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SIGNIFICANT CHANGES — BUSINESS SYSTEMS REVIEW GUIDE — NSF 21-046

Significant Changes - Business Systems Review Guide — NSF 21-046

Revisions to Terminology have been made to align with the Uniform Guidance and the NSF Major
Facilities Guide. Position descriptions were revised to better describe the roles of the participants in the
BSR process which, together with the BSR Lead, are referred throughout the Guide as the BSR
Participants. In addition, the Guide references a BSR Core Team, composed primarily of contractor staff,
who manage and execute the entire BSR process with the exception of inherently governmental
decisions.

Minor Editorial Changes have been made throughout the document to either clarify or enhance the
intended meaning of a sentence or section. Part | has been streamlined to eliminate redundancies and
repetitiveness in sections (e.g., combining supporting documentation subsections and detailed sections).

Part | — Business Systems Review Process

Section 1. Introduction reflects the current requirements for projects that are subject to a BSR
and introduces a reduction in total number of core functional area modules.

Section 1.3 Frequency of BSR explains that the frequency of a BSR is now informed by the Major
Facility Portfolio Annual Risk Assessment.

Table 1. BSR Stakeholders’ Roles and Responsibilities specifies the role of the BSR Lead is
typically the assigned Large Facilities Office Liaison. The responsibilities of the LFO Liaison,
Integrated Project Team (IPT) core members, Program Officer, and Grants and Agreements
Officer are further expanded upon.

Figure 1. Stakeholders shows the new titles and reflects the reduced number of core functional
area modules.

Figure 2. Overview of the BSR Process timeline has been updated to extend the due dates
associated with the draft and final reports and provide additional time.

Sections 3.0 and 4.0 were renumbered and text was aligned with the revised Figure 2.

Section 3.2 Scoping emphasizes the involvement of the core IPT members in the scoping
activities.

Section 3.6 Report Generation and Follow-up and Monitoring captures the report writing
process and the observations captured in the written materials.

Section 3.6.1 Draft BSR Report Preparation expands on the change in categories of observations
and the due date for generating the draft report within 33 business days of the last day of the
site visit.

Section 3.6.2 Final BSR Report Preparation specifies the new format and tracking of an
extended due date. The final BSR Report will continue to serve as the historical summary and
final snapshot of the overall BSR activity.

Section 3.6.4 Administrative Closeout has been updated to clarify that agreement on the
Implementation Plan denotes the end of the BSR, and to recognize the responsibilities of the
various internal stakeholders to update records with BSR status.

Section 3.6.5 Follow-up and Monitoring specifies the key role of the BSR Lead who now serves
as the primary point of contact with the Recipient for follow-up and monitoring. Follow-up and
monitoring on high-risk areas will be initiated within 15 business days following the last day of
the site visit.
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e Section 4.0 Program Management and Oversight has been updated to delineate post-BSR
program management and oversight activities that may be needed if findings cannot be resolved
within the one-year period of the implementation plan.

Part Il — Core Functional Area Review Modules
e All Modules fully align with the Uniform Guidance.

e Budget and Planning was given a new module title, Budget Planning and Execution, to
emphasize the major stages of the function. It was strengthened to better align with
requirements in the Major Facilities Guide.

Financial Reporting was eliminated as a stand-alone module and content incorporated into the
Financial Management module to streamline the review.

e Property and Equipment was given a new module title, Property Management, to better align
with Federal Property Management Systems (41 CFR Part 101-39 - Interagency Fleet
Management Systems).

Appendices

e Appendix A was reorganized with matrices that include the list of questions, which have been
enhanced and have corresponding references for each principle, to facilitate interpretation and
traceability by reviewers. Questions and references are separated into sections according to
CFA.

e Appendix B was reconciled with updated information in the BSR Guide.

e Appendix C contains the new glossary of terms and definitions.

The BSR Guide will be updated periodically based on process improvements and changes to Federal
regulation requirements. In the intervening period, the changes that are made will be documented in
NSF’s internal Standard Operating Procedures. A copy of the most current BSR Guide will be shared by
NSF with Recipient stakeholders prior to commencing each BSR.
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PURPOSE OF THE BUSINESS SYSTEMS REVIEW AND GUIDE

PURPOSE OF THE BUSINESS SYSTEMS REVIEW AND GUIDE

Business Systems Reviews (BSR) of National Science Foundation’s (NSF) Major Facility projects (Facilities)
are an integral part of NSF’'s advanced monitoring program. The Large Facilities Office (LFO) within the
NSF’s Office of Budget, Finance, and Award Management (BFA), has the lead role in executing the BSR
process. These reviews are designed to provide reasonable assurance that the business systems (people,
processes, and technologies) of NSF Recipients are effective in meeting administrative responsibilities
and satisfying Federal regulatory requirements, including those listed in NSF’s Proposal & Award Policies
& Procedures Guide (PAPPG). These reviews are not considered audits but are intended to be assistive
in nature; aiding the Recipient in following good practices where appropriate and bringing them into
compliance, if needed. LFO assembles a team of BSR Participants, including expert Content Specialists,
to assess the Recipient’s policies, procedures, and practices to determine whether, taken collectively,
these administrative business systems used in managing the Facility meet NSF award expectations and
comply with Federal regulations. The BSR Guide is designed for use by both our customer community
and NSF staff for guidance in leading these reviews.

The BSR Guide defines the overall framework and structure and summarizes the details outlined in the
internal operating guidelines and procedures used by BSR Participants to execute the review process.
Management principles and practices are specified for seven core functional areas (CFA) and are used by
BSR Participants in performing these evaluations. Roles and responsibilities of the NSF stakeholders
involved in the process are outlined in the BSR Guide as well as the expectations of the Recipient.

The BSR Guide is divided into three parts:

1. Partl-Business Systems Review Process. This part outlines the planning, execution, and follow-
up activities of a BSR, and defines the roles and responsibilities of the individuals involved in the
process.

2. Part Il — Core Functional Area Review Modules. This part, divided into seven CFA modules,
includes guidance that is used by the Content Specialists to evaluate the administrative business
systems supporting the Major Facility. The framework for each module includes specific
principles and practices as well as a list of suggested questions to guide BSR Participants in
conducting their review. However, these modules are designed to be flexible to allow BSR
Participants an opportunity to explore additional review areas that they deem necessary to
complete their evaluation.

3. Appendices. The appendices include a matrix of references and questions, a list of acronyms,
and glossary of terms used throughout the BSR Guide.

The BSR Guide is used in conjunction with relevant Uniform Guidance (2 CFR 200 — Uniform
Administrative Requirements, Cost Principles, and Audit Requirements for Federal Awards), Federal
Property Management Systems (41 CFR Part 101-39 — Interagency Fleet Management Systems), and
documents such as the Major Facilities Guide (MFG). The referenced Uniform Guidance sections are
accessible at Part 200—Uniform Administrative Requirements, Cost Principles, and Audit Requirements
for Federal Awards. The referenced Federal Property Management Systems sections are accessible at
Part 101-39—Interagency Fleet Management Systems. NSF-related material, such as the PAPPG and the
financial and administrative award terms and conditions of the award, are located on NSF’s external
website at Proposal & Award Policies & Procedures Guide (PAPPG). The BSR Guide is based broadly on
the principles and practices framework contained in the document, Managing Externally Funded
Research Programs: A Guide to Effective Management Practices, developed by the Council on
Government Relations (COGR).
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PART I - BUSINESS SYSTEMS REVIEW PROCESS 1. INTRODUCTION

1. INTRODUCTION

The projects subject to a BSR are major multi-user research facilities (Major Facilities) as defined in
Section 1.4 of the Major Facilities Guide.

The inherent risks associated with funding Major Facility awards come from the operational complexity,
the regulatory environment, and long-term funding commitment. As a result, greater controls and more
complex business systems are necessary for the Recipient. Due to the complex nature of these awards,
NSF recognized that there was a need to provide additional business oversight to monitor the
Recipient’s stewardship of the appropriated funds and give assistance with compliance. The BSR process
was developed to meet these needs.

NSF has identified administrative business systems across seven core functional areas (CFAs) that support
a Major Facility:

e General Management (GM)

e Award Management (AM)

e Budget Planning and Execution (BPE)

¢ Financial Management (FM)

¢ Human Resources Management (HRM)
e Procurement (PR)

e Property Management (PM)

However, each Major Facility is distinct, presenting a variety of challenges and concerns. The BSR process
is flexible and takes these differences into consideration. Each BSR is tailored to address the unique
aspects of the business arrangements used to support the Facility, although not all Facilities receive
the same level of scrutiny. The scope and level of review for each core functional area are based on
consideration of the risks identified. NSF works with experts to refine the review strategy that will be
used to examine the complexities of the administrative business systems employed.

1.1 BSR Benefits

The BSR helps the Recipient implement and maintain compliant business systems supporting the Major
Facility. Specifically, a BSR: verifies that administrative, including financial, policies and procedures, are
written; evaluates the extent to which these policies and procedures conform to OMB requirements,
NSF expectations, and other applicable Federal regulations; and validates they are being used to
administratively manage the Major Facility in each of the core functional areas. Concerns that are
identified during the review are shared immediately with the Recipient so that actions can be initiated
quickly to address the issues and implement recommendations to improve the processes.

BSRs are also intended to provide an opportunity for cross-fertilization of ideas through the
identification of best practices and serve to refocus Recipients on the importance of administrative
quality.

The BSR perspective differs substantially from an NSF programmatic review or financial audit. The focus
of the review is on the business infrastructure that supports the daily administrative management of the
Major Facility rather than on the scientific activity. From a financial perspective, BSRs are not intended
to certify or provide any type of assurance concerning the Recipient’s business systems to third parties
and do not follow the Government Accountability Office (GAO) Yellow Book standards. BSRs are also not
part of the NSF Audit Resolution process, which is handled by the Resolution and Advanced Monitoring
(RAM) Branch in the Division of Institution and Award Support (DIAS). Rather, they are a due diligence
effort designed to give NSF stakeholders reasonable assurance that the business systems in place are
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PART I - BUSINESS SYSTEMS REVIEW PROCESS 1. INTRODUCTION

capable of administratively supporting Major Facilities and have met all NSF award and OMB compliance
requirements.

The BSR also serves as a forum for NSF and the Recipient to discuss administrative and compliance
issues and exchange information and ideas. Exceptionally good Major Facility business practices are
noted and may be shared with other NSF Facility managers to help them improve their respective
systems. This collaboration is intended to strengthen the relationship between NSF and the Facility/
Recipient and support NSF’s monitoring responsibilities.

1.2 BSR Focus: Administrative Business Systems Supporting the Major Facility

NSF makes awards to a variety of institutions—universities, consortia of institutions, and nonprofit
organizations—to design, construct or acquire, operate, and manage Major Facilities. These NSF
Recipients assume legal and financial responsibility for the stewardship of the Federal funds which are
provided to support the Facility infrastructure and operating activities.

The BSR focus is on the specific administrative business systems that support the Major Facility. For the
most part, these are the existing business infrastructures that are already in place at an institution.
However, there are situations when systems are designed to support a unique business operation or to
address the needs of multiple institutions that partner in the management of the Major Facility. In these
cases, the BSR focuses primarily on the integration of the specific system into the management of the
Recipient’s overall business structure.

1.3 Frequency of BSR

The need for a BSR is based on NSF’s internal annual Major Facility Portfolio Risk Assessment, including
the risks associated with readiness for construction. As a result, the BSR can be considered as a means of
strengthening institutional capacity in advance of a construction award. Risk factors reviewed during the
annual Major Facility Portfolio Risk Assessment typically include:

e The timing and associated findings of other related reviews or audits of administrative business
systems

¢ Management structure providing administrative business systems support
¢ Significant changes in funding levels or the Recipient’s award administration

1.4 Duration of the BSR!

Generally, each BSR requires three to four months to complete and spans the period from Recipient
notification through issuance of the final BSR Report, although duration may vary depending on the
complexity of the review. Additionally, a period of approximately one year, commencing with issuance
of the final BSR Report, is allotted for agreement on the Implementation Plan prior to Administrative
Closeout. Execution of the Implementation Plan is coordinated by the NSF IPT during the Follow-up and
Monitoring phase. Each phase in the review process is designed to build upon the preceding phase so
that, at the end of the review, the Recipient clearly understands and adheres to governing Federal and
NSF requirements.

! There may be extenuating circumstances that require an adjustment to the draft BSR Report deadlines. In these situations, the
BSR Manager will propose a revised timeline to the Head of LFO with a justification for the need to deviate and will seek
concurrence.
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PART I - BUSINESS SYSTEMS REVIEW PROCESS 2. ROLES AND RESPONSIBILITIES

2. ROLES AND RESPONSIBILITIES

Each BSR has a number of internal and external stakeholders involved in the review process to ensure
that the assessment is complete, and areas of non-compliance are addressed. An organizational
structure showing these stakeholders is shown in Figure 1 below.

Figure 1. Stakeholders

Table 1 summarizes the BSR Stakeholders’ roles and responsibilities.

Table 1. BSR Stakeholders’ Roles and Responsibilities

STAKEHOLDERS ROLES AND RESPONSIBILITIES

Office Head, Large
Facilities

BSR Manager

BSR Lead

NSF STAKEHOLDERS
Approves annual BSR schedule with Division Director, Division of Acquisition and
Cooperative Support (DACS)
Approves BSR Guide Revisions, Standard Operating Guidance (SOG) and Standard
Operating Procedures (SOP)
Documents final resolution of BSR recommendation through memo to Program

Develops BSR schedule based on the annual Major Facility Portfolio Risk Assessment
Maintains document control over BSR Guide, BSR SOG, and SOPs

Monitors BSR progress and closeout of recommendations with BSR Leads
Coordinates BSRs with other NSF oversight (e.g., Office of Inspector General [OIG])
Approves final BSR scope

Confirms sufficiency of BSR Core Team

Serves as the primary NSF administrative point of contact with Recipient
Coordinates BSR and leads BSR Core Team

Recommends final BSR scope to BSR Manager

Develops and refines the review strategy

Approves draft and final report and associated coordination with Recipient
Develops and works Implementation Plan for resolution of recommendations
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2. ROLES AND RESPONSIBILITIES

Content Specialist

Science Directorates
(Program Officer)

BFA Division Staff

Grants and
Agreements Officer
(G/A0)

Contractor
Operational Lead

Principal
Investigator (Project
Director)

Authorized
Organizational
Representative
(AOR)

Recipient BSR Point
of Contact (POC)

Core Functional Area
Representatives

Makes recommendations on the BSR scope as requested by BSR Lead

Analyzes documentation and highlights compliance issues, concerns and gaps
Maintains supporting review documentation

Makes recommendations to refine review strategy based on desk review
Authors CFA sections of draft and final BSR Reports

Explores issues and concerns with Recipient during teleconference and/or onsite
Suggests remedial action on issues of non-compliance

Makes recommendations for improvement

Provides expert advice on Implementation Plan or resolution of recommendations as
requested by BSR Lead

Advises on BSR scheduling/timeline

Provides programmatic background/context and risk perspectives
Reviews draft BSR Report and Implementation Plan

Recommends any needed award actions to the G/AO

Serve as resource to the BSR Core Team

Provide background information and other risk/business perspectives

Provides insight on administrative management and Recipient compliance with
terms and conditions

Notifies BSR Core Team of pending award actions

Identifies and outlines special award terms and conditions
Reviews draft BSR Report and Implementation Plan
Participates in monitoring and resolution of recommendations

Directs any necessary actions by the Recipient as part of on-going award
management, particularly around any areas of non-compliance

Provides administrative and logistical support to ensure effective and efficient
implementation of the BSR process

Works with BSR Lead in assigning reviews and administrative duties on the BSR Core
Team
RECIPIENT STAKEHOLDERS

Determines the scientific and technical direction of the Major Facility
Designates a BSR Point of Contract (POC) and AOR

Provides scientific/technical background on the Facility

Oversees Recipient compliance with Federal award requirements
Monitors resolution of BSR recommendations

May also serve as the BSR POC

Designates CFA representatives

Facilitates onsite review activities and logistics working with BSR Lead
Consolidates comments on draft BSR report and interfaces with BSR Lead
Coordinates resolution of recommendations in coordination with BSR Lead
Provides requested documentation

Participates in teleconferences

Supports BSR Core Team onsite

Consulted with or implements corrective actions or recommendations
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PART I - BUSINESS SYSTEMS REVIEW PROCESS 2. ROLES AND RESPONSIBILITIES

2.1 NSF Stakeholders

2.1.1 Large Facilities Office

The Large Facilities Office (LFO) is responsible for leading the BSR process. The Head of LFO manages the
NSF staff responsible for conducting and closing out the BSRs. With the Division Director for Acquisition
and Cooperative Support, the Head of LFO recommends the BSRs to be conducted in a given year, to the
Chief Financial Officer (CFO) and Chief Officer for Research Facilities. The Head of LFO is supported in
this process by the BSR Manager, who co-leads the annual Major Facilities Annual Portfolio Risk
Assessment, develops the annual BSR schedule, confirms the capabilities of the BSR Team members, and
monitors BSR report delivery and closeout activities. Each BSR is planned and organized by the BSR Lead,
who is typically the LFO Liaison assigned to the Major Facility and serves as the principal Point of Contact
(POC) with the Recipient throughout the process.

The BSR is conducted by a team of government and contractor personnel (Contractor Operational Lead
and Content Specialists) that executes all phases of the BSR process, including operational logistics,
scoping, document requests, desk reviews, site visits, and development of draft and final reports. NSF
makes all inherently governmental final approvals of the various work products developed.

The BSR Manager reviews the make-up of the BSR Team, with input from the BSR Lead and Contractor
Operational Lead. The BSR Manager ensures that the Content Specialists assigned to each CFA have the
necessary skills, background, and competencies to deliver the final BSR report. The Content Specialists
are selected based on their specialized knowledge in the core functional areas as well as their
understanding of applicable OMB Uniform Guidance and circulars, and NSF award requirements. They
should also be skilled technical writers who can complete their reports within the required time frame
and have an “assistance” mindset. Content Specialists can be NSF staff, other government agency
representatives, or contractor personnel. The BSR Lead can serve as a Content Specialist, but this is
generally not preferable.

The BSR Team conduct the desk review by performing an analysis of the written policies, procedures,
and practices provided by the Recipient, to identify any potential compliance or risk issues. At the end of
the site visit, the BSR Team conducts an out-brief to explain any compliance concerns to Recipient’s
senior management and summarize potential recommendations for improvement. Following the site
visit, the BSR Lead engages with the Content Specialists on completing their assigned CFA assessment
and documenting their observations in the preliminary draft report.

2.1.2 Other NSF Stakeholders

Other NSF staff play important roles in the BSR process. For example, the Program Officer is a key
resource for critical background information on Major Facility operations and administrative business
systems and provides input during the annual Major Facility Portfolio Risk Assessment. Other staff in the
Science Directorates may contribute additional background information. The Grants and Agreements
Officer (G/AQ) provides background on award management issues and may also participate as one of
the Content Specialists supporting the BSR Team. Other BFA Divisions may also provide valuable
information on the Recipient’s business systems from a historical perspective and, on occasion, may also
participate as one of the experts in the BSR. These other NSF stakeholders are often relied upon to assist
the BSR Team in gathering information for the scoping process and may be called upon to provide their
insights on the draft BSR Report.
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PART I - BUSINESS SYSTEMS REVIEW PROCESS 2 ROLES AND RESPONSIBILITIES

2.2 Recipient Stakeholders

It is critical that the Recipient assign adequate staff who are directly involved in the management of the
business systems supporting the Major Facility and can provide the time necessary to interact with the
BSR Team in all aspects of the review. Specifically, Recipient staff are called upon at the pre-site visit
teleconferences to answer questions raised by the Content Specialists and to work with their CFA
counterparts onsite to explain and demonstrate the various processes. The Recipient’s staff are normally
led by an Authorized Organizational Representative (AOR), who may be the Chief Financial Officer (CFO),
or the Head of the Sponsored Research Office, or the Facility Business Manager, who may also serve as
the Recipient POC. This individual works with the BSR Lead to coordinate the scheduling process and
provide the logistical support to the team if a site visit is necessary.
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3. BSR PROCESS PHASES

There are several phases in the BSR process. The schedule is developed by the BSR Manager for the
upcoming fiscal year and once the Facilities have been selected, the BSR Leads begin the process to plan
and scope their assigned BSR. The BSR Lead is responsible for ensuring that the entire process follows
internal standard operating guidance and procedures. The following provides an overview of each phase
in the process.

Figure 2. Overview of the BSR Process

3.1 Scheduling and Planning

Whenever possible, BSRs are scheduled according to the approved NSF internal administrative review
and oversight plan, although it may not always be possible to meet these goals. For example, scheduling
may be deferred when the Recipient is involved in another audit or review because a BSR, if conducted,
might burden the Recipient or compromise the independence of the other ongoing review process. To
stay current on factors that may have an impact on proposed BSRs, the BSR Manager holds regular
discussions with the LFO Head and BSR Leads. The BSR Manager monitors Office of Inspector General
(OIG) plans to minimize possible conflicts with any OIG active or planned work at the Recipient site. As a
result, BSR scheduling is an on-going process that is continuously reevaluated as circumstances change.
Once the initial schedule is established, the BSR Lead can initiate the review, including scoping and
formation of the BSR Team. The BSR Lead then coordinates with the BSR Manager to share information
on the planning process or to gain approvals for each step of the BSR.

3.2 Scoping

The first step in the phase is for the BSR Lead to draft the scope of the review. This is an iterative process
and starts with the broad review strategy which is informed by core NSF Integrated Project Team (IPT)
discussions held during the Major Facility Annual Risk Assessment. Each Major Facility is unique
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regarding the risks identified and each BSR is scoped accordingly to take these differences into
consideration. The scoping process objectives are shown in the table below.

Objectives of the Scoping Process

e Tailor the BSR to the specific Major Facility by aligning the BSR activities with the highest risks identified
using a systematic approach.

e Leverage and build on recent audits and other assessments of the Major Facility’s business systems
to enhance the BSR and avoid duplication of effort and unnecessary administrative burden for NSF and
the Recipient.

e Develop a comprehensive review plan, including the sampling strategy for each CFA, based on
risk factors.

As the BSR approaches, the BSR Lead meets with the other core members of the NSF IPT and discusses
additional information gathered since the Major Facility Annual Risk Assessment. Information from a
variety of sources listed below is assessed to finalize the scope for the review:?

Notification to the Recipient and Document Request — The Recipient is notified early by the BSR Lead,
and usually after the internal IPT scoping, discussions are held with Recipient to explain the process and
plan the upcoming review. Shortly thereafter, the Recipient is provided with an official document request,
outlining the background information requested by NSF, such as internal guidance documents, policies,
practices, and procedures, and any other materials deemed relevant. These are the documents which
will be evaluated during the desk review and will be used to further refine the review strategy and scope
of the BSR.

NSF and Recipient Kickoff Meeting Discussions — The NSF Program Officer provides high-level insights
into the unique aspects and administrative challenges. The G/AO shares his/her observations on the
administrative management of the Major Facility and identifies any upcoming award actions that might
affect the scope of the BSR. The BSR Lead uses the scoping discussion to develop and finalize the BSR
Team. Involvement of the Content Specialists in scoping discussions should be considered since they can
provide professional knowledge of OMB circulars, Uniform Guidance, and other Federal regulations that
might be beneficial.

Determination of Recipients and Awards — Most of NSF’'s Major Facilities are managed by a single
Recipient, although some are administered by several Recipients under multiple awards. In these cases,
the specific roles and Recipient’s responsibilities pertaining to various aspects of construction and/or
operations and maintenance (O&M) activities are detailed in each Recipient’s cooperative agreements
or subaward agreements. Owing to limited resources, the BSR may not be able to review all Recipient’s
business systems supporting the Facility. In these instances, the BSR Lead will consult with the NSF
Program Officer and the G/AO for their guidance on conducting the review. Certain factors will be
considered in making the determination — e.g., risks identified, overall level of the Recipient’s fiduciary
responsibility for construction or operation of the Facility, or oversight responsibilities for the
management of multiple contract/subaward activities.

Coordination with the Resolution and Advanced Monitoring (RAM) Branch and the NSF OIG — The LFO
Head notifies the NSF OIG of the planned BSRs to facilitate coordination of NSF oversight activities. The
BSR Lead or the G/AO requests from RAM any pertinent or more recent audit reports that are available,
which will be evaluated to determine if the findings overlap with any of the proposed CFAs principles or
practices. If so, the findings may inform the review strategy and final scope. The BSR Lead will highlight
the significant reporting findings for the Content Specialists to consider as they conduct their
independent reviews.

2 These activities are not necessarily performed in the order listed here.
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Consideration of Potential Site Visit Locations — When a site visit is deemed necessary, the onsite
reviews are typically conducted at Recipient headquarters or the primary business offices of the Major
Facility. However, some Facilities have remote sites or business functions conducted in other locations.
In these instances, the BSR Lead will consult with the other core IPT members and the Recipient to
determine the value of visiting these sites in order to better understand the business systems and
complete the assessment. For example, other sites would be considered if there were specific business
systems in place designed to accommodate the special needs of a remote site. If additional sites were to
be reviewed, the visits would generally occur immediately prior to or after the main site visit in
conjunction with the other BSR activities.

3.2.1 IPT Kickoff

To begin the review process, a kickoff meeting is held with the Program Officer, the G/AO, and other BSR
Team members to discuss the review expectations. The BSR Lead explains the BSR process, discusses the
review strategy, and identifies the proposed milestones. The Program Officer provides a brief overview
of the scientific activities at the Major Facility and describes the management structure in place that
supports Facility administration. The G/AO provides a briefing on the relevant awards. After the session,
CFA responsibilities are assigned to Content Specialists and BSR Team members, and a kickoff meeting
with the Recipient is held to confirm the BSR scope and logistical arrangements which include.
potential dates for the major phases such as the desk review and site visit.

3.3 Desk Review

The purpose of the desk review is to conduct an initial assessment of the written administrative business
systems, policies, practices, and procedures that support the Major Facility, to identify compliance gaps
with the OMB Circulars, Uniform Guidance and other Federal regulations, and NSF award terms and
conditions. The Content Specialists review the documentation made available electronically by the
Recipient.

3.3.1 Desk Review Logistics

The desk review normally takes place over a one-week period; either combined sessions for the entire
BSR Team or separately. Content Specialists focus their attention on independently analyzing the
materials collected from the various sources to understand the business systems applicable to their
respective CFAs and to identify any additional risks, potential problems, or gaps with compliance. This
assessment can only be based on the quality of the documentation available at the time. The Content
Specialists document any issues, concerns, or omissions.

3.3.2 Desk Review Debrief

When the desk review is complete, the Content Specialists debrief the BSR Lead, Program Officer, and
the G/AO on the results of their independent assessment, noting any issues, concerns, or gaps. These
working files are annotated, organized, and stored in an internal repository. At this point, the desk
review process is complete. The initial observations are shared with the Recipient and may be used by
the BSR Lead to further refine the review strategy.

3.4 Teleconference

Before the site visit, teleconferences may be arranged between the Content Specialists and the Recipient
CFA representatives, to clarify initial observations and issues identified during the desk review and to
gain a better understanding of the applicable policies, procedures, and processes for the CFA under
review. For example, the Content Specialists may ask the Recipient to walk through a process or
procedure that may not be well explained, or request forms or tools that support the process. If there
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were any issues of potential non-compliance identified during the desk review, the Content Specialists
would share these issues with the Recipient so that they could begin taking action to address the issues.

3.5 Site Visit

The site visit is conducted to gain a more detailed understanding of the business operations supporting
the Major Facility, to clarify issues identified during the desk review, and to test business processes to
ensure appropriate internal controls are in place. Onsite activities include an entrance conference,
interviews, and exit debriefing, may include a Facility tour, and typically take three to five days.

3.5.1 Site Visit Preparation

The BSR Lead determines, based on the results of the desk review and teleconferences if-held, and the
BSR Team resources available, if a site visit is necessary and, if so, identifies the Content Specialists who
should participate in the site visit. The Content Specialists review the desk review and teleconference
results to determine which principles and practices of the CFA have been addressed and which areas
require further evaluation, so that a strategy can be developed to assess any outstanding issues. For
example, if there are gaps in documentation, the Content Specialists will provide a list of missing
documentation to the BSR Lead, who will forward it to the Recipient. There may also be a need to test
the Recipient’s practices by sampling transactions, to ensure that policies and procedures are followed.
In these cases, the Content Specialists will choose a selected period (e.g., the last quarter of the fiscal
year) and will request that the Recipient provide a listing of transactions (also known as a “sampling
universe”). Sample transactions will be selected from the list and the Recipient will be requested to
provide source-supporting documentation to support the specific expenditures.

The review strategy and scope are periodically evaluated by the BSR Lead with input from the Content
Specialists and updated as additional materials become available. There may also be occasions where
the review may be expanded to assess items that have been identified by NSF staff for special
consideration.

3.5.2 Final Preparations and Logistics

The BSR Lead meets with the BSR Team to finalize plans, address logistical issues, and discuss the main
areas and concerns that will be addressed onsite. Final logistics are coordinated with the Recipient and
the site visit agenda is set. The Recipient POC is contacted to verify that a conference room is available
for the BSR Team and other participants to meet privately throughout the week and that a separate
room is accessible to conduct interviews and other BSR-related activities. Teleconference and internet
access also should be available, as well as print, copy, and scan capabilities.

3.5.3 Entrance Conference

An entrance conference is held on the first day of the site visit with the BSR Team, other NSF participants,
Content Specialists, and the Recipient POC, Facility Director, and Recipient CFA representatives. The BSR
Lead reiterates the purpose of the BSR and provides a brief overview of the planned activities. The
Recipient BSR POC or Facility Director is invited to provide a high-level overview of the Major Facility
activities and describe the administrative management structure.

3.5.4 Facility Tour

A Facility tour may be arranged for BSR Participants if the BSR Lead and Recipient POC determine that
the tour would provide insight into the business systems required to support the operations.
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3.5.5 Individual Interviews and Group Discussions

The Content Specialists interview their Recipient counterparts to gain insight into issues identified during
the desk review process, to clarify the application of the policies and procedures on the existing business
systems, and to gather additional information that may be necessary to support the conclusions in the
draft BSR Report. The schedule is set in advance and takes into consideration the time required to
conduct the CFA review and sample analysis, the availability of the Recipient’s CFA representatives, and
the instances when the Content Specialists may be reviewing multiple CFAs. Additional sample
transactions may be requested to identify if there were multiple occurrences of the questioned activity
or whether the occurrence was an anomaly with mitigating factors.

3.5.6 Daily Assessments

Time is set aside at the end of each day for the BSR Team to meet privately and discuss their results and
observations. This time is also used to organize meeting notes, prepare for the next day’s activities,
consolidate supporting documentation, and draft the BSR report sections. Near the end, the Recipient is
invited to join the BSR Team for a debrief on the status of the BSR and the needs for the next day.

3.5.7 Exit Conference

An exit conference is held on the final day to present the preliminary observations and findings and to
discuss plans for post-site visit activities. The BSR Lead presents a general overview of the BSR and
provides the Recipient with a high-level summary of the issues of non-compliance and other significant
issues that were found during the review. Each Content Specialist may also present a brief oral summary
of his/her preliminary CFA results. The Recipient staff have an opportunity to ask questions and clarify
any items. At the close, the BSR Lead explains the next steps in the process and provides the timeline for
issuing the draft BSR Report and, if necessary, an Implementation Plan which will be used to track
resolution of any non-compliance issues and other recommendations. The Recipient should be prepared
to respond in writing to the findings when formally conveyed Implementation Plan which is drafted by
NSF and delivered after the Final BSR report is issued.

3.6 Report Generation and Follow-up and Monitoring

Shortly after the site visit, the BSR Team drafts its report identifying the high priority areas,
recommendations for improvement, and any good practices observed. These observations are shared
with the Program Officer and G/AO. The draft report is provided to the Recipient shortly after
completion of the site visit so that action to address any high priority areas identified can be initiated as
soon as possible.

Report from BSR Team Delivery to Recipient

Draft BSR Report 33 days after last day of site visit
Final BSR Report 18 days after delivery of Draft BSR Report

3.6.1 Draft BSR Report Preparation

Each Content Specialist develops his/her CFA section of the draft BSR Report based on an assessment of
the reviewed materials from the desk review, teleconferences, and site visit observations. The BSR Lead
reviews the draft submissions and works with the other core IPT members to compile the draft BSR
Report. Areas of non-compliance are automatically classified as high priority for resolution by the
Recipient. This draft report is sent to the Recipient for comment within 33 business days of the final day
of the last site visit.
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3.6.2 Final BSR Report Preparation

The BSR Final Report serves as an historical record and is normally completed and released to the
Recipient approximately 18 business days following the issuance of the draft BSR Report. The report
summarizes the entire BSR procedure and contains the following key sections:

BSR Report Section Section Contents

Executive Summary Overview of the BSR and a summary of the results

1.0 Background Synopsis of the key scientific activities, business structure, and roles
and responsibilities of Recipient stakeholders supporting the Major
Facility

2.0 Scoping The process used and materials examined to develop the review
strategy

3.0 Review Strategy The overview approach, activities, and methods used to develop the

extent of the review

4.0 Cross-Cutting Areas The themes, issues or items impacting at least two core functional
areas. For Major Facilities with distributed sites, the themes, issues, or
items common to at least two of their sites

5.0 Core Functional Areas  The specific observations and results for each CFA, addressing
principles and practices. Detailed results highlight the issues of non-
compliance (critical requirements), recommended areas for
improvement, and best practices observed that exceed expectations
of a proficient business system

6.0 Follow-up and Follow-up to ensure that the issues of non-compliance and other items
Monitoring Activities are considered as high priority

7.0 Summary and NSF’s overall impressions of the administrative business systems
Conclusions supporting the Major Facility and the results of the BSR

Appendices A and B Tabular summary of the supporting documentation used in the review

along with a consolidated list of findings, presented in the Oversight
Tracking List, which is used as the basis for the Implementation Plan

3.6.3 Implementation Plan Formulation

After the draft BSR Report is distributed, the BSR Lead works collaboratively with the other core IPT
members to develop and reach consensus on the findings in the Oversight Tracking list, which
prioritizes these and the related recommendations based on NSF’s judgment. This list forms the basis for
the Implementation Plan becomes the blueprint for resolving any issues and recommendations over
the coming year. The Plan includes prioritization, assigned responsibilities, due dates, and deliverables,
and is typically completed shortly after issuance of the draft BSR report. The draft Implementation Plan
is sent to the Recipient to ensure that the associated timelines and milestones for each resolution action
are practicable. Reasonable adjustments are made before the final Implementation Plan is issued and
execution begins. Any specific actions resulting from the Implementation Plan, particularly those that
are a result of non-compliance, will be directed by either the PO or G/AO based on their responsibilities
for award management under the Uniform Guidance and the terms and conditions of the award (See also
Section 2 of the Major Facilities Guide).

Areas of non-compliance with Federal regulation are automatically categorized as high-priority items
and must be resolved within two (2) months (45 business days) following the issuance of the draft BSR
Report. With respect to all other findings and recommendations, prioritization for resolution and the
acceptability of the method of resolution will be established by NSF in consultation with the Recipient,
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based on experience and knowledge of applicable practices. These items are required to be resolved in
some mutually agreeable fashion within one (1) year from issuance of the Final BSR Report. The primary
point of contact for coordinating the resolution of the findings and recommendations is the BSR Lead.
The Recipient should assign a similar primary point of contact to aid in the resolution process.

3.6.4 Administrative Closeout

Closeout is the final step in the BSR process and commences once the Implementation Plan has been
finalized. The LFO Liaison, supported by the BSR Support Contractor, will cross-check references in the
Final BSR Report with the available electronic files to ensure that all of the files and documentation are
available, indexed, and retrievable for future review or audit. Once this is completed, and based on the
recommendation of the LFO Liaison and review by the BSR Manager, the Head of LFO will send a
memorandum to the Program Officer confirming that the BSR is completed. At this point, the Program
Officer will upload the Final BSR Report and finalized Implementation Plan into the NSF elacket
system. The PO may share LFO’s closure memorandum with the Recipient or other stakeholders.

If resolution cannot be reached within one year, the Head of LFO is notified and the Implementation
Plan is reevaluated.

3.6.5 Follow-up and Monitoring

The BSR Lead and other core IPT members monitor progress against the Implementation Plan during
the follow-up and monitoring phase to ensure that all high priority items/areas identified are
appropriately resolved. The core IPT members play a key role in the monitoring and resolution process,
along with other subject matter experts as needed. Based on the agreed-on schedule, the Recipient
provides periodic updates and supporting documentation reflecting progress made in resolving the
outstanding issues. The reports and documents are reviewed to ensure that NSF and the Recipient
have a mutual understanding of the finding/recommendation, its resolution, and that progress is
consistent with the Implementation Plan. This process continues until all outstanding issues have been
addressed.
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4. PROGRAM MANAGEMENT AND OVERSIGHT

There may be some findings/recommendations that require longer periods to implement than noted in
the Implementation Plan. The post-BSR monitoring becomes the responsibility of the NSF IPT, whose
members may raise issues in future Major Facility Portfolio annual risk assessments.
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PART Il - CORE FUNCTIONAL AREA REVIEW MODULES

Part Il is intended for use by all BSR participants but particularly those who are engaged in the desk
review and/or site visit activities.

Each module contains the following sections:

¢ Scope of Review — Highlights the key topics and issues that are assessed for each particular CFA
module.

¢ Supporting Documentation — Lists examples of specific CFA supporting materials that are obtained
from the Recipient and evaluated during the desk review phase of the process. If additional
documents are required by the Content Specialists in order to complete the scope of the review,
these will be obtained by the BSR Lead prior to the site visit or provided by the Recipient onsite.

e Procedures — Outlines the framework of principles and practices that is used by the BSR participants
to cover each CFA module.

Desk Review (Content Specialists)

e Comprehend Uniform Guidance and other applicable Federal regulations and guidance.

Conduct the desk review for one or more CFA Modules.

Assess the various CFA policy, procedural, and process documentation for compliance with
governing regulations and use in support of the Major Facility.

¢ Note any observations, issues, or concerns for each principle/practice included in the scope of
the CFA module.

e Organize and index supporting documentation used in the desk review.

e Provide input on the draft BSR Report and Implementation Plan, as necessary.

Pre-Site and Site Visit (Content Specialists)

e Comprehend Uniform Guidance and other applicable Regulations and Guidance.

e Formulate a strategy (e.g., personnel to interview, additional documentation to obtain) to
investigate and address issues requiring onsite follow-up.

e Review supporting materials and noting any gaps or additional concerns.

e Prepare a list of questions for discussion during the Recipient teleconference session in order to
obtain clarification on any outstanding issues noted during the desk review.

e Participate in site visit review and compare practices to desk review observations. Note and
discuss reasons for inconsistencies.

Retain and organize supporting documentation collected during the site visit.

Explore issues and concerns with Recipient during teleconference and/or onsite.

Suggest remedial action on issues of non-compliance and make recommendations for
improvements.

Author CFA sections of draft BSR Report and Implementation Plan if requested.

For select CFAs, the Content Specialist may need to sample some transactions and reports in order to
assess whether outlined policies and procedures are being followed. If necessary, the Content Specialist
will choose a sample from a list of transactions provided by the Recipient and notify the BSR Lead of the
selection. The BSR Lead will forward the list to the Recipient and ask them to have the source supporting
material available for review by the BSR participants during the site visit. The Content Specialist is
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expected to document the sampling methodology used in his/her review, note the transactions tested,
and include these observations in the final CFA report.

¢ Review Framework - Includes focused principles and practices that are assessed for the specific
CFA, using guidance contained in the review focus areas and the desk review and site visit

procedures.
Document Area Links to Document Area

To view the review module relevant to General Management Review Module

your area, click on the appropriate e Award Management Review Module

link: e  Budget Planning and Execution Review Module
e Financial Management Review Module
e Human Resources Management Review Module
e  Procurement Review Module
e Property Management Review Module

To view the references relevant to e General Management Review References

?(OEF area, click on the appropriate e Award Management Review References

ink:

e Budget Planning and Execution Review References
e Financial Management Review References

e Human Resources Management Review References
e Procurement Review References

e  Property Management Review References

To view the review questions relevant ¢  General Management Review Questions
to your area, click on the appropriate e Award Management Review Questions

link: e Budget Planning and Execution Review Questions
e Financial Management Review Questions
e Human Resources Management Review Questions
e  Procurement Review Questions
e  Property Management Review Questions

To view the Acronym List: e List of Acronyms

To view the Glossary: e  Glossary
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1. GENERAL MANAGEMENT REVIEW MODULE

This module is used by the Content Specialist to assess the administrative business systems supporting
general management for the Major Facility. It includes areas which are organized in a framework
consisting of several overarching principles, each of which is broken down into detailed practices. A
mapping of the corresponding sources used as references is provided along with a list of focus topics
and key sample questions to facilitate consistent interpretation of the practices by the reader.

1.1 Scope of Review

The scope of this review covers the administrative business system that provides general management
support for the Major Facility and covers the execution through and communication by the people,
policies and processes, and information technology. It involves elements of the Recipient’s control
environment such as ethics, conflicts of interest, and advice gathered through autonomous committees,
Recipient’s risk assessment, records retention and physical safety. The Recipient’s and Major Facility’s
management structure specific to this functional area is also assessed along with the alignment of the
policies, processes and procedural documentation with Federal regulations, and the coordination and use
in supporting the Facility construction and/or operations. The breadth and depth of the review is tailored
to the unique aspects of the Major Facility and determined through a scoping process. Findings of previous
internal and external reviews and audits are considered to avoid duplication of effort.

1.2 Supporting Documentation

Early in the process, the Recipient submits “end-to-end” business process materials that are made
available to the BSR Review Team. Examples of commonly requested information are outlined in the
bulleted list below. This list is not comprehensive and does not replace the formal BSR Document
Request.

Examples of Supporting Materials

¢ Names and titles of key personnel listed in the Terms and Conditions and personnel that have
significant responsibilities for elements of general management

e Description of functional duties and responsibilities of the personnel associated with
general management supporting the Major Facility

e Organizational charts specific to