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SU.BJEcr: 	 MAKING OMS MORE EFFECTIVE IN SERVING THE PRESIDENCY 
Changes in OMB as a Result of the O:!.!B 2000 R",iew 

The Purpose cflllis Memor:andwn 

The Steering Commjttee~s recommendations gave us, bold, concre.te ideas to improve 
OMB's ability to serve the Presidency in the coming years. Some of those recommendations 
'We accepted, some we revised. This memo explains the decisions we have made and their 
,rationale. We believe this is an exciting time for OMS and look forward to working with all 
of you 10 implemalt this vision that so many of you had a hand in developing, 

The OMB 2000 Process 

, OMS:2000 represented Ille most comprehensive self.examination undertalren by OMB 
in reCent memory. We"tasked ~e Steering Committee to bring us recommendations to 
improve OMB's efficiency and effectivenes. after two decades in which OMB's 
responsibilities had changed subStantially. We called on all OMi> ,wf to get actively 
involved, and to approach the exercise in an open'spirit in which no long-standing 
assumptions went unquestioned. 

A project tea..'11 spent more than two months away from their regular duties analyzing 
the OrF;an:zati1;,n. The team conducted 125 internal interViews across the organization 
(reaching neaJ'ly one in three professionals), as well as 35 willl career and political alumni, 
agency persol'Jle1, Congressional sWf, and others in the budget community. The team met a 
number of times with group. of OMB employees - for example, at regular branch, chief 
lunches - to tap the widest range of thinking on OMS', streng!lls ""d weaknesses and' 
opportunities for improvemenL A support s!4ff group provided inPUt on improving the OMi> 
work envirom:nent. An "electronic suggestion box" set up through e-mail to 'encourage all 
staff to contribute ideas received mo~ ilia., 200 specific recommendations:, several of which 
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we implemented while the project proceeded. 

In addition. aU OMB br.mches eomple!cd 'work profll..' that documented eaob m', 
mhsions, activities and end-products. These profIles. wben combined with estimatod time 
allocations provided by the branches, enabled the project teru:n to produce estimates of the 
OMB resources devoted to variousaCt;v:ities across the institution. 11ris work. proflle 
analysis gave us a welcome snapshot of how the orgllJ'1ization works and where ;ts resources 
are expended - knowledge that was hard to rome by in the early days of M AdmlniSltation. 
with a dynamic, aU<oosuming agenda. . 

OMS ZOOO: A Snapshot althe.Reforms W. Propose 

The basic premise of the new course we have chosen for OMB is that, to be 
succ:essfuJ in improving Executive br.mch ope<ations, OMB's ovecight role must better 
integra'" our budget analysis, management review and policy development roles. We must 
ruse improve our capacity and opportunity to do mid·ienn analysis and spend more time on 
the analysis that supportS our re:ommendations to the ProsiiIents we serve. 

The theme of integration was echoed repeatediy in OMB 2000 inflOMews with 
individuals inside and outside OMB. Our support of an integrated approach to overseeinK 
agency prognuns and policies aJsc represents a shift in our thinking from January 1993, 
when we firs! amved. Hav:ing led !his institution for over a year, listened carefully to !he 
views of current OMB staff, former Directors and career staff, and those who wa!d1 OMB 
from the OUtsidf:, we arc convinced that management is integral to budget .and vice-versa. " ...... 
Whatever we can do to bring both funenons to bear on PrOl1aents' agendas will improve our 
service to that institution. 

Organizational chMges are but one aspect of the improvem""ts we hope to bring 
about. We are ruse committed to new processes - for example, us;ng 04 hoc teams more 
frequently to deal with cross-<:utting issues - that will enable OMB ., prov;Oe analysis that 
cuts across OMB's and fedetal agencies' typical orglIJ'Iizational boundaries. The chMges 
described below also .address staff eoncems about OMB's work environme1lt and bring 
attention to inflOrnaJ management issues, = that staff raised throughout the OMB 2000 
process. In Oddition. we have examined the suggestions raised by staff for eliminating low· 
priority work and we have accepted some of those suggestions. FUlaUy, we have responded . 
to concerns raised by the Natioual Performance Rev:iew (NPR) about OMB·agency relations. 

Why These Reforms Are Needed Now 

On March 3, 1993 Presid",,! Clinton announced a 6-month review of tile federal, . 
government and asked the Vice President to lead the effort. The Repol1 of the National 
Performance Rev:iew stressed that we need to change tile way the government works. This 
administration 'believes it is time to create a government thaI works better and costS less, As 
part of this reinvention. the federal government will be rightsizing ,md reducing the 
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wOrkfor:cc by 252,000 employ=, srreamllrung the bureaucracy and working _ 
measuring performance Ihrough results. The Office of Management and Budget will be at 
the center of the.. efforts and it is imperative that before we assist other agencies to ""hieve 
these goals. we examine our own way of doing business. 

Critics of these recommendations may say that efforts to "integrate" management and 
budget will end. in merely bigger budge! divisions, whose management responsibilities will be 
driven out by dally fin:..fightiog on budge! issues. W. believe this criticism is based on a 
false premise that 'management" and "budge'" issues can be thought about separately. In 

, fact, the changes are in!t:Jlded to improve OMB's ability to oversee agency progwns and ­
policies to ensure their efficiency and effectiveness. 

It is true that OMB has been through several reorganizations, many of which in part 
aimed to improve OMB', focus on management. Perhaps the most pertinent example 
occurred in 1973, when Deputy DireCtor Fred Malekmoved staff with management 
competencies to the budget divisions -- but still in separare units - and moved specific 
management functions to other agencies. However, Malek alone was the driving force 
behind that reorganlza!ion and failed to institutionalize the proposed changes. Within a few 
years of his departure, the initi.tive dissipated. 

We believe that 1994 offers an opportunity and ooo!.ext for reorganization far more 
propitious than existed in 1973 when OMB last experienced major reorganization. OMB 
now has twenty more'years of experience to guide change. The OMB 2000 interviews show 
a remarkable consensus on the need to strengthen OMB's focus on program oversight issues. 
by integTaling,manag~ment sl:ill,· with those areas of OMS that have prognL"ll specific 
knowledge. Moreover, the ,OMB'2000'process itself, by soliciting stafLv:iews on how OMB 
can work mote effeotively, offers OMB' s political leadership a,unique oppommlty to chonge 
OMB with career staff support and .dvice. It also offers a more solid imtirutional basis for 
ensuring these "hanges will strengthen OMB for Directors and Presidents in the y....., to 
come. 

Contents 

.De$criptions of the cpanges we propose are organized into the following sections: 

I. Organi2ing for Effectiveness in Management al1d Budget 
n. Different Processes for BetTer Outcomes 
m. Improving the OMB Work Environment 
IV.. Improving Agency-OMB Relations 
V. Reducing or EHninating l.ow~Priorlty Work 
VI. Implementation Schedule 
vn. A FUlal W",d 
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L ORGM'IZING FOR EFFEC:TIVEl'v"ESS IN MANAGEMENT AND BUDGET 
. " ,! 

'::<0':':::.' OMll's M:iwagemeot R.le Today 

OMll now influen= the quality of agency progrnm opcrntlons primarily through ilS 
budget divisions and through the unilS with responsibility for discrete aspeclS ofmanagement 
- the Office of Information and Regulatory Affairs (OIM), the Office of Federal. Fmancial . 
Management (OFFM), the Office of F~ Procurement Policy (OFPP), and General. _ 
Management (GM). The budget divisions necessarily deal with management issues as they 
examine budget proposals, program effectiveness, policy development, and budget execution 
- but their impact on agency management practices is uneven at best. The management 
unilS approach discrete management policies often without the benefit of in-<!eptb progrnm 
knowledge, which many believe is essential to improving agency progmn operations. 

Wha""",,: the occasional successes of the idiosynaatic program division involvement 
in management, or the virtues of the indhidual uruts dealing with discrete :ispects of 
management, we have been convinced by our experience at OMiI thus filr and by those who 
have commenred in the OMll2000 process (alumni, current staff, former Directors, Hill 
staff, agency personnd, etc.) that the net effect of these approaches does nol enable OMll to 
address and resolve fundamental issues of program effectiveness and efficiency. 

We haVj~ also disrove:red that in some instances there is unnecessary duplication 
between the lIl2.nagement and budget areas that may result in. our giving conflicting signals to ,-.'; :':. ~ ... 

',C": . ' . 
' , 

agencies on the same issues. This occurs, primarily, when-:management staff get involved in 
, .' .. 

tracldng. the implementation of agency-specific projeclS. Many of the key initiatives required 
by slanlte may not receive the full weight of OMB behind them b=use of this laclc of 
integr.!tion. This unnecessary duplication and <»nflicting policy signals are a source of 
frustration to agencies and diminishes OMll's ability to effectively utilize ilS oWn shrinking 
rcsourees. 

OMll's Malll\gement Role As It Should Be 

Every few years, OMll attempts to do better on some dimension of management, or 
on overall agency management, by adding speci3l units and functions outside the budget and 
policy analysis 1'fOC'OSS. The Steering Committee specifically' recommended that we not take 
this course again, and instead focus on ways to integrate OMB's "M" and "B" SO we can 
perform both responsibiIiUes more effectively. The heW R<so= MatUlg<ment 0fJict!S 
(lIMO) we will create will be neiWT th.e CUIT,nt blllfget divisioTIS augmemed by more people. 
wr th.e current numagement Qljices. III lime. they will by mission. rrainhig, Sttiffing. and 
operating style. be new entities unJ1kt: tmyIhing now in OMB. 

The RMOs will be responsible and held accoimtable for: (I) budget formulation, 
analysis, and execution; (2) progr:am effectiveness and efficiency; (3) annual, mid- and long­
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!aI1ge policy and program analysis; '(4) implementation of government-wide management 
policy as formulated by the statutory offices; and (5) program evaluation. The effect of the 
!<MOs will be to support government-""de policies more effectively and to answer the 
following questions: 

" 	 How well do agencies operate their programs and use IOSOtIm:$ to produce 
desirod goals as defined in laws and in an Administration's policies? 

o 	 How well do agencies choose Or seek legislative authority for the man 
appropl'iaJe method for delivery of a servia: of benefit? 

. 	 . 
o 	 How well do "l:encies assess prognuns and policies (=t efficiencies as 

well as 10ng'lCm! net imj:IacU) to determine degrees of success or fuilure and 
do what ought to be done about what is found? 

Creating OMB's New Role 

New capability. OMB staff in the new!<MOs will have ;ntegIated responsibilities 
for the management, budget, and .policy aspects of their assigned agencies or ptOgrams. 
They will be neither budget examiners as currently in budget divisions, nor, except in special 
circumstances, expertS in discrete management sl:ills or competencies. The new staff w'J) be 
policy analySIS, with new job descriptions in units with new mission and function statements, 
and with peITOnnatlce appraisals linkl>d to these'new roles •. 

W. will train current staff to underslOlld and work with agencies on all faa:lS of 
policy development and impJeme,"adoo. We will also JUre a greal£r ptOpoTtion of our staff 
from among people with significant experiena: in the public sectOr, preferably in ptOgram 
management. Supervisors w'JJ be able to spread program responsibility among more staff, 
thus allowing staff to deal.in more depth with a broader range of management and budget 
issues. Supervisors w'JJ also be able to have spe<:ialists (e.g., for procurement in program . 
areas that relies extensively on c:ontractors), but these specialists w'JJ work: cooperatively ""d 
directly with analysts. 

The PADs, DADs and Branch Chiefs will play. crucial role in helping us change the 
mode of operation here at OMB. We will rely on them for ensuring day-to-day that we look 
not only at the fiscal implications.of.programs, but program effectiveness and implementation 
of government.wide management issues as well. 

As Pan of the more C<lOpC:!3tive OMB-agency relationship discussed elsewhere in this 
report, OMB will conduct periodic reviews with agencies on agency-wide operations and for 
specific program or agency compooenlS. These reviews w'JJ contribute to the resource 
allocation de<islons made in the process described below. 

. ,.
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The Resoun::e Managemeat otI\ces and thclt staffs will: 
. " 

o 	 examine and l1llIke recommendations on the effectiveness with which proposed" 
and new policies can be or are being implemented; 

o 	 ensure that policy proposals to Congress are aceompanied by adequate 
explanadon of, and reso= for, implementation; 

o 	 ensure implemenlation of government-wide management initiatives; and 

o 	 aoquire and maintain sl:ills in understanding state of the art techniques of 
public adnUnistrnllon. 

We recogni%e that few OMB"SllJl""'isors and ,taff have the ability to = out JIll. 
these tasks effectively now. We also believe that we can build on OMB', base of e:<pertise 
to develop cer.!rallzed competence in improving how the FedeTal government is run. 

New processes. The RMOs will use different methods to get information from the 
agencies, analyze that information; and present it to official, for do::isionmaking. 

The President's budget docunient will contain comprehensive information on the 
management of gove.nmeru as well as the information it now contains on its budget. OMB 
Circular A-II, which now structures the Executive Braneh budget proce$S. will be revised 10 
requi,!, an integrated management and budget process. The creation of this new document 

:.~~:,:~ .' 

will require agencies to incorporate performance measureiinto their budgeti(:":;. . recommendations,l 	 . 

o 	 Agency justifications for new programs will include: how and with what 
resources "the agency intends to implement it; timeftames; the relation to 
existing progruns and administrative systems; standards for success; measures 
and data collections to inform judgments on whether standards are met; and 
when the judgment shoUld be made to continue, tenninate, or modif)' the 
program. 

o 	 Agency submissions for existing programs will include comparable information 
and assessments of su=. Also, agencies will justify tMh- personnel policies 
(e.g., FTE levels, recruitment and retention strategies) based on the skills 
needed to manage new and existing programs. 

Agency Congressional budget jnstifiations will report to Congress on effectiveness 

• l'I'he portion. of C~A~U POW n:l.a1in; \0 the \Wt of MAX qd ~tet ~~ he ~m 
a~~. 
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and efficiency of agency management of programs. and make clear how such infonnation bas 
been used to support the agencies' discretionary spending requests and to truI113ge 
discretionary'and mandatol)' spending-programs. (Of course. tlle form and conte<lt of 
Congressional justifications are set by the Appropriations subcommittees, with whom we "ill 
consult as we carry out these cI1anges in the coming months.) 

Similarly, agency legislative propoSals will spec:ify how the agency expectS 10 

implement new proposals, resources needed 10 do so, the standanls by which success will be 
measured, and the timetable by which the agency expectS to have infonnation for the 
President and Congress on how well the agency is meeting standards. (And we will conduct 
comparnbJe consultations "'tll authorizing committeeS.) 

At the recommendation of the Nl'R, the President established a Management Council 
(pMC) that works "'th OMB 10 ensure that strategic 'and quality mana::ement principles, re­
engineering of administrative processes, and annuai performance reviews ire implemented 
waughout the Executive b""'ch. PMC members are responsible for management of their 
own organizations and, COllectively, for advising the President on the truI113gement of the 
entire Executive branch. 

The PMC is chaired by OMII and includes as members the Chief Operating Officers 
(a designation also created upon Nl'R recommendation) of cabinet departments. This 
provides OMB "'th a forum for coopentive government-wide management policy decisions, 
As outlined in t.~e President's memorandum. the Council is ,,,sponsibl. for: 

. 
(1) improving overall Exocutive Branch management, including reform of 

government-wide systems~ such as management controls. financial 
management, personnel. budgeting. and procurement; 

(2) coordinating management-related efforts to improve government and, as 
necessary~ resolving specific interagency manageme1lt issues; 

(3) ensuring adoption of new management practices; and 

(4) identifying """",pl~ of and providing mechanisms for interagency exchange of 
information about best management practices} 

Organizing OMJHo Better Integrat. Managtment and Budget Oversigbt (see the 
attached organization chart) 

Creating the new Resource Mat\.a:ement Offices means that OMB :s about to enrer a..'l 
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e:a:tended period of change. Staff.in the existing budget divisions must think of their jobs 
dUfc:rently and Ieam ID inCOlpOrate a broader set of·management issues into their day-to-day 
wock. Some staff in the discreIfl management units - OfFM, GM, Ol'PP and OIRA - will 
move to the __ RMOs, "1'd thcir anival will give the RMOs the resourceS they net:<! ID 
devote more enoigy ID program oversight and budget issues. Core staff in OfFM and OFl'P . 
will refocus their efforts on developing and coordinating government-wide management 
policy informod by RMO activity and less on individual agency activity. 

Here is what we plan fj) do: 

o 	 We will .....t. fiv. integr.oIed Resource Mauagoment Ollke •• 

The Natioual Security and lnternatioual Affairs PAD area and Natunll 
Resources, Energy and Science PAD area will become R..\{0s with comparable 
agency cavernge. 

The Health PAD area will become the Health and Personnel RMO and 
acquire responsibility for Veterans Affairs, OPM, EOP and the Posml Service. 
VetuulS' Affairs is reassi",ed to this RMO because much of OMB's work in 

this area centen 0' health care. The new RMO will also acquire 
responsibility for examining OPM, EOP and the Postal Service, in pan to 
betU:r balance the responsibilities among program amos., The HHS Unit, 
which now ICports to both the Health 'and Human Resources Associate . 
Directors, will be incolpOrated intO the Health Division, and Will cOntinue to 
work closely with the H~man Resou= RMO. We believe this unit will be 
more effective under one policy official. 

'£he Human Resouroes PAD area will boccme an liMo (after the chang~ 
. described above). 

The Economics and Government PAD area will bocome the General 
Government RMO with responsibility for Commerce, Transportation, Housing 
and Ufban Development (HUD), Treasury, Justice, GSA, aJ!d financial 
institutiOns. 

o 	 OFPP aad OFFM will retain their statutory policy roles, aod some staff ...iII also 
be reassit<ie<l to the new RMOs, . Ol'PP will have core responsibility for 
government-wide procurement policy development and retain staff for this work. 
OFFM will continue to have government-wide policy development responsibility for 
financial management. Some staff from these offices ,will mOve 10 RMOs to provide 
edditioeal analytieal capacitY there. We want the core n-.anagement offices fj) focus 
on the development of government-wide policies in their statutorily-cbarged areas. 
We believe.these core offices wiJj have gn:ater influence with the ngencies because of 
the e:a:panded number of OMB staff dealing with these iSSUd on a day-to-day basis. 
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Some staff from OIRA will mo•• to each of th. fi•• RMOs. We chose not to 
move most OIRA desk officers to the RMOs at this time. The Steering Committee 
=mmended such a move because they wanted RMO analysts to deal willi the full 
""'ge of issues affec:nng their agencies and not to leave review of regulations to 
Molller OMS componenL We're not prepared to take this step, primarily because we 
want OIRA staff in place to implement !he new b<cutive Order on regula1m)' 
management, issued on September 30, 1993. We want to consider the issue of how 
best to inlegr.!.te regulatory and ~ork review with Ille work of the RMOs at a 
l.ter date. It is more important that OIRA implement sw:cessfully !he timefram.. \lIld 
coordination requirements in !he new Executive Order (E.O.) on regulatory review. 
Funber consideration of how and when to better integtate regulatory and ~i: 
review 	with the work: of the RMOs is postponed until after the processes envisioned 
by the new E.O. have taken hold. Instead, we will move some staff from OIRA to 
the RMOs. The majori!}' of those moved will be support staff. Such a move will 
redu,", !he ratio of support staff to professionals in OIRA, while giving the RMOs 
more support staff to carry out their new duties. The professional staff reassigned to 
Ille RMO'swill add further analytieal abilily to those Offices. 

o 	 Some staff will move to the RMOs to enhance OMB's mid-;ange .nalytieal 
rUDclio.,.. Several staff will move fr<ml El:onomic Policy (EP), Budget Review 
Divisions (IlRD), and from OM's Evaluation and Planning Branch to the RMOs. 

0' . We will integrate the·Special Studies Divisions into the RMOs. An important 
theme of the changes in this report is to provide the RMOs willi resources and 
incentives to do the mid-term analytic work, much Of which is now done by !he 
Special Studies Divisions (5SD). We want to integtate !he perform"""" of such 
analysis into the RMOs, as some divisions have aIneedy done. Our guiding principle 
is lhat we want as many staff as possible involved in analysis grounded in an . 
integr<led view of agency oversight. We do not want to <:onfine such work to special 
units •• even though those units have been successful in doing some analysis tllat the 
rest of OMS djd not have sufficient time to do. 

o 	 We will separate the Administration orr"", from the Legislative Reference 
Divisioll_ OMB's Adminisrration Office (AO) and the Legislative Reference Division 
(LRD) now tepOrt to one Associate Director. WeWlll restore independent statu. to 
each organi:zation. The head of each office will now tepOrt directly to the Director •. 

a 	 We will charge the Management Committee (see section m below) with overall 
responsibility for examining workload per Senior Executive Service CSES) 
manager and iotreasing SES span of control where appropriate. The OMS 2000 
process suggests lhat SUpeMSO!)' span of control in some areas is tOO small and 
should be reviewed. The Management Committee will work closely with !he 
Exeeutive Resources Board (ERB) on this issue. . 
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n. DIFFERENT PROCESSES FOR BEnER. OurCOMES 

The OMB 2000 process revealed four major"""", where OMB can improve the . 

processes we use to make po!kJr. 


Integrating Tax and Spending Policy 

Tax e:qx:nditures contribute enormous "ouday equivalents" or "revenue losses" - _ 
aboutS4OQ-SOO billion in FY 1994 and rising - in several policy areas, such as housing, 
commerce. education. income security. and State and local government support .. Yet 
decisions about lues are almost always made completed independently of those made about 
direct :spending. OMB's more immediate puM"", OMB analyses seldom pull together both 
spending and tax experu:!llUneicredit r=urces devoted to functional policy areas. Agencies 
almost never put infonnntion in their budget requests about Iu e.<penditures in their area or 
wha1 the outputs are from these expenditures. The St:ering Cc>mmittoe believed - and so do 
we - that this sort of information is truly critieal 10 • more informed policy process. 

To create a more integrated review of tax e:qx:nditures and direct spending. the 
Steering Cc>mmittee recommended that OMB, Treasury. and the Council of Economic 

. Advisors (CEA)· work together more closely during the budget process through a form>li:zed 
mechanism for jOintly reviewing tu:: exponditures and :spending requests: ·These spending-tax 
reviews should result in integrated decisions and recommendations for the President. We 
expect 10 be·back to Y"u shonly with details on how we'll begin this new process this year. 

Enhancing C~, Interagency Folicy Development 

Many of those who commented in the OMB 2000:process ·argued that the best Context 
for budgetary and tl.l( policy-malcing, regulatory review, and management oversigbl is a 
particular policy area or governmental function. not an individual agency •. Increasingly. the 
problems facing the country and the Federal government cannot be addressed without 
crossing agency and program lines. However, OMB is nol oQlanized to make decisions this 
way. MoSt of t.he budget divisions are organized on an agen.y-by-agency basis! 

In addition. management oversight and budge! review responsibilities are located in 
separate organizational units in OMB. This separation further inhibits meaningful cross­
cutting analyses and eoordlllllted decision-making. Not unOxpectedIy. interviews across OMB 
suggest that two stumbling blocks 10 improving OMB's ability to address cross-<:utting issues=the turf <:Ollsciousness of many staff and the duplication that occur in the crass-<:uts run 

'There ate ooubte 6.oeptIQOS ·for!'\Wo lut;c~: ~ibaity fQT USDA's progm;ns are 
spn:d among thrDe divisions CNR.t:l. HRD. and lAD). ADd HHS ~~ spto.d ~ two division; (HI> 
....,HJU». 
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"'," . , by stiJ:[f who do not have examini.,g responsibilities. 

One (Xmcem raised by examiners is that cross-cuts usually reswt only in increased' 
expenditures rather than d=sed resources or more efficient spending. Another concern is 
the amount of time ",,!"ired by cross-;;utS - whether they ~ in-<lepth analyses to aid budget 
and p<>Jicy decision-making or the simple 'trncldng' that is often don. after budget decisions 
have been made, to discover how much has been requested in a c:ross-cutting as<a. 

To facilitare more ineaningfuJ cross-cutting analyses, we will choose cross-cutti.'g ­
'themos' for the budget early in the process (perltaps as early as March) and communicare 
these themes to agencies by the beginning of their internal budget proc.esses. We will ask 
that agency budget requests retIeet their roles in these "",..-cutting p<>Jicy areas. 

- We will also asl: the PADs to-reach agrtemelits with the agencies on p<>llcy issues or 
hyp<>theses to be explored, a timerable, sWf assignments. and the deg.... to which decisions 
made in the cross-cul will bind agency budget requests in the f>ll. OMB. agency, and other 
EOP officialswill meet in the f>ll tD review the inler.lgency anaIysis.and maI:e 
recommendations for Presidenti.al review. The agencies and OMB would then stan work on 
the oversight process for croSS-<:u1 policies. including strategies for enactment of necessary 
appropriations or authorizations, implementation, evaluation, and periodic reassessment of 
progress and problems. The nattu:al cernclusio. to the process is that the prinu.! Budget 
nanatives will be lar:gely organired around cross-eutting themes that were pan of the budget 

i " process.
':':::.:"'; .." 	 ­."' . 


In. the F'l 1995 Budger process we began • condensed version of this process, with 

mixed results. We Will be able to build upon much of wluU we learned as we begin this 

cross-cutting proeess early this year in preparation for the FY 1996 Budget. 


Conducting More Long-Tenn, Mid-Range Analyses 

OMB has the sWf e:o:pertise to do "mid-range" analyses but the pressure of immediate 
requirements makes this t)Ipe of wod: of'.t:lI a second priority. We want sWf to spend more 
time on sucll analyses. Thls longer-term perspective should be reflecu.l in several arenas: 

(1) 	 multi-year budget planrjng; that· is, more focus on long.term cost and 
ImplicatiOns of p<>licy decisions (beyond the five-year horizon); 

(2) 	 _more attention to p<>tential economic, budgetary, and institutional problems 
that are looming on the horizon; and 

; 

(3) 	 more analyses of policy or program issues that can aid ;n policy developmeiu 
for the Presidency. 

We lIlso intend to use oti /we sWf teams from different pans of OMB to deal with 

II 	 '. 
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_ ",", 	 eross-cutting and longer-term analytic isrues - teams thaI will junior as well as more ,senior 
staff. 

In~ Agency Involvement inth. Budget Process 

We thlnk that the Management and Budget Reviews represented a good first step in 
systematizing a new and improved relationship betw= OMS and the agencies. We also 
}mow that =in OMS divisions bave been invited to sit in with agencies as they go through 
their own into:rnal budget pn:><:>:Sses. . These practices have opened communications and 
information-sharing QObetwet:n OMS and·the agencies, which in tum contributes to a morc 
cooperative relationship and in bringing issues .to the table much earlier in the process. 

OMS', improved working relationships with agencies should also be expanded to 
include cross-cutting issues (. process also begun with the FY 1995 Budget) to enhance 
coordination of theit budget requestS. To enhance interagency coordination, we want OMB 
to be more proactive in working with the agencies to'identify cross-cutting themes for the 
Budget. 

Improviug Strategic Policy Thinking and P.Ucymaking 

Anoth.". issue is how OMB can improve itsdeclsion-maldng proeesses to parallel . 
more closely those in Congress, and how it can more effectively make the = for an 
Administration's policies. While we.wouldn't want to organize OMS along Ibe lines of the 
commiuees in Congress, we do want to be more strategic in the way we,prepare the Budget. 

We al,o want to do a better job of anticipating how the COngressional committee 
structure lead" to policy tI3deoffs mad. during the COngressioruJl budget process. OMS does 
not now systematically anticipate these tradeoffs, particularly with respect to the 
appropriation subcommitteeS that include a zange of programs. For example, in the 
VAIHUD subcommittee vet=' programs, space, aeronautics, basic researi:h, disaster 
assistance,. community and economic development. environmental programs, and others 
compete for resources. 

Therefore. in advance of passbaek or Presidential review of OMS decisions, we want 
to conduct in~>mal budget reviews based on appropriation subcommitteeS to give policy 
officials a better sense of what the tI3deoffs are and to parallel processes in Congress. W • 
. will ask the Budget R.eview and Concepts Division (BRCD) to do periodic rack-ups of . 
agency requests and tentative decisions by subcommittee jurisdictions. 

OMS's Interaction With Congress 

Another a,;pe<t of this issue is how career staff can help carry OUI an Administtation' s 
pelicies, OMS:s traditionalists argue that career staff should noi visibly help enact a 
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,",: ~ . . " President's policy proposals to avoid hurting (some would say hurt further) OMS's repuwio. 
c • " for "neutral competence." Others think OMS must play this role, arguing that more fn:qucnt 

oommunication with Congress will moderate the negative images held of OMS and improve 
the policy process, 

Most "lll"" that == staff should provide information or technical assistance to Hill 
staff on an Administration's policies. Advocacy. however., is the other extreme and most 
== staff ag= that this is inappropriate. However. there are gradations of behavior 
within these extremes and different divisions within OMS have diffetent openting styles in 
this regard. 

We ""'0 to <OgTee that OMB == staff can actively support enactment of a 
President's agends without l>eeoming ·politicized,· Staff should be able to e!<plain an 
Administration'$ policies. but should not get into the business of maldng deals or trades on 
poliey issues or legislation, The latter are clearly the domain of those appointed by a 

, President to represent an Administration. 

To make OMB staff internction with the Hill more consistent across dlVisions and to 
ensure that new staff are aware of the "rules of engagement,' we will ask OMS's General 
Counsel (Gq. Administration Office (AO) and Legislative Affairs (LA) to provide guidance 
to OMS earee,r staff on appropnate inter.1ctions with the Hill. (See the attached three chw 
depicting better processes for better outcomes) 

ro. IMPROVJNG THE OMB WORK ENVlRONMENJ' 

Over the past year. we have learned that OMS takes enormous pride in being an 
organization thai demands a great deal of its staff. A recurring theme in many of the OMS 
2000 interviews is that those demands have created an unfriendly work environment, 
especially for staff with flImiIy responsibilities, Staff observations tend to fall into three 
categories: (I) that the deinands of the work are often needlessly I>urdensotne and 
unreasonable; (2) that mif is often uninformed of what is going on, wi,ththe result that they 
are nOt as effective as they could otherwise be; and (3) that personnel management is roo 
often an afterthought and staff is at the mercy of managen who are generally unskilled in 
basic supervi:'~on_ ' 

The prevailing experience here is that it is more difficult fOI individuals with family 
responsibilities to meet the demands of a seniOI position at OMS. This severely UmitS ' 
prospects for women and, in an era where men are. increasingly assuming parenting duties, 
for men as well. Data show. wide disparity (especially between budget and non-budget 
divisions) in the peroentage of senior. non-SES men and WOmen. That may be·attributable to 
the perception that the work schedule is particularly onerous and unpredictable on the budget 

. ,. " side and thus less suitable for persons with Substmtial family responsibilities (espocialJy those 
i 
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with youog children). 

While th""" coneems are dismissed by some as the "griping" heard in most healthy, 
hard·warl:ing organizations or the fIustrnlions of staff who take great pride in thcir weIl< and 
thus can never do enough, then: exists a gene!2l consensus that Ollm's staff assill"ments and 
personnel policies can be made more "f3miIy friendly." Of course, those who work at OMB 
have made an explicit choice. There are easier places to make a living, and the OMB work 
environment is hardly a secret. OMB staff trade the greater demands of this woIl<1>I= for 
the opportunity tx>.influ""ce public policies in ways not available to the same extent _ 
elsewhere. Nevertheless, we believe there are ways 10 make the work environment more 
friendly while not compromising the quality and responsiveness that are OMB', hallmarl<. 

Here are s1eps we will take to improve the wcd: environment at Ollm, addressing the 
broad range of con=ns taised in the staff interviews, e-mail to Ollm 2000, and by the 
Steering Commia.e: 

Managing the Workload 

We need to be more aware of the workload 10 manage it effectively. Therefore, we 
plan 11) reinsta.te the prac!lce of having the Asshaant Director for Budget report at each 
Friday staff meeting on BDRs. In addition, we want other information requests that go to 
multiple divisions to be reported each Friday - whelller these requests origir.ate from the . 
Director'S Ofiice, the Office of Economic Policy, or other OMB offices. We also want the 
PADs and DADs to raise question, at Friday meetings about any work orders that they think 

. are unnecessary or too elaborate. 

Although compensatorY time, flexi-time, alternative work schedules, and job sharing 
may have limHed application given the "always at the ready" mode of operaIion here, they 
have been suecessful in limited circumstances in helping staff without reducing productivity. 
We tltink these policies ate inextricably tied to the workload issues, and _ tltink they are 
worth exploring. Therefore, we have asked the AO to convene a working group to report in 
90 days on the expanded use of these techniques in OMB. "W. want managers to be 
instructed in the use of these t<:chniques and encouraged to use them in selected cases, and 
the criteria and procedures should be documented ano distributed to all OMS staff.
'. . 

Improving Communication 

We prefer that both senior and juDior career staff be incleded in meetings with policy 
officials on maners in their areas of responsibility. except where there is a legitima!e need to 
limit attendanoe. The presumption in all cases should be that junior staff will attend . 
meetings in the Old Executive Office Building; DADs and branch chiefs should hring Illoir 
analysts to these meetings unless otherwise instructed. 

Two ideas in Illis area were suggested,by staff through the OMS 2000 process and 
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!>ave l>een c:uried out already. The ftnt was IIlat the names of staff· who work on • 


;;:..:.•...• • d who 
...........;.i particuLtr ~~o.~analch}'Sis ~~~A~() i~~•.~hiDC:> has ~pedOffiu, ~uld

has exp<11lSe 111 wm areas. ..= ,.....,.~ l~ was U.= U~ trector s ce ~o lSSue • 
sum!llal)' of Friday senio:r stair meetings. so all staff knows which issues are most imporuu>t 
in the near and long-term. W. hope that the DADs report to their bxanch chiefs even more 
detailed inrormation, as appropriate. than cmllained in the summary we prepare weekly. 

To provide OMS staff with oq:anized opportuiUues for presentations by ou!Side 
speakers, and to provide some tnanagerial experience to those in the SES candidate .' 
development program. we will ask the AO to assign to eacb of the members of the SES 
candidate development program one or more jlUljOf S!1l!f. As. developmental part·time f .
assignment, these staffers will be tasked witll planning and conducting at least semi·monthly I 
OMS font. to inelude presentations by ou!Side speaJc= and by OMS staff on current issues 
li.i;ely to be of broad eo.cern. 	 . 

Improving Mall:igerial SIWIs and PersOlIlIei Policies 

We want to establish an OMS training group to conduet seminars and workshops on a 
curriculum to be developed by them 1M to inelude: baltic supeMsion; personnel evaluation 
and counseUng; worldng with and integlaling sopport staff in • changing office environment; 
and conflict resolution. The training group sh<>uld consist of a cross-section of OMB staff,

··:h., assigned as a collateral duty; on a rotating basis and should also.be responsible for keeping, 
". 'i" , current catalogue of and evaluating ou!Side training == thaI might be useful for OMS 

.' '.' staif. 
i ••:':',/:' 

We ~<lnt to provide a mechanism. modeled on courseTmsttuctor evaluations submitted 
by students aile! other private sector company practices, for staif (professional and support) to 
evaluate their supervisors and suggest how they can improve oommunications and operations. 

As we implement OMB 2000, we plan to establish two new positions in OMB's 
Administration Office to be responsible for career tnanagement and Equal Employment 
Opportunity (EEO): 

o 	 Part of the function of the = management staff will be to counsel with each 
supervisor at least annually on hlslher group's human resoun:es plan (mcluding 
recruiting. job oowtseUng and skills development planned for each individual). 
Career development should be considered broadly to include intra-OMS and ageney 
rotations. participation in professjonaJ o'llanizations, and site visits as weU as formal 
tnUnlng eout"Se$. We want the career development staff in AO to help us conduCt an 
annual, eomprellensive review of the entire SES corps, to include recommendations 
for rolll1ions, other development. and job oounse1ing. 

o 	 The principal duties of the EllO staff person wiU include: (1) developing an 
a"ogn:ssive recruiting program ~ at increasing the pool of minority and woman 
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appliCants for all position levels; (2) working with individual supervisors with 
vacancies before (especially mid- and senior-level) jobs are posted, to devise an 
outreach progxam to .,,~ minority and woman applicanl$, including 'recruiting 
more agency staff and work·fo"", ."...,trants (e,g., IIlOthen with older children); and. 
(3) conducting a continuing series of scmi.naIS and workshops on EEO-related issues 
such as preventing .e,,,!3l hazassmenl and managing in a multi-eultural environment. 

Support Staff .., .. 
Many of the OMB 2000 interview> and the work of the Sopport Staff Team revealed 

to us substantial job di=tisfaoUon among support staff as well as some dissatisfaotion among 
professional staff with the type and level of sopport provided. Some divisions have 100 many 
support staff; others have too few. On the whole, we do nol make as efficien, ,use of our 
suppon resources as we should. 

Therefore, we will ask the AO to conduct within 90 days an an.alysis of the 
requirements of the suppon staff en¥:ironment, establish performance standards for use of 
=t equipment, identify needed support staff training, and, where appropriate, prepare 
new job and grade descriptions. . 

We also want to encoll"". a broader rethinking on the use of support staff to include 
centr:aliring tht: reception and records management function at the division level; requiring 
staff to answer their own phones and use voice mail; and e>.plicitly recognizing (and 
reviewing their oompensation) that the senior support pe:rson in a division is an office 
manager responsible fur divisi~ administrative operations.M The Management Committee 
will work with the'divisions to implement these changes. 

To begin.to ratioiWize the dis:ribution of support ~ among OMB's offiCes, w. 
will establish a c1erieal'professional staff ratio of 1:5 n. 1:3.& today (not counting budget 
assistantS as clerical). W. will a]"" require that cJerieal vaaincies be filled from within until 
the number of clerical positions reaches the new ceiling, which i. essentially a oontinuation 
of curren' practice. 

Management Commit!"" 

OMB has no permanent groop of career staff, representing professional and support 
staff, SES and non-SES, to advise us on inten!3l management issues. Yet these are precisely 
the people who have the most interest in the subject, the most e>.perience in successes and 
failures in dealing with the iS$UCS, and the most to gain or Jose from good or had OMB . 
management practices. The exlstinginternal OMS committees do their jobs but are'confined 
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10 cel1ain acthities, not to advise us On intern3!. management as a whole.' 

OMB's internal management. its policies and procedures regarding personnel, 
OIgalIizaIion. hiring, staff, etc., are ultimately the responsibility of OMB's political 
Iead=bip. Of ~ty, hGWe'o'et, internal management must be of lower priority than the 
policy, program, and 1>udget issues on which the ~dent needs our assistance. By the time 
we can learn enougb about OMB's organization, personnel, and culture II> understand fuUy 
many jntemal management issues, the opporrunity II> resolve those issues has possed. 

Therefore, we will establJsh a Management Committee consisting of two noo_ 
staff, five == SES managers, two non-SES professional staff, and one suppon staff II> 
advise the Director on all internal management issueS. The Director will appoint the chair of 
the Management Committee, and 1>otb Deputy Directors will be ex-<>fficio members. The 
Management Committee will provide us with advice On internal management issues and be a 
sounding 1>oard for our own proposals. It will also provide guidance for and assistance 10 
AO, which will continue to be responsible for the administrative opeoations of OMB. The 
Assistant Director for Administration will be a member of the Committee. In addition, any 
member of the Ditector's immediate staff who has major administrative responsibilities will 
also be a member. It will serve as an institutional memory on internal management and as 
the permanent gn;up in OMB coneemed with the continuing need 10 Jceep "reinventing" 
ourselves as an effective institution. 

. '. '.­

IV. AGRNCY-OMB RELATIONS 

We recognize that respect, courtesy, and professional conduct are essential 10 the 
productive working relationShips betWeen agency and OMB staff that enable OMB to serve 
the President effectively. We alsO """,gnize that even when all three elements are in place, 
agency-OMB relations may sometimes be stmined due to the inherent nature of these 
institutional relationships. OMB staff arefrequenUy in the position of critically questioning 
agency proposals, Such questioning is often uncomfortable for both parties, especially when 
the questions are designed 10 show whether a program or plan is effective or ineffective. 

We recognize that critical analysis and questioning of a"oency programs, priorities, 
and management is =tr3l to the work we do 'for the Presidency. At the same time, we also 
think that OMB can more effectively serve the ~dency by improving ageney-OMB 
relaJjons. . 

~ b.eeutivc 'R~ Soad RViC'l"t tM hi.ria;. promotion. .m tnmsf"er of SEs $dff; the 
~R.~ 'SoI.nt ~ teeOlM""'cdatiom f(;r 5ES boouses for !.he Diredor, ~~ . .""' , Advisory .Boc::td make; ~.riOIlS reg,Uding ~.SES .stAff". 
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One of the most important new practices th.at win improve agenC)'-OMB relations is 
earlier and more ""tcnsive agenC)' involvement in the budget process. The FY 1995 budget 
process was designed to engage the agencies subst4n1ively aniI jointly in finding creative 
ways to craft • Budget th.at reflecl$the President's priorities. We bepe th.at the new 
coll:aberative process has communica!ed clearly to OMB staff that we care about and intend 
to =k agency views on poliC)'. lnde<!d, we have already heard selected agenC)' reports that 
this new effurt has improved relations significaritly since it began last year. 

, 
Additional measures will also help improve agenC)'..QMB relations. Therefore,~, 

addition to the new budget process now underway, we want to implement the following new 
practices: 

(Il require petformanee evaluatiQlls (critical job elements and petformance 
standards) for examiners/analysts, branch chiefs, and DADs who have contact 
with agencies, to include an additionil element on maintaining good relations 
with agencies; 	 . 

(2) 	 deny promotions, bonuses, and .""uds to staff who are consistently the subjeet 
of valid ligenC)' complalnts (and ultimalcly ask some to leave OMB); 

(3) 	 place greater emphasis on .geJlC)' or anoilier form of operating ""penon"" as a 
prerequisite to selection for senior OMB positions; 

(4) 	 establish an annual workshop on -how to work \\itb agencies" that will 
identify and encourage replJcation of "best practices"; 

(5) 	 Conduct annual meetings between OMB and ageJlC)' staff to assess relations (as 
part of the'more comprehensive and mandatory training curriculums we 
propose); 

(6) 	 establish aget1C)'-OMB staff exc!lange programs to broaden each's 
understanding of the other's roles; and 

(7) 	 es1al>lish electronic mail connections between the agencies and OMB to speed 
communications (now underway). . 

V. REDUCING OR ELlMINATlNG LOW PRIORITY WORK 

A common complaint among OMB staff is that they do not have enough time to do 
in-depth aualysisbecause they "'" ovClWhe1med with less important. near·term'WOrk 
assignments, all with light,deadlines. One way to allow staff more time for aualytical and 
anticipatory work is to eliminate or reduce ee1Uin current responsibilities. 

IS 
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The Steering Committee offered' up many options on this. topic, many of which would 

have tIb:n mm out of the job of reviewing small progrnms, minor rules, and other items. 
With the exception of certain rules and paperworks (which have bee. dealt with in the new 
Executive Order). we are gener..ny uncomforta!>le with the idea of giving up un.ilatcrally 
OMB's review authority. Many of the comments we read stressed that OMB's strength lies 
in its ability to proviile the Presidency with a strong centml review and ooon:Ji!lation of 
Admi.nistration policies. To some extent, we now shan: some of that ~sibility with 
other White House organizations - such as the National Economic Council (NEC) - but we 
are still the primary reviewers of agency budget and legislative proposals. ' 

Cornspondeuce 

While it would be optimal to respond to each and every letter from the pablic with 
in-4epth responses, OMB simply does not have Ibe resources available to do so. Instead, 
OMB divisions should only prepare respOnses to letters from Members of Congress. 
Governors, those referred by the White House and those the Director has specifically 
requested be responded 10. Most other oorrespondence should be either answered by form 
letters or referred 10 agencies for their direct reply. This has be<:ome currenl policy, and the 
Steering Committee r=mended that it be contiouod. We agree.. 

Circulars 

, The Steering Committee recommended that OMB publish only those Circulars 
essential to OMB responsibilities. A complete review of aI,1 circJla!; will be conduCted 
under the direction of the Deputy DIrector for Man:agement. A determination will be made 
'after this review on the need for elimination or transfer to an appropri.ale agency. 

Legislation 

The Ste<:ring Committee recommended that all enrolled bill memos should contain 
only concise summaries of the major provisions of enacted legislation. This has been the 
general practice in tile last few years and should be contioUed. Also, LRD should publicize 
regularly fD staff. and especially to new 'employees, the exl=ce of information il has 
available 'on the history of bills and previous positions and how stiff may gain access to that 
information and avoid unnecessary research. ' 

Catalogue or Federal nomestk Assistance 

Many OMB staff would like to eliminate OMB review of tile Catalogue of Federal 
Domestic Assistance {CAM). The Steering Committee tilought this was clearly low-priority 
because OMB's role is only to check the facts. This rmses the i= of whether removing an 
OMB review would lead 10 so many errors that the document would lose a good dt:3l of its 
value 10 the Congress and the public. We will ask GSA fD do a tally of OMB changes 10 the 
agency CFDA materials. If il rums out thafOMB does catcl! a significant number of errors, 
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.. 
and Ihe::e seems to be no other way to get agencies to do such routine work aceuratcly, we 

','. - .\ willl:eep this responsibilitY. Ifwe don't add significant value to this document, we 
shouldn't spend time reviewing it. 

VI. IMPLEl\1ENTATION 

Schedule 

March 1 Anno"n" decisions on OMll 2000 through staff meeting, 
handouts. newsletter artiele. press release. 

March 1 - March 22 AO discussions with staff reassigned to new areas. 

April 1 Staff notified of reassignments. 

Early April Beginning of intensive staff t::l!ining 
sessions on functioning in: the new ~tion_ 

May 1 Begin office moves. 

.' '..' ",

.;:}i Pro<:<ss 

To ensure that the process ;s fair to all staff, we bave asked !he AssiStant Dircc,tor for 
Administration to spearhead the reassignment effon. He and his staff will assess the 
particular needs of each new RMO, as well as the sltiIls of those to be =igned. Where 
possible, the preferences of individual staff members will also be taken inm account. This 
does not mean, however, thaI staff will be allowed to make their own assignments through 

. discussions with potential supervisors. OPM bas given us guidailoe on oonducting this 
process SO it is fuir to all co=ed ""d we intend to use a sttaight-forward. objeedve and 
open process during this trnnsition. . 

. , 

vn. A FINAL WORD 

Ifwe. have explained tbe changes in sufficient detail, it is probably clear that our 
institution is going to be substantially modified in the next few months as staff assume their 
new assignments and as the RMOs gear up for their new responsibilities. As we considered 
the Committee's recommendations, we gave great weight to the disruption these changes 
might cause in the short term. After weighing the short-term disruption against the long­

. ,
. I 
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.<', term gains in e·ffectivenoss and productiVity, we have opIed for the bolder - and admit1edly 

'( " more painful -- coone. 


·:f:~:.~,;~<Y , . 
At Ibe ,;arne time, we have tried to construct a process for change that minimi:zes the 

short-term costs. We will hold special sessions with the DADs, branch chiefs, and with 
every PAD-equivalent area in OMB. We win =rrect the.OMB 2000 e-mail address to· 
receive comments or suggestions on how to mal:e the change process run more smoothly or 
10 improve the conll:nl of the changes we are makmg. If, as we proceed with these changes, 
you see opportunities we have missed 10 minimize disruption, please advance them to the 
OMB 2000 e-mail address. 

We think this is an ""citing time for OMB. The challenge of integrating management 
and budget will require t~e full coopernlion of every person work:ing at OMB, but the 

, rewards will be gre3l. We have a real opportunity to help make the government more 

efficient and effective and provide better services to citirens over time through this 

integration. We know you wilI:accept this challenge,... as you always have - and help us in 

makmg OMB wad: better to serve the Presidency. . 


•, 
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Background 


In contrast to 'our 1989 general management review of OMBlt this review 
focused on a specific reorgani2ation initiati .... As agreed with your offices, 
our review was descriptive rather than evaluative in nature because, at the 
time we started our review, it was too early to evaluate this complex and 
significant reorgani2ation of OMB: Mnreover, it was very difficult to ' 
separate the influence ofom 2000 from concurrent management reform . 
initiatives, such as the Government Performance and Results Act of 1993 
COP""'), or other components ofNPlt We did our work in Washlngton, D.C., 
from November 1994 through July 1995 in "";,,,rdance with generally 
accepted government auditing standaJ:ds. 'Appendix I provides addiootial 
details on our objectives, scope, and methodology. 

We provided a drnft of this report to the Director ofOMS for her review and 
comment on November 28, 1995. OMS'S comments are presented and 
evaluated on page 28 ofthis report, and a copy of OMB'S cOrrunents is in 
appendixV. 

"'" . 

Management and budget i.ssl.tes have long competed for attention and 
resources within the Executive Office of the President, with management 
concerns commonly subordinated to the exigencies of the budget proces' ') 
During the past 50 yo_ a number ofpresidential advisory groups have c' 

re<:omrnended changes designed to strengthen the Office's centrnl 
nilInagoment leadezship. In response to the reeommendatiollS of one of 
these groups, the Bureau of the Budget was reorganized in 1970 and 
renamed 0Mll, thereby signaling the intent to beigbtEn the management 
focus in the agency. However, the creation ofOMB did not produce an 
institutionalized capacity for govemmentwide management leadership, 
OM.a'S budget role continued to dominate management responsibillde~ and 
Its capacity to provide management direct:lon for the executive branch 
remained a persistent concern. Observers have debated how to best 
ensure that management issueS are not overwhelmed by budgeting 
preSsures. Some observers have advocated integrating the two functions t 

while others have proposed the creation ofdedicated offices, or even a 
separate agency to provide governmentwide management leadership. 

3GPRA req~ agencies to develop m:n.egic plans, obtaln Input on ddired goals from key 
'­stakeholders, and..measure &lid report ~ toward It(:hieving: rhose goals. 

) 
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Previous OMB reorganizations have reflected these different pOints ofview, 
"aIternatitlg between integrating management into the budget review 
process and creating separate management o!!lces. Proponents of 
'integrating management into the budget review process believed doing so 
.could increase the attention both OMB examiners and a.g~cles give to 
.manar"tem;issues by linldng these issues to budgetary consequences. 
However, budget issues have tended over time to squeeze out rn.anagement 
Issuesand erode attempts to dedicate specific resources to nuuilIgemenL 
On the other hand, proponents ofcreating separate management o!!Ices 
believed the separman ofmanagement and budget functions could help 
ensure a consistent level ofattention to specific ltUiI"lagement issues. 
However, these o!!lces may h.ave marginal impact in leading changes at the 
agencies without the influence ofpotential budgetary consequences. 

, Our 1989 report on 0"" OXJ1mined the agency's repeated reorgani2ations 
and management improvement efforts and concluded that OMB had bEen 
unable to coordinate its management and budget functions effectively and 
badnot estahlished a stable management capacity. W. found that OMll'S 
short-term, budget-driven focus often made it difficult for the agency to 
address long-tenn management problems. We .recommended that Qlffi 

{l} estahlish a systemadc process witlUn the annual budget cycle for 
identif,ying and overseeing agency progress on key m.anagement issues, 
(2) give budget divisions the responsibility and resources to eve"'•• 
agency implementation ofm.anagement policy, (3) improve coordina.tion 
between management and budget staff, and (4) consider creating the 

pOSition of Deputy Directorfor Management (DOM). 


Congress bas used its legislative power for the past two decades to help 
direct QMB's govenunentwide management leadership. For example. the , 
Federal Manage", Financial Integrity Act of1982 required 0,," to help 
_fish guidelines agencies could use to evaluate their internal control 
systems.Totncreaseattention to certain management problems, Congress 
created three separate statuto'1' ollices in 0,", focused on specific 
management are ..., the Office ofFederal Financial Management (Oml) to 
guide the establishment ofsystems and contiols needed for agencies' 
financial rnanagem.n~ the Office of Federal Procurement Pollcy (O".p) to 
provide overall direction for executive agencies· procurement policies, 
reguW:lons. atul procedures; and the O!!lce ofInformation and Regul:lto'1' 
,	AffaIr.s (01RA) to d!reet and over.see agencies' management of information 
resources and reduction of unnecessary paperwork. In addition, in the 
Chief Financial O!!lc"", Act of 1900, Congress established the OOM position 
to strengthen federal manag"",ent in general In 1993, Congress also 

Pq-e3 



--

Results in Brief 


8·260096 

required 0... to lead the implementation of GPRA, which W1lS designed to 
improve the e!!iclency and effectiveness of federal prognuns by 
establlshing in each agency a system fur setting goals for program 
perioIlTlimce and measuring results. Congress did not create a separate 
o!!ice in OMB for GPRA, but OMB initially plac1!d responsibility for that· 
function in its General Management Division, where responsibility for 
other govemmentwide management initiatives was housed. 

OMB 200{} created a new organizational structure for the agency by 
reorganizing and replacing OMn'S former budget program areas with Jive 
Resource Management Offices ("'<0) staffed by employees reassigned to 
new program exam.iner positions. The RliOS were assigned integrated 
responsibilities fur examining agency managemen~ budget, and polley 
issues, In general, the agency-speclf!c overalght responsibilities of the 
three ststutory o!!ices were shifted to the ..""'" but 0... decided to retain 
responsibility for developing go~rrunentwide management policies in the: 

statutory offices. OMB's General Management Division was eliminated. .


<:;' ,. , 

Our review ofbudget documents and interviews with OMB staff indicated 

,that there was greater attention to agency management issues in the fiscal 
 ) 
year 1996 budget process (after OMB 2000 was implemented) than in the 
ful<:al year 1995 process. A greatervariety of management issues was 
presented in more depth in the ful<:al year 1996 budget documents than in 
the previous year's documents. These results reflected the clear 
commitment of OMS'S top of'fidals to ensure the treatment of management 

. issues in the budget cycle. 

Although R>!O staffsaid that budget examiners had looked at agency 
management issues before OMS 2000, they said that after the reorganization 
more attention was given to particular management issues by the RMQS, 

speclf!caIly the IiscaI year 1996 budget initiatives on agencies' streamlining" 

plans and use of perfonnance information. They also said that OMU and 

agencies were more likely to take action on man.agement issues when they 

were associated. with the budget. However, some RMO staff said that the 

expansion of their responsibilities ralsed concerns that sbort·tenn budget 
pressures could limit their examination of long..,term management issues. 
Some program examiners also said they did not run.. and could not easily 
locate the expertiss needed to eddress certain management issues for 
which they were responsible. However, despite these concerns about its 
initial implementation, OMU staffgenerally had a positive View ofOMU 2000. 

-
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Changes in OMB's 
Organizational 
Structure, 
Responsibilities, and 
Staffing 

Only one budget cycle has beencompleted under this reorganization. 
'Therefore, some of1he problems experienced to date may be merely 
transitional in nature, and it remalns to b. seen whether the inIlial positive . 
results can be sustained over the longer tenn. Top OMB offic:lals have 
fostered greater attention to """"'llement issues in the budget, but our 
interviews revealed concerns over whether this focus has become 
institutionalized for the longer term. We believe that OMS needs to address 
1he longer term prospects for its capacity to provide central mahagement 
leadership. A1thongb 0,," inItially planned to evaluate OMS 2000 as a 
distinct management initiative, it now plans to assess more broadly its 
overnll effectiveness in formulating and implementing management ' 
policies for the government in response to GPBA requirements. In 
recognition of the continued key role Congress expects OMB to play in 
addressing federal management issues, and in recognition of the histoty of 
tension between the two concepts of (1) integratiog management and 
budget rexponsibillties and (2) segregatiog """"'llernent responsibilities to 

.prevent them from being overwhelmed by budget responsibilities, we· 
believe it is important that OMB understand how the reorganization has 
affected its capaCity for sustained management leadership. 

OMS 2000 altered OMB'S organizational Structure and the responsibilities of 
units within that structure. A1s a result ofOMB 2000, the R.\IDS were created 
and made responsible for all agency-speciflc reviews, and the statutoty 
offices continued to be respon51'ble for developing govenuuentwide policy. 
Each HMO consists of at least one division. with several branches in each 
division. OMB 2000 created new staff positions, moved staff'to different 
units within 1he new structure, and made other S!AI!lng changes. Overall, 
the RMOS were assigned about 26 percent more staff than the former 
budget program areas had, although OMB'S toral fiscal year 1994 S!AI!lng 
allocation (555 full-time equivalents) was unchanged. (App.lI shows OMIl'S 
S!AI!lng profile before and after OMB 2000.) 

Creation of the RMOs 


J 


OMB2000 created five !<Moo from five former budget program areas, whicb 
had exa:rniru!d agency budget requests and made funding . 
recommendations to OMB's Director. OMS 2000 redistributed some former 
budget program area assignments in order to balance the workload within 
and among RMoS:Before OMS 2000, OMS had separate management offi~es 
that examined agencies' implementation of 1lW18gement initiatives. OMB 
had a General Management Division prior to 0,,", 2000 that was 
responsible for1 among other.thin~ performance measurement" program 

-
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evaluation, and federal personnel and property management Issues. In 
addition, OM!! has tllree management-related o!!ices that were created by 
statute! OFFM, OFPP, and OlM. OMS reassigned staff from both the fanner 
budget program areas and the management o!!ices to the "ldOS to examine 
agencies' specific management, budget, and pollcy issues. Figure 1 shows 
OMll'S organization before oMll200Q. '. 
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FIgure 1: Office of Management and B~dget. Before OMS 2000 
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The National Security and lntematiorutl Affairs and the Natural Resources, . 
Energy, and Science budget program areas became "",os with comparable 
agency coverage. The Health budget program area became the Health and 
Personnel &MO and acqujred rcsponsibillt;y for the Department ofVeteran.s 
Affalts, the omc. of Personnel Management, the Exe<:Utivo Office of the 
President, and the Postal Seme.. Some of the Human Resources budget 
_amarea's examining responsibilities (sum as rcspo11Sibilit;y for the 
Depm:tment ofVeterans Affairs) were moved elsewhere. Coincident with 
these dumges, the HUman ResOurces budgetprogram area beearne an lWO. 

Final.Iy, the Economics and Government budget program area became the 
Gencrnl Government and Flrumce HMO, maintaining rcsponsibillt;yfor the 
Departments of Commerce, Justice, Housing and Urilan Development, 
Trnnsportation, and Treasury; and federal financial institutiOl1S; and 
adding rcsponslbilit;y for the General Serviees Administration. (The HMOS' 
organ.izational structure and examining responsibilities are illustrated in 
app. m in figs, m.1 through m,s.) Figure 2 shows OMB'S organization after._. 
OM!! 2000.'... i 
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