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CHAPTER ONE - EXECUTIVE SUMMARY
1.1 PLAN GOALS AND OBJECTIVES

Based on the initial discussions and expectations of city staff, the following are the key goals and
objectives that served as guiding principles throughout the planning process.

To identify needs based on current gaps and future trends
To develop priorities based on community values of Carlsbad residents
To provide a guide for balanced program, facility and amenity offerings
To develop measurable strategies to achieve goals and recommendations
To focus on an operationally sustainable approach for Carlsbad

1.2 COMMUNITY INPUT

From Feb. 19-20, 2013, the PROS team conducted 10 interviews, seven focus groups and stakeholder
meetings, and two public forums. The feedback received is crucial in understanding the community's
opinions on parks, facility and program needs, and establishing the vision for the future.

1.2.1 STRENGTHS
Variety of affordable program offerings for all ages
Number of parks and quality maintenance of parks and facilities
Level of appreciation for staff was very high

1.2.2 OPPORTUNITIES FOR IMPROVEMENT
Engage and unite members of the community
Interpret and preserve the rich history of the City of Carlsbad
Parks and facility needs
o Revenue generating and operationally sustainable facilities
o More multipurpose, multigenerational recreational facilities
o More gym space and additional sports fields
o Outdoor adventure park

Programming for active adults and seniors, outdoor programs, educational programs, and
nontraditional programming is important
Partnerships with local schools, healthcare industry, corporations, and nonprofit organizations
should be pursued. A greater focus must be placed on aligning marketing resources with key

be aware of them

1.2.3 MOST IMPORTANT THINGS
Updated action plan that provides clear direction for the future and takes into consideration
demographic needs and is adaptable to changing trends
Develop indoor multipurpose, multigenerational community recreation spaces
Add more sports fields and gym space
Develop more places like Leo Carrillo Ranch and the community gardens
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Focus on staff training and development

1.3 SURVEY RESULTS

1.3.1 METHODOLOGY
A statistically reliable survey was designed and distributed to 1,600 households throughout the City of
Carlsbad.  The survey was developed in conjunction with city staff and was administered in April-May
2013 by a combination of mail and phone.  The goal to obtain 325 completed surveys was accomplished,
with 386 surveys having been completed.  The results of the random sample of 386 households have a
95 percent level of confidence with a margin of error of at least +/- 5.4 percent.

1.3.2 KEY FINDINGS
Visitation to parks, facilities and sports fields is at or slightly higher than average at 86 percent
(national average 80 percent-85 percent).
o From those who have visited city parks & recreation facilities, the frequency of visitation

is high (65 percent of users have visited at least once a month).
Recreation program and activity participation is above average at 38 percent (national average
is 30 percent).
o Recreation programs and activities were rated high in program quality (88 percent rated

the overall quality of the programs/activities as either excellent or above average only
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one percent rated them poor). These percentages reflect best practice numbers
nationwide.

Most frequently mentioned service providers for indoor and outdoor recreation and sports
activities are private clubs (36 percent), school programs/activities (30 percent), HOA facilities
(24 percent) and private youth sports leagues (22 percent).
Facilities and amenities with the highest percentage of unmet need (50 percent or more)
include: adventure facility (83 percent), BMX park (78 percent), Amphitheater (77 percent), and
teen center (74 percent).
Most important facilities to those surveyed were family picnic areas (29 percent), playground
equipment (22 percent), outdoor swimming pools (22 percent), and off leash dog parks (20
percent).  It should also be noted that respondents selected youth multipurpose fields at the
highest percentage as their first choice as the most important park/facility to their household.
Programs with the highest percentage of unmet need (50 percent or more) include: dog training
(83 percent), culinary arts (83 percent), unstructured indoor play (76 percent), and outdoor
skills/adventure programs (75 percent).
The survey results indicate that aquatics (25 percent), adult fitness and wellness (24 percent),
city sponsored special events (19 percent) and culinary arts (16 percent) were the most
important programs to those that responded.  It should also be noted that aquatics had the
highest percentage of respondents select it as their first choice as the most important program
to their household.
The reasons preventing the highest percentage of households from using city parks, facilities

percent
percent 13 percent).
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important parks & recreation facilities the city could improve or expand on are family picnic
areas (67 percent), playground equipment (65 percent), outdoor swimming pools (63 percent),
youth multipurpose fields (63 percent), and adult multipurpose fields (59 percent).
Seventy-eight percent of households are very satisfied (21 percent), satisfied (34 percent), or
somewhat satisfied (23 percent) with the overall value they receive from city offerings.  Only six
percent of households are either somewhat dissatisfied or dissatisfied. These are above average
numbers when compared with national averages.
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1.4 COMMUNITY PROFILE

The demographic analysis utilizes data obtained from San Diego Association of Governments (SANDAG)
and Environmental Systems Research Institute, Inc. (ESRI), the largest research and development
organization dedicated to Geographical Information Systems (GIS) and specializing in population
projections and market trends.  All data was acquired in 2013, and reflects the actual numbers as
reported in the 2000 and 2010 Census and estimates for 2012 and 2017 as obtained by ESRI.  The City of
Carlsbad geographic boundary was utilized as the demographic analysis boundary.  All projections
should be utilized with the understanding that unforeseen circumstances during or after the time of the
projections could have a significant bearing on the validity of the final projections.

1.4.1 TOTAL POPULATION
The City of Carlsbad has experienced rapid growth in recent years.  From 2000 to 2010, the total
population experienced a sizeable increase of 34.6 percent, and is expected to continue to grow over
the next five years. Based on predictions through 2018, the city is expected to have approximately
118,241 residents living within 44,087 households.
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1.4.2 AGE SEGMENT
Overall, the city's population age
segments exhibits a consistent age
distribution over time. Currently the
largest segment by population is the
35-54 with 30.6 percent and the
smallest is the 18-34 population with
18.2 percent which indicates a large
range of variation between all the age
groups.  In the next five years, the
55+ segment will grow to comprise
nearly 30 percent of the total
population, making it the single
largest age segment by 2017.  Based
on the 2010 census figures, the
median age was 40.5 years.

1.4.3 HOUSEHOLDS AND INCOME
Income characteristics certainly exhibit growth trends.  The median household income was $65,172 in
2000 and is projected to continually increase to $102,211 by 2017.  The per capita income is also
projected to increase from $34,863 in 2000 to $51,661 by 2017.

Based on the 2012 estimate, the median household income in the City of Carlsbad is $94,436, and its per
capita income is $44,732.
the state and national income averages.

1.5 SITE/FACILITY ASSESSMENT

The PROS team visited 39 park & recreation sites that included the following:

Aviara Community Park
Aviara Oaks School Fields (via joint use agreement)
Buena Vista Elementary Access Path (via joint use agreement)
Buena Vista Elementary Field (via joint use agreement)
Buena Vista Lagoon Observation Area
Cadencia Park
Calavera Hills Community Park
Calavera Hills Trailhead
Cannon Park
Car Country Park
Carlsbad High School Tennis Courts (via joint use agreement)
Chase Field
El Fuerte Park (via joint use agreement)
Harding Community Center
Harold Smerdu Community Garden
Hidden Canyon Community Park
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Holiday Park
Hosp Grove Park
Hosp Grove Rotary Trailhead
Hosp Grove Wickham Way Trailhead
Jefferson Elementary Field (via joint use agreement)
La Costa Canyon Park
La Costa Heights School Fields (via joint use agreement)
Laguna Riviera Park
Leo Carrillo Ranch Historic Park
Magee House and Park
Magnolia Elementary Field (via joint use agreement)
Maxton Brown Park
Monroe Street Pool
Oak Park
Ocean Street Sculpture Park
Pine Avenue Park
Pio Pico Park
Poinsettia Community Park
Senior Center
Skate Park
Stagecoach Community Park
Valley Middle School Fields (via joint use agreement)
Zone 5 Park

During each site visit, the PROS team made observations regarding park access, visual and
aesthetic appeal as well as safety and maintenance standards.

1.5.1 STRENGTHS
Variety of park experiences throughout city park system
General park maintenance
Clean and safe parks
Abundance of amenities
High levels of use
Some parks have synthetic turf that allows for heavier use
Overall consistent city branding and signs

1.5.2 OPPORTUNITIES FOR IMPROVEMENT
Some sites lack concrete or asphalt walks and fail to meet disabled access requirements (Pio
Pico Park, Community Garden, Hosp Grove Park, Buena Vista Elementary Fields, Jefferson
Elementary Field, Oak Park, Zone 5 Park, Hosp Grove Rotary Trailhead, El Fuerte Park, and La
Costa Heights School Fields)
Many school field sites lack adequate number of trash cans, benches, drinking fountains, tables,
and parking
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1.6 PROGRAM ASSESSMENT

The PROS team worked with staff to prepare the program assessment matrix.  Staff selected core
program areas which were assessed through using the PROS program matrix templates provided to the
staff.
demographics, and trends nationwide.

The areas assessed include:

Youth sports
Aquatic programs
Camps
Fitness
Historical
50+
Adult sports
Triathlon
Rentals
Special events
Specialty (early childhood, music, crafts, science math, various art mediums, and teen
programming)
Swim lessons
Preschool

1.6.1 STRENGTHS
Good diversity in types of program offerings and special events
High participation numbers in most program areas
High quality program offerings throughout
Good value for money for program offerings
Successful use of volunteers for several programs
Wide variety of program promotions and customer feedback mechanisms utilized

1.6.2 OPPORTUNITIES FOR IMPROVEMENT
Program lifecycles, with limited programs in the introduction stage, show a limited innovation
pipeline for new programs
Age segments served by existing programming not aligned with community demographics (i.e.
too many programs focused on youth in comparison to aging community demographics
Limited earned income generated from existing programs and events
Program classifications currently favors a higher level of city contribution
Institute additional performance metrics and standards that include tracking customer retention
rates, marketing return on investment for individual mediums, etc.
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1.7 FACILITY/AMENITY AND PROGRAM PRIORITY RANKINGS

The purpose of the facility/amenity and program priority rankings is to provide an ordered list of
facility/amenity needs and recreation program needs for the community served by the department.
This rankings model evaluated both quantitative and qualitative data.  Quantitative datum includes the
statistically reliable community survey, which asked Carlsbad residents to list unmet needs and rank
their importance.  Qualitative datum includes resident feedback obtained through community input and
demographics and trends.  This scoring system considers the following:

Community survey
o Unmet needs for facilities and recreation programs
o Importance ranking for facilities

Consultant evaluation
o

survey results, demographics, trends, facility and program assessment, levels of service
and overall community input.

The weighted scores were as follows:

60 percent from the statistically reliable community survey results
40 percent from consultant evaluation using demographic and trends data, community focus
groups and public meetings, and levels of service.

The combined total of the weighted scores is the total score based on which the facility/amenity and
program priority is determined.
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1.7.1 FACILITY/AMENITY PRIORITY RANKINGS
The top five facility and amenity priorities as determined by the community were family picnic areas,
outdoor swimming pools, botanical or ornamental gardens, community gardens, and off leash dog
parks.
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1.7.2 PROGRAM PRIORITY RANKINGS
The top five program priorities as determined by the community were adult fitness and wellness
programs, culinary arts programs, aquatics programming, adult sports programs, and cultural arts
programs.

Carlsbad
Program Priority Rankings

Overall
Ranking

Adult fitness and wellness programs 1
Culinary arts (cooking, baking, etc.) 2
Aquatics programming (swim lessons, recreation/lap
swim, competitive training, etc.) 3
Adult sports programs 4
Cultural arts programs 5
City sponsored special  events 6
Dancing 7
Outdoor ski lls / adventure programs 8
Youth sports programs 9
Senior programs 10
Dog training 11
Tennis programs 12
Environmental education programs 13
Youth summer camp programs 14
Youth fitness and wellness programs 15
Preschool programs 16
Teen programs 17
Unstructured indoor play 18
Before and after school programs 19
Martial  arts programs 20
Gymnastics and tumbling programs 21
Programs for individuals with disabil ities 22
Full service party planning 23
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1.8 VISION, MISSION AND ACTION STRATEGIES

In keepi world class
city, parks & recreation staff along with PROS Consulting thought it would be appropriate to update the
d and align them with the c
consulting team collaborated to update the vision and mission that will guide future action.

These were developed by keeping staff and community values first and foremost in mind and then
building the key goals to help ensure accountability and performance measurement.

1.8.1 VISION
To strengthen community connectivity through world class offerings and exceptional customer service.

1.8.2 MISSION STATEMENT
To promote community health and wellness while building a culture that embraces change and
continuous improvement.

1.8.3 KEY GOALS
Meet the underserved needs of the community
Build an entrepreneurial focus that supplements city contribution
Train and empower staff to deliver world class offerings and exceptional customer service
Provide opportunities that promote health and wellness and active lifestyles
Develop a departmental culture that embraces change and promotes continuous improvement
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1.8.4 BIG IDEAS
The big ideas are driven by the philosophy that programs determine facility design.  In essence, the
philosophy indicates that world class agencies identify true program needs and then develop spaces to
optimally address those needs.  Thus, based on the program priority rankings that consider community
values, l the following are the two big ideas for facility/spaces that
Carlsbad may pursue to strengthen community connectivity and promote health and wellness.
Big Idea # 1: Multiuse, multigenerational community recreation center
These types of facilities could include a variety of multigenerational spaces covering the gamut of
programming needs from fitness and wellness, culinary arts, before and after school programs, dance,
senior programs, cultural arts and special events, etc.  These types of programs also lend themselves
well to partnership models with public, private or nonprofit providers for design, development and
operation. These include a variety of amenities ranging from gyms and exercise rooms to fitness spaces
for classes (yoga, tai chi) or specialized activities such as spinning, indoor walking biking tracks, arts and
crafts classes or performing arts spaces, large rental spaces with cooking facilities to serve the rentals or
for culinary classes etc.  In a nutshell, they truly offer a multigenerational and multiuse experience.
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Big Idea # 2: Outdoor Adventure Activity Park
Outdoor adventure facilities could include a variety of programming needs from fitness and wellness,
adventure and environmental education programs, youth summer camps, and special events. These
types of spaces could include options from mountain biking/dirt biking, rock or wall climbing, zip lines
and canopy tours, interpretive education opportunities, ropes courses, outdoor events space or an
amphitheater, mud or artificial obstacle courses, etc.

With a community that loves and appreciates outdoor recreation and a large corporate presence
seeking outdoor teambuilding activities, this type of facility could serve a wide variety of individual and
group outdoor recreation needs in the community while potentially becoming a regional and national
destination.  This type of facility also lends itself well to partnership models with public, private or
nonprofit providers for design, development and operation.
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1.8.5 KEY ACTION ITEMS
A component of the needs assessment work scope was to identify system wide community needs and
vision.  The consulting team recognizes the existence of individual future master planned facilities but
believes in best practice principles that suggest individual facilities should be analyzed via a feasibility
study for each future master planned site. For example, should the center court and pro shop be
constructed at Poinsettia Park per the master plan? The data derived from this report does not focus on

courts not a center court or a pro shop.  Thus, a feasibility study should be conducted to determine if
the previously determined uses are still relevant and needed or to identify other more current potential
uses.

Further, park master plans call for the development of three additional approximately 20,000 sq. ft.
community centers similar to Stagecoach Park and Calavera Hills Community Park. The data derived
from the report does support and identify the need for additional indoor recreation space. However,

that one large multigenerational recreation facility (built based on gaps
identified through equity mapping) is a more financially and operationally sustainable as well as
partnership friendly approach.

Based on these findings we recommend completion of a feasibility study on the two big ideas before
proceeding with implementing any individual master plans.

Short term action items (0-3 years)

Complete a feasibility study/business plan on the potential for programming, partnering and
operational success for an indoor, multipurpose, multigenerational community center. If
feasible, commence development within the said timeframe

Complete a feasibility study/business plan on the potential for programming, partnering and
operational success for an outdoor adventure activity park

Update master plans for future facilities to ensure amenities are consistent with the community
vision as identified in the needs assessment

Modify two existing tennis courts in well served areas to accommodate outdoor pickleball
courts as determined by the equity mapping

Design and develop the entryway to Calavera Hills Community Park

Complete the development of one additional community garden at Calavera Hills Community
Park

Establish a department specific sponsorship policy to reflect new goals and vision

Complete cost of service model to assign percentage of contribution and cost recovery goals for
all program areas

Train staff on cost of service, revenue generation and pricing based on the updated service
classifications and expected level of contribution

Communicate to user groups, end users, and decision makers the actual cost to operate and
maintain parks & recreation facilities
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Develop strategies to increase awareness and participation rates of program offerings

Develop a customer service manual and training program for full and part time staff

Restructure and expand identified core program areas for fitness and wellness, outdoor
adventure programs, environmental education, culinary arts and dining

Midterm action items (4-5 years)

If found feasible, commence development of an outdoor adventure activity park

Create a plan to identify an additional dog park

Tie in all future park and facility development with the trails plan to ensure greater community
connectivity within the system

Update the needs assessment for the next five years to ensure relevance and concurrency with
existing conditions and population in Carlsbad

Ongoing action items

Aligned with the General Plan, continue expanding to meet the growing/changing park, facility,
program and special event needs of the community

Continue transformation of organizational culture and pricing strategies based on updated
service classification

Establish system wide service delivery standards to create consistency in program delivery, look
and feel, as well as to focus on enhanced offerings and exceeding customer expectations

Continue to expand department wide performance metrics to track efficiency and demonstrate
progress (e.g. customer retention rates, customer satisfaction rates, percentage of earned
income generated, percentage of strategies and tactics accomplished, etc.)

Establish performance measures and track marketing efforts against those measures to ensure
resource allocation is aligned with effectiveness and department priorities

Update the program lifecycle matrix to ensure a good balance between reducing programs in
the decline stage and adding new programs in the introduction stage

Evaluate business model at Alga Norte Community Park, and consider implementing the
business model for select parks and facilities

Focus on program innovation by tracking and updating lifecycles trend data using sources such
as American Sports Data, Sporting Good Manufacturer's Association, Outdoor Recreation
Participation Trends Report, etc.

Develop an earned income strategy to capture new revenue through nontraditional means such
as sponsorship, naming rights, crowd funding, etc.
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1.9 CONCLUSION

In summary, the department has done an excellent job in providing high quality parks and recreation
xpectations for world class experiences.  This needs

assessment and action plan outlines a community values driven approach that is realistic but ambitious.
Success will require a partnership driven approach and a willingness to continue embracing an
entrepreneurial mindset, all while keeping the community and its values in mind.

The five year plan provides staff with short term, midterm and ongoing recommendations for day to day
operational tactics as well as two signature ideas that usher in an even higher level of customer
experience and reinforce class city that drives connectivity and enhances
quality of life for its current and future residents.


