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Section A: Background 
 

1. Background Information 
 

Early in 2013 Ifpra engaged Parks For Life or the International Urban Parks and Green Space Alliance 

(of park and recreation national associations) to conduct a strategic review of Ifpra. This was due to 

concerns that declining membership of Ifpra could see the dissolution of the organisation. The 

resulting report, recommending a new model world urban parks association be formed (and 

providing a new constitution) was considered by meetings of the Ifpra Commission and General 

Assembly in Alberta, Canada, in late October 2013. The General Assembly approved the formation of 

a Task Force to determine the viability and aspects of implementation of the new model  or ‘new 

Ifpra’ organisation.  

The Terms of Reference for the World Urban Parks Organisation (WUPO) Task Force, approved by 

the Ifpra World Executive, provided the following objectives:  

1. To engage key internal and external stakeholders to create a new-model world urban parks 

organization (WUPO). 

2. To recruit Task Force members generally representative of the proposed board for the WUPO 

3. To clarify the scope (ie urban parks focus and inclusion of recreation) and niche of the new 

organization relative to other world bodies, such as the IUCN or World Leisure Organization. 

4. To demonstrate the financial viability of the new organization through gaining and gauging the 

commitment of key potential members and first directors, and that of organizations in particular. 

5. To recommend to the Executive Committee, Ifpra General Assembly and Parks For Life how and 

when the new organization should be implemented. 

6. To recommend to the Executive Committee (in coordination with the Governance and Audit Sub-

Committee): 

a) the name of the organization 

b) preferred country the organization is to be registered in 

c) Any essential modifications to the design, constitution or budget in the Ifpra Strategic 

Review Report 

d) Development of a High-level strategy for implementation. 

 

These objectives were considered to complement the Parks For Life report that contained a 

constitution, governance and membership structure, 3-year business plan and budget for the 

proposed organisation. 

  

The General Assembly expected to consider the recommendations of the Task Force with a view as 

to whether it would adopt the constitution of the new model organisation. 

At a meeting in Malmo, Sweden in August 2014 the Ifpra World Commission requested that the Task 

Force deliver its report by the end of October 2014 so that the General Assembly could vote on the 

new constitution in early December 2014. 
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2. Taskforce and representative structure and involvement 
 
The Terms of Reference for the Task Force provided for a Strategy Group as the lead working group 
recommending direction to Ifpra, and a Reference Group to be consulted on key discussions and 
decision areas. 
 
The Task Force Chair, John Senior, was appointed in late 2013 and a Strategy Group of 14 persons 
was formed early in 2014. These included representatives from Ifpra, Parks for Life, primarily 
agencies and associations, and an independent member from Ernst and Young (Appendix 1). 
 
Reference Group members have continued to be appointed through 2014 and comprise of leaders 
of the parks and related sectors. Membership in September 2014 numbered 17. 
 
A dedicated WUPO Task Force discussion group was created on LinkedIn as a sub-group of the World 
Urban Parks Initiatives (WUPI) web site as a medium for the Strategy Group to seek comment from 
the Reference Group.  
 
The Strategy Group held six formal meetings by Skype throughout 2014. Six discussion items were 
put to the Reference Group. 
 
The World Executive considered regular agenda items at its meetings and the World Commission 
was briefed and consulted in Malmo.  Six discussion items were put to the Reference Group via the 
WUPO LinkedIn site, with wider consultation about the draft prospectus for the WUPO put to the 
Ifpra and WUPI website memberships in October 2014. 
 

3.  Stakeholder involvement/consultation 
 

The Parks For Life Strategic Review had involved a Baldridge business-style agency peer review that 
included consultation with the Ifpra leadership, Commissioners, Regions, and wider membership 
through survey, as well as other professionals outside of Ifpra. 
 
The WUPO Task Force itself comprised Ifpra and external leaders from the urban parks and 
recreation sector within the Strategy and Reference Groups. Parks For Life was also fully 
represented.  
 
Wider consultation included the Ifpra World Executive and Commission. Updates were provided to 
the Ifpra membership via the newsletter.  The draft value proposition was released to the WUPI 
LinkedIn group of 330 parks professionals from within and without Ifpra, and to Ifpra members. 
 
 

Section B: Strategic Positioning 
 

4. Proposed name 
 

There was general agreement that the name should be short while making it clear this was an 
international organisation positioned in the urban parks niche. “World Urban Parks” was the 
consensus and will be used in this report. Being shorter it did not necessarily require an acronym. A 
fresh name would allow the Ifpra, IUPGSA and broader parks and recreation community to feel joint 
ownership and new possibilities (not unlike the League of Nations becoming the UN) 
 
The following table shows the main names considered, together with advantages and disadvantages. 
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Table 1. Naming Options for New-Model Organisation 

Name Advantages Disadvantages 

World Urban Parks  Short and snappy without 

need to explain acronym 

 Makes urban parks 

positioning clear and the 

focus on livability and 

sustainability 

 New name provides sense of 

new possibilities and joint 

ownership 

 Would be the ‘new Ifpra’ 

without any baggage 

 May require branding 
explanation to show ‘parks’ 
includes open space, recreation, 
conservation, heritage, 
education etc. 

 Likely a concern for park and 
recreation, and recreation 
associations (Alternative is: 
WUPR or preferably add a by-
line “Serving the parks, open 
space and recreation sector” 

International Federation of Park 
and Recreation Administration 
IFPRA 

 Existing name / brand  

 Has occupied the urban parks 
niche since 1957 

 Preferred by a number of 
Ifpra members that consider 
marketing/branding may lift 
the name 

 Rolls off the tongue 

 Includes recreation 

 Does not suggest a fresh 
organisation with a larger vision 
owned by the wider industry 

 Would require substantial 
marketing 

 Associated with being relatively 
small and conservative 

 ‘International’ does not translate 
well to Latin countries 

 ‘Administration’ dated meaning 

International Union / Federation 
for Urban Parks 
IUUP, IFUP 

 Meets Review criteria 

 Has some similar gravitas to 
its twin, the IUCN 

 Blends some Ifpra origins 

 ‘International’ does not translate 
so well to Latin countries 

 Acronym requires explaining 

World Urban Parks Association / 
Organisation / Network 
WUPA / WUPO / WUPN 

 Meets Review criteria 

 Similarities to other World 
organisations including UN 

 Rolls off the tongue 

 A little close to Whoopee and 
other connotations 

 Acronym requires explaining 

 

5. Vision and Role 
 
The vision and role of World Urban Parks outlined in the PFL Strategic Review Report was considered 
appropriate. However it should be slightly modified to make clear the organisation catered to the 
broad urban parks, open space and recreation sector to include how people/communities connect 
with parks (see underlining) and to recognise park and recreation national associations. 
 

Vision, Mission, Goals and Objectives 

 

World Urban Parks will both champion urban park outcomes for city livability, place-making, 

conservation and access; and provide strong membership services by connecting, leveraging and 

supporting diverse memberships. 
 

Vision - A World where people value and have easy access to quality urban parks,  open space and 
recreation 
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Mission - To promote and support the provision, effective management and use of urban parks, 

open space and recreation world-wide as an integral contribution to healthy communities 

connected to the natural world 
 

Goals 
 

Four long-range goals represent the outcomes that World Urban Parks seeks to achieve over time. 
 

A. Park Networks 
Comprehensive and well managed urban parks and city open space networks improving the 

quality of life for urban dwellers and protecting natural and cultural values 
 

B. Park, Open Space and Recreation Benefits 
The economic, environmental, cultural and social values of urban parks, open space and recreation 

are well understood and supported across the world by communities and their governments 
 

C. People Networks 
Urban park, open space and recreation managers and stewards are well connected with ready 

access to quality information and training to enhance their effectiveness 
 

D. Global Voice 
World Urban Parks is recognized as the global unified voice for urban parks, city open space and 
recreation 

 
Objectives 
The Objectives are what the organisation will do in the short /medium term to advance towards 

achieving its long term goals and fulfilling its Mission. The Business Plan is framed around 

achieving these Objectives. 
 

1. Build credibility as a knowledgeable and respected organisation able to provide policy 

advice to Governments and high level decision makers across the world 

2. Help governments, organisations and the community at all levels to plan, manage and use 

urban parks, open space and recreation through advocacy and provision of strategic advice 

3. Strengthen capacity and effectiveness of urban park, open space and recreation managers 

and stewards through the provision of guidance, tools and knowledge, and providing 

recognition through accreditation 

4. Consolidate and share knowledge to promote good practice, establish international 

standards and good practice, resolve issues, and to demonstrate and communicate all the 

values of urban parks, open space and recreation 

5. Support urban park and recreation national associations (and facilitate new 

associations where none exist) - connecting groups, organisations and individuals 

through national and international networking and advocacy 

6. Develop partnerships and alliances with key sectors and organisations that benefit from the 

existence of urban parks, open space and recreation 

7. Promote research into the social, cultural, health, environmental and economic values of 

parks, open space and recreation 

8. Provide easy access to accumulated knowledge in readily understandable terms 

9. Increase investment in urban parks by informing public, private and philanthropic sectors of 
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the essential contribution of parks, open space and recreation to healthy communities and 

ecosystems 

10. Exercise excellent governance and administration 
 
 

6. Strategic Positioning (against other entities) 
 
The Strategy Group was comfortable with “Urban Parks” referring to the urban parks, open space 
and recreation niche. Both Ifpra and Parks for Life (International Urban Parks and Green Space 
Alliance) currently occupy this niche. As an umbrella association for national associations it was 
recognised most were park and recreation associations with an urban focus.   

 

The niche fits relatively comfortably with other entities the World Leisure Organisation (WLO) and 
International Union for the Conservation o f Nature (IUCN). 

 World Leisure Organization, is a world-wide, non-governmental association of persons and 
organizations dedicated to discovering and fostering those conditions best permitting leisure to serve 
as a force for human growth, development & well-being (from www.worldleisure.org).  

The IUCN’s focus was seen as relating to protected area management, primarily outside urban areas. 
The Urban Parks unit was mostly focussed on the impacts of cities on adjacent protected areas 
rather than the integral role of urban open space. 

 

Figure 1. World Urban Parks Positioning in the Parks and Recreation Sector 

 
 

 

‘Urban Parks’ referred to ‘public’ open space, recreation, conservation, heritage and associated 
education – and contributing to city liveability and sustainability through a focus on human contact 
with nature and the outdoors. The emphasis on ‘green’ and ‘people’ would also include wider urban 
recreation and sport. The WUPO would have natural alliances with sister organisations such as WLO 
and IUCN, as well as related natural resource and health sectors. 

 

7. Value Proposition 
 
1. Need 

 

The Task Force considers there is a need for a world association to champion and connect urban 
parks and recreation, and forming alliances with protected area, leisure, health and other allied 
fields.  
 

Leisure 

(WLO) 

Conservation 

IUCN 

Urban Parks 
&Recreation 

WUP 

http://www.worldleisure.org/
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Agreement over the need for the WUPO had attracted the most Reference Group input and 
consensus. 

 
2. Value Proposition 

 
The Strategic Review includes An Invitation to Join and a Benefits of Membership page (p.14). Ifpra 
too has lists and tables outlining benefits of membership. It became apparent from discussion and 
consultation within the Task Force that these needed to be consolidated as well as targeted to 
different member categories. 
 
A six page draft Prospectus (Appendix 2) was developed for World Urban Parks, together with one-
page draft Invitations to Join to primary member groups. This was seen as important to receive 
feedback on value for money and so includes information on benefits and fees. Further information 
includes the need for the organisation, mission and goals, membership and how the organisation is 
governed. 
 
The recommended modified benefits of World Urban Parks are: 
 

World Community: Advocacy on the behalf of the collective membership and all park users for 

equitable access to urban parks and open space; it researches and demonstrates the community 

health and social benefits derived from urban parks, and promotes the conservation and effective 

management of their natural and cultural values. 

 Strategic international ‘think-tank’ to advance and advocate for the cause of urban parks, 

providing a higher layer of credibility 

 Collaboration and liaison with like-minded global bodies (such as the IUCN) and sectors (such 

as health) 
 
Organisation Members: Benefits of membership include: 

 Advocacy and support on common causes and issues across countries, in-country and on behalf of 
agencies 

 Facilitation of international networking, project collaboration, study tours, staff exchange, 
consultancy 

 Access to the latest data and information on urban park issues through conferences, international 
research studies, and the Knowledge Hub 

 Determination of international standards and provision of benchmarking services and awards 

 Regular translatable e-communications on international contemporary issues and actions 

 Promotion of urban parks through coordinated international programs eg. “Parks Week” 

 Strengthening national associations through member discounts; brokering international speakers 
and conference status, promoting and leveraging services, and assisting the formation of new 
national associations 

 Endorsement and promotion of quality services and products 
 

Individual Members: In addition to the above, individuals benefits from: 

 Specialized education and training 

 International professional certification 

 Group network support and committee and project roles 
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8. Prospective membership 
 
The Strategic Review report recommended an inclusive membership, truly representative of the 
international urban parks [and recreation] community. 
 
The Prospectus defines World Urban Parks as “inclusive of urban public open space and recreation, 
valuing the relationship between people and nature. The organisation values a broad membership 
including park and recreation national associations, government/city park agencies, other 
park/community based organisations, universities/research organisations, businesses and 
individuals.” 

 

The Task Force confirms that national associations and parks and recreation agencies would be core 
members of the organisation, reflective in board numbers. 

 

Initial membership would come from Ifpra and Parks For Life. Should the Ifpra General Assembly 
adopt the new-model constitution, all Ifpra members would automatically become members of the 
new organisation.  On this initiative Ifpra will have created the new organisation.  

 

Other founding members would come from individual Parks for Life member organisations, 
potentially some of the other Task Force Strategy and Reference Group members and a number of 
organisations that have participated in the development of the new model organisation or who are 
responding to promotion, invitations to join, and first directorships on the board. 

 

While it is not yet clear what percentage of members would join the new organisation, the following 
table provides a some potential member sources (for which there are overlaps) and a conservative 
scenario of potential World Urban Parks uptake. 

 

 Table 2. Potential Member Sources and Uptake for World Urban Parks 

Source Organisation 
Source 

Percent 
joining 
WUP 

Number 
joining 
WUP 

Individual 
Source 

Percent 
joining 
WUP 

Number 
joining 
WUP 

Ifpra current 65 55% 36 160 80% 128 

Ifpra former (contactable) 41 10% 4 24 20% 5 

Parks for Life 6 80% 5    

Task Force (not Ifpra, PFL) 4 50% 2 4 50% 2 

WUPI website    330 8% 26 

First directors (not Ifpra, PFL) 11/20 100% 11 3/6 100% 3 

Invitations 250 5% 12 General  30 

TOTALS 379  70 521  204 

 

 
Section C: Organisational Requirements 
 

9. Legal structure and requirements 
 
It is considered that World Urban Parks be an incorporated entity, being applicable where a broader 
range of activities are conducted and a separate legal structure is required, such as being able to 
apply for  tax-exempt status. 
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The main legislative considerations for the organisation are:  

  Ease of reporting requirements 

 Minimisation of taxation 

 Protection of intellectual property and privacy 

 Flexibility of domestic employment contracts 
 
In detail these include: 
 

 Registration as a business or incorporated society for tax purposes and to conduct long-term 
operations, including trading 

 Ability to enter into contracts 

 Ability to employ staff directly or through a third party 

 Operate a bank account 

 Comply with annual tax returns, GST/VAT, employee withholding taxes, superannuation, 
reporting, maintain annual accounts. 

 Limited legal liability 

 Potential to be exempt from income tax and qualify as a public charity 
 
These requirements are examined in Section 13a Location where differing legislation for selected 
countries is compared. 
 
Generally the organisation is expected to operate under a constitution with a governing board and 
with financial accounts externally audited for proper accounting practice. 
 
Given it will take some months to create an incorporated entity in a desired location it would be 
possible for Ifpra to create the new organisation in stages. For example: 

1. Adopting the new-model constitution 
2. Incorporating the organisation in New Zealand where it currently operates 
3. Transferring to an incorporated entity and main office set up in the desired country.  

 
Some further consideration should be given to an option where staff are domiciled/sponsored with 
agencies around the world as satellites to the main office. 
 
The main change recommended to the World Urban Parks Constitution in the Strategic Plan report is 
to incorporate the Vision, Mission, Goals and Objectives. The Constitution would also respond to any 
final modifications to governance, membership, ability to operate from any country etc. 
 
 

10. Governance 
 

The structure recommended in the Strategic Review is endorsed. This discussion attracted the least 
Reference Group comment. The initial representative board was seen as appropriate while the 
World Urban Parks is under development.  
 
A possible exception is that if the right location is chosen that allows the incorporated entity to 
trade, there would not be a necessity for a separate trading company. 
 
An un-resolved area has been the role of Ifpra Commissioners. The Review Report saw the World 
Commission’s governance role being replaced by a leaner board that met more frequently and was 
structured by member category.  The country representation role of Commissioners would move to 
National associations that should have a greater mandate and network.  
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However the Task Force believes Commissioners could play a key role in the transition to the new 
model as ambassadors who understood their national culture, language, professional structures and 
networks. The recommendation is for Ifpra Commissioners to remain in place in an ambassadorial 
capacity where there was no national association or the association was not a member.  In a number 
of cases the Ifpra Commissioner is already the national association representative.  
 
A variant of this recommendation is that, with the national association’s agreement, all current 
commissioners would be asked to remain in place for 1-2 years to assist informing and expanding 
membership and the organizational transition.  
 
As a transitional role these positions would not be considered constitutional. Collectively 
Commissioners could meet in association with conferences and Region activity, but would retain 
closer communication with the Board and Secretariat. The Strategic Review identified that later in 
the organisation’s development outcome Commissions would be developed.  
 

 
11. Membership 
 
The six categories of full membership categories in the Strategic Review proposed constitution are 
endorsed: 
 

 National peak park and recreation/professional associations 

 Urban park and recreation agencies 

 Businesses/Philanthropic organisations 

 Universities/Research Institutes 

 Regional/Community organisations 

 Individuals 
 
It is noted that the fee structure differentiates individuals as: 

 Professional 

 Young Professional (<30 yrs) 

 Citizens, students, retired, supporters 
 
With only four Honorary life members in Ifpra it would be appropriate to honour these in the new 
organisation. The Board could determine whether any further members were honoured in this way. 
 
The Strategic Review report refers to all members of national associations having ‘Affiliate’ member 
status with limited benefits. The Task Force recommends these be referred to as ‘Associate’ 
members. The report also notes that organisations from related sectors could become a full member 
or operate under an MOU. The Task Force recommends there potentially be a fixed-fee discounted 
‘Affiliate’ member status for such organisations to encourage reciprocal membership. 
 
Ifpra national Branches ie Ifpra Japan would be treated as umbrella national associations  that other 
regional and small national associations could belong to (and enjoy the 50% fee discount). 
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12. Operations 
 

12.1 Location 
 
The Task Force took a comprehensive view of potential locations, drawing on some formats used by 
Ernst and Young. The key location factors are in the following table from Appendix 3.  
 
Table 1:  Location requirements 

Nature Consideration 

Strategic ► Strength of NGO support,  market potential and availability of Government funding support for projects and initiatives 

► Visibility of location to members and other fee paying members 

► Opportunity for enhancing global brand profile as the leading urban parks advocate 

► Member acceptability of location 

  

Operational ► Appropriateness and adequacy/accessibility of skills and capability (in location) 

► Ease of business interactions with members 

► Economically stable environment 

► Proximity to transport hubs 

  

Regulatory ► Ease of reporting requirements 

► Minimisation of entity taxation implications 

► Protection of intellectual property and privacy 

► Flexibility of domestic employment contracts 

  

Financial ► Competitive occupancy costs and operational overheads 

► Competitive employment cost structure 

► General cost of doing business 

► Cost of set up and unwinding existing office and transition 

 
 A greater level of country location analysis (Appendix 3)  focussed on regulatory requirements for 
four different locations: 

 Washington 

 London 

 Brussels 

 Melbourne 

 

Although not significantly different the conclusion was that the USA or Australia were most 
preferable of the four reviewed,  with the UK probably least preferred (due to taxation requirements 
and operating restrictions).  Achieving charitable status (allowing gifts to be tax deductable) was one 
of the more difficult issues.  The countries selected were indicative and it was noted that strategic 
and operational requirements, such as location of the main office (usually required to be in the 
country of registration), could likely outweigh regulatory considerations.  

 

It was also noted that if there was no significant expense of double-registration that initial 
registration could be in Wellington until registration and other systems were set up in any alternate 
country. One potential trigger point could be at the transition from initial first directors of World 
Urban Parks to elected directors. 

 

The following table shows some strategic and operational considerations. 
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Table 3 Country of Registration Strategic and Operational Considerations 
Country of Registration Advantages Disadvantages 

USA  Strength of the parks industry 

 Proximity of large associations 

 Proximity to a new region 

 Strong philanthropy, volunteer ethic 

 Can trade as an association 

 High political profile/UN association if in 

WDC or New York 

 Possible political issue for some 

countries? 

 Away from Ifpra’s current weight of 

membership in Europe 

 Canada and South American identity 

somewhat different 

 Cost of secretariat? 

Continental Europe  In the heart of Ifpra’s membership 

 Can be proximate to UN, IUCN eg 

Switzerland and Europarc 

 Reasonably central 

 Variety of countries’ legislation to find a 

good fit. 

 UK does not allow associations to 

trade and seen as different to 

Continent 

 Cost of secretariat depends on country 

Asia-Pacific  High urban populations and growth (2nd 

largest membership area) 

 Location of current Office. No transition 

costs.  

 Away from most member countries and 

world organisations.  

 Higher cost of secretariat travel 

 Cost of secretariat depends on country 

 Low profile of current location 

 

 
12.2 Resourcing 

 
Administration and General Funds 
 
The main component of World Urban Parks operations to resource is administration in the form of 
the Secretariat that supports communications, administration, committees and working parties, and 
related services and activities.  The second highest administrative expense is board travel. 
 
As an on-going operational expense these administrative expenses require resourcing from annually 
generated general funds, such as membership fees and Yardstick commission. However as a 
member-based association World Urban Parks can potentially draw upon in-kind resourcing from 
larger member organisations. There may be potential for a large agency to host all or parts of: 

 the main office (2 cubicles and computers) 

 IT communications, customer and accounting systems 

 CEO as a seconded manager 

 Administration staff 
There is also potential for agencies around the world to each second a small part of an officer’s time 
(eg 2-8 hours a week) so that collectively 0.5 – 1 FTEs might be realised for a range of dedicated 
work. 
 
In-kind resourcing could include a board member’s agency paying for their meeting travel costs. 
 
The main sourcing options for the core Secretariat are: 

1. In-house. For a small organisation this adds employer responsibilities and equipment and 
systems costs. Limited staff must be generalists. Staff turnover Is a risk. 

2. Contracted to an organisation (current Ifpra-NZRA model). The organisation accesses 
existing systems, equipment, policies, and a more diverse staff pool with ability to cover 
turnover and leave.  FTEs can be scaled in increments depending on World Urban Parks’ 
financial situation. 

3. Agency host. See above. Usually for a finite period and may not include all staff.  
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4. Mix of the above e.g. free Agency premises, systems and specialist advice, in-house CEO and 
contracted administration. 

 
 
Projects and Dedicated Funds 
 
The second form of operational resourcing is for projects that are achieved in the same year and for 
which funds are dedicated. These can range from a conference to a science project .  
 
Resources can range from project grants, conference fees and sponsors, and organisation 
sponsorship, such as for staff expenses, report formatting, and sometimes specialist advice such as 
legal. Projects can have significant in-kind resourcing with individual’s dedicated time and 
sometimes expenses 
 
World Urban Parks need to ensure that it maximises the opportunity for member organisations and 
individuals to be engaged and make contributions. The late Brian O’Neill of the US National Parks 
Service observed that every staff activity or expenditure by the NPS took away an opportunity for 
the community to be engaged. The World Urban Parks Board, CEO, and Standing Committee Chairs 
should all be brokers for ensuring more meaningful member engagement and leveraged resourcing.   
 

13 Risks and risk management 
 
Relevance and Need 

A key risk is that the new organisation is not seen as relevant or having sufficient value for money, 

which will impact upon membership uptake and initial income projections. 

Both Parks For Life and the Task Force have consulted stakeholders over the need for a new-model 

organisation focussed on urban parks, open space and recreation. The strongest consensus was on 

the need for the organisation.  A Draft World Urban Parks Prospectus, effectively the value 

proposition with benefits and fees, was released for comment to all Ifpra and WUPI LinkedIn site 

members. The vast majority of responses received were positive but the return was low. It is not 

clear whether the silent majority are happy to go with the flow or have some concerns. 

It may also be that the recreation sector within parks and recreation associations needs to be better 

listened and catered to.  Urban recreation professionals can exceed the number of parks 

professionals in many park and recreation national associations, and World Urban Parks is an 

inclusive organisation. 

Not only a compelling value proposition is required but communication with Ifpra members will 

need to include change management, responding to frequently asked questions and listening to 

concerns. This needs to be balanced with the concerns of those who have not chosen to join Ifpra or 

who have drifted away, so that the best fit for all is created.  

Success and Sustainability  

The second key risk is sustaining a successful and financially sustainable organisation over the long- 

term.  
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The three-year business plan for the new organisation from the Ifpra Strategic Review is important 

and the World Urban Parks board may consider a high-level strategy and a tactical membership 

growth strategy.  This should include views from partners in other sectors to maintain perspective 

and access best practice. 

Business processes need to ensure strong member communication and customer feedback, financial 

reporting, and adequate risk management policies and processes are in place. Secretariat with 

business skills and a semi-commercial as well as member-leveraged focus to all services.  

Financial sustainability will not only require membership growth and retention but income diversity 

and a percentage of annual income dedicated to a reserve fund that would sustain operations for at 

least six months. This needs to be balanced with investing in the organisation’s development. 

 

Section D: Financial Forecasts 
 

14 Summary cash flow 
 
Cash Flow (in USD) has been modelled by updating the Strategic Review 3-Year Budget (Appendix 4) 
and by breaking down the first year (2015/16) revenue and expenditure into the four quarters (Tab 
1). 
 
The four quarters indicate that revenue should stay ahead of expenditure in 2015/16 although it is 
recommended to commence with the existing secretariat FTE and add to it only as revenue targets 
are realised. 
 
The three-year budget indicates increasing revenue for 2016/17 and 2017/18 with a corresponding 
lesser increase in expenditure to build a reserve. 
 

15 Revenue 
 
Revenue (in USD) has been modelled by updating the Strategic Review 3-Year Budget (Appendix 4) 
and by breaking down the first year (2015/16) revenue into the four quarters (Tab 1). 
 
Appendix 4 Tab 2 shows the Membership Fee Model providing the Strategic Review budgeted 
membership fee revenue for 2015/16. The organisation will initially rely on membership fees to 
provide more than 50 percent of revenue. 
 
Appendix 4 Tab 3 shows the revenues and fees of other world and national parks associations for 
comparison. 
 
There is some concern that the revenue projections in the Strategic Review 3-year budget may be 
too optimistic. The impacts of the global financial crisis appear to be lingering and with dwindling 
reserves Ifpra needs to accelerate the formation of World Urban Parks and engage potential 
members within a short timeframe. 
 
Consequently the revenue and expenditure projections in the Strategic Review 3-Year budget have 
been moderately revised downward by the Task Force. In addition a second, more conservative 
scenario was developed based on: 



WUPO Task Force 

16 

 

 the member uptake in Table 2 remodelled in Appendix 4, Tab 2 in the second fee model and 
showing more associations, fewer large agencies, and more organisations claiming a 
discount; and 

 potentially lower grants and donations. 
 
The following (Table 4) shows Ifpra’s current revenue and two scenarios for the first year budget: 
one conservative based on Table 2 and the other the Strategic Review’s revenue projection. 
 
The conservative scenario still triples Ifpra’s current annual revenue from $45,900 USD to $157,410. 
This is enough to support a 1.1 FTE Secretariat. 
 
The Strategic Review projection increases Ifpra’s current annual revenue from $45,900 USD to 
$296,000 or 645 percent. This is enough to support a 2.1 FTE Secretariat. 
 
The conservative projection treats the Strategic Review projection as a 3-5 year target for World 
Urban Parks. 
 
 Table 4. World Urban Parks Income Projections ($ USD) 
Income Source Ifpra Actual 

Income 
2013/14/15 

Conservative 
projection 
WUP 2015/16 

PFL projection 
WUP 2015/16 

% of 
Budget 

65/70/70 Organisation Members 18,200 107,850 166,200 56 

160/180/350 Individual Members 11,200 10,160 17,050 5.7 

Founder Donations 0 10,000 50,000 17 

Conference/Seminars 4,000 6,000 7,500 2.5 

Project Grants 0 10,000 35,500 12 

Benchmarking 10,400 10,400 13,000 4.4 

Other (Awards, Academy etc) 2,100 3,000 7,000 2.4 

Total $45,900 $157,410 $296,250 100 

FTEs supported 0.3 1.1 2.1  

 

Part of the issue for potentially not realising a larger income is that the initial new-model 
organisation relies heavily on membership fees (over 50 percent of revenue). 
 
Greater income diversity is required to ensure both sustainability and critical mass to be a more 
effective organisation.  Income diversity will likely require a larger Secretariat to both generate and 
support it. 
 
A number of revenue strategies are discussed in Appendix 5. Given the single largest expense of 
World Urban Parks is the Secretariat, and additional FTEs are desirable to increase income diversity, 
a key strategy relates to sponsorship of the secretariat by large agency members. A strategy drawing 
on agency sponsorship of the secretariat is outlined under 12.2 Resourcing. Hosting the main office 
may profile the agency as the headquarters of a world parks organisation, while dedicating some 
hours of existing staff may be considered a professional development opportunity. Both concepts 
may be considered in-kind founding member contributions. 
 
 

16 Operating expenses 
 
Operating expenditure (in USD) has been modelled by updating the Strategic Review 3-Year Budget 
(Appendix 4) and by breaking down the first year (2015/16) into the four quarters (Tab 1). 
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The budget shows the primary expenditures in the first year will be:  
1. $195,000 Secretariat payroll (2.1 FTE) 
2. $24,000 Program sponsorship 
3. $11,000 Accounting and audit 
4. $11,000  Subsidised board travel 
5. $6,000  Website and communications 
6. $5,600   Staff travel 

 
 

17 Funding 
 
Funding is primarily outlined in Operations Resourcing 12.2 and 15 Revenue. 
 
As a non-profit organisation with desired charitable status funding will primarily be membership 
fees, service fees and project grants and with ability to minimise income tax. 
 
The funding model relies particularly on organisational membership fees and engagement in 
projects.  Pricing for individuals deliberately remains moderate to encourage accessibility. A system 
of discounts is designed to strengthen national associations and encourage dual national and 
international membership. 
 
The reliance on membership fees, collected just prior to the start of the financial year, contributes to 
cash flow. 
 
 

18 Key assumptions 
 
In the absence of pledges from Ifpra and external potential memberships a number of assumptions 
have been made in Table 2 about the potential uptake of World Urban Parks membership. The 
substantial increase in organisation membership fees (albeit with greater benefits including several 
free professional memberships) will see less organisational uptake than for individuals where fees 
are similar or discounted to less than current. For external organisations, such as former Parks 
Forum members, the fees are substantially less. 
 
The board travel budget assumes 1-2 face to face meetings may be possible where most members’ 
travel costs may be met by their organisations. This may be in conjunction with a conference.  
 
A new, inclusive organisation representing the parks and recreation sector world-wide and with 
ambitious goals, strategic appointment of first directors, and strong promotion should be able to 
realise a heightened level of interest and impact. Conservative budgets provide a fall-back position 
and to ensure the organisation does not over-commit on staff. 
 
Associations should see particular value in how the World organisation will strengthen them and 
promote World Urban Parks direct membership to their members.  
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Section E: Transitional and Implementation Requirements 
 

19 Transitional arrangements 
 
The transition to a new-model organisation would benefit from: 
 

 An early understanding between Ifpra and PFL as to how the two organisations would 
facilitate the founding of World Urban Parks together.  Ifpra is adopting the constitution to 
initiate a new incorporated organisation. 

 A clear date for World Urban Parks to go live with automatic transfer of Ifpra and PFL 
members to comparable membership categories.  This would likely be March or April 2015. 

 A pre-World Urban Parks governing group (the Ifpra Executive), potentially with a steering 
group sub-committee with: 

o 2 Ifpra Executive 
o 2 Commissioner 
o 2 PFL reps 

 A process and criteria for appointing first directors to World Urban Parks (this could be an 
initial number followed by the new board itself appointing the remainder). 

 World Urban Parks registered prior to go-live. This could be achieved with interim 
registration in New Zealand as an Incorporated Society, allowing a longer lead in to 
registration as a company in another country if desired, potentially a decision made by the 
new board. 

 Engagement of NZRA as Interim Secretariat would provide for a smooth transition and ability 
to scale staff upward depending on the reality of member uptake. This would also provide a 
longer lead-in to set up a Secretariat and systems in a new Country, especially if registration 
required time.  NZRA is currently under a 1+1+1 year contract. 

 Branding the new organisation prior to go-live.  This may include registration of a new web 
domain name and potentially re-branding the Ifpra website. 

  

 
20 Implementation Plan 

 
20.1 Key implementation issues 

 
Key implementation issues relate to: 
 
Short time frame and limited funding to create a new world organisation 
 
The most logical time to implement the new organisation would be March or April 2015. This aligns 
with the Ifpra financial year, allowing a natural conclusion to the current Ifpra and traditional fee 
renewal timing. It also should also provide time for organisation registration and branding as well as 
promotional material and lead-in. Finally, Ifpra’s modest reserves will not likely sustain a longer 
deadline. On the positive side ‘necessity is the mother of invention’ and Commissioners recognised 
the need for funding would drive a deadline. Ifpra members are familiar with the need for a new 
Ifpra through the Strategic Review process. 
 
Limited funding and prudence in not expanding the secretariat further until member uptake is 
achieved will mean less Secretariat capacity and resource dedicated to marketing and promotion. 
However as member-based organisations Ifpra and PFL have substantial association and agency 
networks that could be engaged to assist with promotion to members and colleagues. 
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Viability of the new organisation and best alternative option 
 
The new organisation will be viable if the vast majority of Ifpra members, particularly organisations, 
agree it is the best way forward for Ifpra and that the fall-back position of modest services from a 0.3 
FTE Secretariat serves no one. Viability may still not be evident if the General Assembly provides a 
majority vote from a modest turnout. However even if initial membership of World Urban Parks 
does not meet target the new model is a better model for growth.  
 
While most Ifpra members may see value in the new model constitution, some sticking points will 
need good communication about reasoning and possible compromise if there is broad concern. 
These could include: 

 A first-year discount (eg 20%) for organisations and individuals that do not belong to a 
national association. 

 Consideration of recreation in the World Urban Parks name or preferably, in a by-line to 
make clear the equal status of parks and recreation 

 Policy (outside of the constitution) to retain Commissioners in an ambassadorial role along 
aside national associations or where associations do not exist or are not a member.  

 Initial retention of existing Standing Committees (the new organisation may over-collapse 
Conference, Science, Benchmarking into one) 

 Place of the organisation’s registration should be policy, rather than constitutional 
Good two-way communication will help the Executive anticipate and size up and respond to 
concerns. 
 
Decision-making by the World Urban Parks board 
 
Depending on how quickly a quorum  of first directors of World Urban Parks can be appointed and 
meet it may be that some key decisions, such as long-term country of registration, long-term 
Secretariat and appointments to other leadership roles, are made by the board. 
 
There is a balance between setting the organisation up fully and ensuring the new representative 
board is able to make some key long-term decisions.  There is an option for the existing Executive 
with some PFL representation to become the kernel of the new board while also recognising the 
strategic value in appointing chiefs of large organisations. 

 
20.2 Implementation requirements 

 
New-Model World Urban Parks Organisation design, constitution and budget 
 
The mission, goals and objectives; design, constitution, 3-year business plan and 3-year budget of 
the new-model organisation were recommended in the Ifpra Strategic Review. The Task Force has 
only made minor changes to these: 
 

 Mission, goals and objectives refer to parks, open space and recreation 

 The design provides for Ifpra commissioners to have an interim ambassadorial role (non-
constitutional) 

 The mission, goals and objectives are to be the Objects in the Constitution (Appendix 6) 

 The 3-year budget has been moderately reduced 

 A conservative alternative scenario for the first year has been provided. 
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Decision making by the Ifpra Executive, in consultation with the World Commission, and ultimately 
by the General Assembly will be on the basis of this Report and the Ifpra Strategic Review report, 
that are complementary documents for the design and implementation of World Urban Parks. 
 
Task Force  
 
The Strategy Group will stand by pending any request by the Ifpra Executive to discuss the report or 
facilitate the World Urban Parks transition; although an indication of an end-date will be 
appreciated.  
 
The Reference Group is expected to continue and be added to until the new organisation goes live. 
They have been a useful sounding board and potential source of knowledgeable agency members. 
 
Consideration of Task Force Report 
 
The Executive may wish to consider: 

1. The Task Force Report (in conjunction with the Strategic Review report) 
2. Consultation with World Commissioners by email in November 
3. Consultation with Parks for Life by email 
4. Communications with the Ifpra membership (eg circulation of the Report)  

 
 
The Ifpra General Assembly Special Meeting 
 

Amendments made to the Ifpra Constitution by the General Assembly at Penang in June 2014 allow 
for a special meeting of the General Assembly to be called, with an option for consideration of 
resolutions by electronic/postal vote. 

 

In Malmo in August 2014 the World Commission meeting sought an early December 2014 vote by 
the General Assembly. Notice required for a meeting of the General Assembly is 21 days. 

 

At its simplest the General Assembly could vote on the adoption of the World Urban Parks 
Constitution (Appendix 6) in its entirety and the date it is to take effect. Optionally, the Constitution 
and related matters would be broken down into several resolutions if it was considered some 
aspects were areas of concern to members. For example: 

1. Name 

2. Fees 

3. Governance (in relation to Commissioners) 

 

To assist the adoption of the Constitution minor modifications allow certain changes from future 
decisions such as:  

1. “The name of the Association (a non-for-profit company limited by guarantee) is World 
Urban Parks Limited; or such other name as the board may approve”. 

2. Not disempowering any interim use of former commissioners as country ambassadors under 
any policy approved by the board. 
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The introduction to voting would include a message from the President on the recommendation of 
the Board and the importance of approving the constitution to continue the Ifpra Legacy in a 
sustainable and effective way. This may include what would happen in the event the World Urban 
Parks constitution was adopted and if it was not adopted. 

 

Members will want to know answers to key questions or the process for resolving key questions, 
prior to voting (see 21. Stakeholder and Communications Strategy) These would ideally be provided 
in a Frequently Asked Questions format. 

 

Voting Method 

 

Voting electronically might most efficiently be conducted via an on-line survey, such as Survey 
Monkey. Postal votes could be accepted from those who need that option. 

 

Indicative Timeline for Implementation 

 

Table 5. Timeline indicating the broad order of implementation activities 

Date Activity 

2014  

30 October Task Force report delivered to World Executive 

November Circulation of Report(s) to Commissioners 

Second week 
November 

Consideration of advice and planning by World Executive 

Second week 
November 

Notice of special meeting of the General Assembly  (this may require the agenda 
and constitution) 

November MOU/discussion with PFL about key implementation decisions 

November Communications to membership including FAQs 

Early December  Electronic vote on adopting WUP constitution by Ifpra General Assembly 

Mid December Collation of votes and announcement of outcome 

2015  

January Preparation of transitional arrangements, NZ Registration, Promotion of WUP 

February Invoice WUP members, transitional arrangements 

March/April Potential commencement WUP 

 

 

20.3 Implementation resourcing 
 
The major resource for implementation is the Ifpra and PFL leadership and primarily Ifpra 
Secretariat. 
 
Only a minor allocation of $2,000 has been made in the Ifpra budget relating to potential costs for 
Interim registration of the new organisation and potentially layout for the World Urban Parks 
Prospectus.  Consideration of World Urban Parks branding should also be made. 
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National Associations would prove particularly useful in promoting World Urban Parks to their 
members. 
 

21 Stakeholder and Communications Strategy 
 
Consultation with Ifpra members, Parks for Life and other stakeholders increased significantly with 
the Agency Peer Review conducted by Parks for Life as part of the Ifpra Strategic Review. That report 
was considered by the Executive, World Commission, and General Assembly at Alberta in October 
2013. 
 
In developing this report the Task Force Strategy Group: 

1. formed and sought advice from a Task Force Reference Group 
2. consulted the Ifpra World Commission in Malmo in August 
3. Created a Draft World Urban Parks Prospectus with benefits and fees and sought feedback 

from: 
a. The Task Force Reference Group members (via the LinkedIn WUPO site) 
b. 370 contactable Ifpra members and past members (via direct email) 
c. 336 World Urban Parks Initiatives members (via the LinkedIn WUPI site) 

 

Consideration of the Task Force Report 
 
The Executive may wish to consider: 

1. the Report (note that it complements the Strategic Review report) 
2. Consultation with World Commissioners by email in November 
3. Consultation with Parks for Life by email 
4. Communications with the Ifpra membership (eg circulation of the Report)  

 
Consultation may go as far as: 

1. Making the decision to recommend  the World Urban Parks constitution to the Ifpra General 
Assembly in early December 2014 

2. Determining key communications messages and methods to the Ifpra membership 
3. Finalising the process for the General Assembly meeting and associated agenda materials 

and resolutions 
4. Creating an MOU or holding discussion with Parks for Life members about implementation 

timing and key decisions about World Urban Parks implementation, such as: 
a. Implementation date 
b. Appointment of first directors and date of first meeting 
c. Transition arrangements 

i.  eg Ifpra members automatically become WUP members 
ii. Ifpra Services and Standing Committees initially transfer 

iii. PFL Services eg World Parks Day initially transfer 
d. Interim retention of NZRA Secretariat 
e. Interim incorporation of WUP in New Zealand 
f. Country of registration and main office for WUP (or leave to first WUP board meeting) 
g. Potential sponsor(s) of main office and Secretariat members 
h. Promotion and Member Recruitment 
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Promotion for World Urban Parks may include: 
 

1. Branding for World Urban Parks (logo, style, letterhead, website format) 
2. Tailored 1-page Invitations to Join (Associations, Agencies, Businesses, Universities/Research 

Institutions, NGOs/Community Groups, Professionals) 
3. Brochure with WUP Prospectus 
4. Direct invitations to become First Directors on board 
5. Direct invitations to become members 
6. Promotion to Ifpra members, PFL members, WUPI members, City Agencies world-wide etc. 
7. Promotion and campaign to confirmed WUP members for Founders contributions (eg gold, 

silver, bronze status, alternate financial and in-kind contribution options) 

 
 
Appendices 
 
7. WUP Task Force Members 

8. WUP Prospectus 

9. WUP Country of Registration-Operation 

10. WUP Three-Year Budget and Fee Model 

11. WUP Revenue Strategies 

12. WUP Constitution 


