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ORDINANCE __//97)0 b

AN ORDINANCE amending Seattle Municipal Code Section 4.20.380, Accountability Pay
for Executives Program—Base pay and incentives.

WHEREAS, the Accountability Pay for Executives (APEX) Program was adopted in
November 1997 for implementation in 1998, with the understanding that the
Program would be formally evaluated to ensure its continued viability as an
executive pay strategy; and '

WHEREAS, the City contracted with a consulting firm in 1999 to evaluate the program, ‘
including how well it was received and understood by program participants; and

WHEREAS, the evaluation and subsequent discussions between the Mayor, the City
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 consistency of
application across departments;

NOW THEREFORE,

BE IT ORDAINED BY THE CITY OF SEATTLE AS FOLLOWS:

Section 1. Seattle Municipal Code Section 4.20.380, Accountability Pay for Executives

Program-—Base pay and incentives, Ordinance 1187 82, is hereby amended as follows:

A. There is established an Accountability Pay for Executives Program
(hereinafter referred to as the APEX Progrém) having a base salary structure consisting of
one (1) “executive pay band” with four (4) sub-bands, or “market groupings.” Upon the
recommendation of the Persommel Director or his or her designated management
representative and approval by the City Council, a position may be included in the APEX
Program. Each position included in the APEX Program shall be exempt from the classified
service pursuant to Article XVI, Section 3 of the Charter of the City of Seattle and Seattle
Municipal Code Chapter 4.13. Positions will initially be allocated by the Personnel Director

to a market grouping on the executive pay band. The appointing authority shall have the

discretion to set

and/or modify base salary anywhere within the recommended market grouping for any sffcﬁ o
’i\ .
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position under his or her direction_within formal budget and spending limits established by

the Mayor and the City Council. The appointing authority may also petition the Mayor for

authorization to pay any APEX Program position under his or her direction in a market
grouping other than initially recommended by the Director, and the Mayor may accept,
modify or decline such a petition. The APEX Program shall be implemented and
administered substantially in accord with the APEX, Managers and Strategic Advisors
((Prepesal)) Plan Design, which is incorporated by this reference, and any_subsequent
revisions thereto that are approved by the Mayor and the City Council. ((Fhereafier-the))
The Personnel Director shall recommend to the City Council for approval adjustments to the

((market-groupings)) salary structure based on a biennial labor market analysis of selected

* benchmark titles. The appointing authority may award to each APEX position under his or

her direction a base salary increase up to the maximum approved market adjustment;

provided, no APEX incumbent shall be eligible for such an adjustment if his or her

performance in the most recent evaluation cycle failed to be described as “satisfactory” or

better. QOther adjustments to base salaries must be made in accordance with Program

Guidelines and within budget and spending suidelines.

B. The Personnel Director will recommend measures of performance and

establish performance recognition ((preeedures)) guidelines for the APEX Program. Using

these ((Wé—pmeé&wes—és)) guidelines, the appointing authority may award to an

APEX Program executive a lump sum payment of up to ((ten-pereent-(10%))) eight percent
(8%]) of base salary, in addition to base salary, for recognition of the accomplishment of

goals and work outcomes at the completion of an annual evaluation period. Any lump sum
payment made pursuant to this section shall be considered a part of regular compensation,
prorated annually, for purposes of withholding retirement contributions and determini

retirement
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benefits for affected employees who are members of the City Employees Retirement

System.

C. The Personnel Director shall recommend

appreve,)) subsequent allocation of positions into or out of the APEX Program in
accordance with established rules and procedures.

I

/

7

Section 2. A limit on each department’s overall spending for 1999 and 2000 for
the Manager and Strategic Advisor Program is hereby 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 the baseline salary costs for base salary increases, including any approved market
adjustments; and adding an annual allowance of two percent (2%) of the baseline 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 this legislation. Department heads are hereby directed to report annual baseline salary
data as of the last pay period for 1998 for APEX participants to the Personnel Director by
November 15, 1999 and by February 1% each year thereafter for the last pay period of the

previous year, in accordance with procedures established by the Personnel Director.

Section 3. Any acts made consistent with the authority and prior to the effective date of

this ordinance are hereby ratified and confirmed.
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Section4.  This ordinance shall take effect and be in force thirty (30) days from and after
its approval by the Mayor, but if not approved and returned by the Mayor within ten (10)
days after presentation, it shall take effect as provided by Municipal Code Section 1.04.020.

Passed by the City Council the Hﬂ’ day of ryrDer , 1999, and signed by

me in open session in authentication of its passage this L day of " ¥%rnon o .

resldent c{g\he 1ty Council

Approved by me this '

PaulSchelI Mayo vv\\
Filed by me this J&f™ day of é ('}%' gﬁf@f;s

»««L& ﬂAfzéi
Clty Cﬁerk

’\.,;’

1999.

(SEAL)




Legislatiife Départment | .
8 Seattle City Council - ANNOTATED WITH
- Memorandum COMMITTEE VOTES

Date: - October 7, 1999

To: - Members, Finance and Budget Committee
From: Mary Denzel, Council Central Staff |

Subject: APEX/SAMS Program Changes: Decision Agenda

Beginning in spﬁng 1999, a task force Chaired by Deputy Mayor Maud 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
APEX/SAMS program: . . ‘
»  Limit cost increases in 1999 and 2000 to 106% of the previous year’s total actual salaries for the
group. , ;
»  Within that 106%, allow 4% for base pay increases, and 2% as a budget for the VPP program.
The VPP is currently budgeted at 4% of total salaries. '
 Continue to assess the relationship of these positions to the market every two years, (in lieu of
' 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. '
e Establish a guideline, not a mandate, that VPP should be awarded to the top 40% of performers,
to implement the goal of recognizing outstanding or exceptional performance.
* Limit the maximum bonus possible to 8% of salary. (Executives are currently eligible for 10%).

! Task Force members: Mayor’s Office: Maud Daudon, Laurie Brown; ESD Personnel: Mike Schoeppach, Nancy

Schaefer, Norma McKinney, Dean Bames; CBO: Elaine Markiund; Department Heads: Dwight Dively, Gary Zarker,
Virginia Anderson, Daryl Grigsby; Human Resources Managers: Wayne Sepolen, Joan Miller, Bill Kolden, Joanne
 Peterson; Law Department: Jack Johnson; City-wide: Curt Green, Sarah Welch; Legislative: Martha Choe, Jan Dr:

Mary Denzel




4 Does not allow for exceptions for retention
problems (such as the recent modification to the
- signal electricians in SEATRAN that were being

hired away by City Light).

U Making this adjustment back to 1-1-99 at such a
late date in the year could cause difficulties to
departrents that have made spending decisions, or
assurances to staff, based on the current program
design. : '

c} Alternative One
i) Actual salary as of 1-1-99
i) 2.565% market adjustment
i) 3% VPPecap -
iv) - 107% overall cap

1% of total salary for this 600-member group is

estimated at $425,000, about half of it General

Fund. However, this amount would not be added to

| department budgets. CBO’s plan is to hold
departments to the established spending cap, and to

“recoup some savings from General Fund -
departments in the salary settierent process. For
1999 in particular, this will be negotiated
department by department.

1 Given the difficulty some departments are having
recruiting and retaining staff in certain positions, a
“higher compensation level for this program may be
needed. Some feel 6% is not enough for the City to
compete for and retain top performers.

| U1f the cap is not established, the funds budgeted

for the program are likely to be spent, whether or
not there are recruitment or retention problems.

U This contributes to the perception, if not the
teality, of unfair disparity in pay for this group
compared to represented employees. {this perceived
disparity does not factor in overtime pay to
represented employees).

4 Adding to the VPP budget is not as effective in

recruiting and retaining employees as adding to base
pay. '

d) = Alternative Two:
i) Actualsalary =
i} 2.565% market adjustment
i) 2% VPP cap

iv) 107% total cap, (providing more $ for

the base pay budget)

il Additional spending authority is needad to assist
departments in recruiting and retaining persornel in
this program. .

i Adding a percent to the base pay is the most
effective way to improve recruiting and retention.

U If the cap is not imposed, it is likely to be spent,
regardless of whether there are legitimate recruiting
and retention problems.

¢} Option b} plus more room for exceptions
for unanticipated retention costs and for
base salary commitments made prior to
this legislation.

1 Allows more flexibility to 106% cap

Y 1f not judiciously applied, could result in
“enexpected” cost overruns.

COMMITTEE VOTE: OPTION &)

VOTE 4-0

It is unclear if the Executive proposal is intended to limit individual pay increases to 106% of the previous year’s salary,

or if this spending limit is meant only to apply to the overall spending for the program in each department, (in which case

some individuals may be given more than 106%).

Clarily language in Plan Design and legisiation |

COMMITIEE VOTE,
CONSENT ITEM 3-0

CAWINWORD\Docs\apexevai\positask\Final memo.doc




Mayor’s Office - ' : 101% SEATRAN ) : 102%

Strategic Planning Office 88% Seattle Public Utilities , 1 105%

Overall City Average 103%

The Execunve is concemed that the 11.5% overall pay increases granted in the program in 1998 could be repeated in
1999. This is the motivation for imposing the cap retroactively. Some departments 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 Director. However, the legislation limits this exception for “unanticipated hiring costs and for
small departments.”

An alternative would be to hold departments to the budget for the program, and to disallow *importing:” savings from
elsewhere 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 reguest exceptions in 2000, for spending above the
106% limit for other reasons, such as retention dxfﬁcultles that the Personnel Director believes are warranted. A '
different approach is needed for 1999, because these snendmg limits are being imposed so late. 1999 salary adjustments
mav already have exceeded the limits in some departments. The legislation should acknowledge that departments may
not meet the 106% limit in 1999, Departments in this position should discuss these exceptions with the Personnel
Director and CBO in the salary settlement process.

Options for Implementing:

a) Implement % cap retroactive to first pay period in 1999

| 'b) Implement % cap in 2000

c) Enforce a spending limit in 1999 holding departments tc the minimal budget for the
program (midpoint for base salaries, 4% for VPP), disalfowing using funds from other sources
for costs of this program, and implement % cap in 2000,

d) Impiement % cap retroactive to last pay period in 1998, but allow departments to- COMMITTEE
request exceptions for base salary adjustments already awarded that exceed the 106% VOTE: 3-0-1
cap.

ADDITIONAL JUSTIFICATION COULD BE REQUIRED OF “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 salary increases for market adjustment.

a. Should we stratify market surveys by occupatmnai group to prov:de better data for market
adjustments?

The Executive’s document “APEX/SAM Programs Review” suggests market comparisons should be used to justify
adjustment to individual employees’ base pay in. 1999. Another proposal that has been discussed, but is not included in
the Executive proposal, is to conduct the market surveys stratified by occupational group.” This would provide
information about the different rates of growth or'decline in pay for varying professions.

If changes to base pay are made according to this stratified 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 must be able to pay a sufficient wage to compete for empleyees with skills eritical to performing
the various missions of City departments.

- Staff recommends the market surveys be conducted in such a way as to provide data on variation in the market pav for
the d1ffsrent occupational groups. The Personnel Dn:ector should then makc recommendations to the €ity Council about
. dified Hing ; ; R vloyees they need. This could be done
by broadening the pay bands, or estabhshmg separate pay bands for dﬁferent OCcupanonal groups. There may be other
options as well, which Personnel should recommend to Council.

% The 11 Occupational Groups named in the “APEX, Manag'ers and Strategic Advisors Proposal” are Customer Service,
Public Information and Promotion; Human Services; General Government; Courts, Legal and Public Safety; Financeg; ™
Budget and Accounting; Engineering and Plans Review; Utilities; Purchasing, Contracting and Risk Management ¢

Property and Facility Management; Parks and Recreation; and Information Technology.
CAWINWORD\Docs\apexevaliposttask\Final memo.doc




heads can design programs that reward teams rather than individuals, and that provide rewards to more than 40% of

employees. However, the language in the Program Plan, which is part of the legisiation, and therefore binding, reads as
follows:

Effective January 1, 1999, each department will be expected to limit variable performance pay recipients 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:g., 5% to 8%) and 25% of all program participants would receive lesser
awards (e.g. 1% to 4%). Each department shall revise its variable performance Day program to be consistent
with those recommendatlon& [Plan Design page20] (emphasis added).

The Plan Design leaves in place the original language on team awards:

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
sirategic oquctlves (assessable operational results) will be recommended but not required. [Plan Design page
20] ,

iii. City Auditor Proposal: All employees who perform as expected are eligible for at least a small bonus. (Do not
establish the 40% guideline).

The City Auditor has done considerable research among professxonals in the human resources field. Her findings are
that bonuses limited to a small portion of the workforce can cause employees to “not try” for the bonus, or setup
undesirable win-lose competition that undermines team morale.

i. Current program: employees who meet or exceed targeted objectives are eligible,
but employees who merely meet expectatioris are not presumed to be deserving of a
bonus

Executive proposal. 40% guideline, stated as a mandate. Team awards are a
possxbxhty

#i. Auditor Proposal: No guideline. Allow department heads to design a program that
suits their mission and management objectives.

iv. Amended Executive Proposal: 40% stated as guideline, not mandate COMMITTEE
. VOTE 4-0

b. Maximum Amount of Bonus

i. Current progran:
s APEX (the top City executives) are ehglble for up to 10% bonuses
»  SAMS (managers and strategic advisors) are eligible for up to 8%

ik. Executive proposal: 8% maximum bonus for all APEX/SAMS participants
iii. Alternative: bonuses up to 15%, with no increase in the budget
Professional literature in the field of Human Resources indicates that bonuses are not effective in motivating employees

unless they are substantial (15-20%). However, it may be argued that a maximum bonus of 8% is more in keeping with
public sector values, and still sends the desired signal of acknowledgement to exceptional performers

i. 10% for APEX, 8% for SAMS

ii. 8% maximum bonus for all participants in APEX/SAMS U COMMITIEE
VOTE 4-8

iii. 15% maximum bonus

6. Oversight. Continuing oversight of the program is clearly advisable. No formal mechanism is included in this
legislation, nor in the plan design. Staffrecommends establishing a formal monitoring and reporting mechanism.

OPTIONS : ‘ PREFERENCE

i. Current Program: Accountability is meant to occur as part of the performance
review of department heads by the Mayor.

ii. Xxecutive Propesal: Establish 2 Compensation Review Committes to review

CAWINWORD\Docs\apexevaliposttask\Firal memo.doc
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Why did we start these projects?

Background

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 employees.
To that end, the City needs to recruit and retain individuals with the solid skills,
technical expertise, creativity, positive work habits, and experzence which
continue to add value to its workforce.

The City needs {o 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 comprehensxve 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 ccntributians to the City’s success.

Therefore, for executsve 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
marketmdnven changes may alter the historical reiatxonshtps between jobs. When
appropriate we will implement reward programs that are independent of base
pay, replacing the concept of pay progression as an automatic entitlement with
the understanding that variable pay is an incentive and compensation for ajob
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
little 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. Our 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 quahﬁcatsons of a “superstar” job candidate
with a commensurate pay offer, and mean that most empicyees have topped out
their earnings potential in about the same length of time that the average

Edited 10/7/1999
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positions from regional government agencies. The manager project’s
consultants gathered all of their survey results from a regional survey
customized specrﬁcaliy for this pro;ect .

5. Design work was initiated. Draft proposals were critically considered and the
pros and cons of each were vigorously discussed, clarified and addressed in
subsequent drafts. Comments and direction were solicited from
Councilmembers, the Mayor’'s Management Work Group, and the Mayor’s
cabinet. Proposed program details were published and distributed to
partsopants * |

8. in response to this feedback, adjustments were made to the proposed
programs, including the evolution of a nonmanagenai “strategic advisor”
concept. - :

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

« The Accountability Pay for Executives (APEX) Program
» The Managers Program, and ~
¢ The Strategrc Advisors Program.

These programs were implemented as descnbed below on Januarv 8, 1898.
Through September 1999, approximately 600 positions 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 Strategic Advisor Compensation Programs,
an indenendent coﬁsuitant ‘was contrac’ted to cOnduct an evaiuation of the ﬁrst

summarv of changes has been mcigded as A_ttachment #5.

Which positions in the City fit these three programs?
CATEGORY DEFINITIONS

Executive ‘

The executive level of City government (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 articulate plans and pohcxes for the most significant
activities of the City.

Edited 10/7/1999
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Corporation = Citywide: The position’s responsibility and opportunity to
effect positive change extends to, impacts, and addresses most, if not all
subsidiary organizations (other departments). i

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 fo, 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 define the
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.

Strategic significance is likely to change over the years in response to changing
political agendas, economic, environmental and social condztions
For example,
1. health care reform was of great importance to the City to address in 1992;
2. the 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 level (somewhere
near 0), addressing the probiem will correspondmg!y diminish in mayor
-and council priorities. ;

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 mvolvement in the APEX
allocation process. -

Strategic Significance—High: The incumbent is in the position 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 stewardshlp, economic opportumty and security.

Strategic Signifi cance——-Moderate There is the opportumty albeit a
more limited opportunity, to effect positive results in these same areas.
The significance may be diminished simply because the position's

Edited 10/7/1999
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performed, allocation to and within the APEX program is made on a generalized
whole job evaluation and ranking approach.

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 Personnei Director will
evaluate non-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 duties
changes. Otherlvise, the appointing authority will have significant discretion to
determine, by work allocation, who is included and who is not.

Upon implementation, appeinting 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 positions will be confirmed by the City
Council through legislation.

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, Pohce 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, staffi ing, and resource
allocation. Unique market issues aiso contribute to placement at this market
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where incumbents have great 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” 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 detaiied 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.
shouild 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 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 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 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 Clty Council through legisiation.

Manager and Strategic Advisor Point Factor Methodology

Addressing positions largely represented by the classified service, the Manager
and Strategic Advisor Programs benefit from the kind of quantifiable job
measurement approach represented by a point factor system. In a point factor
sysiem, 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 ailowing
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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When considering 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.)
. Customer Serv:ce, Public Information and Promot:on
. Human Services
. General Government
. Courts, Legal and Public Safety
. Finance, Budget, and Accounting
. Engineering and Plans Review
. Utilities
. Purchasing, Contracting, and Risk Management

. Property and Facility Management
10 Parks and Recreation
11.Information Technology

OO0 N O &

What Will Be The BASE PAY Structure?

" The base pay structure for all three programs consist of single broad pay bands
divided by sub 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 process for.inclusion in
APEX will determine, to which market grouping each executive position belongs.

1998 APEX Pay Band Proposal’

Market Group Bottom Middle Top

' $56,872 $66,372 $76,778
$64,646 $75,960 $87,273
$79,451 $93,354 $107,267
$99,974 $117,472 | $134,970

B OIN |-

APEX Salary Seftting Discretionary Range

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

' 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. Trarnisfer of
these positions out of the APEX Program altered (increased) the resuiting market average of the
benchmarks defining this Market Group.
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When makmg his/her APEX salary placement decisions, the appointing authority
would be asked to address and personally certify that he/she tock into account
the following:

» Relative size of job,

Financial impact of position,

Market difficulties,

Sensitivity of position,

Scope and range of subordinate operations, and

Technical corfhplexity.

® & & & &

A limit on each department’s overall spending for 1999 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, inciudinq adiustments for vacant‘aositions and for posmons added to

these salary costs for base saiarv mcreases mgiuqu any anproved 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 GUIDELINES

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;

e Job Size (two recommended meihods)
1. Job Ranking
2. Point Factor Score Modified by Market

‘& Recruiting and Retenticn
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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%, a rate
consistent with changes to government sector salaries nationwide.

To maintain the current market connection of these compensation programs, the
City wilt survey the market at least once every two years, and adjust the market
 groupings and/or 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 fo 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 wsli be
1mpiemented 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 resuits should only help to better situate the
City in terms of its market relationship.

The first vear evaluation recognized that the market data provided in support of
changes to the programs’ pay bands was insufficiently detailed to permit
withholding the 1999 and 2000 adjustments. Future market studies will provide
data to support variable application of the market adjustment, awarding the
adjustment to some occupational categories and classifications and withholding
it from others. :

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

survey data indicates. ' '

What Does Variable Performance Pay Mean?

All three programs, 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.

. 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
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Performance measures-Two Parts

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

Performance Measures, Part One; Goals & Outcomes

The appointing autherity 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. '

?

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.

Team Versus Individual Performance Measures

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 strategic
objectives (assessable operational results) will be recommended but not
required. In addition, successful team orientation will be reinforced with use of
the proposed 360° review process for competencies.

Variabie Performance Pay Communication Responsibilities

Although the appointing authority may 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.
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level. if the bottom of the recommended range of discretion? is higher than the
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 the. m}mmum of their
discretionary range.

impiementing 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 the 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
minimum of the range.

- Changing Base Pay

In response to changing business needs, appointing 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 corresponding change in the level or complexity of duties and
responsibilities.

All changes to base pay must be made within the overall spending limit of an
increase of four percent {4%) above the total salaries for the program as of the
last pay period of 1998. The Personnel Director must approve any exceptions
which may be considered for unanticipated hiring or retention costs, for small
departments, and for base salary commitments made prior to October 11, 1999.

How will the Programs be Monitored? .

The Executive Services Department, Personnel Division’s Classification and
Compensation Unit will run payrolt 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 regarding the disbursement of
performance funds.

2 The range of discretion available to the appointing authority will dtffer based on the program in
questron 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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decisions. The Personnel Director will also develop forms and protocols for

conducting entrance and exit interviews, to gauge the effectiveness and impact
of the pav program on recruitment and retentaon and will tra tram deoartments in
their use. : :

At least once every two years, the Personnel Director will conduct an analysis of
the appropriate labor markets in order to adjust the salary bands established for
these programs’ Salary surveys will provide data that will support awarding the
adjustment to some occupational categories and classifications and w:thhoidznq
it from others. -

The Personnet Director will provide repor!:s to the Mayor and the City Council on

an annual guartery—-basis, : v
monitor the program. establishment of The annual report shaﬂ mctude the
~ following:

» Changes to base salaries, o

s Summary data on base salary with the following fields: position number’
program, EEO category, department, occupationai group, pay zone, current
salary
Pay zone penetration,
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
hoiders left the City, and the overall rate of turnover within the Programs,

s Summary data on performance awards with the same ﬁeids as for the base
pay report, and
A decision documentation audit.

e For 1999 and 2000, the Personnel Director shall report to Council on those
departments who requested exceptions to the 106% spending limit, and the

- decisions made on those appeals.

The Personnel Directer will provide an assessment every second vear, 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
eligibility for variable performance pay. :

Department Head Accountability

The department head will set base salaries for program partucnpants 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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managers, and strategic advisors who fail to achieve their objectives are quite
likely to earn less than they could expect under the current compensatxon
program.”

For example, we've described the earnings of four fictional City executives for 6
years in the recent past (1/1/91 through 12/31/86). All four begin with the base
compensation of top step for Director HI. There have been no changes to
anyone’s responsibilities during this time. (See attached spreadsheet showing
relevant calculations.)

. ‘

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

The other executives lived in an parallel world where 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.

One of these “other executives” has only dble to meet normal expectations for
the entire decade. His gross earmings 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 exceeding
expectations without variation. His gross earnings were $372,663. His earnings
exceeded the cola’d executive’s by 4.393%.

The last of the “other executives” was an exiraordinary superstar employee, who
always greatly exceeded expectations and was very nice doing it. Her gross
earnings were $390,409. Her earmngs exceeded the cola'd executives by
9.364%.

With so much independent d:scret:on being proposed, how will the City
ensure fairness and eqwty‘?

Although plans are underway to officially monitor these programs, to reveal
trends and subtle adverse impacts, these programs will not be implemented in
secret. 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 appeinting
authorities use the discretion they are being granied. Behavior will be noted and
abuses/successes can be addressed by the Mayor as needed.
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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:

2

APPA Survey of Management for organizations with revenues of at least
$100 million.*

APPA Survey on Management for organizations with a customer base of at
least 100,000.

Charlotte NC Survey of cities with populations greater than 175,000 or less
than a million.

» City of Bellevue's national survey.
¢ City of Phoenix’s national survey. : ’
s Colorado Muni League’s survey of positions in cities with populations

¢ & & @ @&
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greater than 15,000.

Cook County Salary & Fringe Benefit iiarket survey of municipalities within
the Chicago metropolitan area. ;

Dietrich Executive Engineering Occupation 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 Government Jobs

ECS Top Management Survey for Gas/Electric/Water Organizations

ECS Top Management for Non Profit Organizations

EEI Management and Administration Compensation Survey for
Organizations with revenues from $600 million to one billion.

EEl 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-Snchomish 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

{CMA Compensation Survey for cities with populations of 500,000 to 1
million

|ICMA Compensation Survey for cities with populaticns of 250,000 to
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1.

Attaéhment #2- Manager and Strategic Advisor Program Occupational
Group Definitions

Customer Service, Public information and Promotion

Positions in this occupational group manage customer service, public information

2.

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.

Human Services

Positions in this occupational group manage the provision of direct and

3.

4.

5.

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 momtor;ng of performance and comphance by
grantee commumty agencies. :

General Govemment

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
administration, human resources, records, field operations, fleets,
warehousing, strategic planning, policy, printing, and animal control.

Courts Legal and Public Safety

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.

Fmance, 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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Attachment #3 Executive Earnings with Cola Compared to APEX
Executives With No COLA but Market Adjustments & Incentive Pay
‘ Opportunity '
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3. Program Management - Refers tfo 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 THas no defined respons:bi 1ty for program management and | O
applicable administration.
Low | Manages programs of limited impact to City or external 60

_constituents; provides input on program implementation for
more significant programs; administers procedures and
processes to achieve specific objectives; provides customer

; - service interface. -

Medium Provides recommendations for development of significant 120

| programs; implements programs by developing procedures

and processes, and by managing resources to achieve

] program objectives targeted by senior decision-makers.
High Plans, develops, creates, implements and evaluates significant | 180

.| programs to achieve broad objectives; defines measurements
and is accountable for accomplishments; is vested with
substantial delegated discretionary authority to develop and

‘execute program policy and to allocate program resources.

4. Policy Management - Refers to responsibility for deve!’oping,‘
implementing and advising decision-makers on policy.

Not } Provides analyses on policy issues, and provides input on G

{ applicable | policy options; provides input on issues relating to operating

o processes and procedures, v

Low Provides input on and implements policies related to - 53
| operations or services with limited direct public impact; . -

provides recommendations on policy options affecting matters

of limited scope and of short-term ampact typically of an

, operational nature.

Medium | Develops, recommends and implements policies of a 107

programmatic or operational 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 consideration of impact

on external parties.

High Develops policy options and recommendataons on highly 160

’ visible or sensitive issues integral to the City's priority
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external feedback through facilitating group processes.
High Represents the City on highly visible, sensitive and 130
' controversial issues before external 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 significant issues, and to
achieve important City objectives.

7. Matrix M;nagement - Refers to coordinating and/or integrating functions,

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 volunteers. :

' Not | | Participates as a member of and may assist with facilitating 0

', applicable cross-functional, -departmental, or -jurisdictional teams.
Low | Periodically coordinates, integrates, and provides leadership 40

for initiatives which involve cross-functional, —departmentai or
-jurisdictional ad hoc teams.

Medium -Regularly coordinates, integrates, and provides leadership for 80
= ‘| both standing and ad hoc teams engaged in organized
problem-solving, policy development, or service delivery
across functional, departmental and/or jurisdictional lines.
High | Onan on-going and consistently substantial basis, 1120
coordinates, integrates, and provides leadership for teams and
other organized work groups with diverse representation
across functional, departmenta! and/or jurisdictional lines, to
achieve important outcomes requiring coordination and
integration of diverse perspectives, skill sets, competenmes
and resources.
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smphcat;ons which ;mpact the conduct of busmess by multiple
City organizational units.

Level of:

COMMUNICATIONS CONTRIBUTION AND IMPAGT

Level

Score

Description

Limited

0

Communzcates program and procedural mformatton and policies
of an operational nature, to internal and external audiences.

Medium

50

Communicates to internal and external audiences on behalf of
elected official(s) and/or department head(s) of major City
department(s) on a variety of significant issues.

High

100

‘Communicates {o

. internal and extemal audiences as an |
authoritative representative of elected official(s) and/or
department head(s) of major City department(s) on a variety of

.| significant issues related to the City’s priority programs and

services, for the purpose of garnering support, shaping opinions,
advocating controversial posmons and achieving important City
ob;ectlves :

Level of: MATRIX CONTRIBUTION AND IMPACT

Level

Score

Description

Limited

0

Participates in and may assist with coordinating or facilitating
cross-functional, departmental or jurisdictional teams.

Medium

50

Acts on behalf of and represents priorities and interests of

| elected  official(s) and/or department head(s) of major City

department(s) on a variety of cross-functional, departmental or
jurisdictional teams.

High

100

Actively provides leadership, focus and direction to cross-
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.

Level of: TECHNICAL EXPERTISE CONTRIBUTION AND IMPACT

Level | Score - Description

Limited 0 Deals regularly with technically-related matters, and applies
speciatized knowledge in analyzing a variety of issues.

Medium | 50 Has technical expertise in a specific field, typically evidenced by
a required degree or license, and provides authoritative advice
on technical matters to elected official(s) and/or department
head(s) of major City department(s).

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
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Attachment #5—FIRST YEAR REVIEW

‘ »SUMMARY OF PROGRAM CHANGES
swserspending Limits

Effective with the last pay period of 1998, a spending limit budget-eap-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 .
budget-cap-spending 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 in the
spending limit overage. " ‘

The revision to the spending badget-strategy responds to program participants’
concerns regarding the perceived variations in base salary settingand
adjustments between “haves” and “have nots.” The s 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 to plan for and fund salary changes.

The spending limit badget—eap—for variable performance pay is set at two percent
{(2%).

Market Adjustment

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

10/7/1999
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) Cilty of Seatle | -

Paul Schell, 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
Dwight Diyely, Dire¢ g inney
Executive Services Department' Pérsonnel Durector

SUBJECT: Proposed Legislation — An Ordinance Amending the Accountability Pay for
Executives (APEX) Program

The attached ordinance will amend”,Séatﬂe Municipal Code Section 4.20.380, which is
the result of the prior Accountability Pay for Executives Program (APEX) ordinance
adopted in November 1997.

Summary of the Legislation: The amendments to SMC 4.20.380 are based on formal
evaluation of the APEX, Managers and Strategic Advisors Plan Design by a contracted
consulting firm and the subsequent discussions among the Mayor, C;ty Councit and
department heads. Modjfications or further clarifications include: revisions to the
program’s design relatwe to budgeting, base salary-setting and the variable performance
pay component.

DD/NM:nsc )
Attachment: i'\j,é\/ised APEX Ordinance

c: Councilm’émber Martha Choe, Chair
Finance and Budget Committee, City Council
ESD Personnel Division Administrators

Personnel Division, Dexter Horton Building, 710 Second Avenue, 12th Floor, Seattie, WA 98104-1793
Tel: (206) 684-7664, TDD: (206) 684-7888, Fax: (206) 684-4157, http /WWW ci seat“le Wa.us




Fiscal Note (et

/

Each piece of legislation that is financial in nature will be accompanied by a fiscal note. The
fiscal note should be drafted by department staff and will identify operating, capﬂai revenue, and

FTE impacts of the legislation. ‘ _ /
Department: Contact Person/Phone: CBO Analysthhone

ESD, Personnel Division, Donna Cook/684-7970 Barbara Gangwer/615 0768
Class/Comp Unit Nancy Schaefer/386-0081 Elaine Markmnd/684—8053

Legislation Title: AN ORDINANCE amending Seattle Mumcrpa! Code Section 420 380,
Accountability Pay for Executives Program—Base pay and mcentwes

Summary of the Legislation: Amends SMC 4.20.380 relative,xto budgeting, base salary-setting
and the variable performance pay component. A stipulation is made that market adjustments
may only be awarded to participants receiving a satisfactory or better evaluation in the previous
evaluation; changes the maximum of variable pay for Executives to 8%; 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 provzd;es for budget cap exceptions for
unanticipated hiring costs and small departments.

Background (Included justification for the legislation and funding history, if applicabie):.
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 consuiting 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 sustamablh‘cy and ensure greater
consistency of application across departments

Sustainability Issues (related to g.fant 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 i in
both APEX and SAM pcograms

Estimated Revenue},:impacts.v None.
Estimated FTE Impacts: 0
Do positions sry’;xset in the future? If so, when? N/A.

Other issues/(/including long-term implications of the legislation): These modifications are
intended to make the program sustainable for the future.
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ORDINANCE

AN ORDINANCE amending Seattle Municipal Code Section 4.20.380, Acc ntability Pay
for Executives Program—Base pay and incentives. }‘1

WHEREAS, the Accountability Pay for Executives (APEX) Program was adopted in
November 1997 for implementation in 1998, with the derstanding that the
Program would be formally evaluated to ensure its continued viability as an
executive pay strategy; and

p
WHEREAS, the City contracted with a consulting firm in 1999 to evaluate the program,
including how well it was received and understood b program participants; and

WHEREAS, the evaluation and subsequent discussi s between the Mayor, the City
Council and department heads concluded that revisions to the program’s design
relative to budgeting, base salary-setting’ and the variable performance pay
component will improve its sustainabi;i‘fy and ensure greater consistency of

- application across departments; /

NOW THEREFORE, /

BE IT ORDAINED BY THE CITY O/F/SEATTLE AS FOLLOWS:

£
7

Section1.  Seattle Municipal Cc;/d/;e Section 4.20.380, Accountability Pay for Executives
Program—Base pay and incentivgs{ Ordinance 118782, is hereby amended as follows:

A. There is established qn/Accountabﬂity Pay for Executives Program (hereinafter
referred to as the APEX Px;égram) having a base salary structure consisting of one (1)
“executive pay band” Wi/{h four (4) sub-bands, or “market groupings.” Upon the
recommendation of the Personnel Director or his or her designated management
representative and ag.;i;oval by the City Council, a position may be included in the APEX
Program. Each pc?ﬁon included in the APEX Program shall be exempt from the classified
service pursuanpr"f;) Article XVI, Section 3 of the Charter of the City of Seattle and Seattle
Municipal Cg,dé Chapter 4.13. Positions will initially be allocated by the Personnel Director
to a markgt’":groupiﬁg on the executive pay band. The appointing authority shall have the
discretigﬁf to set and/or modify base salary anywhere within the recommended market

£

grougifig for any such position under his or her direction_within formal budeetary limits

established by the Mayor and the City Council. The appointing authority may also petition

the Mayor for authorization to pay any APEX Program position under his or her direction in
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a market grouping other than initially recommended by the Director, and the Mayor ﬁ}ay
accept, modify or decline such a petition. The APEX Program shall be imp}emequed and
administered substantially in accord with the APEX, Managers and Strategic /Advisors
((Prepesal)) Plan Deﬂ@, which is incorporated by this reference and an\/ subsequent
revisions thereto that are approved by the Mayor and the City Council. ((%Qhereaﬁer—ﬁae))
The Personnel Director shall recommend to the City Council for approva/}/ad] ustments to the
{(market-groupings)) salary structure based on a biennial labor market/anaiysis of selected
benchmark titles. The appointing authority may award to each APE/ﬁ/( position under his or

her direction a base salary mcrease up to the maximum am)foved market adiustment;

provided, no APEX 1ncumbent shall be eligible for such an adjustment if his or her

performance in the previous evaluation cycle failed to b_e/ described as “satisfactory” or

B - /\- - N
better. Other adjustments to base salaries must be mad¢ in accordance with Program and

budgetary guidelines. ; /

B. The Personnel Directo;/ will recommend measures of performance and

. /
establish performance recognition ((pfecedures)) guidelines for the APEX Program. Using
/

these ((measafes—&ad—pfeeeétﬁes—gﬁi) guidelines, the appointing authority may award to an
APEX Program executive a lurg,p'/ sum payment of up to ((ten-pereent-{30%?7})) eight percent
(8%) of base salary, in addi‘gif;n to base salary, for recognition of the accomplishment of
goals and work cutcomes z}t’/;he completion of an annual evaluation period. Any lump sum
payment made pursuant }:0 this section shall be considered a part of regular compensation,
prorated annually, fog,:fi,)urp—oses of withholding retirement contributions and determining
retirement beneﬁtsj_,-»ffor affected employees who are members of the City Employees
Retirement Systen-if

C. The Personnel Director shall recommend {Gand—the—City—Council—may
approve,)) subsequent allocation of positions into or out of the APEX Program m

accordance’ with established rules and procedures.
p3
I
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Ve
Section 2. The budgeting strategy for 1999 and 2000 for the APEX Program i/s’/hereby
established as an annual allowance of four percent (4%) of actual annual saiagy{ costs for

base salary increases,bincluding any approved market adjustments, and an ammal allowance

“of two percent (2%) of actual annual salary costs for variable performance pay These limits

shall apply on a departmental basis. The Personnel Director may appf6ve and the City
Budget Office shall fund properly documented exéeptions to /ﬂ{e budget cap for
unanticipated hiring costs and for small departments. Department hééds are hereby directed
to report annual baseline salary data for APEX Program pa}rfi/«:ipants to the Personnel
Director by November 15, 1999 and February 1% each yearf_,t’ﬂereafter, in accordance with
procedures established by the Personnel Director. These baselines shall be used to

determine the amount of the allowances described above/,.// ‘

Section 3. Any acts made consistent with the apthority and prior to the effective date of
this ordinance are hereby ratified and confirmed. |

Section 4.  This ordinance shall take effect ya;rnld be in force thirty (30) days from and after
its approval by the Mayor, but if not approved and returned by the Mayor within ten {10)
days after presentation, it shall take effect as provided by Municipal Code Section 1.04.020.

Passed by the City Council the ___ day of , 1999, and signed by
me in open session in authenticqtit;n of its passage this  day of ,
1999.

President of the City Council
Approved by mie this ____ day of , 1999
' Paul Schell, Mayor
Filed.!b;me this - dayof , 19
// City Clerk

(SEAL) -
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Why did we start these projects?

Background

The City of Seattle is committed to the design and delivery of high quafity public
services to its citizens. Achieving this objective depends upon the eXperience,
knowledge, hard work, abilities, performance, and dedication of ity/employees.
To that end, the City needs to recruit and retain individuals with fhe solid skiils,
technical expertise, creativity, positive work habits, and experief
continue to add value to its workforce. '

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

It is the objective of the City's classification and cgmpensation systems fo
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 compfrehensive compensation program
that includes wages, health care benefits, paid leave, career mobility, and
performance incentives, the City can affiph the value of its employees and
reward their contributions to the City’s siccess.

n-represented management employees, it
is the City’s intent that, as the City'y economic condition permits, the value of our
total compensation package will bé no less than the average value of the market,
comprised of those public and pfivate employers with whom we compete for
qualified employees. We will continue to value internal equity but recognize that
market-driven changes may dlter the historical relationships between jobs. When
appropriate we will implemeft reward programs that are independent of base
pay, replacing the concepyof pay progression as an automatic entittement with
the understanding that vdriable pay is an incentive and compensation for a job
well done. /

Therefore, for executive and other ng

The City’s current clgssification and compensation programs do not support
these goals. The lgck of a deliberate link between the external marketplace and
the City’s salary sfructure means that the City may pay one type of position too
little to be truly gompetitive for fully qualified candidates, and may pay another
type of positionymuch more than is needed to recruit and retain qualified
individuals. Qlr seniority-based wage progression plan doesn’'t communicate
the value of superior performance. Our narrow salary bands limit the appointing
authority’s fiexibility to recognize the gualifications of a “superstar” job candidate
with a copimensurate pay offer, and mean that most employees have topped out
their earfiings potential in about the same length of time that the average
employge has mastered the “learning curve”--just over three years. We measure
the value of our high tevel management positions by the size of the budget
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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 managemgnt
layers and an internal alignment of positions based on their hierarchicallevel,
rather than by virtue of scope of impact and strategic significance. Altjfough the
City’s current “civil service” -type classification and compensation sygiems

negatively impact management flexibility and employee performange throughout
all layers of the organization, it appears that two areas in particulgh are ripe for

change: the process for compensating City executives, and the
classification/compensation process for City managers.

oo

How did we get here?

Steps Taken To Get To The Plan Designs

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

1. The very first task undertaken involved joint interviews, with a representative
from each consultant organization and & project staff member meeting with
every City department head individually. The purpose of these interviews was

to gather information which would hejp us define our concepts of executive
and manager, the market from whigh the City recruits and to which it loses
employees at these levels, and pefformance linkage possibilities.

2. Revised executive job summary questionnaires (JSQs)-and manager position
description questionnaires (MPDQs) were distributed to potential participants
in order to gather current relévant 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’ gpinions and perceptions about their current
compensation prograph and identify potential performance measures for a
proposed performange 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 compenfsation data was gathered for both programs. The executive
oroject’s consfiitants 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 ffom regional government agencies. The manager project’s
consultarts gathered all of their survey resuits from a regional survey
customized specifically for this project. '
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5. Design work was initiated. Draft proposals were critically considered aéid the
pros and cons of each were vigorously discussed, clarified and addressed in

» The Managers Program, and
~» The Strategic Advisors Program.

These programs were implemented as described below on January 8, 1998.
Through September 1999, approximately 800 fositions have been aliocated to
the new programs. As part of the City'’s onading efforts to ensure the continued
viability of the APEX, Managsr and Strateqgié Advisor Compensation Programs,
an independent consultant was contracted to conduct an evaluation of the first
vear outcomes. This plan design has bekn revised to reflect the programmatic
changes that will be implemented as afesult of that evaluation. in addition, a
summary of changes has been inciudéd as Attachment #5.

Which positions in the City fit thése three programs?

CATEGORY DEFINITIONS

Executive
The executive level
who are responsiblg

gt City government (APEX) is comprised of the pecple
for managing the relationships between the City and

activities of/ e City.

Positions/in the City of Seattle designated within the APEX program
clearly reet some or all of the following criteria: hierarchical orientation
that cayries broad corporate responsibilities and is oriented toward
management of the ‘whole’; strategic significance that imparts a definitive
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
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many people, entail the management of large sums of money, And or
invelve control of extensive non-financial resources.

While the description of APEX positions was general enough to cgver a wide
range of executive roles, we found that our initial description for fhanager
seemed to exclude a number of valued positions that played clgarly significant
roles in the City. Thus, an alternate definition was developed fo describe
positions of a level similar to manager, but that did not direclly manage
significant human or other resources. This new category ig called strategic
advisor.

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

accountable for translating City and departyhental objectives into specific
outcomes in the areas of policy, programg, and service delivery, through
effective utilization of the City’s human,financial, and other resources.

Strategic Advisor .

A strategic advisor of the City of Sgattle is an employee who serves as a
key advisor o senior officials, or who makes recommendations which help
shape significant City policies of programs, or who represents the City in
strategic arenas, without havifig full accountability for managing resources
to achieve specific outcomes.

Which positions will be allocafed to the APEX Program?

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

Hierarchical orientation--Position carries broad corporate responsibilities and is
oriented toward manggement of the “whole.” Accountability extends across the
organization or beygnd. This position typically reports to an elected official,
department head, or the board or commission heading a principal office or
department, and/s responsible for translating their high level vision into broad
organizational gllicy and direction.

Corpation = City-wide: The position’s responsébility‘and opportunity to
effect positive change extends to, impacts, and addresses most, if not all
subgidiary organizations (other departments).

Corporation = Sub-Division of the City: This level is mid-way between
City-wide 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.
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Corporation = Department-wide: The position’s respénsibiii‘ty and
opportunity to effect positive change extends to, impacts, and/addresses
most, if not all subsidiary organizations (other divisions). '

Strategic significance—Pgsition is responsible for making significant policy
recommendations to elected officials, and for formulating and implementing
resulting long-range City goals and objectives. This position gstablishes program
and policy direction that has considerable fong-term impact On resource
allocation and the City's provision of services. Such positjons define the
organization's objectives, determine appropriate resourcg allocations, and direct
the efforts of organizational components to accomplish/the City’s mission.
Position is responsible for all program ouicomes.

Strategic significance is likely to change over the years in response to changing
political agendas, economic, environmental and gocial conditions.
For example,
1. health care reform was of great smport ince to the City to address in 1992;
2. the 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 o an acceptable level (somewhere
near 0), addressing the pmbiem filt correspondingly diminish in mayor
and council priorities. /

Strategic significance is a factor appfopriate to be decided at the highest levels
of the executive management tearfl. Thus, an Executive Compensation Review
Committee, designated by the M3 yor will have direct involvement in the APEX
allocation process.

Strategic Significancg—High: The incumbent is in the position of
effecting significant positive resuits in the areas defined by the Mayor and
the Council as City pricrities such as enhancing community, social equity,
environmental steywardship, economic opportunity, and security.

Strategic Significance—Moderate: There is the opportunity, albeit a
more limited opportunity, to effect positive results in these same areas.
The significagice may be diminished simply because the position’s
responsibiliy has changed to entail the mainienance of successful
innovationg that were begun earlier, or because the City is not in any.
position gf affecting change in this arena. For example, the position of
Director/of the Office for Education is limited in strategic effectiveness,
becauge although it has some influence with control of certain funds
distripution, it has no direct authority over Seattle School District policy or
programmatic activities.

Strategic Significance—Low: The position is in a supporting role in
effecting positive resuits in the strategic areas listed above. For example,
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would provide similar strategic support for an organization/6n an executive
tevel.

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

Scope and Impact -Large: The incumbeny/is directly responsible for the
dispersal or control of at least 10 million dgflars, a customer base of
500,000 or more, workforce of 1,000 or rore, or regional services
covering, at minimum, the entire City. /

Scope and Impact -Medium: The jhcumbent is directly responsible for
the dispersal or control of at least & 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 Impact -Small: /The incumbent is directly responsible for the
dispersal or control of at leabt 2.5 million dollars, a customer base of
100,000 or more, workforge 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 aliocations to APEX/ will be recommended by the Personnetl Director based
on input from departmepit heads and evaluation of employee-completed job
summary questionnairgs. Since the APEX program covers positions for whom
the personal qualities/of the incumbent will affect the nature of the work
- performed, allocatioh to and within the APEX program is made on a generalized
whole job evaluatign and ranking approach.

The Personnel Director will evaluate Job Summary Questionnaires (JSQs)
utilizing these griteria and determine whether a new position should be allocated
to APEX. At the request of a department head, the Personnel Director will
evaluate nof-APEX positions to determine whether they have undergone
sufficient chhange to meet the necessary criteria for inclusion, or will evaluate
APEX positions to determine whether they should be excluded because of duties
changes. Otherwise, the appointing authority will have significant discretion to
determine, by work allocation, who is included and who is not.
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committee designated by the Mayor as the Executive Compensation/Review
Commitiee (ECRC). However, we anticipate limited need for review, given the
appointing authority’s broad discretion for position allocation and glacement.

As a final step, the allocation of all APEX paositions will be confirmed by the City
- Coungci through legislation.

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 détail.) Applying market data and
the three criteria, the Personnel Director will regémmend which of four
established market groups best fits each posifion.

Internal benchmark positions will provide egsily recognizable and identifiable
standards for market group comparisons for ail other positions allocated to the
APEX program. These comparative anglyses will be supplemented with an
application of the three APEX criteria, hierarchical orientation, strategic
significance and scope and impact. |

Examples of Market Gmup Fouy/Executives

City Light Superintendent, Seattle Center Director, Police Chief, and Deputy
Mayor. ‘ /o
All of these positions easily manifest all of the executive criteria. Hierarchicai
orientation is always “corporate” (City-wide) in nature. Decisions involve the
development of broad orgaghizational policy or direction, and positions are
accountable for major prggram outcomes. Direction is given across functions or
organizations, with respgnsibility for overall objectives, staffing, and resource
allocation. Unigue magket issues also contribute to placement at this market
group level, which wag specifically created to address exceptional market
conditions. '

Examples of Market Group Three Executives

- Parks and Regreation Superintendent, Housing and Human Services
Director, Deputy City Light Superintendents, and Intergovernmental
Relations Djrector. »

All of these fositions also manifest all of the executive criteria. Hierarchical
orientatioryis always “corporate” in nature. Decisions involve the development
of broad grganizational policy or direction, and positions are accountable for
programyoutcomes. Direction is given across functions or organizations, with
respongibility for overail objectives, staffing, and resource allocation. These
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positions, while closely reiéted to Market Group Four executives, do not require
the same level of compensation to address compelling market demands. /

Examples of Market Group Two Execufives

Electric Services Directors, Municipal Court Administrator, Land se
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 concern the development of long range plans, goals and
objectives for specific elemental functions of the City, such as gourt functions,
regional electrical services, or land use issues. These positighs are likely to
evince a diminished City-wide corporate hierarchical orientgtion.

Examples of Market Group One Execufives

Civil Rights Director, City Light’s Civil Engineering Director, and the (City-
wide} Building Operations Director. , '

Paositions at this level might have notable (City-wide) hierarchical orientation,
strategic significance, or scope and impact; but usiially meet only one such
criterion. They tend to have greater responsibilify for program outcomes than for
policy design and direction. Positions at these fevels are closely related to the
highest level positions in the manager or strajégic advisor group and may be
evaluated utilizing the manager or strategic advisor group criteria for confirmation
and rehabz&sty

The APEX Allocation Process Diffes from the Manager and Strategic
Advisor Process. Why? .

Whole job ranking is the most co method used in measuring executive
level jobs because it is relatively Simple, flexible and responsive to changing
management needs. The whole job ranking method works well for positions
where incumbents have greatfatitude to define their jobs, and is particularly
suitable for compensation system designs which are intended to provide
maximum flexibility for recrditing and work load management. Because it doesn’t
nrovide “hard” criteria for jlstification of resuits, it is less effective as a job
measurement tool for clgssified service positions. We find that the Manager and

will evaluatée other positions to determine whether they have undergone sufficient
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change to meet the necessary criteria for inclusion, or will evaluate Manager and
Strategic Advisor positions o determine whether they should be excluded /

because of duties changes

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

Finally, the allocation of all Manager and Strategic Advisor psﬁacns will be
confirmed by the City Council through legislation.

Manager and Strategic Advisor Point Factor Methodology

Addressing positions fargely represented by the claésified service, the Manager
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 fo
descriptions of the various levels within each/factor. When the appropriate
degree is selected for each factor, the assighed points are combined to produce
a total score for each job. The clarity of {his system and the relative ease in
justifying results is offset by its inflexible hature. Therefore, rather than allowing
the point factor system to force undue jfimitations on appointing authorities, the
point factor scoring system is limited o simply placing positions within pay zones
{35% wide} within which departmeny heads have discretion for exact placement.
Salary Placement Guidelines (desgribed later) will assist department heads in
making individual salary placement within pay zones.

Manager and Strategic Advisgf base pay structures consist of single broad pay
bands (84% wide)} with three/sub-bands, or pay zones (35% wide). Depariment
head discretion for managefs and strategic advisors is limited to placement
within the three sub-bandd, or pay zones. (See the Manager and Strategic
Advisor Base Pay Strucliire section of this proposal for greater detail.)

One set of point factoys was identified and defined for the Manager Program and

another for the Stratégic Advisor Program. {Specific Manager and Strategic
Advisor point factoymatrix data is attached.)

MANAGER PROGRAM POINT FACTORS:

e Human Regources Management 13%
¢« Budget / Fiscal Management 14%
¢ Program Management 18%
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« Communications Management

» Matrix Management 2%
+ Policy Management 16%
+ Technical Management 14%
STRATEGIC ADVISOR PROGRAM FACTORS:

s Policy Contribution And Impact 35%
» Program Contribution And Impact 15%
s Budget Contribution And impact 15%
« Communications Contribution And Impact 10%
« Matrix Contribution And Impact ‘ 10%
« Technical Expertise Contribution and impact / 10%
» Human Rescurces Contribution and impact / 5%

What Are The Job Classification issues Invg fved?

Positions in the APEX study are exempt fromyt .
therefore, not classified. However, most mgnhager and strategic advisor positions
are part of the City's Classified Service system and therefore require
classification. Orders of lay-off and othef classified service rights need criteria
for definition. Therefore, as 2 means of classifying these positions, managers
and strategic advisors are assigned {0 one of eleven broad occupational groups,
that serve as manager and strategig advisor program class series. The positions
are then allocated to one of three f£ay zones that serve as indicators for the three
levels of broad classes allocated to the established pay zones attending each of

these series.

When considering orders oay-oﬁ, the commitiee charged with this
responsibility, will considef service credit connected to the title in use at program
implementation, to be agtrued to the new programs’ allocations.

- MANAGER AND STRATEGIC ADVISOR

OCCUPATIONAL GROUPS (Class Series)

(More detailed dgfinitions are attached.)

Customer Sérvice, Public Information and Promotion
Human Sefvices

General Government

. Courts, Aegal and Public Safety

. Finange, Budget, and Accounting

. Engipteering and Plans Review

. Utiljties

. Pufchasing, Contracting, and Risk Management
. Property and Facility Management '
10.Parks and Recreation

11.Information Technology

© e~ OGP
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What Will Be The BASE PAY Structure?

The base pay structure for all three programs consist of single broad pay
divided by sub bands.

nds

APEX Base Pay Structure
The base pay structure for APEX consists of one "Executive Pay Band”, whach is

anchored by four market groupings. The same decision process fgr inclusion in
APEX will determine, to which market grouping each executive pgsition belongs.

1998 APEX Pay Band Proposal’

Market Group Bottom Middle | / Top

$56,872 $66,872 /Y  $76,778
$64,646 $75,960 $87,273
$79,451 $93,384 $107,267
$99,974 $117/472 $134,970 |

B RO fom

APEX Salary Setting Discretionary Range

The APEX program allows the appointing autjfority broad discretion to increase
and/or decrease executive base salaries at gny time within the recommended
market group in response to business neegs, recrganization, job content
changes, strategic priority shifts, and unigue market indications. Changes in
compensation outside the recommended market group will require the approval
of the Mayor, or the compensation reylew commitiee designated by the Mayor.

Manager and Strategic Advisor f Structures

The Manager and Strategic Advisbr class series are served by a single
broadband with three Pay Zoneg. The appointing authority’s discretion for setting
and changing base pay for subfordinate managers and strategic advisors is
confined to the aliocated Pay'Zone. Should there be disagreement with the
Personnel Director's initial dliccation, appeinting authorities and incumbents are
provided with the opportugfity to request an administrative review or
reconsideration of the aljocation. In addition, classified service employees may

appeal the process utci‘ed to allocate their position to the Civil Service
Commission. /

98 Manager and Strategic Advisor Pay Band

/ Minimum | Mid-point | Maximum
Zone 1|9%44,531 [$52,324 | $60,117
Zone 21 $52,624 1 $61,833 | $71,043
Zone 3 | $60,717 | 371,342 $81,967

! 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. Transfer of
these positions out of the APEX Program aitered {increased) the resulting mars(et average of the
benchmarks deflmng this Market Group.

Edited 09/27/1998

proposal sept 88.doc




The overlap between the APEX pay band and the Manager and Strategic
Advisor pay band can be atiributed to the fact that a Manager may have
- respensibility for a function or program that is far broader, more complex, gr
more strategically significant than an Executive who is automatically a?ioated to
APEX because of his or her hnerarchaca% placement.

How will individual pay rates be set?

APEX Saiary Sefting Process

The APEX program allows the appointing authori ty broad digtretion to increase
and/or decrease executive base salaries at any time, withiyf the recommended
market group in response to business needs, reorganization, job content
changes, strategic priority shifts, and unique market ingications. Given this far
reaching discretion, the appointing authority can be héid fully accountabie for
his/her staffing decisions. Setting compensation cuiéide the recommended
‘market group will require the approval of the Mayof or the compensation review
committee designated by the Mayor. j

When making his/her APEX salary placemedecasaons the appointing authamy
would be asked to address and personally gertify that he/she took into account
the following: '
= Relative size of job,

Financial impact of position,
Market difficulties,

Sensitivity of position, _
Scope and range of subordma
Technical complexity.

operations, and

& & ® @ &

Effective January 1, 1999, a budget cap of four percent (4%) per year on base
salary adiustments is impoged. The cap includes any approved market
adjustments, as well as s#lary changes contemplated based on the
aforementioned factors /The Personnel Director in limited cases may approve
exceptions 1o this cap swhen unanticipated hiring costs cause a department to
axceed its budaet. Market data must support these exceptional salary offers.

MANAGER AND S3TRATEGIC ADVISOR SALARY PLACEMENT GUIDELINES

Department Hegds have the discretion to set manager and strategic advisor
salaries anywhgre within aliocated pay zones. Manager and strategic advisor
salary adjustrfents within the pay zones can be made at any time that the
department flead can support that a change is warranted. Department heads
must use cpnsistent criteria for placement of managers and sirategic advisors
within the allocated pay zones. The Personnei Director will provide appointing
authorities with a salary placement workbook that, in addition to describing
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simplified transitional approach, recommends a detailed process addressing/the
following sets of considerations:

¢ Job Size (two recommended methods)
1. Job Ranking
2. Point Factor Score Modified by Market
+ Recruiting and Retention

¢ Market Equity

e Internal Alignment

Effective January 1, 1999, a budget cap of four percent (4%) per year on base
salary adiustments is imposed. The cap includes any abproved market
adjustments, as well as salary changes contemplated/based on the
aforementioned factors. The Personnel Director in Jimited cases may approve
exceptions fo this cap when unanticipated hiring cdsts cause a department to
exceed its budget. Market data must support thebe exceptional salary offers.

The budget cap is proposed as a method fo réinforce consistent and equitable
treatment of program participanis across departments, in addition to containing
program costs.

Does subordinate salary dictate a njfanager’s base pay?

Breaking from long held tradition, it should be noted, that the number or
compensation level of subordinate gmployees is not a relevant consideration for
salary placement. in fact, there ig'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 majogity of the City's executive, manager and strategic
advisor positions is defjhed as regional public sector employers with similar
scope and diversity of/functions and services. The market for department heads
has been expanded Ao include national public or private sector employers of
similar size and scgpe, and the market for certain utility-specific executxve
positions may ais inciude nongovemment utilities.

How will the rogram keep current with market changes? :
The initial d#ta collected for all three programs, APEX, Managers, and Strategic
Advisors,

Wwas current as of January 1, 1997. The delay in implementation has
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been accommodated by “aging” the market data by one year at 3.6%, a rate |
consistent with changes to government sector salaries nationwide.

To maintain the current market connection of these compensation progrgms, the
City will survey the market at least once every two years, and adjust thg market
groupings and/or pay zones accordingly. These biennial adjustmentg/will replace
the cost of living adjustment (COLA), which had become the prediciable annuat
salary increase expectation for most City employees. This biennigl data will be
used to adjust budgets and the parameters of APEX Market Grolipings and
Manager and Strategic Advisor Pay Zones. However, while thg appointing
authority will continue with the discretionary authority granted’by these programs,
it should be understood that no automatic changes to incupdbent salaries will be
implemented in response to this data. '

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

The first year evaluation recognized that the rfarket data provided in support of
changes o the programs’ pay bands was ingufficiently detailed to permit
withholding the 1999 and 20600 adiustmem;é Future market studies will provide
data to support variable application of the/market adiustment.

Beginning with the January 2000 marké::adiustment, no market adjustment will
be awarded to program participants whose performance during the previous
evaluation cycle is rated “unsatisfacfory” or the equivalent thereof, regardiess of
what the survey data indicates.

‘What Does Variable Performat ce Pay Mean?

~ All three programs, APEX, Mahagers, and Strategic Advisors, contain a variable
compensation component, w! iere a portion of the employees’ potential gross pay
is dependent upon the achjevement of targeted and assessable operational
results with respect to speific City values, described by 7 competencies.

Given the “at risk” natufe of the variable pay component of these programs, it

~ should be clearly undérstoad that while high performers will now have the
opportunity to incregse their wages, executives, managers, and strategic
advisors who fail to’achieve their objectives are quite likely to earn less than they
could expect undgr the current compensation program.
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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 opporiunity {o earn an additional 10% of base pay.

As a result of the first vear evaluation, the APEX variable peflormance
pay potential is reduced to 8% of base pay effective Janua}rﬂf 1. 15899,

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 assesseg and paid upon
completion of a review period, as a lump sum retroactive pay adjustment. This
assessment {evaluation) will be performed late in th¢ calendar year in order to
allow payment within the current {relevant) tax yeay’

Effective January 1, 1999, the variable perform#nce pay budaet is set at two

percent (2%) of program budaget. /

Program participants who fransfer to a position that is not eligible for variable
performance pay during the evaluation cvéie, cor who separate from City
emplovment, shall not be eligible for vapi’abie performance pay for the vear in
which the transfer or separation occurg.

The City may suspend variable pe@é;mance pay funding at any time.

Performance measures-Two Parts

All three programs feature a cgmbination of assessable operational resulis and
performance measures for bghavioral competencies, in order to ensure that both
receive due attention.

Performance Me#sures, Part One: Goals & Oaitcomes

The appointing guthority is charged with naming up to 5 clearly defined
strategic objecflives (assessable operational results), identifying the
relative weight (importance) of each. Most often, department goails will be
reiterated iy'the sirategic objectives set for a department’s chief executive,
and reflecied in objectives set for lower level executives, managers and
strategic/advisors.

Perfoymance Measures, Part Two: Competencies

- At theé same time as objectives are set, the appointing authority is asked
to identify competency standards with which to measure the behavior of
thée 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; ieadership and teamwork; ghd
technical expertise. Not every defined competency need be applied 10
every position or cbjective. 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 advisgrs may
achieve their greatest accomplishments as part of a team while Gthers work
effectively with more independence, the identification of team griented strategic
objectives (assessable operational results) will be recomme: ded but not
required. in addition, successful team orientation will be reinforced with use of
the proposed 360° review process for competencies. '

Variable Performance Pay Communication Respopisibilities

Although the appointing authority may change selegted objectives or their
relative weighting, if priorities, organizational strugture, or other variables change
significantly during the review period, strategic gbjectives and expected
competencies should be fully discussed/negotjated with the subject employee at
the onset of the performance review period. Any subsequent changes should be
immediately communicated to the subject gfmployee.

Calculating Variable Performance Pay Results

Following the end of the evaluation pefiod, the appointing authority {or designee)
assesses the subject executive’s strafegic objective achievement and collects
evaluative data from peers, subordjfates, or customers regarding competencies.
Should the employee’s performance meet or exceed targeted expectations, he
or she could be awarded up tofhe maximum available (0% to 10% of base pay
for APEX executives, or 0% té 8% for managers and strategic advisors) as a
lump sum performance awafd. The actual award amount, up to the maximum,
will be determined by the gppointing authority.

Effective January 1, 199

9, the variable performance pay potential for APEX
executives is 0% to 8%.

The first year evaiug%on revealed that a significant number {93%) of program
participanis received a variable performance pay award in 1998. Fiscal
responsibility and the need to clearly establish a direct link between variable
performance paky and high performance argue for implementing guidelines to
reduce the nugaber of variable performance pay recipients. Effective January 1,

' 1999, each department will be expected to limit variable performance pay ‘
recipients tg 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% to 8%) and 25% of ali program participants would receive lesser awards
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{e.0.. 1% to 4%). Each department shall revise its variable ;)enfermance nay

program to be ccnsustent with those recommendations.

As noted above, the market adiustment will also be performance- baseé to the
extent that “unsatisfactory” performance, or the eguivalent thereof, will result in
denial of the market adiustment regardiess of what the survey data/mdlcai;es

Effect of Variable Performance Pay on Retirement Program Participants

Retirement contributions will be assessed against the lump gum retroactive pay
adjustments. These variable pay adjustments will be inclyded as part of the
participating employee’s base pay for retirement calculgtion purposes.

What will be the Process for implementing Thesé Programs?

!mpiemen ting Base Pay for APEX

Upon implementation of the three programs, tfle employee’s compensatlan level
may be brought up or down to within the app ofopriate level of the pay band. f the
recommended level is lower than the emplgyee’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 igvel catches up, or ?0 set it at a lower
level, If the bottom of the recommend range of dascret on is h&gher than the

discretionary range

implementing Base Pay for Managers and Strategic Advisors

If the recommended level is jower 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 cgtches up. If the bottom of the recommended range of
discretion® is higher tha 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
minimum of the rangg.

Changing Base Fa
in response to cifanging business needs, appointing authorities may change the
compensation ¢f subordinate executives at any time for any amount within their
range of discrétion. Department heads may change the compensation of
managers apd strategic advisors based on the salary placement guidelines
provided by the Classification Director at any time following program
implemenfation. Since most managers and strategic advisors are civil service

% The ri/ée of discretion available to the appointing authority will differ based on the program in
questao See section “How Will individual Pay Rates Be Set?”

*The range of discretion available to the appointing authority W!H differ based on the program in
question. See section “How Will individual Pay Rates Be Sat?’
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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 wjen there
is a corresponding change in the level or compiexity of duties and
responsibilities.

All changes to base pay must be made within the overall budaget £ap of four
percent {4%) from January 1999 forward. The Personnel Directbr must approve
exceptions for unanticipated hiring costs, with funding releasef by the Ci f:v
Budget Office. /

How will the Programs be Monitored?

The Executive Services Department, Personnel Divisioh's Classification and
Compensation Unit will run payroll utilization reports 4t least twice a year to
ensure that the programs continue fo serve the City'as originally intended.

Base pay for each program position will be pub
annually and reports will be generated annually
performance funds. /

o

ished in the City’s Budget Book
regarding the disbursement of

PROGRAM ACCOUNTABILITY

All three of these new programs wili feguire a significant amount of ongoing
communication on the part of all affected parties to be successful. The following
accountability statements are no{/hecessarily all-inclusive, and are only intended
to provide clear direction about the minimum responsibility required of each
participant if the programs arg/to be effective.

Mayor’s Accountability

The Mayor is accountable for establishing clear and meaningful objectives for
each department and dgpartment head under his or her authority, and for
communicating those gbjectives, and any subsequent changes thereto, early and
frequently.

" The Mayor shall tabiush accountability contracts with ali of the department
heads under hss‘r her authority, outlining his or her expectations for
achievement offthe objectives he or she has set. On no less than an annual
basis, the Mayor shall evaluate each department head’s progress toward
achievemeny of those objectives, and may or may not award a lump sum
performance recognition payment based thereon.

The Maygr 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 o properly exercise his or her discretionary
respensibilities under the Accountability Pay for Executives Program (APEX), or
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the Manager and Strategic Advisor Classification and Compensation Programs,
imposing restrictions as appropriate.

City Councif’s Accountability

The City Council will review, modify as desired, and adopt the City g
compensation policies and programs by legislative action, evaluafe all funding
requests made by department heads in their budgets for compénsation, and

take action as required to modify the budgeting strategy or girategies approved
for the program.

Personnef foectar’s Accouniability

. The Personnel Director will train, advise, and consuly/with appointing authorities
to ensure that they have the information and direclion they require to implement
and administer the APEX, Manager, and Strategj¢ Advisor programs in a manner
consistent with the programs’ goals and principges.

At least once every two years, the Personng Director will conduct an analysis of
the appropriate labor markets in order to gljust the salary bands established for
these programs. /

The Personnel Director will provide rgports to the Mayor and the City Council on
a quarterly basis, for the first year gf program implementation, to monitor the
establishment of base salaries and the distribution of performance pay in each
department. ' /-

Department Head Accountability _

The department head will 5ét base salaries for program participants under his or
her supervision in accordgnce 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,
and will be prepared fo explain the rationale behind their decisions when
necessary. /

The department Aead will set performance objectives for all program participanis
who report diredtly to him or her, and will oversee and approve the establishment
of performangé objectives for alt program participants who report to his or her
direct subordinates. The department head will ensure that performance
objectives gre communicated to and discussed with the individual who will be
evaluated/based on his or her achievement of same, and that the individual is
kept appfised throughout the course of the evaluation period on his or her
progresé toward accomplishment of designated performance objectives. The
depariment head will mandate the formal evaluation and award of performance
pay fgr all program participants in his or her department, and shall withhoid
perférmance pay from his or her direct reports until they have completed
evdluations and awarded performance recognition incentives to their
sybordinates as appropriate.
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Employee Accountability

Those employees who are assigned to APEX, or 1o the Manager or Strategig
Advisor compensation program, shall be accountabie for understanding thy
performance objectives and competencies that have been established foythem,
and for immediately communicating to their supervisors any cbstacles ig their
accomplishment.

How Will Participants Know What Is Expected and How to Dg/it?

One on one support will be provided for appointing authorities, anagement,
affected employees, and department human services staff as fequested. This
will include, but not be limited to: ‘

. Distribution of sample performance programs and guidélines;

. Informal in-house training, as well as referrals to spegialized management
fraining consuitants; -/

. Customized market data research; .

. Analysis and recommendations regarding indivigual salary placement effects;
and,

. Program management guidance.

£ 0 B

&y}

Questions That Might Be Asked By Progrg@m Participants

Could | lose potential income under this program?

Yes, you could. As stated earlier “Givept the “at risk” nature of the variable pay
component of these programs, it shoyld be clearly understood that while high
performers will now have the opportyfnity 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.” ,

For example, we've described the earnings of four fictional City executives for 6
years in the recent past (1/4/91 through 12/31/96). All four begin with the base
compensation of top stepAor Director 1. There have been no changes to
‘anyone’s responsibilitiey/ during this time. (See attached spreadsheet showing
relevant calculations.)/

The first executive J .ed under the current program and received same colas
enjoyed by the bukk of City employees. Her gross earnings were $358,982.

The other execitives lived in an parallel world where the new program had been
implemented danuary 1, 1991 and the cost of fiving adjustments had been
diverted into/the variable performance pay program. The pay of these
executives Wwas adjusted every other year to account for market changes.
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One of these “other executives” has only able to meet normal expectations fof
the entire decade. His gross earnings were $354,918. His earnings were |gss
than the cola’'d executive’s by .578% .

The second of the “other executives” did a good job consistently exceeding
expectations without variation. His gross earnings were $372,663. His eamnings
exceeded the cola'd executive’s by 4.393%.

The last of the “other executives” was an eX‘;traordmary supersiar employee, who
always greatly exceeded expectations and was very nice dojiig it. Her gross
earnings were $390,408. Her earnings exceeded the colad executives by
3.364%.

With so much independent discretion being progosed, how will the Cify
ensure fairness and equity?

Although plans are underway to officially monitor these programs, to reveal
trends and subtle adverse impacts, these progfams will not be implemented in
secret, This is “up-front government” in a way unknown until now. The person
given the responsibility for making hiring apd compensation decisions will be held
accountable for decisions made. Many pgople, including employees, customers,
unions, and peers, will be watching how/individual appointing authorities use the
discretion they are being granted. Bej Gavior will be noted and abuses/successes
can be addressed by the Mayor as eeded.

How do you address concer; {s about our current system'that is
“mysterious and perceived/fo be subjective and inconsistent,” with APEX,
a system that applies to the highest level, nonclassified personnel?

Whole job ranking is recoghized as the most common method in use for
measuring executive levg jobs in both the private and public sectors. This is
because, unlike lower lgvel positions, executive positions are viewed as those
most likely to be significantly altered by the style, skills and abilities of their
incumbents. The fleyibility of APEX capitalizes on this fact.

Other than recomfmending placement of positions into broad bands,
compensation dgécisions will no longer involve Personnel Analysts, making
narrowly calibrated recommendations based on such abstractions as
organizationaf charts and span of control theories. Individual salary placement
decisions will be the responsibiity of the appointing authority.

Two essehtial hallmarks of the APEX Program are accountability and
managefment flexibility, each balancing the other. Decentralizing compensation
decisiohs supports the point-of-management accountability required for greater
workigad management flexibility, the development of innovative ways of doing

I
.
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business and accomplishing objectives, and the effective communicatign of the
City's values and goals.

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

There is no intention of suggesting that performance awards shiould be given to
employees who merely meet expectations. These are “incepitive” programs.
Performance targets are intended to be set over and aboyg ordinary job
expectations. g

How will these programs reduce management jayering?

We have found that our current systems have inédvertently encouraged
management layering in the City. Thus, both APEX and the Manager/Strategic
Advisor Plans were developed with an inteny/of recognizing high levels of
contribution outside the articulation of subgidinate organizations.

We found that application of the Strategic Advisor matrix more appropriately
addresses approximately forty positighs uncomfortably holding manager fitles.
Although we cannot precisely forecést cultural change, we believe that by not
encouraging layering, that the lopg) term effects of these plans may be quite
significant. / :
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Attachment #1- APEX, Managers and Strategic Advisors Market Stu

APEX Market Study

A combination of published market data and regi onai custom survey/data was

utilized to created the market groupings for the APEX Program. T
a list of the source data empiloyed for this purpose:

]

& & & & @

& & © & & ® © & s @ & @

é following is

APPA Suweyr of Management for organizations with revenjes of at least
$100 million.

APPA Survey on Management for organizations with a/ustomer base of at

least 100,000.
Chariofte NC Survey of cities with popuiatmns greaf
than a million.

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

Colorado Muni League’s survey of posﬁnms fn cities with populations greater
than 15,000.

Cook County Salary & Fringe Benefit ma
the Chicago metropolitan area, '
Dietrich Executive Engineering Occu

rthan 175,000 or less

ket survey of municipalities within

pation Market Survey for private and
public sector employers with over 1000 employees.

ECS Middie Management Survey/or All industries

ECS Top Management Survey jor Government Jobs

ECS Top Management Survey for Gas/Electric/Water Organizations
ECS Top Management for Non Profit Organizations

EE| Management and Administration-Compensation Survey for
Organizations with revenges from $600 million to one billion.
EEI Management and Administration Compensation Survey for
Organizations with reyenues from $300 million to $600 million

Custom Survey-Bnohomish County

Custom Survey-Portland, OR

Custom Survgy-Port of Tacoma

Custormn Suwey-Port of Seattle

Custom Sgrvey-Pierce County

Custom Survey-Kitsap Cournty

Custorst Survey-King County

Custgm Survey-City of Everett

Cusfom Survey-City of Bellevue

Compensation Survey for cities with populations of 500,000 to 1

V2

CMA Compensation Survey for cities with populations of 250,000 to
499,999

Edited 09/27/1999
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ICMA Compensation Survey for cities with populations over one millj {n

2

s M&R Northwest Management & Professional Compensation Survey

s Mercer Finance and Accounting Occupations National Survey

e Mercer Finance and Accounting- Natlonal Survey limited o government
organizations.

s Metro/King County National Comgensataon Survey ‘

= Metro/King County National Compensation Survey, Pacific Northwest Sort

e Municipal Yearbook data for cities with poputations of 500,000 to one million

e TPF&C Survey of Not for Profit Organizations

L

Washington City & County Database }nformatzon f#r Bellevue, King County,
Pierce County, Tacoma and Spokane v

Manager and Strategic Advisor Market Study
A custom survey was prepared and condugted seeking comparable salary
information for 38 benchmark positions fram the following sources:
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
City and County of Denver (CO)
- Pierce County
Snohomish Colunty
Puget Soung'Regional Council
Seattle Sciool District
State of Washington
Port of Yacoma
East Bay Municipal Utility District (CA)
Waghington Natural Gas
Bohneville Power (OR)
Snohomish County P.U.D.
/Callas Zoo (TX)
¢ Phoenix Zoo (AZ)
= Portland Metropolitan Zoo {OR)

e ® & & ® & B & & | € & @ & & & & & & & & @
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Group Definitions

1. Customer Service, Public information and Promotion

education program development and implementation, medi# relations and
advertising campaigns, development and production of sgecial programs and
events, and community and governmental relations. '

2. Human Services /

Positions in this occupational group manage the proyision of direct and
contracted human services. The range of majorfunctions includes
management of programs dealing with aging, ghildren, youth, families,
diversity, prohibited discrimination, low-incompe assistance, domestic violence,
housing, nutritional assistance, persons willi disabilities, the homeless, and
other areas of human service needs. Fupctions also include policy and
program development, and the monitoring of performance and compiiarice by
grantee community agencies.

3. General Government

Positions in this occupational group manage diverse functions of an
administrative nature that brogdly facilitate and support general gevemmentai
servuces and operations Th range of major funct;ons inciudes

pfeparedness program, hazardous material code compliance, and
security _4. public safety for a City depariment.

dlicies, managing and performing pelicy analysis, cost/benefit analysis and
financial forecasting, evaluating programs, serving as legislative liaison,
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coordinating and reviewing utility rate design, cost allocation, fees and
changes, negotiating provisions of special contracts, managing capital fihance

and consultant contracting. :

6. Engineering and Plans Review /

Positions in this occupational group manage professional engineering and/or
functions related to inspection and plan review for a department/ The range

* of major functions includes management of civil, electrical, or &f echanical

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. Utilities
Positions in this occupational group manage utility-spécific fields. The range of
major functions includes management of utility Operations, utility resources,
utility contracts, and utility metering services. /

8. Purchasing, Contracting, and Risk Management

Positions in this occupational group manage processes designed to safeguard
the City and maximize the value of its fingncial resources. The range of major
functions includes purchasing/procurgment, contract administration, risk
management and claims management.

9. Property and Facility Managemept .
Positions in this occupational group /nanage facilities and property. The range of
major functions includes facilitiés and property management, maintenance,
property inventories and transférs, development and rehabilitation, and energy
conservation. ‘ '

10.Parks and Recreation
Positions in this occupatighal group manage parks, recreation programs, and
zoo operations. The yange of major functions includes managing recreation
orograms, golf coursgs, zoo exhibits, zoo operations and visitor services, zoo
animal managemery, and veterinarian services for zoo and aquarium animals.

11.Information Tedhnology
Positions in thig occupational group manage information technology, including
systems, computer operations, and data communications. The range of major
functions indludes technology planning and implementation, evaluation of
technology/ and user needs, hardware and software acquisition, and
mént of related staff and functions.
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Executives With No COLA but Market Adjustments & incenti
Opportunity /
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Attachment #4 Manager and Strategic Advisor Point Factor Matrices

1. Human

Manager Matrix

Resources Management - Refers to managing, mopitoring and

administering human resources, including direct and indirect supervigion.

Not
applicable

Is not a full supervisor of City employees; may manage the
work product of consultants or contractors.

Low

Has first-line supervisory responsibility for a synall staff (6 or
fewer FTE). :

43

Medium

Manages and supervises subordinate supgrvisors, or
supervises a large staff (atleast 7 FTE).

87

High

Manages and supervises subordinate stpervisors, with total
direct and indirect supervision of 20 of more FTE.

130

2. Budget / Fiscal Management - Refers fo mahaging, monitoring and

administering fi

nancial resources.

Not
| applicabie

Provides input to budget devi'fopment; may administer or
monitor budgei(s).

Low

Manages budget(s) with refatively fimited impact to Gity,
typically up to several miffion dollars; has limited Managerial

number of funding soyrces and has minimal specialized
funding source requjfements.

discretion in aliocating financial rescurces; deals with a limited

47

Medium

budget adjustrents; fiscal management responsibi%ities may
t management, dealing with multiple funding
sources and/complying with numerous specialized funding
source reqyirements; implements fiscal management
strategies/to maximize resource utilization.

Manages budget(s of some consequence to the City, typnca y

83

High

Manageg budget(s) of substantial consequence to the City,

has delegated authority to exercise substantial discretion in
aliocgting financial resources, including budget adjustments;
fiscdl management typically includes diverse responsibilities
for/contract management, dealing with multiple funding
s@urces and complying with numerous specialized funding
burce requirements; develops and implements fiscal
anagement strategies to maximize resource utilization and

achieve efficiencies.

typically approaching 1% or more of the City’s overall budget;

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, identifigd and
measurable ocutcomes associated with it, and has clear boundaries in rglation to
other programs and activities.

Not Has no defined responsibility for program manageméent and 0
applicable administration. .
Low Manages programs of limited impact to City or external &0

constituents; provides input on program implephentation for
more significant programs; administers procgdures and
processes o achieve specific objectives; provides customer
. service interface.
Medium Provides recommendations for development of significant 120
programs; implements programs by géveloping procedures
and processes, and by managing resources to achieve
program objectives targeted by sefior decision-makers.
High Plans, develops, creates, implepients and evaluates significant | 180
programs to achieve broad objectives; defines measurements
and is accountable for accordplishments; is vested with
substantial delegated discrgtionary authority to develop and
execute program policy and to allocate program resources.

4. Policy Management - Refers to responsibility for developing,

implementing and advising decision-phakers on policy.

Not Provides analyseg on policy issues, and provides input on 0

applicable policy opticns; pfovides input on issues relating to operating
processes ang/procedures. :

Low Provides inpit on and implements policies related to 53

operations gr services with limited direct public impact;
provides récommendations on policy options affecting matters
of limited! scope and of short-term impact, typically of an’
operatignal nature.
Medium Develbps, recommends and implements policies of a 107
progfammatic or operational nature which have a direct impact
on programs or services affecting the public; develops,
présents and defends policy recommendations made to
Aected officials or executive decision-makers, typically
Anvolving short- to mid-term impact and consideration of impact
/ on external parties.
High Develops policy options and recommendations on highly 160
: visible or sensitive issues integral to the City’s priority
programs; develops recomnmended 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. ) i

5. Technical Management - Refers to responsibility for technical expeptise,
typically in a techrnologicai or scientific discipline, including such elemepts 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 possegsing 0
applicable technical expertise; may require specialized profesgional

knowledge.
Low Supervises some technically-oriented staff and j6 required fo 47

deal regularly with technically-related issues, ificluding legal or
highly analytical issues; required to possess and apply
technical expertise.

Medium Has technical expertise in a specific field /typically evidenced 93
by a required degree or license; supervjées or provides
authoritative advice to technically-orieyited staff; required to
possess some technical competencigs outside of field of
primary expertise. :
High Serves as a technical expert or kgy contributor, involving 140
independent technical decision-making, typically evidenced by
a required advanced degree gfid/or license; supervises
technical staff providing highly visible or high-impact service to
the City and its customers; fequired to possess additional
technical competencies iYorder to effectively manage and
integrate services.

6. Communications Managemgnt - Refers to effective representation of
the City or City interests before gxternal constituencies or as part of group
processes.

Not Participates in/And supports group decision-making processes. 0
applicable _
Low Represent Aunctional area by communicating program or 43
eperatin?/gaiicies and procedures, or resolving significant
customey service issues.

Medium Represénts department or functional area on a variety of 87
issued before external constituencies; defuses potentially
| troublesome issues related to department policies and
profedures; manages refationships with significant external
conistituencies; resolves significant problems and gathers
ernal feedback through facilitating group processes.
High /Represents the City on highly visible, sensitive and 130
controversial issues before external constituencies; defuses
troublesome issues related to City policies and procedures,
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manages and promotes relationships with significant extgimal
constituencies; regularly facilitates public involvement
processes for policy input, to resolve significant issueg, and to
achieve important City objectives.

7. Matrix Management - Refers to coordinating and/or integrating functions,
systems, or programs, and managing and/or facilitating the work of individuals,
groups or teams across functional, deparimental andfoy/ jurisdictional lines
without full Managerial/supervisory control, including administrative Managers
across functional lines, and including the management ¢f non-employees such
as contractors and volunteers. '

Mot | Participates as a member of and may assist with facilitating 0

applicable cross-functional, -departmental, orfjurisdictional teams.

Low Periodically coordinates, integrajés, and provides leadership 40

- for initiatives which involve crogs-functional, -departmental, or
-jurisdictional ad hoc teams.

Medium Regutlarly coordinates, integrates, and provides leadership for 80
both standing and ad hoc/feams engaged in organized
problem-solving, policy development, or service delivery
across functional, departmental and/or jurisdictional lines.
High On an on-going and Lonsistently substantial basis, 120
coordinates, integrates, and provides leadership for teams and
other organized work groups with diverse representation
across functiongi, departmental and/or jurisdictional lines, to
achieve imporfant cutcomes requiring coordination and
integration of/diverse perspectives, skill sets, competencies
and resources. '
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Strategic Advisor Matrix

Level of: POLICY CONTRIBUTION AND IMPACT /

Level

Score

Description

Limited

0

' provides recommendations on policy options

Provides input on policies related to operatigns or services;
an operational or

short-term nature.

Medium

175

Develops and defends policies affecting the City's ability to fund
and deliver programs and services; ad¥ises elected official(s)
and/or department head(s) of majoy’ City depariment(s) on
policies which may involve long-tery impacts to the City, City
services, City pariners, or the publig

High

350

Shapes policy by making /highly =~ authoritative policy
recommendations to elected gfficials and depariment heads;
deveiops and defends policieg’with significant iong-term impacis
on the City’s priority programds; strongly influence policies having
significant and long-term rgSource implications; strongly influence
policies which impact thé conduct of business by multiple City

organizational units.

Level of: PROGRAM CONTRIBUTION AND IMPACT

Level

Score

/ Description

Limited

0

Makes programyrecommendations, may administer some phases

of program(s}

Medium

75

programs fo elected official(s) and/or department head(s} of

Provides 2/r(dcommendaﬁ;iozf\s for development of significant
major City department(s).

High

150

Strongly’ influence nature and scope of program direction for
signifigant programs by acting as a key advisor to elected
officjél(s) and/or department head(s) of major City department(s).

Level of: BUDGET CONTRIBUTION AND IMPACT

Level

Score

Description

Limited

"/

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

Medium

]

Provides recommendations for development of significant
departmental, program or business unit budget(s) to elected

| officiai(s) and/or department head(s) of major City deparimeni(s).

High

/

//1 50

Strongly influence decisions by elected official(s) and/or
department head(s) of major City depariment(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 /

Limited

0

Communicates program and procedural informationy/ and policies
of an operational nature, to internal and external aydiences,

Medium

50

elected official(s) and/or department head of maijor City

Communicates to internal and external audijgés on behalf of
department(s) on a variety of significant issues.

High

100

 Communicates o internal and extemnal audiences as an
authoritative  representative of electgd  official{s} and/or
department head(s) of major City depagtment(s) on a variety of
significant issues related to the City's priority programs and
services, for the purpose of garnering support, shaping opinions,
advocating controversial positions, And achieving important City

objectives,
/

Level of: MATRIX CONTRIBUTJON AND IMPACT

Level

Score

Description

Limited

0

Participates in and manﬁzﬂssist with coordinating or facilitating
cross-functional, departmgéntal or jurisdictional teams.

Medium

50

Acts on behaif of and represents priorities and interests of
elected official(s) and/or department head(s) of major City
department(s) on a fariety of cross-functional, departmental or
jurisdictional teams

High

160

Actively provides/ leadership, focus and direction fo cross-
functional, departmental or jurisdictional teams as an
authoritative  fepresentative of elected official(s) and/or
department Head(s) of major City department(s) to achieve
important Gity objectives related to the City’s priority programs

and servicgs.

/

Level of: TECHN!}éAL EXPERTISE CONTRIBUTION AND IMPACT

~ Level

Score

Description

Limited

¢

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

Medium

50

equired degree or license, and provides authoritatize advice on
technical matters to elected official(s) and/or department head(s)
of major City department(s).

;és technical expertise in a specific field, typically evidenced by
"

High

100

Acts as a technical expert in a specific field, involving
independent technical decision-making, typically evidenced by a
required degree or dicense, who serves as a Strategic Advisor of
advice on technical matiers 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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i

| impact services. /

/

Level of: HUMAN RESOURCES CONTRIBUTION AND IMPACT

Edited 09/27/99

Level | Score Description /
1 Limited 0 May provide lead direction to other stajf.
Medium | 25 | Full supervisor of one or two staff, /
High 50 | Full supervisor of three or more staff.
proposal sept 99;d0c




Attachment #5—FIRST YEAR REVIEW
SUMMARY OF PROGRAM CHANGES/

Budget

Effective January 1, 1999, a budget cap of 4% per year gn base salary
adjustments is implemented. The cap includes any approved market
adjustments in addition to base salary changes madg as a resuit of job size
changes, recruiting or retention issues, market equjty, internal alignment, or
other factors.

The appointing authority may petition the Persdnnel Director for approval of a
budget cap exception when unanticipated higing costs exceed the 4% cap. In
order to support an exception, the appointing authority should be prepared to
provide data indicating that the relevant lgbor market and or recruiting difficulties
justify the base salary decision(s) resultifig in the budget overage.

Upon approval by the Personnel Diregtor, the City Budget Office will provide
additional funding. -

The revision to the budget strategly responds fo program participants’ concems.
regarding the perceived variatiogls in base salary setting and adjustments
between “haves” and “have nofs.” The budget cap will improve the City’s abiiity
to promote equity and consisjency both among departments and between the
APEX, Manager and Strategic Advisor Programs and the City’s other
compensation strategies. | '

In addition, the budget ¢ap is intended to help promote fiscal responsibility as a
key compaonent of thege compensation programs and to improve the City's ability
to pian for and fund salary changes. '

The budget cap fo variable performance pay is set at two percent (2%).

Market Adjustmgnt

Market data compiled for the 1999 — 2000 adjustment was not sufficiently
detailed for ihformed decision-making regarding variable application.
Consequently, the majority of program participants received the adjustment in
1988.

09/27/1899
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Future salary surveys will provide data that will support awarding the adjustnent
to some occupational categories and classifications and withholding it from
others.

Beginning with the January 2000 market adjustment, no program patiicipant
whose performance is rated “unsatisfactory” or the equivalent thergof will be

eligible for the market adjustment, regardless of whether the dat supports a pay
increase or not.

Variable Performance Pay

Nearly 93% of program participants received a variable performance pay award
for 1998. The Plan Design requires performance that pleets or exceeds targeted
objectives, and describes "targeted objectives” as abgve and beyond normal job
outcomes. A 93% success rate was unexgzected,

Effective January 1, 1999, the following variabie erfcrmance pay gusdeimes are
impiemented:

s A maximum of 40% of program participahits are expected {o be eligible for a
variabie performance pay award each year.

e Fifteen percent of program participamts who receive a variable performance
pay award should expect an award/n the top end of the potential range (e.g.,
5% to 8%)

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

The APEX variable performae 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 rightt to suspend all variable performance pay funding and
programs af any time. / ‘

09/27/1699
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STATE OF WASHINGTON - KING COUNTY

L1LA563E s,
City of Seattle,City Clerk
No. Full. ORDIHAB

Affidavit of Publication

The undersigned, on oath 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 language 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 Superior Court of King County.

The notice in the exact form annexed, was published in regular
issues of The Daily Journal of Commerce, which was regularly
distributed to its subscribers during the below stated period. The
annexed notice, a

LT sORD 119766

was published on

RiFGL795

The amount of the fee charged {4} j’ge/f\ regoing publication is
’/

the sum of $ , whi T has been paid in full.

Notary Public for the State of Washington,
residing in Seattle
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