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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:

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 at each LGSC Agency office.  Interviews at the Western, Eastern, Shiprock, Chinle and Fort Defiance Agencies were conducted September 7th through September 15th.  During these sessions one to two Chapter Service Specialists (CSC) were also interviewed.  In order to add a broader evaluation of the LGSC performance telephone interviews were conducted with three to four CSC’s out of each Agency selected at random.  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

III. REPORT FORMAT

The subsequent Chapters summarizing the individual sections within the LGSC Agency offices are presented in the following format:

By Agency:


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. EASTERN AGENCY

a. Primary Functions:  Promote more direct oversight guidance and assistance to enhance decentralized service delivery in the most efficient and effective method.  To provide opportunities for Navajo Communities to become self governing and self sufficient entities to improve their standards of living and infrastructure growth.  Monitor Chapters to be sure they are spending and accounting according to the FMS rules.

b. Interactions:  Chapter Office Specialists and Community Service Coordinators, Window Rock Finance, OMB, CIO, BIA, Office of Indian Affairs, HIS, NTUA, CDBG, Chapter Officials, Navajo Nation Council, Consultants.

c. Policy and Procedure:  LGSC – ENA; Chapter Service Form,

d. Filing System:  Hard copy files are kept at both the Chapter and Agency levels with critical and confidential files being locked up by the responsible parties.  Hard copy and digital files are usually filed by Chapter.  Digital files are backed up daily or weekly.

e. Security of Information:  All confidential information is either locked by the responsible party or is secured by a password.

f. Workload:  Most of the employees have a workload that is suitable to their position with the exception of the Senior Accountant and the Accounting Technician.  The Senior Accountant could benefit from the addition of another Accountant that has more experience.

g. Training Requirements:  No additional training has been noted for this Agency.

h. Oversight:  

i. Supervision: All personnel report to Mr. Anselm Morgan.  Mr. Morgan’s supervisor by paper is Mr. Stanley Yazzie; however, he submits quarterly reports to Mr. Arbin Mitchell.

ii. Accountability:  No time sheets are required; however, bi-weekly activity and weekly itinerary reports are provided to Anselm Morgan.  Feedback is rarely provided.

i. Equipment:  Most desktop computers are adequate; however, an additional printer would be of benefit.

j. Other:  There seems to be a general lack of direction and leadership from this Agencies Senior Program and Project Specialist.

k. COMMENTS:  Although the evidence is largely anecdotal this LGSC requires further investigation by Division Management.  This LGSC should be closely monitored by and regularly checked up on.  The following issues were brought to our attention through our interviews with CSC’s serviced by the Eastern Agency LGSC:

i. One Chapter has been attempting to get accounting support for seven months with no response.

ii. Some CSC’s said they had frequent trouble reaching anyone at the LGSC.

iii. Some CSC’s reported the LGSC phones were frequently forwarded to another Agency office for extended periods.

iv. The Senior Accountant says that only 8-9 Chapters are providing regular reporting in the currently required format and that only that amount of Chapters are capable of the proper book keeping as required by the Five Systems criteria.

B. WESTERN AGENCY

a. Primary Functions:  Promote more direct oversight guidance and assistance to enhance decentralized service delivery in the most efficient and effective method.  To provide opportunities for Navajo Communities to become self governing and self sufficient entities to improve their standards of living and infrastructure growth.  Monitor Chapters to be sure they are spending and accounting according to the FMS rules.
b. Interactions:  Chapter Office Specialists and Community Service Coordinators, Window Rock Finance, OMB, CIO, BIA, Office of Indian Affairs, HIS, NTUA, CDBG, Chapter Officials, Navajo Nation Council, Consultants

c. Policy and Procedure:  The LGSC uses a number of policies and procedures:  1) Navajo Nation Code: Title 26: Local Governance Act (LGA); 2) Five Management System (FMS) policies and procedures checklist to assist the Chapters in developing a five management system, which includes fiscal, personnel, procurement, records and property, as defined by the LGA; 3) Community-Based Land Use Planning Guidelines; 4) Public Employment Project; 5) Housing Discretionary Funds; 6) Fuel Excise Tax; 7) Chapter Financial Accounting Guide.

d. Filing System:  Hard copy files are kept at both the Chapter and Agency levels with critical and confidential files being locked up by the responsible parties.  Hard copy and digital files are filed by Chapter.

e. Security of Information:  Both this agencies and Chapter’s staff seemed to be very diligent about daily backups of digital files.  All confidential hard copy files are locked on a daily basis.

f. Workload:  This Agency has a very level workload due to the extremely efficient manner of communication among the agency personnel.  

g. Training Requirements:  More training needs to be conducted for accounting, reconciliation, bookkeeping, IRS updates and budgets.

h. Oversight

i. Supervision:  The LGSC staff and Chapter Community Services Specialists report to Mrs. Marisa Greeson.

ii. Accountability:  Employee and Chapter accountability are consistent.  The Senior Program and Project Specialist have initiated internal reporting procedures, in order for Chapters to provide weekly reports on their FMS progress.  A very detailed checklist is available to demonstrate the status of each Chapter on each of the five steps of the FMS system.

i. Equipment:  The Agency desktop computers are efficient.  The Agency has two (2) tribal vehicles available to travel to Chapters and to conduct business.

j. Other:  This Agency has demonstrated the ability to provide a high quality and level of accounting training to the Chapters thru weeklong workshops.  Each workshop has a detailed curriculum.  This Agency has documented a Procedures Manual that demonstrates Account Numbers, Flow Charts for Budget and Cash Receipts, Budget Tracking Tools, Monitoring Tools, Proposed Financial Accounting Guide, Flow Chart of the Audit Process, and Auditor General Checklists to demonstrate what the Chapter needs to be prepared for.  Due to the knowledgeable and management skills of both the Program and Project Specialists and Senior Accountant, this agency has demonstrated the value of a well integrated training and correspondence system with checks and balances that is working to bring all of the chapters to certification.

C. SHIPROCK AGENCY

a. Primary Functions: Promote more direct oversight guidance and assistance to enhance decentralized service delivery in the most efficient and effective method.  To provide opportunities for Navajo Communities to become self governing and self sufficient entities to improve their standards of living and infrastructure growth.  Monitor Chapters to be sure they are spending and accounting according to the FMS rules.
b. Interactions:  Chapter Office Specialists and Community Service Coordinators, Window Rock Finance, OMB, CIO, BIA, Office of Indian Affairs, HIS, NTUA, CDBG, Chapter Officials, Navajo Nation Council, Consultants

c. Policy and Procedure:  They comply with the basic Navajo Nation Policies and Procedures.  They also use the Local Government Act Policy to comply with tribal laws.

d. Filing System:  Hard copy files are kept at both the Chapter and Agency levels with critical and confidential files being locked up by the responsible parties.  Hard copy and digital files are usually filed by Chapter.  Digital files are backed up daily or weekly.

e. Security of Information:  All confidential information is either locked by the responsible party or is secured by a password.

f. Workload:  Most of the CSC staff have a significant workload.  The CSC knows all of the five (5) systems and writes policies for the Chapter in order to be compliant with the FMS.  They meet with the State, BIA, State DOT, and Chapter Public on a daily basis and attend Chapter Meetings.  They work on their own about 80% of the time, under guidance from the LGSC staff, but reporting to the Chapter Officials.  The CSC’s must know Tribal Law, employment, construction, health, etc.

g. Training Requirements:  LGSC staff may need additional LUP and Quickbook training in order to stay up to par with Chapters under this Agency.  Some staff may require additional Microsoft training for Word and Excel.

h. Oversight

i. Supervision:  All employees report to Herbert Clah the Senior Program and Project Specialist.  Mr. Clah has a quarterly performance review with Mr. Yazzie. Chapter CSC’s have priorities set and take direction from the Chapter Officials.

ii. Accountability:  Bi-weekly timesheets and monthly/quarterly reports.  The staff attends weekly staff meetings.

i. Equipment:  This LGSC Agency has no tribal vehicles; all personnel use their personal vehicles for their daily work activities when required.  With a vast territory to cover this is a problem.

j. Other:  1) Consensus that the Division needs to work more closely with the LGSC’s.  Majority of the Departments and personnel at the central government level do not assist or provide direction for their personnel to carry out assignments at the Agency level.  2) There is a high turnover of Office Specialists.  3) There is no roadmap for what happens after certification (note:  Western Agency is working on a post-certification document).  Checklists for Chapter monitoring and Chapter reporting formats are excellent.
D. CHINLE AGENCY

a. Primary Functions:  Promote more direct oversight guidance and assistance to enhance decentralized service delivery in the most efficient and effective method.  To provide opportunities for Navajo Communities to become self governing and self sufficient entities to improve their standards of living and infrastructure growth.  Monitor Chapters to be sure they are spending and accounting according to the FMS rules.
b. Interactions:  Chapter Office Specialists and Community Service Coordinators, Window Rock Finance, OMB, CIO, BIA, Office of Indian Affairs, HIS, NTUA, CDBG, Chapter Officials, Navajo Nation Council, Consultants.

c. Policy and Procedure:  The LGSC uses a number of policies and procedures:  1) Navajo Nation Code: Title 26: Local Governance Act (LGA); 2) Five Management System (FMS) policies and procedures checklist to assist the Chapters in developing a five management system, which includes fiscal, personnel, procurement, records and property, as defined by the LGA; 3) Community-Based Land Use Planning Guidelines; 4) Public Employment Project; 5) Housing Discretionary Funds; 6) Fuel Excise Tax; 7) Chapter Financial Accounting Guide.

d. Filing System:  Hard copy files are kept at both the Chapter and Agency levels with critical and confidential files being locked up by the responsible parties.  Hard copy and digital files are filed by Chapter.

e. Security of Information: Both this agencies and Chapter’s staff seemed to be very diligent about daily backups of digital files.  All confidential hard copy files are locked on a daily basis.

f. Workload:  The workload for the Agency staff is currently higher than normal, due to one of the positions being vacant.

g. Training Requirements:  Additional accounting training would benefit this Agency.

h. Oversight

i. Supervision:  During weekly Monday morning meetings, Ms. Peggy Sue, the Senior Program and Project Specialist, meets with the Agency staff to go over schedules and review weekly priorities.  Ms. Peggy Sue’s supervision has a very organized approach and helps give her employees direction and end goals.

ii. Accountability:  Timesheets are submitted every two weeks.  Ms. Peggy Sue completes a staff itinerary each week, so when a Chapter calls and wants to schedule a meeting she knows who might be available to attend.

i. Equipment:  This Agency currently has a vehicle that has been in the shop for some time.  Due to the budget constraints of 500 miles/month per staff member, this limits the amount of time they can be out in the field visiting the Chapters, providing training and attending meetings.  A few staff members field time should be 70%; with mileage limit, they are limited to 30% of their time to dedicate to field visits.

j. Other:  None  

E. FORT DEFIANCE AGENCY

a. Primary Functions:  Promote more direct oversight guidance and assistance to enhance decentralized service delivery in the most efficient and effective method.  To provide opportunities for Navajo Communities to become self governing and self sufficient entities to improve their standards of living and infrastructure growth.  Monitor Chapters to be sure they are spending and accounting according to the FMS rules.
b. Interactions:  Chapter Office Specialists and Community Service Coordinators, Window Rock Finance, OMB, CIO, BIA, Office of Indian Affairs, HIS, NTUA, CDBG, Chapter Officials, Navajo Nation Council, Consultants.

c. Policy and Procedure:  The LGSC uses a number of policies and procedures:  1) Navajo Nation Code: Title 26: Local Governance Act (LGA); 2) Five Management System (FMS) policies and procedures checklist to assist the Chapters in developing a five management system, which includes fiscal, personnel, procurement, records and property, as defined by the LGA; 3) Community-Based Land Use Planning Guidelines; 4) Public Employment Project; 5) Housing Discretionary Funds; 6) Fuel Excise Tax; 7) Chapter Financial Accounting Guide.

d. Filing System: Hard copy files are kept at both the Chapter and Agency levels.  Hard copy files are indexed by Chapters and do contain some confidential information.  Hard copy files do not get locked in their corresponding cabinets; they only get locked when the building is vacated and locked at the end of the day.  The building has been broken into a number of times, each time having the file cabinets destroyed.  

e. Security of Information:  The building is secured daily; however, given the neighborhood this building is located in, they have a hard time keeping the building secure.  A number of computers have been stolen when the building has been broken into.  Digital backups do not occur on a regular basis, ranging from none, to once a week to once a year.

f. Workload:  There is a consensus among the employees that the workload is not too high.

g. Training and Training Requirements: Additional accounting, ArcGIS and Strategic Planning Training would benefit this Agency.

h. Oversight

i. Supervision:  Both the Agency and Chapter staff report to Mr. Harvey McKerry.  Mr. McKerry sets the Agency staff’s priorities.

ii. Accountability:  The Agency staff submits a bi-weekly timesheet.  Some of the Chapter CSC’s update the Chapter President daily and submit a report bi-weekly; this report subsequently gets submitted to the LGSC.

i. Equipment:  This LGSC has one tribal vehicle and one rental vehicle for their use.

j. Other:  Chapters interviewed claimed to be getting the necessary support from the LGSC.  LGSC checklists for Chapter monitoring are excellent as are the Chapter reporting formats.
V. LGSC SUMMARY

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.
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