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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 has 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:

1. Navajo Nation Appropriations Act

2. Navajo Procurement Process

3. Navajo Nation Purchasing Manual

4. 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 assessment conducted under the second phase, will form the baseline for the next step in the reorganization of DCD. The methodology from the Phase 1 DCD Reorganization will be applied to this task. The participants in the strategic planning sessions will include the DCD Division Director, Department Managers, and LGSC and DCD key personnel.

II. INTRODUCTION

This document is a summary of interviews conducted in Window Rock at the Navajo Housing Services Department on September 5th and 6th, 2006. This document is intended to present findings relevant to organization efficiency.  These findings are based on individual staff interviews with all LGSC Agency staff, selected Chapter Services Coordinators (CSC), and 25 randomly selected CSC’s through telephone interview 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

III. REPORT FORMAT

The subsequent chapters summarizing the individual sections within the Housing Services are presented in the following format:

By Department:


Primary Functions

Interactions

Policy and Procedure


Filing System


Security of Information


Workload


Training Requirements


Oversight



Supervision



Accountability


Equipment


Other

IV. FINDINGS BASED ON STAFF INTERVIEWS AND SUPPORTING DOCUMENTATION

A. NAHASDA GROUP

a. Primary Functions:  Improve the living standards of Navajo families and individuals through the use of modern methods and techniques in the construction of new houses and renovations of existing homes.  To assist very low-income families throughout the Navajo Nation with securing housing assistance.  Employee’s duties range from intake on applications, interviewing applicants, filling out applications, and ranking applications.
b. Interactions:  NTUA, APS, Contractors, Construction Supervisors, Afreida for Policies: Mabel Nez for daily activities; 

c. Policy and Procedure:  Navajo Nation Procurement Polices and Procedures; NAHASDA regulations;

d. Filing System:  Personnel files are kept in Mr. Lancer’s office in a file cabinet that is not locked because there is no key.  Many digital files from projects were stored on a workstation at one time; however, a temporary employee completed this work and the staff is unaware of where this data might be.

e. Security of Information:  A few employees are able to back-up some of their data to a floppy disk.  The Senior Accountant’s computer started crashing in January of 2006 and has been unstable ever since; causing her to recreate spreadsheets and forms often.

f. Workload:  It was not communicated that the employees felt their workloads were excessive.

g. Training Requirements:  Additional IT training to the staff would assist them in having a better understanding of the importance of backing up their data along with the best methods of doing so.  OMB and OSHA labor force requirement training would help employees better understand how they can comply with government contracts.

h. Oversight:  

i. Supervision: Dave Becenti has just recently been designated the supervisor for the NAHASDA section.  The three NAHASDA sections are confused as to duties, responsibilities and reporting.

ii. Accountability:  Bi-weekly time sheets are submitted to the Navajo Housing Authority to comply with the Federal Labor Standards and to ensure that proper wages were paid to project employees for all NAHASDA funded projects.

i. Equipment:  There is currently a tribal vehicle available to the staff for field inspections, etc.  More up-to-date computers with back-up hardware available to the employees would benefit the department.

j. Other:  Most of the employees feel that there is no structure and planning with short and long term goals due to the lack of communication and forethought from the Department Manager.  Some of the personnel feel that they would be more efficient if they were set up more like HIP. This is a minor re-organization and will probably be all right with time.

B. HOUSING IMPROVEMENT PROGRAM

a. Primary Functions: To improve and provide safe, decent and sanitary homes through repairs, renovation, new construction or replacement housing for very low income individuals and for families living in substandard housing or who are without housing and have no other resource for assistance.  

b. Interactions:  Construction Supervisors; BIA; Labor Force; Elderly applicants; Chapter Houses; Council Members, President’s Staff for presentations; 

c. Policy and Procedure:  The HIP program utilizes a number of documents and checklists to comply with the federal guidelines such as 10 CFR Part 440 – Final Rule and OSHA standards.  As a result of the last audit findings, the department’s program manager has developed and implemented QA/QC procedures and checklists.  Construction supervisors and inspectors consistently use checklists.

d. Filing System:  Hard copy files are filed by Chapter and are kept at the agency offices.  Accounting files are locked on a daily basis when the accountant is not around.

e. Security of Information:  With the exception of a few employees at particular Agencies, there currently is no plan for improved computer back-ups due to the lack of funding for the necessary hardware and training.  A few Agencies are a bit more efficient and back-up data on a daily basis.

f. Workload:  A few employees feel they are overloaded due to the need to cover the entire nation.  Travel time and distance make this extremely difficult.

g. Training Requirements:  Additional CFR Code Regulation training would assist the Agency personnel for construction related activities.  Agencies that are not as computer proficient would benefit from additional IT and Microsoft training to assist with their day-to-day activities, weekly reports and required checklists for construction and application activities.

h. Oversight

i. Supervision:  There seems to be a consensus from the employees that they are well supervised and monitored by the section supervisor in Window Rock.  Most feel they have goals and priorities and the guidance necessary to complete their work.  The consensus is not the same among the Agency personnel and many Eligibility Technicians feel they need more attention and time from Ms. Benally.

ii. Accountability:  Bi-weekly time sheets are submitted to the Navajo Housing Authority to comply with the Federal Labor Standards and to ensure that proper wages are paid to project employees for all NAHASDA funded projects.  There are quarterly reports and meetings with BIA.

i. Equipment:  Agency buildings are often old with no heating and air conditioning.  Building security is poor often leading to break-ins with computers being stolen.  A few employees do not have desktops and have a hard time preparing the necessary and required reports.

j. Other:  Due to the nature of this program, they must adhere to CFR Federal Regulations; however, only when the personnel complain do they get updated CFR regulations.  It was indicated that employees feel that DCD admin staff often interfere unnecessarily with the department’s activities.  

Field crews must rely on the applicants (elderly) to provide fuel for the vehicles and equipment that is being used for construction; however, often the elderly cannot afford the fuel.

The Eligibility Technicians complain that personnel from the Window Rock office are reviewing their applications. They also feel that Ms. Benally has too many other responsibilities as a chapter official and that not enough of her time is being dedicated to the HIP.

Employees feel that the DCD admin staff makes a lot of decisions relevant to the program without counseling from the Department first or advising the Department afterwards.

C. WEATHERIZATION ASSISTANCE PROGRAM

a. Primary Functions:  Reduce heating and cooling cost, particularly for the elderly, disabled, and those with dependent children by improving the energy efficiency of their homes and ensuring their health and safety.  Evaluate each dwelling for:  weather stripping; caulk around utility penetrations through the exterior wall, seal all interior wall partitions; install switch plate insulation cover and outlet gaskets; replace all broken glass or missing windows; re-glaze window pains; install door sweeps; replace dampers; install water heater insulation blankets.  Assist with the preparation of applications, assessment for qualifying of the applicants and the scoring and ranking of applications.

b. Interactions:  DOE; Housing Services Planning Department; DCD; Chapter Houses; 

c. Policy and Procedure:  The WAP program has a set of policies and procedures explicit to their needs along with a number of forms and checklists that conform to the required documents for application.  They also utilize a guide labeled the “Interim Guidelines, Procedures and Requirements.”  The department also must adhere to a few federal guidelines such as 10 CFR Part 440 – Final Rule and OSHA standards.

d. Filing System:  Hardcopy files seem to be stored in Fort Defiance where the centralized file system is kept.  Digital files are stored on individual workstations; employees mentioned that they stored digital files at home too, due to the lack of a desktop at work.

e. Security of Information: Most employees do not backup digital files; however, are in the process of acquiring a jump drive for daily/weekly backups.

f. Workload:  The Section needs assistance in grant applications and submittal.  Heavy workloads should be eliminated once a few vacant positions are filled.

g. Training Requirements:  Staff would benefit from additional Microsoft Word and Excel training along with Federal Regulations and Guidelines for project management, grant applications and federal funding.

h. Oversight:

i. Supervision:  All employees report to Ms. Elfina Wauneka on a weekly basis at which time their daily and weekly priorities are set.  Good communication within this section leads to excellent cooperation.

ii. Accountability:  Bi-weekly time sheets are submitted to the Navajo Housing Authority to comply with the Federal Labor Standards and to ensure that proper wages were paid to project employees for funded projects.  Quarterly reports are submitted to Ray Lancer with little feedback or response.  Weekly reports are completed such as project status, chapter briefings and DOE related reports.

i. Equipment:  Tribal vehicles are available to the staff on an as-needed basis.  Many of the staff suffers from a lack of desktop computers.

j. Other:   Employees feel that upper level support has a lack of knowledge when it comes to the type of support they provide.  Other departments Managers, such as Chavez John, are relied on for direction and assistance for grant and funding requests.  Overall this section has good communication among the staff; the biggest roadblock is the lack of funding the staff receives for the equipment they need in order to efficiently complete their work.

V. NAVAJO HOUSING SERVICES SUMMARY

A large part of the information collected and reported below is necessarily anecdotal by the nature of the process.  PWT feels that some follow up is required by the Division Manager in order to determine if it contains valid information and if some action needs to be taken.

THE DEPARTMENT MANAGER DECLINED TO BE INTERVIEWED BY THE PWT TEAM.  HE STATED THAT MR. MIKE PAISANO Had ALREADY Interviewed Him.  MR. PAISANO HAD ONLY SUBMITTED THE REQUEST FOR DOCUMENTS AND INFORMATION AND HAD NOT CONDUCTED THE FORMAL INTERVIEW.

It was made very clear as to the lack of involvement from the Housing Services Department Manager.  The picture we get is that the Department Manager is disconnected and uninvolved.  It was indicated that his management approach is to delegate most everything with little follow up or follow through.  Priorities and assignments are made largely without the Manager’s involvement. Reports are presented on a regularly scheduled basis but the feeling is that the reports are never read and no feedback or monitoring is provided.

There is resentment toward the lack of involvement of the Department Manager as stated by numerous departmental employees and supervisors that appears to have been building for some time.

Employees feel that the scoring system used for determining priorities for assistance is being manipulated by higher ups both within and without the Department for either political or personal reasons.  This should be followed up on as it is causing resentment toward the legitimacy of the process.

At the time of the Staff Interviews the Department Manager was in the process of organizing the NAHASDA people into three separate sections.  This seems excessive and would probably function better in a single section as a Team.  

One of the NAHASDA supervisors is a temporary employee, which is causing misunderstanding and resentment.  Although apparently allowed by Navajo Law, it is probably not a good idea to have a temporary employee supervising permanent employees.

Hard files need to be secured, particularly those containing sensitive information.  Computer files require regularly scheduled backups in order to insure against loss of data.  A central filing system with a process for checking files in and out would help control information and save time in searching for and locating information.

There is a large need for more computers, computer training and backup devices.
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