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ABSTRACT 

 

The project management office (PMO) and in recent years the program 

management office (PgMO) are recognized best practices in organizations around 

the world.  An Enterprise PMO (EPMO) extends the functions and benefits of a 

PMO to multiple projects within an organization.  An Enterprise PgMO (EPgMO) 

extends the functions and benefits of a PgMO across multiple programs, portfolios 

and projects within an organization in the same manner that an EPMO does, but 

often with a broader scope.   

 

The National Nuclear Security Administration (NNSA) within the U.S. Department 

of Energy maintains and enhances the safety, security, reliability and performance 

of the U.S. nuclear weapons stockpile without nuclear explosive testing; works to 

reduce global danger from weapons of mass destruction; provides the U.S. Navy 

with safe and effective nuclear propulsion; and responds to nuclear and radiological 

emergencies in the U.S. and abroad.  NNSA’s Office of Safety, Infrastructure and 

Operations (NA-50) is responsible for enabling safe operations, ensuring effective 

infrastructure and providing enterprise services to NNSA programs and national 

laboratories, plants and sites around the United States.   

 

NA-50 has established an enterprise-level program management office (EPgMO), 

one of the first in the US government. A relatively new approach in the 

program/project management field, the NA-50 EPgMO at NNSA is one of the first 

of its kind in the US government.  This paper will describe the purpose, functions 

and value of an EPgMO and the related experience to date within NA-50 at NNSA. 

 

 

                                                           
1
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INTRODUCTION 

 

The terms project and project management have been in use for many years and are widely 

understood worldwide.  For purposes of this short paper, we assume that readers are familiar 

with these concepts and terms.  The PMO itself is a relatively new concept, but has grown in 

acceptance and popularity around the world in the last 25 years.  It is now widely known and 

used in many organizations and industries, including government agencies at all levels.  

 

Program Management concepts and terminology have also been used for many years in some 

industries, especially those associated with government funding such as aerospace, defense, 

energy, environmental remediation, nuclear research and security, space (NASA) and many 

public services. The PgMO is less widely used but is growing in acceptance, partially due to its 

inclusion in The Standard for Program Management first published by the Project Management 

Institute (PMI®) in 2006. 

 

One of the problems associated with both PMO and PgMO is the proliferation of acronyms that 

are used by various authors, consultants and organizations.  For the sake of this paper, we will 

stick with PMO, EPMO, PgMO and EPgMO.  Another confusing issue has become the 

relationship of projects and programs to portfolio management, which is somewhat beyond the 

scope of this paper.  In our experience, however, portfolios can consist of both projects and 

programs, while programs can also consist of portfolios of projects.  This latter is the case for 

NA-50 at NNSA. 

 

THE PROJECT MANAGEMENT OFFICE  

 

 PMO Defined 

 

PMI’s PMBOK Guide defines PMO as an organizational body or entity assigned various 

responsibilities related to the centralized and coordinated management of those projects under its 

domain.  The responsibilities can range from providing project management support functions to 

actually being responsible for the direct management of a project.  The primary function of a 

PMO is to support project managers in a variety of ways which may include, but are not limited 

to: 

 Managing shared resources across all projects administered by the PMO; 

 Identifying and developing project management methodologies, best practices and 

standards; 

 Coaching, mentoring, training and oversight; 

 Monitoring compliance with project management standards, policies, procedures and 

templates via project audits; 

 Developing and managing project policies, procedures, templates and other shared 

documentation (organizational process assets); and 

 Coordinating communication across projects. (PMI 2008) 

http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/
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According to Professor Peter Morris, a globally-respected researcher, author and authority on 

project management in the UK, functions of a PMO can be to: 

 Define the enterprise project management standards, including methodologies, 

guidelines, etc.; 

 Define the required project management competencies; 

 Assess staff competencies and organizational capability gaps (maturity); 

 Specify and hold central knowledge on program/project management tools and 

techniques, especially the enterprise PM information system (PMIS); 

 Assess enterprise long term resource needs related to project management; 

 Gather lessons learned in the context of knowledge management and organizational 

learning; 

 Arrange periodic project/program reviews; and 

 Own the PM training, learning and staff development. (Morris 2013) 

According to Monique Aubry and Brian Hobbs, respected project management researchers at the 

University of Montreal, some roles or functions of a PMO include: 

 To monitor project performance (reporting, PMIS, scorecard, etc.); 

 To develop and implement standards (methodology, tools, etc.); 

 To develop PM competencies (training, mentoring, support of staff); 

 To implement strategic management (portfolios, planning, advising senior mgmt.); 

 To ensure organizational learning (archives, reviews, audits, risk management, lessons 

learned, knowledge database, sharing, etc.) 

 To help managing customer (stakeholder) interfaces (committees, communications, etc.); 

and 

 To support projects and project managers in various ways. (Aubry 2014) 

These are representative discussions of the common activities, functions and responsibilities of a 

PMO.  They generally reflect common practice in many organizations. 

 

 PMO as Best Practice 

 

Harold Kerzner, one of the world’s leading authors of project management textbooks, devotes 

chapter 12 to the PMO in his 2014 book Project Management Best Practices: Achieving Global 

Excellence, where he also describes PMOs in a number of large successful corporations.  

According to Kerzner, “the concept of a project office (PO) or PMO could very well be the most 

important project management activity in this decade. With this recognition of importance comes 

strategic planning for both project management and the PO/PMO.  Maturity and excellence in 

project management do not occur simply by using project management over a prolonged period 

of time.  Rather, it comes through strategic planning for both project management and the 

PO/PMO.”  He goes on to list 24 typical activities for a PMO, including standardization of 

estimating, planning, scheduling, control and reporting; clarification of PM roles and 

responsibilities, and many others. (Kerzner 2014) 

 

http://www.pmworldjournal.net/
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 Rise of the Enterprise PMO 

 

From the beginning, it was generally understood that a PMO oversees and/or supports multiple 

projects.   Those project could cover part or all of a business unit, division or entire organization. 

The rise of the enterprise PMO (EPMO) can be attributed to the promotion of enterprise project 

management (EPM) in the nineties, culminating in the landmark book by Paul Dinsmore, 

Winning in Business with Enterprise Project Management (Dinsmore 1999).  Dinsmore’s book 

normalized the use of the word “enterprise” for PMO’s, which in turn directly supported the 

development of project portfolio management as an enterprise solution for advancing EPM itself.   

 

The rise of project governance quickly followed.  “The corporate project management office … 

acts as a link between executive vision and the project-related work of the organization.  Its 

functions include overseeing strategic items such as project management maturity, project 

culture, enterprise-wide systems integration, managing quality and resources across projects and 

portfolios, and project portfolio management.” (Dinsmore, Rocha 2012) 

 

PROGRAM MANAGEMENT OFFICES 

 

 PgMO Defined 

 

PMI defines a program as a group of projects managed in a coordinated way to obtain benefits 

and control not available from managing them individually. Programs may include elements of 

work outside the scope of discrete projects (PMI 2008). The DOE defines a program as an 

organized set of activities directed toward a common purpose or goal undertaken or proposed in 

support of an assigned mission area.  Programs are made up of technology-based activities, 

projects and supporting operations (USDOE 2014). Program management is centralized 

coordinated management of a program to achieve the program’s strategic objectives and benefits 

(PMI 2008). 

 

According to PMI, the PgMO provides support to the program manager by: 

 Defining the program management processes that will be followed; 

 Managing schedule and budget at the program level; 

 Defining quality standards for the program and the program’s components; 

 Providing document configuration management; and 

 Providing centralized support for managing change, and tracking risks and issues. (PMI 

2008) 

The scope of activities and responsibilities for a PgMO can mirror those of a PMO but serve the 

broader needs of a program, program manager, team, and organization. 

 

 

 

 

http://www.pmworldjournal.net/
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 The Enterprise PgMO 
 

Summarizing the range of possible responsibilities mentioned above, an EPgMO will generally 

need to address the following subjects and activities: 

 Strategic alignment – support the alignment of programs, portfolios, projects, operations 

and other change-related activities with enterprise strategic goals and initiatives, and 

track benefits and results; 

 Standards and tools – identify and support the use of appropriate program and project 

management standards, tools, processes and procedures; 

 Planning – coordinate and summarize plans, budgets and resource needs; 

 Communication – support enterprise monitoring, reporting and communications, both 

internally and externally with various stakeholders; 

 Risks – coordinate and support enterprise-wide risk management; 

 Personnel – provide and support program/project management-related training, 

mentoring and development to program staff and teams 

 Knowledge – establish and maintain project/PM knowledge repositories, databases, 

histories, lessons learned, organizational learning, tools and systems-related 

documentation and information; conduct audits and reviews; 

 Governance – support appropriate program/project governance policies, processes and 

activities, including reviews and oversight; and 

 Support – provide actual program/project management support to program and project 

managers, teams, contractors and others as needed. 

THE NA-50 ENTERPRISE PROGRAM MANAGEMENT OFFICE 

 

 NA-50 Programs and Projects 

 

NA-50 plans, directs and oversees the maintenance, operation and modernization of NNSA 

infrastructure and facilities at eight sites around the United States,  NNSA is comprised of  a vast 

and complex enterprise of 39,000 employees, 36 million square feet of active facility space,400 

nuclear and hazardous facilities, 2,000 miles of roads, on 2,100 square miles of land.  With an 

annual budget of over $1.5 billion, NA-50 manages multiple programs and projects ranging in 

size and complexity each year.   

 

This enormous effort requires the planning and execution of hundreds of projects within a 

smaller number of programs, all managed within portfolios of facilities and contracts.  The 

facilities include production, fabrication, testing, and secure transportation and storage of 

nuclear/radioactive materials and equipment, plus very advanced laboratory, computing and 

communications facilities.  

 

NA-50 has the complex challenge of safely operating and modernizing the NNSA enterprise, a 

challenge made more difficult as more than half of NNSA’s facilities are over 40 years old, 

nearly 30 percent date to the Manhattan Project era of 70 years ago, and 12 percent are excess to 

current needs.  NNSA’s capability to achieve programmatic goals obviously depends upon safe 

http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/
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and reliable infrastructure.  Maintaining and upgrading these older facilities is both enormously 

important and extremely challenging. 

 

 

 
Figure 1. NNSA Infrastructure Snapshot 

 

NNSA's sites are managed by experienced private contractor companies, in some cases in 

partnership with major universities, under the direction of Federal Government personnel in 

NNSA's Headquarters and Field Offices. In 2014 NA-50 implemented a new enterprise program 

management approach that included long range, enterprise-wide planning and the use of 

innovative management tools to facilitate data-driven, risk-informed investment decisions at the 

enterprise level. These efforts included deploying, for the first time, an NNSA infrastructure 

Enterprise Risk Management (ERM) methodology and NNSA’s G2 Program Management 

Information System. The NA-50 EPgMO was established to support these enterprise program 

management processes and tools. 

 

 NA-50 Enterprise PgMO Structure and Vision 

 

The NA-50 EPgMO provides a focal point for program management improvements and 

implementation support across multiple programs and projects within NA-50.  The long term 

vision for the NA-50 EPgMO is to provide best-in-government program management services to 

enable NNSA’s multiple, vital national security missions now and in the future.  

http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/


PM World Journal  The Enterprise Program Management Office 
Vol. VI, Issue VI – June 2017  by J. Kunkle, A. Contreras, W. Abba 
www.pmworldjournal.net Second Edition

1
 M. Haase, D. Pells 

 

 

 

 
© 2017 Jessica Kunkle, Alma Contreras             Page 7 of 14 
Wayne Abba, Michael Haase, David L. Pells  www.pmworldlibrary.net  

 

 NA-50 EPgMO Roadmap 

 

Inspired by NA-50’s program management improvement team (Abba 2016), the following 

functions provide the direction currently planned for the NA-50 EPgMO: 

 Standards and Processes: maintain program management plan; define and continuously 

improve program management standards and processes; develop and provide program 

manager training; and facilitate best practice sharing 

 

 Programming/budgeting: develop and continually enhance  programming guidance; 

identify tradeoffs and advise senior leaders on strategy; lead budget formulation, and 

deliver OMB and Congressional briefings 

 

 Execution and Evaluation: provide centralized support to program managers, including 

project controls, risk management, analytics, procurement, communications, performance 

evaluation, process improvements knowledge management, and business analysis 

 Implementation to Date 

 

The NA-50 EPgMO was established in 2015, with a director appointed and staff assigned.  

Functions implemented to date include the following: 

 

• Develop, maintain, and continuously improve NA-50 program management processes, 

definitions, and work breakdown structure (WBS), as described in the Program 

Management Plan (PMP). 

• Provide and oversee project control and budget specialists to assist NA-50 program 

managers to track, monitor, and report on program, financial, schedule and contract data. 

• Oversee program management training and program management career development 

programs for NA-50. 

• Lead the NA-50 annual budget formulation process. 

• Manage NA-50 budget execution activities, by facilitating the financial plan change 

request and cost reporting processes in support of the NA-50 Program Managers. 

• Manage the change request process by facilitating all work scope and/or schedule 

changes.  

• Provide contract management support to NA-50 program managers.  

 

 Long Term Vision 

 

As NA-50 matures along the program management continuum, additional functions and 

activities will be added to the EPgMO.  Currently planned long term functions for the NA-50 

EPgMO include the following: 

 

• Provide enterprise risk management and strategic planning support to NA-50. 

http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/
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• Support the continuing development of the NA-50 Program Management Information 

System (PMIS), G2, aligning with NA-50 Program Management standards and processes. 

• Provide operations and business analysis to enable continued process improvements and 

enhanced quality management. 

• Provide data analysis expertise to analyze program data to identify trends, opportunities, 

and risks. 

 

RESULTS TO DATE 

 

NA-50 has seen results since the establishment of its EPgMO in 2015.  For example, the NA-50 

EPgMO led the effort to develop NA-50’s work breakdown structure (WBS), which was 

implemented in 2015 and further updated in 2016 to increase transparency to Program Managers 

and stakeholders.  Similarly, the NA-50 EPgMO has refined and facilitated NA-50’s cost and 

schedule performance reporting requirements, allowing Program Managers and senior leaders to 

make decisions using up-to-date program execution information to enhance program 

performance. Most significantly, the NA-50 EPgMO has enabled NNSA to gain credibility with 

congressional stakeholders who have rescinded reporting requirements and provided NA-50 with 

enhanced budget flexibilities through a new budget structure.  These flexibilities have allowed 

NA-50 to rapidly respond to emerging infrastructure issues, thereby reducing impacts to 

programmatic work.   

 

CONCLUSION 

 

The PMO is a globally-recognized best practice for organizations with a lot of project-based 

work.  The PgMO applies the same principles to programs, and especially for mission and 

program-oriented government organizations.  EPgMOs extend the purpose, activities and 

benefits of a PgMO across an entire enterprise, whether a business unit, division or an entire 

organization.  NA-50 at the NNSA is adapting the EPgMO concept for oversight and 

management of a massive portfolio of programs and projects related to the nation’s nuclear 

facilities, infrastructure and operations.  This paper has briefly described NA-50’s EPgMO, 

actions to date and plans for the future. 
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consulting services to government clients in the area of program management, strategic planning, 

and project management support including the U.S. Department of Energy.  He is leading 

program management process improvement efforts for the Office of Radiological Security 

including development of project work plans for over 40 projects; strategic planning, branding, 

and outreach efforts; and review and update of program management and policy guidelines.  Mr. 

Haase served on an independent project review team that assessed the Office of Global Material 

Security program management processes and made recommendations to increase efficiencies and 

integration across the program.  Mr. Haase also provided communications planning and strategic 

planning support to the NNSA Office of Nuclear Materials Integration and program management 

support to the NNSA Office of Infrastructure and Operations. 

 

Mr. Haase has previously provided program management support to the Office of Global Threat 

Reduction, which included development of security strategies to enhance the security of nuclear 

and radiological materials including coordination of response strategies, interactions with local 
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law enforcement, response training program development, and coordination of table top 

exercises.  He served as Vice President of Aquila Technologies where he directed Washington 

DC-based government and commercial consulting/ technology programs and served as program 

manager for initiatives with NNSA for program management and technical support in the area of 

weapons of mass destruction security including remote monitoring technology solutions.  Mr. 

Haase also has experience serving as a Program Manager for Mele Associates, Canberra 

Industries, and Booz Allen Hamilton. 

 

Mr. Haase also has experience as a federal manager for U.S. Department of Energy 

nonproliferation program from 1993-2000. Mr. Haase served as a Division Director for the 

Office of International Material Protection and Cooperation where he managed a $65M U.S. 

nonproliferation program aimed at securing weapons-grade nuclear material at 20 civilian and 

military nuclear sites in Russia.  Prior to that he was a Foreign Affairs Specialist for the 

Russia/Newly Independent States Nuclear Material Security Task Force and Office of 

International Safeguards  where he initiated and coordinated national security projects in Russia, 

Belarus, Latvia, Lithuania, Georgia, and Uzbekistan including implementation of nuclear 

security, control and accounting system projects at over 20 nuclear facilities. Mr. Haase holds a 

Master of Public Policy from Georgetown University. He can be contacted at 

michaelhaase@mconsolutions.com  
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Career highlights include: Program Management Advisor for major NNSA programs, USDOE; 

Senior advisor to Sandia National Lab, Los Alamos National Lab, Savannah River National Lab 

and Oak Ridge National Lab on nuclear security and other programs; Executive advisor on 

multi-billion $ transit programs in Dallas and Seattle; Member of mobilization team & manager 

of project management reporting system for Superconducting Super Collider (10-year, $10B+ 

project for US DOE); Program manager, project management process improvements, and 

advisor on several of DOE’s largest projects at Idaho National Laboratory (INL); Project 

controls engineer on large international construction projects; Program controls on two major 

projects for US Department of Defense; Project controls & project management support for 

design/construction of nuclear reactor, environmental restoration program, Space Nuclear 

Reactor Project, New Production Reactor Program, low-level radioactive waste storage program 

at INL; executive advisor for multi-billion $ nuclear power plant project in Finland; and 

currently a program management advisor for NNSA. David is also managing editor of the PM 

World Journal and managing director of the PM World Library.  He can be contacted at 

pells@pmworldinc.com or editor@pmworldjournal.net  

 

http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/
mailto:pells@pmworldinc.com
mailto:editor@pmworldjournal.net

