meet growing community needs over the next five years. Taking the existing program framework and 

desire to add best practices, reported national trends, and community feedback on unmet needs and 

program prioritization, the following Action Plan is created for 2021-2025: 

1. Short-Term

a. Adopt a program lifecycle evaluation approach to programs and services

b. Align classification of services/programs with cost recovery philosophy

c. Address aquatic programming as there are a lot identified as “mature” and this program

area is more of a medium community priority; right-size the portfolio

d. Enhance the program-decision making model

e. Adopt and track Key Performance Indicators (KPIs) by core program area including:

i. Program lifecycle

ii. Program classification and corresponding cost recovery percentage

iii. Age segment analysis and how it corresponds to demographic projections

iv. Cancelation rates

v. Participation trends

vi. Total programs offered

vii. Total participants

viii. Core program area alignment with community needs

ix. Alignment with program/section objectives

x. Program minimums/maximums

xi. Qualitative feedback received

xii. Social equity/underserved participants

f. Adopt formal partnership policies

g. Focus on supporting high community priority program areas through core program area

enhancement and infrastructure improvements (as necessary):

i. Adult fitness & wellness programs

ii. Nature programs

iii. Family programs

iv. Food trucks in parks

v. Senior adult programs

vi. County-wide special events

vii. Adult art, dance, performing arts
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h. Develop a strategy for programming/activating parks throughout the county

2. Mid-Term

a. Allow program capacity to influence program planning and determining where to offer

specific programs and services

b. Create a list of potential partners by core program area in an effort to better meet

community needs

c. Report on a continual basis (not just annually) the successes and how the Department is

addressing identified "unmet" need

d. Add dynamic pricing strategies to the overall pricing philosophy

e. Adopt a mini business plan process for each core program area

f. Ensure staff training for calculating total cost of service is available

g. Develop a stratified marketing plan that identifies various target audiences and

corresponding messaging and communication tactics; provide photo and social media

opportunities to participants and increase opportunities for wearable technology and

online challenges

h. Identify the characteristics associated with a Department “core user” (i.e., how many

programs participated in annually is a reasonable expectation?)

3. Long-Term

a. Calculate the operational impacts associated with each core program area; establish joint

communication, service levels, and operating protocols with park and facility operations

b. Conduct a functional organizational alignment assessment that examines how the

organization is staffed in terms of core, important, and value-added services; then, adjust

organizational structure as appropriate

c. Explore the feasibility of offering a sales wage/bonus incentive to program staff who

exceed revenue forecasts

d. Utilize joint-use agreements to enhance recreation access as appropriate/necessary

e. Continue to encourage alternative transportation methods and strengthening community

identity through new types of programs

f. Increase public art in parks throughout the system
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Chapter 7. Appendix 

State Licensing Requirements 

In July 2019, new legislation was passed pertaining to licensed childcare programs. 

• For any program(s) that meet the “B6” exemption - A program of recreational activities offered

by local governments, staffed by local government employees and attended by school age

children. Such programs shall be subjected to safety and supervisory standards established by

the local government offering the program.

o These programs need to complete and submit a form to file for exemption

o These programs will need to complete and submit, on an annual basis, a log of serious

injuries that occurred in the program

o These programs need to report death no more than one day after a death occurs in the

program

o Sites need to post, in a visible location, that the child day program is operating as a

program exempt from licensing

o Disclose, in writing to parents, that programs are exempt of licensure

▪ Before/Afterschool parent handbooks include this statement

▪ A statement is in the camp guide to cover those programs that do not distribute

a parent handbook

• Programs meeting an A1 or A2 exemption do not need to file for an exemption:

o “A1” exemption - A program of instructional experience in a single focus, such as, but

not limited to, computer science, archaeology, sports clinics, or music, if children under

the age of 6 do not attend at all and if no child is allowed to attend for more than 25

days in any three month period commencing with enrollment. This exemption does not

apply if children merely change their enrollment to a different focus area at a site

offering a variety of activities and such children's attendance exceeds 25 days in a three-

month period.

o OR an “A2” exemption - Programs of instructional or recreational activities wherein no

child under the age of 6 attends for more than 6 hours weekly with no class or activity

period to exceed 1.5 hours and no child ages 6 years or older attends more than 6

hours weekly when school is in session or 12 hours weekly when school is not in

session.

7.1.1 Licensing Exemption Matrix 

All programs that qualify under the Virginia legislation have been logged into a matrix for exemption 

status. This matrix is updated quarterly with new qualifying programs and reviewed annually for filing 
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exemptions with the state office. Here is an example sheet from Chinn Aquatics & Fitness Center’s 

programs: 

Ages Description Meeting 

Days

Time Period Total Days Per 

Week

Total Hours per 

meeitng day

Total Weekly 

hours

What 

Exemption is 

met?

Filed for 

Exemption?

3-5 PRESCHOOL 1, 2 &3 Sa  8:25am -  8:55am 1 0.5 0.5 A2

3-5 PRESCHOOL 1 Su 10:55am - 11:25am 1 0.5 0.5 A2

3-5 PRESCHOOL 1,2 & 3 Tu,Th  9:45am - 10:15am 2 0.5 1 A2

ALL Adaptive Swim Sa  9:00am -  9:30am 1 0.5 0.5 A2

5-12 LEVEL 1 - 6 Sa  9:45am - 10:25am 1 0.75 0.75 A2

5-12 LEVEL 1 - 6 Tu,Th  5:00pm -  5:40pm 2 0.75 1.5 A2

13+ TEEN/ADULT BEGINNER Sa  9:00am -  9:40am 1 0.75 0.75 A2

13+ TEEN/ADULT BEGINNER Su  8:40am -  9:20am 1 0.75 0.75 A2

13+ TEEN/ADULT BEGINNER Tu,Th  9:00am -  9:40am 2 0.75 1.5 A2

13+ TEEN/ADULT INTERMEDIATE Sa  9:00am -  9:40am 1 0.75 0.75 A2

13+ TEEN/ADULT INTERMEDIATE Tu,Th  8:00pm -  8:40pm 2 0.75 1.5 A2

16+ WATER SAFETY INSTRUCTOR Su,M,F,Sa  5:30pm -  8:30pm 4 3 12 A1

7+ SYNCHRONIZED SWIMMING M,W  3:30pm -  5:00pm 2 1.5 3 A2

6-18 DIVING - BEGINNER Sa 10:30am - 11:10am 1 0.75 0.75 A2

6-18 DEVELOPMENTAL SWIM TEAM PREP Sa  8:15am -  8:55am 1 0.75 0.75 A2

6-18 DEVELOPMENTAL SWIM TEAM PREP Tu,Th  6:30pm -  7:10pm 2 0.75 1.5 A2

6-18 ADVANCED SWIM TEAM PREP Sa  8:15am -  8:55am 1 0.75 0.75 A2

6-18 ADVANCED SWIM TEAM PREP Tu,Th  6:30pm -  7:10pm 2 0.75 1.5 A2

17+ American Red Cross Lifeguard Instructor Su,Sa 11:00am -  5:00pm 2 5 10 A1

6-18 Stroke Classes Tu,Th  6:30pm -  7:10pm 2 0.75 1.5 A2

6-18 Swim Team Training Tu,Th  4:00pm -  5:00pm 2 1 2 A2

6-12 SPRING  and Winter BREAK CAMP M,Tu,W,Th,F  9:00am -  5:00pm 8 5 40 B6 YES

11-15 BABYSITTER TRAINING - LEVEL 1 Sa  8:30am -  4:30pm 1 7.5 7.5 A1

11-15 BABYSITTER TRAINING - LEVEL 2 Sa  8:30am -  3:30pm 1 6.5 6.5 A1

14+ TAI CHI M  1:30pm -  2:25pm 1 1 1 A2

14+ SWIM SKILLS AND DRILLS M 10:35am - 11:30am 1 1 1 A2

3-5 PEE WEE HOOPS F  6:30pm -  7:30pm 1 1 1 A2

9-13 ADVANCED BASKETBALL CLINIC Su 10:00am - 11:00am 1 1 1 A2

6-13 BASKETBALL CLINIC Tu  6:30pm -  7:30pm 1 1 1 A2

10-14 Volleyball Clinic M  6:30pm -  7:30pm 1 1 1 A2

1-14 Volleyball League Sa 10:00am - 12:00pm 1 2 2 A2

6-13 HOMESCHOOL MULTI-SPORTS CLINIC W  1:00pm -  2:00pm 1 1 1 A2

K-8th grade Before/Afterschool M-F 6a-8:30a 5 2.5 12.5 B6 YES

K-8th grade Before/Afterschool M-F 3p-7p 5 4 20 B6 YES

CONTRACT Tae Kwon Do Beg M  6:00pm -  7:00pm 1 1 1 A2

CONTRACT Tang Soo Do Tu  5:00pm -  6:00pm 1 1 1 A2

CONTRACT Tang Soo Do Su,F  7:00pm -  8:00pm 1 2 2 A2

6-13 Chinn Summer Camp M,Tu,W,Th,F  9:00am -5:00pm 5 8 40 B6 YES

12-14 Chinn Teen Summer Camp M,Tu,W,Th,F 9:00a-5:00p 5 8 40 B6 YES

CHINN AQUATICS AND FITNESS CENTER
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7.1.2 General Procedures and Information for Licensure – Full Document 
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Program Determinant Form 
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Class Analysis Form 
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Example Evaluation Survey 
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Marketing Request Form 
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Background Check Packet 
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Ellis & Associates Audit Example 
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Cash Handling Policy 
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