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ORGANIZATION CHARTS

Burcau of Environmental Services
(Selected Functions)
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ORGANIZATION CHARTS

Bureau of Fire
(Selected Functions)
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ORGANIZATION CHARTS

Bureau of Parks and Recreation
(Selected Functions)
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ORGANIZATION CHARTS

Bureau of Police
(Selected Functions)
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Bureau of Police

CITY OF PORTLAND

Organization Chart
Levels S-8

2 Non-supcrvisors

7 NonSizpervisors

7 Non-supervisors

Sergeant

Sergeant

104 Non-supervisors
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'ORGANIZATION CHARTS

Office of Transportation
(Selected Functions)
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APPENDIX 2

CITY OF PORTLAND
SPAN OF CONTROL STUDY
BUREAU INTERVIEW GUIDE

In a brief paragraph, describe the functions performed by each of the work groups selected for the
study. (For the purpose of increasing the compatibility of the information obtained from
comparable functions in other organizations.)

In one or two sentences, differentiate the functions of each supervisory unit within each work
group.

Using the existing organization chart(s) as a discussion document, review the organizational
structure of the areas in the study and construct a detailed organization chart that clearly
delineates the layers of management, spans of control, and lines of authority.

Classify each position on the organization chart as a "director", "manager”, "mezzanine
manager”, "supervisor", "lead worker", or "non-supervisor/manager" (see the attached

definitions). Annotate the classification on the organization chart.

Understand any positions currently vacant. (For the purpose of computing the spans with and
without vacant positions.) Record both the number of authorized positions and the number
currently filled for each organizational unit on the organization chart.

Are there any unusual arrangements, such as job sharing, which we should understand? How
many part-time positions are there within each of the work areas included in the study?
Appropriately annotate these positions or arrangements on the organization chart and compute
the FTEs associated with each supervisory unit.

Do any managers or supervisors perform only part-time as a manager or supervisor, and part-
time as a line worker? If so, describe these arrangements as specifically as possible.

How does seasonality affect or change the organization chart for each supervisory unit? On the
organization chart, annotate the number of positions in-each supervisory unit for both peak and
off-peak seasons.

Are any people on the organization chart contractors? Do any managers or supervisors supervise
contractors not shown on the organization chart? Annotate this information on the organization
chart.

Have there been any changes in the layers of management or spans of control within the last
year? If so, what are they? Similarly, are there any planned changes in the coming year and, if
so, what are they? Be as specific as possible in documenting these changes.

-What is the interviewee's general sense of the existing spans of control and layers of
management, i.¢. are they about right or too high or too low, and for what reasons. Document
his or her opinion.

What are the factors within this work unit that would account for the span of control within the
bureau/work area to be different than other areas within the City? Document the interviewee's
opinions. |
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CITY OF PORTLAND
SPAN OF CONTROL STUDY
Interview Guide
(Continued)

Has there been any training or development program within the past two years, or is any
currently planned, with the objective of developing team skills among workers in this area, to
enable new forms of supervision? Document the response as specifically as possible (type of
program, who will participate, number of hours, efc.)

Have the bureau interviewee complete the span of control factors questionnaire (see attached
questionnaire) for each supervisory unit included in the work unit. Also have the budget analyst
assigned to this bureau complete the questionnaire for each supervisory unit.

Obtain the existing position/job descriptions for each type of manager, supervisor, or lead worker
identified on organization chart in relevant work areas. (These could help to resolve issues on
how certain positions are defined for the purposes of the study.)

Who else within this bureau/organization unit should be contact for additional information?
(Revise question for more specificity as needed.) ;

For the purpose of collecting comparable data from "best practices” organizations, have the
interviewee recommend at least three public or private sector organizations that perform similar
functions to this work area that he or she considers "best practice” organizations; document why
the interviewee believes these organizations are "best practice” organizations.

NOTE: A "best practice" organization may be defined as one recognized by its peers or
professtonals in the field as a high performance organization in such areas as efficiency,

effectiveness, customer service, etc.

What else does the interviewee believe we should know about this work unit in order to make
informed judgments in our study? Be as specific as possible.
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APPENDIX 3

CITY OF PORTLAND
SPAN OF CONTROL STUDY
Span of Control Factors Questionnaire

The attached questionnaire was developed to evaluate each functional group in the sample in relation to
several factors identified in the management literature as determinants of span variation. Various
personnel within the participating bureaus provided their responses to this questionnairé. City budget and
audit staff who had direct experience with organizational units included in the study also responded to
help validate the responses from the personnel internal to the study units. The respondents rated the
various factors on a scale of one to ten.

While the survey results reflect the subjective judgments of the respondents, the questionnaire is a useful
tool to help identify situations in which the existing spans of control might merit particular attention.
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CITY OF PORTLAND
SPAN OF CONTROL STUDY
Span of Control Factors Questionnaire

Bureau Name; ' Date:
Organizational Unit:

Supervisory Unit:

Completed by: Phone:
Position:

INSTRUCTIONS: Circle the point on the scale that best represents the nature of the work in this
organizational unit. (1 = very strong agreement with the left-hand statement; 10 = very strong agreement
with the right-hand statement; points in between represent less or strong agreement with one statement or
the other; 5.5 = neutral)

1) Nature of programs

Major programs are well established Major programs are new or have rapidly

with clearly understood goals. evolving mission and goals.

Scale: 1 2 3 4 5 6 7 8 9 10
2) External oversight

Unit's programs and operations are Unit's programs and operations are

well established; minimal public controversial, regularly scrutinized by

scrutiny. the public or the press.

Scale: 1 2 3 4 5 6 7 8 9 10
3) Similarity of functions being supervised

Functions performed within this unit Many diverse functions are performed

‘are uniform; there are no differences. within this unit.

Scale: 1 -~ 2 3 4 5 6 7 8 9 10
4) Complexity of functions

Operations performed within this unit Operations performed within this unit are

are routine; little new problem solving very complex; extensive problem solving

is required. is required.

Scale: 1 2 3 4 5 6 7 8 9 10
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)

6)

7)

8

9)

Coordination required

CITY OF PORTLAND
SPAN OF CONTROL STUDY

Span of Control Factors Questionnaire

(Continued)

Minimum coordination with other work - Extensive coordination with other work units
units (inside or outside of the bureau) (inside or outside of the bureau) is essential

is required.

Scale: 1

Training required

New workers assigned to this unit
generally master their duties quickly
(three months or less).

Scale: 1

Staff assistance

Supervisor of this unit receives

extensive staff assistance to

and time consuming,

4 5 6 7 8 9

Extensive training is required once new
workers are assigned to this unit; it may
take several years for them to master their
duties.

4 5 6 7 8 9

Supervisory of this unit has no staff
assistance at all with his or her supervisory

facilitate more supervisory time. duties.
Scale: 1 2 3 4 5 6 7 8 9
Dispersion

Supervisor of this unit is physically
located near all of his or her

subordinates.

Scale: 1

Employee turnover

Employee turnover in this unit is
very low (5% or less annually).

Scale: 1

2

3

Subordinates are physically dispersed,
requiring greater communication efforts.

Employee turnover in this unit is very
high (50% or more annually).

4 5 6 7 8 9
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10)

11)

CITY OF PORTLAND
SPAN OF CONTROL STUDY
Span of Control Factors Questionnaire
(Continued)

Experience/qualifications of incumbent supervisor

Supervisor of this unit has been in Supervisor of this unit has been a
position more than five years and has supervisor less than one year and has
considerable supervisory training. haa little or not supervisory training.
Scale: 1 2 3 4 5 6 7 8
Risk

" The risk to the City and its citizens in The risks to the City and its citizens in
terms of dollars or public safety are terms of dollars or public safety are
low if this unit does not perform well. high if this unit does not perform well.
Scale: 1 2 3 4 5 6 7 8
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APPENDIX 4
SPAN OF CONTROL DATABASE

Key

Layer = Management Layer

| Type:
D = Director

M =Manager
S = Supervisor

Auth. FTE = Number of Authorized Fuli-time Equivalents Reporting to
this Manager or Supervisor

NS = Number of Non-supervisory Personnel within this Manager or
Supervisor's Span
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APPENDIX 5§
MANAGEMENT LEVEL DEFINITIONS

Mayor/Commissioner

Chief executives of individual City departments. In the City of Portland, the Mayor and four
Commissioners have executive level authority over bureaus assigned to them.

Director/Chief

"Authoritatively defines, regulates, or determines the activities of subordinate organizational
units to achieve predetermined objectives. A manager of managers." (Hay Group) Defined as
the layer of managers reporting directly to the chief executive (excluding "mezzanine
managers"). In the City of Portland, directors are the managers reporting directly to the
Commissioners.

Mezzanine Manager

Intermediate level of management such as advisors, specialists, coordinators, and quasi-line
managers who support a director or manager, but do not themselves manage more than two
direct subordinates.

Manager

"Plans, organizes, and controls dissimilar functions to achieve coordinated objectives by leading
subordinates without giving detailed supervision. A manager of supervisors.” (Hay Group)
Includes all layers between directors and.supervisors {excluding "mezzanine managers”).

Supervisor

Allocates work assignments, instructs subordinates in the work they will perform (either directly
or by enforcement of well-established rules), evaluates work based on results, and works with
subordinates to improve performance. May also serve as a technical expert and in a trouble-
shooting role. While this is the lowest layer of manager responsible for formally evaluating the
performance of subordinates, these managers may not do formal evaluations, yet still be a
supervisor. These individuals generally have the authority to hire znd fire subordinates.

Lead Worker

In addition to regular duties, may perform some functions similar to a supervisor such as
assigning work, instructing, and checking other work, but is not responsible for formally
evaluating the performance of subordinates. However, in classifying the position, the lack of
responsibility for formal evaluation cannot be the only distinction between this and supervisor;
there must be other distinctions as well. NOTE: Lead workers are not considered a management
layer in this study.

Appendix 5-2



APPENDIX 6






APPENDIX 6

Methodology for Citywide Analysis

Appendix 6-1



APPENDIX 6

METHODOLOGY FOR CITYWIDE ANALYSIS

The ratio rof non-managers to managers for the total city and bureaus within the City was computed using
information provided by the Bureau of Personnel Services. Payroll databases for the January 26 and
February 23, 1994, periods were applied. The methodology for computing the ratio follows:

BASIC EQUATION:

Ratio = Total Non-supervisory Personnel / Number of Managers and Supervisors

NUMBER OF MANAGERS AND SUPERVISORS:

(]

The Bureau of Personnel Services classified all personnel for each bureau, excluding the
Police and Fire bureaus, according to whether they were managers (mcludmg

) superwsors) Or non-managers.

Bureau of Police managers and supervisors include all personnel from sergeants up to
the Chief of Police.

Bureau of Fire managers and supervisors include all personnel from lieutenants up to
the Fire Chief.

TOTAL NON-SUPERVISORY PERSONNEL:

Total FTE, including management personnel, includes the total employees with PSTAT
codes less than 73 and the prorated number of FTEs included in PSTAT codes greater
than 72. The part-time employees with PSTAT codes greater than 72-were prorated
using a 20 percent assumption factor; the majority of these employees are employed in
the Bureau of Parks and Recreation. Certain payroll data indicated that 20 percent was
a reasonable approximation of the average percent of time worked by part-time
personnel.

Total non-sﬁpervisory personnel was determined by subtracting the total number of
management personnel from the total FTE count.

RESULT:

Ratio = [(Total FTE) - (Management personnel)] / (Management personnel)

=[4953-821]/821

= 5.0 non-managers per manager
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APPENDIX 7

EXTERNAL COMPARISONS OF FUNCTIONAL GROUPS

One aspect of the study included the comparison of the City of Portland to other public and private sector
organizations. Five other cities of similar size to Portland, two Northwest counties, the State of Oregon
and two large local businesses participated in the study. These organizations provided personnel data and
organization charts that enabled computation of certain statistics for functional areas comparable to the
functiona groups included in the study sample for Portland. This information allowed for the comparison
of Portland's number of management layers and its ratic of non-managers to managers to these other
organizations. '

The five cities participating in the study included:

City of Charlotte, North Carolina
City of Cincinnati, Ohio

City and County of Denver, Colorado
City of Kansas City, Missouri

City of Seattle, Washington

Q O O O C

These cities were selected because they are part of a group of cities that the City of Portland frequently
looks to for comparisons. A sixth city, Sacramento, declired to participate. Each of the cities received a
letter describing the span of control study, the management level definitions, and a description of the
functions included in the study. In response, the cities provided organizational information and
organization charts for some or all of the functional groups included in the study. Additionally, various
" personnel within each city participated in follow-up telephone discussions to clarify the information.

The two counties participating in the study included King County, Washington, and Multnomah County,
Oregon. These counties were selected because their data were readily available. The King County
Auditor recently released a report on its span of control study of all departments within the Executive and
Judicial Branches of the county. Organization charts from the study provided the comparison information
for the City of Portland study.! Additionally, Multnomah County had recently analyzed its non-managers
to manager ratios, and a County personnel analyst provided certain detailed data to assist this study.

The State of Oregon has studied span of control and management layers for the last two or three years.
Various departments within the State contributed to the study, providing organization charts and
participating in follow-up telephone discussions.

The two private sector organizations included in the study are Portland General Electric (PGE) and
Standard Insurance. - These companies were selected because of their leadership in the Portland
community and their willingness to participate. Although comparisons could not be made for all
functional groups, both companies provided organization data for the centralized accounting and data
processing functions. Additionally, PGE's information on distribution line crews provided a meaningful
comparison of various front-line maintenance functions within the City of Portland. Standard Insurance's
Group Underwriting and Policy Issue Department was used as a general comparable to the Bureau of
Buildings as they both review policies and contracts and deal with the public.

! The King County Auditor counted all lead workers as supervisors. Where King County data

appear in the tables in this appendix, certain lead workers are classified as managers, and other as

non-managers. The classification was chosen in each case to best assure fair comparisons to the City of
Portland data.
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Summaries of the comparative data are provided in the following matrices. The number of managers
shown in the tables includes only those in the specified functional groups, and not managers at
organization levels above the specified groups. However, the reported number of management layers
includes both layers above the functional group and those within the group itself,
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