Corporate R&D Portfolio Management Environment Business Case


SECTION 1.   INTRODUCTION

It is incumbent upon the Department of Energy (DOE) to periodically revisit its research and development (R&D) project administration methods to ensure it is using the most cost-effective technologies and processes available. Doing so will help ensure that taxpayer dollars are effectively spent on R&D and not on unnecessary and/or inefficient bureaucratic processes. 

In August 1999, the Under Secretary of Energy, Dr. Ernest Moniz, launched a Strategic Information Management (SIM) process study to determine how best to modernize and streamline R&D management and move toward a corporate R&D portfolio management environment. The study was prompted by the fact that although DOE funds a vast amount of energy-related research in a broad range of areas, it has no central source of reliable data on that research. The R&D facilities performing the work follow their own research management processes tailored to their expertise and methods of operation. The information collected and stored to support these management processes is often in different formats and at different levels of resolution. This makes the overall management of DOE-funded research a difficult challenge. 

A DOE-funded pilot project was initiated in 1996:  the Collaborative Management Environment (CME). It successfully demonstrated the use of advanced web-based technologies to automate R&D project proposal submission and to integrate project data from a multitude of sources. As part of the project, several DOE R&D facilities developed a shared, consistent, and automatic way of reporting proposal, cost, and execution data for R&D project management purposes. Their approach allowed them to continue using their own project management methods and systems while streamlining reporting processes back to DOE program managers. For more information on the evolution of the CME project, please see Appendix A.
The success of the CME pilot project was used as the foundation for this SIM study and its evaluation of the entire lifecycle of DOE R&D project management, tracking, and reporting of R&D programmatic operations and equipment projects that are defined in the Office of Management and Budget (OMB) Circular A-11. For further information on the scope of this SIM and the types of projects considered in the analysis, see Appendix B. 

1.1  The CME SIM Project

The DOE R&D Council, chaired by Under Secretary Moniz, adopted CME as one of its top-priority projects in October 1997. At the Council’s request, the CME was briefed to a number of senior managers at the Department, including an update to the R&D Council again in November 1998. At that time, the R&D Council recommended that CME be presented to key senior DOE subject experts, who subsequently recommended a presentation to the DOE Chief Financial Officer (CFO) and the DOE Chief Information Officer (CIO). Both the CFO and the CIO recommended that CME be presented to the Information Management Steering Committee (IMSC), which they co-chaired. The IMSC requested a SIM study to determine if the CME approach demonstrated in the pilot would be feasible as a DOE-wide system. The study was named the CME SIM Project. Although the CME SIM Project incorporates the name of the original CME initiative for the sake of continuity, the methodologies and tools developed as part of the CME pilot project represent only one approach of many technical alternatives that were evaluated as part of the CME SIM Project.

The major deliverable of the CME SIM Project is this business case, which recommends the best approach for streamlining and modernizing administration of the Department’s R&D portfolio of projects. The project was co-sponsored by the Offices of the Chief Financial Officer, Chief Information Officer, and Science. The major R&D program secretarial offices (PSOs) were represented and involved with the analysis and development of the final recommendation. 

A structured approach and process was used to develop the business case. The CME SIM Project Team developed a base case, identified high-level requirements, developed alternative solutions for meeting the requirements, analyzed benefits and costs associated with each proposed alternative, and recommended the best solution. The current processes and supporting systems were studied closely to determine opportunities for improvement and to compare them with best practices in the DOE, other government agencies, and the private sector. This business case is intended to describe the findings and recommendations as a result of completing the CME SIM Project.

1.1.1  CME SIM Project Goals and Objectives

The goals established for the CME SIM Project were:

· Identify the business needs of scientific research project managers that could be met using the CME model

· Identify additional needs that could be met through reasonable modifications to the CME data model that would result in incremental gains

· Define the business processes needed to enable mapping of critical data sources to the CME data model with the least impact to the laboratories and other contractors

· Document the internal and external policies to be addressed in order to streamline the scientific research management process with an initial focus of integrating the proposal submission and project cost management processes using the CME data model

· Prepare a business case that compares current approaches for scientific research project management to the CME pilot with other alternative solutions and make recommendations regarding the best solution for achieving a more efficient and integrated management process. 
1.1.2  CME SIM Project Participation

A small team of individuals, the Integration Team was recruited to plan and coordinate the activities of the CME SIM Project in the summer of 1999. They were responsible for designing and facilitating the CME SIM Project workshops and providing various resource materials. They documented and analyzed workshop results, and they compiled and refined the business case. Several members of this team also served as leaders for working groups that were formed during the SIM Process to ensure close coordination of all activities.

In November 1999, a memo was issued to all DOE program offices, operations offices, and laboratory R&D project management professionals, inviting them to participate in the CME SIM Project. Thirty-seven people participated in three workshops, which were held in January, March, and May 2000. This dynamic and diverse team performed an analysis of the options available to modernize DOE’s R&D management process. In addition to the SIM workshop participants, there were seven advisors to the project and many additional contributors who provided the information necessary to do the analysis. 

All participants in the CME SIM Project were given the opportunity to provide input and share opinions during the project to develop the methodology, determine needs, and analyze benefits and costs. Input from all participants ensured the corporate-wide perspective was maintained. Participants responded to working group requests for more detailed information between workshops. They also reviewed and commented on these and all other products developed during the process, and they participated in making the final recommendations.
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