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An Engagement Strategy for NOAA
I. Introduction and Overview
NOAA is a world leader in understanding the oceans, atmosphere, and climate change – and how they affect our health, our economy, and our future.  With a total workforce of nearly 13,000 federal employees and more than 4,000 contractors, NOAA conducts original scientific research and provides products and services to government, commercial, educational and other end-users domestically and globally. 

With such a broad portfolio, the list of NOAA’s customers is substantial, as is the need to develop and maintain strong two-way relationships with those customers. As an environmental service agency, NOAA has considerable interaction with its users. NOAA has advanced a number of initiatives in recent years to improve those relationships including the establishment of NOAA Regional Teams, a reorganization of NOAA communications, and a focus on education through new and existing statutes and programs. This effort is needed to transform NOAA from a science agency that provides service to a service agency based on science.    
In August 2007, Congress passed the “America COMPETES Act” that requires the Administrator of NOAA to “conduct, develop, support, promote, and coordinate formal and informal educational activities at all levels to enhance public awareness and understanding of ocean, coastal, and atmospheric science and stewardship by the general public and other coastal stakeholders...”  This language gives NOAA much needed authority to enhance and integrate activities in education, communications, outreach, extension and training.

In March 2008, NOAA’s Science Advisory Board (SAB) provided NOAA with a report that calls for NOAA to “dramatically change its way of doing business if it expects to engage and serve its consumers and clients.” Central to the SAB recommendations is the need for NOAA to have an Engagement Strategy and a coordinating body to carry out that Strategy. To that end, NOAA is pleased to provide the following Engagement Strategy.
II. Engagement
What is Engagement?

As defined by the Kellogg Commission, which introduced the term, engagement is a two-way relationship between a service provider and society. It implies a commitment of service through a partnership based on reciprocity and sharing of goals, objectives, and resources between NOAA and the society it serves. Implicit to engagement is a respect for each partner that involves listening, dialog, understanding, and mutual support.  

What does engagement mean for NOAA? 
For NOAA’s purpose, engagement is meant as an umbrella term for the following elements within NOAA: 
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Communications: The process of delivering a message or other information through different media. Communications provides information about NOAA and its products and services to the news media, government officials, constituents, and the public.  
· Education: Education is the process by which individuals develop knowledge, values, and skills.  Education encompasses both teaching and learning.
· Extension and Training: Extension - Sustained interaction with specific audiences using education techniques to transfer science-based information or skills that inform decision-making and/or change behavior. 
Training - A process of transferring knowledge and skills using standardized instructional methods and techniques to targeted professional audiences for the purpose of developing and enhancing professional competencies.
· Regional Collaboration: A flexible network established to support integrated, regionally-tailored implementation of NOAA-wide programmatic priorities and provide a more systematic approach to both internal and external communications.  
While each of these elements focuses on different audiences, collectively they respond to, and serve, the range of audiences shown in Figure 1. 
What is NOAA’s engagement goal?
A strong dialog and two-way relationship with society that enables NOAA to identify, develop and improve products and services to meet society’s needs.
III. Coordination and Oversight by the Executive Committee on Engagement (ECE)
NOAA currently conducts a wide range of engagement activities in communications, education, extension and training, and regional collaboration. To better coordinate these activities and ensure resources are leveraged to the maximum extent, while maintaining the unique role and responsibility each element routinely employs, NOAA has created an Executive Committee on Engagement (ECE). The ECE membership is composed of the Chair of the Education Council, the Director of Communications, the Chair of the Regional Collaboration Executive Oversight Group and the Chair of the Extension and Training Services Committee.  
The ECE will provide corporate guidance and recommend actions to promote a strong dialog and two-way relationship with society that enables NOAA to identify, develop and improve products and services to meet society’s needs.  In order to foster collaborative planning across the range of NOAA engagement activities and programs, the ECE will: 

· Coordinate the activities of NOAA’s Education Council, Communications Committee, Regional Collaboration Executive Oversight Group, and Extension and Training Services Committee; 

· Develop and implement NOAA’s Engagement Strategy to help ensure integration across NOAA’s engagement activities; and
· Be responsive to national issues/topics raised by NOAA leadership and the field that require integrated engagement activities across the agency;

· Serve as a mechanism for coordination of engagement activities and information exchange from the grass roots level to NOAA leadership; and
· Ensure the development and incorporation of assessment and evaluation policies within NOAA engagement activities and programs.

ECE members are responsible for ensuring that ECE decisions are communicated to, and supported by, their respective communities.  The 4 relevant coordinating bodies are described below:
· Communications Committee: 
NOAA’s Communications Committee serves as a mechanism to bring together public affairs representatives and communications professionals from across the agency.  The Communications Committee is chaired by NOAA’s Director of Communications, with membership including senior public affairs and communications staff throughout the agency. The Communications Committee provides corporate communications guidance and recommends action as necessary to ensure that NOAA communications activities are linked directly to the agency’s top priorities, represent one-NOAA, take advantage of the full range of agency assets, and are executed efficiently. The mission of the Communications Committee is to ensure that all corporate NOAA communication activities are conducted in a consistent manner, with a commitment of service to society. The Communications Committee meets twice monthly, or at the request of the Chair.  
The Communications Committee: 

· Provides communications guidance to the agency, including corporate messages; 

· Ensures consistency of message and integration across communications activities; and
· Identifies national issues/topics that require integrated communications activities.

· Education Council:
NOAA’s Education Council consists of senior representatives from NOAA’s Line, Program and Staff Offices with education responsibility. The Council’s primary responsibility is to serve as a NOAA forum for the discussion of ideas and proposals regarding formal and informal education and make recommendations to NOAA management on all aspects of NOAA’s education activities. Council members represent their respective education interests and activities and serve as the key contact on all issues affecting their organizations' interests. The Education Council is staffed by NOAA’s Office of Education and meets monthly. 
Education is a cross-cutting strategic planning priority used to address NOAA’s environmental literacy goals. The Education Council provides input into NOAA’s goal teams and helps to monitor achievements associated with the implementation of NOAA’s Strategic Plan and specifically NOAA’s Education Plan goals. As support for environmental literacy continues to increase in importance to our society, members of the NOAA Education Council serve an important role in shaping NOAA’s education efforts.
· Extension and Training Services 
NOAA’s Extension and Training Service (NETS) capabilities encompass a broad range of programmatic and geographic assets that, when employed in a coordinated manner, will assist NOAA in its efforts to fully engage its constituents.  What is required is an integrated national coordination function of NOAA’s sizable and locally placed extension and training assets nation-wide. This will help underpin NOAA’s Regional Collaboration structure, with a focus on bringing together NOAA assets on the ground in a coordinated manner. As such, a new approach is needed that will enable the full range of NOAA’s extension and training assets to focus on thematic priorities identified by NOAA leadership or by local or regional stakeholders and constituent feedback.  The principles underlying this new approach include; national guidance and coordination, regional planning and strategy development, flexible regional, state and local implementation and accountability through collection and analysis of national extension and training metrics.

· Regional Collaboration

NOAA's Regional Collaboration network was established to facilitate multi-disciplinary planning and execution on the highest priority regional needs, mobilize knowledge and capabilities across the agency, and engage its stakeholders to improve NOAA’s productivity and value to its customers.
A NOAA-wide geographic framework was designed to provide a basis for regional-scale stakeholder and partner engagement, and provide an organizing principle to encourage cross-NOAA integration.  This framework consists of the following eight regions: Alaska, Central, Gulf of Mexico, Great Lakes, North Atlantic, Pacific, Southeast & Caribbean, and Western.  

NOAA’s Regional Collaboration effort operates through existing authority, accountability, and organizational structures.  NOAA is advancing this effort through collaborative teams that link NOAA’s Goal Teams and Line Offices on a regional and national basis.  Some coordinating bodies have been established, however, to advance the effort.  The lead teams responsible for the implementation of Regional Collaboration include the:

· Executive Oversight Group, consisting of NOAA leaders in the corporate and operating branches, which provides overall guidance and is responsible for the overall success of this effort; 
· Office of Program, Planning, & Integration, which chairs and staffs the Executive Oversight Group, and serves as the organizational focal point for the effort.

· Regional Collaboration Teams, which are inter-Line Office collaborative groups that facilitate interactions between regional stakeholders and corporate NOAA to improve NOAA services and visibility in the region. Regional Collaboration Teams work within the execution structure of NOAA to improve the Line Offices’ ability to meet the agency’s mission, and are led by senior NOAA leadership in the regions.  Regional Collaboration Teams are responsible for knowing the stakeholder needs in their regions and promote internal NOAA communication on regional issues.  

· Priority Area Task Teams are responsible for advancing the regional-scale priorities of Goal Teams at the national level.  The current Priority Area Task Teams are: Hazard Resilient Coastal Communities, Integrated Ecosystem Assessments, Integrated Water Resource Services, and Outreach and Communications.  In particular, the Outreach and Communications Priority Area Task Team, and its Regional Communications Working Group, serves as an internal link between the Executive Oversight Group, the NOAA Office of Education, the Office of Communications and the eight Regional Teams
IV. Process for Coordination of Engagement Activities
The ECE serves as the venue where NOAA engagement activities come together, share progress and challenges, and develop the best path forward for the agency. The process for coordinating these engagement activities is meant to facilitate information flow as follows:
Figure 2. ECE Information Flow
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The main functions of the ECE are as follows:
Gather input from stakeholders

· Extension and Training and Education work with end-users on the ground to identify topics/needs for products and provide capacity building for the use of NOAA products and services (e.g. specific climate information.)

· Regional Collaboration coordinates NOAA regional assets on the ground to also better communicate with end-users and solicit user input.
· Collective stakeholder input is incorporated into strategic planning process, and helps inform NOAA decisions about priorities.
· Communications also conducts or contracts user group surveys to identify issues that resonate with the public and where NOAA is poised to fill a perceived gap.
National priorities are identified
· ECE and NOAA leadership identify engagement priorities based on NOAA’s capability, strategic priorities, and user needs (e.g. climate.)
Relevant materials are developed and distributed
· Communications has the lead on development of corporate messages, accompanying talking points, internal and external communications toolkits, etc. 
· Education Council, Extension and Training, and Regional Collaboration have the lead on development of materials relevant to their specific audiences.  

· ECE serves as the venue to share those corporate messages and resources.
· All ECE members work with their networks to tailor and distribute relevant materials, messages and tools.
Feedback helps to tailor next generation of products
· ECE member networks utilize their relationships with communities on the ground to gather feedback from the end-users (“pull” information in) in order to tailor the next generation of products and services to better meet societal needs. Those needs are then reflected in NOAA’s future priority setting to ensure that NOAA’s research and education activities are continuously appropriate for society’s needs.  
· ECE member networks assess and evaluate NOAA engagement activities and use these assessments to demonstrate accountability and improve performance.

How will each element contribute?

The ECE will serve as a coordination and guidance body for engagement activities.  The specific implementation of this Strategy remains the responsibility of the Communications Committee, Education Council, Regional Collaboration Executive Oversight Group, and the NOAA Extension and Training Services Committee. Those four mechanisms will continue to provide national leadership for their own element while fostering flexible regional, state and local implementation and feedback to the ECE.
NOAA Communications Committee’s principal contribution to engagement is strategic, agency-wide communications, and the attached Communications Plan (Supporting Document 1) specifies the communications role in implementing its part of the Engagement Strategy. The NOAA Education Plan (Supporting Document 2) outlines the role of education as part of engagement. In addition, the Terms of Reference for Regional Collaboration (Supporting Document 3) outline the contribution that the regions will take to work agency-wide and address specific engagement priorities on the ground. Finally, the newly-formed NOAA Extension and Training Services Committee will also take specific action to coordinate activities and further the transfer of information to end-users.  Their coordination process is described in a NOAA Administrative Order and proposed operating guidelines (Supporting Document 4). Over time these documents will evolve to reflect a greater coherence of approach.
V. Performance Measures and Evaluation
The ECE will review various approaches to evaluation (e.g., Kellogg Test) and select the model(s) best suited to evaluating engagement by NOAA. The Kellogg Test provides a framework for self-assessing NOAA’s work with partners in seven areas:  
· Responsiveness

· Respect for partners

· Academic neutrality

· Accessibility

· Integration

· Coordination

· Resource partnerships
NOAA is in the process of evaluating the Kellogg test to examine its utility and possible applicability for agency use. A preliminary examination of the viability of the Kellogg test at the regional scale suggests that the Kellogg rubric identifies appropriate, broad categories for assessing NOAA's engagement capabilities, but needs additional specificity in order to be useful for evaluation.  NOAA will continue to evaluate the Kellogg test and other performance frameworks in order to identify an appropriate agency-wide mechanism for assessing engagement performance.
In addition, individual performance measures remain the specific responsibility of each NOAA entity.  As such, each element will be responsive to their individual performance measures as outlined in their Annual Operating Plans, and as part of the implementation of this Plan, each element will also undertake specific quantifiable actions as outlined in the relevant supporting documents. 

VI. Resources

The ECE will rely largely on the existing strength of the Communications Committee, Education Council, Extension and Training, and Regional Collaboration structure.  Currently, staff time from these existing networks will be required to assist with ECE meeting and business conduct, but additional resources may be required to fully implement the Engagement Strategy. 
VII. Links to Supporting Documents
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This chart shows information flow NOT a hierarchical structure

I will walk the NEP through this information flow diagram and then use an example how engagement can/should be a factor when decisions are made and priorities are set

Talk here about Climate as a NOAA priority and a great example for an engagement priority
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