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May 15, 2001

EPA-SAB-RSAC-COM-01-002
OFFICE OF THE ADMINISTRATOR
SCIENCE ADVISORY BOARD

Honorable Chrigtine Todd Whitman
Administrator

U.S. Environmenta Protection Agency
1200 Pennsylvania Avenue, NW
Washington, DC 20460

Subject: Science Advisory Board (SAB) Commentary on National
Program Directorsin ORD for Managing Large Crosscutting
Programs

Dear Governor Whitman:

On March 7, 2001, the Research Strategies Advisory Committee (RSAC) of the
Science Advisory Board met in Washington, D.C. and completed a consultation on the topic of
the National Program Directors (NPDs) in the Office of Research and Development (ORD).
The ORD only recently has sdected and appointed NPDs to manage large cross-cutting
research programs. We listened to the prepared presentations from four National Program
Directors and made inquiries about the strengths of this matrix management structure and aress
where improvements could be beneficid to the Agency. The four ORD programs covered in
our interactions were Particulate Matter Research, Drinking Water Research, Endocrine
Disruptors Research, and Global Change Research. We dso received the recently completed
“Management Review of the Particulate Matter Research Program” by the Board of Scientific
Counsdorsfor the Office of Research and Development.

Based on our discussion, the RSAC decided to prepare a commentary to provide our
assessment and advice regarding the Nationa Program Directorsin ORD. This commentary
offers specific recommendations including a strong endorsement for the continuing use of
Nationa Program Directors and for strengthening some aspects of this management structure.

Key Findings
a) RSAC found that the management structure utilizing National Program

Directors with alead executive, while fairly new, iswell organized and efficient.
It appears to be working well and is offering the type of leadership and
coordination functions that are essentid to successfully executing crosscutting
research programsin ORD.

b) RSAC noted that there were differencesin the functioning of the Nationa
Program Directors among different programs. For example, the Particulate
Matter Research Program by necessity requires NPD efforts to be mostly



devoted to identifying research needs, to coordinating the research planning,
and to monitoring research carried out by contractors and participating research
groups. The NPD for Endocrine Disruptors, on the other hand, has to place
ggnificantly more emphasis on coordination of nationd and internationd efforts.
Thisflexibility and tailoring of NPD activitiesis a good attribute that ORD

should continue to cultivete,
Recommendations
a) RSAC notes that even though there are anumber of research programsin

ORD, dl of them do not have National Program Directors. RSAC learned that
ORD management gppoints National Program Directors only for a subset of
the programs. RSAC does understand that al programs may not require
Nationa Program Directors. However, RSAC recommends that the Agency
establish a set of defined criteria and standards to implement a transparent
process to decide when aNational Program Director is needed and when one

IS not necessary.

b) RSAC dso noted that the NPDs play avery critical and strategic rolein
developing and following the ORD Research Strategy. Thisdlows afocusfor
ORD’s efforts and a means to evauate how responsive the results are to the
dtated goas of the Nationa Program Director management program. Because
the research planning process is quite complex and requires consensus building
RSA C recommends that additiona staff support be provided for the NPDs and
be adequate for their assigned tasks.

) RSAC observed that a dedicated budget for the Nationa Program Directors
would be very helpful to bolstering the abilities of the NPDs to be more efficient
and successful in their pogtions. Overdl, RSAC is very pleased to seethe
ingtitution of Nationa Program Directors for a subset of ORD Programs.
RSAC dso encourages ORD to continue with this matrix management structure
and fine tune the operations adong the lines of our recommendetions.

We appreciate the opportunity to comment on this program. The Research Strategies
Advisory Committee would be pleased to expand on any of these comments, and we look
forward to your response.

Sincerdly,
1S/ IS/
Dr. William H. Glaze, Chair Dr. Raymond C. Loehr, Chair
EPA Science Advisory Board Research Strategies Advisory Committee EPA
Science Advisory Board



NOTICE

This report has been written as part of the activities of the Science Advisory Board, a
public advisory group providing extramurd scientific information and advice to the
Adminigrator and other officids of the Environmenta Protection Agency. The Board is
sructured to provide baanced, expert assessment of scientific matters related to problems
facing the Agency. Thisreport has not been reviewed for gpprova by the Agency and, hence,
the contents of this report do not necessarily represent the views and policies of the
Environmenta Protection Agency, nor of other agencies in the Executive Branch of the Federa
government, nor does mention of trade names or commercia products congtitute a
recommendation for use.

Distribution and Availability: This Science Advisory Board report is provided to the EPA
Adminigtrator, senior Agency management, gppropriate program staff, interested members of
the public, and is posted on the SAB website (www.epa.gov/sab). Information on its
availability isaso provided in the SAB’s monthly newdetter (Happenings at the Science
Advisory Board). Additiond copies and further information are available from the SAB Staff
[US EPA Science Advisory Board (1400A), 1200 Pennsylvania Avenue, NW, Washington,
DC 20460-0001; 202-564-4546].
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