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KEY JUDGMENTS

The Director General of the Foreign Service (Director General) and the
Bureau of Human Resources (HR) face significant challenges in implement
ing the Secretary of State’s vision of transformational diplomacy and
ensuring the availability of a dynamic diplomatic corps that has a broad range
of knowledge, skills, and capabilities.

In responding to these challenges, the Director General and his team must
balance high-stakes problems in international relations and a series of major
personnel-related initiatives.

The Civil Service fills some key policy jobs in Washington, provides crucial
administrative support to the Department of State (Department),

and increasingly provides support in critical posts overseas but also faces
increasing retirements and recruiting challenges. The Civil Service personnel
system, as currently structured, does not facilitate the optimal train

ing, development, promotion, and utilization of these employees.

The Department needs qualified human resources specialists and must move
quickly to implement a certification process and associated training to
address the problem. The program establishing human resource “centers of
excellence” can only succeed if qualified people fill the associated human
resources specialist jobs.

More than half of all overseas positions are at posts that have a 15-percent
hardship differential or higher. Because there are over 750 unaccompanied
and limited accompaniment tours, more than 500 of which are one-

year tours, staffing is much more complex than ever.

A 15-percent deficit in mid-ranked Foreign Service positions that resulted
from decreased hiring in the 1990s continues to hamper staffing for key
positions worldwide. The Department could only overcome this problem
before 2010 through an extraordinary intervention in the hiring and
promotion process for Foreign Service officers (FSO).

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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e The breakdown in the servicing of Foreign Service assignment documents
in the summer of 2006 was due to long-term mismanagement of the func-
tion and a pootly executed competition to obtain assignment services
through the competitive-sourcing process, among other factors. The
problems have not yet been satisfactorily addressed and must be resolved
before the 2007 summer transfer cycle.

e Over 38,000 locally employed (LE) staff work for the Department at over
seas posts. Since 1998, far more of them have been killed in the
performance of their duties than have American Foreign Service employees.
The Department needs to codify in one place and strengthen its commitment
to LE staff.

e The bureau has made significant progress in some areas of information
technology, but still faces major challenges in providing and manag
ing information management systems for many key functions.

*  Post assignment travel (PAT) funds are at high risk for waste, fraud, and mis-
management because of a weak controls environment and a costly, inefficient
system for managing employee travel and the transportation of household
effects.

* The Director General and his senior staff recognize these challenges, have a
vision, and are charting a course to deal with them. Their successes and
failures will be measured largely by what transpires in the next few months.
The planned follow-on Office of Inspector General (OIG) inspection will
review the new steps taken.

The inspection took place in Washington, DC, between September 12 and
November 13, 2006. Ambassador Joseph E. Lake (team leader), Dr. Louis A. McCall
(deputy team leader), Arne Baker, Thomas Carmichael, Gregory Cottone, Boyd R.
Doty, Richard D. English, Renée Francis, Martha K. Goode, Siobhan Hulihan, Lee F
Jewell 111, and John M. Jones conducted the inspection.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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CONTEXT

HR’s mission is to ensure that the Department possesses the best possible Civil
Service and Foreign Service workforce to meet the needs of American diplomacy.
Secretary Rice’s vision of

Human Resources Bureau’s Resources, FY 2006 transformational diplomacy

requires HR to implement a

Line Item Dollars lobal repositioning of the
Operating Budget $64,422,780 % % h & q
Student Per Diem 2,138,000 cpartments human and.
Family Liaison Office 1,394,000 other assets and to maintain
Professional Associates 282,000 a dynamic diplomatic corps
Post Assignment Travel | 144,057,198 that has a broad range of
Supplemental Annuity 628,000 knowledge, skills, and capa-
Program bilities.

Unconditional Gift Funds 27,000

Conditional Gift Funds 636,248 The bureau has re--
Expedited Passport Fees 11,267,000 sponded with new bidding
Consular Affairs 5,424,000 procedures, assignment
Total $230,276,226 policies, and incentives to
Source: Bureau of Human Resources reposition the Department’s

human resources effort. HR
is taking part in rightsizing efforts, decentralizing human resource services through
centers of excellence, and studying the outsourcing of some services.

HR provides human resources services for the Department’s 8,200 Civil Service
employees, 11,400 Foreign Service employees, and 38,000 LE staff at 267 diplomatic
and consular posts. It also oversees human resources services, provided through the
International Cooperative Administrative Support Services Council, for the LE staff
of the U.S. Agency for International Development (USAID), the Department of
Homeland Security, the U.S. Foreign & Commercial Service, and several other over-
seas agencies. Additionally, the Department’s evolving blended workforce manage-
ment uses contractors, employees working when actually employed (WAE), interns,
and fellows. These situations require varying degrees of HR oversight.

As a result of the large size and complexity of the bureau, OIG divided its
review into two inspections. This inspection looked at the front office of the Direc-
tor General, the Executive Office (EX), and the offices of Career Development and

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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Assignments (CDA), Policy Coordination (PC), Civil Service Personnel Manage-
ment (CSP), Resource Management and Analysis (RMA), and Overseas Employment
(OE). The follow-up inspection will build on the work of this team and look at

the offices of Performance Evaluation; Retirement; Recruitment, Examination, and
Employment; Grievances; and Employee Relations. It will specifically address the
initial implementation and impact of the new bidding process, look more closely at
the shortage of experienced mid-level FSOs, and continue the review of technology
issues. OIG inspected HR’s Family Liaison Office and Office of Casualty Assistance
in March 2006.

The bureau had a total budget of $230 million in FY 2006 and a total of 444
authorized employee positions, including 335 Civil Service and 109 Foreign Service.
(See Table 1.) As of the end of FY 2000, it had 270 Civil Service employees and 100
Foreign Service employees.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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EXECUTIVE DIRECTION

HR’s front office has undergone significant changes with the arrival of a new
Director General and new principal deputy assistant secretary, as well as the replace-
ment of one of two deputy assistant secretaries in the last few months. The report-
ing chains for office directors were also realigned.

The new team faces significant challenges in implementing Secretary Rice’s vision
of transformational diplomacy and satistying the staffing needs that transformational
diplomacy demands. More than half of all overseas positions today are located at
15-percent differential or higher posts. There are also over 750 unaccompanied or
limited accompaniment tours, more than 500 of them one-year tours. This means
staffing today is much more complex than ever before. Adding to this challenge is a
continuing shortage of people to fill these jobs. There is a 15-percent deficit in the
mid-ranks of the Foreign Service, due largely to decreased hiring in the 1990s. (See
Appendix A for additional detail on the deficit.) The core Civil Service, which fills
crucial jobs in Washington and increasingly supports critical posts overseas, faces
increasing retirements and recruiting challenges.

The Director General and his senior staff have stepped up to these challenges,
have a vision, and are charting a course for the future. The Director General has
been outspoken in outlining his goals and frank in discussing their implementation.
He is aware of the responsibilities and needs of the three major personnel systems
for which he has responsibilities—Foreign Service, Civil Service, and LE staff.

TRANSFORMATIONAL DIPLOMACY

HR plays an important role in addressing the human resources dimensions of
transformational diplomacy, particularly in the Secretary’s Global Repositioning
(GRP) initiative. The GRP was created to shift human resources to increasingly criti-
cal regions such as Africa, East Asia, South Asia, and the Middle East—actions that
some bureaus have long resisted. The Secretary chose to move quickly on this initia-
tive by delegating decisions to a seven-person task force on transformational diplo-
macy. The task force is managed jointly by the Under Secretary for Political Affairs
and the Under Secretary for Management. HR quickly implemented GRP Phases 1
and II, which included the repositioning of 200 mid-level political, economic, and
public diplomacy officers.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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Implementing GRP Phase III will be more difficult. The first phases shifted
the positions that were easiest to move, including some that had been unfilled for
some time. Phases I and II were also implemented without additional funding. The
Secretary will need Office of Management and Budget (OMB) support for additional
funding from Congtress to carry out Phase III. At present, USAID human resources
are not a part of GRP. However, the joint Department and USAID 2004-2009
Strategic Plan specifies development of crossover assignments and closer coordina-
tion of training programs. (See Appendix B for additional detail on transformational
diplomacy.)

MEeeTING NEw CHALLENGES

In the last year, HR made a number of specific changes to assighments policies.
It banned tour extensions at posts having a hardship differential of 10 percent or
less; instituted new assignments procedures to ensure that positions at hard-to-fill
posts are filled first; streamlined and automated some assignment procedures; and
implemented new authorities to permit more flexible home leave at unaccompanied
posts.

The new HR team has also begun reexamining Foreign Service hiring proce-
dures to ensure the Department’s competitiveness, using best practices from a study
conducted by McKinsey and Company and seeking funds to implement the study’s
recommendations in 2007. A central registry of retired employees who are interest-
ed in working has been established to replace registers maintained individually by the
bureaus. HR has piloted a Civil Service mid-level rotational program for foreign af-
fairs officers and developed a privately funded Mid-Career Fellows program to bring
professionals from private industry, foundations, and associations into the Depart-
ment for one year. The new team has also instituted an active legislative agenda and
pushed Foreign Service modernization legislation.

The team’s successes and failures will be measured in large part by what tran-
spires in the next few months. The follow-up OIG inspection will review the impact
of the new leadership.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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POLICY AND PLANNING

OFFIce oF PoLicy COORDINATION

PC plays a key role in the bureau. It deals with the full range of human resource
issues in work involving communications, congressional relations, and policy devel-
opment, and it conducts the Department’s relations with the organizations repre-
senting its employees. This work is crucial to the Department’s ability to achieve the
changes in human resource policies and programs needed for 21% century diplomacy.

The staff’s work is all policy-related, but it is also diverse. One officer manages
congressional relations and preparation of the bureau’s strategic and performance
planning documents. A second officer specializes in communications, writes speech-
es, and handles inquiries from the press. A third conducts liaison with the Office
of Personnel Management (OPM) and prepares planning documents other than the
strategic plan. A labor-management negotiator is the Department’s principal day-
to-day contact with the unions that represent some of the Department’s employees.
The office is also assigned taskings from the Under Secretary for Management.

Due to the major changes in the Department’s personnel structure now under-
way, the office can continue to expect a heavy workload. The office needs more
staff. OIG informally recommended that HR take advantage of any opportunity to
place a Presidential Management Fellow in this office to alleviate the workload on
other staff and provide valuable policy experience to a recent college graduate.

OFrIcE oF REsoURCE MANAGEMENT AND ORGANIZATIONAL
ANALYSIS

RMA provides workforce planning and analysis, position management, classifica-
tion, compensation, and statistical information to HR’s front office, PC, and other
units of HR. Specifically, RMA provides analytical insights, human resource studies,

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007

SENSHAVEBUT UNCEASSHAHED



bullardz
Cross-Out

bullardz
Cross-Out


statistics, and analyses for management decisions in mandated reports and responses
to special requests. RMA’s staff is customer-service oriented and highly regarded in
the Department and in interagency circles.

The office prepares several plans and analyses to assist the Department in man-
aging its workforce, including a hiring plan that identifies the number of needed
Civil Service and Foreign Service employees, by cone, and a promotion plan for the
Foreign Service. RMA examines the Department’s mission, critical occupational
competencies (such as languages for the Foreign Service), and skill gaps. RMA has
computer models for retirement and attrition, and works with bureaus to ensure that
future needs are met. RMA also provides workforce analyses to support the devel-
opment of new HR policies, such as the Career Development Program.

HR produces substantial analysis of the Department’s workforce and can pro-
duce further analysis and information on request. Since 2004, HR has annually
produced a Five Year Workforce Plan, a comprehensive in-depth examination of
the Department’s workforce posture. The Plan identifies problems needing the at-
tention of the senior levels of the Department. For example, the last three reports
have described the looming deficit in mid-level FSOs, currently at 15 percent. The
workforce plan is a workable means of presenting and describing almost any other
problems in the Department’s human resource systems as well. However, there is
currently no formal process in place to ensure that these problems receive needed
attention in each of the bureaus that play a role in the Department’s HR processes.
For this reason, problems identified in the workforce plan may linger unaddressed.

The Five-Year Workforce Plan could be a more useful informational and analyti-
cal tool if it received comments and input from the offices of the executive directors
throughout the Department’s bureaus. Currently, the plan lacks the perspective of
such input, although the Director General sends this report to each Assistant Sec-
retary in the Department. Because decisions about hiring Civil Service employees
are made by the Bureaus, the lack of direct, systematic bureau input is a deficiency.
RMA has recognized this deficiency and includes among its goals the development
of a more collaborative process with bureaus for identifying mission critical occupa-
tions and a workforce plan to mitigate gaps.

The Department does not have a senior level board to identify critical problems
and craft strategies to address them. A senior level advisory group could hold an
annual senior review session to consider the information, analysis, and problems
indicated in the Five-Year Workforce Plan and determine the actions necessary to
address the problems. For example, in times of flat or declining budgets, it would

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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identify which lower priorities should go unfulfilled or be eliminated. Such a board is
needed to help allocate resources to bureaus for the Department’s highest priorities
and to help achieve savings when there are inadequate funds. To the extent that re-
structuring or delayering is found necessary, such a board would be needed to assist
in the necessary decisions.

Recommendation 1: The Bureau of Human Resources, in coordination with
the Office of the Under Secretary for Management, should institute a double-
tiered process to review issues and problems indicated in the Department’s
Five-Year Workforce Plan and related strategic human capital documents, estab-
lishing a manager-level board to obtain information and analysis from bureau
executive offices and a senior-level board chaired by the Under Secretary of State
for Management to review critical problems and craft strategies to address them.
(Action: HR, in coordination with M)

Resource Planning and Allocation

The Resource Planning and Allocation Division is responsible for full-time
equivalent (FTE) management and position control. It works closely with the
Department’s Office of Rightsizing of the U.S. Government Overseas Presence to
reconcile figures used in reporting to OMB and Congress.

The division’s most important sources for data are the Domestic Staffing Model
and the Overseas Staffing Model. The Overseas Staffing Model identifies staffing
requirements at overseas posts, based on a comparative assessment that uses key
workload and host-country environmental factors. The Domestic Staffing Model
is a workload-driven analytical tool to make informed decisions about the size and
structure of the domestic workforce.

The staffing models provide basic workforce information. For example, the
Profile of the Domestic Contractor Workforce provides valuable information, in one
place, on the number of contractors employed by the Department.

Workforce Planning and Analysis

The Workforce Planning and Analysis Division uses workforce analysis to sup-
port policy alternatives, the Five-Year Promotion Plan, and the Five-Year Workforce
Plan. Its technical workforce planning capabilities link human resources to strategic
goals, improve workload forecasting and staffing needs, and use performance metrics
to monitor progress.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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The division has been praised for the number and quality of its products, many
of which are required by the President’s Management Agenda. With significant
work by the division, the Department maintained “green” status on the President’s
Management Agenda. It also developed a Human Capital Accountability System for
the President’s Management Agenda’s strategic management of human capital. The
system monitors and evaluates the results of human capital policies, programs, and
activities to ensure that they effectively and efficiently contribute to the Department’s
organizational mission and goals. An OPM panel approved the system in June 2000.
In 2005, HR won two Presidential Quality Awards, one for strategic management of
human capital. The Department was the only agency that won an award in the hu-
man capital area in 20006. (See Appendix C for details of the 2006 award.)

Classification and Compensation Policy

HR’s Classification and Compensation Policy Division is responsible for com-
pensation policy for the Department’s overseas positions. It sets pay and compensa-
tion policy, develops standards to classify Foreign Service positions, and is involved
in the pay-modernization effort. The division also hears appeals of position classifi-
cation decisions made by CSP, but receives only a few appeals—always from indi-
viduals—each year.

Although the division grew by one position eatlier in 2000, its workload remains
heavy, in part because of the many taskings for special projects. With many changes
afoot in the Department’s personnel systems, employees in the division spend
anywhere from 25 to 70 percent of their time on taskings. The division has just the
equivalent of two full-time employees to handle compensation issues for 22,000
Department personnel.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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CIVIL SERVICE PERSONNEL MANAGEMENT

The Civil Service fills key jobs in Washington, provides crucial administrative
support to the Department, and increasingly supports critical posts overseas. How-
ever, managing of the Civil Service faces a number of problems, including growing
retirement and recruitment challenges.

During the past half century, the Department has instituted numerous changes
to cope with emerging issues in a vastly changed world. Among those changes has
been the increase in the number of functional bureaus that deal with global foreign
policy topics. Civil Service employees fill the majority of positions in these bureaus,
which deal with implementing and supporting foreign policy. The Civil Service
personnel system, however, does not facilitate the optimal training, development,
promotion, and use of these employees. OPM and OMB are encouraging federal
departments and agencies to explore the possibilities of new personnel systems to fit
their needs, and the Departments of Defense and Homeland Security have begun to
create and implement such systems.

A CHANGING CivIL SERVICE

In a worldwide message in early July 20006, the new Director General said he
was “committed to enhancing opportunities for the Department’s Civil Service so
that they can contribute more directly to our worldwide mission of transformational
diplomacy. Civil Service employees offer a wealth of talent and experience that is
frequently untapped.” He also said he was committed to identifying “the opportuni-
ties that we do have,” exploring a rotational program, and “looking for ways to better
facilitate service abroad for interested Civil Service employees.”!

HR said it is open to initiatives for promoting the development and better utili-
zation of Civil Service officers. The bureau recently created a small, innovative, pilot
Mid-Level Rotational Program for Civil Service employees in foreign affairs officer
and equivalent positions. The Foggy Bottom Society, an organization of foreign

12006 State 111571 (July 6, 2006), Department Notice: A Message from the Director General
and Director of Human Resources, Announcement Number 2006-07-019 (July 10, 2000).
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affairs professionals in Civil Service jobs at the Department, worked with HR to
design the program. Other than temporary and part-time employees, more than 700
Civil Service employees have the title of “foreign affairs officer” and an unknown
number of employees have equivalent responsibilities. These jobs require strong
analytical, interpersonal, and oral communication skills; the ability to establish liaison
with analysts and officials throughout the foreign policy and intelligence communi-
ties; and knowledge of the responsibilities of the U.S. foreign affairs agencies and the
roles of nongovernmental organizations, media, academia, and citizen groups.

This pilot program had just been implemented as the inspection began, and it is
too early to draw conclusions about its efficacy. Employee interest was substantial,
but some bureaus were reluctant to release individuals.

The Civil Service system may not be adequate to meet the needs of the De-
partment. It fails to develop the knowledge, skills, and abilities of Civil Service
employees to the best advantage of the employees and the Department. This may
be due, in part, to the Department failing to fully use the system’s flexibilities. The
system comes up short for many hundreds of Civil Service employees whose job
responsibilities require substantive expertise in specialized areas of foreign policy as
well as knowledge of the larger context of foreign affairs. The Department needs
a domestically based service that can develop personnel who can manage global
political, military, economic, and social issues and provide administrative support to
the Department. Many, including the Foggy Bottom Society, believe Civil Service
employees should have more opportunities and better incentives to serve overseas,
to gain more understanding of conditions in foreign countries and the operations of
embassies, develop their careers, and meet critical needs for the Department.

A high-level external review of the Department’s Civil Service could examine in
depth the range of responsibilities now performed by Civil Service employees, the
specific needs of the Department for non-Foreign Service positions, and the con-
tributions that Civil Service personnel can make. It could examine past efforts to
reform the Department’s personnel systems, including the MacComber report,
Toward a Stronger Foreign Service (1954), and the Wriston report, Diplomacy for the 70§
(1971), and the results those efforts achieved. It could also review the findings
and recommendations of the Hart-Rudman commission (the U.S. Commission on
National Security/21st Century). Its Phase III report, Road Map for National Security:
Imperative for Change (2001) proposed the establishment of a National Security Service
Corps that would place Civil Service professionals in the Departments of State, De-
fense, Treasury, Commerce, Justice, Energy, and Homeland Security into a personnel
system that develops senior departmental managers and leaders with a breadth of
experience in and knowledge of national security issues. The high-level review could

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007
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also examine the implementation and performance of the new personnel systems ad-
opted for the Civil Service at the Departments of Defense and Homeland Security.
Recognizing that many Civil Service employees intend to make foreign affairs work
their careers, the high-level review could examine the ladder for promotion, facilitat-
ing rotation within the Department, opportunities for excursion tours abroad, the
training curriculum, the Department’s knowledge management practices, and other
features of personnel management affecting the Department’s Civil Service.

Recommendation 2: The Under Secretary for Management should institute a
high-level external review of the options for the future of the Civil Service in
the Department of State. (Action: M)

CENTERS OF EXCELLENCE

In November 2005, the Under Secretary for Management issued a directive call-
ing for the establishment of centers of excellence in four functional areas: procure-
ment, human resources, financial management, and information technology. These
centers would provide “high-quality, standardized services ... by trained profession-
als at a lower cost, but with increased accountability through metrics, performance
standards, and customer service boards.”?

In response, HR decided to create a system of shared human resource services
to replace the previous HR-centric system. The system will be based on a number
of human resource centers of excellence, located in designated bureaus and acting
as service providers with delegated authority and managing the human resources of
those bureaus and others grouped with them. A restructured CSP will use its tech-
nical expertise to provide guidance and oversight while giving up its current opera-
tional role.

A pilot program establishing centers of excellence was initiated with candidate
centers in the Bureaus of Administration, Consular Affairs, and Diplomatic Security,
at the Foreign Service Institute (FSI), and the Arms Control and International Secu-
rity family of bureaus. This was done “because of the size of their human resources
staffs, the complexity of the programs they oversee, and their full delegation of
staffing and classification authorities, up to and including the GS-15 level.””? These

2 State Magazine, Moving to Shared Services, by Under Secretary Henrietta Fore, October 2000, p. 4.
3 Department Notice, Roll-Out of the HR Center of Excellence Pilot Program, October 17,
2006.
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bureaus must provide shared human resources management services, with improved
customer satisfaction, more efficiency, and measurable performance and account-
ability standards. The Department recently announced that, in July 2007, all bureaus
will be required to either have a center or become a customer of a center. When

the testing period is complete, the initial five candidate center pilots may be formally
deemed centers of excellence. Further, additional centers of excellence are expected
to come on line in the future.

The establishment of these initial human resources centers of excellence has
been flawed. Although the Department participated in OPM’s Human Resources
Competency Assessment, the process used to select the pilot human resources
centers of excellence was based on the size of existing operations, not performance
metrics. Nor was there a clear delineation of the core mission of a center of excel-
lence or an analysis of the functions and processes involved in being a center of
excellence or the skills and staff size required to successfully carry out that mission.

Recommendation 3: The Bureau of Human Resources should define clearly
the responsibilities of a human resources center of excellence and establish the
range of human resources skill sets required in one. (Action: HR)

Clearly CSP did not have the staff to provide all human resources services on its
own. Overall, there were already more human resources specialists in the bureaus
than in HR. However, without confidence regarding their skill base, the centers of
excellence could be building on an unsound foundation. Based on the results of
the Human Resources Competency Assessment, HR developed improvement plans
to address the knowledge and skills gaps revealed. Also, the OIG team reviewed
correspondence between CSP and human resources specialists in the bureaus that
indicated there was a human capital weakness regarding the skills of human resourc-
es specialists. According to 3 FAM 2636 d, human resources specialists who are
responsible for position classification at the Departmental and bureau level must be
sufficiently trained and experienced. Generally, employees should be able to perform
at the level for which they have been certified.

Recommendation 4: The Bureau of Human Resources should formalize proce-
dures, including a skill survey and certification of human resources specialists,
that candidate human resource centers of excellence must follow to be certified
as fully operational. (Action: HR)
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Third, HR management may have taken questionable actions. Position descrip-
tions for the senior human resources officers in the first three centers of excellence
(in the Bureaus of Consular Affairs, Diplomatic Security, and Administration) were
approved on December 6, 2005, at the GS-15 level. The incumbents of the posi-
tions were promoted on a noncompetitive basis on the grounds of “impact of
person in the job.” The position descriptions document no review, and no written
evaluation statement was attached, as required by 3 FAM 2636.3(a)(6). A review by
OPM or a competent entity within the Department without a conflict of interest
could resolve this situation.

Recommendation 5: The Bureau of Human Resources should request that an
entity with the appropriate classification authority and objectivity review the
position descriptions for the senior human resources officers in the centers of
excellence and determine the appropriate classification of the positions. (Ac-
tion: HR)

Management of Human Resources Specialists

The Department needs qualified human resources specialists inside and outside
of HR. This is evidenced by the use of contract position classifiers in many bu-
reaus. Bureaus are also outsourcing some personnel work to OPM for writing job
announcements, engaging in recruitment, determining knowledge and skill qualifica-
tion, preparing job analysis, and crediting plans. The certification process and associ-
ated training to address these problems needs to move ahead quickly. The centers
of excellence will be successfully implemented only when there are competent and

fully performing people filling the human resources specialist jobs within each center.

Although the Department has a training continuum and a curriculum for human
resources specialists, the courses are only recommended or suggested. There are no
standardized training requirements. Working with the Foreign Service Institute, HR
could identify some mandatory courses for professionals to take before moving up
the professional ladder.

Recommendation 6: The Bureau of Human Resources should establish cer-
tification requirements for human resources specialists that must be achieved,
maintained, and verified by a regime of periodic testing and monitored by a
database established and maintained by the bureau. (Action: HR)

Currently, there is no requirement for the certification of the skills and compe-
tency or for the continuing professional education of human resources specialists.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007

SENSHIHVEBUTUNCEASSHAED



bullardz
Cross-Out

bullardz
Cross-Out


The duties in the position description for Human Resources Specialist GS-0201-12
in the Department, whether in a nondelegated or delegated bureau, say the incum-
bent “serves as full-performance specialist with expertise in any or all of the follow-
ing: staffing, performance management, employee relations, position classification,
payroll, benefits, and other related services.”” OPM “position classification standards
are prepared on the assumption that the people using them are either skilled person-
nel management specialists or managers who are highly knowledgeable about the
occupations which are basic to their organizational units.”* A critical success factor
identified by OPM’ Human Capital Standard for Success is an “HR function ad-
equately staffed and prepared, in competencies and resources, to actively partner and
consult with line managers.” These functions ought to be performed at the bureau
human resources specialist level, by a center of excellence, or by CSP. HR and FSI
are exploring the possibility of using a private-sector certification to establish a body
of knowledge for the human resources occupation that is universally accepted within
the profession. The Human Resource Certification Institute is an independent certi-
tying body for the human resources profession and the Society for Human Resource
Management provides resources to assist human resources professionals in obtaining
certification. The Department could use this industry standard or establish its own
certification requirements.

Recommendation 7: The Bureau of Human Resources, in coordination with
the Foreign Service Institute, should establish standardized required training for
human resources specialists. (Action: HR, in coordination with FSI)

REORGANIZATION OF THE OFFICE oF CiviL SERVICE PERSONNEL
MANAGEMENT

While centers of excellence will take over most of the operational HR work for
the Department’s bureaus, HR retains policy, oversight, compliance, and evaluation
functions. HR is working on a proposal to reorganize CSP to provide oversight and
audit of actions in the centers of excellence. CSP’s new role will include manag-
ing the transition of operations from CSP to the bureaus, supporting the centers of
excellence through oversight and technical assistance, and ensuring consistency in
the formulation of policies and procedures as they improve the efficiency of human
resources work.

4 TS-134, July 1995, p. 9

> OPM, Human Capital Assessment and Accountability Framework, p. 3.
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There has been much controversy surrounding CSP. While no one questioned
the expertise of CSP staff, the OIG inspectors received numerous complaints from
the bureaus about CSP’s lack of timeliness and customer service. Dissatisfaction
with the automated staffing tool that bureaus had to use was also high. Some viewed
CSP as an obstacle, alleging it was inflexible in the application of OPM guidance and
tended to downgrade positions sent to it for classification. Some also criticized CSP
for not providing consistent guidance or using consistent internal procedures. It was
common for bureaus to seck the intervention of HR management, at least as a last

resort.

CSP acknowledged its shortcomings but also pointed out that the office had
been plagued by continuous vacancies and an excessive workload. CSP criticized the
competencies of bureau human resource specialists, and the OIG inspectors found
numerous indications that CSP had spent an inordinate amount of time correcting
wotk from the bureaus’ human resources offices. In some cases, documents revealed
that the bureaus were making basic and repeated errors. In addition, the frequency
of intervention by HR management, which overrode CSP’s determinations on many
occasions, further undermined the office’s morale, which was already suffering from
the staffing shortage and workload.

The inspection team concluded that the real and perceived problems with CSP’s
performance resulted from CSP’s internal shortcomings, weaknesses with bureau
human resource specialists, and the collateral impact of necessary intervention by
HR management. The inspection team believed the situation could be rectified by
improved training and certification as recommended above, restructuring HR offices,
and reorganizing CSP.

Recommendation 8: The Bureau of Human Resources should finalize and set
a date for the implementation of its plan for the reorganization of the Office of
Civil Service Personnel Management. (Action: HR)

AUTOMATION OF PROCESSES AND RESOURCES

The e-Gov initiative requires all competitive service agencies to automate their
hiring systems. Agencies can select any system they want as long as it is automated
and compatible with OPM’s system, USA Staffing. According to an OPM represen-
tative, “All (of the automated) products work. The problem is training, particularly
the users.”
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The Department’s move to an automated job announcement and hiring system
has had difficulties. In November 2004, the Department implemented an automated
hiring system called Quick Hire, which is also known as Gateway to State and Mon-
ster Hiring Management. Although OPM endorsed Quick Hire for use by agencies,
many users in the Department complained that the system is not quick and that
the certification process produced unqualified finalists. A closer look revealed the
product works fine, has a lot of potential, and has improved dramatically since its
implementation. However, more improvements are needed in skills, knowledge, and
system performance.

To prepare the Department for the transition to Quick Hire, CSP formed a
working group of four to six people working part-time on the project. CSP used the
concept of training the trainer, sponsoring two employees per bureau who would
return to their bureaus to train others. EX provided the funds for training on Quick
Hire implementation and to develop the occupational question library. In addition,
the Quick Hire vendor made major improvements to the system and recently built an
assessment tool that tests computer skills and can target groups that need assistance.

Despite these efforts, there were problems with the implementation of Quick
Hire. Trainers indicated that some users did not have basic computer skills or human
resources knowledge. In addition, the hiring official was not always as involved in
the process as needed and was disconnected from the human resources specialist. In
some instances, human resources specialists were expected to create the occupational
questions alone, although input from the subject matter expert is required for the
process to work. HR needs to continue to provide training and awareness programs
to support management officials in the use of Quick Hire. Elements of the program
at least should include initial training, monitoring, and annual awareness certification.

Recommendation 9: The Bureau of Human Resources should require selecting

officials to take mandatory training in the use of the Department’s automated
staffing tool. (Action: HR)

CiviL SERVICE PosITioN CLASSIFICATION

The classifiers in CSP are hampered by staff shortages (a government-wide
problem) and a lack of automation. Each classifier has one or more five-foot-tall
bookcases filled with binders holding the original position descriptions and profes-
sional reference materials that are used to prepare and classify position descrip-
tions. The binders were intended to contain the original signed copies of any posi-
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tion description that was classified in the Department. Delegated bureaus, which
perform classifications up to the GS-15 level, are supposed to send copies of their
classified position descriptions to CSP for inclusion in its hard-copy file of position
descriptions. Because this does not always occur, CSP estimates that its files contain
approximately 85 percent of the Department’s current position descriptions. In ad-
dition, managers in other bureaus do not have easy access to CSP’s position descrip-
tion archives. Having online access to this resource would enable managers to select
from and modify position descriptions that could then be sent to the appropriate
classification authority.

An abbreviated online resource available to all Department employees is a posi-
tion description library that has a limited number of generic positions covering
several major job series. The library is accessed via the Intranet at the HR web site.
However, this limited resource is no substitute for a complete and fully digitalized
electronic position description library. This position description library is not to
be confused with the automated library of questions used with job announcements
available in CSP. CSP cannot do a position description digitalization project with its
current staff and demands.

Recommendation 10: The Bureau of Human Resources should initiate a pro-
gram to digitalize the Office of Civil Service Personnel Management’s position
description libraries, to create a fully electronic position description library that
is accessible by human resources specialists and Department managers. (Action:

HR)

CASE-TRACKING SYSTEM

CSP’s case-tracking system is an inhouse creation that is not robust; does not
integrate with the Global Employment Management System (GEMS), the personnel
data system; and does not generate reports well. During its survey of the Depart-
ment, the OIG team heard many complaints about CSP information processing.
However, CSP said it was sometimes blamed for work that was actually still in the
bureaus. CSP has been working with EX to obtain an off-the-shelf product that
would greatly enhance case tracking and reporting for personnel purposes, but the
product has not been deployed. Fiscal constraints are the primary reason why CSP
lacks an adequate case-tracking system.

Time is wasted in attempting to track down the status of cases. Data that would
otherwise improve case management is not retrievable, frustrating bureau manag-
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ers and hurting morale in CSP. Reliable case tracking would provide accountability
and ensure that the processing of Civil Service personnel cases is well managed and
within OPM and Department performance guidelines. The tracking system should
interface with the Department’s GEMS personnel database, to generate complete
and useful reports that improve management of Civil Service personnel case pro-
cessing.

Recommendation 11: The Bureau of Human Resources should acquire and
implement an effective case-tracking system for the Office of Civil Service Per-
sonnel Management. (Action: HR)

STANDARD OPERATING PROCEDURES

With the exception of the automated staffing program, CSP divisions lack written
up-to-date standard operating procedures. The Human Capital Assessment and Ac-
countability Framework established, as a critical success factor, the expectation that
an agency will document all of its human capital management processes, measures,
and results.®

For the smooth integration of new and future employees and to provide efficient
and consistent customer service, written standard operating procedures should be
used. The OIG team made an informal recommendation on this issue.

CAREER ENTRY PROGRAM

The Department has implemented an excellent Career Entry Program (CEP), but
improvements are needed to provide greater efficiency and effectiveness. In 2001,
the Department established the CEP to attract and retain exceptional individuals
to certain professional occupations. This program is governed by OPM guidelines
under Executive Order 13162, Federal Career Intern Program. It was envisioned to
assist bureaus in preparing for the retirement of Baby Boom-era employees by train-
ing entry-level participants for journeyman-level positions. The CEP is a rigorous
two-year career development program consisting of classroom training, rotational as-
sighments, self-development activities, and on-the-job training. Positions are offered
in several professional and technical career fields. The program is rapidly growing,

¢ OPM Human Capital Assessment and Accountability Framework: Human Capital Standard for
Success, 6-A-1, p. 19
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with 20 allotments made in the first year and over 40 planned for the following years.
There are currently 65 participants, and another 50 positions have been allocated for
FY 2007. Almost 300 CEP positions (passport specialists) are maintained separately
within the Bureau of Consular Affairs.

The CEP has been treated as a collateral duty by CSP and has taken a backseat
to other priorities. Within its brief existence, the program has been passed to several
coordinators, all having a full workload of other tasks. The program is currently
shared by two coordinators who work on it part time. The OIG team received
complaints that applications were not processed or were extremely delayed, and ap-
plicants were not being kept informed. Some program coordinators said they could
not focus on the CEP requirements because of other pressing duties and a staff-
ing shortage. The program also lacked organization and structure. The necessary
resources have not been provided for the program to operate more effectively and
efficiently. The Presidential Management Fellows Program, which is similar to the
CEP in size and requirements, has a full-time manager and assistant.

Recommendation 12: The Bureau of Human Resources should provide a full-
time employee to manage the Career Entry Program. (Action: HR)

The OIG team received allegations of favoritism and a lack of transparency in
the CEP. The Department accepts applications throughout the year and maintains
a continuous register of candidates who have been ranked by OPM. Some par-
ticipants apply through CSP’s web site while other participants are recruited by the
Office of Recruitment, Examination, and Employment, which is proactive and suc-
cessful in identifying exceptional candidates. However, the recruited applicants are
sometimes given the opportunity to come in and meet key players in the Department
while those on OPM’s register are not. Although this practice may simply be net-
working, it presents a perception of favoritism, given the limited number of centrally
funded positions.

The push for quick processing of recruited applicants compounds the program
coordinator’s workload and the processing of candidates who have made the list and
are awaiting interviews or selection. This arrangement requires a significant amount
of administrative processing and creates a potential backlog of candidates who have
made the list but are never called because new candidates, who scored higher, are
placed ahead of them. The recruiters and program coordinator need to process
applicants to ensure maximum efficiency. Transparency and efficiency would be pro-
moted by the establishment of a part-time board, which would not require new FTE
positions. An informal recommendation addressed aspects of this issue.
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Recommendation 13: The Bureau of Human Resources, in coordination with
the Foreign Service Institute, should establish an Executive Advisory Board to
provide oversight of the Career Entry Program and include representatives from
the Office of Civil Service Personnel Management; Office of Recruitment, Ex-
amination and Employment; Foreign Service Institute; and an individual from
outside the Department. (Action: HR, in coordination with FSI)

Although Department policy opposes movement between intern positions in the
CEP, some exceptions have been made and have created a perception of inequali-
ties in the program. The Office of Recruitment, Examination, and Employment, a
strong proponent for the program, has assisted participants in making career-track
changes. In one instance, a human resources specialist served a three-month tour
overseas but performed foreign affairs work. When applicants are accepted into the
program, they are required to sign a Conditions of Employment Agreement that
states they are expected to remain in position with their host bureau. The Depart-
ment needs to clarify, promote, and enforce its policy, to make the program more
equitable and transparent. An informal recommendation addressed this issue.

Bureaus are using the CEP as a critical tool in their attrition planning, but prob-
lems arise when participants want to change to another career track. Although CEP
positions are centrally funded, bureaus are required to provide training, travel costs,
and a bureau-funded position upon the participant’s successful completion of the
program. Bureaus invest significant resources and design activities for the participant
to acquire the competencies, knowledge, and skills for successful job performance.
Each career track has its own requirements and formal development program. CEP
positions are highly competitive and limited. When participants change career tracks,
and especially when they leave the bureau, the bureau loses that position and must
start over again, suffering considerable loss on its investment.

Recommendation 14: The Bureau of Human Resources should require the re-
ceiving bureaus of individuals choosing to change intern positions to reimburse

the losing bureau for the training and travel costs expended during the intern-
ship. (Action: HR)

The CEP is not restricted to college graduates, yet the program’s description
on CSP’s web site requires a college transcript for the applicant to receive consider-
ation. Although some grade levels and occupations may require a college degree, this
requirement does not apply to all options available. This information should be cor-
rected on the web site, and any other relevant material made available. An informal
recommendation addressed this issue.
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FOREIGN SERVICE CAREER DEVELOPMENT AND
ASSIGNMENTS

CDA has 100 employees in five functional units. The Senior-Level Division pro-
vides career counseling to senior-level Foreign Service generalists and specialists. In
addition it serves as secretariat for the deputy chief of mission/principal officer and
chiefs of mission selection committees and includes the presidential appointments
staff and the Long-term Training and Detail Assighments Division. The Mid-Level
Division counsels mid-level generalists and specialists. The Entry-Level Division
manages the orientation of new Foreign Service personnel, counsels them, and
directs their first assignments. The Assignments Division (AD) manages the Foreign
Service assignments process for most mid- and senior-level positions and processes
permanent change of station (PCS) travel between assignments for Foreign Service
employees and their families.

A fifth, and much smaller, functional unit, is the Office of Continuity Counsel-
ing, which is attached to the CDA front office and advises the Director General and
provides long-term career counseling to officers being considered for tenure or at
risk of not being retained. It runs the Department’s Foreign Service domestic men-
toring program.

Foreign Service employees on two-year rotations work in CDA, primarily as divi-
sion chiefs, career development officers (CDO), assignments officers (AO), assign-
ments technicians, or office management specialists. CDOs are supposed to counsel
and represent the interests of FSOs during the assignment process. AOs represent
the bureaus to ensure that CDA panels approve the bureaus’ candidates. Officers
also develop expertise in regulations on specific topics and provide advice during
panels. They also support policy development and maintain data on fair-share bid-
ding, home leave, and language training waivers, among other issues.

NEED FOR IMPROVED MANAGEMENT OF ASSIGNMENTS

OIG’s 1998 Inspection Report said CDA has “had problems dating back to the
lean years when, trying to lead by example, the Bureau of Personnel took relatively
more cuts,” leaving offices understaffed while workloads increased. CDOs also did
not have enough time for clients, and clients complained, “There is no one in per-
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sonnel.” The systemic lack of resources continues. HR leadership must give more
attention and resources to CDA to match the challenges of the recent expansion

of Foreign Service personnel, the increase in one and two-year assighments, needed
information technology upgrades, and major changes the Director General is making
to the assighments process to allow CDA to fill critical and other hardship positions.

The number of FSOs has increased since the last OIG report. About 900 offi-
cers were added in the 1999 consolidation of the United States Information Agency
into the Department. Another 1,600 officers were added in 2002-04 by the Diplo-
matic Readiness and Security initiatives. The number of FSOs increased 39 percent
from 1999 to 2006. The Department expanded Entry-Level Division to handle the
2002-04 influx of officers, but those officers have since risen to mid-level. Although
some resources have been shifted to mid-level, CDOs there may have up to 400
clients, not the 150 they consider ideal. In the words of several CDOs, the workload
is “overwhelming.” The CDOs and AOs also lack adequate computer support, a re-
flection of a broader shortcoming in HR information technology (IT) management.

The increase in one- and two-year restricted-accompanied positions from 200
before the U.S. liberation of Afghanistan to 750 today and the Director General’s
tighter rules on extensions and U.S. residency limits are multiplying officer turnover.
In addition, CDOs now must spend more time monitoring these rules, the 2005
Career Development Plan, and stricter fair-share bidding regulations. This takes time
away from counseling clients.

New management practices would help carry out policy changes. CDA does not
use a comprehensive set of performance metrics to assess whether it meets its goal
of “transparently and equitably assigning employees with the right skills to the right
positions at the right time [and] .... meet[ing] the needs of the Foreign Service while
helping employees achieve their career goals.” A set of metrics would provide an
assessment of CDA’s work. This could perhaps be provided simply through a matrix
of what are now agreed-upon output elements. The elements include assignments
of officers in code at grade, curtailment due to incompatibility, level of achievement
of language and tradecraft training before arrival at post, acceptance rate of bureau
candidates without panel discussion, and number of stretch candidates. Such a ma-
trix of metrics would also clarify factors other HR elements must address to ensure
CDA can meet its goals.

Recommendation 15: The Bureau of Human Resources should develop perfor-
mance metrics to assess its effectiveness in assigning the most qualified officers
to the available positions. (Action: HR)
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HR has not provided CDA with adequate IT to do its job efficiently. AD techni-
cians are not as productive as they should be because of the poor performance by
the GEMS and PCS travel systems used in processing client documentation. These
systems need upgrading. CDOs and AOs spend too much time using primarily
manual systems to maintain statistics on the assighments process because avail-
able databases were not designed to evaluate complex assignments trends. A single
database designed to analyze assignment trends would help CDA evaluate the effec-
tiveness of bidding rules and create models for changes. HR will need to seek the
resources to make these changes.

Recommendation 16: The Bureau of Human Resources should develop a data-
base that contains appropriate data from the bidding process to support analysis
of the elements of bidding and assignment trends. (Action: HR)

Recommendation 17: The Bureau of Human Resources should upgrade the
systems used by the assignments technicians to ensure they accept data properly
and minimize downtime. (Action: HR)

AsSIGNMENTS DivisioN AND COMPETITIVE SOURCING

HR’s years of inattention to CDA manifest most clearly in the major breakdown
in AD service during summer 2006. AD failed to process in a timely manner (or not
at all) travel orders for Department employees to transfer from post to post, and em-
ployees and family members were sometimes forced to travel without orders. As late
as November 2006, AD technicians had yet to process stacks of travel order mes-
sages that authorized payment of post salary differentials and allowances. Overtime
work has not ended the paperwork backlog, and management is unable to say when
it can be cleared up. Morale is low.

Those interviewed, including officers close to the problem, said HR for years
failed to ensure adequate management and supervision of CDA human resources
technicians who process Foreign Service PCS travel. In 1997, the Government Ac-
countability Office’s (GAO) audit of PCS travel (GAO-NSIAD-98-19) characterized
the wider travel process as “inefficient, cumbersome, and costly” and recommended
consolidating the HR, Bureau of Administration, and Bureau of Resource Manage-
ment (RM) functions into a single PCS travel office.
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The Department neither addressed GAO’s recommendations as part of a larger
reorganization nor did it increase attention and resources to relieve AD’s problems.
As the workload steadily increased, so did the problems in customer service. Finally,
in 2005, HR implemented a competitive sourcing initiative for technician services un-
der the Federal Activities Inventory Reform Act of 1998. In choosing this process,
HR continued to avoid the straightforward, but more difficult, management options
long available to it; OIG is recommending some of these options in this report.

In addition, HR’s implementation of competitive sourcing did not take advan-
tage of the benefits inherent in the process. As noted on the A Bureau’s competitive
sourcing web site, competitive sourcing should be “a management tool, not just as
an operational or tactical intervention.” Although encouraged by the competitive
sourcing office to expand the competition to encompass other aspects of the assign-
ments process, HR chose to limit the effort to only 16 FTE positions. Such a small
competition offers relatively modest savings, compared to other larger units that
were available for competitive sourcing, and did not allow for a strategic approach to
improving the assignments and travel function.

According to HR management and staff involved, the competitive sourcing
process was time-consuming, due to the paperwork burden and attendance at meet-
ings to develop the Performance Work Statement and the agency’s tender. Poor
communications with AD staff on progress further damaged section morale. The
complexity of the competition process was exacerbated by miscommunications and
personality conflicts between most of the major players involved in preparing for
and implementing the competition, leading many of those involved to believe that
the process was fatally flawed and could not result in a successful outcome. Finally,
the process also took much longer than anticipated. An outside competitor’s bid to
provide services and AD’s own bid as Most Efficient Organization both failed twice
to meet minimum technical standards, requiring extensions to allow the bidders to
revise their proposals. A third submission was due for review on November 13,
2000.

Competitive sourcing has proven to be a complex and pootly executed solution
for a small division’s performance problems, which could have been solved with
improved management, supervision, and more resources. The current competitive
sourcing bidding is unlikely to resolve the serious problems in the assighment and
travel function.

Recommendation 18: The Bureau of Administration should cancel solicitation
S-AQMPD-06-R1020 for Bureau of Human Resources Career Development
and Assignments Division technician services. (Action: A)
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BETTER MANAGEMENT AND SUPERVISION OF THE ASSIGNMENTS
DiVISION

If the Bureau of Administration cancels the competitive sourcing solicitation,
HR will need to develop a new structure that supports better management and su-
pervision of AD and improve the performance of the assignments technicians.

Lack of HR attention to AD has allowed the growth of the number of clients to
outstrip the capacity of its technicians to provide service. The number of overseas
assignments alone increased 27 percent from 2001 to 2006. Only one technician
was added to process the additional 1,600 officers added between 2002 and 2004. In
the past, the client base for each technician was approximately 450; this number has
jumped from 950 to 1,000 clients, and the technicians routinely receive 100 to 150
e-mails each day. Two of the 14 positions are vacant, and one person is on extended
sick leave. No actions have been taken to fill the vacant position.

Recommendation 19: The Bureau of Human Resources should fill existing
vacancies and hire additional staff to meet the workload in the Assignments Di-
vision. (Action: HR)

The CDA assignments technicians include Civil Service and Foreign Service
personnel. Civil Service employees occupy their positions for years, have the time to
thoroughly master positions’ technical elements, and ensure CDA continuity. For-
eign Service employees provide overseas experience useful to the division but gener-
ally arrive without human resources experience and stay for two to three years only.
The turnover of Foreign Service technicians creates problems of continuity and
training, CDA lacks the appropriate mix of Civil Service and Foreign Service per-
sonnel in CDA to ensure continuity, sufficient understanding of an FSO’s overseas
environment and needs, and training efficiencies.

Recommendation 20: The Bureau of Human Resources should develop and
implement a methodology to assess and hire as assignments technicians the
optimum mix of Civil Service, Foreign Service, and contracted personnel. (Ac-

tion: HR)

As late as November, 2006 CDA/AD technicians had not finished the 2006 sum-
mer transfer cycle’s backlog of stacks of personnel actions, travel orders, or filing,
Additional temporary staff would address the backlog and give CDA/AD manage-
ment the resources to develop standard operating procedures, training programs,
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and other reforms that the OIG team recommends in this report, before the 2007

summer transfer cycle.

Recommendation 21: The Bureau of Human Resources should immediately
assemble a team to address the assignment technicians’ backlog and resolve
other immediate workload problems. (Action: HR)

The AD technicians’ responsibilities have changed significantly since their posi-
tions were last classified in 1989 under the 303 Clerk Typist series. Updated clas-
sifications for the technicians’ positions would ensure recognition of their work and
encourage mobility for AD personnel within the Department. The position descrip-
tions are outdated, and CSP has not done a desk audit to determine whether a new
series code is justified and a reclassification is warranted.

Recommendation 22: The Bureau of Human Resources should conduct a desk
audit of the assignment technician positions and submit the positions for reclas-
sification, if warranted. (Action: HR)

Foreign Service AOs have not provided adequate supervision for the AD techni-
cians, due to their heavy primary responsibilities and lack of understanding of the
responsibilities and technical aspects of the technicians’ work. These AOs often
arrive with no previous human resources experience, and their work is different from
that of the technicians. They do not share the same level of access to the databases
the technicians use; therefore they cannot monitor the work. Client comments may
be the only feedback a supervisor receives on a technician’s performance. Supervi-
sors who understand the technicians’ work will be better able to guide the section. A
Civil Service supervisor with experience in the work of the technicians might better
promote continuity, quality control, and standardization.

Recommendation 23: The Bureau of Human Resources should establish and
fill a Civil Service supervisory position for the Assignments Division. (Action:
HR)

The organization of the AD technicians’ client bases is inefficient. Each techni-
cian must create travel orders covering all of the regions of the world and must be
knowledgeable of the unique circumstances associated with each country. Redistrib-
uting the technicians’ client workload based on the region served, rather than their
client’s alphabetical listing, would increase efficiency because the technicians would
become more specialized and more knowledgeable of the unique travel situations for
their assigned region. This proposal better addresses the needs of officers transfer-
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ring into their sections. The technicians could also coordinate their work with a
smaller number of domestic offices and counterparts, promoting closer personal
working relationships and more efficient interactions.

Recommendation 24: The Bureau of Human Resources should assign clients
to the Assignments Division’s technicians by geographic areas. (Action: HR)

Some AD technicians often do not follow standard procedures or understand
complex regulations. The technicians’ training has been inadequate. The current
training program for new technicians is limited and consists of a one-week tradecraft
offsite training and a four-day training on GEMS. New technicians work closely
with the more experienced technicians when they receive hands-on training, but
this ad hoc arrangement reduces productivity and leads to a lack of standardization.
As there is a need for a detailed training manual, one of the technicians is trying to
develop a manual but has not had the time to complete it. A comprehensive train-
ing program would increase standardization, reduce errors, enhance productivity, and
provide performance standards.

Recommendation 25: The Bureau of Human Resources should develop train-
ing manuals and mandatory in-house courses for Assignments Division techni-

cians. (Action: HR)

BuILDING AN EFFECTIVE AND FAIR ASSIGNMENTS SYSTEM IN
DiFrIcULT TIMES

Global change and the realignment of U.S. foreign policy priorities are affecting
the conditions under which FSOs work. The Department is increasing the incentives
for them to work in areas with more instability, danger, and other undesirable condi-
tions. The break-up of the Soviet Union and new security threats have increased the
number of hardship posts having a 15 percent or greater pay differential from 108
in 1998 to 131 in 2006. Posts with a 25 percent or greater pay differential totaled
44 1n 1990 and 73 in 2006. In 2003, the hardship differential pay cap was lifted for
Afghanistan and Iraq to permit 35 percent danger pay and 20 percent premium pay
among other elements of a special recognition package. In 2003, special allowances
were developed for evacuated family members.

The Director General has made clear that, along with incentives, new, tougher as-
sighment procedures will be enforced to ensure that officers consider “service need”
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as a priority and that CDA fills the Department’s most critical positions — including
those in war zones. The Director General has admitted that these changes repre-
sent new territory for HR and the Department and emphasized that, if the normal
assignments process does not work, he will use directed assignments to fill critical
positions.

CDA meets weekly with the Bureau of Near Eastern Affairs to review assign-
ments for its high-priority positions. Bid numbers for 2007 summer positions at
high-priority posts in Iraq and elsewhere have been encouraging, but as of mid-No-
vember 2000, officers have not bid on all posts.

The Director General is reviewing additional tougher rules, such as shortening to
five years the six-year limitation on consecutive domestic service. He is also consid-
ering tightening the fair-share bidding rules and reviewing CDA’s other options for
making assignments under the new directives. His stated goal is an effective and fair
system that supports the career development of the Department’s employees and
shares the burden of hardship assignments. (See Appendix D for additional infor-
mation on effective and fair assignments.)

It is too early to determine whether the Director General must resort to directed
assignments to fill critical assignments. An assessment of the results of the Director
General’s new policies will be a major topic for the second phase of this inspection.

GLoBAL WHEN-ACTUALLY-EMPLOYED EMPLOYMENT REGISTRY

The Department faces significant challenges in staffing hardship posts, manag-
ing staffing gaps at all posts, and retaining personnel with key skills. These difficul-
ties are expected to be magnified in the next few years by an increase in retirements.
Fourteen percent of Civil Service employees are eligible to retire now and 33 percent
will be eligible over the next five years. Fifty-four percent of the most senior Civil
Service employees (GS-15 and Senior Executive Service) are eligible within the next
five years, and several mission-critical occupations expect significant increases in their
attrition rates.

The Foreign Service generalist workforce suffers from a mid-level staffing deficit.
As of September 30, 20006, the Department had deficits of 20 percent in FS-03 of-
ficers, 17 percent in FS-02 officers, and 6 percent in FS-01 officers. The worst gap is
in FS-02 public diplomacy officers, where the deficit is 44 percent.
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In addition, 79 percent of Senior Foreign Service generalists are eligible to retire
now, and a total of 97 percent will be eligible in the next five years. Although the
Foreign Service specialist attrition rate is expected to decrease over the next five
years, due to increased hiring over the last five years, the actual number of employees
separating from the Department will increase by about 12 percent per year for each
of the next five years.

The Department has inadequate human resources to effectively carry out all
of its duties. In particular it is extremely difficult to fill all positions with qualified
people in a number of posts, such as those in Afghanistan, Haiti, Iraq, and Nigeria.
Staffing gaps of up to 11 months have been identified.

The global repositioning of positions and the new assignment procedures are
expected to positively affect some gaps at the most difficult to fill posts, but for the
next few years the Department may continue to have a shortage of personnel. To
address this situation, the Department might put to use the growing pool of retired
Foreign Service and Civil Service staff to meet specific short- and long-term staff-
ing needs. HR has established a WAE Global Employment Registry of self-selected
individuals who express their willingness to work and identify their skills. However,
without maintaining security clearances, individual availability may not have the flex-
ibility to meet emergent needs. In addition, the employment registry needs to be
maintained and expanded to encourage all bureaus to go to one central location to
identify available individuals. The Secretary currently has the authority to waive dual-
compensation (salary and annuity) restrictions for Foreign Service and Civil Service
annuitants hired to facilitate assignments to Iraq and Afghanistan. Greater flexibility
might be achieved if the Department sought to expand its authority to use the dual
compensation waiver authority for Foreign Service and Civil Service annuitants.
When waiver authority for Civil Service annuitants is obtained (for assignments other
than those related to Iraq and Afghanistan), the annuitants should be included in the
WAE registry.

Recommendation 26: The Bureau of Human Resources, in coordination with
the Bureau of Diplomatic Security, should define the inclusion of an individu-
al’s name in the global registry as a conditional offer of employment, allowing
the individual’s security clearance to be kept current. (Action: HR, in coordi-
nation with DS)
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Recommendation 27: The Bureau of Human Resources, in coordination with
the Bureau of Legislative Affairs and the Office of Legal Adviser, should seek le-
gal authority to expand dual compensation waiver authority for Foreign Service
annuitants to allow them to be rehired for extended periods to meet staffing
gaps as required. (Action: HR, in coordination with H and L)

Recommendation 28: The Bureau of Human Resources, in coordination with
the Bureau of Legislative Affairs and the Office of Legal Adviser, should work to
broaden the use of dual compensation authority waivers for Civil Service em-
ployees so that these employees can be used as temporary employees. (Action:
HR, in coordination with H and L)

PusLic DipLOMACY AND THE ASSIGNMENTS PROCESS

The integration of public diplomacy officers in the Department’s assignments
system since the 1999 consolidation of the U.S. Information Agency has been a topic
of concern in the Department and Congress. The OIG team found that the Depart-
ment’s public diplomacy leadership contributes fully to assignment decisions. The
geographic area offices’ public diplomacy offices helped identify, for the geographic
area offices, most of the public diplomacy officers who were assigned to their posi-
tions. The Under Secretary for Public Diplomacy and Public Affairs (R) also pro-
vides input into public diplomacy positions critical to transformational diplomacy.
The Bureau of Educational and Cultural Affairs and the Bureau of International
Information Programs coordinate with R on assignments.

R has asked that public diplomacy officers consider it their “home bureau,”
and it advocates for them in the career process. For instance, when R perceived an
inadequate number of public diplomacy cone promotions in 2005, it contracted for a
study of the HR evaluations process to advise public diplomacy officers on improv-
ing their writing of evaluations. Public diplomacy officer promotions increased in
2006.

FSI has developed additional public diplomacy classes and refined old offerings.
FSI’s public diplomacy training staff has briefed CDOs and AOs on training op-
portunities. Public diplomacy officers have been well represented in HR’s long-term
training details.
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LOCALLY EMPLOYED STAFF

There are over 38,000 LE staff members working for the Department overseas.
Since 1998, far more LE staff members have been killed in the line of duty than
have American Foreign Service employees. The Department needs to codify in one
place and strengthen its commitment to these employees. OE also needs additional
staff to carry out its duties.

STAFFING FOR OVERSEAS EMPLOYMENT

OE appears to have too few employees. With approximately 20 employees, it
functions like an OPM for more than 38,000 LE staff and for thousands more LE
staff of other federal agencies. It does so by developing, coordinating, and admin-
istering the human resources management policies, regulations, systems, and proce-
dures used to employ the LE staff. OE formulates policy and programs for overseas
employees of the Department, other foreign affairs agencies, and other participating
U.S. agencies at missions abroad. LE staff compensation totals over $1 billion annu-
ally, more than 10 percent of the Department’s operating budget.

OE reorganized in 2005 and includes the Policy and Coordination Division, the
Compensation Management Division, and the Human Resources Management Divi-
sion. The office is understaffed and overworked. The excessive workload does not
allow OE’s staff to complete all requests from posts in a timely manner. As a result,
old policies have not been updated, and new ones have not been written. In addi-
tion, the FAM regulations governing the LE staff have not been revised since 1995,
despite changes that have occurred, and employee benefits have been delayed. Site
visits are at a minimum.

Recommendation 29: The Bureau of Human Resources should review the
adequacy of the staffing within the Office of Overseas Employment and adjust
staffing based on the review. (Action: HR)
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BiLL oF RIGHTS

LE staff members are unaware of all of their rights as U.S. government employ-
ees. One reason is that statements of LE staff members’ rights are not always easily
found in one location.” The rights may not all be summarized in LE handbooks or
local compensation plans produced by posts.

LE staft and the Department have mutual obligations, responsibilities, and
remedies specified in existing U.S. law, regulations, local compensation plans, and LE
staff handbooks. In addition, each country where the U.S. government has dip-
lomatic representation has local labor laws and prevailing practices. It is a human
resources best practice to advise employees of their rights. Such rights for LE staff
might include the right to:

* aworkplace free of sexual harassment or intimidation;?

* contact the Office of Civil Rights for guidance in complaints involving sexual
harassment;

e form voluntarily an effective employee association and hold meetings of the
association at the diplomatic or consular establishment;

* receive timely annual performance evaluations;

e grieve in a meaningful process, according to procedures in line with local
laws and prevailing practices;

* not work outside one’s regularly scheduled work hours without mutual agree-
ment or compensatory provisions;

* have whistleblower protection;’

e work in a safe and healthful workplace, including freedom from reprisal
related to unsafe and unhealthy working conditions;!”

* be informed of the standards of discipline in place and employee obliga-
tions;

715 FAM 941 Employee Rights.

8 Department Sexual Harassment Policy: FSN Rights and Processes for Foreign Service nationals
? Whistleblower Protection Act of 1989.

1015 FAM 943 Employee Protection From Reprisal
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* have freedom from improper or arbitrary disciplinary action or dismissals;
* be treated in accordance with local labor laws and applicable U.S. laws;
* receive a current and accurate position description;

* participate in an equitable and open recruitment process for opportunities
for upward mobility within a mission;

 file complaints of discrimination with Office of Civil Rights, although com
plainants are encouraged to attempt to resolve such issues directly at post.!!

If LE staff members are unaware of their rights and options they may not act in
their own best interests and, thus, may be effectively denied their rights. Settlement
of issues is encouraged at post, with final appeal to the chief of mission. If a com-
plaint is against the chief of mission, the chief of mission cannot be the final level
of appeal without a conflict of interest. The OIG team informally recommended
that HR consider an equitable way to address this issue.

Recommendation 30: The Bureau of Human Resources should, in coordination
with the Office of the Legal Adviser and the Office of Civil Rights, develop,
publish, and disseminate a bill of rights for locally employed staff and instruct

posts to include it in locally employed staff handbooks. (Action: HR, in coor-
dination with L and S/OCR)

OMBUDSMAN

Unlike Foreign Service, Civil Service, and eligible family member employees, LE
staff members do not have a mechanism for advocating on issues of fairness. There
is an annual Foreign Service national (FSN) conference in which selected FSNs are
brought to Washington, supported by FSI funding. OE and the Director General
come closest to being advocates for LE staff. FSN committees do have a voice,
but it is mainly limited to the post level and is heard on a wider scale only in special
circumstances, such as visits by the Director General. To address their general is-
sues, Foreign Service employees can turn to the Foreign Service Act and the Ameri-
can Foreign Service Association; Civil Service employees can turn to the American
Federation of Government Employees and/or the Civil Service ombudsman. Even

1197 STATE 53229 FSN Rights Relating to Filing Complaints of Discrimination
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eligible family members, a subset of the LE staff, can turn to the Family Liaison Of-
fice. However, LE staff members do not have a channel dedicated to speak on their

behalf.

Host-country laws and prevailing practices offer some protection for local
employees. Nonetheless, the absence of an advocate means LE staff must rely
on post management and that most issues must be resolved at the post level. This
works fairly well, but it is not without the potential for abuse or failure. Although
the Director General and OE have a watchful eye on LE staff issues, the focus can
be sharpened with the establishment of a position dedicated to the LE staff, within
limits to be prescribed by the Director General. As in the cases of the Civil Service
Ombudsman and the American Foreign Service Association, that position would be
best located outside of HR.

Recommendation 31: The Bureau of Human Resources should establish a
locally employed staff ombudsman position and determine the scope of the
ombudsman’s role. (Action: HR)

PERFORMANCE EVALUATIONS

A common problem at missions worldwide is that many supervisors of LE staff,
American and FSN, either do not complete performance evaluations on time or at
all. This deficiency has been documented in several OIG post management inspec-
tion reports. At one post, more than 200 evaluations were overdue in 2004. This
post was previously cited for delinquent evaluations in 1994 and 1999. At another
post, an American supervisor did not complete evaluations for several years, causing
one employee to forego an award. In some cases, supervisors departed the embassy
before completing evaluations. These reports are rarely completed after the officer’s
departure. In addition, some supervisors wrote evaluations for periods covering
more than a year. According to 3 FAH-2 H-135.5A(2), reports are required each

year.

At several posts, the human resources office sends monthly reminders and
delinquent reports to supervisors, requesting the submission of evaluation reports.
The office has also informed the management officer, but with little result in either
case. Some supervisors did not seem to regard the timely processing of evaluations
as important because within-grade increases are retroactive to the date of eligibility;
nevertheless, inattention to rewarding good performance can deteriorate morale. In
addition, promotions are not retroactive. Another instance of inattention occurs
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because the LE staff becomes ineligible for a periodic, within-in grade promotion
once staff members reach the top of their grades. Evaluations for these employ-

ees are sometimes deemed insignificant. New procedures have been implemented
over recent years to notify the deputy chief of mission of delinquent raters, but

the problem continues. OFE has created a new LE staff performance management
policy that will create a cycle similar to the existing American staff reporting cycle. It
is scheduled to be implemented in 2007, and all but one regional bureau has adopted
the policy.

Recommendation 32: The Bureau of Human Resources, in coordination with
the Foreign Service Institute, should require first-time American supervisors of
locally employed staff to receive such training and instruction as the Director
General may prescribe. (Action: HR, in coordination with FSI)

RETIREMENT PLAN

In many countries, the retirement system is broken, or there may not be and may
never have been a retirement system. The result is that local employees are some-
times retiring in poverty. Approximately 30 years ago, all LE staff members were
under the Civil Service Retirement System. When that system was phased out, local
employees were placed under the local social security system in accordance with
prevailing local practices. However, some of those systems did not provide adequate
protection. OE has spent years searching for a solution and remains focused on
resolving this issue.

OFE has created a process to replace the local social security system’s coverage
with that of a defined contribution plan (DCP) for LE staff who are paid under a
local compensation plan. The DCP is offered in countries where a “public inter-
est” has been declared because there is no sound and dependable financial system.
Currently 14 countries are covered by the DCP, and another 14 have been approved
for enrollment. Under the plan, the U.S. government pays 12 percent of a covered
employee’s earned basic salary each pay period. Employees cannot contribute be-
cause of the fund’s tax-exempt status. Upon separation, benefits are paid in a lump
sum in the local currency. The DCP is evaluated quarterly. As of October 2000, the
$35.2 million fund covered approximately 5,000 participants.

OE has explored with the Thrift Savings Plan (TSP) the possible inclusion of
LE staff in the TSP, which is offered to Civil Service and Foreign Service employees.
The TSP offered to assist in developing a request for proposals for a private sector
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savings plan. OE is looking at filing the request for proposals with life insurance
companies, investment houses, international banks, and other sources. The TSP will
also be receiving input from the Federal Retirement Thrift Investment Board, which
administers the TSP. On December 21, 20006, a notice was posted on FedBiz, the
U.SS. government web-based procurement bulletin board, advising potential offerers
of a request for proposal for a Global Savings Plan for LE staff. The target date for
an award is July 2007. HR will partner with RM in the issuance, review, and award of
a contract for financial management services. The Director General has committed
to addressing this issue, and an employee in OE has been dedicated full-time to this

initiative.

Recommendation 33: The Bureau of Human Resources should, in coordina-
tion with the Bureau of Resource Management, establish a global savings mech-
anism to supplement the locally employed staff’s retirement plan. (Action: HR,
in coordination with RM)
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RESOURCE MANAGEMENT

OFFICE oF THE ExecuTIVE DIRECTOR

EX is somewhat atypical in that it manages resources for several major Depart-
mentwide programs in addition to its own internal operations. Accordingly, its client
base is not limited to employees in its home bureau but includes the global Depart-
ment community for certain programs and functions, such as PAT and the corporate
IT applications that support human resources processes. These programs are costly
and complex—requiring extensive coordination with other bureaus and entities—
and directly affect employees throughout the Department personally and profession-
ally. The bureau is attentive to these corporate responsibilities and, despite cutbacks
in bureau resources in the mid-1990s from which it has not recovered, manages these
resources judiciously.

INTERNAL STAFFING ISSUES

HR experienced internal staffing challenges due to the gap between its autho-
rized employee position level of 444 and the 370 employee positions that were actu-
ally filled at the time of the inspection. This report earlier noted the critical unfilled
vacancies found among CDA assignments technicians and recommended filling
vacancies and hiring additional staff. Even more so, for an entire year CSP’s clas-
sification division suffered unfilled vacancies. For one period of several months in
2000, there were only two or three classifiers, including the division chief, in an office
that has nine classifiers when fully staffed. During the survey, many bureaus pointed
to the staff shortage in the CSP classification division as a primary reason why they
felt stymied in accomplishing the classification and filling of their own Civil Service
position vacancies. Other divisions in CSP also struggled with vacancies. This, in
turn, negatively affected the CEP, which was treated as a collateral duty by CSP, and
the OIG team received complaints relating to CEP’s timeliness. The Administration
Services Division of EX also had two vacant positions out of 11, which negatively
affected its ability to provide general services and human resources support for the

bureau.
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Restructuring the Post Assignment Travel
Function

PAT funds pay for the travel of employees and eligible family members and the
shipment of household effects and privately owned vehicles. In FY 20006, the bureau
processed approximately 5,764 PCS travel orders at a total cost of $144 million.
GAO described the Department’s PCS travel process as “inefficient, cumbersome,
and costly” in a 1997 audit.!> The PCS travel process has not changed significantly
since then. According to a survey conducted by the General Services Administra-
tion, the Department’s PCS travel costs accounted for over 19 percent of total fed-
eral government spending for this function — nearly as much as the Department of
Defense, which employs a far larger civilian workforce.

The PCS travel process is inefficient because of fragmentation of responsibility
between service providers, a lack of performance metrics, poorly integrated I'T appli-
cations, an absence of focus on customer service by HR offices, and the separation
of key management functions between HR and A. PCS travel requires coordination
from a host of organizations, such as CDA, EX, A’s Office of Logistics Management
(A/LM), the Office of Medical Services, the Bureau of Resource Management, and
267 overseas embassies and consulates. Because a single travel order may generate
as many as 100 separate payments from offices around the world, internal controls
are difficult to maintain. Customer service is similarly fragmented between offices
responsible for different elements of the transportation process. As a result, Depart-
ment clients do not have a single point of contact for travel issues. The division of
responsibility for the PCS travel program between HR, which controls funds, and A,
which expends funds, also hinders efficient decisionmaking;

GAO recommended in 1997 that the Department consolidate PCS travel ser-
vices in a single office responsible for all aspects of employee transfers. The Depart-
ment did not act on this recommendation, citing the impending challenge of con-
solidation with the United States Information Agency and the United States Arms
Control and Disarmament Agency. In the intervening years, it has become clear that
structural problems inherent in the current PCS travel process need to be addressed,
cither through an internal HR reorganization or a merger of HR and A/LM offices
responsible for the PCS travel process.

12 Using Best Practices to Relocate Employees Could Reduce Costs and Improve Service (GAO/
NSIAD-98-19).
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Recommendation 34: The Bureau of Human Resources, in coordination with
the Bureau of Administration, should review long-term alternatives to the two
bureaus’” current division of responsibilities for post assignment travel. (Action:
HR, in coordination with A)

FINANCIAL MANAGEMENT

EX’s budget branch oversees resources of slightly more than $230 million a
year, about $144 million of which is for PAT. The budget branch received good
customer service scores from internal bureau customers on OIG’s survey question-
naire. As the approving office for all PCS travel, EX is responsible for final approval
of PCS travel orders, including premium-class travel authorization and exceptions
to the regulations. The office also is responsible for $64.7 million in bureau operat-
ing funds. Bureau operating funds include a variety of centrally held allotments and
pass-through payments unique to HR. For example, HR processes a $6.7-million
payment to the Department of Labor for workers’ compensation services. The
branch also manages student per diem accounts, pays salaries for employees hired
under the Professional Associates program, and oversees funds to support reason-
able accommodations for disabled employees, among other specialized programs.

An OIG team inspecting the operations of A/LM found that the Department
could realize cost savings of at least $650,000 a year through greater use of the Inter-
national Through Government Bill of Lading (ITGBL) method, a commercial alter-
native to the Department’s in-house logistics network.(P) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2) The OIG inspection of A/LM recommended that
the Department institute mandatory use of ITGBL, where this shipping method is
the most cost-effective option.

EX has made several significant improvements to funds management for the
PAT accounts in recent years. Positive changes include more precise obligation-esti-

mation for shipping and transportation costs and conversion of the PAT account to
a working capital fund status in FY 2006. (b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
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ADMINISTRATIVE SERVICES

HR’s Administration Services Division provides general services and human
resources support for the bureau. There are 11 positions in the division, with two
positions currently vacant. Morale and teamwork within the division could be im-
proved with more management attention to positive recognition and awards. The
establishment of a training program could also sharpen employee skills. Customer
service could also be improved by upgrading the division’s web page to make it more
informative and user friendly, as informally recommended later in this report. By
regularly updating its web site, the bureau would help reduce the workload by provid-
ing ready answers to frequently asked questions.

EX has a small branch of three human resources specialists who provide service
for the bureau’s internal HR support requirements. This function received mixed
scores in OIG’s surveys. The branch has struggled to fill vacant positions in offices
in the bureau. Staffing gaps and delays in filling positions in several key offices, such
as CDA, CSP, and EX, have adversely affected bureau operations. EX staff attrib-
uted these delays to the implementation of the new electronic hiring system, and it
believes that delays should be reduced as managers and HR specialists gain familiarity
with the new system.

BEST PRACTICE: Permanent Change of Station Lodging Program

Issue: Department employees receive reduced per diem lodging pay-
ments for long-term training assignments. Employees assigned to
training for longer than four months generally pay about $80 a day out
of pocket for hotel lodging expenses, creating a disincentive to long-term
training.

Response: The Bureau of Human Resources contracted for lodging
with a commercial hotel that agreed to provide rooms at 33 percent
below the government per diem rate. The rooms were made available

to students on a first-come, first-served basis with priority given to those
on long-term training assignments. The program has filled 20,000 room-
nights in its first three months and expects to exceed targets by year-end.
The Bureaus of Diplomatic Security and Overseas Buildings Operations
and the Foreign Service Institute plan to participate in the expanded
program.

Result: The Department has removed a significant disincentive to long-
term training at minimal or no cost to the U.S. government. Substan
tial costs savings to the government should result as the program ex-

pands to 200,000 room-nights a year later in FY 2007.
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MANAGEMENT CONTROLS

The Director General signed the annual management controls statement of

assurance on July 27, 20006, attesting that bureau internal controls over property, pro-
curement, financial operations, and major programs were adequate. (b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2) . The IPMS project,
however, has been well managed and appropriately documented to date. IPMS was
certified and accredited by the Bureau of Information Resource Management and
received authorization to operate on July 14, 2006. The project was delivered within
budget, on schedule, and appears to be functioning as intended.

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
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(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

Recommendation 35: (b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)() (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)() (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)() (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)() (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
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(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)() (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

Recommendation 36: (b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b)

O\

UNUSED AIRLINE TICKETS

The Department has not established an effective process for obtaining refunds
for unused paper airline tickets. Travelers must turn in to their post’s management
officer or their bureau’s executive office unused airline tickets immediately upon
completion or cancellation of travel, in accordance with 14 FAM 517.2 and 4 FAM
472.2. Refund procedures for unused paper tickets remain problematic. A recent
GAO audit found that approximately 3 percent of premium-class airline tickets were
not used by travelers. It is possible that as much as $1 million in PAT funds could be
recovered through improved paper-ticket refund procedures. A/LM, RM, and the
General Services Administration are developing a permanent solution to this com-
plex, Departmentwide problem.
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DESIGNATION OF LEAVE ADDRESSES

HR does not have a review process for employee requests to change home leave
addresses, as required by 3 FAH-1 H-3435. Foreign Service employees are autho-
rized travel benefits that include travel for purposes of home leave, separation, and
post assignment. In determining employees’ addresses, the Department requires
employees to complete an OF-126, the Foreign Service Residency and Dependence
Report. This report allows employees to designate different addresses for purposes
of legal residence, home leave, and separation travel. However, designation of home
leave addresses without proper documentation might result in the authorization of
travel to which the employee might not normally be entitled.

Recommendation 37: The Bureau of Human Resources should institute proce-
dures to require submission of supporting documentation for changes of home

leave and separation travel addresses, with review by appropriate bureau officials
prior to approval. (Action: HR)

RESTRICTED AIRFARES

Use of restricted fare tickets for PCS travel could likely reduce Department
airfare travel costs significantly. In FY 2006, HR funded an estimated $39.2 million
in PCS air transportation expenses. HR/EX authorizes the untestricted, full-fare
government contract rate in PCS travel orders. Travelers may deviate from officially
authorized routes of travel for personal convenience on a cost-construct basis. Trav-
elers are not required to use restricted fares, even when such fares are less costly than
the unrestricted, full-fare government contract rate. HR/EX has proposed a change
to the regulations to require travelers to use restricted fares when advantageous to
the government. The OIG team endorses this proposed change and believes that
greater use of restricted commercial fares could lead to substantial cost savings for

the bureau.
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Premium CLAsS TRAVEL

In March 2006, GAO issued a report critical of the Department’s controls over
premium-class travel.!'> In particular, the report found that two-thirds of all premi-
um-class tickets were not propetrly authorized, justified, or both. In response to the
report, the Department required that all travelers complete the DS-4087 form au-
thorizing premium class travel. HR/EX requites that all PCS travelers, overseas and
domestic, be specifically authorized premium-class travel by this form. HR/EX has
developed an electronic process to approve premium-class travel, and issued 3,249
approvals in FY 2006. HR/EX does not have the ability to monitor compliance with
premium-class travel requirements by overseas posts, but the domestic travel contrac-
tor does require these forms prior to ticket issuance. OIG made an informal recom-
mendation that HR provide the Department’s travel contractor with electronic access
to the PCS travel system and the premium-class travel authorization database. Cur-
rently, the travel contractor must rely on paper documents submitted by travelers.

13 State’s Centrally Billed Foreign Affairs Travel: Internal Control Breakdowns and Ineffective Oversight I ost
Taxpayers Tens of Millions of Dollars, GAO-06-298, March 20006.
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INFORMATION MANAGEMENT AND INFORMATION
SECURITY

HR operates effective information management and information security pro-
grams in most respects. The staff adheres to most Department policies and guide-

lines and generally meets customers’ needs. However, several areas require manage-
ment attention. (P) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

(b) (2)(b) (2)() (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

INFORMATION TECHNOLOGY MANAGEMENT

EX has an enormous information management function that supports the entire
Department. The bureau’s information management operation supports approxi-
mately 900 users and consists of three units— the Internal Systems Division, the
Systems Development Division, and the Systems Oversight Division—that support
HR’s systems operations. The Internal Systems Division is responsible for managing
and securing the bureau’s Classified and Sensitive But Unclassified networks, which
consists of approximately 1,000 workstations and 160 servers. The Division also
maintains the bureau’s desktop computers, web site, and the HR internal help desk.
The Systems Development Division is responsible for application development and
maintenance. The Systems Oversight Division is responsible for HR’s I'T application
development and oversees IPMS.

EX recently completed a major software upgrade of IPMS, which consists of
four integrated systems. They are GEMS, the Knowledge Center, the Post Person-
nel System, and the HROnline umbrella system. Implementation of these systems
has reduced transaction-processing overhead, enhanced enterprise-wide data sharing,
improved data integrity and quality, and given employees and supervisors the ability
to independently manage their personal information online.
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The office’s overall technical objectives include the modernization of the techni-
cal architecture, unification of disparate hardware platforms, elimination of duplicate
data entry and storage programs, and updating business applications to maintain
compliance with amended regulations and legislation. EX has a lead role in imple-
menting the post personnel system used worldwide to track overseas staffing levels, a
project that consolidated five separate personnel databases used by different bureaus.

Allocation of Information Management
Resources

HR’s effectiveness increasingly depends on strategic allocation of IT resources.
Under the current budgeting system, office managers in the bureau submit informa-
tion management resource requests to EX, which forwards requests to the front
office with its recommendations. The front office makes the resource allocations,
generally following the recommendations of EX. Several office directors expressed
a desire for more input in the allocation of the bureau’s I'T budget. The OIG team
counseled HR to establish a users’ group for making allocation recommendations to
the front office, with representatives from throughout the bureau, to improve col-
laboration and planning,

LiFeEcYcLE MANAGEMENT PLAN

EX does not have a systems development lifecycle management plan for the
major human resources applications that support the Department. For example,
GEMS, the Department’s corporate human resources management information
system, provides comprehensive employment data for all direct-hire Department
employees. It is also the primary application for processing personnel transactions.
In 1999, GEMS version 7.0, a commercial, off-the-shelf product, went online. HR
did not upgrade the application to version 8.8 until approximately seven years later,
in July 2006. During that time, HR skipped many updates and upgrades for the
product. Because of that gap, the implementation of version 8.8 was essentially a
new implementation of a major application. Life-cycle management plans for major
projects are required by 5 FAM 658. The lack of lifecycle management plan for
major projects hinders the bureau’s ability to deploy key applications in a timely, cost-
effective manner.

Recommendation 38: The Bureau of Human Resources should create a sys-

tems development lifecycle management plan for all major applications. (Ac-
tion: HR)
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WEB SiITE MAINTENANCE

Some of the information on HR’s web site is outdated. A properly maintained
web site can be a valuable knowledge management tool for Department users and
internal HR employees. Each office in HR is responsible for overall web site main-
tenance and content for its operations. However, EX has not consistently reviewed
the web site for outdated information, due to competing priorities. The web site
should be routinely reviewed and updated to reflect current information on HR pro-
grams and procedures. The OIG team made an informal recommendation on this
issue.
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FORMAL RECOMMENDATIONS

Recommendation 1: The Bureau of Human Resources, in coordination with the
Office of the Under Secretary for Management, should institute a double-tiered
process to review issues and problems indicated in the Department’s Five-Year
Workforce Plan and related strategic human capital documents, establishing a
manager-level board to obtain information and analysis from bureau executive
offices and a senior-level board chaired by the Under Secretary of State for Man-
agement to review critical problems and craft strategies to address them. (Action:
HR, in coordination with M)

Recommendation 2: The Under Secretary for Management should institute a high-
level external review of the options for the future of the Civil Service in the De-
partment of State. (Action: M)

Recommendation 3: The Bureau of Human Resources should define cleatly the
responsibilities of a human resources center of excellence and establish the range
of human resources skill sets required in one. (Action: HR)

Recommendation 4: The Bureau of Human Resources should formalize proce-
dures, including a skill survey and certification of human resources specialists,
that candidate human resource centers of excellence must follow to be certified as
fully operational. (Action: HR)

Recommendation 5: The Bureau of Human Resources should request that an en-
tity with the appropriate classification authority and objectivity review the position
descriptions for the senior human resources officers in the centers of excellence
and determine the appropriate classification of the positions. (Action: HR)

Recommendation 6: The Bureau of Human Resources should establish certifica-
tion requirements for human resources specialists that must be achieved, main-
tained, and verified by a regime of periodic testing and monitored by a database
established and maintained by the bureau. (Action: HR)

Recommendation 7: The Bureau of Human Resources, in coordination with the
Foreign Service Institute, should establish standardized required training for hu-
man resources specialists. (Action: HR, in coordination with FSI)
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Recommendation 8: The Bureau of Human Resources should finalize and set a
date for the implementation of its plan for the reorganization of the Office of
Civil Service Personnel Management. (Action: HR)

Recommendation 9: The Bureau of Human Resources should require selecting of-
ficials to take mandatory training in the use of the Department’s automated staff-
ing tool. (Action: HR)

Recommendation 10: The Bureau of Human Resources should initiate a program
to digitalize the Office of Civil Service Personnel Management’s position descrip-
tion libraries, to create a fully electronic position description library that is acces-
sible by human resources specialists and Department managers. (Action: HR)

Recommendation 11: The Bureau of Human Resources should acquire and imple-
ment an effective case-tracking system for the Office of Civil Service Personnel
Management. (Action: HR)

Recommendation 12: The Bureau of Human Resources should provide a full-time
employee to manage the Career Entry Program. (Action: HR)

Recommendation 13: The Bureau of Human Resources, in coordination with the
Foreign Service Institute, should establish an Executive Advisory Board to pro-
vide oversight of the Career Entry Program and include representatives from the
Office of Civil Service Personnel Management; Office of Recruitment, Examina-
tion and Employment; Foreign Service Institute; and an individual from outside
the Department. (Action: HR, in coordination with FSI)

Recommendation 14: The Bureau of Human Resources should require the receiv-
ing bureaus of individuals choosing to change intern positions to reimburse the
losing bureau for the training and travel costs expended during the internship.
(Action: HR)

Recommendation 15: The Bureau of Human Resources should develop perfor-
mance metrics to assess its effectiveness in assigning the most qualified officers to
the available positions. (Action: HR)

Recommendation 16: The Bureau of Human Resources should develop a database
that contains appropriate data from the bidding process to support analysis of the
elements of bidding and assignment trends. (Action: HR)

Recommendation 17: The Bureau of Human Resources should upgrade the sys-
tems used by the assighments technicians to ensure they accept data properly and
minimize downtime. (Action: HR)
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Recommendation 18: The Bureau of Administration should cancel solicitation
S-AQMPD-06-R1020 for Bureau of Human Resources Career Development and
Assignments Division technician services. (Action: A)

Recommendation 19: The Bureau of Human Resources should fill existing vacan-
cies and hire additional staff to meet the workload in the Assignments Division.
(Action: HR)

Recommendation 20: The Bureau of Human Resources should develop and
implement a methodology to assess and hire as assignments technicians the op-
timum mix of Civil Service, Foreign Service, and contracted personnel. (Action:
HR)

Recommendation 21: The Bureau of Human Resources should immediately as-
semble a team to address the assignment technicians’ backlog and resolve other
immediate workload problems. (Action: HR)

Recommendation 22: The Bureau of Human Resources should conduct a desk
audit of the assignment technician positions and submit the positions for reclas-
sification, if warranted. (Action: HR)

Recommendation 23: The Bureau of Human Resources should establish and fill a
Civil Service supervisory position for the Assignments Division. (Action: HR)

Recommendation 24: The Bureau of Human Resources should assign clients to
the Assignments Division’s technicians by geographic areas. (Action: HR)

Recommendation 25: The Bureau of Human Resources should develop training
manuals and mandatory in-house courses for Assignments Division technicians.
(Action: HR)

Recommendation 26: The Bureau of Human Resources, in coordination with
the Bureau of Diplomatic Security, should define the inclusion of an individual’s
name in the global registry as a conditional offer of employment, allowing the
individual’s security clearance to be kept current. (Action: HR, in coordination
with DS)

Recommendation 27: The Bureau of Human Resources, in coordination with the
Bureau of Legislative Affairs and the Office of Legal Adviser, should seek legal
authority to expand dual compensation waiver authority for Foreign Service an-
nuitants to allow them to be rehired for extended periods to meet staffing gaps as
required. (Action: HR, in coordination with H and L)
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Recommendation 28: The Bureau of Human Resources, in coordination with the
Bureau of Legislative Affairs and the Office of Legal Adviser, should work to
broaden the use of dual compensation authority waivers for Civil Service employ-
ees so that these employees can be used as temporary employees. (Action: HR,
in coordination with H and L)

Recommendation 29: The Bureau of Human Resources should review the adequa-
cy of the staffing within the Office of Overseas Employment and adjust staffing
based on the review. (Action: HR)

Recommendation 30: The Bureau of Human Resources should, in coordination
with the Office of the Legal Adviser and the Office of Civil Rights, develop, pub-
lish, and disseminate a bill of rights for locally employed staff and instruct posts
to include it in locally employed staff handbooks. (Action: HR, in coordination
with L and S/OCR)

Recommendation 31: The Bureau of Human Resources should establish a locally
employed staff ombudsman position and determine the scope of the ombuds-
man’s role. (Action: HR)

Recommendation 32: The Bureau of Human Resources, in coordination with the
Foreign Service Institute, should require first-time American supervisors of local-
ly employed staff to receive such training and instruction as the Director General
may prescribe. (Action: HR, in coordination with FSI)

Recommendation 33: The Bureau of Human Resources should, in coordination
with the Bureau of Resource Management, establish a global savings mechanism
to supplement the locally employed staft’s retirement plan. (Action: HR, in coor-
dination with RM)

Recommendation 34: The Bureau of Human Resources, in coordination with the
Bureau of Administration, should review long-term alternatives to the two bu-
reaus’ current division of responsibilities for post assignment travel. (Action: HR,
in coordination with A)

Recommendation 35:(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(B)R2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) ()
(b) (b) (2)(b) (2)B)(2)(B) (2)(b) )b (2)(b) (2)(b) (2)(b) (2)(b) 2)(b) (2)(b) (2)

(b) (2)(b) (2)(b) (2)(b)g(2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
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Recommendation 36: (b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

Recommendation 37: The Bureau of Human Resources should institute proce-
dures to require submission of supporting documentation for changes of home
leave and separation travel addresses, with review by appropriate bureau officials
prior to approval. (Action: HR)

Recommendation 38: The Burecau of Human Resources should create a systems
development lifecycle management plan for all major applications. (Action: HR)

Recommendation 39:(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(B)R2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b)%(2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

Recommendation 40: () (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

Recommendation 41: (b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)

Recommendation 42: (0) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)(b) (2)
(b) (2)(b) (2)(b) (2)(b) (2)
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INFORMAL RECOMMENDATIONS

Informal recommendations cover operational matters not requiring action by
organizations outside of the inspected unit and/or the parent regional bureau and
will not be subject to the OIG compliance process. However, any subsequent OIG
inspection or onsite compliance review will assess the mission’s progress in imple-
menting the informal recommendations.

CSP had no written standard operating procedures, although it is a good manage-
ment practice to have written standard operating procedures.

Informal Recommendation 1: The Bureau of Human Resources should prepare
written standard operating procedures for the Office of Civil Service Personnel.

The chief of mission is usually the final level of appeal for a complaint brought by
an LE staff member. This represents an inherent conflict of interest when the com-
plaint is against the chief of mission.

Informal Recommendation 2: The Bureau of Human Resources should examine
and suggest to the Department ways to address the conflict of interest that arises
when the chief of mission is the source of a locally employed staff member’s com-
plaint.

The Department maintains a continuous register and accepts applications through-
out the year for the CEP. This arrangement requires a significant amount of admin-
istrative processing and creates a potential backlog of candidates who have made the
list but are never called because new candidates, scoring higher, are placed ahead of

them.

Informal Recommendation 3: The Bureau of Human Resources should establish
a limited timeframe to accept and process applications and streamline the require-
ments for the Career Entry Program.

Although Department policy prevents movement between intern positions in the
CEP, some changes have occurred and have created a perception of inequalities in
the program. Some applicants have been allowed to change positions. HR’s office
of Recruitment, Examination, and Employment, which has been a strong proponent
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for the program, has also assisted participants in making career track changes. In
one instance, an HR specialist served a three-month tour overseas but performed
foreign affairs work. However, when applicants are accepted into the program, they
must sign a Conditions of Employment Agreement that states they are expected to
remain in position with their host bureau.

Informal Recommendation 4: The Bureau of Human Resources should clarify
and enforce its policy on participants changing career tracks in the Career Entry
Program.

The CEP is not restricted to college graduates, yet the program’s description on
CSP’s web site requires a college transcript in order for the applicant to receive con-
sideration. Although some grade levels and occupations may require a college educa-
tion, this requirement should not apply to all options available.

Informal Recommendation 5: The Bureau of Human Resources should correct
the requirements for consideration in the Career Entry Program, stating a college
transcript is only required if applicable to the position.

Some HR employees did not complete the required training for the Quick Hire sys-
tem.

Informal Recommendation 6: The Bureau of Human Resources should create a
monitoring system or metrics to track human resources specialists and hiring offi-
cials’ completion of the required Quick Hire training.

There are outdated information and forms on the HR web site.

Informal Recommendation 7: The Bureau of Human Resources web site’s infor-
mation should be routinely reviewed and updated.

PC often experiences periods of heavy workload and urgent deadlines simultane-
ously affected all staff members. This situation would be greatly alleviated by the
addition of a Presidential Management Fellow.

Informal Recommendation 8: The Bureau of Human Resources should take ad-
vantage of any opportunity to place a Presidential Management Fellow in the Office
of Policy Coordination.
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Giving bureau human resources officers and CDOs and AOs access to the same
information in candidates’ employee profile reports would allow them to work more
closely in identifying and evaluating candidates for positions. At present EX rules
for the personal audit reports’ database give CDA users a more expanded screen than

is provided to bureaus’ human resource officers.

Informal Recommendation 9: The Bureau of Human Resources should establish
a panel cochaired by the Director General or his designee, to develop and implement
new written guidelines defining what employee profile report information is available
to the bureau human resource officers.

Officers assigned under the GRP will be expected to implement the new transforma-
tional diplomacy policy once they arrive overseas; however, consideration of addi-
tional training needs, especially in the area of contracts, grants, and program manage-
ment, such as USAID offers, would be useful.

Informal Recommendation 10: The Human Resources Bureau should coordinate
its training agendas to ensure that Department personnel have access to the appro-
priate United States Agency for International Development training prior to depat-
ture for post.

LE staft supervisors are, like their American counterparts, sometimes delinquent in
completing performance evaluations.

Informal Recommendation 11: The Bureau of Human Resources should include
in the locally employed staffs’ performance policy the requirement that locally em-
ployed supervisors complete their subordinate’s evaluations in a timely manner.
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APPENDIX A: THE DEFICIT IN MID-LEVEL FOREIGN
SERVICE OFFICERS

As of March 2006, the Department had a deficit of 487 Foreign Service general-
ists for mid-level (FS-03 to FS-01) positions. These statistics mean that the Depart-
ment had a shortage of almost 15 percent in the number of qualified officers avail-
able to fill these positions. There was also a deficit of 329 employees for specialist
positions, three-fourths of which were positions in diplomatic security.

hicl-Lewel
SurplusDeficit Projections
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Source: Bureau of Human Resources

The size of the deficit oscillates during the year. The trend is a gradual decrease
with projected elimination of the mid-level deficit occurring around 2010. Promo-
tions in the early fall annually reduce the deficit, but attrition resulting from the de-
partures of officers from the Foreign Service throughout the year causes the deficit
to grow back. For example, promotions from the summer of 2006 reduced a 14.8-
percent deficit to 6.8 percent, but RMA projects that the deficit will grow back to 11
percent by September 2007.

By October 2007, summer promotions are expected to again reduce the deficit to
around 4 percent, and it is projected to grow to 7 percent by September 2008. When
the promotions in the summer of 2008 take effect, the deficit will be temporarily
eliminated entirely. From October 2008 to October 2010, the numbers will oscillate
between surpluses and deficits of less than 5 percent until equilibrium is reached in
September 2010.
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The 15-percent deficit of September 2006 can be best seen by comparing the

number of mid-level officers with the number of positions, as shown below.

Positions Versus Employees, September 2006*

Surplus/

Grade | Positions | Employees Deficit Percent
01 972 914 -58 -6.0
02 1,520 1,250 -270 -17.8
03 1,200 982 -218 -18.2
Overall 3,692 3,146 -546 -14.8

* Data changed with implementation of the 2006 promotions.
Source: Bureau of Human Resources

The impact of attrition on these numbers during FY 2007 is shown in the fol-
lowing table.

Mid-level Projections* for September 2007

Projected | Surplus/
Grade Positions | Employees | Attrition Deficit Percent
01 976 979 41 -38 -3.9
02 1525 1308 55 -272 -17.8
03 1200 1162 49 -87 -7.3
Overall 3701 3449 145 -397 -10.7

*Projections assume no external interventions into the system.
Source: Bureau of Human Resources

The FSO deficit in ranks FS-01 to FS-03 arose from the Department’s failure to
hire new FSOs at a sufficient rate in the 1990s. In these years, the intake of offi-
cers was limited to 50 percent of attrition. That rate arose from the view that, with
the Cold War having ended, fewer officers would be needed. The Department was
forced to reduce the number of all employees by 2 percent annually from 1992 to
1996 and did not have the funded positions to recruit and hire FSOs it once had.
The deficit did not result solely from lack of strategic workforce planning but from
decisions externally forced on the Department.

By 1996, the Overseas Staffing Model had disclosed the existence of this mid-
level gap. When Secretary of State Colin Powell took over, he highlighted the
problem, and his advocacy was crucial in winning the Department more positions.
The Diplomatic Readiness Initiative begun in 2002 increased the number of funded
positions by 1,180 to allow the Department to reach the number of officers needed.
However, the new officers were hired primarily at the usual levels of FS-06 to FS-04,
and it would take time for them to be promoted. The entry-level officer shortage

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007

SENSHIHVEBUTUNCEASSHAED



bullardz
Cross-Out

bullardz
Cross-Out


moved, over the years, toward the mid-level positions. The senior levels of the
Department believed that addressing this issue would take several years.

Two recent developments have made the deficit worse. First, the Department
asked bureaus to prioritize their Foreign Service positions, and 180 positions to
which the bureaus gave the lowest priority were removed and used to create new
mid-level positions in Iraq. Second, the GRP’s first two phases took 200 positions
from domestic bureaus and reallocated them to missions overseas. Many of the
positions, probably a majority, were Civil Service positions. Most of the positions
created overseas were mid-level Foreign Service positions. To the extent the posi-
tions removed were not already mid-level Foreign Service positions, the GRP exacer-
bated the deficit. (The bureaus were able to hire WAE employees to continue doing
the work formerly done by full-time employees in the bureaus.) The third phase of
the GRP will involve repositioning from domestic bureaus, mostly from Civil Service
positions, and it will contribute to a larger deficit. Other initiatives that could exacer-
bate the deficit are Transformational Diplomacy, American Presence Posts, forward
deployment of Foreign Service officers with troops, and coordination of Iraq recon-
struction and stabilization.

Foreign Service generalists are typically hired at the FS-06 to FS-04 levels and of-
ficers are promoted to the FS-03 level only four to five years after entry. The De-
partment’s experience suggests that it takes new officers that long to obtain the nec-
essary experience to be successful at higher levels and meet tenuring criteria. After
achieving the FS-03 level, officers must wait at least two years before promotion to
FS-02, but on average an officer can expect to wait five years before promotion from
the FS-03 level. Thus, on average, an officer hired in 2002 would not be promoted
to FS-03 until 2007 and not reach FS-02 until 2012. The system of Foreign Service
hiring and promotion creates a pipeline through which personnel must flow, and the
stream cannot be enlarged without extraordinary injections into the pipeline.

RMA has addressed the mid-level deficit by proposing hiring and promotion
plans that would best meet the needs of the Department. The problem was gener-
ally recognized several years ago. RMA only quantified the deficit in 2006.

The deficit cannot be fixed solely by internal HR planning but would require a
higher intake of new FSOs. HR could instruct the promotion boards to promote of-
ficers as rapidly as possible, but participants in this process would need to be mindful
that promotions made too rapidly could result in officers having insufficient experi-
ence and training,
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Fixing the deficit more quickly would have also required increasing the number
of FSOs who enter at mid-career at the FS-03 to FS-01 levels. The Department
would have to hire more people with employment experience from outside the For-
eign Service, including experience in the private sector; it would then have to train
them and place them in positions at the FS-03 to FS-01 levels. These entrants would
still lack the specific experiences that are unique to FSOs. In addition, mid-level
officers may face built-in biases in promotions and may not receive the same promo-
tion opportunities. If, despite these concerns, the Department conducted a robust
mid-level hiring program, it would need to ensure that it had the resources to imple-
ment such a program. Such a decision would need the concurrence of the Director
General and higher-level Department officials.

Currently, the Department copes with the mid-level deficit in several ways. Of-
ficers are placed in mid-level positions through “upstretch” and “downstretch”
assignments. For example, the Department is “stretching” FS-04 officers to Class
3 positions and FS-03 officers to Class 2 positions where appropriate. Positions are
temporarily converted from Foreign Service to Civil Service, especially in domestic
positions. Some work previously done by FSOs is now done by WAEs and contrac-
tors. These practices have alleviated the staffing shortages and in some cases have
given officers experience at higher levels.
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APPENDIX B: SUPPORTING TRANSFORMATIONAL
DIPLOMACY

“T would define the objective of transformational diplomacy this way: To work with onr many
partners around the world to build and sustain democratic, well-governed states that will respond to
the needs of their people—and conduct themselves responsibly in the international system.”

--Secretary of State, January 18, 2006

HR has energetically carried out the GRP initiative. In a January 2006 cable to
all diplomatic and consular posts (State 009017), the Director General announced an
initial wave of repositioning under GRP to implement the vision of transformational
diplomacy that the Secretary provided in her January 18, 2006, Georgetown Univer-
sity speech. This speech, with some later elaboration, has been the major guide to
her thinking on the Department’s new mission.

The GRP carries on the themes of Secretary of State Colin Powell’s Diplomatic
Readiness Initiative, in which he declared that today’s Department does “more than
observe and report” and needs “...the right people in the right place with the right
skills.” In addition, GRP responds to needs expressed eatlier by observers who
called for a shift of human resources to increasingly dynamic and critical regions
such Africa, East Asia, South Asia, and the Middle East. The Secretary’s vision of
transformational diplomacy adds a broadly appealing policy dimension to the GRP
that justifies additional new resources in support of the mission.

The GRP provides a useful vehicle to shift resources, a move some bureaus have
long resisted. The Secretary chose the GRP with a minimum of lengthy negotiation,
limiting decisionmaking to a seven-person task force on transformational diplomacy
and the GRP that the Under Secretary for Political Affairs and Under Secretary for
Management actively manage. HR’s principal deputy assistant secretary represents
the bureau on the task force.

The two Under Secretaries, through the task force, decided upon position revi-
sions. During GRP Phases I and II, the Under Secretaries asked the geographic
bureaus to specify the new positions they wanted added to address the Secretary’s
transformational diplomacy mission. The Under Secretaries evaluated the requests,
authorized the positions, and instructed the losing areas to offer up positions based
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on the parameters they provided. Once the task force agreed to these cuts, HR
implemented the broken assignments and curtailed positions. It also expedited with
special rules the assignment of officers to the positions created under GRP.

The Secretary wanted to reprogram 200 mid-level political, economic, and public
diplomacy officer positions to transformational diplomacy positions under GRP
Phases I and II. The Under Secretary for Management relies on the International
Cooperative Administrative Support Services system at the gaining posts to compen-
sate for the administrative load caused by the additional positions.

Transformational diplomacy is based upon program activity. The Under Secre-
tary for Public Diplomacy and Public Affairs, through GRP, has successfully matched
the movement of program officers with money to support the initiative. The Under
Secretary has established and funded regional public diplomacy hubs, developed a
small group of specialists in selected embassies to report on Iran issues in the media,
and ensured that positions have been moved to the highest priority countties.

The Department is developing training for personnel in their new transforma-
tional diplomacy missions. FSI coursework relevant to transformational diplomacy
includes traditional public diplomacy tradecraft courses, plus classes on managing
grants and cooperative agreements that are aimed at projects that are generally much
smaller than USAID’s developmental projects. In addition, FSI now has courses on
issues integral to the Secretary’s Office of the Coordinator for Reconstruction and
Stabilization. A new FSI seminar series addresses strategic planning in addressing
transformational diplomacy and is titled Democracy Building, Disease Eradication, Human
Rights Promotion, and Fighting Corruption.

Transformational diplomacy requires program platforms that U.S. diplomats
can use to conduct outreach outside of foreign capitals and spread themselves more
widely across the countries. American Presence Posts are one of the most impor-
tant of these platforms. Meeting the challenge of finding additional funding for the
American Presence Posts may be pivotal to transformational diplomacy’s success.

Lists for reprogramming and new hiring under GRP III are being developed
now. Determining cuts will be more difficult than earlier phases, because Civil
Service positions have already been trimmed and bureau Foreign Service positions
will be more difficult to identify. Using a ratio of three domestic jobs cut for ev-
ery overseas job created, domestic Foreign Service and Civil Service cuts, added to
overseas presence cuts, will be painful. In addition, having repositioned much of the
Department’s existing available resources in GRP I and GRP 11, the Secretary needs
to approach the Office of Management and Budget and Congress for the increased
funding to carry out GRP III.

OIG Report No. ISP-I-07-16, Inspection of the Bureau of Human Resources, May 2007

SENSHIHVEBUTUNCEASSHAED



bullardz
Cross-Out

bullardz
Cross-Out


Transformational diplomacy includes a strong developmental vision. At pres-
ent, the Millennium Challenge Account is included within the Secretary’s vision for
transformational diplomacy. The Department can greatly benefit from USAID’s
expertise in important elements of transformational diplomacy, such as support for
rule of law, health care, and education. The Department’s organizational leadership
and USAID talent and resources have not yet been joined under the GRP. USAID’s
human resources operation is separate from GRP, although this runs counter to the
present movement toward coordination. More specific details on assignment duties
will help CDA assign training, including USAID courses, to officers who are taking
on transformational diplomacy duties. The OIG team made an informal recommen-
dation on this issue.

With the development of the joint Strategic Planning Framework, the Depart-
ment and USAID now share common goals. The annual State/USAID Joint Man-
agement Performance Plans seck to ensure that foreign policy and development
assistance programs are fully aligned to achieve these goals.

The 2004—2009 Strategic Plan gave high priority to the establishment of a formal
Department—USAID Crossover-Assignments Program. This effort was initiated
in March 20, 2000, in a cable that said USAID and the Department were exploring
ways to share the administrative expertise of executive and management officers in
the field and Washington to capitalize on shared services pilot programs and best
practices and eliminate duplicative services. USAID and the Department’s Bureau
of African Affairs volunteered to pilot test the crossover management assignments.
Up to ten Foreign Service employees will be selected to participate in the two-year
crossover program. Results of the 2007 bidding cycle will indicate the outcome of
this initiative.

Another priority noted in the 2004-2009 Strategic Plan was joint Department-
USAID training, The plan states that the closer alignment of foreign policy and
development assistance can only occur if employees are armed with the professional
training to carry out the mission. Adequate and appropriate training must be ad-
dressed in order to effectively implement the Secretary’s GRP strategy and advance
transformational diplomacy.

The Secretary has noted that Foreign Service officers will increasingly serve in
hardship posts. “To succeed in these kinds of posts,” she said, “we will train our
diplomats not only as expert analysts of policy but as first-rate administrators of
programs, capable of helping foreign citizens to strengthen the rule of law, to start
businesses, to improve health and to reform education.”
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Although the above discussion of transformational diplomacy suggests general
guidelines as to its implementation, the details of officers’ actual activities and re-
sponsibilities are still unclear. Detailed position descriptions and skill sets have yet to
be developed for some assignments. Fuller definitions of officers’” duties are neces-
sary to ensure proper training before officers take up their new assignments.

Two phases of the GRP exercise have been completed with the assignhment of
personnel to new positions. These officers will be expected to implement the new
transformational diplomacy policy once they arrive overseas; however, it would be
useful to consider their additional training needs, especially in the areas of contracts,
grants, and program management, such as USAID offers. The OIG team made an
informal recommendation on this issue.
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APPENDIX C: THE DEPARTMENT OF STATE'S
RETIREMENT NETWORK ALUMNI ORGANIZATION

On November 15, 2006, OPM gave the Department the 2006 Presidential Award
for Management Excellence for the Department’s Retirement Network Alumni Or-
ganization (RNet). The award was for a Talent Management System in the category
of Strategic Management of Human Capital, Innovative, and Exemplary Practices.
RNet is an innovative human resources strategy that increases the Department’s
future capabilities by keeping it in touch with retirees.

The Department has begun to fashion its retiree community as an integral part
of its potential talent pool. Rather than viewing retirement as a definitive break in
the employment relationship, the Department has created a unique mechanism to
redefine retirement as a transition to a different type of employment relationship.

The Department’s approach uses technology to create a unique personnel man-
agement system. Combining the standard web site with the traditional concept of a
university alumni network, RNet uses web-delivered services for retirees to create a
workforce continuity mechanism. Retirees receive services and establish an ongoing
employment relationship with the Department via that system.

The Department’s efforts will mitigate the impact of the increase in retirements
and act as a catalyst for modernizing workforce management. RNet is replicable
throughout the Executive branch and may serve as a model for addressing the immi-
nent Executive branch talent drain. The RNet concept implements OPM guidance
to Executive branch agencies on this issue and is unique in the federal sector.
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APPENDIX D: MOVING TOWARD EFFECTIVE AND FAIR
ASSIGNMENTS

The Director General is intent on having the Department fill positions with the
best FSOs available, using an effective and fair process in which HR reasserts its
prerogatives and “service need” is again a priority.

The Director General has increased the financial incentives available for service
in critical posts. The hardship salary differential system has long been the carrot to
entice FSOs to hardship posts. Financial enticements lose effectiveness, however,
when officers reach the mid-level ranks, and family issues become more important.
Officers will serve in difficult and dangerous posts but may also expect that the
personnel system will eventually allow them to move themselves and their families to
less-demanding counttries.

The Director General has reasserted control over assignments for officers from
critical posts, to ensure a substantial reward for the employees’ service and to allow
them to later serve in nonhardship posts. He has guaranteed that the 25 officers
from the Iraq Provisional Reconstruction Teams will get one of their top five choic-
es of onward assignments and promised strong support for all bidders completing
tours in Iraq and Afghanistan.

The Director General has reduced bureau influence over the assignments process
by strengthening the bidding requirements for Fair Share bidders—officers who have
not served at a posts with at least a 5-percent differential during eight years prior to
transfer. Fair Share bidders now submit three bids on 15-percent and higher dif-
ferential posts, rather than bid as before on less-arduous 5-percent-differential and
higher positions. A bureau at any time can then submit the bid for approval by the
CDA panel without protracted consultation. Fair Share rules also ensure that ad-
ditional positions that do not have pay differentials are available for bidders transfer-
ring from hazardous duty in Iraq and Afghanistan or other difficult positions.

The Director General has announced a related new policy on extensions that
aims to broaden the pool of talent for filling unaccompanied posts and the most
difficult hardship assignments and to open up nondifferential assignhments for those
coming from hardship positions. In this new policy, CDA would routinely deny
requests for extensions for employees serving at posts with a hardship differential of
10 percent or less, except for the needs of the Foreign Service.
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Increased use of one-year assignments aims to reduce the harshness of positions
for the assigned officers and make the positions easier to fill. The practice, however,
also has caused problems within the assignment process. The accelerated turnover
of officers to and from the posts has added to the Department’s administrative
workload and increased CDA assignments and PCS processing, In addition, the
number of one-year tour veterans seeking less-strenuous onward assignments may
overwhelm the available nonhardship three-year positions.

CDA must still work with the bureaus and has not reasserted full control over
the selection procedures. Under its previous guidelines, a bureau could identify a
preferred candidate and give him or her an informal “handshake,” and CDA would
treat the position as having been filled before the bidding process was complete.
The CDA assignments panel would “bless” the assignment, and that officer would be
assigned to that position. Bureaus’ selection of favored candidates outside of CDA
scrutiny will still play a role in the assighments process under the new assignment
guidelines.

Candidates are expected to lobby within the bureaus for their positions. Lobby-
ing is an institutionalized process, and there are instructions on this practice in CDA’s
bidding instructions to officers. Some question the fairness to all candidates of this
networking and handshake system and its efficiency in identifying the best-qualified
candidate for the position. Candidates lacking lobbying skills or those who have not
developed connections in the bureau where they seek a position are disadvantaged in
the assignments process.

The Director General’s guidelines have effectively eliminated the formal “hand-
shake” in the preseason of the bidding process. The bureaus have responded with
the Bureau Leading Candidate system, an informal, “unofficial handshake” system
that identifies desirable candidates early on in the assignment process. Other can-
didates can request that their career development officer take them to panel for the
position. It is too eatly to determine whether the Bureau Leading Candidate designa-
tion will simply replace the older handshake system.

The Director General also has modified bidding and assignment rules to change
the structure and timing of the assignments process. These new rules are meant
to encourage officers to bid on high-priority, unaccompanied, and restricted (adult
eligible family members only) positions early in the bidding season.

The bidding cycle runs from fall to spring. During the newly constituted fall
“preseason,” CDA will permit assighments only to the unaccompanied and restricted
countries (Iraq, Afghanistan, and certain Near Eastern, South Central Asian, and
African positions). Next, during the “early season” CDA will permit assighments
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in unaccompanied positions, positions created by GRP, positions with a higher than
15-percent differential or danger pay, positions considered critical, or positions that
are historically difficult to staff. CDA then panels all the remaining positions and the
stretch positions (officers in positions above their grade) during the “regular season.”

With the exception of bidders from Iraq and Afghanistan, CDA now accepts
“handshakes” only during the designated seasons where the positions are paneled.
This prolongs a candidate’s uncertainty over whether he or she will be placed in the
nondifferential position he or she desires. CDA expects that officers will choose a
higher differential position at an earlier season, rather than wait without a binding
agreement for a nondifferential position.

CDA is reviewing the Department’s Language Incentive Program to ensure that
financial incentives are targeted to officers learning languages for countries relevant
to current foreign policy priorities and human resource needs. The biennial review
of that program was last done in 1999 and is overdue.

Although the Director General is aggressively filling critical posts, he has prom-
ised that HR will give proper regard to the professional contributions of FSOs with
Class Two medical clearances. (Class Two is a limited clearance for assignment
abroad.) If employees identify and bid on the positions for which they can be ap-
proved, he has said he will seek to ensure that their medical inability to serve in criti-
cal hardship positions will not handicap their careers.
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PRINCIPAL OFFICIALS

Arrival Date
Director General George M. Staples 05/22/2006
Principal Deputy Assistant Secretary Heather M. Hodges 06/01/2006

Deputy Assistant Secretaries:

Linda S. Taglialatela 01/04/2002

Teddy B. Taylor 06/20/2006
Office Directors:
Career Development Robert Nolan 07/12/2001
Civil Service Personnel Management Sharlyn Grigsby 07/11/1999
Executive Director Ruben Torres 02/01/1999
Overseas Employees Wayne Salisbury 08/21/2006
Policy Coordination Karen Krueger 10/05/2003
Resource Management Philippe Lussier 10/31/2004
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AD
A/LM

AO
CCB
CDA
CDO
CEP
CEFMS
CSP
DCP
Department
Director General
EX
FSI
FSN
FSO
FTE
GAO
GEMS
GRP
HR
IPMS
ISSO
IT

ABBREVIATIONS

Bureau of Administration
Assignments Division

Bureau of Administration’s Office of Logistics
Management

Assignments officer

Configuration Control Board

HR Office of Career Development and Assignments
Career development officer

Career Entry Program

Centralized Financial Management System
HR Office of Civil Service Personnel Management
Defined contribution plan

Department of State

Director General of the Foreign Service
HR Office of the Executive Director
Foreign Service Institute

Foreign Service national

Foreign Service officer

Full-time equivalent

Government Accountability Office
Global Employment Management System
Global Repositioning

Bureau of Human Resources

Integrated Personnel Management System
Information systems security officer

Information technology
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ITGBL International Through Government Direct Bill of
Lading

LE Locally employed

OE HR Office of Overseas Employment

OIG Office of Inspector General

OMB Office of Management and Budget

OPM Office of Personnel Management

PAT Post assignment travel

PC HR Office of Policy Coordination

PCS Permanent change of station

R Under Secretary for Public Diplomacy and Public
Affairs

RM Bureau of Resource Management

RMA HR Office of Resource Management and Analysis

RNet Retirement Network Alumni Organization

TSP Thrift Savings Plan

USAID United States Agency for International Development

WAE When actually employed
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