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SUBJECT:  Hay Classification System Revaluation Analysis for
Four (4) Fire Department Positions

Dear Mayor Devine and Common Council Members:

This letter is to formally transmit to you a summary of the facts and data related to the recent
revaluation analysis of the four (4) Fire Department positions. As you know, the four (4)
positions involved are the following:

1 Assistant Chief of Operations

2. Assistant Chief of Emergency Medical Services

3 Assistant Chief of the Bureau of Fire Prevention & Urban Affairs
4 Assistant Chicef of the Burcau of Training & Safety

(See attached 2012 Fire Department Organizational Chart.)

Under the reevaluated structure, there are still the four (4) remaining positions, but revised as
follows: '

1 Deputy Chief of Operations

2, Assistant Chief of the Bureau of Emergency Medical Services
3 Fire Marshall of the Bureau of Fire Prevention & Urban Affairs
4, Training Officer of the Bureau of Training & Safety

(See attached 2013 Fire Department Organizational Chart.)
The reevaluation of the four (4) positions was conducted under existing Common Council

approved policies and programs in which the City’s Human Resources (HR) Manager conducts
the classification analysis with substantial input from the employee and department head, through



the completion of a detailed questionnaire and the preparation of a revised job description. In
this case, these revaluations resulted in an increase in the job analysis content points as follows:

l. Deputy Chief of Operations: 530 points increased to 689

Assistant Chief of the Bureau of

Emergency Medical Services: 530 points increased to 627
3. Fire Marshall of the Bureau of

Fire Prevention & Urban Affairs: 530 points increased to 568
4. Training Officer of the Bureau of

Training & Safety: 530 points increased to 568

When the above numbers are used in the Common Counci! approved calculation formulas, the
new, increased salaries are as outlined on the attachment entitled: “2012 Fire Department
Salaries and Fringe Benefit Costs.”

Also attached for your information are two documents dated December 18, 2012 from Chief
Hook that were distributed at the Police & Fire Commission meeting on that date entitled:
“Assessment of Command Staff Positions” and “Command Staff Organizational Structure.”
Both documents were accepted by the Police & Fire Commission and supplements the earlier
approval by the Commission of the revaluation of the four (4) positions themselves.

In light of the fact that the Common Council has approved the Hay Classification Analysis
Process and Policy currently in place, which has been used in this review and all other recent
evaluations, the Common Council should continue to follow (and therefore let stand) these
revaluations as conducted. As a separate issue, if the Common Council has issues or problems
related to the Fire Department budget (expenditures or revenue), then that should be addressed at
budget time within those parameters and within that time framework.

Therefore, with the information provided above and attached herein, [ respectfully request that
this matter be simply placed on file.

If you have any questions, or need further information or clarification, please contact me. Thank
you for your attention to this matter.

Sincerely,

T, Gl

Paul M, Ziehler,
City Administrative Officer
Clerk/Treasurer

PMZ:jbw

Attachment

2 Joe Kempen, Police & Fire Commission President
Chief Steve Hook
Aundrey Key
Mark Wyss

ADMAORDRES\WMCC HayRevalFire
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Fire Department Salaries & Fringe Benefit Costs

201

2

West Allis Professional Fire Fighters Association. Local 1004 Positions

Fire Fighter

(56%)

Equipment Operator

(56%)

Lieutenant
(103.68 hrs)

(56%)
Lieutenant
(80 hrs)

(56%)

Captain

(56%)

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

‘Annual Pay

Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

43,616.04

2,872.91
46,488.95
26,033.81
72,522.76

68,747.90
4,528.30
73,276.20
41,034.67
114,310.87

69,721.08
4,592.41
74,313.49
41,615.55
115,929.04

69,713.28
4,591.89
74,305.17
41,610.89
115,916.06

73,861.58
4,865.13
78,726.71
44,086.96
122,813.67

t

1

t

65,567.06
4,318.79
69,885.85
39,136.08
109,021.93

(None)

72,273.76
4,760.55
77,034.31
43,139.21
120,173.52

72,263.36
4,759.86
77,023.22
43,133.00
120,156.22

77,042.42
5,074.65
82,117.07
45,985.56
128,102.63



Battalion Chief (3)

(56%)

Assistant Fire Chief (4)

Non-Union Fire Department Positions (Existing)

{(56%)

Fire Chief (1)

(56%)

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

- Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

66,144.00 -

4,356.79
70,500.79
39,480.44

109,981.23

66,144.00
4,140.61
70,284.61
39,359.38
109,643.99

84,489.60
5,289.01
89,778.61
50,276.02
140,054.63

1

82,680.00
- 5,445.99
88,125.99
49,350.55
137,476.54

82,680.00
- 517577
87,855.77
49,199.23
137,055.00

105,622.40
6,611.96
112,234.36
62,851.24
175,085.60



Four New Fire Department Management Positions

Deputy Chief — Operations

(56%)

Assistant Chief — EMS

(56%)

Fire Marshall
(Asst. Chief ~Fire Prev.)
(56%)

Training Officer
(Asst. Chief-Training)

(56%)

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

76,169.60
4,768.22
80,938.78
45,325.72
126,264.50

72,550.40
4,541.66
77,092.06
43,171.55
120,263.61

69,014.40
4,320.30
73,334.70
41,067.43
114,402.13

69,014.40
4,320.30
73,334.70
41,067.43
114,402.13

T

95,222.40
5,960.92
101,183.32
56,662.66
157,845.98

90,688.00
5,677.07
96,365.07
53,964.44
150,329.51

86,257.60
5,399.73
91,657.33
51,328.10
142,985.43

86,257.60
5,399.73
91,657.33
51,328.10
142,985.43



Difference Between Existine Four Assistant Chief Positions and the

Four New Positions (Deputy Chief, Assistant Chief. Fire Marshall. Training Officer)

Deputy Chief-Operations

(56%)

Assistant Chief~-EMS

(56%)

Fire Marshall
(Asst. Chief-Fire Prev.)

(56%)

Trzining Officer
(Asst. Chief-Training)

(56%)

(56%)

ADMMISCAFIRE DEPT SALARIES 2012.Local 1004

Annuzl Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost’

Annual Pay
Holiday Pay

- Total Pay _
Fringe Benefit Cost

Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

Annual Pay
Holiday Pay

Total Pay

Fringe Benefit Cost
Total Cost

10,025.60
627.60
16,653.20
5,965.79
16,618.99

6,406.40
401.04
6,807.44
3,812.17
10,619.61

2,870.40
179.69
3,050.09
1,708.05
4,758.14

2,870.40

179.69
3,050.09
1,708.05
4,758.14

1

I

1

1

Total Differences Between Existine and Naw

Annual Pay
Holiday Pay
Totai Pay

Fringe Benefit Cost

Total Cost

22,172.80

1,388.02
23,560.82
13,194.06
36,754.88

12,542.40
785.15
13,327.55
7,463.43
20,790.98

8,008.00
501.30
8,509.30
4,765.21
13,274.51

3,577.60

223.96
3,801.56
2,128.87
5,930.43

3,577.60

223.96
3,801.56
2,128.87
5,930.43

27,705.60

1,734.37
29,439.97
16,486.38
45,926.35
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STEYEN J. HOOK . CITY of WEST ALLIS
CHIEF o . o FIRE DEPARTMENT

To:  West AllizBoard of Police and Fire Commissioners
From: Steven é&gok, Fire Chief

Re:  Assess ;e)ﬁj of Command Staff Positions

Date: December 18, 2012

This communication is intended to apprise your Board of recent discussions with the Common
Council regarding cormmand staff positions within the fire department. These discussions have
taken place in formal Council meetings and committee settings, telephone conversations and
informal mestings with alderpersons and in the media (news articles and blogs).

As you recall, your Board acted on my request for approval of a recent HayGroup evaluation of
four assistant fire chief positions at your September 25, 2012 meeting. This evaluation was the
result of employees in those positions participating in the HayGroup job assessment PIOCESS.

Prior to these job evaluations, the four employees had been performing their jobs for a period of
over ten years after a staff restructure that was requested by, and approved by the Board of Police
and Fire Commissioners. The four positions were never assessed, but instead were assigned
HayGroup scores and salaries consistent with our battalion chiefs, their closest comparable. This
was not the normal process, but employees agreed to submit accurate evaluation materials after
geining experience and helping develop the responsibilities of the four positions.

In September, your Board approved HayGroup scores that were the result of a process that has
been consistent, long-standing, and approved by the Common Council as their only assessment
process. All non-represented City positions are subject to HayGroup evaluation, and numerous
Jjobs have been re-evaluated and approved at the committee’s recommendation. The HayGroup
process has been used as the City’s sole assessment tool for nearly 30 years. The system is used
worldwide. HayGroup is headquartered in Philadelphia and hes over 85 offices in 47 countries.

- Although our human resources committee has occasionally reviewed jobs and suggésted no
adjustments to their scores, city leaders cannot recall any evaluations that have been rejected by

the Common Council after receiving staff recornmendation.

Following your Board’s approval, I forwarded your action to Mr, Paul Ziehler, City
Administrative Officer, for inclusion in the 2013 salary ordinance with appropriate compensation
for employees working in the four assessed jobs. This, again is the typical process, and has been
consistent for many years. The governing board (in this case the PFC) approves the HayGroup

formula, and Council approves salary ordinance modifications.

:
7332 West National Avenue, West Aliis, ;I 53214, Phone: (414) J02-8900, Fax: (414) 302-8927
www.cl.west-allis.wi.ug



However, before Mr. Ziehler had an opportunity to prepare the ordinance and submit it to
Council, an alderman took advantage ofa city budget discussion to announce his displeasure
‘with the assessment and with hearsay zbout potential salary adjustments. Specifically, the
alderman nsed the Council’s public forum to say that the pay increase for these employees would
be “idiotic”. His cornments appeared in a recent edition of “West Allis NOW?”, an affiliate of the
Milwaukee Journal Sentinel. Many of you have probably read his comments, as well as the
information I provided to the reporter shortly after the comments were made.

As vet, the Common Council has not received a salary ordinance fom Mr. Ziehler, and no
agenda for the discussion of job assessments, classifications or salary changes has been
developed or published. While Mr. Ziehler and I have discussed proposals in small staff
meetings and with alderpersons who have contacted us, we have not participated in any formal

discussions. To do so would be premature.

My position, as it has been since receiving the HayGroup job evaluation committee results, is
that the work performed by these four employees has been properly assessed, and they are
entitled to fair compensation for their work. Their problem-solving, know-how and -
accountability scores are accurate. The integrity and credibility of the process was maintained,
and the Council should approve a salary ordinance that reflects the fair application of their

Process.

I've prepared this communication to help you understand the formal process that should, and will
eventually be followed. But I want you to be aware of informal events that may bias the process.
My staff and I would sincerely appreciate the support of the Commission going forward, as we

continue to seek a fair and equitable result.

Thank you for your consideration in this important matter. As always, if you have questions or
concerns after yow've had a chance to review the report, please don’t hesitate to contact me.
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' STEVEN .HOOK - |

. CHIEF © - L FIRE DEPARTMENT

40 Hook, Fire Chief ~© ", .0
_ Command Staff Organizationial Structure ™ ="
Date: 'December 18,2012~ " ...~ = .. . ©

At recent meetings with the Cdmniop Couneil, I've bcen asked to f'e?iew the fire dcpartmeﬂt’s -
command staff organizational structare. The most recent of these requests has come from the
~ Administration and Finance committee during a review of our operational budget.

Requests like this are not new. In the past, I've examined specific firefighting positions like -
paramedics, fleet maintenance, station locations and staffing levels among others. As an
accredited organization, I expect to re-evaluate staffing, services, goals and objectives - ,
-+ frequently, and I usually report to your. Board after each evaluation o suggest changes or to -
- suggest retaining current practices and procedures. - © oL . L

" While many reviews have vielded results confirming that we use best practices, some have

' resulted in changes. In my tenure as fire chief we’ve transferred fleet maiiitenance to Public
Works; we’ve increased the number of licensed paramedics to improve response times and
patient outcomes; we’ve reduced the number of equipment operators to assure that highly trained

. engineers are assigned to fire apparatus; we’ve reduced the mumber of Lieutenants to help -
.develop younger employees; we’ve reduced staffing on EMS units to keep more units in service;

and we’ve re-organized our management structure to assure that all. divisions are supervised and

to assure that we improve. accountability; to namé just a few. Your Board has helped promote a

vibrant and i‘ljznamiq' working environment that supports our mission’s goals and objectives.” -

Reviewing t.hé'-.Cb'znﬁq_and Staff Ofédnizational Structﬁr'é'

The latest request to study our.command staff is particularly important since it focuses on “chief
officer” positions, under the assumption that we have “to0.many chiefs”, Ahhough this seems to
be a repetitive theme, I’ve never received any evidence to support reducing these valuable . .
positions other than cost of the employees. But keep in mind that the fire department has never -
exceeded a salary budget in my 15 years as manager. While cost reduction maybea =
consequence of reducing the number of “chiefs”, evidence seetns fo contradict that it is the
‘drivin'gmotivlation'. S R R S S S

7332 WﬁstNatioma? Avenue. \Ilfelst Allis WT 63214 Phane: (4147 10I-R00 Ta'ts 141 109 2rnn

-, CITY of WEST ALLIS



Regardless of the reasons for the request, I've collected some information that should be useful .
s, I've taken advantage of the opportunity to review all

{0 & discussion. As with most request : ‘
aspects of the department. However, 1 am only reporting on immediately relevant issues here.

Ev’gluétion reforences '
" A benefit of b‘emg an '_éccredited agency is the ability to evaluate an abnndanc':e"pf r-efére_ncesm a
- felatively shost time, I*ve relied upon email iDqI%i_l‘iQS,_pr_iOI statewide surveys and stady
information, local and state fire chiefs’ association materials to pull this report to gether. -

. The single most important reference is the recent ICMA (Iﬁtematio'na_"l' City/ Céﬁﬁtjf Manégeméﬁt
Association) study entitled “Operations and Data-Analysis Report Fire/EMS, Wanwatosa, WIP.
This study, conducted in 2009, ‘analyzes the Wauwatosa Fire Department. -~ L :

This plece is especially relevant, not only because [CMA was hired to examine all.aspects of the
staff, but because ths Wauwatosa Fire Department s very

department including command sta / -
comparable to West Allis in most aspects other than cail volume, which is nearly 40% lower in -

Wauwatosa,

ICMA’s'pubHcaﬁbn pfovidés value for our City because We :aen"t required to invest significant
“funds to hire a consultant to find efﬁ_oienoies.aﬂd cvaluate our services. ICMA is one of the most
popular groups and has very high credibility among city managers. ' '- '

This evaluation.

T’ve examined four issues related o our “chief” positions; supervision; distribution of work;
comrhand presence and cost. This report is intended to be brief, s0'1havenotinciudeda. - |
complete list of my references, or charts. Iwould be happy {5 share that information at a later -~

date if so req}le_stéd. B

Supervision.

military, we use a comhination of terms to de_scri‘be fonctions

_ have a large number of SUpervisors, we actually have a

. relatively small ratio of supervisors to line employees. According to Wis. Stats., chi.” A
111.70(1)(0)(2) “.. .as to firefighters employed by municipalitics with more than one fire station,
the term “supervisor” shall include all officers above the rank of the highest ranking officer at-

. éach single station.” That means we are limited to the shift cormmander (a “battalion chiéf”) as.
the solé supervisor (over at least 22 erployees) on duty for 16 hours of everyshift. Also, it
creates a situation where we have a ratio 0f1:16 supervisors to line employees gverall. .

Since the fire dép_értmeﬁt i5 semi-
' and ranks. While it appears that we

'Qince the national emergency services acceptable span of control practices requires a minimum -
© 1:4 ratio-of teamh leaders to members, we.employ Captains to lead our fire stations and - - ’
Tieutenants to lead smaller groups. These officers are not “supervisors” because, aside from

their membership in the bargaining unit, they carmot legally hire, trzmsfér, suspend,'lay off;




7 recall, promote dlscharge assign, reward o ot dzsolplme other employees They also oannot :
: respond to gnevances (Wls stats. ch. lll 70(1)(0)(1)) N : :

| Dzstrzbutzon ofWork :‘

One of the prnnary oontrrbutrng factors to prepanng an effectlve organlzatlonal system ina -
service organzzatron is proper dlSlIlbUtiOD of work. In order to keep costs low, and provide -
effective services, we've divided our primary respons1b1ht1es into four major areas. Each area =
has responsrblhty for a'wide variety and large quantity of respon31b1ht1es and tasks.- The four
that we’ve identified are operations, emergency Ineclzcal services, training and fire prevention.

* Any service provided by the fire departrnent fits into one of these four categories, and therefore -
I've assigned a-commander to each area. The commanders of these areas are called “a351stant B
chiefs”. Nearly all of the line personnel working everyday (prnnarlly on 24- hour shifts) are
assigned to the operations area. “Operations” is further broken down, into three platoons each -
led by a “battahon chlef’ Who 15 the sole supervrsor for that shrft : : co

- This struoture prowdes four “assistant ehrefs” 'and three rbattahon ohrefs” for a llO member
workforce, provrdrng 24- hour service to 60,000 people. Our call volume routinely exoeeds 8,000
alarins annually. Our comrnand structure 18 Very common, and for a c1ty our $ize our call

vo lume 18 Very hrcrh
, 8 :
When ICMA exammed the Wauwatosa command staff they found 81X olnef officers and two -
non-sworn command staff overseelng the sarhe management functions as our department. In an |
attempt to reduce chiefs, and consolidate responsibilities, five chiefs rotated 24-shif} '
. responsibility and juggled adrmnrstratlve duties.- ICMA reportéd that, .. This stafnng
~arrangement deviates from the norm.”, and suggested that eight chiefs he arrancred vntually
identical to our current structure. The erghth chief in Wauwatosa 1s a rnalntenance superwsor a
 task we’ve outsourced to our Pubho Works dwtsron Co e : - :

Comparahle connnun_ttles have a snmlar number of cornmand staff employees though not all are’
referred t0 as “chief”. Comparables includé Weauwatosa (7), North Shorz (8), Waukesha (8),
* Appleton (9), Oshkosh (12). ‘With respeot to.distribution of work, our current management
structure Works well Wlth seven manacers and prov1des recomrnended efﬁcrencres

Command Presenoe -

Many ﬁre departrnents throughout the state have tned to organize their staff pOSlthnS to hnnt the
number of “chiefs”.” Typically this practice results in the substitution of non-sworn.civilians who
; manage the finctions formerly assigned to chief officers. They commonly retain the authority of”-
 the chiefs they replaced, and compensation packages are often comparable However they tend

to lose the ab1l1tyto prowde fusground cornrnand authonty : o

. These departrnents when partlozpatrng in mutual ard programs (hke our statew1de MABAS
program) have difficulty sending command help when requested That’s why fire departments
like North Shore are con51der1ng replacing their non—swom supervrsors wrth chiefs. NSFD plans




1o replace their Fire Marshall thh a swom battahon chlef Wauwatosa replaeed their c1v111an '
meohamc with a battahon ch1ef jast year ‘

Our command staff is sufﬁcmnt 10 promde servlces as zequested and handle :rOLtme s1tuat10ns in
our city, It's size not excesswe and n Iact lS compar able to the lewer number of command staﬁ

- on other departments

| Q_

Some ﬁze departments have replaced Ch_'leiS Wltll non—swora civilians fo save money ln practlce g
however, this is not always the case., The cost of the command staff supervisory wages in West -
Allis is approximately $587,412. This is the lowest cost among comparable local departments :
Comparable department staff wages in¢lude Wauwatosa ($620 011), North Shore ($ 647 459)

Appleton ($689 871), and Waukesha ($883 559)

Rath of these departments combme “ehle" > and cmllans who penorm smular fanctlons as our

' command sta‘lf

Sum_mary

The purpose of this commumcatlon is to prowde youwith a brief summeary ofis issues that
membeis of the Common Council occasionally ask me to evaluate. The informatior I've

prov1ded is not by any means all-inclusive, but it is relevant. ‘While an apples-to- apples

comparison of fire departments is gifficult, it’s not mposmble In fact, most fire departmems

provide sumlar serv1ees and meet srmﬁar ‘oenchmmks ancl l}eensmg requtremeats to perIomt the

tasks ‘

As demonstrated by the ev1dence provuied at eaeh step of thls Iepo~t Ibeheve the Worklo ad of
my staff is appropriately distributed; we have sufficient members to provide an adequate, )
command presence for sharing resources with our mutual aid partaers; that our costs of providing
supervisory services is economical; and that the number of “chiiefs” is appropriate. Therefore, at
_thlS time, 1 stroncrly Iecomend contmumg to provuie service in the current manner. :

Asl coatmue to col_lecL and evaluate relevant mformatton lwﬂl contmue to TE- assess our _ .
. ertectWeness o) evaluate the, need for ehanoes : - oL, o

Conclusion

Asa responsﬂ)le Jeader of our depaltment I expect that we'll pmwde our serv10es in the, most -
cost-effective, ¢fficient manner. My staff and I work hard to assure that we're accountable and
responsible for mesting our goals and ob]ect.tves while’ mammzmc our preparedness and safety -

of our employees and the c1ttzens of West Allts

I 1l contimue to revlew the perfonnaﬂee of our depattment and asstire that we work Wlth.m

" budgetary limitations. But this assurance needs the support of our governing body. By
' providing your _Beard with monthly updates addressmg Jmmedtate needs, and mamtammc our




Comphance with accreditation, I hope that you 've gained confidence in the way my staffand T
perform our jobs. Going forward, I’m asking for your support.with mamtammg our command
- structure and therefore our commltment to exce]lence . o S :

Thank you for your cons1derat10n m thlS mpor’fant matter As aiways 1f you have questlons or
concerns aﬂer you've had a chance to rev1ew the report, plaase don t hesﬁate to contact me. -




