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Executive Summary
In 2000, the Office of Management (OM) initiated a results-based management program to assure that each business and administrative component is focused on helping the National Cancer Institute (NCI) achieve its goal of a future when all cancers are uncommon and easily treated.  OM conducted a situational assessment to identify issues and opportunities in the external and internal environments that could affect OM’s future direction and its ability to provide outstanding service and identified two overarching OM goals:  

1. Remove Barriers and Improve the Integration Between the Science and Administrative Management Functions at NCI, and 

2. Improve OM’s Product and Service Outcomes.

NCI business and administrative component will conduct a situational assessment and develop a four-year business plan which includes the unit’s mission-critical measurable goals (in support of the OM goals), innovative strategies for achieving those goals, and identified obstacles to success and approaches to overcome them.

NCI’s Office of Grants Administration (OGA), which was the first unit to participate in the goal setting process, began developing its goals in December 2000.  OGA served as a beta-test for this new external review process.  OGA was the subject of a site visit by external management reviewers in July 2001.  As a result of this site visit and continual customer feedback, OGA revised its goals in December 2001.

Based on a comprehensive review of the ongoing streamlining initiatives within the Federal Government, stakeholder input, prior management studies, and a review of OGA’s internal operations, NCI developed a format for OGA to use to present its organizational profile, structure, resources, customer satisfaction plans, innovations, partnering strategies, internal controls and management of human capital and resources.  Initially, OGA identified three general goals:  improve timeliness of awards, provide outstanding customer service, and provide effective stewardship of grant-related resources and services.  OGA revised its general goals in 2001 as a result of suggestions provided by the external management reviewers and OGA customers.  OGA continues to revise it goals to meet ever-changing challenges.  Achieving OGA’s current goals of (1) improving timeliness of non-competing awards; (2) improving timely close out of grants support achievement of NCI’s goal; and (3) transitioning from a paper-based grants process to an electronic grants process, will aid OGA to fulfill its mission of supporting biomedical research through administrative excellence.

OGA’s Mission

The mission of NCI’s Office of Grants Administration (OGA) is to support biomedical research through administrative excellence.

General Goal 1:  Improve Timeliness of Non-Competing Awards
To assess our progress, OGA is measuring the percentage of:

· On Time Awards,

· Delayed Awards, and

· Late Awards (noncompeting grants only) 

In FY 1999, OGA awarded 74 percent of noncompeting grants on time.  In FY 2000, OGA awarded 72 percent of noncompeting grants on time.  For FY 2001, OGA estimates that 64 percent of noncompeting grants will be awarded on time.  The estimated decrease in the percentage of on-time noncompeting grants from FY 2000 to FY 2001 is due a number of factors including staff turnover, lack of IMPAC II extensions, increasing NCI grant budgets, additional funding mechanisms, additional administrative requirements such as data and safety monitoring, and an increase in the number of late and incomplete grant applications.  OGA intends to achieve its goal of awarding 71 percent of noncompeting grants on time in FY 2002 by:

· Improving the timeliness and completeness of grantee applications;

· Improving/maintaining evenness of workload throughout the year;

· Reducing internal sources of delay; and

· Reducing external sources of delay.

In order to meet its targets, OGA will continue to pursue items that are missing from grantee applications.  OGA will work with grantee institutions (hereafter referred to as grantees) that have a large number of missing items in their applications and those who have other compliance problems.  OGA will encourage the completion of the IMPAC II extensions, which will provide improved collection and consistency of data so that OGA may identify and work with problem grantees.  OGA plans to conduct a pilot with four or five grantees to improve compliance with NIH requirements.  Meanwhile, OGA is making progress in getting other NIH Institutes and Centers involved in grantee compliance issues.  OGA will also continue to raise awareness about compliance problems at meetings held by the Society for Research Administrators (SRA), the National Council of University Research Administrators (NCURA) and the Cancer Center Administrators.

General Goal 2:  Improve Timely Close Out of Grants

To achieve this goal, OGA will continue to alert grantees to their obligation to submit final reports via a closeout term.  OGA also will continue to send follow up letters to grantees who fail to abide by the closeout term.  It should be noted that grants are rarely, if ever, closed out on time (within 120 days from the end of the budget period).  Between FY 1999 and FY 2000, the number of delinquent grants closed out increased from 696 to 1,260.  While OGA continues its attempts to reduce the backlog of grants eligible for closeout, the ultimate goal is to close out grants within 120 days from the end of the budget period.  If this is achieved, the backlog of grants eligble for closeout will be signficantly reduced and/or eliminated.  It should be noted that OGA, unlike other NIH grants management offices, closes out grants as soon as all final documents arrive in OGA.  The only thing preventing quick close out of grants is the lack of final documents.

OGA intends to identify and work with grantees that have a large number of delinquent closeout documents.  OGA will continue to encourage the completion of the IMPAC II extensions and is involved in a new requirements analysis with a new contractor in order to hasten the development of the IMPAC II closeout extension OGA needs to replace its current declining systems, including the closeout system.  

General Goal 3:  Transition from a Paper-Based Grants Process to an Electronic Grants Process

OGA pioneered the design and deployment of the eGrants web application to provide improved sharing of grant file information between OGA and NCI program directors.  When OGA was required to discontinue using IMPAC I and start using IMPAC II, OGA designed in-house extensions to mitigate the limited functionality of IMPAC II.  OGA continues to work with contractors in order to hasten the development of the IMPAC II extensions OGA needs to replace its current declining data systems.

Achieving OGA’s Goals

Achieving these goals will require a coordinated effort with NCI programs and grantees.  Developing funding strategies earlier in the year, encouraging earlier funding decisions, recycling competing grant start dates, and reducing the number of incomplete grant applications are key initiatives that will require teamwork and an attitude of partnership.  

OGA recognizes the need for better data collection and continues to work to complete the necessary IMPAC II extensions.  OGA will need support from within NCI’s Office of Management (OM) – in particular, information technology (specifically, the development of working IMPAC II extensions) and human resources functions.  Many of OGA’s strategies are contingent upon the completion of the IMPAC II extensions and other information technology (IT) support.  In addition, OGA has developed a recruitment and retension plan to crystalize OGA’s staffing strategies, provide growth opportunities for OGA staff, and provide an appropriate work-life balance.  OGA is seeking authorization to kite positions above its FTE ceiling.  Such a buffer would allow OGA to handle turnover better.  Lastly, OGA needs the cooperation of NCI grantees, especially large institutions, in order to fulfill its goals. 

Evaluating OGA’s Performance Measures

OGA will evaluate its performance measures on a quarterly basis.  As a result of its evaluation, OGA will modify its performance measures when warrented. 

Introduction
NCI’s Office of Grants Administration (OGA) has overall responsibility for monitoring the grants process to ensure that all required business management actions are performed by the grantee and the Federal Government in a timely manner, both prior to and after award.  In carrying out this responsibility, the OGA evaluates and monitors (1) the business management capability and performance of application organizations and grantees, and (2) the internal operating procedures associated with the business management aspects of the grants process.  OGA is the focal point for all business related activities associated with negotiation, award, and administration of grants and cooperative agreements within the NCI.  
OGA Mission
The Office of Grants Administration’s primary mission is to support biomedical research through administrative excellence.

Performance Context – OGA Workload Statistics
Below is a summary of OGA’s workload statistics.

	
	FY 1998
	FY 1999
	FY 2000
	FY 2001
	FY 2002

Estimate

	Total NCI Grant Dollars (dollars in billions) [NCI Factbook]
	$1.653
	$1.926
	$2.205
	$2.48 est.
	$2.9

	Percent Grant Dollars to Total NCI Budget [NCI Factbook]
	65%
	66%
	66%
	67%
	71%

	Total Number of Awards [IMPAC II]
          Number of Competing Awards [IMPAC II]
          Number of Noncompeting Awards [IMPAC II]
Total Number of Revisions [OGA Control]
Total Number of Grant Actions [IMPAC II + OGA Control]
	5,764

1,744

4,020

2,513

8,277
	6,408

2,035

4,373

3,034

9,442
	6,466

1,878

4,588

2,990

9,456
	6,984

1,972

5,012

3,135

10,119
	7,300

2,100

5,200

3,200

10,500

	OGA Total Staff (FTEs)

OGA Grants Management Specialists (GMS) (FTEs)
	47

30
	50

33
	51

33
	52

34
	52

34

	GMS Portfolio (dollars in millions)
	$55.1
	$58.4
	$66.7
	$72.9
	$85.3

	GMS Portfolio (initial grant awards)

GMS Portfolio (total grant actions)
	192

276
	194

286
	196

287
	205

298
	215

309

	Deficiency Letters Sent *
	4,144
	4,494 *
	4,494*
	1,964#
	4,000

	Close Out Letters Sent [RMC monthly report]
	1,742
	1,676
	3,112
	2,418#
	3,000

	NCI Program Announcements (PAs)

NCI Participating PAs [DEA website]
NCI Request For Applications (RFAs)

NCI Participating RFAs [DEA website]

OGA’s review and approval is required for all RFAs and PAs.
	20

12

22

5
	27

11

20

8
	25

19

18

11
	26 est.

7 est.

19 est.

11 est.
	25

12

20

10


Notes:

*  The number of deficiency letters sent out to grantee business officials and principal investigators was the same in FY 2000 as it was in FY 1999.  Unbelievable,… but accurate.

#  The decrease in the number of deficiency letters and close out letters sent to grantees was due to OGA’s difficulty in generating these letters due to aging and declining systems

Definitions:  First Time Award:  The initial issuance of an award.

Grant Action:  Any action that results in either a first time award or a revised award.

Situational Assessment

Grant-Related Issues Facing NCI and OGA
In establishing its goals, OGA conducted a situational assessment to identify and evaluate the internal and external factors and trends that would affect its future direction.  In addition to its internal assessment of the grants administrative process within NCI, OGA reviewed initiatives within NIH as well as prior management studies to identify issues and opportunities.  Finally, OGA underwent an External Management Review (EMR) process to solicit feedback from NCI staff, NIH staff, DHHS agency staff, and NCI grantees.  Sources for OGA’s assessment include feedback from:

· OGA management and staff

· NCI staff

· NIH staff

· DHHS agency staff

· NCI grantees

This comprehensive review helped to ensure that OGA’s goals address significant issues and are consistent with the strategic direction of NCI’s Office of Management (OM), NCI, and NIH.  The assessment results from each area are summarized as follows. 

OGA Management and Staff

During the past several years, NCI has experienced significant extramural budget increases, which resulted in large increases in the number of grants, while OGA’s staffing has remained flat (see figures 1, 2, and 3).  At the same time, the complexity of the administrative process continues to increase.  It takes approximately 2.5 to 3 years for a grants management specialist (hereafter referred to as “specialist”) to develop a working knowledge of more than 50 different funding mechanisms NCI employs.  These changes have had a dramatic effect on the working environment within OGA.  Workload and pressures have increased, contributing to a high turnover rate.  Over the past two and a half years, OGA staff turnover has been approximately 20 percent – more than double the NCI-wide turnover rate.  For those who have remained and for newly hired specialists, there is substantial potential for burnout.  In FY 2001, workload may become unmanageable unless actions are taken to address underlying problems.
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Figure 1
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Figure 2
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Figure 3

Other challenges have also emerged.  Streamlining initiatives such as the Just-In-Time application process and the expedited receipt, review and award process provide many overall benefits, but create considerable additional follow up work and interaction with grantees in order to gather enough information to issue grant awards.  NCI is also awarding more complex types of grants, such as those requiring multi-institutional collaborations and multi-discipline initiatives (e.g., mouse model consortium, cancer genetics network, early detection research network).  Some of these mechanisms/programs consume an enormous amount of time in the development stage.

Despite these challenges, NCI and external stakeholders continue to commend OGA’s responsiveness, professionalism, and performance.  At the same time, they clearly recognize and acknowledge the building pressures and expressed their concerns about how those pressures may ultimately impact OGA and NCI’s extramural effectiveness.

OGA management is dealing with these problems and challenges.  We have made many adjustments in recent years to the organizational structure, information technology, and internal operating procedures to counter increasing workload and complexity.  OGA pioneered the design and deployment of the eGrants web application to provide improved sharing of grant file information between OGA and NCI program directors.  When OGA was required to discontinue using IMPAC I and start using IMPAC II, OGA designed in-house extensions to mitigate the limited functionality of IMPAC II.  Unfortunately, over the past three years, the contractor charged with developing these IMPAC II extensions has been unable to complete them.  OGA is now involved in a new requirements analysis with a new contractor in order to hasten the development of the IMPAC II extensions OGA needs to replace its current declining data systems.

In addition to dealing with the lack of IMPAC II extensions, OGA has to contend with late and increasing appropriations, late funding decisions, multiple funding plan changes, late and incomplete grantee applications, an increasing number of complex grant mechanisms and other processes and decisions over which it has little or no control.  The impact of these outside forces has been an increasing backlog of grants, many of which are not awarded until the fourth quarter of the fiscal year.  This backlog of grants or “snowball effect” is also exacerbated by the extended period of time it takes to fill vacancies within OGA.

The challenges, taken in totality, have a significant impact on OGA results.  Specialists are integrally involved in the successful operation of NCI’s multi-billion dollar operation.  They have significant responsibility for monitoring the quality of awards, ensuring that awards are issued in a timely manner, identifying problems and issues, and acting as stewards of Federal funds.  Changing work conditions have made it necessary for  specialists to work many additional hours in an effort to get the work done.  Specialists have expressed their concerns and OGA management is taking steps to relieve pressures (e.g. increasing the number of grants specialists).  However, many of the underlying issues represent difficult problems that cannot be easily resolved and/or resolved by OGA alone.

NCI Office of Grants Administration Core Principles

OGA Philosophy

The Office of Grants Administration (OGA) is the focal point for all business-related activities associated with the negotiation, award, and administration of grants and cooperative agreements within the National Cancer Institute (NCI).  In OGA, we approach our work with grantee business officials, the principal investigator, NIH and NCI review staff, and NCI program staff with a common goal—the accomplishment of the project for which the grant is awarded.  In our grants management role, we continually seek new and better ways to promote an environment in which principal investigators (PIs) can pursue their research in the most productive and cost-effective manner possible.  We place emphasis on problem prevention.  We accomplish this by working with grantee officials to ensure that they have adequate management systems and internal controls to properly safeguard resources. We work with review and program staff to ensure the effective stewardship of Federal funds and the uniform administration of various grant programs in accordance with Federal grant requirements.  Our goal is to support biomedical research through administrative excellence. 

OGA Statement of Purpose

The Department of Health and Human Services (DHHS) touches the life of every American.  The American public expects grants awarded by DHHS's operating divisions to help the DHHS achieve its health and human service goals.  Additionally, the public expects DHHS's grants to be well managed.  The general goal of grants management is to provide quality stewardship of grants.  Open, fair, and objective selection of projects with the highest potential for success is one key component of quality stewardship. 

The OGA has overall responsibility for monitoring NCI's grants process to ensure that all required business management actions are performed by the grantee and the Federal Government in a timely manner, both prior to and after award. In carrying out this responsibility, the OGA evaluates and monitors (1) the business management capability and performance of applicant organizations and grantees and (2) the internal operating procedures associated with the business management aspects of the grants process. Due to the interrelationships between grants management and program matters, close coordination between the OGA and program staff is most important. 

The OGA directs the following statement of purpose to the grantee community and our colleagues within the NIH, as a pledge to: 

· Negotiate and issue quality NCI grant awards within the appropriate timeframe, thus facilitating cancer research through administrative excellence. 

· Serve as the NCI's resource point for providing timely and accurate grants business-related information. 

· Coordinate the NCI response as the authorized Federal official with whom the grantee, program staff, or other NIH organizational elements can interact to obtain guidance, direction, and assistance regarding the review and interpretation of policies and administrative requirements as they apply to research grants and grantee institutions. 

· Monitor the financial and management aspects of grants to ensure the effective utilization of Federal funds. 

· Focus on building and maintaining a partnership with the grantee and NCI program and review staff to ensure the issuance of award documents that clearly communicate grant requirements and protect the NIH from waste, mismanagement, fraud, and costly disputes. 

· Provide quality service promptly both within the NIH and to the grantee community reflecting a continuing commitment to improve grants management, thus enabling the grantee to perform its research unfettered, in an open Federal research environment free of unnecessary record collection and reporting requirements. 

· Commit to the customer service principles displayed on the next page. 

OGA Customer Service Principles

	As a member of the OGA staff, I believe that “Quality Begins With Me.”  I am committed to the following Customer Service Principles:

· I Do All That I Can To See That Awards Are Accurate And Timely.

· I Am Helpful To Both The NIH and Grantee Communities.

· I Listen To My Customers And Maintain Both A Positive Attitude And An Open Mind.

· I Follow Through With My Customers - If I Say I’ll Get Back To Them, I Am Sure To Do So In A Timely Manner.

· I Return Calls and Correspondence In A Timely Manner.

· I Research The Answer.

· I Acknowledge My Mistakes.

· I Keep My Commitments.

· I Strive For Consistency In Information And Provide Up-To-Date And Accurate Advice.

“Quality Begins With Me”



OGA’s commitment to customer service also extends across the Internet.  During FY 2001, OGA helped over 75 individuals (grantees and NCI staff) via its Customer Feedback feature on its web sites.  This figure is in addition to the thousands of requests received by individual specialists for grantee specific information via phone, e-mail and letters.

OGA Guiding Values

· Timely communication to internal and external customers.

· Foster partnership with program staff and the grantee community.

· Employ “Best Practices” to meet customer needs within OGA policies and guidelines.

· Promote continuous improvement in all functional areas of our business.

· On time release of grant awards.

OGA Operating Principles

· NCI’s Office of Grants Administration’s (OGA’s) primary goal is to issue quality awards on time.

· Grantees are our customers and OGA must be responsive to their needs.

· OGA’s mission should be seen as a team effort.  Each employee is a valuable member of the OGA team and contributes to the success of the National Cancer program.

· OGA management is committed to the pursuit of administrative excellence, the maintenance of a positive and productive work environment, and the removal of barriers to effective employee performance.

· OGA management is committed to providing staff with opportunities for career development and advancement through training, coaching, special assignments and projects.

· OGA management will continue to recognize good performance through a variety of mechanisms such as praise, awards and positive reinforcement.

· Specialists are considered professionals and as such should take the initiative and responsibility for:

· Managing their assignments so that quality work is completed in a timely manner.

· Identifying training opportunities that will emphasize career development.

· Participating on workgroups.

· Identifying problems or situations that require on-site review.

· Submitting ideas for improvements.

· Maintaining positive working relationships with both the NIH and the Grantee Community.

· Bringing to management’s attention any issues or problems that are impeding the timely and accurate issuance of grant awards.
External Management Review Summary

In 2001, OGA underwent an external management review which culminated in a site visit by the 14 reviewers on July 13, 2001.  Of the 14 reviewers that comprised the workgroup, 3 were past/present Grants Management Officers (GMOs) from NIH ICs; 2 were GMOs from other DHHS agencies; 2 were program officials from NIH ICs; and 6 were business officials from grantee institutions (1 was a principal investigator from a grantee institution).

Reviewers agreed that OGA’s business planning efforts were on track and agreed with the appropriateness of the components of OGA’s business plan.  OGA integrated, where appropriate, reviewer suggestions to improve its business plan.  

Reviewer Comments 

Some of the comments by the External Management Reviewers suggest OGA is on the right track:  

· There is no question that the OGA is an NIH/HHS leader in developing new solutions to problems and providing evidence based best practices to other federal agencies. 

· The goals, strategies, etc. are extremely well considered and articulated.  OGA deserves congratulations and admiration for the thorough job they have done in completing these materials.  If this is an example of a process to be completed each year, one must ask the question, "Will another position be required just to manage the evaluation process?"  This is a very labor-intensive procedure, but it reflects a commitment to the goals stated and to the effective measurement of steps leading to their achievement.

· The Workload Management is also quite impressive.  While each of us, in our own offices, works at effective distribution of grants and contracts among staff, OGA has quantified the principal tasks of grants specialists in a clear, comprehensible matrix.  This is an idea worth stealing and adapting for my office!

· Overall, this seems to be a unit which has a strong track record for stewardship and is not in any crisis situation.  The level of integrity seems very high.

· Organizational structure seems very flat for such a large organization.  

Summary of Results

The External Management Reviewers were asked to rate OGA using evaluation criteria for each Assessment Area.  OGA received very high ratings from the organizations that it serves.  The results indicate that OGA’s grants management specialists provide excellent service to their customers and are perceived as dedicated to their responsibilities.  OGA management is seen as very effective at working with all of its constituent organizations to streamline processes and solve problems.  

	Assessment Area
	Agree
	Disagree
	Insufficient Information

	Planning for Achieving Customer Satisfaction
	79%
	20%
	1%

	Innovation
	73%
	24%
	3%

	Effective Partnering
	71%
	29%
	0%

	Internal Controls
	77%
	14%
	9%

	Human Resource Mgt.
	88%
	8%
	4%


NIH Goals and Management Studies

NIH has established the following goals relating to grants administration:

· Improve and enhance Electronic Research Administration (ERA) and Communication with the Extramural Community 

2001 target - Develop full capability for electronic grant administration

· Improve Customer Service to Grantees 

2001 target – Reduce receipt-to-award cycle for competing applications from 9-10 months to 6-7 months

The goals established by NIH in the grants area are consistent with broader government initiatives to improve the use of automation, streamline processes and improve customer service.  

In 1997, NIH tasked Arthur Andersen to conduct a study of NIH’s administrative structure and costs.  The study was a comprehensive review of the administrative functions across all NIH Institutes and Centers and included the area of grants administration.  In this study, Arthur Andersen recognized NIH’s efforts to reduce grant cycle time from receipt to award of competing applications and to use electronic means to facilitate the review of grants.  The study also discussed the need for teamwork among the three primary elements within the grants process – review, program, and grants management – and cited the problems with IMPAC II, stating the project “gets an “A” for innovation and leadership, but not for execution.”

In addition, OGA reviewed the findings of a May 2000 Government Accounting Office (GAO) report – NIH Research – Improvements Needed in Monitoring Extramural Grants.  The report contained various recommendations for improving the forms that are used to document the oversight procedures and for improving the timely close out of expired grants.

Results-Based Goals
In conjunction with the results-based management initiative, OGA has established strategic goals designed to improve the timeliness and quality of grants processing and ensure an effective grants close-out process.  OGA’s goals are consistent with and directly support the overall goals supported by NCI’s Office of Management.  OGA’s goals were developed based on a comprehensive review of the ongoing streamlining initiatives, stakeholder input, prior management studies, and a review of OGA’s internal operations.

The situational assessment identified a range of issues that OGA needed to consider in establishing its goals and strategies.  OGA’s internal review served to crystallize its thinking on operational matters.  The results from the survey of stakeholders provided a gauge of OGA’s existing service levels and a better understanding of how the Branch is perceived.  It also validated, from a customer perspective, the need to reduce turnover and improve staffing levels.  The review of NIH goals and external management reports ensured that OGA’s approach is consistent with the larger organization and reinforced the issues OGA had already identified internally. 

OGA’s goals center around improving the timeliness of issuing grant awards, improving the timeliness of closing out grants, and transitioning to an electronic grants process.  While OGA strives to achieve these goals, it will continue to provide outstanding customer services and effective stewardship.  OGA’s goals are consistent with and support the strategic goals established by NCI’s Office of Management.  In analyzing OGA’s goals, three issues are worth noting.  First, since FY 1999 OGA’s performance in terms of timeliness has been declining due to the factors discussed in the situational assessment.  To reverse this trend, OGA sought and received authorization for additional staff, which put OGA in a better position to process grants in a timely manner.  As a result, more aggressive targets are set for FY 2002.

Second, OGA strives to be responsive to grantees and support extramural program goals, while ensuring that NCI complies with statutes, regulations, and internal policies and procedures.  Striking a balance between these areas requires the good judgment of the Branch Chief and grants management staff.

Third, many of the issues discussed in the situational assessment cannot be overcome by OGA alone.  OGA will need support from NCI’s Office of Management (OM), cooperation from NCI programs, and resources to improve or replace OGA’s declining information technology systems.  In addition, OGA will require grantees to comply with current policies and procedures.  For example, NCI has excellent grants closeout procedures, but significant progress toward improving closeout results will not be possible without increased grantee compliance. 

The tables on the following pages summarize OGA’s strategic situation and describe OGA’s general goals, performance measures, strategies, obstacles, actions, and needed resources.  

NCI Office of Grants Administration
General Issues and Situation

	Overall Assessment

	Feedback from OGA’s internal and external stakeholders indicates that OGA has a dedicated, highly professional, solutions-oriented staff that work hard to ensure that grants are issued on time while adhering to applicable policies and procedures to ensure proper stewardship of government funds.  However, a number of factors are affecting OGA’s ability to provide a continued high level of service.  In order for OGA to maintain its high level of customer service, these issues need to be addressed.  

	Major Issues/Situation
	Causes
	Effects
	Goal 1 Implications
	Goal 2 Implications


	Goal 3 Implications

	Incomplete and late applications submitted by grantees
	-Lack of Grantee accountability

-May be indicative of more serious grantee systemic problems

-No penalty for noncompliance with application requirements and established due dates
	-Requires considerable time and effort of staff to obtain required information

-Requires sorting thousands of additional documents and routing to the appropriate grants management specialist
	X
	X
	X

	Workload uneven
	-Late and revised funding plans and paylines

-Clustering of start dates in the fourth quarter
	-Workload compressed into short amount of time.  

-Revisions increase due to funding plan changes, which result in increasing the snowball effect

-70% of grants issued in the last 6 months of the year.  40% of grants issued in the last quarter
	X
	X
	X

	Data needed to manage workflow cumbersome and inadequate
	-Lack of agreed upon OGA IMPAC II extensions such as the Control application, the Specialist Assignment application and electronic control forms (greensheets).  After 3 years supporting the development of IMPAC II extensions, OGA still does not have one IMPAC II extension it can use.  Meanwhile, as a result, OGA’s current systems are cumbersome and in a serious state of decline. 
	-Difficult to track and manage large volume of work

-Difficult to develop balanced workload assignments for specialist

-OGA’s current systems are incompatible with IMPAC II and are failing
	X
	X
	X

	Grantees failure to submit required closeout documents when due
	-OGA resources needed to obtain closeout documents

-May be indicative of more serious grantee systemic problems

-Busy grantees  (Closeout a low priority with grantees)

-No penalty for delinquent closeout documents
	-Closeout process criticized by Congress

-Considerable OGA resources expended to obtain documents

-Closing out grant files is a lengthy and costly task

-Delay in deobligating unexpended balances (funds could be freed up for use for other purposes)

-Extra storage space required for files not closed out


	X
	X
	X

	Program directors slow to sign off on final progress reports when due
	-Review of progress reports is time consuming

-Program director turnover
	-Delay in and/or prevention of closeout of eligible grants 


	X
	X
	X

	Grantees submission of late and incorrect Financial Status Reports (FSRs)
	-OGA resources needed to obtain late FSRs

-May be indicative of more serious grantee systemic problems.

-Busy grantees  (FSRs are a low priority with grantees)

-No penalty for late FSRs
	-Delay in making awards

-Slowdown in the grant closeout process

-Manual processing necessary for revised FSRs (as opposed to the electronic processing that takes place if the FSR is correct)

-Delay in deobligating unexpended balances
	X
	X
	X

	Institutional Funding Agreement (IFA) pilot.  The IFA is an electronic system for conducting business with grantee institutions.  IFAs would put full responsibility on the grantee institution for certifications and other required documentation.
	-Programming needed for NIH Commons to accommodate IFAs
	-Delay in implementing the IFA pilot which could greatly streamline the grants award process


	X
	X
	X


Overall Assessment  (continued)
	Major Issues/Situation
	Causes
	Effects
	Goal 1 Implications
	Goal 2 Implications


	Goal 3 Implications



	eGrants Security
	-Delays with implementing an improved fire wall
	-Delay in improving the eGrants application.  There was a six-month delay in implementing a new firewall for eGrants, which delayed implementing improvements to eGrants.
	X
	X
	X

	Inability to retain experienced grants specialists
	-Excessive and increasing workload


	-Work of those who leave reassigned to current staff 

-Remaining staff over-burdened (causing them to consider leaving also)

-Inability to provide for challenging work and growth opportunities

-Inability to provide for work-life balance
	X
	X
	X

	Lengthy turnaround time for hiring new staff
	-Cumbersome and lengthy recruitment process


	- Work of those who leave reassigned to current staff for long periods of time due to lack of streamlined hiring practices.  It can take 6-7 months to replace a specialist.

-Delays in training new specialists.  It takes months to hire and months to train new specialists before they become productive.

-Days lost in the recruitment process are days lost in productivity
	X
	X
	X

	Increasing number of administrative requirements placed on grantees and grants management specialists
	-Congressional mandates

-Additional requirements caused by lack of grantee compliance with current policies and regulations 

-High visibility problems 
	-Delays in issuing awards

-Increase in number of provisional awards which must be tracked and revised

-More unnecessary work for grantees and grants management specialists 
	X
	X
	X

	OGA grants management specialists unable to perform other important pre and post award activities.
	-No time for these activities because of increasing workload
	-Loss of interest by specialists who seek employment elsewhere

-Stewardship role diminished
	X
	X
	X

	OGA grants management specialists unable to conduct technical assistance reviews
	-No time for these activities because of increasing workload
	-Loss of interest by specialists who seek employment elsewhere

-Stewardship role diminished
	X
	X
	X

	OGA staff unable to participate in OGA, NCI, NIH workgroups, SRA, NCURA, etc.
	-Staff too busy issuing grant awards
	-Enormous pressure on specialists to issue awards

-Sweat shop environment
	X
	X
	X


NCI Office of Grants Administration
Planning for and Achieving Program Results and Customer Satisfaction

	General Goal 1:  Improve Timeliness of Non-Competing Awards

	Performance Goals / Performance Measures  

· The data provided reasonably reflect OGA’s efforts.

· OGA will evaluate its performance measures on a quarterly basis.
	FY 1998
	FY 1999
	FY 2000
	FY 2001
	FY 2002

Estimate
	FY 2003

Target

	Timeliness of Non-Competing Awards:

a. On Time awards.  (Was a Noncompeting grant issued before or on the originally-scheduled budget period start date?)  

b. Late awards.

c. Delayed awards.

      Total Noncompeting grants issued

Note:  Specialists do not fill out late/delayed greensheets for the following:  co-funds, revisions, transfers, supplements and fellowships.(Taken from the OGA Late/Delayed Database)
	Data not available

Data not available

Data not available

3,342


	2,756 (74.3%)

313 (8.4%)

642 (17.3%)

3,711
	2,943 (72.3%)

391 (9.6%)

739 (18.1%)

4,073
	2,507 (63.2%)

478 (12.1%)

981 (24.7%)

3,966
	73%

8%

19%
	73%

8%

19%

	Definitions:

Delayed Noncompeting Award:  An award issued with a budget period start date after the originally-scheduled start date.  Reason for delay caused by grantee.  The budget period end date should not be changed.

Late Noncompeting Award:  An award issued after the budget period start date.  (For example:  start date = 6/1/01 but issue date = 6/2/01)  Reason for delay NOT caused by grantee.

 

	Strategies
	Obstacles
	Actions
	Strategy

Measures
	New

Resources

	
	
	OGA Actions
	OM Actions
	
	

	1.  Improve timeliness and completeness of grantee applications
	-Late and incomplete applications may be indicative of more serious grantee systemic problems

-Lack of grantee accountability

-No penalty for incomplete or late applications

-Problems of timely, complete applications not addressed by NIH

-Difficult for OGA to develop needed data because of current declining data systems which were supposed to be replaced with OGA IMPAC II extensions 

-Additional burdensome requirements (human subjects training, data and safety monitoring plans, etc.) in new and changing policies imposed on NCI and grantees
	-Continue to follow up for missing items

-Encourage completion of OGA IMPAC II extensions, which would provide OGA with better access to data

-Identify and work with grantees who have a large number of problems

-Conduct pilot with 4 or 5 grantees to improve compliance with NIH requirements

-Raise awareness of problem at NCURA/SRA

-Encourage NIH involvement

-Continue to improve collection and consistency of data in order to identify and work with problem grantees

-Continue to train OGA staff on consistent approach in interpreting policy, procedures and guidelines
	-Require completion of IMPAC II extensions for OGA

	-Working with top problem grantees, reduce the number of incomplete applications by 20 percent 
	-Resources to complete IMPAC II extensions for OGA
-Resources to monitor and work with grantees who have a large number of late and incomplete applications


	General Goal 1:  Improve Timeliness of Non-Competing Awards  (continued)

	Strategies
	Obstacles
	Actions
	Strategy

Measures
	New

Resources

	
	
	OGA Actions
	OM Actions
	
	

	2.  Improve/maintain “evenness” of workload throughout the year


	-Delays in appropriation

-Delays in RPG paylines and funding policy

-Delays in Division-controlled funds paylines and funding policy

-Other late payline issues which negatively impact the “evenness” of future non-competing workload

-Other late funding issues (exceptions, minority funding, co-funding)

-Clustering of awards in the fourth quarter of the year

-RFAs traditionally awarded in late September
	-Recycle competing start dates.  Recycling competing award start dates positively impacts the “evenness” of non-competing workload in future years.

-Funding calendar

-Encourage early funding decisions

-Continue early award initiative

-Continue to streamline processes and systems
	-Develop funding strategy earlier in the year (Aug v. Dec)

-Encourage timely OGA budget and FTE ceilings.
	-Even out the number of grants awarded throughout the year, with no more than 33% of grants being awarded in the 4th quarter.
	-Resources to address short timelines to review RFAs and to address multiple funding plan changes  

	3.  Reduce internal (NCI) sources of delay.


	-Maintaining balance between good customer service and obtaining required support from:

    -program directors

    -ARC 

    -EFDB

-Current declining data systems which were supposed to be replaced with OGA IMPAC II extensions

-Senior OGA staff needed to train junior/new OGA staff which takes them away from doing grants

-Lack of training for new NCI program staff

-NCI program staff turnover

-OGA not notified of NCI program staff backups

-Heavy OGA workload

-Snowball effect, (OGA’s model for showing the cumulative impact of failing to issue awards in a timely manner)
	-Continue to seek new and better ways to do work

-Encourage the completion of IMPAC II extensions for OGA
-Encourage timely program grant documentation control forms (greensheets)

-Encourage development of electronic grant documentation control forms (greensheets)

-Use funding calendar.

-Encourage communication of NCI program director backups.

-Conduct more frequent Program Director Orientations
	-Require the completion of IMPAC II extensions for OGA
-Encourage development of electronic grant documentation control forms (greensheets)


	-Complete electronic greensheet and other IMPAC II extensions which will enable the collection of data to establish performance measures
	-Resources to complete IMPAC II extensions for OGA
-Resources to support senior specialists who are dedicated to training junior specialists

	4.  Reduce external (NIH/grantee) sources of delay.


	-Maintaining balance between good customer service and obtaining required support from grantees

-NIH automation issues (IMPAC II, CRISP, NIH Commons)

-Additional burdensome requirements (human subjects training, data and safety monitoring plans, etc.) in new and changing policies imposed on NCI and grantees

-Hiring freeze
	-Encourage improvement in grantee administrative performance

-For grantees who fail to comply with NIH requirements, develop and impose sanctions

-Encourage NIH to get involved in NIH-wide issues


	-Require the completion of IMPAC II extensions for OGA
-Encourage timely agreement on OGA’s FTE levels

-Streamline hiring procedures

-Support sanctions imposed by OGA

	-See strategy measure #1
	-Resources to complete IMPAC II extensions for OGA



NCI Office of Grants Administration
Planning for and Achieving Program Results and Customer Satisfaction

	General Goal 2:  Improve Timely Close Out of Grants

	Performance Goals / Performance Measures

· The data provided reasonably reflect OGA’s efforts.

· OGA will evaluate its performance measures on a quarterly basis.
	FY 1999
	FY 2000
	FY 2001
	FY 2002

Estimate


	FY 2003

Target



	1.  Improve Timeliness of Closing Out Grants

Expired grants should be closed out within 120 days from the end of the budget period.  However, nearly 100 percent of grantees do not submit required documentation for closeout within 90 days.  OGA needs 30 days from receipt of the complete final document package to close out a grant."

a. Number of grants closed out on time (within 120 days).

b. Number of delinquent grants closed out during the year (Taken from monthly RMC reports).

c. Number of delinquent grants not closed out during the year (Taken from monthly RMC reports).

d. Total delinquent grants (Taken from monthly RMC reports).

	0

696 (62.7%)

414 (37.3%)

1,110


	0

1,260 (63.0%)

739 (37.0%)

1,999


	Data not available
1,028 (54.8%)

847 (45.2%)

1,875


	10%

55%

35%


	10%

55%

35%



	Strategies
	Obstacles
	Actions
	Strategy

Measures
	New

Resources

	
	
	OGA Actions
	OM Actions
	
	

	1.  Improve grantee compliance with closeout requirements
	-Delinquent closeout documentation possibly indicative of more serious grantee systemic problems.

-Lack of grantee accountability 

-Closeout is a low priority with grantees

-Difficult for OGA to develop needed data because of current declining data systems which were supposed to be replaced with OGA IMPAC II extensions
	-Continue to send follow up letters for delinquent reports

-Continue to work with NIH since this is an NIH-wide problem

-Impose sanctions for delinquent reports

-Identify and work with grantees who have a large number of problems

-Continue to alert grantees via closeout term

-Continue to seek new and better ways to do work

-Raise awareness of problem at NCURA/SRA

-Seek ways to improve current declining data systems until IMPAC II closeout extension is developed

-Seek ways to improve alerting grantees of closeout requirements such as assigning a lead specialist to each grantee who has a large number of compliance problems 
	-Support sanctions for delinquent reports

-Require the completion of IMPAC II extensions for OGA
 
	-For the pilot group, show an improvement of 20 percent in timeliness
	-Resources to complete IMPAC II extensions for OGA.  (A closeout extension would assist OGA in identifying problem grantees quickly.)
-Resources to monitor and work with grantees who have a large number of delinquent closeout documents and reports


NCI Office of Grants Administration
Planning for and Achieving Program Results and Customer Satisfaction

	General Goal 3:  Transition from a Paper –Based Grants Process to an Electronic Grants Process

	Performance Goals / Performance Measures

· The data provided reasonably reflect OGA’s efforts.

· OGA will evaluate its performance measures on a quarterly basis.
	FY 1999
	FY 2000
	FY 2001
	FY 2002

Estimate


	FY 2003

Target



	1.  Number of grants processed electronically (without the use of paper-based grant documentation).


	Data not available

	Data not available

	15%


	30%


	75%



	Strategies
	Obstacles
	Actions
	Strategy

Measures
	New

Resources

	
	
	OGA Actions
	OM Actions
	
	

	1.  Increase percentage of grants processed without the use of paper-based files
	-Difficult for OGA to develop needed data because of current declining data systems which were supposed to be replaced with OGA IMPAC II extensions

-Firewall implementation has delayed improvements and access to eGrant files


	-Continue to work with contractor to develop IMPAC II extensions

-Continue to train OGA staff how to use eGrant files


	-Support OGA information technology resource requests

-Support rapid implementation of eGrants firewall

 
	-Percentage of grants processed without paper-based grants documentation


	-Resources associated with OGA’s continued efforts to convert electronic and paper-based documents into eGrant accessible documents.
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