
Classification Modernization Project Overview

December 8, 2023

Presenter
Presentation Notes
Thank you everyone for inviting us here today to share information about the Classification Modernization Project.

I’m sure that we can all agree that a simplified and effective system is critically needed as we face the ever-changing HR administration challenges of today and to soundly position us to meet the workforce needs of tomorrow. 

The good news is that both executive and legislative state leaders agree and support this effort. 

It is an exciting time and we are pleased to provide an overview of where we have been and, even more importantly, where we are going.

(Click for next slide)
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Today we are going to review the findings of the study that was conducted on our current model last year and provide an overview of the new model that will address the challenges identified in that study. Then we will explain our approach to this project and the timeline. Finally, we will have some time for questions and answers at the end of the session. 





© 2023 KPMG LLP, a Delaware limited liability partnership and a member firm of the KPMG global organization of independent member firms affiliated with KPMG International Limited, a private English company limited by guarantee. All rights reserved.

Overview

Step 1: Conduct Study & 
Design Future Framework
(Presented to Legislature in Feb 2023)

Step 2 A: Map Pilot Group Positions
(September to December 2023)

Step 2 B: Map All 
Positions
(January to June 2024)

We are here!Completed

Identify & 
Prepare

Design

Execute 
& Sustain
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Change Management 
Strategy

Identify/ Prepare

Design/
Pilot

Sustain\
Execute
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Let’s get started with a little overview to set the stage for our discussion today. 
 
This project started with a comprehensive study of the current SPS classification and compensation structures.  Leadership also requested recommendations to address the identified challenges and those results were presented to the Legislature earlier this year.

Based upon that study, executive and legislative leaders approved DMS to move forward with the next phase and “build out” the proposed design solution this fiscal year.  

We have divided this year’s activities into two phases:  First, we are completing a proof-of-concept pilot where we will map two targeted areas of work to the new framework and then a second phase where we will apply the lessons learned in the pilot as we map the remaining SPS positions. 

(Click for next slide)
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Current model findings and impacts
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41% of class codes were created 
to accommodate a single position

“One-Offs” and 
“Catch Alls”

Over 4,000 unique jobs are currently 
housed under the same classification

Market-based defines value based 
on duties, skills and responsibilities 

Broadbanding defines value based on 
organizational level

Broadband vs. Market

Top talent seek opportunities 
elsewhere

No Defined 
Career Pathing

No succession planning

Varying compensation 
for the same type of role

Inconsistent Classification

Results in interagency poaching

We completed a job classification study to identify challenges with the current system, here is what we found: 

Presenter
Presentation Notes
As I previously mentioned, this project began with an in-depth study of our current classification and compensation system which is more than 20 years old. In our analysis, we identified that the current process for classification has inherent flaws that lead to inconsistent, redundant and overly-generalized classifications. None of these issues will come as a surprise to any of you!

First, we found that the inconsistent classification process is creating an environment where the opportunity for true comparison is missed, resulting in varying compensation levels across the enterprise for the same type of work.  Unfortunately, this has led to a significant amount of poaching between agencies where we are competing against ourselves for key talent. 

And, since there is no defined career path, the best and brightest may leave to consider opportunities elsewhere.  Additionally, when using these generalized categories, agencies lack the resources needed for effective succession planning.

“One off" classifications can be found throughout the current model.  As an example,  41% of the class codes were created to accommodate a single position.  In many instances, agencies have their own unique classifications for jobs that should be grouped with other similar positions within the enterprise.  

Additionally, other classifications become a "catch all"; Let's take JUST ONE of these "catch-alls" as an example.  Currently, 4,010 positions are classified as Government Operations Consultants with salaries ranging from just above minimum wage to close to $150,000 per year.  Unrelated job duties such as IT, Legal Support, Accounting, Clerical, Budget, and others find themselves grouped together under these general classifications. 

These one-off and catch-all classifications make it difficult to perform workforce analysis since they do not group similar positions together, which by the way, is one of the statutory goals for the classification system.  

Also, from the perspective of the job seeker, the term Government Operations Consultant has no real meaning.  Yet over 4,000 positions are currently classified with this title. 

Most of the classification staff in your HR Offices have heard me say that compensation is based on classification, not the other way around.  That is why we are starting with the classification model and we will build the compensation framework in a later phase.  But our initial study did point out the fact that we are currently statutorily required to use two incompatible compensation models of broadbanding and market-based pay. Broad-banding defines the value of work based on where it sits within the hierarchy of the organization.  Market-based structures value work based on the duties, necessary skills and level of responsibility, and it uses midpoints within the market to align to fair pay. So, if you have wondered why our compensation system can be so confusing, now you know.


For our solution, we needed an industry proven and sustainable structure that could support the current and future needs of a multi-faceted, large state government employer like the SPS. (Click for next slide)
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The solution
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To address some of these challenges, we’ve developed a proven and tested new classification system, featuring:

Clear Career Paths

• Job tracks and Job levels
•Upward and lateral mobility

Job Function
e.g., Finance & Accounting

1

Job Sub-Function
e.g., Accounting

2

Job Track
e.g., Professional

3

Job Level
e.g., P2 = Professional 

4

Job Title
e.g., Accounting Specialist, 
Finance & Accounting

5

Simplified Classification

• Well defined
• Mutually exclusive, collectively 

exhaustive
• Effective governance
• Sustainable-evolves with the 

times

Clear Career Paths

• Job tracks and Job levels
• Upward and lateral mobility

Framework

Presenter
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So, to see how we are solving these challenges, let’s discuss the key requirements for the future model: ​
​
First, it will be simplified. An intuitive classification system with strong governance standards is sustainable.  Additionally, it will be built upon a mutually exclusive and collectively exhaustive (MECE) principal which creates a single home for each type of work and encompasses the entirety of the SPS.  So, in simple terms, this means that every type of work has a single place in the structure. This concept is the first rule in sound governance. ​

Second, a defined career path is important for today's job seekers. Job Tracks and Job Levels that clearly identify a position’s placement within the organization and how that role relates to other opportunities, creates transparent career ladders for employees and empowers agencies to succession plan. ​

And third, to fully realize the investment in the enterprise-wide People First system and maximize its capabilities, classification and compensation reporting and governance will be integrated as part of its design.​

We will be working closely with you all of you on this journey because those in this room know better than anyone the value that this will bring.


(click for next slide)​
​
​
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Job Functions

Job Functions & Sub-Functions

6

Applied 
Sciences Creative Arts Education Facilities Finance & 

Accounting Healthcare Human 
Resources

Information 
Technology Infrastructure Legal Natural 

Resources Operations Protective 
Services Social Services

Biology & 
Chemistry Art & Design History & 

Archives Craftsmanship Accounting Dental Benefits Cybersecurity Architecture Arbitrators & 
Judges Agriculture Administration Correctional 

Services Clergy

Economics Media K-12 Education Custodial Financial Audit
Diagnostic & 
Laboratory 
Services

Classification and 
Compensation

Database 
Management Construction Claims 

Management
Natural 

Preservation
Communication & 

Marketing Fire Safety Counseling & 
Assessing

Environmental Library Facility 
Maintenance

Financial 
Planning General Practice General HR IT Support Engineering Lawyers Parks Services Data Analytics Law  

Enforcement
Employment 

Services

Postsecondary 
Education

Facility 
Operations

Insurance 
Regulation

Healthcare 
Administration

Labor/Employee 
Relations

Software 
Engineering Highway Services Legal Support *Executive 

Oversight Public Safety Family Services

Specialized 
Training Procurement Mental Health Payroll System 

Administration Real Estate Regulatory & 
Compliance Logistics Transportation 

Safety

Government 
Assistance 
Program 
Execution

Tax Nursing Talent 
Acquisition Tech Audit Surveying & 

Mapping
Process Audit & 

Analysis Health Services

Nutrition & 
Wellness

Web 
Development Service Providers Vet/Disability/ 

Elder Services

Pharmacy

Public Health

Specialty Care

Veterinary 
Services

Sub-Functions

Pilot 
Group

Pilot 
Group
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Now let’s look at how the work will be categorized.

The future state model includes 14 Job Functions and 77 Sub-Functions, which you can compare to the job families, occupation groups, and occupations in our current model, but in a much simpler framework. This chart is a baseline starting point that we are going to test in the pilot. We anticipate there will be nuances we discover and learn from throughout the mapping process, so there could be some changes as a result. 

Across the top row, you'll see the proposed Job functions.  The vertical columns  represent the proposed Sub-Functions. These two elements are the foundation of the model and are the beginning of the logical progression of classifying each position. These categories were developed as part of the initial phase of work done in Step 1 and are based on benchmark data comparing job classification programs in other States.  As we begin to map this out in the current phase, we will use the mutually exclusive and collectively exhaustive governance principle, also known as MECE, which is an industry leading practice, to determine if other functions or subfunctions are needed. 

As you can see here, our pilot group includes two Occupation Groups, Finance and Correctional Enforcement, which will generally map into the Finance & Accounting and Protective Services functions in the new model.

Later in the presentation, we’ll show a practical application of the model for one of our pilot groups. (click for next slide)  
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The visuals below depicts all recommended levels organized by track.

Technical Track

Trainee Technician (T0)
Junior Technician (T1)

Technician (T2)
Senior Technician (T3)
Lead Technician (T4)

Support Track

Trainee Associate (S0)
Junior Associate (S1)

Associate (S2)
Senior Associate (S3)
Lead Associate (S4)

Professional Track

Trainee Specialist (P0)
Junior Specialist (P1)

Specialist (P2)
Senior Specialist (P3)
Lead Specialist (P4)

Management Track

Supervisor (M1)
Manager (M2)

Section Administrator (M3)
Bureau Chief (M4)

Deputy Director (M5)

Executive Track

Director (E1)
Senior Executive (E2)

Assistant Chief Executive (E3)
Chief Executive (E4)

Individual Contributor

People Leader

Job Tracks & Levels
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Example: Dental Assistant Example: Dental Hygienist Example: General Dentist

Example: Health Services Manager Example: Chief of Dental Services

Presenter
Presentation Notes
What sets this modernized framework up for success is the creation of the Job Tracks and their associated Job Levels. These, well-defined, hierarchical Job Tracks, offer us a better way to manage where Job Levels fall and define a more natural career progression. 

In the proposed system, positions are classified as either Individual Contributors or People Leaders.  By establishing job tracks and correctly classifying positions, the work people do will be differentiated and provide transparent career paths for employees.

Within the Individual Contributors, we have three different tracks: Support, Technical, and Professional.  For the sake of time today, we will not dive into those definitions but I can provide additional documentation for anyone who would like more information. 

To give a quick example of how this will work, let’s look at the different roles within the dental subfunction. Dental Assistants would be classified within the Support Track, Dental Hygienists would be in the Technical Track and the General Dentist would be in the Professional Track

As you can see here, the People Leader category includes our traditional Management and Executive tracks that you are already familiar with.


Each Individual Contributor job track contains five Job Levels that begin with Trainee at Level 0 and advance through the Lead at level 4. The Management Track will include 5 levels that begin with front like supervisors and advance through a Deputy Director equivalent level. We are adding a fourth level to our Executive Track to better accommodate the common structures that are utilized throughout the SPS.

It is within these Job Levels that we create a clear progression, further standardizing the way a position is defined within the entire system and introducing a path for a more effective system governance.

(next slide)
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Job Track

Level Support Technical Professional Management Executive

Ca
re

er
 Le

ve
ls

14 E4

13 E3

12 E2

11 E1

10 M5

9 M4

8 M3

7 M2

6 T4 P4 M1

5 T3 P3

4 S4 T2 P2

3 S3 T1 P1

2 S2

1 S1

0 S0 T0 P0

Career Pathing Framework

Presenter
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Now let’s take a look at how this new model will create a Career Pathing Framework that will help retain and develop our workforce. 

The column on the left side presents career levels, from 0-14 and are a measure of the jobs expected contribution to the organization.  Across the top, the Job Track identifies Individual Contributor tracks (Support, Technical, and Professional) as well as People Leader Tracks (Management and Executive).  

For example, a non-technical Senior Associate, that supports Accounting tasks at the S3 level may determine that their interests, skills, training, and experience should lead them to prepare for opportunities in the S4 or P2 levels, as a logical next step in their career progression. 

Conversely, a supervisor needing to hire or promote someone into a level 4 role would be wise to consider an employee who has gained experience at level 3. 

This framework can be applied to any sub-function and shows the path for both upward and lateral mobility.  The employee is able to identify what steps they would need to take to prepare themselves for advancement.  Equally important, the framework provides a matrix for supervisors to help them visualize their team and their future needs.  (next slide)
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Our approach to modernizing the SPS job 
classification structure

• January to June 2024
• Map all other positions to the new 

classification system
• Create job specifications with 

Function, Sub-Function, Job Track, and 
Job Level

• Continue refining Function and Sub-
Function definitions 

• Validate mapping with Subject Matter 
Experts

• October to December 2023
• Two pilot groups: Finance & Correctional 

Enforcement
• Map all current positions to the new classification 

system
• Create job specifications with Function, Sub-

Function, Job Track, and Job Level
• Refine Function and Sub-Function definitions 

throughout the mapping process
• Validate mapping with Subject Matter Experts

Step 1: Conduct Study & Design 
Future Framework
• Identified current state challenges
• Reviewed benchmark data
• Leveraged leading practices
• Designed streamlined job classification 

framework with standardized job levels, 
clear functions/sub-functions, and job 
tracks to promote career pathing

• Presented to and approved by Legislature

Step 2 A: Map Pilot Group Positions 

Step 2 B: Map All Positions

We are here!Complete

Identify & 
Prepare Design

Execute 
& Sustain
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Change Management 
Strategy

Identify/ Prepare

Design/
Pilot

Sustain\
Execute
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Now let’s take a deeper dive into the work that needs to happen in order to successfully complete the classification mapping and validation process.

We just walked you through the modernized classification structure which was the outcome of the study which took place during Step 1. 

This chart is a visual representation of the work we are completing this year. We are on Step 2A, where we are mapping and validating the positions currently allocated to the Finance and Correctional Enforcement occupation groups to the new classification structure. These groups were intentionally chosen to both address work that crosses all SPS agencies and to address work that encompasses many positions within just a portion of the SPS. 

As we complete the mapping of the positions to the new structure, we will begin creating job specifications and continue refining definitions for all levels within the new classification structure. These new job specifications will be reminiscent of the historical class specs that were once utilized and will be part of the governance of the new system. During this process, we will be reaching out to your HR teams for input and guidance to ensure that our final product will fully meet the unique needs of the SPS.

We will be completing the Pilot phase at the end of this month and presenting the results to the Legislature early next year. We will begin Step 2B in January, where we will analyze positions in the remaining 36 occupation groups using the refined process that was developed from Step 2A.

While we understand that this is a big lift, we want you to know how much we appreciate your support as we continue the process to build a system that will help you recruit, retain, and develop  the highly qualified workforce that you need. 
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Questions & Answers

Do you 
have the 

information 
you need?

I’m not clear 
on my role!

I’d like to 
follow up with 

you. How can we 
help?
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So now we open the floor for questions.
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