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Section 1. Description of Proposed Action

The primary purpose of the Civil Rights Impact Analysis is to assess the impacts of the Human Resources strategies involved in Budget and Finance reorganization on the service-wide workforce potentially affected and service delivery of the organization by the decision.  The secondary purpose is to document the factors considered in selecting the Albuquerque Service Center site and the mitigation factors associated with that selection.

Approximately 19 Budget and Finance (B&F) processes (with sub-processes) have been identified to move in their entirety to the Albuquerque Service Center (ASC).  These processes are currently being performed throughout the Forest Service at various organizational levels.  Some processes are performed, in whole or in part, at the Ranger District level, others are performed at the Forest Supervisor’s Office / Research Project levels and others at the Regional/Station/Area/Washington Office (WO) levels.  Some processes are being performed at all levels.
The jobs series and associated workforce potentially affected by the Financial Management Improvement Project decisions by race, gender, national origin and disability (RSNOD) groups are presented in Appendix A – Job Series & RSNOD Groups with Potential Disproportionate Impacts, page 12.
Process teams are currently reengineering these processes.  The teams will make recommendations about what kinds of work will remain at field locations and how many positions would be needed to perform the reengineered processes that are transferred.  However, there will be a complete split so that work moved to the ASC will not be performed elsewhere.  The transfer of duties to the ASC will take place with staggered migration dates occurring between February and October, 2005, and will be a permanent change.
Given the sensitive nature of the Financial Management Improvement Project (FMIP), there is limited opportunity for all employees to be actively involved in this transformation effort.  Staffs from B&F and BearingPoint are working on the redesign of each process that will be performed primarily at the ASC.  Each process team consists of three to five employees. Approximately 25 Forest Service personnel are working 100% on processes redesign.  Additionally, approximately 140 subject matter experts (SMEs) for each affected function were consulted and involved in the verification and validation of the future designs.  The SMEs and process teams were drawn from all Regions and across several levels within the Forest Service.

Approximately 1,130 permanent employees (mostly in the GS-500 job family, but also including some in the GS-900 job family and miscellaneous other series, primarily in administrative series) are working 50% or more of their time in B&F work that is undergoing study and transfer to the ASC.  Another 1,000+ employees are working in a much larger variety of series and performing B&F work less than 50% of their time.  These employees’ positions will be impacted as transferred work is removed and local
 units assess what to do with the remaining positions.  
The following chart summarizes general eligibility numbers with regard to early or optional retirement in the 500 job family and selected 900 job family.
	Early Out Eligible
	Optional Retirement Eligible
	Not Eligible for Retirement


	304
	107
	623


Section 2. Data Gathering / Employee Involvement

Opportunities to involve B&F employees and gather information integral to the process have been implemented to provide feedback and to receive information about the FMIP.  Awareness Event presentations by the Forest Service Chief Financial Officer (CFO), have been made at each Regional Office which included interactive periods post presentation for questions from affected employees.  A Forest Service efficiency efforts website has been created that includes a question and feedback submission function.  Regions have designated communications contacts to facilitate the flow of information.  And a survey of B&F employees is being conducted regarding their interest in moving to the ASC or applying for a buyout/early out.
Additionally, a data call to all field units was conducted to obtain information to help assess the current business operations and to support the design of B&F processes to operate efficiently in a centralized environment.  Managers and supervisors were encouraged to consult with employees about percentages of time currently spent in B&F processes.  Additional data calls to refine and validate employee information are in process, and will continue through project implementation and monitoring.  The data gathered was analyzed in conjunction with information obtained through field interviews and focus group process design validation sessions.  The data obtained also helped process teams to better understand the level of effort, costs and volumes of current B&F processes, and help support the implementation of centralized operations. 

Section 3. Situation

The FMIP was proposed to strengthen the Forest Service’s ability to provide high quality financial support services.  Shifting many of its budget and finance transactions into a single service center and redesigning its financial management policy, processes, and procedures helps to ensure that the reengineered organization will meet the needs of key internal and external stakeholders—Forest Service employees, Forest Service leadership, Congress, and other federal agencies, as well as the people who visit our Forests—now, and well into the future.

Centralizing the budget and finance business processes will help the Forest Service to standardize transaction processes and reporting requirements, allowing Regions, Forests, Districts, Research Stations, and other field offices to focus less on time-consuming administrative tasks and more on the Forest Service’s core business.  

Following implementation, the Financial Management Improvement and 
Centralization Project will help improve customer service, reduce internal inconsistencies, and produce significant return on investment.  The key benefits of this project include:

· Access to accurate budgetary, cost and performance information

· More time for Regions and field offices to focus on land management issues

· One-time data entry at the source

· Improved controls and subsequent reduced errors and re-work

· Expected significant annual savings to be redirected towards land management issues 

· Help in achieving and sustaining unqualified audit opinions 

Through its improved operational efficiency, the Forest Service expects to see a return on the initial project investment in less than three years once the service center is fully operational.
Section 4. Alternatives and Mitigations

The planned movement of B&F processes to the ASC will involve Transfer of Function (TOF) for an initial group of employees who begin work at the ASC.  There will then be directed reassignments of all employees working 50% or more of their time performing duties that will move to the ASC or where those transferring duties are the grade controlling duties. 
Management considered doing one large TOF for all B&F employees throughout the Forest Service.  This alternative was rejected due in part to the organizational structure of the Forest Service which includes many small units on which employees work in several different functions (work classifiable in several series).  If all had been covered under a single TOF, employees spending only a small percentage of their time on transferring work (and the other non-B&F work they performed possibly even being grade controlling) would have been potentially impacted by directed reassignments (under method two of TOF regulations).  This could have involved 1100 additional employees.  In addition, the migration schedule over a period of months would have made the delegations of financial authorities difficult for employees and managers.  Also, one large TOF would not have accommodated the transfer of work by Regions, but would have required all employees nationwide to move by function at the same time.
Management also considered realigning all employees whose B&F duties equal 50% of their time or are grade controlling to the B&F organization, but chose not to do so partly because employees have better bump and retreat rights under RIF in local units than within the ASC.  In addition, the migration schedule for moving work over a period of months would have created some additional difficulties in delegations back and forth between local managers of employees and the office of the Chief Financial Officer.
The moves to the ASC will be staged for various processes to migrate to the ASC at different times.  Employees who perform multiple processes or activities will be assigned to a primary activity based on the activity that occupies the largest percentage of their time and/or is grade controlling.   In cases where time is evenly divided or where not enough positions are available for employees to work in their primary activities, the activity to which assigned will be based on needs for additional people in some activities relative to the needs associated with the other activities.  The dates of any separations of employees who decline to transfer will be the day before the effective date of the transfer of their assigned activity.  Each employee will be informed about their assignment and its planned transfer date when given their specific directed reassignment notice.

The following steps will be taken to ensure that management is considering input from employees and that mitigation measures have been considered and implemented to reduce the potential negative impacts of directed reassignments and any attendant Reduction in Force (RIFs) on the affected workforce, recognizing that all impacts may not be fully mitigated.

1.  Survey all affected grade 14 and 15 employees about their interests in transferring to the ASC or application for EO/BO.  Identify a delayed effective date for any buyouts or early outs so that employees can remain until ASC is operational and ready to assume processes.  Depending on the results, employees may be matched to remaining positions as reassignments or directed assignments.  NOTE:  If there are more GS-14s and 15s who chose to stay in the organization than there are positions in the WO, ASC, and the functions that remain at the R/S/A level, a different strategy will be required.

2.  Request that all units verify their survey data by comparing the information in the data call with the employees’ position descriptions.  If the position descriptions are inaccurate, corrections must be made.  If the data call contained inaccuracies, it must be corrected.  Servicing HR offices must also review all positions in which the incumbents work at least 25% of their time in a studied process, but less than 50% of their time in studied processes to determine if the duties performed are the grade-determining duties.  Differences must be resolved in consultation with the supervisors of positions and employees should be informed of results and have an opportunity to provide input.

3.  Survey employees about their willingness to move to the ASC should a position be available for them.  The survey will include inquiring about the willingness to transfer in the following cases: demotion offered, same grade offered, or promotion through competition.  This step will allow the agency to identify resources for the remainder of the strategy and additional transition strategies to assist employees.

4.  Offer and approve early outs and buyouts to affected employees if there are fewer jobs in the series and grade in the new organization than exist in the workforce to be placed.  Identify a delayed effective date for any buyouts so that employees remain until ASC is operational and ready to assume processes.

5.  Provide detailed information about the rights of employees under TOF or directed reassignment.  Employees will be given a detailed package of information that describes the consequences of their choices and assistance that will be offered to them.  Benefits information and assistance include the following:  grade and pay retention, severance pay if directed outside their commuting area (unless eligible for retirement), buyouts and early outs, placement eligibility under the USDA Career Transition Assistance Program, and the availability of the Employee Assistance Program.
6. Advertise or direct employees into additional positions that remain in the ASC under phase two of staffing positions.  After the first round of directed reassignments for employees who are working 50% or more of their time in transferring work or where that work is grade controlling, there may be an opportunity to assess employee wishes regarding changes in the functions to which they are assigned and voluntary moves to the ASC rather than simply directing additional reassignments to the ASC.  After the first phase, negotiations with the FS Council of NFFE will develop additional mitigation strategies.
7.  Early Notification of Directed Reassignment.  In an effort to share information quickly with employees, directed reassignments to affected employees will be issued in November to allow employees to remain on the rolls until the effective date of their function’s migration date and provide them a longer period to seek out other job opportunities.
8.   Other employee assistance tools.  Additionally, the opportunities listed below will assist employees in this transition.  A package of information will be distributed to affected employees.  Other employee assistance tools will be considered for implementation in the future as new information and knowledge is identified, e.g., details, temporary promotions to other agencies, units.
· Career transition training and counseling – Career Transition Planning Workshops can assist employees to proactively deal with potential career changes.  Sessions may include group workshops/individual counseling on retirement planning, how to write resumes, interview techniques, RIF/WRAPS rules, career transitions, outplacement opportunities, career counseling, small business transition information, etc.

· Employee Assistance Services – Regions will use their Employee Assistance Program (EAP) contractor to conduct career transition sessions with affected employee groups to provide additional support.

· Extensive communication of new services – A communications team is developing tools, including a website and designated communications liaisons in each region, to communicate the timeline, how jobs will be filled, and how employees will get services from the new organization.
· Voluntary downgrades/voluntary changes in work schedule– Employees may volunteer for downgrades or reduced work scheduled in an effort to avoid separation. 
· Use of grade and/or pay retention – Grade and/or pay retention will be used in appropriate placement situations involving employees who are involuntarily downgraded during this transition process.

· Highest Previous Rate - Highest Previous Rate (HPR) rules will be used in appropriate placement situations involving employees who voluntarily accept a change to a lower grade.

· Formal retraining – The USDA Career Transition Assistance Plan (CTAP) provides the authority to expend agency funds for the purpose of retraining impacted employees to qualify for placement in other series.
· Waiver of qualifications – When appropriate, local units may waive qualification requirements for non-professional positions in an effort to find placement opportunities for employees. (Refer to reasonable accommodations page 10, for applications).
· Transition Planning – Implementing the new organization and the processes to move staff into it is being guided by a transition plan currently being developed.  Having a single standardized and documented transition approach that is centrally monitored and managed will help ensure that a consistent, coordinated, and fair approach is used to staff and implement the new organization.

· Buyouts and early outs – A window of opportunity for employees to apply for buyout and early out will be available, with two cut-off dates for applying.  One cut-off date will occur before transfer notices are sent to employees, and one cut-off date will occur after the notices have been sent out.

· Pre-WRAPS – Local units may use pre-WRAPS processes for placements of employees during the reorganization.

· WRAPS – The Workforce Restructuring and Placement System (WRAPS) is available for use in providing priority placement to affected employees with skills in additional areas other than B&F.

· Outplacement efforts – Several outplacement opportunities are available to employees, such as eligibility under the Career Transition Assistance Program (CTAP) for priority consideration for local USDA vacancies, and eligibility under the Interagency Career Transition Assistance Program (ICTAP) for priority consideration for local federal vacancies not limited to USDA.  Employees are also encouraged to contact other federal agencies informally.  And State Employment Programs under the Workforce Investment Act of 1998 are available.

· Opportunities for private sector and small business – The FMIP will result in a reduction in federal workforce; it can also result in increased employment opportunities for those in the private sector job market.  Through the use of Small Business Administration programs a portion of these employment opportunities can be made available to small disadvantaged, minority-owned and women-owned small business.

· Reasonable accommodation request policy and procedures – Region/Station/Area (R/S/A) reasonable accommodation request policy and procedures are in place to provide R/S/A guidance, support, and direction regarding retention and placement of persons with disabilities, in accordance with EEOC Management Directive 715 (ADA of 1990, Rehabilitation Act of 1973, and Reauthorization 1992). 
· Reasonable accommodations considered on a case-by-case basis – Local reasonable accommodation requests from employees with disabilities will be considered during all phases of the placement process on a case-by-case basis to facilitate and reduce impacts of decisions resulting from competitive sourcing decisions.  Consider Waiver of qualifications in the placement process for reasonable accommodations.  (Refer to page 7, Waiver of qualifications)
· Training on the RIF/TOF/Directed Reassignment process – Human Resources (HR) and Civil Rights (CR) employees can attend training sessions about RIF, Transfer of Function, and directed reassignment regulations so that they are able to counsel employees as to their options.   

· Use of End User Support Center (EUSC) – Persons with disabilities will benefit from the resources available through the EUSC (such as TTY devices, Sametime collaboration software, and remote management tools) that facilitate communication with people with disabilities.  
Section 5. Net Civil Rights Impacts

Through the Civil Rights Impact Analysis (CRIA), it has been determined that minorities, women, and people with disabilities who are in certain series of the GS-500 and GS-900 job families will potentially be disproportionately impacted by the FMIP.  The Appendix A shows the series and RSNOD groups considered in this analysis.
Potential impacts to GS-500 and GS-900 series permanent, term, and temporary employees based on race and/or national origin (RNO) identify disproportionate impacts for White Females (WF), Black Males (BM), Black Females (BF), Hispanic Females (HF), Asian Pacific Female (APF) and Male (APM) and American Indian Females (AIF).  Disproportionate Impacts are determined to occur when the percentage of impact for a specific RSNOD group is greater than the group’s percentage in the workforce.  In this case, a comparison was made between those series reporting 50% or more of their work under study compared to the same series as a whole, regardless of the percentage of work being studied and also to the current Forest Service permanent and temporary workforce numbers.

Potential impacts to GS-500 and GS-900 series permanent, term, and temporary employees based on gender identified 220 positions occupied by males and 999 positions occupied by females, for a total of 1,219.  Disproportionate impacts are anticipated for females when compared to all female employees as a whole which represent 37.3% of the agency.

Potential impacts to GS-500 and GS-900 series permanent, term, and temporary employees based on disability identified 97 individuals affected.  This is 7.96% of the total population under study.  This is compared to 5.65% of all 44,387 Forest Service employees in the agency, thus a disproportionate impact is likely for people with disabilities.

Potential impacts to GS-500 and GS-900 series permanent employees based on age (40 years and older) did not identify disproportionate impacts (35.52%) for those employees reporting 50% or more of their work under study.  This is compared to all Forest Service employees (40 years and older) identified, which is 59.12% of the agency.

Other GS-series permanent, term, and temporary employees may be impacted by the FMIP.  For example, there may be some lower graded GS-300 series employees impacted by the project that, in the Forest Service, are predominantly women.  This number is small enough that it would not materially affect the results of the CRIA nor would it affect the migration strategies that the Forest Service would put into place.
Section 6. Monitoring and Evaluation

The FMIP Program Management team will monitor and assist in analyzing and validating costs and/or savings associated with the mitigation measures and FMIP as a whole.

Appendix A:
Job Series & RSNOD Groups with Potential Disproportionate Impacts.
	Series
	RSNOD Groups Potentially Impacted *

	501
	APF, APM, BF, BM, HF, HM, 

	503
	AIF, AIM, BF, BM

	505
	AIF, AIM, APF, APM, BF, BM, HF, HM

	510
	APF, APM, BF, BM, HF, HM

	511
	APF, APM, BF, BM

	525
	AIF, AIM, APF, APM, BF, BM, HF, HM

	540
	AIF, AIM, APF, APM, BF, BM, HF, HM

	544
	AIF, AIM, BF, BM, HF, HM

	560
	AIF, AIM, APF, APM, BF, BM, HF, HM

	561
	AIF, AIM, BF, BM, HF, HM

	599
	APF, APM, BF, BM, HF, HM

	901
	BF, BM, HF, HM

	530 and 998 series had 3 or fewer employees and were not represented in data above.


* - Workforce Analysis indicates 97 persons with targeted and reported disabilities are potentially affected.
Demographic Employee Groups Affected:

AIF – American Indian Female

AIM – American Indian Male

APF – Asian Pacific Female

APM – Asian Pacific Male

BF - Black Female

BM – Black Male

HF – Hispanic Female

HM – Hispanic Male

WF – White Females

WM – White Males






� Retirement eligibility does not include 300 series employees and does not include employees in the 544 series because they report to Human Resources organizations.
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