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Summary of Key Points:

Under Secretary for International Affairs and Commodity Programs

Development.

Eugene Moos

International Affairs and Commodity Programs (IACP) would be

subdivided into separate areas for Commodity Credit Corporation (CCC)

Farm Services and for International Marketing Services.

Establish a Deputy Under Secretary or Assistant Secretary to oversee

CCC Farm Services. Agencies would include FCIC, ASCS, except

conservation functions would be transferred to Natural Resources, and a

new Disaster Program Services agency consisting of FmHA disaster
pragram activities transferred from Small Community and Rural

Establish a Deputy Under Secretary or Assistant Secretary to oversee

International Marketing Services. Agencies would include FAS, OIC
and a new CCC Export Program agency including CCC international
functions transferred from ASCS.

Administrative, Public Affairs and Personnel support functions would
consolidated in each Deputy Under Secretary program area.

Establish a new Program Analysis and Research unit reporting to the
.Under Secretary. Program analysis and research activities of ASCS

FAS would be combined in this new unit.
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June I, 1983
TO: Ricnard Rominger
Deputy Secretary — s
. // L
FROM: Eugene HMog& Lo

SUBJECT: Reorganization

I recommend that the structure of International Affairs and
Commodity Programs (IACP) be retained as such, but that the
functions of IACP ke divided into two separate program are&s——one
called Commodity Credit Corporation ({(CCC, rarm Services, and the
other called International Marketing Services. The two areas of
IACP could be headed by either Assistant Secretary's or Deputy
Under Secretary‘s.

I would propose that all CCC international related act1v1t1es
presently carried out by ASCS be transferred to a new agency under
International Marketing Services called CCC Export Programs. The
Foreign Agricultural Service (FAS) and the Office of International
Cooperation and Development (OICD) would be the other two aéenCLes
included in International Marketing Services.

'Regarding CCC Farm Services, I recommend it include three

agencies. First, ASCS would continue as at present, but its
conservation functions would be transrferred to Natural Resources.
Further, I would recommend that two new agencles be added. (1)

transfer the Federal Crop Insurance Corporation (FCIC) from Small
Community and Rural Development to CCC Farm Services; and (2)
transfer Farmers Home Administration Disaster Program Services
from Small Community and Rural Development to CCC Farm‘Serﬁices;

I would also recommend that the administrative, | public
affairs, and personnel functions of each of the agencies within a
program area be compbined .into one program area agency.

I would also propose that consideration be given to moving the
program analysis and research activities of ASCS and FAs!out of
those agencies and that these functions be combined at the IACP
level. The attached is a schematic drawing of my proposal for

IACP functlons and activities.

Attachment
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Bob Nash-

Under Secretary for Small Community and Rural Development

Summary of Key Points:

Field Office Structure

Focus the Department on the needs of rural communities.

Replace SCRD with an Office of Rural Economic and Community
Development. .It's mission wiil be to assist with the-core needs of rur
communities: infrastructure, community development and business
development. '

Rural Development activities would be coordinated under three agen(i:ies
-- the Rural Utilities Agency, the Rural Community Development Agency

and the Rural Business Development Agency. While FCIC and all fa

credit programs of FmHA will be transferred to the proposed Farm
Service Agency.

This structure should also include the Alternative Agricultural Research

and Commercialization (AARC) Center and ACS.

Should also consider moving the existing rural economic development

activities within the Forest Service and the Extension Service to the
Under Secretary for Rural Economic and Community Development.

Eliminate the seven regional offices and put those employees at the
State or District ievel.

al

m

Retain the two state directors -- one for FmHA and one for ASCS (would

probably be assumed by the proposed Farm Service Agency.

Have one empioyeé coliocated at the county office in areas with heavy

caseloads. Other program delivery could occur at higher levels.




MEMORANDUM TO RICHARD ROMINGER, DEPUTY SECRETARY

-~

FROM: BOB NASH, UNDER SECRETARY /.. P A
SUBJECT: PROPOSED REORGANIZATION FOR THE OFFICE OF SMALL
COMMUNITY AND RURAL DEVELOPMENT

Overview -

This memo outlines proposed restructuring and reorganization of the Office of
Under Secretary for Small Community and Rural Development (SCRD), which currently
consists of the Federal Crop Insurance Corporation (FCIC), the Farmers Home.
Administration (FmHA), the Rural Development Administration (RDA) and the Rural
Electrification Administration (REA). As the purpose of this memo is to provide an
outline, additional details on restructuring SCRD will be provided as they are fully
developed.

I strongly believe that the restructuring and reorganization presents Secretary
Espy with an opportunity to define the mission of USDA and strengthen its overall
effectiveness, particularly in the area of rural assistance. The importance of rural
development as a central part of USDA’s mission has been emphasized in speeches by
both the President and the Secretary. Further, over half of the President’s Investment

- Initiative for USDA is devoted to rural development.. Our reorganization effort ought to -

reflect this commitment to focus the Department on the needs of rural communities.

In preparing an outline, I have been very conscious of the need to use our existing
resources rather than creating an entirely new structure. Fiscal budgetary constraints| as
well as the thematic approach of "reinventing” mandates that changes focus on creating
an efficient program that address the needs of our end-iisers and stretch scarce federal
resources. The goal of the restructuring of SCRD is to-harness existing resources’ and
not to create a new bureaucracy.

National Office Reorganization

In order to provide a new dynamic to SCRD, I propose renaming it to reflect [the
proper focus of its mission. As the principal advocate and adviser to rural areas, the
office might be entitled "The Office of Rural Economic and Community Development".
Its stated mission will be to assist with core needs of rural communities: infrastructure,
community development and business development. ' '

In order to provide the fundamental resources to allow rural communities to-
compete in the global economy, we must assist with adequate water and sewer facilities,
a reliable energy supply and state-of-the-art communications systems. Affordable




housing, better health and educational fac1hues and community services improve the
quality of life for our rural citizens and enrich our rural areas. Lastly, we can provide
the means for future economic viability through technical assistance, aiding in the
creation of coordinated business development structures that can assist from idea to
commercial product.

I contemplate that this office be restructured as follows:

’ Move FCIC and all farm credit programs of FmHA to a new division
- within USDA -- the proposed Farm Service Agency.

e Rural Development activities would be coordinated under three agencies --
the Rural Utilities Agency, the Rural Community Development Agency
and the Rural Business Development Agency.

The benefit of this proposed structure is that it strengthens existing programs and
brings together those USDA personnel which have expertise in the areas of
infrastructure and capital improvements, community services and development and
business development so that they can share information and practices, improve service
delivery, and avoid reinventing the wheel.

This coordination is especially important for the Business Development Programs.
Rural communities have the unique opportunity to benefit from the new research and
new agricultural product development. USDA’s objective in promoting agricultural
research and new uses for agricultural crops should also be to follow through on
promising findings to carry out the product development cycle.. We have the means | -~
currently available to carry out the steps for creating new businesses; research funds
nurture ideas and new technology, other programs foster commercialization, and rurail*
loan programs finance initial production start-ups to help rural communities use their

resources to provide a new source of industry or economic opportum‘ty.

I propose that the structure bnng in programs such as Alternative Agrlcuiturai
Research and Commercialization (AARC) Center.and ACS under the rural- development
“umbrella to concentrate and coordinate development efforts. I would encourage that
serious discussion be given to combining existing rural economic development actmn'es -
i.e., those components of the Forest Service and the Extension Service -- under the office
of the Under Secretary. In the alternative, a department working group could be formed
and chaired by the Under Secretary to ensure that rural development efforts are not
duphcatlve or counter-productive.

The attached chart represents the organizational structure of agencies and
programs. In some instances, small programs will be combined under one program
director.




Field Office Structure

The current field structure for programs under SCRD responsibilities consists of 7

regional RDA offices, 46 State offices (not including Nevada), approximately 300 dist
or subcounty offices and over 1700 county offices.

My proposed structure would eliminate the 7 regional offices and put those
employees at the State or District level to keep the decision making at a level closer
the program end-users. Currently, USDA maintains a field structure of two State
Directors -- one director for the FmHA and one for ASCS. This new structure would

rict

0]

retain the two state directors (assurming that the ASCS State Director would be assumed

by the Farm Service Agency and the FmHA State Director would be assumed by this
office). ' : ,

Program delivery for every program, except the FmHA 502 Single Fanﬁly Housing

program, could occur at the district level or higher. I propose having one employee co-

located at the county office in areas with heavy caseloads and having employees as
circuit riders for those areas with lighter caseloads. No other employees would be
needed at the county level.
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Ellen Haas '
Assistant Secretary for Food and Consumer Services

Summaty of Key Points:

. Need to better focus USDA resources and commitment to food safety
and nutrition issues.

. Establish a new-Under Secretary for Nutrition, Food Safety, and
Consumer Services.

. 'Eliminate Human Nutrition Information Service (HNIS) and merge
consumer advisor’s functions into Under Secretary’s office.

. Establish a Deputy Under Secretary for Food Safety to oversee food
safety, inspection and information. A new agency would be established
which would include FSIS plus related research would be transferreg
from ARS, CSRS, etc.

. Establish Deputy Under Secretary for Nutrition to oversee food, nutrition
and information services. A new agency would be established which
would include FNS, current HNIS functions and related research and
education from ARS, CSRS, and Extension. ‘




Office of the Secretary

Undersécre?ary,'

Nutrition, Food Safety & [HE—
Consumer Services - | —

Deputy Undersecretary, | Deputy Undersecretary,

Food Safety Nutrition
Food Safety, Food, Nutrition &
Inspection & ,

Information Information
Service ‘ Service
Inciudes current FSIS ' inciudes current FNS
functions PLUS & HNIS functions
related rasaarch and : PLUS rolaiad
-etucation such as: ressarch and
: education such as:
Q ARS—Food Satety
O NASS Q ARS—Nutrition
Q CSRS | Q CSAS—Nutrition
Q Extension
o EFNEP

* Youth at Risk



PROPOSAL: Consolidate and change the Department's organization to
better reflect USDA resources and commitment to food safety and
nutrition issues.

DESCRIPTICON:

'RATIONALE:

1. Establish an office of Undersecretary of
Nutrition, Fcod Safety, and Consumer Services.

2. In line with the Secretary's objective of

' simplifying the Department's structure, reduce
the number of agencies, by eliminating HNIS and
by merging the Consumer Advisor's functions
into the Undersecretary's cffice.

3. Establish a Deputy Undersecretary for Food
Safety to oversee the Food Safety, Inspection
and Information (FSIIS) Services. This new
agency incorporating food safety 1nformatlon,
research and education with on-going FSIS
functions would be established, repcrtlng}to the
Deputy Undersecretary for Food Safety.

4. Establish a Deputy Undersecretary for Nutrltlon
to oversee the Food, Nutrition and Informatlon
Services; a new agency would be establxshed
incorporating nutrition 1nformat10n, research
and education w1th on-going FNS functions.

*64% of USDA's budget resources and roughly |11% of
staff resources are devoted to Food Safety and
Nutrition issues. This substantial commitment must be
reflected in USDA's new structure. An Undersecretary
for Nutrition, Food Safety and Consumer Services would
provide the organizational balance to an
Undersecretary for Farm Programs and Production.

The mission of the Food Safety and Inspection Service
is "to assume the Nation's meat and poultry supply is

- safe, wholesome, unadulterated, and properly |labeled

and packaged" for consumers. It's mission is
fundamentally to protect the consumer and so iq should
be organized with other consumer services to avoid any

appearance of conflict of interest.

Food Safety and Nutrition issues are both
fundamentally important to the health status |of
Americans. They are intertwined. Reorganization
would promote collaboration.




The present USDA structure places most food safety
research (ARS and CSRS) under a separate Assilstant
Secretary for Science and Education. These
functions should be placed in the same organization
as food safety operations to better promot:
coordination, to ensure that food safety procedures
benefit from research developments, and to
guarantee that scarce research dollars are devoted
to the highest priority needs of FSIS.

Similarly, nutrition research and education
functions throughout the Department should be
reorganized and consolidated under the Deputy
Undersecretary for Nutrition. This would promote
service from the Extension service to| the
population served 'by the Food and Nutrition.
Service. In addition, Food and Nutrition Service
programs, such as school lunch, can benefit from
closer collaboration with current ARS research, in
terms of development of new low-fat products and in
terms of the specific nutritional needs of FNS
clients. ' '

By more closely aligning the program operations and
research and education activities for both Food
Safety and Nutrition, the Secretary will have
greater assurance that policy decisions are| based
on the best possible research.




Summa:y of Key Points:

Depantmeniwide

Assistant Secretary for Natural Resources and Environment

Jim Lyons

- Need to restructure the Department by: 1) defining the mission and
of USDA; and 2) improving service to constituencies.

role

General Counsel, IG, and National Appeals Division would report directly

to the Deputy Secretary.

Six new Under Secretaries would be established to deal with policy or.

program functions (Rural Development; Farm Programs and Service
Marketing and Inspection Services; Food and Consumer Services;
Science Education and Economics; and Natural Resources and
Environment).”

Maintain the Assistant Secretary for Administration and establish new

Assistant Secretaries for: 1) Intergovernmental and Congressional
Relations; and 2) Communications.

Under Secretary for Farm Programs and Services would retain both
domestic.and international functions- of the current IACP Under

Secretary. Two new Assistant or Deputy Under Secretaries would be
established to coordinate the Farm Service and International functions.

The Soil Conservation Service would remain with the Under Secreta
Natural Resources and Environment. -

Natural Resources and Environment -

Need to establish Under Secretary for Natural Resources and

3,

the

ry for

Environment as sole point of contact for all interdepartmental and agency
activities related to forestry, conservation, and environmental programs

and functions.

Consolidate all forestry-related USDA programs under the Forestry

Programs component including the Mcintire-Stennis Forestry Research
Program, the Forestry Incentives Program, and related elements of|the

Natural Resources Extension Program.




Consolidate SCS and ASCS conservation and environmental activitiqs S0
that all conservation services (i.e., technical and cost-share assistance)

are delivered through a single consultation with the landowner.

Establish the Council on Agricultural Environmental Quality, as required
by the 1990 Farm Bill, to coordinate and direct all USDA environmental
policies and programs.

Establish a new Office of Pesticide Policy to: 1) facilitate the
development and implementation of pesticide programs and policies
within the Department; 2) integrate pesticide policy with other
environmental policies; and 3) improve USDA's role in setting national
pesticide policy.




‘April 19, 1993

MEMORANDUM

TO: DEPUTY SECRETARY ROMINGER

FROM: JIM LYONS

SUBJ: DEPARTMENTAL REORGANIZATION PROPOSAL (Part D | |
To follow-up on our previous conversation, I thought it xmg;ht be

useful to offer some thoughts on the overall subject of reorgamzatmn.

then focus on what I would propose as a means of addressmg the

functions and agencies currently under my area of responsibility.

Background

By way of introduction, I have deait with a wide range of i issues not
limited to forestry, conservation, and environment during my 7 years with
the Committee on Agriculture. (In fact, I’ve deailt with every program in
Agriculture at one point or another, with the exception of dairy, tobacco,
and nutrition issues.) This experience has helped me to understand the
diverse and difficult mission that USDA must fulfill.

As part of my education, I helped develop the 1988, 89, and 90
disaster assistance bills. In addition, I led efforts to establish a mandatory
seafood inspection program at USDA (as a companion to the current meat
and poultry inspection programs). I have also dealt with farm prc!)gram.
trade, and labor issues -- with a California spin -- from my work as
agriculture advisor to Leon Panetta. Most recently, I developed the]House
versions of the Conservation and Forestry titles of the 1990 Farm Bﬂl and
spearheaded efforts to deal with FIFRA and to resolve the food safety and
pesticide exports issues. I am currently embroiled in the old- growth‘ forest
controvery and have been attempting to develop an approach for the
Committee to take in addressing the Clean Water Act reauthorization this
Congress, particularly with regard to non-point source pollutmn and
wetland protectlon issues.

I hope I can apply this knowledge to help you and the Secretary in
dealing with the issues we will all face during our USDA tenure. Part of-
what attracted me to the job was Mike’s emphasis-on teamwork. | That’s
what made the Agriculture Committee work in the House, and what can
certainly be the foundation for a successful program at USDA.
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Proposed Departmemtal Reorganization

I suggest that reorganization should serve two simple goals:

1. To help defime the mission of USDA and the role(s) that it will
play in serving our-epnstituencies.

2. To improwewur ability to better serve those constituencies in a
more efficient and ef#fective way.

With these objeetives in mind, I would suggest that the Department
be restructured to &mghlight our fundamental mles. These are:

1. Aiding famsers in the production and sale of food and fiber

2. Providing wsnsumers with a safe and affordable supply of food
and fibes.

3. Providing =l Americans with the information and (as needed)
the food #0 ensure good health. |

4. Conductingaind promoting the research, devellopment technolow,
and eduestion needed to sustain the agricultural economy and
those wiast depend upon it.

5. Sustainimgs the development and diversification of rural
economies.

6. Promoting ‘the conservation and stewardship of our land and
water resmurces.

™~

If there were agreement on these (or other) elements as the '
fundamental roles af USDA, then I would recommend that restructurmg
of the Department 3 done in such a way as to demonstrate that these
are to be the cornerstones of what we do. Such a reorganization| might
appear as outlined om the attached chart.

The rationale for this approach is that (1) it is structured to
emphasize the primary functions of USDA; (2) it provides clear line
authority for implementation of these functions; (3) it combines .smﬂar
functions; (4) it further reduces the number of individuals reporting
directly to the Secretary (which was one of the objectives of the Madigan
reorganization) and flattens the Departmental structure; and (5) it |shouid
improve the consistency in policy development for like programs, thus
reducing the "confusion’ associated with cross-cutting issues, and therefore
improve the efficiemcy and effectiveness with which services are delivered
to all of our constituencies. -
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I would offer the following rationale for Specxfic elements of this
proposal: .

1. Coordination of the activities of the Generai Counsel, IG, and
National Appeais Division by the Deputv Secretary - This is prdposed
simply to provide an improvement in the way in which the workload of
the Department is distributed. Simply stated, the workload could be
_.better shared so that the Secretary’s primary focus, overalil, is pohcy and
direction, while the Deputy Secretary focuses his efforts on coordxnatmg
the efforts of the Counsel, IG, and Appeals Board in addition to generally
supporting policy development and coordination.

2. National Appeals Division -- The rationale for placing this
function at the Secretarial level rather than with the Under Secretary
for Farm Programs and Services is to seek to develop one common
approach to dealing with appeals. Many of the Department’s appeals
originate from actions of the Forest Service. It would not be appropriate
to channel these through the Under Secretary. Also, unresoived a'ppeals
may evolve into litigation. If appeals activities are, in some way, linked
to the activities of the General Council, then any legal questions related
to the appeal can be more easily addressed.

3. Simplifving Lines of Authority -- This proposal would seek to
reduce the number of Under or Asst. Secretaries reporting directly ito the
Secretary to 6 who deal with policy or program functions and 3 who deal
with Administration, Communications. or Congressional Relations. In this
way, the Secretary’s efforts at coord.tnatmg ‘policy and pr!ogram

‘development can be sxmphfied -

4. Coordinating Domestic and International Farm Programs --
~ Greater visibility is needed for our trade and international program
efforts. However, we must recognize that trade policy and export
opportunities (i.e., how much food and fiber is available for export) are
directly tied to domestic farm program policy decisions. The current
GATT discussions, which have focussed on reducing or ehmmatmg
domestic price support programs as a basis for an mternatlonal farm
trade agreement, illustrate this point. Linking these offices, while
establishing two distinct lines of authority -- through separate Assistant or
Deputy Under Secretaries -- would improve coordination while 'mcreasing
the visibility of both the domestic Farm Services and the. International.- ...
Programs functions. '
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This prewmosai differs only slightly from that which was discPssed
briefly at our first meeting with the Secretary. These differences are:

1. The iImder Secretary for Farm Programs would retain both the
domestic and international functions of the current Under Secretary
posmion. Homsever, he would now have two Assistant or Deputy Under
Secmetaries t® oordinate the Farm Service and International func'ttons

Conmcurrently, there. would be no Under Secretary for . International
Programs.

2. The Kﬁtiona.l Appeals Division would be elevated to a separate
funetion repaeging directly to the Deputy Secretary.

3. The SCS woulid remain with the Assiétant Secretary for Natural
Ressurces and Fnvironment.

4. The Assistant Secretaries for Marketing and Inspection; Food
and Consumer Services; Science, Education, and Economics; and Natural
Ressurces angi@Environment would be recast as Under Secretanm.! This
is tw distingwimh between those Subcabinet officers with line pregram
authority (ie.. agencies under their jurisdiction) and those| with

adnmnistratian,;,communication, or governmental relations responsibilities.

Attachment
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April 17, 1993

MEMORANDUM

TO: DEPUTY SECRETARY ROMINGER
FROM: JIM LYONS
SUBJ: RA'I‘IONAIE FOR PROPOSED REORGANIZATION OF THE OFFICE

OF THE ASSISTANT SECRETARY FOR NATURAL RESOURCES AND
ENVIRONMENT (PART II)

Given the President’s emphasis on remventmg government and his
strong desire to improve the efficiency and effectiveness of federal
Departments and agency’s, a reorganization of the functions of the Office
of the Assistant Secretary for Naturai Resources and Environment |is in
order. Attached is a proposed plan for such a reorganization.

What I am proposing with regard to the Office of the Assxstant
Secretary for Natural Resources and Environment seeks to respond to the
President’'s directive by combining similar program functions, provxdmg
clear line authority for these functions, and establishing the basis for
improved coordination and cooperation between agencies and proérams
‘with similar functions. - This should help-increase the efficiency and
effectiveness with which we establish policy and implement programs. It
should also help us save money, as we look to limit redundant programs
and improve the delivery of services.

Furthermore, this approach seeks to respond to criticisms raised by
the General Accounting Office (GAO) in its March, 1991 review of the
Department’s capability to address cmss-cuttmg issues. Specxfically,l GAO
noted that, : :

"USDA needs a management approach that defines and lmks the
basic management functions -- policy-setting, planning, 1mplementmg,
and monitoring. Clear departmental policies establish a foundatlon
for effective planning and program impiementation. Momtormg ‘
systems enable senior Department officials to evaluate U{SDA’

overall progress in achieving policy goals. However, the Department
has yet to develop such a systematic management approach."|

I look forward to discussing this proposal with you in greater detail
at your convenience.
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The pmyposed reeorganization seeks to accomplish the following:

1. This approach consoiidates the forestry, conservation, | and
environmenial programs and functions of the Department under| one
Assistant Sesxetary. Indfkis way, all policy related to conservation and the

environmentand all refabed pmgram functions can be coordinated through
one office.

2. This approach would provide one point of contact for all
interdepartspental and mpency activities related to natural ~resources‘f, and
the enviromment. In #h® past, USDA has had a limited voice in dealing
with other Bepartmentse®n these issues. Having a single point of co'ntact '
would improve the ability of the Department to participat’(a in
environmental policy deMates in the White House. )

- 3. Camsolidatior ©f all forestry-related programs by movmg the
Mclntire-Stemnis Forestry Research Program, the Forestry Incentxves
Program (FEP), and reisted elements of the Natural Resources Extension
Program umder the é¥orestry Program area -would enhance} the
Department’s ability #o* address forestry concerns in a cohesive and
comprehensiwe manner.® This would also improve delivery of forestry
technical sarvices amdé cost-share assistance to rural and urban
constituencies. S ‘

4. Comsolidation af the Department’s conservation programs -- SCS
and ASCS cemservatiom and environmental activities -- would. for the first
time, help to ensure that all conservation tools for addressing| farm.
conservation- needs are eoordinated and accessible. By combining|these
elements, SCS personwed would be in a position to deliver all related
‘conservation services (i.e., advice and cost-share assistance) through a
single consultation with the landowner instead of requiring that he/she
confer with other agents for other agencies in the same Department. This
would help to improwe the "user-friendly” nature of our conser?ration
programs. Combined with efforts to collocate Farm Services and SCS
offices, this strategy womld permit farmers to obtain farm program and
. conservation technical advice and assistance in a more efficient m}anner.

5. Comsolidation-of the forestry and conservation functions would
improve natural resouree data collection efforts of the Department and
improve our ability to monitor program performance and target delivery

- of services to regions in greatest need. This is critical to monitoring the
effectiveness of program: performance. Splitting SCS and Forest Service
" functions will severely hamper efforts to establish common data bases
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reiated to soils, water guality, forests. and conservation.

6. This structure would provide the basis for improving working
relationship between Forest Service and SCS as it affects private land
owners -- both agricuitnral and forest lands. The Forest Service's State
. and Private Forestry Program has an extensive delivery system to pr([)vide
forest management #echnical assistance and expertise to private
Iandowners, many of whom are farmers. |

8. Shared natural resource data bases and management systems
(such as the establishmxent of a unified GIS data base) could help improve
the efficiency with whieh management services and technical assxstax;ce is
provided to landownere. For example. many iandowners in the Southeast
own forest and croplamds. The potential exists, if SCS and FS remained
under a single line awthority, to coordinate the delivery of services to
private landowners who seek conservation advice for their forest and
croplands, through a single individual or entity.

9. Retaining the linkage between SCS and .F'S under one line. of
authority would improwe the ability of the Department to move toward a
watershed-based, ecosystem-oriented approach to management. | This
approach holds promise for reducing the impact of environmental
strategies on individual landowners by permitting actions that affect
natural resources to be viewed in a larger (i.e., watershed) context. By
combining the land-based management expertise of the SCS and Iforest
Service, the Department could deal more effectively with issues such as
water quahty, and womild then be in a strong positicn to argue agamst

legislative strategies that granted EPA a stronger role m controllmg non-
point source pollution.

10. By moving the cost-share conservation programs of the ASICS to
the SCS (either as a part of SCS or a separate entity under the
conservation program) farmers would realize more efficient delivery of
conservation services. For the first time, SCS conservationists Would then
‘be in a position to offer a wide range of technical and cost-share
assistance to farmers rather than have to refer farmers to other agencies
of the Department to receive the services they seek. As noted above, these
services extended to a landowner by a single conservation agent could be
further consolidated to include forestry advice as well.

11. Implementatxon of the Council on Agricultural Enwronmental
Quality -- as provided in the 1990 Farm Bill -- would improve coordmatmn
of environmental policy and the development of priorities for deahng with
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environmental concerns in the Department. As indicated by GAO in the
previously referenced report., "(The Food. Agriculture, Conservatxon. and
Trade Act] requires USDA to establish a Council and Office of Agnculturai
Environmental Quahty to coordinate and direct all USDA env1ronmeutal
policies and programs’.

12. The establishment of a new Office of Pesticide Policy would'
facilitate the development and implementation of pesticide programs and
policies within the Department and improve the role of USDA in settmg
national pesticide policy. According to the General Accounting Office
("USDA'’s Research to Support Registration of Pesticides for Minor Crops )
June, 1992) there are 12 pesticide and FIFRA-related programs in USDA,
administered by 14 different agencies. . Establishing the Office of Pestlclde'
Policy under the Assistant Secretary for Natural Resources and
_ Environment would help to integrate pesticide policy with |other
environmental policies and programs of the Department.

Attachment




PROPOSED REORGANIZATION - BEPICE BF #ub hénibrhN® pbonbrang. boll BATURAL Btipuacke ANy thE Khvinotngne
 ASSISTANT
, SECRETARY 7

' FORESTRY PROGRAMS ‘

e

FOREST -
SERVICE

McIntire-Stennis
Forestry Research

Forestry lncentive
Program (ASCS)

Hatural Re&ou}ce
Extension (ES)

(CSRS)

|

CONSERVATION PROGRAMS

SOIL
CONSERVATIUH
SERVICE

conservation and
Environmental
Programs (BRSCS)

|

ENVIROHMENTAL PROGRANYG l

COUHCTE. Ol
AGRTCULTURAL
EHNVIRONMEHNTRIL,
QuUALITY

Office ot
Pesticide
Policy {Hew)

Indicates Hew Program Elements


mailto:i!@f!U!'rM!f-.~hClt.mt'ftgl.tlllU_1ti$H!ill'il

Eugene Branstoo! :
Assistant Secretary for Marketing and Inspection Services

Summary of Key Points:

. Organizational structures within Marketing and Inspection Services (MIS)
area reflect industry being regulated or serviced. MIS agencies primarily
exercise regulatory responsibility and deliver marketing services at
recipient sites.

. Retain current structure for the MIS area except for the Agricultural
Cooperative Service which could be merged with ERS or retained as an
agency and placed under the Under Secretary for Small Community and
Rural Services. ' ' '




BRANS TOO L
6-3-973

‘CONSIDERATIONS FOR USDA REORGANIZATION

Marketing and Inspection Service Agencies

- Core marketlng regulatory and service agencies wltain
USDA. .

- Organizational structures reflect industry being
regulated or serviced; MIS agencies primarily exercise
regulatory responsibility and deliver marketing '
services at recipient sites.

- Extensive otganizational ties to the States.

- Shared administrative services via APHIS for most MIS
agencies.

Agricultural Cooperatives Service
- Viewed by cooperatives as "their" agency; any

dimunition of status likely to be viewed as lack of
USDA support for cooperatives.

-- Merge into Economic Research Service: ACS is not |a
regulatory or program agency; it conducts research and
prov1des educational materials much like ERS: since ERS
is being downsized and ACS has less than 100 staff
might make sense to merge them.

- Retain as agency but shift to UnderSecretary for Small
Communities and Rural Development: If FCIC and FmHA
are moved to Farm Services area, will need somethlng in
addition to Rural Development Administration; ACS | does
quite a bit of work in helping to organize cooperatives
in support of rural development.

Packers and Stockyards Administration

- Small agency; strong support for agency status by
members of Congress w1th cattle producer constituents.

-~ Leave as is.

Federal Grain Inspection Service
- Relatively small agency; strong support for agency
status (including Presidential appointee as
administrator) by members of Congress with grain

producer constituents. .

- Leave as is.




Animal and Plant Health Inspection Service

Agricultural Marketing Service

Leave as is..

Relatively large agency:; complex mission: unique se
programs within USDA.

Safety Inspection Service

Relatively large agency; sensitive mission; major
challenges over next few years to revamp meat and
poultry inspection systen..

Leave as is.

t

Relatively large agency; unique mission in providing

marketing services for a fee: internally ccherant
program administering programs under 50 statutes.

Leave as is.
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R. D. Plowman
Acting Assistant Secretary Science and Education
USDA under and assistant secretary level would resembile current structure.
Significant changes at the agency and program level would include:
. Consolidate most research functions in a single agency which would

consist of ARS. CSRS, ERS. NASS, FS research, OICD research HNIS
research, and AMS research.

. Other functions that would be candidates for consolidation mclude
APHIS. FSIS, and FSIS methods development and animal damage
control research; SCS plant materials centers; the Office of Energy;
AMS plant variety protection: and the Alternative Agricultural Research
and Commercialization agency.

. Consoiidate education functions in a single agency. which would consist
of: ES, HNIS. information and education, NAL, OICD training and
technical assistance. ACS, SCS resource conservation and development,
FNS information and education, OCA, CSRS higher education.

. Consolidate economic analysis from EAS, WAOB, and part of EF‘iS
related to production, trade, and marketing in a single agency repomng
to the Under Secretary for International Affairs and Commeodity
Programs. :

Key points in the rationale for-a centralized, inhouse research agency include:
1) such an agency provides a science basis for policy and regulatory functions’;
2) line authority control assures responsiveness to policy direction and resource
accountability; and 3) a large agency can provide stability, continuity, and sustained
- effort to address long-term problems.

Key points in the rationale for consolidation of research functions in a sing'le agency

include: 1) such an agency provides autonomy from operational and regulatolry
programs; credibility of scientific input into policy decisions is enhanced; 2) a smgle
agency can be more efficient and can more readily carry out projects that mvolve
multidisciplinary teams; 3) a single agency can recruit better talent, offer better career
opportunities, and provide better facilities and equipment; and 4) a smgle agency

provides a single point of national contact.

‘Combining AHS and CSRS offers opportunities to save by reducing efforts to, manage
~ funds that go to state institutions by formula or congressional direction and

opportunities to .improve management-of funds that are- awarded competitively.
There are significant political factors to consider.




DEPARTMENT OF AGRICULTURE
OFFICE CF THE SECRETARY
WASHINGTON, D.C. 20250

June 2, 1993

INFORMATIONAL MEMORANDUM FOR THE DEPUTY SECRETARY
FROM: R. D. Plowman ) , Tee

Acting Assistant Secretary

Science and Education
SUBJECT: Organizational Structure of the Department

Provided for vour consideration are some options that might receive turther swadyv a
develop for reorganizing the Department of Agricuiture. Any preliminary decision

s plans
made

will require caretul and thorough statf work to ensure that all issues and consequences are

evaluated.

Enclosure No. I is our idea about the total Department structure. It proposes organ
around program mission or function. It suggests seven primary mission areas as to

Research

Education

Regulation and Inspection
Production and Marketing

Nartural Resources and Conservation
Rural Development

Food Assistance

While these functions closely resemble the current USDA structure at the LnJ

1zation
llows:

er and

Assistant Secretary level. the significant suggested changes are with agency and prooram

alignment.

Enclosure No. II is our rationale for the Department having a strong in-house agriculturaj
research agencv and having a single agency. There are some who would argue that the

research structure should be divided up by function and dispersed among the other
and Assistant Secretaries. We think this would be a serious mistake.

- Enciosure No. IIT'is an option that would combine the functions of ARS and CSRS.
the present organization functions efficiently, some improvements could be made.
- are some downside to consider however.

AN EQUAL OPPORTUNITY EMPLOYER

Under

While
There



INFORMATIONAL MEMORANDUM FOR THE DEPUTY SECRETARY

Enclosure No. IV is an option mat consoiidates some ot the ragaaren tunctons now residin

in other agencies into a central researcn agency. { ARS).

3

e

Enclosure No. V is a proposai that ARS made 1o the previous saministration. [t deais

primarily with a recontiguraton of the functionai lines of existing S&E agencies and inci!

those technical components of other Departmental agencies recommended for transte
S&E.

Enclosure No. VI centralizing support functions within existing S&E auencies.

des
[ 10




POSSIBLE USDA ORGANIZATION STRUCTURE

Mission/Functions

Researcn

Education

Reguilatory and Inspection

Production and Marketing

- Natural Resources and
Conservation

InCiCS

Agencies/Proarams

- ARS

- CSRS wro Higher Education

- ERS w/0 Ag. & Trade Analysis Div.
- NASS

- FS research

- QICD research

- HNIS research

- AMS researcn

- ES

- HNIS infcrmation ang egqucation

- NAL

- QICD training and technical assistance

- ACS

. Resource Conservation and
Development (RC&D)

. FNS information and. education

- OCA

- CSRS Higher Education

- FSIS

- APHIS

- FGIS

- P&SA

- AMS meat and pouitry grading and
egg inspection

- ASCS

FAS

- ERS Ag. & Trade Analysis Division -
- AMS w/0 research activities

- CCC

- WAOB

- EAS

- OICD International Affairs Division

- ACI
- SCS wro RC&D
- FS wro research

ure



Rurai Development

Fooa Assistance

- REA
- FmHA
- RDA

- FNS iess some educationai functons

e}



COMMENTS

Research and Education

Bringing together the various research functions as sncwn apove would propably

improve the coordination and planning of this imponant activity. The main question

would be whnether Forestry Research is so closely tiea to other Forest Service
programs that it would have a serious impact on them if the research function was
transferred. It is doubtful that this would be the resuit; a case in point is ARS whic

now performs research in an effective manner for a number of other USDA agencies

including APHIS

h

The education mission and function of USDA have become fragmented among several

agencies over recent years with some overiapping. and duplication; thus, this area]
shouid be given specific attention. One or perhaps two agencies could be created

from the education grouping snown on page 1. !ftwo, a revised ES ana NAL wouicii be

recommencded.

Regulatory and Inspecticn

Many of the agencies shown above in this grouping were "spun off" from other '
agencies such as ARS. Separating the regulatory and inspection activities from

agencies having other functions was probably a good management decision. Whether

$0 many inspection agencies are needed could be depated. In any event it would
seem logical to group them under the same assistant secretary.

Production and Marketina

The American farm sector must think more globaily in marketing its food and fiber,
production. USDA needs tc more clearily focus and strengthen its programs in this

area. The economic analysis done by EAS, WAOB. and ERS should be a vital p:'art of

a production, trade. and marketng mission..

Grouping these functions together should provide the focus USDA needs to modernize

its approach to today's market ing challenges.

Natural Resources and Conservation

This function would remain substantially as is.

Communities and Rural Development

This function would remain substantially as is.




Sooa Assistance

This organizationar configuration wouid aiso remain casically Ine same with the
educaticnai functions iransierrea.
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Why whe U.S. Jepartment oL Agriculture Needs
2 Strong and Central Science zand Educetion Tuncticn

V.5. agriculture, as we know it today, is largely z function of technoleogical
advancements over many vears. USDA has plaved 2 prominment ole in these
advancements, <irectly through its inhouse :research and educaction agencies anzd
indirectly throwmgh ics natioral leadersiip and support %o the decentralized
retwork of Stave universities and other public and private institution

today require technology solutions or science-based inputs. 7o cery
many and complex responsibilities on a day-to-day basis, It is esgen
the Department maintain strong research and technical informaction ca

Nearly all cf the problems and policy issues confronting agriculture aLd JSDA
i

ot g

Questions often asked, particularly under conditions of fipancial streliz and
organizational ~eform, are "vhy have a Federal inhouse research agency?:; why
mot have State universities.and.cther research and education organizatfions
carry out these functions cn behalf cf the Cepartmenu?”

XZlthough non-Federal research organizacions :importantly complement ang help
carry ocut the Department's technical functions and responsibilities, they
cannot substituske for them. Conversely. the Department canrnot subordﬂnate its
_seience and tedBnology responsibilities to non-Federal entities because of a
lack of line aughority control over research direction. responsiveness. and
resource accoumgabilircy.
Reasons why the-Department must mainotain & strong, centralized inhouse Federal
agriculturél science and education agency include:

o Provide a science basis for admipistration policies and regulatory
functions.

9 Respomsive tc the Secretary and directives/expectations of Congress.
o Respomsive ©o tecnnology needs of USDA action and regulatory| zgencies.
o Capabiality for rapid mobilization of regources to meet emergency

" requiremencts for technical information. expertise, and technology

develspment,

o Provide stability, continuity, and sustained effort to address
long-term problems and research objectives.

¢ Conducts research natiomal in scope., directed to public good and
pricrities. cot bound by political and geogrephical boundaries. =nd
not metivated by proprietary rights and profit.

0 Provide facilities and research programs dedicated =7 unigue naticnal
pregrams. e.g., genetic rescurces. foreign animal diseases.

o Programs and human resources-are dedicated solely %o research’ and
problem solving: not distracted by other responsibilities (e.g..
teaching, peer pressures).
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oenal leadership. toordinaticon, z2nd focus to . nation s
rotal agricultural research efforc.
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o Reliance ty foreign governments on the credibility of Federall
lanoratory technical dataz end research results used in science-based
internaticnzl trade negotiations.

Although the needs fcr a Federal inhouse rese3rch and techrical science
capability are clear, other guestions often asked are "wvhy have 2 gingle
Federal agricultural research agency? why =ot disburse the technical research
and development responsibilities among the action and regulatery agenclies of
the Department in order to sarvice those agencles directly and uniquely.”

}

{

A pingle scienmce and education agency within the Cepartment 5 nighly
supported by the folleowing reasons:

o Autonomy From the operational smd reguliatory proarams served by the
science progranm; maintain public and legal credibility of
science~based operatiouns and policies and avoid real
conflicts~of-interest, or perceptions thereof.

el Cost-efficiency of research facilities, instrumentation, and|human
rescurces: avoid need for duplicate scieantific and program
capabilities and resource expenditures.

o Provide multidigciplinary team research capabilities znd rapid
mobility of scientists to changing pricrities across the Department's
programs.

) Maintaiz balance emorg fuzdamental and spplieds/develspmental research

o Maintain critical mass of scientiflc talent to maximize opportunities
to attract, recruit, and retain high guality scilentists and|technical
staff, and otherwise maintein a guality scientific eavironment.

e Provide a clear single point cof naticnal contact £or user groups on
research and technical matters.

o] Mimimize the tendency for relatively small research organizécicn
elements to lack support and beccme neglected components onl the
periphery cf the mainstream mission of large operational agencies.
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Tssues

We rcelieve that ARS as the research arm of USDA is the nost
appropriate arrangement for the following reasons:

1.

oL centralizarion and decentralization of resesarch
organiza

AT
preponents af both and many industries reorganize along either
line form time to time.

A. Aveidamce of contflicts of interest, real or apparent.

tiorrs are common in the ilndustrial sector. There zre

When ARS carries out research for action agencies |
[APEIS, FSIS, AMS, ASCS, FGIS, etc.) the agencies and
the public can be sure that the research results have

This is an unfortunate situation for example, in FS, in
wiktich FS executives are sometimes unhappy wWith reports
from their research arm on issues of wildlife, ‘lré,
insect and disease control. Simultaneously, publ;c
action groups interested in the environment and |
wildlife preservation view the same research reports as
biased in favor of FS policy. This is surely a “no
win" situation for the researchers.’

Wheri action agencies go to the courts for *esolutlon of
issues against either plaintiffs or defendants it lS
smpportive to have data and methods developed by an
imdependent organization with an excellent research
reputaticn rather than dependence upon thelr own
staffs, regardless of reputation.

Se called "research arms" of organizations which are
under pressure to resolve critical issues quickly [lose
their research activitiesz in order to put out "brush
fires." The urgent rapidly supersedes the important!
In order to provide a balance among long and short term
research issues (and everything in between) separation
of research missions from action missions is required.




3.

Efficiencies and eccononies.

1.

tomorrow’s problems!

' Modern research tools such as mass-, nuclear magnetic

resonance, electren paramagnetic resonance
spectrometers, chromatographs cof all types, etc.
provide spientists with rapid uneguivecal data
regarding structure and compositicn at levels that| were
formerly described as '“near zero." ‘Unfortunately, the
modern laboratory with the tocls appropriate for the
next stage of detection and analysis is extremely

-expensive. Small research organizaticns can afford

cnly those tocls which have been proven by cthers [to be
useful amd economical. . Larger.crganizations can apply~
expensive tools to a broad range of problems and- elp
action agemcies to develcp those tools To the "ext
generation of problem scluticns. Fragmentation of a
great research corganization such as ARS will ensuﬁe

that actiom agencies will use vesterdays methods for

Recruitment and retention of superior scientists
requires a culture supportive of scientists, a
workplace:environment which provides the appropriate
tools for. scientists and assurance that research
results will not be modified to meet policy objectives.
Small resemrch crganizations, part of politically
sensitive action agencies, can not provide this
culture. If superior scientists can be recruited | by
such organizations, turnover will be counterproductive
and expensive in terms cof training, loss of conti#uity
and costs of replacement. ARS has the appropriate
culture which would be n1551ng if its scientists were
redirected to other agencies.

Multidisciplinary appreoaches are common in sciencg
especially when we tackle the complexxty of problems
encountered by USDA where there is a critical maeé of
scientists with differing yet complementary, skllls
that can be leveraged to solve real world problems. A
case in point is a recent project on nodelling food
treatments to ensure micrebiological safety. In
addition to a fine team cf microbioclogists, and the
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Area Statisticilan, the tsam used the expertlae of a
chemical engineer skilled in mathematical ﬂcdelllng.
She is now doing other types of research. Another
example 1s our consolidation cf a pasture research unit
with a watershed unit to holistically study the impact
of agricultural practice upon dairy preoductivity in the
Northeastern U.S. as well as the impact upon
environmental quality. This will provide prescriptions
for improving environmental gquality. Logic mlgnti
indicate that the environmental work could be in EPA
and the dairy portion might be in AMS. Such separation
would miss the point of the holistic approach. Where
would this impertant pregram synthesis £it but in ARS!

Maintenance of a critical knowledge base.

ARS scientists frequently :identify with a commodity (ile.,
soybeans) or a discipline (i.e., entomology) yet there|is
considerable switching around durznq a career. Im remlnded
of a recent ARS Hall of Fame Winner who introduced 40 new
varieties into commercial practice with the seedless red
(flame) grape as one of his latest introductions. It’s a
gocd thing for the country that ARS didn‘t keep him as|a
peach breeder for his whole career. Another case is a
scientist who has worked on animal fats, hides and leather,
food safety and more recently milk. When the U.S. Customs
Service needed to differentiate between imported cneddar
cheese {(import duty required) and Cheshire cheese (nho duty)
he was able to show differences in thermomechanical
properties which identified the cheese type. That solution
would have peen hard to achieve without his. contlnultf of
employment, skills obtained in animal fats work and ARS’
reputation as the preeminent research organizatien wlth
knowledge of dairy products as well as scientists with a
broad range of skills. .

The nations best interest lies in maintenance of this
knowledge base. If ARS were to be fragmented, loss of
skills would be apparent and some parts of ARS would flnd no
other home. We might attach parts of ARS to FSIS other
parts to APHIS or FGIS or ASCS that might result in some
small gains to that agency but a loss to USDA and the@naticn
overall as well as many redundancies. An analogy would be
fragmenting the National Agricultural Library’s collect on’
to those agencies. That’'s hardly reasonable nor workable.




Inciosure o

COMBINING THE FUNCTIONS OF ARS AND CSRS IN
SCIENCE AND EDUCATION

The organization of research in Science und Education at tne present uime is working tairiv
well. There are some improvements that couid be made nowever. An option 1o consider
would be to combine ARS and CSRS together as one agency. A one-agency structure would
ne:

- less costlv 1o mmanage,

- would reduce FTE personnel.

. would better coordinate research herween the Faderai and State svstems.

- would avold some duplication. und

- would direct more etfort to programs of primary importance o the Department.




With the oplecuve of increasing erficiency oI program aad reducing costs. iae rollowi
nrered: ‘

=3
(§]#]
7

DEFINITIONS - DESCRIPTIONS OF EXISTING AGENCIES

ARS - The in-nouse research agency ot the Department has dedicated laboratories and
experiment stations - emplovs Federal people inciuding 2.500 Ph.D. ievel 5cien:tists -
researches problems of national or broad regional concern - provides technicai support for

the action and regulatory agencies ot the Department.

Total FTE 3.150
Budget FY 93 $668 miilion
CSRS -  Provides a link to the Land Grant Universities ot the LOUI’III’\ - dlStIlDuteS

‘uppropriate tfunds to the Universities - has no laboratories or empiovees oumde the
Washington area.

Total FTE 211

Budget FY 93 $432.9 miilion

All montes from USDA dedicated for research should support the programs ot the President
and the Secretarv ot Agriculture. Since ARS is the Secretary’s research arm. helcan so
direct the program to that end. Little research done in the States with the $433 million of
CSRS money is intluenced by the Department. A detaiied look at the FY 93 CSRS budget
explains why this is the case.-

L. Hatch Act o : $168.785.000

Cooperative Forestry 18.533.000

18390 Universities 27.400.000

Animal Heaith S 3.551.000
5220.269.000

This money goes to the States on a formula basis. CSRS has virtually nothing to say as 1o
its use except that it supports agricultural research in the broad sense. Seventy- elQIIlt FTE’s
are devoted to the effort. Twenty-four of these are protessionals. Since USDA has little

bl




t0 say about use of the funds. tais eifort could de reduced to the MECNANISMS Of transterring
the monev. ' '

e Aquaculture Centers | -5 4.000.000
Sustainable Agricuiiure © n.723.000
Agricuit‘ure Weather +00.000
Higher Education (part) : | 2.£00.000

513.623.000

These programs are also passed to the designated organization who spends or dxspenscs the
funds. Anexample is the Sustainable Ag¢riculture Program. Money is sent 1o four regions
'vho in wurn manage o Competitive Grants Program. Hloner Education sends $50.000 10
zacn State. Agricuiture Weather is passed to Nortn Dikota oniy. '

S Special Research Grants $73.411.000
These special grants are the vehicle by which Congress directs specific funds to specific
locations. In any year, there may be more than a hundred such projects. CSRS gives érants

to the specified States for the research identfied by the Congress.

4. Critical Agriculture Materials Act : S 400,000

Rangeland Research Grants , +75.000
Supplemental and Alernative Crops 1.043.000
5 2.043.000

These projects and programs are also conducted by the States. A program otficial in[CSRS
dispenses the funds in cooperative agreements with appropriate scientists.

3. National Research Initiative (NRI) $97.£00.000

The NRI is a competitive grants program with the largest portion devoted to bolxsic or
fundamental research. Grants are given under the headings of Natural Resources and
Environment, Plant Svstems, Animal Svstems. Nutrition and Food Quamx Processes in New
Products. and Markets. Trade und Rural Deveiopment.

Items 1, 2 and 3 with a toral of $307.305.000 are either formuia funds or designated pass
through funds with little program direction from the Department. Other budget hne items
titled Federal Administration ($20.795.000) and Higher Education (§7,850.000) argelv tall
in the same category.




[tem No. 2 (NRI) und No. 4 with a rotal ot 299.243.000 can and are inrfluenced by the
Department. That intfluence s exerted bv what is written or asked for in the "Requesys tor
Proposais” (RFP).

Recogmzino thart iess than one-tourth of the total CSRS budget is amenabie to Department
direction. it is recommended that total CSRS siarr be reduced to those persons 'mcessan
10 transter the monev from USDA to the recipient State cooperators and 1o ensure
compliance with the law and USDA regulators on how the runds are spent.

The NRI and the small programs in item No. + could be transterred 10 ARS 10 manage.

Bv so doing, the Denarrmem would have a primary in-house research capability to achxeve“
objecuves of the Department and through cooperative agreements and grants, could control
for other needed parts orf technology to suppiement the in-house program. This would
eliminate duplications and would ensure that tunds are used to pursue the most impértant

problems. A savings of 70 FTE's and approximately 39 miilion could be realized.

Combpining ARS and CSRS would be vigorousiv opposed by the Land Grant System. The
States rely on CSRS to be their advocate in the Deparument. They would be concerned that
States’ interest would not be properly represented by such a combination. Congress would
likely oppose such 2 move and would be requested to do so from their constituents in the
States. Should the Department give serious consideration to this option, the beneﬁts should
- be carefully weighed against the negative political fallout




The Zegearchn ind Sciennific Tec gg Tivisipa vrovides financial
grants and a,minzstra:;ve support for ccoperative international
egearch, -ut relles largely upon ARS and urpiversity scientists to
carry out ~he U.S. ompenent cof cocperatiwve agricultural searech

with foreign counuriss.

Forest Serwvice (TS5}
IS Zesearch rapresents a relatively small component {(about i) | of the
¥8 znd its technical Linkage 2. z2nd sSdpDCIL f 5 cperatiocral

. . - . i
rograms and policies (management of National Forests) is not clear.

gy

; ; Lo ]
§ Research and ARS nave similar technical missions, infrastructure

requirements, and organizatiomal structures at both the national and
field levels. Both agencies employ common scientific approacb&s.
Program and management efficienciss could be gained by an
‘incorporaticn of FS Research into S&E.

Animal and Plant Health Inspection Service (APHIS), Food Safety and
Inspection Service (FSIS). and Federal Grain Ianspecrion Servics ¢

{(FGIS):

Each of these 2gencies have Methods Development programs that (have
respoasibilities for developing 2nd adepting technologlies for (agency
operacticns. Much of the actual work carried out >y the Methods
Ceveliopment sroups is considered research wnich often duplicates the
work and rescurce expenditures of ARS. APHIS also conducts a special
program on Aznimal Dam Control Sesearszh which could appropriately
be a part zI S&E. B

*
-

wn

0il Conservation Service (SC8):
Ihe Flane Marerial Centers of SCS serve as germplasm renosxtorxes for
plant genetic¢ materials having potential urility for conservatlon
plaatings. The plant collection, mairtenence and c¢istribution
functions, 2nd their infrastructure, reguirements. are very similar te
those within rthe RS nacio al plant germplasm program. |



http:proorc.ms
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Z¥ is rzurrenetly a component of rconomics, Dutb Zeals largely with the
cogrdinaticon oI technical programs related to the developmens c%
alterzative energy, l.e.., Dicftels Irom agricultural ::mmodi:ieé.
Zowever., all :f =he research program support Iunds zzd gerferme%s
coordirated by CE are in the S&f agencies. ?2rogram and leaders%io
2fficigncies would be cairned if these functions were 7o be )
consclidated withiz SaE.

Lconomic Research Service (ZRS):

S&E agencieg zzd progrems currently lack agricultural ececnomics
research capabilities, which are increasingly =zeeded in suppord of
multidisciplinary team researci. sustainable agriculture and other
integrated systems research, znd research planning 2nd evaluation.
Tomypernents oI the existizg ZRS. particuliarly these that deal with =he
micro-aconemics cf zatural resources azd commodity Drograms. :5uld De
appropriate ccocmplement te existing S&E orograms.

Human Nutricion Icformatien Service (NIS):

HNIS conducts food composition and conSumptxon surveys aand carlles
out information delivery programs to the public, functions that are
very similar to the research and education responsibilities of| S&E
agencies. These programs could be conscolidated with a resulting gain
in resocurce efficiency and program delivery.

Agricultural Markewizg Service (AMS):

The Plang Varievy Protection Office {(PYP) certifies and 'eoxst~rs
crop wvarieties impreved through agriculitural research, both oubl;c
and private. This office basically carries out a technolody transfer
and ianformation function that sppropriacely fits wizh similar land
stronger capapilities that =ow exist’ within S&E.

‘Alternative Agricultural Research and Commercialization (AARC):

AXRC 1s a pew independent ageacy that reports direct to the g
Secretary. Tts mission is to research and promote the commercial
technology development of new and value-added products deriveg from
agricultural commodities. This mission overlaps with and cuplicates
the long-standing and successful research functioms of the ARS
Regional Utilization Research laboratories at Philacdelphia, Peoria.
New Orleans. and Albany. Resource use and administcrative
efficiencies could be gained 1f AARC were to be incorporated linte S&E
and programmacically linked with ARS. :




MISSIDN AND ROLE oF 3CI24CT =MD STUCATION [ 1SDA
scdence and Education (S&E) in USDA 7: znargea with sztting policy and

providing oversight for:

- Research ana <eveiopment (R&D) in support of Departmental programs.

- Research amd qevelopment in support of the agribusiness sector and the

general public.

- Technical iaformation services and technology transrter to Departmental

programs amd ‘the public.

- -The mission of S&E has not substantially changed in recent years, but

environmental parameters have. funding has remained essentially level |for

many years.

However, there i3 an increasing need for well-deveioped,
integrated technoiocgy products and informaticn,

such as those reiated to water

quality, food safety, global ciimate <nange. human nutrition. ind alternative
products.

A recommended S&E misSion statement is:

S&E

Deveiop and tramsfer new-khowiedge and technology needed to soive

technical agricotural problems of broad scope and high national priority

‘in order to ensuvre adequate production of high-quality food and
agricuitural products to meet the nutritional needs of the American
consumer, to sustain a viable food and agricultural economy, and to

maintain a quality environment and natural resource base.
agencies have:

- The ability to perform long-term, high-risk research.

-~ The ability to respond to stable and changing technical goals.

- An organizational structure ensuring research program accountability--

and coordination.

- The ability to focus research on gaps in knowledge that are barriers

to problem solutions.

- The capability to form, disband, or coordinate interdisciplinary or
multilocation research teams from a large, diverse scientific| work

force.

public and other users:

-~ The ability to transmit technical information and technology

to the




CROGANTIZATION OF ZTIENCE <HD ECUCATION (i USDA

Secause of level funging, these capapilifies Zascribed in the previous >ECIIOH
must be implemented in the most erficient way possible with present resodrcec
“f QJE ,ons1oeraticn shouio be given o S&E mrcamzatlonax rnanaes ‘hat

a timely and focuseo manner.

The Agricuitural Research Service (ARS) sugcests ‘hat more rocused and timeiv
response to high-priority R&D and technoiogy transfer needs can be achieved bv
central management and coordination under S&E of all R&D, technical
information, and technology transfer activities of the Department. ARS
therefore recommends that the scientific research and technical informatjon
functions within the following agencies and programs be f{ransferred to S&E:

i

QICD
- Forest Service Research

- Agricuitural Marketing Service
o Plant variety protection program

- Human Nutrition and Information Service

- Animal and Plant Health Inspection Service
' 0 Methods development program

- Federal Grain Inspection Service
0 Methods development program

- Food Safety Inspection Service
0 Methods development program

Soil Conservation Service
o Plant Materials Center
0 Soil taxonomy .program .

- QOffice of Energy

The attached charts reflect the proposed organizational structure for S&E.
This structure is based on a reconfiguration of the functional lines of
existing S&E agencies and includes those technical components of other
Departmental agencies recommended for transfer to S&E.

In addition to transfers of existing components. S&E needs o fill an
important gap in its ability to evaluate the technology it produces. BSecause
technologies must be economically, as well as technologically reas1bleI ARS

suggests that authorization be obtained for S&E to conduct economic research
in connection with the technologies developed by S&E (this suaggestion is not
intended to assume the role of ERS, which is now confined to broad eccnomic

policy analysis research). '

Enclosures
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Centralizing Support Functions within Existing S&E Agencies

Under the assumpuon that the present S&E agencies remain largely as new contigured. we
need to evaluate all possible changes that would increase erf1c1encv We are not ma}\mg
concrete proposals. oniv: omthining issues that need further studv. These inc ade the

following: : : : |

(s3

Classroom).

Consolidate the service tunctions across agencies within S&E (e:¢., personne! and
procurement).

Establish an "Informarion Resource Management Services Section” “within Science
and Education to provide equivaient support to all units. This couid inciude:

- Improved elecranic communications (radio and telecommunications support)
usms’ the expexrnse of the Extension Service. |

- Enhanced primt media services using the expem'ée of Agricultural Research
Service ‘

- Expanded electronic database services’ usmg the capabilities of the
Cooperative State Research Service.

- Focused support from the State Agricuitural Experiment Station System as
additional expernse is needed.

Consolidate the roles of S&E advisorv committees including: Amimal Heaith
Research Advisorv Board (AHSRAB), Forestry Advisor_vCommittee.-Sustﬁinable
Agriculture Research and Education (SARE) Committee, etc.). Other considerations
could include combining the Users Advisorv Board and Joint Council tor more
etfective advice and cauncil to the Secretary of Agriculture on issues rel: lted to
research, extension and education (anher Education and Agriculture in the-

Consolidate other support systems such as EEO, Congressional Affairs, Human
Resource Management, etc.

Additionally, we suggest evaluating some functions now carried out in the agencies that
might better be served by the Administration arm of the Department. An exampie is the
Radiological Safetv Program now managed bv ARS but provides service to APHIS, FSIS,

SCS and FS.
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1. Legislative changes needed.
2. Impact on Congressional districts. o
3. Impadt on local commusities -

. ® Employment

® Havmg a local office
® [ oss of dollars

SRS

4. Compatibility with exisfing fegislative propossls.

5. Wherc to locate offices.
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Il 5. Reduction of staff,.
1 6. Employce morale,
7. Elcvated self estcem because of organizational
improvement.
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@ Hstablish satcllite offices during p-cak work]oad
periods,

2. Increased interoffice communication.

3. Faster communication to bottom lcvels bccanse of
reduced organizational levels.

4. Onc stop skcppiug,

aad automation.

6. Customers deal with onc agency.

“ 3. Less paperwork becausc of consohdnnon of forms

7. Ounc intcrprelation of same policy (less confusion).
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[. Pewer officcs bocause of consolidation /collocation.

| 2 Larger offices 10 accammodate collocatinn.

|
3. Possible loss of free or subsidized space which ' r
would result in increascd cost.

4. Coping with Icases in cHect.

3. Coordinating consolidations of functions with the : i
expiration of lcases,

6. Relocating the office. ‘
7. Remodeling,
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1. Rednced stafi.

_ 2. Reduced equipment needs (xerox, mimeograph). . m

3. Reduecd administrative cost,
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Palitical implication.

Resultant cost.

Distuption of current working relationships.
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Employment impact.
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1. Loss of revanus (building 85.

2. Loss of staturc.

3. Loss of jobs

_ 4. Political pereeption.
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DEPARTMENT OF AGRICULTURE
OFFICE OF THE SECRETARY
WASHINGTON, D.C. 20250

June 3, 1993

INFORMATIONAL MEMORANDUM FOR THE DEPUTY SECRETARY -
: A |
FROM: R. D. Plowman L e
Acting Assistant Secretary
Science and Education

SUBJECT: Redrganization .

Enclosed find an additional paper that speaks directiy to the
of OICD. As you know, that program now reports to the
Secretary for International Affairs and Commodity Programs.

will note from the detailed description of their activities]

issue

Under

You

that

they have little in common with their sister agencies, FA§ and
ASCS. Almost all functions are Science and Education. Théﬂe are

three viable options to consider.

'
<l

1. Leave with present organization.

2. Move total agency to S&E.

3. Eliminate as an agency and transfer specific divisio%s to
others. For example, the Research and Scientific Exchange
Division could move to ARS. Internaticnal Organization

Division would stay with FAS. Development Resources Divliision

" could become part of ES, etc.

Enclosure

AN EQUAL TPPORTUN.7 ! EMPLOYER




BACTIGROUND

OICD is organized into four program divisions. These are the Development
Resources Division, the Food Industries Division, the International
Organizations Division, and the Research and Scientific Exchanges Division.

brief description cof each follows. A current organization chart is appended

\

DEVEI.OH*IEN‘I' RESCURCES DIVISION

Coordinates intermational development activities associated with
agricultural production and maintenance of natural resocurces ard the

A

|

I

!

enviromment in collaboration with USAID, international organizations and

other donors, USDA agehcies, the U.S. University cammmnity and the

|

private sector. Uses USDA expertise to plan, lead amd staff development

programs related to agricultural production, natural resources and

related subjects. Arranges short courses and training programs taught by

USDA, state departments of agriculture, universities arnd the prlvate
sector.

FOOD INDUSTRIES DIVISION
Coordinates internmational development activities associated with food
other agricultural product processing, storage, whelesaling and
retailing. Manages the Middle-Income Country Fellowship Program and
similar activities.
INTERNATTIONAT, ORGANTIZATTONS DIVISTON

Assists the Secretary in maintaining liaison with specialized

international organizations (FAS, IAEA, OECD, WFP) whose work influenc‘es

U.S. agricultural interests. Coordinates development of Department

‘and
! .

!

position papers on food, . agriculture and rural development matters under

consideration by intermational organizations.

RESEARCH AND SCIENTIFIC EXCHANGES DIVISION

Administers international research programs with foreign goverrments a{nd
institutions. Coordinates activities with and involves USDA-and other

US govermment agencies, US and foreign universities. Coordinates
partm;patmn of USDA agencies ard US universities in agmcultural
science and technology exchange agreements with other oamtrles

Several programs coordinated by OICD deperd heav:.ly, if not entlrely, for

i

technical guidance and execution by scientists in the Agricultural Research
Service and US Agricultural Universities. Most of these programs are in the
Research and Scientific Exchangeﬁ Division (RSED), camprised of the fcllcmnmg:



http:follo;..rs

i
Forei " _ ‘ |
\

Uses U.S.-owned foreign currencies to support campetitive grants to |
foreign institutions. Federal and State Cooperating Scientists guidel and
assist the foreign Principal Investigator. This high level of pexsonal
interaction has been a principal feature distinguishing the USDA Fore:xgn
Currency Program from other US "assistance" programs.

rar FEastern Regional Research Offioe (FERRQ)

A small office in New Deithi, India which manages the Fomign Carrency
Research and US~India Fund (USIF) agricultural programs .in the reglon
Since 1960, with the exception of one U.S. Forest Service research
administrator, all former Directors of FERRO have been from ARS.

Collaborative research involving U.S. and foreign agricultural

institutions. Its aim is to obtain or develop new information |

contributing to goals of USDA, State Agricultural Experiment Stations;

and agricultural colleges and universities. The program features modeést

grants to US investigators for joint research with foreign counterparts.
\

|
|
I
Binational Research Program o : . ;
i
i
H
!
i

Reimbursable Programs ' « o

Research and technical cooperation programs (including professional ;
development) that are funded by participating countries, multlnatlonal
agencies (e.g. FAO) or USAIB |

|

Scientific Excharge g_r_’gg[r_a_m

Prumotes international cooperation in agriculture and forestry through
short~term (1-6 weeks) exchange visits of U.S. and foreign scientists}
Negotiates programs of activities with ooopexat:’mg countries based on!
proposals submitted by scientists from USDA agencies, universities and
private organizations. Proposals are reviewed by scientists in ARS and
CSRS. Exchanges are intended to work toward development of longer-term,
more productive collaborative research arrangements.

Liaison with Intermational Aaricultural Research Centers (TARCs) i

A small staff maintains liaison between USDA and the IARCs of the
Consultative Group on International Agricultural Research (CGIAR).
Facilitates ccmnunlcatlon between CGIAR and research and education
officials in USDA
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The Research and Scientific Exchanges Division is camprised of 30 staff

nmembers in Washingcon plus 2 American and 6 Foreign Service National employees

in India. Funding for the Division is derived mainly from regular USDA
appropriations, plus a small Special Forelgn Currency appropriation, armd !
'rennbumenents , ‘ N )

The Division uses 2RS and CSRS staff to evaluate research and exchange
proposals. ARS and State scientists serve as Cooperating Scientists . on the
- variocus grants to foreign institutions. These rescurces are provided at no
charge by ARS, CSRS, SAES and the universities.

Science ard Education proposes that the RSED be transferred to S&E. Since to
accomplish its missions, RSED has to call on the S&E agencies, assigrment of
RSED directly to S&E is both logical and efficient. |
Components of cother divisions in OICD need to be crltlcally evaluated to
determine those which would advantageously be located in S&E. Certain OICD
staff who provide administrative support (travel, accounting, persomnel,
acquisitions, grants and contracts) would need to be assigned to S&E to
. maintain efficiency of operation.
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ASSISIAN] SECRETARY FOU ROMINISVERY JOxt
’ DAIE: 3‘30 '$D
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»01c0%s mission {5 to belp the total U.S. Pepertrent of Agriculture, other Federal egencles, ond essocloted Imtitutions, Industiies, ard orgenizatiom with globel
respora (bil[ties serve worldufce buren needs by strengthening food end egricultueal systens (n doveloplog countries and, st (e sace tine, strengthen U.5.
competitivencys md Lesdership through rolisborative programs. Current progress Include;

Agriculture’s Intermationsl

.

Cevrplane ord sclentiffe exchenges .
tol laboretive research on sutusl probless
Linkeges to Internatfonml organizstions v

Food leduttey, agritaniness, rgriculture erd
antursl retources devalopent projects
Fellowthips erd tralning for developlrg
coantrics.*

_ SUPERSEDES CHART DATED AUSUST 14, 1986
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Keith Collins
Acting Assistant Secretary of Economics

Summary of Key Points:

|
: |
*  USDA needs to have a Chief Economist reporting to the Secretary. |
The President and every other Cabinet officer has one. This political
appointee would be a key policy advisor that provides objective analysis
on the impacts of policy options on the agricultural economy !
. as well as on consumers and taxpayers. |
. Vesting this role in the Assistant Secretary for Science and Education or
a Deputy Assistant Secretary for this area would provide inadequate!
representation and policy advice. ‘

. Two options proposed.

. ' |
. Option 1: Maintain cuirent organization structure but have economics
agencies report to a politically appointed Chief Economist rather than to
an Assistant Secretary. Agencies would not be merged but actlvmes to

downsize ERS would continue. I
i

( |
. Option 2: Abolish the current five political positions in the Assistant

Secretary for Economics area and replace with two political positions. A
new Director for Economic Outlook and Analysis would be created who

would report to the Deputy Secretary plus one suppor’t position.
The current Economic Analysis Staff, Office of Energy, -and the World -
Outlook Board would be merged into the Office of the Director (about
50 people) to coordinate Departmentwide market and economic
forecasting as well as conduct policy analysis and regulatory review|for
the Secretary's office.

ERS, NASS, and management support functions would be transferr{]‘ed to
an Assistant Secretary for Science, Education and Economics and would
carry out data collection, economic research, and information 3

dissemination. A Deputy Assistant Secretary would be an economnst




