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Section D: The Streamlined Competition

D.2. The Management Study
When an agency conducts a Streamlined A-76 competition, it may create a “More Efficient Organization” (a term not defined in the circular) or a Most Efficient Organization (MEO).
  The outcome of a Streamlined Study arises from a simplified cost competition process.
Agencies must complete Streamlined Competitions in 90 days (or 135 days with an MEO).  Unlike a Standard Competition (See Sections B and C for additional information), a Streamlined Study does not require a formal solicitation to make performance decision.  The decision arises from comparing the independently developed Agency Cost Estimate (for the in-house organization) and Private Sector Cost Estimate (for private sector organizations) for the work defined in the Requirements Document (RD).  The lower of the two, with a ten percent conversion advantage for the incumbent, will perform the work under study.  The result is to retain the Government as the Service Provider or to contract with a private sector firm to perform the work.  If the decision favors the private sector, the Contracting Officer issues a solicitation and awards a contract to the private sector firm selected by a standard acquisition process.  
When an MEO will be required in a Streamlined Competition, the Most Efficient Organization (MEO) Team prepares a Management Study (referred to as management analyses in the Circular) during the “MEO Phase.”  The Circular does not require an Agency Tender, Quality Control Plan, or Phase-In Plan in a Streamlined Competition.  However, the latter two documents will be useful during implementation and performance, if the in-house organization wins the competition.  The Management Study analyzes the organizational structure and staffing needed to perform the work.  The term “MEO” specifically refers to the organization designated to perform the work requirements stated in the RD if the in-house organization wins.  It is the agency’s staffing plan.
The intended audience for this section of the policy guidebook includes MEO Team members and other personnel who are engaged in developing a Management Study and MEO.  Note:  If you are a member of an MEO Team, firewall limitations apply to your discussions of MEO-related matters with outside personnel.  (See Section B for details on the firewall restrictions.)  The Circular and the Federal Acquisition Regulation prohibit members of the MEO Team from discussing MEO related matters with non-committee members, especially members of the RD Team.  Fraternization or the appearance of sharing confidential information can compromise the process and result in a direct award to a private sector offeror, or cancellation and re-announcement of the study.  Please keep this in mind when asking questions that may arise about your specific study while you are reading the section.  
D.2.1 Policy

D.2.1.1 OMB Policy
The following are excerpts from OMB Circular A-76 (revised) that are associated with Management Study and the MEO Team.  If you are unfamiliar with the terms used in this Section, please refer to Section A, Competitive Sourcing Overview, and to the rest of this chapter, which covers the requirements in more detail.
Attachment B, Section A.8.  Competition Officials.  Appoint competition officials.  The CSO shall appoint competition officials for each standard competition, and, as appropriate, may appoint competition officials for streamlined competitions.  The CSO shall appoint all competition officials, in writing, and shall hold these competition officials accountable for the timely and proper conduct of streamlined or standard competitions through the use of annual performance evaluations.

Attachment B, Section A.8.a.  Agency Tender Official (ATO).  The ATO shall (1) be an inherently governmental agency official with decision-making authority; (2) comply with this circular; (3) be independent of the contracting officer (CO), source selection authority (SSA), source selection evaluation board (SSEB), and performance work statement (PWS) team; (4) develop, certify, and represent the agency tender; (5) designate the most efficient organization (MEO) team after public announcement of the standard competition; (6) provide the necessary resources and training to prepare a competitive agency tender; and (7) be a directly interested party. An agency shall ensure that the ATO has access to available resources (e.g., skilled manpower, funding) necessary to develop a competitive agency tender.

Attachment B, Section A.8.b. Contracting Officer (CO).  The CO shall (1) be an inherently governmental agency official; (2) comply with both the FAR and this circular; (3) be independent of the ATO, human resource advisor (HRA), and MEO team; and (4) be a member of the PWS team.

Attachment B, Section A.8.d.  Human Resource Advisor (HRA).  The HRA shall (1) be an inherently governmental agency official and a human resource expert; (2) comply with this circular; (3) be independent of the CO, SSA, PWS team, and SSEB; (4) participate on the MEO team; and (5) be responsible for the following:

Attachment B, Section A.8.d.(1) Employee and Labor-Relations Requirements.  The HRA shall, at a minimum, perform the following (a) interface with directly affected employees (and their representatives) from the date of public announcement until full implementation of the performance decision; (b) identify adversely affected employees; (c) accomplish employee placement entitlements in accordance with 5 C.F.R. Part 351 (reduction-in-force procedures); (d) provide post-employment restrictions to employees; (e) determine agency priority considerations for vacant positions and establish a reemployment priority list(s) in accordance with 5 C.F.R. Part 330; and (f) provide the CO with a list of the agency’s adversely affected employees, as required by this attachment and FAR 7.305(c) regarding the right of first refusal for a private sector performance decision.

Attachment B, Section A.8.d.(2) MEO Team Requirements.  The HRA shall assist the ATO and MEO team in developing the agency tender.  During development of the agency tender, the HRA shall be responsible for (a) scheduling sufficient time in competition milestones to accomplish potential human resource actions in accordance with 5 C.F.R. Part 351; (b) advising the ATO and MEO team on position classification restrictions; (c) classifying position descriptions, including exemptions based on the Fair Labor Standards Act (d) performing labor market analysis to determine the availability of sufficient labor to staff the MEO and implement the phase-in plan; (e) assisting in the development of the agency cost estimate by providing annual salaries, wages, night differentials, and premium pay; (f) assisting in the development of the timing for the phase-in plan based on MEO requirements; and (g) developing an employee transition plan for the incumbent agency organization early in the standard competition process.

Attachment B, Section A.8.e.  Source Selection Authority (SSA).  The SSA shall (1) be an inherently governmental agency official appointed in accordance with FAR Part 15.303; (2) comply with both the FAR and this circular when performing a streamlined and standard competition; and (3) be independent of the ATO, HRA, and MEO team.  The SSA shall not appoint an SSEB until after public announcement. 

Attachment B, Section C. STREAMLINED COMPETITION PROCEDURES.
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Attachment B, Section C.1.  Streamlined Competition Form (SLCF).  After public announcement, an agency shall calculate, compare, and certify costs based upon the scope and requirements of the activity to determine and document a cost-effective performance decision by completing the SLCF as follows:

Attachment B, Section C.1.a.  Cost of Agency Performance.  An agency shall calculate and certify the cost of performing the activity with government personnel in accordance with Attachment C for a minimum of three performance periods by completing SLCF Lines 1, 2, 3 (limited to awarded contracts supporting agency performance of the activity), 4, and 6.  An agency may base the agency cost estimate on the incumbent activity; however, an agency is encouraged develop a more efficient organization, which may be an MEO.  [See OMB Memorandum M-06-13 (April 24, 2006) when applying this provision.]

Attachment B, Section C.1.b. Cost of Private Sector/Public Reimbursable Performance.  An agency shall determine an estimated contract price for performing the activity with a private sector source, using documented market research or soliciting cost proposals in accordance with the FAR.  An agency may also determine an estimated cost for performing the activity with a public reimbursable source by calculating (or requesting that a public reimbursable source calculate) SLCF Lines 1a, 2a, 3a (limited to awarded contracts), 4a, and 6a.  An agency shall enter and certify an estimated contract price or public reimbursable cost on SLCF Line 7 in accordance with Attachment C for a minimum of three performance periods.

Attachment B, Section C.1.c. Adjusted Cost Estimate.  An agency shall calculate and certify the adjusted costs for SLCF Lines 8, 12, 13, and 17 to determine and certify a cost effective source as reflected on SLCF Line 18 in accordance with Attachment C.  An agency shall not calculate any other SLCF lines for a streamlined competition.  [See OMB Memorandum M-06-13 (April 24, 2006) when applying this provision.]

Attachment B, Section C.1.d. Cost Estimate Firewalls.  An agency shall ensure that the individual(s) preparing the agency cost estimate and the individual(s) preparing the private sector/public reimbursable cost estimate shall be different, and shall not share information concerning their respective estimates.

Attachment B, Section C.2.  Time Limit.  A streamlined competition shall not exceed 90 calendar days from public announcement (start date) to performance decision (end date) unless the CSO grants a time limit waiver.  Before the public announcement of each streamlined competition, the CSO may grant a time limit waiver, in writing, allowing a specific streamlined competition to exceed the 90 day time limit by no more than 45 calendar days, for a maximum of 135 calendar days from public announcement (start date) to performance decision (end date).  The CSO may only grant a time limit waiver if the CSO expects the agency to create an MEO or issue a solicitation for private sector offers.  If an agency cannot complete an announced streamlined competition within the time limit, the agency shall either convert the streamlined competition to a standard competition or request an additional extension of time from OMB using the deviation procedure in paragraph 5.c. of this circular.

Attachment B, Section C.3.  Performance Decision in a Streamlined Competition.

Attachment B, Section C.3.a.  SLCF Certifications.  An agency shall make three certifications on the SLCF in accordance with Attachment C to determine a performance decision.  A different individual shall make each of these certifications.

Attachment B, Section C.3.b. SLCF Review.  Consistent with procurement integrity, ethics, and standards of conduct rules, including the restrictions of 18 U.S.C. § 208, agencies shall allow incumbent service providers to review the SLCF prior to the public announcement of a performance decision.

Attachment B, Section C.3.c. Public Announcement.  The agency shall make a formal public announcement (at the local level and via FedBizOpps.gov) of the performance decision.  The SLCF shall be made available to the public, upon request.  If the agency cost estimate includes any support contracts, the agency shall not release proprietary information contained in these contracts.

Attachment B, Section C.3.d. Implementing the Streamlined Performance Decision.  An agency shall implement the performance decision resulting from a streamlined competition as follows:

Attachment B, Section C.3.d.(1) Private Sector or Public Reimbursable Performance Decision.  The CO may issue a solicitation to determine a private sector or public reimbursable service provider.  For a private sector performance decision, the CO shall award a contract in accordance with the FAR and shall implement FAR 7.305(c), the right of first refusal.  For a public reimbursable performance decision, the CO shall execute a fee-for-service agreement with the public reimbursable source.

Attachment B, Section C.3.d.(2) Agency Performance Decision.  The CO shall execute a letter of obligation with an official responsible for performing the commercial activity.

D.2.1.2 NIH Policy

The following are additional policies for development of a Management Study, MEO, and the MEO Team’s practice in a Streamlined Competition, set by NIH in order to implement the Circular in the NIH environment.
NIH appoints the following competition officials for Streamlined Competitions:

· Agency Tender Official

· Human Resources Advisor

· Contracting Officer Source Selection Authority

· Certifying Official (not mentioned in the Circular, this individual certifies the Private Sector Cost Estimates for NIH Streamlined Competitions)
NIH appoints the following Teams for Streamlined Competitions:

· Requirements Document Team

· MEO Team

D.2.2 Roles and Responsibilities

The roles and responsibilities associated with the Management Study are as follows:

· Commercial Activities Steering Committee (CASC): The CASC is responsible for recommending the decision regarding the functions to be competed and coordinating selection of the competition officials.  CASC members are not normally members of the MEO Team.
· Commercial Activities Review Team (CART): The CART implements policy and study decisions for the NIH A-76 program, and tracks the progress of all studies.  A CART representative provides assistance and guidance to the MEO Team and attends some or all MEO Team meetings.  The CART representative is also the point of contact for communication with the CASC.
· Contracting Officer (CO):  The CO is the agent of the Government with the authority to enter into, administer, and terminate contracts and make related determinations and findings.  The CO is the only individual who can enter into a contract or modification agreement binding on the Government.  The CO is the individual responsible for monitoring the contractual side of the competition, which includes developing and issuing the requirements document and the Private Sector Cost Estimate.  The MEO Team directs all questions regarding the RD to the Contracting Officer.
· Agency Tender Official (ATO): The ATO is the inherently governmental Federal employee responsible for developing and certifying the MEO and Agency Cost Estimate.  This position has the ultimate responsibility that the documents submitted fully comply with all A-76 regulations, organization regulations, and human resource regulations and policies.  The ATO may lead the MEO Team in its development of the Management Study and the Agency Cost Estimate.  The ATO must also build an MEO Team to support the development of the Agency Cost Estimate.  The ATO ensures that the MEO Team has the resources to complete the study and to complete the Agency Cost Estimate.  Later sections of this document provide more information regarding the roles and responsibilities of the MEO Team 
· Human Resource Advisor (HRA): The HRA is the human resource expert who supports the MEO Team in the development of all of its documents.  The person who fills this role must be an inherently governmental agency official and a human resource expert.  The person may come directly from the organization under study or from the larger division or department.  The role is to ensure that all human resource requirements, Federal and specific to the organization, are complied with.  The HRA also resolves human resources issues as they arise in the development of an MEO and as they apply to directly affected staff.
· MEO Team Members: Each organization that undertakes a competition forms an MEO Team to develop the Management Study and Agency Cost Estimate.  The ATO will choose the MEO Team members and designate a team leader.
D.2.3 Procedures
D.2.3.1 MEO Team

The MEO Team represents the in-house organization in the A-76 competitive sourcing process.  Members are typically employees from inside and outside the immediate functional areas under study.  If possible, members should be selected that have A-76 knowledge and experience in management analysis, staffing, position classification, work measurement, industrial engineering, cost analysis, contracting, legal, and the technical aspects of the functional areas under competition.  The MEO Team’s purpose is to gather and analyze information; make informed decisions; and, produce documents that are part of the competitive sourcing process, including a Management Study and Agency Cost Estimate.  The MEO Team may use other resources, such as outside consultants or staff from other divisions, teams, or agencies to fulfill their mission. 

The size and function under study determine the size and composition of the MEO Team.  If multiple Institutes and Centers (ICs) or divisions are under study, the MEO Team may need to be larger to reflect the diversity of operations, missions, and locations.  In all cases, the size of the MEO Team should be manageable and reasonable since the team will need to make many timely decisions.  Depending on the complexity of the function and the number of ICs involved, here are some typical team sizes:

	Study Size
	Recommended Number of Team Members

	Small
	4 to 6

	Medium
	7 to 11

	Large
	9 to 14


Directly affected employees may be members of the MEO Team.  All MEO Team members are subject to firewall restrictions.  They may not discuss their work or decisions with individuals outside the team due to the confidentiality rules.  In a Streamlined Competition, MEO Team members do not lose their right of first refusal since they are not participating in a formal acquisition.  (See Section A.2.2 for more information regarding the Right of First Refusal.)  
D.2.3.2 Orientation of Successful MEO Teams

The approach and orientation to the entire competitive sourcing process, and specifically the MEO Team’s assignment to develop a specific new organization in response to the RD, requires discussion.  Certain orientations and approaches have proven more successful than others have.  Below is a brief list of characteristics of successful NIH MEO Teams.  

· Commitment to the Purpose of the Team: Team members volunteer for or are assigned to the MEO Team for a variety of reasons.  Regardless of the reason, a commitment to actively learning about the organization with an open mind is essential to producing the best quality documents for the process.  It is equally important that MEO Team members be committed to finding the best MEO possible, rather than trying to “game” the system.

· Commitment of Time: Each member must make a commitment of time to perform his or her respective role in the Team.  There will periods of intense work, periods of document review, and the need to deliberate over important decisions.  Time commitments may vary somewhat, depending on the specific assignments of the MEO Team members.  However, all MEO Team members should be prepared to meet at least once per week (more frequently during times of intense work), with preparation and document review time in addition to the meeting times.
· Commitment to Change: It is vital to support the purpose of competitive sourcing.  The goal is to serve as a catalyst for change; change aimed at efficiency and effectiveness of an organization under study.  It is vital that members be open-minded toward new ideas and changes.  This includes putting aside internal politics for the sake of evaluating the options for a new organization fairly and completely.  Change may include decisions that affect individuals in the organization, individuals who may be colleagues, subordinate staff, or peers.  A commitment to change means that the MEO Team must address difficult decisions honestly, despite discomfort with potential outcomes.
D.2.3.3 MEO Team Training

For the MEO Team to be effective, knowledgeable, and capable of making informed decisions, it is useful for Team training to include the following subjects: 
· Roles and responsibilities in the process

· Components of an A-76 Competition 

· Development of the Management Study

· Development of the Agency Cost Estimates

· Firewalls
D.2.3.4 MEO Team Documents

Other chapters of the guidebook explain each of these documents in detail.  Below is a list with a brief description of the document to illustrate the extent of the MEO Team’s responsibilities.  Each of the documents is typically prepared with involvement of the MEO Team’s support consultant.

· Develop the Management Study, including the MEO: The Management Study and MEO is an internal team document that the MEO Team develops to document the current operations and practices; recommend organizational improvements; and, recommend new organizational structures and staffing.  (Covered in this section.)
· Develop the Agency Cost Estimate:  This is the cost estimate of the entire in-house bid.  Frequently, the MEO Team only needs to supply cost information to the team’s consultants to develop the complex elements of the Agency Cost Estimate using COMPARE software.  The Agency Cost Estimate is the Government’s cost document.  (See Section D.3, Agency Cost Estimate, for more details.) 

· Develop a Continuing Government Activity: Some MEO Teams, though not all, may develop the continuing government activity, formally called the residual organization.  The continuing government activity includes the positions and responsibilities that will exist whether the MEO wins or loses the competition.  The MEO Team may also document how the MEO will interact with the continuing government activity, if the MEO wins.  Typically, the development of the continuing government activity is included in the Management Study.  (Covered in this section.)
· Prepare Descriptions and Classify Positions: The Human Resources Advisor (HRA) will play the central role in modifying existing position descriptions or developing new position descriptions for the MEO.  The MEO Team must review these documents and make certain that the planned positions will meet all of the needs of the MEO.  The HRA must certify that the position descriptions can perform the work described in the RD.  The position descriptions will support hiring for the MEO’s new positions.  (Covered in standard human resources reference materials.)
D.2.3.5 MEO Team Tasks and Duties

The MEO Team performs certain tasks and duties to produce the required documents.  These are duties that extend to all of the documents and decisions of the team.  

· Diligently review all information developed by various MEO Team members and the outside consultant.  Members of the team or outside consultants often provide significant document preparation support.  Consultants may develop staffing models, improvement ideas, and other interim documents to facilitate the decision making of the MEO Team.  This is in addition to the formal Management Study and the Agency Cost Estimate   The MEO Team has to evaluate and ensure the accuracy and completeness of all of the documents produced in the study.  
· Determine the structure, purpose, positions, and staffing of a new organization.  With the Management Study, the MEO Team makes a series of important statements that have long-term implications for the function under study and the larger organizations that interact with the function.  The MEO Team articulates its rationale in the Management Study, and then publicly states the proposed outcomes of its rationale in the Agency Cost Estimate.  All of the tasks and duties of the team focus on determining the future direction of the organization(s) under study, the proper number, and types of positions, the lines of authority, and the practices and procedures that will be part of the new organization. 

· Initiate analyses to gain a fuller and alternative view of the organization.  The MEO Team needs to view all of the data and information related to the organization under study.  Alternative approaches to view skills, productivity, workload, and assignments are necessary to prepare for the Management Study.
In short, the diagram below shows the flow of tasks and document generation and submission.
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D.2.3.6 Developing an MEO Timeline 

In order to meet the short time frames for creating the Management Study and Agency Cost Estimate, the MEO Team must develop comprehensive planning documents.  The timeline should include key tasks, dates, and responsibility data at a minimum.  The timeline should estimate the release dates for the RD and the solicitation since these products directly affect all aspects of the timeline.  Exhibit D.2-1 shows a detailed MEO Team timeline

One MEO Team member or support consultant should track and update the timeline as needed, and at least monthly, and distribute updates to all team members.

D.2.3.7 Initial Data Gathering 
To meet its responsibilities successfully and completely, the MEO Team must gather a wide variety of data and information prior to starting analyses, making decisions and producing documents.  Below is a list of important data, why it is important, and where the MEO Team will use it in the MEO development process.  This table summarizes the data and information that is useful for the development of the management plan:
listing of Data requests 

	Type of Information
	Purpose(s)

	Mission and Function Statements
	Informs MEO Team members and consultants of the breadth and variety of requirements included in the study.

Useful to compare to the RD tasks and functions to understand how the mission may have changed in the organization

	Organization Chart(s)
	Supports initial analysis and development of the Management Study  
Shows the current organizational structure and lines of management authority in visual form and provides context for the construction of the MEO.

	Personnel Rosters
	Provides a complete list of all positions and vacancies in the organization, including those under study and those not under study.

Should contain position titles, grades, locations, and other relevant information.  
Explains the current organization and supports explanation of contrast with the new organization.

Assists in developing interview plans for the MEO Team. 

	Position Descriptions
	Provides information about current activities and responsibilities of positions under study.

Provides information assisting MEO Team in rewriting positions descriptions if they change in the MEO.  

	Historical Workload
	If available, gives the Team information about scale, priorities, and potential resource deployment when the MEO is developed.

	Anticipated Future Workload Changes
	Understanding future demands is vital when building the MEO, since the MEO is a forward-looking document.  Understanding known changes to demand and services facilitates building a better organization and preparing a better MEO.

	Special Activities, Services, or Customers
	Assists the MEO Team with MEO development elements unique to the function under study.  

	Sample Management Information System Reports
	Indicates what reports are used by current management, what data is meaningful, and what data is available for further analysis.

	Relevant Pamphlets, Directives, and Regulations
	Includes Institute-specific requirements and regulations along with larger HHS and NIH regulations.

Provides insights on functional requirements.

	Existing Productivity Measures and/or Time Standards
	Information regarding the productivity of the current organization is a useful starting point for further exploration of productivity issues.  

	Proposed Inherently Governmental Functions
	Provides the MEO Team with an understanding of how senior management categorizes functions and tasks and how the tasks and functions may appear in the RD.  The existing FAIR act inventory is a reasonable starting point for discussions, but is not a fully definitive source, as it categorizes broad fractions of FTE rather than specific task.

	Internal Cost Data Sources and Points of Contact
	Since the Agency Cost Estimate must include all MEO costs and provide documentation regarding these costs, building from existing cost information is a prerequisite.   
Since this data may not be readily available, it is important to determine points of contact to begin the data gathering steps early in the study.  

	Current Operating Procedures
	Provides information about current organization’s procedures valuable to understand before making recommendations to change operations   

	Existing or Planned Performance Standards
	Provides a context for understanding the performance expectations in the organization.  If the standards are measured, the information provides a snapshot on organizational performance.  

	Union Agreements
	Important information to obtain includes agreements that limit the activities of staff under study.  This will affect the development of the MEO.

	Previous Organizational Studies
	Provides useful information and helps the MEO Team focus on current and known issues.

	Problem Areas Already Identified by In-House Personnel
	Any feedback mechanisms that generate employee comments or ideas are a useful starting point in determining what aspects of the organization need further review.

	Current Service Center Agreements
	Provides information regarding services and support provided to other ICs.  If any of the function under study includes work covered by a service center agreement, these documents may provide additional information regarding specific requirements.


D.2.3.8 Management Study’s Relationship to Other A-76 Documents

Within the Management Study, the MEO must meet the demands of other A-76 documents.  The staffing and organizational structure proposed in the MEO must be capable of accomplishing all the task requirements defined in the RD.  The MEO must be capable of performing at the level of quality defined in the performance standards, often summarized in the Performance Requirements Summary (PRS).  The PRS contains the quality and timeliness standards that are associated with the tasks in the RD.

Most importantly, the MEO is the basis for the Government’s Offer (Agency Cost Estimate).

D.2.3.9  Purpose and Format of the Management Study

The Management Study is a written document generated by the MEO Team and has a number of purposes:

· Serves as the analytical basis for the development of the Agency Cost Estimate, 
· Examines and documents the current practices of the organization under study, and
· Builds the most efficient possible future organization from the current organization, process improvements, and analysis of the requirements in the RD.

The Management Study should present a complete picture of the current organization, an assessment of its strengths and weaknesses, recommendations to transition from current organization to a new one, and the supporting rationale, analyses, and justifications for making changes.  The Management Study for a Streamlined Competition is normally shorter and less thorough than the Management Study for a Standard Competition.  This is due to the shorter time available to complete the study, and the fact that a smaller study often has more limited potential for improvement than a large one.
More detail regarding each section of the Management Study appears later in this chapter.  
Management study format

	Chapter
	Name
	Content

	1
	Introduction
	Provides an overview of the Management Study.

	2
	Current Organization
	Describes current operations, staffing, technology, and management.

	 3
	Analysis and Recommendations of the Most Efficient Organization
	Contains analysis, change recommendations, new ideas, new organizational structures, staffing approaches and models, and more.  

Analysis included serves as justification and documentation leading to organizational change recommendations.

	4
	Contractible Most Efficient Organization
	Contains new organizational structures, new staffing approach, new management lines of authority, and charts to illustrate the new organization.

Includes narrative, charts, and tables showing the progression of the current organization to the MEO.

	5
	Analysis and Recommendations of the Continuing Government Activity (CGA)


	Contains the analysis, recommendations, and rationale behind the new Continuing Government Activity (CGA).  

Discusses factors that influence CGA (all positions and tasks that are not in the MEO, but are related to the management of any competing organization, inherently governmental tasks, and contract management and oversight) organizational structures, policy implications, and the management of the MEO.

	6
	Most Efficient Continuing Government Activity (CGA)
	Contains the structure for the CGA and recommendations for improvements specifically to the CGA either internal to the CGA or required to implement the MEO smoothly.


The Management Study is an internal document that is not part of the Agency Cost Estimate.  However, the Management Study should support the organizational structure presented in the Agency Cost Estimate and should clearly define how the new organization will function, particularly in areas where processes and organization will be different from the current organization.
D.2.3.10 Chapter 1: Introduction to the Study
Chapter 1 is a short introductory chapter.  Its purpose is to explain the scope of the study, the purpose of the study, and the identity of the study’s major participants.  It may contain: 

· Background and history of the organization under study:  Provides context and a brief description of the relevant aspects of the organization
· Timelines:  Provides timetables for completion of the study
· Functions:  Scope of functions and tasks within the study and those functions and tasks specifically excluded.  It may include geographic locations and the location of physical facilities.  
· Management Study Format:  Describes the chapters for this particular study
· Purpose of Management Study:  Describes the purpose of the Management Study
· Methodology:  Describes methods and techniques used in the Management Study
D.2.3.11 Chapter 2: Current Organization

Chapter 2, Current Organization, is a more substantial chapter and includes:

· Authorized organization and operations at the start of the study:  It includes a description and discussion of the place and role of the organization or division under study in the larger organization.  The details are often supplemented with technical exhibits.
· Functions and tasks currently performed in the organization:  Both contractible and non-contractible tasks are described in detail.  The level of description in the chapter is dependent on the nature of the organization under study, the type of tasks, and the available time for the study.  
· Detailed critique and explanation of current staffing:  This section discusses the types of positions under study, their grades, and whether the positions are Federal or contract.  This section will describe the links between specific staff and a specific organization or part of an organization. 
· Current management positions, structure, and lines of authority:  This section maps out which staff are managed by a particular supervisor or led by a team leader.  The supervisor-to-staff ratio and the descriptions of the current management structure are other useful sections in the chapter. 
The most important purpose of the chapter is to explain the current landscape and provide context.  The chapter provides context and useful information for further chapters

Below are sample sections for Chapter 2.  All samples are taken from a past NIH study.
Sample Chapter 2:  Organizational Structures and Functions
	Organizational Structure and Functions 

The Nutrition Department includes into two different sections, Food Services operations and the Clinical Nutrition Services section.  Refer to Attachment 1 for more details.  

The Food Services section is responsible for processing menus and room service orders to the main kitchen via the call center.  The food services staff are responsible for main kitchen operations, delivery and the retrieval of food trays in the different units in the hospital, production of menu items, procurement of food items and non-food items as well as monitoring kitchen inventory and supplies.  

The Clinical Nutrition Services section retains the metabolic kitchen, which is responsible for the preparation of meals for research studies and special diets.  The metabolic kitchen cooks have special training in careful measurement, weighing, and preparation of specific meals for patients in the different research studies that the Clinical Center supports.  


The Current Operations section typically contains a discussion of the current staffing and responsibilities.  Below is a brief example. 
Sample Chapter 2:  Description of current operation 
	Current Staffing and Responsibilities

The RD describes all the work and functions required within the food services organization except those identified as inherently governmental (IG).  Personnel assigned to the current organization are performing the RD functions.  

The public announcement for this study identified 69 federal government employees.  The total amount of FTE identified under the Federal Activities Inventory Reform (FAIR) Act Inventory is 55.243.  

Table 1 below is the current staffing matrix for the NIH food services.  This matrix breaks down the current positions by series and grade and identifies vacant FTE.  3.6 FTE of the positions identified are now vacant.  

The paragraphs that follow Table 1 provide brief descriptions of each position’s major functions and responsibilities.


Chapter 2 will include a detailed staffing matrix, including the title, series, grade, and FTE included in each position.  Normally, the FTE will include the total, the portion included in the study, and the portion excluded from the study.
	Table 1- CURRENT STAFFING MATRIX

CURRENT POSITIONS 

TITLE

SERIES & GRADE

AUTH POS.

EXCLUDED FROM STUDY

Total FTE

Manager

 

 

 

 

Manager

Title 42 CRS

0.096

0.904

1.000

Supervisor

 

 

 

 

Supervisor

WS-7404-07

1.000

 

1.000

Supervisor

WS-7404-07

0.400

 

0.400

 Health Technician/Purchasing

 

 

 

 

Health Technician (Dietetics)

GS-640-08

1.000

 

1.000

Food Service Worker-Leader

 

 

 

 

Food Service Worker-Leader 

WL-7408-04

1.000

 

1.000

Food Service Worker-Leader

WL-7408-04

1.000

 

1.000

Call Center

 

 

 

 

Program Assistant  (Previously Nutrition Database Technician- GS-640-08 Position Title change effective 12/11/2005)

GS-303-8

1.000

 

1.000

Food Service Assistant

GS-1603-05

0.200

 

0.200

Food Service Assistant (VACANT)

GS-1603-05

0.400

 

0.400

Food Service Assistant

GS-1603-07

1.000

 

1.000

Food Service Assistant

GS-1603-05

0.200

 

0.200

Food Service Assistant

GS-1603-05

0.200

 

0.200

Food Service Assistant

GS-1603-05

0.300

 

0.300




The text of the chapter describes each position in enough detail to define the work clearly.
Sample Chapter 2:  Description of Current Positions
	Food Service Assistant (GS-1603-05 to GS-1603-07) 6.300 FTE

This position is located in the Call Center.  The Managers of the Food service section directly supervise the individuals in this position.  The duties include coordinating the diet related orders from admission to discharge on every inpatient and outpatient who receives meals.  The incumbent coordinates the receipt and computer processing of admission/transfer/discharge information, diet changes, and menu selections for service of patient meals and nourishments.  Enters daily data into computer system.  Using written scripts receives phone calls from patients and used computer to perform entry of patient data, and menu selections.  Confirms selections are consistent with diet order and makes modifications with patient if needed.  This involves planning with the patient, collecting data and calculating data.  The precision required by the process requires the use of the department’s computerized nutrition database.  Verifies active diet orders and other patient data using hospital computer system.  Generates reports for distribution using the department’s computerized menu software.  Reports and printouts are distributed to various sections or the department to direct food ordering, production, and assembly functions.  Conducts entry of menus into department’s computerized menu software.  Identifies computer software and hardware malfunctions and takes steps to resolve routine problems.  Provides assistance with tray assembly as needed.  Responds and cooperates with changes in workload.  Actively supports and participates in performance improvement activities, including but not limited to tray assessments, meal rounds, and department committees.  


Other pertinent sections in chapter 2 address key issues associated with organizational structures, workload, staffing, and management authority.  Below are sample sections for illustrative purposes.  The length and depth of the sections will vary greatly based on the specific organization and functions under study.  
Internal and external interfaces are a key analysis element.  Good interfaces – those that are focused, customer-oriented, and results driven – indicate areas of an organization that work well.  Flawed interfaces normally indicate problem areas.

Sample Chapter 2:  Interfaces
	Internal and External Interfaces

There are working relationships currently in place within the Clinical Center Nutrition Department Food Services operations; however, there are also other critical interfaces between the Clinical Center Nutrition Department Food Services operations and other Clinical Center departments.  Constant interactions with hospital unit staff are a daily affair. 

The external interfaces are very important in that the Food Services operations is a customer service based function.  The Clinical Center Nutrition Department Food Services operations strives to provide the best possible service so that patients of the Clinical Center are comfortable and their nutritional needs are accommodated in every manner.  
Etc.


The Current Operations and Procedures section delves into the internal operations of the organization.  Often descriptive rather than analytic, the section forms a basis for analysis, discussion, and recommendations leading to the MEO.

Sample Chapter 2:  current operations and Procedures 

	Current Operations and Procedures

The Food Services function of the NIH Clinical Center Nutrition Department provides meals, nourishments, formulas, tube feedings and supplements to patients who are in an inpatient unit, day hospital, outpatient clinic or other location including, but not limited to, the Blood Bank and Radiation Clinic.  The Food Services operations of the Nutrition Department also provide room service, meal assembly and preparation, maintenance and the stocking of kitchen and food supplies.

The work performed by the Food Services operations is critical to the patients of the NIH, Clinical Center.  The food services organization provides precise preparation of foods for research protocols through its metabolic kitchen as well as its ability accommodate 150 different diet types.  In order to maintain a comfortable environment for patients the Food Services operations also provides room service with a varied menu of breakfast, lunch, and dinner foods which can be served at any time between 6:30am to 6:30pm, seven days a week, 365 days a year.  


The current organizational structure is a key feature of current operations.  A well-designed organization allows for transparent flow of information, directives, and services between the organization, its management, its suppliers, and its customers.

Work schedules and overtime indicate the efficiency of staffing assignments and the match of workload to staff.  The MEO Team will often find efficiencies by investigating areas of overlapping work schedules or high overtime.  
Sample Chapter 2:  Work Schedule and Overtime
	Work Schedule and Overtime

Currently the NIH Clinical Center Nutrition Department, Food Services operations operates from 5:30am to 8pm seven days a week 365 days a year.  The department determines work schedules two weeks in advance.    

Currently, the staff has overlapping shifts that they work.  In order to perform more efficiently with less staff the MEO will be realigning the schedules to make better use of staff time.  With the changes in positions, the MEO will be able to utilize all their staff to their full array of duties and cover all functions in the main kitchen as well as eliminate redundancies.  Breaks and lunches occur in accordance with the current Union contract.  In addition, the amount of productive non-overtime hours allowed per position per day had to be in accordance with the current Union contract (which is currently less than 8 hours/ position/ day).  

When there is a shortage of staff due to unanticipated leave or a problem occurs, the staff are given the option to sign up for overtime.  There were approximately 2,434 hours of overtime used by the Food Services operations last year.  The MEO, due to the proposed staffing, will not account for overtime, as efficiencies identified will allow the Nutrition department, Food Services operations to meet its mission goals without the use of any overtime.


Training needs and gaps can occasionally create inefficient operations.  In the majority of cases where training is adequate for the work, the RD may define training requirements that the MEO Team must take into account in its analyses and planning.
Sample Chapter 2:  Training
	Training

Currently, all staff members have the training and certifications they need in order to perform their work.  With some of the proposed position changes, the MEO will train additional staff in some processes, such as the use of the motorized operating vehicles.  
Staff will continue to attend informal and formal training sessions.  Technical Exhibit 5-001 provides the specific training that staff will continue receive in the MEO.  The MEO will also provide continuous on-the-job training for new and seasoned staff members.  


D.2.3.12 Chapter 3: Analyses and Recommendations of the MEO
Chapter 3, Analysis and Recommendations of the Most Efficient Organization, is a pivotal chapter that articulates the possible changes to the current organizations.  It contains all of the recommendations for the new organization and may contain critiques of recommendations not accepted for the new organization.

The chapter typically contains the following sections:

· Workload data analysis

· Analysis of required staffing

· MEO Team recommendations

· Organizational structure analysis and rationale
· The presentation of multiple analyses (in text and in appendices or technical exhibits) that result in recommendations for changes to the old organizational structure and staffing, or that develop entirely new organizational structures and staffing for the MEO
· Summary of recommendations

The specific analyses that may be used to determine this information are explained in Section C.4.2.  The section below contains typical areas of inquiry and the structure of a written recommendation. 
Some key improvement areas the MEO Team should address are:

improvement AReas to be explored

	Issue
	Areas of Inquiry

	Work not being accomplished (backlog) and the reasons for the backlog.
	Is the backlog planned?  

Is it acceptable to customers and management?

	Performance of unnecessary tasks (non-value added tasks).  
	Is a process in place from a long ago time that is no longer relevant to the organization or its customers?  

Who receives the benefit of the task performed?  

	Duplication of effort (redundant processes).
	Why is there a duplication of effort?  

Does duplication add or detract from value?

	Inefficient work processes and ways to streamline the workflow).
	Where is the delay in a process?  

Where is the breakdown and is it a process issue.

	Work outside mission requirements.
	Does the organization serve many masters with competing demands? 

Does the organization typically perform tangential work to its core mission?

	Layering of supervision and management.
	What is the benefit to having the supervisory structure?  

Is the supervisory structure hindering performance?

	Overstaffing or understaffing specific tasks or functions.
	Is the lack of staff hindering the ability to perform the core mission? 

Is the lack of staffing or skills damaging customer performance?

	Position Grades (imbalance between actual work and series/grades of positions).
	Did grades creep upward when the nature of the work did not change?

Does the work really warrant the grade level?

	Lack of necessary equipment or supplies.
	Would new technology improve processes in a cost-effective manner?

Does the current equipment cause staff to redo work?

	Scope of existing support contracts.
	What services are already successfully performed by contract?  

What contracts perform a distinct or specialized task? 

	Premium Pay and Overtime.
	When is overtime being used?  

Are there alternative scheduling options to limit overtime and/or premium pay?  

Is overtime being used on a regular basis or an as needed basis?


The answers to these lines of inquiry may or may not yield possible improvement ideas.  The MEO Team must ask what potential improvements will have the greatest impact on the overall organization.  Because of time constraints the MEO Team must chose which potential improvements are worth pursuing. 

The functional area (and all of its sub-components) and tasks under study should be closely analyzed for potential for re-engineering of processes.  To achieve this, it is necessary to: 

· Analyze and question what, how and why something is being done

· Develop and propose better methods - including elimination of unnecessary steps in the work processes

· Devise and implement the new work process and methods for the MEO

· Define criteria for success and determine the most effective measures of performance

· Determine whether the MEO improvements identified can be exported to other functional or sub-areas

· Determine staffing based on new processes

Chapter 3 typically includes the following sections.  The MEO Team should include most of them, unless an item does not apply to the function under study.  

The MEO Team should analyze and document changes to the mission and functions of the organization.
Sample Chapter 3:  Analysis of Current Mission and Functions
	Analysis of Current Mission and Functions

The current overall mission, core functions, and organization of the NIH Clinical Center Nutrition Department Food Services operations will remain the same during the performance periods under consideration.  This includes the tasks and duties of the current sections within the Food Services organization.  The Clinical Center Nutrition Department Food Services operations has decreased its staff in recent years, at the same time as an increase of workload due to the implementation of room service and the expansion of the Clinical Center.  Several changes to staffing will increase staffing efficiency while reducing the grade structure and decreasing current FTE.  


Changes to the current organizational structure and staffing may improve staff to supervisor ratios, allow for better services, or realign resources needed to complete critical tasks.  An analysis of the current organizational structure should always appear in the Management Study.
Sample Chapter 3:  Analysis of Current Organizational Structure
	Analysis of Current Organizational Structure

One of the most important aspects of creating an MEO is structuring the new organization for the most efficient and cost-effective performance of work required by the RD.  As a starting point of this development, the MEO Team examined the current strengths and weaknesses of the organization and its structure while identifying any weaknesses that the MEO could eliminate and readily identifiable efficiencies for the Nutrition Department, Food Services operations to utilize.  

In the course of its organizational analysis, the MEO Team identified 3.60 FTE within the Food Services operations that are currently vacant.  These vacant positions are identified as one GS-1603-05 Food Service Assistant, one GS-303-05 Nutrition Service Assistant, two WG-7404-04 Cook Assistants, and a Food Service Worker WG-7408-03 and WG-7408-04.  The Food Services operations have decreased its staff over the last 10 years by 30 percent.  Based upon the current mission and operations of the Food Services operations, the MEO workforce will be able to meet the RD requirements efficiently and effectively without 2.04 of the current 3.60 FTE worth of vacancies.


Sample Chapter 3:  Current Organizational Strengths

	Strengths of Current Organizational Structure

A positive element that the MEO Team noted was the organization’s ability to adapt to an expansion of duties and the increase in customers.  Past process improvements have allowed the organization to perform additional work with fewer staff.  The department reorganizes regularly based on new business processes, changing budgets, and staffing.  The restructuring has allowed the Nutrition Department, Food Services operations to remain within its financial and FTE budget.  This included implementation of a new room service program for patients without FTE increases, which is not typical in the healthcare food service industry.  The organization also added work with the opening of the new wing of the Clinical Center without additional staff.  This was accomplished using continual process improvements and new technology (such as a new computer system that interfaces with the hospitals patient information) and utilizing motorized equipment to deliver trays to the most distant parts of the Clinical Center.  

Government employees with a large amount of institutional knowledge of the Clinical Center and its unique operations occupy all of the positions in Food Service operations.  Longtime staff members provide a sense of solidity and familiarity to patients.


Sample Chapter 3:  Current Organizational Weaknesses

	Weaknesses of the Current Organization Structure

The MEO Team identified several limitations in the Food Services staffing.  Based upon the data collected, the RD, interviews, observations, and a thorough review of the position descriptions, the MEO Team found several overlapping duty areas.  Other areas of concern pertained to the series and grades of the current staff as well as the number of personnel assigned to each area.  Based upon current Office of Personnel Management classification policy and guidance, some of the current positions are not appropriately classified and are over-graded.  To address these weaknesses, the MEO Team has changed position series, changed classifications, and decreased grade levels in the MEO to more closely correspond to the actual tasks and work assignments required in the Food Service operation.  


The Supervisor to Employee ratio should be between 1:10 and 1:15 for most government organizations.  Increased complexity, geographic dispersion, and coordination needs will all require higher levels of supervision.  All Management Studies should consider the supervisory ratio of the studied organization.
Sample Chapter 3:  Supervisor to Employee Ratio
	Supervisor to Employee Ratio

The MEO staffing with 3.723 Supervisors has a ratio of Supervisor to employee at 11.9 to 1.  Currently the ratio of Supervisor to employee is 13.8 to 1.  

Supervisors assist management in the operation of the Food Services operations.  Currently, the Supervisors develop and directly execute performance plans, develops employee schedules and staff assignments, recognizes exceptional performance; recommends disciplinary action.  The Supervisors perform other administrative and personnel duties as well as the tasks stated in the RD.  

The Supervisors do not have specific employees to supervise or a set amount to supervise but share in the process.  Management completes employee performance plans with information from all the Supervisors as well as feedback from customers.  

The Supervisors in the MEO will continue to carry out the duties and tasks that the present organization performs.


sample chapter 3:  analysis of staffing

	ANALYSIS OF STAFFING

A detailed analysis of all workload captured in the RD, as well as non-RD workload
, has been completed by the MEO Team.  The result is the staffing assigned to the MEO.

Workload Data

Workload data are in the table below.  In developing the workload data technical exhibits, the MEO Team used the detailed workload data in the RD.

Analysis of Time Requirements

A cornerstone of the development of the MEO was an examination of how long it takes staff to perform a defined task.  The MEO Team used a variety of methods to determine how long it took staff to perform various tasks using existing processes.  Each method of determining staff time and requirements is described below.


sample chapter 3:  Workload and Staffing Matrix
	RD Par.  #
	Task
	Unit of Measure
	Total
	Task Duration (Min.)
	Total Annual Hours
	Position
	Grade & Series
	Comments

	5.1.1.1
	Meal Service Hours of Operation
	N/A
	N/A
	 
	 
	 
	 
	 

	5.1.1.2
	Internship Support
	N/A
	N/A
	 
	 
	 
	 
	 

	5.1.1.3
	Communication Devices
	# of calls / communications received by current kitchen supervisors
	12595
	5 min. per call
	1049.58
	Supervisor
	WS-7404-05
	 

	5.1.1.4
	Personnel Interfaces
	# of interfaces 
	N/A
	 
	 
	 
	 
	 

	5.1.1.5
	Event Drills
	# of drills
	2
	60
	2
	Manager
	Title 42 CRS and Commissioned Corps
	 

	5.1.1.6
	Computerized Kitchen Monitoring System
	# of alerts
	501
	3 min.
	25.05
	Supervisor 90% and Mgr. 10%
	WS-7404-05                                                        Title 42 CRS and Commissioned Corps
	Supervisor- 90%=22.545 Manager-10%=2.505

	5.1.1.7
	Occurrence Reports 
	# of reports generated/ investigations needed
	180
	15 min.
	45
	Supervisor 
	WS-7404-05
	 

	5.1.1.8
	General Sanitation and Sanitation Standards
	N/A
	N/A
	 
	 
	 
	 
	 


In most Management Studies, it will be necessary to gather information regarding the time it takes to perform the tasks in the RD.  The MEO Team can utilize three types of technical estimates to determine the most accurate and appropriate time required to perform a RD task: survey of staff performing the work, observation of staff performing the RD work, or the use of technical experts to construct technical estimates.  Frequently, combinations of all three methods are used.  Observations and other objective data measures should support all estimates that have a significant (anything more than 10% of the MEO or more than one FTE) effect on the size of the MEO.
sample chapter 3:  Resource requirements – part 1

	Technical Estimates

A central method to determine resource requirements is the gathering of technical estimates from the staff that actually performs the RD-related work.  Technical estimates often provide a good estimate of the time required to perform a task.

The first method used to gather data was to survey the staff performing RD work.  The MEO Team gathered technical estimates from over 50 staff members.  The MEO Team designed and distributed technical estimate worksheets, along with instructions for their completion.  The MEO Team requested that employees under study complete the technical estimate worksheets and return the completed worksheets to the MEO Team.  The MEO Team then compiled the data, reviewed it for completeness, analyzed it for accuracy, and determined whether it was reasonable or not.  


Sample chapter 3:  Resource requirements – Part 2

	The MEO Team created a master database with additional coding to assist in the analysis.  Times provided by staff at each office were reviewed for internal and external validity.  The MEO Team identified, investigated, and excluded (where appropriate) outliers from the calculations of appropriate tasks times.
In order to support the above estimates, the MEO Team also gathered estimated task times through observations.  MEO Team members observed staff at their work locations and recorded the time it took to perform specific RD tasks.  The MEO Team analyzed and merged the data into a database to create another set of technical estimates, which the MEO Team then used to supplement and check the survey-reported technical estimates.

Finally, for some rarely performed tasks, the MEO Team asked NIH experts in the work to provide estimates.  Wherever possible, the MEO Team compared this information to the two other task time development methods to determine the most accurate technical estimate for each task. 
Examination of the RD Workload

As with any MEO, the workload provided in the RD forms the basis for the size and composition of the MEO workforce.  The MEO Team reviewed the RD workload for completeness and accuracy and when instances of disagreement arose, the MEO Team raised them with the Contracting Officer.  Many of the workload issues identified in this manner were subsequently resolved.

The MEO Team assigned each task in the RD an appropriate position and grade for the work and determined the required work hours using the task times described above.  In order to determine the grade level, the MEO Team compared the knowledge required to perform RD tasks to job classification standards.  The MEO Team discussed possible grades for each task and reached an agreement on the most appropriate grade.  The NIH Office of Human Resources classified the position descriptions based on Office of Personnel Management guidelines.  Many tasks are at lower levels than the grades that currently perform them.  This is a common finding in grade analysis; over time, grade increases tend to move beyond the level the work actually requires.  (This is “grade creep.”)
Each RD task became part of the overall staffing level.  In order to determine full staff positions, the MEO Team consolidated these fractional FTEs into full positions.  The technical exhibits show the total required equivalent FTEs for each grade and series.  


The following sections are highly specific to the study itself.  Below is an example of language related to the creation of recommendations and typical sub-sections of improvement ideas.
sample chapter 3:  Developing recommendations 

	THE CREATION OF RECOMMENDATIONS

Thoughtful, knowledgeable, and highly relevant recommendations are generated from many sources during the course of creating a new organization.  The recommendations that the MEO Team has incorporated into this Management Study are a result of multiple avenues of discussion, of thought, of experience, and of direction.  Theses recommendations were drawn from extensive interviews with staff, and the experience of the members of the MEO Team. 

Interviews with Staff

One-to-one and small group interviews with staff were a valuable source of strengths and weaknesses of activities and processes within NIH.  The MEO Team conducted multiple interviews.  The majority of interviews were performed in-person; however some were performed via teleconference.  Interviews took place with staff at XXX, XXX, and XXX.  Interviews typically ran one to one and half hours and included a series of general questions.

MEO Team Experience

The MEO Team consisted of senior management staff, all of which had had previous organizational improvement experience, re-organization experience, or private sector experience.  The Team had a distinct advantage in generating ideas for improvement.  Each member had an in-depth knowledge (NIH program) from varying perspectives, from the view of customers, and small and large organizations.  


The following section is a sample of categories of process improvements and the general structure of improvements.  The Process Improvement section of the chapter includes the following five sub-categories or other sub-categories as appropriate. 
Typical categories include: 

· Organizational Re-Alignment of Tasks, Functions, and Responsibilities Recommendations

· Process, Work Assignment, and Grading Recommendations

· Training and Quality Assurance Recommendations

· Technological Recommendations

· Equipment and Space Recommendations

Each recommendation typically has the following sections:

· Background
· Analysis 

· Recommendation
sample chapter 3:  Changes to Grades
	Grade Structure

Based upon the position descriptions, employee interviews, and management discussions, there are redundancies and an overlap in the position functions of the cook assistants, food service workers, and POS workers.  Office of Personnel Management (OPM) classification standards support eliminating the Cook Assistant and Point of Service positions and replacing all the positions with Food Service Worker WG 3-4 and Cook WG-4 positions.
In addition, … the current position descriptions for the Food Services Assistant, GS-1603-7, and GS-1603-8 can be combined.  The complexity of the duties best supports a Food Services Leader at the GS-7 level.  The MEO therefore abolishes the Food Services Assistant, GS-1603-8 position.  The MEO Team also downgraded the GS-8 Health Technician (Dietetics) position to a GS-5, as the complexity of assignments is more appropriate to a lower grade level (based on OPM classification standards).  
The MEO Team reviewed the current Cook, WG-7404-4, WG-6, and WG-8 positions and determined that the WG-8 work did not meet the criteria established by the Cook classification standards to support a WG-7404-8, but instead supported a WG-7404-6.  Therefore, the MEO includes WG-7404-4 and WG-7404-6 positions.  Due to the elimination of WG-7404-8 cooks, the highest level of work supervised was at the full performance level of WG-7404-6, which affected the current classification of the position.  The current position of Cook Supervisor, WS-7404-8, is now supported at the WS-7404-5 level.


In some cases, both a position’s series may be inaccurate, rather than the grade.  In this case, the discussion will be somewhat more involved, but follows essentially the same lines.

sample chapter 3:  Changes to Grades
	Series Classification

The Office of Personnel Management (OPM) uses the Position-Classification Standards to describe series and grade information.  The MEO Team, with support and guidance from the Human Resources Advisor (HRA), analyzed each draft of the MEO Position descriptions and tasks stated within the RD and assigned the positions to the correct series and grade to perform the work. 

Based on OPM classification standards, the MEO Team reclassified the GS-1603 (Food Service Assistant) positions to GS-640 Health Technicians.  The Health Technician series covers positions performing nonprofessional work of a technical, specialized, or support nature in the field of health or medicine when the work is of such generalized, specialized, or miscellaneous nature that there is no other more appropriate series.  This series more accurately reflects the work required to support dietitians to ensure that patients receive the correct nutrient levels for their therapeutic or modified diets.


D.2.3.13 Chapter 4: Contractible Most Efficient Organization

Chapter 4, Contractible Most Efficient Organization, is a data and position-oriented chapter, which provides the analytical and quantitative documentation for the movement of the current organization to the new organization, the MEO.  Typically, the narrative will explain a broad array of charts and tables that make the case for the organizational change.  This includes sections on:
· The baseline organization, to provide context for other sections

· Proposed new organization

· Staffing analysis of the realigned organizational elements, teams, divisions, etc.

· Concept of Operations, or how the tasks and functions will be assigned and the mechanics of the organization

· The linking of functions and tasks to the new organization and its proposed staff
· Crosswalk (i.e., listing of old positions and how or whether they map to the new organization) from the current organization to the new organization
· Tables of new positions, summaries, informational notes, etc.

· Tables on premium pay and overtime for each position

The following chapter elements show a typical layout and sample language for Chapter 4.
sample chapter 4:  methodology

	MEO Development Concept

The development of the MEO involves the incorporation of a variety of concepts to create an organization that NIH Clinical Center Nutrition Department accepts as consistent with NIH’s mission and strategic goals and yet remains competitive for the A-76 cost comparison process.  Basic concepts employed by the MEO Team included:

•
Eliminate Team Leaders.

•
Eliminate overtime hours.

•
Match staffing (series, grades, and numbers) to the complexity and volume of work.

•
Eliminate unneeded or redundant processes.

•
Adopt a contractor’s cost perspective as appropriate.

The MEO Team realizes that Government and private sector organizations operate differently and that there are differences in the risk associated with developing a proposal in the A-76 environment.  With this in mind, the MEO Team has developed an MEO which is practical, feasible, and performs the required work in accordance with applicable NIH directives utilizing sound management practices while attempting to balance the competitiveness of the organization and the risk inherent in that process.


sample chapter 4:  General Findings
	General Findings

Based on the analysis and observations, the general findings of this study that affect the development of the MEO are:

•
The Clinical Center Nutrition Department has 3.60 FTE that were vacant but was still performing mission work to the quantity and quality required by the RD (in part by overtime hours). 

•
The Clinical Center Nutrition Department currently has three Food Service Worker-Leader positions.  These will become Food Service Worker positions. 

•
The Clinical Center Nutrition Department currently has six Cooks and three Metabolic Cooks that will become nine Cook positions cross-trained to cover both the Main Kitchen and the Metabolic Kitchen.

•
The 7.3 FTE (five full-time positions and five part-time positions) in the Clinical Center Nutrition Department Call Center will drop to 6.1 FTE based on schedule re-alignment.

•
The Clinical Center Nutrition Department Point of Service workers and Cook Assistants/Control Center workers will become Food Service Workers.
Etc.


Sample Chapter 4: MEO Structure

	
[image: image3]
General Approach

The staffing for the MEO is based on the quantitative analysis conducted tempered with experience and operational considerations provided by a variety of individuals including the Director, MEO Team members, the Human Resources Advisor and, ultimately NIH.  No single MEO solution fits all studies.  The blend of the quantitative methodologies and the qualitative elements is both an art and science and factually dependent for each study conducted.  The paragraphs below briefly summarize how MEO positions were developed.  Table 2 shows the proposed MEO Staffing Plan for the Clinical Center Nutrition Department.


Sample Chapter 4: MEO Staffing 
	Table 2 – Proposed MEO Staffing Plan

Position

Series & Grade

FTE

Manager – Food Services Section Chief

Title 42 CRS

0.108

Manager – Supervisory Metabolic Dietitian

Commissioned Corps

0.083

Manager – Production Dietitian

Title 42 CRS

0.096

Manager – Dietitian Informaticist

Title 42 CRS

0.156

Program Lead/Metabolic Dietitian

Commissioned Corps

0.795

Supervisor

WS-7404-05

3.280

Food Services Assistant

GS-1603-05

0.800

Health Technician

GS-0640-07

1.000

Health Technician

GS-0640-06

3.500

Health Technician

GS-0640-05

1.600

Cook

WG-7404-06

9.000

Cook

WG-7404-04

2.000

Food Service Worker

WG-7408-04

8.000

Food Service Worker

WG-7408-03

18.77

TOTAL

49.188

The paragraphs below briefly summarize how MEO positions were developed.  Table 2 shows the proposed MEO Staffing Plan for the Clinical Center Nutrition Department.  

Project Management

The Food Services Section Chief will function as the PM and verify that the specific work requirements and standards including quality control requirements.  These duties will be to ensure Quality Control Program requirements are met, and to oversee performance of the Service Provider whether it is the Government MEO or a private sector Service Provider.

The MEO Team split some positions between Continuing Government Activity (CGA) and MEO responsibilities.  These splits occur in the Title 42 and Commission Corp positions. 

The Title 42 Manager – Food Services Chief position will perform CGA including QA and will act as the approval authority for development, contract monitoring, training and other project management directed in the contract in addition to approval of policies, interpretation of policy and clarification, direction and decisions on policies including NIH needs and approval of design and project funds in addition to initiation of management analyses and IG employment issues.

Technical Exhibit 2-001 lists fractional times devoted to MEO and CGA duties in the last two columns as MEO/CGA fractional FTE allocations.  For A-76 purposes however, only the fractional FTE performing RD required tasks appear in the Agency Cost Estimate.


D.2.3.14 Conclusion
The Management Study is a MEO Team document designed to provide context and information to develop a thorough and responsive MEO.  The Management Study is closely linked to the content of the RD. 

The result of all of these data collection methods, strategies, analyses and business processes re-engineering is to identify and define problem areas (e.g., incomplete work, backlogs, poor workmanship, miscommunication, etc.), inefficient work processes, low productivity, duplication of effort, and other inefficient characteristics of the current organization.  The analyses become the starting point so that the MEO may make effective changes to the current organization and increase the competitiveness of the MEO.  The fundamental questions for the MEO can be summed up by the following diagram.


[image: image4]
Good Management Studies develop an MEO based upon detailed review of the requirements, sound analysis of the needed resources, and innovative methods of improving efficiency and reducing costs.  Well thought-out analyses provide information and data that will usually lead to an overall reduction in operating cost, thereby enhancing the MEO’s competitive position with an A-76 study.  

Efficiencies gained in the work in process will yield important savings to the overall organization by allowing the MEO Team flexibility in staffing that will allow more creativity in assigning work requirements to MEO personnel.  It must be re-iterated that any A-76 study is a competition.  Each item that produces savings and efficiency may help the MEO achieve a win against an outside Service Provider.

Rigorous analyses will open opportunities to engage in major organizational and structure changes such as consolidating work centers; eliminating task and authority redundancies; minimizing overhead; redesigning the workforce; eliminating unnecessary positions; eliminating non-essential services not required under the RD; and appropriately grading the positions in the organization.
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Evaluation





1.  How Well Are Outputs Meeting Our Desired Objectives?


2.  How Well Are We Utilizing Our Resources?





Call Center Health Technicians





Supervisors





Clinical Health Technicians





Clinical Research & Metabolic Dietitians





Metabolic Kitchen


Supervisory Metabolic Dietitian





Dietetic Internship Director
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Dietitian Informaticist





Clinical Nutrition Services,


Chief





Food Services, Chief
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� NIH takes both terms to mean an organization that is better able to perform the work under study than the initial one.


� In many studies, the studied staff performs the overwhelming majority of the workload.  In certain more fragmented studies that contain significant splits between contractible and Continuing Government Activity and /or out-of-study, it is beneficial to review the entire universe of staff workload in the process of determining contractible workload to be used in staffing the MEO.






