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Executive Summary
INTRODUCTION

The purpose of the Strategic Master Plan for Recreation, Parks and Cultural Activities is to
provide a broad policy and management framework to guide decision-making to meet current
and future land use and recreational needs of Alexandria residents for the next 10 years. The
recommended vision, policies, and actions are intended to further the city’s comprehensive
planning approach for the recreational needs for residents, the existing work force, and visitors
to Alexandria.

The Strategic Master Plan is comprehensive and incorporates two
separate planning processes. In 2001, the city commissioned
Rhodeside & Harwell, Inc. a land use and open space planning firm to
conduct the open space plan. The land use and open space plan
~ | focused on existing parks and open space and identified available lands
~ that could be suited for parks or preserved for open space. In addition,
the open space plan addressed linkages of where greenways and
. streambeds could be used to connect the parks and recreation system
i through a series of trails through out the city.

Leon Younger & PROS was commissioned in late 2001 to develop a Recreation Needs
Assessment for the remaining components of the Strategic Plan. Both studies had high levels of
community input. The Recreation Needs Assessment included a recreation programs and
facilities analysis, a community survey, citizen focus groups, a demographics review, park
maintenance analysis, open space analysis, administrative policies analysis for marketing,
volunteer development, capital improvement needs, and governance issues.

The Strategic Plan, while looking at the next 10 years of needs, specifically identifies key
milestones to be achieved over the first five years and creates action plans through which the
organization can guide its efforts.

The Strategic Master Plan is a living document that will require annual
review of the work accomplished and the outcomes achieved. At a
minimum, this plan should be updated every five years to keep pace with
Alexandria’s changing environment. This plan will require the support of
many other city departments to achieve the community’s vision that is
desired. The departments that must embrace this plan include the Police
and Fire Departments, the Planning Department, the Transportation and
Environmental Services Department, and the Department of Human
Services. The recommendations in this plan are achievable and must be
followed for the city to continue its efforts to achieve maximum livability
and a balance with economic development and population growth.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary
THE CITY

The City of Alexandria is the tenth most densely populated city in America which is comparable
to the density levels of Detroit, Minneapolis, Cleveland and some boroughs of New York.
Parkland is scarce and the city has had ample catching up to do over the past 52 years since its
first park was developed. Currently the City maintains 127 park sites totaling approximately 840
acres.

Providing for the general public’s recreational needs is one of the greatest challenges facing
Alexandria governing bodies today. The challenge is complicated by ever-changing demands
and expectations caused by increasing population growth and shifting community demographic
profiles. To meet these needs the mission of the Recreation, Parks and Cultural Activities
Department is the following:

“The Alexandria Recreation, Parks and Cultural Activities Department will
provide the highest levels of quality services to meet citizens expectations. We
will create safe and desirable environments for users in all parks and recreation
facilities through high levels of maintenance and security services. Our
programs and facilities will meet diverse population needs and enhance all
citizens quality of life. We will help define the community by being champions for
the protection and advancement of open space and natural resource areas.”

Over the Strategic Master Plan’s 10 year horizon, Alexandria’s population is expected to grow to
another 5,000 to 7,000. As development continues, opportunities to secure park sites diminish
because of escalating land costs and the inability of the city to compete with private sector
developers.

In 1990, Alexandria had 7.5 acres of active and passive open space per 1,000 residents, based
upon 111,000 population. Between 1990-2000 the city added 125 acres of open space, and
17,000 residents. In 2000, Alexandria remained at 7.5 acres per 1,000 residents despite adding
the 125 acres of parkland. In 2012, with a projected population of 142,000, the city will be
required to add 100 acres of open space to maintain 7.5 acres per 1,000 residents.

Through the citizen survey, the community as a whole indicated their most important needs are
for the city to acquire land for trails, neighborhood parks, and land for preservation purposes.
This should be a major goal of the city leadership before it is too late and the available land
becomes unavailable.

Geographic equity of park access is also an important consideration to provide short-distance
access and service to all city residents. Park site acquisitions should be balanced and
proportional to service populations in all areas of the city. The equity and open space maps
clearly demonstrate where the land and park inequities are occurring. (Please refer to the
Neighborhood Park Service Areas map found on page 40.) In addition, the open space maps
also demonstrate the scarcity of land for park purposes. Even though there are slim resources,
the city still has opportunities it should pursue. These opportunities are outlined in the Open
Space Plan.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary
OPEN SPACE

Open space - Where is Alexandria now?

The City has just completed an comprehensive study of Open Space in Alexandria and this
document will become a part of the City’s Master Plan. Because open space is so crucial to the
Recreation, Parks and Cultural Activities Department (RPCA), we have included the pieces of
the Open Space Plan that relate directly to the operation of this Department. We recognize that
all initiatives in meeting the Open Space goals will take the cooperation of many city
departments and in no way is the soul responsibility of this Department.

In 1990, Alexandria was ranked the eleventh most densely populated city in the United States.
Today, it is the tenth most densely populated city. Over the past decade, the density level has
increased from eleven persons per acre in 1990, to 12.7 persons per acre in the year 2000. This
is a 15 percent increase.

On a regional level, at 8,145 persons per square mile, the City of Alexandria is denser than

either of its immediate neighbors. Arlington County has 7,315 persons per square mile and
Fairfax County has a mere 2,385 persons per square mile.

Open Space - What are our needs in terms of open space?

Through a series of public input processes, the following citizen needs for open space were
discussed. The City’s overall needs are documented in the Open Space Plan, the following
needs are directly related to the Department of RPCA:

The need for achieving continuous public open space corridor along the Potomac River

The need to create open space connections throughout the city through pedestrian
friendly streets, trails, and enhanced streetscape corridors.

The need to protect and enhance the city’s stream valleys and other natural areas.
The need to maximize the use and visual quality of all open space.

The need to protect existing parkland from development.

The need to preserve areas of significant tree cover.

The need to seek acquisition of open space for park purposes in sections of the city
where there is a need. (e.g. the west end and northeast portions of the city.)

The need to provide additional multi-purpose fields.

The need to identify and enforce all existing public easements, which could serve as
trail linkages.

The need to minimize surface parking lots in park land.
The need to define and develop attractive greenways to the city.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary

. The need to make better use of open space areas around school properties for
habitats, gardens, educational and community opportunities.

Goals for the Department of Recreation, Parks and Cultural Activities to Achieve
the Community’s Needs for Open Space.

The following goals have been established for the department to meet citizens’ needs. In many
instances it will take the cooperation of this department along with other city departments to
meet the goals. (Refer to matrix on page 47 for specific tactics and time line to achieve the
goals).

1. Assist in the development of an Alexandria Open Space Public/Private Advocacy
Group. An additional 100 acres of open space should be acquired in the next ten
years to ensure the current 7.5 acres per 1,000 residents is maintained.

2. Connect the community through an effective trails system by developing fifteen miles
of new trails in the next ten years.

3. Establish equal opportunity/proximity to parks, recreation facilities and programs,
citywide. Parks and a recreation facility are needed in the far west end of the city.

4. Assist in developing innovative opportunities for creating additional open space with

other city departments and citizens.

Protect and enhance the urban forest and beautification of the city.
Protect and enrich existing parks.

Provide the highest level of safety in parks and recreation facilities.

Assist in the implementation and completion of the Potomac River Waterfront Plan
as it relates to public park land.

9. Assist in protecting and expanding stream valleys and other environmentally
sensitive areas.

10. Assist in maximizing use of public school open space areas to satisfy local needs.
11. Assist in enhancing streetscapes and gateways.
12. Continue to explore funding options for acquisitions and protection of properties.

© N o O

“A nation behaves well if it treats its natural resources as assets
which it must turn over to the next generation.”
-Theodore Roosevelt

Parks
Parks - Where are we now?

The City of Alexandria currently has 127 parks and open space areas that total 964 acres. It
was not until 1958, nearly 200 years after the founding of Alexandria, the city recreation
department planned to build its first official park. Therefore, it was not until the later half of the
20™ century that Alexandria began to establish its system of public parks. The city continues to
struggle against history whereby it was perceived that land was too valuable of a commodity to
be used as open space or parks. While the city has come a long way in creating a livable,
green community for its residents, it must resist the trends of history and provide ample open
space for future generations.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary

The unique features of the city, as well as the quality of services that the city provides, molds
the image that the city projects. Quality open spaces, parks, schools, and responsive safety
measures collectively create a sense of a well balanced community.

Through citizen input in the resident survey, 66% of Alexandrians had visited a city park last
year. This is below average in comparison to many cities the consulting team has been
involved with in developing Strategic Master Plans. Currently, 27% of the citizens rate the
physical condition of city-operated parks they visited as ‘excellent’ and 52% as ‘good’. The
survey indicates 90% of the city residents say ‘yes’ when asked if parks enhance their property
value. Of the residents surveyed, 78% indicated that parks provide economic benefits to the
city. With these strong percentages, the citizens are saying they believe parks are a high
priority in Alexandria.

Parks - What are the Alexandria park needs?

Citizens interviewed in focus groups, public forums and through the citizen household survey,
indicated the following park needs should be addressed:

. Additional and better-maintained athletic fields are needed for both youth and adults.

. Several areas in the city are not adequately served by neighborhood parks and
sports fields. Particularly in the west end of the City.

. Park infrastructure needs improvement especially the turf areas.

. Many parks are too small for the neighborhoods that use them.

. Upgrading of maintenance standards in many of the parks is needed.

. The city is over-scheduling park facilities.

Goals to Achieve the Community’s Needs for Parks

The city needs to create a balance of spending between recreation services and park
infrastructure and maintenance. There are always more users of parks than recreation services
in a city. It is imperative the city focus on maintaining park property that is currently owned and
invest in the parks infrastructure and maintenance so property values are maintained.
Additionally, the parks should support the level of use they receive.

The city needs to strive to meet the following goals:

1. Provide the highest level of safety in parks by creating maintenance standards for all
assets within the parks and recreation system.

2. Develop design standards and guidelines for renovation and the development of new
parks and facilities based on actual and emerging user demands.

3. Acquire more land for game fields for both adults and youth.

4. Manage existing capacity of fields.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary

5. Seek more user investment to offset maintenance costs of fields when user groups
want higher levels of maintenance above what the city is currently providing.

6. Acquire land for parks in under served areas of the city for neighborhood parks,
especially in the west end of the city.

7. Encourage private sector acknowledgment of their role in providing more parks in
high-density areas.

8. Enhance open space requirements for new developments.

9. Curtail granting of encroachments in RPA’s and adjacent areas.

10. Increase partnership teams with schools, private institutions and the city to design

solutions for new and renovated properties.

11. Improve infrastructure of some parks by investing $10,000 per acre for lighting,
drainage, parking, irrigation and fencing.

12. Enhance existing park maintenance partnerships.

13. Create a dedicated funding source for capital improvements, and land acquisition.

Recreation Facilities

Recreation Facilities — Where are we now?

The City of Alexandria has ten indoor recreation facilities. The majority of the recreation centers
are small in size. (8,000 to 18,000 square feet). These facilities serve one or two
neighborhoods. Only Chinquapin Recreation Center truly serves a community-wide audience.
The total amount of programmable square footage space available is 170,682. This is above
the national average for indoor space but the key issue is how the space is used. The majority
of recreation centers are served by youth and have minimal adult usage. This is due to the
space being utilized for school purposes, as well as, after school, weekend, and summer
programs.

The city has one indoor pool, which is located at Chinquapin Recreation Center and is heavily
used by youth and adults. The majority of the city’s three outdoor swimming pools are very
small in size and again have little adult market appeal. These pools are also used for summer
day camp activities.

Many of the recreation centers need infrastructure improvements and have outdated equipment.
Of the households responding to the resident survey, only 29% have used recreation facilities
provided by the city in the past two years. The overall satisfaction with recreation facilities in the
city was 34% of citizens being ‘very satisfied’ and 34% being ‘somewhat satisfied’. These
survey percentages are below normal compared to other recreation surveys from other cities
according to the consulting team who has conducted various Strategic Master Plans.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary
Recreation Facilities — What are the facility needs?

The community of Alexandria has indicated through focus groups, public forums and a
residential citizen survey their most important recreation facilities needs. These are listed in
order of priority.

Walking and biking trails

* Neighborhood parks

* Playgrounds

* Indoor swimming centers

*  Community recreation centers
* Dog parks

* Tennis facilities

e Sports fields

Additionally, the majority of respondents (66% from the citizen survey) believe the city should
develop indoor recreation programming space that supports a multi-generational indoor
recreation center that can serve all ages as a priority. This far exceeds the development of a
special teen center (31%) or a special senior center (26%) to be used by only seniors or teens.

The city needs to renovate the infrastructure of the current recreation centers, especially at
Charles Houston and Patrick Henry Recreation Centers.

There is also a need for adding one additional neighborhood center in the western portion of the
city where density levels are high.

Overall, the city needs to increase programs targeted for adults and to increase the availability
of recreation facilities for all citizens.

Goals to Achieve the Community’s Needs for Recreation Facilities

Meeting the residents’ recreational facility needs will take careful planning by citizens and staff.
Feasibility studies for facilities need to be accomplished well in advance of any new building or
renovation plans. The following goals have been established by staff and consultants to meet
the recreations facility needs in the next ten years.

1. Explore the feasibility of enlarging Chinquapin Recreation Center to become the multi-
generational center the residents desire.

2. Begin planning for the renovation of Patrick Henry and Charles Houston Recreation
Center.

3. Explore the feasibility of acquiring property and constructing a new neighborhood
recreation center on the city’s west side to support its population density.

4. Develop feasibility studies and business plans for each new or renovated recreation
facility. This will achieve the maximum usage and productivity of each center. These
studies will match program needs of the neighborhoods served by the facility.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary
5. Create design standards for indoor and outdoor recreation facilities to maximize its
resources used by the greatest number of users.

6. Through effective partnerships with schools and other public and private agencies, the
city could increase recreation space both indoor and outdoor to support the recreation
needs of youth and adults. This will require all partners be involved in the planning
process of new or renovated indoor and outdoor recreation space.

7. Where appropriate, develop a free or subsidized recreation rider program to support user
access to all recreation centers in the city to support greater access and usage.

RECREATION PROGRAMS

Recreation programs — Where are we now?

The consulting team evaluated the recreation programs and gathered public input from focus
groups, public forums, and from a resident survey. The level of survey respondents who
participated in recreation programs over the past twelve months, is 42%. This number is low for
a city with ten recreation facilities currently in operation. The recreation programs most
participated in were festivals and special events (48%), swimming (22%), fithess and aerobics
(16%), tennis (11%), dance/music (10%), and sports activities (5%). Residents rated the quality
of the city’s recreation programs in which they had participated in as ‘excellent’ at 28% and
‘good’ at 60%. This demonstrates the community recognizes the value and quality of their
experience in city-sponsored programs.

Overall, there is not a clear understanding by the staff and the community on what the city
should be providing in core and non-core services.

Core services are services that are represented by five key principles. These include:

The program service is offered three out of four planning seasons.
There is dedicated full-time staff to support the program.

There are dedicated facilities designated to support the program.

The core recreation program consumes a large amount of the budget.
The core program has a deep history with wide demographic appeal.

ok wbhRE

Currently, the majority of users of the city recreation programs are youth and many age groups
do not take advantage of programs offered. This is a marketing issue, as well as a program
availability issue.

In addition to not having a clear understanding of core progress the city does not know the true
cost to produce a recreation service to establish the cost benefit in providing the service. The
recreation program pricing is inconsistent across the city and program prices do not reflect the
level of benefits received.

‘ The City of Alexandria Strategic Master Plan
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Executive Summary

Recreation programs — What are the program needs?

The recreation program needs of the residents and staff begins with a clear understanding of
how large the programs market is and what programs the citizens are interested in attending in
order for the city to maximize its resources the Department should:

Develop business plans for core services to establish a clear understanding of
who is being served and who is not being served. Additionally, the city should
understand who is under served within the City of Alexandria.

Establish program standards for core services so these services are provided
consistently across the city. This applies to pricing and management of
recreation services where inconsistencies are prevalent.

Enhance program partnerships in the city regarding public/public partnerships
and public/ not-for-profit partnerships. Many of the partnerships are not equitable
and the city is supporting the partnerships at a higher level than necessary.
Provide more adult and senior services within the city to create lifetime users of
city’s services. With the large amount of adult population versus youth
population in the city, these age groups should be represented with much more
adult participation in recreation programs than what currently exists.

Goals to Achieve the Community’s Needs for Recreation Programming

The Department of Recreation, Parks and Cultural Activities staff works extremely hard to meet
all the needs of the citizens participating in their programs. Staff needs to evaluate program
offering and offer consistent core programs for all ages throughout the city and offer specialty
programs only where citizen needs exist. The following goals have been established.

1.

w

Establish Core and Non-Core programs

The staff must set consistent standards for how programs are delivered and
define methods they will use for evaluating user satisfaction for the
services provided.

Create a pricing philosophy and standards for all departmental programs and

services, city wide.
To accomplish this, staff needs to review the true costs of services in
terms of benefits received. This will require the city to update its pricing
policy as well as to seek new earned income opportunities to offset
operation costs. This may require the city to partner with the private or
not-for-profit sector to assist in delivering programs while maintaining low
user fees. A grant writer would assist the department in additional
funding opportunities.

Establish customer service standards for all operations.

Establish citywide communication standards to encourage participation in

programs and events for all age groups.

Enhance evaluation methods and maintain statistical records to support

programming opportunities.
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Executive Summary
6. Enhance partnership opportunities to assist in offering recreation opportunities to
a broader range of citizens

Administrative Goals to assist in the implementation of the Strategic Plan.

In order for the open space, parks, facilities and program goals to be met it is necessary to have
strong administrative procedures in place. The following will assist each of the areas as they
move forward to achieve the defined outcomes:

1. Review and update all department policies every five years to support the goals
of the department and to maximize public access to services.

2. Develop technology standards that provide for efficiency of operations and
service delivery.

3. Provide volunteer opportunities in the department that provide lifetime

experiences for members of the community when they volunteer their services. A
dedicated staff person should oversee the volunteer opportunities.

4, Enhance human resource standards through licensing, accreditation, certification
and training of personnel.

5. Enhance private or not-for-profit partnerships that provide services beyond the
city’s capability and/or for efficiency purposes.

6. Enhance and support the role of commissions, committees and advisory groups

to maintain a constant flow of information both into and out of the Department.
Capital Improvement Needs

The capital improvement needs for implementing the Strategic Master Plan will require $18
million dollars based on 2003 costs for general recreation facility improvements. An additional
$9 million is needed for general park maintenance improvements, and a minimum $50 million is
needed for land acquisition and the purchasing of easements. This will total $77 million over the
next ten years.

Should the city move forward on trail improvements, it would cost approximately $500,000 per
mile. Should the city decide to develop a west side recreation center and a multi-generational
center, it will cost approximately $170.00 per square foot based on 2002 dollars. Detailed costs
can be found on pages 72-73.
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Executive Summary

Summary of Key Recommendations

The Strategic Master Plan addresses several key issues that the city must act on over the next
ten years. The most important recommendations include developing fifteen miles of new trails
to connect the parks system and provide a greater ease of access for citizens to move about the
city. An additional 100 acres of open space should be acquired to provide greater equity of
access to parks. Additional recommendations are to develop a new multi-generational center in
the center of the city, renovate both Charles Houston and Patrick Henry Recreation Centers,
develop a new neighborhood recreation center in the western part of the city, add additional
sports fields, and create new funding sources to support operational costs, capital costs and
open space acquisition. The city should consider developing effective partnerships, enhance
the urban forest, make the necessary capital improvements to existing recreation centers and
parks, and develop greater marketing efforts to increase the community’s awareness of the
services provided and provide strong staff training and development. This Strategic Master
Plan was developed by the citizens of Alexandria to detail what they want the Parks and
Recreation Department to deliver for the next ten years. The vision was developed by focusing
on community values, past history, key trends in parks and recreation management, park
design, and program setrvices.

Leon Younger and PROS and Rhodeside & Harwell, Inc. have completed their work and have
delivered the final reports. The key leadership of the City, the Department of Recreation, Parks
and Cultural Activities, the Planning Department, the Department of Transportation, Department
of Environmental Services and Department of Human Services must now use the data,
recommendations, and processes collected to implement this plan. It will be necessary to
consistently monitor trends that affect the recommendations and act accordingly. It will be
equally important to continually gain community input.
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INTRODUCTION AND PROCESS

The Strategic Master Plan was developed in three separate formats and processes over the
course of two years. The processes included the findings and observation phase, the vision and
recommendation phase, and an implementation phase. Each phase has consisted of data
collection along with key findings, recommendations, and strategies. From the beginning of the
Strategic Master Plan for Open Space, Parks and Recreation planning process, goal setting has
been a critical component to ensure the success of the plan. The intent was to seek much
public input into the planning process at the beginning. This will ensure support and advocacy
for meeting the public’'s needs for the future for open space, parks, recreation facilities, and
program services. The overall strategy involved in the planning process is to plan for the future
and not focus on the past.

The consulting teams worked very closely with the community through two separate Needs
Assessment and Open Space Steering Committees, made up of citizens who were interested in
open space and the recreation needs of the community. The entire process can be viewed as a
consensus-building exercise to address key issues and to create strategies to implement
changes in how the department manages itself for the future. Development or redevelopment of
new and existing parks, recreation facilities, and programs need to occur to create the preferred
future identified by the citizens of Alexandria.

The Strategic Master Plan strategies are written as a direct reflection of findings and
observations identified from the research conducted by the consulting teams. This research
provided a fresh look at the core services that the city is providing and helps define the areas
where the city needs to concentrate future resources in the future. Policies and actions were
developed from these strategies to help in the implementation of the Strategic Master Plan.
They reflect the immediate activity required of the department to accomplish the desired
outcomes and to assert a positive direction towards meeting the community’s vision.

The Recreation, Parks and Cultural Activities staff, is very proud and committed to achieving a
high quality of life for its residents and visitors in Alexandria. This plan will require a tremendous
amount of commitment and effort to achieve the vision and goals defined for the residents. The
Strategic Master Plan is a reflection of that commitment. The Alexandria Recreation, Parks and
Cultural Activities Department has the talent to be one of the premier park systems in the United
States if it can deliver on this plan and move the department forward by implementing the
recommendations outlined. This will take political will on the part of elected officials to help the
City achieve the goals and recommendations outlined.

To help focus effort and energy in this planning process, a framework for planning was adopted.
The three-step strategic and comprehensive planning process included three major
components:

Phase One — Data Collection/Findings and Observations
Phase Two — Vision and Recommendations
Phase Three — Implementation

‘ The City of Alexandria Strategic Master Plan 12
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“Past case studies suggest that open spaces, even good ones, cannot be just
designed and forgotten. They need to be evaluated and redesigned over time
to address changing user needs. Ongoing evaluation and redesign are critical
to the life of any open space.”

-Mark Francis
User Needs and Conflicts in Urban

Open Space: An Issue Based Case Study, 2001
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DATA COLLECTIONS

The Data Collection phase focuses on key issues that need to be addressed and the
summary of results from all the data collected from the two consulting teams work. The

strategies used are as follows:

Needs Assessment Study Planning Process

Phase One:
Review of Existing
Conditions

Inventory and
Analysis

Organizational
Input and
Analysis

Public
Involvement

Key
Stakeholders Open Space
Interviews Evaluation
Focus Groups
Key Issues and Ideas for Site and
A Community Survey Resources
Analysis
Public Forums A
A ¢ Park Analysis
Partnerships A
Analysis Community Survey
A Program
Analysis
Open Space A
Summit
Review Facilities
Analysis
Identification of Needs for Demographics
The Future
Benchmark
Analysis
Volunteer
Analysis
Marketing
Analysis
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Findings & Observations

PUBLIC INVOLVEMENT

It is imperative that the Strategic Master Plan reflects the input of the citizens of
Alexandria. The community of the future is built with present day planning. Tomorrow’s
promises are built on dedicated efforts to include the thinking of the citizens who will be
served by the department in the future. To assure the voices of the residents of
Alexandria were heard in this process, extensive public involvement was encouraged.

Public input was gathered through:

Focus group meetings with special interest groups, ethnic groups, partners,
seniors, users, and neighborhood leaders.

Stakeholder interviews with elected officials, key city Department Directors, the
City Manager, and park and recreation staff.

A series of public forums were conducted for both the open space study and the
recreation needs assessment study.

A mailed citizen survey randomly distributed within the City of Alexandria.

In order for organizational department leaders of the city and Park and Recreation staff
to participate and engage in future change; it is critical to involve them in the change
process. To assure there was buy-in from these leaders and staff members, a series of
focus groups were conducted to gain their insight and to address key issues.

ORGANIZATIONAL INPUT AND ANALYSIS

The consulting teams conducted recreation programs, parks and recreation
facility audits. Audits were completed through on-site visitations and staff
interviews.

Interviews were conducted with key stakeholders in and outside the organization,
including department staff, agency heads, elected officials, community leaders,
and recreation groups.

An organizational policy review was conducted for partnerships, earned income
review, systems analysis, pricing of services, organizational alignment, and
efficiency.

Mapping was conducted on land use for recreational facilities, game fields,
recreation centers, passive parks, natural resources and historic areas.

The growing popularity and demand for open space, parks and recreation opportunities
are in proportion to the constant growth and development in Alexandria. Numerous
community issues regarding parks and recreation were identified through the public
outreach process. These key issues have been grouped by function and provide the
basis for recommended visions, policies, and actions.
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The City of Alexandria Recreation, Parks & Cultural Activities

Findings & Observations
COMMUNITY SURVEY

The City of Alexandria conducted a community attitude and interest survey during March
and April of 2002 to help determine citizen usage, satisfaction, needs, and priorities for
the parks and recreation system. The survey was designed to obtain statistically valid
results from households throughout the City of Alexandria.

Leisure Vision/ETC Institute worked extensively with City of Alexandria officials and
Leon Younger and Pros in the development of the survey questionnaire. This work
allowed the survey to be tailored to issues of strategic importance to effectively plan the
future system.

The goal was to obtain at least 600 completed surveys. This goal was more than
accomplished, with 731 surveys being completed, including at least 200 completed
surveys from each of the three Parks and Recreation Planning Districts. The results of
the random sample of 731 households have a 95% level of confidence with a precision
of at least +/-3.6%. The entire survey can be found on page 53a in the appendix.

Citizen Survey Findings

Walking and biking trials (55%) had the highest percentage of respondent
households rate it as one of their four most important facilities. Neighborhood
parks followed at 40%.

Multi-purpose trails (52%) had, by a wide margin, the highest percentage of
respondents indicate it as one of the four new parks/ facilities they would be most
willing to support with their tax dollars. This was followed by an indoor wellness
and fitness facility at 27% and acquiring properties for developing new parks at
27%.

Nearly half (44%) of respondents indicated that open space should be acquired
and dedicated for natural resource purposes. This was followed by the desire
that open space be acquired for both passive and active uses at (42%).

Nearly three-fourths of respondents were either very supportive (28%) or
somewhat supportive (44%) of having users of recreation programs and special
events pay user fees.

Two-thirds (66%) of respondents indicated that the City of Alexandria should
develop a multi-generational indoor center that serves all ages. This far
exceeded the city developing a teen center at 31% or a senior center 26%.
Nearly 90% of respondents rated the programs as either excellent (28%) or good
(60%)

The most common reason that kept respondents from using parks and recreation
facilities and programs more often was “we are too busy or not interested.”
Flyers/brochures (48%) were the most frequent way that respondents learned
about the city’s parks and recreation programs.

Two-thirds (66%) of respondent households indicated they had visited a city-
operated park in the last year.

Over three-fourths (79%) of respondents rated the physical condition of city-
operated parks they had visited as either excellent (27%) or good (52%).

‘ The City of Alexandria Strategic Master Plan 16
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Findings & Observations
Festival/ special events were the programs that had the highest percentage of
respondents indicating being either very satisfied (44%) or somewhat satisfied
(42%) with them.
The City of Alexandria Recreation, Parks and Cultural Activities Department
(45%) is the organization used by the highest percentage of respondent
households.
Over half (57%) of respondents indicated that there are enough parks, trails, and
recreational facilities near their home.
Nearly all (90%) respondents indicated that well maintained parks do enhance
the property value of surrounding homes.
Over three-fourths (78%) of respondents indicated that parks do provide
economic benefit to the City of Alexandria.
Multi-purpose trails had the highest percentage of respondents rate it as either
very important (63%) or somewhat important (29%). Acquiring properties for
developing new parks was 88%, and acquiring and developing multi-purpose
youth and adult athletic fields were 82%.

LAND ACQUISITION AND OPEN SPACE- KEY COMMUNITY ISSUES

The key issues and findings that were defined by the community and the consulting
teams are as follows:

Citizens are particularly interested in seeing the City find solutions to the lack of
open space and park space.

There is a lack of open space continuity and connection throughout the city.

The diminished availability of open space is due to over-development of the city.
There is a need for more walking, jogging and bicycling trails.

There is a lack of equity of access to neighborhood parks and open spaces
within the city.

The need for open space stewardship and protection of land that is remaining is
needed particularly with regard to natural areas.

The city needs to complete the implementation of the Potomac River Waterfront
Plan.

The city needs to protect and expand stream valleys and other environmentally
sensitive areas.

The city needs to institute developer fees as a dedicated funding source for open
space acquisition.

Stronger zoning requirements are needed to establish significant preservation
areas and more discretionary review of future development proposals are
needed.

Stricter streetscape design guidelines are needed for developers.

Additional zoning mechanisms are needed to address the problem of infill
development and the large loss of open space as a result of home additions and
individual land use decisions.

The city needs to enhance its streetscapes and gateways to expand the citywide
street tree program and protect existing trees and woodland areas.
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Findings & Observations
LAND ACQUISITION AND OPEN SPACE - CONSULTANTS
OBSERVATIONS AND FINDINGS

The department currently maintains 127 parks totaling approximately 964 acres.
On a regional level, the City of Alexandria has 8,145 persons per square mile
and is more dense than Arlington County at 7,315 persons per square mile.
Fairfax County is a mere 2,385 persons per square mile.

The city offers 7.5 acres per 1,000 residents, which is on par with highly dense
cities. This compares with Baltimore at 7.5 acres per 1,000 residents, Chicago
4.3 acres per 1,000 residents, Los Angeles at 8.5 acres per 1,000 residents, new
York and Philadelphia at 7.2 acres per 1,000 residents and San Francisco at
10.3 Acres per 1,000 residents.

Planning District 1 contains perhaps the greatest number of citywide parks
serving active space.

While many of the city parks are in outstanding condition, maintenance issues
were noted in a number of instances. These include: old, worn play equipment,
overused turf areas (particularly on athletic fields), overgrown trails and stream
banks, cracked pavement areas, and in more natural areas, the removal of
invasive plants.

PARKS - KEY COMMUNITY ISSUES

The community of Alexandria would like the Parks, Recreation and Open Strategic Plan
to address the following issues.

Design parks to meet community needs and separate active sport areas from
passive leisure activities.

Develop a balanced approach to design that allows for passive, self-directed
uses as well as active use.

Develop a funding source to acquire land.

Allow for customizing of parks during redevelopment to match the demographics
of the neighborhood.

Develop new park and open space guidelines for the Strategic Master Plan and
for the city to follow.

Develop multi-use paths to link and connect park facilities and open space to
ease movement through the city.

Address the lack of parking at recreation facilities and parks.

More sports field space is needed to support the needs of youth and adults.
Funding operational and capital needs is a major issue that needs to be
addressed among all the other city priorities.
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PARKS — CONSULTANTS OBSERVATIONS AND FINDINGS

Place a high priority on protecting and enhancing the city’s stream valleys and
other natural resource areas. This includes the creation of clean stream
channels--“less engineered’ stream banks.

Enhance existing streetscapes so they become a secondary park system.
Identify and enforce all existing public easements; these could become important
trail linkages and small open space areas.

Minimize surface parking lots; locating parking underground where possible and
using the surface areas as open space and park opportunities.

Define and develop gateways to the city, along streets, highways, and trails.
Make better use of open space areas around school properties for habitats,
gardens, and educational and community opportunities.

Create a new zoning classification: a horticultural zone.

More dollars are needed from developers for open space to support higher
density development that what the city is getting currently.

Create a continuous open space along the Potomac River waterfront.

The creation of significant public open space in the Eisenhower Avenue corridor
is needed.

Create new open space opportunities in the west end and the northeast portion
of Old Town.

Develop Park Master Plan for each of the city’s existing parks to guide short term
and long term needs.

Develop a significant forestry program.

RECREATION FACILITIES - KEY COMMUNITY ISSUES

Continually retrofit and improve existing parks to new design standards

Add to existing facilities where appropriate to maximize space and use.

Update existing facilities to year 2003 standards and design to create operational
revenues to offset operating costs.

Update color schemes and image of many recreation facilities.

Lack of storage, parking, weight room space and program space needs to be
addressed.

Acceptable level of maintenance is needed at all facilities.

RECREATION FACILITIES — CONSULTANTS OBSERVATIONS AND
FINDINGS

Maintenance levels of recreation facilities and parks need to be enhanced

The city needs to address the changing demographics of the community as it
applies to recreation programs, parks and recreation facilities.

More athletic facilities are needed.

The city needs to involve the business community and other partners in solving
key issues.
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More programs for youth and seniors are needed.
School facilities need to be used as community assets.
The city needs to find creative ways to adapt the re-use of facilities that receive
little use.
The city needs to find a balance between active and passive park space.
Position the system to tap into new sources of funding, while providing inclusion
for all who want to participate.
Deal with the perceived need for more dog parks.
Allow for the provision of new types of recreation amenities such as skate parks,
trails, and connectivity to places of public value.
Work with developers to create more public spaces and appropriate land uses,
and to provide public amenities.
Find strategies to keep teens engaged in productive activities beyond the early
teens.
Address the increased demand for organized sports programs.
Serve the special needs of people with disabilities.
Provide adequate space for seniors.
Effectively deal with the before and after-school needs of young people.

RECREATION PROGRAMS — KEY COMMUNITY ISSUES

Identify and establish achievable levels of service rather than trying to be all
things to all people.

Beautification of the city needs to be a priority.

Adequately fund the park and recreation system.

Find appropriate partners who can help the city deliver services.

Stay current with citizens’ needs and finding effective methods to meet those
needs.

Better coordination with the school system is needed.

Develop larger recreation facilities that address the multi-generational make-up
of the community.

Manage the aging infrastructure.

RECREATION PROGRAMS — CONSULTANTS OBSERVATIONS AND
FINDINGS

Fees for programs are low or non-existent for the value received.

A cost recovery system needs to be established that provides for a reasonable
Return On Investment, balanced against the need to provide core services at
minimal or not costs.

The department needs a better method of tracking participation in its programs.
Consistent standards between programs need to be developed.

The department is inconsistent in how it addresses policies and procedures in its
programs.

The department lacks a strategy on how to replace worn out or broken
equipment.
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The department needs to provide more training to key staff members on benefits
based marketing, program evaluation, basic accounting, and program tracking.
Development of additional equitable partnerships with other service providers is
needed.
Development of an equitable and consistent city/school use agreement is
needed.
Create more practice field space to keep game fields in good condition.
The city does not differentiate between the city’s core recreation services and
non-core services.
A transportation plan is needed to get people to recreation facilities.
More enhancements of programs are needed for people with disabilities.
There appears to be several safety issues with the mechanical areas of the
aquatic facilities.
Facility space for contract classes is limited because of a lack of program space.
There appears to be inconsistency between contract classes that are fee based
and similar free programs offered at recreation centers.
Arts Programs are heavily subsidized.
There are great opportunities for sponsorships and other revenue enhancing
activities for the Arts Programs.
Fees for room rentals are below market price for the value of the space.
Senior programs have high levels of tax subsidy for the value of the experience.
Senior Centers and program offerings are geographically concentrated on the
east side of Alexandria.
Special Events are heavily subsidized with no revenue return to the department.
Youth Sports programs are limited by field and facility availability.
The youth sports programs are heavily subsidized.
Core programs consisted of Adult Sports, After-School Programs, Playground
and Summer Camp, Aquatics, Contract Classes, Cultural Arts/Performing Arts,
Facility Rentals, Family Programs, Senior Programs, Special Events, Therapeutic
Recreation Programs, Volunteers, Wellness and Fitness and Youth Sports.
There is a lack of adequate sized fields for coed and men’s softball.
There is a lack of lighted fields for evening use.
Parking at recreation facilities is inadequate.
There are few gymnasiums available for use by adults.
Fees for adult sports are designed to cover program costs.
The city has a procedure for charging non-residents a higher fee.
Several of the after-school and summer camp programs are licensed.
The department has a great opportunity to capture a large portion of the summer
program market by adding activities such as adventure programs and non-
traditional sports programs targeted at teens.
There is a good partnership with the use of schools to help host programs.
A comprehensive fee schedule has been developed for the Aquatic facilities.
Operating costs for the four seasonal mini-pools appear to be high.
The department has developed a pool of qualified staff to support aquatics.
There is a demand for agquatic services that is more then the present pools can
provide.
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A variety of courses and programs are offered and serve a wide demographic
group.
Program offerings are limited by facility size and availability.
Contract classes had over 3,500 registrations in 2001, which is below average for
the size of Alexandria. More indoor space is needed to increase this level of
participation.
The cancellation rate is low at 10% for contract classes.
The Cultural Arts and Performing Arts programs have participation rates of
between 7,000 to 130,000 people.
The Arts Programs provide a positive economic impact for the city.
Rentals at Lee Center are at maximum capacity.
Special events provide an untapped opportunity for revenue development and
promoting the department.
The therapeutic program is nearly 100% subsidized while in other community’s
subsidy levels are 80% - 90%.
There appears the opportunity to partner with many agencies on therapeutic
services.
Fitness programs are very popular and the demand outstrips capacity.
Fees for fitness facilities are inconsistent.

MARKETING — KEY COMMUNITY ISSUES

Coordination between divisions and recreation centers needs to be developed
between promotions and program services.

The department does not have an assigned marketing person for marketing the
services provided which creates a lot of inconsistencies in how information gets
distributed to the community.

The department needs to centralize the marketing function and operations to
increase effectiveness and consistency.

The department is very reactionary in its approach to marketing versus proactive.
Cross promotions have not been explored in-house or with outside agencies.
Marketing strategies are not fully developed or implemented.

Promotional distribution materials need to be expanded beyond just the schools.
The budget for marketing is very limited for the number of programs and services
provided.

There is little market research done as it applies to customer feedback from
programs and events.

Sponsorships are not pursued even though there are great opportunities to
attract sponsors to underwrite programs and events.

The staff is stretched to their limits in trying to manage multiple operations
outside of their expertise and experience in regards to marketing.
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MARKETING — CONSULTANTS OBSERVATION AND FINDINGS

The staff could be better equipped with the appropriate technology to produce
their own in-house publications that go beyond the basic flyer. For example, this
could include newsletters and quarterly brochures.

Staff understands the purpose of having a good image, but it is difficult to
develop image improvements, such as a unique logo, due to limited time and
resources.

The staffs have to work through a P1O officer at city hall that selects programs or
events for publication.

There is little time to track the effectiveness of any promotions.

No paid advertising is used to help support promotional costs.

Although the staff is in the process of creating a marketing plan for the
department, there is not a current one available. Most of the marketing efforts are
reactionary rather than planned.

VOLUNTEERISM - KEY COMMUNITY ISSUES

There are many areas in the system where volunteers could be used more.

The organization of volunteer operations is not coordinated or managed by a
specific division or person, which creates inconsistencies.

There is an issue with communicating to the volunteers. Volunteers would like to
have something more directed for them in information and opportunities.
Tracking of volunteer hours is not coordinated and each division has its own
method for collecting the information, or it is not collected at all.

Training is not offered to volunteers in all cases.

There is no standard orientation process for new volunteers.

The department does not have a system-wide volunteer recognition program that
allows all volunteers from each program area the opportunity to understand the
diversity of volunteer accomplishment throughout the parks and recreation
department.

The department does not have standardized forms and procedures to streamline
operations and reduce staff workload regarding volunteer recruitment and
management.

The liability waivers are an issue in that there is conflicting information about the
types necessary for each area.

Most areas do not have volunteer job descriptions so that both staff and
volunteers understand the skills needed, the expectations, and purpose of each
job.
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VOLUNTEERISM — CONSULTANT OBSERVATION AND FINDINGS

A volunteer manual and guidelines is not in place to guide staff in volunteerism.
There is no comprehensive listing of long and short-term volunteer opportunities.
The department is lacking volunteer policies and staff training on managing
volunteers.

The department does not have a work-alone policy in place. This policy states
constant supervision should be in place when volunteers are working or two or
more volunteers must work in a group versus working alone. This is for safety
purposes.

With the exception of youth sport programs, screening of volunteers is done on a

limited basis. There is no standard orientation for volunteers and training needs
to be enhanced.
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Standards and Mapping
STANDARDS AND MAPPING INTRODUCTION

Rhodeside & Harwell, Inc. developed the Open Space Plan for the City of Alexandria.
The Open Space Plan was developed in conjunction with the Recreation Needs
Assessment developed by Leon Younger and PROS. T hrough efforts of these two firms
a parks and facility needs analysis was developed using a Geographic Information
System (GIS) program to develop a series of maps depicting where open space
opportunities exists in Alexandria and where trail and greenway linkages could be
created to connect the park system. In addition, recreation facility maps were created
that outlined where game fields and recreation facilities were located to demonstrate
how equitable access currently is in the city. These provided the consulting teams
information to make better decisions on where parks, recreation facilities, and programs
services need to be provided to create a more balanced parks and recreation system.
Additional maps can be found in the Open Space Plan.
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Open Space Map Review
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Open Space Map Review
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Open Space Map Review
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Open Space Map Review
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Open Space Map Review
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Open Space Map Review
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Standards and Mapping

Open Space Map Review

Legend )
Green Crescent P 1 O
Green Connector P L ;v\ _ W) [’j ﬂf-;p-.-,,_\-
|| Open Space Conservation Areas . 4 F A" f (e ;
[ | Parks
-
Open Space Concept Plan
\ The City of Alexandria Strategic Master Plan 33

Leon Younger and PROS



The City of Alexandria Recreation, Parks & Cultural Activities \

Open Space Map Review
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Open Space Map Review
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Standards and Mapping
SERVICE AREA MAP REVIEW

The service area based on density depicts an approximation of the number of people served in
the community by that facility or complex.

Recreation Center Density Service Area
The recreation center service area is based on one square foot per person. The sites
shown are indicated as stand alone sites. Citywide centers and aftercare sites locations
are shown with no service area due to specialized influence on community.

Sports Fields Density Service Area

Classified into four groups for density service areas analysis. The sites included
baseball, soccer, softball and multi-use fields. The site densities have not been adjusted
to account for the consolidated programming of a user group site. The following
densities were used for the specified grouping:

Single fields — service area 1 per 3,000 people
Two fields — 1 per 5,000 people
Three fields — 1 per 7,000 people

Four or more fields — 1 per 10,000 people

New Neighborhood Park Target Area

The map identifies target area for potential sites for Neighborhood Parks. Mini parks are
considered less than 2 acres; neighborhood parks are 2 to 8 acres; and community
parks are greater than 8 acres. The influence a community park has on an area as a
neighborhood park was determined by that community park’s portion classified as
passive*. The service area around these facilities was determined by averaging the
population contained within the designated distance from the park site. The average
was calculated to be 1 acre of neighborhood/mini park per 1100 people.

The map shows the current park locations; estimated service area around neighborhood
and mini parks; estimated service area for community parks influence as a neighborhood
parks; vacant land or opportunities for vacant land/open space development**; and
population density. Overlaying these components identified potential target locations for
future neighborhood park site.

Note:

* Definition indicated by Rhodeside-Harwell Inc. - Open Space plan for City of Alexandria

** Areas identified as vacant or potential opportunities determined by created by Rhodeside &
Harwell Inc. - Open Space Plan for City of Alexandria.
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Vision Statement

Phase Two
Vision

Open Park Facility Program
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the
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Develop
the
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Vision Statement
PHASE TwO: VISION

The second phase in the Strategic Master Plan planning process is the Vision Phase. Once the
Recreation, Parks and Cultural Activities Department systems and operations are researched
and the key issues and findings are identified, summary statements are written that describe the
observations and findings for each researched area. Key findings are developed and various
strategies, policies, and actions are offered as possible solutions to address shortcomings and
weaknesses in the system and organization. The first Step of the Vision Phase is the creation
of the Vision Statement, which serves as a catalyst and guide for the creation of the
recommendations. Through a series of visioning sessions, the consulting team and department
staff created the recommendations that can be implemented to improve the system in the future.
The Community Values Model was created along with key value statements and goals to serve
as the main catalyst for achievements over the next ten years.

The staff and consulting team held a vision workshop to analyze all findings and observation
reports. From this information workshop a new vision was developed to guide the organization
for the future. The vision statement states what the Department wants to be known for, is as
follows:

“The City of Alexandria will provide Recreational services of the highest quality to our
citizens. We will create safe and desirable environments in all our parks and
recreation facilities through high levels of maintenance and services. Our programs
and facilities will meet the needs of our diverse population and enhance our citizens’
quality of life. We will help define the community by being responsible for the
protection and enhancement of the City’s natural resources and open spaces.”

Alexandria Recreation, Parks and Cultural Activities Department mission is to support
the vision through the following mission statement.

Our Mission is to be a vibrant, safe and attractive city of opportunity through the
development of effective and efficient recreation programs, facilities and parks for all
citizens and visitors to enjoy.”

Attractive parks and open space play a role in attracting businesses to Alexandria. Parks and
recreation services help to create a positive economic market through attracting people to live in
the city and come to the many special events provided by the city. The Alexandria Recreation,
Parks and Cultural Activities Department has worked very hard over the last 10 years to make
parks and recreation services a central part of quality of life for all citizens. Recreation
programs have been expanded over the years, but the lack of parkland and facilities is the key
issue that the department has struggled with in meeting community needs.

Growing popularity and demand for parks and recreational opportunities has been consistent
with the growth of the city especially as it applies to youth and young adults. The need for more
park facilities is a common theme in Alexandria. Numerous community issues regarding the
need for open space, additional neighborhood parks and recreation facilities have been
identified through the Needs Assessment Study and transformed into the Strategic Master Plan.

‘ The City of Alexandria Strategic Master Plan 42
Leon Younger and PROS




The City of Alexandria Recreation, Parks & Cultural Activities

Vision Statement
The Strategic Master Plan will require resources and staff energy to fulfill all the goals and
recommendations. However, the parks and recreation needs are not all the responsibility of the
public sector. The private sector needs to acknowledge their role in providing more parks in
high density housing areas and assist the city in developing and integrated multi-use path
system.

Associated with the development of the vision, the consulting team evaluated the demographics
of Alexandria and conducted a benchmark analysis that compared Alexandria to five other cities
of comparable size and demographics. These two analysis reports help to shape the
Community Values Model for the department.

The Community Values Model was developed to create the framework or organization of a
Strategic Master Plan that is customized to Alexandria and founded in community values. Using
this framework, goals, strategies, and actions are defined to fulfill the respective community
value. The Strategic Master Plan takes form as a Vision Strategy Matrix, which allows the staff
to incorporate results and demonstrate to the key leadership the outcomes of their work. This
matrix will serve as a living document and strategy implementation tool for the length of the
Strategic Master Plan.

There were five community values identified. Those community values recognize what the city
must address in managing open space, parks and recreation services.

These include knowing and implementing the community mandates for open space, parks and
recreation facilities.

The city must establish standards of care for parks, recreation facilities, and program services.
These standards should be adequately funded.

The city needs to develop tiered levels of parks and recreation programs to meet the needs of
all citizens and create lifetime users.

The city needs to establish new sources of revenue to help offset operational costs and capital
costs.

The city needs to create effective partnerships with public partners such as schools, not-for-
profit, and private partners in the delivery of services and facilities.

The Community Values Model for Alexandria Recreation, Parks and Cultural Activities
Department creates a balanced, sustainable approach to guide decisions and allocation of
resources. Within this Community Values Model, a clear definition of community mandates is
provided; allowing the departments to more effectively manage its resources. Consistent
standards are established so that a baseline of services and quality exists throughout the
system. Tiered facilities and programs allow for the development of lifetime users and to
increase capacity of users. With a baseline established, appropriate resources can be applied
to developing new sources of funding, including facilities and programs that are sustainable
through self-generated revenue to offset and /or recover operating and maintenance costs.
Equitable partnerships provide the ability to leverage the city’s investment and resources to help
deliver park facilities and program services at all levels.
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Vision Statement
The growing popularity and demand for parks and recreational opportunities are in proportion to
the constant growth and development in Alexandria. The need for more open space, parks,
recreational facilities, and programs has been identified. To address these issues, goals, vision
statements and recommendations have been identified and outlined in the vision matrix found in
this report on pages 47-70.
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Implementation & Vision Matrix
STRATEGIC PLANNING PROCESS
PHASE I

Phase Three:
Implementation

Land Capital Service
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Strategies Strategies Strategies

Partnerships
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Strategies
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and Funding
Strategies
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Master Plan
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Support of Plan
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for the Plan
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Implementation & Vision Matrix

PHASE THREE: IMPLEMENTATION

Once the vision and recommendations are developed and adopted, the final phase of the
planning process is the Implementations Phase. Key vision statements, recommendations,
policies and tactics are summarized and prioritized. These are summarized into a working
matrix attached to the body of this Strategic Master Plan report, outlined as Implementation and
Funding Strategies. Future energies and efforts of the department will focus on these initiatives
by level of priority. Strong links between results from Phase One and Two are recognized in the
Implementation Phase. The Implementation Phase also focuses on capital improvement costs
to implement the recommendations as well, as funding sources to support operations and
maintenance costs associated with each recommendation and policy action. Wide acceptance
of these results is one of the goals of the consulting team and staff in creating the vision, key
value statements, and tactics. As a result, this shared vision helps the organization progress to
a changed environment driven by advancing the public’s vision for parks and recreation
services.
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Implementation & Vision Matrix
IMPLEMENTATION — VISION MATRIX

The framework for meeting the Alexandria community’s values is outlined in the following vision
matrix. The vision matrix creates strategies for addressing key issues regarding land
acquisition, capital improvements, recreation service delivery, partnership development, policies
and procedural changes, and financial and funding strategies.

The vision matrix illustrates the specific actions related to each of the key goals statements.
The planning team developed these actions as specific implementation measures that will help
the city realize the citizen’s vision. The department needs to evaluate progress on the list of
actions on a semi-annual or annual basis. This is a dynamic list of actions that should be
examined and re-evaluated at least every two years. Adding and deleting actions respond to
changing priorities and conditions. It will be critical that the department retain the five key goals
as a constant framework toward which all actions relate.
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Implementation & Vision Matrix

VISIONING MATRIX

GOAL 1: AGGRESSIVELY PROTECT, RESTORE, ENHANCE AND CONNECT OPEN SPACE AND ASSOCIATED NATURAL, RECREATION,

AND HISTORIC RESOURCES.

STRATEGY TACTICS OPERATIONAL | STAFF GROUP START DATE
RECOMMENDATION IMPACT RESPONSIBLE END DATE
PoLicy
1.1 | Preserve, - Identify those properties outlined in the open space | Coordinate City Manager’s | Spring 2003
protect, enrich plan that should remain open space. with City Hall office, Director *on-going
and connect . Identify appropriate funding sources to provide for Action _Team Of_ RPCA,
open space preservation and acquisition of open space. as designated | Director of
and associated | Identify a public/private advocacy Group to lead In the Open Planning &
natural o '_fy public/priv v Yy up Space Plan. Zoning, Director
resources. ~ Initiative. Potential of
Zoning: additional Transportation
- Change zoning to require public open space set- funding and
asides and apply requirements to commercial required Environmental
properties Services
o Develop open space component for all specific
planning study areas.
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Implementation & Vision Matrix

Strategy
Recommendation

Policy

Tactics

Operational
Impact

Staff Group
Responsible

Start Date
End Date

1.2

CONNECT THE
COMMUNITY THROUGH
AN EFFECTIVE TRAILS
SYSTEM.

PRIORITIZE AND ESTABLISH A TIME LINE FOR
IMPLEMENTATION TO DEVELOP THOSE TRAIL ROUTES THAT
WILL CONNECT THE SYSTEM TO AS MANY PARKS AS POSSIBLE
WITH THE GOAL OF 15 ADDITIONAL MILES OF TRAILS IN THE
NEXT TEN YEARS.

CONTINUE TO APPLY FOR TEA-21 MONIES FOR DEVELOPING
THOSE TRAILS. THE DEPARTMENT IS CURRENTLY
IMPLEMENTING TWO TEA-21 GRANTS.

WORK WITH THE DEPARTMENT OF TRANSPORTATION AND
ENVIRONMENTAL SERVICES TO IMPLEMENT BIKE TRAILS IN
PUBLIC RIGHT-OF-WAYS (E.G., STREETS).

WORK ON A SITE-BY-SITE BASIS WITH PRIVATE PROPERTY
OWNERS TO SEEK EASEMENTS FOR TRAIL DEVELOPMENT AND
EXPANSION.

REASSESS AND REVISE THE ALEXANDRIA TRAILS PLAN TO
PROVIDE THE CONNECTIONS IDENTIFIED IN THE OPEN
SPACE PLAN FOR ALEXANDRIA’S DEPARTMENT OF
RECREATION, PARKS AND CULTURAL ACTIVITIES.
COORDINATE REGIONAL PLANNING EFFORTS FOR TRAIL
LINKAGES WITH FAIRFAX AND ARLINGTON COUNTIES,
VDOT AND THE NATIONAL PARK SERVICE.

THE CITY SHOULD AGGRESSIVELY SEEK PRIVATE, STATE,
AND FEDERAL FUNDING FOR CONTINUED TRAIL
DEVELOPMENT. OUR DEPARTMENT IS CURRENTLY FUNDED
ANNUALLY FOR BIKE TRAILS AT $77,000.

IMPROVE TRAIL SIGNAGE, PROVIDE PUBLIC EDUCATION

Staff time
coordination
with T&ES and
bike committee

Deputy Director
for Parks,
Landscape
Architect, T&ES
staff, Planning &
Zoning Staff,
Volunteer
Coordinator

Spring
2003
*on-going
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Implementation & Vision Matrix

THROUGH PAMPHLETS, MAPS, AND WEB SITES, MARK
HISTORIC SITES AND NATURAL RESOURCES, AND CREATE
EVENTS TO ENCOURAGE TRAIL USE BY BOTH WALKERS AND
RIDERS.

EVALUATE THE CITY’S NETWORK OF PUBLIC ALLEYS AND
DEFINE THOSE MOST APPROPRIATE FOR USE AS TRAIL AND
OPEN SPACE CONNECTORS.

COLLABORATE WITH THE ALEXANDRIA CITY PUBLIC
SCHOOLS TO IDENTITY “SAFE ROUTES TO SCHOOL” USING
THE TRAIL SYSTEM AND OTHER PUBLIC STREETS.
COORDINATE WITH THE PROPOSED “SAFE ROUTES”
NATIONAL EFFORT AND SEEK FUNDING WHEN IT BECOMES
AVAILABLE.

ENCOURAGE DEVELOPERS TO INCLUDE FACILITIES FOR
BICYCLISTS AND WALKERS IN THEIR TRANSPORTATION
MANAGEMENT PLANS.

DEVELOP A MULTI-LINGUAL PUBLIC EDUCATION CAMPAIGN
TO PROMOTE BICYCLING AND WALKING AS EFFECTIVE AND
HEALTHFUL WAYS TO GET AROUND TOWN WHILE REDUCING
TRAFFIC CONGESTION.

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
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Implementation & Vision Matrix

1.3 ESTABLISH EQUAL DEPARTMENT STAFF WILL EVALUATE ALL PARKLAND AND IDENTIFY THE DepPUTY JAN 2003
OPPORTUNITY TO RECREATION FACILITIES BY MAPPING ON GIS TO INFORMATION TO DIRECTORS, JAN 2004
PARKS AND DETERMINE COVERAGE AREAS FOR EACH AND DETERMINE ANALYZE, DEPT. DiviSION CHIEFS
RECREATION WHERE GAPS EXIST. STAFF TIME AND oF RPCA
FACILITIES CITYWIDE. GIS STAFF AND CITY GIS

RESOURCES STAFF
PROVIDES

STRONG BASIS

FOR DECISION

MAKING

REGARDING

RESOURCE

ALLOCATION

1.4 Develop innovative Create a City Hall “Action Team” comprised of City Manager’s Spring
opportunities for representatives from the City Manager’s office; the office, Director 2003
creating additional Department of Recreation, Parks, and Cultural RPCA, Planning& | Spring
open space. Activities; Department of Planning and Zoning; Zoning Director, | 2004

Department of Transportation and Environmental Office of Historic
Services; Office of Historic Alexandria; and others Alexandria,
as needed to create a coordinated strategy for Department of
rapid action of land disposition. Transportation,
Enhance existing requirements for open space in Environmental
new development and make amendments as
needed to ensure that new projects will provide
sufficient usable open space.
Develop specific plans for strategies for allstream
valleys in the City and target agencies such as the
Army Corps of Engineers and EPA as funding
sources for this effort. Build upon the City’s on-
going environmental efforts regarding these areas.
Develop plans and strategies for natural areas in
o1
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Implementation & Vision Matrix

the City.
Strategically seek and develop additional funding sources
that will allow the City to realize the recommended
strategies for creating open space opportunities and
maintain existing open space.

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
1.5 Protect, restore Develop an urban forestry plan for the city. Coordination City Manager’s Spring
and enhance the Seek council approval for funding the plan. with office, City 2003
urban forest and Implement a work plan that is 70% planned work | Community Arborist, Spring
beautification of and 30% reactive work. Groups, Private 2004
the city. Protect existing trees and woodland. Planning and consultant to
Expand city wide tree planting program. Zoning assist in
Department, developing urban
VDOT forestry plan,
Potential Office of
additional Management &
funding Budget, Planning
required & Zoning
Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
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Implementation & Vision Matrix

1.6 Protect and enrich Work with Alexandria’s business and residential City Manager’s Spring
existing parks as communities to create an open space conservatory Office, 2003
well as new and stewardship program that can: Director RPCA, *on- going
opportunities. Accept financial and property donations Deputy Director
Support renovation and expansion of parks of Parks,
and other public open spaces Planning &
Create new parks and preserve existing Zoning,
open spaces and natural areas. Landscape
Continue to seek increased City funding and other Architect,
sources of funding for park maintenance, Volunteer
renovation, and expansion, as well as for staff Coordinator
training and professional management to improve
use of existing resources.
Develop a master plan for each of the City’s
existing parks to guide short and long-term needs.
Expand the City’s volunteer programs, such as
Adopt-A-Park, Adopt-A-Garden, and Tree
Stewards, to encourage organized groups to help
with the maintenance of open space resources.
Develop a management / stewardship plan for
cultural and natural resources in Alexandria’s
parks.
Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
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Implementation & Vision Matrix

1.7 Provide the highest Develop a safety plan for each park in the system | Staff Time Deputy Director Jan 2003
level of safety in and inspect against it. Coordination for Parks July 2003
parks and Seek neighborhood park support for a park watch | with police and
recreation facilities. program. community

1.8 Assist in the Seek and encourage all available opportunities to Director RPCA, Fall 2003
Completion and add missing parcels to the Potomac River Director of *on -going
implementation of Waterfront Plan. These strategies include: Planning &
the Potomac Acquisition Zoning, Office of
Waterfront Plan Gifts of land Historic

Easements Alexandria
Purchase of development rights
Develop an Alexandria Waterfront Education Plan,
including interpretive and directional signs, written
and electronic materials, and interpretive events.
Strategy Tactics Operational Staff Group Start Date
Recommendation Policy Impact Responsible End Date
o4
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The City of Alexandria Recreation, Parks & Cultural Activities

Implementation & Vision Matrix

1.9

Protect and expand
stream valleys and
other
environmentally
sensitive areas.

Seek funding from State, Federal, and other sources
for site protection, demonstration projects, and
environmental education programs.

Curtail or eliminate the granting of encroachments in
stream valley RPA’s & adjacent areas. Enhance
identified RPA’s with natural area buffers.

Require the restoration of RPA’s when sites are
redeveloped.

Establish on-going regional coordination with
Arlington & Fairfax Counties for stream valley &
natural resource protection, building on the model
established for Four Mile Run.

Conduct a detailed survey of the City’s streams and
woodlands, threatened and endangered species, and
steep slopes in coordination with the Environmental
Policy Commission. The survey should include
preparation of specific recommendations for the
protection of these resources.

Develop financial & other incentives for private
property owners within watershed areas to protect
the natural resources of those areas (e.g., by
reducing impervious surfaces, reusing rainwater on
sire, etc.)

Continue to set aside City monies for stream valley
restoration projects. Where possible, leverage those
funds with grants & other monies in order to restore
our streams and stream valleys.

Undertake carefully monitored Adopt-A-Stream
and/or similar programs to increase implementation
resources and educate citizens about the significance
of our stream valleys.

Volunteer
Coordinator,
Director RPCA,
Director of T&ES

Spring
2003
Spring
2008
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The City of Alexandria Recreation, Parks & Cultural Activities

Implementation & Vision Matrix

Strategy Tactics Operational | Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
1.10 Maximize use of Establish a team for each school project that is City Manager Summer
public school open representative of the Alexandria School Board, Alexandria office, Director of 2003
space areas to City Council, private institutions; the Department of RPCA, Director of *on-going
satisfy local needs. | Recreation, Parks, and Cultural Activities; the Department Planning & Zoning,
of Planning and Zoning, the Department of Transportation Director of
and Environmental Services and the staff of Alexandria Transportation&
City Public Schools in order to identify innovative and Environmental
effective solutions for use of school open space areas by Services, ACPS
neighborhood residents while satisfying outdoor school Superintendent
programs. This working relationship should extend to the
planning and design of both new and renovated school
properties.
56
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The City of Alexandria Recreation, Parks & Cultural Activities

Implementation & Vision Matrix

Strategy Tactics Operational | Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
1.11 Enhancing Establish an interagency working group with Director of RPCA, Spring
streetscapes and representation from the Departments of Director of 2004
gateways. Recreation, Parks and Cultural Activities; Transportation & *on-going
Transportation and Environmental Services; Environmental
Planning and Zoning as well as from the Office of Services,
Historic Alexandria and VDOT, and the other Director of
relevant commissions and groups to create and Planning & Zoning
implement a comprehensive streetscape program
for the City.
This should encompass:
Signage, Sidewalks,Intersections /crosswalks
Lighting
Street Furniture
Landscaping and street trees
Historical sites
Underground utilities
Median treatment
This interagency group should also consider
implementation of a gateway program, to include:
Special planning
Lighting
Sighage
Paving
Historic Overviews
Irrigation and maintenance
The City of Alexandria Strategic Master Plan o7
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The City of Alexandria Recreation, Parks & Cultural Activities

Implementation & Vision Matrix

Improve highway interchanges within the city
limits and Establish design guidelines for
streetscape elements that recognize and reflect
the individual character of each neighborhood or
area of the City. These might be derived, in part,
from the historical features of each area.

Provide adequate levels of infrastructure to
support and maintain these streetscape/gateway
programs. In addition to City funding, consider
calling upon volunteer programs such as Tree
Stewards, Adopt-A-Park, and Adopt-A-Marker
programs for heritage trail sites in order to
support these efforts.
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Strategy Tactics Operational | Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
1.12 Continue to explore - Refer to open space plan funding opportunities. City Manager, Spring
funding options for Director of 2003
acquisitions Planning & Zoning, | *on-going
protector of Director of
Properties. Transportation &
Environmental
Services, Director
of RPCA, Grants
Coordinator and
Office of
Management and
Budget
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VISIONING MATRIX
Goal 2: Create the highest level of programs, maintenance, and security standards for all areas.

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
2.1 Establish equal - Department staff will evaluate all programs by Need to access Director RPCA, | Jan 2003
opportunities to mapping to determine coverage areas for all core appropriate Director of Jan 2004
recreation programs programs and determine where gaps exist. funding source Transportation
city wide - Department to decide to provide more services or Staff Time, &
partner with other service providers. coordination with | Environmental
Develop a free or subsidized recreation rider other agencies Services,
program with the Transportation Division and Director of
Public School Division of the city to provide DASH, City
busroutes to the recreation centers and facilities. Manager Office,
Superintendent
Of Schools
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Implementation & Vision Matrix

Strategy Tactics Operational Staff Group | Start
Recommendation Impact Responsible | Date
Policy End Date
2.2 Establish core and Identify those programs that meet the following Staff Time, Deputy Jan 2003
non-core programs criteria: Research with Directors, July 2003
for each Division. Have dedicated staff assigned to the various user Division Chiefs,
program groups and Program
Have dedicated facility assigned to the Operations of
program RPCA
Consume a large portion of the budget
Have wide demographic appeal
Program is offered 3 out of 4 seasons
Market core services through tiered programs to
expand use and create lifetime users of
recreation programs
Develop new programs to attract new users
2.3 Create a pricing Establish a pricing plan for all recreation programs | Coordinate with Director RPCA, | Jan 2003
philosophy and and services. OMB, conduct City Manager, Jan 2005
standards for Develop Activity Based Costing for all services. market research | Management &
baseline core Seek Park and Recreation Commission and City Budget,
programs and other Council approval. Deputy
departmental Train staff how to communicate and implement Director of
services. new pricing for services. Programs,
Division Chief
of program
Operations and
Division Chief
of
Administration
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Implementation & Vision Matrix

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
2.4 Develop design - Develop minimum design standards for all parks Coordination Deputy Jan 2003
standards and and facilities based on community values. with Planning Directors for Jan 2005
guidelines for - Integrate consistent image theme to address T&ES, General Parks and
renovation and the signhage, building design, use of color schemes, Services and Programs,
development of etc. Community Key staff of
new parks and Groups RPCA
facilities based on
actual and
emerging demands
to effectively
manage capacity.
Protect and restore
existing assets.
2.5 Establish asset - ldentify planned lifespan for all physical assets or Coordination Deputy July 2003
lifecycle standards. change use of land. with Planning, Directors for July 2005
Assure adequate financial resources are identified | T&ES, General Parks and
to effect replacement of all capital assets. Services and Programs,
OMB Division Chiefs,
Capital
Projects,
Key Staff of
RPCA
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Implementation & Vision Matrix

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
2.6 Establish safety Develop minimum guidelines of operations to Coordinate with Deputy Winter
standards for all assure safe environments in parks, facilities, and Office of Risk Directors of 2003
users and staff programs. Management, Parks and Summer
protection. Code Programs, 2003
Enforcement, Key Staff
Fire Dept.,
Police, Public
Schools, and NPS
2.7 Develop program Develop written standards for all core programs to | Staff Time Deputy Fall 2002
Standards for achieve the highest quality at an established Potential for Director and Fall 2005
providing subsidy level. reduced Division Chief
consistency of Non-core services will also have written standards | subsidies for
services citywide. Programming,
Key program
staff
2.8 Establish customer Develop a customer service plan for parks, Staff Time Deputy July 2003
service standards programs, and facilities. Directors of July 2004
for all operation of Parks and
the system. Programs,
Key Staff
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Implementation & Vision Matrix

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy

2.9 Establish consistent Designate a staff or create a position to conduct Coordinate with Director of Jan 2003
citywide Department Marketing efforts. OMB, conduct RPCA, Deputy Jan 2005
communication Develop a marketing and communication plan for market research | Director of
standards to the department that focuses on customer Programs,
encourage feedback, media development, promotional Outside
participation in strategies, image development and use of themes consultant to
available programs to increase use of facilities and participation in help write the
and events. programs. policy

2.10 Review and update Evaluate every policy and procedure in the system | Staff Time Director RPCA, | Fall 2003
all department and determine if the policy is effective. City Council Deputy July 2004
policies to support Make adjustments to the policy. approval Directors,
the vision of the Develop new policies where appropriate. City Manager Division Chiefs
department and to Develop flowcharts on procedures to eliminate approval
maximize thepublic bureaucracy.
access to services. Train staff on new systems.

2.11 Develop technology Evaluate current levels of technology in place. Coordination Division Chief Fall 2003
standards that Determine those positions that need technology with ITS and of June 2004
provide for support or upgrades. OMB Administration
efficiency of Develop a priority system based on available and ITS Staff
operation and funding.
service delivery.
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Implementation & Vision Matrix

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
2.12 Enhance citywide Identify specific qualifications for positions in the Coordination Director RPCA, | Spring
human resource department. with personnel Deputy 2003
standards through Establish training programs and career department Directors, *on-going
licensing, development opportunities. Staff Time Division Chiefs,
accreditation Potential of Special
certification and additional Projects
training of funding of Coordinator,
personnel. training City Arborist,
Landscape
Architect
2.13 Preserve the Coordinate historical information on each park and Coordination Landscape July 2003
history of the City recreation amenity of significant dates to celebrate the with the Office of | Architect, RPCA | July 2005
and parks system. | park and amenities with the neighborhood and Historic Office of
community. Alexandria Historic
Alexandria
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Implementation & Vision Matrix

VISIONING MATRIX

GOAL 3:Create a lifetime customer

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
3.1 Establish Establish baseline costs for all tiered services Coordination Director RPCA, Spring
progressive levels through an Activity Based Costing model. **see with OMB, Staff All Key staff 2003
of pricing that glossary Time, Market *on-going
reflect services Create new pricing strategies for tiered services. research, outside
received. Create new pricing strategies for tiered services. agencies
3.2 Create recreation Develop feasibility studies and business plans for | Encourage public | Director RPCA, on-going
facilities that are each new or renovated recreation facility to participation in Deputy Directors
community and maximize its capacity of use and its ability to the planning and | of Programming
special use driven produce operating income. design of and Parks,
to reach all age Encourage public participation in the planning and | facilities. Division Chiefs,
segments and design of facilities. Special Projects
interests in the Coordinator
community.
3.3 Provide volunteer Hire a volunteer coordinator to develop the Director RPCA, Fall 2004
opportunities for volunteer program. Volunteer
parks and Create a volunteer manual. Coordinator
recreation Train existing volunteers and staff on the manual.
activities that Train staff how to work with volunteers Staff Time
provide lifetime Coordination with outside agencies, fiscal impact
experiences for of new position, training of volunteers, supplies
members of the and Incentive.
community to
volunteer their
services.
The City of Alexandria Strategic Master Plan 66

Leon Younger and PROS




The City of Alexandria Recreation, Parks & Cultural Activities
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VISIONING MATRIX

Goal 4: Create Revenue Opportunities

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy

4.1 Renovate and Establish the cost of each space in recreation Coordination Deputy Directors | July 2003
adapt the reuse of facilities. with OMB and for parks and
community Determine best program use to maximize General Services | programs,
facilities to support productivity and efficiency. Potential capital Division Chiefs,
operational costs Change out space and/or improve space to operating Key staff
through effective accommodate the new program uses. funding impact Outside
revenue Track impact. Potential consultant
development. additional

revenues

4.2 Establish full Teach staff to fill out Activity Based Costing form. | Coordination Deputy Directors | Jan 2004
activity based Determine cost per experience and subsidy level. | with OMB and for parks and Jan 2006
costing for all Establish the cost of a park standard. General Services | programs,
programs, Division Chiefs,
maintenance Key staff
operations, and Outside
facilities in the consultant
system.

4.3 Establish business Establish business plans for each core program Coordinate with Key Staff Fall 2004
plans for all core and facilities to create incentives for staff to OMB Fall 2006
programs and increase quality of services and standards.
recreation
facilities.
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4.4 Establish a Seek City Manager and City Council approval to Coordination Director RPCA Fall 2004
revenue fund to create revenue funds for all core programs and with CMO and July 2006
keep revenues destination facilities to create incentives for staff OMB
earned to support to increase quality of services and standards.
the quality of the
programs
developed and
incubate new
opportunities.

4.5 Develop an Develop a revenue strategy through effective Staff Time Director RPCA, July 2004
effective marketing practices that will encourage people to | Potential Deputy Director | July 2005
marketing and want to pay for quality services and facilities. additional for Programs
communication revenue, cost & and new
plan for all clientele Marketing entity
revenue producing
programs and
activities.

4.6 Create Grants, Develop a grants writer position to leverage the Additional Director RPCA Fall 2002
Alliances, resources for grants, create alliances with other position, and City Manager,

Partnerships, and service providers, develop more sponsorship to associated Personnel Office
a Sponsorships to offset operating costs, and to enhance financial and Office of
helping support public/public, public/not-for-profit, resources Management
the development public/private partnerships. Potential and Budget
of additional fiscal revenues
resources. Potential
program
expansion
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VISIONING MATRIX
GOAL 5: Develop Partnerships

Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy
5.1 Develop effective Establish principles, and policies for each type of Potential Director RPCA, July 2003
and implemental partnership the city engages in, i.e., revenues Volunteer July 2004
working policies public/public, public/private, public/not-for-profit. | Potential Coordinator
that contribute and program
encourage pubilic, expansion
private, and not- Coordination
for-profit partners. with all entities
5.2 Seek to enhance Refine existing Adopt-A-Park program to include Coordination Deputy Directors | Fall 2002
the development routine opportunities for park improvements. with schools and | for Parks and *on-going
and use of parks Enhance partnerships with the school district on community Programs
and other joint use of facilities. groups Supervisor
community Landscape
facilities with Architect
public/public
partnerships.
53 Seek to enhance Develop a list of all not-for-profits in the city. Coordinate with Director RPCA, July 2004
the development Determine where they could help the department | all not for profit Deputy Directors
of not-for-profit in the delivery of services. groups and Volunteer
partnerships that Develop a partnership workshop and invite all Coordinator
provide services not-for-profits.
for each partner’s Outline areas in the workshop where they can
benefit and the contribute and benefit.
community’s Create working agreement and assign individual
benefit. staff to each partnership.
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Strategy Tactics Operational Staff Group Start Date
Recommendation Impact Responsible End Date
Policy

54 Seek to enhance Review costs of services and assess if the private | Cost savings Director of Sept 2003
the incorporation sector can provide the same quality at a lower Improved RPCA, *on-going
of private cost. efficiency Deputy Directors
partnerships that Develop RFP’s. Enhanced quality | for Parks and
provide services Determine which proposals provide the level of Programs,
beyond the city’s service at a lower cost with the same or higher Division Chiefs,
capability and/or quality and affect the appropriate MOU’s, MOA'’s, Volunteer
for efficiency service agreements and contracts. Coordinator
purposes

55 Track the level of Develop levels of commitment for each Cost savings Volunteer June 2003
service provided partnership — create a working agreement with Improved Coordinator, *on-going
by each partner on measurable outcomes. efficiency Staff assigned to
an annual basis Track resources vested. Enhanced quality | the partnership
and adjust Review with each partner on a routine basis
accordingly to the where each partner stands regarding his or her
commitment contractual commitment.
desired.

5.6 Enhance and Establish goals and responsibilities for each collective Staff Time Staff assigned June 2003
support the role of | group. Promotes *on-going
commissions, Develop criteria to meet goals. community
committees and Evaluate accomplishments on an annual basis. advocacy
advisory groups.
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The City of Alexandria Recreation, Parks & Cultural Activities

Capital Improvement Plan

INTRODUCTION

The Strategic Master Plan is based upon a review of the entire community, an analysis of the
existing parks system, the identification of user needs, the development of customized
recreation standards, and focus on land acquisition and open space needs regarding parks,
trails and recreation spaces. The plan is intended to be action-oriented. It is design to provide
framework from which the city can enhance its parks and recreation system.

Instrumental to implementation of the study, is the identification of adequate funding at a time
when balancing municipal budgets has become difficult. Even though funding options are
limited at this stage, it does not appear to reflect upon the high value Alexandrians place on
parks and recreation facilities and services.

Implementing the Strategic Master Plan will result in meeting the future needs for parks, open
space and recreation services. The department operates a variety of parks and recreation
facilities throughout the city. Many of these facilities and parks require upgrades to support the
future needs of the community. In order to ascertain the productivity and condition of these
facilities, a facilities analysis was conducted. All of Alexandria’s eleven recreation centers, three
of the school based after-school centers, and twenty of the 127 parks were evaluated. The
recreation centers were assessed in order to identify the current condition of each facility, the
overall level of use the facility is receiving, and to generate

potential renovation and re-use options to enhance the productivity of the facility. General
improvement recommendations for each site were developed and cost estimates were
formulated to identify the impact of effecting such improvements. The after-school sites were
assessed and ideas for consideration regarding enhancing productivity were assimilated. No
capital improvement cost estimates were developed for these school owned sites.

A cross section of parks were evaluated in order to gain a comprehensive understanding of the
park system condition and the necessary improvements that would be required to meet current
demands of the community. The capital improvement costs for enhancing parks is estimated at
$9 Million amortized over ten years. The Capital improvement cost for recreation facilities is
approximately $19,000,000. Details of the individual projects are on page.

The open space acquisition costs and trail development costs need to be developed and with
funding strategies. The open space acquisition costs averages $3,000,000 per acre, currently
in several areas of Alexandria. A consistent funding source is needed to support the needs for
trail development and connections. It is estimated that $50 Million is needed to support the land
acquisition needs outlined in this plan.
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PARK FACILITY CAPITAL IMPROVEMENT

A sampling of park facilities enabled the consultant to draw general conclusions regarding the
entire park system.

The parks in Alexandria are generally well maintained, although they contain many amenities
that are near the end of their useful life.

Most parks are currently being maintained to a level three, on a rating system of one being the
most intense maintenance and five being the least intense.

There is an inconsistent image regarding parks and facilities. The lack of a consistent graphics
program and color scheme makes the facilities appear less than optimal.

Many facilities are in need of renovation, and infrastructure rehabilitation.
Most facilities do not have adequate parking.

The athletic facilities are somewhat scattered throughout the park system, and a consolidation
through adaptive re-use of facilities could prove to enhance site productivity.

There appears to be over use of the athletic facilities, possibly a result of extensive team sport
practices.

Recommendations

The assessment of park improvements focused on needs that would enhance infrastructure
improvements in parks. The site assessment for capital improvement needs evaluated turf, site
amenities, lighting, parking and safety problems.

In order to elevate the condition of the park system from a level three to a level two, it is
estimated that related costs will be in the neighborhoods of $10,000 per acre in capital
improvement investments. The Department of Recreation, Parks and Cultural Activities
currently maintains 964 acres of parkland. This estimate equates to an infusion of
approximately $9,640,000.

Improvements might include such items as tennis court renovations, ball field renovations, new
sports lighting systems, playground replacements, stand alone restroom renovation and
replacements, and parking improvements and other related site work.

Consolidation of similar athletic venues and better scheduling of practice times will
result in considerable improvements to game fields.
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City of Alexandria - Department of Recreation, Parks and Cultural Activities

Recommended Projects and Estimated Costs

Recreation Facility Project SF SF Cost Est. Cost Lump Sum Total Cost/Facility
narles Barrett Recreation
anter (9,800 SF) Multi-Purpose Room Renovation $40,000
New Weight Room Equipment $30,000 $70,00
ninquapin Park Recreation
anter (34,000 SF) Renovation Study $20,000
Renovation 34,000 $120 $4,080,000
Addition 25,000 $140 $3,500,000 $7,600,00
actor Oswald Durant Memorial
acreation Center Renovation in Progress
rrome “Buddie” Ford Nature
anter Renovation in Progress
atrick Henry Recreation Center
,850 SF) Renovation 8,850 $160 $1,416,000
Addition 6,000 $140 $840,000 $2,256,00
narles Houston Recreation
anter (24,302 SF) Renovation Study $20,000
Renovation 24,302 $160 $3,888,320
Addition 10,000 $140 $1,400,000 $5,308,32
ora Kelly Recreation Center
5,840 SF) Renovation Study $20,000
Reception Desk Relocation $30,000
Selected Renovation 25,840 $50 $1,292,000 $1,342.00
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2e Center Renovation $200,000
New square footage over entry 1,000 $180 $180,000 $380,00

annie J. Lee Memorial
acreation Center (13,690 SF) Renovation 13,690 $100 $1,369,000 $1,369,00

ount Vernon Recreation Center
8,900 SF) HVAC study $1,000(

Floor repairs; baffle replacement $100,000 $101,00

illiam Ramsay Recreation

anter (18,000 SF) Alarm System Study $1,000 $1,00
Summary
Total Number of Facilities Total Number of Projects Total SF Average SF Cost Total Cos
11 21 148,682 $132 $18,427,32
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Funding Strategy and Implementation

A significant challenge for the City of Alexandria Parks and Recreation Department in meeting
public recreational demands is funding. Significant financial investment is necessary for
physical development, land acquisition and for maintaining on-going resources for park
management. This includes programming, operational maintenance, and public safety
assistance. Implementing the recommended policies and action strategies hinge on the ability to
secure funding from multiple sources and responding with effective management of parks and
recreation facilities and programs. Several potential funding mechanisms are outlined in the
Strategic Master Plan.

The major impediment to the implementation of this study is the lack of adequate dedicated
funding sources for both capital improvements and land acquisitions and for ongoing park
management. Currently significant funding deficiency exists Strategies could be pursued by
the city to meet the needs of the park and recreation system.

Estimated capital improvement and maintenance improvement costs are outlined at
$26,827,000. This figure does not include land acquisition costs or trail improvement costs.
Additionally, no one funding source can reasonably be expected to generate the level of funding
required to implement this study. Currently in several areas of the city, land acquisition costs
$500,000 per acre. Land acquisition funding methods will require several alternatives to meet
the goal of adding additional land for parks.

Currently, there is a need for additional operational and maintenance dollars to support existing
system infrastructure needs to continue providing the level of service that Alexandrians desire.
The park system maintenance standards are maintained at a level three. This is based on a
rating scale of ‘one’ being the most intense maintenance and ‘five’ being the least.

There are parks and facilities image inconsistencies. The lack of a consistent graphics program
and color schemes makes the facilities appear less than optional. The city should attempt to
move maintenance standards to a level two from a level three.

Throughout the United States many cities have turned to creative methods to develop earned
income to help offset operational and capital costs. Alexandria has the ability to implement
these revenue development options, should the city choose to do so.

The following funding sources are a comprehensive listing of funding options the city should
consider.
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Funding Source Summary

The funding options listed below provide the city with alternatives to consider that other park
systems across the United States use to help fund their systems. The most important funding
options the City of Alexandria should consider are listed below.

Corporate Sponsorships

This revenue-funding source allows corporations to invest in the development or enhancement
of new or existing facilities in park systems. Sponsorships are also highly used for programs
and events.

Partnerships

Partnerships are joint development funding sources or operational funding sources between two
separate agencies, such as two government entities, a non-profit and a City department, or a
private business and a City agency. Two partners jointly develop revenue producing park and
recreation facilities and share risk, operational costs, responsibilities, and asset management
based on the strengths and weaknesses of each partner.

Dedication/Development Fees

These fees are assessed for the development of residential and/or commercial properties with
the proceeds to be used for parks and recreation purposes, such as open space acquisition,
community park site development, neighborhood parks development, regional parks
development, etc.

Foundation/Gifts
These dollars are raised from tax-exempt, non-profit organizations established with private
donations in promotion of specific causes, activities, or issues. They offer a variety of means to
fund capital projects, including capital campaigns, gifts catalogs, fundraisers, endowments,
sales of items, etc.

Recreation Service Fees

This is a dedicated user fee, which can be established by a local ordinance or other
governmental procedures. Its purpose is for constructing and maintaining recreation facilities.
The fee can apply to all organized activities, which require a reservation of some type, or other
purposes as defined by the local government. Examples of such activities include adult
basketball, volleyball, and softball leagues, youth baseball, soccer, and softball leagues, and
special interest classes. The fee allows participants an opportunity to contribute toward the
upkeep of the facilities being used.

Fees/Charges

The plan has documented that the Department is far undervalued and must position its fees and
charges to be market-driven and based on both public and private facilities. The potential
outcome of revenue generation is consistent with national trends relating to public park and
recreation agencies, which generate an average 35% to 50% of operating expenditures.
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Dog Park Fees

These fees are attached to kennel clubs for the right for their club to have their own dog park
facilities for their exclusive use. Fees are on the dogs themselves and on people who take care
of people’s dogs.

Trail Fee
These fees are used for access to golf course trails and bike trails to support operational costs. Trail fees
for golf carts are typically $200.00 a year and for bike trails $35.00 to $50.00 a year.

Lighting Fees
Some cities charge additional fees for the lighting charges as it applies to leagues, special use
sites, and signature type facilities that require lighting above a recreational level.

Program Contractor Fees

Cities and counties receive a percentage of gross contractor fees for program held on City or
county facilities. The percentages range from 25% to 40% depending on space, volume, and
the amount of marketing the City does for the contractor.

Signage Fees

This revenue source taxes citizens and businesses with signage fees at key locations with high
visibility for short term events. Signage fees range in price from $25.00 per signs up to $100.00
per sign based on the size of the sign and location.

Cost Avoidance

The Department must take a position of not being everything for everyone. It must be driven by
the market and stay with the Department’'s core businesses. By shifting its role as direct
provider, the City will experience savings by deciding whether or not to provide that facility or
program. This is a cost avoidance. The estimated savings listed could be realized through
partnering, outsourcing, or deferring to another provider in the provision of a service and/or
facility.

Intermodal Transportation and Efficiency Act

This funding program, commonly called TEA-21 Grants was authorized by the Federal
Government in 1991. Funds are distributed through the state. There are several million dollars
in enhancement revenues available for transportation related projects, including bicycle and
pedestrian trails, rail depot rehabilitation, landscaping, and beautification projects.

Land and Water Conservation Fund
These funds are awarded for acquisition and development of parks, recreation and supporting
facilities through the National Park Service and State Park System.

General Obligation Bonds
Bonded indebtedness issued with the approval of the electorate for capital improvements and
general public improvements.
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Grants
A variety of special grants either currently exist through the Federal and State governmental
systems or will be established through the life of current and proposed facilities.

Special Improvement District/Benefit District
Taxing districts established to provide funds for certain types of improvements that benefit a
specific group of affected properties. Improvements may include landscaping, the erection of
fountains, and acquisition of art, and supplemental services for improvement and promotion,
including recreation and cultural enhancements.

Annual Appropriation/Leasehold Financing

This is a more complex financing structure which requires use of a third party to act as issuer of
the bonds, construct the facility and retain title until the bonds are retired. The City enters into a
lease agreement with the third party, with annual lease payments equal to the debt service
requirements. The bonds issued by the third party are considered less secure than general
obligation bonds of the City, and therefore more costly. Since a separate corporation issues
these bonds, they do not impact the City’s debt limitations and do not require a vote. However,
they also do not entitle the City to levy property taxes to service the debt. The annual lease
payments must be appropriated from existing revenues.

Interlocal Agreements

Contractual relationships entered into between two or more local units of government and/or
between a local unit of government and a non-profit organization for the joint
usage/development of sports fields, regional parks, or other facilities.

Revenue Bonds
Bonds used for capital projects that will generate revenue for debt service where fees can be
set aside to support repayment of the bond.

Private Concessionaires

Contract with a private business to provide and operate desirable recreational activities
financed, constructed, and operated by the private sector with additional compensation paid to
the City.

Real Estate Transfer Fees

As cities and counties expand, the need for infrastructure improvements continues to grow.
Since parks add value to neighborhoods and communities, some cities and counties have
turned to real estate transfer fees to help pay for needed renovations. Usually transfer fees
amount to ¥4% to ¥2 % on the total sale of the property.

Land Trust

Many counties have developed land trusts to help secure and fund the cost for acquiring land
and conservation easements that needs to be preserved and protected for greenway purposes.
This could be a good source to look to for acquisition of future lands.
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Naming Rights

Many cities and counties have turned to selling the naming rights for new buildings or
renovation of existing buildings and parks for the development cost associated with the
improvement. This opportunity exists in the City.

Rental Car Tax
This tax is designated for land acquisition purposes. Some cities and counties have used a
percentage of rental car taxes to support land acquisition or improvements in parks.

Cell Towers
Cell towers attached to existing light poles in game field complexes is another source of
revenue the City could seek in helping support the system.

Private Developers

These developers lease space from City-owned land through a subordinate lease that pays out
a set dollar amount plus a percentage of gross dollars for recreation enhancements. These
could include restaurants, driving ranges, sports complexes, and recreation centers.

Benefit Assessment Act of 1982

(Government Code section 54703 et seq.)

This statute provides a uniform procedure for the enactment of benefit assessments to finance
the maintenance and operation costs of drainage, flood control, and street light services and the
cost of installation and improvement of drainage or flood control facilities. Under legislation
approved in 1989 (SB 975, Chapter 1449), this authority is expanded to include the
maintenance of streets, roads, and highways. As with most other assessment acts, cities,
counties, and special districts that are otherwise authorized to provide such services may use it.

Facilities Benefit Assessment

The FBA ordinance establishes areas of benefit to be assessed for needed improvements in
newly developing areas. Each parcel within an area of benefit is apportioned its share of the
total assessment for all improvements (including those required for later development phases)
which is then recorded on the assessment roll. Assessments are liens on private property as
with the state assessment acts. Upon application for a building permit the owner of the parcel
must pay the entire assessment (the payment is pro rated if only a portion of the parcel is being
developed at one time). Payment releases the City's lien on the property. The funds that are
collected are placed in separate accounts to be used for the needed improvements and do not
exceed the actual cost of the improvements plus incidental administrative costs.

The Mello-Roos Act

The 1982 Mello-Roos Community Facilities Act (Government Code Sections 53311 et seq.)
enables cities, counties, special districts, and school districts to establish community facilities
districts (CFDs) and to levy special taxes to fund a wide variety of facilities and services. The
proceeds of a Mello-Roos tax can be used for direct funding and, in the case of capital facilities,
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to pay off bonds. Mello-Roos financing has similarities to special taxes and special
assessments, and in some situations, it has advantages over both.

Sales Tax

The revenue source is very popular for funding park and recreation agencies either partially or
fully. The normal sales tax rate is 1cent for operations and one half cent for capital. This tax is
very popular in high traffic tourism type cities and with counties and state parks.

Merchandising Sales
This revenue source comes from the public or private sector on resale items from gift shops and
pro shops for either all of the sales or a set gross percentage.

Concession Management

Concession management is from retail sales or rentals of soft goods, hard goods, or
consumable items. The City either contracts for the service or receives a set of the gross
percentage or the full revenue dollars that incorporates a profit after expenses.

Friends Associations
These groups are formed to raise money typically for a single focus purpose that could include a
park facility or program that will better the community as a whole and their special interest.

Advertising Sales

This revenue source is for the sale of tasteful and appropriate advertising on park and
recreation related items such as in the City’'s program guide, on scoreboards, dasher boards
and other visible products or services that are consumable or permanent that exposes the
product or service to many people.

Subordinate Easements — Recreation / Natural Area Easements

This revenue source is available when the City allows utility companies, businesses or
individuals to develop some type of an improvement above ground or below ground on their
property for a set period of time and a set dollar amount to be received by the City on a annual
basis.

Irrevocable Remainder Trusts

These trusts are set up with individuals who typically have more than a million dollars in wealth.
They will leave a portion of their wealth to the City in a trust fund that allows the fund to grow
over a period of time and then is available for the City to use a portion of the interest to support
specific park and recreation facilities or programs that are designated by the trustee.

Life Estates

This source of money is available when someone wants to leave their property to the City in
exchange for them to live on their property until their death. The City usually can use a portion
of the property for park purposes and then all of it after the person’s death. This revenue source
is very popular for individuals who have a lot of wealth and their estate will be highly taxed at
their death and their children have to sell of their property because of probate costs. This allows

The City of Alexandria Strategic Master Plan 80

Leon Younger and PROS



The City of Alexandria Recreation, Parks & Cultural Activities \

Funding Strategy Report
the person to receive a good tax deduction yearly on their property while leaving a life estate. It
is good for the City because they do not have to pay for the land.

Permits
These special permits allow individuals to use specific park property for financial gain. The City
either receives a set amount of money or a percentage of the gross service that is being
provided.

Reservations

This revenue source comes from the right to reserve specific public property for a set amount of
time. The reservation rates are usually set and apply to group picnic shelters, meeting rooms for
weddings, reunions and outings or other type of facilities for a special activity.

Catering Permits and Services

This is a license to allow caterers to work in the park system on a permit basis with a set fee or
a percentage of food sales returning to the City. Also many cities have their own catering
service and receive a percentage of dollars off the sale of their food.

Volunteerism

The revenue source is an indirect revenue source in that persons donate time to assist the
department in providing a product or service on an hourly basis. This reduces the City’s cost in
providing the service plus it builds advocacy into the system.

Integrated Financing Act

This legislation creates an alternate method for collecting assessments levied under the
Landscaping and Lighting Act, the Vehicle Parking District Law and the Park and Playground
Act. This act applies to all local agencies. This act can be used to pay the cost of planning,
designing, and constructing capital facilities authorized by the applicable financing act, pay for
all or part of the principle and interest on debt incurred pursuant to the applicable financing act
and to reimburse a private investor in the project. It serves two unique properties: (1) it can levy
an assessment which is contingent upon future land development and payable upon approval of
a subdivision map or zone change or the receipt of building permits; (2) it allows the local
agency to enter into an agreement with a private investor whereby the investor will be
reimbursed for funds advance to the agency for the project being financed.

Parking Fees
This fee applies to parking at selected destination facilities such as beach parking areas, major
stadiums and other attractions to help offset capital and operational cost.

Equipment Rental

The revenue source is available on the rental of equipment such as tables, chairs, tents, stages,
bicycles, roller blades, boogie boards, etc. that are used for recreation purposes.
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Special Fundraisers
Many park and recreation agencies have special fundraisers on an annual basis to help cover
specific programs and capital projects.

Utility Roundup Programs

Some park and recreation agencies have worked with their local utilities on a round up program
whereby a consumer can pay the difference between their bill up to the even dollar amount and
they then pay the department the difference. Ideally, these monies are used to support utility
improvements such as sports lighting, irrigation cost and HVAC costs.

Franchise Fee on Cable

This allows cities to add a franchise fee on cable to be designated for parks. The normal fee is
$1.00 a month or $12.00 a year per household. Fees are usually designated for open space
acquisition or capital improvements.

Earnings Fee

This fee taxes communities who have high population of workers who do not live in the City but
work in the City. The employees pay %% of their total salary earned to the City to cover safety
forces, streets, and public works services.

Room Over Rides on Hotels for Sports Tournaments and Special Events

Cities have begun to keep a percentage of hotel rooms that are booked when the City hosts a
major sports tournament or special event. The overrides are usually $5.00 to $10.00 depending
on what type of room. Monies collected help offset operational costs for the City in hosting the
events.

Leasebacks on Recreational Facilities Can Produce Revenue

Many cities do not have capital dollars to build revenue-producing facilities but they will hire a
private investor to build the facility according to the specifications they want and the investment
company will finance the project and the City will lease it back from them over 20 years. This
can be reversed where by the City builds the facility and leases to private management to
operate it for a % of gross dollars to pay off the construction loans through a subordinate lease.

Family Tree Program

Many cities have worked with local hospitals to provide cash to the parks system to buy and
plant a tree in honor of every new born in the City. The hospitals invest $250.00 to $300.00 and
receive the credit. The parks system purchases quality trees.

Gift Catalogs
Gift catalogs provide organizations the opportunity to let the community know on a yearly basis
what their needs are.

Maintenance Endowments
Maintenance Endowments are set up for organizations and individuals to invest in ongoing
maintenance improvements and infrastructure needs. Endowments retain money from user
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fees, individual gifts, impact fees, development rights, partnerships, conservation easements,
and for wetland mitigations.

Subordinate Development Rights
Some cities and counties rent their development rights below park ground or along trails to fiber
optic companies or utilities. The park agency collects a yearly fee on a linear foot basis.

Booth Lease Space

In some urban cities, the city sells booth space to sidewalk vendors in parks or during special
events. For a flat rate based on volume received. The booth space can also apply to farmers’
markets, art schools, and antique type fairs.

Reverse Sponsorships

This revenue source allows agencies to receive indirect revenue from cross promoting their
current sponsors with professional sporting events such as in racing with card and drivers and
significant sports heroes. Indirect sponsorships provide up to 15% of the sponsorship value
back to the City for linking their parks and recreation sponsors with professional sports.
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Grant Funding Sources & Strategies for Land Acquisition

North American Wetlands Conservation Act Grants

The federal government through the Department of the Interior and the U.S. Fish and Wildlife
Service disburses North American Wetlands Conservation Act Grants. Grant funds support
acquisition, restoration, and enhancement projects involving wetland and wetland-associated
uplands. Begun in 1989, the program provides matching grants to private or public
organizations or to individuals who have developed partnerships to carry out wetlands
conservation projects in the United States, Canada, and Mexico. Funds for the grant have been
increasing gradually almost every year since its inception. In 2001, $40 million was allocated for
N.A.W.C.A. grants. Most of this money was matched on a 2:1 basis. A few were matched at 1:1.
The N.A.W.C.A. small grant program provides funding up to $50,000. An average small grant
amounts to just under $40,000. The N.A.W.C.A. large grant program provides between $50,000
and $1 million.

Chesapeake Bay Restoration Fund

The Chesapeake Bay Restoration Fund supports environmental education and action-oriented
conservation and restoration projects within Virginia's Chesapeake Bay watershed. The fund
earns revenue by selling license plates with Chesapeake Bay designs on them. It disperses its
earning through grants to state and local governments, as well as nonprofit entities. In 2001, the
fund awarded more than $450,000 in grants to some 75 different projects.

Recreation Trails Program (Virginia Recreation Trails Fund

This is a small, competitive grant program that distributes monies from the ISTEA/TEA21
program. It is intended to aid the construction and rehabilitation of recreational trails. The
funding, which is administered by the Virginia Department of Conservation and Recreation
(DCR), is not restricted to non-motorized trails, but they are its focus. Grant monies cannot be
used for planning, or for construction of “incomplete” trails (i.e., those that are designed to be a
part of a future system.) Stand-alone trails, as well as connector trails, are the focuses of this
funding. This is an 80/20 matching fund grant, with 20 percent of the total project costs required
of the local organization. Grants range from $10,000 to $150,000, with typical grants amounting
to $50,000 to $60,000. Total funds available in 2001 are $800,000 (2000 funding totaled about
$1 million.) The grant is funded at least through 2003 and, if renewed at that time, would be
funded for an additional six years. The W&OD trail in Northern Virginia has been a recipient of
these funds in the past.

Virginia Land Conservation Fund

The Virginia Land Conservation Fund (VLCF) has been set up to provide matching grants to
localities, public bodies, and nonprofit organizations for purchasing fee simple title to and
interest in real property for land conservation purposes.

Grant categories are:

Open Spaces and Parks
Natural Area Protection
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Historic Area Preservation
Farmlands and Forest Preservation

In the past, grants have been used to help the Nature Conservancy acquire 458 acres of land
adjacent to the Commonwealth’s Cleveland Barrens Natural Areas Preserve, to help Fairfax
County acquire 2.9 acres of easement at three sites in Vienna and Oakton, and to help York
County acquire nine easements on the York River beach to provide a continuous pedestrian
linkage/trail along the riverfront.

Historically, VLCF grants have ranged in value from $30,000 to $1 million, with an average gift
of $140,000. However, the Virginia State Assembly appropriated no funding for the VLCF in
2001, and the VCLF does not expect any new funding in 2002. The fund has suspended
acceptance of applications for the time being.

Certified Local Government Grants

The Certified Local Government (CLG) Grant program establishes a partnership between local
governments, the federal historic preservation program, and a state’s Department of Historic
Resources (DHR). The program allows state DHR's, to recommend for certification local
governments that have put key elements of a sound local preservation program in place in their
communities. Designation as CLGs gives local governments a way to participate more formally
in the state and national historic preservation programs. The City of Alexandria qualifies for
CLG grants, as it is one of 24 CLG’s in Virginia.

Because CLG grants use federally appropriated funds, the de-funding of CLG's is less likely
than the de-funding of grants supported by the state General Assembly. Typically, Virginia's
CLG budget is $85,000. Awards range in size from $5,000 to $25,000, with an average award
of $15,000. Generally, there is a match of some sort, but no match is required. CLG grants
may be used for surveys of architectural or archaeological resources and historic preservation
planning, among other things.

Historic Preservation Project Grant

In 2001, the General Assembly in the State of Virginia did not appropriate funds for Historic
Preservation Project Grants. In the past, these grants were used to preserve/restore local
historic sites and natural areas. In a “normal” year, the state legislature would award up to 75
grants ranging in value from $5,000 to $100,000.

Partners for Fish and Wildlife

These grants, administered by the US Fish & Wildlife Service, are primarily given for voluntary
habitat restoration projects, as they are geared more toward restoration than toward acquisition.
Most recipients are private landowners. Projects are extremely varied in nature, but can include
restoration, planting, dam removal, outreach, habitat preservation and easements. This agency
funds relatively few projects in urban areas. All grants are matching, and the ratio of federal to
other funds ranges from 1:3 to 3:1, depending on the project and the number of partners
involved. Total annual distributions range from $1 to $1.5 million, and the typical grant is
$50,000 to $100,000.
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Community Development Block Grants (CBDG)

Funded by the Department of Housing and Urban Development and administered at the local
level. Focus is mainly in providing affordable housing for low and moderate-income families.
Can be used for the development of recreational facilities and open space; however, since the
city is dedicated to affordable housing, its limited funding available through CBDG is unlikely to
be utilized for open space initiatives.

Urban and Community Forestry Grants

The U.S. Forest Service of the Department of Agriculture administers these grants. The funds
promote improvements to urban areas and communities through the provision of forestry
resources.

INSTITUTIONAL GRANTS
The Virginia Land Endowment:

The Virginia Land Endowment is an institutional grantor that uses its capital to encourage
pollution prevention, open space conservation, and environmental education. In 2001, the
endowment supported The Land Conservation Fund in Arlington, VA with a $100,000 matching
grant.

The Northern Virginia Conservation Trust:

The Northern Virginia Conservation Trust was original established to promote open space
preservation in Fairfax County. It has now expanded its geographical coverage and has
undertaken projects in the inner and outer suburban counties and cities of Northern Virginia.
Activities include providing grants to support partners in land acquisition and purchase of
easements, advocacy and education.
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CONCLUSION

To achieve the community’s vision for parks and open space, the departments of
planning, environmental quality, and recreation parks cultured activities are prepared to
implement the recommendations outlined in the Strategic Master Plan.

The following goals have been established:
Open Space:

1. Assistin the development of an Alexandria Open Space Public/Private
Advocacy Group. An additional 100 acres of open space should be acquired
in the next ten years to ensure the current 7.5 acres per 1,000 residents is
maintained.

2. Connect the community through an effective trails system by developing
fifteen miles of new trails in the next ten years.

3. Establish equal opportunity/proximity to parks, recreation facilities and
programs, citywide. Parks and a recreation facility are needed in the far west
end of the city.

4. Assist in developing innovative opportunities for creating additional open
space with other city departments and citizens.

Protect and enhance the urban forest and beautification of the city.
Protect and enrich existing parks.
Provide the highest level of safety in parks and recreation facilities.

Assist in the implementation and completion of the Potomac River Waterfront
Plan as it relates to public park land.

9. Assist in protecting and expanding stream valleys and other environmentally
sensitive areas.

10. Assist in maximizing use of public school open space areas to satisfy local
needs.

11. Assist in enhancing streetscapes and gateways.
12. Continue to explore funding options for acquisitions and protection of

© N O

properties.
Parks:
1. Provide the highest level of safety in parks by creating maintenance
standards for all assets within the parks and recreation system.
2. Develop design standards and guidelines for renovation and the development
of new parks and facilities based on actual and emerging user demands.
3. Acquire more land for game fields for both adults and youth.
4. Manage existing capacity of fields.
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5. Seek more user investment to offset maintenance costs of fields when user

groups want higher levels of maintenance above what the city is currently

providing.
6. Acquire land for parks in under served areas of the city for neighborhood

parks, especially in the west end of the city.
7. Encourage private sector acknowledgment of their role in providing more

parks in high-density areas.

8. Enhance open space requirements for new developments.

9. Curtail granting of encroachments in RPA’s and adjacent areas.

10. Increase partnership teams with schools, private institutions and the city to
design solutions for new and renovated properties.

11. Improve infrastructure of some parks by investing $10,000 per acre for
lighting, drainage, parking, irrigation and fencing.

12. Enhance existing park maintenance partnerships.

13. Create a dedicated funding source for capital improvements, and land
acquisition.

Recreation Facilities:

1. Explore the feasibility of enlarging Chinquapin Recreation Center to become
the multi-generational center the residents desire.

2. Begin planning for the renovation of Patrick Henry and Charles Houston
Recreation Center.

3. Explore the feasibility of acquiring property and constructing a new
neighborhood recreation center on the city’'s west side to support its
population density.

4. Develop feasibility studies and business plans for each new or renovated
recreation facility. This will achieve the maximum usage and productivity of
each center. These studies will match program needs of the neighborhoods
served by the facility.

5. Create design standards for indoor and outdoor recreation facilities to
maximize its resources used by the greatest number of users.

6. Through effective partnerships with schools and other public and private
agencies, the city could increase recreation space both indoor and outdoor to
support the recreation needs of youth and adults. This will require all

partners be involved in the planning process of new or renovated indoor and
outdoor recreation space.

7. Where appropriate, develop a free or subsidized recreation rider
program to support user access to all recreation centers in the city to
support greater access and usage.
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Recreation Programs:

1. Establish Core and Non-Core programs
The staff must set consistent standards for how programs are
delivered and define methods they will use for evaluating user
satisfaction for the services provided.
2. Create a pricing philosophy and standards for all departmental programs and
services, city wide.
To accomplish this, staff needs to review the true costs of services
in terms of benefits received. This will require the city to update
its pricing policy as well as to seek new earned income
opportunities to offset operation costs. This may require the city
to partner with the private or not-for-profit sector to assist in
delivering programs while maintaining low user fees. A grant
writer would assist the department in additional funding
opportunities.
Establish customer service standards for all operations.
4. Establish citywide communication standards to encourage participation in
programs and events for all age groups.
5. Enhance evaluation methods and maintain statistical records to support
programming opportunities.
6. Enhance partnership opportunities to assist in offering recreation
opportunities to a broader range of citizens

w

Administrative:

1. Review and update all department policies every five years to support the
goals of the department and to maximize public access to services.

2. Develop technology standards that provide for efficiency of operations and
service delivery.

3. Provide volunteer opportunities in the department that provide lifetime
experiences for members of the community when they volunteer their
services. A dedicated staff person should oversee the volunteer
opportunities.

4. Enhance human resource standards through licensing, accreditation,
certification and training of personnel.

5. Enhance private or not-for-profit partnerships that provide services beyond
the city’s capability and/or for efficiency purposes.

6. Enhance and support the role of commissions, committees and advisory
groups to maintain a constant flow of information both into and out of the
Department.
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Many operating policies need to be updated regarding the goals outlined in the
Community Values Model and Vision Matrix. These policies are outlined throughout the
Strategic Master Plan through land acquisition, purchasing changes, pricing of service
changes, design of parks and facility changes, development of facility and program
standards, holding staff accountable to meet those standards, and organizational design
changes to hire the right employee for the right job. These policy changes need to be
adopted as part of the Strategic master Plan Study to maximize the desired outcomes.

Performance measures have been established in the development of this plan.
Quarterly performance measures update need to be tracked. These results must be
communicated to the City Manager and to the City Council regarding the staff's efforts to
implement the recommendations. Many of the recommendations and strategies will
require additional staff training to accomplish the desired impact.

Leon Younger & PROS and Rhodeside & Harwell, Inc. have appreciated the opportunity
to develop the Strategic Plan for Open Space, Parks and Recreation services. The plan
is implemental however; the City must act now to achieve the goals and vision of the
community. This will require time, money, energy, and political will to make this
Strategic Master Plan a reality.
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Focus GROUP SUMMARY
Introduction to Process

One of the most successful approaches toward attaining a qualitative assessment of an
organization is to conduct small focus group meetings with key community stakeholders. This
approach allows the consultant to glean from a cross section of citizens the strengths,
weaknesses and perceived opportunities with regard to the current and future operations of the
organization. This method of soliciting input has been used in a variety of settings with a
multitude of public and private sector agencies.

The staff of the Alexandria Department of Recreation, Parks and Cultural Activities created a list
of key community stakeholders to invite to the focus group sessions. Typically, key community
stakeholders are defined as anyone having a vested interest in the outcome of the agency’s
mission. A broad list of stakeholders was developed and personal invitations were sent from
the Mayor to each stakeholder requesting their participation in the process.

Methodology

Key stakeholder focus group meetings were conducted on six separate days during October,
November, December 2001, and February 2002. A total of twenty-three separate focus group
interviews were conducted, involving 204 individuals. These interviews were conducted with
various staff, community leaders, City Council members, Steering Committee members and
interested citizens in Alexandria. The purpose of the focus group meetings was to identify the
key issues to be resolved in the Recreation Needs Assessment and to develop an
understanding of community perceptio