City of Alexandria, Virginia

MEMORANDUM

DATE: APRIL 16, 2010
TO: THE HONORABLE MAYOR AND MEMBERS OF CITY COUNCIL
FROM: JAMES K. HARTMANN, CITY MANAGER

SUBJECT: BUDGET MEMO 71 : CHARLES HOUST&' EARLY MORNING HOURS

This is in response to a question from Councilman Krupicka regarding the Early Morning
Program performance at Charles Houston Recreation Center, specifically discussing attendance
records and revenue generation.

Records for Charles Houston Early Morning Program participation, costs, and revenue are shown
in the table below.

Month Monthly Participation Cost Revenue
Fitness Room | Jazzercise Class

July 2009 15 49 $1,008 $52
August 2009 36 66 $2,088 $131
September 2009 44 38 $2,145 $158
October 2009 62 40 $2,145 $245
November 2009 72 47 $1,939 $203
December 2009 45 27 $1,711 $166
January 2010 65 30 $1,189 $230
February 2010 21 20 $792 $71
March 2010 50 26 $1,245 $136
Total Year-to-Date 410 343 $14,262 $1,392

Fees for the fitness room use were set at $30/resident and $45/non-resident for a 1-month pass. A
25-visit pass was set at $50/resident and $100/non-resident. Daily fees are $3/resident and
$5/non-resident. Participation at the fitness room has included about 65% of use from residents,
5% from non-residents, and 30% from city employees.

Since Charles Houston is open and staffed from 6 a.m. to 9 a.m., RPCA was able to add an early
morning Jazzercise class at no additional cost to the City. Jazzercise is offered on a contracted-
instructor basis at $110 for an 8-week pass. For this Jazzercise program and other similar fitness
classes offered by RPCA, the City contracts with private instructors who receive no payment
from the City but collect all the fees from class participants. In return, the instructors pay the
City $1 per person per class attended. As an example, in March 2010 the total participation rate
for this class was 26. Accordingly, $26 of the total $136 in revenue from that month came from
the Jazzercise class with the remainder attributed to fitness room use.



Through March 2010 early morning activities show an 8.8% cost recovery. The time slot of 6
a.m. to 9 a.m. is not meeting its revenue target despite the ongoing efforts of staff and program
participants to market the program. We have not had requests to implement additional types of
programs during these hours. The early morning hours were implemented as a pilot program.
The basis was that enough revenue would be generated to offset the costs of the staffing. This
clearly has not been the case so far.

To improve chances of successful use of early morning hours a decision was made in February to
cover the building with one staff member. This lowers the program’s break-even point. Fitness
room attendance would need to increase by approximately 20 more residential monthly pass
users to achieve 100% direct cost recovery. Between now and the end of June 2010, RPCA staff
will continue to work to increase fitness room and contract class attendance. However, if at the
end of that time the program still does not meet revenue and expenditure targets we have the
following options:

1. Discontinue the program and reduce the RPCA general fund allocation by $26,250.

2. Discontinue the program and reprogram the $26,250 to higher priority programs such as
out-of-school care.

3. Continue the program as a partially subsidized program to benefit local residents with
an early morning exercise routine. The program could be operated at the reduced cost
of $15,600 using only a single staff person, which would result in a savings of $10,650.



