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Purpose 
 
The Enhanced Workbench tool (EWB) is designed to assist pay pools in determining and 
calculating how to (1) award shares, and (2) distribute employee payouts between a 
salary increase and a bonus.  The EWB is designed to treat all employees in an equitable 
fashion by following consistent business rules based on each employee’s individual 
situation, while still compensating employees based on performance, market conditions, 
and budget constraints. 
 
For questions  please contact the below POCs: 
  
Eric Goldman, eric.goldman@hqda.army.mil , 703-692-7406 
Audry McAfee, McAfeeAL@conus.army.mil,  703-614-4633 
Bogdan Taradejna, Bogdan.Taradejna@conus.army.mil, 703-692-7394 
  

Features and Requirements 
 
The EWB automatically calculates the number of shares to be awarded to each pay pool 
member based on their raw (unrounded) rating.  The user inputs the dividing points 
between share levels (default values are available but can be changed.) 
 
The distribution of the payout between salary increase and bonus takes into account the 
member’s relative location in their salary range, based on quartiles or thirds.  The 
percentage awarded for salary increases are set for each of these segments of the salary 
range.  Thus, based on your business rules, you can elect to award a higher percentage of 
the payout to a salary increase for those who are lower in the salary range, if desired.   
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When an employee’s salary increase crosses into a new quartile (or third), the distribution 
of the remainder of the payout is calculated based on that new location in the salary 
range. 
Default salary ranges in the EWB are based on GS-equivalencies, although salary ranges 
can be changed and special salary ranges can also be added. 
 
The EWB uses a single (but editable) base pay allocation (with a default of 100%) for 
employees’ with a salary below the salary range for their work. 
 
The EWB allows the user to specify minimum salary increase percentages.  This means 
that a pay pool member whose calculated salary increase might be quite small (based on 
their performance rating and location in the salary range) would receive a larger salary 
increase.   
 
The user can select either quartiles or thirds when dividing salary ranges (there are two 
separate versions of the EWB for this purpose).   
 
The EWB will come very close to a zero balance in the amount of pay pool dollars 
funded vs. expended.   
 

Compensation Strategy 
 
Under NSPS, the salary increase portion of the performance payout is the primary vehicle 
for salary progression for employees.  The EWB should be used in conjunction with an 
overall compensation strategy that takes this into consideration.  A compensation strategy 
to determine the split between base salary increase and bonus should address the 
following considerations: 
 

(a) Current salary and complexity of work performed in comparison with others 
in similar work assignments; 

(b) Performance-based compensation received during the rating cycle associated 
with promotions, reassignments, or awards; 

(c) Local market salary levels of comparable occupations in private sector and 
other government activities; 

(d) Attrition and retention rates of critical skill shortage personnel; and 
(e) Overall contribution to the mission of the organization. 

 
Portions of the EWB such as the salary ranges, share rounding, initial base pay allocation 
percentage, minimum salary increase percentage, and eligibility for funding re-allocation 
can be used to implement portions of the compensation strategy.  Pay pools should 
always take care to act consistently with their published business rules. 
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Overview of the Process 
 
The EWB is used after the pay pool panel has completed its deliberations and determined 
the final ratings for the members of the pay pool.  These ratings are recorded in the 
Compensation Workbench (CWB).  Data is then copied from the CWB (as described in 
this guide) and pasted into the EWB.   
 
The EWB is then used to calculate the number of shares and the distribution of pay pool 
dollars based on predetermined base/bonus split methodology and philosophy.  There are 
a number of parameters that must be set, and decisions made, during this process.   
 
The EWB initially determines the number of shares to award to each pay pool member 
based on their raw rating and the user-controlled table that specifies the dividing point 
between shares.  The user must then identify the specific salary range to be applied to 
each employee; this should be based on salary ranges identified by the user which can be 
GS-based.  It then does an initial allocation of salary increase dollars based on the initial 
base pay allocation percentages based on the number of shares, the location within the 
salary range (based on quartiles or thirds), and the distribution of shares awarded in the 
pool.  Minimum salary increases, if used, are also applied.  Finally, a funding re-
allocation step is performed for those who have been identified as eligible.   
 
Once completed, selected data reflecting these decisions is copied from the EWB and 
pasted back into the CWB.  The CWB can then be finalized and certified, and the 
resulting rating and payout data can be exported and uploaded in the HR system 
(DCPDS) for processing. 
 

Open the Enhanced Workbench 
 
Choose “Enable Macros” at the pop-up box when opening the EWB. 
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Step 1, Set up the Parameters for Pay Distribution 
 
In the EWB, the initial distribution of the performance payout to base pay is dependent 
on the following:  

• the salary of an employee within their salary range, 
• the number of shares they receive, 
• the number of shares they receive relative to the overall distribution of 

shares based on ratings. 
 
Ensure the EWB has the most up to date pay band salaries: 

• Copy the salary ranges from the control points tab in the CWB into the 
control point tab of EWB.  

Screen 1 

 
 
 
 
Ensure the salary ranges are correct: 

• Go to the Salary Ranges worksheet in the EWB (See Screen 2.) 
• Currently salary ranges 1 through 15 are based on the General Schedule 

(GS) pay ranges for those grades.  If using the GS ranges the maximum of 



 

5 

the salary ranges should be increased by the amount of the General Pay 
Increase (GPI) allocated to Element 2 funding.  

• For special pay categories (those not based on GS pay ranges) the salary 
ranges are manually entered in the special pay area with the associated 
numbers of 16 to 35.  Writing the name of the Special Pay group in 
column A (e.g., IT Specialists), next to the salary range will make it easier 
to track when there is more than one special pay category.  Salary ranges 
can also be input based on the pay pools compensation strategy. 

 
Screen 2 
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Pay Pool Business Rules and Methodology 
 
The EWB allows you to specify how to award shares based on your pay pool business 
rules regarding identifying the minimum and maximum of the unrounded performance 
score.  The performance score is the sum of all adjusted, weighted objective ratings. (The 
score is rounded following rules set by DoD for rating levels (e.g., 2.51 to 3.50 is a level 
3).  The below screen shot (Screen 3) shows the fields that can be adjusted in the EWB, 
Pay Pool Panel tab, to reflect the management philosophy of the organization.  The cells 
in yellow are editable. 
 
If you wish to use shares awarded using a different method simply input the share values 
into Column AC of the EWB Pay Pool Panel worksheet instead of using the values that 
are automatically calculated. 
 
Screen 3 

 
 



 

7 

At management discretion, the number that is multiplied by the Bn (see Figures 1 and 2 
for explanation of Bn variable) can be adjusted to reflect the philosophy of the 
organization.  There are two versions of the EWB: one that uses quartiles (as shown in 
Figure 1) and an alternative version that uses thirds (as shown in Figure 2.) 
 
The default settings (see Figures 1 and 2) are designed with the basic concept that an 
employee’s market competitiveness (target location within the salary range) is related to 
their performance.  Given the market competitiveness (earnings target relative to 
performance) of the employee based on their performance rating, a greater distance from 
the market competitive salary would require a proportionately larger portion of payout be 
applied to base salary.  So, the higher the Bn for an employee with a performance rating 
of “4” or “5” the more differentiated (key asset / critical personnel) they are; the 
individuals the organization needs to target for retention becomes evident.  A high Bn 
value for employees with a rating “3” will enhance base pay increases for all “valued 
performers.”  
 
When an employee’s salary crosses a quartile or third the remaining payout will be based 
on the new quartile or third. 
 
Figure 1 

Rating Shares 1st 
quartile 

2nd 
quartile 

3rd 
quartile 

4th 
quartile Bn 

6 100% * B6 100% * B6 90% * B6 75% * B6 B6 = 1 - % receiving 6 shares 5 
5 100% * B5 100% * B5 90% * B5 75% * B5 B5 = 1 - % receiving 5 or 6 shares 

4 100% * B4 100% * B4 90% * B4 25% * B4 B4 = 1 - % receiving 4 or 5 or 6 shares 4 
3 100% * B3 100% * B3 90% * B3 25% * B3 B3 = 1 - % receiving 3 or 4 or 5 or 6 shares

2 75% * B2 50% * B2 25% * B2 10% * B2 B2 = % receiving 2 or 1 share or 0 shares 
3 

1 75% * B1 50% * B1 25% * B1 10% * B1 B1 = % receiving 1 share or 0 shares 
 
Figure 2 

Rating Shares 1st Third 2nd Third 3rd Third Bn 

6 100% * B6 100% * B6 90% * B6 B6 = 1 - % receiving 6 shares 5 
5 100% * B5 100% * B5 90% * B5 B5 = 1 - % receiving 5 or 6 shares 

4 100% * B4 100% * B4 25% * B4 B4 = 1 - % receiving 4 or 5 or 6 shares 4 
3 100% * B3 100% * B3 25% * B3 B3 = 1 - % receiving 3 or 4 or 5 or 6 shares 

2 75% * B2 50% * B2 10% * B2 B2 = % receiving 2 or 1 share or 0 shares 
3 

1 75% * B1 50% * B1 10% * B1 B1 = % receiving 1 share or 0 shares 
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The basic impact of the Bn is to reduce the salary increase going to employees receiving 
more than 2 shares based on the percentage of employees in the pay pool receiving at 
least that number of shares and to increase the salary increase going to employees based 
on the percentage of employees in the pay pool receiving that number of shares or fewer.  
A higher share distribution will dilute the salary increases for all share levels and 
locations within the salary ranges. 
 
Figures 3 and 4 show the impact of different rating distributions on the initial base pay 
allocation.  The final salary increase will vary from the initial allocation depending on the 
minimum salary increase rules and the funding re-allocation. 
 
Figure 3 

Rating Shares 
1st 

quartile
2nd 

quartile
3rd 

quartile
4th 

quartile
% Receiving 

Rating 
6 97% 97% 87% 73% 3% 5 
5 90% 90% 81% 68% 7% 
4 81% 81% 73% 20% 9% 4 
3 70% 70% 63% 18% 11% 
2 53% 35% 18% 7% 25% 3 
1 34% 23% 11% 5% 45% 

 
Figure 4 

Rating Shares 
1st 

quartile
2nd 

quartile
3rd 

quartile
4th 

quartile
% Receiving 

Rating 
6 90% 90% 81% 68% 10% 5 
5 70% 70% 63% 53% 20% 
4 40% 40% 36% 10% 30% 4 
3 20% 20% 18% 5% 20% 
2 15% 10% 5% 2% 15% 3 
1 4% 3% 1% 1% 5% 

 
The below screen shot (Screen 4) shows the fields that can be adjusted in the EWB to 
reflect the management philosophy of the organization.  The cells in yellow are editable.  
Unless you have business rules or other information upon which to base these percentage 
decisions, you can start with the default percentages provided in the EWB. 
 
The Base Pay Allocation % for employees below their salary range is separate from the 
matrix to accommodate uniquely situated employees, who are paid below the minimum 
of the salary range for the scope and complexity of the work they perform.  The default 
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setting applies 100% of the performance payout to base pay until the employee reaches 
the minimum of the salary range.  However, this figure is adjustable should an 
organization want the employee in this situation to receive some cash award.  
 
Screen 4 
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If the pay pool wishes to ensure that employees receiving a given share level and within a 
location within the salary range receives a minimum percentage salary increase they 
should use the yellow editable cells in the table in the Minimum Pay Increase tab to set 
the percentages (Screen 5). 
 
Note:  the salary increase percentage can only be reached as long as the share values, 
which are driven by the ratings and share awards, are high enough to support the pay 
increase.  The Calculated Minimum Base Pay Distributions is the percentage of the 
performance award for each share level that must go to base pay to reach the minimum % 
base pay increase, given the share value. 
 
Screen 5 
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Step 2, Pay Pool Funding 
 
The below screen shot (Screen 6) shows the fields, in the EWB Pay Pool Panel tab, that 
reflect the pay pool funding.  The cells in yellow are editable, and should be copied 
exactly from the CWB into EWB.   
 
Screen 6 

 
 
 
 
 
Screen 7a shows the Cell AD10 in the CWB Pay Pool Panel Tab, which is used to input 
the rate range adjustment (RRA,) and its value should be copied into Cell AF 11 of the 
EWB Pay Pool Panel Tab (Screen 7b) if not already present.
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Screen 7a 
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Screen 7b 
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Step 3, Data transfer from CWB to EWB 
 
The EWB is designed to follow the same basic format as the CWB, but due to some 
minor differences the information from the CWB must be copied and pasted in separate 
steps. 
 

1. (Screen 8) Go to the CWB Pay Pool Panel worksheet and copy all the personnel 
information from columns A (Last Name) to M (Current Base Salary.) 

2. (Screen 9) Go to the EWB Pay Pool Panel worksheet, go to the first cell for last 
names (which will be in column A row 14), right click, and use the paste special 
function, select Values, and click OK. (Screen 10 shows after pasting.) 

3. (Screen 11) Go to the CWB Pay Pool Panel worksheet and copy all the personnel 
information from columns N (Retained Pay) to Y (Average Score.) 

4. (Screen 12) Go to the EWB Pay Pool Panel worksheet, go to the first cell for 
retained pay (which will be in column O row 14), right click, and use the paste 
special function, select Values, and click OK. (Screen 12 shows after pasting.) 

 
Screen 8 
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Screen 9 
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Screen 10 

 
 



 

17 

Screen 11 
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Screen 12 
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Screen 13 
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Step 4, Adjusting for pay pool size 
 
The EWB has 106 rows by default.  Based on the size of the pay pool transferred you 
may need to either copy the formulas to additional rows, or delete extra rows. 
(See screens 14-16) 
 
To copy formulas 
 
To copy the formulas highlight cells AA through CT, click on the small square at the 
bottom right of the cell in column CT, row 106 and drag down until you reach the last 
highlighted row, which contains the last employee in the pay pool 15.)  
 
To delete extra rows 
 
If the pay pool is smaller than the number of rows initially in the EWB, delete the rows 
containing information below the last individual in the pay pool. 
 
Screen 14 
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Screen 15 
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Screen 16 
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Step 5, Entering Salary Ranges 
 
Salary range is an indicator representing a combination of factors that result in an 
employee’s competitive salary level.  The employee’s position with respect to their salary 
range is determined based on where the individual’s salary is located within the salary 
range. In this iteration of the EWB, salary ranges are set up by default to match GS grade 
levels (with allowance for other salary ranges that do not fit the GS pattern). 
 
An employee’s Salary Range should be input into Column N of the EWB Pay Pool Panel 
Tab. (See Screen 17.)  Currently, the salary range for most employees corresponds to 
their former GS level (for Special Pay groups it will correspond to the number (16 to 35) 
chosen in the Salary Range worksheet.)  Eventually, this will require more analysis and 
decision making from management, but that will also be necessary for other 
compensation decisions.  The salary range to be entered should be based on the scope and 
complexity of the work actually performed and not based on the employees salary (e.g. if 
a person was a GS-11 equivalent and moves to a GS-13 equivalent position, which is 
limited to a 5% reassignment increase, the salary range in the EWB would be listed as 13 
based on the position, not 11 based on the salary.) 
 
Screen 17 
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Step 6, Funding Re-Allocation 
 
Funding re-allocation may increase or decrease an employee’s base salary increase 
depending on initial allocation results relative to the funding floor.  Cell AL11 of EWB 
Pay Pool Panel Tab (See Screen 18) contains the dollars that will be re-allocated among 
the eligible population.  The re-allocation process is designed to go from the initial 
allocation to meeting the funding floor, while maintaining employees’ relative 
compensation positions from the initial allocation. 
 
Depending on compensation philosophy some employees may be ineligible for the 
funding re-allocation.  Examples include consideration of the desired minimum salary 
increases or perhaps other compensation the employee has recently received. 
 
For employees eligible for funding re-allocation, the re-allocation that they receive is 
based on the percentage their dollar value salary increase makes up of the total salary 
increase dollars paid out.  It should be noted that if an employee receives the minimum 
salary increase, a funding re-allocation could adjust their base salary to either above or 
below the desired minimum.  The re-allocation decision should be based on business 
rules established prior to beginning the rating process.   
 
Column AI (Delta from minimum values set) of the Pay Pool Panel worksheet of EWB, 
shows the dollar value increase the minimum salary rule added to the initial salary 
increase the employee received.  Column AJ (% of Salary increase) shows the percentage 
of the initial salary the employee received because of the minimum salary rule.  This 
column provides a rate/volume analysis of how much of the employees salary increase is 
driven by market competitiveness rules versus the minimum pay increase rules.  The 
higher the percentage the more the salary increase is driven by the minimum pay increase 
rules; the lower the percentage the more the salary increase is driven by market 
competiveness rules.  Column AN (Allow funding Re-allocation) is used to input yes or 
no for eligibility for funding re-allocation. 
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Step 7, Results 
 
Once steps 1 through 6 have been accomplished, the allocation process is complete (See 
Screen 18.)  Due to rounding there will be a small number of dollars left in the base pay 
allocation and due to truncating and if there is retained pay, there will be a small number 
of bonus dollars left (the number will be much smaller if no employees are on retained 
pay.) 
 
Screen 18 
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Before making any changes to the initial allocations provided by the EWB you should go 
to the Aggregate Allocation Results worksheet (See Screen 19.)  The tables provided 
show the initial allocation of the performance payout to base pay increases based on 
shares and quartile and the average redistribution by share and quartile used to reach the 
funding floor.  At this stage, you will have a baseline snapshot of the EWB.  You should 
print a copy and save for pay pool records in order to compare to the effects pay pool 
panel changes may have.  Once changes are made the Aggregate Results table will still 
provide a rough estimate of the baseline before changes were made, but it will be 
increasingly less precise the more changes that are made.  To determine the estimate of 
the baseline you can input the salary, performance award, shares, and salary range of the 
employee in question and the model will provide the estimates.  If you no longer have the 
pay pool data, but have the print out of the Aggregate Allocation Results page you will 
need to input the matrix results from the printout into the matrices in the worksheet; it 
will then provide you with the estimates. 
 
Screen 19 
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At this point, if the pay pool panel or pay pool manager wants to make changes to 
individual allocations there are two approaches that can be taken.  (Note:  Moving away 
from the initial allocation of the tool should be based on pre-established business rules.) 
 

1. If you want to make a change to one employee’s allocation without proportionally 
changing another’s, use column AL (Salary Increase after Pro-rate Check), in 
EWB Pay Pool Panel tab, to change the salary increase in question.  Other 
employees’ salary increases will be readjusted in the appropriate direction to 
compensate for the change and still meet base pay increase floor.  (See Screen 
20.)  Selecting No in column AN (Allow Funding Re-allocation) will leave the 
employees salary as the amount input in column AL. 

 
2. If you want to make a change to an employee’s individual salary increase and not 

have the other employees’ salary increases automatically readjust, use column BP 
(Final Salary Increase, Funding Allocated) to change the salary increase.  (See 
Screen 21.) 

 
Screen 20 
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Screen 21 
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Step 8, Transfer of Allocation information to CWB 
 
Once you are satisfied with the salary increases, you are ready to transfer the shares and 
allocation information back into the CWB. 
 

1. Go to the Funding worksheet of the CWB and be sure the proper funding levels 
are entered.  (See Screen 22.) 

2. Be sure under Assign Salary Increase that “dollar amount” is selected.  (See 
Screen 22.) 

3. Go to EWB pay pool panel worksheet and go to column AB (Shares,) copy all of 
the share values.  (See Screen 23.) 

4. Go to the CWB, go to the Pay Pool Panel worksheet, go to the first cell in Shares 
(which will be column AA row 13,) right click, and use the paste special function, 
select Values, and click OK.  (See Screen 24 and Screen 25.) 

5. Return to the EWB (Pay Pool Panel Tab), go to column BP (Final Salary Increase, 
Funding Allocated,) and copy all of the salary increase values.  (See Screen 26.)  
The salary increase cell for employee’s receiving retained pay is locked and will 
interfere with pasting if you attempt to paste over it.  If you have employees on 
retained pay then you will have to copy the salaries of the other employees that 
are in between the locked cells of the employee’s receiving retained pay.   

6. Go to the CWB, go to the Pay Pool Panel worksheet, go to the first cell in Salary 
Increase ($) (which will be column AF row 13,) right click, and use the paste 
special function, select Values, and click OK.  (See Screen 27.) 

7. The process is now complete. 
8. To check that the transfer has been done correctly check that the funds allocated 

section of the CWB Pay Pool Panel worksheet and the Funds Allocated Section of 
the EWB Pay Pool Panel worksheet are for the same amounts. 
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Screen 22 
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Screen 23 
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Screen 24 
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Screen 25 
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Screen 26 
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Screen 27 
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