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INFORMATION
MEMORANDUM FOR THE SECRETARY

FROM: Conrad C. Lautenbacher, Jr.
Vice Admiral, U.S. Navy (Ret.)

SUBJECT: Program Review Recommendations

I. SUMMARY: This memorandum transmits the results of the recently completed NOAA
internal program review (Attachment 2), along with my proposed recommendations for follow-
up actions on the 68 recommendations (Attachment 1). Implementation of this effort will begin
to position NOAA to meet the critical resource and environmental management challenges that
this Nation will face in the 21* century. It is intended to unlock the full potential of this talented
organization by providing an improved management structure and new strategic management
processes. These actions will improve integration across our line offices, increase efficiency,
provide more management visibility, promote increased responsiveness to customer needs, and
be totally supportive of the President’s Management Initiatives. I also want to stress that
implementation of this report is but the proverbial “first step in the journey of a thousand miles.”
Many actions taken as a result of this review will be ongoing and the concept of continuous
improvement will be our guiding principle. I am very proud of the entire NOAA team for the
hard work, insight and innovation demonstrated in the completion of this comprehensive review
under very challenging time lines.

II. DISCUSSION: As you recall, on February 1, 2002, I invited every NOAA employee, from
bottom to top, to consider the following three critical questions and provide responses as they
desired:

1) Is the NOAA organization aligned with its current missions and future missions? If not,
what are your recommendations for change, near term and/or long term?

2) Are there significant imbalances in resources versus requirements? If so, what are your
recommendations for change, near term and/or long term?

3) Are we being as efficient as possible in meeting our current and future mission tasking?

If not, what are your recommendations for change near and/or long term?

A Program Review Team (PRT), comprised of 16 representatives of NOAA line and staff
offices, and supported by a capable and hard working internal staff, deliberated and made
recommendations to address all responses. The PRT members had an average of 17 years of
experience working in NOAA and provided valuable perspective and input to the process.
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On May 22, 2002, the PRT delivered the NOAA Program Review report, which I then reviewed
in concert with the NOAA Executive Council. I either accepted all recommendations as written
or modified as appropriate. Because the PRT had only three months to deliberate, I have, in
some cases, requested additional study to provide greater detail before making a final
recommendation. Many of the recommendations can be implemented at the NOAA level and I
request your support to move ahead on these internal recommendations as quickly as possible,
after meeting my labor relations obligations with our unions. A limited number of proposals will
require the concurrence of the Department, OMB and/or Congress, and I am eager to brief you
on these proposals and gain support for their eventual implementation. I very much appreciate
the support of the Department in allowing us the time necessary to complete this essential effort
for the future of NOAA. Iam also greatly indebted to Scott Gudes as well as the PRT and the
entire NOAA team for their professional conduct in completing this landmark review.

Attachments
cc: Samuel Bodman

Otto J. Wolff
Ted Kassinger



Attachment 1

RECOMMENDATIONS FOR A FUTURE NOAA

NOAA’s Current and Future Mission

1.

I concur with the Program Review Team (PRT) recommendation that the National
Oceanic and Atmospheric Administration (NOAA) maintain an accurate, detailed
inventory of all NOAA legislation and mandates. An initial inventory of such
legislation and mandates, including those things NOAA “shall”or “is authorized” to
do, was drafted for the PRT by the Office of General Counsel (OGC) (see Appendix
1-2 of the attached PRT Report).

I concur with the PRT recommendation that an analysis of NOAA legislation and
mandates, including a comparison between the inventory and NOAA’s list of core
missions, will provide NOAA leadership with a solid basis for critical mission
assessment and evaluation, providing key elements for the proposed NOAA
Strategic Management Process (see Chapter 2, section A of the attached PRT
Report). I recommend that the study be conducted by the OGC and the Deputy
Assistant Secretary (DAS) for Oceans and Atmosphere and be completed no later
than July 15, 2002.

I concur with the PRT recommendation that NOAA build on our current programs
and talents to remain the premier oceanic and atmospheric science, service and
stewardship agency for America. NOAA will carry out these missions innovatively
in partnership with other nations, other federal, state and local agencies, the private
sector and academia. The draft future mission statement, as modified below, will
serve as the starting point for the NOAA Strategic Management Process, as detailed
in recommendation #4.

A. Environmental Analysis and Prediction - NOAA will build on our core
competencies in environmental assessment and prediction to develop an
integrated environmental analysis and forecasting system. NOAA will
translate atmospheric, climate, ocean and hydrology data and forecasts and
analysis into information supporting public safety, assessing ecological,
human and environmental health and promoting economic growth.

B. Environmental Management - NOAA will build on our core competencies in
environmental stewardship to understand, value, conserve and manage
natural systems. NOAA will implement ecosystem-based management and
recover and protect habitats and species, with an emphasis on maintaining
biological communities and ecological services.



C. Global to Local Interdisciplinary Observing System - NOAA will build on
our core competencies in environmental observations to develop the required
global to local interdisciplinary observing system to deliver products and
services to the Nation. NOAA will define requirements, standards, and data
management strategies, validate and integrate observations and models,
foster national and international partnerships and provide access to diverse
data sets on demand.

D. Scientific Excellence - NOAA will build on our core competencies in science
to provide the understanding necessary to underpin our environmental
analysis, prediction, and management capability. NOAA will continue to
invest in science to ensure a vibrant basis for new products and services
required by the Nation.

E. Integrated Services - NOAA will build on our core competencies in
integrated services and information to contribute to efficient, economical and
environmentally sound decision making. NOAA will provide these services
for a wide spectrum of national needs, including public safety,
transportation, energy, and homeland security, on land, in the air and space,
and at sea.

F. Ocean Discovery - NOAA will build on our core competencies in undersea
technology to explore and characterize the ocean depths to guide the
sustainable use of marine resources and the environment.

G. Environmental Literacy - NOAA will build on our core environmental
competencies to establish and sustain an environmental literacy program to
educate present and future generations to improve the public’s response to
natural hazards, to aid state and local management of marine resources, and
to help the public adapt, respond, and mitigate environmental change.

I concur with the PRT recommendation that NOAA refine our core missions and
develop future mission statements based on the draft core and future missions.
Future missions should be vetted with NOAA’s constituents, partners, and
stakeholders. Both core and future missions should be used as part of the new
NOAA Strategic Management Process (see Chapter 2, section A of the attached
PRT Report), including development of the new NOAA strategic plan.

I concur with the PRT recommendation on the need for a future NOAA structure to
align with future missions. Because structure is a critical question, I am tasking a
cross-line team, led by the DAS for Oceans and Atmosphere, to further assess
options and report back to me in 3 months with detailed proposals, including a
preferred option and a plan to achieve that option.



10.

I concur with the PRT recommendation that NOAA immediately embark on
developing a new strategic plan for the five year period 2003 - 2008. I have assigned
this responsibility to the DAS for Oceans and Atmosphere. The new strategic plan
should:

A. Be succinct and easy to read.

B. Be available on-line and include “multi-media” formats.

C. Include a flexible, “rolling horizon,” as opposed to having a limited five year
span.

D. Reflect the external and internal environment, including trends, the

economy, political realities, mandates and forecasts.

I concur with the PRT recommendation that the NOAA Executive Council (NEC)
annually establish clear priorities for program implementation as a step in an
established programming process.

I concur with the PRT recommendation that NOAA improve development of
performance measures, including outcome-based measures closely tied to agency
missions, and mechanisms for gauging program success (based on formal customer
feedback). I also recommend that NOAA-wide performance measures be included
in this effort.

I concur with the PRT recommendation that NOAA follow criteria for interagency
and reimbursable agreements with modifications. Assistant Administrators (AAs)
should ensure agreements:

A. Support NOAA core missions and requirements.

B. Produce a product, service or research results that will contribute to
NOAA’s mission.

Take into account private sector capabilities.

Leverage the capabilities of other agencies.

Represent the best use of NOAA office/laboratory personnel and facilities.
Limit use of full time equivalents (FTEs) for reimbursable agreements.

mEP0

I concur with the PRT recommendation that NOAA also adopt other reforms to
improve cross-agency relationships, with modifications:

A. NOAA coordinators should be identified to serve as designated focal points
for each agency (national and international) with which NOAA has
agreements.

B. Reviews of significant interagency agreements and activities for relevancy
and adequacy should be conducted by NOAA management on a biennial
basis.



Building a Corporate NOAA

11.

12.

13.

14.

I concur with the PRT recommendation that NOAA institute a strategic
management process, as illustrated in Figure 2.1 of the attached PRT Report.

I concur with the PRT recommendation for an improved business process for
corporate decision-making utilizing the NEC, NOAA Executive Panel (NEP), and
other standing and new committees. Committees will follow standard operating
procedures and be linked to the appropriate parts of the overall strategic
management process. I have asked the NEP to prepare and submit a list of
committees, draft charters and operating procedures within 4 months.

I concur with the PRT recommendation, with modification, to use the Chief
Information Officer (CIO) model as a “best practice” for the new corporate
NEC/Committee process. This model allows for centralized and standardized
policies, with decentralized execution. I further concur with managing
International Affairs using the CI1O model to ensure a NOAA corporate approach.
(see Attachment 1, Appendix 2-4 of the attached PRT Report).

I concur with the PRT recommendation to use formal tools and measures for
accountability and performance based management, where appropriate. I will task
the Office of Finance and Administration (OFA) to develop a plan for NOAA-wide
implementation, including:

A. Continue and strengthen development of NOAA-wide performance
measures.

B. Provide manager training for evaluating employees.

C. Establish performance measures for product lines and cross-cuts, with a
review by at least two managers for matrix management programs.

D. Establish standards for program cross-cuts and write such standards into
individual employee performance plans.

E. Use the “balanced scorecard” model, which includes customer and employee
input, as well as performance measures.

F. Tie performance measures to budget and/or performance evaluations in
order that high performers are rewarded and poor performers are managed
appropriately.

G. Use past organizational performance as a factor in planning future
investments.

H. Use an independent group to design and administer an annual internal
customer/supplier satisfaction survey.

I. Continue and strengthen the review of NOAA science programs by the

Science Advisory Board and/or other outside groups.



15.

16.

17.

18.

19.

20.

J. Explore performance-based tools, such as the Capability Maturity Model
(see Appendix 2-4 of the attached PRT Report) in areas outside of
Information Technology.

K. Where performance goals are not met, ensure that responsible officials
develop a corrective action plan.

L Use performance-based contracts, where feasible.

M. Endorse activity-based costing as a tool to be used for performance based
budgeting.

I concur with the PRT recommendation that NOAA separate program planning and
budgeting (moving from a parallel process to a sequential one).

I concur with the PRT that strategic planning, requirements process, program
planning, budgeting, and program evaluation are interrelated and must be
sequenced and integrated. Appendix 2-2 of the attached PRT Report reflects a
notional model of the overall process. I have assigned responsibility for the overall
process to the DAS for Oceans and Atmosphere, in coordination with OFA.

I concur with the PRT recommendation to further refine each process and link
master schedules, protocols, and operating agreements for all parts of the system.
Expected deliverables include a NOAA Strategic Management Process description
and a NOAA Business Operations Manual. Producing the first draft of the process
and operating manual is the responsibility of OFA and should be completed by July
15, 2002.

I concur with the PRT recommendation that NOAA Line and Staff Offices should
adopt cycle time standards for allocation of financial resources, establishing five
business days as the target, following program increase allocations from the NOAA
Budget Office. This target could be met by preparing draft spending plans based on
Congressional conference committee marks and should be included in NOAA-wide
performance measures (see Appendix 2-5 of the attached PRT Report for resource
allocation cycle times).

I concur with the PRT recommendation for a study of an end-to-end automated
solution for resource allocation (providing for a transfer from the NOAA Budget
Office to Financial Management Centers in “one push of the button.”). I will assign
this responsibility to OFA and expect the study to be completed by September 2002.

In order to move towards the future NOAA organizational structure (see Chapter 1,
Figure 1.1 of the attached PRT Report):

A. I do not endorse the PRT recommendation to formally restructure the entire
NOAA budget along cross-cutting strategic themes at this time. The budget



will remain in the current form that can be presented either by function or
program.

B. I concur with formalizing matrix management with dual reporting and
funding to the cross-cutting themes. I envision a process that would develop,
manage and assign accountability for budgets along matrix management
themes.

I concur with the PRT recommendation to utilize formal matrix management as a
corporate business practice and standard protocol, in accordance with the following
guidelines listed below. Matrix management is intended only for significant
programs that cross line offices and I will direct the NEP to develop criteria for
determining program eligibility, including a minimum program funding level,
within 3 months.

A. The PRT sees the need for formal agreements between line offices in “doing
business together.”
B. There is a key difference between programs and themes. This model applies

to programs. For this discussion, programs have clear deliverables with
performance measures, with the matrix involving multiple line offices.

C. Funding will go to a program manager who will be responsible for
management of resources in order to meet objectives. Before allocation, the
program manager will have responsibility to gain agreements and produce a
full funding plan.

D. A time phase approach to implementing matrix management. The approach
should be initially used for funding increases, involving new, larger
programs. For such increases, NOAA should implement formal matrix
management, with the program manager reporting to a new Assistant
Administrator for Program Planning and Integration (AA for PPI). The
NEC will determine reporting requirements, depending on level of
complexity.

E. In addition, existing cross-cutting programs (e.g., Corals, Marine Protected
Areas and Habitat Restoration) should use a matrix management approach.

F. There will be a program directive for every matrix program using a
Department of Defense (DOD) model (see Appendix 2-6 of the attached PRT
Report).

G. There will be contracts for each team member committing scope of work,
time, and resources.

H. Where there is dual reporting, performance reviews will include inputs from
both management officials.

As a demonstration of a matrix management approach, I concur with the PRT
recommendation that the National Ocean Service (NOS) and National Marine
Fisheries Service (NMFS) use a matrix management structure for NOAA’s marine
ecosystem management, monitoring, and protection programs, including habitat,

6



23.

24.

25.

26.

marine protected areas, and corals, with the existing Coral Reef Working Group as
a model. Further details of this demonstration would provide that:

A. NOS and NMFS establish permanent liaisons cross-positioned in their
respective agencies.

B. National Environmental Satellite, Data, and Information Service (NESDIS)
and Office of Oceanic and Atmospheric Research (OAR) be included in
matrix management teams.

C. If the NMFS-NOS matrix team is unable to resolve an issue, it should be
elevated to the NOS/NMFS leadership, jointly. Should “matrix”
management process fixes not result in better coordination and investment
efficiencies between NOS and NMFS, the AA of both offices should be
accountable for correcting specific lapses in carrying out NOAA’s overall
missions related to habitat.

D. I further propose that climate research and service be included immediately
as another matrix management program. Other programs will be added as
soon as possible.

E. Alternative organizational structure options be examined if, after six months,
the matrix management proposal described above is deemed ineffective in
achieving objectives for integrated programs.

I concur with the PRT recommendation that a NOAA-wide requirements-based
management process be established.

I concur with the PRT recommendation to establish an intra-agency working group,
chartered with developing a NOAA Administrative Order (NAQO) using inputs
developed from the NOAA Program Review. I am directing NESDIS to chair this
group. The draft NAO should be completed for NOAA review in accordance with
the following:

A. NOAA’s Current NAO 208-3 provides a basis for system based
requirements.

B. NOAA should develop a requirements database (Web-based graphical user
interface) for capturing and tracking NOAA-wide requirements.

C. The new NAO should be completed within 90 days from receipt of tasking.

I concur with the PRT recommendation that NOAA integrate the development of
the requirements-based management process with the planning, programming and
budgeting processes. I am tasking NESDIS to lead a NOAA-wide team to develop
this process in 90 days.

I concur with the PRT recommendation to establish a new Program Analysis and

Evaluation function within NOAA, with initial efforts directed to high priorities as
determined by the NEC. I will initially house this function in OFA.

7



Towards a New NOAA

27.

28.

29.

30.

I concur with the organizational structure recommended by the PRT, with
modification, as shown in revised Figure 3.2 (attached at the end of this document).
Based on this new organization, the items below apply.

A. There are “cross-cuts” led by “program managers,” who should be career
executives.

B. Cross-cut themes should be determined in accordance with the strategic plan
(and these themes may change over time).

C. Policy guidance for program cross-cuts should include input from

appropriate political appointees.

I concur with the PRT recommendation on the addition of an AA for PPI and
associated staff. This is a key support feature along with more formalized corporate
business processes that will allow for the immediate implementation of an enhanced
corporate NOAA. I concur that this be a career senior executive position that
reports to the DAS for Oceans and Atmosphere.

To improve the focus and efficiency of NOAA science, laboratories, and ocean
exploration, the PRT recommended the following realignments. I concur only with
option E. Other options should be delayed pending recommendations from the
Research Committee (see #36 below).

A. Transfer the management of the Charleston, South Carolina laboratory from
NOS to OAR.

B. Transfer the management of the Beaufort, North Carolina laboratory from
NOS to NMFS.

C. Transfer the management of the Oxford, Maryland laboratory from NOS to
NMEFS to be part of and report to the NOAA Chesapeake Bay Office.
D. Transfer the management of the Coastal Ocean Program from NOS to OAR.

E. Transfer the management of the Seafood Inspection Program from NMFS to
the Food and Drug Administration.
F. Transfer the management of the Ocean Exploration/National Undersea

Research Program from OAR to NOS.
G. Transfer the management of the Kasitsna Bay Laboratory from NOS to
OAR.

I concur with the PRT recommendation to resolve the issue of congressional liaison
activities. I am directing a matrix management approach that will require greater
coordination between offices with Congressional responsibilities. I have asked the
Director of the Office of Legislative Affairs to review existing policies and work with
OFA to enhance cooperation and assure that NOAA presents a unified message to
Congress.



31.

32.

I concur with the PRT goal to create a focal point for oceans in NOAA. I am
directing a cross-line office group, chaired by NOS, to present recommendations to
the NEC to achieve a more robust and integrated framework for oceans, including,
but not limited to, an operational oceanography capability. I cannot endorse, at this
time, the PRT recommendation that the NOS assume the same role for the oceans as
the National Weather Service (NWS) serves for the atmosphere until study group
recommendations are available.

I concur with the PRT recommendation that NOAA centrally plan and integrate all
observing systems. I will assign this responsibility to a matrix management team,
with NESDIS providing the program manager. I do not currently endorse the PRT
recommendation to assign acquisition authority for all observing systems to
NESDIS.

A. NESDIS should lead a cross-cut team to develop an observational
architecture commencing immediately. This should capitalize on ongoing
efforts (e.g., coastal observations). This architecture should capture the state
today as well as the future state (e.g., 10 to 20 years). With this architecture,
NOAA would be able to assess current capabilities and identify short-term
actions.

B. All prospective observing systems should be based on validated
requirements, should be consistent with the developed target architecture,
and should be presented with plans to address utilization of the data as well
as long term archive of the data.

C. Operation and maintenance of marine environmental buoys (weather buoys,
Tropical Atmosphere Ocean buoy network (TAQO), and Coastal-Marine
Automated Network (C-MAN) stations) should be consolidated. I support
the ongoing transfer of the Tsunami buoy array from OAR to NWS/National
Data Buoy Center and request that OAR and NWS develop a transition plan
for the TAO array. Consolidation with other ocean observing systems (e.g.,
tide gauges) should also be considered. Further determination of the
appropriate home for consolidated systems should be determined in
coordination with the study directed in recommendation #31.

D. A cross-cutting team led by NESDIS should conduct a systemic review of all
other observing systems. The following factors should be considered for
observing systems to determine the desirability of consolidating them:

. The required characteristics of the system (i.e., reliability,
performance, maintainability).

. The number of and types of users of the system.

. The estimated value of the capital asset and its recurring maintenance
cost.



33.

34.

35.

36.

Until NOAA's future organizational structure is resolved, I concur with the PRT
that NOAA continue our current research system, consisting of dedicated research
in OAR, end-to-end research in NMFS, and a mixture of in-house and cross-line
office research in NWS, NOS, and NESDIS. I also note that leadership is as
important as location for ensuring the relevance and success of programs.

I endorse a holistic approach to research that will consolidate activities, avoid
duplication and provide the best results for the American taxpayer. This approach
will also increase communications and connectivity, while maximizing
opportunities. For this reason, I concur with the PRT recommendation that NOAA
research be organized into weather, climate, coastal/ocean and living marine
resource themes and that, when practical, labs be consolidated along these thematic
lines.

Because science is critical to NOAA’s future, I concur with the PRT
recommendation for a framework for ensuring the best science in NOAA. I will
assign the Research Committee to develop this framework, in accordance with the
following principles:

A. Recognize the broad scientific strengths of agencies like the National Science
Foundation, Office of Naval Research, and the National Aeronautics and
Space Administration (NASA).

B. Recognize that NOAA, as a mission agency, is critically dependent on those
scientific strengths.
C. Recognize that NOAA must have an in-house scientific capability, so that we

can be a good ‘buyer’ of science and a good ‘translator’ of that science to
apply to societal needs (just as NASA and Navy have in-house labs).

D. Recognize that NOAA must develop a corporate framework for science to
ensure we pursue the optimum mix of in-house and external scientific
capability, as well as collaborate with and leverage the capabilities of other
agencies. NOAA’s research must be responsive to the needs of its operating
programs.

I concur with the PRT recommendation to establish a corporate level oversight of
research (Research Committee), regardless of the manner in which research is
conducted. This new structure would replace the Office of the Chief Scientist, with
appropriate redistribution of that Office’s roles and responsibilities (see Appendix
3-6 of the attached PRT Report). This corporate oversight would include research
as part of an entire program life cycle. As with other committees, I intend this
group to provide centralized policy direction. I am directing the NEP to provide a
more detailed description of how this Committee would operate within 3 months, in
accordance with the following guidelines:

10



37.

38.

39.

A. The corporate focus of research and development would be a Research
Committee, consisting of the Chief Scientists or science representatives for
each of the line offices and the AA for PPI. I further recommend that the
Chair of the Committee be from the Office of Oceanic and Atmospheric

Research (OAR).
B. The Council would report to the NEC.
C. The NEC would oversee the Agency’s Research and Development investment

(budget) in Directed and Exploratory research, regardless of how the funds
were appropriated or where the funds were spent.

D. Research investment would follow best practice and be applied consistently
across NOAA following Office of Management and Budget (OMB) criteria,
for example.

E. Rolling reviews of all programs would be conducted by the Research
Committee (using Science Advisory Board mechanisms).

F. In addition to its current responsibilities, the NOAA Science Advisory Board
would advise the NOAA Research Committee.

G. The Research Committee would be responsible for external research grants
and contracts, ensuring that an appropriate level of research is conducted
externally on behalf of NOAA. This function may be delegated, as
appropriate.

I concur with the PRT recommendation to continue the NOAA Science Advisory
Board (SAB), with appropriate working groups established to provide sound
technical advice and counsel for NOAA research. I further recommend that the
new Research Committee review the charter for the SAB.

I concur with the PRT recommendation that NOAA commit to spending 50 percent
of new research funds (exclusive of adjustments to base) within the external
community (e.g., universities, private sector) via competitive proposals and peer
review. Success of this effort depends on a robust research budget and will be tied
to performance measures. I will implement this over three years beginning in Fiscal
Year 2003.

I concur with the PRT recommendation that NOAA increase engagement in
interagency cooperative agreements when NOAA does, in fact, receive a true
mission benefit. Specifically, NOAA should:

A. Identify opportunities to apply successful models elsewhere, such as National
Oceanographic Partnership Program (NOPP), U.S. Weather Research
Program, GLOBEC and SEARCH.

B. Incorporate a “check point” in our budget formulation process to consider
other opportunities for interagency mechanisms, if appropriate, such as
those listed in A.
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40.

41.

42.

The PRT believes that NOAA’s OAR often fields and supports research and
development (R&D) observing systems that have become, de facto, operational. The
PRT supports the development and deployment of R&D systems; however, after
NOAA has identified primary operational functions for these systems, the PRT
recommends that these systems should migrate to the line offices with the
appropriate operational mandate. I concur and will task this to the matrix
management team for observing systems.

I concur with the PRT recommendation that, for line offices that conduct both
regulatory functions and research functions that inform regulation, NOAA should
separate these functions as much as possible in order to maintain credibility. As a
first step within NMFS, I endorse the following:

A. Create a science position within top NMFS management reporting directly to
the AA/DAA to oversee the NMFS science programs with respect to quality,
independence, and responsiveness.

B. Maintain the regional Science Centers as explicitly separate financial
management centers.

C. Shift the reporting of the regional Science Center Directors from the
Regional Administrators to either the top management science position or
the DAA.

I concur with the PRT recommendation that there be an independent peer review of
current NOAA external and relevant internal partnerships, consistent with OMB
recommendations for federal research investment. I will assign this to the Research
Committee, with input from the SAB, for action within 6 months.

Support for NOAA’s Mission

43.

In recognition of the high importance of facilities, including repair and maintenance
and new construction, I concur with the PRT recommendation that facilities be
evaluated in the budget formulation process. I will task OFA to develop a NOAA
facilities plan within 3 months and oversee its implementation NOAA wide. This
plan should take into consideration the following, based on the PRT
recommendations:

A. NOAA senior executives and managers should be held accountable for
placing a priority on facilities, on equal footing with programs.
B. NOAA should have a facilities master plan for:

. Assessment, replacement, consolidation and abandonment of
buildings

. Prioritization of repairs and maintenance

. Addressing all NOAA facilities, not just NOAA owned facilities

12



44.

45.

C. NOAA should reactivate the Facilities Council or similar entity and assure
that it plays a role in planning, priorities, oversight, standards and
investment review.

D. NOAA should commission an independent review of the status of facilities to
determine needs.
E. In addition, I am tasking OFA to explore options that will ensure efficiency

and improve quality in the workplace so employees can perform to their
utmost potential.

I support the PRT’s wishes to highlight the critical importance of safety and
compliance in ensuring the well-being and productivity of the NOAA workforce and
endorse the efforts underway in NOAA and the Department of Commerce (DOC) to
address this issue. I concur with the PRT recommendation that the issues of
oversight and reporting structure be addressed in NOAA’s safety and compliance
implementation strategy to ensure independence and quality. I have tasked OFA to
carry this out with Line Office support and input.

I concur with the PRT recommendation to improve the performance and delivery of
administrative services within NOAA. I also endorse enhanced management
controls to improve quality, timeliness and accountability. I further concur with
the following specific measures as modified and task OFA as the lead for their
accomplishment.

A. NOAA should aggressively pursue implementation of service level
agreements, including the means for tracking and accountability.

B. NOAA should implement the Business Management Fund, including Activity
Based Cost Management. In advance of authorization for the fund, NOAA
should continue to develop cost data for individual services.

C. NOAA should establish and implement clear performance measures and
metrics for levels of service, linked to Activity Based Cost accounting, where
appropriate.

D. NOAA should implement a formal and regular review process that provides

for both customer and service provider feedback. Linked to this review will
be a collaborative process to address the feedback, using a team approach to
service improvement.

E. NOAA should develop, obtain authorization for, and implement a pilot
project that will determine the advantages and disadvantages of direct hire
authority for the agency. I will task this to OFA.

F. NOAA should implement a pilot competitive contract for administrative
services, to be defined based on where there is the greatest need for services.
The contract will be for either a single service or a full suite of services based
on an analysis of need.

G. NOAA’s Administrative Service Centers should report directly to NOAA.
The ASCs must be recognized as NOAA assets, utilizing exclusively NOAA
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46.

47.

48.

49.

staff and resources, and ASCs that perform services for other agencies
should do so indirectly by reimbursable agreement. OFA will develop and
forward to the Department a request to transfer authority of ASCs, as 95
percent of their workload is NOAA-related.

I concur with the PRT recommendation that the NOAA Grants Council be
reconstituted and charged with the responsibilities to streamline, implement and
oversee the NOAA grants process and products. The Director of Acquisition and
Grants is the Chair of the Council, and has overall responsibility and accountability
for the effective execution of the total NOAA end-to-end process between the
Program Offices and the NOAA Grants Office. OFA is tasked to implement this
new process as soon as possible.

I concur with the PRT recommendation that NOAA implement five short-term
recommendations to improve the grants process. OFA is tasked to implement these
recommendations for grants and cooperative agreements, and to determine if these
could also be applied to recurring projects executed via contracts.

A. Do pre-work on recurring grants applications (those that are expected to be
reauthorized) prior to Appropriation.

B. Immediately following enactment of the annual Appropriation, meet with
Congressional Appropriations staff on clarifications.

C. Streamline distribution of funds (see timelines in Appendix 4-3 of the
attached PRT Report).

D. Set upper limits/cycle times for Program Offices and the NOAA Grants
Office (to include OGC and Inspector General clearance and Congressional
notification).

E. Facilitate Grantee submission of complete and accurate applications by use
of automation and training (through grants workshops). In accordance with
PRT instructions, the reference to “automation” refers to anticipated
improvements to the present system, as opposed to delaying implementation
until a total system change can be brought online.

In recognition of the needs of our partners and to assure continued mission success,
I concur with the PRT recommendation that NOAA acknowledge our commitment
to maintaining the “buying power” of recurring grants, utilizing whatever
budgetary methodology is most appropriate and feasible, i.e., adjustments to base or
program increases. I will work with DOC to achieve this result.

Appropriate attribution for NOAA’s investments (through grants, cooperative
agreements and contracts) affords an opportunity to provide better information to
constituents on how public funds are being used to address important national
oceanic and atmospheric issues. I concur with the PRT recommendation that
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50.

51.

52.

NOAA improve acknowledgment and recognition of agency grant support by the
following:

A. There should be a clearly written description of each grant, a NOAA Public
Information contact name and telephone number for each grant, and the
applicable NOAA program name. This information should be furnished to
the NOAA Office of Public and Constituent Affairs (OPCA), as part of the
regular grants process. The NOAA OPCA is the lead for this activity.

B. The OPCA will develop press releases to Regional Press including member
quotes, as well as posting it to the NOAA Web site. The NOAA OPCA is the
lead for this activity.

C. Each grant issued by the NOAA Grants Office, should include a standard
clause requiring NOAA attribution, similar to that used by NASA. The
NOAA Grants Office will research the methodology and legality of this
approach.

D. Upon completion of the grant project, or periodically if appropriate, the
results of the project should be publicized, with proper attribution to NOAA
as the sponsoring organization.

To maximize and encourage NOAA’s commitment to education, I concur with the
PRT recommendation that the NOAA Grants Office ensure that “a commitment to
education and outreach” is included in its standard criteria in the grants selection
process for merit reviews, where appropriate (e.g., not precluded by law).

The PRT recommends, for the portion of grants management that is not inherently
governmental, NOAA should examine the possibility of conducting a pilot program
to assess the use of contractor support. I will task this to the Grants Council for
action.

A. The NOAA line offices will recommend the “test beds” — that is, specific
grant programs that would be appropriate and willing to be so used.

B. The PRT recommends publication of a no-cost Request for Information
(RFI), potentially leading to a contract. If successful, this proposal will
allow line office program managers to increase focus on core missions.

I support actions to improve the use and management of Information Technology
(IT) and concur with the PRT recommendations, as modified, below:

A. CIO Implementation

. The line offices should continue to support NOAA-wide IT teams and
initiatives.
B. Improve Efficiency and Connectivity of IT Use
. NOAA should aggressively pursue cross-line office economies of scale

in IT systems.
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53.

54.

. NOAA management mechanisms (line offices, IT Review Board, and
agency political leadership) must push for integration at every

opportunity.
C. Homeland Security

. Adopt a policy of “no single point of failure” for critical systems.

. Cooperate using distributed service provision, where feasible, to
increase reliability and service recovery.

. Automatic, transparent failover of critical systems so that if one
component fails, another takes over its function automatically.

. I have asked the Office of Homeland Security and the CIO to work

jointly on these issues and submit a proposal to the NEP for review.
D. Technology Refreshment

. As appropriate, adopt a goal of 3 to 5 year technology refreshment in
all agreements for reimbursable services and consider expanding this
goal to internal capabilities.

. Explore the use of a Working Capital Fund for IT that would support
capitalization of investments in systems and improved planning and
management of overhead support services. The Business
Management Fund will be the vehicle for this effort.

E. Data Management

. NOAA should reinvigorate its data management policy formulation
process by updating the draft policy and then adopting the policy.
The CIO is tasked to direct this effort.

F. Web Services

. NOAA should continue to consolidate Web services whenever
possible. New Web services should be placed on existing Web servers
whenever possible.

I concur with the PRT recommendation that the Ship and Aircraft allocation
process be enhanced with improved timing, independent reviews of allocations, a
stronger role for the Director of the Office of Marine and Aviation Operations
(OMAO), and a clear link to the budget planning cycle. Operating principles for
these improvements also are included in Appendix 4-5 of the attached PRT Report.
OMAO will coordinate with OFA to implement process improvements in time to
affect the Fiscal Year 2005 budget.

I concur with the PRT recommendation to develop pilot regional coordination
programs. For geographic diversity, I have selected Tampa Bay, Seattle-Tacoma,
the San Francisco Bay Area, and Ann Arbor/Detroit to be pilots. I further
encourage regional staff to develop an inventory of available services and to work
together along themes, such as ecosystem management or climate. The role of the
regional coordinators will be to:
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56.

A. Ensure that NOAA employees are aware of each other’s available products
and services.
B. Coordinate relevant activities to ensure one NOAA face.

I concur with the PRT recommendation to rename NOAA's existing Office of
Sustainable Development and Intergovernmental Affairs as the Office of Education
and Sustainable Development. I am tasking the Director of the Office of
Sustainable Development, working with the existing Education Committee, to
develop a plan for an office of Education and Sustainable Development. I intend
this work to be done with existing FTE’s. The Office would:

A. Coordinate the NOAA strategic plan for education and ensuring coordinated
messages and outreach in conjunction with the Office of Public and
Constituent Affairs.

Coordinate line office efforts.

Provide expert support to lines (via contract).

Promote NOAA services and products and their benefits to the public.

Seek out opportunities for NOAA to contribute to oceanic and atmospheric
science literacy.

Hire professionals to train and provide NOAA with “how to’s” on improving
education and outreach effectiveness.

ISR

=

To further show NOAA’s commitment to education, I concur with the PRT
recommendation that NOAA should require that a fixed percentage of program
funds be dedicated to the development of effective education and outreach
strategies. I am directing the Education Committee to make recommendations on
appropriate levels to implement this proposal. This effort will be coordinated with
the Director of the Office of Sustainable Development.

Developing and Sustaining the NOAA Workforce

57.

I concur with the PRT recommendation that NOAA examine administrative and
policy functions and clarify roles and responsibilities, making appropriate
adjustments. Work is already underway by OFA on some of these activities and will
be finalized by the NEP by July 15, 2002. The following functional areas and
activities should be evaluated:

Budget - between headquarters OFA offices and line offices.

International Affairs - between headquarters and line offices.

Human Resources - between OFA Headquarters and the ASCs.

Finance - specifically between OFA Headquarters and the ASCs, but also
among the line offices.

Education, Public and Constituent Affairs - between headquarters and the
line offices.

SOwE>

&=
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58.

59.

60.

61.

Grants - see recommendations under Grants.

Establish single points of contact for legislative functions both for NMFS and
NESDIS.

H. DOC and NOAA OGC should clearly delineate roles, responsibilities, and
services of both organizations. Implement service agreements, where
appropriate, including agreed-upon cycle times for all clearance processes. 1
am directing OGC and OFA to work with DOC GC to reach an agreement
on respective roles.

Q=

I concur with the PRT recommendation that the human resources and budget
databases be reconciled to update and revise the NOAA Table of Organization.
This effort is underway by OFA and will be completed by October 1, 2002.

I concur with the need to improve consistency in service and policy applications, as
identified by the PRT. I recommend that the Human Resource, Finance,
Procurement, and Facilities Directors located in the Administrative Support
Centers (ASCs) have dual reporting authorities to OFA functional directors, as well
as the local ASC Directors.

I concur with the PRT recommendation to increase delayering and streamlining
efforts, consistent with OPM’s directive and the President’s Management Agenda.
Potential negative impacts should be assessed by line offices and staff offices before
implementation. Suggested actions include:

A. Carefully evaluate respective management levels to ensure that appropriate
staff are placed at appropriate grades consistent with their responsibilities.
B. Whenever possible, when vacancies occur the positions should be filled by

personnel at the lowest grade level appropriate to provide for career
progression and the ability to shift to accommodate future needs and
missions.

C. Increase the use of term appointments.

D. Work with DOC to streamline the Senior Executive Service (SES) hiring
process and empower the NOAA Administrator to conduct SES selections,
adjust the application process (e.g., Executive Core Qualifications) to be
more “friendly” to non-governmental candidates and eliminate the DOC’s

recapture SES policy.

E. Work with DOC to empower the NOAA General Counsel to approve MOAs,
MOUs, and grants.

F. To achieve consistency across all line offices, increase contracting thresholds

for signature authority to $10 million for all AAs.
In support of the Presidential Management Agenda’s focus on removing barriers to

effective management, I concur with the PRT recommendation and will work with
DOC, OMB, OPM and Congress to:

18



62.

63.

A. Lift funding limits on NOAA Headquarters - current rules hamper the
effective administration of a $3.3 billion agency.

B. Adjust reprogramming authority thresholds to address current funding and
management restrictions.

C. Obtain direct hiring and termination authority, and strengthen training of
managers on how to use employee probation periods to obtain an effective
workforce.

I concur with the PRT recommendation that NOAA take advantage of the full range
of recruitment opportunities, where appropriate, including:

Enhance the student/summer employment program.

Expand special employment programs.

Use the student loan repayment policy.

Increase the use of recruitment/relocation bonus.

Seek authority to expand the pay banding demonstration project.
Seek authority to streamline the recruitment process and task OFA to
produce a report within 60-90 days.

For entry level recruiting, establish as a “given” that the prospective
employee will rotate.

Eliminate the “rule of three” for final selection, so managers can select from
a larger pool of candidates.

Increase the use of telework, flexible workplace and alternative work
schedules.

AEPOREP
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I concur with the PRT recommendation that NOAA recruit the following workforce
skills to help accomplish NOAA’s current and future missions, where appropriate,
and task to OFA to implement as part of workforce planning. Further, I support
additional senior scientist (ST) positions that allow premier scientists to rise to
senior executive positions without taking on management responsibilities and task
OAR to report on how this can be accomplished within 90 days.

A. Senior managers with general skills, using generalist career paths.

B. Recruit and develop employees to have cross-line, multi-disciplinary
experience so that they can assist in the integration of NOAA’s broad
missions and areas of scientific expertise.

Socioeconomic analysis.

IT literate workforce.

Professional planners, evaluators and futurists.

International and multicultural expertise.
Education/outreach/communications specialists.

I also support professional development leave for employees, as appropriate.

mQTEE O
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64.

65.

66.

I concur with the PRT recommendation that NOAA make improvements in the
training program, where appropriate. OFA is tasked to determine how to
implement these items and report back with a plan within 6 months. I will

implement these opportunities NOAA-wide.

Training program improvements may

include, but are not limited to:

SISl 'Y
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Provide tuition reimbursement.

Expand the use of the NWS Training Center to be NOAA-wide.

Fully utilize Leadership Programs.

Take advantage of rotational assignments.

Use the NOAA Integrated Learning Management System (LMS), including
E-learning at NOAA.

Develop University/NOAA Education Programs (e.g., environmental and
social science ethics).

As appropriate, I concur with the PRT recommendation that NOAA improve our
retention of talent and experience and will task OFA to report within 90 days on
standardizing and communicating practices and protocols on use of retention
“tools,” including but not limited to:

A.

QEIESOR

Enhanced Awards Program.

. Take advantage of all recognition and awards available
. Award cross-organizational teams

. Institute peer award (Budget Office model)

. Performance increases/bonuses

Student loan repayment program.

Retention bonuses.

Expand Demonstration Program (e.g., pay banding).

Increase career path opportunities toward generalist job categories.
Recognize that other factors besides pay can improve retention.

Encourage the development of an employee worklife organization, similar to
the NIH recreation association, with the goal of providing employee services
similar to those available to employees in Silver Spring (e.g., childcare,
fitness center, work life center, etc.).

I concur with the PRT recommendation that NOAA make improvements in
planning for workforce succession. I will task OFA to develop a plan to implement
these tools within 120 days.

A.

Recognize and endorse the NOAA Leadership Competencies Development
Program, including the recent NOAA-wide program, as one vehicle for
developing corporate orientation for future senior managers.

Expand current programs (e.g., Excellence in Government, Sea Grant,
Presidential Management Interns, Federal Executive Institute).
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67.

68.

Establish the mentoring program.

Develop rotational assignments.

Expand competency development.

Develop a legacy training program for specialized jobs.

Take greater advantage of the university assignment program.

OEET O

I concur with the PRT recommendation that the voluntary NOS Rotational
Assignment Program (RAP) be implemented throughout NOAA. I will ask NOS to
take the lead on this and provide a plan in 60 days.

I concur with the PRT recommendation to develop future leaders and implement
rotational assignments for current NOAA Senior Executives, where appropriate,
and am tasking OFA to implement this. In addition, I support the recently
established business/training meetings that bring NOAA SES together at least once
a year.

A. Establish a voluntary SES Rotational Assignment Program (RAP), creating a
pool of volunteers for rotational assignments and/or two-year details. NOAA
should further develop it executives and promote corporate culture through
the RAP and Intergovernmental Personnel Agreements.

B. I do not concur with mandatory rotations for new SES. I will ask each line
office to identify billets that could be used for rotational training of future
managers on a voluntary basis.

C. NOAA should implement periodic opportunities for senior executives to
network, understand and learn from each others’ experiences, strengths, and
interests, establishing a well-connected pool of NOAA executives.
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