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LETTER OF TRANSMITTAL 
 
 
September 11, 2018 
 
 
 
Re: Evaluation of Organizational Structure, Efficiencies, and Staffing Levels 
 
Dear Mayor Maas-Kusske: 
 
Springsted Incorporated was retained to assist the City of Maple Plain with an Organizational 
Management Study.  The overall objective of the study was to perform an analysis of the City’s current 
organizational structure, efficiencies, staffing levels, and to review the functions and responsibilities of 
the City’s full-time staff positions.   
 
The consultant team’s findings are based on our analysis of information provided by the City’s elected 
officials, employees, and contract staff during on-site interviews, comparative data from similar 
Minnesota Cities, Springsted’s database of previous studies, and information drawn from a variety of 
pertinent documents, reports, and internet resources.  Drawing upon the local government experience of 
the consultant team’s members as well as our experience in assisting clients with organizational 
management studies, we submit for your consideration this Final Report which includes our conclusions 
and recommendations based upon an independent evaluation of the information we obtained.  These 
recommendations represent what we believe, in our professional judgment, to be in the long-term and best 
interest of City of Maple Plain. 
 
The consultant team expresses its thanks to you, the members of the City Council, and City staff for the 
cooperation and support provided throughout this engagement.  Springsted Incorporated hopes that it will 
be our privilege to serve City of Maple Plain again in the future. 
 
I hope our services exceeded your expectations. 
 
Respectfully submitted, 
 

Nicholas R. Dragisich 
 
Nicholas R. Dragisich, Executive Vice President 
Manager of Consulting Services 
 

Springsted Incorporated 
380 Jackson Street,  Suite 300 
Saint Paul, MN  55101-2887 

Tel:  651-223-3000 
Fax:  651-223-3002 
www.springsted.com 
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1.  Introduction  
Springsted Incorporated was retained by the City of Maple Plain to perform an 
analysis of the City’s current organizational structure, efficiencies, staffing 
levels, and to review the functions and responsibilities of the City’s full-time 
staff positions. Our review included the following elements: 
 

• Current organizational structure 
• Current job descriptions 
• Services provided by the City and the manner in which they are provided 
• Staffing levels 
• Overtime and on-call costs for Public Works 

 
Our analysis, findings, and recommendations follow in the subsequent sections 
of this report. 
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2. Background  
The City of Maple Plain is located in western Hennepin County approximately 
twenty-five miles from downtown Minneapolis. Maple Plain currently has a 
population estimated at 1,824 and approximately 711 occupied housing units. 
The City encompasses an area of 1.12 square miles. There are approximately 
8.24 miles of streets, 11.46 miles of sanitary sewers, 14.94 miles of watermains, 
5.6 miles of storm sewers, and 22,711 square feet of City-owned buildings that 
are used to provide services to its citizens. 
 
The City employs four full-time employees and two part-time employees. These 
include: 
 
 Full-Time     Part-Time 
City Administrator    Deputy Clerk (0.8 F.T.E.) 
Assistant to the City Administrator  Lawn Mower (0.2 F.T.E.) 
Public Works Workers (2.0 F.T.E.) 
 
Police services are provided by West Hennepin Public Safety which is a joint 
powers police service serving Maple Plain and Independence. Fire protection is 
provided by a Fire Department that is also a joint powers service with 
Independence. Other services including, planning, engineering, and legal are 
provided through contracts with professional service providers. 
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3. Methodology  
A number of strategies and methodologies were used in the approach to 
complete this evaluation and to obtain relevant information to review and assess 
the City of Maple Plain’s operations. These included on-site visits with City 
staff, contracted service providers, and elected officials. Our interviews with 
each of these were directed to provide an overview of the City’s operations 
including: 
 

• Organizational structure 
• Duties and responsibilities 
• Staffing levels and deployment 
• Management 
• Communication 
• Areas of concern 

 
Other information collected and reviewed for this study included: 
 

• City’s organizational chart 
• Job descriptions 
• 2017 Annual Financial Report 
• Overtime and Differential Pay policy 
• Data about the City’s assets 

o Streets 
o Sanitary sewers 
o Storm sewers 
o Water mains and treatment plant 
o Park acreage 
o Building square footage 

• Census data 
• Other data 

 
The analyses and the resulting conclusions reached were developed, in part, 
using comparative benchmark data as a guide. However, it is important to 
understand that benchmark data provides overall industry averages from similar 
organizations performing similar services with similar being the key word. The 
application of this data incorporates the professional experience of the 
consultant team in both the interpretation of the benchmark data and its 
applicability to the service being benchmarked. This allows the user of this 
information to strive for continuous improvement and adapt service levels if a 
gap or differences are determined that could indicate whether adjusting 
operations or modifying levels of service could achieve greater efficiencies and 
cost savings. 
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4. Comparison Cities  
Public-sector organizations, as well as businesses, recognize the value of 
assessing how well they are doing. Most organizations develop internal 
procedures for comparing the current year’s performance to previous year’s 
performance to identify where improvements have occurred and to serve as an 
early warning system for problems that are preventing the organization from 
achieving desired results. These performance measurement systems have 
become widely used in local government in recent years and have been used in 
the business sector for a considerably longer period of time. 
 
Organizations also like to compare their operations to similarly situated 
organizations and to available industry standards. Often referred to as 
“benchmarks”, external comparisons can be helpful as a reference provided their 
limitations are recognized. Benchmarking involves an extensive exercise in 
defining inputs, service delivery mechanisms, and the measurement of results. 
There are a large number of variables that can affect benchmark measurements 
and these variables explain, in part, the differences in program results from one 
organization to another. Because of this, external benchmarks can provide a 
useful frame of reference if their applicability to the service being compared is 
carefully evaluated. 
 
For this report, the City of Maple Plain is compared to five other cities that are 
reasonably similar based on demographics including population, land area, 
median age, educational attainment, median household income, housing density, 
and/or proximity to the City of Maple Plain. These cities are Long Lake, Spring 
Park, Tonka Bay, Excelsior, and Mayer. 
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Population Maple Plain’s population of 1,824 is greater than Spring Park’s and Tonka 
Bay’s but less than Excelsior’s, Mayer’s, and Long Lake’s. However, the 
differences are reasonable, and the geographic proximity and other factors make 
them good comparison cities. Population is a factor in the need for City services, 
but often not the sole factor. The population of each is shown below. 
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Median Household Income Maple Plain’s median household income (MHI) of $63,698 was the less than the 
MHI for residents of Tonka Bay, Mayer, and Long Lake but greater than the 
MHI for residents in Spring Park and Excelsior. The average MHI for the group 
was $76,136. Median household income can often influence the services 
residents desire and their ability to pay for them. 
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Median Age The median age of Maple Plain’s residents is 38.9 years which is lower than all 

the comparison cities except Mayer. The average median age for the group is 
44.9 years. Median age is a driver of City services with younger cities often 
focusing on active recreational services and older cities generally having a 
greater demand for emergency medical services. 
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Educational Attainment Comparing educational attainment shows 93.8% of Maple Plain residents over 

the age of twenty-five have a high school diploma or higher education level 
which was the lowest of the comparison cities; however, the range between the 
cities is quite narrow. Educational attainment can influence the types of city 
services desired and expectations for service levels. 
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Housing Density Maple Plain has 662 housing units per square mile within its corporate limits 

which is less than the average development density of the comparison cities. 
The density of development will influence service delivery as more dense 
development creates concentrated service demands. These are shown below. 
 
 

 
 

General Fund Expenditures Comparing 2017 General Fund expenditures shows Maple Plain’s $780/capita 
total expenditures were greater than the average $741/capita total expenditures 
of the comparison cities. Three cities, Long Lake, Excelsior, and Tonka Bay had 
higher 2017 General Fund expenditures/capita. Spring Park and Mayer had 
lower 2017 General Fund expenditures/capita. Maple Plain had the highest 
expenditures/capita for Public Works and Debt Service and the second highest 
expenditures/capita for General Government. It had the lowest 
expenditures/capita for Building inspection. These are shown in the table and 
chart below. 
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Enterprise Funds Comparing 2017 enterprise funds operating expenses shows Maple Plain’s 

$417/capita total for all funds was second lowest of the comparison cities with 
only Spring Park’s $416/capita being lower. Maple Plain had the highest per 
capita operating expenses for water and the lowest per capita operating expenses 
for sewer. These are shown in the table and chart below. 
 

 
 
 

Expenditure Maple Plain Long Lake Spring Park Tonka Bay Excelsior Mayer Average
General Government 235$             169$             208$             189$             237$             150$             191$             
Police 283$             155$             248$             290$             316$             38$               210$             
Fire 98$               317$             78$               143$             86$               39$               133$             
Building Inspection 5$                 14$               13$               34$               18$               26$               21$               
Public Works 117$             109$             34$               94$               90$               97$               85$               
Culture & Recreation 22$               38$               18$               45$               95$               11$               41$               
Misc. 2$                 -$                 25$               9$                 9$                 2$                 9$                 
Capital Outlay 6$                 195$             -$                 -$                 7$                 45$               49$               
Debt Service 12$               8$                 1$                 -$                 -$                 4$                 3$                 

Total 780$             1,006$          625$             805$             857$             413$             741$             
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2017 General Fund Expenditures

General Government Police Fire Building Inspection Public Works Misc. Capital Outlay Debt Service

Enterprise Fund Maple Plain Long Lake Spring Park Tonka Bay Excelsior Mayer Average
Water 237$             192$             174$             188$             172$             167$             178$             
Sewer 151$             208$             242$             243$             203$             267$             233$             
Storm Water 29$               28$               -$                 9$                 44$               14$               19$               
Recycling -$                 17$               -$                 62$               -$                 -$                 16$               

Total 417$             445$             416$             502$             420$             447$             446$             
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5. Organizational Analysis  
 

Organizational Structure The City’s organizational structure is shown in the chart below. The City 
Administrator, who oversees the daily operations of the City, has five direct 
reports who are City employees. These include the Assistant to the City 
Administrator, the part-time Deputy Clerk, two full-time Public Works 
employees, and one part-time Public Works employee. In addition, the City 
Administrator coordinates contract staff that provide planning, engineering, 
building inspection, legal services, assessing and auditing services to the City. 
He also coordinates the Fire Department which is operated under a joint powers 
agreement with the City of Independence. The current organizational structure is 
shown below. 

 
A brief description of the duties performed by each City Employee is provided 
in the following section of this report. 
 

City Administrator Position   
The City Administrator is responsible for a wide variety of activities including.  
 

• Supervising and providing direction to City staff 
• Managing daily operations 
• Developing the annual budget for approval by the Mayor and City 

Council 
• Managing the annual budget after approval. 
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• Preparing City Council and Planning Commission Packets (researching 
agenda items, writing memos, compiling agendas, coordinating contract 
staff, coordinating guest speakers and presenters, reviewing claims, 
organizing and printing packets, etc.) 

• Responding to phone inquiries and general questions from the Mayor 
and City Council, residents, vendors, contract staff, and other 
governmental entities 

• Attending meetings with staff, City Council, Planning Commission, and 
EDA, and others 

• Working on capital & "long-term" projects (policy research & 
development) 

• Discussing current projects, agenda items, & issues with City Staff in 
house 

• Serves as the City’s economic development professional 
 
He also fills in for the Assistant to the City Administrator and the Deputy City 
Clerk answering phone calls, staffing the front counter, and other required duties 
when they are not available. 
 

Assistant to the City 
Administrator Position   

The Assistant to the City Administrator duties include: 
 

• Posting meetings and news on City Website 
• Assisting with utility billing and issuance of building permits 
• Assisting the City Administrator in preparing items for the Mayor and 

City Council and for City Commissions 
• Code enforcement for violations like: 

o Long grass 
o Signs 
o Building permits 
o Junk in yard 

• Drafting ordinance updates, resolutions, and other documents 
• Staff liaison to the Parks Commission and to the Planning Commission 
• Planning City Events 
• Taking minutes at council meetings and work sessions 
• Fills in for Deputy Clerk when she is on vacation or out sick 
• Staffs front desk on Fridays 
• Prepares communications and correspondence 
• Sends out special assessment notices and planning and zoning notices 

 
This position functions and performs duties typically performed by the City 
Clerk in most cities we have worked with. 
 

Deputy Clerk Position   
The Deputy Clerk’s position is a part-time position working four days per week. 
Her primary duties include:  
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• Answer phones 
• Staff the front counter 
• Utility billing 
• Issue building permits 
• Coordinate employee payroll 

o Payroll taxes and retirement (P.E.R.A.)  
o File quarterly and year-end reports 
o Process year-end tax statements 

• Process checks for payment of City bills and invoices 
• Receipt and record payments received into accounting system 
• Filing documents 
• Ordering supplies 
• Elections 
• Re-enters Fire Department reports into required state forms 

 
This position provides the accounting and payroll function needed for the daily 
operation of the City. 
 

Public Works Worker Position   
The Public Works Workers are responsible for the operation and maintenance of 
the City’s streets and other infrastructure, City facilities, parks, water and sewer 
utilities, and storm water system. Typical job functions performed include: 
 

• Snowplowing 
• Pothole patching 
• Traffic markings 
• Repairs to curbs and gutters and sidewalks 
• Street sweeping 
• Building maintenance 
• Mowing parks, right of ways and City property 
• Maintain parks and parks facilities 
• Maintain trucks and equipment 
• Tree trimming and brush cutting 
• Meter reading 
• Operation of water treatment plant (including weekend water testing) 
• Maintenance of water distribution and storage system 
• Maintenance of sanitary sewer, storm sewers, and drainage ditches 
• Maintenance of lift station 
• Utility locates for Gopher State One Calls 
• Traffic signs 

 
The Public Works staff consist of two full-time employees and a part-time-
seasonal employee who mows grass in the summer. Some work is contracted 
out like repair of watermain breaks, crack sealing and filling, sewer cleaning, 
and major repairs to trucks and equipment. 
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The two full-time employees have both worked for the City of Mound in their 
public works department. Matt Morris worked in the water, sewer, and streets 
operations and Harry Stricklen worked in the water and sewer operations.  
 
The Public Works employees are supervised by the City Administrator. 
 

Staffing Analysis   
Our proposal to the City included a staffing level analysis. Staffing levels can be 
evaluated in a number of ways. We have already discussed comparative 
benchmarking with similar communities which is one approach we will use in 
this staffing analysis. One of the limitations of benchmarking is that the types 
and levels of services provided can vary from one city to another which will 
affect the staffing levels needed. 
 
It is also important to understand that the City Council can establish service 
levels that will either require increased staffing levels and/or enable staffing 
reductions. These service levels would include things like: 
 

• City Hall operating hours. Having City Hall open during the normal work 
week from 8:00 AM until 5:00 PM requires a different staffing level than 
having it open only during certain hours and/or days. 

• Public works operations for things like mowing to maintain grass at four 
inches maximum requires more staff time than mowing to maintain six 
inch maximum.  

• Plowing snow when accumulations reach two inches versus three inches. 
• Bare pavement policy for plowing streets takes more time and resources 

than just plowing 
• Opening and cleaning park restrooms every day of the week requires staff 

to be on-site everyday  
 
There are many other examples, but the concept is straight forward, City staff 
can accomplish a certain amount of work based on the number of staff and other 
resources available (equipment, tools, etc.). The service level expectations for 
each service will determine how many services can be provided. It is a policy 
decision of the City Council to establish those service levels and to either staff 
accordingly or accept that some other services will either not get done or not get 
done as well. 
 
Overall Staffing 
Comparing Maple Plain’s overall staffing levels to the comparison cities shows 
that two are staffed at a lesser level, two are staffed at a higher level, and one is 
staffed at the same level. Spring Park is one of the Cities staffed at a lesser level, 
but they contract with the City of Orono for much of their public works 
operations including snow plowing, street sweeping and other services which is 
not reflected in their employee count. They also contract the operation of their 
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water and sewer utilities with PeopleService, Inc. which is reflected as one 
employee in their staffing count based on the hours they provide services. A 
comparison of total staffing is shown below. 
 

 
A comparison of total staffing based on population shows Maple Plain has 2.8 
F.T.E.s/1,000 population. Excelsior and Tonka Bay are staffed at a higher ratio 
while Mayer, and Spring Park are staffed at a lower ratio. Long Lake is staffed 
at approximately the same ratio as Maple Plain. Maple Plain would need 5.5 
F.T.E.s to be staffed at the average of the comparison cities. If you exclude 
Spring Park because of their contracted public works services, Maple Plain 
would need 6.0 F.T.E.s to staffed at the 3.3 F.T.E.s/1,000 population average of 
the remaining cities. Staffing levels based on population is shown in the table 
below. 
 

 
Staffing levels based on the number of total housing units shows Maple Plain 
has 147 Housing Units/F.T.E. which was less than the 152 Housing Units/F.T.E. 
of the comparison cities. However, if you exclude Spring Park the average is 
131 Housing Units/F.T.E. which would show Maple Plain staffed at a lesser 
level than the remaining comparison cities. Maple Plain would need 5.7 F.T.E.s 
to be staffed at the same level as the comparison cities excluding Spring Park. 
These comparisons are shown below. 
 
 

Position Long Lake Spring Park Tonka Bay Excelsior Mayer Maple Plain
City Administrator/Manager 1.0                   1.0                   1.0                   1.0                   1.0                1.0                
Assistant to City Administrator 1.0                
City Clerk or Treasurer 1.0                   0.8                   1.0                   1.0                   1.0                0.8                
Finance Officer 1.0                   1.0                   
Other Office Staff 0.8                   1.0                   
Administrative Assistant
Public Works Full-time 3.0                   1.0                   3.5                   6.0                   2.0                2.2                
Total F.T.E.s 5.0                   3.6                   6.5                   10.0                 4.0                5.0                
Area of City (Sq. Mi.) 0.90                 0.62                 0.99                 0.69                 1.42              1.12              

City County Population F.T.E.s
F.T.E.s/1,000 

Population
Long Lake Hennepin 1,840                5.0                   2.7                   
Spring Park Hennepin 1,799                3.6                   2.0                   
Tonka Bay Hennepin 1,561                6.5                   4.1                   
Excelsior Hennepin 2,307                10.0                 4.3                   
Mayer Carver 2,089                4.0                   1.9                   
Average 1,919                5.8                   3.0                   
Average Exc. Spring Park 1,949                6.4                   3.3                   
Median 1,965                5.0                   2.5                   
Median Exc. Spring Park 1,919                5.8                   3.0                   

Maple Plain Hennepin 1,824                5.0                   2.8                   
Maple Plain at Average Hennepin 1,824                5.5                   3.0                   
Maple Plain at Average Exc. 
Spring Park Hennepin 1,824                6.0                   3.3                   
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City Hall Staffing 
Looking at just city hall office employees, Maple Plain has 1.5 F.T.E.s/1,000 
population which is near the 1.4 F.T.E.s/1,000 average of the comparison cities 
as shown below. 
 

 
Maple Plain’s city hall office is staffed at 265 Housing Units/F.T.E. which 
shows it is staffed at a higher level than the 326 Housing Units/F.T.E. average 
of the comparison cities. Maple Plain would only need 2.3 F.T.E.s to be staffed 
at this average as shown in the table below. 
 

City County Population
City Hall Office 

F.T.E.s
F.T.E.s/1,000 

Population
Long Lake Hennepin 1,840                2.0                   1.1                   
Spring Park Hennepin 1,799                2.6                   1.4                   
Tonka Bay Hennepin 1,561                3.0                   1.9                   
Excelsior Hennepin 2,307                4.0                   1.7                   
Mayer Carver 2,089                2.0                   1.0                   
Average 1,919                2.7                   1.4                   
Median 1,840                2.6                   1.4                   

Maple Plain Hennepin 1,824                2.8                   1.5                   
Maple Plain at Average Hennepin 1,824                2.6                   1.4                   

City County
City Hall Office 

F.T.E.s Housing Units
Housing Units/

F.T.E.
Long Lake Hennepin 2.0                   759                  380                  
Spring Park Hennepin 2.6                   1,097                422                  
Tonka Bay Hennepin 3.0                   607                  202                  
Excelsior Hennepin 4.0                   1,331                333                  
Mayer Carver 2.0                   637                  319                  
Average 2.7                   886                  326                  
Median 2.6                   759                  292                  

Maple Plain Hennepin 2.8                   741                  265                  
Maple Plain at Average Hennepin 2.3                   741                  326                  

City County Housing Units F.T.E.s
Housing Units/

F.T.E.
Long Lake Hennepin 759                  5.0                   152                  
Spring Park Hennepin 1,097                3.6                   305                  
Tonka Bay Hennepin 607                  6.5                   94                    
Excelsior Hennepin 1,331                10.0                 133                  
Mayer Carver 637                  4.0                   159                  
Average 886                  5.8                   153                  
Average Exc. Spring Park 834                  6.4                   131                  
Median 759                  5.0                   152                  
Median Exc. Spring Park 698                  5.7                   122                  

Maple Plain Hennepin 741                  5.0                   147                  
Maple Plain at Average Hennepin 741                  4.9                   153                  
Maple Plain at Average Exc. 
Spring Park Hennepin 741                  5.7                   131                  
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The benchmark comparisons show Maple Plain’s city hall is staffed at a higher 
level than three of the comparison cities and at a lower level than two. The data 
does not, in and of itself, provide a clear indication that staffing can either be 
reduced or needs to be increased.  
 
The city hall staff believe they are staffed at an appropriate level. Information 
from our interviews also seem to indicate city hall is not over staffed. This 
included concerns that some tasks take a long time to get completed because 
staff is busy with other tasks. A staffing survey conducted by the City 
Administrator in February of 2017 found similar sized cities had an average 
staffing level of 2.86 F.T.E.s. 
 
It is our opinion that city hall is staffed at an appropriate level based on the 
comparison cities data, our interviews and our experience. That being said, the 
City could reduce staffing in city hall if the resulting reduction in service levels 
were acceptable. Any reduction in city hall staffing would have to consider the 
potential consequences the frequency of which would depend on the level of 
staffing reduction. These would include: 
 

• Times when there may be no one to staff the offices and city hall would 
be closed. For example, when one staff person is scheduled to be on 
staff and that person becomes too ill to work. This could occur when 
one of the full-time staff is on vacation or out sick and the part-time 
staff is not scheduled to work that day and is not available to fill in on 
short notice. Our conversations with cities that staff city offices with 
just two employees finds that there are times when city offices are 
closed because no staff is available. Maple Plain currently has only one 
person staffing City Hall at various times. 

• Times when your City Administrator will be staffing the front desk, 
taking phone calls, taking utility payments, issuing permits and other 
duties not germane to the position. This will diminish their time to 
perform the more important duties of the position. 

• Some functions would not get done as quickly 
• There is a risk that a reduction in time would cause your current 

affected staff to look for another position which would result in a 
temporary disruption of operations as there are some functions that only 
one staff member knows how to perform. 

 
The Deputy Clerk duties currently include filing Fire Department reports with 
the State of Minnesota. This is redundant task because the Fire Department 
enters the data into Ipads and sends the file to the Deputy Clerk. She must print 
the reports then re-enter them into the form on the State website. There are 
typically ninety reports to input each quarter with each report taking 
approximately fifteen minutes to input. She spends approximately 23 hours per 
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quarter on this task. However, the timing of receipt of these reports often results 
in her having to input all of them in one week. The Fire Chief tells us that there 
is software that could be installed in the fire trucks that would enable the 
firefighters to enter the data directly into the state system eliminating this 
duplication and freeing the Deputy Clerk of this task and the associated time. 
The City should work with the Fire Chief to explore the purchase of this 
software and evaluate the cost of software against the hours of time that could 
be saved by eliminating the need for the Deputy Clerk to re-enter the data into 
the State system. 
 
Recommendation:  The City should work with the Fire Chief to explore the 
purchase of software that would enable the firefighters to enter data 
directly into the state system. The cost of software should be evaluated 
against the hours of time that could be saved by eliminating the need for 
the Deputy Clerk to re-enter the data into the State system. 
 
The City could explore contracting out some of the duties performed by city hall 
staff. Some of cities we are familiar with contract out utility billing. One we are 
currently working with tells us they pay a vendor $42,000 annually to process 
approximately 1,400 utility bills each quarter. Maple Plain has 759 housing 
units which we understand results in approximately 600 utility bills (each for 3 
service) being sent quarterly. The cost of out-sourcing this service would be 
approximately $18,000 annually if the costs were proportional. 
 
Recommendation:  The City should explore contracting out utility billing 
with a private vendor evaluating the cost of outsourcing versus doing it in-
house. 
 
Public Works Staffing 
Spring Park was not included in the benchmark of comparison cities for Public 
Works because they contract with the City of Orono for public works services 
excluding water and sewer. This provides a more valid “apples to apples” 
comparison. 
 
Maple Plain is staffed at 1.2 F.T.E.s/1,000 Population which is less than the 1.9 
F.T.E.s/1,000 Population average of the comparison cities. Only Mayer was 
staffed at a lower level as shown below. Maple Plain would need 3.4 F.T.E.s to 
be staffed at the average level of the comparisons cities. 
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On a housing unit basis, Maple Plain is staffed at 331 Housing Units/F.T.E. 
which is the lowest staffing level of the comparison cities. Maple Plain would 
need 3.2 F.T.E.s to be staffed at the average level of the comparison cities. This 
staffing benchmark is shown in the table below. 
 

 
Maple Plain encompasses an area of 1.1 square miles which results in a land 
area benchmark of 320 Acres/F.T.E. This is 1.8 times the average 177.2 
Acres/F.T.E. of the comparison cities. Only Mayer had a lower staffing ratio at 
454.5 Acres/F.T.E. Maple Plain would need 4.0 F.T.E.s to be staffed at the 
average of the comparison cities as shown below. 
 

 
The benchmark comparisons shown above are commonly used to compare 
Public Works operations and staffing. However, there are other benchmarks 

City County Population
Public Works 

F.T.E.s

Public Works 
F.T.E.s/1,000 

Population
Long Lake Hennepin 1,840                3.0                   1.6                   
Tonka Bay Hennepin 1,561                3.5                   2.2                   
Excelsior Hennepin 2,307                6.0                   2.6                   
Mayer Carver 2,089                2.0                   1.0                   
Average 1,949                3.6                   1.9                   
Median 1,965                3.2                   1.6                   

Maple Plain Hennepin 1,824                2.2                   1.2                   
Maple Plain at Average Hennepin 1,824                3.4                   1.9                   

City County
Public Works 

F.T.E.s Housing Units
Housing Units/

F.T.E.
Long Lake Hennepin 3.0                   759                  253                  
Tonka Bay Hennepin 3.5                   607                  176                  
Excelsior Hennepin 6.0                   1,331                222                  
Mayer Carver 2.0                   637                  319                  
Average 3.6                   834                  231                  
Median 3.2                   698                  216                  

Maple Plain Hennepin 2.2                   741                  331                  
Maple Plain at Average Hennepin 3.2                   741                  231                  

City County
Public Works 

F.T.E.s
Geographic 

Area (Sq Miles) Acres/F.T.E.
Long Lake Hennepin 3.0                   0.9                   192.0                
Tonka Bay Hennepin 3.5                   1.0                   183.8                
Excelsior Hennepin 6.0                   0.7                   73.7                 
Mayer Carver 2.0                   1.4                   454.5                
Average 3.6                   1.0                   177.2                
Median 3.2                   0.9                   187.5                

Maple Plain Hennepin 2.2                   1.1                   320.0                
Maple Plain at Average Hennepin 4.0                   1.1                   177.2                
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based on infrastructure and service levels that provide an additional insight into 
staffing. These include: 
 

• Miles of streets maintained 
• Miles of sanitary sewers and storm sewers maintained 
• Miles of watermain maintained 
• Acres of grass mowed 
• Square feet of building maintained 
• Gallons of water produced 

 
The staffing needed to maintain the City’s streets, sanitary and storm sewers, 
and watermains are shown in the table below. The average staffing ratios 
applied to each asset are from Springsted’s database of benchmarks which has 
been developed from previous studies, national benchmarks, and other local and 
regional benchmark data we have acquired. These benchmarks show that Maple 
Plain would need 0.53 F.T.E.s for streets, 0.67 F.T.E.s for sanitary sewers, 0.73 
F.T.E.s for watermains, and 0.14 F.T.E.s for storm sewers to be staffed at the 
average level. These staffing benchmarks are shown below. 
 

 
Staffing for building maintenance was estimated based on average staffing 
levels from the International Facilities Management Association (IFMA) 
benchmarks. Theses benchmarks, shown in the table below, include janitorial, 
generalists, carpenters, and painter F.T.E.s. There are other staffing benchmarks 
for building maintenance to provide for electricians, plumbers, controls and low 
voltage, HVAC, and other services that Maple Plain staff does not perform so 
these staffing requirements were not included. The benchmarks show that Maple 
Plain would need 1.1 F.T.E.s for building maintenance. 

Item Footage Miles
Average Staffing 

Ratio
F.T.E.s 

Required
City Streets (Paved) 41,935 7.94 15                      0.53             
City Streets (Gravel) 1,600 0.3 15                      0.02             
Sanitary Sewer 60,500 11.46 17                      0.67             
Watermain 78,900 14.94 21                      0.73             
Storm Sewer 29,550 5.6 39                      0.14             
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Public Works staffs the water treatment plant which produces 160,000 gallons 
of water on an average day. The staffing required for this is based on an average 
ratio of 0.45 F.T.E.s needed to produce one million gallons/day. This results in a 
staffing need of 0.07 F.T.E.s as shown below. 
 

 
Summing up the F.T.E.s needed based on these benchmarks results in a total 
need of 3.85 F.T.E.s for Public Works as shown below. 
 
 
 
 
 
 
 
 
 
 
 
The comparisons all shows Maple Plain is understaffed in its Public Works 
Department. They show a range of 2.6 to 3.8 F.T.E.s needed with an average of 
3.3 F.T.E.s. The staffing level based on infrastructure and services is generally a 
better measure because it is based on what the department maintains and the 
services it provides while the other benchmarks are more general and assume 
the comparison cities all provide the same services at the same levels. The 
summary is shown below. 

Square feet maintained 22,711                 
IFMA Median Benchmark floor area/Janitor 
F.T.E. 27,000                 
Janitor F.T.E.s needed 0.8                      
IFMA Median Benchmark floor 
area/Generalist F.T.E. 129,000               
Generalist F.T.E.s needed 0.2                      
IFMA Median Benchmark floor 
area/Carpenter F.T.E. 400,000               
Carpenter F.T.E.s needed 0.1                      
IFMA Median Benchmark floor 
area/Painters F.T.E. 438,000               
Painter F.T.E.s needed 0.1                      

Total Building Maintenance Staff needed 1.1                      

Water Production
Average Daily 

Demand
Average Staffing 

Ratio F.T.E.
Water - Average Day Demand 160,000               0.45 0.07                   

Summary F.T.E.s
Streets 0.55                    
Sanitary Sewers 0.67                    
Watermains 0.73                    
Storm Sewers 0.14                    
Mowing 0.56                    
Water Production 0.07                    
Building Maintenance 1.1                      

Total F.T.E.s Needed 3.85                    
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The need for additional staffing shown in the benchmark comparisons may be 
the cause of some of the concerns raised during our interviews related either to 
work not getting done or not getting done satisfactorily. In addition, there were 
concerns expressed about the supervision of the employees in this department. 
They are currently supervised by the City Administrator who offices in city hall 
and is not out in the field. In addition, he lacks extensive experience in public 
works operations. Hiring a Public Works working supervisor who would be held 
responsible for overseeing the operations of the department would provide an 
adequate level of staffing and needed supervision. It would also provide 
accountability for the delivery of services in a satisfactory manner. It is 
recognized there is an additional cost to adding this position. However mowing 
and some other services mentioned as a concern by Council members, such as 
fertilization programs and hanging flags/banners in the City may be able to be 
resumed.   
 
The City could choose not to increase Public Works staff, but then it should 
recognize the department is not going to be able to perform all the services in as 
timely a manner as may be desired. The City should establish a priority listing 
for Public Works services. Those service that affect the health, safety, and 
welfare of the resident should be given the highest priority. These would include 
water and sewer utilities, street and building maintenance year-round, snow 
plowing and ice control in winter months. Other operations like mowing would 
have a lesser priority and may not get done as quickly as desired. However, 
establishing a priority would provide Public Works with clear direction for the 
provision of its services. 
 
Recommendation:  The City should hire a Public Works working 
supervisor. If the City chooses not to increase Public Works staffing, it 
should establish a priority listing for Public Works services with those 
services that affect the health, safety, and welfare of the resident should be 
given the highest priority.  It should also provide training in Public Works 
to the City Administrator. 
 

Operational Analysis   
During the course of our interviews a number of operational issues were raised. 
Some of these issues were brought up by several individuals. This section of the 
report will discuss these issues and offer suggestions to address them. 

Public Works Staffing Current Staffing

Staffing at 
Average of 

Comparison 
Cities

F.T.E.s/1,000 Population 2.2                      2.9                      
Households/F.T.E. 2.2                      2.6                      
Acres/FTE 2.2                      3.7                      
Infrastructure and Services 2.2                      3.8                      
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Public Works Overtime Cost 
Overtime costs in the Public Department were reviewed for the period 2013 
through 2017. These included costs in Public Works, Ice & Snow Removal, 
Parks, Water Fund, and Sewer Fund. Overtime costs ranged from a low of 
$5,830 (4.82%) in 2016 to a high of $11,887 (11.38%) in 2014. Overtime costs 
were $44,807 (7.54%) of total costs over this period. The majority of overtime 
was reported in Public works (2.00%), Ice & Snow Removal (1.95%), and 
Water Fund (2.33%). These costs do not seem excessive based on our 
experience especially when you consider that the water treatment plant is 
checked on overtime every Saturday and Sunday. Data from a study we are 
currently assisting another client with shows average overtime percentages 
ranging from 4.14% to 5.88% in Public Works and from 2.93% to 4.65% in 
Water and Sewer Funds. Maple Plain overtime costs are shown below. 
 

 
Public Works Scheduling 
It was suggested in several interviews that Public Works staff could be 
scheduled so to avoid paying overtime to check the water treatment plant and to 
open park restrooms on weekends. A schedule could be implemented with a 
two-week rotation. Week one would have employee one starting on Sunday and 
working through Thursday. Employee two would begin working on Tuesday 
and work through Saturday. Week two would have employee two working 
Sunday through Thursday and employee one working Tuesday through 
Saturday. This schedule would have each employee working ten consecutive 
days with a four-day weekend every other week. A drawback of this schedule is 
that it would limit jobs requiring two employees to the three days their 
schedules intersected. If the City adds a Public Supervisor, that position could 
work Monday through Friday so that there would be two employees at all times 
during the “normal work week”. 
 
Recommendation:  The City should consider a Public Works schedule that 
has one employee working Sunday through Thursday and the other 
employee working Tuesday through Saturday if it desires to reduce 
overtime costs. 
 
City Hall Office Hours 
The need to have City Hall open every day from 8:00 AM through 4:30 PM was 
also discussed by several of those interviewed. There was also a suggestion that 
maybe City Hall could be open one evening to accommodate residents who 

Summary 2013 2014 2015 2016 2017 Total
Full-Time Employee - Regular 113,605$      99,719$        103,079$      118,751$      137,876$      573,030$      
Full-Time Employee - Overtime 11,115$        11,887$        6,268$          5,830$          9,707$          44,807$        
Temporary Employee - Regular 3,045$          4,758$          9,905$          2,145$          1,443$          21,296$        

Total 127,765$      116,364$      119,252$      126,726$      149,026$      639,133$      

Percentage Overtime 9.53% 11.38% 5.55% 4.82% 6.97% 7.54%
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work during the day. The operating hours for City Hall are a policy decision of 
the City Council who can establish whatever schedule to balance costs with 
service to its citizens. For example, hours could be set to have the City Hall only 
open when all three office staff are scheduled to be working. That would 
prevent the City Administrator from having to spend time staffing the front 
counter, answering calls, issuing permits and other duties not germane to his 
position allowing him to focus on the broader policy and management issues of 
the City.  However, reducing the hours City Hall is currently open would be a 
reduction in service for City residents who are used to the current schedule. 
 
Council Meeting and Work Session Minutes 
There was a lot of discussion about the minutes for City Council meetings and 
for City Council work sessions. These discussions centered around two primary 
issues, the content of the minutes and the need for minutes or a written record of 
City Council work sessions. The League of Minnesota Cities provides some 
guidance on minutes of meeting in its Handbook For Minnesota Cities. Chapter 
7 Meetings, Motions, Resolutions, and Ordinances contains a list of 
recommended information to be kept in minutes from the State Auditor’s office. 
This list includes statutorily required information and other information the 
Auditor recommends. This list is copied below. 
 

• Type of meeting (regular, special, emergency, etc.). 
• Type of group meeting (whether the meeting is a meeting of 

the governing body or committee, for example). 
• Date and place the meeting was held. 
• Time the meeting was called to order. 
• Approval of minutes of the previous meeting, with any 

corrections. 
• Identity of parties to whom contracts were awarded. 
• Abstentions from voting due to a conflict and the member’s 

name and reason for abstention. 
• Reasons the governing body awarded a particular contract to 

a bidder other than the lowest bidder. 
• Granting of variances and special use permits. 
• Approval of hourly rates paid for services provided, mileage 

rates, meal-reimbursement amounts, and per-diem amounts. 
• Listing of all bills allowed or approved for payment, noting 

the recipient, purpose, and amount. 
• List of all transfers of funds. 
• Appointments of representatives to committees or outside 

organizations. 
• Reports of the officers. 
• Authorizations and directions to invest excess funds, 

information on investment redemptions and maturities. 
• Time the meeting concluded. 
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While supplementing this list with other data is not needed to meet the legal 
requirements of minutes, the city staff and officials we interviewed indicated 
that a lot of other data is included in minutes. Some believed the inclusion of 
this extra data creates unnecessary work for staff and made the record longer 
and more cumbersome to read and follow. While others believed a detailed 
record was needed because oftentimes Council leaves a meeting with different 
opinions of the direction/action they agreed to take. There seems to be different 
expectations of what the minutes should and should not include. The City 
Council should discuss the inclusion of data not required in the minutes by 
statute and not recommended by the State Auditor. The outcome of the 
discussion should be a guiding policy that clearly states the data to be included 
in the minutes. Once adopted, the policy should be carried out by the City 
Administrator and staff. 
 
Recommendation:  The City Council should develop a guiding policy that 
clearly states the data to be included in the minutes. Once adopted, the 
policy should be carried out by the City Administrator and staff. 
 
The recording of detailed minutes at City Council work sessions was also 
discussed in light of the need for two staff to be present at these sessions. The 
Assistant to the City Administrator indicates that Council Meetings are currently 
recorded so that minutes can be developed from the recordings. Given that, 
there is no need for the Assistant to the City Administrator to attend City 
Council Meetings. Work sessions could also be recorded so minutes could be 
developed from these recordings or the City Administrator could take brief 
minutes, eliminating the need for two staff at City Council work sessions. This 
will allow the Assistant to the City Administrator to be in the office more often 
as she is not allowed to work more than forty hours per week so when she takes 
minutes at a night meeting she takes other time off to avoid overtime. In 
addition, minutes should be less cumbersome once the City Council develops a 
guiding policy for minutes as discussed above. 
 
Role of City Council and Administrator 
The appropriate role of the City Council and the Administrator was discussed in 
our interviews. Defining these roles can be difficult because there is often a 
tendency for elected officials to get involved in areas that should be left to the 
City Administrator. 
 
The Mayor and City Councilors are elected to establish policies, exercise City 
Powers, and to act as a liaison between the city and its residents. Their most 
important function is to participate at city council meetings making and 
seconding motions, participating in discussions of these, and voting on them. 
Some specific powers of the City Council include: 
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• Setting and interpreting rules governing its proceedings 
• Enacting ordinances 
• Setting administrative and public policies 
• Appointing administrative personnel 
• Transacting City business 
• Managing the City’s financial affairs 
• Appointing members of advisory boards 

 
The City Council has other powers provided for in the statutes that are too 
numerous to list in this report.  
 
Our discussion indicated there seems to be some confusion related to the role of 
the Mayor and City Council in the supervision of City employees. Collectively, 
the Mayor and City Council supervise the City Administrator. As individuals, 
neither the Mayor nor individual City Councilors have administrative authority 
to give orders to or to otherwise supervise City employees unless specifically 
directed to do by an act of the City Council.  
 
The City Council has established specific duties for the City Administrator’s 
position which have previously listed in this report. The City Administrator 
should be held accountable for the performance of these duties and the elected 
Mayor and individual City Councilors should respect the duties they have 
delegated and resist the urge to infringe on them. 
 
The Mayor and City Council should revisit the City Administrator’s duties and 
affirm they are still valid. They should subsequently review and discuss them 
with the City Administrator establishing their expectations for him to carry these 
out. The discussion should include communication between the Mayor and City 
Council and the City Administrator to establish expectations and forms of 
communication so that everyone is on the same page. 
 
Recommendation:  The Mayor and City Council should revisit the City 
Administrator’s duties and affirm they are still valid. They should 
subsequently review and discuss them with the City Administrator 
establishing their expectations for him to carry these out. 
 
Other Issues 
During our discussions several other issues were raised by more than one 
person. We included them in this report to bring them to the City’s attention.  
 

1. Perception of Negative Culture 
There is a perception that the City has a negative culture. The sense is 
that some folks see the glass as half empty and focus on what they 
believe is wrong with the City rather than seeing the positives and 
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working to develop a plan to improve those areas where the City is not 
meeting their expectations.  

 
2. Staff Knowledge and Skills 

The skills and knowledge of staff could be improved in some areas 
including:  

 
• Making effective public presentations 
• Report writing 
• City Administrator’s knowledge of Public Works operations 
• Utility billing software 

 
Employees could be sent to training sessions to improve these skills. 
There is a cost, but the benefits of the improvements would be a 
positive for the City and the employee. I am reminded of a post I saw on 
LinkedIn some time ago that read: 
 

CFO to CEO: “What happens if we invest in training our 
employees  
     and they leave?” 

 
CEO to CFO: “What happens if we don’t and they stay?” 

 
3. Public Works Department 

The Public Works Department is under a microscope. There was more 
discussion about this department than any other. We have discussed 
some of the issues and suggested some solutions previously in this 
report. It is clear that there is a breakdown of communication and trust 
between the employees in this department and the rest of the City. 
Public Works operations touch the lives of City residents and businesses 
every day. They are the most visible face of the City. We believe the 
recommendations we have made will result in an operation that will 
meet the City Council’s expectations, provide better supervision and 
direction, and improve the perception of this department.  
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6. Conclusions and Recommendations  
Springsted was retained to conduct an evaluation of the organizational structure, 
efficiencies, and staffing levels of the City of Maple Plain. The following 
conclusion and recommendations were reached as a result of our work. 
 
Conclusions: 

1. The City Council can establish service levels that will either increase 
staffing levels and/or enable staffing reductions. 

2. It is our opinion Maple Plain’s city hall is staffed at an appropriate 
level. However, staffing could be reduced if the resulting reduction in 
service levels were acceptable. There is also a risk that current affected 
staff would look for another position. 

3. The benchmark comparisons show that Maple Plain is understaffed in 
its Public Works Department. 

4. Overtime costs in the Public Works Department do not seem excessive 
based on our experience. 

5. The operating hours for City Hall are a policy decision of the City 
Council. Hours could be set to have the City Hall only open when all 
three office staff are scheduled to be working. That would prevent the 
City Administrator from having to spend time staffing the front counter, 
answering calls, issuing permits and other duties not germane to his 
position allowing him to focus on the broader policy and management 
issues of the City. 

6. There is a perception that the City has a negative culture. The sense is 
that some folks see the glass as half empty and focus on what they 
believe is wrong with the City’s rather than seeing the positives and 
working to develop a plan to improve those areas where the City is not 
meeting their expectations. 

7. The Public Works Department is under a microscope. It is clear that 
there is a breakdown of communication and trust between the 
employees in is department and the rest of the City. 

 
Recommendations: 

1. The City should work with the Fire Chief to explore the purchase of 
software that would enable the firefighters to enter data directly into the 
state system. The cost of software should be evaluated against the hours 
of time that could be saved by eliminating the need for the Deputy 
Clerk to re-enter the data into the State system. 

2. The City should explore contracting out utility billing with a private 
vendor evaluating the cost of outsourcing versus doing it in-house. 

3. The City should hire a Public Works working supervisor. If the City 
chooses not to increase Public Works staffing, it should establish a 
priority listing for Public Works services with those service that affect 
the health, safety, and welfare of the resident given the highest priority. 
It should also provide training in Public Works to the City 
Administrator. 
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4. The City should consider a Public Works schedule that has one 
employee working Sunday through Thursday and the other employee 
working Tuesday through Saturday if it desires to reduce overtime 
costs. 

5. The City Council should develop a guiding policy that clearly states the 
data to be included in the minutes. Once adopted, the policy should be 
carried out by the City Administrator and staff. 

6. The Mayor and City Council should revisit the City Administrator’s 
duties and affirm they are still valid. They should subsequently review 
and discuss them with the City Administrator establishing their 
expectations for him to carry these out. 

 
 
 



 

 

 

 
5050 INDEPENDENCE STREET | MAPLE PLAIN, MN 55359 

Phone:  (763) 479-0515 | Fax:  (763) 479-0519 | www.mapleplain.com 
 

              

To: City Council 

From: Nicole Tingley, Assistant to the City Administrator 

Re: July – September (Quarter 3) 2018 Facebook Page Analytics Report 

Date: October 2, 2018 

              

 

Likes 

 

July 1, 2018 – September 30, 2018 

 

July 1, 2018: 317 

September 30, 2018: 332 

Gain of: 15 Likes 

 

Reach 

 

July 1, 2018 – September 30, 2018 

 

Total Reach: 8,042 

Post Reach: 7,722 

Reach by other than post: 320 

 

Total reach is the number of people who have seen any activity from the page including the 

posts, posts to the page by other people, page like ads, mentions, and check-ins. It is tracked day-

by-day. This number was calculated by adding up the daily total reach from July 1, 2018 to 

September 30, 2018. 

 

Post reach is the number of people who saw posts from the page. It is tracked day-by-day. This 

number was calculated by adding up the daily post reach from July 1, 2018 to September 30, 

2018. 

 

Reach by other than post is the difference between Total Reach and Post Reach. 

 

Views 

 

July 1, 2018 – September 30, 2018 

 

Total Views: 262 

 

Total Views includes both logged in and logged out views of the page. 



 

 

 

Highlight Posts 

 

Top performing posts for the time period of July 1, 2018 – September 30, 2018. 
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