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Des Moines Pool Metropolitan Park District 
 

AGENDA ITEMS SUMMARY SHEET 
 
Agenda Item #: 6a     Assigned to: District GM  Meeting Date: 10/19/21 

 
Under: Business  Attachment:           Yes 

 
Subject: Scheduling Challenge – Part-Time Employees (Continuation of 10-09-21 

Discussion) 
 
 
Background/Summary:  The District GM presented challenges to recruiting frontline staff 
including lifeguards, swim lesson instructors and other positions. 
 
Attached is the presentation from October 19. 
 
This discussion affects the district’s ability to grow as staff are needed to provide programming 
and increase operational hours. 
 
 
Fiscal Impact: N/A 
 
Proposed Motion: No motion necessary. Informational only. 
 
Reviewed by Legal 
Counsel: 

 Yes __ ___ No X  Date:  

 
Two Touch Rule:  N/A  Committee Review 
  N/A First Board Meeting (Informational) 
  N/A Second Board Meeting (Action) 

 
Action Taken:  Adopted   Rejected   Postponed  

 
Follow-up Needed:  Yes   No   Reporting Back Date:  

 
Notes/Attachments:  
- Staffing Challenge – Part-Time Employees  
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2022 
Frontline 

Staffing 
Update

October 19 Board 
Meeting

Salary Survey Results (2 of 4 Responses)

Tukwila Pool
• What are your salary ranges going to be for the following 

positions? The information being provided is based on the 
Tuk Pools operations team's proposed 2022 wage scale (2022 
WA State Minimum Wage raises to $14.49 per hour)

• Lifeguard: Range $15.00 - $18.44
• Head Guard: Range $17.50 - $21.51
• Swim Instructor: Range $16.00 - $19.67
• Water Exercise Instructor: Range $18.50 - $22.74

• Are you offering any incentives to attract new employees or 
referrals? Not at this time

• Do you offer any incentives for meeting benchmarks or hours 
worked? Yes, Summer Incentive Pay (page 61) (Click the 
link)

• End of summer bonus - No
• Classes or hours worked - No

• Do you have any other benefits that you provide part-time 
employees (free pass, clothing, etc.)? Pool Pass for employee 
and family (immediate household)

King County Aquatic Center
• Lifeguard- $17.77 - $22.53
• Front Desk - $17.77 - $22.53

No other positions given.
Are not providing any incentives to work.

Evergreen Aquatic Center and Federal Way 
Community Center did not respond.

Swag & Belonging

• Showed frontline staff ideas and 
seem to like it.

• Advertisement at school for 
working at pool and part of our 
team.
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Updates

Staff working hard to get others to work at pool.

Have a few kids from girls' swim team, SMAC and community.

Quentin and Jared working on getting people not certified 
roles in organization until can pass lifeguard swim test.

•Cashiers
•Swim Lesson (Lower Levels)

Lifeguard class coming in December (estimated).

Keep levels for entry at $16 and try to have competitive 
wages for daytime & head lifeguards (starting at $19.60).

•Taco Time (start at $20)
•Dick’s (start at $19 + education reimbursement)
•Others presented at retreat

Reasons for 
Lost Staff

Focus on School
• No in-person school for over a year and a half

College Outside of Area

Fall Sports
• Balance school and extracurricular activities

Job Outside of Aquatics

Vaccination Mandate – 1 Person

Other Pools – 0

Other – Personal Issues

Proposal: Part-time Staffing Incentives
• Add swim instructor assistant pay rate. (keep minimum wage rate - 2022 $14.49)
• Raise rates to starting at $16.00 (next slide) – Salary Schedule
• Hourly Incentives:

• Swim Instructor – Continue $.50 (certification) + proposed up to $500/year incentive (already passed)
• Difficult shifts – + $1-$2/hour

• Mornings 
• Before 8:00am ($2/hr) – Does not include morning guard rate.
• 8:00am-3:00pm ($1/hr)

• Evenings  (Mon-Thu) – After 8:00pm - $1/hr (Potential Rentals) 
• Friday Evenings (Fri) – After 5:00pm - $1/hr (Sports Games)

• Additional Incentives: (Can discuss this in Spring 2022)
• Summer work (mid-June to Labor Day) –

• End of season bonus - $500/$300/$200/$100
• $500 – minimum 30 hours/week (average six shifts/week)
• $300 – minimum 20 hours/week (average four shifts/week)
• $200 – minimum 15 hours (average three shifts/week)
• $100 – minimum 10 hours (average two shifts/week) 

• School Year Incentives:
• Quarterly – Average 10 Hours/More Week – Get $25 Gift Card (Dutch Bros, Starbucks, etc)

• New Morning Guard Rate – (Next Page)
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Morning Guard Rate

• Set Grade 4 ($18.32 to $22.29)

• Before 3pm. 

• Get older guards that are more stable.

• Only for year-round position(s).

• Does not count summer staff.

• Will help each Fall.

Annual Cycle (Annual Changeover)

End of Summer: 
Head Guards move 
onto college & FT 
outside positions

Fall (low 
availability)
• Focus on school (AP 

classes)
• Swim (Fall/early 

Winter)
• Kids not 18

Over School Year 
Kids Turn 18
• Standard for Head 

Guard (OSHA)
• Minor Work 

Requirements

Spring (Back to Full 
Staff)

Summer (Lose 
guards to Outdoor 

Pools)

Updated Salary Schedule
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Questions October 19
Board Meeting
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Des Moines Pool Metropolitan Park District 
 

AGENDA ITEMS SUMMARY SHEET 
 
Agenda Item #: 6b     Assigned to: District GM  Meeting Date: 10/19/21 

 
Under: Business  Attachment:           Yes 

 
Subject: Scheduling Challenge – Full-Time  

 
 
Background/Summary:  The District GM presented challenges to recruiting full-time staff 
including the aquatics manager, aquatics coordinator, aquatics specialist and district clerk. 
 
Attached is a new presentation. 
 
This discussion affects the district’s ability to grow as staff are needed to provide programming 
and increase operational hours. The management staff is needed to manage and lead staff, 
program the facility and provide the support to develop growth throughout the organization.  
 
 
Fiscal Impact: N/A 
 
Proposed Motion: No motion necessary. Informational only. 
 
Reviewed by Legal 
Counsel: 

 Yes __ ___ No X  Date:  

 
Two Touch Rule:  N/A  Committee Review 
  N/A First Board Meeting (Informational) 
  N/A Second Board Meeting (Action) 

 
Action Taken:  Adopted   Rejected   Postponed  

 
Follow-up Needed:  Yes   No   Reporting Back Date:  

 
Notes/Attachments:  
- Staffing Challenge – Full-Time Employees (attached) 
- Updated Salary Schedule 
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2022 Management 
Staffing 

Recommendations
November 9 Board Retreat

WHY DO WE 
NEED 

MANAGEMENT 
AT POOL?

• Supervision (OSHA + Minor Work Regulations)

• Planning (swim lessons, clubs, classes, events)

• Training (on-the-job, in-service, cashier, swim lessons, 
certifications)

• Programming (especially daytime) may need to take lead

• Scheduling (including payroll)

• Customer service (lead with customers, problem solving, 
systems)

• Maintenance + Cleaning (onsite coordination, checking 
24/7, etc.)

• Staffing (fill-in for shifts, coordination, etc.)

• Incidents/Accidents (handling, follow-up, etc.)

Management 
Succession

• Possibility to have entire new management team 
in 2022 or 2023

• Need people onboard that can learn system and 
transition into higher jobs

• Need ability to be certified in needed programs 
for growth:

• Aquatic Facilities Operator (AFO)
• two legally needed on site per RCW’s
• Good certificate for all managers

• Lifeguard Instructor (LGI) – needed to 
instruct people to become lifeguards

• Water Safety Instructor (WSI) – need to 
instruct people to become swim instructors

• Without latter two certs, difficult to 
train people onsite 

• Hire locally(transportation and equity 
issues)

• Best approach to scalability
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Proposal: Management

• Look at making specialist into Aquatics Coordinator (2 positions)
• Look at raising pay to be more competitive

• Market is changing

• Look at more benefits:
• PERS System (2023) for Retirement in addition to Deferred Compensation
• Keep matching outside of PERS for Assoc. of WA Cities benefits
• Note- Currently have to choose 16% towards retirement or benefits. Might be good to explore in future.
• Most other cities pay 25-40%

• Develop turnover budget for changeover
• Payouts, plus overlap to properly train new staff

Salary Schedule (After PTE Recommendations)

Original Management Position Analysis (Effects)

September 28
• Aquatics Manager (1) –

• 20 - $33.22 to $40.42 (Grade 14)
• 22 - $33.68 to $40.97 (Grade 13) 

• Current - $35.99 (Second Year)

• Aquatics Coordinator (2) –
• 20 - $27.12 to $32.99 (Grade 11)
• 22 - $27.49 to $33.45 (Grade 10)

• Current - $27.12 (First Year)

• District Clerk (1) –
• 20 - $27.12 to $32.99 (Grade 11)
• 22 - $27.49 to $33.45 (Grade 10)

• Current – $27.29 (Fifth Year)

Updated Recommendation
• Aquatics Manager (1) –

• 20 - $33.22 to $40.42 (Grade 14)
• 22 - $36.04 to $43.84 (Grade 14) 

• Current - $35.99 (Second Year)

• Aquatics Coordinator (2) –
• 20 - $27.12 to $32.99 (Grade 11)
• 22 - $29.42 to $35.79 (Grade 11)

• Current - $27.12 (First Year)

• District Clerk (1) –
• 20 - $27.12 to $32.99 (Grade 11)
• 22 - 22 - $29.42 to $35.79 (Grade 11 

• Current – $27.29 (Fifth Year)
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Salary Schedule 
(After FTE 
Recommendations)

Recent Job 
Openings
• Covington – Aquatics 

Manager
• $89K-$107K
• Great benefit package

• Edmonds – Recreation 
Coordinator

• $75k-$93K
• Great Benefit Package

District current 
retirement
• 16% matching for health insurance, 

retirement or a little bit of both
• Does not cover both
• Does not cover spouse or additional 

children
• Cannot compete with city, county or 

school district benefit packages
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Benefits (Cannot Compete)

• Average City (pre-pandemic) – 25-40%

• Staff has opportunity to have both health insurance, retirement and other 
programs covered by city

• Retirement: Matching additional retirement
• Health Insurance: Matching money towards spouse and children in 

family
• No supplemental insurance
• No wellness programs

• PERS Guaranteed Retirement Income

PERS Guaranteed 
Retirement Income

• Current deferred retirement 
– does not guarantee income 
after retirement

• 25 of years service under 
State PERS system does

• Based on highest 18-
months of service

• Guaranteed for 
remainder of life

• Staff that work with us, 
forced to extend career and 
take risk of not continuing 
service

How Does This Affect District?

More difficult to 
attract and retain 
quality managers

• Train from within
• Get people for 

temporary 
circumstances

More difficult to have 
managers to train and 

retain lifeguards

• Low stability
• Spend time training 

managers that could 
be utilized to train 
and grow staff

Slower scalability of 
programming

• Cannot start new 
programming 
without staff

• Spin wheels
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ADD BUDGET IMPLICATIONS (PAY ONLY)

$.2166

WORK PLAN

• Make pay changes for 2022

• Plans for 2023 Budget
• Q2 2022 – District GM works with 

Finance Committee on benefit 
packages

• Q3 2022 – Finance Committee 
and DGM make recommendations 
with budget implications

• Present at Retreat
• Add recommendations to budget

Questions
November 9 Retreat
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Des Moines Pool Metropolitan Park District 
 

AGENDA ITEMS SUMMARY SHEET 
 
Agenda Item #: 6c     Assigned to: District GM  Meeting Date: 11/09/21 

 
Under: Business  Attachment:           Yes 

 
Subject: Cash Flow Analysis  

 
 
Background/Summary: The District GM will present Cash Flow Analysis for the remainder of 
2021 and a potential outlook for 2022. 
 
This presentation should give us the ability to see the 2021 end-of-year balance, potential 
money to be transferred to capital reserve and starting funds to be factored into 2022 budget 
and levy certification. 
 
 
Fiscal Impact: N/A 
 
Proposed Motion: No motion necessary. Informational only. 
 
Reviewed by Legal 
Counsel: 

 Yes __ ___ No X  Date:  

 
Two Touch Rule:  N/A  Committee Review 
  N/A First Board Meeting (Informational) 
  N/A Second Board Meeting (Action) 

 
Action Taken:  Adopted   Rejected   Postponed  

 
Follow-up Needed:  Yes   No   Reporting Back Date:  

 
Notes/Attachments:  
- 2021 Cash Flow Analysis 
- 2022 Estimated Cash Flow Analysis (Present at November 9 meeting) 
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