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Montgomery, Alabama

This report has been prepared at the request of the Superintendent of
Parks and Recreation for the City of Montgomery, Alabama. Recognizing
the need for reorpanization to bhetter perfarm the duties and responsibil-
ities of the department, the Superintendent requested the Southeastern
Regional Director of the National Recreatioﬁ and Park Association review
the department's organization and operation, and make suggestions bhased

> on these observations.

Tn order to provide some Lype of continuity, the report is developed

under five categories. These flive catepories are:

I  Administration ' PERE:
I1 Recreation Program and Leadership

III Park Maintenance and Development ‘ K
IV  Special Facilities ‘ “ ‘.}-S
\Y Summary of Recommendations

The discussion of these areas will be undertaken only to the extent that

they relate to the organization and administration of the overall depart-

mental program.

Althouph the major purpose of this report is Lo develop an orpanization

within the department which will establish better lines of communication

and c¢lficiency of operation, there are several other recommendations that
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will natually come about which may be considered secondary to the over-
all purpose. These recommendations will be found cmbodied in the first

four categories and will be summarized in the final section of the report.

1 Administration.

The City of Montgomery Park and Recreation Department has only one

administrator at the present time, and his span of control is too large

for effectivéJ3upervision. The present organization, Chart I, shows
-

thafzseven supervisors, the director of the planetarium, all office

staff, maintenance superintendent, and fifteen cénter directors, report

directly to the Superintendent of the department. It is impossible for

one man to effectively supervise this large number of people and still

be able to carry out an ever expanding number of dutics.

The department operates under the dire¢t supervision of the Mayor. A

PRy
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Park and Recreation Advisory Board, presently consisting of five members

—
-

but expected to be expanded to seven members, serves as a liaison between

the people of the community and the department. It also acts as an
- SN
advisory body to the City Commission and to the Superintendent of Parks

and Recreation. Since the Board is nly, its location on the

4,
existing organization chart is improper. ‘See Chart I. 77
’
L]

The department has, for several years, built major recreation centers
adjacent to junior high schools in the city. At the present time, there

are nine large centers which are adjacent to the junior high schools.
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Two more are to be completed by 1975. These centers are staffed with
two full-time positions and five part-time positions. The department
also operates four small centers that are on parﬁ property and not
located adjacent to schools. An addition of two small centers is also
planned. These small centers ave staffed by two [ull-time positions
and one or two part-time people. In some cases, the third person is

also full-time. A discussion of the major center program as well as

the small center program will be made under Section II of this report.

Supervisors in the department are primarily supervisors of activities , .o

e e T s e o
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rather than personnel. { Inl this capacity, they are working across the Caw'd
Agiipiiate ; ,

board with people in all centers and programs of the department;bqty” LT

take none of the superviscry load off the superintendent. This will - T

also be discussed in Section II.
v——"—-———-

The superintendent of maintenance, reporting also to the Superintendent, ha

-

considerable responsibility for personnel and equipment. Tn addition - S

“n the superintendent of the maintenance division, there are 98 persons

-ployed in this department. This is broken down into 8 crews, plus - b

-e group which works at Oak Park, and the machinery operator, who is
“or the supervision of the maintenance superintendent. A full discussion

this department's operations will he made in Scection ITT of this

‘(;'pOT't .

The department is fortumate to have 3 planetarium as part of it's
program. The planetarium director is under the direct supervision of B

the superintendent. This program, as well as the two other special




. -5 -

N facilities that are now coming into operation in the department - the

tennis center and the children's zoo area - will be discusscd in Section

Iv.

For some time now, the department has operated without the services
of an assistant director. The present organizational chart does not
even show this position although the department has had an assistant

director in previous years. See Chart T.

Recommendations

To provide better organization within the administrative section of the

department, the following recommendations are made:

..1) THé'pbsition of assistant director of parks and recreation should ~

be reinstated within the department. The assistant director should be
an experienced, qualified park and recreation professional who would be
responsible for the three major divisions that will be recommended for i
the department. The three major divisions recommended are the Division

, of,Parks,fDivision of Recreation and Special Facilities. The assistant
director would have the dircct responsibility of the éuﬁerviéinﬁr6gwtﬁé
three special facilitices which at the present time comprise the tennis
center, the plantetarium and the zoo. In addition, he would also have
under his supervisién the park division and the recreation division.
The chain of command would be from the head of any of the three special

facilities, the recreation or park divisions, directly to the assistant

director. Any decisions that cannot be satisfactorily made at this
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assipgned t¢ Lagoon Park.
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level would then go to the director of the department. Those decisions
which require the director's approval should be kept to a minimum since
the assistant director would have the overall responsibility and authority

to administer the three divisions under his supervision.

2) There should be created a position of office manager who would have
the responsibility of overseeing all office operations. Logically, this
persoa would serve as thc secretary to the director of the department and

in addition, be the person responsible for supervising all other clerks - T

and secretaries of the department. This person would report direbtlyvto

the director of the department.

3) The positions of guards, particularly at Oak Park, should be eliminated.
There are ;~eszatly five guards assigned7tb Oak Park. There are two guards
Further study may nced be required on the Lagoon

-

Park requ rements.

mine-

As far as Oak Park is concerned, there is no need for guards. éresently

there are three policemen which provide 24-hour patrol for five days a
week. The monev spent for guards cannof be justified and even should a

few thefs ncecur during the year, the small amount of money that would be

obtained from the Oak Park office would be considerably less than that

paid to the guards during the vear. The guards may have been nceded at

one time, but their use is primarily the result of political patronage

which the department has been saddled with at a considerable cost to the

citizens of Montgomery. In lieu of these guards at Oak Park, it is
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suggested that at least two additional clerk typist be employed which

will enable the department to carry out it's operations more efficiently.

4) In the expansion of the five member Recreation and ParkiAdvisoer 27

ag—

Board to seven members, it is recommended that the two new members be

sentation on, the
A ¢ /
2. Z&e

black. At the present time there is not any blacZ rep
5) The major purpose of the Recreation and Park Roard is to serve as
liaison between the citizens of the community and the departmenga The:
Board is advisory onlx& and has no policy-making poweys; however, it can
provide a very important service for the city.. All contact with the ‘_'1

department by the Board members should be with the dirgctor‘only. It

is recognized that a Beard as a unit or individually, may become. overly \

involved in the affairs of the department to the extent that it begiﬁs" \

o get into administrative functionsl Board members should be aware of

this tendency and always seek to avoid getting into administrative

functions. The point should also be made that the director of the

department has the full responsibility of cmployment and-dismissal of
all pvrsunnuip The scelection of dindividuals to be employed by the

/
department, even with a policy-making Board, rest fully with the director.;

e =T

e s
PRSI

6) To better facilitate the administrative functions of the department,
it is recommended that some remodeling be made to the present office

structure. Possible considerations were discussed with the director.

A g e
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It is not anticipated that the alterations would be financially
prohibitive. The suggestions will not bhe stated here due to the
difficulty of describing these changes without the benefit of the

facility itself.

7) There is much to be said for the employment of a qualified park
and recreation planner to develop a Master Plan for recreation and parks
for the City of Montgomery. This report deals pfimnrily with organization

and should not be considered a Master Plan.

8) The suggested organization of the depaftment is based on functions -

and is shown as Chart II.

b 11 Recreation Program and Leadership

i The present recreation program is handled primarily through the nine
recreation centers adjacent to the junior high schools and the four small

centers located on city parks. As a result of the court order, four
————

additional centers will be completed by 1975. Organized athletics comprise
- S

The recreation centers that are adjacent to the junior high schools are

staffed as follows:

*Center director, working 20 hours a week during the school year

and 40 hours per week during the summer months.

*Assistant director who is full-time, vear-round.

3

[ A
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*Arts and craft director, who is full-time, year-round.

*Two men's athletic directors and one women's athletic director

that are part-time, working 20 hours per week during the school

year and 40 hours per week during the summer.

*Recreation aide, working 20 hours per week during the school

yvear and 40 hours per week during the summer.

Thiz kind of ctalCing pattern in not in e best dnterenst of the eiffnenn

ol Montpomery.  There are several recommendat Tons which will be discuasised

in connection with the staffing pattern of the proposed recreation divislion.

LA
'

Recommendations

1) The direct:zr of the center should be on a full-time basis. There is
no justification for employing a director of a major center on a part-time
basis. A nerson that is on a part—~time basis simply cannot have the
operation »“ this program as his major emphasis. Ilis major emphasis is
going to » on his full-time job. In addition, full-time personnel have
pért—timc Qﬁérvisiﬁﬁ. A full-tiﬁo, professionally qualified park and
recreati-cocrson ab o cach of these conters as i 's director, would provide

a rremendons: boost to the park and recreation program of Montgomery.

2) The current arrangement which the City of Montgomery Park and

Recreation Department has with the school system is unparalleled as far

as can be determined.} The employment of the physical education teachers

at the junior high schools to serve as coaches of the varsity and junior
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varsity teams in the major cports of football, basketball and baseball,

is not in the best interest of the recreation program for Montgomery.

The athletic program at these junior high schools should be a part of

the junior high school program and not a part of the park and recreation
department program. The cost of this program to the citizens of Montgomery
is tremendous. The department during the 1970-71 fiscal year, paid in
salaries to the two men's physical education.teachers and the women's
physical education teacher at the junior high schools, $57,752.50.
Although these physical educatioﬁ teaqbers did provide other services;
the services rendered were minor compared to the amount of time épent,lﬂ"
in coaching the athletic teams. In addition, this program also brings
on extra expenses to the department in other ways. Since combetitibn

is through the junior- high school system, all the regulations pertaining
to the operation of the athletic program must be governed by the

association in Alabama which establishes the regulations for junior high

school play. According to department records, $5,749 was paid to officials .

during the 1970-71 fiscal year for officiating the varsity and junior

varsity games.

Other expenses also accrue to the department for this particular program.
Buses are provided at each center which are used primarily to transport
the teams from one school to another. If this arrangement is continued,
although it is certainly not recommended, it ois sugpested that a pool of
buses be kept at Oak Park and checked out as needed. This would save

considerable money each year. Each year $§9,500 is budgeted by the
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department which is given the coaches to purchase whatever they need

in the way of athletic equipment, uniforms, etc. Another added cost

i to this particular program is the fact that the men's athletic supervisor
of the department in particular, dovotes considerable amount of his time

and energy to this program.

3) It is recommended that the park and reéreation department begin the

necessary preparations to withdraw as the benefactor for the junior high

school athletic program. The schools should be notified that effective
with the 1972-73 school year, the department will no longer finance. this

program.

- 4) It is recommended that thesétaff of the recreation centers consist
of one full-time center director, one full-time assistant and one'fﬁll—‘
time custodian. The responsibility of the director would be to plan and
develop a comprehensive recreation prégram for the citizens of tbé~
community, from the youngest to the oldést, and including those who are
handicapped. The responsibilities would not only include the planmning
of these programs, but actually the face-to-face leadership of programs . _ . _|

when required, and the securing of volunteers or part-time personnel to

ansist in conducting special proprams. Each center should be piven a

sum of moncy 1o be used for the employment of part—time personncel with

special skills to conduct classes in various programs which the center

director or the assistant may not be qualified. Center directors should

be employed at a minimum starting salary of $7,200. Assistant directors
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should be employed at a beginning salary of $5,500. The schedule for

the director and the assistant director should be altered so that complete
coverage of the center could be maintained from approximately 9:00 a.m.
until 10:00 at night. This would mean that the center director would
work from 9:00 a.m. to 5:00 p.m. one woekﬂ and the assistant director
would work from 2:00 p.m. until 10:00 p.m. The next week the schedule

would be reversed.

It is suggested that the arts and crafts instructor in each center be

more than just an instructor In ceramics. If this person is to be’

continued as a f:ii-rime individual in arts and crafts, the program

should he expande: £» promote other interest as well. If this is not

> possibility, this position could possibly be filled by a part-time
rson. Another possibility is that ome arts and crafts instructor could
~#k two centers, instructing two days each week at both centers. The

‘th ¢+ could be spent alternating between the centers, thus providing

ec .. + 1in one center each week.

ki
/)
{

/-

" -4 tt- 2limination of the junior high school athletic program, the{;
~letic supervisor for men could handlé the athletics for both men aﬁd
men. This would allow the department to usce the funds now being paid

to a supervisor of athletics for women and girls to a better adantage.

Since all activity has to be scheduled around the practices and games

of the junior high school varsity teams, the women and girls are getting

less opportunities.
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5) The recreation supervisors are presently supervisors of activities.
The arts and crafts supervisor for instance, spends two davs each week
collecting moncy from Lhe ceramics program.  In addition, she must order
supplies and do other things conncétod with the ceramics program which

is by far the larger of all the arts and craft programs for the department.
Paying a person a supervisors salary to do a bookkeepers job is not good
business. It is recommended that the positioﬂ of supervisor of arts and
crafts be eliminated, as well as the positions of supeyvisor of personnel,
supervisor of women and girls éctivitics, social supervisor and playground

supervisor. The senior citizens supervisor role should be expanded and

will be discussed later. The position of assistant to the athletic supervisor

should be eliminated.

The proposed organization for the recreation division will be found in

Chart ITI. The discussion of the organization proposal follows:

A) Reading the recreation division wiil be a recreation superintendent.
Under this persons supervision, will come all the program elements of the
department, with the exception of the special facilities. It is proposed
that for better communication, supervision and programming, the city be
divided into !wo areas, East and West. Tn charpe of cach of these areas
will be an o+ a supervisor. The area supervisor would be responsible for
all of the r -.“ers and plavgrounds located in that area. The area
supervisors would be housed at the main recreation department office in
O0ak Park. However, considerable time would be spent in the field assist-
ing the directors of the centers and playgrounds. The area supervisor
would be responsible for all reports and the information flow to and from

the central office for his area. The.area supervisor would also he

oo

-w -
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responsible for initiating program ideas, in-service training, securing

the necessary supplies, etc.

B) The supervisor of athletics would be the athletic supervisor for
the entire ci;y, working in both areas. In this capacity he would plan
athletic programs in cooperation with centers, playgrounds, etc., and
arrange for competition that might be of a city-wide nature. ‘He would

be responsible for athletics for boys, girls, men and women.

C) There should be established a supervisor of special events. The
supervisor of special events would also work in both areas, planning

and coordinating activities of a city-wide nature other than athletics.
Examples of such activities might be; art shows, doll shows, musical
activities, drama, holiday celebrations, etc. This person would also

be housed at the main administrative office of the department. This
person would assist the area supervisof and center directors in develop-

ing special programs to reach all age groups.

n) The supervisor of senior citizens should become supervisor“fgr tbe
i1, handicapped and aging. The department presently has a supervisor
5t =enior citizens. It is recognized that this position shouid be main-
-~ined, but it is feit it could be expanded to include the ill and
andicapped as well. The person in this position would not be expected
to plan and conduct all programs for the senior citizens and the ill and
handicapped, but the person would be expected to assist in the planning

of activities and programs for these groups. The conducting of these

 ————
q o —



- 17 -

by the fact that there is no radio communications network established.
The addition of a radio communications system is of paramount importance..
The central control unit should be located in the administrative office
with a radio in each of the foremen's trucks. This item should receive

top priority in the next budget vear.

.

The division operates out of the central maintenance headquarters at

Oak Park. One crew is assigned to the eastern section of the city and

another crew is assigned to the western section of the cify. These crews
are respgnsible for the upkeep of all athletic fields, the building and
maintenance of any new fields, and the general upkeep of the gymnasiums ‘
and other facilities. Another crew is responsible for all landscape

work in the city. There is a crew that is assigned to cutting the grass
throughout the city while another crew is assigned to work in the nursery

for the department. Three crews are assigned to general repair and

maintenance.

i

“eccommendations A

The present m:intenance division will become the Division of Parks. ) -,g

director of !. 's division is to be the superintendent of parks. It
1l he his ful  -esponsibility to oversce the development, upkeep, and
“tenanee of a parks and buildings operated by the department. Tt is
condod that the division divide all of dire Tunctlons into two areas,

nd West, just as in the reereation division. Fach of the two areas,
. ond West, would have an arca supervisor with crews and cequipment to

handle the routine grass cutting and maintenance.operations of the department

e
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within their area. In addition to the two area supervisors who would

be under the direct supervision of the superintendent of parks, there
should be a crew who would be responsible for building repairs working
throughout the city. This person in charge of this crew, would be under
the direct supervision of the superintendent of parks. There would also
be a person assigned to the nursery who would be under the direct
supervision of the superintendent of parks. See Chart IV for division

organization.

2) Consideration should be given to the establishment of night work.
crews who would handle the general clean up at night when the centers
are closed to acti~itics. This may not be as crucial since most centers

o custodians. Y "+~ - possibility that exists and it is even a

sr~ater pos :ibili* +-=- the custodians might work at night rather than

¢eviny the <ay. -7 a r.:n could be established to setup two night time
2loan‘ng erews it G0 Jrea, it is possible that custodians would not be

~--- .« and -ome - nwve night accrue to the department with this operation.

=-° - yld ave -~ < .plored further to determine if it would be advisable

wr s -aie er no ‘t is in operation in some cities and has been successful.

‘s sugoe: ted that budget allocations be separated for park main-
md huilding msintenance. This should allow for better control
“turce of funds and cnable the department to determine which park
i:i1ding areas are costing the most to maintain. Each park should
s:ven a code number and this code number used everytime there is an
expenditure on that park. This will allow the department to obtain unit

cost which provides a basis for making changes on financial fact rather
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4)  Prerzrauiosn should begin toward replacing some of the outdated

and outmor-“ ¢~uipment in this division. It is also recommended that

the dep-r-+:-- cstablish an Equipment Depletion Fund which in effect.

‘

would ¢ "7+ a1 nlnce of equipment each year rather than an outright*‘-

4
R4
TR

purchz=: In any one given year. - For instance, if a tractor is purchased .= . |

A

withou: ::cessive maintenance cost, the department would budgef’éaéh
vear 1° £ the cost of that tractor. The money could be placed in

a savinz< eccount, drawing interest, and would allow the department toj ,
S : N
replace e trzcter av the end of eight years with no financial burden

-n the - :r T'irnl -car budget.

! It s sue

7este? that the salaries in this division be $10,500 for

the su~- ~“~tenient of parks, and $8,000 for the area supervisors.

v

felarles 7 Toemon. aquipment operators, carpenters, etc., should be

Faved © 77 'rn and in line with like positions in other city .
(S QRSN R Cvm e e
‘ mmunications system should be established as previously ;

 present time the custodians and maids are employed through

tue maintenance division and asslgned to work in the community centers.

"
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It is suggested that this function of emploving custodians and maids
be assigned to the center directors and that thev be under the center

director's supervision.

IV Special Facilities

The City of Montgomery's Park and Recreation Department is fortunate to

have some excellent srecial Ffacilities. The three special facilities

that are incluce: as art of this section are the planetarium, the tennis :
center and rthe - . dren = zoe. Very little needs to be said in this E
section ers 2t 7~ csta-lish organizational lines. ;
Recommen: = " In¢

1) The » :1acti-ium is an excellent facility and unique to park and

recreati . - epartments. It is proposed that the director of the planefarium

report ¢ - .<ly to the assistant director of the department.

2) The nnis center is presently in the process of being completed and
is neary- operation. The director of the temmis center has been employed
and thir acility is also one in which the citizéns of Monfgoﬁcry cﬁn Be
proud. The supervisor of the tennis center should be under the direct

supervision of the assistant director of the department.

3) The children's zoo is almost ready to begin operation. A director
of the zoo has been employed and will report to work about October 1.
The director of the zoo should also report to the assistant director of

the department.
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4) These three areas are special Tacilities of the dopnrtmonlAin rhat
there will not be any additional areas like them constructed in the city.
Personnel emploved at these special facilities should be hired by the
person in charge of the facility and these persons, whether they are
custodians, lahorers, leaders, secretaries or assistants, should be under

the supervision of the supervisor of this particular facility.

5) As the department continucs to grow, it may be desireable to place
these functions under one supervisor and make it a part of the Recreation:
Division. This would function well and can be changed in the future if

the need arises.,

V Summarvy of Recommendations

The following major recommendations are made for consideration by the
appropriate public officials of Montgomery. Discussion of the recommend-

ations are found in the appropriate sections of the report.

Section I. .

1) The administrative head of the department should be the Director

of Parks and Reerceation. The minimum salary should be $18,000 annually.

2) The position of assistant director should be re-established at a

beginning salary of $13,000 annually.

3) A position of office manager should be created.
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4) The guard positions at Oak Park should be eliminated and
political patronage should be discontinued. Guards requirments at

Lagoon Park also need to be studied.

5) A minimum of two members of the Advisory Board should be black.

Contact with the department bv the Board ould be with f
b"-/

director. M 7 L‘ 77,42[ @MWW

7) Remodeling of the adwinistracive office is necessary for better

operation.

8) A Master Plan for Parks and Recreation should be made by a qualified

Park and Recreation Planner.

9) The department should be reorganized as proposed in Chart II.

Section II

1) A Division of Recreation should be created. .

2) Staffing patterns of recreation contoers adjacent: to the junior high

schools should be chanced.

3) The varsity and junior varsitv athletic program should be discontinued.
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4) Supervisory personnel should become supervisors of areas rather

than activities.

5) ~ The position of assistant to the men's athletic supervisor should

be eliminated.

6) Beginning salary recommendations for the Superintendent of Recreation

is $10,500 annually; Arca Supervisor, $9,000, and Supervisors $8,000.

Section III
1) A Division of Parks should be created with a beginning salary for

the superintendent of $10,500.

2) Area supervisors for this division should receive a beginning salary

of $8,000.
3) A radio communications system should be established.

4) Consider establishing night work crows.

5) Budget allocations. for park maintenance omd building maintenance

should be separated.

6) An Equipment Depletion Fund chould be established.



7) Custodians and maid supervision should be transferred to the

Recreation Division.

Section IV

1) A Special Tacilities Division should he created.

2) The head of the three special facilities should report directly

to the assistant director.

3) All personnel in these facilitics should be employed and supervised

by the head of the facility.



i e - a4 & —— - — e e

CHART 1II

PROPOSED ORCANITZATTON
PARK AND RECREATTON DEPARTMENT

MONTCOMERY, ALABAMA

Mayor

Director of —
Parks and Recreation

Assistant Director

Park and Recreation
Advisory Board

A Of fice
Staff

ark Division

Grass Cutting
Athletic Fields
Park Development
Picnic Areas
Building Repairs
Nursery

Special Facilities

Planetarium
Zoo
Tennis Center

Recreation Division

Playgrounds
Athletics
Center Programs
Special Events




- 26 -

CHART III

PROPOSED ORGANIZATION
RECRFATTON DIVISTON

Superintendent
of
Recreation

! East . | Supervisor Supervisor Supervisor West

. Area Suparvisor of of of Area Supervisor
Center Programs | Athletics Special Activities I11, Handicapped

Playground Programs . Center Programs

Aging

Playground Programs
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PROPMOSED ORCANTZATION
PARK  DIVIGEI1ON

Superintendent
ol

Parks

East
Area Supcrvisor

Crass Cotting
‘Athletic Fields
Park Development
Picnic Areas
Routine Park
Maintenance

Nurserv Building
Opceration Repairs

West
Area Supervisor

Grass Cutting
Athletic Fields
Park Development
Picnic Areas
Routine Park
Maintenance
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activities.can be carrled out by the ccnter dlrectors and the supervisor

t i

T

YS tO as SlSt

) supervisor would be expected to secure, voluntee
in the cood;ctlng of tﬁese programs.‘ As. the program expands, 1t mav bei
J;necessery to seperste‘these‘too actlvttles, but at the present tlme,.ooe

person cosldlproslde’con51derab1e aettslty tﬁ this ‘area. It is ant1c1oated .

the senlor citlzens centers would operate dlrectly under thlS supervmsor
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le emp

bey, ,'.",v." 9

loyedQZ:

R
he“center:

AThlS w1ll proilde opportunltles for advancement wit

erschedule‘of hours should prev

ail however.v

ther positlons will be found in the 7

Salary reeommvndationsvfof~ell‘o

symmary .

IIT Park Maintenance and Development
.;".-'.fl
jvision of the department is 1

Present operations of the maintenance d
complicated and the responsibilities are increasing each day. The division

e with outmoded equipment

16 further hampered by being forced to operat
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that should be ‘wced. The division is further saddled with the

very high crst - ~tonance, of areas that are extremely small. These

areas precabhly . ! be eliminated from the grass cutting schedule ;

by being -~l=ate. .= z=round cover OT being covered in concrete OT

asphalt, dep2ndinz upod the area. There are several areas that re-

quire cutting tnat are iess than one acre in size and ;re located
considerahle di«tance apart. The cost of; malntalnlng these areas is
extromesy high to the coly. The ciLy must‘make a declsion as to

Qhether oy not +h: maintunance nf these éreas, as-they presently exist, .,;

is worzh the adcnd cost.

The divicion currently wn'rtégné;apﬁgggimafel§ ﬁbo.aéres:of?gfaéé'ﬁéigh
has to be cut. The .rgheﬁt;écﬁéadle;aii;ws:fhem to cut this grass once
everv 1. cays. T _he addltloﬁrof more officient and up-to- date.

equipment, the :che<ule could be shoftened considerably The d1v1510n

f
2 o e

is alsc excected to take over the malntenance of the beautlflcatlon areas
2% downtewn rozzomery. This w111 add increased responsibilities and an .. s.i%
oven preater b ~a on the division's nlrcndy heavily taxed personnel

el Jith the addition of modern, up-to—date cquipment, it

_hat the need for extra personnel will be reduced considerably.

superintendent of maintenance currently has 8 crews for which he is
.sponsible. In additionm, he is also responsible for certain individual
workers who are not placed with a crew. This makes the span of control
for the maintenance superintendent extremely high and well beyond the

accepted figure for good supervision. The division is further hampered
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Monteomery,  Alahama

This report has heen premaved at the vequest of the Surerintendent of

Parke and Recreaticn fer the Citv of YMontgemery, Alabama. Recoenizing

”

hoe meed for rearomization o bhetter perform the duties and responsibil-
ities of the denartment, the Superintendent requestod the Seatheastern
Regional Director of the Rational Recereation and Tark Association review
the department's organization and operation, and make suggestions based

on these observations.

In order to provide some tvpe of continuitv, the report is developed

mmder ive eateeories,  These Dive catepgories are:

Administration

-

11  Recreation Program and Leadership
III Park Maintenance and Development
Iv Special Tacilities

v Sumnmary of Pecommendations

The discussion of rhese arcas will be undertaken only to the extent. that
they relate to the organization and administration of the overall depart-

mental program.

Al'hoaeh the mador parpose of Thin report Qs to sdevelop an orpanization

within the depin timent which wil! coatablich hetter Tines ol commmicat ion

and clifcivncy of operation, there are several other recommendat ions that
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will natually come about which may be considered sccondary to the over-

all purpose. These recommendations will be found embodicd in the first

four categories and will bhe summarized in the final section of the report.

I Administration.

The Citv of MMontgomery Park and Recreation Department has onlv one
administrarer at the present Lime, and his span of control is too large
for effective supervision. The present organization, Chart I, shows
that seven supervisors, the directer of the planetarium, all office
staff, maintenance superintendent, and fifteen center directors, report
directly to the Superintendent of the department. Tt is impossible for
one man to effectivelv supervise this larpe number of people and still

be able to carry out an cever cexpanding mumber of dutices.

The departmont operates under the direct quperv131on of the Mayor. A \

— S T e =
— e

[ SNV VL N I R s e e P

Park and Recreatlon Adv1sorv Board presently con51st1ng of five members

. e saat e A W Y e 3 ST Y @ ot A s e e

—— gt e et = e s e - -

but expected to be 0xpandod La seven momhorq serves aq a 1131qon between

e e . B e e R TP - i,
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tho. nconle of the community and the department. Tt also acts as an

e e e e e et el e

advisorv hody o the Fntv Commission and te the Superintendent of Parks
' G
and Recreation. Since the Board is/advisory pnly, its location on the//

AL T ? v
e
existing organizatien chart is improper. See Chart ; —_—

The department has, for several years, built major recreation centers
adjacent to junior high cchools in the citv. Ar the presenc time, there

are nine laree conters vhich are adiaeent to the junior Ieieh schools,

(
-
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Twe more are to be completed by 1975, These centevs are staffed with
two full-time positions and five part-time positions. The department
also operates four small centers that are on park property and not
Tocated adjacent to cchoolss Snoaddition of two small conters is also
pianned.  These snali centers are stalted by two full=time positions
and one or two part=Lime veeple.s In some cases. the thivd person is

alse full-time. A Ziscussion »f the major center program as well as

the small center program will he made under Section II of this report.
-

o ——

Supervisors in rho dnwﬁr m<nr are primarily aun01v1sorq of act1v1t1es
! I wa

. ~
e T T T e R e o T L £
ie Padd G4 ,;ﬁ.:;\_r";z,_( iy »l~;._i. (8 I'"-M U ‘,o—k/ )”4* {)

rather than personncl. ( inf this cupaciLy thev are work?ng across HN9G¢M,dfa£¢¢ <
T S [ QJE
~ — ‘I. f‘\ '%ﬁ%""a
board with peonle in all centers and programs of the department bhut
take none cf the <u--rv.w-ryv load off the superintendent. This will
also be dis-nrs2d in lectiom II.
-——-—o‘-—”—‘—

-

1 superint csdent of maintenanee, reporting also to the Superintendent, has

driderable responsibility for personnel and cquipment.  Tn addition

~he superintendent of the maintenance division, there are 98 persons
~'oved in this department. This is broken down into 8 crews, plus

group wﬁich works at Oak Park, and the machinery operator; who is

:r the supervision of the maintenance superintendent. A full discussion

this department ' cperation. will he made in Scetion 11T of this

ort.

Y. department is fortunate to have s planetarium  as part of it's
prearam. The plancetarium  director is under the dircct supervision of

the superintendent . This program, as well as the two other specinl
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facilities that are now coming into operation in the department - the
tennis center and the children's zoo area = will be discussed in Section

Iv.

For some time now, the department has operated without the services
of an assistant director. The present organizational chart does not
ezen show this position althouch the department has had an assistant

dircctor in previous vears. Sec Chart 1.

Recommendations

To provide better organization within the administrative section of the

department, the following recommendations are made:

1) The position cof assistant director of parks and recreation should
be reinstated within the department. The assistant director should be
an experienced, qualified park and recreation professional who would be
responsible [or the three major divisions that will be recommended for
the department. The three major divisions recommended are the Division
~f Parks, Division of Recreation and Special Facilities. The assistant
director wonld have the direct responsibility of the supervision of the
three special Taciiities whiech at the present time comprise the tennis
center, the plantetarium and the zoo. 1In addition, he would also have
under his supervision the park division and the recrcation division.
The chain of command would he [rom the head of anv of the three special
facilities, the recreation or park divisions, directlv to the assistant

dircctor. Any decinions thal cannot hee satisfactorily made at this



level would then go te the director of the department. Those decisions
which require the director's approval should be kept to a minimum since
the assistant director would have the overall responsibilitv and authority

to administer the three divisions under his supervision.

2) There should be created a position of office manager who would have
the responsibility of overseeing all office operations. Logicallv, this
person would serve as the sceretary to the director of the department and
in addition. be the person responsible For supervisine all other clerks
and secretaries of the department.  This person would report directly to

the director of the derartment.

3) The pc- . 3 of guards, particularly at Oak Park, should be eliminated.
There are - atly five guards assigned to Oak Park. There are two guards
assignod ¢ -Agoon Park.  Turther study may need be required on the Lagoon

Park requoroments.

As far as Qak Park is concerned, there is no need for guards. Presently
there are three policemen which provide 24-hour patrol for five days a
week. The money spent for guards cannot e justified and even should a
few thels ocenr during the vear, the small amount of monev that would he
obtained from the Oal Park oflice would be considerably less than that
paid to the puards during the vear. The guards may have been needed at
one time, but their use is primarily the result of political patronage
which the department has been saddled with at a considerable cost to the

citizens of Yontgomery., In lieu of these cuards at Oak Park, it is

oS



1t is not anticipated that the alrerations would be finaneially
prohibitive. The auppestions will not be stated here due to the

difficulty of describinn these chances without the bhenefit of the

facility itself.

rA) There is much to be said for the employment of a qualified park
and recrceation planner Lo develop a Master Plan for reereation and parks
for the City of Monteomery. This report deals primarily with orpganization

and should not bhe considered a Master Plan.

8) The suggested organization of the department is based on functions

and is shown as Chart II.

TT B

creation Trogram and Leadership

The present recreation program is handled primarily through the nine
recreation centers adjacent to the junior high schools and the four small

centers located on city narks. As a result of the court order, four
der, -o

addirional centers will be comploeted hy 1970, Orpanized athletices comprise

The recrcation centers that are adjacent to the junior high schools are
stalfed as follows:
*Center dircector, working 20 hours a week during the school year
e ———————————

and 40 hours per week during the summer moiths.

*Assistant director who is full-time, vear-round.




varsity teams in the major sports of football, basketball and baseball,
is not in the best interest of the recreation preogram for Montgomery.

he athletic program at these junior high achools sheould be a part of
the junior hipgh achenl program and not a part of the park and recreation
department program. The cost of this program to the citizens of Montgomery
is tremendous. The department during the 1970-71 fiscal vear, paid in
salaries to the twe men's phvsical education teachers and the women's
physical ecucaticn teacher at the junior high schools, $57,752.50.
Although these physical education teachers did provide other services,
the services rendered were minov comparcd to the amount of time spent

in coaching the athletic teams. TIn additien, this program also brings

on extra expenses to rhe department in other wavs. Since competition

.
n

through the junior high school system, all the regulations pertaining

to the operation of the athletic program must be governed by the
association in Alabama which establishes the regulations for junior high
school plav. According to department }ecords, $5,749 was paid to officials
during the 1970-71 fiscal vear for officiating the varsitv and junior

varsity games.

f+her expenses also accrue to the department for this particular program.
Buses are provided at each center which are used primarily to transport

the teams from one school to another. Lf this arrangement is continued,
Alttheush it in corlainly not ye-commendoed, iUoin cupscented that o poal of

hnges be kept at Oak Park and checked out as nccded. Thias would save

considerable mencv each vecar. Each vear $9,500 is budgeted by the




5) The recreation supervisors are presently surervisors of activities.
The arts and craflte auporQiﬁnr for instance, snonds two davs each veek
collecting money Prom the coramics proeram. o oaddition, she must order
supplics and do othcr thines connected with the coramics progran which

is bv far the larger of all tle arts and cralt programs for the department.
Paving a person a supervisors salary tc do a hockkeepers job is net good
business. It is recommended that the position of surerviscer of arts and
crafts be eliminated, as well as the positions of supervisor of personnel,
supervisor of women and girls activitics, social surervisor and prlavground
supervisor. The senior citizens supervisor role should be expanded and
will be discussed later. The position of assistant to the athletic surervisor
should be eliminated.

The proposed organizaticn for the recreation division will be found in

Chart: 11T, The dicenssion of the organization proposal follows:

A) Heading the recreation division wiil be a reereation superintendent.
Under this persons supervision, will come all the program elements of the
denartment, with the excepticon ol the special facilities. It is rropesed
that for bet:i~r communication, supervision and rrogramming, the citv be
divided inlo o areas, Fast and West. in charoe of cach of these arcas
will be an o o supervisor,  The area supervisc: would be responsibie tor
all of the - cera and plaverounds located in that arca. The arca
supervisors vrull be housed at the main recresntion department office in
Qak Park. However, considerable time vould be snent in the field assist-

n: the Adirectors of the centers and plavgrounds. e area surervisor

bede

would be rosponsible for all reports and the information flow to nd from

the central office for his arcn. The arca savervisor would also he
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activities can be carried out by the center directors and the superviser
together. The supervisor would he expected 1o secure volunteers to assist
in the conducting of these programs. As the program expands, it may be
necessarv to separate these two activities, but at the oresent time, one
person could provide considerable activity in this area. it is anticipated
the senior citizens centers would operate directly under this supervisor

rather than the area SUPETVisors.

E) 1t is recommended that the small centers be staffed with a full-time
director, assistant director, and a custodian. Since there is considerable
difference in the size of these centers, thus eliminating many of the
programs that can be carried on at the large centers, it is suggested that
there he a differential in pay for the people employed. It is suggested
the salary for the center director begin at $6,000 and $4,800 be the
beginning salary for the assistant. The small centers should be used as
training grounds in some respects to f£ill positions in the larger centers
as they may acear. This will provide opportunities for advancement with-

in the departmeats. The same schedule of hours should prevail however.

Salary rece:” Jdations for all other positions will be found in the

sumnmary .

.LKK_JEEﬂ&IQﬁﬂﬁ?ﬁﬂﬁ?ﬁ.ﬂﬂﬂ_99yfjRPN?PE

Present operations of the maintenance division of the department is
complicated and the responsibilities are incrcasing cach dav. The division

:s further hampered by being forced to operate with outmoded equipment
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that shoule veod.  The division is further aaddled with the
very hich nance of arcas that are extremely small. These
arens -~ he eliminated from the grass cutting schedule

bv being wund cover or being covered in concrete or
asphalt . the area. There are several areas that re-
quirs ‘s than one acre in size and are located

con The cost of maintaining these areas is
21t foeo ity must make a decision as to

The” * these areas, as they presently exist,

"

_ains approximately 600 acres of grass which
ont schedule allows them to cut this grass once
- he addition of more efflicient and up-to-date
ule could be shortened considerably. The division
take over the mainﬁenance of the beautification areas
ery. This will add increased responsibilities and an
y on the division's already heavily taxed personnel
sith the addition ol modern, up-t o=dat ¢ equipment it

ot the need For extra personnel will be reduced considerably.

.uperintendent of maintenance currently has 8 crews for which he is
sponsible. 1In addition, he is also responsible for certain individual
workers who are not placed wi th a crew. This makes the span of control
for the maintenance superintendent extremely high and well bevond the

accepted figure for good supervicion. The division is further hampered
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by the fact that there is no radio communications network established.
The addition of a radio communications svstem is of paramount importance.
The central control unit should be lecated in the administrative office
with a radio in each of the foremen's trucks. This item should receive

top priority in the next budpet vear.

The division operates out of the central maintenance headquarters at

Oak Park. One crew is assigned to the eastern section of the city and
another crew is assigned to the western section of the citv. These crews
are responsible for the upkeep of all athletic fields, the building and
maintenance of any new [iclds, and the general upkeep of the gymnasiums
and other facilitices. Anorher crew is responsible for all landscape

work in the citv. There is a crew that is assigned to cutting the grass
throughout the city while another crew is assigned to work in the nursery
for the department. Three crews are assigned to general repair and

maintenance.

commendations

The present + intenance division will become the Division of Parks.

director of © "4 division is to he the superintendent of parks. Tt
e his Ml cspopsibility to oversee the development, upkeep, and
Cuanee of o sarks and buildings aoperated by the department. 1t is

couded that the divigion divide ald o it tanctions into tuo areat,
U Westy Jun oaen In thee reercation division,  Fach oof the two areas,
d West, woold have an area supervisor with crews and equipment to

sandle the routine grass cutting and maintenance operations of the department
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4) Pre ~hould begin toward replacing some of the outdated
and outmo: ‘ment in this division. It is also recommended that
the dep- - © nblish an Equipment Depletion Fund which in effect
would ~2 of equipment each year rather than an oﬁtright‘
ure: " © ’ven year. FTFor instance, if a tractor is purchased
‘nd T 7 ¢ thet it can be used for a period of eight years
ithe ~ .7 7aiT -iance cost, the department would budget each
eax ’ © oo T izzt tractor. The money could be placed in

n
Pt

‘nterest, and would allow the department to
end of eight years with no financial burden _

- .ar budget.

that the salaries in this division be $10,500 for
! parks, and $8,000 for the area supervisors.
:quipment operators, carpenters, etc., should be

1 and in line with like positions in other city

.munications system should be established as previously

 present time the custodians and maids are employed through

-.i¢ maintenance division and assigned to work in the community centers. -

G ettt -

~— Ry
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N) These Lhree areas are special Taciliticos of the department in that
thore will not be any additional areas Fike thon construcled in the citv.
Perscnpnel employoed qt these special facilitices shonld be hired by the
person in charge of the facility and rhere persons, whether they are
custadians. laberers. leaders. secretaries or assistants, should be under

the supervision of the supervisor of this particular facility.

5) A the departmest continues Lo prow, iF iy be desireable to place
these funetions under one sapervisor and make it a part of the Reereation
Division. This would function well and can he changed in the future if

the need arises.

V__furmary of Recommendations
The following major recommendations are made for considervation by the

appropriate public oflicials of Montpomery. Discussion of the recommend-

ations are found in the appropriate sections of the report.

Section T.
1) The administrative head of the department should he the Director

of Parks and Beercation. The minimm salary should be ST8,000 annualle.

2) The position of assistant director should he re-established at a

berinning salarv of S173.1000 annuatlly.

h) forosition of office manager should be ereated.,
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4) The guard positions at Oak Park should be eliminated and
political patrenage should he discontinued. Guards requirments at
Lagoon Park also need to he studied.

r

5) A minimim of tvo menbors of the Advisery Board should he black.

5) Contact with the department by the Beard should be with the
i 7/ .

] ; - s . ' - .
i 7 [ aaT LT 7 Ve L n2 s L e,
director. V7/P/ .
) RemoZeding of vive aduinistravrive office is necossore |or hetter

operation,

8) A Master Plan for Par%s and Recreation should be made by a qualified

Park and Recreation Tlanner.

9) The department should be reorpanized as proposed in Chart T1.

1) A Division of Recreation should be created.

N

) Stralfing vatierns oFf rocreation contoer: adiacent to the junior hish

sehoole should Lo ehony ed,

3) The varsirvy and funior varsirve athictic procram should be diseontinued.



7 Custodians and maid supervision should be transferred to the

Recreation Division.

Section TV

i) A Special faciiitios Division shonld be created.

ro

)] The head of the three special facilities should report directly

te the assistant directnr.

) A1l personnel in these facilitics should be emploved and supervised

by the head of the facilivy.
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