
FOR INFORMATION ONLY 

CITY OF LOS ANGELES 
DEPARTMENT OF RECREATION AND PARKS 

December 1 4 ,  201 1 

TO: BOARD OF RECREEKION AND PARK COMMISSIONERS 

FROM: 

SUBJECT: PARTNERSHIP DIVISION - STRATEGIC GOALS AND CURRENT FISCAL 
YEAR PLANS 

At the Board of Recreation and Park Commissioners (Board) meeting of August 3, 201 1, the 
Partnership Division (Division) presented a progress report covering March 201 1 through July 
201 1. The Board accepted the update and requested a report back on the Division's strategic 
framework for the future and specific plans for soliciting new collaborative relationships and 
funders. 

Strategic Framework and Goals 

Developing strategic goals for the Division began with defining a Division vision and mission 
conforming to the overall vision, mission, and program priorities of the Department of 
Recreation and Parks (Department). 

Vision: Communities experiencing the best recreational opportunities because of 
Recreation and Parks. 
Mission: To enhance and expand recreational programs and services through public- 
private collaborative relationships. 
Marketing Theme: Experience a Healthy Lifestyle 

Division staff formulated specific goals and tasks in line with the Department's Five Year 
Strategic Planning Objectives, specifically - Identzjj New Funding Sources, Revenue Streams, 
and Opportunities for Public-Private Partnerships. 

GOAL: Communicate activities and accomplishments of Division to improve collaboration 
and support within the Department. 

Tasks include: 
Promote visibility of Division activity through Department newsletters and other internal 
communication 
Continue training and updating staff in the field on Division activities and initiatives 
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GOAL: Evaluate existing relationships with outside organizations for conformance with current 
Policies and possible expansion. 

Tasks include: 
Evaluate the quality and value of existing relationships, and explore possible expansion 
or enhancement opportunities 
Transition existing relationships into new agreements, implementing new Cost Recovery 
protocols 

GOAL: Develop and implement a marketing theme for Department programs and activities in 
partner/sponsor solicitation materials. 

Tasks include: 
Re-format Division website; launch with continuous updates. 
Create solicitation packages ("Sponsorship Decks") for core programs, Infrastructure 
repair and upgrades, and new capital improvements 

GOAL: Develop and implement a sponsorship policy and park signage policy. 
Tasks include: 

Prepare and obtain authorization for policies on sponsorship solicitation, evaluation, 
approval, recognition, benefits, and guidelines for signage in parks 
Create standards and tools for measuring the impact of restored, expanded, or new 
programs 
Develop and implement a solicitation follow-up procedure, including "next-year revisit" 
protocols and a de-brief procedure to discuss what's been learned from positive and 
negative outcomes 

Samples of Division Progress 

Agreements are in process for every community garden which is operated by an outside 
organization, seven of which have already been approved by the Board. Information and policy 
issues relating to child care, parent cooperatives, and Head Start and pre-school organizations 
operating on park property have been presented to the Board, and agreements with 18 childcare- 
related operators are under review to determine their future outcomes. The Division is working 
closely with the Department's Municipal Sports Section to address another major category of 
collaborative relationships, which involves the primary-use of certain sports fields by youth 
baseball and soccer organizations, for which preliminary research and negotiation are already 
underway. The focus of this effort is to ensure compliance with Department Policy 
requirements. 

The ongoing study on the status of city-wide joint-use (Study) with Los Angeles area schools, 
including Los Angeles Unified School District (LAUSD), private and independent charter, and 
schools from outside the City, is completed and being used to improve and/or correct certain 
shared-use situations at certain parks and schools. In addition, Study findings have identified 
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additional recreational opportunities and possible revenue streams from the 363 scenarios at 232 
schools and parks where there is either a one-way or reciprocal use relationship between a 
particular school and park (58 schools and 174 parks). For example, among 30 school sites 
which are subject to the terms and conditions of an executed joint use agreement (JUA), 18 were 
identified as having no Department activity due to a lack of programming resources. These sites 
are now being targeted by the Department for possible permitting to outside community groups 
for recreational purposes, subject to applicable permit fees, and/or implementation of 
Department programming where possible. The Study has also found that use of park property by 
schools exceeds the Department's use of school property, and that some independent charter 
schools (not under LAUSD) are receiving fee waivers designed for LAUSD public schools only. 
These and other findings are prompting steps to revise the procedures and fee rates for use of 
parks by schools. 

Field training regarding Division projects and processes has been provided to all sections and 
divisions in field operations. Currently, a second round of information sharing and dialog is 
underway, as Division staff attend meetings with supervisory and field staff to answer questions, 
hear about issues, and share ideas for supporting the Department. 

Shared and primary use cost recovery fee schedules for utilities, solid resources (trash), and staff 
oversight/services have been developed. They are presently being applied in new agreements 
and permits which are subject to individual consideration by the Board. Cost recovery fee 
collection is the standard practice for collaborative relationships through shared and primary-use 
arrangements, as new agreements and permits (right of entry, Muni-Sports, etc.) are executed. 
Since June, 201 1, when the Division began implementing cost recovery fee requirements through 
new agreements and permits, over $13,000 has been collected, an unprecedented step for the 
Department. 

The Division is working on sponsorship and signage policies with other RAP Divisions which 
will be sent to the Board. The sponsorship policy discusses guidelines for soliciting, evaluating, 
selecting, and implementing sponsorships from potential non-profit and for-profit organizations 
to support the Department's core programs and services, facilities, and visible displays of 
recognition and other sponsor benefits. The signage policy discusses guidelines, protocols, and 
requirements for placing signage in parks, as related to sponsorship recognition and naming. In 
tandem, staff has designed a basic format and content for a sponsorship solicitation package, 
called a "Sponsorship Deck" which provides detailed information on opportunities for 
supporting the Department. 

New Partner and Sponsor Solicitation Plan 

The immediate focus of sponsorship and partnership solicitation are core mission programs. 
They are being captured in a series of "Sponsorship Decks," which feature common content to 
which detailed proposals for support of specific programs andlor facilities can be attached. The 
basic component pages show general information and numbers about the Department, the 



Board of Recreation and Park Commissioners 
Page 4 

Division, the communities served, and types of potential benefits for sponsors. Tailored pages 
offer descriptions, justifications, budgets, objectives, and other specifics about programs and 
facilities in need of support, such as the Aquatics Junior Lifeguards program, Sports Field 
Renovation or development of sports fields, the refurbishment of pools, or the revival of the 
Wonderful Outdoor World (WOW) camping program; all tied together with the theme of 
"Experience a Healthy Lifestyle." A "Sponsorship Deck" is attached as an example. 

The programs to be marketed for the first round include: 
Citywide core programs (such as support for aquatics and afterschool programs) 
Opportunities to expand on proven existing programs (such as expanding the number of 
facilities in the Natasha Watley Girls Softball League) 
Special clientele and unique cultural programs (such as W.O.W. or a citywide dance 
project) 
Support for the Baseball L.A. program 
Funding for Pool Refurbishments 
Funding for the development of synthetic athletic fields. 

Additionally, the Division has researched and applied to foundations and for-profit organizations 
with sponsorship programs; developed a college internship proposal for filming Public Service 
Announcements (PSA) promoting the Department and its activities; is in discussions with certain 
celebrities interested in participating in Department PSA's; have applied to local businesses for 
sponsor support; and, have proposed the expansion of several long-standing collaborative 
relationships. Each effort has contributed to refining our strategic approach, our solicitation 
materials, and our follow-through plans. Among the things learned so far is the recommendation 
that an active presence on the Internet and with social media environments could be helpful in 
appealing to potential sponsors and marketing the Department to the general public. The 
Division is also working very closely with the Los Angeles Parks Foundation (LAPF) to 
collaborate on opportunities we uncover and to assist on opportunities identified or solicited by 
LAPF for the benefit of City parks. 

Based on research and experience, staff has compiled a target list to contact with the initial set of 
Sponsorship Decks. For example: 

Financial Institutions 
Corporations such as major retail outlets with community giving programs 
Neighborhood Councils 
Chambers of Commerce and Service Clubs 
Philanthropist organizations with interest in the subject areas (i.e. water safety, girls 
sports, or dance) 
Regional and local retail businesses (such as sporting equipment stores or pool suppliers) 
Local sports teams 
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Looking Ahead 

Agreements take time to negotiate, and even once a mutually acceptable agreement is prepared, 
the approval and execution of the document can take up to six months to process through the 
City's review and approval levels (or longer if an agreement also needs City Council approval). 
In an effort to close this time gap, right-of-entry permits are being used as an interim measure 
pending the Board's approval and execution of the agreement. However, a recommendation to 
increase efficiencies in processing agreements could be to obtain Board approval authorizing 
staff to negotiate, prepare and execute partnership agreements at the beginning of the agreement 
process as opposed to the current protocol of obtaining Board approval at the end of the process. 
Oftentimes the implementation of projects or programs may be lost or delayed through the 
approval process due to the required time involved in obtaining final approvals from the Board, 
Mayor and Council. 

As the Board considers various cost recovery fee schedules, it is recommended that certain 
"partial recovery fees" also be considered for use with permit groups and other organizations that 
traditionally have been using park facilities for free. The relationship of the Department to 
LAUSD and to private and charter schools, and how costs should be waived or shared, also 
needs resolution in the near future. A comprehensive review and revision of the Schedule of 
Rates and Fees, as it relates to school use and other fee waivers, is also recommended as such 
changes could result in additional revenue when fees are updated and/or modified to match 
current policies and conform to certain economic trends. 

As part of the Division's development of a Solicitation Plan, the Division is also establishing 
criteria, requirements, benefits, and procedures for agreements involving possible revenue 
sharing and/or in-kind program related contributions and/or services (i.e. special appearances or 
engagements, public service announcements, and/or event participation). 

A Partnership Database would enhance the Division's efficiencies by enabling Division staff to 
manage information better, particularly in helping to track solicitation contacts, monitor and 
evaluate the Department's collaborative relationships, and be aware of agreement expirations and 
renewals. An initial database application was developed for the Division when the unit was first 
forming, based on preliminary assumptions about the Division's business rules. However, after 
the Division was formed and started work, most of the pre-formation assumptions and templates 
were modified by actual experience. Substantial re-design of the application is needed to 
effectively collect data, keep track of progress, and provide statistical reports, conforming to the 
new business rules based on actual practice. The Division has discussed these requirements with 
the Systems Division (Systems) and will continue to work cooperatively with Systems until the 
database is fully developed. 
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FISCAL IMPACT STATEMENT: 

There will be no impact to the Department's general fund other than the potential for increased 
revenues through the collection of various cost recovery fees. 

This report was prepared by Vicki Israel, Assistant General Manager, Partnership and Revenue 
Branch and Joel Alvarez, Senior Management Analyst I, Partnership Division 
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