Corporate R&D Portfolio Management Environment Business Case


SECTION 7.  ACTION PLAN

The CME SIM Project Team outlined an initial action plan for the next steps to be taken on the CME Project. It will be further refined by the Program Manager working with various teams as appropriate.

7.1  Management Approach
7.1.1  Organizational Structure/Responsibilities
The management structure should include a Program Manager, a Project Leader, a full-time Core Staff with satellite committees, and a steering committee. The CME SIM Project Team recognized that the Program Manager should report to the highest levels deemed appropriate within DOE to ensure executive management involvement throughout the lifecycle of the project. 

Program Manager will:   

1) Provide the leadership and establish the Corporate R&D Portfolio Management Environment strategic goals and specific targets

2) Manage, coordinate, and integrate the Corporate R&D Portfolio Management Environment in DOE; ensure that the Corporate R&D Portfolio Management Environment goals and targets are met; and provide input on performance of Corporate R&D Portfolio Management Environment staff to their respective line organizations

3) Chair the Corporate R&D Portfolio Management Environment steering committee

4) Represent DOE on the Interagency Electronic Grants Committee (IAEGC)

5) Provide leadership and direction for the transition from R&D to implementation with national scope and impact. This entails: 

· Creating a detailed implementation plan that is focused on the development and deployment of leading-edge information integration technologies for tracking R&D efforts of programmatic interest from cradle-to-grave, and creating a national Corporate R&D Portfolio Management Environment to facilitate proposal/plan submission, execution, reporting, and management

· Planning for funding and budget allocation

· Coordinating the procurement, installation, and operation of a DOE-wide Corporate R&D Portfolio Management Environment that provides the computing, data management and analysis, and networking resources needed to support all of the above tasks

· Reporting status to senior management throughout the DOE complex. 

Project Leader: Responsibilities will include working with the Program Manager to develop the implementation plan, schedules, and budget requirements; and coordinating and managing the day-to-day activities of the implementation. 

Core Staff: The core management team and full-time staff will include administrative support and representation from the Lead Program Secretarial Office (LPSO) centers of expertise. Responsibilities will include working with the Program Manager and Project Leader to establish the implementation plan and ensuring coordination with existing LPSO R&D management processes and systems.

The satellite committees will be established as needed throughout the project (e.g., Business Management Information System-Financial Management (BMIS-FM) coordinators). These committees will be comprised of key subject experts from R&D stakeholder organizations and responsible for defining requirements, troubleshooting, and providing outreach.

The steering committee will be comprised of team members from the CME SIM Project and other key R&D stakeholders. They will be responsible for outreach, guidance, and coordination of the Corporate R&D Portfolio Management Environment’s implementation across the DOE complex. The steering committee will also hold periodic project reviews. 

7.1.2  Resources

The CME SIM Project Team recognized the importance of developing a resource strategy beyond requirements for the implementation team and operations. The Team identified key factors to be consider for further development of a resource strategy by a satellite group tasked with the responsibility during the fourth quarter FY 2000 and continuing through the first quarter FY 2001:

· Core management team representatives from organizations with existing critical roles related to R&D portfolio management (e.g., Chief Financial Officer (CFO), Chief Information Officer (CIO), program offices, etc.) that are dedicated to the success of the project and supported by their senior management to participate

· Steering committee and other working group representatives from R&D facilities and other R&D stakeholder sites to ensure coordination with their respective sites

· A National Nuclear Safety Administration (NNSA) and/or Office of Security and Emergency Operations (SO) security person as a representative on the design team to ensure success

· Satellite committee to develop an approach for contacting agencies with systems being considered for interface/use and gaining insight for implementation

· Satellite committee to develop a communications/outreach strategy and coordinate the process.

7.1.3  Acquisition Strategy
The acquisition strategy is to use existing desktop hardware and infrastructure throughout the DOE complex. Where new procurement is necessary, the strategy is to use the General Services Administration (GSA) schedule, where possible, to purchase commercial off-the-shelf (COTS) products. Specifically, the strategy is to purchase software, servers, and communications hardware for two Corporate R&D Portfolio Management Environment production sites and one development and test site. The software purchases will include database, web server, workflow, and design and development tools. 

With regard to security, the strategy for the SO organization is to centrally manage certificate distribution and encryption services at DOE using Public Key Infrastructure (PKI) from Entrust Corporation and to purchase security software licenses for all of the users.

7.1.4  Contracting Strategy

The detailed contracting strategy will depend on the group or groups of developers that are selected to lead the implementation. Since this effort crosses boundaries between DOE Federal and Management & Operations (M&O) contractor sites, there are several organizational types, or combinations thereof, to consider: 1) M&O contractor; 2) commercial software integration company; and 3) Federal (e.g., Office of Scientific and Technical Information).

As noted, the CME SIM Project Team recommends participation from the major R&D stakeholder sites on the implementation team and/or steering committees and other working groups, regardless of the type of group chosen to perform the implementation.

7.1.5  Outreach Strategy

The CME SIM Project Team developed an initial outreach strategy to be further refined and implemented during the fourth quarter of FY 2000. The team recommended tailored presentations customized from three perspectives:  1) relevance and importance to the particular program office or site; 2) summary at the appropriate organizational level; and 3) benefits for particular roles. The approach includes forum and individual presentations to key stakeholders in headquarters, field organizations, and R&D facilities. 

7.2 Technical Approach

7.2.1  Architecture (Hardware, Software, etc.)

The Corporate R&D Portfolio Management Environment architecture will be based on integrating commercial relational database tools for data management with web interfaces to minimize the software that must run on the client computers. In this way, maximum flexibility will be provided to organizations to operate client computers. Data interchange will be accomplished using eXtensible Markup Language (XML) templates, the emerging worldwide standard for e-commerce. Security will be managed through PKI from Entrust Corporation combined with X.509 certificates. The combination of international standards and COTS technologies will be integrated through the development of appropriate data dictionaries and the unique Project Identification Number (PIN) service. Utilization of this standards-based approach is consistent with guidance provided by the Information Architecture Standards Program, which is a building block of the Corporate System Information Architecture.

Disaster recovery will be ensured by having two mirror sites at different locations.

7.2.2  Development Methodology

The development methodology will use structured commercial tools for managing development of data dictionaries, entity-relationship diagrams, and module interface definition. In addition, these tools will provide for overall coordination of development efforts as well as software configuration and version control.

7.2.3  Implementation Strategy

The implementation strategy combines early efforts to design the detailed data dictionaries and XML templates with evaluation of existing systems from other agencies. This alternative employs a phased roll-out of capabilities with proposal submission and review modules delivered first, project tracking and reporting second, and project execution last due to the requirement for interfaces to BMIS-FM. It should be noted that to enable project tracking and reporting to be implemented before the execution modules that enable program managers to enter funding allocations, work authorization data, and project guidance together, some reporting interfaces to accounting systems at the R&D facilities must be constructed. This implementation strategy will deliver important benefits to program managers and the R&D facilities early in its schedule. 

In addition, the recommended alternative assumes the earliest possible implementation of procedural/policy changes leading to improvements that can be made regardless of alternative or acceptance of recommendations. One example of such a change will be to require proposals only when they will be useful for making funding decisions.

To facilitate this roll-out schedule, two business process teams must be formed at the outset:

1) Team to establish guidelines for assignment of unique identifiers. The issues that must be resolved include:  size of change in scope that requires a new PIN; for a project at multiple locations, the same PIN can be issued to the project at all sites or each site’s component of the project can get a different PIN; treatment of PINs for projects co-funded by different offices, and perhaps combinations of one-year and no-year money.

2) Team to establish guidelines for access to information such as allowing one program manager to view proposals from another program office; types of summaries allowable; etc.

7.3  Summary

The CME SIM Project Team recommends that a steering committee, comprised of team members from the CME SIM Project and other key R&D stakeholders, be established to conduct outreach, provide guidance, and help coordinate the Corporate R&D Portfolio Management Environment implementation across the DOE complex. With proper resources, the committee will be able to ensure the successful implementation of the Corporate R&D Portfolio Management Environment. 
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