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Announcer: The Bureau of Land Management Satellite  Network presents live from the  BLM National Training Center in  Phoenix, Arizona, BLM Workforce  Planning, a three-day  interactive television course  outlining the basic concepts and  practical applications for  successful workforce planning.  And now, your course instructors.  
M. Johnson: Greetings. Welcome to BLM's workforce planning course. For some of you, this class will be a review of a familiar process. For others, it will be a new approach to something you are already doing. For many others, this will be your first journey down the workforce planning trail. No matter which category you're in, this class offers something important for each of you. As many of you know, the president's management agenda as well as various DOI/BLM directors mandate that the Bureau prepare a viable national workforce plan for FY2004 to 2008. The president's management agenda outlines several government-wide initiatives, the first two, strategic management of human capital and competitive sourcing are directly related to workforce planning. Additionally, the president's management agenda identifies four near-term outcomes from the first initiatives. They are: human capital strategies, which will be linked to the organizational mission, agencies will use strategic workforce planning to develop a highly performing workforce, activities will focus on getting the job done effectively and efficiently, and that we will attract and retain the right people in the right places at the right time. DOI also mandates workforce planning through its citizen-centered governance plan and formalizes the requirements in a memo from the Assistant Secretary dated October 30, 2001. This memo requires that agencies submit their workforce plans to the department by September 30, 2003. The BLM approach is outlined in IM 2002-227 dated August 12th. You will find a copy of this I.M. in your participant guide. National workforce data will be provided to you in an electronic form. You will learn about this data late or in this class. Plans developed at the local, state, center and directorate levels will be consolidated through an automated Lotus notes application. You will learn about this software later on in this case. This application is based on the template approved by the field committee earlier this year. As the I.M. indicates, the local plans must be submitted using the Lotus notes application no later than January 15th, 2003. When the field committee considered and approved this process in May of 2002, they stipulated the following sideboards. They agreed that the process must be a bottom-up process, be tied to the budget process, utilize common guidelines and assumptions and use a systematic approach in developing the workforce plan. The outcomes of good workforce planning include improved effectiveness, making people management decisions that support our business strategies. This improves our ability to do what is important for the land and the publics we serve. Increased efficiency.  By linking the work to the people who perform it, we can better understand and manage the true costs of doing business. Appropriate skills mix. We need better understanding of our current and future skills requirements, we can improve response to future challenges. Although this may be a daunting task, we believe it can be done. We also believe that it can produce results that are useful to the field. In order to help managers to get the most out of workforce planning and you a -- and a system in meeting applicable mandates, the National Training Center has prepared the BLM Workforce Planning course. We have pooled together a cadre of instructors and technical experts with varied backgrounds in order to give you a big picture view of workforce planning as well as the nuts and bolts of the BLM approach. We selected interactive television as the delivery method for this course primarily because you asked for it. We received many requests from the field to make this training available in a way that the workforce planning teams could participate together. We heard you and we hope that much of your team is able to be present during this class. Any planning activity is by its very nature somewhat speculative, but through diligent and thoughtful application of good data, good planning tools and good ideas, the planning process can provide the foundation for critical strategies to meet our agency's unique mission.  Workforce planning is no exception. Like financial planning or land use planning, workforce planning uses a set of specialized data and tools to predict future conditions, project future available resources and provide a plan for managing the two to meet the organization's mission. Over the next three days you will be exposed to the basic concepts of workforce planning and learn practical steps for completing a successful BLM workforce plan. Our hope is that it will be informative and a thought-provoking class. The interactive television format provides an excellent opportunity for you to ask questions and to share your insights about this important subject. I am pleased that you could join us. Your lead instructor, Jo Ann Romero, is familiar with the Bureau and is also a veteran of successful workforce planning efforts across the Department of the Interior. She has worked closely with the department to capture their expectations and priorities. These priorities are reflected both in the BLM workforce process and in this class. You can find a copy of her bio in your participant guide. I am grateful for the opportunity to share the big picture with you and urge you to participate as fully as the time allows. Please welcome your lead instructor, Jo Ann Romero. 
 
 J. Romero: Good morning. Thank you, Marilyn.  Happy to be here with you, and I'll say good morning to those of you in Alaska because it's 8:00 and good afternoon to those of you in D.C., because it's afternoon. As Marilyn said, I have some experience working with the Bureau and with the department and what we will be going through is a result of some pretty close scrutiny at the department level to make sure that what we're teaching is, in fact, consistent with what the department is doing and so we will wind through that. Speaking about the Bureau in particular, I wanted to let you know that I looked at the participant list, and many of you out in the audience are folks that I know and have worked with, so hello to all of you, and I'm hoping that we have made and tailored the workshop so it's quite specify tyke BLM. In way of experience, I've been working in workforce planning since 1998. Another Federal agencies that was really struggling to get a better hit rate on their job openings, they were getting turned down a lot and they were looking at future retirements and skill losses that they were going to have and started to get their hands dirty in this process called workforce planning. So from that and with over 50 visits to various field offices across BLM, I picked up a lot of practical experience, and my hope, my sincere hope, is that what we do over the next three days takes the concept and the MYSTICISM around workforce planning and makes it practical.  My basic bias is if it doesn't serve you at your local level, it's just another initiative. So as I go through this, I will work hard and ask you to challenge me to make sure what we teach is understandable, it's relevant, it's practical, use useful. So that's kind of my hope for the day. Or for the three days. As we go through this, I'm working on a team teaching approach with Gary Dreier, who many of you know and Gary is a program manager who is very sensitive to the issues at the program level, and he I have been working very closely to design this in such a way that it's useful. So I want to welcome Gary and this morning we will be sharing the teaching lecturn. So welcome to Gary. Ok. I want to say a word about the workbook, because you have a workbook with you, and it is quite comprehensive. Everything that we are going to be talking about will, in fact, be in your workbook. We're going to use a couple of different media. You'll see our mugs on the screen, and you'll see different charts and things on the -- we call it the Elmo, but it's basically a screen that's going to show you what we're talking about and to. So we hope that you can follow along. In a minute I'm going to talk another little bit about the push-to-talk media that is critical. I'm used to doing classroom where I can call on people and interact closely, so I want to use this camera as a way to do that as well. So I'll be calling on some of you, and any time during the broadcast I want to hear from you, and we will talk more about that. If you look at your workbook, on page 4, it speaks to the outcomes of the session, and I'm going to come over here and use my media here. What we will be covering, as Marilyn indicated, over the course of the three days are, in fact, the basic concepts of workforce planning, and I want to be clear. We have a total of eight or nine hours. It's nine hours? Nine hours together. And in that total format of nine hours, we really want to make sure you get the basic concepts and also that you understand the steps that are required to conduct meaningful workforce plans. We also are going to give you some tools, tips and ideas and our recommendation for how to use the team and engage the team in really conducting the workforce planning. We also want to give you as a part of these three days an opportunity. To get ideas for leveraging individual contribution, and that's another way of saying, how do you use the resources and the skills that you have and leverage those to get through the next challenging years with the retirements and so on. Gary and I are going to talk  about the national data requirements and how to use those. I have found BLM to be sort of ahead of the class in terms of gathering data and cutting it and slicing it in a variety of ways. Even though you have lots of data out there, we're hoping you can pull some of that in and use it to create the workforce plans. We'll also -- any course on workforce planning would be deficit if we didn't spend some time on the issue of recruiting and retention. And how you make those decisions and how you go about thinking at the local level as well as the Washington level about factoring those kinds of things into the workforce plans. So that's pretty much where we are going to be going throughout the total session. What we've done is we've broken out the workshop into three sessions and to give you kind of a conceptual overview, today is about starting the process. So we are going to cover, first of all, what is it, those of you like Susan in Denver, you know very well what it is, many of you do. I know Oregon has done lot of work also. So we're going to back up and look at what is this thing called workforce planning. Why would you care about it? And we're going to touch on some of the how's, and so that will be a piece Gary is going to talk about -- Gary is going to talk about and we have taken the overall approach and tried to BLM-ize it if you will.  While it's consistent with the department requirements and in fact I will say that the department folks in Washington have been pretty close to looking at to make sure that the material that I'm teaching is, in fact, consistent with theirs. So we will look today at starting up, what is it, why would you use it, how do you begin to get started? That includes the team approach, et cetera. And then what is specific to BLM? So that's kind of where we're going to go today. If you look at tomorrow, again, this is on page 5 in your book, we will be looking at how do you locate and apply the national data and then how do you access it given the automated tools, et cetera. One thing I want to say about this is, and I want to underscore it throughout the course -- throughout the three days, is that our hope is to present you with a menu of options, but the underlying theme through this ought to be given that menu what are the options from the menu that make sense and are usable for me, whether I'm at the Field Office or the State Office level. So it's way of saying we would hope that you would pick and choose those things that are going to serve you. I want to say one last thing about that, and it's the following. You can learn a process. You can have an initiative. You can have the mandates and all the things that Marilyn talked about, but in the end, it is you, local level managers, who are going to be putting together a plan and our hope is that it's something that it's not just written up and put on a shelf, but it's actually a decision-making document, it's a tool, when I have an opening I can pull it out and look at what decisions have I already made, how am I thinking about those skills, how am I thinking about the necessary development to prepare for the future? So, in other words, it's got to be useful. You know, two years from now the hope is that you have something that's meaningful to you and really useful. So that's really kind of the underlying theme. Day three, on Thursday, the objectives are to begin, we call it documenting and using the plan, but that's really where the rubber hits the road and that's where you will apply the format, the data and the requirements. Our hope is that it will link back to your strategy and we'll talk more about that. We're also hopeful that at that point you get ideas for how do you address the skill and capability gaps and how do you think about replacement and now you're at the point where you're actually writing down those decisions. We have a step in our process that really encourages you to monitor Andy valuate the plan as well, because if it's a living document, quarterly you're going back and checking it, does it make sense, is it useful? So that's in a nutshell the overview of where it is we plan  to go in the next three days. What I want to say a word about is the push-to-talk technology. I mentioned earlier that I really want you to interact, talk to me. I've got the list of participants, so I reserve the right to call on you as well. And I want to just say a little bit about the technology and I'm going to scoot away while I grab the microphone. I want to demonstrate how to use the push-to-talk. You should have these microphones at your location, when they work best, they are about 12 to 18 inches, kind of arm's length, although not, you know, straight arm length, but kind of mid arm length. When you call in, if you would look at your microphone, there is a button and on the right side of the button it says talk -- well, push to talk, but when you are speaking, hold down on that button as long as you are speaking, and when you are finished speaking, finger goes off and you let go of it, and at that time I will respond. So I want to invite you to use the technology to keep me and Gary on our toes and to immediately release that talk button so that we can answer the questions. The other thing I would ask is when you call in, it would be very helpful to us if you would state your name and tell us where you are. It could be that you're an old Buddy or somebody that's done some things that I'm aware of. So please state your name and then we'll ask for your question or comment and probably feed it  back to make sure that everybody understands it. So that's where we're going with this. To the extent possible, I use the term be deep and brief, which is another way of saying, be concise, tell us what you want to know. You have the anonymity of not face to face, so I expect you to be pretty straightforward and tell us what's on your mind. So that's where we're going with this. 
 
 G. Dreier: There is no such thing as the wrong interruption period, the way I understand it. You're pretty flexible, if a question comes up, you are ready to answer it at any time. So don't feel that you have to wait for just the right point to interrupt. We're trying to get this as being questions and focused towards you. 
 
 J. Romero: Absolutely, Gary. I'm glad you said that. In fact, I know I have a tendency to speak rapidly, so don't let that be an inhibitor. Any time you want to interrupt. If we don't know the answer, we will say that. So please do. That's exactly right. In order to give this a little bit of a test, because I've just talked about what's this push-to-talk technology and how can we use it, I would like to test it by asking you some questions that are also designed to get you thinking about why should I care about this stuff, workforce planning. So let me begin by asking you the question, wherever you are:  what are the skills that you're aware of that are skill -- that are skills that are required but historically have not been part of the BLM or have not been sort of mainstream skills? So I'd like to hear -- and it's another way of saying, as you look forward what are some of the areas of skill you're going to need to worry about? What's the skills that you don't have now? So I'll just say it as if I was from Brooklyn, twawk to me. So let me know what you're thinking. 
 
 Caller: Economist. 
 
 J. Romero: Economist. And who was I speaking to there? 
 
 Caller: Ramon from Glenallen. 
 
 J. Romero: Ramon from Glenallen. Where is Glenallen? 
 
 Caller: Alaska. 
 
 J. Romero: Alaska. Ok. So it's early there. Ok. So an economist. Who would have thought of an economist at the BLM several years back. What are some of the others? 
 
 Caller: Jo Ann, this is Vince in New Mexico. 
 
 J. Romero: Hello, Vince. 
 
 Caller: How are you? 
 
 J. Romero: I'm fine. It's nice to hear your voice. 
 
 Caller: We're going to need the ability to speak other languages. We were just talking the other day about the close ties we have with the Navajo nation and more of more of those folks being involved with what we do and Navajos is just one, but the  ability to speak the languages of our constituents. 
 
 J. Romero: Isn't that spectacular. I, you know, think about even speaking Spanish, which you would think I'm fluent at, and I'm not, it's becoming a requirement. What a way to do constituency building to speak the language. Excellent. What are some others? 
 
 Caller: This is Bob from Wyoming. Social scientists. 
 
 J. Romero: Social scientists. And, Bob, when you say "social scientists," say a little bit about your thinking in terms of what application they could provide. 
 
 Caller: In dealing with land management plans, understanding the relationship of different groups within the states. 
 
 J. Romero: Fantastic. 
 
 Caller: How they think and act. 
 
 J. Romero: Fantastic. So that's another one. In fact, I hadn't thought of that one, but that's really, I would think, potentially very useful when you talk about integrating and working with communities and understanding cultures and social issues. So very nice. What are some of the others? What about -- you know, I'm hearing about some of the technology that's changing, and GPS and GIS and those are existing skills to some degree, but do you see more of a need for that kind of thing? Come on, don't be shy.  Let me ask you another question. As we think about this, we've been talking about what are the skills that you currently perhaps don't have but you're going to need. What are some of the skills that you are -- that might be obsolete? Are there any of those in BLM? In other words, skills that historically we've had and we may not need in the future? Are there any of those? Ok. Let me ask one last question, because I love to get you to interact with me. When you think about skills that are changing, in other words, they now have a different flavor or we're worried about them because there's a huge demographic consideration like retirements, what are some of those critical skills you're concerned about losing because of retirements? And I know there's several of those. One that comes to mind that I'm aware of is this whole issue of cadastral survey or another one would be realty. What are some of the others from your perspective? 
 
 Caller: Forester. 
 
 J. Romero: Forester. So you see that as could be a huge gaping hole. Who was I speaking to there? 
 
 Caller: That was Joe in Roseburg. 
 
 J. Romero: Where's Roseburg? 
 
 Caller: Oregon. 
 
 J. Romero: Welcome, Joe. So forester. What are some others that seem to be at risk?  
 
 Caller: This is Bonnie from Safford. The whole fire program is going through changes. New people are needed to come on because it's growing, but yet we're losing people who have been in it for a long time. 
 
 J. Romero: I've talked to a lot of the fire folks and they're concerned, you know, losing a lot of depth and long-term skill. Absolutely. What are some others? Ok. What about Radio telecommunications? Is that another one or has that been taken care of? 
 
 G. Dreier: Hopefully as we go through this, Jo Ann, some of these thing will become more apparent. But I think we will move onto the text and see if we can spur some ideas by getting into the material. 
 
 J. Romero: Good idea, Gary. What I'm going to do is move over to the -- this machine over here that's got the chart on it, and I want to spend just a little bit of time with you. First of all, I better move this book so I have room. What I want to do is I want to spend a little -- have you go to your books on page 9, and it's really the definition of workforce planning, what is it? And if you look on page 9 -- and actually, Denise said it earlier this morning. She said it's having the right people in the right place at the right time. And in a nutshell, that's really what it is. If you also look, however, on  page 10, it really -- 9 and 10 -- it really talks about, when you think of the definition of workforce planning, what is it for managers? What is it for employees? And what is it for the department? And I know that many of you are absolutely aware of this, but I do want to just kind of reiterate that for managers it is absolutely a tool to help you plan for the future, and in my mind n a nutshell, it's a way of looking at your strategies and your plans that you have created and to intentionally think about what about the human resource side of it? What about the skills that will be required to execute those land use plans or the operational plans? So for managers, we believe also through the use of analysis it's also a way for you to prioritize work and to make critical decisions about what is it that is -- if I only have limited resources, what is it that I'm going to do with those? So for managers, it's nothing more than a management tool, honestly. For employees -- now, I try to put myself in your shoes, if I was in the BLM or any of the other department of interior agencies at this point in time, I would be liking around thinking, you know, there is going to be a tremendous amount of skill loss due to retirements and just things that are going on, and that ought to spell opportunity. So if I'm tuned in, I'm looking at what are the skills and opportunities that are available  to me as we move forward and what can I do to develop myself or refocus my efforts to those kinds of things? So I think for employees it does afford a lot of opportunity. Clearly for the agency, and Denise -- not Denise, excuse me, Marilyn talked about that earlier, about the fact that it's part of the President's management initiative, human capital management, A76, all those things are on the radar screen, and if you step back far enough, my view is that what that all does is it puts this whole notion of managing -- management and managing the resources in a much brighter light. There's more -- the bar has been raised in terms of making sure that you know, "is my operation most efficient and is everything that I'm doing value-added and am I able to say that my processes and my allocation of resources is going well?" That's really what that spotlight, I think, is about. 
 
 Caller: Jo Ann? 
 
 J. Romero: Yes. 
 
 Caller: This is Mel in Boise. As long as you're on page 10, I thought I would mention, on the bottom of page 10 you've got a definition of the workforce that includes supplemental workers, and we've spent quite a bit of time here talking about the definition of the workforce and this idea of including the supplemental workers. It does get quite involved, and I noticed that in your course materials where you talk about doing the workforce analysis it tends to be FTE oriented, that  is, it tends to look at government employees. 
 
 J. Romero: Yes. 
 
 Caller: Adding the supplemental workers to the workforce analysis makes it considerably more complex and since we are looking at this as guidance, it's important, whether we include supplemental workers in our analysis or not. So I guess we would be looking for some kind of guidance as to what to do with that. So that's my comment. 
 
 J. Romero: Thank you, Mel. And, actually, Gary and I did receive -- I believe you were the author of what was sent and we discussed it this morning, and if you look 'page 10, and I have -- on page 10 and I've got it up here on the screen, I do think it's critical to define who is the workforce? Who are we talking about here? And so if you look at it, we've included, Mel, clearly the FTEs are a major, if not the most major component, of the workforce, but you are exactly right. There are additional workers that are accomplishing work, and they've got -- and that's got to be acknowledged. What I would say and again Gary and I talked about it this morning, having visited so many field offices, I was aware of places where they were completely -- well, not completely, but there was a significant reliance on volunteers, temporary workers, these kind of supplemental workers that you talk about, partners, for example. I remember in California there was a number of places where  they really were relying on partners. So I guess the kind of conceptually, Mel, what we're thinking when we talk about the use of supplemental employees alongside of FTEs, is I think it's very useful in the initial analysis to understand what is the work that I have to get done and how am I getting it done? Depending on what that analysis reveals, in other words f I can see 99% of my work is being done by FTEs, and that's acceptable, and it's acceptable for the future, then I don't have much to worry about. If, on the other hand, I see that my budgets are tight and that I have X number of FTEs and more work than I can get done, then the whole notion of the supplemental workers becomes a critical factor. If, for example, you decide you want to increase your ratio of operational dollars to labor costs so that you will have a more flexible workforce, then you ought to be planning for, what are the supplemental workers and what work is it appropriate for the supplemental workers to do in the future without giving away my core capability? Those are factors that need to be factored in as you develop workforce plans. 
 
 Caller: Jo Ann? This is Nancy in Alaska. By employees, do you mean just permanent employees or do you mean all temporaries, or are you including those under the supplemental workers? 
 
 J. Romero: Nancy, what I would say is when you do your analysis, it's important to  understand what is your permanent workforce, what is your supplemental workforce, and what is the appropriate mix of both as we move forward into the future. So let me just check in with both Mel and Nancy. Does that answer the question? 
 
 Caller: I'm not sure. I'm looking at -- I know I'm skipping ahead. You probably want to go through one page at a time but I can't help myself. I'm looking at page 39 and I see a workload analysis worksheet and it's got by programs and task. FTE. And I know -- I know it's government employee oriented and it's not supplemental employee oriented. If we look at our supplemental employees and try to translate them into what we might call FTE equivalents, that really expands the scope of the analysis considerably. So I don't know if my question is for you or maybe if it's for Gary. As we do our analysis, should we be -- should we be including our supplemental workers in this analysis worksheet right alongside of our government employees? 
 
 J. Romero: The short answer is yes, but I know Gary's got some things to say. So, Gary go ahead. 
 
 G. Dreier: Let me take a stab at that, Mel. We recognize that the FTE is in fact an equivalent and it's not a position. We're trying to get at the capacities of work and the  capacity of work the workers are performing. We use FTE because it's equated with the A76 process trying to get at the transition in an onboard employee to a contracted worker. So our attempt is by using something we're familiar with as a starting point, FTE, as an equivalency and not as a position, we're trying to get at what is the magnitude of work the worker is performing. You're absolutely right, when you start adding in your volunteers, your partners, your contractors, it becomes a very big, big process and our first steps are always kind of the most important ones and we need to start first with the employees because they're our long-term commitment. They are our capital asset we've put lot of money into. But we don't want to restrict this analysis to employees. It has to be broader. Your first step should be obviously deal with your onboard resources whether it's a present contracts, employees, but in the long term we want to be expanding this to be looking at the total workforce, employees and supplemental workers. 
 
 Caller: You said long term. We need to be consistent state to state. Between now and January 15th are you looking for all states to include -- 
 
 G. Dreier: You should be including it in your analysis. How much credit you give that in your process is going to be up to you. When you look at the national requirements for data, it's  primarily focussed on a smaller segment, but to do your plan, my recommendation is if you can do that, yes, absolutely, you should be including the entire workforce, because we're trying to do an entire workforce view. 
 
 J. Romero: Let me just add one quick thing to that, Mel, if I could. I want to go back to something I said earlier, and that is, whatever you do should be relevant and useful to you at your local level. So that said, if supplemental workers are a significant of how you get work done and you see that given the future you expect that to continue, then would it follow that you would, in fact, continue -- you would include some assessment of your supplemental workforce. If, on the other hand, supplemental workers are a casual part of how you get work work done and how you think it will get done in the future, you will be less worried about it. So bottom line there isn't a simple yes/no answer. It's more -- it depends and I think that that's a benefit to you most likely because it's it says to you, you know, use your own critical thinking to decide what's useful to you. Again, I think much an office I was at where volunteers were doing a major part of the work and they expected that to continue because they did not expect to get additional dollars. Then I better be planning about how I'm going to nurture, keep, expand my volunteer workforce. So it's not a simple answer, and it depends and I think you're in  the best position to decide what level of supplemental analysis you need to do. Does that make sense? 
 
 Caller: I'm disappointed. I am I was looking for a simple answer. What I hear, I guess we should be including supplemental workers in our workforce plans. I guess we're sort of taking that as guidance. So we will proceed along those lines. 
 
 J. Romero: Before -- 
 
 Caller: Jo Ann -- 
 
 J. Romero: This is Jo Ann. 
 
 Caller: This is Marilyn at NTC. Is it not an expectation at the departmental level that our plans include supplemental workers given their emphasis on competitive sourcing? I thought that the department would not be real happy about a plan that was submitted that said all of my work is going to be done by a permanent workforce. 
 
 J. Romero: Marilyn, let me address that. As we get through the process, we are -- in facts, that's my next piece I want to go through the process, but a significant part of doing workforce planning is consideration of what options exist for getting work done in the future. Historically we've thought of FTEs as being the sole way that you get work done, and you're exactly right, Marilyn, the expectation is that you will do the analysis, step back, and consider what other options besides hiring exists for getting workforce -- for getting work done.  So, again, yes, that's a significant piece of it, and maybe that's a good transition into the model. One other thing I'd add, Marilyn, is a key piece of workforce planning is having it be driven by the work. So given the work that I have to get done in the future and an assumption that there will not be unlimited dollars, what options exist for getting the work done? And that clearly takes you into the realm of supplemental workers of some sort or another. So, Marilyn, let me check with you, does that answer the question? 
 
 Caller: Yes. 
 
 J. Romero: Ok. All right. So anything else before we jump into -- 
 
 Caller: This is Mel again. I'm looking at the workload analysis worksheet and, again, the use of FTE. We've been thinking we would use workmonth as the unit of measure for effort thinking that it would be something that's more consistent between governmental workers and supplemental workers, thinking that we could equate somehow labor equivalents from supplemental workers to workmonths so it would be an even comparison with government workers. In talking with our budget shop, I understand that calculating FTE is not always a simple thing, it's not always simply 10 workmonths because it depends on the type of employee. So I guess my question is, would it be ok, or what do you think of the idea of using workmonths  as the unit of measure for labor instead of FTE? 
 
 J. Romero: Mel, I really am glad you stuck with that. It brings me to an absolutely critical point. You're referring to the matrices on page 39 of your workbook. That is intended to be a framework, and, again, the framework needs to serve you. So if it is a basic framework and it needs to be tailored, it can be tailored to suit you. So instead of FTE, you could have workmonths, you could have another clump said -- column that said supplemental workers so when you look back at it you have the data that's going to be useful to you. So, again, that format, and for those of you that are back at the beginning, we'll catch up, but, Mel, I want to say to you very clearly the workload analysis needs to serve you. So if workmonths works better -- the key thing about a workload analysis is to make sure that you're getting as crystal clear of a picture of what you're actually doing and what level of resource it's taking to get it done. So if you need to change that form, change it. There are some basics that I think need to stay in there and we'll talk about those later, but absolutely, Mel. 
 
 Caller: This is Susan from Idaho. We appreciate the discussion, and we don't want to drag it on a whole lot longer, Mel has been speaking for about a dozen of us sitting in the room, but what I want to make really clear from my perspective, then, is that  while we appreciate the flexibility that's being provided for each state and a each organization to do its own process within a general framework, that gives us a lot of desirable flexibility, I want to make sure that down the road there is no expectation at the Washington Office level or the department level that we're going to be able to add everything together, because given that flexibility, we will be comparing apples, oranges and bananas between the different states and if that's ok, fine. We're quite happy to proceed along the path we've been taking for the last couple of months ourselves in Idaho. Thank you. 
 
 G. Dreier: Let me respond briefly. If you look at the input template or the tables that are going to be required for the national data, it does refer to as FTEs and if you want to do your plan on workmonths and have a translation factor that gets to that point, I guess that's fine but recognize when you get down to data translation, right now we're asking for FTE, and so just be forwarned that's coming. 
 
 Caller: This is John from Denver. I would like to ask, how are you going to factor in the new applications being developed against your workforce planning of the future, your skills, knowledge and abilities? 
 
 J. Romero: I won't forget your name, "john Denver," but repeat that question. I want to explain more clearly what you are asking. 
 
 Caller: As we are  developing new applications, we are changing the structure of the workforce for knowledge, skills and abilities over the years. We're automating things. So how are you factoring this into the workforce planning? 
 
 J. Romero: Well, the way I look at it, John, is that you're looking at it in two categories. You are looking at the current and you're looking at the future, and as Marilyn said when she started out this morning, you know, there's always a speculative nature to doing planning. But I believe that if you look -- if you use what you have, like your land use plans and your operational plans, you have a pretty good sense of what's coming. So I'm not sure if that hit it and Gary you're looking like might to add something. 
 
 G. Dreier: I will add one comment, Jo Ann. The skills have to revolve around the work and the first thing Weaver to do is define the work and then we're going to have to define the task or skills required to accomplish that. That's the game in town. We have to define the work as well as we had the discussion before. Once we're defining the work, and then we get down to the kind of skills we need. Now, we haven't gotten that sophisticated where we're accomplish based but that would be our goal for the future if we could get to that point. 
 
 J. Romero: I really do appreciate what you're saying  here, Gary and that's probably a good point for us to back up and begin to look at. Because fundamentally, I think we are asking folks to take a look at the whole issue of resourcing very differently and I say that because I spent many years, 20-plus years, in the government, many of those years managing and that meant I had FTE budgets, et cetera, and fundamentally, as I look back at those years, what we would do is we would look at TOs, tables of organizations, ORG charts, whatever you want to call them and we would look at what was the number of positions that we had, and while we understood that was aligned with work, work was not the focus. So I just want to underscore that fundamentally that is what workforce planning is. It is taking a look and getting yourself relatively clear, as clear as you can be, about what is the work we have to achieve and what is it going to take to do the work, not in numbers of FTEs, but in capability. So I am getting a little ahead of myself but I think that's savings and loan absolutely critical point. So I want to go back to John and ask if that's been helpful to you, John? 
 
 Caller: Somewhat. I'd like to see how it's going to be factored into the E-government initiatives from the President's initiative. 
 
 J. Romero: Complicated arena. I think what I would like to as a group we take a step back and look at the overall model, and what I'm sensing from all of you  and Susan you said folks are resonating with certain comments, what I'm getting is that there's a lot of energy to getting down into the detail and figuring out exactly how to do this. So wanting to respect that, I want to take a step back, let's look at the overall picture and then we can begin to delve into some of those specific arenas. So if you look at the -- let me close this out. The workforce consists, realistically, whatever we call it, it's got other than just the FTE component to it. There is this model, and it's a little bit -- probably a little bit hard to read, and this is -- let's see, on page 11 of your workbook. This is intended to give you a graphic depiction of the whole workforce planning process. 
 
 Caller: Nick Douglas, Washington. Jo Ann, I have a question. I wanted to see if we can go back to the original discussion just very briefly, not for a long time, which is when we started talking about FTE and workmonths. Can't we construct a simple conversion factor. We know one workmonth is 21.7 days. We know the number of hours that the volunteers or partners or anybody else puts in. That is just not straight hours. Can we construct a simple conversion factor? What do you think? 
 
 J. Romero: Gary is shaking his head here so I'm going to let Gary answer that. 
 
 G. Dreier: I think you're  right on. Workmonths is really a budgeting tool and we're trying to use FTE as a planning tool for time spent, and I think you're right, we can sit down and do that and it would probably be well worth our time. 
 
 Caller: Thank you. 
 
 J. Romero: Let me comment quickly, nick, I think you're right on also, and because you are in somewhat of a creative, somewhat of a creative start-up mode with workforce planning, I believe that we're all still learning and that if there are some things that make sense, why not get them on the table and make some suggestions for how to really do this in as simple way as possible. So if there's a simple conversion, by all means use it. Ok, page 11, nick -- anybody else before we turn the dial here and begin to really look at the overall process? Page 11 in your workbook. The intention here is to give you a graphic. Of the steps and as a little caveat, one of the things I have to say is even though somebody earlier mentioned, you know, I want a straightforward answer, I want to know -- give me a recipe, tell me what to do, A, B, C, D and out the end will come E, I would be less than forthright if I said it was that simple. But what we've tried to do is lay this out in such a way that there is a logical sequence to the process, and I have to add that in the implementation or application of the process there's lots of nuances, lots of  complexity, there's lots of consideration that have to be given. So I want to walk through this, but do know as you go along, it's not -- it's just not an A, B, C, D, E kind of exercise. The first and the starting point as you can see is having a strategic plan. As you know, the name of my company is Strategy Works. So we're all strategic planners from way back and we are concerned that sometimes you end one a nice shiny document put up on the shelf and that's your strategic plan, and it's about as useful as a pair of gloves in Phoenix in July. So what I want to say here is it's very important to have a sense of what's coming in the future, but it's also, if you don't have a strategic plan that's useful, I believe you start where you are. So we're going to give you some information, but taking -- just stepping back and looking at what's coming, what do we expect in the next three to five years, what are the critical actions that we must take in order to maintain our progress as an organization. So it does start with thinking about the future, and if you don't have a nice, neat, meaningful strategic plan, then we're advocating that you take the time at the front end of this process to back up and think about what's coming, how much of the future do I need to be worried about? So it starts with strategy. Second, you have to factor in the budget, and I know there's people out in the field that  would say "we can't factor in budget because we're on a C.R., we don't get our money until late." I know all of that. On the other hand, I do believe that you have to really think about what do I know about the resources that I have, historically have had and are likely to have in the future and how do I tie that with the work I am going to be doing. So we've got you ought to know where you're going, you ought to have a sense of how much money you're going to have, and then you start with the workload analysis.  Now, I want to say something about workload analysis pretty quickly here, and that's the following. You've got to do some level of workload analysis. The sheets that were being referred to on page 39 are a process. It isn't the only process, but it is a process for doing some analysis and taking a look at "what am I doing, what's not getting done, how much resource am I spending, and is it being focused at the highest leverage priority?" Frankly, day to day, we don't get a chance to do that. So we really believe it's important because of the work driver, I.E., know what your work is force that you do some workload analysis and when you do that, now you can back up and I think this speaks directly to A76. You can begin to address your current program efficiencies and  your gaps. In other words, until I've taken the time to really take a good look at what I'm doing and how much I'm spending doing it, I'm not in a very good position to understand what's efficient and what's not efficient. So my notion is you duty workload analysis, and I shouldn't say my notion, because as I said earlier, the DOI department process is very much in alignment with this. There's folks like Dave Anderson in headquarters who have done the analysis. You back up and say, gee, are my processes efficient? If you find that there are some gaps, then you will see the dotted line goes over to improve the process. "what do I needed to differently so that I can operate more efficiently?" So this is perhaps input into reengineering certain processes if necessary. In this analysis, you also begin, if you look at step three, I've looked at my workload current, I've thought about the future, I have a good sense -- or as good a sense as I can about what's coming. I understand where I might be more or less efficient. I'm tweaking things to make them more efficient. Now in step 3 I am beginning to look at future skill gaps and what the capability requirements are. And in order to make this straightforward, what I tell people is, once you understand fairly well what the work is, now you step back, and there are two categories you look first  at. Given the work that I'm currently doing and the staff that I currently have, what skills need to be enhanced? So it's a future look at skill. Earlier folks said, you know, there are some current skills that need to be enhanced, say, in realty or whatever area it is, and the second category is what are the future skill needs. So it's what needs to be enhanced, that's information that you can use for meaning full I.D.P.s or meaningful development and then what are the skills that we currently do not have or are going to need more of that I need to plan for in the future? So in step three you you're using that workload analysis to translate it into specific needs for skill development and also hiring. Let me give you some examples. In the new -- the category that's, what are the future skills that I currently don't have, like economist, for example, or social scientist, you you're saying, "now that I understand the work and the skill requirements, when I finally do begin to look at resourcing or filling positions, I have to factor that in. So I have to look at, should I keep hiring what I've always hired or do I need to change to that a different kind of position?" So that without doing that analysis, you can see that you're stuck sort of in position, position, position. So that's the intention. 
 
 Caller: Nick Douglas, Jo Ann.  
 
 J. Romero: Yes, nick. 
 
 Caller: Could you explain? You have two gaps here. I am sure you intended to explain both. Step two you have gaps there. And step three you also have gaps. I'm not sure that both of them are the same. Could you explain -- 
 
 J. Romero: Very good observation, Nick. They're not the same. When you are looking at step 2, you're looking at your workload and you're looking at how you're operating, and the gaps we're talking about there are the efficient -- efficiency gaps. So you're really looking at those kinds of gaps. In step 3 you're looking at skill gaps, and I use skill and capability somewhat interchangeably. So what are the capability or skill gaps that inherent in my current workforce and future workforce, whereas in step 2 you're looking at your operation. Are you most efficient? Am I really spending my FTE resource on the most important priorities? Have I even thought about it. So thank you for clarifying. Does that help Nick? 
 
 Caller: Jo Ann, Ken mill inner Idaho. I guess I'm missing the -- we did the conduct workload analysis, and I don't see where I identified my workforce need. I see where -- I've done my workload analysis, and somewhere I needed to identify, ok, what positions, what people, what  abilities do I need to make that happen? I missed that in here somewhere. 
 
 J. Romero: No, you didn't miss it. That's where we're going. What a great transition, guy, all the way in Idaho. This technology is not bad. That's exactly where we're going, Ken. If you look at step 4, you have done your workload analysis, as you've said, you've looked at your operation, is it efficient, you started now, because you factored in both current and future, and you've said, what are the skill gaps, what are my deficits, if you will. In step 4, now you begin to do what I call more simply action planning. At this point, you are identifying the options for addressing your future workforce needs. So if you look at 4A, the dotted line down from 4, now is when you begin to consider the options that Marilyn was asking about earlier. You start looking at these, you know what your budget is, you have a good sense of what your future work is going to be and now you're looking at what are my options. Should I contract? Should I partner? Should I redeploy work or people to get the work done? Should I send the folks in Alaska to Phoenix in the winter? Should I redeploy -- what are my options for redeploying work or people to get it done? Should I hire or should I really -- and/or should I look at development?  And there might be other options. So it's very important, nick, that you take what you know about the work and the skills and you say, now, what are my options? And this is where the critical thinking becomes so important, because at this point you're asking yourself, "If I want to increase my ratio between labor and operations and have a more flexible workforce because I don't know how solid our budgets are, or I'm worried Homeland Security is going to take a chunk," you are I thinking strategically, you're saying I need to consider some of these other workforce opportunities. If, on the other hand, you are saying we are going to have some losses, the skill gaps that we have are core to our business, they're archaeologists, they're various ologists, I know I have to use whatever resources I have to hiring those people full time. So that's where the rubber hits the road, is in this -- not just gathering the data but now stepping back and saying, "what are my options for addressing these things? And I would submit to you that in the past we didn't have to do that. What we did instead was we said, "Ok, I'm losing people, I have this many FTEs, I'm going to backfill these positions, and in someways that's still appropriate but what we are advocating is starting from the work and looking at the work so you can create enough good data from which to create these options.  So I hope -- 
 
 Caller: Jo Ann, this is Nancy in Alaska. It appears to me that you have to conduct two types of workload analysis, one for your current job -- current situation and one for your future to be able to identify any skill gaps that you're going to have in the future. I was going to suggest that OPM has a -- an interesting tool for identifying current skills. It also has an area where you can identify skills that you need now so you can do a gap analysis there and also an area where you can identify future skills, but you have to do your task analysis for the future in addition to the current. 
 
 J. Romero: You know, you all are really good. This is a good group. You're exactly right again. There's two pieces of doing the analysis. One is current, one is future and since we're talking right now about what the process is, when we get into the how, Nancy, we will speak to that, because we believe that you have available to you already a number of things, including the OPM tool, which I've seen -- it's on a website, isn't it, Nancy? 
 
 Caller: Yes, it is. 
 
 J. Romero: I've looked at that tool, and I agree with you. I think it's quite useful, and what I want to suggest here is that when you're doing your analysis, it is first current and then it's future -- I don't care what order it's in, but you do have to include -- you have to include both, and we believe  that you already have land use plan, strategic plans, you have all kinds of information, and in addition to that you have a heck of a lot of brain power. So as we move it more into the how, we are going to talk about ways you can engage your team in stepping back in addition to what you already know and doing some scanning, thinking about what's possibly coming because you need both, you absolutely need both. So once you've done that, and it is inherent in step 2, you you have a fairly good handle on the work, both current and future, you ever' thought about if it's not most efficient, what are some options for making it more efficient, i.e., step 3A, how can I improve the process, and maybe improve the process is as simple as reorganizing work. You know, it could be as simple as that. It could be as complex as a full-blown reengineering. But, again, at the local level, you know what makes sense for you. Then you go and you start looking at, "What are my options for addressing it?" You can see once you ever' done this, now you move into step 5, which is document and use the plan. Now, because we have been and I have been evolving in my understanding and learning over the last few years, what I have found is that that piece about documentation has not been as strong as it needed to be. So we're -- now we're saying, your plans ought to be so useful that when somebody retires or somebody moves you pull out your  workforce plan and you've already thought through what is it that we need to do, so it's not a crisis every time it occurs. So our notion is that step 5 is documenting, it's monitoring, which in my way of thinking is quarterly. The management steam or workforce planning team sits down together again and they look at it, what's happened since the last quarter, what decisions are we needing to implement, what actions have we agreed on, and that this plan is something that's just a day-to-day useful document. Yes, it has to go to the departmental level but you're using it full speed ahead at the local level. So step 5 -- and as you can see, we have a dotted line that goes from step 5 back up to your strategy because those should always be in alignment. That's the intention there. So I want to -- I'm ready to turn the dial and start talking about vacancy management versus capability management, but before I do that, I want to give you an opportunity, all of you out there, to clarify anything or ask any other questions as it relates to the model. 
 
 Caller: Jo Ann, Gary, this is Max Lockwood from Washington. I am wondering if you can help clarify how a manager will go about defining future work? Will they just use the strategic plan or a policy guidance document such as that, or are there more sort of hands-on practical devices they can turn into in their local area. 
 
 G. Dreier: Max, I will  respond to that briefly. This afternoon we will talk about futuring and work. Let me just say we recognize the strategic plan does not answer all questions we need to deal with in workforce planning. Therefore, we also anticipated, that's why we use the bottom-up approach, so we can get the understanding from the field and the local knowledge in the process, where the work is being performed. So what we're really asking is, look at those documents, they're our frame of reference, but also improve upon them by using your local knowledge and corporate knowledge that's available to you. It's that kind of arrangement. Use what we've got. We recognize it's not the full picture. And then and make it as complete as we can. 
 
 J. Romero: Max, I would just second what Gary has said and I need to say this, again, old strategic planner, in the old days we used to take an inordinate amount of time trying to read the crystal ball and we spent just an awful lot of time really trying to get nailed down what's going to happen in the future, and what I've come to believe, because of the environment that we're working in, because things are so ambiguous, changes coming at us so fast, that it is really, really hard to have an extremely useful, relevant strategic plan that's meaningful. That's why I think you see a lot of strategy that's very high level and conceptual in nature. What I'm really trying to get at  here, Max, is that I believe that you have the plans, you ever' got -- you've got the documents to look at, but there's a factor that's almost the social scientist stuff and it's basically saying, "If you pull together people that are in the program or people that are in Washington or people that understand Washington, you have some collective wisdom that you can call on." So I believe that it's qualitative, you look at the plans, you look at the data, and -- excuse me, it's quantitative, you look at what's already documented, but it's qualitative as well. That is, pulling together folks that are knowledgeable about what's happening and really spending a little bit of focus time asking yourselves what's happening out in the environment and how might it impact us, and are we paying attention to those kinds of issues and so on? So I think you've got to realize that strategy is always speculative by nature, but you have a lot of knowledgeable people be that can help you at least hone in for the next year or two about what to expect and in the absence of doing that, you could miss the boat. Does that help? 
 
 Caller: Jo Ann, this is Colleen in Washington D.C. 
 
 J. Romero: Hi, Colleen. 
 
 Caller: Just to add to that, as another resource, managers in addition to the strategic plans, on your flowchart, step 2A, improve processes as needed, we from the Enterprise Architecture have a vested interest in ensuring that  the business processes are optimized are not only from a customer standpoint, a workforce planning standpoint, but also an automation standpoint. We don't want to automate the path in terms of our business processes. So from Enterprise Architecture standpoint, we have launched this year a business process reengineering laboratory which Gary and Marilyn have -- Gary and Marilyn have asked I speak more about on day three of your session. 
 
 J. Romero: Yes. 
 
 Caller: Just to add quickly that is also going to be another resource to managers as they look at improving their processes. As you said, some of those can take on full-blown reengineering efforts. Some may only be terms in terms of redirecting the workload. 
 
 J. Romero: Colleen, I'm really appreciative of that comment because one of the -- it seems to me that it all ties together. All of the initiatives in someways tie together and one of the major fundamental hinges that this is all based on is the notion that you're having to be more efficient. So if you do a workload analysis, you might find, for example, that we want to automate forms, that, you know, we're spending too much time with APDs or just getting the iteration back and forth. So your point is well taken, and when we get to your presentation, I'm hoping you will give people concrete ideas for how would I use this  architecture to be more efficient and, therefore, in good shape as it relates to A76 and some of the other things that you're facing. So great point. Ok. Gary is giving me the sign to hurrying on, so I'm going to obey him because he's got the big stick here. One of the things I want to do in the next few minutes is contrast vacancy management and capability management, and this is on page 14 in your book. We've talked a little bit about this, but I want to zero in on it because I think it's fundamental to your understanding and moving forward in developing workforce plans. Historically, as I said earlier, we've done vacancy management, and if you look at page 14, what it says is that without being very intentional, we would have an opening, we would recruit for that opening, we would select for that opening, and we would fill the position. That's how we've operated. What I want to highlight, however, is that there are some assumptions behind vacancy management, and those assumptions are that your work is stable, that your skill needs are stable and that your funding is stable. And if you have those conditions, then vacancy management is absolutely appropriate. If any of you have those conditions, I want to talk to you, because I don't know anybody that's got those conditions. What we're advocating, then, is  moving from vacancy management to what we call capability management, and as you can see, on page 14, and sort of to summarize the model that we've been talking about, what we're saying in capability management is that you would spend the necessary effort to understand what your core skills are, what your capability requirements are, that you would anticipate and plan for what's changing. We haven't said much about this, so here's where I want to say it. In managing capability versus vacancies, you are really focussing on intentional, ongoing development. This morning when I drove up to the NTC, there was a parking lot full of very eager looking students headed for the classroom, and it occurred to me that the BLM must be spending a lot of money to make sure people are smart and skilled and ready to do their jobs, and what we're suggesting here is that in workforce planning you are so intentional about it, meaning that I know what the work is, I know the work that's coming, and any training or any development that I'm doing is focused, it's targeted at meeting those specific needs. So another link that I see is if you all know what your skill and capability requirements are, it would feed directly into the NTC, and they would be, along with your IDPs, a huge vehicle to help get workforce plans executed. So capability management is knowing what development I'm going to need and making sure that it's focused on what I'm  going to need. It also leverages skill. So if you've got people that are retirement eligible, you are actively engaged in picking their brains and helping extract that enormously important knowledge and using it before they leave to leverage their skill and tale went those that are not ready to leave. And capability management clearly you're clearly anticipating and you're planning for the losses as they occur. Take a look at the assumptions that underlie capability management. They are that the work is not stable, that skill needs are changing, that the workforce is flexible and that funding is limited and unstable. So we started out this morning by saying that we wanted very much for you to back up and look at what is workforce planning, why should I care about it, and so what, how am I going to move forward in the future? And what we're hoping is that you will be thinking hard about how do I apply capability management as we move forward in the future. So with that, I want to turn it over to my colleague, Gary, but since I invited comment, I would ask, are there any last words as we summarize this first section? 
 
 Caller: Nick Douglas, Washington. I need to just -- a quick question about strategic plan. We've talked about strategic plan all day today. We're talking about a national strategic plan because -- have we gotten the offices to develop  individual strategic plans? Which one are we talking about? 
 
 G. Dreier: Primarily we're talking about the strategic plan that's the national plan. But we also recognize there's land use plans and other plans within that umbrella that the BLM also has engaged in, has completed, and is trying to apply. So, yeah, in the broadest sense we are talking about the strategic plan, the blueprint, but also talking about those localized plans and even the plan that's probably sitting on a piece of paper on the desk mat of the manager. There is probably some goals they wanted to achieve, some budget directives in there. So it's all those things combined that we're talking about here. 
 
 J. Romero: Is that helpful, Nick? 
 
 G. Dreier: With that, we have gone through a lot of information this morning and I think it would be appropriate for us to take a brief little break. Let that absorb, let us regroup over here and get prepared for the afternoon -- excuse me, for most of you the afternoon, but for us after the break and talk a little bit about from the what's and get a little bit into the how's. With that, we will see you soon. 
 
 G. Dreier: Welcome back. I hope you had time to get up and stretch your legs a little bit. I know we did. So now we're ready for the second half of this today. Let me first start by -- we  we've heard the DOI approach. Now we want take talk a little about the BLM approach which isn't that divergent, it's just that we have been involved in this project since July of 1998 with the creating healthy organization, and January of 2000, the ELT approved the process we are following for workforce planning. And as late as May of this year, the field committee provided the template we are going to be using for building the national requirements for this go around. So the department approach and ours are very close, almost dead on because we're actually using the same foundational work from the national academy of public administration. Let me just talk a little about the goals we have in the BLM. First of all, we want to create a flexible workforce and effective workforce. This discussion about supplemental workers and all that, we want to have skills that are transportable and we can trade back and forth through the organization. That also requires some development. We also want to link to the strategic plan and most importantly the budget process. Early on we decided the budget process was extremely critical for the BLM in fact to have a workforce planning process that would last through time. Our experience has been if it's been tied to the budget process this, process won't be just an initiative but in fact be one of the ways we do business on a regular basis. We also want to faux sill Tate  skills acquisition and development and I think Jo Ann really emphasized that part about development is as critical as skills acquisition. We want to promote workforce diversity. We have a workforce diversity plan. We hope the workforce planning will provide us lead times and the flexibility in fact to get skilled people in a more diverse candidate pool that we haven't had the opportunity for in the past because of shorter time frames. We want to manage locally and coordinate nationally. It's the bottom up. We want to make sure that you at the local level, the plan is of value to you, that you incorporate the knowledge that you know because you're our -- where the work is being performed. You know the worker and know the work, and therefore the plan should be built from that understanding, and national level, we will coordinate and you will that data up and develop a national plan based on your localized plans. Of course, we want to provide informed decisions. Part of what we're doing is developing a link between the work and the worker, MIS and FPPS to put those two together, and that's part of the tool that you'll be seeing through the SIS product and we have been capturing that data for some time and we want to start applying that to workforce planning. One of the deals on the new budget process that came out a  couple years ago, when we revised it, was to build a stronger business case, and that's part of what we want workforce planning to do, is build a stronger business case for us. So where does that lead us? Well, we want a flexible workforce based on changing requirements, but we want to take into account those things like the portable skills, success planning, dealing with the short-term workers and outsourcing. Combine all those things into one enterprise. The BLM model is basically a two faceted or two-pronged model. We priorly focussing this first go around at the manager framework. The manager framework is dealing with the unified bottom-up approach, local assessment, and field valued and tied to the budget. We've talked a lot about the field value and the local assessment is some of that the current workforce is gap analysis, the -- how we want to look at it from a national viewpoint as well as a local viewpoint and the tie to the budget. To a lesser degree we are going to be working with the program framework, which is more programmatic view by functional area rather than by geographic or specific task. We also in that want to be looking at more global structuring point of view. Is our workforce balanced? Are we having young skilled individuals with the mentors and experience balanced out in the  organization and in the functional area? And we want to deal with technical changes. We had that discussion a little bit this morning. We were hoping that the programmatic view we will see some of the technical changes before they start hitting us at our work place and we can in fact begin to build toward them in our skills and efficiencies. The last is we want to be more efficient. We want to be able to use a more global look at, are we in fact doing business in the most efficient manner, is there some utility about combining things at a higher level and breaking them out at a lower level. That's kind of the two sides of the programmatic and manager framework of our workforce planning model. Obviously for the model to work it needs to be combined. The combination of those two produce our plans. After you've developed your plan at your local level, be it a State Office, headquarters, center, the anticipation is that the data will be a roll-up. In this first go around we're -- we suspect that the state will be probably the lowest level or the center or headquarters will be the lowest level and won't be a whole lot of individual plans being built at local offices, field offices. But if there were, they've covered the State Office, the State Office would go up and headquarters and the State Office would go to the national level and that's how we're going to develop our workforce plan.  Based on that -- on those data requirements in our template. Our implementation goals are fairly simple. We want to synthesize the information that you're producing at the local level, we want to unify through the national guidelines and those are the guidelines that came out in I.M. 2002-227 and they are very general, and we anticipate as we go through the process they will become more specific and more directed and focused at specific kind of national viewpoints. Then, of course, we want to facilitate skills transfer and automate and streamline the processes. We are providing two tools in the first go around -- 
 
 Caller: Gary? Could you just slow down a little bit? Thank you. 
 
 G. Dreier: I can. We're going to provide two automated tools in the first go around. The first is going to be the SAS, HR vision product which will help join two databases and that's FPPS and MIS so we can start dieing some work to worker issues and so you can look at the workforce and the new view you have never had before. The other this we're trying to have an input process where instead of having to produce paper plans that come up to the national level that we review and assess, we're asking for specific data that will come through a Lotus notes application and that, of course s due on January 15th. We also want to improve  forecasting and we're going to talk a little bit about that in a minute. We really want to have a process that looks into the future, more than we have in the past. You recognize that we have a five-year window that the department has put on us, but we've always viewed, even in our model, that we want to have at least three-year view tied with the budget process. So we're sticking with a blend of those two concepts. We're going to be more specific in the three-year outlook and a more generalized in the last two to make the five-year outlook. Of course, as always, I can't stress this enough, we want to feed the budget process. So that was a really nutshell of what we're doing and I didn't want to spend a lot of time on it because it really just deals with just kind of a refinement of what you already heard this morning and we've got a lot -- on our website we have a lot of information available for you as well but we want to spend some time now with how do we get this done? We've gotten you the background. Now we need to talk about how to make it happen and Jo Ann, I think it has to happen in some sort of dialogue with the team otherwise it won't be effective. 
 
 J. Romero: Absolutely. Somebody could sit off in the corner is do this by themself but the chances you wouldn't have as robust of a plan, nor would you have the buy-in and commitment. What I'm going to do is very briefly, because this is not new material to you, if you look in  your workbook on page 23, we're turning the dial a bit over to the notion of team and how would you organize a group of individuals to be able to walk through putting together the analysis, et cetera, of the workforce plans? Essentially what we're looking at here, we spent a fair amount of time talking about what's the correct mix of people and who is it that should be involved? And what we are recommending here, obviously there is a recommendation, is -- it's on page 23 -- is that you first of all include your local site management. Site management involvement is absolutely critical. That you would have some level of management, maybe that's an A.D., a State Director, depends on where you are, but you would have local site management and you would have also some upper level management. You'd also have a budget officer, very critical player to provide the input that you need. H.R. is clearly a play inner this. And I want to divert just a second to say that in some organizations that I've been working with, they tend to want to hand off workforce planning to the H.R. person and I think that the H.R. person, representative is absolutely critical, but it must be owned by the local management. So my notion is H.R. is a critical player but they're other the ones to do it. They are critical part of the team. So H.R., local program leads, who knows the work best and  what's coming, but the program Lees and then maybe your A.O. would be a useful person to have. So we see this as the core group of -- so we see this as the core group of people that ought to be involved. We also believe that as you go through what you're talking about here, you may need additional resources besides the core team. What we're saying here is if you have unions like in California are you might want to include them. When I did some workload analysis with the folks in California, they did a great job of involving the union folks early and kept them involved. You probably want some subset of the employee body absolutely critical to get that perspective and who best knows what needs to be fixed in the processes than the folks have that to use them every day? Clearly you would want to have an EEO or -- and/or diversity representative to keep you honest and straight about what the requirements are there. And also probably somebody from contracting. So my notion is rather than having a huge team, you might want to have a core team and then also call upon other resources as necessary. So that's the "who" of the team part of it. Again, this is review for you, you know what successful teams look like. Here what we're suggesting is always, whether it's workforce planning or any other team, the first step is making sure that  you have a clear, concise team charter, that people know what their roles and responsibilities are, that you have clear expectations of the time commitment and I think that's -- I can't underscore that enough. How much time is going to be expected as you work with this? And then an agreed upon approach up front about how are we going to deal with issues as they arise? Notice I didn't say, "if they arise," because they will arise. So agreeing up front, how are we going to manage that when it happens. So second thing and I do believe this, even though sometimes it's difficult, I think people ought to be willing. You can make it mandatory, but you don't seem to get the same results as you well know. So willing participants, local management sponsorship and I do want to say that having worked with workforce planning in a variety of organizations for a long time, I'm telling you, it works best with the local site management engaged, involved, they've put their stamp of approval, and sometimes even done the gentle nudging to the rest of the folks to participate and be a part of workforce planning. How are you going to communicate? Is it going to be everybody has to know everything all the time? Or we're going to agree that every Wednesday we have an update, it's on e-mail? Or we have a telecon? However you want to do it. But, what's the expectation up front?  I'm a big advocate of well planned meetings with agendas and time frames. Know what your outcome is. Then, how are the decisions going to be made? So what process will you be using to making decisions? Will they be consensus? Will they be decisions with input but the local management makes the final decision? Are you going to delegate all decisions? How are you going to do that? So just a gentle reminder, because, again, it's not new information, that if you want to use a team to do workforce planning, you include the appropriate people and you make sure you have thought through some of the things up front. 
 
 Caller: Jo Ann, this is Max from Washington. One more question. What you're saying makes sense, but looking at it seems like it's -- it's a complex process to get all those folks involved in the planning process and can you perhaps provide a concrete example where this is -- where you've worked in this situation and actually implemented this plan just to give us some -- an example? 
 
 J. Romero: You know, I know that Susan, and is it in Denver, Susan Milke, has -- 
 
 Caller: I'm here, Jo Ann. 
 
 J. Romero: Has a real success story, Susan. Would you be willing to share that? In other words, who was on your team and you did it work and what made it work well? 
 
 Caller: Yeah, I'm here, Jo Ann.  I would be glad to. I think what made it work well, there's several factors. The first would be that our Associate State Director is such a supporter and so committed to workforce planning. So that's the number one support that we have that will make us succeed. The other important component is that our team is all managers. There's four Field Managers and one from the State Office and so they are the decision makers who can talk to their peers and ensure that, in fact, they're on the same wavelength, are talking the same language. We have it on our agenda at every Monday morning conference call with the host state management team as well as our quarterly meetings, we have several hours on the agenda for workforce planning. We've been at it for about a year and we still feel we're working on a readiness stage rather than actually projecting numbers and FTE, et cetera. We're tying it so closely with the budget. So one of our first areas that we're concentrating on is creating flexibility in our budget so that we can, in fact, plan for our workforce of the future. Is that kind of what you're looking for? 
 
 J. Romero: Max? Is that helpful? 
 
 Caller: But she mentioned it was all managers involved, top-level people. I'm looking at your list here and there's a real diverse array of people from different parts of the organization who might  have different interests, opinions, et cetera. So I was just wondering how that relationship works when it's in a cooperative, equal playing field. 
 
 J. Romero: Let me take a stab at a couple of things, Max. One is, I think there's a continuum. There's a continuum from the person who gets assigned the task do having a workforce plan and they it? An office and do it by themselves to full participation in the employee body. So I think the challenge for those of you doing workforce plans is to figure out what's the appropriate place along that continuum to accomplish two things... you called it readiness, Susan, but to create a willingness, ensure management support, employee buy-in. I think those are all -- and get good data. I mean, the benefit of the information that's in people's heads. So I think it's a bit of a judgment call. Over the years, I've seen a variety of techniques from, you know, let H.R. do it, and then tell us what they've done, to attempts to doing full employee participation. So I'm very familiar with the challenges of trying to get employee involvement, and yet what we're saying is, best case, you know, if you look at the best case, you've got the readiness that Susan talks about, you've got some level of employee input, even if it's just all hands meetings from time to time to tell them what's  going on and to ask their input about what are the processes that most need fixing. I mean, it can range. But I guess what we're suggesting here is you've got to look at the reality of the time that you have to spend, the other issues that you're working on, and you've got to figure out what works best for us. Some of the givens or absolutes in my view anyway are that you would, before you did anything much at all, you'd make sure you had local management support. I also believe that another given is that while we're advocating a local level bottoms-up kind of approach I think the state management team needs to be onboard and it has to be in alignment with what the department is looking for. So having said that, that's a fairly broad set of parameters, but I think in I were -- if I were going to ERR, it would be on the side of inclusion rather than exclusivity to the extent possible, and again I know you would like a more direct answer but I think those are the factors you need to think about, Max. 
 
 Caller: Ok. Thanks. 
 
 J. Romero: One more thing before I move real quick. I had a client that told me that they started out thinking about can doing lots of involvement and found out because of time constraints they really did get a core group of volunteer managers and a group of -- they invited some high potential good thinkers from the staff and that made up their group, and it worked pretty well.  So, again, I think there's a lot of options, and what we're trying to do is give you some potential how-to's. Does that make sense? 
 
 Caller: Yeah, thanks, Jo Ann. 
 
 J. Romero: Ok. Let's go ahead and move on. I'm going to skip this assumption slide and come back to it. So I'm going to go onto the next one, because what we're talking about here is using some set of a team or participative approach for engaging folks in dialoguing about what should we do, what makes sense for us? So what we really think is important is that you -- you use your team to engage them in conversations about what is our future going to like -- conversations about what is our future going to look like? So one of the initial things to do is engage your team in a dialogue about what are the internal and external factors that are likely to impact our current work over the next few years? Might be five years? It might be three years. We think that's a good getting started point, and it does not exclude the fact that you have the written plans, you've got the land use plans, you've got the strategic plans, you've got all of 7, but -- all of that, but in addition to that, what's going on internally, what's going on externally could that impact us, and then as you identify through a brainstorm kind of thing what are the issues, what sit implication of those issues -- what is the  implication of those issues? In other words, so what? I used this example, but if homeland security is likely to be a large draw for dollars in the government, what impact is that likely to have for the BLM over the next few years? So you -- again, what we're suggesting here is someways to get your team started. I think a critical question is once you identify what are the factors internally, for example, what are our strengths, what our weaknesses, what are our opportunities, what are our threats, so you're looking external, you're looking internal and you begin to say, how do this implications, or how does the "so what" likely impact our work? Is it going to mean more work, less work? Could it imply a location change? What's timing of the work? So these are all some strategic questions that your team can help you answer as you begin by looking at the work. What are the -- and then, you know, sort of a final question is, what are the changes that you see coming likely to require of you as you move forward? So those are someways, I think, of getting people engaged. Another one is -- another one is what are the major categories or types of work that we're going need to do that we're currently not doing? So if you say, for example, that one of your external factors is that there's a huge shift westward and that the demographics are infringing upon the land that you manage and  that's an external factor that's in fact a reality, you've got to say, what does that imply? Well, it implies there will be more public interaction, and it implies that you might need community-based planners. That might be a skill that is ending up being required because you've got a whole lot of expectation out there in your publics. So, again, how are these impacts -- how are these impact like, you know, people migrating west, how is that going to impact us, and what influence does it have at the local level? So with a we're suggesting here is that it's important to use a team to decide among yourselves how much involvement and engagement and who is going to be on that team, get started by looking at what's going on externally, what's going on internally that could impact us, and then to take a look, and I don't say these are sequential because you might do them as homework for people before they come to the team, there might be a variety of ways to do it, but we're also suggesting that there is, as I think Nick implied earlier, there is a lot of existing data you have to take a look at as you look at the future, land use plans, strategic plans, agreements, what agreements do you have, what are the guidelines that you have, what are your long-term contracts? Which are the contracts that are about to expire? What partnerships are you currently and planning to develop? In the area of partnerships, if  you see that that's a viable way of getting work done, it might be that an action that comes out of this is you might have to have some skills about how to start up partnerships. You have to have action plans and lots of drivers. So what we're suggesting is use a team and use a variety of techniques to engage them quickly in talking about those things that are going to be impactful and useful to you as you move forward. So what I want to do now is give you an opportunity to try out some of this stuff that we're talking about. So if you take a look -- in fact, let me -- I'm going to give you an exercise, but I want to go back to something I had said earlier. As your team gets started, one of the things that I have found is that it's very, very useful with a team to begin by engaging dialogue but also to -- engaging by dialogue but also be explicit about what are we assuming as a team, and so we have put together what I would call a generic set of assumptions that you can use and they would go something like this... We can assume our budgets are going to be flat or that they're even going to be reduced. We could assume that labor costs will continue to rise. We can assume that our labor to operations is too high or it's just fine or it's, you know -- what is our assumption about that? What is your assumption about efficiency? In other words, if we assume that we're as efficient as we  could ever be, then that's -- that will help you as you go forward. If you're also, on the other hand, assuming that your organization could be more efficient, that would be an assumption to help you as you go forward as well, especially as you do your identification of possible process improvements. And then what is your assumption around skill loss? And I think this ties directly to your demographics. What does your picture percent of skill loss or retirements look like in the next few years? So what we're saying in a nutshell is the getting started piece is, identify your team, decide how much participation, ensure that you have management commitment at whatever level you need it, and then identify a set of assumptions for the team, and then as I said, engage your team in really beginning some dialogue about the future. So -- 
 
 Caller: Jo Ann, this is Melissa in Colorado. I'm the human resources officer and I work with Susan directly. One thing that we discovered as part of our team, it's very complicated to work with lots of pieces to it, so while we have managers on our primary lead teams, we have set up a lot of subsets, special groups, special meetings, that the budget officer, EEO manager, program leads and I participate in. So we are active in the workforce planning process it's just we're not on the coordinating team because it's just so much work we had to divvy it up into a reasonable  amount because everybody still has their current job to do on top of what we're working on now. 
 
 J. Romero: I think that's an ideal approach. My notion is if you had everybody on the team, for starters, it would be unwieldy, probably too big. So a very efficient way is just what you described, identify the work that has to be done, the analysis, the data gathering and get subsets of people or groups to go do it and come back soap the team time that you spend is -- so that the team time you spend is very focussed and very outcome and product driven. So I really advocate that approach and sounds like it's working for you. So good notion. Absolutely. Anything else -- 
 
 Caller: This is Monique from the Washington Office. I have a question concerning assumptions. I am noticing whenever we work with this, we never look at the employee of the future, like what their mind set is in terms of they're not the employee of the past who usually went into a position and was thought to stay there for 20 years. Where do we even like make those type of assumptions of the mind set of the employee of the future? 
 
 J. Romero: What great comment, Monique. I hope all of you will take that to heart because as you outline your assumptions, what should you be assuming, or what can you assume as it relates to employees?  Some of the assumptions that I would throw out there and I'm sure you have others, are things like the young are generation is likely to be very transient. We can expect not as long-term employment as we've had in the past. We might be assuming that the existing employee body is pretty worn out, pretty stressed. So I think that that is just an outstanding point and that when you sit with your team, it would be a good idea to include some assumptions about the employees as well. Great point. In fact, you know, when I'm teaching this notion of the younger generation and generation X and Y, one of the thing we talk about are the implications for managers in managing the worker of the future. So good point, Monique and I would hope all of you would include those kinds of assumptions. I find that even the discussion with the group about what are our assumptions going forward is a rich discussion that engages people in thinking about what do are we facing? So good point. Anything else? 
 
 G. Dreier: I'd like to add something. 
 
 Caller: This is Alan from the national business center, and I'm speaking in reference to the five-year plan. We have external agencies that create different types of work for us. We get information from OMB, the Federal accounting standards advisory board, and a lot of  times we aren't even aware these things are coming down the pike. So how should we do this? This should be a living document because it's constantly changing in our arena. So what should we do? How should we approach this? Because it changes every month, every two months. 
 
 J. Romero: I think that's the reality of how we're working these days, and no matter what organization I go into, that seems to be the norm rather than the exception. So a practical set of advice is twofold. One, I think that it's important that you are -- intentionally and explicitly making it your business to know what's coming so somebody is paying attention to that but I also think in addition to that, it really causes us to be -- get pretty practical and to get very smart about our workforce, and the work that we are responsible for. Because that's so basic. If I've done a good job of understanding my work, understanding what's coming through these techniques we're talking about, and I have one eye on the horizon, I'm probably in as good of a stead as I can be, knowing that it's very complicated. The alternative is to sit cross armed and let it come at you and that never seems to pay off. So I don't have a better answer that than. 
 
 G. Dreier: I guess I would add one or two items, Jo Ann. This is a strategic plan. It's not the action that's that you're going to have three years  down the road. It's speculating about how you will be doing business and how you will effectively manage your workforce to get the work done. So it gives you a glimpse but it isn't trying to give you the exact number. We don't want this town to one FTE difference, oh, I missed the mark. That's not the idea at all. The idea is every year you get closer to when you're going to implement your plan. We hope it becomes more specific. And these out years, the five-year outlook, the three-year out year look we expect those to be speculative but we need to be looking at those things you are discussing. We have to be trying to incorporate those and pull them into our thinking as quickly as we can to help us so we don't have to do a lot of backtracking and it becomes more a sequential process rather an circular one. 
 
 J. Romero: Let me just add one thing quickly because that's a great -- you made may think of it, Gary and it's the following. While you keep reading and seeing five years, five years, five years, I think it's pretty gray from two years and out and so I think the focus of energy and attention on -- while you're considering the population that could retire in the next five years and you're planning as much as you can, you're really focused on the next year. I mean, you've got some decisions nailed down for the next year and then it rolls. So it's way of saying there's a gradient.  When you are -- given where you are today, you ought to know with a fair degree of certainty what you would do should people leave or skills change. If that you look two years out and three years out, it gets a little grayer. I don't think there is realistically much you can do about that. 
 
 Caller: Gary and Jo Ann, a lot of the focus has been on sort of how to respond to looming potential retirements and skill loss and anticipate where we are might have to fill in. Skills, et cetera. Is there any sort of incentive, latent reason, for a manager to really be proactive in approaching workforce planning, like I really want to be a great workforce planner type of manager? 
 
 J. Romero: I think the incentive is really simple. The incentive is, man, things are crazy out there. They're changing and I don't see the laws being slackened or the requirements being slackened, so if I want to produce, I have to pay attention to what's going on with resourcing or the people side of those plans. So I don't know of any other incentive than that, and I hope the goal is not to be an outstanding workforce planner. I hope the goal is to be able to have something that anticipates what happens if I lose my core skills. So I -- you know, I think it's -- it ought to be very practical. 
 
 G. Dreier: There is another side.  Managers for a long time, this isn't new to management. Workforce planning, managing their skills, their human resources, their work, that's part of their job and they have been doing that for years. What we are talking about now is trying to incorporate some systematic approaches, include some more data and information we have hadn't the opportunity to acquire in the past, and apply all that and so I think the incentives have always been there for managers to do that, especially with our budget planning system which is more project oriented for new work, it becomes even more integral to them to be -- to get an effective budget for next year, to have this kind of information at hand. So I think it's always been there but I think it's becoming more critical as time goes on. 
 
 J. Romero: I really agree with Gary. Ok. What I want to do, then, unless there's other questions out there, which, of course, you know we're willing to entertain, I would like to turn you to your workbook on page 30, and in your workbook there's an exercise there that I call "organizational scan," and I want to back up to what we've been talking about, and what we've been talking about is how do you go back to the model that very first part that says, what are we going to do in the future? And using a team to do that, then how do you take a look at the internal and external environment?  So if you turn to page 26, and it's actually 26-30, I would invite you to take a look there and let's kind of walk through and -- an approach, and I want to underscore it's an approach, not the only approach, but if you are going to get some systematic way of looking at your future, here is a tool to help you do that. So if you take a look, step 1 is looking at the external, and if you look at the external, there's a number of factors that are present in the external environment, and we're defining external here as external to BLM. So anything outside of BLM. And some of the questions on page 26 are questions that you can walk through with your team. What's happening in society that could impact you? An example would be, Lew what's happening with terrorists and how has that impacted law enforcement? So what are the societal issues likely to impact us? What's happening in the technology arena? I mentioned GPS and GIS earlier. What is happening that could impact the BLM. Talk about systems architecture and that would be another one, how is it likely time pact you? What's happening in the economic environment that could impact you? What's happening in the political arena that could impact you? So I have found by starting with those kinds of questions, it creates some very good discussion about things that are happening, and then you go on to  say, if these are, through a brainstorm, some things that could impact us, how well, or how satisfied are we that we're paying adequate attention to those factors? Now, clearly you can't change what's going on, or you have some influence but not a whole lot, about some of those factors, but the question becomes, are there things that we could be doing to pay attention to those factors and how well are we doing that now? Would I give us a high mark? Would I give us a medium mark? Or would I give Oslo mark? Let me give you an example. One of the things I hear in my travels around BLM and other agencies is things like, you know, we have the players in Washington changing all the time. It's almost like musical chairs. You know, we think we have an insight, we think we have a contact, we have an advocate, and lo and behold, the chair changes and there's somebody else. That's something that's happening in the political arena. You look at that, and you say, how could that impact us? Well, clearly, we need to be aligned with the influencers, with the decision makers, and you say, how much -- how satisfied are we with how we're dealing with those changes? You say, we're not doing anything, we're being reactive. We hear it, governor faux and move on. So I give Oslo score in how well we're handling that now. Then you go to the next part,  which is the so what. If we're not paying attention to that, are there actions we need to be taking that would help us address or deal with or manage that situation better. One of the actions could be, you know, we are going to spend some intentional effort at creating networks or understanding or getting relationship with people who are new to the arena, and that kind of thing. So you can see the logical sequence of what's going on in the future, how well are we managing and so what? Are there some actions that we can take? You might say there's nothing we can do about it. Or you might say, we could probably do a better job of integrating with the State Office or integrating across field offices, depending on what the issues are. So in a nutshell, the organizational scan exercise is intended to have you look at externally and then internally at what are the issues. Now, I want to quickly go over the internal scan, and then I know there's somewhat of an expert out in the audience, so I'm going to call on him. If you look at page 30, this is a worksheet that you all have that you can use in your own location and I'm moving over to the Elmo. Elmo has become my friend here. This is a worksheet intended to help you document just what we've been talking about. So for the external, the impact issue is changing players, and we said for talking purposes that our assessment of how well  we're paying attention to this would be kind of low, and the actions to address it might be to "create or develop networks." So that you can be in a good position to influence the resourcing and the budget and all of that kind of stuff. So, again, this sheet is intended just to give you a worksheet as you have those discussions with your team. Now, I want to focus on talking about the internal scan process and that's on page 31, and the logic is the same, but essentially what we're talking about here is that you start looking internal to your own organization, and you say, what are our strengths and what are our weaknesses? What opportunities do we have? What threats do we face? And you start to walk through the same kind of logic, what attention should we be paying to some of these internal factors? An example of that might be, one of our weaknesses is or our threats, either one, is that we are losing some critical skill in realty, and right now we're just letting it happen. So I would give Oslo grade on dealing with it and some possible action might be, what if you created a job family within the realty occupation? Or what if you did a lot of focussing on development to make sure that you're bringing people up behind those realty specialists that are likely to leave in the next few years? So you can see, it's intended to be a tool to help you do a little bit of assessment about the future and what's coming. Now, I mentioned an expert out  in the audience. I know that E.K. James -- E.K., are you out there? 
 
 Caller: (inaudible) 
 
 J. Romero: Hi, E.K. 
 
 Caller: How you doing? 
 
 J. Romero: All right. Last time I saw you was in Denver a while back. The reason I called on E.K. is because E.K. has also done a lot of strategic planning and he has worked very closely with what he calls the futuring exercise and it is, again, another tool to help you visually capture the brainstorming that you do. So E.K., I know I didn't ask you this ahead of time, but would you be willing to talk a little bit about your futuring exercise and how it ties to what I'm talking about and how folks might use to it engage the team in looking ahead? 
 
 Caller: Yeah, let me just talk a little about the futures wheel, also called an implications wheel and it's a simple tool, but it's very powerful, and what it's based on is most of us consider change in a linear fashion, but truly change is like dropping a rock in a pond and ripples go everywhere. Most of us are pretty good at estimating what people call a first-order change effort. In fact, if you looked on page 28 on the influences on future requirements, and we've got expanded recreation demand, we know that's happening. Increased urban fir base, that's common talk in BLM. But what a futures wheel will do for you is help you figure out what the second, third and fourth implications are of  change and it's a brainstorming exercise, and if you do it -- if you do your brainstorm, don't try to critique anybody's comments, just go through the exercise, and then kind of see if -- you will begin to probably see trends or counter-trends or all kinds of things. Couple rules of thumb, if anybody just puts good news up in the futures wheel, you can guarantee that's not going to be true. So kind of make yourself look for some bad news. If you see all bad news, then make yourself look for a little good news. But it's a very simple tool, it's very powerful. If you're going to use it, use witness your team. If you see -- use it with your team. If you see influences that somebody on the team knows more about, get a group them together and then you can see the different perceptions of how something is going to play out in the future. I remember using one of these many times ago under an Assistant Secretary and he had just issued an instruction memo, and we went through this futures wheel with him, and his mouth flew wide open. He said, if we would have done these -- we have big problems with this instruction memo. If we had done this wheel, we could have seen and it never sent it out. So it's a simple tool and it helps you think in a non-traditional way about the implications of change. That's what it's all about.  
 
 G. Dreier: E.K., how far do you generally take this tool out to where you say, we're at the point writ doesn't make much more value us to. 
 
 Caller: Usually if you take it out four circles, you will start to see something, the circles will start doubling back. On the one we've got here -- if you take it out about four circles, you are probably going to find some trends, enough that you can begin to get a little bit of a notion what really is going to happen. Let's what we have here on western growth. We're out to water rights -- I move that -- from water rights disputes I would go out at least one or two more, especially keeping in mind, what does this mean to BLM? Because it can mean a lot of things. But don't confine your comments to just what it means to BLM, because it's those third and fourth order impacts that really surprise us. Again, most of us are really aware of the first order impacts, we plan against those, then you'll hear people say, that came off the wall. Well, it really didn't come off the wall. It's kind of natural causation from what happened before. 
 
 J. Romero: Great point. I want to check in with my audience now because I don't want us to get lost here in the detail. What I really want to focus on is, again, what we're trying to do here is give you some very practical tools for how to get  started with your team going back to the model that says start with your future issues so that you can eventually work to capability. So I want to do a check with my audience. Any questions, comments, insights about what we're talking about? 
 
 Caller: Can I just say one more thing about the futures wheel? If you do a futures wheel, all of a sudden, you understand there no one future. There's a bunch of possible futures throughout and it all depends on individual decisions by individual people about how that future evolves. Then you can see the power of good planning and good see making by individuals. 
 
 J. Romero: A great point. Thank you, E.K. So, again, what I want to do, unless there's something else, and which point I know you're not shy, what we have been doing is trying to give you a variety of approaches to help the team get going and I want to show you a summary of what one of these might look like. We had up on the Elmo the futures wheel and you could see how it was beginning to move out, and on the slide that's up right now, it talks about the summary of the external scan that we talked about, and here is a series of three impact issues. The grade that you've given yourselves and don't be too hard on yourselves, try to be as honest as you can, and then some possible actions to address. We talked about the decision  makers. One we haven't talked about is, you know, another huge issue might be potential loss of funds. Because of homeland security. And you say, well, gosh, what in the world could we do about that? Well, one of the thing you might be able to do is to develop somewhat-if scenarios to help prepare for what might happen. So that's how it ties back to workforce planning. So, again n your book you've got a wrap-up summary of both the external and the internal. If you take a look at the internal examples, we talked about the realty specialists, but one of the things you might say in looking at your internal environment is that you don't have enough experience in writing contracts and so you say again, we're not paying too much attention to that. What we probably ought to be doing is identifying options for getting our core skills up to date, our C.O.R. skills, again this will be tailored to whatever it is you are concerned with and what I want to do is now give you a chance to try this out at your site, whether your in Nome or Safford. I want to give you a little exercise and the exercise is on page 30 of your workbook. What we have here again are the sample sheets, but what I'm going to ask you to do is at your site, in small groups, so if you're already a small group, you have three to six people, hang around for a few minutes and talk about it. If you are 12 people or a larger  group, divide yourself up into smaller subsets and practice what we've asked you to do. That is, take a look at your external and internal factors and begin to ask yourself the questions, what are they, what are those issues, how are they likely to impact us, which are the ones that are most critical, how well are we addressing those now and what are we going to do about it? So go ahead, Gary. 
 
 G. Dreier: Also by like to emphasize a couple things and that would be start out with the future wheel. I think it's a good tool and the reason we've selected it is because it's successful and easy and it's very visual and you can get a feel for some of the issues very quickly. Then apply that to your external sheet. Then after you then build those relationships, then we can talk about how all this fits with the internal. So in this first go around I think they're going to talk and go through the future wheel and produce an external sheet for us, is that right? 
 
 J. Romero: That's correct. What we want to do is give you ten minutes to think about -- ten minutes to think about what are those issues in the external environment, you might want to use the futures wheel, to draw it so that you can see it and then summarize it into the worksheet on page 30. So I'm going to give you ten minutes at your location to practice this and to begin to have some of that rich discussion about it.  We're going to come back, and then we're going to give you some homework so that you can continue the process for how to get started. What I want to do then is let you know that you're going to be working at your location. If you take a look up here on the screen, there are some instructions for what I'm asking you to do. First of all, if you're a small group, if you're working by yourself, work by yourself, if you're in larger groups, get into smaller groups. But the first step here and I will leave this up on the screen s to consider -- this is the external -- nope, I'm -- consider your internal factors and list out your strengths, your weaknesses, your opportunities and your threats, select three to five issues in each area, self-assess your satisfaction with the issues, how well you're addressing them and assign yourself a high, a medium or a low, and then use the form on page 33 to complete your possible actions. 
 
 G. Dreier: Page 30 -- 
 
 J. Romero: Page 30 on this particular one. 33 is for the internal and we're asking you to start with the external. So I'm going to give you ten minutes to do that and before I set you out to do that, let me just check in with you. Any question about what we're ask you to do or what the product is? 
 
 G. Dreier: Let me interject before we get Tom questions, right now we are trying to get at the work, primarily.  As we progress through it tomorrow and the day after, we will be focussing more on the workforce but there are some issues that come in at work, ask and I realize that, but the first focus is trying to spec lit where the work is going to happen, what kind of work, what the influences are against that work, and then we can start defining the skills that will be need to do -- that will be required to accomplish and do AUM work. 
 
 J. Romero: I think that's well said. Again, we're asking for this exercise, focus on the external environment and what issues are likely to impact you, the work. So any questions before we get started? You're frighteningly silent. 
 
 Caller: This is Bill in Idaho if that it's external, don't put your internal sheet pup. 
 
 J. Romero: That's my dilemma. In fact, I wanted you to see the instructions but ignore the internal because we are asking external. 
 
 G. Dreier: We will put up the correct instructions to make sure you have it right. 
 
 J. Romero: Anything else? Ok. I'm going to trust that you're going to have a rich and meaningful discussion about the external environment and the factors. So we're going to give you ten minutes starting now and if you have questions as you go along, Gary and I will be sitting here, so feel free to dive in. 
 
 J. Romero: Welcome back.  I know the limitations of doing live broadcasts, and I hope that everybody hasn't run out the door during the break. So people that are there, talk to me. Tell me what did you get out of that -- were you able to make any progress? 
 
 Caller: This is Melissa in Denver. One of the things we identified as an impact is increased litigation, water rights, just a wide range of things, and -- what we identified was a low to medium response on our part, and some ideas we had was we're going to have look at shifting our resources to be able to better respond to litigation. It's unfortunate, but since we're making an assumption on a budget -- on a flat budget, we need to address that and we saw that particularly with Kovell (sp) where we had to spend a lot of cash on new servers and other things. 
 
 J. Romero: I think that's a good example and frankly as you start looking ahead in the far future, again, again, how far do you look, one of the things I have been thinking about as it relates to litigation is are there some things that you could do now to get in front of, I.E., preventative, so that in the future you don't have to just drag all the resources over to litigation, and I know that's almost a rhetorical question, but -- 
 
 Caller: Actually, it's not. One of the things we talked about is the legislating away certain appeal rights to be able -- obviously a political response to what many people  perceived as the reason why we couldn't deal with our field issue. So that was part of our dialogue on the increased litigation. Maybe a decreased one with legislation from Congress. 
 
 J. Romero: Really nice. Can you see that example of how strategic they got? They very quickly got into thinking strategy issues. So anybody else? Thank you. Good example. Anybody else? 
 
 Caller: We ran a futures wheel. We began to run a futures wheel in Washington, and we took -- implementing the national energy policy and we began to run our wheel, and the first order impacts were updating computer equipment because we defined some indications of the national energy policy push was making more lands available for energy, also speeding up existing processes. Society first order impacts were update computer equipment. We also realized it's going to create more conflicts, which Melissa just picked up. Less regulations of oil and gas, there will be a push for that. There will be a push for faster land use planning and more standardized formatting and processes and techniques and things. And we came off the update computer equipment and picked up on more skills and contracts. Again, we didn't have time to finish everything, but I think what we got out of it is how you can see that ripple impact, all kinds of changes coming from an  external environmental push. 
 
 J. Romero: Well said, E.K. So, again, if you think about where we are in the process, where we are is backing up and looking around to see how is the future going to impact the work? So good issues, both of them. Any others you might want to share? Because you probably are giving others ideas. 
 
 Caller: Actually, Wyoming also took the president's energy plan, but we took a different vein, from the Middle East situation, rolled into terrorism, reduced foreign oil, increased requests for ADPs, which would result in increased environmentalist activity, resulting in increased litigation, resulting in slowing down the development. 
 
 J. Romero: But, you know, pretty logical stuff, Wyoming. Good job. 
 
 G. Dreier: It also kind of tells you, we know a lot more than we think we do. When you start going through the exercises, I have heard a lot of people saying I can't predict the future, we don't know that stuff. The reality is you know a lot more than you give yourself credit for. Whether it turns out that way, no way to tell but I think you have the right scheme. 
 
 J. Romero: Absolutely. And if we start talking about workforce planning, what we are saying is if you start predicting that the work in NEPA is going to increase, what -- so what for workforce planning? It may mean you're going to have to either focus specific people  to do nothing but NEPA or you're going to have to think about contracting out parts of NEPA or you're going to have to think about how do we build our skill in doing the analysis? So there's a variety of implications that eventually you'll get to, but based on the work. So you can contrast with that straight vacancy management and it's quite different. Ok. So very, very good job. What we realized, I think it was Wyoming that said, you know, we didn't have enough time, and that's right. We didn't have enough time. But what we wanted to do was get you started in thinking about it so that you could tie back to what does this mean for us as we think about workforce plans. The other side of that equation is the internal piece, and so if you look at your -- and people seem to like that internal environment. So what we're going to do is give you some homework, and we will start out tomorrow morning by asking for some feedback on how you did with the same exercise except focused on the internal. So if you look at the instructions, if we can get those up on the screen, it's the instructions turned to the internal. Consider your internal factors, list your strengths, your weaknesses, your opportunities and your threats. Opposite page 31. Identify or select the top issues in each area, top meaning  the most significant likely to have the most impact. Decide how well you're addressing those now, high, medium or low. Then you're going to use the form on page 33 to complete and -- I'll give you a little sample here. On page 33 -- 
 
 G. Dreier: If I could add, make sure -- we'll go off the air before this is completely done, make sure everybody understands directions before we give occupy them here today. So if you don't have them in front of you, be sure you have them written down. 
 
 J. Romero: Good point, Gary. Then we're going to ask you to fax in your homework. So what we're hoping is you can stick around for 10, 15, 20 minutes, whatever you can spare to kind of work through this exercise and then fax into it us because tomorrow morning that's where we're going to start. We're going to start by reviewing some of the homework that you've done. The phone number is up on the right-hand corner of the page.  It's circled on your screen there. The fax number is 602-906. 
 
> 5701. So, again, our intention here is to get you to think about the work and how the factors internally and externally are going to impact the work in the future, and our hope is that that will be a way to CATALYZE the work that needs to be done in getting started.  So we are now getting to the end of our session here today, but before we close out, we do want to check in with you, and we want to find out, because we're going to be together for three days, we would like to know, are there specific things that you're able to take out of this morning? And there are some suggestions for how we might do better, in other words, what would you like to see more of and less of tomorrow? So give us some feedback. We've been talking to a camera for the last three hours and we would like to hear from you now in terms of was this a good use of your time? What do you want to see more of and less of tomorrow. 
 
 G. Dreier: And while we are talking about this, we will put the instructions up so everybody can have them while we're talking about where we are in the process right now. Let me add something else. Moving to the internal now, I think it is going to start getting more toward the workforce issues. The external is mostly all the work, and when we start talking internal, it starts making that translation between the work and the worker. So we're starting to come together for what we'll do over the next couple days. 
 
 J. Romero: Good point. So let me hear from some of you out there. Provided you're still there. Weaver no feedback. 
 
 G. Dreier: I guess we will use your forms as your feedback and we would appreciate it as  soon as you are finished to fax them in. Don't wait for tomorrow. Maybe a quick recap of what we're going to do tomorrow. 
 
 J. Romero: Before we go into the recap of tomorrow, I would like to do a bit of a summary about today. We came together and we started to talk about what is workforce planning. So hopefully you got some kind of a good understanding of what is it and why should I care about it. We also emphasized the notion of focussing on the work versus the position, and we also talked about your doing some assessment of what's the implication of the work changes that are coming. We also talked about team and the idea of how to get started using a team and gave you some ideas for thinking about the future, whether it was the futuring wheel or the internal/external scan. So tomorrow we're not going to focus on so much about the work itself, but move more into the data analysis and what it is that you have to do as the next step. So, Gary, how would you encapsulate tomorrow? 
 
 G. Dreier: Tomorrow when we make our first real translation to the workforce and we will be talking first about the current workforce and be using what I consider some hard data. We will be doing some exercises based on and that trying to do that tie between work and worker based on the data we have from cost management. From that, we will move into talking about the gap and that's  a big area you want to focus on. 
 
 J. Romero: It is an area I think is critical. So as we close down, we are probably about three minutes, four minutes, ahead of schedule and so if there's any open questions, issues, concerns, anything that you all would like to discuss about what we've covered or what we plan to cover, this is a little bit of time for you to do that. 
 
 Caller: This is Russ in Idaho falls. I have a question on page 31, the questions, third one down, it says what opportunities does your organization question mark. What is the rest of the question? 
 
 J. Romero: That's what I like about having a broad audience. They find all the loopholes. 
 
 G. Dreier: Is that? 
 
 J. Romero: Page 30, right? 
 
 Caller: Page 31. 
 
 J. Romero: You have an interesting reverberation. 
 
 G. Dreier: We just got a big reverberation here. 
 
 J. Romero: Let me make sure I'm with you, Russ. Can you tell us where on page 31 you are? Ah, there, I see it. What opportunities -- it should say what opportunities does your organization have? In other words, what are the opportunities that we're facing, that we could take advantage of. So thanks for catching that. Would it say, "What opportunities does your organization have as you look at the future?" Good observation. Good catch.  Anything else that anybody wants to say? Because I want to point out your book also has another piece of information that you might find useful as you think about the future. So let me entertain any questions -- 
 
 G. Dreier: I think -- we're sounding like we're getting a big feedback on the loop and let's give them the information and wrap up today. 
 
 J. Romero: Ok. Page 34 and page 35 are entitled "work of the future," and what this is, it's a series of questions that you can ask yourself to begin to better flesh out what's coming. I think that's a way to say it. So there's a whole -- almost a page and a half of questions that you as a group can consider to help you flesh out what's coming in the future. So with that, I'm going to wrap down. We have a little under three minutes. So if there's anything else, the mics will remain open, if anybody wants to comment or find anything else that we need to address. 
 
 G. Dreier: Again, tomorrow, 9:00 -- our time 9:00, Phoenix. So we'll see you again. 
 
 J. Romero: We'll see you in the morning then. Thank you. Thank you for sticking with it, those of you that did. And we'll look for your homework. 
 
 G. Dreier: Most certainly. You have to grade it, right? 
 
 J. Romero: Oh, yes, I will be issuing grades.   

