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Washington Management Service (WMS) 
Background
The Washington Management Service is a decentralized personnel system for classified managers in state government. It was created by legislation in 1993 and codified in RCW 41.06.500.
WMS recognizes the unique nature of management positions and the importance of strong management skills to effective state government. It gives agencies flexibility to recruit and hire managers with specific skills, to assign a wider array of duties to manage, and to change assignments or quickly redeploy staff based on business needs.
RCW 41.06.500 calls for:
· A simplified classification system that facilitates mobility for managers
· Flexibility in setting and changing salaries
· A performance appraisal system emphasizing accountability
· Training to build critical management knowledge, skills, and abilities
· Flexible recruitment and hiring procedures to help the state be more competitive
· Reduction, dismissal, suspension or demotion only for cause
· Decentralized and regional administration
Implementation of WMS resulted in the elimination of 350 unique job classes (e.g., Personnel Manager, Financial Manager, IT Manager). The program received national recognition from Governing Magazine, the National Association of State Personnel Executives and the Council of State Governments. 
Managing Growth
In 2005, the Governor’s Mid Management Reform Initiative required elimination of 1,000 manager positions by June 2007 (most positions were WMS). Since then the Office of the State HR Director (OSHRD), formerly the Department of Personnel (DOP), has been monitoring WMS, actively managing the growth and assessing the need for additional central controls.


History of WMS
1993 – WMS created.
1995 – WMS receives national award from the National Center for Public Productivity at Rutgers University.
2001 – Joint Legislative Audit Review Committee (JLARC) conducts review of WMS. Final report issued in early 2002.
2002 – DOP completes comprehensive study as follow up to JLARC report. Results: 407 positions identified for removal from WMS and 130 positions identified for abolishment.
2005 – Governor’s Mid Management Reform Initiative requires cutting 1,000 management positions by June 30, 2007. Majority of cuts were WMS positions.
2007 – DOP implements agency and enterprise control points to manage growth of WMS. DOP monitors agency usage and agencies report in GMAP and HR Management reports.
2009 – Enterprise review results in WMS cap being set at 7.5% for the biennium. 
2009 – At request of DOP Director, state HR community forms two workgroups to develop a uniform, enterprise-wide process for the inclusion and placement of WMS positions.
2009 - ESSB 5460 imposed salary freezes for all exempt and WMS positions.
2010 – HR workgroups recommend changes to rules, processes, tools and training for agency administration of WMS. DOP leads efforts to further develop and implement the recommendations, including contracting with an external expert to revise the tool used to evaluate WMS positions for placement in a salary band.
2011 – New rules and administrative process requirements in effect and agencies beginning to transition to new tools.
2011 – Salary freeze (which began in February 2009) continues for WMS and Exempt employees through June 30, 2013 (ESSB5860).
2013 – By June 30, 2013, all WMS positions must be updated on the new Position Description form, reviewed and evaluated by a committee using the new process and tools.

Management Reform
The Washington Management Service (WMS) has been an ongoing target of criticism from both employee organizations (unions) and legislators. The criticism stems from a perceived lack of transparency, consistency, oversight, accountability for agency pay practices and required managerial skill development, as well as program growth. 
In July 2007, DOP implemented agency and enterprise control points to manage growth of WMS. Agencies began reporting on WMS in their GMAP and HR Management reports. Since then, the state has seen a significant reduction in the WMS headcount. 
Additional Improvements Underway
In December 2009, DOP Director Eva Santos asked HR Directors to develop and recommend a uniform, enterprise-wide process for the inclusion and placement of WMS positions to improve accountability, transparency, and consistency of the WMS as a whole. Administrative Process and Inclusion Criteria workgroups were formed with leadership and representation from the state HR community.
By spring of 2010, these groups made recommendations on changes to rules, processes, tools and training for WMS committee members. DOP led efforts to further develop and implement the recommendations of the workgroups. This included contracting with an external expert to revise the Job Value Assessment Chart (JVAC) and Evaluator’s handbook used to evaluate WMS jobs.
Status
All tools and processes were finalized in November of 2010. Agency coordinators were designated and trained in November and December 2010. Agency WMS coordinators have trained their WMS Committees on the new rules, tools and processes that became effective April 1, 2011. By June 30, 2013, all WMS positions must be updated on the new Position Description form, reviewed and evaluated by a committee using the new JVAC tools.
Questions/Resources
More information is available on the HR website at: hr.wa.gov.


Improvements
	Pre-Changes
	Post Changes 

	No enterprise control prior to July 2007
	In November 2009, DOP Director revised enterprise wide control point for current biennium to 7.5%.

	Limited monitoring
	DOP began monitoring WMS use through agency control points in July 2007; agencies above control point required to report in their HRM report..

	WMS Performance pay (on a limited basis) permissible without Performance Management Confirmation
	Expedited approvals for WMS performance pay that were not approved through Performance Management Confirmation rescinded in January 2010.

	Agencies established evaluation and inclusion processes, no consistency across the enterprise
	Each agency must submit evaluation and inclusion procedure to the Office of the State HR Director (OSHRD) for approval.

	Evaluation committees determined solely by agency, with no external involvement or criteria for committee members
	Evaluation committees must include at least three representatives, one from HR, one manager and one representative from another agency; each agency must have a WMS coordinator that oversees the agency’s process for evaluating WMS positions for inclusion and placement in a salary band. WMS Coordinator must be a representative from the agency Human Resources office.

	No training required for agency committee members or WMS coordinators
	All evaluators required to receive WMS training; ongoing training to be provided by OSHRD.

	No external auditing
	Prescribed agency self-audit must be submitted to OSHRD; periodic targeted audits completed by OSHRD and/or external representatives 

	Same evaluation (JVAC) tool and handbook used to evaluate Exempt and WMS jobs 
	Implemented separate evaluation tools WMS positions, one for traditional managers and one for individual contributors.

	Same Position Description form for both Exempt and WMS jobs 
	Separate Position Description forms for WMS and Exempt.

	Lack of position information; difficult to determine and compare like positions in WMS
	DOP established fifteen market segments (e.g., IT, HR, Finance, Engineering) and agencies code. positions in HRMS; OSHRD can centrally run data to determine usage of WMS




Composition of WMS
WMS employee distribution across various market segments
The largest segment of the WMS workforce falls in the Administrative market segment, with 23 percent of WMS. Positions included in this category typically determine and formulate policies and provide overall administrative activities. Examples of jobs included are: public disclosure officers, state auditors, risk managers and researchers.

Most WMS employees manage people
Most WMS positions are managers of people. The remaining WMS positions are either expert consultants or key policy advisors to executive management.

WMS Salaries
WMS positions are grouped into broad salary bands based on:
· Nature of management
· Decision-making environment and policy impact
· Scope of management accountability
· Control assigned to the position. 
Within the salary limits of the band, agencies use a variety of tools to determine the specific salary for the position.
WMS employees do not receive annual step increases. Normally, agencies can adjust salaries to reflect changes in the position’s responsibilities and the demonstrated growth and development of the manager. However, the Legislature has frozen all salary increases for WMS as of February 2009 through June 2013.
	Pay Band
	Band Minimum
	Band Maximum
	Band Midpoint
	Average Annual Salaries
	% Difference from Midpoint
	WMS Headcount*

	
	
	
	
	FY11
	FY12
	FY11
	FY12
	FY11
	FY12

	WMS 01
	$40,000 
	$81,600 
	$60,800 
	$62,506 
	$61,092 
	2.73%
	0.48%
	539
	531

	WMS 02
	$52,800 
	$96,900 
	$74,850 
	$74,480 
	$72,536 
	-0.50%
	-3.09%
	2469
	2331

	WMS 03
	$61,235 
	$109,140 
	$85,188 
	$89,616 
	$87,250 
	4.94%
	2.42%
	941
	894

	WMS 04
	$73,400 
	$126,480 
	$99,940 
	$115,242 
	$112,160 
	13.28%
	12.23%
	95
	87


*Does not include medical band (WMS 05).


WMS Demographics
Retirement and resignation remain the primary reasons for WMS turnover

The average length of service for WMS employees is 17.6 years
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WMS gender ratios remain fairly even between males and females

WMS Resignation	
FY08	FY09	FY10	FY11	FY12	173	114	109	119	121	WMS Retirement	
FY08	FY09	FY10	FY11	FY12	136	143	134	158	131	
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# of Employees

White	
FY08	FY09	FY10	FY11	FY12	4083	3923	3735	3527	3337	Asian	
FY08	FY09	FY10	FY11	FY12	208	200	196	193	194	Black/African American	
FY08	FY09	FY10	FY11	FY12	182	168	147	130	119	Hispanic	
FY08	FY09	FY10	FY11	FY12	164	159	155	147	143	American Indian/Alaskan Native	
FY08	FY09	FY10	FY11	FY12	83	74	72	70	70	
Male	
FY08	FY09	FY10	FY11	FY12	2494	2413	2285	1946	2030	Female	
FY08	FY09	FY10	FY11	FY12	2226	2112	2020	1917	1832	
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