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Outcomes

* Participants will be able to explain four tools that can be used to
develop evaluation processes and corresponding metrics to
maximize resource allocation and provide more informed decision
making.

* Participants will understand how each of the various evaluation
and measurement tools can be used in conjunction or alone to
Inform decisions regarding budgeting, programming and facility
development.

* Participants will be able to explain the inter-relationship between
the four tools and develop a plan for using them for better delivery
of programs and facilities.



Introduction to HARD

80 Years as special district.

120 Parks

100 square miles

309,000 Community Members

52% City of Hayward

48% Unincorporated Alameda County

YEARS

HAYWARD AREA RECREATION
AND PARK DISTRICT




2015

* First General Manager hired from outside the agency
* Brink of broke — minor restructuring
* All past, current and potential partners had lost faith

* 20 years or one year twenty times?



2016

* 950 million dollars in deferred infrastructure
e Measure F-1-78%

e Assessments

* Condition of all parks and facilities
* ADA Transition Plan
* OQutdated Master Plan begins update



2017

* Recreation over spends 1 million dollars in part-time salaries

* Parks overspends 1 million dollars in part-time salaries and OT
* More people leave

* No one really understands the budget

* Recreation gets re-organization



2018/2019

* Bond projects are underway

* New RACS Director

* Lots of analysis — New Master Plan
* Lots of reprogramming

* Moving forward in the right direction



A New MLA with the City (52 Parks)

* Basically said “You suck so bad that we will give you a one-year
extension...”

* “You don’t do what people want, when they want it, where they
need it, and it all costs money”

* “Why don’t our parks look like the parks in the hills?”



Alameda County

* 2004 new park impact fees

* Need sub-group approval for use of fees

* Never developed sub groups

* Returned 1.3 million in impact fees to residents

* MEV storms the Board of Directors



COVID

* Lay off 400 P/T
e Refund 4.5 million in three months

* Have the basic “COVID experience”

* No ARPA for Special Districts



2020

* Time to institute broad sweeping change for
the betterment and stability of the agency and
for the good of those we serve...



Are you aware of the Hayward Area Recreation and Park District (HARD) and Have you/your household visited any parks/facilities provided by the Hayward
what they provide? Area Recreation and Park District in the past year?
by percentage of respondents
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Q4. Have you/your household participated in any programs in the past year?

by percentage of respondents

Yes
36%
No
64%

Let the Session
Begin...

* \We were the worst
storytellers ever.

* Despite 80 years, not
as much awareness
as staff thought.



Story Telling Tools
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Our Brand was not UUniform

* Ever experience logo spin-offs?
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Logo and Sign Standards

SIGN TYPE MENU

@ o A D

\I(ennedy Park

TRAIN + CAROUSEL » PETTING 200

10 - Primary ID ing Stall ID 50 - Restroom ID 60 - Sport Facility ID
IDENTITY 51 - Restroom Door ID (ADA)
62 - Restroom ID Plaque (ADA)

ThankYeu

tor Visting
Kenandy Park

2
VEHICULAR 100 - Entrance Info. 150 - Exit Acknowledgement 160 - Street Directional
PEDESTRIAN 200 - Primary Info. Panel 250 - Park Rules Panel 260 - Regulatory Panel

205 - Secondarv Info. Panel



Get the Master Plan off the Shelf

ars without one.

o Everyone must b{ el tetee 50 8 2 VB > regular master
plan review sesshi ol — r strategic plan
) : HAYWARD AREA
calls for this) RECREATION AND
> PARK DISTRICT

PARKS MASTER PLAN
‘ N ensures

* Putting review of ja
C O n St a n t reVi eW. [ 1 Hayward Area Recreation and Park District, California




Everyone needs an Analyst

* Hire someone that knows the
game
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THE SCIENCE OF WHERE ™

KEY FACTS
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California State Parks, Esri, TomTom, Garmiir

Pc

Park Standards
and Evaluations
3X each year

Park Scores - Change

2025 from 2024
Eden Greenway 9 38%
Eden Greenway 7 38% -20%
Weekes Park 49% -14%
Jack Holland Sr. Park 50% -35%
Eden Greenway 5 59% 34%
Average Score 87%




Park Scores - Overview

a. How would you rate the physical condition of the parks/facilites you/yo!
household have visited in the past year?
percentage of respondents who have used a park/facility

eeeeeeeee

- Range: 45% -100%

- Average score of all
parks: 87%

- Park Scores closely
track community
feedback on park
condition

= 40-50% 60-70% = 70-80% = 80-90% = S0%+



6 parks scored <70%

Graffiti still plays a significant
role in lowering overall Park
Scores.

More than 49% of parks
received a high Park Score
(>90%).

4 parks < 70% amenities assessment.
10 parks < 70% lawn color assessment.

37 scored <70% graffitiassessment.

On average, District Park Scores
increase by 2% when graffiti
assessmentis not included in total

50+ parks received a perfect score on
cleanliness, lawn color, or mowed
height.




PMW Park Child Parking
Park Score Score Graffiti Amenities Play Area Lot Restroom
Eden Greenway 2 100.0% 100.0% 100.0%
Greenwood Park 100.0% 100.0% 100.0% 100.0% 100.0% 100.0%
J.A. Lewis Park 100.0% 100.0% 100.0% 100.0% 100.0% 100.0% 100.0%
Laurel Park 100.0% 100.0% 100.0% 100.0%
McConaghy Park 100.0% 100.0% 100.0% 100.0% 100.0%
Canyon View Park 99.2% 100.0% 91.7% 100.0% 100.0%
Twin Bridges Park 98.4% 97.7% 100.0% 91.7% 100.0%
Old Highlands Park 98.3% 97.4% 100.0% 100.0% 100.0% 100.0%
Kennedy Park 98.3% 98.8% 100.0% 94.4% 100.0% 100.0% 96.3%
East Avenue Park 98.1% 100.0% 88.9% 100.0% 100.0% 100.0% 100.0%



PMW Park Children Parking

Park Score Score Graffiti Amenities Play Lot
Bret Harte Play Field 47.8% 38.6% 20.8% 0.0%
Eden Greenway 5 61.5% 56.9% 50.0% 33.3% 62.5%

Edendale Park 64.7% 81.8% 50.0% 100.0% 75.0%

Jack Holland Sr. Park 65.9% 65.6% 0.0% 66.7% 43.8%

Old Creek Dog Park 66.7% 66.7% 66.7% 66.7%

Christian Penke Park 67.0% 68.7% 41.7% 70.8% 71.9%

Bechtel Mini Park 70.0% 61.8% 16.7% 66.7% 68.8%

Fairmont Linear Park 71.7% 84.2% 50.0% 91.7% 81.3% 61.1%
Eden Greenway 4 72.5% 69.7% 0.0% 100.0% 62.5%

Eden Greenway 1 74.1% 66.7% 66.7% 100.0%
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Priver and Vehicle
A6744 Jose Perez (Perez , Jose)
AG6785 Joseph Suncin (Suncin, Joseph)

A6699 Eddie Schopplein (Schopplein, Eddie)
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Network Fleet

Routes vs Park Scores

Pick up, drop off, all stops...

Time behind the windshield

How many trips to the
hardware store

 Work Order Software




Verizon Reveal
Telemetry Data

Vehicle telemetry data is collected through GPS
modules installed in District vehicles. This data
provides insight into how vehicles move and operate
throughout the workday.
Data collected includes:

Vehicle location and route history

Travel time between locations

Stop locations and stop duration

Idle time while stationary

Speed and driving patterns

Start of day and end of day timing



Potential Operational Use

of Telemetry Data

* Understanding how
workday time is
allocated

* Track scheduling

e Supporting safety,
planning, and site
coverage decisions

*lmage shows the last
stop of the day on a 6:00

am to 2:30 pm schedule.

‘ark 7/18/2025 1:34 PM|-- Journey, Stop 95m 15¢
‘ark 712812025 1:32 PM|- Journey, Stop 97m 02
‘ark 7/29/2025 1:51 PM|-- Journey, Stop '38m 56¢
‘ark 7/30/2025 12:34 PM|- Journey, Idle, Stop 1h 55m
‘ark 8/3/2025 11:52 AM|-- Journey, Stop 2h37m
‘ark 8/4/2025 1:26 PM|- Journey, Stop 1h 03m
‘ark 8/5/2025 1:46 PM|-- Journey, Stop 43m 38¢
'ark 8/6/2025 11:31 AM|- Journey, Idle, Stop 2h 58m
‘ark 8/10/2025 11:51 AM|-- Journey, Stop 2h 38m
‘ark 8/11/2025 11:58 AM|- Journey, Stop 2h31m
‘ark 8/12/2025 1:25 PM|-- Journey, Idle, Stop 1h04m
‘ark 8/13/2025 1:36 PM|- Journey, Idle, Stop 93m 33¢
‘ark 8/17/2025 11:53 AM|-- Journey, Stop 2h 36m
‘ark 8/19/2025 1:27 PM|- Journey, Stop 1h02m
‘ark 8/22/2025 1:43 PM|-- Journey, Stop 46m 23
‘ark 9/8/2025 1:39 PM|- Journey, Stop S0m 12¢
‘ark 9/9/2025 12:34 PM|-- Journey, Stop 1h35m
Yark 9/10/2025 1:26 PM|- Journey, Idle, Stop '1h03m
‘ark 9/11/2025 1:05 PM|-- Journey, Idle, Stop 1h24m




Potential Operational Use
of Telemetry Data PO e N T 9 oy,
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Community Survey

 Conducted by ETC Institute in Winter and Spring of 2024

Surveys were mailed out to a random sample of residents
* QOutreach to ensure the validity for each Census Designated Place (CDP)

Collected 664 individual responses

Final result had a precision of +/- 3.80%b with a 95% confidence level
* Critical for the same level of precision for each CDP

e |Initial results

90% reported visiting a park in the past year (76% national average)

36% of the population participated in HARD programming (32% national
average)

/3% rated parks as being in good or excellent condition



Top Priorities

Top Priorities for Investment for Amenities Based on
Priority Investment Rating - Overall Results

Multi-purpose & nature trails
Open spaces/nature parks, preserve
Community garden

Outdoor community pool
Qutdoor fitness equipment
Picnic/shelter rentals

Off-leash dog areas/parks
Pavilions/BBQ areas
Amphitheater/outdoor stage
Splash pads

All-abilities playground
Playscapes & play features
Pickleball courts

Outdoor multiuse sport courts
Indoor gymnasiums

Foot golf/frisbee/disc golf course
Golf

Multi-use fields

Tennis courts

Indoor volleyball/basketball/futsal courts

Baseball fields/softball fields
Racquetball courts/handball courts

Cricket

ETC Institute (2024)

142

142

High Priority

(100+)

Medium Priority
(50-99)

Low Priority (0-50

Page 58

Top Priorities for Investment for Programs Based on
Priority Investment Rating - Overall Results

Community special events

Fitness & wellness programs

Art classes

Personal enrichment classes
Gardening classes, farm-to-table classes/events
Qutdoor programs

Senior programs, services, & resources
Environmental education & programs
Water fitness programs/lap swimming
Dance & music classes

Picnic, building, field, or gym rentals
Performing arts programs

After school programs

Out-of-school camps

Carpentry programs & classes

Youth learn to swim programs
Pickleball lessons & leagues

Youth special interest classes

Birthday parties

Golf lessons/clinics

Gymnastics

Recreation/competitive swim team
Driving range/9-hole golf course
Youth art programs

Programs for people with special needs
Adult basketball/volleyball programs
Pre-K

Youth soccer programs

Teen programming

Leadership programs & classes

Youth baseball/softball programs
Tennis lessons & leagues

Youth basketball/volleyball programs
Youth football programs

ETC Institute (2024)

147

(100+)

Medium Priority
(50-99)

151 High Priority

Page 49




ActiveNet

Registered Users - H.A.R.D. Programming

45,000.00

39,855.00

40,000.00

34,494.00

35,000.00

30,284.00

30,000.00

26,135.00

25,000.00

20,000.00 18,649.00

15,000.00
10,000.00

5,000.00 2,739.00
1,519.00

Registrations

m2018-2019 ®2019-2020 m2020-2021 m2021-2022 m2022-2023 m2023-2024 m2024-2025



Needs Assessment

* Survey + H.A.R.D. Strategic Plan + Mission +
Vision/Values = H.A.R.D. Recreation Needs
Assessment

* Used survey results, stakeholder interviews,
workshops, and staff interviews
* Provided an outline plan for the future

* |dentified Future Challenges (5-10-year time
horizon)

* Long-term vision for HARD (15-year time
horizon)

e Recommendations:

* Equitable and sustainable park and recreation
investment strategy

* Prioritizing the rehabilitation of current parks,
2024 S "
facilities, and amenities

RECREATION NEEDS * Enhanced community engagement
ASSESSMENT « Diverse recreation programming




Placer.ai

Placer.ai uses cell phone tracking
data to provide estimates of park
and facility usage

e Can review visitor trends for all
parks, individual parks, and
special events

* Track year-over-year changes in
visitors, as it relates to:
* |[nvestments

* |Increased community
events

 |[Increased or decreased
maintenance scores

Placer.ai
-11/23-10/24

Park Users

4,0 - 440
[ ] 450 - 1400
[ ] 1500 - 3000
[ ] 3100 - 5600
[ 5700 - 8700
I 8800 - 12000
B 13000 - 17000
I 18000 - 25000
I 26000 - 41000

armin, SdfC(j‘)‘l"ilL)\h, GooTeLhnbiogles)‘ Inc,

apagement, EIPA‘\NP-Sl!ySDA, USFWS, Esri,

{ NASA NGA, USGS, FEMA
b/




Visits Trend

Downtown Street Festival
Main St, Hayward, CA
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aK

3K

2K

Jun01  Jun07  Juni3

Jun 19

Daily | V

s | Jun

st, 2025 - Aug 31st, 2025
Data provided by Placer Labs Inc. (www.placer.ai)

I Downtown Street Festival

fain St, Hayward, CA

owntown Street Festival / Main St, Hayward, CA

Prior
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Post
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Main St, Hayward, CA

Haywiard Center
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Foot-Traffic
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Visitor Journey - Routes

I Downtown Street Festival

# of Visits
|, oo 18K - 46K
281.9-669.4 [ 4.6K- 10k

Aug24  Aug 30

Ashland

tro Valley
San Lorenzo
Cherryland Earview
Hayward
" won | ©Mapbox i Ope
Visit Duration
Downtown Street Festival
Main St, Hayward, CA
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> K
B} I I I l I
. &
<5 5-9 10-14 15-29 30-44 45-59 60-74 75-89 90-104 105-119 120-134 135-149 >150
Minutes
Visits | jun 1st, 2025 - Aug 31st, 2025
Data provided by Placer Labs inc. (W placer.al)

Visitors By Origin

# of Visits

Zip Code

Ethnicity

I Downtown Street Festival

Main St, Hayward, CA
100%
80%
60%

0%

20% - 10.6%
w =

White Black
*Demographics are based on a True Trade Area

Jun 1st, 2025 - Aug 31st, 2025
Data provided by Placer Labs Inc. (www.placer.ai)

Hispanic or
Latino

capturing 70% of visits

Visits (% of Total)

£ - i

American Indian Asian Native Hawaiian
and Alaska and Other
Native

Pacific Islander

Data source: Census 2023

© OpenStreetMap © Maxar

Other

Specific Participant Tracking

Hayward Downtown Street Festival







Conclusion

|/t has all worked together to
Improve our effectiveness,
credibility and stature within our
community.



Thank You

James Wheeler
General Manager

Hayward Area Recreation and Park District
1099 E Street

Hayward, CA 94541

whej@haywardrec.org 510-881-6710



mailto:whej@haywardrec.org
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