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NSF Assessment: Organizational Excellence

Introduction and Context

With the addition of Organizational Excellence (OE) to the NSF Strategic Plan for FY 2003-2008, NSF this year for the first time will assess whether it has demonstrated significant achievement toward this goal.  The framework for this assessment was presented at the March 31, 2004 meeting of the Advisory Committee for Business and Operations (AC/B&O).

NSF is seeking input from the AC/B&O for three of the four indicators used to determine significant achievement in OE:

· Human Capital,

· Technology-Enabled Business Processes, and

· Performance Assessment.

(The fourth OE indicator, Merit Review, will be assessed by the Advisory Committee for GPRA Performance Assessment.)

NSF’s assessment of its performance toward the three aforementioned OE indicators is presented in the attached document.  In reviewing the document, NSF encourages the AC/B&O to focus on two central questions:

1. Does the evidence presented support a determination that NSF has demonstrated significant achievement for the indicator?


2. Should any changes in approach or methodology be considered for future OE assessments?

The AC/B&O’s findings and conclusions will be presented to the AC/GPA for use in developing its report concerning NSF performance with respect to the indicators associated with each of NSF’s four strategic outcome goal: People, Ideas, Tools, and OE. The recommendations developed by the AC/GPA are used, along with other qualitative information and quantitative management results, to prepare NSF’s Performance and Accountability Report.
The Organizational Excellence Goal

Organizational Excellence: An agile, innovative organization that fulfills its mission through leadership in state-of the-art business practices

Excellence in managing NSF’s activities is an objective on par with the Foundation’s mission-oriented outcome goals.  NSF’s performance in the Organizational Excellence Strategic Outcome Goal is successful, for GPRA purposes, when significant achievement is demonstrated for the majority (at least three out of four) of the following performance indicators:

· Merit Review: Operate a credible, efficient merit review system. NSF’s merit review process is the keystone for award selection, through which NSF achieves its goals. All proposals for research and education projects are evaluated using two criteria: the intellectual merit of the proposed activity and its broader impacts.  Specifically addressed in these criteria are the creativity and originality of the idea, the development of human resources, and the potential impact on the research and education infrastructure. Ensuring a credible, efficient system requires constant attention and openness to change.

· Human Capital Management: Develop a diverse, capable, motivated staff that operates with efficiency and integrity.  NSF is dependent on the capability and integrity of its staff. Innovative methods of recruitment, development, retention and employee recognition are needed to meet future challenges. 

· Technology-Enabled Business Processes: Utilize and sustain broad access to new and emerging technologies for business application. NSF has moved aggressively to adopt new technologies in our business processes. NSF must sustain and further develop exemplary mechanisms to streamline business interactions, enhance organizational productivity, ensure accessibility to a broadened group of participants, and maintain financial integrity and internal controls.

· Performance Assessment Develop and use performance assessment tools and measures to provide an environment of continuous improvement in NSF’s intellectual investments as well as its management effectiveness. An organization that is dependent on public funds must be accountable to the public. The development and use of effective indicators of agency performance -- measuring NSF's ability to meet mission-oriented goals, its competent use of resources in the investment process, and its efficiency and effectiveness as a reliable partner to others -- are needed to better explain the agency's role to the public.

Human Capital Management: 
Develop a diverse, capable, motivated staff that operates with efficiency and integrity.

	Strategic Focus
	Elements of Assessment (detailed discussion attached)

	Diverse
	Diversity Initiatives

Diversity Statistics



	Capable
	NSF Academy:  Government-wide eTraining Initiative

	Motivated


	Performance Management System Improvements

Employee Recognition

Innovative Human Capital Studies within NSF



	Overall Human Capital Strategy
	Innovative Human Capital Studies within NSF

Development and Implementation of Human Capital Management Plan

eGovernment HR Initiatives




Technology Enabled Business Processes: 
Utilize and sustain broad access to new and emerging technologies for business applications.
	Strategic Focus
	Elements of Assessment (detailed discussion attached)

	Continued Leadership and Innovation in eGovernment
	President’s Quality Award for Management Excellence

Government-Wide Grants Management Initiatives

PMA Scorecard: eGovernment green



	Enabling Human Capital
	ePayroll Initiative



	World Class Secure Infrastructure


	FY 2003 Federal Information Security Management Act (FISMA) Compliance

“A-“ on House Government Reform IT Security Scorecard

Greater IT Security Awareness Throughout Foundation




Performance Assessment: 
Develop and use performance assessment tools and measures to provide an environment of continuous improvement in NSF’s intellectual investments as well as its management effectiveness.

	Strategic Focus
	Elements of Assessment (detailed discussion attached)

	Development and Use of Effective Indicators of Agency Performance
	High-level performance management process

Development of Measures for GPRA

PART Activities



	Competent Use of Resources in the Investment Process
	R&D Investment Criteria

Committees of Visitors

President’s Management Agenda



	Measuring NSF’s Ability to Meet Mission-Oriented Goals


	Advisory Committee for GPRA Performance Assessment
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	Human Capital Management

Objective: Develop a diverse, capable, motivated staff that operates with efficiency and integrity.

NSF has demonstrated significant achievement in developing a diverse, capable, motivated staff that operates with efficiency and integrity.  

	
Element
	Achievement



	Diversity Initiatives
	During the last year, NSF significantly revised its recruitment fair display and expanded its recruitment materials to “get individuals to the table” so that the agency can sell itself as an employer of choice. At the same time, we have significantly expanded our participation in job fairs and in professional association meetings by having attended or being scheduled to attend more than 14 events during this fiscal year, including: Society for Advancement of Chicano and Native Americans in Science (SACNAS) Conference; American Indian Science and Engineering Society (AISES) Annual Conference; U.S. Department of Labor Perspectives of Employment of Persons with Disabilities Conference; Society of Hispanic Professional Engineers (SHPE) Conference; and National Society of Black Engineers (NSBE) Conference.

Recruiting at each of the 14 events was a new venture for NSF in FY2004, having not actively participated in such conferences last fiscal year. In pursuing its diversity initiatives, the Division of Human Resource Management (HRM) and NSF Directorates and Offices have partnered with the SACNAS, SHPE, and NSBE to provide both science and engineering-specific information to potential candidates, as well as information concerning the benefits of employment with the Federal Government.  HRM also plays an extremely active role on NSF’s Diversity Committee working with Directorate representatives to promote the availability of special appointing authorities and to focus more attention on the special emphasis programs, such as Outstanding Scholar, Programs for Persons with Disabilities, Disabled Veterans Programs, NSF’s own Scholarship for Service Program, and the Student Educational Employment Program. Diversity Committee members have shared information on these programs with their Directorate staffs and more active involvement in such programs will be recommended in the Diversity Plan, which is discussed below.  

In addition to partnering with NSF Directorates and Offices, NSF has recently begun a dialogue with AISES in an effort to develop a summer internship program, which will allow NSF to provide work and learning opportunities for Native American college students during the summer months.  For this summer, the program is being run under the auspices of our Hispanic Association of Colleges and Universities (HACU) Internship Program and will be assessed at the end of the summer to determine its success.  Two Native American students were selected this year for participation in the summer internship program where they will work with mentors to achieve specific goals outlined in a work plan.   (continued)

	Diversity Initiatives (continued)
	NSF has also begun to work closely with the Department of Labor, Office of Disability Employment Policy and plans to participate in its upcoming Disability Mentoring Day scheduled for Wednesday, October 20, 2004.  NSF will designate one or more management officials who will agree to have disabled individuals shadow them for a day to obtain valuable insight into management perspectives.

Most recently, NSF has become a member of the Partnership for Public Service.  Participation in the quarterly meetings has provided a forum for HRM to meet with representatives from other Federal agencies and share information and experiences that are considered promising practices for implementation.  Many of these discussions have focused on useful strategies and challenges for targeting and attracting talented applicants from underrepresented groups.

NSF has an affirmative responsibility in its mission and strategic objectives to seek out and fund opportunities to increase minority and female interest in our continuing commitment to science and engineering research and education. NSF also funds numerous student programs that allow selectees to solidify their interest in science and engineering at colleges and universities, at science and technology centers, through other NSF-funded institutions, or with the Federal Government.  

While NSF has made significant progress on diversity, it continues to place overarching emphasis on improving its posture as an employer of choice for minorities and women, specifically in science, technology, engineering and mathematics fields. In that regard, during this fiscal year, NSF drafted a diversity plan framework that is currently being fleshed out into a formal document that will guide the Foundation’s efforts over the next 1-3 years. The plan will take a comprehensive look at how to improve NSF’s opportunities to reach out to and recruit from minority and female communities. Additionally NSF will comprehensively assess NSF’s workplace environment and career development opportunities to proactively implement programs related to retention and development of staff.

Additional evidence of NSF’s commitment to a diverse workforce rests in its employment during the current fiscal year of three new employees with a focus on diversity issues.  Within the Office of the Director, NSF created a position of Senior Advisor for Science and Engineering (S&E) Workforce. The incumbent will oversee all of NSF’s efforts to broaden participation in S&E careers and will serve as NSF’s principal liaison to minority-serving institutions. Within HRM, NSF hired a marketing and outreach specialist in both its Staffing and Classification Branch and its Executive and Visiting Personnel Branch. These individuals have already had a significant impact on NSF’s diversity endeavors, developing the outreach plan that resulted in NSF’s participation in the career fairs noted above, and developing a draft outreach plan for rotators that will result in more direct involvement with Directorates in recruitment initiatives and that will further professionalize our marketing and outreach materials.

	
Element
	Achievement



	Diversity Initiatives Statistics
	NSF increased its overall minority representation in the S&E category since May 2003 by 11 and increased our overall minority representation in the BO category by 15.  

In comparing the representation of non-minority males to the Civilian Labor Force (CLF), black males are above parity representing 20.7 percent of the BO workforce compared to a CLF of 8.7 percent. Hispanic males are above parity representing 2.0 percent of the NSF BO workforce compared to a CLF of 1.4 percent.  Asian American/Pacific Islander (AA/PI) males represent 4 percent of the NSF workforce compared to 1.4 percent of the CLF. NSF is also above parity in BO for females. Non-minority females represent 49 percent of the NSF BO workforce compared to a CLF of 35.1 percent. Black females represent 46 percent of the NSF BO workforce compared to a CLF of 15.5 percent. Hispanic females are slightly below parity at 1.43 percent of the NSF BO workforce compared to 1.8 percent CLF. AA/PI females represent 4.02 percent of the NSF BO workforce compared to 2 percent CLF.

In addition to NSF’s exceptional standing on minority and female workforce in both Science and Engineering and in Business Operations, during the past fiscal year NSF has also hired a number of minorities and females into SES or SES-equivalent IPA positions. Of the 16 such positions that were filled in the current fiscal year or for which effective dates are currently pending, NSF hired four minorities and seven women.  A significant cause of NSF’s success in such hires is the total commitment the Foundation has to seeking out highly qualified minority and female candidates for senior leadership positions.  Recruitment plans for senior positions must be submitted to the Deputy Director, NSF for review prior to SES/SES equivalent positions being announced.  These plans must clearly state the efforts that will be undertaken to reach underrepresented communities and active steps must be taken to solicit interest.  In addition, the Office of the Director and each Directorate often convene search committees to seek out potential candidates for senior positions from among broad-based interest groups.
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Element
	Achievement



	NSF Academy: Government-wide eTraining Initiative
	NSF actively supports the President’s Management Agenda initiative for eTraining, an initiative that promotes development of the workforce through simplified, one-stop access to high quality eTraining products and services.
  

· In January 2004, NSF transitioned to GoLearn, the government-wide web-based e-learning system.  More than 2,000 courses are now available to staff electronically for developmental purposes, including courseware in Executive Development, Management, Communication, Customer Service, Project Management, Information Technology, and Administrative functions.  Access is also available to eBooks which provides electronic reference materials supporting the courseware, a Resource Center which provides access to libraries around the world, an eMentoring service that allows online interaction with experienced, certified mentors operating within a virtual classroom and a Competency Management Center that provides employees, supervisors and managers with the tools necessary to help manage career development and assist in strategic development of human capital.


· Collaborative efforts are underway with OPM to acquire a Learning Management System (LMS), the key software and system necessary to manage and provide learning, performance support and career development opportunities for staff, and facilitate succession planning. The LMS will be consistent with and support the Human Capital Management Plan and recommendations stemming from the Business Analysis.  A Memorandum of Understanding with OPM will be signed shortly.  Once signed, the process of acquiring and implementing the LMS will commence, a process that is expected to take 18 months to complete.
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Element
	Achievement



	Performance Management System Improvements
	For the current appraisal period that began April 1, 2004, NSF is linking performance management plans for all employees to the NSF mission, strategic goals, and/or objectives.  The purpose of this linkage is to ensure that all performance requirements are directly tied to mission accomplishment and that employees maintain a clear line of sight between what they do and how it helps NSF achieve its objectives.  

	Employee Recognition
	NSF has a long history of recognizing employee achievement.  In recent years, the Deputy Director, NSF, has incrementally increased the monies available to recognize annual performance that, for this appraisal period, equated to 5 percent of General Workforce salaries.  The performance bonus program allows directorates to determine formulas that they believe most appropriately recognize performance and contributions.  Such flexibility allows directorates to tailor the program to best meet their needs. The performance bonus process is appreciated by employees and contributes to the overall view of NSF as an employer of choice.

In addition, NSF holds an annual Director’s Award ceremony that publicly recognizes individuals for specific, valuable contributions to the mission of the agency.  Selection as a Director’s Award recipient is highly prized and valued by employees.

In the first-ever organizational survey assessment across the Federal Government, National Science Foundation ranked second out of 28 Federal agencies as a “Best Place to Work.”  The analysis was a joint endeavor between two independent, non-profit organizations - Partnership for Public Service and Institute for the Study of Public Policy Implementation. This accomplishment has been widely recognized throughout the Federal community and has been featured in the national press.
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Element
	Achievement



	Innovative Studies on Human Capital Within NSF
	NSF has implemented two comprehensive studies of human capital issues within the Foundation. The first study is the eJacket Human Capital Pilot Study.  This study was initiated to recognize and begin to anticipate and address the way change (in this case, technological) impacts agency staff.  The study concentrates on how effectively change is communicated, the impact on workload that results from change, as well as the impact on competencies, performance expectations and morale.  Results from this study will be used to inform how NSF can better address the human capital impacts of change in the future.  In addition, NSF is implementing an Administrative Functions Study to determine how best to organize administrative positions in research organizations to reduce administrative burden on science and engineering positions and to provide enhanced learning opportunities for administrative staff.  The study will develop recommendations for senior management consideration on the future of such positions in the agency.  The concept and scope of both of these studies has received praise from the Office of Personnel Management, which is closely reviewing methodology and eventual results to use as possible best practices for other agencies.

	Development and Implementation of Human Capital Management Plan

	To ensure that the human capital needs of the agency were determined and addressed, NSF used a broad-based approach to develop its Human Capital Management Plan. Representatives from a variety of job families in all of NSF’s directorates and offices participated in identifying where the agency should focus its human capital initiatives in the next few years.  This approach assures that the “real” issues and concerns that impact the diversity, capabilities, performance and motivation of the staff are fully addressed.  The content of the plan is continuously assessed and adjustments are made to assure it reflects the “current” human capital needs of the organization.  In addition to developing a broad-based Human Capital Management Plan which outlines goals and action items that will be accomplished within the next 3-5 years, NSF has implemented a baseline competency model for all of its positions and has begun to use competencies in its recruitment, learning and performance management endeavors.  NSF has conducted a comprehensive workload analysis, the results of which can be used to assess the human capital implications of future business process scenarios.  The agency has created an HR accountability system and has begun tracking and sharing HR metrics with its Directorates and Offices.  
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	Achievement



	eGovernment HR Initiatives
	
 NSF is actively involved in all current eGovernment HR initiatives headed by the Office of Personnel Management.  Foremost among these is the transfer of its payroll and personnel to the Department of the Interior (DOI) in May 2004, as a result of a major government-wide initiative to standardize, consolidate, and integrate government-wide federal civilian payroll services and procedures.  NSF is also currently implementing the eClearance initiative that will automate the process for completion of background investigation forms.  NSF has implemented Recruitment One Stop establishing a direct link between its automated staffing system and OPM’s USAJOBS.  NSF is serving as one of 19 partner agencies on the Human Resource Line Of Business Task Force chaired by OPM, which has been tasked with transforming the current Federal Human Resource Information System environment into one that is modern, cost-effective, standardized and integrated with other management information systems and e-Gov initiatives across the entire Federal Government.  The task force has established a phased approach that will ultimately achieve the end state of certified, modernized and integrated Federal HRIS.  Through the introduction of its eRecruit system, NSF has lowered the amount of time it takes from receipt of request to announce to selection from 148 days (103 median) to 80 days (55 median).
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FY 2004 Assessment Methods and Results: Organizational Excellence Goal

	Technology Enabled Business Processes

Objective: Utilize and sustain broad access to new and emerging technologies for business applications.

A supporting objective for the Organizational Excellence Goal is to: Utilize and sustain broad access to new and emerging technologies for business application.  NSF has moved aggressively to adopt new technologies in our business processes.  NSF must sustain and further develop exemplary mechanisms to streamline business interactions, enhance organizational productivity, ensure accessibility to a broadened group of participants, and maintain financial integrity and internal controls.

(Source: Strategic Plan FY 2003 – FY 2008, Sept. 30, 2003)

NSF has demonstrated significant achievement in the use of new and emerging technologies for business applications.  Highlights of significant achievement are focused in two areas: eGovernment and IT Security.  External entities such as OMB, House Government Reform Committee and others have recognized NSF’s many important and visible accomplishments.



	
Element
	Achievement



	President's Quality Award for Management Excellence


	NSF was singled out for outstanding performance and results in the area of "Expanded Electronic Government.” In December 2003, the National Science Foundation received the President's Quality Award for Management Excellence for the Foundation's innovative electronic capabilities to solicit, receive, review, select, award, manage and report results on public research and education investments.  The award recognizes NSF's successful FastLane system, an interactive, real-time, web-based system used by over 200,000 scientists, educators, technology experts and administrators, to conduct NSF business over the Internet. In fiscal year 2003, more than 40,000 proposals (more than 99.9 percent of all proposals submitted to NSF), 190,000 peer-reviews, 25,000 progress reports, 15,000 cash requests, 10,000 post-award notifications and requests and 7,500 graduate research fellowship applications were submitted and processed using FastLane.




	[image: image7.wmf] 


Element
	Achievement



	Government-Wide Grants Management Initiatives


	NSF is a Grants.gov partner.  NSF has fully demonstrated its support for Grants.gov by providing financial and human resources; participating in all of the working groups responsible for planning and implementing Grants.gov; and leveraging NSF’s experience in electronic research administration. Grants.gov has made significant progress toward providing the grants community with one place to find and apply for grants. The “Find” feature was launched in February 2003 and NSF was among the first agencies to begin posting their funding opportunities.  NSF plans to integrate with the Grant.gov “Apply” feature in FY 2004-FY2005.  As part of this effort, NSF, along with the National Institutes of Health, the Department of Energy, and others, have defined a set of standard data elements and associated forms for Research and Related grants that are expected to be supported by Grants.gov. The development and delivery of this data set to Grants.Gov is an important accomplishment, as it will result in more consistent grant application information requirements that the research community and applicants must meet. Adoption of a government-wide standard research application will improve the quality and consistency of the information that will be part of the common "Apply" function.   

In March 2004, the Office of Management and Budget (OMB) formed a Grants Management Line of Business task force as part of its government-wide business consolidation efforts.  The National Science Foundation and the Department of Education were invited to be co-managing partners of this task force.  The vision of the task force is to implement a government-wide framework to effectively support end-to-end grants management activities that: promote citizen access, customer service, financial and technical stewardship; achieve agency missions; and ensure business efficiencies and economies of scale within varying business model’s identified market segments. NSF and the Department of Education, working with other Federal grants-making agency partners, will develop a business case for submission in the FY06 budget process, to implement a common solution and target architecture that will fulfill the task force vision.
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Element
	Achievement



	ePayroll Initiative


	The National Science Foundation transferred its payroll and personnel to the Department of the Interior (DOI) in May 2004.  This is a major government-wide initiative to standardize, consolidate, and integrate government-wide federal civilian payroll services and procedures with the goal of consolidating twenty-two federal payroll systems into four.  As a result of this initiative, NSF can better integrate payroll, human resources, and financial functions and will avoid the cost of maintaining agency-unique payroll and personnel processing applications.



	eGovernment Green on the President’s Management Agenda Scorecard


	NSF continues its leadership role in the Federal eGovernment initiatives that are directly relevant to NSF’s science and engineering research and education mission as well as the supporting initiatives that affect all Federal entities.  NSF is a partner on Grants.gov and plays a significant role in development of eGovernment initiatives.  In light of its contributions to eGov, at both the NSF-level and the government-wide level, NSF has maintained a green status on the President’s Management Agenda (PMA) scorecard for electronic government since FY 2002.  (Source E-Gov Act Report of Dec 15, 2003)
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	Achievement




	FY 2003 Federal Information Security Management Act (FISMA) Compliance


	Protecting NSF’s information resources remains a top management priority. NSF has established a strong and comprehensive security program that is consistent with government-wide guidance and patterned after industry best practices.  The success of NSF’s IT Security Program is reflected by the Office of Management and Budget’s (OMB) acceptance of the annual NSF Executive Summary of the FY2003 Federal Information Security Management Act (FISMA) Report.  NSF is required to assess its security posture annually in key areas.  Specific areas include an inventory of major applications and general support systems and ensuring they are certified and accredited. Eighteen of nineteen major applications and general support systems were certified and accredited in FY 2003. Certification and accreditation is a key metric for OMB and linked to future funding of IT and security investments. All major applications and general support systems have security integrated into their lifecycle, are assessed for level of risk, and have security plans and contingency plans that are tested during disaster recovery and continuity of operations exercises. NSF also maintains a strong plan of action and milestone process to track security weaknesses. 

As part of its FISMA review, the Office of Inspector General (OIG) made three recommendations in the following areas: certification and accreditation; the United States Antarctic Program (USAP) security program; and security policies and procedures. NSF concurred with the OIG recommendations. Through our strong and comprehensive security program, NSF proactively responded to the recommendations. New policies and procedures have been issued, major applications and general support systems are scheduled for certification and accreditation in a three-year cycle and USAP has strengthened its security program.  Security tasks and objectives are closely and aggressively tracked and monitored to meet target dates as NSF continues to assess and evaluate improvements that can be made to increase its overall security posture. NSF continues to report significant security statistics and progress on a quarterly basis as required by OMB.  




	
Element
	Achievement



	“A-” on House Government Reform IT Security Scorecard


	The House Committee on Government Reform Subcommittee on Technology, Information Policy, Intergovernmental Relation and the Census recognized and commended NSF’s significant progress on information security with an “A-” security scorecard grade for FY 2003. Strengths of the security program are based on an inventory of mission critical systems, strong incident identification and reporting procedures, and strong plans of action and milestones to eliminate security weaknesses.  NSF continues to focus on and improve security processes in these areas to further strengthen its security posture and protect its investments. The results of the House Committee on Government Reform IT Security Scorecard may be found at http://reform.house.gov/TIPRC/Hearings/EventSingle.aspx?EventID=652.



	Greater IT Security Awareness Training Throughout Foundation


	FY 2003 has been a year of greater information technology (IT) security awareness throughout the Foundation, from CIO briefings at executive meetings to direct communication with users.  Security is increasingly a function of business at NSF.  Security awareness is facilitated through disaster recovery and continuity of operations exercises, contingency plan testing, department newsletters, meetings and seminars, security policy bulletins, virus alert emails, and the annual agency-wide FISMA security review and Security Awareness Training.  In FY 2003 more than 1,700 or 96 percent of NSF staff and contractors completed IT security awareness training. 



	FY 2004 Assessment Methods and Results: Organizational Excellence Goal

	Performance Assessment

Objective: Develop and use performance assessment tools and measures to provide an environment of continuous improvement in NSF’s intellectual investments as well as its management effectiveness.
An organization that is dependent on public funds must be accountable to the public. The development and use of effective indicators of agency performance -- measuring NSF's ability to meet mission-oriented goals, its competent use of resources in the investment process, and its efficiency and effectiveness as a reliable partner to others -- are needed to better demonstrate the agency's role to the public.

NSF has demonstrated significant achievement in performance assessment as shown through the development and use of qualitative (e.g. external expert evaluation) and quantitative (e.g. OMB’s Program Assessment Rating Tool) evaluations.





I. Overview 

Performance assessments at NSF support strategically oriented investments to achieve long-term outcomes (Figure 1).  Performance measures related to organizational effectiveness assist in measuring the internal performance and processes that support the NSF Mission.  Historically, NSF has assessed the long-term outcomes from basic research and education through expert evaluations.  The Department of Energy has suggested a different approach for basic research evaluation by setting dates for making future major discoveries and setting milestones for reaching these discoveries.  However, the broad range of science and engineering covered by NSF, the critical and extensive use of merit review for selecting new awards, and the flexibility to respond to changing needs for expanding the frontier of science and engineering lends itself instead to external evaluation by experts and leaders in academia, industry and government to determine progress toward our long-term goals of People, Ideas, Tools and Organizational Excellence. This section discusses the various types of internal and external assessment tools used to measure NSF’s performance.



The performance management cycle at NSF covers stages that include development, collection, assessment, reporting and use of evaluations (see Figure 2).  NSF reports annually on its performance in the Foundation’s Performance and Accountability Report (PAR; Figure 3).  The latest report, dated November 17, 2003 and available at http://www.nsf.gov/pubs/2004/nsf0410/, details the Foundation’s performance against strategic and management goals.  Chapter 2 of the PAR provides over 120 pages of detailed performance results.   In addition to the PAR, a summary of the performance results appears in the Performance Highlights Brochure from January 2004 (www.nsf.gov/pubs/2004/nsf04011/).  

Government Performance and Results Act (GPRA)

NSF uses a combination of qualitative goals, evaluated with the assistance of external experts, and quantitative goals, determined primarily through NSF’s Enterprise Information System, when evaluating performance under the Government Performance and Results Act (GPRA).  Annual goals were divided into strategic goals and management goals, consistent with the old Strategic Plan (from FY 2000).  Yearly results for these two categories are shown in Table 1.


Table 1: Annual goal success rate from FY 1999 – 2003

For FY 2003 we met all of our strategic outcome goals and 10 out of 16 management goals. IBM Business Consulting Services, an independent contractor, verified and validated the performance information and data.

Strategic Outcome Goals: We were successful for the four annual outcome performance goals.  In addition to annual progress toward our Strategic outcome goals of People, Ideas and Tools, for FY 2003 there was another goal for the Math Science Partnerships program.  At the June 2003 AC/GPA meeting, the AC/GPA determined that there was "not enough information to make a judgment about significant achievement in 2003" for Math Science Partnership (MSP) awards.  This was understandable as MSP awards were less than a year old at the time of the AC/GPA meeting.   Before the end of FY 2003, NSF received annual reports from MSP grantees, completed an assessment, with the assistance of a third party contractor, Westat, of MSP strategic plans, and NSF analyzed the merit review results for the awarded MSP programs to obtain information on the ability of the MSP projects to achieve the goal indicators on awardee quality and infrastructure.  Based upon the additional evidence available after the June 2003 AC/GPA meeting, NSF determined MSP met the goal for FY 2003.   IBM Business Consulting validated that NSF "reached a reasonable conclusion that NSF achieved Goal III-IB [MSP Goal] based on the quality of the performance information and analyses of the MSP program results to date" in a chapter devoted to MSP (Chapter 9 of the FY 2003 NSF Performance Measurement Validation and Verification Report).  For FY 2004, Organizational Excellence will be evaluated as a strategic outcome goal, consistent with the Strategic Plan.

Management Goals: NSF was successful for 10 of our 16 goals (63%) in this area:

· Allocate at least 85% of basic and applied research funds to projects that undergo merit review (Goal IV-1).  NSF achieved 89%.

· Ensure that at least 70% of reviews with written comments address aspects of both generic review criteria (Goal IV-2).  NSF achieved 90%.
· Ensure that 95% of program announcements are available at least three months prior to proposal submission deadlines (Goal IV-4).  NSF achieved 99%.

· Process 70% of our proposals within six months of receipt (Goal IV-5). Seventy-seven percent of proposals to NSF were processed within six months of receipt.
· Increase our average annualized award size for research projects to $125,000 (Goal IV-6). NSF’s average annualized award size was $135,609.
· Continue to advance “e-business” by receiving through FastLane and processing electronically 90 percent of Principal Investigator award transfers (Goal IV-10). Greater than ninety-nine percent of Principal Investigator award transfers were processed electronically.
· Maintain and enhance the agency-wide security program to ensure adequate protection of NSF’s IT infrastructure and critical assets by having: a) 95% of major systems with approved security plans on file and b) 95% of major systems with documented certification and accreditation. (Goal IV-12).  Achieved.

· Ensure that diversity considerations are embedded in activities related to agency staffing of scientists and engineers through initiating development of a NSF S&E diversity plan (Goal IV-13).  Achieved.

· Align or develop competency-based curricula, through the NSF Academy, that provide cross-functional, work-based team learning opportunities through the initiation of development of new courses or revision of existing courses to address program management, leadership development, and technology and business process training (Goal IV-15).  Achieved.

· Develop competency-based, occupation classification alternatives that support the agency’s strategic business processes and capitalize on its technology enabled business systems through identification of workforce competencies for all current NSF job families and initiation of identification of competency-based, classification alternatives (Goal IV-16).  Achieved.

We were not successful for 6 of the 16 management goals (historical trends are shown in the Performance and Accountability Report):

· Ensuring that NSF Program Officers address both generic review criteria for at least 80% of award decisions (Goal IV-3). Program Officers commented on aspects of both merit review criteria for 53% of award decisions.   The underlying workload-related issues are under review as part of the NSF Business Analysis.
· Increasing the average duration of awards for research projects to at least three years (Goal IV-7). NSF’s average duration was 2.9 years. Sufficient resources were not available to achieve both the average annualized award size and the average duration goals.  The award size goal was the greater focus in FY 2003.   Success rates, however, continue to drop.
· For 90 percent of construction, acquisition and upgrade projects, keeping any negative cost and schedule variances to less than 10 percent of the approved project plan (Goal IV-8).  Eighty-eight percent of projects kept negative cost and schedule variances to less than 10 percent of the approved project plan.   NSF is continuing to strengthen facilities project management issues.

· For 90 percent of operational facilities, keep scheduled operating time lost to less than 10 percent (Goal IV-9).  Eighty-seven percent of facilities kept scheduled operating time lost to less than 10 percent.  NSF is continuing to strengthen facilities project management issues.

· Continuing to advance “e-business” by implementing Phase III of the Electronic Jacket application by implementation of the electronic capability for assigning proposal processing tasks, forwarding proposals to other programs as necessary, and delegating proposal action authority (Goal IV-11). Phase III was available for NSF staff use in November 2003, two months after the end of the fiscal year.
· Showing an increase over FY 2000 in the total number of appointments to NSF science and engineering positions from underrepresented groups (Goal IV-14).  NSF increased the number of appointments of women, 48 vs. 46, but the number of minorities, 25, appointed in FY 2003 was the same as FY 2000.  NSF is completing work on a staff diversity plan in FY 2004.
Program Assessment Rating Tool (PART)

The Office of Management and Budget (OMB) is using an assessment tool, known as the Program Assessment Rating Tool or PART, to evaluate program performance.  PART evaluates program performance in the areas of program purpose and design, strategic planning, program management and results.  NSF developed the PART evaluation schedule shown in Table 2 consistent with the investment categories and priority areas in the Strategic Plan.  

Results from the OMB evaluations for the FY 2005 NSF PART programs are available at http://www.whitehouse.gov/omb/budget/fy2005/pma/nsf.pdf.   Only 11% of the 399 programs evaluated across government received the highest rating of “Effective.”  All four NSF programs that were evaluated received the highest rating.


Table 2: PART evaluation schedule.  [Note that the fiscal year corresponds to the year the PART is developed for input to the budget process.  Therefore, the FY 2005 PART evaluations were initially performed two years earlier, in 2003.  NSF is currently working on development of the FY 2006 PART evaluations.]

III. Competent Use of Resources in the Investment Process

R&D Investment Criteria

The Office of Science and Technology Policy (OSTP) and OMB memo from May 2002 regarding FY 2004 R&D priorities (http://www.ostp.gov/html/ombguidmemo.pdf) contained a section on the R&D Investment Criteria.  Consisting of Quality, Relevance and Performance, the criteria are meant to be useful in informing decision makers. They ensure that R&D managers can show the extent to which their programs justify how funds are allocated, why the investments are important and how well they are performing.


The Committee of Visitors (COV) process at NSF is an example for the Quality criterion in the OSTP/OMB memo.   Of course, NSF’s strong merit review system is a critical piece for ensuring quality in addition to relevance and performance.  In addition to continuous program planning and performance activities, NSF has taken the following recent steps that exhibit portions of the R&D Investment Criteria:

· Submitted FY 2005 Budget Request to Congress, incorporating PART and R&D Criteria to justify the request

· Provided access to quality, relevance and performance information to the Advisory Committee for GPRA Performance Assessment for 2003 and 2004

· Initiated PART process for FY 2006 budget cycle.

· Incorporated PART and financial information into quarterly performance reports presented to senior agency management. 

· Added Organizational Excellence, defined as providing an agile, innovative organization that fulfills its mission through leadership in state-of-the-art business practices, as an issue for review by external COVs

· Improved processing of proposals including reduced dwell time for FY03 and new capability for all-electronic processing of declined proposals.

· Goals and strategies in the new 2003-2008 Strategic Plan reflect the investment criteria

Committees of Visitors (COV)

NSF has a long history of performing internal and external assessments.  For over 25 years, COV reviews have provided NSF with external expert judgments assessing the quality and integrity of program operations and program-level technical and managerial matters pertaining to proposal decisions.  COVs also  provide comments on how the outputs and outcomes generated by awardees have contributed to NSF's mission and strategic outcome goals.   Approximately one-third of the Foundation’s programs are assessed each year through the COV process.  The COV schedule is reported in Appendix 6 of the Foundation’s Performance and Accountability Report while individual COV reports are now easily accessible through the Internet (http://www.nsf.gov/od/gpra/COV/start.htm).

President’s Management Agenda (PMA)

The President’s Management Agenda (PMA) contains five government-wide and nine agency-specific goals for improving management and results.  The government-wide initiatives consist of Strategic Management of Human Capital, Competitive Sourcing, Improved Financial Management, Expanded Electronic Government and Budget Performance Integration.   Agencies are rated (see Figure 4) on status and progress in each of these areas using red, yellow and green lights.  The R&D Investment Criteria are also rated in the PMA although aggregated at the government-wide level.  NSF has consistently scored the highest of all agencies in status for Financial Management and E-Government.  Human Capital and Budget Performance Integration have also shown improvements this year in both status and progress. 

IV. Measuring NSF’s Ability to Meet Mission-Oriented Goals

The National Science Foundation’s Advisory Committee for GPRA Performance Assessment (AC/GPA) was established in June 2002 to provide advice and recommendations to the NSF Director regarding the Foundation’s performance under the Government Performance and Results Act (GPRA) of 1993.  The Committee of 20-25 scientists, engineers and educators review NSF’s broad portfolio in their analysis of annual progress toward NSF’s four strategic outcome goals of People, Ideas, Tools, and Organizational Excellence. 

Indicators are used by the Foundation to assess annual progress toward attainment of its long-term outcome goals.  For each outcome goal, NSF judges itself successful when, in the aggregate, results reported demonstrate significant achievement for the majority of associated indicators.  The AC/GPA’s assessment of whether NSF has demonstrated significant achievement with respect to individual performance indicators is based on the collective experience and expertise of the Committee using input from “nuggets” (exemplary outcomes from NSF-funded research), COV reports, PI project reports and input from NSF and the Business and Operations Advisory Committee regarding Organizational Excellence activities.  After its meetings, the AC/GPA provides NSF with a report assessing NSF performance with respect to the indicators associated with each annual performance goal. The recommendations developed by the AC/GPA are used, along with other qualitative information and quantitative management results, to prepare NSF’s Performance and Accountability Report.


V. Conclusion

Based upon the range of performance assessment activities at NSF, the Foundation has demonstrated significant achievement of the Performance Assessment indicator under Organizational Excellence. 
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Figure 1: NSF Investment Model (NSF Strategic Plan FY 2003-2008)
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Figure 2: High Level Performance Management Process
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Performance Management life cycle begins with planning and continues through the use of performance information





NSF develops a 5-year Strategic Plan that is revised every 3 years


National Science Board (NSB) approves NSF Strategic Plan


GPRA Internal Implementation Council (GIIC) develops NSF Annual Performance Plan


GIIC and Senior Management Integration Group (SMIG) review NSF’s Annual Performance Plan (integrated with the budget)


Office of the Director and NSB reviews and approves performance budget
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Office of the Director provides guidance on use of results for future planning


Directorates develop priorities for the next budget cycle


BFA facilitates long-range planning


OMB and NSF uses the PART to inform budget decisions





NSF develops and consolidates Performance and Accountability Report (PAR) information, which includes both  financial and performance reports


SMIG quarterly reviews NSF progress against performance goals


NSF submits PAR to OMB


OMB reports quarterly on NSF’s progress on the PMA


OMB reports annually on PART results





Advisory Committee for GPRA Performance Assessment (AC/GPA) assesses strategic outcome goals


Advisory Committees conduct reviews of the Directorate activities twice a year


COVs review NSF programs over a three year cycle


An independent contractor performs a verification and validation (V&V) of NSF’s processes for collecting performance information


PART programs and President’s Management Agenda (PMA) progress are assessed by NSF & OMB





For NSF’s performance goals, NSF collects information from internal data systems, external experts (ACs, COVs), and PIs (Facilities)


NSF consolidates and aggregates operational performance information through the Enterprise Information System (EIS)


GIIC sends data calls for the collection and submission of “nuggets” to the Directorates for assessment by the ACGPA


NSF collects information for PART  assessments
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Figure 3: Performance and Accountability Report
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�R&D Investment Criteria


Quality: R&D programs must justify how funds will be allocated to ensure quality R&D. Programs allocating funds through means other than a competitive, merit-based process must justify these exceptions and document how quality is maintained.


Relevance: R&D programs must be able to articulate why this investment is important, relevant, and appropriate. Programs must have well-conceived plans that identify program goals and priorities and identify linkages to national and 'customer' needs


Performance: R&D programs must have the plans and management processes in place to monitor and document how well this investment is performing. Program managers must define appropriate outcome measures and milestones that can be used to track progress towards goals, and assess whether funding should be enhanced or redirected.








Figure 4: Executive Branch Scorecard for March 31, 2004
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II. Development and Use of Effective Indicators of Agency Performance
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