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U.S. Department of Energy
Energy Efficiency and Renewable Energy

‘The Four Phases of EERE Program Management

10 accomplish its mission “To lead the nation in the research, development, and deployment of advanced energy
efficiency and clean power technologies and practices, providing Americans with a stronger economy, healthier envi-
ronment, and more secure future,” EERE must manage its programs effectively and efficiently through disciplined systems
and processes, highly motivated and capable professionals, useful tools and job aids, and a management approach that
emphasizes results. 1o achieve excellence, each of these elements must be continuously improved or reengineered.

Introduction

EERE is aggressively pursuing these improvements through a coordinated set of actions known as the EERE
Program Management Initiative. Another way of saying this is that EERE is in the program management busi-
ness, a business that is very complex and challenging, and that EERE is committed to making the improvements
in program management necessary to become best in its class. EERE is aiming high—toward achieving an excep-
tional level of mission accomplishment and stakeholder satisfaction.
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EERE Program Management Initiative

The Mandate

The EERE Program Management Initiative is being driven by a number of external and internal requirements and
forces, principally stakeholder expectations, the DOE and EERE strategic plans, the findings and recommenda-
tions of recent reviews of EERE management by the National Academy of Public Administration, and the
Government Performance and Results Act.

DOE Strategic Plan EERE Strategic Plan

Goal: Demonstrate excellence in the Department’s Goal: Change the way we do business.
environment, safety, and health practices and
management systems that support our
world-class programs.

Objective: Manage financial resources and Strategy: Full implementation of EERE’s

physical assets to ensure public confidence. Strategic Management System (SMS), which
provides an integrated corporate approach toward
planning, budget formulation, program imple-
mentation, and program evaluation across the
entire organization.

Objective: Manage information technology systems Strategy: Implementation of the EERE Program
and infrastructure to improve the Department’s Management Initiative, which is a management
efficiency and effectiveness. curriculum that provides knowledge-based

systems for all Program Managers, resulting in a
fully certified and trained program management

corps
Objective: Manage human resources and diversity Strategy: Complete implementation of a comp-
initiatives and implement practices to improve the rehensive reorganization that focuses on perfor-
delivery of products and services. mance, reduces organizational layers, and

eliminates inefficient operational redundancies

The President’s Management Agenda (PMA) (Summer 2001) has laid out the blueprint for management improve-
ments throughout the Federal government. It essentially called for agencies to become flatter and more responsive;
to replace with a focus on results; to eliminate overlapping functions and responsibilities; and to strengthen the
knowledge, skills, and abilities of Federal workers to meet the needs and expectations of their ultimate clients—the
American people.

The National Academy of Public Administration (NAPA) has recommended that EERE improve its overall
management system and program management functions. EERE’s Management Action Plan (MAP) identifies
commitments including specific actions and milestones for responding to the NAPA recommendations. A
number of those actions are integral to the Program Management Initiative.

The Government Performance and Results Act (GPRA) requires that cabinet-level Departments and Agencies
prepare a strategic plan, consummate an annual Performance Agreement between the head of the Department/
Agency and the President, embrace performance-based management, and budget for results.
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EERE Program Management Initiative

Structure, Systems and Processes

Performance
Excellence

EERE Program Management Cycle Structure, Systems, Processes

Tools, Job Aids

Training and Career Development

EERE Programs and Projects: EERE has clarified and documented what is a program Eespepenssined erseaier
. . . . EERE Program Management Initiative
and what is a project and entered the data in the Corporate Planning System.

EERE MISSION: | To strengthen America’s energy security, environmental quality, and economic
vitality through public-private partnerships that enhance energy efficiency and
productivity, bring clean, reliable, and affordable energy technologies to the
marketplace, and make a difference in the everyday lives of Americans by
enhancing their energy choices and their quality of life.

N S I CSEER e I s IR SR >

PROGRAM
OFFICES

Program 1 Program 2 Program 3 Program 4 Program n Etc. —

CROSSCUTTING
GOALS

SUBPROGRAMS

PROJECTS

Roles and Responsibilities, Program/Project: We have also clarified the roles and responsibilities of program and
project managers and made clear that program management extends beyond securing funds and authorizing
funding actions, and continues through all phases, including program and project execution and evaluation.

EERE Program Management: EERE Project Management
Plans and develops the overall program Initiates and oversees the project
Provides policy and broad program direction Provides the Program Manager recommenda-

tions on technical performance, cost and
schedule requirements for the planned project
that contribute to the program’s goals and

objectives
Aligns programs and projects with Defines the project’s objectives and how the
Corporate goals and objectives project will be organized, staffed, and managed
Conducts multi-year program planning and Defines the project management approach and
identifies annual performance milestones optimizes the procurement strategies
Establishes and justifies the need for project Develops the project execution plan
within the program
Supports EERE strategic and mid-term Understands EERE and Program goals,
planning efforts objectives, and strategies
Provides/drafts Program Strategic Plan Provides input for the Program Strategic Plan

/\/\,M

Example: EERE Program/Project Management Roles and Responsibilities
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EERE Program Management Initiative

Roles and Responsibilities, Headquarters/Field, EERE contin-
ues to refine the roles and responsibilities of headquarters, the
Golden Field Office, the Regional Offices, and NREL as well ne
as other field organizations with regard to program and
project management. We are re-examining the distribution of
project management capability and responsibility among FIELD
headquarters offices and field offices to determine if adjust-
ments need to be made. Additionally, we are actively pursuing
the establishment of the EERE Project Management Center
(PMCQ), a virtual project management office spread across

three field activities.

EERE Program Management Systems:

EERE Strategic Management System: We have
developed and are continuing to refine the EERE
Strategic Management System (SMS), which
provides a management framework for planning,
budget formulation, program implementation,
and program analysis and evaluation. The SMS
guides and integrates the EERE programmatic
and business activities from the organizational
level down to and including the program level.

EERE Program Management Processes:

Documenting and Standardizing Key Processes:
We are developing and/or documenting critical
operational processes and practices to ensure that
our methods are effective and well defined and are
standardized to the extent practicable across
programs and functions. We are also linking and
disseminating this information to support work
activities at all levels in EERE.

Program
Management:
Justifies and authorizes the projects,
oversees projects at key
milestones and validates results

Project Management:
Manages the Projects—Defines and assigns the work,
provides technical direction, ensures satisfactory project progress
and completion, reports project status to Program Management

CONTRACTOR
Project Performer:
Plans the implementation of the project and performs the work

Roles and Responsibilities, HQ/Field

Planning > Budget Formulation

EERE Strategic Plan EERE Spring Budget Summit
EERE Fall 5-Year Planning Guidance CFO Corporate Review Budget
EERE R&D Technology Portfolios OMB Budget Request

Congressional Budget Request

DOE Annual Performance Plan Customers
EERE Procurement Plan

A Secretary
Field
Employees
Contractors/Grantees
Private Sector
Federal/State/Local Governments
International
OMB/Congress \ 4

Program Analysis & Evaluation NGOs [ program Implementation

EERE Monthly Management Reviews i EERE Annual Operating Plan
Quarterly Performance Status Reports EERE Program Guidance Letters
& Procurement Requests

EERE Approved Funding Program
EERE Performance Contracts,

Program Evaluation
Peer Review

DOE Annual Accountability Report )
-

Crants, Agreements

EERE Strategic Management System

EERE Program
Implementation

INPUTS

PRODUCT

PROCESS Program Support Specialists,

Project Managers, Project
Implementers

(11) Technical
Managers

RESPONSIBILITY

OUTPUTS

Annual
Milestones
Defined
Execution

Annual Spend
Plan
Annual Projects
Implementation
Strategy
Adjust EERE MYFP
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EERE Program Management Initiative

Acquisition Planning and Procurement and Financial

Assistance:
EERE Acquisition

We are reengineering our acquisition planning and procure-
Customer Guide

ment and financial assistance processes to ensure actions are
initiated within the appropriate lead times and that our
contracts, grants and cooperative agreements better serve
the needs of our programs and projects.

General Instructions, Advice and
References on How to Obtain Goods
and Services Through Federal
Procurement and Contracting

Annual Operational Planning: EERE has standard-
ized and institutionalized its Annual Operational
Planning process to ensure that the EERE Annual
Operating Plan (AOP) accurately reflects all of the
current-year actions needed to support the EERE

ad Fiter:
2004 7] Edit
Create Project
Summary Page
List Project(s)
Project Plans

23 gere

04 Annual Operating Plan for Veh. Systems
Dptimization

FEQ vt
2@ ven, systems
"B Heavy ven,

90 Fuels Tech
B0 Tech. into.

Parasiic Energy LosgAOP Report
AOP Appendix A
Project 15564: Hea
Argonne National
The Offce of Freed!

le Technologies (FCVT) seeks to develop the enabling technologies
needed to achieve fuel-flexibility, ultra-low emissions, and high fuel efficiency in Class 1-8 trucks, buses,

The Principal Investigator (PI) will provide technical program managerment for Heavy Vehicle Systers, and
provide oversight of all, but not restricted to, programs in 05-06. Oversight wil include being cognizant of al
‘Work activities and progress by reading quarterly reports, papers, attending technical conferences, and

holding periodic program reviews. The Pl will evaluate the overall program and encourage solicitations for

balanced portfolio of programs and projects and
provides the baseline from which to assess program

Lap and other heavy vehicles, including offhighway (e, constructions, rai). The strategy is to focus R&D efforts
1 anciary sys. primarily of improving the efficiency and alternative fuel capability of the diesel engine and hybrid r Ogr €SS.
LB0 gim_ g val, technologies. This FWP responds to this strategy by providing analytical supportto identify the most

lag promising areas for technology R&D and to evaluate progress of angoing technology development projects.

.~ — Inn. Concepts This will enable selection of research avenues with the greatest potential for reducing petroleum use and

"B pyrig & EP emissions from heavy vehicles.

B0 acereD Project 15568: Techni y Tech. Prog. Mgr)

FEC at Tech, Argonne National Laboratory (ANL) (P)

00 1Pw supp new programs that have potential for an increase in fuel economy, reduction in emissions, or an increase in
N e safetyfor heavy vehicles. This taskwill include writing new soliitations, and amanging the evaluation team

EERE Annual Operating Plan

EERE Monthly Management Reports: We have

instituted a series of monthly and quarterly manage-
ment reviews drawing upon the EERE Annual D Unobigated 3.4 of AFP by Mo BAR
Operating Plan to ensure that each of the EERE core —— —

FY 2003 Financial Status Report

FEMP
(Through January 2003 -- dollars in thousands)

AN'YTD FY03

programs is on track to accomplish its planned o
milestones, projects and tasks on time and within
cost. These regular reports facilitate the early detec-

tion and correction of budget execution variances. As
a consequence, the information in the AOP will be
improved as the need for timely and accurate infor-
mation for the monthly reports drives improvements

. . . YTD Costs are 28% of AFP , .
in its development and maintenance. D Oblgons e 255001 AFP =

Summary FY03 by Fiscal Month (C:

Sum of YTD Uncosted Obligations and YTD
Unobligated as a % of AFP is 127%

YTD Uncosted Obligations are 52% of AFP

FEMP All of EBSS, EL17, EL19, e ; }
B&R’s WB, and 39WB —— | !

Slide Updated4/303
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EERE Program Management Initiative

Tools and Job Aids

Performance
Excellence

EERE Program Management Guide
Structure, Systems, Processes

We have developed and issued a comprehensive Program Management Guide (PM Tools,Job s
. . . . . . . Training and Career Development
Guide) to provide guidance and instruction to all EERE employees including pro- .
gram managers, program planners, budget and evaluation  EgRE Program Management Initiative

—— analysts, and other program support personnel. The PM

MANAGEMENT Guide is intended as both a learning tool for those developing their program manage-
GyIDE ment knowledge and skills and a reference source for experienced practitioners. The
A PM Guide uses the structure of the EERE SMS to ensure that programmatic and

business activities throughout EERE are cohesive and coherent. As a “living” docu-
ment, the Guide is updated frequently to incorporate policy, procedure and instruction
changes and expanded to include additional guidance and instruction as the need
becomes apparent. The PM Guide can be accessed by visiting the EERE intranet
website http://ee-intranet.ee.doe.gov/pmi/.

@--—-n
EERE PROJECT
EERE Project Management Guide MANAGEMENT
GUIDE

As a complement to the EERE Program Management Guide, we are also developing
an EERE Project Management Guide. This document will assist and instruct EERE
Project Managers and support personnel in all phases of project management from
inception through completion and close-out.

AN OPERATOR'S MANUAL
FOR PROGRAM EXCELLENCE

EERE Corporate Planning System and Data Center = "

Efficient and effective program management relies on accurate and timely data and

information to support each of the major elements of the EERE Strategic Management System: planning, budget
formulation, program implementation and analysis and evaluation. This information needs to link and flow
through and across SMS program management cycles to ensure consistent and timely preparation of products and
effective tracking of implementation. EERE has made substantial investments in two separate information system
development initiatives that complement each other and

come together to form a virtual comprehensive information e orolect lovel milestones. o
system. These two elements are the EERE Corporate Plan- g o oomes elipre

ning System (CPS) and the EERE Data Center. CPS pro-

i probrard ull Program portfolio management
vides major support for planning and budgeting efforts, while Project tracking and reporting

the Data Center generally focuses on the collection of budget AFP probded

execution and program and project status data for tracking AOP development ~ = el
and control. Detailed information on CPS use is contained T p,aﬁi?; porate Planning System
in the CPS Desk Reference (http://ee-intranet/is/documents/

desk_reference.doc). Information on DOE departmental Mansoo AT waRs Lab Data Tavel e
budget and finance systems is found at http:// EERE Data Center
www.cfo.doe.gov/crorg/products.cfm under the “Major el IR = IR T

Language, Q&As DiSEAS b

and Index fex

Systems” category.
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EERE Program Management Initiative

Results

Training and Career Development =

EERE Tailored and Targeted Program Management Training

EERE PROGRAM MANAGEMENT

Learning Needs
Self-Assessment
Q

We are developing and delivering tailored and targeted
program management training. An EERE-wide survey of
training needs has been conducted. The survey used a

(Performance)
Excellence )
N 4
Structure, Systems, Processes
Tools, Job Aids
Training and Career Development

Performance-Based Management

EERE Program Management Initiative

February 20, 20

EERE PROGRAM
MANAGEMENT
OVERVIEW COURSE

Student's Guide

February 24-26, 2004

confidential self-assessment questionnaire with a comprehensive set
of questions covering essential program management knowledge,
skills and abilities. Each EERE employee was encouraged to com-
plete and return the questionnaire and to retain a copy to baseline
his/her own professional development. The survey results provided
the basis for the operational EERE PM Overview Course. Intermedi-
ate-level courses are also under development. EERE is committed to
this training and is partnering with DOFE’s training staff to develop
the training in a timely and cost-effective manner. We regularly
employ our senior leaders, experienced/successful program manag-
ers, and invited subject matter experts as classroom instructors.

EERE Program Management Virtual University

The EERE Program Management Virtual University (PMVU) is an online
tool kit that allows the EERE user to identify his/her program management
training needs, to identify and select training opportunities to address those

needs, and to use the information gathered to prepare a meaningful Indi-
vidual Development Plan (IDP) using the DOE Automated IDP process.

The PMVU is a tool for all EERE employees. It provides general program
and project management curricula for individuals with little experience, who
would like a structured pathway to developing program and project man-
agement skills. For the experienced practitioner, the PMVU provides

‘Self Assossment & COUrSe 1o, Sejectons IDPPlening  Career Development
Ougytngr | rmoaricts |

Crsas st . [Cogor

Ospayxsaus |

B | RekeshDiglaySave Data

KINOWLEDGE, SKILLS, AND ABILITY

training courses cataloged to specific Knowledge, Skills and Abilities (KSA’s)
to facilitate their continued education and professional development. EERE employees can access the PMVU
through the DOE Employee Self Service (ESS) website https://mis.doe.gov/ess, login to ESS, click on IDP, scroll

Office of Energy Efficiency and
Renewable Energy
U.S. Department of Energy
Program Management Certification

John Doe

asa Program Manager for

PM Certification of Excellence

December 2003

down and click on EERE PMVU.
EERE Program Management Certification of Excellence

Using, as a foundation, the knowledge, skills and abilities reflected in the pro-
gram manager position descriptions, EERE is developing program management
developmental criteria and guidelines leading to certification of program manage-
ment excellence.

EERE employees and their supervisors will use these guidelines and the PMVU
to identify training courses and experiential building blocks including temporary
assignments (e.g., headquarters/field rotations). This will ensure EERE employ-
ees are well prepared, as visionary, innovative and results-oriented leaders, to meet
the unprecedented program management challenges of the future.
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(Performance)
Excellence |

Performance-Based Management S

Structure, Systems, Processes

Tools, Job Aids

As required by GPRA, we have made a commitment to using performance-based
management. Performance-based management entails the planning, identification and
tracking of performance requirements (objectives, measures and expectations) in a series
of linkages up, down and across the organization, all geared to mission accomplish-
ment. This includes the EERE Strategic Plan, (which is aligned to the DOE strategic goals and objectives),
flowing into multi-year program plans, institutional plans and annual performance plans. These performance-
based requirements also flow into performance-based contracts and field assignments. The EERE SMS lays out
the framework and schedule for creating, linking and tracking these performance requirements throughout EERE.
The EERE Program Management and Project Management Guides help the user develop and apply these mea-
surements effectively.

Training and Career Development

EERE Program Management Initiative

EERE Program Manager and Project Manager Positions

TITLE OF POSITION
(Progeam Manager)
o8 a8

We have developed position descriptions (PDs) for program manag-
ers and project managers based on the clarified roles and responsibili-
ties. We intend to make these positions in EERE ones that carry high
esteem and are sought after by individuals aspiring to a challenging
and meaningful career of significant achievement and contribution in
the public sector. Following the preparation of the program and
project manager PDs we will review and adjust, as necessary, other
PDs within the EERE community to ensure and maintain appropri-
ate and consistent relationships of all EERE employees to the select
cadre of EERE program and project managers.

omim

Develops,jutifies, and allocates the|

DOF.gouls s abjecives. Develops

Eaployee Nmes John Doe Program and Project Manager

FERFORMANCE AFPRAISALDMANAGEMENT PLAN
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Eriiee e Jobis Doe Performance Plans
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evaluations.

Performange Fl L5 DIPARTMENT OF SNERGY
[rRea— HEADUARTERS.
Fasts. Olfective

{Inchuds roteven]

Tashs, O, ecils,

We will annually prepare a set of objectives for
inclusion in all EERE employees’ individual perfor-
mance plans. These objectives will link the responsi-
bilities of the position descriptions to the perfor-
mance requirements (objectives, measures and
standards) of the organization.
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Frequently Asked Questions

Q. As an EERE employee how does the EERE Program Management Initiative benefit me directly?

A. The EERE Program Management Initiative will help document, stabilize and improve the program manage-
ment processes at all levels in EERE. This will give you a better framework, in terms of interfaces, schedules and
deliverables, to plan and do your work. In addition, your duties and responsibilities will be better defined as will
the performance expectations placed upon you. You will be provided training according to your need for training
both to be more effective in your current job and to develop your knowledge and skills for further career advance-
ment.

Q. Are there other benefits to EERE that accrue to me indirectly?

A. There is a chain of positive outcomes. As EERE’s performance improves, EERE and DOE get more recogni-
tion. This recognition adds credibility to EERE programs. Congress will look more favorably to EERE as a
trusted agent and will be more likely to view EERE’s budget requests as having a high probability of success. They
will therefore be more inclined to provide scarce funding to EERE programs. Similarly, our partners in industry,
academia and internationally will be eager to work with EERE because the expected return on their investments
will be increased and better assured.

Q. What should I do?

A. Everyone can contribute to improving the system. Simply by giving honest feedback on what’s working and
what’s not helps set priorities and focus improvement efforts where they will do the most good. Also, your ideas
are important. A Program Management Initiative" feedback/comments site has been set up on EERE's intranet
website http://ee-intranet/pmi/feedback. There you can post suggestions for improvements to EERE’s program
management processes and tools and piggyback on the suggestions of others. Also, you can examine your own
prowess and take advantage of the training that will be offered to make yourself a more valuable contributor to the
program(s) you support as well as the overall EERE mission.

Q. What’s in it for the other stakeholders?

A. EERE’s achievement of sustained program management excellence will benefit the U.S. public by providing a
greater degree of energy security, safety and affordability. U.S. economic growth will accelerate and the standard
of living will be raised. Industries will be able to provide products and services at lower cost. Government at all
levels will become more efficient. This is obviously a “win-win” for everyone.

Q. When will all of this happen?

A. Most of the actions are included and are scheduled for completion in the near term. Most of the structural and
process initiatives will take place this year as will the identification and development of the training. The delivery
of EERE's PM Overview training began in early 2003 and is continuing. Intermediate level training courses are
being developed and are planned to be piloted this fiscal year. This is just the beginning. Program management
excellence will require a sustained effort over a longer period of time. As the current actions are completed, new
improvement actions will be identified and addressed.
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