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Park Name Spring Lake Park

Ownership

Class

Address

Inventory Date 2/15/2011

D&A 2

Drnk. Fountains 2

Seating 2

BBQ Grills 2

Dog Station

Security Lighting 2

Bike Parking

Restrooms 2

Shade 2

Connect to Trails 3

Park Access 2

Parking 2

Seasonal Plant

Ornamental 2

Picnic Tables 2

Other

Comments Needs more restrooms for size of park

GIS Acres 136.4

GISID L009

GISID Comp N C QTY Lights Shade Comments

129 Playground, Local 2 2 1

130 Playground, Local 1 1 1

131 Restroom 1

132 Other - Active 2 2 1 Fort maze

133 Shelter 2 2 1

134 Structure 1 former zoo building

135 Volleyball 2 2 1

136 Open Water 2 2 1

137 Water Access, Developed 2 2 1

138 Structure 1 house

139 Natural Area 2 2 1

140 Trail, Primitive 2 2 1

163 Event Space 2 2 1

192 Loop Walk 2 2 1

208 Disk Golf 2 2 1

195 Shelter 3 3 1

200 Shelter 1 1 1

196 Backstop, Practice 1 1 1

201 Shelter 2 2 1 new 2005

205 Dog Park 2 2 1

197 Structure storage
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193 Loop Walk 2 2 1

194 Loop Walk 2 2 1

198 Water Access, Developed 2 2 1

199 Water Access, Developed 2 2 1

202 Restroom 1

203 Open Turf 2 2 1

204 Playground, Local 1 1 1

206 Restroom 1

207 Open Turf 2 2 1
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Undeveloped Parcel

185-Natural Area

East Dakota Parkway

8th St E

Undeveloped Parcel
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Park Name Undeveloped Parcel

Ownership

Class

Address

Inventory Date 2/15/2011

D&A 0

Drnk. Fountains

Seating

BBQ Grills

Dog Station

Security Lighting

Bike Parking

Restrooms

Shade

Connect to Trails 3

Park Access

Parking

Seasonal Plant

Ornamental

Picnic Tables

Other

Comments undeveloped parcel, connects to  trail, possible trailhead or wayside location

GIS Acres 3.2

GISID L018

GISID Comp N C QTY Lights Shade Comments

185 Natural Area 1 1 1



XY

XY

XY

XY

XY

XY Western Star Park

155-Restroom

158-Loop Walk

157-Open Turf

153-Ballfield

156-Playground, Local

154-Complex, Ballfield

19
th

 Av
e W

15th St W

US 2 &
 85

16
th

 Av
e W

US
 2 &

 85

Western Star Park

¯Mar 15, 2011



Williston Parks and Recreation District Inventory Approval

March 2011

Park Name Western Star Park

Ownership

Class

Address

Inventory Date 2/15/2011

D&A 2

Drnk. Fountains 2

Seating 2

BBQ Grills

Dog Station

Security Lighting

Bike Parking

Restrooms 2

Shade 1

Connect to Trails 3

Park Access 2

Parking 2

Seasonal Plant

Ornamental

Picnic Tables

Other

Comments no shade, need dugout covers, would like group shelter, gravel parking lot

GIS Acres 32.6

GISID L012

GISID Comp N C QTY Lights Shade Comments

153 Ballfield 2 2 5 N

154 Complex, Ballfield 2 2 1

155 Restroom 1

156 Playground, Local 1 1 1

157 Open Turf 1 1 1

158 Loop Walk 2 2 1



XY

XY

XY

Westlawn Park
161-Restroom

162-Open Turf

159-Playground, Local

7th St W

8th St W

Westlawn Park

¯Mar 15, 2011
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Park Name Westlawn Park

Ownership

Class

Address

Inventory Date 2/15/2011

D&A 2

Drnk. Fountains

Seating 1

BBQ Grills 2

Dog Station

Security Lighting 2

Bike Parking

Restrooms

Shade 3

Connect to Trails

Park Access 2

Parking

Seasonal Plant

Ornamental

Picnic Tables

Other

Comments great property with nice trees, not highly used

GIS Acres 2.1

GISID L013

GISID Comp N C QTY Lights Shade Comments

159 Playground, Local 1 1 1

161 Restroom 1

162 Open Turf 2 2 1



GF

XY

XY

XY

XY

XY

XY

XY

Williston Municipal Golf Course

Golf Clubhouse

123-Golf

122-Structure
127-Open Water

126-Open Water

125-Natural Area

124-Driving Range121-Shooting Range

42nd St W

44
th

 St
 W

Williston Municipal Golf Course

¯Mar 15, 2011
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Park Name Williston Municipal Golf Course

Ownership

Class

Address

Inventory Date 2/15/2011

D&A 2

Drnk. Fountains 2

Seating 2

BBQ Grills

Dog Station

Security Lighting

Bike Parking

Restrooms 2

Shade 2

Connect to Trails 1

Park Access 2

Parking 2

Seasonal Plant

Ornamental

Picnic Tables

Other

Comments would be great to have a trail connection

GIS Acres 151.3

GISID L007

GISID Comp N C QTY Lights Shade Comments

121 Shooting Range 2 2 1 gun club

122 Structure 1 shop

123 Golf 2 2 1

124 Driving Range 1 1 1

125 Natural Area 2 2 1

126 Open Water 2 2 1

127 Open Water 2 2 1
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Appendix B – Williston System Map 
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 Appendix C – Outdoor Recreation Components 
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Dakota Parkway Ballfield 141 1 2 2

Dakota Parkway Playground, Local 142 1 1 1

Dakota Parkway Playground, Local 143 1 1 1

Dakota Parkway Tennis 144 1 1 1

Dakota Parkway Restroom 146 1

Dakota Parkway Shelter, Group 147 1 2 2

Dakota Parkway Basketball 148 1 1 1

Dakota Parkway Open Turf 152 1 2 2

Dakota Parkway PARCEL L010 1 2 2

Davidson Park Ballfield 102 1 3 3

Davidson Park Open Turf 103 1 2 2

Davidson Park Tennis 104 6 3 3 Y new June 2009

Davidson Park Playground, Destination 105 1 3 3

Davidson Park Aqua Feat, Spray 106 1 3 3 new in 2011

Davidson Park Basketball 107 1 1 1

Davidson Park Volleyball 108 1 2 2

Davidson Park Restroom 109 1

Davidson Park Public Art 110 1 2 2

Davidson Park Open Turf 111 1 2 2

Davidson Park Shelter 112 1 2 2

Davidson Park Shelter 113 1 2 2



Davidson Park Structure 118 1

Davidson Park Structure 119 1

Davidson Park Open Turf 120 1 2 2

Davidson Park Skate Feature 189 1 2 2 ice skate

Davidson Park PARCEL L003 1 2 2

Davidson Park - Aafedt Stadium Ballfield 114 1 3 3 Y

Davidson Park - Aafedt Stadium Concessions 115 1 3 3

Davidson Park - Aafedt Stadium Restroom 116 1

Davidson Park - Aafedt Stadium Ballfield 117 2 1 1 N youth baseball

Davidson Park - Aafedt Stadium PARCEL L005 1 2 2

Harmon Park Playground, Local 164 1 1 1

Harmon Park Playground, Local 165 1 1 1

Harmon Park Shelter, Group 166 1 2 2

Harmon Park Event Space 167 1 3 3 amphitheater

Harmon Park Shelter 168 1 2 2 small

Harmon Park Tennis 169 2 1 1

Harmon Park Restroom 170 1

Harmon Park Aqua Feat, Pool 171 1 1 1 has slide and wading pool

Harmon Park Basketball 172 1 1 1 part of tennis, half courts

Harmon Park Skate Park 173 1 2 2

Harmon Park Open Turf 174 1 3 3

Harmon Park Shelter 190 1 2 2 small

Harmon Park PARCEL L014 1 2 2

Moose Park Playground, Local 186 1 1 1

Moose Park Shelter 188 1 1 1

Moose Park Open Turf 209 1 2 2

Moose Park PARCEL L019 1 2 2



Old East Lawn Open Turf 128 1 1 1

Old East Lawn PARCEL L008 1 2 2

Park Shop Structure 183 1

Park Shop Structure 184 1

Park Shop PARCEL L017 1 2 2

Pheasant Run Park Playground, Local 149 1 2 2 new 2005

Pheasant Run Park Playground, Local 150 1 1 1

Pheasant Run Park Open Turf 151 1 2 2

Pheasant Run Park PARCEL L011 1 2 2

Railroad Park Public Art 181 1 3 3

Railroad Park Educational Experience 182 1 3 3 train

Railroad Park Passive Node 191 1 3 3 benches, planters, arch, trees

Railroad Park PARCEL L016 1 2 2

Raymond Family Community Center Parcel PARCEL L002 1 2 2

Recreation Park Playground, Local 175 1 1 1

Recreation Park Restroom 177 1

Recreation Park Shelter 178 1 2 2

Recreation Park Volleyball 179 1 2 2

Recreation Park Open Turf 180 1 3 3

Recreation Park PARCEL L015 1 2 2

Spring Lake Park Playground, Local 129 1 2 2

Spring Lake Park Playground, Local 130 1 1 1

Spring Lake Park Restroom 131 1

Spring Lake Park Other - Active 132 1 2 2 Fort maze

Spring Lake Park Shelter 133 1 2 2

Spring Lake Park Structure 134 1 former zoo building

Spring Lake Park Volleyball 135 1 2 2



Spring Lake Park Open Water 136 1 2 2

Spring Lake Park Water Access, Developed 137 1 2 2

Spring Lake Park Structure 138 1 house

Spring Lake Park Natural Area 139 1 2 2

Spring Lake Park Trail, Primitive 140 1 2 2

Spring Lake Park Event Space 163 1 2 2

Spring Lake Park Loop Walk 192 1 2 2

Spring Lake Park Disk Golf 208 1 2 2

Spring Lake Park Shelter 195 1 3 3

Spring Lake Park Shelter 200 1 1 1

Spring Lake Park Backstop, Practice 196 1 1 1

Spring Lake Park Shelter 201 1 2 2 new 2005

Spring Lake Park Dog Park 205 1 2 2

Spring Lake Park Structure 197 storage

Spring Lake Park Loop Walk 193 1 2 2

Spring Lake Park Loop Walk 194 1 2 2

Spring Lake Park Water Access, Developed 198 1 2 2

Spring Lake Park Water Access, Developed 199 1 2 2

Spring Lake Park Restroom 202 1

Spring Lake Park Open Turf 203 1 2 2

Spring Lake Park Playground, Local 204 1 1 1

Spring Lake Park Restroom 206 1

Spring Lake Park Open Turf 207 1 2 2

Spring Lake Park PARCEL L009 1 2 2

Undeveloped Parcel Natural Area 185 1 1 1

Undeveloped Parcel PARCEL L018 1 2 2

Western Star Park Ballfield 153 5 2 2 N



Western Star Park Complex, Ballfield 154 1 2 2

Western Star Park Restroom 155 1

Western Star Park Playground, Local 156 1 1 1

Western Star Park Open Turf 157 1 1 1

Western Star Park Loop Walk 158 1 2 2

Western Star Park PARCEL L012 1 2 2

Westlawn Park Playground, Local 159 1 1 1

Westlawn Park Restroom 161 1

Westlawn Park Open Turf 162 1 2 2

Westlawn Park PARCEL L013 1 2 2

Williston Municipal Golf Course Shooting Range 121 1 2 2 gun club

Williston Municipal Golf Course Structure 122 1 shop

Williston Municipal Golf Course Golf 123 1 2 2

Williston Municipal Golf Course Driving Range 124 1 1 1

Williston Municipal Golf Course Natural Area 125 1 2 2

Williston Municipal Golf Course Open Water 126 1 2 2

Williston Municipal Golf Course Open Water 127 1 2 2

Williston Municipal Golf Course PARCEL L007 1 2 2
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Appendix D – Strategies for Addressing Low Functioning Components 
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Strategies for Addressing Low-Functioning Components 
 
The inventory process for the master plan included rating components throughout the system 
on their functionality. Components whose functionality is below expectations were identified 
and scored with a “one”. A list of these can easily be extracted from the inventory dataset. By 
raising the score of a component you are also raising the Level of Service in your community. 
But deciding how to do this may seem daunting. A strategy for addressing the 
repair/refurbishment/replacement or re-purposing of low-functioning components should 
begin with the following steps. This should be done for each individual component in the 
inventory that is not functioning up to expectations. 
 

1. Determine why the component is functioning below expectations. Was it poorly 
conceived in the first place? Is it something that was not needed to begin with? Is it the 
wrong size, type, or configuration? Is it poorly placed, or located in a way that conflicts 
with other uses or detracts from its use? Have the needs changed in a way that the 
component is now outdated, obsolete, or no longer needed? Has it been damaged? Or, 
has the maintenance of the component simply been deferred or neglected to the point 
where it no longer functions as intended? 

  
Another possibility is that the component was scored low because it is not available to 
the public in a way that meets expectations. For example, a facility might be rated low 
because it is leased to a private group and access by the general public is limited This 
may be a perfectly acceptable situation and appropriately scored - the service is at a 
lower value because of the limitations on access.  
 
Another example would be when a component is old, outdated, or otherwise 
dysfunctional, but has historic or sentimental value. An example would be an old 
structure in a park such as a stone barbecue grill, or other artifact that cannot be restored 
to its original purpose, but which has historic value.  
 

2. Depending on the answers from the first step, a strategy can be selected for addressing 
the low-functioning component: 

• If the need for that type of component in its current location still exists, then the 
component should be repaired or replaced to match its original condition as 
much as possible. Examples of this would be playgrounds with old, damaged, or 
outdated equipment, or courts with poor surfacing or missing nets. 

• If the need for that type of component has changed to the point where the 
original one is no longer suitable, then it should be replaced with a new one that 
fits the current needs. For example, if a picnic shelter is too small for the amount 
of use currently demanded, it may be replaced with a new, larger one. 

• If a component is poorly located, or was poorly designed to start with, 
consideration should be given to relocating, redesigning, or otherwise modifying 
it. An example would be an amphitheater next to a street that was once small and 
quiet but is now loud and busy. The noise from the street makes it undesirable to 
use the amphitheater for its intended purpose. If there is still a need for this type 
of facility at this park, then consideration should be given to relocating it or 
redesigning it to provide screening from traffic and other noise. 
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• If a component is no longer needed because of changing demands, then it should 
be removed unless it can be maintained in good condition without excessive 
expense, or unless it has historic or sentimental value. Some inline hockey rinks 
may fall into this category. If a rink has been allowed to deteriorate because the 
community has no desire for inline hockey, then maybe it should be repurposed 
into some other use such as a basketball or tennis court, multi-use play-pad, or 
perhaps a skate park. It could even become a something unusual, like a trike-
track course. Or it could become the surface for a large group picnic shelter. 
Another possibility might be to install outdoor fitness stations and make it an 
“outdoor gym”.  

  
 The choice of what to put in the rink’s place should be made with input from the 

community. This could be done with a simple intercept survey, door-hung 
questionnaire, or by contacting a neighborhood organization. The point is that it 
makes no sense to replace something that the neighborhood no longer needs 
with something else it doesn’t need. 

 
 If no appropriate alternative use for the rink or the space it occupies is identified, 

it should be removed to avoid a blighted appearance, and the space should be 
integrated into the rest of the park with landscaping. 

 
3. It is possible that through ongoing public input, and as needs and trends evolve; new 

needs will be identified for existing parks. If there is no room in an existing park for new 
needs, the decision may be made to remove or re-purpose an existing component, even 
if it is quite functional. An example of this could be found in many communities over 
the past couple of decades. As the popularity of tennis declined and demand for courts 
dropped off, perfectly good courts were sometimes converted into skate parks or inline 
rinks. In most cases this was an interim use, intended to satisfy a short-term need until a 
decision could be made to either construct a permanent facility or let the passing fad 
fade. The need for inline rinks now seems to have diminished, while temporary skate 
parks on tennis courts have been moved to permanent locations of their own and 
become more elaborate facilities as skateboarding and other wheel sports have grown in 
popularity and permanence. 

 
 Another example of this can be found in the re-purposing by one community of a ball 

diamond into a dog park. The ball diamond is well-suited for use as a dog park because 
it is already fenced, and the combination of skinned infield where the dogs enter and 
natural grass in the outfield where traffic is spread out is ideal.  
 
It is likely that in time this facility will either become a permanent facility designed 
specifically to meet the needs of people recreating with their dogs, or such a facility will 
be constructed elsewhere to suit that purpose. Or, it could turn out that dog parks fade 
in popularity like inline hockey rinks, or are replaced with some other facility that dog 
owners prefer even more than the current dog park model. Meanwhile, the use of the 
ball diamond for this purpose is a good interim solution. 
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 Trends to keep an eye on while deciding what to do with low-functioning facilities, or 
determining how to make existing parks serve the needs of residents as highly as 
possible, include things like: 

  
• Dog parks continue to grow in popularity. This may have something to do with 

an aging demographic in America, with more “empty-nesters” transferring the 
attention they once gave to their children, who are now grown, to their pets. It is 
also an important form of socializing for people who may have once socialized 
with other parents in their child’s soccer league, and now that the kids are grown 
they are enjoying the company of other dog owners at the dog park. And for 
singles, a dog park is a good place to meet people.  

• Skateboarding and other wheel sports continue to grow in popularity. Making 
neighborhood parks skateable and distributing skating features throughout the 
community provides greater access to this activity for younger people who 
cannot drive to a larger centralized skate park. 

• A desire for locally-grown food and concerns about health, sustainability, and 
other issues is leading to the development of community food gardens in parks 
and other public spaces. 

• Events in parks, from a neighborhood “movie in the park” to large festivals in 
regional parks, are growing in popularity as a way to build a sense of community 
and generate revenues. Providing spaces for these could become a trend. 

• Sprayparks are growing rapidly in popularity, even in cooler climates. A wide 
and growing selection of products for these is raising the bar on expectations and 
offering new possibilities for creative facilities. 

• New types of playgrounds are emerging, including discovery play, nature play, 
adventure play, and even inter-generational play. Some of these rely upon 
movable parts, supervised play areas, and other variations that are different from 
the standard fixed “post and platform” playgrounds found in the typical park 
across America. 

• Integrating nature into parks by creating natural areas is a trend for a number of 
reasons. These include a desire to make parks more sustainable and introduce 
people of all ages to the natural environment. An educational aspect is an 
important part of these areas. 
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Appendix E – The Pyramid Methodology 
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THE PYRAMID METHODOLOGY: COST RECOVERY AND SUBSIDY ALLOCATION PHILOSOPHY 
 
The creation of a cost recovery and subsidy allocation 
philosophy and policy is a key component to 
maintaining an agency’s financial control, equitably 
pricing offerings, and helping to identify core services 
including programs and facilities.  

Critical to this philosophical undertaking is the support 
and buy‐in of elected officials and advisory boards, 
staff, and ultimately, citizens. Whether or not 
significant changes are called for, the organization 
should be certain that it philosophically aligns with its 
constituents. The development of a financial resource 
allocation philosophy and policy is built upon a very 
logical foundation, based upon the theory that those 
who benefit from parks and recreation services 
ultimately pay for services.  

 

The development of a financial resource allocation 
philosophy can be separated into the following 
steps: 
 

Step 1 – Building on Your Organization’s Values, Vision, and Mission  

The premise of this process is to align agency services with organizational values, vision, and mission. It is 
important that organizational values are reflected in the vision and mission. Oftentimes, mission statements are a 
starting point and further work needs to occur to create a more detailed common understanding of the 
interpretation of the mission and a vision for the future. This is accomplished by engaging staff and community 
members in a discussion about a variety of Filters. 

Step 2 – Understanding the Pyramid Methodology, the Benefits Filter, and Secondary Filters 

Filters are a series of continuums covering different ways of viewing service provision. Filters influence the final 
positioning of services as they relate to each other and are summarized below. The Benefits Filter, however; forms 
the foundation of the Pyramid Model and is used in this discussion to illustrate a cost recovery philosophy and 
policies for parks and recreation organizations.  

Filter  Definition 

Benefit 
Who receives the benefit of the service? (Skill development, education, 
physical health, mental health, safety) 

Access/Type of Service 
Is the service available to everyone equally? Is participation or eligibility 
restricted by diversity factors (i.e., age, ability, skill, financial)?  

Organizational Responsibility 
Is it the organization’s responsibility or obligation to provide the service 
based upon mission, legal mandate, or other obligation or requirement? 

Historical Expectations  What have we always done that we cannot change? 

Anticipated Impacts 
What is the anticipated impact of the service on existing resources? On 
other users? On the environment? What is the anticipated impact of not 
providing the service? 

Social Value 
What is the perceived social value of the service by constituents, city 
staff and leadership, and policy makers? Is it a community builder? 
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THE BENEFITS FILTER 

The principal foundation of the Pyramid is the Benefits Filter. Conceptually, the base level of the pyramid 
represents the mainstay of a public parks and recreation system. Services appropriate to higher levels of the 
pyramid should only be offered when the preceding levels below are comprehensive enough to provide a 
foundation for the next level. This foundation and upward progression is intended to represent public parks and 
recreation’s core mission, while also reflecting the growth and maturity of an organization as it enhances its 
service offerings. 

It is often easier to integrate the values of the organization with its mission if they can be visualized. An ideal 
philosophical model for this purpose is the pyramid. In addition to a physical structure, pyramid is defined by 
Webster’s Dictionary as “an immaterial structure built on a broad supporting base and narrowing gradually to an 
apex.” Parks and recreation programs are built with a broad supporting base of core services, enhanced with more 
specialized services as resources allow. Envision a pyramid sectioned horizontally into five levels. 

 

MOSTLY COMMUNITY Benefit 

The foundational level of the Pyramid is the largest, and includes those services including programs and facilities 
which MOSTLY benefit the COMMUNITY as a whole. These services may increase property values, provide safety, 
address social needs, and enhance quality of life for residents. The community generally pays for these basic 
services via tax support. These services are generally offered to residents at a minimal charge or with no fee. A 
large percentage of the agency’s tax support would fund this level of the Pyramid.  

Examples of these services could include: the 
existence of the community parks and recreation 
system; the ability for youngsters to visit facilities on 
an informal basis; low‐income or scholarship 
programs; park and facility planning and design; 
park maintenance; or others. 

NOTE: All examples above are generic – individual agencies vary 
in their determination of which services belong in the foundation level of the Pyramid based upon agency values, 
vision, mission, demographics, goals, etc.  

 

CONSIDERABLE COMMUNITY Benefit 

The second and smaller level of the Pyramid 
represents services which promote individual 
physical and mental well‐being, and may begin to 
provide skill development. They are generally 
traditionally expected services and/or beginner 
instructional levels. These services are typically 
assigned fees based upon a specified percentage of 
direct (and may also include indirect) costs. These 
costs are partially offset by both a tax subsidy to 
account for CONSIDERABLE COMMUNITY benefit 
and participant fees to account for the Individual 
benefit received from the service.  

Examples of these services could include: the 
capacity for teens and adults to visit facilities on an 
informal basis;, ranger led interpretive programs;, 
beginning level instructional programs and classes; 
etc. 
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BALANCED INIDIVIDUAL/COMMUNITY Benefit 

The third and even smaller level of the Pyramid 
represents services that promote individual physical and 
mental well‐being, and provide an intermediate level of 
skill development. This level provides balanced 
INDIVIDUAL and COMMUNITY benefit and should be 
priced accordingly. The individual fee is set to recover a 
higher percentage of cost than those services that fall 
within lower Pyramid levels. 

 

Examples of these services could include: summer recreational day camp; summer sports leagues; year‐round 
swim team; etc. 

 

CONSIDERABLE INDIVIDUAL Benefit 

The fourth and still smaller Pyramid level represents 
specialized services generally for specific groups, and those 
which may have a competitive focus. Services in this level 
may be priced to recover full cost, including all direct and 
indirect expenses.  

Examples of these services could include: specialty classes; golf; and outdoor adventure programs 

 

MOSTLY INDIVIDUAL Benefit 

At the top of the Pyramid, the fifth and smallest level represents services 
which have profit center potential, may be in an enterprise fund, may be in 
the same market space as the private sector, or may fall outside the core 
mission of the agency. In this level, services should be priced to recover full 
cost in addition to a designated profit percentage  

 

Examples of these activities could include: elite diving teams; golf lessons; food concessions; company 
picnic rentals; and other facility rentals such as for weddings or other services. 

 

Step 3 – Developing the Organization’s Categories of Service 

In order to avoid trying to determine cost recovery or subsidy allocation levels for each individual agency 
service including every program, facility or property, it is advantageous to categorize agency services into like 
categories. This step also includes the development of category definitions that detail and define each 
category; and service inventory “checks and balance” to insure that all agency services belong within a 
developed category. Examples of Categories of Service could include: Beginner instructional classes; Special 
events; and Concessions/Vending. 
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Step 4 – Sorting the Categories Services of Service onto the Pyramid 

It is critical that this sorting step be done with staff, governing body and citizen representatives involved. This 
is where ownership is created for the philosophy, while participants discover the current and possibly varied 
operating histories, cultures, and organizational values, vision and mission. It is the time to develop consensus 
and get everyone on the same page, the page that is written together. Remember, this effort must reflect the 
community and must align with the thinking of policy makers. 

Sample Policy Development Language: 

XXX community brought together staff from across the department, agency leadership, and citizens to sort 
existing programs into each level of the Pyramid. The process was facilitated by an objective and impartial 
facilitator in order to hear all viewpoints. It generated discussion and debate as participants discovered what 
different people had to say about serving culturally and economically varied segments of the community; 
about historic versus active‐use parks; about the importance of adult versus youth versus senior activities; and 
other philosophical and values‐based discussions. This process gets at both the “what” and “why” with the 
intention of identifying common ground and consensus. 
 

Step 5 – Determining (or Confirming) Current Subsidy/Cost Recovery Levels 
This step establishes the expectation that the agency will confirm or determine current cost recovery and 
subsidy allocation levels by service area. This will include consideration of revenues sources and services costs 
or expenses. Typically, staff may not be cost accounting consistently, and these inconsistencies will become 
apparent. Results of this step will identify whether staff members know what it costs to provide services to the 
community; whether staff have the capacity or resources necessary to account for and track costs; Whether 
accurate cost recovery levels can be identified; and whether cost centers or general ledger line items align 
with how the agency may want to track these costs in the future. 
 

Step 6 – Defining Direct and Indirect Costs 

The definition of direct and indirect costs can vary from agency to agency. What’s important is that all costs 
associated with directly running a program or providing a service are identified and consistently applied across 
the system. Direct costs typically include all the specific, identifiable expenses (fixed and variable) associated 
with providing a service. These expenses would not exist without the service and may be variable costs. 
Defining direct costs, along with examples and relative formulas is necessary during this step.  

Indirect costs typically encompass overhead (fixed and variable) including the administrative costs of the 
agency. These costs would exist without any specific service but may also be attributed to a specific agency 
operation (in which case they are direct expenses of that operation). If desired, all or a portion of indirect 
costs can be allocated, in which case they become a direct cost allocation. 

 

Step 7 – Establishing Cost Recovery/Subsidy Goals 

Subsidy and cost recovery are complementary. If a program is subsidized at 75%, it has a 25% cost recovery, 
and vice‐versa. It is more powerful to work through this exercise thinking about where the tax subsidy is used 
rather than what is the cost recovery. When it is complete, you can reverse thinking to articulate the cost 
recovery philosophy, as necessary.  

The overall subsidy/cost recovery level is comprised of the average of everything in all of the levels together as 
a whole. This step identifies what the current subsidy level is for the programs sorted into each level. There 
may be quite a range within each level, and some programs could overlap with other levels of the pyramid. 
This will be rectified in the final steps. 

This step must reflect your community and must align with the thinking of policy makers regarding the broad 
picture financial goals and objectives.  
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Examples  

Categories in the bottom level of the Pyramid may be completely or mostly subsidized, with the agency having 
established limited cost recovery to convey the value of the experience to the user. An established 90‐100% 
subsidy articulates the significant community benefit resulting from these categories.  

The top level of the Pyramid may range from 0% subsidy to 50% excess revenues above all costs, or more. Or, 
the agency may not have any Categories of Service in the top level. 
 

Step 8 – Understanding and Preparing for Influential Factors and Considerations 
 
Inherent to sorting programs onto the Pyramid model using the Benefits and other filters is the realization that 
other factors come into play. This can result in decisions to place services in other levels than might first be 
thought. These factors also follow a continuum; however, do not necessarily follow the five levels like the 
Benefits Filter. In other words, a specific continuum may fall completely within the first two levels of the 
Pyramid. These factors can aid in determining core versus ancillary services. These factors represent a layering 
effect and should be used to make adjustments to an initial placement on the Pyramid. 
 
THE COMMITMENT FACTOR: What is the intensity of the program, what is the commitment of the 
participant? 

 

Drop‐In 
Opportunities 

Instructional – 
Basic 

Instructional – 
Intermediate 

Competitive – Not 
Recreational 

Specialized 

 
THE TRENDS FACTOR: Is the program or service tried and true, or is it a fad? 

 

Basic 
Traditionally 
Expected 

Staying Current with 
Trends 

Cool, Cutting Edge  Far Out 

 
THE POLITICAL FILTER: What is out of our control? 

This filter does not operate on a continuum, but is a reality, and will dictate from time to time where certain 
programs fit in the pyramid 

 
THE MARKETING FACTOR: What is the effect of the program in attracting customers? 

 

Loss Leader        Popular – High Willingness to Pay 

 
THE RELATIVE COST TO PROVIDE FACTOR: What is the cost per participant? 

 

Low Cost per 
Participant 

 
Medium Cost per 

Participant 
 

High Cost per 
Participant 

 
THE ECONOMIC CONDITIONS FACTOR: What are the financial realities of the community? 

 

Low Ability to Pay        Pay to Play 
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FINANCIAL GOALS FACTOR: Are we targeting a financial goal such as increasing sustainability, 
decreasing subsidy reliance? 

 

 100% 
Subsidized 

     
Generates Excess Revenue 
over Direct Expenditures 

 

Step 9 – Implementation 

Across the country, ranges in overall cost recovery levels can vary from less than 10% to over 100%. The 
agency sets their goals based upon values, vision, mission, stakeholder input, funding, and/or other criteria. 
This process may have been completed to determine present cost recovery levels, or, the agency may have 
needed to increase cost recovery levels in order to meet budget targets. Sometimes, simply implementing a 
policy to develop equity is enough without a concerted effort to increase revenues. Upon completion of steps 
1‐8, the agency is positioned to illustrate and articulate where it has been and where it is heading from a 
financial perspective. 

 

Step 10 – Evaluation 

The results of this process may be used to: 
 articulate and illustrate a comprehensive cost recovery and subsidy allocation philosophy  
 train staff at all levels as to why and how things are priced the way they are 
 shift subsidy to where is it most appropriately needed 
 benchmark future financial performance 
 enhance financial sustainability 
 recommend service reductions to meet budget subsidy targets, or show how revenues can be 

increased as an alternative 
 justifiably price new services 
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