BUSINESS SYSTEMS IMPROVEMENT PROJECT

GENERAL STAFFING PLAN

July 15, 2002

This document provides the procedural framework for supplying staff support to the Business Systems Improvement Project and backfilling vacancies created by those assignments.  Over the next 18 to 24 months over 70 employees will be devoted full-time to the development and implementation of this important project, which will ultimately result in new financial, work management, payroll and customer information systems for the City of Tacoma.  Dozens of other employees, identified as key department contacts, will be involved in the project on a part-time basis.  Moreover, as the new system’s “go live” date approaches, many other employees will receive training on the new systems.  

This staffing plan recognizes the significant commitment of human resources necessary to accomplish the project; and, it recognizes that the City, while the project is underway, must continue to provide a high level of service to the public.

The Staffing Plan is organized into several sections: General, Personnel, Backfill Guidelines, Compensation, Incentive Days, and Questions and Answers.  In response to the dynamic nature of this major undertaking, this document may be modified to accommodate new situations as they arise.  Departments may utilize this document as a source of information about how the City will approach the project from the staffing perspective. Modifications to the document will be publicized.  The staffing plan will be maintained on the BSIP web site on the City’s intranet. 

GENERAL

1. BSIP is designated by City Council Resolution #34658 as a project of limited duration under Personnel Rule 1.24.980.

2. Classified and appointive employees may be assigned to work on the project.

3. The Project Manager will establish BSIP dress guidelines for the off-site location.     

4. Employees assigned full-time to the BSIP project will be funded by BSIP.

5. Employees assigned part-time to BSIP may be funded by BSIP for time spent on the project.  This will be jointly decided on a case-by-case basis by project management and the affected department. 

PERSONNEL

1. Classified employees working on BSIP will normally retain their current classification.  The City’s established rules/policies regarding timecard upgrades, etc. will apply, as they normally would.

2. Appointive and non-representative employees will transfer to the project in their current classifications.  In addition, they may:

a. Return to their regular department once the project is completed provided their specific budgeted position still exists.  If the position no longer exists the employees may exercise their bumping rights, if any, under the Civil Service Rules.

b. Return to their Department during the course of the project, provided their specific budgeted position still exists.  If the position no longer exists the employees may exercise their bumping rights under the Civil Service Rules.

i. The employee must notify the BSIP Project Manager and his/her Department Director at least two weeks in advance of the requested return date.  If the returning employee is in the middle of a critical project function his/her return to his/her department may be delayed for up to thirty calendar days.

3. Employees assigned to the BSIP project will retain their current appointment codes.  For all employees, P100s should include in the comments section that the employee is remaining in his or her current appointment status, but is being reassigned to the BSIP from his or her current department.  

4. A P-100 must be used to document full-time assignment and payroll location to BSIP.

5. Vacation/PTO Accruals:  Accrual rates and maximum accruals shall be as provided for in applicable Collective Bargaining Agreements and the Compensation Plan. 

6. Department managers, consistent with current practice, may backfill the positions of employees assigned to BSIP.

.

BACKFILL GUIDELINES:

Depending on the work needs of individual work groups, managers have the option whether and/or how to backfill vacancies created by employees being assigned to the BSIP project.   If a manager chooses to hire, the hiring processes and rules for filling the backfills are the same as for other hires in the City.  All Personnel Rules and Collective Bargaining Agreement provisions apply.

In some cases, a manager may elect NOT to backfill position(s) by determining that the:

1. Work/services performed by the employee assigned to BSIP may be limited, suspended or discontinued.

2. Work performed by the employee may be distributed among other employees.

3. Necessity for overtime among remaining employees may be required or increased.

a.  The City can require performance of overtime.

b.  Refer to collective bargaining agreements for overtime assignment provisions, if any.

Options for filling BSIP backfill vacancies:

1. Fill vacancy using emergency appointment for up to 30 days 

a.  Payroll Code 5

b.  Needs no requisition  

c.  Maximum duration 30 days

d.  No employee benefits

2.  Fill using temporary appointment – from outside City:

a. Payroll code 3

b. Needs requisition

c.   Not subject to 6-month limitation because temporary appointments can extend for full period of approved leaves of absence.  These employees get no benefits for 6 months and partial benefits after 6 months.

3.  Fill using temporary appointment – from within:

a.  Payroll code 4

b.  Needs requisition

c.  Collective bargaining provisions for upgrades apply.

d.  Must be consistent with PMP 301

e.  Use P100 to document appointment/upgrade

f.  Consistent with current City practice, timecard upgrades will be discouraged for all but the briefest appointments.

g.  Temporary upgrades and transfers require approval of sending and receiving managers, to ensure smooth return to permanent classification.  

4.  Human Resources has executed an agreement with Joint Labor to provide for the option of using Project appointments for backfill positions.  Check with HR prior to making any backfill appointments that you may wish to be project appointments.

a.  Payroll code 8

b.  Needs requisition

c.  Employee benefits begin immediately

d.  Some personnel rules do not apply (e.g., hiring rules, bumping rights, etc.)

e.  Allows flexible employment durations

5.  Fill as permanent

a.  Payroll code 1

b.  Requires requisition

c. Personnel Rules apply.   

d.  On a case-by-case basis, noncompetitive appointments may be considered.  These require Civil Service Board authorization.

6.  Refill appointive as appointive

a.  Payroll Code 6

b.  May use ending date for clarification purposes if desired

c.  May eliminate higher-level duties and underfill appointive position with a classified classification appropriate for the remaining work.

7.  Use combinations

a.  May distribute some duties and underfill a vacancy.  However, when redistributing duties, be respectful of bargaining unit jurisdiction boundaries.   

b.  May hire part time employees

8.  Backfilling for part-time key department contacts

a.  Work/services of the employee assigned part-time to BSIP may be limited, suspended or discontinued.

b.  Overtime may be assigned, although it is not intended that part time department contacts accomplish more than one full time job at a time.

c.  Work may be redistributed among other employees.

d.  May hire part-time backfill

e.  May share a backfill FTE (full-time equivalent) with other positions or sections

 f.  May hire from authorized temporary agency

COMPENSATION

1. The City has the right to assign overtime and it may be used to complete regular tasks normally performed by staff assigned full-time or part-time to BSIP.

2. Overtime associated with the project will be handled consistent with applicable Collective Bargaining Agreements and the Compensation Plan.

3. Allowances provided by Collective Bargaining Agreement (e.g., boot or uniform allowances) will be handled in the usual fashion: if the employee would have received the allowance in his or her regular assignment, it will be received while assigned to BSIP.  

4. A Memorandums of Agreement has been negotiated with affected unions, which covers such subjects as:  


            Internal Vacancy Announcement (IVA) Process

Stand By

Call-outs

Bidding

Set-ups

Meals

Work week/shift hours

Take-home vehicles

Parking

INCENTIVE DAYS

1. Permanent or Project employees funded by the BSIP project who have 6 months of continuous service in a paid status as of December 31 of the year in which the incentive day(s) are earned and have not been suspended during the year are eligible to receive incentive days in accordance with Tacoma Municipal Code, Section 1.12.345.

· Employees who meet the above criteria will be eligible to receive incentive days in 2003 in accordance with the incentive days earned in their regular work groups during 2002.

· The BSIP project will establish goals for incentive days to be earned beginning in 2003 for incentive days to be awarded beginning in 2004.

· Employees who return to their regular work groups prior to the end of a program year will be awarded incentive days in accordance with the work group in which they worked the majority of their time during the year in which incentive days were earned.  

-Continued-

BSIP

QUESTIONS AND ANSWERS

Q1: What would working on a major system implementation team be like?

 

A: It’s like rafting on an unexplored river – each new turn brings new opportunities and challenges, with Total Utility Integrators (TUI) as our guide.  The work we do will continually change and evolve - today will be different from next week and still different 6 months from now.  We will work very hard, but also ensure that we get ‘down-time’ to rejuvenate our energy and creativity.  We will celebrate our successes and mourn our setbacks together as a team.  It is a wonderful opportunity to shape the destiny of the entire City and its work units because you will be designing how we work in the future.

 

Q2: What are the roles and responsibilities of an implementation team?

 

A: Roles and responsibilities are being developed now that TUI has been recommended, using SAP software.  With a project of this magnitude, we know that the roles of project participants will continue to evolve throughout the entire implementation phase.
 

Q3: Who decides which existing City employees will work on the project and when will the staffing decisions be made?

 

A:  Over 70 full-time team members have been identified, consisting of individuals who volunteered or were encouraged to work on the project. The implementation team members will initially remain in their current classifications and under the conditions of their collective bargaining agreements if represented.  Changes in classifications, when necessary, will be made consistent with existing policies, procedures, and provisions of collective bargaining agreements. The full-time employees dedicated to the project will be located at an off-site facility during the project, the Carlton Building, 1551 Broadway.   

The several dozen key department contacts will provide specific expertise for limited periods and may be located at the off-site facility while working on the project.  Overall, key department contacts may be expected to spend about 25% of their time on the BSIP project, but this is subject to change as the project evolves.

 

 

Q4: Will implementation team members be able to take vacation or PTO during the project?

 

A: We need to ensure that implementation team members are able to take vacation or PTO, while also ensuring that the project is able to progress on schedule and implementation is not impacted by lack of employee contributions due to vacations or PTO.  When resources or deadlines are critical during the project it will likely be necessary to limit the use of vacation and PTO, but we anticipate that these periods will be planned and communicated to the team as soon as those periods are identified.

 

For the remainder of 2002, we currently anticipate several ‘down periods’ when we will not schedule meetings or other project work (we believe these will be the weeks of July 1, Nov. 25, Dec. 23, and Dec. 30).  Implementation team members will be encouraged to take vacation during these times, so as not to affect the schedule or miss other important events such as kickoff, training or design sessions.  If individuals already have planned and committed vacations during other periods, we will consider these when possible. Team members should discuss planned vacations early in the process, as BSIP staffing needs are identified.

 

For 2003 and beyond, we will decide our ‘down periods’ with TUI and work them into the schedule.  Unlike 2002, they may or may not coincide with the holidays, depending upon important project tasks and deadlines.

 

Q5: Will implementation team members be able to keep their existing work schedules during the project?

 

A: We want to be flexible and will consider individual requests, and provisions under applicable collective bargaining agreements, but the needs of the project and ensuring its success are first priority.  The availability of implementation team members to respond to contingencies that arise will be critical to our success.  Some of these decisions about work hours may be made within individual work teams.  We may choose to identify core days or times when everyone needs to be in the office, and others hours that are flexible, but this is still under discussion and no commitments can be made at this time.

 

Q6: How will other (overtime, incentive days, parking, etc.) questions be dealt with?   

 

A.  We are still working these details out, with the help of an ELT Staffing Sub-committee.  This group consists of Tom Benston (PW), Mary Brown (HR), Kim Raap (Power), Kelly Rupert (HR), and Cathy Parker (Legal).  They are searching for the best ways to enable current employees to join the project and for the departments contributing those employees to continue their operations successfully and continue to provide uninterrupted service to the public and our customers.  The sub-committee has also negotiated the potential effects of the project with the affected labor unions.

Q7: Have the Unions which represent the selected personnel be involved in this?

A.  Yes.  All affected unions have been involved.  Presentations to Joint Labor and informal discussions with union leaders have already taken place on various issues and a written Letter of Agreement has been signed. 
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