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Interior of Echo Hill Lodge Building

HUNTERDON COUNTY PARK SYSTEM

Hunterdon County has concentrated on landscape preservation in its County Park System, natural resource
conservation and provision of public outdoor, or passive recreation opportunities. As discussed in the Division’s
description on the County Website:

oSice the early 1960s, the citizens of Hunterdon County have expressed their concerns about
preserving the rural and agricultural character of the County. This desire has developed, over

the past four decades, into a land preservation movement throughoutthenty. In recent

years, partnerships have formed with private, municipal, County, State, anprafin

organizations, to preserve open space by various means throughout Hunterdon County. These
continued partnerships will result in providing areas fdurfe generations, in which to view

nature, and enjoy quiet moments along a stream or river. It will provide places where residents

and visitors can fish, hunt, play golf, participate in team and individual sports, and enjoy other
recreational pursuits. Thaiverse natural features of our Hunterdon County parklands include

NEOle OfAFTTaAE FASEtRaAZ T2NBadas aGNBFYaz NAISNES

The conservation ethic in the County is strong and future park development in general is certain to be conducted
in an environmentally responsible manner that leverages and respects the natural resources of park sites. The
result of the County’s focus on the provision of outdoor recreation opportunities has resulted in a much more
focused operation when compared to parks offerings both nationally and to other county park system in the
region, which often provide recreation facilities and programs for sports and programs that utilize athletic fields,
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sport courts, and other more highly developed infrastructure. With its outdoor recreation and land preservation
focus, the Hunterdon County Division of Parks and Recreation essentially operates more like a state parks agency
versus a traditional local parks and recreation agency.

HISTORY

A Citizen’s Advisory Group to preserve the open space and agricultural history of the County was formed in the
1960’s and served as the initiative for the development of a County-wide park system. The County Board of
Recreation Commissioners succeeded the Citizens Advisory Board and was later reorganized into the Hunterdon
County Division of Parks and Recreation in 2001. At this time a group of citizen volunteers, known as the Parks
Advisory Board was appointed by the County Freeholders. In 2013, the Parks Advisory Board was combined with
the Open Space Advisory Committee to create the Parks & Open Space Advisory Committee.

Significant to the development of the park and open space acquisition program, an Open Space Tax was approved

by the voters 2000. This tax provided a funding source to acquire and maintain land to be used for parks and open
space. The tax was renewed in 2005 and 2008 This initiative was coordinated under a staff position established to
concentrate the effort, the County Open Space Coordinator.

Mission Statement
Hunterdon County Division of Parks and Recreation

The Hunterdon County Division of Parks & Recreation is dedicated
preserving open space and natural resources, providing safe parks
facilities and offering educational and recreational opportunities, all
contributing to an enhanced quality of life for present and future
generations.

ORGANIZATIONAL ANALYSIS

GreenPlay broadly assessed the organizational and management structure, and staffing of the Hunterdon County
Division of Parks and Recreation to determine effectiveness and efficiency in meeting current and future
responsibilities as related to the community’s needs.

The Division has recently undertaken a change in the organization in order to best match some of the needs identified
below as well as to maximize the available resources. The most significant organizational change has been the assignment
of the majority of parks maintenance tasks to the County’s Buildings and Maintenance.

This recent realignment of responsibilities is intended to deliver improved service and response to the citizens of
Hunterdon County. The County recognizes the need to constantly and consistently examine the Division of Parks and
Recreation’s organizational structure in order to best align its personnel with the mission of the County and the Division.

Implementation of a structure change, regardless of the magnitude, results in new roles and responsibilities for existing
personnel, and there often exits a ramping up to speed for individuals in their new roles. This appears to have been the
case for the new organization and steps are underway to improve communication and transition to the new structure.

This planning process included input from staff interviews, community and key stakeholder engagement, and a
level of service analysis, along with the consultant’s expertise. In addition, data from a statistically valid survey of
the community conducted during the summer of 2016 was utilized. From this information-gathering process,
several key areas of concern and opportunities for operational enhancement have been identified.
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Key issues identified and observed as areas for improvement include:
1 Internal and external communication can be improved to promote inter-divisional as well as intra-
divisional coordination and cooperation.
Online/web based registration for Parks and a Recreation program does not exist.
Parks and Recreation Division program registration does not accept credit cards or electronic payment
options.
Better marketing of programs is needed with more diverse and targeted promotions.
Improve partner agency relationships.
Improved staff morale/appreciation will increase retention of quality staff.
Park and open space maintenance operations are decentralized, with several County agencies in charge of
different aspects of infrastructure maintenance.
9 Volunteer land stewardship activities are not highly leveraged by the County. Volunteers mostly appear to
focus on projects only impacting sites that they enjoy, regularly utilize, etc.
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CHARACTER OF THE PARKS SYSTEM

In order to gauge the effectiveness of the operations of the parks, recreation and open space functions in
Hunterdon County, it is necessary to examine the role of the County Division of Parks and Recreation and its
placement in the delivery of parks and recreation services to the citizens of the County. The Division is the primary
agency responsible for managing County parks and associated recreation programs. To understand the relative
placement, it is necessary to compare the size and scope of the Division with other public agencies providing
similar services. Using some generally accepted benchmarking standards, as well as the Division’s programming,
its stated mission and historical basis, it is possible to make certain assumptions.

Data for the following has been derived from:

2016 National Recreation and Park Association Field Report

National Association of State Park Managers

Hunterdon County Budget documents

New Jersey Division of Environmental Protection, Division of Parks and Forestry

Discussions with Hunterdon County staff in Parks, Planning, Facilities and Maintenance, and Public Works.

=A =4 =8 -4 A

The National Recreation and Park Association (NRPA) annually compiles information and data from public parks
and recreation agencies and compiles the data into a field report for the purpose of benchmarking. NRPA reports
information adjusted for community size and population density. For counties with population density of less than
500 residents per square mile, operating expenditures per capita averages $37.84 in 2016. Hunterdon County’s
cost per capita is approximately $8.08. This is approximately $29 less per capita, or about 21% of the NRPA’s
reported average expenditure.

The NRPA Report also provides data on expenditure per acre for communities with a population density of less
than 500 residents per square mile. In this metric the 2016 national operating expenditure average is $1,309.
Hunterdon County expends approximately $123 per acre, less than 11% of the national average.

Operating Expenditures Per Acre
National County Average*  $1,309
Hunterdon County $123
State Parks Nationwide $136
New Jersey State Parks $87
Table30 (*Counties included had population densities
of less than 500 residents per square mjle.
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Many park agencies operate and provide recreation, sports, and athletic facilities and programs that provide
opportunities for the public to engage in a variety of activities. Below are listings of outdoor and indoor park and
recreation facilities and programming typically operated by county park and recreation agencies as reported in the
2016 NRPA Field Report. Items in bold are provided by the division in Hunterdon.

Outdoor Park and Recreation Facilities

Playgrounds

Basketball Courts

Diamond Fields

Tennis Courts (outdoor only)
Swimming Pools (outdoor only)
Rectangular Fields: multipurpose
Community Gardens

Tot Lots
Dog Park

Multi-use courts (basketball, volleyball)
Ice rink (outdoor only)
Multipurpose synthetic Field

Table31

91%
85%
65%
61%
54%
50%
47%

45%
41%

25%
21%
5%

Indoor Park and Recreation Facilities

Recreation Centers

Gyms

Community Centers
Senior Centers

Fitness Centers
Performance amphitheater
Nature Centers

Stadiums
Ice rink

Teen centers
Indoor track
Arena
Table32

Section |1

69%
63%
45%
43%
40%
28%
27%

15%
15%

9%
7%
5%
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Programming

Team Sports 84%
Fitness Enhancement classes 83%
Health and Wellness education 81%
Safety Training 69%
Visual Arts 67%
Trips and Tours 66%
Martial Arts 60%
Performing Arts 60%
Aquatics 60%
Table33

The majority or Hunterdon County programming is in the form of nature programming, environmental education,
and conservation. This is the type of programming generally associated with state parks. Youth athletics and after-
school programming as well as other community based programming is provided by the municipalities and
townships of the County as well as commercial and non-profit entities. Comparing Hunterdon County’s operations
to metrics measured by NRPA and data for State Parks, both nationally and in New Jersey, we see that the
operation of the County parks in Hunterdon County are much more similar to that of a State Park model than a
County Park operation.

This limited role has implications for the size, scope, operation and budget. These will be discussed in the
following sections.

STAFFING ANALYSIS

Many observations were taken into account to determine if the Division of Parks and Recreation had the right mix
of staffing in the right places.

The staffing analysis process included the observations and assessments of:
Community input

Community satisfaction rates

Staff group interviews

Individual staff interviews

Park visits

Observations of quality of maintenance

Organizational chart

Divisional budgets

SWOT Analysis
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STAFFING CONSIDERATIONS

After considering the organizational observations and staffing assessment, the opinion of the consultant team is
that Division of Parks and Recreation staff have done a remarkable job of delivering quality service in the operation
of its current system. However, in their quest for continual improvement, the following items are areas of concern
requiring attention:
I Strong communication must be maintained and enhanced between the Division of Parks and Recreation
and Buildings and Maintenance Division. As components of their operations, both Divisions have
responsibilities to promptly and effectively maintain County parks, recreation facilities, and open spaces.

Section 11 II-5|Page



The County has made strides to meet the inclusion service mandated by the Federal Americans with
Disabilities Act (ADA). The County has an ADA compliant vehicle to provide programs off-site and have
brought recreational services to groups such as ARC. The walkways at the Arboretum have been adapted
for wheelchairs to provide suitable access. Looking toward the future, General Park development trails
should be designed to accommodate seniors, a demographic group increasing in number, which would
also provide access opportunities for persons with disabilities.

While the existing Division of Parks and Recreation provides solid general information to the public,
overall marketing, especially the utilization of modern methods of communication and social media,
require improvement.

Existing Parks and Recreation staff is challenged to maintain current operations, leaving essentially no
time or resources to dedicate to enhancing programs, improving facilities, or operational efficiencies.
Planning and leading the expansion of facilities or programs will require additional human resources to
achieve a high level of service delivery.

To effectuate the implementation of this plan, the following efforts should be considered, which will be discussed

in furthe

il

il

Section |1

r detail in the Recommendations of this Section:

Therapeutic Recreation: Coordination of inclusion and adaptive recreation programming for residents
with disabilities or limited mobility.

Marketing and social media function: Building and maintaining an online presence to share information
and updates about parks and recreation offerings. Platforms including Facebook, Twitter and Instagram
are current popular social media services used by many parks and recreation agencies.

Partnerships: A staff liaison effort to enhance existing partnerships and to seek new partnership
opportunities may be beneficial.

Maintenance: Upkeep of existing and new facilities should be prioritized.

Basketry Workéhop
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ORGANIZATIONAL STRENGTHS, WEAKNESSES, OPPORTUNITIES, AND
THREATS (SWOT) ANALYSIS

To develop a short- and long-term strategy for the future planning of Hunterdon County’s Division of Recreation and
Parks, a SWOT Analysis was conducted. A SWOT Analysis is an effective and realistic way of identifying the market
Strengthsand internal and external Weaknessess well as for examining the Opportunitiesand Threatsfaced by
the organization. The result of this process is described below and includes definitions as well as the Division’s
organizational results.

SWOTAnalysis: Srengths, Weakness, Opportunities, and Threats

1 Strengths:Major strengths of the Division that can be capitalized upon. Strengths may include
competencies in various areas.

T WeaknessesMajor weaknesses of the Division that the agency has control over positively impacting,
addressing, or changing. Weaknesses include any items that can be harmful, detrimental, and/or cause a
negative impact.

1 Opportunities: An opportunity is an attractive arena to take action in which the Division would enjoy a
competitive advantage, would further the agency in meeting its vision or fulfilling its mission, or enhance
the development of its services. The Division should watch and plan to best leverage opportunities if
there is a high probability of occurrence.

9 Threats:A challenge posed by an unfavorable trend, event, or development in the environment. In the
absence of purposeful action, this threat might lead to the erosion of the Division’s ability to provide
quality services, deterioration of financial and service sustainability, or the agency’s position or
credibility. In some instances, this could also be detrimental to the parks and recreation industry. Itis
recommended that the Division identify and prepare to mitigate any foreseeable threats.

During a meeting with staff, the team began brainstorming to identify potential strengths, weaknesses,
opportunities, and threats. A consensus was reached on ranking the performance and importance rating scale
for each item.
9 Performancerated as major strength, minor strength, neutral (neither major nor minor), minor
weakness, or major weakness.
1 Importance:rated the importance of each item to the success of the Division. Rating is high, medium, or
low.
9 After consensus was reached on each strength or weakness, a rating for performance and importance, a
t SNJF 2 N I y O SMatriywald&@oped. O S
9 Thedivision Major/High and Minor/High strengths and weaknesses were plotted on a chart, as
demonstrated in Figure 28.
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Mejor Srength / Hgh Impotance Major Weakness / Hgh Impotance ]
Visitor safety Employee retention
Nature programs
Caring/ dedicated staff
Trails Volunteer management
Land Acquisition Lack of On-line registration
Ranger Saff Can®@accept credit cards
Concerts Advertising lacking
| Outreach Limited resources
Fnforcement

ned/ natural parks .
. Low salaries

Matrix

o 30+ 0T 3 -

Strengths Weaknesses

Figure28

For each opportunity, a consensus rating for attractiveness (high or low) and success probability (high or low)
was established.

1 Attractivenessrefers to how attractive the opportunity is to the Division in furthering its mission,
fulfilling its vision, improving its revenue generation, cost recovery, or decreasing expenses. Rating is
either high or low.

1 Succesprobability relates to whether the Division’s strengths will enable it to be successful in this
area. Rating is either high or low.

The Division consensus ratings were then charted for each opportunity for attractiveness and success probability
into an Opportunity Matrix (Figure 29).
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Highly Attractive / LowProbability of Success

Highly Attractive / Hgh Robability of Success

Social Media Presence
On-line presence

Volunteers/ friends group

Shared Services/ partnerships with
Municipalities/ Townships

Add picnic areas/ shelters

== W O 30 < =0 0 = ~+ ~+ DEE)

Success Probability

Figure29

For each threat, a consensus rating to specify the likelihood that it will happen (probability of occurrence) and

the seriousness of the threat) was established.

1 Probability of occurrencerelates to the likelihood that the threat will happen. Rating is either high or

low.

1 Seriousnessf the threat is rated either high or low.

The Division consensus ratings were then charted for each threat for probability of occurrence and seriousness

into a ThreatMatrix (Figure 30).

Section |1
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Highly Serious/ LowProbability of Cccurrence Highly Serious/ Hgh Robability of Cccurrence

Saff etention

Law enforcement unarmed

Perceived Farmland bias

Outsource turf care

w03 nuLc 0 =—=00W0v

<=

Probability of Occurrence

Figure30

PROGRAM ANALYSIS

The Hunterdon County Parks and Recreation Division offers a variety of recreation programs that seek to meet the
needs of its diverse community. This analysis examined information pertaining to program inventory, participation
rates, and revenues provided by the Division. Other information sources included updated County demographic
data, the 2016 parks and recreation survey, and input received from County staff, residents, parks users through
GreenPlay facilitated meetings, focus groups, and public forums.

The County presently manages 26 individual “passive” park areas that primarily provide opportunities for outdoor
or natural resource-based recreational activities. Much of the programming in the parks can be described as self-
directed, with hiking, cycling, and horseback riding in park areas being popular activities. Picnic facilities and
pavilions found at several park locations are also popular facilities for group picnics, barbeques, and events. Other
activities include hunting, which is allowed in the majority of the Park System properties, and fishing on a catch-
and-release basis, which is allowed in virtually all park areas.

In terms of active recreation, the County operates one golf facility, the Heron Glen Golf Course. Deer Path Park has
one softball field and two soccer fields. Most typical “active” recreation programs and facilities, such as indoor
recreation centers, athletic fields, swimming pools, or gymnasiums in Hunterdon County are owned and operated
by private business and municipalities.

The Division of Parks & Recreation offers an array of recreational programs in many of its park areas, as well as

travel programs off-site. Educational programs for groups and individuals are also offered, which interpret natural
resource and environmental topics, and significant area history. The Division also plans and hosts special events
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such as the County’s summer concert series, which have been historically popular and well-attended. Full, seasonal
listings and descriptions of programs offered at different times of year are included in Harbinger,the Division’s
quarterly program catalog.®

RECREATION PROGRAM ANALYSIS AND FACILITIES OVERVIEW

COUNTY PARK SITES AND RECREATION FACILITIES

Outdoor programming takes place at the parks and outdoor spaces of the Division. Camps, nature, and outdoor
experiences all utilize the existing park amenities.®* The Division of Parks and Recreation provides indoor
recreation programming primarily at the Arboretum and Echo Hill Lodge. The Division provides a regularly updated
catalog of offerings in its Harbingerpublication.®

EXISTING COUNTY RECREATION PROGRAMS

The Hunterdon County Parks and Recreation staff produces affordable recreation programs to the community in a
positive and safe environment. As reflected in Harbingerthe majority of programming offered throughout the
typical year consists primarily of outdoor, nature-based activities; arts, dancing, and crafts classes; safety courses
such as first aid and CPR; and van/bus trips to special events, places, and activities throughout the region. The
Division also provides outdoor education programs for homeschooled children and does outreach to local
organizations and teachers to promote their group nature/recreation program offers.

Numerous runs and occasional bike events are held on the trails and in Deer Path Park, and the South County Park
is host to a number of fairs and festivals. Key among them is the annual 4-H Agricultural Fair. In addition to these
programs, the Division also offers discounted lift tickets for local ski mountains in the winter, and discounted
admission tickets to local amusement parks in the spring and summer.

During interviews with Division staff and

public focus groups, relatively few ideas were Hunterdon County Parks and Recreation Program Catalog,
presented for totally new recreation Gl F NDbAYy3ISNE
programs, but many presented ideas for

enhancing current recreation program www.co.hunterdon.nj.us/depts/parks/harbinger.html
offerings. Of these ideas for enriching

programs and services offered by the Division

of Parks and Recreation, the most common concepts presented included providing additional or enhancing
community events (such as the summer concert series), expansion of trail recreation opportunities, and offering of
additional nature programs and youth summer camps. Staff and public participants noted that programs for youth,
especially summer camps and nature programming, were highly popular, with demand occasionally exceeding the
capacity of these activities.

In addition to the ideas presented by participants in meetings and focus groups, respondents to the Hunterdon
County Parks and Open Space Strategic Planning Survey, completed June 2016, noted similar ideas for enhancing
the programs and services currently offered by the Division of Parks and Recreation. As summarized from the
Survey Report, 65% of respondents noted that more community events such as festivals and concerts were needed
and desired; 57% identified adding trails and other opportunities for walking, biking, or hiking. Survey respondents

83To view the current Harbinger online, please visit: http://www.co.hunterdon.nj.us/depts/parks/harbinger.html
84 A Summary of Parks and Recreation Inventory can be found at:
http://www.co.hunterdon.nj.us/depts/parks/quides/Index -ofParks.pdf

85 Harbingerwebsite: http://www.co.hunterdon .nj.us/depts/parks/harbinger.html
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and participants in planning meetings also consistently noted that they would be more likely to utilize County
programs and facilities if they knew more about what was available or being offered.

The County produces events such as summer
concerts, children’s special events. Expansion and
enhancement can be sought through direct
involvement along the lines of providing
opportunities for local artists/exhibitors and non-
profit organizations; considering new or
expanded partnerships with local businesses; and
reaching out to special-interest communities for
targeted festivals and events such as car shows,
art exhibits and the like.

Survey respondent’s comments on improving
communication about County Parks and Recreation
programs and facilities:

GL 62dA R dziAf AT S GKSY Y4
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ALTERNATIVE PROVIDERS

In addition to partnering with the Division, the YMCA is an alternative provider of leisure services for County
residents, including aquatics, fitness, childcare, gym programs, and sports leagues. Other providers include the
municipalities and townships, and a variety of organizations and churches providing youth and adult athletic
programs.

Consideration of the role of the Division as provider of services, facilitator assisting citizens in selecting from the
offerings of others, or both, is a determination worthy of discussion by Division and County leadership.

PROGRAM DEVELOPMENT

Understanding the delivery of core parks and recreation services will allow the Division to improve upon those
areas while developing strategies to assist in the delivery of other services. With the Division’s mission statement
in mind and stated desire for a park system based primarily on passive outdoor recreation, the Division seeks to
provide the best in recreational opportunities for current residents as well as look to the future to meet emerging
needs.

The basis of determining core services should come from the vision and goals for parks and recreation developed
by the County and Division, what brings the greatest community benefit, the competencies of the Division, and the
County’s competitive market position for providing such services when compared to other local providers.

Staff program area experts are assigned to develop and oversee specific program areas in order to ensure
consistent program characteristics, instructor qualifications, training and evaluation, and fees. Programs areas, at a
minimum, should include: fitness and wellness, aquatics, cultural arts, sports, outdoor recreation, and therapeutic
recreation. The Parks and Recreation Division’s current inventory of programs already provides a diversity of
classes, courses, programs, and opportunities for learning, playing, and recreating.

It is recommended that the Division pursue program development around the priorities identified by customer
feedback, program evaluation process, and research. This Plan, as well as an ongoing effort to assess the changing
needs of the community, can provide the basis for examining program offerings. The following criteria should be
examined when developing new programs:
9 Need: outgrowth of a current popular program, or enough demonstrated demand to successfully support
a minimal start (e.g., one class)
9 Budget: accounting for all costs and anticipated (conservative) revenues should meet cost recovery target
established by the Division
1 Location: appropriate, available, and within budget
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9 Instructor: qualified, available, and within budget
1 Materials and supplies: available and within budget
1  Marketing effort: adequate and timely opportunity to reach intended market, within budget.

Additionally, it is important that all supporting County divisions such as Buildings and Maintenance, and
Administration, be involved as necessary in new program and facility development. Engaging all who are
associated with a new program, both directly and indirectly, in the decision-making process will help ensure a
quality experience for the customer.

Summer Environmental Camp

The Citizen Focus Groups touched on program areas that the community would like to see created or expanded.
Further research and assessment into what types of enhanced programming would be most likely to succeed.
Continuous, creative assessment, research, and planning are generally required for any program to be successful.
The Division should consider a process to evaluate the success of current program offerings, and develop criteria
to analyze new program ideas and potential changes to existing programs.

The demographics of the County should be considered when developing program offerings. The age cohorts of
Hunterdon County indicate that adult programming, and in particular older adult programming, will likely play an
increasing role in the offerings of the Division.

Generally, the population of the County is aging. In 2015, nearly 57% of the County’s population was over the age
of 40 years, and median age was 45.2 years, which is higher than the median age both nationally (38 years) and in
New Jersey (39.4 years). Health, wellness, cultural, and other programming with appeal to this growing and active
adult cohort will be an important programming consideration. While the youth and teen population is projected to
decline slightly by 2020, members of these age cohorts remain critical recreation segments that are unique not
only for their needs, but because they typically require adult support (for transportation, funding, participation)
and increased staff attention.

Emerging leisure and recreation trends may drive different needs. It is very easy to focus on programs that have
worked for a number of years, especially if they still draw enough interested participants to justify the program’s
continuation. Starting new programs based on community demand and/or trends can seem risky due to the
inability to predict their success. However, if community interest seems high in new or expanded program
offerings, then consideration should be given to program creation or expansion within the confines of resources
that are made available, such as appropriate space and staff resources for hosting programs.
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Using historical participation levels and participant feedback to predict program popularity can be helpful in
deciding if programs should be continued, and what may be the needs and desires of future programing. Further
research is needed and expected to capture current information. Sources for trend information include:

9 State parks and recreation associations and conferences

I National Recreation and Parks Association

9 International Health, Racquet & Sports Club Association

9 Parks and recreation trade publications

PROGRAM EVALUATION

All current Parks and Recreation Division programs are evaluated annually to determine if they should be
continued, changed (market segment focus, time/day offered, etc.), or discontinued. In conducting such program
reviews, the following items should be considered:

9 Is participation increasing or decreasing?

0 If participation is increasing, then it could likely mean that the program should be continued.

0 |If participation is decreasing, are there any steps to take to increase interest through marketing
efforts, change to the time/day the program is offered, or change to the format or instructor? If
not, it may be time to discontinue the program.

Is there information contained in the participant feedback that can be used to improve the program?

Are cost recovery goals being met? If not, can fees be realistically increased or expenses reduced?

Is there another provider of the program that is more suitable to offer it? If yes, the Division could provide
referrals for its customers for the programs it does not or cannot offer.
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91 1s this program taking up facility space that could be used for expansion of more popular programs or new
programs in demand by the community?

Landscape Art Class )
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ADDITIONAL PROGRAMS OR ACTIVITIES

In the area of programs and activities, staff, stakeholders, and public were asked: “What additional programs or
activities do you feel the Division should offer that are currently not available?”

Generally, there was consistency among many responses that expressed the desire for growing existing recreation
program offerings and current opportunities offered by the Division of Parks and Recreation and County parks and
open system, rather than the creation of entirely new program offerings. The most requested areas for enhancing
programs and activities included:

More community events, including enhancing the summer concert series.

Expansion of opportunities for public participation in walking, biking, riding, and hiking.

Additional nature programs.

Additional youth summer camps.

Additional equestrian access and programming.
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As previously noted, similar desires were expressed by respondents to the Hunterdon County Parks and Open
Space Strategic Planning Survey. In fact, respondents to the Survey also reported that would be more likely to
utilize County recreation programs and facilities if they knew more about what was available or being offered. As
documented in the Survey Report, respondents noted:

f 65% indicated that more community events, such as festivals and concerts were needed and desired.

f  57% identified adding trails and other opportunities for walking, biking, or hiking as important.

FINANCIAL SUSTAINABILITY

It is important for the Division to develop a resource allocation and pricing philosophy that reflects the values of
the community and the responsibility it has to the community. This philosophy will be especially important as the
Parks and Recreation Division moves forward in:

I Enhancing programs

1 Developing additional and/or expanded facilities

9 Strive for effective use of available resources and sustainability

9 Determines how much it is willing to subsidize operations with County Trust dollars

One means of developing a resource allocation and pricing philosophy is applying a process using an industry tool
called the “pyramid methodology.” This methodology develops and implements a refined cost recovery philosophy
and pricing policy based on current “best practices” as determined by the vision of the agency and the program’s
benefit to the community and/or individual user.

Critical to this philosophical undertaking is the support and understanding of elected officials and ultimately
citizens. Whether or not significant changes are called for, the Division wants to be certain that it is philosophically
aligned with overall community values. The development of the core services and cost recovery philosophy and
policy is built on a very logical foundation, using the understanding of who is benefiting from County-provided
recreation services to determine how, and to what degree the costs for that service can be offset.

Recreation programs and services are sorted along a continuum of what delivers the greatest community benefit
to what delivers the greatest individual benefit. The amount of subsidy for each level (not necessarily each

individual program) is then determined to create an overall cost recovery philosophy.

Developing effective ongoing systems that help measure success in reaching cost recovery goals and anticipate
potential pitfalls are dependent on the following:
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Understanding of current revenue streams and their sustainability.

Tracking of all expenses and revenues for programs, facilities, and services to understand their

contribution to overall Division cost recovery.

1 Analyzing who is benefiting from programs, facilities, and services, and to what degree they should be
subsidized.

1 Acknowledging the full cost of each program (direct and indirect costs associated with program delivery)
and where the program fits on the continuum of who benefits from the program or service to determine
appropriate cost recovery targets.

9 Defining direct costs as those that typically exist purely because of the program and change with the
program.

9 Defining indirect costs as those that typically would exist anyway (full-time staff, utilities, administration,
debt service, etc.).

9 Setting program fees not based on ability to pay, but on an objective approach that allows for easy access

for lower income participants, through availability of scholarships and/or discounts. In many instances

qualification for scholarships and/or discounts can mirror requirements for free or reduced cost for lunch
in schools.
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A detailed overview of the Pyramid Methodology can be found in the Appendix.

OPERATING BUDGET ANALYSIS

Hunterdon County Parks are unique in comparison to typical county parks systems throughout the nation. As we
discussed in the Organizational Analysis section above, the park system operates much more like a state park
system, with an emphasis on passive recreation and conservation rather than a county park system that typically
provides a wider variety of active recreation in both its programming and facility offerings. With that in mind, this
analysis provides guidance for operations unique to Hunterdon County.

OPERATING BUDGET

Analyzing the operating budget for the parks involved compiling data from a variety of sources. A significant
portion of the parks maintenance responsibility belongs to the Buildings and Maintenance division, with some
maintenance capability remaining with Parks and Recreation. The Department of Public Works assists when
necessary for tasks requiring the specialized equipment of that Department. Discussion and information was
gathered from each of these departments as well as a review of pertinent budget documents.

2016 Operating Budget

Parks and Recreation $732,393
Buildings and Maintenance $302,160
Department of Public Works unquantified
Total Including Parks $1,034,553

Maintenance
Table34

On an as-needed basis, the Department of Public Works (DPW) lends equipment, time, staff and expertise to the
Parks and Recreation Department to accomplish many tasks that otherwise Parks and Buildings and Maintenance
staff would not be able to undertake. Since these tasks are often done in conjunction with other DPW jobs, or on
an ad hoc basis, their collective contribution to the overall operating budget cannot be quantified as part of this
analysis.
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As discussed earlier in this report, Hunterdon County's cost per capita is approximately $8.08. This is approximately
$29 less per capita, or about 21% of the NRPA's reported national average expenditure for jurisdictions with a
population density of less than 500 per square mile.

Hunterdon County expends approximately $123 per acre for operations, less than 11% of the national average for
jurisdictions with similar population density. Given that Hunterdon's park model is much more similar to a State
park system, this is not surprising.

COST RECOVERY

One metric to judge the performance of an agency budget is to examine the rate of cost recovery versus tax
appropriation. That is; the amount of revenues as a percentage of operating expense.

The division reports revenues returned to the County for calendar year 2015 at $338,287. This represents a cost
recovery rate of approximately 30.5%. This level of cost recovery is consistent with the national average of 29%.

However, when examined against national standards for similar size counties, Hunterdon generates $2.64 per
capita in revenue versus an average of $7.03 nationally, further demonstrating the limited size and scope of
Hunterdon's parks and recreation offerings.

ANTICIPATED EXPENSES

TRAILS

There is considerable interest in expansion and upgrade of the existing trail system in Hunterdon. Proper and
appropriate maintenance of these trails is vital to their functioning and their ability to provide a positive
recreational experience.

The Rails-to-Trails Conservancy (RTC) conducted a survey of more than 70 trails operations in 2015 to examine a
variety of park operations, including maintenance. They found that the average cost to maintain a mile of trail was
$1,006 annually for non-paved trails (about 50% of the cost of paved trails). This cost included both operating
agencies expenditures, as well as volunteer labor which was valued at an equivalent rate. Trails are attractive
opportunities for volunteer contributions as several biking, walking, equestrian, community and youth
organizations can identify and benefit from participation in the upkeep of the trail.

While the approximately
$1,000 per mile operating
cost can deal with normal
upkeep and maintenance,
trails are, by their nature,
prone to more impacts due
to downed trees and erosion
wash-out requiring more
intense maintenance efforts.
Response to these conditions
often requires specialized
equipment and expertise.

Volunteers building a trail
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The following maintenance tasks were identified as included in typical trails maintenance budgets:

q .. Percent of
Maintenance Activity Budget
Surface clearing of trail 10.8%
Mowing 12.0%
Vegetation management (leaf clearing,
. 11.2%
pruning, etc.)
Keep.tra|I-5|de land clear of trash and 11.5%
debris
Whole tree removal 5.4%
Application of herbicides or pesticides 2.3%
Clearing of drainage channels and
5.4%
culverts
Surface maintenance of parking areas 2.7%
Litter clean up, trash cans 2.7%
Maintenance of toilets at trailheads 13.0%
Maintenance of toilets along the trail 1.2%
Trailhead parking snow removal 1.1%
Repair/maintenance of signs 6.3%
Recovery from illegal acts of
. . 5.3%
vandalism/dumping
Other trail maintenance activities 9.1%

Table35 Source: Maintenance Practices and Cost of Trail Trails, Railgails Conservancy 2015

An additional source of a wealth of trail operations best practices and information is American Trails.®

OPERATING COSTS FOR NEW DEVELOPMENT

Operating costs are largely determined by what is to be developed and how the parks are proposed to be

operated.

A number of questions require deliberation and answers prior to providing specific costs of operation. These

include but are not limited to:
9 Will the new parks have entrance fees? If so, the cost of gate attendants must be included.

9 Are rental facilities such as picnic pavilions, tables or indoor spaces to be provided? A higher-level
maintenance and operational staffing is required to meet public expectations for a quality rental

experience.

86 www.americantrails.org
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Are sport fields planned? Playing fields represent one of the higher-level maintenance areas in a park.
What specialized amenities such as ice skating, amphitheater or other preforming arts facility, indoor class
spaces, playgrounds and/or water attractions are planned? Each has its own specific operating cost and
staffing requirement.

=a =4

In order to provide some guidance for discussion, we again turn to national averages. The International City
County Managers Association’s (ICMA) data indicates a ratio of 1 FTE (full time employee) per 18-20 acres of
maintained parkland as a general standard for parks maintenance, with the best practice as a 12 to 1 ratio. This
ratio is appropriate when applied to developed acreages.

To use Deer Path Park as an example, a visual analysis indicates that approximately 40% of the 108 acres is
developed for active use with the remainder in woods and meadows requiring a lower level of maintenance.
Therefore, using 50 acres of developed acres and applying the 1 FTE per 20 acres would require 2.5 FTE to staff the
developed portion of the park.

With the current operating expenditure of $123 per acre, the county would not be able to afford the additional
staff, much less equipment and materials for a quality operation. A more realistic budgeting approach to new
development would be to allocate operating funds closer to the national average of $1,300 per developed acre
and $123 - $125 for the undeveloped acreage. Under this approach, an annual appropriation of $72,250 would be
required for a duplicate of Deer Path Park.

Alternate approaches to funding and operations are also discussed in the Recommendations section below,
including improving cost recovery rates, sponsorships, partnerships as well as third party development of
amenities.

RECOMMENDATIONS

Based on the findings of the planning process, including all research, qualitative and quantitative analysis, and
staff, stakeholder, and citizen engagement, recommendations are herein provided to guide the enhancement of
parks and recreation opportunities in Hunterdon County. Overall recommendations for improving the County’s
Park System and programs of the Division of Parks and Recreation focus on:

1 Enhancing Division programs and service delivery

9 Developing new park facilities and improving existing amenities

1 Leveraging budget and financing opportunities

9 Improving organizational operations

HUNTERDON COUNTY PARKS AND RECREATION RECOMMENDATIONS
PROGRAMS AND SERVICE DELIVERY RECOMMENDATIONS

Continue, and enhance, the summer concert series.

Continue, and enhance, the summer day camp programming.

Seek regular input and feedback from citizens regarding desired programming.
Include Successful Parks and Recreation Trends in Future Offerings.

Increase the Number of Neighborhood and Cultural Special Events.

Provide inclusion and adaptive programming for special needs citizens.

Initiate programming with a health and wellness emphasis.

Explore provision of winter programming.

Explore additional water based programming.

Recognize the aging demographics of the County and provide targeted senior programming.
Explore Offering More Programs at Convenient Times for Citizens.
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FACILITIES RECOMMENDATIONS

Establish/enhance connectivity between parks, population centers, shopping and schools.

Improve level of service through capital renewal upgrades of existing amenities or additional components.
Improve parking and access.

Add additional dog parks throughout the County.

Improved signage, both informational directional and wayfinding.

Provide updated or additional amenities (playgrounds, shelters, restrooms).

Provide additional picnic pavilions for rentals.
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BUDGET AND FINANCE RECOMMENDATIONS

Make necessary provisions to accept credit card for program registration payment.

Establish partnerships and sponsorships for the mutual benefit of the Division and partners.
Formalize and expand a volunteer program.

Develop a Cost Recovery Plan for fees and charges.

Implement a preventive maintenance and lifecycle replacement schedule for physical assets.
Seek and pursue alternative funding.

Consider a bond issue for accelerated land acquisition, if necessary.

Enhance both the programming and maintenance operating budgets.

= =4 =4 =4 -8 - -8 -8 -9

Consider establishing a foundation to receive and administer donations and sponsorships.

PARKS AND RECREATION DIVISION ORGANIZATIONAL
RECOMMENDATIONS

Provide for On-line registration of programs and rentals.

Accept Credit Cards for Payments.

Improve communication and marketing of activities.

Provide for unified and coordinated parks maintenance responsibility within a single department/division.
Assign Therapeutic Recreation responsibilities to a single position.
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Assign responsibility for Partnerships/Sponsorships/Grants/Donations.

ENHANCING PARKS AND RECREATION SERVICE DELIVERY

The following section of the report provides a discussion of the recommendations in greater detail.

CONTINUE SUCCESSFUL PROGRAMMING

The Summer Concerts Series, trips, and the day camps in particular enjoy wonderful popularity and participation.
Additional sponsorship or partnership opportunities should be considered for the concert series in an effort to
provide quality entertainment to enhance this program. Additional locations for the day camps may be required
for this program to expand.

SEEK REGULAR INPUT AND PROGRAMMING FEEDBACK FROM CITIZENS

Information from citizens in both the focus groups and the survey indicated that communication between the
Division of Parks and Recreation and public is an area for improvement. An important requirement for effective
communication is for the process to be interactive and two-way. A mechanism should be established for
information to flow both from the Division to the public but also back to the Division from the public. This process
can be an important tool for recognizing the desires of the community for programs of interest.
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Examples gained from the public engagement process for this Plan include the desire for additional winter
programs, enhanced equestrian opportunities as well as additional water based programming.

INCLUDE SUCCESSFUL PARKS AND RECREATION TRENDS IN FUTURE
OFFERINGS

It is recommended that the Hunterdon County Parks and Recreation Division continuously track and review
existing and future industry trends that are successful and can be potentially implemented. There are numerous
resources, particularly in Parks and Recreation magazines, websites, professional contacts, National Recreation and
Parks Association (NRPA), New Jersey Recreation and Parks Association, etc. to keep track of what is new,
different, and successful within the Park and Recreation industry.

INCREASE THE NUMBER OF NEIGHBORHOOD AND CULTURAL SPECIAL
EVENTS

Parks build communities. In order to encourage and establish the community center concept of parks in the minds
of the residents, the County Parks and Recreation Division may want to consider adding a number of smaller
special events for neighborhoods and different cultural audiences. The distribution and variety of existing parks
provides many opportunities to host special events throughout the community. In addition, strategic use of special
events, festivals, and programming may help activate some spaces, generating greater utilization and helping to
promote safer more secure parks. More events will draw more users and traffic to park facilities, thus providing
more “eyes on the park” that will create a positive perception of safety in these areas of Hunterdon County. Area
merchants, restaurants, and hotels can be potential sponsors who help promote these activities to their patrons.

PROVIDE INCLUSIVE AND ADAPTIVE PROGRAMMING FOR SPECIAL NEEDS

CITIZENS.

While the Americans with Disabilities Act (ADA) of 1990, with modifications to include public entity program access
under Title Il of the Act taking effect in 2014, has led to greater access to employment, transportation, public
services and public accommodations for people with disabilities, some of the esoteric regulations related to
program access have been more challenging to apply to public park and recreation settings. For the practitioner, it
has not been easy to translate the abstract concept of “program access” into practice.

Federal accessibility standards for buildings and facilities exist and continue to evolve with very specific scoping
and technical provisions. These standards can be applied to the design and construction of recreation facilities,
visitor centers and even outdoor areas for recreation. However,
the requirements for “program access” under Title Il of the ADA

are not as specific. This often leaves park and recreation Best practlcesin accessibility
professionals to their own accord to make programmatic and those common, identifidb procedures,
administrative decisions based on what information is readily attitudes and behaviors, which exceed tf

available to them at the time. minimum standard represented in th

practice and delivery of accessib

The “program access” standard requires entities to either modify ) o
recreation programs and facilities.

their policies, practices and procedures, or provide auxiliary aids
and services to ensure access for people with disabilities. Program
access includes access to goods, services, activities or any other
offering of a federal, state and local government or business.
“Programs” under the program access standard could range from structured and staffed lessons to an
unstructured walk along a nature trail with wayside exhibits. While federal technical assistance materials provide
some examples of program access for guidance, the concept of program access is still quite abstract. Moreover,
what constitutes accessible “programs” or the “best practice” to ensure persons with disabilities will have equal
access to recreation and leisure programs has become increasingly more complex and difficult to ascertain as the
demand for inclusive recreation programs continues to grow.
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Striving to deliver accessible recreation and leisure programs that exceed minimum accessibility standards is often
difficult for professionals to implement. The literature is limited to ADA technical assistance manuals issued by the
U.S. Department of Justice with few examples related to recreation.

Provided in Appendix are examples and materials from a model inclusion program.

INITIATE PROGRAMMING WITH A HEALTH AND WELLNESS EMPHASIS

The Parks and Recreation Division can take an increased role and be a great catalyst for promoting public health in
the community by including public health and wellness as a priority in partnerships and in relevant marketing
materials.

The Surgeon General of the United States released a “Call to Action” in September 2015, calling for the promotion
of walking and walkable communities. As pointed out repeatedly throughout this report, obesity and chronic
disease are increasing challenges in the United States. The call to action specifically identifies the role that parks
and recreation agencies can play in achieving increased physical activity. Promoting physical activity, including
walking, biking and active lifestyles is a natural role for the Division. The division is uniquely positioned to serve as
leaders in this initiative through programs and encouraging walkability through the establishment of trails
connecting parks and communities.®” Partnerships with public health organizations and/or local medical
institutions in Healthy Communities Initiatives® (and as funding sources) should be considered.

A Sample Partnership Policy can be found in Appendix.

RECOGNIZE THE AGING DEMOGRAPHICS OF THE COUNTY AND PROVIDE
TARGETED SENIOR PROGRAMMING

The population of Hunterdon is significantly older than both New Jersey and the nation. Increasingly, those
individuals reaching traditional senior age groups bring more active and diverse interests. This demographic is
seeking health, wellness and fitness activities beyond the traditional offerings of senior programs. Additionally,
many seniors continue to be a part of the work force in their senior years creating a demand for programming
during traditional non-work hours.

EXPLORE OFFERING MORE PROGRAMS AT CONVENIENT TIMES FOR
CITIZENS

As popularity in program offerings and activities increases, continue to look for opportunities to expand adult
programs around working hours and commuting citizens’ schedules. Requests made during the public engagement
process indicate an interest in participation in adult programs if it were offered during non-working hours,
including weekday evenings and weekends. Commuters need ample time to get home from work, eat, and change
clothes in time for evening programs.

87 The entire Surgeon Generafs Call to Action can be found here:
http://www.surgeongeneral.gov/library/calls/walking -and-walkable -communities/index.html
88 www.gpred.org/hcrg
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FACILITY IMPROVEMENTS

RECREATIONAL CONNECTIVITY

Non-motorized access to recreation has become a priority for communities nationwide in recent years. As a result,
the importance of trails in a recreation system cannot be overstated. Trails have a positive impact on public health,
local economy, quality of life, and the environment. Today in the United States one-third of the population cannot
drive due to a variety of factors such as age, financial limitations, or visual impairment. A well-planned trail system
creates a viable alternative to getting in the car. Trails are becoming ever more essential infrastructure that define
a community.

Currently, Hunterdon County is working to create some trail corridors and localized trail systems. The potential
exists for significant improvement.

Even the most well-planned, extensive trail system has to start
somewhere. Developing a trail system takes time and careful
planning. The scope of creating and maintaining such a network is
a substantial undertaking and is a role for multiple partners. This
often includes school districts, non-profit organizations, user
groups, county offices, state entities, federal agencies, community

Agritourism The crossroads of

tourism and agriculture. A form of
commercial  enterprise hiat  links
agricultural production and/or processin

with tourism in order to attract visitorg
onto a farm, ranch, or other agriculturg
business or region for the purposes

groups and/or private landowners among others. Other potential
partners can include utility companies, law enforcement, public
works departments, and public transit operators as well as parks

and recreation colleagues. The types of collaboration necessary to
build a trail system are not without challenges, yet can yield
lasting partnerships that benefit the community.

entertaining and/or educating the visitor:
and generating income.

The National Agricultural Law Center ) ]
Agreements with the County, State Agricultural Development

Committee and the farm community can be established for a
policy of expanding trail-related agritourism and policies allowing trail easements separate from the development-
restricted portion of a farm which is to be preserved. Such an agreement could acknowledge that no alternative
routes were available, necessitating the farm trail easement which could be confined by fencing and other physical
barriers to deter encroachment on preserved farmland by trail users.

A more in-depth description of several aspects of successful trail systems and recommendations for building trail
networks can be found in Appendix.

FACILITATE THE PRESERVATION OF BUILDINGS OF HISTORIC OR
ARCHITECTURAL VALUE

It is recommended that the Department request the County Cultural and Heritage Commission to identify buildings
of historic or architectural value to the story of Hunterdon. Such structures should be considered for retention by
being placed on a separate lot subdivided from a property acquired for a park or preserved farmland. A starting
point for this study could be Hunterdon County Historic Building Inventory Report (1978). It is recommended that
the County organize a program setting forth architectural standards for exterior building conservation, procedures
for establishing a resale price accounting for a portion of restoration costs and solicit interests from qualified
builders, non-profit entities or persons capable of purchasing these buildings and restoring them. A pilot program
can be implemented to test whether this program is workable or financially feasible.
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ENCOURAGE IMPROVED PUBLIC TRANSPORTATION ACCESS

A final consideration with regard to recreational connectivity is public transportation. Though this falls outside the
realm of Parks and Recreation, many recreational users enjoy the convenience that public transit affords.
Partnership with the local transit provider is recommended to ensure that future public transit planning decisions
may accommodate access to parklands, trails, and common destinations such as schools and recreation locations
to best serve the community. An example might be for the existing Flemington shuttle to include Deer Path Park in
its routing.

IMPROVE PARKING AND ACCESS

The need for improved and additional parking at many park sites, trailheads and other amenities was noted in the
public engagement and survey. This includes vehicle parking as well as suitable horse trailer parking in areas where
equestrian uses are permitted. A study of possible new or reconfigured parking areas is recommended.

ADDITIONAL AND IMPROVED SIGNAGE

In addition to a lack of parking, citizens brought up the difficulty in locating parks and, once located, in the lack of
directional wayfinding signage to enhance the recreational experience. Improved signage provides an opportunity
to not only guide additional visitors to the parks but can also elevate the knowledge and appreciation of the
community in the offerings of the Division. This is an important component of branding and insuring support for
division activities. Additional signage — informational, directional, and wayfinding — is recommended.

ADDITIONAL DOG PARKS THROUGHOUT THE COUNTY

The existing dog park is popular, and many spoke of the desire to locate additional off-lease dog areas throughout
the County. A survey of possible dog park locations should be undertaken and parks developed where
appropriate.

PROVIDE ADDITIONAL PICNIC PAVILIONS FOR RENTALS

Rentals of the current inventory of picnic pavilions are a popular attraction in county parks, serving as a significant
revenue generator. Additional pavilions and reserveable picnic tables and grills can enhance the service delivery of
the Division and provide additional revenues.

FINANCE

CAPITAL RENEWAL UPGRADES OF EXISTING AMENITIES OR ADDITIONAL
COMPONENTS

Throughout this planning process the level of maintenance was a topic of concern voiced by focus groups and
noted in the survey. Upon delving into this topic further, we have concluded that this refers to the need to
maintain and improve existing facilities and amenities including upgrades to those that are outdated and no longer
function well. Utilization of a portion of the receipts of the Open Space Tax to address the need for facility
replacement and sustainability projects falls within the ordinance and intent of the tax authorization.

BOND FUNDING ACCELERATED LAND ACQUISITION

With the desire to preserve as much land as possible, as quickly as possible, bond funding a land acquisition
program may be worthy of consideration as a possible tool. Land is a finite resource and will never be more
affordable than it is today. With the consistent funding provided by the Open Space Tax to provide debt service,
land acquisition can be more aggressive, and funding therefrom can enable opportunity purchases for land parcel
priorities as they become available.
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OPEN SPACE TAX RECEIPTS

The Hunterdon Open Space Tax was instituted and renewed for the following purposes:

Acquisition of lands for recreation and conservation purposes;

Development of lands acquired for recreation and conservation purposes;

Maintenance of land acquired for recreation and conservation purposes;

Acquisition of farmland for farmland preservation purposes;

Historic preservation of historic properties, structures, facilities, sites, areas, or objects, and the

acquisition of such properties, structures, facilities, sites, areas, or objects for historic preservation

purposes; or

9 Payment of debt service or indebtedness issued or
incurred by the County of Hunterdon for any of the

purposes set forth above. Capltal Renewal Systematic

management process to plan and budget

=A =4 -8 -4 =4

As noted elsewhere in this report, there is a need to update and
repair worn out structures, playgrounds and other amenities in the
parks. These repairs and improvements are beyond what would
be considered standard maintenance. A more descriptive term for
this type of investment would be Capital Renewal. systems and are not normally contained
in the annual operating budget.

for known cyclic repair and replacement
requirements that extend the life and
retain usable condition of facilities and

Survey respondents were overall very supportive to continue the
Open Space Tax, with the “definitely support” among the four National Facilities Management and
delineated purposes ranging from funding maintenance of open Technology
space, parks, trails and other facilities at 43%, with new parks and
open space at 36%, new trails at 31%, and new playgrounds and
facilities at 21%.

PURSUE ALTERNATIVE FUNDING

Parks and Recreation should pursue any available grant opportunity at the federal, state, regional, and local level.
There are numerous grants available to the Division at all levels to assist in the funding of the recommendations of
this assessment. Efforts should be made to research and initiate state legislative authorization for new types of
funding sources.

A grant writer position could be added to the Parks and Recreation Division staff to create consistent year-round
grant research, writing, submitting, and tracking. Such a position could enhance the financial abilities to implement
this Plan though federal, state, regional, and local grant opportunities. Alternatively, a contractual grant writer may
be considered for this specialized task, perhaps combined with other agencies of the Hunterdon County
government.

CREDIT CARD ACCEPTANCE

As a component of recommendations made below in the Organizational and Operational Efficiencies section, it is
necessary to make the necessary legislative and procedural changes to permit the acceptance of credit and/or
debit cards for financial transactions involving payments to the Division. This reflects the reality of today’s world
where a large portion of personal financial transactions is accomplished via the use of credit/debit cards.

This provision will provide more modern and convenient service to the public. In addition, this form of transaction

reduces the occurrence of collecting bad checks and also minimizes exposure to internal cash handling
irregularities.
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ENHANCE BOTH THE PROGRAMMING AND MAINTENANCE OPERATING
BUDGETS

Enhancements need not take the form of larger appropriations. Along with credit/debit card acceptance,
efficiencies achieved through the online registration of program participants and rentals, reduced staff time for
cash handling, organized and managed volunteer coordination, increased revenues through an improved cost
recovery program, additional revenues (or reduced costs) from partnerships, sponsorships and the active
recruitment of grants and donations all offer opportunities to make significant enhancements.

DEVELOP A COST RECOVERY PLAN FOR FEES AND CHARGES

Funds can be increased through the establishment of a user fee and cost recovery methodology. By engaging in a
community process, a consensus to implement and utilize user fees and assessment fees for Parks and Recreation
activities and rentals can be based on a value received by the participant for the services with a personal benefit
versus a community benefit.

An example of such a methodology is the Pyramid Cost Recovery in Appendix.

IMPLEMENT A PREVENTIVE MAINTENANCE AND LIFECYCLE REPLACEMENT
SCHEDULE FOR PHYSICAL ASSETS

The condition of several of the amenities such as playgrounds and buildings in the park system, as well as the age
and condition of equipment utilized in maintaining the parks, indicate the need to develop a lifecycle replacement
schedule for these larger, sometimes high replacement cost items. This process is mentioned above, and defined a
Capital Renewal, and these are items referred to as Capital Replacement items. Knowing when these structures,
amenities and equipment items will require replacement assists in budget planning.

As maintenance equipment is due for replacement, it is most effective to involve the end user of the equipment in

the replacement process to ensure the right tool for the job is acquired and efficiencies in maintenance operations
can be realized.

PARTNERSHIPS, SPONSORSHIPS, AND VOLUNTEERISM

EVENTS PARTNERS

The Division currently has entered into some sponsorship arrangements for special events and activities. Efforts
should continue to build on existing sponsorships as well as pursue local entities to support events and scholarship
fund within a foundation. All existing and future sponsorships are to be accurately portrayed in a signed
sponsorship agreement. (Sample Sponsorship Policy can be found in Appendix.)

The Parks and Recreation Division can increase local partnerships by fostering relationships with local companies,
other agencies and alternative recreational service providers, the school district and the economic development
interests such as the Chamber of Commerce. It is recommended that the Parks and Recreation Division consider
partnering with public health organizations and/or local medical institutions in a Healthy Communities Initiative®
as possible funding sources.

A Sample Partnership Policy can be found in Appendix.

89 www.gpred.org/hcrg
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EQUESTRIAN SERVICE PARTNERS

The Division may wish to consider exploring the need for and feasibility of an equestrian rental facility at Mountain
Farm County Park perhaps in association with the nearby Equestrian Center of Centenary University. Partnering
with YMCA Camp Bernie, which has an active equestrian program in the summer months is also a possibility.
Explore the policy and potential for agreements for public/private partnerships.

INCREASE VOLUNTEERISM

There appears to be a real interest in citizens to perform volunteerism in the park system. In order to maximize
the benefits of volunteers, it is necessary to actively manage the efforts. This includes active recruitment of
volunteers, training them in proper processes and procedures, monitoring the work of volunteers and recognizing
the volunteer efforts in a significant manner. Utilizing already existing groups of volunteers such as local
equestrian groups that have experience in trail maintenance should be explored.

Volunteers can augment the operations in a variety of ways. Engaging volunteers in conservation can create a
sense of belonging and stewardship in parks by creating a personal sense of ownership and value, enabling people
to identify with their parks and natural resources, and to care about their future.

Beyond the value to the volunteers, the utilization of an involved volunteer corps can significantly augment
Division operations. Volunteers can serve as guides, office assistants, patrol or event support. Organized
programs such as adopt-a-park or adopt-a-trail can take a load off the staff in maintaining the facilities.

An actively managed volunteer program that includes the tracking of volunteer effort through hours or other
donations can strengthen ties to the community while providing much needed financial assist to Division
operations.

LEVERAGE MUNICIPAL, NON-PROFIT, AND HOA PARTNERSHIPS

A heavy reliance on alternative providers, particularly municipalities, has been identified and highlights the need
for a mechanism to help establish cooperation in the provision of recreation and park opportunities offered by
such providers. In addition to municipalities, often Home Owner Associations (HOAs) provide recreational
amenities to neighborhoods. A wide variety of types and broad range in quality of amenities exist in Hunterdon
County. One option to help with both maintaining reasonable standards and promoting full public access is a
partnership between the Division and individual municipalities. A grant program to help underfunded parks within
municipalities or developments maintain certain standards without burdening the County with maintenance of a
vast inventory of small neighborhood parks could be investigated as an option. See Appendix for additional
information.

Another opportunity for partnering to increase park facility access throughout the county is to partner with
municipalities or sports organizations to construct playing fields to address increased demand. The county has
land that the local governmental agencies and sports organizations lack. By partnering, the county can
accommodate the need for organized recreational activities without the burden of development and operational
costs.

ENGAGE IN PARTNERSHIP WITH SCHOOLS

School partnerships can provide additional options for public recreation. Much of the traditional “neighborhood
park” availability in Hunterdon County can be addressed through the schools which are, by nature, distributed
throughout the county and generally close to the target population. However, their limited availability and
sometimes unwelcoming accessibility often makes neighbors less likely to use them. One way to address this issue
is to create partnerships with schools to promote use of school facilities by the community that paid for them.

|u
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Environmental cues and on-site community programming can make school facilities more inviting. Site features
such as welcome signage or an entry gateway on school grounds can make neighbors feel more welcome. A clear
message about school hours and public access can be helpful to those planning a visit. Organized events or drop-in
sessions are also helpful in creating awareness of school grounds as community assets.

Through a partnership with the schools, additional indoor space can also be gained for expansion of the
community recreational program offerings administered through the parks and recreation division.

DONATIONS AND SPONSORSHIPS

The Division may wish to explore the establishment of a foundation to receive and administer donations and
sponsorships. An organized outreach program for incentivizing donations and sponsorships of park facilities, such
as a perpetual memorial, can be implemented. A foundation associated with the department, but with a separate
Board of Directors, can serve as a conduit to accept and administer tax-advantaged donations, grants and
sponsorships for the benefit of the development and operations of the Division. An additional benefit of a
foundation is the role the organization can play in marketing the Division.

Sample bylaws and constitution are included in Appendix.

ENHANCE ORGANIZATIONAL AND OPERATIONAL EFFICIENCIES

ONLINE REGISTRATION

Related to the above-mentioned need for credit/debit card acceptance and operating budget efficiencies, the
programming and rentals components of the Division compete in a marketplace for the entertainment and
recreation dollars of the public. In order to complete effectively it is necessary to allow the public to make
reservations and purchases from their computer via an online registration system.

The downside is the credit card service fee the financial institutions charge. These charges are based on volume
and should be considered a cost of doing business. Positives are a customer-friendly, modern method of
interaction with the public. This form of transaction also reduces the occurrence of collecting bad checks and
minimizes exposure to internal cash handling irregularities.

IMPROVE COMMUNICATION AND MARKETING OF ACTIVITIES

There is a need to create a Communications and Marketing Plan for Parks and Recreation Division to guide the
effort to increase awareness of program offerings and recreational opportunities, including the recommendations
within this Plan for programs, services, and facility upgrades. The Communication and Marketing Plan should be
updated at least every two years in order to stay current with improved and/or new strategies to communicate
with the community.

The marketing and communication of Parks and Recreation Division activities should be enhanced with a focused
effort on adopting open lines of communication and effective meetings with partners and potential partners.

With a marketing plan in place, the Parks and Recreation Division can then consider creating a branding program
emphasizing the promotion of walking, walkability design and physical activity in Hunterdon County. Such a
marketing effort can serve to establish the Parks and Recreation Division as the lead organization for health and
wellness in the County.

As part of this effort, comprehensive design and branding campaign should take place for all graphic logos,

symbols and typefaces, printed materials, and signs that will visually present the County Park System in the public
mind as a high-quality organization.
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PROVIDE FOR UNIFIED & COORDINATED PARKS MAINTENANCE
RESPONSIBILITY WITHIN A SINGLE DEPARTMENT/DIVISION

Maintenance of the park system is located primarily in two agencies of the Hunterdon County Government:
Buildings and Maintenance, and Parks and Recreation who perform an element of maintenance. The Department
of Public Works performs assistance when specialized equipment and capabilities are required. In addition, the
Park Rangers perform some minor maintenance on an as needed basis.

It is organizationally inefficient to separate this function between multiple organizational hierarchies. When the
majority of maintenance was transferred from Parks to Buildings and Maintenance, the Parks Division retained two
horticulturists.

For the majority of maintenance tasks, the transfer to Buildings and Maintenance has had positive benefit. That
Division has access to the manpower and specialized trades needed to respond to structural, plumbing, electrical
and carpentry issues which present themselves on a regular basis in ordinary park operations. Removing a level of
bureaucracy provides the ability to respond rapidly.

The recommendations here are threefold:
1. Consolidate all maintenance within Buildings and Maintenance for increased efficiency.
2. Institute a cost center accounting system to accurately account for expenditures in parks.
3. Maintain open lines of communication between the Divisions

STAFF RESPONSIBILITIES

Specific needs for staffing have been identified in these recommendations. By utilizing efficiencies captured with
the above recommended computerization, out-sourcing of program registration, and other organizational
adjustments, these realignments can be accomplished with existing staff. These include:
9 Assign Therapeutic Recreation responsibilities to a single position.
I Improve marketing of services with assignment of a public relations specialist.
9 Assign responsibility for Partnerships/Sponsorships/Grants. This could be contractual, perhaps combined
with other County agencies.

ADDITIONAL RESOURCES

The National Park and Recreation Association (NRPA) recently compiled summaries of current research and best
practices on active transportation and safe routes to parks. These and other valuable resources may be found on
the NRPA website.*°

An informative summary of public use of school grounds may be found at the Public Health Law Center.*!

Developed by faculty and students at the University of Colorado at Denver, the Learning Landscapes initiative is a
proven low-cost way to foster a greater connection between local residents and neighborhood schools.*?

And, the City of Minneapolis provides a helpful description of advisory bicycles lanes and additional resources.®3

% http://www.nrpa.org/research-papers/

9% http://publichealthlawcenter.org/topics/healthy-eating/shared-use-school-property
92 http://www.learninglandscapes.org/
93 http://www.minneapolismn.gov/bicycles/advisory-bike-lane
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