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Background
AGA’s NextWave 

Federal F inance 
Leadership Program 
(NFFLP) is a trans-
formative journey that empowers junior government 
executives and mid-level professionals to develop into the 
next generation of federal finance executives. Participants 
examine the efficiencies and effectiveness of current 
operations and tools and discuss actions to bring about 
transformative change. The program offers forward-
thinking individuals a platform to redefine the government 
finance function through collaborative cohort ideation, 
self-reflection exercises, and engagement with federal 
Chief Financial Officers (CFOs)/Deputy Chief Financial 
Officers (DCFOs). Participants are encouraged to 
challenge the status quo, reimagine the finance function, 
and prepare to advance government finance into the 
next generation of transformation, equipped with tools 
and leading practices to build the high performing teams 
needed for the task.

The 2023 NFFLP cohort applied a people-first perspective 
to envision four transformative outcomes: Optimized 
Workforce, Enabled Decision-making, Modernized 
Stakeholder Experience, and Efficient Stewardship. Six 
individual, functional organizational personas (Catalyst, 
Concierge, Oracle, Curator, Guardian and Steward) served 
to guide participants through numerous case studies 
throughout three program phases: 1) Better Me, 2) Better Us 
and 3) Better Working World. The cohort then conducted 
a transformation simulation, culminating in a four-team 
capstone business challenge:

Some public perceptions suggest the government 
lags in innovation. How can the finance function 
lead the way to a modern stakeholder experience 
(internal and external) and stimulate a culture of 
innovation. As finance executives, design a business 
case that showcases ways budget reform could 
advance innovation in government.

During the team project, participants worked closely 
with program mentors from the Senior Executive Service 
to gain leadership insights that reinforced lessons learned. 
Each team integrated their newfound knowledge and 
experience into a written report and offered an oral 
executive presentation of their business challenge 
solution. This paper highlights key observations and 
recommendations for transformational change from the 
four teams. 

Cohort Observations on  
the Current Budget Process

Each team fully recognized the gravity of budget 
formulation and execution processes, especially 
concerning the ability and capability of the finance 
function to advance change and build a modern 
stakeholder experience. Each team’s argument emerged 
according to the diversity of members’ gender, race, 
agency representation, familiarity with the budget 
process, and use of outcomes derived from both effective 
and ineffective budget formulation and execution. Team 
Participants were able to offer insights on the impact of 
this business case on them as employees, team members, 
agency colleagues and, most importantly, citizens 
who benefit from general government innovation. This 
collective appreciation helped them establish a baseline 
of understanding of the problem and quickly propose a 
viable path to implementation with short-, mid- and long-
range goals at the general agency and congressional 
levels. The approach took into consideration perspectives 
of urgency and long-range strategic planning, both 
requiring transformational thinking and leadership.  

Teams noted that the federal government promotes 
and supports a variety of innovations — to streamline 
processes and introduce emerging technologies, but 
agencies face challenges to get funding to implement 
their projects. One cause is inconsistency in the budget 
process, if one exists, across different component 
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agencies. Another is the lack of a clear path for program 
managers to secure funds to pursue innovative efforts. 
Standardization for incorporating innovation in federal 
budget formulation would help component agencies 
access the funds they need for innovation and also ease 
the process for professionals who formulate agency 
budgets. If budget formulators used specific tools for the 
process, as discussed by the cohort, program managers 
would gain the needed path to funding. Moreover, 
organizational culture strongly influences the budget 
formulation process. When leaders generally do not 
support added funds for innovation, component agency 
efforts to increase innovation budgets fail. But agency 
leadership would see value in a standardized process, 
which could result in an organizational culture that 
promotes innovation.

Cohort Team Analyses 
of a Futures View 

As a part of the NextWave leadership program, the 
2023 cohort learned about taking a “futures view” of digital 
transformation to clarify the desired operating model of 
the future and map a path from the current state to get 
there. For this capstone project, the cohort was asked 
to design an approach to advance innovation in the 
federal government through budget reform. As previously 
mentioned, the cohort was divided into four teams, each 
one analyzing best practices for budget reform and each 
taking a different approach to developing a futures view.

The 2023 NFFLP cohort applied a 
people-first perspective to envision 
four transformative outcomes: 
Optimized Workforce, Enabled 
Decision-making, Modernized 
Stakeholder Experience, and 
Efficient Stewardship.

AGA RESEARCH: Driving Innovation in Budget Formulation: 2023 NFFLP Cohort Capstone Report 5



Team 1 took a bold position, and it earned them the 
“Innovation Award” from program leadership. This team 
introduced a new way for CFO organizations to drive 
innovation and advancement in the federal government 
during the budget formulation process with the Innovation 
Optimization Tool (IOT). Implementing IOT in government 
delivers a common methodology to vet innovation 
proposals and employs the latest AI technologies to 
increase the likelihood of funding. It also allows agencies to 
promote innovative ideas to help the federal government 
advance initiatives that promote efficiency, cost-
savings, and new and improved services to taxpayers, 
and streamline existing processes. The team discussed 
specific tools and methodologies and outlined how they 
could help the finance function lead organizations in 
stimulating innovation. 

Team 1 designed the IOT to assess and improve 
potential innovation projects at the budget formulation 
stage. Inspired by the Department of Housing and Urban 
Development’s (HUD) Front-End Risk Assessment (FERA) 
tool, the IOT provided a structured framework for analyzing 
innovation proposals and assessing their likelihood of 
success. The IOT aims to utilize AI tools to build compelling 
business cases and budget proposals that have a higher 
probability of being funded. These AI technologies 
will employ large language models, such as ChatGPT, 
Microsoft 365 Copilot, or Google Bard; and generative 
AI, such as Google PaLM 2. Figure 1 illustrates how the 
IOT will be used by component agencies and agency 
leadership once implemented. The IOT is intentionally 
a low-barrier low-tech and relatively simple and 
inexpensive to implement. It will help agencies ascertain 

C O H O R T  M E M B E R S 

Tonya Hughes-Scruggs, U.S. Coast Guard 
Rehana Mohammed, Pandemic Response Accountability Committee  
Rahaf Kaylani, U.S. Department of Housing and Urban Development  
Erik Gabriel, Appalachian Regional Commission  
Kevin O’Brien, Internal Revenue Service

Team 1
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whether each operating unit is putting forward the best 
possible innovative ideas for funding consideration, 
and it can be developed through SharePoint or other 
applications the agency already uses to collect input 

from operating units. The IOT includes two capabilities: 
1) the Innovation Evaluator, depicted in Figure 2, to assess 
agency innovation proposals for funding, based on draft 
budgets; and 2) the Justification Evaluator to review 
draft justifications for innovations and suggest changes 
to increase probability of funding success, detailed in 
Figure 3. 

The team’s plan was to use a systematic approach 
to engage internal and external parties involved in an 
innovation to maintain their involvement and meet 
commitments. The internal stakeholders consisted of the 
agency component leadership, the agency or department 
CFO, and the program manager, who collectively 
possessed knowledge and understanding of the IOT’s 
relevance in measuring and assessing program budget 
activities and monitoring progress through qualitative 
data analytics. The external stakeholders from OMB’s 
budget examination team would secure the support of 
these critical partners for successful implementation. 
Key personnel with specialized experience to implement 
the IOT would also be needed, ranging from GS-12 to 
GS-14 level employees with expertise and knowledge of 

Figure 2. IOT Innovation Evaluator  
Detailed Processes

Figure 3. IOT Justification Evaluator Detailed Processes 
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existing programs and processes. The team estimated 
implementation costs at approximately $382K, based 
on the average working hours, and the pay scale of the 
midpoint of their grade over the lifecycle of the process, 
12-24 months.

Both operational and process risks may result from 
the IOT’s implementation — the former from lack of 
leadership support for its use and the necessary training 
to implement it in programs; the latter from differences 
in budget formulation processes among component 
agencies or a lack of processes. Another potential risk of IOT 
implementation is project cost overrun, which result from 
the component agency’s current and unique processes 
and its inability to adapt to the new tools. Implementation 
of the new process could require additional resources.

Futures View
Team 1 divided implementation into seven project 

stages, shown in Figure 4. The completion of each stage 
will be a major project milestone, and each stage will 
include multiple sub-milestones. The diagram also 
indicates the duration range for each stage and shows 
how the project phases could overlap and extend over two 
or more fiscal years. 

As an open source, technology agnostic, customizable, 
and configurable tool, the IOT will help agencies 
review and rate proposals and generate compelling 
justifications to increase the likelihood of their funding. 
The IOT incorporates risk factors, legal and regulatory 
requirements, policy directives, and the legislative climate 
in a complex, comprehensive model that Team 1 believes 
will revolutionize the way federal agencies plan for future 
innovation projects. With the finance function at the helm, 
resource management will be a key consideration from 
the beginning, increasing the likelihood of future success 
and cultural change. Team 1 suggests the IOT will change 
the way government does business and will position CFOs 
as leaders in the innovation space.

Jan
Oct Sep

JanOctApr JulAprJul

Monitoring

Development ImplementingTraining

TestingPlanning

Initiating

Figure 4. Project Phases
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Carla Batist, Federal Emergency Management Agency
Shay Bracey, National Institute of Food and Agriculture
Jayme Boruff, U.S. Army
Stephen Comer, New York Air National Guard

Innovative ideas and technologies are rapidly 
changing the world in which we live and affecting 
government, workplaces, schools and other aspects of 
everyday life. The federal budget cycle lacks the flexibility 
and agility to adapt to rapid changes needed to cultivate 
innovation. Many agencies are challenged to provide 
and sustain the innovative budgetary environment 
that is critical to the success of a transformative 
organization. Because the topic of budget reform is 
broad and complicated, Team 2 chose to approach 
the problem statement with simplicity. Also, since it is 
unlikely that any one agency can change the lengthy 
integrated budget process, the team focused on a 
solution they believe holds potential for adoption — an 
innovation performance reserve, carved from an agency 
appropriation and based on a percentage of the overall 
agency budget, with adjustments based on the scope of 
the initiatives to be funded. Initial implementation would 
leverage historical execution rates, using an agency 
specific risk-based formula application, and remove a 
percentage according to risk appetite to be earmarked 
for the performance reserve.

Team 2 approached the Futures View with a focus 
on agencies’ ability to adapt and implement innova-
tive strategies at the same rapid pace as technology 
develops. The desired outcomes included an optimized 
workforce, empowered decision-making, modernized 
stakeholder experience, and more efficient fiscal stew-
ardship. The availability of innovative software and tools, 
along with funding disbursed earlier in the normal cycle 
through the performance reserve concept, will elevate the 
workforce experience. The competitive advantage in the 
use of cutting edge financial management technology 
to navigate massive amounts of data will force multiply 
the federal worker to deliver sound decision support. 

A dashboard that displays in real time key performance 
indicators, like execution rates, forecasted expenses, and 
course-of-action modeling, will allow agencies to pivot 
more decisively to handle emerging requirements in a 
fast-paced environment. 

Team 2 considered outside forces that would impact 
the Future View:

	● Social — political opposition, public trust and 
confidence, special interests.

	● Technological — data quality and availability, 
system integration, data security.

	● Economic — budget challenges, return on 
investment (ROI).

	● Environmental — competition for resources, 
regulatory issues.

	● Political — legislative hurdles, bureaucracy, 
public opinion.

Team 2
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The external stakeholders Team 2 considered were 
Congress, the public, special interest groups, the 
Government Accountability Office and other evaluators. 
The journey to the Futures View would involve enacting new 
or modified legislation to support the infusion of a reserve 
fund into the budget cycle for appropriation. Regulators 
would need to clearly define the purpose, governance 

structure, criteria for allocation, and performance 
evaluation metrics. It would also require engagement with 
policymakers, including those who align with the vision of 
incorporating innovation into government budgeting. To 
begin this journey, Team 2 proposed one agency conduct 
a pilot or test to demonstrate proof of concept and ROI for 
greater public awareness, as shown in Figure 5.
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Nancy Glasgow, U.S. Army 
Nitin Mahabal, National Science Foundation
Randolph Singh, U.S. Courts
Jesse Strubert, U.S. Department of Energy
Jovandra Sanderlin, U.S. Environmental Protection Agency

Team 3
Team 3 began their business case approach with an 

opportunity statement: “The United States Government 
could have greater success in stimulating a culture 
of innovation to improve the lives of its citizenry by 
undergoing a series of budget reformations. These budget 
reformations, which over time, would afford agencies a 
greater ability to balance operations and maintenance 
along with quick investments in innovation. Budget 
reformation could change the culture of government, 
in general, and the government’s financiers could lead 
the way.”

Team 3 emphasized achievement of actionable 
results by compartmentalizing the use case into three 
time-bound phases — short-term (within 1 year), medium-
term (1-2 years), and long-term (2 or more years), then 
developed a journey map to showcase the impact of 
stakeholders and their persona types along each phase. 
Each phase further identified an appreciation of stages 
of readiness and participation. 

The team examined implementing agile development 
and modal contracting techniques to rapidly intro-
duce minimal viable products. Medium-term analysis 
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recognized modernizing internal budget practices would 
demand stakeholder support to leverage revolving fund 
accounts, as well as flexible appropriations author-
ities. Long-term and strategic planning investments 
would support work with Congress and appropriators 
to promote public engagement, predictive analysis 
for future budget requirements, and real-time budget 
and spend automations for investments in generative 
AI, robotic processes, and machine learning. The team 
further recommended Congressional budget reform from 
the 12 appropriation bills framework to the guidelines for 
Continuing Resolutions. Within each stage, Team 3 also 
identified outcomes they felt each stakeholder commu-
nity would accept and support, from citizens, industry, 
academia and media to government watchdog agencies 
and important bond rater communities. Such recognition 
would promote public trust and confidence in the trans-
formational investments. 

Team 3 conducted an ideation exercise to capture 
a Capability Vision of offerings and their subsequent 
prioritization. Each team member shared personal 
experiences as users of budgetary resources, participants 
in budget formulation, and support staff to budget 

execution, monitoring and controls. Through the diverse 
lenses and experiences, the team identified commonalities 
in their challenges and needs for enhanced services 
and offerings, and they projected desired capabilities 
into a capability bank from which they developed a 
Capability Prioritization Matrix. The team then mapped 
criticality to success against the effort to implement such 
transformational changes, as shown in Figure 6 on the 
previous page. 

Team 3 worked closely with their SES mentors to gauge 
appetite and readiness to absorb transformational 
changes as short-term, mid-term and long-term 
implementation goals, illustrated in Figure 7. They 
discussed cost and benefit categories to identify where 
investments would need to be made to achieve the 
transformation agenda, an exercise that revealed money 
would be needed not only in technologies and staffing, 
but also in operationalizing real-time data for informed 
decision-making. Team 3 predicted significant investment 
would be required in staff training, since many proposed 
benefits showed lack of efficiencies in audit, internal 
controls, and demonstrating transparency.
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Figure 7. Transformation Roadmap
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Develop a strategic roadmap to identify the highest priority initiatives to close the gap from where we are currently to where we need to be to seize future strategic initiatives.
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Team 3 suggested examples of social, technological, 
economic, environmental or political (STEEP) factors that 
could have an impact on budget reform and also advance 
government innovation. Because appreciation of STEEP 

factors could impact or influence adoption of innovation, 
the team proposed an actionable implementation 
roadmap of transformational initiatives, grouped by 
financial functions as shown in Figure 8.

Figure 8. Implementation Roadmap

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

FY+1 FY+3FY FY+2 FY+4

Q1 Q2 Q3 Q4

Budgeting
Innovation

Project 
Management 
Innovation

Accounting
Innovation

Acquisition
Innovation

Internal 
Controls 
Innovation

Data 
Management 
Innovation

Financial 
Reporting 
Innovation

Decision 
Support 
Innovation

Innovation to remove paper driven processes

Educating staff and transitioning 
to Agile methodologies

Innovation to facilitate agile development. Need contracting 
resources and vehicles to be nimble

Innovation to fully award and fund contracts to deliver products 
to market quickly

Innovations to allow for rapid acquisition processing

Innovation to proactively monitor controls rather 
than reactionary assessments

Innovations in FM systems to show how each fund balance is 
tied back to subsidiary and accounting ledgers automatically

Need flexibility in budget execution process to deliver innovative
solutions across the financial ecosystem such as RPAs

Innovation to help agency communicate to
congress their ability to bypass CR restrictions

Innovate the budgeting process by reducing 
data entry and leverage automation

Innovations needed in reporting,
dashboarding and to promote public trust

Desire to introduce innovation with AI and blockchain but need development funding 
all at once. Can not sustain starts and stops due to funding issues year over year



C O H O R T  M E M B E R S 

Shepherd Brown, National Aeronautics and Space Administration
Leroy Chester, Internal Revenue Service
Sonia Jolly, Internal Revenue Service
Charlie Lopez, U.S. Army
Joslyn Marshall, U.S. Department of Agriculture 

Team 4
Team 4 worked closely with their SES mentor to develop 

a holistic approach for government to benefit from driving 
innovation throughout CFO organizations by leveraging 
existing, more siloed initiatives, such as the President’s 
Management Agenda (PMA) and the CFO Council’s CFO 
of the Future Now, which began with this opportunity 
statement: 

“Consistent with PMA and CFO of the Future Now, 
converge siloed department innovation offices 
into a governmentwide effort to foster a culture 
of innovation by all (i.e., not just R&D or IT shops) 
while leveraging existing technology marketplaces, 
shared services, and pandemic lessons learned to 
modernize stakeholder experiences.”

The team then developed a six-initiative solution that 
proposes an SES sponsor for the Office of the CFO or similar 
financial organization who would drive innovation through 

the organizational culture by means of collaboration, 
centralization and dissemination of thoughts, tools and 
techniques. Ultimately this approach would yield more 
technological or innovative and allow the organization 
to operate more efficiently. To accomplish it, the team 
proposed budget reform focused on seed investments 
for innovation, reallocation of current innovation funds, 
designated budget resources at the agency and 
centralized government levels to drive cross-agency 
innovation, and an upskilled workforce able to implement 
innovative solutions.

The third and fourth initiatives in Team 4’s solution 
focused on building innovation offices (IOs) within each 
department to identify priority areas where automation 
could be introduced to optimize routine finance tasks, such 
as data entry, accounts payable, and procurement, by 
leveraging existing governmentwide solutions to enhance 
technology and innovation through shared services. 

2 MONTHS 6 MONTHS 1 YEAR 1.5 YEARS

FULL BUDGET REFORM
IMPLEMENTATION

CHANGE
MANAGEMENT

PROPOSAL AND
RESEARCH

We are here

Budget reform 
proposal formation 
and gathering of 
research/policy 
to support during 
strategic planning. 
Senior Executive 
Sponsorship

Seed investment for 
each innovation begins 
integration of the following: 
reallocation of innovation funds, 
designated budget resources for 
innovation both per agency and 
centralized, cross agency 
innovation workforces, workforce 
innovation skills gap assessment 
and remedy

Creation of 
Innovation 
Offices (IOs) 
within each 
agency; 
innovation 
teams will work 
as ambassadors 
to manage 
change

Execution of the budget reform with 
regards to innovation measurement 
and incentivization; refine as needed

FTE rotational detailees are expected 
to return to their departments to 
further encourage innovation 
mindsets, strategies, and networks

Future planning, changes and 
sequencing efforts will take place 
2+ years out

Leveraging existing centralized, cross-department technology marketplaces

Monitoring and Capturing via a database to track, and update employee skill sets, experiences, background, and personas

Figure 9. Team 4’s Implementation Timeline
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This model would include assembling teams of Full Time 
Equivalents (FTEs) from across government to collaborate 
on challenges and serve as innovation ambassadors within 
their own agencies. Moreover, the team recommended 
agencies formulate memorandums of understanding 
to allow FTEs to rotate through other agencies to learn 
innovative solutions and teach other agencies about their 
organizations’ innovations. The collaborative effort would 
help agencies develop governmentwide strategies and 
networks that leverage existing solutions for cost savings 
in organizations and the entire government.

For the final initiative in their solution, Team 4 focused 
on developing repositories, databases and tracking tools 
to capture information on innovations, employee skill 

sets, experiences and background to quickly identify 
best practices as well as current employees who are 
subject matter experts in specific challenge areas. They 
developed an implementation timeline, illustrated in 
Figure 9, which focused on incremental progress to foster 
change and established a change management process 
that included assembling IOs and directives for working 
closely with change ambassadors to manage culture 
shift and change by preparing, planning, implementing, 
monitoring and ultimately tracking the process and 
success of changes. Team 4 also discussed risks and 
mitigation strategies by using the STEEP factors presented 
in Figure 10.

Figure 10. Risk Mitigation According to STEEP Factors

STEEP Factor Potential Risk Mitigations

Social IF innovation efforts or projects fail to produce 
intended positive outcomes on time and/or  
within budget (i.e. failures), THEN innovation  
efforts will be stifled.

	● Capture data and document reasons why for case 
study use by future endeavors — failure, if lessons 
are learned/captured, is a necessary ingredient 
in an innovation/learning ecosystem or culture.

	● Obtain leadership buy-in; Identify/shape quick-win 
outcomes to gain early momentum.

Technological IF technology and innovation aren’t strongly 
linked to Department strategic goals, THEN there 
won’t be as much of a sense of urgency to drive 
change/reform.

	● Link PMA, 0MB, Treasury, GAO, and CFOC to  
Department strategy goals, at echelon.

	● Demonstrate ROI cost savings results from technology 
and innovation initiatives achieved though economies 
of scale (FMQSMOs, GMQSMOs, etc.)

Economic IF there is initial funding shortfall, THEN there  
won’t be initial and future funding for the  
innovation efforts.

	● Seed funding to start (examples FTEs for detail).

	● Economies of scale from governmentwide effort,  
ROI from efficient processes.

IF the innovations efforts are successful, there 
is a fear of job loss or job change for the 
employee(s) impacted.

	● Reskilling, upskilling and shifting resource skills.

	● Change management for employees and culture.

Environmental IF there is significant fear of calculated risk-taking 
inherent in innovation, THEN success rate may be 
low, resulting in fear of impact on performance 
reviews/promotions.

	● Culture of failure and change mindset for fail first, 
forward, and fast without repercussions.

Political IF there is lack of rank-and-file buy-in or belief  
in their leadership supporting/championing 
innovative efforts, THEN innovation efforts will 
be inhibited.

	● Designation of innovation officer/champion.

	● Training on innovation, creativity, fixed vs. growth 
mindsets.

	● Leadership listening sessions.

IF there is lack of leadership buy-in or belief that 
rank-and-file workforce can become innovative  
or meaningfully contribute toward innovation,  
THEN innovation efforts will be slowed.

	● Training on innovation, creativity, fixed vs. growth 
mindsets (Carol Dweck).
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Conclusion
The 2023 NextWave cohort expressed passionate belief 

in greater success in the federal government through a 
culture of innovation to improve the lives of all Americans. 
The cohort outlined several achievable goals for budget 
reform that could be implemented in a measured 
approach over time. The implementations would help 
agencies balance operations and maintenance along 
with investments in innovation. The goals include:

	● Transformational leaders who would introduce 
innovations to leverage the strategic better 
me, better us, and better world framework. With 
the finance function poised to lead the way in 
facilitating a modern stakeholder experience 
and culture of innovation, budget reform could 
change the general culture of government. 
 
 

	● Because of their role in the budget and funding 
process, CFOs have a critical role in encouraging 
innovation in government. They also have an 
opportunity to serve as leaders in the government 
innovation space. Innovative ideas are important, 
but no good idea can succeed without appropriate 
resources and funding to implement it. 

	● Change can be enacted at all levels of govern-
ment, though complete budget reform will take 
time. To find ways to deliver innovation dollars in 
a more timely and effective way to agencies, the 
cohort focused on lower level solutions that can 
be enacted expeditiously, such as the IOT, the 
innovation performance reserve, a methodology 
to demonstrate actionable results, and a collab-
orative departmental approach hinging on CFO 
involvement, seed money, innovation offices, and 
repositories to share best practices.
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Appendix
The solutions are based on the following persona perceptions applicable to the use case.

THE CURATOR: Any budget reform will trickle down to the curators of the organization. The finance and accounting 
teams must create efficiencies in the funding process and be able to report the data in a meaningful way. New funding 
methods may cause an initial learning curve for the curators, but they will be able to utilize best practices from other 
agencies that already use multi-year or no-year funding and tailor the finance functions to meet agency-specific needs. 
Any change in legislation will also come with new reporting requirements, so the curators must be agile and active in 
producing necessary reports.

THE STEWARD: The proposed shift will be welcomed by the steward, who makes sure funds are used efficiently across 
the organization. The steward would take change in stride and work to assist the organization in making better decisions 
about innovation. With greater flexibility in technology funding, the steward could make sure the necessary teams get 
the needed funding and that sufficient funding is available to manage the entire project. The steward keeps the project 
on schedule and within budget.

THE GUARDIAN: Several risks arise when implementing any changes, and the guardian can help manage them. The new 
technology developed by the changes can help the guardian identify potential risks and mitigate them. The technology 
can employ automation, analytics and monitoring to assist with compliance and flag any outliers in the data that should 
be reviewed. The guardian can also use industry best practices for technology that is already used in the private sector 
and adjust the enterprise risk management system within the agency as appropriate. As the government becomes a 
leader in innovation as part of its long-term goals, the guardian can advocate for technology and help others manage 
risk. 

THE CATALYST: The catalyst helps the agency manage necessary changes with a strategy for success. The catalyst will 
streamline the process, lead the changes in the organization, and strive to create a culture of change in which all offices 
within an agency are on board with any modifications. The catalyst can assemble and lead a “tiger team” to devise a 
strategic program and help the rest of the agency stay on track to meet goals. 

THE ORACLE: The oracle thrives in helping an agency make informed decisions. The oracle can use the data already 
captured at the agency to forecast projects and determine innovations that will work best for the agency. Analytics 
can help the oracle determine whether a project should be funded and estimate the best ROI for it. Changes in policy 
will lead to questions about various technologies, and the oracle can help determine which innovation would offer the 
greatest benefit to the organization. 

THE CONCIERGE: Myriad stakeholders, both internal and external, will be affected by proposed changes. The concierge 
can help address stakeholder concerns and assist with clear communication of the changes. The concierge acts as 
a promoter of the changes, helps convince stakeholders to engage in the process, collects feedback as needed from 
stakeholders, and promotes additional recommendations for future improvements. 

Figure 11 on the next page shows how the above personae are affected by change.
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Figure 11. Personae and the Impact of Change

Personae How They Are Affected by Change

The Curator

Excited to see innovation will be agile and able to adjust to changes in the agency 
and its needs and the political environment.

The Steward 

Delighted to support innovation, as it will allow the agency to optimize the use of 
funding received, measure the outcome of the innovation from funds received,  
and create fund requests with a higher approval rate. 

The Guardian

Initially skeptical but will come around when it is clear the automation in the 
innovation will reduce human bias in and improve information for decision-making.

The Catalyst

Excited to see the innovation used to execute strategic programs and maximize 
rapid realization of its value.

The Oracle

Pleased to see the development of a tool that will improve information for  
decision-making and serves as a creative approach to problem-solving.

The Concierge

Delighted to see a tool that will improve customer and stakeholders experiences 
with the formulation process.
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