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WMS Inclusion Criteria Team
Framework
In December, 2009, the WMS Inclusion Criteria Team was formed by Eva Santos, Director of the Department of Personnel, to:
‘Develop statewide criteria for agencies to use as they apply the definition of manager as stated in RCW 41.06.022 and 41.06.500.  Recommendations may also be made to change or update the definitions of manager.  Goal is to improve accountability, transparency and consistency of application of WMS as a classification system.’  
We were fortunate to have Eva Santos join the team at its first meeting to share her vision and ask that we consider:

·  How we define a manager, supervisor, expert, consultant, etc.;

·  Defining a manager based on what we know and what may work better for us in the future knowing that what we have today in WMS may need to be changed;

·  That some positions may not fit into WMS anymore;

·  That we may need a separate classification system based on expertise in specialty areas (may be something the DOP classification workgroup could review);

·  Seeking input from Deputies and other stakeholders to ensure we are covering their needs;

·  Whether we need new coding or something in HRMS to help monitor or pull reports;

·  How the public views WMS.  A lot of the difficulty surrounding WMS is lack of communication about how agencies decide to include positions in WMS and then compensate them once included; and
· Legislators want fewer managers, so think about numbers.  It is part of our classification system.
The team used these considerations and the focus on improving accountability, transparency and consistency of application of WMS during the many conversations and drafts of materials.  

The following recommendations revolve around creating a simplified approach to determine if positions should be classified under Washington Management Service.  Additional specific recommendations are found at the end of this report.  
WMS vs EMS
Washington Management Service (WMS) is a separate and distinct classification approach from Exempt Management Service (EMS).  

Discussion in the workgroup identified very early on that some of the confusion about WMS may be that it and EMS were ‘lumped’ together in a variety of ways.  The Evaluator’s Handbook and the Position Description Form, for instance, includes both WMS and EMS.  While that may have been seen as an efficient approach, it clouds the separation of the two and what is meant by each.  The scope of this work team and report is focused solely on WMS.  

Recommendations:
· A separate and distinct WMS Evaluator’s Handbook be  used to combine the efforts of both WMS work teams;

· The WMS Evaluator’s Handbook be designated the primary resource and training document; 

· Replace the current WMS/EMS Position Description Form with the draft (Attachment 1) we have developed (which includes a section documenting the inclusion and banding decisions for the position; and

· All other WMS documents and guidance be relegated to archives as historical sources, not for current use (i.e., the WMS Administrative Handbook, 2002 and 2007 clarification draft documents, etc.).

Reviewing positions for possible inclusion in WMS:

A position must meet at least one of the five definitions of manager to be included in WMS (outlined in RCW 41.06.022 and WAC 357-58-035).  This is done by:

· reviewing all position documentation and information;

· making a clear and direct link to at least one of the definitions;
· reviewing Washington General Service (WGS) classifications by examining descriptions of work to determine if the position is best allocated in WGS or meets the threshold to be included in WMS. 
The inclusion criteria bullets under each definition provide guidance on the extent of the definition and its potential applicability to a position being considered for inclusion in WMS. 

Introduction  

The efficiency and effectiveness with which government services are delivered to the citizens of Washington State depends largely on the quality and productivity of state employees. Each state manager has the unique and critical responsibility to foster the building of a performance-based culture that will enable workforce success.  The five definitions approved by the legislature are used to determine if a position belongs in Washington Management Service (WMS).   The purpose of this document is to further clarify the definitions to increase consistency in how agencies classify positions in WMS.

WMS was implemented as part of the overarching classification structure to recognize the crucial role of managers in ensuring that the public receives needed government services in the most efficient and cost-effective manner possible.  The expectations of managers in state service, as outlined in WAC 357-58-005, include a personal commitment to show excellent leadership competencies and achieve programmatic results.

Managers:

· direct the development and implementation of policies and programs that achieve results;

· attract, develop, and retain a competent, productive workforce in order to successfully carry out state programs; 

· build and sustain a workplace culture that focuses on performance and outcomes; and

· lead and manage their workforce; 

· align the workforce with their organization’s strategic plan;

· hire the best qualified staff;

· create a productive work environment;

· set clear performance expectations;

· provide day-to-day feedback and support;

· develop staff competencies;

· conduct regular performance evaluations;

· implement timely and meaningful rewards; and

· hold employees accountable for successful performance.

The diversity of state agencies, their goods, services and business demands flexibility to meet their individual business models.  WMS can be applied based on agency business models and organizational structure, considering factors such as single versus multi-functional areas, size/breadth of the organization, and elected versus Governor appointed agency heads.  All of these factors will influence how WMS is applied to meet individual business needs.    

A position must meet at least one of the five definitions of manager to be included in WMS (outlined in RCW 41.06.022 and WAC 357-58-035).  This is done by reviewing all position documentation and information and making a clear and direct link to at least one of the definitions.   A review of Washington General Service (WGS) classifications may also assist by examining descriptions of work and determining if the position is best allocated in WGS or meets the threshold to be included in WMS. 
The inclusion criteria bullets under each definition provide guidance on the extent of the definition and its potential applicability to a position being considered for inclusion in WMS.  As such, the bullets are meant to clarify the definition and give examples of the type and level of accountability or responsibility that will show a position meets the threshold of the definition and should be included in WMS.  Also, notes and examples for each definition are offered to assist in this review process.

The five definitions are presented in the following format with;

· inclusion criteria bullets to consider when reviewing positions for inclusion in WMS;

· notes under each definition with examples of what to evaluate; and 

· a glossary of the terms used. 

These tools were all designed to better inform evaluators about the classification approach and to support consistent application of the definitions to help agencies determine which of their positions are most clearly allocated to this classification system.  
The ‘WMS Definitions and Inclusion Criteria’ document (which follows) is also included as Attachment 2.  Also, the work team developed a separate document that outlines examples of typical position descriptions that fit the threshold of each WMS definition (Attachment 3). We expect this document will evolve as more good examples are identified.

WMS Definitions and Inclusion Criteria

1.  Formulates statewide policy or directs the work of an agency or agency subdivision

· Devises or develops agency or agency subdivision strategic direction; 

· Authorizes the development, modification and/or sets agency or statewide policy as a primary responsibility; 

· Directs an agency division in small or medium sized agencies or directs a major subdivision in the largest agencies.

Notes:  Positions that include responsibility to formulate statewide public policy or agency strategic direction through policy approaches may be included under this definition.  

This definition of manager is also intended for the highest level authorities within the agency.  These positions are appointing authorities or executive management for the agency.  In smaller agencies the deputy directors and/or assistant directors may have the responsibility and authority to set public policy.  

This definition may not be applicable for all agencies as many positions that fit within the definition component referring to, directs the work of an agency, will be included in exempt management service or are otherwise statutorily exempt.

Definitions:

Agency Subdivision – Formally identified organizational section of a state agency.

Formulate – Devise and develop a strategic direction on behalf of an organization.
Statewide Policy – A written standard or rule or agency strategic practice that impacts the entire agency, or all agencies/employees, or the public.
2.  Administers one or more statewide policies or programs of an agency or agency subdivision

· Independently manages agency or statewide programs in accordance with broad policy statements and /or legal requirements; 

· Implements goals and strategies that carry out strategic statewide, agency or agency subdivision objectives, including the authority to change course or direction to meet objective; 

· Develops, interprets and applies state, federal or judicial mandates for statewide  programs or policies that support service population(s), programs, or resource(s) external to the agency.

Notes:  This definition is intended for positions that implement public or agency wide policy that is generally agreed to or set by an executive level.  These positions will have significant authority and responsibility to make decisions in the program areas for which they are accountable.  Statewide policies or programs with political components, broad stakeholder contact and impact, or national/international expectations are also a consideration for inclusion.

Positions may be responsible for activities such as:

· WAC rule development for their programs or the agency (as applicable);

· stakeholder management;

· program problem resolution;

· budget development;

· program policy development and implementation;

· testifying in legal settings or legislative sessions; or 

· guiding board or commission activities.

Definitions:

Administer – Has full scope of authority and responsibility to plan, manage, direct and carry out all aspects of a program or a policy.
Agency Subdivision – Formally identified organizational section of a state agency.

Statewide Policy – A written standard or rule or agency strategic practice that impacts the entire agency, or all agencies/employees, or the public.   

Statewide Program – A designated agency business function with activities, goals, objectives, deliverables, and evaluation of results.  

3.  Manages, administers, and controls a local branch office of an agency or an agency subdivision, including the physical, financial or personnel resources

· Implements and manages the agency program service functions in a branch office.  Service delivery may include a variety of agency program services as designated to that location, offsite from the main agency office; 

· Typically is the highest level of authority at the location for the entire site or a singular program; 

· Independently manages, oversees, regulates, and/or supervises the implementation of programs and policies in a branch office.

Notes:  A branch office is located away from the principal office of an agency or agency subdivision and includes within it implementation of the policies and programs of the principal office.  Not all remote locations or facilities would be considered branch offices under this definition.  For example; a small maintenance shop, liquor store, or similar facility would probably not meet the definition of local branch.  

These positions may have program responsibility for all programs represented within the branch office, or may have responsibility for management of a single program decentralized to a region.  Position may be an appointing authority.
These positions are not the office managers, who only have responsibility for the facility and program support functions.

Definitions:  

Administer – Has full scope of authority and responsibility to plan, manage, direct and carry out all aspects of a program or a policy.

Agency Subdivision – Formally identified organizational section of a state agency.

Control – To exercise power or authority.

Manage – Organize and direct activities and resources to achieve clearly defined objectives. 

Personnel Resources – Applies to an entire workforce in a physical office location.  

4.  Has substantial responsibility in personnel administration, legislative relations, public information, or the preparation and administration of budgets

· Full authority to prioritize and manage all issues within an assigned area of responsibility; 

· Delegated decision making authority for the specified area of expertise;  

· Designated authority to speak on behalf of and make binding decision(s) for the agency.

Notes:  Only positions with substantial responsibility for and exist to perform one or more of the disciplines listed are covered under this definition.   

Expertise includes experience and training to be able to respond to complex, highly political and/or sensitive issues, the ability to create strategic plans to support agency priorities and responding to emergency needs.

Influence and impact of the position are widespread to the agency and may have statewide impact.

Definitions:

Substantial Responsibility – The position exists to perform the identified functions and is independently accountable for impacts resulting from action taken or failure to act that has significant consequences for the agency or the public.  
5.  Functions above the first level of supervision and exercises authority that is not merely routine or clerical in nature and requires the consistent use of independent judgment

For positions that supervise first line or higher level supervisors; 

· Authorized to make decisions regarding the work processes and methods that will be used, without higher level approval,  and makes decisions with strategic program impact; 

For functional level positions:

· Although the position is not required to be a supervisor, it must function above the first level of supervision within the organization.  Establishes standards on agency business practices and/or programs; Authorized to negotiate and bind the agency on matters of significant impact and may be an individual contributor with significant policy authority and/or the point of contact for staff in specific expertise areas; Designated the agency and statewide technical expert in a given program area (i.e., scientific, medical, judicial/legal, or technological discipline) with authority to set standards to be used by others, or make decisions/distribute funds for their area of expertise and/or speak for the agency; 

· Significant authority for policy development, implementation or interpretation within the designated program area;

· Provides consultation or expert advice to executive management with significant policy authority.

Notes:  This definition includes a dual track component; for supervisors of supervisors, and for comparable non-supervisory/functional level positions, that require the consistent use of independent judgment and that are accountable for outcomes and outputs. 

Non-supervisory positions have management responsibilities of either a statewide, agency wide, or geographic nature (for positions that are assigned to regional areas), and may be solely responsible for the direction, policy and implementation of a significant program.  For example, the program may be highly visible, have significant media interest, affect a small population, or be legislatively mandated. 

The positions may also have a complex portion of a program with a limited focus of single or multiple functional areas.  Some positions may require an advanced degree, or certification/licensure (e.g. JD, PhD, CPA, or Masters in a specific field of study).

Definitions: 

Exercise Authority – Authorized to initiate, determine, direct, and enforce actions within designated area of responsibility, and is accountable for results.   

Function Above the First Level of Supervision – Second line supervisor or above; or Individual practitioner of a recognized discipline or profession that uses advanced expertise to accomplish specific agency strategic goals.
Independent Judgment – Involves the comparison and evaluation of possible courses of conduct and acting or making a decision after the various possibilities have been considered.  Authority to make independent choices, free from immediate direction or supervision.  
Glossary
The workgroup defined terms and phrases used in the definitions as a tool to support evaluators as they review requests to include positions in WMS.  The definitions are included in the Inclusion Criteria Handout and also are presented in the following Glossary that is arranged alphabetically (also included as a separate document as Attachment 4).

Washington Management Service
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GLOSSARY OF KEY TERMS

Administer – Has full scope of authority and responsibility to plan, manage, direct and carry out all aspects of a program or a policy.

Agency Subdivision – Formally identified organizational section of a state agency.  

Control – To exercise power or authority.

Exercise Authority – Authorized to initiate, determine, direct, and enforce actions within designated area of responsibility, and is accountable for results.   
Formulate – Devise and develop a strategic direction on behalf of an organization.    
Function Above the First Level of Supervision – 

Second line supervisor or above; or

Individual practitioner of a recognized discipline or profession that uses advanced expertise to accomplish specific agency strategic goals.

Independent Judgment – Involves the comparison and evaluation of possible courses of conduct and acting or making a decision after the various possibilities have been considered.    Authority to make independent choice, free from immediate direction or supervision.  

Manage – Organize and direct activities and resources to achieve clearly defined objectives.  

Personnel Resources – Applies to an entire workforce in a physical office location.  

Statewide Policy – A written standard or rule or agency strategic practice that impacts the entire agency, or all agencies/employees, or the public.   

Statewide Program – A designated agency business function with activities, goals, objectives, deliverables, and evaluation of results that impacts the entire agency, or all agencies/employees, or the public.  

Substantial Responsibility – The position exists to perform the identified functions and is independently accountable for impacts resulting from action taken or failure to act that has significant consequences for the agency or the public.  
Further Recommendations:

Statute and Rule changes

The workgroup discussed language changes or even full-fledged revision of the definitions.  We decided to not recommend any immediate changes to the definitions for a variety of reasons.  Timing was a primary concern; to meet our goal of creating a more transparent, consistent application of WMS throughout the state now kept us focused on clarifying how to apply existing language.  Also, this seems to be a basic step in the right direction to assuage legislator and other public concerns about WMS and still maintain a competent management presence in state government.     
We do recommend that further steps be taken to conduct a full and focused review of the definition of manager.  This review should consider:

· WAC and statutory changes for the future:
· Definition 1 should be eliminated.  The only portion of the definition that seems to apply to WMS is “Formulates statewide policy”.  The rest of the definition is more relevant to Exempt Management Service, so the statewide policy piece could be folded into either definition 2 or 3.  We recommend a review of Exempt service as it may need to be updated and/or expanded to accommodate this change;

· Definition 2 needs to be clarified, consider strengthening the language;

·  Definition 3 needs to be updated to reflect current language and organizational structures.  For example, one suggestion is to change personnel resources to workforce resources;

· Definition 4 could be strengthened to use more active language and represent all central administrative and single contributor functions, such as Internal Auditor, Public Records/Privacy Officer, IT, Ombudsman, Risk Management, and Performance Management;
· Definition 5 is the ‘catch all’ definition and could be clarified that it is a second level supervisor that requires a high level of independent judgment to accomplish program work (emphasize the strategic focus, rather than saying it isn’t tactical).  Clarify; is it a dual track for a second line supervisor and individual contributors?  
· The individual contributor issues need to be addressed, either by clarifying its place in the definitions or establishing a parallel classification system of its own that addresses certification, licensure or degree requirements.  Clarify the classification differences of a manager and a single contributor and identify their classification relationship.
Classification Issues

Additional recommendations were identified as supplemental next steps to take to improve the overall classification system: 

Much of the discussion on clarification of the definitions centered on the classification impacts, especially when WMS was originally implemented.  For instance; several examples were shared of classifications that were abolished early in implementation of WMS as agencies were encouraged to use WMS.  As a result, there is a gap within the classification system where positions may best fit in WMS simply because a more fitting classification does not exist in Washington General Service (WGS).  
The workgroup recommends re-establishing and/or redefining WGS classifications.  The following are some examples to consider for review: 

· Administrative Regulations Analyst

· Communications Consultant

· Fiscal Program Manager

· Program Manager

· Human Resource Consultant

· Hearing Examiner 

· Instructional Program Specialist

· Administrative Program Specialist
· Management Analyst

· Research Investigator 

· Program Coordinator 

· Program Specialist 

· Social & Health Program Consultant

Summary of Recommendations

WMS vs EMS; create a distinction between Washington Management Service and Exempt Management Service by separating guidance documents and associated tools into individual packets.

Adopt the ‘Reviewing positions for possible inclusion in WMS’ proposal made by the team and use as the primary documentation to guide inclusion into WMS.

Glossary; adopt and use as the primary resource to define terms used in the five WMS definitions.

Statutory and Rule Changes; recommend full review of definitions and consider WAC and statutory changes for the future.

Classification issues; identify and prioritize a list of classifications to review for re-establishment and/or redefinition. 
Closing Remarks
The inclusion criteria work team included Ellen Andrews for Wendy Long, Laurie Milligan, Cindy Felker, Sandi LaPalm, Gloria Papiez, Pat Curry, Laura Drybread, Kristin Collins, Lorna Ovena, Tina VanderWal, Peggy Zimmerman and Katherine Deuel.  We took a practical approach to the challenge of bringing clarity to the WMS definitions as they exist today.  Using the diversity of our work team, and through communication and feedback from interested parties (such as other agencies, the HR community, Department of Personnel, and the Deputy’s team) we incorporated feedback to create simplified and transparent language explaining how the criteria can be applied more consistently.  We thank the many individuals that provided their thoughtful advice and input.  
The team offers these recommendations and documents to achieve our goal of supporting consistent and transparent application of WMS throughout the state and accountability of our classification systems.  Thank you for the opportunity to take on this challenge!
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		1. Position Action (Create or Maintain Position)   

[bookmark: Text169]  |_| Establish  |_| Reallocate  |_| Update Data (Indicate Change)       

		FOR HUMAN RESOURCES USE ONLY



		

		Effective Date 



		2. Position Staffing Status    
  |_| Open     |_| Filled     |_| On Hold

		[bookmark: posobjabv]3. (Position #)       

		4. Position Type

[bookmark: Check65][bookmark: Check66] |_|WMS   |_|EXEMPT

		Inclusion Criteria



		[bookmark: wrktitle]5.  Job - Working Title
         

		Management Code

[bookmark: Check67][bookmark: Check68][bookmark: Check69]|_|Management   |_|Policy   |_|Consultant



		[bookmark: Text85]6. Incumbent’s Name (If Filled Position)
       

		Market Segment Benchmark



		7. Agency
       

		[bookmark: orgunit]8. Division Or Service Area
       

		Date Evaluated by JVAC Committee



		[bookmark: addlocated]9. Address Where Position Is Located
       

		Band

		Rating

		Points



		[bookmark: Check63][bookmark: Check64]10. Indicate work schedule
  |_| Part Time    |_| Full Time

		11. Supervisor’s Position #      

		Salary Range of Consideration



		12. Supervisor’s Name
      

		HR Manager Approval                          Date







		Position Objective



		13. Discuss in a few sentences what the position is required to accomplish.  Summarize the scope of impact, responsibilities, and how the position supports/contributes to the mission of the organization.  (Include an organizational chart.)

     



		Nature and Scope



		14 (a). Briefly explain position’s policy impact (application development/implementation responsibility).

     

14 (b). Explain the major decision-making responsibilities brought to this position for action.  Also, identify those actions that the incumbent takes to their manager for a decision.

     







		
Financial Dimensions



		15. Budget

Describe the type and annual amount of all monies that the position directly controls.  Discuss other revenue sources managed by the position and what type of influence/impact it has over those sources.

Operating budget controlled

·      

Other financial influences/impacts

·      







		
Positions Managed



		[bookmark: Check15][bookmark: Check16]16. Is this a supervisory position?     |_| Yes  |_| No   



		If yes, list total full time equivalents (FTEs) managed and highest class/position.

     







		Essential Functions (Principal Responsibilities)



		17. Describe the essential functions and significant responsibilities of this position.

     









		Working Conditions



		18. Describe working environment and anticipated variation in working hours.  Some or all of these conditions may be noted under the essential functions section.
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POSITION DESCRIPTION





DOP 12-004 (4/9/10) WMS Position Description 

		
General Qualifications



		19 (a). Required Education, Experience and Competencies (knowledge, skills, abilities and behaviors).

     



		19 (b). Preferred/Desired Education, Experience and Competencies (knowledge, skills, abilities and behaviors) for Recruiting Purposes.

     











		Special Requirements/Conditions of Employment



		20. List any licensing, certification, or other special requirements and/or conditions of employment which are beyond general qualifications.

     







		Washington Management Service

Position Designation



		21. If a designation is made, select the appropriate designation for this position: 



		Definition of Manager #4.  Has substantial responsibility in personnel administration, legislative relations, public information, or the preparation and administration of budgets.

	

This is to designate position #      as the decision making authority within the area of       for the Department of      .  The incumbent in this position has the designated authority to speak on behalf of and make binding decision(s) for the agency in the area of labor relations and contract administration



_________________________________		_____________________________

Insert name and title 				               Date



		-OR-



		Definition of Manager #5.  Functions above the first level of supervision and exercises authority that is not merely routine or clerical in nature and requires the consistent use of independent judgment.



Position #     , within the       Division of the Department of        is delegated authority that is above the first level of supervision.  



|_|The incumbent in this position is designated as the agency and statewide technical expert in the area of      .



_________________________________		_____________________________

Insert name and title 				               Date



		









		The job duties as defined above are an accurate reflection of the work to be performed by this position.



		Supervisor’s Phone Number

     

		Supervisor’s Title
     



		Date
     

		Supervisor’s Signature
     



		Date
     

		Department Head or Approving Authority’s Signature
     



		As the incumbent in this position, I have received a copy of this position description.



		Date
     

		Employee’s Signature
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Reviewing positions for possible inclusion in WMS

A position must meet at least one of the five definitions of manager to be included in WMS (outlined in RCW 41.06.500 and WAC 357-58-035).  This is done by:


· reviewing all position documentation and information;

· making a clear and direct link to at least one of the definitions;

· reviewing Washington General Service (WGS) classifications by examining descriptions of work to determine if the position is best allocated in WGS or meets the threshold to be included in WMS. 

The inclusion criteria bullets under each definition provide guidance on the extent of the definition and its potential applicability to a position being considered for inclusion in WMS. 


Introduction  


The efficiency and effectiveness with which government services are delivered to the citizens of Washington State depends largely on the quality and productivity of state employees. Each state manager has the unique and critical responsibility to foster the building of a performance-based culture that will enable workforce success.  The five definitions approved by the legislature are used to determine if a position belongs in Washington Management Service (WMS).   The purpose of this document is to further clarify the definitions to increase consistency in how agencies classify positions in WMS.


WMS was implemented as part of the overarching classification structure to recognize the crucial role of managers in ensuring that the public receives needed government services in the most efficient and cost-effective manner possible.  The expectations of managers in state service, as outlined in WAC 357-58-005, include a personal commitment to show excellent leadership competencies and achieve programmatic results.


Managers:


· direct the development and implementation of policies and programs that achieve results;


· attract, develop, and retain a competent, productive workforce in order to successfully carry out state programs; 


· build and sustain a workplace culture that focuses on performance and outcomes; and


· lead and manage their workforce; 


· align the workforce with their organization’s strategic plan;


· hire the best qualified staff;


· create a productive work environment;


· set clear performance expectations;


· provide day-to-day feedback and support;


· develop staff competencies;


· conduct regular performance evaluations;


· implement timely and meaningful rewards; and


· hold employees accountable for successful performance.


The diversity of state agencies, their goods, services and business demands flexibility to meet their individual business models.  WMS can be applied based on agency business models and organizational structure, considering factors such as single versus multi-functional areas, size/breadth of the organization, and elected versus Governor appointed agency heads.  All of these factors will influence how WMS is applied to meet individual business needs.    


A position must meet at least one of the five definitions of manager to be included in WMS (outlined in RCW 41.06.022 and WAC 357-58-035).  This is done by reviewing all position documentation and information and making a clear and direct link to at least one of the definitions.   A review of Washington General Service (WGS) classifications may also assist by examining descriptions of work and determining if the position is best allocated in WGS or meets the threshold to be included in WMS. The inclusion criteria bullets under each definition provide guidance on the extent of the definition and its potential applicability to a position being considered for inclusion in WMS.  As such, the bullets are meant to clarify the definition and give examples of the type and level of accountability or responsibility that will show a position meets the threshold of the definition and should be included in WMS.  Also, notes and examples for each definition are offered to assist in this review process.


The definitions are presented in this document with clarifying inclusion criteria bullets, glossary of terms used, examples, and any other resources to help agencies determine which of their positions are most clearly allocated to this classification system.

WMS Definitions and Inclusion Criteria


1.  Formulates statewide policy or directs the work of an agency or agency subdivision


· Devises or develops agency or agency subdivision strategic direction; 


· Authorizes the development, modification and/or sets agency or statewide policy as a primary responsibility; 


· Directs an agency division in small or medium sized agencies or directs a major subdivision in the largest agencies.


Notes:  Positions that include responsibility to formulate statewide public policy or agency strategic direction through policy approaches may be included under this definition.  


This definition of manager is also intended for the highest level authorities within the agency.  These positions are appointing authorities or executive management for the agency.  In smaller agencies the deputy directors and/or assistant directors may have the responsibility and authority to set public policy.  


This definition may not be applicable for all agencies as many positions that fit within the definition component referring to, directs the work of an agency, will be included in exempt management service or are otherwise statutorily exempt.


Definitions:


Agency Subdivision – Formally identified organizational section of a state agency.


Formulate – Devise and develop a strategic direction on behalf of an organization.

Statewide Policy – A written standard or rule or agency strategic practice that impacts the entire agency, or all agencies/employees, or the public.

2.  Administers one or more statewide policies or programs of an agency or agency subdivision


· Independently manages agency or statewide programs in accordance with broad policy statements and /or legal requirements; 


· Implements goals and strategies that carry out strategic statewide, agency or agency subdivision objectives, including the authority to change course or direction to meet objective; 


· Develops, interprets and applies state, federal or judicial mandates for statewide  programs or policies that support service population(s), programs, or resource(s) external to the agency.


Notes:  This definition is intended for positions that implement public or agency wide policy that is generally agreed to or set by an executive level.  These positions will have significant authority and responsibility to make decisions in the program areas for which they are accountable.  Statewide policies or programs with political components, broad stakeholder contact and impact, or national/international expectations are also a consideration for inclusion.


Positions may be responsible for activities such as:


· WAC rule development for their programs or the agency (as applicable);


· stakeholder management;


· program problem resolution;


· budget development;


· program policy development and implementation;


· testifying in legal settings or legislative sessions; or 


· guiding board or commission activities.


Definitions:


Administer – Has full scope of authority and responsibility to plan, manage, direct and carry out all aspects of a program or a policy.

Agency Subdivision – Formally identified organizational section of a state agency.


Statewide Policy – A written standard or rule or agency strategic practice that impacts the entire agency, or all agencies/employees, or the public.   


Statewide Program – A designated agency business function with activities, goals, objectives, deliverables, and evaluation of results.  


3.  Manages, administers, and controls a local branch office of an agency or an agency subdivision, including the physical, financial or personnel resources


· Implements and manages the agency program service functions in a branch office.  Service delivery may include a variety of agency program services as designated to that location, offsite from the main agency office; 


· Typically is the highest level of authority at the location for the entire site or a singular program; 


· Independently manages, oversees, regulates, and/or supervises the implementation of programs and policies in a branch office.


Notes:  A branch office is located away from the principal office of an agency or agency subdivision and includes within it implementation of the policies and programs of the principal office.  Not all remote locations or facilities would be considered branch offices under this definition.  For example; a small maintenance shop, liquor store, or similar facility would probably not meet the definition of local branch.  


These positions may have program responsibility for all programs represented within the branch office, or may have responsibility for management of a single program decentralized to a region.  Position may be an appointing authority.


These positions are not the office managers, who only have responsibility for the facility and program support functions.


Definitions:  


Administer – Has full scope of authority and responsibility to plan, manage, direct and carry out all aspects of a program or a policy.


Agency Subdivision – Formally identified organizational section of a state agency.


Control – To exercise power or authority.


Manage – Organize and direct activities and resources to achieve clearly defined objectives. 


Personnel Resources – Applies to an entire workforce in a physical office location.  


4.  Has substantial responsibility in personnel administration, legislative relations, public information, or the preparation and administration of budgets


· Full authority to prioritize and manage all issues within an assigned area of responsibility; 


· Delegated decision making authority for the specified area of expertise;  


· Designated authority to speak on behalf of and make binding decision(s) for the agency.


Notes:  Only positions with substantial responsibility for and exist to perform one or more of the disciplines listed are covered under this definition.   


Expertise includes experience and training to be able to respond to complex, highly political and/or sensitive issues, the ability to create strategic plans to support agency priorities and responding to emergency needs.


Influence and impact of the position are widespread to the agency and may have statewide impact.


Definitions:


Substantial Responsibility – The position exists to perform the identified functions and is independently accountable for impacts resulting from action taken or failure to act that has significant consequences for the agency or the public.  

5.  Functions above the first level of supervision and exercises authority that is not merely routine or clerical in nature and requires the consistent use of independent judgment


For positions that supervise first line or higher level supervisors; 


· Authorized to make decisions regarding the work processes and methods that will be used, without higher level approval,  and makes decisions with strategic program impact; 


For functional level positions:


· Although the position is not required to be a supervisor, it must function above the first level of supervision within the organization.  Establishes standards on agency business practices and/or programs; Authorized to negotiate and bind the agency on matters of significant impact and may be an individual contributor with significant policy authority and/or the point of contact for staff in specific expertise areas; Designated the agency and statewide technical expert in a given program area (i.e., scientific, medical, judicial/legal, or technological discipline) with authority to set standards to be used by others, or make decisions/distribute funds for their area of expertise and/or speak for the agency; 


· Significant authority for policy development, implementation or interpretation within the designated program area;


· Provides consultation or expert advice to executive management with significant policy authority.


Notes:  This definition includes a dual track component; for supervisors of supervisors, and for comparable non-supervisory/functional level positions, that require the consistent use of independent judgment and that are accountable for outcomes and outputs. 


Non-supervisory positions have management responsibilities of either a statewide, agency wide, or geographic nature (for positions that are assigned to regional areas), and may be solely responsible for the direction, policy and implementation of a significant program.  For example, the program may be highly visible, have significant media interest, affect a small population, or be legislatively mandated. 


The positions may also have a complex portion of a program with a limited focus of single or multiple functional areas.  Some positions may require an advanced degree, or certification/licensure (e.g. JD, PhD, CPA, or Masters in a specific field of study).


Definitions: 


Exercise Authority – Authorized to initiate, determine, direct, and enforce actions within designated area of responsibility, and is accountable for results.   


Function Above the First Level of Supervision – Second line supervisor or above; or Individual practitioner of a recognized discipline or profession that uses advanced expertise to accomplish specific agency strategic goals.

Independent Judgment – Involves the comparison and evaluation of possible courses of conduct and acting or making a decision after the various possibilities have been considered.  Authority to make independent choices, free from immediate direction or supervision.  
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