Information Management comments:

Band Member Comments:

Add a Fifth Member (Chuck Liff) to the Core IMB:

This recognizes that the IMB is different, in that it has several production teams. Liff is coordinating the production effort.  The criteria for core band membership are decision making and tasking authority.  Liff oversee the UNLV staff (the only true national staff in FIA), thus meeting the tasking authority criteria.  

Propose that the IMB go back to rotating band leadership with a 1 year term.  The leadership will be rotated between the five core members.  This will have the advantage of giving all the FIA IT section heads national leadership experience.  

The IMB and band leader will handle standard band business (e.g., change proposals, calls, meetings, etc.).  As National IM Coordinator, Liff will focus on National IM production effort (tasking UNLV staff, coordinating the various development efforts, point of contact with IRM, etc.)

Response:  Agree, done.
FIA Program Managers Comments:
The IM Band is different than the other Bands what with it's subbands, troika, full-time national lead, the fact that it actually functions and does production work, etc.

In order to fit the IMB into the new Band structure without upsetting the apple cart too much, I suggest that Chuck Liff become part of the core team.  He has line authority over the UNLV group and can bring resources to the table just like the other 4 Unit reps on the IMB core team.  I'm also assuming Chuck would heartily embrace the idea of the day-to-day Band orchestration duties rotating through the 5 core reps. However, it would be a mistake in my opinion to rotate the oversight of the national development acitivites or CIO/IRM/ISO activities thru the neophytes.  Somebody has to keep an eye on the bigger picture while the rest wallow in the day to day grind of the production effort and Chuck is that person...that's why we hired him.  Looking out a few years we might wonder why the other bands don't have a full-time big picture person?  Anyway, let's make a few minor tweaks so we don't break the IM Band in the process trying to fix it.  
Leadership of  the day to day grind of band business can rotate across all 5 core team reps, but Chuck needs to remain the point person for the bigger picture national development effort, how it fits with the move to NITC, how we continue to play in the sandbox with the CIO/IRM/ISO teams...we are too far down these roads to upset the apple carts with new assignments.

Chuck would provide leadership for the IM piece integration (triad), UNLV oversight, national FS processes (CIO) while the "band"/core team lead would rotate between Units as planned.   I fully support this.  We discussed this very concept early on when the idea of the band core team emerged, but somehow it fell through the cracks when we put the teams together

Response:  Agree, done.

FIA Band Member comment:

Create a Map Products/Spatial Band

There is a push for more map/spatial products in FIA.  Those functions are distributed between the IMB and RSB.  In the new structure, it will be in Methods/Techniques.  These functions are important enough that there is a need for either a Band or a permanent task team.

Response:  Agree that Map Products and other Spatial products need to be accelerated. Adding a task team seems a logical route and these needs can best be addressed through the new band restructuring of commissioning task teams.

Interior West - State Partner Comments:

1. First, I have to support the overall idea of revising the Band structure.  I think things have been going very slowly with the current structure and some change is needed.

Response:  Agree. We’re trying to change it for the better.
2.  I would like to suggest a combined process involving both choice 1. - reconstitute the bands; and choice 2. - dissolve the bands and create national positions that report the the NPL.  Specifically, I would support your creating the Core Teams as described if you added partner categories and named someone (a FS employee) to be the national leader for each Team. Those national leaders should report to you. 

For example, create the PM Core Team made up of Willits, Wilson, Burkman, and May and name one of them as the 2007 National Core Team Leader for all of the Teams.  You can certainly rotate that function between the PMs if that would work for both you and them.  You may also want to name a national leader for each of the Teams.  If that group could answer directly to you, or in some shared way with their individual station leaders, I think that would help speed up communications.

Response:  Interesting proposal it would take some negotiations with the Station Directors and Program Managers for the PM’s to report to the FIA National Program Manager. The Regional Program Managers currently report either a Station Director or Assistant Station Director.  In the likelihood that reporting to the National Program Manager is not feasible, we have chosen the option where the FIA PM’s lead the Core Bands. The need to have partner input and representation on the bands is handled by having partners on the Full Bands. Partner participation is very crucial in identifying performance in program delivery and emerging information and reporting needs.  This is best handled by Full Band participation,
I am concerned that the Core Band (or Team) will become the functional unit and partners and other staff will end up just reacting to or validating the decisions made by the Core Teams.  I am not a FS employee but as a partner I believe that the Analysis Band members have listened to my input and taken it into account when decisions were made.  

Response: The Full Band which includes partners sets direction for tasks and change proposals that the Core Team.  We also have the FIA MT to address this issue.
I know that having one or more of the technical staff from each of the units involved in all of the discussions has greatly slowed progress.  The points they bring up are, in my experience anyway, nearly always well intentioned and valid but they almost always come from the "lets go slow and make sure we don't make any mistakes" perspective.  I certainly am not advocating making mistakes but I think we need to adopt a "lets identify our goals and then accomplish them" approach.  The Bands have not always done that.

Response: We’ve all noticed this as well. Each Band will be chartered to accomplish goals in a timely manner.  The working credo needs to be “get er done!”.
I believe we need to move ahead to establish an annual process in every state with a true national core.  Clearly we need to provide a way to incorporate regional or even state level variations but the driver needs to be the national core.  We are not there yet and I don't know how many more years we will be given to get there.  Streamlining the bands is one thing we can do to help move things along.

Response: We believe that the proposed re-structuring of the bands does as you advise.
Pacific Northwest - State Partner Comments:

General comments --

1.   I agree that smaller and more focused Bands would help with national consistency, robustness, and strategic planning.

Response: Agree.
2.   Having Band structures with chains of command focused on producing products would be a great improvement. 
 Response: Agree.
3.   While reading the document I kept having the feeling that connections with regional and statewide issues would be lost.

Response: The major restructuring is at the core band level.  Very few partners are engaged in the day-to-day work of executing change proposals. Regional and statewide issues are best brought forward through the Full Bands, your regional management team or through the National FIA Management Team.
4.   FIA seems to be going in the direction of more internal decision making.  With development of the FIA Core Team, the role of the FIA management team appears to be lessened.  The same appears to be the case with the the Band restricting plan.  The last Client Meeting seemed hardwired to minimize dissent and few nontraditional FIA clients or partners attended (I don't remember seeing any environmental group representatives at the meeting, and I don't consider the Heinz Center folks to be environmental representatives).  This reinforces my impression that FIA is becoming more inward looking and denigrating regional interests.  While this makes FIA's job easier in the short term, it has become an expensive program and requires as much regional support as possible to sustain needed budgets.  I challenge FIA to become more proactive in involving outsiders in all national decision making processes, from the Bands through the Management Team. 

Response: Seems that points in 4 are connected to 3. The major restructuring is at the core band level.  Very few partners are engaged in the day-to-day work of executing change proposals. Regional and statewide issues are best brought forward through your regional management team and through the National FIA Management Team.
5. It would be useful to know how this new Band structure would address important issues such as mortality, variable modeling to a common date, etc.

Response: By bringing needs to the Fuller Band, communicating those to the FIA sections heads that work on both the Fuller and Core Bands.  The Core Bands assign FIA personnel to a task team of the correct size, skills and abilities to accomplish the task in a timely manner.
Specific comments --

1.   More specificity is needed about the roles of FIA partners, cooperators, and collaborators.  My fear is that the cooperators are extremely busy and if relegated to a "direction setting advisory" role, they would have neither the expertise nor motivation to provide useful "direction."
Response: We have restructured the bands recognizing that most FIA partners do not have the time to work directly on the day-to-day business of FIA and especially highly technical task specific assignments. If not a “direction setting advisory role” what works better? 
2.   Should the Management Team have a role in approving the Band Charters?

Response: A sound recommendation. 
3.   Combining the Remote Sensing and Statistics Bands seems strange.  Fewer bands would be better, but would not combining the Remote Sensing and Analysis Bands make more sense?  The Statistics Band seems more focused on putting out technical techniques publications while the Remote Sensing and Analysis Bands should be joined at the hip in producing products useful to FIA's clients and partners.

Response:  Historically, the remote sensing and statistical experts have been combined into either the Methods and Techniques Section or Analysis Section.  We had to make a call, and we went with Methods and Techniques due to the need for statistical rigor of the remote sensing work.
4.   I noticed that the PNW Methods/Tech. leadership matrix box was empty.  How will PNW fill this box?

Response:  PNW PM will make the assignment.
5.   How does RSAC fit into this?

Response:  Through the Full Band.  The Core Band and RSAC will work together on specific task teams.
6.   How would regionally proportional FIA and client/partner representation on full Bands be assured?

Response:  FIA partners, cooperators, and collaborators could function as a member of each Full Band.  These individuals would be nominated by their respective organizations, such as NASF, NFS, or State and Private Forestry.  These additional Band members could also nominate individuals for the various task teams necessary to resolve the multitude of issues to move the National FIA Program towards consistency and comparability across the US.

7.   How does the proposed "Rapid Assessment Team" fit into the combined Band structure?

Response:  As a task team.
Thank you for keeping me involved in the process.  I've talked to several folks about this and they had comments similar to mine.
Southern Station - State Partner Comments:

Concern that has been stated is whether it is really necessary to break a

core team away from each full band.  If the major problem has been in having

too many members on the band, many of whom were possibly inactive, then I

would recommend limiting the size of the bands to only include active

members who have the interest and background to provide meaningful input.
Response:  Stated concern of to many members that are inactive is only part of the issues. FIA section heads and supervisors have not always been leaders of the bands.  By structuring the Core Band to be headed by section heads and supervisors, a much more complete accounting of FIA personnel time and effort is possible, and national level and regional level work can be accommodated and scheduled.   
There is some concern that this change will just create another level, another set of meetings, and lost efficiency.  Other than that issue, all the input that I received was supportive.

Response: FIA believes this new structure will coordinate meetings among the section heads and bring a better balance to regional and national workloads,  FIA believes this will improve efficiency.  
Concern that the bands are not chartered to carry out their functions of collecting, processing, reporting and storing FIA data in a timely manner.

Response:  The Band restructuring plan calls for your request.  It will be done, and timely is a key, and will be part of the chartering.
Concern that the proposed band changes will result in another layer of hierarchy in FIA’s already confusing (to outsiders) structure. Likely to result in additional meetings, questions, delays and increase cost.
Response: FIA believes this new structure will coordinate meetings among the section heads and bring a better balance to regional and national workloads,  FIA believes this will improve efficiency.  
Recommends rather than create an additional level of bands, it seems more appropriate to reduce the size of the existing bands and develop ways to make them more effective.
Response: The Full Bands accommodate the need for input and advisory direction from partners, while the Core Bands put FIA section heads and supervisors in charge of the work of task teams.  Task teams are small with the appropriate blend of knowledge, skills and abilities.  
Suggestions to improve the existing bands:

1) members of bands who are not active participants in the day-to-day operations of FIA should be educated or trained.
Response: Sound recommendation for every one on every level.
2) band members not participating regularly should be removed from the band.
Response: This restructuring will do that. May also solve the above comment.
3) band should have clearly defined annual goals with appropriate accountability.
Response: The Core Band restructuring plan will do this.  Each Band will be chartered with goals and accountability.  This is why section heads will lead the Core Bands.
Forest Service’s, State & Private Forestry Comments

Thanks for the opportunity to comment on your Draft FIA Band Re-Structuring Plan.  I think, in general, that your proposed approach will help address performance and accountability issues with the Bands.  I am, however, concerned that the role of partners in the FIA program could be diminished in this restructuring.  If that is not your intent, then you should be more specific in the document about the roles of partners and your expectations regarding their participation.  I made some specific comments and suggested edits in the attached document.
Response: FIA partners, cooperators, and collaborators could function as a member of each Full Band.  These individuals would be nominated by their respective organizations, such as NASF, NFS, or State and Private Forestry.  These additional Band members could also nominate individuals for the various task teams necessary to resolve the multitude of issues to move the National FIA Program towards consistency and comparability across the US. 

We have restructured the bands recognizing that most FIA partners do not have the time to work directly on the day-to-day business of FIA and especially highly technical task specific assignments. If not a “direction setting advisory role” what works better? 
Remote Sensing Band Comments 
The RSB met via conference call on 13 December to discuss several topics of importance.  One of those topics was the band restructuring document.  I'd sent it out to the whole band for comment last week.  I received quite a bit of input from folks, several of whom wanted to remain anonymous.  I've taken those comments and others raised in our call and incorporated them as notes in the attached document.  The notes are identified as being my own and Ray Czaplewski's, but they are a composite of the input I received from all interested parties (there were 15 folks that had input).   Most think that the restructuring idea is a good one.  There is some concern about the potential of overwhelming a group with too large a subject area.  I hope that this helps in the formalization of the restructuring.
Response: Excellent comments and review by the Remote Sensing Band. The concern about the potential of overwhelming a group with too large a subject area by combining remote sensing with statistics in the Methods and Techniques section is interesting.  It seems that this is a somewhat natural mix given the need to provide estimates from maps and that maps need to have a great deal of statistical rigor.  By bringing the two groups together, the hope is that the challenge will be easier now that the organizational barriers in communication have been removed.  Understanding the uncertainty of estimates spatially explicit maps is an area we need to move forward in.
Excellent comments and edits throughout the draft.  Many have been adopted. 
