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1. 
PROJECT BACKGROUND

Recurring problems may be a symptom of an organization not having clearly thought out what its overall purpose and goals are.  The reorganization of a company or department is usually designed in order to attain greater efficiency and to adapt to changes and the greater needs of the customer.  The Navajo Nation (NN) Division of Community Development (DCD) is taking the initiative to streamline the departments and make the project process more efficient for the community members.  Key staff have recognized this lack of efficiency among the departments and how this has effected project delays and budget constraints.

There are several departments within DCD responsible for the administration, coordination, development, and management of technical services, design, and construction projects.  To efficiently achieve this mission, DCD is required to manage volumes of information, required to implement the Capital Improvement Plan (CIP), and to execute other non-Capital projects.

The Office of the Auditor General (OAG) conducted a review of the NN CIP process in comparison with best practices. This review was requested by the Transportation and Community Development Committee (TCDC). The purpose of the review was to compare the Nation’s current processes against best practices, and to identify areas for improvement. The lack of a reliable and accurate NN CIP raised many concerns and questions about the CIP process.

To assist in achieving the DCD and the CIP mission, Pacific Western Technologies, Ltd. (PWT) was awarded the multi-year technical services contract No.C02657. The contract is a broad general order contract for technical services that included in SOW B-1 the tasks Project Management Needs Assessment and Project Management Review and Assessment and in SOW B-2 a Project Management Prototype System Design (aMap), Project Management System Implementation and Project Management Training on the custom system.  aMap is a PWT developed computer-based management tool that combines the power of relational databases and Geographic Information Systems (GIS). The PWT aMap system customized for DCD is a web-based tool called the WIND Information System. WIND is an acronym for Woven Information of Navajo Data.

Over the course of the past 2-3 years, internal discussions were initiated among the DCD departments regarding a DCD-wide re-organization.  During the Best Practices Review, completed during this time, initial findings of the department’s shortcomings were detailed.  In 2005, with the status of the Conditions of Appropriations (COA) determined, the DCD Departments met with TCDC to discuss PWT’s initial findings and to recommended solutions based on the PWT assessment of the Policies and Procedures for the Design Engineer Services (DES), Capital Improvement Office (CIO) and Community Development Block Grant (CDBG) departments.  TCDC inquired as to what should be done to address the issues from both the Best Practices Review and PWT’s recommendations.  The Best Practices Review was a thorough review of the projects approach for planning and funding, but did not address project execution and closeout

To assist in achieving the CIP mission and to assist in formulating recommendations for project execution and reorganization to the TCDC, DCD issued a Scope of Work (SOW B-3) against the contract No. C02657.  Under SOW B-3, Task 8, PWT was contracted to assist DCD in developing a revised organizational structure for the Division and to make recommendations for change. The initial phase is to consider the CIO, CDBG, and DES Departments.

The approach to the first phase of Task 8 was to conduct three offsite strategic planning sessions, each followed by a compilation of results and findings.  DCD staff participating in the planning sessions includes the Division Director, Department Managers, and other key personnel.

The first planning session was held on April 10th and 11th and included key staff from DES, CIO, CDBG, LGSC and chapter officials.  Preliminary findings and discussion of recommendations based on the review of the reference material concluded key issues and critical factors that have a negative influence on the project process.

The second session was held on April 20 – 21, 2006 and included staff from the Office of Government Development, the Office of the Auditor General, and the Office of Personnel Management.  The final session was held on May 8-9, 2006 and concentrated on Tribal Laws, budget restraints, and political realities that impact the proposed reorganization and identifying resources to staff the proposed organizational structure.

The third planning session was held on May 8th and 9th and included key staff from DES, CIO and CDBG.  This session reiterated any discussions/findings from the 1st two sessions.  Organization charts for a complete restructure of the DCD departments were proposed and discussed in detail with the key staff.  Input from the staff was taken into consideration for this final proposal that included reality both politically and regarding the budget.

An assessment of the following tribal laws has been taken into account in the phased approach for reorganizing the DCD Division:

1. Navajo Nation Appropriations Act

2. Navajo Procurement Process

3. Navajo Nation Purchasing Manual

4. Navajo Nation Local Governance Act

The planning sessions drew upon information developed in SOW B-1, assessment, and other relevant studies.  The goal of the planning sessions is to develop standardized definitions, terminology, and understanding of project authorization (for planning, design and construction), initialization, planning, implementation, contracting, and closeout across the departments.  Completion of these goals includes the following deliverables: a suggested reorganized structure, functional job descriptions and qualifications, estimates of capacity and a timeline and estimated costs for reorganization of the three departments.

In SOW B-3 Task 8.2, PWT conducted assessments of personnel, workflow, business processes, current organization structure, and department capacity for the Departments of Transportation, Solid Waste Management, Housing Services, and the five Local Governance Support Centers (LGSC) as well as Division Administration. The assessment approach was similar to the assessment completed in SOW B-1 for CIO, CDBG, and DES, but focused on organizational issues rather than process and procedures.

In SOW B-3 Task 8.3, based on results of the assessment conducted under the second phase, completes the process by defining recommendations on the reorganization of DCD and formalizes those recommendations. The methodology applied to this task included a compilation of the information gathered from one-on-one interviews with all staff, both local and at the Agency locations.  These interviews were focused on organizational issues as opposed to process and process flow.  The second part of the background investigation was the document search and evaluation.  Combined, the interviews and document investigation provide the basis for PWT’s final recommendations

2. INTRODUCTION

This document is a summary of meetings held in both Gallup and Albuquerque, New Mexico during the months of April and May of 2006, and staff interviews conducted in Window Rock and at the five Agency locations. It is intended to present the final organizational recommendations. Participants included Division of Community Development (DCD) Division Director and staff, Department Managers, LGSC Managers and almost all personnel, in addition to other Navajo Nation (NN) divisions. This is the final document for Task 8 of Contract No. 02657 SOW B-3, between DCD and PWT for Organizational Management Support.

3. SOW B-3, Task 8.1 - OVERVIEW OF THE THREE OFFSITE PLANNING SESSIONS

An analysis of the three planning sessions regarding the evaluation of CDBG, DES and CIO identified key issues, critical factors, and suggested resolutions. The summary is presented in the sections below.

3.1 Key Issues

PWT identified a series of key issues in the course of completing SOW B-1 and SOW B-2 in addition to the information gathered during the three offsite planning sessions. The Key Issues presented and discussed are listed in the following sections.

A. Project Completion 

Projects are not completed in a timely manner. 

B. Priorities 

Department project priorities change daily.  An example of this could be archaeologists that reside in CIO might have a report due for DES, yet has department priorities that must be met first.  When priorities change, documents tend to get lost.

C. Active Project List

Too many projects are on the active list (approx. 600).  There is no definition of what constitutes a project.  Tribal laws contradict each other and departments carry the attitude that they are serving their constituents even at the expense of overloading project staff.

D. Communication

There is inadequate communication between departments.  There are turf issues; people choose not to use resources from other departments, causing inefficiencies due to the levels of expertise.

E. Technical Oversight

There is a shortage of technical oversight between the departments.  Technically qualified personnel lie within departments that either are not accessible due to the source of funding or due to turf issues.

F. Areas of Expertise

Employees are often working outside their levels of expertise due to vacant positions and the lack of a clearly defined chain of command

G. Policies and Procedures

With the exception of certain federally funded programs such as HUD and BIA Policies and Procedures do not exist or are not being followed.  There is a lack of resources and time to develop policies and procedures, standards, and project controls.

H. Expiring Funds

Projects often have expiring funds, which are inadequately tracked, and funds are not being used.  There are no defined Project Managers within DES to track individual funding for projects.  Lack of knowledge and education plays a critical role in accepting projects that should not be on the active project list due to inadequate funding levels.

I. LGSC

The LGSC regional offices are unable to provide adequate support to the Chapters in the project preparation process.  Through the LGSC - LGA certification process there is the potential of 245 employees working directly with and within the chapters on certification.  There is a high potential that this staff with some additional Senior Planner/Estimators could assist and train the Chapters in project initiation, funding acquisition and project approval.

J. Senior Staff and Management

Senior DES staff are overloaded with projects.  There is a lack of administrative support for senior staff (e.g. the Registered Architect).  Senior staff often spend over 50% of their time engaged in administrative paperwork instead of the duties for which they are certified and qualified.  Department management at DES is non-functional

K. Authority

Key personnel within DES lack true project authority; although DES staff are responsible for design, construction, and implementation of projects. Authority lies with the client or with an individual on a part-time basis.  The existing DES Department Manager is both non-functional and is temporarily suspended from authority. CIO is the client of DES, yet total authority lies with CIO to the exclusion of the department providing the services.

L. Local Governance Act

LGSC’s are unable to provide adequate and appropriate assistance to the Chapters on CIP and on project preparation because most of their resources are dedicated to the chapter certification process under the LGA and the Five Systems required for certification.

M. Planning

Detail is lacking at the Chapter level on environmental, land use, water and utility planning that is required for the pre-planning process.  Insufficient information during this early stage of a project could have detrimental effects on the project budget and timeline.

N. Project Tracking 

There is an insufficient project tracking system currently being utilized involving ad-hoc reports and no follow through by the project teams and senior staff.  Full implementation of the WIND system will solve this problem.

O. Project Management 

A lack of employees with the skill set necessary to be a Project Manager is causing confusion among the departments regarding the project process.  There is little distinction of the pre-planning process vs. the design and construction phase of the project.

3.2 Critical Factors

For the key issues identified in the preceding section, there is an underlying theme of critical factors that drive all of the key issues. These critical factors include:

A. 600 Open Accounts

There are a substantial number of projects on the open accounts list that are lack adequate funding.

B. Staffing

Staffing levels and levels of expertise are inconsistent across the DCD departments.  Skilled technical staff are spread across all departments, causing the complication of shared resources.  Personnel that are either not qualified or who are designated as Project Managers, without the title and definition, are carrying a heavy workload of projects without the benefit of administrative support, the proper title, authority, and training.

C. Decentralization / Chapter Support

The LGSC offices and CIO field personnel are working largely without overall coordination.  They have no consistent management at a higher level, there is no coordination of priorities, and little monitoring or accountability.

D. No Clear Definition of an Active Project

There is no clear definition of what constitutes an active, qualified project.

E. No Written Criteria for Acceptance of a Project

There are no clearly defined policies and procedures to address acceptance of a project.

This lack of documentation for project requirements has caused the acceptance of 100’s of projects that, in many cases, might have 10% of the appropriated funds to complete the project.  Without policies that determine project criteria, DCD employees have no basis for denying  a project.

3.3 Suggested Resolutions

TCDC has required DCD to develop a plan for increasing the efficiency and effectiveness of project execution. Accompanying this directive were suggestions that DCD should restructure or reorganize the division. If it is determined that a DCD restructure or reorganization is the appropriate path forward, there are at least five proposed resolutions that are precursors to a DCD restructure or reorganization. PWT suggests that this approach be presented to TCDC, in addition to any proposed DCD restructure/reorganization. If the TCDC final decision is not to proceed with a DCD restructure/reorganization, these proposed resolutions are essential to increasing the effectiveness of project execution within DCD.

Augment current DCD staffing with positions suggested in following section.

Amend the DCD Plan of Operations to accommodate new Policies and Procedures and amend Section II of the Plan of Operations if any reorganization or restructuring of the departments occur.

Institute the proposed Polices and Procedures provided by PWT as part of the SOW B-1, and develop Policies and Procedures for project definition, project classification, project authorization, and levels of authority for project staff. Create a clear DCD policy for the definition of a project that includes a project classification scheme.

Implement information systems that support the project process and DCD Policies and Procedures.

A. Staffing

DCD should augment the current staffing plan.  This augmentation would effect only senior staff positions.  The addition of new staff can be accommodated with existing job classifications within the existing NN Department of Personnel Management Class Specifications, with the exception of Project Manager. 

The approach presented by PWT included defining: (1) Functional Job Description, (2) Qualifications, and (3) Levels of Authority for the following staff positions:

· Department Manager

· Professional Engineer

· Project Manager

Regardless of the final path forward to increase the efficiency of the project execution process, these positions are critical to success. From presentations and discussions by the Department of Personnel Management’s Human Resources Classification and Pay Manager, all of the staff positions can be added using current class specifications with the exception of the Project Manager position, as indicated above. The process for developing the Project Manager class specification is on the order of 2-6 months. Once the class specification is developed then the position would require authorization and funding before candidates could be interviewed for this critical staff position.

B. Plan of Operations

Under the current DCD Plan of Operations, it will be necessary to amend Section II, if a reorganization or restructure is accepted.  Section II addresses the DCD current structure and departments.  DCD’s current mission is defined so that any changes to the organization’s structure, whether new departments are added or not, will not affect the mission as stated in the Conduct of Operations.

C. Policies and Procedures

Though appropriate Policies and Procedures are critical to any long-term success for DCD, it must be emphasized that writing policies and procedures does not ensure success. The Policies and Procedures are a framework and must be implemented, trained to, and enforced. DCD has made a commitment to implement information systems to support the project process, accountability, and policies and procedures (e.g. ICIP and WIND), but the above argument also applies to the information systems. These are only tools to support the process and must be implemented, trained to, and their usage enforced.

There are policies and procedures that must be finalized and implemented for records management, document management, project management, project definition and project controls.  From the plan of operations, it will flow down to the policies and procedures.

In addition to Policies and Procedures, a standard Administrative Agreement (AA) between DCD departments must be implemented.  These documents should be considered in order to ensure proper documentation and sharing of resources between the departments.  A standard Memorandum of Agreement between the Navajo Nation Departments should also be established.

D. Implement Information Systems

DCD has implemented the WIND information system in order to properly manage project information Under SOW B-3, PWT will work with Real Time Sites to integrate ICIP with WIND Project Management Database. This integration will draw project Scopes of Work, Project Names, Project Numbers, and Funding Sources from the ICIP and make this information available in the WIND Project Management Add New Project Information Screen.

In order for the departments to benefit from the integration of these two information systems (ICIP and WIND), it will be essential for all departments and chapters to populate the databases in a timely and accurate manner to ensure the DCD personnel will have the most efficient means of acquiring data for open CIP and non-CIP projects.   PWPWT is providing DCD with the means of tracking projects; it is up to the department personnel to use it.

E. Project Classification Scheme

An approach to resolve these critical factors, and the cascade of resulting key issues, is for clear DCD Policy on the definition of a project, and the criteria for accepting a project for project execution (e.g. what constitutes “project ready”). To address the approximately 600 open accounts, that are currently considered projects, the suggested approach is to reclassify the accounts/projects. A project classification scheme might include:

· Active Project

· Pending Projects

· Proposed Projects

· Capital Purchases
Active Projects  - all plans and pre-project work in place with >85% of project funding.

Pending Projects  - all plans and pre-project work in place with <85% of project funding.

Proposed Projects  - incomplete project planning and pre-project work and/or minimal funding.

The accounts that fall in the Pending Projects category could be used for planning and preliminary design work and to obtain next phase funds for project execution. While accounts that fall in the Proposed Projects category could be used for project planning, site selection, or other pre-project work that would provide a basis for securing additional funds for project execution.

4. PROJECT PROCESS AND PROJECT MANAGEMENT

On the Navajo Nation, the complexity of the project process, from conception through project execution causes significant confusion.  The funding issues alone can be very complex due to the fact that on most projects multiple funding sources are required.  Currently, all steps in this very complex process are seen as Project Execution.  These steps include: conception, preliminary planning and estimating, environmental and archaeological assessments, funding, final planning, final estimating, contracting, project execution and project closeout.

It is PWT’s opinion that there needs to be two distinct and separate phases to a project; pre-project work and project execution and closeout.  Pre-project work involves such items as land use planning, project conception, preliminary planning estimating and budgeting, acquisition of funds and/or funding sources, and environmental and archaeological assessments.

The reason for this approach is that the pre-project work is more appropriately done at the Chapter/regional level through the Chapter staff and LGSC personnel.  This would then reserve final planning and estimating, contracting, project execution and closeout for the technical and professional staff within DCD in Window Rock.

By not separating the pre-project work from the project execution the DES staff is totally overloaded with pre-project work and therefore unable to spend enough time on actual project execution much less the development and implementation of proper Policy and Procedure.  By properly applying the LGSC staff and the current CIO field personnel, with some limited assistance from DES, the Chapters can be assisted and guided in the land use planning and pre-project work thereby freeing the DES technical and professional staff to concentrate on project execution, which is where they should be focused.

5. SOW B-3, TASK 8.2, SUMMARY OF ASSESSMENTS FOR SWMP, HOUSING SERVICES, NAVAJO DOT, LGSC AND DIVISION ADMINISTRATION

5.1 Methodology

This document is a summary of one on one interviews conducted with each employee including those located remotely.  This document is intended to present findings relevant to organization efficiency.  These findings are based on individual staff interviews with all LGSC Agency staff and selected Chapter members as well as the pertinent data collection prior to the interviews. The information requested prior to the interviews is as follows:

Audit Reports

Best Practice Reviews

Monitoring Reports

Formal Policies and Procedures

Current Organization and Staffing Charts

List of and Samples of all Tracking Tools

2007 Strategic Plan

Plan of Operations

Personnel Management Tools

Process Flow Charts

Work Order/Change Order Sample

5.2 Summary of Findings
A. Solid Waste Management
a. The person in charge of daily activity should have his position formalized, either by promotion or by memo formalizing his responsibility and authority.

b. This Department suffers from a lack of funding to perform its mission properly.  The funding is too little and sporadic.  It does not allow for enough people to properly survey, remediate, and close illegal dump sites, which means that minimal illegal sites are being handled.

c. This department suffers from is the lack of time the supervisor is able to spend on designing and implementing projects.  This department also lacks in searching, applying and securing grant funds.

d. The Departmental activity involving Waster Transfer Stations could probably be performed just as well at the Chapter level.

e. The level of effort this department spends on closing illegal dumpsites is minimal at best and would be better suited to deal strictly with community outreach and education.

B. Housing Services

a. Morale in this Department is very low and is caused by a general lack of involvement from Departmental Management.  Other contributing factors are overbearing supervisors and low marks given the Department by TCDC.

b. The Department Manager is fairly uninvolved.  Although regular staff meetings are held, little feed back and direction is provided. Time Sheets, reports and itineraries are provided on a regular basis but no feedback or follow up is done.

c. In one case a temporary employee is in a supervisory position.  Although apparently allowed by Navajo rules it is a cause for low morale.

d. At the time of our assessment, a re-organization of the HUD group was underway apparently without approval from Division Management.

e. Supervisors are sometimes forced to go outside the Department for answers to their questions, typically to the CDBG Department Manager.

f. There is at least anecdotal evidence that secure files are being taken off-site and that eligibility scoring for housing assistance is being manipulated by higher ups or outsiders.

g. Eligibility Technicians feel that unqualified people are auditing their findings.
C. Navajo DOT
a. Supervisory Staff

i. Experience:  Some of the section supervisors are first time supervisors and require significant mentoring, face time and oversight from the Department Manager.  One section supervisor has not been formally announced leaving him with a credibility problem. 

ii. Qualifications:  All personnel appear to be qualified from a technical point of view; with the exception of the Engineering Technicians, the Prinicipal Planner, and the GIT/IT supervisor, all of whom admittedly said they were uncomfortable with certain aspects of their job functions.  The Engineering Technicians and the Principal Planner are responsible for the IRR project and are technically qualified but require additional training on the current BIA IRR requirements.

iii. Oversight and Accountability:  Most staff and supervisors are only minimally held accountable for the quantity and quality of their work.  Tools are not in place that would provide the means for measuring quality and productivity. Priorities are basically set by each section with the Department Manager occasionally stepping in to alter the priorities.  Several sections are placed in the position of competing for priority from the Engineering, EA and Archaeological Sections.

b. Filing System: 

i. Hard Files: Each section keeps their own hard files and various methods are used for indexing the files.  There should be a central Navajo DOT filing system in a central location with security and a system for checking hard files in and out.  Hard files located at the Agency locations should be transported to Navajo DOT headquarters on a regularly scheduled basis.  Files have been lost in the past and significant time is currently spent chasing files down.  Original copies should be secured and access limited to these files.

ii. Digital Files: Computer backups are done on a casual basis.  Part of the problem is the limited amount of file storage space available on the server.  Another problem is the lack of policy and standards regarding computer backups.  Generally, computer files are backed up only every 2-3 months and some remote computers only once per year.  An automated system of file backups needs to be implemented, once the Navajo DOT servers are upgraded, that includes the remote Agency locations.  File structures, standards, and access privileges should be defined at the Department level.

c. Policy and Procedure:  

i. We were not able to discover any formal Departmental Policies or Procedures (P & P).  The only P & P adhered to, were those required by the Navajo Nation and outside agencies such as BIA, State and Federal.  Although the old managements structure of stringent rules is not where the department wants to be, there are standard policies and procedures that every organization needs to have (ie:  Document Control and Records Retention).
ii.  Process flow and priorities are not clearly defined leaving supervisors and employees to set priorities, schedules and process.  This leads to an ad hoc process of getting projects done.

iii. Security of Data:

1. Important hard files are kept in several locations and access is not restricted.  There is no policy for file management or maintenance.  There is no ‘check out’ system in place so that if a file is missing its location cannot easily be determined.  Files have been lost or misplaced in the past.  There is a risk that this can happen again.

2. Digital files are often kept on personal computers that have inadequate backups.  In the case of a misplaced, stolen or damaged computer, files can be lost.  There is no reasonable access restriction on the Navajo DOT server, which makes even the information that is backed up subject to change or corruption.  There are no rigid standards for computer and file access.  Permissions such as read, write, edit and delete need to be implemented and enforced for each user on a system wide basis

d. Departmental Management:

The Department Manager has at least 14 people who are defined as reporting directly to him.  The Department Manager has three to four additional people directly reporting to him on an informal basis.  The management standard for direct reports is a maximum of 8 to 10 employees and in a technical organization it is 6 to 8 employees.  This not only overloads Department Management but also limits the amount of time the Department Manager can spend with each direct report.  This is particularly critical within Navajo DOT because many of the supervisors are either fairly new to Navajo DOT or are first time supervisors.

The combination of a lack of formal policy and procedure, process and information flow, and a shortage of senior managers to take a load off the Department Manager leads to an organization without proper accountability and direction.  This creates inefficiencies and a lack of structure and discipline.

D. Local Governance Support Centers
a. For the most part, the LGSC’s are working diligently to accomplish what they see as their ‘Mission’.  They are working under the load of several problems that handicap them such as a lack of leadership and vision in Window Rock, vast territories to cover and high turnover in the Chapter positions.

b. Some of the Senior Planners feel that their job is done when the Land Use Plans are certified.  In fact, the Land Use Plans being certified are largely inadequate.  Regardless, the Planners responsibility should also include assisting with the Community Master Plans and project preparation work such as planning, estimating and developing SOW.

c. The Senior Program and Project Specialists in charge of each LGSC should be very involved in the activities of their personnel.  In some cases they receive regular reports from their people and follow up weekly to ensure progress is being made; some take the reports at face value without feedback, follow-up or investigation.

d. A few of the LGSC’s suffer from a lack of standards in Chapter reporting, monitoring activity and bookkeeping.  Naturally, they all believe they have the best systems and, in fact, most of the systems seem to work well but there should be standards set at a higher level and it is not being done.

e. Management of the Senior Program and Project Specialists is currently with the Deputy Division Director and is ineffective.  A strong manager would have a single vision, standards used by all LGSC’s, and some system for monitoring and accountability that is effective.  The LGSC’s also suffer from a lack of support at the Division level making their job even more difficult.
E. Division Management

a. File tracking and document management are very good.

b. The amount of the Division Managers time required by TCDC, Council and outside meetings means that the Deputy Division Manager is in charge a large part of the time.  The Deputy Division Manager is also directly responsible for oversight of DES, SWMP and the LGSC’s.  This then overloads the Deputy Division Manager who tends to be a hands-off manager at best.
c. Due to the sanctions against the DES Department Manager and the hands-off style of the Deputy Division Manager DES suffers from a significant lack of leadership.

d. The LGSC’s need strong and consistent leadership, vision and standards which are not being provided by the Deputy Division Manager.

e. The Housing Services Manager is ineffective.  Morale in this Department is low and they are under sanctions for not accomplishing their mission effectively.

f. The Division Manager needs to be proactive in dealing with managers that are not performing well, particularly the Deputy Division Manager, the DES Manager, CIO Manager and the Housing Services Manager.
6. CURRENT ORGANIZATIONAL CHARTS FOR DCD

As a quick reference to the current structure of the DCD, the following are the current organizational charts pre-realignment for DES, CDBG and CIO, each having associated position numbers that can be cross referenced to the proposed realignment department charts using the position matrix spreadsheets in Appendix B, C and D:
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7. SOW B-3, Task 8.3 – FINAL ORGANIZATION RECOMMENDATIONS

As discussed in the project process section it is recommended that pre-project planning be completed at the agency/region level.  The current DES is overwhelmed with pre-project activities such as pre-project planning, estimating, and the development of Statements of Work on projects that don’t yet meet the criteria for an ‘active’ project.  This pre-project work needs to be done by the Chapters with significant assistance from the LGSC’s through the addition of Planner/Estimator positions.  

7.1 Merging of DES and CIO to Create a New Department – CAPITAL PROJECTS

DES under the current organizational structure has been limited by technically qualified staff and administrative support for these skilled personnel.  The DES senior staff is currently executing the work of project managers, thus not utilizing the skills of the senior staff and not permitting time for development of Policies and Procedures and Project Controls.

CIO is currently handicapped with weak management and activities that are not an essential function of the Department.  Eliminating CIO and merging some functions (Project Authorization) into the new Capital Projects Department and other functions into the LGSC’s (funds distribution and allocation) makes more sense than having a separate department.
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The following changes are recommended and noted for the restructuring of DES and CIO to create a new department:

1. A new Department Manager should be hired to manage the merged Department.

2. Add a Registered Engineer to the current staffing chart.

3. The Registered Engineer and Registered Architect should be at the same tier.

4. The essential function of CIO which is Project Authorization is the only activity transferred from the CIO as a part of this restructuring.  The function of Project Authorization is to verify that the required criteria for a “project” are met prior to accepting a project into the “active” list.

5. Planning should be separated from Engineering and Architecture.

6. The Federal projects group still handles 638 projects.

7. There should be significant savings in Administrative and accounting positions achieved through the merging of DES and CIO.  These savings could be applied elsewhere such as the creation of new positions at the LGSC’s to assist Chapters in project preparation.

8. The elimination of one Department Manager position at the existing CIO Department.

9. A central filing system should be implemented with project identifiers that stay with a project from conception through completion.

10. A system of checking out and controlling files should be implemented in order to save time searching for information.

11. A computer backup process and procedure should be designed and implemented in order to insure the integrity of digital information.

12. A rigid time keeping system should be implemented requiring each and every employee to fill out and sign their own time sheet.  This is always resisted but is necessary for holding personnel accountable.

13. Metrics should be developed and monitored in order to assure that personnel are productive and accountable.

14. The Project Managers at the Agency level working for CIO should be deleted along with the Work Force Accounts and both activities transferred to the Chapters.

15. The CIO Archaeologists should be transferred to the Planning Section of the newly merged Department.

16. The funding recommendations and funding distribution now done by CIO should be transferred to the new senior manager in charge of the LGSC’s.

17. Administrative assistance needs to be provided to the Registered Engineer, Registered Architect and Senior Planner, directly reporting to same.  This would help alleviate some of the overload on these positions caused by purely administrative functions.
7.2 Staff Qualifications

For the success of the realignment it is imperative for the Department Manager, Registered Engineer and Registered Architect to have the added levels of authority:

Registered Engineer
An existing position description exists for a Civil Engineer.  It has been recommended under the first Phase to have a Registered Engineer added to the DES Organizational Chart.

In addition to the existing position description, the following levels of authority and requirements should be considered for this recommended position:

· Authority to delegate administrative duties to personnel

· Authority to hire/fire/review personnel within Engineering Section

· Signature authority over project budgets and contracts within the limits of the project budget.

· Possession of an Engineering License in NM, AZ, or UT or obtain license within one (1) year of employement.

· In addition to Bachelors degree in associated field, applicant must have four (4) years of work in related field in public infrastructure construction.

Registered Architect

In addition to the existing position description, the following levels of authority and requirements should be considered for this recommended position:

· Authority to delegate administrative duties to personnel

· Authority to hire/fire/review personnel within Architect Section

· Signature authority over project budgets and contracts within the limits of the project budget.

Department Manager
In addition to the existing position description, the following levels of authority and requirements should be considered for this recommended position:

· Signature authority over project budgets and contracts within the limits of the project budget.

· Authority to hire/fire/review personnel within Department

· Knowledge of and experience in Engineering and/or Architecture and/or Construction

Project Manager

In addition to the proposed new position description, the following levels of authority and requirements should be considered for this recommended position:

· Signature Authority over Change Orders not affecting Project Budget.

· Select Suppliers

· Select Staff

· De-select suppliers

· De-select staff

· Influence Supplier Payments / Invoicing

7.3 Merging of CDBG and Housing Services to create a New Department – COMMUNITY HOUSING

The existing Housing Services Department deals with home construction and re-habilitation.  The existing CDBG Department deals with housing as well as the infrastructure required for housing such as water, sewer and power.

On the surface, the CDBG involvement with utilities would appear to be a good fit with the new Capital Projects Department, however, the infrastructure dealt with by CDBG is focused on servicing homes and has a different set of codes and standards than does a Capital project.

In addition, both CDBG and Housing Services face a decline in funding from outside sources over the next few years which provides additional impetus to a merger of these Departments.

The merging of these two departments will streamline the construction, re-habilitation, servicing and occupation of housing.  This merger also eliminates another problem which is weak management within the existing Housing Services Department.
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The following changes are recommended for the newly created Community Housing Department:

1. The three sections dealing with NHASDA within the existing Housing Services Department should be combined into a single NHASDA section.

2. There should be significant savings realized in both Administrative and Accounting positions through the merging of CDBG and Housing Services.  The savings could be applied toward additional staffing for the LGSC’s to assist Chapters in project preparation and planning.

3. The elimination of one Department Manager position at the existing Housing Services Department.

4. A central filing system should be implemented with project identifiers that stay with a project from conception through completion.

5. A system of checking out and controlling files should be implemented in order to save time searching for information.

6. A computer backup process and procedure should be designed and implemented in order to insure the integrity of digital information.

7. A rigid time keeping system should be implemented requiring each and every employee to fill out and sign their own time sheet.  This is always resisted but is necessary for holding people accountable.

8. Metrics should be developed and monitored in order to assure that personnel are productive and accountable.

7.4 Closing of the Solid Waste Management Program

The existing functions of the Solid Waste Management Program can be transferred to other entities or to the Chapters.

The survey, cleanup and closure of illegal dump sites can be transferred to the EPA.

The funding and cooperation regarding Waste Transfer Stations can be transferred to the Chapters.  Ideally, no general funds dollars would be used for the Transfer Stations, rather, fees should be charged for the use of the Transfer Stations making them self funding.

The community education and outreach function educating Chapters on the concepts of legal dumping and re-cycling can be transferred to the LGSC’s.

7.5 Re-alignment of the LGSC Operations

Although the LGSC’s are largely working hard to assist the Chapters in any way they can they are suffering from a lack of consistent vision, standards and direction.  Each LGSC sees their directive in a different way; from providing general Chapter assistance to Chapter Certification.  In fact, their job is to provide Chapter assistance as required.  They are suffering from a lack of leadership in Window Rock and are measured on a task that they truly don’t have any control over……..Chapter Certification.

Other problems the LGSC’s have to deal with are a vast territory, turnover at the Chapter level in the Community Service Coordinator and Office Specialist positions, and little if no control over the personnel hired to fill these positions.

The LGSC’s require an active manager over the Senior Program and Project Specialists, clear direction and frequent, active monitoring.  Current supervision of the LGSC’s from Window Rock is ineffective as evidenced by the following problems:

1. There is no single vision for the mission of the LGSC’s.

2. There is no single accounting or book keeping standard or guidelines.

3. There is no active monitoring of the LGSC’s so that they can be held accountable.

4. There is no single standard for monitoring the Chapters progress.

A larger problem that affects the entire Division of Community Development is the current inability of the Chapters to properly Master Plan, prepare projects properly, estimate projects and develop Statements of Work.  

PWT recommends using some of the funds saved through mergers of other Departments to pay for one Senior Planner/Estimator at each LGSC to assist, along with the existing Planner position, the Chapters with planning and project preparation.  We also recommend the hiring of a Senior Manager to oversee all of the LGSC’s and report to the Division Manager.
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The following recommendations are made for the LGSC realignment:

1. Hire a senior manager for full time supervision and management of the LGSC’s.

2. The funding recommendations and distribution formerly done by the CIO should now be done by the new LGSC Department Manager.
3. Add a Senior Planner/Estimator at each LGSC.

4. A computer backup process and procedure should be designed and implemented in order to insure the integrity of digital information.

5. A rigid time keeping system should be implemented requiring each and every employee to fill out and sign their own time sheet.  This is always resisted but is necessary for holding people accountable.

6. Metrics should be developed and monitored in order to assure that personnel are productive and accountable.

7.6 Reorganization of Navajo DOT

The single most important issue at Navajo DOT is the shortage of senior seasoned managers and the number of direct reports to the Department Manager.  There also exists competition for resources such as Archaeological and Environmental between Sections that can be resolved by grouping logical Sections into groups with a senior manager supervising and reporting to the Department Manager.  This would reduce the number of direct reports to the Department Manager and would provide experienced managers to direct activity, set priorities, mentor inexperienced supervisors and hold them accountable.

Security of Information:  Hard files are kept in multiple locations and no way of tracking of the files is available causing lost time while people search for information.  Digital files on PC’s are infrequently backed up which has in the past led to lost information.

PWT recommends the following general organizational structure for Navajo DOT:
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The following changes are recommended for a reorganized Navajo DOT:

7. A central filing system should be implemented with project identifiers that stay with a project from conception through completion.

8. A system of checking out and controlling files should be implemented in order to save time searching for information.

9. A computer backup process and procedure should be designed and implemented in order to insure the integrity of digital information.

10. A rigid time keeping system should be implemented requiring each and every employee to fill out and sign their own time sheet.  This is always resisted but is necessary for holding people accountable.

11. Metrics should be developed and monitored in order to assure that personnel are productive and accountable.

8. SUMMARY
1. The single largest problem facing the Division of Community Development is weak management, particularly in the Deputy Division Director, DES Department Manager, CIO Manager, and Housing Services Manager positions.
2. Merging the CIO functions with DES (project authorization) and the LGSC’s (funding allocation) would streamline the chartered functions of the existing CIO.

3. Merging the Housing Services Department and the CDBG Department would streamline all functions dealing with Navajo Housing within DCD.

4. Eliminating the SWMP Department makes sense given that all existing SWMP functions can logically be done elsewhere, i.e. either at EPA or on the Chapter level.

5. A re-alignment of Navajo DOT would lead to significant increases in efficiency and communication.

6. The Division of Community Development would be a much more efficient operation with only four Departments; Capital Projects, Community Housing, Navajo DOT, and the LGSC’s.

APPENDIX A

PROJECT MANAGER POSITION DESCRIPTION
THE NAVAJO NATION

Project Manager Proposed Position Description
DEFINITION:  Serves as a staff resource with short and long term projects, intended to support services to division members. Develops proposals in support of the divisions, including planning, consultant assessment and supervision, proposal preparation, literature development, constituency outreach and special programs.


ESSENTIAL FUNCTIONS:  This list is ILLUSTRATIVE ONLY and is not a comprehensive listing of all functions and tasks performed by incumbents of this class.  

TASKS:  

· Carries out ad hoc and ongoing assignments for the project.

· Recruits and organizes volunteers, and consultants as needed, for implementing and completing projects and activities.

· Develops statement of work and budgets for internal review and as appropriate, consideration by prospective outside sponsors and/or bidders. Participates in discussions with outside and inside sponsors with respect to prospective projects.

· Works collaboratively with the department managers to write manuscripts for publication, major reports, committee minutes, and other communications as assigned.

· Provides program management support for select committees, subcommittees, and advisory groups. 

· Develops and conducts surveys and needs assessments.

· Develops communication with respect to activities of departments and funded projects. 

· Serves as liaison and representative to other organizations as assigned.

· Performs other duties as assigned.

· Manage overall execution of the active project process through project execution and closeout.

· Deliver projects on time and cost within agreed tolerances

· Manage the people, processes and resources involved.

· Establish and update plans with actual and forecast data.

· Escalates decisions on unresolved issues.

· Manage the selection of appropriate core technologies and standards.

· Determine the positions and staffing levels required to complete as scheduled.

· Assign project tasks to staff and monitor results.

· Identify the tasks or other responsibilities that should be assigned to consultants, and advise the necessary team members on the proposed selection and engagement of any consultants that are required.

· Provide regular progress reports to the department and division managers, including analyses that show whether the progress and results achieved are consistent with completion of the project on time and within the assigned budget.
KNOWLEDGE, SKILLS AND OTHER CHARACTERISTICS: 

· Possesses exceptional oral and written communication skills.

· Demonstrated team-working abilities and administrative skills.

· Demonstrated ability to work well with many types of people.

· Excellent organizational skills.

· Established record of project management and attention to detail.

· Knowledge of and experience with project management software such as Primavera or Microsoft Project.

· Strong ability to edit work of others.

· Knowledge of methods applied in coordinating, managing, scheduling and controlling multiple phases of projects.

· Knowledge of and understanding of to planning, designing and construction practices.
PHYSICAL REQUIREMENTS AND WORK ENVIRONMENT: Work requires attention to detail with potential exposure to loud noises, dust, toxic chemicals and fumes when working on site. 

MINIMUM QUALIFICATIONS:  

· College degree with minimum 5 years experience in a field related to engineering/architectural management or construction, or, 8 to 10 years of experience in a related technical field.

· Relevant Project Management Institute (PMI) certification or equivalent.
SPECIAL REQUIREMENTS:  

Goal orientation and action-focused, pragmatic and self-disciplined, good at project planning, organizing, communication, team motivation and delagation.

Depending upon the needs of the Nation, some incumbents of the class may be required to demonstrate fluency in both the Navajo and English languages as a condition of employment.  

APPENDIX B

REFERENCE MATERIAL

Preliminary findings of the Navajo DCD re-organization was based on a collaboration of wide-ranging conversations with the DCD staff, the 1st off-site planning session and the following resources:  

1) Title II, NNC 1369 thru NNC 1456

2) Title VI - Community Development

3) Division of Community Development – Plan of Operations

4) Division of Community Development – Strategic Plans 2006-2007

5) Review of the Navajo Nation Capital Improvement Planning Process against Best Practices

6) Position Descriptions / Staffing Charts

7) Navajo Nation Appropriations Act

8) Navajo Procurement Process

9) Navajo Nation Purchasing Manual

10) CIP Policies & Procedures

11) Navajo Nation Local Governance Act

12) Policy and Procedure Assessment by PWT

13) An Assessment of Project Management Policies and Procedures Currently in Use by the Navajo Nation Division of Community Development

14) Proposed Policies and Procedures to Support Project Management

15) The Navajo Nation – Fiscal Year 2006 Budget Instructions and Policies Manual

16) Navajo Nation Infrastructure & Capital Improvement Policies and Procedures

17) Joint Powers Agreement

18) Navajo Business Opportunity Act

APPENDIX C

ACRONYMS

CDBG

Community of Development Block Grant

CIO

Capital Improvement Office

CIP

Capital Improvement Plan

COA

Contract of Appropriations

DCD

Division of Community Development

DES

Design and Engineering Services

JPA

Joint Powers Agreement

LGA

Local Governance Act

PWT

Pacific Western Technologies

SOW

Statement of Work
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Company Name
Department Name�
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Division of Community Development
 


Chapters (19) Local Direct Supervision of CSC
(70) Senior Program and Project Specialist
(71) Administrative Assistant
(72)  Senior Accountant
(73)  Community Involvement Specialist
(74)  Senior Planner
(75)  Chapter Accounting Clerk


Chapters (29) Local Direct Supervision of CSC
(62) Senior Program and Project Specialist
(63) Administrative Assistant
(64)  Senior Accountant
(65)  Community Involvement Specialist
(66)  Senior Planner
(67)  Chapter Accounting Clerk


Chapter Staff
(52) CSC/Ofc Spec
(53) CSC/ Community Service Coordinator


Chapter Staff
(60) CSC/Ofc Spec
(61) CSC/ Community Service Coordinator


Chapter Staff
(68) CSC/Ofc Spec
(69) CSC/ Community Service Coordinator


Chinle Agency
 


Eastern Navajo Agency
 


Fort Defiance Agency
 


Shiprock Agency
 


Western Navajo Agency
 


Chapters (16) Local Direct Supervision CSC
(46) Senior Program and Project Specialist
(47) Administrative Assistant
(48)  Senior Accountant
(49)  Community Involvement Specialist
(50)  Senior Planner
(51)  Chapter Accounting Clerk


Chapters (28) Local Direct Supervision of CSC
(54) Senior Program and Project Specialist
(55) Administrative Assistant
(56)  Senior Accountant
(57)  Community Involvement Specialist
(58)  Senior Planner
(59)  Chapter Accounting Clerk


Chapters (18) Local Direct Supervision of CSC
(78) Senior Program and Project Specialist
(79) Administrative Assistant
(80)  Senior Accountant
(81)  Community Involvement Specialist
(82)  Senior Planner
(83)  Chapter Accounting Clerk


Chapter Staff
(76) CSC/Ofc Spec
(77) CSC/ Community Service Coordinator


Chapter Staff
(84) CSC/Ofc Spec
(85) CSC/ Community Service Coordinator


Local Governance Support Centers
 


Local Governance Support Centers
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Legislative Liaison
 


Senior Contract
 


Department Manager II
Tom Platero


Accountant
 


Senior Office Specialist
 


Survey
 


Engineering
 


Planning
 


Principal Engineer
 


Office Aide
 


Senior Engineer
 


Principal Arch.
 


Archeologist
 


Archeologist
 


Navajo Cultural Spec.
 


Senior Envir. Spec.
 


Envir. Specialist
 


Envir. Technician
 


Heavy Equip Operator
 


Navajo Department of Transportation
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Heavy Equip. Operator
 


Heavy Equip. Operator
 


Maintenance
 


Airport
 


Environmental
 


Program Supervisor I
 


GIS/MIS
 


Archeology
 


Principal Civil Engineer
Vacant


GIS Analyst
 


Principal Planner
 


Principal Engineer
 


Principal Engineer
 


Principal Engineer
 


Principal Engineer
 


Principal Engineer
 


Senior Planner
 


Senior Planner
 


Senior Planner
 


Senior Planner
 


Senior Planner
 


GIS Analyst
 


GIS Analyst
 


Principal Info Sys Tech.
 


Road Mgmnt. Funds
 


Senior Program and Project Specialists
 


Program and Project Specialist
 


Records Clerk
 


Proposal Writer
 


Program and Project Specialist
 


Senior ROW Agent
 


Laborer
 


Laborer
 


Laborer
 


Laborer
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Office of The President
Joe Shirley, Jr.. NN President
Frank Dayish, Jr.. NN Vice President


WAP
Admin Assistant
Vacant, Sr. Carpenter – JVA closed
Senior Carpentar
Office Aide



Navajo Housing Services Dept
Raymond L. Lancer Sr.
Department Manager II


NAHASDA PLANNING SECTION
 


NAHASDA CONSTRUCTION SECTION
Project Superintendent
Utility Foreman
Administrative Service Officer
Construction Supervisor
Inventory Control / Deliver Person
Planner/Estimator
Work Force Workers


110 Navajo Nation Chapters
 


HOUSING IMPROVEMENT PROGRAM
 Program Manager
Senior Office Specialist
Accounting Techncian
Construction Inspector
Senior Plumbers, temp
Senior Electricians, temp
Construction Inspector, temp



NHSD / GENERAL FUNDS
Senior Office Specialist



Division of Community Development
Arbin Mitchell
Division Director


Transportation Community Development Committee
Mark Maryboy, Chairperson
Members


Navajo Housing Authority
Grants Management Office
Financial Accounting Office (s)
Labor Compliance Office
Environmental Compliance Office


Fort Defiance Agency
HIP 638 Labor Force
 Construction Supervisor
 Eligibility Technician
Senior Carpentars


Shiprock Agency
HIP 638 Labor Force
Vacant, Construction Supervisor
 Eligibility Technician
Senior Carpentars


Chinle Navajo Agency
HIP 638 Labor Force
Construction Supervisor
 Eligibility Technician
Senior Carpentars


Eastern Navajo Agency
HIP 638 Labor Force
Construction Supervisor
 Eligibility Technician
Senior Carpentars


Western Navajo Agency
HIP 638 Labor Force
Construction Supervisor
Eligibility Technician
Senior Carpentars


Navajo Housing Services Dept.
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Engineering and Construction
 


Inventory
 


Department Manager II
 


Administration
Manager
 


A / P
 


IT
 


Admin
 


Navajo Department of Transportation
Reorganization Chart Recommendations		Fiscal Year 2006


Survey
 


Techs
 


FET
 


Contracting
 


GIS
 


Maintenance
 


Planning and Project Authority
 


Environmental
 


Archeology
 


Accounting
 


Planning
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Name
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President
 


Community Housing
 Program Supervisor III (CDBG)
(Proposed Deputy Division Director)
(CDBG & Housing Services Merger)


WAP
(HS)


HUD
(CDBG, HS)


HIP
(HS)


Utilities
(CDBG)
 


NHSDA
(HS)


TCDC
 


DCD
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DCD
 


Solid Waste
(SWMP Community Education)


President
 


LGSC Fort Defiance
 


LGSC Chinle
 


LGSC Western
 


LGSC Eastern
 


LGSC Shiprock
 


LGSC
(New Department Manager)



TCDC
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Arbin Mitchell
Acting Division Director


Senior Office Specialist
Position #: 243206


Sr. Environmental Specialist
Position #: 243204


Environmental Specialist
Position #: 243205


Community Involvement Specialist
New Position


Principle Engineerigng Technician
Position #: 154655


Engineering Technician
Position #: 240843


Stanley Yazzie
Deputy Director


Solid Waste Management Program
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President
 


DCD
 


Planning
 


TCDC
 


Project Authorization and Funding Assistance
(CIO)


Capital Projects
New Department Manager
(Proposed Deputy Division Director)
(DES & CIO Merger)


Archaeological
(DES)


638
(DES)


Engineering
(DES)


Planning
 
(DES)


Archaeological
(CIO)
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(33) Department Manager II
Position Number 208862


(34) Contract Analyst
Position Number 243196


(35) Admin. Assistant
Position Number 208860


(36) Office Specialist
Position Number 208863


(37) Accountant
Position Number 244953


SHIPROCK AGENCY
(38) Programs & Project Specialist
Position Number 159962


EASTERN AGENCY
(40) Program & Project Specialist
Position Number 153197


FT. DEFIANCE AGENCY
(42) Programs and Project Specialist
Position Number 201682


CHINLE AGENCY
(43) Programs and Project Specialist
Position Number 156007


TUBA CITY AGENCY
(44) Programs and Project Specialist
Position Number 154730


SHIPROCK AGENCY
(39) Senior Arch.
Position Number 202618


EASTERN AGENCY
(41) Arch I.
Position Number 248206


TUBA CITY AGENCY
(45) Archeologist II
Position Number 248202


Capital Improvements Office
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Division of Community Development
 Division Director
201298 – Window Rock, AZ


Design and Engineering Services
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Design and Engineering Services
(1) Department Manager – II
202659 – Window Rock, AZ


(2) Registered Architect
202660 – Window Rock, AZ


Administration
 


Engineering Section
 


Architectural Section
 


(14) Contracts and Program
Compliance Officer
244683 – Window Rock, AZ


(3) Planner / Estimator
(Vacant)


(4) Planner / Estimator
Vacant


(5) Sr. Engineering Technician
152666 – Window Rock, AZ


(6) Sr. Engineering Technician
152669 – Window Rock, AZ


(7) Sr. Engineering Technician
159803 – Window Rock, AZ


(8) Sr. Engineering Technician
152673 – Window Rock, AZ


(9) Principal Planner
242899 – Window Rock, AZ


(10) Planner / Estimator
202662 – Window Rock, AZ


(11) Principal Engineering Tech.
152668 – Window Rock, AZ


(12) Electrical Inspector
152671 – Window Rock, AZ


(13) Sr. Engineering Technician
152667 – Window Rock, AZ


(15) Office Specialist
244497 – Window Rock, AZ


(16) Office Specialist
202676 – Window Rock, AZ


(17) Office Assistant
202677 – Window Rock, AZ


(18) Project Specialist
201437 – Window Rock, AZ


Federal Projects
PL93-638


(20) Office Specialist
1002 – Window Rock, AZ


(21) Senior Accountant (Temp)
2320 – Window Rock, AZ


(22) Program Supervisor III
1005 – Window Rock, AZ


(19) Program Manager 1
1004 – Window Rock, AZ
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Community Development Block Grant
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Community Development Block Grant
(23) Program Supervisor III (926392)


HUD / Community Planning Division
 


Environmental Review
(26) Field Supervisor (923915)


Administrative Support
(24) Senior Office Specialist (926901)
(25) Office Specialist (923485)


Compliance
(27) Program and Project Specialist
(926393)


Data Management
(28) Accountant (240504)
(29) Account Maintenance Specialist (936964)


Project Monitoring
(30) Construction Supervisor (928879)
(31) Field Supervisor (923970)
(32) Field Supervisor



