
TO: Board of Directors 

UNITED STATES DEPARTMENT OF COMrJlERCE 
National Oceanic and Atmospheric Administration 
NATIONAL MARINE FISHERIES SERVICE 

Northeast Fisheries Center 
Woods Bole, MA 02543 

June 20,1984 

><5 
FROM: Allen E~peterson, Jr., Center Director 

SUBJECT :NEFC Administra ti ve Study 

I am forwarding a copy of the NEFC Administrative Study that 
was done by the Eastern Administrative Support Center (EASC) at 
my request. I would appreciate your review and comments on this 
report prior to the next BOD meeting on 11 July-

My present position is to accept Option 4, Administrative 
Balance, and to move towards implementing that option in the next 
Fiscal Year, with the following exceptions: 

1.I would not take any action relative to the maintenance 
force and would wait for the A-76 evaluation. 

2. I think-the report raises some valid .questions about our 
library system, but I do not believe that the EASC evaluation was 
in-depth enough to make judgement regarding the need for full­
time professional librarians, and it is mY-intention to conduct a 
more intensive review of this' laboratory support function before 
taking any action. 

I am sure you can appreciate the sensitivity of this report 
and while ~ expect you to discuss it with your program and 
laboratory staff, please remain sensitive to specific 
recommendations regarding individuals. 

While I have stated my preference for Option 4, my mind is 
still open. and your comments will be instrumental in fixing my 
final decision. 

Attachment 
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TO: Allen E. Petersen, Jr. 
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FROM: Robert S. Smith, Dil:ector t:::l~-~ 
Eastern Administrati va Support Center 

SOBJ: NEPC Administrati va Study 

U.S. DEPARTMENT OF COMMERCE 
eastern Administrative Support Center 

. 253 Monticello 
Norfolk. Virginia 2g510 

Attached is the EASe mview team's final report 00 its findings and 
ma:mnendations on restructuring the NEFC' s administrati va staff. '!bese 
rea:mnendatioos are based on your current programuatic structure. Asa 
result of discussions between yOl and Jdm Birman, the team expanded the 
report to include greater detail on how to inplenent the 1:eamIended 
cption. 

Given the limited time avaiJahleforthe study, -the team gave ally 
curscn:y consideration to alternati va administrati va configurations under 
different programuatic structures. A brief discussioo of this subject is 
included meier AppendixE. ShOlld yOl elect to adept either of these p!:ogl:mn­
matic structures, we will be happy to assist ya1 in developing a nore detailed 
plan for administrati va support. . 

MelttIers of the team as well as all EASe enplc!fees are available to provide 
any support yOl may need in .inplenenting the recamendations. 

I hq)e this report is respcnsiva to your needs. Please feel free to 
contact me for any further assistance on this project or .any others which 
may arise in the future. 

Attadment 
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0V'ERVIE)l OF NEPC AIMINISTRATIVE SUPPORr 

Onder the current organizational structure of the Northeast Fisheries Center 
approximately 80 euployees/positialS were initially categorized as providing 
administrative support,. 'Ihese errplq{Etes perfa::m the following major activities:: 

o Budget For:nulation/EXeCUtion 
o Financial Data Entry and Analysis 
o Small Purchasing 
o IIrprest Fund 
o Per:samel 
o Facilities Maintenance 
o Personal Property Manageuent 
o Vehicle Managenent 
o leceptionist 
o Travel 
o Tine and Attendance 
o Library Services 
o Clerical Support 

Most of tlle work entailed in bJdget fornulaticn is perforn:ed by the 
Center staff. The other activities, in general, are delegated to :the 
administrati ve support staffs of the individual laboratories.'lhecmcunt 
of time and effort dedi'cated to each of these activities is dependent on 
the size of the administrative staff at each siteanc1 whether there is a 
need for the activity 'to be perfa:ned (e.g., not all laboratories have ;a 
library) .• 

I.al:xlratory persamel believe that the sizes of their administrative staffs 
are necessary for a variety of reasons, the nest pertinent of which are: 

o La1:x:)ratory Directors are held aCCX)untable for the ·efficient use of 
their funds. Therefore, expenditures are closely ncnitored to assure that 
aCCX)unting data is accurate. '!'his is especiallyiIrportant during the cur­
rent envirament of restricted bJdgets. 

o When the Eastem Administrative Support Center (EASe) was established, 
only tWo of the errployees located at the National Marine FisherlesService IS 

Regia'lal Office in Gloucester agreed to relocate to Norfolk. Both of these 
indi viduals came fran the persa:mel office. All the remaining 'regional 
administrati ve perscnnel retired, £amd jobs with other agencies, crwere 
released. 'lherefore, JIIlch of the familiarity with NEPC p~ams ,~ off-site 
administrati ve persamel was lost. This has resulted in the laooratory 
administrati ve staffs having to devote substantial time explaining to new 
EASe personnel basic characteristics and problens of theirprogtams. 
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o Camunications between the laboratories and the EASe have not been 
fully develcped. In nany instances, the laboratories 00 not know who to coo­
tact in the EASe when they have a specific problem. The.EASC has not issued 
directives or procedures in all administrative areas nor has it provided 
adequate training or orientation sessions to help the laboratory persamel 
understand the new reporting relat'ionships and administrative responsibili­
ties. 

These are all valid points and should receive due o::msideratioo when 
determining whether to change the administrative support structure wi thin 
the NEPC. 

In addi tioo, there are certain factors which transcend the NEPC l::ut 
have a direct bearing on what changes, if any., shculd be made. 

o There is a cc:muitIrentto reduce the size of the FederalGovem­
nent thra.lgh eliminatioo of marginal programs, streamlining operations 
(especially in the administrative area), and, wherever feasible, CXXl­

tracting out to the private sector. 

o The Departnent . has adopted the regional concept for providing 
administrati ve services. taA, which has operated under a decentralized 
policy for nany years, has been advised to reevaluate the need for having 
administrative personnel em site. 

o In general, scientific and technical supervisors tend to shun 
administrative responsibilities, preferring to devote their tine to 
programmatic responsibilities. 



REVIEJV TFAM FINDINGS/OBSERVATIONS 

'!he review team ally visited.and CCXlducted interviews at two sites, ~ 
Hole and Narragansett. Based 00 the similarity of .activities being per­
fotned and the responses of these individuals interviewed, the team 
believes that the follow'ing statements are applicable to all CCiipalents 
of the NEFC. 

o .. Ptcgocam officials in the laboratories are highly supportive of their 
. administrative staffs and, if anything, believe lICre administrative 
support is nec::essaty. 

o An inordinate ancunt of tine appears to be spent 00 accounting functia'lS, 
especially in the verificatioo of financial data. 

o There are excessive review activities being perfa:med, e.g., tine and 
attendance, travel orders, tecruitment actioos. 

o Certain functioos which should be done by program managers or their 
secretaries are being perfOJ:ned byadministrati ve persamel. lbese 
include preparing travel orders, requests for advances, and travel 
vc:uchers, as well as preparing OF-8's,writing, editing and typing 
positioo descriptioos: and, g"roviding clerical support top~m;n 
personnel. . -

o It appears that ItCSt 'functia'lS beingperfOJ:ned by wage grade enployees 
COJld be perfOJ:ned under contract at less cost to the goveJ:rment. 

o Several enployees appear to be misclassified and/or overgraded. 

o Purchasing agents are exceeding their delegated authority by issuing 
purchase orders that exceed $5,000. 

Appendix A discusses in detail the review teams findings and observations. 
Specific attentioo is given to those activities identified in the overview. 
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there are basically four optia'lSavailable to the Director for struct­
uring the administrative support activities within the NEFC. The ad­
vantages and disadvantages of each are discussed bel.aw. 

OPI'ION 1: MAINrAIN STATUS CO) 

There are several advantages to leaving the structure the WlJ:;{ it is: 

1. ProgLam lIBnagers will be nest effectively utilized fran a programratic 
perspecti ve since they will not have to devote substantial time to administrative 
activities which they do not wish to perform and/or which they do not believe 
they are supposed to be doing. 

2. No effort will have to be made to familarize program officials 
with ~nistrative aspects of their supervisory responsibilities. 

3. Morale will be naintained and possibly inprovedsince they will 
percei ve the results of this study as fully supporti veof their current 
structure. 

iic::wever, there are a number of disadvantages to maintaining the 'status 
quo: 

1. '!be NEFC will be underoontinual pressure to reduce i tsTllll'liJer 
of administrative positions. 

2. A persamal audit of current encumbered pos it ia'lS would find 
a number of administrative people overgraded and misclassifi-ed. 

3. An A~76 -review of wage grade Employees I current .functia'lS, 
already scheduled for later this year, will probably 'result in the c0n­
tracting out ofnost, if not all, of these activities. 

4. Redundant and unnecessary activities wil: continue to operate, 
resulting in ine~ficiency. 

Appendix B ,provided by the NEFC, describes the duties perforned byeac:h 
individual who is currently considered anember of the administrati vestaff. 
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OPrI~ II: CCMPLE'l'E DEX:EN'l'RALIZATION 

Under this ~tioo, all NEFC adminstrative support activities will be CXlI'l­
ducted at the individual laboratories. '!'his ~tion is quite simi Jar to the 
current structure. It wculd, hcwever, J:eSUlt in the elimination of sewral 
positions which are assigned to work in the Center itself. 'lhe advantageS of 
this ~tioo are the sane as these under Optioo .I,plus: 

1. '!'here will be a slight reduction in the number Of administrative positions. 

2. Laboratory Directors would be held ItCre accountable, especially in the areas 
of strategic planning and l:udget focrulation, for effective utilizatioo of 
their resources. 

The disadvantaQes are as fol.J..a."ls: 

1. There would be no oversight capability at the Center; therefore, 
the NEFC Director wculd have to assume that all laboratories are perfoming 
administrative functions in an effective and efficient manner. 

2. The NEFC Director wculd have to determine hc:M to aCCCXtDdate his 
current administrative staff. 

3. The nuni:ler of administrative positions saved is relatively -in­
consequential given the problems which may be encountered in inpleuenting 
this ~tioo. 

OPTION lll: CENTRALIZATION 

Under this ~tiCXl, all administrative positions wculd be located in the 
Center with no administrative presence in the .laboratories. 

The major advantage of this ~tioo would be a significant reductioo in 
administrative positiOns and funding to support these positions. Another 
advantage wc:ulq be stralg central eontrol of administrative activities by 
the NEFC Director, thus providing flexibill ty to meet changing progLam 
needs. 

The disadvantages of this ~ioo are numerous. The nest significant 
of which are: 

1. The tine required to perform an administrative activity far a 
specific laboratory wculd be greatly increased because of the need to 
constantly camunicate with the Center. 
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2 •. Laboratory Directors and their supervisors WC11ld find themselves 
asS' Jrnj ng nore administrative flmctions. sane of these are functions which 
managers sholld already be performing because they are intrinsic to super­
visexy responsibilites. Others, hc::Mever, may beassurred becauseit-wiY 
be "easier and faster" than working with the Center's staff. 

3. 'mere wculd be significant disruption in ~ogz:anmatic activities 
as the laboratories tr.Y to adjust to this new relationship. 

4. Morale waud ~ significantly hindered sinceadministrati ve pec:ple 
WOlld have to either neve to the new locatioo or .find jobs -elsewhere. 

OPI'ION IV:AIMINISTRATIVE BAI.Ata 

Under this optioo certain activities would be centralized in the Center 
while there would remain an administrati va presence in each laboratory. 
Those functialSwhich wculd be centralized are budget fonru1atian 
financial data ent~ and reCQ'lciliation~ and coordination with EASe 'on 
vehicle, mal prc:perty, and persalal prc:perty managenent. Those functialS 
that wculd nmain decentralizatized are small purchasing, inprest fund, 
financial analysis, facilities maintenance, and several minaractivities 
such as requesting identificatioo cards and drivers' licenses and a::upiling 
accident reports. The review team believes there a:reseveral functialS 
which shoold not be performed by either administrative grc:up. 'lhese 
include preparatioo of docI.ments for dc:::.IIestic travel, persamel actialS, 
and time and attendance. These three activities shoold be perfOJ:Ded by. 
program secretaries and fcrwarOed directly to the EASCfor processing. 

The mview team believes that seven to ten people will .be required to· 
perfocn the centralized functialS and should be part of the staff of the NEFC 
Director. 'lhese include: 

1 positiO'l-
3-4 positiCllS 

1-2 positions 

2-3 positions 

OperatialS Officer 
budget fornulatioo/executioo, -financial data 
ent~ /edi ting,/Doni taring 
coordinatioo of real property, personal property, 
and vehicle managenent 
administrati ve clerks 

For ·each of the laboratories, ooe to five people will be needed 
The breakc:ut of these positions by laborat~ Jsite) is as follows: 

Woods Bole - .5 PositialS: Administrative Officer 
Administrati va Assistant 
Purchasing Agent 
Maintenance Wo:tker . 
Cle:tk Typist 
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Narragansett - 4 or 5 Positions: Administrati ve Officer 
Administrative Assistant 
Purchasing Agent or ACministrati ve 

Assistant/Cledt (possible) 
Clerk Typist 
Maintenance Worker 

Sanciy·Book - -4 orS Positions: Administrative Officer 
'Administrati ve Assistant 
Purchasing Agent or ACministrati va 

Assistant/Cledt(pcss1ble ) 
Clerk Typist 
Maintenance Worker 

Milford - 3 Positions: Administrative Officer 
Administrati veAssistant,lClerk 
Maintenance Worlter 

Gloucester - 3 Positions: Administrative Officer 
Administrative Assistant/Clerk 
Maintenance 'Worker 

Oxford - 1 'Position: Administrati ve Officer 

washington, IX: - 1 position. Administrative Officer/AsSistant 

Appendfx C identifies the specific 'f\mctions and activities of the administrative 
positions prc:pcsed under this c:ption. 

It isrec:amended thatthisstrueture be adc:pted over a ~r period. 

'!be advantages of this c:ption are as fol.loWs: 

1. It shc:uld ,prOvide the NEFCDirectorwith apprcpriatecontrol of 
administrative functions while providing laboratory directors with 
sufficient administrative assistance toeffeeti vely l1Bllage their p~ans. 

2. It ·will prarcte lIDre effective utilization of limited rescurcesJ 
prarcting greater flexibility in the use of positions in programnatic areas. 

3. It will reduce the tumber of administrative positionsby' over £ifty 
percent and tl'nls zefleet .support of the goverrment 's objectives ofredueing 
administrative positions'and eontracting out to the private sector. 

4. By phasing-in 'this structure, it will permit adequate tine for 
program pez:samel and the EASe pez:sonnel to bec::c:ue 'familiar wi theaeh 
other's c:perations and responsibilities. Also, while it will create ncrale 
problems in the laboratories, the extended tine fra:aeshc:uld help mitigat.e 
adverse effects. 
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1bez:e am two disadvant.ages to this cption: 

1. Daspitethe phased-in approadl., DDrale will suffer in t:hcae 
laboratories destined to lese administrativepersamel. 

-
2. Program managers and supervisczs will tie .DqUimc1 -to perfa:m 

.sane flmctions which they had prevl.cusly=nsideJ!8d not to be their 

.t:eSpalSibili ties. . 



As previalSly nentialed, the review team PrqxlSeS that the new 
administrati ve structure .be adc::pted over a two year period. lhis will 
pemit a sm::x:Jth transitioo into the new structure, time to establish 
effective CCIIIlIlIlications with the EASe, and sara natural attritioo of 
administrative errployeesto occur. It will also provide the time necessm:y 
for training, both formal and oo-the-job, of ~lected administrative . 
enployees to perfom PngLaumatic functions. 

!he mview team believes the NEFC Director shc:W.d announce the decision 
to adopt, the new administrative structure as soon as possible. This 
announcenentshould address: 

1. The adoptioo of the new structure and its prqa;ed 
phasing-in. 

2. The withdrawal of all vacant administrative positions 
and the redirectioo of these positions to neet progxanauatic 
needs. I.aboratoryand program managers should .be requested 
to submit their justification for additional progz:dill positions. 
The NEFC Dil:ector shculd review these proposals and issue the 
positions as rapidly as possible. By doing this, the Director 
may obtain greater support fran his PU)JLdill managers £orthe 
new administrative structure. 

3. The establismrent of a three per:sa'l advisety /iltpl.ementatiCXl team 
to assist in the conversion to the new structure. lhisteam's 
responsibilitieswc:uld include: 

o Reo:tarendingthe placeuent of current administrative ,staff. 

o Identifying training needs of administrative persamelwho, 
with such training, may be converted to programaatic positions. 

o Developing and nanaging an out-placenent pL'OJLdill £orthose 
enpla.tees who will be unable to be absorbed under the new 
structure. 

Within the next three 'ucnths, the Oil:ector should infoz:m all administrative 
personnel of their status with respect to the new organization structure. 
Based on a quick analysis we have identified falL' groopingsunderwhic:h 
these individuals may fall: 

categoty 1: Will be retained in administrative positions. 

category 2: Should ~ considez:ed or can be easily converted 
into progratlllBtic positions. 
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, Catec;pry 3: May be able to be accaiiiDdated in either administrative 
or pn:>gLanmatic positions. 

Category 4: RetentiCXl unlikely. 

'!he follOo1ing table sunmarizes cur findings: 

CAnXDRY 
1 2 3 4 'lUTAL -

Center"lWoods Bole J.2 -4 2 8 26 
Sandy Hook 5 3 5 ., 20 
Milford 2 2 1 -4 9 
Glc:ucester 2 0 1 2 5 
Narragansett 5 1 1 3 ~O 
Oxfa:tl 1 1 1 2 5 

2r li 1:r 2b ~ 

''!he table indicates that over one-third of the current staff will not .be 
able to be retained. Of these 26 individuals, ,17 are wage grade etployees. 
As discussed earlier, we believe these indiViduals are in jeqBrdy, given 
the planned A-76 .review scheduled for 'later this· year.. Bymstnlcturing , 
job responsibilities at this time, one wage grade position (employee) in 
ucst laboratories may racei ve areamrenOatioo for retention by the A-76 
review team. '!he Director, however, may not wish to address wage grade 
euployees at this tine and let the A-76 team make the decision for him. 

Appendix D provides a detailed listing and categorizatioo of the NEFC' s 
current administrative staff by laboratory. '!he advisory /inplenentatioo 
team may wish to use this listing to assist them in determining hc::Mto 
accamoaate affected euployees. . 

The advisory /iIIplementation team sholld review the NER: libraries to 
determine what activities should 'remain in-house vis-a-vis arrangenents with 
nearby institutioos. It sholld ,negotiate with identified .institutions to 
arrange for sharing of .facilities and/or docunents, as well as searchservioes. 

As administrati va enployees CCIIPlete necessary training they shaJld be 
transfez:red, along with their position and funding, to the appropriate program 
office. As administrative positions are made available through attrition, 
they should be reissued, as program positions along with appropriate 
funding, to program c::p!rations. -

The review team believes that the above approach shcW.d minimize the 
adverse affect of adq)ting the new structure • Other than the inpact on wage' 
grade enployees, which we believe is unavoidable, the administrative transitioo 
shall.d be able to be acc:x:uplished wi thc11t having to resort to a reduction-in-force.. 
It is iIrperative, hOo1ever, that the advisory/1nplementation team devote significant 
time to this effort and the NEFC Director actively participate and ~alDte the 
inplenentatioo of the concept. 



The Northeast Fisheries Center (NEPC) budget is fcmnulated for subnission to 
the NMFS B;) by the NEFt: Deputy Director with assistance fran the Resource 0pera­
tions Office. Once funds are appropriated to the NEFC, the Resource Operations 
office issuespl..annin;} targets to -the NEFC l.al:xJratories. The laboratories develop 
current-year operatin:; plans consistent with these -targets and sul::mits them to the 
NEFC Director for approval. Fer the ltCst part, the aaninistrative officer -at each 
site "O"itors the execution of the budget, advising and providing infomation -to 
"the labora'tOry C1irector. 

Duties involved in budget execution include reconciliation of financial aca:runt­
ing infomation presented on FIMA reports and maintenance of an internal aCCO\.U'ltirig 
system, FRS. Report. charges are made by the aaninistrative officer or assistant 
in the labs, and by a finance unit of acc:ounti.rg technicians at the Woods Hole site. 
within the rucget allocated, the lab director has authority to make adjustments 
within object class groupings: salaryjbenefits, travel,' all other. These modifi--­
cations to the- plan are recorded through the FRS. Transfers among accounts, b::7ever, 
must be approved by the NEFC Director or the NEFC Operations Officer. 

It is reccmnended that the presentproc:edure of aaninistrati ve officers' 
responsibility for routine budget maintenance be continued and ·that the administra­
tive officers .remain the contact with the proposed NEFC acbinistrativestaff on 
these budget matters. ,Financial accounting ,data entry and reconciliation as well 
as report preparation on behalf of all labs would be perfo:cned by the proposed NEFC 
administrative staff. 

~ small purchasing authority of theNEFC labs is l.imited to$S ,000 per 
transactiCXl. In each laboratory this function is perfOI:med by an acbinistrative 
officer, an aCministrative assistant, a designated-purchasing agent or procurement 
clerk. For purchases within the laboratory' s authority, the full procurement 
package and executicn precess is exercised • Fer those requested procw:ements 
.beyond the lab's authority, the laboratory prepares the request package and forwards 
it to ·the NEFC for clearance prior to its forwarding -to the FASC Procul:ement 
Divisicn. Clearances obtained include pro;;jJ:am approval by the appropriate Assist­
ant Center Director and budget approval by the NEFC Operations Officer or his 
ResoUrce Operations Chief. 

It is reccmneOOed that if Opticn rv is adopted, the additional approval step 
of the NEFC Operations Officer be eljminated since the latnratory director has 
delegated authority toexperxi. funds within the laboratory'S allocated-~t. 

The lmprest fund appears efficiently handled. in the laboratories • !'he achin­
istrative officer/assistant in the lab should be the fund' sapproval authority. 

The personnel work being perfoJ:med in the laboratories by personnel assistants 
~ fran primarily clerical, preparaticn of personnel action request packages to 
advice and counsel on personnel regulations arxi procedures. 

It is reccmnended that the coordination of package preparation and related 
personnel paper work be performed by a clerical EmPloyee on the administrative 
staff, while appropriate advice and counsel be obtained by direct contact with 
EASe Servicin:; Branch, Branch B. 
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Facilities maintenance activities are perfoJ:med in the laboratories by personnel 
classified in a variety of positions such as mechanics, workers, laborel:S, janitors, 
and warehousemen. These employees are wage-grade -employees whose pesi tions are soon 
subject to review by an h-76 team. In sane cases, the wor~ perfa:med includes direct 
support of program activities, such as ~k a:me on a ship's trawl -cborto 
support a scientific-exercise. It is recxmDended that the position of cme-employee 
per laboratol:y te rewritten to reflect progx:am support activities,aswel.l-as 
emergency repairs to the facility. The duties such as yard maintenance , sweep~ 
and -cleaniI'Q of buildiDds,- and window repairs perfomed by other wage-grades ~ ~ ~ 
probably best contracted out, and aluDst assured of that disposition when the h-76 
mview is canpleted. If reclassification can be accanplished prior to A-76 review, 
this single position may warrant remaining in-house. 

At the NEFC, facilities maintenance, personal p!operty management, and-vehicle 
management are the responsibility of the Center Operations Staff Office of Logistics 
and Facilities. It is reccmnended that the scope of responsibility for these areas 
be enlarged to allow the NEFC Director's staff to perfem a coordination functioo 
with the _EASC en behalf of all labs. The daily on-site responsibility £Or -
inventory l'lD'litoring and vehicle management should be a collateral duty of the 
laboratory's administrative officer .. 

It was learned that ltOst labs utilize a receptionist who may also --serve as a 
timekeeper to the lab staff , and assist with other clerical duties .in-:su~ of 
the laboratory. It is reccmnended that the receptionist coordinate t±mecardsand 
provide an additionalaaninistrative resource to the lab acininistrative officer. 

'!'he t:imekeep~ funpt,ion within the Wcx:xls Hole Laboratory/NEFC staff seems 
overly involved. It is reccmnended that rather than a finance unit coordina~ 
the receipt, leave calculation, distribution andsul:missicn of time cards, each 
secticn's timekeeper be made responsible for these and related acti vities.The 
finance unit might Serve as receipt point for the white copy of the cxmpletedcard 
if retention in a central file is considered necessary. The time spent at present 
in this activity seems ~cessive. 

In most NEFC labs, travel document preparation and arrangements are perfcl:med 
by an aaninistrative support assistant. The work involved in this activity could 
be perfotmed by the laboratory director's secretary or other clerical pr;OlJtdlU 
support personnel. '!'he need for a coordinating travel cieskat NEFC was not well 
defined. It appeal:S there is an excessive amount of oversight. canpleted packages 
of travel orders and vouchers appeared 1.ml'1eCeSSarily stepped at the travel desk 
tefore sul:mission to an approv~ authority. 

It is reccmnended that tnvel packages besubnittedto the approviI'Q 
authority by the administrative officer's staff- at -each lab. This staff should 
be familiar with apptopriate allowances (per diem, mode of tnvel, etc.) as 
this infol:matioo is needed prior to package preparation. Recordsmaintenance 
for travel should appropriately rest within the traveler's office and need not be 
duplicated at the NEFC site. 

Library services within the NEFC labs outside of WCOds Hole, were usually a 
function well placed as a collateral duty of an acininistrative positicn .• 



In nest cases, ~ services did not require £ull-time personnel. It is 
mc:cmnemed that, where feasible, libraries should be consolidated with those of 
other scientific organizations, allowing these dedicated librarian posi tionsto be 
significantly reduced. iilere a small library of frequently used journals and 
progLaw-specific materials are required, a self-service ~nt under the general 
supervisial of the administrative officer would be appropriate. Because many NEFC' 
prCQLan&S benefit fran the neamy ~ Hole Oc:eancgraphic Institute's library, as well 
as the Woods 8:>le Marine Biology LaboratcLy LibraLy, a reimbursable arrangement £or 
assistance and ·a cooperative ~funded ~iterature search project may -well 
tie ~ best ~ to -reduci~, but not canpletely eliminating, the library-staff 
functiCXl. 

Urxier the current structure of the laboratories, the administrative staff is 
perfomli.ng'a variety of progLdlll support activities, which in most other research 
organizatiCX'1S are performed by pLogLdlll persamel. With the pr~ reductions 
in aaninistrativestaff it will be necessary for these activities (preparation of 
travel orders, advances am vouchers ,and typing of persormel and procurement 
documents) to be performed bYPLogLdlll secretaries am clerks. 

~'1'he tesn recc:mnends this transitialfran administrative to prcgLdlll support 
of the actual typing am package preparation in these areas. 



FtN:TICN TO BE PERFQRo1ED BY AtMINIS'I'RATIVE 

STAFF OF CENTER 

• Fa:m1l1ate budget for NEFC, .cbtai~ input fran all .laboratories 

• Advise Director on impact of budget options .am decisions 

• Issue planni~ targets to laboratc?ries, x:eview laborato~ Sl.il>­

missions, enter on data base 

• Review operati~ plan adjustments proposed .by laboratories; -advise 

Director, adjust approved charYJes 

• Enter/edit/x:econcile finance data for all ~aboratories 

• Analyze expenditures against plans; advise Director of major 

deviations/projections; adjust plans based on Director's decisions; 

infcmn laboratories of adjustments 

• D!Velop and. implement -facilities -management plan fer all laboratories 

• Coordinate security, safety, emergerx:yplanningandeneJ:gy c0nserva­

tion for .all laboratories 

• Cc:ordinate acquisition, .inventory· control and disposal of all account­

able property 

• ~rdinate acquisitiooand disposal of nctor 'vehicles for all lab­

oratories 

MISCELIANmJS AtMINIS'I'RATIV AC'I'IVITIES 

• Moniter. FTE Usage 

• Perfcmn special analyses for Director 
, 

• Coordinate foreign travel packages 

• ProVide support for PMAC 



PRCX::OREMENT 

FUNC'I'I~ TO BE PERroRMEDBY ADfiNISTRATIVE 

STAFF OF IABORA'l'ORIES 

• Pmvide input to Center staff durin;; bueget fomu] aticJR.y 

Includi.rg written justification for major increases to management 

account 

• OXjrdinate and advise on laboratories' pt'Cgram bt.tdJet proposals 

• Develop operating plan by object class for laboratory aaninistrati ve 

account 

e Coordinate developDent of operating plans by d:lject class for 

laboratory pI:O:Jtatu accounts 

e Assure that appropriate financial documents are fcrwardedto 

Center staff for· entry into FRS 

~ Mcnitor and analyze financial reports1 advise laboratory 

director on financial status of .accounts 

.. Ptepare· and sutmit documentation for adjustments to operating 

plans to Center ·staff 

-e Perfom open market prccux:ements, cx:mpetitive bid .l;11t'ChaSeS 

-e Forward. invoices 'for payment 

e Otder GSA supplies, including Fedstrip 

• Maintain. imprest fund 

e· Assist prcgtam personnel in preparirYJ px:ocurement requests. 

• Prepare and process recurring contracts., blanket p.JrChase 

agLeenents 

• Maintain local personnel files 

.. Process new and teminating e:nployees 

e Issue OF-5' s 

e Prepare Em reports 

• Maintain SF-52 logs, training legs 



~SUPkIRi' 

'. 'Provide for facilities maintenance 

• Maintain inventory of capitol· equipDent 

• Ccntl:oland issue G'm1 S 

• CCordinatetime cams and paychecks 

• Maintain supplyrcan 

• Maintain telecopier 

• PerfoJ:m ,receptionistfunctioo 

.' Prepare and sutmit various reports, "%eQU8St$, forms, such' as : 

-' passports, 

- excess property 
- mileage reports 

- accident reports 

- tort cJ aims' 

- drivers' licenses 

- identification cams 
- motor vehicle documents 

'. Perfocn mail distributiO'l 

'. Perform typiTg andfiliTg for aaninistrati ve £unctions 

.. Maintain library (subscriptions) 

• Caltl:ol parkin;d peJ:mits 

.. Handle express mail 

• Assignment of vehicles 

• Key operator for self-service copier 



• Writing, editing and typing positial descriptialS 

• Preparing travel orders,vcuc:heas and advances 

• Making travel arrangements 

• Preparing time and attendance cards, greenstripes 

• Preparing contract packages 



FtJNc'i'ioos mAT SBOOLD BE 'PERPOR4EDBY 

PRIVATE SErIOR 

• Cal:pentry 

• Painting, staining 

• Plumbing (other than energency) 

• Electrical work (other than Emergency) 

'. Vehicle maintenance 

• Grounds maintenance 

• Heating/air conditicning maintenance (other than energencies) 

• Security 

• HOlSE!keeping 

• Buildings maintenance 

• Library functialS (except small, in-house libraries axlSisting 

primarily of subscriPtions) 



FUNCTIONS '!'BAT SBOtlLD BE PERPORo!ED BY 

EASe· STAFF 

• Advise prOdtant supervisors at aspects of positiCXl classificatiCXl, positia'l 

managenent, positiCXl descriptions and requi:arentsfor personnel actialS. 

• Provide infcr.matiO'l to Pt09tam persamel on awatds, reti:arent.,leave, 

health benefits, and life insurance • 

•. Advise p:cogrampersamel on o::mtractand persamel problems/questions. 



Mitinistrative Staffing Based on PrcxJL2Iln StructULe 

The administrative structure of the NEFc can be made less cx:mplieated 
by a clarification of the laboratory vs. prcgram,ldivision organizational 
structure. It was observed that the proganus of the NEFC (excluding those 
associated with the National Systematics Lab and the Atlantic Environmental 
Group) may be more effectively managed thLCugh a more direct lab-progLdlU 
area arrargement .. 

Laboratory(Program' Directorship 

Two program structuring alternatives would seem to be feasible. One 
would be a matching of Laboratory and PrcgLdlU Directorship by site. Under 
this structure, the I..aOOratoryDirector at each site WOIild be fully respon­
sible for the PLOJLdlllS perfOLIDed at that site, as well as being resp::xlSible 
for administrative support of these programs. 

The administrative staffing suggested in OptiO'1 rv would ~end itself 
well to this arrargement. AO:iitionalsavings in administrative personnel 
'WOUld be tmlikely. However, the need for Assistant Center Directorships 
and corresponding approval autOOrities would be eliminated. Accounting 
for the prcAJLaLnS would be slmplified. Each .laboratory would have only 
its program accounts to noni tor. 

The ,primary diSadvantage of this arrangement is the broad span 'of 
control required by the NEFC Director of many laboratories whose locations 
are spread, and whose PLOJLdlUS are not equitably split by buc:iJet or staff 
size. A total NEFC missioo may appear \mc1ear with .so lDatlyindividually­
managed programs. 

Whether' or not these programs are individually large ·enough to support 
such an arrangement is also questionable. 

Assistant NEFC Directorship 

The other program structure which may be in consideration by the NEFC 
Director is a grouping of the NEFC PLOJLamsinto two major scientific 
areas: fisheries management and environmental management. Under this 
arrangement, the Assistant Center Directors for these two areas would 
B.$sume prcgram direction for all programs within their respective areas. 
An organizational chart of this proposed structure is attached. 

TheprogLdln operation could be well-enhanced by a scientist/pLcgran 
manager who would receive oversight and direction fran the Assistant 
Center Director and administrative support fran the Assistant Center 
Director's staff. Accounting by pL'OJLdlll activity could still be accan­
plished with separate project numbers £oreach pro;;p:am. The Assistant 



Center Director wcW.d be responsible for those programs having been 
assigned project ru.unbers within his management area. 

The scientist/program managers are the Laboratory Directors at each 
site. The need for significant delegatedaaninistrative authority to these 
Directors should be eliminated, reducin;1 the need to only ale administra-­
ti ve person at each Lab site. The Assistant Center Directors would -pmvide 
all approvals and the administrative ~t required by the pr<:XJLdlUS within 
hisjher aLea of responsibility. FOr emergency requisitions, an imprest fund 
of $500 per transaction is recx:mnended at each site .• 

If the Assistant Center Director concept is established, then ac:1mlni­
strati ve functions should be realigned to eliminate the present ineffect­
iveness of routin;1 administrative docunents thralgh an apparent excessive 
layer for approval. The pLOpOSed Assistant Center Director arrangement 
would require bucget allocations to only these two Assistant Directors 
wOO would maintai,n approval authority and pLOJLam supervision of the vari­
ous scientist/pLOJLatU managers in their respective areas of responsibility-. 

specific !UlIl1bers of administrative staff required under this implied 
option have not been developed in detail. However, the projected admini­
strati ve staff given under Optioo rv for the vaxis Hole and Sarxiy Hook labs 
(the present sites of NEFC' s two Assistant Center Directorships ) woulcf 'need 

, to be increased by only a few, while the NEFC Director's aO:ninistrative -
staff might be reduced, due to greatly decreased internal COOLdination 
responsibilities. This staff's primary responsbilitieswouldbe with the 
.EASC en behalf of the Center Director .. 

Unless prc:gram executien dictates cw:rent site locatiO'lS, the number 
of separate laboratory sites should be reduced through cxmsolidatioo.. This 
would result in additicnalsavings of .aaninistrative staff ,and dollars. 

A ItDre . specific description of this prcposa.l can be made if 'the NEFC 
Director is considerind a progLatU ;ealignment al~ these lines. 

Attaclment 
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