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January 30, 2015

Honorable Mayor Robert Howard
City of St. Marys
11 LaFayette Street
St. Marys, PA 15857

Dear Mayor Howard:

On behalf of the Pennsylvania Economy League, Central Pennsylvania Division and The Novak
Consulting Group, I am pleased to provide you and the Five Year Plan Committee with our final
report relative to the Five Year Financial Management Plan for the City of St. Marys. This report
includes recommendations designed to improve the overall financial health of the organization as
well as increase the effectiveness and efficiency of City services.

The recommendations contained in this report are based on the input and information provided
by City staff, as well as industry standards and best practices that are appropriate for St. Marys.
This report includes revisions based on feedback from the City Council and staff.

We are confident that these recommendations can serve as a framework for solidifying the City’s
financial position, improving operational performance, and making strategic resource allocation
decisions. Implementation of the recommendations will require careful coordination among the
departments involved in this study.

Thank you for the opportunity to work with the City of St. Marys.

Sincerely,

Julia D. Novak
President
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Executive Summary

In April 2014, the City of St. Marys applied for and received a grant for assistance from the
Commonwealth of Pennsylvania’s Department of Community and Economic Development
(DCED) Early Intervention Program (EIP). With assistance from the EIP, St. Marys was able
to fund a third-party study to review of the City’s finances and operations and develop a plan
for long-term fiscal and organizational solvency.

The project team of The Novak Consulting Group and the Pennsylvania Economy League
(PEL), Central Pennsylvania Division was chosen to complete an in-depth review of the City’s
financial position and a full-scale review of each City department in order to develop a multi-
year financial plan. Several of the City’s operating authorities were also subject to this review.

The analysis involved a review of the City’s year-end financial reports; independent audits;
debt payment schedules; pension obligations; collective bargaining agreements; the 2014
budget; other fiscal data; and other relevant information and factors that may affect the current
and future financial condition of the City, including socio-demographic data. In addition, PEL
staff participated in discussions with City officials. In the course of this project PEL:

 Analyzed the City’s financial history from 2007 through 2013, focusing on such factors
as revenues, expenditures, tax base, operating positions, and debt structure.

 Examined the historical data and the 2014 budget in relation to ongoing operations,
collective bargaining agreements, other salary and benefit requirements, financial
inter-relationships among the City’s component funds, and other obligations of the
City.

 Reviewed all tax bases and revenues, major user fees, and other revenue sources.
 Projected, to the extent possible based on known factors and available data, revenues

and expenditures for 2015 through 2019 assuming continuation of obligated levels of
wages and operations, existing revenue patterns, and other operating trends. The goal
of these projections is to permit City officials to better anticipate potential deficits and
take proactive steps to address any expected shortfalls.

 Made recommendations to assist the City in developing and improving its financial
management policies and processes.

The methodology of the operations audit, led by The Novak Consulting Group, included
individual interviews with City Council Members, key staff throughout the organization, and
representatives from the authorities partaking in this study; benchmarking comparisons with
other jurisdictions; and a review of a significant number of documents and other materials
provided by City staff, such as budgets, work plans, performance data, and various other
staffing and operational information from each department.

This report details the project team’s findings, analysis, and recommendations that, once
implemented, will assist the City in developing and improving its financial management
policies and processes and enhance the delivery of services. Some recommendations are
designed to reduce expenses and others are designed to modernize the organization’s
resources, practices, and procedures. These recommendations are specific and action-
oriented, and will work to improve the long term sustainability of the City of St. Marys.
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Summary of Recommendations

One of the desired outcomes of an EIP review is the identification of cost savings and
efficiencies. As discussed in detail throughout this report, opportunities exist to improve
efficiency through modernization and/or reengineering of current work processes and
procedures. Some of these will require initial investment in order for long term savings to be
realized. In other cases, the analysis has identified the need for reinvestment in areas to
improve service delivery.

Below is a summary of operational recommendations that are included in the City of St. Marys
Early Intervention Plan. Details about each of these recommendations can be found in
subsequent sections of this report.

Table 1: Operational Recommendations

Recommendation
RECOMMENDATION 1: Develop an organization-wide strategic plan.
RECOMMENDATION 2: Implement a performance management system.
RECOMMENDATION 3: Implement a comprehensive outcome-based performance measurement
system.
RECOMMENDATION 4: Develop a compensation philosophy to guide future compensation
decisions.
RECOMMENDATION 5: Ensure dedicated, professional human resources support for the
organization.
RECOMMENDATION 6: Initiate a systematic approach to succession planning for professional
and executive staff.
RECOMMENDATION 7: Establish a comprehensive technology strategic plan.
RECOMMENDATION 8: Develop a coordinated long-term economic development strategic plan.
RECOMMENDATION 9: Centralize the City’s purchasing function; develop comprehensive
purchasing policies.
RECOMMENDATION 10: Automate manual processes, such as payroll and utility billing.
RECOMMENDATION 11: Assess and reallocate division of duties among administrative staff.
RECOMMENDATION 12: Increase sergeant compliment by 1 FTE.
RECOMMENDATION 13: Allocate funds to upgrade evidence management system.
RECOMMENDATION 14: Allocate capital funds to create a separate female /juvenile holding
facility and closed circuit television monitoring system.
RECOMMENDATION 15: Enhance information technology service for the Police Department.
RECOMMENDATION 16: Pursue accreditation of the Police Department.
RECOMMENDATION 17: Update the Police Department Policies and Procedures Manual.
RECOMMENDATION 18: Augment performance measurement and reporting process.
RECOMMENDATION 19: Limit equipment purchased using City funds to only essential apparatus.
RECOMMENDATION 20: Consolidate the positions of Public Works Director and City Engineer.
RECOMMENDATION 21: Conduct an inventory and condition assessment of infrastructure assets
that are maintained by the Public Works Department.
RECOMMENDATION 22: Implement a formal Pavement Management System.
RECOMMENDATION 23: Develop a five-year capital improvement process.
RECOMMENDATION 24: Incorporate the chip and seal program as a contracted element of the
City’s CIP.
RECOMMENDATION 25: Implement a five-year chip and seal program cycle on paved roadways.
RECOMMENDATION 26: Develop annual work plans for the Road Department that define annual
preventative maintenance goals and quantifiable standards of success.
RECOMMENDATION 27: Implement an electronic work order system to streamline work planning,
assignments, and performance measurement data collection.
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RECOMMENDATION 28: Develop outcome and efficiency performance metrics for each
Department of Public Works program.
RECOMMENDATION 29: Establish a weekly meeting between the Public Works Director and
Roadmaster to better coordinate work between the engineering and operations functions, monitor
work plan progress, and review departmental performance metrics.
RECOMMENDATION 30: Create a designated two-person complaint response crew.
RECOMMENDATION 31: Convert one position to a working foreman position with work crew
management and direction responsibilities.
RECOMMENDATION 32: Designate a two-person sewer crew with primary responsibility for street
sweeping and leaf collection.
RECOMMENDATION 33: Hire traditional seasonal employees with staggered start times.
RECOMMENDATION 34: Assign seasonal positions to complete right-of-way mowing.
RECOMMENDATION 35: Standardize the leaf collection and disposal process to reflect bi-weekly,
leaf bag collection services.
RECOMMENDATION 36: Consider creating a stormwater management utility (SMU) to fund
stormwater capital investment and quality management requirements.
RECOMMENDATION 37: Require employees to respond to call out during a snow and ice event.
RECOMMENDATION 38: Create a two-shift snow and ice removal staffing plan.
RECOMMENDATION 39: Develop a formal snow and ice removal plan to reflect existing staffing
resources and a two-tiered urban and rural service standard.
RECOMMENDATION 40: Contract for preventative fleet maintenance.
RECOMMENDATION 41: Implement a fleet management module as part of the work order system
to monitor full life cycle cost and utilization rates.
RECOMMENDATION 42: Assess a service fee for residential recycling.
RECOMMENDATION 43: Consider issuing a Request for Proposals (RFP) to consolidate refuse,
recycling, and yard waste collection under one contracted service provider.
RECOMMENDATION 44: Adjust sanitary sewer fees to include collection and conveyance system
infrastructure repair expenses.
RECOMMENDATION 45: Evaluate the opportunity to develop a combined water and sewer
operating authority.

In order to accomplish these recommendations and to evaluate additional needs, the City
should immediately apply for Phase II Early Intervention Plan funding from the Department of
Community and Economic Development.
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Introduction and Demographics

The existence of municipal governments in Pennsylvania is authorized by the Pennsylvania
Constitution and state law. All land within the Commonwealth is “incorporated” by law as a
municipality with its own government. There are three primary types or “classifications” of
municipal governments: cities (of the first, second, or third class), boroughs and townships (of
the first or second class).

Municipal governments in Pennsylvania are the principal providers of direct public services to
citizens. Services often include, among others, police and fire protection; construction and
maintenance of roadways and bridges; street lighting; parks and recreation facilities and
programs; planning and zoning activities; enforcement of building and related codes; water
treatment and distribution; sewage collection and treatment; storm water management; solid
waste collection and disposal; recycling; etc.

St. Marys City is a municipality in Northwestern Pennsylvania that is located in Elk County
approximately 50 miles south of the New York State border. The City is approximately 95
square miles and is bordered by Jones Township to the north, Cameron County to the east,
Fox and Jay Townships to the south, and Ridgway Township to the west.

History and Government Structure and Services

St. Marys is a Home Rule municipality that was formed in 1992 as the result of a consolidation
between St. Marys Borough and Benzinger Township. The Borough was settled in 1842 by a
group of German Bavarian Catholics and was incorporated in 1848. The Township was settled
in 1842 and created by the Elk County Commissioners two years later. The City operates
under a Home Rule Charter with a strong council-manager form of government. The City
Council is comprised of six elected council members and a mayor, who serves as the
presiding officer of the council. Council members serve four-year terms. All legislative power
is vested in the City Council. The City Manager, who is appointed by the City Council, is the
chief executive and administrative officer. The powers and duties of the City Manager are
outlined in the Home Rule Charter. An elected City Tax Collector collects real estate, per
capita and local services taxes. Earned income taxes are collected by Berkheimer Tax
Service.

The City provides direct police protection to its residents with 12 full-time officers and a police
chief/public safety director. Fire protection is provided by volunteer firefighters. Each property
owner is responsible for refuse collection by privately contracting with a trash hauler. Curbside
recycling is provided by the City every other week. The Street Department is overseen by a
public works director/engineer, street superintendent, assistant street superintendent and a
seven-man crew. The department handles general street maintenance of the City’s
approximately 75 miles of paved and unpaved roads. Other duties include snow removal, leaf
collection, traffic signal maintenance, and similar public works functions.

Code enforcement, zoning and inspection, permitting, and similar duties are handled by the
Code Enforcement Department, which includes a code enforcement officer, zoning officer and
building inspector. St. Marys also employs a community and economic development
coordinator and a finance director. The City has four major parks offering a wide range of
activities and a community pool. The St. Marys Wastewater Treatment Plant, which is
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operated by a municipal authority, handles sewage treatment and collection for a fee, and
water services are provided by the St. Marys Area Water Authority.

In 2014, St. Marys levied a total of 18.3362 mills of real estate tax as follows: 12.5482 mills
for general purposes, 0.1000 mills for ambulance services, 1.9080 mills for debt service,
1.2000 mills for fire equipment and firehouses, 0.3000 mills for fire hydrants, 0.5800 mills for
library, 0.9000 for recreation, and 0.8000 mills for street lighting. Other taxes include a resident
earned income tax of 0.5%, a $5 per capita tax, a $47 Local Services Tax, a 0.5% real estate
transfer tax and $50 for mechanical devices. In addition, the City has an extensive fee
schedule for various services, permits and uses.

Demographic Patterns

In 1994, the borough of St. Marys and Benzinger Township merged to become the City of St.
Marys. As a result, demographic information prior to 1994 will be presented with the two
communities combined and as separate entities. In general, the area that makes up the
current City of St. Marys has experienced population loss since 1970 at a rate that is similar
to surrounding Elk County. The population decrease is in contrast to the state as a whole,
which has seen a population increase. St. Marys’ population decline since 1990 is a
combination of a birth rate that is lower than its number of deaths along with people moving
out of the City. Although population has decreased, the number of City housing units has
increased. City income levels and housing values are generally lower in St. Marys than in the
Commonwealth but higher in St. Marys than the surrounding Elk County.

Population

The populations of St. Marys Borough (7,470) and Benzinger Township (7,755) were fairly
similar in 1970, although Benzinger had slightly more residents. In 1980 and 1990, that
changed as the Borough population declined and the number of Township residents
increased. Combining the two communities shows a stable population from 1970 to 1980 of
15,225. In 1990, two years prior to the merger, that figure declined to 14,020. Overall, the
combined communities that became St. Marys saw a population decrease of 2,155 or 14.2%
from 1980 to 2010. The largest decline was from 2000 to 2010, when population decreased
by 1,432 or 9.9%. In comparison, Elk County’s population, less St. Marys, also dropped from
1970 to 2010, falling by 3,669 or 16.3%. Pennsylvania’s population rose during the same time
period by 7.6%, as indicated in the following table.

Table 2: Population Trend, 1970 to 20101

1970 1980 1990 2000 2010
Change

1970 to 2010
Change

2000 to 2010
St. Marys/
Benzinger

15,225 15,225 14,020 14,502 13,070 -2,155 -14.2% -1,432 -9.9%

Elk County 37,770 38,338 34,878 35,112 31,946 -5,824 -15.4% -3,166 -9.0%

Elk Co. Less
St. Marys

22,545 23,113 20,858 20,610 18,876 -3,669 -16.3% -1,734 -8.4%

PA 11,800,766 11,863,895 11,881,643 12,281,054 12,702,379 901,613 7.6% 421,325 3.4%

1 U.S. Census Bureau
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During the 1990s, resident births in St. Marys City totaled 1,642; deaths during this period
totaled 1,762. This produced a “natural” population decrease of 120. The actual change in
population between 1990 and 2000 was an increase of 482, suggesting that a net in-migration
of 602 people had occurred. Between 2000 and 2010, there were 1,245 births in the City
and 1,768 deaths, producing a natural population decline of 523. However, the City’s actual
population fell by 1,432 during the 2000s, indicating a net out-migration of 909 people.
Between 2010 and 2012, there were 237 births and 534 deaths, producing a natural loss in
population of 297, while the out-migration was 107. That suggests an in-migration of 190
people. The City’s total population decreased from 1990 to 2012 by 1,057, with a total “natural”
decline of 940. The following table details this population change.

Table 3: Resident Births, Deaths, and Population Change, 1970 to 20002

1990 to 1999 2000 to 2009 2010 to 2012 1990 to 2012

Births 1,642 1,245 237 3,124

Deaths 1,762 1,768 534 4,064

Natural Population Change -120 -523 -297 -940

Total Population (start) 14,020 14,502 13,070 14,020

Total Population (end) 14,502 13,070 12,963 12,963

Total Population Change 482 -1,432 -107 -1,057

Less Natural Change -120 -523 -297 -940

Net-Migration 602 -909 190 -117

According to the 2000 Census, the median age in St. Marys City was 39.4 years, the same
as in Elk County as a whole. In the Commonwealth, the median age was 38.0 years. In the
2010 Census, the median age in the City increased to 45.6 years, the County grew to 45.1
years and Pennsylvania’s median age rose to 40.1 years, as detailed in the following table.

Table 4: Median Age, 2000-20103

2000 2010 Change
St. Marys 39.4 45.6 6.2
Elk County 39.4 45.1 5.7
Pennsylvania 38 40.1 2.1

2 U.S. Bureau of the Census and State Health Data Center, Pennsylvania Department of Health, Harrisburg
Pennsylvania. The Department specifically disclaims responsibility for any analyses, interpretations, or
conclusions.
3 U.S. Bureau of the Census
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St. Marys City’s population in the under 18 age group decreased by 872 or 25.0% between
2000 and 2010; the number of residents age 18 to 64 dropped by 580 or 6.9%; and those 65
or over increased by 20 or 0.8%. In 2010, 20.1% of the population in the City was under 18
years of age; 59.5% was between the ages of 18 and 64; and 20.4% was age 65 or over. Elk
County’s population was younger in 2010, with 23.9% under 18, 61.7% age 18 to 64 and
14.5% 65 and over. See the following table for population by age group.

Table 5: Population by Age Group, 2000-20104

2000 2010
Change in

St. Marys City

St Marys City County St Marys City County Population

#
% of
Total

% of
Total

#
% of
Total

% of
Total

# %

Under 18 3,494 24.1 24.6 2,622 20.1 23.9 -872 -25.0
18-64 8,361 57.7 60.4 7,781 59.5 61.7 -580 -6.9
65 & Older 2,647 18.3 15.0 2,667 20.4 14.5 20 0.8
Total 14,502 100.0 100.0 13,070 100.0 100.0 -1,432 -9.9

Housing Units

The total number of housing units in St. Marys increased from 4,514 in 1970 to 6,124 in 2010
or by 1,610 units or 35.7%. The number of housing units in Elk County also grew, by 3,877
or 28.3%, and the total number of housing units in Pennsylvania grew by 1.6 million or 41.8%
during this same period. Housing trends are detailed in the following table.

Table 6: Housing Trend, 2000-20105

1970 1980 1990 2000 2010
Change

1970 to 2010
St. Marys 4514 5,171 5,521 6,092 6,124 1,610 35.7
Elk County 13,708 16,347 17,249 18,115 17,585 3,877 28.3
Pennsylvania 3,927,206 4,597,412 4,938,140 5,249,750 5,567,315 1,640,109 41.8

The percent of owner-occupied homes was approximately the same in St. Marys and Elk
County as a whole in both 2000 and 2010. In 2010, owner-occupied homes in St. Marys
totaled 76.9%, down from 77.4% in 2000. The County also decreased from 78.0% owner-
occupied to 77.9% in 2010. The percent of owner-occupied housing units in the
Commonwealth fell from 71.3% in 2000 to 69.6% in 2010. The following table detailed owner-
occupied housing.

4 U.S. Census Bureau
5 U.S. Census Bureau
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Table 7: Percent of Owner-Occupied Housing Units, 2000-20106

2000 2010 Change
St. Marys 77.4 76.9 -0.5
Elk County 78.0 77.9 -0.1
Pennsylvania 71.3 69.6 -1.7

The median value of owner-occupied homes in St. Marys City grew by $24,400 or 27.6% from
$88,300 in 2000 to $112,700 in 2010. The median value of owner-occupied housing in Elk
County grew more slowly than that of the City, 18.3% versus 27.6%. The median value of
owner-occupied housing units in the state grew by $67,900 or 70.0% from $97,000 in 2000 to
$164,900 in 2010, as detailed in the following table.

Table 8: Median Value Owner-Occupied Housing Units, 2000-20107

2000 2010
Change

2000 to 2010
St. Marys $88,300 $112,700 $24,400 27.6%
Elk County $78,000 $92,300 $14,300 18.3%
Pennsylvania $97,000 $164,900 $67,900 70.0%

Income Measures

The 2000 median per capita income for St. Marys City residents was $19,885 or $1,711 higher
than the comparable figure for Elk County of $18,174 and $995 lower than the comparable
state-wide figure of $20,880. The City’s 2010 median per capita income remained above that
for the County at $25,465 compared to $23,497, with both figures increasing by almost 30%.
The state’s median per capita income grew to $27,049 in 2010, an increase of $6,169 or
29.5%.

Table 9: Median Per Capita Income, 2000-20108

2000 2010
Change

2000 to 2010
St. Marys $19,885 $25,465 $5,580 28.1%
Elk County $18,174 $23,497 $5,323 29.3%
Pennsylvania $20,880 $27,049 $6,169 29.5%

Median household income in St. Marys City increased from $41,593 in 2000 to $48,419 in
2010—up by $6,826 or 16.4%. As a point of reference, during the same period, median
household income in Elk County rose by $7,191 or 19.2% from $37,550 to $44,741. For
Pennsylvania, median household income increased from $40,106 to $50,398 in 2010 (an
increase of $10,292 or 25.7%.

6 U.S. Census Bureau
7 U.S. Census Bureau
8 U.S. Census Bureau
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Table 10: Median Household Income, 2000-20109

2000 2010
Change

2000 to 2010
St. Marys $41,593 $48,419 $6,826 16.4%
Elk County $37,550 $44,741 $7,191 19.2%
Pennsylvania $40,106 $50,398 $10,292 25.7%

9 U.S. Census Bureau
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Benchmarking

Informed comparisons of how other local governments operate can lead to operational
improvements. Municipalities often make use of new and different approaches which may
evolve into best practices that can be replicated in other settings.

The City of St. Marys provided The Novak Consulting Group with six comparison local
governments, described below.

Bald Eagle Township, Pennsylvania is a community of approximately 2,222 residents
located in central Pennsylvania in Clinton County. The Township is 41.6 square miles. In
Fiscal Year 2014, the Township employed 4 full-time equivalent (FTE) employees and had a
total General Fund budget of $392,295. The median household income in 2012 was
$46,458.10 The 2012 annual unemployment rate was 2.9%.11

Cranberry Township, Pennsylvania is a community of approximately 29,490 residents
located in western Pennsylvania and is a suburb of the City of Pittsburgh. The Township is
22.8 square miles and is located in Butler County. In Fiscal Year 2014, the Township
employed 141 FTEs and had a total General Fund budget of $18,148,233. The median
household income in 2012 was $84,007.12 The 2013 annual unemployment rate was 4.6%.13

Logan Township, Pennsylvania is a community of approximately 12,312 in central
Pennsylvania. The Township is 46.7 square miles and is located in Blair County. In Fiscal
Year 2014, the Township employed 42 FTEs and had a total General Fund budget of
$4,748,563. The median household income in 2012 was $45,066.14 The 2012 annual
unemployment rate was 3.0%.15

Sandy Township, Pennsylvania is a community of approximately 10,649 residents in central
Pennsylvania. The Township is 52.8 square miles and is located in Clearfield County. The
median household income in the Township was $51,502 in 2012.16 The 2012 annual
unemployment rate was 7.3%.17 In fiscal year 2014, the Township employed 32 FTEs and
had a general budget of $3,797,735.

State College Borough, Pennsylvania is a community of approximately 41,751 residents in
central Pennsylvania. The Borough is 4.56 square miles and is in Centre County. In Fiscal
Year 2014, the Borough employed 179 FTEs and had a General Fund budget of $23,345,032.
The median household income in the Borough was $24,104 in 2012.18 The 2013 annual
unemployment rate was 6.3%.19

10 U.S. Census Bureau: State and County QuickFacts
11 2008-2012 American Community Survey 5-Year Estimates
12 U.S. Census Bureau: State and County QuickFacts
13 Annual Unemployment Rates for Cities and Towns, Bureau of Labor Statistics, 2013
14 U.S. Census Bureau: State and County QuickFacts
15 2008-2012 American Community Survey 5-Year Estimates
16 U.S. Census Bureau: State and County QuickFacts
17 2008-2012 American Community Survey 5-Year Estimates
18 U.S. Census Bureau: State and County QuickFacts
19 Annual Unemployment Rates for Cities and Towns, Bureau of Labor Statistics, 2013
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Towanda Borough, Pennsylvania is a community of approximately 2,879 residents in
northern Pennsylvania. The Borough is 1.2 square miles and is the county seat of Bradford
County. In Fiscal Year 2014, the Borough employed 30 FTEs and had a total General Fund
budget of $1,300,000. The median household income in 2012 was $39,671.20 The 2013
annual unemployment rate was 3.7%.21

The following figure shows the geographic location of the comparison communities in
Pennsylvania.

Figure 1. Map of Benchmark Communities within Pennsylvania

Basic demographic information of the comparison jurisdictions is summarized in the following
tables. Demographic and income data are from the Census Bureau. Most of the comparison
jurisdictions experienced population growth between 2000 and 2013. Only the City of St.
Marys, Sandy Township, and Towanda Borough experienced declines in their population.

Table 11: Demographics of Benchmark Jurisdictions

Jurisdiction
2013 Population

Estimates
2000-2013

Population Change
Square
Mileage

St. Marys 12,909 -11.0% 99.3

Bald Eagle Township 2,222 17.1% 41.6

Cranberry Township 29,490 24.8% 22.8

Logan Township 12,321 3.3% 46.7

Sandy Township 10,649 -7.8% 52.8

Borough of State
College

41,757 8.7% 4.56

Towanda Borough 2,919 -4.8% 1.2

20 U.S. Census Bureau: State and County QuickFacts
21 2008-2012 American Community Survey 5-Year Estimates
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The Bureau of Labor Statistics does not publish the unemployment rate of all of the
comparison communities, so the rate from the 2008-2012 American Community Survey is
used instead. Relative to the comparison communities, the City of St. Marys has one of the
highest unemployment rates, second only to Sandy Township. The following table shows the
annualized unemployment rate for each of the comparison communities.

Figure 2. Annualized Unemployment Rate

The median household income in the City of St. Marys is right in the middle of the peer
communities, but is below the average of $48,461.22 The median household income in
Borough of State College is significantly higher than the median household income of peer
communities. The following table shows the median household income level of each of the
comparison communities.

Figure 3. Median Household Income, 2010

22 2008-2012 American Community Survey 5-Year Estimates
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When compared with the benchmark jurisdictions, Sandy Township has the highest median
age, closely followed by the City of St. Marys. Between 2000 and 2010, the City of St. Marys’
median age increased faster than any of the comparison communities. The following figure
shows the median age of residents in each benchmark jurisdiction.

Figure 4. Population Age 65 Years and Over, 2010

Basic financial information of the comparison communities is summarized in the following
table. Specific budget data is from the peer communities’ FY 2014 budgets, unless otherwise
noted. Other financial data comes from FY 2012 Comprehensive Annual Financial Reports.
Each jurisdiction’s budget and staffing levels differ depending on the services provided to
meet the needs of each community. Towanda Borough has the most employees per 1,000
population, followed by Cranberry Township, the Borough of State College, Logan Township,
City of St. Marys, and finally Bald Eagle Township. The following table includes comparison
statistics of the benchmark jurisdictions.

Table 12: Comparison Statistics of Benchmark Jurisdictions

Jurisdiction
FY 2014 General

Fund Budget
FTEs Employed

Employees per 1,000
Population

City of St. Marys $6,059,037 4423 3.37

Bald Eagle Township $392,295 4 1.94

Cranberry Township $18,148,233 141 5.02

Logan Township $4,748,563 42 3.42

Sandy Township Data not available Data not available Data not available

Borough of State
College

$23,345,032 179 4.26

Towanda Borough $1,300,000 30 10.28

23 Includes Tax Collector, an elected official
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Historical Review of City Finances

St. Marys’ financial position grew stronger over the historical review period as City officials
took steps to increase revenue and cut expenditures. On the revenue side, St. Marys
approved a real estate millage tax increase in 2011. In terms of expenditures, the City was
able to negotiate a lower health care plan with its employees, including its two unions, in 2013,
and also reduced the workforce through attrition. Meanwhile, as the economy and collection
methods improved, revenue from the earned income tax rose almost 40%. As a result, St.
Marys is well-positioned going forward.

Revenues and Expenditures

St. Marys collected $5.2 million in revenue for 2009. Revenue increased in 2010 to $5.3
million, and then grew to $7.2 million in 2011 — the peak of the historical review period —
following a property tax increase. In 2012, revenues fell to just under $6 million and then rose
in 2013, ending the period at $6.2 million. Expenditures also fluctuated, starting at $5 million
in 2009, growing to almost $5.2 million in 2010 and then rising to $6.4 million in 2011. In 2012,
expenditures dropped to $5.4 million and then increased to $5.5 million in 2013. These
unadjusted figures indicate that St. Marys experienced operating budget surpluses every year
during the historical review period ranging from a high of $781,522 in 2011 to a low of $95,330
in 2009. The change in revenues from 2009 to 2013 was an increase of almost $1.1 million or
20.6%. Expenditures grew during the same time period by $449,650 or 8.9%. However, once
adjustments are made to remove one-time events including proceeds from debt and additional
pension aid, the historical operating budget surplus picture changes into a $54,670 deficit in
2009 and a much lower surplus of only $3,260 in 2010. The 2011 surplus also drops to
$518,917 once one-time events are removed, as detailed in the following table and graph.

Table 13: Revenues, Expenditures, Surplus/(Deficit), 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 – 2013

Revenues $5,170,681 $5,310,217 $7,204,699 $5,973,670 $6,238,025 $1,067,344 20.6%

Expenditures $5,075,351 $5,188,823 $6,423,177 $5,425,226 $5,525,001 $449,650 8.9%

Surplus/(Deficit) $95,330 $121,394 $781,522 $548,444 $713,024

One Time Events

Gross Revenues $5,170,681 $5,310,217 $7,204,699 $5,973,670 $6,238,025 $1,067,344 20.6%

Less Proceeds from
Debt

-$150,000 -$118,134 -$1,134,860 0 0 $150,000 -100.0%

Less Additional
Pension Aid

0 0 -$127,745 0 0 0 0.0%

Net Revenues $5,020,681 $5,192,083 $5,942,094 $5,973,670 $6,238,025 $1,217,344 24.2%

Gross Expenditures $5,075,351 $5,188,823 $6,423,177 $5,425,226 $5,525,001 $449,650 8.9%

Less Highway
Repairs related to
Loan Proceeds

-$1,000,000 0 0.0%

Net Expenditures $5,075,351 $5,188,823 $5,423,177 $5,425,226 $5,525,001 $449,650 8.9%

Net Surplus/ (Deficit) -$54,670 $3,260 $518,917 $548,444 $713,024
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Figure 5: Surplus/(Deficit) With and Without One-Time Events, 2009-2013

Revenue Components

Total tax revenue grew by 25.7% or $975,867 over the historical review period. St. Marys
collected approximately $3.8 million in tax revenue in 2009 compared to just under $4.8 million
in 2013. Tax revenue as a percentage of total revenue remained over 70% with the exception
of 2011, when it fell to 62.1%. Non-tax revenue peaked at approximately $1 million in 2011.
The change in non-tax revenue from 2009 to 2013 was an increase of $264,548 or 40.2%.
The bulk of transfers from other funds/authorities, roughly 10% of total revenue, are state
liquid fuels money. Revenue details are included in the following table.
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Table 14: Tax Revenue and Non Tax Revenue, 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Tax Revenue $3,798,708 $3,902,486 $4,474,313 $4,477,035 $4,774,574 $975,867 25.7%

Non Tax Revenue $657,771 $738,541 $1,010,468 $935,519 $922,319 $264,548 40.2%

Transfers from Other
Funds/Authorities

$564,203 $551,055 $719,918 $561,116 $541,132 -$23,071 -4.1%

Proceeds from Debt $150,000 $118,134 $1,000,000 0 0 -$150,000 -100.0%

Total Revenue $5,170,681 $5,310,217 $7,204,699 $5,973,670 $6,238,025 $1,067,344 20.6%

Percentage of Total Revenue

Tax Revenue 73.5% 73.5% 62.1% 74.9% 76.5%

Non Tax Revenue 12.7% 13.9% 14.0% 15.7% 14.8%

Transfers from Other
Funds/Authorities

10.9% 10.4% 10.0% 9.4% 8.7%

Proceeds from Debt 2.9% 2.2% 13.9% 0.0% 0.0%

Total Revenue 100.0% 100.0% 100.0% 100.0% 100.0%

Real Estate Taxes and Assessments
Prior to 2006, Elk County properties were assessed using a 20% predetermined ratio of 1984
market value. Elk County completed a re-evaluation that took effect in 2006, at which time the
County’s predetermined ratio increased to 50% of 1984 market value. The predetermined ratio
for the City was 41.0% in 2006 and then fell to 36.8% in 2008. The ratio in St. Marys has
remained stable at approximately 36% since 2008, as detailed in the following table.

Table 15: Real Estate Market Value and Assessed Value, 2001-2011

CHANGE CHANGE

MARKET
VALUE

$ %
ASSESSED

VALUE
$ % CLR

2001 $474,141,100 $81,546,810 17.2%

2002 $501,666,400 $27,525,300 5.8% $82,702,220 $1,155,410 1.4% 16.5%

2003 $507,163,400 $5,497,000 1.1% $83,539,410 $837,190 1.0% 16.5%

2004 $520,861,400 $13,698,000 2.7% $84,394,970 $855,560 1.0% 16.2%

2005 $523,102,900 $2,241,500 0.4% $84,741,540 $346,570 0.4% 16.2%

2006 $521,688,700 -$1,414,200 -0.3% $213,935,065 $129,193,525 152.5% 41.0%

2007 $522,911,900 $1,223,200 0.2% $214,711,580 $776,515 0.4% 41.1%

2008 $591,250,224 $68,338,324 13.1% $217,363,375 $2,651,795 1.2% 36.8%

2009 $596,146,969 $4,896,745 0.8% $217,994,885 $631,510 0.3% 36.6%

2010 $610,622,839 $14,475,870 2.4% $218,853,565 $858,680 0.4% 35.8%

2011 $597,041,846 -$13,580,993 -2.2% $219,467,867 $614,302 0.3% 36.8%

2012 $601,299,715 $4,257,869 0.7% $220,664,162 $1,196,295 0.5% 36.7%

2013 $603,017,769 $1,718,055 0.3% $220,895,362 $231,200 0.1% 36.6%



City of St. Marys Page 17
EIP REPORT

The Novak Consulting Group
Strengthening organizations from the inside out.

Real Estate Taxes
Fueled by a property tax increase in 2011, the City’s real estate tax collections have increased
by $521,170 or 22.7% from $2.3 million in 2009 to $2.8 million in 2013. St. Marys’ general
purpose real estate millage in 2009 was 10.8382 mills. The City increased general purpose
property taxes in 2011 to 12.6082 mills in order to cover growing costs for employee health
insurance and pension, according to the City’s 2011 audit. General purpose real estate taxes,
which are the City’s most productive tax, accounted for approximately 60% of total taxes
throughout the historical review period. The City also levies 1.9080 mills for debt service, 1.2
mills for fire equipment and firehouses, 0.3 mills for fire hydrants, 0.58 mills for library, 0.9
mills for recreation and 0.8 mills for street lighting for a total millage of 18.3362 mills. See the
following table and graph for detail.

Table 16: Total Tax Revenue, 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Real Estate Taxes $2,298,243 $2,252,104 $2,730,650 $2,741,058 $2,819,413 $521,170 22.7%

Per Capita $41,162 $40,081 $38,770 $41,477 $40,613 -$549 -1.3%

Real Estate Transfer $86,773 $82,223 $67,611 $91,897 $89,028 $2,254 2.6%

Earned Income Tax $1,059,069 $1,199,221 $1,300,953 $1,256,487 $1,475,022 $415,952 39.3%

LST $313,460 $328,858 $336,329 $346,116 $350,499 $37,039 11.8%

Total Tax Revenue $3,798,708 $3,902,486 $4,474,313 $4,477,035 $4,774,574 $975,867 25.7%

Percentage of Tax Revenue

Real Estate Taxes 60.5% 57.7% 61.0% 61.2% 59.1%

Per Capita 1.0% 1.0% 0.9% 0.9% 0.8%

Real Estate Transfer 2.3% 2.1% 1.5% 2.1% 1.9%

Earned Income Tax 27.9% 30.7% 29.1% 28.1% 30.9%

LST 8.3% 8.5% 7.5% 7.7% 7.3%

Total Tax Revenue 100.0% 100.0% 100.0% 100.0% 100.0%
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Figure 6: Total Tax Revenue, 2009-2013

Non Real Estate (Act 511) Taxes
The City levies earned income, real estate transfer, and local services taxes. The earned
income tax is 0.5%. The local services tax is $52 annually (with $5 going to the St. Marys Area
School District), and the realty transfer tax is 0.5%. Other Act 511 taxes include $50 for
mechanical devices and a per capita tax of $5 annually.

Earned income taxes historically account for approximately one-third of total tax revenues.
The City received the largest proportional increase in tax revenue from earned income, which
grew by 39.3% or $415,952, during the review period. Collections were almost $1.1 million in
2009 and just under $1.5 million in 2013.

The local services tax is levied on residents and nonresidents working within the City. In the
case of St. Marys, the St. Marys Area School District levies $5 for local services with the
remainder received by the City. Approximately 7,400 people paid the tax in 2013 based on
receipts for that year.

Local services tax revenue steadily grew during the historical review period, increasing by
$37,039 or 11.8% from $313,460 in 2009 to $350,499 in 2013. As a percentage of total taxes,
the local services tax remained at approximately 8% of total taxes.

The real estate transfer tax, which reflects activity in the City’s real estate market, ranged from
a high of $91,897 in 2012 to a low of $67,611 in 2011. The change from 2009 to 2013 was an
increase of $2,254 or 2.6%. Real estate transfer taxes were approximately two percent of total
taxes through the historical review period.
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Per capita tax collection, which was not a significant source of revenue at about 1% of total
taxes, raised an average of just over $40,000 annually.

Non-Tax Revenue
Intergovernmental revenue, charges for services and public safety fees, were the main
sources of non-tax revenue. All other non-tax categories were below 10% of total non-tax
revenues. The largest source of non-tax funds was from intergovernmental revenue, which
made up 37.8% to 49.9% of non-tax revenue from 2009 to 2013. Pension aid and fireman’s
relief provided most of the intergovernmental revenue, but the City also received Act 13 drilling
impact fees of $112,479 and $85,741 in 2012 and 2013, respectively. The peak of
intergovernmental revenue was $503,956 in 2011 when the City received an additional one-
time increase of $127,745 for pension aid. Intergovernmental revenue grew by $81,212 or
32.7% from $248,358 in 2009 to $329,571 in 2013.

Charges for services, which include tax fees from the county and school district, varied from
18.5 to 8.4% of total non-tax revenue, ranging from a high of $136,691 in 2010 to a low of
$85,369 in 2011. The change from 2009 ($105,734) to 2013 ($131,322) was an increase of
$25,588 or 24.2%. Public safety fees fluctuated from a high of $143,111 in 2011 to a low of
$40,646 in 2009. These fees include building permit revenue and so are driven by
development. The following table summarized the non-tax revenue totals.

Table 17: Total Non-Tax Revenue, 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Fees Income $1,582 $1,713 $1,113 $1,341 $1,094 -$488 -30.8%

Business License &
Permits

$34,502 $33,235 $34,639 $33,618 $34,095 -$407 -1.2%

Non Business
Licenses

$290 $230 $1,509 $125 $584 $294 101.4%

Fines $65,277 $54,439 $49,670 $89,594 $70,594 $5,317 8.1%

Interest Earnings $1,122 $511 $2,815 $799 $789 -$333 -29.7%

Rents & Royalties $14,203 $10,608 $64,366 $64,947 $65,688 $51,485 362.5%

Federal Capital
Grants

$4,340 0 $8,650 0 0 -$4,340 -100.0%

D.A.R.E. Programs $16,335 $9,281 $11,082 $13,925 $2,900 -$13,434 -82.2%

State Capital &
Operating Grants

$14,496 $15,247 $11,908 $12,621 $12,855 -$1,641 -11.3%

Intergovernmental
Revenue

$248,358 $318,654 $503,956 $321,482 $329,571 $81,212 32.7%

Payment in Lieu of
Taxes

$19,640 $19,640 $19,640 $19,640 $22,015 $2,375 12.1%

Local Capital &
Operating Grants

$11,000 $11,000 $13,000 $13,700 $8,000 -$3,000 -27.3%

Charges for Services $105,734 $136,691 $85,369 $88,778 $131,322 $25,588 24.2%

Public Safety Fees $40,646 $70,900 $143,111 $66,241 $54,023 $13,377 32.9%

Highway & Streets
Fees

$7,268 $2,027 $7,750 0 $8,206 $938 12.9%

Recycling
Reimbursement

0 0 0 0 0 0 0.0%

Parking Revenue $45,261 $41,604 $31,080 $69,763 $79,183 $33,922 74.9%
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2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Miscellaneous
Revenue

$3,174 $2,298 $4,943 $4,137 $3,309 $134 4.2%

Special Assessments $2,258 $3,562 0 0 0 -$2,258 -100.0%

Contributions &
Donations

$4,060 $3,756 $300 $1,785 0 -$4,060 -100.0%

Proceeds of Fixed
Assets

$12,857 0 $7,780 $19,800 $400 -$12,457 -96.9%

Refunds of Prior Year
Expenditures

$5,367 $3,146 $7,788 743 $11,950 $6,583 122.7%

Total Non-Tax
Revenue

$657,771 $738,541 $1,010,468 $823,040 $836,578 $178,807 27.2%

Percentage of Non-Tax Revenue

Fees Income 0.2% 0.2% 0.1% 0.2% 0.1%
Business License &
Permits

5.2% 4.5% 3.4% 4.1% 4.1%

Non Business
Licenses

0.0%% 0.0% 0.1% 0.0% 0.1%

Fines 9.9% 7.4% 4.9% 10.9% 8.4%

Interest Earnings 0.2% 0.1% 0.3% 0.1% 0.1%

Rents & Royalties 2.2% 1.4% 6.4% 7.9% 7.9%
Federal Capital
Grants

0.7% 0.0% 0.9% 0.0% 0.0%

D.A.R.E. Programs 2.5% 1.3% 1.1% 1.7% 0.3%
State Capital &
Operating Grants

2.2% 2.1% 1.2% 1.5% 1.5%

Intergovernmental
Revenue &
Entitlements

37.8% 43.1% 49.9% 39.1% 39.4%

P.I.L.O.T.S 3.0% 2.7% 1.9% 2.4% 2.6%
Local Capital &
Operating Grants

1.7% 1.5% 1.3% 1.7% 1.0%

Charges for Services 16.1% 18.5% 8.4% 10.8% 15.7%

Public Safety Fees 6.2% 9.6% 14.2% 8.0% 6.5%
Highway & Streets
Fees

1.1% 0.3% 0.8% 0.0% 1.0%

Recycling
Reimbursement

0.0% 0.0% 0.0% 0.0% 0.0%

Parking Revenue 6.9% 5.6% 3.1% 8.5% 9.5%
Miscellaneous
Revenue

0.5% 0.3% 0.5% 0.5% 0.4%

Special Assessments 0.3% 0.5% 0.0% 0.0% 0.0%
Contributions &
Donations

0.6% 0.5% 0.0% 0.2% 0.0%

Proceeds of Fixed
Assets

2.0% 0.0% 0.8% 2.4% 0.0%

Refunds of Prior Year
Expenditures

0.8% 0.4% 0.8% 0.1% 1.4%

Total Non-Tax
Revenue

100.0% 100.0% 100.0% 100.0% 100.0%
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Expenditure Components

Personnel versus Non-Personnel Expenditures
Personnel expenditures increased over the historical review period, with employee costs
rising by $186,314 or 6.0%. Employee expenditures started at $3.1 million in 2009 then
peaked at $3.4 million in 2011 and fell to $3.3 million by 2013. Non-personnel costs remained
below employee expenditures but grew at a faster rate, increasing by $240,207 or 15.6% from
2009 to 2013. In 2009, nonemployee expenses were $1.5 million. The category reached a
high of $2.4 million in 2011 and ended in 2013 at almost $1.8 million. Personnel expenditures
were about 60% of total expenditures with the exception of 2011, when they fell to 53.3% of
total expenditures. Non-employee costs were about one-third of total expenditures except for
2011, when expenses rose to 38.1%. Transfers to authorities include an annual appropriation
of $35,000 to the Airport Authority and transferals of annual state money received for fireman’s
relief. Debt service varied from $291,350 in 2009 to a high of $392,614 in 2011, and then
declined to $318,943 in 2013. The overall change from 2009 to 2013 was $27,593 or 9.5%.
Debt service remained well below 10% of total expenditures and is in keeping with accepted
best practices for municipalities.

Table 18: Personnel, Non-Personnel, Transfers to Authorities, Debt Service, 2009-2013 (Note: Totals may
not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Personnel Expenditures $3,124,755 $3,128,399 $3,421,301 $3,401,594 $3,311,069 $186,314 6.0%

Non Personnel
Expenditures

$1,539,771 $1,638,211 $2,444,098 $1,566,851 $1,779,978 $240,207 15.6%

Transfers to Authorities $119,475 $129,706 $165,165 $106,350 $115,012 -$4,464 -3.7%

Debt Service $291,350 $292,507 $392,614 $350,431 $318,943 $27,593 9.5%

Total Expenditures $5,075,351 $5,188,823 $6,423,177 $5,425,226 $5,525,001 $449,650 8.9%

Percentage of Total

Employee Expenditures 61.6% 60.3% 53.3% 62.7% 59.9%

Nonemployee
Expenditures

30.3% 31.6% 38.1% 28.9% 32.2%

Transfers to Authorities 2.4% 2.5% 2.6% 2.0% 2.1%

Debt Service 5.7% 5.6% 6.1% 6.5% 5.8%

Total Expenditures 100.0% 100.0% 100.0% 100.0% 100.0%

Personnel Expenditures
Employee health insurance experienced the largest absolute increase in the personnel
category, rising by $160,448 or 35.9%, from $446,531 in 2009 to $606,978 in 2013. Benefit
costs peaked in 2012 at $735,125 when health insurance payments increased by 38%. A new
health care plan was negotiated with employees in 2013 that saved $113,273. The largest
percentage increase was in pension, which grew by 97.0% or $150,033 from $154,681 in
2009 to $304,714 in 2013. Salaries and wages account for the majority of employee
expenditures but costs decreased from a high of over $2.2 million in 2009 to a low of $2 million
in 2013. The change from 2009 to 2013 was a drop of $190,142 or 8.6%. The City was able
to reduce costs through attrition when several employees retired and were not replaced.
Personnel expenditures are detailed in the following table.
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Table 19: Personnel Expenditures, 2009-2013 (Note: Tota s may not add due to rounding)

2009 2010 2011 2012 2013
Change

2009 - 2013

Salary & Wages $2,216,196 $2,074,892 $2,082,550 $2,041,793 $2,026,054 -$190,142 -8.6%

Overtime $92,253 $84,372 $91,745 $85,466 $103,593 $11,340 12.3%

FICA $112,367 $105,666 $105,418 $103,837 $102,188 -$10,180 -9.1%

Health Care
Benefits

$446,531 $531,325 $587,179 $735,125 $606,978 $160,448 35.9%

Pension $154,681 $217,000 $443,612 $312,701 $304,714 $150,033 97.0%

Workman's
Compensation

$76,003 $85,688 $72,955 $90,619 $133,835 $57,832 76.1%

Other Employee
Expense

$26,723 $29,456 $37,841 $32,054 $33,707 $6,984 26.1%

Total Employee
Expenditures

$3,124,755 $3,128,399 $3,421,301 $3,401,594 $3,311,069 $186,314 6.0%

Non-Personnel Expenditures
The largest non-personnel expenditures during the historical review period were program
supplies, street reconstruction, repairs and maintenance, and capital purchases. Program
supplies varied from a high of $507,611 in 2009 to a low of $196,431 in 2011. The change
between 2009 and 2013 was a drop of $34,567 or 6.8%, with total spending at $473,560 in
2012. Street reconstruction ranged from zero spending in 2009 to $1.2 million in 2011, ending
the historical review period in 2013 at $254,810. Repairs and maintenance also fluctuated
with the peak of spending at $186,634 in 2013, an increase of $39,994 over 2009. Capital
purchases ranged from a high of $202,411 in 2011 to a low of $120,048 in 2013. Non-
personnel expenditures are outlined in the following table.

Table 20: Non-Personnel Expenditures, 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Advertising & Printing $6,791 $6,514 $7,892 $4,407 $5,273 -$1,518 -22.4%

Bank Fees 0 0 0 $361 $676 $676 0.0%

Capital Purchases $161,572 $138,478 $202,411 $129,169 $120,048 -$41,524 -25.7%

Capital Reserve Fund 0 0 0 0 0 0 0.0%

Community Transfers $17,975 $17,975 $19,975 $19,975 $19,975 $2,000 11.1%

Conferences &
Seminars

$1,983 $2,194 $4,620 $4,353 $3,578 $1,595 80.5%

Contracted Services $12,684 $17,852 $13,238 $26,112 $24,333 $11,649 91.8%

Dues, Memberships,
Subscriptions

$8,543 $9,102 $8,918 $8,521 $9,254 $711 8.3%

Eberl Street Bridge $10,433 $750 $750 0 0 -$10,433 -100.0%

Education 0 0 $4,322 $5,966 $9,239 $9,239 0.0%

Electric $35,749 $32,289 $33,971 $27,828 $28,533 -$7,216 -20.2%

Electric - Traffic
Signals

$13,941 $9,964 $7,949 $8,477 $8,003 -$5,938 -42.6%

Fuel $58,860 $65,374 $80,617 $91,236 $81,636 $22,777 38.7%

Garbage $18,001 $12,394 $12,897 $10,836 $9,547 -$8,455 -47.0%

Gas $40,598 $25,914 $33,756 $23,279 $26,570 -$14,028 -34.6%
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2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Insurance/Bonds $82,703 $83,571 $75,927 $85,318 $92,150 $9,447 11.4%

Judgments And
Damages

$331 $1,154 $2,599 $2,694 0 -$331 -100.0%

Minor Equipment $45,814 $21,479 $30,473 $33,665 $16,615 -$29,199 -63.7%

Office Supplies $19,351 $21,481 $19,236 $18,457 $28,336 $8,985 46.4%

Other Charges $36,396 $34,946 $45,091 $33,268 $43,307 $6,911 19.0%

Postage $22,609 $21,773 $21,669 $22,886 $24,150 $1,541 6.8%

Professional Services $123,112 $134,020 $134,753 $152,423 $145,986 $22,873 18.6%

Program Supplies $507,611 $396,172 $196,431 $469,560 $473,043 -$34,567 -6.8%

Radio Leases $875 $137 $137 $138 $25 -$850 -97.2%

Refunds Prior Year
Revenues

$1,014 0 0 $150 $8,970 $7,957 784.9%

Rent $18,736 $19,829 $22,911 $21,399 $21,934 $3,197 17.1%

Repairs & Maintenance $146,640 $78,886 $100,886 $104,424 $186,634 $39,994 27.3%

Shade Tree Fund $11,000 $7,500 $7,500 $7,500 $7,500 -$3,500 -31.8%

Street Reconstruction 0 $345,324 $1,242,296 $144,983 $254,810 $254,810 0.0%

Tax Collection $25,027 $25,985 $28,019 $25,586 $33,851 $8,825 35.3%

Telephone $28,063 $28,734 $29,982 $32,460 $29,045 $982 3.5%

Travel $1,995 $987 $838 $1,518 $538 -$1,457 -73.0%

Vehicle Expense $80,345 $76,302 $52,646 $48,544 $64,520 -$15,825 -19.7%

Water $1,021 $1,131 $1,385 $1,359 $1,900 $879 86.1%

Total Non-Personnel
Expenditures

$1,539,771 $1,638,211 $2,444,098 $1,566,851 $1,779,978 $240,207 15.6%

Departmental Expenditures
Approximately one-third of St. Marys departmental costs are in public works, where spending
peaked at almost $2.5 million in 2011. The difference between expenses in 2009 and 2013
was a decrease of only $28,221 or 1.6%. The largest absolute increase was in pension, which
grew by $150,033 or 97.0% between 2009 and 2013, although the overall pension cost was
under 10% of expenditures.

One-quarter of St. Marys departmental expenditures are for police. Police spending was $1.3
million in 2009, reached a high of almost $1.5 million in 2011, and then declined to end the
review period at almost $1.4 million. The change between 2009 and 2013 was an increase of
$47,015 or 3.5%. Administrative department spending averaged 9% of departmental
expenditures, growing from $497,060 to $534,853 in 2013. All departmental expenditures are
detailed in the following table.
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Table 21: Departmental Expenditures, 2009-2013 (Note: Totals may not add due to rounding)

Grouped Departments
2009

Actual
2010

Actual
2011

Actual
2012

Actual
2013

Actual
Change

2009 – 2013

Public Works - All $1,773,433 1,802,428 $2,488,182 $1,663,499 $1,745,212 -$28,221 -1.6%

Police $1,329,956 1,292,464 $1,454,388 $1,428,214 $1,376,970 $47,015 3.5%

Administrative $497,060 $527,639 $529,213 $560,190 $534,853 $37,793 7.6%

Buildings & Plant $281,410 $288,772 $284,592 $277,692 $346,574 $65,164 23.2%

Pension $154,681 $217,000 $443,612 $312,701 $304,714 $150,033 97.0%

Wastewater Collection $196,563 $201,985 $219,150 $223,966 $212,841 $16,278 8.3%

Code Enforcement $100,136 $110,690 $120,682 $130,976 $155,115 $54,980 54.9%

Workman's
Compensation

$76,003 $85,688 $72,955 $90,619 $133,835 $57,832 76.1%

Debt Service Fund
Transfer

$291,350 $292,507 $392,614 $350,431 $318,943 $27,593 9.5%

Transfers to
Authorities

$119,475 $129,706 $165,165 $106,350 $115,012 -$4,464 -3.7%

Solid Waste Collection $102,298 $98,074 $99,401 $98,556 $98,302 -$3,996 -3.9%

Planning & Zoning $86,566 $90,587 $92,857 $99,023 $93,816 $7,250 8.4%

Parking Facilities $21,713 $12,841 $22,817 $41,437 $41,339 $19,626 90.4%

Community Transfers $17,975 $17,975 $19,975 $19,975 $19,975 $2,000 11.1%

Refunds of Prior Year
Revenues

$1,027 $90 0 $150 $8,970 $7,943 773.3%

Interfund Operating
Transfers

$11,000 $7,500 $7,500 $7,500 $7,500 -$3,500 -31.8%

Miscellaneous $8,830 $7,546 $6,249 $11,314 $6,349 -$2,481 -28.1%

Sanitation $5,572 $4,985 $3,708 $2,631 $4,535 -$1,037 -18.6%

Community Service $304 $346 $116 0 $147 -$157 -51.7%

Total Expenditures $5,075,351 $5,188,823 $6,423,177 $5,425,226 $5,525,001 449,650 8.9%

Percentage of Total Expenditures

Public Works - All 34.9% 34.7% 38.7% 30.7% 31.6%

Police 26.2% 24.9% 22.6% 26.3% 24.9%

Administrative 9.8% 10.2% 8.2% 10.3% 9.7%

Buildings & Plant 5.5% 5.6% 4.4% 5.1% 6.3%

Pension 3.0% 4.2% 6.9% 5.8% 5.5%

Wastewater Collection 3.9% 3.9% 3.4% 4.1% 3.9%

Code Enforcement 2.0% 2.1% 1.9% 2.4% 2.8%

Workman's
Compensation

1.5% 1.7% 1.1% 1.7% 2.4%

Debt Service Fund
Transfer

5.7% 5.6% 6.1% 6.5% 5.8%

Transfers to
Authorities

2.4% 2.5% 2.6% 2.0% 2.1%

Solid Waste Collection 2.0% 1.9% 1.5% 1.8% 1.8%

Planning & Zoning 1.7% 1.7% 1.4% 1.8% 1.7%

Parking Facilities 0.4% 0.2% 0.4% 0.8% 0.7%

Community Transfers 0.4% 0.3% 0.3% 0.4% 0.4%
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Refunds of Prior Year
Revenues

0.0% 0.0% 0.0% 0.0% 0.2%

Interfund Operating
Transfers

0.2% 0.1% 0.1% 0.1% 0.1%

Miscellaneous 0.2% 0.1% 0.1% 0.2% 0.1%

Sanitation 0.1% 0.1% 0.1% 0.0% 0.1%

Community Service 0.0% 0.0% 0.0% 0.0% 0.0%

Total Expenditures 100.0% 100.0% 100.0% 100.0% 100.0%

Public Works
Personnel expenditures for public works declined over the review period from a high of
$877,847 in 2009 to a low of $685,136 in 2013. The change between 2009 and 2013 was a
drop of $192,711 or 22.0%. The bulk of expenses in this category are salary and wages, which
fell from $651,046 in 2009 to $481,439, a decrease of $169,607 or 26.1%. Health care benefit
costs gradually rose from $131,980 in 2009 to a high of $176,052 in 2012, then declined to
$132,056 in 2013 following negotiated health care changes. Non-personnel expenditures
increased by $164,490 or 18.4%, from $895,586 in 2009 to $1.1 million in 2013. The largest
expenditures were street reconstruction, capital purchases, and program supplies. The City
began to receive Act 13 gas drilling impact fees in 2012, which has been used for street
reconstruction. Program supplies ranged from a high of $495,711 in 2009 to a low of $181,669
in 2011, ending at $449,559 in 2013. The category includes expenses for snow and ice
removal, streets and bridges, sidewalks, storm sewers and drains, and traffic signals and
signs. All Public Works expenditures are detailed in the following table.

Table 22: Public Works Expenditures, 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009-2013

Employee
Expenditures

Salary & Wages $651,046 $547,234 $552,256 $537,391 $481,439 -$169,607 -26.1%

Overtime $34,539 $33,934 $28,931 $28,150 $26,701 -$7,838 -22.7%

FICA $51,896 $45,533 $45,647 $39,558 $38,213 -$13,683 -26.4%

Benefits $131,980 $148,391 $164,292 $176,052 $132,056 $76 0.1%

Other Employee
Expense

$8,387 $6,840 $7,604 $6,455 $6,728 -$1,659 -19.8%

Total Employee
Expenditures

$877,847 $781,932 $798,728 $787,606 $685,136 -$192,711 -22.0%

Non-employee
Expenditures

Capital Purchases $148,922 $116,751 $91,607 $93,028 $83,902 -$65,020 -43.7%

Contracted Services $12,684 $17,852 $13,238 $26,112 $24,333 $11,649 91.8%

Eberl Street Bridge $10,433 $750 $750 0 0 -$10,433
-

100.0%
Electric - Traffic
Signals

$13,941 $9,964 $7,949 $8,477 $8,003 -$5,938 -42.6%

Fuel $42,472 $44,073 $52,545 $60,929 $57,397 $14,925 35.1%

Insurance/Bonds $14,821 $9,797 $9,797 $10,000 $11,000 -$3,821 -25.8%

Other Charges 0 0 0 0 $7,055 $7,055 0.0%

Program Supplies $495,711 $387,074 $181,669 $444,373 $449,559 -$46,152 -9.3%
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Rent $3,563 $4,500 $6,780 $4,694 $4,500 $937 26.3%

Repairs &
Maintenance

$89,660 $25,811 $50,354 $49,978 $111,624 $21,964 24.5%

Street
Reconstruction

0 $345,324 $1,242,296 $144,983 $254,810 $254,810 0.0%

Vehicle Expense $63,379 $58,599 $32,469 $33,258 $47,893 -$15,486 -24.4%

Total Non-Employee
Expenditures

$895,586 $1,020,495 $1,689,454 $875,893 $1,060,076 $164,490 18.4%

Total PW
Expenditures

$1,773,433 $1,802,428 $2,488,182 $1,663,499 $1,745,212 -$28,221 -1.6%

Percentage of Total Public Works Expenditures

Employee Expenditures

Salary & Wages 36.7% 30.4% 22.2% 32.3% 27.6%

Overtime 1.9% 1.9% 1.2% 1.7% 1.5%

FICA 2.9% 2.5% 1.8% 2.4% 2.2%

Benefits 7.4% 8.2% 6.6% 10.6% 7.6%

Other Employee Expense 0.5% 0.4% 0.3% 0.4% 0.4%

Total Employee Expenditures 49.5% 43.4% 32.1% 47.3% 39.3%

Non-employee Expenditures

Capital Purchases 8.4% 6.5% 3.7% 5.6% 4.8%

Contracted Services 0.7% 1.0% 0.5% 1.6% 1.4%

Eberl Street Bridge 0.6% 0.0% 0.0% 0.0% 0.0%

Electric - Traffic Signals 0.8% 0.6% 0.3% 0.5% 0.5%

Fuel 2.4% 2.4% 2.1% 3.7% 3.3%

Insurance/Bonds 0.8% 0.5% 0.4% 0.6% 0.6%

Other Charges 0.0% 0.0% 0.0% 0.0% 0.4%

Program Supplies 28.0% 21.5% 7.3% 26.7% 25.8%

Rent 0.2% 0.2% 0.3% 0.3% 0.3%

Repairs & Maintenance 5.1% 1.4% 2.0% 3.0% 6.4%

Street Reconstruction 0.0% 19.2% 49.9% 8.7% 14.6%

Vehicle Expense 3.6% 3.3% 1.3% 2.0% 2.7%

Total Non-Employee Expenditures 50.5% 56.6% 67.9% 52.7% 60.7%

Total PW Expenditures 100.0% 100.0% 100.0% 100.0% 100.0%

Police
Personnel expenditures were $1.2 million in 2009, and grew to almost $1.3 million in 2012
and 2013. Salaries and wages were over 60% of total police expenditures, ranging from
$919,292 in 2009 to $876,313 in 2013, a decline of $42,979 or 4.7%, in part as the result of
positions not filled through attrition. Overtime costs varied from a low of $50,438 in 2010 to a
high of $76,892 in 2013. Health care benefit expenses ranged from $192,083 in 2009 to a
high of $315,678 in 2012. Those costs dropped to $265,035 in 2013 after the City renegotiated
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its health care plan with employees. Non-personnel police expenditures declined by $10,866
or 8.6%, from $126,552 in 2009 to $115,686 in 2013, with costs peaking at $218,477 in 2011
following a capital purchase. Expenses for non-personnel generally remained at 5% or less
of total expenditures, as detailed in the following table.

Table 23: Police Expenditures, 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009-2013

Salary & Wages $919,292 $878,857 $888,173 $865,630 $876,313 -$42,979 -4.7%

Overtime $57,714 $50,438 $62,814 $57,316 $76,892 $19,178 33.2%

FICA $15,978 $15,213 $15,150 $15,791 $16,065 $88 0.5%

Health Care Benefits $192,083 $223,482 $239,537 $315,678 $265,035 $72,952 38.0%

Other Employee Expense $18,337 $22,616 $30,237 $25,598 $26,979 $8,642 47.1%

Total Employee Expenditures $1,203,404 $1,190,606 $1,235,911 $1,280,013 $1,261,284 $57,880 4.8%

Capital Purchases $12,624 $9,085 $104,605 $34,899 $9,918 -$2,707 -21.4%

Dues, Memberships, Subscriptions $1,399 $1,916 $1,634 $1,530 $2,533 $1,134 81.1%

Education 0 0 $4,322 $5,966 $9,239 $9,239 0.0%

Fuel $16,388 $21,301 $28,072 $30,306 $24,239 $7,852 47.9%

Insurance/Bonds $18,947 $14,718 $12,474 $13,694 $14,919 -$4,028 -21.3%

Minor Equipment $31,112 $13,777 $22,381 $24,038 $8,167 -$22,945 -73.7%

Office Supplies $6,685 $8,124 $6,836 $6,480 $10,086 $3,401 50.9%

Other Charges $10,326 $6,342 $6,688 $3,647 $2,973 -$7,353 -71.2%

Professional Services $6,921 $4,180 $2,954 $4,587 $7,882 $960 13.9%

Program Supplies $4,196 $3,740 $6,958 $5,957 $8,991 $4,794 114.2%

Radio Leases $700 0 0 0 0 -$700 -100.0%

Repairs & Maintenance $120 $842 $1,073 $1,654 $60 -$60 -50.0%

Travel $168 $132 $302 $158 $54 -$114 -67.6%

Vehicle Expense $16,966 $17,703 $20,177 $15,286 $16,627 -$339 -2.0%

Total Nonemployee Expenses $126,552 $101,858 $218,477 $148,201 $115,686 -$10,866 -8.6%

Total Police Expenditures $1,329,956 $1,292,464 $1,454,388 $1,428,214 $1,376,970 $47,015 3.5%

Percentage of Total Police Expenditures

Salary & Wages 69.1% 68.0% 61.1% 60.6% 63.6%

Overtime 4.3% 3.9% 4.3% 4.0% 5.6%

FICA 1.2% 1.2% 1.0% 1.1% 1.2%

Health Care Benefits 14.4% 17.3% 16.5% 22.1% 19.2%

Other Employee Expense 1.4% 1.7% 2.1% 1.8% 2.0%

Total Employee Expenditures 90.5% 92.1% 85.0% 89.6% 91.6%
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2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009-2013

Capital Purchases 0.9% 0.7% 7.2% 2.4% 0.7%

Dues, Memberships, Subscriptions 0.1% 0.1% 0.1% 0.1% 0.2%

Education 0.0% 0.0% 0.3% 0.4% 0.7%

Fuel 1.2% 1.6% 1.9% 2.1% 1.8%

Insurance/Bonds 1.4% 1.1% 0.9% 1.0% 1.1%

Minor Equipment 2.3% 1.1% 1.5% 1.7% 0.6%

Office Supplies 0.5% 0.6% 0.5% 0.5% 0.7%

Other Charges 0.8% 0.5% 0.5% 0.3% 0.2%

Professional Services 0.5% 0.3% 0.2% 0.3% 0.6%

Program Supplies 0.3% 0.3% 0.5% 0.4% 0.7%

Radio Leases 0.1% 0.0% 0.0% 0.0% 0.0%

Repairs & Maintenance 0.0% 0.1% 0.1% 0.1% 0.0%

Travel 0.0% 0.0% 0.0% 0.0% 0.0%

Vehicle Expense 1.3% 1.4% 1.4% 1.1% 1.2%

Total Nonemployee Expenses 9.5% 7.9% 15.0% 10.4% 8.4%

Total Police Expenditures 100.0% 100.0% 100.0% 100.0% 100.0%

Administration
Health care benefits grew by $31,332 or 43.6% from 2009 to 2013, while costs for salary and
wages fell during the same time period by $8,049 or 2.5%. Employee expenses rose from
$408,859 in 2009 to $431,083 in 2013, an increase of $22,224 or 5.4%. Non-personnel
expenses grew by $15,569 or 17.7%, from $88,201 in 2009 to $103,769 in 2013. The majority
of administration non-personnel expenditures were for professional services, which account
for approximately 11% of total administration costs. All other non-personnel expenses were
less than 5% of total administration spending. The following table details Administration
expenditures.

Table 24: Administration Expenditures, 2009-2013 (Note: Totals may not add due to rounding)

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009-2013

Employee Expenditures

Salary & Wages $318,001 $319,807 $313,322 $293,117 $309,952 -$8,049 -2.5%

FICA $19,073 $18,669 $18,453 $17,397 $18,014 -$1,059 -5.6%

Health Care Benefits $71,785 $90,516 $101,615 $138,642 $103,117 $31,332 43.6%

Total Employee Expenditures $408,859 $428,991 $433,391 $449,156 $431,083 $22,224 5.4%

Nonemployee Expenditures

Advertising & Printing $360 $719 $570 $767 $986 $626 173.9%

Capital Purchases 0 0 0 0 0 0 0.0%

Conferences & Seminars $382 $715 $3,449 $2,352 $2,905 $2,523 661.2%

Dues, Memberships, Subscriptions $6,893 $6,936 $6,971 $6,741 $6,471 -$422 -6.1%
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2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009-2013

Insurance/Bonds $12,854 $12,688 $11,639 $12,331 $13,988 $1,134 8.8%

Minor Equipment $4,556 $4,289 $3,753 $2,395 $3,970 -$586 -12.9%

Office Supplies $457 $1,050 $530 $1,429 $263 -$194 -42.5%

Postage $4,553 $3,130 $2,549 $3,113 $2,260 -$2,293 -50.4%

Professional Services $48,123 $60,608 $57,996 $72,372 $62,058 $13,934 29.0%

Rent $5,493 $5,657 $5,827 $6,000 $6,180 $687 12.5%

Tax Collection $3,845 $2,000 $2,000 $2,580 $4,206 $361 9.4%

Travel $685 $855 $536 $954 $483 -$202 -29.4%

Total Non-Employee Expenditures $88,201 $98,647 $95,821 $111,034 $103,769 $15,569 17.7%

Total Administrative Expenditures $497,060 $527,639 $529,213 $560,190 $534,853 $37,793 7.6%

Percentage of Total Administration Expenditures

Employee Expenditures

Salary & Wages 64.0% 60.6% 59.2% 52.3% 58.0%

FICA 3.8% 3.5% 3.5% 3.1% 3.4%

Health Care Benefits 14.4% 17.2% 19.2% 24.7% 19.3%

Total Employee Expenditures 82.3% 81.3% 81.9% 80.2% 80.6%

Non-employee Expenditures

Advertising & Printing 0.1% 0.1% 0.1% 0.1% 0.2%

Capital Purchases 0.0% 0.0% 0.0% 0.0% 0.0%

Conferences & Seminars 0.1% 0.1% 0.7% 0.4% 0.5%

Dues, Memberships, Subscriptions 1.4% 1.3% 1.3% 1.2% 1.2%

Insurance/Bonds 2.6% 2.4% 2.2% 2.2% 2.6%

Minor Equipment 0.9% 0.8% 0.7% 0.4% 0.7%

Office Supplies 0.1% 0.2% 0.1% 0.3% 0.0%

Postage 0.9% 0.6% 0.5% 0.6% 0.4%

Professional Services 9.7% 11.5% 11.0% 12.9% 11.6%

Rent 1.1% 1.1% 1.1% 1.1% 1.2%

Tax Collection 0.8% 0.4% 0.4% 0.5% 0.8%

Travel 0.1% 0.2% 0.1% 0.2% 0.1%

Total Non-Employee Expenditures 17.7% 18.7% 18.1% 19.8% 19.4%

Total Administrative Expenditures 100.0% 100.0% 100.0% 100.0% 100.0%
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General Fund Fiscal Projections

Estimated 2014 revenues exceed 2014 budgeted amounts, resulting in a much larger surplus
expected for 2014. Going forward, Pennsylvania Economy League projections indicate that
revenue growth likely will be unable to match expenditure increases, with salaries and health
care benefits rising the most in terms of absolute cost. The result is potential General Fund
operating budget deficits anticipated for St. Marys City starting in 2018.

PEL prepared its General Fund operating projections using the 2014 budget, the proposed
2015 budget, the historical revenue and expenditure patterns outlined previously, the current
collective bargaining agreements, actuarial pension data, amortization tables and similar
information.

Below are assumptions for both revenue and expenditure projections.

Revenue Projection Assumptions
 0.5% annual growth in Real Estate Tax revenue based on assessment growth
 1.25% annual growth in Earned Income Tax revenue
 Increased Local Services Tax (LST) by $7,050 annually (150 jobs @ $47)
 1.0% annual growth in Real Estate Transfer Tax
 Building Permits & Fee revenues increase annually 1.0%
 Although the continuation of Act 13 revenues is uncertain, the projections maintain

$100,984 in annual Act 13 funds.
 No increase in tax rates or fees for baseline projections
 Other revenues and transfers from other funds held at budgeted levels or 2009-2013

average revenue

Expenditure Projection Assumptions
 Employee counts were assumed to remain at 2014 budgeted levels
 Public Works, Non Bargaining and Management salary increases 2.0% annually
 Police increases were estimated at 3.0% annually
 Healthcare increased at 6.0% annually
 No new debt
 Other items adjusted using the Consumer Price Index or held at 2014 budgeted levels

2014 Estimated Versus 2014 Budgeted

St. Marys is estimated to end 2014 with a larger surplus than had been anticipated primarily
because of revenue increases including earned income taxes ($57,783), drilling fees
($30,984), state capital and operating grants ($25,712), and charges for services ($24,858).
The 2014 budget included a $6,598 surplus. The estimated 2014 surplus is $215,543, with
the City expected to receive $139,142 or 2.2% more in revenues than was budgeted. In
addition, estimated expenditures dropped from the 2014 budgeted amount, mostly because
of decreases in non-personnel expenditures including professional services, program
supplies, and repairs and maintenance.
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Table 25: Revenues, Expenditures and Surplus/Deficit, 2014 Estimated vs. 2014 Budgeted24

2014
Estimated

2014
Budgeted

Variance

Revenues $6,204,778 $6,065,635 $139,142 2.2%

Expenditures $5,989,235 $6,059,038 -$69,803 -1.2%

Surplus/(Deficit) $215,543 $6,598

Table 26: Tax Revenue and Non-Tax Revenue, 2014 Estimated vs. 2014 Budgeted25

2014
Estimated

2014
Budgeted

Variance

Tax Revenue $4,668,460 $4,600,212 $68,248 1.5%

Non Tax Revenue $897,480 $838,270 $59,210 7.1%

Drilling Fees $100,984 $70,000 $30,984 44.3%

Transfers from Other Funds/Authorities $537,854 $557,154 -$19,300 -3.5%

Total Revenue $6,204,778 $6,065,635 $139,142 2.3%

Table 27: Personnel and Non-Personnel Expenditures, 2014 Estimated vs. 2014 Budgeted26

2014
Estimated

2014
Budgeted

Variance

Employee Expenditures $3,569,046 $3,562,820 $6,226 0.2%

Nonemployee Expenditures $2,024,762 $2,099,645 -$74,883 -3.6%

Transfers to Authorities $130,790 $115,012 $15,778 13.7%

Debt Service $264,637 $281,562 -$16,925 -6.0%

Total Expenditures $5,989,235 $6,059,038 -$69,803 -1.2%

2015 Total General Fund Revenues and Expenditures

In 2015, St. Marys is undertaking various capital projects that are reflected in both revenues
and expenditures. On the revenue side, the City obtained $1.0 million in loan proceeds for the
projects in addition to its regular tax and non-tax revenue streams. Expenditures show a
significant increase over 2014 levels in large part because of the capital project spending,
which includes infrastructure improvements to streets, storm sewers and drainage, as well as
vehicle purchases. In order to complete the projects without a tax increase, the City is also
transferring $317,664 from its cash reserve balance. However, the City should approach use
of its cash reserves with caution, being careful not to deplete those resources completely. The
City should also consider establishing parameters for use of cash reserves. Suggestions
regarding use of cash reserves are discussed further under Financial Analysis and
Recommendations.

24 Note: Totals may not add due to rounding
25 Ibid
26 Ibid
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Following 2015, it is anticipated that both total revenues and total expenditures will steadily
rise throughout the projection period; however, expenditures are expected to outpace
revenues, resulting in a slight projected deficit of $26,871 in 2019, as detailed in the following
table and figures. Declining surpluses are partly a function of the projection methodology as
outlined at the beginning of this section. If the City’s earned income tax were to grow at 1.5%
as opposed to 1.25%, for example, the projected deficit would be eliminated.

Table 28: Revenue, Expenditures and Surplus/Deficit, 2015-2019

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Revenues $7,206,889 $6,230,415 $6,270,951 $6,311,799 $6,352,963

Expenditures 7,524,553 6,090,315 6,193,328 6,279,760 6,379,834

Surplus/Deficit -$317,664 $140,100 $77,622 $32,039 -$26,871

Cash Reserves for
2015 Capital
Purchases

$317,664 $0 $0 $0 $0

Revised
Surplus/Deficit

$0 $140,100 $77,622 $32,039 -$26,871

Figure 7: Projected Expenditures and Revenues, 2015-2019
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Revenue Projections

Total tax revenue is expected to grow over the five-year projection period from $4.6 million in
2015 to approximately $4.8 million in 2019. The change from 2015 to 2019 is an increase of
$160,825 or 3.4%. Non-tax revenue is anticipated to remain virtually flat, ending 2019 at
$789,221. Drilling impact fees are held at the 2014 level of $100,984. Transfers, mostly from
liquid fuels, remain at about 10% of total revenues throughout the period ($635,314).

Table 29: Total Revenue, 2015-2019 (Note: Totals may not add due to rounding.)

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Tax Revenue $4,666,619 $4,706,365 $4,746,416 $4,786,774 $4,827,444 $160,825 3.4%

Non Tax Revenue $787,272 $787,752 $788,237 $788,726 $789,221 $1,949 0.2%

Drilling Fees $100,984 $100,984 $100,984 $100,984 $100,984 0 0.0%

Transfers from Other
Funds/Authorities

$652,014 $635,314 $635,314 $635,314 $635,314 -$16,700 -2.6%

Proceeds from Debt $1,000,000 0 0 0 0 -$1,000,000 -100.0%

Total Revenue $7,206,889 $6,230,415 $6,270,951 $6,311,799 $6,352,963 -$853,926 -11.8%

Percentage of Revenue

Tax Revenue 64.8% 75.5% 75.7% 75.8% 76.0%

Non Tax Revenue 10.9% 12.6% 12.6% 12.5% 12.4%

Drilling Fees 1.4% 1.6% 1.6% 1.6% 1.6%

Transfers from Other
Funds/Authorities

9.0% 10.2% 10.1% 10.1% 10.0%

Proceeds from Debt 13.9% 0.0% 0.0% 0.0% 0.0%

Total Revenue 100.0% 100.0% 100.0% 100.0% 100.0%

Taxes
Earned income tax revenue is expected to experience the largest absolute growth in the tax
revenue category, rising by $74,635 or 5.1% throughout the projection period from almost
$1.5 million in 2015 to slightly over $1.5 million in 2019. Although it will see the most growth,
earned income taxes will continue as the City’s second largest source of tax revenue,
accounting for approximately one-third percent of total taxes.

Real estate tax revenue is anticipated to increase by $54,945 or 2%, remaining at
approximately $2.7 million. Real estate taxes account for over half of total taxes and are the
City’s largest revenue source. Local services taxes are expected to rise $28,200 or 7.8%.
Projections call for real estate transfer taxes, which account for only 1.6% of total taxes, to
remain virtually flat.
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Table 30: Total Tax Revenue, 2015-2019 (Note: Totals may not add due to rounding.)

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2009 - 2013

Real Estate Taxes $2,726,719 $2,740,353 $2,754,054 $2,767,825 $2,781,664 $54,945 2.0%

Per Capita $40,600 $40,600 $40,600 $40,600 $40,600 0 0.0%

Real Estate Transfer $75,000 $75,750 $76,508 $77,273 $78,045 $3,045 4.1%

Earned Income Tax $1,465,000 $1,483,313 $1,501,854 $1,520,627 $1,539,635 $74,635 5.1%

LST $359,300 $366,350 $373,400 $380,450 $387,500 $28,200 7.8%

Total Tax Revenue $4,666,619 $4,706,365 $4,746,416 $4,786,774 $4,827,444 $160,825 3.4%

Percentage of Total Taxes

Real Estate Taxes 58.4% 58.2% 58.0% 57.8% 57.6%

Per Capita 0.9% 0.9% 0.9% 0.8% 0.8%

Real Estate Transfer 1.6% 1.6% 1.6% 1.6% 1.6%

Earned Income Tax 31.4% 31.5% 31.6% 31.8% 31.9%

LST 7.7% 7.8% 7.9% 7.9% 8.0%

Total Tax Revenue 100.0% 100.0% 100.0% 100.0% 100.0%

Non-Tax Revenue
Non-tax revenues are project to remain flat at approximately $790,000, increasing by only
$160,825 or 0.2%, the result of a slight gain in public safety fees. The largest sources of non-
tax revenue are intergovernmental revenue ($306,335), which includes pension aid and
firemen’s relief funds from the state; charges for services ($104,482); and parking revenue
($81,600). All other categories are less than 10% of total non-tax revenue, as detailed in the
following table.

Table 31: Total Non-Tax Revenue, 2015-2019 (Note: Totals may not add due to rounding.)

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Fees Income $1,100 $1,100 $1,100 $1,100 $1,100 0 0.0

Business License & Permits $34,700 $34,700 34,700 34,700 34,700 0 0.0

Non Business Licenses $500 $500 500 500 500 0 0.0

Fines $64,500 $64,500 64,500 64,500 64,500 0 0.0

Interest Earnings $7,100 $7,100 7,100 7,100 7,100 0 0.0

Rents & Royalties $66,790 $66,790 66,790 66,790 66,790 0 0.0

D.A.R.E. Programs $2,000 $2,000 2,000 2,000 2,000 0 0.0

State Capital & Operating
Grants

$16,000 $16,000 16,000 16,000 16,000 0 0.0

Intergovernmental Revenue $306,335 $306,335 306,335 306,335 306,335 0 0.0

P.I.L.O.T.S $22,015 $22,015 22,015 22,015 22,015 0 0.0

Local Capital & Operating
Grants

$9,000 $9,000 9,000 9,000 9,000 0 0.0

Charges for Services $104,482 $104,482 104,482 104,482 104,482 0 0.0

Public Safety Fees $56,650 $57,130 57,615 58,104 58,599 $1,949 3.4%
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2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Highway & Streets Fees $10,000 $10,000 10,000 10,000 10,000 0 0.0

Parking Revenue $81,600 $81,600 81,600 81,600 81,600 0 0.0

Miscellaneous Revenue $3,500 $3,500 3,500 3,500 3,500 0 0.0

Refunds of Prior Yr Expenditure $1,000 $1,000 $1,000 $1,000 $1,000 0 0.0

Total Non-Tax Revenue $787,272 $787,752 $788,237 $788,726 $789,221 $1,949 0.2%

Percentage of Non-Tax Revenue

Fees Income 0.1% 0.1% 0.1% 0.1% 0.1%

Business License & Permits 4.4% 4.4% 4.4% 4.4% 4.4%

Non Business Licenses 0.1% 0.1% 0.1% 0.1% 0.1%

Fines 8.2% 8.2% 8.2% 8.2% 8.2%

Interest Earnings 0.9% 0.9% 0.9% 0.9% 0.9%

Rents & Royalties 8.5% 8.5% 8.5% 8.5% 8.5%

D.A.R.E. Programs 0.3% 0.3% 0.3% 0.3% 0.3%

State Capital & Operating
Grants

2.0% 2.0% 2.0% 2.0% 2.0%

Intergovernmental Revenue 38.9% 38.9% 38.9% 38.8% 38.8%

P.I.L.O.T.S 2.8% 2.8% 2.8% 2.8% 2.8%

Local Capital & Operating
Grants

1.1% 1.1% 1.1% 1.1% 1.1%

Charges for Services 13.3% 13.3% 13.3% 13.2% 13.2%

Public Safety Fees 7.2% 7.3% 7.3% 7.4% 7.4%

Highway & Streets Fees 1.3% 1.3% 1.3% 1.3% 1.3%

Parking Revenue 10.4% 10.4% 10.4% 10.3% 10.3%

Miscellaneous Revenue 0.4% 0.4% 0.4% 0.4% 0.4%

Refunds of Prior Yr Expenditure 0.1% 0.1% 0.1% 0.1% 0.1%

Total Non-Tax Revenue 100.0% 100.0% 100.0% 100.0% 100.0%

Expenditure Projections

Personnel versus Non-personnel Expenditures
Personnel expenditures are expected to grow by $447,181 or 12.2% over the projection period
rising from just under $3.7 million in 2015 to $4.1 million in 2019. Debt service drops from
$245,995 in 2015 to $115,995 in 2016, and to $75,995 in 2019. The change is a decrease of
$170,000 or 69.1% from 2015 to 2019 as debt obligations are satisfied. Transfers to
authorities holds steady at $115,012 annually. Non-employee costs in 2015 are reflective of
the previously noted capital project spending. Expenditures for non-personnel spending are
expected to drop slightly from 2016 to 2019 as street construction is anticipated to decrease.
Personnel expenditures are just over 60% of expenditures, while non-personnel costs
(exclusive of 2015) are roughly one-third.
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Table 32: Personnel and Non-Personnel Expenditures, 2015-2019 (Note: Totals may not add due to
rounding.)

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Employee Expenditures $3,675,471 $3,773,099 $3,885,391 $4,002,609 $4,122,652 $447,181 12.2%

Nonemployee Expenditures $3,456,494 $2,070,431 $2,061,152 $2,055,366 $2,050,396 -$1,406,098 -40.7%

Transfers to Authorities $130,790 $130,790 $130,790 $130,790 $130,790 0 0.0%

Debt Service $261,798 $115,995 $115,995 $90,995 $75,995 -$185,803 -71.0%

Total Expenditures $7,524,553 $6,090,315 $6,193,328 $6,279,760 $6,379,834 -$1,144,719 -15.2%

Percentage of Total

Employee Expenditures 48.8% 62.0% 62.7% 63.7% 64.6%

Nonemployee Expenditures 45.9% 34.0% 33.3% 32.7% 32.1%

Transfers to Authorities 1.7% 2.1% 2.1% 2.1% 2.1%

Debt Service 3.5% 1.9% 1.9% 1.4% 1.2%

Total Expenditures 100.0% 100.0% 100.0% 100.0% 100.0%

Personnel
Salaries are expected to experience the largest increases in the personnel expenditures
category followed by health care benefits ($167,278) and pension ($42,653). Salary is
projected to rise by $216,287 or 9.4% from $2.3 million in 2015 to $2.5 million in 2019.

Table 33: Personnel Expenditures, 2015-2019 (Note: Totals and percentages may not add due to rounding.)

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Salary & Wages $2,289,488 $2,334,988 $2,390,802 $2,448,392 $2,505,775 $216,287 9.4%

Overtime $106,786 $105,312 $105,338 $105,365 $105,392 -$1,394 -1.3%

FICA $113,148 $115,411 $117,719 $120,074 $122,475 $9,327 8.2%

Health Care Benefits $637,307 $675,545 $716,078 $759,043 $804,585 $167,278 26.2%

Pension $339,841 $350,036 $360,537 $371,353 $382,494 $42,653 12.6%

Workman's
Compensation

$138,401 $141,307 $144,416 $147,882 $151,431 $13,030 9.4%

Other Employee Expense $50,500 $50,500 $50,500 $50,500 $50,500 0 0.0%

Total Employee
Expenditures

$3,675,471 $3,773,099 $3,885,391 $4,002,609 $4,122,652 $447,181 12.2%

Non-Personnel
Non-personnel expenditures reflect the significant amount of capital projects and purchases
that the City intends to undertake in 2015, with $1.4 million budgeted for street reconstruction,
$568,400 budgeted for program supplies, and $332,664 budgeted for general capital
purchases. Street reconstruction is then projected to drop considerably in 2016 to $240,000,
with expenditures anticipated to decline each year to end the projection period at $120,000.
The assumption is that spending will decrease as major road work is completed. Capital
purchases drop to $186,610 in 2016 and then remain constant through 2019, while program
supplies decline to $469,281 in 2016 and then gradually rise to $502,830 in 2019. The
program supplies category includes spending for storm sewer and drainage related projects.
Non-personnel categories projected to increase more than $10,000 over the five-year period
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are repairs and maintenance ($17,653), professional services ($16,101), and
insurance/bonds ($11,797).

Table 34: Non-Personnel Expenditures, 2015-2019 (Note: Totals may not add due to rounding.)

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Advertising &
Printing

$7,425 $7,581 $7,748 $7,934 $8,124 $699 9.4%

Bank Fees $825 $842 $861 $882 $903 $78 9.4%

Capital Purchases $332,664 $186,610 $186,610 $186,610 $186,610 -$146,054 -43.9%

Capital Reserve
Fund

0 0 0 0 0 0 0.0%

Community
Transfers

$52,761 $52,761 $52,761 $52,761 $52,761 0 0.0%

Conferences &
Seminars

$10,600 $10,600 $10,600 $10,600 $10,600 0 0.0%

Contracted Services $22,000 $22,462 $22,956 $23,507 $24,071 $2,071 9.4%

Dues, Memberships $12,550 $12,550 $12,550 $12,550 $12,550 0 0.0%

Eberl Street Bridge 0 0 0 0 0 0 0.0%

Education $20,000 $20,000 $20,000 $20,000 $20,000 0 0.0%

Electric $31,775 $32,442 $33,156 $33,952 $34,767 $2,992 9.4%

Electric - Traffic
Signals

$8,500 $8,679 $8,869 $9,082 $9,300 $800 9.4%

Fuel $93,000 $94,953 $97,042 $99,371 $101,756 $8,756 9.4%

Garbage $14,000 $14,000 $14,000 $14,000 $14,000 0 0.0%

Gas $29,000 $29,609 $30,260 $30,987 $31,730 $2,730 9.4%

Insurance/Bonds $125,305 $127,936 $130,751 $133,889 $137,102 $11,797 9.4%

Judgments And
Damages

$1,500 $1,532 $1,565 $1,603 $1,641 $141 9.4%

Minor Equipment $49,305 $50,340 $51,448 $52,683 $53,947 $4,642 9.4%

Office Supplies $26,200 $26,729 $27,295 $27,926 $28,573 $2,373 9.1%

Other Charges $43,700 $43,858 $44,026 $44,214 $44,406 $706 1.6%

Postage $27,500 $28,078 $28,695 $29,384 $30,089 $2,589 9.4%

Professional
Services

$171,011 $174,602 $178,443 $182,726 $187,112 $16,101 9.4%

Program Supplies $568,400 $469,281 $479,583 $491,069 $502,830 -$65,570 -11.5%

Radio Leases $2,000 $2,000 $2,000 $2,000 $2,000 0 0.0%

Refunds Of Prior
Year Revenues

$24,060 $24,060 $24,060 $24,060 $24,060 0 0.0%

Rent $38,501 $38,501 $38,501 $38,501 $38,501 0 0.0%

Repairs &
Maintenance

$197,500 $201,438 $205,649 $210,345 $215,153 $17,653 8.9%

Shade Tree Fund $7,500 $7,500 $7,500 $7,500 $7,500 0 0.0%

Street
Reconstruction

$1,400,000 $240,000 $200,000 $160,000 $120,000 -$1,280,000 -91.4%

Tax Collection $33,812 $34,181 $34,554 $34,932 $35,315 $1,503 4.4%

Telephone $29,200 $29,813 $30,469 $31,200 $31,949 $2,749 9.4%

Travel $4,200 $4,288 $4,383 $4,488 $4,595 $395 9.4%
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2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Vehicle Expense $70,000 $71,470 $73,042 $74,795 $76,590 $6,590 9.4%

Water $1,700 $1,736 $1,774 $1,816 $1,860 $160 9.4%

Total Non-Employee
Expenditures

$3,456,494 $2,070,431 $2,061,152 $2,055,366 $2,050,396 -$1,406,098 -40.7%

Departmental Expenses
Police expenditures are projected to increase more than any other department, growing by
$167,541 or 9.9%. Police costs are expected to rise from $1.7 million in 2015 — which
includes the cost of adding a new full-time officer — to almost $1.9 million in 2019. Public
works costs fall significantly from 2015 to 2016, a reflection of the number of capital projects
being undertaken by the department in 2015. Administration costs rise by $63,255 or 10.9%,
while pension expenses grow by $42,085 or 12.6 percent. Debt service fund transfers drop
by $185,803 or 69.1%.

Table 35: Departmental Expenditures, 2015-2019 (Note: Totals may not add due to rounding.)

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Public Works – All $3,548,899 $2,241,449 $2,245,483 $2,252,825 $2,261,574 -$1,287,325 -36.3%

Police $1,695,557 $1,699,130 $1,751,779 $1,807,162 $1,863,098 $167,541 9.9%

Administrative $578,631 $593,398 $608,820 $625,049 $641,886 $63,255 10.9%

Pension $335,319 $345,379 $355,740 $366,412 $377,404 $42,085 12.6%

Debt Service Fund
Transfer

$261,798 $115,995 $115,995 $90,995 $75,995 -$185,803 -71.0%

Wastewater
Collection

$200,789 $176,274 $180,942 $185,827 $190,892 -$9,897 -4.9%

Workman's
Compensation

$138,401 $141,307 $144,416 $147,882 $151,431 $13,030 9.4%

Code Enforcement $186,433 $190,996 $195,754 $200,729 $205,909 $19,476 10.4%

Planning & Zoning $113,770 $116,857 $120,062 $123,393 $126,850 $13,080 11.5%

Transfers to
Authorities

$110,790 $110,790 $110,790 $110,790 $110,790 0 0.0%

Solid Waste
Collection

$104,720 $106,033 $107,437 $109,003 $110,606 $5,886 5.6%

Community Service $66,128 $68,078 $70,109 $72,227 $74,431 $8,303 12.6%

Parking Facilities $48,997 $50,020 $51,089 $52,230 $53,398 $4,401 9.0%

Emergency
Management

$16,000 $16,000 $16,000 $16,000 $16,000 0 0.0%

Interfund Operating
Transfers

$27,500 $27,500 $27,500 $27,500 $27,500 0 0.0%

Community Transfers $52,761 $52,761 $52,761 $52,761 $52,761 0 0.0%

Miscellaneous $8,000 $8,168 $8,348 $8,548 $8,753 $753 9.4%

Sanitation $6,000 $6,120 $6,242 $6,367 $6,495 $495 8.2%

Refunds of Prior Year
Revenues

$24,060 $24,060 $24,060 $24,060 $24,060 0 0.0%

Total Expenditures $7,524,553 $6,090,315 $6,193,328 $6,279,760 $6,379,834 -$1,144,719 -15.2%

Percentage of Total Expenditures

Public Works – All 47.2% 36.8% 36.3% 35.9% 35.4%

Police 22.5% 27.9% 28.3% 28.8% 29.2%
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2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Administrative 7.7% 9.7% 9.8% 10.0% 10.1%

Pension 4.5% 5.7% 5.7% 5.8% 5.9%

Debt Service Fund
Transfer

3.5% 1.9% 1.9% 1.4% 1.2%

Wastewater
Collection

2.7% 2.9% 2.9% 3.0% 3.0%

Workman's
Compensation

1.8% 2.3% 2.3% 2.4% 2.4%

Code Enforcement 2.5% 3.1% 3.2% 3.2% 3.2%

Planning & Zoning 1.5% 1.9% 1.9% 2.0% 2.0%

Transfers to
Authorities

1.5% 1.8% 1.8% 1.8% 1.7%

Solid Waste
Collection

1.4% 1.7% 1.7% 1.7% 1.7%

Community Service 0.9% 1.1% 1.1% 1.2% 1.2%

Parking Facilities 0.7% 0.8% 0.8% 0.8% 0.8%

Emergency
Management

0.2% 0.3% 0.3% 0.3% 0.3%

Interfund Operating
Transfers

0.4% 0.5% 0.4% 0.4% 0.4%

Community Transfers 0.7% 0.9% 0.9% 0.8% 0.8%

Miscellaneous 0.1% 0.1% 0.1% 0.1% 0.1%

Sanitation 0.1% 0.1% 0.1% 0.1% 0.1%

Refunds of Prior Year
Revenues

0.3% 0.4% 0.4% 0.4% 0.4%

Total Expenditures 100.0% 100.0% 100.0% 100.0% 100.0%

Debt Service
The City has seven outstanding debt issues: General Obligation (GO) Bonds, Series of 2011;
GO Note, PennDOT 2011; GO Note, PennDOT 2006; GO Note #1, PEMA, 2006; GO Note
#2, PNC, 2010; PEMA Promissory Note, 2001; and PEMA Promissory Note, 1999. Total GO
debt service during the historical period ranges from a high of $712,908 in 2015 to a low of
$527,945 in 2019. General obligation debt is 11.8% of total General Fund expenditures in
2015, falling to 8.2% of total General Fund expenditures in 2019. Best practices recommend
that debt service as a percentage of General Fund expenditures remains under 10%. A range
of 10 to 15% of General Fund expenditures is considered cause for concern. St. Marys levies
1.908 mills on real estate for debt service; however, the amount collected by the dedicated
millage is not currently sufficient to cover total debt service. Projections show that the
dedicated tax will cover an increasingly larger percentage of debt service as debt obligations
are satisfied. In 2015, debt service millage pays for only 62.2% of total debt service. By 2019,
that figure rises to 87.9%. This assumes that the City does not take on any new general
obligation debt.

In addition to general obligation debt, St. Marys is also the guarantor on numerous debt
issuances for the Benzinger Township Municipal Golf Course Authority/Elk County Golf
Association and the St. Marys Municipal Authority. Total annual debt service on the issuances
is approximately $1.1 million. As the guarantor, St. Marys is obligated to make the payments
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if the authorities are unable to do so. A summary of the City’s debt service is in the following
tables.
Table 36: Debt Service, 2015-2019

Debt Issue 2014 2015 2016 2017 2018 2019

Series of 2011 GO Bonds $463,079 $447,978 $446,379 $413,841 $406,091 $401,791

GO Note PennDOT 2011 $109,154 $109,154 $109,154 $109,154 $109,154 $109,154

GO Note PennDOT 2006 $114,998 $114,998 - - - -

GO Note #2, PNC, 2010 $25,260 $21,050 - - - -

PEMA Promissory Note,
1999

$646 - - - - -

PEMA Promissory Note,
2001

$7,728 $7,728 $5,152 - - -

GO Note #1, 2006 PEMA $12,000 $12,000 $12,000 $12,000 $12,000 $12,000

Total GO Debt Service $732,865 $712,908 $572,685 $534,995 $527,245 $527,945

Total Expenditures $6,000,496 $6,006,642 $6,015,287 $6,159,780 $6,287,831 $6,429,592

% of Total Expenditures 12.2% 11.9% 9.50% 8.7% 8.4% 8.2%

Debt Service Real Estate
Taxes - Current

$402,589 $408,628 $414,757 $420,979 $427,293 $433,703

Debt Service Real Estate
Taxes - Delinquent

$34,178 $34,691 35,211 35,739 36,275 $36,275

Total Debt Service Real
Estate Taxes

$436,767 $443,318 $449,968 $456,718 $463,568 $463,468

Debt Service Real Estate
Taxes % of Debt Service

59.6% 62.2% 78.6% 85.4% 87.9% 87.9%

Table 37: Guaranteed Debt, 2015-2019

Debt Issue 2014 2015 2016 2017 2018 2019

Golf Authority
2012

$73,620 $73,620 $73,620 $73,620 $73,620 $73,620

Golf Authority
2012

$9,029 $9,029 $9,029 $9,029 $9,029 $9,029

Golf Authority
2013

$10,422 $10,422 $10,422 $10,423 $10,423 $10,423

Municipal
Authority 2010
Guaranteed
Revenue
Bonds

$640,290 $634,790 $644,455 $638,455 $635,274 $635,274

Municipal
Authority
PennVest Loan

$328,748 $328,748 $328,748 $328,748 $328,748 $328,748

Total
Guaranteed
Debt

$1,062,109 $1,056,609 $1,066,274 $1,060,275 $1,057,094 $1,057,094
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Financial Analysis and Recommendations

An examination of St. Marys finances shows that the City is generally well-run compared to
other cities as evidenced by its lack of historical deficits and the projected fiscal position
through 2019. The City successfully negotiated a downturn in municipal finances during the
historical review period by increasing revenue and cutting expenses, which led to growing
annual surpluses from 2011 to 2013. On the revenue side, the City raised general purpose
millage in 2011 and also saw a growth of 40% in the earned income tax throughout the period
as unemployment rates declined. In terms of expenditures, the City negotiated a lower-cost
health care plan in 2013 and reduced the work force through attrition. PEL’s review indicates
that the trend of increasing annual surpluses began to stall in 2014. Projections using
conservative assumptions regarding revenues and expenses suggest deficits may occur in
2019.

In terms of demographics, the City tends to be slightly older than the state as a whole. Incomes
and housing values also track lower than state averages, and the population over the last 40
years has been shrinking. The demographic picture has implications for future City revenue
growth particularly in terms of earned income taxes, which depends on the salaries of working
City residents. In addition, while City officials have indicated signs of a robust local economy,
St. Marys might be hampered in generating revenue from that positive position because of
potential limitations in the amount of housing available in the City. Such limitations could
impact the tax base growth upon which local government revenue depends.

Despite those obstacles, St. Marys is well-positioned from its current strong financial position
to navigate the coming challenges by taking a proactive approach to City finances. The City
should consider tax increases as appropriate, including the possibility of raising the earned
income tax under the Home Rule charter as opposed to the real estate tax. St. Marys should
also explore other revenue approaches. Some options to investigate include contracting
collection of recycling and/or refuse and creating a stormwater authority in order to collect
fees for stormwater mitigation. Other recommendations include closer financial monitoring of
the City’s various authorities since St Marys guarantees their debt. St. Marys should also
consider establishing a capital plan and budget to maintain delivery of essential public
services into the future.

St. Marys recorded General Fund operating surpluses from 2010 to 2013 once adjustments
are made to account for one-time events. Revenues increased every year with the exception
of 2012 to end the historical review period with a growth of 24%. Expenditures also rose,
ending in 2013 with an 8.9% increase over the 2009 amount.

Table 38: Adjusted Revenues and Expenditures – Yearly Surplus/Deficit, 2009-201527

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Net Revenues $5,020,681 $5,192,083 $5,942,094 $5,973,670 $6,238,025 $1,217,344 24.2%

Net Expenditures $5,075,351 $5,188,823 $5,423,177 $5,425,226 $5,525,001 $449,650 8.9%

Net Surplus/(Deficit) -$54,670 $3,260 $518,917 $548,444 $713,024

27 Totals may not add due to rounding.
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St. Marys received the bulk of its revenue from taxes although both tax and non-tax revenue
experienced growth. The City raised real estate taxes in 2011 and also saw a jump in earned
income taxes as the unemployment rate declined.

Table 39: Tax Revenue and Non-Tax Revenue, 2009-201328

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Tax Revenue $3,798,708 $3,902,486 $4,474,313 $4,477,035 $4,774,574 $975,867 25.7%

Non Tax Revenue $657,771 $738,541 $1,010,468 $935,519 $922,319 $264,548 40.2%

Transfers from
Other
Funds/Authorities

$564,203 $551,055 $719,918 $561,116 $541,132 -$23,071 -4.1%

Proceeds from Debt $150,000 $118,134 $1,000,000 0 0 -$150,000 -100.0%

Total Revenue $5,170,681 $5,310,217 $7,204,699 $5,973,670 $6,238,025 $1,067,344 20.6%

Personnel expenditures grew by $186,314 from 2009 to 2013, while non-personnel costs
increased by $240,207 over the same period. The greatest absolute personnel expenditure
growth was in health insurance and the largest percentage growth was in pension. Salaries
are the largest personnel expenses but decreased over the historical review period due to
employee reductions that were accomplished through attrition. St. Marys was able to lower
health care costs by switching to a different benefits carrier in 2013.

Table 40: Personnel and Non-Personnel Expenditures, 2009-201329

2009
Actual

2010
Actual

2011
Actual

2012
Actual

2013
Actual

Change
2009 - 2013

Personnel Expenditures $3,124,755 $3,128,399 $3,421,301 $3,401,594 $3,311,069 $186,314 6.0%

Non-Personnel Expenditures $1,539,771 $1,638,211 $2,444,098 $1,566,851 $1,779,978 $240,207 15.6%

Transfers to Authorities $119,475 $129,706 $165,165 $106,350 $115,012 -$4,464 -3.7%

Debt Service $291,350 $292,507 $392,614 $350,431 $318,943 $27,593 9.5%

Total Expenditures $5,075,351 $5,188,823 $6,423,177 $5,425,226 $5,525,001 $449,650 8.9%

Projections indicate that St. Marys will begin to experience deficits in 2019 as revenues are
unable to keep pace with expenditures.

28 Totals may not add due to rounding.
29 Ibid
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Table 41: Revenue, Expenditures and Surplus/Deficit, 2015-201930

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Revenues $7,206,889 $6,230,415 $6,270,951 $6,311,799 $6,352,963

Expenditures 7,524,553 6,090,315 6,193,328 6,279,760 6,379,834

Surplus/(Deficit) -$317,664 $140,100 $77,622 $32,039 -$26,871

Cash reserves
for 2015 capital
purchases

$317,664 $0 $0 $0 $0

Revised
Surplus/(Deficit)

$0 $140,100 $77,622 $32,039 -$26,871

Tax revenue is anticipated to increase by 3.4% from 2015 to 2019 while non-tax revenue
remains virtually flat. Earned income taxes show the largest growth ($74,635).

Table 42: Total Revenue, 2015-201931

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Tax Revenue $4,666,619 $4,706,365 $4,746,416 $4,786,774 $4,827,444 $160,825 3.4%

Non Tax Revenue $787,272 $787,752 $788,237 $788,726 $789,221 $1,949 0.2%

Drilling Fees $100,984 $100,984 $100,984 $100,984 $100,984 0 0.0%

Transfers from Other
Funds/Authorities

$652,014 $635,314 $635,314 $635,314 $635,314 -$16,700 -2.6%

Proceeds from Debt $1,000,000 0 0 0 0 -$1,000,000 -100.0%

Total Revenue $7,206,889 $6,230,415 $6,270,951 $6,311,799 $6,352,963 -$853,926 -11.8%

Personnel expenditures are expected to grow by $447,181 over the projection period with the
greatest increases in salaries, health care benefits and pension. Non-personnel spending
declines slightly following significant expenses for capital projects in 2015. Debt service drops
assuming the City takes on no new debt.

Table 43: Personnel and Non-Personnel Expenditures, 2015-201932

2015
Projected

2016
Projected

2017
Projected

2018
Projected

2019
Projected

Change
2015 - 2019

Employee Expenditures $3,675,471 $3,773,099 $3,885,391 $4,002,609 $4,122,652 $447,181 12.2%

Nonemployee Expenditures $3,456,494 $2,070,431 $2,061,152 $2,055,366 $2,050,396 -$1,406,098 -40.7%

Transfers to Authorities $130,790 $130,790 $130,790 $130,790 $130,790 0 0.0%

Debt Service $261,798 $115,995 $115,995 $90,995 $75,995 -$185,803 -71.0%

Total Expenditures $7,524,553 $6,090,315 $6,193,328 $6,279,760 $6,379,834 -$1,144,719 -15.2%

30 Tables may not add due to rounding.
31 Ibid
32 Ibid
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As detailed in the previous section, by 2018, payments for the majority of City debt service
will be covered by the City’s existing debt service millage, assuming that no new debt is
incurred. As debt service payments decline, debt service as a percentage of total St. Marys’
expenditures moves to the range suggested by best practices. In addition to general obligation
debt, St. Marys is also the guarantor on numerous debt issuances for the Benzinger Township
Municipal Golf Course Authority/Elk County Golf Association and the St. Marys Municipal
Authority. As the guarantor, St. Marys is obligated to make the payments if the authorities are
unable to do so.

Recommendations

Priority Based Budgeting
To enhance the City’s fiscal health and provide an outcome-based framework for budgeting,
it is recommended that St. Marys adopt a priority-based budgeting model. This model is a
powerful tool in assisting communities to allocate resources to the highest priorities.

According to the International City/County Management Association, priority-based budgeting
provides:

A systematic review of existing services, why they exist, what value they offer to
citizens, how they benefit the community, what they cost, and what objectives and
citizen demands they are achieving. Each service or program is assigned a score
based on its contribution to desired results so that tax dollars can be allocated to those
with the greatest impact. 33

The process is intended to answer critical questions:
 Is the program mandated?
 Do other entities provide a similar service?
 Does the program pay for itself?

By answering these questions, St. Marys can better identify which programs are most
important and allocate resources accordingly.

In general terms the process involves:
 Determining results and defining what the City want to achieve;
 Clarifying results and discerning the relationship between each program and its

results;
 Identifying and comparing programs and services, rather than departments, which

leads to better determination of priorities;
 Determining the value of each program by reviewing the results; and
 Allocating resources based on priorities.

Once the comparisons are made, decisions to be made on how to allocate the available
resources are clearer and aligned with priorities.

33 http://icma.org/en/international/resources/insights/Article/103432/PriorityBased_Budgeting_Seeing_Things_Differently
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Capital Budget
Capital planning is critical to the City in order to maintain delivery of essential public services.
St. Marys should establish a multi-year capital plan and budget as per Government Finance
Officers Association (GFOA) best practices, copies of which are included in Appendix A. Key
steps in the process include:

 Identify and prioritize expected needs;
 Establish project scope and cost;
 Estimate funding sources/amounts based on available resources; and
 Include public participation to ensure adequate support and desired outcome.

Additional information regarding the development of a capital budget can be found in
Recommendation 23.

Revenues
Municipal officials should consider generating revenue through increases in the City’s real
estate and earned income taxes as appropriate to eliminate projected annual operating
deficits. As a Home Rule municipality, St. Marys is permitted to increase its earned income
tax beyond the Act 511 statutory limit.

City officials should take a balanced approach to tax increases by using a mixture of the tax
levies so as not to impact any one tax paying group disproportionately. For example, officials
should consider that retired individuals might pay property taxes but do not pay earned income
taxes. Wage earners pay the earned income tax and might also be paying property taxes.
Commercial and business entities would likely be more affected by property tax increases.

Municipal officials also should keep in mind that no single tax should be raised to such a
degree that the costs to live or operate a business in the City outweigh the advantages.

In reviewing potential tax increases, the City should take into consideration that each tenth of
a percent increase in EIT will generate approximately $293,000 and each mill increase in
general purpose millage will raise approximately $209,000.

PEL’s five-year projection assumptions do not increase fines, fees or charges for services
beyond their current level. Municipal officials should examine the fee amounts charged in
order to guarantee the City is receiving an amount that, at a minimum, equals the provision
and administration of the services, taking into account expenses for personnel, supplies, etc.

PEL also recommends that St. Marys review the suitability of current exemptions from
property taxes to guarantee, for example, that property owned by tax exempt institutions is
not being used by for-profit ventures that should be subject to taxation.

Regionalization
Examine regionalization and sharing opportunities with neighboring municipalities for Police
Department, public works, and sewer and water functions. Regionalization, contracting (in the
case of the police), and/or sharing of equipment and similar resources could be a way to
maintain or improve full-time service levels as costs in those departments grow due to
contractual salary increases and other factors.
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Cash reserves
In order to cover unforeseen expenses, PEL suggests that the City develop and approve a
formal cash reserves policy. Recommendations by the Government Finance Officers
Association call for a dedicated cash reserve fund of no fewer two to three months of revenues
and expenditures.

If the City uses the cash reserves as a method to pay for capital purchases, it should be
accompanied by a resolution stating the City will replenish those funds over a state period of
time at a stated rate of interest so that the cash reserve fund is not depleted.

Authorities
As part of the scope of this review, the City requested that the consulting team assess
opportunities for improvement with three of the City’s operating authorities: the St. Marys
Municipal Authority, the Benzinger Township Municipal Golf Course Authority/Elk County Golf
Association, and the St. Marys Municipal Airport Authority.

As previously noted, the City guaranteed loans on behalf of the Benzinger Township Municipal
Golf Course Authority/Elk County Golf Association and the St. Marys Municipal Authority. As
a result, the City is required to make the debt service payment should either entity be unable
to do so. This is of particular concern regarding the golf course authority since it has
experienced past operating deficits. St. Marys also provides the St. Marys Municipal Airport
Authority with $35,000 annually for authority expenses. The airport authority has not
conducted an annual audit since 2008.

St. Marys should routinely monitor finances of the authorities to ensure their ability to make
the required debt service payments as well as remain fiscally solvent. Recommended actions
by the Council include:

 Require yearly acceptance of authority operating budgets by the City Council.
 Require annual audits from the authority.
 Require annual certification from the municipal authority engineer that the authority’s

budget contains sufficient revenue over expenditures to allow the authority to make
debt payments.

 Review monthly financial and cash flow projections for monitoring and action, if
needed.

Additional recommendations for each authority follow.

St. Marys Municipal Authority
The 1998 merger agreement that created the St. Marys Municipal Authority requires the City
to provide the necessary and ordinary maintenance and repairs of sewage facilities, while the
authority is responsible for capital expenditures. The City recently placed an additional $3 fee
on the base rates of sewer customers. The fee, plus an additional $1 from the existing base
rate, is being used to create an inflow and infiltration fund to pay for sewer-related mitigation
efforts.

St. Marys should consider formation of a stormwater authority under Act 68 of 2013 that would
allow the City to collect revenue for certain public works functions that are related to
stormwater management. Stormwater mitigation measures can also assist the City in its
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efforts to handle day-to-day sewer maintenance (street sweeping, leaf collection, etc.).
However, there are many factors to consider, including the fact that it means handing over
certain functions to a group of unelected officials, albeit appointed by City officials. (See
Recommendation 36 for more details.)

Benzinger Township Municipal Golf Course Authority
The Benzinger Township Municipal Golf Course Authority, as owner of the Bavarian Hills Golf
Course, entered into a Management Agreement with the Elk County Golf Association, Inc. to
manage and operate the course. As such, the Association is responsible for all personnel and
operations at Bavarian Hills, including marketing of the golf course, the establishment of fees,
maintenance of the facilities, and food and beverage operations.
The Pennsylvania Wilds Tourism Marketing Corporation, through the Commonwealth of
Pennsylvania, established Golf PA Wilds, a campaign designed to market golf courses and
lodging facilities in various regions of Pennsylvania. Twelve courses were identified within
relative proximity to the City of St. Marys and are depicted in the following figure.

Figure 8: Location of Golf Courses

While each course maintains its own unique offerings, they serve as competition to Bavarian
Hills and should be routinely assessed when fees and rates are established. The following is
a summary of available 2014 membership rate information for the nearby 18-hole courses.
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Table 44: Area Golf Course Membership Rates, 2014

Location Family Couple Individual Adult Senior Adult Junior College

Bavarian Hills $1,075 $975 $675 $575 $150 $150

Clarion Oaks $935 - $595/$695 - $245 $370

DuBois Country Club $2,495 - $2,195 $1,795 $795 -

Emporium $805 - $700 - $130 -

Kane Country Club $710 - $650 - $285 $285

Kenterra $747 - $545 $528 $120 $170

Scottish Heights $800 $725 $600 $425 $100 $250

Treasure Lake $1,470 - $1,100 - $185 -

As an outdoor operation, the financial sustainability of the golf course is partially dependent
upon the weather. However, proper management practices must be in place to ensure that
alterations in expenses are made if and when needed, due to unforeseen decreases in
expected revenues. The Association, in collaboration with the City, should establish revenue
benchmarks throughout the operating season that, if not met, would trigger immediate and
specific expenditure reductions. These may include reduction in staff.

In addition to these financial considerations, several operational improvements are
recommended for the long term solvency of the golf course.

 Develop an inventory and plan for replacement of capital equipment. Specifically,
the golf carts are approximately 25 years old, and no funds have been set aside for
their replacement. All equipment should be depreciated and an annual amount
identified and dedicated for capital replacement costs.

 Pursue grant opportunities for funding. Any funding received should be dedicated
to one-time expenditures, such as capital, rather than ongoing operating expenses.

 Lease the Bavarian Hills restaurant to a restaurateur for a fixed rent. The
restaurant is currently operated by a seasonal employee who converts to hourly after
the season. The Association does not account separately for utilities and other
overhead associated with the restaurant, so the true profit/loss associated with the
operation cannot be calculated. The Association should explore contracting for the
operation of the restaurant, and assign a portion of the utilities and other overhead to
the lease. Options for providing quick options at the turn should also be explored.

St. Marys Municipal Airport Authority
The St. Marys Municipal Airport maintains a 4300 feet x 75 feet runway that services single
and twin engine piston airplanes, corporate jet airplanes, light sport aircraft, and helicopters.
Not unlike the golf course, the financial position of the airport is dependent upon weather, as
a significant portion of its annual operating revenues are derived from fuel sales. Airport
management has recognized this vulnerability and takes measures to shore up monitoring of
the operating budget and weekly cash flow. These diligent efforts should continue in
collaboration with the City.
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As discussed in the Economic Development section of this report, the airport should be viewed
as an important element in the City’s future development plans. The industrial park
immediately adjacent to the airport represents a significant opportunity for the City. Marketing
these two assets – the industrial park and the airport – should be a priority in the City’s
Economic Development strategic plan. When parcels are sold, the airport receives $3,000 per
acre. These funds should be placed in a capital account to be used for one-time expenditures
at the airport.

The airport has also maintained a productive working relationship with PenDot Aviation, the
state body responsible for allocating Federal Aviation Administration (FAA) funding. The
FAA’s 12 year plan includes the potential for a runway expansion that would allow for
commercial aviation at the St. Marys Municipal Airport. This expansion would be a significant
expense for the airport; St. Marys estimated contribution is $300,000. However, this
investment should be considered, especially if development of the industrial park grows and/or
if commercial service demands in the region change.

Currently the region is served by two other airports. Both the DuBois Regional Airport and the
Bradford Regional Airport are Essential Air Service (EAS) airports, meaning they receive
Federal US Department of Transportation subsidies to maintain commercial aviation service.
Bradford received a one year extension of its EAS status in September. Sun Air provides
service to Pittsburgh from the Bradford airport. The DuBois airport is served by Silver Airways,
a United affiliate that now flies to Washington’s Dulles Airport. This service to the Washington,
D.C. area just started in October. Prior service was to Cleveland, Ohio. Should these
commercial services change, St. Marys Municipal Airport should consider a feasibility study
to evaluate similar commercial service at its airport.
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Wage Study

Comparing the salary and benefits offered by the City of St. Marys with the offerings of
benchmark jurisdictions will help the City determine its competitiveness in the marketplace.
To assess the competitiveness of the City of St. Marys’ base pay, an analysis of 14 job titles
was conducted, comparing the minimum, maximum, and average base pay of each position
relative to the market. Salary and benefit information from the five benchmark communities
and three additional communities – City of DuBois, City of Warren, and City of Bradford – was
requested. No information was received from the City of Bradford. The City of Warren only
provided salary ranges, so the median was substituted for the current salary for the sake of
comparison. Not all of these jurisdictions reported matches for all positions in the survey. A
benefits survey was also completed to assess the competitiveness of the City’s benefits
package.

Some jurisdictions prove to be better comparisons than others. During the analysis, groups of
like communities began to emerge. Towanda Borough, Logan Township and the City of St.
Marys offer comparable salary and benefits packages, while Cranberry Township and State
College Borough offer comparable salary and benefits packages. Bald Eagle Township pays
less than the other comparison communities. Salary and benefit data from Sandy Township
was not available.

It is important to note that each comparison community has a different cost of living, which
has an impact on the overall value of a salary. Positions with different salaries may in fact be
equivalent once a cost of living adjustment has been applied. For example, if an employee
were making $40,000 in Pittsburgh, Pennsylvania, a comparable salary in Johnstown,
Pennsylvania would be $37,200.34 Unfortunately, it is not possible to apply a salary adjustment
based on the relative cost of living in different locations as data on the relative cost of living is
only available for Metropolitan Statistical Areas (MSAs). The City of St. Marys is part of a
Metropolitan Statistical Area.

Salary Comparison

Overall, the City of St. Marys pays less than the average salary of the comparison
organizations. On average, salaries are 15% lower in St. Marys than they are in the
comparison organizations. The only positions for which the City of St. Marys pays more than
the average of comparison communities are the Assistant Street Superintendent and the
Street Superintendent.

State College Borough and Cranberry Township have the highest salaries of the participating
benchmark jurisdictions, with State College Borough’s salaries being 58% higher than St.
Marys’ salaries for similar positions and Cranberry Township’s salaries being 53% higher than
St. Mary’s salaries for similar positions. Salaries in the City of DuBois are 12% higher than the
City of St. Marys. Salaries in the City of Warren, Towanda Borough, and Logan Township are
4% higher than salaries in the City of St. Marys, while salaries in Bald Eagle Township are
34% lower than salaries in the City of St. Marys. Cranberry Township, State College Borough
and the City of Warren are the only comparison communities using salary ranges. Position
descriptions from Logan Township, the City of Warren, and the City of DuBois were not
available. The following table includes information for each position included in the study.

34 Pay relatives for major occupational groups in metropolitan areas, National Compensation Survey, July 2010
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Table 45: Salary Comparison

Title
St. Marys

Salary
Average
Salary

Percent
Difference

St. Marys
Rank

Lowest
Salary

Highest
Salary

Administrative
Assistant/Secretary to the
City Manager

$35,894 $38,806 -8% 6th of 8 $28,329 $54,184

Assistant Street
Superintendent

$50,900 $43,053 15% 1st of 3 $30,160 $50,900

Chief Operator $56,760 $65,810 -16% 4th of 4 $56,760 $81,312

City Engineer $59,196 $76,062 -28% 3rd of 3 $59,196 $95,259

City Manager $78,411 $95,593 -22% 4th of 7 $71,400 $139,878

Code Enforcement
Officer/Building Code
Inspector

$40,567 $58,692 -45% 5th of 5 $40,567 $69,744

Code Enforcement
Officer/Zoning Officer

$41,543 $41,841 -1% 3rd of 5 $32,843 $55,020

Code Official/Zoning
Officer/SEO/Inspector

$46,176 $46,176 0% - $46,176 $46,176

Community & Economic
Development /Recycling
Coordinator

$41,942 $56,030 -34% 4th of 4 $41,942 $81,288

Finance Director $50,019 $65,215 -30% 6th of 6 $50,019 $89,793

GIS Coordinator $43,576 $45,396 -4% 2nd of 2 $43,576 $47,216

Plant Maintenance
Supervisor

$53,581 $58,540 -9% 2nd of 2 $53,581 $63,500

Public Safety
Director/Chief of Police

$78,214 $84,739 -8% 5th of 7 $62,000 $115,804

Public Works Director $59,196 $83,324 -41% 5th of 5 $59,196 $115,804

Street Superintendent $61,168 $60,846 1% 3rd of 6 $34,320 $86,391

Discussion of each position included in the study follows along with the current salary
information for that position in each community.

Administrative Assistant/Secretary to the City Manager
All of the responding comparison communities have employees in the Administrative
Assistant/Secretary to the City Manager position. For the most part, this position in other
communities is comparable to the position in the City of St. Marys. However, in Towanda
Borough, the Borough Secretary has the additional duty of managing other administrative
staff. Cranberry Township has the highest salary and the City of DuBois has the lowest salary.
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Table 46: Salary Comparison, Administrative Assistant /Secretary to the City Manager Position

Comparison Community Title Current Salary

Cranberry Township Executive Secretary $54,184

City of Warren Executive Secretary $41,372

Towanda Borough Borough Secretary $41,000

State College Borough Staff Assistant $39,006

Logan Township Administrative Assistant $37,903

City of St. Marys
Administrative Assistant/Secretary to the City
Manager

$35,894

Bald Eagle Township Secretary/Treasurer $32,760

City of DuBois
Administrative Assistant/Secretary to the City
Manager

$28,329

Average $38,806

Assistant Street Superintendent
Logan Township and Bald Eagle Township are the only comparison communities with
employees in a position similar to the Assistant Street Superintendent position. St. Marys pays
approximately 6% more than Logan Township and 69% more than Bald Eagle Township.

Table 47: Salary Comparison, Assistant Street Superintendent

Comparison Community Title Current Salary

City of St. Marys Assistant Street Superintendent $50,900

Logan Township Assistant Highway Foreman $48,100

Bald Eagle Township Road Crew $30,160

Average $43,053

Chief Operator
Cranberry Township, Towanda Borough, and Logan Township are the only comparison
communities with employees in the Chief Operator position. Cranberry Township pays
approximately 43% more, Towanda Borough pays approximately 20% more, and Logan
Township pays approximately 1% more than the City of St. Marys.

Table 48: Salary Comparison, Chief Operator

Comparison Community Title Current Salary

Cranberry Township Manager, Plan Operations $81,312

Towanda Borough Water & Sewer Supervisor $68,000

Logan Township Sewer Treatment Plant Director $57,166

City of St. Marys Chief Operator $56,760

Average $65,810

City Engineer
State College Borough and the City of DuBois are the only comparison jurisdictions with an
employee in the City Engineer position. State College Borough pays 61% more than the City
of St. Marys, and the City of DuBois pays 25% more than the City of St. Marys.



City of St. Marys Page 53
EIP REPORT

The Novak Consulting Group
Strengthening organizations from the inside out.

Table 49: Salary Comparison, City Engineer

Comparison Community Title Current Salary

State College Borough Borough Engineer $95,259

City of DuBois City Engineer $73,731

City of St. Marys City Engineer/Director of Public Works $59,196

Average $76,062

City Manager
Many of the responding comparison communities have employees in the City Manager
position. Cranberry Township and State College Borough both pay approximately 75% more
than the City of St. Marys, while the City of DuBois pays approximately 20% more than the
City of St. Marys. However, the City of St. Marys pays 4% more than the City of Warren, 6%
more than Logan Township and 10% more than Towanda Borough.

Table 50: Salary Comparison, City Manager

Comparison Community Title Current Salary

Cranberry Township Township Manager $139,878

State College Borough Borough Manager $136,012

City of DuBois City Manager $93,730

City of St. Marys City Manager $78,411

City of Warren City Manager $75,718

Logan Township Township Manager $74,000

Towanda Borough Borough Manager $71,400

Average $95,593

Code Enforcement Officer/Building Code Inspector
Cranberry Township, the City of Warren, Towanda Borough, and Logan Township all have
employees in a position similar to the Code Enforcement Officer/Building Code Inspector. The
City of St. Marys pays 72% less than Cranberry Township, 56% less than the City of Warren,
48% less than Towanda Borough, and 48% less than Logan Township. However, in each of
the comparison communities for which job descriptions were available, this position manages
the division or department responsible for code enforcement.

Table 51: Salary Comparison, Code Enforcement Officer/Building Code Inspector

Comparison Community Title Current Salary

Cranberry Township Manager, Code Administration $69,744

City of Warren Building Code Official/Administrator $63,202

Towanda Borough Building Code Official/Public Works Supervisor $60,000

Logan Township Planning & Zoning Director $59,946

City of St. Marys
Code Enforcement Officer/Building Code
Inspector

$40,567

Average $58,692
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Code Enforcement Officer/Zoning Officer
Logan Township, State College Borough, the City of Warren, and the City of DuBois are the
only comparison jurisdictions that reported employees in the position of Code Enforcement
Officer/Zoning Officer. The City of St. Marys pays 32% less than State College Borough, 7%
less than Logan Township, 17% more than the City of Warren, and 26% more than the City
of DuBois.

Table 52: Salary Comparison, Code Enforcement Officer/Zoning Officer

Comparison Community Title Current Salary

State College Borough Zoning Officer $55,020

Logan Township Code Enforcement Officer $44,300

City of St. Marys Code Enforcement Officer/Zoning Officer $41,543

City of Warren Code Official $35,500

City of DuBois Code Enforcement Officer/Zoning Officer $32,843

Average $41,841

Code Official/Zoning Officer/SEO/Inspector
None of the comparison communities have employees in a position similar to the Code
Official/Zoning Officer/SEO/Inspector position.

Community & Economic Development Coordinator/Recycling Coordinator
Cranberry Township, the City of Warren, and the City of DuBois are the only communities with
a similar position to the City of St. Marys’ Community & Economic Development
Coordinator/Recycling Coordinator. However, duties assigned to these positions differ greatly
across the comparison communities. Job descriptions from the Cities of Warren and DuBois
were not available. In Cranberry Township, the Director of Community Development manages
an entire department with responsibility for planning as well as building and zoning code
enforcement. In many of the comparison communities, grant administration is a function
performed in addition to other job duties. For example, in Towanda Borough, grant
administration is managed by the Borough Secretary, Borough Controller, and Borough
Manager.

Table 53: Salary Comparison, Community & Economic Development Coordinator/Recycling Coordinator

Comparison
Community

Title Current Salary

Cranberry Township Director Community Development $81,288

City of Warren Planner/Development Coordinator $53,727

City of DuBois Redevelopment Authority Director $47,163

City of St. Marys
Community & Economic Development
Coordinator/Recycling Coordinator

$41,942

Average $56,030
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Finance Director
State College Borough, Cranberry Township, the City of Warren, the City of DuBois, and
Logan Township all have employees in the position of Finance Director. The City of St. Marys
pays its Finance Director 80% less than State College Borough, 76% less than Cranberry
Township, 11% less than the City of Warren, 10% less than the City of DuBois, and 6% less
than Logan Township.

Table 54: Salary Comparison, Finance Director

Comparison Community Title Current Salary

State College Borough Manager of Financial Services $89,793

Cranberry Township Finance Director $87,960

City of Warren Finance Director $55,497

City of DuBois Finance Officer $55,023

Logan Township Finance Director $53,000

City of St. Marys Finance Director $50,019

Average $65,215

Geographic Information Systems (GIS) Coordinator
The broad responsibilities assigned to this position in St. Marys make it difficult to compare
with other organizations. Cranberry Township is the only comparison community with an
employee in the GIS Coordinator position. Cranberry Township pays its GIS Administrator 8%
more than St. Marys pays its GIS Coordinator. However, the GIS Administrator in Cranberry
Township does not have responsibility for IT, the city inflow and infiltration program, and
assisting the Director of Public Works as the GIS Coordinator in the City of St. Marys does.

Table 55: Salary Comparison, GIS Coordinator

Comparison Community Title Current Salary

Cranberry Township GIS Administrator $47,216

City of St. Marys GIS Coordinator $43,576

Average $45,396

Plant Maintenance Supervisor
The City of DuBois is the only comparison community with an employee in the Plant
Maintenance Supervisor position. The City of DuBois pays 19% more than the City of St.
Marys.

Table 56: Salary Comparison, Plant Maintenance Supervisor

Comparison Community Title Current Salary

City of DuBois STP Supervisor $63,500

City of St. Marys Plant Maintenance Supervisor $53,581

Average $58,540
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Public Safety Director/Chief of Police
Many of the comparison jurisdictions have employees in the Public Safety Director/Chief of
Police position. The City of St. Marys pays 48% less than State College Borough, 32% less
than Cranberry Township, 7% less than the City of DuBois, and 3% less than Logan Township.
However, the City of St. Marys pays 11% more than the City of Warren and 21% more than
Towanda Borough. The following table includes the current salary for that position in each
community.

Table 57: Salary Comparison, Public Safety Director/Chief of Police

Comparison Community Title Current Salary

State College Borough Chief of Police $115,804

Cranberry Township Public Safety Director/Chief of Police $103,200

City of DuBois Public Safety Director/Chief of Police $84,177

Logan Township Chief of Police $80,177

City of St. Marys Public Safety Director/Chief of Police $78,214

City of Warren Public Safety Director/Chief of Police $69,603

Towanda Borough Police Chief $62,000

Average $84,739

Public Works Director
Cranberry Township, State College Borough, the City of DuBois, and the City of Warren all
have employees in the Public Works Director position. The City of St. Marys pays 96% less
than State College Borough, 63% less than Cranberry Township, 35% less than the City of
DuBois, and 10% less than the City of Warrn. Both Cranberry Township and State College
Borough indicate that a Professional Engineer Certification is preferred while the City of St.
Marys does not.

Table 58: Salary Comparison, Public Works Director

Comparison Community Title Current Salary

State College Borough Director of Public Works $115,804

Cranberry Township Director Public Works $96,384

City of DuBois Public Works Director $80,176

City of Warren DPW Director $65,061

City of St. Marys City Engineer/Director of Public Works $59,196

Average $83,324

Street Superintendent
State College Borough, Cranberry Township, Logan Township, and Bald Eagle Township all
have employees in the position of Street Superintendent. The following table includes the
current salary for that position in each community. The City of St. Marys pays 41% less than
State College Borough, 22% less than Cranberry Township, 3% more than Logan Township,
25% more than the City of Warren, and 44% more than Bald Eagle Township. The following
table includes the current salary for that position in each community.
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Table 59: Salary Comparison, Street Superintendent

Comparison Community Title Current Salary

State College Borough Operations Manager $86,391

Cranberry Township Manager, Streets & Properties $74,928

City of St. Marys Street Superintendent $61,168

Logan Township Highway Foreman $59,430

City of Warren Assistant Public Works Director $48,842

Bald Eagle Township Road Foreman $34,320

Average $60,846
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Benefits Comparison

Only information about the benefits offered in Cranberry Township, Logan Township, State
College Borough, and Towanda Borough were available for this study. Since there is minimal
difference in the health benefits of non-represented and union–represented employees, only
the health and welfare benefits of non-represented employees will be compared. The benefits
made available to non-represented, non-uniformed, and law enforcement employees will be
discussed in the following section.

Benefits of Non-Represented Employees
Many organizations supplement an employee’s wages with other forms of cash
compensation. None of the jurisdictions studied offer performance-based rewards or longevity
payments. In all of the comparison jurisdictions, non-exempt employees are eligible for
overtime paid at 1.5 times their base hourly rate. Towanda Borough is the only comparison
jurisdiction offering holiday pay and a uniform allowance to non-represented employees.

The City of St. Marys and State College Borough give employees the most paid holidays of
the comparison communities – 13 days – while Cranberry Township gives employees the
fewest paid holidays – eight days. Employees in most of the comparison communities receive
a set amount of sick leave each year with the exception of Towanda Borough, which ties sick
leave to years of service so new employees get five days while tenured employees get up to
25 days. State College Borough is the only comparison community that does not allow
employees to roll over sick leave in a sick leave bank.

Most of the comparison communities allow employees to achieve 25 days of annual leave,
but the rate of increase differs. Some communities, such as St. Marys and Towanda Borough,
start employees with fewer days, but still escalate them to 25 days over the course of 20
years. The following table shows the paid leave offered by each comparison community.

Table 60: Paid Leave Comparison

Comparison
Community

Holidays
Sick
Days

New Hire Annual
Leave

Maximum Annual
Leave

City of St. Marys 1335 13 5 days 25 days

State College Borough 1336 12 12 days 24 days

Logan Township 9 18 10 days 25 days

Cranberry Township 8 10 10 days 25 days

Towanda Borough 1237 25 5 days 25 days

City of Warren 11 18 7 days 22 days

City of DuBois 10 12 10 days 24 days

The benchmark jurisdictions offer a myriad of other miscellaneous benefits. The City of St.
Marys is the only jurisdiction offering post-retirement medical benefits. In Cranberry Township
and Towanda Borough, the managers have take-home vehicle privileges. Cranberry
Township and State College Borough have tuition assistance or educational allowance
programs for non-represented employees. All of the comparison communities, except the City

35 8 holidays and 5 personal days
36 10 holidays and 3 personal days
37 10 holidays and 2 personal days
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of St. Marys and the City of Warren, offer life insurance, either at the expense of the employee
or the organization.

Cranberry Township pays the least per month for single employee health coverage, followed
by the City of Warren, Logan Township, the City of St. Marys, Towanda Borough, and State
College Borough. The City of DuBois pays the most for family coverage, followed by Towanda
Borough, State College Borough, the City of St. Marys, the City of Warren, Cranberry
Township, and finally Logan Township. It should be noted that Towanda Borough lumps
employee health, vision, and dental coverage together. The following table includes monthly
employer contributions to employee health coverage.

Table 61: Employer-Paid Monthly Health Rates Comparison

Single Parent/Child 2 Person Family

City of St. Marys $484 $1,162 $1,307 $1,499

State College Borough $729 $1,355 $1,355 $1,743

Logan Township $424 $852 $1,133 $1,182

Cranberry Township $422 $1,015 $1,136 $1,305

Towanda Borough $633 $1,274 $1,274 $1,751

The City of DuBois spends the least on employee vision coverage, followed by the City of St.
Marys. The following table includes employer monthly contributions to employee vision
coverage.

Table 62: Employer-Paid Monthly Vision Rates Comparison

Single Parent/Child 2 Person Family

City of St. Marys $4 $11 $11 $11

State College Borough $5 $14 $14 $14

Logan Township $6 - - $12

Cranberry Township $5 $12 $12 $12

Towanda Borough Included Included Included Included

Logan Township contributes the most to single employee dental coverage, followed by the
City of DuBois, the City of St. Marys, Cranberry Township, and finally the City of Warren. The
following table includes monthly employer contributions to employee dental coverage.

Table 63: Employer-Paid Monthly Dental Rates Comparison

Single Parent/Child 2 Person Family

City of St. Marys $30 $91 $91 $91

State College Borough $22 $68 $68 $68

Logan Township $39 - - $107

Cranberry Township $28 $77 $77 $77

Towanda Borough Included Included Included Included
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Benefits of Non-Uniformed Employees
In all of the comparison communities for which information was available (except Cranberry
Township), non-uniformed employees are represented by the American Federation of State,
County and Municipal Employees (AFSCME). In many of the comparison jurisdictions for
which data is available, non-uniformed employees are compensated for overtime at a rate of
1.5 times their hourly rate. In the City of St. Marys, employees receive holiday pay at a rate of
2 times their hourly rate. That is not the case in Logan Township (where employees do not
receive holiday pay) or Cranberry Township where they receive 1.5 times their hourly rate.
Many of the comparison communities provide a uniform or equipment allowance. Non-
uniformed employees in Logan Township receive a $135 boot allowance while Cranberry
Township and the City of DuBois give employees $150. The City of St. Marys is the only
community to offer education incentives to non-uniformed employees.

Non-uniformed employees in the City of St. Marys and in Logan Township get 13 holidays,
which is more than employees in any of the other jurisdictions. Annual leave for non-uniformed
employees is similar across all of the comparison jurisdictions. The following table shows the
paid leave offered by each comparison community to non-uniformed employees.

Table 64: Non-Uniformed Paid Leave Comparison

Comparison
Community

Holidays
Sick
Days

New Hire Annual
Leave

Maximum Annual
Leave

City of St. Marys 13 13 5 days 25 days

State College Borough Data not available

Logan Township 13 18 9 days 25 days

Cranberry Township 10 10 5 days 25 days

Towanda Borough 12 25 5 days 25 days

Benefits of Law Enforcement Employees
Law enforcement employees in all of the comparison communities receive longevity payments
and are eligible for overtime. Logan Township does not offer holiday pay, but the City of St.
Marys, Cranberry Township, and the City of DuBois pay employees 1.5 times their hourly rate.
Law enforcement employees in all of the comparison jurisdictions receive a
uniform/equipment allowance, except in the City of Warren. The City of St. Marys provides
$250 per year for cleaning, Logan Township provides $400 per year ($686 for the Chief and
detectives), Cranberry Township provides $700 per year, and the City of DuBois provides
$750 per year.

Law enforcement employees in the City of St. Marys have more holidays than employees in
any of the comparison jurisdictions. Logan Township provides the most robust sick leave
policy. The City of Warren starts employees with fewer annual leave days than the comparison
organizations, followed by the City of St. Marys. The following table shows the paid leave
offered by each comparison community to law enforcement employees.
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Table 65: Law Enforcement Paid Leave Comparison

Comparison
Community

Holidays
Sick
Days

New Hire Annual
Leave

Maximum Annual
Leave

City of St. Marys 14 15 5 days 28 days

State College Borough Data not available

Logan Township 9 18 14 days 29 days

Cranberry Township 10 8 10 days 25 days

Towanda Borough Data not available

City of Warren 10 12 3 days 22 days

City of DuBois 13 12 10 days 25 days
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Organizational Analysis and Recommendations

This section of the report contains recommendations that transcend a single department and
impact the organization as a whole. As such, they are priorities for the organization and
implementation of these recommendations would promote positive change for the City on a
large scale. Recommendations for each department participating in this review are included
in subsequent sections.

Strategic Planning

RECOMMENDATION 1: Develop an organization-wide strategic plan.
St. Marys currently does not have an organization-wide strategic plan. While individual
departments will identify and seek to accomplish goals on an ad hoc basis, these efforts are
not linked to a larger, City-wide vision or annual priorities set by the City Council. As the
elected body of St. Marys, the City Council should establish a clear vision and key priority
areas for the City. Without a deliberate identification of priorities, there can be little strategic
allocation of resources. Furthermore, without a unity of purpose, departments may function
independently and perhaps even autonomously, creating an organization of silos which is
inefficient and often counterproductive.

A comprehensive strategic planning process considers the mission of an organization and
articulates that organization’s values by preparing an environmental scan. An environmental
scan identifies the factors affecting the organization, establishes goals, identifies priority
strategies, and creates implementation plans. Typical factors assessed include fiscal
constraints and opportunities, service demand drivers, policy issues, legislation, demographic
characteristics of the community, and workforce issues. A “SWOT” (Strengths, Weaknesses,
Opportunities, and Threats) analysis is normally part of an environmental scan. An employee
survey can also provide useful information which can be used as the initial basis for the SWOT
analysis.

Strategic goals established by the City Council guide the City’s budget decisions, allocation
of resources such as staff time, and overall direction of each City department. Through the
use of priority-based budgeting, the goals established by the Council can guide decisions
among many worthwhile projects/initiatives.

The City would benefit from a comprehensive strategic planning process, which carries
through to specific work plans for departments that support the overall organization-wide
strategic plan. Once the strategic plan has been developed by the City Council, the City
Manager should be tasked with its implementation. This includes presenting items for action
(e.g., policy matters, budget considerations) to the City Council, when necessary, that are in
alignment with the strategic plan. The Manager should also be responsible for reporting the
progress of implementation to the City Council on a routine basis (e.g., quarterly). In this way,
the City Council can be assured that the City’s resources have been deployed effectively in a
manner consistent with their priorities and that the efforts of the City’s departments and
employees are united in direction and focus, as outlined in the strategic plan.
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RECOMMENDATION 2: Implement a performance management system.
The development of an organizational strategic plan provides an optimal opportunity for the
City to implement a performance management system. This helps ensure the organization is
aligned to achieve the vision and goals of the plan.

A performance management system typically consists of three core elements:
 Creating a strategic plan for the organization and individual work plans for each

department;
 Using performance measures to track performance of the City’s programs against

established performance goals; and
 Sustaining a dialog between management and employees to ensure that the work of

the organization is completed in conformance with established goals and
implementation schedule.

In addition to monitoring the work, a good performance management system employs routine
and structure. Under such a system, managers meet with subordinates on a regular basis to
review organizational performance. Typically the agenda is focused on four areas: customer,
financial, operations, and employees. Performance measures, project management tools,
customer surveys/complaints and employee issues are reviewed during these meetings. As
the regularity of the management system becomes integrated into operations, discussions
about performance become focused on important issues. This type of a management system
allows managers to avoid crisis management, as the rigor of the system helps ensure regular
meetings to discuss strategic issues rather than the crisis du jour.

The City does not have a history of developing employee work plans tied to the overall vision
and goals of the organization. Doing so through a performance management system would
provide the opportunity to ensure all employees have a clear understanding of how they
contribute to achieving the organizational vision and goals. Additionally, progress toward
achieving those goals should be monitored on a routine basis.

RECOMMENDATION 3: Implement a comprehensive outcome-based performance
measurement system.
The collection and use of performance measurement data is one critical element of the
performance management system recommended above. Performance measurement
provides an organization with numerical data used to evaluate the effectiveness and efficiency
of its operations. For the City, this data will allow the City Manager and the City Council to
make more informed choices about how to improve and when to change the organization’s
programs and services.

As noted in a variety of places in this report, historical and current data about program
performance was not readily available throughout the City organization. The City has not
developed a culture of data or measurement, but rather relied on the experience of tenured
and skilled employees to make operational decisions. Without outcome metrics that go
beyond counting of tasks completed, it is difficult to establish or track City priorities or
performance, making objective evaluation of departments or workloads difficult. While routine
outcome-based evaluation of City programs should be expected regardless of the staff in
place, lack of such data becomes even more problematic as those same tenured employees
leave City employment.
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An evaluation system should be in place for each program in the City as part of the
performance measurement system. Effectively evaluating City programs should include the
following elements:

 Provision of clear direction and support from the City Manager;
 Inclusion of feedback from constituents and key stakeholders, collected through

surveys, interviews, focus groups, and other similar means;
 Identification of information needed for measuring effectiveness and efficiency;
 Determination of criteria for effectiveness; and
 Identification of resources available for collecting information.

The City Manager and department directors should regularly discuss outcome-based
performance data for all City programs and services, including internal and external functions.
Key information from each department should be collected on a quarterly basis and presented
to the City Council. Any important trends or changes should be discussed so that actions may
be taken, as needed, by the City in response to those trends.

Implementation of a robust performance measurement system takes time and resources.
Every program or service must be identified and then assessed to determine a specific set of
performance measures. Employees need to be trained so that they understand the
fundamentals of such a system and are engaged in its development. Only with active
employee engagement can the organization successfully integrate performance
measurement into its culture. It is recommended that the City grow a performance
measurement program as capacity and expertise within the organization allows. Samples of
specific performance measures for each department are included as Appendix B.

Workforce Development

RECOMMENDATION 4: Develop a compensation philosophy to guide future compensation
decisions.
As detailed in the Wage Study section of this report, the City of St. Marys pays less than the
average salary of the comparison organizations researched. On average, salaries are 16%
lower in St. Marys than in the comparison organizations.

Compensation is a critical component of employee satisfaction. Recruiting and retaining top
quality candidates for employment should remain a top priority for the City. However,
employee compensation is a significant expense. Therefore, it is important for the City to be
strategic about its employee compensation decisions, and it is recommended that the City
Council engage in conversation about employee compensation. The City Council should
clearly articulate a compensation philosophy for all City employees. This philosophy should
include a set of guiding principles that drive decisions about employee compensation. The
following elements are commonly addressed in employee compensation philosophies:

 Market Definition – With whom does the organization compete for talent?

 Base Pay Competitiveness – Should base pay levels be set at market rate to remain

competitive, above market rate to become an employer of choice, or below market

rate to save money?

 Base Pay Increases – What types of salary increases should be awarded? Common

approaches include cost-of-living adjustments (COLA), general across-the-board

increases, promotional increases for greater levels of responsibility, merit increases,
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internal equity adjustments, and pay differentials for atypical schedules, hazardous

work environments, special skill sets, etc. How are base salary increases determined?

Common approaches include years of service, position in range, individual

performance against job standards, market value of the position,

education/certifications, general increase (everyone receives the same), or a

combination.

 Incentive Pay – Will the organization use pay to reward performance, tenure, specific

skills, achieving goals, etc.?

 Salary Structure Design and Administration – Should different employee groups

have different salary structures? If yes, how would groups be identified (by job

category, FLSA exemption status, etc.)? How often should the market pricing of jobs

be evaluated? Does the organization want to lead or lag behind the market?

 Fairness and Equity Considerations – How will internal equity concerns and market

trends impact pay?

 Compensation Plan Success – How will success of the compensation program be

determined? Possible approaches include employee turnover/retention, employee

satisfaction, organizational results, employee productivity, or labor cost control.

RECOMMENDATION 5: Ensure dedicated, professional human resources support for the
organization.
In St. Marys, the function of human resources is generally provided by the City Manager, with
assistance from other administration staff. However, there is no true human resources
professional in the organization. Typically, human resources consists of recruitment, hiring,
employee onboarding, benefits administration, risk management, labor negotiations, and
workers’ compensation functions. In St. Marys, the opportunity exists to provide a more robust,
dedicated service to the organization to ensure the workforce is effectively supported to meet
the needs within each department.
As a practical matter, labor and employment law evolves almost daily. Occupational Safety
and Health (OSHA), Equal Employment Opportunity (EEO), and Americans with Disabilities
Act (ADA) requirements continue to expand. Complex areas such as the Fair Labor Standards
Act (FLSA) require specific knowledge that may not be available to staff preoccupied with the
demands of managing their organizations.

Significant legal and financial liability can accrue for non-compliance in these areas.
Therefore, it is in the City’s interest to ensure that adequate support is provided to all
departments to ensure that both employees’ rights and the employer’s interests are protected.

In order to do this, it is recommended that the City create a Human Resources Manager
position, as funding is available. The Human Resources Manager should be an experienced
human resources professional capable of responding to sensitive personnel matters
throughout the organization. The Human Resources Manager should be a non-union
management staff position.

A comprehensive human resources program encompasses policies and practices from
recruitment and initial orientation to separation. An orientation sets the tone for an employee’s
tenure and is telling of the organizational culture. Keeping an employee manual up to date
ensures that employees understand the policies that affect them. Establishing routine
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performance evaluations ensures employees have at least one conversation annually
regarding their performance and allows for mutual goals to be established. Additionally,
training regarding specific policies or laws can safeguard both employees and the
organization. Other aspects of a comprehensive program include the following:

 An employee orientation program – An effective orientation program regarding the
workplace does not just discuss the nuts and bolts of benefits, but addresses the
organizational culture and vision/values/goals, describes the City organization and its
programs and services, and provides performance expectations. Such an orientation
is one of the first opportunities to engage employees in a team environment in which
everyone is working toward the same end.

 An up-to-date employee handbook – The first point of reference for employees
should be the employee handbook. It should be complete, clear, and concise. The
current handbook is in the process of being updated, and it should be reviewed on a
regular basis.

 A formal training program – Training should address issues such as sexual
harassment, workplace violence, safety, and other issues that not only protect the
employees and the organization but that can also contribute to employee and
organizational wellness. The City should provide mandatory management training
opportunities for all supervisors and managers.

 An approach to professional development – The organization should identify a
means to provide appropriate professional development for all City employees. This
allows employees to remain current in their skillset, bring best practices to the
organization, and achieve personal and professional goals. These goals should then
be integrated into employee work plans.

 Annual employee evaluations – While employees should receive feedback
regarding their performance throughout the year, annual formal employee evaluations
should be mandatory for all City employees. Evaluations ensure that employees know
how they are performing, what they are doing well, and areas in which they can
improve. These conversations also provide an opportunity for professional
development as supervisors and employees can work together to develop annual
goals. A contemporary evaluation system will include a behavioral component that
reinforces the values that have been articulated for the organization through the
strategic planning process.

 Up-to-date job descriptions – As part of annual evaluations, each job description
should be reviewed and revised as needed. Additionally, the Human Resources
Manager should be tasked with determining the competencies needed in each
department, assessing the proficiencies of staff, and providing appropriate training as
needed to ensure staff has the opportunity to develop their skills in the best interest of
the City.

RECOMMENDATION 6: Initiate a systematic approach to succession planning for
professional and executive staff.
Succession planning is the process of identifying and developing internal talent within an
organization to take over leadership positions upon the retirement or departure of professional
and executive staff. Succession planning not only positions an organization for future success,
but it also helps ensure that an organization can perform at a high level during a period of
transition by equipping staff with the skills and abilities needed to meet unexpected
challenges.
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Succession planning begins with a thorough assessment of the skills, abilities, and
characteristics needed for the major leadership and executive positions in the organization.
This assessment should be regularly evaluated and revised to meet the changing
administrative and operational environment of the City. The next step is to identify the internal
talent pool and to complete an assessment of their skills, abilities, and potential, and then
compose personal development plans for each individual. These plans should be developed
by the City Manager and relevant department director, depending on the position in question.
Additionally, the personal development plans should include feedback from the employee, as
well as regular communication regarding progress.

It is important to ensure that succession planning is incorporated into the City of St. Marys’
culture. However, the existence of a robust succession planning process does not preclude
consideration of outside candidates for key positions, nor is it a guarantee that an internal
candidate would be selected for a competitively recruited position. Succession planning is
about talent development and organizational risk management. The ability of internal
candidates to meet advancement requirements and match the skills of the external talent pool
is impossible to predict.

An outline of typical steps taken in the development of an organization’s succession plan is
as follows:

 Identify critical positions and competencies:
o Identify positions that make or break organizational performance at the senior

management, middle management, and support staff level.
o Identify necessary competencies to perform in critical positions at a highly

productive level.

 Create data banks:
o Current workforce demographics:

 Characteristics of employees, distribution of employees by position,
employees’ performance, and career objectives.

o Current and projected attrition rates for key occupations:
 Expected vacancies due to retirement, promotion, transfer, sick leave,

relocation, voluntary separation or termination.
o High potential employees by position/department.

 Conduct gap analysis and formulate succession plan strategies to address
results:

o Workforce demand forecast versus workforce supply projection.
o Define ongoing training component of succession plan.

 Define succession plan, evaluate measures and update/revise procedures:
o Evaluate progress using data on recruitment, retention, morale, and training

and development.
o Proactively manage the change process (from the top down).



Page 68 City of St. Marys
EIP REPORT

The Novak Consulting Group
Strengthening organizations from the inside out.

Technology

RECOMMENDATION 7: Establish a comprehensive technology strategic plan.
During the course of this review, a variety of technology-related needs were identified. Some
of those needs, like the utility billing software, have already been discussed with the City
Council. However, each of these needs is being discussed and considered without the benefit
of an overall plan. In addition, the City’s technology needs have not been prioritized in terms
of overall enterprise need or financial availability. Because decisions on purchases and
implementation should not be made independent of one another, a comprehensive technology
plan should be developed and implemented.

To ensure that technology investments are made in accordance with the best interests of the
City as a whole, it is recommended that the City develop a comprehensive, enterprise-wide
strategic technology plan. The City Manager, with assistance from key City staff, should be
responsible for the development and implementation of this plan, with significant assistance
and input from all departments. This plan should be used as a budget planning document (for
both on-going maintenance as well as technology capital), a long-term road map for capital
initiatives for growth or contraction, and as a rational basis for annual work planning.

A basic outline of suggested components in an organization-wide strategic technology plan is
included below:

 Current Technology Usage - Outline technology usage by each department and
work unit in the City.

 Technology Resource Allocation - Establish an information technology resource list
and identify the specific program function to which each information technology
resource contributes.

 Technology Infrastructure - Define the City’s overall technology infrastructure,
showing the governance of processes as well as applications and other infrastructure
associated with those processes.

 Future Technology Usage - Meet with each department to discuss their programs
and strategic objectives; ask what specific technology is required to meet these
objectives, and how it will be funded.

 Future Technology Improvements and Investments - Develop a long-range
schedule for new technology improvements and investments, as well as ongoing
required maintenance to technology infrastructure; include a detailed funding plan for
each line item in the schedule.

 Measurement and Evaluation - Establish regular evaluation procedures for City-wide
information technology processes and infrastructure and a plan for the regular
collection and analysis of performance data.

It is further recommended that the City give consideration, during the process of developing
the strategic plan, to an upgrade of the City’s utility billing software. The City currently uses
Horizon Information Systems software, a standalone system for utility billing that is not
integrated with the City’s financial management software, Freedom Systems. This lack of
interface contributes to limited internal control over the utility billing software. Addressing this
liability should be a priority for the City.
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Economic Development

RECOMMENDATION 8: Develop a coordinated long-term economic development strategic
plan.
The financial sustainability of St. Marys depends on the City’s ability to develop its tax base
by attracting and retaining residents and businesses within City limits. While the City cannot
drive all development activity in St. Marys, it can help coordinate and, in some cases, lead the
efforts of others, including those in the private sector.

The primary responsibility for economic development, as designated by the City, rests with
the City Manager, with support from the Community and Economic Development Coordinator.
Both positions have significant responsibilities outside of economic development and
business attraction and retention activities. However, a focused and dedicated economic
development effort is critical for St. Marys.

Toward that end, it is recommended that the City Manager lead an effort to develop an
economic development strategic plan. The process to develop the plan should include key
stakeholders – within the City organization as well as the community – to address the core
question, “What policies can St. Marys put into place to strengthen the City’s tax base and
attract investment and people?” Other issues that should be addressed as part of the strategic
planning process include:

 How can City policies and economic development projects support efforts to provide
job opportunities to City residents?

 How can the City encourage the development and success of small businesses?
 How can the City capitalize on the airport and the industrial parcels adjacent to the

airport?
 What state and local economic incentives should be considered that align with St.

Marys needs?
 How does the City’s housing and residential strategies align with its economic

development activities?
 How can the downtown business district be supported?
 What can the City do to coordinate the work of its departments in support of the

economic development strategic plan?
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In addition to answering these questions, the plan should clearly establish what the City’s
priority actions are for a one-year, three-year and five-year horizon with responsibilities
assigned to specific departments and timelines for completion. The draft plan should be
presented to the City Council for discussion, amendment, and ultimate adoption. Critical to
the success of implementation of this plan will be the coordination of City efforts in support of
the plan’s goals. As noted above, one of the key questions involves City departments. These
efforts will require cooperation from multiple departments and functions, including codes,
police, public works, and planning functions.



City of St. Marys Page 71
EIP REPORT

The Novak Consulting Group
Strengthening organizations from the inside out.

Administrative Functions Analysis and Recommendations

The administrative functions in the City of St. Marys are provided by the City Manager’s Office,
Finance, Code Enforcement, and Community and Economic Development, as depicted in the
following organizational chart.

Figure 9: Administrative Functions Organizational Chart

The City Manager, as the chief administrative officer of St. Marys, is appointed by the City
Council to implement and supervise the programs established by the City Council through its
policy decisions. The City Manager is responsible for the daily administration of all City
business. The City Manager is supported by a Confidential Secretary. In addition to providing
administrative support to the City Manager, the primary responsibilities of this position include
maintaining City records, archiving, codification of legislation, and serving as recording
secretary for City meetings.

The Finance function of the City is responsible for managing all aspects of the City’s finances.
This includes, but is not limited to, preparing an annual budget in coordination with the City
Manager, all accounting functions, including accounts payable and accounts receivable,
maintaining the general ledger, and completing all required financial reporting. The Finance
Director is supported by two positions whose responsibilities include payroll and utility billing.

The Community and Economic Development Coordinator is primarily responsible for
managing and administering the City’s Community Development Block Grant (CDBG)
program as well as assisting departments with securing and administering grants. The position
also oversees the City’s housing rehabilitation program and serves as the City’s recycling
coordinator.

The City’s zoning, inspection, and code enforcement functions are supported by three FTEs.
These positions are responsible collectively for plan reviews, building inspections, code
enforcement inspections, and zoning and building permit issuance.
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Recommendations

RECOMMENDATION 9: Centralize the City’s purchasing function; develop comprehensive
purchasing policies.
Currently, the purchasing of goods and services in the City is primarily managed within each
department, with some interaction from the Finance Department. To ensure effective pricing
and compliance with applicable budgetary and purchasing guidelines, it is recommended that
the City develop comprehensive purchasing polices and centralize procurement within the
Finance Department, under the direction of the Finance Director.

Purchasing is a professional vocation that has a professional association, the American
Purchasing Society (APS), and a certification to become a Certified Purchasing Professional.
While City employees know what they need to accomplish their jobs, a professional
Purchasing Agent is concerned with how to acquire goods and services at the best price. This
position will be skilled in bidding, negotiations, and contracting, and can utilize these skills to
drive down costs while simultaneously bringing up the levels of service the City receives.
Additionally, centralizing purchasing will allow the City to take better advantage of economies
of scale, ranging from acquisition of office supplies to City vehicles. Furthermore, centralized
purchasing will allow for improved tracking of City funds.

Ideally, a centralized purchasing function should provide detailed guidance and oversight to
all City employees in developing requests for quotes/qualifications or proposals, evaluating
and selecting vendors, negotiating costs, and other strategic purchasing decisions. The
Purchasing Agent should work closely with City employees to ensure that all purchasing
decisions are made in a thorough, informed manner and that all purchasing processes comply
with applicable local, state, and Federal regulations.

Purchasing policies should detail the management and use of all City credit cards/purchasing
cards. GFOA recommends that governments use purchasing cards to improve the efficiency
of their purchasing procedures, making sure to utilize a competitive process when selecting a
purchasing card provider. According to the GFOA, consideration should be given to vendors
who can provide:

 Automated approval and reconciliation software that integrates with the City’s
accounting records in a timely fashion;

 A program that is simple and easy to use;
 Comprehensive control restrictions for single transactions, the number and amounts

authorized per day and per cycle, and restrictions on the types of vendors and
merchant category codes with which the card may be used;

 Provisions for handling questioned items and chargebacks;
 A broad selection of reports or ad hoc reporting ability;
 Training materials;
 Customer support; and
 Program rebates.

RECOMMENDATION 10: Automate manual processes, such as payroll and utility billing.
St. Marys currently uses a paper-based timecard system to track employees’ hours.
Additionally, the City’s payroll process is fully manual, requiring administrative staff to perform
data entry and verification. This is an inefficient process that creates the possibility of
unnecessary errors. Payroll is processed in-house by the administrative staff. For example,
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in the Police Department, payroll time sheets are prepared and approved by the Chief of
Police, and paper copies must be delivered to City Hall. The documents can be completed
and forwarded electronically. In the absence of a compelling reason for use of paper
documents, electronic submission would enhance operational efficiency.

Despite this status quo of paper-based, in-house timekeeping and payroll, these are not best
practices, especially in jurisdictions experiencing growth and its associated increases in
complexity and scale. Note that Muhlenberg Township outsources its payroll function to the
company Total Payroll. Although they still use a paper-based timecard system, payroll
processing is handled by their contract firm, which lowers the possibility of errors and frees
their administrative staff from this time consuming clerical function.

In a 2011 white paper, time tracking software company Attendance On Demand noted the “4
Cs” that make up timekeeping system best practices:

 Compliance – customizable to the organization’s needs while maintaining
conformance with relevant rules and regulations;

 Confidentiality – allows employees and managers to communicate privately within the
system about payroll issues;

 Camaraderie – works with organization’s existing computer systems;
 Current – vendor monitors changes to payroll regulations and updates system

appropriately.

With regard to utility billing, the City currently produces all bills in-house. Payment is accepted
by mail and in person at City Hall. The processing of all receipts is completed manually and
entered into the Horizon system. This is a time consuming process that can be automated to
be more efficient and less prone to errors, particularly if it is interfaced with the Freedom
system.

Local governments face a challenge in the provision of transactional services such as payroll
and utility billing. The increased scale and complexity of the task makes these processes an
undertaking that cannot be effectively managed by a small administrative staff, Therefore,
automating existing procedures and considering contracting out these services to firms with
specialized knowledge of the needs of Pennsylvania cities is a viable option.

RECOMMENDATION 11: Assess and reallocate division of duties among administrative
staff.
Administrative support in the City is provided by two Finance FTEs as well as the Secretary
in the Streets Department. While this position technically reports to the Public Works Director
and supports that department, a significant portion of this position’s time is spent supporting
utility billing and other administrative functions.

When some of the clerical functions are automated (per the previous recommendation), the
available capacity of existing staff will likely change. Therefore it is recommended that the
workloads of each of these positions be carefully assessed on a routine basis to ensure equal
distribution of responsibilities.
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Police Department Analysis and Recommendations

The City of St. Marys Police Department exists pursuant to §2001 of the City Charter,38 which
also mandates the establishment of a Civil Service Commission and a Civil Service Code to
govern the appointment, suspension, furlough, and dismissal of members of the
Department.39 Members of the Police Department report to the Chief of Police, who is
appointed by the Council on the recommendation of the City Manager. The Department’s
stated goals and objectives are as follows:

 Prevention of crime.
 Detection, apprehension and prosecution of criminals and the return of recovered

property.
 Enforcement of the laws, ordinances and regulations, which are within the province of

the police.
 Regulation of vehicular and other traffic and the prevention of accidents and

congestion.
 Provision of assistance to the public and encourage citizen compliance with the laws.40

The Police Department currently employs 13 full-time sworn members including one Chief of
Police; two sergeants; and 10 police officers. The Department has also recently hired one
part-time police officer, who is currently in field training, for a total sworn headcount of 13.5
FTEs.41 Non-sworn personnel include one full-time secretary (40 hours), one part-time
secretary (20 hours), one Animal Control Officer, one part-time Custodian, one part-time
School Crossing Guard (two hours daily during the school year) and one part time Parking
Enforcement Officer, as depicted in the following figure.

Figure 10: Police Department Organizational Chart

38 Although it existed prior to that date, Saint Marys Code, Charter, 11/4/1992, §2001, established the
Department in its current form, following the merger of the Borough of St. Marys and the Township of Benziger
into the City of St. Marys.
39 Charter, 11/4/1992, §2002
40 “St. Marys City Police Department Goals and Objectives,” Department Manual
41 At its most recent high point, staffing consisted of 15 sworn members, including 4 sergeants.



City of St. Marys Page 75
EIP REPORT

The Novak Consulting Group
Strengthening organizations from the inside out.

The Department is responsible for providing police services, including patrol, response to calls
for service, and investigation of crime, to a population of 13,07042 within an area
encompassing 99.5 square miles. The City has approximately 48 miles of roadway, a
significant amount to patrol. The daytime population increases by approximately 1,717
(13.1%) as a result of workers commuting into the City.

The Department averages approximately 6,50043 dispatched calls for service annually.

Table 66: Annual Police Department Calls for Service

Year Number of Calls
2011 6,731
2012 6,675
2013 6,081
2014

(through 10/10/14
4,718

The Chief of Police is the chief executive officer of the Department, and is responsible for its
overall management and administration. He is also designated as the Public Safety Director.44

In addition to the two sergeants, he directly supervises the Animal Control Officer, the
Custodian, the Parking Enforcement Officer, the School Crossing Guard, and two Secretaries.

The two secretaries handle the bulk of the Department’s clerical tasks, including:
 Maintenance of the Records Management System;
 Quality control of reports;
 Answering telephone calls and walk-in traffic when Police Headquarters is open;
 Issuance of parking permits;
 Filing of accident reports and other documents;
 Preparation of monthly reports;
 Maintenance of criminal arrest files;
 Ordering of supplies;
 Inventory of equipment.

The Parking Enforcement Officer addresses parking violations; he is scheduled to work 20
hours per week. The School Crossing Guard works two hours daily during the school year,
assisting school students to cross the street. The part-time Custodian provides janitorial
services.

The Animal Control Officer, who is paid an annual fee45 and is utilized as needed, handles the
majority of animal complaints, which are tracked separately from other calls for service. A total
908 animal control calls were received in 2013; 1,038 in 2012; and 1,018 in 2011. Police
officers handle a small number of animal calls when the Animal Control Officer is not available.
The Animal Control Officer enforces dog license regulations and impounds unlicensed dogs

42 2010 Census
43 The amount represents all calls for service. Data provided by the County; additional detail was not made
available by the County.
44 The title “Public Safety Director” was created during the 1990s, reportedly to facilitate the appointment of a
Department Head from outside the Department. It is currently largely a formality.
45 Animal Control Officer is contracted for $9,000 annually and paid monthly.
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or dogs at large, accepts unwanted dogs for disposal, and maintains a trapping program for
nuisance animals.46 Fees are charged for services.47

All sworn members are assigned to uniformed patrol. There are no specialized units within
the Department. Rather, all duties, including investigations, are handled by individual patrol
officers, though each officer maintains some area of specialization (e.g., lead investigator)
and serves as a resource for other officers in their area of specialization.

Police officers and sergeants work eight hour shifts on a six week rotation: four sets of six
workdays followed by two days off, and two sets of five workdays followed by three days off.
Every four weeks, shifts change between 7:00 A.M. to 3:00 P.M. (Day Shift), 3:00 P.M. to
11:00 P.M. (Afternoon Shift), and 11:00 P.M. to 7:00 P.M. (Night Shift). Staffing permitting,
two alternate shifts are staffed: “Day Cover,” 11:00 A.M to 7:00 P.M. and “Night Cover,” 7:00
P.M. to 3:00 A.M. Under ideal conditions, three officers are assigned to each shift; however,
on most shifts, only two are assigned. On very rare occasions, a single officer works a shift;
overtime is subject to the approval of the Chief of Police.

Patrol personnel handle all assignments from start to finish, including follow-up investigation.
The Department has one K9 officer, which is assigned to a sergeant performing routine patrol.
Certain officers have advanced training in specific areas, such as evidence collection,
accident reconstruction, and narcotics investigation, and will be assigned to assist. The
Pennsylvania State Police will provide assistance and additional resources for major cases,
such as homicides, but the St. Marys Police Department retains jurisdiction and serves as the
lead agency.

In addition to their patrol duties, many officers have additional responsibilities, such as:
 One sergeant handles accident reconstruction and is working on achieving

accreditation for the Department;
 One sergeant is the Department’s K9 handler, a D.A.R.E. instructor, and provides

other community relations programs in the schools;
 Two officers are firearms and less lethal weapons instructors;
 Two officers are specially trained in evidence collection;
 One officer is a trained arson investigator;
 One officer instructs D.A.R.E. as well as an online safety program for children;
 One officer handles traffic grant programs, including aggressive driving and seat belt

enforcement grants;
 Two officers are trained as Field Training Officers;
 Two officers are specialized in criminal investigations, both of which have also been

trained in interviewing and interrogation;
o Two officers received training in interviewing and interrogation, but they do not

perform that function as often as the investigators;
o Two additional officers are scheduled to receive specialized training in

interviewing and interrogation in January 2015, bringing the total to six officers
with specialized training;

 One officer serves as the Juvenile Records Officer;
 One officer is trained in accident reconstruction.

46 The trapping program is limited to skunks, raccoons, possums, wild domesticated cats, and coyotes.
47 $7.00 per day for kennel housing, with a $15 release fee; $50.00 to dispose of an unwanted dog; $15.00 to
place a trap, and $20.00 per animal for removal.
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Many of the Department’s officers are cross-designated as members of the Attorney General’s
Drug Enforcement Task Force. When involved in narcotics investigations, they work on
overtime which is funded by the task force.

Police Headquarters is located at 319 Erie Avenue. The Department also rents two units at
commercial storage facilities for storage of property and records. Firearms training is
conducted at privately owned locations.

Dispatch services are handled by the Elk County Department of Emergency Management,
which operates a Public Safety Answering Point (PSAP) responsible for answering 911
emergency calls and dispatching emergency resources in both Elk County and Cameron
County.

The Department operates a fleet of six marked vehicles: three sedans and two Sport Utility
Vehicles. The vehicles are maintained by commercial mechanics, primarily at local
dealerships. Five vehicles are equipped with docking stations for Mobile Digital Terminals
(MDTs); three MDTs are available for deployment. Vehicles are normally replaced after three
years, although since the introduction of SUVs into the fleet, plans are to extend the lifecycle
to four years.

The Department has averaged 1,289 hours of overtime annually for the past three years,
which is approximately 4.7% of the total scheduled hours worked by the Department’s officers.
Sick leave has averaged 65 days annually, an average of five days per member. However,
there was a significant decrease in sick leave usage during the past two years; if 2011 is
eliminated (104 days), the average for 2012 (52 days) and 2013 (39 days) is reduced to 3.5
sick days per member.

Part of the increase in overtime hours is attributable to an increase in narcotics investigations
with the Attorney General’s Task Force, which is a reimbursed expense. This has resulted in
a significant increase in the number of narcotics investigations and subsequent arrests in 2013
and 2014.

Table 67: Task Force Narcotics Investigations

Year
Number of

Investigations
2011 5
2012 2
2013 14
2014

(through 10/10/14
10
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Recommendations

The initial step in a review of a Police Department is typically an assessment of its staffing
level. Determining the correct staffing level for a police department – which involves a
combination of hard data, such as population; calls for service; crime conditions; traffic
patterns; as well less easily defined criteria such as the needs, desires, and tolerances of the
community; demand for specialized functions or patrols; administrative and oversight
requirements within the department; and local tradition – is challenging. It is particularly so
when faced with fiscal constraints and the need to ensure affordability of government services
in the future. Municipal officials face the eternal dilemma of staffing, equipping, and preparing
police and other emergency response agencies to be prepared for all possibilities – while
funding them for the most likely probabilities. The challenge is particularly daunting in rural
areas such as Elk County, where mutual aid and specialized unit assistance (such as SWAT,
Aviation, Hazardous Devices, or investigative support) is not readily available and agencies
must be able to function independently for extended periods of time.

Despite some curtailment in funding during the fiscal crisis, training opportunities are
adequate, and members generally feel that they are well trained. Staffing levels, however, are
a principal area of concern.

St. Marys presents particular issues in that it encompasses a large geographical area while
most of the demand for police services is concentrated on a relatively compact downtown
core. It has large areas of forest, parkland, and farm land, but it also has institutions that drive
demand for service, such as a regional hospital, schools, and a number of retailers. There are
six schools in five buildings: a public and a parochial elementary school, a public and a
parochial middle school, and a public and a parochial high school (the parochial middle and
high schools are in the same building).

The School District has recently hired School Resource Officers; although they are police
officers, they are hired, employed, and supervised by the School District, and have no
connection with the Police Department.48 The Department does not staff routine coverage at
the schools, although it provides instruction in D.A.R.E. and other programs, and remains
responsible for providing police services to the schools.

The City has a low and essentially stable crime rate, as illustrated in the following chart.49

48 The School Resource Officers are not hired pursuant to Pennsylvania Municipal Police Officer’s Education and
Training Commission (MPOETC) guidelines, but under a separate statute, §778 of the Public School Act of 1949.
49 Since they are a common way of analyzing crime trends, percentages of increase/decrease are included.
However, because the numbers of crimes are small, the percentages become exaggerated. Therefore, the whole
numbers are a more accurate way of assessing crime in the City.
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Table 68: Crime Statistics, 2008-2013

Type of Crime 2008 2009 2010 2011 2012 2013
Change

since 2008
Change

since 2012

Murder 0 0 1 0 1 1 n/a 0%

Rape 1 4 2 5 2 4 +300% +100%

Robbery 1 3 1 3 1 0 -100% -100%

Aggravated Assault 9 11 8 7 4 6 -33.33% +50%

Violent crimes 11 18 12 15 8 11 0% +37.5%

Burglary 53 30 25 31 38 28 -47.17% -26.32%

Theft 203 152 141 195 236 210 +3.45% -11.02%

Motor Vehicle Theft 3 7 4 1 5 5 +66.67% 0%

Arson 3 0 0 1 0 0 ---- ----

Property crimes
(without arson)

259 189 170 227 279 243 -6.18% -12.90%

For an agency of its size, however, the Department makes a substantial number of arrests,
reflecting an active and engaged police force. The following table summarizes the number of
annual arrests by major category from 2011 through 2013.

Table 69: Arrest Activity, 2011-2013

Year Criminal Arrests Juvenile Arrests Traffic Arrests DUI Arrests
2011 239 62 347 35
2012 299 64 410 50
2013 278 47 362 51

In addition, the Department faces the same administrative obligations as a police agency of
any size: training and documentation thereof; legal updates; research and implementation of
equipment; records management; hiring and retention of personnel; maintenance of records;
etc. It is also important to ensure that supervision is adequate and consistent.

A factor often overlooked is the need for sufficient police staffing to ensure that officers have
adequate backup while on patrol, and to enable them to effectively carry out their duties.
Police officers in the City of St. Marys have minimal access to mutual aid assistance.
Surrounding communities have limited staffing. Johnsonburg, which is nine miles away,
typically has only one officer on duty. Ridgway, 11 miles away, normally staffs two officers,
but only one between 4:00 PM and 8:00 PM and 4:00 AM to 8:00 AM. The Pennsylvania State
Police, which has a station in Ridgway that covers all of Elk County, has limited staffing and
a large area of responsibility. On certain tours, only two troopers in a single vehicle are
available. The area is not serviced by limited-access highways and travel is difficult.

Since there are no specialized units, officers are expected to engage in problem solving
policing, investigations, and other tasks, as well as traditional response to calls for service.
For the Department to be successful in accomplishing its mission, in addition to being afforded
sufficient time to follow up on cases, officers must have adequate assistance. Many tasks,
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such as follow-up interviews, narcotics investigations, execution of warrants, taking suspects
into custody, response to domestic violence incidents, vehicle stops, and other high-risk
activities, require the presence of more than one officer, both for safety and for efficacy.

The current staffing of the St. Marys Police Department is barely sufficient to enable it to meet
its responsibilities. Further analysis and recommendations on this subject will be provided
below, with a detailed analysis of staffing and scheduling.

Police officers and sergeants work an unusual schedule: four sets of six workdays followed
by two days off, and two sets of five workdays followed by three days off. This shift
configuration requires the use of four patrol teams to adequately staff each of the three daily
eight hour shift schedules.

The staffing target on each shift is driven by a number of factors, including Dispatched Calls
for Service (DCFS) workload, officer-safety considerations, and coverage requirements. In
most cases, these considerations can be converted into a formula to determine how many
officers are needed to consistently meet the International Association of Chiefs of Police
(IACP) patrol target calling for officers to spend an average of 33% of their time on three key
patrol duties: 1) responding to DCFS; 2) completing administrative duties and report writing,
and; 3) conducting proactive policing activities.

In St. Marys, however, the standard IACP patrol guideline does not directly apply, since the
average patrol officers has duties, such as criminal investigations, that extend beyond the
three key patrol functions summarized in the preceding paragraph. However, discussions
with the Chief of Police, department sergeants, and some of the department’s patrol officers,
in addition to a self-initiated tour of both the populated and agrarian portions of St. Marys,
indicates that a target of three officers per shift, and a minimum of two officers is generally
sufficient for the Department’s workload and coverage area. It is then appropriate to calculate
the number of patrol officers that must be hired to meet the minimum and target staffing level
for each patrol team.

To make this determination, it is necessary to determine the number of hours that must be
staffed in a given year, and the number of hours that the average patrol deputy is available
for service. To accomplish this task, The Novak Consulting Group worked with City staff to
identify the number of hours an average patrol officer is available to work. Under the
Department’s current shift schedule, a patrol officer is scheduled to work 2,080 hours per year.
However, patrol deputies are actually available to work fewer hours over the year due to
vacation, holiday leave, sick leave, training and other types of leave. As a result, to staff one
“position” on each shift throughout the year, more than one FTE must be hired to cover every
shift. This is referred to as the “staffing factor.”

According to leave data provided by the Department, on average, each police officer misses
approximately 35 shifts per year due to various forms of leave including compensatory time,
personal time, sick time, and vacation time. Therefore each officer works an average of 225
shifts out of the 260 annual scheduled shifts.50 Therefore, to cover one shift position for 260
shifts per year, the Department must staff 1.15 FTEs (260 shifts scheduled divided by 225
available shifts). The following table summarizes the number of patrol officers that must be
staffed to meet both the minimum and target staffing level on each of the Department’s four
shift teams.

50 City of St Marys 2013 Leave Balance Report
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Table 70: Police Staffing Projections

TARGET STAFFING MINIMUM STAFFING

Target per Shift Staffing Required
to meet Daily
Shift Target

Minimum per
Shift

Staffing Required
to meet Daily Shift

Minimum
Patrol Team 1 3 3.5 2 2.3

Patrol Team 2 3 3.5 2 2.3

Patrol Team 3 3 3.5 2 2.3

Patrol Team 4 3 3.5 2 2.3

Total 13.9 9.2

Current
Staffing51

12.5 12.5

Difference (1.4) 3.3

As summarized above, the Department is sufficiently staffed to consistently meet, and often
exceed its minimum staffing target of two officers per shift. However, the Department is not
sufficiently staffed to meet its shift staffing target of three per shift. Moreover, the patrol
staffing figures include sergeants, or supervisory personnel, as members of the patrol
response unit. Though this is not ideal given the ever-increasing demands of patrol
supervision, it is not unusual in smaller jurisdictions and is an acceptable service model.
However, there are further considerations relevant to supervisory staffing that must be taken
into account.

RECOMMENDATION 12: Increase sergeant compliment by 1 FTE.
Though three sergeants are currently budgeted in the Department, under the current staffing
and scheduling model, two sergeants are responsible for supervision of all police officers.
They work the same rotation as police officers. Since officers work three daily shifts, when
vacation, sick time, and other assignments are taken into account, direct supervision is
available on less than half of all patrol shifts. When a sergeant is not assigned, the senior
police officer working the shift is in charge.

Supervision is a relatively new concept for the Department; reportedly, the position of sergeant
was only created in 2004. However, it is an increasingly important aspect of modern policing.
It is not as critical to ensure that police officers are performing their duties efficiently – they
are accustomed to working independently and apparently work well – as it is to protect the
City and its officers from liability. Police officers, whether in a highly charged urban
environment or a slow-paced rural area, routinely make serious, often life-and-death
decisions. Critical incidents can occur at any moment, and the presence of a supervisor to
provide leadership, guide the response, make key decisions, and validate the work of his or
her officers can be essential to operational success, protection from unfounded allegations,
and limitation of exposure to litigation.

The Department’s two sergeants each supervise five police officers. While that falls well within
the generally recommended ratio of one supervisor to eight officers, because of the
configuration of the schedule, the sergeants do not work with all of their subordinates on a

51 Includes 10.5 police officer FTE and two sergeants
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regular basis. The schedule is divided into four teams of officers, and each sergeant is
assigned to a team. Consequently, two teams are essentially unsupervised, although
sergeants are nominally responsible for the officers assigned to them.

In many cases, sergeants’ assessment of their subordinates is limited to reviewing their
reports through the Department’s records management system and exchanging electronic or
written correspondence to correct them. The negative impacts of this arrangement can
manifest themselves in both the effectiveness of routine supervision and the accuracy of
formal performance evaluations. Unity of supervision – ensuring that supervisors work or
interact with their subordinates on a regular basis – is as important as span of control.

The Department’s complement once included four sergeants though that number was
reduced by attrition to the current two. In order to ensure that, insofar as possible, a supervisor
is assigned to the majority of shifts, and to provide the routine interaction that is important to
effective supervision, the Department should return to the practice of, at a minimum, assigning
at least one sergeant to each of the Department’s patrol shifts. Increasing the compliment of
sergeants will offer the added benefit of allowing the Department to more frequently meet its
shift target of three officers per shift.

Lastly, it is also important to bear in mind that there is a sizeable administrative burden
associated with the operation of a modern police department. Training, scheduling, record
keeping, statistical analysis, updating of policies, evidence management, review of reports,
legal updates, and similar tasks beyond routine patrol have continued to increase in both
complexity and importance. The “back office” operation of any law enforcement agency is not
insignificant, regardless of the size of the agency, and the liability that can accrue to a
municipality that fields a police department without satisfactorily addressing its administrative
obligations can potentially outweigh the benefit provided by a municipal police presence.

The Chief of Police is the only Department employee whose responsibilities are largely
administrative and who is not a member of the bargaining unit. As such, he is the sole resource
for the investigation of civilian complaints, allegations of misconduct, or disciplinary matters.

To deal with these issues, police departments across the country have developed
administrative/managerial positions that are tasked with staying ahead of the administrative
burden of managing a department. However, the addition of a position must be approached
with caution for two reasons: its financial impact and concern about creating a “top heavy”
Department. The creation of such a position will be necessary if the Department grows, in
order to coordinate the activity of the sergeants and to assist with administrative duties. At this
time, however, there is not an immediate need. Furthermore, with the recommended addition
of one sergeant position, the Department will have greater capacity to focus on administrative
activities such as policy updates and accreditation. The estimated annual salary and benefit
cost associated with creating a new sergeant position is approximately $100,000.
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RECOMMENDATION 13: Allocate funds to upgrade evidence management system.
Evidence and found property taken into the custody of the Department is bagged, labeled,
sealed, and initially stored in a temporary holding cabinet to which all members of the
Department have access. It is subsequently moved to a permanent evidence/property room,
access to which is limited to four people. Property records are maintained in an antiquated
database. There are no cameras, alarms, or electronic access control records on either the
temporary locker or the evidence room.

Best practices for evidence and property management require that firearms, drugs, and
currency be stored and inventoried separately from other property; that access to the property
room be limited to designated custodians; and that all property movement be recorded. Found
property must also be segregated from property held as evidence.

The Department has plans to replace the existing temporary storage locker with a “pass
through” system that allows invoicing officers to place property in individual lockers, where it
is retrieved by a designated evidence custodian for further processing. There are also plans
to replace the existing database with an updated evidence tracking system. The funding
necessary to implement upgrades in this critical area should be allocated in the next annual
budget and the upgrade should be completed as soon as feasible.

RECOMMENDATION 14: Allocate capital funds to create a separate female/juvenile holding
facility and closed circuit television monitoring system.
Although Police Headquarters is a relatively new facility and appears to be in good condition,
prisoner security is limited to a steel mesh temporary detention cage and four wall-mounted
rings to which prisoners can be handcuffed during processing. There are no separate facilities
for female or juvenile prisoners.

In light of its size, the Department makes a significant number of arrests; when all categories
are combined, it averaged more than two arrests per day in 2013. Prisoners frequently must
be held for extended periods of time due to judiciary scheduling restrictions. Judges end their
workday at 4:00 P.M.; any prisoners arrested after that hour must be held until the on-call
judge begins his shift at midnight. It is not unusual for the on-call judge to direct that a prisoner
be held until morning. There are three District Judges who sit in St. Marys, Johnsonburg, and
Emporium, in addition to a President Judge for the 59th Judicial District, which covers Elk and
Cameron Counties. To lodge a prisoner at the county jail, a commitment order must be issued
by a judge. The prisoner, therefore, must be transported to the location where the judge is
sitting, and then to the jail, which is located in Ridgway, approximately 12 miles from the City
of St. Marys.

It is in the best interest of the Department to minimize the time when prisoners are in its
custody for several reasons. The Department does not have sufficient resources to devote
substantial amounts of time to prisoner security, resulting in both a drain on patrol strength
and overtime expense. Any time a prisoner is in the custody of an agency or being transported
prior to being lodged in a permanent detention facility, there is a heightened risk. Changing
the current system would require a high-level political initiative among multiple jurisdictions
and branches of government, and would by no means be easy to accomplish. But whatever
progress could be made – whether a lofty goal such as establishing a county-wide central
booking facility, or something far less complex such as changing the on-call judge schedule
and the arraignment process, it has the potential to benefit multiple municipalities.
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As a simpler measure, the City should update the prisoner booking area to provide, at a
minimum, additional holding space to increase security and provide the capacity to segregate
prisoners when appropriate due to age or gender.

RECOMMENDATION 15: Enhance information technology service for the Police
Department.
The Police Department receives no information technology (IT) support from the City, nor
does it have designated staff to perform such duties. IT issues are addressed by members of
the Department who have personal expertise or are referred to outside vendors.

In recent years, technology has taken an increasingly central role in policing. In addition to the
word processing and email applications that are critical to the daily operations of both public
and private sector enterprises, there are a number of federal, state, and local systems that
are essential to everyday activities. Calls for service are logged, and police reports prepared,
in records management and computer aided dispatch (CAD) systems. Federal (NCIC) and
state (CLEAN) networks are used for license plate, warrant, and identity checks in the field.
Resources are dispatched by computer. All parts of policing rely to some extent on technology;
in addition, many of these systems are secure networks that must be protected. Down time
must be kept to a minimum.

The City should enhance the level of IT service provided to the Department – whether through
expansion of City-wide services, appointment of specialized IT staff, or standing contracts with
carefully selected vendors – to keep pace with the constantly expanding role of technology in
policing.

RECOMMENDATION 16: Pursue accreditation of the Police Department.
Accreditation – a process by which an outside agency evaluates and certifies an agency’s
compliance with specific operating standards – is a valuable tool for validating the proper
operation of a police department. It can also serve to reduce an agency’s insurance premiums
and can assist in defending against liability in civil litigation. The accreditation process
provides a framework to ensure that the Department is, and remains, in compliance with best
practices in a series of standards that cover critical operational and administrative areas.
Periodic reaccreditation assessments ensure ongoing compliance.

The Pennsylvania Law Enforcement Accreditation Program, administered by the
Pennsylvania Chiefs of Police Association, provides an opportunity for municipal departments
to become accredited at minimal cost. The Commission on Accreditation for Law Enforcement
Agencies (CALEA) offers the premiere nationwide accreditation program; its standards are
extensive and there is somewhat more expense associated with the program.

Obtaining accreditation can be a challenging task for a police department, and requires
leadership and perseverance on the part of the Police Chief and key staff, as well as the
support of the City’s administration. The St. Marys Police Department has begun the
accreditation process, demonstrating the staff’s interest and initiative, although progress has
been slowed by limited resources. It is in the City’s best interest to ensure that the Department
is provided with adequate support to pursue accreditation for the benefits that derive from the
ongoing operational review it requires.



City of St. Marys Page 85
EIP REPORT

The Novak Consulting Group
Strengthening organizations from the inside out.

It is important to note, however, that pursuing accreditation is not realistically possible without
the addition of a sergeant, recommended above. Adding the sergeant will provide the
department greater flexibility to pull select officers away from patrol to focus on the
accreditation process on those days when sufficient police officers are available to meet shift
targets.

RECOMMENDATION 17: Update the Police Department Policies and Procedures Manual.
A review of the Department Manual indicates that the Department has made efforts to remain
current with developments in law enforcement by implementing policies on emerging topics
such as response to active shooter incidents, deployment of less lethal devices, and domestic
violence. Recognizing the challenge of completing this task with limited staff, updating the
Department’s policies, rules, and procedures is important to daily operations as well as to
accomplishing the stated goal of becoming an accredited agency.

The Manual has three main parts: a section entitled “General Orders;” one entitled “Standard
Operating Procedures;” and a number of appended policies on such major areas as pursuit,
use of firearms; non-deadly force/less lethal options; Department goals; and domestic
violence. Some of these policies augment areas referenced in the General Orders or Standard
Operating Procedures.

Ideally, all of these sections should be combined into one single, organized document. As an
interim step, the Department should add a section defining the categories of orders, i.e.,
distinguishing between the impact of a General Order, a Standard Operating Procedure, or
one of the policies in the final section.52 It is certainly permissible to have distinct types of
directives – for example, General Orders that establish permanent policies and Interim Orders
that establish temporary procedures pending full incorporation into the Department’s
guidelines – but the categories of directives should be defined. The Manual should also be
indexed for ready reference; currently, there is only a table of contents with brief descriptions
of the 16 General Orders.

One of the key steps in achieving accreditation is to have a comprehensive set of policies that
reflects the relevant accreditation standards. The standards are extensive; the Pennsylvania
Law Enforcement Accreditation Program has 132 standards, although smaller agencies that
do not perform certain functions are required to comply with less than 100 standards. The
Department should move in that direction, addressing first those areas that have the most
significant operational impact.

Policies should be developed and implemented regarding the following areas:

 Mission Statement (the current Manual has a section entitled “Goals and Objectives,”
but that is often considered separate from a concise statement of the Department’s
mission).

 Harassment and workplace violence policies.53

 Property and Evidence Control, including:
o Receipt of property.
o Secure temporary storage.
o Authorized access to evidence and property storage.

52 General Order No. 2 authorizes the posting of written directives, but does not define the categories.
53 Harassment and Workplace Violence policies are not specific to accreditation, but are necessary in light of
developments in labor and employment law.
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o Evidence and property recordkeeping.
o Required inspections, inventories, and audits.

 Law of arrest:
o Arrest with/without a warrant.
o Search and seizure guidelines.
o Strip search/body cavity search guidelines.
o “Fingerprintable” offenses/mandatory fingerprinting.

 Arrest processing guidelines:
o Driving Under the Influence (DUI) procedures and testing.

 Policy on wearing of body armor.54

 Evidence collection:
o Collection of DNA evidence.
o Seizure and preservation of computer evidence.

 Internal investigations:
o Recording and investigation of complaints of misconduct by members of the

Department.
o Recording and investigation of civilian complaints of discourtesy.
o Employees’ rights in internal investigation and during questioning.

 Investigation of complaints of missing children:
o Amber Alert procedures.

 Child Abuse investigations/endangered children:
o Child Protective Services Law and procedures.

 Sex Offender Registry/Megan’s Law:
o Procedures for monitoring of sex offenders.
o Community notification requirements/restrictions.

 Legal Process:
o Service of civil process.

 Response to Emotionally Disturbed Persons.
 Response to Hostage situations/Barricaded Subjects.
 Maintenance of Records:

o Recording of incident reports/criminal complaints.
o Records management system.
o Records retention schedule.
o Juvenile records.

 National Incident Management System (NIMS):
o Compliance requirements.
o Training requirements.
o Adoption of NIMS and Incident Command System (ICS).

 Victim/Witness Assistance:
o Responsibility under the Pennsylvania Crime Victims Act.

This is not intended to be a comprehensive list of all procedures required either for operational
or accreditation purposes. It is a recommendation regarding procedures that should be
prioritized in order to address potential gaps in policy, while also assisting the Department in
meeting future requirements for accreditation. All involve key aspects of police operations,
and reflect the significant administrative responsibility of contemporary policing that was
discussed earlier.

54 Mandatory wear policies for soft body armor are required by the Federal Bulletproof Vest Partnership grant
program, and are typically required by accrediting commissions.
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It is important to note that the Department has committed to updating its policy and procedures
manual and pursuing accreditation; however, it does not at this time have the administrative
capacity and staff to implement a systematic and timely update process. Rather, updates are
done periodically as staff time becomes available for the task.

RECOMMENDATION 18: Augment performance measurement and reporting process.
As detailed in Recommendation 32, performance measurement is important to the success of
any business or government entity, provided that the information tracked is relevant to the
operation of the organization. The Department currently tracks a number of performance
indicators on a monthly and year to date basis, including:

 Criminal complaints.
 Criminal complaints cleared.
 Unfounded criminal complaints.
 Criminal arrests.
 Juvenile arrests.
 Traffic complaints.
 Traffic complaints cleared.
 Traffic arrests.
 Accidents investigated.
 Accident injuries.
 Accident fatalities.
 Incidents investigated.
 Incidents cleared.
 Patrol mileage.
 Hearings before District Judges.
 Assisted other departments.
 DUI arrests.
 Animal control calls.
 Total overtime hours.
 Call outs.
 Overtime hours at hearings.
 Overtime hours at Elk County Court.
 Overtime hours Drug Task Force.
 Overtime hours D.A.R.E.
 Overtime hours at school functions.
 Sick days.

It tracks several revenue indicators, including:
 Traffic revenue to City.
 Non-traffic revenue to City.
 Donation and restitutions.
 Sale of accident reports.
 Witness fees.
 Sale of photos.
 Sale of parking permits.
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The Department also monitors certain performance indicators by individual officer on a
monthly/year to date basis, including:

 Investigations conducted:
o Criminal.
o Traffic.
o Incident.

 Arrests made:
o Criminal.
o Juvenile.
o Traffic.

 Accidents.
 Report.
 Non-report.

As a whole, these performance indicators present a comprehensive picture of the
performance of the Department, as well as of individual police officers, in areas of relevance
to the City of St. Marys, and should continue to be monitored.

We recommend the following additional measures that will assist in the assessment of
performance and Departmental needs in the future:

 Calls for service. The figures included in the existing monthly/yearly report reflect
only those calls carried as incidents; tracking all calls is a more accurate measure of
the Department’s workload.

 Response time: the average time from receipt of a call for service to the arrival of an
officer on scene.

 Service time: the average time spent on a call for service from receipt through
disposition.

 Narcotics activity: number of complaints received; number of investigations opened;
number of arrests; number of seizures.
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Volunteer Fire Department Analysis and Recommendations

The City of St. Marys Fire Department is an all-volunteer Department which provides fire
suppression, HAZMAT response, technical and vehicle rescue, school and health care facility
inspections, and public education and training services to the residents of the City. EMS
services are provided by the private sector. The Department’s service area is nearly 100
square miles, with a population of 13,070.55 The Department continues to provide high-quality
service despite some areas having subpar water situations.

A summary of the functional programs and activities of the Department are as follows:

 Fire Suppression: The Department provides fire protection services to the City of St.
Marys, responding to approximately 300 incidents per year.

 Hazardous Materials Response: The Department is part of the Elk County HAZMAT
Response Team, which provides emergency response in the case of hazardous
materials release.

 Technical and Vehicle Rescue: The Department is trained and equipped to provide
the community with technical and vehicle rescue services.

 School and Health Care Facility Inspections: The Department conducts inspections
and drills at 16 local schools and health care facilities.

 Public Education: The Department provides fire prevention programs in the
community for approximately 500 students each year.

Despite being made up of volunteers, the St. Marys Fire Department is quite professional and
provides high-quality service to residents. In 2013, the Department had a response time of 6
minutes 22 seconds. The Insurance Services Organization (ISO) collects information on
municipal fire protection efforts in communities throughout the United States and, using the
Fire Suppression Rating Schedule (FSRS), assigns a public protection classification rating
between one and 10 (with class one representing outstanding public protection). In 2013, the
Department received the following ISO ratings: 3 for internal City and 8B for outlying, which is
considered exemplary considering the water situation in the more rural parts of the City. The
Department’s roll call system serves to keep members engaged and prepared by requiring
attendance at a set percentage of incidents and activities based on tenure.

Fire Department operations are supported by the Fire Protection Fund and the Fire Relief
Fund.

The City of St. Marys contributed approximately $262,000 in 2014 for equipment, insurance,
Workers Comp, fuel, maintenance, and building operations. Meanwhile, the fireman’s relief
association pays for all turnout gear, radio equipment, self-contained breathing apparatus
(SCBA) equipment, and training. The following table details budget information for the funds
provided by the City of St. Marys. Between 2010 and 2014, the amount of money the
Department received from the City increased by 3.8%. However, operating expenditures
increased by 42.5% over the same period. The largest operating expenditure increase was
an 81% increase in Workers Comp, followed by increases in special equipment purchases
and maintenance of buildings and equipment. Department revenues often exceed
expenditures since the Department sets aside money each year for future capital purchases.

55 U.S. Census Bureau: State and County Quickfacts, 2010
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Recommendations

RECOMMENDATION 19: Limit equipment purchased using City funds to only essential
apparatus.
The type and number of fire apparatus that a given department must deploy is primarily
dependent on two primary factors, the first of which is the number and location of fire stations.
Each active station must be equipped with the fundamental equipment and apparatus
necessary to deploy a fully effective firefighting force from that location. The City of St Marys
operates two fire stations which, on its surface, is a large number of stations considering St
Marys’ size. However, the City is also bisected by an active railroad line which presents a
geographical boundary that can impede firefighter response. It is therefore appropriate for
the Department to maintain two stations.

The second factor influencing the number and type of apparatus that must be maintained by
the Department is the composition of the department’s service area. The primary piece of fire
service apparatus in most departments, regardless of service area, is an engine/pumper truck.
Beyond that, there are various pieces of specialty apparatus that can be deployed to meet
specific needs. For example, aerial/ladder trucks are often used as first-line response
apparatus in communities with a high proportion of multi-story buildings. Aerial/ladder trucks
are typically used to provide an elevated master stream of water onto a fire scene. Heavy
rescue trucks are used for technical rescue deployment, such as high angle or trench rescue
situations. Though these types of specialty equipment can be useful, in reality they are rarely
required, given the relatively low frequency of specialty calls that demand deployment of such
an apparatus.

The City of St. Marys owns all of the fire apparatus used by the Volunteer Fire Department.
Currently, the City of St. Marys’ Fire Department maintains an inventory of nine pieces of
primary firefighting apparatus. The following table includes a summary of the Department’s
current fleet.

Table 71: Fire Department Fleet Summary

Station
Apparatus

Number
Description Year

1 EE-11 Engine 2000
1 EE-12 Engine 1979
1 EE-13 Engine 1998
3 EE-14 Engine 1992
1 EE-101 Tanker 1991
1 EE-111 Aerial 2007
1 EE-112 Rescue 2004
3 EE-113 Brush Truck 2009
1 EE-114 Pickup Truck 2014

Current fire apparatus usage is based on both available staffing and details of the call. For
structure fires, two engines (one from each station) respond first, followed by the aerial,
rescue, and tanker as staffing allows. Then, as additional volunteers arrive at the station, they
may respond with additional equipment, rotating between engines 12 and 13. Similarly, for a
rural fire two engines (one from each station) respond first, followed by the tanker, rescue,
and another engine as staffing allows. The brush truck is used in the event of a brush/forest
fire or when firefighters will need to remain on sight to conduct an investigation. The pickup
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truck was purchased using relief association funds, but was donated to the City. In St Marys,
as with most fire departments, the engines serve as the primary response apparatus.

Currently, St Marys contributes approximately $40,000 per year to the Fire Department for
equipment replacement. The Fire Department saves the money and combines it with revenue
raised through fundraising efforts to fund the refurbishment and repair of Fire Department
apparatus. The Department targets a 25-year replacement plan for fire apparatus. The Novak
Consulting Group reviewed the asset inventory and projected replacement targets and
expenses and determined that the $40,000 per year contribution from the City is tight, but
appropriate.

This approach enables the Department to spread the cost of capital purchases out over years.
The Department should continue to systematically plan for the replacement of apparatus and
the City should fully fund the replacement of essential fire apparatus. In order to fully fund the
replacement of the current fleet, the City must take the following into consideration:

1. Inflation: An inflation rate of 4.9% per year is assumed as that has been the average
of the Consumer Price Index for the last nine available years.

2. Equipment Life: It is assumed that engines and the rescue will last 25 years, the
tanker and aerial will last 30 years, and the brush and pickup trucks will last 15 years.

3. Salvage Value: It is assumed that, at the end of its useful life, apparatus will have a
salvage value of 10% of the purchase price.

Given these assumptions, the City would need to increase its contribution to equipment to
$231,456 per year in addition to providing approximately $288,000 toward the replacement of
Engine 12. The replacement of Engine 12 has been delayed as the Department has only
approximately $360,000 to put toward its replacement. The following table shows the annual
funds that would need to set aside.

Table 72: Estimated Cost of Fully Funding Replacement of Existing Equipment

Apparatus
Description

Purchase
Price

Replacement
Year

Salvage
Value

Estimated
Replacement

Price
(2010)

Inflation
Factor

Estimated
Replacement

Price (at time of
replacement)

Annual
Funds to

be Set
Aside

2000 Engine $376,000 2025 $37,600 $500,000 1.73 $867,142 $33,182

1979 Engine $97,000 2016 $9,700 $500,000 1.29 $646,857 -

1998 Engine $298,956 2023 $29,896 $500,000 1.64 $818,189 $31,532

1992 Engine $210,110 2017 $21,011 $500,000 1.34 $671,333 $26,013

1991 Tanker $75,750 2021 $7,575 $400,000 1.54 $615,390 $20,260

2007 Aerial $801,190 2037 $80,119 $1,000,000 2.32 $2,321,710 $74,720

2004
Rescue

$444,290 2029 $44,429 $500,000 1.93 $965,046 $36,825

2009 Utility-
Brush Truck

$53,101 2024 $5,310 $50,000 1.69 $84,267 $5,264

2014 Utility-
Pick Up

$30,000 2029 $3,000 $30,000 1.93 $57,903 $3,660

Annual Total $231,456



Page 92 City of St. Marys
EIP REPORT

The Novak Consulting Group
Strengthening organizations from the inside out.

Currently, the Department maintains four front-line engines/pumpers for two stations. This
results in two font-line apparatus and two reserve apparatus. The core fire engine/pumper
apparatus level for the station structure and deployment model is one fire/engine/pumper per
station and one reserve engine. Though the department operates four engines, only three
can be reasonably considered as critical response apparatus. Therefore, the City should not
plan to replace Engine 12.

The aerial apparatus operated by the Department, potentially useful in specific though rare
situations, is not considered to be a critical piece of front-line fire-fighting apparatus for a
service area similar to that of St Marys. City of St. Marys is considered a rural area by the
National Fire Protection Association (NFPA) as there are less than 500 people/square mile.
Only 4.3% of departments serving rural communities have ladder/aerial apparatus.56 A truck
apparatus is not required to have an elevating ladder or aerial device unless there are a
sufficient number of buildings that would meet the three-story (35’) height. Additionally, two of
the City’s mutual aid communities in the area have aerials so they are available in the event
they are needed. Not replacing the aerial may have an impact on the City’s ISO rating, which
should be taken into consideration.

If the City were to fund the replacement of only essential equipment, the annual contribution
to the equipment replacement plan each year would total $153,075. If nonessential equipment
were to be sold, these funds could be used to offset future replacement costs of essential
equipment. The following table shows the estimated cost of fully funding the replacement of
just essential equipment.

Table 73: Estimated Cost of Fully Funding Replacement of Essential Equipment

Apparatus
Description

Purchase
Price

Replacement
Year

Salvage
Value

Estimated
Replacement

Price
(2010)

Inflation
Factor

Estimated
Replacement

Price (at time of
replacement)

Annual
Funds to

be Set
Aside

2000 Engine $376,000 2025 $37,600 $500,000 1.73 $867,142 $33,182

1979 Engine $97,000 2016 $9,700 - 1.29 $0 -

1998 Engine $298,956 2023 $29,896 $500,000 1.64 $818,189 $31,532

1992 Engine $210,110 2017 $21,011 $500,000 1.34 $671,333 $26,013

1991 Tanker $75,750 2021 $7,575 $400,000 1.54 $615,390 $20,260

2007 Aerial $801,190 2037 $80,119 - 2.32 $0 -

2004
Rescue

$444,290 2029 $44,429 $500,000 1.93 $965,046 $36,825

2009 Utility-
Brush Truck

$53,101 2024 $5,310 $50,000 1.69 $84,267 $5,264

2014 Utility-
Pick Up

$30,000 2029 $3,000 - 1.93 $0 -

Annual Total $153,076

As previously demonstrated, $40,000 per year is not sufficient to fully fund the Department’s
targeted replacement schedule for all of its existing apparatus. However, $40,000 per year is
sufficient to fund, over time, the majority of the expense associated with replacing the
department’s two core front-line fire engines/pumpers. Fortunately, the Department has an

56 Mitigation of the Rural Fire Problem: Strategies Based on Original Research and Adaptation of Existing Best
Practices, U.S. Department of Homeland Security Federal Emergency Management Agency, US Fire
Administration, 2010.
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established practice of successful fundraising to cover the gap in any necessary equipment
replacement cost. In addition, the Department does an outstanding job maintaining its
apparatus. This factor, in addition to the low frequency and intensity of apparatus use, means
that apparatus in St Marys can be expected to outlast manufacturer-established target
replacement cycles.

Given these considerations, it is appropriate for the City of St. Marys to commit to supporting
the replacement and refurbishment of core apparatus and to rely on the Department to raise
funds to finance the replacement of specialty apparatus and equipment. The current funding
allocation is appropriate to meet that need.
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Public Works Department Analysis and Recommendations

The City of St. Marys’ Department of Public Works provides a variety of services including
street maintenance, wastewater treatment, sewer conveyance maintenance, GIS, and
engineering services.

A summary of the functional programs and activities of the Department are as follows:

 Administration: The administrative function coordinates the activities of the
Department and monitors the use of budgeted resources.

 Engineering: The City Engineer does all of the specifications, topography, drafting,
design, and contract management for the Department.

 GIS: The Department provides GIS services, integrating zoning, planning, and sanitary
sewer line layers.

 Street Maintenance: City staff is responsible for street cleaning and maintenance
functions including street sweeping, pothole patching, road paving and grading, line
painting, and right-of-way maintenance. The Department maintains a total of 75.57
miles of road, which are a combination of paved and unpaved. A crew of three
employees sweep all streets in the City once per year.

 Parking Lot and Garage Maintenance: The Department is responsible for
maintaining three City-owned parking lots and one parking garage.

 Wastewater Treatment: The Department operates a wastewater treatment plant,
which treats all of the sanitary sewage and a portion of the industrial wastewaters
generated within the City.

 Sewers: The Department is responsible for storm and sanitary sewer mains, catch
basin repairs, and manhole cover maintenance. The Department maintains 240,000
linear feet of curb and approximately 2,750 catch basins. Two employees spend half
of their time inspecting and cleaning sewer lines, testing gutters, and televising the
system.

 Street and Traffic Lighting: The Department is responsible for maintaining historic
street lights in addition to replacing bulbs in traffic lights, checking all light timings, and
checking school warning lights.

 Leaf Collection: The Department collects leaves and other yard waste for residents
during the fall. All leaves are taken to a compost facility.

 Snow and Ice Removal: The Department provides pretreatment and snow removal
services to the City during snow events.

 Street Sign: The Department maintains all City street signs. While the Department
orders most signs, more specialized signs are created in-house.

 Fleet Maintenance: The Department is responsible for maintaining all Department of
Public Works equipment and vehicles. One employee completes minor repairs, while
larger repairs are contracted out.

The Department of Public Works has a total of 20 employees. The following figure shows the
organizational structure of the Department.
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Figure 11: Public Works Department Organizational Structure

Overall, the Public Works Department staffing level decreased by 23% between 2010 and
2014. The number of employees working at the Wastewater Treatment Plant decreased by
36% in the last five years. This decrease is the result of retirements, layoffs, transfers to other
departments, and the sharing of two employees with the Street Department. The Street
Department also experienced a decrease in staffing over the last five years, primarily a result
of retirements. The Road Department employs five or six seasonal employees each summer.
The following table shows changes in the Public Works Department staffing levels between
2010 and 2014.

Table 74: Public Works Department Staffing, 2010 - 2014

2010 2011 2012 2013 2014
Percent
Change

Engineering 2 2 2 2 2 0%
Road Department 13.75 13.75 12.75 10.75 11.75 -15%
Wastewater Treatment
Plant

11 11 10 10 7 -36%

Total Budgeted FTEs 26.25 26.25 24.25 21.92 20.25 -23%
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Recommendations

Public Works Department Management
RECOMMENDATION 20: Consolidate the positions of Public Works Director and City
Engineer.
The Public Works Department budgeted management structure includes a Director of Public
Works and a City Engineer. However, in 2013 the long-time Director of Public Works retired
from the City and the City Engineer took over the director’s responsibilities on an interim basis.

The roles and responsibilities of the positons, though related, are distinct in a number of ways.
The Director of Public Works is responsible for overall departmental management, serving to
integrate and coordinate the discrete responsibilities of each Public Works function. For
example, the Director of Public Works would be responsible for ensuring that underground
sanitary sewer repair work is effectively coordinated with transportation infrastructure repair
work being completed by either contractors or the Road Department. The City Engineer is
primarily responsible for reviewing and approving plans for major infrastructure repair work
and inspecting such work to ensure that construction matches the approved plans.

It is common in public works departments for the city engineer and director positions to be
separate and distinct positions, but it is also common for the director of public works to also
serve as the city engineer. The different models are dependent on the nature of the work
completed in each individual department. For cities with significant infrastructure
development work planned, it often makes sense for there to be separate engineering
function, especially if the community in question intends to complete engineering design work
in house. The workload required of such efforts typically necessitates a separate engineering
function.

In St Marys, there are infrastructure development needs that must be addressed in the coming
years, especially in the area of sanitary and stormwater sewer infrastructure. However, those
projects, given their specialized nature, are best managed through a design, construction and
inspection contract with a qualified engineering firm. In addition, though infrastructure
development work is planned, the anticipated volume does not warrant maintaining a
specialized engineering function.

Furthermore, as discussed in detail later in this analysis, the greatest need in the Department
of Public Works is to develop focused infrastructure condition assessment and work plan
prioritization processes to guide ongoing maintenance work. In other words, the Department
needs to improve management systems and processes. This will require a working
knowledge of the principles of engineering and infrastructure maintenance planning to
develop infrastructure condition assessment work processes; however, it goes beyond
discrete engineering assessments and requires skills in system development and
communication.

Taking these considerations into account, it is appropriate to permanently consolidate the
positions of Director of Public Works and City Engineer.
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Asset Management and Capital Planning
Though there are a number of opportunities for improvement in the Department of Public
Works, the most important is to advance the asset management, work planning, and
prioritization processes. This is linked to two fundamental issues.

First, the Road Department has experienced a reduction in front-line laborers from 15 FTEs
in 2011 to nine FTEs in 2014. With such a reduction in staffing, work planning and
prioritization take on an even more important role. As available labor hours dwindle, a
deliberate approach must be taken to assess and deploy personnel so that they can most
effectively tackle the department’s core responsibilities.

Currently, the Road Department determines its tasks on a daily basis using historical practices
as the primary guide. There is no process in place to identify annual preventative
maintenance objectives that take into account available staff resources or detailed
assessments of infrastructure condition. In the absence of a focused preventative
maintenance plan, Road Department crews tend to focus addressing complaints from
residents. This is obviously important work, but the most important work of an infrastructure
maintenance crew is to complete preventative maintenance activities that will ultimately serve
to prevent complaints. There is a critical need to achieve more balance in this area.

Second, the Road Department’s approach to infrastructure is a historical one, reflecting in
large part the way the City and Township managed infrastructure prior to the merger of St.
Marys City and Benzinger Township in 1991. This approach does not take into account
modern best practices, nor the decline in available staffing resources. Moreover it does not
take into account the addition of new responsibilities to the Road Department’s workload, such
as stormwater infrastructure maintenance.

RECOMMENDATION 21: Conduct an inventory and condition assessment of infrastructure
assets that are maintained by the Public Works Department.
The first important step to develop a proactive work planning process is to develop a full
inventory of City infrastructure that must be maintained and the condition of those assets.
Useful asset inventories should include baseline workload data (e.g., number of street signs,
number of street trees, linear feet of right-of-way maintained). For assets that require
replacement, the age and expected life cycle of the asset should also be documented in the
inventory. This is critical for both work planning and capital replacement planning. For
example, in order to develop a multi-year replacement plan for City signs, the City needs to
understand which signs need to be replaced and when, based on recommended life cycle.

The first step to completing this work is to assess the condition of existing infrastructure and
to develop a preventive maintenance work plan and capital budgeting process that applies
best practice approaches to maximize the useful life of City assets. Fortunately the
Department has some experience in this type of effort, having recently contracted for a
system-wide smoke test of the sanitary sewer infrastructure system; however, the approach
needs to be applied to all City assets, such as transportation infrastructure.

It is important to note that conducting a detailed assessment of asset condition and, more
importantly, systematizing the process of assessing infrastructure on an ongoing or cyclical
nature is a significant task. As a result, it is important to prioritize what work can be completed
in-house and what work should be contracted. Most condition assessments and inventories
will require a significant initial investment of time. However, once the initial assessment is
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completed, the inventory can be effectively and efficiently maintained with a functioning work
order system.

RECOMMENDATION 22: Implement a formal Pavement Management System.
Currently, the City uses an informal manual pavement evaluation process to prioritize which
roads are reconstructed each year. The City Engineer coordinates with the Roadmaster to
identify streets that are in most need of repair. From this evaluation, the Department develops
a list of capital projects for discussion during the budget process and the Road Department
implements a standard preventative maintenance regimen, primarily including crack sealing
and ship and seal work, as time allows.

This approach to pavement evaluation and capital project planning is problematic because
the pavement evaluation process is not utilized to develop a comprehensive, prioritized
maintenance plan that is transmitted to Road Department personnel. Rather, the Road
Department crew completes work according to past practice rather than objectively and
discretely assessed maintenance priorities. One key area to develop a formalized condition
assessment process is in the area of pavement assessment.

Analysis of pavement deterioration demonstrates that new pavement deteriorates slowly over
the first few years after placement and then deteriorates rapidly when the pavement has aged
(typically after 7 years). This phenomenon, referred to as the pavement condition to age
curve, is consistently observed regardless of pavement type or construction process.57

The key to prolonging the life of pavement infrastructure is targeted maintenance at specific
intervals of the pavement life cycle. If maintenance is deferred past the optimal point in the
pavement life cycle, then the cost of repairing or reconstructing roads grows considerably. In
other words, the pavement rating process is best used as a tool to not only plan for annual
reconstruction projects, but to plan for specific road preservation and maintenance activities.

Most pavement management systems rely heavily on a rating of the physical condition of a
street called the Pavement Condition Index (PCI). This PCI is obtained from a field inspection
of every square yard of street surface by the technician who measures both the quantity and
the type (severity) of distresses in the pavement. This evaluation is done in accordance with
a uniform rating manual. Pavement rating programs then compute these field measurements
and establish a PCI number (0-100), which is a comparative rating to a new pavement (100).
This allows an organization to assess overall condition of infrastructure and develop annual
maintenance and reconstruction plans that will squeeze as much life as possible from it. The
following figure illustrates the pavement condition to age curve and the relative impact of
preventative maintenance as a tool to extend the life of City roads.

57 Stevens, L.B. “Road Surface Management for Local Governments – Resource Notebook.” Federal Highway
Administration, May 1985.
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Figure 12: Pavement Condition to Age Curve58

Implementing a Pavement Management System in St. Marys will allow the City to apply a
consistent and reproducible rating methodology. It provides the analytical capacity to both
plan and project which roads require preservation largely funded through cash capital and
ensures the City does not incur debt to fund capital projects.

A Capital Improvement Plan (CIP) is a long-term planning tool for prioritization, financing and
technical design, execution and timely completion of all capital projects. The process of
developing a CIP should also be used to articulate a focused preventative maintenance plan
that can be incorporated into the Road Department’s annual work plan and/or the City’s
contracted road maintenance services.

RECOMMENDATION 23: Develop a five-year capital improvement process.
Currently, the City of St. Marys does not have a long-term CIP process or separately approved
capital budget. Instead, individual departments and the City Engineer present projects for
consideration as part of the operating budget. Capital improvement projects are capital
projects which will have a significant impact on the City's infrastructure and protect the health
and safety of the public.

As highlighted in the Financial Analysis and Recommendations section, an adequately funded
annual capital improvement program is the sign of a financially healthy and viable community.
The City's capital infrastructure, consisting of streets, sidewalks, buildings, vehicles and
equipment all require both regular maintenance and capital investment to remain functional.
Capital items have relatively fixed useful lives that can be impacted by environmental
conditions, active preventative maintenance and capital investment.

A CIP document represents a five-year period of the City's ongoing capital Improvements.
Each year, the document is updated to represent the next five-year window. In each annual
update, completed projects, as well as projects scheduled to be completed before the end of

58 USDOT Pavement Preservation Compendium II, Principles of Pavement Preservation: Definitions, Benefits,
Issues, and Barriers
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the fiscal year, will be removed from the document, new projects will be added and other
previously-programmed projects may be re-prioritized.

CIP planning is a dynamic process that will include changes over time. These changes may
be necessitated by organizational changes, funding uncertainties, unforeseen emergencies,
project delays or plans by other entities that can impact the CIP.

The CIP is a planning document to be used as a companion to the City's annual operating
budget. Each year, the funding included in the first year of the five-year CIP is allocated and
approved by the City Council as part of the annual budget adoption process. In addition to the
up-front funding requirements associated with CIP projects, the City's annual operating budget
must also absorb the cost of maintaining and operating new facilities or equipment that are
constructed or procured under the City's capital plan.

All capital projects in the CIP will be approved and prioritized based on pre-defined
assessment criteria. These detailed criteria are typically used by a CIP Committee during the
annual prioritization process. A CIP Committee is typically comprised of a select group of City
staff whose function is to assess departmental capital requests within the context of city-wide
needs, policy priorities, and available resources. The composition of the CIP Committee is
defined by the Chief Executive Officer. The Committee is tasked with making CIP
recommendations to the Chief Executive Officer for presentation to the legislative body to be
considered during the budget approval process.

The ultimate goal with respect to existing capital assets is to maintain a high level of
serviceability and functionality while minimizing net present costs. This is normally
accomplished through a rigorous program of preventative maintenance, rehabilitation and
replacement. Analysis of new capital items can be more complicated given the need to assign
value (or cost avoidance) to a future benefit that may be quality of life based instead of purely
economic justifications. Regardless, the general principles are the same. The most effective
way of meeting these obligations is through a well-developed Capital Improvement Program.

RECOMMENDATION 24: Incorporate the chip and seal program as a contracted element of
the City’s CIP.

RECOMMENDATION 25: Implement five-year chip and seal program cycle on paved
roadways.
One of the major work tasks for the Road Department is to complete an annual chip and seal
program during the warmer months of year – typically late Spring through early Fall.
Maintaining a chip and seal program is a highly effective approach to maximize the useful life
of paved infrastructure. An effective chip and seal program mitigates the advance of existing
road damage and limits the pace and severity of further deterioration. For those reasons, the
practice of maintaining an active chip and seal program in the City of St. Marys should certainly
be maintained. However, some amendments to the program are warranted.

First, the Road Department has developed an informal service target of chipping and sealing
each paved roadway on a two year cycle. In 2005, the National Highway Cooperative
Research Program (NHCRP) developed a chip seal best practices research paper consisting
of a synthesis of community practice surveys and engineering analysis. This analysis
indicates that an effective rotation for a chip and seal program is five years. According to the
NHCRP, this cycle maximizes the useful life of the asset while limiting unnecessary repairs.
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Implementing a five year rotation will limit the inefficient expenditure of capital resources while
still allowing the Department of Public Works to revise maintenance plans for individual
roadways to reflect annual condition assessments.

Second, the Road Department has experienced a reduction in staff as well as an increase in
the amount of work assigned to the Department (e.g., stormwater maintenance). During the
warmer months of the year, Road Department staff spends a significant portion of their time
on chip and seal projects which typically require most of the Department’s full-time equipment
operators. Given the tasks assigned to the Department, this is not sustainable without
adversely impacting service delivery in other areas. It is therefore appropriate to contract out
the chip and seal program, assigning Road Department staff with the responsibility of
completing the necessary preparatory work (e.g., crack sealing, section replacement) for the
following year’s chip and seal program in the CIP.

Road Department Work Planning and Prioritization
RECOMMENDATION 26: Develop annual work plans for the Road Department that define
annual preventative maintenance goals and quantifiable standards of success.
The next important step to improve work planning and prioritization is to convert asset
condition assessments into target preventative maintenance work plans. Using condition
assessments, the Department must project core maintenance activities over a five year
period, determine what can be effectively managed with in-house personnel, and what needs
to be contracted to the private sector.

Currently, crew work is planned from institutional knowledge and visual assessments
conducted by supervisory personnel. Crew leaders and supervisors develop a list of
maintenance work that they would like to complete and complete that work as time allows.
One major problem with this approach to work planning is that it relies too heavily on
institutional knowledge. As personnel change or responsibilities are transferred, critical
maintenance responsibilities can too easily fall through the cracks. Second, the current work
planning approach is focused on addressing issues as they arise. In other words, issues are
addressed when they become a problem rather than before there is a problem, which is a
reactive approach. Third, the lack of inventories and, more importantly, the lack of a holistic
understanding of the condition of City assets means that critical system replacements or
repairs are not adequately considered in the development of the budget process. As a result,
maintenance requirements are more onerous and expensive.

The work plan development process should include a deliberate effort to structure work plans
to balance preventive maintenance and complaint-driven work.

Currently, the annual work planning process is delegated to the Road Department’s front-line
personnel and supervisors. Using past practice and institutional knowledge to determine work
focus, the Roadmaster assigns personnel to address maintenance issues as time allows.
Work crews also spend a large amount of time responding to emergency issues and
complaints (though the absence of a work order system makes it difficult to quantify the
balance between self-initiated work and emergency work).

Timely response to complaints and safety issues is a critical and a necessary element of the
Department of Public Works’ scope of responsibility. However, it is equally important to focus
on preventative maintenance. Preventative maintenance driven work plans are important to
ensuring that systems function as expected and the need for emergency repairs is limited to
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the degree possible. In addition, implementing the preventative maintenance work plans
allows for a real time assessment of what can be reasonably completed in-house and what
needs to be contracted in order to achieve preventative maintenance targets.

With the development of accurate asset inventories, the Department will be in a better position
to define the maintenance cycle of the assets that the Road Department is responsible for
maintaining and to develop annual preventative maintenance work plans. For assets that
require periodic maintenance over a period of years (signs, trees, sanitary sewer pipes, etc.),
it will be important to develop annual work plans that are structured to cycle through the entire
City over a period of years. The overall maintenance cycle should be reasonable within the
context of resource constraints. For assets that require more direct and consistent attention,
such as road repairs, the annual work plan should not only include daily activities, but larger
scale projects to be completed throughout the year to address issues.

RECOMMENDATION 27: Implement an electronic work order system to streamline work
planning, assignments, and performance measurement data collection.
Currently, the Department of Public Works does not utilize an electronic work order system.
Requests for work and assignments are distributed to personnel through a number of methods
including e-mail, word of mouth, and telephone. Proactive maintenance plans are limited,
with most work plans developed on a weekly basis and a large volume of work being primarily
complaint-driven. This creates a number of challenges.

There is no system in place to track department workload and whether the Department is
accomplishing the work goals defined by City leadership. There is no data available that
quantifies the time spent on preventive maintenance activities compared to complaint driven
work. There is no data available regarding the cycle time required to complete specific tasks
and, as a result, no system in place that allows management to analyze whether service level
and timeliness expectations are consistently being met. This lack of data also makes it difficult
for the Department to justify resource requests during the budget development process.

Implementation of an electronic work order system and associated businesses processes
would better enable the Department to monitor the completion of preventative maintenance
work, complaint-driven work, and emergency work. It would allow for regular, holistic analysis
of departmental workload and will allow the Department to better quantify whether service
expectations are being met and, if not, to respond in a proactive manner.

In fact, development of an electronic order system that includes both inventory assets and
programmed preventative maintenance work plans is one of the best practices that are
considered as part of the American Public Works Association (APWA) accreditation process.

RECOMMENDATION 28: Develop outcome and efficiency performance metrics for each
Department of Public Works program.
The Department of Public Works collects very little in the area of performance metrics. As
highlighted in Recommendation 3, performance measures are an excellent tool that can be
used to quantitatively evaluate program performance and guide program improvements. In
addition, developing a performance measurement program will enable the Department to
quantify what level of service is provided under current operations. This is the first important
step to identifying and developing service standards and evaluating whether additional
resources are needed to meet those standards. The development of asset inventories, annual
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departmental and crew work plans, and an electronic work order system will all support the
implementation of a performance measurement program.

RECOMMENDATION 29: Establish a weekly meeting between the Public Works Director and
Roadmaster to better coordinate work between the engineering and operations functions,
monitor work plan progress, and review departmental performance metrics.
Road Department staff is divided between two facilities. Front-line staff, led by the
Roadmaster, are located at the main public works facility. The Department’s executive
management team, including the Director of Public Works/City Engineer is located at City Hall.
The Director of Public Works is in regular communication with the Roadmaster; however, that
communication serves primarily as a method to address issues, make assignments or
informally share information.

One of the major tasks of the Department is to develop a more robust work planning process
and to implement systems (both human and technological) that allow the Department to more
efficiently plan and manage its work. The physical separation between front-line operations
personnel and the Department’s executive leadership, as well as the need to better coordinate
maintenance activities and capital planning processes requires a more intentional approach
to departmental management and work planning.

An important step in that process will be to establish regular management meetings between
the Roadmaster and Director of Public Works to monitor the progress of annual work plans,
share information, coordinate Department activities, and review Department performance
metrics.

Appendix C includes a sample meeting agenda for those meetings.

Road Department Staffing
Currently, the Road Department is staffed with one Roadmaster, one Assistant Roadmaster,
and nine Equipment Operators, including two designated as the sewer crew. In addition, the
Department hires five to six seasonal employees from May through August who work
approximately 1,500 hours.

Road Department employees are organized as one fluid work unit under the direction of the
Roadmaster. The Assistant Roadmaster does not, in practice, supervise employees but is
rather considered a front-line crew member.

To determine the most appropriate configuration for the Road Department crew, it is
necessary to analyze the type and distribution of the Department’s ongoing, seasonal and
emergency responsibilities. The following table summarizes the primary responsibilities of
the Road Department staff:
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Table 75: Summary of Road Department Work Activities

Primary Work Activity Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Snow & Ice Removal

Sanitary Sewer Repairs

Line Inspection/CCTV

Line Cleaning

Manhole Construction/Repair

Stormwater Infrastructure Repairs

Catch Basin Construction/Repair

Catch Basin Cleaning

Line Construction/Repair

Street Sweeping

Leaf Collection

Drainage Ditch Cleaning

Pavement Infrastructure Repairs

Cold Patch/Pothole Repair

Crack Sealing

Chip and Seal

ROW Mowing

Street Sign Repair/Replacement

Traffic Signal Maintenance

Historic Light Post Maintenance

Fleet Preventative Maintenance

Tree Trimming/Maintenance

Fundamentally, road maintenance crew staffing levels are driven by three factors including
core in-house maintenance responsibilities, seasonal fluctuations in workload, and service
standards. The Road Department’s core responsibility is to ensure that St Marys’ roadways
are safe for travelers. In the winter time, this is accomplished by completing designated snow
and ice removal routes. In the summer time, Road Department crews maintain and repair
roads and storm sewer infrastructure, traffic signs, road markings, and traffic lights. These
are the Department’s core responsibilities.

In addition, the Road Department crew maintains the stormwater infrastructure, which
includes street sweeping, leaf collection, Right of Way (ROW) mowing, catch basin cleaning
and repair, and ditch maintenance.

The Road Department crew also includes two full-time labors who are responsible for
conducting sanitary sewer line repairs on a part-time basis (50% of time). The remainder of
their time is dedicated to Road Department crew support.

The Road Department has lost three full-time employees since 2011 with no fundamental
adjustment in service level or re-prioritization of work. The Road Department seeks to meet
the same frequency and level of maintenance that it was able to complete with additional staff
while also taking on additional responsibilities for stormwater infrastructure maintenance. This
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is not sustainable and, as a result, the approach to core responsibilities and the staffing
structure must be amended to more effectively manage existing workload.

RECOMMENDATION 30: Create a designated two-person complaint response crew.
One of the chronic issues affecting the Road Department’s ability to complete preventative
maintenance is a growing emphasis on completing complaint-driven work. It is obviously
important to address complaints from residents, especially if the issues in question could
potentially impact public safety. However, the Road Crew has developed a practice of
deploying its entire crew to respond to issues, which is not only inefficient, but draws limited
resources away from core preventative maintenance work.

Good customer service requires a timely response to complaints; however, by designating a
two-person triage crew to respond to most complaints, the Department will be able to
efficiently address most issues while limiting the amount of staff deployed to address
complaints. In the event that a complaint requires more than a two-person response, the
complaint crew can assess the issue in greater detail so that repairs can be incorporated into
the daily work planning process.

RECOMMENDATION 31: Convert one position to a working foreman position with work
crew management and direction responsibilities.
As discussed above, currently the Road Department is technically staffed with two supervisors
– a Roadmaster and an Assistant Roadmaster. However, in practice, the Assistant
Roadmaster does not engage in direct crew management or supervisory responsibilities. The
absence of second working supervisor limits the flexibility of the Road Department.

Though many jobs require that the entire Road Crew be deployed on a job, many do not. By
developing a formal working foreman position with direct, daily crew management
responsibilities, the Road Department will be able to split its staff into two distinct work crews
– one managed by the Roadmaster and one managed by the Working Foreman. This will
allow the Department to more efficiently utilize the limited resources available to meet
preventative maintenance responsibilities.

The following figure summarizes the recommended staffing configuration for the Road
Department.

Figure 13: Recommended Road Department Organization Structure
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Stormwater Management
RECOMMENDATION 32: Designate a two-person sewer crew with primary responsibility for
street sweeping and leaf collection.
As previously discussed, one of the core responsibilities of the Road Department Crew is to
maintain transportation infrastructure. This is especially important during the warmer months
of the year – March through November. However, each spring and each fall, the entire Road
Department Crew is drawn away from core infrastructure maintenance work to conduct six
weeks of street sweeping and six weeks of leaf collection activities. This draws limited
resources away from core infrastructure maintenance responsibilities.

Based on the current standard of service, residents can either bag leaves or blow them into
the gutter, where they will be collected by Road Department crew members using a vacuum
truck. Because of the different disposal options available to residents, the Road Department
must deploy its entire crew to manage these two processes.

In addition to the Road Department’s eight front-line laborers, the Department is staffed with
two Equipment Operators who are partially funded through the Sewer Fund. The primary
responsibility of the sewer crew as it relates to the sanitary sewer system is to perform sanitary
sewer line repairs, system inspections via camera inspection trucks, and preventive
maintenance such as debris and root clearing. Given that the two person sanitary sewer crew
is available to perform General Fund work, and considering the interaction between the
sanitary and stormwater infrastructure systems, it is reasonable for the Department of Public
Works to designate the sewer crew as the primary work crew responsible for leaf collection,
with direct support from seasonal positions.

This recommendation, however, includes two major caveats. First, the recommendation
cannot be implemented without amending seasonal employees hire and termination dates.
Second, this recommendation cannot be implemented without the implementation of process
improvements that ultimately serve to reduce the number of staff that needs to be assigned
to each task to effectively complete the work.

RECOMMENDATION 33: Hire traditional seasonal employees with staggered start times.
Currently, the Road Department hires between five and six seasonal employees each year
whose job is to augment and support the Road Department Crew. These seasonal employees
are typically college student who work during their summer break, and therefore are not
traditional seasonal employees. Currently, seasonal employees start in early spring and are
therefore available to assist with the City’s street sweeping program. However, the budgeted
hours for the seasonal positions are expended by the time leaf collection season is initiated
(October through November). As a result, the Road Crew is needed to implement the leaf
collection process. The fall is also a critical time to finalize chip and seal repair and
transportation infrastructure repairs before the onset of winter. The seasonal requirements of
the leaf collection season and the transportation infrastructure repair process are in conflict
because the majority of the Department’s full time staff are needed to implement the leaf
collection schedule.

By maximizing the utility of true seasonal positions, the Road Department can spend a greater
amount of time focused on core transportation infrastructure maintenance responsibilities. By
staggering the start time of seasonal employees to ensure that seasonal employees are
available to staff the leaf collection process, the Road Department can still dedicate full-time
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staff resources to road maintenance responsibilities. Seasonal employees, which are
generally unskilled labor positions, can then support leaf collection activities.

RECOMMENDATION 34: Assign seasonal positions to complete right-of-way mowing.
Right-of-way mowing is an important activity in that it ensures that the stormwater collection
and conveyance system operates efficiently. It maximizes the amount of stormwater that flows
into the conveyance system and limits flooding on both roadways and private properties.

Currently, the Road Department completes right of way and ditch mowing services once per
year, typically during the late spring/mid-summer period (e.g., June/July). The practice is to
deploy half of the Department’s full-time staff (five to six FTEs) to complete these activities.

Though right-of-way mowing is an important preventative maintenance activity for stormwater
management, the Road Department’s primary focus must be that of transportation
infrastructure maintenance. Deploying full-time equipment operators to complete right of way
mowing not only draws focus away from road maintenance during warm weather months, but
it deploys skilled equipment operators to complete relatively unskilled work. This is an
inefficient use of full-time staffing resources that impacts the Department’s ability to effectively
complete core transportation infrastructure maintenance functions.

Though it is recommended that seasonal employee groups be divided into two distinct groups
(a spring and a fall group), there will be overlap periods during the summer when five to six
seasonal positions are available. Given that seasonal positons are necessary to augment
and support the Road Department’s seasonal workload fluctuations, considering their
availability during the peak grass growing season, and taking into account the need for the
Department to deploy limited full-time resources to core preventative maintenance
responsibilities, it is prudent to assign all right-of-way mowing responsibilities to traditional
seasonal positions, as noted in the previous recommendation. This will allow the Department
to more efficiently deploy its full-time, skilled equipment operators to core road maintenance
responsibilities.

RECOMMENDATION 35: Standardize the leaf collection and disposal process to reflect bi-
weekly, leaf bag collection services.
The City of St. Marys provides weekly leaf collection services to all residents during the fall
leaf drop, which typically ranges from October through November. Residents can either blow
leaves to the edge of their property, into ditches or to the curb and gutter, or they can place
standard Kraft paper landscape bags at the curb for the collection by Road Department staff.
For those situations where residents blow leaves to the curb, the Road Department utilizes a
vacuum leaf collection truck, which requires a staff of three to safely operate. Another crew
of between two and three FTEs is deployed to collect bagged leaves and yard waste and
deliver to the landfill.

There are two fundamental problems relating to this approach to leaf collection. First, and
most important, the lack of standardization is inefficient. It requires that the City maintain two
discrete collection processes which ultimately require that the majority of the Department’s
full-time staff be deployed for leaf collection October through November. Again, this approach
draws the Road Department’s full-time equipment operators and laborers away from core
transportation infrastructure maintenance work during the last two months of the year where
weather conditions permit such work.
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Second, the process of blowing leaves to the curb for collection generates additional work for
the City’s Road Department and Sanitary Sewer Crew. Leaves that are blown into the gutters
make their way into the conveyance system, creating stormwater system blockages that must
be cleared by Road Department staff.

Though each of the City’s approaches to leaf collection are commonly applied approaches,
the landscape bag collection method requires the fewest staff to manage. Moreover, by
eliminating curbside leaf collection, the City will limit the amount of additional labor hours that
must be committed to clearing leaves from the stormwater collection system.

RECOMMENDATION 36: Consider creating a stormwater management utility (SMU) to fund
stormwater capital investment and quality management requirements.
Compared with impervious surfaces such as pavement or rooftops, pervious surfaces such
as meadows and woodlands absorb and filter rainfall and reduce runoff. When meadows and
woodlands are developed, the increase in impervious surfaces increases the amount of runoff
that occurs when it rains. This increase in runoff can overwhelm waterways, causing erosion,
localized flooding, and property damage.

Pervious and impervious surfaces collect pollutants, such as automobile oil, grease, sediment,
bacteria from animal waste, excess nutrients and pesticides, and deposits from airborne
pollutants. Stormwater runoff with high concentrations of these pollutants may enter nearby
drinking water supplies and waterways when it rains.

In response to this environmental issue, the EPA and the Pennsylvania Department of
Environmental Protection (DEP) have established regulations regarding Stormwater
Discharges from Municipal Separate Storm Sewer Systems (MS4). MS4 regulations require
that the City implement a stormwater management program to control both quantity and
quality of stormwater runoff into streams and rivers.

The City of St. Marys Road Department is responsible for maintaining the stormwater sewer
infrastructure. Its major stormwater programs include the leaf collection, right-of-way mowing,
and street sweeping programs, each of which is recognized as a stormwater management
best management practice (BMP) by the Environmental Protection Agency and the American
Public Works Association.

In addition, the City is responsible for developing and maintaining a separate sanitary storm
sewer infrastructure system, which must be maintained in accordance with MS4 regulations.
The City has so far absorbed the responsibilities of the MS4 infrastructure development and
maintenance into the General Fund budget and workload of existing Road Department
personnel.

Though it is common practice to absorb stormwater management as a General Fund
responsibility, many communities in the United States have created stormwater management
utilities to generate a separate revenue stream committed to stormwater quality control,
system maintenance and operations. In addition, communities in Pennsylvania have also
begun adopting stormwater utilities. Larger cities, like Philadelphia, have dedicated
stormwater utility funding mechanisms, as do the cities of Lebanon and Harrisburg,
Pennsylvania.
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There are multiple approaches to developing a stormwater management fee structure;
however according to the EPA, the ERU method (also known as the Equivalent Service Unit
or ESU method) is used by more than 80% of all stormwater utilities in the United States. It
bills an amount proportional to the impervious area on a parcel, regardless of the parcel’s total
area. It is therefore based on the effect of a typical single family residential (SFR) home’s
impervious area footprint.

Under the ERU model, a representative sample of SFR parcels is reviewed to determine the
impervious area of a typical SFR parcel. This amount is called one ERU. In most cases, all
SFRs up to a defined maximum total area are billed a flat rate for one ERU. In some cases,
several tiers of SFR flat rates are established on the basis of an analysis of SFR parcels within
defined total area groups. A tiered SFR flat rate approach improves the equitability of the bills
sent to homeowners. The impervious areas of non-SFR parcels are usually individually
measured. Each non-SFR impervious area is divided by the impervious area of a typical SFR
parcel to determine the number of ERUs to be billed to a parcel.

Given the City’s existing stormwater management related programs, and considering the
anticipated increase in the demands of MS4 regulations, the City of St. Marys should consider
developing a stormwater utility to fund the City’s stormwater management program.

While it may be possible to develop a program with exemptions for certain properties, the
program design will ultimately require legal review before implementation to ensure that is
complies with all applicable laws and regulations.

Snow and Ice Removal
In the City of St. Marys, snow and ice removal is a significant winter time responsibility of the
Road Department work crew. According to the National Weather Service, the City of St. Marys
receives average annual snowfall of 79 inches compared with an average snowfall of 45
inches in other Pennsylvania cities.

The City of St. Marys snow and ice removal workload is also relatively unique. In 1991,
residents of the City of St. Marys and Benzinger Township voted to merge and create a
consolidated City. The result of that merger is that the City of St. Marys, in its current iteration,
includes elements that are both small town/urban and rural, with total center line miles
exceeding 76 miles. Following the merger, the new City of St. Marys adopted the snow and
ice removal route system that had existed in Benzinger Township.

That snow and ice removal approach included between 13 and 18 snow plow routes,
depending on staff availability. The Road Department still attempts to meet this standard,
though the maximum number of routes that can be operated at any one event is 10 because
of staffing limitations. With 10 active routes, the Road Department indicates that it is able to
clear the City once every four hours. Though this approach to snow plowing has served the
City well, the merger of the City and Township, and the reduction of staffing in the Road
Department, calls for a revised approach to snow and ice removal.
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RECOMMENDATION 37: Require employees to respond to call out during a snow and ice
event.

RECOMMENDATION 38: Create a two-shift snow and ice removal staffing plan.
Currently, there are 11 FTEs available to staff snow plow routes, including the Roadmaster.
In practice, this means that at maximum staffing, the Road Department is able to staff 10 snow
plow routes at a given moment. This is their goal.

During a snow event, the Roadmaster begins the call out process to trigger employees to
report to the Road Department garage to staff a snow plow route. The number of routes that
are staffed is dependent on the number of employees who answer the call and report to the
Department. Those employees who report for duty staff snow plow routes until they feel they
reach a point of fatigue, at which point they are allowed to finish work for the day and go home
to rest. This decision is left to each employee’s discretion.

There are two fundamental issues impacting the Department’s ability to meet the established
snow and ice removal schedule. First, because the call out process is not consistently
adhered to, the Roadmaster has no way to accurately predict and plan how to respond to a
particular snow event. In nearly every instance, a Department has advance warning of a snow
and ice event which provides ample opportunity for snow and ice removal employees to be
prepared for a call out. However, the snow and ice removal process must also ensure that
employees are able to get adequate rest.

The current practice is for snow and ice removal employees to staff routes until they are too
fatigued and they are then given the discretion to go home. This means that the Department
operates a continuous shift with regularly changing staffing levels. This is not only onerous
from a route planning and response perspective, but potentially unsafe.

Typically, the local government best proactive is to deploy snow and ice removal crews under
a two shift system, whereby one crew works a specified number of hours (typically eight to
12) and at the end of their shift they are relieved by another crew who then works another
eight to 12 hour shift. This allows adequate time for employees to rest and ensures that a
department has a predictable staffing level.

RECOMMENDATION 39: Develop a formal snow and ice removal plan to reflect existing
staffing resources and a two-tiered urban and rural service standard.
Implementing a dual shift snow and ice removal deployment plan will require that the
Department develop a five route snow removal plan. Though this appears to be a significant
reduction in service from 10 potential routes to five, in reality, the service impact could be
limited if implemented thoughtfully. This is due to two primary factors. First, because of the
existing employee call out procedures, the Department seldom meets a 10 route service
standard. Second, following the 1991 merger of Benzinger Township and the City of St.
Marys, the snow and ice removal route plan was not reconfigured to reflect a fundamentally
different service profile.

The configuration of the City includes two distinct service areas, one urban, more densely
populated and highly utilized, and one rural, containing a combination of paved and unpaved
roads. The Road Department has attempted to provide the same level of service in each area
of the community; however, with reduced staff it is not possible to maintain the target level of
service for 76 center lane miles of roadway under a 10 to 13 route plan.
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Given the City’s configuration and the population concentration in the small town/urban area,
the City has an opportunity to create a two-tiered, priority-based snow and ice removal
process that reflects different targets for the urban and rural service areas. Those targets
should be based on the following priority service areas, which are reflective of APWA best
practices:

 Priority 1 – Major arterials and thoroughfares – urban and rural areas
 Priority 2 – Minor arterials and collectors – urban area
 Priority 3 – Minor arterials and collectors – rural area
 Priority 4 – low volume residential – urban and rural area

Revising the snow plow routes will require a concerted effort from Department leadership and
the Roadmaster to develop an efficient new route system and snow removal process. The
City is also fortunate to have a highly capable GIS technician on staff who can assist with the
route planning and design process. This expertise should be leveraged, in addition to the
Roadmaster’s extensive institutional knowledge and practical experience, to develop a re-
prioritized snow and ice removal plan for the City of St. Marys.

Appendix D is the current snow plan for Cranberry Township, which can serve as a good
template when developing a plan for St. Marys.

Fleet Management and Maintenance
The City of St. Marys, including the Volunteer Fire Department, maintains a rolling stock of 60
vehicles and apparatus. The following table summarizes the number of vehicles in service in
each Department.

Table 76: Vehicle Inventory

Department Number of Vehicles
Department of Public Works 33
Fire Department 9
Wastewater Treatment 7
Police Department 6
General Government 5
TOTAL 60

RECOMMENDATION 40: Contract for preventative fleet maintenance.
Each department is responsible for their own fleet maintenance agreements with local service
providers, which range from local mechanics to car dealerships. However, there are varying
approaches by department.

For example, the Police Department does not complete any in house maintenance. In the
Road Department, however, an equipment operator serves as the Department’s part-time
mechanic responsible for regular service and preventative maintenance (e.g., oil changes, tire
rotation) on a biannual basis.

The practice of deploying an equipment operator as a mechanic for the Road Department
presents some significant operational drawbacks. First, as previously discussed, the
Department of Public Works, and specifically the Road Department, has limited staff
availability. The practice of regularly drawing the equipment operator away from the field to
compete fleet maintenance further exacerbates that staffing shortage. Second, the
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Department of Public Works has attempted to implement a bi-annual preventative
maintenance schedule. Given the wear and tear placed on heavy use vehicles and equipment
in the Road Department, this is not a sufficient preventive maintenance schedule, especially
given that regular preventative maintenance is the most important contributor toward
maximizing the useful life of rolling stock. It is recommended that the Road Department fully
contract for the all regular and emergency fleet maintenance work.

RECOMMENDATION 41: Implement a fleet management module as part of the work order
system to monitor full life cycle cost and utilization rates.
Currently, the City employs a decentralized approach to fleet maintenance. The current City-
wide budget for fleet maintenance includes approximately $123,000 for all departments
(excluding the Crystal Fire Department) for vehicle maintenance services and parts. This
budget figure does not include the labor time required to maintain labor agreements, nor does
it include the labor time expended in the Department of Public Works. Moreover, the budget
and expense and budget data available does not differentiate between contacted labor costs
and the cost of parts and supplies. Therefore, the level of detail in available data is not
sufficient to differentiate whether the City is achieving actual savings by contracting for fleet
maintenance rather than staffing an in-house mechanic.

In the area of fleet management, reliable data is necessary to make informed decisions about
staffing levels, vehicle selection, surplus salvage plans, and vehicle pooling opportunities. For
example, to determine whether it is time to fund the replacement of a given vehicle or piece
of equipment it is necessary to evaluate the total cost of maintaining that equipment in its
current state. One must not only consider the cost of parts, but fully burdened labor expenses
(in-house and contract) as well.

In St. Marys, this is done to different levels of detail depending on the department in question.
For example, the Police Department monitors individual vehicle expenses closely and utilizes
that data to inform replacement decisions. By contrast, the Department of Public Works does
not track this data in detail, largely because staff time is not sufficient to do so and the
necessary systems to track such data must be built from scratch.

One of the most commonly applied methods to monitor, analyze, and control fleet
expenditures is to implement an electronic fleet and fuel management system that tracks the
life cycle costs of maintaining a vehicle. In a 2011 survey conducted by Government Fleet
Magazine, 87% of public sector fleet managers reported utilizing some sort of electronic fleet
management system.

Development of a centralized fleet and fuel management system will allow the City to maintain
a central inventory of vehicles/equipment and, using system analytical tools, regularly analyze
both ownership costs and utilization. An integrated fleet and fuel management system will
also allow the City to better manage preventative maintenance programs and workload by
monitoring vehicle mileage and automatically scheduling preventative maintenance; identify
and analyze high-cost vehicles; develop reports for regulatory compliance; monitor vehicle
use and fuel consumption; and establish vehicle replacement cycles.

Once baseline inventory data is established, it can be compared to projected asset lifecycles
(an analytic feature of many fleet management systems) and five to seven year replacement
cycles can be developed, which will better equip the City to evaluate organizational fleet needs
and evaluate financing options necessity to keep its fleet within life-cycle.
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It is important to note, however, that it will be a costly and time consuming project to implement
a work order and fleet and fuel management system. It is recognized that this will take time
to develop and effectively incorporate into City work processes. However, in the meantime,
the City can begin the process of collecting, documenting and analyzing the full ownership
cost of each vehicle. This can be accomplished through the development of a simple
spreadsheet that tracks contracted labor costs, fuel costs, part costs, in-house labor costs
(hours worked multiplied by a fully-burdened labor rate of salary and benefit expenses),
annual and seasonal mileage, and vehicle downtime. This data can then be used to evaluate
vehicles and equipment replacement needs and will serve to inform decisions regarding
contracted fleet maintenance relationships.

This approach has been successfully used in other communities to apply a data based
methodology to help department leaders evaluate fleet and equipment replacement needs.
The City of Appleton, Wisconsin, for example, evaluates each vehicle on an annual basis and
assigns points for evaluation factor, such as age, type of use, maintenance cost, and vehicle
availability. The specific rating factors used in Appleton are included as Appendix E. The sum
of those points helps the Department determine which vehicles should be scheduled for
replacement and which should remain in service. The following table summarizes the City of
Appleton’s fleet evaluation rating key.

Table 77. City of Appleton, Wisconsin Fleet Replacement Evaluation Key

Point Condition Action

0-17 Excellent Do not replace

18-22 Good Revaluate in one year

23-27 Satisfactory Qualifies for replacement if budget can afford

28 + Poor Needs priority replacement

Refuse, Recycling, and Leaf Collection
RECOMMENDATION 42: Assess a service fee for residential recycling.
In the City of St. Marys, refuse collection is provided by multiple contractors. The City of St.
Marys Municipal Code permits private residents and property owners to contract with an
authorized vendor under contract with the City or a private collector. The City does not have
a contract with a designated service provider and as a result, each individual property owner
is responsible for contracting with one of the refuse haulers providing service in St. Marys.
The terms of each contract are left to the discretion of the property owner and the waste
hauler, though restrictions regarding collection frequency, container type, and the items that
can be disposed of legally (e.g., type of waste) are defined in City ordinances.

The City is mandated by the Pennsylvania Department of Environmental Protection (DEP) to
provide residential recycling service. The City contracts with Elk Waste Services to provide
curbside recycling of clear glass, newsprint and aluminum cans. The total cost to the City for
private residential recycling services is approximately $63,000 per year. In addition, the City
owns and maintains the two recycling trucks used by Elk Waste Services to provide residential
recycling services. The City includes the Elk Waste Services contract as a General Fund
expense. It does not bill residents a recycling fee.

In addition to the leaf collection service provided each fall by Road Department crews, the
City also maintains a contract with Woodbed Inc. services to allow residents to drop off yard
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waste, garden branches, and brush at Woodbed’s designated compost site. The cost of this
contract is approximately $30,000 per year.

The DEP requires that the City provide both recycling service and composting opportunities
for municipal residents. In response to this unfunded mandate, many communities across
Pennsylvania have assessed resident fees to cover the cost of the service. One such
community is DuBois, Pennsylvania, one of St. Marys’ regional neighbors.

Assessing such a fee in St. Marys will allow the City to fully fund the cost of the program while
ensuring that limited General Fund resources are applied to general government functions
(e.g., infrastructure maintenance), rather than specialized enterprise operations.

As an alternative, the City may choose to convert its lead collection program into a pay as you
throw system, whereby residents would be required to purchase biodegradable leaf collection
bags from the City at a unit cost set to recover the cost of providing the collection service and
composting the organic waste at a DEP approved facility. This would also increase the
likelihood of the City receiving Pennsylvania Recycling Performance Grants, which are ties to
community recycling and composting practices.

The primary issue currently precluding the City from receiving a Recycling Performance Grant
is that the City does not collect bundled leaves and twigs. As such, the leaf and yard waste
collection program should be expanded to include collection of bundled branches. It will be
important, however, for the City to establish and enforce limitations on the size and weight of
the bundled branches. The cost of this program should be included in the total fee calculation.

RECOMMENDATION 43: Consider issuing a Request for Proposals (RFP) to consolidate
refuse, recycling, and yard waste collection under one contracted service provider.
The current practice of permitting residents to contract independently with a refuse hauler
offers some value in that competition among small scale refuse haulers limits growth in the
fee amounts charged to residents by said haulers. It also limits the amount of administrative
oversight required on the City’s part. However, the approach offers limits as well.

The City does not have an overarching agreement with the refuse haulers offering service in
St. Marys. As a result, it does not have the mechanisms in place to monitor how refuse is
collected and where it is processed for disposal. It is therefore difficult to enforce regulations
designed to maintain sanitary conditions and limit the potentially negative environmental
implications of inappropriate disposal practices. The current approach limits the City’s ability
to establish and enforce a consistent standard of service. In addition, the practice limits the
City’s ability to consolidate services (refuse collection, recycling, etc.) and achieve savings
through economies of scale.

It is common practice for municipalities across the country and in Pennsylvania to contract for
refuse, recycling, and yard waste collection services. For example, the City of Dubois, PA,
south of St. Marys, contracts for sanitation collection and disposal services, as does Cranberry
Township, Pennsylvania, another of the City’s benchmark communities. By issuing an RFP
for consolidated refuse, recycling, and yard waste collection under a consolidated contract,
the City may be able to improve the consistency and quality of services provided to residents,
and streamline collection operations. Issuing an RFP allows the City to evaluate the cost
implications of service improvements and accurately compare them against current service
costs. For example, currently, the City is not eligible for DEP 902 Recycling grant revenue
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because it does not offer a curbside yard waste collection service. Such a service could be
included in a broader sanitation and recycling RFP as a mechanism to divert organic materials
from landfills and improve service to residents.

Wastewater Treatment
The function of the wastewater treatment facility is to treat, test, and discharge all sanitary
sewage waste generated by residential, commercial, and industrial customers in the City of
St. Marys that do not utilize septic treatment systems.

The waste water treatment plant (WWTP) is managed by a Plant Chief Operator, which is
responsible for overall system compliance and management. The Chief Operator is
responsible for managing one pre-treatment coordinator and six certified plant operators. The
Department is also staffed with an Assistant Plant Operator who serves as the maintenance
lead.
As summarized in the table below, a comparison of WWTP staffing levels in those benchmark
communities where data was available shows significant variation in the staffing level of each
WWTP; however, the staffing level in St. Marys is comparable to that of Sandy Township and
Logan Township.

Table 78. WWTP Staffing Comparison

More importantly, a review of St. Marys’ WWTP operations indicates that the WWTP is
appropriately staffed to meet workload demands. With current staffing levels, the WWTP is
able to staff two shifts of operators if necessary and is freely available to deploy resources
toward critical preventative and emergency system repairs. This ensures that the WWTP
assets are appropriately maintained. The Department is also adequately staffed to meet
mandated testing and reporting requirements of the pre-treatment, treatment, and post
treatment solids disposal processes.

This is particularly important in St. Marys because of the high volume of industrial customers
who discharge heavy metals into the sanitary sewer system and the small outfall stream that
receives treated wastewater. These factors necessitate a rigorous testing process to ensure
that the City does not exceed its DEP-enforced discharge restrictions, which would result in
DEP findings and fines.

RECOMMENDATION 44: Adjust sanitary sewer fees to include collection and conveyance
system infrastructure repair expenses.
The most significant area of concern for the sanitary sewer operation is that of inflow and
infiltration. Inflow and infiltration are terms used to describe the ways that groundwater and
stormwater enter the sanitary sewer system. Inflow is water that is dumped into the sewer
system through improper connections, such as downspouts and groundwater sump pumps.
(Sump pumps that pump only laundry water or other sanitary wastes are not a problem.)

Jurisdiction Water/Sewer Department Staffing

City of St. Marys 6 FTE

Bald Eagle Township 1.75 FTE

Cranberry Township 15 FTE

Logan Township 5 FTE

Sandy Township 5 FTE
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Infiltration is groundwater that enters the sewer system through leaks in the pipe. All of this
water is called "clear water" (although it may be dirty) to distinguish it from sanitary sewage.
The City of St. Marys WWTP experiences an average inflow and infiltration rate of over 60%,
which is significant for an MS4 separated stormwater system. This means that the sanitary
sewer system contains a combination of damaged underground infrastructure, which allows
for groundwater infiltrations and/or inappropriate connections into the system whereby
downspouts are connected directly to the sanitary sewer system. This creates an influx of
clear water at the treatment facility during rain events. This is a significant risk for DEP fines
because the City is not permitted to bypass the waste water treatment process because the
WWTP discharges into a small stream.

The City has recognized this issue and is currently in the process of concluding smoke testing
to identify areas where system repairs must be made to mitigate the inflow and infiltration rate.
Once completed, this smoke testing process will serve as the basis for determining capital
investment needs in the sanitary sewer system. These investments will need to be funded
though the sanitary sewer rate structure or through assessments on property owners whose
downspouts are inappropriately tapped in to the sanitary sewer infrastructure.

A table summarizing the sewer rate and billing structures of each of the City of St. Marys
benchmark communities is included as Appendix F. However, it is important to note that the
most important consideration in the rate setting process are the City’s projected expenses and
capital investment requirements.

RECOMMENDATION 45: Evaluate the opportunity to develop a combined water and sewer
operating authority.
Currently, the City of St. Marys operates with a separate Water Authority and a separate
Sewer Authority. The Sewer Authority, which is responsible for wastewater collection,
treatment, and disposal, is organized as a unit of the Department of Public Works. Employees
assigned to the WWTP are City of St. Marys employees. The Sewer Authority Board is a
policy advisory board, which is appointed by the Mayor and City Council. The Sewer Authority
Board has responsibility for making recommendations to the Mayor and City Council for
consideration and approval.

The St. Marys Water Authority is a financing and construction authority. The Water Authority
is led by an independent board. Water Authority employees are not City employees, but rather
report to an Executive Director, who is appointed by the Water Authority Board.

The City of St. Marys Water Authority did not participate in the EIP process and, as result,
details regarding the opportunities for shared services or inter-entity collaboration are not
available. However, there may be opportunities to study, as a Phase II EIP project, the
potential value of creating a consolidated Water and Sewer Operating Authority.

Water and Sewer operations are distinct in many ways. For example, the wastewater
treatment process is fundamentally different from the water treatment process. However,
there are many operational overlaps as well, especially in the areas of collection and
distribution infrastructure management, and facility maintenance. For example, the practices
and skill sets required to repair and replace sanitary sewer lines and water mains are
comparable. Similar work processes, similar skill sets, and similar tools/equipment are
required. In the facility maintenance areas, both wastewater and water treatment operations
involve complex systems and equipment that require specialized preventative maintenance
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and repair. Consolidating the line and facility maintenance functions may offer an opportunity
to multiply the resources available to maintain both the wastewater and water treatment,
collection, and distribution infrastructure.

Creating a distinct, consolidated operating authority may also result in the opportunity to
leverage both dedicated revenue sources to obtain better interest rates on debt issued to
address infrastructure repairs. This may be a particularly valuable benefit from the City’s
perspective if the sanitary system smoke testing process demonstrates a need for significant
near-term capital investment.

Considering these potential opportunities, it is recommended that the City seek the Water
Authority’s participation in an assessment to determine whether creating a consolidated water
and sewer authority would generate operational or financial benefit for the City and the
authority. This study should be pursued as a Phase II EIP project.
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Conclusion

The purpose of the Early Intervention Program is to establish short term and long term
financial and managerial objectives that will strengthen the fiscal capacity of the St. Marys
government. The City of St. Marys is fortunate to have a solid foundation upon which to
develop additional best practices and strategic priorities to maintain its firm footing.

It is important to note that the organization is to be lauded for the significant value that it has
delivered to St. Marys residents under constrained budgets and steady reduction of staffing
resources. Staff involved in this review were committed to providing quality service to the
residents and business owners of the community and that commitment shows in the work that
they perform on a daily basis. The recommendations included in this report were developed
to build on the City’s foundation of service to the community and further enhance the level of
service and the efficiency and effectiveness of operations.

There are many areas across the City where St. Marys performs well. The fact that the City
decided to undertake this study represents a strong commitment to learning and improving.
Using this report as a guide, St. Marys can now further improve its operations and services.

Implementation of these recommendations will take time and hard work to be successful. The
challenge to the City is to make the decision to implement needed changes and to complete
implementation. Given the City’s resource constraints, prioritization of these
recommendations and thoughtful, planned implementation are needed to ensure resources
are expended prudently.
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