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Metropolitan King County Council
Committee of the Whole
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SUBJECT

Proposed Motion 2018-0298 would approve a plan for employee development activities and programs in the Solid Waste Division in response to a budget proviso requirement.

SUMMARY

The Solid Waste Division (SWD) is a division of the Department of Natural Resources and Parks. SWD provides solid waste transfer and disposal services, as well as recycling and waste prevention programs, for residents and businesses in 37 partner cities and unincorporated King County. SWD is budgeted for over 400 FTEs[footnoteRef:1] and employs a range of positions including, but not limited to, transfer station operators, scale operators, truck drivers, maintenance specialists, landfill technicians, and administrative staff.  [1:  Ord. 18409] 


The Council included a proviso[footnoteRef:2] in a recent supplemental budget ordinance that withholds $1,000,000 until the Executive transmits a plan for Solid Waste Division employee development activities and programs and an accompanying motion approving the plan by June 29, 2018. The Solid Waste Division Plan for Employee Development Activities and Programs and a motion that would approve the plan were transmitted on June 27, 2018. The Plan meets the terms of the proviso and describes SWD’s goal of having an average of 60 percent of all promotional opportunities filled internally over the next ten years, as well as current and planned employee development activities and programs. Current activities and programs include: an Operations Supervisor Apprenticeship Program, internal succession planning, expansion of Lead Roles and Special Duty assignments, targeted actions based on the Employee Engagement Survey, and specific agreements with unions related to growth and development. The Plan also notes that SWD is exploring a variety of future partnerships with labor unions to address perceived inequities and long-standing issues and also to create “same union” career paths. [2:  Ord. 18602, Section 66, Proviso P7] 




BACKGROUND 

The Solid Waste Division (SWD) is a division of the Department of Natural Resources and Parks. SWD provides solid waste transfer and disposal services, as well as recycling and waste prevention programs, for residents and businesses in 37 partner cities and unincorporated King County. 

SWD is budgeted for over 400 FTEs[footnoteRef:3]  and employs a range of positions including, but not limited to, transfer station operators, scale operators, truck drivers, maintenance specialists, landfill technicians, and administrative staff.  [3:  Ord. 18409] 


Proviso Requirement. The Council included a proviso[footnoteRef:4] in a recent supplemental budget ordinance that withholds $1,000,000 until the Executive transmits a plan by June 29, 2018 for Solid Waste Division employee development activities and programs, as well as an accompanying motion that would approve the plan. The proviso states: [4:  Ord. 18602, Section 66, Proviso P7] 


P7 PROVIDED FURTHER THAT:
	Of this appropriation, $1,000,000 shall not be expended or encumbered until the executive transmits a plan for employee development activities and programs and a motion that should approve the plan and reference the subject matter, the proviso's ordinance, ordinance section and proviso number in both the title and body of the motion and a motion approving the plan is passed by the council.
	The executive should file the plan and the motion required by this proviso by June 29, 2018, in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the transportation, economy and environment committee or its successor.
ANALYSIS

The Solid Waste Division Plan for Employee Development Activities and Programs (Employee Development Plan) and a motion that would approve the plan were transmitted on June 27, 2018. The transmittal meets the terms of the proviso.

The transmittal letter (Attachment 2) notes that, in developing the plan, both management and front-line SWD staff, as well as representatives from Teamsters Local 174 and the International Union of Operating Engineers, were engaged to discuss employee growth and development. 

The Employee Development Plan reports on both current and planned employee development activities and programs, which are further described below. 

Internal Promotion Goal. The Employee Development Plan notes that SWD anticipates facing significant turnover during the next five years as approximately 50 percent of employees will be eligible to retire. To help manage the risk of the loss of institutional knowledge and experience, the Plan indicates that SWD is focusing on replacing positions from within and has set a goal of having an average of 60 percent of all promotional opportunities filled internally over the next ten years. The Employee Development Plan suggests that the only way to achieve this goal is through dedicated employee development and engagement programs. Figure 1 provides the internal promotion rate for SWD from 2015 to present.

Figure 1. SWD Adjusted Internal Promotion Rate[footnoteRef:5] [5:  According to the Employee Development Plan, “adjusted” means that positions that are entry level or have been traditionally non-promotional have been excluded. ] 



Current Activities and Programs. The Employee Development Plan describes the following current activities and programs: Operations Supervisor Apprenticeship Program, internal succession planning, expansion of Lead Roles and Special Duty assignments, targeted actions based on the Employee Engagement Survey, and specific agreements with unions related to growth and development.

· Operations Supervisor Apprenticeship Program. Established in 2014, the Operations Supervisor Apprenticeship Program offers entry level supervisor experience to internal front-line employees with the goal of increasing their competitiveness for career service supervisory work. The transmitted Plan notes that four of the six participating employees in the program were promoted into a career service Supervisor positions in the first four years of the program, and that the program has helped increase the diversity of both race and gender in operations leadership.

· Internal Succession Planning. SWD has developed a succession planning framework that includes conducting a skills matrix and gap analysis within the various division sections. The transmitted Plan notes that SWD first identified the work categories, specific bodies of work, and tasks occurring across the Division, as well as the necessary skills.  Following that exercise, all employees assessed their skill strengths and weaknesses and willing trainers and learners were identified with the goal that this information would be used to inform employee development plans. The Employee Development Plan indicates that the final piece of this work is career mapping, which will provide information to employees about how to move within and across classification tracks. This work is expected to occur in late 2018.

· Expansion of Lead Roles and Special Duty Assignments. The Employee Development Plan notes that there is often a skill and experience gap between front-line positions and leadership or management roles, which can create a natural barrier for upward mobility. SWD has expanded the use of lead roles and special duty assignments to help bridge the gap in knowledge, skills, and experience for higher level roles. The transmitted Plan indicates that 47 percent of employees who served in a special duty position from 2013 to April 2018 were promoted into a career service position.

· Targeted Actions Based on the Employee Engagement Survey. The Employee Development Plan indicates that SWD has also used the Employee Engagement Survey to guide targeted actions. Following low results on the survey questions relating to training opportunities from the Cedar Hills Landfill Shop Unit, the Shop Unit focused efforts on reducing training barriers. Noticing that most trainings were off-site, which added to the time commitment to participate and limited the number of employees that could attend, the Shop Supervisor converted an entire office trailer into a training classroom to allow for on-site training resulting in increases in subsequent survey scores.

· Specific Agreements with Unions. The Employee Development Plan notes that SWD has recently begun to partner with labor unions on growth and development activities. SWD and the Road Services Division has reached an agreement with Teamsters Local 174 (representing Truck Drivers), Teamsters Local 117 (representing Utility Workers), and the International Union of Operating Engineers Local 302 (representing Equipment Operators). This Memorandum of Understanding (MOU) between the County and the unions creates a new Equipment Operator In-Training classification that allows employees from other classifications to work as an Equipment Operator In-Training when there is a temporary vacancy in a regular Equipment Operator position. Additionally, SWD and IAM Local 289 have entered into two MOUs that (1) allow the expansion of “lead” opportunities in the Shop Unit and (2) allow for the creation of a mechanic apprenticeship program within the Cedar Hills Shop.

Other activities included in the Employee Development Plan include: offering interview training sessions, establishing a new leadership team that meets quarterly on priority actions within SWD, changing the position approval process to mandate consideration of internal growth and development opportunities prior to considering an external hire, and increasing the visibility of job postings to internal employees. 

Planned Activities and Programs. The Employee Development Plan also describes the following planned future growth and development activities:

· Exploration of Partnership with Unions to Address Inequities. The Employee Development Plan notes that SWD has been in discussions since January 2018 with representatives from Teamsters Local 174 and the International Union of Operating Engineers Local 302 about perceived inequities and long-standing issues such as scale house conditions, staffing levels, and overall communication. Additionally, the Plan states that SWD and Teamsters Local 174 have discussed a management and labor partnership, and have met with representatives of the Partnership to Achieve Comprehensive Equity (PACE) Program. According to the Program’s Charter, the PACE Program was created between King County Metro and the Amalgamated Transit Union Local 587 to demonstrate that the parties are “mutually committed to building and enhancing the processes, tools and standards to make advances on issues of diversity and equal opportunity for all within the agency.”[footnoteRef:6] [6:  Partnership to Achieve Comprehensive Equity Charter, http://metro.kingcounty.gov/PACE/pdf/pace-charter.pdf ] 


· Partnership with Labor on Creation of “Same Union” Career Paths. The Employee Development Plan notes that employee growth and development doesn’t have to mean a move into supervision and/or management and that some employees prefer finding upward mobility in their current union so that the employee does not lose earned union seniority. SWD is exploring two “same union” career paths: 
· (1) Creation of an In-House Commercial Driver’s License (CDL) Training Program with Teamsters Local 174 and the International Union of Operating Engineers (IUOE) Local 302 to allow front-line employees to train for positions that require a CDL credential. The highest paid positions in the Division that are represented by Teamsters Local 174 (Truck Drivers) and IUOE Local 302 (Equipment Operators) both require a CDL. 
· (2) Creation of a Transfer Station Operator In-Training Program with Teamsters Local 174.

The Employee Development Plan also indicates that SWD is exploring a recommendation by the Division’s Equity and Social Justice Employee Committee for a training policy that would mandate the approval of discretionary professional development training for all employees.

With the transmittal of this plan required by proviso, the funds encumbered by the proviso can be released, if Motion 2018-0298 is approved by the Council.

ATTACHMENTS

1. Proposed Motion 2018-0298 (and its attachment)
2. Transmittal Letter


INVITED

1. Pat McLaughlin, Director, Solid Waste Division, Department of Natural Resources and Parks
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