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From: Commandant of the Marine Corps
To: Distribution List

Subj: LETTER OF INSTRUCTION (LOI) FOR NONAPPROPRIATED FUND (NAF)
WORKFORCE SHAPING

Ref: (a) Marine Requirements Qversight Council Decision
Memorandum 08-2014
{b) Marine Corps Community Services (MCCS} Board of
Directors (BOD) Meeting of 23 September 2014

Encl: (1) Workforce Shaping Data Sheet

1. Situation. The NAF Business and Support Services Division, (MR)
and the Marine and Family Programs Division, (MF)} are directing
workforce shaping requirements driven by multiple efforts; e.g., MR
transformation initiatives, baseline funding reductions, and the
programmatic shift from a wartime model to a more traditional footing
that will affect the MCCS NAF workforce across the Marine Corps.
Reference (a) expanded the MR initial transformation effort to
encompass the full portfolio of programs and support functions in
order to equitably provide valued NAF business programs and support
services to our Marines and their families and to realize full
efficiency savings. Additionally, Program Objective Memorandum 2015
(POM-15) resulted in an appropriated fund (APF) reduction to the
Marine and family programs that fall under the purview of MF, and the
subsequent establishment of core service levels.

2. Mission. To align our resources with greater efficiency,
employing best practices in order to continue to adapt and excel in an
increasingly restrictive fiscal environment, while enhancing our
overall capability to meet required MCCS core staffing levels, and
ensure that we keep faith with our Marines, their families and our
employees.

3. Execution

a. Commander’s Intent and Concept of Operations

(1) Commander'’'s Intent. To provide guidance that will assist
in effectively balancing our human resources and in reassigning or
outplacing affected employees within or out of Marine Corps NAF
employment.
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{(2) Concept of Operations.

(a) The following workforce shaping principles will be
followed:

1. Maximize natural attrition employing selective
hiring freezes and voluntary separation authorities, if appropriate.

2. Minimize Business Based Actions (BBAs).

3. Coordinate all MCCS workforce shaping plans with
CMC (MRG) and installation NAF HR offices.

4. Minor Position Description changes do not require
recruitment or reassignment actions if qualified employees are in the
position locally.

5. Competitive recruitment is the preferred option
when scope increase impacts existing duties.

6. Reassignments will be considered to fill
current staff into billets, if qualified.

7. Review of the position descriptions of employees
who will no longer perform duties associated with the program
concerned will be required. Position reclassification, reassignments
or BBAs may result to address any increase/decrease in duties.

(b) BBAs will be coordinated with CMC (MRG@). BBAs

include:
1. Reduction in pay rate
2. Changes to lower grade or pay-band level
3. Change from regular full-time to regular part-time

work schedule

4. Change from regular to flexible employment
category

5. Separation

{c) Retention incentives may be offered to employees whose
service/and or qualifications are required, to retain the employee in
his/her current position. Retention incentives may not exceed 25% of
the employees’ basic rate of pay for individual employee; or 10% of
the employees’ basic rate of pay for a group or category of employees.
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(d) Voluntary Separation Incentive Pay (VSIP} may be
offered to eligible employees to retire or resign voluntarily to
reshape and reduce the workforce and to reduce the need for
involuntary separation by BBA.

(e) Provide outplacement resources to employees in person
or in a group setting to include but not limited to:

On-line resources

|~

2. Local resources available through the Family
Member Employment Assistance Program (FMEAP) and/or the Transition
Readiness Program on a space available basis. NAF employees are not
eligible to participate in the five-day Transition Readiness Seminar.

3. NAF Employee Assistance Program (EAP)

4. Career/job fairs
5. Resume writing and interviewing workshops
6. Personality, Behavior and/or Career assessments

b. Subordinate Element Missions

(1} Human Resources Branch, CMC (MRG), will:

(a) Define, collect, analyze, and maintain manpower data
and data elements.

(b) Monitor the review and reclassification, if required,
of positions that will no longer perform duties associated with the
program concerned and the financial impact to the program, if any.

(c) Provide status updates to commanders, MCCS Directors,
MCCS HR Directors, the MCCS Budget Oversight Committee and the MCCS
Board of Directors on the implementation of workforce shaping plans,
if required and as appropriate.

(2} MCICOM. Commanding Generals will ensure that
installations conform to this guidance and advise Operational Force
Commanders about installation plans and actions.

(3} Regiocnal/Installation Commanders. Regional/installation
commanders will ensure regional and installation MCCS Directors
conform to this guidance.
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(4) MCCS Directors will:

(a) Ensure installation NAF HR Directors conform to this
guidance.

(b) Work closely with the NAF Human Resources Office to
ensure that local unions are notified of staffing changes and given an
opportunity to bargain impact and implementation when bargaining unit
employees (BUEs) will be impacted. No BUE will be impacted until all
bargaining is complete.

(5) MCCS Directors/Installation NAF Human Resources Directors

will:

{a) Provide general and specific notice to local unions
regarding implementation of workforce shaping plans.

(b} Seek guidance from the MCCS Labor Relations
Specialist, Manpower Plans and Policy Division, Civilian Workforce
Management Branch, Labor and Employee Relations Section, CMC (MPC-40),
703-432-9429, if a union demand to bargain is received.

(¢} Ensure that unions are invited to be part of lower
level planning groups if BUEs will be impacted by any changes to
working conditions.

(d) Ensure that unions are notified of all formal meetings
with employees and given the opportunity to participate in such
meetings.

(e) Ensure that unions are notified and are invited to be
members of any local sub-management working groups that may be
established to assist in planning, deciding, and/or implementing
future state staffing changes.

(£) Use the enclosure to provide quarterly status updates
to the Human Resources Branch, CMC (MRG), on workforce shaping tools
necessary to meet required staff reductions. A separate spreadsheet
must be used for each functicn.

4. Administration and Logistics. This LOI remains in effect until
the recommended transformation and budget related changes are fully
implemented. Forward any recommended changes to this document to CMC
(MRG) .

5. Command and Signal

a. Command. This LOI is applicable to those commanders and staff
responsible for MCCS NAF employees.
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b. Signal. This LOI is effective on the date signed.
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