Issue Paper
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25 June 2004

Subject:  Integrating the Regional Regulatory Reform Interagency Team with the Regional Dredging Team (RDT).  To include the Executive Level and Senior Regional Operational Management Tiers.

Background:  The National Dredging Team (NDT) was formed in 1995 by charter signed by 6 Federal Agencies: U.S. Army Corps of Engineers; U.S. Environmental Protection Agency; National Marine Fisheries Service (NOAA Fisheries); U.S. Fish and Wildlife Service; U.S. Department of Transportation (MARAD)
.  Each agency formulated individual regulations implementing the NDT and calling for formation of Regional Dredging Teams (RDT).  The Northwest RDT Charter was signed by the federal agencies on 9 July 2003.  The RDT will facilitate communication, coordination, and resolution of sediment issues among the participating Federal agencies, and will serve as a form for promoting the implementation of the recommendations in the report to the Secretary of Transportation. 

Organization:  Figure 1 is the RDT Charter organization.  The NW RDT is structured as three tiers with different roles and responsibilities.  Local teams (tier 1), where project-level work would occur, are organized along Corps district boundaries. Each agency’s Regional Director performs the executive decison function for final agency priorities, approvals or problem resolution (Tier 3).  The Operational Management committee (Tier 2) consists of Regional Senior level management or staff (agency dependent) to oversee regional coordination of technical and policy development, review and insure regional consistency, and manage individual agency resources to implement priority work directed by the Executive Steering committee.  

Associated with the RDT is the Regional Sediment Evaluation Team (RSET) a standing interagency team of sediment experts and managers.  Figures 2 and 3 illustrate the function and organization of RSET.  RSET is a RDT-sponsored activity that will:

· Develop sediment evaluation procedures for the region;

· Issue procedures as NW Regional Sediment Evaluation Framework (SEF)

· Describe process and policy for regulatory issues and how sediment evaluations are incorporated;

· Revise the SEF as new science develops;

· Provide an interagency technical body for review and advise on sediment issues to the RDT tiers (especially the Executive Steering committee); 

· Maintain and support regional sediment data base; and

· Notify the RDT Executives of developing sediment issues/problems.

Problem Discussion:  Formation of Tiers 1 and 3 have been accomplished.  Formation of Tier 2 has lagged.  Existing models for regional dredged material management (e.g., PSDDA/DMMP) demonstrate that once developed and implemented, policy and technical conflicts are reduced and significant savings to project/permit processing are realized.  The RSET task is still in a development mode and can be expected to generate many policy challenges requiring resolution.  Particularly as the RSET task proceeds in the next 18 months, policy resolution and resource management must occur.  (Estimated Tier 2 workload burden of 8 person-days per month per agency between September 2004 and adoption of a collaborative SEF in late 2006.)  

The RDT Charter expected that each member agency would provide a Tier 2 representative.  The option left to the individual agency was whether their Tier 2 representative (1) would act as a liaison to coordinate within their agency and collaborate with other Tier 2 members for issue resolution, or (2) would have delegated decision-making authority for issue resolution and resource committment.  An immediate policy decision need is:  the necessity of and/or scope of NEPA coverage for the new regional Sediment Evaluation Framework.  Several other issues both technical and policy related are currently being debated by various sub-committees within RSET, some of those will require resolution prior to the framework being finalized.  Absent formation of the Tier 2 group, the RDT executive team will need to handle these actions.  

Recommendations:  

(1)  As technical and policy issues pertain to and will be implemented for both Civil Works and Regulatory projects of the Corps and for EPA and state-lead remedial projects, and routinely involve ESA consultation, it seems the two functions of the RDT/ RSET and Regulatory Reform Workgroup should be combined.  Additionally, 4 out of 5 of the federal agencies are the same (as are some of the personnel) for both the RDT/ RSET and Regulatory Reform Workgroup, it is proposed that the Tier 3 (Executive Steering) and Tier 2 (Operation Management) groups be combined.  Meetings would be held jointly as often as feasible to facilitate issues in common and for efficiencies of time for the region.  This would minimize the number of Executive Steering meetings.  

(2)  Identify Tier 2 representatives as “liaisons”, responsible for internal coordination of issues within its agency organization and culture.  Representatives, although senior level, would not be expected to be the decision maker.  As liaison representatives the Tier 2 team member would recommend and brief their regional executive prior to discussion and resolution at the Tier 3 level when the Tier 2 team is unable to reach concensus.  They would be responsible to report their Agency’s position to the Tier 2 committee or recommend elevation to the Executive Steering committee.  Representatives would be expected to brief their Executive on the Operational Management Committee activities and report back to other Agency members on resource priorities and Agency allocations for RDT activities and priorities.  

Other Alternatives:    

1. Make separate Tier 2 groups of the Regulatory Reform Group and RDT working separately.  The RDT executives would identify Tier 2 representatives.  Each agency still must decide whether their representative would perform a liaison or decision role.  It would also require that the RDT executives would have additional meetings, unless they could be scheduled back to back with the Regulatory Reform or other Group.

2. Direct RSET to form their own separate policy group to coordinate with the RDT Tier 2 and/or Tier 3 committees.  This new group would schedule their own meetings as necessary with the RDT teams.  This duplicates process.  This option also will increase the number of meetings for RDT executives.

3. Eliminate Tier 2 level and utilize the Executive Team directly for policy development and approvals (top down direction).  Corps and EPA are committed to developing and implementing regional communication and business practices.  The Co-facilitators designated by Corps and EPA would function as go-betweens for all RDT Executive discussions and decisions.  This would potentially reduce the staff and management workload for the other RDT members.  However it also eliminates valuable collaboration and communication between member agency managers.  Additionally, there is no obvious responsible group to allocate resources to accomplish regional priorities.  
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Figure 1:   Tiered NW Regional Dredging Team
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Figure 2:  Regional Sediment Evaluation Team’s (RSET) Organization 
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Figure 3:  Interactions of RSET with RDT

� EMBED OrgPlusWOPX.4  ���





� EMBED Unknown  ���





� EMBED Unknown  ���








� The NDT was formed based on a 1994 Report to Congress:  The Dredging Process in the United States: An Action Plan for Improvement.  RDTs have been or are still being organized in other regions. 
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