VI. Types of Service First Collaboration: Key Steps, Likely Hurdles, How to Deal with Them

* Collocation

What exactly does “collocation” mean?

Collocation means just what it sounds like: staff from two or more agencies are located within one facility. They may occupy different floors, or different wings of the building; they may have a lot, or very little to do with each other. Collocating doesn’t imply any change in daily operations; it only means that both (or all) staff units operate within one building.
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Collocation: At the simplest level, both agencies have their own separate space within the same building. They may share parking, rest rooms, conference rooms, exercise facilities. The major benefit of such collocation may be the savings in rent, and improved communications.

Co-mingling: When two or more staff units are co-mingled, like functions sit side by side. For instance, the BLM recreation staff (or fisheries, or HR) work next to (or across the hall from) the FS staff performing the same function. The primary benefits of co-mingling are the greatly increased communications that come from working within eyesight of each other, the opportunities for learning, the breaking down of stereotypes that may have been held about the other, and the possibility of some joint operations.

Integration: When staff from two or more agencies integrate operations, the like units work as one. The two fleet (or road maintenance, or telecommunications, etc.) units work together in the same space; a visitor wouldn’t be able to tell who works for which agency. 

Key steps in the development of a collocated office   
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NOTE: This isn’t a rigid, “cookie cutter” approach. Each manager and unit will have to work out the details for themselves, based on their own experience. The Washington Office can’t, and shouldn’t, try to dictate exactly how collocation will work for you. Having said that, the following steps will probably be useful, based on experiences in the field. 

· Line managers spend time talking about operational problems and challenges they face (e.g. duplication of each other’s services, lack of sufficient staff, limited resources, etc.)

· Line managers discuss collocation, and its potential for addressing some of the above problems. 

· Line managers scope out the issues (this could also be done by an ad hoc team, made up of the AO’s, supervisors and front-line staff from both agencies). The task is to identify:

· the expected benefits from collocating 

· the potential pitfalls and hurdles

· the timetable – when must it be completed? What are some important milestones along the way?
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resources available: who are the people in the local offices, and elsewhere, who can help make this successful (think broadly – you’ll need help with leases, with building design, from line managers and employees who have collocated elsewhere, etc.)

· who should serve on the planning team

· Form the planning team. The team should include AOs, supervisors, technical people (architects, people who know space and lease issues, someone from GSA if appropriate), and employees. Have it report to the agencies’ line managers at least monthly at first, weekly as it gets closer to the actual move. That team may form sub-teams to look at each issue that was identified, and come up with solutions to those issues

Some of the issues/decisions the planning team will need to address: 
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What’s the overall concept or vision for the space: each unit works on its own side of the building? Staffs are “co-mingled?” Actual integration of some functions?

· What to share, what not to share; copiers, fax machines, meeting rooms, lounge areas, kitchen space, etc. 

· How much space to give to each type of position. NOTE: this can be tricky! The two agencies may have different space standards 

· Whether to pool secretaries and support staff 

· Issue: who gets an office, who gets a cubicle?
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Issue: Who manages the whole space once collocation has taken place?

· Issue: different agency policies on use of space (e.g., OK to put pictures on the walls?)

· As such issues get worked out, write an interagency agreement detailing the expectations of each agency, financial requirements, individuals responsible for certain decisions, timeline, etc.

NOTE: Appendices 3 and 4 contain examples of interagency agreements

Appendix 3: State Office – Regional Forester Agreement
Appendix 4: Locality interagency agreement
· Have the planning team keep the rest of the employees updated at least monthly (more often, as the move approaches), on the issues they’re discussing and the decisions made. It helps to publish this information, as a symbol that there are no secrets.

· About 6-8 months before the move, consider detailing (part time) 3-4 people to the move. One or two people on this team should serve as project managers.
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One of the critical success factors to most collocation efforts is the presence of a good working relationship among the managers. If the line managers and AO’s don’t know each other well, it’s important for them to take some time to learn more about each other, and develop some trust.

Collocation in the Salmon-Challis, Idaho area

What prompted the effort in the Salmon Office?

The Forest Service and Bureau of Land Management (BLM) faced the need to save money. BLM was housed in buildings that were in very poor condition; its manager preferred not to spend funds to repair the building. The agencies’ line managers saw staffing efficiencies and customer service improvements through collocation. 
What were the key steps?

· BLM District Manager and FS Forest Supervisor discussed some of the areas in which they were already working together and sharing staff

· They wrote up a joint memo, indicating their intent to find efficiencies together 

· They shared the memo with their staff members

· They formed a joint leadership team, got to know each other, and agreed to demonstrate a united commitment to collaboration

· The BLM  manager negotiated an exchange with the owner of the land and building that housed the FS: The BLM realized reduced rent on the new space

· The District Manager and Forest Supervisor signed a letter on joint letterhead, stating the goal of collocation, the reasons for it, and emphasizing that the leaders were behind it

· The two line managers put together a joint planning team to design the new space; their two Administrative Officers led the team. They added certain specialists to the team: many of these people were provided by the BLM Service Center in Denver.

· This team planned the new space, and continued to play an active role through construction and move-in
How Does Their Collocation Work?

· The two agencies occupy separate parts of the building, with some exceptions: they have a joint visitor information center (and supervised by one person); shared conference rooms; they have an integrated interagency fire dispatch center; shared mail room.

· Each agency pays rent and utilities based on its share of the space

· They hold joint staff meetings on a regular basis

· They use a joint letterhead to announce the goals of collocation, the reasons, the status of the change effort

· They conduct joint training sessions to learn the other agency’s work procedures
What Are Some of Their Collocation Payoffs?

· Joint visitor information center provides one-stop shopping and convenience to customers

· It gives customers more information and resources

· It enables staff to better educate the public

· It creates a positive perception – that federal agencies are working together; that’s impressed the area’s local and federal representatives
· Fire suppression works better when done jointly
· Enables both agencies to provide products/services that couldn’t be provided separately
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Collocation Hurdles

· Policy and procedural differences between the agencies 
· A few employees dig in their heels and insist that the change wouldn’t work
· Fears – of loss of jobs, of agency identity, status, and grade
· Turf
· Logistical issues: huge number of details to plan in managing the move into a new building
· Having two AO’s who don’t work well together
· Working with a counterpart who isn’t committed
· Different computer systems that must be worked around
· Managing financial transactions is a hurdle because of different agency purchasing limits and financial systems. 

· Two different agency cultures. 

· Working with counterparts who are different – have different levels of responsibility, authority, and grade levels, and/or have different degree of commitment to collaboration

· Concerns that collocation is just a first step to being taken over by (or merged with) the other agency

· Getting meaningful involvement from staff in the planning 
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Handling sales of each other’s maps, tracking inventory, and handling financial transactions in general (different financial policies and limitations)
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Dealing with the hurdles:
· In dealing with financial transactions, many offices try to keep it simple. If annual usage of equipment is about 50/50, each agency pays half the cost. With certain contracts, alternate who pays each year. 

· Another approach to contracts: Where one makes much more use of a contract than the other (say, a noxious weed contract), the one with biggest usage takes the lead in writing and paying for the contract, the other reimburses the agency for the amount of its usage.

· To demonstrate the potential impact of certain innovations (e.g., a joint HR office), use a pilot; measure and publicize its impact.
· It’s usually helpful for managers not to push too hard in a given area if the staffs who work in that area are convinced (initially) that they can’t integrate. For instance, some staffs in natural resource units (hydrologists, range, etc.) weren’t interested in intermingling the two agencies’ workers in the same office space, and their requests were honored. Same has been true with mailroom integration.

· Honor staff members' desires concerning scope and timing of changes.  
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Paying for positions: In general, look for the simplest method of paying for positions. One common way is to track the amount of time that staffs in an integrated unit spend on each org’s work (amount of time, multiplied by hourly rate). If the amounts are about the same, call it an offset and no money changes hands. When the amounts are different, transfer money, or alter the amount of money each agency pays into the unit’s director’s salary. 

· Some locations find it important for each agency to maintain their separate identities initially – keeping each agency’s logo on the building signs and letterheads is a small thing that means a lot.

· Get meaningful input from staff in planning the use of space and the move. 

· Take an “evolution, not revolution” approach.
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Plan for, and procure systems furniture.

· Procure the services of a professional space designer.

· Use the expertise of the Denver Office Leasing Specialists.
· Discuss whether to conduct team-building activities in the initial months. Some offices do, others chose to allow relationships to form more informally.

· Conduct joint projects; that can help break the ice and create positive work relationships.

· See that line managers from each agency appear together at a joint staff meeting to explain the overall direction and purpose of collocation, respond to the staff’s questions, and make it clear that the two managers are on the same page. This helps send a clear signal that the change is real.

· Make visits to the field, to learn from subject matter experts.

· A LOT of persistence!

Dealing with the Hurdles – The experience from the collocation of a BLM State Office/Forest Service Regional Office

· You must be flexible
· Timing is everything. One key person in a government agency held up authorization of the funds. So the two offices’ leaders worked around him, lined up other support, and when that individual left his agency the leaders pushed ahead and collocated their staff.

· Must show visible products, and progress. With collocation, a common reception area is an example of a visible product – something that didn’t exist before, that adds value
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Deal with people “where they are.” The leaders found that about 10 – 15% of their combined staff were actively in favor; they needed to be given important roles in the change effort. About 50% were willing to go along with collocation; they weren’t strongly in favor or opposed And about 30-40% were against collocation, some of them actively trying to subvert it. Some of these people were moved to different jobs. 

· “Chunk” the planning and move. To avoid overwhelming people, the change took place in small chunks. For instance, once they were fully in the building, the staff needed time to get used to the new surroundings. They weren’t initially pushed to start integrating operations.
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Continual communications and a united front. They had a joint steering team that met with the agencies’ supervisors regularly before and during the move. The supervisors kept their employees informed, and would bring back their employees’ questions to the steering team meetings. Everyone knew the status of the move at each step.

· The collocation must meet the ultimate test: does it make the work easier for staff? For customers? Do people now get one answer instead of two (conflicting) answers when they ask a question? Are there fewer disputes?

Advice for Units Getting Started on Collocation: The View From the Ground

In 2002, a survey was done of managers and front-line employees at BLM-FS locations that have had several years’ experience with collocation. Here are the major themes:

· Managers and higher-ups need to support the idea of collaboration…

· Management must support collocation and other kinds of collaboration. As one employee put it, “you have to have somebody in there pushing it …” 

· … But Collaboration should not be forced or over managed.

· As one person put it, “you can’t just order it and demand it.” So, managers must find ways to demonstrate the importance of collaboration, and involve employees in planning it.

· Collocation can be a powerful force to gain collaboration, but pay attention to the physical layout

· When one office has more square feet than another, or when staff are told they can’t put pictures on the walls (and they could before), it causes problems and some people make amazing assumptions about “what’s really going on.” Communicate clearly about all decisions.
· “There will be difficulties at first, but then things get better.” 
· Inevitably, some of the decisions won’t be good ones, no matter how much employee involvement you have. Play for the long run, keep adjusting, things will work out.

· Efforts need to be made to be truly interagency.

· Going from collocation to true collaboration (or even integration) takes time and care. Several months after the initial move has been made, look for opportunities to share: space, equipment, information, people. That’s where the real gains will be made.  Also monitor progress and address issues as they arise (don't let problems drag on).

· Each agency should maintain its own identity (at least initially).

· Doing so reduces the worries that “this is really about merging the two agencies.” Take away that fear by maintaining separate identities, and collaboration becomes more likely.
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Lessons Learned about Collocation 

· Be very tuned in to the employees’ concerns. Get them to talk openly, otherwise it’s difficult to deal with them

· Visible commitment, and active follow up, of line managers is essential

· Clear commitment to the concept by the District Manager and Forest Supervisor makes a difference

· The line managers and AOs need to communicate with each other, and with the employees, continually through the move and after. This will reduce a lot of needless anxieties and rumors

· Understand, up front, that there are dozens of issues to deal with. You won’t resolve them all at the start. Talking with people at sites that have already collocated can help with the issues
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It helps to have a single AO, one who is strongly committed to collocation  

· Good working relationship between the line managers is critical

· Most employees will support the move, if they’re well informed and involved in planning for it. Sometimes, you have to move someone who refuses to support collocation, and put someone else in that position who is enthusiastic about it

· It helps to have dual delegation of authority for certain supervisors

· Some people on the design team need to have design skills and experience

· Trust is critical – without it, there will be little sharing or collaboration. And trust comes over time, from relationships that are built and nourished 
· Spend time educating the public, so they know what to expect once both agencies go under one roof
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Dual Delegation of Authority of Supervisors and Managers

When supervisors and managers are given dual delegation (sometimes called “dual hatting” or “cross delegation”), they are authorized to supervise employees from both BLM and FS.  They are also authorized to make decisions regarding the other agency’s lands, and sign decision documents (e.g., grazing permits, application for permit to drill, etc.). At public meetings, dual delegated managers can speak as a decision maker for the land managed by the other agency. 

There are multiple benefits. Dual delegation has been done as an efficiency matter (not filling a vacancy), to improve coordination and communications, to promote customer service (customers no longer have to shop to find the person authorized to answer their questions), and to develop integrated operations in certain administrative and natural resource areas.

NOTE:  See the Service First web site for a detailed Supervisor’s Handbook; it describes everything that supervisors in Service First activities need to know about cross delegation: www.fs.fed.us/servicefirst/sup-hdbook
How it Works:

One supervisor oversees certain staff in both agencies. Sometimes it’s on the administrative side – e.g., an AO or an HR director, sometimes it’s a natural resources position. Those being supervised are still held responsible for their own agency’s policies and procedures, and the dual-delegated supervisor must become very familiar with those.

Key Steps:

· [image: image16.wmf]The line managers decide that they want to have a dual-delegated supervisor in a specific position

· It always helps to get the concurrence of the BLM state director and FS regional forester

· Line managers sign an MOU, detailing the expectations for the position, who the person reports to, how they will be evaluated, etc.

· Amend the supervisor’s position description, reflecting the larger authority being granted

· Write an operational plan (or include in the MOU) detailing how the funding will work. Usually one agency pays the dual delegated person, and the other reimburses that agency a percentage of the salary, based on the percentage of time the person spends working for each agency

· Line managers explain to the employees what this means, why it’s important, how the new arrangement will affect them, etc. 

· Get employee feedback, and respond to it as needed
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Hurdles:

· Employees who are nervous at the start, simply because this is new, and different

· Employees who wonder what the “real” reason is for the change, and may be skeptical for some time

· Some employees have wondered if dual delegation is just the first step toward being taken over by the other agency 

· Confusion over who pays for what

· There are often concerns that the dual delegation is a threat to each agency’s culture and identity

· Some employees are convinced this is illegal. NOTE: it’s legal!  See below

· Different computer systems continue to be a hurdle 

· Employees who don’t feel they’re getting an adequate amount of time from the supervisor
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· Very clear support from the line managers is necessary

· It can help to have the state director’s and regional forester’s signature on the MOU. Some employees will view that as a sign of strong senior level commitment 

· Continually keep employees informed – before the change, and while it’s being implemented. That includes getting their feedback and responding

· [image: image19.wmf]Clarify the key expectations: which agency pays for which expenses, the dual-delegated person’s priorities, etc.

· Some units find that occasional social activities for the two staff groups being supervised can help

· Selecting the right supervisors for dual delegation is critical. Some supervisors see the benefits immediately; they want to make it work 

· Supervisors who believe this will be too much for them to handle (or who don’t believe in active collaboration) shouldn’t be given the role

· Concerning authorizing legislation: The Service First website notes all legislation that authorizes Service First-type collaboration (see http://fsweb.wo.fs.fed.us/servicefirst/index.html) Dual delegation of authority is authorized under PL 106-291, Section 330. It’s in BLM’s Manual section 1203, and in the FS 1230 Manual.

·  For an example of an agreement between a BLM and FS unit on dual delegation, see Appendix 5. 

Some Lessons Learned
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· It helps to go to some staff meetings of each agency 

· [image: image21.wmf]It’s important for affected employees to understand the reasons for dual delegation, and to give their input

· The person who is dual delegated must learn both agencies’ systems and culture. Some people call this “becoming bi-lingual”

· It’s also unlikely that 100% of them will agree to it at the outset. Waiting for complete agreement is usually a mistake. If the line managers are convinced this is worth doing (or, worth trying on a pilot basis), if they’ve explained it clearly, they should get started

· Be open to feedback, and be ready to adjust. If there are problems in the first few months, line managers need to make adjustments as needed

· Some field units have found that dual delegation can be much easier if the two agencies have collocated

· One site found that those closest to the ground were most open to dual delegation; those higher up the food chain were more resistant 

· Some have found that information sharing increases with a dual delegated supervisor

· Some also found that the natural resources were managed in a more integrated fashion when supervisors had dual delegation authority

· [image: image22.wmf]Take time to focus on how performance appraisals will work; that’s often a sensitive issue

Environmental Education

One Example: Project Learning Tree

This international award-winning forest education program is a partnership between the Idaho Forest Products Commission, Idaho Departments of Fish & Game, of Education, and of Lands; the BLM and the U.S. Forest Service. It uses the forest as a tool to learn about forest ecology, wildlife and related issues tied to natural resource management. The program’s target groups include teachers in grades K-12, their students, and “nonformal educators” like Girl Scouts and other youth leaders, and natural resources professionals. 

Project Learning Tree (PLT) provides a series of workshops and other products for the target groups. Its instructional strategy emphasizes how to think, not what to think. Topics include:

· The role of fire in the forest ecosystem

· Invasive species

· The impact of exotic species on wildlife and the landscape

· Natural resources and solid waste

· The value of woody debris in the forest ecosystem

· The challenge of balancing critical forest habitat for endangered species, with human activities

In addition to short courses and a week-long workshop, the partners produce a newsletter that reaches about 9,000 Idaho teachers. In 2002, 368 teachers (who teach over 14,000 students) attended PLT workshops. PLT materials are created in conjunction with state and national educational standards. Teachers who attend the workshops receive forestry kits and teaching packets that they use in their own classrooms. In addition, PLT is working with some of its partners to create a comprehensive online database of natural resource and environmental education opportunities, materials and contacts.

Funding and Organization: In 2002 the total program budget was almost $119,000. Of that, the Idaho Forest Products Commission (IFPC, a quasi-governmental agency), provided $50,000; BLM, FS and the other partners contributed the rest. All funds flow to the IFPC, which manages the program funding.

PLT is housed in the IFPC; it maintains a separate identity and operation from the promotion of forest products in Idaho.

Fire Management / Fire Suppression
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In some instances FS and BLM units create a joint dispatch center, where staff of both agencies work as one. Other locations have gone further and created a joint fire management unit, where employees work as one team to deal with all fire management issues irrespective of which agency’s land is involved. When it’s a joint fire management unit, whichever employees are closest to the fire are the ones who respond first; no senior managers need to sign off on these calls. In some cases, the employees don’t wear agency uniforms. Rather, they have interagency fire management logos on their shirts, which have become their own “uniforms.” In other instances they retain their own agency uniforms and identity.
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· How to determine who pays for what?

· Salaries: how to determine how much to charge to each agency?

· Organization structures that are different between the two agencies, and make it hard to collaborate

· Different fire suppression training qualification standards

· Getting buy-in from headquarters. The two agencies’ headquarters still act as separate entities – one will issue a data call (for fire information), then the other will issue a data call for the same information

· Budget is a big challenge – different agency budget policies and procedures take time to deal with

· Different agency operational procedures 

Dealing with the hurdles:

· Some joint units assume that each fire management staff puts in about half of his/her time on each agency’s land. They track where the employees’ time actually goes. When it doesn’t come out 50/50, they adjust in their payments to the Fire Management Officer’s salary 
· In terms of other expenses, keep it simple. Rather than transferring money back and forth for each budget category, some units keep track of total costs for each agency, and balance out any inequities at year’s end through payment into a reimbursable account. Rather than dividing every expense in half, they have one agency pay for one cost (say, copier expenses), and the other pay for other ones

· Line managers need to deal directly with employees who strongly oppose the joint operation. In some locations they have moved people to other positions so that they couldn’t hold up the change

· Demonstrated successes have helped greatly. When the staff see that they manage fires better through the integrated approach, it increases their commitment to it

Some Lessons Learned:

· Be flexible!

· Look at the fire program as a whole, don’t look at each individual decision in an isolated way 

· Look to the long run. Employees need to focus on the overall benefits to themselves and to the community

· Attitude is critical – if you want to make this work, it can work; if you don’t want to make it work, it won’t. There’s nothing illegal about it 
· An attitude of “this can work” must begin with the line managers 
· It helps the fire management staff to have a single point of contact for fleet and for telecommunications
Fleet


In some locations it makes good sense for the BLM and FS to maintain their own separate fleet of vehicles. In others, that’s a waste of money and employee time, and the operations can be merged. When fleet is merged, the staff units work together, each servicing vehicles from both agencies.
How it works: One locality’s example

In one location, the fleet operations of both agencies have been merged. There, the vehicles are serviced by mechanics from both agencies (irrespective of which agency owns that vehicle). They operate with a Working Capital Fund. The staff track the amount of time they work on each agency’s vehicles (the FS owns 60% of the combined fleet, BLM has 40%). By multiplying each mechanic’s hourly rate times the amount of time spent on each agency’s vehicles, they determine the total resources put toward each agency. If, at year’s end, that reflects the same 60/40 breakdown, no money changes hands. If not, one pays the other through a reimbursable account.

There are several payoffs for working this way in fleet:

Payoffs:

· Flexibility: with a larger number of mechanics, they can use whoever has the most experience/skills for a given vehicle

· Cost savings: only pay upkeep on one shop, just one set of manuals to buy, reduced number of tools, one manager instead of two 

· Learning: senior people can help the younger ones

· Faster turnaround on vehicle repair: with more mechanics, it’s less likely that a vehicle will sit for several days because the one specialist for that vehicle is out 

· Higher customer satisfaction, both internal and external

· Preventive maintenance plan for all vehicles

How they integrated:

· There were two separate fleet operations prior to the merger in 2000. They were located only 5 miles apart. Managers of the agencies agreed they would be more efficient and effective by combining the two

· The Forest Supervisor and District Manager created an interagency team (including the AO). They also had a GSA person, someone from BLM’s Denver Service Center, and people from the BLM state and FS regional offices on the team

· The team took a look at both fleet shops, and recommended the merger. Having outsiders analyze the issue provided more credibility to the change

· They chose to move both operations into one agency’s existing fleet shop. The road maintenance crews from both agencies were also merging, and they took the other agency's fleet shop.

· The two shop foremen and the AO planned the details of the merger

· One of the fleet employees had strong reservations about combining the two shops; he was sure “it would never work.” Soon after the merger, he retired

· The obvious benefits of the merger made believers out of others who weren’t sure if it could work

Hurdles:

· BLMers were skeptical, because the Fleet Manager for the combined unit is a FS manager. They thought this would be a “FS takeover”

· Different accounting systems, different procedures for checking in vehicles

· Different HR policies (BLM’s are often more flexible on issues like cash awards) 

How Hurdles are Handled:

· The Fleet Manager pays great attention to being fair (and being perceived as fair) in dealing with agency differences. She’s obviously succeeded: in 2000, she was named BLM’s Fleet manager of the Year … and she’s a FS employee!

· They use the agency’s procedures and accounting systems for that agency’s vehicles

· Concerning HR policies, the Fleet Manager has great support from the AO, and they find creative ways to work out differences. The Fleet Manager makes sure that mechanics from both agencies receive the same kind and amount of awards. For performance appraisals, they use the form, procedures and elements of the employee’s home agency

· If there’s an accident, the agency employing that driver is liable

NOTE: most of the operational details were worked out after they merged operations. That is, they found that it wasn’t possible to anticipate all issues and hurdles up front. The Manager and her AO emphasize that these problems all have solutions, “IF YOU WANT TO MAKE IT WORK.”


Front Desk 

BLM and FS visitors come to obtain information, permits, maps and advice. They don’t usually care whether the employee serving them works for the BLM or FS. They just want what they want. Improved customer service is one of the three major Service First objectives, and that’s what happens when customers can get what they need in one stop, at the local office nearest them (or electronically).

How It Works: One locality’s example 

The front desk is staffed by one person who is a FS employee and does work for both agencies. The BLM pays about $20,000/annually toward her salary. Her supervisor provides back-up help for this one employee. They have an interagency agreement specifying how they manage the front desk. Those who work at the front desk are authorized as collection agents and handle financial matters for both agencies. They answer the phone, “Public Lands Center.”

The front desk employee and supervisor sell maps for each agency. Each agency has its own ledger, accounts and computer system, and front desk staff learned how to use both. The employees provide information on both agencies (road conditions on the public lands, mining information, etc.). They received no formal training for their jobs; they learned on the job, asking more experienced staff when they didn’t know the answer to a question. They also learned by spending time in the field with FS and BLM specialists.

Key Steps:

· Line managers agree that they want a jointly-run front desk

· The managers communicate the decision to employees, and spend time with the person who will supervise the combined front desk staff

· Form a team to plan the arrangement of the space. Include those who will work at the front desk on the team

· Line managers write and sign an interagency agreement spelling out the key responsibilities at the front desk, expectations of staff to work as one team, how money is to be handled, who supervises them


Hurdles:

· Cost of remodeling

· Can take time for front-office staff to learn to work together

· Different financial and accounting systems, rules, procedures

· Different policies concerning the selling of maps (e.g., FS requires its maps to be locked up each night but the BLM doesn’t), and concerning procedures and policies for receipts and permits

· Different employee leave policies

· Employees who have trouble sharing their “turf”

· Personality conflicts at the front desk

Dealing with the hurdles:

· Cross training helps – both formal and informal. Many units report that the best training/learning is informal, as newer people learn from those with more experience

· Some front-desk staff learn by spending a day every so often in the field with subject matter experts

· All front desk staff should be authorized as collection agents, so that they can handle money and back each other up when one is out 

· For financial issues, give each staff member access to the other’s financial system. NOTE: Some staff may insist that this isn’t possible or even legal. Tip: it’s both legal and possible!

· For map sales in some locations, BLM buys FS maps, then sells both agencies’ maps and collects all proceeds

· Front desk staff must be given the opportunity to help design the joint visitor center

· Hold joint staff meetings on a regular basis

· Have a single staff member oversee front desk operations 

· Give each front desk staff member the computer of the other agency

· It helps to remind the front desk staff – we’re all one team here, we’re not competing

Some lessons learned about the shared front desk:


· Differences (professional, personal) may arise; if they do …

· Don’t assume the front-desk staff will be able to work out all issues by themselves – if procedural or interpersonal differences between the agencies cause a problem, a supervisor should intervene to provide guidance

· Resolve issues quickly; don't let them drag on.

· Line managers should take time to educate accountants and auditors who will come in to check the front office accounts. They may be more flexible in their oversight and understand that different agency policies and procedures require front desk staff to use creative solutions

· You have to learn each agencies’ rules for handling money – that’s essential

· It’s necessary to have backup help when you’re the only staff at the front desk – at certain times of year (e.g., hunting season), it gets extremely busy – and those backups need to have collection authority to handle money

· The key to dealing with most issues: communication. Those who openly communicate about needs, problems, conflicts, priorities, find they can deal with just about any problem


Joint Firewood Permits

When customers have to drive long distances to get a firewood permit (because the agency closest to them doesn’t issue the permit they need), they’re naturally upset. It makes sense for the two agencies to issue one firewood permit that covers both of their lands, and it’s an easy change to make.

Key Steps:

· Once the line mangers agree on this, have those who handle the permits for both agencies work together on a common form.

· Learn the agency differences in terms of rules and regs for the permits. Line managers can find out who has authority to make needed changes, so that there’s either one permit, or two permits that are consistent with each other.

· Circulate the form in both offices, make needed revisions, and get final approval

· In some cases, FS and BLM offices create partnerships with nearby vendors (e.g., sporting goods stores), authorizing them to provide firewood permits. That further supports customer service, because these stores are often open during weekends and evenings

Hurdles:

· Different accounting systems

· Different rules and policies concerning permits

· Deciding who pays for printing up the new forms, which can be expensive; they’re printed to prevent private individuals from making their own copies 

Dealing with the hurdles:


· Re: cost of printing new forms: Look for the simplest way to deal with shared costs. One approach: take turns paying

· The “evolution, not revolution” approach works well here. Start with those who want to try using a joint permit. Once the benefits to the customer are clear, the legality is known and nobody’s getting in trouble, others will be interested and the idea will grow

Approved agreements, direction, and form:

· FS/BLM Interagency Fuelwood Permit Letter, signed 8/3/2003.

· Interagency Agreement, Sample
· FS 2400-1 / BLM 5450-24 Permit Form
· FSH 2409.18 Handbook direction.
Human Resources – One Example of an Integrated Unit

In January 2002, the Lakeview/Klamath (Oregon) HR unit

began a two-year pilot program granted by the Oregon State

Office of the BLM and the Region 6 Regional Office of the

Forest Service.  This pilot creates a joint HR unit, which 

provides HR services to employees of both agencies

HOW IT WORKS:

--The Interagency Human Resources Officer has delegated authority to supervise employees of both agencies.  She is also delegated authority for: employment, awards, position classification, pay, labor relations, and discipline and adverse actions for both agencies

--There are two offices, one each in Klamath Falls and Lakeview

--The Lakeview office does all of the personnel action processing or data entry on-line to each of the agency's payroll centers

-- FS and BLM employees who do the payroll processing have access to both agencies' confidential personnel data systems and have learned to use both systems.  There are many rules and regulations that are common to both agencies but the systems are formatted differently

--Specialized program area services (retirement, pay and leave, workers' compensation, health benefits, life insurance) are provided for employees of both agencies out of the Klamath Falls office

Training

One third of the HR Staff is new to both the government and to HR.  Training in processes that are both abstract and yet specific is necessary.  Fortunately, the HR specialists from both the BLM and FS have deep breadth of experience and can provide excellent on-the-job, practical training for the new staff.

Continuing Evaluation

To fully showcase what can be done in a two-year pilot program the staff will continually evaluate what they are doing and how they are doing it to utilize the best practices of each agency.


Issues & Hurdles

· Because of the two separate computer systems, they must use separate BLM and FS machines to do either agency's work in data entry and word processing 

· R6 HR is working on an initiative to centralize and stovepipe HR services throughout Region 6 (which makes sense from a regional perspective, but causes problems for this pilot)  


Critical Success Factors

· Communication. They work hard to create an environment

in which everyone is assumed to have a “need to know” and information is shared freely

· Continued communication within the HR staff group is accomplished through bi-monthly conference calls and at least bi-annual face-to-face meetings of all HR staff

· The HR Officer initially spent a lot of time traveling between Lakeview and Klamath Falls to get the flow of work operating smoothly

· The BLM Deputy State Director for Administration and Director of Human Resources have visited Lakeview to see the operations on site.  The FS R6 Director of Human Resources has been invited as well

· An attitude that starts at the top of their office: this can work, we’ll make it work


Shared PIO unit: One example

This Office of Communications was set up to serve two national forests and one BLM district. The office has four full-time staff members, who provide all of the usual public information functions. Three of the staff are paid by the FS, and BLM provides 75% of the funds for the other position. 


Key Steps:

The office was established in late 2001. 

· The existing PIO officers agreed that they wanted to form one office that served all three units.

· They took their concept to the leadership teams of the existing units, explained it, and got their buy-in. One reason the leaders liked the idea: it came from the ground up.

· They looked for ways to support it financially. BLM didn’t have FTEs to offer, so it provided 75% of the funding for one FTE.

· The PIO officers created a charter for their office: its purpose, activities, different roles and responsibilities, etc.

· The PIO officers publicized the existence of the new Office of Communications through the leadership teams.

· Some time after it was up and running, they assessed their customers’ reactions. One finding: they had to clarify for staff in the three units whom they could go to for different services. They took steps to better spell out which staff did what functions.

Some Hurdles:

· It’s difficult to provide communications services for three different offices. Each manager sees communications differently, views his or her job and office mission differently. 

· The Communications staff was trying to combine the three offices’ websites into one, when the Dept. of Interior website went down. 

· There are different department policies and procedures. In the Dept. of Interior, an agency’s headquarters must approve news releases before they go out. That isn’t the case in Agriculture agencies. 


Dealing with the Hurdles:


· Concerning the challenge of working for three different managers, it took time to understand and learn how to deal with these different types of customers. The Office of Communications staff had to customize their approaches depending on how each office manager views the world and the mission of that office.

· Concerning the three offices’ websites, the staff decided it didn’t make sense to combine them into one. Instead, there are two websites, one for the two national forests, and one for the BLM district office. They have the same information in most categories, but each has its own format and templates, to maintain its own identity.


Payoffs
The Office of Communications now makes “Hill visits,” during which the staff go (as one team) to Congress and meet with their state’s two senators and the representative from their area. Demonstrating that the three units are working as one in several areas (e.g., fire management), and speaking with one voice as PIOs, has made a very positive impact on their elected representatives. Another advantage: the local media now have one person they can go to for information on the three units, and they appreciate that. They get to know that one employee, and that working relationship has been beneficial to both the media and the units.

In addition, the customers are better served. There is now one newsletter from the three offices, for instance, so all customers get the same information. Finally, the PIOs are learning from each other, and are better able to represent their offices’ services and functions to the public. 

Recreation Planning


Recreation cuts across many agency boundaries. FS and BLM staff may work with state, local government, nonprofits and private-sector organizations when planning and implementing recreational programs on the ground. Whether it’s a program to groom snowmobile trails, to develop interpretive signing, or issue joint recreation permits, there are often several parties involved. 

Here are some of the things to keep in mind:

Key Steps:

· It has to start with a common goal. Do the parties want the same thing?

· The parties need a plan they can agree on, for achieving the goal(s)

· Determine who plays what role in the project

· It’s important to determine how financial matters will be managed. Whether a strict formula is used or a more informal arrangement, this needs to be resolved early

· For large projects that involve several organizations, it often helps to formalize the agreements through an MOU

· Once the program is off and running, it’s very helpful to revisit the MOU annually. Are parts of it obsolete? Are the parties contributing according to the agreement?

Hurdles:

· People change jobs. When someone leaves the partnership, the team has to backup and find ways to bring the new person into the team

· Sometimes, one of the partner organizations pulls out

· When the leadership of a partner organization changes it can pose a challenge, especially if the new leader doesn’t believe that collaboration is important

· Finding ways to fund the program can be difficult
Addressing the Hurdles:


· Spend time with new partners; they don’t have the commitment to the program that long-term members have

· Related to that, spend time together out in the field where people can learn about each other while doing real work

· Many units handle financial arrangements informally: Each entity decides how much it can contribute (and, in some cases, they contribute in-kind rather than funds)

· Have one agency handle the money. A new account or a trust fund can be established, the parties all contribute to it, and one entity manages it

Some Lessons Learned:


· As with most partnerships, it all comes down to trust. And building trust usually takes time

· Each of the parties must participate as an equal, irrespective of size, power, status

· The individuals need to be flexible. When conditions on the ground change, when the composition of the partnership changes, it places a premium on the partners’ ability to adjust 

Road Maintenance – One Example of an Integrated Unit

Prior to the formation of the interagency office, each agency had its own road crew.  They did minimal work on each other’s roads. They began the change by collocating the two crews in one building, but maintained two separate units.  They had some joint meetings to discuss combining the two. Some BLMers worried they’d be overrun by the FS (which had more FTE). Then, the two units had some resource shortages which made it clear that they could do better if they joined forces. They formed a joint committee to study the options, and in 2001 created the interagency unit. They initially called it a two-year pilot. When they merged they gave it a new name: the Interagency Road Crew (thus, a new identity). Rather than two foremen, they have one who supervises the combined crew.

How it works:

· The foreman gives assignments to the (integrated) work crews each morning.

· The combined crews do work on roads in both agencies’ land, and share each other’s equipment as needed

· Each agency starts the year with a plan of work for road maintenance

· The foreman tries to work with the different styles and cultures inherent in the two agencies. For instance, the FS has a more highly structured work style, reflected in its very detailed plan of work. BLM is more flexible (and has a very general plan of work)

· Some changes have been required. To ensure accountability, BLM staff has to document more of their work than in the past.


Issues/Hurdles:

· Employees in one unit were all at a wage grade 10 when they merged, and those in the other varied from 3-10. There were some perceptions that the grades in one agency weren’t reflecting the work level of those staff.

· The two units had different work schedules which affected which days they could take off for holidays

· They used to have different start and end times to the work day. 

· Staff of one unit had their own desks and phones prior to the merger; the other didn’t

How they handled the hurdles:

· It required a lot of flexibility, give and take.

· One agency’s staff now comes to work a half hour earlier, and leave half an hour earlier.

· To deal with perceptions of different abilities, they are planning some technical training to bring all up to a common standard. No grades were changed.

· They are in the field so much of the time that they did away with the phones and desks.
· They visited another unit that uses an integrated road maintenance crew, and learned from them. One of their lessons: “the little things are the big things” – that is, little things become big if not handled well, and early (e.g., the name of the unit, the time they come to work).

Payoffs:

· Productivity: much more work is getting done now

· This is a broadening experience for each crew, working on different lands

· Because they have more crews to draw upon, customers get better, quicker service

· They deploy people more efficiently; since each unit works on either agency’s lands, they spend less time driving from one work site to another
· Ability to eliminate redundant pieces of equipment that are underutilized
Shared Positions 

Agencies agree to share staff positions for different reasons. Sometimes a position is shared because the FS and BLM land is intermingled, and it’s both efficient and effective to share a position. Sometimes this is done for improved customer service – provide a single face to the customer. And there are occasions where the two agencies can fund a new, shared position that neither could afford on its own.

Key steps:

· Many agencies have informally shared some staff time for years. When one person is designated to be a shared staff for a particular function, however, it helps to formalize the arrangement.

· The line managers need to first agree to have one person perform a function for both agencies.

· It needs to be formalized through an MOU or some other written agreement that spells out the position’s responsibilities. It helps to note how much time the position gives to each agency, if it isn’t expected to be 50/50. The agreement also notes who supervises the person.

· No agreement can anticipate all of the possible issues that may come up. Once the position is created, the supervisor and staff being shared should be open to feedback and revise the agreement as needed.
Hurdles:

· Being pressed for time when both agencies have high priorities projects needing their attention

· Not being given any direction (verbally or in writing) that details overall priorities, which puts pressure on staff to make decisions that they may  prefer not to make alone

· Different laws, policies, procedures and processes among the two agencies

· Personality conflicts sometimes occur

· The public sometimes gets confused when one staff person is shared by both agencies – e.g., if there are two sets of procedures for, say, a timber sale, which procedures do we use?

· Some shared staffs don’t know whom to contact when they’re not sure if what they’re doing is appropriate (or even legal). For instance: one person created some forms and permits, and doesn’t know who is authorized outside his office to let him know if they are OK or not

· Not being able to use one computer for all work

· Electronic communications; one shared staff who is used to accessing his own email system found that people sent emails using the other agency’s address

· Some employees aren’t sure how much of the shared staff’s time they can request

· Identity issues – whom do they “really” work for?
Dealing with hurdles:

· The shared staff need to be given priorities from appropriate supervisors, either on an annual basis (which works best), or on a case-by-case basis when the staff is confronted with too many demands.

· The shared staff needs to learn both agencies’ policies and procedures, just like a dual-delegated supervisor.

· In one instance, there was a personnel ceiling for a position that was to be shared between FS and BLM, and a state department of fish and game. The state agency provided the position and some salary. The FS provided a vehicle and space; BLM gave the rest of the funds for salary and equipment.

· A frequent approach to paying for a shared staff position: the person’s salary is paid by one agency; the other agency reimburses that agency for an agreed-upon percentage of that salary.

· Communication is critical. The supervisor of the shared staff needs to get involved quickly if there are conflicts or unrealistic expectations.

· Managers and supervisors need to spend time determining how shared staff should deal with different agency procedures, rules, and regulations. 

· Line managers need to speak with one voice concerning priorities, and dealing with agency differences.

· One employee who has a shared position deals with the identity question by wearing a BLM uniform when working on BLM lands, and vice versa on FS lands. “It shows respect for the agency and its culture,” he says.

Lessons Learned:

· Shared staff needs to have one person (or one management team) they can go to, for advice and guidance on priorities, dealing with different/conflicting agency rules and regs, etc.

· Be willing to be very flexible.

· Spend time with staff from both agencies; simply being visible sends a positive message, and also can improve communications.

Space Management – the BLM Approach (NOTE: A detailed BLM Space Handbook is in Appendix 6 of this Kit. For information on Forest Service requirements related to space and moving issues, contact: Joel Biren, mjbiren@fs.fed.us)

Space Leasing Plan Developed By Each State Office

· All space leasing projects are identified by state administrative officer and sent to the Washington Office for inclusion into the National Priority Five Year Space Leasing Plan – Bob Donelson

· Projects will be accomplished by the leasing staff in Denver in order of  the National Priority List

· All Projects will be sent to Denver through the state administrative officer

· All Projects not coordinated through each individual state administrative officer will be returned

· Any project not on the National Priority List will be acquired as time allows

Space is unique!

· A successful transition into new space looks easy to most employees

· Call Denver Space Leasing to get a contracting officer’s help

· Each new lease will be initiated by the state through Denver office notification at least 24 months prior to expiration of the current lease.   More complex requirements will be started earlier, small projects (under 5,000 square feet ) require less time

Why Lease Rather Than Own?
· Congressional approval is required for new facility construction/ownership – rarely occurs no matter where the project is on the priority list

· Owned facilities are costly to maintain; many times maintenance ends up a low priority> Therefore the owned facilities eventually become functionally obsolete

· Why can’t BLM build leased facilities on Government owned land?

Early in 1980 Congress discovered that BLM was providing the land for leased facilities with the lease provision that at the end of the 20 year term the building belonged to the Government.  Congress determined that this leasing method was being used to circumvent congressional approval for building facilities and therefore strictly prohibited this method of leasing government-wide.

Facilities that were acquired using this method include:


Farmington 


Rawlins


Filmore

Rock Springs – Has been replaced with another government owned facility


Lewistown – Is being replaced with a leased facility


Salmon – Was replaced with a leased facility


Space Decision Making Process
· Utilization rate of present space - How to determine how much space you have/need:

· For funding consideration the overall utilization rate is 200 square feet per person.  To quickly determine what the utilization rate of your office is:

· Total amount of office space

· Divided by the number of Full Time Employees

· Equals approximate overall utilization rate

· See the BLM 1535 Space Manual in the appendix for more specific details regarding other types of employees and the allocation of space

· Identify Space Choices 

· GSA Procured space or BLM Procured Space?

· Leased or Government Owned Space?

· Is there a Natural Resource Agency in the community that might consider collocation?

· Is there any other Public Entity that might make a good space partner?

· Does either agency have enough excess space to house both agencies in one location?

· What is the expiration date of present leases?

· Do the leases contain any termination rights?

· Could there be improved facility efficiency through collocation (i.e. conference rooms, lab space, computer rooms)?

· Do opportunities exist to share scarce resources (such as staff, managers, vehicles, heavy equipment, office equipment)?

· Does GSA have any large blocks of space available in the area?  If GSA has space available that can meet the need, there is no option but to move into the GSA space.

· Does either agency have a union?  Decide early in the process the role that the union will play in the space process.  Buy-in should be sought early on. To maintain equity between the agencies, involve employee representatives from all agencies even if all agencies do not have a union.

Security Issues

· All new lease space will include SMART card access – it is not an option – it is a requirement !

· The SMART card is a national asset and could be programmed to allow entry by emergency personnel or anyone else with a need for access.
· Washington Office – Bob Donelson – has a video available for further SMART card details
· Design Criteria to better facilitate secured spaces for all new leased space include, but are not limited to:

· Public Restrooms in Reception Area

· Secured Employee Area

· In smaller communities, after hour use for Conference Area without access to rest of the building

· Safety buzzers under reception area counters

· An exit door for receptionist personnel

· Lock down of reception area

· Encouraging the use of landscaping barriers

· SMART card equipped exterior doors

· Wareyard vehicle and pedestrian gates

· Ensure personnel emergency exit through secured wareyard areas

· SMART Card Access is now being provided on:

· Mail Rooms

· Proprietary Files Rooms

· Computer Rooms

· Law Enforcement Offices

· Any area that requires limited access

How to Collocate (technical issues):

· Develop an Interagency Agreement to establish the commitment on the part of both agencies to the lease term and the co-occupancy of the space.  

· Determine which agency will be the procuring agency – normally it is the larger agency, but other factors play a part, such as availability of leasing resources.

· Washington Office Instruction Memorandum Number 96-142 established a permanent waiver of the standard 18% surcharge for BLM/Forest Service collocation efforts only.

· Instruction Memorandum No 97-48 established a 5% surcharge for all other agency collocation efforts.  The surcharge is meant to compensate the BLM for the general and administrative expenses resulting from procuring and administering the lease agreement. 

· If the collocation is in government owned space, a reasonable cost for facility maintenance and prorata charges should be made for utilities and janitorial expenses.

· A space worksheet is developed based on the Table of Organization of each Agency Agreement regarding size of the shared space.  Agreement should be reached by both (or all) agencies involved at this point.  


· The special requirements are developed from the space worksheet and are unique to each project

· Create teams for technical issues, with clear parameters of their roles, including strict deadlines for completion. 

· Members of the team(s) may include, but are not limited to:

· Telecommunication Specialists

· Information Resources Managers

· Safety Managers

· Engineers

· Contracting Officer’s Representative

· Facilities’ Managers

· Representatives from every part of the organization 

· Union Representation 

· A member of the office management team

· In an existing facility, the owner of the building should also be represented

Moving – The BLM Approach 

See Appendix 7 for BLM’s Move Handbook – it provides many, ideas from successful moves and provides a blueprint for success for any move. While it was written by BLM employees, most of the information is relevant to FS employees as well.

Collocation has been described as a marriage or in difficult situations as a shotgun wedding.



The Interagency Agreement is the Pre Nuptial Agreement



The procuring of the space is the Engagement Period


The occupying of the space is the Wedding Ceremony



The Happily Ever After is up to the parties.

Telecommunications – An Example of One Integrated Shop

What They Manage:

The interagency telecommunications office services both agencies, and also the National Fish and Wildlife office, as well as a National Parks office. The office works on all network hardware systems, mobile, base stations and microwave radios, and phone systems.

The office is staffed by four BLM and FS employees, who work in an integrated fashion. The two agencies have separate telecom systems; each employee works  on both systems.

How it Works:

They combined their staff and shops in 1999. The fire crews in the region were already integrated. They moved the telecom staff into two shops (there had been three, and one was closed).  They pooled all of the radios, and didn’t fill two positions when those people took other jobs.

There are two different radio systems, but every mobile and portable radio can access both systems (as well as the Fish and Wildlife system). Thus, if one system goes down, they can switch to the other system immediately. This is not only good service, it’s necessary because FS firefighters work on BLM lands, and vice versa. BLM’s system operates primarily within BLM boundaries, and the FS system works mainly within the FS boundaries.  

The two agencies’ staff members know each others’ systems. Thus, if someone in the field has a problem with their radio and calls for help, whoever is at the office can service the call. People in the field don’t hear “he’s not in the office today” when they call for help. They have two telecom shops in the area. If a radio in a vehicle is down, the driver can take it to the closest shop.


Payoffs:

· Faster customer service

· More efficient staff usage (before this arrangement, telecom staff would sometimes drive two hours to service one of their agency’s vehicles, and that vehicle was sitting only 15 minutes from the other agency’s telecom shop)

· Cost savings – no need for two managers, fewer buildings to support 

· Standardization of equipment, fewer types of parts to keep on hand, less training for technicians, no need to duplicate expensive test equipment

Testimony to the benefits: 

In the summer of 2002, fire teams had enormous challenges in the region. The firefighters told the telecom staff that their systems were among the best they’d ever seen, because each functions as a backup to the other.

Hurdles:

· The usual resistance to change

· The time and effort to make the move from 3 shops to 2

· The state and regional offices have made decisions that treat them as separate agencies, not as one interagency force

Critical Success Factors:

· An attitude: that they want to serve, and don’t really care what uniform they used to wear

· Demonstrated payoffs to the customer, and positive customer feedback. They get great satisfaction when they see that the integrated approach provides better customer service

· Standard approach to preventive maintenance

· Cost savings

Training 

There are many examples of shared or cooperative training between BLM and the FS. At the BLM National Training Center (NTC) in Phoenix, employees from both agencies can take courses together in Telecommunications, Electric Systems, Pipelines, and Lands for Managers topics (among others). Some classes are also open to National Park Service employees. For a complete listing of NTC courses, check http://oslearn.ntc.blm.gov/NTCSCHEDULE.nsf  -- click on Courses by Category in the upper left part of the page. Forest Service employees can get more information on BLM courses open to FS employees by contacting Bill Cotee (who, in 2003 was the FS coordinator with the NTC), at bcotee@fs.fed.us.

Some of the courses that FS employees might consider taking at the NTC (which are open to FS personnel) in the lands and realty area include:

· The Lands and Realty Academy (17 weeks of class spread over one year); this course is co-produced by FS and BLM, and spaces are reserved for FS employees

· National Lands Training for Line Officers and Program Managers 

· Foundations of Land Tenure

· Managing Major Rights of Way Projects

· Wireless Telecommunications Systems

· Electric Systems

· Pipeline Systems

· Adjudication Fundamentals

· Environmental Site Assessment

In addition, BLM offers a course called “Pathways” that is open to FS employees (mainly supervisors and managers) with Service First experience. The course provides a view of the whole Bureau, and includes a look at the BLM culture and how it developed. Several dual delegated FS supervisors and managers have attended, and found it very useful.

And at some Service First locations, the BLM and FS plan joint training sessions for employees with similar interests. There are many benefits; not only efficiency, but also shared information, more open communications, and the opportunity to discuss joint projects.

Joint Training: One Example

The BLM and FS are collocated in the Lakeview, OR Interagency office. They conduct joint training sessions for the combined staff in areas such as fire training, retirement training, stress management, COR training, Word and Excel, defensive driving, CPR and first aid, and heavy equipment operation.

How it Works:

Usually one agency takes the lead, arranges the training, and distributes a sign-up roster. Each agency pays a percentage of the training costs, based on its proportion of the class attendees. The lead agency for that session pays the bill, and is reimbursed via a reimbursable work authorization (BLM form 1681-3). When that isn’t possible, “plan B” involves each agency billing the contractor separately, based on its percentage of attendees. A third approach is often used for fire training; when it’s taught by an outside instructor one agency pays for one course, and the other pays for the next one.
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What to Share? 


Many Possibilities:





bathrooms, 


meeting rooms, 


training rooms, 


computer room, 


front office visitor center space,


joint fleet, 


mail room,


one smart card system








And once both agencies have moved in:


 





Hold informal activities to help people get to know their new neighbors. Brown bags, pizza luncheons and the like can go a long way. 





Hold some meetings of both staff (could be all managers and supervisors, could include all staff), to learn about each agency and its culture and operations. 





The line manager and AO can do simple things to help the newly-arrived staff feel welcomed: ask them if their computers are working, if they have space for files, if phones are working well, etc. These everyday needs are especially important at the beginning, when there may be a number of employee concerns about the move to collocation.





6-9 months after co-locating, bring employees from each unit together to assess: what’s working well? What needs to be changed? Do we want to go from collocation to co-mingling in any area?
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“It’s hard to know who works for BLM, who works for the FS. The customers don’t care, of course, and sometimes I forget!” – a Forest Supervisor
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“When you get into collocating, the little things are the big things.”


-- one employee in a collocated office





One manager’s quote: “It’s hard to know who works for BLM, who works for the FS. The customers don’t care, of course, and sometimes I forget!”
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One Example of a Joint Fire Suppression Unit – Montrose, Colorado





The two agencies operate a joint fire suppression unit. In 1991, a former FMO retired, and suggested to his colleagues that they should integrate the fire dispatch operation. That happened from 92-95, going from two dispatch centers to one.  During this time, the fire staff would sometimes send an employee of one agency to help fight a fire on the other’s land (informally done, no MOU used then). The fire staff started to see other opportunities for sharing (space and equipment). In 1996, BLM added on to the building where its fire staff worked, and FS fire staff moved in. The FS paid for some of the costs (NOTE: This was done with no formal written agreement – the two FMOs worked out it and made it happen). 





The following year, both agencies’ fire staff held a meeting to plan a joint fire suppression operation. They drew up a list of roles and responsibilities, looked at where the equipment and trucks were located, and created the new joint unit. They took on a new identity and new name: Montrose Interagency Wildland Fire Management (written on the trucks and on their shirts). Today the BLM owns the building where the fire operation is housed; the FS doesn’t pay rent, but helps with certain expenses. The FMO is a BLM employee, the Associate FMO works for the FS.
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“This (Service First) is how government really ought to work. The American people need to know this story.” – member of Congress from a western state.
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Questions to Ask when Planning a Collocated Visitor Center: (NOTE: This comes from Shelley Davis-Brunner -- Idaho)





What goals have the agencies set for the center?


What functions do we want this center to perform, in addition to providing information: offer interactive displays? Touch screen terminal? Kids’ area? Sell hunting/fishing licenses? Wood permits?


Is the information provided limited to BLM and FS? Do we want to include information from other federal, state, and/or local agencies?


If the answer to the above question is Yes, we need the IRM people involved.


Should the center be a revenue producer? If so, cooperating associations need to be brought in


How can we learn what some of the creative visitor information centers in other areas are doing?


How will we train our staff, to respond to questions about the other agency(ies)? Field trips? Cross training?


What’s the overall theme of the room?


What image are we trying to convey to the public?
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