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INTRODUCTION

On July 1, 2002, the Office of Energy Efficiency and Renewable Energy (EERE) within
the Department of Energy (DOE) implemented a comprehensive reorganization that
affected every aspect of its headquarters operations and its field reporting structure.
Shortly thereafter, Assistant Secretary Garman and staff of the House Interior and
Related Agencies Appropriations Subcommittee asked the National Academy of Public
Administration (the Academy) to review EERE’s reorganization efforts to ensure that
they will help EERE best attain its misson. EERE also asked the Academy to examine
EERE’s acquisition/financial assistance processes to ensure that they will effectively
support the new business model.

The Panel is providing EERE a series of interim observations during the 18-month
duration of the contract. The first “Preliminary Observations’ paper dated June 2003,
provided the Panel’s preliminary views on the reorganization. In it, the Panel endorsed
the basic construct of EERE’s reorganization, noted that much had been done to
implement the new organizational model, and also identified a number of areas that
warranted further examination by the Panel and possibly additional changes by EERE.

This document provides the Panel’s views on the progress EERE has made in
implementing the reorganization as of September 3 and its efforts to develop an office-
wide approach to managing EERE. It discusses actions taken by EERE to address the
Panel’ s suggestions and recommendations made in its June “Preliminary Observations”

paper; follows up on issues the Panel raised in June regarding the program offices

configuration and the program managers span of control; and presents some new issues
for consideration. This document also includes information on EERE’s estimates of

potential savings resulting from the reorganization and other opportunities for savings
that are outlined in EERE’s Action Plan to implement the reorganization. However, most
of the savings are difficult to quantify at this time because the necessary actionsto realize
the savings are only now underway. Finaly, this document discusses how EERE's
funding is split between the Interior appropriation and the Energy and Water
Development (EWD) appropriation bills and congressional concerns about how those
funds are accounted for; outlines EERE’s current and proposed mechanisms to ensure
that its activities are charged against the appropriate appropriations account; and provides
Panel recommendations for how to further address congressional concernsin this area.

As part of its work, the Academy staff reviewed numerous documents and interviewed a
wide variety of officias both inside and external to EERE. A list of people contacted and
interviewed snce the start of the Academy’s review in February 2003 is included in
Attachment A. A list of acronyms used in this document is included as Attachment B
and Attachment E includes alist of all Panel recommendations.



Next Steps

During the next two montts, the Academy and Jefferson Solutions® staffs will complete
their assessment of EERE’s acquisition and financial assistance activities and draft the
November progress document that is to deal exclusively with that subject. Academy staff
also will continue to monitor EERE’s implementation of the reorganization, as called for
by the contract, in preparation for the April 2004 progress document. It is expected that
the Academy will be asked to testify at that time before congressional appropriations
committees.

! The Academy subcontracted with Jefferson Solutions to examine EERE’s acquisition and financial
assistance operations.



IMPLEMENTING THE REORGANIZATION

An underlying goal of the reorganization was EERE |eadership’s desire to develop a
single, office-wide approach to doing business throughout the organization in order to
better achieve results in its programs and activities. The reorganization altered roles,
responsibilities and working relationships throughout the office. It eliminated the former
sectors, which had become stovepipe organizations that fragmented EERE’ s operations,
and replaced them with program offices that represent EERE’s primary research,
development, and deployment efforts; reduced the number of supervisory levels to
elevate the stature of EERE’s newly defined program areas;, and consolidated business
and administration and communications and outreach functions in an effort to improve
organizational effectiveness, increase efficiency, and benefit from economies of scale.

New methods of doing business and their anticipated benefits, however, do not happen
automatically. New processes and procedures must be developed to implement a new
business model. The Panel noted in its June “Preliminary Observations’ paper, however,
that the suddenness with which the reorganization occurred gave EERE staff little
opportunity to rethink their business practices and develop new standard operating
procedures.

Early in the project, Academy staff advised EERE management that it needed to develop
a plan to implement its new organizationa structure. As a result, EERE began
immediately to develop such aplan. The Deputy Assistant Secretary (DAS) for Business
Administration assigned the task to the Office of Information and Business Management
Systems (OIBMYS). Fortunately, even before the reorganization was announced, OIBMS
staff had already developed issue papers in several areas where they believed process
changes were necessary. These issue papers formed the foundation for drafting the
reorganization implementation plan.

STATUSOF EERE’'SACTION PLAN TO IMPLEMENT
THE REORGANIZATION

EERE developed an initial draft of the implementation plan and provided it to the
Academy at the project Panel’ s first meeting on April 1, 2003. Academy staff worked on
an interactive basis with EERE staff, making a number of suggestions for additions and
revisons. Although the DAS for Technology Development received a copy of the
second draft of the implementation plan in May, neither the DAS nor members of his
organization had been involved with its development. In its June paper, the Panel
expressed its concern that the Business Administration side of the organization was not
taking adequate steps to involve the Technology Development organization in the change
process, and recommended that EERE involve “a wide range of senior managers to
finalize the implementation plan and its execution.”

EERE accepted the Panel’s recommendation and has taken steps to address the Panels
concerns. In June, OIBMS provided a third draft of the implementation plan to the DAS



for Technology Development. The DAS then discussed the draft with his senior
managers and asked for their input. An assistant to the DAS coordinated the review
within the Technology Development organization. A similar process was initiated for the
Business Administration offices. Academy staff also reviewed the June draft and
provided additional suggestions.

EERE leadership distributed the final implementation plan to office staff on September 4,

2003.

The document, titled “EERE Management Action Plan” includes 18 major

sections, each called an “Area of Improvement,” and is over 70 pages in length. Each
Area of Improvement includes a description of the issue; anticipated benefits from
addressing the issue; activities to date; and a list of actions to be taken, staff responsible
for each action, due dates, and evidence of completion. The Areas of Improvement are:

1.

EERE Corporate Program Management System/I-Manage Interface—
Describes a plan to transition to a single EERE program/project management
system as an interim step to a single DOE-wide system for research, development,
demonstration and deployment (RDD&D) program/project management (e-
Government activities).

Uncosted Obligations—Addresses the factors that affect the amount of
obligations that have not yet been turned into work performed—referred to as
“uncosted obligations’—and management actions to minimize the level of such
uncosted obligations in the future.

State | ssues—Describes issues and provides management actions to improve the
effectiveness of state grant programs.

Work Packaging—Describes steps necessary to use EERE funds more
efficiently by repackaging work for some programs in order to improve the
linkage to performance and results and reduce process workloads.

Program Management Initiative—Provides a planned approach to train
employees in pogram and project management based on EERE-identified best
practices.

EERE Program Reviews—Sets forth the basis for using a single management
approach for technical and management reviews of programs.

Project Management Office—Provides a plan to consolidate project
management activities in the EERE Golden Field Office while maintaining the
existing project management roles of the EERE regional offices and the National
Energy Technology Laboratory.

Split Funding—Describes EERE' s efforts to ensure that appropriate management
controls exist for programs that receive funding from both the EWD and Interior
appropriation subcommittees.



10.

11.

12.

13.

14.

15.

16.

17.

18.

Corporate Planning, Budget Formulation and Analysis—Describes EERE’s
approach to improve the planning and analysis for its programs, coordinate budget
formulation and execution activities, and improve EERE’s responsiveness to
congressional committees.

RDD&D Decision Processes—Describes plans to develop uniform decision
processes for EERE programs.

Communications and Outreach—Describes the benefits of having a
consolidated approach to communications and outreach functions and identifies
actions leading to cost savings.

Standard Operating Procedures (Office of Business Administration)—
Describes the need to develop standard operating procedures as part of EERE’s
new “one-way” of doing business and outlines a plan for their development and
implementation.

EERE Workforce Analysis—Describes the process to identify the workload of
each organizational entity in EERE; analyze gaps and significant variations in
resources used to perform similar functions; and develop and implement actions
to better utilize available staff.

Support Services—Describes significant variations in the use of support services
among programs and offices and provides a plan to determine the “value-added”
of support services and to develop and implement corrective actions, as

appropriate.

Use of Local Management and Operations (National Laboratory)
Contractors—Describes significant variations in the use of local national
laboratory employees among EERE programs and offices and a plan to reduce
their number and more dstrategically use local national laboratory employees
starting in fiscal year (FY) 2004.

Program Direction—Describes EERE’'s efforts to ensure that appropriate
management controls exist in the use of program direction funds and the actions
needed to obtain adequate levels of program direction funding for EERE
operations.

Strategic Use of National Laboratories—Outlines a mechanism to develop
policies and procedures for the proper use of the national laboratories and
identifies actions leading to cost savings.

EERE Approach for Evaluating Office of Science and National Nuclear
Security Administration Laboratories—Describes the implementation of a
standard EERE management review process for input to award fee determinations



for national laboratories (other than the National Renewable Energy Laboratory)
that EERE uses.

Except for some of the items in the EERE Corporate Program Management System/I-
Manage Interface, Project Management Office, and Communications and Outreach Areas
of Improvement, al of the action items are to be completed by October 1, 2004, with the
majority to be completed before the end of 2003. The Panel encourages EERE’s efforts
to move forward quickly to address the action items in order to capitaize on the
momentum and management support needed to redlize the benefits that the
reorganization promises. The Panel notes, however, that EERE’s ability to meet the
September and October 2003 dates in the Workforce Analysis Area of Improvement may
be affected by the November 2003 due date for the program offices to complete their
review of the use of support services contracts and the December 2003 date with respect
to the strategic use of national laboratories. The information developed from those Areas
of Improvement may be necessary for EERE leadership to make informed decisions
about staff utilization.

In its June paper, the Panel also recommended that EERE approach the implementation
of its reorganization with the same rigor it would a research project, stating that EERE
should designate a manager to oversee the implementation of its Management Action
Plan. This designation has not been made as of the end of August. The Panel continues
to believe that EERE needs to designate someone to be responsible for working with the
people in charge of each Area of Improvement to ensure that the necessary mechanisms
are in place to complete each action item. The manager needs to ensure that the
processes used to complete the action items are participatory—that offices throughout
EERE are given the opportunity to be involved, as appropriate. The manager also needs
to coordinate the activities and report to EERE management and staff on progress made.

Accordingly, the Panel reaffirms its recommendation that EERE designate a
manager closely aligned with EERE’s leadership to be responsible for
monitoring and coordinating the ongoing reorganization implementation
efforts. The Panel suggests that the Assistant Secretary assign the Principal
Deputy Assistant Secretary that responsibility.

In addition to its recommendations with respect to the implementation plan, the Panel
made severa other recommendations and suggestions to EERE for improving the new
organizational structure and its implementation. In taking action on the FY 2004
appropriation bill, the House Committee on Appropriations stated that EERE should
implement the Academy’ s recommendations as soon as possible after their receipt.?

The remainder of this section of the “Reorganization Status’ document discusses EERE
actions taken on Panel recommendations and those taken in connection with Panel
suggestions that were included in its June paper. Additiona interviews and analysis also
have raised some issues not covered in the June paper that are addressed here.

2 House Report 108-195



STATUS OF PANEL RECOMMENDATIONS

Evaluation Strategy

The Panel recommended that “an evaluation strategy be included in EERE's overal

implementation plan for the reorganization” as EERE needs to develop milestones and
demonstrate results from the reorganization. EERE has recognized the need to develop a
tracking system for achieving the milestones in its Action Plan and to assess the impact
of the results, but the formal evaluation strategy is not completed. Academy staff have
discussed this situation with EERE staff who are now working on developing the
appropriate metrics.

The Panel believes that EERE’ s analysis staff can be a valuable asset as EERE proceeds
with its efforts to develop metrics that assess the results of the reorganization. While the
metrics may address cost savings that result from the reorganization, the Panel believes
that the metrics will need to focus heavily on how the reorganization has helped EERE
meet its mission and whether it improves the substantive results within EERE’s program
areas. The Panel plans to address the issue in its April status document.

The Panel recommends that EERE include an Area of Improvement in its
Action Plan to develop an evaluation plan that includes metrics for assessing
the results of thereorganization.

Board of Directors

The Panel recommended that EERE not refill any positions of departing Board members
“until EERE has a definite, agency-wide function in mind for such a high-level group of
staff.” The Panel also recommended that EERE create a name for the group that better
reflects its actual roles and responsibilities. These recommendations related to the
Panel’ s observation that “there is a contradiction between the stated role of the Board [of
Directors] and its actual functions’ as the Board “does not direct any EERE activities, is
not involved in developing policy or resolving management issues, and has no decision
making authority.” The Panel believes that the term “Board of Directors’ is not suitable
for this EERE entity, and atrue Board of Directors within a government organization has
the potential to run counter to the congressional delegation of authority to the agency
head.

On June 15, 2003, EERE filled a vacant Board position with a limited, two-year term,
non-competitive appointment. This new Board member is reportedly “a recognized
industry expert in the analysis of national and international energy accessibility and
market issues, with special interest in the international biomass energy community.”

The Panel reaffirms its earlier recommendation that EERE suspend further
hiring for the Board until the Pand’s June recommendations are



implemented and that EERE create a name for the group that better reflects
its actual roles and responsibilities.

Deployment and the Regional Offices

The Panel recommended that “EERE systematically develop a strategy for its deployment
activities that includes an assessment of the role of the regions and the deployment
program offices to carry out the agency’s deployment mission” and the results of that
evaluation “should be factored into EERE’s overall reorganization strategy.” The Panel
also suggested that the DAS Office of Technology Development be renamed to reflect
the deployment activities for which it is also responsible.

To date, there has been no comprehensive attempt to address the Panel’s concerns. This
initiative is not included in EERE’s Action Plan for implementing the reorganization.

Some activities are reportedly ongoing, including the development of a paper dealing
with deployment issues, but this has not been made available to Academy staff. In
addition, EERE has not provided Academy staff with a list of all of its deployment
programs.

A considerable amount of work remains to be done on this initiative. Among EERE
staff, there appears to be considerable confusion about the definition of deployment and
EERE'’ s goals for those activities.

The Panel recommends that (1) EERE amend itsAction Plan to add an Area
of Improvement to develop a strategy for its deployment activities, including
a clear definition and goals for those activities and the role of the regions,
and (2) based on the resulting deployment strategy, decide whether a name
change for the Office of Technology Development is appropriate.

Budget Formulation, Execution, and Analysis

The Panel recommended that EERE “appoint a budget officer who can ensure
consistency between budget formulation and execution, and is empowered to act as
EERE’s spokesperson on all issues related to the budget.” EERE has selected a new
Director of the Office of Planning, Budget Formulation and Analysis (OPBFA) who will
report to EERE in November 2003. The new position will be given the title of Chief
Financial Officer and serve as EERE’s budget officer. The Panel also was pleased to
learn that EERE plans to transfer the budget execution function, now under the Office of
Program Execution and Support, to OPBFA. This decision by EERE’s leadership, once
implemented, will aleviate the Panel’s concern that “Budget execution must be closely
coordinated with budget formulation so that there is consistency between the two
functions.”

The Panel bdieves that the new OPBFA director will need to take some time to assess his
new organization in order to make judgments about how it should best be structured to
meet its mission. At this time, however, the Panel wishes to raise an issue from its



“Preliminary Observations’ paper that continues to concern Panel members and discuss
three additional areas for the OPBFA director’ s and EERE management’ s consideration.

The Separation of Formulation and Analysis

As pat of the reorganization, EERE established two teams within OPBFA—a
formulation team and an analysis team. In theory, the teams are separate, although some
sharing of work—especially to handle “surge” workload—was anticipated. In practice,
however, the two teams essentially operate as one. OPBFA management estimates that
there is a 90 percent overlap between the two groups. EERE staff have indicated that the
budget formulation work is overriding the analysis work. Rather than analysis driving
budget, which is top management’s primary reason for co-locating the two functions in
one office, “the analysis needed to support the day-to-day workload of the budget
function tends to supersede other essential analysis work.” The following comment in
the Area of Improvement for Corporate Planning, Budget Formulation and Analysis
activities supports this observation:

While OPBFA succeeded in advancing on many fronts this past year, the
unanticipated large amount of time PBFA staff had to devote to formulating the
budget requests (FY 2004 and FY 2005) and responding to “fire drills’ delayed
some of its efforts on the planning, evaluation, and analysis fronts.

Because EERE leadership took a strong position that the analysis function needs to be in
the same organization as budget formulation in order to drive the formulation process, the
Panel deferred making a recommendation in its June paper and decided to examine the
matter further. EERE hopes to alleviate the problems in this area by hiring two additional
budget anaysts for OPBFA, filling two positions that have been vacant during the past
year, and having two other analysts return from details. The Panel will review this issue
in its April 2004 progress document. That should give EERE sufficient time to
implement its new structure and the Panel time to assess how well it is working. In the
meantime, however:

The Panel recommends that the new director of OPBFA ensure that the
analysis and formulation teams are separated to help shelter the analysis
staff from the day-to-day activities of budget for mulation.

Creation of a Rapid Response Team

EERE plans to create a “Rapid Response Team” as a separate entity reporting to the DAS
for Business Administration to handle all questions from congressional committee staff.
Staff from the Office of Communications and Outreach who currently coordinate the
resporses will be assigned to this team. In addition, EERE plans to hire a senior
congressional liaison specialist, a senior subject matter specialist, and two staff years of
contractor support to perform this work. EERE leadership anticipates that this team will
remove much of the “fire drill” work associated with responding to congressional
inquiries, reducing the time now spent by the Technology and Development staff and the



business offices, particularly the analysis staff. It also believes that this new entity will
provide the Assistant Secretary with an enhanced congressional interface capability. The
Panel has asked the staff to monitor the Rapid Response Team operation.

Skills Mix Within the Business Administration Offices

The Panel believes that skill imbalances may be exacerbating the organizational structure
issues it has raised. The Panel reviewed the decisions made when staffing the budget
formulation, execution and analysis functions and questions whether people with the right
skills have been transferred to the right jobs. It appears that prior to the reorganization,
there were staff in the sectors who had the following skills:

Some were primarily analysts, but also might have had some budget experience.
Some performed primarily budget formulation work, but also performed some
budget execution tasks.

Some performed primarily budget execution work, but aso worked on
formulation.

Some had no direct experience in any of these activities, but had job titles that led
management to believe that they might have performed analysis.

What appears to have happened in the reorganization is that, with the exception of the
person designated to be the formulation team leader, staff with experience in both
formulation and execution were transferred to the Rogram Execution Support budget
execution team. Those individuals who were designated as analysts—or a similar skill
category—were transferred to OPBFA. The net result is an apparent skills imbalance,
especialy within budget formulation, with few of the staff having experience in
formulation.

The Panel recommends that as part of its overall review of staff skills in
EERE, top management examine the sKkills of staff transferred to the two
budget functions and determine whether any adjustments are needed n
assignments or whether training would be beneficial.

Budgeting for Program Direction Funds

Monitoring the use of program funds is largely performed by the program offices. In the
case of program direction funds, however, the budget execution staff is directly
responsible for their monitoring and administration. The Panel believes that the people
who track how these funds are spent during the year are best able to carry forward that
information to develop the next year's budget. There is some indication that the
difficulties EERE has experienced with the adequacy of program direction funds for
fiscal years 2003 and 2003 may be due, in part, to the separation of the budget
formulation and execution functions for these funds.

Although EERE plans to have budget formulation and execution within the same office,
it is not yet decided how the work of that office will be organized. The Panel believes
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that EERE should reconsider assigning the budget formulation function for program
funds to the budget execution staff.

The Panel recommends that EERE consider transferring the responsibility for
formulating the program direction budget to the budget execution staff who
monitor those funds.

STATUS OF PANEL SUGGESTIONS
Coordination and Collaboration Among EERE Offices

A major goa of the reorganization was to eliminate the stovepipes of the former sectors
and create an environment that fosters coordination and collaboration among EERE’s
program offices. To do so, the Panel suggested that EERE examine “formal and informal
mechanisms that identify and promote opportunities for coordination and collaboration
among the program offices and between the program offices and the regional offices.”

One Panel member suggested a review of In Good Company: How Social Capital Makes
Organizations Work by Don Cohen and Laurence Prusak. The message in this book is
that building social capital® can improve organizational collaboration and performance.

Organizations must encourage connection and cooperation, support and trust, a sense of
belonging, fairness, and recognition in order to bring out the best in its workers.
Academy staff are not aware of any new changes or change initiatives that address
collaboration and coordination among EERE’ s various offices.

Accordingly, the Panel recommends that EERE include in its Action Plan an
Area of Improvement to study formal and informal collaboration
mechanisms and develop recommendations for use within the organization.

Program Management Overview Course

In its June paper, the Panel suggested that the new Program Management Overview
Course content “should reinforce the roles, responsibilities and the relationship between
the program and business offices needed to effectively achieve EERE’S mission.”
Academy staff attended this course and provided EERE officials with some suggestions
for improvements. In general, the course explained how the new organization should
work in order to meet EERE’'s mission. However, it did not cover the roles and
relationships between the program and business offices in sufficient depth. If the
collegial working relationship that exists at the DAS level is to flow throughout EERE,
employees need to understand the nature of these relationships and be given information
on how to cultivate them. The Panel believes that this course is a step in the right
direction. As EERE reviews the course content over time, the Panel thinks that it will
likely evolve into something more useful to employees in the new organization.

3 Social capital comprises connections among people that include trust, mutual understanding, and shared
values and behaviors that bind social networks and communities and make cooperative action possible.
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The Panel understands that there is no separate orientation course for new employees.
The Panel believes that EERE should consider making the Program Management
Overview Course a requirement for all new hires. The Panel aso suggests that EERE
consider developing a regional version of this course that will be more accessible to
employees located outside of headquarters.

The Panel has no formal recommendation related to the Program Management Overview
Course at this time. EERE management is committed to its success, and the Panel
believes that EERE will continue to improve the course offering over time.

Office Configuration

The Panel noted in its “Preliminary Observations’ that office size should not necessarily
be the primary factor that determines how an organization is structured. There are two
offices, however, Distributed Energy Resources and Geothermal Technologies with 4 and
6 staff, respectively, that offer stark contrasts to the Weatherization office, which has 42
staff, and prompted the Panel to examine the office configurations within EERE. *

In its decision to reorganize, EERE leadership’s intent was to clearly identify EERE’'s
major programs, to elevate them in stature, and to reduce the layers between the
managers of those programs and upper management. The configuration for the nine
research and development program offices was technology-driven. In crafting the
structure, EERE has made some fairly fine distinctions between the different program
areas. For the most part, EERE staff interviewed generally support the current office
configuration. Severa individuals did question, however, the decision to have an
independent Geothermal Technologies program.

Geothermal is the smallest of the 9 research and development programs, with a FY 2003
program budget of $26.5 million, which is about half the program budget of the next
smallest office, Wind and Hydropower Technologies, which is funded at $51.5 million.
Geothermal technology is similar to the technologies in some other programs, such as
hydrology, and its work is related to the work performed elsewhere in EERE. It also has
significant differences from other EERE technologies. For example, its resource base is
similar to oil and gas, which makes it totally different from any other program in EERE.

The Panel believes that while there are relationships between geothermal technology and
other EERE program technologies, geothermal is different enough that it may not fit well
within another program area. If it were combined with another program, it may not
receive the attention it deserves as a technology capable of “meeting a significant portion
of the Nation’s heat and power needs.”

4 Staffing levels as of August 2003. See Attachment D for staffing information for all of EERE.
% «Office of Energy Efficiency and Renewable Energy Strategic Plan,” page 12, October 2002
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Program Managers Span of Control

The Panel commented that “the elimination of the supervisory levels may have created
spans of control for the program managers that are too large.” Currently, 7 of EERE’ s 11
program offices have 18 or more staff. Only the Weatherization office has two
subordinate supervisors below the program manager.

Many of the program managers are new to their positions, and they have to learn the new
roles and responsibilities of a program manager as well as understand and learn to dedl
with the strengths and weaknesses of their staffs. They aso must guide their offices
through the major cultural change that the reorganization requires to be successful. The
Panel believes that program managers with such large spans of control may not be
capable of adequately staying abreast of their staffs activities or have the time necessary
to properly supervise and develop their staffs. EERE is in the process of conducting a
workforce analysis that may result in recommendations to change office staffing levels.
At present, however, the analysis is not complete and the timeframe for when the results
of that effort will be available is unclear.

The managers of the larger program offices have designated team leaders. However, it
appears that the program managers may not be taking full advantage of al of the
responsibilities that those individuals are permitted to assume according to EERE’s
agreement with the Union. EERE's leadership plans to clarify the team leaders
responsibilities to ensure that they are being fully utilized in the management of the
program offices and review the need for additional supervisory positions.

The Panel supports EERE’s plans to ensure that its program managers have the resources
they need to manage their programs and supervise their staffs. The Panel recognizes that
the President’'s Management Agenda has called upon federal agencies to eliminate
unnecessary supervisory levels. The Panel concurs with this objective. However, it does
not believe that a single office structure can necessarily meet the operational needs of all
offices within an organization. The mission, number and capability of staff, and type of
work performed need to be factored into the structure decision.

The Panel recommends that EERE examine each of its program offices to
assess the program managers span of control, and allocate additional
management capacity to program offices as necessary.

To the extent that EERE leadership believes that such a move could encourage program
managers to spend their time externally rather than on program management, EERE
leadership should relay its expectations that the program managers continue to focus on
program management, with an emphasis on program goals, strategy and direction.
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OTHER ISSUES
Communications and Outreach

The Pandl did not address the Communications and Outreach function in its June
“Preliminary Observations” paper. Since then, analysis of the data collected and
additional interviews have identified some issues to be addressed.

The Area of Improvement for Communications and Outreach in the Action Plan focuses
on the potential cost savings that can be realized by the consolidation of these activities.
The emphasis on savings is appropriate and is being reflected in another part of this
document.® Missing from the implementation plan, however, is a discussion of the
effectiveness of these activities.

Comments from EERE staff about the reorganization suggest a general dissatisfaction
with the support that program offices are receiving from the Communications and
Outreach office. In part, the problem relates to staff expectations resulting from
comments alegedly made by EERE top management when the reorganization was
announced that the new consolidated Communications and Outreach office would relieve
program offices from performing these activities. In fact, however, the program offices
continue to be actively involved in drafting press releases and other communications
materials, with the Communications and Outreach office sometimes performing only
review, editing, and facilitation functions, depending on the subject matter. In many
cases, the Communications and Outreach saff rely heavily on the Technology
Development staff for the technical content of the materials. One EERE official noted
that “There is less support for program activities with Communications and Outreach
than before the reorganization.” Anocther official stated, “They tell us they don't like
what we are doing, but don’t tell us what isright.” On the other hand, a Communications
and Outreach staff member told Academy staff that the Communications and Outreach
office was never designed to provide support to the program staff—that it was only to do
corporate level activities. These disparate comments indicate a lack of clarity with
respect to the roles and responsibilities of that office.

Communications and Outreach staff also fave expressed a high level of dissatisfaction
with the reorganization. Some believe they are being underutilized and that the lack of
role clarity has created barriers to effective job performance. While Academy staff have
noted dissatisfaction in other areas of EERE, it appears to be strongest in
Communications and Outreach.

Academy staff did not review the work products of the Communications and Outreach
office. However, there are some indications that top management is somewhat
dissatisfied because it has taken action to narrow the focus of Communications and
Outreach by moving its congressional function to Business Administration. The Panel

6 See pages 26-27.
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believes that EERE needs to take additiona steps to clarify the office’s responsibilities
and ensure that the office has the capacity to effectively perform its work.

The Panel recommends that EERE seek the assistance of an entity with
public affairs expertise to clarify the proper functions, processes, and staffing
of the Communications and Outreach office.

In June, the Panel stated that “EERE needs to ensure that stakeholders are adequately
informed about the reorganization and how it affects the areas of stakeholders' concerns.”
Academy staff are not aware that anything new has occurred to help keep stakeholders
current. The Panel believes that this issue should be included in the more general review
of Communications and Outreach’ s responsibilities recommended above.
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SAVINGS

Three of the primary goals of EERE’s reorganization are to: (1) streamline ard integrate
business and management practices, (2) eliminate unneeded management layers within
the program offices; and (3) ensure greater accountability. The Panel believes that the
true measure of success for the reorganization will be whether EERE is better able to
produce programmatic results. However, implicit in EERE’s goals for the reorganization
is the expectation that better business and management practices and greater efficiencies
will lead to savings. A key question raised by staff of the House Interior and Related
Agencies Appropriations Subcommittee is, “where are the savings?’

The Academy Panel addressed this subject briefly in its June “Preliminary Observations,”
as follows:

...consolidating those [business administration and communicatiors and
outreach] functions should provide a more unified approach for those activities
and more consistent procedures throughout EERE. This should reduce the
amount of oversight needed to ensure that proper procedures are followed. The
consolidation aso should result in economies of scale with aresultant decreasein
the number of staff needed to perform these functions. However, such savings are
yet to be identified and are elusive to pursue.’

One of the mgjor reasons why savings have not been evident is because EERE changed
its organizational structure before it developed the new processes needed to implement
the new business model. The efficiencies that EERE expects to gain from the
reorganization are dependent, in large part, on the success of its Action Plan, which has
only just been issued. Asaresult, most of the savings have not yet been realized and are
difficult to estimate. However, there are some indications of what is likely to transpire.

PERSONNEL-RELATED SAVINGS

The Panel’s “Preliminary Observations’ noted that savings potential was constrained by
EERE’'s agreement with the Union that there would be no reductions-in-force, pay
reductions, or downgrades as a result of the reorganization. EERE opted to rely on
attrition to achieve personnel savings, which could defer economies of scale for a number
of years. The Panel pointed out that, even with the Union agreement, EERE could use
the provisions of the Chief Human Capital Officers Act of 2002 to use federal employee
early retirement provisions for purposes of reshaping the organization without losing full-
time equivalent (FTE) positions. EERE intends to explore this route. However, EERE
management needs the results of its workforce analysis project to determine whether and
where to redeploy resources.

" «“Preliminary Observations,” June 2003, page 4.
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EERE Estimates of Personnel Savings

Academy staff asked EERE to estimate the personnel savings resulting from the
reorganization. The results of its analysis are included as Attachment C and summarized
below:

Redlized savings in Business Administration headquarters offices

AUING FY 2003 .......ooieieiese sttt s re b e ne e enees $567,674

This represents the costs associated with 10 FTE's who left during FY 2003,
partially offset by hiring 7 FTE's at lower salary rates.

Vacant headquarters dots transferred to Golden..........ccccoveeeveeveececeece e, $517,676

This represents the difference in the grade and salary levels between
headquarters and the field for eight headquarters slots transferred to Golden as
part of EERE’ s consolidation of project management responsibilities in Golden.

Potential savings from attrition............cccceeeeiieicceie i, $210,944

This represents EERE’ s estimate of savings through FY 2004 both from attrition

and filling headquarters vacancies at lower grade levels. EERE assumes a total

net staff reduction of 20 by FY 2007 with cumulative savings of $527,360 by that
8

year.

The Panel believes that there is one area of EERE’s analysis of personnel savings where
it would be beneficial to have more information. In reviewing the functions and staffing
in the new Office of Business Administration, Academy staff learned that a number of
support staff that had worked with the budget formulation and budget execution functions
in the old sectors were now assigned to work in the new Operations and Logistics areain
the Office of Program Execution Support. Clearly, a decison was made that the budget
functions in the consolidated Office of Business Administration did not require the same
level of support staff. At the same time, a decision was made that the new Operations
and Logistics function, which includes oversight of procurement activities in EERE,
required that support. Except for where EERE has redirected resources to the Golden
Field Office, EERE’s analysis does not include information on where savings from one
function were redirected to another function. The Panel believes that EERE should
provide full disclosure of savings and redirection determinations such as this.

Workforce Analysis

The EERE workforce analysis project started in December 2002. The workforce analysis
project is to:

8 EERE estimates a reduction of five positions per year, resulting in a savings $105,472 per year with a
cumulative total savings of $210,944 in FY 2004, $316,416 in FY 2005, $421,288 in FY 2006, and
$527,360 in FY 2007.
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characterize the current workload and workforce

identify requirements for current (1 year or less) and future (2-5 years+) EERE
workforce

identify gaps between the actua and the required workforce (current and future)
recommend strategies to address workforce needs and close the staffing gaps
(near-term and future)

institutionalize the capability to continually monitor workload and adjust
workforce requirements

The workforce analysis team was to report to EERE management in June 2003, leading
to decisions on reshaping the EERE workforce in July 2003. Because of the sensitivity
surrounding that project, however, EERE has slowed the schedule to ensure that data are
accurate. Under the current schedule, October 31, 2003, is the new completion date.

The Area of Improvement in the Action Plan for the workforce analysis project does not
discuss the methodology that EERE will use to analyze the data. Based on its past
experience with workforce analyses, the Panel believes that meaningful analysis of such
data requires an interactive process that includes the affected staffs to ensure the accuracy
of the data and its interpretation and to obtain the staff’s ownership of the analysis results.

The Panel believes that staff involvement in this process is especially important given
that additional interviews and anaysis during the Academy’s project have surfaced
numerous concerns from staff about poor morale, job security and poor internal
communications. These issues were not universal throughout EERE; however, they were
so widespread that they are of concern to the Panel. One of the major problems appears
to be the lack of a mechanism and an environment that allows staff to communicate with
management about their concerns. While some staff concerns relate to factors other than
those caused by the reorganization—such as budget decisions reflecting changes in
priorities by the Administration—others are the direct result of the reorganization.

The Panel recognizes that reduced staff morale and job satisfaction are typical problems
in any office undergoing a major reorganization, but they cannot be ignored. The Panel
believes that EERE leadership should address these issues with the same level of effort
that is being devoted to the other areas in its Action Plan to ensure that the reorgani zation
is effectively implemented.

The EERE personnel savings analysis states that, “...future personnel cost savings are
anticipated as EERE completes its workforce analysis project...this project will provide
EERE management with information to make more informed decisions regarding EERE
skill mix and staff resources.” The Panel supports EERE’s efforts to better determine its
workforce needs. But it is unclear how much potential savings the workforce analysis
will identify. Anecdotal information suggests that the analysis may identify a need for
additional staff in some areas. Academy staff have observed severa areas in the program
and business offices, for example in budget formulation and analysis, where it appears
that additional staff are needed to meet the current workload. In addition, as part of the
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workforce analysis, EERE offices are identifying work that should have been done in the
past, but was not. This additional workload could require increased staffing levels.

ChangesIn Actual Employment

In the year since the reorganization, EERE staff have decreased by a total of 10 FTE.

The decrease is the net between a number of increases and decreases, as shown in Table 1
on the following page. The Office of Technology Development lost anet of 24 FTE. In
gross terms, it lost 36 FTE, against which there was an increase of 10 for the Hydrogen,
Fuel Cells, and Infrastructure Technologies Program and an increase of one each for the
Geothermal Technologies and Wind and Hydropower Technology programs.

The two FTE increase for the Board of Directors represents support personnel. What the
table does not reflect, however, is that EERE replaced departing Board members during
the year. Both the regional offices and the Golden Field Office have increased their staffs
during the year.
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Table 1°
EERE EMPLOYMENT BY ORGANIZATION—JULY 2002 & AUGUST 2003 @

ORGANIZATION JULY, 2002 AUGUST, 2003 DIFFERENCE
Assistant Secretary for Energy Efficiency 8 9 #)1
Principal Deputy Assistant Secretary for Energy Efficiency 2 2 0
Board of Directors 5 7 +)2
Office of Communications & Outreach 23 21 )2

EERE PROGRAM OFFICES

Deputy Assisant Secretary for Technology Development 5 3 )2
Biomass Program 19 13 )6
Building Technologies Program 38 35 )3
Distributed Energy & Electricity Reliability Program (a) 21 18 )3
FreedomCAR & Vehicle Technoogy Program 32 27 )5
Geothermal Technology Program 5 6 #)1
Hydrogen, Fuel Cells, & Infrastructure Technologies Program 12 22 (+) 10
Industrial Technologies Program 35 25 (-)10
Solar Energy Technology Program 13 12 ()1
Federal Energy Management Program 27 23 (-) 4
Weatherization and Intergovernmental Programs 44 42 )2
Wind and Hydropower Technology Programs 7 8 (H1
TOTAL, EERE PROGRAM OFFICE 258 234 (-)24

BUSINESS ADMINISTRATION

Deputy Assistant Secretary for Business Administration 3 2 ()1
Office of Program Execution Support 36 36 0

Office of Planning, Budget Formulation, & Analysis 22 20 )2
Office of Information & Business Management Systems 14 13 ()1
TOTAL, BUSINESS ADMINISTRATION 75 71 )4

REGIONAL OFFICES

Atlanta Regional Office 26 26 0
Boston Regional Office 17 18 "1
Chicago Regional Office 19 20 #)1
Denver Regional Office 23 24 +H1
Philadelphia Regional Office 15 19 (+) 4
Seattle Regional Office 21 20 ()1
TOTAL, REGIONAL OFFICES 121 127 (+)6
EERE PAID STAFF IN DOE OPERATIONS OFFICES 9 3 )6
GOLDEN FIELD OFFICE 51 68 (+) 17
TOTAL 552 542 (<) 10

(a) The Energy Reliability Function has now been transferred to DOE. The Office has been renamed Distributed
Energy Resources (DER) with a staff of 4.

The Pandl is somewhat concerned by the decreases in program office employment in
headquarters, although it notes that the staff increases in the Golden Field Office, which
are for project management work for the program offices, partialy offset the

9 A more detailed table isincluded as Attachment D.
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headquarters staffing decreases.'® The Panel’s concern is not related to overall levels of
employment but to the maintenance of technica competence in the headquarters offices.
The Panel believes that the workforce analysis project should carefully examine staff
capacity issues as it addresses the issue of redeploying staff resources to ensure that staff
capacity to perform program management functions does not suffer at the expense of
increasing Golden’s project management capacity.

As shown in Table 2 below, another analysis indicates that the grade distribution has
shifted somewhat higher over the year, from an average GS grade of 12.53 to an average
of 12.75.1

Table?2
EERE EMPLOYMENT BY GRADE—JULY 2002 & AUGUST 2003 @

GRADE JULY, 2002 AUGUST, 2003 DIFFERENCE

SES 18 20 (+)2
GS 15 101 94 (7
GS 14 147 147 0

GS 13 103 106 (+)3
GS 9-12 133 142 (+)9
GS 8 & below 50 33 ()17
TOTAL 552 542 (-) 10

(a) The detail by office are included in Attachment D.

One of the two SES increases was in the program offices, reflecting increases in Building
Technologies and Hydrogen that were offset by a decrease of one SES position in
FreedomCAR and Vehicle Technology. EERE assigned the other SES position to the
Golden Field Office.

Staffing at the Golden Field Office

The Golden Field Office has increased 17 FTEs since last July. Almost all of these
positions went to increase Golden’s Project Management Office capabilities. Some FTES
transferred from headquarters as a result of attrition and other FTES are being transferred
from the Chicago, Idaho, and Oak Ridge Operations Offices as work from those officesis
transferred to Golden. EERE management expects Golden to increase by 26 FTEs (from
58 to 84) by October 1, 2003. Bringing the project management staff together in Golden
should result in a high degree of synergy and help make project management more
effective.

10 There will be a “dotted line” relationship between the project managers in Golden and the responsible
program managers in headquarters who will have input into the performance standards and eval uations of
the project managers working for their programs.

1 These data differ from a higher average shown in Attachment C, which was computed on a compensation
basis, including SES, rather than on agrade basis.
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The transfer of FTEs and workload from DOE operations offices to Golden obscure
hidden savings to DOE. While EERE did not like relying on operations offices that were
primarily responsible for supporting other parts of DOE, the number of staff that EERE
funded a those offices represented only a portion of the total staff support those offices
provided to EERE programs. The operations offices provided EERE with a significant
level of service, primarily support services in administrative and legal areas, at no cost to
EERE. As EERE work is phased out of those offices and the FTEs funded by EERE are
transferred to Golden, the Golden staff will have to absorb all the workload. Golden staff
estimate that the total of this uncompensated support that they will have to absorb is 32
FTEs, the bulk of which were in Chicago and Idaho. EERE’s actions will alow the DOE
operations offices either to reduce their staff levels or use that staff for other work.

OTHER ADMINISTRATIVE SAVINGS

There are four nonpersonnel areas identified in EERE’s Action Plan that, when
complete, also could create opportunities for savings.

support service contracts

use of national laboratory employees
communications and outreach activities
replacement of legacy computer systems

PN PE

Support Service Contracts

Procurement data for FY 2002 show atotal of $32.5 million available for support service
contracts. These data were not in a format that corresponds with EERE’s current
organizational structure. EERE staff adjusted the data to approximate the current
structure, as shown in Table 3 below.
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Table3

FY 2002 SUPPORT SERVICES CONTRACTS

Program

Technology Development

Biomass $

Building Technology

Distributed Energy and
Energy Reliability

FEMP

Hydrogen, Fuel Cells, and
Infrastructure

Geothermal Technology

Industrial Technologies

FreedomCAR and Vehicle
Technologies

Solar Technologies

Wind and Hydropower

Weatherization and

Intergovernmental
TOTAL, TD $

Business Administration

IT related Support
Regional Offices
Golden Field Office
Headquarters
TOTAL BA

TOTAL $

Interior

Funds

530,000
4,195,629

763,064
1,990,256

440,282

3,390,065

2,319,044

7,898,993
21,527,333

1,071,315
1,195,288
5,240,877
7,507,480

29,034,813

23

$

EWD

Funds

661,818

579,403

218,073
204,056

667,789
326,045

42,872
2,700,056

770,166

770,166

3,470,222

Total

$ 1,191,818
$ 4,195,629

$ 1,342,467
$ 1,990,256

$ 658,355
$ 204,056
$ 3,390,065

$ 2,319,044
667,789
326,045

B &

$ 7,941,865
$ 24,227,389

$ 770,166
$ 1,071,315
$ 1,195,288
$ 5,240,877

8,277,646

$ 32,505,035



Data for 2003 are only partially available at this time. As of June 30, 2003, a total of
$27.2 million had been obligated for support service contracts. These are primarily
Interior funds because EWD funds have been more restricted in 2003. Academy staff
have been advised that a full accounting of FY 2003 support services funds will not be
available until November 2003.

EERE’ s Action Plan identifies support service contracts as an area where savings may be
possible. It notes that, out of the $24 million used for support services in the program
offices, three programs offices—Weatherization and Intergovernmental Programs,
Building Technologies, and the Federal Energy Management Program (FEMP)—used
$14 million. The Action Plan states that each of these programs used amounts that
significantly exceeded the funding levels shown in the FY 2002 budget request for
technical/program management support service levels. The Action Plan aso notes that,
in the programs 2004 budget requests, one program—Industria Technologies—
represents only 5% of EERE's request for programs funds but accounted for 43% of
EERE’ s request for technical/programmeatic support services.

The Action Plan calls for support services to be strategically used where they provide
overall value to the performance and results of EERE programs. To accomplish this,
EERE plans to review whether or not individual support service contracts provide true
value added for the program. The Action Plan aso calls for improved management
controls to ensure that budget levels are not exceeded. In part, EERE could accomplish
this by significantly reducing the number of support service contractors.

EERE anticipates a significant reduction in funds applied to support service contracts as a
result of this review. It already has identified nearly $400,000 of savings in the support
services contract area. (See Attachment C for details.) According to the Action Plan,
EERE contemplates that savings from this activity will be redirected to research,
demonstration, and deployment activities.

Use of National Laboratory Employees

EERE spends about $7.2 million annualy for the services of Washingtonbased
employees of the national laboratories, as shown in Table 4 below:
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OFFICE

Table4
WASHINGTON-BASED LABORATORY EMPLOYEES

No of Contracts in FY 2003

Cost per Month

Cost per Year

Business Administration 12 $121,100 $1,453,200
TOTAL 12 $121,100 $1,453,200
Solar Technologies 1 14,000 168,000
DEER 1 9,200 110,400
FreedomCAR 8 123,700 1,484,400
Industrial Technologies 3 41,900 502,800
Hydrogen, Fuel Cells, & Infrastructure Technologies 3 62,800 753,600
Building Technologies 8.5 69,600 835,200
FEMP 11 89,500 1,074,000
Weatherization & Intergovernmental 7 54,300 651,600
Administrative 10,900 130,800
TOTAL 42.5 $465,000 $5,710,800
GRAND TOTAL 54.5 $586,100 $7,164,000

The Area of Improvement in the Action Plan, Use of Local Management & Operations
(National Laboratory) Contractors, refers to issues raised in the past by the appropriations
committees, the DOE Inspector General, and the General Accounting Office about the
appropriate use of laboratory staff.  Primary concerns include the use of these unique
resources in areas other than research, excessive travel costs, and their cost when
compared to other means of obtaining the same support. The Action Plan further notes
that EERE uses 25% of the DOE allocation for Washington-based national |aboratory
employees, and points out that EERE’s internal controls are inadequate to comply with
DOE instructions pertaining to their use.

The Action Plan calls for developing internal controls to ensure that EERE’s use of local
national laboratory employees are in accordance with DOE instructions and will
contribute the most to the performance and results of the EERE portfolio. As a result of
this action, EERE anticipates that its use of national |aboratory employees will decrease,
resulting in savings, although it expects to use the savings to increase direct research,
demonstration, and deployment activities. In other words, EERE will redirect the savings
smilar to what is contemplated for support service contracts. The Panel supports
EERE’s efforts to ensure the appropriate use of laboratory employees, not smply as a
way to save money, but as a good management practice.
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Ensuring the appropriate use of Washington-based national laboratory employees is only
one measure out of many that EERE is contemplating with respect to the national labs.
Under the Area of Improvement, Strategic Use of National Laboratories, the Action Plan
states:

Over $500 million per year of EERE’s program work is implemented through the
national laboratories. National Laboratories are Federally Funded Research and
Development Centers (FFRDCs) that are operated through Management and
Operations contracts (see Parts 17 and 35 of the Federal Acquisition Regulations);
FFRDCs have unique research facilities and equipment and dedicated researchers
to perform work that the private sector is incapable or unwilling to perform.
FFRDCs are not to compete with the private sector and perform work that the
private sector is willing and capable of performing.

At times, EERE programs’ use of the national laboratories has not been consistent
with their FFRDC role. This includes. (1) Not centralizing a critical mass of
long-term activities at a national laboratory to build and sustain unique research
and development capabilities, (2) Over reliance on national laboratories to
perform nontresearch and development activities, such as the facilitation of
deployment, that the private sector is capable and willing to perform at a
substantially lower cost (see EERE Strategic Program Review report), and (3)
Reliance on nationa laboratories for higher cost procurement and project
management services, due to a lack of EERE dedicated procurement and project
management resources.

There are likely to be savings as EERE pursues thisinitiative. No estimates, however, or
even the universe of costs involved are yet available.

Communications and Qutreach Activities

Prior to the EERE reorganization, sectors and programs directed their own
communications and outreach efforts, including printed and audiovisua materials,
conferences, workshops, exhibits, websites, and clearinghouses/call centers. These
efforts augmented a corporate EERE website and clearinghouse and a limited amount of
corporate printed materials. An analysis of FY 2002 costs reveaed that approximately
$27 million was spent on communications and outreach-related activities. Of that, $21
million was for work being performed at either the national laboratories or through
national laboratory subcontracts.

The EERE Action Plan notes that the pre-reorganization approach to communications
and outreach resulted in numerous newsletters, clearinghouses/call centers, conferences,
workshops, exhibits, and printed materials with different formats. The Action Plan
further notes that the centralized approach under the new structure gives EERE the ability
to avoid duplication, obtain economies of scale, determine priorities for communications
products, and ensure a consistency in the format and message of EERE's
communications and outreach products.
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The Action Plan identifies for specia review the $21 million that has been funneled
through the laboratories for communications and outreach activities. The following steps
also are included in the plan:

consolidate the four existing toll-free calling centers into one call center

centralize the awards for financial assistance and acquisition for conference
workshop and exhibit activities

transfer the EERE website to the private sector

centralize and reduce the cost of all printed and audiovisual materials

Although they cannot be quantified at this time, these activities could result in significant
cost savingsto EERE.

Replacement of Legacy Computer Systems

Under the old organization, each sector developed and maintained its own automated
program management systems. Each system used its own data definitions and different
software packages. Asaresult, information could not be aggregated within EERE. Since
the reorganization, ongoing efforts have been directed toward developing a corporate
management system, using common approaches and reducing the inefficiencies and costs
associated with maintaining multiple program management systems. At the same time,
EERE is working with DOE on an initiative known as I-Manage (Irtegrated Management
Navigation System) to develop a common approach throughout the Department for
planning, budgeting, implementing, and evaluating its programs. EERE aso is
collaborating with all DOE RDD&D programs to develop e PME (electronic Portfolio
Management Environment), which is to interface with the other I-Manage components.
The e PME system is to provide a single project management system for DOE that will
provide consistent reporting of project-level information from the national laboratoriesin
an electronic format. Based on the current schedule, however, ePME will not be
available until FY 2006.

EERE is proceeding, with the agreement of the DOE Chief Information Officer, to
develop an interim system that will be consistent with DOE’s efort, but on a separate
track so that it will be available to EERE earlier than e PME. The EERE Action Plan
includes a schedule for the interim system that is integrated with the overall DOE effort.
When complete, the interim system will replace existing systems that are costing an
estimated $1.5 million per year to maintain.'> As a result of migrating to one interim
corporate management system, system maintenance costs should decrease by some
unknown amount. These savings will not be realizable immediately, however. In fact,
the costs in FY 2004 are likely to be higher as both old and new systems run
simultaneously.

12 Thisis a conservative estimate representing what EERE staff could determine from headquarters records.
In addition, there are costs at the national labs for associated data entry and system-related costs that are
incurred at the field locations.
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PROGRAM FUNDS

Much of the savings discussion thus far relates to program direction funds or to program
funds that may be used for such things as program support contracts, national laboratory
employees, and communications. Except for those situations where savings can be
directly trandated to increased funds available for research, development, demonstration
and deployment activities, the discussion does not relate directly to program funds. Yet
there are other activities underway that EERE believes could translate either into more
program activity (“more bang for the buck™) or reduced appropriations, should that be the
decison. At present, however, there is no way to quantify even the universe from which
savings could reasonably be calculated. Some of the mgor areas identified in the EERE
Action Plan, include:

Uncosted Obligations:*® By identifying funds lying idle in uncosted obligations,
EERE may be able to redirect funds to activities that can provide more immediate
results. Budget execution staff need to be trained to provide assistance in this
area, and the Golden Project Management Office will be monitoring these.

State Program Issues: EERE believes that simplification of application and
reporting requirements along with meaningful performance indicators for
evaluation purposes should improve the performance and results of state
programs. The simplified processes also should reduce EERE staff and
applicants’ time required to implement these programs.

Work Packaging: The philosophy of program management that encourages
“giving a little to a lot of recipients’ is being changed, to the extent possible, into
aconcept of consolidating work into larger, strategically significant packages that
could improve EERE's ability to measure and demonstrate mission
accomplishments. EERE believes that this should significantly reduce the
number of transactions it executes each year, which should reduce the burden on
EERE'’ s project and procurement resources as well as on private sector recipients.

Strategic Use of National Laboratories. This issue was discussed earlier in
connection with the use of laboratory employees. However, the initiative also
includes a determination of when it is best to use a laboratory as a contracting
agent and when it is best to do such contracting directly. EERE estimates that
substantial savings in program funds may be realized by reducing EERE’s use of
natioral laboratories as contracting agents.

13 Represents obligations that have not yet been turned into actual work performed.
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COSTSOF THE REORGANIZATION

One of the issues the Academy was asked to address was whether there were any costs
associated with the reorganization. Clearly, there are such costs, but it is difficult to list
or quantify them. For example, one of the costs was discussed earlie—where EERE
decided that it needed to redirect resources to the Operations and Logistics area. EERE
officials have indicated that one of the outcomes of the reorganization is that they are
becoming aware of work that should have been done, but was not under the old structure.
One could argue that this is an unexpected cost of the reorganization. Another example
relates to the analysis and evaluation functions in OPBFA. Crosscutting analysis and
evaluation were not as much of a priority in the old sector organization as it isin the new
organization. Thus, more crosscutting analysis and evaluation is being done now than
before. Again, there are costs associated with these activities.

There are numerous one-time costs resulting from the reorganization. For example,
EERE staff will spend thousands of staff hours developing and implementing EERE’s
Action Plan for the reorganization. Personnel staff had to cut personnel actions for
amost every headquarters staff member to reassign them to their new offices and/or to
new positions. New office space was constructed in headquarters and many staff were
moved. In Golden, there will be significant costs to acquire the additional space,
equipment, etc. needed for the enlarged Project Management Office in Golden. The
information systems initiatives will require additional funds. And EERE must invest in
extensive training for staff to ensure that its new business model is understood throughout
the organization.

DISCUSSION AND RECOM MENDATIONS

Areas of potentia savings abound in the reorganized EERE. Few can be redlized,
however, until new processes and procedures are in place and working. The Panel
believes that a system of accountability must accompany the implementation effort or the
chances for success will be limited. Also, the Panel believes that EERE should give
priority to those actions that will produce savings that are demonstrable to the
appropriations committees and the public.

Personnel Savings

As indicated earlier in this section, EERE is developing data through its workforce
analysis project that should enable it to proceed with some amount of staff redeployment.
Once EERE has made its redeployment decisions, it should in abetter position to match
workload and staffing in the Business Administration, Communications and Outreach
and Technology Development areas than what now exists. The expectation is that
consolidation of the Business Administration and Communications and Outreach
functions will produce savings. To accomplish these actions, EERE will need to
aggressively pursue the flexibility offered by the Human Capital Officers Act of 2002.
With many staff now eligible for retirement, this Act provides EERE the opportunity to
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bring in the younger people it needs to grow EERE for the future and to achieve
potentially significant salary savings at the same time. The Panel cautions, however, that
redeployment should not be done simply to save money, but to achieve the best use of
available staff consistent with the office achieving its mission.

Therefore, the Pandl recommends that:

EERE proceed expeditioudly with the process and procedural changes
that have the most potential for helping it better achieve its mission
while enhancing potential savings accruing from the consolidation of
functions.

EERE include in its FY 2005 budget justifications an explanation of
the staffing level and grade changes that have occurred since the
reorganization was put in place.

Workforce Analysisand Morale

EERE leadership is anticipating that the workforce analysis project will identify areas
where staff can be redeployed and where savings are possible. The Panel supports
EERE’s efforts to identify savings and to operate in ways that help it more effectively
meet its mission. It aso believes, however, that the process for making changes is
equally important, especially given the level of staff concerns expressed about poor
morale, feelings of uncertainty, and a lack of trust. The Panel has noted that EERE has
not defined its methodology for analyzing the data from the workforce analysis project,
and believes that the process must be inclusive and interactive—involving staff at al
levels throughout the organization.

Reorganizations of the magnitude experienced at EERE involve significant cultura
change. The Pand believes that EERE’s top leadership must be sensitive to employees
needs and concerns as they adapt to the changes the reorganization has caused.
Management needs to be made aware of factors causing poor morale and take steps to
address them. Poor morale reduces the effectiveness of reorganization implementation
and works against efforts to elicit support for sustaining the changes that have taken
place.

The Pand believes that some of these issues can be managed through better
communication. However, top management must demonstrate a desire and willingness to
listen to and address emplo