




 

are three parts to Reclamation’s project maintenance workflow process, as 
depicted in the following chart. 
 

 
 

Part I. – Workload Identification (Periodic Reviews of Facilities) 

Workload is identified through various methods and processes.  Reclamation 
performs various reviews of all its facilities at various time intervals based on the 
risks that are associated with the facilities.  Many of these reviews are identified 
in the following Reclamation Manual directives and standards: 

• FAC 01-04, Review of Operation and Maintenance (RO&M) Program 
Examination of Associated Facilities (Facilities Other Than High- and 
Significant-Hazard Dams) (http://www.usbr.gov/recman/fac/fac01-
04.html)  

• FAC 04-01, Power Review of Operation and Maintenance (PRO&M) 
Program (http://www.usbr.gov/recman/fac/fac04-01.pdf). 

 
The manner in which Reclamation will collaborate with customers regarding 
participation on these reviews was an issue covered in M4E Team 18’s report3 
and the Commissioner’s Decision Document for Action Item 18.4  This decision 
document stresses the need for customer involvement while allowing flexibility 
based on project-specific conditions.  It also encourages all facility review teams 

                                                 
3 Bureau of Reclamation, December 2006, Action Item 18 — Processes or Measuring Tools for 

Major Repair Projects, 45 p.  [http://www.usbr.gov/excellence/Finals/18finalreport.pdf] 
4 Robert W. Johnson memo, January 5, 2007, posted on line at 

http://www.usbr.gov/excellence/Finals/18finalrecommendations.pdf . 
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to include at least one customer representative.  The recommendations are to be 
included in revisions to Reclamation Manual Directives and Standards FAC 01-
04, FAC 01-07, and FAC 04-01. 

Part II. – Formulation of the O&M Program 

Once workload has been identified as needed, regardless of how that 
determination is made, questions of planning, scheduling, and funding must be 
addressed.  An existing Reclamation policy addresses collaboration with 
customers primarily on the funding aspects when the work falls under the broad 
category of O&M: 

• WTR P05, Working With Water and/or Power Contractors During 
Formulation of Operation and Maintenance (O&M) Program, and 
Providing Quality Service to Contractors During Current Year O&M 
Program Activities (http://www.usbr.gov/recman/wtr/wtr-p05.pdf).  

 
This existing policy describes how Reclamation is to collaborate with customers 
as the O&M workload moves from the identification stage into performance and 
funding.  This policy was developed at the request of the Family Farm Alliance 
about 5 years ago. 

Part III. – Workload Execution (of Maintenance-Related Construction) 

The third stage of the O&M workflow process addresses how the workload will 
be executed.  Execution involves determining design standards and how the 
necessary engineering and other technical services work will be performed. 
 
Team 12 has developed, and recommends adoption of, a draft D&S for 
collaboration with customers on decisions regarding construction work at existing 
Reclamation facilities, based partly on comments received at the May public 
workshop and partly on the team’s understanding of customers’ concerns.  This 
D&S provides the specifics for collaboration under the overarching policy 
described earlier, and it is included as an attachment. 
 
The purpose of this draft D&S is to establish when and how Reclamation will 
collaborate with customers on this phase of the workflow process.  It 
encompasses decisions regarding the scope of the workload and who will perform 
the workload, it facilitates open communication, and it clarifies reporting 
requirements to enhance the transparency of all decisions regarding such work. 
 
Reclamation’s decentralized organizational structure allows customers to interact 
with Reclamation decision makers in the field.  As decisions are made in 
accordance with the business model, the program offices are responsible for 
communicating with the customers.  Through this communication and 
collaboration, the customers’ input is incorporated into the decisions inherent with 
the business model.  As stated in the draft D&S, when customers do not agree 
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with the decisions of the program office’s representative, the avenue of recourse 
would be to the regional director. 

Collaboration on Non-Construction Activities 

Customer involvement, interest, and cost-sharing in non-construction activities 
(e.g., planning studies and environmental compliance activities) vary significantly 
from activity to activity.  This type of work requires specific types of 
collaboration based on the amount of customer involvement, interest, and cost 
sharing.  The manner and extent of this collaboration will need to be developed 
and tailored specifically on a case-by-case basis. 

Collaboration Within the Business Model 

In addition to the above processes, existing or recommended, for collaboration 
with customers on the formulation and conduct of various kinds of activities, the 
new business model provides further opportunities for collaboration on individual 
decisions about how engineering and other technical services will be performed in 
the course of carrying out any given activity.  These are explained in the next 
section of this report under the workload distribution component of the new 
business model. 
 
The new business model also calls for the creation of a Coordination and 
Oversight Group (COG).  Among the responsibilities of the COG (as described in 
more detail in the next section of this report) will be the collection and periodic 
analysis of data over time regarding workload distribution and performance, 
monitoring of core capability, staff utilization, and use of outsourcing.  The 
purpose of collecting these data will be to ensure that Reclamation — consistently 
and agency-wide — is being cost-effective, is maintaining its core capabilities, 
and is right-sizing itself continually. 
 
Reclamation believes that customers have as much interest in this agency-wide, 
internal oversight process as they do in individual activities that require the use of 
engineering and technical services.  Therefore, Reclamation is prepared, subject 
to the limitations, if any, of the Federal Advisory Committee Act, to have a 
representative cross-section of its customers periodically meet with the COG 
(e.g., once or twice a year) to review the data collected and analyses prepared by 
the COG and collaborate in decisions regarding whether those analyses suggest 
that Reclamation should be adjusting its engineering and other technical services 
workforce, its use of outsourcing, and its general business practices. 
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 Upon receiving an override request, the DCO will consult with 
the involved regional director, with the Director of the TSC (if 
applicable), and with the affected customer (if applicable).  The 
DCO then may either uphold or override the decision. 

 
It is anticipated that the above scenarios will only occur on rare occasions when 
the program office and the TSC are unable to resolve differences of opinion on 
where the work should be preformed.  Under Alternative 2, when the program 
office makes decisions contrary to the Guidance Document it is expected that 
thorough communication between the program office and the affected offices 
occurs as part of that decision process. 
 
The following diagram depicts the major decision points in Alternative 2.  Note 
that customers will be able to collaborate at each such decision point, even though 
these opportunities are not depicted graphically here. 

 
Here again, as in Alternative 1, the initial engineering and other technical service 
work directed to the TSC (green line on the chart) is only a minor component of 
the workload.  
 
Unlike Alternative 1, the region is not obliged to send overflow work to the TSC, 
though it must give TSC an opportunity to “bid” on the work and, should it 
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choose to decline that bid, it must document its rationale for that decision.  If the 
TSC is not satisfied with the region’s decision, it has the right to appeal.  The 
following depicts the decision points of the appeal path. 

 
With the Guidance Document available for reference, program offices will be 
better informed about how their independent decisions affect Reclamation as a 
whole.  This alternative may result in a more active role for the COG depending 
on the number of appealed program office decisions. 

This alternative is weighted more toward the objective to empower the regions, 
but does not as directly address predictable workload, core capability, and 
strategic outsourcing.  On balance, however, it could provide the advantage of 
increasing the shared accountability for cost effectiveness and efficiency. 
 
Regardless of which alternative may be selected there would be a premium on 
thoughtful preparation of the Rule Set or Guidance Document and a commitment 
to processes that bring a more purposeful, Reclamation-wide perspective to 
workload distribution. 
 
The alternatives were developed with an understanding that the Rule Set or 
Guidance document would be fully vetted with both the internal and external 
customers and that waivers or appeals would be the exception rather than the rule. 
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(5) Organization and Staffing Levels 

The specific organization and staffing levels of the engineering and other 
technical services in the regions and the TSC will continue to be at the discretion 
of the directors.  Each office that provides engineering or other technical services 
will be responsible to collect and report staff utilization data. 

There are currently situations in which resources are shared between regions to 
enhance their efficient utilization.  This does not refer to consolidated 
Reclamation-wide services, such as the TSC, but rather to services shared by as 
few as two regions, which may be described as “semi-consolidated 
organizations.”  These informal arrangements — such as those currently used for 
underwater inspections and geotechnical drilling — are excellent examples of best 
practices.  The recommended business model will have them continue where 
circumstances are appropriate.  Their continued utility will be enhanced by a 
formal agreement that clarifies how priorities, roles, and responsibilities are to be 
shared.  This is required at a minimum to identify responsibility for reporting to 
the COG. 
 
The COG will consolidate information on staff utilization and will periodically 
report on the subject to the DCO.  It may also recommend staffing and/or 
organization changes to the DCO. 

(6)  Cost and Performance Reporting 

The COG will be responsible for preparing and submitting periodic reports to the 
DCO summarizing and analyzing cost and performance data for engineering and 
other technical services.  These reports will be made available to customers and 
stakeholders.  The analysis and report will be tailored to specifically address the 
business objectives. 

(7)  Accountability 

The DCO will be responsible for ensuring that the business practices incorporated 
in the recommended business model achieve their intended purposes.  The COG 
will collect and analyze data from engineering and other technical service 
providers and will make this information available, both internally and externally, 
via annual reports.  Ultimately, the availability of the COG’s data will enable the 
DCO to establish standards against which future performance can be measured 
and will also provide the means to be transparent in these decisions. 
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Final Report — Managing Engineering and Other Technical Services 

Attachment — Draft Reclamation Manual 
Directive and Standard 

 

Subject:  Collaboration with Customers Regarding Engineering and Other Technical Services 
Required for Construction Work on Existing Reclamation Facilities (Excluding 
Safety of Dam Modifications)  

Purpose:  The purpose of this Directive and Standard (D&S) is to establish Reclamation-wide 
requirements for collaborating with customers on decisions regarding the scope and 
performance of engineering and other technical services required for construction 
work (excluding safety of dam modifications) on existing Reclamation owned 
facilities in order to ensure coordination and communication with customers and the 
transparency of Reclamation’s decisions regarding such work. 

Authority:  Reclamation Act of 1902 and all acts amendatory thereof and supplementary 
thereto.  

Approving Official: Deputy Commissioner – Operations 

Contact:  Director, Technical Resources, 86–60000  

1. Introduction. 

A. For some Reclamation owned facilities, responsibility for the operation, maintenance, 
and repair of the facilities has been assumed by a customer pursuant to contracts with 
Reclamation.  In these instances, the customer is responsible for providing or obtaining 
whatever engineering and other technical services are required in order to perform any 
construction work which is needed to maintain and repair the “transferred works.”  If 
requested, Reclamation will provide engineering and other technical expertise to assist 
the customer, with the costs of such assistance being borne by the customer to the extent 
they are allocable to reimbursable project purposes. 

B. If a customer proposes to make a “substantial change” in any transferred work, the 
contract between Reclamation and the customer usually requires that such change must 
be approved by Reclamation.  In these instances, Reclamation has usually, but not 
always, performed the engineering and other technical services required for the 
construction of a substantial change as a condition of its approval, with the costs of such 
services being borne by a customer to the extent such costs are allocable to reimbursable 
project purposes. 
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C. For facilities which are still operated and maintained by Reclamation, as opposed to a 
customer, the engineering and other technical services required for any construction work 
on such facilities (referred to as “reserved works”) have typically been performed by 
Reclamation, with the costs of such services being borne by customers to the extent such 
costs are allocable to reimbursable project purposes. 

D. For the situations described in B. and C., Reclamation’s customers have a direct interest 
in what engineering and technical services are required, how those services are 
performed, and what the cost of those services will be.  Reclamation therefore needs to 
work in partnership with its customers to ensure the delivery of high quality engineering 
and other technical services in an efficient and cost effective manner.  The collaboration 
process provided for by this D&S will afford customers the opportunity to be involved in 
decisions about the performance of such services and will also provide a process for 
determining if opportunities exist for customers, rather than Reclamation, to themselves 
perform, or contract with others to perform, such services in certain instances. 

2. Definitions. 

A. Authorized Reclamation Official.  The Reclamation official to whom a regional or 
other director has delegated authority and responsibility for the accomplishment of 
construction work at a given Reclamation owned facility, or such other Reclamation 
official to whom authority and responsibility has been re-delegated. 

B. Construction Work.  Any work that requires engineering designs, technical drawings, 
specifications, cost estimating, and construction management. 

C. Customer.  A water user or electric utility which has an active repayment, water service, 
or power service contract with Reclamation; an electric utility which has an active 
contract with a Federal power marketing agency for energy and/or capacity from a 
Reclamation owned hydropower facility; or a non-Federal operating entity (e.g., a joint 
powers authority) which has assumed responsibility on behalf of multiple water users, via 
a contract with Reclamation, for operating and maintaining a Reclamation project or 
features thereof. 

D. Customer Association.  An informal group, or formally organized association, 
organization, or entity, which is composed of customers and which has been designated 
by its membership to represent them in dealings with Reclamation or a federal power 
marketing agency, but which does not have a repayment, water service, power, or project 
operation and maintenance contract with Reclamation. 

E. Engineering and Other Technical Services Work.  All work required for the planning, 
design, and management of construction work.  Such work may include, but is not 
limited to, data collection and analysis; formulation of alternatives; value engineering 
studies; engineering designs, drawings, and specifications; cost estimating; hydrologic, 
environmental, social, economic, and cultural analyses; the regulatory compliance and 
permitting which must be affected before construction can occur; construction 
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