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A.  BACKGROUND INFORMATION









A.1  Project Summary/Objectives:


The goal of the stewardship project is to begin reducing the risk of severe wildfire occurring in the Baker City Municipal Watershed and improve overall forest health.  The Watershed, which provides high quality unfiltered potable water to a population of 10,000 is currently at risk of severe wildfire due to high fuel accumulations and its location in a moderate to high lightning fire occurrence area.  The primary objectives are to remove biomass accumulations, reduce ladder fuels, reintroduce prescribed fire and create a fuelbreak along the drier southern end of the watershed.  This will improve the chances of controlling a wildfire that may threaten the city watershed in this area.

A.2  Project Location:
The project is located approximately seven air miles west of Baker City on the east-facing slopes of Northeast Oregons’ Elkhorn Mountains.  It is within and adjacent to the 10,000 acre Baker City Municipal Watershed.  See attached maps.

A.3  Size of Project Area:

The project area is 1000 acres with 750 of these acres located within the Baker City Municipal Watershed.
A.4  Proposed Activities:  

Project activities include thinning for fuel reduction, reintroduction of prescribed fire, and creation of a fuel break along the dry southern end of the watershed.  The project also involves the implementation of Forest Plan direction in the Baker City Watershed in conjunction with the City, and development of procedures for harvesting low quality timber. Whole tree harvest removal by helicopter has been completed with processing at a central landing. Prescribed burning of 203 acres was completed in may of 2001.  Prep work is currently being completed to allow burning of the remaining units in October of 2001.

A.5  Authorities Being Tested:  

	Authority
	Mark “x” if being tested

	Exchange of Goods for Services
	x

	Receipt Retention
	

	Designation by Description or Prescription
	x

	Best Value Contracting
	x

	Multi-Year Contracting
	


A.6   Multiparty Team:

Roger Ottmar, Research Forester – Pacific Northwest Research Station, USFS

Dick Fleming, Public Works Director - City of Baker City

Baker City Watershed Committee of the Powder River Basin Watershed Council

Charles L. Ernst, District Ranger - Baker Ranger District USFS

Barry Hansen, Assistant Fire Management Officer - Baker Ranger District, USFS

Bruce Countryman, Silviculturist - Baker Ranger District, USFS

Stacia Peterson, Hydrologist - Baker Ranger District, USFS
B.  ADMINISTRATIVE INFORMATION






B.1  Project Timeline



NEPA complete
March, 1995


DN/ROD Signed
March 1995


Appeals

Current Status:  Resolved
Impact to project implementation: None 
Litigation

None

Contract prepared
Spring 1999

Contract awarded
Dec. 1999

Contract Completion
FY 2002
 B.2  Contract Information

A stewardship service contract was awarded based on “best value” whereby the contractor was selected based on pre-established evaluation criteria—not necessarily the lowest bid.  The contract incorporated the “off-set” authority from the legislation for the value of the goods.  This means that the merchantable timber removed was exchanged for services, and the value of that timber was reflected in the contractor’s bid.  

 In 1996, as an initial step to implementing the Washington/Watershed EIS, a 4.7 million-board-foot timber sale was offered for sale.  The timber sale included helicopter units in the southern part of the Baker City Watershed and tractor units in the adjacent Washington Gulch area.  There were no bids at the initial auction nor at a second auction due to the high cost of operating the helicopter units, the low value of the material removed, and low pulp market prices.  The Pilot  project subsequently became the tool to achieve management objectives in this portion of the analysis area.  By having monies available to offset the cost of removing the low value biomass, this project was implemented.
B.3  Bidder Information

Successful bidder:  

Jim Michel Logging 





2200 Oregon Street





Baker City, OR 97814
Were local contractors given preference in bid award?
 No

Is this contractor local?




 Yes



How did you define local?




Local Contractor was not defined nor a requirement to bid on this contract.

Business size: 
Small

Business type : Logging

C.  ECONOMIC INFORMATION






         .
C.1  Estimated Total Cost to Implement Project. 
$ 1,818,256
C.2 Project Funding

Cumulative

Current FY


Total to Date

Forest Service Appropriations


$


$1,788,456
Appraised value of products exchanged

$


$585,000
for Services

Receipts Retained or Credits Earned


$



$ 0
Cooperator Contributions



$



$ 0
Other 






$



$ 0
C.3  Costs (see comments, section F.5)

Cumulative

Current FY


Total to Date

Planning and NEPA







$  *
Contract/Sale Preparation






$ 30,000
Contract/Sale Administration 






$ 15,000
Service Contract







$1,547,774
Citizen Involvement 







$ 5,000(est)

Monitoring/Evaluation/Reporting


$ 24,800**

$ 28,800**  

Fuel Treatment (Handpiling, Burning)
             $ 62,682***
            $ 191,682***
*
Planning and NEPA completed pre-Pilot in 1995. Estimated to have cost $100,000 to $150,000 and included other projects and activities besides the Pilot Project.

**
Costs of PNW lab monitoring are included here, but not charged to this project.

***      This work includes fuels work accomplished by Powder River Corrections Crews and Force Account crews in addition to the Pilot contract work. Also included is the landing rehabilitation work. 
C.4  Revenue Collected and Returned to the Treasury










Cumulative







Current FY


Total to Date


Timber Products



$



$0.00





Other Sources (specify) 


$



$0.00


C.5   Receipt Retention/Credits Earned

NA

C.6  One-time Costs  

The one-time costs associated with learning the process of preparing the Solicitation for this type of contract would not be incurred on a similar stewardship project.   Estimate $4,000 cost.

D.  BIOPHYSICAL INFORMATION







D.1 Quantification of Accomplishments











Cumulative







Current FY


Total to date

Roads obliterated (miles)







1.6






Road Reconstruction (miles)






4.6

Fuels management

Thinning; helicopter whole-tree removal (acres)



431


Fuels Reduced (tons)





        16,000


Thinning; precommercial (ladder fuel removal)



197

Prescribed fire (acres)




      203
203

Fuels reduced (tons)


       

   1,900          1,900
Products produced

Saw logs (mmbf)






1.2 


Pulp/chip (mmbf)






1.0 

Firewood (cords)






150(est)


Landing rehabilitation (acres)



4
4

E.  SOCIAL INFORMATION










E.1  Stakeholder Diversity and Contribution.

Currently the main active stakeholder is Roger Ottmar from the PNW lab in Seattle.  Roger and his group have established 75 permanent fuels research monitoring plots in the helicopter units. They have completed collection of the pre-burn data, and will be on site to collect data during burning operations this fall (FY 02). Following completion of the burning, post-burn data will be collected.  These plots will also be retained for long-term monitoring.

Stakeholders/cooperators with involvement are:

City of Baker City - Active interest, support, and cooperation

Baker City Watershed Committee; established under the Powder River 

Basin Watershed Council - Active interest, support, and cooperation

Powder River Correctional Facility - inmate labor for handwork
Baker County - Active interest, support, and cooperation

State of Oregon Governors staff and Forest Health Advisory Team 

James Agee; University of Washington Professor 

Congressional Offices of Bob Smith and Ron Wyden 

Foster Ranches - provided road access across private land and service landing for helicopter operations

E.2  Local Employment Enhancement











Cumulative







Current FY


Total to date

Number of people working on project:

______________


18

Of these, number of individuals from local area:
______________


18

Average days worked per employee:

______________


40

Average wage earned per worker (per hour):
______________
$ 20 x 10 hr x 40days=$8,000 

Note – the above figures are estimates for completion of the contract only and do not include figures for FS administration of the contract, etc.  The followup unit prep, burning and monitoring; all of which is currently ongoing, are also not included.  This estimate is probably low, but no additional information is available.        

F.  GENERAL











F.1  Project Objectives

The stated goals and objectives identified in A.1 have largely been met.  The risk of catastrophic fire in the southern end of the Baker City Municipal Watershed has been reduced.  The understory ladder fuels have been removed and the underburning  of 203 acres has been accomplished.  Materials removed total 9,000 tons of recovered log weight and 7,000 tons of slash removed to the landing and burned.  The 203 acres of underburning removed another 1,900 tons of fuels.  The risk will be further reduced when the remaining burning occurs; currently planned for this October (FY 02).

F.2  Usefulness of Expanded Authorities

It is more efficient for contractors and the government to use ‘goods for services’ to accomplish certain management activities in one operation.  An example is removal of merchantable and sub-merchantable trees using one piece of equipment in a single operation.  Traditional methods would have used 2 different contractors in two separate operations. The merchantable timber removed was exchanged for services, and the value of that timber was reflected in the contractor’s bid.  
F.3  Unexpected Outcomes

None identified.

F.4  Lessons learned.

Need ways to streamline the contract preparation and award process when multiple levels of agency involvement and review are required.  This contract took nearly a full year from preparation to award due largely to the review and approval process.

The RFP process is more time consuming and complicated than we anticipated for this type of project.

The government cost estimate is critical with a project of this size.

Need a better way to account for contractor’s unknowns and risk in this type of project and reflect that information in our cost estimates.

May have been able to use existing authorities, such as service contract with imbedded timber sale for portions of this project.
May have saved money if we had been able to offer several smaller contracts as opposed to lumping all activities into one contract.  For example, we paid substantially more for the precommercial thinning acres because the prime contractor spread the risk of the unknown portion of the project (helicopter fuels removal) over the entire project.

There are substantial differences in liability, costs and project management between use of a service contract and a timber sale contract, even though the job of cutting and yarding trees is the same.

The more vague your specifications are for a given task, the more risk you are asking the contractor to assume, and the higher your bid prices will be.

More options for the utilization of biomass, such as fuels for the power generation industry are needed. 

Offering this contract only to small business (SBA) caused the loss of potential bidders (helicopter operations) and thus reduced competition.

F.5  Suggestions for future improvement.

The monitoring/evaluation process for this Pilot program has been changing, confusing, and cumbersome since inception.  If there are future Pilot programs, spend more upfront time figuring out specific requirements and expectations.  This is the first time in 4 reports where detailed cost breakdowns were requested.  Present accounting system is not designed to provide the kinds of breakdown in Section C.  Need to be clear at the beginning detailed costs will be required so a detailed accounting system can be set up.
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