
Department of 
Veterans Affairs Memorandum 

Date: 1 December 2025 

From: Assistant Secretary for Human Resources and Administration (006) 

Subj: Updated Department of Veterans Affairs Hiring Guidance (VIEWS 13474675) 

To: Under Secretaries, Assistant Secretaries, and Other Key Officials 

1. This memorandum codifies the Department of Veterans Affairs (VA) hiring approval 
process to reflect the October 15, 2025, Executive Order (EO) 14356 titled, “Ensuring 
Continued Accountability in Federal Hiring,” which mandated new policies and 
procedures for Federal hiring.1 The EO provides guidelines for the filling of all Federal 
civilian vacancies and the creation of all new positions.

a. EO 14356 mandates compliance with the Merit Hiring Plan pursuant to
EO 14170 (January 20, 2025) and requires the establishment of a Strategic 
Hiring Committee which must approve the creation and filling of all vacancies 
within the agency prior to the hiring action taking place. The Office of 
Personnel Management (OPM) shall receive written notification of all hiring 
plans approved by the committee.

b. EO 14356 requires the creation of annual staffing plans which guide agency 
hiring.

2. VA has established rigorous processes to ensure compliance with Presidential 
guidance, ensuring visibility of all hiring actions and position management at the 
highest levels within the Department, positioning VA to quickly implement the 
requirements of October 15, 2025, Federal hiring requirements.

3. Policy

a. Effective immediately, the exemption request process outlined in the
May 1, 2025, memorandum, Process for Submitting Exemptions to Hiring 
Freeze (VIEWS 12705670), is no longer required.

b. The Secretary of Veterans Affairs (SECVA) approved fiscal year (FY) 2026 
enterprise-wide position baseline numbers to include authorized position 
numbers and FY 2026 personnel caps that serve as the basis for annual

1 On January 20, 2025, the President issued a Presidential Memorandum (PM) titled, “Hiring Freeze” to be 
applied by all executive branch agencies, accompanied by joint implementing guidance from the Office of 
Personnel Management (OPM) and the Office of Management and Budget. On July 7, 2025, an updated PM 
titled, “Ensuring Accountability and Prioritizing Public Safety in Federal Hiring” was issued extending the Hiring 
Freeze until October 15, 2025. 
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staffing plans and the authoritative starting point for all organizational, position, 
and staffing changes. 

c. All hiring actions submitted through this process must be in accordance with 
established hiring plans and must be based upon valid, established positions 
within existing organizational unit manning documents (UMD). Note: Requests 
for additional authorizations, new positions, and organizational change 
requests (OCRs) must be submitted and approved in advance of the hiring 
request in accordance with VA Directive 0213 and VA Handbook 0213. 

4. Applicability. The policy and procedures do not apply to the following: 

a. A non-career position requiring Presidential appointment and Senate 
confirmation, non-career positions in the Senior Executive Service, 
Schedule C or Schedule G positions in the excepted service, positions related 
to national security or public safety, and positions that impact the provision of 
health care or benefits to Veterans. 

b. “Without Compensation” appointment, regardless of occupational series, title, 
or program area. Notwithstanding, such services may only supplement, not 
replace, VA-compensated staff. 

c. Medical trainees, regardless of paid status, regardless of occupational series, 
title, or program area. 

d. Placement of persons with restoration rights accorded by law, conversions 
under the Veterans’ Recruitment Appointment/Veterans Employment 
Opportunities Act of 1998 and Pathways Program, internal career ladder 
promotions, extension of term or temporary appointments, temporary 
promotions, reassignments, and details. 

5. Process. 

a. Strategic Hiring Committee 

• To align with the “Ensuring Continued Accountability in Federal Hiring” 
executive order, all hiring requests will be required to be reviewed and 
approved by the VA’s Strategic Hiring Committee, which includes the 
VA Deputy Secretary, VA Chief of Staff, Assistant Secretary for Human 
Resources and Administration (HRA), Assistant Secretary for 
Management/Chief Financial Officer, and the Principal Deputy Assistant 
Secretary for HRA. 

b. The Strategic Hiring Committee will review requests that are based upon 
currently approved UMDs and authorized, funded positions within 
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HRSmart. The hiring action must be in accordance with the established 
organizational annual staffing plan. 

c. Additional distinction will be made between:

• Hiring action is within prescribed UMD (authorized) limit and FY 2026
personnel cap.

• Hiring action is within prescribed UMD but exceeds the FY 2026
personnel limit. Please see Attachment B from the Manpower
Organizational and Position Management Baseline Enforcement memo
(VIEWS 13223853), for further guidance.

6. Annual Staffing Plan and Quarterly Updates. HRA will leverage the UMD and 
coordinate with all Administrations and Staff Offices to respond to additional requests 
from OPM and the Office of Management and Budget (OMB) in response to the 
Annual Staffing Plans and quarterly updates. HRA will submit quarterly updates to 
OPM and OMB demonstrating how hiring is in alignment with the requirements of EO 
14356 and Merit Hiring Plan.

7. Questions regarding this memorandum may be directed to Tracey Therit, Chief 
Human Capital Officer, at Tracey.Therit@va.gov, for all non-Senior Executive Service 
(SES) matters, or Shana Love Holmon, Executive Director, Corporate Senior 
Executive Management Office, at Shana.Love-Holmon@va.gov for SES and SES- 
equivalent matters.

MARK 
ENGELBAUM 

Digitally signed by MARK 
ENGELBAUM 
Date: 2025.12.01 16:50:42 
-05'00' 

Mark R. Engelbaum 

Attachment 
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Date: 29 Aug 25 

 

From: Assistant Secretary for Human Resources and Administration/Operations, Security, and 
Preparedness (006) 

 
 

Subj: 
 
 

 
To: 

Manpower Organizational and Position Management Baseline Enforcement (VIEWS 
13223853) 

Under Secretaries, Assistant Secretaries, and Other Key Officials 
 
 

1. To align with the Secretary’s (SECVA) workforce optimization priorities and the 
Administration’s enterprise-wide directives for workforce accountability, the Department of 
Veterans Affairs (VA) is implementing manpower management practices through internal 
controls within VA's authoritative data system for position and organizational data records 
(HR·Smart). This is an essential part of a continuing effort to improve data integrity and 
codify VA’s staffing needs through a requirements-based approach. 

 
2. Since February 2025, VA has undertaken an enterprise-wide review of organizational 
structures and staffing levels to improve services for Veterans and achieve functional 
efficiencies. Actions taken must be supported by implementation of controls to ensure 
discipline and integrity in the requirements determination and approval process. As such, in 
conjunction with the enterprise-wide review, VA has established a foundational Department- 
wide position baseline that will be effective October 1, 2025. These position baselines will 
serve as the authoritative starting point for all future organizational, position, and staffing 
changes. 

3. Attachment A provides the process and timeline that will be used to develop an 
authoritative VA Unit Manning Document (UMD) and corresponding Organizational Charts 
for Administrations and Staff Offices. Attachment B provides the process and requirements 
to ensure that once the VA UMD baseline is established, any changes to an organization’s 
approved structure and position baseline are developed, coordinated, approved, and 
documented through a deliberate, repeatable process. No changes may be made to an 
organization’s structure and baseline without documented advisory review and approval 
from the appropriate Administrations/Staff Office, Manpower, Human Resources and 
Financial Management offices. 

 
4. Thank you for your continued leadership as we work to shape a more agile, accountable, 
and mission-aligned workforce. The point of contact is Karen Maples, Acting Director, VA 
Manpower Management Service (VAMMS), at Karen.Maples@va.gov. 

Digitally signed by 
MARK 

ENGELBAU ENGELBAUM 
Date: 2025.08.29 
15:52:18 -04'00' 

Mark R. Engelbaum 

Attachments 

VA FORM 
Jul 2023 2105 

MARK 

M 

mailto:Karen.Maples@va.gov
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ATTACHMENT A 

DEVELOPMENT OF INITIAL AUTHORITATIVE VA UNIT MANNING DOCUMENT 

1. PURPOSE. 

This attachment provides Administrations and Staff Offices with procedures for 
establishment of the initial VA Unit Manning Document (UMD) and for development of 
controls to ensure database integrity and control of organizational and manpower 
changes to HR Smart. 

 
The VA position baseline approved by the Secretary of Veterans Affairs (SECVA), 
effective October 1, 2025, will serve as the authoritative VA UMD starting point for all 
future organizational, position, and staffing changes. 

2. RESPONSIBILITIES. 

a. Assistant Secretary for Human Resources and Administration/ Operations, 
Security, and Preparedness (ASHRA/OSP) 

(1) Ensures enterprise policy oversight and final establishment of the VA UMD 
in the authoritative data system (HR·Smart). 

(2) Directs VAMMS to conduct enterprise-level quality review of the 
organizational charts and positions in accordance with the SECVA 
approved baseline. 

b. HRA/OSP, Director, VAMMS 

(1) Ensures review of submitted organizational charts and position 
submissions are in accordance with SECVA approved baseline. 

(2) Oversees identification of discrepancies and resolution prior to final 
establishment of authoritative VA UMD in HR·Smart. 

c. Under Secretaries, Assistant Secretaries, and Other Key Officials 

(1) Approve and submit position baseline within established authorizations to 
Reorganization Implementation Cell (RIC) representative. The RIC will 
consolidate all submissions for SECVA approval. Note: This is an interim 
measure only for initial baseline establishment to allow for rapid 
processing. Once the initial baseline is established processes outlined in 
VA Directive 0213, Organizational Changes, will apply. 

 
(2) Ensure identification and removal of excess authorizations above SECVA 

approved position baseline from HR Smart. 
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3. ORGANIZATIONAL CHARTS AND POSITIONS. 
 

Each Administration and Staff Office will submit functional organizational charts and a 
corresponding position number list that represents their current “as-is” structure and 
their “to-be” proposed structure. 

 
a. Charts must be aligned with HR·Smart records and reflect organizational unit 

titles as identified by HR·Smart Organizational Structure Code descriptions or 
Department descriptions. All charts must clearly display the total aggregate 
position authorization count within each organizational unit box. 

 
(1) The “as-is” chart must reflect the current HR·Smart structure including total 

aggregate position authorizations in each organizational unit. 

(2) The “to-be” chart must reflect the current HR·Smart structure and align with 
planned position authorization adjustments to remain within the SECVA 
approved position baseline. 

(3) The originating Administration or Staff Office must provide an 
organizational chart and position reconciliation to expedite incorporation of 
the SECVA approved position baseline. 

(4) Note: Submissions will not be subject to further review as long as they are 
approved by Organization heads and are within established authorizations 

4. TIMELINE. 

a. September 12, 2025: Submission deadline for all Administrations and Staff 
Offices to submit functional organizational charts and position number list. 

b. September 30, 2025: Deadline for all Administrations and Staff Offices to 
inactivate all HR·Smart excess positions above SECVA approved position 
baseline. 

c. October 1, 2025: SECVA approved position baseline effective date for 
authoritative VA UMD starting point for all organizational, position, and staffing 
changes. 

d. October 3, 2025: VAMMS issues first authoritative VA UMD baseline compliance 
report to ASHRA/OSP to reflect all reconciled positions. 

e. October 20, 2025: VAMMS coordinates inactivation remaining HR·Smart excess 
positions in compliance with SECVA approved position baseline. 

5. REFERENCES. 

a. VA Memorandum, “Manpower Organizational and Position Management 
Baseline Enforcement” (VIEWS 13223853), signed by Mark R. Engelbaum, 
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Assistant Secretary for Human Resources and Administration/Operations, 
Security, and Preparedness. 

b. VA Directive 0213, Organizational Changes 

c. VA Directive 5010, Manpower Management Policy 

6. DEFINITIONS. 

a. Authorized Position. A position that is approved and established in an 
organizational structure through the manpower approved organizational/position 
change process per VA Directive 5010, Manpower Management Policy. A position is 
authorized in HR·Smart if it has an Effective Status of “Active” and a Position Status 
of “Approved.” 

https://www.va.gov/vapubs/viewPublication.asp?Pub_ID=1512&FType=2
https://www.va.gov/vapubs/viewPublication.asp?Pub_ID=1512&FType=2
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ATTACHMENT B 

POST-BASELINE ADJUSTMENTS TO VA UNIT MANNING DOCUMENT (UMD) 

1. PURPOSE. 

The purpose of this attachment is to ensure position baseline integrity of the 
authoritative VA unit manning document (UMD). Effective October 1, 2025, no 
positions may be created above the Secretary of Veterans Affairs (SECVA) 
authoritative UMD baseline without prior approval from the Assistant Secretary for 
Human Resources and Administration/Operations, Security, and Preparedness 
(ASHRA/OSP) and the Chief Financial Officer (CFO), Office of Management, or the 
Secretary. Requests above the authorized VA UMD baseline must be submitted as a 
formal package for approval and may not be implemented until VAMMS notification 
and any required congressional notification are complete. All proposed adjustments to 
organizations, authorizations, or manning must be coordinated with the appropriate 
Manpower, Human Resources, and Financial Management offices to ensure 
leadership organizational and position decisions are based on resource considerations 
before approval. 

This attachment does not replace or supersede requirements established under other 
applicable VA directives, including policies governing organizational structure changes 
(i.e., VA Directive and Handbook 0213) or resource approvals. 

2. RESPONSIBILITIES. 

To ensure compliance with the VA UMD baseline and maintain baseline data integrity 
across the Department, the following responsibilities apply in addition to responsibilities 
on Attachment A: 

a. Assistant Secretary for Human Resources and Administration/ Operations, 
Security, and Preparedness (ASHRA/OSP) 

(1) Provides enterprise oversight of the VA UMD baseline to ensure alignment 
with approved mission requirements and programmatic priorities. 

(2) Approves, in coordination with the Assistant Secretary for 
Management/CFO, any increases to the authorized VA UMD baseline. 

b. Assistant Secretary for Management and Chief Financial Officer (CFO) 

(1) Certifies funding availability for any proposed increases to the VA UMD 
baseline in coordination with ASHRA/OSP. 

(2) Provides Administrations and Staff Offices with financial guidance 
necessary to maintain funded position alignment with the VA UMD. 
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c. HRA/OSP, Chief Human Capital Officer (CHCO) 

(1) Maintains integrity of personnel position data in HR·Smart to ensure it is 
consistent with only validated, authorized positions within the VA UMD 
baseline. 

d. HRA/OSP, Director, VAMMS 

(1) Ensures Enterprise-level validation for all proposed organization and 
position changes above the VA UMD baseline. 

(2) Reviews requests for completeness and confirms UMD baseline integrity. 
(3) Elevates any discrepancies or proposed increases above position baseline 

to the ASHRA/OSP and CFO for resolution. 
(4) Maintains the authoritative record of all approved changes. 
(5) Issues baseline compliance and audit reports. 

e. Under Secretaries, Assistant Secretaries, and Other Key Officials 

(1) Ensures proposed changes to organizations and positions align with the 
current VA UMD baseline and are verified against the authoritative record 
before implementation. 

(2) Ensures that all proposed organizations and positions are supported by a 
documented mission requirement, statutory authority, or approved 
programmatic need. 

(3) Ensures all proposed changes to organizations and positions are informed 
by advisory input from the appropriate Manpower, Human Resources, and 
Financial Management offices prior to approval. 

(4) Submits the required documentation for all proposed UMD baseline 
increases to ASHRA/OSP and OM/CFO for review and approval. 

f. Servicing Manpower Offices 

(1) Manages organization and position changes to ensure they remain within 
the authoritative VA UMD baseline and have confirmed funding before 
forwarding to Servicing Human Resources Office (HRO) for personnel 
actions. 

(2) Validates that all proposed organization and positions, including those 
within the authorized UMD and increases above the position baseline, are 
supported by a documented mission requirement, statutory authority, or 
approved programmatic need. 

(3) Advises leadership on UMD baseline alignment and manpower 
implications as part of the coordination process for all organization and 
position change requests. 

(4) Generates position change report to compare proposed changes against 
UMD baseline and verify whether changes exceed the authorized position 
baseline before elevation to ASHRA/OSP. 
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(5) Maintains and provides leadership and managers with access to business 

intelligence tools that reflect current UMD organization and position 
(authorizations, budgeted, and personnel) data necessary to inform 
decision-making. 

(6) Monitors the UMD to actively identify organizational and position variances 
or discrepancies, and coordinates resolution with appropriate stakeholders. 

g. Administration and Staff Office CFO/Budget Offices 

(1) Manages funding verification for all organization and position changes 
within the organization’s approved VA UMD baseline to ensure they have 
confirmed budget allocation before the Servicing HRO executes personnel 
actions. 

(2) Verifies funding availability for all proposed increases above the approved 
VA UMD baseline and prepare a funding impact analysis, i.e., funding 
source, fiscal year impact, and any recurring costs associated with 
proposed organization and positions. 

(3) Advises leadership on financial implications and resource constraints as 
part of the coordination process for all organization and position change 
requests. 

h. Servicing Human Resource Offices (HRO) 

(1) Ensures no personnel action is executed unless the position is reflected in 
the approved VA UMD and has confirmed budget allocation. 

(2) Verifies personnel alignment with the authorized VA UMD baseline before 
processing any personnel actions in HR·Smart. 

(3) Ensures that personnel are placed only into authorized positions in 
HR·Smart. 

(4) Confirms that any proposed increases above the approved VA UMD 
baseline have completed coordination with the servicing Manpower and the 
Administration/Staff Office CFO/Budget Office, and that any required 
documentation is complete before processing. 

(5) Provides advisory input on whether existing vacant positions could be 
utilized before new positions are requested. 

(6) Advises leadership on human resource implications as part of the 
coordination process for all organization and position change requests. 

i. HRA/OSP, Executive Director, Center for Enterprise Human Resources 
Information System (CEHRIS) 

(1) Ensures enterprise workforce systems and reporting outputs are aligned 
with HR·Smart authoritative data systems and VA UMD baseline policy and 
guidance. 

(2) Designs and maintains enterprise systems and data workflows that support 
VA UMD position creation, modification, and inactivation processes in 
coordination with VAMMS, OCHCO, and OM. 
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(3) Provides enterprise business intelligence tools to support enterprise 

leadership decision-making, compliance monitoring, and organizational 
audits. 

3. PROCEDURES. 
 

The following process applies to all requests for positions proposed above the approved 
VA UMD baseline. These steps must be conducted in accordance with the 
responsibilities outlined in this attachment. Note: All requests must reconcile to 
HR·Smart as the authoritative data source for organizational alignment, 
authorized positions, and personnel ceiling caps. In the event of discrepancies 
between HR·Smart, business intelligence tools, signed organizational charts, or 
other internal systems, HR·Smart shall govern. 

 
a. Initiate Change Request. For organization and position changes that exceed 

the approved VA UMD baseline: 

(1) Draft written justification (narrative). State the mission requirement, 
statutory authority, or approved programmatic need. Include any known 
funding details (e.g., funding source, fiscal year) 

(2) Prepare “as-is” materials. Draft current “as-is” functional organization chart 
and position report from HR·Smart; confirm structure, position 
authorizations, and personnel cap counts match authoritative system data. 
(See Attachment A for chart format.) 

(3) Conduct position baseline check. Compare current counts to the approved 
UMD to confirm the proposed changes would exceed the position baseline. 

(4) Draft “to-be” materials. Create a “to-be” functional organization chart and 
position report that shows proposed adds/removes (delta). The position 
report should identify whether positions will be Moved (transferring to a 
different department), Created (will be added) Inactivated (eliminated), or 
No Change (remains as-is). Note: New initiatives and structural changes 
must comply with the requirements in VA Directive 0213, Organizational 
Changes. 

(5) Obtain endorsement from submitting Administration/Staff Office leadership 
to proceed to advisory coordination. 

b. Coordinate Advisory Reviews and Package Preparation. 

(1) Servicing Manpower. Validate mission requirement, statutory authority, 
programmatic need. Generate HR·Smart position report. Verify the request 
exceeds the approved UMD baseline and confirm delta counts. Advise 
whether existing positions can be used. 

(2) Servicing Human Resources. Verify personnel cap alignment and confirm 
HR·Smart personnel data (e.g., classification impacts) are accurate. 

(3) Submitting Administration/Staff Office CFO/Budget Team. Complete 
funding impact analysis (funding source, fiscal year impact, recurring costs, 
alignment to financial plan/full time equivalent ceilings). 
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(4) In coordination with Servicing Manpower/HR, create provisional position 

authorizations in HR·Smart tied to the package (flagged as pending 
approval). No activation or hiring may occur until enterprise approval. 

(5) Revise the “to-be” chart/position report to reflect the official deltas 
confirmed by Manpower, Human Resources, and CFO/Budget. 

(6) Document all advisory input and Administration/Staff Office leadership 
concurrence on VA4265 for inclusion in the request package. 

c. Submit for Enterprise Approval. 

(1) Submitting Office sends in VIEWS to VAMMS through HRA/OSP Front 
Office for ASHRA/OSP concurrence, and OM/CFO for CFO concurrence 
the full package. Includes narrative, functional charts with deltas, position 
change report, funding impact analysis, VA4265, and staged position 
numbers. 

(2) VAMMS validates. ASHRA/OSP provides VA4265 concurrence decision. 
(3) OM/CFO reviews ASHRA/OSP decision and provides final VA4265 

concurrence decision. 

d. Position Activation. 

(1) Servicing HRO activates UMD staged positions after verifying ASHRA/OSP 
and OM/CFO approval and any required congressional notification are 
complete. 

(2) Servicing HRO executes personnel actions only after position authorization 
activation is visible on the HR·Smart UMD. 

(3) Submitting Office retains full request package for audit. 

4. FUTURE HR·SMART ROLE CHANGES. 

Updates to HR·Smart will introduce changes to role-based functionality beginning in 
fiscal year 2026. This transition is intended to align system access and workflows with 
clearly defined roles and responsibilities, enhancing accountability and data integrity. 
Current workflows and approval chains may be impacted. Additional guidance will be 
issued as plans are finalized. 

5. REFERENCES 

a. VA Memorandum, “Manpower Organizational and Position Management 
Baseline Enforcement” (VIEWS 13223853), signed by Mark R. Engelbaum, 
Assistant Secretary for Human Resources and Administration/Operations, 
Security, and Preparedness. 

b. VA Directive 0213, Organizational Changes 

c. VA Directive 5010, Manpower Management Policy 

https://www.va.gov/vapubs/viewPublication.asp?Pub_ID=1512&FType=2
https://www.va.gov/vapubs/viewPublication.asp?Pub_ID=1512&FType=2
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6. DEFINITIONS. 

a. Authorized Position. A position that is approved and established in an 
organizational structure through the manpower approved organizational/position 
change process per VA Directive 5010, Manpower Management Policy. A position is 
authorized in HR·Smart if it has an Effective Status of “Active” and a Position Status 
of “Approved.” 
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