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MAANTO TN A MTARNIC

Adoption of this package should avoid a strike. However, the concepts outlined in

this paper represent a significant departure from current pay practices

1 benefits

iplied throughout the Federal Service. are are, therefore, a number of cor

or '"generic'" results which may flow from the adoption of these concepts.
include:

They

- Reduced morale among supervisors and non-air traffic control personnel
in FAA and other agencies who perceive favorable treatment for controllers

as inequitable.

- Adverse government, public and Congressional reactions to the Department
of Transportation for supporting enhanced air traffic controller pay

and/or benefits.

- Stimulus to other labor organizations in FAA to adopt militant PATCO
tactics in hopes of enhancing their pay and benefits. This is particu-

larly true of the electronic technician work force.

- Conflict with current Administration efforts at pay reform and general
trend towards reducing the rate of pay and/or frequency of pay increases.

- Support for diffe: itials for additional duties such as providing
instruction may lead to demands from various non-ATC personnel in
“or similar treatment.

0JT
FAA

= Justification for some of these concepts would have to be bottomed on
the highly controversial issue of stress in the controller occupation.

= Conflict with current Administration 'belt tightening' efforts to
reduce Federal spending and control inflation.

- May signal postal and other unions that Administration has adopted a

strike avoidance policy.



’ DISCUSSION

In the event legislation is enacted on this settlement, DOT/FAA will require a

budget amendment for fiscal year 1982 to cover the added costs.

Any expanded benefits for PATCO n tbers must be extended to their supervisors
who work the same shift patterns and days off. Failure to achieve this will
seriously impair FAA's ability to attract people into the management structure

and thus adversely affect our ability to manage the system.

Management initially served 15 proposals for changes in the current agreem t.
One change was subsequently withdrawn by management. One change has been
agreed to by PATCO, and in another, the Parties agreed to current language.

Of the remaining 12 changes, FAA will withdraw 9 if PATCO will agree to 3.

If this package is adopted, rec 1end that the appropriate persons convene
promptly to decide strategy and tactics for the content and execution of t
final offer. It should be made clear to the union that this is a final offer.

The elements of the total settlement package are:

1. DOT/FAA shall prepare, submit and support legislation on the

issues in this paper.

2. DOT/FAA shall initiate a pay study. PATCO will be consulted on
the methodology and other aspects of the study prior to issuing

a contract for the study.

3. PATCO shall accept the last FAA counterproposals (except the
duration article) given to the union in the previous 37 negotiating

sessions.



»

4. PATCO shall :cept the FAA - 1al offer on 8 articles that were

discussed but on which formal counterproposals were not made.

5. PATCO shall accept the current agreement language on all other
articles with the exception of the Immunity article which expired

and will no longer be part of the agreement.

6. PATCO shall accept 3 of the FAA initial proposals. FAA will

withdraw its remaining 9 initial proposals.

The current agreement became effective in Marc 1978 for a period of three
years. PATCO proposed that the new agreement be for a period of one year.
FAA proposed a three-year agreement. The issue is still open. As a part
of the final settler 1t package, a four-year agreement should be considered
in order to avoid negotiations in 1984. To achieve a four-year agreement,

the settlement package may have to be enhanced.

































This paper is in response to a request for staff
opinions about the minim package necessary to
achieve settlement with PATCO.

DRAFT

(The attached staff opinions constitute a intra-
Govern 1tal exchange within the meaning of Exemption 5
of the rreedom of Information Act (5 U.S.C. 552) and
are considered protectable under this exemption until

a final disposition of the matter is reached.)
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LI  TO THE UNIC

o The reaction of PATCO should be positive. However, since the net effect of

this benefit would be only an additc . two days of extra annual leave per
year, PATCO should not be expec | to place an unusually high value on this
i‘ *

IMPACT ON MANAGEMENT:

o The principal impact will be financial since position coverage during the
time employees are on the annual leave will be provided by paying overtime to
other enployees. Staffing problems could occur at some facilities,

e cially smaller ones.


















ANNUAL COST

. The cost of this program will only be that associated with
travel and per diem which will be less than the cost of the
current system.

DISCUSSION:

. Management must retain the right to make the selection/
assignments from among the candidates proposed by the Union.

VATITF NF THE UNTN

This alternative system has a moderate value to the Union.

IMPACT ON MANAGEMENT

Minimal because the committees only have the right to recom-
mend not cor 1lt.


















Initial 1981 FAA Prnnn

FAA initially proposed changes in fifteen (15) articles. Two of the
have been tentatively agreed upon and the FAA has withdrawn one other.
Of the remaining twelve (12) proposals we must have the following three

as part of any settlement package:

Article 24 - Re2linnmant of vl Enrce, Because of arbitral findings
and interpretation, this article has proven to be onerous and costly.
In the event of staffing imbalances within a facility, we need ability
to move people within the facility without following a volunteer/

seniority system that results in mass changes to fill a few positions.

Article 29 - Sick Leave, Because of union sickout tactics and decisions
of the Federal Labor Relations Authority, we need to sti mmlii notific. ion
procedures and regain for management the right to eliminate notice

requirements when a sick-out is in progress.

Article 61 - Mwace rada  Many employees have been taking advantage of the
broad standard in the current agreement to dress in bizarre and inappropriate
ways. As interpreted by arbitrators, the existing standard is all but
unenforceable thereby creating imaae and disciplinary problems. Tee shirts,
sandals, hats, overalls, and yard clothes are not appropriate for people in

this business.
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Mr. J. Lynn Helms ,
Administrator (Designee)
Federal Aviation Administration
899 |ndependence Avenue, SW
Washington, DC 20591

Dear M. Helms:

In 1977 Hay Associates conducted a study of selected Air Traffic Control
positions for the Federal Aviation Administration (FAA). We evaluated these
positions utilizing the proprietary Hay Associates method of job evaluation,
examined the FAA pay structure, and reviewed both cash and non-cash (benefits)
compensat! 1 in relationship to jobs of. similar weight and content in the
private sector. Recommendations were made to FAA suggesting some basic
changes in the compensation system for Air Traffic Controllers.

In view of the number of changes which have occurred in the Air Traffic
Control System since 1977, the O0ffice of Personnel Management's (OPM) recep-
tivity to fundamental changes in personnel systems as evidenced by the passage
of the Civil Service Reform Act, and the current ! »or negotiations with the
Professional Air Traffic Controlle (PATCO), we thought it might be timely
and appropriate to update and expand the original study which we conducted.
Such a study would identify all chant which have occurred in the job con-
tent of tt  Air Traffic Control positions since the last study, as well as

the current market (public and private) for both cash and non-cash ¢ pensa-
tion,-and would serve as a defensible basis for actions which might be taken
on Air Traffic Controller pay by the FAA, OPM, OMB, and the Congress. To
assure that our findings and recommel 1itions give full cognizance to the Air
Traffic Controller environment- we would employ as special project consultants
an individual thoroughly familiar with the technical aspects of the air traf-
fic system and someone with a good understanding of the labor relations as-
pects of air traffic control. For your review we have prepared the attached
prospectus which outlines the approach we would take in such a study.

Let me also add that our Hay/Canada office is presently undertaking a study
of Air Traffic Controller positions in Canada.

\
proposal in further detatl.

Sincerely,

e

N

David J. Wimer
Partner and General Manager

Enclosure
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PROSPECTUS FOR A STUDY TO UPDATE THE
1977 EVALUATION OF SELECTED AIR TI “FIC CONTROL POSITIONS

It has been almost four years since |  Associates conducted its study
of Air Traffic Control (ATC) positions and compensation for the Federal
Aviation Administration (FAA).l/ A number of developments have occurred

during the intervening time period which suggest that the initial study
st 11d be updated and expanded to: (1) update the original findings to
reflect operating and market changes which have occurred since 1977, and
(2) enable FAA executives to more effectively plan for and manage future

changes and requirements of the air traffic control system.

There are four (4) major categories of events which suggest that a
revised (updated) analysis be performed in the immediate future. These
events, discussed briefly below, are: (1) changes in environmental conditions;
(2) changes in internal conditions; (3) the negotiation of a new PATCO
labor contract, and (4) new flexibility in Federal Government personnel

practices.
.

1.7 Changes 1 Environmental Conditions

Both the volume of traffic and the complexity of the air traffic
control system have increased since 1977. New equipment has been
introduced, while pérsonnel must still maintain proficiency in the
old equipment for back-up purposes. Concomitantly, new operating
conditions exist and modified operations procedures have been

implemented.

|
positions, which impacts the evaluation results obtained under

the previous Hay Associates study.

1/ Evaluation of Selected Air Treffi~ (~rtrol Preiriope  Hay Associates,
vington, D.C., May 27, 197/; woniract no. uvui-ra/7WA-3942




The private sector compensation data (both cash and benefits)

used for comparison purposes in 1977 are understandably out of
date. While both Federal and private sector compensation policies
have changed, it is unclear how ATC positions are currently
compensated relative to private sector positions of equal diffi-
culty, because Federal Government compensation has not increased
at the same rate as the private sector. This also impacts
non-cash compensation (benefits), which should be reviewed,

using the proprietary Hay technology applied in the original

study, to determine their comparability.

Changes in Internal Conditions

In addition to the altered job content derived from changing
operating and market environments, personnel-related changes

have been Introduced into the internal human resources system --
possible altered approaches to job classification (suggested in
the 1977 report) and changes in the pay grades of certain jobs.
Because these systemic changes affect the organization's internal
structure, they also impact on competitiveness with private

sector compensation.

Some internal changes which hay been or will be affected {such
as the implementation of Senior Executive Service [SES], cash
bonuses, and merit pay systems) reflect a general trend of more
government-wise flexibility in the management of human resources.
Such newly-found Federal encouragement and acceptance of novel

approaches to personnel management, institutionalized by the Civil

Service Reform Act of 1978 (CSRA), permit the FAA to more effectively

manage its human resources -- possibly resulting in another change

in the content of ATC jobs.

A separate consideration overlaps both v mental and int -nal
considerations: the alteration of job content, in combination with
new grading procedures and human resources management systems may
require that a different benchmark sample be drawn to accurately
reflect the current composition of ATC positions as identified by

job content and GS grade level.



The PATCN Negotiations

Labor contract negotiations are always sensitive and often
difficult, complex, and protracted. In the case of PATCO, the
sensitivities are such that an equitable contract must be
negotiated promptly (in view of the safety of millions of people
involved and the importance of air traffic control as an integral

part of the nation's transportation sysi ).

The current climate for impending negotiations between the FAA

and PATCO does not appear to be conducive to prompt settlement

and negotiatic~ of a new contract: PATCO has surveyed its member-
ship on strike-related issues; it has developed a strike fund;

the FAA has filed an unfair labor practice suit against PATCO; and
the Congress has held hearini on the mati -. The availability

of current, credible job content and pricing data will facilitate
the negotiation of a fair labor agreement between FAA and PATCO
and will provide a credible iis for obtaining OPM. OMB and
congressional approval for any changes deemed appropriate in air
traffic controller ¢ pensation. Therefo | it would appear
appropriate to conduct the proposed study as early as possible

so that the results can be used in contract negotiations and

subsequent management actions.

Flexible Federal fRnvernment Personnel Practices

In the 1977 study, Hay made a number of observations and recommend-
;ions, two of which are particularly noteworthy: (1) there was
evidence of misclassification of positions (seen as the overlap
between Hay point ranges for ATC positions at different GS grade
levels); and (2) a strong case existed for FAA to utilize a point-
based system for job evaluation and compensation purposes. At
' d

facilitate the timely solution of problems resulting from either

‘the misclassification of positions or the use of a different grade

struc-ure system.



However, the Federal attitude toward the use of new systems f
human resources management has changed considerably since then,
as evidenced by the CSRA, which demonstrates receptivity to
fundamental changes in existing systems. Therefore, current
conditions would appear to permit the implementation of major
changes in personnel systems, including legislative changes,
should they be indicated. Additionally, the CSRA provides an
extremely valuable tool for testing such changes before seeking
legislation if this appears more appropriate. Title VI of the
CSRA specifically provides for the implementation of small-scale
demonstr :ion projects (involving as many as 5,000 peoﬁle for up
to five years) related to the improvement of personnel management
practices. The FAA could utilize this provision to test and
refine a new system (i.e., one based on the recommendations of

a revised study on a segment of its work force) in a relatively

simple fashion,

It is clear that it is timely and appropriate for the FAA to update the
study conducted by Hay Associates in 1977:

e to ascertain the management and employee climate which currently exists

_{such a survey is being conducted as the first phase of the Hay/Canada
study and would pinpoint areas of concern [e.g., special operating
conditions, the differences in the environment of centers, towers,

etc.] to both the managers of the ATC and the controller);

e to reflect changes in job content, pay grades, compensation and

benefits for its personnel;

e to reflect altered compensation and benefit practices in the private

St -

e to facilitate PATCO negotiations; and



e to permit FAA to avail itself of the opportunity to implement or
test improved personnel management concepts provided by Title VI

of the CSRA.

|f the FAA wishes to pursue the concepts embodied in this discussion
paper, Hay representatives would be pleased to meet with appropriate FAA
officials at their convenience. Mr. David Wimer (Partner and General
Manager) at 331-0430, or in his absence Mr. Gregori Lebedev (Director,
Gor ‘nment and International Consulting Services), is available for

consultation as desired.
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However, the econoaic dipact of a prolonged strike cannot, and surely will
not . be put aside 1n develuptag the Adwinistration's position in negoti g
Foooo0 demands,  The Administration potents [y coulo be faceu with weigl

ti cost of weeting PalCo cenands T teras of snort and long term budgetary
¥octs v Csus ihe cust associated with the econusiic havoc res 1ehr Trom a
provonged shut down of Ll alr teaffic  sstem.  ritner way, the cost would be
dreat,
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