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Introduction
The Eppley Institute for Parks and Public Lands is conducting a Compensation Assessment for the Carmel Clay Parks and Recreation Department employee structure. The purpose of this assessment is to determine the current compensation framework at Carmel Clay and compare it to similar benchmark agencies to develop a compensation policy which is fair and equitable in the overall market of public parks and recreation agencies. 
Benchmarks were sought that provide a similar type and level of service to the Monon Community Center and other Carmel Clay Parks & Recreation facilities. Carmel Clay Parks & Recreation has a unique facility in its Monon Community Center, which requires specialized skills and abilities to manage and maintain. Operating this facility requires a relatively large number of full time employees, and providing high quality services to the users of the facility requires high quality employees. Attracting and maintaining a high quality employee base requires a fair and equitable compensation framework. 
There are many parks and recreation agencies across the United States that have similar facilities to the Carmel Clay Parks & Recreation Department. For this project, the Eppley Institute conducted a general best practices review of agencies operating a similar mix of facilities as Carmel Clay Parks & Recreation. The primary focus of this best practices review was on large, multi-purpose community recreation centers like the Monon Community Center.
The selected benchmark communities are Bloomington, IN, Boulder, CO, Fox Valley, IL, Hoffman Estates, IL, and Roseville, CA.

[bookmark: _Toc259605376]Situational Analysis
[bookmark: _Toc259605377]Compensation
The positions of the Carmel Clay Parks and Recreation Department are: Director, Assistant Director, Division Manager, Manager, Assistant Manager, Supervisor, Site Supervisor, Administrator, Assistant Site Supervisor, Coordinator, Specialist, Assistant, Technician II, and Technician I. Carmel is the only one of the five comparison communities that has an employee in each of these positions. Bloomington, Boulder, Fox Valley, and Hoffman Estates do not have Assistant Directors, or Assistant Managers (with the exception of Hoffman Estates). Bloomington and Boulder do not have Assistant Site Supervisors. Roseville does not have Coordinators. Boulder and Roseville do not have Assistants. Bloomington, Fox Valley, and Roseville do not have Technician I’s. 
[bookmark: _Toc259605378]Salary
The majority of Carmel’s parks and recreation employees are paid less than those of the six comparison communities, based on average adjusted salaries[footnoteRef:2]. These positions include Director (by $19,012 below average), Assistant Director (by $13,865), Division Manager (by $14,984), Manager (by $13,085), Supervisor (by $9,902), Site Supervisor (by $6,546), Administrator (by $2,569), Assistant Site Supervisor (by $6,541), and Coordinator (by $5,756). Carmel is above average for the Assistant Manager (by $6,332), Specialist (by $3,460), Technician II (by $2,057), and Technician I (by $3,389). [2:  For the purposes of comparison, compensation ranges have been averaged for each community. These figures were then adjusted based on each community’s Cost of Living Index. For example, Carmel’s parks and recreation director could earn between $77,128 and $92,554, which is averaged to $84,841. The Cost of Living Index in Carmel is 105, producing an adjusted average of $80,801. This provides a more logical comparison while the graphs below chart the actual pay ranges. In many cases the ranges are quite wide so the charts should be considered for an accurate picture of the actual compensation framework.
] 

Carmel has the lowest average adjusted salaries in the top four management positions: Director ($80,801), Assistant Director ($62,496), Division Manager ($53,703), and Manager ($44,636). Roseville pays three out of these four the highest of the six communities, with Directors $33,841 above average, Assistant Directors $13,865 above, and Managers $15,051 above. Boulder pays Division Managers $73,911, $5,224 above average.
 
Figure 1: Adjusted Director Pay Range
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Carmel pays the highest for Assistant Manager ($38,317), Technician II ($33,921), and Assistant ($28,151).
Roseville pays the highest in Specialist and Technician II ($6,473 and $3,055 above average, respectively), and the lowest in Assistant Manager ($12,303 below average), Site Supervisor, and Assistant Site Supervisor. 
Fox Valley does not occupy any of the lowest-paid categories and is highest in Supervisor, Administrator, Assistant Site Supervisor, and Coordinator. Each of these positions is paid more than $20,000 greater than Carmel’s equivalent position. Bloomington also does not occupy any of the lowest paid categories and is highest in Site Supervisor, over $20,000 greater than Carmel.
Average Pay Adjusted using Cost of Living Index
	Position
	Average Pay
	Average Adjusted Pay
	Low Value/High Value (Adjusted Average Salary)

	Director
	$109,094
	$99,813
	$80,801/$133,654

	Assistant Director
	$87,397 
	$76,316
	$62,496/$90,266

	Division Manager
	$77,468 
	$68,687
	$53,703/$73,911

	Manager
	$64,847 
	$57,721
	$44,636/$72,772

	Assistant Manager
	$37,670 
	$31,984
	$19,681/$38,317

	Supervisor
	$53,418
	$48,218
	$30,896/$58,514

	Site Supervisor
	$42,382
	$38,818
	$21,753/$55,034

	Administrator
	$44,211
	$40,886
	$28,088/$58,514

	Assistant Site Supervisor
	$32,405
	$29,746
	$19,682/$45,200

	Coordinator
	$47,486
	$44,073
	$36,715/$58,514

	Specialist
	$38,193
	$33,484
	$22,122/$39,957

	Assistant
	$32,896
	$28,119
	$28,088/$28,151

	Technician II
	$38,743
	$34,886
	$29,436/$37,941

	Technician I
	$37,655
	$30,532
	$26,779/$33,921


Figure 4: Average Adjusted Pay
[bookmark: _Toc259605379]Position Responsibilities
This analysis compares Carmel’s position descriptions with those of the highest and lowest paid equivalents from the benchmark communities. 
Director
Carmel low: $80,801; Roseville high: $133,654
· In both Carmel and Roseville, the director is seen as the executive of the parks department. Carmel pays their director the least of the benchmark communities.
Summary Findings: Although position descriptions for the Parks and Recreation Departments are similar, a large gap in salary exists. This is likely due to a more significant contrast in Roseville between upper- and lower-level employee salaries. This position is referred to as Administrator, Director, or Executive Director among the benchmark agencies and for each agency, the role is to provide vision and overall leadership for the department. They have authority over decisions made and are the “face” of the department.
Assistant Director
Carmel low: $62,496; Roseville high: $90,226
· Carmel and Roseville have similar job descriptions. Both are in charge of finance and operations. They oversee the daily operations of the department and manage employees.
Summary Findings: The contrast in salary despite similar job descriptions is likely due to the same factors as the director position. Roseville pays their lower-level employees less and their higher-level employees more. This position only technically exists in Carmel and Roseville departments, but a position with similar job responsibilities exists in each community. In Bloomington, Fox Valley, and Hoffman Estates, it is the division manager, in Boulder it is the supervisor. Discrepancies exist in the job descriptions for these positions. The graph below shows the average adjusted pay for the comparable positions.

Figure 5: Assistant Director Pay Range
Division Manager
Carmel low: $53,703; Boulder high: $73,911
· Boulder does not have an assistant director so the division manager takes on those responsibilities. Also known as the superintendent, the division manager in Boulder oversees employees and operations and is a member of the management team. Bloomington has a similar situation with three division directors reporting directly to the Director since there is no assistant director.
· In Carmel, the division manager oversees a specific division and manages the budget, approves new hires, and authorizes expenditures up to $2,500.
Summary Findings: The division manager position is not easily comparable because the benchmark communities all differ in the responsibilities of specific divisions when the department is segmented in divisions. The overall theme, however, is that division managers oversee divisional budget items, oversee staff, and provide recommendations to the department head. This position is also called Division Director and Superintendent.
The division manager in Boulder has responsibilities comparable to an assistant director position in Carmel, thus explaining the significantly higher pay. (The assistant director position in Carmel is paid lower for the same responsibilities as the division manager in Boulder.)
Manager
Carmel low: $44,636; Roseville high: $72,772
· The Carmel manager oversees a specific subdivision or administrative area. For this area they:
· Assemble preliminary budget
· Oversee approved budget
· Approve expenditures up to $1,000
· Recommend full-time hires, approve part time and seasonal
· The Roseville manager is also known as a Parks and Recreation Manager. They perform contract management and administration of recreation programs and facilities, develop and apply a comprehensive marketing plan, prepare recreation division budgets, and supervise recreation program divisions and personnel. 
Summary Findings: Similarly to the division manager, the manager position has a different set of responsibilities because the benchmark communities do not divide the department into individual subdivisions or administrative areas. However, from the job descriptions, it appears the Roseville manager position has significantly higher level responsibilities justifying the higher pay level. 
Assistant Manager
Roseville low: $19,681; Carmel high: $38,317
· Carmel’s assistant manager performs the same duties as the manager under their supervision.
· The Roseville assistant manager performs skilled work in parks construction, maintenance, and repair. They supervise lower level parks maintenance staff and plan, coordinate and oversee work performed by other lead staff. They assist in the administration of the Parks Division.
Summary Findings: These positions are vastly different. Hoffman Estates is the only other community with an assistant manager however the position description is not available.
Supervisor
Hoffman Estates low: $30,896; Carmel: $38,317; Fox Valley high: $58,514
· Job responsibilities for supervisors in Carmel are the same as those for managers but for individual sections or units.
· Job description is not available for Hoffman Estates.
· The Fox Valley supervisor is responsible for managing the Eola Fitness Center and conducting budgeting, sales, organizing, publicizing, staffing, scheduling, safety of all assigned areas, programs, and special events for the Center.
Summary Findings: These positions differ in responsibilities. Although the level of responsibility may be comparable, it seems Fox Valley supervisors have a considerably higher amount of responsibilities in terms of number of task areas, therefore a broader skill set. The Carmel position description is not specific about the definition of a section or a unit. The actual responsibilities of these two positions may be similar but on different scales. Supervisors in the benchmark agencies are responsible for facility upkeep, supervision of part-time staff, and provide assistance with department programs.



Site Supervisor
Roseville low: $21,753; Carmel: $32,272; Bloomington high: $55,034 (with different responsibilities)
· Carmel site supervisors oversee a school location for ESE program. They also have the same budget and hiring responsibilities as supervisors.
· In Roseville, site supervisors oversee a specific site or program and the seasonal employees involved with it.
· Bloomington site supervisors oversee operations, development, construction, and maintenance of City facilities. They also manage assigned maintenance personnel.  This position may compare more favorably to the other benchmark agencies’ Supervisor position and, therefore, may need to be excluded as a basis of comparison for this position category.
Summary Findings: The positions for Carmel and Roseville may be similar in actual job responsibilities. Both are responsible for overseeing programs. Roseville tends to pay its lower-level employees significantly less than upper-level. This position is also called Director of Facilities, Facility Manager, and Recreation Center Supervisor.
Administrator
Hoffman Estates low: $28,088; Carmel: $38,317; Fox Valley high: $58,514
· Carmel administrators provide high-level support to the director and assistant director and coordinate core functions that impact the department.
· In Hoffman Estates, the administrator is also known as the Superintendent of Business. They oversee business operations and information technology in the district. They also act as liaison between the business staff and the division director.
· In Bloomington, the Business/Special Projects Manager oversees budget development and budget transactions and reports to the Director. Bloomington also has an Office Manager that coordinates customer service and other support functions for the department. 
· Job information is not available for the administrator of Fox Valley.
Summary Findings: The administrator position provides auxiliary support to the management team. Administrators/Office Managers provide clerical and secretarial type work functions that include, but not limited to, document creation, answer phone calls/user questions, etc. Carmel’s administrator position is more similar to that of Bloomington’s Office Manager or Business/Special Projects Manager. The Bloomington position report to the Director and is responsible for budget development and transactions, customer service, payroll and other administrative functions.  The Bloomington Office Manager earns $37,543 while the Business/Special Projects Manager earns $48,307.
Assistant Site Supervisor
Roseville low: $19,682; Carmel: $23,205; Fox Valley: $45,200
· Assistant site supervisors in Carmel assist the site supervisors in all tasks.
· Also known as the Assistant Recreation Facility Manager in Roseville, the assistant site supervisor assists in the supervision of operations of a facility or program.
· In Fox Valley, the assistant site supervisor is responsible for the front desk and customer service.
· In Bloomington, Program/Facility Coordinators most closely compare to Assistant Site Supervisor positions.
Summary Findings: The assistant site supervisors of Roseville and Carmel are most similar. On average, Roseville pays their assistant site supervisor less because their high-level employees make such high salaries. Boulder does not have Assistant Site Supervisor’s.
Coordinator
Boulder low: $36,715; Carmel: $38,317; Fox Valley high: $58,514
· In Carmel, coordinators perform administrative tasks related to finance and accounting.  Current coordinators are: Accounts Payable, Revenue, Business Services. 
· In Boulder, the coordinator facilitates the city’s fitness program.
· In Bloomington, facility/program coordinators provide general supervision of programs and facility oversight in addition to providing supervision of part-time or seasonal staff.
· Fox Valley job information is not available.
Summary Findings: The Carmel coordinator position is most related to Bloomington’s “administrator” position as described above Among the benchmark agencies, coordinators focus on specific programs and manage part-time staff. 

Specialist
Boulder low: $22,312; Carmel: $36,943; Roseville high: $39,957
· In Carmel, specialists have specific certifications that allow them to perform associated tasks.
· In Boulder, specialists provide support for the front desk and any of the three recreation/community centers.
· In Roseville, specialists coordinate and oversee day-to-day program and facility needs.
· In Bloomington, specialists coordinate and oversee specific special events or programs.
Summary Findings: Bloomington and Carmel specialists have very similar job descriptions. They also make very similar wages. Bloomington’s is slightly higher but not significantly enough to draw conclusions. 
Note: Carmel does not currently have any assigned positions using this title.
Assistant I and II
Hoffman Estates: $28,088; Carmel: $28,151
· Carmel assistants provide administrative support for their division under the direction of their supervisor.
· Job information is not available for Hoffman Estates.
Summary Findings: Hoffman Estates assistants and Carmel assistants make almost identical wages.
Technician II
Boulder low: $29,436; Carmel: $36,943; Roseville high: $37,941
· Carmel technician IIs help oversee part-time staff and perform physical labor.
· Boulder technician IIs perform a variety of semi-skilled maintenance, construction and repair tasks on Parks properties and facilities.
· Roseville technician IIs perform gardening and construction, maintenance, and repair of park facilities. 
· Bloomington working foremen perform a variety of semi-skilled maintenance, construction and repair tasks on Parks properties and facilities and oversee full-time and seasonal laborers.

Summary Findings: Carmel technician IIs make very similar wages to those of Roseville. Roseville Technician IIs do not manage part-time staff. They are primarily laborers while in Carmel they are tasked with more oversight as are the working foremen in Bloomington.
Technician I
Boulder low: $26,779; Carmel high: $33,921
· Carmel technician I’s help to perform manual labor tasks.
· Boulder technician I’s perform various entry-level to skilled labor tasks.
· Bloomington laborers perform manual labor tasks. 
Summary Findings: Technician Is in Carmel and Boulder have similar job descriptions. Both jobs require primarily physical labor. 
[bookmark: _Toc259605380]Organizational Structure
Each parks and recreation department is different in its structure to most appropriately accommodate its individual needs. However, the basic employee structure is similar among the communities. Each community has jobs in management, planning, development, maintenance, business and finance, and programming. Communities with recreation centers have significant numbers of employees dedicated to the operation of those facilities. Each community is unique in its programming, with employees dedicated appropriately. In Carmel, the Monon Community Center and the Extended School Enrichment program account for the majority of parks and recreation employees in the park system. 
Actual financial data was only available for Bloomington, Boulder, and Carmel. Carmel falls in the middle in terms of budgeted spending on personnel services. The table below shows the number of full time equivalent (FTE) employees, the total expenditure of the department on personnel services, and the average wage of employees in each community.
	
	Bloomington
	Boulder
	Carmel

	FTE Employees
	122.3
	145.5
	175.6

	Total Budget for Pay
	 $         4,337,711 
	 $        7,693,905 
	 $      6,200,000 

	Average Wage
	 $              35,454 
	 $             52,883 
	 $           32,540 


Figure 6: Number of FTE employees, total budget and average wage across 3 departments
Interestingly, while Carmel has the largest number of FTE employees, the total personnel services expenditures are substantially lower when compared to Bloomington and Boulder. The average Carmel parks and recreation employee makes $28,613 while Bloomington and Boulder employees make $35,454 and $52,883, respectively. Carmel has significantly more FTE employees than the other two communities, many of which are lower-level, part time positions. 64% of Carmel Parks and Recreation employees are part time, all but 13 of which work for the ESE program or the Monon Community Center. Boulder only employs 37% part time staff, which likely inflates the average wage.
More data is necessary to draw appropriate conclusions about Carmel’s organizational structure compared to the benchmark communities.
[bookmark: _Toc259605381]Benefits
Fox Valley and Bloomington have the lowest deductibles of any of the comparison communities. Fox Valley has in-network deductibles of $100 for individuals and $300 for families. Bloomington has $250 for individuals and $550 for families. Boulder and Hoffman Estates both have $1,000 for individuals and $2,000 for families. Carmel falls on the low side with $250 for individuals and $500 for families. 
Boulder provides 100% dental coverage. Bloomington provides full coverage up to $850 and 80% up to $1,500.  Fox Valley covers 50% of orthodontic care and 100% of preventative care, with deductibles of $50 for individuals and $150 for families. Hoffman Estates has deductibles of $60 and $120. Carmel provides 80% coverage up to $1,500 with a $20 deductible. The deductible is waived for orthodontic services and preventative care. 
Boulder provides 100% coverage for vision examinations and glasses every year. Bloomington also covers examinations completely every year but glasses only every two years. Fox Valley and Hoffman Estates both cover up to $250 per year with no deductible. 
Carmel provides the least advantageous life insurance of the comparison communities with a $20,000 plan. Bloomington provides a $30,000 policy. Boulder provides a $100,000 policy. Fox Valley, Hoffman Estates, and Roseville all provide double the employee’s salary for life insurance. 
Concerning Public Employees’ Retirement Fund (PERF), Bloomington pays 100% of the PERF contribution. The employer contribution rate is determined annually by actuary. Mandatory 3% of gross wages paid by: Employer, or; Employee, or; Shared by employee and employer Voluntary Contributions: Employer agrees to participate via payroll deduction; Employee can contribute additional funds, post-tax, or pre-tax (certain restrictions apply); Up to 10% of gross wages. There is no employer match for this voluntary contribution. Both Bloomington and Carmel pay 7.5% employer and > 3% employee rates on full-time salaries and OT.  Carmel’s deferred compensation plan incorporates a 10% match after one year of employment, with match increases of 10% after each additional year up to a maximum 50% match.  The employee is vested immediately in the deferred compensation program.
Overall, Carmel’s benefits package for parks and recreation employees is competitive with those of the benchmark communities. The overall general medical deductible is the second lowest of any of the communities. Carmel’s dental plan is also comparable to the other communities; however coverage is not as thorough as some. In conclusion, Carmel provides a competitive benefits package and is in the middle of the spectrum in terms of different benefits except for the life insurance plan which is the most conservative plan across the communities. 
[bookmark: _Toc259605382]Paid Time Off
Two major methods of determining vacation and paid time off (PTO) exist among the benchmark communities. The first method focuses on a paid time off policy based on hours accrued per pay period. Bloomington and Carmel use this type of system. The second method allocates a specified number of vacation days (based on length of employment), sick leave, and personal days per year. Boulder, Fox Valley, Hoffman Estates, and Roseville all use this second method by allocating a specific number of days.
Bloomington is the only community that offers vacation time as well as PTO accrued each pay period. Bloomington has a typical vacation allotment and a PTO accrual rate of four hours per pay period to be used for PTO and sick days. Carmel’s policy is unique in that it focuses only on PTO, with 10 hours accrued per pay period. This PTO can be used for vacation, sick leave, or personal time. Unused PTO up to ten days is transferred to the following year’s PTO bank. Time in excess of ten days is transferred to the employee’s sick leave bank. 
	Total PTO
	Bloomington
	Boulder
	Carmel
	Fox Valley
	Hoffman Estates
	Roseville

	1 yr emp.
	35 days
	39 days
	44 days
	36 days
	36 days
	36 days

	7 yr emp.
	39 days
	45 days
	50 days
	41 days
	41 days
	38 days

	Max 
	47 days
	52 days
	50 days
	51 days
	46 days
	44 days


Figure 7: Paid Time Off
The above table shows the number of total possible days of PTO per year for employees from each community who have worked one year, seven years, and the maximum allowable PTO. This includes holidays, vacation, sick leave, and personal days. 
In sum, Carmel offers more PTO for employees and is comparable to Boulder and Fox Valley in terms of maximum PTO. Carmel has one vacation increase; after five years of employment, the PTO rate increases from 10 hours to 11.75 hours accrued per pay period. Carmel employees are able to carry up to ten unused PTO days over to the next year which may increase total PTO days in some cases. The other communities allow only sick days to be accrued. 
In addition, Carmel provides compensation time as overtime compensation. Bloomington also provides compensation time as overtime compensation. Bloomington’s compensation time is offered to both exempt and non-exempt employees. Non-exempt employees are limited to 40 hours of compensation time earned which is taken off annually to avoid cash pay-outs. The traditionally seasonal nature of parks and recreation operations and programming have provided the rationale for this compensation practice and it is widely practiced across parks and recreation departments to compensate for overtime because the cost of paying overtime hours would be financially difficult if not impossible for most departments. Also, people in positions that accumulate compensation time for overtime can generally take compensation time during seasons or times of lower frequency or activity for the department.
Overtime compensation for the other benchmark communities is not known at this time.
[bookmark: _Toc259605383]Cost of Living
Concerning pay increases, Carmel is the only department that has traditionally offered a Cost of Living Adjustment (COLA) in addition to annual pay increases. The benchmark departments, as well as Carmel, have a performance based annual pay increase ranging from 0-5% based on the employee’s individual performance evaluation completed by their superior. In addition to the performance based increases, Hoffman Estates has a recognition award increase that is based on years of service, conceptually similar to Carmel’s longevity pay, however Hoffman Estates awards in 5 year increments with a maximum of $1000 while Carmel awards $200 per year with a maximum of $4000. With Carmel having a COLA increase of typically 3%, if someone receives the highest performance evaluation (4-5) they will receive a 4% increase thus resulting in a 7% total increase for the employee (COLA + Performance).  All the benchmark departments follow a systematic approach to pay increases and do not utilize a guaranteed percentage increase per year.
Another issue with Carmel’s COLA increase is that it rewards all employees regardless of performance and does not promote high performance because a high performing employee knows that less driven employees will also receive pay increases. The benchmark departments have all incorporated a “pay-for-performance” increase which helps to ensure high employee performance. With Carmel’s current system, even if an employee receives the lowest or second lowest performance based evaluation increase (0-1% increase), the employee knows they will still be receiving a 3% COLA increase which can in some cases essentially reward lower employee performance.
[bookmark: _Toc259605384]Cost Recovery
All of the benchmark communities implement some type of cost recovery policy. Goals for cost recovery vary substantially between the communities. Bloomington has an overall departmental goal of 36% cost recovery, Boulder has 64%, Fox Valley has 40%, and Hoffman Estates has 100% (to recover all costs and half of debt service).Carmel aims for 60% system-wide (including General Fund, ESE, and the Monon Community Center). Roseville breaks their cost recovery into individual divisions as follows:
· Adult Sports: 107%
· Youth Sports: 112%
· Adult & Senior Activities: 84%
· Youth & Teen Services: 58%
· Youth Classes: 87%
· Aquatics: 73%
Roseville implements a non-resident surcharge between 0% and 50% depending on issues such as supply, demand, and the viability of the program without non-resident participation.  Bloomington applies a non-resident surcharge selectively, ranging between 0% and 50% depending on issues such as supply, demand, and the viability of the program without non-resident participation.
Cost recovery for all communities is based on user fees. In three of the communities, Bloomington, Boulder, and Hoffman Estates, recreation centers are substantial sources of cost recovery. Bloomington’s Twin Lakes Recreation Center, a 100,000 square foot indoor facility with basketball/volleyball courts, indoor soccer field, a 1/5 mile suspended walking/jogging track and fitness/wellness equipment, was funded with a revenue bond and must generate $1,054,000 (169% cost recovery) to cover operating costs and debt service. Only the five full-time salaries of the staff that operate the Center are excluded from the cost recovery goal at Twin Lakes Recreation Center. This facility was recently purchased in May 2009 and is coming up on its first full year of operation under this model. Boulder’s recreation centers generate $2,071,634 (64.11% Recovery), and Prairie Stone Sports & Wellness Center in Hoffman Estates generates $376,127. Fox Valley aims to recover 50% to 100% of costs for revenue facilities. Fees in these facilities are market driven in order to ensure profit maximization, reducing reliance on tax subsidy.
In general, the benchmark communities completely subsidize activities that are beneficial to the entire community. User charges and cost recovery are applied when the activity supports individuals and specific groups. In many cases, profitable activities and enterprises are used to offset indirect costs from programming. Parks and Recreation revenues in the benchmark communities come from tax revenues, special recreation funds, fees and charges, administrative revenue, recreation centers, land cash contributions, bonds, and interest income. 
Carmel seeks cost recovery for its Extended School Enrichment program and the Monon Community Center. The ESE program currently recovers 100% of its costs. The Monon Community Center currently recovers 77%, which is expected to increase to 80% by 2012. The additional costs for the Monon Community Center come from taxes. 
None of the communities aim for 100% departmental cost recovery. Likewise, of the known cost recovery goals from the community/recreation centers, cost recovery goals can be as high as 169% (although this goal is for a designated time period only).
This is due to the fact that parks and recreation agencies typically provide a service to the community that is paid for by the tax payers. Access to parks and recreation opportunities within communities are expected by the public. Cost recovery goals can vary from 0% to well over 100%.  Higher cost recovery goals are implemented where programs and facilities exceed normal budget expenditures and offer services to a specific target audience that directly benefits from the service. Golf courses, adult sport leagues, dance classes, fitness centers are just a few examples of these types of services where the individual benefits directly and where it is customary to expect higher fees and cost recovery goals. 


[bookmark: _Toc259605385]Conclusions and Recommendations
There are several areas where the Carmel Clay Parks and Recreation Department could improve efficiency. Carmel’s job descriptions should be more specific to provide a thorough idea of what is expected of each employee. 
In many cases the positions of the Parks and Recreation Departments in the benchmark communities are not comparable due to their often quite different job responsibilities. A more thorough analysis was provided across job categories comparing job descriptions. Some positions are similar only in position name. For example, the Assistant Director position was compared to a range of other positions with descriptions similar to Carmel’s assistant director position. The result of this analysis is that this position in Carmel is compensated on the lower side of the spectrum. As a result of the position description analysis across all positions, it is recommended that Carmel fully consider compensation practices for higher level employees as these positions are compensated lower on average across the benchmark communities. This includes at a minimum consideration of the top four management positions: Director, Assistant Director, Division Manager, and Manager.
Carmel could also consider salary adjustments for the following positions which are above average in pay rate and comparable in job descriptions to benchmark community positions: Assistant Manager, Specialist, Technician II, and Technician I. 
In general terms, it is recommended that before setting new compensation practices, Carmel review the comparable job descriptions detailed in this report and in the appendices documents and make adjustments to both job description responsibilities and corresponding salary adjustments to provide a balanced and fair compensation scheme.
Carmel provides a competitive benefits package and is in the middle of the spectrum in terms of different benefits except for the life insurance plan which is the most conservative plan across the communities. All in all, it seems the benefits offered by Carmel Parks and Recreation Department are valid and justified with the data from the benchmark communities.
Carmel offers more PTO for employees at one and seven years of employment than all of the benchmark communities. Although Bloomington and Carmel are similar in PTO policies, the other benchmark communities provide a designated number of days of PTO per year. In addition to PTO, Bloomington and Carmel employees can accrue overtime compensation with time off.  With Carmel providing an advantageous PTO policy in addition to the overtime compensation policy, a reevaluation of the PTO policy is warranted if it is determined that the policy is affecting employee performance at the cost of the Parks and Recreation Department. Realigning PTO policies could assist in bringing down costs and increasing production for the department.
Another advantageous policy in Carmel is the Cost of Living Adjustment (COLA) in addition to annual performance-based pay increases. This practice has traditionally assured a 3% increase to all employees regardless of performance. Carmel is the only community in the benchmarked communities to utilize an automatic yearly pay increase. More than seeming financially unsustainable in the long term, this policy may in fact, discourage high employee performance. According to the benchmark analysis and current and future forecasted economical conditions for parks and recreation agencies, it is recommended that annual raises be reevaluated to be uniquely performance based.
Cost recovery goals of the parks and recreation benchmark departments are outlined in this report and range from 36% to over 100%. Carmel is on the higher end of the spectrum with a goal of 60% and recovering 61% in 2009. It is more difficult to evaluate in this report the cost recovery goals for different community or recreation centers without a more in depth analysis because the known cost recovery goals vary widely. It is recommended that a more in depth analysis of recreation and community centers be conducted evaluating cost recovery goals, special situations, history, and fees and programming. Additionally, different departments define "cost recovery" in different ways. To make a direct comparison, it would be necessary to know exactly what costs are factored into any cost recovery goals. For example, Bloomington does not include capital costs in their cost recovery model. However, other agencies may or may not include capital costs or other costs. The cost recovery summary in this report provides a general overview however, unknown variables exist. 
Carmel should aim to improve efficiency in the operation of its parks and recreation department in order to reduce costs and provide more resources for employee compensation. Efforts could include improving cost recovery in programming and at the Monon Community Center through a thorough understanding of realistic cost recovery goals, more clearly defining job responsibilities to assist in eliminating redundancies, altering salaries to more clearly reflect actual job responsibilities, and reevaluating policies such as PTO and COLA to realign the department with the benchmarked communities. A careful review of fees and charges is also warranted.
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[bookmark: _Toc259605387]Appendix A: Benchmark Community and Department Overviews
	
	Bloomington, IN
	Boulder, CO
	Carmel, IN
	Fox Valley, IL (Aurora, IL[footnoteRef:3]) [3:  Aurora, IL is used for data, because Fox Valley does not come up in research findings and it actually incorporates 4 areas.] 

	Hoffman Estates, IL
	Roseville, CA

	Population (2008)
	71,819
(+3.6% since 2000)
	94,171
(-0.5% since 2000)
	68,677
(+25.2% since 2000)
	171,782[footnoteRef:4] [4:  Fox Valley actually incorporates 4 towns (Elgin Area, St. Charles, Geneva, Aurora) in Kane County. City Data is relevant to Aurora/Kane County. Fox Valley Parks District falls in the National Recreation and Park Association Class II (Population of 101,000-200,000).] 

(+20.1% since 2000)
	53,641
(+8.4% since 2000)
	112,660
(+41% since 2000)

	Department Size (Full-Time)
	59 Full-Time
	135 Full-Time
	65 Full-Time
	93 Full-Time
	59 Full-Time
	88 Full-Time

	Department Size (Part-Time/Seasonal)
	300+ Part-Time/Seasonal
	5 Part-Time
700 Seasonal
	361 Part-Time
120 Seasonal
	1,000+/- Part-Time/Seasonal
	514 Part-Time
150 Seasonal
	600 Part-Time/Seasonal

	Full-Time Equivalent (FTE)
	122.3 (2009)
	145.5 (2009)
	176 (2009)
	
	
	

	Personnel Budget
	$4,332,656
(2010)
	$7,693,905
	$6,200,000
(2009)
	$4,690,886
	$5,232,701
	

	Department Budget
	$8,161,501
(2010)
	$24,431,305
	$19,173,193
(2009)
	$52,346,835
	$31,723,217

	$21,000,000

	Unemployment Rate[footnoteRef:5] (2009) [5:  Persons are classified as unemployed if they do not have a job, have actively looked for work in the prior 4 weeks, and are currently available for work.] 

	5.3%
	6.2%
	6.3%
	10.9%
	8.2%
	11.7%

	Cost of Living Index (2010)
	88
	140
	105[footnoteRef:6] [6:  Cost of Living Index average is 100.] 

	92
	129
	121

	Median Income (2008)
	$28,730
	$57,231
	$89,414
	$60,696
	$78,371
	$76,039

	Number of Parks
	40
	62
	13
	152
	63
	53

	Total Park Acreage
	2,284
	1,000
	547
	2,300
	2,460+[footnoteRef:7] [7:  Based on 14.48 acres per 1,000 residents.] 

	1,000+[footnoteRef:8] [8:  Based on 9 acres per 1,000 residents.] 


	Recreation/Centers
	1
	2
	1
	3
	3
	1

	Agency Type
	Municipal
	Municipal
	Municipal/Township
	District 
	District
	Municipal

	Awards
	2007 (Class III) Gold Medal, 2001/2006 CAPRA Accreditation
	None
	None
	1981 (Class III) & 2009 (Class II) Gold Medal Winner
	2009 (Class III) Gold Medal
	1972 (Class V) Gold Medal


[image: ]Bloomington, IN
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Hoffman Estates, IL
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[image: ]Roseville, CA
Position Descriptions – See Position Description File


Actual vs. Adjusted Pay Ranges

	


	Position
	Average Pay
	Average Adjusted Pay
	Low Value/High Value (Adjusted Average Salary)

	Director
	$109,094
	$99,813
	$80,801/$133,654

	Assistant Director
	$87,397 
	$76,316
	$62,496/$90,266

	Division Manager
	$77,468 
	$68,687
	$53,703/$73,911

	Manager
	$64,847 
	$57,721
	$44,636/$72,772

	Assistant Manager
	$37,670 
	$31,984
	$19,681/$38,317

	Supervisor
	$53,418
	$48,218
	$30,896/$58,514

	Site Supervisor
	$42,382
	$38,818
	$21,753/$55,034

	Administrator
	$44,211
	$40,886
	$28,088/$58,514

	Assistant Site Supervisor
	$32,405
	$29,746
	$19,682/$45,200

	Coordinator
	$47,486
	$44,073
	$36,715/$58,514

	Specialist
	$38,193
	$33,484
	$22,122/$39,957

	Assistant
	$32,896
	$28,119
	$28,088/$28,151

	Technician II
	$38,743
	$34,886
	$29,436/$37,941

	Technician I
	$37,655
	$30,532
	$26,779/$33,921


 

Benefits Tables

	
	Bloomington, IN

	Benefit
	

	Medical Insurance
	Individual: $250/yr (in-network), $750 (out-of-network)

	
	Family: $550/yr (in-network) ,$1550 (out-of-network)

	
	Co-Pays/Co-Insurance Per Occurrence:

	
	Primary Care Physician: $15 (in-network), Deductable-then paid at 60% (out-of-network)

	
	Specialist: $25 (in-network), Deductable-then paid at 60% (out-of-network)

	
	Urgent Care: $25 (in-network), Deductable-then paid at 60% (out-of-network)

	
	Out-of-Pocket Expenses/yr Individual: $1750 (in-network), $3500 (out-of-network)

	
	Out-of-Pocket Expenses/yr Individual: $3500(in-network), $7000 (out-of-network)

	Dental Insurance
	Maximum per Person/yr: $1500; first $850 at 100% then 80% up to another $650 

	
	Orthodontic Services: 50%

	Vision Insurance
	Co-Pays: $10 (exam), $20 (material)

	
	Examination: 100% paid once every 12 months

	
	Eyewear: 100% paid every 24 months

	Life Insurance
	$30000 Policy

	Holidays 
	12 Days

	Vacation
	6-12mo: 1 Week

	
	1-5yrs: 2 Weeks

	
	5-9yrs: 2 Weeks + 1 Day per Year of Service

	
	9+yrs: 2 Weeks + 2 Days per Year of Service (no more than 4 weeks in total)

	Sick Leave
	Sick time is only accrued by transferring time from your PTO bank either by making that

	
	request or if there is excess PTO at the end of the year.

	Personal Time Off (PTO)
	For Full Time Employees who work 80 or more hours per bi-weekly pay period:

	
	4 hours awarded each bi-weekly pay period.

	
	If PTO bank at the end of the year exceeds the amount that is allowed to be carried over

	
	into the next year, that excess rolls over into a sick bank.

	
	All employees are credited with a bank at the beginning of the year that ranges 

	
	from 96 hours to 176 (depending on longevity). 

	Pay Increases
	Based on year-end performance score in relation to merit/market factors & pay range relation.

	
	Consistently Outstanding: 5% (Lower 3rd), 4.5% (Middle), 4% (Upper), 3.5% (Above Pay Range)

	
	Excellent: 4% (Lower 3rd), 3.5% (Middle), 3% (Upper), 2.% (Above Pay Range)

	
	Good: 3% (Lower 3rd), 2.5% (Middle), 2% (Upped), 1.5% (Above Pay Range)

	
	Improvement Required: No Increase

	COLA
	N/A

	Retirement
	City of Bloomington employees are eligible for enrollment in the Public Employees' Retirement

	 
	Fund (PERF). PERF funds consist of an employee contribution and employer contribution. 

	
	Currently, the City of Bloomington pays the employees' contribution as part of your benefit 

	
	package. Retirement benefit eligibility is determined by age and creditable service. You will

	
	become eligible for normal retirement with full benefits if you are age 65 and 10 or more 

	
	years of creditable service with PERF. Early retirement benefits are also available provided 

	
	that you are between the ages of 50 and 65 and have 15 or more years of creditable service. 





	 
	Boulder, CO

	Benefit
	

	Medical Insurance
	Individual: $1000 Deductable

	
	Family: $2000 Deductable

	Dental Insurance
	No Share, City Pays 100%

	Vision Insurance
	Annual Exams and Lenses: Covered 100%

	Life Insurance
	$100000 Policy

	Holidays 
	12 Days, 24 Hours Floating

	Vacation
	Based on Years of Service:

	
	Less than 2yrs: 11 Days

	
	2-7yrs: 15 Days

	
	7-10yrs: 17 Days

	
	10-13yrs: 19days

	
	13-15yrs: 21 Days

	
	15-18yrs: 23 Days

	
	18+yrs: 24 days

	Sick Leave
	0-2yrs: 3.85hrs/pay period accrued 

	
	2+yrs: 4.62jrs/pay period accrued

	Personal Time Off (PTO)
	0-3yrs: 6.85hrs/pay period accrued

	
	3-7yrs: 7.77hrs/pay period accrued

	
	7-10yrs: 8.70hrs/pay period accrued

	
	10-12yrs: 9.31hrs/pay period accrued

	
	12-13yrs: 9.93hrs/pay period accrued

	
	13-14yrs: 10.54hrs/pay period accrued

	
	14+yrs: 11.16hrs/pay period accrued

	Pay Increases
	Employees are eligible for an annual merit increase based on individual

	
	performance and position within their salary range (Minimum, 1/3, 2/3, Maximum).

	COLA
	N/A

	Retirement
	Employees in the Public Employees Retirement Association (PERA) contribute 8% of their monthly pre-tax salary and the City contributes 13.7%. Contributions are not taxed until they are withdrawn through a refund or monthly benefit.




	 
	Carmel, IN

	Benefit
	

	Medical Insurance
	85% or more of premium paid by City

	Dental Insurance
	75% or more of premium paid by City

	Vision Insurance
	Provided through Vision Service Plan network

	Life Insurance
	$20000 Policy

	Holidays 
	12 Days

	Vacation
	N/A

	Sick Leave
	Only available for use if employee has less

	
	than 10days (75hrs) in PTO Bank

	Personal Time Off (PTO)
	0-5yrs: 10hrs/pay period accrued.

	
	5+yrs: 11.75hrs/pay period accrued

	Pay Increases
	Percentage increase based on avg. total score on 

	
	annual evaluation up to max. salary range.

	
	0-2.99: 0%

	
	3-3.32: 1% Increase

	
	3.33-3.66: 2% Increase

	
	3.67-3.99: 3%Increase

	
	4-5: 4% Increase

	COLA
	3% Increase (standard)

	Retirement
	City will match up to 50% of an employee’s contribution

	 
	based on length of service:

	
	1yr: 10% Matching

	
	2yrs: 20% Matching

	
	3yrs: 30% Matching

	
	4yrs: 40% Matching

	
	5+yrs: 50% Matching

	
	Matching contribution by City is limited to $7750




	 
	Fox Valley, IL

	Benefit
	

	Medical Insurance
	Individual: $100 (in-network), $500 (out-of-network)

	
	Family: $300 (in-network), $1000 (out-of-network)

	
	After Deductible: Plan pays 90% (in) and 70% (out)

	
	Out-of-Pocket Expenses/yr Individual: $500 (in-network), $2500 (out-of-network)

	Dental Insurance
	Colander Year Deductable: $50 (individual), $150 (family)

	
	Orthodontic Services: 50%, Preventative Care: 100%

	Vision Insurance
	Maximum Benefit per covered person for prescription eye 

	
	glasses, contacts AND eye exam done by a licensed Ophthalmologist or Optometrist once every calendar year is $250.

	Life Insurance
	Two times the employee’s annual salary.

	Holidays 
	12 Days

	Vacation
	1-5yrs: 10 Working Days

	
	6-10yrs: 15 Working Days

	
	11-20yrs: 20 Working Days

	
	20+yrs: 25 Working Days

	Sick Leave
	Accrued one per month with a total of 12 per year.

	
	Sick time does carry over each year to a maximum of 240 days.

	Personal Time Off (PTO)
	2 Days, prorated based on hiring date: After July 1 = 1, After October 1 = 0

	Pay Increases
	Reviews done annually and pay increases are done on a merit based system. 

	
	Specific rating on review correlates to the percentage increase. 

	COLA
	N/A

	Retirement
	All full-time employees are required to participate in the Illinois Municipal 

	 
	Retirement Fund in which 4.5% of your pay is directed into an account with 

	
	IMRF. After 8 years in the plan you will become vested and eligible for a pension. 

	
	IMRF also offers disability benefits after being enrolled for one year.




	 
	Hoffman Estates, IL

	Benefit
	

	Medical Insurance
	Annual Deductable: $1000 (single), $2000 (empl + 1), $3000 (family)

	Dental Insurance
	Annual Deductible: $60 (single), $120 (empl + 1), $180 (family)

	Vision Insurance
	No Deductable - Limit of $250 per person per year

	Life Insurance
	Insurance is 2 times annual salary up to $200,000

	Holidays 
	11 Days, 2 Floating

	Vacation
	0-4yrs: 2 Weeks

	
	5-9yrs: 3 Weeks

	
	10+yrs: 4 Weeks

	Sick Leave
	10 Days/yrs.

	
	Employee can accrue up to 240 days

	Personal Time Off (PTO)
	3 days per calendar year

	Pay Increases
	Recognition Awards based on yrs of service.

	
	5yrs: $100, 10yrs: $250, 15yrs: $400. 20yrs: $500, 25yrs: $750, 30yrs: $1000

	
	Salary Pool Percentage requested to Parks Board - upon approval, Parks

	
	Director has authority to approve merit increases for individual employees - 

	
	total among cannot exceed total dollars of approved pool which = total

	
	salary amount of all employees x approved salary pool percentage.

	
	Merit increases done annually, based on performance evals.

	COLA
	N/A

	Retirement
	Mandatory for all employees who work at least 

	 
	1,000 hours per calendar year

	
	Employee contribution is 4.5% of gross wages (tax deferred)

	
	Employer contribution is 8.87% of gross wages

	
	Disability and Death benefits

	
	Employee vested after eight (8) years




	 
	Roseville, CA

	Benefit
	

	Medical Insurance
	$1116.75/mo

	Dental Insurance
	$148/mo

	Vision Insurance
	$20/mo

	Life Insurance
	City Paid - Two times annual salary ($.125/$1000)/$.025/$1000 AD&D

	
	City Paid - Dependent Life $5000 Spouse/$2000 or $500 Dependent

	Holidays 
	Regular: 11 Days (88 hours), Floating: 1 Day (8 hours)

	Vacation
	Up to completion of 4th year: 12 days (96 hours)

	
	5-9yrs: 14 days (112 hours)

	
	10-14yrs: 16 days (128 hours)

	
	15-19yrs: 18 days (144 hours)

	
	20+ yrs: 20 days (160 hours)

	Sick Leave
	12 days (96 hours) per year – At retirement a portion of sick leave can

	
	be cashed out and/or converted to retirement credit

	Personal Time Off (PTO)
	N/A

	Pay Increases
	6% Increase in January 2008, 3% Increase in January 2011 per MOU

	COLA
	N/A

	Retirement
	Public Employee Retirement System (PERS)

	 
	Formula – 2.7% @ 55 (Miscellaneous)

	
	Formula – 3% @ 50 (Public Safety Management)

	
	Single Highest Year Compensation

	
	Contributions ~

	
	Employer: 15.572%

	
	Employee: 8% (City Paid)

	
	EPMC: Yes

	
	Survivor Benefit: $3.00



Adjusted Director Pay Range
Upper Range	Bloomington, IN	Boulder, CO	Carmel, IN	Fox Valley, IL	Hoffman Estates, IL	Roseville, CA	93750	104642.85714285742	88146.666666666642	130125	153078.51239669422	Lower Range	Bloomington, IN	Boulder, CO	Carmel, IN	Fox Valley, IL	Hoffman Estates, IL	Roseville, CA	93750	65428.571428571173	73455.238095238092	81521.739130434784	114229.7520661157	Adjusted Division Manager Pay Range
Upper Range	Bloomington, IN	Boulder, CO	Carmel, IN	Fox Valley, IL	Hoffman Estates, IL	Roseville, CA	76647.727272727279	90964.28571428619	61582.857142857138	90521.739130434784	85706.201550387588	83348.76033057837	Lower Range	Bloomington, IN	Boulder, CO	Carmel, IN	Fox Valley, IL	Hoffman Estates, IL	Roseville, CA	67011.363636363618	56857.142857143088	45823.809523809519	54347.826086956542	49237.984496124212	62195.867768595024	Adjusted Manager Pay Range
Upper Range	Bloomington, IN	Boulder, CO	Carmel, IN	Fox Valley, IL	Hoffman Estates, IL	Roseville, CA	56892.045454545456	68750	51691.428571428776	81469.565217391297	64965.116279069793	83348.76033057837	Lower Range	Bloomington, IN	Boulder, CO	Carmel, IN	Fox Valley, IL	Hoffman Estates, IL	Roseville, CA	53176.136363636324	42964.285714285674	37580.952380952382	52173.913043478293	37443.410852713183	62195.867768595024	Salary for Positions Equivalent to Carmel Assistant Director
Average Adjusted Salary	Bloomington, IN	Boulder, CO	Carmel, IN	Fox Valley, IL	Hoffman Estates, IL	Roseville, CA	71829.545454545456	48607.142857143015	62495.714285714275	72434.782608695663	67472.093023255817	90226.446280991513	image2.png
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