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EXECUTIVE SUMMARY
In 2005 and 2006, surveys and interviews were conducted with FIA Program Managers, current and former band members, and non-band members, to assess the current FIA band system.  Utilizing these findings, the National Band Improvement Task Team developed the following options (in prioritized order) for improving the National FIA program:

1. Reconstitute the bands with a new structure and modified membership.

2. Dissolve the bands and establish national positions that report to the National Program Leader (NPL).

3. Dissolve the bands and establish national positions that report to a national coordinator (who reports to the NPL).

These options were discussed at the June 2006 National FIA Core Team Meeting in Louisville, KY.  After discussions within the National FIA Core Team, a decision was to accept a modified option 1 with some additional details.  The central focus of this modified option 1 is that the bands would continue to function in an oversight role and we will establish Core Teams for each Band similar to the National FIA Core Team and the National FIA Management Team.  This distinction relies on a smaller band structure composed of section heads or group leaders from each of the four regional FIA programs.  This is critical because these individuals have the opportunity and responsibility to assign personnel, allocate staffs’ time, and commit resources.
FIA partners, cooperators, and collaborators would still function as part of each of the Bands in a direction setting advisory role to each of the Bands.  How this will be achieved is addressed in the roles and responsibilities of the Full Band (page 4). Members of each larger Band could also provide 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.

Task teams are still an important component of the modified option 1.  Task teams will deal with discreet projects and will, in general, be of limited duration.  In contrast, the Bands will be standing committees/positions that will be responsible for the maintenance and advancement of general functional areas.
In addition to issues associated with the structuring and functioning of bands, other aspects to the bands were identified.  These issues centered around numerous systems barriers (e.g., regional work load, accountability, inadequate training) that have significantly contributed to the problems in the current Band system.  These issues have also been addressed in modified option 1 proposal.  
The National FIA Core Team would like to commend the members of the Band Review Committee for their efforts.  The Band survey and subsequent report were well-designed and structured.  This document relies heavily on that groups’ report. 
RESTRUCTURED BANDS – Modified Option 1
The identified purpose of the bands is:

To foster the collection, processing, storage, and reporting of FIA information in a nationally consistent and highly credible manner in a timely manner and increasing the cost-effectiveness of the national FIA program consistent with the FIA strategic plan.

.
Bands, task teams, and Program Managers (PMs) are the stewards of the whole National FIA program.  The National FIA program should be a synergistic union of the regional work units and FIA partners (i.e. States, National Forest System, State and Private Forestry, and non-governmental research organization).  Participating on a band should be a positive experience, not a negative one as it is frequently regarded currently.  

The bands have a useful purpose and mission, but are problematic as they currently exist.  Currently the bands tend to be low performing, expensive, a negative experience for many members, time consuming, lack accountability, lack results, and have little direction.  As a result of this situation, the bands need to be reconstituted to improve their effectiveness.
Reconstitute the bands in the following manner:  

· Development of a larger Band with members from partner groups such as, state agencies, S&PF, NFS, etc. These members may also serve on task teams.
· Bands can request or invite any individual to a limited number of meetings without making that person an official member of the band.

· Every band needs a clear charter established and approved by PM’s.
· Keep core band membership small; four FIA members representing each regional FIA Programs.  This group will be known as the Core Band.
· Only section heads or group leaders representing each regional FIA Program should serve on the Core Band. 

· Decision making authority.  Core Band members should be empowered to make work assignment decisions without needing to check with their supervisor and/or PM.
· Tasking authority. Core Band members should be able to accept tasks for themselves or be able to task a staff member to perform the task. 
· Band and task team performance will be incorporated into every FIA member’s performance appraisal.  

· All Core Band members should receive training to improve their meetings, leadership, phone calls, and processes.

In this modified option 1 there would only be four Bands.  The Remote Sensing and Statistics Bands would be combined into a Methods and Techniques Band.  The current structure and potential membership of each band is as follows:

Leadership matrix for the new Band structure:
	

	PNW


	NRS
	IW
	SRS

	PM CORE TEAM
	Willits
	May
	Wilson
	Burkman

	DATA ACQ.
	Koleser
	D. Alerich
	Rhoads
	Trenda

	ANALYSIS
	Campbell
	McWilliams
	Shaw
	Sheffield

	INFO. MGT.
	Breazeale
	Frieswyk 
	Woudenberg
	A. Conner

	METHODS/TECH
	Winterberger
	Hoppus
	Moisen
	Coulston


The core band will include four national leaders, theses members are the National Program Leader, the National Band Conductor, the National IM Leader and the National QA Leader. Barb O’Connell will serve as the national band conductor.  She will report to the national core team lead by the Greg Reams the National Program Leader and the four FIA unit program mangers.  The IM Band has 5 core team member because it is different than the other Bands due to its three long-term standing teams (Portable Data Recorder (PDR) Team, Development (D) Team responsible for NIMS, and the Data Distribution (DD) Team). Chuck Liff leads this effort and is a full-time national lead. In order to fit the Information Management Band into the new Band structure without losing current momentum Chuck Liff will 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 Band members on the IMB core team. Liff will retain national oversight of the national development activities and CIO/IRM/ISO. The national lead for QA, Phyllis Adams  will also be a member of the national core band.  
It needs to be emphasized that ‘full band’ support is extremely important.   There is some concern for the future as the positions are filled with different people over time, because of the breadth of knowledge and experience required on top of the important job of bringing regional knowledge to the table.  It also takes a breadth of perspective.  Therefore a recommendation is that ‘core band’ membership be reviewed regularly.

Another consideration in merging the remote sensing band and statistics band is the number of issues being dealt with by METHODS/TECH ‘core band’. However, there are a number of areas of overlap and a merged core band would be effective in coordinating such efforts.
The following identifies the components of the Full Bands, Core Bands and Task Teams:
Full Band
· Long-term

· Maintenance of functional areas
· Change proposal review. 
· Direction setting advisory role. It should be emphasized that ‘core band’ acts on input from ‘full band’ and that existing programs/projects MUST be taken into full consideration and accommodated.)
Core Band

· Steering group 

· Coordination between Bands
· Composed of section heads/group leaders from regional FIA programs. Depending on ‘core band’ member expertise, that individual may need more contact with local members of ‘full band’)
· Chartering of Task Teams
Task Teams





· Defined timelines
· Discrete products
· Develop change proposals

· Directed activities 

· Focused activities within task team charter

· Can involve any member of the FIA units and/or can include partners, cooperators, etc.

Core Teams: 

Leadership of the Core Band Teams will rotate annually between the four individuals of the Band.  The PM Core Team liaison would also rotate following with each of the Band Leads.  It is also imperative that both the PM and the Band Members communicate with individuals within each of their Regional FIA Programs.
For the Information Management (IM) Core Team, there will be five core members. Chuck Liff is the National Leader of Information Management and he will be a full member of the IM Core Team. The annual rotation of Core Band leadership will rotate among the five.

Once a year, the National FIA Core Team would meet jointly with all of the Core Bands.  The purpose of this session will be to set agreed upon goals of the National FIA Program which may include the chartering of additional Task Teams to accomplish these goals.

Full Bands:

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.

The Full Bands will meet once annually and hold quarterly teleconferences (at a minimum).

The functioning of Bands would include an annual plan of work.  This plan of work would structure each Bands’ activities for the upcoming year.  A possible structure for this activity would be as below.
· Each Band would determine the annual priorities either through a compilation of Unit issues and/or through National FIA Program needs assessments.

· Each Band would need to build in flex time for unexpected assignments, or special tasks.
· The National FIA Core Team would refine and attribute costs/time/resources.

· These become work focus of bands, task teams, and staffs.

Accountability has been a major negative component of the previous Band structure.  In the modified option 1, accountability will be addressed in the following manner:
· Annually each Band will conduct a self-evaluation.

· Core Band members and FIA Task Team members will have National roles built into annual performance plans.
· Evaluation of Band by the National FIA Core Team for Band accomplishments.
Task Teams:
Task teams are still an important component of the band process but have different goals and objectives.  
Task Teams may be chartered by a Band or Bands or the PM Core Team.  Task Teams have a tighter time frame with specified deliverables.  There are two types of task teams:
1. Inter-band Task Team which report to the National FIA Core Team and all Bands.
2. Intra-band Task Team which reports to a specific Band. This information would be shared with the National Core Team and all Bands.
Current Task Teams such as the D-Team, Attribute Assessment Team, and PDR Team will function as Task Teams with a longer time-frame.  Components of the Statistics Band could be re-constituted as a Statistics Advisory Task Team within the Methods and Techniques Band.  Existing long-term Task Teams would be assigned to an existing Band for oversight and direction.

National Band Coordinator:

One additional position is necessary in modified option 1, a National Band Coordinator position.  This position would function as staff to the National Bands.  Duties would include processing change proposals, communication of Band activities within FIA (including regular conference calls) and to external partners and cooperators.  Additional functions could include coordination and posting information to the National Band websites.  This position could be located within one of the regional FIA Programs.
CHARTERING

All Bands and Task Teams need to be chartered.  This chartering process will address many of the negative themes identified in the survey and prevent a host of new or similar problems from forming.  Some of the key functions of the charters would be define scope of Band and Task Team work with national consistency, efficiency, robustness, and strategic planning being key considerations.

The National FIA Core Team would approve the charter of all Bands and inter-Band Task Teams and the Bands would charter the intra-Band Task Teams.  The National FIA Core Team would develop the basic framework for each Bands charter and then the Bands would discuss the rest of the chartering items within their Band and provide the necessary detail for the Band to function and similarly for the Task Teams.

TRAINING

Although restructuring the Bands will solve some of the problems, many of the consistent negative themes from the Band survey will not be addressed by any change in structure (i.e., accountability, lack of leadership, lack of performance, lack of vision, etc.).  These issues are best addressed by training to avoid or prevent these issues in the future.  Therefore, all newly formed or reconstituted Bands and Task Teams should be provided with training and chartering to help them be successful and avoid many of the pitfalls previously encountered.  
All Core Band members should receive training on:

· Chartering

· Initial Teambuilding

· Meeting Facilitation
· Project Management
Task Team leaders would need to have training on Chartering and Meeting Facilitation.  Some long-term Task Teams may need these two training activities and possibly some additional training.

Other optional training may include:

· Time Management

· Conflict Resolution

· Emotional Competency

· 7 Habits
TIMELINE

Once the PMs agree to the content of the Band restructuring plan, timelines on the enactment of the Leadership matrix, chartering, teambuilding, training, etc. need to be developed.  This is the next action for the Bands and can be appended to this document.  The decision to continue with current planned band activities would be determined on a case-by-case basis.  FY07 would be a transition year with full implementation planned for FY08.  The FY07 individual annual performance plan between the PM Core Team members and their section heads/group leaders will be used to initiate the formal process.  
SUMMARY COMMENTS
The band restructuring has the potential to improve FIA. However, restructuring can only improve the probability of success through coordinated teamwork. Restructuring, by itself, does not guarantee that success. Success ultimately depends on the leadership of the PM Core Team, each of the four Core Band Teams, the four Full Bands, and the Task Teams.
There have numerous concerns among FIA scientists who are evaluated under a scientific panel review system.  This especially true, given that much of the band participation may not result in scientific publications. However, contributions to Bands and Task Teams by FIA's scientists with Position Descriptions under the RGEG should generally satisfy the definition of "research-related assignments." This is based on FSM 6151.3 and FSH 6109.15, Chapter 30 of the Position Classification Handbook, and “Guide for Preparing Research Scientist Position Descriptions and Conducting Research Grade Evaluation Panels For Forest Service” October 10, 2000 http://fsweb.wo.fs.fed.us/rd/rdpi/rdpi.htm. The following quotes from the FS RGEG Guide should be added to the new Band charters. This would clarify the relationship between RGEG PDs and participation in the Bands and Task Teams:

"It is important that the scientist and the immediate supervisor clearly understand the impact of any special assignment prior to agreeing to accept it or to approve it."

"The scientist should receive a letter describing the duties and expected length of the special assignment to document participation."
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