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INTRODUCTION
This Pre-WRAPS plan has been developed in partnership between the National Forests in North Carolina (NFNC) and NFFE Local 1563 (Union) to implement NFNC’s long term organization strategy.  The primary objective is to transition to the new target organization, as approved by the Regional Forester, while minimizing impact to employees and avoiding the need for a formal Reduction in Force.  
This plan describes procedures for placing NFNC employees into the new target organization.   The target organization identifies approved positions by series and grade.  A comparison of the current organization and the target organization generates a list of vacant positions, abolished positions, and affected employees.  This plan applies to all positions, GS-12 and below, all permanent employees, permanent vacant positions and placement of permanent employees with the exception of district rangers and staff officers.
An affected employee is defined as one whose position will be abolished due to lack of funds, lack of work, or elimination through reorganization (see Appendix A for definitions of terms used in this document).  In some cases, the target organization defined a position into which more than one employee could be moved non-competitively.  In those cases, the placement criteria defined below are used to identify who is moved into the position and who becomes the affected employee.
Employee participation in this plan is voluntary.  Options for being placed into new positions will be presented to affected employees; the employee may choose to accept or decline those options.  Employees always have the option of pursuing alternative employment opportunities through merit promotion.  Regional trainees may compete for vacant positions through merit promotion. 
The effective dates of this plan are December 1, 2006 to September 30, 2007.  This plan and any step within this plan can be extended or modified at any time upon mutual agreement between Management and the Union, with 15 days written notice by either party. Our intent is to have our target organization in place by October 1, 2008.
THE PLAN

The plan is comprised of five (5) steps:

1) Identify vacant positions, abolished positions, and affected employees by comparing the current organization with the target organization.  (1 month, December 2006).

Vacant positions, abolished positions, and affected employees are identified by comparing the current organization with the target organization.  Positions in the current organization which are 80 percent or more identical to those in the target organization are automatically moved into the new organization; NFNC employees in these positions are placed in the new organization through this step.  A list of remaining vacant positions will be developed and posted for all employees on the NFNC intranet site. Position descriptions are established for new positions during this step.
2) Placement of affected employees into vacant positions. (1 month; January 2007). 
Affected employees will be placed into vacant positions within their commuting area .  This step is designed to place employees who have not been placed during Step 1.  Only affected employees will be placed during this step.  This step focuses on voluntary actions by NFNC employees and management.  It does not cover promotions.  It covers non-competitive lateral reassignments, non-competitive re-promotion to grade (or intervening grade) previously held on a permanent basis, and voluntary down grades.   It is anticipated that this step will last no more than one month.

A. Notification of Affected Employees:  The Human Resources Office (HRO) will prepare a letter to notify each affected employee.  The District Ranger or Staff Officer will deliver the letter in person to the affected employee and will discuss the Pre-WRAPS process with the employee.  Employees will be provided the Pre-WRAPS Information Sheet during this discussion.  A human resource specialist will be available for consultation upon request. 

B. Employee’s Statement of Interest:  Employees shall indicate whether they are interested in one or more of the vacant positions by completing the Pre-Wraps Information Sheet.  The Pre-Wraps Information Sheet will be placed on the same forest intranet website as the vacancy announcements. Employees shall indicate whether they are willing to be laterally reassigned, non-competitively re-promoted, or voluntarily changed to a lower grade for which they qualify.  If interested in more than one position the employee shall rank the positions in order of their preference.

C. Evaluation and Placement of Candidates: The HRO will be responsible for reviewing applicant’s qualifications, recommending a candidate pool in accordance with the placement criteria outlined below, and providing documentation of the application of the placement criteria to the Selecting Official and Union Representative.  Employee’s preference ranking will be considered. 

Placement Criteria:   The following placement criteria will be used in the following order:  

a. Employee’s current duty station is within 49 miles of the duty station of the vacancy.  For zone positions, there may be multiple possible duty stations within the zone.  
b. Employee is able to meet the qualifications of the position within 365 days of occupying the position (Ref: Master Agreement Article 32 (5) (2)).

c. Service computation date for leave (SCD) will be used as a tie breaker.

d. If a second tie breaker is needed, the last two digits of the affected employee’s social security number will be compared.  The employee with the higher number will be placed in the position.  

Those affected employees who are not placed during this Step may be placed or successfully compete for a position in Step 3 or through merit promotion.

3) Informal competitive selection of employees for remaining vacant positions (available to all interested NFNC employees eligible for lateral re-assignment, re-promotions, or voluntary downgrades into those positions).  (4 months; February-May 2007).
This step offers informal competitive opportunities for placement of NFNC employees in the remaining vacant positions, below the GS-12 level.  It is available to all interested and qualified NFNC employees eligible for lateral re-assignment, re-promotions, or voluntary downgrades into those positions.  It is anticipated that this step will last no more than four months.  The process for non-competitive actions includes:

a. Positions that can be filled at this time through reassignments or a change to lower grade or re-promotions are identified. These would include only vacant positions in the target organization. 

b. Evaluation criteria are developed for each vacant position.

c. An informal announcement is distributed to all employees and posted on the NFNC intranet site. Employees interested in any of these vacancies must respond by the closing date with a letter of interest indicating which position(s) they are interested in, the order of preference of positions they are interested in (if more than one), and narrative responses to the evaluation criteria.

d. A review panel, comprised of (3) NFNC District Rangers, (3) Staff Officers, and the Deputy Forest Supervisor, considers all interested applicants including the employee’s preferences and recommends selections to the Forest Supervisor.  The Forest Supervisor makes the final determination on all selections.  A Union representative may be present as an observer in the review panel meetings for bargaining unit positions. 
4) Placement of remaining affected employees into remaining vacant positions.  (One month; June, 2007).
If there are remaining vacancies after completing Step 3, we will enter another phase of Pre-WRAPS (see Step 2).   During this Step, the remaining affected employees will be placed into remaining vacant positions within their commuting area.  The following criteria will be used to place the affected employees into the remaining vacancies:  

a. Employee’s current duty station is within 49 miles of the duty station of the vacancy.  For zone positions, there may be multiple possible duty stations within the zone. 
b. Employee is able to meet the qualifications of the position within 365 days of occupying the position (Ref: Master Agreement Article 32 (5) (2)).

c. Service computation date for leave (SCD) will be used as a tie breaker.

d. If a second tie breaker is needed, the last two digits of the affected employee’s social security number will be compared.  The employee with the higher number will be placed in the position.  

5) Workforce Restructuring And Placement System (WRAPS), if needed.
If there are affected employees remaining after completing Step 4, we may place them in the WRAPS process.  The WRAPS process is outlined in Article 32 of the Master Agreement with NFFE.  If it becomes necessary to use WRAPS, it will be important for employees to familiarize themselves with the process.  Training for these employees will be offered if these measures become necessary.

COMMUNICATION

It is expected that all employees will want to be kept informed as this plan is being implemented.  Key aspects of our communications during this plan include:
1. Employees will be notified when the selection and job offer process is being conducted.  It is the employee’s responsibility to provide their necessary contact information to their supervisor so that the employee can be reached to receive job offers during the selection process.  Supervisors must have arrangements to communicate with employees who may be offsite for details, leave, non-pay status, or emergency assignments.  If employees are not available they will be notified as soon as possible.

2. Job offers will be made formally, and will be initiated by Human Resources to be transmitted to the employee. Employees will be allowed 3 working days from their receipt of a job offer to accept or decline, day 1 is the day after the offer is made for Steps 2, 3, and 4. A non-response will be treated as a decline of the position.

3. Proposed effective date of the reassignment will be included at the time the job offer is made. 

4. Results of placement actions made under this plan will be available to all employees via the forest intranet website.

GENERAL AGREEMENTS FOR ALL STEPS IN THE PLAN 

The plan is developed under the authority of Article 32.1 of the Master Agreement between the National Federation of Federal Employees and the USDA Forest Service.  We recognize that the terms of Article 32 are binding only on employees in the NFFE bargaining unit.  

Management and the Union will jointly monitor the plan during implementation and agree to meet within thirty days after its completion to discuss problems or concerns.  Monitoring will include those placements in which employees may need extra training or mentoring to be successful.  If there are job-related reasons for not selecting someone for a lateral assignment, the reasons will be documented and the employee will be notified of those reasons.  In the event a dispute arises which cannot not be immediately resolved, the action will be suspended until the Forest Supervisor, after consultation with the Local President (NFFE), makes the decision.

Copies of this Plan, when approved, and any supporting documentation and information will be made available to all employees and will be filed on the forest intranet site (Employee Notices).
Grade and Pay Retention: If an employee voluntarily accepts a change to a lower graded position, grade and pay retention will be granted in accordance with agency policy.   Employees likely to be displaced may voluntarily accept a lower graded position with Grade and Pay Retention as identified in 5 CFR 536.  Employees not likely to be displaced could voluntarily accept a lower graded position but would not be eligible for grade and pay retention as identified in 5 CFR 536.
Transfer of Station and Reporting Dates: Employees reassigned to a different duty station will be entitled to transfer of station cost re-imbursement in accordance with Federal Travel Regulations. Reporting dates will be negotiated between supervisors and employees.
Attrition: Includes retirements, resignations, employees accepting positions with other federal agencies/forests, etc.

Organizational Freeze: New positions will not be added to the organization until the completion of Step 4.
Voluntary Early Retirement Authority (VERA)/Voluntary Separation Incentive Payments (VSIP): The Region has requested VERA/VSIP authority to assist with our reorganization efforts. When/if these options becomes available, specific information will be provided.

WRAPS:  Employees volunteering to participate in the Pre-WRAPS process are not volunteering to be placed on WRAPS if not placed during Pre-WRAPS.  
Mentoring: Members of the Forest Leadership Team, Human Resource employees and the Union will be available to assist employees with review of job applications, the application process, and general career assistance. Employees are encouraged to let their supervisors, rangers, staff officers, and Forest Supervisor/Deputy Forest Supervisor know of jobs they are interested in and/or applying for. FLT members will assist employees in applying for details or off-forest vacancies. Mentoring will be available to all interested employees on the Forest.

Employee Assistance: The Employee Assistance Program (EAP) is available to all employees at 1-800-245-1150 (Behavioral Health). They are here to work with employees on work and stress related issues, financial planning, life adjustments and others issues. The first four EAP sessions are free of charge for employees and dependent family members. The FLT may use EAP assistance in offering onsite sessions for employees after the final target organization is released. We will also provide change/transition management training as needed for employees through the EAP program, as well as other sources.
RECOMMENDED:
_______/s/ Marisue Hilliard_________________________11/13/06_________
Forest Supervisor 

                                                         Date


CONCURRENCE:
            _______/s/ Richard Kincaid__________________________11/7/06_______
President, NFFE Local 1563                                                            Date  
APPROVED:

________/s/ Mary Morris____________________________11/13/06________

Regional Forester 

                                                         Date


Appendix A:  Definition of Terms
Affected employee - One whose position will be abolished due to lack of funds, lack of work, or elimination through reorganization.  

Area of Consideration - The geographical and organizational limits within which employees compete for placement or retention.
Attrition: Includes retirements, resignations, employees accepting positions with other federal agencies/forests, etc.

Competitive Area – Area within which employees of a national forest compete with other employees of the same national forest within the commuting area.
Commuting Area – The standard commuting area is 49 miles from the employee’s duty station. This is the distance that an employee could reasonably be expected to travel back and forth on a daily basis as described in Article 35 (8) (d) of the Master Agreement.  
Grade Retention — An action to retain the grade held by an employee prior to a grade reduction.  A grade retention action documents the employee's step in the retained grade and the rate of basic pay to which he or she was entitled.  Grade retention entitlement is the right of an employee to retain for 2 years, for pay and benefits purposes, the grade of the position from which he or she was reduced.  (5 CFR 536).
Non-competitive action —A promotion, demotion, reassignment, transfer, reinstatement, or an appointment based on prior service.  (5 CFR 316).
Pay Retention — An employee whose rate of basic pay otherwise would be reduced as a result of a management action is entitled to retain her or his rate of basic pay.   

Permanent position – A position which has been established without time limit, or for a period of a year or more, or which, in any event, has been occupied for a year or more (regardless of the intent when it was established).

Placement — Assigning employees into positions. This may be done by appointment of someone new to government; by promotion, change to lower grade, reassignment, or transfer within an agency or from other agencies of a current employee; and by reinstatement of a former employee.

Reassignment — The change of an employee from one position to another without promotion or change to lower grade. Reassignment includes: (1) movement to a position in a new occupational series, or to another position in the same series; (2) assignment to a position that has been re-described due to the introduction of a new or revised classification or job grading standard; (3) assignment to a position that has been re-described as a result of position review; and (4) movement to a different position at the same grade but with a change in salary that is the result of different local prevailing wage rates or a different locality payment.

Reorganization - The planned elimination, addition, or redistribution of functions or duties in an organization.  (5 CFR 351.203)

Pre-WRAPS – Noncompetitive placement plan for employees affected by downsizing or changes to the organization.  

WRAPS – Workforce Restructuring and Placement System, see Master Agreement, Article 32.
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