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INTRODUCTION 
On September 12, 2018, the Office of Management and Budget (OMB), 
together with The MITRE Corporation, convened more than 150 
experts and leaders from across the country for a full-day symposium 
on strategies for improving the federal workforce in support of the 
President’s Management Agenda (PMA) on modernizing the federal 
government  The objectives of the symposium were to share leading 
workforce development and management practices from the private 
and public sectors and identify next steps the federal government 
might take to address cross-agency people and workforce challenges  
Ultimately, the goal was to energize momentum around the PMA to 
drive progress and fuel the government’s future workforce  

Participants came from all sectors, including the private and public 
sector, academia, and nonprofits, and represented a cross-section 
of functional areas such as human resources (HR), operations, 
information technology, and change management  OMB’s goal was 
to get a perspective from both “inside and outside the Beltway ” The 
day’s activities included presentations and panel discussions to share 
experiences, followed by in-depth roundtables with diverse teams of 
participants, to begin applying learnings to government use cases 

MITRE’s role was that of an independent third party with knowledge 
of the government  Our expertise is in systems thinking and the 
interrelationship between technology and people  The MITRE team 
for this effort brought expertise in human and organizational systems, 
with experience researching and designing actionable strategies 
that consider the human aspects of any system or transformational 
initiative  We applied our expertise to understand the input from the 
participants; synthesize it into a form that OMB can review, use to 
consider next steps, and engage stakeholders; and represent the voices 
and perspectives of the participants   

This report is intended to provide our perspective on the key take-
aways from the discussions of that day; identify the challenges and 
opportunities that emerged from those discussions; and provide a set 
of recommended practices and actions for the government to consider, 
aligned with the intent and vision of the workforce strategies in the PMA  



Report - Symposium on the Federal Workforce for the 21st Century

The President’s Management 
Agenda: mission, service, 
stewardship

In early 2018, the President’s Management 
Council and the Executive Office of the President 
released the PMA to “lay out a long-term vision for 
modernizing the Federal Government in key areas 
that will improve the ability of agencies to deliver 
mission outcomes, provide excellent service, and 
effectively steward taxpayer dollars on behalf of 
the American people.” 

The direction presented in the PMA follows a 
systems-thinking approach, identifying a closely 
related set of strategies and actions to address 
the challenges around these three central 

themes  These challenges are not new—aging 
technology infrastructure, disconnected and 
difficult-to-access data, and a long-standing 
civil service model that does not reflect modern 
realities or adequately serve federal workers and 
their organizations  The goal of the PMA is to 
address these challenges in an integrated manner, 
recognizing the interrelationships among them 

As the PMA describes 
the challenges facing 
government and the 
federal workforce, 
it presents a vision 
for addressing the 
critical transformation 
drivers: modernizing information technology, 
making data accessible to improve delivery to the 
public while creating greater accountability for 
results, and aligning and repositioning the federal 
workforce to the changing nature of work and 
rapidly evolving expectations from the public   
The PMA includes Cross-Agency Priority (CAP) 
goals that focus on specific, targeted changes 
and associated actions aligned with each of these 

drivers  For CAP Goal 3, Developing a Workforce 
for the 21st Century, this includes three subgoals:  

• Actively Manage the Workforce through 
improved employee performance management 
and engagement 

• Develop Agile Operations that support 
retraining and redeploying human capital 
resources  

• Acquire Top Talent using simple and strategic 
hiring approaches and practices 

Advancing the vision in the PMA requires devel-
opment of strategies and actions that the govern-
ment can take to simultaneously drive measurable 
results and enable greater employee satisfaction  
To that end, OMB recognizes the need to engage 
others outside the federal government to better 
understand the practices they use to drive change, 
their insights on the changing nature of work, and 
how their workforce strategies should address the 
evolving needs of the federal workforce  

4

BACKGROUND AND PURPOSE 

Mission, service,  
and stewardship 
require commitment, 
skill, and sustainable 
engagement 



5The MITRE Corporation ”

The Federal Workforce 
Symposium: sharing 
experiences from the private 
and public sectors

 The long-term goals defined in the PMA, 
including the workforce goal, require sustained 
partnership with others outside the federal 
government  By engaging with the private sector, 
the government can understand how they are 
addressing the workforce implications of digital 

transformation and leverage relevant practices  
By partnering with academia and non-profits, the 
government can research, test, and learn new 
approaches and determine how best to adopt or 
apply them  By collaborating with employees and 
their representatives in labor organizations, the 
government can address both the needs of those 
people and the agency missions they serve  These 
are a few of the persistent actions that the federal 
government should commit to going forward  
Recognition of these imperatives is what launched 
this effort and the Federal Workforce Symposium  

To that end, OMB and MITRE, assisted by our 
private sector partner McKinsey and Company, 
identified and invited participants from private 

“This is the focus today: to go 
beyond the idea stage and 
talk to concrete actions  This 
is your opportunity to make 
some recommendations to the 
federal government 

sector organizations in the technology and 
services sectors; academia, professional 
services; public-interest nonprofits; labor, federal 
government, and state and local government 
organizations  (See Appendix for a complete list of 
participating organizations ) Session participants 
represented a breadth and depth of experiences 
and responsibilities for human capital strategy, 
operations, training, performance management 
and compensation, technology, talent 
management, succession planning, civil service 
law, and change management through people  

To ensure the greatest degree of candor and 
openness, the working sessions followed Chatham 
House Rule, with comments and inputs captured 
on a nonattribution basis  Participants were highly 
engaged and produced abundant insights for the 
government to consider   



Report - Symposium on the Federal Workforce for the 21st Century

The changing nature of work:  
mission, service, stewardship 
in the digital age

This diverse group came together with 
a common interest in supporting a federal 
government that delivers mission, service, and 
stewardship  Group members all shared the same 
macrochallenge: embracing digital transformation 
and the way it is changing the nature of work, 
expectations, and experiences for the workforce  
This point was emphasized throughout the 
symposium by the various panels in the morning 
and afternoon working sessions  

The pace of change and adoption of digital 
technology has accelerated; research and 
study show this will only continue  A point made 
by some speakers and panelists was that the 
digital transformation is changing the nature of 
work, and organizations face a choice between 
being “disrupted or disruptive ”1 This is the 
choice between allowing technology-driven 
transformation to impact organizations and people 
in adverse ways (e g , reductions in jobs) or using 

it as an opportunity to redefine the work and 
create new possibilities for skill and job growth, 
and new ways for employees to contribute to 
mission, service, and stewardship  As many of the 
panelists pointed out, this transformation is driving 
private sector organizations and governments to 
modernize information technology, democratize 
data, and enable the workforce by rethinking the 
relationship between people and their work and 
focusing more on the employee experience 

To arrive at a potential set of specific actions 
the government should consider taking, the 
discussion at the symposium was framed around 
four topics: the relationship between technology 
and people; the need for upskilling and reskilling 
to position people to adapt to and grow with the 
changing nature of work; rethinking performance 
management and all its aspects, including 
compensation; and needed reforms to modernize 
the civil service  One common practice emerged: 
leading organizations align business and people 
strategies so that they consider all the things 
that employees value (instead of adhering to the 
traditional view that monetary compensation is the 

Adapted from: Willis Towers Watson, 2018

Our current reality: we must disrupt or be disrupted.
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primary motivator)  The key to retaining satisfied, 
productive, engaged employees is the quality of 
the employee experience, and experience shows 
that engaged employees deliver results 

As OMB makes decisions about actions and 
practices to advance the PMA goals, it should 
ensure that they are both business-driven and 
people-driven; that those actions and practices 
focus on a common sense of purpose and mission; 
and that they engage employees, stakeholders, 
and other related parties in that shared purpose 
and mission 

About this report
This report captures the ideas around which 

there was the greatest convergence among 
participants; it does not include every idea or 
recommendation raised during the September 
12 session  We applied our judgment and insight 
to highlight potential actions the government 
could consider that (1) represent the collective 
point of view, (2) were new to the federal 
government but had precedent and a degree 
of successful practice in other organizations, 
or (3) were backed up by existing third-party 
research and evidence  Our objective is to provide 
recommendations that could yield substantial 
improvement opportunities  Participants may 
not have all agreed on specific actions, but they 
generally agreed that action was required  Based 
on our analysis of participants’ input and our own 
study of the relationship between transformation 
and workforce management, we also developed 
a framework that OMB might consider using to 
organize and focus future discussions (See Figure 
1 in What We Learned)  ”

“ Technology is the 
enabler, but it’s the 
humans—it’s us—who 
are most important 

7
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”
“

WHAT WE LEARNED 
Symposium participants recognized the broad 

scope of federal workforce development as a 
topic for discussion and problem-solving; their 
discussions converged around the three core 
challenges we have highlighted in this section. 
While this convergence does not encompass 
all of the government’s workforce challenges, 
we believe the three noted below are among 
the most fundamental and significant for OMB 
and its partners and stakeholders to achieve its 
goals. Successfully addressing these challenges 
would improve mission delivery, enable more 
effective and efficient service, and strengthen the 
stewardship of public funds.

Challenges 
Aligning workforce strategies to keep 
pace with the changing nature of work 

Human resource functions support organizations 
and their mission. Yet, across all sectors, HR faces 
a recurring challenge: balancing continuity, consis-
tency, and repeatable processes with the agility to 
anticipate and adapt their workforce planning and 
development strategies to changing environments 
and requirements. This is a significant challenge 
for the federal government, given the scope and 
complexity of its work, its large and diversely skilled 
workforce, and the ever-increasing volume and 
velocity of technological advancements. The rapidly 
increasing accessibility of new technology, meth-
ods, and data change the nature of work, who does 
it, and what skills and tools are required. 

An agile workforce strategy relies on access to 
data—the right data—and the ability to continually 
analyze that data to inform near-real-time work-
force decisions. Data about emerging conditions, 
demand, and other needs that will affect workload 
will alter the nature of the work. This environ-
mental and operational data must be analyzed 
in conjunction with workforce-specific data. At 

There are a lot of levels and 
dimensions to this problem . 
We spend so much time 
reacting versus being more 
proactive . We don’t take the 
time to envision the future 
and share that future .

Report - Symposium on the Federal Workforce for the 21st Century
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present, some of the data required to do this type 
of critical workforce planning is not collected, 
synthesized, or shared at an agency- or govern-
ment-wide level 

Symposium participants noted that without data 
on the distribution of current workforce skills, 
leaders can not make evidence-based decisions  
For example, data could inform shifting resources 
to deploy the right skills to address emerging 
needs, where to apply training investments, and 
which incentives are most valued by employees  
Nor does the current workforce strategy allow 
for operational agility (i e , some degree of excess 
capacity), which also inhibits effective resource 
realignment, mobilization, and redeployment when 
there is a surge in the need for critical skills 

Sustaining sufficient investment to 
attract talent and develop skills for 
digital transformation and mission

Most participants, regardless of sector, said 
that their organizations faced the challenge of 
competing for people with skills that are in high-
demand (e g , cybersecurity, data science)  They 
observed that these sought-after employees have 
many employment options and will make choices 
about where to work based on their perceptions of 
what they will learn, what they can contribute, and 
how their employer will value their contributions   

Participants also acknowledged this is a significant 
challenge for the government  Many professionals 
have expectations they perceive as inconsistent 
with what the government offers in terms of 
career experiences, professional development, 
work environment, and rewards  Today’s early- and 
mid-career professionals seek less hierarchy, the 
opportunity to have multiple experiences with 
the same employer, and the freedom to apply 
their skills to diverse, meaningful challenges  
Constraints on upward and lateral career mobility 
extend the perception that government service 
is less desirable than employment in the private 
sector  As one participant observed, “we are not 
good at incentivizing people to move around, and 
we do not make it easy from a mobility standpoint ” 

Symposium participants discussed a specific 
challenge related to learning and development: re-
skilling  Despite their deep institutional knowledge, 
dedicated government employees may face evolv-
ing mission or organizational requirements that 
have changed their work and necessitated new 
skills  Many of these reskilling opportunities have 
significant technology components  Participants 
noted that employees (in any organization, not just 
in government) may view technology as a threat to 
their job rather than an enabler of their work and 
their agency’s mission  Finally, budget constraints 
sometimes lead to reskilling efforts that do not 
support the necessary time or degree of training 
required for employees to master new skills  

Updating laws and policies to meet 
current needs   

Many of the participants said that some 
existing laws and policies create particularly 
critical challenges for the government  The Merit 
System Principles of fair and open competition, 

”“ We’re not harnessing 
the data 
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fair and equitable treatment, and protection 
against personal favoritism are intended to create 
a level playing field and open opportunities for all  
However, the process for posting and competing 
jobs in the government can be frustrating to 
managers when they feel they have identified a 
quality candidate and want to move quickly  

The process of developing candidates and building 
talent pipelines can also be cumbersome to 
managers, given that career ladders are often 
designed in advance of the competitive process  
In contrast, commercial companies may identify 
high potentials (or HiPos) for their leadership 
potential and nurture their careers with focused 
development opportunities as they ascend through 
management ranks  One example of a federal 
program focused on building leadership success is 
the Internal Revenue Service’s (IRS) XD (Executive 
Development Program)  Through this program, the 

”“ Listen to the people doing 
the work 

IRS successfully applies intentional succession 
and development principles in line with its private 
sector peers while still following federal laws and 
policies  But this is not a consistent practice across 
the federal government 

Some symposium participants raised the 
challenge of balancing the important goals 
of Veterans’ Preference with other objectives 
underlying the Merit System, such as fair and 
open competition and new opportunities  This 
generated much dialogue among participants, 
who discussed whether the preference and the 
opportunity it creates is a one-time preference 
to facilitate initial government employment or 
a long-term commitment that applies to any 
opportunity pursued once inside the government  
Some participants pointed to a proposal by the 
Department of Defense in 2016 that would allow 
Veterans’ Preference to be an option only for 
initial entry into government 2 While symposium 
participants agreed on the need to explore 
potential options to restructure the statute, 
they also emphasized that any options needed 
to continue to honor our veterans and identify 
additional approaches for helping veterans 
qualify for jobs and be positioned for growth and 
development opportunities  The September 2018 
National Academy of Public Administration (NAPA) 
No Time to Wait, Part 2 report3 provides additional 
perspective on this topic and is consistent with 
symposium participants’ suggestions 

The third aspect of this challenge relates to 
performance management, specifically how federal 
managers address below-par performers  In the 
OPM Federal Employee Viewpoint Survey (FEVS), 
only 42% of respondents felt that steps were 
taken in their organizations to address below-par 
performers   This result is consistent across past 
surveys  One contributing factor, which is not 
unique to the federal government, is the challenge 
of helping supervisors learn how to coach and 
develop a struggling employee while maintaining 
the productivity and morale of the whole work unit 
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Opportunities 
As participants shared their experiences, 

insights, and recommendations for address-
ing the challenges facing the government, 
some clear themes emerged  In synthe-
sizing the results from the symposium, 
we developed the framework in Fig-
ure 1 to organize captured ideas and 
recommendations, and to provide 
to OMB a model that might prove 
useful for future research, engage-
ment, and action planning  The 
“opportunities” composing this 
framework reflect key ideas raised 
by participants  The final section 
of this report, Recommendations, 
presents those specific practices or 
actions that MITRE believes the gov-
ernment should explore further, in align-
ment with these opportunities 

Figure 1. Opportunity Framework

and seeking training that is self-enriching versus 
related to job requirements  They have set up or 
are participating in Talent Marketplaces to provide 
more options for employees 4 They have revised 
performance management and compensation to 
pay for value, not simply performance  And they 
not only encourage mobility but also build mobility 
into their organizational models and career paths 
to improve the employee experience  

Amazon Web Services (AWS) provides another 
example of a high-performing company focused 
on the employee experience  AWS uses tools 
like the Connection Survey to continuously pulse 
employee satisfaction and engagement, as well 
as decision models that allow for disagreement 
but focus on getting commitment to deliver the 
outcome  All of these examples focus on under-
standing, respecting, and leveraging the strengths, 
experiences, and motivations of their people 

People

Shared by symposium speakers and 
participants was the perspective 
that leading organizations today 
put people at the center of their 
strategies and focus on enhancing 

the employee experience and employee value   
For many organizations in many sectors, this is 

a shift from traditional organizational strategies 
and practices  While some might argue that “it 
is always about the people,” many examples 
were shared that demonstrate that leading 
organizations are doing more to understand 
what motivates and engages people, as well as 
developing workforce strategies and programs 
to align organizational needs and the value 
proposition for each employee   

Professional services organizations such as 
Accenture, Deloitte, McKinsey, and the Boston 
Consulting Group (BCG), all symposium attendees, 
have shifted their models to provide more control 
to employees in setting their career paths, 
looking for and acting on growth opportunities, 
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In our framework, we place people at the center 
because a people-driven strategy recognizes 
people for the skills and value they bring to the 
organization, aligns incentives to what they value, 
supports ongoing growth and development, 
creates new opportunities, enables people to 
define and manage their own career paths, and 
fosters a sense of mission and purpose behind 
roles and work  A people-centric approach is 
consistent with all leading practices and leading 
organizations regardless of their sector 5     

Engagement  

Reflecting on their leadership 
experience, industry experts 
and executives attending the 
symposium emphasized that 
employee engagement is essential 

to any change effort that impacts the workforce  
Organizations cannot merely inform employees 
of impending changes; leaders and managers 
should communicate early and often, listen to the 
people who do the work, and invite employees 
to be actively involved in designing the solution  
To illustrate this type of active involvement, one 
participant shared the example of employee-driven 
product development in a technology organization 6  

Participants acknowledged that this is a challenge 
in all types of organizations  Engaging employees 
requires commitment and consistency, but 
research shows it also decreases resistance, 
increases commitment, and directly contributes 
to the success of, for example, technology 
implementations 7  

Symposium participants noted that having a clear 
and compelling mission is a significant strength for 
the government  Many employees join the govern-
ment for the mission, and, as reported in the 2017 
FEVS, most federal employees take the values 
of mission, service, and stewardship seriously  
They are dedicated and proud to serve  Similarly, 
government employees are willing to put in extra 
effort to get a job done  In the 2017 FEVS results, 
95% of respondents reported believing that they 

”
“The most important 

partnership that can be 
developed and nurtured 
is [between] management 
and employees 

are doing important and valuable work, as opposed 
to 83% of their private sector peers (per Partner-
ship for Public Service and Mercer/Sirota) 8   

That most government workers believe their work 
has purpose is a strong foundation on which to 
build greater engagement and partnership  This 
is particularly important within the context of 
labor and management  As related at the sym-
posium, the experience at the Portsmouth Naval 
Shipyard demonstrates that building productive, 
sustainable working relationships is possible when 
all parties focus on common values and goals  In 
this example, collaboration between labor and 
management built trust, provided a foundation 
for decision-making, and helped those involved 
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navigate through the disagreements and challeng-
es that inevitably arose  In this case, transparent 
communication and active engagement resulted 
in measurable performance gains for the shipyard  

Learning and development  

In the public and private sectors, 
employees’ perceptions of learning 
and career growth opportunities 
(or lack thereof) have emerged 
as a major retention factor, along 

with the conventional wisdom of satisfaction 
with pay and immediate supervisor 9 As one 
participant noted, “Career opportunities—the 
ability to progress in one’s career—is one of the 
main drivers of employee satisfaction and a key 
issue for maintaining a satisfied and productive 
workforce ” As such, symposium attendees across 
all sectors reported using a variety of strategies 
to increase retention of valued staff, including 
offering growth and development opportunities, 
sustaining investments in lifetime learning, and 
expanding nonmonetary incentives that create a 
more positive employee experience 

One specific learning and growth opportunity 
discussed at the session was increased workforce 
mobility  Agency leaders at the symposium ad-
vocated sharing talent, with lateral transfers and 

”
“The most recent Federal 

Employee Viewpoint 
Survey reports that 91% 
of the federal workforce 
believes ‘the work I do is 
important.’

rotations among agencies, and between the public 
and private sector, to help employees grow their 
competencies by providing diverse and challeng-
ing work experiences  This practice also helps 
agencies expand their own capabilities for critical 
technical skills (e g , cybersecurity, healthcare, 
energy, data science/analytics) 

Public sector attendees noted challenges associ-
ated with implementing mobility strategies, includ-
ing managers’ desire to keep high performers in 
their organizations  Participants indicated this is 
in part because traditional Title 5 position man-
agement constrains how managers can backfill 
positions  In addition, positions that become va-
cant require managers to deal with the challenges 
associated with developing a new position based 
on standards, structuring positions into career lad-
ders, and competing vacant positions  The oppor-
tunity is thus to encourage, train, and incentivize 
supervisors to develop their employees and allow 
them the mobility to grow their career  

Additional development opportunities discussed  
by participants include modeling “joint duty,” 
temporary, inter- and intra-departmental 
assignments (already common practice in 
Department of Defense and intelligence 
communities); partnering with community colleges 
for low-cost training opportunities; supporting 
apprenticeships and on-the-job training; and 
establishing academies to train on special skills 
that are difficult to acquire, highly sought after, and 
rapidly changing (e g , artificial intelligence, data 
science, cybersecurity) 
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From 2017 Federal Employee 
Viewpoint Survey:

of respondents said they 
are satisfied they have 
opportunities to get a better 
job in their organizations

%35  

Performance management  

In a growing trend, private sector 
organizations have shifted from 
focusing on a formal, annual rating 
or ranking process to an iterative 
coaching and feedback process 

that is more informal and frequent  Companies 
such as Accenture, Deloitte, McKinsey, and BCG 
have moved to this model of ongoing coaching 
and feedback as a way of increasing engagement 
while also providing performance feedback  This 
is quickly becoming the norm in the private sector, 
especially in those organizations that employ 
knowledge workers  In a Harvard Business Review 
(HBR) article about Deloitte’s new performance 
management approach, the writer notes, “We’ve 
arrived at a very different and much simpler 
design for managing people’s performance  Its 
hallmarks are speed, agility, one-size-fits-one, 
and constant learning ”10  

Exploring this approach in the federal sector rep-

resents an opportunity to address an area where 
the federal government scores are lower than 
private sector comparisons in the Federal Employ-
ee Viewpoint Survey (FEVS), and where the lowest 
results are in the performance-based rewards and 
advancement categories  As the results suggest, 
fewer than half of federal employees are satisfied 

with the relationship between pay, promotions, 
awards, and their performance 

Symposium participants from private sector 
and state government, as well as MITRE, not-
ed they have already begun to train managers to 
offer frequent, informal feedback and guidance 
to meet employees’ expectations and measure 
managers’ ability to do so successfully  Millennials 
expect more feedback from their managers—at 
least monthly 11 As a result, these companies have 
reduced their reliance on rating scales and rank-
ing employees in typical bell curves and relative 
rankings  Beyond assessing employees’ job and 
activities, managers assess staff on their individual 
value to the organization based on their skills and 
the results or outcomes they deliver 

Symposium participants whose organizations are 
implementing this newer approach indicate that 
it appears to be creating more engagement and 
strengthening relationships between manager 
and employees  They said that balancing frequent 
coaching with performance feedback helps their 
staff respond and adjust throughout the annual 
performance cycle  That said, successful imple-
mentation requires training and incentivizing man-
agers to embrace this new approach to working 
with their staff while evaluating their own perfor-
mance for this responsibility 

Partnerships 

During the symposium, discussions 
probed how the private sector and 
some states have partnered with 
community colleges and universities 
to develop curricula focused on 

building skills for specific occupational needs 12  

”
“ “An engaged workforce 

is the most powerful 
workforce that you can 
possibly have 

Report - Symposium on the Federal Workforce for the 21st Century
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of respondents felt that 
pay is based on how well 
they perform their jobs

of respondents indicated 
they feel promotions in 
their work unit are based 
on merit

47% 
of respondents believe 
that awards in their work 
unit are based on how well 
they perform their jobs

31%35% 

The federal government has similar options  
By focusing first on potential human capital 
shortages or specific talent gaps, the government 
can then determine which educational platforms 
or institutions might offer the most viable 
partnership opportunities  As many private sector 
organizations are struggling with similar skill gap 
shortages, opportunities exist to work in tandem  
Participants discussed options such as building 
apprenticeship or credentialing programs that 
focus on specific areas (e g , cybersecurity)  

Partnerships can also increase opportunities for 
employees to gain and learn from new experiences  
Symposium participants discussed the need to 
increase opportunities for government employees 
to work outside the federal government; gain 
experience, knowledge, and skills; and then return 
to apply their new knowledge and skills to their 
government work  This type of exchange creates 
the mobility and diverse experiences that early- 
and mid-career professionals seek  It enables 
employees to develop skills and expertise in areas 
outside their comfort zones and exposes them to 
other organizational methodologies and cultures  

Participants also referenced models that allowed 
for private sector and non-governmental organiza-
tions to be involved in filling government roles and 
developing government employees  Programs such 
as the U S  Digital Service and authorities such as 
the Intergovernmental Personnel Act (IPA)13 and 
the Critical Hiring Authority, for example, allow 
the government to recruit top technologists for 
term-limited tours of duty 

The IRS closed several centers, and 
each of those centers had between 
3,000 and 5,000 employees  Most 
of the people at the centers were 
doing data entry  When the centers 
were closed, the data transcription 
function was no longer needed  But 
rather than let the employees go, the 
IRS prepared for the transition by 
providing training to the impacted 
employees  The goal was to prepare 
the people for the future and the 
changing nature of work  
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Technology and data 

Participants discussed the value of 
harnessing available data to inform 
decision-making around strategic 
investments and talent management 
solutions that address workforce 

needs, trends, and gaps  Indeed, dynamic work 
conditions are forcing changes  For example, the 
practice of using static position descriptions to 
hire entry-level employees is evolving as managers 

now realize that an employee’s skills must adapt in 
tandem with the job requirements, particularly for 
jobs reliant on technology  Moving forward, effort 
should be made to transition to more dynamic 
methods of data capture, which could inform 
those position descriptions and therefore drive 
compensation and selection  

Leveraging data to identify emerging trends that 
may affect government operations and service 
delivery allows agencies to plan for anticipated 
changes in workflow and staffing  For example, the 
data from existing human capital systems (e g , po-
sitions, occupations, career levels, competencies) 
can be compared with emerging work needs  The 
results enable valuable discussions about how an 

individual employee’s career path and an organi-
zation’s workforce planning needs might fruitfully 
intersect  For example, representatives from the 
private sector described the importance of data 
science to drive agile workforce strategies such as 
where to apply training investments, who may be 
at risk of leaving, which skills are needed where, 
and which incentives and rewards will provide the 
greatest value to employees  

Symposium participants emphasized that 
technology should be an enabler of people, not 
the other way around: “We need to make the 
technology work for us ” Analyzing data related 
to workloads alongside metrics for capturing 
the demand for government services will allow 
agencies to accurately assess the impact of 
automation  Assessment is essential to planning 
for and capturing shifts as they happen—as 
positions change to reflect increased reliance on 
technology in the delivery of these services  As an 
example, artificial intelligence may enable a change 
in process so that technology will replace routine 
work that does not require human judgment 
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RECOMMENDATIONS 
Throughout the symposium, participants 

shared accounts of their activities, decisions, 
and experiences, all of which touched on the 
opportunities discussed previously  While the 
conversations surfaced many ideas, some of the 
suggestions stood out because of their potential 
for transformational impact for the federal 
government, and because they had:

• demonstrable impact in local or state govern-
ment or in the private or nonprofit sectors

• viability as determined by academic and 
applied research results

• potential to be scaled widely across the 
government  

• applicability to multiple challenges and 
opportunities

• relevance to the President’s Management 
Agenda

For the purposes of this report,  we have 
highlighted nine recommendations for further 
review and consideration based on the 
discussions and supporting data   Evaluation 
and implementation of these recommendations 
requires a distinct set of considerations and 
actions   Some are designed to take advantage of 
existing policies, tools, authorities and data, while 
others are more substantial in their effort, more 
fundamental in their potential for impact, and may 
require legislative actions or policy change:

1  Increase use of partnerships for talent 
exchange programs 

2  Expand use of critical hiring authorities

3  Use data science to develop evidence-based 
HR strategies

4  Expand use of apprenticeships and 
development partnerships 

5  Build training and reskilling into technology 
procurements

6  Collaborate with labor organizations on an initia-
tive with clear outcomes and shared interests 

7  Establish a talent marketplace to increase 
mobility opportunities 

8  Develop managers to provide ongoing, effec-
tive, feedback and coaching 

9  Explore approaches for aligning compensation 
with value and performance 

Increase use of partnerships 
for talent exchange programs

Purpose and practice: Talent exchange 
programs in professional and academic organiza-
tions have long been a tool to support individual 
growth and development, as well as organizational 
growth  When structured to both fulfill the staff-
ing need and help develop the capabilities of the 
receiving organization and its employees, these 
arrangements can have significant benefits   

The government has several programs already 
authorized that agencies could use to a greater 
degree to acquire talent and experts, who then 
can contribute and teach others  At the same time, 
such programs could enable employees to do a 
rotation in the private sector or at an academic 
institution to round out their experiences and 
perspectives   

The Intergovernmental Personnel Act (IPA) 
program is a tool used by government agencies to 
bring in ideas from state and local governments, 
colleges and universities, Indian tribal governments, 
federally funded research and development 
centers, and other eligible organizations  The 
Science and Technology Policy Institute14 describes 
this type of exchange as a “triple win” for the 
destination organization, the participant, and the 
home organization  Nonetheless, IPAs are not 
used as frequently as they might be given the 
restrictions put upon them, which are designed 
to avoid personal and organizational conflicts of 
interest and legal issues (e g  financial disclosure 
and post-exchange compensation)    
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An authority that agencies may use to acquire pri-
vate sector expertise is the Experts and Consul-
tants authority under 5 U S C  § 3109 (U S  Code)  
Appointments under 5 U S C  § 3109 allow tempo-
rary hiring of experts and consultants to provide 
professional or technical expertise that does not 
exist or is not readily available at the agency  Re-
quirements for the program include ensuring that 
appointments are temporary or intermittent 15  As 
of March 2018, 2,841 employees are on expert and 
consultant appointments across the government, 
based on numbers from OPM’s FedScope 16   

Actions:
Consider using IPAs and expert appointments more 
broadly to augment existing skill sets and fill critical 
roles for which the necessary level of expertise is 
difficult to find in the federal government  

Explore the possibility of expanding IPA-approved 
organizations to include private sector employers, 
who could rotate into the government to introduce 
additional perspectives and approaches 

Broaden use of IPAs to nontechnology roles, to in-
clude human capital professionals   

Considerations:

• The government should re-examine the legal 
and ethical issues related to IPAs, such as 
government ethics restrictions (5 C F R  § 2635 
[Code of Federal Regulations]), Post-Exchange 
Restrictions 18 U S C  § 207; 5 C F R  § 2641, and 
organizational—as well as other—conflicts of 
interest 

• These arrangements carry risks in terms of 
the potential for losing talent and intellectual 
property; this is one reason some organiza-
tions are cautious about these relationships  
The government should develop strategies to 
mitigate these risks  

• These arrangements will require resources 
to support program and stakeholder 
management  

18

Expand use of critical hiring 
authorities

Purpose and practice: It may be possi-
ble to expand the use of critical hiring authorities 
(e g , Critical Position Pay Authority)17  to address 
identified gaps in knowledge, skills, and abilities in 
mission-critical positions 

In addition to using the current authority more 
broadly, OPM and Congress have the authority 
to approve related “Streamlined Critical Pay 
Authorities” to meet special needs and to allow 
additional flexibility for an agency or agencies   
In the past, streamlined authorities have been 
granted to the National Aeronautics and Space 
Administration (NASA) and the IRS to recruit from 
the private sector  For example, the streamlined 
authority granted to the IRS gave the Secretary of 
the Treasury the authority to set compensation 
and appoint individuals to positions designated 
as “critical” and requiring skills and competencies 
not otherwise available  These individuals served 
on one-time renewable four-year contracts 
(four-year base, four-year renewal for eight years 
maximum), during which time they were also 
expected to develop the organizational capability 
and existing talent to fill the specific technical or 
functional need     

Actions:
Consider wider use of the existing Critical Position 
Pay Authority across government to recruit more 
candidates for skills such as cybersecurity, data sci-
ence, healthcare, and other high-demand skill areas 18  

Explore and evaluate granting targeted or “stream-
lined” authority to agencies or groups of agencies 
with significant needs, priorities, or critical deficien-
cies in key skill areas 
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Considerations:

• The existing “Critical Position Pay Authority” 
has a cap of 800 positions that may be 
covered government-wide at any one time, 
and limits the number of active authorizations   
In exploring the possible broader use of this 
tool, these caps should be adjusted to meet 
government needs 

• These positions should be carefully identified 
and scoped to be clearly distinguishable from 
existing positions on the standard federal pay 
scale   If not carefully executed, this can create 
real or perceived pay inequities and other 
challenges for the current workforce 

Use data science to develop 
evidence-based HR strategies

Purpose and practice: The government 
already uses data science to support mission 
strategies and operational decisions  It can 
extend this practice to workforce strategies 
and operations as well by using data to baseline 
and project skillset needs to inform hiring and 
development strategies  Using data to understand 
future demands and trends inside the organization 
can help agencies anticipate skills requirements, 
identify where to invest training for both reskilling 
and ongoing development, learn where mobility 
opportunities exist, and determine which hiring 
strategies to develop  

The government has a great deal of data about 
the workforce and the business environment  
Private sector symposium participants described 
their practice of using that data as a strategic 
tool to “understand the past and present” and 
“anticipate the future possibilities ” We believe 
this leading practice holds great potential for the 
government  Agencies can use their projections to 
align budget requests with staffing needs, despite 
the challenges associated with government 
funding  These efforts can then be integrated with 
data metrics that evaluate the quantity and quality 
of government services and products  

Don’t gather data until you 
decide which decision it 
will inform, otherwise you’ll 
get lost and be subject to 
confirmation bias 

”
“

Actions:
Develop data-driven workforce planning strategies 
that analyze the needs of shifting, in-demand skill 
sets, relative to the existing talent, within and across 
agencies  

Leverage benchmark data inside and outside the 
government to build forecasting models for employee 
workload projections   

Conduct an objective assessment of what data is 
available and whether data can support strategic 
decisions around reskilling and redeployment of the 
workforce, or additional data is required 

Engage the government’s Chief Statistician to help 
define a path forward and form a cross-agency com-
munity of people-analytics professionals  

Establish the designated people-analytics role within 
the 200 occupational series or increase the staffing 
levels of industrial organizational psychologists that 
report to agency Chief Human Capital Officer (CHCO)  
Required skills include HR analytics, data visualiza-
tion, and storytelling, to help government leaders 
make informed decisions about their workforce  

Considerations:

• Data accuracy, currency, and reliability impact 
the ability to make meaningful data-driven 
decisions  Data standardization and integrated 
systems are also necessary to enable this vision 

• Achieving the right balance of HR, managers, 
and staff requires job analysis to identify 
changing competency models 

Data informs effective 
decision-making around 
human capital 

”“
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Expand use of apprenticeships 
and development partnerships 

Purpose and practice: Companies are 
using apprenticeship programs to build or reskill 
talent in critical jobs that call for hard-to-acquire 
skill sets (e g , cybersecurity) or emerging skills 
areas for which competition is fierce across the 
government and private sector  The government 
has the option to explore solutions such as 
apprenticeships to build talent pipelines and reskill 
employees  Emerging technology apprenticeship 
programs, for example, leverage models once 
developed for trades  Such employer-driven 
programs allow organizations to grow their own 
talent with on-the-job-training, formalized 
mentorship, and projects that groom employees to 
develop demonstrably desirable skills  Google has 
followed a similar approach to reskill local workers 
to work in their new Lenoir Data Center  Google’s 
partnerships with academia and the private sector 
enable curriculum development relevant to the 
apprenticeship 19 

These apprenticeship programs aim to increase an 
apprentice’s skill level and wages  The U S  De-
partment of Labor (DOL) points to the practice as 
a proven solution for businesses and agencies to 
recruit, train, and retain highly skilled workers  Reg-
istered Apprentice, the DOL program, offers a quick 
start toolkit to help organizations establish viable 
efforts, reporting that approximately 400,000 
apprentices participate in 20,000 such programs 
each year  Possible partners for these programs 
include labor organizations, local K-12 programs, 
economic development agencies, community col-
leges, state apprenticeship agencies, community 
organizations, and nonprofits and foundations 20  

The University of Maryland, Baltimore County 
(UMBC) program is another example  Originally 
developed for the Department of Defense and 
the Department of Homeland Security (DHS) the 
UMBC 10-year vetted course in cybersecurity 
leads to a career as a certified cybersecurity 
operator analyst 21 At the state level, California’s 
formal nontraditional apprenticeships and 
partnerships with the community college system 
provide evening classes, enabling a mutually 
beneficial relationship for both recruiting and 
curriculum development 22   

Actions
Partner with the private sector and academia to 
establish agreements with community colleges and 
online learning institutes  

Prioritize the development of training and apprentice-
ship programs that focus on cybersecurity or other 
in-demand skills and difficult-to-fill positions 

Leverage established apprenticeship programs, (e g , 
the Department of Labor’s Registered Apprentice 
program) as well as private sector and academic 
engagement to increase opportunities for veterans 
who want to transition from the military or develop 
new skills   

Considerations:

• Agencies must balance identifying early talent 
with the need to have a competitive process 
that encourages a broad range of applicants 
and provides opportunities that are consistent 
with Merit Systems Principles 

• Veteran advocacy groups could be helpful 
partners in identifying candidates for 
apprenticeship programs 

Cybersecurity apprenticeship programs such as the one forged by the 
governor of Maryland, Maryland Department of Labor, and University of 
Maryland Baltimore County allow participants to earn semester credits 
toward degree programs, while also receiving the on-the-job training 
and classroom instruction in a traditional apprenticeship  
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Build training and reskilling 
into technology procurements 

Purpose and practice: Integrating reskilling 
and upskilling requirements into government 
procurements for technology and services can help 
prepare employees for the impact of the change  
Training and reskilling can help employees develop 
the knowledge, skills, and abilities required to 
understand and use the technology and adjust to 
the changing nature of their work  It is a common 
practice to include user training in purchases for 
software or new systems, and that is sufficient 
when the primary change impacting the employee 
is the transition from one tool to another  But the 
more significant challenge arises when the solution 
being acquired fundamentally changes the work 
and the way that work is performed   

Movement to digital platforms, wider use of 
robotics and artificial intelligence, continual 
software updates in Cloud environments, and 
the large volumes of available data are just a 
few drivers of growing complexity in the work 
environment  While automation can increase 
productivity and reduce the need for some 
forms of manual work, it also introduces new 
requirements, new complexities, and new data into 
the work itself  To address this, some organizations 
are including in their technology procurements the 
requirement that solution providers or separate 
organizations offer training on the work, not just 
the product  Doing so can accomplish several 
things, including:

• developing an understanding of the new way 
of working and interacting with the system and 
with others  

• creating awareness of new possibilities—the 
higher-value activities that the employee 
can now perform because of the change 
to what they do (e g  automating data 
collection, cataloguing, or other largely 
routine or administrative functions creates 
the opportunity to focus on more analytics, 
decision-making, or “knowledge” work)  

• establishing early adopters within the 
workforce  These individuals can serve as 
coaches and advocates, increasing employee 
engagement and understanding during 
acquisition processes that might otherwise 
cause concerns about job security   

Actions
Explore the impact of this practice on key modern-
ization initiatives   

Work with a solution provider to define the type of 
additional training needed to reskill or upskill the 
workforce impacted by a specific modernization 
solution  

Consider coupling this approach with the moderniza-
tion Centers of Excellence (COE) effort   This will cre-
ate a reference model that could be used to provide 
guidance to the acquisition community to incorporate 
relevant language into procurements   

Consider this as a potential initiative on which to col-
laborate with labor   

Considerations:

• Success would require that functional subject 
matter experts (SMEs) be made available by 
the supplier  In some cases, the supplier may 
have only the technology expertise  Therefore 
the government should consider how to get 
this additional work training if not available 
through the supplier itself 

• This may affect the cost of these 
procurements  The government should 
consider how to include the opportunity 
cost and the cost of other alternatives 
(e g , government-provided reskilling) in the 
evaluation of these procurements  



22 Report - Symposium on the Federal Workforce for the 21st Century

expertise to design and develop an internal, 
employee questionnaire  Specific to the Census 
employee experience, the survey aimed to help 
implement policies, practices, and procedures 
to improve the Bureau and was created by a 
cross-directorate work group of managers and 
employees with a focus on actionable results  
The results helped guide the implementation of 
appropriate and realistic activities, policies, and 
procedures to reach goals outlined in the U S  
Census Bureau Business Plan for Change  

Actions:
Identify an initiative with shared interest and goals on 
which to collaborate  

Explore reskilling initiatives as opportunities to col-
laborate, given the benefits to both labor and man-
agement—e g , managers want to obtain hard-to-fill 
knowledge, skills, and abilities, and labor wants to 
provide developmental opportunities that result in 
higher salaries or continued employment 

Begin collaborative projects with a shared under-
standing of the agency and employee needs and 
mutually beneficial priorities, especially those that 
leverage in-house expertise  

Collaborate with labor 
organizations on an initiative 
with clear outcomes and 
shared interests

Purpose and practice: Symposium 
participants were optimistic about opportunities 
for more collaborative conversations between 
labor organizations and management  Participants 
recommended three essential practices: 
embracing a cooperative labor-management 
leadership model for the initiative, developing 
advocates among the early adopters to support 
communication and build trust, and allowing 
participants to shape the effort to ensure that it is 
practical, while encouraging their commitment and 
buy-in  One exemplar discussed was the voluntary 
Portsmouth Shipyard Renewal of Shipyard 
Values and Pride (RSVP) program, which utilized 
mechanisms for sharing ideas and concerns 
transparently, and for solving problems together  

The U S  Census Bureau is another example of 
how management and labor collaborate to engage 
employees on proactive solutions  For example, 
the Census Organizational Climate Survey (OCS) 
harnessed the Bureau’s internal survey statistical 
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Considerations:

• A baseline level of mutual trust and open 
communication is an essential starting point 
for working on shared goals  

• Participation in such programs should be 
voluntary  

Establish a talent marketplace 
to increase mobility 
opportunities 

Purpose and practice: Trends suggest 
that today’s professionals value flexible career 
paths, lateral moves to allow for diverse job 
experiences, and opportunities for lifelong 
learning   While employees frequently cite their 
dedication to mission, they also frequently 
criticize federal agencies for providing insufficient 
opportunities for personal development and 
career advancement  

To address these perceptions, the government 
should consider using a cross-governmental talent 
marketplace; USAJOBS may be a foundation on 
which to build this more robust tool  A marketplace 
approach would serve four purposes: better align 
talent with work demands, enable greater mobility 
and visibility for career planning for employees, 
provide transparent developmental rotation 
opportunities, and capture the evolving skills 
of government employees 23 The transparency 
and wide range of options provided via a talent 
marketplace would allow government employees to 
actively participate in shaping their career paths   

The government currently has programs that 
enable rotations as part of leadership development 
programs such as the Presidential Management 
Fellows Program (PMF), agency Senior Executive 
Services Candidate Development Programs (SES 
CDP), and President’s Management Council (PMC) 
Interagency Rotation Program  These opportunities 
should be leveraged more across all agencies  

An example of a large agency that is providing a 
broad range of rotations to a large workforce is 

DHS  DHS introduced a Joint Duty Program that 
provides one-year detail assignments across 
its agencies (e g , U S  Coast Guard, Federal 
Emergency Management Agency)  Smaller 
agencies without the breadth of DHS would 
benefit from connecting with other agencies to 
foster career growth, and a talent marketplace 

can provide that connecting point   

Actions:
Explore the viability of USAJOBS as the platform on 
which to build a talent marketplace, while also ad-
dressing concerns about user experience, specifically 
ease of searchability and clarity of the vacancy 24 

Utilize the talent marketplace not simply as a 
job-posting system, but more broadly as a talent-
inventory portal that allows employees to constantly 
update their skills, competencies, training, technical 
credentials, and development goals  

Considerations:

• A critical success factor will be to create an 
effective funding strategy for developmental 
rotations; under current policy, the home 
manager is often constrained by continuing to 
support the salary of the detailed employee  
while struggling to maintain resources for 
ongoing operations in the home office  This 
can be a disincentive for managers to support 
the mobility of their staff  

• A talent marketplace approach could 
potentially be leveraged for building talent 
pools for critical, hard-to-fill positions 

• The government will require substantial 
resources to develop a fully integrated, robust, 
and user-friendly talent marketplace  
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Develop managers to provide 
ongoing, effective, feedback 
and coaching

Purpose and practice: According to HBR, 
“organizations need competent management just 
as much as they need analytical brilliance … and 
should … invest in strengthening management 
throughout the organization ”25 In government, the 
supervisor life cycle—selection, orientation, devel-
opment, performance, evaluation, and rewards—
needs reform  The GAO report “Federal Workforce: 
Inappropriate Use of Experts and Consultants at 
Selected Civilian Agencies” notes that federal su-
pervisors sometimes lack effective skills, such as 
the ability to identify, communicate, and help ad-
dress employee performance issues 26  Addressing 
these needs would benefit from a comprehensive 
approach to selecting and developing managers to 
ensure a  complement of engaged supervisors   

Agencies are required to train supervisors within 
one year of initial appointment and follow up at 
least every three years; nonetheless, a recent 
OPM survey showed the training results to be 
inconsistent across agencies  The requirement 
includes training on the supervisory skills that 
relate to mentoring employees, improving 
employee performance, conducting appraisals, 
and identifying unacceptable performance  Only 
84% of agencies self-reported compliance with 
the curriculum requirements for new supervisors, 
and only 63% responded that ongoing supervisory 
training requirements were covered 27   

Adjusting performance management practices 
requires that supervisors change their own be-
haviors first  According to Alan Colquitt, author 
of Next Generation Performance Management, 
employees of companies that have encouraged 
ongoing feedback have reported dissatisfaction; 
this is because more feedback does not necessar-
ily translate into better feedback 28 Organizations 
need to train leaders and employees on how to 
give and receive feedback, and to shift from judg-
ing to developmental feedback  Compared with 

the private sector, government employees have a 
lower perception of their supervisors’ feedback  
FEVS data positive responses to the statement 
“My supervisor provides me with constructive 
suggestions to improve my job performance” as 
14% lower in government than in the private sector  
The combination of clear expectations, frequent 
feedback, training, and coaching may help improve 
performance or build the evidence necessary to 
remove employees with below-par performance 

Actions:
Develop supervision competency models to include 
both technical and management skills, as opposed to 
promoting based on technical competence alone 

To inform hiring decisions, use job analyses to doc-
ument that competencies fundamental for manage-
ment are present in the assessment  Incorporate 
assessment instruments that evaluate a candidate’s 
management-related competencies (e g , oral com-
munication, team building, and coaching) throughout 
the selection process  Use assessment tools such as 
role-playing exercises and panel interviews to assess 
these skills  

Establish an onboarding and probationary period  for 
newly selected and trained supervisors to assess 
their effectiveness in a people-management role  

Build leadership positions into the organizational 
structure and ensure that employees are given the 
opportunity to lead projects or tasks   

Provide adequate training and support for supervisors 
to help build skills and encourage acceptance of a 
coaching culture 

Allow sufficient time for supervisors to perform their 
supervisory duties outside of their technical respon-
sibilities and for employees to participate in discus-
sions  For example, MITRE allocates a budget for both 
supervisors and employees to conduct conversations 
that relate to performance outside of their usual proj-
ect work  These conversations cover the employee’s 
career goals, training requests, and opportunities  For 
the government, such a shift may require a signifi-
cant budget commitment, not easily acquired in the 
current environment  

Considerations:

• The government should consider expanding the 
number of nonsupervisory senior leader (SL) 
and senior technical (ST) positions, of which 
there are currently 1,283 (as  of March 2018) 29
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• Career paths could also be developed for 
those employees who are highly skilled 
technically and want to advance but are 
not interested or skilled to serve in people-
management positions, with a potential goal 
of SL or ST positions 

Explore approaches for 
aligning compensation with 
value and performance

Purpose and practice: Private sector 
approaches to performance management suggest 
reduced emphasis on past ratings  Instead 
they favor ongoing feedback and performance 
measurement and compensation that is clearly 
tied to both performance (e g , results) and value 
(e g , skills and behaviors)  Participants discussed 
performance management systems that aligned 
employee compensation with the roles, results, 
and behaviors that the employee had exhibited 
during the previous performance cycle  The 
private sector focuses on compensation aligned 
to the individual person and what that person 
has achieved during the rating cycle as opposed 
to a ranking and rating system that compares 
individuals to peers   

We recognize that this practice is fundamentally 
different from the civil service rules in Title 5, 
which require agencies to structure compensation 
based on the general schedule (GS) pay levels 
described in 5 U S C  Parts 51 and 53 (i e  those 
associated with the work performed in the 
position)  Paying employees based on position 
is the current standard because it allows for 
the execution of  Merit Systems Principles that 
require equal pay for equal work  However, the 
current system does not recognize individual 
employees for their achievements beyond the 
initial qualification standard for the position 
(e g , employees are not recognized for earning 
additional degrees)  The result is that while pay 
may be relatively equal based on the position, 
performance is not equal at an individual level  
The goal of equal pay for equal work is an 

important principle; adding some differentiation 
based on performance results and value can 
further strengthen the federal performance and 
compensation system and help the government be 
viewed as a preferred employer for top talent   

This particularly complex and challenging oppor-
tunity requires careful and close collaboration with 
employees and labor organizations  It does repre-
sent a significant trend outside government, and 
the government should explore how it might be 
applied in the federal workplace    

Actions:
Explore compensation approaches that effectively 
balance the importance of recognizing employees for 
individual accomplishments, skills, and educational 
advancement, with the importance of paying for the 
position in a way that appropriately compensates 
equal pay for equal work  

Review the assessment and validation process that is 
used in government person-driven systems (e g , the mil-
itary model in Title 10 and the Foreign Service in Title 22)  

Examine state models for hiring, promotion, and 
performance management transformations (e g , 

Tennessee) 30 

Considerations: 

• This practice is fundamentally different from 
the approach that the federal government has 
traditionally taken in setting compensation 
on GS pay levels described in 5 U S C  Parts 
51 and 53, which are executed in the position 
classification standards  

• The government pay system dictates the 
type of positions that are governed at each 
level on the GS schedule in the U S  Code  
Applying Title 22 or Title 10 principles to 
the Title 5 system, which is position driven, 
represents a monumental change that would 
require significant resources to legally defend 
promotion decisions  

• An essential component of the effectiveness of 
this change will be the previous recommenda-
tion to develop managers to provide ongoing, 
effective feedback and coaching to their staff  
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Continuing the conversation
As OMB continues to take action to execute 

the workforce strategies in the PMA, there is 
great opportunity to build upon the engagement 
that occurred at the symposium  We recommend 
convening a series of smaller events with cross-
sector, topic-based groups periodically during the 
year, to work on issues and problems or to focus on 
specific recommendations  We also recommend 
holding an annual Federal Workforce Symposium  
The annual event can be both a culmination of the 
previous year’s efforts, as well as an opportunity to 
establish new focus areas for the coming year   

The data we gathered from symposium partic-
ipants and presenters validates that there is no 
lack of good ideas within and outside the federal 
government  Further, some of these ideas have 
been implemented not just in the private sec-

tor, but also within government, in many cases as 
demonstration projects or pilots  As OMB chooses 
to test and implement any of these recommenda-
tions, it should explore why demonstration proj-
ects have been minimally effective in generating 
lessons learned that other organizations can adapt 
in subsequent efforts  

Alignment of 
recommendations with CAP 
Goal 3 subgoals 
As the government reviews and prioritizes these 
recommendations, we recommend considering 
how the recommendations and specific, associat-
ed actions may support the CAP Goal 3 subgoals 
referenced in the first section of this report  Table 
1 provides a notional look at how the recommen-
dations align to those subgoals  

CAP GOAL 3, WORKFORCE FOR THE 21ST CENTURY—SUBGOALS

Symposium Report Recommendations

Actively Manage the 
Workforce 

Improve Performance 
Management & 

Engagement

Develop Agile  
Operations 

Reskill & Redeploy 
Human Capital 

Resources

Acquire Top 
Talent 

Simple & Strategic 
Hiring

Increase use of partnerships for talent 
exchange programs ü ü

Expand use of critical hiring authorities ü
Use data science to develop evidence- 
based HR strategies ü ü ü
Expand use of apprenticeships and 
development partnerships ü ü
Build training and reskilling into 
technology procurements ü
Collaborate with labor organizations on an 
initiative with clear outcomes and shared 
interests

ü ü ü

Establish a talent marketplace to increase 
mobility opportunities ü ü
Develop managers to provide ongoing, 
effective, feedback and coaching ü
Explore approaches for aligning 
compensation with value and performance ü

 Table 1. Recommendations and CAP Goal 3 SubGoal alignment
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CONCLUSION 
The collective dialog, observations, and recommendations emerging from the 

Federal Workforce Symposium on September 12, 2018 represent an important step 
forward in advancing the goals in the PMA and creating broader public-private 
cooperation to address federal workforce challenges  Stakeholders from across the 
public and private sectors shared a common understanding of the challenges and 
opportunities facing all organizations today, and the federal workforce specifically  
While acknowledging obvious differences in their respective environments, common 
themes did emerge, such as the need to harness the digital transformation so that 
it serves government and business workforce management and the importance of 
people-driven strategies to successful transformation  

A key objective of the symposium was to cultivate new partnerships to help address 
the government’s challenges  From the energy in the room and the feedback we 
received, we feel that the symposium succeeded in laying this foundation  The key 
is now for OMB to take advantage of these new relationships and the openness and 
interest that participants brought to the table  Continue to build on that momentum 
by consistently engaging those who were there to get feedback on emerging 
strategies and actions  Reach out to those who could not attend to share what 
occurred and to bring them into future discussions  And, finally, engage the federal 
labor organizations in collaborative discussions focused on shared interests  Looking 
ahead, it is of vital importance to recognize that listening and learning about what 
can and should be done should continue to come from voices inside and outside 
of the federal government   As the symposium participants consider the outcomes 
of an event they created together, we recommend embracing the people-centered 
processes that enabled a full day—and a full future—of innovation on behalf of their 
missions, their organizations, and their people 

As described in the PMA and in the discussions at the symposium, the commitment 
to change is long-term, and the partnerships the government needs to help solve 
problems should be equally enduring  The federal government’s partners are ready 
and interested in advancing together  As one participant said about the symposium 
attendees after the session: “We should not let each of us go our separate ways, 
taking action based on our individual perceptions without some reliance on that 
diverse aggregate. I believe we need to move forward together.”
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