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0 Introduction

This Strategic Plan for the Newtown Community Center, adopted by the Newtown
Community Center Commission, sets forth objectives, strategies and actions for

successfully achieving five (5) major goals:

1. Be a hub for community interaction, promoting well-being and connection
among residents of all ages

2. Maintain the self-sustaining financial model of the Newtown Community
Center

3. Prioritize employee engagement and retention to foster a positive working
environment

4. Enhance community outreach and partnerships to generate awareness of the
Newtown Community Center and its offerings

5. Optimize communications with membership to enhance member experience

@ Executive Summary

The Newtown Community Center seeks to strengthen its operations and increase
community engagement through a comprehensive strategic plan. This document
outlines our mission, vision, goals, and strategies to enhance membership,
improve rental services, expand programming, boost community outreach, and

optimize operations.

The Newtown Community Center aspires to be a place for community interaction,
promoting well-being and connection among residents of all ages. Currently

operating through a self-sustaining operating model, the Newtown Community
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Center covers its annual operating costs and maintains a healthy fund balance.
The financial goals, covered in this plan, document the intent to maintain the
model, limit usage of the fund balance, and keep the operating budget out of the

Town’s annual tax-payer funded budget.

This plan will serve as a guideline to foster a vibrant community by providing a
welcoming space for recreation, education, and social engagement, while

complementing existing town organizations and businesses.

@ Building History & General Operational
Information

Who Can Use the Newtown Community Center?

Everyone and anyone (member or non-member) is able to come into the building,

relax in the lobby and/or hallways, and be a part of a larger community, which is
one of the main, original goals of the building. Usage of the facility is open to all
through memberships, program sign ups as a member or non-member and/or

day passes.

The Newtown Community Center offers free programs and events further fulfilling
the community unification goal. Some examples include the Winter Indoor Market,
outdoor movie nights, free community programs, workshops, and events that are

open to the public.

Day passes as well as monthly and/or annual memberships allow residents and
non-residents to use the facility while keeping the annual operating budget off of

the Newtown residents’ taxes.
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Building History

Following the tragic events of December 14th and thanks to the generosity of
General Electric (GE), Newtown made the decision to build a community center - a
project that had long been part of the town Capital Improvement Plan (CIP). This
decision was also driven by the recognition that Newtown lacked a central place
for people to gather, be part of the community, and not feel isolated—a key goal

for the community center from its planning stages through to today.

Planning began in May of 2015 and included multiple resident input opportunities
including a town-wide survey, public forums, and online explanations. The
building’s construction started with the ground breaking event on November 8th,

2017.

The Newtown Community Center opened its doors on July 19, 2019 and strives

every day to fulfill its mission.
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Building Goals & Mission

The town lacked a central location where town residents (and adjoining
community residents) could gather to come together. From this thought, our

overall mission was adopted on August 21, 2018:

The Newtown Community Center is a multi-generational hub that enhances our
community by promoting social interaction, health and wellness, creative

opportunities, and personal growth.

The large foyer and extra wide hallways offer anyone (member or not) the
opportunity to come inside, sit down, engage with others, and feel a part of the
larger community. Programming options offer additional opportunities for people

to connect.

General Electric Donations

GE donated two amounts to Newtown:

e $10,000,000 towards the construction of
the building.

o $5,000,000 (split $1,000,000 per year over
five years: 2016 to 2021) to help with

operations.

Construction Funding

In addition to the GE donation of $10,000,000, an April 2017 town referendum vote
approved another $5,000,000 for construction. Also, $3,000,000 was also added to
the total construction budget to cover the newly added, at that time, Senior Center

square footage; therefore, the total construction budget was $18,000,000.

n
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The Newtown Community Center’s planning and construction were overseen by

Newtown elected officials and full/part time employees.
Business Model: Self-Sustaining Operational

Currently, the Newtown Community Center’s operational budget is a self-
sustaining model that earns income by charging membership and program fees,

as well as through rental income.

This approach was strongly influenced by public feedback during planning, with
many residents specifically requesting that operational costs not be added to the
taxpayers. Also during planning, many residents indicated that they believed that
use of the building would not be used by everyone so everyone should not be

burdened with the annual cost.

The self-sustaining model includes membership fees, rental fees, and program
fees. Projections developed in 2017-2019 indicated a positive income level only
after year three. The Newtown Community Center was revenue neutral/positive in

year one.

Furthermore, GE's additional funding of $5,000,000 ($1,000,000 per year for five
years) to help cover operating costs, acknowledged the financial challenge of
running a community center. The original goal for the fund balance (i.e., the
money from GE) was minimal usage and long term availability - invest as much as
possible, with a portion of the interest income directed toward annual capital
projects and the balance put into the Newtown Community Center’s special
revenue fund or fund balance for future building enhancements, smaller capital
projects and expenditures (e.g., Splash Pad, furniture). Large capital items such as

the HVAC, roof, etc., go through the Town’s CIP process since the building is Town

owned. Planned enhancements, such as the splash pad and storage building, will

g
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use a good portion of the fund balance. There is a risk if continued capital repairs
spend down the remaining fund balance that a request of the Town/resident tax

payers would need to be made to cover operational costs.

Who owns the Newtown Community Center: as a department in town

and the building it is housed in?

As a “department” in Newtown, the Newtown Community Center is a Newtown
“quasi-governmental agency” (see “Taxpayer Impact” for more details) and the
building it is housed in is owned by the town of Newtown; therefore, the Town is
ultimately financially and legally responsible for its upkeep and maintenance to

ensure the safety and well-being of all the users and employees.
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Who manages the Newtown Community Center?

Although a Town owned building, the Newtown Community Center’s budget and
the management of reqular operations are independent of the Town. Oversight
and management are the responsibility of the Director and the Newtown
Community Center Commission. The Newtown Community Center is required,
however, to follow the Town’s Charter. The Town's Finance Director, Finance
Department, and the First Selectmen do have financial tracking responsibility and
some management input. The annual budget is presented to the elected
boards/councils as a courtesy but none have any authority over it. Residents do
not vote on the Newtown Community Center’s operational budget as they do for

other Town departments.

Since all of the Newtown Community Center’s employees are Town employees and
all utility operation costs are Town negotiated, Town operational changes (whether

related to insurance, utilities, or purchasing, for example) directly impact the

Newtown Community Center’s operations and operational budget.
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Senior Center Connection

The Newtown Community Center and Senior Center, although housed in the same
building, are separate entities of each other. The Senior Center is part of the
Town's budget and receives annual financial operational support, while the

Newtown Community Center does not’.

=t S
TR AN -

' As of the publishing of this document. See Town’s FY2019-FY2026 Annual Budgets.

N eWtown NCCC FY26-30 Strategic Plan Effective 8/21/25 Page 10
COMMUNITY CENTER




Taxpayer Impact

The Newtown Community Center’s self-sustaining operational model means a
zero-annual impact to the Newtown taxpayer while providing equal access to all
residents and non-residents?. The fees charged (i.e., membership, programming,
rental) provide a strong income source to offset many operational costs (the offset
balance coming from grants and donations). It is a taxpayers’ choice to pay for a
membership to use the facility versus adding the annual cost to Newtown’s Board
of Selectmen’s annual budget’s bottom line (again, a direct resident "ask” during
planning) and all Newtown taxpayers. All fees are kept as affordable as possible to

maintain the self-sustaining model.

Additionally, the interest income from investments of some of the GE donation are
annually reinvested into the Newtown Community Center through the Operational

Budget's “Capital” line item.

Finally, the Newtown Community Center’s “Special Revenue Fund” maintains a
liquid balance to cover enhancements, and some smaller, unexpected repairs

outside of the annual budget’s Repair & Maintenance and/or Capital line items.
This fund is separate from the Town’s Capital Non-Recurring Fund and General

Fund and is never to be “comingled”.

These three areas (operational model, interest income, and the Special Revenue
Fund) have maintained a zero tax payer impact from annual operating costs of the

Newtown Community Center.

Newtown'’s Board of Selectmen’s budget lists the Newtown Community Center as
a “quasi-governmental agency” meaning it is listed in the budget but is a separate,

independent “agency”. There are other such departments/agencies in Town but

they, unlike the Newtown Community Center, depend on annual taxpayer help to

g
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offset operational costs while also still charging residents to use them/their
offerings. The funding of larger capital repairs and maintenance that are not
covered in the Newtown Community Center’s annual budget (“Capital” line) are
added to the Town'’s Capital Improvement Plan (CIP) and must follow the Town's

Charter for review and approval mirroring all other Town owned buildings.

As of July 1, 2025, the Newtown Community Center has spent over $900,000 from
its Special Revenue Fund to cover the cost of repairs due to construction and/or

value engineering as well as enhancements. Please see the appendix for a

detailed breakdown.

2 As of the publishing of this document. See Town's FY2019-FY2026 Annual Budgets.
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What is inside the Newtown Community Center

The Newtown Community Center is a 59,377 square foot facility that includes two
pools, multi-purpose activity space, a health and wellness room, an art room, two
smaller activity rooms, a meeting room, and offices. Each area strives to fulfil the
Center’s mission every day. When planned, priority was given to not duplicate
other businesses’ offerings (such as a gym) but to develop options that were
stand-alone and complementary (i.e. art room, pools, 200+ seated banquet space).

Enhancements since opening:

o 2022: Patio adjacent to multipurpose rooms/behind building (funded by
ARPA/American Rescue Plan and Newtown Community Center Special Revenue
Fund)

e 2024: Playscape (funded by the Newtown Community Center Special Revenue
Fund, along with donations from the Friends of the Newtown Community

Center, the Lehrman Family, and the Fairfield Hills Authority that financed the

trees along the street).
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Future (FY26-30) CIP listed planned enhancements as of July 1, 2025*:

Item Total Cost NCC Share Town Share Fiscal Year
Splash pad $525,000 $525,000 $0 FY2026
Storage Shed $300,000 $150,000 $150,000 FY2027
MP Dividing Walls $240,000 $150,000 $90,000 FY2027
MP Room Upgrades $300,000 $150,000 $150,000 FY2027
Floor Tiling of 3 Locker $325,000 $0 $325,000 FY2028
Rooms
Shade Structure $295,000 $245,000 $50,000 FY2028
Pool Plastering $300,000 $150,000 $150,000 FY2029
SUBTOTAL  $2,285,000 $1,370,0003 $915,000
Pool HVAC $1,814,0744 $250,000 $1,564,074 FY2025 &
FY2026
Pool Deck CIP $3,000,000 $0 $3,000,000 FY2026/27
Placeholder

*Will be annually updated

3 Represents 23% of the December 2024 reported Fund Balance available funds.

4 As of Board of Selectmen June 24, 2025 Special Meeting.
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What is the role of the Newtown Community Center Commission?
Established in 2021 per the Newtown Charter’s Article IX, the Newtown Community
Center Commission shall:

20-50 Purpose and duties:

The purpose of the Newtown Community Center Commission is to oversee the

Community Center's operations. Specifically:

A. To advise and support the Center's Director on areas related to membership,
programming, rentals, capital improvement, fund-raising, marketing, and strategic

planning.

B. To oversee and approve the Community Center's annual budgets with monthly
reviews, rate/fee changes, and other financial operations both short and long term

to ensure the GE grant's original intent is followed.

For additional details please see the appendix or click this link to go to the

Newtown Code Book:

https://ecode360.com/37654289#37654291
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What is the Friends of the Newtown Community Center (FONCC)?

The FONCC is a 501¢3 non-profit organization whose mission is “Helping Newtown
build our best community.” Also established in 2019, the FONCC fundraises for the
NCC to assist with Newtown Community Center scholarships, free community

programming, and Community Center enhancements.

For additional information, please click this link to visit their website included

within the Newtown Community Center’s website:

https://newtowncommunitycenter.org/about-us/support-us/

-
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@ Demographics & Membership Details

The Newtown Community Center has over 2,700 member units (e.g., Family
Annual, Senior Monthly, etc.) and 7,000 individual members to date’ with a

breakdown as follows:

e 75% Resident membership

e 25% Non-resident membership

Membership Units Trend

Aug 2019 June 2025
N
3000
2500

Membership Units
)
=
=

1000

500

Month/Year

NCC Membership Trend since opening
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https://docs.google.com/spreadsheets/d/1pErj0jJkcbmlV0k62gzO76fRklqa7zybexak6tweeGQ/edit?usp=sharing

Membership for the Newtown Community Center includes:

e Unlimited access to 6 lane lap pool, recreational pool and spray bay
e Health & wellness programs

o Water aerobics

e Member events

e Discounted programs

e Rental space and birthday party services

o (4) Free guest passes annually

o Family time activities

> As of June 2025. Membership data was not tracked from Dec 2019-Dec 2020
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Projections capped resident membership at 9% in year 3. As of spring 2025, 26% of
Newtown's residents were members, far exceeding the projections. All these
combined reflect the positive impact and embracing attitude by residents and

overall users of the Newtown Community Center.

Membership rates are as follows:

Membership Type Monthly Rate Monthly Rate
(Resident) (Non-Resident)
Youth/Teen (Ages 0-18) $18 $25
Adult $31 $40
Single Parent (7 adult + children in the same household) $34 $42
Family (2 adults + children in the same household) $41 $49
Senior (Ages 60+) $18 $28
Senior Couple (2 seniors in the same household) $32 $41
Joiners Fee (One-Time) Day Passes
Residents: $0 Residents: $8
Non-Residents: $50 Non-Residents: $10

In addition, on average, the Newtown Community Center issues over 500 day-pass

purchases on a monthly basis.
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(® Goals and Objectives FY26-FY30

The following are the strategic objectives of the Newtown Community Center for
FY26-FY30:

1. Be a hub for community interaction, promoting well-being and connection
among residents of all ages

2. Maintain the self-sustaining financial model of the Newtown Community
Center

3. Prioritize employee engagement and retention to foster a positive working
environment

4. Enhance community outreach and partnerships to generate awareness of the
Newtown Community Center and its offerings

5. Optimize communications with membership to enhance member experience

@ Strategies and Tactics

1. Be a hub for community interaction, promoting well-being and connection
among residents of all ages
a. Programming
i. Introduce new programs annually based on community interest and
need
i. Host quarterly community events to raise awareness and engagement
ii. Enhance intergenerational programming to cater to all age groups
b. Highlight facility offerings

i. Existing offerings

Newtown
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1. Playscape, lobby, pools, health & wellness, art, childcare, cooking,
summer and school break camps, etc.
i. Planned enhancements:
1. Splashpad
2. Outdoor pavilion
3. Recreational annex
2. Maintain the self-sustaining financial model of the Newtown Community
Center
a. Membership
i. Continuously monitor membership trends to sustain membership and
reduce turnover
i. Annually identify and engage underserved demographic groups
ii. Review member and non-member rates for program offerings to
remain competitive
b. Rental services
i. Implement post-rental survey for feedback to continuously improve
rental space offerings

i. Conduct space utilization review to identify trends and action plan for

the future
1. Usage
2. Revenue

3. Outline capital improvements/enhancements over the next 3-5 years
ii. Create targeted marketing efforts for rental spaces, leveraging both
member and community networks, planned for on a quarterly basis
c. Maintain a healthy financial position
i. Sponsorships

1. Establish tiered annual, quarterly, and event based opportunities

ii. Grants

g
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1. Identify and apply for funding applicable to the needs of the center
when available
ii. Donations and Fundraising
1. Collaboration with the Friends of the Newtown Community Center
d. Fiscal transparency
i. Annual reporting made available on website/town website
1. Annual Audited Statement of Accounts

a. Newtown Town budgets can be found on the Town website:

https://www.newtown-ct.gov/finance-department
b. Newtown Community Center Commission agendas and minutes

can be found on the Town website: https://www.newtown-

ct.gov/community-center-advisory-committee-

subcommittees/community-center-commission

i. Conduct monthly financial reviews
ii. Maintain and manage reserve fund for unexpected expenses
e. Facilities
i. Maintain and upgrade facilities to sustain and strengthen revenue
1. Outline 5-years of facility upgrade plans
3. Prioritize employee engagement and retention to foster a positive
working environment
a. Reqgularly assess staffing needs and hire staff accordingly
b. Training and job readiness
c. Employee retention
i. Staff/professional development
i. Recognition/appreciation
4. Enhance community outreach and partnerships to generate awareness of

the Newtown Community Center and its offerings
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Establish or enhance partnerships with new local organizations each year to
better meet gaps in community needs. Current partnerships include:
i. Swim programs with preschools
i. REACH
ii. PTA
iv. BoE
v. First Responders
vi. Local realtors/Newcomers welcome packet and mailers
Increase presence at town and surrounding area events to expand
awareness of and communications to members and potential members
Increase the number of free community events to foster inclusivity and
awareness. Current examples include:
i. National Night Out (NPD)
ii. Music Mondays (C.H. Booth Library)
iii. Movie Night (Newtown Park & Rec)
Capitalize on relationships with healthcare providers:
i. Host wellness screenings in partnership with local
hospitals/clinics/providers
ii. Offer joint programming (e.g., physician lectures, nutrition workshops,
mental health awareness seminars).
ii. Develop a referral program with local providers
Leverage PTA and school district relationships:
i. Offer PTA Family Nights or “Community Days” to drive family
engagement.
i. Develop a Student Volunteer Pipeline or internship program for high
school students in recreation, events, or leadership.
ii. Develop relationships with other senior centers and senior living

facilities
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5. Optimize communications with membership to enhance member
experience
a. Implement a feedback and customer satisfaction tool
i. Center programs
i. Center amenities

ii. Rentals

b. Optimize programming logistics and communications with members/public

via website, email, social, in-facility displays, etc.
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() Timelines

Immediate Actions (2025-2026)

o Implement member feedback surveys
e Initiate community partnerships

o Continue long term capital improvement planning
Mid-Term Actions (2025-2027)

e Launch new programs, enhance rental facilities, and assess the effectiveness of

outreach efforts
Long-Term Actions (2027-2031)

o Evaluate overall strategic plan effectiveness on an annual basis

e Adapt and update plans based on community needs and feedback

@ Evaluation

The Newtown Community Center Commission intends to conduct an annual

review of progress towards goals and adjust strategies as needed, in partnership

with the Newtown Community Center Director.
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@ Communication

Internal Communication

e Regular updates to staff and commission members through meetings and

email updates
External Communication

e Post strategic plan on town website and Newtown Community Center website
e As a courtesy, share strategic plan with Board of Selectmen, Board of Finance,
and Legislative Council

e Share plan progress through social media, newsletters, and at community

events, as appropriate
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https://drive.google.com/file/d/1rPatlIbXkfmbF89WovOaWkfEm5DAHXyH/view?usp=sharing

NCC out of pocket repairs and upgrades since opening as of June 9th,2025.

Total Cost

Funding
Source

Acoustical/Sound Panels

Additional Recirculation
line to fix locker room hot
water issues

Aquatic Center Control

Bathing Suit Spinner

Building Management
System/timer system for
Aquatics HVAC

Childcare Bathroom

Driveway

Emergency lighting

replacement

Furniture

Furniture Upgrades

Locker Room Upgrades

Newtown
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$15,000

$10,000

$20,000

$2,500

$40,000

$8,797

$12,000

$8,000

$160,000

$8,000

$38,538

$15,000

$10,000

$20,000

$2,5000

$40,000

$8,797

$12,000

$8,000

$160,000

$8,000

$38,538
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NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund/
Replaced
donated

NCC Special

Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

FY2024

FY2023

FY2022

FY2023

FY2024

FY2023

FY2023

FY2023

FY2024

FY2024

FY2023



Locker Room Upgrades

Office Wall & Furniture

Ongoing Aquatic HVAC
issues

Other building HVAC issues

Outdoor play area (seeing,
dirt removal, etc.)

Patio

Paving

Pickup Truck

Playscape

Pool Deck Sealing

Refinishing interior pool
splashpad area

Replace items damaged in
freestanding storage unit's
floodings (2x)

Water Filter

$144,000

$12,000

$50,000

$12,000

$8,000

$161,158

$12,517

$45,816

$235,000

$14,982

$13,000

$18,000

$10,000

$144,000

$12,000

$50,000

$12,000

$8,000

$61,158

$12,517

$0

$235,000

$14,982

$13,000

$18,000

$10,000

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

ARPA and NCC

Special Revenue

Fund

NCC Special
Revenue Fund

ARPA

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

NCC Special
Revenue Fund

FY2020

FY2024

FY2019-

24

FY2023

FY2022

FY2023

FY2023

FY2024

FY2025

FY2023

FY2020

FY2024

FY2019

SUBTOTAL  $1,065,678 $920,492
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e For Newtown Community Center Commission meeting agendas and minutes,
click link to go to the Town of Newtown page:

o Link: https://www.newtown-ct.gov/community-center-advisory-committee-

subcommittees/community-center-commission

o Newtown Code Book Article IX establishing the Newtown Community Center
Commission in July 2021:

o Link: https://ecode360.com/37654289#37654289

o Copy of Article IX:
Article IX
Community Center Commission
[Adopted 7-21-2021]
§ 20-48 Committee established.

The Legislative Council of the Town of Newtown, pursuant to the power
granted to it in Chapter 5 of the Newtown Charter, does hereby authorize
the establishment of a Community Center Commission, to be hereinafter
known as the "Newtown Community Center Commission," which shall
consist of seven members to be appointed as hereinafter provided and

whose purpose and duties shall be as follows.
§ 20-49 Membership; terms of office; removal; rules of procedure.

A. The Commission shall consist of seven members who shall be appointed
by the First Selectman of the Town of Newtown with the approval of the

Board of Selectmen and who shall serve without compensation.
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B. The initial members of said Commission shall be appointed for the
following terms: two members to serve until December 31, 2021, two
members to serve until December 31, 2022, two members to serve until
December 31, 2023, and one member to serve until December 31, 2024;
thereafter, the successive terms of members shall be for a period of four

years.

C. The Board of Selectmen may remove any member for cause and shall fill

all vacancies.

D. The Commission shall elect a Chairman and Co-Chair from its
membership and shall adopt rules of procedure for its meetings not
contrary to the terms of this article. Election of officers will take place

annually each January.
§ 20-50 Purpose and duties.

The purpose of the Newtown Community Center Commission is to oversee

the Community Center's operations. Specifically:

A. To advise and support the Center's Director on areas related to
membership, programming, rentals, capital improvement, fund-raising,

marketing, and strategic planning.

B. To oversee and approve the Community Center's annual budgets with
monthly reviews, rate/fee changes, and other financial operations both

short and long term to ensure the GE grant's original intent is followed.
§ 20-51Staff.

A. Based on the recommendation of the Community Center Director, the

First Selectman shall have sole authority to employ such staff as may be

g
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necessary to properly supervise, maintain, and develop those areas of the
Center's programming, function, structures, and equipment, provided that
the cost shall be kept within the funds available in the Community Center

Special Revenue Fund.
B. All final staffing decisions to be approved by the First Selectman.

C. All staff employed at the Community Center shall be Town of Newtown

employees and shall follow/adhere to all Town policies.
§ 20-52Finances.

A. The funds available to the Community Center Commission from gifts or
bequests, dues, fees, charges and other revenue sources shall be placed in
the custody of the Financial Director of the Town of Newtown, to be held,
administered and disbursed by the Financial Director as part of, and
through, the Community Center Special Revenue Fund, as authorized by the

Legislative Council on June 6, 2018.

B. The Community Center Commission shall review and approve the
Community Center Director's proposed annual budget. Budget line-item
authority is under the purview of the Director along with the Commission
with Commission majority approval needed for
undesignated/unanticipated costs/expenses, including capital expenses
above $50,000. An annual budget will be submitted for inclusion in the

Town's annual budget as an exhibit for presentation purposes.

C. All accounting procedures, purchases and/or disbursements shall be

governed by Town of Newtown policies.
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D. Dues, fees, and charges The Community Center Commission, with the
recommendation of the Community Center Director, shall establish all dues,
fees and charges related to member and nonmember usage of the facility

and all its parts.

E. CIP inclusion Major capital repairs and/or improvements meeting the
threshold for inclusion in the Town's CIP plan shall follow the CIP plan
process as set forth in the Charter of the Town of Newtown and the Town of

Newtown Code Book.

F. In the event that a situation arises that creates conflict between this

article and the Town Charter, the Town Charter language shall govern.
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