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Competing Effectively in a
Shrinking Budget Environment:

How to Write a Better OFS Request

December 11, 2009

WASO and OFS

« WASO formulates NPS' operational needs based on what is
in OFS

+ For consideration, requests must be approved and prioritized
by the parks and regions

+ Throughout the budget cycle, the NPS uses OFS to respond
to information requests. For example,

1. How many unfunded law enforcement positions does the Service
have?

2. Does the NPS have any operational needs related to coral reefs?




WASO and OFS

« |tis critical that (unit-approved) OFS requests be accurate,
up-to-date, and well-justified so that all levels of the NPS
can rely on the information and provide consistent, credible

information to our many audiences.

« WASO assumes that OFS contains all regionally approved

and prioritized records to accommodate unfunded needs

sufficient for the next three to five years...if it is not in OFS,

we do not know you need it.

OFS Guidelines

No More Wish Lists!

« All components of the request should have a common

purpose
+ Reasonable administrative costs may be included

+ New responsibilities or facilities are an exception and

may include all operational aspects

+ Targeted requests are easier to justify and defend




OFS Guidelines

Concise Descriptions — see examples

« Reflects the current situation

Focus on tasks to be accomplished (not positions)

Spell out acronyms and define jargon

Include increased performance

Avoid whining!

OFS Guidelines

Appropriation
« Operation of the National Park System (for parks)

Request Type
« Park Base or GSA Space — Park
+ Regional Base or GSA Space — Region




OFS Guidelines

Servicewide Initiatives

« Select an initiative only if the request fulfills the
criteria

« When relevant, mark ‘Collaborative Effort’ and
specify which parks will share the resource in the
request

* Initiatives have been updated to reflect current
administration

OFS Guidelines

Budget Drivers

» Categorizes the reason behind the increase
» Use one to three budget drivers

« Must total 100%

+ When relevant, mark ‘New area / lands / facilities,
etc.” and clearly explain the new responsibility




OFS Guidelines

Funding Component - FTE
» Should be included when:

« Existing FTE has not been base-funded previously
+ Position existed but was not filled (restoration)
+ Position is hew

« OMB continues to scrutinize FTE closely

 Ifitis a seasonal / STF, request proportional FTE

* New FTE commit the NPS to find funding in out-
years for pay raises, benefits, etc.

OFS Guidelines

Funding Component — Cost Estimates
« Formulate estimate for SCC FY, not current FY
« Update cost estimates annually

» Personnel costs: 3.5%

» Non-personnel costs: 2%




OFS Guidelines

Funding Component — PWE Selection
+ Park Base Requests — only use Z or W as fund source

+ Regional Base Requests — only use Y as fund source

OFS Guidelines

Performance - Link Funding to Performance
+ |dentify the GPRA goal associated with the request

* Quantify the measurable results from the increased
funding:
« How many additional acres will be treated/ visitors
served/ archeological sites protected?

+ |f more than one goal will be served, identify the
percentage per goal (total 100%)




OFS Guidelines

Priority Justification — see examples
+ NPS Scorecard

+ Park Asset Management Plan

+ Business Plan

To budget is to assign finite resources
to the highest priority work.

Questions?




OFS Concise Description and Justification Examples

ORIGINAL

$50,000 and ]1.0 FTE ho Provide Core Operations in Administrative /{ Comment [LMB1]: Explain role of FTE

Support

Funding is requested to support increased administrative
responsibilities. Increased administrative responsibilities have
required park staff to spend less time on core maintenance, Horcing

division chiefs to choose\ between focusing on the needs of the day /{Comment [LMB2]: No whining!

and the needs of the future. Funding this request would enable the
park to meet the challenge of providing visitors with well

maintained and clean facilities while also bringing ]FMSS and PAMPL/[ Comment [LMBS]: Spell out

systems into compliance with NPS standards to improve the
accountability of park operations. Funding this request would allow
the parks to properly plan for the future and maintain information
that supports park management decisions and budget
expenditures.

REVISED
$50,000 and 1.0 FTE to Provide Core Operations in Administrative
Support

Funding is requested to support increased administrative
responsibilities. Funding this request would enable the park to meet
the challenge of providing visitors with well maintained and clean
facilities while also bringing Facility Management Software System

(FMSS) and Park Asset Management Plan (PAMP) systems into /‘Corglment[LMB4]:Spelloutacronyms—
compliance with NPS standards to improve the accountability of g

park operations. The position will be primarily responsible for the
maintenance and upkeep of the park’s FMSS records as well as
general park administrative support. Funding this request would
allow the parks to properly plan for the future and maintain
information that supports park management decisions and budget
expenditures.



ORIGINAL
$105,000 and 2.0 FTE to ]Restore\ Core Operations for

Comment [LMB5]: Consolidate into one
paragraph

Interpretation and Resource Management

hhe park requests $105,000 ko restore core resource management
and interpretative outreach programs. This funding Mill \also provide

[ Comment [LMBG6]: Start title with a verb

Comment [LMB7]: Begin with “Funding is
requested to...”

critical training needed to properly maintain the park's new sewage
lagoon system.

This funding will improve ]performance related to controlling
invasive plants that now impact over 400 acres and threaten the
park. The measurable outcomes of the additional funding would be
the ability of the park to meet Goal 1alB as well as ‘park specific
goals\ for inventory and monitoring, erosion control, and wild land
fire management.

Funding will add an Educational Technician who will support
learning opportunities and provide outreach educational services to
]youth\. Educational outreach is a core, key to mission service the
park should provide but currently cannot afford.

REVISED
$105,000 and 2.0 FTE to Restore Core Operations for
Interpretation and Resource Management

Funding is requested to restore core resource management and
interpretative outreach programs. This funding would also provide
critical training needed to properly maintain the park's new sewage
lagoon system. Funding would improve performance of controlling
invasive plants that now impact over 700 acres and threaten the
native species of the park. Funding would enable the park to
increase the number of acres of controlled invasive plants from 30

Comment [LMB8]: Use conditional “would”
rather than future “will”

Comment [LMB9]: What specifically?
Percentage or number of acres that will be
controlled?

Comment [LMB10]: What are the goals for
1&M, erosion control, and wild land fire
management?

reached?

Comment [LMB11]: How many youth will be

to 60 per year. \Funding would also allow the park to meet park /{Comment [LMB12]: Performance - good!

specific goals for inventory and monitoring which include
preserving natural resources, maintaining processes, systems, and
values of through science-based management. Funding would
provide erosion control of the cinder cone and wild land fire
management. Funding would allow additional support for learning
opportunities and provide outreach educational services to an

]additional 3,000 youth per year\. Educational outreach is key to the /{Comment [LMB13]: Quantitative - good!

mission of the NPS and with additional funding, Park X would
increase the number of visitors who are informed and impacted by
the natural resources that have been preserved for their education
and enjoyment.




ORIGINAL
$500,000 and 8.0 FTE to Preserve and Interpret Resources at
Newly Acquired Properties

hhis funding would \protect and provide for resource preservation

and visitor services for existing and newly acquired ]properies in (

multiple and separate locations, contributing to meeting ]GPRA
goals 1a5, 1a7,1lalb, 11al, 11a2,11b1,1a8,1b2a,1b2c. The park's
size has almost tripled from 736 acres to 1,943 acres since FY 2000
with acquisitions at Cold Harbor, Totopotomy Creek, Malvern Hill,
and Glendale battlefields. fThe park cannot ensure accountability for
these resources\. Funds are needed especially for the ca.1735 brick
mansion house where Patrick Henry was married. Congress in 2000
recognized the lack of protection for resources and authorized a
specific boundary and the use of federal money to buy lands
therein; the Congress authorized S2 million for land acquisition at
Park X. Much of the new land has actually been donated and ]more

Comment [LMB14]: Begin with “Funding is
requested to...”

Comment [LMB15]: typo

Comment [LMB16]: Do not list GPRA goal
numbers, rather state what the funding would
do to accomplish the written goal.

Comment [LMB17]: Remove negative
statements. No whining.

is in the pipeline\. Funding would allow for inventory, assessment, /{Comment [LMB18]: Remove jargon

repair, and monitoring of the newly acquired natural, historic, and
archeological resources. The proposal would allow for systematic,
coordinated, and sustained professional resource management and
cultural landscape treatment projects. Visitor services would be
provided.

REVISED
$500,000 and 8.0 FTE to Preserve and Interpret Resources at
Newly Acquired Properties

Funding is requested to provide resource protection and visitor
services for existing and newly acquired properties. With
acquisitions at location 1, location 2, location 3 and location 4 in
2000, fthe park's size has almost tripled from 736 acres to 1,943
acres. The recently purchased and donated land is in seven
separate locations spanning two counties\. Funding would allow for
inventory, assessment, repair, and monitoring of the newly
acquired natural, historic, and archeological resources, and for
systematic, coordinated, and sustained professional resource
management and cultural landscape treatment projects. This
request would contribute to increased levels of historic structures,
cultural landscapes, and archeological resources in good condition,
and would also contribute to higher levels of visitor satisfaction.
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Comment [LMB19]: Stated the facts and did
not whine - good!




ORIGINAL
$415,000 and b.7 FTE ho Provide Core Operations in Visitor Services and /{ Comment [LMB20]: High number of FTE. ]
Maintenance

]Funding is requested to\ provide visitor services and operational maintenance. ‘ Comment [LMB21]: Too long. Character limit
Funding ]will\ be used to serve, operate, and maintain Park X’s three visitor in OFS.
centers, 11 information stations, and other education-related facilities. The \[Comment [LMB22]: “would” not “will” ]

visitor services provided with increased funding will include interpretive
programs at location 1, location 2, and location 3, and increased service hours at
the park’s main visitor center to improve response time to e-mail and phone
information requests. In support of increased interpretive operations at visitor
centers, kiosks, and amphitheaters, additional funding is needed for improved
janitorial services and increased utility (electricity, water, wastewater, and solid
waste) costs. This increase for operations and maintenance will improve visitor
satisfaction and allow park staff to reach an additional 265,000 visitors.

f‘l’his‘ request will help Park X meet ]Centennial Challenge "Education" and
"Recreational Experience" goals\ by providing staff and resources necessary to
operate and maintain Park X's 3 large visitor centers, 11 information station
and other education-related facilities. Funding has decreased significantly over ‘ iznnlmz?;t[ilﬂBM]: N T (Ol e ’
the last 12 years due to increases in fixed costs, COLAs, and replacing CSRS with ]

]

Comment [LMB23]: Can delete paragraphs
two and three because paragraph one provides
enough information

FERS employees.\ Park X’s ability to provide education and orientation for safe Comment [LMB25]: Stated above.
visitor recreational experiences is inadequate to achieve satisfactory levels of ~{ comment [LMB26]: No whining,
visitor understanding and facilitated programs attendance. ]Restoring operations
to 1995 levels will allow us to reach 265,000 additional visitors (40% increase). l_/[ Comment [LMB27]: Stated above. ]

Restored seasonal maintenance personnel will maintain visitor centers,
information stations, and education facilities at or above NPS standards.
Routine maintenance necessary to provide a safe, enjoyable visitor experience
and to prevent deterioration of visitor facilities will be partially restored.
Funding this request will increase recreational and educational opportunities,
visitor satisfaction, safety, and understanding — integral parts of protecting Park
X’s alpine, rain forest and coastal ecosystems.

REVISED
$415,000 and 8.7 FTE to Provide Core Operations in Visitor Services and
Maintenance

Funding is requested to provide visitor services and operational maintenance.
Funding would be used to serve, operate, and maintain Park X’s three visitor
centers, 11 information stations, and other education-related facilities. The
visitor services provided with increased funding would include interpretive

programs at location 1, location 2, and location 3, and ]increased service hours at Comment [LMB28]: Explaining what FTE ’
the park’s main visitor center to improve response time to e-mail and phone would do — good!
information requests. In support of ]increased interpretive operations| at visitor Comment [LMB29]: Explaining what FTE ’
centers, kiosks, and amphitheaters, additional funding is needed for improved would do - good!

janitorial services| and increased utility (electricity, water, wastewater, and solid ‘ Comment [LMB30]: Explaining what FTE ’
waste) costs. This increase for operations and maintenance would improve would do - good!
visitor satisfaction and allow park staff to reach an additional 265,000 visitors.
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OFS Priority Justification Examples

Example 1: Although park ABCD scored below average for both park-wide efficiency
and performance in the Scorecard, this funding request is regional priority #10.
Based on the Programmatic measures in the Scorecard, the Natural Resources
division scored average or above average on measures such as overtime, permanent
staff as a percent of total FTE, and labor costs as a percent of base. However, the
park scored below average for percent invasive plant species areas contained.
Providing funding for seasonal natural resource employees to mitigate exotic plant
species would reward the park for efficient natural resource management and would
result in improved performance in containing exotic plant species.

Example 2: In an FY 2005 park planning exercise, the park management team
identified a base-labor-costs-to-total-base-obligations ratio goal of 80%, and
developed a position management plan to help achieve that target. Having tailored
their hiring over the past four years, the park has successfully lowered its base labor
ratio from 87% to 80% by increasing its use of flexible employment options and
resource-sharing with other parks (see UF03 measure results from FY 2005-FY2008).
Providing funding for a safety officer, whose services would be shared with the five
other parks listed in the Supporting Information, will help this park and others
improve visitor and employee safety, measures that have trended upwards as the
parks’ urban interface has grown.

Example 3: Park ABCD completed a Park Asset Management Plan in FY 2007, in
which this facility operations funding gap was identified. Following completion of the
PAMP, the park took steps to remedy the structure of its accounts through correct
use of Primary Work Elements (PWEs), and its FY 2008 Scorecard Facility
Maintenance and Facility Operations Categories accurately reflect the spending
patterns in each. Prior years’ spending was entirely accounted for under Facility
Maintenance. The Scorecard also shows the low Visitor Satisfaction with Park
Facilities rating received for the last several years. The two additional facility
operations seasonals in this request would be dedicated to improving the visitors’
experience by increasing attention on high visitor use areas.

12



Definitions of Servicewide Initiatives

Chesapeake Bay Initiative: Operational activities relating to protecting and
restoring the Chesapeake Bay such as fostering citizen stewardship and increasing
public access.

Civil War Sesquicentennial: Operational activities relating to the 150" anniversary
of the Civil War. Years include 2011-2015. Some of the over 70 parks in the
system which have resources related to the history of the Civil War include
Antietam NB, Gettysburg NMP, Valley Forge NHP, Manassas NBP, Shenandoah
NP, Vicksburg NMP, Petersburg NB, Harpers Ferry NHP, Stones River NB, etc. For a
complete list of parks, visit http://cwar.nps.gov/civilwar/cwparks.html.

Climate Change: Operational activities related to mitigating climate change such
as the landscape conservation cooperatives (parks in coastal/marine, high
latitude, high elevation, and arid lands environments), identifying climate
impacts, developing and implementing climate change management strategies
and park-specific land, water, and wildlife, adaptation plans.

Collaborative Effort: Operational activities that reflect a collaborative effort
among parks such as positions or programs that serve more than one park, etc.
(this does not apply to partnerships or regional office/program requests).

Great Lakes Initiative: Operational activities related to the Great Lakes
Restoration Initiative and restoring the ecological health of the Great Lakes
region. Activities could include invasive species, wildlife and habitat restoration,
monitoring and evaluation, and nearshore pollution.

Education: Operational activities related to visitors and their understanding of
natural and cultural resources and enhancing service learning opportunities with
the educational community. This initiative is one of the four goals of Director
Jarvis. See YOUTH for possible co-initiative.

Invasive Species Management: Operational activities that monitor and mitigate
invasive and exotic plant and animal species disturbances on park lands and
restore native species.

13



National _Security/Anti-Terrorism: Operational activities directly related to
combating the threats posed by groups or individuals to the protection and safety
of park visitors, park employees, and federal facilities. In the “Concise Description
and Justification” field, please indicate the level of threat that would be
supported by the increase (i.e. yellow, elevated yellow, orange).

National Trails Initiative: Operational support for national scenic and historic trails
administered by the NPS.

Oceans: Operational support to expand mapping and monitoring, to remove and
dispose of marine debris, to asses coral systems, and to partner with states on
regional challenges.

Relevancy: Operational support related to helping Americans, especially young
people; discover personal connections to their national parks. Connections could
be made in person or through enhanced technology. This initiative is one of the
four goals of Director Jarvis.

Safe Borderlands: Operational activities designed to ensure safety for employees,
visitors and residents, improve communication, enhance interagency
coordination, and mitigate environmental damage at parks units along our
international borders.

Stewardship: Operational activities related to stewardship of our natural and
cultural resources through management and science, creating partnerships with
other land managers, and enhancing energy and water conservation. This
initiative is one of the four goals of Director Jarvis.

Vanishing Treasures: Operational activities designed to reduce threats to
prehistoric and historic sites and structures at specific parks in the IM and PW
regions. Increases may be entered at the park level to rebuild a skilled workforce
able to maintain and care for these sites and structures. Increases may also be
entered at the regional level for the preservation treatment project program and
for management and oversight. Questions on this initiative may be addressed to
Glenn Fulfer, Servicewide Vanishing Treasures Program Coordinator.
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10 Helpful Hints For Writing a Good
OFS Concise Description and Justification

Speak to actions, not positions being filled.
Do not say funding would be used to hire a
maintenance laborer; instead, say that
funding would be used to better maintain
trails in order to eliminate safety hazards.

Avoid cataclysmic predictions. Try not to
use words "irreversible" or "irreplaceable".
A park with a $20M budget should not say
a cut of $0.05M will result in fatalities. We
certainly hope not.

Similarly, if you paint a desperate picture,
with dire consequences of non-funding,
remember that someone may ask why you
are not taking care of the problem within
your base instead. Anyone can find
"waste" in anyone's budget; it's a matter
of perception. Remember that while OFS is
an internal system, it is the basis for
answering queries from outside parties
and public documents.

Avoid the trap of requesting funds because
simply because it will restore programs
that were once funded. Presumably, a
park, regional and servicewide managers
make informed decisions and would not
have cut back something that was not the
lowest priority or less valuable than other
activities.

Do not trot out the old "meet NPS
standards" line. Operating at NPS
standards is admirable; however, without
context or definition, it tells the reader
nothing. It is better to prevent
deterioration, correct safety hazards or
educate additional visitors than to meet
standards.

18

6.

10.

Be  quantifiable, use  performance
measures, outputs and outcomes but don't
overload the Concise Description and
Justification field with too many numbers.
Walk the fine line.

Avoid jargon, abbreviations and acronyms.
Remember that it is important for the
reader to understand the prose. The
members of Congress are your eventual
audience—will they understand your
request as written?

Use the conditional "This request would"
rather than the simple future "This request
will." This is purely a convention, is
arbitrary and capricious, and is not subject
to debate.

Write clearly. A sentence should contain
no unnecessary words and a paragraph no
unnecessary sentences. Winston Churchill
once remarked, "l did not say: ‘Hostilities
will be engaged with the opposing forces
near the proximity of the coastal
perimeter’; the message was much more
effective as simply ‘we will fight them on
the beaches’."

Put yourself in the position of the person
reading the narrative. Would vyou
understand the issues being discussed if
you did not know anything about the park
or program? Can you tell what the money
would be used for? Is the increase really
clear, or does it beg more questions?
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