April 12, 2002

THE MANAGEMENT PLAN

The Management Plan in support of a full cost comparison study describes the government's Most Efficient Organization (MEO) and is the basis of the government's in-house cost estimates.   The Management Plan, as a minimum, should consists of the MEO document, an In-House Cost Estimate (IHCE), a Technical Performance Plan (TPP), and a Transition Plan (TP).  In a review conducted for a full cost comparison process, the Management Plan is the in-house organization’s “offer” that will be compared to the best overall value offer submitted by private industry or another federal government source.  The development of the Management Plan is an iterative process.  

The goal in creating the MEO is to develop the most efficient organization to perform the work defined in a Performance Work Statement (PWS).  The IHCE will be based on the MEO’s performance of the PWS and provides the basis for the government’s cost for competition.  The Technical Performance Plan is the government’s proposal for meeting the performance requirements of the PWS and must be based on the MEO.  The Transition Plan describes the organization’s plan to move from the current organizational structure to the MEO or contract while maintaining adequate and efficient performance levels.  All of these tasks are interrelated and can be developed concurrently; however, the MEO must be finalized prior to completion of the TPP and IHCE.  The Management Plan must reflect the scope of work defined in the PWS and support the performance requirements included in that document.  In developing the Management Plan, the activity under review may consider any prior business case analysis, business process reengineering, or organizational analysis efforts that have been conducted.  Also, consideration should be given to going out of business (no longer providing the service) if that is the smart thing to do.

Competitive sourcing reviews using the A-76 process must be conducted in accordance with OMB Circular A-76 and the Supplemental Handbook; however, alternative Competitive Sourcing reviews not conducted to support an A-76 process may use other guides.  A Compsourcing Transmittal (CosT) will supplement this information as new methods and procedures are developed.

PRE-PLANNING FOR COMPETITIVE SOURCING STUDIES/REVIEWS

Gather and Analyze Data

Much of the data required to develop the Management Plan is the same information collected for development of the PWS.  Data collection and planning may begin as soon as it is known that an activity is a potential candidate for competitive sourcing.  Data collection must start early and continue as long as required by the functional managers or study team leader.  A common body of information is needed for the Management Plan and the PWS.  The management plan is a necessary step in Competitive Sourcing decisions.  

Data Gathering Interviews

Interviewing a sample of the employees in the activity that is the subject of the competitive sourcing (CS) review can be an effective data gathering technique.  During interviews, the CS team should identify any non-routine but regularly recurring tasks performed by employees of the activity to ensure that these tasks are included in the workload analysis. The CS team should also identify any future new or additional requirements that the activity is planning to undertake.  This includes consideration of additional requirements that must be met and determining if these additional requirements/tasks are regularly recurring or one-time only if the service provider is a contractor or other service provider selected as a result of the cost comparison.  As in the Performance Work Statement, the Management Plan must include activities required to comply with requirements imposed by statute or regulation in the performance of the function under review.  

Data elements that may be used for both the development of the PWS and the development of the Management Plan include the current existing:

a.  Mission/organization statements

b.  People

· Organization Chart 

· Current Staffing 

· Position Descriptions 

· Position/Grade 

· Attendance Records 

· Special Exemptions 

· Training Records

· Union/Collective Bargaining Unit

· Awards Data

· Length of service

· Attrition rates


c.  Property/Equipment/Supplies
· Maintenance Manuals 

· Inventory Of Equipment 

· Inventory Of Material 

· Survey Of Plant Equipment 

· Cost Data For Replacement/Upgrade Equipment

· Materials Consumed Or Used 
· Property Book
d.  Facilities Data

· Plant 

· Installed Equipment

· Map Of Installation
· Building Maintenance Records
· Utility Usage Data
· Environmental Impact Studies
· Inspection reports
· Existing maintenance/cleaning contracts
Estimating Workload Requirements

The CS team may find it necessary to estimate workload requirements.   Workload estimating techniques that may be used include reviews of historical data and work sampling.  The review of historical data begins with determining the data required and identifying appropriate sources of information.   Copies of previous reports or studies that specify the volume of work and frequency of performance, resource requirements, productivity rates, performance requirements and standards, or performance times should be obtained.  This information can be used by the CS team to define work requirements over a period of time.   In performing work sampling, the laws of probability are applied to forecast the amount of time that will be spent on various tasks.  This is accomplished by making random observations of the work conducted over a period of time.  This is generally done using random sampling to reduce the level of bias that may be introduced into the work through sampling observations.  Observations of current work can be used to determine the proportion of time dedicated to productive versus nonproductive tasks.

Analyzing Current Organizational Structure and Processes

During this stage, the CS team documents the organization as it exists at the start of the review.  This should include a description of the organizational structure (both formal and informal), the mission and functions, staffing plans, facilities, and equipment.  In analyzing, or, if appropriate, developing the staffing plan for the existing organization, the CS team must identify all staff assigned to the function. This includes all full-time, part-time, temporary, intermittent, seasonal, volunteer, details/rotational assignments from another agency and interns working as federal employees and any contractor employees currently participating in the function under review.  

Develop the Most Efficient Organization

In developing the Management Plan, the CS team must describe the optimum organization, known as the Most Efficient Organization (MEO), to perform the work specified in the PWS.  Any improvements in operations, reductions in staffing, improvements in facility layout or equipment utilization, or any other ideas designed to improve performance are documented in the MEO.   Many techniques are available to the CS team in developing the MEO.  The CS team should focus on innovative and creative approaches to performing the function; however, the MEO must be an organization that can be implemented by the government.  In developing the MEO, the CS team may use business process reengineering principles, activity-based costing, business case analysis techniques, job analysis or organizational analysis.  Because of the time constraints imposed by the Competitive Sourcing time-line, the CS team may use some of the foregoing techniques in conjunction with simulation models.  Creating a simulation of the MEO may help the CS team visualize the impact of changes 
recommended in the MEO.  The following are examples of information 
which may be used to develop the MEO:

· Organizational chart—new organizational structure required to support the MEO

· New work breakdown structure

· New workflow design

· New position descriptions and grade structures

· New performance measures

· New facilities layout and productivity enhancing equipment

· Recommended revisions or amendments to existing contracts

· Estimates of materials and supplies needed during the performance period

· Process improvements

· Adoption of industry practices

Planning for Reduction In Force (RIF)/Conducting Mock RIF

Bureaus should start planning for RIF and get everything in place in case RIF notices need to be issued when the final contract is awarded.  After the MEO is developed, the Human 
Resources Office (HRO) may conduct several 
mock RIFs.  The mock RIFs are confidential and are used for planning and costing scenarios.  The purpose 
of the mock RIF is to help with the transition 
plan whether the work remains in-house or is contracted.  The mock RIF 
assists in estimating the costs of relocation 
and training affected personnel and 
minimizing adverse impacts on employees 
by planning for how to place or assist them.   
If the Government loses through a cost comparison competition, the 
information will be useful in implementing plans for 
reduction of the entire in-house 
organization.  If the Government wins the 
competition and has to implement the MEO, the 
information can be used in managing 
reductions of the affected personnel.

Develop the In-House Cost Estimate

The IHCE is the part of the Management 
Plan that details the cost of the MEO’s 
performance of the requirements in the 
PWS.  The IHCE can be prepared based on 
the following factors:

· Personnel Costs (salary and benefits)

· Material and Supply Costs

· Other Specifically Attributable costs

· Depreciation

–    Cost of Capital

· Rent

· Maintenance and Repair

· Utilities

· Insurance

· Travel

· MEO subcontracts

· Other Costs

· Overhead Costs

· Additional Costs

Develop the Technical Performance Plan

The Technical Performance Plan (TPP) describes how the MEO will perform the work requirements of the PWS. The TPP must be responsive to the requirements of the PWS.  The TPP specifies how the performance requirements will be met, measures of performance, staffing by functional area, staffing utilization, facilities utilization, and it describes how changes in the workload will be addressed in the new organization.  The TPP should reflect the Request for Proposal format.

Develop the Transition Plan

The Transition Plan describes how the current organization will make the changes necessary to implement the MEO.  Transition planning should occur early in the management study/planning process and should focus on minimizing work disruption.   The plan may include the Human Resource Office policies regarding "early out" authority and other programs available to displaced employees.  The Transition Plan should account for two possible outcomes:  the transition to the MEO, if the government wins in a cost comparison process, and the plan to transition to contract performance, if the contractor wins.  The Transition Plan includes the transition of people as well as government furnished equipment and property, utilities, property accountability and other resources that may be named in the management plan.  

Prepare for Independent Review of the Management Plan

In a cost comparison process, the completed PWS, QASP and Management Plan, along with supporting documentation, are forwarded to the Independent Review Officer (IRO).  The IRO acts as an independent authority to certify that data contained in the Management Plan reasonably establishes the government’s ability to perform the PWS within the resources provided by the MEO, and that all costs entered on the Cost Comparison Form (CCF) are fully justified and calculated in accordance with the procedures described in Part II of the A-76 Supplemental Handbook.  The IRO provides this certification in writing on the CCF.  Typically, the IRO is outside the activity under review at least one or two levels above.  

Develop MEO Quality Control Procedures or Quality Assurance Surveillance Plan (QASP)

When services are performed by the MEO as a result of a cost comparison, a periodic review and inspection of the MEO should be conducted.  A formal review should be conducted following the end of the first full year of performance.  The Post-MEO Performance Review confirms MEO implementation in accordance with the Transition Plan, establishes the MEO’s ability to perform services of the PWS, and confirms that actual costs are within the estimates contained in the in-house cost estimate. Adjustments may be made for formal mission or scope of work changes.  The A-76 Supplemental Handbook states that Post-MEO Performance Reviews will be conducted on not less than 20 percent of the functions performed by the government as a result of the cost comparison.  As a result of the Post-MEO Performance Review, if it is determined that the government has failed to implement the MEO as provided in the Transition Plan or that the MEO is not meeting the minimum performance standards, the Bureau Procurement Chief (BPC) will award a contract to the lowest priced offer or best-value contractor who participated in the cost comparison.  If award to the lowest priced offer or best-value contractor is not feasible, the BPC will immediately resolicit to conduct a revised and updated cost comparison.  

Quality control and quality assurance are two components used to monitor the quality of the work performed by the MEO throughout the performance period and to prepare for the Post-MEO Performance Review.  The MEO develops and implements a quality control process to ensure that quality standards are met.  Government Quality Assurance Evaluators (QAE) develop quality assurance procedures to ensure that the MEO is following its quality control process and meeting the requirements of the QASP.  

TAKING CHARGE IN COMPETITIVE SOURCING

Key Players

· The Senior Bureau/Office Program Manager should remain involved in the tasks that occur and participate in resolving any critical issues that might arise.  The Senior Bureau/Office Program Manager should continue to motivate staff and provide guidance and leadership in the development of the Management Plan.  The Senior Bureau/Office Program Manager needs to be sensitive to the anxiety of personnel being studied and address their concerns to the extent possible.

· Senior Management

Senior managers should keep informed about the impact of the Competitive Sourcing review on the function and support the CS team’s development of the Management Plan to the extent required.  This may include providing information about activities and providing people to support the Competitive Sourcing review team.   Senior management may also assist the CS team in developing new operating procedures that cross-organizational boundaries.

· Functional Manager

Functional managers should support the CS team’s development of the

Management Plan as needed.  This support may include making personnel

available for interviews as requested by the CS team.  Functional managers

should ensure that data collected by the CS team presents an accurate and complete description of the function under review.  If the CS team encounters problems collecting data, the functional managers should help resolve these problems.  The functional manager is the largest stakeholder in this process and must be actively involved in the key business decisions that will affect performance regardless of whether the function ultimately is performed by the MEO or by a contractor.

· Competitive Sourcing (CS) Team Leader/Competitive Sourcing (CS) Team

The CS Team Leader is responsible for developing the Management Plan on

schedule and delivering it to the BPC.  He or she should provide periodic updates to upper management on the status of the Competitive Sourcing review.  Serious impediments to the timely completion of the Management Plan should be discussed with the CS Team and functional managers along with recommendations for resolving these problems. Careful coordination with persons who provide data in support of the Management Plan development will also contribute to the timely completion of the plan.  Also, discussions with peers of CS team members who have conducted similar CS studies may facilitate the development of the Management Plan.  The CS team should identify the organization required to provide cost data and ensure that organization begins planning for the reallocation of funds that may be required depending on whether the MEO or a contractor performs the function as a result of the cost comparison process.

· Employees in Function under Study

Employees in the function under study must cooperate with the competitive sourcing team by providing information requested to ensure all workload requirements are identified.  Employees currently performing the work are the best source of innovate ideas on how to improve work processes.  Employees should exercise caution when discussing the current organization of the function under study with persons outside the organization unless that person has a need to obtain information.  

· Human Resources Office

The Human Resources Office (HRO) provides advice to the CS team on Human Resource (HR) issues such as staffing, classification, position management, pay, performance management, and labor relations and is available to help the CS team each step of the way - during the data gathering and analysis process and also during the process of preparing the PWS, MEO, IHCE, TPP, Transition Plan, and QASP.  The HRO provides the CS team with current position descriptions for affected positions in the organization under study and other pertinent information to assist the CS team with data gathering and analysis and formulation of the MEO.  The CS team will prepare proposed position descriptions for the MEO and the HRO provides advice and assistance as necessary.  The HRO officially classifies the proposed position descriptions.  To ensure that the bureau is prepared in the case that RIFs are necessary once the contracts are awarded, the HRO fully prepares the issuing official RIF notices upon the awarding of the contract.  This includes being ready to run a RIF and conducting mock RIFs prior to the awarding of the contract.  The HRO also ensures that career transition assistance and placement programs are in place.  In addition to fully implementing RIF procedures and benefits/entitlements, if the contractor wins, the HRO assists with the transition of affected employees regarding the right of first refusal and any placement opportunities with the contractor.

· Union(s)

Union(s) may assist the Competitive Sourcing review in accordance with the collective bargaining agreement with the bureau/agency/office involved in the review.

· Competitive Sourcing Center (CSC)

The CSC is available to provide advice, assistance and support to the Bureaus and their CS team to the extent required.  Guidance concerning the DOI compsourcing initiative will be distributed under the title of Compsourcing Transmittals (CosT).   Consultants may serve as the CS team, or supplement the team as may be necessary given the existing resources within the Bureau and available expertise.

Advisory Players
· Legal Counsel

Legal counsel provides advice to the Bureaus and their CS teams on

how to conduct the Competitive Sourcing review in accordance with applicable statutes and regulations.

Management Plan Outline

The primary deliverable of the Management Plan or Management Study is the development of the Most Efficient Organization (MEO).  This document describes the new organization and represents the government’s best effort at creating the most efficient and cost effective organization possible to perform the work specified in the PWS.  The more cost competitive the MEO, the better the chances are for the in-house organization to win the competition with the private sector.   DOI bureaus and offices will use this format when documenting the MEO.

Executive Summary

A.  Objective

B.  Approach

C.  Assumptions

I. Introduction

A.  Purpose of the review

B.  Description of the function under review—specify the boundaries of the review

C. Description of the methodology/approach

II. Current Operations of Function

A.  Organization Mission Statement

B.  Organization and Staffing — describe the specific tasks that are being performed, how many FTEs (and type of position, e.g., full-time, part-time, temporary, etc.) are authorized to perform the task, and how many are actually required to perform the task

C.  Operating procedures

-Workload data

-Equipment analysis

-Facility analysis

-Materials analysis

III. Analysis of Current Operations of Function

-Analysis of mission and recommendations for changes

-Organization — discuss the current operation of the function and its ability to perform the mission and identify areas for improvement

-Operating procedures

-Workload analysis — discuss the current workload and areas of known future requirements

-Staffing analysis

-Evaluation of position classifications and grades

-Residual organization

IV. Recommendations


-Define the methodology and assumptions used to develop the Most

Efficient Organization


-Describe recommendations that can be implemented to improve the

organization’s operational efficiency

 
-Discuss whether levels of responsibility are allocated properly in the

organization


-Identify technology, training, restructuring issues, materials, and
equipment considerations that would improve the command’s ability to perform the work defined in the Performance Work Statement

-Provide supporting rationale for all recommendations

V. Developing the MEO


Present the MEO in this section.  Provide a chart showing the MEO and any clarifying remarks considered necessary.

VI.  Analysis of Resource Impact — quantify the impact of the Management Plan recommendations on the current organization.

-Funding — quantify personnel savings, new equipment costs, total savings to the government from implementing the MEO

-Personnel — quantify the difference between the current organization and the Most Efficient Organization 

-Equipment and Facilities — quantify costs and anticipated savings associated with recommendations

VII. Define the In-House Quality Control Process

-Define the method by which the government will ensure quality

-Discuss any variations from the Quality Assurance Surveillance Plan (QASP)  (e.g., what steps in the QASP will be eliminated or added if the result of competition is in-house performance)

-Identify specific tasks the government must implement to ensure

internal quality assurance
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