A Primer on Public Safety Pay in Norfolk

The Norfolk Police Department (NPD), Norfolk Fire-Rescue (NFR), and The Norfolk Sheriff’s Office (NSO) are all part of a step-based joint public safety pay plan.  The plan has 11 grades (hierarchy) through which the different ranks in the organizations are distributed.  Each grade has between six and 12 steps (tenure) through which employees in each grade are distributed based on tenure (mostly) and other factors like speed of promotion.  

Steps in these systems are single points rather than a range - every Police Officer in step 4 makes exactly $56,079.  About 65 percent of steps are 2.5 percent above the previous step and about 35 percent of steps are five percent above the previous step.  The Proposed FY 2023 Public Safety Pay Plan is detailed below along with a table that shows which Ranks/Job Titles are in each grade:

Proposed FY 2023 Public Safety Pay Plan
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Public Safety Pay Plan – Job Titles/Ranks by Grade[image: Table
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Practical Impact of Compensation Actions

Two primary compensation actions are available to employees in a step system:
· A General Wage Increase (GWI):  Ranges and value of a step increase, employees stay in the same step.
· Step Increase: Employees move to the next step in the range.  

Typically, when a GWI is provided to employees in a step system it must be provided to all employees in the pay plan.  If we were to implement an additional GWI for NPD alone and not for NFR or NSO we would in essence break the pay plan.  We would not have a step in which we could place the officers and we can’t move the pay plan ranges because that would also mean pay increases for NFR and NSO.

Compensation Strategies that work within the Joint Public Safety Pay Plan include:

· Provide a GWI for all grades or select grades
· Provide a step increase for all sworn public safety employees.  
· Provide a step increase for a specific group of sworn public safety employees
· Implement some type of special pay incentive outside of the pay plan like a stipend to incent targeted groups.

Historical Pay Actions

The table below displays the historical pay actions the NPD has received. In the past 28 years, there were four instances in which no step or GWI was provided. From FY 2010 to FY 2012 no increase was provided due to the city recovering from the Great Recession and FY 2021 was due to the pandemic. Including the proposed increase in FY 2023, the NPD has received a step or GWI in 25 out of the past 29 years. 

	FY 1995
	FY 1996
	FY 1997
	FY 1998
	FY 1999
	FY 2000
	FY 2001
	FY 2002
	FY 2003
	FY 2004
	FY 2005
	FY 2006
	FY 2007
	FY 2008

	Step
	Step
	Step
	Step
	Step
	Step
	Step
	Step
	GWI
	Step
	Step
	Step
	Step
	Step

	

	FY 2009
	FY 2010
	FY 2011
	FY 2012
	FY 2013
	FY 2014
	FY 2015
	FY 2016
	FY 2017
	FY 2018
	FY 2019
	FY 2020
	FY 2021
	FY 2022

	Step
	None
	None
	None
	GWI
	GWI
	Step
	Step
	Step
	Step
	Step
	Step
	None
	GWI



Public Safety Compensation Actions – Costs:

The Proposed FY 2023 Budget provides a five percent GWI to all city employees including all sworn public safety employees.  Additional compensation actions and their costs are outlined below. 

· A one percent GWI for all sworn public safety employees: $950K
· A step increase for all sworn public safety employees: $3.1M
· A step increase for sworn public safety employees with 6+ years of tenure
· A step increase for all sworn NPD employees: $1.45M 
· A step increase for all sworn NFR employees: $1.15M
· A step increase for all sworn NSO employees: $530K
· The cost of a stipend or special pay to incentivize targeted groups is dependent on the size of the group and the amount of the stipend.   

While the cost for individual department pay actions is provided above, it is nearly impossible to take such action with NPD, NFR and Sherriff all in the public safety step plan.

 
FY 2022 Mid-Year Public Safety Retention Actions

In the Fall of 2022, City Council passed an amendment to the city’s Compensation Plan and Budget to implement the following actions:
· Transition the Sheriff’s Office to the joint Public Safety pay plan
· Create a Retention and Referral Bonus program for Police ($12K for Officers, Corporals, Sergeants & $8K for Lieutenants, Captains)
· Fund additional replacement vehicles for Public Safety adding 15 cruisers, two medics, and one ladder truck bringing the total vehicles replaced in FY 2022 to 49 vehicles
· Implement a Tuition Assistance Program
· Implement a Citywide Leave Buyback Program (one-time)
· Fund a comprehensive advertising campaign with a focus on Public Safety positions
This amendment came after the FY 2022 Adopted Budget had already implemented the following:
· Increased starting pay for Officers to highest in the region
· Regraded three Fire-Rescue ranks
· Provided a three percent salary increase to all sworn public safety employees
· Increased Sheriff’s Deputy Pay by average increase of five percent
NPD Staffing level

Since 2017 the city provided police officers with a step increase or a GWI every year except FY 2021 (The COVID Budget) and increased starting pay for police officers to the highest in the region ($52,105 in the Proposed FY 2023 Budget).  Despite these actions the NPD currently faces a historically high level of vacant positions.  Total filled officer positions have decreased from 738 five years ago to 562 today – a decrease of 176 officers or 23.9 percent of the workforce.  Details are below

· As of April 5, 2022 NPD has 755 approved sworn officer positions: 562 are filled and 193 are vacant.  A vacancy rate of 25.5 percent
· In March 2020 – immediately before the COVID-19 Pandemic hit – NPD had 775 approved sworn officer positions: 691 were filled and 84 were vacant.  A vacancy rate of 10.8 percent  
· In April 2017 – Five years ago - NPD had 775 approved sworn officer positions: 738 were filled and 37 were vacant.  A vacancy rate of 4.8 percent.

Recruiting and Police Academy Capacity

Aside from a few lateral transfers, all NPD officers start their career as Police Recruits in the city’s Police Academy.  Currently NPD has the capacity to run two academies each year. Each academy runs for 27 weeks. The maximum capacity for each academy is about 30 recruits. This results in a max of 60 recruit hires each year.  At this rate of recruitment, it would take NPD over three years to fill all current vacancies if - during that time - no police officers retired or left the department and no recruits washed out of the academy - these are unrealistic assumptions.  

Historically NPD has seen about 2.5 officers a month leave the department – about 30 a year.  Academy graduation rates have averaged around 75 percent.  If we were to return to these averages and assume two full academies per year (60 recruits) we would net only 15 additional officers per year.  At this rate, it would take about 13 years to return to full staffing levels.  This speaks to the need to increase academy capacity, increase the yield of candidates that start the academy, develop a robust lateral transfer program and do our best to retain some of our senior officers.

Regional Police Officer Pay Comparison

A comparison of the pay ranges for sworn police officers across neighboring cities is provided below.  Across most of the ranks Norfolk has the highest starting pay.  A comparison of actual average salaries is not possible as most cities do not publish staff salaries in their open data portal.
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Compression and Missed Steps

In a step system compression occurs when the salary of a recently hired position is comparable to a position with greater tenure (continuous years of service). This type of compression occurs during years where no step increase is given. Prior to the Great Recession – with few exceptions -steps were awarded annually. Police Officers who completed the academy assumed if they stayed for X number of years in that rank (equal to the number of steps in that rank), they, and the cadets they graduated with, would be at max pay. Fiscal constraint and striking the balance between competitive pay (GWI and range increases) and tenure-based pay resulted in some fiscal years where a step was not awarded. 

For example, a step increase was not provided during FY 2010 – FY 2012. During that time NPD continued to run recruit academies with automatic promotion to Police Officer upon completion. A recently sworn Police Officer that graduated the academy in July 2009, would have been making the same salary (step 1) as a recent graduate in July 2012, despite a three-year tenure difference. The cost to address both compression (missed steps) and competitive pay escalates quickly, especially over a decade from when the action (or in-action) occurred. 

As noted previously, with finite resources, the city has continually balanced competitive and tenure-based pay for sworn public safety. While compression does still exist within the ranks, Officers today are better off in terms of salary earned than they would have been when they began their career. The table below illustrates this for Police Officers at various years of service. The table compares what their pay would have been under the pay plan in place when they started had steps been given for each year of service, and what they are currently earning in the public safety pay plan. 

	Police Officer –   Hire Date
	Years of Service
	Salary expected in FY 20221
	Current Salary 
	Difference

	July 2006
	15
	$56,500
	$64,957
	$8,457

	July 2011
	10
	$53,063
	$57,480
	$4,417

	July 2016
	5
	$49,187
	$52,106
	$2,919


1 Based on the adopted compensation plan for the fiscal year hired. Assumes one step for each year of service.


Key Takeaways

· As of April 5th, NPD had 755 approved sworn officer positions with 562 filled and 193 vacant.  This puts the department at 24.4 officers per 10k residents.  For a city like Norfolk, we would want to be somewhere between 28 and 30 officers per 10k residents due to our urban footprint and the large number of calls for service in a year.  So, ideally, we would have 644 to 690 filled sworn positions on a consistent basis.
· Getting to 600+ officers will take a combination of strategies addressing both recruitment and retention.
· Norfolk’s Public Safety Pay Plan provides the region’s highest starting pay for every classification except recruit and corporal.
· NPD, NFR and Sherriff are all in the public safety pay plan.  This is beneficial as council does not have to worry about departments separately.  This is also challenging since any council decision to adjust pay to fix vacancies in one department must be implemented for all departments in the pay plan.  This increases the total cost of any pay action.
· One area of concern is officers in the 6-15 years of tenure.  Virginia Beach and Hampton both have a Master Police Officer (MPO) category.  This classification provides an opportunity for bumps in base pay for officers that don’t make rank.  Currently, we are very competitive with neighboring jurisdictions when it comes to pay for officers that make rank, but I fear officers with 6+ years of tenure that can’t become an MPO here fall significantly behind .  I have asked Interim Chief Goldsmith and city staff to develop a plan to create a Master Police Officer classification in our pay plan.
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1 2 3 4 5 6 7 8 9 10 11 12 13

1 $43,260

2 $44,817 $45,915 $47,057 $48,234 $50,646 $51,912 $54,508 $55,870 $58,664 $60,130 $63,137 $64,715 $67,951

3 $45,925 $47,051 $48,222 $49,427 $51,898 $53,196 $55,855 $57,251 $60,114 $61,617 $64,699 $66,315 $69,631

4 $52,105 $53,383 $54,711 $56,079 $58,882 $60,354 $63,373 $64,957 $68,205 $69,909 $73,406 $75,240 $79,002

5 $56,377 $57,759 $60,640 $62,156 $63,710 $66,895 $68,567 $71,995 $73,796 $77,485 $79,422 $83,393

6 $57,591 $59,003 $61,946 $63,494 $65,081 $68,336 $70,044 $73,546 $75,385 $79,154 $81,133 $85,190

7 $67,674 $69,332 $72,790 $74,611 $78,341 $80,299 $84,314 $86,422 $90,743 $93,011 $97,663

8 $83,085 $85,122 $89,368 $91,602 $96,182 $98,586 $101,051 $106,104

9 $93,487 $95,778 $100,556 $103,069 $105,645 $110,928 $113,701 $119,387

10 $111,487 $114,219 $119,917 $122,915 $125,987 $129,138 $135,594

11 $113,071 $115,842 $121,620 $124,660 $127,777 $130,972 $137,520

STEP

GRADE
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Grade _Police Fire Rescue sheriff
1 Police Recruit Firefighter Recruit Deputy Sheriff (Recruit)
2 Firefighter EMT - Advanced Deputy Sheriff
3 Deputy Sheriff (Corporal)
4___Ppolice Officer Firefighter EMT-1 Deputy Sheriff (Master)
5 Ppolice Corporal Firefighter EMT-p/Fire Inspector _Deputy Sheriff (sergeant)
6 Fire Lieutenant/Asst Fire Marshal _Deputy Sheriff (Lieutenant)
7 Police Sergeant Fire Captain/Deputy Fire Marshal _Deputy Sheriff (Captain)
8 Ppolice Lieutenant Deputy Sheriff (Major)
5 Police Captain Battalion Fire Chief Deputy Sheriff (Lieut Col)
10 Assistant Chief of Police_Assistant Fire Chief
1 Deputy Fire Chief Deputy Sheriff (Colonel)
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Police Recruit Classification

Police Sergeant Classification

min Max  Locality Min___ max
Virginia Beach 4565 966,893 Norfolk $67,678 993,012
Hampton $45213  $56,700  Virginia Beach $64,501  $94,494
Newport News 45213 $50,100  Portsmouth $64,500 $100,250
Norfolk $43,260  $43260  Hampton $61,748 $111,146
Portsmouth $43,000  $43,000  Chesapeake $61,020  $95,067
Chesapeake $42,008  $65M47  NewportNews $60,802  $94,317
Average $44,058  $54,233 Suffolk $59,617  $93,598
Average $62,837  $97,412
Police Officer Classification Police Lieutenant Classification
Locality min Max  Locality Min___ max
Norfolk $52,105  $75,240 Norfolk $83,085 $101,051
Hampton $48800  $87,880  Portsmouth $74,000 $112,500
Newport News 48,800  $73,023  suffolk $72,466 $113,771
Virginia Beach $47,965  $70,283  VirginiaBeach $71,178 107,910
Portsmouth $46000  $72,500  Hampton $70,125 $126,226
Chesapeake $43,326  $69,058  NewportNews $69,924 $111,353
Suffolk $42,371  $66,519 Chesapeake $67,896 $112,029
Average $47,195  $73,495 Average $72,668 $112,120
Police Corporal Classification Police Captain Classification
Locality min Max  Locality Min___ max
Portsmouth $61,112  $119,585 Norfolk $93,487 $113,702
Virginia Beach® $55,619  $81,494 Virginia Beach $82,534 $125,133
Norfolk $56,377  $79,422 Portsmouth $81,500 $126,500
Chesapeake $s4152  $84367  Suffolk $79,893 125,431
Newport News $54,05  $32,960 Newport News. $79,359 $123,375
Hampton $50752 _ $91,354  Hampton $77,313 139,168
Average $55344  $89,864  Chesapeake $75,553_$124,663

VB has no corporal position, Master Police Offcer used in Comparison

Average

$81,377 $125,424




