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EXECUTIVE SUMMARY

The Village of Pinecrest Department of Parks & Recreation is a municipal recreation
department that provides comprehensive year round sports and recreation programs
for all ages. The department operates and maintains the Pinecrest Community
Center, as well as seven community parks, offering a wealth of indoor and outdoor
fun, including playgrounds, tennis and basketball courts, walking trails, athletic fields,
green spaces, and recreational and leisure programming. Through these programs
and facilities, the department enhances the overall quality of life for all citizens of
Pinecrest.

The mission of this marketing plan is to develop a strategy to enhance public
awareness about the community center through a comprehensive marketing
campaign that will result in increased revenues in the form of new and renewed
memberships at the gym and increase participation in classes, programs, and events.
Each strategy outlined in this report is supported by a tactical plan for execution.

The Community Center revenues are made up of three categories, gym memberships,
classes and other. Other includes revenues derived from concessions, room rentals,
and sponsorships. These areas service all age groups. The membership revenues
include approximately $300,000 in fees, as well as approximately $685,000 from
fitness specific classes. When profitability was calculated (subtracting contractor fees
from classes and the contracted fees to manage the gym) the gym generated just
short of $200,000 and classes generated $165,000.

The Community Center is approximately ten years old and is currently undergoing a
renovation, which includes improvements to the gym as well as plans to add a café
an indoor playground, and outdoor playground. The renovation is underway and
scheduled to be completed by spring of 2018.

PARKS AND RECREATION DEPARTMENT OVERVIEW

Mission
Creating lifelong memories for all ages within safe and well-maintained facilities
through quality customer service and dedication.

Vision
Play today, remember forever. 4
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Organizational Goals

1. Enhance the overall quality of life for individuals through programs, facilities,
and special events

2. Promote wellness and awareness through programs and offerings

3. Promote the vision of the Village Council by serving efficiently and effectively
in the eyes of the public

4. Increase retention of community center members, users and grow new users

5. Optimize utilization of usable recreation space

6. Program recreation for all ages

Marketing Plan Goals

1. Increase awareness and promote services, programs, events, and facilities and
measure all efforts
2. Increase revenues at the Community Center to break even or become

profitable by increasing utilization by five percent for the next two years and
incorporate competitive pricing into the top 20 programs
3. Optimize utilization of unusable recreation space at all facilities.

Community Center Programs

The Pinecrest Community Center provides a focal point for the community to meet
and participate in personal enrichment programs. The state-of-the-art gym provides
members with an opportunity to stay in shape with weight training programs,
functional core training, high and low cardio-vascular exercises, dance, spinning and
many other fitness programs.

The center offers a myriad of enrichment programs for children and adults with
more than 37,000 in attendance per year. The center has two coordinators, one
who programs classes, programs and events, and one who programs classes and
events for senior citizens. Seniors partake in health and wellness screenings, fitness
classes, lectures, tours, and play dominoes, bridge, and other games. The center
also provides programs for infants and toddlers including Mommy & Me classes
and preschool art sessions. The opportunities are thorough: Judo, Tai Chi, Sports
Conditioning, Boot Camp training, Yoga, Fencing, Family and Stroller Fitness, SAT
Preparation, Chinese 101, and many lecture series. Programming for special events
at the community center include: Daddy Daughter Dance, Senior Health Fair, Senior
Holiday Party, Bike Day and Senior Mobility Fair.
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Organizational Chart

Village of Pinecrest
Parks and Recreation Department
Organizational Chart
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ANALYSIS

The operational analysis includes the findings and reviews for Situational Analysis,
Sales by Service, Competitive Analysis, Customer Experience, Market Segmentation,
Demographics, Channel Review, Pricing, Industry Trends Advertising, and Public
Relations.

Situational Analysis
Internal Analysis
1. Strengths

a. Facilities and Customer Experience — Organization can attract consumers
from all demographics. The facilities are lovely and well maintained. The
one-on-one customer experiences are positive, and some team members
are bilingual meeting the communication needs of most users.

b. Staff Continuity — The departmental staff, has been working together for
over eight years and play off of each other’s strengths. This continuity leads
to well-planned, highly organized programs and events.

c. A positive relationship with the community — The department has an
extremely close relationship with the surrounding community. They
have constant face-to-face contact with the market they serve and have

6
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testimonials to support its efforts.

d. Program/Event Sponsorships — The programming is vast and touches all
demographics. The department possesses a large number of sponsorships
from individuals and businesses in the community, which in turn enables
the offering of top programs and events.

e. Community Input — The Parks and Recreation Department administers
a user survey to monitor the success of the programs at the community
center being offered and to solicit input on the types of programs/activities
the public would like to see incorporated into the program offerings.

f. MindBody over RecTrac — Users requested classes be listed on the
MindBody application. This transition has resulted in fewer registration
related errors, comfortable class size management and transparency for
payments.

2. Weaknesses

a. Lack of Marketing Direction and Team Work — The Community Center has
no formal plan in place that would allow the team to streamline efforts
and maximize results. Fitness program registrations may be cyclical,
and a campaign to drive results is suggested. An editorial calendar may
be utilized to assist the recreation staff and communication team. Both
departments would welcome a more formal partnership that should include
a more comprehensive strategy along with regular production meetings.

b. Customer Buying Experience — Registering online or from a web search is
very difficult. The way the process is structured leads to extra steps that
are cumbersome and not necessary often resulting in lost or unregistered
participants. MindBody is easy to use and convenient, but does not link
with RecTrac that makes program and revenue tracking difficult to manage.
In addition, there are no linked search features on the Village calendar,
leading to a poor buyer experience. Three examples have been included to
demonstrate later in the report.

c. Vendor Relations — Some classes are not profitable, and the reconciling of
payments to instructors takes staff more than 8 hours every two weeks.
Many of the vendors and instructors would like more marketing support by
the Village to support the programs and increase users.

d. Inconsistent naming of facilities is confusing — Recreation Center,
Community Center, Wellness Center is used inconsistently on the website,
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calendars, and the buyer has many opportunities for confusion regarding
the wellness/fitness center name, brand, and location, specifically what
happens there, the name, signage, and function.

External Environmental Analysis
3. Opportunities

a. Youth Advisory Council (YAC) — The council would be able to offer feedback
on the past and upcoming programs, from a teen perspective.

b. Contractor Branding — Most vendors advertise their business brand and not
the Community Center brand. Examples include dance, camps, fitness and
sports teams. Consider developing a partnership with vendors that includes
cooperative branding and co-marketing.

c. New Trends — 1. The senior population is growing. 2. Many residents
support environmental issues such as recycling and use of new
technologies.

4. Threats
a. Sedentary Youth — National studies have shown today’s youth are an
inactive, sedentary group. This group would rather rest on a couch and play
video games than be active and participate in a physical program.
b. Competing Organizations — Other local organizations, offering facilities and
resources that duplicate efforts or offer alternatives are competitors.

Sales by Service Analysis

The Community Center revenue is broken down into three categories; Other, Classes
and Memberships. The graphs below feature the actual numbers by category,
followed by a graph with the percentages. The class revenues include camps, non-
member classes and member class registration.

8
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1. Community Center Revenue

Program Revenue (FY2016)

Other $27,024
Classes $684,834
Membership $298,106
$1,009,964
Program Revenue FY2016
3%
w Other
i Classes
- Membership
Program Revenue FY2016
m $27,024
[ ]
$298,106 = Other
> u Classes
4 - Membership
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2. Program Profitability

The profitability for classes was calculated by subtracting the contractual
costs from the revenues generated for each service center. The revenue was
then divided by the profit, making the profit 24%. Notably less than the 30%
expected outlined in the contrator’s agreement.

The gym membership profit was calculated by subtracting the $92,000 gym
vendor contract from the revenues.

Below is also a graph demonstrating that classes make up only 44% of the
profit of all the services, while the gym memberships generate 53% of the
profitability. Therefore, Community Center memberships should be the focus
of marketing efforts, followed by classes and then other.

3. Profitability by Program

Other S11,446
Classes $164,360
Membership $198,106

2.
V)
-
<
<
<
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Program Profits FY2016

3%

w Other

w Classes

- Membership

Program Profits FY2016
$11,446

w Other

u Classes

- Membership

4. Program Losses

A Mind Body report of classes and spinning classes for the period of October
1, 2016, to June 15, 2017, was reviewed. The report analyzed the fees
generated, the number of attendees per class and the average revenues

per class. There was a total of 1,778 classes, and 342 classes showed a loss,
meaning we paid out more to instructors than was collected from users for
20% of the classes. Assuming each class instructor was paid $40 or $60, the
total loss would be between $5,000 and $12,000. Included in the findings
and recommendations in this marketing plan is a suggestion for classes and a
guideline to be developed for evaluating classes quarterly and removing most
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N
-
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Z
<
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of the unprofitable classes. Support data is available for review if requested.

Competitive Analysis

This competitive analysis concentrated on the gym, as it is the largest profit center
for the Community Center. When determining which businesses to review they were
identified by a recommendation from the department staff and a web search as most
purchases start with a web search. Four competitors are listed below.

1. Red Zone - This business is located in Pinecrest and Coral Gables, it is a
woman only group personal training facility. They limit the classes to 21
people and include body composition analysis. They have three pricing
programs $108 per month for eight classes, Unlimited for $139 or 10 Pass
for $179.

2. Alper Jewish Community Center- This is an extensive facility that is located
in buildings in a campus setting. In addition to the school and preschool on
the site, there is also a large theater, art facilities, fitness center, outdoor
pool, tennis courts as well as a number of sports fields. The staff estimates
approximately 700 of their 4,000 members are from Pinecrest, 17.5%. The
monthly rate for an individual is $55.

3. South Dade Family YMCA- The “Y” has undergone extensive renovations. It
features a large fitness area, child watch room, youth and senior areas. The
fees are $85 for a household, $73 for a couple, S57 for an adult and $46 for
a senior membership.

4. Orange Theory- Located in Pinecrest offers interval training featuring cardio
and strength training with heart monitors for high-level training. Individual
sessions are $28. Monthly rates range from $69 to $169 a month per
person.

If an additional competitive analysis were to be completed for specific programs as
opposed to facilities, there are numerous dance, yoga and martial arts studios in the
area for the comparison.

Customer Experience
The customer experience is critical for attracting and keeping users at the Community
Center. There are six steps in the buyers experience:

1. Need, Want, Problem

2. Awareness

12
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Knowledge
Selection
Buy

Value

o v kAW

For existing customers utilizing the facilities and programs, the experience is very
positive, as they are aware of the programs and facilities. Based on the results of
the 2016 Citizen Survey, approximately 9% of respondents felt that the amount of
information provided by the Village was lacking. This is a low percentage and very
positive.

When the customer experience was documented, the results were not as positive.
Locating the Pinecrest Community Center both physically and online is challenging.
Signage is limited and not easily viewable from the road. In fact, the Pinecrest
Gardens signage on a main road has no indication that the Pinecrest Community
Center is adjacent. When searching online, it is difficult to locate Pinecrest Parks and
Recreation Department without multiple clicks. Cumbersome online searches have a
high abandonment rate leading to a poor registration experience.

The Community Center staff hears from new users, “I've lived here for years and
didn’t know you were located here.” Improving community awareness should be

high priority. The lack of awareness of the facility and programs should be easy to

fix as the Village has all the resources to educate prospective customers. The second
awareness challenge is a very poor online search experience. Priority should be given
to correcting and improving the registration process by decreasing clicks.

Because multiple names and branding are used, there is confusion locating the site.
What is it? Community Center, Wellness Center, Gym, Recreation Center. On the
website, it is called a Wellness Center and in print, it is often referred to as a fitness
center. Most people know what a fitness center or gym is. Most people do not
know what a wellness center is and there is no clear name/ location identifying the
Pinecrest Community Center that includes a fitness center/gym but not necessarily a
wellness center. More confusion occurs in the wellness center that is also called the
gym and branded by the contractor’s name Fitness Solutions. In the May edition of
the Pinecrest Sun, the wellness center is listed, but there are no details about joining
the wellness center that is also in the Community Center and managed by Fitness

13
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Solutions, which appear to be uncoordinated, and often-individualized marketing
efforts. Additionally, in print advertising and marketing, there is missing information
like the address of the Community Center, pricing for the memberships, and a direct
phone number. On the Village website, users are directed to the main village phone
number.

There is some confusion on website and printed materials regarding the Community
Centers brand. Here are some examples:

Community Center Website

PINECREST

COMMUNITY CENTER

PARKS AND RECREATION DEPARTMENT

Community Center Facebook Page, Company Shirts, Name Tags, Printed Forms for
Registration

PINECREST

PARKS & RECREATION

Classes and Registration online

Village of

PINECREST

E: L. & K Gl

ANALYSIS
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Park Facility Rentals

Village of Pinecrest
Coral Pine Park

-

Fitness Solutions in the Community Center

D Wi

P D rItness

solutions«

Market Segmentation

Market segmentation is the process of dividing a broad consumer market, normally
consisting of existing and potential customers, into sub-groups of consumers (known
as segments) based on some shared characteristics.

The market segmentation for Village of Pinecrest has been identified by age range
and residency of Pinecrest. The age ranges are (Youth) 17 years and under, (Adult)
19 to 64 years old and (Senior) 65 years and older. Residency is defined as those
living in the Village of Pinecrest and non-residents defined as those living outside of
Pinecrest.
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Major market segmentation (2017)

(1)
Consumers c%;gi:i?;%;nd younger 2 7 .ll /0
Consurmers aged 18 to 35
24L.6%
Consumers aged 50 and older
A 27.2%
Consumers aged 35 to 50
T0t0| $30. Sbn SOURCE: WWW.IBISWORLD.COM

Above are national averages for industry segmentation.

When individuals have more leisure time, they can allocate more time toward their
fitness regimen, which spurs consumer demand for gym, classes, events, health and
fitness club memberships.

The emergence of the budget-conscious gym member has also considerably changed
the industry’s landscape. A growing preference for readily accessible, smaller gyms
with fewer amenities has benefited boutique gyms that cater to a local niche market.

As a whole, industry establishments are expected to grow at an annualized rate of
1.9%. Consumers who seek individualized fitness programs, specific fitness goals
or are uncomfortable exercising in larger gyms having particularly favored small-
scale gyms, which has boosted the number of industry locations over the period.
This demand is expected to spur employment growth, as personalized trainers
and superior customer service represent major points of competition for industry
operators.

Furthermore, the number of obese individuals in the United States is increasing.
According to a study by the Centers for Disease Control and Prevention, an estimated
42.0% of Americans will be considered obese by 2030.

According to national statistics personal trainers generate an estimated 12.1% of total

revenue. Typically, gym, health and fitness clubs offer private trainers for individuals
16
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or private groups. Over the next five years, demand for personal trainers is expected
to rise, driven by time-strapped consumers who want to achieve their fitness goals
quickly.

According to the Bureau of Labor Statistics, many gyms will focus on personal
training services, which are being demanded by an increasingly active baby boomer
population. For example, some gyms may offer personal training services to elderly
individuals who require fitness classes tailored to their injuries and illnesses (e.g.
chronic ailments such as arthritis).

Demand for services provided by the gym, health and fitness clubs industry is
determined by a number of factors, including household disposable income,
consumer confidence, leisure time availability, participation in recreation and sports,
seasonal conditions, attitudes toward health and fitness and the cost of services
relative to other recreation options. Household disposable income is particularly
relevant to industry demand, as the level of disposable income within a household
will determine the amount spent at fitness and recreational sports centers. As
discretionary spending rises, demand for gyms and fitness clubs typically increases.
Similarly, industry growth is impacted by consumer confidence, as an increase leads
to higher demand and willingness to spend on the industry’s services.

Demand for senior classes, clubs, and activities will be growing as the senior
population retires.

Segmenting the groups is important when developing the strategy to increase sales.
The easiest group of customers to influence is existing customers. Our goal is to
retain as many existing customers as possible followed by prospects.

Demographics

Per the U.S. Census Bureau data, the population of Pinecrest is 19,444 (July 2016).
There are 6,619 households and 77.4% are owner occupied. The average household
income is $128,966. It has a highly educated community with 95% being a high
school graduate and 65% having higher education. The population is 50% white and
41% Hispanic.

17
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Channel
The Village uses two sales channels online and direct sales.

Pricing

For the membership area of the business, there are more than ten different pricing
options. Studies show that fewer membership options generate better results. Most
demonstrate how a monthly fee on a reoccurring basis, with an easy cancellation, is
the most beneficial for the user and the center. After the user signs up the first time,
there is no annual paperwork.

Pricing for spinning and fitness classes were competitive with other fitness centers in
the area. The daily and ten pass fee are priced correctly.

Seniors in the free aerobic/stretching class were informally interviewed, and we
learned that many are willing to pay for more classes.

Contractors

Monthly reconciliation of contracts takes in excess of eight hours a month to process
the invoices. There are no standardization of agreements and some spinning classes
and some contractors are not profitable.

Advertising and Public Relations
The center utilizes the following advertising and public relations efforts for mass
media, new media, and other.

Mass media

1. Newspaper

2. Quarterly Magazines: Pinecrest Sun, The Florida Villager Magazine for
Pinecrest/Palmetto Bay/East Kendall and Coral Gables/South Miami
Direct Mail
Flyer and Posters at Village facilities
5. Community Newspapers: Pinecrest Tribune, Miami Herald, Coral Gables,

Gazette, Cutler Bay, Kendall, Palmetto Bay, South Miami

6. Flyers distributed at the schools

Hw
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New media
1. Website
2. Social media on Twitter, Facebook, and Instagram Campaigns
3. E-News
4. Search Engine Optimization (SEO)

Public relations
1. Press releases

2. Village wide events
3. Sponsored events

Other

Cross promotion with other departments
E-News

Branding on all vehicles

Logos on staff shirts

Banners on US-1 (for larger events)
E-News (internal publication)

oukwnNE

Industry

According to International Health, Racquet and Sportsclub Association (IHRSA) data,
the number of health club memberships in the United States grew at an annualized
rate of 3.3% between 2012 and 2015.

Some gym, health, and fitness clubs have appealed to consumers on the basis

of convenience by offering low-cost memberships with full operational hours.
Comparatively, niche studios have appealed to consumers by offering classes within
a community setting. Overall, memberships offered on a monthly basis with low
cancellation fees have fared well over the five-year period. These low commitment
options attract on-the-fence consumers and increase revenue from members who
would otherwise evade industry establishments.

Over the five years to 2022, many baby boomers are expected to sign up for health
club memberships, as they grow more health conscious due to their age and they
have more time to work out. Consequently, industry revenue is forecast to grow at an
annualized rate of 1.5% to $32.8 billion in the five-year period.

19
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The industry profit rate is 12%.

Industry at a Glance

Gym, Health & Fitness Clubs in 2017

Key Statistics Revenue Annual Growth 12-17 Annual Growth 17-22

30.5bn  2.1% 1.5%
$ 20N A% 2/
Profit Wages Businesses
$39bn  $10.4bn 97,646

Revenue vs. employment growth Time spent on leisure and sports
Fitness 8 5.40
International LLC g A

5.35 I\
5.30

% change
N o wN
hours per day per capita
W
N N
o w
\.._____

BST5]
Year 09 11 13 15 17 19 21 23 Year 08 10 12 14 16 18 20 22

M Revenue | Employment

Products and services segmentation (2017)

3.1% 1.9%
Time spent on 51% udﬁ.;:m 5P sarvices

leisure and sports Meals and beverages

Per capita disposable

income
Number of adults
aged 20 to 64 Perw‘lt.r%l.r]rzserwcs

Y|e|dun10yenr
Treasury note

SOURCE: WWW.IBISWORLD.COM

ANALYSIS
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Sector vs. Industry Costs

Average Costs of
all Industries in Industry Costs
sector (2017) (2017)

M profit

" Wages

M Purchases

¥ Depreciation
M Marketing

¥ Rent & Utilities
M Other

Percentage of revenue

SOURCE: WWW.IBISWORLD.COM
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RECOMMENDATIONS AND MARKETING PLAN

This marketing plan outlines three strategies and accompanying tools for executing
the marketing plan. Before the marketing plan can be implemented, the Community
Center team and Communications team need to meet, agree on the strategy and
work together to execute the plan. Each team has challenges driving the needed
results alone. Together, working as a team, they have the resources and expertise to
increase program participation and awareness. Suggest meeting bi-weekly following
to establish deliverables and documenting the results.

Programming Tools

All programming should start with the Program Planning Sheet. This will assist the
Community Center and Communications teams in developing the marketing plan,
pricing strategy, and profitability strategy for each program.

We recommend selecting six programs per quarter to highlight, starting with the six
most profitable operations because six is a manageable number.

Village of Pinecrest Program Planning Sheet

Program # Program Name

Instructor Room

Class Date Class Time
Class Start Date Class End Date
Class Description

Needs, Wants, Problems Demographics of Target Market
JAge Range:

Gender:

Other:

Other:

Competitive Analysis
Program Name Eee Better Different Other
Pinecrest Villagg

=

12
3
[4

Marketing

What is the "Pitch" to the User? (Headline for Ad) and
|Website [u] Needed Information
Pinecrest Sun [u]
Email Blast [m]
Newsletter [u}
SEO [u]
Cross Marketing [u}
Coupon [u]
Referral Prograr [u]
[u]
a
[u]
ju]

Bring a Friend Cost for Program
MindBody Prome # Enrolled to Break Even
Other: % Profit
Price
Retension Strategy and Marketing Efforts
22

Prepared by Verde Martin, Inc. www.verdemartin.com 402-305-6596 Ve rdemarti n®

sales acceleration

RECOMMENDATIONS



Village of

PINECREST

F- L. Q R | DA

Village of Pinecrest

All efforts should be measured monthly. Registration numbers, surveys, and
revenues will assess the effectiveness and success of the marketing plan. An
increased awareness of facilities and programs will be a bi-product of the marketing
efforts this will be accomplished through increased marketing efforts involving the
development of an online presence, use of several social media outlets, and the
distribution of printed materials and signage. Registration numbers along with
website hits and social media requests will be used to measure the effectiveness of
the efforts. Key Performance Indicators (KPI’s) are included on the editorial calendar.

Editorial Calendar
The next step is to add all marketing efforts to the editorial calendar so both teams
are clear of the marketing efforts, timeline, and responsible party for executing.

Pinecrest Community Center 2017 Editorial Calendar

COST RECOVERY
RETENTION
GROWTH

easure curre entaﬂenda nce, then Increase attendance by 5%

FACILITY UTILIZATION enter and Rec nCe ter:
|TEAM WORK ith the Communications Tea Recreation Team ar\d Execute Plan
ANALYZE ItgtPgamSh et, Develop Strategy, Execute Marl kth
QUARTER Q22017 Q32017
MONTH| SEPTEMBER OCTOBER NOVEMBER DECEMBER
WEEK 3 17] 8| 15| 22 5 12| 19 10) 17 24
BRAND

Review Brand Guide for Community Center

Implement brand guide on all Community Center and Village
marketing

Define Brand Strategy for the Community Center

Mon thly strategy meetings with Communications Team
Pinecrest Sun brand mmunif

Press releases and s

Review signage options and develop strategy
All class materials contain brand logo

Develop sponsorship strategy
Mad Mini ith bi

Execute and review user survey quarterly
Review and |n(egra(e mass media publications

PLANNING AND STRATEGY

Map out User Experience (online and direct)

Develop markeung plan to support goals and user experience
Measure retention rate for Membership

Draft list of us (6 Programs)

Develop promotions so people buy more (COKE example)

Cross market with other Village operations

Develop marketing strategy per program

Review Go ogl le Analytics monthly

Integrate coupon: etc. during slow periods of time
All ren ewed vendor agreement [s contain brand requirements

Bi-weekly email blast feature
o

s
Develop marketing campaign for new users

Coupon in Pinecrest Sun or mailing for new residents
Coupon or day pass on website for new users
Facebook Post

Cross sell with Membership

Cross sell with Botanical Garden

Cross sell with classes

Twitter post

Instagram Campaign

Integrate coupon: ons, etc. during slow periods of time
Review all classes and devel iminating all non-
profitable classeso T pay ose classes
Develop easier payment calculating process for instructors

Develop markeung campaign for cross selllng and new users
Assess class time and market to adults when at youth classes
Google post for Event

Google Post for Promotion

RECONIIVIENDATIONS
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Strategies

The strategies are:

1. Increase awareness and promote services, programs, events, and facility and
measure all efforts

2. Increase revenues at the Community Center to break even or become
profitable by increasing utilization by five percent for the next two years and
incorporate competitive pricing into the six programs per season

3. Optimize utilization of underused recreation space at village owned facilities.

Increased Awareness of Community Center
1. Develop a brand strategy and answer, “Who are we?”
a. Define the brand
b. Decide what logo to use and use it everywhere
2. Decide on a name for the Wellness Center (gym, fitness center, wellness
center, community center, recreation center) and be consistent in the usage
3. Develop a brand strategy with vendors for consistency
a. Decide if the vendor can use their logo, co-brand with the Community
Center, or use the Community Center logo
b. Decide if the vendor should co-brand Community Center on shirts and
marketing materials
c. Develop a Facebook Partnership (social media) with each vendor and
post on both sites (sharing)
. Encourage a partnership with vendors to market and cross market
classes. Define strategies, add to editorial calendar and execute
4. Maximize the E-News to recruit users to specific programs with good links for
registration and reduce the number of links if possible
5. The current system for requesting marketing support from the
communications team needs strengthening. This internal relationship is critical
to the success of the Parks & Recreation Department.
a. Review the marketing request form with the Community Center team
and the Communication Team
i. Define timelines
ii. Define accountability
iii. Define expectations
iv. Include a “request completed” communications tool
6. Review of Google Analytics Monthly and make changes to reach strategy goals

RECOMMENDATIONS
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7. Streamline and improve the customer experience at the Pinecrest Community
Center
a. Develop a unique link/site for Parks and Recreation with easily clickable
links to the Fitness Solutions/ gym/ wellness center page
b. For all programs, review the website strategies, eliminate steps (clicks)
and streamline the registration process
c. Create one master calendar for Parks and Recreation. Multiple calendars
listed on the Village website leads to more confusion
d. Improve signage in the building for classes and fitness center
e. Recommend a page for the gym be clarified in the quarterly Pinecrest
Sun and feature Memberships and classes
f. Recommend the pricing strategy be reviewed and reduced to three
options maximum per category or age
8. Marketing plan designed for the unveiling of Community Center following
construction (June 2018)

Increase Revenues
1. Review unprofitable classes quarterly and decide on attendance
requirements, drop classes if decided
2. Recruit classes or develop new classes that drive attendance
3. Develop retention strategies for classes
a. Develop strategies, promotions, and marketing efforts to support
each contractor
i. Two for one sale
i. Bring a friend promo
ii. Longer term purchase at a discount
4. Develop retention strategies for membership
5. Develop strategies to drive usage by season
a. Q1 heavy promotion
b. Q2 special pricing or incentives
c. Q3 multi-user passes when attendance is low
d. Cross selling incentive, personal training with membership
6. Remove steps for registration
a. Examine every step of the registration process and remove extra
steps
7. Quarterly efforts to recruit new members

RECOMMENDATIONS
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a. Summer sale
b. Christmas in July
c. New Year promotions
d. Black Friday Sale
8. Increase marketing efforts
a. Select a specific number of classes and develop a targeted marketing
strategy
b. Develop a program overview/brochure for the Center
9. E-news
a. Excellent communication but key information is missing in current
design
b. Ensure links work
c. Include promotions
10. Explore opportunities for external signage, sponsorship, themes at the
Community Center
a. Consider sharing banner space at the Botanical Gardens since the
Community Center is not visible because it is tucked behind the
Gardens
11. Define target markets and market to the target markets
12. Recommend a competitive analysis be documented annually for top
programs
13. Develop a marketing class for vendors on how to cross-market, market, etc.
and a partnership be established, so there are combined efforts to fill the
classes
14. If the class is not profitable after 90 days, the class needs to be reviewed
15. Develop promotions for users to buy more classes. Coke uses this practice
for selling multiple 12 packs of soda. You pay less when you buy more.
More quantity sales guarantee you will be drinking coke for a longer period
of time. The same could be said for classes. A quantity buy guarantees the
use the facilities and supports retention
16. Promotions and programming initiatives to increase usage during low
attended hours, or low attended and new classes
17. Streamline agreements
a. Add re-location distance to agreement
b. Develop easier payment process
18. Develop campaign to drive memberships

RECOMMENDATIONS
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Explore opportunities to utilize unused recreation space specifically in the parks
multipurpose rooms.
1. Consider relocating the Senior programs to one of the community parks
Recreation Center rooms
a. This would free up room space for additional classes and give the seniors
a “place” of their own.
b. Cooperative activities with other Senior Centers
c. A small monthly fee for the Senior programs may help recover some cost
for programs increase participation
d. Facility currently underutilized during the hours 12 - 3pm
e. A campaign to promote the gym for any non-user to a free day pass or
class
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Heather may check out a couple but she will
never learn of the Community Center Wellness L e I
Center because it is not listed. e o B

Online Search for Gym
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Meet Heather. She lives near Pinecrest and is looking to
start a physical fitness program. She did an online search
looking at gyms. 80% of most purchases start with a

search.
GO gle gyms near pinecrest fi

Typically people N Mg
look for a fitness el & e
center 3-5 miles w5 7142

losed now

from where they ety s 1°
live. el g

Precision Personal TTall'llng

Peak 360 crossiit

Let’s hope someone told Heather about a great

Community Center in Pinecrest and she does a search by the name. Then the
Community Center will be found, but nothing on how to join or pricing. She has to
click on every link.

Google

Community Center Pinecrest

F The fitness schedule is here and a
About 585,000 results (0.60 seconds) ‘ Iovely descript—ion but nothing to

Village of Pinecrest : Pinecrest Community Center

ht ] Pine " . . .
- i initycants [P —
?;‘:r;n:::ec;ng;’lmmﬂ:iw Center provides a focal point for the % , d ere t h e b Uye r tO CO m e I n ) S I g n
community to meet and participate in personal enrichment programs L —_—
including health and fitness. Ml | See Up, OI" attend-
See photos | outside

Village of Plnecrest Wellness Center

=

Q

center

GDvEmmEnt Parks & Recreation » Plneclest Community Cenler Pinecrest

the cleanest, most convenient and best-equipped fitness center in Community 1 H H R
T o This is an amazing opportunity
Village of Pinecrest : Membership il e fo r I m p I"OVG m e nt .

Fewer steps of the sale with more information.

Pinecrest Community Center GRS O

5855 Killian Drive
Pinecrest, Florida

Govmmenent » s & Beseion - Pneces oy Cantar »
Calendar |
[ Twost | :m Fort Sze: (30 Share & Bookmark foechack o Prin Wellness Center

Classes & Registration fonsiee OE & Bk cobuck @ i

I

EVENTS

Facebook Pa for the cleanest, and fitngss center in Pinecrest, look no further,

Du munhﬁm 88 and Precor cardiovascular equpment are i equigoed with their very own 15° LCDpe'lnmlI viawing
305.284.0900 Senior G rogran monitors along with heart-rate controlied interaction. Howewer. if exercising outdoors is prefern i
Pure Dance Camp Wit Caurso is only o fow stops away, Dapending on your ffnoss axperience, cur bwa different i fUn
" S—— 08/ M- 4 - Weliness Center machines provide you with the best filness toois for your level of ability. In addiSon, our selection of functional training and
Hours of Operation: 07/06/2017 B30 AM - 430 PM
2 sk core finess equipment should help keep you busy working towards your fitness goals. Just as we are confident you will
5:30 am. - 9:00 p.rm. (Mondays - Fridays) Membership have the right iosls fo sccomplish your goals. we remain mare confidant that our Certified Parsonal Trainers can feach you
&:00 a.m. - &00 p.m. (Saturdays) Fun Camps how to property use these fitnoss taoks sately and effectively.

O7/04,/2017 3100 AM - 4:00 PM

B:00 a.m. - 4:00 p.m. (Sundays] Privata cna-on-one instruction for those sesking a more individualized filness experience is available at the Wallnass

Center. Staffed and managed indepandently by Pinecrest Fitness Solutions, William Leatharwood and his team of Fitnass.
Class Schedules, Descriptions and Online Registration Pure Dance Camp Prafessionals are availabile by appointment to motivats, educate and inspire you towards your fitness goals.
07/07/2017 8:30 AM - 430 PM

Membership Application [PDF]

Fun Camps View Fitness Schedule Hare
The Pinecrest Community Center provides a focal point for the community to meet O7/07/2017 9:00 AM - 4:00 PM
and participate in personal enrichment programs including health and fitness. The
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Pinecrest Sun Search for a Gym

Meet Betsy. She lives in Pinecrest and is looking to start a
physical fitness program. She received the Pinecrest Sun
and read the Parks and Recreation section. On page 18 &

20 she learned about some classes, but it was a little
confusing because she didn’t know where the classes
were held. She emailed as there was no phone number
to call or address listed. Betsy is a senior so page 21 and
22 were also of interest. Here she found activities but
some needed information was missing.

On page 20 the Pinecrest Wellness Center is
listed but there is no address so she was not sure where to go. When Betsy did an
online search the Wellness Center was listed but again there was no address. She

then called the phone number "“" R -
for more information. WYL F=)

Government » Parks & Recreation » Pinecrest Community Center »
- - 7:30 w0 B30 am.
Rick

B15toF15am 830w FI0am 20010 10:00am. .'&_I
lie e Evehn

Wellness Center

915 to 10:15 &m. 93010 1030am
Font Size: B8 3 Share & Bookmark Feedback o Print Michele L
115 1115am
If you have been searching for the cleanest, most convenient and best-equipped fitness center in Pinecrest, look no further. o
Owr line of Lifefitness and Precor cardiovascular equipment are all equipped with their very own 15 LCD personal viewing
monitors along with heart-rate controlled interaction. However, if exercising outdoors is preferred, our 1/3 mile track with
Vita Course is only a few steps away. Depending on your fitness experience, our two different lines of Lifefitness resistance
machines provide you with the best fitness tools for your level of ability. In addition, our selection of functional training and
core fitness equipment should help keep you busy working towards your fitness goals. Just as we are confident you will
have the right tools to accomplish your goals, we remain more confident that our Certified Personal Trainers can teach you
how to properly use these fitness tools safely and effectively.

600 to 700 pm.
Rick

Private one-on-one instruction for those seeking a more individualized fitness experience is available at the Wellness
Center. Staffed and managed independently by Pinecrest Fitness Solutions, William Leatherwood and his team of Fitness
Professionals are available by appointment to motivate, educate and inspire you towards your fitness goals.

View Fitness Schedule Here
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Email Blast- Mad Mini

Meet Carol. She takes the spinning class on Wednesday and
her daughter is in dance. She is a great user.

Village of Pinecrest
Parks+Recreation E-News
#Pfrsslmg

AR BRI ¢

Every month Carol receives
the newsletter. She looks it
over and decides what to put her daughter into. She clicks on the link .....

Be Involved ¢ Be Informed  Be Social

Fun Camps

3 06,2017 90 00 P
d _I'_I :j::;im: .H . 0 7 UJ\.H 4:00 P
B30 AM B:00 AM 730
Pure Dange Camg Spinning - Leo = Bure Dance Camg -

Agd 10 rry Catendar
B30 AM B30 AM 00 Al i G — A € 0 B et
Spenming - Meredith  Pure Dance Camp Strength ang Serendn Fritay
200 AM 200 AM 00 AM
Fun Cames Rundamgs  Sports PNgrmancg
00 AM GO0 A e

1o s
LTS Perigrmande 2pos Perlonmance
Iraning Traning ol projects,
230 A 200 AM
nning = i ith i

W00 AM 10:30 AM
Cafe Con Lsche Eitness Plus

Yy s
(¥, savaem A

Carol clicked on the link to register
and the link was broken.

This www.pinecrest-fl.gov page can’t

be found Because Carol is a great customer she

Mo webpage was found for the web address: may ove rl (0]0) k the b ro ke n | | n k
http://www.pinecrest-
fl.gov/Home/Components/Calendar/Event/15356/www.funca

mps.com

HTTP ERROR 404
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