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In Attendance: Chair Judt, Director Starnes, Director Ryans & General Manager
Lanusse.

Meeting began at: 2:00 PM
1. Public Comment: No public comment.
2. Community Events Review:
e Staff did not have any updates since the last committee meeting.
e Director Judt asked if it was possible to have senior socials at a later time. Staff
will connect with the recreation staff regarding this program.
3. Upcoming Community Events
e 3.1 Nightmare on Glenn Street
e Staff brought up the following points...
e The Nightmare on Grove Street event is very popular, with 60 bags of
candy used last year. It runs from 5pm-8pm with 15 partners last year.
Staff hope to increase to 20 partners. The Mayor has show interest in
participating in this event. There will also be activities at the event such as
arts and crafts.
e Committee members suggested contacting Leslie Janik.

e 3.2 Upcoming events Turkey Giveaway & Toy Giveaway

e Gobble Turkey Giveaway.
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Staff discussed monthly Paint Nights include a themed paint-along for
teens and adults, and a 21+ paint & sip event that includes one glass of
wine. Rob Ross theme was also discussed.

Committee member Judt brought up a marketing suggestion creating a
refrigerator magnet with a QR code linked to the activity guide website for
improved community access to event information, to be discussed at the
next program meeting.

Committee member Judt asked about an evening senior social events was
made; current event is tomorrow at 5:30 PM, sponsored by AT&T (coffee)
and Sir Francis Mortuary (pastries).

Staff discussed The Turkey Giveaway which has expanded from 50 to 100
families and provides full Thanksgiving meals. The fourth annual Gobble,
Gobble Turkey Giveaway has expanded to provide Thanksgiving meal
baskets to 100 families, offering two pickup dates a week before
Thanksgiving, with donations actively sought from community and stores.
There will be two pickup dates, primarily supported by solicited and
community donations.

4. Programs:

e 4.1 Bridging Generations

Staff reported on A Bridging Generations art program will connect teens
and seniors over 3 months.The Bridging Generations art program, in
partnership with Griffin Academy and MIT, commences this month for
three months, fostering interaction between teens and seniors and
culminating in an art show.

o 4.2 Community Champions Sponsorship Program

Staff updated on the portion of the $125,000 from Measure P funds were
allocated for the Community Champions Sponsorship Program, allowing
sports teams to use facilities at reduced or no cost. This has launched to
provide reduced or free use of GVRD fields and spaces for eligible Vallejo
non-profit sports user groups, with a larger push planned for the "spring
season".

Committee member Judt wanted to know if and how was outreach going
to occur. Do we look at the usual clients and contact them. Do we work
with Good Tidings, Jeff Herman, Coach Sarna, and talk with council?
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5. Marketing Update:
. 5.1 Marketing CAP-October

Staff member Ryans and Lanusse reported that marketing efforts will focus on Q4
planning, with an October content action plan submitted, and a request for
"metrics" such as impact and engagement to assess performance. An admin
assistant will track data, with updates provided "every other month"

Marketing is submitting the October Content Action Plan (CAP) and will request
impact and engagement metrics to evaluate post-performance and guide future
strategy. Marketing strategies will focus on tracking engagement and conversion
rates, while event planning is set through 2027 with flexibility for adaptation.
Enhanced data collection on marketing engagement and event demographics is
being implemented to assess program efficacy.

 Staff emphasized the need for improved demographic data collection (age,
neighborhoods, districts) at events to understand community penetration and
inform future programming, potentially using QR codes or simple surveys.

o Committee member Judt wanted to know the conversion rate. How to capture
neighborhoods, age cohorts, and other demographics. Can we afford to serve
more? Which districts?

6. Discussion Items:

e 6.1 Community Events- 2 Year Review and Future Planning

o Staff discussed the overview of the past events, and look at future events in a 3-
month block to aligned with the activity guide.

e Committee member Starnes wanted to know if cost recovery was a factor in
sunset or cancellation of events. Staff responded with a yes.

o Staff then discussed to activate the pool, a "Free (three)-4-5" initiative proposes
free swimming lessons for children up to five years old, with a tiered fee
structure up to age 10; staff also secured a grant with Outdoor Afro for
swimming scholarships for children of color and are exploring a food truck area.
A new proposal idea termed " free (three), four, five" proposes "free swimming lessons"
for children up to "5 years old", followed by reduced fees up to "10 years old", aiming
to increase pool activation, teach survival skills, and address potential lifeguard
shortages; a grant from Outdoor Afro for scholarships for children of color has been
accepted.

Community events are regularly reviewed using Budget-Based Plans (BBP),
leading to the "sunsetting" of programs with low participation (e.g., Pool Safety
Day, Adaptive Rec Program). Staff categorize programs using a cost recovery
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pyramid to differentiate between community-benefit events (often free/nominal
cost) and individual-benefit programs requiring "100% cost recovery".

¢ Committee members and staff discussed food at the pool and a concrete
pad by the fence in a little more detail.

o Committee member Judt wanted to know how we calendar events, if we
connect with Visit Vallejo, how do we connect with the community, and
enterprise sales with events.

o Ryans brought up the "Roc the Mic" grant which was approved for year
two by the City of Vallejo grant, upcoming outreach for Thanksgiving
donations, and planning for "Bands & Brews 2026". The Franklin Field
project faces a "$1.5 million" budget shortfall from its original "$7.5 million"
(2020) projection. The City's needs assessment data for youth programs is
anticipated by the end of "October" to guide future initiatives.

o Program reviews, informed by the cost recovery policy, resulted in
sunsetting events such as Pool Safety Day and an Adaptive Rec
program due to low participation over two years.

e  Outdoor Afro grant for swimming scholarships an upcoming city needs
assessment will guide future youth programming.

o Committee member Judt proposed a "Free (3)-4-5" pool activation
strategy offering free swimming lessons for children up to five years old,
with scaled fees for older children, to foster early interest in swimming and
address future lifeguard shortages.

e  Staff utilize a cost recovery policy pyramid to categorize programs,
determining subsidy levels based on individual versus community benefit,
with community events warranting less cost recovery (often free or
nominal).

e  Committee member Starnes warned about staff workload and going to
deep into data. A snapshot was advised.

o Committee member Judt recommended providing free stuff to have people
fill out surveys to obtain data. Starnes recommended light up stuff for kids.
Judt also wanted to see barriers reduced for donations. They both wanted
to help with the food drive or Halloween candy.

e  Staff mentioned “Thank you” cards with signatures always make an
impact. If the Board could sign them, that would be a great gesture.

Meeting Adjourned: 3:27 PM
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