Independent Review Worksheet - Item 5.1  Examiner–A 
Workforce Engagement

Relevant Key Factors

1. Demonstrate integrity in our science, relationships, and management of government assets? Pursue scientific knowledge and respect diverse opinions? Cultivate innovation and creativity? Practice open and honest communication with each other and our partners, maintaining the security of confidential information? Demonstrate leadership in all we do, in all the communities we serve? Focus on efficient and effective processes? Respect the land and the people who use it

2. (1) Systematic agricultural research (2) Systematic and controlled Process Portfolio Management and Research Portfolio Management (Figure 6.1-1; e.g., full life-cycle management of longer-term agricultural research contracts) (3) Development of close, collaborative partnerships among academia, government, and the agricultural science industry to merge science with solutions to create commercialization pathways (4) Specialized research competencies in corn endosperm mutations, corn and wheat breeding/physiology, grain gene splicing and engineering, wheat germplasm, and crop nanotechnology

3. Workforce of over 5,500 people. The workforce is segmented by job type and work location (Figure P.1-2). Figure P.1-3 demonstrates the workforce’s education levels and broad ethnic diversity that is the result of the organization’s association with recruitment centers at the four collaborating universities.

4. (4) the ability to attract the brightest minds in agricultural science and technology

5. Declining number of agriculture graduates

Strengths

	Relevant KF
	++
	Strength
	Evidence
	A
	D
	L
	I
	Item Ref.

	3 , 4 
	
	Determining factors of engagement and satisfaction
	* Survey developed in 2000 by collaborating university* Surveyed, interviewed, and conducted focus group sessions* MAG has representation from each workforce segment* Mag trained to monitor and assess workforce attitudes, results are integrated into step one of SPP* 2004 improvement cycle to have more farm operations staff focus groups
	X
	X
	X
	X
	1a(1)

	3 , 4 
	
	Diverse ideas and thinking
	*SPRR process*Developed communities of interest and discussion groups
	X
	X
	X
	
	1a(2)

	3 
	
	Transferring knowledge
	* Shadowing, cross-training* Process Specification Documentation to create flow charts of key process steps, document SOPs, and key requirements* Exit interviews to document lessons learned and best practices
	X
	
	X
	
	1b(2)

	3 , 2 , 4 , 5 
	
	Career progression
	* Work System Design Process identifies skills, expectations and competencies for each work process* Using the WPM and the WSDP the workforce members can map out career goals and job progression* Quarterly and annual reviews assess progress towards goals and objectives
	X
	X
	X
	
	1b(4)


	++
	Feedback Ready Strength Comment
	Item Ref

	
	The applicant uses the Scientific Peer Research Review process to encourage exchange of ideas across organizational disciplines. The feedback from these sessions enhances the quality of the research and helps to break down barriers between the different research groups. A 2007 improvement cycle initiated communities of interest and discussion groups that communicate across the organization through the inter/intranet.
	1a(2)


Opportunities for Improvement

	Relevant KF
	--
	Opportunity for Improvement
	Evidence
	A
	D
	L
	I
	Item Ref.

	3 
	
	Differences in factors
	* Not clear what the process is ?
	X
	
	
	
	1a(1)

	5 
	
	Declining number of ag graduates
	* Indicate that this is a challenge and that they must develop from within* Not clear from Figure 5.1-2 how they are developing their personnel* What is the process?
	X
	
	
	
	1b(1)


	--
	Feedback Ready Opportunity for Improvement Comment
	Item Ref

	
	While the applicant has indicated the MAG has representation from each workforce segment, it is not clear how this group is used to determine if their differences between the different segments n factors influencing workforce engagement and satisfaction. Without a clear process differences in work group segments could be missed leading to a segments needs being sub optimized.
	1a(1)


Scoring

Score Range: 50-65%
Score Value: 60
Independent Review Worksheet - Item 5.1                                                                                      Examiner – B 

Workforce Engagement

Relevant Key Factors

1. Systematic agricultural research, 2) Systematic and controlled Process Portfolio Management and Research Portfolio Management, 3) Development of close, collaborative partnerships among academia, government, and the agricultural science industry to merge science with solutions to create commercialization pathways, and 4) Specialized research competencies in corn endosperm mutations, corn and wheat breeding/physiology, grain gene splicing and engineering, what germoplasm and crop nanotechnology.

2. More than 5,000 in four locations throughout the U.S. including Nebraska, California, Mississippi, and Pennsylvania. Workforce segments include 450 scientists, 2,471 laboratory support staff, 1587 farm operations staff, 836 students, 167 administrative support and maintenance staff, 50 senior leaders, 60 program leads, and 32 program administrators. Workforce diversity includes 46% white, 23% African American, 12% Hispanic, 13% Asian and 6% other. Education levels include 37% doctorate, 24% masters, 28% bachelors, and 11% high school or equivalent.

3. Segmented by workforce group. Scientists' requirements include scientific freedom, collaborative environment, access to state-of-the-art technology and opportunity to publish and present. Laboratory support and farm operations staff requirements include the organization's mission, recognition, reliable compensation, tools to do the job, and benefits. Students' requirements include work experience while in school, opportunity to grow and learn, and ability to participate in cutting-edge research. Administrative support staff and maintenance staff requirements include job security, alignment to organization's mission, and recognition. Senior leaders, program leads and program administrators: Making a difference in farm productivity, and the opportunity to shape the research agenda. 

4. Key components of the system include the strategic planning process, scorecard reviews, the Process Team Process, the Process Improvement Process (PIP), the Scientific Peer Research Review (SPRR) process, the Work System Design Process, and Six-Sigma. Process Idea Wells encourage learning and innovation. The Baldrige Criteria are used annually to assess and identify improvement opportunities. 

5. Strong culture of leadership, efficiently run organizational systems, and respect for scientific inquiry that frees the workforce to ask questions, identify problems and innovate solutions.

6. Scientists: challenging and meaningful work, compensation and benefits, effective support processes. Laboratory support and farm operations staff: flexible hours, adequate employee staffing for projects, opportunity to grow and learn. Students: Career support and quality mentoring, challenging work environment, recognition, opportunity to publish and present. Administrative support staff and maintenance staff: compensation and benefits, tools to do the job. Senior leaders, program leads and program administrators: opportunity to grow and learn, challenging and meaningful work.

Strengths

	Relevant KF
	++
	Strength
	Evidence
	A
	D
	L
	I
	Item Ref.

	3 , 6 , 5 
	
	How workforce management system supports high performance work 
	Performance plans developed for all individuals who receive compensation and incentives for accomplishment of action plans. Al segments of the workforce have performance plans. Students do not participate in compensation portion. Reward and recognition examples contained in Figure 5.1-1. Performance plans deployed to all segments of the workforce. Approaches aligned with workforce motivation factors.
	X
	X
	
	X
	a(3)

	2 , 3 , 6 
	
	How workforce learning and development address learning needs, the transfer of knowledge and reinforcement of new knowledge
	Learning needs identified in all workforce performance plans and aggregated to determine knowledge gaps. Programs then developed to address gaps. The use of process documents, Job shadowing and cross training used to prepare for departing or retiring employees. Coaches, lead reviews, risk management audits and competency checks are used to reinforce new skills. Approaches appear to be applied consistently to all segments of workforce at all locations. Approaches aligned with workforce motivation and satisfaction factors. 
	X
	X
	
	X
	b(2)

	2 , 3 , 6 
	
	Career progression and succession management
	Performance expectations, skills and competencies for all work processes and job categories are defined. Each member of workforce maps career goals and job progression strategies. Performance reviews aid in tracking progress. Mentors assigned to workforce who want to train for new jobs, develop new competencies or skills. Retirement coaches used. Succession plan created by senior leaders and managed by Leadership Development Committee at each location. Candidates move through defined process and attend leadership Center. Aligned with workforce motivation and satisfaction factors.
	X
	X
	
	X
	b(4)

	2 , 3 , 6 
	
	Assessment of workforce engagement and satisfaction
	Survey tool is primary method used annually to assess engagement and satisfaction of entire workforce. Results can be segmented several ways. Other methods include monitoring turnover, productivity, safety data, ideas submitted, grievances and complaints. 
	X
	X
	
	
	c(1)


	++
	Feedback Ready Strength Comment
	Item Ref

	
	Leaders work with employees to develop performance plans, and meet quarterly to assess progress and make adjustments. Performance is evaluated on accomplishment of objectives (45%) and on innovation, diversity, scientific integrity, demonstrated leadership, and completion of individual action plans (55%). Compensation and incentives are tied to accomplishment of action plans. Students participate in the same performance plan process, without the compensation portion. Examples of reward and recognition given for high performance include the Safety Award, the Corn Cob Award for outstanding customer service, the Platinum Ethics Award, the Cotton Gin Award for innovation, and the Innovative Technology Award. These approaches align with the applicant's workforce engagement factors of recognition, reliable compensation, and the opportunity to grow and learn.
	a(3)


Opportunities for Improvement

	Relevant KF
	--
	Opportunity for Improvement
	Evidence
	A
	D
	L
	I
	Item Ref.

	3 , 6 
	
	Approach to determine key factors of workforce engagement and satisfaction.
	While a survey was used once in 1995, and another approach was used one time in 2000, no systematic approach is evident.
	X
	
	
	
	a(1)

	4 
	
	Cycles of learning for workforce enrichment, workforce and leader development, and assessment of workforce engagement approaches.
	No evidence that any of the approaches used by the applicant undergo evaluation to determine effectiveness.
	
	
	X
	
	a, b, c


	--
	Feedback Ready Opportunity for Improvement Comment
	Item Ref

	
	There is no evidence that the approaches used to determine the key factors of workforce engagement and satisfaction, the approaches used for workforce learning and development, or the approaches used to assess workforce engagement and satisfaction are evaluated for effectiveness. While the Management Advisory Groups at each location have the responsibility to evaluate and improve the approaches related to assessing workforce engagement and satisfaction, the approach used is not evident and no improvements are demonstrated. This represents a misalignment with the applicant's performance improvement system.
	a, b, c


Scoring

Score Range: 30-45%
Score Value: 45
Independent Review Worksheet - Item 5.1                                                                                Examiner – C 

Workforce Engagement

Relevant Key Factors

1. Scorecard reviews - Process Team Process - Process Improvement Process (PIP) - Scientific Peer Research Review (SPRR) - Process Idea Wells facilitate organizational learning and innovation - Annual review by the USDA's Office of Scientific Quality Review - External assessment using Baldrige criteria used to identify high impact improvement opportunities - Process improvement methodology includes DMAIC and some lean

2. Culture of leadership, efficiently run organizational systems, and respect for scientific inquiry that frees the workforce to ask questions, identify problems, and innovate solutions.

3. 5,500 staff (P-1-2 & P-1-4)): 450 Scientists 2,471 Laboratory support staff 1,587 Farm operations staff 836 Students 167 Support Staff 142 Senior Leaders/Program Leads/Admin Education Levels and Ethnicity in P-1-3 No bargaining units Students get same, pro-rated benefits as staff workforce distributed at four research campuses with 40% at NFU

4. Scientists Engagement Factors: Scientific freedom; Collaborative environment; Access to state-of-the-art technology; Opportunity to publish and present Satisfaction Factors: Challenging and meaningful work; Compensation and benefits; Effective support processes Laboratory Staff Engagement Factors: Mission; Recognition; Compensation; Tools to do the job; benefits Satisfaction Factors: Flexible hours; Adequate employee staffing for projects; Opportunity to grow and learn Students Engagement Factors: Work experience while in school; opportunity to grow and learn; Ability to participate in cutting edge research Satisfaction Factors: Career support and quality mentoring; Challenging work environment; Recognition; Opportunity to publish and present Support staff and leaders key factors also included in P-1-4 

5. - Declining number of agriculture graduates*

Strengths

	Relevant KF
	++
	Strength
	Evidence
	A
	D
	L
	I
	Item Ref.

	4 , 3 
	
	Reward and recognition Processes
	Figure 5.1-1 list of examples of awards (e.g. silver Wheat Shaft encourages turning challenges into opportunities)- Process improvement Idea well with Well team Review- Quarterly colloquiums to share research findings; corporate wide symposium for outside researchers- exchange of ideas in monthly meetings (different workforce segments)- cycle of refinement in 2007 - focus group feedback, HR Performance Committee recommended communities of interest discussion groups (students, lab, farm operations staff)- senior leaders write notes- pay for performance; bonuses; benefits
	X
	X
	X
	X
	a(2,3)

	4 , 3 , 1 
	
	Process for Evaluating the Effectiveness of the Learning System
	- worked with NFU Education Dept to develop a systematic evaluation process for the training curriculum (Ebonywood Model for Assessment)- data gathered is used as inputs into biannual curriculum review- efficiency measured through dollar assessment/workforce member; participation in training)
	X
	
	
	
	b(3)


	++
	Feedback Ready Strength Comment
	Item Ref

	
	NuGrain utilizes a systematic, well deployed reward, recognition and engagement process which is responsive to workforce needs. Monetary rewards, such as pay for performance and bonuses, performance based awards (Figure 5.1-1, e.g. silver Wheat Shaft encourages turning challenges into opportunities), benefits package, senior leader recognition notes, display of process improvement ideas through the Idea Well with Well, quarterly colloquiums to share research findings and an exchange of ideas in monthly meetings all contribute to staff and organizational success. Cycle of refinements has included the addition of focus groups and communities of interest discussion groups that include students, lab, and farm operations staff.
	a(2,3)


Opportunities for Improvement

	Relevant KF
	--
	Opportunity for Improvement
	Evidence
	A
	D
	L
	I
	Item Ref.

	3 
	
	Unclear how NuGrain assesses workforce engagement
	Listed in Profile Scientist Engagement Factors: Scientific freedom; Collaborative environment; Access to state-of-the-art technology; Opportunity to publish and present it is not evident that the applicant is assessing and monitoring engagement results that are most important to its workforce Evidence from profile-Lab Engagement Factors: Mission; Recognition; Compensation; Tools to do the job; benefits Students Engagement Factors: Work experience while in school; opportunity to grow and learn; Ability to participation cutting edge research Evidence of what's Listed in Figure 5.1-4 as Engagement Results Supervisors feedback, R&R events, workforce feels they contribute (participation)
	X
	X
	
	
	c (1,2)

	4 , 3 
	
	Succession Planning Process for Scientists and Experts for Emerging Fields/Technology 
	Although there is a systematic succession planning process (Figure 5.1-3), it's not clear how this works for scientists who are experts in their fields. (typically organizations don't grow the experts from within because there are few in the country, they recruit them in with large research packages)Also it's unclear if there is a career progression for scientists (e.g. fellow, junior, senior scientists)
	X
	X
	
	
	b(4)

	3 
	
	Learning systems to Address challenges, innovation, and leader development
	Although approaches are in place for required training (e.g. Code of Conduct), process improvement and education, it's not evident in 5.1a (1) that the criteria for how the key factors related to innovation are provided. Leadership development, coaching and mentoring processes for leaders are not addressed (although PI is)
	
	X
	
	
	b(1)


	--
	Feedback Ready Opportunity for Improvement Comment
	Item Ref

	
	Although there is a systematic succession planning process (Figure 5.1-3), it's not clear how this process is applied to scientists in highly technical, expert scientists in fields such as gene splicing. Additionally, it is not evident that there is a career progression for scientists (e.g. fellow, junior, senior scientists). Developing and deploying processes for recruitment of scientists in highly technical fields, such as gene engineering, and developing fields such as development of natural based fuels, may enhance efforts at innovation and scientific achievement through publication in best-in-class journals, presentation at national meetings, and technology transfer of profitable patents.
	b(4)


Scoring

Score Range: 50-65%
Score Value: 65
