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ORDINANCE _ I I’I ’)05

o AN ORDINANCE. adding a new Seattle Municipal Code Secnon 4.20. 390 Manager and - 1
~ Strategic Advisor Compernsation Program; and repealing Seattle Municipal Code
Sections 4.20.400, Manager Compensation Program—Description, and 420 420,

Strategle A dvrsor Compensanon Program——Descnptlon

: WHEREAS the Manager and Strateglc Advisor Compensatlon ngmm was adapted in %
' ‘November 1997 for implementation in 1998, with the understanding that the -
~ Program would be formally evaluated to ensure its continued viability as apay .

strategy; and

WHEREAS, the City contracted with a consulting firm in 1999 to evaluate ilie program,
including how well the program was recelved and understood by program

- participants; and

~ Council and department heads concluded that revisions to ‘the program’s design
" relative to overall spending, base salary-setting, and the variable performance pay

- component . will improve its sustainability and ensure greater eonsrstency of -

application across depariments;

- NOW THEREFORE,
 BEIT ORDAINED BY THE CITY OF SEATTLE AS FOLLOWS:

Secuon 1. There is hereby added to Seattle Mumerpal Code Chaptcr 4. 20 a newi

section, 4.20.390, Mannger and smtegle Advlsor Compensation Program, as follows

A. There is estabhshed aManagel andStrategle Advisor Compensauon Program :
- under which posmons allocatcd to “Manager" and “Stmegle Advnsor” shall be

compcnsatcd The Personnel Director is authonzed o lmplement and admmlster the

' Manager and Slrategnc Advrsor Compensation Program substantially - in accord with the
APEX Managers and Strateglc Advisors Plan Desrgn, whrch is mcorporated by this

reference, and any subsequent revnsrons lhereto that are approved by the Mayor and the Crty
Council. The Personnel Director shall allocate posrtlons into and out of Manager and
Stmlegrc Advnsor in accordance with established rules and procedures.

WHEREAS the evalualron and subsequent discussions between the Mayor, the City | |
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increase to reflect any or all of the appmved market adjustment pmvnded, that no Manager
. or Straleglc Advisor. shall be eligible l‘or such an adjusunent if his or her perl'onnancc m the >
most recent evaluatlon cycle failed to be described as “sansfactory” or better.  Other

,adjustmenls to base salaries must bc mndc in accordancc with ngram Gmdelmes and - |

within budget and spending guldcllm

, C, The Personnel Director w:ll establish perl‘ormmcc recogmnon gmdelmes for | |

the Manager and Straleglc Advisor Compcnsahon Program. The appomtmg authonty may

‘award to a Manager or Strategic Advisor under his or her direction a lump sum payment of |

up to elght pement (8%) of base salary, in addmon to base salary, for recogmtlon of the

accompllshmcnl of goals and work oulcomes at the compleuon of an annual evaluanon' ,

| period. Any lump sum payment made pursuant to this section shall be consldeted a part of

regular . ‘compensation, prorated annually, for purposes of withholding retirement

contnbuuons and calculatmg retirement benefits for affected employees who are members of :

the City Employces Retirement System.

Section 2. B A limit on cach depanmem’s overall spending for 1999 and 2000 for

: lhe ‘Manager and Slralcglc Advusor Program is_hereby cstabllshed as 106% of baselme
salaries for cach year. This will be done by cstablishing actual annual baselmc salary costs !
as of the last pay period- of 1998, including adjustments for vacant positions ant ) :

2

“B.  The salaxy structure for the Manager and Strateglc Advisor Compensatlon,,{ -
= ngram shall cons:st of one (1) pay band with tlmee (€)] sub-bands, or pay zoms Pay zone :
, i assngnmcnt shall constltute ‘the class:ﬁcauon for all relevant provns:ons of thc Scattle T
 Municipal Code and the Personnel Rules. Where oocupauonal groups have been designated,
- the occupatlonal group shall constmne the class sencs The apyomung authonty shail have?;rif
: the discretion to set and/or modify base salary anywhete withiin the recommended pay zone : :
: for any Manager or Strategic Advisor under his or her direction, wnlhm formal budget and 'f |
B spendmg limits cstabllshed by thc Mayor and the City Council. The Personnel Director ,:
 shall recommend to the City Council for approval market adjustments to the salary structure i
- based-on a biennial labor market analysis of sclected representative classifications. Theﬁ
: appomtmg authority shal! determine whether position incumbents shall receive 2 base saluy' 1
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vt
n positions added to the program dunng 1999; addmg an annual allowance of four pement :
(4%) of the baselme salary costs for base salary increases, including any approved market 1

adjustmcnts and adding an. annual allowance of two peroent (2%) of the bascline salary, S 7
- costs for vanable performance pay These limits shall apply to each depamnent’s overall b
- spendmg for the combmed Manager and Strategic Advisor Program and the Acconntabnhtyi -
L Pay for Execuhves ngmn The Petsonnel Du'ector may appmve. 1f necessary and: 1
appmpnate properly documented excephons to the spendmg llmlts for nnannclpated :
i f . mtentlon or hmng costs, for small departments, and for base salary commitments made pnor:— :7 7
: ; to this legnslanon Depaﬂment hmds are hereby. dnected to report annual baseline salary' .
) dala as of the last pay penod for 1998 for Managet and Stmteglc Ad\nsor Program o

pMcnpants to the Personnel Dlrector by November 15 1999 and by February 1" eech yarj 7
- theteancr for the last ‘pay penod of the previous year, in aceotdance with procedures |
) " established by the Pemonnel Dlreclor | : :
1. Sccuon 3. Seattle Mumclpal Code Section 4.20. 400 Onhnance 118783 is he:eby:
| sec*.i;,.',— 4. Seattle Mmiéipax’coqc Section 4.20.4’20; Ordinance 118775, is hereby |
'mpaled. | S o ' :
. Section 5 Any acts made consistent with the authority and prior to the effective date
, of ﬂus ondmance are heteby rallﬁed and confirmed.
| »
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Secuon 6. Thls ordmance shall take effect and be i m force thirty (3“) days from -

and aﬁer 1ts approval by the Mayor, but if not appmved and reiurned by the ‘dayor within v
- ten (10) days after presentation, it shall take effect as pmvxded by Municipal Code Secnon;_' 1 i
-1.04.020.

 Passed by the City Council the 1¥ day of (Dckrinon ., 1999, and signed by

me in open session in authentication of its passage this _\& day of -MA)—'




—REPORT: 10/6/99 FINANCE & BUDGET COMMITIEE
CHANGES TO THE “APEX/SAMS” PAY SYSTEM FOR CITY

EXECUTIVES, STRATEGIC ADVISORS AND MANAGERS
. " Prepared by Mary Denzel, 10-7-99 '
- | Issue Adopted/Amended version Vote
Spending Limit spending to 106% of base pay as of last pay 4-0
| limit period 1998. Max. 4% for base pay increases. - | -
R Max2%asspcndinﬁgglimitforbonusm( T o
‘| Tmplementing | Implement % cap retroactive to last pay periodin {3-0- 1
strategy for - | 1998, but aliow departments to request exceptions | MC JD
11999 for base salary adjustments already awarded that TP
Sl exceed the 106% cap, and for retention problems. | RM
- [Whois Guideline of 40% of employees, (exceptional | 4-0
eligible for performers), with 15% eligible for large bonuses. - |
bonuses? o ' -
Maximum | 8%. Consider additional levels of bonus in 40
‘amount of ongoing evaluation of the program. '
|bonus - ' ,
Oversight Tnclude details on oversight and monitoring in the | 4-0
: Plan Design adopted as part of this legislation.
[ CONSENTITEMS ___ _ R
[ Clarifying Clanity that 106% cap is to overall spending, no. 5 -0
language individual pay. MC
Ensure that the 106% cap is clearly ar’’ ;ulated in | JD
the legislation and the Plan Design. S
Clarify that market adjustments to pav v:!' not
be given to employees whose evaluatic:. athe
most recent evaluation cycle failed to be '
| described as “satisfactory” or better. '
| Delete language in Plan Design that says
employees who “meet expected targets” are.
R cligible for variable performance pay. : ,
Market Surveys | Stratify market surveys so we have data by 3-0
| occupational groups, and can apgly different :
market adjustments to different groups as
S 3-0-1
| Adopt legislation as amended MC 1D
- TP
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£ Législative Department '

' Seattle City Council ~ ANNOTATED WITH
Memorandum . COMMITTEE VOTES
Date: October 7, 1999 .

’l‘o Members, Finance and Budget Comlmttee -

- From:- Mary Déﬁiel, Councll Central S@l&/

| Subject: AP'EX/SAMS Program Changes: Decision Agenda

~ Beginning in spring 1999, a task force Chaired by beputy Mayor Maudr Daudon has been working
with a consultant to evaluate the new compensation program for the City’s executives, managers,
and strategic advisors, adopted in the fall of 1997.! - :

One piece of information the task force was responding to was the fact that the average salary
increase for this group as a whole was 11.4%in 1998 compared to 1997, including base pay -
increases and variable performance pay (VPP]. In addition, 93% of participants in the program
received some VPP. Labor reacted unfavorably to this information because of perceived inequities -
with pay increases in the same period for represented employees. (It is difficult to do an apples-to-
apples comparison, because the increases in the APEX/SAMS program would compare to all pay -
increases to represented employees including cost of living increases to base pay, reclassifications,
step increases and overtime pay). One intention of the APEX/SAMS program was to establish a
relationship between pay for this group and pay in the job markets in which we compete for these
employees. However, there is always a tension between comparison to outside employers and
comparison to other employees within the City system, (internal equity). The Labor representatives
are pointing to perceived shifts in internal equity as a result of the APEX/SAMS program.

The Executive, working with Councilmember Choe, has developed several proposed changes to the
EX/SAMS program: B : , Bl

o Limit cost increases in 1999 and 2000 to 106% of the preyious ycér;s total actual salaries for the - :

group. - - - . ’ .
o . Within that 106%, allow 4% for base pay increases, and2%asa budget for the VPP program.
. _TheVPPis currently budgeted at 4% of total salaries. et e
o Continue to assess the relationship of these positions to the market every two years, (inliecuof . .
‘automatic COLAs of the old program). It is recommended that departments provide the market -
adjustment judiciously to assure that positions warrant a market increase and that employees who .
 receive this market adjustment in 1999 and 2000 have had satisfactory performance.
o Establish a guideline, not a mandate, that VPP should be awarded to the top 40% of performers, e
 to implement the goal of recognizing outstanding or exceptional performance. = e
e Limit the maximum bonus possible to 8% of salary. (Executives are currently eligible for 10%).

1 Task Force members: Mayor's Office: Maud Daudon, Laurie Brown; ESD Personacl: Mike Schoeppach, Nancy

- Schaefer, Norma McKinney, Dean Barnes; CBO: Elaine Marklund; Department Heads: Dwight Dively, Gary Zarker,
Virginia Anderson, Daryl Grigsby; Human Resources Managers:  Wayane Sepolen, Joan Miller, Bill Kolden, Joanne
Peterson; Law Department: Jack Johnson; City-wide: Curt Green, Sarah Welch: Legisiative: Martha Choe, Jan l?rﬁgo’; N
Mary Denzel By R
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The proposal before Councnl suggests 1mplementmg these spendmg rwtnctlons in 1999 wnhont
changing the budgets for the affected departments. This wxll mtnct spendmg in this program but

. ‘-3

not nmmly the overall spendmg of departments

1 have identified six issue areas for discussion:
The amount of the spending limit to be imposed, and the methodology for imposing it
Legislating the suggested formal spending limits

" The implementing strategy for 1999

AN

to performance.

LAl

 Continuing oversight

" The methodology for seeking market compansons, and the rel

Who should be eligible for bonuses, and what should the maximum bonus be?

1. Opuons for Establishmg Spendmg leits for the Program

anohship of the market adjusunent

[Spending limit Methodology

lsmcleons:dmhons

— a) Onginal Program design
i) M:dpom!ononeforallposmonsm
-~ zome as budget for base pay
i) - 4% of total salary budget for program
asbomupool(vamblepetformmce
pay or VPP)
i) 'Funds from other sources can be used
_“'to cover costs of this program

U Allowed departments to nmpott" savings fmm
other places in their budgets into this program.

U Labor representatives protested the richness of -
lhspmgtam,nhnvetoﬂiepaymcrezsesbugamed
for represented employees. -
£ Allowed pay adjustments to positions that had not.

been assessed in many yeats, even decades. This is

similar to a broad reclassification process. In-
making these adjustments in the first year, -

| departments exce:ded the expected costs for the -

program, averaging over 5% in VPP paid outand
over (% in base pay adjustments. - .
iU Extended considerable discretion to depmt

heads for decisions that had previously been :

legislated and centrally controlled. :

b) ercuuverposal -
i) Acmalsahryasofhstpaypemd%
ii) 2.565% market adjustment fotboth
1999 and 2000 '
'm) 2% VPPcap - .-
w) 6% cap on total program cost

increases for 1999 over 1998 and for

2000 over 1999

v) . departments that have difficulties wﬂh
the retroactive spplication can appeal
to the Personnel Director.

vi) Savings from elsewhere in the budget
cannot be used to increase payouts in

this program. - -

lmposcssomespendingcmmimsonthesyﬂem.

ﬂAﬂowsforG%ovenﬂyomhmuluycoshp'r :

year, which covers market adjustments, job growth,
andpert‘omancepay This is similar to the average
growth in pay in simiiar publnc sector ngencxes over
the ym :

ft Depnunents that are having parucular
recruitment problems can appeal to the Personnel
Director for relief.

1! This resolves one complaint about the system
from Labor mptesentanves that salary savings
from vacancies in represented positions can be used
to mcrease payouts to Execunves

11U The limited budget for VPP means meaningful
bonuses can be given to very few employees.

1t By using actual salary as the base upon which %

increases are given, departmenis who gave large

increases early in the program are benefited out of '

proportion to those who designed a program with-
more gradual pay increases.
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U Does not allow for exceptions for retention
problems (such as the recent modificationto the -

signal clectricians in SEATRAN that were being - - :

hired away by City Light).

1 Making this adjustment back to 1-1-99 at sucha |

late date in the year could cause difficulties to -

dcpamncntsﬂ:athvemadespendingdecisions,or 1
assurances to staff, based on the current program . B 5

design. ,

c) AltemativeOne . - s
i) Actual salary as of 1-1-99
i) 2.565% market adjustment
jii) 3% VPPreap g
““iv) 107%overallcap

esﬁnutedat“ZS,ooo,abomhalfoﬁtGmenl
Fund. Homa,thisammtwwldnotbeﬂdedto

budgets. CBO’s plan is to hold

wwdgembhshedspendmgap,andto

' memxpsomavmgsﬁom(}malfund

1% of total salary for this 600-member groupis

1T Given the difficulty some departments are having
recruiting and retaining staff in certain positions, a

highcroompcnsationlevelfonhispmgnmmaybe 1+

needed. Some feel 6% is not enough for the City to '
compete for and retain top performers. . -

U If the cap is not established, the funds budgeted
fotthepmgnmmlikelytobéspent,whethgror
noithemmmcnﬁmto;mﬁqn problems.

U ‘This contributes to the perception, if not the -
reality; of unfair disparity in pay for this group

compared to represented employees. (this perceived :

dkpaﬁtydoanotchtorinovaﬁmepayto
‘fepresented employees).

U Addiog to the VPP budget is not as effective in

recruiting and retaining employees as adding to base '

—d) Altermative Two:
i)  Actual salary
ii)  2.565% market adjustment
iii) 2% VPP cap
v) 107% h (providi $

pay. i
~{T Additional spending authority is needed to assist
departments in recruiting and retaining personnel in

this program.

ft Adding a percent to the base pay is the most
effective way to immprove recruiting and retention.

1 1f the cap is not imposed, it is likely to be spent,
:egardlmofwhetbenhcmaxekgitimaterecmiﬁng

) Opﬂonb)p!umoremmrorexcepﬁou
fornnanﬂelpﬂtedreunﬂonmundfor
basenlnryeommlmtlmadeprhrto,

Allows more flexibility to 106% cap

U 1f not judiciously appli-4, couid result in
“unexpected” cost overruns.

| COMMITTEE VOTE: OPTION ¢

VOTE 4-0

It is unclear if the Executive proposal is intended to limit
or if this spending limit is meant only to apply to the overa

some individuals may be given more than 106%).

|"c"|ari‘“fy Tangusge In Flan Design and legisiation

COMMI“TEE VOTE,
CONSENT ITEM 3-0__

CAWTNWORD Doc apexevalipoestask Fisal memo doc

individual pay increases to 106% of the previous year’s salary,
i1 spending for the program in each department, (in which case
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2. Communicating Formal Spending Limits in the Plan Design

The proposed iegislation says: 7
The appomtmg authority shall havé'the discretion to set and/or modify base salary anywhere within the -
recommended pay zone for any Manager or Strategic Advisor under his or her direction, within formal -
budgetary limits established by the Mayor and the City Council. '

The language above that refers to “budgetary” limits should be modified to read “spending” limits. ‘Budget does not -
-equal spending. CBO does not intend to change budget authority in 1999 or 2000 for this program, but instead to impose

spending limits on departments. If there are savings generated by this process, CBO intends to recoup them in the salary -

settlement process with General Fund Departments.

The original “APEX, Managers and Strategic Advisors Proposal” referenced in the legislation adopting the program was
silent on the issue of budgeting and spending on the program. However, training materials used for the program, (cf.
“Questions and Answers from Variable Performance Pay Training, Octoter 27, 28, and 29, 1997) state clearly that
departments may use “funds from other sourccs, such as salary savings™ to cover the actual costs of the program. Staff
recommends that Council establish the firmer spending limits for the program either in the Plan Design, (the “APEX,
Managers and Strategic Advisors Proposal”), or in the legislation adopting the program.

et ettt )

- Estabiiah the firm spendic Himits In the “APEX, Managers COMMITTEE VOTE, CONSENT
| and Strategic Advisors Plan Design” | ITEM 30 s

3. Implementation strategy for 1999.
The foﬂw?ﬁg table compares the existing spending stmegy with the proposed new spending strategy.

CAWINWORDY Doesapruevstipostask\Fisal memmo doc

Old methodology ' New Methodology =
¢ Midpoint of the zone for base budget - (see Actual satary (“rewards” those departments who
" table below, from the 1998 Annual Reporton | paid, on average, above midpoint)
" the program, for the relationshipof . - ' :
” department’s actual base pay relative to | 42,565 (some departments awarded the 2.565 to
midpoint) ' take effect first pay pericd 99. Others may not
¢ - Midpoint should have been figured in the have. This unfairly impacts those who didn’t award
" budgets for 99 2nd 00 to include a 2.565% it right away).
" “increase over 98 figures each year. o
o 4% of estimated total salary for VPP - - | #2% for VPP
. Dmmumaﬂowe&tohmoﬂhﬂget '
. savings into this program from elsewhere in
their budgets.
¢  CBO allowed adjustments for small :
S ts,andalsoundeallomnccfonhis
" being the first year implementing anew =
‘2 compensation program, (which typically results
in a “bump” in base pay as these positions are
reevaluated on a broad basis) '
APEX/SAMS 1998 PA Y IN RELATION TO MIDPOINT
, . (Small Departments in bold) : : e
Arts Commussion 110% | Fire . [ 98% _
City Light o i 101% .| Housing & Human Services- . - 98%
["Construction & Land Use | 108% Municipal Court o 103%
Civil Service Commission , .| Parks : e 105%
Neighborhoods 93% | Planning Commission - - T _ | 105%
"ExccutiveServices 104% | Police _ — 1100%
Office for Civil Rights - 1 109% Public Safety Civil Service Commission- | 110%
- Office of Economic Development 100% Retirement Office | 115% e
Intergovernmental Relations B 101% Seattle Center 104% | - !f’

o ‘,4'/

e
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oy j—

[Mayor's Office - —T101% [SEATRAN [ 10%%

‘| Strategic Planning Office 88% - | Scattle Public Utilities . 105%
- e T ~- Qverall City Average 103% . e

The Executive is concerned that the 11.5% overall pay increzses granted in the program in 1998 could be repeated in
1999. This is the motivation for imposing the cap retroactively. Some departrzents have designed programs that spent
according to the current budget. ‘The cap could interfere with what they feel are promises made to employees (e.g. “if

you perform up to this level it’s worth an X% bonus”). The Executive’s proposal does accommodate this difficulty with .

appeal to the Personnel Dircctor. However, the legislation limits this exception for “unanticipated hiring costs and for -
small departments.” ' : ' S T

An altemative would be to hold departments to the budget for the program, and to disallow “importing:” savings from
clsewhere in the budget to cover costs in the APEX/SAMS program. If this option is not selected, Staff recommends
adding language to both pieces of legislation to allow departments to request excepiions in 2000, for spending above the
106% limit for other reasons, such as retention difficulties, that the Personnel Director believes are warranted. A
different ch is needed for 1999, because these ing limits are being i late. 1999 adj
ma : ;
not meet the 106% limit in 1999. Departments in this nosition should discuss these exceptions with the Persoanel

- [ Options for Implementing:
2) Implement % cap retroactive to first pay period in 1999

b) Implement %o capin2000 - = ' S R

¢) Enforce a spending limit in 1999 holding departments to the mintmal budget for the
program (midpoint for base salaries, 4% for VPP), disalbwing using funds from other sources
for costs of this program:, and implement 56 cap in 2000. o '
‘[ @) Tmplement % cap reiroactive to last pay period in 1998, but allow departments to COMMITIEE |
| request exceptions for base salary adjusiments already awarded that exceed the 106% VOTE: 3-0-1 -

SBTTIONAL JUSTIFICATION COULD BE REQUIREDOF | COMMITTEE VOTE: |
DEPARTMENTS WELL ABOVE MIDPOINT FOR BASE PAY BEFORE | INCLUDE LANGUAGE
ADDITIONAL (UP TO 4%) INCREASES ARE GIVEN. IN PLAN DESIGN 3-0-1..

4. Base 'nlary increases rfior market adju;tment

‘a. Should we stratify market snfveys by océnpatiohal gronp to provide better data for market

adjustments?

The Exccutive’s document “APEX/SAM Programs Review” suggest: mnarket comparisons should be used to justify

adjustmer:t to individual employees’ base pay in 1999. Anothet proposal that has been discussed, but is nct included in -

the Executive proposal, is to conduct the market surveys stratificd by occupational group.? This would provide
inforination about the different rates of growth or declin L1 pay for varying professions.

If changes to base pay are made according to this strutified data, it could exacerbate internal inequities such as those that
exist in the market between, for example, human services professionals and Information Technology professionals. At
the same time, the City miust be able to pay a sufficient wage to compcte for employees with skills critical to performing
the various missions of City departments. ' i A

Staff recommends the market surveys be conducted in such a vide data on variation ir the market pay for

mmwmommmmw_mw {4 dations to the City Couscil about
ties to hire the employees they nzed.

* how the pay bands should be modified to allow hiring authorities to hi s they need_ This could be done
by broadening the pay bands, or establishing separate pay bands for different occupational groups. There may be other
options as weil, which Personnel should recommend to Councd i

2 The 11 Occupational Groups named in the “APEX, Maxiagcrs and Strategic Advisors Proposal” are Customer Service,
- Public Information and Promotion; Human Services; General Covernment; Cousts, Legal and Public Safety; Finangé,

h
)
.5

Budget ard Accounting; Engincering and Plans Review; Utilities; Purchasing, Contracting and Risk Management;i
Property and Facility Management; Parks and Recreation; and Information Technology. N
CAWTNWORD Do evalposriaasd Fieal memsd doe
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S P,

Revise the “APEX, Mznagers and Strategic Advisors Proposal” to say the City COMMITTEE
- | will conduct market surveys to provide data on variation in the marketpay for . - | VOTE:
the eleven occupational groups identified in the “APEX, Managers and Stntggic CONSENT

- | Advisors Proposal”. ITEM 3-0

i:, Clarify language on timing of performance i'eview i’elateii tb eligibility for petfqrmgnce
pay.. " [ IR
The language in the proposed legis!ation is misleading where it says:

mwmmwmmmmmmstdveammmm o
,ie'ﬂectanyo;allofthemvedmkgtadjusmt;pmvided,diatnoMmgcrometegicAdvisorshallbe
eligible forsuchanadjmtmentifh'norherperfo;moeinlhepreviousevaluationcycie failed to be described
as “satisfactory” or better. ’ .

"l'heteferenoe'tother“previmuevaluationi:ycle"mldbeintelptemdtomnthnt,'evcnifinthisevaluaﬁoncyclethe

enployee'spafotmceissaﬁs&cmy or better, if in the previous one it wasn’t, the employee is not eligible for the

market adjustment. I suggest the following amended language: .
mmmﬁngwmumummm_wwmmmmuwummammmmm
nﬁectanyonlloflhemvdmkﬂudjnnmmqmvmm‘tmmmgﬂometegicAdvisouhaﬂbe
eligiblefotmhmadjusﬂnentifhisorherper{omﬁmehhpﬁmm“ﬂmﬁmcyclefailedm
be described as “satisfactory” o better. ST RN ’

(Tbe same change would need to be made in the APEX legislation).

Adopt S(afl’s recommended amendment COMMITTEE VOTE: CONSENT ITEM,

S. Issues With the Variable Performance Pay l’rognm G!onnm)
'a. Who is Eligible for Bonuses? S
L. Cumtmam:‘ihe“Apex. MamgeuindSmugicAdﬁmmL’;pggezs, siys 7

'l‘hereisnohmﬁmdmesﬁngﬂntpufmuimwbegivmmmloymwhomlym

expectations. These are “incentive” programs. quamemgetsmimendedmbemoyﬂmdtbow
" Yet on page 20 it says:

" Should the employee’s performance mest of exceed targeted expectations, he or she could be awarded up to the
rr;mxinnnn:vaihble..,.uahmpmpﬁfommcenwd.

 This langusge could be interpreted to be consistent with the Executive proposal, but t is ambiguous. It is possible to
design a setof objectives mﬁﬁedbypdoﬁtyanddilﬁcuhy,whemmeﬁngsomvery extraordinary objectives warrants
- a large bonus. However,ﬂiishngugecou!dalsobeinmpmedmmemanemployeewhomerelymuordinny o

. 0 ) on ¢ guideline proposed by the COMMITTEE VOTE: CONSENT =T oo
mmwmw ITEM 30 B
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* .. Executive proposal: Same as current, with a gmdelme suggesting not more than 40% oféinployecs should receive
bonuses, and only 15% of employees should be receiving large bonuses.
This guidclineﬂreitemtcs and cmplnsxzes the original program design: that bonuses should be awarded for performance
- that exceeds expectations. The Executive suggests it is “mercly” a guideline, rather than a mandate, and departient
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',{hudscandmgnprogmmsthatrewaxdhcamrathenhanmdwxduals,andthatprovnderewardstomoreﬂnn«w%of e

employees. However, the language in the Program Plan, which is part of the legislation, and therefore blndmg n:ads as
follows:

- Effective January 1, 1999, each depanmcnt wﬂl be expected to lxmnt vanable pexformance pay recxplents to -
- 40% of program participants. A general rule of thwinb for awards is that 15% of all program parm:lpanls would
receive awards in the high range (c.g., 5% to 8%) and 25% of all program participants would receive lesser

' - awards (e.g. 1% to 4%). Each department shall revise its varizble ﬂmmance pay m to be consnsﬁent
: 'Wlﬂl those recommendations. [Plan Dmgn pageZO] (emphasxs added).

' 'l‘hePlaangnluvesmplacetheongmallanguageonwamawards'

Recogmzmg that many cxecunves, tnanagm and strategic adv:sors may achieve their greatest accomphshmcnts :

as part of a team while others work effectively with more independence, the identification of team oriented | B .

strategic objectives (assessable operational results) will be recommended but not required. {P:an Design page N EEa

20] : ¥ |

S

|

iii. City Auditor Proposal: All employets who perform as expected are eligible for at least a small bonus, (Do not
mbhsh the 40% gmdehe)

TbeCny Auditor has done considerable research among professionals in the human resources field. Her fmdmgsam
1thubomhmtedtoamﬂpomonoﬂheworkfmemcauseemploymm“notw”fonhebonm,or setup
i nndamblewm—loseoompennondmxmdemmmmﬂe

L. Current program: eumloymwbometorexceedmgetedobjecnmmehgﬂale
bluenphyeuwhomﬁtlymetexpecnﬂommmtmmedmbedemmgofa -

| bonus.
ii. Exeelﬂvepropoul 40% guideline, stated as 2 mandate. Team awards are a
possibility.
ii..  Auditor Proposal: No guidcline. Allowdepamtntbeadstodesxgnapmgnmthat
suits their mission and management objectives. i
lv.AMdedExmﬂvePnpoul “%mmlu;dddlne,mmndne . - COMMITIEE |
3 , o VOTE 40

b. 7 Maximum Amont of Bonus '

L. Current program:
o - APEX (the top City executives) are eligible for up to 10% bonuses
e SAMS(mmgmmdmtegwadvm)mehgibkfmupms% ’

*IN3MNJ0Q 3HL 40 ALITVNO 3HL 0L 3NA S1 ).

1 Exmﬂvepmpoul s%mmmbonus fonllAPE)USAMS puhcxpams
. Alternﬂve bomuesupﬁols%,mﬂlnomcmsemthebudget
Professional literature in the field of Human Resources indicates that bonnsu are not effective i in monvntmg employees -
unless they are substantial (15-20%). However, it may be argued that a maximum bonus of 8% is more in keeping with -
. pubhcsectorvahm mdshﬂsendslhehmedsnmlof:chowledgementmexcepﬂonﬂperfom R

1. 10% Torm 8% for SAMS

O ————————

. 8% maximum boaus forallparﬂelpnblnAl’EXISAMS S COMMITTEE |
- |vVOTE 40

1L 15% mxlmum bomu z

.6. Ovel'slgllt. Continuing ovcmght of the program is clearly advisable. No fomal mechamsm is mcluch in this
legtshnon, nor in the plm design. ) )

OPTIONS R o ' , PREFERENCE
‘| I Current Program: Accountability is meant to occur as part of the performance :

review of department heads by the Mayor.

 1i. Executive Proposal: Establish a Compensation Review Committec to review
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: prognmlssumandmakerecomndauonsmd:e&mmelnuectur Small
‘ and departments who are having particular recruitment or Ietennon
problems have the ability to seek relief from the Persomnel Director.

: ﬁLUutheCompemﬂonMieanmmﬂeetomkwandnmwpropoudVPP :

. payoutsﬁomdepumts,tocmd:eymnotexceedmgbudget

v DiredtheExecnﬁvebnngaphnspeufyingmtdemenuoﬂhérpmgnmthe COMM!TI'EE

wﬂughtmmniueewﬂloveme,alongthehmofﬁcmommmgreponappended
mﬁeongmlprognmdmgn. o
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Why did we start these projects?

Background
‘The City of Seattle i- wummitted to the design and delivery of high quality public

services to its citizens. Achieving this objective depends upon the experience, -

knowledge, hard work, abilities, performance, and dedication of its employees.
To that end, the City needs to recruit and retain individuals with the solid skills,
technical expertise, creativity, positive work habits, and experience which
continue to add yalue to its workforce.

The City needs to develop classification and compensation systems that provide
the authority, responsibility and accountability for employees to successfully
meet customer needs, as well as systems that encourage productive behaviors
and adapt easily to changing technologies and other external forces.

It is the objective of the City’s classification and compensation systems to -
provide leaders with the flexibility to design and assign work, and appropriately
compensate employees for their efforts in helping achieve the City's business
objectives. Through a competitive and comprehensive compensation program
that includes wages, health care benefits, paid leave, career mobility, and -
performance incentives, the City can affirm the value of its employees and -

~ reward their contributions to the City’s success.

Therefore, for executive and other non-represented management employees, it -

is the City's intent that, as the City's economic condition permits, the value of our -

total compensation package will be no less than the average value of the market,
comprised of those public and private employers with whom we compete for

qualified employees. We will continue to value internal equity but recognize that -

market-driven changes may alter the historical relationships beiween jobs. When
appropriate we will implement reward programs that are independent of base
pay, replacing the concept of pay progression as an automatic entittement with
‘the understanding that variable pay is an incentive and compensation for a job
well done. '

“The City’s current classification and compensation programs do not support
these goals. The lack of a deliberate link between the external marketplace and
the City’s salary structure means that the City may pay one type of position too
fittle to be truly competitive for fully qualified candidates, and may pay another
type of position much more than is needed to recruit and retain qualified
individuals. O::r seniority-based wage progression plan doesn’t communicate
the value of superior performance. Our narrow salary bands limit the appointing
authority’s flexibility to recognize the qualifications of a “superstar” job candidate

'with a commensurate pay offer, and mean that most employees have topped out

their eamings potential in about the same length of time that the average

“Edited 10/7/1999
attachment to SAM legislation.doc

3
t
-

*IN3NNO0Q 3HL. 40 ALITVNO 3HL O 3N SI LI




employee has mastered the “leaming curve™—ju'st over three years. We measure
-the value of our high level management positions by the size of the budget
managed and the size and compensation level of their subordinate struciures—-a
practice that has resulted in the development of unnecessary management
layers and an intemal alignment of positions based on their hierarchical level,
rather than by virtue of scope of impact and strategic significance. Although the
City’s current “civil service” -type classification and compensation systems
_negatively impact management flexibility and employee performance throughout
all layers of the organization, it appears that two areas in particular are ripe for
change: the profess for compensating City executives, and the '
classification/compensation process for City managers.

How did we get here?

Steps Taken To Get To The Plan Designs

The executive and manager projects were begun simultaneously, employing a
single steering commiittee, a project management team made up of three
different employees (a team leader and two individual analysts, each assigned
fo a unique project but working cooperatively), and two different consulting
organizations. ' ,

1. The very first task undertaken involved joint interviews, with a representative
‘from each consultant organization and a project staff member meeting with
every City department head individually. The purpose of these interviews was
to gather information which would help us define our concepts of executive
and manager, the market from which the City recruits and to which it loses
employees at these levels, and performance linkage possibilities.

2. Revised executive job summary questionnaires (JSQs) and manager position
description questionnaires were distributed to potential participants in order to
gather current reievant information about individual positions.

3. Focus groups consisting of projected executive and manager program
participants were convened. The executive focus groups were intended to
ascertain employees’ opinions and perceptions about their curent
compensation program and identify potential performance measures for a
proposed performance and reward program. The manager focus groups also
sought to gather information clarifying distinct occupational groups
represented in the City's management work force.

- 4, Market compensation data was gathered for both programs. The executive
project’s consultants initially drew their benchmark data from their large library
of published survey information. These data were augmented with a
customized survey that sought specific information regarding several key

Edited 10/7/1999
attachment to SAM legislation.doc

*INNN30Q 3HL 40 ALMVND HL OL3NASI LI

|3D1LON SIHL NVHL ¥VITO SS31 51 3NV SIHL NI ININNO0Q 3HL 31

5
=
n H



'po'sm'ons from rregional govetnment agencies' The manég'er project's
consultants gathered all of their survey results from a reglonal survey
customized specifically for this project.

-5. Design work was initiated.. Draft proposals were criticaily considered and the
pros and cons of each were vigorously discussed, clarified and addressed i in .
subsequent drafts. Comments and direction were solicited from i

- " Councilmembers, the Mayor's Management Work Group, and the Mayor’s -
- cabinet. Proposed program detalls were publlshed and distributed to
' pamclpants

6. In response to this feedback, adjustments were made to the proposed
programs, mcludlng the evoluhon of a nonmanagenal “strategic : advnson"
concept.

" The three proposed programs that resulted from this work are:

o The Accountability Pay for Executivos (APEX) Program.
o The Managers Program, and

o The Strategic Advisors Program.

‘These g@gr rams were implemented as described below on Januag' 8, 1998.
-Through September 1 approximately 600 itions have been allocated to

-the new programs. As part of the City’s ongoing efforts to ensure the continued
- viability of the APEX. Manager and Strateqic Advisor Compensation Programs,

" an independent consultant was contracted to conduct an evaluation of the first
year outcomes. This plan design has been revised to reflect the programmatic
changes that will be implemented as a result of that evaluation. In addition, a

. summary of changes has been included as Attachment #5.

7Which poslﬁons: in the City fit these three programs?
' CATEGORY DEFINITIONS

Ex ive - : ,

The executive level of City govemment (APEX) is comprised of the people
who are responsible for managing the relationships between the City and
its social, economic, and political environment, and for setting the tone -
and maintaining control of internal operations. A City executive must
anticipate problems stemming from rapid change and take advantage of
new opportunities, allocate resources, make strategic decisions, evaluate
performance, and amculate plans and policies for the most slgmficant
activities of the Cnty

" Edited 10/7/1999
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Positions in the City of Seattle designated within the APEX program
clearly meet some or all of the following criteria: hierarchical orientation
that carries broad corporate responsibilities and is oriented toward - =

management of the ‘whole’; strategic significance that imparts a definitive 7

long term impact on the way the City conducts business; and scope and
.impacts that affect the delivery of critical services and quality of life for -
many people, entzil the management of large sums of money, and or -
mvolve control of extenswe non-ﬁnancnal resources.

Wh||e the descnbtion of APEX posmons was general enough to cover a W|de
range of executive roles, we found that our initial description for manager
seemed to exclude a number of valued positions that played clearly significant
roles in the City. Thus, an altemate definition was developed to describe
positions of a level similar to manager, but that did not directly manage
significant human or other resources. This new category is called strategic
advisor.

Manager ,
A manager for the City of Seattle is an employee who is identifiably

accountable for translating City and departmental objectives into specific
outcomes in the areas of policy, programs, and service delivery, through -
effective utilization of the City's human, financial, and other resources.

ic Advisor
A strategic advisor of the City of Seattle is an employee who serves us a

key advisor to senior officials, or who makes recommiendations which help
shape significant City policies or programs, or who represents the City in-

strategic arenas, without having full accountability for managmg resources -

' 'to achueve specific outoomes

Which positions will be allocated to the APEX Program?

‘Department heads and division directors will automatically become part of APEX
and other positions will be evaluated for eligibility based on their hierarchical - -
orientation, strategic significance, and scope and impact.

APEX PROGRAM CRITERIA

Hierarchical orientation—-Position carries broad corporate responsibilities and is
oriented toward management of the “whole.” Accountability extends across the
organization or beyond. This position typically reports to an elected official,
department head, or the board or commission heading a principal office or
department, and is responsible for translatlng thenr high level vision into broad
organizational policy and direction. ,
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zCo'rporati'olil = Citywide: The position'é résponsibility and opportunily to
effect positive change extends to, impacts, and addresses most, if not all
subsidia;y organizations (other departments). ' :

Corporation = Sub-Division of the City: This level is mid-way between
Citywide and department-wide and should address positions with
- opportunity to effect positive change to specific aspects of organizations
“across the City, or to a defined sub-group of City departments. '

~ Corporation = Department-wide: The position's responsibility and
- opportunity to effect positive change extends to, impacts, and addresses
most, if not all subsidiary organizations (other divisions).

Strategic significance—Position is responsible for making significant policy -
recommendations to elected officials, and for formulating and implementing
“resulting long-range City goals and objectives. This position establishes
program and policy direction that has considerable long-term impact on resource
~ allocation and the City's provision of services. Such positions definethe -
organization’s objectives, determine appropriate resource allocations, and direct
the efforts of organizational components to accomplish the City’s mission.
Position is responsible for all program outcomes. e :

Strategic significance is likely to change over the years in response to changing -
political agendas, economic, environmental and social conditions. -
For example, , SR o 3 '
1. health care reform was of great importance to the City to address in 1992;
2. {2 welfare to work initiative has a new level of urgency in response to
- reduced federal support for welfare programs; and,
3. if juvenile crime is ever diminished to an acceptable levsl (somewhere
near 0), addressing the problem will correspondingly diminish in mayor
and council priorities. c '

Strategic significance is a factor appropriate to be decided at the highest levels
of the executive management team. Thus, an Executive Compensation Review
Committee, designated by the Mayor, will have direct involvement in the APEX.

allocation process.

Strategic Significance—High: The incumbent is in the position of

effe sting significant positive results in the areas defined by the Mayor and
the Council as City priorities such as enhancing community, social equity,
environmental stewardship, economic opportunity, and security.

s&ategié Significance—Moderate: “There is the opportunity; albeita
more limited opportunity, to effect positive results in these same areas.
The signiﬁcance may be diminished simply because the position’s
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~responsibility has changed to entail the maintenance of successful -

- innovations that were begun earlier, or because the City is not in any
position of affecting change in this arena. For example, the position of
Director of the Office for Education is limited in strategic effectiveness,
because although it has some influence with control of certain funds '
distribution, it has no direct authority over Seattle School District policy or

gmgrammatic activities. -

Strategic Significance—Low: Tue positionisina supporting role in
effecting positive results in the strategic areas listed above. For example,
The Finance and Administration Director for a department assists in
achieving the wider strategic goals of the organization by ensuring the
financial health of the organization and continued, reliable service
delivery. The Human Resources Director for a very large department

would provide similar strategic support for an organization on an executive

Igvel.

Scope and impact—Position's discretionary authority has significant impéd over
- alarge arena. The range of authority may be Citywide, regicnal, or larger, and -
includes programs that affect the delivery of critical services, quality of life for

citizens, management and effective allocation of large sums of money, and/or -
control of extensive non-financial resources.

Scopeand Impact -Large: The incumbent is directly responsible for the -

dispersal or control of at least 10 million doilars, a customer base of -
500,000 or more, workforce of 1,000 or more, or regional services
covering, at minimum, the entire City.

Scope and Impact -Medium: The incumbent is directly responsible for
the dispersal or control of at least 5 million dollars, a customer base of
250,000 or more, workforce of 500 or more, or regional services covering,
at minimum, half the City.

Scope and Iin'puct —Small: The incumbentis directly responsible for the
dispersal or control of at least 2.5 million dollars, a customer base of

100,000 or more, workforce of 250 or more, or regional services covering, -

at minimum, a quarter of the City.

" How will the City decide who is in APEX?
Initial allocations to APEX will be recommended by the Personnel Director hased
" on input from department heads and evaluation of employee-ccinpleted job
~summary questionnaires. Since the APEX program covers positions for whom
the personal qualities of the incumbent wiil affect the nature of the work

" Edited 10/7/1999
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pe‘rfoimed, allocation to and within the APEX program is made on a genefalized |
whoie job evaluation and ranking approach. o k

The Personnel Director will evaluate Job Summary Questionnaires (JSQs)
utilizing these criteria and determine whether a new position should be allocated
to APEX. At the request of a department head, the Personnel Director will
evaluate non-APEX positions to determine whether they have undergone
sufficient change to maet the necessary criteria for inclusion, or will evaluate
APEX positions to determine whet’i2r ..y should be excluded because of duties
changes. Otherlvise, the appointing uudhority will have significant discretion to
determine, by work allocation, who is included and who is not. :

Upon implementation, appointing authorities will be provided the opportunity to
have APEX placement of specific positions independently reviewed by a -
committee designated by the Mayor as the Executive Compensation Review
Committee (ECRC). However, we anticipate limited need for review, given the
appointing authority’s broad discretion for position allocation and placement.

As a final step, the allocation of all APEX poéitions will be confirmed by the City
Council ,throughrlegislatrion. R Gk

Methodology and use of the APEX Criteria

The essential base pay structure of APEX will consist of a broad pay band )
(137% wide) anchored by four market group sub-bands. (See the APEX Base
Pay Structure section of this proposal for more detail.) Applying market data and
the three criteria, the Personnel Director will recommend which of four
established market groups best fits each position.

internal benchmark positions will provide easily recognizable and identifiable
standards for market group comparisons for all other positions allocated to the
APEX program. These comparative analyses will be supplemented with an
application of the three APEX criteria, hierarchical orientation, strategic -
significance and scope and impact.

Examples of Market Group Four Executives

City Light Superintendent, Seattle Center Director, Police Chief, and Deputy

Mayor. . , ,
All of these positions easily manifest all of the executive criteria. Hierarchical

orientation is always “corporate” (Citywide) in nature. Decisions involve the
- development of broad organizational policy or direction, and positions are

accountable for major program outcomes. Direction is given across functions or -

organizations, with responsibility for overall objectives, staffing, and resource
allocation. - Unique market issues also contribute to placement at this market

* Edited 10/7/1999
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grbup ie\)el, which was specifically created to address exceptional market
conditions. B ' ' S

Examples of Market Group Three Executives TR UL
Parks and Recreation Superintendent, Housing and Human Services
Director, Deputy City Light Superintendents, and intergovernmental
Relations Director. o , . .
Al of these positions also manifest all of the executive criteria. Hierarchical -
orientation is always “corporate” in nature. - Decisions involve the development
of broad organizational policy or direction, and positions are accountable for .
program outcomes. Direction is given across functions or organizations, with
responsibility for overall objectives, staffing, and resource allocation. These
positions, while closely related to Market Group Four executives, do not require
the same level of compensation to address compelling market demands.

Examples of Market Group Two Executives ,

Electric Services Directors, Land Use Director, and Energy Planning and
Forecasting Director. o R
At the this level, at least two of the executive criteria would be met. Some
decisions might involve broad organizational policies or direction, but most
decisions are likely to concemn the development of long range plans, goals and
objectives for specific elemental functions of the City, such as court functions,

regional electrical services, or land use issues. These positions are likely to
. evincea diminished Citywide corporate hierarchical orientation. '

Examples of Market Group One Executives .
Civil Rights Director, City Light’s Civil Engineering Director, and the (City-
wide) Bullding Operations Director. :
Positions at this level might have notable (Citywide) hierarchical orientation,
strategic significance, or scope and impact, but usually meet only one such
criterion. They tend to have greater responsibility for program outcomes than for
policy design and direction. Positions at these levels are closely related to the

" highest level positions in the manager or strategic advisor group and may be

evaluated utilizing the manager or strategic advisor group criteriarfor conﬁrrmration’

and reliability.

The APEX Allocation Process Differs from the Manager and Strategic
Advisor Process. Why? - : ,
Whole job ranking is the most common method used i:. :1.3asuring executive
level jobs because it is relatively simple, flexible and responsive to changing
management needs. The whole job ranking method works well for positions
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‘where incumbents have great latitude to define their jobs, and is particularly
suitable for «- - ipensation system designs which are intended to provide :
maximum flexibility for recruiting and work load management. Because it doesn't
provide “hard" criteria for justification of results, it is less effective as a job -

" measurement tool for classified service positions. We find that the Manager and -

- Strategic Advisor programs are better served with more detailed and quantifiable
- point factor job measurement systems.

 How Are Manager And Strategic Advisor Program Allocations Determined?
" The Personnel Director will evaluate Strategic Advisor/Manager Position

" Description Questionnaires (SAM PDQs) utilizing the Manager and Strategic

- Advisor Program point factors criteria and determine whether a new position

" should be allocated to these programs. At the request of a department head, the

Personnel Director will evaluate other positions to determine whether they have 5

undergone sufficient change to meet the necessary criteria for inclusion, or will
evaluate Manager and Strategic Advisor positions to determine whether they
should be excluded because of duties ch_anges. :

Upon implementation, affected employees and department heads will be
provided the opportunity to have Manager and/or Strategic Advisor placement of
specific positions independently reviewed by the Reconsideration Committee
made up of ESD Classification staff, departmental human resources staff, and
program Consultants. In addition, all classified service employees can appeal
the application of the classification process for their position..

For implementation, the allocation of all Manager and Strategic Advisor positions

will be confirmed by the City Council through legislation. ,

Manager and Strategic Advisor Point Factor Methodology

Addressing positions largely represented by the classified service, the Manéger )

and Strategic Advisor Programs benefit from the kind of quantifiable job
measurement approach represented by a point factor system. in a point factor
system, relevant factors are defined and weighted. Each job is compared to
descriptions of the various levels within each factor. When the appropriate

degree is selected for each factor, the assigned points are combined to produce

a total score for each job. The clarity of this system and the relative ease in-
justifying results is offset by its inflexible nature. Therefore, rather than allowing
the point factor system to force undue limitations on appointing authorities, the
point factor scoring system is limited to simply placing positions within pay zones
(35% wide) within which department heads have discretion for exact placement.
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Salary Placement Guidelines (described later) will assiét'debairl'ment:heads in
making individual salary placement within pay,zones.» : :

‘Manager and Strategic Advisor base pay structures consist of single broad pay
bands (84% wide) with three sub-bands, or pay zones (35% wide). Department

“head discretion for managers and strategic advisors is limited to placement
within the three sub-bands, or pay zones. (See the Manager and Strategic

‘Advisor Base Pay Structure section of this proposal for greater detail.)

" One set of point¥actors was identified and defined for the Manager Program and

_another for the Strategic Advisor Program. (Specific Maniager and Strategic
Advisor point factor matrix data is attached.)

MANAGER PROGRAM PCINT FACTORS: | |
Human Resources Management 13%

[ ]
o Budget / Fiscal Management : 14%
'« Program Management - 18%
 Communications Management T 13%
‘o Matrix Management 12%
¢ Policy Management , : ' 7 16%
e Technical Management : 14%
- STRATEGIC ADVISOR PROGRAM FACTORS: -
o Policy Contribution And Impact 35%
¢ Program Contribution And Impact 15%
« ‘Budget Contribution And Impact , - 45%
e Communications Contribution And Impact 10%
o Matrix Contribution And Impact 10%
e Technical Expertise Contribution and Impact 10%
" o Human Resources Contribution and Impact 5%

What Are The Job Classification Issues Invoived? ,

Positions in the APEX study are exempt from the classified service and
_ therefore, not ciassified. However, most manager and strategic advisor positions
are part of the City's Classified Service system and therefore require -~ =
“classification. Orders of lay-off and other classified service rights need criteria
- for definition. Therefore, as a means of classifying these positions, managers
- and strategic advisors are assigned to one of eleven broad occupational groups,
" that serve as manager and strategic advisor program class series. The positions
~ are then allocated to one of three pay zones that serve as indicators for the three
““lavels of broad classes allocated to the established pay zones attending each of .

these series.
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Wher. consrdenng orders of lay-off, the committee charged with this
- responsibility, will consider service credit connected to the title in use at program
implementation, to be accrued to the new programs’ allocations.

MANAGER AND STRATEGIC ADVISOR

'OCCUPATIONAL GROUPS (Class Series)

(More detailed definitions are attached.) '
- 4. Customer Service, Publrc Information and Promotion
- 2. Human Services
3. General Government .
4. Courts, Legal and Public Safety
5. Finance, Budget, and Accounting -
6. Engineering and Plans Review
7. Utilities -
8. Purchasing, Contracting, and Risk Management
9. Property and Facility Management
10.Parks and Recreation
11.Information Technology

'What WIII Be The BASE PAY Stl'ucture?

The base pay structure for all three programe consist of srngle broad pay bands
E drvrded by sub bands.

APEX Base Pay Structure ' :

" The base pay structure for APEX oonsrsts of one “Executive Pay Band”, which is
anchored by four market groupings. The same decision process for inclusion in
APEX will determme to which market gro: rprng each executrve position be!ongs.

1998 APEX Pay Band Proposal'

Market Group Bottom | Middle |  Top

B o $56,872 $66,872| 376,778
$64,646 $75,960 | ~~ $87,273
$79,451 $93,354 $107,267
$99.974| $117,472]| $134,970

LIS S

APEX Salary Setting Discretionary Range

The APEX program allows the appointing authority broad discretion to increase
and/or decrease executive base salaries at any time within the recommended

-1 Please note that Market Group One was adjusted in response to the transfer of specific

' benchmark positions from APEX to Manager and/or Strategic Advisor Programs. Teansfer of

‘these positions out of the APEX Program altered (increased) the resulting market average of the -
- benchmarks defining this Market Group.
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-market group |n fesponse to business needs, reorganization, job content
changes, strategic priority shifts, and unique market indications. However, a 3

spending limit on the overall expenditures for this program is established as of -
‘the last pay period of 1998. Changes in compensation outside the

- recommended market group will require the approval of the Mayor, or the
‘compensation review comrnittee designated by the Mayor. ,

Manager and Strategic Advisor Pay Structures Co
The Manager and Strategic Advisor class series are served by a single

broadband with three Pay Zones. The appointing authority's discretion for séfling o

_and changing base pay for subordinate managers and strategic advisors is
confined to the allocated Pay Zone. However, a spending limit on the overall .

- expenditures for this program is established as of the last pay period of 1998.
Should there be disagreement with the Personnel Director’s initial allocation,
appointing authorities and incumbents are provided with the opportunity to

- request an administrative review or reconsideration of the allocation.  In addition, -

 classified service employees may appeal the process utilized to allocate their
position to the Civil Service Commission. : o : .

1998 Manager and Strategic Advisor Pay Band

-‘Minimum | Mid-point | Maximum
Zone 1 | $44,531 $52,324 $60,117
Zone 2 | $52,624 | $61,833 $71,043
Zone 3| $60,717 ~ | $71,342 $81,967

The overiap between the APEX pay band and the Manager and Strategic
Advisor pay band can be attributed to the fact that a Manager may have
responsibility for a function or program that is far broader, more complex, or
more strategically significant than an Executive who is automatically allocated to
APEX because of his or her hierarchical placement. = .

How will individual pay rates be set?

APEX Salary Setting Process , 7

The APEX program allows the appointing authority broad discretion to increase
and/or decrease executive base salaries at-any-time, subject to budget and
spending limits established by the Mayor and City Council, and within the
recommended market group in response to business needg, reorganization, job
content changes, strategic priority shifts, and unique market indications. Given
this farreaching discretion, the appointing authority can be held fully
accountable for his/her staffing decisions. Setting compensation outside the
recommended market group will require the approval of the Mayor or the
compensation review committee designated by the Mayor.
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When making his/her APEX salary placement decisiohs; the appointing authority - -

would be asked to address and personally certify that he/she took into account
the following: g
Relative size of job,
Financial impact of position,
Market difficulties,
~ Sensitivity of position, -
~ Scope and range of subordinate operations, and
Technical corhplexity.

A limit on each department's overall spending for 1899 and 2000 for the APEX

~ program is established as 106% of baseline salaries for each year. This will be
done by establishing actual annual baseline salary costs as of the last pay period
of 1998, including adjustments for vacant positions and for positions added to -
the program during 1999; adding an annual allowance of four percent (4%) of

" these salary costs for base salary increases, including any approved market

- adjustments; and adding an annual allowance of two percent (2%) of these

| salary costs for variable performance pay.” These limits shall apply to each

department's overall spending for the combined Manager and Strategic Advisor

Program and the Accountability Pay for Executives Program. The Personnel

_ Director may approve, if necessary and appropriate, properly documented
exceptions to the spending limits for unanticipated retention or hiring costs, for

- small departments, and for base salary commitments made prior to adoption of
this legislation. : , ,

' MANAGER AND STRATEGIC ADVISOR SALARY PLACEMENT cumsuuss f

_Department Heads have the discretion to set manager and strategic advisor

- salaries anywhere within allocated pay zones. Manager and strategic advisor

" salary adjustments within the pay zones can be made at any time that the
department head can support that a change is warranted. However, a spending
" limit on the overall expenditures for this program is established as of the last pay

- period of 1998. Department heads must use consistent criteria for placement of -

- managers and strategic advisors within the allocated pay zones. The Personnel
‘Director will provide appointing authorities with a salary placement workbook ,
that, in addition to describing a simplified transitional approach, recommends a -
detailed process addressing the following sets of considerations:

o Job Size (two recommended methods)
1. Job Ranking :
2. Point Factor Score Modified by Market

¢ Recruiting and Retention
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" e Market Equi(y '

‘e Intemal Alignment

" A limit on each department’s overall spending for 1999 and 2000 forthe .
Manager and Strategic Advisor program is established as 106% of baseline
salaries for each year. This will be done by establishing actual annual baseline
salary costs as of the last pay period of 1998, including adjusiments for vacant
positions and fof positions added to the program during 1999; adding an annual
allowance of four percent (4%) of these salary costs for base salary increases, -
including any approved market adjustments: and adding an annual allowance of
two percent (2%) of these salary costs for variable performance pay. These
Ms_hau_agmgg__mmn_m_mmyﬂﬁu——"fm‘m’m@
Manager and Strateqic Advisor Program and the Accountability Pay for
Executives Program. The Personnel Director may approve, if necessary and
appropriate, properly documented exceptions to the spending limits for -
unanticipated retention or hiring costwmjgm&_salau
commitments made prior to adoption of this legislation.

The spending limit is proposed as a method to reinforce consistent and equitable

treatment of program participants across departments, in addition to containing
program costs. )

Does subordinate salary dictate a manager’s base pay?

Breaking from long held tradition, it should be noted, that the number or
compensation level of subordinate employees is not a relevant consideration for
salary placement. In fact, there is no rule, guideline or policy for any of the three
programs that is intended to suggest that supervisors must make more than their
-subordinates. -

What Is The Market From Which We Compete For Employees To Fill Our
Executive, Manager, And Strategic Advisor Positions?
The market for the majority of the City's executive, manager and strategic
advisor positions is defined as regional public sector employers with similar
scope and diversity of functions and services. The market for department heads
has been expanded to include national public or private sector employers of

' similar size and scope, and the market for certain utility-specific executive
positions may also include nongovernment utilities. '
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How will the program keep current with market changes? -

The initial data collected for all three programs, APEX, Managers, and Strategic
Advisors, was current as of January 1, 1997. The delay in implementation has
been accommodated by “aging” the market data by one year at 3.6%, arate
consistent with changes to government sector salaries nationwide.

To maintain the curent market connection of these compensation programs, the
City will survey the market at least once every two years, and adjust the market
groupings andlo‘r pay zones accordingly. These biennial adjustments will
replace the cost of living adjustment (COLA), which had become the predictable
annual salary increase expectation for most City employees. This biennial data
will be used to adjust budgets and the parameters of APEX Market Groupings
and Manager and Strategic Advisor Pay Zones.- However, while the appointing
authority will continue with the discretionary authority granted by these programs,
it should be understood that no automatic changes to incumbent salaries will be
implemented in response to this data. : '

There is no intention of permanently using the same market data sources listed
in Attachment 1. Market data collection will be regularly modified and improved.
The impact, if any, of variance in results should only help to better situate the '
City in terms of its market relationship. :

Beginning with the January 2000 market adjustment, no market adjustment will
awarded to program partici rformance during the most recent
evaluation cycle fails to be rated satisfactory or better, regardless of what the

survey datar indicates. -

What Does Variable Performance Pay Mean? ,

All three prcgrams, APEX, Managers, and Strategic Advisors, contain a variable
compensation component, where a portion of the employees’ potential gross pay
is dependent upon the achievement of targeted and assessable operational
results with respect to specific City values, described by 7 competencies.

'Givenjthe “at rislé" nature of the variable pay component of these programs, it
should be clearly understood that while high performers will now have the -
‘opportunity to increase their wages, executives, managers, and strategic
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. ,'advisors who fail to achieve their objectives are quite likely to eamn less than they
could expect under the current compensation program. PR

APEX Variable Performance Pay |
_ Due to their exempt employment status and a projected potential
for greater risk taking and reward possibilities, each executive is
given the opportunity to eam an additional 10% of base pay.
[ 4

As a result of the first year evaluation, the APEX variable performance

pay potential is reduced to 8% of actual base pay effective January 1,
1999.

Manager and Strategic Advisor Variable Performance Pay

Each manager and strategic advisor has the opportunity to earn an
additional 8% of base pay.

For all three programs, the incentive would be assessed and paid upon
completion of a review period, as a lump sum retroactive pay adjustment. This
assessment (evaluation) will be performed late in the calendar year in order to
allow payment within the current (relevant) tax year.

A limit on each de@ r_tmnt’é overall spending for 1999 and 2000 for fhe

Manager and Strategic Advisor program is established as 106% of baseline
salaries for each year. This will be done by establishing actual annual baseline
salary costs as of the last pay period of 1998, including adjustments for vacant
positions and for positions added to the program during 1999; adding an annual
allowance of four percent (4%) of these salary costs for base salary increases,
including any approved market adjustments; and adding an_ annual allowance of
two percent (2%) of these salary costs for variabie performance pay. These
limits shall apply to each department’s overall spending {or the combined
Manager and Strategic Advisor Program and the Accountability Pay for
Executives Program. The Personnel Director may approve, if necessary and
appropriate, properly documented exceptions to the spending limits for

unanticipated retention or hiring costs. for small departments, and for base salary '

commitments made prior to adoption of this legislation.

Program participants who transfer to a position that is not eligible for variable
perforrnance pay during the evaluation cycle, or who separate from City

employment, shall not be eligible for variable performance pay for the year in
which the transfer or separation occurs. v

The City may suspend or adjust variable performance pay funding at any time.
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Performance measures-Two Parts ' : o
All three progran3 feature a combination of assessable operational resulis and
performance measures for behavioral competencies, in order to ensure that both
receive due attention. ' -

Performance Measures, Part One: Goals & Outcomes

The appointing authority is charged with naming up to 5 clearly defined
strategic objectives (assessable operational results), identifying the -
relative weight (importance) of each. Most often, department goals will be
reiterated in the strategic objectives set for a department's chief executive,
and reflected in objectives set for lower level executives, managers and
strategic advisors. ' o

Performance Measures, Part Two: Competencies

At the same time as objectives are set, the appointing authority is asked

to identify competency standards with which to measure the behavior of
the subject employee. As guidelines, the program defines seven areas of
targeted competencies: customer service; diversity;
achievement/performance orientation; organizational orientation and -
impact; judgment, analysis, and directives; leadership and teamwork; and
technical expertise. Not every defined competency need be applied to
every position or objective. Rating sources, with a potential for a 360°
review process, will also be identified at this time. B

Team Versus Individual Performance Measures e e :
Recognizing that many executives, managers and strategic advisors may
achieve their greatest accomplishments as part of a team while others work
effectively with more independence, the identification of team oriented ctrategic
objectives (assessable operational results) will be recommended butnot -~
required. In addition, successful team orientation will be reinforced with use of
the proposed 360° review process for competencies. - -

Variable Performance Pay Communication Responsibllities

Although the appointing authority mav change selected objectives or their
relative weighting, if priorities, organizational structure, or other variables change
significantly during the review period, strategic objectives and expected '

competencies should be fully discussed/negotiated with the subject employee at

the onset of the performance review period. Any subsequent changes should be
immediately communicated to the subject employee, R
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Calculating Variable Performance Pay Results e
Following the end of the evaluation period, the appointing authority (or designee) '
assesses the subject executive's strategic objective achievement and collects
evaluative data from peers, subordinates, or customers regarding competencies.

Should the employee’s perf. ..nance exceed targeted expectations, he or she
could be awarded up to the maximum available (0% to 10% of base pay for
APEX executives, or 6% to 8% for managers and strategic advisors) as a lump
ssum performance award. The actual award amount, up to the maximum, will be
determined by the appointing authority. ' - o '

Effectivé January 1, 1099, the variable peiformance g' ay potential for APEX - '
executives is 0% to 8%.

Effective January 1, 1999, each department will consider using a quideline of
awarding variable performance pay to 40% of program participants. A general
rule of thumb for awards is that 15% of all program participants would receive
awards in the high range (e.q.. 5% 10 8 and 25% of all m participants
would receive lesser awards (e.9., 1% to 4%). Each department should consider
revising its variable performance pay program to be consistent with these
recommendations. - :

As noted armve. the market adjustment will also be performance-based, to the
extent that failure to receive a “satisfactory” performance rating or better will
result in denial of the market adjustment regardless of what the survey data

indicates.

 Effect of Variable Performance Pay on Retirement Program Participants

Retirement contributions will be assessed against the lump sum retroactive pay
‘adjustments. These variable pay adjustments will be included as part of the -
participating employee’s base pay for retirement calculation purposes. . .

What will be the Process for Iimplementing These Programs?

Implementing Basd Piy for APEX

Upon implementation of the three programs, the emplo, _e's compensation level

~ may be brought up or down to within the appropriate level of the pay band. If the
recommended level is lower than the employee’s salary rate at the time of

transition, the appointing authority has the discretion to “freeze” the employee’s - -

salary at its current rate until the band level catches up, or to set it at a lower
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level. If the bottom of the recommended range <f divcration® is ‘1|gher than the
employee's salary rate at the time of transition, the appois wing authority will be

expected to bring the employee’s salary up atleast to the minimum of their
discretionary range.

Implementing Base Pay.for Managers and Strategic Advisors

if the recommended level is lower than the employee’s salary rate at the time of
transition, the department head will “freeze” the employee’s salary at its current
rate until the band level catches up. if the bottom of tho recommended range of
discretion® is higher than the employee’s salary rate at the time of transition, the =

effect of allocation will be to bring the employee’s salary up at least to the
mlmmum of the range.

Changing Base Pay

~In response to changing business needs appomtlng authorities may change the
compensation of subordinate executives at any time for any amount within their
range of discretion. Department heads may change the compensation of
managers and strategic advisors based on the salary placement guidelines
‘provided by the Classification Director at ahy time following program

~_ implementation. Since most managers and strategic advisors are civil service

-employees, they will have "incumbency rating™ rights upon transition into the
program. Thereafter, base pay may be adjusted within the pay zone when there
is a comresponding change in the 'evel or complexlty of duties and
responsibilities.

AII han a within th Il spending limit of an
;WMM&&W
last pay peric~ of 1998. The Personnel D| r. must n

Whl be consi r unantici hmn rrtnt« t rmII

How wlll the Programs be Monitond?

The Executive Services Department, Personnel DIVISIOD S Classlﬁcation and
Compensation Unit will run payroll utilization reports at least twice a year to
ensure that the programs continue to serve the City as originally intended.

Base pay for each program position will be published in the City's Budget Book
annually and reports will be generated annually regardlng the disbursement of
perfonnance funds.

’Themngeofdismﬂonavaﬂab!etohewhﬁngwthoﬁtywﬂldiﬂerbasedontheprogramm
~“question. See section “How Will individual Pay Rates Be Set?" -

? The range of discretion available to the appointing authority will differ based on the program in
question. See section “How Will Individual Pay Rates Be Set?”
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PROGRAM ACCOUNTABILITY

~ All three of these new programs will require a signiﬁcant amount of ongoing

communication on the part of all affected parties to be successful. The following
accountability statements are not necessarily all-inclusive, and are oniy intended

to provide clear direction about the minimum responsibility required of each
’participant if the programs are to be effective.

Mayor's Accountabimy

The Mayor is accountable for establishing clear and meanmgful objectwes for

each department and department head under his or her authority, and for

communicating those objectives, and any subsequent changes thereto, earty
~and frequently.

The Mayor shall establish accountability contracts with all of the department
heads under his or her authority, outlining his or her expectations for
achievement of the objectives he or she has set. On no less than an annual
basis, the Mayor shall evaluate each department head’s progress toward

- achievement of those objectives, and may or may not award a Iump sum
performance recognition payment based thereon.

The Mayor is responsible for reviewing any and all data related to the
implementation and administration of these programs as it is provided to him or
her by the Personnel Director, and for taking action when such data indicates
that a department head has failed to properly exercise his or her discretionary

_ responsibilities under the Accountability Pay for Executives Program (APEX), or -

the Manager and Strategic Advisor Classification and Compensation Programs,
- imposing - restrictions as appropriate.

- City Council’s Accountability

The City Council will review, modify as desired, and adopt the City's
‘ compensation poficies and programs by Ieglslatlve action, evaluate all funding
. requests made by department heads in their budgets for compensation, and
teke action as required to mod:fy the budgeting strategy or strategies appmved
for the program

- Personnel Director’s Accountablmy

The Personnel Director will train, advise, and oonsult with appomtmg authorities

" to ensure that they have the information and direction they require to implement
“and administer the APEX, Manager, and Strategic Advisor programs in a manner
consistent with the programs’ goals and principles. The Personnel Director will

" develop and implement strategies to assist departments in administering these

' compensation programs equitably, and to assist them in using the market data

- developed through the salary surveys and in documenting their base pay
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decisions. The Personnel Director will also develop forms and p 'rortocols for

conducting entrance and exit interviews, to gauge the effectiveness and impact -

of the pay program on recruitment and retention. and will train departments in
their use. ' :

At least once every two years, the Personnel Director will conduct an analysis of

the appropriate Iabor markets in order to adjust the salary bands established for S

these programs?* Salary surveys will provide data that will support awarding the -

adjustment to some occupational catgones and classifications and wnthholdmg
it from others '

The Personnel Director will provide reports to the Mayor and the City Councnl on

an annual quaﬁeﬂy—basns,-fenhe-ﬁset-yeaf-ef-pregrammplememahen to -

monitor the program.establishment ef The annual report shall include the

~ following:

‘e _Changes to base salaries, "

¢ Summary data on base salary with the foliowing fields: position number
program, EEO category. department, occupational group, pay zone, current
salary -

o Payzone penetratlon

e Recruitment, Exit and Turnover Statistics, when available, tracking the
number of applications for vacant positions covered by the Programs, the
reasons why hired applicants chose the City, the reasons why position

: holders left the City, and the overall rate of tumover within the Programs,

e Summary data on performance awards with the same fields as for the base -

- pay report, and )

o A_@ﬂm«i_ocu_mﬂrieﬁmm '

. r 1999 and 2000, the Personnel Director shall report to Council on those -

egartmengg who requested exceptions to the 106% spending limit, and the
WL

The Personnel Director will provide an assessment every second year, with the
" annual report following the market survey, of recommended changes to the

program structure, if any, including the base pay structure and the amount of and :

1 ligibiligy for variable performance pay.

| Department Head Accountability

The department head will set base salaries for program participants under his or
her supervision in accordance with the program design and guidelines issued by
the Personnel Director. The department head will use fair and consistent criteria
for the establishment of base salaries, will document his or her salary decisions,
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: and wrll be prepared to. explaln the ratronale behlnd thelr decrsmns when
necessary ,

' The department head erI set performance ob;ectlves for all program partlcrpants
who report directly to him or her, and will oversee and approve the establishment
_ of performance obijectives for all program partrcrpants who report to his or her-
direct subordinates. The depart’ . will ensure that performance
objectives are communicatedto . :*! xst . :sed with the individual who will be
evaluated based on his or her achre\m .«uit of same, and that the individual is

- kept apprised thfoughout the course of the evaluation period on his or her
progress toward accomplishment of designated performance objectives. The -
~department head will mandate the formal evaluation and award of perfon'nance
pay for all program participants in his or her department, and shall withhold
performance pay from his or her direct reports until they have completed

- evaluations and awarded performance recogmtlon incentives to their -

b subordmates as appropnate

| Employee Accountabllrty

" Those employees who are assrgned to APEX or to the Manager or Strategrc

Advisor compensation program, shall be accountable for understanding the - -
“performance objectives and competencies that have been established for them,
- and for immediately communicating to their supervisors any obstacles to their. .
accomplishment.

- How will Partrcrpants Know What Is Expected and How to Do it?’

“One on one support will be provided for appointing authorities, management 7
affected employees, and department human services staff as- requested This
wrll mclude, but not be ||m|ted to:

1. Dlstnbutlon of sample "'""ormance programs and gurdellnes, 3
2. informal in-house tra inr as well as referrals to spectallzed management
- training consultants;
3. Customized market data research; : e
4. Analysis and recommendatlons regardrng mduvudual satary placement effects
= and, :
‘5. Program management gurdance

Questlons That Might Be Asked By Prograin Partlclpants

= Could I Iose potentlal income under this program?

“Yes, you could. As stated earlier “Given the “at risk” nature of the vanable pay
*_component of these programs, it should be clearly understood that while high -
performers will now have the opportunity to increase their wages, executives,
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managers, and strategic advisors who fail to achieve their objectives are quite
likely to eamn'less than they could expect under the current compensation
program.” ' ' '

For example, we've described the eamings of four fictional City executives for 6

years in the recent past (1/1/91 through 12/31/96). All four begin with the base

compensation of top step for Director lil. There have been no changes to.

anyone's responsibilities during this time. (See attached spreadsheet showing
“relevant calculations.) ' '

, : - N | i

The first executive lived under the current program and received same colas
enjoyed by the bulk of City employees. Her gross eamings were $356,982.

“The other executives lived in an parallel world where the new program had been
‘implementad January 1, 1991 and the cost of living adjustments had been
diverted into the variable performance pay program. The pay of these
executives was adjusted every other year to account for market changes.

‘One of these “other executives” has only dble to meet normal expectations for
the entire decade. His gross eamings were $354,918. His eamings were less
_than the cola'd executive’s by .578% . o

" The second of the “6mer executives” did é good job oonsistenuy exceeding

expectations without variation. His gross eamings were $372,663. His earnings

-exceeded the cola'd executive’s by 4.393%.

The last of the =other executives” was an extraordinary superstar employee, who

~ always greatly exceeded expectations and was very nice doing it. Her gross
eamings were $390,409. Her eamings exceeded the cola'd executives by
9.364%.

With so much indzpendent discretion being proposed, how will the City
ensure fairness and equity?
- Although plans are underway to officially monitor these programs, to reveal
_trends and subtle adverse impacts, these programs will not be implemented in
- sacret. This is “up-front government” in a way unknown until now. The person
given the responsibility for making hiring and compensation decisions will be:
held accountable for decisions made. Many people, including employees,
customers, unions, and peers, will be watching how individual appointing
~ authorities use the discretion they are being granted. Behavior will be noted and
abuses/successes can be addressed by the Mayor as needed.
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How do you address concerns about our current system that is
 "mysterious and perceived to be subjective and inconsistert,” with APEX
a system that applies to the highest level, nonclassified personnel?

‘Whole ]Ob ranking is recognized as the most common method in use for
measuring executive level jobs in both the private and public sectors. This is
because, unlike iower level positions, executive positions are viewed as those

- 'most likely to be significantly altered by the style, skills and abilities of their

: mcumbents The flexibility of APEX capltahzes on thls fact

Other than reoommendlng placement of positions mto broad bands,
‘compensation decisions will no longer involve Personnet Analysts, making -

- narrowly calibrated recommendations based on such abstractions as
_ organizational charts and span of control theories. Individual salary placement
-decisions will be the responaublllty of the appointing authonty

Two essential hallmarks of the APEX Program are aooountablhty and ,

. management flexibility, each balancing the other. Decentralizing oompensatlon
- decisions supports the point-of-management accountability required for greater
~ workload management flexibility, the development of innovative ways of doing

_business and accomplishing objectives, and the effective communication of the
City's values and goals.

Will performance awards be granted to employees who merely meet
: expectations? '

_There is no intention of suggestmg that perfomlance awards should be given to
_ employees who merely meet expectations. These are “incentive” programs.
* Performance targets are intended to be set over and above ordinary job

expectations.

- How will these programs reduce management layering?

We have found that our current systems have inadvertently encouraged
management layering in the City.  Thus, both APEX and the Manager/Strategic
Advisor Plans were developed with an intent of recognizing high levels of
contribution outssde the amculahon of subordinate organizations.

We found that application of the Strateglc Advisor matrix more appropriately
addresses approximately forty positions uncomfortably holding manager titles.
Although we cannot precisely forecast cultural change, we believe that by not
encouraging layering, that the long term efferts of these plans may | be qunte
S|gmﬁcant
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~ Attachment #1- APEX, Managers and Strategic Advisors Market Study

APEX Market Study

- A combination of published market data and regional custom survey data was
utilized to created the market groupings for the APEX Program The following is -
a list of the source data employed for this purpose:

Edifed 10/7/1999

‘APPA Survey of Management for organizations i.ith revenues of at least
~ $100 million.*

APPA Survey on Management for orgamzatlons with a customer base of at
least 100,000. '
Charlotte NC Survey of crtres with populatrons greater than 175,25 .orless

~than a million.

City of Bellevue's national survey.
City of Phoenix’s national survey.

“Colorado Muni League’ s survey of posrtrons in cities with populatlons

greater than 15,000. - ’
Cook County Salary & ange Benefit rﬂarket survey of munlcrpalrtles wrthrn
the Chicago metropolitan area.

Dietrich Executive Engineering Occupation Market Survey for private and
public sector employers with over 1,600 employees.

ECS Middle Management Survey for All Industries

ECS Top Management Survey for Govemment Jobs

ECS Top Management Survey for Gas/Electric/Water Orgamzatrons

ECS Top Management for Non Profit Organizations

EEI Management and Administration Compensation Survey for

‘Organizations with revenues from $600 million to one billion.

EE! Management and Administration Compensation Survey for
Organizations with revenues from $300 million to $600 million
Custom Survey-Tacoma

Custom Survey-State of Washington

Custom Survey-Snohomish County

Custom Survey-Portland, OR

Custom Survey-Port of Tacoma

Custom Survey-Port of Seattle

Custom Survey-Pierce County

Custom Survey-Kitsap County

Custom Survey-King County

Custom Survey-City of Everett

_ Custom Survey-City of Bellevue

ICMA Compensation Survey for cities with populatrons of 500, 000 to 1

- million
‘ICMA Compensation Survey for cities with populations of 250,000 to

attachn.ent to SAM legislation.doc { i
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- 499, 999
ICMA Compensatlon Survey for cities with populations over one miliion
M&R Northwest Management & Professional Compensation Survey
Mercer Finance and Accounting Occupations National Survey. -
Mercer Finance and Accountmg-NahonaI Survey limited to government
organizations.
Metro/King County Natlonal Compensatlon Survey
Metro/King County National Compensation Survey, Pacific Northwest Sort
Municipal Yearbook data for cities with populations of 500,000 to one mitlion
TPF&C Survey of Not for Profit Organizations

‘Pierce County, Tacoma and Spokane

Manager and Strategic Advisor Market Study

A custom survey was prepared and conducted seeking comparable salary
- information for 38 benchmark positions from the following sources:
- City of Bellevue
City of Bellingham_ i
City of Everett
City of Federal Way
City of Portland (OR)
City of Renton
City of Tacoma
City of Yakima
King County
Kitsap County
City and County of Denver (CO)
Pierce County
Snohomish County
Puget Sound Regional Council
Seattle School District
State of Washington
Port of Tacoma '
East Bay Municipal Utllrty District (CA)
Washington Natural Gas
‘Bonneville Power (OR)
Snohomish County P.U.D.
Dallas Zoo (TX)
Phoenix Zoo (AZ) -
- Portland Metropolitan Zoo (OR)
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" Group Definitions

Attachment #2- Manager and Strategic Advisor Prbgrani Occupational .

1. Customer Service, Public Information and Promotion

Positions in this occupational group manage customer service, public information
and promotional programs. The range of major functions includes
management of customer complaint resolution, events booking at major
facilities, contract negotiation and administration, customer relations and
education prdgram development and implementation, media relations and

* advertising campaigns, development and production of special programs and

events, and community and govemmental relations.

2. Human Services S , ,

Positions in this occupational group manage the provision of direct and
contracted human services. The range of major functions includes
management of programs dealing with aging, children, youth, families,
diversity, prohibited discrimination, low-income assistance, domestic violence,
housing, nutritional assistance, persons’with disabilities, the homeless, and -
other areas of human service needs. Functions also include policy and
program development, and the monitoring of performance and compliance by
grantee community agencies. '

3. General Government - ' S

Positions in this occupational group manage diverse functions of an
administrative nature that broadly facilitate and support general governmental
services and operations. The range of major functions includes S
administration, human resources, records, field operations, fleets;
warehousing, strategic planning, policy, printing, and animal control.

4. Courts, Legal and Public Safety 7
Positions in this occupational group manage court services, legal services, or

public safety services. The range of major functions includes management of '

court services, such as case preparation and juror control , courtroom
operations, courtroom security and inmate transportation, crime prevention
programs, community policing, police identification and photo laboratory,
emergency preparedness program, hazardous material code compliance, and
security and public safety for a City department. LT

5. Finance, Budget, and Accounting

Positions in this occupational group manage finance, budget and/or accounting

functions. The range of major functions includes managing credit, collection
and customer account billing, managing and performing expenditure tracking,
accounting, cash and investment management, developing expenditure
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--policies, managing and perfonning policy analysis. costlbeneﬁt analysis and
- financial forecasting, evaluating programs, serving as legislative liaison,
coordinating and reviewing utility rate design, cost allocation, fees and
changes, negotiating provisions of specral contracts, managing capltal ﬁnance
and consultant contracting.

6. Engineering and Plans Review

Positions in this occupational group manage pmfessronal engmeenng andlor
~functions related to inspection and plan review for a department. The range
of major functions includes management of civil, electrical, or mechanical
engineering, transportation engineering, street rights of way services traffic
operations, capital improvement construction projects, and a specialized
area of construction and land use such as permitting, plans review or land use
review.

7. Utllities

Positions in this oocupatronal group manage utrlrty-specrﬁc fields. The range of
major functions includes management of utility operatlons. utility resources,
utility contracts, and utrlrty metering senlices

8. Purchasing, COntracting, and Risk Management
~ Positions in this occupationai group manage processes designed to safeguard
- the City and maximize the value of its financial resources. The range nf major
functions includes - purchasing/procurement, contract - admlmstratlon, -risk
management and claims management.

9. Property and Facility Management

Positions in this occupational group manage facilities and property. The range of
major functions includes facilities and property management, maintenance,
property inventories and transfers, development and rehabilitation, and energy
conservation. '

10. Parks and Recreation

Positions in this occupational group manage parks, recreatron programs and
zoo operations. The range of major functions includes managing recreation
programs, goif courses, zoo exhibits, zoo operations and visitor services, zoo
animal management, and vetennanan services for zoo and aquarium animals.

11 Information Technology :

Positions in this occupational group manage information technology, mcludmg -
systems, computer operations, and data communications. The range of major

functions includes technology planning and implementation, evaluation of
technology and user needs, hardware and.  software: acqulsmon. ,and
management of related staff and functions. :
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~ Attachment #3 Executive Eamings with Cola Compared to APEX
o , Executives With No COLA but Market Adjustments & Incentive Pay
e : Opportunity

-attachment to SAM legislation.doc
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Attachment #4 Manager and Strategic Advisor Point Factor Matrices

Manager Matrix

1. Human Resources Management - Refers to managing,'monitoﬁng and -
administering thman resources, including direct and indirect supervision.

Is not a full supervisor of City employees; may ménage the '

typically approaching 1% or more of the City's overall budget;
has delegated authority to exercise substantial discretion in
allocating financial resources, including budget adjustments;
fiscal management typically includes diverse responsibilities
for contract management, dealing with multiple funding
sources and complying with numerous specialized funding
source requirements; develops and implements fiscal
managen;:ent strategies to maximize resource utilization and -
achieve efficiencies. S s o

Not - 0
applicable - | work product of consultants or contractors. '
Low Has first-line supervisory responsibility for a small staff (6 or - 43
1 fewer FTE). S :
Medium | Manages and supervises subordinate supervisors, or 87
. | supervises a large staff (at least 7 FTE). e
High Manages and supervises subordinate supervisors, with total -130
B direct and indirect supervisionof 20ormore FTE. S
2. Budget / Fiscal Management - Refers to managing, monitoring and -
administering financial resources. -~ -+ Sl
Not " | Provides input to budget development; may administer or 0
applicable | monitor budget(s). I SRR 1
Low | Manages budget(s) with relatively limited impact to City, 47 '}
- typically up to seve:al million dollars; has limited Managerial L
discretion in allocating financial resources; deals with a limited
number of funding sources and has minimal specialized
| funding source requirements. Cun e L
Medium | Manages budget(s) of some consequence to the City, typically | 93
as high as twenty million dollars; has delegated authority to :
exercise discretion in allocating financial resources, including
budget adjustments; fiscal management responsibilities may
include contract management, dealing with multiple funding
sources and complying with numerous specialized funding
source requirements; implements fiscal management
: | strategies to maximize resource utilization.
High Manages budget(s) of substantial consequence to the City, 140
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3. Program Management - Refers to responsibility for developing,
- implementing, advocating, administering and evaluating identifiable program(s).
" A program has an identified set of policies, procedures, budget, identified and

measurable outcomes associated with it, and has clear boundaries in relation to-

other programs and actlvmes

Not EIERE
applicable

Has no defined responsublllty for pmgram management and
administration. ,

‘Manages programs of limited impact to City or external
constituents; provides input on program implementation for
more significant programs; administers procedures and
processes to achieve specific objectives; provides customer
service interface.

60

Provides recommendations for development of significant -
programs; implements programs by developing procedures
and processes, and by managing resources to achieve
program objectives taw by senior decision-m:Xers.

320

High

Plans, develops, creates, implements and evaluates cignificant
programs to achieve broad objectives; defines measurements
and is accountable for accomplishments; is vested with :
substantial delegated discretionary authority to devealop an.

180 |

4. Policy

| execute program policy and to allocate program resources.

Management : Refers to responsibility - for- devsﬁoping; |
: |mplement|ng and advising decision-makers on policy.

Not "
applicable

TProvides analyses on policy issues, and provides input on

policy options; provides input on issues relatmg to operating
processes and procedures.

Low .

| of limited scope and of short-term |mpact typlcally of an

Provides input on and |mplemants policies related to
operations or services with limited direct public impact; . .
provides recommendations on policy options affecting matters -

operaticnal nature.

53

Medium

Develops, recommends and implements policies of a
programmatic or operational nature which have a direct lmpact
on programs or services affecting the public; develops,
presents and defends policy recommendations made to
elected officials or executive decision-makers, typically
involving short- to mid-term impact and consideration of impact
on extemnal parties.

107

High

Develops policy options and recommendatlons on highly
visible or sensitive issues integral to the City's priority

760
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programs; develops recommended solutions to significant
policy issues; develops implementation plans; provides
authoritative recommendations of long-term impact to elected
officials and executive decision-makers. o '

5.  Technical Ménagemént - Refers to responsibility for technical expertise,
typically in a technological or scientific discipline, including such elements as
managing expert staff, serving as a key contributor or expert, and having -

technical compe}encies spanning various disciplines. -

'| Has no defined responsibility for managing or possessing

-ININNDOG 3HL 0 ALNVND 3H1 OL 300 S1 i
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issues before external constituencies; defuses potentially -
troublesome issues related to department policies and
procedures; manages relationships with significant external

constituencies; resolves significant problems and gathers

Not
applicable technical expertise; may require specialized professional
— knowledge. :
Low Supervises some technically-oriented staff and is required to 47
deal regularly with technically-related issues, including legal or
highly analytical issues; required to possess and apply
technical expertise. B R e L APATS ra I
Medium Has technical expertise in.a specific field, typically evidenced | 93
by a required degree or license; supervises or provides 1
authoritative advice to technically-oriented staff; required to
possess some technical competencies outside of field of
primary expertise. : '
High = ~ |Servesasa technical expert or key contributor, involving 140
' independent technical decision-making, typically evidenced by
a required advanced degree and/or license; supervises o
technica! staff providing highly visible or high-impact service to
the City and its customers; required to possess additional
technical competencies in order to effectively manage and
integrate services. L= S e
6. Communications Management - Refers to effective representation of the

~ City -or City interests before extemal constituencies or as part -of group
processes. o e L .

_{ Not : Participates in and supports group decision-making processes. 0
applicabl o L : <o :
Low Repiesents functional area by communicating program or 43

operating policies and procedures, or resolving significant
' " | customer service issues. 5 ST '
Medium Represents department or functional area on a variety of - 87
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external feedback through facilitating_gnoup processes.

coordinates, integrates, and provides leadership for teams and
other organized work groups with diverse representation
across functional, departmental and/or jurisdictional lines, to
achieve important outcomes requiring coordination and

integration of dwerse perspectlves. sklll sets oompetencles 7

and resources.

High Represents the City on highly visible, sensitive and -~ 130

controversial issues before extemnal constituencies; defuses

- | troublesome issues related to City policies and procedures;
manages and promotes relationships with significant external
constituencies; regularly facilitates public involvement - :
processes for policy input, to resolve slgmﬁcant issues, and to
achleve |mportant Clty ob]ectwes , ,

7. Matrix Management Refers to coondmatmg andlor mtegratlng functlons,

systems, or programs, and managing and/or facilitating the work of individuals,

groups or teams across functional, departmental and/or jurisdictional lines
without full Managerial/supervisory control, including administrative Managers
“across functional lines, and including the management of non-employees such
as contractors and vqunteers
| Not Participates as a member of and may assist with facilitating 0
| applicable | cross-functional, -departmental, or Jjurisdictional teams. S
Low Periodically coordinates, integrates, and provides leadership 40
' for initiatives which involve cross-functional, -departmental or '
-jurisdictional ad hoc teams.

Medium Regularly coordinates, integrates, and pmv:des leadership for :| 80
both standing and ad hoc teams engaged in organized U
problem-solving, policy development, or service delivery
across functional, departmental and/or jurisdictional lines. -

High On an on-going and consistently substantial basis, 120
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. Strategic Advisor Matrix

_Level of: POLICY CONleBUTION AND IMPACT _

Level

Score

Description

Limited

Provrdes input onr policies related to operations or serwces
provides recommendations on policy options of an operatlonal or
short-term nature.

Medium

175,

Develops and defends policies affecting the City’s ability to fund
-and deliver programs ‘and services; advises elected official(s)
and/or - department head(s) of major City department(s) on
policies which may involve long-term impacts to the Crty City
services, City partners, or the public.

| High

~350

Shapes policy by making highly authontatwe policy
recommendations to elected officials and department heads;
develops and defends policies with significant long-term impacts
on the City's priority programs; strongly influence policies having
significant and long-term resource implications; strongly influence

N policies which impact the oonduct of business: by multiple Cny

organizational units.

Level of: PROGRAM CONTRIBUTION AND IMPACT

Level

"~ Description

Limited

Makes program recommendations, may administer some phases
of program(s).

75

Provides recommendations for development of srgmﬁcant
programs to elected official(s) andlor department head(s) of
major City department(s).

High

- 150

Strongly influence nature and scope of program direction for
significant programs by acting as a key advisor to elected
ofﬁclal(s) and/or department head(s) of major Clty department(s)

3
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Level of: BUDGET CONTRIBUTION AND IMPACT -

Lovel

Score

Description

Limited

0

Makes budget recommendations, may admrmster some phases

of budget(s).

Medium

75

Provides recommendations - for development of significant
departmental, program or business unit budget(s) to elected
official(s) and/or department head(s) of major City department(s).

[ High

150

Strongly influence decisions by elected official(s) and/or
department head(s) of major City department(s) on appropriate
levels, sources and allocation of resources for major City

services, programs or other activities, with significant long-term

attachment to SAM legislation.doc
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City organizational units.

implications which impact the conduct of- busmess by multlple s

Level of: COMMUNICATIONS CONTRIBUTION AND |MPACT s

Level

Score

Description

Limited

of an operational nature, to intemal and external audiences.

Communicates program and procedural information, and policies |

Medium

Communicates to intemal and extemal audiences on behalf of
elected official(s) and/or department head(s) of major Clty
department(s) on a variety of significant issues.

‘High

100

department head(s) of major City department(s) on a variety of

services, for the purpose of gamnering support, shaping opinions,

objectlves

Communicates -to intemal and - extemal audlences as an '
authoritative  representative of ‘elected official(s) andlor]

significant issues related to the City's priority programs and |

advocating controversial posmons and achlevmg lmportant Clty

Level of: MATRlX CONTRIBUTION AND IMPACT

- Level

Score

Description

Limited

Participates in and may assist with coordinating or facllnatmg :

cross-functional, departmental or jurisdictional teams.

Acts on behalf of and represents priorities and interesis “of |
elected official(s) and/or department head(s) of major City

jurisdictional teams.

department(s) on a variety of cross-funcuonal depanmental or|

High

100

Actively - provides Ieadetshlp. focus and dlrectlon to Cross-
functional, departmental or jurisdictional teams as an

department head(s) of major City department(s) to achieve

and servnees

authoritative representative ‘of elected official(s) and/or|

important City objechves related to the City's pnc':ty programs |

Level of:

TECI'INICAL EXPERTISE CONTRIBUTION AND IMPACT

Level

Score

Description

Limited

Deals regularly with technically-related matters, and applies
specialized knowledge in analyzing a variety of issues.

Medium

50

Has technical expertise in a specific field, typically evidanced by

on technical matters to elected official(s) and/or department
head(s) of major City department(s).

a required degree or license, and provides authoritative advice |

High

100

independent technical decision-making, typically evidenced by a

required degree or license, who serves as a Strategic Advisor of

Acts as a technical expert in a specific field, mvolvmg .
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advice on technical matters which is’ rélled upbh by elected
official(s) and/or department head(s) of major City department(s) ,
to_make decisions affectmg the Clty's hlghly-wsmle or hlgh-

impact services.
Level of: . HUMAN RESOURCES CONTRIBUTION AND IMPACT e
Level | Score -Description - e e
Limited | 0 May provide lead direction to other staff
Medium 25, | Full supervisor of one or two staff. o
| High 50 Full supervisor of threeormore staff. .~ = .. . -
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Attachment #5—FIRST YEAR REVIEW

| SUMMARY OF PROGRAM CHANGES
swgSpENding Limits ' '

Effective with the last pay period of 1998, a spending limit budget-cap-of a
maximum 4% increase per year on base salary adjustments is implemented.
The limit includes any approved market adjustments in addition to base salary
changes made as a result of job size changes, recruiting or retention issues,
market equity, internal alignment, or other factors.

" The appointing authority may petition the Personnel Director for approval of a
pending limit exception when unanticipated hiring or retention costs
exceed the 4% cap. In order to support an exception, the appointing authority
‘should be prepared to provide data indicating that the relevant labor market and
or recruiting difficulties justify the base salary decision(s) resulting inthe
~gpending limit overage.. ' '

The revision to the spending budget-strategy responds to program participants’
concems regarding the perceived variations in base salary settingand .
adjustments between *haves” and “have nots.” The spending budgetlimit will
improve the City's ability to promote equity and consistency both among
departments and between the APEX, Manager and Strategic Advisor Programs
and the City's other compensation strategies. _

In addition, the spending budget limit is intended to help promote fiscal
responsibility as a key component of these compensation programs and to
improve the City's ability tqplan for and fund salary changes. o

The spending limit budget-cap-for variable performance pay is set at two percent
(2%).

Market Adiustment

Market data compiled for the 1999 — 2000 adjustment was not sufficiently
detailed for informed decision-making regarding variable application.

10/7/11999
4:58 PM . )
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Consequently, the majonty of program partrcrpants recerved the adjustment in.
1999

Future salary surveys will provide data that will support awarding the adjustmeht: :

to some occupatlonal wtegones and classifications and wlthholdlng |t from
others. -

Beginning with the January 2000 market adjustment, no program participant
whose performance fails to receive a rating of satisfactory or better will be

eligible for the nfarket adjustment regardless of whether the data supports a pay"

: lncrease or not.

’,Vanable Performance Pay

Nearly 93% of program participants received a variable performance pay award
for 1998. The original Plan Design requires performance that meets or exceeds

- targeted objectives, and describes “targeted objectives” as above and beyond o

normal job outcomes. A 93% success rate was unexpected.

Effectrve January 1, 1999, the followmg variable performance pay guidelines are
rmplemented

) A gurdehne that 40% of program partrcrpants may be rewarded for vanable
_ performance pay award each year. '

« Fifteen percent of program participants who receive a vanable performance
pay award should expect an award in the top end of the potentral range (e.g.,
5%t08%)

¢ . The remaining 25% of program partrcapants who receive a vanable
performance pay award should expect an award in the lower end of the
potential range (e.g., 1% to 4%).

The APEX variable performance pay potential range is reduced to 0% to 8% of
base salary, from 0% to 10% of base salary. This is consistent with the potential
range for Managers and Strategic Advisors.

The City retains the right to suspend all variable performance pay funding and
programs at any time. ,

10/7/1999
4:58 PM
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@)cCiyofSeattle
) , Pa”l,scll?“. Mayor

- Executive Services Department
~ Dwight D. Dively, Director

. MEMORANDUM
 DATE: September 27, 1999

TO: Honorable Sue Donaldson, President
' Seattle City Council

Attn: Elaine Marklund
" City Budget Office

s .ﬁgw%
Dwight Y, Dirécter’

Executive Services Department

SUBJECT: Proposed Legislation — An ddihance Réplacihg the Manager and Strategic
~ Advisor (SAM) Compensation Program Ordinance

The attached ordinance will add a new Seattle Municipal Code (SMC) Section 4.20.390,
Manager and Strategic Advisor Compensation Program, and will repeal SMC 4.20.400,
. Manager Compensation Program—Description as well as SMC 4.20.420, Strategic.
' Advisor Compensation Program—Description. o

Summary of the Legislation: The replacement of SMC 4.20.400 and SMC 4.20.420 with
SMC 4.20.390 is based on formal evaluation of the SAM Compensation Program bya -
contracted consulting firm and the subsequent discussions among the Mayor, City
Council and department heads. Modifications or further clarifications include: revisions

_ to the program’s design relative to budgeting, base salary-setting and the variable
performance pay component.

DD/NM:nsc o ,
Attachment: Replacement SAM Ordinance -
¢ Councilmsmber Martha Choe, Chair

Finance and Budget Committee, City Council
ESD Personnel Division Administrators

o B

Personnel Division. Dexter Horton Building, 710 Sccond Avenue, 12th Floor, Seattle, WA 98104-1793" - -
S Tel: (206) 684-7664, TDD: (206} 684-7888, Fax: {206) 684-4157, hitp:/www.ci.scatile.wa.us : e
* An equal employment opportunity, affirmative action employer. Accommodations for people with disabilities provided upon request..
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Fiscal Note

Each piece of legislation that is financial in nature will be accompanied b);a fiscal note. The
fiscal note should be drafted by department staff and will identify operating, capital, revenue, and
- FTE impacts of the legislation. o :

Department: Contact Person/Phone:  CBO Analyst/Phone:

~ESD, Personnel Division, Dcnna Cook/664-7970 Barbara Gangwer1615-0768
Class/Comp Unit 7 Nancy Schaefer/386-9081 . Elaine Marklund/684-8053

Legislation Title: AN ORDINANCE adding a new Seattle Municipal Code Section 4.20.390,

~Manager and Strategic Advisor Compensation Program; and repealing Seattle Municipal Code-

Sections 4.20.400, Manager Compensation Program—Description, .and 4.20.420, Strategic
-Acvisor Compensation Program—Description. : U B

- Summary of the Legislation: The ordinance provides for replacement of the original Strategic
‘Advisor and Manager Program Ordinance; adopts budgetary guidelines of 4% for base pay
adjustments and 2% for variable performance pay adjustments and establishes that actual

_salaries will provide the baseline for such percentages; directs departments to prepare baseline
reports; and provides for budget cap exceptions for unanticipated hiring costs and small - :

- departments. :

'Background (Included justification for the legislation and funding history, if applicable): |
Proposed program modifications and revisions were based on formal evaluation of the APEX,

‘Managers and Strategic Advisors Plan pursuant to a report from a contracted consulting firm and

- the subsequent discussions among the Mayor, City Council and department heads. It was
concluded that revisions to the program’s design relative to budgeting, base salary-setting and
the variable performance pay component would improve its sustainability and ensure greater
consistency of application across departments. :

Sustainability Issues (related to grant awards): None

Estimated Expenditure Impacts: For 1999, there is some potential for savings, but the amount
is uncertain. This because the ordinance is being presented late in the year, and some
'departments have already made base pay adjustments. Also, it is difficult to calculate savings
accurately until departments provide better baseline data, which the ordinance directs them to do

- For 2000, we have assumed an estimate of $450,000 in General Fund savings in the salary
reserve, but again, baseline data from departments is needed before the amount of projected -
savings can more accurately be calculated. These total projected savings cover participants in
both APEX and SAM programs. '

Estimated Revenue Impacts: None.
Estimated FTE Impacts: 0: 7 :
Do positions sunset in the future? If so, when? No.

Other Issues (including iong-term implications of the legislation): These modifications are
. intended to rake the program sustainable for the future. :
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- Kathy Sreinmeyerlpi
SAM Revision. -
09/27/99

V#

ORDINANCE _

£
r

AN ORDINANCE adding a new Seattle Municipal Code Section 4.20. 390 Manager and

‘Strategic Advisor Compensation Program; and repealing Seattle Municipal Code .|

‘Sections 4.20.400, Manager Compeusation Program——DescnPilon, and 420 420,
Strategic Advisor Compensation Program—Descnpnon -/
/ ,
WHEREAS the Manager and Strategic Advisor Compensation Vogram was adopted it
November 1997 for implementation in 1998, with the/ understanding that the
-Program would be formally evaluated to- ensure. 1ts col mued vrabrhty as a pay
strategy; and

WHEREAS the City contracted with a consulting firm in l?99 to evaluate the program, .
including how well the program was received aad understood by - program.
- _participants; and 7/

WHEREAS, the evaluation and subsequent discussions /between the Mayor, the City
Council and department heads concluded that reyisions to the program’s design
relative to budgetmg, base salary-setting and [the variable performance pay. -

- component will improve its suslmnablhty ang cnsure greater consistency of
7 apphcauon across departments; ' '

' NOW THEREFORE,

BE iT ORDAINED BY THE CITY OF SEATTLE AS FOLLOWS:

- Section 1. There rs héreby added to Seatt Mumclpal Code Chapter 4 20 a ne\\"
secnon, 4.20.390, Manger and Stmeglc Adviso Compennﬁon Program, as follows: ,
A There i is established a Manager an Strategrc Advisor Lompcnsatlon Program 7

under - which posmons allocated  to  “Manager” - and “Slrateglc Advisor” shall ‘be-
: compensated The Pcrsonnel Director is aythorized to lmplement and administer the e
'Manager and Strategic Advisor Compensah n Program substantially in accord wrlh thej;"'

APEX, Managers and Strategrc “Advisors / Plan Design, which is mcorporated by this
“reference, and any subscquent revisions lhereto that are approved by the Mayor and the Crty B

: Council The Personnel Director shall- allocate positions into and out. of ‘Manager and -

B Strateglc Advisor in accordance with established rules and procedures,

=B The salary structure for the Manager and Strategic' Advisor Compensauon
- Program shall consist of one (1) pay band with. lhree 3) sub-bands, or pay zones. Pay zone"; :
assignment shall constitute the classification for all rclevant provnsrons of the Seattle

' Municipal Code and the Personnel Rules.’ Where occupatronal groups have been des:g,nated
’ 1
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_appointing authority shall determine whether position incu

- guidelines.

' period. Any lump sum pa

) conlribuiions and calcu

N

Kathy Stemmeyetlr

. SAM Revision

0927199 -

L v#3

thc occupatlonal group shali consmute the class series: The appomtmg authonty shall have: :

the discretion to set and/or modify base salary anywhere within the rec mmended pay zone

- for any Manager or Strategic Advisor under his or her direction, wnfhm formal budgetary
limits &stabhshed by the Mayor and the City Council. Th(, *’ersonnel Director -shall - :

“_ recommend to the City Council for approval market adjustménts to the salary structure

based on a biennial labor market analysis of seiected repregentative classifications. The

. increase to reflect any or ali of the approved market adjystment; provided, that no Manager

or Smtégic Advisor shall be eligible forr such an adjugfment if his or her performance in the

-~ previous evaluation éycle failed to be dmo?édas “satisfactory” or better. Other
° adjustments to base salaries must be raade i

accordance with ngram and budgetary

R The Personnel Director will/establish performance recognition guidelines fdf

'the Manager and Slraleglc Advisor Confpensation Program. 'The appointing aulhonty may

award to a Manager or Strategic AdyiSor under his or her dn'ecuon a lump sum payment of

up to eight percent (8%) of base 4alary, in addition to base sa!arv for recognmon of the -

: accomphsluncnl of goals and ork outcomes at the complehon of an ‘annual evaluation

regular  com;ensation,

etirement System
The budgelmg sirategy for 1999 and 2000 for the Manager and

of tie City Employ.

Section 2.

" Strategic Adviscr/Program is hereby esiabllshed as an annual allowance of four percent
= (4%) of actual/annual salary costs for base salaries, including any approved market
- adjustments, and an annual allowancc of two percent (2%) of actual annual salary costs for -

_ variable perf rmance pay. These limits shall apply ona depanmental basls The Personnel -

Director may approve and the Clty Budget Office shall fund properly documented

exccpuons to the budget cap for unanhclpatcd hiring costs and for small departments. Sl

Departmem heads are hercby directed to report annual baseline salary data for Manager and

: Strategic Advisor Program participants to the Personnel Director by November 15, 1999 and 7

February 1" each year thereafler, in accordance with nrocedures established by the

Personnel Director.

ts shall reccive a base salary

t made pursuant to this section shall be considered a part of .
rated annually, for purposes of withholding retirement -

ing retirement benéﬁts for 'arffecrted employees who are members
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‘me in open session in authentication of i

1999,

(SEAL)

Kathy Stemmeyer!p ’

-SAM Revision

/27/99
V#

Section 3 Seatlle Mumclpal Code Section 4.20.400, Ordinance 118783, is hereby 1
; repealed ; -
7 ~Section 4. Seattle Mumclpal Code Section 4.20.420, Ordmapc/e/ 118"75 is hereby g
Sectlon 5 Any acts made consnslent wn'l the authonty and pnor to the effective date - |
: :'fof thls ordmance are hereby ratified and confirmed. '
| - Section 6 This ordinance shall take effect and be in force thmy (30) days from :
“and after its approval by the Mayor bm if not approved and returned by the Mayor wnthm g

ten ( 10) days after presentation, it shall take eﬂ'ect as provnded by Mumclpal Code Secnon
1.04,020. 7

Paségd by the City Council the

 passage this day of LR s

President of the City Council

rrrz\ppioyedbymcthis dayof - - -, 1999

Paul Scheli, Mayor - T
Filed by me

""'rdayof 19

City Clerk

yof - - _ rr,,,‘r,lr99:9r,andsignedbyr
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[ Uisa Peyer - Substitute for CB 112031~ SRR

Paget] |

,IjuétnmdmatwhénmeLawDepahnentdmangedmeofﬁ\esechonsonCB 112931, whx:h'isgoingto :

be introduced on Manday, 10/2, the Section numbering was screwed up. Therefore, could you substittute
the attached ordinance on-line. | will bring a hard copy to your chairto subststule in the blue lacket Life is
‘never easy.... Thanks for your heip. L. =

cc:  Cook, Donna, Jorgensen, Edie, Steinmeyer, Kathy....
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WHY DID WE START THESE PROJECTS? _ / _
BACKGROUND | ' -/ 5

HOW DID WE GET HERE? = f/ ¥
STEPS TAKEN TO GET TO THE PLAN DESIGNS - S if . g

THE THREE PROPOSED PROGRAMS THAT RESULTED FROM TH

_10
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1
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" ALLOCATIONS DETERMINED? 12
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- WHAT ARE THE JOB CLASSlFICATION ISSUES INVOLVED?
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MANAGER AND STRATEGIC ADVISOR 14

OCCUPATIONAL GROUPS (CLASS SERIES) 14
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' 21
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IMPLEMENTING BASE PAY FOR MANAGERS AND STRATEGIC ADVISORS 21
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Why did we start these projects?

Background oo : et e :
The City of Seattle is committed to the design and delivery of high quality public
services to its citizens. Achieving this objective depends upon the experience,
knowledge, hard work, abilities, performance, and dedication of its epriployees.
To that end, the City needs to recruit and retain individuals with thesolid skills, -
technical expertise, creativity, positive work habits, and experienee which
continue to add value to its workforce.

The City needs to develop classification and compensation/systems that provide
the authority, responsibility and accountability for employees to successfully
meet customer needs, as well as systems that encourage productive behaviors
and adapt easily to changing technologies and other ejtemal forces.

It is the objective of the City’s classification and co;ﬁi)ensation systems to
provide leaders with the fiexibility to design and a/s;sign work, and appropriately
com:pensate employees for their efforts in helping achieve the City’s business -
objectives. Through a competitive and comprehensive compensation program
that includes wages, health care benefits, palé leave, career mobility, and
performance incentives, the City can affirm the value of its employees and -
reward their contributions to the City’s success.

Therefore, for executive and other non-represented management employees, it
is the City's intent that, as the City's economic condition permits, the value of our
total compensation package will be no less than the average value of the market,
comprised of those public and private employers with whom we compete for
qualified employees. We will continue to value internal equity but recognize that

~ market-driven changes may alter the historical relationships between jobs. When

appropriate we will implement reward programs that are independent of base
pay, replacing the concept of pay progression as an automatic entitiement with
the understanding that variabie pay is an incentive and compensation for a job

well done. /

/
The City's current clgésiﬁcation and compensation programs do not support
these goals. The lack of a deliberate link between the external marketplace and
the City's salary sjfucture means that the City may pay one type of position too
little to be truly c/fjmpetitive for fully qualified candidates, and may pay another
type of position/much more than is needed to recruit and retain qualified
individuals. 2?" seniority-based wage progression plan doesn't communicate
the value of éuperior performance. Our narrow salary bands limit the appointing
authority's }ﬂexibility to recognize the qualifications of a “superstar” job candidate -
with a commensurate pay offer, and mean that most employees have topped out'
their earhings potential in about the same length of time that the average
employee has mastered the “learning curve™-just over three years. We measure
the value of our high ievel management positions by the size of the budget

Edited 09/27/1999
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managed and the size and compensation level of their subordinate structures--a
practice that has resulted in the development of unnecessary management
layers and an intemal alignment of positions based on their hierarchical level,
"~ rather than by virtue of scope of impact and strategic significance. Although the
City's current “civil service” -type classification and compensation systems
negatively impact management flexibility arid employee performance throughout
all layers of the organization, it appears that two areas in particular are ripe for
change: the process for compensating City executives, and the : '
classification/compensation process for City managers.

How did we get here?

F
ol
Vi

Steps Taken To Get To The Plan Designs ~~ /

The executive and manager projects were begun simultapéously, employing a
single steering committee, a project management team made up of three
different employees (a team leader and two individual analysts, each assigned
to a unique project but working cooperatively), and different consuiting

organizations. -

1. The very first task undertaken involved joint Qn'terviews. with a representative
from each consultant organization and a prgject staff member meeting with
every City department head individually;'ﬁe purpose of these interviews was
to gather information which would help y$ define our concepts of executive
and manager, the market from which t;(e City recruits and to which it loses
employees at these levels, and performance linkage possibilities.

2. Revised executive job summary quésﬁonnaires (JSQs) and manager position
description questionnaires (MPDQs) were distributed to potential participants
in order to gather current relevant information about individual positions.

3. Focus groups consisting of projected executive and manager program
participants were convened. The executive focus groups were intended to
ascertain employees’ opinions and perceptions about their current
compensation program and identify potential performance measures for a
proposed performance and reward program.. The manager focus groups also
sought to gather infofmation clarifying distinct occupational groups
represented in the /City's management work force.

!
4. Market compengation data was gathered for both programs. The executive
" project's consgftants initially drew their benchmark data from their large library

of published survey information. These data were augmented with a-
customized survey that sought specific information regarding several key
positions from regional government agencies. The manager project's
consultants gathered all of their survey resuits from a regional survey
customized specifically for this project.

Edited 09/27/1999
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5. Design work was initiated. Draft proposals were critically considered and the
pros and cons of each were vigorously discussed, clarified and addressed i |n
subsequent drafts. Comments and direction were solicited from
Counciimembers, the Mayor's Management Wcrk Group, and the Mayor’s
cabinet. Proposed program details were published and dlstnbuted to
participants. ;

6. In response to this feedback, adjustments were made to the pJGposed
programs, including the evolution of a nonmanagenal stratgdic advisor’
- concept. ,

« The Accountability Pay for Executives (APEX) Program,
o The Managers Program, and
o The Strategic Advisors Program.

These programs were implemented as described.below on January 8, 1998.
Through September 1999, approximately 600 Q}Q'sitions have been aliocated to

the new programs. As part of the City's onqoinq efforts to ensure the continued
viability of the APEX, Manager and Strategic Advisor Compensation Programs
an independent consultant was contracted tg conduct an evaluation of the first

- -year outcomes. This plan design has been/revised to reflect the programmatic
changes that will be implemented as a resuit of that evaluation. In addition, a

summary of chanqes has been mciuded as Attachment #5.
Which positions in the City fit these three programs?

CATEGORY DEFINITIONS

Exerutlve

T T e y executive level of Cny govemment (APEX) is comprised of the people
who are responsnble for.managing the relationships between the City and
its social, economic, and political environment, and for setting the tone
and maintaining contml of internal operations. A City executive must
anticipate problems stemmmg from rapid change and take advantage of
new opportunities, Allocate resources, make strategic decisions, evaluate
performance, and/articulate plans and policies for the most significant
activities of the Gity.

Positions in thg City of Seattle designated within the APEX program
clearly meet some or all of the following criteria: hierarchical orientation
that carries Proad corporate responsibiiities and is oriented toward :
management of the ‘whole’; strategic significance that imparts a definitive
long term impact on the way the C|ty conducts business; and scope and
|mpacts that affect the delivery of crii.cal services and quality of life for

Edited 09/27/1999
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- many people, entail the management of large sums of money, and or
involve control of extensive non-financial resources.

*'While the description of APEX positions wés jeneral enough to cover a wide
range of executive roles, we found that our initial description for manager
seemed to exclude a number of valued positions that played clearly significant
roles in the City. Thus, an altemate definition was developed to.describe:
positions of a level similar tc manager, but that did not directl/yf’manage
significant human or other resources. This new category is called strategic
advisor.

Manager : A ,
- A manager for the City of Seattle is an employge who is identifiably
. accountable for translating City and departmental objectives into specific
" outcomes in the areas of policy, programs, And service delivery, through
* effective utilization of the City's human, finar:cial, and other resources.

- Strategic Advisor , ,
A strategic advisor of the City of Seatjfe is an employee who serves as a
- key advisor to senior officials, or makes recommendations which help
shape significant City policies or prpgrams, or who represents the City in
strategic arenas, without having fyll accountability for managing resources
to achieve specific outcomes.

Which positions will be allocated to the APEX Program?-

- Department heads and division directors will automatically become part of APEX
and other positions will be evaluated for eligibility based on their hierarchical
orientation, strategic significance; and scope and impact.

APEX PROGRAM CRITERIA

Hierarchical orientation--Position carries broad corporate responsibilities and is
oriented toward management of the “whole.” Accountability extends across the
organization or beyond. This position typically repoits to an elected official,
department head, or the board or coimission heading a principal office or

~ department, and is responsible for translating their high level vision into broad
organizational policy and direction.

Corporatior@ City-wide: The position's'responsibility'and opportunity to
effect positive change extends to, impacts, and addresses most, if not all
subsidiarxforganizations (other departments).

Corporation = Sub-Division of the City: This level is mid-way between
City-wjde and department-wide and should address positions with
opp/oﬂunity to effect positive change to specific aspects of organizations
across the City, or to a defined sub-group of City departments.

proposal sept 89.doc
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Carporation = Department-wide: The position‘s responsibility and
opporitunity to effect positive change extends to, impacts, and addresses
most if not all subsidiary orgamzatrons (other drvrsrons)

'Strategrc sign.ﬁcance—Posmon is responsrble for making significant polrcy
recommendations to elected officials, and for formulating and impiementing
resulting long-range City goals and objectives. This positior: establishes program
and policy directicn that hac considerable long-term impact on resource
allocation and the City’s provision of services. Such positions deﬁpé the
organization’s objeclives, determine appropriate resource allocatjons, and direct
the efforts of organizational components to accomplish the City)é mission.
Position is responsible for all program outccmes.

Strategic significance is Irkely to change over the years in résponse to changrng
pclitical agendas, eeonomrc environmental and social cohditions.
- For example,
1. health care reform was of great imgortance to the Crty to address in 1992;
2. the welfare to work initiative has a new level df urgency in response to
 reduced federal support for welfare prograrps and,
3. if juvenile crime is ever diminished to an acceptable level (somewhere
near 0), addressing the problem will eorrespondmg!y diminish in mayor
and council priorities. ; :

-8t ateglc significance is a factor approprrate to be decrded at the hrghest levels
of the executive management team. Thus, an Executive Compensatron Review
Committee, designated by the Mayor wrll have direct involvement in the APEX
allocation process.
Strategic SIQnIﬁcance—ngh The mcumbent is in the posmon of
effecting significant positive results in the areas defined by the Mayor and
the Council as City priorities such as enhancing community, social equity,
environmental stewardshrp, economic opportunity, and secunty

Strategic Slgnii‘lcence—Moderate There is the opportumty, albeit a
more limited opportunrty. to effect positive resuits in these same areas.
The significance’ ‘may be diminished simply because the position’s
responsibility E)as changed to entail the maintenance of successful
innovations that were begun earlier, or because the City is not in any
position of affecting change in this arena. For example, the position of
Director of the Office for Education is limited in strategic effectiveness,
becausefalthough it has some influence with control of certairi funds
distribufion, it has no direct authority over Seattle School District policy or
progr mmatic activities.

sgn“;tegic Signiﬁcance—Low The posmon isina supportmg role in

effecting positive results in the strategic areas listed above. For example, -
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The Finance and Administration Director for a department assists in
achieving the wider strategic goals of the organization by ensuring the
financial health of the organization and continued, reliable service
delivery. The Human Resources Director for a very large department
would provide similar strategic support for an organization on an executive
level. co o o S

Scope and impact—Position’s discretionary authority has significant impact over.
alarge arena. The range of authority may be Citywide, regional, or larger, and
includes programs that affect the delivery of critical services;/quality of life for
citizens, management and effective allocation of large sump's of money, and/or
-control of extensive non-financial resources. ;.s :

' Scope and Impact -Large: The incumbent is'directly responsible for the -

dispersal or control of at least 10 million doliars, a customer base of
500,000 or more, workforce of 1,000 or 3, Or regional services-
‘covering, at minimum, the entire City.

- Scope and Impact -Medium: The incumbent is directly responsible for
the dispersal or control of at least 5hillion doliars, a customer base of
250,000 or more, workforce of 500’or more, or regional services covering,

~at minimum, half the City.

Scope and Impact -Small: The incumbent is directly responsible for the
dispersal or control of at least 2.5 million dollars, a customer base of

100,000 or more, workforgé of 250 or more, or regional services covering,
- at minimum, a quarter of the City.

£

'How will the City decide who s in APEX?
Initial allocations to APEX will be recommended by the Personnel Director based

on input from departr:zﬁt heads and evaluation of employee-completed job
summary questionnaires. Since the APEX program covers positions for whom

-the personal qualitieé of the incumbent will affect the nature of the work

i

- performed, allocation to and within the APEX program is made on a generalized '

“whole job evalu?tion and ranking approach.

The Personne! Director will evaluate Job Summary Questionnaires (JSQs)
utilizing thege criteria and determine whether a new position should be allocated
- to APEX. ézf the request of a department head, the Personnel Director will :
evaluatenon-APEX positions to determine whether they have undergone
sufficient change to meet the necessary criteria for inclusion, or will evaluate
APEX positions to determine whether they should be excluded because of duiies
changes. Otherwise, the appointing authority wil! have significant discretion to
termine, by work allocation, who is included and who is not.
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Upon implementation, appointing authorities will be provided the opportunity to

- have APEX placement of specific positions independently reviewed by a

"~ committee designated by the Mayor as the Executive Compensation Review

- Committee (ECRC). However, we anticipate limited need for review, given the
appointing authority’s broad discretion for position allocation and placement.

~As a finai step, the allocation of all APEX positions will be conﬁriﬁed by'thre City
- Council through legislation.

Methodology and use of the APEX Criteria Vi
The essontial base pay structure of APEX will consist of a broad pay band
" (137% wia) anchored by four market group sub-bands. (See the APEX Base
- Pay Structu/e section of s proposal for more dgtail.) Applying market data and
the three ci'teria, the Personnel Director will mmend which of four
established market groups best fits each posigion.

Intemnal benchmark positions will provide eaéily recognizable and identifiable
standards for market group comparisons fgr all other positions allocated to the
APEX program. These comparative ana wiii be supplemented with an
application of the three APEX criteria, hjérarchical orientation, strategic
significance and scope and impact.

Exdmples of Market Group Four

City Light Superintendent, Se. Center Director, Police Chief, and Deputy
Mayor. A

All of these positions - 3sily manifest ali of the executive criteria. Hierarchical
orientation is always 'corporate’ (City-wide) in nature. Decisions involve the
development of broad organizational policy or direction, and positions are
accountable for major program outcomes. Direction is given across functions or
organizations, with responsibility for overall objectives, staffing, and resource
allocation. Unique market issues also contribute to placement at this market
group level, which was specifically created to address exceptional market
conditions. ' ' ' '

/ , ,
Examples of Market'Group Three Executives , , , 7
Parks and Recreation Sugarintendent, Housing and Human Services
Director, Deputy glty Light Superintendents, and Intergovernmental
Relations Director. o T
All of these positions also manifest all of the executive criteria. Hierarchical
orientation is always “corporate” in nature. Decisions involve the development
' izational policy or direction, and positions are accountable for
mes. Direction is given across functions or organizations, with
ility for overall objectives, staffing, and resource allocation. These -
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posiﬁons, while closely related to Market Group Four executives, do not rquifé
the same level of compensation to address compelling market demands. -

Examples of Market Group Two Executives ,—"’f
Electric Services Directors, Municipal Court Administrator, Laﬁd Use
Director, and Energy Planning and Forecasting Director.  /

At the this level, at least two of the executive criteria would be met. Some
decisions might involve broad organizational policies or direction, but most
decisions are likely to concemn the development of long range plans, goals and
objectives for specific elemental functions of the City, such’as court functions,
regional electrical services, or land use issues. These pasitions are likely to
evince a diminished City-wide corporate hierarchical on;iéntation.

Examples of Market Group One Executives /s , ,
~ Civil Rights Director, City Light's Civil Engineqring' Director, and the (City-
wide) Building Operations Director. / R o
Positions at this level might have notable (City-wide) hierarchical orientation,
strategic significance, or scope and impact; bat usually meet only one such
criterion.  They tend to have greater responsibility for program outcomes than for
policy design and direction. Positions at these levels are closely related to the
highest level positions in the manager or’strategic advisor group and may be
_evaluated utilizing the manager or strategic advisor group criteria for confirmation
and reliability.
, /
) £
The APEX Allocation Process Differs from the Manager and Strategic
Advisor Process. Why? ;./
Whole job ranking is the most common method used in measuring executive
~ level jobs because itis relatively simple, flexible and responsive to changing
“management needs. Thp" whole job ranking method works well for positions
where incumbents hav:égreat latitude to define their jobs, and is particularly
suitable for compensation system designs which are intended to provide .
* maximum flexibility for recruiting and work load management. Because it doesn't
provide “hard” crite?'é/for justification of results, it is less effective as a job
_ measurement tool for classified service positions. We find that the Manager and
Strategic Advisor programs are better served with more detailed and quantifiable

point factor job measurement systems.

How Are M_ahager And Strategic Advisor Program Allocations Determined?

The Persorinel Director will evaluate Manager Position Description

" Questionnaires (MPDQs) utilizing the Manager and Strategic Advisor Program
point factors criteria and determine whether a new position should be allocated
to these programs. At the request of a department head, the Personnel Director
will evaluate other positions to determine whether they have undergone sufficient

Edited 09/27/1999
proposal sept 99.doc

- INIINNI0G 3HL 40 ALITVND 3HL 0L 3Na SI 41




" change to meet the necessary criteria for inclusion, or will evaluate Mapéger and
Strategic Advisor positions to determine whether they should be excluded
because of duties changes. , '

Upon implementation, affected employees and department heads will be :
_provided the opportunity to have Manager and/or Strategic Advisor placement of
specific positions independently reviewed by the Reconsideration Committee
- made up of ESD Classification staff, departmental human resources staff, and
_program Consultants. In addition, all classified service employees can appeat
the application of the classification process for their pogiﬁon.

Finally, the allocation of all Manéger and Strategic Adirisbr'positions will be
‘confirmed by the City Council through Iegislation./

Manager and Strategic Advisor Point Facfor Methodology
“ Addressing positions largely represented by the classified service, the Manager
and Strategic Advisor Programs benefit frém the kind of quantifiable job
 measurement approach rep . esented by a point factor system. In a point factor
system, relevant factors are defined and weighted. Each job is compared to
descriptions of the various levels withj each factor. When the appropriate
degree is selected for each factor, the assigned points are combined to produce
a total score for each job. The clanity of this system and the relative ease in
justifying results is offset by its inﬂéxible nature. Therefore, rather than allowing
- the point facior system to force yndue limitations on appointing authorities, the
point factor scoring system is limited to simply placing positions within pay zones
(35% wide) within which department heads have discretion for exact placement.
Salary Placement Guidelines"(described later) will assist department heads in
“making individual salary plaéement within pay zones.

Manager and Strategic Advisor base pay structures consist of single broad pay
bands (84% wide) with three sub-bands, or pay zones (35% wide). Department
head discretion for maf"nagers and strategic advisors is limited to placement
~within the three sub-;b’ands,r or pay zones. (See the Manager and Strategic
‘Advisor Base Pay ?t’ructure section of this proposal for greater detail.) -

One set of point _tébtors was identified and defined for the Manager Program and
another for the Strategic Advisor Program. (Specific Manager and Strategic:

"~ Advisor point factor matrix data is attached.)

/
/

, MANAGE?';PROGRAM POINT FACTORS:

° Humap Resources Management 13%
« Budget / Fiscal Management L 14%
* Program Management 18%
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+ Communications Management A43%

‘e Matrix Management S 12%
¢ Policy Management //, - 16%
o Technical Management : , S/ 14%

~STRA TEGlc ADVISOR PROGRAM FACTORS ;f/ ' s
Policy Contribution And Impact /7 35%
Proy ram Contribution And lmpact - 15%
Buaget Contrihution And Impact / “15%
Con.. nunications Contribution And Impact 7 10%
Matrix Contribution And Impact /«5 - 10%
Technical Expertise Contribution and Impact 10%
Human Resources Contribution and Impact / 5%

What Are The Job Classification Issues Involved?

Positions in the APEX study are exempt fromdhe classified service and . -

therefore, not classified. However, most mahager and strategic advisor positions -

are part of the City’s Classified Service system and therefore require '

classification. Orders of lay-off and othey'classified service rights need criteria

for definition. Therefore, as a means of Classifying these positions, managers

and strateglc advisors are assigned t one of eleven broad occupational groups,

~ that serve as manager and strategic advisor program class series. The positions
are then allocated to one of three pay zones that serve as indicators for the three

levels of broad classes allocated {6 the established pay zones attending each of

these senes ' '

When oonsudenng orders of Iaé-off the committee charged with this
_ responsibility, will consider sérvice credit connected to the title in use at program
implementation, to be accrued to the new programs’ allocations.

MANAGER AND S TRA]’EGIC ADVISOR

OCCUPATIONAL GROUPS (Class Series)

(More detailed definitions are attached.)

1. Customer Service, Public Information and Promotion
2. Human Services

3. General Government

4. Courts, Legal and Public Safety

5. Finance, Budget, and Accounting

6. Engmeer;ng and Plans Review

7. Utilities /

8. Purchasmg, COntractlng, and Risk Management
9. Prope;ty and Facility Management

10.Parks and Recreation

11.Information Technology
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What Will Be The BASE PAY Structure?

The base pay structure for all three programs consi
- divided by sub bands.

st of single broad pdy bands

APEX Base Pay Structure

“The base pay structure for APEX consists of one “Executive Pay Band”, which is

anchored by four market groupings. The same decision protess for inclusion in
APEX will determine, to which market grouping each exeydtive position belongs.

, " 1998 APEX Pay Band Propo;é’l’t ¥
~ Market Group -| _ Bottom Middjé Top
1 $56,872 $66,872 $76,778
2 $64,646 £75,960 $87,273
3 $70451| /$93.354| $107,267
4 $00074 | /$117.472]  $134,970

APEX Salary Setting Discretionary Range
The APEX program allows the appointing authority broad discretion to increase
and/or Gecrease executive base salarjés at any time within the recommended
“market group in response to business needs, reorganization, job content
changes, strategic priority shifts, and unique market indications. Changes in
compensation outside the recommended market group will require the approval
of the Mayor, or the compensation review committee designated by the Mayor.

' Manager and Strategic Advisor Pay Structures
The Manager and Strategic Advisor class series are served by a single
broadband with three Pay Zones. The appointing authority’s discretion for setting
and changing base pay for subordinate managers and strategic advisors is
confined to the allocated Pay Zone. Should there be disagreement with the
Personnel Director's jhitial allocation, appointing authorities and incumbents are
provided with the opéonunity to request an administrative review or
reconsideration of the allocation. In addition, classified service employees may
appeal the pmcgés utilized to allocate their position to the Civil Service

- Commission. /

- ININND0A.3HL 40 ALITVAD 3HL 0L 3na S1 1!

/ Minimum | Mid-point | Maximum
/ Zone 1 | $44,531 952,324 | $60,117
/ Zone 2 | $52,624 | $61,833 | $71,043
/ Zone 3| $60,717__|$71,342 | $81,967

/

/ 1998 Manager and Strategic Advisor Pay Band -
/ :

/
! pleade note that Market Group One wa
ben{chmark positions from APEX to Mana
these positions out of the APEX Program

7
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The overlap between the APEX pay band and the Manager and Strategic’
'Advisor pay band can be attributed to the fact that a Manager may have
- responsibility for a function or program that is far broader, more complex, or-
 more strategically significant than an Executive who is automatically allocated to
- APEX because of his or her hierarchical placement.

7
£
5
7
F

How will individual pay rates be set?

APEX Salary Setting Process - e . 7
The APEX program allows the appointing authority byoad discretion to increase
and/or decrease executive base salaries at any time, within the recommended
market group in response to business needs, reopganization, job conteni

- changes, strategic priority shifts, and unique mayket indications. Given this far
reaching discretion, the appointing authority be held fully accountable for
his/her staffing decisions. Setting compensatjon outside the recommended
market group will require the approval of thg’ Mayor or the compensation review
committee designated by the Mayor. R

When making his/her APEX salary placement decisions, the appointing authority
- would be asked to address and personally certify that he/she took into account
_the following: : 7
Relative size of job,

" Financial impact of position,
“Market difficulties, 7

Sensitivity of position, A

‘Scope and range of subordinate operations, and
" Technical complexity. S

: Y
Effective January 1, 1999!. a budget cap of four percent (4%) per year on base
salary adjustments is imposed. The cap includes any approved market
‘adjustments, as well as salary changes contemplated based on the
‘" aforementioned factors. The Personnel Director in limited cases may approve
exceptions to this cap when unanticipated hiring costs cause a departmentto

exceed its budget/ Market data must support these exceptional salary offers.

- MANAGER AND STRATEGIC ADVISOR SALARY PLACEMENT GUIDELINES

~Department Héads have the discretion to set manager and strategic advisor
salaries anywhere within allocated pay zones. Manager and strategic advisor
salary adjustments within the pay zones can be made at any time that the

“department head can support that a change is warranted. Department heads

- must use/consistent criteria for placement of managers and strategic advisors

_within thé allocated pay zones. The Personnel Director will provide appointing

authgi ies with a salary placement workbook that, in addition to describing a
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_simplified transitional approach, recommends a detailed process addressing.»tﬁ’é
following sets of considerations: f"

"o Job Size (two recommended methods) /
' 1. Job Ranking
72’. 7 Point Factor Score Modified by Market
"o Recruiting and Retention

‘e Market Equity , /,-"'

e Intemal Alignment -

- aforementioned factors. The Personnel Directof in limited cases may approve
i i ici ifg costs cause a department to

The bud et cap is proposed as a method.to reinforce consistent and equitable

treatment of program participants across departments, in addition to containing
program costs. !

7
/
/

/

' /
Does subordinate salary dictatg"ii manager’s base pay?

Breaking from long held tradition, it should be noted, that the number or
compensation level of subordinate employees is not a relevant consideration for

“salary placement. In fact, thefe is no rule, guideline or policy for any of the three

programs that is intended t9/suggest that supervisors must make more than their
subordinates. /

What is The Market Fgém Which We Compete For Employees To Fill Our
Executive, Manager, And Strategic Advisor Positions?

The market for the m’éjority of the City's executive, manager and strategic
advisor positions is/defined as regional public sector employers with similar
scope and diversi& of functions and services. The market for department heads
has been expanded to include national public or private sector employers of

- similar size angd'scope, and the market for certain utility-specific executive
positions ma//gllso include nongovernment utilities.

: /- 7
- How will ﬁ!e program keep current with market changes?

- The init;él data collected for all three programs, APEX, Managers, and Strategic
Advis/ga‘s, was current as of January 1, 1997. The delay in implementation has
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been accommodated by “aging” the market data by one yéar at 3.6%, arate
_consistent with changes to government sector salaries nationwide. =

- To maintain the current market connection of these compensation prqgféms, the
- City will survey the market at least once every two years, and adjust the market
groupings and/or pay zones accordingly. These biennial adjustmerits will replace
- the cost of living adjustment (COLA), which had become the prgcﬂctable annual
salary increase expectation for most City employees. This bigrinial data will be
- used to adjust budgets and the pararaeters of APEX Market Groupings and
-~ Manager and Strategic Advisor Pay Zones. However, whilg the appointing ,
- authority will continue with the discretionary authority granted by these programs,
it should be understood that no automatic changes to incumbent salaries will be
" implemented in response to this data.

There is no intention of permanently using the sapfe market data sources listed -

in Attachment 1. Market data collection will be r¢gularly modified and improved.

The impact, if any, of variance in results shouig/only help to better situate the
City in terms of its market relationship.

The first year evaluation recognized that thé market data provided in support of
changes to the programs’ pay bands wa?iinsufﬁciently detailed to permit

- withholding the 1999 and 2000 adjustments. Future market studies will provide
-data to support variable application off the market adjustment.

- Beginning withr the January 2000 méfrkét adjustment, no market adiUsﬁhent will
be awarded to program participants whose performance during the previous

evaluation cycle is rated “unsatisfactory” or the equivalent thereof, regardiess of
what the survey data indicates::" - :

, /
What Does Variable Performance Pay Mean? :
All three programs, APEX./IOIanagers. and Strategic Advisors, contain a variable
compensation component, where a portion of the employees’ potential gross pay
is dependent upon the géhievement of targeted and assessable operational -
results with respect to /s’peciﬁc City values, described by 7 competencies.

Given the “at risk” nature of the variable pay component of these programs, it
should be clearly understood that while high performers will now have the
opportunity to increase their wages, executives, managers, and strategic -
advisors who fail to achieve their objectives are quite likely to earn less than they
could expect under the current compensation program.

,"/‘
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APEX Variable Performance Pay ,

&

Due to their exempt employment status and a projected potentia!,;f
for greater risk taking and reward possibilities, each executive is’
given the opportunity to eam an additional 10% of base pay;?f
As a result of the first year evaluation, the APEX variable,ge rformance
pay potential is reduced to 8% of base pay effective Janﬁau 1, 1999.
Manager and Strategic Advisor Variable Performance Pay

Each manager and strategic advisor has the oppg;funity to eam an

additional 8% of base pay. iy

For all three programs, the incentive would be assegSed and paid upon
completion of a review period, as a lump sum retrgactive pay adjustment. This
assessment (evaluation) will be performed late ip'the calendar year in order to
allow payment within the current (relevant) tax year.

Effective January 1, 1999, the variable
percent (2%] of program budget.

Program participants who transfer tc a position that is not eligible for variable
performance pay during the evaluation cycle, or who separate from City
employment, shall not be eligible for variable perforrance pay for the year in
which the transfer or separation occurs.

The City may suspend variable performance pay funding at any time.

Performance measures-Two Parts

All three programs feature a combination of assessable operational resuits and
performance measures for behavioral competencies, in order to ensure that both
receive due attention. : :

Performance Measures, Part One: Goals & Outcomes

The appointing.~§uthority is charged with naming up to 5 clearly defined
strategic objectives (assessable operational results), identifying the
relative weight (importance) of each. Most often, department goals will be

reiterated in' the strategic objectives set for a department’s chief executive, :

and reflected in objectives set for lower level executives, managers and
strategic/advisors.

Perfgﬁnance Measures, Part Two: Competencies

At the same time as objectives are set, the appointing authority is asked

to identify competency standards with which to measure the behavior of .

thé subject employee. ‘As guidelines, the program defines seven areas of
_targeted competencies: customer service; diversity; ,

achievement/performance orientation; organizational orientation and
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impact; judgment, analysis, and directives; leadership and teamwork; and
technical expertise. Not every defined ‘competency need be applied to
every position or objective. Rating sources, with a potential for a 360°
review process, will also be identified at this time. .

Team Versus Individual Performance Measures
Recognizing that many executives, managers and strategic a visors may
achieve their greatest accomplishments as part of a team while others work
effectively with more independence, the identification of team oriented strategic
objectives (assessable operational results) will be recomrhended but not
required. In addition, successful team orientation will bé reinforced with use of
the proposed 360° review process for competencies.

Variable Performance Pay Communication Regponsibilities
Although the appointing authority may change s ected objectives or their
relative weighting, if priorities, organizational siucture, or other variables change
significantly during the review period, strategig objectives and expected
competencies should be fully discussed/negdtiated with the subject employee at
the onset of the performance review period/ Any subsequent changes should be
immediately communicated to the subj7 employee.
. Calculating Variable Performance Py Résultsr S , -
Following the end of the evaluation périod, the appointing authority (or designee)
assesses the subject executive’s st.;étegic objective achievement and collects
evaluative data from peers, subordinates, or customers regarding cpmpetencies.

Should the employee’s performance meet or exceed targeted expectations, he
or she could be awarded up ty'the maximum available (0% to 10% of base pay -
for APEX executives, or 0% to 8% for managers and strategic advisors)asa -
lump sum performance a 4rd. The actual award amount, up to the maximum,.

G

will be determined by th?/éppointing authority.
Effective January 1, 1_9_9';9, the variable performance pay potential for APEX

executives is 0% to 8%. o
- !

- The first vear evah{ation revealed that a significant number (93%) of program
participants received a variable performance pay award in 1998. Fiscal
responsibility afid the need to clearly establish a direct link between variable

erformance pay and high performance argue for implementing quidelines to -
reduce the ndmber of variable performangce pay recipients. Effective January 1,
1999, each’/department will be ex ected to limit variable performance pay

recipientsto 40% of program participants. A general rule of thumb for awards is
that 15% of all program participants would receive awards in the high range (e.q.

5% ta-8%) and 25% of all program participants would receive lesser awards
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(e.g.. 1% to 4%). Each department shall re#ise its variable gerformant:e gray'-
program to be consistent with those recommendations. ‘

extent that “unsatisfacto
denial of the market adjustment

Effect of Variable Performance Pay on Retirement Program Pérticipanis

Retirement contributions will be assessed against the lupyip sum retroactive pay
adjustments. These variable pay adjustments will be ipCluded as part of the
participating employee’s base pay for- retirement calgGlation purposes.

What will be the Process for Implementing Thése Programs?

Implementing Base Pay for APEX 7
Upon implementation of the three programs/the employee’s compensation level
may be brought up or down to within the appropriate level of the pay band. If the
recommended level is lower than the employee’s salary rate at the time of ,
fransition, the appointing authority has the discretion to “freeze” the employee’s
salary at.its current rate until the band Jével catches up, or to set it at a lower

level. If the bottom of the recommenged range of discretion” is higher thanthe

employee's salary rate at the time of transition, the appointing authority will be
expected to bring the employee’s salary up at least to tha minimum of their -
discretionary range.

Implementing Base Pay for Managers and Strategic Advisors

_ If the recommended level is lower than the employee’s salary rate at the time of -
transition, the department héad will “freeze” the employee’s salary at its curre...
rate until the band level catches up. If the bottom of the recommended range of
discretion® is higher thanthe employee's salary rate at the time of transition, the
effect of allocation will be to bring the employee’s salary up at least to the '
minimum of the range

Changing Base P% S o :

In response to chg@nging business needs, appointing authorities may change the
compensation ?Eubordinate executives at any time for any amount within their
range of discrefion. Department heads may change the compensation of
managers and strategic advisors based on the salary placement guidelines
provided by the Classification Director at any time following program
implementg(ion. Since most managers and strategic advisors are civil service

£

2The rangél of discretion available to the appointing authority will differ based on the program in

question. /See section “How Will Individual Pay Rates Be Set?” :

3 The rarige of discretion available to the appointing authority will differ based on the program in-
- question. See section “How Will Individual Pay Rates Be Set?”
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employees, they will have “incumbency rating™ rights upon transition into the -
program. Thereafter, base pay may be adjusted within the pay zone when there
is a corresponding change in the level or complexity of duties and .
responsrbllmes ;”1

All changes to base pay must be made within the overail bud "'tca , of four
Ercent (4%) from Janual_y 1999 forward. The Personnel Dl@ﬁor must approve

Budggt Office.

I-low will thc Programs be Monitored?

‘The Executive Services Department, Personnel Divj ion's Classification and
Compensation Unit will run payroll utilization repogis at least twica a year to
ensure that the programs continue to serve the Qity as originally intended.

Base pay for sach program position will be ished in the City’s Budge: Hcok
annually and reports will be generated annuglly regarding the disbursement of
performance funds. =

PROGRAM ACCOUNTABILITY

All three of these new programs wili_,r‘équire a significant amount of ongoing
communication on the part of all affected parties to be successful. The foliowing
accountability statements are not necessanly all-inclusive, and are only intended
to provide clear direction about the minimum responsibility required of each
participant if the programs are to be effective.

Mayor’s Accountability

The Mayor is accountable for establishing clear and meamngful objectives for
each department and department head under his or her authority, and for '
communicating those objectrves, and any subsequent changes thereto, early and

frequently

The Mayor shall establish accountability contracts with all of the department
heads under his or her authority, outlining his or her expectations for
achievement of the objectives he or she has set. On no less than an annual
basis, the Mayor shall evziuate each department head's progress toward |
achievement of those objectives, and may or may: - award a lump sum
performance recogmtron payment based thereon.

The Mayor is: responsrble for reviewing any and aII data related to the

_ implementation and administration of these programs as it is provided to him or
her by the Personnel Director, and for taking action when such data indicates
that a department head has failed to properly exercise his or her discretionary
responsrbmtres under the Accountablhty Pay for Executives Program (APEX), or
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‘the Manager and Strategic Advisor Classification and Cdmpensation Programs,
imposing- restrictions as appropriate. °

City Council’s Accountability j

The City Council will review, modify as desired, and adopt the Cityf(s"
-compensation policies and programs by legislative action, evaluate all funding
requests made by department heads in their budgets for compensation, and
take action as required to modify the budgeting strategy or strategies approved
for the program. ' o/ i

. - 4,!

Personnel Director’s Accountability e e
- The Personnel Director will train, advise, and consult with appointing authorities -
to ensure that they have the information and directiogf they require to implement
-and administer the APEX, Manager, and Strategic £dvisor programs in a manner
consistent with the programs’ goals and principles/ '

- At least on’ce every two years, the Personnel Director will conduct an analysis of
the appropriate labor markets in order to adjyst the salary bands established for
~these programs. '

The Personnel Director will provide reporté to the Mayor and the City Council on
" “‘aquarterly basis, for the first year of program implementation, to monitor the
establishment of base salaries and the/istribution of performance pay in each
department. : '

Department Head Accountability, TN
- The department head will set base salaries for program participants under his or
* her supervision in accordance wijth the program design and guidelines issued by
‘the Personnel Director. The department head will use fair and consistent criteria
for the establishrent of base galaries, will document his or her salary decisions,
and will be prepared to explain the rationale behind their decisions when

necessary. /

The department head wilj'!set perfcrmance objectives for all program participants

* who report direcily to him or her, and will oversee and approve the establishment
of performance objectives for all program participants who report to his or her
direct subordinates. The department head will ensure that performance
objectives are commiunicated to and discussed with the individual who will be -
evaluated based on his or her achievement of same, and that the individual is
kept apprised thrgughout the course of the evaluation period on his or her -
progress toward’accomplishment of designated performance objectives. The
department head will mandate the formal evaluation and award of performance
pay for all program participants in his or her department, and shall withhold
performancg pay from his or her direct reports until they have completed
evaluation$ and awarded performance recogniticn incentives to their

subordinates as appropriate.

Edited 09/27/1999 /- ”\
proposal sept 99.doc : B

-INIWNDOO 3HL 0 ALNVND HLOL3NASIL

"IILLON SHHL NVHL HVITD) SS31 S INVHS SHHL NI ININNDOQ IHL A

FOIUON



R LA IR

Employee Accountability , o ' : e
Those employees who are assigned to APEX, or to the Manager or Strategic
Advisor compensation program, shall be accountable for understanding the
performance objectives and competencies that have been establist;é‘a for them,
and for immediately communicating to their supervisors any obstacles to their
accomplishment. - Vi

¥

How Will Participants Know What Is Expected and How to Do It?

One on one support will be provided for appointing authofities, management,
affected employees, and department human services staff as requested. This
will include, but not be limited to:- , }{ '

4. Distribution of sample performance programs
2. Informal in-house training, as well as referralsito specialized management
" training consultants;
3. Cusiomized market data research;
4. Analysis and recommendations regardi
a“dv ;) :

5. Program management guidance. /

Questions That Migt:t Be Asked By Program Participants.

Could I lose potential income under this program?
Yes, you could. As stated earlier “Given the “at risk” nature of the variable pay

component of these programs, it should be clearly understood that while high
perlormers will now have the opportunity to increase their wages, executives,
managers, and strategic advisors who fail to achieve their objectives are quite

likely to eam less than they could expect under the current compensation -
program.” Ja

For example, we've de;éribed the eamings of four fictional City executives for 6
years in the recent pa}t (1/1/91 through 12/31/96). Al four begin with the base
‘compensation of top/step for Director Iil. There have been no changes to

-anyone's responsibilities during this time. (See attached spreadsheet showing
relevant calculations.) '

The ﬁist éxe.c‘:ziulwfle lived under the current program and received same colas
enjoyed by th bulk of City employees. Her gross eamings were $356,982.

x
K

The other executives lived in an parallel world whefe the new program had been

implemented January 1, 1991 and the cost of living adjustments had been
diverted into the variable performance pay program. The pay of these
executives was adjusted every other year to account for market changes.

4
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One of these “other executives™ has only able to meet normal expectations for
the entire decade. His gross eamings were $354,918. His earnings were less
than the cola’d executive’s by .578% .

The second of the “other executives” did a good job consistently exégéding

expectations without variation. His gross earnings were $372.663?§«»5His eamings -

:QXceeded the cola'd executive’s by 4.393%.

“The last of the “other executiveS" Vwas an extraordinary supemfar employee,'who -

always greatly exceeded expectations and was very nice doing it. Her gross
eamings were $390,409. Her eamings exceeded the cola'd executives by

, | i |
With so much independent discretion being pr, ;;osed, how will the City
ensure fairness and equity? : ] '

Although plans are underway to officially monitor these programs, to reveal -
trends and subtle adverse impacts, these programs wiil not be implemented in
secret. This is “up-front government” in a wgy unknown until now. The person
given the responsibility for making hiring agd compensation decisions will be held
accountable for decisions made. Many pgople, including employees, customers,

-unions, and peers, will be watching how/ndividual appointing authorities use the -

discretion they are being granted. Behavior will be noted and abuses/successes
“can be addressed by the Mayor as ng‘eded.

How do you address concerns about our current systerm'that is
“mysterious and perceived to be subjective and inconsistent,” with APEX,
- a system that applies to the highest level, nonclassified personnei?

Whole job ranking is recognized as the most common method in use for
measuring executive level jobs in both the private and public sectors. This is
because, unlike lower level positions, executive positions are viewed as those
most likely to be significantly altered by the style, skills and abilities of their

" incumbents. The flexibility of APEX capitalizes on this fact.

Other than recommending placement of positions into broad bands, - -

compensation decisions will no longer involve Personnel Analysts, making

narrowly calibrated recommendations based on such abstractions as

organizationa)f’bharts and span of control theories. Individual salary placement
_decisions wjjl be the responsibility of the appointing authority.

- Two esseﬁ’{tial hallmarks of the APEX Program are accountability and
management flexibility, each balancing the other. Decentralizing compensation
decisions supports the poini-of-management accountability required for greater
workload management flexibility, the development of innovative ways of doing
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" busnness and accompllshmg objectlves -and the effectnve commumcatlon of the
Clty's values andgoals. .

| | Wil performance awards be granted to employees who merely meet

“expeciations? -

There is no intention of suggestmg that performance awards sh6uld be glven to
- employees who merely meet expectations. These are “ince tive” programs.
Performance targets are intended to be set over and abo;};ordmary job

- expectations.

How will these programs reduce management layggilg?

-We have found that our current systems have inadvgrtently encouraged
management layering in the City. Thus, both APEX and the Manager/Strategic
Advisor Plans were developed with an intent of nizing high levels of
contribution outside the articulation of subordingfe organizations.

- We found that application of the Strategic Adyisor matrix more appropriately
_addresses apprommately forty positions un fortably holding manager titles.
: | change, we believe that by not

i,

i,
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Attachment #1- APEX, Managers and Strategic rAdvisers Market Study

APEX Market Study :
A combination of published market data and regional custom survey gata was
utilized to created the market groupings for the APEX Program. The"followrng is
- alist of the source data employed for this purpose: ';
° APPA Survey of Management for organizations with revenues of at Ieast
$100 million. - : /
o APPA Survey on Management for organizations with a customer base of at
least 100,000. -
o Charlotte NC Survey of cities wrth populatrons greater than 175, 000 or Iess
. than a million. /
¢ City of Bellevue’s national survey. p
-« City of Phoenix's national survey. /
o Colorado Muni League’s survey of posrtrons i cmes wrth populations greater
than 15,000. /‘
o Cook County Salary & Fringe Beneﬁt markét
the Chicago metropolitan area. f
o Diefrich Executive Engineering Oocupatron Market Survey for private and
public sector employers with over 1,000 employees.
ECS Middle Management Survey for All Industries
ECS Top Management Survey for Govemment Jobs
ECS Top Management Survey for Gas/Electric/Water Orgamzatrons
ECS Top Management for Non Profit Organizations -
EEI Management and Administration Compensation Survey for
Organizations with revenues.from $600 million to one billion.
EEI Management and Administration Compensation Survey for
Organizations with revenues from $300 million to $600 million
Custom Survey-Tacoma’
_Custom Survey-State, of Washington
- Custom Survey-Sno)romrsh County
Custom Survey-Portland, OR -
Custom Survey-Port of Tacoma
Custom Survey-Port of Seattle
Custom Survey-Pierce County
Custom Sun/ey-Kitsap County
‘Custom Survey-ng County
‘Custom Survey-Crty of Everett
Custom Survey-Crty of Bellevue ,
ICM@!’Compensatron Survey for cities wrth populataons of 500, 000 to1
mrlllqn
o ICMA Compensation Survey for cities with populatrons of 250,000 to
499 999

survey of mumcrpalrtles wrthln
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ICMA Compensation Survey for cities with populations over one million
M&R Northwest Management & Professional Compensation Survey
Mercer Finance and Accounting Occupations National Survey -
- Mercer Finance and Accounting-National Survey limited to govemment.
~organizations. .
Metro/King County Natlonal Compensation Survey
Metrc/King County National Compensation Survey, Pacific Northwest Sort
- Municipal Yearbook data for cities with populations of 50 000 to one mllhon
“TPF&C Survey of Not for Profit Organizations
Washington City & County Database information for
Pierce County, Tacoma and Spokane ,

llevue, ng County,

- Manager and Strategic Advisor Market Study
A custom survey was prepared and conducted
_-information for 38 benchmark positions from t
City of Bellevue
- City of Bellingham
City of Everett
- City of Federal Way
City of Portland (OR)
-City of Renton
City of Tacoma - /
City of Yakima ;
King County _:;
Kitsap County i
City and County of Denver (CO)
Pierce County ;
Snohomish County -
Puget Sound Reglonal Councul
Seattle School District ;-
State of Washington /
Port of Tacoma /
East Bay Mumcnpal Utility District (CA)
Washington Natural Gas
Bonneville Powgr (OR)
Snohomish Cgunty P.U.D.
Dallas Zoo (TX) -
Phoenix Zgb (AZ)
Portiand Metropolitan Zoo (OR)

king comparable salary
following sources:
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Attachment #2- Manager and Strategic Advisor Programr Occdpational :
o Group Definitions

1. Customer Service, Public Information and Promotion
Positions in this occupational group manage customer service, public information
-and promotional programs. The range of major functions includes”
management of customer complaint resolution, events booking at major
facilities, contract negotiation and administration, customer relations and
- education program development and implementation, media-relations and
advertising campaigns, development and production of special programs and
events, and community and governmental relations. y
2. Human Services e
Positions in this occupational group manage the provision of direct and
contracted human services. The range of major fiinctions includes
management of programs dealing with aging, children, youth, families,
diversity, prohibited discrimination, low-income fassistance, domestic violence
housing, nutritional assistance, persons with gfsabilities, the homeless, and
- other areas of human service needs. Functiéns also include policyand
program development, and the monitoring of performance and compliance by
grantee community agencies.

3. General Government
Positions in this occupational group manage diverse functions of an
administrative nature that broadly facilitate and support ceneral governmental
-services and operations. The range >f major functions includes
administration, human resources, records, field operations, fieets,
warehousing, strategic planning, policy, printing, and animal control.

4. Courts, Legal and Public Safety

Positions in this occupational groun manage court services, legal services, or

. public safety services. The range of major functions includes management of
court services, such as case preparation and juror control , courtroom
operations, courtroom) security and inmate transportation, crime prevention
programs, community policing, police identification and photo laboratory,

- emergency preparedness program, hazardous material code compliance, and
security and publj;f safety for a City department. '
£

5. Finance, Budg’ét, and Accounting
ositions in this 6ccupational group manage finance, budget and/or accounting
functions. The range of major functions includes managing credit, collection
~ and custonter account billing, managing and performing expenditure tracking,
accounting, cash and investment management, developing expenditure
policies/managing and performing policy analysis, cost/berefit analysis and
financjal forecasting, evaluating programs, serving as legislative liaison,
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coordinating and reviewing utility rate deS|gn cost aliocahon fees and
changes, negotiating provisions of special contracts, managing capital f inance
and consultant contracting. A

6. Engineering and Plans Review A

Positions in this occupational group manage pmfessmnal englneenng andlor
functions related to inspection and plan review for a depa1ment The range
of major functions includes management of civil, electrical, ormechanical
engineering, transportation engineering, street rights of way services traffic
operations, capital improvement construction projects, and a specialized
area of construction and land use such as permitting, plgns review or land use
review.

7. Utilities
Positions in this occupational group manage utility-
major functions includes management of utili
utility contracts, and utility metering services.

8. Purchaslng, Contracting, and Risk Mana

Positions in this oocupatlonal group manage/processes designed to safeguard
the City and maximize the value of its finapcial resources. The range of major
functions includes purchasmg/procure}nent contract  administration, - risk
managemant and clalms management ‘

9. Property and Facility Management

Positions in this occupational group manage facilities and property The range of
major functions includes facilities and property management, maintenance,
property inventories and transfers, development and rehabilitation, and energy
conservation. :

10.Parks and Recreation
Positions -in this occupational group manage park.», recreatlon programs, and

zoo operations. The range of major functions includes managing recreation

programs, golf courses,.zoo exhibits, zoo operations and visitor services, 00
animal management, and vetennanan services for zoo and aquarium animals.

11.Information Technology

Positions in this ogcupational group manage information technology, mcludlng

systems, computer operations, and data communications. The range of major
functions includes technology planning and implementation, evaluation of

technology and user needs, hardware and software acqunsmon and

management ‘of related staff and functions.
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Attachment #4 Manager and Strategic Advisor Point Factor Matrices

Manager Matrix

1. - Human Resources Management - Refers to managing, monitoring and 5

administering human resources, ir-cluding direct and indirect supervision

Not E Is not a full supervisor of City employees; may,manage the 0
applicable - | work product of consultants or contractors. / i -

‘ Low - | Has first-line supervusory responsnbahty fora maII staff (6 or 43

, : fewer FTE). :

Medium - | Manages and supervises subordinate su NISOI'S. or 87
: ' supervises a large staff (at least 7 FTE). '
High Manages and supervises subordinate pervnsors. withtotal -~ 1130
, direct and mdlrect supervision of 20 or/more FTE SN
2. Budget I Fiscal Management - Refers t managmg. momtonng and
administering financial resources.
Not ! Provides input to budget devekf nt; may administer or 0
applicable - . | monitor budget(s). .
Low Manages budget(s) with relatyﬁely limited impact to City, 47
typically upto several mllllon doliars; has limited Managerial
discretion in allocating ﬁnanclal resources; deals with a limited
number of funding sources and has mlmmal specialized
funding source requirements. :

1 Medium - | Manages budget(s) of some consequence to the City, typically | 93
as high as twenty million dollars; has delegated authority to o
exercise discretion in allocating financial resources, including
budget adjustments; fiscal management responsibilities may
include contract management, dealing with multiple funding

“sources and complying with numerous specialized funding
‘source requurements, implements fiscal management
- .| strategies to maX|m|ze resource utilization.
High Manages budgét(s) of substantial consequence to the City, 140

has delegated authority to exercise substantial discretion in
allocating financial resources, including budget adjustments;
fiscal management typically includes diverse responsibilities
for contrdct management, dealing with multiple funding
sources’and complying with numerous specialized funding
source requirements; develops and implements fiscal
man/agement strategies to maximize resource utilization and
achneve effi menCIes L :

typically apEgachlng 1% or more of the City's overall budget;

7
:’/
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3. Program Management - Refers to responsibility for developing,
implementing, advocating, administering and evaluating identifiable program(s).
A program has an identified set of policies, procedures, budget, identified and
measurable cutcomes associated with it, and has clear boundaries in relation to
other programs and activities.

Not
| applicable

Has no defined responsnblhty for program management and
administration. -

/| Low

Manages programs of hmuted impact to City or external
constituents; provides input on program implementation for
more significant programs; administérs procedures and ,
processes to achieve specific olyg(ives provides customer
service interface.

60

Medium

Provides recommendations foydevelopment of sngmﬁcant
programs; implements progrgims by developing procedures
and processes, and by m ing resources to achieve
program objectives ta by senior decision-makers.

120

High

Plans, develops, crea}és, implements and evaluates significant

road objectives; defines measurements

'or accomplishments; is vested with

ted discretionary authority to develop and
and to allocate ram resources.

execute p

180

4. Policy

Managementﬁ - Refers

implementing and advising decision-makers on policy.

to responsibility for developing,

: Not
applicable

vandés ‘analyses oh policy issues, and provides input on
policy options; provides input on issues relatmg to operatlng
processes and procedures.

Low

Provides input on and implements pollcles related to
opefations or services with limited direct public impact;
provides recommendations on policy options affecting matters.
of limited scope and of short-term impact, typically of an
Operational nature.

53 |

| Develops, recommends and implements policies of a

programmatic or operataonal nature which have a direct impact
on programs or services affecting the public; develops,
presents and defends policy recommendations made to
elected officials or executive decision-makers, typically
involving short- to mid-term impact and consuderatlon of |mpact
on external parties.

107 |

High~

Develops policy optlons and recommendations on highly
visible or sensitive issues integral to the City’s priority
'programs develops recommended solutions to significant
policy issues; develops implementation plans; provides
authoritative recommendations of long-term impact to elected -
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| officials and executive decision-makers. ' - , |

5. Technical Management Refers to responsubllny for technical expertise,
typically in a technological or scientific discipline, including such elements as
managing expert staff, serving as a key contributor or expert, and having
technical competencies spanning various disciplines.

Not ' ‘Has no defined responsibility for managing or possessing 0

applicable | technical expertise; may requnre specialized fessmnal
: _| knowledge.
Low Supervises some techmcally-onented staff and is requnred to 47

deal regularly with technically-related issugs, including legal or

highly analytical issues; required to pos7ss and apply
technical expertise. ' '

Medium ' Has technical expertise in a specific field, typically evidenced 93

by a required degree or license; supevises or provides
authoritative advice to techn:cally-on nted staff; required to
possess some technical oompeten s outside of field of
primary expertise.

High ‘Serves as a technica! expert or key contributor, involving 140
independent technical decision-making, typically evidenced by
a required advanced degree and/or license; supervises
technical staff providing highly yisible or high-impact service to
the City and its customers; required to possess additional '
technical competencies i in order to effectnvely manage and

mtegrate services.
/

6. Communications Managament - Refers o effective representation of
- the City or City mterests before exlemal constituencies or as part of group
processes. ',f 7

Not Participates in and suyborts gronp decision-making procasées. 0

applicable -

Low Represents functional area by communicating programor 43
' , operating policies and procedures, or resolvmg sugmflcant
customer service issues. -

Medium Represents department or functional area on a variety of - 87

issues before external constituencies; defuses potentially
troublesome issues related to department policies and
procedures manages relationships with significant external
constituencies; resolves significant problems and gathers
external feedback through facilitating group processes.

High Represents the City n highly visible, sensitive and 7 130 |

con}roverSIal issues before external constituencies; defuses
troyblesome issues related to City policies and procedures;
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manages and promotes relationships with significant external
constituencies; regularly facilitates public involvement
processes for policy input, to resolve sugmf cant jssues, and to
achleve |mportant City objectlves ' /}s '

7. Matrix Management Refers to coordlnatlng and/o mtegratmg functlons
systems, or programs, and managing and/or facnhtatmgyﬁfe work of individuals,
groups or teams across functional, departmental apd/or jurisdictional lines
without full Managerial/supervisory control, including/administrative Managers
across functional lines, and including the managemg¢nt of non-employees such
as contractors and volunteers. '

Not e Participates as a member of and nay assist with facilitating -

0.
| applicable cross-functional, -departmental /or -jurisdictional teams. S
Low Periodically coordinates, integfates, and provides leadership - 40
for initiatives which involve cpbss-functional, -departmental or
.| -jurisdictional ad hoc teams o
Medium Regularly coordinates, integrates, and provides leadership for 80
‘| both standing and ad hocrieams engaged in orgamzed
problem-solving, policy qevelopment or service delivery
s across functional, departmental and/or jurisdictional lines. : ,
High On an on-going and consistently substantial basis, ' 120

coordinates, integrates, and provides leadership for teams and
other organized work groups with diverse representation
across functional, departmental and/or jurisdictional lines, to
achieve important outcomes requiring coordination and -
integration of diverse perspechves. Skl“ sets. competenmes

and resources.

7
7
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S'trategic'Advisor Matrix

Level :

Score

Level of: POLICY CONTRIBUTION AND IMPACT

Description: d

Limited

0

Provides lnput on policies related to opérations or. services;
provides recommendations on policy opﬂdns of an operatlonal or
short-term nature. £

| Medium |

175

Develops and defends pollmes affectlﬁg the City’'s ability to fund
and deliver- programs and serwces, advises elected offi cral(s)
and/or department head(s) of major City department(s) on
pohmes which. may- involve Iong&ferm |mpacts to the City, City
services, City partners, or the public.

[ High

- 350

- | recommendations to elect

‘significant and long-ter

Shapes policy by mak|yrg highly authontatlve policy
officials and department heads;
develops and defends poligies with significant long-term impacts
on the City’s priority programs; strongly influence policies having
‘resource implications; strongly influence
policies which impact ; the conduct of busmess by muIt|pIe Clty

ormzatlonal umts /o

Level of: PROGRAM CONTRIBUTION AND IMPACT

T Level

Score

£

# o -2 Description

Limited

-0

Makes program/ recommendatlons may- admlnlster some phases
of program(s).<

| Medium |

75

Provides recommendations ~ for. development of srgmﬁcant

programs 16 elected official(s) - and/or department head(s) of

maijor Cltldepartment(s)

- | High

150

Strongly finfluence nature and Vscope of program d|rect|on for
significant programs by acting as a key advisor to elected

: ofﬁcnaj(s) and/or department head(s) of major Clty department(s).:

7

Level gf BUDGET CONTRIBUTION AND IMPACT

-1 Level

Score

Description

Limited

0

Makes budget recommendatlons may administer some phases

/of budget(s).

: Medium,

75/

/

Provides recommendations for  developmr .~ of = significant
departmental, program or business unit" Li.; . t(s) to. elected
official(s) and/or department head(s) of major City department(s).

‘| High

Strongly influence decisions by elected official(s) and/or
department head(s) of major City department(s) on appropriate
levels, sources and allocation of resources for major City
services, programs or other activities, with significant long-term
implications which impact the conduct of business by multiple
City organizational units.
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Level of: COMMUNICATIONS CONTRIBUTION AND IMPACT -

Level | Score | Description SR
Limited 0 | Communicates program and procedural information, and policies [ EEENCER
: _ | of an operational nature, to internal and external audiences. B R
[Medium | 50 | Communicates to internal and extemal audiences on behalf of | 1
elected official(s) and/or department head(s) -of major City
3y department(s) on a variety of significant iSsues. = B
-1 High 100 | Communicates to internal and - extérnal audiences as an
' authoritative reprasentative of efected official(s) - and/or
department head(s) of major City gépartment(s) on a variety of
significant issues related to the City's priority programs ‘and
services, for the purpose of ga ring support, shaping opinions,
advocating controversial positighs, and achieving important City

3OIMON

objectives.
: Level of: MATRIX CONTRIBUTION AND iIMPACT
Level | Score e /Description-

Limited 0 Participates in and maﬁ assist with coordinating or facilitating
: cross-functional, departmental or jurisdictional teams. '
Medium 50 Acts on behalf of ahd represents priorities and interests of

A ' elected  official(s) and/or department head(s) of major City

department(s) on a variety of cross-functional, departmental or

jurisdictional teams. L L o

‘| High 100 | Actively provides leadership, focus and direction to cross- |
o | functional, = departmental or jurisdictional . teams as an

authoritative - representative  of elected official(s) - and/or

| department head(s) of major City department(s) to achieve
important City objectives related to the City's priority programs |
and services. ' , ST

:INJWND0A 3HL 40 ALNVND 3HL 0L 3N S LI

- Level of: TECHNICAL EXPERTISE CONTRIBUTION AND IMPACT
. Level | Score L/ ___ ~ Description = : o
Limited 0 Deals regularly with technically-related matters, and applies ! -

specialized knowledge in analyzing a variety of issues. i
Medium | 50 | Has technical expertise in a specific field, typically evidenced by | T
' , : é,é required degree or license, and provides authoritatize advice on | i I '
{ technical matters to efected official(s) and/or department head(s) [ 35

/| of major City department(s). S '
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High 100/ | Acts as a technical expert in a specific field, involving |
/| independent technical decision-making, typically evidenced by a
/| required degree or license, who serves as a Strategic Advisor of
/f” advice on technical matters which is relied upon by elected

| official(s) and/or department head(s) of major City department(s)
to_make decisions affecting the City's highly-visible or high-
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[ ' Level of HUMAN RESOURCES CONTRIBUTION AND IMPACT
I Level Score Description - =~ .7
Limited | - 0 . | May provnde lead direction to other staff. = - ;’ i
Medium | 25 | Full supervisor of one or two staff. R ,f :
| High__ | 50 | Full supervisor of three or more staff. 5
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Attachment #5—FIRST YEAR REVIEW

SUMMARY OF PROGRAM CHANGES
Vi

Budget /

 Effective January 1, 1999, a budget cap of 4% per year on zée salary
~ adjustments is implemented. The cap includes any approyéd market
*adjustments in addition to base salary changes made as 4 result of job size
changes, recruiting or retention issues, market equity, ipternal alignment, or
other factors. ' oA ' :

The appointing authority may petition the Personngi Director for approval of a
budget cap exception when unanticipated hiring gosts exceed the 4% cap. In
order to support an exception, the appointing aythority should be prepared to

provide data indicating that the relevant labor mharket and or recruiting difficulties .

justify the base salary decision(s) resuiting ig’the budget overage.
Upon approval by the Personnel Director,f‘ihe City Budget Office will provide: .
additional funding. S

_The revision to the budget strategy responds to program participants’ concerns
regarding the perceived variations in base salary setting and adjustments
between “haves” and “have nots.”’ The budget cap will improve the City's ability
_ to promote equity and consistency both among departments and between the
APEX, Manager and Strategic Advisor Programs and the City’s other '
compensation strategies. : ,

In addition, the budgét cap)ié intended to help prorhote ﬁscél réspbnsibility asa
key component of these compensation programs and to improve the City's ability
to plan for and fund salary changes. ' R

The budget cap for vgéable performance pay is set at two percent (2%).

Market 'Adr'u'stment"

Market data compiled for the 1999 — 2000 adjustment was not sufficiently
detailed for infofmed decision-making regarding variable application.
Consequently,/ the majority of program participants received the adjustment in
1900. | | | |
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Future salary surveys will provide data that will support awarding the adjustment
to some occupatlonal categories and classifi catlons and withholding it from
others

Beglnnrng wrth the January 2000 market adjustment no program partrcrpant
whose performance is rated “unsatisfactory” or the equivalent thereof will be
- ellgrble for the market adjustment, regardless of whether the data supports a pay

mcrease or not /
. Vanable Performance Pa ' ' /

Nearly 93% of program participants received a variable pérformance pay award
for 1998. The Pian Design requires performance that meets or exceeds targeted
objectives, and describes “targeted objectives” as above and beyond normal job
outcomes. A 93% success rate was unexpected

, Effectwe January 1, 1999, the following variable performance pay gurdelmes are
rmplemented (

‘o~ A maximum of 40% of program partrclpants expected to be elrglble for a
. variable performance pay award each year:
¢ - Fifteen percent of program pamcrpants who receive a vanable perfonnance

pay award should expect an award in the top end of the potential range (e.g., -

5% to 8%)
¢ The remaining 25% of program participants who receive a vanable '
“performance pay award should. expect an award in the Iower end of the
“potential range (e.g., 1% to 4%). . ,

The APEX variable performance pay potential range is reduced to 0% to 8% of
base salary, from 0% to 10% of base salary. This is consistent with the potential
range for Managers and Strategic Advisors.

The City retains the right to sgspend all variable performance pay funding and
- programs at any time. /
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STATE OF WASHINGTON KING COUNTY

- 111600

City of qéattle. City Clerk

Affidavit of Publication

Aﬁldavit of Publication

The -undersigned, on ,oith, states that he is an

authorized representative of The Daily Journal of Commerce, a

daily newspaper, which newspaper is a legal newspaper of general

circulation and it is now and has been for more than six months : '
prior to the date of publication hereinafter referred to, published in -
the English langusge continuously as a daily newspaper in Seattle;.

King County, Washington, and it is now and during all of said time
was printed in an_ office maintained at the aforesaid place of

publication of this newspaper. The Daily Journal of Commerce

was on the 12th day of June, 1941, approved as a legal newspaper
by the Supenor Court of King County. :

The notice in the. exact ‘orm annexzd was pubhshed in reguhr
issues of The Daily Journal of Commerce, which: was regularly
distributed to its subscribers dunng the below smed penod ’l'he
annexed nolice, a

CT:ORD 119795 IN FUL
was pui:likhed,bn

11/02/33

- The amount of Ihe fee charg

the sum of § ) + wh en paid in;fdll.

U

' Notary Public for the State of Wi ington,
residing in Seattle

- No.. ORDIANCE N

oregoing publiciiibni |s
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