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ORDINANCE

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 p
I

rogram,
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 118782, is hereby amended as follows:

discretion to set

and/or modify base salary anywhere within the recommended market grouping for any

A. There is established an Accountability Pay for Executives Program

(hereinafter referred to as the APEX Program) having ~j
base salary structure consisting of

one (1) "executive pay band" with four (4) sub-bands, or "market groupings." Upon the

recommendation of the Personnel 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

hservice pursuant to Article XVI, Section 3 of the C- arter 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

1



Nonna McKinney/kathy steinineyer/md

C:/winword/does/apexeval/final apex legislation/ 10-11 full council "EX Ord.doc
10/6/1999

V #4

1 11 nosition under his 41,4 ~r-
MILI VV 1.1 rmal budge and spending limik, established by

1)

11

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

3 authorization to n - A-VPv D I .
-.7 .7 tograrn pub t on under his or her direction in a market

4 11 Prouping other flian initially - A A 1-
U y the Uire-CLor, and me Mayor may accept,

5 11 modifv or decline such a etid Irl, An
F M.U. VI EX Program snail De implemented and

6 11 administered substantiall Jn -, A .4-1, -1.

11

.7 %IV W e APEX, Managers and Strategic Advisors

((P+Ope&amp;a4)) Plan..Design , which is incorporated by this reference,-.a~~~~
8 11 revisions thereto that grp A 1~ +I,- Alf 11 1~1-

,X01 all e UILY k-01111CII. ~k+ efea4ef-,44))

9 11 The Personnel Di-for-1-11 - --A + +U
U 0 k-Hy 1-011=1 lor approval adjustments to the

10 11 ((mar4et -r-pix,")) Q50 of n+ 11 A
Ll~ &amp;"%., a3k, an a bientual labor MarKet analysis of selected

I 1 11 benchi ark titles Tli, 5m nJ,,+;"
D,

+1,
.

P-
i

";4 uld. Y rnay award Lo each AFEA i)osinon under his or

12 11 her direction a 'kp- ; I-
') tv C e M-A~~~n approved market adjustment.

13
11

Drovided, n
.

APEX incumbent shall be efizible for such an ad-ustrnpnt if hi or her

14
11 Derformance in the most recent evaluation rvnle fn~l I + 1, A _:i_ 46 1

~' U .' escinbed as Satisfactory or

15 better. Other adiustments to base salaries must be made in accordance with Progam
16 Guidelines and withi i budget and spending guidelines.

17
1 sub bn-A~ t'

18

19
.... Title -

- 4 908 A4aFket Gm- -

20

21

22

23

24

B. The Personnel Director will recommend measures of performance and

establish performance recognition ((pf9ee4*r-@&amp;)) gqidelines for the APEX Program. Using

anA -,---A25 these ((memi4fas - F. ufes as)) guidelines, the appointing authority may award to an

26 APEX Program executive a lump sum payment of up to (Oeff-pefeeR4-~)) eight percent

27 LK/-o) of base salary, in addition to base salary, for recognition of the accomplishment of

28
11

goals, and work outcomes at the completion of an annual evaluation period. Any lump sum
29

11 payment made pursuant to this section sball 1, ;A A
~ I-IV.110 eirv, a patt of regular compensation,

30
11 prorated annually for purposes of w;th-hnIJJ -+~ --+

1115 L%,J-JL-t %IV utions anu aetermining

31
11

retirement

2
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2

3

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

System.

4
11

C. The Personnel Director shall recommend

5
11

appr-e*@,)) subsequent allocation of positions into or out of the APEX Program in

6 accordance vith established rules and Drocedures.

7

8 H

9

10 Section 2. A limit on each department's overall spending for 1999 and 2000 for

11 the Manager and Strategic Advisor Program is hereby established as 106% of baseline

12 salaries for each year. This will be done by establishing actual annual baseline salary costs

13
11

as of the last pay period of 1998, including adjustments for vacant positions and for

14
11

positions added to the program during 1999; adding an annual allowance of four percent

15
11

(4%) of the baseline salary costs for base salary increases, including any approved market

16
11

adjustments; and adding an annual allowance of two percent (2%) of the baseline salary

17
11 costs for variable perfon-nance T11 1; ; 11-11 1

9F-J I %,a%, 111 0 app Y to CaC11 GepanInenT S Overall

18 11 snending for the combined Mann Pr n-nrl Q+vn+ ~ AA-4 -D--
b OVA gram wid the Accountability

19 11 Pav for Executives Procyrnm Tli~- T)g-ron"" I n; +--
%, "Al may approve, if necessai and

20 11 annronriate -nronerlv cinniimpiit~-,4 -~n +~ + +11 -A-
~,F NJJLIO V t-, Spe g Lunits for unanticipatea

21 retention or hiring costs, for small departments, and for base salary commitments made prior

22 to this legislation Department hpAs are 1-1, A4 + .4

y ree %, to report anr al baseline salary

23
11

data as of the last pay period for 1998 for APEX participants to the Personnel Director by

24 It November 15 1999 -1 b -Febri, 1 st 11 +11--- A
.7 -Y %ICLI- Y %.,cu a er fur ute IaSL pay period or the

25
11

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

26

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

28 11 this ordinance are hereby ratified and confirmed.

29

3
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Section 4. 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
-

I it" day of Cc cLQ~~, 1999, and signed by

me in open session in authentication of its passage this day of C)L~y)\,)pIl 2

1999.

Approved by me this

Paul Schell, Mayor

Filed by me this I" day of OLUA

(SEAL)



Legislative Department
Seattle City, Council NINNOTATED WITH
Memorandum

,

COMMITTEE VOTES

Date:

To:

From:

wAll a consultant to evaluate the ncw corn- pensation program for the City's executives, managers,

Beginning in spring 1999, a task force Chaired by Depiit~ Mayor Maud DauJor has been working

October 7,1999

Members, Finance and Budget Committee

Mary Denzel, Council Central Staff

Subject: APEX/SAMS Program Changes: Decision Agenda

and s ategic advisors, adopttlld in the fa-11 of 199

1
-
1
.

juch-ic-1-ousi,, to assure that positionsI warrant a market -nerease and. that employees who
-ccclvc : h]L market adjustmerit in 11" 1,399 and 2000have had satisfactory performance.

0 Est ab I
I s 1-- a iz Li ldc

I in--, not a man date, -that VPP shot,.] d be awarded to flne top 40'~/,Dof performers,
to lrriploment the -oal of rccon_ Tzing outstanding or exceptional performance.

Limit the maxIMarn bonus possible to 8% of salary, (Executives are currently eligible for 10%).

AJ11E 11~S 1,0S prograrn:

" Lirnlf cos-, incrcases
--,q

'999 and 2/ 000 to 106% ofthe previous year's total actual salaries for the

groi,ip,

" 'Within that :06%, allov,, 4% for base pay illcreases, and 2% as a budget for the VPP program.
The VPP is currentiv budceted at 4% of total salaries.

" Contirlue to asses's the Tolationship of these positions to the marku every two years, (in lieu of
auto m i,, I c C-01-As. of tlac old pro gain)". R- is recommendedthat departnients provide the market

Tbe Exccu".v-, work"n- with Councilmember Choe, has developed several proposed changes to the

e Pointing .0 pc,cel ved sh ifts Ti inter-nall equity as a resu program.
It of the APE)GSAMS,

apples coniparisoi~, becaLise the Increases in the A_PEXS,.V_N4S program would compare to all pay
incroo.ses ernplo,vees including cost,,A living increases to base pay, rec-1 assiidcations,I

I

1.0
1.ster) Jflcnll":I~_~2,s o-', ayJ n mter. on of the APEX/SAMS pro was tti gram Q establish a

rellat'onsl--' ~; ,I ~jp pay. for this go-,in mid pay ia the job markets in which we compete for these- I -

ernployecs_ Howwe'r, there is always a tension between comparison to outside employers and
cornpariso,--Ito other ernployces ,vitfUrL the City system, (internal equity). The Labor representatives

recCivedEallic""PI-1, Labor rrcacied
unfavorably to this i nforniationbec-ause of perceived inequities

wit~ pay U-i the same pelriod for represented loyees. (It is difficult to do an apples-to-I T
-enip

I

increas-_ for this I-row,-, as a. whole Nvas 11.4% in 199S
f I Icornpared to 1997, including base pay

increases ai-ld vanialo'le perfibmiance pay [VPPI. In addition, 93% of paiticipants -in the program

One piec e o I 1fo urn,

~
-
,
-

t- I o n t h e t ask fo rc e w as rCS-P 0 rldir. 2 to was the fact that th e average s alary

Task Dxc~_, Ma3/or's Of-Fice: _Mxud Daudoli, T-aurie Brown; ESD Personnel: Mike Schoeppach, Nancy

Elainellflarklund; Department Heads: Dwight Dively, Gary Zarker,
Vi='ni~- An-,~k:i-son, Dar.-d'. Grigsby; Human Resources Managers: Wayne Sepolen, loan Miller, Bill Kolden, Joanne
Pelson i_,4" D(~Par~~-nc_,A: Jack Johnsor- C-140,-w~de: Curt Green, Sarah Welch; Legislative. Martha Choe, Jan Drd,-,o.

Mary Denzel



Does not allow for exceptions for retention

problerns (such as the recent modification to the

signal electricians in SEATRAN that were being
hired awav by City Light).

4 Making this adjustment back to 1- 1-99 at such a
late date ia, the year could cause difficulties to

deparrnents that have made decisions, or

assurances to staff, based on the cu-n-ent program
desicm.

c) Alternative One It G-~ven d-,te dl~Flcultf
sotnedepar-~-f~-ents

ar
e~having

- - ------ -- ----

i) Actual salary as of 1-1-99 ~I lolls,
recruitim~ and retaiilm',L staff in ce~tajn positions, a

~i) 1565% rnarkt~,t adjustment hi,±er compensation level for this prograin may be I

Lit VPT'tcao r"eded. Some fe,-] 6% -s not enough for the City to

iv) OTI/c overa'I cap co.mPete for arid -.,-ta; I op performers.in

1% of total saary toi-this 600-member group is

'

If the c.ip is not established, iffie rurds budgeted
estimatedat S425,000, about half of t Geu-eral for the r;rogram ar-- likell-v to be spent, whetbor or
Fund. this amount would not be added to not there are rocruitillent -,r retention problems.
departtnerkt budgots. CBO's plan is t hold0

departments to th-e estabhshed spending cap, and to ~'Ibis contributes to the perception, if rlot the

recoup some savir
'

vs from. Gertenil FURd
reality, of unfair disparity in pay for this group

deport---nts in tlao salaiy setfl, eunent process. For
compal:ed to represented employees. (this perceived

1999 in particulat, this will be negotiated
dispaEiEy does not factor in overtime pay to

depai-,~mmt by d~p-wtment. -represented employees).

Adding to the VPP budget is not as effe-~,tive in

-j-3,4ing and retaining employees as ad-ding lobase

pay.
---------- - ---- -

XdT-a-ional
e-- f- 1-e-- o a s-sis t

i) Actu. a .1 salary depart-menIs ~n recraifing and retainmg personnel

i
~

.
-
-

ii) 2,565% market adiustrnerit this program.
iii", 2~X) VPP cap

iv) 107% total cap._LQLqviding, riaore fol,
~;i Adding a percent to the base -)qv is the most

t'he base nav.budget) efIlective way to improve recru and rettmtiort.

T-- the cap is not imposed', it, is likely to I--- spent,

,egardless of whether tJ-LeTe are 11,~uitmaale recruiting
and -etention Problems.

e) Option b) plus more room for exceptions 11 Allows mo-Q fexibi'lit-y' to 106% cap
for unanticipated retention costs and for

base salary commitments made prior to 4 If not judiciou sly applied, could result in

this legislation. 44unexpected" ~;Ost overruns.

COMMITTEE VOTE: OPTION VOTE 4-0

It is unclear if the Executive propmal is int~-mded to limit -Individual pay increases to 106% of the previous year's salary,

or it th-3 sperdi-nig limit is meant only to applY to tlh-e overal-il s.oendil".
ior the program in each department, (in which case

sorrie midtv=als may be given more than 106
).

Clarify Language in Plan Design and legislado-ii

----------------

C:\V~'NWGPD\Dm\apexev-a:\posttuk\Fii~I mcm.dm

COWNTITTEE VOT&amp;

I
CONSENT ITEM. 3-0'

------------- - -----



Mayor's Offlace SEATRAN.
Strategic Planning Office

1
8 8 6~.

1 Seattle Publc. TJ*filities

F Overall City

L 11
02%

105%

The Executive is concerned that the 11.5% overall pay increases granted in the program in 1998 couldbe repeated in

1999. This is the moti'vation for irnposffig the
,3p ret,oaclivc`

.

Some11, ly departmcnts have designed programs that spent
according to t1le cu-rciit budget. J-he cap could interfere wit1h what the,

'

V feel are pronlises made to c7mployees (e.g. "if

you perfoim up to this Jtvel it's worth an X% bonus"). The Executive's proposal does accoitTnodate this difficulty with

appeal to the Personnel Director. However, the legislation 'irnits. this exception for "unanficipaf od hiring costs al; d for

small departments."

Ar alternative would bo tohold depamnerts to the budget for the progran-4and to disallow "importing:" savings from
C-1stwber'- in the bud,-_et to cover,"osts -1-11 the APEX,/SAMS

-
,
,
) 02ram. If this option is

~-_,iot selected, S-1aff-re.co-rnmends

arlding la-,-uage to bolh pieces of legiflaton to allow Lepq-qn L.t, 1~

- ptions in 2000, for.-~p . d.,,n ab~ovethe
limit for other reasons, such as -eten~ion difficu Ities, t" at ffic, Personnel Director believ-,s are ,vi-,rantcd. A

different approach is needed for 1999,b ate. 1999sai'arvadiustmentsLcausc~tlL are beim~ imnosed. so Iq~~m - - -----------

rnav alteadv have exceeded the lianits ~n some departments. 'The legis'ation should acknowledge that departments Ma.......... ... ------ -Y
not meet tl~e 1106% limit in. 1999. DeDarmiepts ba this posiuon. shoud discuss these CXC~-phous wh'h. ffie Persorriel

.. . ............

D' ector and, CBO in the salar~ setilemera
---

!~~
---------- - ------------ - ----------

___pL,~2cess,

--- ---------------------- - - - --------------------- ----- --

Options for Implementing:
----------- - --------- - --------

a) hmplernent 1/`0 cap retroactive to fust pay period in 1999

b) Implement % cap in 20,00
I

C Erlfon-e a sptndillg lirnit in
'

999 holding depavmieuts to the minimal lbud.get For the

program for base salaries, 4~1'.:) for VPP), disd1lb-xing using fur-As from other sources
'

for costs oft~-is prograi-n. and imple ment % cap ir 21000.
------------- ------- -

d) Irnpleinent % cap retroactive to last pay period in 1998, but allow departments to

r~quest exceptions for base salary ad ustments already awarded that e-.~,(Ted the 106% VOTE. 3-0-1

cap.

ADDITIONAL JUSTIFICA.'TION COULD BE__REQU-_1Rkb OF
I COMMITTEE VOTE:

DEPART-WINTS WELL,"OVE NIMPOIN T FOR B-AISE PAY BEFORE 1

!

INCLUDE LAINIGUAGE
ADDITIONAL (UP TO 4%) INCREASES ~~,RE GWEN~

:: IN PLAININ DESIGN 3-0-1
- ----- --- --- - ----

:

-----

4. Base salary increases for market adjustment.

a. Should we stratify market surveys by occupational group to provide better data for market

adjustments?

The Exe~utive's document "APEX/SAM Programs Review" suggests market comparisons should be used to justify

adi'ust
I

--ment to ~adMdual employees"base pay in 1999. Anoiher prorposal that has been discussed, but is not included in

the Executive proposal., Ls -10 conduct T-he market surveys stratified byoccu-pational croup.2 This would provide
information about dic different ratcsq of g_owth or decl~ne ui -nay for varymg prot

.

essionss.

If chari
,

ves to basepay are made acoording to rhis stratified data, it could exacerbate internal imilluties such aS those that

e--,,s, irl the rnaxkct betwecrt, for example, huin.an services ar-d 1-nfor-marion Toclu_-,ology profi~ssionals. At

the same time, tl-.e Citv must be able to pay q su fficiew wage to corm-ete for employees with. sk-itts crilical to -p,-rforming

die various rn~ssions of Ci-,y depar-,nems.

Staff reconnamends the market suv,,evs be condilcted Jr, such a wa-,, as to provide data on variation iii the marke- va~, fbi~
...........

tbe different occupational 7,ioups. The Pe-sounel. Director should 'hert make recommendations to
tlLte

Cit-,
oiLnc-'11

ablout. .. ...........

'iow tbe pav bands should'oe modlified to, alloov- h4rina authorities ~O h~re the eM they need,_p1o ees This could be done

bblv broadening c [)av' amls, or est3i lishing qeparate paybands for differen: occnpational groups, 1here may be other

or.Vions as we", which Rzrsorm.el ~--hnu`d rf-commerld to Cotmcil.

-------- - ------- - -------------

2
The 11 Occupa,ional Groups narned. in -,he "APEX, Managers and Strateg-ic Advisors Proposal" are Customer Service,

P`ublic Infon-i:,ation and Promotion, f1w-r,,.an Sorvwcs~ General Government, Courts, Legal and Rabl~c Safe-y; Financ~~,

Budl~zct and Accountim-_- Engineorin- and Plans Review; U tilifies-1 Purchasing, Contractin- and Risk ManapI Z~ gernent

Propertyand Facilivy Management Park-s and R-~-crcation.; arLd
'

rmation Tec gy.luf -0 1 hno 0



heads can design programs, tqat reward teams ratlaer than i-ndividuals, and that provide rev;ards to ---,ore than 40% of

employees. However, &amp;--c

i-
1
1

tlic Prograni Plan, which is ~art of the legislatlon, and Idnereforf-, binding, reads as

follows:

Effective January 1, 1999, each department -,vill be expected, to limit wmiable perfortnance nay cecipients, to

40~~,- of program par.,icipants. A general rule of thiurib for awards is &amp;,at 15% of all pro-g-am participants would
receive awards ir the high ran-Re 5% to 8%) and 2.5% of all

pr(--~gram par- cipants would rcce,,Ve b,,sser

awards (e. g. 1, % ro 40,1)LiE _d-opa--tment shal', revJseJts.var-'.1 able Pe-foi-triartci~ 12~jy.p~-_ogram to be consistent

Plan. Desil-n pa-e'7,0' (tmphasis addcd).................... I Z~
~

: ,

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, nnore independence, the identification of team oriented

strategic objqctives (assessable operational results) will be recommended but not required. [PlanDesignpage

20]

iii. City Auditor Proposal: All employees who perform as expected are eligible for at least a small bonus. (Donot
establish the 40% guideline).

The City Auditor has done considerable research among professionals 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 set up
undesirable win-lose competition that undermines team morale.

L Current program: employees who meet or exceed targeted objectives are eligible,

but employees who merely meet expectations are not prisumed to be deserving of a

borus.

ii.. Executive proposal: 40% guidefire, stated as a mandate. Team awards are a

possibiity.

"i
P esAuditor Pro osal. No guidelino, ARow departtrient heads to d ign a program that

suils the"I nlissiorl and in,,;nagement objectives.

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

b. Maximum Amount of Bonus

i. Current program:

APEX (the top City executives) are eligible for up to 10% bonuses
C,

SAMS (managers and strategic advl. sors) are eligible for up to 8%

W. Alternative: bonuses up to 15%, with no increase in the budget

Profess'onal "iterature in the f ield oft-1-amar Resources indicates that bonuses are not effective in motivating employees
uiil,-ss -ltey are substantial (1-5-20%). ever, it maybe ergued that a maximum bonus of 8% is more in keeping with

P;ib',',',- s.ector -values, and still sends thedesired signal of acknowledgement to exceptional performers

ii. Executive proposal: 8% maximum bonus for all APEX/SAMS participants

I
i. 10% for APEX, 8% for S-,kMS

r 1. m axim um bonus for aB parti cipants in APEX/SAMS COMMTTEE
VOTE 4-0

axirnum bonus

.6. Oversight. continuing oversigplit of the program is clearly advisable. No formal mechanism is included in this

legislation, nor in the plan design, Staff ce-o-Ermends establishing a formal monit2t= and Moltng mechanism.

OPTIONS PREITMI:2TCE
L - urrent Program: Acc atability -s rneartf t .3 occur as part of the performance I

review of deoartment heads by the Mavor,

ii. Exec 11tiv e, Proposal: Review Committee to review

C:\WINWO.'ZDOocs~apexcval\posuwk,,F:P.aI memo.doc



------------------ - --- - ------ -

APEX, "Manag'e''rs a,n'd"St-ra*teg-ic'~.A,d'visors

-'Plan' "Design.:,

WHY DID WE START THESE PROJECTS?

BACKGROUND

HOW DID WE GET HERE?

t

STEPS TAKEN To GET To THE PLAN DESIGNS

HOW WILL THE CITY DECIDE WHO IS IN APEX?

APEX PROGRAM CRITERIA

WHICH POSITION-S-WILL-BE ALLOCATED TO THE APEX PROGRAM? 5

CATEGORY DEFINITIONS

WHICH POSITIONS IN THE CITY FIT THESE THREE PROGRAMS? 4

THE THREE PROPOSED PROGRAMS THAT RESULTED FROM THIS WORK ARE:

METHODOLOGY AND USE OF THE APEX CRITERIA

EXAMPLES OF MARKET GROUP FoUR EXECUTIVES

EXAMPLES OF MARKET GROUP THREE EXECUTIVES

EXAMPLES OF MARKET GROup Two EXECUTIVES 9

THE APEX ALLOCATION PROCESS DIFFERS FROM THE MANAGER AND STRATEGIC
-ADviSOR PROCESS. WHY? 9

EXAMPLES OF MARKET GROUP ONE EXECUTIVES

HOW ARE MANAGER AND STRATEGIC ADVISOR PROGRAM
ALLOCATIONS DETERMINED? 10

MANAGER AND STRATEGIc ADVISOR POINT FACTOR METHODOLOGY 10

MANAGER PROGRAM POINT FACTORS:
STRATEGIC ADVISOR PROGRAM FACTORS:

WHAT ARE THE JOB CLASSIFICATION ISSUES INVOLVED?

Edited 10/711999

attachment to SAM legislation.doc

1-1



:APEX, Managers and Strategic Advisors Pro osP_ al, Page 3.

CHANGING BASE PAY

HOW WILL THE PROGRAMS BE MONITORED?---- 20

MAYOR'S Acc6UNTABILITY

CITY COUNCIL'S AcCOUNTABILITY

PERSONNEL DIRECTOR's ACCOUNTABILITY

DEPARTMENT HEAD ACCOUNTABILITY

EMPLOYEE ACCOUNTABILITY

HOW WILL PARTICIPANTS KNOW WHAT IS EXPECTED AND HOW TO DO
IT?

-------
23

QUESTIONS THAT MIGHT BE ASKED BY PROGRAM PARTICIPANTS 23

HOW DO YOU ADDRESS CONCERNS ABOUT OUR CURRENT SYSTEM THAT IS

ENSURE FAIRNESS AND EQUITY? 24

WITH SO MUCH INDEPENDENT DISCRETION BEING PROPOSED, HOW WILL THE CITY

COULD I LOSE POTENTIAL INCOME UNDER THIS PROGRAM? 23

EXPECTATIONS? 25

WILL PERFORMANCE AWARDS 13E GRANTED TO EMPLOYEES WHO MERELY MEET

A SYSTEM THAT APPLIES TO THE HIGHEST LEVEL, NONCLASSIFIED PERSONNEL? 24

"MYSTERIOUS AND PERCEIVED TO BE SUBJECTIVE AND INCONSISTENT," WITH APEX,

How.WILL THESE PROGRAMS REDUCE MANAGEMENT LAYERING? 25

ATTACHMENT #I-- APEX MANAGERS AND STRATEGIC ADVISORS-L,
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Background

technical expertise, creativity, positive work habits, and experience which

To that end, the ity needs to recruit and retain individuals with the solid skills,

knowledge, hard work, abilities, performance, and dedication of its employe.es.

services to :it's citizens. Achieving this objective depends upon the experience,

The City of Seattle is committed to the design and delivery of high quality public

continue to add value to its workforce,

,

and adapt easily to changing technologies and other external forces.

meet custorner needs, as well as systems that encourage productive behaviors

the authority,. responsibility and accountability for employees to suiccess fu fly

The City needs to develop, classification and compensation systems that provide

re,ward th eir contributions to the City's success,

that includes wages, health care benefits, paid leave, career mobility, and

pe,form,anice 'Incentives, the City can affirm the value of its employees and

provide leaders with the flexibility to design and assign work, and appropriately
compensate employees for their efforts in helping achieve the City's business

objectives, Through a competitive and comprehensive compensation program

It is the objective of the City's classification and compensation systems to

total compensation package will be no less than the average value of 'the market,

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

Therefore, for executive and other non-represented management employees

well done.

pay, replacing the concept of pay progression as an automatic entitlement with

the understanding that variable pay is an incentive and corn, pensation for a job

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

rnarket-driven changes may after the historical relationships between jobs. When
appropriate we will implement reward programs that are independent of base

comprised of those public and private employers with whom we compete for

their earnings potential ~n. about the same length of time that the average

authority's flexibility to recognize the qualifications of a "superstar"job candidate

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

the value of superior performance. Our narrow salary bands limit the appointing

~ tindividuals. Our senlior~ty-based wage progression plan doesn't communicate

type of position much more than is needed to recruit and retain qualified

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

these goals. The lack of a deliberate link between the external marketplace and

The City's current classification and compensation programs do not support
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positions from regional government agencies, The manager project's

consultants gathered ail of their suniey result's from a regional survey
custornized specifically for this project.

Councilmernbers. the ~dayor's Management Work Group, and the Mayor's

subsequent drafts. Comments and direction were solicited frorn

pros and cons of each were vigorously discussed, clarified and addressed in

5. Design work was initiated. Draft proposals were critically considered and the

cabinet. Proposed program details were pu,'Olished and distributed to

programs, including the evolution of a non managerial "strategic advisor"

Participants.
,

6. In response to this feedback, adjusta-ients were made to the proposed

The three proposed programs that resulted from this work are:

The Accountability Pay for Executives (APEX) Program,

Executive

The executive level of City government (APEX) is corn, prised of the people

who are responsible for managing the relationships between the City and

and maintaining control of internal operations. A Citv executive Must

its social, economic, and Dolitical environment, and for setting the tone

anticipate problems stemming from rapid change and take advantage of

new opportunities, allocate resources, make strategic decisions, evaluate

performanc.-, and articulate plans and policies for the most significant

activities of the City.

ghanq_qs thqt ill b np I ELm e rit -.sult ofthat evalUa+iOrl, In addition, a

yearoutcomes, This plan design has been revised to refl-ct the prog[qrrimatt';c __g

V'abilitv of the APE :-qqer and StEX~0a 11 rategic Advisor Compensation Proararns,

an independent consultant was contracted to conduct an eValUptjon of the first
- , ..... . .......

the new orocirams. As part of the City's onqoinq efforts to enswre the continued

Thro;;Qh Ser-tember 1999, approximatelv 600 ~,--,sitions have been allocated to
--- - -------- A - ------------- --------- - --- ---- ---- -- ------ ------ - -

The Managers Program., and
'

The Strategic Advisors Program,

These oi-oqrarns were i-n0ementecd as described below on januarv 8, 1 -01QA--------- - - - ---- - - ...........
-- ------

summan/ of chanaes has been included as Attachment #5,

Which positions in the City fit these three programs?

CATEGORY DEFINITIONS
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'i APEX, Managers and Strategic Advi~§ors Propqsal,'Pa

Corporation = Citywide, The position's responsibilitY and opportunity to

recommendations to elected officials, and for formulating and implementing

effect positive change extends to., impacts, arid addresses most, if not all

subsidiarv organizations (other departments),

across the City, or to a defined sub-group of City departments.

portunity to effect positive change to specific aspects of organizations

City-wide and department-wide and should address positions with
I

Corporation = Sub-Division of the City: This level is mid-way between

opportunity to effect positive change extends to, impacts, arid addresses

Corporation = Department-wide, The position's responsibiiity and

most, if not all subsidiary organizations (other divisions),

Strategic sign if icance-Position is responsible for making significant policy

resulting long-range City goals a~nd objectives. This position estaNishes

prograrn and policy direction that has considerable long-term impact on resource

the efforts of organizational components to accomplish the City's mission,

organization's obJectives, determine appro~priate resource allocations, and direct

allocation and the City's provision of services. SLIch positions define the

Position is responsible for all prograrn outcomes,

Strategic significance is likely to change over the years in response to charging

oiitical agendas, economic, environmental and social conditions,

health care reform was of great importance to the City to address in 1992;

For example,

reduced federal support for welfare programs, and,

the welfare to work initiative has a new level of urgency in response to

I if Juvenile crime is ever diminished to an acceptable level (somewhere

near 0), addressing the problem will correspondingly 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 involvement in the APEX
allocation process.

environmental stewardship, economic opportunity, and security.

the Council as City priorities such as enhancing community, social equity

effecting significant positive results in the areas defined by the Mayor and

Strategic Sign ificance-High: The incumbent is in the position of

more limited opportunity, to effect positive results in these same areas.

Strategic Sign ifican ce-Moderate: There is the opportunity, albeit a

The significance may be diminished simply because the position's
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X, Managers and Strategic Advisors Proposal, Page 1 T

whole job evaluation and ranking approach.

perfolrmed, ~~ilo.-ation to an-ri within the APEX prograrn is m"&amp;.', on a generalized

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 departmentIlliead, the Personnel Director will

evaluate non-APEX positions to determine whether they have undergone
sufficient change to meet the necessanj criteria for inclusion, or will! evaluate

APEX positions to determine whether they should be excluded because of duties

changes. Other'Wise, the appointing authority will have significant discretion to

determine, by work allocation, who is included and who is not.

+
tappointing authoril.y's broad discretion for position allocation and placement.

Upon implementation, appointing Mthorities will be provided the opportunify 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

As a final step, the allocation of all APEX'Positions will be confirmed by the City

Council through legislation.

Methodolo y and use of the APEX CriteriaM

the three criteria., the Personnel Director will recomniend which,of four

established market groups best fits each position.

The essential base pay structure of APEX will consist of a broad pay band
'

(137% wide) anchored by four market group sub-bands. (SeetheAPEXBase
Pay Structure section of this proposal -or more, detail.) Applying market data and

application of the three APEX criteria, hierarchical orientation, strategic

. APEX program. These comparative analyses will be supplemented with an

Internal benchmark, positions will provide easily recognizable ard identifiable

standards for market group comparisons for all other positions allocated to the

significar,ce and scope and impact,

accountable for major program outcornes. Direction is given across tunctions or

organizaticns, with responsibility for overail objectives, staffing, and resource

allocation. Unique market issues Ja so contribute to placement at this market

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

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

orientation is always "corporate" (Citywide) in nature. Decisions involve the

development of broad organizational policy or direction, and positions are

Examples of Market Group Four Executives
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APEX, Managers and 'Strategic,Advisors Proposa Page 13

i~-;-cun-.-L-,ents great latitude to defiiie- tlinleir jobs, and is partiku-,uiiarly

suitable for compensation system designs which are intended to provide
maximum flexibility for recruiting and work load management. Because it doesn't

provide "hard"critei'la for iustification of results, it is less effective as a iob

measurerneint tool for classified service positions. We find that the Manager and
Strategic Advisor prograrns are better served with more de'~a'iled and quantifiable'

point factor job measurement systems.

How Are Manager And Strategic Advisor Program Allocations Determined?

The Personnel Direcfcr will evaluate Strategic Adv:sor!Manager Position

Description Questionnaires (SAM PDQs) utilizing the Manager and Strategic

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

should be allocated to these
'

programs. At the request of a department head, the,

Personnel Director will evaluate other positions to determine whether
th-,,.,vI

have
undergone sufficient change to meet the necessary criteria for inclusion, or will

evaluate Manager and Strategic Advisor positions to determine whether they
shou!d be, excluded because of duties changes.

. V

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

prograrn Consultants. In addition, Lill classified service employees Can appeal
the application of the classification process for their position.

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

will be confirmed by the City Council through legislation.

Manager and Strategic Advisor Point Factor Methodology

Addressing posAions 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

system, relevant factors are defined and weighted, Each job is compared to

deSCr;.ptions 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) with-in which department heads have discretion for exact placement.
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'APEX, Managers and Strategic Advisors Proposal, Page

WI-len consiter~r,(~. crders of the commiftee, cha~-ged vvith this

responsibility, will consider service credit connected to the title in use at program
implementation, to be a"rued to the new programs' allocations.

MANA GER AND S TRA TEGIC A D VISOR

OCCUPATIONAL GROUPS (Class Series)

(More detailed definitions are attached-)

1. Customer Service, Public Information and Promotion

2. Human Serviebes

3. General Government
4. Courts, Legal and Public Safety

5. Finance, Budget, and Accounting
6. Engineering and Plans Review

7. Utilities

8. Purchasing, Contracting, and Risk Management
9. Property and Facility Management
10.Parks and Recreation

1 I.Information Technology

What Will Be The BASE PAY Structure?

The base pay structure for all three prognams 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 deter-nine, to which market grouping each executive position belongs.

1998 APEX Pay Band Proposal'

Market Group Bottom 'Middle TOP
1 $56,872 $66,872 $76,778

2

3

$64,646

1

$79,451

$75~960

$93,3541

$87,27/3

$107,267:
4

1
$99,974

1 $117,4721 $134,970

APEX Salary Setting Discretionary Range

The APEX program allows the appointing authority broad discretion to increase

and/or decrease executive base, salaries at any time within the recommended

I Please note that Mariket GrOUP Ofle WaS adjU-Stedl in respoinse to the transfer of specific

benchmark positions f~-om APEX +0 Nlariager and/or Strategic Advisor Programs. Transfer of

these positions out of the APEX Prog.ram altered (increased) the resulting market average of the

benchmarks defining this Market Group.
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When making his/her APEX salary placement decisions, the appointing authority

would be asked to address and personally certify that he/she took into account

the following:

* Relative size of job,

* Financial impact of position,

" Markel difficulties,

" Sensitivity of position,

* Scope and range of subordinate operations
e Tec[-m"Cal corfiplexitv,

A limit on each derpartment's overail spendi.ng
,

_1q, 1990 and 2000 tor the APEX
-- - ------- ----------

L

program is-e-stablished as '106% of base
-

line salaries for each This will be
done bv es~ablishino adual anr 5 P

- -wal baseline salarv costs as of the 1~- ---- ------------- - a -~ioa

o 1 1RIz)8, including adiustrnents for vacant positions and for p itions added to

the prog-ram during 1999,~idj~in an annual allowance of four percent (4%) of

these salarv c-osts-Ag-Lba-se-salarv increases, including_qny -k.et

_~-vjjusl'ments, and_addinq an annual allowance of +W,-) percent (2%) h-- L
------- -- - ---- ---- --- _-qtl-ese

-3 arv costs for variable De~for se limits shal,agi, mance og .'The I..a p~y- -- --- .... ... - -------------- _y ~q ~ch

_grtment's overall spe, ding for the combined MgRg_qer arld S+rateqic Advisor

Program anc1the Accountability Program, The Personnel

Direc-1Lc)r,m,a,y aporove, :f ne,-essary and appropriate, pmperly documented
---------- -----

ns to the s --nglirnits for uagnt.cip ion or hir~ra_qt-e-d- retenti
.

................
costs. for

sma;! departments. and for base salarv commitments made 1) option of
- -- - ------ - ---

rior to ad

this legislation.

MANAGER AND STRATEGIC ADVISOR SALARYPLACEMENT GUIDELINES

Department Heads have the discretion to set manager and strategic advisor

salaries anyvvhere within allocated pay zones. Manager and strategic advisor

salary adjustments within the pay zones can be made at any time that the

department head Gan support that a change is warranted, However.

limit on the overall expenditures for thij -pLogrq1n Js established as of the last ay
period of 1998. Department heads must use consistent criteria for place;~~-rlt -0f

managers and strategic advisors within the allocated pay zones. The Personnel

Director will provide appointing authorities with a salary placement workbook

that, in addition todescribing a 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

0 Recruiting and Retention
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APEX, Managers' and Strategic Advisors Proposal, Page 19

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.

How,will the program keep current with market changes?

To maintain the cu rrent market connection of these com.pensation programs, the

City will survey the market at least once every two years, and adjust the mw ket

groupings and/or pay zones accordingly. These biennial adjustr-nents will

rep[ace the cost
,

of livingadjustment ~COLA), which had become the predictable

annual salary increase expectation for most City employees. T his biennial data

will be used to adjust budgets and the parameters of APEX Market Groupings
and Manager and Strategic Advisor, Pay Zones. However, while the appointing

authority will continue with the discretionary authority granted by these programs,

it should be understood that no automatic changes to incumbent salaries will be

implemented in response to this data.

There is no mtention of permanentIv using the same ma ket dat so r es isted
I

in Attachment 1
.

Market data collection will be regularly modified and improved,

The impact, ff any, of variance in results should onlyh:elp to better situate the

City in terms of its market relationship.

no-t variable and tment, awardinq thedata to sup ication of the market afts

adiustment to some occu ational cateacries and classifications a.n.d. withholding

it-fr-gnothers.

The first vear evaluation recogpized that the market data nrovided in sur)Qort o
- --------------- ---- ----------------------- -----------

Aetailedchanges to the programs' jDay banq§ Jnsufficieqtty to permit
------------- ---- - - r ..... . -

withholdina the 1999 and 2000 adjustments, Future market studies will provide
............ ---------------

Beginning wih the Januarv 2000' market adjustment, no marketLadiustment will

be awarded to program participants whose pei-formance !~uring he mosLrecent

evaluation cvclp fails to be rated satisfagfo~y or better. regardless of what the

5,urvev data indicates.

What Does Variable Performance Pay Mean?

All three pro-grams, APEX, Managers, and Strategic Advisors, contain a variable

compensation component, where a portion of the ernployees, 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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APEX, Managers and Strategic Advisors Proposal, Page 21.,

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

&
a

m
p

; Outcomes

The appointing authority is charged with naming up to 5 clearly defined

strategic objectives (assessable operational results), identifying the

relative weight (importance' of each. Most often, department goals will be
reiterate4 in the Strategic objectives set for a departr-nent'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 prograrn defines seven areas of

targeted competencies: customer sen/ice; diversity;

achievementiper-formance orientation, organizational orientation and

impact; judgment, analysis, arid 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 3600

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

i
-,effectively with more independence, 'the identification of team or.ented stl ategic

objectives (assessable operational results) will be recommended but not

required. in addition, successful team orientation will be reinforced with use o
the proposed 3600 review process for competencies.

Variabie Performance Pay Communication Responsibilities

Although the appointing authority mw~ change selected objectives or their

re,ative weighting, if priorities, organizatiorlal structure, or other variables change

significantly during the review period, strategic objectives and expected

com,netencies should be fully discussed/negotiated with the subject employee at

the onset of the performance review period. Any subsequent changes sh.odd be

immediately communicated to the subject employee.
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APEX, Managers and Strategic Advisors Proposal,, Page 23

- Plevel. If the bottom of the recommended range of

discreticn-

is highef 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 minimum of their

discretionary range.

Implementing Base Pay for Managers and Strategic Advisors

If t1he t,ecomniended levei is lower than the employee's salary rate at the time of

transition, the dlepartment head will "freeze" the employee's salary at its current

rate until the band level catches up. if the bot-lorn of the recommended range of

discretion~ is hig'her than the ern.ployee's salary rate at the time of transition, the
effectof allocation wfli be to bring the employee's salary up at least 1.0, 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 amouni within their

range of discretion. Department heads may change the compensation of

managers and strategic advisors based on the salary placement guidelines

p 'e I Irow ied by +he Classification Director at -any time following program
implementation. Since most managers and strategic advisors are civil service

iempoyees, they w:11 have "incumbency rating" rightsupon transition into the

prograrn. Thereafter-, base paymay be adjusted within the pay zone when there

is a corresponding change in the level or complexity of duties and

r"aponsibilifies.

All chanaes to base na-v rnus~ be made within the cve,~a ~JlsiTadip mt of an
-- - - - --- -------

ir.(--re~as-e--of--fc,,-u-r--;D.e.rcent-(,4S-la-bov-e-.th.p.t.g.~aI salaries forth_gSIggrarnas of th-

of 1998. 1-he Personnel Director rnust approve anv exceptions----- ----------- . .....

which mav be considered for unanticipated hirina or retention costs. for small
-----------------

Ldena and for base salarv commitmen~s made orior to Oc'ober 11, 1999.
..... .. ------ - -

How will the Programs be Monitored?

The Executive Services Department, Personne~ Division's Classification' and

Compensation Unit will run payroll utilization reports at least twice a year to

ensure that the programs continue to serve the City as originally intended.

Base pay for each program position will be published in the City's Budget Book
annually and reports will be generated annually,regarding the disbursement of

performance funds,

The 1,anq
'

e of discretin,-1 avaiiabi.--a to the, appointing authority will differ based on the program in

question. See section "HowVVili lndivid~ja~ Pay Rates Se Set?"
' The rarge of discretion avaiiabile to thea:ppoinfing aut~,~ority will differ based on the program. in

question. See section "HowMil; Individuai Pay Rates Be Set?"
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aecision-s. I fie Hersonnel Uirector MI aiso develop furrns and txotocols for
--------- - ------ - --------

conducting entrarilce and exit i act

of the pay prograrn on recruitment and retention, and will train dep t e- ------ --
qr m nts in

their Use.

At least once everv two vears, the Personnel Direr;tor will condtict an analvsis of

the appropr~ate la~or markets in order to adjust the salary bands establish'ed for

these programs.' -y %~Mill oyide data that will support awarding the~g _.§_. ---_.pj:_
----------

adiustment to some occimational catewries and classifications and withholdina-- ---------------- - -----

it from o1hers.

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

an ann~Lal qv~-, ~basis, fp-F the fiFst yeaF Gf pFeqFam i.pqplemeptatieR, to

monitor the program.establishm af The annual report shall include the

following:

Changes to base salaries,

Surn.marv data on base saia~ry with the following fie!ds: position number,

pay report, and

A decision -documentation audit.

proaram, '----EO category, department, occupational group, pay zone, current

sa I a r";

Pay zone penetration,

Recruitment. Exit and Turnovel- Statistics, when available, trackinathe

number of aDolications for vacant posi'ions covered by the Pr q.- t....e-

reasons -,,,ihv hired andicants chose "he Cjtv. the reasons whv wsition

holders jeft the Citv, and the overall rate of turnover within the Prograrns,---- - --------------------------------------- - -- - ----------

SuMM3r y dg_tq_q!j_p ftrmance awards with 4,he same fields as for the base

r:-:f.)r 1 -099 and 2000, the Personnel Director shall repo ft-I~L Council on those

to
aft T~p qt,, ~_Ah~rjre ~uestej_gxce tior~s tt~~ If) s -C.~Oincjj firnit and the

decisions made on those g---- .... - ..............

The Personnel Director will provide an assessment eve!y second year, with the

,,of recommended changes to thannual=e market surygy e

r)rcqra:.n structure,

'.
if anv, includinq the base ;)av structure and the amount of and

eligibility for variable performance pay.

Department Head Accountability

The department head will set base salaries for program participants under his or

her su.pervision 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 ol" base sa'~ades, will document his or her salary decisions,
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I APEX, Managers and Strategic Advisors Proposal, Page 2

mana(,-,l.,,
arid strategic; advisors who fail to achieve their o~jecti-ves are quite

likely to earn less than they could, expect under the current compensation

program."

For example, we've described the earning-s of four fictional City executives for 6

years in the recent past (I /1 /91 through 112/31 /96), All four begin with the base

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

anyone's responsibiii ties 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 worid where the new program had been

implemented January 1, 199 1 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 aCGOUnt for market changes.

One of these "other executives" has onlv aVe to meetnormal expectations for

the entire decade. His gross earnings were $354,918. His eamings were less

than the cola'd executive's by .578%
.

The second of the "other executives" did a good job consistently exceeding

i:expectations without variation. F.Js gross earnings were $372,663. His earnings

exceeded the cola'd executive's by 4,393%.

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

always greatly exceeded expectations and was very nice doing it. Her gross

earnings were $390,409. Her earnings exceeded the cola'd executives by

9.364%.

With so much independent discretion be 'ng proposed, how will the City

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 corn pensation decisions will be

held accountable for decisions made. Many peop~~e, including employees,

customers,' unions, and peers, will be watching how individual appointing

authorities use the discretion they are being granted. Behavior will be noted and

abuses/successes can be addressed by the Mayor as needed,

ensure fairness and equity?

Edited 10/7/1999
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Attachment #1 - APEX, Managers and Strategic Advisors Market Study

utilized to created the market groupings for the APEX Program. The fibilowing is

a list of the source data employed for this purpose:

A combination of published market data arid regional custom survey data was

APEX Market Study

" 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 BeHevue's national survey.

City of Phoenix's national survey.

Colorado Muni LeagUe's survey of positions in cities with populations

greater than 15,000,

Cook County Salary &
a
m

p
;

Fringe Benefit Market survey of municipalities within

$100 million.'

APPA Survey -of Management for orgamzations with revenues of at least

0

the Chicago metfopoli"an area.

Dietrich Executive Engineenng 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.

EEI Management and Administration Compensation Survey for

Organizations with revenues from $300 million to $600 millioin

0

Custom Survey-Tacoma
Custom Survey-State of Washington
Custom Survey-Snohomish County
Custom Survey-Portland, OR
Custom Survey-Port of Tacoma

. Custom Survey-Port of Seattle

Custom Survey-Pierce County

Custom Survey-Kitsap County
Custom Survey-King County
Custom Survey-City of Everett

Custom Survey-City of Bellevue

lCMA Compensation Survey for cities with populations of 500,000 to I

million

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

Edited 1017/1999
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Attachment #2- Manager and Strategic Advisor Program Occupational

Group Definitions

1. Customer Service, Public Information and Promotion

Positions in this occupational group manage customer service, public information

and promotional programs. The range of major functions includes

management of custorner complaintresolution, 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 prograrns arid

events, and ccmn-~unity and governmental relations.

diversity.
' ,

prohibited discrimination, low-income assistance, domestic violence,

housing, nutritional assistance, pelrsons'with disabilities, the homeless, and

other areas of human service, needs, Functions also include policy and

program development, and the monitoring of performance and compliance by

management of programs dealing with aging, children, youth, families,

contl-acted human services. The range of major functions includes

2. Human Services

Positions in this occupational group manage the provision of direct and

grantee community agencie

3. General Government

administration, human resources, records, field operations, fleets,

warehousing, strategic planning, policy, printing, and animal control.

.

services and operations. The range of major functions includes

administrative nabur that, broadly facilitate and support general governmentalm
Positions in this occupational group manage diverse functions of an

4. 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 se,-Jces, such as case preparation and juror control
,

courtroom

ope,rations, 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.

5. Finance, Budget, and Accounting
Posilions in this occupational group manage finance, budget and/or accounting

funct~:ons. The range of maj01- fUn;ctions includes managing credit, collection

and customer account billing, managing and performing expenditure trackang,

accounting, cash and investment management, developing expenditure

attachment to SAM legislation.doc
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Attachment #3 Executive Earnings with Cola Compared to APEX
Executives With No COLA but Market Adjustments &

a
m

p
;

Incentive Pay
Opportunity
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3. Program Management - Refers to responsibility for developing,

implementing, advocating, admi,nistering and evaluating identifiable program(s).

A progn-arn has an identified set of policies, procedures, budget, identified and

Measurable outcomes associated with

it
., and has clear boundaries in relation to

other programs and activities.

-Wo-t
applicable

I

Has no defined responsibility for program managernent and

I
administration.

0

Low Manages programs of limited impact to City or external 60

I Constituents; provides input on program implementation for

I more signiticant 1)roqrams; administers procedures and

processes to achieve specific obje-ctives; provides customer

service intefflace.

Medium Provides recornmendations for development of significant 120

programs; implements prograrns. by developing procedures

and processes, and by managing resources to achieve

program objectives targeted by senior decision-makers.

High Pians, develops, creates, Tmplernents and evaluates significant 180

programs to achieve broad objectives; defines measurements

and is aCcountable for accomplishments; is vested with

substantial de';egated discretionary authoritv to develop and

execute program policy and to allocate program resources.

4. Policy Management - Refers to responsibility for developing,

implementing and advising decis~,on-makers on policy.

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

applicable policy options; provides input on issues relating to operating

processes and procedures.

Low Provides input on and implements policies related to 53

operations or services with limited direct public impact;

provides recommendations on policy options affecting mattrd',15

of limited scope and of short-term impact, typically of an

operational nature.

Medium Dewelops, recommends and implements policies of a 107

programmatic or operational n'ature which have a direct impact

on programs or services affecting the public; develops,

j

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 po~icy options and recommendatIcns on highly 160
i

.

v or sensitive issues integral to the City's prioritysl
5 L

attachment to SANT Ieol.,islation.doc

Edited 10/07/99



[~~Px, Mariagers and Stratelgic Advisors Proposal, Page 37

eXLe,0-;a__,31 f'6:.t-~-;dback through facilitating group processes,

High Rcpresents +he City on highly visible, sensitive and 130
-itroversial issues before external constituencies; defuses

troublesome issues related to (Dity 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 importamt City objectives.L L

7, Matrix Management - Refers to coordinating and/or integrating functions,

sys~erns, or programs, and managing and/or facilitating the work of individuals,

groups or teams across functional, departmental aridlor jurisdictional lines

without full Managerial/supervisory control, including administrative Managers
across functional lines, and including the management of non-employees such

as contracors and volunteers.

Not
-- -------- - -

Participates as a member of and may assist with facilitating 0

applicable cr ss-functional, -departmvntal, or.0 -jurisdictional teams.

Low Periodically coordinates, integrates, and provides leadership 40

for Jnifiatives which involve cross-functionai, -departmental, or

------- --- ------

-jurisdictio,nal ad hoc teams.

Medium Regularly coordinates, integrates, and provides leadership for 80
both stainding and ad hoc teams engaged i6

r
, organized

proble-II-solving, policy development, or service delivery

------

across functional, departmental and/or iurisdictional lines.
------- ----

High On an on-going and consistently substantial basis, 120

coordinates, integrates, and provides leadership for teams and

other organized work groups with diverse representation

across functional, departmental and/oDir jurisdictional lines, to

achieve important outcomes requiring coordination and

integration of diverse perspectives, skill sets, competencies
and resources.

attachment to SAM legislation.doc
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implications which impact the conduct of business by multiple

City organizational units.

Level of: COMMUNICATIONS CONTRIBUTION AND IMPACT
--

Levei
I

'Score Description

Limited Communica~es program and procedural inforrnation, and policies

of an operational nature, to internal and external audiences.

Medium 50 Comm,unicates to internal and external audiences on behalf of

elected official(s) andlor department head(s) of major City

department(s),on a variety of significant issues.
......................

-High 100 Corrinqunicates to internal and external 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 positions, and achieving important City

objectives.

Level of: MATRIX CONTRIBUTION AND IMPACT
__Te_v~l Score Description

Limited 0 Partici pates in and may assist with coordinating or facilitating

cross-functio!nal, 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 ~:eaders.hip, focus and direction to cross-

functional, departmental or jurisdictional teams as an
authoritative rppresentative of elected official(s) and/or

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

irniportant City objectives related to the City's priority programs
and services.

Level of: TECHNICAL EXPERTISE CONTRIBUTION AND IMPACT
___ _

Level Score
_

6~_scription

Limited 0 Deals regularly wit tech n icalfly-related matters, and applies

specialized knowledge in analyzing a variety of issues.

Medium 50 Has +eohnical expertise in a specific field, typically evidenced by

a required degree or license, and provides authoritative advice

on technical mafters to elected official(s) and/or department

head(s) of major City dlepartment(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

attachment to SAM legislation.doc
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Attachment #5-FIRST YEAR REV

SUMMARY OF PROGRAM CHANGES

Effective with the last pay penod of 1998, a spending limit a~"f a

maximum 4%.) increase per year on base salary adjustments is implemented.

The limit includes any approved market adjustments in addition to base saiar~

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
,

limit exception when unanticipated hiring or retention costs

exceed the 40//(-, cap. in order to suppon. an exception, the appointing authorft'y

shouid 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 lim~f overage.

The revision -to the,,~ E;_p2ndLng bu4ffet-strategy responds to program participants'

concerns regarding the perceived variations in base salary setting and

adjustments.between "haves" and "have nots." The speng[~~iimit will

improve the City's ability to promote equity and consistency both among
departments and between the APE-EX, Manager and Strategic Advisor Programs
and the IC-lity's other compensation strategies.

In addition, the spending budget limit is intended tohelp promote fiscal

respoi,"Isibi'lity as a key component of these compensation programs and to

improve the City's ability ~o plan for and fund salary changes.

The spending limit budget Gap-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.

101711999
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City of Seattle

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 Of9c-R

FROM:

SUBJECT: Proposed Legislation - An Ordinance Amending the Accountability Pay for

Executives (APEX) Program

The attached ordinance will amendSeattle Municipal Code Section 4.20.380, which is

the result of the prior Accountability Pay for Executives Program (APEX) ordinance

adopted in November 1997,

Executive Services Department P rsonnel Director

Dwighf 125161y, Dired-t~ qi im
-4 a McKinne

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, City Council and
department heads. Modifications or further clarifications include: revisions to the

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

DD/NM:nsc

Attachment: Revised APEX Ordinance

c: Councilmember Martha Choe, Chair

Finance and Budget Committee, City Council

ESD,Personnel Division Administrators

Personnel Division, Dexter Horton Building, 710 Second Avenue, l2th Floor, Seattle, WA 98104-1793

Tel: (206) 684-7664, TDD: (206) 684-7888, Fax: 1,206) 684-4157, http:/www.c-.*.seat'le.wa.us

An equal employinent opportunity, affirmative action employer, Accon-nodk-ions for
people witl~, disabilities provided upon request



Fiscal Note

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

Department: Contact Person/Phone: CBO Analyst/Pl~one:

ESD, Personnei Division, Donna Cook,,'684-7970 Barbara Gangwer!615-0768
Class/Cornp Unit Nancy S,Chaefer/386-9081 Elaine, N1,,orVJund!684-8053

Legislation Title: AN ORDINANCE amending Seattle Municipal Code Section 4.20.380,

Accountability Pay for Executives Prograrn ------ Base pay and incenti)ies

Summary of the Legislation, Amends SMC 4.20.330 relative-to 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 b:-Idqetarv

gUildelines of 4% for base pay adjustments and 21~% for variable performance pay adjustments
and establishes that actual salaries will orovide the baseline. for such percentages; directs

departments to prepare baseline reports; and provides for budget cap exceptions for

unanticipated hiring costs and small departments.,

Background (included justification for the legislation and funding history, if applicable):.

Proposed program modifications and revisions were based on formal evaluation of the APEX,
Manaciers and Strategic Advisors Plan pursuant to a report from a contracted consulting firm and
the subsequent discussions among the Mayor, City Council and department heads. It was
concluded that revisions to the program's design relative to budgeting, base salary-setting and
the variable performance pay component would improve its sustainability and ensure greater

consistency of application across departments.

Sustainabillity Issues (related to grant awards): None

Estimated Expenditure Impacts: For 1999, there is some potential for savings, but the amount
is uncertain. 7-his because the ordinance is being presiented late in the year, and some
departments have already made base pay adjustments. Also, it is difficult to c,:flculate savings

accurately until departments provide better Daseline 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 frorn departments is needed before the amount of projected

savings can more accurately be calculated. These total projected savings cover participants in

both APEX and SAM programs.

Estimated Revenue Impacts: None.

Estimated FTE IMOacts: 0

Do positions sunset in the future? If so, when? N/A.

Other lssues~~Jncluding long4erm 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, Ac /
ability PayCount

lor Mecutives Froc,,,ram-_base pay and incentives.

WHEREAS, the Acrountability Pay for Executives (APEX) Prog/ram was adopted in

November 997 -'

r implementation in 1998, with the understanding that the

Program wou.-Id be formally levalu~ated to ensure its continued viability as an

executive pay strategy; and

WHEREAS, the City contracted with a consulting firm in j 999 to evaluate the program,

including how well it was received and understood b.,y 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 budgeting, base salary-setting/ and the variable performance pay
component will improve its sustainabipt/y and ensure greater consistency of
application across departinents;

NOW THEREFORE,

BE IT ORDAINED BY THE CITY OiSEATTLE AS FOLLOWS:

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

Program-Base pay and incentives, Ordinance 118782, is hereby amended as follows:

A. There is established an" Accountability Pay for Executives Program (hereinafter

referred to as the APEX Program) having q base salary structure consisting of one (1)

executive pay band" with four (4) sub-bands, or "market groupings." Upon the

recommendation of the Personnel Director or his or her designated management

,prrepresentative and ap' oval 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.,~o Article XV1, 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

discretiO to set and/or modify base salary anywhere within the recommended market

groupyfig for any such position under his or her direction within formal budget limits
/

, I M
es4lished bythe..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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I

a market grouping other than initially recommended by the Director, and the Mayor may

2
1 accept, modify or decline such a petition. The APEX Program shall be implemenVd and

3
11

administered substantially in accord with the APEX, Managers and Strategic//Advisors

4
11

((PTePe&amp;4)) Elan P-e-s-igp- which is incorporated by this reference, and any' subsequent

5 revisions thereto that are approvedby the -Mayor and the City Council. ( 3

6 The Personnel Director shall recommend to the City Council for approval/ld
/

justments to the

7 Illet groupings)) salary structure based on a biennial labor mark
/

analysis of selected
11 ( 111-

11 51

8
11

benchmark titles. The appointing authority may award to each APE)( position under his or

9 her direction a base salary increas-q.,_yp__jq~jke-- maximum
app~ ved market adjustment;

10 provided, no APEX incumbegf shat! "be eligihle ['or such ,a/n adjustment if his or her

11
11

performance in-the
---

previous evaluation cycle failtd to be/described as "satisfactonf or

12 better. Othe- ael41stinents to base salaries must be madc(in accordance with Proffam. and

13
11

budgetary guidelines.

14 ( The titles, pay bafid, and-&amp;&amp;b,~

15 as-fallows-

16 TUL-

17 Exeeu4ive 1 $27.23 S-36-.77-- /ExeetAive 3 $38.05 $51.37

18

19 B. The Personnel Director will recommend measures of performance and

20 establish performance recognition (( th AP
11 guidelines for e EX Program. Using

21
11

these ((measufes a-ad
proeedufe&amp;-4.&amp;)) guidelines, the appointing authority may award to an

A-FEA Frograin executive a luna,p sum payment ol t

23 t~n/o of base salary, in addition to base salary, for recognition of the accomplishment of

24

25

26

27

28

29

30

goals and work outcomes ak'the completion of an annual evaluation period. Any lump sum

payment made pursuant tor this section shall be considered a part of regular compensation,

prorated annually, for/purposes of withholding retirement contributions and determining

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

Retirement System,"
.

C. The Personnel Director shall recommend ((,and the City Couneil ma~

VPrW'-e,)) s~fbscquent allocation of positions into or out of the APEX Program in

31 accordaneg,Nvidi established rules and -procedures.

32
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2

3

4

5

6

7

8

21

22

23

24

25

26

27

28

29

30

31

32

33

34

35

Section 2. The budgeting strategy for 1999 and 2000 for the APEX Program is'hereby

established as an annual allowance of four percent (4%) of actual annual salary costs for

base salary increases, including any approved market adjustments, and an annual allowance

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

and the Cityshall apply on a departmental basis. The Personnel Director may app

Budget Office shall fund properly documented exceptions to the budget cap for

unanticipated hiring costs and for small departments. Department heads are hereby directed

to report annual baseline salary data for APEX Program participants to the Personnel

Director by November 15, 1999 and February I't each year /thereafter, 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 authority and prior to the effective date of

this ordinance are hereby ratified and confin-ned.,

Section 4. 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 day of
,

1999, and signed by

me in open session in authentication of its passage this_ day of

1999.

President of the City Council

Approved by me this day of 1999.

Paul Scholl, Mayor

Filed by me this day of 19

(SEAL)

City Clerk
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Why did we start these projects?

technical expertise, creativity, positive work habits, and experi ce which

The City of Seattle is committed to the design and delivery of
hhigghh

/q
q
u

ity public

services to its citizens. Achieving this robjectKil-depends uponn thee e perience,I

i u
'

knowledge, hard work, a b-ilifins, perform~ance, and dedication of it employees,
To that end, the City needs to recruit and retain :nClividuals with e solid skills,

)f

Background

continue to add value to its workforce.

The City needs to develop classification and compensati systems that provide

Jplo

'ur
r

the authority, responsIbility and accountability for emplo ees to successfullyec

meet customer need Is, as well as systems that encour ge productive behaviors

and adapt easily to changing technologies and other xternal forces.

ti

It is the objective of the City's classification and q
provide leaders with the flexit)'RY1 to design and,

compensate employees fort,' le;r e,"'forts in hel

objectives. Through a competitive a nd com
that includes wages, health cafe ber efits,

performance incentives, the City can affir,

rewaird. ~heir contributions to the City's s,

Therefore, for executive and othe: n

is the City's intent that, as the C
total compensation package will

comprised of those puNic -and

qualified employees. We wN
market-driven changes may
appropriate 1,ve will implemq

pay, replacing the concep,
the understanding that v~

well done.

The City's current cl

these goals. The
the City's salai

little to be tculy

type of posit:o

individuals.

the value of

authority's

with a cog

mpensation systems to

ssign work, and appropriately

ng achieve the City's business

ehensive compensation program
~aid leave, career mobility, and
the value of its employees and

ccess.

irl-represented management employees, it

Xeconomic condition permits, the value of our

no less than the average value of the market,

ivale employers with whom we compete for

ifinue to value internal equity but recognize that

ter the historical relationships between jobs. When
t reward -,rograms that are independent of base

/of pay progression as an automatic entitlement with

riable pay is an incentive and compensation for a job

ssification and compensation programs do not support
ck of a deliberate link between the external marketplace and

ructure means thaf the City may pay one type of position too

mpetitive for fully quaNt"ted candidates, and may pay another

much more than is needed to recruit and retain qualified

(ur seniority-based wage progression plan doesn't communicate

,pe,
rior performance. Our narrow salary bands limit the appointing

xibility to recognize the qualifications of a "superstar"job candidate

mensurate pay offer, and mean that most employees have topped out

their ear ings potential in about the same length of time that the average
empli , e has mastered the "learning curve"--just over three years. We measure

I

1~e

the value of our high level management positions by the size of the budget
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....,a--aged ar d the size and cornpensaflon level of their subordinate structures--a

pm,ctice that has resulted in the development of unnecessary managern ' rt'n

layers and an internal alignment of positiolns based on their hierarchical
flevel,

rather than by v;;:,tue of scope of irn,,),act and strategic sign ificance
- A'.`,~,.ifbugh

the

City's (,,urrent "civ i -:~;ervice" -type and compensation

r-.(--.,gF_--flvely impact man-,~grjrne~-nt ar--nd e.m.plcyee perfounan e throughout

-mization, it a pears th, Lwo areas in partic I rare ripe fora~~ ::ayers of the r, P r ,
-g,.

at,

change: the pr(')cess for compensatiing City executives, and th

-f

GiaSSigicationi'cc,,iiipansa'L,iOn process for City managers.

How did we got here?

Steps Taken To Get To The Plan Designs

The executive and manager prole'cts were hegun si

M.
Itaneously, employing a

single committee, -0 nMI,:ect nn.aTiagement t9am made up of three

different ernployees (a fearn leader and tw() indivi06al analysts, each assigned

to a unique prcjec~ ibut working cooperaUvely), ~nd two different consulting

organizations.

1 The very first task undertaken invo!ved 'oWit interviews, with a representative

from each consultant organiz,.-~tion and Vproject staff member meeting with

every C*tv department,head individuail,~y, The purpose of these interviews was
-

,

i ~ ts define our concepts of executiveto gather Info,n-,Otiam ,Mh:ch %~voukd hellt

rn vv~hi,-;~4 th. iC'tv reca:'~s and to which it losesand manager, the mariket rc.

employees at these leve~':s, ~Ilnd p -fomn-ance, Inkage possibilities.

2. Revised executive job
summa7questionnaires

(JSQs),and manager position

description questionnaires (MRk.;0s) were distributed to poterfla~ p~articipants

in order to gnV er currc-.,;,,r.t rel,6vart 'n'ormation about individual positions.

3. Focus groups consistin proiecl-ed executive and manager program

6~_J cutive focus groups were intended to
participants we,re co~. exec

ascertain emp~;oyees7 o#n:~ons an,d PercepT~ons about their current

compensation p,rC.gra.--ti a, d identify pc~en`ia; performance measures for a

proposed per~ormanpn, and i-eovard pro.gram. The manager focus groups also

sought tocv-ffier in clarifying di.-sti.nct occupational groups

in thq City's management work force,

4. Market compe
project's com
of pubiished

custornize

positions

consulta

4sation data was gathered for both programs. The executive

n,chmark data from their large library
I a s iiin:

~

i a Jiy d rew t
~- e r b e.

urvey inform,-AiOn. 7liese data were augmented with a

survey that sought specific information regarding several key

om regional government agencies. The manager project's

ts gathered all of their survey results from a regional survey

customized specifically forth' project.
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IF
-
`

r o po

concept.

6. In response to this feedback, adjustments were made to the iroposed

programs, indi,..Iding the evoiution of a nonmanagerial 'stra gic advisor"91

participants.

Council,men-thbers, the May-or's Ni~aragement Work Group, and the ayor's
I

cabinet. Proposed program d.etails were published and disl d to

~
;M

t

I

I

d -subsequent drafts. Comments ancl .
irection were solicited from

L
ossals were critically considered Od the5. Design work was initiated, Draft

pros and cons of each were vig,1-.rous:y discussed, clarified and addrosed in

The three proposed programs that resulted from thi work are:

The Managers Program., and

* The Strategic Advisors Program.

Thesep,rrjararn.s v.,

Throu;qh I

-------- --

the ea. 1h C ~: V, S, 0
------------------------ ---------- I -----------

* The Accountability Pay for Executh FA)x) Program,

lity
---

q-!J1i-eA-PEX, r,Jlana-g~

cdbe,d- b&amp;~'o~,v orl Jani.Aarv 8, 1998.

o n s h -i a cai o ~een
~

V,, ted to
---------------- -
L 0- -,~ rlure 'he continuedU": Z~ LU e. 1-

,

~~. . ... .....

- - -------- -----------

Po~ndud zain evalua-tion of the first,,ias ---ontracte-V

b Q6 n e,~~a U IC 0 E-1 S. ; ':T`~'Is des~~-,n has
. ......... - - ------------------

cls-Onces fl":at wiH be as atesult o
1----- -1 ............... I

...

o' char-aes his be~--,n h r1i en t # 5.

,Ose three proarams?Which positions in the City fit th

CATEGORY DEFINITIONS

Executive
/I

The executive levol W City government (APEX) is comprised of the people

who are respoln-sibi .
for rn,,~---naaing the relationships between the City and

its social, ecoron ~--nd rKA~:cai environment, and for setting the tone

and maintqininq- /--ontroi 0-:47 inmernal operations. A City executive must

:nanticipate prolny-,rns firorn rapid change and take advantage of

new c~ppolr'~U[-I~fies, alloca.~e m~3ources, make strategic decisions, evaluate

perfcnlriar~--q/ and articulate plans and policies for the most significant

activities of,~-,-,'ie City.

long t rm impact on the way the City conducts business; and scope and

impacts that affect the delivery of critical services and quality of life for

Positions m the City of Seattle designated within the APEX program
10

clearly eet some or all of the tOlloviing criteria: hierarchical orientation

that

c
a
li
e
s

broad morate res~:,or-,,sib~uties and is oriented toward

mana ement of the '-,,,vhoIe% strategic significance that imparts a definitive

iis,ed to reflect t~";e~ program-rna~Jc

I e--aluatior
.

In addition,, a
I L

,
L - .1
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many people, entail the management of large sums ofmoney,find or

involve control of extensive non-financial resources.

While the description of APEX positions was general enough

/t
o
c

ver a wide

range of executive roles, we found that our initial description for anager
seemed to exclude a number of valued positions that played cl arly significant

roles in the City. Thus, an alternate definition was developed o describe

positions of a level similar to manager, but that did not dire y manage

significant human or other resources. This new category' called strategic

advisor.

Manage
A manager for the City of Seattle is an empl ee who is identifiably

accountable for translating City and

depaa/rttental

objectives into specific

outcomes in the areas of policy, program , an!d
service delivery, through

rt
'

'

effective utilization of the City's human, inancial, and other resources.

Strategic Advisor

A strategic advisor of the City of Seattle is an employee who serves as a

key advisor to senior officials, or ho ma~es recommendations which help

shape significant City policies prograrns, or who represents the City in

strategic arenas, without hav' g full accountability for managing resources

I

to achieve specific OUtCOME

Which positions will be al oc ed to the APEX Program?

Department heads and divi i directors will automatically become part of APEX
and other positions will be e

Faluated
for eligibility based on their hierarchical

'-sl

orientation, strategic signif' ance, and scope and impact.

APEX PROGRAM CRI RIA

Hierarchical orientat' n--Position carries broad corporate responsibilities and is

oriented toward

rn
,/
a

n gement of the "whole." Accountability extends across the

'yorganization or be nd. This position typically reports to an elected official,

department head, r the board or commission heading a principal office or

rr

T

department, and/s responsible for translating their high level vision into broad

organizational p1blicy and direction.

Corp ration = City-wide: The position's responsibility and opportunity to

effe positive change extends to, impacts, and addresses most, if not all

s
u
y
b
id

~
i'
,a

r
y

organizations (other departments).

C rporporation = Sub-Division of the City: This level is mid-way between

ity-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 responsibility/and

opportunity to effect positive change extends to, impacts, and/~ddresses

most, if not all subsidiary organizations (other divisions).

Strategic significance-Position is responsible for making sig

recommendations to elected officials, and for formulating and
j

.resulting long-range City goais and objectives. This position

and policy direction that has considerable long-term impact

allocation and the City's provision of services. Such posit

organization's objectives, determine appropriate resourc

the efforts of organizational components to accomplis

Position is responsible for all program outcomes.

1ficant policy

plementing,

stablishes program
n resource

ns define the

allocations, and direct

e City's mission.

Strategic significance is likely to change over the v6ars in response to changing

political agendas, economic, environmental and /ocial conditions.

For example,

I
.

health care reform was of great import nce to the City to address in 1992:

2. the welfare to work initiative has a ne level of urgency in response to

0

reduced federal support for welfare rograms; and,

3. if juvenile crime is ever diminished o an acceptable level (somewhereI/
near 0), addressing the problem ill conrespondingly diminish in mayor
and council priorities.

Strategic significance is a factor appfopriate to be decided at the highest levels

of the executive management teaqf. Thus, an Executive Compensation Review

Committee, designated by the M§(yor, will have direct involvement in the APEX
allocation process.

,6-High: The incumbent is in the position ofStrategic Significanc

effecting significant p6sitive results in the areas defined by the Mayor and
I

the Col,:nci: as City riorities such as enhancing community, social equity,

environmental ste ardship, economic opportunity, and security.

ica

, " rt

Strategic Sign' icance-Moderate. There is the opportunity, albeit a

I

I/
N

pmore limitedt o, unity, to effect positive results in these same areas.

The signific, ay be diminished simply because the position's
J

:

~
J
~

y has changed to entail the maintenance of successfulresponsib.1

innovation,6 that were begun earlier, or because the City is. not in any,

It. on t affecting change in this arena. For example, the position ofposi I

Directo'- of the Office for Education is limited in strategic effectiveness,

becau e although it has some influence with control of certain funds

5c

rr

""o

distri ution, it has no direct authority over Seattle School District policy or

pro ammatic activities.

Str'ategic Significance-Low: The position is in a supporting role in

effecting positive results in the strategic areas listed above. For example,
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The Finance and Administration Director for a department assis in

t

achieving the wider strategic goals of the organization by ensu ng the

financial health of the organization and continued, reliable se iceE

d partm

c

delivery. The Human Resources Director for a very large,/n ent

would provide similar strategic support for an organization n an executive

level.

Scope and i mpact-- Position's discretionary authority has
s~nificant

impact over

r"a large arena. The range of authority may be Citywide, re lonal, or larger, and

inClUdOS programs that affect the delivery of critical servi s, quality of life. for

citizen,s, management and effective allocation of large ms of money, and/or;t,
control of extensive non-firiancial resources.

Scope and Impact -Large: The incumbe-1/is directly responsible for the

dispersal or control of at least 10 million 794lars, a customer base of

500,000 or more, workforce of 1,000 or
,
or regional services

covering, at minimum, the entire City.

Scope and Impact -Medium: T 6cumbent is directly responsible for

the dispersal or control of at leas million dollars, a customer base of

250,000 or more, workforce of 50 or more, or regional servicbs covering,

at minimum, half the City.

Scope and Impact -Small: n e incumbent is directly responsible for the

dispersal or control of at le .5 million dollars, a customer base of

100,000 or more, worf e of 250 or more, or regional services covering,

at minimum, a quarter

o
7
th

e

City.

How will the City decide y6ho is in APEX?

Initial allocations to APE
on input from departme,

summary questionnai

the personal qualitie

I performed, allocati

whole job evaluati,l

f

will be recommended by the Personnel Director based

I heads and evaluation of employee-completed job

s. Since the APEX program covers positions for whom
of the incumbent will affect the nature of the work

o and within the APEX program is made on a generalized

n and ranking approach.

The Personnel 2J~rector will evaluate Job Summary Questionnaires (JSQs)

utilizing these riteria and determine whether a new position should be allocated

to APEX. At e request of a department head, the Personnel Director will

evaluate no -APEX positions to determine whether they have undergone
sufficient c ange to meet the necessary criteria for inclusion, or will evaluate

3

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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Upon implementation, appointing authorities will be provided the oppo nity to

have APEX placement of specific positions independently reviewed b a

jvJ

committee designated by the Mayor as the Executive Compensatio eview

Committee (ECRC). However, we anticipate limited need for revi!e

/,
g
iv

e
n

the

appointing authority's broad discretion for position allocation and lacement.

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

(1137% wide) anchored by four market group sub-b nds. (See the APEX Base

m
Pay Structure section of this proposal for more tail.) Applying market data ande

the three criteria, the Personnel Director will re mmend which of four'In
established market groups best fits each pos' ton.

Internal benchmark positions will provide e~

standards for market group comparisons
APEX program, These comparative an

application of the three APEX criteria,

significance and scope and impact.

Examples of Market Group Fou

City Light Superintendent, Se

Mayor.
All of these positions easily

orientation is always "corpor)

dev.elrjpmient of broad org,

accountable for major pr~

organizations, with resp
allocation. Unique ma

group level, which w
conditions.

I

Parks and Re

Director, Dep
Relations D
All of these

orientatio

of broad

progra

respon,

sily recognizable and identifiable

br all other positions allocated to the

III be supplemented with anyses wl

ierarchical orientation, strategic

Executives

e Center Director, Police Chief, and Deputy

nifest all of the executive criteria. Hierarchical

te" (City-wide) in nature. Decisions involve the

izational policy or direction, and positions are

Orarn outcomes. Direction is given across functions or

nsibility for overall objectives, staffing, and resource

et issues also contribute to placement at this market

specifically created to address exceptional market

Irket Group Three Executives

Ireation Superintendent, Housing and Human Services

ty City Light Superintendents, and Intergovernmental

ector.

ositions also manifest all of the executive criteria. Hierarchical

is always "corporate" in nature. Decisions involve the development

rganizational policy or direction, and positions are accountable for

outcomes. Direction is given across functions or organizations, with

ibility for overall objectives, staffing, and resolurce allocation. These
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positions, while closely related to Market Group Four executives, do not reqyire

the same level of compensation to address compelling market demands.

Examples of Market Group Two Executives

Electric Services Directors, Municipal Court Administrator, Land/Use

Director, and Energy Planning and Forecasting Director.

At the this level, alk I-eas:, tworif the executive cr:teria would be met Someb

/ee
g

ti ndecisions might ir.vo~lve b: oad organizational policies or direction,. ut most

iti re

s 0 urt

m t

decisions are:lkeJy fio (~,,-ncern th(--,, development of long range p ns, goals and

obiectives for spedfie.~ e~emental fin-G-Voris of the City, such as ourtfunctions,

c 0

ro(,,iona: a~,Iectrical services, orl-and use issues. Thesepositi sarelikelyto

evince a diminished City-wide corporate hierarchical orient ion.

Examples of Market Group One Executives

Civil Rights Director, City Light's Civil Engineering/Directo.r.
and the (City-

wide) Building Operations Director.

Positions at this level might have notable (City-widey hierarchical orientation,

strategic significance, or scope and impact; but u ally meet only one such

criterion. They tend to have greater responsibili for program outcomes than for

' ~Y ""~

policy design and direction. Positions at these evels are closely related to the

highest level positions in the manager or stra gic advisor group and may be

evahj,~-.,zted utilizing the manager or strategic dvisor group criteria for confirmation

and reliability.

The APEXAllocation Process Diffels from the Manager and Strategic

Advisor Process. Why?
Whole job ranking is the most co mon method used in measuring executive

leve,l jobs because it is relatively,,,,imple,
flexible and responsive to changing

M3rlagement needs. Thewhea(a job ranking method works well for positions

where incumbents lhawe grea alitude to define their jobs, and is particularly

suitable for comoensation s tem designs which are intended to provide

maximum flexibility for recr iting and work load management. Because it doesn't

provide "hard" criteria for
'

stification of results, it is less effective as a job

meas-urement tool for ci,;'.~/Ssifiedservice positions. We find that the Manager and

cfra`egi,.-- Advisor progr ms are better served with more detailed and quantifiable

point factor job meas0ement
systerr;s.

How Are Managg+ And Strategic Advisor Program Allocations Determined?

The Personnel irector will evaluate Manager Position Description

1,/

Questionnaire (MPDQs) utilizing the Manager and Strategic Advisor Program

point factors riteria and determine whether a new position should be allocated

to these pro rams-. At the request of a department head, the Personnel Director

will evaluat 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 to determine whether they should be excluded

because of duties changes.

Upon implementation, affected employees and department heads will 'a

provided the opportunity to have Manager and/or Strategic Advisor pi cement of

c f

specific positions independently reviewed by the Reconsideration C mmittee

made up of ESD Classification staff, departmental human resourc s staff, and

program Consultants. In am'ditic),n, all classified service employe can a ppeal
the application of the class ifkaiation process for their position.

Finally, the allocation of all Manager and Strategic Advisor
Ositions

will be
contirmed by the ity Council through legislation,

Manager and Strategic Advisor Point~Factor Metkodology

Addressing positions largely represented by the cl sified service, the Manager
and Strategic Advisor Programs benefit from the ind of quantifiable job

measurement approach represented by a point actor system. In a point factor

system, relevant factors are defined and weig ed. Each job is compared to

descriptions of the various levels within eac actor. When the appropriate

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

a total score for each job. Tjheclarityof is system and the relative ease in

1i n eac actor'

justifying results is offset by its inflexible ature. Therefore, rather than allowing

the point factor system to force un,due innitations on appointing authorities, the

r

point factor scoring sy,:,'.tern is limite
-

simply pplacing positions within pay zones
fl(3 5/(-, wid e with i n wh: c'; 1 i1epartme--11" wads have.discretion for exact placement.

Sala;ry Pfacement (.;,u~d'eknes (de#ribed iater) will assist department heads in

making individual safla$,y p':a-,--efn9fit within pay zones.

Manager and Strategic Advis-r' base pay structures consist of single broad pay
bands (84% wide) with thre ub-bands, or pay zones (35% wide). Department
head discretion for manag s and strategic advisors is limited to placement
within the three sub-bardi, or pay zones. (See the Manager and Strategic

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

Stray~
acto ma

One set of point fa o
was,!dentified

and defined for the Manager Program and
r.another for the

qJ,

Adv1sor Program. (Specific Manager and Strategic

Advisor point f data is attached.)

MANAGER PPv0GRAM POINT FACTORS:

Human ROources Management 13%

Budget / Fiscal Management 14%

Program Management 18%

Edited 09/27/1999

proposal sept 99.doc



111REX, 'Aonagws and Sftzitegic

Communications Management
Matrix Management

* Policy Management
* Technical Management

Policy Contribution And Impact 35%

Program Contribution And Impact 15%

Budget Contribution And Impact 15%

Communications Contribution And Impact 10%

Matrix Contribution And Impact 10%

* Technical Expertise Contribution and Impact 10%

* Human Resources Contribution and

Impact/
5%

STRATEGIC ADVISOR PROGRAM FACTORS:

What Are The Job Classification Issues Inv

Positions in the APEX study are. exempt fro

therefore, not classified. most m
'

are par- of the City's Classifia-d Service sy

classification. Orders of lay-off and oth

-for definition. Therefore, as a means g
and strategic advisors are assigned

that serve as manage,r and strategi

are then allocated to one of three,

1,eve:s of broad classes allocate

'Lhese series.

ved?

he classified service and

"nager and strategic advisor positions

tem and therefore require

classified service rights need criteria

classifying these positions, managers
one of eleven broad occupational groups,

advisor program class series. The positions

ay zones that serve as indicators for the three

to the established pay zones attending each of

rs oWhen considering orde

/ lay-off, the committee charged with this

responsibility, will conside se rvice credit connected to the title in use at program

implementation, to be a rued tb the new programs' allocations.

'e

.

MANAGER AND ST9ATEGIC ADVISOR

OCCUPATIONAL ROUPS (Class Series)

(More detailed d Initions are attached.)

r

1. Customer rvice, Public Information and Promotion

2. Human Se

y
ic

e
s

fl

3. General overnment

4. Courts,,,Legal and Public Safety

5. Finana'e, Budget, and Accounting
6. Engi,Oeering and Plans Review

7. Util' les

8. P chasing, Contracting, and Risk Management
9. P

,

operty and Facility Management
10.Parks and Recreation

I I.Information Technology
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4dvis-ons Pro

What Will Be The BASE PAY Structure?

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

APEX Base Pay Structure

s,

The base pay structure for APEX consists of one "Executive
~ay B~p~

',,

which is

anchored by four market groupings. The same decision proce s f r i 'c usion in

APEX will determine, to which market grouping each executive Wsition belongs.

1998 APEX Pay Band Proposal'

Market Group Bottom

$99,974 i

APEX Salary Setting Discretionary Range

Middle / Top

$66,872, / $76,7781

$ -~

7 5,96 $87,2731

$ ~) 13, 3,6 4 $107,267

$117/472 $134,970 J

The APEX program allows the appointing aut ority broad discretion to increase

and/or decrease executive base salaries at ny time within the recommended

i u

market group in response to business nee s, reorganization, job contentnee s,

changes, strategic priority shifts, and uni ue market indications. Changes inUn e m
compensation outside the recommen/dmarket group will require the approval

of the Mayor, or the compensation re *ew committee designated by the Mayor.

Manager and Strategic Advisor Play Structures

Th,,~-, Nlanagel,and Strategic Advi

bro--dband with three Pay Zone,,

and chanpn;g base pay for su

CCN--1,f':ned lo the allocated Pa,

P-ersor;nd Director's initial

provided with t~~e, opportu

class series are served by a single

The appointing authority's discretion for setting

rd':nate managers and strategic advisors is

Zo,ne. Should there be disagreement with the

location, appointing authorities and incumbents are

rity to request an administrative review or

reconsideration of~'ffie al)6cation. In addition, classified service employees may

appeal the procQss uti',Aed to allocate their position to the Civil, Service

Commission.

$56,872

2 $64,6461

3 $79A

19%8 Manager and Strategic Advisor Pay Band

Minimum Mid-Point Maximum

.L4one 1 $52,324 $60,117

Zone 2
11

$52,624 $61,833 $71,043

Zone 3
1
$60,717 J$71,342 $81,967

1

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

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

these positions out of the APEX Program altered (increased) the resulting market average of the

benchmarks defining this Market Group.
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-~J EX, M,,-~nagers ard S'b-ategk,
s

(), ~Fs
............

The overlap between the APEX pay band and the Manager and Strategic

Advisor pay band can be attributed to the fact that a Manager may have

responsibility for a function or program that is far broader, more complex,

more strategically significant than an Executive who is automatically all-dated to

APEX because of his or her hierarchical placement.

How will individual pay rates be set?

APEX Salary Setting Process

The APEX program allows the appointing authority broad di cretion to increase

and/or decrease executive base salaries at any time, withi the recommended

t i

market group in response to business needs, reorganiza on, job content

changes, strategic priority shifts, and unique market in cations. Given this far

0 ganiza on'

0/ed
reaching discretion, the appointing authority can be ld fully accountable for

y r

r n catio'

his/her staffing decisions. Setting compensation ou ide the recommended
I

market group will require the approval of the Ma or the compensation review

committee designated by the Mayor.

When making his/her APEX salary placerne decisions, the appointing authority

would be asked to address and person, ;ee"rrtify that he/she took into account

the following:

a Relative size of job,

* Financial impact of position,

a Market difficulties,

o Sensitivity of position,

,&amp; Scope and range of subordina~6 operations, and

* Technical complexity.

,--Li,ve Januav 1, 1999, akudget cap of four percent.(41
-------------------------

2~9)-p

1. The _anv approved market
---------------

str
I - ilaras weH e.5:~ s y based on the

------------- ------------- ----------
P--rson D'~ -tor in limited cases mgy ro\Lea

-

f
-

c)
-

.4 -.,d fi~

-- ------- --
'' -q~

P khen hirino, costs cause a department to
,h
,

r f
I"exceerd its ict. IV, a r k, ei d, a t a P 1

u,,; t s u
~~, L,

0 r' t

MANAGERAND TRATEGIC ADVISOR SALARY PLACEMENT GUIDELINES

DepartrneW He s have the discretion to set manager and strategic advisor"~'Tav
salaries an-,Irv~-eh re within allocated pay zones. Manager and strategic advisor

salary adjust:-Vfants within the pay zones can be made at any time that the

department
" ead can support that a change is warranted. Department heads

must use c nsistent criteria for placement of managers and strategic advisors

within the llocated pay zones. The Personnel Director will provide appointing

authorities with a salary placement workbook that, in addition to describing a
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X, ancl Sfirategic Adv_isoirs- P~c~posa

simplified transitional approach, recommends a detailed process addressingithe

following sets of considerations:

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

" Recruiting and Retention

" Market Equity

" Internal Alignment

Effective Januarv 1, 1999, a budQet

aalary_,~ diustments, is imposed. T-he ca iRcludes anL_
-------

____p _
pdius~m,,~.,rlts, as well as salanLghan mpla

- I ---- - ------------ - -- - __~_.ges conte

Y 41pp oved market

ddDased on the

a for-ement;,ont-,c", factors, The. Pe~,sonnel Qirec~;jr in,nnited cases may approve

r)fiors 'o this cap when uramlicigated hiring cjdsts cause a department to

exceed its budget. Market da~a rnUSI. SL ial sala~y offers.

The budget cap is proposed as a method torAnforce consistent and eguitable

treatment of program participants across de,,6artments, in addition to_,9~~
program costs.

Does subordinate salary dictate a anagers base pay?

s

Breaking from long held tradition, it ould be noted, that the number or

compensation level of subordinate mployees is not a relevant consideration for

salary placement. In fact, there i no rule, guideline or policy for any of the three

programs that is intended to su est that supervisors must make more than their

P

L

subordinates.

What Is The Market From

Executive, Manager, An

The market for the majo
advisor positions is def)

scope and diversity o

has been expandedy
similarsize and sc

positions may al~

hich We Compete For Employees To Fill Our

"Strategic Advisor Positions?

1y of the City's executive, manager and strategic

fied as regional public sector employers with similar

'functions and services. The market for department heads

6 include national public or private sector employers of

pe, and the market for certain utility-specific executive

include nongovernment utilities.

How will e rogram keep current with market changes?

s curr t s

The initial ta col I ected for all three programs, APEX, Managers, and Strategic

Advisors,
Ya

en a of January 1, 1997. The delay in implementation has
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IEXI

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 prog

City will survey the market at least once every two years, and adjust in

groucings and/or pay zones accordingly. These biennial adjustment

the cost of living adjustment (COLA), which had become the predic
i

salary increase eXDeC.t-Ition for most City employees. This bienni

used to -,adju~~t budge~ts and the pa,rameters of APEX Market G

kjanaqgir and S-ratllegic Adviscr Pay Zones. However, while th

auOority wii~ cont-inue with the. discret"onary authority grante

it should be understood that no autn-mat:c changes to incu

implemented in response to this data.

ms, the

market

(will replace

ble annual

data will be

pings and

appointing

by these programs,

bent salaries will be

There is no intention of permanently using the same arket data sources listed

in Attachment 1. Market data collection will be regular y modified and improved.

The impact, if any, of variance in results should onVy help to better situate the

City in terms of its market relationship.

Th-e first Year evaluation reqgg,,,i~ d that the rr4arket datg ovided ja
----------

_pL_
chai-,c,es to the_pr qr,--,ms' Pav band,--,was ',-i.V.-i~fffic~ienti~d(-;,~:i,;Ied to i)ermit

.......... ---------- ------- -
Future market studies will providethe "909 and 2000 adiust-men

~--,-.a~,,.,,,.~-,rt'variable,~app~~ic.Eiti..,,~,rofthEYmarket.adiustment.

Q. e, 11 71 t adjustmentngin!~MA~ith_the lanuarv 2nOO rn(-..r,

ded to progEarn -Part~cibari-s, ~/,ihg~i~.-for~mance~durin~the~revi~ous~
------- ------------- . .. . ...... - --------

evaluat:on c de is rafed uivalent thereof recardless of
IY -t

-y or thee

., 6 S: data o-id:cates~what ~h g
--- - ------------------ - -

.What Does Variable Performahce Pay Mean?

All three programs, APEX, M.11nagers, and Strategic Advisors, contain a variable

com
'

;)P,,-,,sation component, ~'e: 0 a portion of the employees' potential gross pay

is d~--.~, erident upon
.

the ach' vement of targeted and assessable operationalp --j I

results with respect to sp ific City values, described by 7 competencies.

Given the "at risk" natulie of the variable pay component of these programs, it

I

should be clearly und irlstood that while high performers will now have the

Eoppo~-tunity to -'Mcre e their wages, executives, managers, and strategic

advisors -v%,ft. fail
tFachieve

their objectives are quite likely to earn less than they

could expect un
*

r 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 opportunity to earn an additional 10% of base pay.

As a result of the first vear evaluation, the APEX variable peeormance

pay potential is reduced to 8% of bagg gqypffegtivq Janu,

Manager and Strategic Advisor Variable Performanob Pay

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

For aH three programs, the incentive would be assesse and paid upon
co:mplf.-~tion of a review period, as a lump sum retroaci e pay adjustment. This

assessment (evaluation) will be performed late in th;
7calendar

year in order to

allow payment within the current (relevant) tax yea,

Effective Janua[y 1, 1999, the variable performLnce pay budget is set at two
percent (2%) of program budget.

Proaram Darticioants whO trans-iFer to a posif ion that is not eligible for variable

0. rtc--n-mance p~i bri cv,61e, or w~io separate from Cit
------

the evaiuat'

sha`l not be elioible for var,(able re rfUmance pay for the year in

~.nsfer or serr Mt'he trp 'Ira~ orl occu

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

Performance measures-Two P4S
All three programs feature a c

performance measures for b

receive due attention.

~mbination of assessable operational results and
havioral competencies, in order to ensure that both

Performance Me sures, Part One: Goals

&
a
m

p
; Outcomes

The appoi
--

Zthority
is charged with naming up to 5 clearly defined

strategic obie4,,,,es (assessable operational results), identifying the

relative wek, "~rnoortance) of each. Most often, department goals will be
reiterated iq!i~-,ke strategic objectives set for a department's chief executive,

and reflected in objectives set for lower level executives, managers and

strategicAdvisors.

Pe mance Measures, Part Two: Competencies160/1

A7Z
same time as objectives are set, the appointing authority is asked

eto' entify competency standards with which to measure the behavior of

subject employee. As guidelines, the program defines seven areas of

rgeted competencies: customer service; diversity;

bchievement/performance orientation; organizational orientation and
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,Ao E-K, loanag~,ars

I
:impact; judgment, analysis, and (iirectives; leadership and teamwork;

technical expertise. Not every defined competency need be
applied,

every position or objective. Rating sources, with a potential for a 3

Recognizing that many executives, managers and strategic advis rs mayr

th
achieve their greatest acf~,-,,mp1i9hrner,-,s part of a team while thers work

effectively with more inde;per,dence, the. iden.Utication of team riented strategicr

for(

operational results) wii: be recomme ded but notle

required. :'n add;~ion, successfui~ team orientation will be r 'nforced with use of

review process, will also be identified at this time.

Team Versus Individual Performance Measures

the proposed 3600 review process for competencies.

Variable Performance Pay Communication Respo)

Although the appointing authority May change sele,

:
:11relative weighting, if prioritie

,

u,,rganizational struc

significantly during the revie"N strategic

competencies should be fully diz..-,,.--ussed/negot

the onset of the performance rsvk-,,w ~,)enod.

immediately communicated to the subject 9~

'sibilities

fed objectives or their

re, or other variables change
A

edives and expecte

6ted with the subject employee at

ny subsequent changes should be

iployee.

p
e
'!Calculating Variable Performance P ~Results

Following the end of the evaluation o
,

the appoirting authority (or designee)

assesses the subject executive's str egic objective achievement and collects

evaluative data from peers, subord' ates, or customers regarding competencies.

Should the employee's perfoi-m ce meet or exceed targeted expectations, he

or she could be awarded u-p ._ -he maximum available (0% to 10% of base pay

for APEX executives, or U-,/~ t 8% for managers and strategic advisors) as a

lW-P sum pierformance aw, d. The actual award amount, up to the maximum,

w 1::. ppcbe determined by

thi/eppointing

authority.

Effective Janua[y 1, 19..9, th
_

e variable erformancq_ngy_aqtential for APEX

executives is 0% to 8'

The first vear evoluAtion revealed that a significant numper J9,5-/ol OT prog

receiv d a variable Dejormance pay award in 1998. Fiscal
--------------- --

~i-

,

th~,-~ rieed "Ic ciq~a~-!y estab';ish a direct link between variaan
Le,,--; --------- -- ---- -------------- ----------- - ---------

r~,-!-rlarica for implementin
---- -----------

--n-ciuidel~ne
p,/y anc

nUIA-ib -r-of-Yad-able, 7.av recipients. Effective Jan

e awards in th2 hig]Larn articipants wo~_ .1 rece vthat-15-b"
`

ro(

cants would receive lesser awards5% tcA!/A and 250/6 of all_pro ra,,-~nart~icj!in-

ram

- -
-1

1

,

"'11 `--e e.x~-_,-,c-ed 'o limit variawp_gqtLr~~~eadh Vii - L L

_~nant A general rule of thumb for awards is
fG --o ram

ble

s to

u a!y 1.
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amd Stt

fe-.g, I O/o to 41/161 Each department shall revise its vgnabLe ormance

to be consistent with those recommendations.

As noLted above, the_2)arket adjustment will also be performance-based, to the

extent that "unsatisfactorv," on ~Iori-nance or th-e eguivalent thereof, wfll result in

denial of the market regardless ot,~P~;~iat the survey dataIndicates.
-- ----------------------------

Effect of Variable Performance Pay on Retirement Progra Participants

Retirement contributions will be assessed against the lump r
u
r
m

r

retroactive pay

ul%
adjustments. These variable pay adjustments will be in ded as part of the

participating employee's base pay for retirement calc ion purposes.

What will be the Process for Implementing Theo Programs?

Implementing Base Pay for APEX

Upon implementation of the three programs, t

may be brought up or down to within the ap

recommended level is lower thanthe emp!
transition, the appointing authority has th,

salary at its current rate until the band

level. If the bottom of the recommen

employee's salary rate at the time of
X

expected to bring the employee's s

discretionary range.

e employee's compensation level

opriate level of the pay band. If the

ee's salary rate at the time of

discretion to "freeze" the employee's

el catches up, or to set it at a lower

d range of discretion
2

is higher than the

ransition, the appointing authority will be

lary up at least to the minimum of their

Implementing Base Pay for Managers and Strategic Advisors
,

If the recommended level is )6wer than the employee's salary rate at the time of

transition, the department, it~'_-ad will "freeze" the. employee's salary at its current

rate until the band level CL

/

3

t,'-hes up. If the bottom of the recommended range of

discretion ishighertha the employee's salary rate at the time of transition, the

effect of allocation will e to bring the employee's salary up at least to the

minimum of the ran

Changing Base P. Y

In response to c anging business needs, appointing authorities may change the

compensation f subordinate executives at any time for any amount within their

range

o
f.
X

.

Department heads may change the compensation ofdisc tion

managers a d strategic advisors based on the salary placement guidelines

provided b the Classification Director at any time following program

e t

r r

impleme ation. Since most managers and strategic advisors are civil service

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

,questio~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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Nt'-una~,4er,_;- ancl, Saategic', A~Ni,

employees, they will have "Incumbency rating" rights upon transition intope

program. Thereafter, base pay may be adjusted within the pay zone wXen there

is a corresponding change in the level or complexity of duties and

responsibilities.

A!! ch-armes to base pav must be made within the overall
:__ ............ . ....... __ ... ... . ..... . ................ -

Percent (4 %) from JanLlar),' 199* 9 f0lv/ard. The Personnel Direc,

L;x.Jo na oJilci co

How will the Programs be Monitored?

und eas

) of four

ust app

Le City

The Em-~,Cufive Services Depar-Iment, Personnel Divisi 's Classification and

Compensation Unit will njn payroll utilization reports t least twice a yearto

ensure that the programs continue to serve the Cit as originally intended.

Base pay for each program position will be pub~l§hed in the City's Budget Book

annually and reports will be generated ,

~

regarding the disbursement of

performance funds.

PROGRAM ACCOUNTABILITY

All three of these new programs will equire a significant amount of ongoing

communication on the part of all a ected parties to be successful. The -following

0 ecac~,-.ountability statements are no ecessarily all-inclusive, and are only intended

to pmvide clear direction abOLl:: ial minimum responsibility required of each

particip,.-int if the programs ar0o be effective.

Mayor"s Accountability

The Mayor is accountabl~ for establishing clear and meaningful objectives for

each departme 6~partment head under his or her authority, and for

:ectives, and any subsequent changes thereto, early andcommunicating those/b,

frequently.

The Mayor sha!! e6tablish accountability contracts with all of the department
heads under his/6r her authority, outlining his or her expectations for

achievement of/the objectives he or she has set. On no less than an annual

basis, the Ma or shall evaluate each department head's progress toward

achievemen of those objectives, and may or may not award a lump sum

performan recognition payment based thereon,

, 0I ~

The Mayor is responsible for reviewing any and all data related to the

impl( tation and administration of these programs as it is provided to him or

her by the Personnel Director, -and for taking action when such data indicates

that a department head has failed to properly exercise his or her discretionary

responsibilities under the Accountability Pay for Executives Program (APEX), or
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the Manager and Strategic Advisor Classification and Compensation Progpms,

imposing restrictions as appropriate.

City Council's Accountability

The City Council will review, modify as desired, and adopt the City'

compensation policies and programs by legislative action, evalu e all funding

requests made by department heads in their budgets for com nsation, and

take action as required to modify the budgeting strategy orVPrategies approved

for the program.

Personnel Directors Accountability

J

The Personnel Director will train, advise, and consul ith appointing authorities

r

to ensure that they have the information andd ddirreci n they require to implement

I P

and administer the APEX, Manager, and Strate Advisor programs in a manner

nd cons '

g Ad i

consistent with the programs' goals and princi s.)r 1

At least once every two years, the Personn

/D
ir
e
c
to

r

will conduct an analysis ofv

the appropriate labor markets in order to just the salary bands established for

these programs.

The Personnel Director will provide r ports to the Mayor and the City Council on

a quarterly basis, for the first year f program implementation, to monitor the

establishment of base salaries a
V

th
c
e

distribution of performance pay in each

e r
'

ar r

department.

Department Head Account ility

The department head will t base salaries for program participants under his or

her sur)ervision in accord nce with the program design and guidelines issued by

the Personnel Director. he department head will use fair and consistent criteria

s

o exp

for the establishment base salaries, will document his or her salary decisions,

and will be prep; o explain the rationale behind their decisions when

necessary.

The department ead will set performance objectives for all program participants

who report dire ly to him or her, and will oversee and approve the establishment

of performan objectives for all program participants who report to his or her

direct subo Inates. The department head will ensure that performance

obJectives re con-im::n:iAted to and discussed with the individual who will be

evaluated ased on his or her achievement of same, and that the individual iseda

e

t

kept ap P ised throughout the course of the evaluation period on his or herd

r r

3'u a d

progre toward accomplishment of designated performance objectives, The

s

L
h
r
'

)/
e ddepa ent head will mandate the formal evaluation and award of performance

y

pay fl r all program participants in his or her department, and shall withhold

perf rmance pay from his or her direct reports until they have completed

ev luations and awarded performance recognition incentives to their

ordinates as appropriate.
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Aanager,_,, w--~d Strategic A~~Iviso~-s P~--;Dposw,

performance objectives and competencies that have been established Tfoy-,them,

and for immediately communicating to their supervisors any obstacles t#their

Advisor compensation program, shall be accountable for understanding th

Those employees who are assigned to APEX, or to the Manager or Strategi

Employee Accountability

accomplishment.

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

One on one support will be provided for appointing authorities, anagement,

affected employees, and department human services staff a
s
!"

/equested. This

will include, but not be limited to:

1. Distribution of sample performance programs and gui lines;

2. Informal in-house training, as well as referrals t ,~
rialized management

4. Analysis and recommendations regarding indiviAal salary placement effects;

training consultants;

3. Customized market data research;

and,

5. Program management guidance.

Questions That Might Be Asked By Progr rn Participants

Ud

/B
's

t

Could I lose potential income under th' program?

y Progr

Yes, you could. As stated earlier "Give the "at risk," nature of the variable pay

nder th .5 pi

component of these programs, it sho d be clearly understood that while high

performers will now have the opport nity to increase their wages, executives,

I

managers, and strategic advisors o fail to achieve their objectives are quite

likely to earn less than they Goul expect under the current compensation

executives as adjusted every other vear to account for market changes.

For example, we've descnb-_~A the earnings of four fictional City executives for 6

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

compensation of top ste or Director Ill. There have been no changes to

.anyone's
responsibilitiye~du'ring

Vh,~s time, (See attached spreadsheet showing

relevant calculations.)

The first executive V.,e..I uinder the current program and received same colas

enjoyed by the b of City employees. Her gross earnings were $356,982.

The other

e
x
7
e
ti
v
e
s

lived in an parallel world where the new program had been

implemented anuary 1, 1991 and the cost of living adjustments had been

diverted into he va riable performance pay program. The pay of these

program."
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PEXI Managers and Strategic Ad,,~
. ..............

One of these "other executives" has only able to meet normal expectations f

the entire decade. His gross earnings were $354,918. His earnings were XSS
than the cola'd executive's by .578%

The second of the "other execul,ves" did a good job consistently excoding

expectations without variation. His gross earnings were $372,66 /Asearnings
exceeded the cola'd executive's by 4.393%.

The last of the "other executives" was an extraordinary supersv-~r employee, who

always greatly exceeded exoee-laflons and was very nice do' g it. Her gross

earnings were $390,409. Her earnings exceeded the colay'egxecutives by

9.364%.

With so much independent discretion being proxosed, how will the City

ensure fairness and equity?

Although plans are underwayto officially monit these programs, to reveal

a,

u r.

~_,r on

trends and subtle adverse. impa&amp;S, these pro ams will not be implemented in

ia

~e ro

0 ivi
~Z

secret. This is "up-frol-.t;,~overn:-::c-.r..~," in a w unknown until now. The person

n ity

g.ve,n the responsibility ,r ma'Kirlr- hi g a compensation decisions will be heldd

J: s e ' avior will t

mo

accx,~untable for decisions made, Many p ople, including employees, customers,

'a p

Unions and peers, wi:' be watchi.ng ho individual appointing authorities use the

c

I3/
;

-, retion they are being granted. Re, avior will be noted and abuses/successes

s

can be addressed by the Mayor as eded.

How do you address concerds about our current system that is

"'mysterious and perceived,,to be subjective and inconsistent,"" with APEX,

a system that applies to tMe highest level, nonclassified personnel?

Whole job roankilng is reco hized as the most common method in use for

measuring executive lev jobs in both the private and public sectors. This is

~c

because, unlike lower I vel positions, executive positions are viewed as those

.0cant:0., a~~tered` by the style, skills and abilities of theirmost likely to be

incumbents. The fie bility of APEX capitalizes on this fact,

I

Other than reco, ending placement of positions into broad bands,

compensation d cisions will no longer involve Personnel Analysts, making

rnarrowly calib

/t
e

d

recommendations based on such abstractions as

organization charts and span of control theories. Individual salary placement

decisions w' be the responsibility of the appointing authority.

Two ess tial hallmarks of the APEX Program are accountability and

manag ent flexibility, each balancing the other. Decentralizing compensation

decisi s supports the point-of-management accountability required for greater

worki ad management flexibility, the development of innovative ways of doing
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business and accomplishing objectives, and the effective communicati~fi of the

City's values and goals.

Will performance awards be granted to employees who mere* meet

expectations?

There is no intention of suggesting that performance awards ould be given to

,,Ktive" programs.employees who merely meet expectations. These are
It

ince

~6

Performance targets are intended to be set over and abo# ordinary job

expecLations.

I

How will these programs reduce management Oyering?

ha e iWe have found that our GUrrent systems iv ; dvertently encouragedd

mana-gernent layering in the City. Thus, both PEX and the Manager/Strategic

Advisor Plans were developed with an inten f recognizing high levels of

contribution outside the articulat'or of sub r inate organizations.

We found that application of the Str,-.it;~6ic
Advisor matrix more appropriately

addresses approximately forty positi,Ois uncomfortably holding manager titles.

P,Jthough we cannot precisely fcre(~-Ist cultural change, we believe that by not

11couraging layering, that the lonej- term effects of these plans may be quite

significant.

Edited 09/27/1999

proposal sept 99.doc



Rtmtegic U.-ivi, proposa:,~'~PEX,

Attachment #1 - APEX, Managers and Strategic Advisors Market Stu

APEX Market Study

A combiration of published market data and regional custom
survetdata

was

utilized to created the market groupings for the APEX Pro,. following is

a list of the source data employed for this purpose:

APPA Survey of Management for organizations with reveoes of at least

$100 million.

APPA Survey on Management for organizations with aAustomer base of at

least 100,000.

Charlotte NC Survey of cities with populations grea~6r than 175,000 or less

than a million.

City of Bellevue's national survey.

City of Phoenix's national survey.

Co"orado Muni League's survey of positions/n cities with populations greater

than 1 5,000~

Cook County Salary &
a
m

p
;

Fringe Benefit m9dket survey of municipalities within

the Chicago metropolitan area,

Dietrich Executive Engineering Occu
'

public sector employers with over 1

ECS Middle Management Survey,

ECS Top Management Survey

ECS Top Management Surve)

ECS TopManagememt for

* EEI Management and Adt

Organizations wit", reven,
-

* EEI Management and,

Organiz@fic,r,s,.,,,`h re

* Custom Survey-Tac

* Custom Survey-S

* Custom Survey-

* Custom Surve

* Custom Surv

* Custom Su

* Custom S
* Custom

* Custo

* Cust

* Cu~

*
IC,

ation Market Survey for private and

00 employees.

or All Industries

r Government Jobs

for Gas/Electric/Water Organizations

n Profit Organizations

nistration-~%--~o~-Ppensation Survey for
f

es from $600 million to one billion.

8ministration Compensation Survey for

6nues from $300 million to $600 million

ma

e of Washington
nohomish County

Portland, OR
y-Port of Tacoma

ey-Port of Seattle

rvey-Pierce County

urvey-Kitsap County

Survey-King County
m Survey-City of Everett

om Survey-City of Bellevue

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

i1flon

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

499,999

Edited 09/27/1999
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&
l
t
;
) r s o p 0 s a P a

s Mercer Finance and Accounting-National Survey limited to goy6rnment

e Mercer Finance and Accounting Occupations National Survey

M&amp;R Northwest Management &
a

m
p

;

Professional Compensation Surv

lCMA Compensation Survey for cities with populations over one mil

" Metro/King County National Compensation Survey, Pad c Northwest Sort

" Municipal Yearbook data for cities with populatic 00,000 to one million

;/
O

il
o

ll

organizations.

Metro/King County National Compensation Survey

s Washington City &
a

m
p

;

County Database Informationyr Bellevue, King County,

TPF&amp;C Survey of Not for Profit Organizations

Pierce County, Tacoma and Spokane

Manager and Strategic Advisor Market 'u y

fryA custom survey was prepared and cQuS ed seeking comparable salary

information for 38 benchmark positions m the following sources*

* City of Bellevue

* City of Bellingham

* City of Everett

* City of Federal Way
* City of Portland (OR)

* Snohomish C ntyn h

* Puget Soun Regional CouncilRnge
* Seattle Sc ool District

u

eat

* State of ashington

oh

le S

0

is

I

* Port of acoma

* East

/a
y
M

u
n
ic

ip
a
l

Utility District (CA)

0

m

* Wa ington Natural Gas

S

C

0

* B neville Power (OR)

c

u

0

t

t

a Pierce County

e City and County q( Denver (CO)

* City of Renton

* City of Tacoma
* City of Yakima

* King County
* Kitsap County

hohomish County P.U.D.

alias Zoo JX)
Phoenix Zoo (AZ)

Pordand Metropolitan Zoo (OR)
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Attachment #2- Manager and Strategic Advisor Program Occupation

Group Definitions

education program development and implementation, med' relations ande

adver~sing campaigns, development and production of s7ecial programs and

management of customer complaint resolution, events bookin at major

facilities, contract negotiation and administration, customer rq;a"tJons and

and promotional programs. The range of major functions includ

Positions in this occupational group manage customer service, public/4nformation

1. Customer Service, Public Information and Promotion

events, and community and governmental relations.

2. Human Services

wP'I~S~`--ions in this occupational group manage the pro
i

ion of direct and

t

a e h

/es

n

contracted human services. The range of major unctions includes

management of progr-3.,nis dealing with aging, ildren, youth, families,

g t pro 'si'

ildrer

o m 'o' unc

diversity, prohibited d1lisorimination, low-inco e assistance, domestic violence,e

.o
.

housing, nutritional assistance, persons wi disabilities, the homeless, and

.
r

other areas of human service needs. Fu ctions also include policy and

program development, and the monitor' g of performance and compliance by

grantee community agencies.

warehousing, strategic pl nning, policy, printing, and animal control.

Positions in this occupational grouqi~
,

manage diverse functions of an

administrative nature that broa6y facilitate and support general governmental

services and operal n Th range of major functions includes

h u m.
!.0

. ces, records, field operations, fleets,administration,
I al

.

re4Z

3. General Government

operations, cc room security and inmate transportation, crime prevention

programs, co munity policing, police identification and photo laboratory,

emergency eparedness program, hazardous material code compliance, and

sec public safety for a City department.

4. Courts, Legal

a
n
7
d
P lic Safety

ccPositions in this occup ional group manage court services, legal services, or

public safety servi s. The range of major functions includes management of

court services, s h as case preparation and juror control
,

courtroom

I ior

5.
Flnanc~-,

Budget, and Accounting

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

r, V
~ Ir-fun t" '
i s. The range of major functions includes managing credit, collection

and ustomer account billing, managing and performing expenditure tracking,

ac ounting, cash and investment management, developing expenditure

GL"

p, fl
ic

iZ
,

managing and performing policy analysis, cost/benefit analysis and

financial forecasting, evaluating programs, serving as legislative liaison,

proposal sept 99.doc
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APEX. 1%,--inagers and Strategic Advisors Proposal, Pa~,
- ...............

...
.......

changes, negotiating provisions of special contracts, managing capital f' ance
coordinating and reviewing utility rate design, cost allocation, fees and

and consultant contracting.

1,
S,o

p,
e~ rations; capita.l improvemer t construction project an a specialized

itting, pla review or land usearea of construction and I-and use such as permitting, pla

I

Rolsilions in this occupational group manage professional engineed and/or

way s r~

funct:ions re.iated, to inspe-ction and plan review for a

departm/en

The range

n oJe s- rra. ii, orof major fu".Ctions nagement of civil, eiectrical, or echanical

enqflne~-'nng, trans,')O'tation eng~'.-'Ieering, street rights of way, ervices traffic

6. Engineering and Plans Review

review.

cific fields. The range of

maior functions includes manag-,-,~ment of ufi~'4,,6perations, utility resources,
I

7. Utilities

Positions in this occupational group manage utility-s

ut~,~ity contracts, and utility meter.rig services.

8. Purchasing, Contracting, and Risk Man ment

Positions in this occupahonai grIII)IJO 9, processes designed to safeguarda
y
p
!

the City and maximize the v::La::uf.-" of its '~'ir
, ncia resources. The range of major

functions includes purchasing!'pil-ocu-
Zment, contract administration, risk

management and claims manageme .

9. Property and Facility Managerne,
Positions in this occupational group,

major functions inc:'udes
facilit

I

conservation.

property inventories and trans

10.Parks and Recreation

Positions in this occupati

zoo operations. The

anage facilities and property. The range of

and property management, maintenance,

rs, development and rehabilitation, and energy

(hal group manage parks, recreation programs, and

nge of major functions includes managing recreation

s, zoo exhibits, zoo operations and visitor services, zoo

animal managerr:e~'( and veterinarian services for zoo and aquarium animals,

Anformation Te

Positions in thi

systems, com
functions in

technology,

managei

nology

occupational group manage information technology, including

er operations, and data communications. The range of major

Cdes technology planning and implementation, evaluation of

and user needs, hardware and software acquisition, and

nt of related staff and functions.

proposal sept 99.doc
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Attachment #3 Executive Earnings with Cola Compared o APEX
Executives With No COLA but Market Adjustments &

a
m

p
; ;~eXntive Pay

Opportunity
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Attachment #4 Manager and Strategic Advisor Point Factor Matric

Mangger Matrix

Human Resources Management - Refers to managing o toring and

administering human resources, including direct and indirect supZv'J',,on.

Not

applicable

Is not a full supervisor of City employees; may nage the

work
prod--.._,;ct

of rOnSUltan-~S or contractors.

may 0

Low s 11 st ff (6Has supervisory responsibility for a s all staff (6 or

fewer FTE). _

43

Medium ~up isors, orManages and siupervises
subordina!.Fe

superJses a largf, saff at ~Ieast 7~FTQ.
- -

High
Lervisors,

with total

mor(

anage-s and supervises
subordinate2direct and indireat supervision of 2( more FTE.

301

2. Budget I Fiscal Management - Refers A managing, monitoring and

administering financial, resources.

Not Provides input to budget dev#pment; may administer or

Yh
ited impact to City,

3

Low Manages budqe.,'(~
"

with r atively lim

typically up to several mi ion dollars; has limited Managerial

discretion in allocating nanciall resources; deals with a limited

number of funding so-,
rces and has minimal specialized

applicable monitor buqne,~N~,

funding source r~--,,quYemen~s.

Medium Manages budget(sl of: sorne consequence to the City, typically
'

s twertytnillion dollars; has delegated authority toas high a

exercise discret.:Xn in allocating financial resources, including

budget adjustrq~~nts; fiscal management responsibilities may
include contr4t management, dealing with multiple funding

sources and complying with numerous specialized funding

source req~.
~irlements; implements fiscal management

strategi maximize resource utilization.

rH iTgh Manage b6_d_

----

g

----

substantial consequence to the City,

typicall approaching 1 % or more of the ity's overall budget;

has d egated authority to exercise substantial discretion in

alloc ting financial resources, including budget adjustments;

fisc I management typically includes diverse responsibilities

ffoo contract management, dealing with multiple funding

s urces and complying with numerous specialized funding

ource requirements; develops and implements fiscal

ianagement strategies to maximize resource utilization and

achieve efficiencies.
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X; d Strategic Advisors Proposal, Page 34
. Mw~age~s
--. . . . ...............

3. Program Management - Refers to responsibility for

d
d
e
v
/e

e
lo

' g,

implementing, advocating, administering and evaluating identifiable progra (s).

A progr-,a,,-?I has an identified set of policies, procedures, budget, identifi and

p

measurable outcomes associated with it, and has clear boundaries in r ation to

other programs and activities.

Not Has no defined responsibility for program manag nt and' 0

applicable administratican:
7

Low
__ 1

Manages programs of limited impact to City or al 60

coilsfi;tuents,, provides input on program imple entation forr am im 'e'o p

more significant programs, administers proc . tires andte rs r0 c d uis p

processes to achieve specific objectives; ovides customer.ect iv e s 0 v ia

service interface. /Medium Provides recommendations for develo ent of significante 120

programs; implements programs by veloping procedures

sand processes, and by managing r ources to achieve

decision-imakers.program objed`ives tarceted" by s ior
- --

-

High
------------------- ----------- ---- - -- - --- --

Plans, cfea-~es, ir-nple lents and evaluates significant

- -- ---

T
180

_
-,,;tiv.es; defines measurementsprograms to aachieve bn....., ~~

and is accc~untaible foi accoi piishments; is vested with

substant'al de'egated discr tionary authority to develop and

execute 2ro~ra-m L2Lic a d to allocate pro2ram resources.

4. Policy Management - Rqrers to responsibility for developing,

implementing and advising decision-yhakers on policy.

Not

applicable

Low

Provides analyse

policy options; ::.
)-idles input on issues relating to operating

processes an r ocedures.
1

0

Provides

V
in

t on

r com

p

operations r serr

provides comm
of limite scope z

erati nal natu re.

53

Medium Devel ps, recommends and implements policies of a 107e

pro ammatic or operational nature which have a direct impact

on rograms or services affecting the public; develops,

pr
,

sents and defends policy recommendations made to

'o

ected officials or executive decision-makers, typically

.'nvolving short- to mid-term impact and consideration of impact

y on external pa ties.

High Develops policy options and recommendations on highly 160

visible or sensitive issues integral to the City's priority

programs; develops recommended solutions to significant

policy issues; develops implementation plans; provides

authoritative recommendations of long-term impact to elected

proposal sept 99.doc
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officials and executive decision-makers.

ge 35 I

5~ Technical Management - Refers to responsibility for technical expe ise,

typically in a technological or scientific discipline, including such eleme s as

managing expert staff, serving as a key contributor or expert, and aving

x

I

I

technical competencies spanning various disciplines.

Not

applicable

Has no defined responsibility for managing or posse sing

technical expertise; may require specialized prc ; ionalXO

technical exDertise.

c1l

Supen/ises some tech n ical ly-oriented staff andl required to 1
47

deal re-guiarly with tech n ical ly-rel ated issues, i cluding legal or I

highly analytical issues; required to possessAnd apply

kn2wied22._

Medium Has technical expertise in a specific field ypically evidenced 93

by a required degree or license; superv es or provides

authoritative advice to technicaliy-orie ted staff; required to

possess some technical competenci s outside of field of

primary exp&amp;-Li.se.

High Serves as a technical expert or kp~y contributor, involving
1

140

independent technical decision- a ing, typically evidenced by

a required advanced degree ~dfor license; supervises

technical staff providing high visible or high-impact service to

the City and its customers; equired to possess additional

technical competencies i order to effectively manage and

inteqrate services.

6. Communications Managem nt - Refers to, effective representation of

the City or City interests I
;xtIernal constituencies or as part of group

processes.

Not
I

Participates in/and supports group decision-making processes.

Fopli-cable

Low Represents4unctional area by communicating program or
1

43

operating olicies and procedures, or resolving significant

service issues.custo rn. e
,~

s I

Repre',P'. -its department or functional area on a variety of 87

issue~before external constituencies; defuses potentially

tro,,,AVe~some issues related to department policies and

pro edures; manages relationships with significant exi rnal

ciztituencies; resolves significant problems and gathers

,ternal feedback through facilitating group processes.

High J-)ke-presents the City on highly visible, sensitive and
1

130

controversial issues before external constituencies; deTUses

troublesome issues related to Cijy,2ok!~ies and procedures;

proposal sept 99.doc
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manages and promotes relationships with significant extE

constituencies; regularly facilitates public involvement

,pprocesses for policy input, to resolve significant issue

achieve important City objectives.

7. Matrix Management - Refers to coordinating and/or inte ating functions,

orksystems, or programs, and managing and/or facilitating the )Z of individuals,

groups or teams across functional, departmental and/or jurisdictional lines

without full Managerial/sup-ervisory rontrol, including
ai~/dinistrative

Managers

/0

1: n Cacross functio~lal lines, and indud~' -g the management non-employees such

as contractc.~~s and volunteers.

Not Participates as a member of and rn assist with facilitating 0

applicable cross-functional, 0 -'urisdictional teams.r7i U

Low Periodically coorefinates, integra ,
and provides leadership 40

for initiatives wNch involve cm -functional, -departmental, or

-jurisdil-tional ad hoc teams. /
Medium an forReou'arlv cloorrfinat.~-_,s, d provides leadership 80

both s~'an, and ad engaged in organized

-ieproblarn-sc?iVina, nolicy Awehopr -nt, or service delivery

across ,11entai and/or jurisdictional lines.
- --- ----------------- - ------------- -

--- ----

High On an cln-goi.-lq ar-,.-dAD-.s':stent'y substantial basis, 120

coordinates, integr'4tes, and provides leadership for teams and

other organi-z-ed -,~/Ibrk groups with diverse representation

across functional, departmental andlor jurisdictional lines, to

achieve imporY~~int outcomes requiring coordination and

integration ol,/diverse perspectiv,es, skill sets, competencies
and resourc6s,
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Managers and Strategic Advisors Proposal, Page 37

S trategic A d or Ma trix

Level of: POLICY CONTRIBUTION AND IMPACT

Leve
!

Despq~ion
Limited

1
0 Provides irl.puit on policies related to operati ns or services;

175

igh
1

350

provides recommendations on policy optio 9f an operational or

: s-ho:,tJ'.-rrv nature.

Deve!ops and defends policies affecting t C y's ability to fundin, t

I

and deiiver programs and services; a ises elected official(s)e a ise~

services, Ci
. .......... - - - -------

er i mpactpolicies which may involve long-ter impacts to the City, City

na~o Cityand/or derertment head(s) of majo City department(s) on

Shapes policy by making

policies which impact t

significant and long-term r

on the City's priority progra7i

develops and defends po: de~
I

recon-.,m-,17~nc-lations to elected

I L2rQanizational units.

ublic

/highly authoritative policy

cials and department heads;

ith significant long-term impacts

s; strongly influence policies having,

source implications; strongly influence

conduct of business by multiple City

Level of: P OGRAM NTRIBUTION AND IMPACT

Level Score D
e!~ ~ifi o n

Limited o
~
a recommendations, may administer some phases-Ra-kes'p rog

--

21
of pron rni rn(s)

Medium 75 Provides re/cornmendations for development of significant

programs ;~b e-!ected official(s) and/or department head(s) of

M a o:
-

(," i t)~

,

c,,,, -) a r t me n t (s).

High 150 Stro .: f
l-
~ :,~fluence nature and scope of program direction for

signi pmgrams by acting as a key advisor to elected

offic-'h,' andigr department head(s) of major.City departm2Lt s)..

Leveyof: BUDGET CONTRIBUTION AND IMPACT
-- ----------

Level I Score I/ Description

Limited 0 Makes budget recommendations, may administer some phases

of budget(s).
~

Provides recommendations for development of significantMedium 74/
1

departmental, program or business unit budget(s) to elected

official(s) and/or department head(s) 2f ma

High /150 Strongly influence decisions by elected official(s) and/or

department head(s) of major City department(s) on appropriate

levels, sources and allocation of resources for major City

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

implications which impact the conduct of business by multiple

City organizational units.
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Level of: COMMUNICATiONS CONTRIBUTION AND IMPACT

Levell Score Descr!p#2n
-Unnite-d 0 Communicates program and procedural information and policiesmation a r

Iof an operafion-,~'; nature,toln"'ernal and external a iences,
---------------------- ----- -

.

-----
--- -

a a d

2/-
Medium 50 ns on behalf ofeComrnun:c;a~e-s to intema! and external audi

J Of rT
:

1

11 ,1elec-led cjfficiai(s) andior department hea of major City

dn a-tm- nNs) on a variety of 91, inificant issu(_'_~,

High Comrnunicates to interna! and externa audiences as anextem

elect dauthOritative representative of elect official(s) and/or

depailmnent head(s) of major City depa ment(s) on a variety of

isignifi.cant issues related to the Cit s priority programs and

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

advocating controversial positions, nd achieving important City

Level of: MATRIX CONTRBUTt6N AND IMPACT

Level core Dq~~cription
__ / ----------

Limited 0 Pca-ticipa~es in and may ~~, sist with coordinating or facilitating

-r

,

val or iurisdictional teams._.Ss.--unctionfl, deoartmO,~
- ---------- ------

Medium 50 A(;ts on behalf of an represents priorities and interests of

elect~ed official(s) a /or department head(s) of major City

dep,~,,I.m.entfs) on

a
y
a
ri
e
ty

of cross-functional, departmental or

jurisd,eltional tearn.
--------- - -

High 100
--

Activey prov~de~~ leadership, focus and direction to cross-

functional d rt ental or jurisdictional teams as anm
eea

authoritative esentat;ve of elected official(s) and/or
I

:
department ead(s) of major City department(s) to achieveI

important objectives related to the City's priority programsV
s.and servic

Level of-

I

TECHNIOL EXPERTISE CONTRIBUTION AND IMPACT

Level
----------- -

Score
- - ----- - ------ -----

Desc-Option

Limited 0 ~,egularly with techr--.rally-related matters, and applies

kno-,,vIed_ge.Jn anaiy7,rig a variety of issues.
.V ----- - ---------------

::,

Medium 50 H&amp; teci--Mical expertise in a s
'

pecific field, typically. evidenced by

required degree or license, and provides authoritatize advice on

technical matters to elected official(s) and/or department head(s)

/ 2f major City dep

High 1001 00
_

Acts as a technical expert in a specific field, involving

independent technical d ecision-m akin g, typically evidenced by, a

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

advice on technical matters which is relied upon by elected

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

to make decisions__2!ecting the City's highly-visible or h!UL-j
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Level of: HUMAN RESOURCES CONTRIBUTION D IMPACT

Level Score Desen tion10

Limited 0 klay provide keaid. direction to ot7her sta
- -------------- -----

Medium 25 ffFull supervisor of o-,ne- or two staff.

High 50 ffull supfrv;sor of t~lff--,-a or more st2t.-
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Attachment #5-FIRST YEAR REVIEW

SUMMARY OF PROGRAM CHANGE~

Effective January 1, 1999, a budget cap of 4% pe year n base salary' yea r

adjustments is implemented. The cap includes any a roved market

I

.

Y, I

si/dadjustments in addition to base salary changes mad as a result of job size

a rc

changes, recruiting or retention issues, market equ'y, internal alignment, or

5.!~d~et

other factors.

The appointing authority may petition the Per 6nnel Director for approval of a

budget cap exception when unanticipa h, rp g costs exceed the 4% cap. In

order to support an exception, the appoi
'

nti g authority should be prepared to

I orprovide data indicating that the relevant
'Y1

market and or recruiting difficulties'I

'

justify the base salary decision(s) resu::t~ g
in the budget overage.

Upon approval by the Personnel Dire/tor, the City Budget Office will provide

additional funding.

In addition, the budget ap is intended to help promote fiscal responsibility as a

Ikey component of

th
4
e
e

compensation programs and to improve the City's ability

to plan for and fund lary changes.

compensation strategies.

to promote equity and consis ncy both among departments and between the

APEX, Manager and Strate ic Advisor Prograr-is and the City's other

regard.ng the perceived variatio s in base salary setting and adjustments~i i

between "haves" and "have n s." The budget 1.,ap
will improve the City's ability

The revision to the budget strate responds to program participants' concerns

The budget cap f0f1variable performance pay is set at two percent (2%).

1999.

Market

dat/ampiled

for the 1999 - 2000 adjustment was not sufficiently
.

fo

t t

detailed for' formed decision-making regarding variable application.

Conseque ly, the majority of program participants received the adjustment in

Market Adiustm
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to some occupational categories and classifications and withholding it
frg

others.

Beginning with the January 2000 market adjustment, no progra p icipantm
whose performance is rated "unsatisfactory" or the equivalent ther of will be

eligible for the market adjustment, regardless of whether the

d
a
t;

supports a pay

17"

increase or not.

Variable Performance Pa

Nearly 93% of program participants received a variab rformance pay award

for 1998. The Plan Design requires performance tha eets or exceeds targeted

objectives, and describes "targeted objectives" as ab e and beyond normal job

outcomes. A 93% success rate was unexpected.

Effective January 1, 1999, the following variable/oerformance pay guidelines are

implemented:

" A maximum of 40% of program particip ts are expected to be eligible for a

variable performance pay award each ear.

" Fifteen percent of program particip/as
who receive a variable performance

pay award should expect an award n the top end of the potential range (e.g.,

5% to 8%)
The remaining 25% of program articipants who receive a variable

performance pay award

/s
h
g
o
u
l

expect an award,in the lower end of the

) to

o

potential range (e.g., I% to

0 ram

The APEX variable perform-a ce pay potential range is reduced to 0% to 8% of

base salary, from 0% to 100 o of base salary. This is consistent with the potential

range for Managers and ~trategic Advisors.

The Cit retains the rig"t to suspend all variable performance pay funding andy V
programs at any time.

09/2711999
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City oi Seattle,City Clerk
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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

CT:ORD 119706

was published on

11 /0119 9

The amount of the fee charged ~qyfie fqregoing publication is

he State of Washington,Notary Public for t

residing in Seattle

Affidavit of Publication
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