In Reply Refer To:
1221 (95000)
UNI TED STATES DEPARTMENT OF THE | NTERI OR
BUREAU OF LAND MANAGEMENT
New Mexico State O fice
1474 RODEO ROAD
P. 0. Box 27115
SANTA FE NEW MEXI CO 87502- 0115

June 11, 1997

Menmor andum

To: Deputy Director, Assistant Directors,

Center Directors, and Associate State Directors
From Deputy State Director, Support Services, NM
Subj ect : Directives Re-Engineering - Initial Proposa

Attached is a synopsis of coments received by the Directives Teamin response
to Washington O fice Information Bulletin No. 97-120, "Directives Re-

Engi neeri ng Questionnaire."” Based on these coments, we have devel oped a

vari ety of proposed options and guidelines for your consideration and coment.
We purposely have not made any recommendations to allow you and your staff to
have a greater influence on the final outcome. OQur goal is to nmake the re-
engi neered system your system

Sone proposed options presented are:

* Mai ntain the current systemas is.

* Repl ace Information Bulletins with general correspondence.

* Merge I nstruction Menoranda and Manual s. -

* Use WordPerfect “macros' to ensure consistency of directives.

* Shift responsibility for devel opment, distribution, and mai ntenance of

directives to the office with del egated authority for issuing policy.

* I ncl ude additional mandatory sections such as "~ Budget/FTE Inplications
and "~ Performance Measures' in directives.

* Maintain library of directives on the Intranet and Internet.

We woul d appreciate a consolidated response fromyour organization that

refl ects your perspective on the proposed options, guidelines, and other itens
in the attachnent. Please mail me your response via GoupWse by July 15,
1997. Please also convey our interest in talking individually to your

enpl oyees, if they desire. They are invited to call any team nenber to
clarify, coment, disagree, provide additional ideas, etc. Al comments are
i mportant and wel cone.

Once we receive your comrents, we will revise the docunent and again ask for
your review. W hope at that point that we will be approachi ng an agency
consensus, thus ensuring a successful transition to a new and i nproved
Directives System
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Thank. for your help.

/'s/ Frank

Frank Spl endori a

2 Attachnment.:
1 - Synopsis of Conments (3 pp)
2 - Directives Re-Engineering
Initial Proposal (12 pp)



Synopsi s of Coments

Responses to the foll owi ng questions were received from Al aska, Arizona,
California, Eastern States, |1daho, Montana, Nevada, New Mexico, Oregon, NARSC
NI FC, and Washi ngton Office (800), per WD 18 No. 97-120:

What shoul d be the purpose/objective of a RRMDirectives Systens?

* To convey clear, flexible, concise, tinely, permanent, electronic
gui dance on policy, instructions, information, or direction to areas
that require Bureauwi de, Statewi de, or Districtw de consistency.

* To dissemnate informati on on issues that require interpretation of
policy or regul ations.

* Directives should be a tool to increase enpl oyees know edge, to
continuously inprove their perfornmance, and acconplish strategic
obj ecti ves.

* For effective inplenentation of BLM policies and mandates.

VWhen shoul d directives be devel oped and by whon?

* VWhen we need to provide direction, policy, guidance, or information to
field offices.

* When the information is of the type that needs to be retained for a
specific period of tinme.

* To relay instructions for acconplishing m ssion or accumul ati ng data; as
condi tions warrant.

* Directives should be devel oped by Iine nanagers in State, District, and
Resource Area O fices. Input or participation should come from

custoners and st akehol ders.

How shoul d agency directives be devel oped?

* By individual or teamexperts, then circulated to all who may be
affected by the directives for coment.

* Post di sposition of comments to all comenters before i ssuance; post new
policy as Manual revision on a web site.

* Interpret existing policy.

* St andar di ze procedures.

* Use external/internal collaboration.

* Don't devel op on pending legislation, but within 6 nmonths of passage.

* Speed up process at Headquarters.

* Make easy to nodify.

* Use one standard software and one standard format; elimnate

duplicative, conflicting, or confusing text.



Shoul d the current system of Manual s, Handbooks, Instruction Menoranda (IMs),
Information Bulletins (1B s) be retained?

* Most comenters felt the existing system serves themwell.
* Reconsi der what is transmitted as tenporary directives.

* Issue IMs only for new policy, procedure, etc.

* Directives should only include Manual s.

* Elim nate tenmporary directives.

* Consolidate IMs and |IB' s.

Suggestions on how to i nprove the directives devel opment process:

* I mprove tinmeliness in the devel opnent and update of directives,
especi al |y Manual s and Handbooks.

* Allow an IMto be issued without an expiration date and remain in effect
until superseded or cancel ed.

* Shorten the review and issuance tine frame.

* Directives should be retrievabl e by netadata search

How woul d custonmers |like to receive directives?

* Overall, custonmers wanted to receive directives by G oupw se and then
stored in the Intranet for easier enployee access.

* Send Manual s by hard-copy (less wear/tear on printers).

How coul d the distribution process be inproved?

* Post all directives on Intranet (save copying, paper, etc.).
* Have all offices use the same software, for accessibility.

* Require all offices to establish "official" E-mail boxes.

* Maintain a historical data base of directives on Intranet.

* Create a search engi ne option.

* Publish nmonthly listings of all directives.

* Ensure el ectronic distribution of changes.

* Requi re mai ntenance of Directives Digest Bulletin.

What should a directive contain?

* Procedures, rules, regulations, anything that woul d enhance the
operation of the organization.

1-2



Rat i onal e.

How and when to inpl enent Bureau policies.

Suggesti ons/ concerns:
Al'l ow changes to IB's, i.e., "Change |I" to the original
Ti me standard should be placed on review.

Al'l authors rmust be trained in plain English and use the "grammatics~
function of their conputers prior to issuance.

Handbooks shoul d be used as desk aids and training suppl enents rather
than as part of the Directives System

Mandat ed reduction of regulations has led to a | oss of val uable policy
with no replacenent.

Subst andard docunents with "typos" that are poorly witten cause del ays
in issuing directives.

Field is operating on temporary, often outdated, directives.
IMs/IB s are issued with the wong nunbers, wong attachnent, or

nm ssing the attachnent altogether
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Directives Re-Engi neering
Initial Proposal
June 1997
Team Obj ecti ve
Re- engi neer the existing directive. process and reconmend changes that will
neet custoner needs and fulfill agency |egal requirenents.

Team Member s
Marcel | a Davi s WO- 530 202-452-5040

Mar sha Harl ey WO 850 202-452-5156
Ron Sm th WO 210 202-452-0383
Wendy Spencer WO 520D 303- 236- 6642
Frank Splendoria NM 950 505-438-7528
Sandy Thonas AK-955 907-271-6586
Ei |l een Vigil NM 953 505-438- 7636
* W would still Iike a Field Manager on the Team As yet, we have received

no nom nees froma State Director.

Team Appr oach

Use a col |l aborative approach with team nenbers fromall organizational |evels
who devel op and use policy docunents (i.e., directives). The Directives Team

and the Bureau will challenge all aspects of our current system and will
creatively identify inproved policy and procedures. Executive Leadership Team
menbers will be given several opportunities to provide input so the final
product will best neet their needs. We will coordinate wth the Departnment

and the National Archives to ensure conpliance with their policy. The Forest
Service has agreed to participate as part of the Directives Team where
practical, we hope to explore opportunities for building a simlar Directives
Systemwi th the Forest Service. W have also reviewed directives policy and
procedures from

- Bureau of Recl amati on

- Departnent of Energy

- Department of Defense

- Departnent of the Interior

- Federal Aviation Adm nistration
- Fish and WIldlife Service

- Mneral s Managenent Service

- Ofice of Patents and Trademnarks

* W& have not identified a way to obtain public coment and woul d appreciate
your ideas on this.

Backgr ound

In a | arge geographically dispersed organization |like BLM docunented policy
with specific or general guidance is necessary to ensure the acconplishnent of
the mssion. In the BLM policy is issued via the Directives System This
System was devel oped in the 1950's and is insufficient to meet current needs.
It is paper-based, it is not tinmely, and it is not being used as intended.
The systemis inconplete and legally insufficient for agency deci sions.

2-1



Pur pose of Directive. System

Directives educate and instruct enployees and thus provide the | egal basis for
BLM activities. The Directives Systemshould differentiate between true
policy, and requests for information and general needs. 1t should provide a
nmet hod for devel opi ng, changi ng, updating, and deleting policy resulting from
changi ng regul ations, |legislation, and case law. The system should serve both
new and experienced enpl oyees, and the public. Directives are also a policy
record keepi ng system

nj ectives for Re-Engineered Directives System

* Keep directives sinple and tinmely.

* Make directives accessible and easy to create, update, and maintain by
usi ng standard software.

* Devel op directives by involving all affected parties.

* Ensure directives are professionally witten.

* Take advantage of technol ogy and a paper-|ess-office concept.

* G ve sole responsibility for production and mai ntenance of directives to
program of fi ces and |ine managers.

* Produce mini mal directives necessary, to encourage an innovative work
force.

* Meet agency |l egal requirenments and conformto National Archives and
Department of the Interior policy.

* Ensure an el ectronically "secure" system

* Devel op training and reference materials, e.g., directives desk

reference guide, to facilitate inplenentation and use.
* Est abl i sh periodi c eval uations to nmeasure progress and for continuous
i mprovenent .

The foll owi ng pages describe various alternatives or options for the
Directives System The Team woul d |i ke your thoughts and preferences on each

A. Directives SystemAlternatives

Proposed CGuidelines for All Alternatives:

* Bur eau managers must ensure that directives add value to the way BLM
conduct s busi ness.

* Bureau directives should be devel oped in context with today's el ectronic
environnent, thereby facilitating broader opportunities for involvenent.

* Directives must be witten in a professional manner using clear, sinmple
Engl i sh.

* In addition to providing new policy, directives should be devel oped to
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el i mnate duplicative, conflicting, or confusing instructions, and, of
course, when mandated by | egislation or necessitated because of new case
I aw.

o] A team approach should be used, including internal and externa
custoners and stakehol ders.

Alternative 1: No Change to Existing System

Leave Directives Systemas is. Retain entire system including IMs, IB's,
Manual s, and Handbooks. Continue to transmit IMs and IB s via G oupw se
wher e possi bl e; provide paper copies of Manual Rel eases. Post ALL directives
on the BLM Directives Intranet site. "Changes" would be allowed to IB s (such
as, Change 1 or Change 2).

Advant ages:

* No change; | ess work; systemis workable

* Enpl oyees are famliar with the current system

* Directives are easily retrievable.

* Current systemis consistent with, and was nodel ed after, the current

Directives System used by the Forest Service.

Di sadvant ages:

* The current systemis cunbersone.
* The current system was devel oped for the paper world not el ectronic.
* The current system causes confusion, especially when differentiating

between IMs and IB's.

* The systemis often handi capped by a | ack of teammork (interna
coor di nati on).

* The current system | acks the necessary managenent support and
recognition to nake it an effective tool for conveyance and repository
of BLM poli cy.

* Current system does not encourage a thorough analysis and identification
of the inpacts (resources, budget, etc.) of the policy being proposed.

* There is no standard for professionalism this may reflect poorly on BLM
when publicly available directives are nade avail abl e through the
el ectroni ¢ FO A Honepage.

Alternative 2: Partial Change

Retain but renpdel I Ms and Manual Rel eases. |IMs would be used for conveying
short-term policy where the sunset date is either definite or unknowmn. IMs
woul d i nclude anything related to devel opnent, review, approval, and

i mpl enentation of policy, such as requesting conments on draft policy. A
flexiblel/variable expiration date for IMs, from1l to 3 years with NO renewal
option, would be allowed. After this time, the IMwould be incorporated into
t he Manual or no | onger used. (See Content section of this docunent for
suggested | M and Manual Rel ease changes.)

Elimnate I B's and Phase-out Handbooks. Use bulletin boards, G oupw se, and
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newsgroups to share notices of neeting., general correspondence, guides, desk
ai ds, technical notes, and other nethods for communicating informtion.

In summary, ALL policy would be placed in either IMs or Manuals; no policy
woul d be placed in guides, bulletin boards, desk aids, etc.

Advant ages:

* El i m nates current confusion between IMs and IB's, Manuals, and
Handbooks.

* Expi rati on/ sunset dates are known.

* Paperwor k/ di stribution requirements are reduced.

* May encourage the use of the Directives Systemand the inclusion of IMs

into the Manual

* Constitutes a nodest change while retaining the basic foundation of the
current system

* A significant reduction in the nunmber and amount of directives nmay be
achi eved over tine.

Di sadvant ages:

* Changes may result in confusion on how to di ssem nate information
previously provided by IB s or Handbooks.

* Information formerly conveyed by | B s or Handbooks could be |ost or
destroyed if not printed and filed appropriately.

Al ternative 3: Radical change

Elimnate IMs and I B s. Retain Handbooks but not as part of Directives
System Use alternate nethods for dissem nating infornation, best practices,
notices, etc. (See above for other suggested distribution nethods.)

I ncorporate ALL policy. both new and revisions. imediately into the Manual
Di ssenminate all Manual changes el ectronically.

Advant ages:

* Al policy would be found in a single |ocation.

* Encour ages program offices to keep policy current.

* El i m nates current confusion between IMs and IB's, Mnuals, and
Handbooks.

* Paperwor k/ di stribution requirements are reduced. Photocopying, mailing,

and filing can be elimnated or mnim zed.

* A significant reduction in the number and amount of directives may be
achi eved over tine.

Di sadvant ages

* Unl ess extrenely easy to use and tinmely done by responsi bl e manager
coul d encourage circumvention of the Directives System (policy may be
sent informally via Groupwi se, News groups, etc.).

* I ncorporating policy into the Manual nay be tine consunming, at |east
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initially until all Munuals are in a standard, automated fornat.
Usi ng only one docunent type for policy could make keeping up with
constant changes difficult for enployees.

B. Devel opnent of Directives

Al ternative 1: No Change

Program O fi ce devel ops and another office (e.g., Directives Ofice in

Washi ngton) finalizes and distributes.

Al ternative 2: change

Per del egated authority, the responsible programoffice or line manager (i.e.
Assistant Directors, State Directors, Field Ofices, Center Directors) would
be responsi bl e and accountabl e for devel opnent, distribution, and mai nt enance
of proposed and final policy.

C. Signatory Authority for Directives 6
Al ternative 1: No Change

Leave as is with Assistant Director, Deputy State Director, Field Manager
etc., signing.

Al ternative 2: Change

Del egate signature authority to senior program specialist.

D. Content of Directives

Al ternative 1: No Change

Leave the content and structure variable as it currently is.

Alternative 2: Change

The content and format of Manuals and IMs would be uniform Users would be
able to easily identify policy and facilitate I Mincorporation into Manual s.
Mandatory fields would be identified to provide consistency and assist the

i nternal /external custoner in recognizing certain areas of the body of the
directive. (See foll owi ng pages for exanples.)

l. IMIldentification

Alternative 1: No Change

Al ternative 2: Add Subj ect Code
I ncl ude subject code numbering system (i.e., 1100, 1200, 2000, 2100, etc.) in
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| M nunber. For exanple, an IMIB issued by the G| and Gas Leasing Program

related to Gl and Gas woul d be: | MWD 97-3100-01. The nunber indicates that

it is an Instruct ion Menorandumissued by the Washington Ofice, in Fisca

Year 1997, subject area being oil and gas |easing, and the first one issued

under that subject code. This would alleviate having to | ook through al
nunbers for a known interest area

F. Overl appi ng Gui dance Between Field, State, Washington Ofice. etc.

Alternative 1: No change

Leave as is in a tiered arrangenent where the Manual only states what is

applicable to BLM and asks the user to refer to a higher source: i.e.

Department Manual, CFR etc. Information is not repeated that has bee

previously nmentioned. Directive would only include what is changing or

different from existing referenced gui dance.

Advant ages:

* Does not repeat what is already included in other Manuals.

* Si ze of Manuals is nininized.

Di sadvant ages:

* May increase confusion for user as it requires themto go to various
locations to find related information and piece it together

Alternative 2: :One-Stop" Concept

I ncorporate relevant policy fromall sources in one docunment. For exanple,

Manual policy was based on infornmation from another organizational |evel,
rel evant portions of that affected Manual woul d be incl uded.

Advant ages:

* Woul d provide a "one-stop shop"” concept where internal/externa
customers coul d access relevant information in one place.

* Easi er and nore efficient Reference Tool, if autonated.

* Paperwor k Reduction not an issue if automated.

Di sadvant ages:
* Not consistent with Paperwork Reduction Act if not automated.

* Coul d be information-overl oad.

G Standardi zed Fonts

Alternative 1: Establish standard font style and size
* |f this option is inplenmented, which font/size would your office prefer?

Advant ages:
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* Provi de. consistency throughout the Bureau

* Provi de. a professional appearance.

Di sadvant ages:

* May not neet originator's needs in sone cases.
* Does not allow flexibility.

Alternative 2: Fonts Optiona

Advant ages:

* Pronpotes flexibility and creativity.

* Woul d nmeet originator's needs.

Di sadvant ages:

* No standard | ook for agency policy.

* May appear Unprofessional to public

* May have conversion problens to Internet/Intranet web pages.

* }flfaken to the extreme, may not be readable and difficult for user to
ol | ow.

Alternative 3: Several Standard Fonts
Advant ages:

* Allows for sone flexibility.

* Achi eve some unifornity Bureauw de.

Di sadvant ages:

* Coul d appear di sorgani zed and unpr of essi onal

* Formats coul d be unintentionally converted to different font style and
si ze.

H Internet/Intranet

Proposed Cui del i nes:

* Al directives would be prepared so that they are "Internet-ready." (The
Team has been informed that we need a standard Unix Internet Tool wth
built-in conversion.)

* Build "Links" fromthe Directive to authorities (laws, regul ations,
orders, etc.) would be used to hel p achieve the "one-stop shop" concept
for the user and/or menbers of the public. For exanple, if an IMis
i ssued, a link could be established to access the affected CFR, Federa
Regi ster Notices, Departmental Mnual s, BLM Manual s/ Handbooks, etc.

* Assumi ng increasing public interest and broader internal involvenent,
new y issued directives would include comments received as well how they
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were addressed in devel opnent of the final policy.

Formatti ng Manual s

Proposed Cui del i nes:

*

Manual s woul d be created in standard automated format; e.g., use
Wor dPerfect Macros to ensure conformity and to facilitate devel opnent.

Pages woul d be numbered sequentially (1, 2, 3).

The sane revision date woul d be placed on all pages when changes have
been nade; e.g., if a paragraph is inserted, the signature date would be
the date used on all pages of that Manual Rel ease. Readers would then
be able to ascertain if they have the sane version and/or the nost

recent version.

No rel ease nunbers woul d be used; the reader would rely on the Manua
subj ect code and issuance date.

An automated "cunul ative" transmttal page woul d be used. The ful
change or a brief description, would be included on the transmtta
page. (See exanple bel ow. )

O fices would have the option of printing and filing copies in paper
format or electronically, for reference copies.

Cunul ative Manual Transmttal Sheet (Exanple)

3853 4/1/95 M NERAL LEASI NG ACREAGE CONTROL RECORDS SYSTEM
Subj ect code is changed from 3953. (LINK to exact change in
Manual )

3853 8/24/95 M NERAL LEASI NG ACREAGE CONTROL RECORDS SYSTEM

Eli m nates use of detailed oil and gas acreage contro
records. (LINK to exact change in Manual)

3853 4/6/96 M NERAL LEASI NG ACREAGE CONTROL RECORDS SYSTEM

J.

Conbi nes Forns 3853-3, 3853-4, and 3853-5, into a single
Form 3853-10, and provides instructions for its use. (LINK
to exact change in Manual)

Distribution of Directives

Proposed Cui del i nes:

*

| ssue and distribute all directives, including any and all policy
changes, el ectronically.

Use standard E-Mai|l addresses.

Oiginal (record copy) prepared in the Washington O fice nust be
retained at the Washington Office Directives Informati on Access Center
(IAC); directives fromState Ofice/Field Ofices nust be retai ned at
t hose | ocati ons.
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o] Once a search engine is devel oped and i npl enented on the Intranet, the
Directives Digest Bulletin would be elimnm nated.

* Most Bureau directives would be put on the Internet/Intranet and al so
di stributed via Groupwi se to responsi ble offices.

* Directives would be in one |ocation on Internet/Intranet.

* Directives designated "non-public" would not be on Internet.

* Directives placed on Internet/Intranet woul d i ncl ude:
Date |ssued

Nunber of IM

O fice code

Subj ect

Subj ect code

Publ i c Designated Access (P-Public, NNon-Public, L-Limted)

El ectronic Distribution Aternatives:

Alternative 1: G oupWse docunent to all responsible/interested individuals,
and add to Intranet Directives site.

Alternative 2: G oupWse docunment only to office Bulletin Boards; users then
access Groupwi se Bulletin Board to find and retrieve.

Alternative 3: Send to Intranet Directives site only; users find and
retrieve.

Alternative 4: Send to Intranet Directives site only, with notice via
Groupwi se to responsible/interested individuals.
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SAVPLE QUTLI NE FOR | M5
( APPROPRI ATE LETTERHEAD)
IN REPLY REFER TO
1221 (540)
June 01, 1997

EMS Transm ssion - 00/00/00
I nstructi on Menmor andum No. WO 97-1200-01

To: Al Field Oficials
Attn: Oiginators of Directives
From Di rector

Subj ect : CGeneration of Directives DD 09/ 30/ 97
Access: Non- Publ i c

[ NOTE: The followi ng are mandatory fields that would be conpleted for the

body of the IM If a certain field does not apply, it would still be listed

and "None" woul d be shown.]
A. Policy.
1. Backgr ound
2. | ssues
3. nj ective
a) Responsibility
b) Action Required
4. Time Frames for Inplenmentation
5. Budget / FTE | nplicati ons
6. Super seded/ Del et ed Policy
Per f or mance Measures
Aut hority
Ref er ences

onal Fi el ds:

Opt

E. Files and Records Mintenance (include target date for Mnua
i ncor poration)

F. Distribution

G Qher

Si gned by: Aut henti cat ed by:
Narme Name

Title Title
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(If policy overlaps into another office's programarea, both Managers woul d
sign.)

Si gned by: Aut henti cated by:
Nanme Nanme
Title Title
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SAMPLE QOUTLI NE FOR MANUALS
1221 - Directives
Non- Publ i c
Backgr ound
| ssues
nj ectives

Responsibility

N OO m >

Action Required

1. Time Frames

2. Budget Inplications

3. Superseded/Del eted Policy
Per f or mance Measures

Aut hority

I o m

Ref er ences

Revi ew Sunset Decision (Specify review cycle for retention.)

(@

Files and records nmai ntenance (Optional)

Nunbering hierarchy for text is proposed as foll ows:

A XXXXKXKKXKXXKXXAKXX

(aa) XXXOXHXXKXXXK
(. 1) XXOKKKXKHXXKXXK
(. 11) XXOKHXKKXXKX
(Note: A detailed exanple and outline would be shown when the 1221 Directives

* Handbook is rewitten.)
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