
 

IT Program Assessment  
United States Citizenship and Immigration Services (USCIS) Transformation 

Review Assessment 
The DHS Chief Information Officer conducted a comprehensive program review of the USCIS- 
Transformation Program on November 5, 2009.  USCIS Transformation is a major business and IT 
transformation initiative that will involve fundamentally reengineering USCIS business processes and 
supporting IT capabilities, moving from the current stove-piped business processes and out-moded 
legacy technologies to modernized and integrated business processes and supporting IT capabilities, 
built around a person-centric data construct to better manage the lifecycle of non-US Citizen’s and their 
travel and interactions with the United States government.  As USCIS Transformation rolls out new 
capabilities, legacy systems and infrastructure will be retired.  The USCIS Transformation program is 
early in its life cycle.   
 
 Major findings of the DHS CIO Program Review of USCIS Transformation, which are currently being 
addressed by both USCIS and DHS Headquarters, include the following: 

• The USCIS Transformation Program, as currently planned and managed, presents significant risk 
to the USCIS organization’s ability to perform its mission. 

• Proposed staffing levels and composition of the USCIS Transformation PMO:  The DHS CIO 
found that the size of the development contractor team (over 500 staff at peak) and composition 
of the PMO (over-reliance on contractor PMO support rather than federal employees) represents 
a significant risk in effectively managing the program.   

• Aggressiveness of the schedule was noted as significant risk by the DHS CIO. 
• Appropriateness of the proposed technical solution: DHS CIO asked for an independent 

assessment of the technical solution proposed for USCIS Transformation. 
• DHS CIO expressed concern that USCIS Transformation may need to be more effectively 

engaged with the legacy system owners to ensure effective transition as new capabilities are 
rolled out and legacy systems retired.   

Mitigation Strategy 
Key mitigation actions to address the concerns from the program review, as recommended by the DHS 
CIO, include the following. 

• To mitigate risk, DHS CIO recommended USCIS Transformation continue to actively recruit 
federal staff to achieve a more proper fed-to-contractor ratio in the PMO.  The PMO is actively 
addressing this issue and has made significant progress. 

• DHS CIO recommended revising program schedule to roll out capabilities in a more incremental 
manner, demonstrating success in delivery of capability before moving on to downstream phases.  
This should also mitigate the maximum staffing levels for the PMO and the development 
contractor to a more manageable risk profile.  The PMO is moving forward to address this 
concern. 

• DHS CIO will attend quarterly USCIS Transformation Program Reviews. 
• DHS CIO recommended an independent assessment of the proposed technical solution. 
• DHS CIO will monitor USCIS to ensure effective coordination between USCIS Transformation 

PMO and the legacy system owners to help ensure an effective transition strategy. 
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