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I. 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 adapt to changes of 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.  The key staff have recognized this lack of efficiency among the Departments and how this has affected project delays and budget constraints.

Over the course of the past 2-3 years, internal discussions were initiated among the DCD Departments regarding a DCD-wide re-organization.  

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 included 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 both political reality and the budget.

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

A. Navajo Nation Appropriations Act

B. Navajo Procurement Process

C. Navajo Nation Purchasing Manual

D. Navajo Nation Local Governance Act

The planning sessions draw 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, a timeline and estimated costs for reorganization of the three Departments.

In SOW B-3 Task 8.2, PWT was to conduct 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). The assessment approach will be similar to the assessment completed in SOW B-1 for CIO, CDBG, and DES, but focused on organizational issues rather than process and procedures.  The assessments will be based on individual staff interviews and document gathering done prior to the staff interviews.

In SOW B-3 Task 8.3, the results of the assessments conducted under the second phase (SOW B-3, Task 8.2), along with the document gathering and review will form the baseline for the next step in the reorganization of DCD. 

II. INTRODUCTION

This document is a summary of interviews conducted in Window Rock, AZ on September 20th and 21st, 2006.  This document is intended to present findings relevant to organization efficiency.  These findings are based on individual staff interviews with all Division staff as well as the pertinent data collection prior to the interviews. The information requested prior to the interviews is as follows:

A. Formal Policies and Procedures

B. Current Organization and Staffing Charts

C. List of and Samples of all Tracking Tools

D. 2007 Strategic Plan

E. Tracking Tools

F. Plan of Operations

G. Personnel Management Tools

III. REPORT FORMAT

The subsequent summary of the interview results is presented in the following format:

A. Primary Functions

B. Interactions

C. Policy and Procedure

D. Filing System

E. Security of Information

F. Workload

G. Training Requirements

H. Oversight

1. Supervision

2. Accountability

I. Equipment

J. Other

IV. FINDINGS BASED ON STAFF INTERVIEWS AND SUPPORTING DOCUMENTATION

A. Primary Administer Departmental Functions:  Set Division policy; Manage and Monitor Department Managers; Set goals and objectives for entire Division; Prepare Division budgets and assist with Departmental budgets; Monitor budgets and expenses; Respond to oversight committee and Navajo Council; Make recommendations for critical senior management positions and monitor those positions; Hold all Departments and Department Managers accountable.

B. Interactions:  Department Managers and senior staff, Navajo Council, oversight committee, Office of the President, Personnel Management, OMB, Finance, Federal Agencies, State Agencies, Chapters, Navajo Agency offices.

C. Policy and Procedure:  The only Division Policies and Procedures that are formalized are those of the Navajo Nation.  An entire upper level tier of Policies and Procedures need to be created and documented relating to Records Retention, Project Process Planning, Accounting, Control of Records, Management Responsibility, Etc.

D. Filing System:  Hard files are kept in several locations; most are secured, some are not.  No system for checking in and out sensitive or important files. A document tracking system (log) is in place and is effective.

Digital files are backed up from a central location by IT.  Access to some sensitive information is password protected.

E. Security of Information:  Sensitive files need to be locked at night and on weekends.  A central filing system with a process for checking files in and out would help.  The IT group does a good job of backing computers up over the network.

F. Workload:  Seasonally and periodically overloaded; however, the staff seems to eventually catch up.

G. Training Requirements:  A training program is in place with a full time Instructor position.  Some individuals require additional training in MS Excel.

H. Oversight:  Personnel and the Computer Operations Supervisor report directly to the Division Director.  The only performance metrics are Annual Review.

I. Supervision: As directed.  The Deputy Division Director has little involvement.

J. Accountability:  Regular reports are submitted but there is little feedback from Division Management.  There are a few management positions that are not performing well.  Those positions are:

1. Deputy Division Director

2. Manager of Housing Services

3. Manager of CIO

4. Manager of DES

This weak performance has been allowed to continue for quite some time.  In addition, the Crown Point LGSC Manager requires some personal attention, monitoring, and accountability.

K. Equipment:  Computer hardware and office equipment seems to be adequate for the tasks at hand.

L. Other: The IT group seems to be doing a good job of managing the systems, training and computer back-ups.  The problem is in attempting to provide computer support services for the Chapters.  There will never be enough people to fully support the Chapters from Window Rock.

M. COMMENTS:  The Division Manager needs to be pro-active in monitoring the Department Managers, setting their goals and priorities and holding them accountable.  In the end, some of the senior management probably needs to be replaced.

V. DCD SUMMARY

At the Division level, almost by definition, all staff are being pulled in many different directions responding to Council, TCDC and outside requests for information and support.  They seem to do an adequate job of performing under the circumstances.

The Division Manager needs to take some action regarding underperforming Department Managers.  Some resolution may come from PWT’s final organizational recommendations in SOW B-3, Task 8.3.

Hard files need to be kept in a central location and secured at night with a system for checking files in and out.  The Division has an inadequate P&P system and should make it a priority to create policies on file and records management and retention.

A system needs to be devised for holding people accountable for their performance and measuring the results.  Time Sheets should be a requirement throughout the Division. Time Sheets should be filled out regularly by the employee, not by an administrative person, and signed by the individual.  Without proper time accounting it becomes impossible to hold people accountable or monitor them.  Feedback on all scheduled reports and Time Sheets should be immediate and detailed.
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