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Honorable Paul Krekorian, Chair
Budget and Finance Committee
City Clerk, City Hall Room 395
Los Angeles, CA 90012

ATTN: Erika Pulst, Legislative Assistant

Dear Councilmember Krekorian:

The Department of Recreation and Parks (RAP) respectfully submits this letter to assist your
Committee in providing a deeper explanation of RAP's budget. In order to understand this
budget, the Council and your Committee must look at the fundamental structural changes that
have occurred to RAP's budget over the past seven years. During this time, a City policy shift
occurred that affected both RAP and the Library Departmental budgets. It must be noted all
RAP monies are "people dollars" used to enhance quality of life, resident programs helping to
keep people active and healthy, and youth programs designed to build strong citizens and,
thereby, encouraging youth against gang activities. The Department must be viewed as the most
non-threatening public social service agency in the City of Los Angeles and a critical arm of
public safety,

Summary

The Board of Recreation and Park Commissioners understands that the City has been in a dire
financial crisis since Fiscal Year (FY) 2007-08 and the need exists to effect tactical solutions
armually to address the City's structural deficit. While tactical decisions are critical in effecting
immediate reductions, these decisions will most assuredly affect all future operations. It should
be noted that I was one of the few General Managers that openly supported the Early Retirement
Incentive Program (ERIP). I did this as I had extensive knowledge and practical experience with
the Federal Government when the military was faced with drastic cuts in funding which
necessitated the Base Realignment and Closure (BRAe) program, Also, ERIP provided a more
sensible program to reduce personnel costs while maintaining the dignity of the exceptional
employees of our City. As an aside, the City benefitted from BRAC with the addition of a long
term lease for land associated with the former Air Force Base at both Fort McArthur and Whites
Point Nike Site. Over the past few budgets, there have been many questions directed at RAP as
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to why cuts have had to be made, such as a reduction in pool hours or elimination of year-round
pools, program reduction/elimination or fee increases (such as community gardens). A complete
list of programs that have been reduced or eliminated is provided as Attachment A. These
reductions are a direct result of budget decisions necessitated by the worst recession in our
country's history.

Since FY 2007-08, RAP's discretionary budget (that portion of the budget which provides
programs and services) has been effectively slashed from 100% to 67% of total funding available
(See Attachment B). This occurred through the aggressive application of a new City policy of
cost recovery for indirect costs necessary to support the direct costs of providing services to
millions of our City residents. This system of cost recovery was introduced benignly to recover
taxpayer subsidies to golf operations and parking garages. I agreed with this effort, as the RAP
General Fund should not subsidize costs that could be absorbed by the users and program payers.
Since FY 2010-11, all of our golf operations and our parking garages are fully funded by users.
There is no direct subsidy associated with our golf operations and parking garages. However,
once this process began, further cost recovery efforts for indirect costs were directed against
RAP's General Fund budgetary accounts. Since FY 2007-08, RAP's cumulative payments
toward the City'S stated deficit of approximately $800 million has been $151 million or roughly
19% of the total City deficit (See Attachment C). The Department's annual operating budget
from all sources is roughly $189 million or approximately 2.7% of the City's total budget of$7.2
billion. It should be recognized that these funds were "people dollars". These "people dollars"
went to offset costs of program participation and to maintain City-owned facilities within our
park system. The loss of these "people dollars" meant that RAP's full-time staff plunged from a
high of over 2,100 to approximately 1,400 or a 30% drop. Additionally, part-time staff dropped
from over 6,900 to approximately 3,500. The attached graphs (Attachments D and E) illustrate
the increase in RAP funding indirect costs of operations and the decrease in funding for direct
costs of operations or actual program dollars.

In addition, under another new City policy, RAP was directed to begin "self-funding" a portion
of its operational budget. This means RAP has to save a portion of one fiscal year's budget to
fund next fiscal year's budget. This amount has grown from $1.25 million (FY 2006-07) to a
proposed $7.0 million for FY 2013-14. This forces RAP into a constant "juggling act" and
eliminates or reduces programs/services during the fiscal year that were to be provided, as
approved during the budget process by the Council and Mayor.

Again, referring to Attachment A, RAP has made efforts to focus on core functions and has been
forced to make decisions to reduce or cancel those activities that although felt important and
even critical to the community, had to be reduced or eliminated as they did not fall within the
core functions of a Charter established department. These cuts were not made willingly nor
would have been made had the Department not had to absorb support costs of operations never
born by RAP in over 100 years of its history. This list is expected to grow over the next several
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years as RAP is forced to expend more funds on indirect costs. The increase this next fiscal year
alone is $4.0 million dollars for a total of approximately $47.5 million. RAP simply does not
have the long term ability to continue to finance this level of indirect cost reimbursement to the
City's General Fund nor can we continue to self-fund a portion of our own budget each year.

There is some good news; the proposed FY 2013-14 budget provides RAP some one-time City
capital funding to rehabilitate and rebuild Celes King III pool and Lincoln Park pool and to
install automated locks in restrooms. Separately from the budget process, RAP was able to
identify some one-time funding to perform deferred maintenance to improve safety and reduce
liability claims, continue some unbudgeted programs such as aquatics at Hubert Humphrey,
G1assell,and Peck pools (for FY 2012-13 only) and continue to develop new parks under the 50
Parks Initiative.

Staffing

These last few years have been tough for both the residents and the employees. Reductions in
costs have resulted in the ERIP, furloughs and layoffs. Fortunately, these tough reductions have
kept our great City solvent. Unfortunately, these reductions have been accomplished without any
ability to control the areas where employee reductions occurred. The ERIP took a whole level of
experienced and critical managers with no ability to backfill through existing City forces.
Currently, through both retirement and transfers to other City agencies, departments are losing
another level of critical managers who in normal times would be groomed to take on increasing
levels of management responsibilities. The City has also cut almost completely the influx in low
cost new employees filling the roles of apprentice or low skilled trainable and valuable future
leaders. This was a tactical decision to arrest the spiraling personnel and other employee costs
but has had and will have severe detrimental costs in both service delivery and direct costs of
doing a unit's work.

I will use only one work group in this discussion, our critical men and women who work as
Gardener Caretakers. The Department employs over 370 men and women (from a high of 551)
who fill the critical task of keeping our parks clean, green and safe for our patrons. The
Department of Recreation and Parks has projected ahead some simple facts. The average age of a
Gardener Caretaker is 52 years. Their tasks include but are not limited to: the cleaning of
restrooms, children's play pits, bike path maintenance, maintenance of our parks, etc. Using a
simple direct formula, the Department can expect to lose over 3-4% of these employees each of
the next few years further depleting our workforce who are performing critical maintenance
tasks. This not only effects RAP's operations but also has City wide implications. For example,
RAP is provided funding ($2.0 million from the City General Fund) to perform landscape
maintenance at City public buildings (non-RAP owned) but we can no longer shoulder this
burden as we simply do not have the staff to complete this work. This is especially true given
that RAP has continued to expand the number of parks, facilities and acreage which needs
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maintenance.

Additionally, cutting off the influx of new and low cost employees is driving our productive cost
per unit of work. With the reduction in workforce and using more costly long term employees
our cost per unit of work is up while our unit of work produced is down. More or increased cost
per unit of work while decreasing work actually completed results in a productivity cost death
spiral. Almost every workforce series and classification is affected by these facts. As we find
our economy getting stronger, we need to take a more long term strategic vision on our City
workforce and core functions.

Fleet Equipment Replacement and Maintenance

I would also like to bring to the attention of your Committee that RAP has been able to make
productivity gains in our maintenance of parks and facilities by "routing" our gardeners. RAP
established approximately 240 maintenance routes with assigned crews throughout the City.
Instead of having stationary assignments, crews utilize large fleet equipment (trucks, large
mowers, etc.) and small fleet equipment (small mowers, trimmers, etc.) to move from park/
facility to the next park/facility to perform critical maintenance tasks. These productivity gains
are being threatened. Due to fleet reduction mandates, RAP has trimmed its fleet to extremely
low levels and the large and small fleet equipment is aging. RAP has been informed that at least
62 pieces of equipment originally designated to be MICLA funded were pulled from the
proposed FY 2013-2014 budget. Additionally, due to reductions in Department of General
Services Fleet maintenance personnel, our equipment sits umepaired in shops. If this trend
continues, eventually staffwill not have the equipment it needs to adequately do their job.

Conclusion

Like other City Departments, RAP incurred budget reductions (positions cuts, layoffs, ERIP,
etc.) over these last several fiscal years to help close the City's budget deficit. But RAP and the
Library Department also incurred a new City policy of paying indirect/support costs which
historically were paid from the City's General Fund on their behalf. The Library Department
was somewhat assisted towards this effort with the passage of a voter approved ballot measure
which allocated a larger percentage of the City's property tax dollars to them. However, RAP
was not so fortunate and has had to absorb these costs from its operating budget at its same
property tax allocation percentage. And although RAP is one of 30+ City Departments, RAP
alone has contributed $151 million (19%) (almost one-fifth) to reducing the City'S projected
budget deficit of $800 million over these last several fiscal years through paying the
indirect/support costs.

Another new City policy directed to RAP was to self-fund a portion of its own operating budget
which is currently $3.8 million to a proposed $7.0 million in the next fiscal year. Our future
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ability to self-fund part of our own budget and pay $50+ million annually in indirect/support
costs is not sustainable. We also have a large infrastructure of facilities that is continuing to age
and the deferred maintenance list of items is continuing to grow. Something must be done to
address these myriad of issues, or RAP could be facing tough decisions on whether to continue
to provide highly subsidized community programs or to transition to a more passive park system
dependent on for-profit or non-profit agencies to provide sports and community programming,
which we don't believe any Angeleno wants to occur. We can tum this situation around but we
must be treated more fairly in the future. Our budget dollars should be treated as service dollars
to be used by our people to service the City's people. We are a critical arm of public safety and
must work together to balance community needs against fiscal reality.

Thank you for your continued support of the Department of Recreation and Parks. Should you
have any questions, please contact me or Regina Adams, Executive Officer, at (213) 202-2633.

JKM:RA:ndw

cc: Councilmember Mitchell Englander, Twelfth District
Councilmember Paul Koretz, Fifth District
Councilmember Tom Labonge, Fourth District
Councilmember Honorable Bill Rosendahl, Eleventh District
Councilmember Ed P. Reyes, First District
Councilmember Dennis Zine, Third District
Councilmember Richard Alarcon, Seventh District
Councilmember Bernard C. Parks, Eighth District
Councilmember Jan Perry, Ninth District
Councilmember Herb Wesson, Jr., Tenth District
Councilmember Eric Garcetti, Thirteenth District
Councilmember Jose Huizar, Fourteenth District
Councilmember Joe Buscaino, Fifteenth District
Gaye Williams, Chief of Staff, Office of the Mayor
Romel Pascual, Office of the Mayor
Jennie Carreon De Lacey, Office of the Mayor
Neil Guglielmo, Office of the Mayor
Barry A. Sanders, President, Board of Recreation Parks Commission
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Gerry Miller, Chief Legislative Analyst and Caretaker, Sixth Council District
Sharon Tso, Office of the Chief Legislative Analyst
Karen Kalfayan, Office ofthe Chief Legislative Analyst
Miguel Santana, City Administrative Officer
Ray Ciranna, Office ofthe City Administrative Officer
Terry Sauer, Office of the City Administrative Officer
Claudia Aguilar, Office of the City Administrative Officer
Regina Adams, Executive Officer, RAP
Kevin Regan, Assistant General Manager, RAP
Vicki Israel, Assistant General Manager, RAP
Michael Shull, Assistant General Manager, RAP
Noel Williams, Chief Management Analyst, RAP

Attachments



Attachment A

DEPARTMENT OF RECREATION AND PARKS (RAP)
LIST OF SERVICE REDUCTIONS & IMP ACTS DUE TO BUDGET REDUCTIONS

AND INCREASED PAYMENT OF INDIRECT COSTS
FISCAL YEAR (FY) 2008-09 TO 2013-14

• Elimination of all City Public Building Landscape Services (proposed for FY 2013-14).
• Elimination of Landscape Services provided to the Police Administration Building

(proposed for FY 2013-14).
• Functional Transfer of recreational and maintenance services provided by RAP at seven

(7) Housing Authority of the City of Los Angeles (HACLA) sites to non-profit or others
(RAP proposed the functional transfer of three (3) sites for FY 2013-14).

• Reduction of Clean and Safe Spaces (CLASS) Parks, recreational programming and
maintenance services at seven (7) HACLA sites.

• Reduction of CLASS Parks programming at all sites (proposed for FY 2013-14).
• Paid $151 million to City General Fund in support costs (refuse collection, utility,

pension, health care and fleet costs). These funds were previously used to provide
RAP services to City of Los Angeles residents.

• Eliminated Pedal Boat service at Balboa, Echo Park, and MacArthur Lakes.
• Eliminated Licensed Child Care services at 24 sites.
• Eliminated Therapeutic specialized services at three (3) sites.
• Eliminated all Citywide Sports Tournaments.
• Closed Observatory two (2) days per week.
• Closed recreation centers & EXPO on Sundays and Holidays.
• Closed year round pools on Mondays and shortened the summer aquatic season from 10

weeks to eight (8) weeks.
• Closed 15 year round pools for three weeks during the winter break.
• Reduced seasonal pool operations by two (2) hours on weekends and by one (l) hour on

weekdays.
• Closed Central Pool.
• Converted Peck Park, Hubert Humphrey and Glassell Pools from year round to seasonal.
• Reduced CLASS parks program from 47 to 37.
• Eliminated special event co-sponsorship (i.e. Salute to Recreation, Lotus Festival, etc).
• Eliminated staffing at all skate parks except one.
• Reduced summer bus trips for economically disadvantaged youth and eliminated senior

citizen bus trips.
• Implemented fee increases for recreation programs, facility use, and staff support.
• Reduced Ranger services to assigument at Griffith Park only.
• Reduced dedicated staff at Senior Centers (programming conducted by part-time staff).
• Consolidated and clustered recreational staff at centers (less full-time recreational staff

dedicated to each site) which lessens the hours and types of programming offered.
Page 1 4/23/2013



Attachment A

• Reduced equity programs such as Girls Play LA, and other low cost opportunities for
disadvantaged areas.

e Eliminated RAP Senior Nutrition Program and some social services.
• Eliminated the Retired Senior Volunteer Program.
• Routed maintenance staff which reduces the "presence" of RAP staff at the park which

leads to "dead park" situations.
• Reduced maintenance cleaning services provided at recreation centers! parks including:

cleaning of restrooms from three (3) times per day to one-time per day, less frequent
detailing of restrooms and buildings, removal of debris and trash, cleaning of gym floors,
walls and other areas.

e Reduced land maintenance activities at parks including: routine maintenance, cleaning of
children's play areas, refurbishment of play fields; and closure of other heavily used areas
until they can be made safe and sanitary.

• Reduced facility repairs including: roofing, lighting, electrical, graffiti removal, broken
windows, etc.

• Reduced hours of operation at region headquarters by one hour.
• Eliminated Wonderful Outdoor World (WOW) camping program.
• Reduced residential summer camp program and boys and girls camps by one day.
• Reduced hours of operation at Banning Museum and Civil War Drum Barracks by three

(3) hours a week each.
• Reduced sururner youth fishing program at Cabrillo Beach during the summer (last one

was in 2008. This was offered to day camp youth from recreation centers throughout the
City).

• Cut field supervision (recreation districts by a supervisor) from 13 to 11. Also eliminated
the Recreation Supervisor positions that specifically oversaw the services for the
Camping Division and the Senior Citizen Division. These responsibilities are now
absorbed by field supervisors effective February 28, 2011.

• Eliminated Public Restroom Enhancement Program (PREP).
• Restrooms are being cleaned once a day instead of three (3) times a day and detailing of

restrooms and buildings has become less frequent.
• Hiking and equestrian trails do not receive routine maintenance.
• Recreation facilities (interior) receive minimal maintenance (no detail cleaning).
• Hardscape stains remain much longer as we are unable to pressure wash on a regular

basis.
• Sandbox maintenance is greatly impacted as sand is screened twice a week instead of

three (3) times a week.
• Picnic areas receive minimal attention (unable to remove coals on a regular basis).
• Litter!debris remain much longer on grounds, and trash cans overflow during the

summer.
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• Harvesting of aquatic vegetation at Machado Lake has not been performed in Fiscal
Years 2008-09,2009-10, nor 2010-11.

• Motor sweeping of RAP parking lots has been reduced.
• List of athletic fields to be refurbished has been reduced by 25%.
• Line trimming and detailing of planter beds now occur on an as-needed basis instead of

weekly.
• Grading of ball diamonds now takes place on an as-needed basis instead of monthly.
• Tree work is only being done on demand and on an emergency basis. The Forestry

Division has been forced to abandon all preventative tree maintenance. This is exposing
both our staff and patrons to an increased risk due to potential tree hazards. Additionally,
due to reduced tree care staff, our backlog of tree-related emergencies has grown and our
ability to respond in a timely manner has been compromised significantly.

• Loss of pest control staff has forced us to drastically reduce our preventative gopher and
ground squirrel control operations as well as insect and rodent control services at our
recreation centers. The result has been an increase in the number of County Health
citations received by the Department.

• RAP's ability to meet its water conservation goals has been compromised due to the
reduction in trained staff to make irrigation system repairs and adjustments in a timely
manner. The delays result in a waste of water and/or loss of turf and plant material.

Page 3 4/23/2013



Attachment B

DEPARTMENT OF RECREATION AND PARKS (RAP)
FY 2013-14 BUDGET

SOURCE OF FUNDING
Percentage of

Total
APPROPRIATION FY 2013-14 Appropriation
Charter Mandated Appropriation $ 145,857,832 75.05%
RAP Self-Generated Revenue

Proposition K-Maintenance $ 2,500,000 1.29%
Reimbursement from Housing Authority $ 420,000 0.22%
Reimbursement From Harbor Department $ 5,700,000 2.93%
Reimbursement From Golf Operations* $ 9,455,721 4.87%
In-House Capital Delivery Plan $ 3,300,000 1.70%

Concessions/Facility Use Fees/Permits $ 19,967,580 10.27%
City General Fund $ - 0.00%
EI Pueblo $ 100,000 0.05%
RAP Self-Financed Revenue $ 7,044152 3.62%

TOTAL APPROPRIATION $ 194,345285 100.00%

SPENDING/EXPENDITURES
Percentage of

Total
INDIRECT SUPPORT COSTS FY 2013-14 Appropriation
Water $ 6,000,000 3.09%
Electricity $ 9,000,000 4.63%
Retirement Costs\Flex Benefits $ 30,530,948 15.71%
Trash Services $ 3,400,000 1.75%

TOTAL INDIRECT SUPPORT COSTS $ 48,930,948 25.18%

Percentage of
Total

DEDICATED FY 2013-14 Appropriation
Harbor Department $ 5,700,000 2.93%
EI Pueblo $ 100,000 0.05%
Public Buildings/PAB $ 2,124,662 1.09%
HACLA Sites $ 420,000 0.22%

TOTAL DEDICATED COSTS $ 8,344,662 4.29%

Percentage of
MANDATED FY 2013-14 Total
Cost of Living Increases (COLA) Full-Time Employees $ 2,619,227 1.35%
COLA for Part-Time Employees $ 534,710 0.28%
Brush Clearance $ 1,555,200 0.80%
Property Tax $ 36,535 0.02%
Prop K - Maintenance $ 2,500,000 1.29%

TOTAL MANDATED COSTS $ 7,245,672 3.73%

TOTAL NON-SERVICE & PROGRAM COSTS $ 64,521,282 33.20%

TOTAL RAP SERVICE &
PROGRAM FUNDING $ 129,824,003 66.80%

*Note: Golf Operations were removed from the General Fund in Fiscal Year 2010-11.

April 23, 2013
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