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Special Ketchikan City Council meeting was called to order by Mayor Williams at 7:01 
p.m., February 28, 2013, with the following members present: Dick Coose (via 
teleconference), Sam Bergeron, Kj Harris, DeAnn Karlson, Matthew Olsen and Robert 
Sivertsen. Councilmember Marty West was absent. 
 

The Pledge of Allegiance was given by all persons in the Chambers. 
 

Staff present were Assistant Manager Martin, Human Resources Manager Miller, Public 
Works Director Allen and City Clerk Suiter. 
 

COMMUNICATIONS  
 

Mayor Williams noted there were a couple of items laid on the table, including a 
memorandum relating to Swan Lake Generator No. 2 being forced into a lock-out 
condition and an email notification that the Alaska Department of Transportation has 
granted permission for the Ketchikan Area Road Safety Assessment on Tongass Avenue. 
 

PERSONS TO BE HEARD – None  
 

UNFINISHED BUSINESS 
 

Road Safety Assessment – Federal Highway 
Administration – Deferred from February 21, 2013 

 

The motion before the Council was: 
 

Moved by Coose, seconded by Olsen the City Council direct the city manager to 
authorize the Federal Highway Administration to undertake a Road Safety Assessment in 
the City and on the Port of Ketchikan. 
 

Assistant Manager Martin and Contracts/Grants Administrator Barry answered questions 
from the Council. 
 

Motion passed with Harris, Coose, Sivertsen, Karlson and Olsen voting yea; Bergeron 
abstaining; West absent. 
 

NEW BUSINESS 
 

Compensation Plan Presentation by Ralph Andersen & 
Associates 
 

Doug Johnson, Ralph Andersen & Associates, said he has been involved in the ongoing 
classification compensation work that was done several years ago. He provided 
background in terms of the compensation plan, saying the main objective in a 
compensation plan is the ability to recruit and retain. He explained you wanted to do this 
with a structure that provides consistency with what other employers are doing, fairness 
in both the eyes of the public and the employees, and to make sure you have a system for 
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making decisions. He pointed out this type of approach is used in both the public and 
private sector.  
 

Mr. Johnson said there are two things you do in a Comp and Class study: update the 
classification plan which reflects changes in the organization structure, and examine 
changes in the industry. He stated this catches the organization up with the manner in 
which work is structured and the manner in which services are delivered. He went on to 
say when the compensation update is done, it gets taken a step further. He stated the 
organization can revisit its policies and one thing is to make sure the compensation is 
somehow tied to the marketplace through survey data or benchmarks that can be used to 
meet the objective of recruitment and retention. He continued that internal equity is 
looked at to make sure there is internal equity across positions in the organization. He 
pointed out that market equity and internal equity are sometimes different perspectives, 
and the organization must sometimes make a choice whether to adopt market values in 
jobs or whether to do something that is more internally structured based on the 
organizational values. 
 

In discussing compensation policies, Mr. Johnson said one policy deals with who the 
organization compares with. He explained when the survey was done last time, they 
established a set of cities in Alaska, Washington and Oregon as well as specialty 
organizations to set up a marketplace to compare with. He stated this can be revisited 
over time to adjust for changes that have might have occurred. He said another important 
part is market position, and where the organization wants to rank within the market, 
noting the anchoring point can be changed based on the ability of the organization to pay, 
recruit and retain employees. He explained for the most part, you want that uniform 
across the organization, which he said sometimes doesn’t match the need for hiring 
certain positions for which there is difficult recruitment. He pointed out you want to meet 
the business needs of the organization and try to do it without creating inconsistency 
within the organization. 
 

Mr. Johnson said an organization can choose between putting more dollars in benefits vs. 
base salary; the balance of internal equity vs. market value; and paid delivery methods. 
He went on to say if the City is consistently hiring certain position at the top of the range, 
it may be time to do a market survey to determine if that is uniform across the City or 
unique to that particular job.  
 

In discussing the organizations surveyed last time, Mr. Johnson said you want to cover a 
couple of primary points in the marketplace. He explained one is to cover your back yard, 
in order to look at organizations that have similar services. He noted size can be a factor 
as well. 
 

He went on to discuss compensation adjustments, elaborating on three categories. He 
stated the first one is how positions are allocated, which can evolve and change. He said 
existing classifications may change, and creation of new job classifications is something 
an organization will do over time based on a number of characteristics. He stated 
departments have discretion in terms of how they allocate positions, where at times it 
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makes sense to allocate the position so it can better meet the delivery model of the 
department. He explained this is different than reclassification, where a position evolves 
to the point where either the type of duties it is doing, the responsibility level or the 
qualifications have grown beyond where the job was previously defined and classified. 
He went on to say the last one is pay range assignment, which is absent any changes in 
organization structure, assignment of duties, allocation of duties or allocation of 
resources. He said this reflects basically that market data indicates the job should be paid 
higher, and an internal equity analysis that looks at knowledge, skills and abilities.  
 

Mr. Johnson spoke about getting into “maintenance mode,” in which incremental changes 
are normal. He stated it was frustrating sometimes to go through a process to get 
everything cleaned up in a city-wide classification/compensation study, and then six 
months later there is an issue. He said this is because the City is in the business of 
providing municipal services and things evolve and change – incremental changes are 
very normal. He explained many of these end up in their office for review and one of the 
things they do is talk to the incumbent and the manager in the context of the situation. He 
expressed they want make sure they don’t isolate and look at one position when it is an 
issue that involves a whole job family, unless it is very clear where changing the job is 
replacing it with something that is a very different type of job. He said in this situation it 
is really a budget situation where one position is being eliminated and replaced with 
another. He explained in the decisions they have looked at over the years they have not 
done an isolated market survey and made adjustments that would ignore the fact that 
there could be widespread inequities compared to market in the organization. He went on 
to say that single-position job classes are easier to look at, and he felt that many of the 
issues they looked at have been one of those.  
 

Mr. Johnson said organizations will typically update and do some sort of organization-
wide review every five or eight years, depending on how much growth has occurred, 
changes in service delivery, and other organization changes. He pointed out there are 
several ways to do this, and they do many limited class and comp studies, where they are 
focusing on changes and issues. He said instead of casting a net that has every single 
employee filling out a questionnaire, through discussions with the management team and 
targeting issues, they can have questionnaires and interviews that are done on a much 
smaller scale. He said this will target areas where there may be some issues, and it is 
simply a matter of getting the positions equated correctly with the job classifications and 
making sure the job descriptions are up to date. He stated this type of process typically 
results in a review of every job description, but there are many jobs in the organization 
where a very cursory look can validate there haven’t been some huge changes or to the 
degree there are changes, it is not the way the job is defined that it is going to the next 
step of how it compares in the marketplace. 
 

He went on to say doing a market survey of benchmarks, focusing on areas where there 
have been recruitment or retention issues gives them the ability to see whether this is a 
city-wide problem. He said they can do an internal review and then priorities can be 
placed on implementation to balance the cost of it. He commented the kinds of questions 
he received prior to coming and knowing the history of the organization shows eventually 
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something like this will need to be done in order to validate and ensure there hasn’t been 
inequities in the organization that are created as ad hoc processes are followed. He stated 
even though they go out of their way to avoid creating those situations, they can still crop 
up in spite of their best efforts and the best efforts of the organization. Mr. Johnson 
pointed out that at times while a position will go through a reclassification request 
possibly several times and been denied, loud voices can create those kinds of equity 
concerns. He said this doesn’t mean they are valid, but it doesn’t mean that it should be 
ignored as there are potentially some issues there that – looked at in a broader context – 
might have some validity.  
 

He pointed out when they get a reclassification request, they are looking at what the new 
duties are, the what the new responsibilities are, what the qualifications requirements are, 
and if none of those have changed, there is really no reason to change the job 
classification or reassign it to a higher range. He emphasized this is not looking at the 
market data, but how the job is defined and its role and responsibility in the organization. 
He said sometimes they get a request for an organizational change, and his response is to 
be careful this is validated through the budget process and that the manager or director in 
that instance is supporting such a change.  
 

Councilmember Sivertsen expressed concern that the Council is doing spot raises, which 
seem to be a market value issue and created an imbalance in the plan. He said employees 
are hired at the end of their range and after four or five years without a raise, a different 
position is created to bump them up to give them more money to keep them. He felt the 
plan then doesn’t make any sense, and that we are paying under market and have trouble 
hiring people. Mr. Johnson stated the only way to validate that is to do a broader 
compensation survey, and five years is a long time to go without doing one of those.  
 

Councilmember Sivertsen felt that the plan is no longer equitable because of the 
adjustments that have been made relating to higher level jobs without making 
adjustments to lower level jobs as well, and Mr. Johnson responded that getting data will 
help determine how big an issue it is, whether the problem is real or a perception. He 
continued you use the data to, in a structured way, address it. He stressed there is nothing 
wrong doing incremental maintenance, but if the concerns are being made it is probably 
time to get a survey done. He pointed out this can be done in a number of ways without 
being a big study.  
 

Councilmember Sivertsen also spoke to assigning different grades to “like” positions, and 
the problems it creates within the plan as well as the hard feelings it creates between 
employees. He also spoke regarding the local economy. Mr. Johnson said when they look 
at positions, they are very careful at not taking one job and changing it in a way to create 
that inequity across the board. He continued, having said that, they don’t always hear the 
kinds of comments or feedback that the Council is providing. He said if they are doing a 
reclassification and it results in something that creates that kind of questioning by peer 
types of positions, they are happy to respond to that. He said they look at that scenario 
and it may be in the way that the memo is written in the terms of the one position that it 
doesn’t always come through, but they are happy to address the specific concerns. He 
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emphasized in the absence of hearing about it, though, they don’t always know that is an 
issue the organization feels.  
 

In response to a question about how a councilmember should be viewing these things, 
Mr. Johnson said the people in his office who look at these positions were involved in the 
original study and they try to look at things critically. 
 

Mayor Williams felt there has been the problem of working to keep things equal within 
the family during the past year. He also spoke to being way out of the market in 
telecommunications positions, noting he would be interested in a limited review. He felt 
this was not the time to re-evaluate the entire compensation plan but in certain areas it 
might be beneficial.  
 

Councilmember Sivertsen also spoke to inequities between utility union workers and 
General Government union workers. Mayor Williams asked what the cost would be to 
conduct a limited survey, and Mr. Johnson said it depends on several factors. He stated a 
market survey that covers key benchmarks in these areas that are being discussed where 
the City cannot be competitive is a much smaller scale analysis. He said if it is base 
salary, depending on the number of job titles, it can be anywhere from $15,000 to 
$25,000 depending on how that is scoped. He noted most of the past effort was looking at 
positions and spending a lot of time on site. He said they would just have to work with 
the City to see how many benchmarks are examined as well as the employers chosen for 
market.  
 

In response to Councilmember Sivertsen, Human Resources Director Miller said as far as 
she knows the City’s job descriptions should be very current, and if department heads 
feel a job description is outdated, they should have already dealt with it. She continued 
the only thing Ralph Andersen and Associates should have to do is the market study.  
 

Based on what he was hearing, Mr. Johnson said he felt they would want to do a fairly 
comprehensive review of different departments, sections and job families, but it would a 
benchmarking approach. He said you can take 15 or 20 jobs in an organization and those 
can give you a fairly good idea overall where you are at. He continued it is the specialties 
that you would extend off that.  
 

In response to Councilmember Olsen, Ms. Miller felt there were approximately 175 job 
titles within the City, and the Council has perhaps done approximately 15 job description 
changes. She pointed out not all the job description changes come to the Council, but 
only the positions that have some type of grade change. Upon clarification of the 
question, she said the Council has roughly made four changes. She said when the study 
was done previously the Council wanted to be “medium” in the market.  
 

Councilmember Coose commented that the City may not get the top rated people all the 
time, but this is a small town and the economy is not the best. He felt the City’s pay is not 
that bad and you could find a lot of people who would like to work for us at the pay 
scales we pay. He felt we were challenged with how to fight down-south high wages and 
yet keep from raising taxes to cover all this. He also commented one of the recent issues 
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relates to administrative assistants, and his position all administrative assistants are not 
created equal. He felt if they were in different departments, their skill, educational levels 
and other things make them different. He said the key thing is whether the person in the 
position is performing according to the position, and if they are not, it is a supervisory 
problem. He said he has heard rumors of two-step increases annually in an attempt to 
keep the wages jacked up. He questioned whether this is appropriate. 
 

Ms. Miller said there are two-step increases provided, but they are not common. She 
pointed out that two-step increases are built into the General Government IBEW contract, 
but as far as other position she guessed there were seven to eight two-step increases in 
various departments annually.  
 

In response to Councilmember Olsen, Mr. Johnson said in the current economy has 
prevented much change in public sector salaries. He said organizations come out of an 
economy very differently because of many different factors and how the job market is 
affected.  
 

Councilmember Sivertsen said the City is competing with a corporation market regarding 
the telecommunication business. He pointed out a corporation can provide bonuses and 
awards, which a municipality wouldn’t normally be doing. Mr. Johnson said this is an 
industry that is very, very competitive, and one way to get skilled workers is to grow 
them in-house through a deep, mentoring training or else pay market rates to attract these 
workers.  
 

After discussion, Mayor Williams said the direction is to put a limited class compensation 
study on the agenda for the first meeting in April. He said there are certain jobs that 
should be looked at and how they relate in the market.  
 

In response to Councilmember Sivertsen, Mr. Johnson said all positions that are tied to a 
benchmark position would typically be moved so there is equity. He pointed out there 
would be a few exceptions to that. In response to Councilmember Olsen, Mr. Johnson 
said he could provide a list of benchmark positions.  
 
Councilmember Karlson encouraged the community to provide feedback to the Council 
about this issue. She commented at some point the Council must be realistic. 
Councilmember Harris commented on the small town value of Ketchikan.  
 
MAYOR AND COUNCIL COMMENTS 
 
Councilmember Sivertsen said he heard the same sentiment in Juneau that was expressed 
by Councilmember Karlson.  
 
ADJOURNMENT 
 
As there was no further business, the Council adjourned at 7:59 p.m. 
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       Lew Williams III, Mayor 
 
ATTEST: 
 
 
 
       
Katherine M. Suiter 
City Clerk 


