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EXECUTIVE SUMMARY

Purpose and Scope

The purpose of this report is to provide the Forest Service with a strategy to manage the transition of its workforce to meet the needs of
the next five years.  The report starts with the known, the current workforce status and trends, and then incorporates expert opinion
from Forest Service line and staff officials about the future work requirements facing the Forest Service given the Government
Performance and Results Act and the Natural Resources Agenda.  Assumptions about resource levels, labor market conditions and the
limitations of the federal civil service system are:

•  Reasonably steady state for resource levels with increased flexibility to manage funding
•  Shortage of technical employees in the general economy requiring dynamic recruitment programs
•  Limited numbers of diverse graduates with technical and scientific degrees requiring programs to build the applicant pool
•  Continuation of the current civil service hiring and pay systems with some increased process flexibility in hiring and pay

for shortage occupations
 
 The report focuses on the most populous professional, administrative and technical occupations.  Clerical and wage grade occupations
that are drawn from local labor markets are not included in this analysis.  The scope of the analysis is national.  Individual regional and
research station hiring requirements are not included because each location has unique features that could only be developed by those
on the ground at those sites.  The Academy team did not visit each site to assess the local factors impacting hiring and development
needs at that site.
 
 Methodology
 
 Detailed information on the methodology used to develop this report is included in chapter one.  The general sources of information
include; detailed information on workforce status and trends, interviews with a wide variety of field and national headquarters line and
staff officials, a competency survey and assessment of staffing adequacy which was sent to a select group within the National Forest
System, the research stations, and national headquarters functional organizations.  In addition, data was obtained from the National
Research Council of the National Academy of Sciences, the Pinchot Institute, and public and private sector organizations that have
been successful in workforce planning.  The information was analyzed to determine key conclusions and recommendations that will
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enable the Forest Service to design strategies that will ensure that it is able to hire, develop and manage a workforce that will continue
the tradition of excellence for which the Service has been noted.  In consultation with the Forest Service appointed Workforce
Planning Advisory Team (WFAT), a decision was made to organize the report around major lines of business to reflect the major
missions of the Forest Service and acknowledge the different labor markets from which the workforce is drawn.  Therefore, the report
provides a separate chapter for:
 

•  Organizational Programs. This line of business includes occupations within the National Forest System, State and Private
Forestry, Job Corps, and the Office of Law Enforcement and Investigation.

•  Research and Development. The research and development chapter discusses those professional, and major technical
occupations at the national headquarters, seven research stations, and the International Institute of Tropical Forestry.

•  Business Operations and Administration. Those occupations included in the chapter addressing business operations and
administration include acquisition, financial management (including accounting), information technology, public affairs,
civil rights, human resources, and other administrative support positions.  Office support positions such as secretaries and
clerical personnel are not included as provided in the project proposal.

 
 Factor Affecting Workforce Planning
 
 The Academy team and the WFAT identified a number of factors that are workforce planning drivers.  These are described in detail in
chapters three, four and five.  Major drivers that cut across lines of business include:  The impact of downsizing and workforce
adjustment actions to absorb excess employees; changes in work with decreases in commodity production and increases in science
related work; limited hiring of entry level personnel; increased expectation for line officers to work collaboratively with stakeholder
groups; changes in competencies due to new technology; and increased attention to resource management accountability.
 
 Key Conclusions and Recommendations
 
 The Academy team, with advice from the WFAT, identified fourteen conclusions about actions needed to ensure that the Forest
Service meets its workforce needs for the future.  Recommendation(s) are provided for each of the conclusions.  The conclusions and
recommendations are important to effective workforce planning, development and management.  Many Forest Service employees
indicated to the Academy team that they are more concerned with action taken to implement workforce plans than they are with the
plans themselves.  Therefore a number of the recommendations are focused on implementation issues.
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 Three of the recommendations focus on workforce planning process issues relating to: integrating budget and workforce planning;  the
process for workforce planning; and accountability for implementing workforce plans.
 

•  Resource allocation processes. An underlying assumption is that the purpose of workforce planning is to ensure that the
right people are at the right place at the right time.  For this goal to be achieved it is necessary for resource allocation
criteria to fit the work priorities of the agency.  The WFAT and many of the Forest Service personnel interviewed during
this study are emphatic that the way resources are allocated does not fit workload or mission priorities.  It is beyond the
scope of this study to propose specific solutions to this issue, but it is recommended that a national task force be established
to address this issue.

•  Workforce planning process.  Workforce planning occurs at all levels of the Forest Service.  There is no uniform
approach, and the process tends to focus on the immediate needs of the local organization rather than the longer-term
strategic needs of the Forest Service.  It is recommended that a standard approach be used that can be aggregated to all
levels of the organization, and monitored to ensure alignment with strategic objectives.  A workforce planning model is
provided with this report.

•  Accountability.  The Forest Service has established goals related to hiring minorities and women into the workforce.
While there has been some progress at the senior level, below that level there is still significant under representation as
compared to the relevant civilian labor force.  Also, training needs are known throughout the organization that are not yet
being addressed systematically.  Chapter seven of this report recommends that a performance expectation be established
and monitored for senior line officers that will serve to establish accountability for workforce planning, diversity, employee
training and development, and workforce management.

 
 Another grouping of conclusions and recommendations relate to the outcomes of the workforce planning process.  These include:
replacing workers who are likely to be retiring, and building a pipeline of entry level workers to ensure future workforce viability;
development of future leaders at all levels of the organization; addressing skill gaps in key disciplines; and achieving a more diverse
workforce.
 

•  Replacing retirees and building a pipeline of entry level workers.  The Forest Service workforce is aging, and there has
been minimal input of entry-level employees into the workforce in recent years.  This has created a potentially serious
situation in terms of operational continuity in future years.  Action needs to be taken to hire and develop a high quality and
diverse entry-level workforce.
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•  Development of future leaders.  In the next five years, 50 percent or more of the leadership team in key areas will become
eligible to retire.  Developing potential replacements through a formal succession planning process will ensure that new
leaders will be ready when they are called upon to fill behind the retirees.  Some work has been done in terms of leadership
development, but more is needed to establish a succession planning process that looks at the Forest Service unique
requirements.

•  Addressing skill gaps in key disciplines.  Forest Service experts provided information on skill gaps in key occupations
that need to be addressed to ensure future effectiveness.  These are outlined in chapters three, four, and five and
summarized below.  The corporate training initiative should provide a mechanism for action to remove these gaps.
However, resources in terms of both time and money must be provided to ensure that the training actually occurs given
busy schedules and the manner of funding training.

•  Achieving a more diverse workforce.  As mentioned earlier, diversity goals are not being met.  The Forest Service faces a
significant challenge in recruiting minority candidates since much of its workforce is located in rural settings with low
representation of minorities.  Also, many of the disciplines hired by the agency do not typically attract a large number of
women and minorities.  The Forest Service has, to its credit, established a national recruitment initiative to recruit minority
and women candidates, but the level of hiring has been low.  This effort needs to be continued.  In addition, the Forest
Service needs to develop strategies to build the pipeline of minority and women candidates in the disciplines it will be
hiring.  Finally, accountability of line officers for hiring to meet diversity goals needs to be clearly articulated and
implemented.

 
 Finally, there are a group of conclusions and recommendations that relate to human resources management policy and technical issues
that are fundamental to successful workforce planning implementation.  These conclusions and recommendations include: using
available tools for making adjustments to workforce skill mix to fit current mission priorities;  building a process to capture and
leverage the expert knowledge in the Forest Service workforce so that it is not lost when retirements occur; and using non-permanent
employees to create the most efficient workforce consistent with laws and regulations.
 

•  Using tools for workforce adjustment to fit changing skill requirements.  The Forest Service has gone through a period
of major downsizing.  This has been accomplished with minimal separation of employees through reduction-in-force
procedures.  The approach to minimize adverse impact on employees was generally a good one involving use of separation
incentives, and placement of excess personnel in other jobs.  The problem, according to some Forest Service managers, is
that the placement of excess people has sometimes resulted in diminished capacity to perform at the optimum level due to
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the qualifications of the person being placed.  The report recommends that the Forest Service use all tools available,
including reduction-in-force, as a last resort, to achieve the right skill balance to meet strategic objectives.

 
•  Capturing and leveraging expert knowledge.  When the retirement bulge anticipated in the next five years occurs, many

thousands of years of expert knowledge will be lost unless it is captured now.  The report recommends that the Forest
Service explore the establishment of a knowledge management program that will ensure that this knowledge is not lost
forever to the organization.  In addition, knowledge management can provide a mechanism for sharing new knowledge,
widely and expeditiously, as it is acquired. Also, knowledge management systems can be used to guide training and
retraining initiatives.   Many leading corporations have recognized the need to aggressively pursue knowledge management
as a competitive strategy.  The Forest Service’s dependence on knowledge work makes it an ideal setting for such an
initiative.

•  Using non-permanent employees.  The research and development organization, in particular has been successful in using
term appointments to efficiently create a workforce that is flexible to meet changing demands. The U.S. Office of Personnel
Management has raised issues about the use of these appointments in some instances.  The Academy team recommends
that the Forest Service continue to use, and possibly expand, its use of term appointees and other contingent employment
tools such as temporary and on-call (when actually employed) employees.  This will provide an effective way to adjust the
workforce as strategic priorities change.

 
 Chapters three, four and five identify occupations and competencies that are priorities for the future, in terms of competencies and
staffing levels.  These include:
 

•  Competencies
 

•  Organizational Programs.  Five regions were surveyed to identify those competencies that they believed were
important for the future.  Four of the regions reported a need for increased competency for the social science occupation
to address issues related to increasing public usage of the forests.  Two regions indicated a need to improve
competencies for geographers, geologists, range conservationists, archeologists, and criminal investigators.  The
interviews conducted with Forest Service officials in three regions and headquarters were generally consistent with
these observations.   Chapter three contains additional information about the need for competency improvements in
other areas such as; botany, engineering, ecosystems management, fire and aviation management, fishery biologists,
forest health protection, public affairs, range management, watershed and air management, and wildlife and fisheries



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

9

management.    In addition, the majority of the regions completing the survey indicated a need for improvements in
leadership competencies and foundation competencies such as communication and working collaboratively.  While not
widely mentioned, some interviews raised the issue of the right competency set for the recreation program.  This
function is now performed by a variety of different specialists.  There are elements of marketing and other business
management skills that may not be possessed by many of the current recreation staff.  Finally, during interviews it was
noted by some that there is a lack of expertise in the use of geographic information systems.

•  Research and Development.  Data for the research and development organization was collected from all research
stations, national headquarters, the Pinchot Institute, and the National Research Council.  As a general proposition, the
majority of the research and development leaders believe the competence of the workforce is sufficient for current
work, but there is a drop in the level of assurance as it relates to future work.  Particular concerns for the future include
improvements in social science, entomology, fishery biology, wildlife biology, and hydrology.  It was also mentioned
that the evolution of biotechnology presents an important opportunity for the Forest Service in the future.  The research
organization also indicated a need for skill building in the areas of budget and resource planning, communication,
marketing, information technology (programmers and database experts), geographic information systems specialists,
and working in multi-disciplinary teams.  There were mixed opinions about leadership skill needs, but the need for
increased knowledge of business management/leadership relating to human resources, financial management, and
information resources was relatively widely held.

•  Business Operations and Administration.  Chapter five contains information about the competency assessment by the
functional experts responsible for the services that constitute this line of business.  Most of the these areas have been
required to assess their operations in terms of changing the way they do business and operating with fewer resources.
This has caused an examination of the skill sets necessary to operate with a new service delivery model.  Human
resources has redefined its expectations for the staff and placed emphasis on moving from transactional work to an
advisory/consulting role while implementing new technology to do processing in a centralized manner.  This will
require training for new competencies related to this new role, and on the use of the new technological tools that are
being contemplated.  In particular, leading change, leading people, being results driven, business knowledge and
building coalitions are seen as needed competencies for the future.  Civil Rights identified environmental justice,
marketing, self-management, writing, and leading change as key competency development targets.  Acquisition noted a
need to improve in leading people and business management skills.  Information technology identified a need for
improvements in a wide range of technical fields including programming, systems programming, telecommunications,
database administration, geographic information systems, and web master.  A major initiative is underway within the
financial management area to build new competencies around the core competency model that has been established for
the federal government.  Financial management has identified accounting, system accounting, auditing, budget analysis,
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and financial analysis as disciplines requiring improvement.  In addition, the new financial management system being
implemented will require a major competency development effort of the Forest Service, but that is already underway.

 
•  Staffing Levels

 
•  Organizational Programs.  Chapter three contains considerable information about the region’s views concerning

adequacy of staffing, by discipline, to meet future work requirements.  Those disciplines that are considered by the
majority of regions as being understaffed (recruitment needs) includes; social science, economists, fishery biologists,
ecologists, botanists, range conservationists, civil engineers, hydrologists, water rights specialists, reality specialists,
paralegals, law enforcement/criminal investigators.  Interviews indicated additional disciplines that are considered to be
in need of staffing increases.  An important point here is that the needs are not the same in all regions.  Thus a
workforce planning approach that uses a top down approach is likely to miss the mark.

•  Research and Development.  Chapter four discusses the staffing trend in the research and development function in
some detail.  Generally, it is the sense of both internal Forest Service personnel, and those outside the agency, that the
current level of scientific staffing is inadequate given the expectations for science products and services.  Forest Service
scientific leaders see this trend continuing and getting worse.  Disciplines that are considered to be especially in short
supply include social science, entomology, wildlife biology, hydrology, ecology, and plant pathology.  During
interviews, biotechnology, soils, and microbiology were added to the list by some.

•  Business Operations and Administration.  Most functions in this area have accepted the challenge to do more with
less to meet the reduction mandates of the National Performance Review.  There will need to be some hiring to bring in
new skills in finance and information technology.  Other selective hiring for unique competencies may also be needed
in other functions.

 
 Implementation
 
 This report is the first step in a journey to create the workforce that will ensure the Forest Service has the right people, at the right
place, at the right time to ensure mission success.  The next step in the journey is implementation of those recommendations that the
Forest Service chooses to implement.  It will be incumbent on the Forest Service leadership to establish, fund, and empower an
implementation process and establish accountability for achieving the desired results.  Without strong commitment and leadership at
all levels of the line organization to address the conclusions and recommendations it is virtually certain that the agency will not meet
its workforce needs.
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 Specific actions that can be taken now to move toward a workforce that provides the right people, at the right place, at the right time
include:
 

•  Establish performance expectations regarding workforce planning, development and management for all line officers.
Establish and implement measurement systems to ensure that feedback and accountability are in place to make the
performance measures meaningful.

•  Take action to clearly establish resource allocation criteria.  Without this step, it is not possible to align the workforce with
mission priorities and workload.

•  Make hiring commitments to entry-level trainees, and specialized skill areas starting in FY 2000.  While some of the final
decisions should wait for completion of the resource allocation criteria it is prudent to move now to hire trainees and
science disciplines that are known to be short staffed.  This effort should be accompanied by an all out effort to ensure that
sources of minority and women candidates are fully utilized.

•  Initiate a succession planning program that builds on the leadership development program that has been developed by the
corporate training office.  This program should go beyond training to include a process for identifying, developing,
mentoring, and assigning future leaders.

•  Implement a uniform workforce planning process, such as the one provided with this report with the goal of having a plan
in place at each region, station, and nationally by April 1, 2000.

•  Initiate training programs to address competency issues identified in this report.
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CHAPTER ONE
STUDY CONTEXT AND METHODOLOGY

The Forest Service requested that the National Academy of Public Administration (the Academy) provide assistance to conduct a
workforce analysis.  The goal of this study is to provide guidance on how best to address human resources needs in the context of the
Forest Service’s strategic plan, the Natural Resources Agenda, workforce trends and demographics, and other factors that influence the
resources and mission of the Forest Service.  The Academy’s project proposal is provided at Appendix A.

Methodology

The work plan to guide the Academy team’s effort during this project: 1) was built upon prior work and collateral efforts of other
organizations that assessed workforce requirements in the fire prevention and suppression and research and development functions; 2)
generated new information for analysis; and 3) used a collaborative process with Forest Service officials to ensure the data and
analysis from the study were relevant.  The study methodology included three major phases:

1. Design:  The Forest Service’s Office of Human Resources Management established a Workforce Planning Advisory Team
(WFAT) to advise the Academy team.  The WFAT included staff from field and headquarters offices representing; the
National Forest System, Research and Development, the Civil Rights Office, the National Federation of Federal Employees
(NFFE), and the Office of Human Resources Management.  A list of the WFAT membership is at Appendix B.

 
 The Academy team met with the WFAT to review the study proposal and develop a work plan, including where to collect

information and what information to collect.  The WFAT and Academy staff jointly decided to organize the study along
three major lines of business within the Forest Service: organizational programs; research and development; and business
operations and administration.

 
 Organizational programs includes the workforce in the National Forest System, State and Private Forestry, Job Corps, and the

Office of Law Enforcement and Investigations.  Staff in the Chief’s Office also are included.  However, staff in these
organizations who provide administrative-type support services to technical staff are included in the business operations
and administration line of business.
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 Research and development includes the workforce assigned to the research stations, headquarters research and engineering
offices, and the International Institute of Tropical Forestry.  Staff in these organizations who provide administrative-type
support services to technical staff are included in the business operations and administration line of business.

 
 Business operations and administration includes the workforce in headquarters and field offices who work in acquisitions,

financial management (including accounting), information technology, public affairs, civil rights, human resources, and
other administrative support positions.  Office support positions, such as secretaries and clerical personnel, are not included
as provided in the project proposal.

 
2. Data Collection:  Data sources for this study include:

•  The Workforce Planning Advisory Team: The WFAT provided expert opinion on the Forest Service’s mission,
workload, human resources, diversity, and other issues.

 
•  Interviews and group discussions with line officials and staff officers:  Academy staff conducted interviews

with Forest Service staff in the three lines of business in geographically dispersed Forest Service locations.
Interviews were especially important to understanding the mission drivers of workforce planning, and to understand
the current state of workforce planning and resources management in the Forest Service.  A list of the officials
interviewed is included at Appendix C.  Using the general interview guides shown at Appendix D, Academy staff
tailored the interviews to the unique issues relating to each official.

 
•  Workforce data:  Workforce data, developed by the headquarters Office of Human Resources Management,

include current data (as of May 31, 1999) as well as information from two earlier points in time (September 1992
and September 1998).  These dates were selected to provide a picture of the workforce before and after reinventing
government reductions.  In addition, data collected during previous Forest Service workforce planning projects were
reviewed and used as a baseline for comparison of workforce changes where appropriate.  A complete list of
workforce data sources is provided at Appendix E.

 
•  Workforce competencies and staffing level data:  The Academy staff created a survey for line and staff

organizations to collect staff’s perceptions of the competency of the Forest Service’s current and future workforce
and the adequacy of staffing levels.  The survey information was collected by major disciplines within the three
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lines of business.  Academy staff also met with the Corporate Training Office to review the competency
development project that is underway which utilizes services of the U.S. Office of Personnel Management.

 
•  National Research Council (NRC) Study of the Forest Service Research Capacity:  A member of the Academy

team reviewed materials and attended an NRC meeting on its current study relating to the scientific challenges and
capacity of the Forest Service’s research program.  The NRC report, expected to be issued during the winter of
1999/2000, will include the NRC’s assessment of workforce capacity and gaps between current capacity and
measurements.

 
•  Fire and engineering workforce analyses:  Academy staff contacted the fire and engineering organizations to

obtain information about their ongoing workforce planning efforts.
 

•  Best practices:  Prior to starting this project, Academy staff used secondary sources to review best practices in
workforce planning in both the private and public sectors.  Organizations studied included the Department of Labor
and the Tennessee Valley Authority.

3. Analysis and Reporting:  The Academy team analyzed the information from all sources and drafted a report.  The WFAT
provided comments on the initial draft which the Academy staff used to develop a second draft of the report.  On
September 21-22, 1999, the WFAT met with the Academy team to review the second draft in detail.  The Academy team
used the WFAT’s comments to produce the final report.

Report Organization

The remaining chapters of this report are organized as follows:
•  Chapter Two provides an overview of the entire Forest Service workforce in a number of key dimensions.
•  Chapter Three provides a detailed analysis of the organizational programs workforce.
•  Chapter Four analyzes the research and development workforce.
•  Chapter Five addresses the business operations and administration workforce.
•  Chapter Six focuses on leadership development and succession.
•  Chapter Seven presents conclusions and recommendations.
•  Chapter Eight presents a proposed workforce planning model.
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 CHAPTER TWO
 

 OVERVIEW OF THE FOREST SERVICE WORKFORCE -- 1992 to 1999
 
 
 The Forest Service’s workforce has undergone significant changes during the 1990s.  Not only have the overall numbers declined, but
the occupational mix throughout the lines of business has shifted noticeably.  This chapter presents an overview of the agency’s
workforce from 1992 to the present and discusses some of the factors that will affect workforce planning.
 

 Workforce Overview
 
 The Forest Service workforce has been through a period of tremendous change since 1992.  Overall employment has been reduced by
23 percent.  There have been major reductions in the main line occupations of foresters, forestry technicians, civil engineers, and
engineering technicians, although some of the reductions in the forestry and forestry technician disciplines were due to reclassification
actions.  (This is discussed in Chapter Three.)  Employment in the ecology and hydrology disciplines has grown.
 
 Workforce reductions have been relatively proportional between the organizational programs and business operations and
administration lines of business.  Research and development has absorbed a smaller proportion of staff reductions.
 
 The Forest Service has implemented staff reductions with limited use of a reduction-in-force (RIF).  The agency has offered four
buyouts during this period:
 

•  April/May 1994
•  November 1994/January 1995
•  March 1995
•  November 1997/January 1998

 
 In addition, there also have been internal placements of approximately 4,500 employees who were listed with the agency’s priority
placement programs – Employee Placement System (EPS) and Workforce Reduction and Placement System (WRAPS).
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 The use of incentives and the EPS/WRAPS internal placement system to reduce staffing levels enabled the Forest Service to maintain
the diversity of its workforce at its 1992 levels.  Under RIF procedures, reductions impact on the last people to be hired, which in
many cases are minorities and women.  While little progress was made to improve its overall diversity profile, given the size of the
Forest Service’s workforce reductions, maintaining diversity levels is noteworthy.  The diversity of the Forest Service’s senior
executive service (SES) corps has improved since 1992, as shown in Table 2-9.
 
 The Forest Service’s workforce is becoming eligible for retirement in increasing numbers (see Table 2-11).  The percentage of the
workforce eligible for either regular or early retirement is now 27 percent.  This provides an opportunity to continue to reshape the
Forest Service’s workforce to align skill mix with mission priorities.
 
 The tables in this chapter depict overall Forest Service workforce trends and current status.  The data address:
 

•  overall employment
•  employment by major occupations
•  workforce demographics
•  diversity status
•  impact of buyouts on workforce reductions

 
 The data identify a number of specific trends, including:
 

•  the average age of the workforce is increasing
•  the number of entry level employees is very low
•  an increasing number of employees are eligible to retire
•  the education level of the workforce is high and has increased slightly
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Table 2-1
Employment Overview

Sept. '92 May '99 Change %
Total 51,826 40,082 (11,744) (23%)
Permanent 35,301 28,194 (7,107) (20%)
Non-permanent 16,525 11,888 (4,637) (28%)

Org Programs 40,772 31,239 (9,533) (23%)
Permanent 25,682 20,929 (4,753) (19%)
Non-permanent 15,090 10,310 (4,780) (32%)

Research Programs 3,083 2,842 (241) (8%)
Permanent 1,992 1,683 (309) (16%)
Non-permanent 1,091 1,159 68 6%

Business Ops/Admin 7,971 6,001 (1,970) (25%)
Permanent 7,516 5,582 (1,934) (26%)
Non-permanent 455 419 (36) (8%)
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Table 2-2
Occupational Overview

Permanent Permanent Total Total
Rank Employment Employment Employment Employment

May '99 Series Title Sept. '92 May '99 Change % Change Sept. '92 May '99 Change % Change
1 462 Forestry Technician 7,830 6,423 (1,407) (18%) 17,079 13,019 (4,060) (24%)
2 460 Forester 5,289 3,132 (2,157) (41%) 5,416 3,220 (2,196) (41%)
3 404 Biological Science Tech 370 352 (18) (5%) 1,710 1,580 (130) (8%)
4 802 Engineering Technician 1,642 927 (715) (44%) 1,898 1,096 (802) (42%)
5 401 General Biologist 736 1,020 284 39% 787 1,062 275 35%
6 486 Wildlife Biologist 895 722 (173) (19%) 1,129 871 (258) (23%)
7 334 Computer Specialist 702 678 (24) (3%) 751 707 (44) (6%)
8 810 Civil Engineer 1,035 666 (369) (36%) 1,051 675 (376) (36%)
9 340 Program Manager 43 551 508 1181% 44 551 507 1152%
10 1802 Compliance Inspector 2 462 460 23000% 2 464 462 23100%

• 174 General Schedule (GS) occupations are used in the Forest
•  The 5 most populous occupations make up 57 percent of the GS
• Ten occupations account for 66 percent of the GS
• The increases in program manageer (GS-340) and compliance inspector (GS-1802) result from

positions from other
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Table 2-3
Most Populous

Professional Occupations

Permanent Permanent Total Total
Rank Employment Employment EmploymentEmployment
May '99 Series Title Sept. '92 May '99 Change % Change Sep '92 May '99 Change % Change

1 460 Forester 5,289 3,132 (2157) (41%) 5,416 3,220 (2196) (41%)
2 401 General Biologist 736 1,020 284 39% 787 1,062 275 35%
3 486 Wildlife Biologist 890 722 (168) (19%) 1,129 871 (258) (23%)
4 810 Civil Engineer 1,035 666 (369) (36%) 1,051 675 (376) (36%)
5 482 Fishery Biologist 323 351 28 9% 404 402 (2) 0%
6 193 Archeologist 301 307 6 2% 522 392 (130) (25%)
7 454 Rangeland Management 453 347 (106) (23%) 464 360 (104) (22%)
8 1315 Hydrologist 273 288 15 5% 298 317 19 6%
9 408 Ecologist 139 212 73 53% 172 262 90 52%

10 470 Landscape Architect 266 186 (80) (30%) 324 208 (116) (36%)

• The first 4 professional occupations on this list are among the 10 most populous occupations in the Forest
• Foresters experienced the largest workforce reduction.  However, some of this reduction was due to

positions into the GS-340, program manager, and GS-401, general biologist,
• Fishery biologists maintained their total employment
• In addition to the 39 percent increase in general biologists, which is largely due to  position reclassification,

and hydrologists  increased their permanent employees.by 53 and 5 percent, respectively, from 1992 to
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Table 2-4
Most Populous

Administrative Occupations

Permanent Permanent Total Total
Rank Employment Employment Employment Employment
May '99Series Title Sept. '92 May '99 Change %Change Sept. '92 May '99 Change %Change

3 334 Computer Specialist 702 678 (24) (3%) 751 707 (44) (6%)
1 340 Program Manager 43 551 508 1181% 44 551 507 1152%
2 1802 Compliance Inspection 2 462 460 23000% 2 464 462 23100%
4 1101 Gen Business/Industry 296 338 42 14% 301 341 40 13%
5 201 Personnel Management 345 283 (62) (18%) 350 283 (67) (19%)
6 1035 Public Affairs 299 252 (47) (16%) 317 262 (55) (17%)
7 1102 Contracting 326 220 (106) (33%) 331 223 (108) (33%)
8 301 General Administration 144 207 63 44% 148 214 66 45%
9 560 Budget Analyst 150 203 53 35% 150 205 55 37%

10 341 Administrative Officer 362 171 (191) (53%) 363 172 (191) (53%)

• Most of the workforce in the administrative occupations are either in the organizational programs line of
the business operations and administration line of

• The increases in program manager and compliance inspector positions in the organizational programs line of
reflect a reclassification of positions from other

• All of the decreases are in the business operations and administration line of
• Positions classified to the GS-301 series, general administration, encompass a variety of jobs within the

Service.
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Table 2-5
Most Populous

Technical Occupations

Permanent Permanent Total Total
Employment Employment Employment Employment

Rank Series Title Sep '92 May '99 Change % Change Sep '92 May '99 Change % Change
1 462 Forestry Technician 7,830 6,423 (1407) (18) 17,079 13,019 (4,060) (24)
2 404 Biological Sciences Technician 370 352 (18) (5) 1,710 1,580 (130) (8)
3 802 Engineering Technician 1,642 927 (715) (44) 1,898 1,096 (802) (42)
4 455 Range Technician 126 108 (18) (14) 358 346 (12) (3)
5 186 Social Services Technician 274 296 22 8 326 335 9 3
6 1105 Purchasing 396 291 (105) (27) 400 271 (129) (32)
7 525 Accounting Technician 349 257 (92) (26) 365 269 (96) (26)
8 1371 Cartographic Technician 155 153 (2) (1) 239 209 (30) (13)
9 1316 Hydrologic Technician 55 66 11 20 179 208 29 16

10 102 Social Science Technician 40 50 10 25 352 171 (181) (51)

• The Forest Service relies heavily on term and temporary employees  in most of the technical occupations, the
exceptions are purchasing and accounting.

• In some occupations the number of non-permanents are double the number of permanent employees.
• The current mix in the technical work force makes it responsive to changing workload and seasonal  requirements.
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Table 2-6
Average Age Overview
Permanent Workforce

Sept. '92 May '99 Net Sept. '92 May '99 Net
GS GS Change WG WG Change

Agencywide 42.4 45.8 3.4 48.0 49.4 1.4

Org Programs 42.1 45.5 3.4 48.0 49.4 1.4
Research Programs 44.2 46.7 2.5 48.8 49.5 0.7
Ops/Admin. 43.2 46.7 3.5 41.1 42.0 0.9

• The workforce is aging in all lines of business and in both the general schedule and wage grade (WG)
• Notwithstanding significant employment reductions since 1992, an increasing number of employees are

retirement age
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Table 2-7
Age  Distribution

Permanent Employees

Under 25 25 -34 35-44 45 & Over
May '86 380 7,188 11,926 11,879
April '92 643 6,449 14,436 13,542
May '99 106 2,835 9,075 16,070

• In 1992, employees under the age of 25 were 1.8 percent of the workforce.  By May 1999, this age group composed
only .38 percent of the workforce.

• In 1992, employees between 25 and 34 years of age  were 33 percent of the workforce.  By May 1999, this age group
composed only 10 percent of the workforce.

• In 1992, employees over the age of 54 were 9 percent of the workforce and this age group has now grown to 12
percent, even though there have been 6 years of staff reductions based primarily on retirement incentives.

• Merit promotion sources for workforce replacement are dwindling.
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Table  2-8
Diversity Overview

Permanent Workforce

Sept. ‘92 May ‘99

W hite  M en 1 8 ,4 8 0 5 2 .3 %
M ino rity M en 2 ,9 6 6 8 .4 %
W hite  W o me n 1 1 ,5 2 5 3 2 .6 %
M ino rity W o men 2 ,3 3 0 6 .6 %

W hite  M en 1 4 ,4 3 0 5 1 .2 %
M ino rity M en 2 ,6 7 8 9 .5 %
W hite  W o men 9 ,1 7 2 3 2 .5 %
M ino rity W o men 1 ,9 1 4 6 .7 %

National General Civilian Labor Force

White Men 42.6%
Minority Men 11.6%
White Women 35.3%
Minority Women 10.4%

• Agencywide, there has been a one percent  increase among minority men in the workforce.
• The ratio of women, both minority and non-minority, has remained unchanged during the seven-year period of large

employment reductions.
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Table 2-9
Diversity Overview

SES
Permanent Work Force

Sep '92 % May '99 % CLF*
White Men 52 93% 30 59% 54.7%
White Wome 3 5% 9 18% 30.3%

Black Men 1 2% 4 8% 2.4%
Black Wome 0 0% 4 8% 3.2%

Hispanic Men 0 0% 2 4% 2.1%
Hispanic Wo 0 0% 0 0% 1.4%

Asian Men 0 0% 1 2% 3.5%
Asian Wome 0 0% 0 0% 1.9%

Native Am M 0 0% 1 2% 0.2%
Native Am W 0 0% 0 0% 0.2%

Total 56 51

• Gains were made in addressing underrepresentation among the SES’ers between September 1992 and May 1999.
• These improvements stand in contrast to the “status quo” in the GS and WG staffs.

________________________________________________________________________________________________
* National Professional Civilian Labor Force
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Table 2-10
General Schedule Grades  Overview

GS-1 GS-2 GS-3 GS-4 GS-5 GS-6 GS-7 GS-8 GS-9 GS-10 GS-11 GS-12 GS-13 GS-14 GS-15
Sep '92 5 14 342 1853 4189 2105 5266 577 6665 277 5994 3221 2305 740 318
May '99 5 7 86 725 2411 2113 3800 826 5768 191 5193 2864 2080 705 322

% 0 (50) (75) (61) (42) 0 (28) 43 (13) (31) (13) (11) (10) (5) 1

• Chart shows reductions in the permanent general schedule work force.
• Largest work force reductions occurred in the lower grades, principally among clerical occupations:

GS-3 (75% reduction)
GS-4 (61% reduction)
GS-5 (42% reduction)
GS-7 (28% reduction)
GS-9 (13% reduction)
GS-11 (13% reduction)
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Table 2-11
Retirement Eligibility
Permanent Workforce

Permanent Re gular Retirement Re gular Retirement Early Retirement Early Retirement
Strength Eligibility Percent Eligibility Percent

Se pt. '92 35,301 1,783 5.05% 5,682 16%

Se pt. '97 29,558 1,795 6.07% 5,795 20%

Se pt. '98 28,388 1,589 5.80% 5,930 21%

De c. 02 28,194 6,709 23.80% 8,737 31%

• While the permanent workforce was reduced by 7,000 over the past 6 years, approximately 6 percent of the workforce
in any given year is eligible to retire, indicating that the workforce is aging rapidly.

• This phenomenon is even more apparent in the numbers of employees who meet the eligibility criteria for early-out
retirements.  The numbers of employees who are eligible are increasing in both absolute numbers and as a percentage
of the workforce.

• The relative number of retirement eligibles in each line of business is consistent with this overview with one exception:
11 percent of the workforce in the research and development line of business are eligible for regular retirement.

• The retirement projections for 2002 assume that the current strength is a constant and not a variable.  The projections
were made based on the May 1999 permanent workforce.  If current employment practices continue, nearly one-quarter
of the Forest Service permanent workforce will reach full retirement eligibility within the next five years.
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Table 2-12
Education Overview

Senior Executive Service  and Scientific and Technical
Permanent Workforce

 Agencywide Agencywide Org Prgms Org Prgms Rsch Prgms Rsch Prgms Ops/Adm Ops/Adm
Sept. '92 May '99 Sept. '92 May '99 Sept. '92 May '99 Sept. '92 May '99

High School 4% 0% 0% 0% 0% 0% 8% 0%
Bachelors 37% 31% 61% 36% 0% 6% 50% 67%
Masters 20% 21% 26% 41% 11% 0% 25% 11%
Doctorate 39% 48% 13% 23% 89% 94% 17% 22%

• The number of SES and scientific and technical (ST) employees with doctorates increased by 10 percent
agencywide while the SES/ST workforce was reduced by 9 percent.

• These positive changes occurred in all three lines of business.
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Table 2-13
Education Overview

General Schedule Permanent Employees

Agencywide Agencywide Org Prgms Org Prgms Rsch Prgms Rsch Prgms Ops/Adm Ops/Adm
Sept. '92 May '99 Sept. '92 May '99 Sept. '92 May '99 Sept. '92  May '99

High School 31% 30% 27% 27% 17% 13% 53% 49%
Bachelors 52% 53% 58% 58% 26% 28% 39% 43%
Adv Degrees 17% 17% 15% 15% 57% 59% 8% 8%

• The workforce drawdown had no adverse impact on the percentages of general schedule employees with bachelors
and advanced degrees.
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Table 2-14
Organizational Programs

Employee Separations w/ Buyouts

B uy out
1 . A pr-M ay 9 4 1 ,4 55
2 . N ov '94-Jan '9 5 2 58
3 . M ar '95 2 76
4 . N ov '97-Jan '9 8 9 21
T ota l 2 ,9 10

Regular 
Retirements

47%

Early-Out 
Retirements

43%

Resignations
10%

• The first buyout was designed to comply with reduced full-time equivalent (FTE) ceilings and to align employment
with the Forest Service Streamlining Plan.  Specific organizations and occupations within organizational programs
were excluded from the buyout.

• The second and third buyouts numerically capped and focused on achieving headquarters reductions.
• The fourth buyout was agencywide but excluded law enforcement, Job Corps, and employees covered by the

firefighter retirement program.
• Buyouts were used as an incentive to encourage  employees who were only eligible to retire on an “early-out” basis

to take a substantially reduced annuity.
• Buyouts were also offered to employees who were on the surplus employee lists.
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Table 2-15
Research and Development

Employee Separations w/ Buyouts

B uy o ut
1 . A p r-M ay '9 4 1 0 6
2 . N o v  '9 4 - Ja n '9 5 4 6
3 . M a r  '9 5 3 7
4 . N o v  '9 7 - Ja n '9 8 8
T o ta l 1 9 8

Regular 
Retirements

61%

Early-Out 
Retirements

28%

Resignation
11%

         
• In sharp contrast to the organizational programs workforce, employees in research and development separated from

the workforce in decreasing numbers each time a buyout was offered.
• While resignations occurred at about the same frequency as in other lines of business, the buyouts did not engender as

large a loss among those eligible for retirement on an “early-out” basis.
• Numerical caps and organizational/occupational limits minimized the use of buyouts in this line of business.
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Table 2-16
Business Operations and Administration

Employee Separations w/ Buyouts

B u y o u t
1 .  A p r - M a y  '9 4 5 3 7
2 .  N o v  ' 9 4 - J a n  ' 9 5 1 2 0
3 .  M a r  ' 9 5 1 2 6
4 .  N o v  ' 9 7 - J a n  ' 9 8 3 0 5
T o t a l 1 ,0 8 8 Early-Out 

Retirement
44%

Resignations
18%

Regular 
Retirement

38%

• The Forest Service targeted employees in this line of business for use of the buyout program in an effort to achieve
agency streamlining objectives.

• The lower numbers of buyouts in the second and third offerings resulted from numerical limits and limited use outside
of the Washington Office.

• The pattern of employee separations is similar to the organizational programs workforce, with the first and fourth
buyouts producing the greatest results.
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Table 2-17
Permanent Workforce Attrition

Non-Minority and Minority

FY 92 FY 98
Employment Losses %  Attrited  All Categories Employment Losses % Attrited

29,735 1,255 4.2% Non-Minority 23,756 1,979 8.3%
5,296 265 5.0% Minority 4,632 303 6.5%

Retirements
470 1.6% Non-Minority 1,317 5.5%
48 0.9% Minority 135 2.9%
 Resignations

481 1.6% Non-Minority 426 1.8%
134 2.5% Minority 112 2.4%

Separations
304 1.0% Non-Minority 236 1.0%
83 1.6% Minority 56 1.2%

• Attrition in FY 1998 includes the fourth buyout.
• Occupations with large loss rates include foresters, forestry technicians, civil engineers, engineering technicians,

human resources, finance and budget, and information technology.
• In FY 1998, business operations and administration attrited 9.6 percent of its non-minority workforce and 7.1 percent

of its minority workforce, nearly double the attrition experienced in FY 1992.
• Organizational programs attrited 8.1 percent of its non-minority workforce in FY 1998, double the attrition rate of 4.0

percent in FY19 92.  Attrition for the minority workforce was 6.3 percent as compared to 5.3 percent in FY 1992.
• The research and development line of business attrited 7.2 percent of its non-minority workforce and 6.0 percent of its

minority workforce in FY 1998, both of which are approximately 50 percent above the attrition experienced in FY
1992.
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 Factors Affecting Workforce Planning
 
 A shift in mission priority from commodity production to ecosystem management has had a profound impact on the Forest Service.
With the reduction of timber production in the national forests from 7.2 billion board feet in FY 1992 to 3.3 billion board feet in FY
1997, the number of foresters and forestry technicians, civil engineers and engineering technicians has been reduced dramatically.  In
May 1999, there were 13,019 forestry technicians and 3,220 foresters.  This represents a reduction of 4,060 and 2,196, respectively,
between 1992 and 1999.
 
 The Chief of the Forest Service has outlined several factors that are driving changes in skill needs:
 
•  Additional priority on watershed health.  The Forest Service is placing additional priority on the health of watersheds on

federal, state and private lands.  This will demand increased capacity to deal with a variety of watershed restoration needs and
issues, drawing on the fields of hydrology, soils, ecology, geology, and others.

 
•  Continuing emphasis on sustainable forests and rangelands.  This emphasis will include collaborative efforts to address

insects, disease and fire risks; threats from invasive plants; the demand for special forest products; and conservation of imperiled
species.  It will require maintaining skills in silviculture and forest ecology; increasing skills in range, terrestrial and aquatic
ecology and botany; and adding conservation biology and restoration ecology skills to the workforce.

 
•  Increasing capability to provide diverse, high quality outdoor recreation opportunities.  The agency’s heightened focus on

recreation will require staff to have an enhanced knowledge of recreation demand and user preferences and tools to manage
recreation within the land’s sustainable capacity.

 
•  Achieving balanced management of the Forest Service’s vast road systems.  This will require the agency to reinvent its

engineering expertise in the face of a large number of anticipated retirements in the engineering workforce and the changing
emphasis within the Forest Service’s road program.  This factor is complicated by concerns about the quality of potential new hires
in a full employment economy where federal salaries sometimes lag behind the private sector.

 
•  Increasing focus on State and Private Forestry programs.  This will require the agency to provide increased technical

assistance and scientific information to state, private, and international forest and rangeland owners.
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•  Practicing collaborative stewardship.  The Forest Service plans to build and strengthen its relationships with partners involved in
natural resources management, including other federal agencies; communities; state, tribal, and local governments; private forest
owners; commercial enterprises; and conservation and user groups.  The competencies required to effectively collaborate must be
developed through hiring and promotion practices, training, career development, and incentives.

 
•  Improving accountability for financial resources management.  The introduction of new financial management processes and

systems is driving staffing and training requirements.  Staff will require significant training to increase their knowledge in this area,
which will need to be reinforced through the use of measurement and incentives.

 
•  Initiating management efforts to reform support functions.  The study of how best to structure the human resources

organization to achieve high quality service at a lower cost is a recent example.  These changes will impact both staffing levels and
skills required as employees adopt new approaches to delivering support services using technology and consultation skills.

 
 Other factors that are impacting the Forest Service’s workforce planning include:
 
•  Methods to manage staff losses.  The number of permanent Forest Service employees has gone from 35,301 in September 1992

to 28,194 in May 1999.  Attrition, EPS/WRAPS, and buyouts have been the primary techniques to achieve the reduced staffing
levels.  The Forest Service philosophy is to use a RIF only as a last resort and to place unfunded employees in available positions.
Staff need to meet only the minimal skill requirements to be placed in a new position.  This philosophy can limit the agency’s
ability to meet its skill needs if placed employees do not have the needed skills or do not receive training to enhance the skills
needed for their new position.

 
•  Local hiring authority.  Hiring decisions in the Forest Service are made locally.  This policy is long-standing and is consistent

with the decentralized management philosophy that has been a traditional core value of the Forest Service.  With over 800 duty
stations, however, there is significant potential for variations in the approach to workforce recruiting and staff selection.  Many
Forest Service staff interviewed believe that this has significant implications for workforce planning.  Some officials believe local
hiring results in addressing the immediate needs of the unit rather than the long-term needs of the Forest Service.  The number of
trainee hires has been very low, resulting in a dearth of younger employees.  Local hiring decisions typically result in selecting
employees from the local pool.  In many cases, the local pool is not racially or ethnically diverse, resulting in less opportunity to
meet diversity goals.
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•  Changes to the temporary employment regulations.  Changes made during FY 1995 caused significant shifts in the seasonal
temporary work patterns.  The maximum annual season duration a temporary employee can work was reduced 30 to 45 percent.
Therefore, the number of temporary employees does not capture the true magnitude of reductions in the temporary workforce.

 
•  Numerous extended budget line items.  The Forest Service’s budget structure has a significant number of extended budget line

items (EBLI).  The EBLI’s often reflect both internal and congressional priorities for resource utilization.  Managers must report
spending in accordance with the EBLI allocations rather than make judgments about the best use of funds given the total work
portfolio they must manage.  For example, many line officials stated that the resources allocated to support recreation’s new
priority are not growing to reflect the increased emphasis.  The narrow EBLI categories create difficult management issues because
work often does not occur as planned and budgeted.  It is anticipated that the new financial system being implemented next fiscal
year will address many of these concerns.

 
•  Increased appeals and litigation.  Appeals and litigation of agency actions has significantly affected the Forest Service’s project

planning, implementation and monitoring workload. Much of the controversy is associated with the conservation of imperiled
species.  A growing list of species under the provisions of the Endangered Species Act (ESA) similarly affects Forest Service
workforce planning.  Additional emphasis on acquiring range, forest, terrestrial, and aquatic ecologists and conservation and
restoration biologists will be necessary for the Forest Service to fulfill its stewardship role.

 
•  New technology.  The Forest Service is introducing new technologies that have the potential to improve employee effectiveness

and productivity.  However, the federal pay system is often not competitive with the private sector for information technology
employees who are needed to develop and maintain these systems.  In addition, to achieve the potential benefits of these
investments in computer systems and geographic information system (GIS) tools, employees must be trained to operate and fully
utilize the systems’ capabilities.
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 CHAPTER THREE
 

 ORGANIZATIONAL PROGRAMS
The Forest Service provided the Academy staff with extensive data on its workforce, both agency-wide and by the three major lines of
business.1  The data for the organizational programs line of business includes the occupations within the National Forest System, State
and Private Forestry, Job Corps (JC), and the Office of Law Enforcement and Investigations (LE&I).  Administrative support
personnel working in organizational programs are addressed in Chapter Four.  This chapter discusses factors affecting the
organizational programs line of business and presents data on its current workforce and trends since fiscal year 1992.
 

 Factors Affecting The Workforce
 
 The factors affecting the workforce discussed in Chapter Two have had different impacts throughout the organization, depending on
the line of business.  The Academy team believes the factors below are major drivers affecting workforce planning within the
Organizational Programs line of business.
 
•  Changing Emphasis in the Work to be Performed
 
 Mission shifts, from commodity production to ecosystem management and recreation management, are having a major impact on the
skill mix needed in Organizational Programs.  The need for staff with skills in timber production and harvesting, road development
and construction, and some associated engineering skills has declined.  At the same time, staff with greater expertise in other areas,
such as watershed restoration; sustainable forests and grasslands, which require skills in areas such as silviculture, ecology,
conservation biology, economics and sociobiology; recreation planning; contract administration; and facilities and road maintenance,
are needed to meet new work requirements.  With its declining budget and purchasing power due to inflation and increased average
salaries, and its reduction by attrition policy, the Forest Service may face a situation where it does not have adequate staff with the
right skills in the right location to perform its work.
 
 In many instances, as staff have left the agency, their work has been reassigned to remaining staff members.  Likewise, many new
work requirements have been assigned to existing staff as opposed to hiring people with the new skills that are needed.  This has

                                                
1 Data for tables presented in this report were taken from a large number of reports provided by the Forest Service.  In some instances, the totals from reports for
agency-wide data do not equal the totals for reports that break out the data by geographic location.  The CHRM staff did not attempt to reconcile these
differences.
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resulted in staff wearing “multiple hats.”  While considered beneficial to some extent because it broadens the staffs’ view of the work
and the needs of the organization, it is largely viewed as detrimental because it is used as a means to fill a staffing void and not as a
strategy to train staff.  Staff are not always adequately trained to handle the additional responsibilities.  Also, a number of key
managerial/supervisory positions in headquarters and the field have remained unfilled for extended periods of time, with staff rotating
into the positions in an acting capacity.  This practice has resulted in a lack of continuity, sustained leadership, and program initiative
and direction.  It also has created vacancies at the next lower level in the organization that remain unfilled, leaving staff to somehow
adjust to perform the work.
 
 The Forest Service recognizes the need to retool the skills of employees to better meet future mission requirements.  But training is a
local management prerogative, and training opportunities made available to staff are not consistent throughout the Forest Service.
Some staff retraining has taken place.  For example, Regions 5 and 6 had programs (no longer in use) to retrain foresters to learn new
skills through long-term training.  While considered successful because the programs retrained a number of foresters as biologists and
ecologists and boosted staff morale, the program was expensive and placement and retention of retrained employees in their new
occupations were low.  The Forest Service is in the process of developing a national corporate training program that will outline
competency-based career development plans for priority career fields and develop training curriculum for those career fields.
 
 Some consequences of the changing emphasis in work include:

 
•  Change of emphases within the Forest has created the need for staff to have a different skill mix.  While the Forest Service

needs specialists to deal with its complex issues, staff, particularly foresters and forest technicians, may need to expand
their general knowledge in a number of disciplines.

•  Shifting work emphases complicates workforce planning initiatives.  The Forest Service needs a workforce planning model
that will identify staff requirements to operate its basic infrastructure as well as carry out programs that address new areas
of focus within the agency.

•  Because work emphases can shift, the Forest Service’s personnel policies and practices need to be as flexible as possible to
ensure that the agency can obtain staff with needed skills.

•  The Forest Service needs to develop a strategy to identify ways to retrain its workforce to meet emerging issues and future
work directions.
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•  Budget Allocations Do Not Support Changing Work Emphasis
 
 In addition to skill imbalances, the Forest Service’s congressional budget allocations are not in sync with its current work emphases as
stated in the Natural Resources Agenda.  For example, although the recreation budget has increased in recent budget cycles, staff do
not perceive the increases to be commensurate with the Forest Service’s emphasis on recreation.  In addition, some staff do not believe
the budget increases are reaching the forest level.  The Forest Service also has been unable to take advantage of significant sums of
money available for partnership efforts because it lacks staff to develop the necessary relationships with other organizations or
complete the environmental analyses needed to implement partnership projects.
 
 There are significant variations among regions in the Organizational Programs staffing levels. These imbalances were largely created
by the heavy emphasis on timber production from years past which drove staffing allocations, and resulted in Regions 5 and 6
receiving 46 percent of staff resources during FY 1992.  Timber production has been reduced dramatically in the past few years and
different areas of emphasis have come to the forefront of the Forest Service’s agenda.  Despite significant reductions in the past few
years, staff in Regions 5 and 6 still accounted for about 36 percent of the total Organizational Programs staff as of May 31, 1999.
According to staff interviewed, the regions receiving a smaller percent of the staffing resources believe there is still a significant
staffing imbalance considering the natural resources they must manage and the shift away from timber production.  Although Regions
5 and 6 harvested 38.6 percent of the Forest Service’s timber in FY 1997, they rank seventh and third, respectively, in the number of
acres of forest to be managed.2
 
 The Forest Service has developed a criteria-based set of formulae for allocating budget resources to the field.  The criteria include
factors other than timber production, such as acres protected, size of the population, and number of visitors.  Most of the regions then
allocate funds to the individual national forests and grasslands based on their own allocation criteria.  Some staff interviewed believe
that using broad-based criteria to allocate resources is a step in the right direction toward ensuring that the Forest Service assesses the
full scope of each region’s responsibilities when making resource allocation decisions.  Others believe the criteria-based budget
allocation system has been unsuccessful in properly aligning fiscal resources and management responsibilities.  Using formulae to
budget and allocate resources can cause an agency to neglect the relationship between desired outcomes and the resources needed to
achieve them.  The consequences of a misalignment between the agency’s work and its budget include:

 

                                                
 2 Data provided by Tom Thompson, Deputy RF R-2, from a speech given October 17, 1995 at an R-6 Regional Leadership Team Meeting.  Data is from FY
1994.
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•  The Forest Service needs to develop and allocate its budget based on the work that is needed to meet the goals and
objectives in its strategic and annual performance plans.

•  The Forest Service may need to use its relocation program to expedite the redistribution of staff to meet critical staffing
shortages based on the work that needs to be done.

•  The Forest Service needs to develop and present to Congress proposals that would give the Forest Service greater flexibility
within its budget to redirect resources to address emerging issues and adjust to new directions.

•  The Forest Service should use its annual performance plan, required by the Government Performance and Results Act
(GPRA), in conjunction with a workforce planning model to prioritize the work to be done and identify for Congress what
can be accomplished given the resources being appropriated.

 
•  Effects of Downsizing
 
 Like the rest of the federal government, the Forest Service’s budget has seen steady declines in recent years.  As staff have left the
agency, it has been limited in its ability to hire additional staff.  If authorized to fill a vacancy, local hiring officials often use the
opportunity to hire staff at the journeyman level.  As a result, entry level hiring and special employment programs, such as cooperative
education, have been reduced.  Many staff are concerned that, with its aging workforce, the Forest Service will suffer a tremendous
“brain drain,” losing staff knowledge that can only be replaced through many years of experience.  Without an active trainee program,
the agency’s most experienced staff cannot help groom their future replacements.
 
 According to several staff interviewed, staff downsizing has created gaps in the workforce in several occupational areas.  For example,
there are over 200 units in the Forest Service with no law enforcement presence.  In Region 2, there are three qualified botanists.
Many locations have a single layer of expertise, particularly in occupations such as hydrology, soil science, botany, fisheries, ecology,
archeology, sociology, and economics.  When staff are absent, there is no one to perform the work.  The consequences of this situation
are:

 
•  A workforce planning model needs to address how the Forest Service can revitalize its trainee program where new staff can

the learn from the agency’s experienced staff.
•  The workforce planning model needs to address mechanisms for accomplishing work when staff are not available on site.
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•  New Ways of Doing Business
 
 With the emphasis on ecosystems management, many staff have identified the need for a more interdisciplinary approach to the
agency’s work.  This will require staff to acquire not only an expanded technical understanding of other disciplines, but improved
skills in the areas of team building, collaboration, and communication.
 
 The Forest Service has a national initiative to increase its partnerships with other organizations to accomplish work in order to better
leverage appropriated dollars, align work with customers’ interests, and accelerate innovation.  Even before partnerships with
stakeholders became a national emphasis, many areas in the Forest Service, especially recreation and fisheries and wildlife, had
increased their partnerships, both with other Forest Service organizations and other federal/state organizations, because of staff
reductions.  Shared support ranges from fire and roads to grazing rights, recreation, fish and wildlife management, and administrative
support.  While staff believe the use of shared services should increase in the future, they caution that this practice can negatively
affect the workforce by having them spend more hours on the road and creating more stress within families.  As a consequence:
 

•  New training that focuses on working with others will become as important as training in technical skills.
•  The Forest Service will need to ensure that new ways of doing business that require staff to provide services within larger

geographic areas do not place an undue burden on the staff.
 
•  Appeals and Litigation
 
 Appeals and litigation of agency actions has significantly affected the Forest Service’s project planning, implementation and
monitoring workload.  An estimated 90 percent of the agency’s litigation is associated with species conservation and water quality
issues.  Increasing risks to the nation’s plant and animal resources, expansion of the federal list of threatened or endangered species,
and an increasing awareness of the National Forest System’s role in conservation will continue to affect workforce requirements.  As a
consequence:
 

•  The Forest Service will need to embrace the Endangered Species Act (ESA) and National Forest Management Act (NFMA)
responsibilities for species conservation as a core value and critical mission component at all organizational levels of the
agency.
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•  The Forest Service will need to redirect emphasis to large-scale, interagency conservation planning, development and
implementation of ecosystem-based conservation agreements that will preclude the need to list additional species under
provisions of the ESA, and ensure the agency meets its requirements for viability under NFMA.

•  The Forest Service must acquire the research and professional skills, especially in the areas of conservation biology,
restoration ecology, fire ecology, and botany, to support conservation planning and implementation efforts.

•  The Forest Service must adopt mechanisms to track and reward progress toward conservation objectives.
 

 Overall Staffing Levels
 
 As of May 1999, staff in the Organizational Programs line of business comprised approximately 78 percent of the Forest Service’s
total workforce (31,239 of 40,082).  That percent is unchanged from September 1992 staffing figures.  However, compared to
September 1992, staffing levels have been dramatically reduced, particularly in the non-permanent workforce.  Because of the large
decrease in the number of non-permanent staff, the percentage of permanent employees in the Organizational Programs workforce
increased 5 percent between 1992 and 1998.
 

 Table 3-1
 Organizational Programs Employment Overview

 September 1992 and September 1998
 

 Appointment
Type

 Sept 1992
 No.        % of
                WF

 Sept 1998
 No.        % of
             WF

 Change
 Sept 92 to

 Sept 98

 % Change
 Sept 92 to

 Sept 98
 Permanent  25,682  63%  21,108  68%  (4,574)  (18%)
 Non-permanent  15,090  37%  10,139  32%  (4,951)  (33%)
 Total  40,772   31,247   (9,525)  (24%)
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 Table 3-2 shows each organization’s percent of the total Organizational Programs workforce in September 1992 and September 1998.
Three regions, 2, 3, 4, slight increased their percent of the total workforce, 0.5, 0.5, and 1.3 percent, respectively.  Most of the percent
of the workforce shift between 1992 and 1998 appears to be due to the change in reporting relationships of the Job Corps and LE&I
staff from the regions to the Washington Office.  Note that the data for State and Private include only the staff located at the
Northeastern Area State and Private Forestry Office (NA) in Radnor, Pennsylvania.  The remaining State and Private staff are included
in the regional or Washington Office data.

 
 Table 3-2

 Geographic Distribution of All Organizational Program Staff
 September 1992 and May 1999

 
 Organization  Sept. 92

 % of OP Workforce
 Sept. 98

 % of OP Workforce
 Region 1  11.8%  11.7%
 Region 2   6.6%   7.1%
 Region 3   6.8%   7.3%
 Region 4   8.1%   9.4%
 Region 5  21.3%  19.9%
 Region 6  24.6%  20.0%
 Region 8  10.2%   8.5%
 Region 9   6.2%   6.0%
 Region 10   2.4%   2.4%
 NA    .4%    0.5%
 Washington Office   1.6%   1.8%
 JC & LE&I  N/A*   5.4%

 *The data for JC and LE&I are integrated into the regional data.
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 Staff reductions have varied across the regions, with the larger regions generally absorbing higher percent cuts.  However, even the
smallest regions, Regions 9 and 10, experienced significant staff reductions (25.2 and 23.5 percent, respectively).  Table 3-3 shows
staffing changes by organization for all occupational series in Organization Programs from September 1992 to September 1998.
 

 Table 3-3
 Staffing Changes by Organization– All Occupational Series

 September 1992 to September 1998
 

 Organization  Sept. 92 Staff  Sept. 98 Staff  Change  % Change
 Region 1   4,810   3,663  (1,147)  (23.8%)
 Region 2   2,708   2,224    (484)  (17.9%)
 Region 3   2,781   2,272     (509)    (18.3%)
 Region 4   3,287   2,928    (359)  (10.9%)
 Region 5   8,677   6,221  (2,456)  (28.3%)
 Region 6  10,038   6,244  (3,794)  (37.8%)
 Region 8   4,166   2,659  (1,507)  (36.2%)
 Region 9   2,522   1,886   (636)  (25.2%)
 Region 10     992     759    (233)  (23.5%)
 NA     159     141      (18)  (11.3%)
 Washington Office     632     570*      (62)  (9.8%)
 JC & LE&I  N/A  1,680*  UNK  UNK
 Total  40,772  31,247  (9,525)  (23.4%)

 *These figures are estimated based on May 99 data.
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 Trends In Organizational Programs’ 10 Most Populous Professional Occupations
 
The forester remains the most populous professional occupation in organizational programs, with almost three times the number of
staff as the next most populous occupation, general biologist.  Except for foresters, since 1992 there has been some reordering within
the top five occupations.  In 1992, civil engineers were the second most populous occupation.  But they have experienced a 36 percent
decrease since 1992, the second highest of any of the 10 most populous professional occupations, and, as of May 1999, they rank
fourth.  There was a general concern among staff interviewed about the declining workforce and its ability to accomplish the
anticipated future workload.  Concerns about the engineering workforce were heard consistently.
 
 Within the 10 most populous professional occupations, 4.5 percent of the total staff were non-permanent in May 1999.  In September
1992, that figure was 7 percent.  Archeology used non-permanent staff most heavily.  In May 1999, approximately 22 percent of the
archeologists in Organizational Programs were non-permanent staff.  Civil engineering used the smallest percent of non-permanent
staff – less than two percent of its workforce – due in part to the agency’s use of contractors and other agencies to perform this work.
 
 Seven of the 10 most populous professional occupations in Organizational Programs have experienced significant declines in both the
permanent and non-permanent workforce, as did geologists.  As shown in Table 3-4, reductions in the permanent workforce range
from 21 percent for wildlife biologists to 43 percent for foresters.  Archeologists, fish biologists and hydrologists experienced small to
modest gains in their permanent workforces, 1, 10, and 7 percent respectively.  These increases are consistent with the current
ecosystem and watershed restoration emphases within the Forest Service.  The notable increase in general biologists is discussed
below.
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 Table 3-4
 Most Populous Professional Occupations

 September 1992 and May 1999
 

    Permanent  Staff     Total  Staff  
 Occupation  Series  Sep-92  May-99  Change  % Change   Sep-92  May-99  Change  % Change
 Forester  460  4,907  2,805  (2,102)  (43%)   4,989  2,825  (2,164)  (43%)
 General Biologist  401  614  927  313  51%   651  949  298  46%
 Wildlife Biologist  486  829  656  (173)  (21%)   993  743  (250)  (25%)
 Civil Engineer  810  1,029  664  (365)  (35%)   1,045  673  (372)  (36%)
 Archeology  193  301  304  3  1%   522  389  (133)  (25%)
 Fish Biologist  482  298  327  29  10%   372  366  (6)  (2%)
 Rangeland Mgt  454  437  341  (96)  (22%)   447  352  (95)  (21%)
 Hydrologist  1315  245  261  16  7%   268  282  14  5%
 Landscape Arch  807  282  198  (84)  (30%)   321  208  (113)  (35%)
 Soil Scientist  470  235  164  (71)  (30%)   253  174  (79)  (31%)
 Geologist  1350  158  109  (49)  (31%)   175  121  (54)  (31%)

 
 Effects of Classification on the Data

 
 Some time after 1992, the Forest Service began to use the general biologist series (GS-401) to classify a position where the individual
is responsible for two or more different specialties.  For example, a general biologist could supervise a forester, wildlife biologist and
soil scientist.  A vast majority of the staff in the 401 series were formerly foresters.  The large increase in general biologists (51 percent
increase), therefore, is largely due to the Forest Service’s more proper use of that series and the reclassification of positions as opposed
to an increase in the number of professional staff.
 
 Similarly, some of the decrease in the number of foresters between 1992 and 1999 was due to another reclassification action.  About
four years ago, the Forest Service began classifying district rangers and forest supervisors in the 340 series (program manager) rather
than in the 460 series (foresters).  A key driver for this action was management’s desire to expand the areas of consideration for these
line management positions to staff with a wider range of backgrounds.  This decision reduced the number of foresters and increased
the number of program managers by about 500 employees.  It is the primary reason for the dramatic increase in the number of program
managers from 44 in September 1992 to 551 as of May 1999.
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 Regional Trends

 
 There are significant regional variations in permanent staff changes between September 1992 and May 1999 for most of the 10 most
populous professional occupations as shown in Table 3-5 on the following page.  For example, rangeland management specialists
decreased by 48 (40 percent) in Region 4 and Region 9 added one to its workforce.  Archeologists decreased by 9 (18%) in Region 6
and increased by 14 (35 percent) in Region 8.  In the most populous professional occupation, foresters, the percentage decrease in staff
was similar across almost all regions.  Nine of the 10 regions reduced the number of people in the forestry series between 40 to 49
percent.  Region 10 had a 36 percent reduction.

 Next to foresters, civil engineers saw the largest total reductions in staff.  Staff decreases ranged from 18 (20 percent) in Region 4 to
101 (42 percent) in Region 6.  Region 10 reduced its civil engineers by 22, which was 45 percent of its permanent civil engineering
staff.  Geologists experienced staff declines similar to the less populous occupations, with decreases in all but Region 10, which gained
one geologist.
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 Table 3-5
 Change Within the 10 Most Populous Professional Occupations by Geographic Location

 Permanent Staff:  September 1992 to May 1999
 

 Occupation  R-1  R-2  R-3  R-4  R-5  R-6  R-8  R-9  R-10  NA  WO
 Forester                  #
                                %

 (304)
 (49%)

 (156)
 (40%)

 (156)
 (44%)

 (142)
 (40%)

 (321)
 (42%)

 (476)
 (47%)

 (304)
 (43%)

 (198)
 (43%)

 (54)
 (36%)

 6
 18%

 (21)
 (31%)

 General Biologist     #
                                %

 45
 180%

 43
 75%

 39
 98%

 35
 36%

 57
 317%

 20
 18%

 7
 8%

 24
 55%

 (10)
 (19%)

 4
 80%

 52
 64%

 Wildlife Biologist      #
                                 %

 (32)
 (30%)

 (7)
 (11%)

 (5)
 (7%)

 (6)
 (9%)

 (22)
 (19%)

 (56)
 (30%)

 (21)
 (20%)

 (13)
 (18%)

 (11)
 (34%)

 0
 0

 (7)
 (58%)

 Civil Engineer          #
                                 %

 (46)
 (41%)

 (21)
 (28%)

 (29)
 (30%)

 (18)
 (20%)

 (46)
 (34%)

 (101)
 (42%)

 (46)
 (37%)

 (26)
 (34%)

 (22)
 (45%)

 0
 0

 (9)
 (31%)

 Archeologist             #
                                 %

 0
 0

 1
 4%

 1
 2%

 4
 20%

 (3)
 (4%)

 (9)
 (18%)

 14
 35%

 0
 0

 (5)
 (45%)

 0
 0

 (1)
 (50%)

 Fishery Biologist       #
                                  %

 4
 13%

 (2)
 (13%)

 (4)
 (31%)

 2
 5%

 7
 21%

 23
 26%

 1
 4%

 0
 0

 (8)
 (23%)

 0
 0

 5
 167%

 Rangeland Mgt         #
                                 %

 (2)
 (4%)

 (19)
 (23%)

 (13)
 (15%)

 (48)
 (40%)

 (2)
 (6%)

 (17)
 (32%)

 (1)
 (20%)

 1
 100%

 0
 0

 0
 0

 0
 0

 Hydrologist               #
                                 %

 1
 3%

 8
 42%

 (6)
 (35%)

 4
 13%

 (8)
 (17%)

 11
 18%

 1
 6%

 4
 36%

 (2)
 (15%)

 1
 50%

 1
 50%

 Landscape Arch       #
                                 %

 (7)
 (41%)

 (10)
 (36%)

 (13)
 (42%)

 (1)
  (4%)

 (9)
 (25%)

 (20)
 (42%)

 (18)
 (35%)

 (4)
 (15%)

 (5)
 (33%)

 1
 100%

 0
 0

 Soil Scientist            #
                                 %

 (9)
 (35%)

 (1)
 (8%)

 (6)
 (24%)

 (10)
 (36%)

 (12)
 (33%)

 (14)
 (33%)

 (7)
 (27%)

 (5)
 (24%)

 (7)
 (50%)

 0
 0

 0
 0
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 Geologist                  #
                                  %

 (9)
 (43%)

 (2)
 (50%)

 (1)
 (13%)

 (4)
 (22%)

 

 (11)
 (34%)

 (17)
 (38%)

 (3)
 (27%)

 (4)
 (44%)

 1
 25%

 0
 0

 1
 17%

 
 Trends In Organizational Programs’ 10 Most Populous Technical Occupations

 
 Table 3-6 on the following page presents data on the 10 most populous technical occupations in Organizational Programs for
September 1992 and May 1999.  Forest technicians comprise the majority of staff within the top 10 occupations, with over three and
one-half times the staff as the other nine occupations combined (12,702 versus 3,543 as of May 1999).  Staff in these positions
perform a variety of work, from visitor information services to fire prevention and suppression and recreational activities.  Engineering
technician and biology technician are the second and third most populous occupations, respectively, for both points in time.  Each of
the remaining occupations shifted their rank order from 1992 to 1999, with the biggest shift for social science technicians – from 4th to
7th.  Although the number of permanent social science technicians increased 32 percent from September 1992 to May 1999 (38 to 50),
the number of non-permanent staff decreased by 69 percent (349 to 165), for an overall reduction of 53 percent.
 
 Within Organizational Programs 10 most populous technical occupations, the Forest Service relies much more heavily on non-
permanent employees than the professional occupations.  In May 1999, almost 49 percent of the technical workforce was non-
permanent.  In September 1992, approximately 52 percent of that workforce was non-permanent.  Biology technicians had the highest
percent of non-permanent workers in May 1999 (76 percent) and electronic technicians had the lowest (5 percent).
 
 Some of the 10 most populous technical occupations have seen significant reductions in their permanent staffs while others have
gained in strength.  Engineering technicians were reduced by 711 employees (44 percent) and survey technicians were reduced by 44
(38 percent).  Social services technicians increased by 22 (8 percent).  Social science technicians and hydrology technicians both
increased by 12 positions, which increased those staffs by 32 and 29 percent, respectively.
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 Table 3-6
 Most Populous Technical Occupations

 September 1992 and May 1999
 

   Permanent  Staff      Total  Staff  
 Occupation  Series  Sept.-92  May-99  Change  % Change   Sept.-92  May-99  Change  % Change

           
 Forest Tech  462  7,672  6,321  (1,351)  (18%)   16,724  12,702  (4,022)  (24%)
 Engineer Tech  802  1,623  912  (711)  (44%)   1,875  1,074  (801)  (43%)
 Biology Tech  404  221  239  18  8%   1,245  1,006  (239)  (19%)
 Range Tech  455  122  106  (16)  (13%)   347  340  (7)  (2%)
 Social Svcs Tch  186  274  296  22  8%   326  335  9  3%
 Cartograph Tech  1371  155  151  (4)  (3%)   238  205  (33)  (14%)
 Soc.ScienceTech  102  38  50  12  32%   349  165  (184)  (53%)
 Hydro Tech  1316  42  54  12  29%   138  160  22  16%
 Survey Tech  817  115  71  (44)  (38%)   317  150  (167)  (53%)
 Electronic Tech  856  114  103  (11)  (10%)   127  108  (19)  (15%)

 
 Regional Trends

 
 Table 3-7 on the following page shows the numerical and percentage change of permanent employees in the 10 most populous
technical occupations by geographic location between September 1992 to May 1999.  Note that the elimination of social services
technicians in the regions reflect the transfer of Job Corps to the Washington Office.  Numerically, the changes in forest technicians
saw the greatest variations among the regions.  Regions 2, 3, and 4 increased their numbers of forest technicians by 32, 19 and 37,
respectively, while Region 6 decreased them by 600.  In several of the occupations, the numerical changes are not that large, yet the
percentage change in the regional staffs are significant.  For example, the number of survey technicians decreased by two in Regions 2
and 5.  In Region 2, that reduced the permanent strength of that occupation by 50 percent.  In Region 5, it only reduced staff strength
by 15 percent.  Likewise, adding three cartographic technicians to Region 9 increased staff strength by 60 percent.  Some of the
staffing reductions in the more populous occupations to reflect an attempt to redistribute the Forest Service’s workforce among the
regions.
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 Table 3-7
 Changes Within the 10 Most Populous Technical Occupations by Geographic Location

 Permanent Staff:  September 1992 to May 1999
 

 Occupation  R-1  R-2  R-3  R-4  R-5  R-6  R-8  R-9  R-10  NA  WO
 Forest Tech             #
                                %

 (31)
 (4%)

 32
 16%

 19
 4%

 37
 9%

 (390)
 (19%)

 (600)
 (29%)

 (246)
 (24%)

 (165)
 (30%)

 (27)
 (31%)

 (7)
 (88%)

 8
 133%

 Engineer Tech         #
                                %

 (99)
 (44%)

 (30)
 (34%)

 (37)
 (46%)

 (25)
 (36%)

 (122)
 (45%)

 (288)
 (53%)

 (46)
 (30%)

 (45)
 (38%)

 (31)
 (46%)

 0
 0

 3
 33%

 Biology Tech           #
                                 %

 (11)
 (25%)

 1
 25%

 7
 100%

 (1)
 (14%)

 (4)
 (17%)

 11
 22%

 26
 67%

 (2)
 (8%)

 (6)
 (33%)

 0
 0

 0
 0

 Range Tech             #
                                 %

 1
 6%

 (16)
 (50%)

 11
 52%

 (5)
 (19%)

 (4)
 (67%)

 2
 15%

 (3)
 (75%)

 (2)
 (100%)

 0
 0

 0
 0

 0
 0

 Social Svcs Tech     #
                                 %

 (30)
 (100%)

 (31)
 (100%)

 0
 0

 0
 0

 0
 0

 (59)
 (100%)

 (119)
 (100%)

 (35)
 (100%)

 0
 0

 0
 0
 

 24
 9%

 Cartograph Tech      #
                                 %

 (4)
 (16%)

 1
 14%

 1
 10%

 (6)
 (43%)

 11
 122%

 5
 13%

 (4)
 (44%)

 3
 60%

 (4)
 (80%)

 0
 0

 (4)
 (13%)

 Soc Science Tech    #
                                 %

 2
 200%

 0
 0

 1
 100%

 1
 100%

 3
 60%

 0
 0

 8
 50%

 (3)
 (60%)

 0
 0

 0
 0

 0
 0

 Hydro Tech               #
                                 %

 1
 8%

 1
 100%

 (1)
 (100%)

 3
 150%

 2
 33%

 9
 60%

 1
 100%

 (3)
 (60%)

 0
 0

 0
 0

 0
 0

 Survey Tech            #
                                 %

 (6)
 (40%)

 (2)
 (50%)

 (1)
 (17%)

 (6)
 (40%)

 (2)
 (15%)

 (9)
 (69%)

 (12)
 (50%)

 (9)
 (39%)

 3
 150%

 0
 0

 0
 0

 Electronic Tech       #
                                 %

 (2)
 (40%)

 (1)
 (100%)

 (2)
 (20%)

 (6)
 (43%)

 14
 47%

 (10)
 (30%)

 (2)
 (50%)

 1
 100%

 (2)
 (40%)

 0
 0

 (2)
 (18%)
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 Other Workforce Trends
 
 Trends in Law Enforcement
 
 The budget for law enforcement activities in the Forest Service has been declining over recent years.  LE&I officials expressed
concern about reduced staffing levels.  Staff levels for criminal investigators has decreased almost 25 percent between September 1992
and May 1999 (176 to 133).  According to LE&I officials, the number of law enforcement officers also has declined significantly in
recent years.3  From September 1998 to May 1999, the number of law enforcement officers declined by 12 (481 to 469).  Currently,
there is one uniformed officer for approximately every 500,000 acres of forest.  As noted earlier, many locations have no law
enforcement presence.  Yet, the number of visitors to the national forests is increasing, bringing increased levels of criminal activity.
The Forest Service received over 300,000 calls in FY 1998 and its personnel are first on the scene to investigate any incident.  LE&I
officials expressed concern that staff must regularly respond to reports of criminal activity with no back up.
 
 According to LE&I officials, although county sheriffs have primary authority to investigate state violations, most prefer to defer to the
Forest Service to investigate crimes committed within the national forests and would like to see a stronger Forest Service law
enforcement presence.  The Forest Service spends about $5 million annually on cooperative agreements with county sheriff offices to
have patrol units within the forests.  LE&I officials expressed a need to examine how that money is being spent.
 
 In its FY 1999 appropriations bill, Congress directed the Forest Service to survey local law enforcement agencies and other federal
agencies to determine whether they would be interested in providing law enforcement services to the Forest Service, and if so, at what
cost.  Early survey returns did not identify much interest.  The Forest Service has established a team to study its law enforcement needs
and budget requirements.
 
 State and Private Forestry
 
 The State and Private Forestry organization serves as the identified liaison between the Forest Service and its counterpart in the state
sector and private forest landowners.  They provide information, expertise and support that is identified with the Forest Service’s
reputation of "serving the public."  The employees of State and Private Forestry are in the same types of professional positions as the

                                                
 3 Since 1992, about 450 forestry technicians were reclassified as law enforcement officers, series 1802, so there are no comparable data with which to compare
1992 and 1999.
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employees in the National Forests and Research Stations.  State and Private Forestry had 634 employees as of May 1999, 12 of which
were non-permanent.  Employees work in the Northeastern Area office in Radnor or in the regions.
 
 While State and Private Forestry employees perform work similar to employees in the National Forest System and Research Stations,
there is no significant movement of employees from State and Private Forestry to the other parts of the Forest Service.  Interviews in
the Northeastern Area office identified a perception that State and Private Forestry employees are not given equal consideration for job
openings in either the National Forests or Research Stations.  Yet, top management positions in State and Private Forestry have been
filled by managers from the National Forests and Research Stations.
 
 Downsizing has affected the State and Private Forestry program’s ability to perform its work.  Senior staff in the grants and awards
area have left the organization, and now many places are trying to accomplish the work on a part-time basis, not always successfully.
Downsizing also impacted the infrastructure that provided conservation educational information, with the number of full-time
conservation education positions being significantly reduced or eliminated.  Recent actions, however, have increased the agency’s
emphasis in this area, including establishing a director and staff at the national level to guide conservation education activities;
increasing and focusing funding to support program priorities; and revitalizing a network of conservation educators at the regional and
local levels.
 
 The needs of State and Private Forestry clients are changing.  In the past, most customers were from rural settings and the education
process did not involve a steep learning curve.  The Forest Service’s new constituency is more urban in its make up.  They want to
know more about the Forest Service’s research, and they want the information easy to understand and available utilizing the latest
technology.  They also want to be part of the Forest Service’s decision-making process.  These changes demand different skills from
State and Private Forestry employees.  Staff need to understand the demographics of its various audiences and possess the
communication skills to get across the agency’s message.  There also is an increasing need for staff to have facilitator skills in order to
bring a community together and obtain its input on any number of issues.
 
 Job Corps
 
 The Job Corps operates out of 18 centers within the U.S. Forest Service environment, providing counseling and training support for
young Americans.  A major reinvention in 1994 resulted in all Job Corps staff reporting to the national field office under the
Washington Office.  The Job Corps employed 1060 employees as of May 1999, 136 were non-permanent.  Data in this report for Jobs
Corps are included in the Washington Office columns of the tables.  The majority of the staff are in the two functional areas of social
services and education/training.  Because of the academic and professional requirements of these disciplines, there is not significant
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recruitment from the Forest Service workforce.  Interviews in the field recognized, however, that the Forest Service works closely with
Job Corps staff and provides assistance and support.  The workforce planning issues for the Job Corps are similar to those of the rest
of the Forest Service workforce, including an aging workforce, reductions in funding, and increased competition in the job market for
skilled professionals.
 
 Fire Program
 
 The human resource management database that provided data for this study can not identify staff who are qualified for the fire
program, i.e., have a red card designation.  A Fire and Aviation Management database contains the names of staff who are red-carded,
but does not have detailed demographic data on each employee.  Therefore, the Academy staff could not conduct a rigorous analysis of
the fire program’s workforce.  However, interviews with staff identified a number of issues related to the Forest Service’s fire fighting
capability.
 
 The number of employees qualified and available for fire duty is declining.  While there is a sufficient number of employees who are
red-carded at any given time, only 10 percent are available for duty.  Staff reported that there is a serious problem because of a
shortage of pilots to perform fire-fighting duties.
 
 In general, the agency’s younger staff members do not appear to be interested in its fire mission.  Staff interviewed identified several
reasons why the interest has declined.  They perceive changing cultural values in younger staff that make a commitment to fire details
less appealing.  Many staff do not want to go on fire detail because they don’t want to leave their work, which will continue to
accumulate during their absence.  Some staff also report that the culture within the fire community is not always receptive to new
people joining their ranks.
 
 The reduced interest in fire on the part of younger staff combined with downsizing within the organization has resulted in a fire-
fighting workforce whose average age is higher than the rest of the agency.  The senior staff cannot keep up with the demand for
support.  Staff are concerned that unless the Forest Service can attract its younger staff to the fire program, it may be unable to fulfill
its fire fighting mission in the future.
 
 In addition to issues related to the number of staff in the fire program, the focus of the fire program is rapidly expanding beyond fire
prevention and suppression.  With the Forest Service’s emphasis on ecosystem health, the agency will increasingly reintroduce fire
back into resource management -- using prescribed fire to manipulate vegetation, reduce catastrophic loss, restore wildlife habitat, and
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achieve watershed objectives.  This will require more planning and sophistication, and the staff will need to enhance its skill base to
effectively integrate with other land management strategies.
 
 The fire program has increasingly become an interagency venture.  The Forest Service has numerous joint fire organizations that
include the Bureau of Land Management, and joint efforts with the Bureau of Indian Affairs, state, local and tribal governments, the
U.S. Park Service, and the U.S. Fish and Wildlife Service are increasing.  And although the agency has invested in training for staff to
support its fire mission, it also is using resources to pay local volunteer fire departments to provide the workforce to accomplish the
Forest Service’s fire mission.
 
 A General Accounting Office report discusses fire management activities within federal agencies, including the Forest Service’s
program.  To help address the issues facing them, the agency’s fire management’s leadership has engaged the Brookings Institute to
examine the Forest Service’s fire mission and how to best accomplish it in the future.
 
 Increased Specialization
 
 Growing complexity of natural resource management requires some increased specialization of the Forest Service workforce.
Occupations, such as appraisers, paralegals, anthropologists, water rights specialists, paleontologists, herpetologists and others, may be
critical to support the agency’s mission, strategic plan and priorities.  Most, however, are unlikely to ever make up a significant portion
of the workforce.  The NAPA team believes that the Forest Service will have to adopt specific strategies to ensure these skills are
available, such as the use of shared positions and interregional centers of excellence.
 
 

 Demographic Trends
 
 Reduced hiring (especially at the entry level) has contributed to an increased average age of the workforce within Organizational
Programs.  Table 3-8 shows the average age of Organizational Programs permanent staff by geographic location in September 1992
and May 1999.
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 Table 3-8
 Average Age of Organizational Programs Permanent Workforce by Location

 September 1992 and May 1999
 

 Location  Average Age
 September 1992

 Average Age
 May 1999

 Change
 (Years)

 Region 1  42.8  45.7  2.9
 Region 2  42.1  44.9  2.8
 Region 3  42.8  45.4  2.6
 Region 4  42.9  45.4  2.5
 Region 5  41.5  45.1  3.6
 Region 6  42.6  46.1  3.5
 Region 8  42.7  45.6  2.9
 Region 9  42.8  46.0  3.2
 Region 10  40.3  44.9  4.6
 NA  43.0  45.3  2.3
 Washington Office  44.9  46.8  1.9
 All  42.6  45.6  3.0

 
 Looking at the five most populous professional occupations by region, the age increases are generally greater than the average change
for the region.  In a few instances the increase in age is over twice a region’s average age increase.  For example, in Region 8, where
the average age increased overall by 2.9 years between 1992 and 1999, the average age of general biologists increased 6.6 years (from
39.8 to 46.4), and the average of wildlife biologists increased 6.2 years (37.5 to 43.7).  In both occupations, the age of the workforce
increased by 17 percent.  Only general biologists in the Northeastern Area State and Private Forestry had a decrease (1.1 years) in their
average age.  Table 3-9 on the following page shows the average age of permanent employees in the five most populous occupations
by location in September 1992 and May 1999.
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 Table 3-9
 Average Age of Permanent Staff in the 5 Most Populous Professional Occupations by Location

 September 1992 to May 1999
  R-1  R-2  R-3  R-4  R-5  R-6  R-8  R-9  R-10  NA  WO

 Forester            
 92 Avg Age  42.6  42.8  43.5  43.9  42.5  42.5  43.2  43.3  42.1  44.7  50.5
 99 Avg Age  46.7  45.3  47.6  47  47.5  47.3  46  46.2  46.3  45.7  50.8
 Change  4.1  2.5  4.1  3.1  5.0  4.8  2.8  2.9  4.2  1.0  0.3
 % Change  10%  6%  9%  7%  12%  11%  6%  7%  10%  2%  1%

            
 Biologist            
 92 Avg Age  42.8  42.0  45.0  43.1  44.5  42.7  39.8  43.3  40.9  47.6  45.6
 99 Avg Age  45.3  45.7  46.6  46.2  46.6  46.3  46.4  45.5  45.4  46.5  47.4
 Change  2.5  3.7  1.6  3.1  2.1  3.6  6.6  2.2  4.5  (1.1)  1.8
 % Change  6%  9%  4%  7%  5%  8%  17%  5%  11%  (2%)  4%

            
 Wildlife Biologist            
 92 Avg Age  38.6  38.6  39.1  38.8  37.2  38.3  37.5  39.7  38.7  35.0  39.7
 99 Avg Age  44.6  43.3  42.8  43.8  42.4  44.4  43.7  44.9  43.4  37.0  42.6
 Change  6.0  4.7  3.7  5.0  5.2  6.1  6.2  5.2  4.7  2.0  2.9
 % Change  16%  12%  9%  13%  14%  16%  17%  13%  12%  6%  7%

            
 Civil Engineer            
 92 Avg Age  45.5  42.6  39.9  44.7  44.1  43.2  43.9  42.1  41.3   47.2
 99 Avg Age  49.2  44.3  43.8  46.0  48.6  47.2  48.3  45.2  45.1   47.5
 Change  3.7  1.7  3.9  1.3  4.5  4.0  4.4  3.1  3.8   0.3
 % Change  8%  4%  10%  3%  10%  9%  10%  7%  9%   1%

            
 Archeologist            
 92 Avg Age  39.4  41.9  41.7  40.7  40.5  40.5  38.5  40.6  44.3   47.5
 99 Avg Age  44.0  43.7  46.9  46.6  46.7  46.1  44.3  45.0  45.8   48.9
 Change  4.6  1.8  5.2  5.9  6.2  5.6  5.8  4.4  1.5   1.4
 % Change  12%  4%  12%  14%  15%  14%  15%  11%  3%   3%
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 Attrition And Accessions
 
 By looking at attrition and accession data, one is able to discern how an organization has used opportunities to change its skill mix or
relocate staff to meet the needs of the organization.
 
 Hiring Trends
 
 Table 3-10 shows the new hires (new appointments, including non-permanent staff converted to permanent status) into Organizational
Programs for fiscal years 1992 and 1998.
 

 Table 3-10
 Organizational Programs New Hires by Appointment Type

 Fiscal Year 1992 and Fiscal Year 1998
 

 Appointment Type  # of Hires FY 1992  # of Hires FY 1998
 Permanent  1,577  818
 Non-permanent  25,442  15,022

 
 The data show a dramatic downward trend in permanent and non-permanent hiring within Organizational Programs.  Permanent staff
new hires were about 48 percent fewer in FY 1998 than in FY 1992.  While new hires were about 6 percent of the permanent
workforce for FY 1992, they were less than 4 percent of the workforce in FY 1998.  This indicates fewer opportunities for the Forest
Service to bring in new skills to meet the needs of the agency.
 
 Almost 30 percent of new permanent employees hired in FY 1998 occurred in Regions 5 and 6, (16 and 13.3 percent, respectively).
This was somewhat lower than the percent hired in FY 1992 in those two regions (32.7 percent).  This hiring practice would appear to
slow efforts to correct perceived geographic imbalances in the workforce.  Table 3-11 shows the FY 1998 hiring of permanent staff by
geographic location.
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 Table 3-11
 New Hires of Permanent Staff by Location

 FY 1998
 

  R-1  R-2  R-3  R-4  R-5  R-6  R-8  R-9  R-10  NA  WO
 #  Permanent Hires  112  71  101  56  131  109  68  16  13  6  135
 % Permanent Hires  13.7  8.7  12.3  6.8  16  13.3  8.3  2  1.6  .7  16.5

 
 Hiring of permanent staff in the 10 most populous occupational series was significantly less in FY 1998 compared to FY 1992, as
shown in Table 3-12.  Eight of the 10 occupations hired staff in FY 1998 at less than half the hiring level in the FY 1992.  The
exceptions were forest technicians, which were hired at 85 percent of the FY 1992 level, and social services technicians, where 7 more
staff were hired in FY 1998 than in FY 1992.
 

 Table 3-12
 Permanent Hires of the 10 Most Populous Organizational Programs Series

 FY 1992 and FY 1998
 

 Series  Title  FY 1992 Hires  FY 1998 Hires  Difference
 462  Forest Technician  417  356  (61)
 460  Forester  102  15  (87)
 401  General Biologist  24  10  (14)
 802  Engineering Tech.  28  9  (19)
 486  Wildlife Biologist  70  9  (61)
 810  Civil Engineer  34  2  (32)
 454  Rangeland Mgt.  27  11  (16)
 482  Fishery Biologist  44  12  (32)
 193  Archeologist  35  9  (26)
 186  Social Svcs. Tech.  35  42  7

 
 Organizational Programs is hiring non-permanent staff in its 10 most populous series at significantly reduced levels from FY 1992 as
shown in Table 3-13.  Seven of the 10 occupations are hiring at less than 50 percent of the FY 1992 level.  In FY 1998, non-permanent
forest technicians were hired at 62 percent of the FY 1992 hiring level.
 



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

60

 Table 3-13
 Non-Permanent Hires in the 10 Most Populous Series

 FY 1992 and FY 1998
 

 Series  Title  FY 1992 Hires  FY 1998 Hires  Difference
 462  Forest Technician  16,179  10,063  (6116)
 460  Forester  80  7  (73)
 401  General Biologist  43  10  (33)
 802  Engineering Tech.  491  232  (259)
 486  Wildlife Biologist  198  72  (126)
 810  Civil Engineer  25  7  (18)
 454  Rangeland Mgt.  13  14  1
 482  Fishery Biologist  99  40  (59)
 193  Archeologist  252  100  (152)
 186  Social Svcs. Tech.  85  57  (28)

 
 Retirement Trends

 
 The number of Organizational Programs staff retiring in FY 1999 was modest – 239 staff as of May 1999.  This number is
significantly less than the number of retirements in FY 1998 – 1077.  The latter number of staff losses, combined with the 921
employee separations with buy-outs in FY 1998 (see Table 2-14), undoubtedly contributed to the staff’s perception that the Forest
Service is losing its experienced and knowledgeable senior staff.
 
 Five percent (1,147) of the Organizational Programs permanent workforce was eligible for retirement as of May 1999.  As shown in
Table 3-14, those rates vary considerably among the 10 most populous occupations.  Even more striking is the percent of the current
workforce within the 10 most populous occupations and in total who are eligible to retire in 2004 – 23 percent for all occupations.
That represents an increase of over 400 percent from the current retirement eligibility rate.  If staff leave the agency at numbers
approaching the retirement eligibility rate, the Service could experience serious skill shortages unless there is an active pipeline to
develop and train new staff to replace lost expertise.  The NAPA team believes that while a large number of retirements poses a
potential threat to the agency’s existing knowledge base, it also may provide the Forest Service an opportunity to bring in staff with
new skills to better meet its changing needs.
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 Table 3-14
 Retirement Eligibility for the 10 Most Populous Occupations in Organizational Programs

 May 1999
 

 Series  Title  Permanent
 Staff May 1999

 # Retirement
 Eligible May 99

 % Retirement
 Eligible May 99

 # Retirement
Eligible 2004

 % Retirement
 Eligible 2004

 462  Forest Technician  6,307  177  2%  995  16%
 460  Forester  2,808  239  9%  777  28%
 401  General Biologist  930  48  5%  213  23%
 802  Engineering Tech.  907  99  11%  392  43%
 486  Wildlife Biologist  659  12  2%  93  14%
 810  Civil Engineer  665  73  11%  222  33%
 454  Rangeland Mgt.  341  12  4%  66  19%
 482  Fishery Biologist  327  5  2%  31  9%
 193  Archeologist  303  4  1%  25  8%
 186  Social Svcs. Tech.  296  15  5%  68  23%
  All  20,929  1,147  5%  4,819  23%
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 Diversity

 
 Diversity of the workforce within Organizational Programs has remained almost unchanged since September 1992, as shown in Table
3-15, with minorities comprising less than 15 percent of the workforce.
 

 Table 3-15
 Diversity Within the Organizational Programs Workforce

 September 1992 and May 1999
 

 Employee Type  % of Workforce
 September 1992

 % of Workforce
 May 1999

 White Men  58.3%  58.9%
 Minority Men  11.0%  10.5%
 Subtotal Men  69.3%  69.4%
   
 White Women  26.4%  26.6%
 Minority Women  4.3%  4.0%
 Subtotal Women  30.7  30.6%

 
 In terms of hiring, the percent of minority hiring decreased for both permanent and non-permanent staff, as shown in Table 3-16.
While not a large difference – only two and one-half percent – the reduced hiring levels of minorities will have a significant impact on
the agency’s workforce diversity. .  As of May 1999, the percentage of minority hiring for FY 1999 was 18.4 percent for permanent
staff and 13.3 percent for non-permanent staff.
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 Table 3-16
 Minority and Non-Minority Hiring

 FY 1992 and FY 1998
 

  % Hired
 Permanent

 % Hired
 Non-Permanent

 FY 1992   
 Minority  20.7%  15.7%
 Non-minority  79.3%  84.3%
 FY 1998   
 Minority  18.2%  12.4%
 Non-minority  81.8%  87.6%

 
 Table 3-17 provides a more detailed look at diversity within Organizational Programs total permanent workforce as of May 1999.
Organizational Programs total labor force consists of 15 percent minorities compared, to 22.1 percent in the general civilian labor
force (CLF).  While the Forest Service lags considerably behind the civilian labor force in most gender and national origin categories,
the number of Native American men and women in the agency is significantly greater than what is found in the rest of the civilian
labor force.
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 Table 3-17
 Organizational Programs Staff Diversity

 Total Staff -- May 1999
 

 Category  Number of Staff  Percent of Staff  CLF*
 White Men  12,400  59.4%  42.6%
 Black Men     418    2.0%  4.9%
 Asian Men     163    0.8%  1.5%
 Hispanic Men     926   4.4%  4.8%
 Native American Men     746   3.6%  0.3%
 Subtotal Men  14,653  70.2%  
 White Women   5,343  25.6%  35.3%
 Black Women     238   1.1%  5.4%
 Asian Women     110    0.5%  1.3%
 Hispanic Women     266   1.3%  3.3%
 Native American Women     278   1.3%  0.3%
 Subtotal Women  6,235  29.8%  

 *National General Civilian Labor Force
 
 The diversity profile of district rangers, forest supervisors4 and regional foresters is shown in Table 3-18.  Except for Hispanic men
and Native American men and women, the top managerial occupations in Organizational Programs lag behind the civilian labor force
in its minority makeup.  The number of Hispanic men in Organizational Programs managerial workforce is three times the percentage
found in the professional civilian labor force and the number of Native American men is almost 20 times the number.  There are
significantly fewer women of all national origins in the managerial workforce than found in the rest of the civilian labor force.
 

                                                
 4 The data may include some deputy forest supervisors and some GS-12 staff.
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 Table 3-18
 Organizational Programs Managerial Diversity Profile

 May 1999
 

 Category  Number of Staff  Percent of Staff  CLF %*
 White Men     409  60.9%  54.7%
 Black Men      15    2.2%  2.4%
 Asian Men     10    1.5%  3.5%
 Hispanic Men      42   6.3%  2.1%
 Native American Men      26   3.9%  0.2%
 Subtotal Men  502  74.7%  
 White Women     155  23.1%  30.3%
 Black Women       6   0.9  3.2%
 Asian Women       3    0.4%  1.9%
 Hispanic Women       3   0.4%  1.4%
 Native American Women       3   0.4%  0.3%
 Subtotal Women  170  25.3%  

 * The CLF percentages are the national professional workforce data used by EEOC for comparison purposes.
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 As shown in Table 3-19, except for 3 of the 10 most populous professional occupations within Organizational Programs –
rangeland management specialist, hydrologist and soil scientist – the percent of minorities in the permanent workforce lags behind
the minority representation found in the civilian labor force within these occupational series.
 

 Table 3-19
 Organizational Programs Staff Diversity Profile in the 10 Most Populous Professional Series

 Permanent Staff – May 1999
 

 Series  Occupation  % Non-Minority Staff  % Minority Staff  CLF*
 460  Forester  92.5%  7.5%  8.2%
 401  General Biologist  91.1%  8.9%  14.9%
 486  Wildlife Biologist  88.1%  11.9%  14.9%
 810  Civil Engineer  85.3%  14.7%  15.2%
 193  Archeology  92.1%  7.9%  11.2%
 482  Fish Biologist  87.4%  12.6%  14.9%
 454  Rangeland Management  88.0%  12.0%  8.2%
 1315  Hydrologist  93.5%  6.5%  5.7%
 807  Landscape Architect  90.8%  9.2%  13.3%
 470  Soil Scientist  87.2%  12.8%  12.1%

 *National Series Specific Civilian Labor Force
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 Women in the Workforce
 
 Table 3-20 shows the percentage of women by national origin in the Organizational Programs 10 most populous professional
occupations.  In most instances, the percentage of women in the Organizational Programs workforce falls short of the percentage of
women found in the professional civilian labor force.  The workforce exceeds the 30.3 percent CLF average for white women in
wildlife biologists (white women are 37.3 percent of the workforce); archeologists (white women are 37.4 percent of the workforce)
and landscape architects (white women are 35.4 percent of the workforce).  The Organizational Programs workforce exceeds the 1.4
percent CLF average for Hispanic women in archeologists (Hispanic women are 2.3 percent of the workforce) and civil engineers
(Hispanic women are 1.5 percent of the workforce).  Native American women in the Organizational Programs workforce exceed the
0.2 percent CLF average in all of the top 10 occupations, most by a significant amount.
 

 Table 3-20
 Women in the Organizational Programs 10 Most Populous Professional Occupations by Ethnic Category

 Permanent Staff – May 1999
 

 Series  Occupation  % WW  % BW  % AW  %HW  %NAW
 460  Forester  23.2%  0.3%  0.4%  0.5%  0.3%
 401  General Biologist  29.3%  0.2%  1.1%  0.8%  0.7%
 486  Wildlife Biologist  37.3%  0.3%  0.9%  0.3%  0.5%
 810  Civil Engineer  17.6%  0.2%  1.5%  1.5%  1.1%
 193  Archeology  37.4%  0.3%  0.0%  2.3%  2.0%
 482  Fish Biologist  24.9%  0.0%  0.9%  0.9%  0.3%
 454  Rangeland Management  24.3%  0.0%  0.3%  0.9%  1.2%
 1315  Hydrologist  28.8%  0.4%  0.8%  0.8%  1.2%
 807  Landscape Architect  35.4%  0.5%  1.5%  0.5%  0.5%
 470  Soil Scientist  18.3%  0.6%  0.0%  0.6%  0.6%
  CLF %  30.3%  3.2%  1.9%  1.4%  0.2%

 
 Targeted Disabilities

 
 Within the Organizational Programs permanent workforce, 225 employees (1.1 percent) have targeted disabilities.  In the 10 most
populous professional and technical occupations, forestry technicians have the largest number of staff with targeted disabilities – 48.
That is 0.8 percent of their workforce.  Foresters have the next highest number – 13, or 0.5 percent of its workforce.  Engineering
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technicians and cartography technicians each have 11 employees with targeted disabilities, representing 1.2 and 7.2 percent of their
respective workforces.  The occupation in Organizational Programs with the greatest percentage of employees with targeted
disabilities is mail and file, series 305.  Fifteen of its 67 employees (22.3 percent) have targeted disabilities.
 
 

 Competency Assessment
 
 In addition to data collected via interviews, Academy staff developed a survey to collect information about various aspects of the
Forest Service’s workforce.  The survey sought the respondent’s expert opinions on the overall competence of the Organizational
Programs workforce in 30 major disciplines, the adequacy of staffing levels within those disciplines, specific competencies of 11
occupational areas, and foundation and leadership competencies.5  The survey asked respondents to assess workforce competence and
staffing with respect to both the current work being done and the work projected for the next one to five years.
 
 Five regions (1, 2, 3, 4 and 6) and the Office of Law Enforcement and Investigations responded to the survey.6  In three regions and the
Office of Law Enforcement and Investigations, one person completed the survey for the entire organization.  In two regions, the region
distributed the survey to several individuals, including forest supervisors, district rangers, and senior regional officials, to complete the
areas where they were knowledgeable.7  In those instances, Academy staff attempted to develop a composite for the region for
comparison purposes.
 
 Overall Competence in the Major Disciplines
 
 Of the five regions who responded, four generally indicated that the competency of the current workforce was adequate.  One rated
current workforce competency in 20 of the 30 disciplines as superior.  These favorable responses coincide with the data gathered via
interviews.  Of those disciplines needing improvement, three regions identified outdoor recreational planners and water rights
specialists.  Two regions also indicated that the realty specialist, paralegal, and botanist occupations need to improve their level of
competency.

                                                
 5 The foundation and technical competencies were taken from a Forest Service effort undertaken by the National Human Resource Program, Corporate Training
Program.  Leadership competencies were drawn from the Office of Personnel Management’s Executive Core Qualifications for the senior executive service.
 6 The Office of Law Enforcement and Investigations only responded to those portions of the survey that dealt with law enforcement and the foundation and
leadership competencies.
 7 Region 3 submitted 10 surveys and Region 4 submitted 31.
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 Survey respondents foresee in the future an increasing number of disciplines where staff competency will need to be improved.  Four
of the five regions identified a need to improve the competency of social scientists.  Two regions also believe that the following
disciplines will require improved competency levels:

•  geographer
•  geologist
•  range conservationist
•  archeologist
•  criminal investigator

 
 The Office of Law Enforcement and Investigations responded that the criminal investigator and law enforcement officer disciplines
need to improve the competency of the current workforce.
 
 Interview data generally supported the survey data.  In addition, staff identified several additional occupations where the Forest Service
will need staff to have greater expertise in the future, including terrestrial and aquatic biology, ecology, soils science, and hydrology.
 
 Technical Competency Assessment
 
 The survey asked respondents to assess a range of technical skills within 11 occupational areas.  The number of skills assessed ranged
from 9 in Engineering Management to 43 in Minerals and Geology Management and Range Management, with the average being 27.
Although survey respondents believe the overall competence of the workforce is generally adequate, they identified numerous
technical skills within the major occupations that need improvement in the current workforce and for the future.
 
 Botanist:  At least one region indicated that the current workforce needs to improve its competency in all but four areas (botany/plant
science; implementation and compliance with applicable legislative, judicial and administrative requirements; personnel; and
horticulture).  Four regions believe the current workforce needs to improve its skills in the social human dimension and statistical
analysis.  For the future workforce, at least one region indicated that all the skill areas will need improvement.  For the majority of skill
areas, at least three regions indicated that competency improvements will be needed.
 
 Engineering Management:  Survey respondents indicated that the skill most needing improvement in the current workforce is
planning.  The assessment for the future workforce is less positive.  Except for engineering knowledge, at least two regions believe all
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skill areas will need to be improved.  Interview data revealed that the types of engineering competencies needed for the future are
changing with the Forest Service’s changing emphasis on maintenance and not construction, which would account for the survey
respondents’ assessment that future skill areas need to be improved.
 
 Ecosystem Management:  Of the 11 occupational areas, ecosystem management received the most negative competency assessment.
At least two regions believe the competency of the current and future workforce in all 16 skill areas needs to be improved.
 
 Fire and Aviation Management:  The regions indicated that the skills for fire use and fuels are most in need of improvement in the
current and future workforce.
 
 Fisheries Biologist:  This occupational area received the second most negative competency assessment.  Every skill area received a
“needs improvement” from at least one region.  All five regions believe that competencies in the related fields of fire ecology and the
social human dimensions need to improve in the current and future workforce.
 
 Forest Health Protection:  The regions were generally satisfied with the competency of the current workforce in this occupational
area.  Two regions indicated that health monitoring methods, strategic planning, ecosystem restoration policy and disturbance regimes
need improvement.  For the future workforce, at least two regions marked “needs improvement” for a majority of the skill areas.
 
 Law Enforcement:  The respondents were in the greatest agreement about the need to improve report preparation skills in the current
and future workforce.  Three respondents also indicated that skills for developing violation prevention plans need to be improved in
the current workforce.  In addition to the latter area, four respondents indicated that the future workforce will also need to improve its
skills in analyzing facts and making decisions.
 
 Minerals & Geology Management:  Three regions believe the current workforce needs to improve its skills in potentially responsible
party case development and mine rescue.  In the future workforce, three respondents added skills in quarry/mine waste/dump
evaluation, and operations, administration and enforcement techniques for leasable and salable minerals administration to those
needing improvement.
 
 Public Affairs:  Although one or two regions identified numerous areas where skills need to be improved, four of the respondents
believe the current workforce needs to improve its skills in reaching a non-traditional public and recognizing the early warning signals
of potential issues.  The responses for the future workforce closely mirrored the responses for the current workforce.
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 Range Management:  Four regions identified three areas where the current workforce needs to improve its skills – understanding
wildlife, fish and watershed needs; understanding the fiscal aspects of range improvement, planning and implementation; and
integrated pest management.  In addition to those, the future workforce also needs to improve its skills in range inventory,
maintenance, reconstruction, and construction; and in all the skills for pack and saddlestock and noxious and invasive plant
management.
 
 Watershed and Air Management:  For the current workforce, three regions identified four areas where the workforce needs to
improve its skills – implementing GPRA and other measures of accountability; developing partnerships; understanding the mission
and responsibilities of other agencies for soil, water, and air resources; and designing a monitoring framework that reflects the
agency’s goals and objectives.  In the workforce of the future, three respondents indicated that skills in preparing agreements and plans
and serving on interagency teams will also need to be improved.
 
 Wildlife and Fisheries Management:  Except for animal identification skills, at least one respondent marked “needs improvement”
for all the skill areas in the current workforce.  Four regions believe that skills in understanding the mission and responsibilities of
other agencies and understanding the social human dimensions of ecosystem management need improving.  At least two regions
indicated that every skill area will need improvement in the future workforce.  The NAPA team suggests that the Forest Service
examine the possibility of using the Department of Interiors U.S. Geological Survey, Biological Resources Division as a source to
meet this expanded requirement.
 
 The survey responses indicate that the current workforce needs to improve its skills in a significant number of areas, and that staff
foresee increasing skill gaps in the future workforce.  Respondents identified very few skills where they believe the workforce will
have superior competency in the future.  Skills in cooperative fire was one of those areas.  Comments on the surveys reveal that the
primary reasons why occupational areas need to improve their competency levels are because the nature of the work has and will
continue to change and because of the anticipated loss of experienced staff and the inability to hire and train staff to compensate for
those losses.
 
 Interview data support the survey data.  Staff interviewed identified ecosystem management as an area where the agency needs to
improve its overall competency levels.  Staff also believe that competency levels in skills related to threatened and endangered species,
permit administration, geographic information systems, contract administration, and information technology in general also need to be
improved in the workforce of the future.  In non-technical areas, staff interviewed believe that Forest Service staff need to improve
their collaboration, marketing, business sense, conflict resolution and people skills.  In those occupational areas on the survey that
included these skills, survey respondents generally indicated that they needed improvement.
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 Foundation and Leadership Competencies
 
 Two of the organizations responding to the survey rated the foundation and leadership competencies adequate or better for the current
workforce, and believe they will continue that way in the future.  The remaining survey respondents had a more negative view of these
competencies.  Two respondents believe that all the foundation and leadership competencies need improvement in the current and
future workforces.8  The mixed views indicate a need for the Forest Service to more fully explore the basis for them and to ensure that
these skills are more fully developed throughout the agency.
 

 Staffing Adequacy
 
 Table 3-21 on the following page shows the number of survey respondents who perceive staff shortages in the current workforce and
anticipate future staff shortages.9  All five regions identified three disciplines – social scientist, botanist, and range conservationist –
where current and anticipated future staffing levels are inadequate to perform the work.  They also identified two additional disciplines
– ecologist and water rights specialist – where they anticipate future staffing shortages.  These disciplines are key to addressing the
Forest Service’s new emphasis on ecosystems management.

                                                
 8 One of the responding organizations sent multiple surveys and several respondents selected the needs improvement category.
 9 In Region 4, disciplines were counted where several respondents identified a staffing shortage.
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 Table 3-21
 Number of Respondents Identifying Current and Future Staffing Shortages by Technical Discipline

 (Responses = 5 Regions and LE&I)
 

  Current Workforce  Future Workforce
 Technical Discipline  # of Responses

 
 # of Responses
 

 Social Scientist  5  5
 Economist  3  3
 Geographer  1  1
 Archeologist  2  2
 Biologist  1  1
 Wildlife Biologist  3  3
 Fishery Biologist  3  3
 Ecologist  3  5
 Botanist  5  5
 Plant Pathologist  0  1
 Range Conservationist  5  5
 Forester  0  2
 Forestry Technician  2  2
 Soil Scientist  2  2
 Civil Engineer  2  3
 Hydrologist  1  3
 Geologist  1  1
 Outdoor Rec Planner  1  2
 Landscape Architect  1  1
 Water Rights Specialist  2  5
 Realty Specialist  3  3
 Grants & Agreemt. Specialist  1  2
 Public Affairs Officer  0  1
 Paralegal  4  4
 Criminal Investigator  2  3
 Law Enforcement Officer  1  3

 
 In addition to the disciplines listed, survey respondents also identified other areas where they anticipate staffing shortages in the future,
such as contract specialist, silviculture, geographic information system specialist, and land management planner.  LE&I identified
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critical current and anticipated staffing shortages in uniformed law enforcement officers.  During interviews, staff identified several
additional occupations where they believe staff shortages will occur in the future – wildlife biology, fisheries biology, hydrology,
economics, entomology, plant pathology, and biotechnology.
 
 Only two regions identified occupations where there is a potential for excess staff in the future.  Region 6 identified landscape
architecture as an excess staffing area in the future.  Out of 16 senior managers in Regions 4 (district ranger, forest supervisors, deputy
regional foresters) who responded to the survey, two indicated that excess staff will occur in foresters, forestry technicians, and civil
engineers.
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 CHAPTER FOUR
 

 RESEARCH AND DEVELOPMENT
 
 The data used for the research and development workforce includes the professional and technical research and development
occupations assigned to national headquarters, the seven research stations, and the International Institute of Tropical Forestry.
Administrative personnel for all Forest Service organizations are included in the analysis of the business operations and administration
line of business (Chapter Five).  Chapter Four discusses the factors affecting the research and development line of business and
provides an analysis of that workforce.
 

 Factors Affecting The Research And Development Workforce
 
 Many of the factors affecting the Forest Service overall, as discussed in Chapter Two, are also affecting the research and development
line of business.  In some respects, however, the impacts and consequences are different due to the nature of the work.  The Academy
team considers the following factors to be major scientific workforce drivers that need to be addressed.
 
 Increased Demand for Scientific Products and Services
 
 While the purchasing power of the research and development resource pool has been shrinking, demand for scientific products and
services is increasing.  The Department of Agriculture’s Committee of Scientists articulated an increased role for science in policy
decision-making.  This implies an increased workload and, most likely, increased rigor in some of the work being done.  Recent
deliberations by a National Research Council (NRC) panel studying Forest Service research and development capacity vividly
illustrates the potential scientific challenges facing the Forest Service.  Balancing sustainable forests; protecting watersheds; meeting
increasing demands for recreation; meeting increased demand for wood and wood products to support a growing population; and
protecting the economic interests of wood producers and communities dependent on commodity production, all beg for new scientific
solutions.  Advances in science, including information technology and biotechnology, potentially hold solutions to achieving the
desired outcomes of competing stakeholders for increased productivity, environmental protection, and increased usage of public lands.
 
 The NAPA team believes that the consequences of these often competing demands include:
 



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

76

•  The Forest Service needs increased resources in new and emerging scientific disciplines such as biotechnology.
•  The Forest Service also needs to maintain its capacity in more traditional functions, such as inventorying, monitoring,

and evaluation.
•  Gaining support for increased capacity will require non-technical skills in such areas as communication of scientific

results to diverse audiences and marketing solutions to stakeholders.
 
 Staffing Misalignments Created by Downsizing and Prolonged Human Resource Scarcity
 
 The number of scientists within the Forest Service has declined dramatically over the past 15 years.  At the same time, the Government
Performance and Results Act has increased the focus on results that government organizations are to achieve.  The Forest Service has
accomplished downsizing primarily through attrition that was stimulated by using buyouts.  In the opinion of some Forest Service
research and development managers, the buyouts resulted in the wrong people leaving.  In a constrained resources environment where
little hiring can take place, the agency is limited in its ability to correct skills imbalances that might result from downsizing.
 
 The effectiveness of the scientific enterprise is dependent on adequate support staff so that scarce scientific talent can focus their
energies on science.  Many staff interviewed in the research and development line of business believe scientific productivity is being
hurt by inadequate administrative/support personnel.  The situation has been created by downsizing and the placement of excess
personnel into jobs for which they may not be highly qualified.  To its credit, the Forest Service has addressed this issue to the extent
possible by increasing the use of temporary and term employees to achieve a greater “bang for the buck.”  However, some science
leaders are concerned that relying too much on temporaries and terms may adversely impact the Forest Service’s ability to obtain
reimbursable work.  The Forest Service’s major selling point for obtaining reimbursable work is the image and reputations of its
scientists that are developed over a number of years.  Typically, term and temporary employees do not enjoy the same reputation.
 
 The Office of Personnel Management (OPM) has recently criticized the Forest Service’s use of term employees, and the Forest Service
is working with OPM to address these concerns.  OPM’s criticism notwithstanding, the Academy team considers term appointments
an effective means for the Forest Service to staff research and development projects.
 
 The NAPA team believes that some of the consequences of downsizing and skill imbalances include:
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•  The Forest Service has a deficit of scientific resources to meet its requirements for science products and services.  This
includes resources in the organizational programs and the research and development lines of business.

•  The Forest Service needs to achieve a proper balance between scientists and support staff to ensure high levels of scientific
productivity.

•  The personnel system needs to ensure flexibility to quickly grow and shrink various parts of the research and development
workforce as resources and workload dictate.

•  The increased role of scientists in advising policy makers has implications for the technical and other competencies required
for success, such as the ability to balance scientific and policy issues.

 
 New Ways of Doing Business
 
 It has become increasingly important for scientists to collaborate with other disciplines and with non-scientific personnel in order to
achieve the goals of the Forest Service and the nation.  The power of science is realized when it influences the behavior of all
stakeholders impacted by the process.  And stakeholders are most likely to be influenced if they have been involved in the process
leading to a course of action.  Forest Service leaders have recognized this fact and have identified the need for its scientists to work
with multidisciplinary teams of scientists, citizens, the timber industry, and land managers.  Recent discussions within the NRC and a
Pinchot Institute study have concluded that universities are not yet producing scientists who are highly skilled in working in a
collaborative environment.  Therefore, the Forest Service needs to lead the development of collaborative expertise.
 
 The consequences of news ways of doing business include:
 

•  The Forest Service needs a strategy to increase the ability of its scientific workforce to work in a collaborative environment.
•  The Forest Service should encourage universities to develop learning experiences for science students that help build their

skills to work with other disciplines and with the non-scientific community that is affected by scientific work.
 
 Diversity:  Labor Market Supply Meets Public Policy Objectives
 
 It is widely held within the Forest Service that the demographics of the scientific masters and Ph.D. programs are not especially
diverse and that competition for this limited pool is intense.  In some cases, Forest Service locations are in more rural settings, which
is not always conducive to minority recruitment and retention.  Nevertheless, the Department of Agriculture has established clear
expectations regarding its agencies’ meeting diversity goals.  Some staff interviewed consider the decentralized hiring authority within
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the Forest Service to have tilted the focus from long-term goals and public policy objectives to more immediate priorities of local
workload.
 
 NAPA’s team believes that the challenges of developing a diverse scientific workforce include:
 

•  The Forest Service needs a strategic approach to increasing the diversity of its recruitment pool for scientists.
•  Meeting diversity goals will require a balance between immediate work needs and long-term public policy objectives.

 
 Staffing Profile And Trends

 
 The research and development workforce has undergone significant shifts in recent years.  As shown in Table 4-1, there has been a
reduction in overall staffing levels but an increase in the use of non-permanent employees (temporary and term).
 

 Table 4-1
 Research and Development Employment Overview

 
 Employment Level   September ‘92  May ‘99  Change  % Change
 Total  3,083  2,842  (241)  (8%)
 Permanent  1,992  1.683  (309)  (16%)
 Non-permanent  1,091  1.159  68  6%
 
 The temporary/term component of the research and development workforce has increased from 35 percent in September 1992 to 41
percent in May 1999.  The increased use of temporaries and terms is a function of three factors.  First, the nature of much of the work
is seasonal which lends itself to temporary employees, and much of the project work has a defined beginning and ending date which is
ideal for using term employees.  Second, the use of temporaries and terms provides increased flexibility to adjust the workforce to fit
resource availability and current work priorities.  Finally, temporary and term employment categories tend to cost less, certainly in the
long run, than permanent employees.
 
 As shown in Table 4-2, the use of term employees is not consistent between research stations, suggesting that there may be an
opportunity to better align the workforce with work requirements.
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 Table 4-2
 Number and Percentage of Term Employees in the Workforce by Research Station

 
 RM  NC  NE  PNW  PSW  FPL  SRS  IITF
 35 (6%)  36 (15%)  60 (18%)  112 (24%)  16 (5%)  4 (4%)  50 (10%)  9 (13%)
 
 Another meaningful data point for the overall research and development workforce picture is the employment trend for scientists.  This
is especially important in view of the Committee of Scientists’ report and the NRC’s study on the Forest Service research and
development capacity.  According to data provided by the Forest Service, the number of scientists in the research and development
workforce has decreased by 45 percent since 1985 (from 978 to 537).  Also, there has been a shift in the mix of disciplines in the
research and development workforce as shown in Table 4-3.
 

 Table 4-3
 Comparison of Scientific Discipline Representation in the Research and Development Workforce

 Source:  USDA Forest Service
 
 Discipline Area  % 0f 1985 Workforce  % of 1990 Workforce  % of 1999 Workforce
 Biological Sciences  69.5%  75.5%  73.9%
 Physical Sciences  15.7%  12.5%  12.1%
 Engineering  6.5%  6.5%  6.1%
 Social Sciences  2.9%  2.8%  5.0%
 Math/Statistics  3.6%  3.5%  2.8%
 
 Within the biological sciences, there has been a significant shift toward ecology, wildlife biology, and plant physiology, and away from
research foresters working in the biological sciences.  This is consistent with the Forest Service’s emphasis on ecosystems.
Occupations shifts occurring between 1985 and 1999 are shown in Table 4-4.
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 Table 4-4
 Trends in Biological Science Personnel in the Research and Development Workforce

 
 Ecologists  Increased from 1.3% to 12.6%
 Wildlife Biologists  Increased from 6.2% to 11.1%
 Plant Physiologists  Increased from 3.8% to 7.3%
 Fish Biologists  Increased from 1.2% to 3.5%
 Research Foresters  Decreased from 51.8% to 34.3%
 Entomologists  Decreased from 10.4% to 7.8%
 Plant Pathologists  Decreased from 7.4% to 5.5%
 Range Scientists  Decreased from 3.3% to 1.0%
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 Most Populous Professional And Technical Occupations
 
 Table 4-5 demonstrates the shift in the research and development workforce composition toward occupations related to ecosystems,
sustainable forests, and wildlife (such as ecologists and botanists), and a reduction in foresters, forestry technicians, and biological
technicians.
 

 Table 4-5
 Ten Most Populous Disciplines in the Research and Development Permanent Workforce

 
 May ‘99 Rank  Series  Title  # in Sept. 92  # in 1999  # Change  %

 Change
 1  460  Research Forester  375  323  (52)  (14%)
 2  404  Biology Technician  149  113  (36)  (24%)
 3  462  Forestry Technician  158  102  (56)  (35%)
 4  408  Ecologist  47  85  38  81%
 5  401  General Biologist  69  82  13  19%
 6  486  Wildlife Biologist  66  66  0  0
 7  801  General Engineer  46  38  (12)  (32%)
 8  430  Botanist  20  37  17  85%
 9  435  Plant Physiologist  36  32  (4)  (11%)
 10  437  Plant Pathologist  45  30  (15)  (33%)

 
 Other disciplines that saw numerical changes during this period include social scientists (increase from 15 to 22) and economists
(decrease from 18 to 16).  It is noteworthy that the number of secretaries decreased from 158 to 85, perhaps reflecting changes in the
way work is done (voice mail and office automation) as well as hard choices about where staff reductions could best be absorbed.
 
 The employment trend for term employees by discipline reflects the shift of certain types of work toward term employment, as shown
in Table 4-6.  Overall employment of term employees increased from 102 in September 1992 to 322 as of May 31, 1999.  The
occupations that were reduced in the permanent workforce grew in the term workforce.

 



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

82

 Table 4-6
 Most Populous Disciplines in the Research and Development Term Workforce

 
 May ’99 Rank  Series  Title  # in Sept. ‘92  # in May ‘99  # Change  % Change
 1  404  Biology Technician  11  78  68  709%
 2  462  Forestry Technician  15  53  38  353%
 3  460  Research Forester  10  53  43  530%
 4  408  Ecologist  4  20  16  500%
 5  486  Wildlife Biologist  9  16  7  178%

 
 

 Other Research And Development Workforce Trends
 
 Reduced hiring and low turnover have resulted in an increase in the average age of the research and development workforce since
1992.  This trend occurred despite early retirement and buyout incentives being offered numerous times during this period.  Often,
retirement incentives result in reduced workforce average age.  Table 4-7 shows the average age of the research and development
permanent workforce.
 

 Table 4-7
 Average Age of the Research and Development Permanent Workforce

 
 Station/HQ  1992 Average Age  1999 Average Age  Change (Years)
 RMRS  44.9  46.9  2
 NC  43.1  46.6  3.5
 NE  45.1  47.1  2
 PNW  45.5  47.8  2.3
 PSW  44.8  49  4.2
 FPL  46.4  49  2.6
 SRS  42.6  44.6  2
 IITF  N/A  45.6  N/A
 WO  44.9  48.7  3.8
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 Short-term retirement eligibility in the most populous research and development occupational series is not a major concern.  Looking
five years ahead, however, the percentage of employees eligible to retire grows to 25 percent or more of the workforce in 6 of the most
populous series, as shown in Table 4-8.
 

 Table 4-8
 Retirement Eligibility of the Most Populous Series in the Research and Development Workforce

 May 31, 1999
 

 Series  Title  Total Empl.  # Retirement
Eligible

 %  Eligible  Eligible
 2004

 % Eligible
 2004

 460  Research Forester  309  38  12%  87  28%
 404  Biology Technician  115  10  9%  31  27%
 462  Forestry Technician  102  12  12%  30  29%
 408  Ecologist  84  1  1%  8  9%
 401  General Biologist  89  8  9%  20  22%
 486  Wildlife Biologist  71  6  8%  18  25%
 801  General Engineer  37  2  5%  7  19%
 430  Botanist  37  4  10%  5  13%
 435  Plant Physiologist  32  9  28%  14  44%
 437  Plant Pathologist  30  5  17%  9  30%

 
 The retirement rate for research and development employees is modest.  In calendar year 1998, a total of 55 employees took advantage
of retirement eligibility.  Through May 1999, a total of 20 employees have retired.  Typically, December and January are the heaviest
months for retirement.  Buyouts have been used as an incentive to deal with downsizing pressures.  The propensity to take buyouts has
decreased over time as shown in Table 4-9.  The exact cause of this decline cannot be determined conclusively from existing data, but
some staff suggested that the Forest Service created a greater sense of urgency during earlier buyout offerings.
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 Table 4-9

 Buyouts Taken by the Research and Development Workforce
 

 Month/Year  Buyouts Taken
 April/May 1994  106
 Nov. 1994/Jan. 1995  46
 March 1995  37
 Nov. 1997/Jan. 1998  8

 
 Hiring Trends

 
 As shown in Table 4-10, the number of new hires into the research and development line of business decreased dramatically between
1992 and 1998, except for those hired under term appointments.  Temporary employee hiring experienced the greatest decrease
numerically, but proportionately, permanent hiring declined the most.  Although the numbers have declined, the Forest Service is still
hiring at a considerable rate for all appointment types when compared to the total research and development workforce.
 

 Table 4-10
 New Hires into Research and Development by Appointment Types

 1992 and 1998
 

 Appointment Type  Number of Hires in 1992  Number of Hires in 1998
 

 Permanent  204  119
 Term  64  137
 Temporary  1511  985

 
 As shown in Table 4-11, permanent hiring in the most populous series was relatively unchanged for the two comparison years, even
though the overall level of hiring within research and development declined.  Research foresters and engineers experienced the greatest
decrease in the number of permanent hires.  Permanent hires of forestry technicians and general biologists increased in real terms.
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 Table 4-11
 Permanent Hires in 1992 and 1998 by Most Populous Series

 
 Series  Title  1992 Hires  1998 Hires  Difference
 460  Research Forester  27  22  (5)
 404  Biology Technician  15  13  (2)
 462  Forestry Technician  20  21  1
 408  Ecologist  6  5  (1)
 401  General Biologist  6  8  2
 486  Wildlife Biologist  2  2  0
 801  General Engineer  7  0  (7)
 430  Botanist  3  0  (3)
 435  Plant Physiologist  2  1  (1)

 
 The Forest Service hired significantly more term employees into the most populous series in 1998 than in 1992, as shown in Table 4-
12, reflecting the switch to an increased utilization of term employees.
 

 Table 4-12
 Term Hires in 1992 and 1998 by Most Populous Series

 
 Series  Title  1992 Hires  1998 Hires  Difference
 460  Research Forester  6  17  11
 404  Biology Technician  7  30  23
 462  Forestry Technician  14  30  16
 408  Ecologist  4  9  5
 401  General Biologist  3  5  2
 486  Wildlife Biologist  4  6  2
 801  Genera; Engineer  2  0  (2)
 430  Botanist  0  2  2

 
 Research and development reduced the level of temporary hires across the board in the most populous series, as shown in Table 4-13.
The largest reductions were in the biological technician, forestry technician, and wildlife biology disciplines.
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 Table 4-13
 Temporary Hires in 1992 and 1998 by Most Populous Series

 
 Series  Title  1992 Hires  1998 Hires  Difference

 
 460  Res. Forester  55  33  (22)
 404  Biology Technician  602  437  (165)
 462  Forestry Technician  350  273  (107)
 408  Ecologist  14  9  (5)
 401  General Biologist  9  6  (3)
 486  Wildlife Biologist  85  28  (57)
 801  General Engineer  9  1  (8)
 430  Botanist  7  5  (2)
 435  Plant Physiologist  10  1  (9)
 437  Plant Pathologist  1  0  (1)

 
 The overall hiring level continues to be considerable, even if it is less than in previous years.  These data suggest that adjustments to
the workforce skill mix is possible if hiring decisions are carefully managed to ensure disciplines needed for the future are given
priority when hiring.  However, reshaping the research and development workforce may require more time than in the past when
resources for hiring were greater.
 
 

 Diversity
 
 Diversity is a high priority within the Forest Service and the Department of Agriculture.  The representation of minorities in the
research and development line of business is similar to, but slightly lower than, the agency in total, as presented in Chapter Two.
Some research and development leaders interviewed expressed frustration with the small pool of minority applicants in the scientific
disciplines for which the Forest Service recruits.  The Forest Service will need a different recruitment approach to improve its
representation of minorities in the scientific disciplines.  Some potential strategies are presented in Chapter Seven of this report.
 
 Table 4-14 reveals that the Forest Service research and development supervisory and managerial workforce is underrepresented in all
categories except white males and Native American males when compared to the professional civilian labor force.  Most of the
managerial positions are in the professional occupations.
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 Table 4-14
 Research and Development Supervisory/Managerial Diversity Profile

 May 1999
 

 Category  Number  Percent  CLF %*
 White Men  128  79.0%  54.7%
 Black Men  2  1.2%  2.4%
 Asian Men  2  1.2%  3.5%
 Hispanic Men  3  1.9%  2.1%
 Native American Men  1  0.6%  0.2%
 Subtotal Men  136  84.0%  62.9%
 White Women  25  15.4%  30.3%
 Black Women  0  0.0%  3.2%
 Asian Women  0  0.0%  1.9%
 Hispanic Women  1  0.6%  1.4%
 Native American Women  0  0.0%  0.3%
 Subtotal Women  26  16.0%  37.1%

 *The CLF figures are the national professional workforce data used by EEOC for comparison purposes.
 
 Diversity within the non-supervisory research and development staff is significantly greater than the supervisory/managerial profile, as
shown in Table 4-15.  However, it still lags behind the national general civilian labor force in all minority categories except for Asian
women and Native American men and women.
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 Table 4-15
 Research and Development Staff Diversity Profile

 May 1999
 

 Category  Number  Percent  CLF %*
 White Men  834  54.8%  42.6%
 Black Men  41  2.7%  4.9%
 Asian Men  21  1.4%  1.5%
 Hispanic Men  40  2.6%  4.8%
 Native American Men  19  1.2%  0.3%
 Subtotal Men  955  62.7%  54.1%
 White Women  464  30.5%  35.3%
 Black Women  44  2.9%  5.4%
 Asian Women  22  1.4%  1.3%
 Hispanic Women  30  2.0%  3.3%
 Native American Women  6  0.4%  0.3%
 Subtotal Women  566  37.2%  45.6%

 *National General Civilian Labor Force (includes some rounding discrepancies)
 
 As shown in Table 4-16, the overall representation of minorities in the research and development line of business trails the CLF in all
categories as indicated in the Forest Service 1999 Affirmative Employment Plan Update.
 

 Table 4-16
 Representation of Minorities in the CLF

 
 Category  Representation of Minorities in the CLF
 Professional  15.0%
 Administrative  17.5%
 Technical  21.0%
 Clerical  22.6%
 Wage Grade  24.8%

 
 As shown in Table 4-17, minority representation lags behind the CLF in research foresters, biology technicians, ecologists, and
wildlife biologists.  Minority employment exceeds the CLF in forestry technicians, general biologists, and chemists.
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 Table 4-17
 Research and Development Staff Diversity Profile in the Most Populous Series

 Permanent Employees as of May 31, 1999
 
 Series  Title   % Non-Minority Representation  % Minority Representation  % CLF Minority Representation

 460  Research Forester  92.5%  7.5%  8.2%
 404  Biology Technician  82.5%  17.5%  21.0%
 462  Forestry Technician  81.8%  18.2%  26.3%
 408  Ecologist  93.6%  6.4%  15%
 40l  General Biologist  83.3%  16.7%  15%
 486  Wildlife Biologist  90.2%  9.8%  15%
 1320  Chemist  72.7%  27.3%  15%

 
 Table 4-18 shows that the rate of hiring minorities into temporary and term positions in 1998 was equal to or greater than the rate of
minority hiring in 1992, and is similar to the overall representation of minorities in the research and development workforce as of May
1999 (14.7 percent).  The rate of hiring permanent minority employees in 1998 (22 percent) was about 50 percent higher than the
minority hiring level in 1992 and the current overall representation of minorities in the permanent research and development
workforce.  This trend, if continued, will drive improved representation of minorities in the research and development permanent line
of business.
 

 Table 4-18
 Research and Development Minority Hires FY 1992 and 1998

 
  Permanent Hires

 1998             1992
 Term Hires
 1998                1992

 Temporary Hires
 1998          1992

 Total Hires  119                204  137                   64  985            1,511
 Minority Hires  26                   29  18                      4  133             216
 Percent Minority  22%               14%  13%                   6%  14%            14%
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 Table 4-19 indicates that the rate of minority hiring into the most populous occupations is extremely low (only series where minority
hiring occurred are shown).  At its current rate, the Forest Service will not significantly impact under-representation of minorities in
these key occupations.  The hiring activity within the most populous series is especially important to the agency’s diversity strategy
because these disciplines reflect the Forest Service’s highest mission priorities and are more likely to provide advancement
opportunities in the future.
 

 Table 4-19
 Minority Hires in Most Populous Series

 FY 1998
 
 Series  Title  Permanent  Term  Temporary
 460  Research Forester  18.18%  .06%  .03%
 404  Biology Technician  38.46%  .23%  .12%
 462  Forestry Technician  .05%  .07%  .17%
 401  General Biologist  .38%  0.00%  0.00%
 
 Targeted Disabilities
 
 Sixteen research and development employees have targeted disabilities, which is slightly less than one percent of all permanent
employees.  No occupational series has more than two employees with targeted disabilities.  Four series (biology technician, research
forester, secretary, and mail and file) have two employees with targeted disabilities.  The representation of employees with targeted
disabilities for the entire Forest Service is slightly higher (approximately 1.5 percent) than the representation in research and
development.
 
 

 Research And Development Competency Assessment
 
 Academy staff obtained information about the competency of the research and development workforce from a variety of sources,
including:
 

•  interviews with line and staff officers at the Southern, Rocky Mountain and Pacific Northwest Research Stations, and the
national headquarters research leadership team
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•  a National Research Council meeting on July 15-16, 1999 on the topic of Forest Service research capacity
•  information from the Pinchot Institute regarding university forestry programs that are the primary feeder groups for forestry

positions in the public and private sectors
•  a survey completed by all seven research stations regarding the competencies of the research workforce in the following

categories:

•  competence in key scientific disciplines considering current and future work requirements
•  competence of the research workforce using the Forest Service’s competency model for research and development

management and foundation competencies
•  competence of research leadership using the U.S. Office of Personnel Management SES leadership competencies

 
•  a survey that asked the seven research stations about staffing adequacy in key scientific disciplines considering current and

future workloads
 
 Competence in Key Scientific Disciplines
 
 Generally, the research stations rated the competence of their workforce quite favorably.  The survey asked respondents to rate the
workforce’s competence in each discipline, given current work requirements.  As shown in Table 4-20, 87 percent of the responses
rated the staff’s competence as superior or adequate to perform the current work.
 

 Table 4-20
 Research Stations’ Assessment of Workforce Competence in Key Scientific Disciplines to Perform Current Work

 
 Competence Level  Number of Responses  Percentage of Responses
 Superior  35  24%
 Adequate  90  63%
 Needs Improvement  18  13%
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•  Three of the 7 survey respondents (43 percent) rated the competency of the entomology and plant physiology workforce as

superior.
•  Two respondents (29 percent) believed that competency improvement was needed in social science, fishery biology, and

wildlife biology.
 
 When asked to rate the workforce’s competency considering future work requirements, there was a considerable shift in the overall
response pattern.  Table 4-21 shows that respondents rated more disciplines as needing improvement in the future.  The number of
responses at the adequate or superior level declined from 87 percent to 70 percent, indicating a perceived need for action to enhance
workforce competencies.
 

 Table 4-21
 Research Stations’ Assessment of Workforce Competence in Key Scientific Disciplines to Perform Future Work

 
 Competence Level  Number of Responses  Percentage of Responses
 Superior  14  10%
 Adequate  81  60%
 Needs Improvement  41  30%

 
 At least three of the seven respondents indicated that the following disciplines need to be improved in the future:

 
•  social science and entomology (57 percent of respondents)
•  fishery biology, wildlife biology, and hydrology (43 percent of respondents)

 
 Research and Development Technical Competency Assessment
 
 The majority of the research stations indicated that the workforce needs to improve in the following competencies:
 

•  budget and resources planning
•  communication and marketing
•  communication of research and development results
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 Forest Service Foundation Competencies
 
 Respondents rated communication as needing improvement in the Forest Service foundation competencies.  Fifty percent of survey
respondents also rated knowledge of business practices as needing improvement.
 
 While not as inclusive as the survey data, interviews conducted at three research stations and other sources identified the following
areas where competencies need to improve:
 

•  computer skills (most notably programmers and database experts)
•  landscape ecology
•  GIS
•  biotechnology
•  ability to integrate information beyond one discipline into a synthesized solution
•  ability to work in multidisciplinary teams
•  working knowledge of legal issues impacting the Forest Service

 
 Leadership Competencies
 
 Generally, the research stations rated leadership competencies as adequate or better.  However, one half of survey respondents rated
business acumen as needing improvement.  Business acumen, as defined by OPM, is the ability to acquire and administer human,
financial, material, and information resources in a manner that instills public trust and accomplishes the organization's mission, and the
use of new technology to enhance decision making.
 
 Technical Competency Summary
 
 Research stations indicate there will be a growing challenge to maintain the desired level of technical competency in a variety of
scientific disciplines.  Business and financial planning and management skills will need to improve as will non-technical skills, such as
communication.
 
 Staffing Adequacy
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 Competence is one side of an organization’s human capital.  The other side is the number of people available to do the work.  When
asked to rate the adequacy of staffing levels in key disciplines, research and development leaders were generally pessimistic, as shown
in Table 4-22.  Staffing is considered to be even less adequate when considering future requirements.  This is partly due to the
anticipated increase in demand for scientific research and development products and services.
 

 Table 4-22
 Staffing Adequacy to Meet Current and Future Workload

 
 Staffing Adequacy  # of Responses

 Current Workforce
 % of Responses
 Current Workforce

 # of Responses
 Future Workforce

 % of Responses
 Future Workforce

 Shortage  62  44%  73  54%
 Adequate  74  53%  59  44%
 Excess  4  3%  2  2%

 
 The majority of the research stations indicated that the following disciplines are short staffed to perform the current workload:
 

•  social science (86 percent of respondents)
•  entomology (86 percent of respondents)
•  wildlife biology (86 percent of respondents)
•  hydrology (71 percent of respondents)
•  ecology (57 percent of respondents)
•  plant pathology (57 percent of respondents)

 
 For the future, the research stations identified the same disciplines to be short of staff in the future.  In addition, the majority of survey
respondents added microbiology to the staff shortage category.
 
 There were four disciplines where one survey respondent out of seven identified excess staff to perform the current work: economist,
geneticist, general engineer, and mechanical engineer.  Of this group of disciplines, respondents indicated that only the two
engineering disciplines will have excess staff in the future.
 
 There are numerous possible scenarios for research and development staffing.  For purposes of this analysis, the following staffing
levels are considered:
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•  no growth
•  growth to reflect the demands for increased scientific products and services
•  further reductions

 
 There is some support for increased Forest Service research capacity among the stakeholders attending the July 1999 National
Research Council meeting.  It is not clear whether that support will be translated into resource to hire additional employees.  If
additional resources are forthcoming, hiring to meet the needs in shortage areas should be easy to address.  On the other hand, if
resources remain steady or decline, the Forest Service will need a different workforce planning approach that may involve difficult
decisions to reallocate resources from other areas to increase staffing in high priority research and development disciplines.  Chapter
Seven on conclusions and strategies provides suggestions to meet the overall Forest Service research and development workforce
needs.
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 CHAPTER FIVE
 

 BUSINESS OPERATIONS AND ADMINISTRATION
 
 The Forest Service provided the Academy with extensive data on its workforce by the three major lines of business.  The business
operations and administration line of business includes the SES and GS workforce throughout the Forest Service whose positions are
included in the following job families:
 

•  acquisition management
•  financial management
•  information technology
•  public affairs
•  civil rights/equal employment opportunity
•  human resources
•  other administrative support functions

This chapter discusses factors affecting the business operations and administration line of business and presents data on its current
workforce and trends since FY 1992.

Factors Affecting The Business Operations And Administration Workforce

The Academy team believes the following factors are having the greatest impact on the business operations and administration
workforce:

Downsizing

The business operations and administration workforce absorbed a 26 percent reduction in permanent employees between September
1992 and May 1999.  This was the largest percentage reduction within Forest Service.  Targeting this functional group for large
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reductions was in line with the President's mandates to reduce administrative support functions, such as personnel and procurement.
However, there was no workforce analysis to determine how best to absorb the staff reductions.  Instead, the Forest Service
accomplished the reductions primarily through voluntary buyouts.  This method of reducing staff resulted in a significant number of
imbalances between requirements, resources and skill levels.  Personnel officers and specialists in the field who provide critical advice
during staff reductions were themselves reduced 23 percent.  Personnel assistants and clerks in the field operations who process the
actions resulting from staff reductions were reduced by 32 percent.  The financial community, which has a pivotal role during
downsizing and realigning activities also lost staff during this time.  Field financial management positions were reduced 12 percent
and the supporting clerical/assistant staff was reduced 40 percent.  The procurement program had the largest staff reductions with a 34
percent loss of purchasing specialists in the field and a 48 percent reduction of supporting clerical and technician staff.  During
interviews, staff frequently expressed concerns about support function performance.  Staff reductions have resulted in employees being
assigned duties of departing staff and, in some cases, employees were not fully qualified to perform the work.  Some managers have
had to wear multiple hats to fill voids left by other managers who took the buyouts.  Managers within the business operations and
administration line of business recognize the problems created by downsizing, and are seeking to correct some of them by developing
technological interventions.  They also have identified train needs for their workforce.

Change in Focus

At the same time that the Forest Service has been reducing the business operations and administration workforce, it also has been
implementing changes in the way work is accomplished.  The human resources community is consolidating operations and changing
the skills required of its members.  Providing administrative support to over 800 work locations further complicates this process.  In
the past, personnelists were usually assigned to a specific function, such as classification or labor relations.  In the new operation, they
will become generalists.  This will require that these employees receive training in the specialized areas where they currently lack
expertise.  As with many other occupations, this new role will also require training in team building, counseling, and communications.
Financial management is shifting from an accounting-intensive focus to a professional, analytical, review and analysis program.  This
will require more professional accountants, financial and cost analysts, and fewer accounting technical and clerical positions.  The
information technology workforce is not only stretched to keep pace with the increasing demands for support from the workforce, but
is also trying to keep up with the ever-changing technology.  The Forest Service, like the rest of the federal sector, selected a high
percentage of its computer staff from within the workforce.  The personnel selected were generally not trained in the latest hardware
and software applications.  As a result, a large number of these employees are not equipped to deal effectively with the hardware and
software operations required of their positions.  This problem is viewed as an issue that can best be solved by hiring individuals who
possess the specialized skills to deal with emerging technology.  These changes in focus within business operations and administration
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will require the Forest Service to more intensively analyze the skills of the existing workforce and decide whether retraining is an
option, or whether it needs to create new positions that will bring the needed skills into the workforce.

Budget Implications

The business operations and administration line of business identified early in the process the skill imbalances resulting from
downsizing, but the limited hiring of recent years hindered management's ability to address the widening gap.  The budget limitations
resulted in so few positions being filled that management did not consider filling trainee positions as a viable option.  As a result, there
are few employees in the trainee pipeline.  Funds for training of the existing workforce were also limited.  These factors combined to
extend the imbalances originally created in the early buyouts through 1999.

Technological Advancements

The business and operations and administration line of business is implementing new technology.  Due to the nature of services
provided these technological advancements impact not only the business operations and administration employees, but also the total
Forest Service workforce.  The financial community is presently implementing a new accounting system which changes the methods
and processes historically used for financial management.  The human resources staffs are consolidating and utilizing the modern
systems to streamline the employee benefits processing procedures and classification program.  Public affairs is expanding its
information program utilizing the Internet and the World Wide Web.  Acquisition management is significantly decreasing their paper
processing and using automated systems.  All of the technological advancements require skill and competency changes for the
workforce.  They also impact the skill mix of specialists, technicians, and clerks needed to perform the work utilizing the automated
processes.
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Staffing Profile And Trends

The business operations and administration workforce comprised 15 percent of the total workforce in September 1992 and May 1999,
as shown in Table 5.1.  This workforce consists predominately of permanent employees.  The non-permanent workforce has increased
slightly from 5.7 percent in 1992 to 6.9 percent in 1999.  The term and temporary employees have been hired largely into computer
specialties in the GS-334 and -335 series, and in the GS-1001 arts and information field.

Table 5-1
Business Operations and Administration Employment Overview

Employment Level Sept. ‘92 May ‘99 Change % Change
Total 7,971 6,001 (1,970) (25%)
Permanent 7,516 5,582 (1,934) (26%)
Non-permanent 455 419 (36) (8%)

Table 5-2 identifies the ten administrative occupations that are the most populous, and also the change in total numbers and percent
from 1992 to 1999.

Table 5-2
Most Populous Administrative Occupations

Title Series Total Empl Sept. ‘92 Tot. Emp. May 1999 Change % Change
1.  Computer Spec  0334  751  707  (44)  (6%)
2.  Gen Business  1101  301  341  40  13%
3.  Personnel Mgt  0201  350  283  (67)  (19%)
4.  Public Affairs  1035  317  262  (55)  (17%)
5.  Contracting  1102  331  223  (108)  (33%)
6.  General Admin  0301  148  214  66  45%
7. Budget Analysis  0560  150  205  55  37%
8. Admin Off  0341  363  172  (191)  (51%)
9. EEO  0260  68  77  9  13%
10. Visual Info. Spec. 1084 55 49 (6) (11%)
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Within the business operations and administration line of business, the only discernible increases in the permanent workforce occurred
in budget analysts (from 150 to 206) and equal employment opportunity specialists (from 67 to 77).  The other occupations within
business operations and administration had decreases from 1992 to 1999.  Included in that category are human resources, acquisition
management, financial management (excluding budget analysis), and information technology.  Table 5-3 provides a snapshot by
occupational series of the primary functional area permanent workforce changes from 1992 to 1999.  These data only reflect those
series directly traceable to business operations and administration and includes specialists, technicians, and clerks.

Table 5-3
Operations and Administration Employment Changes by Select Series

Area Series Included Perm Workforce
Sept. ‘92

Perm Workforce
May ‘99

Change % Change

Human Resources 201,203,212,221,
230,233,235

955 695 (260) (27%)

Civil Rights/EEO 260 67 77 10 13%
Public Affairs 1001,1035,1082,

1083, 1084,1087
771 771 NC NC

In
Information
Technology

332,334,335, 1330 1052 (278) (21%)

Financial Mgt 501,503,505,510,
511, 525,560,561

1066 917 (149) (14%)

Acquisition Mgt 1102,1105,1106, 904 587 (334) (36%)

Other Business Operations And Administration Workforce Trends

The average age of this workforce has been gradually increasing since 1992 as shown in Tables 5-4 and 5-5.  This increase is viewed
as a byproduct of the buyouts combined with limited hiring.
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Table 5-4
Average Age of Business Operations and Administration Permanent Workforce

Element 1992 Average Age 1999 Average Age Change
Headquarters 43.4 46.7 3.3
Field 43.2 46.7 3.5

Table 5-5
Average Age of the Top 10 Administrative Occupations by Series

Occupation Location (HQ/Fld) 1992 Average Age 1999 Average Age Change % Change
GS-334: Com. Spec. HQ 40.8 43.7 2.9 7%

Field 41.7 45.9 4.2 10%
GS-1101: Gen. Bus. HQ 44.8 51.3 6.5 15%

Field 43.1 46.6 3.5 8%
GS-201: Per. Man. HQ 49.0 48.8 (.2) (0.4)%

Field 43.3 47.1 3.8 9%
GS-1035: Pub. Aff. HQ 46.1 47.0 0.9 2%

Field 41.4 45.4 4.0 10%
GS-1001: Gen. A&I HQ 44.9 52.0 7.1 16%

Field 41.8 45.5 3.7 9%
GS-560: Bdgt. An. HQ 43.0 44.8 1.8 4%

Field 43.9 47.0 3.1 7%
GS-501: Fin. Adm. HQ 42.0 43.0 1.0 2%

Field 44.3 48.1 3.8 9%
GS-510: Accounting HQ 47.9 45.4 (2.5) (5%)

Field 43.2 46.4 3.2 7%
GS-341: Adm. Off. HQ 56.3 47.5 (8.8) (16%)

Field 45.7 49.2 3.5 8%
GS-260: EEO HQ 51.1 49.9 (1.2) (2%)

Field 44.8 46.7 1.9 4%

With the increasing average age of this workforce, eligibility for retirement is also increasing.  Retirement eligibility continues to grow
despite a number of buyouts over the past few years.  Table 5-6 shows the retirement eligibility for the major occupational families in
the business operations and administration line of business.
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Table 5-6
Retirement Eligibility for Business Operations and Administration Workforce

Occupational Family Total Empl. May ‘99 # Retire Eligibility % Eligibility Eligible 2004 % Eligible 2004
Acquisition 1,087 71 6.5% 295 27%
Fin/Budget 1,613 167 10% 444 27.5%
Human Res. 813 44 5% 205 25%
IT/Computer 1,90 44 3.7% 250 21%
Public Affairs 770 31 4% 130 16.8%
Other 102 9 8.8% 34 33.3%

Business Operations And Administration Hiring Trends

The number of new hires into the workforce in 1992 as compared with 1999 shows a decrease of approximately 46 percent.  Table 5-7
identifies the hiring numbers for these two years.

Table 5-7
Operations and Administration Hiring Trends

Appt Type (Perm/Term/Temp) Hires - 1992 Hires - 1998 Change
Permanent 380 151 (229)
Term 10 58 48
Temporary 627 390 (237)

The largest numbers of new hires in all three categories were brought into two main occupations - computers and arts and information.
The breakout of the new hires for these two occupations as shown in Table 5-8:
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Table 5-8
Hiring in Computer and Arts and Information

Appt Type (Perm/Term/Temp) Total Hires in 1998 (as of  5/31/99) Computer (GS-334/335) Arts and Info (GS-1001)
(Customer Service)

Permanent 151 25 28
Term 58 7 26
Temporary 390 107 185

Diversity

The representation of minorities and women among the business operations and administration managerial and supervisory staff is
shown in Table 5-9.  The percent of white men in these occupations is less than the other two lines of business in the Forest Service.

Table 5-9
Business Operations and Administration Supervisory/Managerial Diversity Profile

Category Number Percent
White Men 194 29.60%
White Women 353 53.80%
Black Men 13 1.98%
Black Women 24 3.66%
Asian Men 5 0.76%
Asian Women 6 0.91%
Hispanic Men 14 2.13%
Hispanic Women 23 3.51%
Native American Men 5 0.76%
Native American Women 18 2.74%
The percentage of females represented is 64.62 percent and the percentage of males represented is 35.23 percent.
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The non-supervisory staff minority representation is similar to the managerial/supervisory representation.  Women in all categories
comprise an increasing proportion of the workforce.

Table 5-10
Business Operations and Administration Staff Diversity Profile

Category Number Percent
White Men 858 17.40%
White Women 2983 60.63%
Black Men 73 1.48%
Black Women 285 5.79%
Asian Men 29 0.58%
Asian Women 75 1.52%
Hispanic Men 95 1.93%
Hispanic Women 270 5.48%
Native American Men 39 0.79%
Native American Women 213 4.32%

Table 5-11 shows the minority representation within the business operations and administration occupations grouped by major
occupation function, and include specialists, technicians, and clerks.  Because of the nature of the work performed and the role of
technicians in the functions, it was considered appropriate to include them.  In addition, there is often progression from the technician
to the specialists.  The progression of the 203 personnel technicians to specialists was brought up mentioned during interviews.  As the
technician series also includes clerks, the comparison with the CLF for representation of minorities cannot be directly applied to the
business operations and administration data.  Minority representation in the CLF is 17.5 percent for administrative occupations and
22.6 percent for clerical staff.  Based upon either CLF, the business operations and administration occupations generally have good
representation of minorities in their workforce.
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Table 5-11
Operations and Administration Staff Diversity Profile

Permanent Employees as of 31 May 1999

Function Non-Minority Representation Minority Representation
Acquisition 81.0% 18.9%
Finance 78.2% 21.7%
Human Resources 65.9% 34.0%
Information Technology 80.1% 19.8%
Public Affairs 84.5% 15.4%
Others 63.3% 36.3%

Although hiring has been very limited, the Forest Service continues to address diversity in the workforce.  Table 5-12 identifies the
minority hiring for 1998 for the business operations and administration line of business.  Table 5-13 on the following page shows
diversity hiring by series.

Table 5-12
Business Operations and Administration Diversity Hiring

1998

Hiring Action Permanent Term Temporary
Total 151 58 390
Minority 38 5 63
Percent Minority 25.1% 8.6% 16.5%
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Table 5-13
Business Operations and Administration Diversity Hiring by Series

1998

Series Description Permanent Term Temporary
201 Personnel Management 2
203 Personnel Clk/Asst 4 1 4
260 EEO 6
303 Miscellaneous Clk/Asst 1 3
326/318 Office Automation Clk/

Secretarial
1 16

334 Computer Specialist 5 1
391 Telecommunications 1
335 Computer Assistant 1 13
501 Finance 1
525 Accounting Tech 1 4
540 Voucher Examiner 2
510 Accounting 3
560 Budget Analyst 2
599 Fin Mgt Trainee 3
1001 Arts and Information 6 1 17
1035 Public Affairs 3
1101 General Business 1 1
1105 Purchasing 2
Total 38 5 63

Targeted Disabilities

Within the business operations and administration workforce, there are 105 employees who are identified with targeted disabilities.
This is approximately two percent of the workforce.  Fifty percent of these employees are in the human resources and finance
workforce, with the remainder dispersed throughout the other occupations.  The overall representation of employees with targeted
disabilities is approximately 1.5 percent for the Forest Service.
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Business Operations And Administration Competency Assessment

Information about the competency of the business operations and administration workforce competency was obtained from two
primary sources:

•  interviews with line and staff officers in three regions of the Forest Service and the Washington Office
•  surveys completed by the headquarters staff regarding the competencies of the business operations and administration

workforce.
 
 Both the interview and the survey addressed:
 

•  competencies in key disciplines considering current and future work requirements
•  adequacy of staffing levels in key disciplines considering current and future workloads
•  competency of the business operations and administration workforce using the identified Forest Service competency model
•  competency of the business operations and administration workforce using the OPM SES leadership competencies

 
 Competence by Major Occupations
 

•  Human Resources.  The human resources community was extremely critical in rating themselves.  They were analytical and at
times more self-effacing in their analysis than any of the other primary occupations in business operations and administration.
Interviews both in the field and headquarters addressed the imbalances in skills, the problems encountered in retraining not just
their staffs but all the Forest Service workforce relative to changes in delivery of services, and the issues involved with an
aging staff.  Their assessment did not rate competency in any of their technical disciplines as superior.  The overall assessment
is that current competency is adequate, but needs improvement for the mission requirements of the future.  This reflects a
decision to change the manner in which HR support will be delivered.  Increased attention will be given to expanding HR’s
advisory/consulting role while increasing efficiency in the HR administrative process.
 

 Shortages in staffing levels exist today in:
 

•  personnel officers
•  position classification specialists
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•  labor relations specialists
•  employee relations specialists

 
 While respondents note these shortages in the current workforce, they acknowledge that the staffing level will be adequate for
future operations.  They also assessed the leadership competency in the same forthright manner.  Their assessment for the
future showed needs improvement in:

 
•  leading change
•  leading people
•  being results driven
•  business acumen
•  building coalitions

 
•  Civil Rights.  The civil rights competency assessment was also very self-critical.  They not only looked inward at the

proficiency of staff, but outward at the delivery and value-added aspects of their program.  This extremely stringent assessment
produced no superior ratings of technical competency.  The rating of the current competency was adequate.  There was also
recognition that to meet the work requirements of the future the workforce needs improvement in the following areas:

 
•  environmental justice
•  civil rights program fiscal resource
•  marketing
•  self-management
•  writing

 
 The staffing level is considered adequate for the future.  The assessment of the leadership competencies identified as needing
improvement are:
 

•  leading change
•  being results driven
•  business acumen
•  building coalitions
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•  Acquisition Management.  The competency assessment for this area was focused on an in-depth analysis of two primary

occupations within acquisitions - contract specialists and procurement analysts.  While a shortage of staff was identified in both
areas, staff competency is seen adequate or superior.  Some interviewees in the field do not agree with this assessment. This
assessment applied to both the current and future workforce.  The assessment of leadership competencies identified the
following competencies as needs improvement for the current and future workforce:

 
•  leading people
•  business acumen

 
•  Information Technology.  The competency assessment of information technology was primarily focused on the computer

disciplines.  Both the information technology community interviewees and those interviewed who fall outside of the IT
community stridently addressed the competency of this specific functional area.  The assessment identified the same issues that
had been voiced in the field.  While the competency has been rated adequate, there is a need for improvement to meet the
future mission requirements.  The specific need for improvement is seen as in the following areas:

 
•  computer programmer
•  computer systems programmer
•  telecommunication specialist
•  database administrator
•  GIS specialist
•  web master
 

 The assessment further acknowledged that there is a shortage of staff needed in these fields to meet future workload.
 

•  Financial Management
 
 The financial management community has taken the lead within the Forest Service on the identification and assessment of core
competencies.  They have developed a measurement tool which covers the total financial program.  The occupations covered
are:

•  financial officer
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•  budget officer
•  accountant
•  systems accountant
•  staff accountant
•  auditor
•  budget analyst
•  financial analyst
•  financial manager

 
 In developing the model for the Forest Service, the financial managers very astutely analyzed and integrated from other models such as
the “Core Competencies for Budget Analysts in the Federal Government.”  The competencies identified and assessed are
predominately technical based and include knowledge and competence of functions such as: financial statements, financial
management controls, government accounting, financial systems requirements, and internal controls.  The model further identifies
developmental activities to assist in the attainment of the competencies.  Interviews in the field documented that managers were
utilizing this for the development of training plans for the employees.
 
 The assessment of the technical competency of the financial management community resulted in findings very similar to those of the
other occupations in the business operations and administration line of business.  Their systematic analysis recognized that there is a
definite need for improvement in the competency of the workforce to meet mission requirements.  The need for improvement in the
competency of the existing workforce was identified for the following occupations: accountant, system accountant, staff accountant,
auditor, budget analyst, and financial analyst.  A significant point in the assessment was that there was a higher percent of needs
improvement in the present workforce competencies but in the competencies of the future workforce the higher percent was shown in
the adequate category.  It is assumed that this will occur as a result of the training identified for the present workforce.  In the
interviews in the field and headquarters, the critical role of training for employees was discussed in great detail.  Consistent with the
other occupations in business operations and administration, the financial management assessment identified very few areas of
superior competency.  In their assessment of the leadership competencies, the following were identified as needs improvement: being
results driven, business acumen, and building coalitions.
 



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

111

 
 CHAPTER SIX

 
 LEADERSHIP SUCCESSION ISSUES

 
 Leadership Succession Requirements
 
 The Academy’s Center for Human Resources Management (CHRM) conducted a study in 1997 to analyze the state of the practice in
leadership succession planning.  The study noted:
 
 “Managing succession is more than fingering a slate of replacements for certain positions.  It is a deliberate and systematic effort to
project leadership requirements, identify a pool of high potential candidates, develop leadership competencies in those candidates
through intentional learning experiences, and then select leaders from among the pool of potential leaders.”
 
 The Academy benchmarked organizations in both the private and public sectors to determine principles that were characteristic of
effective succession and leadership development programs.  Eight principles were identified.  The principles are:
 
•  Top organizational leaders are personally involved and deeply committed to the program
•  Succession management processes are relatively simple and flexible and are integrated with strategic plans to identify and develop

leaders who meet evolving organizational needs.
•  Succession programs are owned by line managers, supported by HR staff, integrated into HR processes, and consistent with the

organization’s culture
•  A pool of high potential leaders is identified early and developed, rather than relying on a slate of replacements for current

positions
•  Leader competencies are identified and regularly reviewed/updated; candidates are assessed and developed against those

competencies
•  Reviews to identify high-potential candidates and developmental measures, and to assess progress, occur regularly, involving all

levels of the organization
•  Leader development uses three complementary means; varied job assignments, education/training, and self-development
•  Senior leaders identify developmental goals for individuals and managers expect them to achieve the goals, and hold them

accountable
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 The linkage between strategic plans and leadership development needs to be continually monitored.  Questions that need to be
answered include:
 
 
•  What types of leaders will be needed?
•  What competencies should they possess?
•  Will more leaders (such as for teams, not necessarily more positions) be needed?
•  What processes will be required to support this initiative?
•  What resources will be required to support growing leaders?
•  How will the leadership succession initiative affect performance outcomes, customer service, innovation and cost reduction?
 
 The Forest Service has initiated a program to assess the leadership competencies within the organization using the OPM leadership
competencies.  Whether that is a starting point for analysis, or the end, is a key question.  There is considerable research that suggests
that within a general framework it is important to analyze the competencies demonstrated by exemplary employees in specific jobs,
and then build a competency model that incorporates the knowledge gained during this analysis.  What makes a successful Forest
Supervisor?  Regional Forester?  Research Station Director?  These are questions beyond the scope of this study, but ones that need to
be asked in order to design a succession management strategy.
 

 Demographics of the Current Leadership Team

 One key question considered by the Academy team is the demographics of the current leadership team.  The data indicate that the
Forest Service can expect to replace a large portion of its leaders in the not too distant future.  This is not unusual because the senior
leadership team in most organizations tends to have more experience, and hence be closer to retirement than the rest of the workforce.
The overall Forest Service profile for executives, supervisors, and other senior employees indicates the potential for a high turnover in
the next five years, as shown in Table 6-1.
 



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

113

 Table 6-1
 Retirement Eligibility for Executives, Supervisors, and Senior Employees

 
  Currently Eligible  Eligible  in 5 Years  Expected Retirements
 SES/SL/ST  21%  51%  30%
 GS/GM 15  25%  52%  27%
 GS/GM 14  17%  35%  18%
 Supervisors  9%  29%  20%

 
 The profile for each of the three lines of business within the Forest Service’s workforce follow.

 Organizational Programs
 
 There were 672 employees assigned to regional forester, forest supervisor, and district ranger positions as of May 31, 1999.  Other
organizational program line managers at the SES are at the national level, and are included in the service wide analysis provided in
chapter two.
 
 The retirement eligibility statistics for this key group of line leaders does not present an immediate numerical challenge in that there is
an adequate pool at the next lower position level to provide replacements if all those eligible to retire did so.  Looking out five years
the replacement challenge could become more demanding as over half the regional foresters, and nearly 40% of the forest supervisors
are eligible to retire.  The Forest Service has an opportunity to ensure that a pool of replacements is available to ensure replacements
are ready to assume a new or increased leadership role when retirements do occur.
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 Table 6-2
 Organizational  Programs Leadership Retirement Eligibility

 for Regional Foresters, Forest Supervisors, and District Rangers
 on board as of May 31, 1999

 Position  Average Age  Total Population  Retirement Eligible in
May 1999
                               %

 Retirement
 Eligible in 2004
                                  %

 Regional Forester  52.1  8  2                           25%  5                             63%
 

 Forest Supervisors  49.7  136  19                          14%  53                           39%
 

 District Rangers  47.6  528  47                           9%  165                         31%
 

 
 Research and Development

 
 There are 162 managers and supervisors assigned to the research and development line of business.  This includes eight station
directors.  There are 29 managers and supervisors in the general biologist series (GS-401), 41 in the research forestry series (GS-460),
and 10 in the wildlife biologist series (GS-486).  The remainder are assigned to 29 other occupational series.
 
 The average age and retirement eligibility of the research and development leadership team is shown in Table 6-3.  Over 50 percent of
the current station directors, research foresters, and general biologists will be eligible to retire within the next 5 years.  The other
discipline worth noting is chemists, where five of six managers and supervisors will be eligible to retire by 2004.  These data should
provide the Forest Service additional impetus to develop a succession pool that will ensure continuity of operations.
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 Table 6-3
 Research and Development Leadership Team Retirement Eligibility

 as of May 31, 1999
 

 Position  Average Age  Total Population  Retirement Eligible in
May 1999
                         %

 Retirement Eligible in
2004
                           %

 Station Director  54.6  8  2                     25%  6                       75%
 

 Research Foresters  49.5  41  9                     22%  21                     51%
 

 General Biologists  52.1  29  6                     21%  15                     52%
 

 Fish and Wildlife
Biologists

 50.5  10  1                      10%  2                       20%

 All others  42 to 58.5  74  12                     16%  25                     34%
 

 
 Operations and Administration

 
 There are 655 managerial and supervisory jobs in the business operations and administration line of business.  The demographics for
this group is provided in Table 6-4.  Over 50 percent of those positions are in the financial area.
 
 The short-term retirement trend for this group should be quite manageable, with an adequate pool to meet probable retirements.
Longer term, there is a larger replacement requirement which may provide an opportunity to address some of the skills issues raised
during interviews with Forest Service personnel.  Additional retirements also will facilitate some of the adjustments that may be
needed to accomplish reengineering goals projected for support functions.
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 Table 6-4
 Operations and Administration Leadership Team Retirement Eligibility

 
 Function  Average Age  Total Population  Retirement Eligible in

May 1999
                                %

 Retirement Eligible in
2004
                                  %

 Acquisition  50.2  75  8                           11%
 

 32                           43%

 Finance  48.5  359  29                           8%
 

 123                         34%

 Human Resources  49.5  85  9                            11%
 

 33                           39%

 Information Technology  48.2  64  5                              8%
 

 24                           38%

 Public Affairs  45.8  60  2                              3%
 

 14                           23%

 Other  51.2  12  1                              8%
 

 6                             50%
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 CHAPTER SEVEN
 

 WORKFORCE PLANNING MODEL
 

 
 INTRODUCTION
 
 Workforce planning should be an integral part of an organization’s overall planning and programming activities.  It is best
accomplished when it occurs as a major adjunct to the strategic planning and budget formulation process.  Planning activities which
occur on a regular and consistent basis provide management with an assessment tool which can be used to formulate an “objective”
workforce which reflects the numbers, types and skills of a staff that are needed in the future, along with the desired demographics of
that force.  Is it important to note that this “objective” workforce is not static.  Rather, it must be revised and updated periodically
using the best available information about resources, mission priorities, and workforce demographics.
 
 Chapter Seven outlines a proposed model for workforce planning.  To use this model to develop an effective workforce plan requires
top management’s leadership and the involvement of key staff at all levels within the Forest Service, including supervisors, managers,
budget analysts, information systems specialists, and HR staff.  A workforce planning initiative that primarily, or exclusively, involves
local staffs often focuses only on achieving near-term HR utilization objectives and loses sight of top management strategic direction
as well as budgetary and political considerations.  Likewise, a planning methodology that relies heavily on a top-down approach may
well achieve long-term objectives, but at the expense of critical near-term issues.
 
 

 Components Of A Workforce Plan
 
 A workforce plan must clearly delineate the organization (or function) being analyzed.  Oftentimes, an agency will try to develop a
single plan for its entire workforce and operations.  Because of its sheer size, such a plan often misses critical details or gets bogged
down by too much weight.  As a result, HR strategies do not adequately meet the mission needs of the organization.  Thus, the agency
must first divide its workforce into meaningful units for which there are common organizations, goals, budgets, communities of
interest, and leadership.  For purposes of this report, the Academy team and the WFAT agreed upon three lines of business –
organizational programs, research and development, and business operations and administration.  However, the Forest Service may
determine that different lines of business may be more appropriate for workforce planning purposes.
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 Once the parameters of the plan(s) are agreed upon, the next step is to establish a common planning methodology. There are three
essential components to a workforce plan.  These steps are described below.
 
 
1. The agency should prepare a comprehensive display of the current workforce that includes certain minimum pieces of data.  The

human resources information system must be capable of producing the required data on demand.  Without this capability,
workforce planning will be too difficult.

2. The agency should determine what the current workforce should look like a given number of years in the future considering
competency requirements to meet strategic goals and budget realities.

3. The agency should identify those actions that will bring about changes in the current workforce so that it ultimately is realigned
into the objective workforce.

 
 Information/Data Inputs
 
 The proposed model uses a number of inputs to calculate the ultimate workforce requirements.  The inputs include:
 

•  Status of the current workforce.  The agency should create the following minimum data sets by occupational series for
each line of business down to the regional, research station, and staff organization level. The data should be available on
demand from the human resources information system so that planners can quickly perform their tasks with minimal effort.

1. Demographic data such as; average age, retirement eligibility, educational attainment by discipline
2. Diversity information by race and national origin and gender and target disabilities
3. Attrition rates (historical and twelve months).  Data on actual retirement trends (age and years of service should be

developed)
4. Accessions for last twelve months (if data is available the average time to fill positions should be provided.  If this

data is available by discipline it will be an indicator of labor market conditions)
5. Adequacy of current staffing to meet current and future workload (an example of a format for collecting this data is

enclosed)
6. Competency of current workforce  (an example format for collecting this data is enclosed)
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•  Labor market analysis.  Human resources should provide input as to any difficult labor market conditions.  What jobs are
hard to fill?  How long will it take to fill shortage category jobs?  Are there strategies that are more successful such as
hiring SCEPs, or hiring mid-career personnel?

 
•  Program and budget assumptions.  The agency’s corporate leadership needs to provide environmental parameters for

workforce planning efforts.  What are the strategic goals and are there adequate resources to achieve those goals?  What are
the current assumptions regarding the budget?  In terms of workforce planning, it is useful to develop optimistic and
pessimistic scenarios so that the workforce plan can reflect all probable resource situations.

Process

Developing plan input.

The Academy team suggests the algorithm in Table 7-1 on the following page for developing the workforce plan.  Each major
organizational level – forest, region, research station, and headquarters staff office – should complete the form.  Administrative staffs,
such as HR, should prepare the plan for that discipline for the entire agency.  It is important that each entity use a common format so
the plans can be consolidated nationally.
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Table 7-1
Sample Format for Collecting Workforce Planning Data

A
Discipline

B
Current
Strength by
Discipline

C
Projected
Attrition

D
Projected
Accessions
(Steady
State)

E
Program and
Budget
Adjustments

F
Adjusted
Accessions

G
Hiring Level
Category
1. SCEP
2. Trainee
3. Full Perf
4. Mgmt
and Type of
Appointment
p=perm
t=temp
tr=term

H
Training Needs to
Maintain or Enhance
Workforce Competence
and Performance

Forester 500 50 54 (currently
have 4
vacancies)

-10
(personnel
budget being
reduced)

44 1=  4t
2=5p
3=5p/20t/5tr
4=5p

•  Collaboration/
 facilitation
•  GIS
•  Leadership training

 Forestry Tech        
 Biologist        
 Etc.        
 
 Instructions for form completion.
 
 Column A: Determine the level of detail desired.  For example, if Forester is too broad state the specialty within forestry.
 
 Column C: Base on current years attrition unless something unusual has happened during the year, such as a buyout, that makes the
current year an anomaly.  If the current year is not used, go to the most recent “normal” year
 
 Column D: Determine how many hires are needed for attrition replacement plus filling any existing funded vacancies
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 Column E: Determine any adjustments necessary based on budget and program strategic goals.  For example, if there is going to be an
increase in the recreation budget the positions that perform that work should be increased accordingly.  Since this is an estimating
process it is not necessary to insist on absolute accuracy.  The goal is to ensure that the organization is prepared to meet
probable workforce needs.
 
Column G: Determine how the position(s) should be filled, and the type of appointment to be used.  Identify whether other resources
from outside the work unit will be used.

Column H: Determine the (re)training/education needed to meet work requirements for the discipline.  This is an assessment of group
rather than individual employee needs.

 
Plan Execution. Based on the workforce analyses and projections contained in their workforce plans, each region, station, and
headquarters area should develop a set of goals and strategies to implement their plans.  A national headquarters team representing the
appropriate deputy areas for each line of business should review all the workforce plans, goals and strategies.  Any concerns should be
brought to the attention of the plan originator for resolution.  The national team can then roll up the analyses, projections, goals, and
strategies from all the plans to develop a national workforce plan.  The national plan should identify those goals and strategies that are
best accomplished nationally and those that are best left to the field for implementation.  Once the Forest Service leadership team
approves the national workforce plan, the human resources organizations should begin to work with line officers to plan appropriate
recruitment and training strategies to meet the plan’s objectives.

The workforce planning cycle should coincide with the agency’s strategic planning and budgeting processes to ensure that the agency’s
annual strategic goals, budget submissions and workforce needs complement one another.  Once it receives its annual budget, the
agency may need to adjust it annual goals and workforce plans to reflect available funding.

Top management support and commitment to meeting workforce planning objectives is vital to success.  Past efforts at workforce
planning and affirmative employment initiatives within the Forest Service have been impeded by a perception that these programs
were staff initiatives and not line driven.  Senior management oversight is especially important because hiring authority is so
decentralized.
Monitoring Plans. To ensure accountability for plan implementation and assess the need for plan adjustments, each region, station,
and headquarters staff office should report at regular intervals on their progress toward meeting the plan’s goals.  At a minimum, the
reports should contain the elements as shown in Table 7-2.
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 Table 7-2
 Sample Status Report

 
 Discipline  Hiring planned  Hiring

accomplished
 (diversity)

 Remarks:
Explain variance
from plan

 Training planned  Training
accomplished

 Remarks:
Explain variance
from plan

 Forester  5p  3p
 (1 wm, 1 wf, 1 bm)
 

 Lack of qualified
applicants

 GIS course  Accomplished  N/A

 Other
disciplines as
required

      

 
 Plan Maintenance.
 
Representatives from the chief and deputy chiefs’ offices, human resources, planning, civil rights, budget, and field offices should
review and evaluate plan accomplishment reports.  Once each year, the National Leadership Conference, with assistance from this
team, should review the agency’s progress toward implementing its workforce plan modify the plan as appropriate.
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 CHAPTER EIGHT
 

 CONCLUSIONS AND RECOMMENDATIONS
 

 The intent of this study is to develop a model for a strategic workforce plan and to identify broad workforce issues that need to be
addressed on a service-wide basis.  The data presented in this report suggest that a number of significant actions should be taken to
ensure that the Forest Service workforce of the future is prepared to handle the agency’s ever-changing mission challenges.  While
hiring and attrition levels are lower than the early 1990s, the rate of hiring is sufficient to provide opportunities for acquiring new skill
and improving the diversity of the workforce.
 
 Conclusions and Recommendations
 
 Based on input from a wide cross-section of Forest Service personnel and the analysis of a great deal of data about the Forest Service
workforce, the Academy team has reached the following conclusions and recommendations related to effective strategic workforce
planning within the Forest Service.
 

•  Accountability is needed for workforce planning, development and management.  There is no established mechanism
to hold leaders accountable for workforce planning, development, and management.  Leading organizations often include
developing the competence of the workforce among critical performance measures for leaders.

 
� Recommendation:  Establish a performance expectation that regional, station, forest and national

headquarters line officers will be assessed on their results in workforce planning, development and
management.  Measure the areas described in other recommendations in this report on workforce planning,
training and development, and management as a basis for assessing performance.  HR should provide the
data to senior line officials to make this assessment.

 
•  The Forest Service’s resource allocation criteria are not adequately geared to program workloads.  The major factor

influencing the size and composition of the Forest Service workforce is the size and distribution of its budget.  The Forest
Service has experienced significant shifts in its congressional budget allocations as national priorities, goals and emphases
have changed.  However, the criteria for allocating the budget within the Forest Service has been slow to change from
historical patterns, and does not appear to fully reflect changing goals and priorities.  The significant variations in the
distribution and composition of the Forest Service’s workforce among its regions and stations has limited its ability to



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

125

accomplish its mission in a consistent fashion.  As a result, staff are raising questions about the equity of the agency’s
resource allocation system.  In addition, the Forest Service is not effectively using any mechanism to link budget and
workforce planning to the strategic plan.  Staff reported that the agency is currently revising its strategic and annual
performance plans.  The Forest Service needs to pay much more attention to those plans as it develops its workforce plans.

 
� Recommendation:  Establish a national task force representing major programs to develop human resource

allocation criteria to be used to reform budget formulation and allocation processes to increase alignment
with strategic and annual performance plans.  Ensure that workforce planning efforts are clearly linked to
strategic plan direction and priorities.  Continue to monitor results and report to senior agency leadership.

 
•  Staff shortages exist in key disciplines.  There are staff shortfalls in certain disciplines considering both current and future

workload requirements,  However, other disciplines provide an opportunity for redeployment of staff.  The chapters on each
line of business identify disciplines with staff shortages and those where reductions are possible

 
� Recommendation:  Once a workforce plan based on strategic goals and accepted resource allocation criteria

is in place, utilize a full range of HR tools to place, retrain, or incentivize/outplace employees in order to
align the workforce with mission priorities.

 
•  The Forest Service lacks a uniform approach to workforce planning.  There is no uniform approach to workforce

planning in the Forest Service, and some organizations are not doing workforce planning.  The workforce planning that is
done tends to focus on the short term.  There are some examples of proactive, future-oriented workforce plans, but those
are not typical.

� Recommendation:  Establish a consistent model for workforce planning.  A suggested model is provided in
Chapter Seven of this report.  The proposed model considers budget realities and strategic priorities in
addition to historical projections.

 
•  Diversity goals are not being met.  The Forest Service has made limited progress toward meeting diversity goals,

although downsizing has been accomplished without adversely affecting diversity.  Reduced hiring has been a factor in
limiting opportunities to improved diversity.  However, the number of new hires has been significant enough to expect
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greater improvement in the agency’s diversity profile.  Making progress in diversity will require increased commitment
from agency managers and some changes in the recruitment and hiring processes as described elsewhere in this chapter.

� Recommendation:  Building on the national recruitment initiative, continue efforts to recruit high quality
minority, women, and disabled applicants for key line and staff occupations.  Measure line officials’
performance in meeting diversity goals by tracking their opportunities to make hiring selections and
requiring justifications when diversity goals are not met.

 
•  The agency needs to take action to address the impacts of an aging workforce.  The Forest Service workforce is aging

and recruitment of new employees into key occupations has been limited.  If this trend continues it will be difficult to
reestablish a viable pipeline to replace technical and managerial talent needed for the future.

 
� Recommendation:  Establish cross-functional teams to develop hiring targets for those disciplines where staff

shortages exist.  Implement a strategic recruitment plan to recruit and hire entry-level personnel.  Involve
HR and program areas to develop applicant pools that are high quality and diverse.  Monitor hiring against
targets and hold line officers accountable for meeting hiring goals.

 
•  Leadership succession planning is needed.  Meeting the need for future leaders requires a systematic approach to

developing a pool of candidates, as discussed in Chapter Six.  To develop a pool of leader candidates, the agency should
consider current and future skill needs as well as diversity goals.

� Recommendation:  Establish a leadership development program that creates a diverse pool of candidates
who are adequately prepared to fill projected leadership positions at all levels.  Use the OPM leadership
competency model, supplemented by unique Forest Service leadership traits, to identify measures of
successful performance.

 
•  Decentralized hiring authority should be accompanied by increased accountability.  The Forest Service’s

decentralized hiring authority policy is creating a focus on immediate rather than strategic goals, and is perceived by many
HR and civil rights personnel as a barrier to meeting skill mix and diversity goals in some cases.
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� Recommendation:  Continue the local hiring authority policy, but increase oversight of the selection process
by the civil rights and HR offices to evaluate whether hiring decisions properly consider diversity goals and
are consistent with merit system principles.  The civil rights and HR offices should provide reports to senior
line managers on how well hiring decisions are taking advantage of diversity opportunities.

 
•  Training is needed to meet future competency needs.  Forest Service leaders have identified both technical and non-

technical skills that staff must possess to meet current and future work requirements.  The Forest Service must have a
focused effort to address the training and education needs identified in this report.

� Recommendation:  Continue implementation of the corporate strategic training plan.  Ensure that programs
are in place to meet training requirements for both technical and non-technical competencies identified in
this report.  Provide the necessary resources to fund these programs and track the effects of training.  Report
the results of training accomplishments and shortfalls to senior line managers.

•  Cross training between major programs will strengthen employee performance.  There is little evidence of a managed
process within the agency to provide cross training and career development of future leaders and technical experts.  Many
staff report that it is difficult to move from one line of business to another and then return to the original line of business.  It
also is difficult to staff headquarters office positions due to uncertainties about future career opportunities.

� Recommendation:  Establish a managed program for rotating high-performing technical and managerial
employees between program areas (the national forests, research and development, and national
headquarters) to develop their understanding of the work in other areas of the Forest Service.  Provide
necessary incentives to encourage participation.

 
•  A knowledge management initiative would provide a means to capitalize on the expertise within the Forest Service

workforce.  There is a tremendous store of knowledge and expertise within the Forest Service workforce.  Some of that
expertise will be leaving in the near future.  The agency needs to capture, document, and distribute this expertise
throughout the agency.  Leading companies have effectively done this through knowledge management programs.



U.S. FOREST SERVICE WORKFORCE PLAN

National Academy of Public Administration
Center for Human Resources Management

128

� Recommendation:  Establish a multi-disciplinary team to study and make a recommendation on how a
knowledge management program can be established within the Forest Service.  Provide resources needed to
implement the plan when developed and approved.

 
•  Term appointments provide a useful tool to develop a flexible and cost effective workforce.  The Forest Service has

effectively used term appointments to improve cost effectiveness and flexibility.  There does not appear to be optimum use
of this tool across the agency.

� Recommendation:  Optimize the utilization of term, student and intern programs across the agency to
increase workforce flexibility and achieve efficient use of labor dollars.

•  The Forest Service needs to enhance its data systems to support planning and management of fire and other
specialized skill areas.  The fire program is vitally important to the Forest Service’s mission.  General workforce
demographics suggest that the fire program needs attention.  Unfortunately, there is no automated information system that
provides management with the information needed for workforce planning.  Other specialized skill areas also lack
necessary information on their workforces.  For example, foresters and other disciplines have different specialties, but the
Forest Service does not have a data system that allows it to capture and retrieve information by specialized categories.

� Recommendation: Establish and maintain a skills database that allows the Forest Service to conduct
workforce analysis of fire and other specialized skill areas.

•  The Forest Service needs to use all available HR tools to align the workforce with mission priorities.  The Forest
Service has elected to use attrition and redeployment as the primary means to achieve workforce adjustments.  This is
consistent with the Forest Service’s core belief about avoiding reductions-in-force.  This has had both positive and negative
impacts.  While this approach has a positive affect on staff morale, the use of attrition and redeployment strategies to adjust
the workforce takes a long time, if ever, to achieve the desired workforce structure, and limits the agency’s opportunities to
replace obsolete skills unless attrition occurs in the right skills.  Historically, attrition does not occur in a manner that is
helpful to efficiently realign the workforce.
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� Recommendation:  Based on tactical workforce planning outcomes, identify workforce adjustments that are
necessary to align the current workforce with strategic goals.  Use the full set of HR tools to achieve the
necessary adjustments.

Summary

The recommendations provided in this chapter, when fully implemented, will result in a dynamic and robust system of workforce
planning that will ensure that the Forest Service’s workforce is aligned with its strategic priorities.  An adequate pool of technical and
leadership talent will be available to ensure continuity of operations.  And the recommended system will provide a process and means
of accountability to ensure that the Forest Service has the right people, in the right places, at the right time.
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APPENDIX A

PROPOSAL

UNITED STATES FOREST SERVICE
DEVELOPMENT OF A STRATEGIC WORKFORCE PLAN

I. Background and Purpose

The U.S. Forest Service has requested assistance to develop a strategic workforce plan.  The plan needs to identify actions necessary to
acquire and/or develop a workforce that meets changing mission priorities as contained in the Natural Resources Agenda, the Forest
Service strategic plan, and diversity goals.

Specific activities to be performed to support the Forest Service’s workforce planning requirements include:

•  Document the Forest Service’s current workforce in terms of occupational distribution, current and projected attrition for
the next five years, and current and future competency requirements resulting from the strategic plan and Natural Resource
Agenda.  Information will be collected to support evaluation and analysis of relevant labor markets and anticipated
workforce changes resulting from retirements and other attrition. Data will also be collected to assess the degree to which
the right people are in the right jobs to meet Forest Service mission priorities.  Data will be aggregated to the national level
and segmented by job families and functional categories.

 
•  Forecast future staffing requirements and competencies based on an attrition model, resource trends, diversity goals and top

management work priorities as reflected in plans and interview results.  Specific issues to be examined are the impact of
increased emphasis on restoration and recreation, fire-fighting capability, expansion of leadership skills base to replace
retiring leaders, expansion of leadership responsibilities in non-supervisory jobs throughout the Service, and use of
contractors.

 
•  Determine the gap between the current workforce and future requirements (supply and demand), considering mission,

resource trends, technology/productivity enhancements, diversity and other factors that affect the number of employees and
the competencies required.
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•  Identify competency areas that are likely to be considered hard-to-fill, and provide advice on how to attract the necessary

candidates for these positions.  The strategy for filling these positions will encompass both development of current
employees and recruitment from other sources.

 
•  Develop a workforce planning model that can be used at various levels within the Service to develop local workforce plan.
 

 II. Approach
 
 The Academy will employ a team of human resources experts who are familiar with strategic workforce planning, recruitment and
workforce development. The following approach will be taken to accomplishing the work described above.
 

•  Entrance meeting.  Within 10 days of the approved start-up of work under the contract, a meeting will be conducted with
designated Forest Service line managers and HR staff to review the project plan and ensure alignment of the Academy’s
approach with Forest Service requirements.  Following this meeting, adjustments in the project plan will be made as
required.  It is suggested that Forest Service appoint a group of line officials and senior HR staff who can function in an
advisory role to the Academy project team.  The advisory committee would ensure that relevant sources of information are
identified, and that appropriate Forest Service context is given to data collection and analysis activities.  It is anticipated
that the advisory committee will meet up to three times during the project at sites designated by the Forest Service.  It is
assumed that the meetings will be held outside the Washington DC metropolitan area to limit the travel expense for Forest
Service personnel.

 
•  Assess the Forest Service Strategic Plan and Natural Resources Agenda to determine probable impacts on

occupational distribution and competency requirements. The team will also review the Forest Service strategic plan,
Affirmative Action and FEORP plans, and the Natural Resources agenda to understand the environmental factors that will
impact the workforce in the strategic planning time frame.  The Academy team will meet with the Forest Service advisory
committee, and other program managers at headquarters and the field, as appropriate, to ascertain anticipated changes to
workforce composition and competency requirements.  This will include identification of work categories that are expected
to grow or decrease due to; workload changes, skill imbalances or changes, technology interventions, process
improvements, or use of contractors.
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•  Review and analyze data on Forest Service workforce.  This will include analysis of anticipated changes to occupational
distribution, and historical turnover rates from retirements, resignations, and other reasons.  Also, an assessment of hiring
practices for various occupational categories will be conducted to assess opportunities to enhance current recruitment
sources.  It is anticipated that the necessary data to support this analysis will be provided by the Forest Service from its
automated information systems.

 
•  Discuss recruitment and development activities with designated human resources staff.  Interviews will be conducted

with the HR staff at the national and regional level to determine the adequacy of recruitment and development processes to
meet future requirements.  Specific attention will be given to how the current staffing process is positioned to achieve
corporate staffing objectives within the context of the Forest Service value of decentralized management.  Leadership
selection and development processes will be reviewed to assess actions needed to meet the anticipated increase in the need
for new leadership skills to replace attrition and respond to other changing leadership needs.

 
•  Conduct interviews and focus groups with a sample of Forest Service sites.  Interviews and focus groups will be

conducted at sites that the Forest Service considers representative of the overall workforce population from a mission,
competency, and labor market perspectives. Suggested site visit categories are shown below. The purpose of the site visits
is to collect subject matter experts’ perspectives, and information on anticipated changes to workforce composition that are
necessary to;  meet strategic plan goals, support the Natural Resources Agenda; achieve diversity objectives; and align the
workforce with other mission priorities (right people in the right jobs).  The information collected from these visits will be
consolidated to produce a summary of the future requirements by major occupational category.

Proposed Site Visits

� Headquarters line managers
� Headquarters program managers and resource managers
� Two regional offices
� Two research stations
� One Forest
� One district office
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•  Obtain information from benchmark organizations concerning alternative approaches to strategic workforce plan
development and implementation.  The Academy team will prepare a summary of approaches to workforce planning
from other organizations.  This information will be considered in developing the draft report.

 
•  Prepare a draft report summarizing workforce requirements and strategies for attaining the desired workforce.

The report will define workforce occupational and competency requirements for the next five years.  The scope of the
report will include all line occupations and professional administrative occupations.  Positions filled from local sources
such as clerical and wage grade positions will not be included.  The report will also contain an analysis of labor market
factors, strategies for developing the current Forest Service workforce, and options for recruiting needed competencies to
augment internal developmental efforts.  In addition, the report will review environmental factors that influence staffing
needs such as national policy initiatives, societal values that impact natural resources priorities, and the management
practices and values of the Forest Service.

 
•  Development of workforce planning models.  A workforce planning process that can be used at all levels of the Service

will be developed.  The model will incorporate best practices gathered through the Academy’s research.  The model will
incorporate the tools to accomplish a business assessment to determine the demand for human resources of various
categories, an assessment of current workforce competencies and staffing levels (supply), an analysis of the gap
between supply and demand and development of options to fulfill the gap.

•  Presentation of the draft report to the advisory committee.  The draft report will be presented to the advisory committee
and other officials as determined appropriate by the Forest Service.  Adjustments will be made to the report to reflect Forest
Service preferences.

 
•  Prepare and Present final report.  The Academy will present the final report in written and briefing format to the

advisory committee and senior management.
 
III.  STUDY MANAGEMENT

Project Organization
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 This National Academy of Public Administration project will be conducted by the Academy's Center for Human Resources Management
(CHRM).  Mr. Frank Cipolla, the Center's Director, will be the responsible staff officer for this project.  Mr. Curt Dierdorff will serve as
the day-to-day project director.
 
Project Panel and Staff
 
 A panel of Academy Fellows and other experts has been appointed to oversee the Academy's HRM projects.  A sub-panel of this group
will be designated to provide oversight for this project, and the quality assurance described below.
 
 A staff formed by the CHRM will be assigned to carry out the project objectives and prepare a report providing their analyses,
conclusions, and recommendations. In addition to the responsible staff officers and project director, professional staff members have been
identified who will spend significant time on the study.  Their resumes are included in this proposal.  All professional staff members and
consultants will report to the project director.  The project director will assign work, make periodic reviews of that work, and ensure
accomplishment of deliverables in accordance with contract requirements and time lines.
 
 Facilities, Equipment and Meetings
 
 The Academy will provide all facilities, equipment, and telecommunications services required. The Forest Service will coordinate and
provide space for meetings with the Forest Service advisory committee and other Forest Service senior officials.
 
Quality Assurance

The National Academy has a quality assurance policy defined as follows:

•  Quality of work means its accuracy, adequacy, clarity, rigor, soundness, fairness, balance and persuasiveness; its depth and
perceptiveness; and its integrity and honesty.  It is the degree to which a project meets the commitments set forth in a contract
or grant while satisfying the standards of the public administration profession and maintaining the good repute of the National
Academy as an independent, competent and judicious body of practitioners and scholars.

•  Because the work of the Academy is carried out through project teams and panels which are given complete freedom to "call
them the way they see them," assurance of quality is a shared responsibility of the project participants and the president of the
Academy.
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•  In addition to the oversight and review by the panel, all projects are carried out in conformance with procedures designed to
insure that quality is incorporated throughout the project.  This includes a review of project methodology at an early stage to
provide additional assurance that the work produced can withstand the collegial, professional and public scrutiny it merits.

IV.  The Academy’s Capabilities to Perform the Work Requested by the Forest Service

The National Academy of Public Administration is a non-profit, nonpartisan, collegial organization chartered by Congress to improve
governance at all levels -- federal, state, and local.  The Academy works toward that end chiefly by using the individual and collective
experiences of its Fellows to provide expert advice and counsel to governance leaders.  Its congressional charter, granted by Congress and
signed by the President in 1984, was the first granted to a research organization since President Lincoln signed the charter for the National
Academy of Sciences in 1863.

The unique source of the Academy's expertise is its membership.  It consists of more than 400 current and former Cabinet officers,
members of Congress, governors, mayors, legislators, jurists, business executives, public managers, and scholars who have been elected
as Fellows because of their distinguished practical or scholarly contributions to the nation's public life.  Fellows are selected for project
panels based on their ability to bring special expertise to the topic being studied.  For the Forest Service project, the Academy has a
number of individuals who have extensive experience leading R&D organizations.

Since its establishment in 1967, the Academy has responded to a large number of requests for assistance from various agencies and has
undertaken a growing number of studies on issues of particular importance to Congress.  Its work has covered a wide range of topics,
including: national defense, agriculture, education, health, human services, housing, urban development, prisons, courts, space, defense,
environment, emergency management, human resources management (HRM), organization and management analysis, and international
public management.

The Academy is particularly suited to conduct this project for a number of reasons, four of which are especially relevant:

•  It is chartered by Congress to conduct independent, nonpartisan analyses of government organizations;
 
•  The Academy possesses special expertise in large scale HRM reviews;
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•  Academy HRM projects are staffed with expert teams who are proficient in all areas of human resources management and have
highly developed skills in evaluation techniques. Academy Project Directors have proven track records managing complex
projects. The Academy has a core staff capability in the CHRM that conducts evaluations and HRM benchmarking activities in
both the private and public sectors.  The resumes of key personnel who will work on the Forest Service project are at Tab A.

 
 The CHRM has provided consultative services and studies on specific HRM issues for a number of individual agencies.  These have
included the Departments of Defense, Energy, Labor, Treasury, Interior and Veteran's Affairs, the Corporation for National Service, the
Federal Trade Commission, Small Business Administration, National Institutes of Health, the National Credit Union Administration, and
the Export-Import Bank. The CHRM has completed or is currently engaged in specific evaluations addressing HRM, in particular.
Examples include:
 

•  The Academy has initiated a major benchmarking project to assess innovative practices in the public and private sector in the areas
of Workforce Planning, recruitment for scarce skills and investment in human capital.  All of this research is directly applicable to
the Forest Service project requirements described above.
 

•  An assessment of the National Institutes of Health’s personnel reform activities which includes delegation of authorities, system
simplification, and design and completion of annual evaluations of personnel performance. Considerable emphasis is being given
to performance of human resource systems for recruitment of scarce skills required to meet NIH’s strategic plan.
 

•  An evaluation of the Naval Research Laboratory’s demonstration project authority to identify new approaches to managing
recruitment, position management, and compensation to strengthen the Forest Service’s workforce to meet current and future
mission requirements.

 
 The CHRM's ability, credibility, and objectivity is attested to by the confidence its work has earned among federal agencies.  Since 1995,
CHRM has performed work on behalf of a consortium of federal agencies on a wide variety of contemporary human resources issues.
The projects resulted in reports on the following topics that are relevant to the work proposed here:

 
•  Implementing Real Change in Human Resources Management

 
•  A Guide for Effective Strategic Management of Human Resources
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•  A Competency Model for Human Resources Professionals
 

•  Investment in Productivity:  Successful Human Resources Development Practices
 

•  Measuring Results:  Successful Human Resources Management
 

•  Managing Succession and Developing Leadership:  Growing the Next Generation of Public Service Leaders
 

•  A Practical Guide to Utilizing Alternative Service Delivery of Human Resources Services
 

•  New Options, New Talent-The Government Guide to the Flexible Workforce

Other examples could be cited from past work. The Academy’s unique position as an independent, non-profit, nonpartisan organization
has often been found an effective way to conduct agency-wide reviews where major programmatic, organizational, and staffing issues.

V. Cost Proposal

The cost proposal for this project is enclosed.

VI.  Schedule

A draft report will be delivered within 90 days of project start-up.
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APPENDIX B

U.S. Forest Service
Workforce Planning Advisory Team

Tom Thompson, Chair Region 2

Harv Forsgren Washington Office

Marty Longen Washington Office Research

Roberta Moltzen Region 5

Linda LeBlanc Washington Office Civil Rights

Randy Moore Region 9

John Kusano Region 3

Mary Albertson Region 6

Linda Buck NFFE (Region 1)

Elbia Niebla Washington Office Research

Cathy Messerschmitt Region 3

Tina Terrell Region 2

Karen Simpson Region 2

Carlos Pinto Region 2
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Marsha Frost Washington Office Human Resources

Tom Martin Washington Office Human Resources

Kathy Burgers Washington Office Human Resources

Terrie Barr Washington Office Human Resources

Allen Hatcher Washington Office Human Resources
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APPENDIX C

List of Individuals/Groups Interviewed

Chief

Associate Chief

Deputy Chiefs and their leadership teams

Chief Financial Officer

Director, Law Enforcement and Investigations and staff

Region 2:  Regional forester, deputy regional forester, human resources director, director engineering; supervisor, physical resources-
land; director, renewable resources; coordinator, winter sports program, regional accountant, budget director, two forest supervisors
and their staffs, district ranger.

Region 6:  Deputy regional forester; human resources director and staff; director, civil rights; director planning and budget; director,
engineering; director, information resources management; manager, fire program; two forest supervisors and their staffs, two district
rangers.

Region 8:  Deputy regional forester; human resources director; director, civil rights; budget director; NFFE representative; planning
director; forest products unit leader, forest health unit leader. forest supervisor and staff, and district ranger.

State and Private Forests (Radnor):  Deputy director, Northeast Area; human resources manager; civil rights manager; and budget
representative.

Southern Research Station:  Station director; human resources manager; civil rights manager; financial manager, project leader
research work unit; assistant directors for research and operations.
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Pacific Northwest Research Station:  Station director and deputy director; lab manager; two project leaders; public affairs, and
support staff.

Rocky Mountain Research Station:  Deputy station director; assistant directors; research and operations; project leader; budget
officer; and director, HRM.
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APPENDIX D

INTERVIEW GUIDE: SENIOR MANAGERS

I. What type of workforce planning is done currently in your organization?  If a plan is developed, how is it used?
 

II. Are you aware of imbalances between current workload and the staff allocated within your organization/functional area?  If
imbalances exist, describe.
A. Geographic imbalances?
B. Work category imbalances?
C. Occupational imbalances?
D. Competency imbalances?
E. Diversity imbalances?
 

III. Please discuss your organization’s use of shared positions (w/ BLM and others), if any, and how they affect your current
workforce planning.
 

IV. How does your organization plan for the use of temporary staff and how that affects your current workforce planning?  Do
temporary employees serve as a pool for filling permanent positions?   If so, which positions are typically filled from the
temporary workforce?

 
V. Some have mentioned that imbalances between workload and staffing levels are related to the budget process.

A. Do you concur?
B. Are there other causes?
C. What strategies would you suggest to correct these imbalances, if they exist?
 

VI. Considering the Forest Service’s strategic plan and National Resource agenda, how do you envision the work of the FS
changing over the next five years?
A. Are there types of work that are expected to grow or decrease due to:
•  workload changes?
•  skill imbalances or changes?
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•  technology interventions?
•  process improvements?
•  use of contractors?
•  Are there new types of work for which resources will be needed?

7.  Considering the future directions for the FS, what changes need to be made to the composition of the workforce?  Occupational,
diversity, or competencies?

8.  To achieve its mission, the FS needs to have the right people in the right jobs.  The FS also values its decentralized management
practices.

8.1   To what extent are staffing decisions decentralized?  (Describe the current staffing process.)
8.2   How does the current process help/hinder the agency’s ability to achieve its corporate staffing objectives support the

national agenda)?
8.3   What changes, if any, would you suggest to the FS’s current staffing processes to better achieve staffing goals?
8.4   Is it necessary for local managers to relinquish some of their staffing decision-making authority to better achieve the FS’s

national agenda?
 

9.  What is your assessment of the competency of the FS workforce?
9.1   In what occupations are there strengths?
9.2   In what occupations are there weaknesses?
9.3   Where do you foresee competency issues in relation to the future work of    the FS? (Includes both technical and

leadership)
9.4   What actions need to be taken to address those issues?
9.5   What are the barriers to overcoming those issues?

 
10.  Describe FS’s staff development program.
 
11.  What changes, if any, need to be made to the FS’s staff development program in order to meet the current or future workforce
needs?

 
12.  What barriers exist to implementing workforce plans that are developed?
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What strategies would you suggest to overcome those barriers?

13.  Effective workforce planning systems often link program decisions, budget allocations, and staffing programs.  How well has the
Forest Service integrated these processes?  Would you recommend any changes in this area?

14.  Should senior managers be held accountable for developing and implementing effective workforce plans?  If so, how should this
be done?
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INTERVIEW GUIDE: HRM/EEO OFFICIALS

I. How is your office involved in workforce planning done currently at the local, regional, or national level?
 
II. Please discuss the FS’s use of share positions (w/ BLM and others) and how they affect workforce planning.
 
III. Please discuss the FS’s use of temporary staff and how that affects workforce planning.
 
IV. To achieve its mission, the FS needs to have the right people in the right jobs.  The FS also values it decentralized management

practices.
A. To what extent are staffing decisions decentralized?  (Describe the current staffing process.)
B. How does the current process help/hinder the agency’s ability to achieve its corporate staffing objectives (support the

national agenda)?
C. What changes would you suggest to change the FS’s current staffing processes to better achieve staffing goals?
 

V. What are the FS’s current recruitment processes?
A. Are they adequate to meet the FS’s future workforce needs?
B. What changes need to be made to best meet the FS’s future workforce needs?
C. How are recruitment processes positioned to meet the FS’s diversity needs?
D. What changes to the FS’s recruitment processes could enhance its ability to meet diversity needs?
 

VI. Describe FS’s staff development program.
 
VII. What changes need to be made to the FS’s staff development program in order to meet the future workforce needs?
 
VIII. Does the FS need to consider a mobility policy for staff to better meet the agency’s national agenda?

A. What are the implications of such a policy?
 

IX. Has your office been involved in identifying the top competencies for the FS’s major occupations?
A. What data have been developed by your office or others in this area?
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 (The following questions pertain to recruiting/developing the agency’s leaders.  Some of these questions may have been

answered earlier.)
 
X. How does the FS identify the leadership skills needed for managing the agency in the future?
 
XI. How does the FS currently project its leadership needs?

A. Does the FS have an attrition model?
B. How are other changing conditions factored into the need for leadership positions?

 
XII. What is the current process to identify/recruit/select individuals for leadership positions?
 
XIII. What leadership development processes are in place to groom the agency’s existing/future leaders?
 
XIV. What changes do you believe are needed to develop the agency’s future leaders?
 

 (The following questions pertain to workforce planning for HRM offices.)
 

XV. Considering the Forest Service’s strategic plan and National Resource agenda, how do you envision the work of the HRM
organizations changing over the next few years?
A. Are there types of work that are expected to grow or decrease due to:
•  workload changes?
•  skill imbalances or changes?
•  technology interventions?
•  process improvements?
•  use of contractors?
B. Are there new types of work for which resources will be needed?
 

XVI. Considering the future directions for the FS, does the HRM office need to make changes in the composition of its workforce?
 
XVII. Within your organization, what are the major occupations, and what are the 5-7 top competencies for each occupation?
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XVIII. What is your assessment of the competency of the HRM workforce?

A. In what areas are there strengths?
B. Where are there weaknesses?
C. Where do you foresee competency issues in relation to the future work of the FS?
D. What actions need to be taken to address those issues?
E. What are the barriers to overcoming those issues?
 

XIX. What barriers exist to implementing workforce plans that are developed?
A. What strategies would you suggest to overcome those barriers?
 

XX. How should senior managers be held accountable for developing and implementing effective workforce plans?
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INTERVIEW GUIDE: MIDDLE MANAGERS

I. What type of workforce planning is done currently by the Forest Service?  If a plan is developed, how is it used?
A. Locally?
B. Regionally?
C. Nationally?
 

II. Are you aware of imbalances between current workload and the staff allocated?  If imbalances exist, describe.
A. Geographic imbalances?
B. Work category imbalances?
C. Occupational imbalances?
D. Competency imbalances?
E. Diversity imbalances?
 

III. Please discuss your organization’s use of shared positions (w/ BLM and others), if any, and how they affect your current
workforce planning.
 

IV. How does your organization plan for the use of temporary staff and how that affects your current workforce planning?  Do
temporary employees serve as a pool for filling permanent positions?   If so, which positions are typically filled from the
temporary workforce?

 
V. Considering the Forest Service’s strategic plan and National Resource agenda, how do you envision the work of the FS

changing over the next five years?
A. Are there types of work that are expected to grow or decrease due to:
•  workload changes?
•  skill imbalances or changes?
•  technology interventions?
•  process improvements?
•  use of contractors?
B. Are there new types of work for which resources will be needed?
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7.  Considering the future directions for the FS, what changes need to be made to the composition of the workforce?
7.1.  What occupations need to be emphasized/de-emphasized?
7.2.   What changes need to be made to meet the FS’ diversity objectives?
7.3.  It is reported that some staff now wear “multiple hats”. If so, what are the implications for the composition and

competencies of the workforce?
7.4.  Are there gaps between current competencies and those required for the future in any occupation(s) in your

organization?  Discuss.

8.  Does the FS need to consider a mobility policy for staff to better align the workforce with the Service’s national agenda? What are
the implications for such a policy?

 
9.  What is your assessment of the competency of the FS workforce?

9.1 In what occupations are there strengths?
9.2  In what occupations are there weaknesses?
9.3  Where do you foresee competency issues in relation to the future work of the FS? (Includes both leadership and technical)
9.4  What actions need to be taken to address those issues?
9.5  What are the barriers to overcoming those issues?

 
10. Describe FS’s staff development program.
 
11.  What changes, if any, need to be made to the FS’s staff development program in order to meet the current or future workforce

needs?
 
12.  Who should be accountable for workforce planning?  How should plan accomplishment be measured?
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APPENDIX E

DATA PRODUCTS
1.   Strength.

DESCRIPTION:  Numbers of Permanent, Term, and Temporary employees broken out by SES, GS and WG.  Data is provided
for Sep 30, 1992 (FY92), Sep 30, 1998 (FY98) and May 31, 1999 (Current).  This product has been created with agency-wide data and
with data for each of the three lines of business.

File Name: FS Strength wLOB

2.  Average Age
DESCRIPTION:  Mean Average Age of Permanent, Term, and Temporary employees broken out by SES, GS and WG.  Data

is provided for Sep 30, 1992 (FY92), Sep 30, 1998 (FY98) and May 31, 1999 (Current).  This product has been created with agency-
wide data and with data for each of the three lines of business.

File Name: FS AvgAge wLOB

3.  Retirement Eligibility
DESCRIPTION:  Permanent employees who are eligible to retire shown in four groups: (a) those who may retire only if the

agency receives approval from OPM to offer “early-out” retirements, (b) have 30 years of service and age 55, (c)  have 20 years of
service and age 60, and (d) 5 years of service and age 62.  Data is shown  separately for SES, ST/SL, GS and WG.  Data is displayed
for Sep 30, 1992, Sep 30, 1997, Sep 30, 1998, and December 31, 2004.  Products were created with agency-wide data and for each of
the three lines of business.

File Names: FS Retire Elig wLOB rev and FS Retire Projection 2004.
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3.1.  Retirements
DESCRIPTION:  Numbers of employees who actually retired.  Data is shown for the same groups and categories as product

#3.  (NOTE:  employees who retired based on firefighter/law enforcement eligibility are shown separately).  Products were generated
with numbers of retirements between Oct 1, 1992 - Sep 30, 1995, between Oct 1, 1997 - Sep 30, 1998, and between Oct 1, 1998 - May
31, 1999.  The products include agency-wide data and each of the three lines of business.

File Name: FS Retirements wLOB
DESCRIPTION: An additional product was created with data for Oct 1, 1992 - Sep 30, 1993
File Name: FS Retirements w/LOB during FY92

4.  Workforce Distribution by Sex (w/Minority)
DESCRIPTION:  This product shows the numbers of Men (minority and non-minority) and Women (minority and non-

minority) in the Forest Service workforce as of Sep 30, 1992, Sep 30, 1998 and May 31, 1999.  Products were generated with agency-
wide data and with data for each of the three lines of business.

File Name: FS Sex wLOB

5.  Workforce Distribution by Race/National Origin/Disability
DESCRIPTION:  This product also separates the workforce into men and women; however, the minority data is expanded to

show race, national origin, and disability.  Data is displayed for each pay system (SES, ST/SL, GS, WG) and for permanent, term and
temporary employees.  The products were generated with agency-wide data and for each of the three lines of business.  They were
produced for Sep 30, 1992, Sep 30, 1998 and May 31, 1999.

File Name: FS Race National Origin wLOB

6.  Occupational Distribution
DESCRIPTION:  This product shows the numbers of permanent, temporary, and term employees in each professional,

technical, and administrative occupational series used by the Forest Service.  Note that this product excludes information on clerical
and wage grade occupations.  Data is shown for Sep 30, 1992, Sep 30, 1998 and May 31, 1999 and the product was generated with
agency-wide data and with data for each line of business.

File Name: FS OccDist wLOB
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7.  Education
DESCRIPTION:  This product shows the education levels attained by the Forest Service Workforce.  The product displays the

permanent, temporary and term employees in each pay system (SES, ST/SL, GS, WG).  Education levels are expressed as having
completed high school, attained a bachelors degree, attained a masters degree, or obtained a doctorate (including post-doctoral
studies).

File Name: FS Educ wLOB

8.  Strength by Grade
DESCRIPTION: This product shows the number of permanent, temporary, and term employees in each GS and WG grade (1

through 15).  The product was generated with agency-wide data and with data for each line of business.  It was produced with data for
Sep 30, 1992, Sep 30, 1998 and May 31, 1999.

File Name: FS Strength by Grade wLOB

9.  Workforce Profile for Organization Programs Line of Business
DESCRIPTION:  This product displays information about the current supervisory/managerial workforce and the staff in the

organization programs line of business.  It includes average age, current and projected retirement eligibility and race, national origin,
sex, and disability data.

File Name: FS LOB Business Profiles

10. Workforce Profile for Research Line of Business
DESCRIPTION:  This product displays information about the current supervisory/managerial workforce and the staff in the

research line of business.  It includes average age, current and projected retirement eligibility and race, national origin, sex, and
disability data.

File Name: FS LOB Business Profiles

11.  Workforce Profile for Operations and Administration Line of Business
DESCRIPTION: This product displays information about the current supervisory/managerial workforce and the staff in the

operations and administration line of business.  It includes average age, current and projected retirement eligibility and race, national
origin, sex, and disability data.

File Name: FS LOB Business Profiles
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Organization Programs Line of Business
 Comparative Data Among the Regions

12-1.  Strength
DESCRIPTION:  For each region this product shows the permanent, term and temporary strength levels as of Sep 30, 1992,

Sep 30, 1998 and May 31, 1999
File Name:  FS Org LOB #1 through #5 (Use product #1)

12-2.  Average Grade
DESCRIPTION:  For each region this product shows the average grade for permanent employees and for all employees as of

Sep 30, 1992, Sep 30, 1998 and May 31, 1999.
File Name: FS Org LOB #1 through #5 (Use product #2)

12-3.  Average Salary
DESCRIPTION:  For each region this product shows the average salary or permanent employees and for all employees as of

Sep 30, 1992, Sep 30, 1998 and May 31, 1999.
File Name: FS Org LOB #1 through #5 (Use product #3).

12-4.  Retirement Eligibility
DESCRIPTION:  For each region this product shows the number of employees who are eligible to retire.  Data is displayed for

each occupational series as of Sep 30, 1992, Sep 30, 1998 and May 31, 1999.
File Name: FS Org LOB #1 through #5 (Use product #4).

12-5.  Average Age
DESCRIPTION:  This product is in two parts.  The first part shows the average age of all employees and permanent employees

in each region.  This data is displayed for Sep 30, 1992, Sep 30, 1998 and May 31, 1999.  The second part of this product expands on
the first part and shows the average age in each occupational series for each region – permanent employees only.

File Name: FS Org LOB #1 through #5 ( Use product #5).
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12-6.  Attrition
DESCRIPTION:  This product shows losses during FY’s 92, 98 and 99 for each region.  Data is by occupational series and

indicates whether the loss was a minority or a non-minority.  Losses are categorized as retirements, resignations, separations, and
transfers.  Following the data for each category, total losses by occupational series are shown

File Name: FS OrgLOB #6 through #7 (Use product #6).

12-7.  Accessions
DESCRIPTION:  This product shows accessions during FYs 92, 98 and 99 for each region.  Data is for each occupational

series and indicates whether the accession was a minority or a non-minority.  Accessions are grouped as gains to the permanent
workforce, the temporary workforce, or the term workforce.

File Name: FS OrgLOB #7rev.

12-8.  Early Out Eligibles
DESCRIPTION:  This product shows the number of employees in each region who were had early out eligibility during the

four buy out time periods.
File Name: FS Org LOB #8

12-9.  Buy Outs Taken
DESCRIPTION:  This product shows the number of employees who exercised the option to take a “buy-out” and voluntarily

resigned or retired (either regular or early out).  Data is shown for each buy-out time period approved for the Forest Service.
File Name:  FS Separations with Buy Outs by LOB

12-10.  Retirements by Age Group
DESCRIPTION:  For each fiscal year between FY 92 and FY 99, the product displays for each region the number of employees

who retired and were under age 55, who were between 55 and 59, who were between 60 and 61, who were 62, who were between 63
and 64 and, finally those who were 65 and over.

File Name:  FS OrgLOB #9 Retire by Age Group
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12-11.  Permanent Strength by Occupational Series for Each Region
DESCRIPTION:  This product displays the number of permanent employees in each occupation in each region.  Data is

provided for Sep 30, 1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS OrgLOB #10

12-12.  Temporary Strength by Occupational Series for Each Region
DESCRIPTION:  This product displays the number of temporary employees in each occupation in each region.  Data is

provided for Sep 30, 1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS OrgLOB #10 temps

12-13.  Term Strength by Occupational Series for Each Region
DESCRIPTION:  This product displays the number of term employees in each occupation in each region.  Data is provided for

Sep 30, 1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS OrgLOB #10 Terms

Research Line of Business
 Comparative Data

13-1.  Strength
DESCRIPTION:  For each research office this product shows the permanent, term and temporary strength levels as of Sep 30,

1992, Sep 30, 1998 and May 31, 1999
File Name: FS RschLOB #1 through #5 (Use product #1)

13-2.  Average Grade
DESCRIPTION:  For each research office this product shows the average grade for permanent employees and for all

employees as of Sep 30, 1992, Sep 30, 1998 and  May 31, 1999.
File Name: FS RschLOB #1 through #5 (Use product #2)

13-3.  Average Salary
DESCRIPTION:  For each research office this product shows the average salary for permanent employees and for all

employees as of Sep 30, 1992, Sep 30, 1998 and  May 31, 1999.
File Name: FS RschLOB #1 through #5 (Use product #3).
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13-4.  Retirement Eligibility
DESCRIPTION:  For each research office this product shows the number of employees who are eligible to retire.  Data is

displayed for each occupational series as of Sep 30, 1992, Sep 30, 1998 and May 31, 1999.
File Name: FS RschLOB #1 through #5 (Use product #4).

13-5.  Average Age
DESCRIPTION:  This product is in two parts.  The first part shows the average age of all employees and permanent employees

in each research office.  This data is displayed for Sep 30, 1992, Sep 30, 1998 and May 31, 1999.  The second part of this product
expands on the first part and shows the average age in each occupational series for each office – permanent employee only.

File Name: FS RschLOB #1 through #5 (Use product #5).

13-6.  Attrition
DESCRIPTION:  This product shows losses during FYs 92, 98 and 99 for each location.  Data is by occupational series and

indicates whether the loss was a minority or a non-minority.  Losses are categorized as retirements, resignations, separations, and
transfers.  Following the data for each category, total losses by occupational series are shown

File Name: FS RschLOB #6 through #7 (Use product #6).

13-7.  Accessions
DESCRIPTION:  This product shows accessions during FYs 92, 98 and 99 for each location.  Data is for each occupational

series and indicates whether the accession was a minority or a non-minority.  Accessions are grouped as gains to the permanent
workforce, the temporary workforce, or the term workforce.

File Name: FS RschLOB #7rev.

13-8.  Early Out Eligibles
DESCRIPTION:  This product shows the number of employees in each location who  had early out eligibility during each of

the four buy out time periods.
File Name: FS Rsch LOB #8
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13-9.  Buy Outs Taken
DESCRIPTION:  This product shows the number of employees who exercised the option to take a “buy-out” and voluntarily

resigned or retired (either regular or early out).  Data is shown for each buy-out time period approved for the Forest Service.
File Name:  FS Separations with Buy Outs by LOB

 13-10.  Retirements by Age Group
DESCRIPTION:  For each fiscal year between FY 92 and FY 99, the product displays for each research location the number of

employees who retired and were under age 55, who were between 55 and 59, who were between 60 and 61, who were 62, who were
between 63 and 64 and, finally those who were 65 and over.

File Name:  FS RschLOB #9 Retire by Age Group

13-11.  Permanent Strength by Occupational Series for Each Research Station
DESCRIPTION:  This product displays the number of permanent employees in each occupation in each location.  Data is

provided for Sep 30, 1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS RschLOB #10

13-12.  Temporary Strength by Occupational Series for Each Research Station
DESCRIPTION:  This product displays the number of temporary employees in each occupation in each location.  Data is

provided for Sep 30, 1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS RschLOB #10 Temps

13-13.  Term Strength by Occupational Series for Each Research Station
DESCRIPTION:  This product displays the number of term employees in each occupation in each location.  Data is provided

for Sep 30, 1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS RschLOB #10 Terms
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 Operations and Administration Line of Business
Comparative Data between Field and Headquarters

14-1.  Strength
DESCRIPTION: This product shows the permanent, term and temporary strength levels of Field versus Headquarters as of Sep

30, 1992, Sep 30, 1998 and May 31, 1999
File Name: FS OpsAdmLOB #1 through #5 (Use product #1)

14-2.  Average Grade
DESCRIPTION:  This product shows the average grade for Operations and Administration permanent employees and all

employees as of Sep 30, 1992, Sep 30, 1998 and May 31, 1999.
File Name: FS OpsAdmLOB #1 through #5 (Use product #2)

14-3.  Average Salary
DESCRIPTION:  This product shows the average salary for permanent employees and for all employees in headquarters and

field operations and administration as of Sep 30, 1992, Sep 30, 1998 and May 31, 1999.
File Name: FS OpsAdmLOB #1 through #5 (Use product #3).

14-4.  Retirement Eligibility
DESCRIPTION:  This product shows the number of operations and administration headquarters and field employees who are

eligible to retire.  Data is displayed for each occupation series as of Sep 30, 1992, Sep 30, 1998 and May 31, 1999.
File Name: FS OpsAdmLOB #1 through #5 (Use product #4).

14-5.  Average Age
DESCRIPTION:  This product is in two parts.  The first part shows the average age of all employees and permanent employees

in headquarters and field operations and administration.  This data is displayed for Sep 30, 1992, Sep 30, 1998 and May 31, 1999.  The
second part of this product expands on the first part and shows the average age in each occupational series – permanent employee only.

File Name: FS OpsAdmLOB #1 through #5 (Use product #5).
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14-6.  Attrition
DESCRIPTION:  This product shows losses during FYs 92, 98 and 99 for each location.  Data is by occupational series and

indicates whether the loss was a minority or a non-minority.  Losses are categorized as retirements, resignations, separations, and
transfers.  Following the data for each category, total losses by occupational series are shown

File Name: FS OpsAdmLOB #6 through #7 (Use product #6).
14-7.  Accessions

DESCRIPTION:  This product shows accessions during FYs 92, 98 and 99 for the field and for headquarters.  Data is for each
occupational series and indicates whether the accession was a minority or a non-minority.  Accessions are grouped as gains to the
permanent workforce, the temporary workforce, or the term workforce.

File Name: FS OpsAdmLOB #6 through #7 (Use product #7).

14-8.  Early Out Eligibles
DESCRIPTION:  This product shows the number of employees who had early out eligibility during each of the four buy out

time periods.
File Name: FS Ops/Adm LOB #8

14-9.  Buy Outs Taken
DESCRIPTION:  This product shows the number of employees who exercised the option to take a “buy-out” and voluntarily

resigned or retired (either regular or early out).  Data is shown for each buy-out time period approved for the Forest Service.
File Name:  FS Separations with Buy Outs by LOB

 14-10.  Retirements by Age Group
DESCRIPTION:  For each fiscal year between FY 92 and FY 99, the product displays for headquarters and for the field the

number of employees who retired and were under age 55, who were between 55 and 59, who were between 60 and 61, who were 62,
who were between 63 and 64 and, finally those who were 65 and over.

File Name:  FS Ops/AdmLOB #9 Retire by Age Group
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14-11.  Permanent Strength by Occupational Series for Headquarters and Field
DESCRIPTION:  This product displays the number of permanent employees in each occupation.  Data is provided for Sep 30,

1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS Ops/AdmLOB #10

14-12.  Temporary Strength by Occupational Series for Headquarters and Field
DESCRIPTION:  This product displays the number of temporary employees in each occupation.  Data is provided for Sep 30,

1992, Sep 30, 1998, and May 31, 1999.
File Name:  FS Ops/AdmLOB #10 Temps

14-13.  Term Strength by Occupational Series for Headquarters and Field
DESCRIPTION:  This product displays the number of term employees in each occupation.  Data is provided for Sep 30, 1992,

Sep 30, 1998, and May 31, 1999.
File Name:  FS Ops/AdmLOB #10 Terms

15.  Job Corps and Law Enforcement
DESCRIPTION:  This product provides information by occupational series on the current permanent and non-permanent

employees in these functional areas.  Data is as of August 31, 1999.
File Name:  FS Job Corps and Law in WO

16.  Numbers of Permanent Employees by Age Groups
DESCRIPTION:  This product aggregates the permanent Forest Service workforce into age groups and compares these data at

four time points – May 1986, April 1992, August 1998, and May 1999.
File Name:  FS Permanent Workforce by Age Group
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