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Comprehensive Planning for Reforming 
the Federal Government and Reducing 

the Federal Civilian Workforce 



Motivations for Reform

» Citizen dissatisfaction with the cost and performance of the Federal 
government

» Focus has been on creating new programs instead of eliminating or 
reforming programs 

» Overlapping and outdated programs, rules, and processes

» Keeping programs which no longer operate effectively

» Too many Federal employees stuck in a system that is not working for the 
American people
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Actions That Have Been Taken

January 23, 2017 - To address the motivations for reform the President 
imposed a Federal hiring freeze that halted the growth of the Federal workforce 
until a long-term plan to reduce the size of the Federal Government's workforce 
is put in place.

March 16, 2017 - The President submitted his Budget Blueprint to Congress 
proposing to eliminate funding for programs that are unnecessary, outdated, or 
not working. 

March 13, 2017 - The President issued an Executive Order directing the Office 
of Management and Budget (OMB) to submit a comprehensive plan to 
reorganize Executive Branch departments and agencies. 

4



Required Actions for Agencies

This memorandum provides agencies guidance on fulfilling the requirements of 
the Hiring Freeze PM and the Reorganization EO while aligning those initiatives 
with the Federal budget and performance planning processes. It requires all 
agencies to: 
» Begin taking immediate actions to achieve near-term workforce reductions 

and cost savings, including planning for funding levels in the President's 
Fiscal Year (FY) 2018 Budget Blueprint

» Develop a plan to maximize employee performance by June 30, 2017
» Submit an Agency Reform Plan to OMB in September 2017 as part of the 

agency's FY 2019 Budget submission to OMB that includes long-term 
workforce reductions. An initial, high-level draft of the Agency Reform Plan is 
due to OMB by June 30, 2017.
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Sources of Input

This memorandum also outlines the steps that OMB will take to formulate a 
comprehensive Government-wide Reform Plan for publication in the President's 
FY 2019 Budget, including both legislative proposals and administrative actions. 
This plan will rely on three primary sources of input: 

» Agency Reform Plans

» OMB-coordinated crosscutting proposals

» Public input. 
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Expected Outcomes

When implemented, these reform efforts should accomplish the following objectives: 

» Create a lean, accountable, more efficient government that works for the American 
people

» Focus the Federal government on effectively and efficiently delivering those 
programs that are the highest needs to citizens and where there is a unique Federal 
role rather than assuming current programs are optimally designed or even needed

» Align the Federal workforce to meet the needs of today and the future rather than 
the requirements of the past

» Strengthen agencies by removing barriers that hinder front-line employees from 
delivering results
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OMB/Agency Reform Plan Meetings

By June 30, 2017, agencies will provide OMB:

» A high-level draft of their Agency Reform Plan that includes the Areas the 
agency is developing for their reforms

» Progress on near-term workforce reduction actions

» A plan to maximize employee performance
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Crosscutting Reform Proposals

In addition to agency-specific reform proposals, OMB will work with agencies 
and key stakeholders to develop reform proposals that involve multiple 
agencies. 

– Examples of crosscutting reforms may include areas where market or technology 
changes allow a service to be delivered more efficiently, such as by a shared service 
provider, or where multiple Federal agencies interact in fragmented or duplicative ways 
with State, local, and Tribal governments or other stakeholders. 

– These actions could also include merging agencies, components, programs, or activities 
that have similar missions. 
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Submission of Agency Reform Plans to OMB

» As part of their FY 2019 Budget submissions to OMB in fall 2017, agencies 
will submit their proposed Agency Reform Plans to OMB. 

» The Agency Reform Plans must include proposals for the agency's long-term 
workforce reduction plan and be aligned with the draft agency strategic plan. 

» When developing their Agency Reform Plan in coordination with OMB, 
agencies should consult with key stakeholders including their workforce.

» OMB will work with agencies to finalize these plans as part of the 
development of the President's FY 2019 Budget.
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Finalization of the Government-wide Reform Plan

» OMB will release the final Government-wide Reform Plan as part of the 
President's FY 2019 Budget request to Congress. 

» The Government-wide Reform Plan will encompass agency-specific reforms, 
the President's Management Agenda and Cross-Agency Priority Goals, and 
other crosscutting reforms. 

» The formal reforms included in the Government-wide Reform Plan and the 
President's FY 2019 Budget should be reflected in agency strategic plans, 
human capital operating plans, and IT strategic plan. 

» Agencies will begin implementing some reforms immediately while others will 
require Congressional action.
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Performance Tracking and Accountability

» Starting in February 2018, OMB will begin tracking progress on the 
Government-wide Reform Plan. 

» Sections of the Government-wide Reform Plan will be tracked through the 
Federal Performance Framework, including on Performance.gov. 

» This will include periodic progress updates from agencies and oversight by 
the President's Management Council, as appropriate. 

» This includes public reporting of workforce reductions in all major agencies.
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Focus on Workforce



Workforce

Focus on Attracting and Investing in a More Holistic IT Workforce 

» Agencies could benefit from attracting and investing in a more holistic IT 
workforce

» A workforce that includes the right disciplines and effectively integrates 
contractors 

» The government IT workforce needs to be viewed and managed in a blended 
way that includes contractors and other industry professionals 

» The government has struggled to hire key technologists, such as cyber 
experts, network engineers, and software developers

» The government needs to work with colleges and universities to attract these 
disciplines
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Workforce

Better Integrate Private Sector Talent into the IT Workforce 

» There is a need for better integration between the private sector and the 
federal IT workforce 

» The U.S. Digital Service and teams are not well integrated with federal 
IT/CIO organizations, which had created a “we versus them” environment

» The highly qualified staff at U.S. Digital Service need to be better integrated 
with the federal IT workforce

» There is need for better integration in blended workforces where industry and 
government work together
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Develop a long-term workforce reduction plan

As part of their Agency Reform Plan and FY 2019 Budget submission to OMB, 
agencies should identify long-term staffing plans by considering the following: 

•Use agency data to determine appropriate FTE baselines. Agencies have 
the ability to use various data sources including career field benchmarking, time 
studies, etc., to determine the appropriate staffing levels for different programs 
to accomplish their objectives. Instead of relying on previous budget allocations 
that set FTE levels, agencies should better examine how many people are 
required to perform tasks at the level required.
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Develop a long-term workforce reduction plan continued

• Examine the total personnel cost. Agencies need to examine the total cost 
of their personnel and not only the number of employees. Staffing levels may 
not present the full picture of whether an agency's workforce is optimally 
structured. 

– There are situations where it may be more efficient to restructure duties to enable 
additional lower-graded employees to do lower-level work previously assigned to higher-
graded positions, and consolidate the higher-graded work into fewer positions. 

– Employee-related costs include not only total salary and benefits, overtime, training, 
awards, career ladder progression, but also employee services, and office expenses.
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Develop a long-term workforce reduction plan continued

• Review and revise (as needed) organizational design and position 
structures to ensure they are effective and efficient in supporting delivery 
of the organization's work and mission. 

– Ensure that spans of control and delegations of authority are optimized to accomplish the 
work with the fewest amount of management layers needed to provide for appropriate 
risk management, oversight, and accountability. 

– In particular, agencies should address deputy positions, lower level chief of staff 
positions, special projects, and management analysts that may duplicate the work 
performed in such areas as procurement, human resources, and senior management.
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Develop a long-term workforce reduction plan continued

• Streamline policy creation by eliminating the common tendency to 
recraft/restate policy for a component or regional office. 

– Many bureaus have staff in administrative functions such as human resources and 
financial management that customize agency-wide policies when it may be more efficient 
to use agency-wide policies as-is

– Other agencies have staff in each field location write local policy on the same subjects 
even where unique local or regional expertise is not needed.
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Develop a long-term workforce reduction plan continued

» Review positions as they become vacant to determine:
– Whether the duties of the position, qualifications and skills requirements, or 

organizational placement of the duties reflects current mission needs

– Whether duties can be reassigned to lower organizational levels and replacement, if 
needed, at a lower grade

– How any appropriate changes to the position can be accomplished in a timely and 
efficient manner.
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Develop a long-term workforce reduction plan continued

» Keep positions current. Agencies should assess how technology may have 
changed or eliminated the need for some positions. Agencies should build in 
flexibility to adapt to ongoing technological advances while offering 
separation incentives as needed to create openings. Fields undergoing rapid 
transformation or availability of shared services, include but are not limited to:
– Database administration

– Invoice processing

– Human resources transactional services

– Financial management

– Management analysts
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Operations

Better Integrate Private Sector Talent into the IT Workforce 
» Huge efforts and spending go toward operating and maintaining legacy IT systems 

so it is important that agencies effectively manage their operations and maintenance 
» In fiscal year 2015, of the more than $80 billion reportedly spent on federal IT, the 

federal government spent about 75 percent on O&M investments
» Such spending had increased over the past 7 fiscal years, and resulted in a $7.3 

billion decline from fiscal years 2010 to 2017 in IT development, modernization, and 
enhancement activities

» Federal legacy IT investments are becoming increasingly obsolete: many use 
outdated software languages and hardware parts that are unsupported, creating 
significant security risks

» OMB recently began an initiative to modernize, retire, and replace the federal 
government’s legacy IT systems; however, until agencies fully execute this initiative, 
the government runs the risk of maintaining systems that have outlived their 
effectiveness
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Operations

To address legacy challenges with operations CIOs could take the 
following three actions:

» Use a strategic approach for legacy system migration

» Migrate more services to the cloud

» Implement strategies to mitigate the impact on jobs when closing data 
centers
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Operations

Use a Strategic Approach for Legacy System Migration 
» Agencies and CIOs should take a strategic approach to legacy migration to 

replace outdated systems that focuses more on addressing security 
vulnerabilities and mission performance 

» The argument that “legacy systems still work” is not valid because many of 
these older systems are expensive to maintain and mission performance has 
not improved for decades in some instances

» Agencies could use a multiyear system disposition strategy to establish firm 
deadlines to decommission legacy 

» Legacy migration needs to include a focus on changing business processes 
Many of the problems with legacy systems are really issues with inefficient 
legacy business process issues
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Operations

Migrate More Services to the Cloud 

» Agencies need to migrate more data and services to cloud 

» This approach would offer agencies a means to buy the services faster and possibly 
cheaper than through the traditional methods of building and maintaining systems. 

» One department’s move from data centers to the cloud had allowed the department 
to get out of the infrastructure business and reduce its number of data centers

» A department that worked with its Chief Financial Officer to acquire cloud services 
resulted in a bureau where almost everything has fully migrated to the cloud

» Too many agencies use security as an excuse for not wanting to move to cloud 
services, when in fact, organizations that require high security, like the Central 
Intelligence Agency, are already making the transition
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Operations

Implement Strategies to Mitigate the Impact on Jobs When Closing Data 
Centers

» The ongoing government-wide data center consolidation effort could face 
employee resistance due to the potential loss of jobs that results from some 
data center closures

» One strategy is to reduce the functions and the associated positions of those 
data centers gradually over time to lessen the chances of resistance 

» Eventually the centers would be performing limited functions and have limited 
full-time employees associated with them before being phased-out
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Transition Planning

Implement Strategies to Mitigate the Impact on Jobs When Closing Data 
Centers

Effective presidential administration transition planning is extremely important 
as it relates to IT. Such planning should focus both on making improvements to 
the prior administration’s efforts but also on ensuring that progress agencies 
have made is not lost going forward. This is especially key for ensuring that 
both the challenges and the momentum with implementing FITARA is 
acknowledged. 
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Transition Planning

Four actions to ensure there is a focus on IT when an administration 
transition occurs, including the appointment of new agency CIOs: 

» Convey IT and cyber issues early to leadership,

» Encourage Congress to focus on IT and cybersecurity at confirmation 
hearings

» Ensure that IT and cyber issues are OMB priorities

» Ensure GAO plays a role highlighting its work and expertise
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Transition Planning

Convey IT and Cyber Issues Early to Leadership 

» It is important to convey IT and cyber issues early in the transition phase to 
agency leadership

» Both FITARA and the focus on cybersecurity has resulted in more attention to 
these matters, but that if these topics are not stressed early during a 
transition, this attention and related progress could be lost

» Previous administrations have focused attention in critical areas early on so it 
is important that major cyber and IT issues are an early focus with agency 
leadership
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Transition Planning

Encourage Congress to Focus on IT and Cybersecurity at Confirmation 
Hearings 

» Even greater Congressional leadership regarding IT and cybersecurity issues 
is needed during a presidential transition

» Historically, Congress has asked some questions regarding IT and 
cybersecurity at confirmation hearings

» This practice should continue to make it very clear to incoming cabinet 
secretaries that these topics are Congressional priorities
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Transition Planning

Ensure That IT and Cyber Issues Are OMB Priorities

» OMB is key to ensuring that IT and cyber issues are priorities early in an 
administration

» OMB is critical to clearly communicating the importance of these issues 

» OMB plays an important role in overseeing the implementation of FITARA 
and providing guidance, such as its “common baseline” guidance, to improve 
CIO authorities

» There is need for continued implementation of this guidance.
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Timeline for Workforce Reductions and Comprehensive 
Reforms
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Introduction to TOGAF’s 
Architecture Development Method (ADM): 

Key Questions to Help Focus and Accelerate EA Planning

Slide 
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Module Objectives

 Provide an overview of Business 
Capability as the context for 
change

 Provide a high-level orientation to 
ADM Phases through a focus on 
the key questions associated with 
each phase to modify capability

Slide 34



Business Capability 
» Business capabilities describe what the business does, a common 

understanding of the business landscape, and what it will need to do 
differently in response to business challenges or opportunities. 

» The capability model illustrates a set of distinct capabilities, typically 
organized in a hierarchical tree format, that are independent of 
organization structures, and resources (e.g. people, business processes, 
products and IT systems), but can be viewed as a container for all the 
organization resources (tangible or intangible).

» A Business Capability (aka capability) is hierarchical in nature; a 
complex capability is decomposed into smaller parts. 

» Business capability modeling provides a shared understanding of the 
relative value of all business activities the business must perform to 
achieve the desired outcome.

» Business goals and vision define the ends; business capabilities provide 
the means to achieve those ends.



Capability Meta Model:
How everything fits together 
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Strategy : Long term workforce reduction plan
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ADM Preliminary Phase 
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What EA Capability is required to tackle the 
next ADM cycle(s)?

• What is our EA Team and Organization?
• How does our EA practice synchronize and 

harmonize with other frameworks and 
methodologies linked to our transformation 
and management decisions, including 
governance?

• Does our EA practice have EA Principles, a 
customized EA method, and use tools 
appropriate to its Knowledge, Skills, and 
Maturity to meet its requirements?



Phase A
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What is the optimum scope of the EA cycle in light of 
considerations across the Architecture Landscape?

• What measurable, valued business outcomes will come 
from the execution of the EA cycle and what are the Key 
Performance Indicators?

• Have we considered our capability to do the cycle 
successfully, including interoperability, readiness, and risk 
considerations?

• Is the scope traceable to business requirements linked to 
new or evolving business capabilities?

• Is the scope aligned to EA Principles and would more 
elaborate ones for the scope be advised?



Phases B-D
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• What are the gaps between the needed 
target capability and the baseline one 
from the different domains?

• What are candidate options for fulfilling 
these capability gaps?

• How can we best describe and share 
our analyses of the gaps and 
suggested candidates to move us to the 
target domain architectures?

• Have we done our analyses of each 
domain in light of the others?



Phase E
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• What is our initial draft of our roadmap, 
including any appropriate transition 
architectures?

• What is our overarching strategy to 
move forward, including whether to 
outsource any of the work, to use the 
Cloud or internal Data Centers

• What kind of contracting mechanisms 
would be most appropriate?



Phase F 
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What is our final roadmap, taking 
into consideration all the work 
packages (programs, projects, 
tasks, etc.) and their sequencing?



Phase G 
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How can we best govern the 
implementation?

• Perform compliance reviews?
• Provide, if appropriate, waivers and 

manage them?
• Ensure coordination with DevOps?



Phase H 
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• Is our EA Capability meeting 
expectations?

• Is it realizing value?
• How well are we managing change, risk, 

and governance?



Requirements Management

» Do we have valid business requirements for every phase of every 
cycle?
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If you need any clarification 
after the webinar is 
complete, please find us on 
LinkedIn, Facebook, and 
eaprincipals.com
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Questions?


