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INTHODUCTION o

This binder prowdes detailed estlmates on the personnel and budget impact of
Secretary Espy’s proposals to reorganize and streamline the Department of
Agriculture, and narrative information about the operatlng structure and
streamlining efforts of USDA agencies. This information is based on.
mplementatlon plans developed by planning teams for eéach subcabinet area
and submitted to the Secretary during the perlod November 1-15, 1993. In using
this information, recipients should understand that this data is still under review
by the Department and will be further reviewed within the Executive Office of the
‘President as part of the fiscal year 1995 budget process Therefore these
estimates are necessarily tentatlve ~ :
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U.S. Department of Agriculture

Proposed Headquarters Organization

e s e sy e o

Assistant Secretary for

Administration

Proposed

Civil Rights Enforcement

Information Resources Manage-
ment

Operations
Personnel®

Smalit and Disadvantaged Business
Utilization ' '

Administrative Law Judges/Judicial

Officer

Board of Contract Appeals

*As previously announced. dispute
resolution functions are transferred

. from Personnel to Civil Rights
7 Enforcement

Existing

~No change, except Smali and

Disadvantaged Business Utilization -
becomes a separate staff office.

No change

No change
No change
Current function of Civil Rights

Enforcement becomes a separate staff
uffice.

No change

No changé




UsS. Department of Agriculture
Proposed Headquarters Orgamzatlon

Assistant Secfetary
for Reseaich, Education
and Economics

Proposed

Agricultural‘ Research and Education
Service

Economic Research Servicé

National Agricultural Statistics Service

Existing

Agricultural Research Service

" Covperative State Research Service -

Extension Service

National Agriculturat Library

Economic Research Service

Office of Energy

No change




| . U.S. Department of Agriclulture
" Proposed Headquarters Organization

Assistant Secretary
for Marketing and
Inspection Services

Propused : Existing
Food Safety and I[nspecgion Service No change
Animal and Plant Health Inspection No change
: Service ' :
o
| Agricultural Marketin‘g Service ‘” No change
(srain lﬁSpection. Packers and _ Federal ('éra'in Inspection Service

Stockvards Administration :
: Packers and Stockvards Administration




. U.S. Department of Agrlculture |
‘Proposed Headquarters Orgamzatlon

Assistant Secretary for
Natural Resources
and Environment

" Proposed ' . Existing
Forest Service No change

Natural Resources Conservation Service Sotl Conservation Service

: ' Agricultural Stabilization and
. : ) : Conservation Service cost-share
_ ' ‘ 7 programs.
NOTE: Also includes: :

Council on Environmental Qualitv:
Pesticides Pulicy ‘
Water Quaiity




‘U.S. D'e-palrtment of Agriculturé
W Proposed Headquarters Organization

. Assistant Secretary for
Congressional Relations

Propused

Office of Congressivnal and

i Intergovernmental Relations

Congressivnal Relations Staff

Office of Intergovernmental Affairs
(transferred from the Office of Public
Affairs)




. U.S. Depaxrtmentﬁ of Agriculture
> Proposed Headquarters Organization

- Assistant Secretary for |

Communications
Proposed - | Existing
Office of Communications’ . Office of Public Affairs. except Office of

Intergovernmental Relations will be
transferred to the Office of Congressional
Relations '




U.S. Depa‘lrtmerit- of Agriculture
Proposed Headquarters Organization

Under Secretary
for Food, Nutrition and
Consumer Services

. ' Proposed . Existing
E

Food and Consumer Service Food and Nutrition Service

Office of the Consumer Advisor

Nutrition Research and Education Human Nutrition Information Service
Service ‘




U.S. Department of Agrlcuiture

Proposed Headquarters Orgamzatlon

Under Secretary
for Rural Economic and

.~ Community Development

Propused

! Rurat Utilities Service

i Rural Housing and Community

Development Service

¢ Rural Business and Couperative

i Develupment Service

Existing

REA telephoneselectric programs

RDA water/sewer programs

FmHA rurat housing programs
RDA & REA rural community lending

© programs

RDA & REA business development
programs

Alternative Agricuitural Research
and Commercialization

Agricultural Cooperative Service




U.S. Departmen"t_ of Agriculture
Proposed Headquarters Organization

Under Secretary for
Farm and International
Trade Services

Propused : Existing

- Farm Service Agencey Agricultural Stabilization and

‘ Conservation Service, except for

) conservation cost-share programs

" transferred to the new Natural

i o Resources Conservation Service and

‘! _ the National Appeais Division which is

" . separate. - o
. *i : Farmers Home Administration Farmer

i . Pprograms '

, ; Federal Crop Insurance Corporation

- International Agricultural Trade : Foreign Agricultural Service
Service '
' Office of International Cooperation and
Development :




!

‘i

- ‘ U.S. Department of Agricujlture,
Proposed Headquarters Organization

i

I

Executive Operations

Proposed

Chief Economist

Office of Budget and Program Analysis

Office of Executive Secretariat

National Appeals Division

(_hief Financial Officer’

) Existing
; .
Assistant Secretary for Kconomics
World Agricultura‘l Outlook Board

Economic Analysis Staff

|
!

i
No change
!
| i
No change

Agricultural Stabilization and
Conservation Service
Appeals Division

. . A
Farmers Home Administration
Appeals Division

Soil Conservation Service

Appeals Staff
Federal (Crop Insurance Corporation
Appeals; Staff
Finance|and 'Management (Assistant
Secretary for Administration is current

Chief Financial Officer)

|

i
l
|




. u.Ss. Department of Agriculture
. Proposed Headquarters Organization

- Inspector General

Propused ' o Existing
Office of Inspector (seneral . Nou'change




. U.S. Department of Agriculture |
 Proposed Headquarters Organization

General Counsel |

. Proposed . A Existing
Office of General Counsel ~ No change
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-

FARM SERVICE AGENCY
SUMMARY OF OPERATING STRUCTURE

A new Farm Service Agency (FSA) will be formed to be responsible for

~ administering the domestic commodity price and income support, farm credit.

disaster assistance, and crop insurance programs of the Department. It will
also assist in the delivery of conservation-cost share programs.

The mission of the new agency is to:

Ensure a heaithy and abundant supply of food and fiber while conserving
our land. water, and wildlife, and

Eﬁ iciently deliver services to protect the economic security of American
farmers. '

The FSA will combine the FCIC, the farm credit programs of FmHA, and ASCS.
except for conservation cost-share programs transferred to the Natural ‘
Resources and Conservation Service (NRCS). Administrative appeals functions |
at the national level will also be shifted from the’ FSA parent agencies to an
independent National Appeals Staff.

The FSA will consolidate the State, area, and county field structure of ASCS,
FCIC, and the farm assistance portions of FmHA into a single agency for -
delivery of farm services.

- The Under E‘;ecretafy for International Affairs and 'Commodity Programs will be

renamed the Under Secretary for Farm and international Trade Services and a
Deputy Under Secretary for Farm Servcces will be dessgnated to oversee the
FSA.

FSA’'s headquarters will be organized under an administrator with depmy"
administrators for program/policy development, monitoring and evaluation
responsibilities in each of the four major program areas: -

Farm Programs -- commodity price support and production adjustment
programs.

Farm Credit Programs -- farm ownership, operating and other loan programs.

Risk Management Programs -- Crop insurance, emergency and disaster
assistance.

Commodity Operations -- commodity purchase andAdisposition, stbrage and

~warehouse licensing.



FSA programs will be delivered through a single delivery service function using
State and county offices. Managers in headquarters and area offices will
‘provide coordination between the State and county committees and offices
responsible for program delivery and the national program and policy
development and administrative divisions.

FSA will integrate administrative services from ASCS, FCIC, and a ‘portion of
FmHA to support the programs. :

FSA headquarters will incorporate FmHA Farmer Program and associated staff,
FCIC staff, ASCS national staff except for conservation program staff and the
national appeals division.

The field structure will include 51 State offices, about 2,500 county offices plus
area and dlsmct offices. .

FSA programs will be administefed in each State under the direction of State
FSA Commiitees and their staffs which will coordmate the activities of county
FSA-commitiees and offices.

New FSA county or area committees will be formed to replace the current
ASCS and FmHA committees and will assume their functions for both credit
and farm programs administered by the FSA. One committee will be formed for
each FSA field service center to represent and assume responsibilities for the
area served by the FSA office. These committees will be comprised of five
members. three elected by farmers in the area and two appointed by the
Secretary.

FSA programs will be delivered at the local or county level in consolidated
offices which combine ASCS and FmHA offices. These offices will to-the extent
" possible be collocated with NRCS and other USDA ‘offices to provide * USDA
Service Centers" at the local level.

FSA field service center staff will provide administrative support for delivery of
conservation cost-share programs under a reimbursible agreement with NRCS.
ASCS county level {(non-Federal) staff with conservation program
responsibilities will be retained in the FSA rather than transferred to NRCS
Producers will, thus, be able to continue to apply for the Agricultural
Conservation Program and for related NRCS assistance through FSA offices.
Agricultural Conservation Committees will be established with representation
from FSA county/area committees and soil and water consefvation districts to
oversee implementation of the conservation cost-share programs.



FARM SERVICE AGENCY

STREAMLINING EFFORTS ¢

- The consolidation of services into one agency with farm oriented clientele will
produce administrative efficiencies through economies of scale and reduced
overhead in support functions at the national and State headquarters levels as
well as in local county or area offices..

The consolidated field office structure will provide for one stop delivery of farm
services to increase customer convenience. While the number of county office
sites for programs currently delivered by ASCS will be reduced to about 2,500,
the number of local offices through which farm credit program services can be
-accessed will be increased with the new FSA delivery system since FmHA
currently has about 1,700 county offices. Collocation with NRCS and other
USDA offices into USDA service centers will further enhance customer access
to services in a single location. -

Paperwork burden will be reduced and services improved through continued
development of common automated data or information sharing, farm record.
systems, and-agency accounting systems. The "Info Share" and other
information System projects will be aggressively pursued by FSA.

Consolidation of common or related functions such as crop insurance and
disaster assistance programs under one mission oriented structure will facilitate
development of improved policies and strategies such as for risk management
for farm producers

The new agency structure will facilitate collaboration with U.S. producer and,
trade groups. universities and other organizations.

The consolidation of agencies will create more diverse occupational disciplines
that will be available to employees for career and professionat development.
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Natural Resources and Environment
Natural Resources Conservation Service

Summary of Conservation Program Operations Structure

A new agency -- the Natural Resources Canservation Service -- will be created
with the consolidation of the conservation programs of the Agricultural Stabilization
and Conservation Service and the Soil Conservation Service. The head of the
NRCS will report to an-assistant secretary for natural resources and environment.”
In addition. the Farm Services Agency will be created with the merger of the farm
program functions of ASCS. the Farmers Home Administration. and the Federal
Crop Insurance Corporation. While the head of FSA will report to an under ‘
secretary for farm and internationai trade services. county-level field offices of both
agencies will be coilocated.

Aii‘current conservation cost-share programs. except the Conservation Reserve
Program. will be transferred to NRCS. CRP program operations. which primarily
involve payments and administration of existing contracts. will be retained by FSA..
Responsibility for future CRP initiatives would. at a minimum. be shared between
the two agencies. '

All current conservation programs and responsibilities carried out by the SCS will
be carried out in the future by the NRCS. No major changes in organizational
structure. program delivery mechamsms or relationships with cooperators or
program clientele are planned.

All current funding accounts related to ASCS conservation cost-share programs
(except CRP) would be transferred to NRCS. including personnel at the national
and State office lavel and salaries and expense funding for administrative support
for these programs. Non-Federal ASCS county committee employees will remain
in FSA and these employees will retain their current 'status. The new FSA will be
reimbursed by NRCS for the conservation program functions performed by these
employees

All conservation program policy development and implementation. program
~management and oversight will be the responsibility of the NRCS. Technical and
financial-assistance would come through the NRCS. Farmers will work directly
with non-Federal FSA county committee employees in signing up for USDA
conservation cost-share programs. The current ASCS/FSA system will also be
used to make cost-share payments to program participants.

An agricultural conservation committee will be established at each USDA field
service center level. This committee. with equal representation from FSA
committees and soil and water conservation districts, will have authority to
approve NRCS recommendations on individual cost-share applications.



NRCS. along with the newly formed FSA. will operate at the county level out of
- approximately 2.500 USDA field service centers. In moving to this new structure
about 660 current SCS field offices will be impacted -- an estimated 374 offices
will be closed and an estimated 286 will move within the county-to achieve
collocation.

USDA field service centers will enable the Department to improve program
delivery and reduce program costs. The field office restructuring, coupled with
other Departmental initiatives in information resources management will result in a
more efficient and user friendly agency.



" Natural Resources and Environment

Natural Resources Conservation Service
Summary of Conservation Program Streamlining

Stafting levels for the new NRCS are estimated to decline from the base of 13,900
- in 1993 to 12,800 in 1998. a reduction of 8 percent in the 5-year period.
Reductions in stafting and program delivery costs will come from three major
areas: 4

-- Administrative and financial management functions will be shared with the
Forest Service.

- County-level field service centers will be established to house NRCS, FSA, and
other agencies where appropriate. Collocation will present additional
opportunities for administrative cost reduction. In addition, it will enable the
Department to make major investments in information processing and office
automation under the "Info Share" initiative.

-- Conservative cost-share programs will be moved to NRCS and changes in
administrative procedures and automation will be made to enable the agency to
achieve reductions in administrative costs and personnel in the order of 30 to

- 40 percent for these programs by 1998. Specific opportumnes for cost savings
include:

. Consolidating policies and procedures for all conservation programs in
- one manual. '

. Promulgating a consistent set of conservation program policies.

. Streamiining program administration by:

-- Eliminating several data sharing steps.
-- Reducing the number of contract and application forms to one.
- Cons‘ohdating quality oversight functions,

-- Providing full automation of pertormance indicators through the use of
the Field Office Computing System.
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" RURAL COMMUNITY AND ECONOMIC DEVELOPMENT -

SUMMARY OF OPERATING STRUCTURE

Three new agencies will be created by transferring functions and resources
from the Farmers Home Administration, the Rural Development Administration,
the Rural Electrification Administration, the Agricultural Cooperative Service,
and the Alternative Agricultural Research & Commercialization Center. The

~ three new agencies will be called the Rural Business & Cooperative

Development Service (RBCDS), the Rural Housing & Community Development
Service (RHCDS) and 'the Rural Utility Service (RUS).

The three new agenc;es will have the following missions:

RBCDS - To assist cooperativeand other business development through
partnership with rural communities.

- RHCDS - To improve the quality of life in rural America thretjgh providing

community facilities, home ownership opportunities, multi-family housing
facilities, technical assistance, and outreach.

RUS - To serve a leading role in’improving the quality of life in rural America
by administering its electrification, telecommunications, and water and waste
programs in a service-oriented, forward Iookmg and fmanmally responsible
manner. «

The Under Secretary for Smail Community and Rural Development will-be
renamed the Under Secretary for Rural Community and Economic Development
(RCED). :

Within each State, a single State Director will have line authority over all three
agencies, and will be responsible for the activities of each agency in their State.

The field structure will consist of 47 State offices, 200 district offices, and. 1,200
county and multi-county offices. Regional offices, currently operated by the
Rural Development Administration, will be abolished.

Most field offices will be collocated with those of the Farm Service Agency
Separate 'offices will be maintained where dlctated by the workload for meeting
RCED needs.

Headquarters staff will be reduced by about 10%.

Administrative units to support the three agencies will be consolidated and
housed within the RHCDS.

The farm credit programs, currently operated by the Farmers Home
Administration, will be transferred to the Farm Service Agency, although the
finance center at St. Louis, which will remain with the RECD agencies, will
continue to provide accounting support for the farm credit programs on an
interim basis. Eventually, the Farm Service Agency will develop its own
accounting system for these programs.



RURAL COMMUNITY AND ECONOMIC DEVELOPMENT-

'SUMMARY OF STREAMLINING EFFORTS

Each agency will adopt strategic planning processes and outcome-oriented
performance measures in accordance with the Government Performance and
Results Act. S

There will be a fundamental change in the use of automation. Rather than
doing work manually and then tracking it in an automated system. work will be
done on systems that will provide for electronic transmission and processing of
data. Paperwork will be reduced. and reports and management information will
be the by-products of the work that is done, not an extra burden.

The mission and structure of each agency will encourage closer working
relationships with communities and organizations. as well as better coordination .
with other development agencies.

Additional loan approval authority will be delegated to State and local offices,
which should result in more expedient processing of loans. The existing
regional offices of the Rural Development Administration will be phased out by
April 1, 1994, eliminating this |ayer of bureaucracy

Through changes in regulations and administrati ive procedures field employees
will be given additional discretion for making loans. This should result in far
tewer loans being reviewed in the national office. It should also provide more
flexibility for serving customers’ needs.

Systems will be developed to enable customers to obtain information and to
submit applications etectronicatly‘

Pre-application advisory assrstance will be improved through cross training of
field staff. :

Regulations will be revised to weed out unnecessary or unproductive
requirements. For example, an effort is already underway to relieve borrowers
with small business loans trom having to provide an audited annual financial
statement, the cost of which may make a difference between a profit or a loss.

Scoring systems for evaluating applications will be examined to give more credit |
for proven performance and service to under-represented groups.

~An initiative already implemented to assist remote areas to participate in the
rural housing programs will be extended to provide more outreach to smaller
communities as well as minority and woman-owned developers.

A separate initiative i1s being developed to extend running water into poorer
. communmes

Recruitment for agency positions will be expanded to ensure diversity For
example, oppor‘rumtres to use a broader base of job class fications will be .
explored.
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 PROPOSED NATIONAL APPEALS DIVISION

APPEALS TO BE HANDLED

The proposed National Appeals Division would handle all
administrative appeals under programs presently
conducted by the Agricultural Stabilization and
Conservation Service, the Farmers Home Admlnlstratlon
the Federal Crop Insurance Corporation, and the Soil .
Conservation Service. This would include all producer
appeals from ASCS; all appeals from decisions under the
farmer programs, community facilities, business and
industry, and housing programs presently conducted by
FmHA; and all appeals from decisions of the FCIC and the
5CS. While these programs would be administered, under
the Secretary’s proposed reorganization, by the Farm

Service Agency, the Rural Community Development Service,

the Rural Business and Cooperative Development Service,
and the Natural Resources Conservation Service, all
administrative appeals from program decisions of these
agencies would be made to the National Appeals Division.
A summary of these appeal categories, by numbers, staff
years, and budget resources, 1is attached (Attachment 1).

PROCEDURES FOR APPEALS

At the State and local levels, all administrative
appeals would be handled under procedures akin to those
presently utilized. Thus, appeals from decislons of the
Farm Serwvice Agency at the local and State levels would

be handled and determined by county and State committees

or within other currently existing appeals structures.
Field-level appeals from decisions under programs
presently conducted by FmHA (lncludlng farmer program
loans, B&I loans, community facility loans, and housing
loans) and 5CS would likewise be handled at the field
level as 1is presently done.

At the Washington level, all appeals would be handled

under procedures to be developed, which will incorporate
the provisions of and the rights afforded under
proceduress presently in place for ASCS and FmHA appeals.
A corps of hearing officers will be created to handle
all such appeals. After hearing, the hearing officer
will render an initial decision. The program ’
participant will then have the opportunity to appeal
that decision directly to the Director of the National
Appeals Division. The Director will have authority to
make a final decision for the Department or to delegate
such authority to a Deputy or Assoclate Deputy Director.



IIT.

Iv.

STRUCTURE

As discussed above, the National Appeals Division will
utilize.a corps or pool of hearing officers, who will be
qualified to hold hearings or otherwise consider all
appeals assigned to the Division. While final details

-of the organizational structure for the National Appeals

Division have yet to be determined, we envision that two
or three separate units will be created, each headed by
a Deputy or ‘Associate Deputy Director, to handle
assigned segments of the Division’s responsibilities.

Three different options for the structural organization

of the National Appeals Division are attached as
Attachments 2 (Option A), 3 (Option B), and 4 (Option
cy. ' :

NUMBERS OF APPEALS, STAFFING, AND BUDGETARY_RESOURCES

In all categories of appeals which the National Appeals
Division will handle, approximately 13,700 appeals were
filed, and approximately 10,800 were decided, during the
last year. Approximately 160 staff years, and a total
of approximately $10,300,000, were devoted to the
performance of these functions in the USDA agencies
presently handling such appeals. We anticipate that
those numbers of appeals are likely to continue, and
that the same levels of staff years and budqetary
resources will be required to carry out the handling of
these appeals in the consolidated National Appeals
Division. All such staff years and budgetary resources

would be transferred to and consolidated in the National

Appeals Division.



APPEAL
CATEGORY

1. Housing
(FmHa)

2. Farmer
‘Programs
{FmHA)

J. Community
.and Business
Programs
{RDA)

" 4. Food
Securlty Act
(sCs)

5. Great
Plains
Conservation
Reserve
Program
{5CS8)

6. Rural
Abandoned

Mine Program

{5C3)

7. AFIDA
{ASCS)

8. Warehouse
Act Llicense
Suspension
{ASCS)

‘Attachment 1

Summary of Appeals

' } APPEALS/YR

Latest Year

FILED/DONE
5822/3636

5426/4587

18/7

131/89

3/3

<1/<1

25/25

4/4

STAFF YEARS'

61.1

64.8

.04

COST/YEAR

$4,032,774

$4,273,909

$8315

375,000

$2000

$2400

$8200



3. Farmer
Programs
(ASCS)

10.

Conservatlion
Cost Share
Programs

(ASCS)

11.
Reinsured

Lompany

Appeals
(FCIC)

12. Direct

Busines
Appeals
{(FCIC)

TOTALS

1148/1148

352/352

.48/%87

{backlog)

716/839
{backlog)

17.5

13,695/

10,788

160.14

$960,000

$240,000

$71,353

$642,181

$10,316,132



Option A

Attachment 2

DIRECTOR NATIONHLVAPPEALS DIVISION

$--5,958,043

/ 1 \
/ o1 \
/ 1 \
DEPUTY DIRECTOR . DEPUTY DIRECTOR - DEPUTY DIRECTOR
FARM SERVICE NATURAL RESOQURCES RURAL DEVPT,
AGENCY APPEALS . CONSERVATION SERVICE APPEALS
APPEALS
1. ASCS/CCC Farm 1..5CS Appeals 1. FmHA Appeals
Programs a. Food security a. Rural
2. AFIDA (ASCS) . Act Appeals , Housing
3. ASCS Warehouse b. GPCP Appeals b. Community
License Suspenslion ‘ c. RAMP Appeals ‘ : and Bus.
4. FmHA Farmer 2. ASCs Conservatlon Programs
Programs Cost Share Programs 2. Rural Comm.
5. FCIC Appeals a. Conservation Devpt.

3. Relnsured Reserve Program Service
company b. Agricultural Programs
appeals Conservation

b. Dlrect Program
business c. Water Bank
appeals Program .

d. Forestry Incentive
Program
e. Emergency
Conservation
Program
£. Wetlands Reserve
Program
g. Long Term Agreements
/N JAN AN
1 . ) 1
1 HEARING OFFICER POOL 1
1 (Direct appeal from HO to Dlrector) o1
1 1
TOTALS TOTALS . TOTALS
.Statf~--93.44 Staff--4.6 Staff--62.1
Appeals~-7368 Appeals--487 . , Appeals--5840

$--317,000 .A~ $--4,041,089



Option B S ‘ , * . Attachment 3

DIRECTOR NATIONAL APPEALS DIVISION

y . Y
/ . N
/ _ \
DEPUTY DIRECTOR FARM SERVICE AGENCY D D TOR
AND NATURAL RESQURCES CONSERVATION - RURAL DEVPT.
SERVICE APPEALS ‘ -1 APPEALS 1
1 ) -1 ~ 1
1 _ . . -1 ' 1
ASSOCIATE DEPUTY = "ASSOCIATE DEPUTY : 1
1. ASCS/CCC Farm - 1. SCS Appeals 1. FmHA Appeals
Programs ‘ a. Food security a. Rural
2. FmHA Farmer T Act Appeals Housing
Programs b, GPCP Appeals ., b. Community
C. RAMP Appeals ‘and Bus.
2. ASCS Conservation Programs
Cost Share Progranms 2. Rural Comm.
a. Conservation Devpt.
Reserve Program Service
b. Agricultural ; Programs
Conservation '
A Program
: ' c. Water Bank : '
.” , Program -
. . d. Forestry Incentzve
o Program .

e. Emergency
Conservation
Program

f. Wetlands Reserve:
Program

d. Long Term Agrecments

3. AFIDA (ASCS)
4, ASCS Warehouse License

Suspension

5. FCIC Appeals
a. Relnsured company

appeals
b. Direct business
appeals
, FAN VAN : - AN
1 ' 1
1 HEARING OFFICER POOL 1
1 {Direct appeal from HO to Dilrector) 1
1 ; 1
' TOTALS - TOTALS TOTALS
. Staff--82.3 Staff--15.74 Staff--62.1

Appeals--6574 ~ Appeals--1281 Appeals--5840

$--5,233,909 $--1,041,134 $--4,041,089


http:staff-15.74

Option C ' : _Attachment 4

DIRECTOR NATIOMAL APPEALS DVIVISION

CDEPUTY DTRECTCR.FARM SERVICE AGENCY DEPUTY DIRECTOR
AND NATURAL RESNURCES CONSERVATION RURAL DEVPT.
SERVICE APPEALS ' L ' APPEALS

1

N - -

1

ASSOCTATE DERUTY ASCOCTATE DREPUITY
1. FmHA Farnosr ’ : :
Drograms

-

1. FmY4 Appeals
. DLl

s Houring
G : b Toammuniby
tol . { 3 R B TS F
2. L37TS Tancercation Drrurams
b Thase Srogcame s 2L Rural Tomm.
a CONnSQLVET LN ' v
Regerve o Ingram Tervice
L. Agricultural JYogroams
Tunservation
Tooarain
al o Zans
Tty n
Torestr noeny >
+ Tocr n
TORCoNTY AT L o0
Program
L betland:s Taesgrve
i. Long To z weenl o
T, AFIDA I ASCE
! ASCE UWarehnuse Tlonnse
Suspension
5. FCIC Appeal.
" 4. Reinsured company
ADPL i D
b, Direct husiness
ropeals ‘
T OASCESCCC Yarm Tiodrams
A.’\\ O A
1 .
1 VMEARTHG OFFICER POOL

.y~ s

{Dirack ippeal Srom 3 o Dilzentar)

O R R

P~

TOTALS ‘ TOTALS C TOTALS
tafi--64.8 Staff--33.7+4 ‘ Staff-~82.7
Appeals--2426 . Appealc--2127 Appeals---240
5--4,273,209 $--2,001,.24 $--4,041,088
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| UNDER SECRETARY FOR
FARM AND INTERNATIONAL TRADE SERVICES

international Agricultural Trade Service

The Foreign Agnicultural Service (FAS) and the Office of International Cooperation
and Development (OICD) will be merged to establish a new International
Agricultural Trade Service (IATS). The IATS will be responsible for implementing
the Department’s major international programs and activities. '

The IATS's functions will cover the following 4 broad programmatic areas:

- international trade policy;

- international commodity reporting and analysis:

- international cooperation and development: and

- export promotlon and market development. activities, including admunlstratton of
. the Department's major commercial export and foreign food assxstance :

- programs.

The establishment of the IATS will result in improved coordination and a
strengthening of the Department's international activities. For example, it will
achieve closer ccordination and integration of development assistance initiatives
with export expansion goals and activities; improved coordination among land-grant
universities, international organizations, and U.S. producer and trade groups; and
increased emphasis for btlateral and multilateral sc:entmc and technical exchanges .
with other countries. . '

The organization plan.for the IATS elevates the role of the General Sales Manager
through greater involvement in policy planning and coordination of all of the
agency's export promotion and market development activities. mcludlng the
development of new marketing initiatives.

- The IATS organization plan antlcnpates that the Department s overseas Counselor,

Attache. and Agricultural Trade Offices will remain at current levels.

The merger of FAS and OICD and estabhshment ‘of the IATS will prov;de
management efﬁt,tenmes



UNDER SECRETARY FOR .
FOOD, NUTRITION AND CONSUMER SERVICES

Food and Consumer Service

FCS wnII reduce headquarters staff by about 7 percent by 1998, reduce
administrative staft overall and reduce :ts supervisory ratio.

8 satellite offices out of 94 field offices have already been identified for closure and
a top to bottom review of all regional and field operatnons has begun with an eye to
streamlining openatons and reducing costs.

Nutrition Research and Edupation Service

The agency operates at a single location in the Washington metropolitan area. Its
research activities require no field structure. NRES will reduce its staff by 15
percent, plus 11 administrative staff will be transferred to FCS, for an overat
reduction in-NRES statf year requirements of 25 percent. '

Nutrition Education Research Coordinating Council

A Council, which will include representatives from all USDA agencies with nutrition
education and résearch responsibilities, will be established-and co-chaired by the
Under Secretary for Food, Nutrition and Consumer Services and the Under
Secretary for Research, Education and Economics. The Council will assure
coordination of programs and budgets for-nutrition education and research
activities of USDA and, to the extent feasible, with other government entities.



‘ ASS}!STANT SECRETARY FOR COMMUNICATIONS ‘
. . "~ Office of Communicatiené'

- The Office of Communications (OC), which has no field- structure, has prorjosed
several major organizational changes to streamiine and simplify its internal
operations and administrative processes.

. OC has proposed to reduce separate units within the agency by combmmg them
into 3 new’ Commun cations centers

News Information Planning and Placement Center
‘Creative Services Center
-- Coordination and Oversight Center.

The Office of Intergovernmental Affairs has been transferred to the Assistant
Secretary for Congressional Relatrons - '

OC has proposecl a Department-wide streamlining plan to reduce duplication and
‘costs in the area of public affairs. For example, the agency has proposed to
consolidate various public affairs functions, such as photography, radio. television,
and graphics. within OC and to consolidate agency regional and field public affairs
audiovisual activities into selected field "centers”.



ASSISTANT SECRETARY FOR CONGRESSIONAL RELATIONS

. + The Office of Congressional Relations and Intergovernmental Affairs will report to
the Assistant Secretary for Congressional Relations. This office merges the
previously separate Office of Congressional Relations (OCR) with the Office of
Intergovernmental Affairs and combines their responsibilities.

- OCR serves as the pnmary contact with the Congress on all Departmental issues;
- collects and distributes. throughout the Department information about pending
legislation and Congressional hearings on subjects relevant to USDA; and
coordinates Congressional relations of agencies within the Department.

- Intergovernmental Affairs facilitates and coordinates the communication of USDA
policies and procedures to federal. state and local units of government; American
Indian tribes: private organizations: and USDA's internal agencies.



ASSISTANT SECRETARY FOR
NATURAL RESOURCES AND ENVIRONMENT

Forest Service

- - During FY 1993. the Fores! Service employed 41,155 full-time equivalents. This wil

be reduced to 37,550 by FY 1999, with an annual savings in salary and expenses
of as much as $150 million. In addition to program funding reductions,
reorganization and “"reinvention” will play a major role in accomplishing this 8.8
percent drop in employment in the Department’s largest agency. :

- The Forest Service and the Natural Resources Conservation Service will

consolidate appropriate Headquarters administrative offices within the next 6
months. Over a 2-to-3 year period additional functions will be consolidated at
both Headquarters and tield locations. Major features include:

-- The lead agency and center of excellence concepts will ‘be'utiiized in the
~ consolidation process. :

-- A board of directors consisting of the two agency heads and officials responsible
for finance, administration, civil rights, and small and disadvantaged business
utilization will provide a policy and oversight linkage between the new
administrative organization and the office of the Assistant Secretary for Natural
Resources and Environment.

- The Assistant Secretary has approved the establishment of a Forest Service
Reinvention Team to analyze agency practices and procedures as well as its
field structure.

The Forest Service is proposed as a remnvention laboratory to explo‘re develop,
and implement processes. approaches. and structures that would strengthen
mission delivery- and customer service while increasing efficiency. '

The review process will be open and wi H involve both extemal and internal
customers in shaping the agency's future. - There will be contmuous
communication with all stakeholders as concepts are developed.

“An earlier review of the Forest Servuce will be used as a starting point for
develop:ng recommendations to consolidate regional offices from 9to. 7. 6. or 5:
to consolidate as many as 40 forest superwsor s offices: and to consolidate as
many as 70 ranger districts. ~



ASSISTANT SECRETARY FOR
MARKETING» AND INSPECTION SERVICES

A new agency will be created by transferrmg the functions and resources from the
Federal Grain Inspection Service and the Packers and Stockyards Administration to
a new agency that will be called the Grain Inspection. Packers and Stockyards
Administration (GIPSA). The agency will facilitate the marketing of grains. livestock.
poultry and meat. : : :

The Agrrcultural Cooperative Service will be transferred to the Under Secretary for
Rural Community and Economic Development.

The Food Safety and nspecticn Service wiH be reorganized to emphasize its public
health mission by encouragmg sound science and new technologies to ensure food
safety.

The Agricultural Marketing Service will continue its mission of carrying out a wide
range of programs that facilitate the marketing and distribution of agrcultural
products.

The Animal and Plant Health Inspection Service (APHIS) will continue to pro.vide
leadership in ensuring the health and care of animals and plants.

The administrative: functions within MIS will be consolidated into ,"cénters of
excellence” within the agencies. There will be a 10 percent savings in
administrative stailf. The centers will be coordinated by a Chref Operating Officer.
reporting to the Assistant Secretary

The field office structure of 863 exrstrng.offices will be streamlined by:

| closing 11 field offices for Agricultural Marketing Service and GIPSA in 1994:

determining which additional field offices should be closed for APHIS and
GIPSA: : : :
evaluating which of the 97 field offices for meat and poultry inspection should be
consolidated. This evaluation will begin after the FSIS headquarters
reorganization is underway: and ’

studying collocation of additional MIS field offices.



ASSISTANT SECRETARY FOR
' RESEARCH, EDUCATION AND ECONOM!CS

Research, education and economics programs will be organized under a single
Assistant Secretary for Research, Education and Economics to achieve benefits of
closer interaction among those programs and achieve administrative and.

-managerial efficiencies.

Research and education functions currently conducted by four separate ‘agencies
will be consolidated into one mission-oriented agency named the Agricultural
Research and Education Service. -

.. Combined program planning, management and administrative functions will lead to

better coordination of Federal and state research and technology transfer programs
and therefore better service to producers. processors and consumers of agricultural
products.

Field operations of the Agricultural Research and Education Service will be
streamlined through the closure of inefficient and low priority tabs. 12 of the
existing 126 laboratory locations will be closed and an additional 10 focations are
being evaluated for potential consolidation. Opportunities for other field structure
changes will be evaluated as the reorganization proceeds.

The mission, programs. functions and name of the National Agricultural Statistics
Service will remain the sa’me.

Field operations of the National Agricultural Statlsncs Service will remain essent ially
unchanged.

.The mission, programs. and functions of the Economic Research Service will be

broaden to include those of the Office of Energy.



ASSISTANT SECRETARY FOR ADMINISTRATION

- Depantmental Administration is responsibie for overall policy and program guidance.
leadership and coordination for all aspects of administrative management in the
Department. Financial management wiil be the responsibility of the Chief Financial
Officer under Executive Operations and will no ionger be the responsibility of

_Departmental Admlmstrat:on

. Other changes in Departmental Administration include the following:

- A separate Office of Small and Disadvantaged Business Utilization has been
established under the Assistant Secretary for Administration to strengthen the
Department's efiorts in this area.

- The Office of Civil Rights Enforcement is reorganizing to consolidate and have
direct responsibility for the EEO counseling, mediation, complaints management
‘and empldyee grievances and appeals functions of the Department.

« The Assistant Secretary for Administration will play a lead role in advancim_j the
initiatives of the National Performance Review and implementing directives
associated with the reinvention of USDA. Key inttiatives include:

- Providing administrative and management leadership and support in
Departmentai reorganization -- emphasis will be given to human resource
management policies. ‘

- Overseeing technology integration and standard spécifications in the area of
- telecommunications and information systems for all USDA agencies.

- Significantly increase the participation of small disadvantaged and women-owned
businesses in USDA contracting by achieving the five percent goal.

- Strengthening equal employment opportunity and civil rights enforcement and
compliance throughout the Depar“(mem.

- Developing a new labor-management relationship through the use of pan:nersh;p
councils.

-- Strengthening and modernizing administrative and. general managemént practices
through business reengineering, quality managemem initiatives and improved
management training.

-"Improving the procuremem processes and reducing costs by incréasmg
efficiency. effectiveness and equity through streamhnmg and enhanced
professionalism of the work force.



OFFICE OF THE GENERAL COUNSEL

. -+ No major organizational changes are planned for the Office of the General Counsel, °
: which determines legal policy. provides legal services and directs the performance
of all legal work for the Department.

« Although a major reorganization of its field structure was completed in 1991, OGC '
will review all regional offices as other USDA agencies reorganize the field structure
to determine what OGC field structure is appropriate to serve clients best.

- The Departmentis considering initiating a legislative proposal to allow the use of
private attorneys for farm foreclosure cases. If this change occurs. fewer OGC
resources in the figld will be needed. ' ‘



OFFICE OF THE INSPECTOR GENERAL

No major organizational changes are planned for the USDA Inspector General
(OIG). This office is responsible for conducting independent audits and
investigations to promote efficiency and eccnomy and combat fraud and abuse in
USDA programs and activities.

As part of the streamlining effort. the investigation staff at headquarters will be ,
reduced by consolidating the General Investigations Division and the Policy
Development. Oversight and Training Division. This should occur within the next
year. ‘ ’

. A recent organizational study of OIG's field stfucture determined that most audit
and investigation functions are already collocated within OIG field offices.

OIG field offices will continue to be evaluated to identify op‘portunities for future
consolidations. As a part of this process. new criteria have been issued to assist
managers in'the decision making process.

In an effort to streamline OIG activities, it is anticipated that within the next two
~years the Great Plains Regional Office in Kansas City and the financial
management and ADP audit operations staff located in Kansas City but ass:gned
to headquarters will be consolidated into one field office.

Further study of OIG field office structure will be conducted as USDA agencies’
field office structure changes. This will allow OIG to change as needed to serve
the needs of the newly organized USDA.



EXECUTIVE OPERATIONS

. +  Executive Opera‘tions consists of the:

-

. ‘

.

Chief Economist;

‘Chief Financial Officer:

National Appeals Division;

- Office of Budget and Program Analysis; and-

Executive Secretariat, which manages correspondence for the Department.

Chief Economist:

The mission of the office is to advise the Secretary on the economic .
impiications of policies and programs affecting the U.S. food and fiber system
and rural areas and to coordinate, review and improve the Department’s -
projections of the agncuitural economy.

The Office consists of the Chief Economist and immediate staff and twb units,
the Economic Analysis Staff and the World Agricultural Outlook Board.

Chief Financial Officer:

The mission of the office is to provide leadership in assuring effective and
efficient financial management of the Department..

-- The office consists of the Chief Financial Officer and immediate staff and the

Office of Finance and Management.

The National Appeals Division is discussed separately in this book. -

The Office of Budget and Program Analysrs and the Executive Secretariat wnii
retain the|r current structure.
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. PLANS FOR ESTABLISHING USDA FIELD LEVEL SERVICE CENTERS

FOR CCUNTY-BASED AGENCIES

The United States Department of Agricuiture (USDA) was founded on the principle of
service to agriculture and other clients related to the missions of the various agencies.
Efforts to improve the services have been and continue to be a priority of the
Department. }

The effort to evaluate field offices began over 18 months ago. The early studies,

. plans. and proposals emphasized the efficiency and productivity of the "point of
delivery” offices. As these studies were evaluated, the Department recognized that
these factors such as workload, clients, geography, and costs were important, but
more emphasis was needed to be placed on customer service. The early plans
submitted from USDA representatives in each State highlighted the need for more
collocation, common service areas and consistency in closure and consolidation
application across agency lines. In fact. by focusing on the number of individual
agency office sites allowed regardless of the other agencies represented in the service
area, earlier plans had the effect of decollocating many of the currently collocated
USDA agencies, thereby requiring the customer to travel to several locations to
receive USDA services.

plans for their States and make necessary changes which focuses on one-stop
shopping for the USDA customer. Essentially, the new plans developed since then
promote collocation, common service areas. and common computer communications
-and data bases of shared information as well as the sharing of resources.

. In late summer 1993, agency representatives in each State were asked to review the

It is envisioned that when establishment of USDA Field Office Service Centers is
complete, USDA cusiomers will be served at one location by a minimum of two new
agencies; the Farm Service Agency (current ASCS, FCIC, and the farm loan portion of
FmHA) and the Naticnal Resources Conservation Service (current SCS and
conservation programs of ASCS). In addition, other agencies such as the new Rural
Housing and Community Development Service (FmHA rural housing program, RDA
and REA rural community loan pragrams) may be collocated in the USDA Field Office
Service Center.

Currently, USDA has 3,700 office locations across the Nation serving 3,071 counties.
This structure, however, reflects many instances where USDA agencies operate
single, stand alone offices. When the proposed plan is implemented, the Department
will have about 2,500 USDA Field Office Service Centers nationwide providing one-
stop shopping for USDA customers. Full implementation of. USDA Service Centers is
expected to be achieved as soon as feasible wsihm the next few years.



