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           USDA Forest Service

          Competitive Sourcing
        Informational Update
                       





      Date: May 3, 2005
Topic:  Competitive Sourcing    

Background:  The current Forest Service Green Plan speaks to competitive sourcing activities the Agency will initiate and complete over a 5-year period.   This Plan is updated on a yearly basis and the President’s Management Agenda (PMA) expects agencies to study 20% of their commercial inventory annually.  

The current plan makes a 100 FTE commitment for FY 05.    The work activity identified with those FTEs is Communications.  
The current Green Plan may be viewed on the Competitive Sourcing website located at: http://fsweb.wo.fs.fed.us/pma/main/index.htm  

Recent Developments:  OMB/USDA recently restated that they were holding the Forest Service accountable for studying 100 FTEs in FY 05.   

This was unexpected because Agency leadership was under the impression that there was OMB and USDA support for the FS to and agreement that we would only focus on the IT, FMIP, and HR initiatives currently underway, and we would begin ramping up for new activities in 06 and competitions in 07.    This is not the case today.  Three changes may be primary contributors to USDA and OMB’s new position:
· OMB recently notified USDA that it was highly probable that it's previous "Yellow" rating in competitive sourcing on the PMA Scorecard will be changed to "Red" for FY 05.    It was stated that this was due to the lack of competitions, and primarily in the Forest Service.  Although the Department has been an advocate for us and, I believe still are supportive so let's be mindful of that, based on the rating change they are not in the same position to help us as much as they were previously.

· Secondly, as you know OMB has never been satisfied with the lack of competitions in the Forest Service and this has been communicated to the new Secretary of Agriculture.   As a result, the new Secretary asked the Departmental CFO Pat Healy to do whatever was necessary to eliminate/reduce any legislative restrictions on the Forest Service for competitive sourcing.  It is their expectation that this will facilitate more activity in the Forest Service and result in an improved rating for USDA.  
· The third contributor is the recent direction to reduce indirect costs.  OMB has an expectation that the Forest Service indirect costs will be reduced to 10% overall by the end of the next fiscal year.  We are at about 14% now.  Although we continue to negotiate what percentage is appropriate, how the reductions should be made, and within what timeframe reductions can be accomplished, the expectation has not changed.  Any activity contributing to indirect costs will be under significant scrutiny, as well as any programs that can not articulate how they accomplishing results within industry standards and/or accepted service performance metrics.   The Administration clearly sees this tool as a way to focus on costs reductions and is applying pressure on the Agency and the Department to increase A-76 activity.   Their position is competition is the best way to ensure that agencies have been a thorough as possible when looking at ways to increase efficiency and reduce costs.
· One additional recent development is an agreement by Under Secretary Mark Rey to charter a team of Department of Interior and Forest Service representatives to identify joint competitive sourcing opportunities between the land management agencies.  This effort is in the early stages of charter development however will be in place by summer per Mr. Rey’s direction.  I don’t see this effort having any impact on immediate activities but I have briefly outlined some longer-term activities/implications below.
Next Steps (Immediate Future):    Per the conversation above, a decision to complete a feasibility study for communications was made.   At this point, most of this is background or documentation of events you probably are already aware of, however I am providing it per previous agreement and for context of additional discussion on this program area.   

1. The Communications feasibility study has already begun and will be completed by June 05.  It will include selecting work activities to study, determining how to package the activities and in what sequence to study the activities, and access how best to study the activities.   It will highlight the best opportunities for success and give insight on how to maximize those opportunities.  This will become the foundation staff work that will facilitate Agency decision about what activities to compete in a competitive sourcing study for communications.   Any business process reengineering or MEO development would be done after the completion of the feasibility study; and during the pre-planning phase which is prior to any actual competition.
The number of FTEs studied is important, this is an accountability item for the Agency; however the number of FTEs is secondary to which work activities are selected for future competition.   It is still Forest Service strategy to focus on the “work” and then allow that to identify the numbers.
A Service-wide team of subject matter experts has been established by WO Programs and Legislation to work with the Competitive Sourcing Staff.  Some contractor assistance will also be used.  More information about the Team and study updates will be available to all employees soon. 
2. There was also lots of discussion about how big should the feasibility study be.  The recommendation was to complete the feasibility on the entire communications activity (estimated 700 FTEs).  Then allow the results of the feasibility to determine the selection of work activities to study, determine how to package or bundle the activities and in what sequence to study the activities.   Right now, the Agency does not have that kind of staff work to back-up how the 100 FTEs in communications was selected previously.   In addition, it does not make good business sense to just look at 100 and have to later look at the rest, or maybe even look at the initial 100 again based on the results of the later work.  
Keep in mind that completing the feasibility on the entire communications activity does not mean we have to study (compete) all 700 FTEs.  But we would still be accountable for competing at least 100 of the communications FTEs at a later point.   

3. We would not complete a formal “data call” during the feasibility study.   We will use current inventory and human resources system data to validate the communications activity.  The primary function code is Y515 "Public Affairs Program Activities and Operations".  An approximate 750.6 FTEs are identified in this function code, and the two top series are 1035 and 1001.   In addition to the 1000 series, others included are 090; 301; 304; 326; 303; 462; 401.  Obviously, these do not capture the entire community and once again fragmentation of duties is an issue as it has been in the past.
4. Once the feasibility study is complete, we would need to begin the actual (competition) study within 6 months.    This means when we complete the feasibility in June 05, we would start the formal (competition) study by December 05/January 06.   The period of time between the completion of the study and early fall will be used to share the recommendations and engage the stakeholder audiences.  This will contribute to the comment and feedback work and preparation for the September NLT meeting.   The NLT will serve as a consulting opportunity for the National Executive Team (ELT) and Chief’s decision.   
5. A communications plan is being developed and will be shared with all employees under separate letter.
6. A civil rights impact analysis will be developed as part of the feasibility study.  
7. We will obtain a sample feasibility study and add it to the Competitive Sourcing website for general information and reference.  
Next Steps (Longer Term):  We are getting several other items in place that will provide more overall strategy and structure to how we proceed in the future.   I appreciate the feedback from several AMC members, some line officers, and some WO and Field program managers.   I recognize it has been a missed opportunity that much of the competitive sourcing material has not been available in a timelier manner to facilitate your engagement.  We are working to change that and here are a few items we are working to have available in the near future:
1. Green Plan Update:  As mentioned earlier, the Green Plan spans a 5-year period of time and is updated annually.   Ideally this would be completed by August 1 of each year.  It is forwarded to the Department for inclusion in the Departmental plan and then forwarded to OMB for final approval.  Given that timeframe, it is reasonable to expect the Forest Service update to be completed, well vetted (AMC, IREMCG, NLT), and available for ELT/Chief approval by June of each year.

A draft will be available for review the week of May 16 and we will create some virtual/electronic opportunities to discuss and integrate feedback.  This update will provide more specificity to commitments in the current Plan (2006-2008) and identify new/additional activities and FTEs for study in future years (2008 and beyond).  This will be preparatory work for the June NLT meeting where an update of the Green Plan is a proposed agenda item.  At that point, we will proceed as outlined in the paragraph above.  

2. Future Feasibility Studies:  Feasibility studies are a requirement now per USDA direction issued on May 11, 2004.  This direction should be an available resource on the Competitive Sourcing website for further review.
A second feasibility effort will need to be initiated late summer/early fall 2005 in order to prepare for the commitments identified in the current plan for FY 2006, and possibly beyond.  It is possible to complete feasibility studies for more than one activity and may be worth the Agency’s consideration in order to create some “shelf product”.  This would have been the recommended approach if more time had been available.   
This discussion will be facilitated by a proposed list of activities for Agency consideration.  This process would become the framework for a long-range Green Plan, and as activities are approved, they will be included in the update of the Green Plan discussed in #1 above.  

3. Common Definitions in Fire Programs:   The Forest Service and DOI would like to have commons definitions for work accomplished by the land management agencies/bureaus.  This is of particular interest in the fire community.  This issue has been mostly highlighted by differences in Forest Service and DOI fair act inventories.  It is also why the Forest Service 2004 inventory was not approved and we were directed to return to 2003 numbers.  Although there has been conflicting direction from OMB about how closely Forest Service and DOI should be working on common definitions, the fire community believes it is of value and is interested in pursuing additional OMB consideration.   OMB shared at a January 14, 2005, meeting that they were willing to discuss this issue more in order to bring closure on direction and future inventories.   USDA is of the opinion this dialogue must take place and be resolved prior to the update of the annual green plan being approved and we are working closely with Fire Management (FS and DOI) to complete the necessary staff work, get it cleared, and get on OMB’s calendar for this/these discussions.  
4. Position Fragmentation:   We also received direction from OMB about the fragmentation of duties in Forest Service positions.   This issue has been highlighted by the fair act inventories, however in looking at other organizations, the number of positions descriptions and the amount of fragmentation across the board; it validated OMB’s opinion that the Forest does not have an organization management/position management strategy and process in place.  Their perspective is any duty being carried out as little as 5% or 10% of the time in multiple locations (organizationally and/or geographically), can not be being accomplished in an effective or efficient manner and that fragmentation of duties is contributing to our inefficiencies and high costs.  Their direction is that fragmentation of duties should not be less than 25%.   
I am not proposing that there are not exceptions.  There always are.   What I want to leave you with is two things: 1) the expectation is that we will invest in the appropriate staff work to determine what is the right amount of time necessary in order to do work effectively and in a cost efficient manner; and, 2) where we have completed that work and find the percentage should be smaller, we are prepared to articulate those results and how they contribute to a better output or outcome.  This will in turn result in a more consistent and creditable inventory.   

The HR BPR proposed that the status of work or positions (inherently governmental or commercial) would be determined during the position classification process.   This would facilitate standard reporting, global changes as new direction is received, and statistical review for compliance and/or accuracy in an automated environment.  This would also eliminate the current data call impacts on field and program units.  The HR BPR business policy and processes teams are working to integrate this direction as the new human resources information system is designed.   This too will need to be included and addressed in the update of the Green Plan.  A project update and performance accomplishment will be provided at the summer AMC, IREMCG, FSPC, and NLT meetings.
5. Joint Studies with DOI:  We are currently working on a draft charter with DOI and USDA.   The first meeting will take place the week of May 16 and I would hope to facilitate a final charter for DOI, USDA, Forest Service, and the 5 land management bureaus in DOI signature soon after.   From there we will appoint a small group to identify activities for joint study in the future.   DOI is very interested in joint studies for fire management and engineering programs and I see the approved Green Plans (FS and DOI) as a place to begin those discussions.   More on this as it progresses.
6. USDA Green Plan:  We have requested a copy of USDA’s Green Plan but have been unsuccessful to date.  There is OMB and Departmental concern that agencies will start to focus on what others are or are not doing versus looking internally at ways to address efficiencies.  As such, the Department will not share the Plan until further notice.  When more insight as to what other USDA agencies are planning is available, we will share through the website resources.  

7. DOI Green Plan:  We do have access to DOI’s Green Plan.  It may be accessed through their website however; we will add it to our site as well for convenience.  
Key Points:  

· Competitive sourcing is a proven tool that will help us improve our organizational efficiency.  The goals and objectives of the Forest Service efforts have not changed:

· Increase the cost effectiveness of Forest Service work 

· Position the Forest Service to effectively compete to do the work 

· Treat Forest Service employees with sensitivity when organizational changes are implemented 

· Avoid unintended consequences from complex processes employed on the way to improved cost effectiveness 

· We’re committed to communicating with all employees as activities move forward.  The frequency and nature of the communication will be based on decision points, milestones and significant developments.  

· We will continue to work in partnership to ensure labor management concerns are addressed.  

· Even if we didn’t have the President’s Management Agenda, we would still have a responsibility to perform at peak efficiency.   That responsibility extends from taxpayers who entrust us to use tax dollars wisely to manage the land we protect.  In this new environment, we are being held accountable for how we use taxpayer funding and for the work we do.  We will be held accountable either from within or from without.  It’s better when we hold ourselves accountable.
A Competitive Sourcing Program update is a proposed agenda item for the upcoming AMC (6/05), IREMCG (5/05), and NLT (6/05) meetings.  
Questions or clarifications may be directed to Jacqueline Myers at jmyers01@fs.fed.us   The Competitive Sourcing website is an additional resource:  at: http://fsweb.wo.fs.fed.us/pma/main/index.htm  
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