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Section C: The Standard Competition

C.1. The Management Study
The Most Efficient Organization (MEO) Team prepares the Management Study (also known as the management analyses) and Agency Tender during the “MEO Phase” of an A-76 study.  The Management Study analyzes the organizational structures and staffing required to perform the work, while the Agency Tender specifically addresses the proposal that the in-house organization submits in response to a solicitation for the work that is under study.  The term “MEO” specifically refers to the organization proposed in the Agency Tender to perform the work requirements stated in the PWS.  It is the agency’s staffing plan as identified in the Agency Tender.
The intended audience for this section of the policy guidebook includes MEO Team members and other personnel who are engaged in a Management Study in the process of developing an MEO.  Note:  If you are a member of an MEO Team, firewall limitations apply to your discussions of MEO-related matters with outside personnel.  Please keep this in mind when asking questions that may arise while you are reading the section.  The Circular and the Federal Acquisition Regulation prohibit members of the MEO Team from discussing MEO related matters with non-committee members, especially members of the PWS Team.  Fraternization or the appearance of sharing confidential information can compromise the process and result in a direct award to a private sector offeror, or cancellation and re-announcement of the study.
C.1.1 OMB Policy
The following are excerpts from OMB Circular A-76 (revised) that are associated with Management Study and the MEO Team.  If you are unfamiliar with the terms used in this Section, please refer to Section A, Competitive Sourcing Overview, and to the rest of this chapter, which covers the requirements in more detail.
Attachment B, Section A, subsection 8a.  Agency Tender Official (ATO).  
The ATO shall (1) be an inherently governmental agency official with decision-making authority; (2) comply with this circular; (3) be independent of the contracting officer (CO), source selection authority (SSA), source selection evaluation board (SSEB), and performance work statement (PWS) team; (4) develop, certify, and represent the agency tender; (5) designate the most efficient organization (MEO) team after public announcement of the standard competition; (6) provide the necessary resources and training to prepare a competitive agency tender; and (7) be a directly interested party. An agency shall ensure that the ATO has access to available resources (e.g., skilled manpower, funding) necessary to develop a competitive agency tender. 

Attachment B, Section A, subsection 8d.  Human Resource Advisor (HRA).  
The HRA shall (1) be an inherently governmental agency official and a human resource expert; (2) comply with this circular; (3) be independent of the CO, SSA, PWS team, and SSEB; (4) participate on the MEO team; and (5) be responsible for the following:
Attachment B, Section A, subsection 8d(2).  MEO Team Requirements.  
The HRA shall assist the ATO and MEO team in developing the agency tender.  During development of the agency tender, the HRA shall be responsible for (b) advising the ATO and MEO team on position classification restrictions; (c) classifying position descriptions, including exemptions based on the Fair Labor Standards Act (d) performing labor market analysis to determine the availability of sufficient labor to staff the MEO and implement the phase-in plan; (e) assisting in the development of the agency cost estimate by providing annual salaries, wages, night differentials, and premium pay; (f) assisting in the development of the timing for the phase-in plan based on MEO requirements. 

Attachment B, Section D, subsection 2b.  Team Designations, Responsibilities, and Restrictions.  Most Efficient Organization (MEO) Team.  
After public announcement, the ATO shall appoint an MEO team comprised of technical and functional experts.  The MEO team shall comply with this circular and assist the ATO in developing the agency tender.  The ATO shall make all final management decisions regarding the agency tender.  Other individuals with expertise in management analysis, position classification, work measurement, value engineering (see OMB Circular A-131), industrial engineering, cost analysis, procurement, and the technical aspects of the activity may also assist this team.  Directly affected government personnel (and their representatives) may participate on the MEO team; however, to avoid any appearance of a conflict of interest, members of the MEO team (including, but not limited to, the ATO, HRA, advisors, and consultants) shall not be members of the PWS team. 

Attachment B, Section D, Subsection 4a.  The Agency Tender, Private Sector Offers, and Public Reimbursable Tenders.  Agency Tender.  
The agency tender is the agency’s response to the solicitation.  (1) Developing the Agency Tender.  The ATO shall develop an agency tender that responds to the requirements of the solicitation, including section L (Instructions, Conditions, and Notices to Offerors or Respondents) and section M (Evaluation Factors for Award).  In addition to the requirements of the solicitation, the agency tender shall include the following (a) an MEO; (b) a certified agency cost estimate developed in accordance with Attachment C (the agency’s cost proposal); (c) the MEO’s quality control plan; (d) the MEO’s phase-in plan; and (e) copies of any existing, awarded MEO subcontracts (with the private sector providers’ proprietary information redacted).  The ATO shall provide the certified agency tender in a sealed package to the CO by the solicitation closing date.  If the solicitation states that prospective providers may propose alternate performance standards that differ from the solicitation’s performance standards, the ATO may propose alternate performance standards in the agency tender. 

Subsection 4a.(1)(a) Most Efficient Organization (MEO). 
The MEO is an agency’s staffing plan as identified in the agency tender.  The MEO is not usually a representation of the incumbent organization, but is the product of management analyses that include, but are not limited to, activity based costing, business case analysis, consolidation, functionality assessment, industrial engineering, market research, productivity assessment, reengineering, reinvention, utilization studies, and value engineering.  The HRA shall develop and classify new position descriptions based on the MEO, but the agency shall not hire employees to staff these positions unless the agency is the selected provider.  An MEO may be comprised of either (1) government personnel or (2) a mix of government personnel and MEO subcontracts (see Attachment D).  Agencies shall not include new MEO subcontracts that would result in the direct conversion of work performed by government employees.  Other elements of the MEO include an organization chart reflecting the MEO; position descriptions classified by the HRA for positions projected to be in the MEO; a description of the organization that will execute the quality control plan; MEO equipment, supplies, material, and facilities; and specific details of MEO subcontracts. 

Subsection 4a.(1) (b) Agency Cost Estimate.  
The ATO shall develop and certify the agency cost estimate (the agency’s cost proposal) in accordance with Attachment C, using the COMPARE costing software.  

Subsection 4a.(1) (c) Quality Control Plan.  
The ATO shall include a quality control plan in the agency tender, as required by the solicitation.  The quality control plan shall, at a minimum, include (1) an MEO self-inspection plan; (2) MEO internal staffing (which shall be included in the agency cost estimate for personnel costs on SCF Line 1); and (3) procedures that the MEO will use to meet the quality, quantity, timeliness, responsiveness, customer satisfaction, and other requirements of the solicitation. 

Subsection 4a.(1) (d) Phase-in Plan.  
The ATO shall include a phase-in plan in the agency tender, as required by the solicitation, to replace the incumbent service provider with the MEO, even if the agency is the incumbent service provider.  

C.1.2 NIH Policy

The following are additional policies for development of a Management Study, MEO, Agency Tender, and for the MEO Team’s practice, set by NIH in order to implement the Circular in the NIH environment.

C.1.3 Roles and Responsibilities

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

· Commercial Activities Steering Committee (CASC): The CASC is responsible for recommending the decision regarding the functions to be competed and coordinating selection of the competition officials.  CASC members are not normally members of the MEO Team.
· Commercial Activities Review Team (CART): The CART implements policy and study decisions for the NIH A-76 program, and tracks the progress of all studies.  A CART representative provides assistance and guidance to the MEO team and will attend some or all MEO Team meetings.  The CART representative is also the point of contact for communication with the CASC.
· Contracting Officer (CO):  The CO is the agent of the Government with the authority to enter into, administer, and terminate contracts and make related determinations and findings.  The CO is the only individual who can enter into a contract or modification agreement binding on the Government.  The CO is the individual responsible for monitoring the contractual side of the competition, which includes developing and issuing the formal solicitation.  The MEO Team directs all questions regarding the acquisition process, the solicitation, and the PWS to the Contracting Officer.
· Agency Tender Official (ATO): The ATO is the inherently governmental Federal employee responsible for developing, certifying and signing the Agency Tender documents in order to submit them as the official in-house bid.  This position has the ultimate responsibility that the documents submitted fully comply with all A-76 regulations, organization regulations, and human resource regulations and policies.  The ATO may lead the MEO Team in its development of the Management Study, the Agency Tender, and the Agency Cost Estimate.  The ATO must also build an MEO Team to support the development of the Agency Tender documents.  The ATO ensures that the MEO Team has the resources to complete the study and to complete the Agency Tender documents.  Later sections of this document provide more information regarding the roles and responsibilities of the MEO Team 
· Human Resource Advisor (HRA): The HRA is the human resource expert that supports the MEO Team in the development of all of its documents.  The person who fills this role must be an inherently governmental agency official and a human resource expert.  The person may come directly from the organization under study or from the larger division or department.  The role is to ensure that all human resource requirements, Federal and specific to the organization, are complied with.  The HRA also resolves human resources issues as they arise in the development of an MEO and as they apply to directly affected staff.
· MEO Team Members: Each organization that undertakes a competition forms an MEO Team to develop the Management Study, Agency Tender, and Agency Cost Estimate.  The ATO will choose the MEO Team members and designate a team leader.
C.1.3.1 MEO Team

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

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

	Study Size
	Recommended Number of Team Members

	Small
	4 to 6

	Medium
	7 to 11

	Large
	9 to 14


Directly affected employees may be members of the MEO Team.  All MEO Team members are subject to firewall restrictions.  They may not discuss their work or decisions with individuals outside the team due to the confidentiality rules.  In addition, members of the MEO Team lose their right of right of first refusal.  (See Section A.2.2 for more information regarding the Right of First Refusal.)  
C.1.3.2 Orientation of Successful MEO Teams

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

· Commitment to the Purpose of the Team: Team members volunteer for or are assigned to the MEO Team for a variety of reasons.  Regardless of the reason, a commitment to actively learning about the organization with an open mind is essential to producing the best quality documents for the process.  It is equally important not to confuse the discomfort and dissatisfaction with competitive sourcing with the willingness to work.

· Commitment of Time: Each member must make a commitment of time to perform his or her respective role in the Team.  There will periods of intense work, periods of document review, and the need to deliberate over important decisions.  Time commitments may vary somewhat, depending on the specific assignments of the MEO Team members.  However, all MEO Team members should be prepared to meet at least once per week (more frequently during times of intense work), with preparation and document review time in addition to the meeting times.
· Commitment to Change: It is vital to support the purpose of competitive sourcing.  The goal is to serve as a catalyst for change; change aimed at efficiency and effectiveness of an organization under study.  It is vital that members be open-minded toward new ideas and changes.  This includes putting aside internal politics for the sake of evaluating the options for a new organization fairly and completely.  Change may include decisions that affect individuals in the organization, individuals who may be colleagues, subordinate staff, or peers.  A commitment to change means that the MEO Team must address difficult decisions honestly, despite discomfort with potential outcomes.
C.1.3.3 MEO Team Training
For the MEO Team to be effective, knowledgeable, and capable of making informed decisions, it is useful for Team training to include the following subjects: 
· Roles and responsibilities in the process

· Components of an A-76 Competition 

· Development of the Management Study

· Development of the Agency Tender

· Development of the Agency Cost Estimates

· Firewalls
C.1.4 MEO Team Documents

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

· Develop the Management Study, including the MEO: The Management Study and MEO is an internal team document that the MEO Team develops to document the current operations and practices; recommend organizational improvements; and, recommend new organizational structures and staffing.  
· Develop the Agency Tender, including the Phase In Plan and the Quality Control Plan: This primary document is the in-house organization’s bid in the competitive A-76 process.  The document uses the Management Study as a basis.  See the Agency Tender Section of this guidebook for more information.
· Develop the Agency Cost Estimate:  This is the cost estimate of the entire in-house bid.  Frequently, the MEO Team only needs to supply cost information to the team’s consultants to develop the complex elements of the Agency Cost Estimate using COMPARE software.  The Agency Cost Estimate is the government’s cost document.  See the Agency Cost Estimate section of the guidebook for more details. 

· Develop a Continuing Government Activity: Some MEO Teams, though not all, may develop the continuing government activity, formally called the residual organization.  The continuing government activity includes the positions and responsibilities that will exist whether the MEO wins or loses the competition.  The MEO Team may also document how the MEO will interact with the continuing government activity, if the MEO wins.   Typically, the development of the continuing government activity is included in the Management Study 

· Prepare Descriptions and Classify Positions: The Human Resources Advisor (HRA) will play the central role in modifying existing position descriptions or developing new position descriptions for the MEO.  The MEO Team must review these documents and make certain that the planned positions will meet all of the needs of the MEO.  The HRA must certify that the position descriptions can perform the work described in the Agency Tender and PWS.  The position descriptions will be included in the Agency Tender.

C.1.5 MEO Team Tasks and Duties

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

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

· Initiate analyses to gain a fuller and alternative view of the organization.  The MEO Team needs to view all of the data and information related to the organization under study.  Alternative approaches to view skills, productivity, workload, and assignments are necessary to prepare for the Management Study and the Agency Tender.
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In short, the diagram below shows the flow of tasks and document generation and submission.
C.1.6 Developing an MEO/Agency Tender Timeline 

In order to meet the short time frames for creating the Management Study and developing an Agency Tender and Agency Cost Estimate, the MEO Team must develop comprehensive planning documents.  The timeline should include key tasks, dates, and responsibility data at a minimum.  The timeline should estimate the release dates for the PWS and the solicitation since these products directly affect all aspects of the timeline.  Exhibit C.4-3 shows a detailed MEO Team timeline

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

C.1.7 Initial Data Gathering 
To meet its responsibilities successfully and completely, the MEO Team must gather a wide variety of data and information prior to starting analyses, making decisions and producing documents.  Another chapter discusses analyses that require this data and information.
Below is a list of important data, why it is important, and where the MEO Team will use it in the Agency Tender development process.

This table summarizes the data and information that is useful for the development of the management plan:

listing of Data requests 

	Type of Information
	Purpose(s)

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

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

	Organization Chart(s)
	Supports initial analysis and development of the Management Study  
Shows the current organizational structure and lines of management authority in visual form.  Provides context for the construction of the MEO, and the MEO Team may use it as a supporting appendix in the Agency Tender.

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

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

Assists in developing interview plans for the MEO Team. 

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

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

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

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

	Special Activities/Services or Special Customers
	Assists in the development of special staffing and the assigning of special or different services to specific elements within the MEO.  

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

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

Provides insights on functional requirements.

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

	Travel Requirements
	Travel is a cost in the A-76 study; therefore knowing current travel requirements is a useful starting point regarding what travel should be included in the Agency Tender.

	Proposed Inherently Governmental Functions
	Provides the MEO Team with an understanding of how senior management categorizes functions and tasks and how the tasks and functions may be categorized in the PWS.  The existing FAIR act inventory is a reasonable starting point of discussions.

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

	Current Operating Procedures
	Provides information about current organization’s procedures valuable to understand before making recommendations to change operations   
Will be used in parts of the Management Study and possibly in the Agency Tender.

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

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

	Equipment and Facility Inventories
	May be required if equipment and facilities are not Government furnished.

	Security Requirements
	Knowing special security requirements is essential in determining costs and constructing an acceptable MEO.  The Agency Tender must account for the time needed by management to assist new staff through the security process.  

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

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

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


C.1.8 Management Study’s Relationship to Other A-76 Documents

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

Importantly, the MEO is also included in the Agency Tender and is the basis for the Government’s Offer (Agency Cost Estimate).

C.1.9  Purpose and Format of the Management Study

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

· Serves as the analytical basis for the development of the Agency Tender. 
· examines and documents the current practices of the organization under study, and
· Builds the most effective and efficient possible future organization from an understanding of the current organization and in-depth analysis of the requirements in the solicitation.

  The Management Study should present a complete picture of the current organization, an assessment of its strengths and weaknesses, recommendations to transition from current organization to a new one, and the supporting rationale, analyses, and justifications for making changes.  
Each section of the Management Study will be discussed in more detail later in this chapter.  
Management study format

	Chapter
	Name
	Content

	1
	Introduction
	Provides an overview of the Management Study.

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

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

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

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

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

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


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

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

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


The Management Study is an internal document that is not submitted as part of the Agency Tender.  However, as described in later sections, many of the sections within the Management Study are the basis of sections within the Agency Tender.

C.1.9.1 Chapter 1: Introduction to the Study
Chapter 1 is a short introductory chapter.  Its purpose is to explain the scope of the study, the purpose of the study, and the identity of the study’s major participants.  It may contain: 

· Background and history of the organization under study:  Provides context and a brief description of the relevant aspects of the organization
· Timelines:  Provides timetables for completion of the study
· Scope of functions and tasks within the study and those functions and tasks specifically excluded.  It may include geographic locations and the location of physical facilities.  
· Management Study Format:  Describes the chapters for this particular study
· Purpose of Management Study:  Describes the purpose of the Management Study
· Methodology Used:  Describes methods and techniques used in the Management Study
C.1.9.2 Chapter 2: Current Organization

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

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

Below is a sample introduction and mission statement for Chapter 2.  All samples are taken from a past NIH study.
Sample Chapter 2:  introduction and mission statement

	INTRODUCTION

The purpose of Chapter 2 is to represent the current operations found throughout the XXX program.  It is meant to provide an overview of major processes and activities in the scope of the study contained within the PWS.  It is not meant to be an exhaustive listing of every activity at every location, nor will it spell out all of the subtle differences in process and the order of steps that were found at the individual sites during interviews.  Chapter 2 will provide a context and part of the bridge from the current organization to the new organization.  Readers of the document will use it to understand the activities of the NIH (program). 

The processes described below fall into, for example, 5 distinct categories as dictated by the PWS.  The categories include: 

· Category 1: Administrative Tasks

· Category 2: Customer Service Tasks

· Category 3: Maintenance Tasks

· Category 4: Reports

· Category 5: XXXX

MISSION STATEMENTS AND CURRENT ORGANIZATIONAL STRUCTURE 
NIH’s (Program) mission is to xxxx.  To fulfill this mission, NIH (program) embraces high standards of ethics, management, and accountability.  NIH also performs xxxx.  NIH (Program) also has partnerships with xxxx.  


The Current Operations section also typically contains a brief discussion on workload demand characteristics.  Understanding workload drivers allows the MEO Team better match up staffing resources and workload.  Below is a brief example. 
Sample Chapter 2:  Workload demand characteristics
	MAJOR WORKLOAD DEMAND CHARACTERISTICS

NIH workload is driven by numerous factors.  These include, but are not limited to:

· The number of clinics/units staffed

· The number of new inpatients and the number of new and returning outpatients

· The number of additional procedures, tests, and imaging services requested and scheduled

· The amount of transportation and lodging required by the patients

· The number of office and medical supplies required

· The number of incoming phone calls

· The clinical hours of operations


Below is a typical section that may run many pages (e.g.; 10 to 25 pages) depending on the number and types of tasks under study.  The section speaks to the specific tasks included in the study.
sample chapter 2:  tasks in study

	MAJOR PROCESSES AND ACTIVITIES BY FUNCTIONAL AREA  

Numerous clinics and services are encompassed under the Patient Care Unit Clerk study.  The section below will break out the functional areas under study into 7 categories: Admission Office; Outpatient Clinics; Inpatient Units; Computerized Appointment Scheduling Office; Voucher Office; and Other Services (Radiology).  Each category will emphasize the processes and activities associated with that particular functional area, and each will be categorized by its associated sections of the PWS.  All of the areas will be part of the MEO, part of the new organization, and addressed in detail.

The descriptions of tasks in the following sections may include information gathered by the support consultants during observations of the functional areas or interviews of [function]’s personnel working in these functional areas.  Observations (3 hours in duration per area) and interviews (1.5 hours for each employee that requested to be interviewed) were conducted in each of the 7 functional areas under study.  


The following section is a sample of the write up of a small portion of an NIH organizations current organization and operations. 
Sample Chapter 2:  Description of current operation – Part 1
	ADMISSIONS AND OUTPATIENT REGISTRATION ACTIVITIES

The following activities are performed by the Admissions and Vouchers section.  Prior to arriving at NIH, patients have been given instructions from their admitting clinic or unit to initially visit the Admissions Office for admittance prior to coming to their clinic/unit.  When patients arrive at the Admissions Office in the Clinical Center, the patients are greeted by the Admission Clerk and asked to manually sign-in and notate the time of arrival on the Admissions sign-in log.  Next, the Admission Clerk distributes the consent forms to the adult patient or minor consent forms to the Guardian if the patient is a minor.  Once the forms have been distributed, the Admission Clerk requests the patient be seated in the waiting area to review the consent forms and wait until Admissions staff is available to take the patient into the interview room.  While the patient is waiting to be invited into the interview room, the Admission Clerk at the reception area either matches the patients name from the sign-in log with the ATV form 54 for outpatients or calls the admitting Unit nurse for inpatients directly to verify that the patient should be admitted at that time. 
Next, a different Admission Clerk views the Admissions sign-in log in order to ascertain the subsequent patient to be interviewed.  After identifying the next patient, the Admission Clerk notates next to the patients name on the log and the time that the Admission Clerk is calling the patient back into the interview room.  The Clerk then retrieves the consent forms and places them back in the reception area, and escorts the patient and/or Guardian into the interview room.  Interview rooms are utilized to ensure the patients privacy while discussing the terms of their visit to NIH.

While in the interview room, the Admission Clerk explains the consent forms, answers any questions that the patient may have, and asks supplementary patient information questions.  To complete the admissions process, the Admission Clerk enters patient information acquired during the interview process into the MIS system such as: Patients Name; Address; Physician’s Name; Passport ID; Clinic/Unit, etc.  


Sample Chapter 2:  Description of current operation – part 2

	Once this information is entered, the Admission Clerk returns to the back area of the Admissions office to create a medical record, id bracelet, blue plate, and labels for inpatients.  The “blue plate” is used to create impressions on patient documents within their medical record to identify the patient’s identification information.  For outpatients, the Admission Clerk will retrieve pertinent forms from the patient and add those forms to an existing medical record or create a new medical record.  
 RECEPTION ACTIVITIES

Admission clerks handle between 75 and 100 incoming calls throughout a typical day.  The calls are not spread equally over the day hours, but instead are condensed in periods in the early morning, mid morning, and near lunchtime.  Calls are typically from physicians, nurses, patients, or other clerks that are requesting patient information updates, verifying appointments, confirming the admittance of a patient, or inquiring on medical information.  


Other pertinent sections in chapter 2 address key issues associated with organizational structures, workload, staffing, and management authority.  Below are sample sections for illustrative purposes.  The length and depth of the sections will vary greatly based on the specific organization and functions under study.  

sample chapter 2:  Organizational structure
	ORGANIZATIONAL STRUCTURE

The current organization is displayed in two organization charts listed below.  The divisions within the NIH organization that are not under study are displayed in gray font.  
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sample chapter 2:  Current workload

	CURRENT WORKLOAD

Workload is displayed completely in the PWS.  All of the workload included in the PWS also is displayed below.  This workload will be used to build the MEO as showed in Chapter 4 of the Management Study.  [The table below is an abbreviated portion of 20 pages of workload.]


	RFP #
	Requirement
	Task

	
	
	
	Area
	Year1
	Year2
	Year3

	5.1.1 
	Create and Update Clinical Resource Appointment Templates-Clinical resource appointment templates are created for different types of resources.  A resource can be personnel (e.g. physicians), rooms (e.g. procedure room), or equipment (e.g. MRI machine).  
	# of resource schedules created and/or updated 
	1NW
	20
	20
	20

	 
	 
	 
	1SW
	20
	20
	20

	 
	 
	 
	3NW
	20
	20
	20

	 
	 
	 
	3SWS
	20
	15
	15

	 
	 
	 
	5SE
	20
	20
	20

	 
	 
	 
	7SWN
	20
	20
	20

	 
	 
	 
	3SEDH
	10
	10
	10

	 
	 
	 
	OP11
	20
	20
	20

	 
	 
	 
	1H-PED
	20
	20
	20

	 
	 
	 
	OPRAD
	15
	15
	15

	 
	 
	 
	IS NM
	5
	5
	5

	5.1.2 
	Schedule Patient Appointments-Patient appointment requests may be accepted in the following forms: secure email, fax, hand-written, typed or Clinical Research Information System (CRIS) requests (for surgical services).
	# of patient appointments scheduled 
	1NWDH
	3000
	3000
	3000

	 
	 
	 
	5SWDH
	7000
	7000
	7000

	 
	 
	 
	OP10
	16039
	16039
	16039

	 
	 
	 
	OP12
	12512
	12512
	12512

	 
	 
	 
	1H-PED
	1900
	1900
	1900

	 
	 
	 
	OPRAD
	6000
	6000
	6000

	 
	 
	 
	IS NM
	6500
	6500
	6500

	 
	 
	 
	SS
	3186
	3186
	3186


In summary, the workload in the technical exhibit shows a trend of increasing administrative tasks in many locations while showing a decrease in planed maintenance tasks in most locations.  The trend with administrative tasks may have a direct impact on the number of GS-07 staff included in the MEO. 

Sample Chapter 2:  Current staff under study
	CURRENT STAFF UNDER STUDY

The following staff are under study:

Position 1: 4 GS 0301-12

Position 2: 3 GS 0303-09

Position 3: Etcetera


In most chapter 2 sections, it is necessary to mention the current management structure and its impact on the managing of persons and tasks in the current organization.  The depth of the section varies depending on the organizations under study and the number of managers and/or leaders in the study.  Below is a short sample of typical language. 
	Current Management Structure

The current management structure consists of the following 4 positions: 1 GS-13 Director, 1 GS-12 Manager, and 2 GS-11 Team Leaders.  The GS-13 oversees the entire organization.  The GS-12 manages the XXX division, which consists of XX FTE.  The two Team Leaders are assigned to specific geographic locations and manage the XXX division and XXX division respectively.

Work management under the current structure consists of a monthly meeting on priorities, human resource issues, and discussions of new customer demands and the ability of current staffing to address the customer demands.  All projects and assignments are tracked with an organizationally designed master spreadsheet that all of the management team has easy access to.


C.1.9.3 Chapter 3: Analyses and Recommendations of the Most Efficient Organization
Chapter 3, Analysis and Recommendations of the Most Efficient Organization, is a pivotal chapter that articulates the possible changes to the current organizations.  It contains all of the recommendations for the new organization and may contain critiques of recommendations not accepted for the new organization.

The chapter typically contains the following sections:

· Workload data analysis

· Analysis of Required Staffing

· MEO Team recommendations

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

The specific analyses that may be used to determine this information are explained in Section C.4.10.  Typical areas of inquiry and the structure of a written recommendation contained in the chapter will be shared as examples. 
Some key improvement areas the MEO Team should address are:

improvement AReas to be explored

	Issue
	Areas of Inquiry

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

Is it acceptable to customers and management?

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

Who receives the benefit of the task performed?  

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

Does duplication add or detract from value?

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

Where is the breakdown and is it a process issue.

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

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

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

Is the supervisory structure hindering performance?

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

Is the lack of staffing or skills damaging customer performance?

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

Does the work really warrant the grade level?

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

Does the current equipment cause staff to redo work?

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

What contracts perform a distinct or specialized task? 

	Premium Pay and Overtime.
	When is overtime being used?  

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

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


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

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

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

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

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

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

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

· Determine staffing based on new processes

The following sections are typically found in chapter 3.  Each serves the purpose of explaining changes and how analytical data was used to determine staffing and organizational changes.
sample chapter 3:  analysis of staffing

	ANALYSIS OF STAFFING

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

Workload Data

Workload data for NIH Program are shown in Exhibit C.4-1.  In developing the workload data technical exhibits, the MEO Team used the detailed workload data that was reported as part of the PWS.  This workload was projected from historic workload levels from Fiscal Year (FY) 2006 as well as other means.

Analysis of Time Requirements

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


In most Management Studies, it will be necessary to gather information regarding the time it takes to perform the tasks in the PWS.  Three types of technical estimates can be used to determine the accurate and appropriate time required to perform a PWS task: survey of staff performing the work, observation of staff performing the PWS work, or the use of technical experts to construct technical estimates.  Frequently, combinations of all three methods are used. 
sample chapter 3:  Resource requirements – part 1

	Technical Estimates

A central method to determine resource requirements is the gathering of technical estimates from the staff that actually performs the PWS-related work.  Technical estimates from functional experts are often the best estimate of the time it takes to perform a task.  Technical estimates are also useful tools when estimating tasks that are integrated in the midst of many other tasks, such as on-going financial analysis, periodic and reactive customer service, and administrative tasks.  

The first method used to gather data was to survey the staff performing the PWS workload.  The MEO Team embarked on an ambitious data gathering exercise to obtain technical estimates from over 50 staff throughout all of the offices involved with the study.  Technical estimate worksheets were designed and distributed, along with instructions, to the office point-of-contact.  Employees under study were asked to complete the technical estimate worksheets and return the completed worksheets to the MEO Team.  This data was compiled, reviewed for completeness, analyzed for accuracy, and determined to be reasonable.  


Sample chapter 3:  Resource requirements – Part 2

	A master database was created with additional coding to assist in the analysis.  Times provided by staff at each office were reviewed for internal and external validity.  Outliers were denoted and excluded from the calculations of appropriate tasks times.  These technical estimates served as the primary method to determine resource requirements.
A second method of gathering technical estimates was undertaken through observations.  The consultants observed different staff at their work locations and recorded the time it took to perform specific PWS tasks.  This information was analyzed and merged into a database to create another set of technical estimates.  These estimates were used to check the validity of the survey-reported technical estimates.

A third method of constructing technical estimates was employed to verify and further check the survey and observational technical estimates.  Specific NIH experts were asked to share the expected estimates to complete PWS activities.  This expert information was then compared to the two other methodologies and discussed as a group to determine the most accurate technical estimate for each PWS task. 
Examination of the PWS Workload

As with any MEO, the workload provided in the PWS is the cornerstone in determining the counts of tasks on which the size and composition of the MEO workforce is based.  This point cannot be emphasized enough.  The PWS workload was reviewed for completeness and accuracy.  When instances of disagreement with the workload counts and/or the description of the tasks or when tasks were omitted, the issues were raised through the contracting officer for resolution.  Many workload issues were subsequently resolved.

Each element in the PWS was assigned the position and grade that should be performing the work and the required hours to perform it within the guidelines and quality standards of the PWS. 

Assignment of Appropriate Grades and Series

Yet another aspect of every MEO is assigning appropriate grades to the tasks performed by the organization.

Each line of workload data in the PWS crosswalk Exhibit C.4-1 was reviewed in detail for the assignment of grades and series.  The grade level was determined by a comparison of the knowledge required to perform tasks based on job classification standards to the tasks in the PWS.  The MEO discussed the possible grades for each task and reached an agreement on the appropriate grade.  NIH Office of Human Resources classified the position descriptions based on Office of Personnel Management guidelines.  Many tasks were classified at lower levels than the grades that currently perform them due to upward grade shifts that occurred over time (commonly referred to as “grade creep”).

Determination of Staffing Requirements

Each of the factors mentioned above became part of the decision to staff NIH (program office).  In order to determine full staff positions, these fractional FTEs are summarized.  The technical exhibits show the total required equivalent FTEs for each grade and series.  


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

	THE CREATION OF RECOMMENDATIONS

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

Interviews with Staff

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

MEO Team Experience

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


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

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

· Process, Work Assignment, and Grading Recommendations

· Training and Quality Assurance Recommendations

· Technological Recommendations

· Equipment and Space Recommendations

Each recommendation typically has the following sections:

· Background
· Analysis 

· Recommendation
C.1.9.4 Chapter 4: Contractible Most Efficient Organization

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

· Proposed new organization

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

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

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

· Tables on premium pay and overtime for each position

A typical layout with sample language of chapter 4 is:
sample chapter 4:  methodology

	METHODOLOGY

The recommended structure and staffing of the MEO results from several separate, but related actions.  

· Analysis of workload included in the Performance Work Statement (PWS) – all of the functions and tasks – was used as a basis to determine the appropriate number of staff and their respective grades. 

· Analysis of workload required of the organization that was not included specifically as part of the PWS.  This workload is required for the continued operation of the organization, i.e., supervisory responsibilities, systems maintenance, training, etc. 

· Analysis of current and new methods and protocols that could create efficiencies. 

· Assessment of the current organization’s structure to determine whether realigning elements (or functions and tasks) within the organization could generate efficiencies.  

· Analysis of the current staffing of the organization to determine the most appropriate grade and series for each position.  Chapter 3 describes this in detail.  


sample chapter 4:  assumptions

	ASSUMPTIONS RELATED TO OPERATIONS

As with any proposed operation, certain assumptions are made concerning the environment of the operations.  Key assumptions include:

· The physical layout of the facilities will remain the same

· The regulatory environment will remain similar to today

· Existing NIH systems, including XXXX, will be accessible and functional for the MEO. 

· Workload will remain similar to its current levels with similar types of customers.

· Current contractors will need to be incorporated into the MEO to achieve full performance

· Significant hiring may be required in certain offices.  Because the MEO is a federal entity, this will require the assistance and concurrence of NIH’s Human Resource Department.  Timely hiring is dependent on the human resources ability to advertise, recruit, and screen a large pool of potential applicants.  


sample chapter 4:  most efficient organization

	MOST EFFICIENT ORGANIZATION

Proposed Structure

The proposed structure is displayed in the organizational charts located in TE 4-0XX 
Concept of Operations

A management structure will be in place in each MEO location with a Project Manager (GS-13), 5 Supervisors (GS-12), and a Program Assistant (GS-09). 

Functions will be divided among staff based on skill and responsibility levels.  The Crosswalk PWS to Staffing will show this in chart form. 

This section will describe in detail a description of where activities will occur, what they will be, and who will staff specific functions.  The section may run a number of pages.

Proposed Staffing

Exhibit C.4-2 is a Crosswalk Current Staffing to MEO Staffing, details the staffing change to the MEO from the current staffing levels by section, and provides the reason for change.  


sample chapter 4:  facilities, TRAINING, and equipment

	FACILITY AND SPACE UTILIZATION

Facility and space utilization is based on the PWS requirement that Government-furnished space and equipment must be used to perform the tasks in the PWS.  The MEO is arranged to use this current equipment and space.  


sample chapter 4:  Training and Equipment

	TRAINING 

Because of changes in skills of staff assumed within the MEO, specific training will be required for the MEO.  The MEO will offer training in the customer service and general mandatory training.  Certain members of the staff will receive additional Information Technology training and other yet-to-be determined training.  Time has been built into the MEO operations for training time for all staff. 

EQUIPMENT

Specific computer-related, office equipment, furniture, etc. are required for the MEO to meet the requirements of the PWS.  Appendix xxx in the PWS contains the list of equipment that will be provided to the MEO.  The equipment list was analyzed and appears to provide all of the necessary equipment to perform the tasks in the PWS.


C.1.9.5 Chapter 5: Analysis and Recommendations of the Continuing Government Activity (CGA) 
Chapter 5, Recommendations for the Continuing Government Activity, is included in some Management Studies based on the scope of responsibilities of the MEO Team.  The CGA provides the staff and operations for the work requirement that are not included in the PWS, and therefore not included in the MEO.  (The MEO should perform only work that is covered by the PWS.)  The CGA allows the organization to support the broader organizational mission, with both inherently governmental and commercial activities cooperating.
This chapter is similar to Chapter 3, Analysis and Recommendations of the Most Efficient Organization with the following structure:
· Analysis of Inherently Governmental Activities related to the PWS and Organization under Study.

· Analysis of CGA Staffing

· Recommendations for the CGA

C.1.9.5.1 Analysis of Inherently Governmental Activities related to the PWS and Organization under Study.

The Analysis of the Inherently Governmental Activities section addresses the tasks that are typically inherently governmental, and other tasks deemed non-contractible.  The OMB definition of inherently governmental is: 

A function that is so intimately related to the public interest as to mandate performance by government employees.
Inherently Government-type responsibilities include:

· Contract oversight

· Research and Development – certain instances
· Approving FOIA releases and Government-backed or sanctioned documents
· Signoff on adhering to Government clearance procedures

· Approval of Government policy

· Inspector General related activities

· Obligating Government funds

· Final determination of reimbursement or payment rates or amounts

It is important to distinguish between inherently governmental tasks, which the MEO Team cannot include with commercial functions in the MEO, and functions or tasks that NIH chooses not to compete.  

The section should also address how it the MEO or Contractor would interact and communicate vital information with the CGA.

C.1.9.5.2 Analysis of CGA Staffing

The section addresses and describes all of the CGA positions.  Narrative and charts are normally used.  The workload and tasks associated with each position help to determine the capacity of each position.  

The purpose of the analysis is to combine activities to create full FTE that result in fully utilized, productive positions in the larger organizational structure.  The MEO Team should pay careful attention to providing adequate oversight of the potential MEO or contract, management of funds, and other tasks deemed inherently governmental.  Grade changes, particularly downward, are often appropriate as duties change and positions are reevaluated and re-graded.  In addition, the MEO Team may find that efficiencies will allow a reduced staffing level.
The analysis section always includes a discussion of exactly which types of personnel will be performing contract management duties, and where the contract management organization sits in the larger organization.

Any workload data that may have been collected during the study related to the CGA is displayed and discussed.  Any time standards gathered are discussed, agreed upon, and eventually used to construct a most efficient CGA. 
C.1.9.5.3 Recommendations for the CGA

Typically the recommendation section is shorter and less quantitatively based than the MEO’s recommendation section in the Management Study because the MEO Team’s primary responsibility is to prepare a competitive, comprehensive response to the PWS and solicitation.. 
C.1.9.6 Chapter 6: Most Efficient Continuing Government Activity (CGA)
Chapter 6 is not included in every Management Study.  It is included only if the MEO Team also retains the responsibility for this analysis.  This chapter is very similar to Chapter 4, though less data intensive since it is unlikely that the same level of data and information would have been gathered for the CGA during the course of the condensed A-76 study. 

The most efficient CGA is typically broken into two potential organizations based on the two possible outcomes of the A-76 competitive sourcing study:

· Government Win

· Contractor Win 

In all cases, the CGA contains staff performing all of the inherently governmental functions and all of the contract administration functions.  The contract administration functions may also included the roles of Quality Assurance Representatives (QAE), Project Officers, and Contracting Officers Representatives (COR).
Technical Exhibits and charts are developed to display the new organization visually.  
C.1.9.7 Conclusion
The Management Study is a MEO Team document designed to provide context and information to develop a thorough and responsive Agency Tender.  The Management Study is closely linked to the content of the PWS and after development and written articulation will be linked to the Agency Tender. 

C.1.10 Analysis 
This section provides samples and discussions of analytical techniques that an MEO Team can choose to use to achieve its mission.  The section is not an exhaustive list of every possible analytical technique.  The MEO Team must determine the questions that need to be answered, existing useful information, and the amount of time available for analysis prior to embarking on rigorous analysis.

The MEO Team has the obligation under A-76 regulations, an obligation as the group representing the Government employees, and an obligation to the agency to perform analyses in the development of the Agency Tender.

The following section provides discussion of analytical techniques appropriate for developing the Management Study (the precursor document to the development of the Agency Tender), the purpose of the analytical techniques, and the steps that are part of each of the analytical techniques.

C.1.10.1 Purpose of Analyses

The purpose of all analytical techniques is to provide the MEO Team with additional information to make informed decisions regarding the MEO’s staffing, organizational structure, management structures and authorities, operating procedures, human resources issues, equipment and facilities, and all other aspects of the study.

The purpose of the analytical techniques is to develop quantitative and qualitative data upon which to base decisions.  The documentation or evidence derived from analyses will appear as a part of the Agency Tender, to assure the Source Selection Board (the entity that will review the Agency Tender) that the proposed new organization can perform all elements of the Performance Work Statement (PWS) in an efficient and effective manner.

C.1.10.2 Deciding on the Analytic Techniques to Use in a Study

When deciding on the type of analytical techniques to use, the nature of the A-76 process and its associated timelines must be a substantial consideration.  MEO Teams frequently have three to five months to perform a Management Study, produce a draft Agency Tender, and complete a final Agency Tender.  Because of this limited time, the MEO Team must determine which analytic effort will have the greatest benefit to the study and focus its efforts accordingly.

In making this determination, the MEO Team should consider the following: 
· Is it worth the time of the MEO Team (or supporting consultant) to pursue the analysis?

· What type of burden does the data gathering phase of the analysis place on the studied workforce?

· Is there a significant potential for obtaining new and useful information from the analysis?

· Are there other sources of data or previous studies that would provide similar useful data or information?

· Can the MEO Team design the analysis and gather the necessary data in the available time?

· Is there enough time to analyze the data, deliberate over the data, and use the results in the development of the Agency Tender?

Not all of these analytical techniques will be relevant or useful for every type of study.  The MEO Team needs to discuss and then determine which techniques are most relevant to the specific functions under study.

C.1.10.3 Types of Analysis

Among the analytic techniques discussed in the following sections are:

· PWS Analysis

· Organizational Structure Analysis

· Process Mapping

· Work Distribution Analysis

· Workload Analysis

· Equipment and Supply Analysis
C.1.10.3.1 PWS Analysis

The MEO Team has an obligation in all studies to analyze the content, language, intent, and workload of the PWS.  The following steps are part of each PWS analysis.  The information generated from this analysis takes the MEO Team down a path of performing other analyses, such as organizational structure analyses, process mapping, workload analyses, and equipment and supply analyses. 

1. The MEO Team must read and generate questions regarding areas that are unclear in the text in the PWS, just like an outside vendor who intends to bid on the solicitation.  The MEO Team submits these questions to the Contracting Officer in order to clarify PWS requirements, workload, and performance standards.  The MEO Team should review the questions as a group prior to submitting them to ensure that the questions are clear, direct, and non-duplicative.  Questions should focus on areas where it is difficult to estimate an appropriate level of effort, or where a task is so unclear that it creates a risk of significantly misjudging the requirement.  Areas of inquiry could include:
2.  Relative to Government and SP-furnished property, are responsibilities clearly defined including locations and specifications of available space and equipment, equipment maintenance requirements, steps required to re-stock supplies, and steps to repair and replace equipment.

3. Relative to workload, is it complete, accurately represent the task, and useful basis for estimating the resources required to perform the work (MEO Team will need to set up spreadsheets with the workload to be used in other analyses – see Workload Analysis below).
4. Relative to performance standards, review changes from prior standards, and determine how the changes may affect work processes or required resources.
5. Relative to travel and training requirements (generally stated in C-1 of the PWS), does PWS fully identify training certification and licensure requirements and provide information needed to accurately estimate travel costs (e.g., locations, number of trips, and length of stay).  The MEO Team will also need to develop a methodology to gather current information on training costs and travel costs to be used in developing the Agency Tender and the Agency Cost Estimate.  See the Agency Cost Estimate section of this guidebook for more information.
C.1.10.3.2 Analysis of Current Organizational Structure

As the MEO Team begins the analysis of the current operations, one of the first areas to examine is the current organizational structure and all of its components.  The purpose of this analysis is to determine the adequacy, effectiveness, and efficiency of the organizational structure in meeting the specific demands of the PWS.  It is important to note that the analysis of the current organizational structure must take into account the likelihood that PWS functions and tasks comprise only a portion of the overall responsibilities of a division or group.

The analysis of organizational structure will start with basic questions such as:

· Where does the organization or sub-organization lie in the larger organizational structure?  What is its context?  What are its functions?

· How many directors and managers exist in the organization and who reports to these managers?  To whom do these managers report?

· Why do the current organizational structures exist?  Are the structures the function of an active decision?  Are the structures a function of years of mergers and shifting of staff and functions?  Are the structures a legacy from a different period of the organization’s history? 

The primary questions that an MEO must be able to answer at the end of a study are:

· How does this new organizational structure foster the ability of the MEO to perform effectively and efficiently the tasks contained within the PWS

· Does the new organizational structure provide the mechanisms for adequate and appropriate supervision of staff, for quality control, and for staff retention and career advancement

· Is the new organizational structure able to meet the demands of multiple customers? 

C.1.10.4 Type of Organizational Structures to Consider

The following sections will include a description and discussion of organizational structures that may be appropriate for an MEO.  All of the structures have strengths and weaknesses.  Examples of types of MEO structures are:
· Functional

· Product- or service-based

· Customer- or geographical area-based

· Matrix

· Hybrid

This list is not comprehensive.  Other organizational structures may be appropriate to a given competition, as well, and the MEO Team should tailor all of its organizational structure decisions and analyses to the specific competition.
C.1.10.4.1 Functional Structure

The following diagram represents a well-designed “functional structure.”
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This structure separates or segregates distinctive functions in a larger organization.  It is a very common structure within the federal government.  

The strengths of this structural design include:

· Specialize management to specific and distinctive types of work and staff skill sets
· Greater chance of a clear mission for both staff and management

· Tends to attract experts and functional specialists interested in a specific type of work
Weaknesses of this structure include:

· Coordination of projects requiring multiple groups tends to be slow and bureaucratic

· Communication can be slow among the groups and may take significant amounts of management and staff time 

· Each of the groups has limited decision making authority

· Decisions of one group hold the potential to adversely affect other groups if made without consultation

· Different departments have different priorities and customers

· Managers may be locked into one functional area and not develop broader skills or a holistic view of the organization

C.1.10.4.2 Product or Service-Based

Another organizational structure for a MEO Team to consider is termed the “Product or Serviced based” MEO which is diagrammed below.  These groups typically perform all of the services needed to deliver a product or service. 
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The strengths of this structural design include:

· Because of responsibility for the whole product, there is greater chance of higher quality products because of clear accountability

· A collegial team atmosphere, with strong identification for the team’s purpose, may exist

· Managers typically rise through the ranks and know all of the elements of the particular product or service and serve as a group resource

· It allows division managers more independence in decision making

· It may result in faster responses to customer requests

The weaknesses of this structure include:

· Does not foster the sharing of resources across divisions

· Duplication of effort resulting in higher overall costs

· Staff utilization may be less than optimal when one division has a drop off in workload and another has an increase in workload

· Does not provide one-stop shopping for customers, an increasing expectation in the marketplace

C.1.10.4.3 Customer or Geographical Based

A third organizational design focuses on the customer as the organizing principle behind the structure.  The Customer or Geographical based organizational structure is frequently used for widely dispersed service-based organizations. 
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The strengths of this structural design include:

· The structures of major units are developed around characteristics or locations of its customers and holds the promise of close and frequent customer contacts

· Allows and encourages formal and informal relationships between the MEO staff and the customer organization to develop 

· Close contact with customers helps keep the organization aware of customer needs

The drawbacks or “negatives” of this structure are associated with the availability of resources spread over a larger region.  When this occurs, costs increase, as do management concerns.  The MEO Team must consider how the positives and negatives will effect the overall organization when considering the structure of its MEO.

The weaknesses of this structure include:

· Reduced sharing of resources and duplication of efforts across divisions, resulting in higher costs

· Internal systems may evolve differently as each location serve slightly different customer segments, making overall management difficult

C.1.10.4.4 Matrix Organization

The final design structure for MEO Teams to consider is a “matrix” design.  This structure places the best personnel in primary positions to complete workload as efficiently and effectively as possible.  It focuses on workforce flexibility and enables the MEO to “shift” its resources from one assignment to another to accomplish the workload.
The strengths of a matrix design include:

· Strong focus on projects and maintains the technical expertise

· Resources can be shifted as projects come and go

· Gives individuals a chance to work with other employees with different skills and expertise

Management is the key to mitigating the weaknesses of the matrix design.  They include:

· Resource allocation must change regularly as projects and work assignments change
· Employees may end up with multiple “bosses”
· Decision making may be slowed by blurred lines of responsibility
· Power struggles may occur between managers
C.1.10.5 Final Comments on Choosing Organizational Structures

The MEO Team must consider how the strengths and weaknesses of each organizational structure candidate will affect the overall organization when considering the structure of the MEO.  The MEO Team should evaluate each structure with an understanding of how the workload tasks and PWS requirements will affect how the work is accomplished.  In order to win a cost-based competition, the MEO Team should aggressively seek advantages (cost or performance improvement) for the MEO, and should choose the most advantageous.  The MEO team must also ensure that the MEO can perform the PWS requirements at the required levels of quality. 

The MEO Team should involve key functional players in this decision to the extent allowable under strict A-76 confidentiality rules.  Various levels of management, employees, and organizational experts may all provide useful input.
Most competitive MEO organizational structures incorporate the following key features:

· Remove layered supervision

· Eliminate redundant, layered, or top-heavy reporting hierarchies

· Reduce overhead

· Improve service to customers

It is important for an MEO to incorporate simplified processes, management, and work in process in order to reduce the labor force needed to perform the operation at a required level.  The most cost-effective way to achieve immediate savings is to flatten the oversight structure of the organization.  A successful MEO will incorporate some or all of the following with respect to its new MEO structure:
· Decreasing levels of supervision and increase span of control (e.g., move towards one-to-15 or higher supervisor to worker ratios)

· Pushing decision-making responsibility and accountability to the lowest appropriate level

Additionally, effective and efficient organization structures:

· Incorporate a design that facilitates completion of PWS tasks

· Provide the greatest cost savings possible 
· Include an appropriate, manageable mix of part-time employees, alternative schedules, and cross utilization of skills

C.1.11  Grade Analysis

Another key aspect of building an MEO focuses on grading the work in the PWS and determining the grades of all MEO staff.  The purpose of the analysis is to link specific workload to the series and grades that needed to perform the PWS workload.

A thorough analysis of the PWS will allow the MEO Team to divide the workload into appropriate work categories and levels of difficulty.  The key for the MEO Team is to staff the MEO positions with the most cost-effective grades that can perform the work required by the PWS.  The analysis should not focus on the people in the current organization but should consider the work, the environment in which it will be completed, and the best ways to meet these assignments. 

When reviewing and determining grades, it is useful to examine the potential for multi-skilled workers or cross-utilization of workers in multiple locations and for multiple types of tasks.  This can generate major cost savings, if it is possible. 

The grade analysis should involve both the Human Resource Advisor (HRA) and the MEO Team.  The HRA is responsible for the formal classification of all position descriptions in the MEO.  The HRA also communicates to the affected ICs' servicing HR Team regarding the implementation of the PD, ensures issuance of the position description, and assigns the position description to the new MEO position.  The HRA and the Team should examine existing position descriptions for relevance to the PWS requirements and to determine whether the existing position descriptions carry over to the new organization in some form.  Often the position’s work has changed dramatically, so the HRA must completely reclassify it and rewrite the position description.  The HRA and the MEO Team should examine the type of work by task and in total to provide a perspective on the most rational, defendable, and logical position to perform a job or jobs.
It is important to note that all position descriptions should reflect the grades of the positions proposed in the MEO, rather than the positions that personnel under study may currently hold.  The HRA must certify and sign the positions descriptions prior to including them in the Agency Tender.

C.1.12  Vacancy Evaluation

Vacancies are another important area of review.  The MEO Team should review and evaluate all vacancies within the scope of the study.  In many cases, long-term vacancies indicate that work has shifted to other personnel within (or outside) the scope of the study, or that the work is no longer necessary.  If a vacancy has existed for a long time, then, it is an excellent indicator of an area where the MEO Team may find potential savings.  

C.1.13  Business Process Re-engineering

The MEO Team may employ many types of business process re-engineering analyses to refine current work processes, eliminate inefficient tasks, or modernize a process.
C.1.13.1 Methods Engineering

Methods engineering is a group of sometimes-complex techniques used to improve the manner of performing an activity.  These techniques are a subset of industrial engineering practices and commonly involve detailed analysis of a process.  Examples of methods engineering include work sequencing analysis, material flow analysis, work area layout analysis, time and motion studies, the economics of materials (supply usage), and fabrication methods.  Methods engineering can also include redesigning final work outputs to meet the requirements of the PWS in new ways.

C.1.13.2 Process Flow Mapping

Process flow mapping is a useful tool for mapping the flow of work to produce outputs.  It becomes more useful to the MEO Team with increased thoroughness in documenting in the workflow process.  It is important for the MEO Team to clearly identify and document the rationale for how long a step takes, the frequency of each step, and where the step is required within the overall work process.  The MEO team must also clearly identify the geographic location of step.  Travel and processing time associated with moving a work product can significantly increase the overall time required for completion.  The MEO Team should identify the documentation required to complete a step, who completes the documentation, and who receives the completed documentation.  Documentation steps, too, can significantly increase the overall time required to complete work.  The MEO Team should identify all of these steps, along with the time required for each of them.  
The process flow mapping approach is designed to reveal unnecessary or extraneous process steps, duplication of efforts, and significant unproductive time (e.g., waiting time or rework time).  The analysis should also identify workflow delays (e.g., bottlenecks) arising from inefficient geographical layouts, work capacity that does not match between work units, or cascading delay problems.  Process flowing mapping may also identify areas where personnel are overqualified or are not a good match of skills for the work.  
The following is an example of a process flow type of mapping that should clearly identify the entire work in process.
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The MEO Team can use process flow mapping to determine the following:

· Is each step necessary?

· Is the best sequence used?

· Is each copy necessary?

· Are all reviews required?

· Are the right people involved at each step?

Answering these questions in the process flow mapping analysis will focus the MEO on streamlining the current operations into a winning MEO.

C.1.13.3 Work Distribution Analyses

Another form of process re-engineering is to prepare a work distribution chart.  The work distribution chart is developed by creating a task listing (usually driven by the PWS).  In correlation with each task identified by the PWS, the MEO Team should provide a description of the task specifics; who performs the task (grade, location, and special notes), average time per task, and the number of occurrences.  The task list should then be reviewed and analyzed with respect to the following questions:

· Determine which tasks take the most time

· Determine if there is unnecessary involvement, over complexity

· Are skills being properly used? 
· Is there any opportunity for specialization or generalization of skills?

· Are individuals doing too many unrelated tasks?

· Is work distributed evenly?

The distribution of work, how long each task takes, and which grade levels are performing the work can also be determined by this method.  The MEO Team should focus its analysis on placing the correct grades in the correct positions to perform qualified tasks at a reduced cost or improved efficiency.

C.1.13.4 Cause & Effect – Fishbone Diagram

The Cause & Effect, or “Fishbone,” Diagram allows the MEO Team to review work requirements to identify and graphically display all possible causes related to a problem.  The “fishbone” name comes from centralizing the problem or process and then attaching “bones” for each factor or activity that touches the main issue or process.  The MEO Team should take this approach and brainstorm “problem” to identify:

· Contributing factors (e.g., process, people, technology) that affect the issue
· Related systems that influence the issue
· Underlying root causes that may affect the issue or process
From this analysis, the MEO Team can determine factors that contribute to the process’s outcome, items that negatively affect the work, and from these can identify changes to eliminate or mitigate root causes.

C.1.13.5 Performance Analysis

Performance analysis determines how the MEO should perform in terms of key, measurable indicators.  In order to determine how the MEO should perform, the MEO Team must measure current performance.  This is a two-step process.  

The first step is to locate organizational outputs and required performance levels in PWS.  (This may not be easy, particular if the PWS structure does not focus on outcomes.)  
· For Example:  photo laboratory would identify [364 photos processed/day]

· For example: food services would identify [99% of meals prepared and delivered to the respective patient floor within 6 minutes]

In the second step, the MEO Team determines the current organization’s performance levels for these tasks.  In the above examples, the current organization may only process 300 photos per day, and may only achieve a delivery rate of 90%.

Finally, the MEO Team identifies performance levels that other organizations achieve for comparable tasks.  This can be done by benchmarking the current process with other organizations. 
From this information, the MEO team can determine the effects of proposed changes in the organization on performance indicators.

C.1.13.6 Effectiveness and Efficiency Analyses

Efficiency and effectiveness analyses constitute a wide range of analyses.  Only a fraction of all of these types of analyses will be discussed in this section.  The definitions of effectiveness and efficiency are: 
If objectives are met, then the organization is effective; if the outputs are achieved with the minimum amount of resource inputs, then the organization is efficient.  
Most MEOs should strive to increase efficiency to be as effective as possible, or find ways and measures to improve upon the efficiency of the current organization, thereby increasing its effectiveness.

Efficiency can be expressed in multiple ways, for example 50 reports per workday or one report every eight minutes.  Efficiency can also be expressed as productive hours divided by total available hours, such as 7.5 hours productive in 8 available hours equates to an individual staff with 93.8% efficiency. 

Efficiency can also be measured by comparing the actual production or total output for an individual to the normal output.  This is calculated as follows: 

 Efficiency
=
Actual Output
X  100%
Standard Output

A Programmer in the CBI Function developed 400 Lines of Access Code Last Month.  The Standard is 500 Lines of Access Code per month.  Efficiency then equals 400 lines (the staff’s production) divided by 500 lines (the standard production expectation), or 80%.
The goal of all efficiency studies is to evaluate 
current efficiency and determine methods to improve efficiency.  

Efficiency improvements can be achieved by:

· Performing more activities in a defined number of hours.  

· Shedding unnecessary tasks in a defined period and thus allowing more productive tasks within the same period. 

· Increasing output or products with the input or level of effort remaining constant

· Increasing  output or products with the input or level of effort decreasing

· Holding output constant and with input or level of effort decreasing

· Increasing output at a rate more slowly than increasing the rate of increase of level of effort or input
One common efficiency analysis method is Data Envelopment Analysis, which compares systems that produce sets of similar outputs (e.g., similar functions performed in separate locations) against one another.  The analyst then develops a best “virtual” system from the optimal aspects of all of the real systems, and uses the virtual system as a benchmark from which organizational changes can be made to the real operations.  
C.1.13.7 Analyses of Best Practices

Similar to the above analytic method, best organizational practices can often be identified via analysis of each organization’s best practices.  One method to obtain best practices is to convene a group of subject matter experts and hold facilitated discussions of their work processes.  In addition, review and observation of work performance may also identify best practices.  After best practice meetings and identification, the MEO Team can review them and determine their applicability to the whole organization.  If the best practices have wider application, overall organizational savings and improvements can be achieved and presented as part of the Agency Tender. 

C.1.13.8 Analysis of Facilities and Equipment

The location and accessibility of facilities and use of new equipment may allow the MEO to improve facility usage and layouts.  A good design can improve production, reduce physical exertion for the workforce, shorten travel distances, and increase employee comfort.  This reduces costs by speeding production, controlling waste, and reducing labor expenses.  The principles of a good facility layout for the MEO are to:

· Arrange equipment to achieve efficient material flow (straight lines, no reversals or loops)

· Eliminate unnecessary items of furniture or equipment

· Provide best working conditions in available space (e.g., evaluate lighting, furniture and working space layouts, and ergonomic equipment)
· Consider consolidating into one building or area for less cost and better coordination
The MEO’s evaluation of equipment should focus on evaluating and identifying the types and amount of equipment the MEO will need to perform the work in the PWS.  In most cases, the solicitation will indicate that all currently available equipment will be available for any service provider (including the MEO) to use.  However, the MEO Team must confirm the following about the equipment.

· How does the PWS treat equipment (e.g., furnished, not furnished, mix)?

· Is the current equipment and the way it is being used, assisting or hindering the Current Organization?

· What are the costs related to potential equipment changes?

· Are there manual processes that could be automated? How?  At what cost?

The tools and technologies used in work processes have a profound affect on the efficiency of the organization.  Equipment analysis examines all tools and technologies to determine their respective impact on the efficiency of the work process, and identifies resource-saving technologies that may be implemented.  (Additionally, the analysis addresses the impact on quality and timeliness of the process).  The MEO Team performs a cost- benefit analysis aimed at determining gains for changes.  Resource-saving technologies include mini-LANS, automated equipment, better computing resources, telephone technology, or other beneficial equipment.  New equipment can be identified from product research on the Internet, trade shows, calls to vendors, and from recommendations from staff members or customers.  
C.1.13.9 Resource Type Analysis

Work performed by the current organization may be efficient without being cost-effective.  For example, the current organization may have optimized its processes, facility layouts, methods, etc., but all of these focus on the time required to perform work.  A second consideration is the grades of employees, but if these have been optimized as well, there is one remaining area to consider.  Differential pay categories, such as shift work, holiday pay, and overtime can be extremely expensive.  In some cases it is critical to expend these hours.  However, if an organization has enough overtime that it could pay for a partial FTE (0.4 FTE, for example), or even more if the function is a large and overtime-intensive one.  If the work is relatively steady, then the MEO Team should consider converting the overtime hours into a staffed position instead.

Similarly, workload variations over the course of the year may make it more cost effective to consider a split schedule (20 hours per week in slow months and 40 hours per week in busy months, for example) for some employees. 
C.1.13.10 Conclusions and What All Analyses Should Focus On

The result of all of these data collection methods, strategies, analyses and business processes re-engineering is to identify and define problem areas (e.g., work not being accomplished, poor workmanship, miscommunication, etc.), inefficient work processes, low productivity, duplication of effort, and other inefficient characteristics of the current organization.  The analyses become the starting point so that the MEO may make effective changes to the current organization and increase the competitiveness of the MEO.  The fundamental questions for the MEO can be summed up by the following diagram.
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Good Management Studies and good Agency Tenders contain some fundamental cost reduction and efficiency principles that apply to MEO development work.  With all analyses, the focus should be on these principles. 
Using a variety of well thought-out analyses creates information and data that will usually lead to an overall reduction in operating cost, thereby enhancing the MEO’s competitive position with an A-76 study.  

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

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