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United States
Genersl Accounting Office
Washington, D.C, 20548

. Humass Resources Division

B.-241630
May 28, 1993

The Honorable Richard W. Riley
The Secretary of Education

Dear Mr. Secretary;

This report on the U.S. Departicent of Education (Ep} is one in a series of
GA0 management reviews of federal departments and agencies. Qur
purpose in doing these reviews is o assess the management of each
department or agency and identify actions thai can be taken to improve
organizational performance.

To obtain information for this report, we conducted 151 inndepth
interviews, primarily with ED's senior officials, and reviewed relevant
', ‘ reports and documentation. Among these were in-house studies; task force
Sk .. reports; departmental personnel statistics; and Office of Personnel
Managerment (orM), GAO, D Inspector General, Office of Management and
Budget (oMB), and Federal Managers' Financial Integrity Act reports, Our
review was conducted between December 1990 and September 1802 in
accordance with generally accepled government auditing standards: (See
“app. 1) x

SIS In this report, we include information covered in our briefings #ithi then
Secretary of Education Lamar Alexander in July 1931 and his staff in
November 1891 and our letter of August 1891! identifying problems in Ep's
pianning processes and recommending implementation of a strategic

- management process. We also inciude findings from our study of 0's

** information resources management? and our reports on the high-risk area
- of the Guaranteed Student Loan Program.?

... Asyou know, American education is at a crossroads. Student achievement
i raatheffiatics and science lags behind that of students in other
industrialized nations, some 1,000 students drop out of school each day,
and large mumbers of students graduate from school lacking the skills
sought by employers. The growing belief that these educatonal problems

IGAD h’an%emn& Letter on the Meed for » Suategic Planning Process w the Secrvtary of Education

tAug. 20, }
e ert of Edueation: Management Cormitment Needed (6 Improve nformation Resourom
s m 17, Apt. 0, 19905,
*High-Hisk Sesies: Guaranteed Student Loans (GAGHRE 832, Dec. 1900} snd Financial Audle
waranteed Susdent Loan % Triarnal Controls ard Suuchuw Need Improvement
OATVAFMD RS ¥ 30§
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contribute to America’s declining econamic competitiveness has spurred
many federal, state, and local officials and the business community o
agree that national goals for education are needed. You are well
acquainted with these policy issues,

You may be less aware of the Department’s inpaired organizational
capacity to manage; that is, fulfill its mission and carry out its roie in the
national education sgenda In our recent transition report,® we outlined the
scope of departmental management problems and the need to strengthen
departimental management. Here we provide the detalled findings and

- make recorunendations.

The Department charged with managing the federal investinent in
education and leading the long-term effort to improve education itself
lacks a clear management vision of how to best marshal its resources (o
effectively achieve its mission. Past Education Secretaries have hot built
an organization that could irmplement major policy initistives, Moreaver,
the Depariment's history is replete with long-standing manageraent

.. problems that periodically. erupted, became the focus of congressional and -
. media attention, and subsequently diverted attention from the palicy
% ¢« agendas, One example of this is the financial management of the Federal

Family Education Loan ?rogzm {fomerly the Guaranteed Student Loan-.
Program),

To reverse this trend and effect Jong-term change in the way the
Depaitment is managed, the Secretary must give priority attention to
changing both E's culture and its management systems. Past Department
Izaders have focused on shori-term solutions and made limited use of
career employees in management problem-solving. Thus, ED's current
organtzational culture leaves it poorly positioned to make long-range
changes, | ’ét.mtary Alexander recognized the need to improve the way £p
is managed and took inttial steps to enhance departmental leadership,
transform agency culiure, and improve operations. However, a0 i
concerned that this momentum, already dissipating, not be lost.

The National Educstion Goals (see app. II) constitute along-term
approach o closing the nation’s skills and knowledge gaps. But they have
nat provided a vision of what the Department itself nieeds to do to achieve
its missior. With the exception of the objectives set forth to remedy
problers in student financial assistance, the previous Secretary did not

Mranvition Serles: Education Issea (GACKXG-3-18TR, Dec. 10023,

Fajie & GMVHERI-05-4T Departient of Education
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Background

establish a management framework with goals and objectives to be
accomplished if ED was to support its agenda. Moreaver, this general lack
of management direction was exacerbated by £0vs long-standing practice
of filling key technical and policy-making positions with managers who,
lacking requisite technical qualifications, were ili-equipped to carry out
their managerial responsibilities.

Further, g0's management structure and systeras have inadequately
supported s major initiatives, such as student ald or special education
programs. The Department has no systematic processes for planning,
nrganizing, or monitoring for resalts and quality improvement. Lacking
both clear management goals and a Secretarial focus on management, £

. cannot effectively align its activities to support major injtiatives, carry out
' its prograns, or correct identified problems. In our November 1988

transition report,® we recommended that the Secretary establish a
Secretarial-level strategic management process to address these
deﬁcienm&s This has not been dane,

ED'S ma.]c-r maz’zagﬁment systems need attention. To give the Secretary the
mis for managing the Departmend, information and financial managerment
sysaems must be repaired. Mmagers lack the information and resources to
pversee’ operanans give technical assistance; and ensure financial
intemsm against fraud, waste, and mismanagement. To Jead and sustain
these efforts; ED also needs a skilled work force. But the Department does
not adequateiy recruit, train, or manage its human resources to ensure that
workers can accomplish its mission and implement Secretarial initiatives,

B P

Created in 1979,% &0 is one of the younigest and smallest Cabinet-level
departments. [is 5,000 employees fulfill 2 diverse mission: (1) to provide
financial aid for education and monitor its use, (2) to fund and pursue
education-related researcK-arftd informiation dissemination, {3) o ensure
equal access to education and enforce federal statutes prohibiting
discrimination in federally funded programs and activities, andd ({3 to
provide national leadership in identifyving and focusing attention on major
educational issues and problems. {See app. I for a desceription of £
offices and funding.) As ep's fiscal year 1992 appropriation of $28.8 billion
indicates, the federal role in financing U.8. education is small. The
Department directly funds 8.6 percent of glementary and secondary and

*Transition Seriea Edueation lssues (GAVOCGEG-18TR, Nov. 188K}

$Lacgety dravn from elemerss of the Pepsrizsent of Health, Education, und Welfare, ED became 8
functoning department in May 1980,

Fage 2 . GALVHRD-93-47 Department of Eduncstion
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12.3 percent of postsecondary expenditures.” Historically, however, federal
leadership and policy leverage have been significant, particularly in
securing equal access to educational oppertunities for all Americans.

In addition to raission-related activities, ED Secretaries have used thetr
position {o promote such initiatives as effective schools, drug-free schools,
and school choice. Historically, these efforts were not connected to any
national education agenda that could give direction to federal, state, and
local education activities. The situation changed in 1990, when the nation’s
governors, in conjunction with the White House, developed the six
National Education Gaals. This was followed in 1981 by the Bush
administration's long-term steategy, “America 2000," for achieving the

goals®

Over the past 12 years, the Department has found fuldfilling its mission
increasingly difficult. While its staff has steadily decreased, its work load
has grown {see fig, 1). ED was hxt. hartier - by the reductions-in-force of the
1680s than any other Cabmez department, By Sscal year 1981, E2's use of
fuil-time-equivalent {FT8) &Inplayees had declined 33 percent from its fiscal

year 1981 level Yet throughout this pmod the Congress gave the. « ~ wrv o -

Department res;mnsitslhty for '}’i} new, federal programs. In addition, the

number of grants and mnt.racts awaz‘ée{i by e grew.and civilrights ; 5 ¢, .

_complaints filed with it wac!zed the highw levels in the I)epartm&nt g
history {see app. IV}, g&. _;‘,,.;,‘ .
Exacerbating the work load ;zwbiems was £0's culture® and :zegat:ve
self-image. Early leadership did not enhance the self-image: the first
Secretary of Edueation had only a few months in“which 1o {1y to organize
the Department before a new admdnistration took office. The next
Secretary made dismantling the Department a formal goal and did not
request a budget for it in fiscal years 1983 and 1984, Subsequent
Secretaries focused on external policy agendas, davoting little sttention to
departmental management.,

. PThis fincal year 1902 estimate by the Congregsions! Research Service does not include the portion of
federal support provided indirecly o these instifutions through student aid progransy and vericus 2ax
expenditures. Netther does it reflect the support that postaecendary institations receive from other
federal agencies, such aa resenrch and development grants.

SET, Al 2000 An Education Stmtegy. Sourcebook, April 18, 1961,

®An orzanization’s oulture consists of the basic anderlying assumptiona, beliefs, valusa, aztitaden, and
expectations shared by its metabiers

Page 4 GAERD- 9347 Depurtzoent of Edneation
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Figure 1: El: Stafflng Declined Whiie

Programs Increased Farcent Change Since 106%
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EN's strategic and operational management pm 1oms have been
docuaviented at Jength by Gao, OMB, £D's Inspecior General, congressional
committees, and many inteynal reports and task forces. However, serious
problems have persisted or recurred, To help ED manage Hts increasing
work load and tackle chronic management protioms, we sugzfested in our
1888 transition report that the Secretary establish'a stralegic management
process. This would have enabied the Secretary 1o set major goals and
priorities, monitor progress against these goals, and provide feedback to
serjor agency managers. It also would have allowed the Secretary (o
aystematically correct and improve EI's management systems,

Page B GAOVHRD- 5347 Depurtment of Edccation
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Principal Findings
Management Vision Without a Secretarial-level process for setting clear goals and priorifies
Needed angd dealing with issues requiring long-term focus, £p's ability to implement

solutions to problems and engage in effective Department-wide planning
and management is impeded. We observed this in our 1888 report and did
S0 again in an August 20, 1991, lefier to the SBecretary. However, the
Department stiil has not developed and institutionalized such a process.

To be effective, strategic management rust be linked to the budget :
process; for maximum long-range results, strategic ptans must drive o
budget requests. Absent a strategic plan, ED may be unable o assess the i
resource levels needed to respond to future changes in program direction :

Traditionally, the Department has operated as a-conglomerate of largely
independent entities (see app. OT). Calling priorities unclear, managers we
interviewed said they were unaware of what Secretaries prior to Secretary
Alexander had envisioned for the i}ement as awhole. Inreviewing, .
past management practices, we were told by many top oﬁczaiwclud.tng
those responsible for management-wthat they ﬁtemives were “out of the
imp That is, they were not iInvolved-in zmonty*semg., dec:snon*makmg,
information flow, and resource allocamn While a.rticulai:ian of the
America 2000 strategy provided & rmuch-needed ;}ehcy concept that
defined the national education agenda, it did not offer a management
vision for the Departinent as 4 whole. The only major management,
initiatives—a management-by-objectives process,’ a program -
aceountability initiative, ' and a joint oMB/ED assessment of the student
financial assistance programs® —were either required by or included oms,

needs of the individual units in the organization, not the Department as a
whole. For example, because £0's information resources management
planning takes place at the individual unit level, not Department-wide,

|
Without a top-level vision, managerial efforts tend to be focused on the, . * :
critical decision-making information often is not shared. As a result, when :

¥The first management-by-objectives plan was submitied 1o OMB in facal year 1090,

Hipplermented b 1981, the Inidative mandaizes it ED condact & systematic and cogaehensive
sxamination of accountabiity sysioms for every program,

URegun in Decerntar 1900 au 3 responae to the student loan defanlt problem, this study made |
recommendations to rorect problems ia managing the student fnanctal aavistanee programs. These :
recompmendations, made to the Secretary of Education and the Birertor of OMB, were snroznced on
April §, 1991,

Fage & GALVEED-$3-47 Department of Rdncation
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planning problems were combined with Ep's inaccurate and incomplete
records, erronecus payments and loans were made ¢ ineligible borrowers.,
Absent a top-level vision, Information technology efforts tend to
degenerate into loose coﬁeca{ms of independent systems specxﬁc ton
particular office.”? :

Likewise, the financial management of En'’s programs suffers from a Jack
of a unifying vision and clear priorities, In the past, some managers
diseounted fiscal integrity as a goal, believing that the Department existed
largely 1o get money put (o states and local grantees on time. As o result,
ED focused too much on the execution of program funding activities and
too lttle on program accountability. This focus has contributed to the
mounting problems with student financial assistance and other financial
management weaknesses,

r

Leadership Commitment to  In 1991, Secretary Alexander inkerited 2 mamgemem mfrasz;m{:zwe

Management Lacking weakened by past political leadership that had not given prmmy 173
building and maintaining an organization that could implement major
. . . : policy initiatives. Targeted for abolition in theeatly 198{}8 zz}e}}ad e

difficulties in az;tra.cting high-quality Aasxstam Ser:ret.anes M ED smcgg has
suffered from management neglect. A major pmbiem has be'éﬁ b o
management's praa:zzce of placing unquaiz{ied managem i key t,echnicai
and policy-making positions. The high tummrer among managezs ‘also has
been problematic. For exampie, in the 1~yea.r peri{xi from F&bmary 3HURT)
February 1991 ED had three successive directors in the information
technology area, two of whom said that they were unqualified for the
position. Only in 1992 did £0 hire a permanent director with & background
in information technology. Further, £0's lpadership has had a greater
proportion of political appointees than other departments, contribuling to

. heavy mansgement tumover. Without consistent, knowledgeable

WO leadership, information technclogy problems have languished unresolved,

Even when problems surfaced and gp's staff and senior officials proposed
solutions, in-house technical expertise was often ignored and
implementation of planned solutions was not tracked. This happened, for
instance, when the Department decided to let a long-term contract to
improve £0's financial information system. Although in 1886 £D staff wrote

nent Eommimzn: Nesded 0 Improve inforeation Resowrers

M@m& of Educazion

RNAREMEDL {GALVIN, V1Y, Apr. 20, THEY
. Hewme chapter 4, *Siaffing Beagar's Titanie,” in The Thineenth Man by Terre? H. Bell (NY: The Free
Preas, 1088). :
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a request for proposal that reached the final stage of bid review, action on
the project was stopped when a new Deputy Under Secretary for
Management was appointed. After a 3-year delay, a new effort was begun
i 1992,

Leadership problems also have occurred in the student financial

assistance area which had three Deputy Assistant Secretaries in the

18-month period between January 1991 and July 1992, As of March 1993,

the position was vacant. Lacking continuous, qualified leadership, £D has

yet to successfully implement all of the fundamenta! managerial reforms
recommended by the jolnt oMa/eD task force™ in 1091, One such reform

would address student loan defaults—which totaled more than $14 billion

a8 of September 30, 1591-through strong leadership in all sendor

positions, as well as better systems and controls. In particular, the ovMe/so

task force recotnmended that the Deputy Assistant Secretary for Student
Financial Assistance be “an extremely well-qualified person.., available for - -~
the long-haul.” The first appointee had no background in loans or smdent : f
financial assistance and abruptly resigned after 7 months. The next L, : ”‘4 3

appointee, while qualified, left Enaﬂersm{}z}tbs L i,
HOr ey NIRRT {tﬁ'}i.‘% ”m"“

wg "__-u.-’ :!«J ';“

o Tai Tk a-»}g(

Improvmg Basic

Imperative

In developing and implementing critiéal pohcxes, goals, pnamles ané“‘
programs, B¢ does not have in'placé {he stfuctures and syszem it qeeds 2o 0N
vy ﬂz”s

support managedial decision-making and accountability. en aiso ia&:ks t.l]' ' i
necessary information, tracking capability, and financial controls, -~ " '

In gauging how successfully it is enhancing education oversight,' eb lacks

. or has not used existing key information, For instance, it cannot say

whether and 1o what degree persons with disabilities receive federaily
funded rehabilitation services. Until 1992, g0 did not use existing
information o identify students who default on loans and then receive
new ones. In £0's Chapter 1 Program, the $6.7 billion federal program
supporting the educationally disadvarntaged, ED officials have reporied that
states do not provide timely information needed to effectively monitor the
program, plan for future expenditures, or justify annual budget requests.

Stndlarly, because its financial management systerm does not provide
adequate Anancial controls and cannot praduce accurate and reliable

BOMBVED, Improving Guarsnteed Student Lown Management: A Bhueprint {ne Action, Aprif 181,

WEor & detaiied discussion of information respuroes mamgement in ED, sev Department of Education:
M%emem Commitment Needed o Improve Information Resources Munagement

'27s m§ m}.
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information, £b cannot ensure that its programs are financially sound. Asa
resuli, its programs are subject to increased risk from fraud, waste, and
mismanagement. t’ £0°8 protractied financial reanagement problems have
been discussed by its Inspector General and oM as well as 6a0. They
involve such important matters as guaranteed student loan defaulis.$2.7
billion®® in fiscal year 1982-wand millions of dollars that remain unspent yet
unrecovered from the $1.5 billion in discretionary grants and 3232 million
in contracts that £0 awards each year. For example, as of June 30, 1990,
250 expired discretionary grants thal were 3 or more vears old had
unexpended funds totaling 311.2 million, according to £0's Inspector
General.’® These monies remain uncollected.

The Departiment has underway several efforts to improve financial
management, but it still faces major challenges in developing a single, fully
integrated financial managerment system and producing financial reports
that are usefud o decisionanzkers. Financial management improvements
must be a continuous process requiring top management suppont and
commitment. The Chief Financial Officers Act of 1680 (P.L. 101.576) giv&s
£0 a framework for inproving its av&rali {inancial management.® )

') o T A
] ET +

it

responsibilities have grown and become more complex, Because of ;, R sl
mcremmgly constrained staff capacity (see apps. IV and V), such as;?rezct:fi v
of ED’s mission as program monitoring and oversight are inadequate. For’
example, the Department has relied heavily on an honor system in its
financial management activities. It pays over $5 billion annually to lenders
and guaranty agencies or the basis of unandited surmmary billings.
Moreover, the shortage of technically qualified staff has contributed 10
management problems in the financial and information areas. The lack of
staff with accounting or financial backgrounds, for example, plays a major
role in the persxstence of serious problems in managing student financial

assistance programs,

See, for example, Stafford Student Loans: Millions of Dallars in Loans Awarded o Ineligihle
Berrowers (GAOAMTEC8]-T, Dec. 12, T89)) and Financial Audit: Guaronteed Btodent Loan Progras's
Internal Controls and Structure Need Improvement (GA OO, Mar T8, TR

#This Department of Education figure is unaudited and muy be as high sz 32.5 tillion, N

¥ED, Cffice of Inspector General, Exnired Grants Allewed to Remasln Open {or Years, Auwdit Contreol
Na. 11-DG760, Mar. 169},

BSee The Chief Financial Officers Ack: A Mandate for Federal Financial Management Reform
(GADIAIMI-1Z 19 4, Sept. 188913
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Throughout the 15803, £0's investment in training lagged far behind growth
n training Investment in the federal government generally. Likewise, £0's
proportion of staff receiving training is less than the federal average.

Also, the amount of time and money individual £n offices spent on training
has varied widely.?! For example, in fiscal vear 1982, the Office of Inspector
General spent $379 per FTE employee on external training, while the Office
of Bilingual Education and Minority Languages Affairs spent nothing on
outside training. Similarly, employees in the Office of Inspector General
used 37 hours per FTE employee in internal and external training, while
Office of Postsecondary Education employees used only 9 hours of .
training per FTE employee. The Department-wide average was 18 howrs per
F1re employee. In additfon to problems created by lack of training, many
seriior managers recounted difficulties related to recruiting staff and slow
processing of £p's personnel actions. Although human resource issues
have been identified in numerous studies, work force assessment has not
been gystematic. In December 1891, however, efforts were initiated to
improve human resource management. (See app. V.)

Finally, £i's work force problems are exacerbated by the Department’s
demographics. Large percentages (between 40 and 50 percent in some job
series) of employees are eligible to retire. Meanwhile, £0 oi‘ficwls said, like

other agencies, ED is having difficulty attracting and keeping § younger,
high-skilled workers, such as lawyers, in some regional offices. Angp
report? notes that nearly half of the Carser Intern Class of 1984 had left ED
by 1988,

Strategic management of human resources could substantially aid the
Departrnent in meeting current and future policy and program
requirements. By linking human resource planning® to a strategic
mazzagement process (see fig. 2}, go could use such huruan resouree
activities as staffing, rewards, and training and development to support its
goals and objectives. Uinder such an approach, key managers are actively
involved in planning {or the organization’s future, including structuring the

The sctusd wnount of Seining is higher becsase some training b not repored,

HED, Horsce Mans Learning Center, Strategic Truining Fian for the Department of Education, Y
BO2FY 1608,

EHuman reaource pianning s 8 framework for decision-raldng and managemeni tha? addresses the
cansequences of an organization’s stralegic pians and dynamic environment on #t8 employeea Such
hILRE RIS 1 enaure that the orgasization has enough employees avaliabie with the righi skills
when and whers reeded (o respond 4 change and sccomplish goala,

Page 10 GALVHED-93.47 Depariment of Ednestion
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mix and organization of rescurces 1o accomplish goals and meet
challenges posed by changing work force demographics.®

Figure 2: Uniing Sirategic Management and Humian Resource Planning
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Agency Cultural
Transformation Needed

o Epae -

The Department’s mgjor management problems remain urresolved, many
ED managets-helleve, i vart because of the agency culture it inherited
from the Departinent of Health, Education, and Welfare, its parent agency
until 1880, An gD task force observed that this culture is characterized by a
focus on short-term sclutions, highly centralized decisiorne-making, and
limited cormynunication with and use of career employees by senior
managers in management problem-sniving, In the past, sirategies that
would have allowed the Department 1o move forward on managemeni
support issues were developed but not acted upon, This problem exists at
all levels of the organization. For exarnple, several proactive Assistant

#5ee Management of VA: Improved Human Besource Planning Needed to Achieve Steategls (ouls
(GAOATRDLGS10, Mar, 18, 1593) for a synthesis of generally accepied pnncipies of buman resousce

planning.

Fage 11 GADMHRD. SR 47 Departmens of Edvcation



B.243690

R T L

L
Amt

Secretaries tried to implement & strategic planning process in 1983 but
gave up when the Secretary declined to participate.

Furthermore, 80 has & negative self-image. B5's managers spoke of the
Department as a dumping ground for staff and equipment that other
agencies did not want, Sorae offices referred to themselves as
“step-children,” “starved” for such basic resources as staff, computers,
training funds, space, and equipment. In addition, the formal .
administration aitempts in the 1880s to abolish the Department and
recarring reductionsdndorce, have {ostered the negative self-image.

Despite these roadblocks, ED managers are regeptive to change. In
addition, £D's recent leadership has taken action to promote positive
change in the agency's culture and management. Within months of his 18581
confirmation, Secretary Alexander articulated a policy vision for education
and established 5 respected management team. At Depariment-wide staff

~meetings, the formner Secretary reporied o Eb staff on agency activities

and progress, and discussed the values and beliefs he would like to see

‘perpetuated. Previous managerial efforts that were neglected by top

magemenb—ﬁuch as a human resources task force report™ w—were

»wsurrecied and implementation of their findings begun. Similarly, in 1991
;&ze I;}rmer Secretary, Deputy Secretary and other senior executives began
s *"i_ogkmg directly to staff for answers to management problems, such as

o 'how to mcive financial management issues.

The former Secretary also encouraged more participatory management
techniques,™ such as thase experts agree are useful in promoting positive
organizational change. For instance, the Office of Vocational and Adult
Eduration developed a quality culture initlative. Similarly, a Total Quality
Management model developed in one unit of the Office of Postsecondary
Education was being expanded to the whole office. In September 1982, 2o
ook initial steps Wibegin Depzrtment-wide quality efforts.

While these steps and others constitute a promising departure from the
management neglect of the past, they are new and not an establishied part
of the organizational structure. Thus, with the change in administration
the momentum could be lost, To institutionalize reform of £0's

Z£1, Developing the Education Program Workdoree, Education Program Curdenturn Comrsittee, Mary
Jean L2Yendre, Chalrpesson, APF. 16, 1000,

MSee Organirazional Cyulture: Technigues Comapanles Use to Perpatuste or Change Selicfs and Yilues
{GAOMNSIAGIZTOR, Feb. 0T, 130%), .
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Recommendations

Agency Comments

management infrastructure, BD must take several actions to ensure its
ability to support implementation of the national education agerda.

Building on the initial steps taken by the Department over the last 2 years
e improve operations, we recommend that the Secretary of Education do
the following:

Articulate a strategic manzsgement vision for Eb that demonstrates how s
management infrastructure will be developed to support its mission and
such Secretarial policy priorities as the National Education Goals.

Adopt a strategic management process in the Office of the Secretary for
setting clear goals and priorities, measuring progress towards those goals,
and ensuring accountability for attaining them. Once implemented in the
Office of the Secretary, take the necessary actions to implement this
Process ﬁzmnghm{ the Depariment. Such a process should also provide a
vehicle for ensuring bm?z Secretarial-level and employes involverment for
solving major managemem probiems and for planning and managing
ong wrm change

Iirz}mm:e mnagemem ieadarsmp throughout £ and strengthen agency
{:u}zzm: by (13 zmpiemanamg a Department-wide strategic manggement
pme::ess (2) ident&fymg good management practices wizizm 80 and
suppomng their aéa;man ‘where appropriate in aizzer parts of the
Department, {3) rew art!zng managers for good management and
leadership, and (4) filling technical and policy-making leadership positions
with people with appropriate skills,

Create for information, financial, and human resources management,
strategic visions and strategic pian§ that are integrated with the
Department’s overall strategic management process.

- Virf'| Ty ¢:.. AR
The Departmeni of Education provided written conunants on a draft of

this report. Their comments are summarized below and reproduced in
appendix VIIL :

The Secretary generally agreed with our findings, noting that the report
will serve as a useful road map as the Department pursues efforts to
improve #ts culture and management. In addition, although noting that
some changes to build up ED's management capacity will require several
years, the Department has begun to act on owr recommendations,
Specifically, the Department is near completion of a strategic plan and
Total Quality Manageraent guidelines that will serve as an initial

Page 13 GAOARD- 8347 Degurtment of Education
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framework for improving its performance in the critical areas addressed in
our report. :

As you know, the head of a federal agency is required by 31 US.C. 720 w0
subrnit a written statement of actions taken on our recommendations to
the Senate Committee on Governmental Affairs and the House Committee
on Government Operations not later than 60 days after the date of the
report. A written statement must alse be submitted to the House and
Senate Committees on Appropriations with the agency’s first request for
appropriations made more than 80 days after the date of the report.

We are providing copies of this report o interested members of the
Congress, executive branch agencies, and the public. We also will make
copies available to others upon tequest, Our. wark was performed under
the direction of Gregory J. %f{cDonazd Du*fzcmr of Human Services Policy
andd Management Issues, who cazz be rea{:!zed at (202) 522~722;3 Other
major contributors ase listed in appead;.x Vﬁl

Sincerely yours,

Lawrence H. Thompson * L
Assistant Comptroller General

Page 14 GADHRD-03-47 Depariment »f Edocstion
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Appendix [

Objectives, Scope, and Methodology

The purpose of this general management review is to identify the key
management issues facing the Department of Education and assess the
extent to which its management systems and processes support its
mission. General management reviews differ in focus and consequent
methodology from our customary work. Typically, our audits and
evaluations are done at the request of the Congress and focus on program
issues. In contrast, we generally initiate management reviews and through
them address such broad, agency-wide issues as strategic planning and
human resource management. Such a review depends on the cooperation
and support of the head of the agency. Getting action on recommendations
that often call for fundamental changes in how an agency operates
requires a strong commitment from the top.

Grounded in the experience of successful management consultants,! the
methodology for a general management review assumes that the key
information about the way the agency functions—its strengths,
weaknesses, problems, solutions, barriers to change, and culture—resides
in its staff. Some reviews have used questionnaires extensively to tap staff
expertise. Another efficient way is through interviews with agency .
officials. For this study, we corroborated and augmented information from
interviews with information from other studies done by A0, departmental
inspectors general, and others and pertinent departmental and other
documentation.

We interviewed senior officials at ED and examined relevant documents
and reports ‘such as in-house studies and task force reports), personnel
statistics from iie Department and the Office of Personnel Management,
and Gao, ED's Office of Inspector General, oMB, and Federal Managers'
Financial Integrity Act reports. Our 151 semistructured, in-depth
interviews, primarily with ED's managers, senior executives, and
presidential apphir.tees, ineided questions on various management
topics. Among these were: strategic management, performance
monitoring, communication, information resources, human resources, and
financial management. We also asked about the interrelations between the
program offices and central support offices, activities and current status of
cross-cutting task forces, innovative programs or activities, and the
strengths and areas needing improvement within the Department. This
report includes inforrmation covered in our briefings with the then

IFor example, see Gordon and Ronald Lippitt, The Consulting Process in Actlon (LalJolla, CA:
University Associates, Inc., 1978); Rosabeth Moss Kanter, The Change Masters {NY: Simon and
Schuster, Inc., 1983); Robert R. Blake and Jane Srygley Mouton, tation, 2nd ed. (Reading, MA:
Addison-Wesley Publishing Co., 1083); and Edgar H. Schein, Process Consultation: Its Role In
Organization Development (Reading, MA: Addison-Wesley Publishing Co., 1983).
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Appendix I '
Oljectives, Scope, snd Mathodology

Secretary of Education in July 1081 and his staff in November 1891 and
our letter of August 1881 identifying problems in ED's planning processes
and recommending implementation of a sirategic management process.

Our work was conducted at £p's headgoarters in Washington, D.C., and

en's Dallas and Chicago regional offices between December 1880 and
~ November 1881 in accordance with generally accepled government

auditing standards, We updated selected data through September 1992,

Page 21 GAHED-23-47 Department of Edaextion



Appendix §

National Educatlon Goals

in 1890, the nation’s governors, in conjunction with the White House,
developed six National Education Goals 10 be met by the year 2000:

1. All children in America will start school ready t learn
2. The high school graduation rate will increase to at least 9 percent.

© 8. American students will leave grades four, eight, and twelve having
demonstrated competency in challenging subject matter, including
English, mathematics, sclence, history, and geography; and every school in
America will ensure that ail students leam {o use their minds well, so they
may be prepared for responsible ¢itizenship, further learning, and
productive employment in our modern economy.

4. U.8. students will be first in the world in science and mathematics
achievement.

. o 5. Every adult American will be literate and will possess the knowledge
and skills necessary to compete in a global economy and exemise the
rights and respe:zszbzimes of citzzezzs?up

§. Every schmi in ﬁmen{:a wﬁ? be free of drugs and violence and will offer
a disciplined environment ¢onducive to learning,

*IED, Ameriea 2000 A Education Strategy, Sourcebook, Apedl 18, 1091
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Appendix I}

Department of Education: Organization and

.Programs

Organization and-

Functions

The U.8. Department of Education, created in 1875, is the primary
Cabinet-level federal departinent that assists the President in pursing his
educational agenda for the nation and in implementing federai education
laws enacied by the Congress.

ED has some 5,000 employees. About half work in six program offices, The
others work in several central maragement offices {including the Offices
of the Secretary and Deputy Secretary), the Office of Inspector General,
and the Office for Civil Rights (see fig. [I1L1). Each office has arole in
carrying out ED's diverse {unctions (see table IIL}),

LN g L .
ceareiin A e e

:
[ N T T
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Appendix I

Department of Education: Organization and
Programne

Figure 11L.1: Department of Education Organlzation Chart (Sapt. 1982)
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Appendiz 111

Depiptment of Ednum Organtzation and

Programn

Tabie H.1: ;)eparlmem of Educ&ﬁan Oficas; Funcﬁon, Funding, ang Stnﬂzng {F‘ma& Yaur 1082}

Laoflars iy mitions

Otice

Function

Pusisacondary Education

Adminigtars tunding for posisectndary sGutation
programs, inchading stedent finencisl assistancs,
instiutions! development, slutiant servicss, housing
and aeedemic faclites, coaparative education,
international adusation, and graduate acucation,

Elemariary and Secondary
Eduzation

Provides inancial assistancs o siates, loosal
education agencies, and ingian-controled sehools 10
improve preschcol, slementary, and secondary
gohool student ackievemant,

Spucia! Egusation and
Hahaoiitalive Services

Supports programs that assist in educating chiidran
with special needs, provigdes rahabilitative serviges (o
youth and adults with disabitities, anc supports
ragearch i mprms} the Bvas of indivichsais with
diszhilities.

Vocationa! ang Adult
Echuration

Administars programs thit help states assist adults in
attaining ine basic skills sesded o stxain 4 Mgh

schol diploma or s squivalent ang tind ampiayment,

‘ducational Research and
- morovernant

Coflecis, analyzes, and disserninates information on
the progress and conditon of American education;* *
contiyts and unds education resaareh; ang
aoministess pragrams o promote refosm and
innovation, improvs practice, and eahanca i;bfanes ;
angd fibrary education. e

Biingual Egusation and
Minority Languages Affaiss

Adminigzers bilingual aduration programs o studenls
with frnited Engiish profiziency in elemeniary angt
sasonoary s$ehools and conducts researe!s and
avaiuation in bilingual education.

" Civil Rights

Ensures agual atcess in 2606!&‘5{ funcled education
;}*{;grams D investigating compiaints, conducting
compliance reviews, and providing sechnical
assistance to halp institutions achisve voluniary
cumpliance with oivil rghts laws.

-_{ PRy

The Seczaiaf’y

Provides for the overall direction, supervision, and
coonination ¢of 2l Densriment activities and advises
ihe Presidant on aif iaderal policias, pragrams, ang
aciivities rglated i 1).5. aedursalion.

Daputy Bacretary -

Assists the Sscratary in the discharge of Secrotarial
dulies ang responsibilities, The Depuly Secratary
saves a5 Acling Sscrelary in the ghsence ol the
Secratary.
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Appendiz I3

Deparvment of Edancation: Orgsnization and

Frograms

Dollars in miiions

Qifice

Funclion

Appropelations

Programa®  Employees

Hurnan Fasources ang
Administralion

Cvprsses depattenerial administigtive matters, and
direcls, coordinatas. end recommsnds policies for
activities that includa evaiuating and essessing the
deparimanial programa and internat management
practices; managing the Depanment's discretionary
grant-making, procuremant, and sutornated data
orocessing activilias; providing persornet and
wraiing services 1o depertmental offices; providing
resQurce management services, inciuding facilities
managemant, administrative support, and
audiovisuat communications; and developing and
managing the departimental Afirmative Action
Prograr,

T

® 548

Inspacior General

Conducts and supervises audits, investigations,
inspections, and ather reviaws of ED's programs and
operations; provides igadership, coordination, ang
policy racommendations o promgte economy,
efficiency, and effectiveness; prevents fraud and
abuse in ED programs and cperations; and reviews
propased and exisling legislation and ragulations
governing ED's programs.

2B

Provides legal services 1o the Depanment and its |
officials that include: interpreting alf federal laws
aftecting ED's operations; representing EQ in e
administrative and judicial litigation, and drafting and ~
reviewing legislation and regulations for ED; and
advises the Secretary and other officiais on policy
inltiatives and legal cevelopmaents,

DR TR
" ;:# e 4

D e v o
e B M

- f!.&'fr"!:ix [ ‘%‘.;";‘W

PRI

-

v

Qversees all matlers related to Department program
plans ang directs, coordinales, and recommants
policy for aclivities that are designed 1o coordingla
plarning and policy discussions with the Olfice of
Managerment and Budge! and Exatutive Difice of the
President; cirect analytica! studias on the eConmmis,
social, and ingtiiulional impact of gxisting and
uropesed education policies ang provids advice an
the formulation of departmemial policies, legisiative
propesat, and program ogarations; ang deveiog,
coordinata, and monitor 2 planning systam for
supparting the Deparinerd’s leng-term program
strategies and financial plans.

Intergoversmarital and
interagancy Affairs

Sarves a3 liaison bewwaer ED and the pubilic and
orgvides overal! lsgdarship bor the Departmant in
astablishing communications with & wide vadaty of
margavernmentalinteragenty. intarmationgl, and
public advdtacy Qrouns.

" 125

-
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. n {pordinuec

GAORD-D3-47 Depnetment of Edveation



Appendix HI
Depurtment of Education: Organiration and

Frograms

Dotars in miliions
Dtfice Function Appropristions  Programs' Empioyoes
Management and Overseas all matters related to program policy, ¢ & 250
Bulgetnis! Financial Officer budgel. and legislatve davelopmant; management o

e Depantment’s program budust and administrative

resources; fnancist managament, financiat coniraf,

and apgounting: and program analysis. )
Lagisiation and Coordinates and ditacts depanmantal interaction ¢ u 24
Congressional Aflgirg with the Congress by working closely with the

Secretary and departmental offices o geveiop and
presant ED's isgislative programs and coordinating
congressional testimony Dy Depanmen officials, Thig
office alse 1esponds 1o congrassional inguiries about
Depanment programs ary policies and notilies
marabars of the Congrass about award ¢f grants ant
coniracts,

e g wt
e e

*As of fiscal vear 1981,

"Thess ciizes do not administer programs.

“Thiase sfficas 40 nol receivd 8 sapareta aporaptisisng but share in e spproptistion raceived inf

prograrn adeministration of $282 mion,

Note: This (ablo doas not ingiude the appropdstian of $90 milllion for the Educational Excatiency

inftistive and the 3262 million e Orogyrsny sdminisiration,
Source: ED.

.......

" Program offices range in size from the Office of Postsecondary Education -
(over 1,200 employees} to the Office of Bilingual Education and Minority
Languages Affairs (48). Most of BIf's work force, 78 percent, is located in
headquarters, while 30 percent work in the 10 regional offices. Top-level
regional managers report directly to their counterparts in the Washington

headquarters.

The Department funded more than 200 programs out of fiscal year 1992

appropriations of $28.8 billion, Four offices were responsible for

dispersing almost all the appropriations: the Offices of Postsecondary
Education ($12.1 billion or 42 percent), Elementary and Secondary

Education ($8.2 billion or 32 percent}, Special Education and

Rehabilitative Services ($5.1 billion or 17 percent), and Vocational and

Adult Education (31.4 billion or § percent} {sce fig lI1.2).
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Appendlx 1fi
Department of Edacstion: Drosnization and
Programs

Figure 11.2: Mont Sperding Managed
by Four Offices {Fiscal Year 1098}

i

Special Eduralion ang
Rahabllitativa Servires

5%

Vocationat and Adult Education

4%
Ali Othar

Postsecondary Edducation

Elementary and Secondary
Education

Of 5p's fiscal vear 1992 appropriations, allocations for salaries and
expenses' account for about 1 percent and four program
areas-—Compensatory Education, Pell Grarus, Federal Famnily E}ducation
Loans, and Special Education-—about 70 percent,

Includes salaries and beniefits of ED employeey; contracts for stadent aid dats collection and
proceasing uag other departmental services ousty swsociined with accounting, financial ransgemens,
and payroll; and other sdministirative expenses such a8 rent, wilitien, trave], and mall,
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Appendix IV

Work Load Increased While Resources
Declined |

Through the 1880z, £p's resources decreased while its work load grew.

Through reductions-in-force and hiring freezes, £D experienced the

greatest drop in staffing of any Cabinet departinent, 32 percent from 1982

10 1988, At about the sare time, the numbers of programs funded, grants,
" contracts, ang loan activities grew,

As one would expect, the general decline in 20's staffing numbers (shown
ED R@SQHI“?&S in fig. TV.1) was accompanied by a drop in salaries and expenses. By fiscal .
Decreased in the year 1991, salaries and expenses were 22 percent less than the J88! levels
z 1980s when adjusted for inflation.

i 1 B 1., i i C i . N . L T

Figure IV.1: ElY's Reduction of Sia¥ Grester Than Any Cther Cabinet Depariment

46 Purcent Change 10 1EAZ 15 TH8E Stating Laveis

ARV EVEERAY J2

Cabinut Department

----- Avaragn Changh in Fedara) Employment
Nota: Batwean 1987 and 1988, federal employment sveral decreased an averags of 4.4 percent.

Source: Qfice of Parsbnnel Management {OPM).
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Appendis IV
Work Long Increased While Besources
Beclised

At the same time, departmental appropriations increased in current
dollars, ED's total appropriations increased from $14.8 billion to

$28 8 billior, about 95 percent, between fiscal years 1981 and 1962,
Throughout the 1580s, Presidents’ budget requests tended to be less than
what the Congress had appropriated the previous year. Although the
Congress usually appropriated more than Presidents requested for ED
programs between fiscal years 1981 and 1982, it tended o appropriate less
than requested for salaries and expenses (see fig. IV.2),

Flgure I¥.2: Congress Usually
Approprigied More Than Presidenta
Requesiod tor Programs but Not for
Salaries amid Expenses

ern T f

ED Work Load and
Responsibilities

‘creased

Farcont Diffarsnce: Appropristicn-Budget Baquest

YRY 7002 1983 IA4 1985 fSAS 1987 1468 168 900 1@t 1ee2
Fluses: Yaur

N'n i,
— Lol €73 Sadgel
- Soiades and Bxpansds

Now: Hocause ED dic not begin oparation utl May 1980, no tudget wes requested untf 1381,

Bourge: Congrassional Researsh Sorvice and ED,

Even a8 £0's staffing and the amount appropriated for salaries and..
expenses declined when adjusted for inflation, its work load increased,
The number of programs funded between 1081 and 1991 grew from an
estimated 150 to about 220, as figure 1 on page § shows.
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Appendiz IV .
Work Load Incressed While Resources
Declined

Grams, contracts, and Joan activities also grew during the 1980s. The
number of contracts gp awarded increased 103 percent between fiscal
years 1986 and 1092, The number of discretionary grants rose 36 percent
and formula granis rose 85 percent between fiscal years 1388 and 1892
{see fig. IV.3). The number of loan commitiments in the Federal Family
Education Loan Program (known a3 the Guaranteed Student Loan
Program) increased 1{8 percent from 2.3 million in fiscal year 1880 10

4.8 million'loans in fiscal year 1981,

Figurs V.5 Humber of Uissrationary
and Formula Grants Incressed Over
Time

P ¥
Formuta Grasty
Birmivie ,

Sourca B,

In the Gffice for Civil Rights, civil rights complaints Increased dramaticaﬂy

“aver the iast decade and now exceed any previous level in the
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Appendix 1V
Work Load Increased Whils Resources
Peotined

Department’s history (see fig. IV.4}. Al the same time, the Office
experienced 3 Z}percent drop in its use of employees—from | 098
employees in fiscal year 1981 1o 848 in 1592, Because complaints now
require more laborintensive investigation, the Office for Civil Rights has
been unable to devote the amount of resources it would like for

© rompliance review investipations and technical assistance. As a result, in
fiscal year 1962 the Office was unable to devote more than 6 percent of its
regional staff resources to conpliance review investigations and 4 percent
ta technical assistanee activities.

Figure IV.4: Complainia Flled With the ! e
Otfice for Thvl Righta Rosa to Highest 4500 Number
Leve! In ED¥s Mistory While Stalf

Dropped 23 Percent (Fiscal Years oa
1981-92)

A5G

2000

[ -

Wet  fik2 18

Faacal Yewr
v Ancust FIE Ussgs * ‘ he
o ot Cormpisint Racainls”

*Excludas those refited dui to ensciment of the Chil Rights Resloration Act of 1987 and those
wpatitivaly refiad by a single complainant,

Source: ED.
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Anpendix ¥

Human Resource Issues: Training,
Recruiting, and Work Force Assessments

Work Force
~ Composition Diverse

Employee Training
Neglected

Several of our major findings regarding leadership in the Department of
Education are human resource issues. They include the lack of vision and
commitment to management improvement on the part of its leaders. Also
significant is the Department’s high proportion of political appeointees,
which exacerbates the amount and frequency of tumover, particularly in
technical and policy-making leadership positions. In addition, D needs to
address issues in training, recruiting, angd work force assessments,

In September 1992, eo employed a diverse work foree, in which women

(61 percent) and minorities (46 percent) were well represented. Compared

with other Cabinet-level departinents,’ 80 employed a higher percentage of
minorities in fiseal year 1850, had a higher percentage of women than all
tast one (Health and Human Services), and employed a higher percentage
of persons with targeted disabilities ? But while £b had the highest
perceniage of blacks and women at G5 11-15 levels when compared to 22
of the largest federal agencies in fiscal year 1990, the proportion of blacks
and womet: decreased at higher grade ieveis, For exampie, back womern
were 34 percent of employees at grades | 5342 13 percent of employees at
grades 1315, and 2 pezcent of s&zzzor axecutwas in figcal year 1991. In

contrast, white women were 25 perctmi of emplnye&s At grades 9-12,

28 percent of employees at gxades 131 5 ami 2{'} percent of senior

_ executives. Similarly, black ien cansmuted lfi pez‘carat at grades 912,

8 percent at grades 13-15, and & gzercem Qf the' semor ‘executives, while
white men were 23 percent of grades 9»32 45 percent of grades 13-19, and
63 percent. of the senior executives.

ED officials are justifiably proud of the overall diversity of the -~
Department’s work force, However, the relatively low percentage of
women and rdnorities at higher grade levels within £D suggest that it, like
other agencies, may have retention and discrimination problams inthe
future in the absence of corrective action, e PN

ED has been unsuccessful in developing and opgrading the skills of its
current work force due to insufficient training resources. £p managers and
several reporis identified serious skill weaknesses in such areasas
accounting, finance, analysis, writing, and management. But throughout

"The Departments of Defense and Feterans Affairs are not incladed in this cornpanssi.
S=Targetad disabilities” refers o deafness, blindress, missing extremities, partial and complete

paraiysis, comvalsive disorders, mental rotardation, mentsl Blaess, and distonion of the Imbs snd
spine,
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Bumar Besoures Tasues: Training,
Recrniting, and Work Force Asscanmenta

the 1880s, £ lagged far behind the growth in training investment in the
federal government as a whole (see fig. V.1),

Figure V.1 L Invesiment in Treining
Lagyed BehInd Federal Government
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Likewise, the propoertion of £ employees receiving training also was less
than the federal average (see fig. V.2).
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Appemdix V
Homar Besoaree Bauss: Training,

Becrwiting, sad Wourk Force Asseasmonts

Figure V.2: Parcent of Employess
Receiving Training Lass Than Federal
Average (Fiscal Year 1990)
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Many senior managers recounted difficulties related to reeruiting
eraployees and the slow process of ED personnel actions. They called the
process frustrating because it reduces thelr competitiveness in hiring
qualified applicants and leaves positions unfilled for longer than they wish.

An example of the many problems in recruiting qualified people in 4 timely
fashion was given by one top manager, who said it took him over 8 weeks
to get an eligible list of G5-8s. Another noted it took 15 months to fill a
vacancy for a professional staff position. One reason is that gp's Personnel
Management Service does not advertise positions in places where they are
likely to attract more qualified applicants, managers asserted, For
example, one position required the skills possessed by school district
business managers. Rather than advertising in the professional journal to
which the pool of qualified applicants subscribe, it was only posted inthe
standard federal information places. This attracted no applicants.

.
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Recruiting, and Work Force Assessments

Nor was Personnel termed helpful In getting managers thyough the
nuances of hirlng, For example, one manager, unfamiliar with writing
position descriptions, said she could not get the assistance she needed
from Personnel, Still other managers said that often the people on
Personnel’s certification list were unqualified. Sometimes a position had to
be advertised several times before a qualified candidate was selected,

Nonetheless, some managers perceived ED's Personnel Management
Service as helpful in meeting their needs. Others suggested that Personnel
staff were simply overworked and “move as fast as they can” or perceived
the slowness of the process as attributable to opM-mandated procedures.

. : Various studies ep has conducted highlight some of the huran resource
Issues Identlﬁed’ but issues confronting the Departiment. For example, the Department’s 1890

: WOI‘k Force task force report and its strategic training plan said £n is having difficulty
1 ASS essment attracting and keeping younger, high skilled workers.
v T._nfq«_; LIS »
‘nsy stematic A 1981, joint oMa/ED study on student financial assistance? identified ~
(VMR . serious weaknesses in uman resource management, particularty the lack
R TSI of employees with adequate financial, accounting, and analysis skills; .
- ;f?\ Foar training; and technical leadership. In our report on the Office of Special . »r .o~

LA ‘ Education and Rehabilitative Services,* we identified major problems in -7
: filling vacancies, key positions filled on an acting basis, and limited
training and development programs.

“ In addition, during our review ED managers cited eoncerns about & range
of human resource management problems with recruiting, training,
promotion, and a dwindling resource pool. These issues, they say, have not
been systematically assessed or studied. While some work has been done
in identifying specific needs of individual offices, and groups of
employees, no Department-wide assessment of work force nieeds has been
done.

s

SOMB/ED, Imoroving Guarsteed Student Lows Maragement: & Bluepring for Antion, Anr 381,

@ '
| A
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Management

Appeadix ¥V .
Human Rescuree Issnes: Training,
Eeeruiting, and Work Perce Asscssments

*

In December 1981, Department officials initiated efforts aimed at
inproving En's human resource management. £o officials have begun
projects to address training needs and involve their employees in
improving work processes.

For example, officials developed and piloted plans for an employee skills
clinic where 20 employees can have their skills assessed and obtain
information about internal and external training opportunities to upgrade
their skills. In addition, a consultant will help ED develop a model
recruitiment program. Eb administered a survey to all employees (o solicit
their opinions ahout job conditions, the work environment, recognition
and contributions, and overall effectiveness of the Departrent. £D's Office
of Vocational and Adult Education has implemented its “Star POC”
{Principal Operating Compunent} initiative as part of its mission. This ,
initiative is intended (o iraprove morale, communication, and productivity
and 1o ¢ncourage employee involvement, contribution, and teamwork.
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Appendix VI

Tables Supporting Figures in Text

Tabis ¥1,1: Data for Figurs §

Eg

timated

Percentage

Barcantags
' numberof  gifference from  Staffing  difference from
Flscal year programs 1581 lovels {FYE) 1681 lavals
1981 150 * 6,843 .
o v 118 -23 5.660 -8
1683 120 ° -2 §.384 -22
1964 125 -1 5028 -27
1883 135 R i 4,877 -24
14988 145 -3 & 527 ~34
19687 185 10 4,413 38
1638 180 2 4516 w34
1888 208 33 4,425 =36
1990 208 39 4,556 -33
1991 220. 47 4630 -33

Table VI.2: Data for Figure Iz~ M

,,,,,,,,

Dollars # trousands

Fiaoal yaar 1982 Parcent of
CHliee appropriation appropristion -
Postsecondary Bdutstion $ 12.108,138 42
Elomentary and Sacondary Education 9,188,217 32
Spacial Education and Rehabilitative
Bervicesy 5083932 17
Viocatonal ang Adylt Education 1,442,608 ]
All other 1,038,206 4

Page 38

=1
:

CAOMHED 8247 Departient of Fdgostion



Appendix ¥}
Tabies Bupporting Pigores In Text

Tabis ¥1.3: Date for Figurs V.1 Saoe L
: Percent changa In staff for
Deperimant 1982-88
Justios . 30
Traagury | . 23
Sizie 11
Befense ?
Vetarang Affairs : L3
Cormenarce -3
Transportation -9’
! Agriculture 11
Energy ’ 18
intarior . . wid
Labor C -18
Housing and Urhan Davalopmant ~17
Heaith and Human Services ; g}
,:ﬁducalim e et w. it
" ble VIL4: Datafor Figure v.2® - - T« e,
e DDIATS i1 thoUSANGS LA A
FEE N coL 2T Total ED budget . Salaries and gupenses
ST ReT S * Percentags " Percentags
- :Figenl your Feguest - Appropristion dlfferonce Reguest Approprietion ditference
1981 $18.485,332 $14,807.740 -4 $251,096 §262,513 . -1
1982 12,353,568 - 14,752,370 19 WoB719 275,462 ~11
1963 5,950,508 15,422, 286 L8 256,505 290,663 13
1984 13,191,885 15,441,482 17 294 835 248 882 wl
1085 15,484,848 19,078.824 23 © 3430 303,742 1
1886 15,545,344 17,838,011 15 277342 273512 -1
1987 15,218,084 14,557,897 N4, EN785 - 204,670 ’ -1
1966 14,049,789 20,314,175 44 316,000 299,118 w5
1853 21,184,824 22,736 548 ? 314,701 3,718 - e}
198G 21,810,008 24,822 859 12 342,124 . N2t -5
1991 24618311 27 503,298 1z - 406,700 353,676 ~13
1092 29,820,044 £8.832 889 —3 358,088 ar1,412 —4
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Tables Supporting Figures in Text

Teaw V; & 9&23 e ;igam V.3 o I AP I e e aas R AL T To e, AN TR R, e BT T S T i ] T T L Wl
. Number of grants, fiscal year
Typs of grant 1588 1588 1890 1991 1992
Discrationary , 1157 8,120 9,018 10,663 10,559
Formuta 2,689 3,988 4,149 4,238 4,972
Table ¥1.5: Data for Figura iV b S s G ) T A ez E TR R R R ¥
- Annuai FTE smployse Regular zompiaint
Fiscal year usage racsipts
1981 . 1,098 2889
1982 578 1.840
1683 841 1,940
1584 . aG? 1,934
1545 913 2,064
1886 . 843 2,128
1887 LT 807 1,874
1988 LY T Ly s 2,23
1888 - T ORI e 749 2
1990 L T e 815 3,384
. 1984 . . 314 3,808
St 1992 - e e cmereiee s o 848 4,432
Tabie VL.7: Deta for Figure V.1 - T ——— —— i ————
T ... .. _ED Faderal governmant
’ . ' - Percantage Percentage
. Training  chenge from Trainlng  change from
Flacal year expendiures 14814 aapenditures 18851
1981 $1,089,425 . $370,963,901 *
1884 885,469 ~18 476,083 483 28
1985 g4 8m ~gd 550,108,082 48
1986 752592 ~31 721,184,820 - 84
1987 802 446 ST L B3GRI63,400 126
1388 824,818 -4 1.028,324,724 177
19845 1,286,884 i8 872,065,228 162
Tabie VE8: Data for Figure ¥.2 TR
Parcant racelving tralning
Average of 22 largest
ED tedaral agencilea
Supervigtrs gnd managers 42 4
. Nansupervisors 10 24

4
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‘Major Contributors to This Report
@ | |

Eleanor L. Johnson, Assistant Director, (202) 512-7208

Human RQSOUI’QES Sherri K. Doughty, Project Manager
Division, Gail Johnson, Senior Evaluator

Sandra L. Baxter, Serdor Evaluator

Donald R. Balardo, Senior Evaluator
Virginia T. Douglas, Report Analyst

William J. Carter-Woodbridge, Writer-Editor
Ann P. McDermott, Graphics Consultant

Washington, D.C. Linda C. Diggs, Evaluator

Douglas D. Nosik, Assistant Director

Information Panla N. Denman, Senior Evaluator
Management and Matthew D, Ryan, Evaluator
Technology Division, ey
Washington, D.C. Lo e
‘ sevr vy Gloria L. Jarmon, Afsistant Director” ™ "~
:ounting and William Andérson, I1I, Senior Evaluator -
rmancial L o e - .
Management Division,, = = coresmgieeieaieg.
Wasmgton’ Dv CQ - . WgEA g ""Vxxri""::);

M“;_:;m ar ) "" -
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e H_-.-.,-,n.. AT : Enhancing Federal Efforts to Me
' National Education Goals

resources to promote widespread schoot
reform efforts among slates and localities.

However, the Department has long-standing

managerial problems that may hamper its

1aking a strong leadership role in reforming

the palion's educational systen. In our 1988

transition report, we noted many

deliciencies in the Department!s

management, particularly in student

assistance programs; loan defaults cosr (he

federal government $3.6 billion in 1991, The

Congress has enacted changes that could

significantly improve {he cperation of these

programs, but serious problems remain in

overall departmental management, fnancial : ;

and management information systems, and S M 2 ; The Department of Education is m a umque

human resource inanagement. If not posmon to provide Ieaderstup. en though

addressed, these problems could undermine ; 3

nol, anly student loan reforms but also i examp]e the federal Conmbuuon w U S& T

reformy of 1he nation’s educational system. ; YT ;aﬁ
{5y ! education has never etceeded 1{) perc

fiscal year 1890, it was less thanﬁpe

traditionally developed pro ra.r‘ns to add i
‘\"L'?E At

'4 National Risk The ipei sive of Educabonad Reform, Navon il £
(ommsaionon Excellence n Faucaon (Pashingion, D.C; U5 <
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Enheacing Federal Efforta co Meel
Nadwensl Education Goals I‘
'l‘

spectfic national newds. The comerstones of
federal efforts have geen programs 1o sissist
specific groups of =1 udenl s: lisadvantaped
studetis, those with disabililies, and thoge
whose proficiency in Buglish is limited New
concerns about the quatity ol education for
wll students, however, e inidening ihe
focus of 1he [ederal role in edueation.

Early in LU, e President amd the netion’™s
povernors agresd 1o Naitionad Edacation
Goals fur the yeae H¥0) which hiave becomne
i femewolk fen cdiedjon reform elfores.
These goals address the need o ensure all
cliilibren’s redadiess for sebool and improved
prusp of challeogting stbject aller, ensure
schon] environtwents cansducive to learing,
and enlunee e knowledpie avd skills of
those ontering il competing in the work
force. Moving the pation toward meeling
these goals will be a key task of this
admingstration and the Congress.

As the nation moves lgward higher
standards for all children, it faces a growing
uumher ﬂf dlsatlvantage{i clnlth enwho, asa

Prometing

Rearliness for
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Enhancing Federn) Eﬂn_tl_\.tn MerL
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provinees with slud
Department and the C
to considt-r hﬁw to avaid ]

t!sl*\‘l"if‘f;t high siandards related 10 the
. 1‘<saizmmi exchuration goals; how D use s ey
' Fodprid eatpgorical programs Ju the contet
[ Froiad Yefarn and how b masimize the
1 almi i mnmmut u hmited resourees Lo
S L pate brate «wi toeal school veform
i e"ful‘L;. 3 Upparlunm&s {0 134 et
) of debats has been e iai

B 1082, the National Council on E:du(:auan \
%:.mda;nls surd Teuting besued proposals to «
et i gh national standazds for five core
suhjectwli‘nghsh mathematics, science,

: 'hismry. amd peography-—and 1o develop i
“svstom of phgional agsessents nsing those
‘stmuja . A variety of i onpafanded by

lw T)v mtmm' of Edueation, other

] pan entities, s fonndationg~—hive
begm‘. v develop these rationd stardurds
nml new forog ol a&sss&men!& X

M

Feuderal loadershi
mcimica! avpe

!“u fiteet the Naticna Eld,;‘mmtm Groalss, ti{'»
Cmsgm:s*n atd the Degmttmmt wiltl need to
L m‘k wguher Lo CRSHTE ﬁtat PIORIass
Figh standards for
v, il ividdits sh:m!d ko, The Congresy
Cand the Degariment alsp naed to proceed
mngmul;y as tew foreds af student
mewmmw e ﬁevewp«i e are sty
“ihe Yol of Bisessments in national sokool
: M{:’i‘m 2HEOHE, zmlmimg the fikety costof g
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knowledge base—about how children ke
s the most effeclive tearhing
practices——have led lo a greater focuson
higher order thinking skills andt adbvanced
skills instruction, rather than an amphasis on
‘bagic skills and remediation. The Congress
gnd the Department need to consider
differaut ways ol serving children with
special needs—whether the children are
dissdvantaged becanse of poverty, have
disahitities, or lack proficiency in English. A
key issue is how 10 ensure that these
students, who are the taditional targets of
federal categorical programs, also benefit
from broader scheol reform efferts.

Our ongeing work witl explare the opéraf_iou__

of eategorical programs in the conatextof
carrent reform efforts. In one siudy under
wity, We e granining the accouniability
system established fur the Chapter |
eategorical program during its last
peathorization in 1988

Federat bendership will be needed to
pmmme axtensive school raformy. The
. macal fssue that has cantinpally faced (he
Di,pmm’ fs Browr b6 onable B8 prograsns o
play s roks in weidenpreat innovation. Biforis
of various kmds Py tméax way 8t :he-;t»am

S PR e T R R
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these h.uw H0
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eontrol over mmrb
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olsTF C rcmth in thwe number of poor children

places greater demands on school resources.
-In 1991, over 14 million children lived in

A anui:es with incomes below the poverty
Jdev el an increase of 40 percent from 1975,
Given this growth in child poverty, any
puhhc commitment to meeting the National
Educa:uon Goals will require examining the
dlsmbuuon of resoutces devoted to
educallon new institutional strategies to
improve educational services, and ways to
ensure equal educational opporiunities.

Sc‘luo] districts that have high proportions
of pt)o: children will face greater challenges
in providing educationa senvices, especially
those districis with limited capabilities 1o
finance those services. Better fargeting of
(-xlslmg federal resources to the nation’s
‘neddiést schnals could provide a parlial

. :,oluuun. I-ur examnple, we [ound that the
Lhamcr 1 formula, which allocates fetlerul
t'unrh Tor educationi services for
d]sadv.ml.aged students, could be revised 1o
r?l'lect the greater need of counties with high

-mncenu'zllmnb of poor children and the
rPduced capability of some counties to fund
needed services. Currently, the Department
‘eollects litlle systematic data on schaols’
phystcal condition and the relative need for

. resources. For exampie, national data are

nnavailable to dclenmne Wi helher lhos
qrhoo[-: with more smdenls at Lhe pO\‘

As of 1991 over 25 pcrce 1 of Amencan
it mbers

and other demograpluc' lrends is ongciin
nther nmc'uchorq ha\' alrmd} corqe ST

an]t*:h Thv ront‘efllratlo

it some school dmu 5w Irequlre new s

.1ppro;u'l\ef- 10 provld(' Ihese chlld.re_n‘ “'lth‘d
ng th ;

i

wagaitnde uﬂh1< pmb]e and are asse
district wlrateg.es Lo pro de services t 10 %
enl lahgiages
g -y

To meet the needs of ctuldmn fmm
high-poverly an d lmmlgrant backgr L
schools may also have to _h‘ouse services that
uther agencies have tr'tchuéna]ly Provit
ot -
N )




Enkaxnrlng F‘ed:rl.l F-fforie 1o Meel - 23
'hndona]Ed-rAuuGol.l.la_\“ L pe iy

We are examining various approaches o
providing comprehensive services, such as
hea_lth or child care, at the school.

\I(-w strategies to meet the needs of growing
humbers of poor and immigrant childrer
cannot ignore discrimination issues. In some
dwmcis we found that the use of ability
grouping has resulied in disproportionale
nuinbers of minerity students’ being
abs1gned to lower ability classes for all
b'lleBCtS These assignments are made
w:l.hm:l ‘Considering students’ mlonua.'li}
greater abilities in some subjects than in
others. The Department needs to inprove its
enforcement efforts refated to
th.-,cnmmalory ability grouping and o revise
titlé V1 regulations to identify practices that
schools should use in assigning students on
the basis of ability.

Studems , Onl_v 30 percent of our graduates goonloa

«_1 yea.r college. Those not heading for college
gltén are carried atong in undemanding or
poo _-quahty programs that freguently do not
. give the students skilts that employers need.
We estimate that about one in three youths
aged 16 to 24 will not have the skills needed
to meet employers’ requirements for
enu—yl'!evel semiskilled, high-wage

Clearly, many of Amenr'\ ¥
teaving high schoo) pcorly I’"’i]r'y,,}‘d for, thc

“orld of work Gm-n llw pmfuumi changog{;

tess prepa.red far the WOrkp]ac he
e Cangr:

your.h for vrork, w hl]e ulhc'r na
principal foreign compﬂllom (-mphaslze that:
all youth be prcpnrcd 1' or unrk and be reac




mm«im Federsl Fftarts to Meat 5 : Fedanving Federel Efforss
k mtioul Educkoion Soxts Waghornal Edud arhon Gmmis

Deparunent of Labor for secondary and

postsecondary skill tralning. {Fora

gispussion of issues relating to the _

Bepartment of Labur, see aw transiion ik suggested general 8 m{smn af e i
series report, Labor IISUes, GAORCTGIIBIR, - 3 ; sehnol-empioger h"k“m p.;mmé:&r Vi 25-1‘1“
Dec. H62.) TRe magnitade of the yroblens . ; pit ; 1 mpgmmz«:mhw»wpe Fr W&m«;*%imﬁmng o’ ;
factag youth in transition from sehoo] to ] I :
wiirk requires strong federat leadership in .

any areas, with an emphasis on povetined 42 adding am;;zeaizmshtp-tm pmgm

efforss among (he Education asd Labar oducations system shows rm}%ﬁis

Deparioients and e Congress. . o ' - . W

The Cart 1, Perking Vogationa! and Applied ;
Techngtogy Fducniion Act Ameadiments of ; o ;Mﬁ?gﬂik! W, i*m et

1090 provide \he Irapework for federad ) ; ) compepntive edacanén gaes b high's sthw} Vi
elforts gearsd 1o inproving high school : T fiipiess sl sergdoen work o 1)i 1imce mﬁ"ﬁ‘%
graduates’ gosnpational and scadembe sklls £ vt foits Tradning. aupmlm‘ }\W?ft jeb-whtt‘d N
though vocatianal edeoation. The iz mmmm mam:vl:zm Bunleas ] o ahmai by
amphdments encouage expanded nse of
instrugtonal appranches, such as Hking
high sehod programs with community art
tochaivad college programs, & intagrating
Jseadernie and vootionsd instruction so thal
students ¢an lparn o apply acadepsie skills 7
in 3 work-seinted setling. In ensurim sl the ; intes :iw Fowg m*é v:;»;zw
amendments are fully implemented, the ' I« xﬁ e ze}w W pm&,

Deparimen) should congider how voestiona
eduration reform £an be an integral part of _ : ¥
_school reforse and nol be sean as T separmte ¥ imhmw Par wx,am;}le

#fFort for some students. R : Appied Blectdrnt S .m:i} iwm«! S &:?_
ot G JAE
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Enhaneing Frderal Efforts to Meecls
Mational Educatlon CGoaly -1

amendments require 1he Department of
Polucation to develop a national data system
to help policymakers and educators 18sess
vncational education efforts. The
Liepartrient should make development and
implementation of this system. w hich the act .
required to be in plice by ’\larrh 191, a
priority.

Many studenis, their parenls, and vinployers
are unaware of the potential benefits of
alternative approaches {0 L transition (o
work. Boeeause high schoal cooperative
education, like vocational education, has a
reputation as i dwnping ground for
academically weak stulents, parenis,
students, antd teachers often avoid Ihese
[l'llr;,l.llllk Yeol, we foumd high-gquadity
progzans i 15 sites in cighl states. Tl
aclual sxtent of highapadity progruns is
wukaiown, |n.uily Leepuse (e Department of
Sieation o langer vollects infonuation on

hem. Tl ehudienge is (o find ways to
eviluatle exisling progrums, lisseminate
inforation on promising approaches, and,
hreugh technical assistance or olher means,
faeilitate their adoption. |

3-15TR Edocation Isura
+ T

lwlpe(i nulhons of studem_.s Tece

education ihey might not ha\'e r(-cen ed
otherwize, and most burmwers ha\'e repald
or are repaying their } n ob!lgauom ;Thew >
Federat Family I:.duca on ihan Program « T
{formerly known as thé Gua:anteed Studem
Loan Program) prorldes access w av ‘_
postsecondary wlumllon l'or mose who <
cannot otherwise afl'ortl it The progmm‘
operates on h2 ]Jl'l‘l\llSE lhal. onm educaled
the borrm\ ers \\1ll eam lncome sul‘ﬁcwnl to
repay

denerated about 4.8 mllhon new lo:m

totaling over $13 billioh for qtudenls P
attending over 7,500 ‘i(‘hOUIQ It oS¢ loans Al Q
were provided by 7 SD[_]"l 1015 and A
administered by 46 state

" yuaranty agencies.

- Doespite its success iy mhng fvdel
assistance to an m'e-r ol &
eligible students, thi p‘r’t;Er'un has véers o
Magued by many pmhlmus Fltis mordmatelyu,
complex and cumber«mme hcks sufﬁc:ent N
pversight, and phces mosi of the ﬁnanc:al A
risk on the ledeml gm vmmcm. [& omrols 10 52
minimize | thal Tisk ara umt!equaw Loai
(ll‘hil!ls lnve ‘:k) mcketcd lotalmg £

Tt
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Feducing the Cont tnd Presening the =

Integrity of the Student Loan ProgTam
G

% Reduelag the Cont and Presersicg the
Integricy of the Stmdent Loan Program
=iy AL

I3
¥ , ) ..
idimplenenting .. The Higher Education Anndments of 152 AR . saceeed, the Department 0EEAs & = ot
%“‘%Dlmﬁﬁaﬁs . authorized a direct Joan dzmonsiration Pk _ SRS oy i : 11_‘_*‘:5}1:_11,0_5}1‘(0“‘__151:',} oy
¥ Shecesslly- - program 1o detesmuine if the current : R 2 d olhers who may:
i e * guaranteed student loan defivery T :
structure—with lenders and guaranty : 2 KR _ programn leade
T agencies making and servicing loans—could STiEE : the Department could it
‘ll?f"‘ e',]‘l ents be stmplified and progmll';’..qosts reduced. FASLRE \ ; defaults, for oxampif?.‘\g;
Under the demonstratiorn, the Department _ substantially erocde poter
becanies the lender and schools are e .

responsible for toan crigipation.

educational institutions an

IR Y kg it
1 10 provide strong LAY

Successtl
H2E Rests onyd

We believe that # direct student toan
demanstration has merit because of the
putential savings it could achieve. We
estimate that switching from guaranteed to
direct student loans could save the federal
government about $4.8 billion—in present
vatue Llerms—within the first & years of
inmiplementation. Direct lending would
achieve these savings by (1) enabling the

overnment to partially offset program costs
with borrowers’ interest payments, 2
reducing the cost of subsidizing students’
interest charges, and (3) eliminaiing interest
subsidies 1o commercial lenders.

We found that schools have mixed views
about their ability to administer a direct loan
program. But they share severe reservations
concerning the Department’s ability to
indnage the program. For direct lending to

ALY
pags ! : :
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£ tandmg managericnt problems and
ies could umiemmw the ability of

The Department’s
Educauon has lacked a c]var management systems need attenlion 1)3(‘3}}‘?(“\ tjggy do'no
“Vision ‘and effective management systems. pmv}de key | medeUUﬂ (0 gauge th
Wlthout we]l-defmed management goals and
the Secrelary s facus on management, the
Depm‘tmem cannot effectively align its
actmt:?s to support major policy initiatives,
. caJ'ry oul its programs, or correcl identified
ast ‘-aecretanec have net buﬂt an

po 1cy it auves Moreover, the
Depaﬂment s management problems have,
.erd lid penod cai]y. becommg the focus of

l\.e mg prevmus  Secretaries from their mformatmn and ﬁnanc_\\lal
goals Significant changes to the systems that provxde needed dat.a a.n__‘?y
protect the federal govemrnent 5 financi

l)epartmeut s management systems should ol
interests from waste, fraud, and

- ‘_w...

The Depanme thass rul] slat of m\gomg s
responsibilities and ma ay not he poised to R
em en-1981 a0




that the Depmment mmmgeb ting inereasetd
tmm 150 16 2201 Furthenwore, the
Dep'utment inmlequately reervits, traios,
amj m'l.rmm its staff, ¥ cannol ensurs it has
T work foree negded to bnplemant
- Bacrétaris uauveq arl to Taonile
m;gmzzg programs and policies. For svuraple,
he shoriage of qualifted stadl Ras
mnz;étmzed to problems in mformation and
i Atsint TamRgrent, program piloring,
vzmé zechzzzcai assteranve, The ability ol the
Z?s;mimcm $o rie W job is dininished by s
}mxg -Standing practice of filling hey positions
with mabagers whe ik echaeal
qnalnﬂ‘utjr.zam

T im Dswmrz ment's «ffocuwmcs s heew
Rt veakenet by overly cenitridized
making el by exclnding caraer
from nnraement probilem
Jejratment's 137 tativ of
o ;mlm appnm;wv 1o caresr smployees is
1':1»1 h;géw&:i .mwng a‘abmv:*i le\‘:‘i

: adeqaa_i& xifﬂmz(m e ?mmsm TESOuTCe
: [the Depariinent will he unabie to

Cepartaiem of F‘ducmmn Thie Eise: Elsewhnwe'
a.imh ad f)(‘!(*raa,e Giaie Grant PLogTany”

CoynpunEiary Bduen G Cha;:» ¢
i Ll Dennts b%em&imﬁ; Ko
cox [EabRD 218, Sept :ﬁ}?ﬁ%ﬁ

!azm,m anﬂces; Z&nkx{{% AL RIS
{h ervices More Succe: Sﬁm@sﬁft&? «ff

A()éiﬁﬁ« 934

G mr:mieed Smden_l Lasuiy
5 Copld: Redum Ct:»sm




o et oof Edi auc:m. Mumsgement i)epanmr»ni of Eedm:;azmn foni
epart. i e Sinte Formuls Granis Iy Cffice of Specm}

{oramitinent Needed 1o Enprove el
Tnformation Resources Manageinent Fdnration Frograms (GaRDal $Fs AN 1_

{OADDITEC 19, Apr. 28, 1992),

Fdueation Granis Maragﬁm vit: B 3
Artiohs Butmied g Correct o1 blateral g
Weaknesses feapmrnm 3% ?‘eiz 25@ 1,)‘11)3;

Naticnat Assessment Techaiesl Qual]
fosorEnpa R, Mar. 1, i

Vocational Rehabiliation: Clearer Guidancs
Crtld Help Pocus Servioes on @ aosse With
Favare Disabillties (GAWHRDOTEL,
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Speeches and Testimony

‘Statement by
Madeleine M. Kunin
Deputy Secretary
on Management Improvements at the .
Department of Education
before the House Subcommittee on.
Labor-HHS-Education Approprlatmns

May 16, 1996

Good moming My, Chairman and Members of the Subcommitiee:

Thank you for this apportumty to come before the Subcommiltee to deseribe the management
:mprovemezz%s wg have made af the i}gpaz"{mcm of Eézzcatzon Szrcngihcmng the E}z:partmmz s

og&{&‘a**‘:.%&; Py

. ‘. ‘ %‘( *
' ch remgmzed from the, start 1hat ‘effective and f.,fT“ czeni manzgemem is central 1o our mission to ﬁﬁ:%p

gt lmprove the quality of cﬁucattog foz‘,ﬁmfzrlca 5. chr dren‘ Tbc pmmzsc of a better c{iucaﬁm‘z cawonly

i : v ,"s [ _“ \. Fs - 2m-{1 3»" £, E \}o:
L s e R ‘ét“ Ao
Thalqs why we' have worked ha:d'»to Build'a" strcmg managemcm tear throug,hout zl‘z{: E)epartm&m

"workihg clasdy with both, career;andfnowc;arcer employees, to articulate the Depaﬂmem s rission |
and to work (!ay~by day, stcp»by«step, to make the changes nccessary to achieve it,

. Looking bz&ck, ] bcilevc I do not cxaggeratf: when | say that we Fave transfonned the Department

from a demoralized, fragmented, sometimes unfocused agency that was in a technolog,y time-warp, .
into an effective, technology-literate organization that undcr&tands its mission and i well on the way
to achieving il

. T A wre
Not that our job is done. Effective management is 5 process of continuous improvement and
retooling. And we have much morg 10 do. But when we compare where we were three years ay} to

where we are today, the differences are dramatic.

The first wake-up call was made 1o the Secretary and me in the form of a2 GAQO repon completed
shortly before our arrival, entitled "Long-Standing Management Problems Hamper Reforms.”

The problems outlined in this GAD report reflected a mdderless and often ineffective agency. They
included a weak commilinent to effective management by previcus administrations, the lack of 2
strategic planning process, the dearth of aceurate data from the Departrment’s financial manggement
systems, poorly qualified staff in arcas requiring technica! expertise, and an agency culture that
focused on short-term fixes to problems while ignoring the underlying changes neaded o prevent

bzt;;:ffww%ed Lov/Speeches/05-1996/960516.htmi 9/20/00
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problems from recurring.

. . - Secretary Riley and 1 found littte to quarrel with in this report, which echoed similar.criticism over
the years from Congress, the education community, and the Department's own Inspector General.
This report became the blueprint for our efforts 1o ansform the Department's management. Permit
me 1o describe some of the positive results of this transformation for our many customers.

A MANAGEMENT VISION: THE STRATEGIC PLAN

Our first priority was to develop a Swrategic Plan 1o carry out the Department’s mission and to help
States and communitics reach the National Education Goals cstabhshcd by the Nation's Governors
and the Congress.

As for any busingss, the Strategic Plan provides the clear, long-term focus needed for effective
management, Qur Plan was the result of a lengthy process which had Department-wide input, and it
is now used in our daily deliberations. For example, when debating tough budget and policy choices,
the Strategic Plan becomes our reference pomnt.

The plan has a further advantage: it is injecting discipline into the management process by requiring

measurable performance indicators. The Strategic Plan includes performance indicators for .
_ measuring our progress foward objectives and strategies Tor each of four priorities: (1) helping all

LD students reach challenging academie standards, (2) belping every Siate create a system facilitating
CELBE ‘%"’zhe ir:msm{}zz “from sthool to work, (3) ensuring access to hi g’n-quzzlzty poszscmndary education and N
% ;gf’,m- Slif clon 1y learning, and (4) fransforming the Department into a high-performiance Orgamzanon -

B A
.m'xmum e v .

'M.!,c\Thc f?u!“th priority -- tmnsf orming the: Ii}epzrtmmz tisclf - reflccted both our cﬁmmnmcm to making R Ty
i;;ftlmd?)cpartmcnt work for its customers =~ the American people - and our behief that succcss inghe, " iy

# % Ay
.\Wz’a

ctigrgpréorliy arcas would not-be possible without dramatic zmpmvemczzm i t?}e agczzcy 8, y»{' % S JOOF mg
m iy B v; N ;

I LI
o L' e

’Z“%éz: 8:’329313&;3 on performance indicators in'our Strategic Plan reflects the growing interest in
measuring government programs by their results, both within the Clinton Administration and in the
Congress, bt 1993, Vice President Gore launched the National Performance Review (NPR), which
brought the bzzsmess world's customer- focused approach 10 the Federal Government and takes a
results-oriented appmach to make government work betier and cost less. In the same year, Congress
passed the Government Performance and Results Act {GPRA), which called on Federal agencies to
combine strategic planning v with performance indicators in order 1o move the government toward
performance-based budgeting by the end of the decade.

1 know that members of this Subcommittce have expressed interest in the Department's efforts to
implement GPRA, The GPRA requirements are a substantial challenge, as s reflected in the
timelines for implementation provided by the legislation. However, 1 believe we are making excellent
progress al the Department of Education. For example, we completed our Strategic Plan roughly
three years ahead of the GPRA timetable, which calls for all agencies 10 have a plan in place by
September 30, 1997,

. We also are moving forward on developing performance indicators for ¢ach of our major programs,

as called for by GPRA, For example, program staff for the §7 billion Title | program are currently
using 28 specific performance indicators grouped under the five broad goals outlined for the program |

hitp:/www.cd.gov/Speeches/05-1996/960516.htmi T 982000
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in our Strategic Plan. These goals include improved student leaming, restructuring curricula around
high State standards, increasing the effectiveness of Federal and State support for local reform

. efforts, increasing parent and family Involvement in Title [ schools, and improving community
support for {xiucatie& ) '

Specific indicators for Title I include data from the National Assessment of Educational Progress,
which will be used to measure academic achicvement in high- -poverty schoals, and the proportion of
States that develop and implement assessment tools based on their own high standards.

Similar efforts arc underway for other Department programs, though not ail have moved as faras
Title I: Developing appropriate, meaningful performance indicators for the wide variety of programs
administered by the Department s difficult, bui T am confident that we will accomplish this task well
ahead of the GPRA deadline, :

.

We are also collabotating with other agencies to develop meaningiul performance measures. The best
example of this is cur cooperation with the Departient of Labor to develop indieators and collect
data for the School-to-Werk Oppertunities program. And we are working with the National Science
Foundation to measure the impact of the Eisenhower Professional {}evelapmem program.

TRANSFOR\/HNG THE DEPARTMENT: GETTI"JG
RESULTS

- - - E -
=’ el ”‘*ﬁ\)z’% d”i =
’II- "

Ty h’l’%m GA{Z) r&;}&rﬁ fizuﬁd that earlior attems 1o improve management had fuiled for three basic
: . y o HTrcasong: (Z} thz.y were not suppoz‘if:{i by the Department's senior political leadership, (2) career ‘1

by ‘!- TP D Y

anagers Were not sufficiently involved, and (3) they Qf‘te{z ooeurred in iso aied fo’ ices and warg not

u
..:,.1.‘-4 Myt s sy, TS N PR Mﬁmi v
%

: ponnectcd {0’ Dcpmmcm—mde strategics., .
1\1’5 “"i&";‘;‘n‘l %ﬁﬁ‘v‘&f ' . . ) . e e ;

& %fi ")}ﬁ“ﬁ Frodl] aes e <4 n s 4 R w i

: ih £ -from happenmg ag.,am, we cstabhshcd a new management structure éemgneé %i}v

9“ } "e-

S ﬁsimc{um The first is an Exccutwc 'v‘!anagcmcm Commlttee, composed prlm:mly of senior palzi’xcal .
o appointegs, which is charged with setting overali management policy and direction for the
Department. .

T,

The second elemient is the Reinvention Coordinating Council {RCC), composed of senior political
and career officials as well as Union officials, which identifies and carries out Department-wide
strategies for management reform. The RCC has been most effective in creating high-level
Department teams to devélop and imptenient cross-cutting quality improvement initiatives.

For example, the RCC chartered a Discretionary Grants Reengineering Team (BGRT) o look at
ways of streamlining the discretionary grantmaking process, which currently involves six program
offices and the Grants and Contracts Service. The DGRT conducted focus groups in the field with
over 100 applicants and grantees (¢ help idemify problems and weaknesses 1n the current sysfem,
The result is g redesigned, decentralized process that will consolidate program and grants staff, cut
the number of steps involved tn grantmaking by more than half| and shift the focus from "getting the
grants gut” to promoting successful project outcomes. Implomentation of this new process is
expected to be completed by the end of fiscal year 1997,

. Another reinvention team developed a new General Performance Appraisal System (GFAS) that
includes two major innovations aimed not just at measuring performance, but more importantly, at

htipi/fwww.ed gov/Speeches/05-1996/796031 6. hunl ' 9/20/60
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providing employees with the information they need to improve their performance. The first
innovation is the use of a variety of sources -- 1n addition to the supervisor - - to conduct an

. ¢valuation. These sources include co-workers, subordinates, snd cusiomers. And second, we have
developed and provided every emplovee with new software that helps them 10 coordinate an
evaluation of their own performance and to participate in evaluating others.

Another mitiative created Low-Hanging Apples teams, which brought career employees together to
develop common sense recommerkiations which have heiped to reduce bureaucracy and save money.

Al present, we are hard at work with a Customer Communications tcam responsible for making the -
Department a world-class clearinghouse for education information, Working through Customer
Service Representatives from every office within the Department, this team is developing World
Wide Web sites for most offices, creating a one-stop shopping telephone information syster,
strearnlining our publications system, reducing publication storage costs, working te cut mail costs,
and making deta available in customer-friendly formats.

. What we have achicved through efforts like these is results. The changes we have made over the past
three vears have led to better customer service, less bureaucracy, greater flexibility for our customers,
and internal improvements that help the Department work better and save taxpayer dollars. .

®

Better Customer Service

We have worked hard 1o'remnind gvery i)eparimcnt employee of the zmpertancc of focusmg, on the
- customer. This has' mvoivcd devclopmg and publishing customer service standards and expanding
| . the use of leclmology 101 lmprove and srmphf‘ y customer access to information from the Department,
ol rtbu g

W el 1 T T

TR

ok A L, ad‘- ﬂ““"i‘ﬂ"t‘ T i ?MW ..... " »n
e \ For {:*{:&mpie; 211{: to] frce numbﬁ:r %800 bSA LEARN connects cu‘;tomﬂrs toz Unewst()p shoppmg
g ,}i - . center for mferma{mn aboat f)ﬁ%ﬁﬁmﬁm programs and initiatives. Ca] lers receive materials directly )
i *z}r are mfcm.é 10; ihe appm;maic {}f’ﬁac wzih the answers (0 their Qucszwns ‘We currently receive JERT

;},-& % Faiey

aiz}{}zzi 1 €}{}€} caﬁs per wcck &vtﬁr iizzs izz’ze A szmz%ar zzzzzz‘z%}{zz‘ I- 3{}{}-'4 ?EQAZ{} provides u;::«»ie«»éaie

,,,,,

calls this }ear The- -average wait time for callers 1o this Zma is just Lt secazzds

The Department also has moved aggressively 10 take advaniage of the customer-service possibilities
created by the expansion of the Internet and other online technologies, The Department's site on the
Waorld Wide Web — located at hitp//www.cd gov -- has received several awards, including top
ratings from such publications as Gavemmem Executive, Internet World, and most recently fway. For
example, fway described our site 4s "a great resGhrce for tefichérs and school administrators.”

These technologies allow us (o provide the public for the first time with dirget scoess 1o information
on Federal cducation programs, gramt competitions, education Z%isﬁation research, statistics, and
even downloadable software making it possible for users to apply "online” for student financial aid.

Usage of the web site has grown dramatically, increasing from month to month, from a little over
306,000 hits in March 1995 to nearly 2 millien hits last month, We truly are wimcssing an
information revolution, and | am proud to say that the Department of Education is very much a part

. of this revolution.

Another 2 nullion people went online lest year to {ind answers to their education z;zwgiie‘ns through

Bty /A www.ed.goviSpeeches/05-1996/960516.him} . 9/20/G0
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the Educational Resources Information Center (ERIC). ERIC 1s managed by the Department's
National Librury of Education and maintains the world's {argest and most frequently used education

. database, ERIC includes the award-winning AskERIC question-answering service and Virtual
Library, the National Parent Information Network, and over 30 subject-oriented World Wide Web
sites andd gophers,

AskERIC (located at &g;n:z‘fxcri{:ilusunsize‘syr.cdu), which last year provided personalized responses io
13,000 educators, parents, students, and other individuals, was named winner of the Second Annusl
Best of the Net Awards by GNN, publisher of The Whole Internet Catalog.

Less Bureaucracy and Red Tape

Another part of improving custemer service 15 using common sense to eliminate unnecessary
bureaucratic provedures - cutting the “"red tape” that we all have come to associate with government.

Technology has helped here as well, particularly in the Department's ¢fforts to greatly reduce the
paperwork involved in Federal cducation programs. For example, we are expanding the usc of a
computer-based system ta provide notice of student aid eligibility to postsecondary institutions, a
change that uitimately will ehiminate 4 mithon paper forms that represent an uanecessary burden o
students, parents, schools, and the Department alike,

We algo have worked with Congress to simplify and reduce the paperwork involved in applying for
Federal education funds. For example, neariy all States are now taking advantage of the new
.- provision permitting 4 single consolidated dpplication for all Elementary and Secondary Education
- Act programs. tn addition rcéufzmg, papcmerk* this change promotes the cemprehcz&swc planning
. that is s0_essential to, el’fccme educatlosz mfarm o
Ut e TREE ’}% i‘is &5;:3 &%, o, 5

1 “Vts‘

i VF’I‘hc Department has, stream]mcd Ats, (ilscretwnar}, g,-*ants program by eliminating the application
‘j 5y sprevidusly required, f’or non~c0mpcung<cammaanon awards. This change has he%pe{i us (o take two to
: threc months off the time fa‘r"mcrl} reqmr{:d to Il(ﬁ.lﬁf grantees of their continuation awards.
: P AT TR
Reporting requirements also have been reduced: Most of the programs authorized by the Improving
America's Schools Act require reporting once every two ¢i-three years instead of &zma&iiy e
permitting $tates, schools, and teachers to focus on what really counts: educating students, not

paperwork.
Greater Flexibitity for Our Customers —yy K

When the Nation's governors, including then-Govemor Bill Clinton, met in 1989 at the first
Education Summit, what they most wanted was flexibility in the use of Federal education funds, in

. exchange for better results in terms of improved student achievement. Since then, we have moved a
long way in changing the Department culture from a fo»us on regulatory compliance to a focus on
educational results.

We have taken a two- pronged approach to the statutory and regulalory requirements governing

Department programs; first, we ask if they're necessary, and if not, we get rid of them; and second, if

they are needed in most cases but under certain circumstances stand in the way of effective teaching
. and learning, we'll waive them,

httprfiwww.ed gov/Speeches/03- 1996796051 6 htmli $720/00
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'As part of President Clinton's regulatory reinvention intiative, we have reached out to talk with
. hundreds of customers and have reviewed every single Department regulation, We bave eliminated
1{8 ol those regulations -~ 612 pages in all, or about 46 percent of our total regulations. As a result of
these efforts, we are considered one of the "stars” of dereguiation, if' T may say 8¢, by the Office of
Management and Budget.

Programs that have been authorized or reauthorized since President Clinton took office didn't need
this kind of review, because we have been careful from the start 1o regulate only when absolutely
necessary. For example, we are administering Goals 2000 and School- to-Work without 1ssuing a
stngle regulation. And of the 49 programs incladed in the Improving America’s Schools Act, only 8
will require regulatory guidance.

When we need to regulate, we are taking # performance-based approach to target rules only where
they are needed. In the student aid area, for example, we have to ensure that schools have the
resourees available 1o make refunds to studems whi withdraw before completing their course of
study. However, instead of requiring all 7,300 colleges and universities to set aside a reserve fund to

“cover refunds, we demanded a letter of ¢redit only from the handful of schools with a history of
refund problems.

The Department -- with the help of Congress -~ also is offering its customers an escape from the
“ong-size-Tits- all” regulatory approach by greatly expanding the use of waivers of statutory and
‘regulatory requirements. If States and school districts find that:such requireraents.present an obstacle
to inngvative reform efforts, zh@y may seek waivers of the requirements fromy the Scerctary. To assist
States and communities with watver requests, we have established, af,‘&’ axver Hot: me (202-401-
. 7801). To date, the Scerctary has a;‘;prﬁv{xi a%}mzz 2{}{} wawers s E R \
For example, the schoot dlsmct in Clarkston, Washmgi{m was grzniefi 3 wazvez‘ whzch aiiows itto
implement a schoolwide program under Title'T one year, bef{;re ti}@: 363’10{3 m 1 be £ ;gzb e unécr the
50 percent poverty threshold. ), S R i w\,’; m; )*l;zwm{: 4,?,}.
S
The most far-reaching waivey appr{:ﬁac}‘s 16 the new ED-F LEX dcmonstratlon which allows the
Diepartment to give State-level officials broad authority to approve waivers of Federal statutory and
regulatory requirements that stand in the way of effective reform. This pilot project began with six
States and has just been expanded to 12, with the State of Maryland the first to join the original six:
Oregon, Massachusetts, Kansas, Ohio, Texas, and Vermont. The Department 18 examining how ED-
FLEX States are using thie new {lexibility through evaluations of State and local implementation of
Federal programs. LR

In postsecondary education, the Department is now encouraging institulions to submii proposals to
participate as "experimental sites,” a vehicle authorized by the Higher Education Act for trying out
experimental regulatory and management approachces. Once again, our strategy here is performance-
based: institutions can seck waivers of regulatory and statutory rcquimm&nis in exchange for
demonstrating results that reflect the objectives of the provisions in question. So far, 144 mstzzuix{ms
have received approval to establish experi imental sites.

ool

. . Internal Management Improvements
The GAQ report identified serinus deficiencies in the Department’s basic management systems,
including financial management and buman resource management. Addressing these deficiencies

‘ http/fwww.ed.gov/Speeches/05-1996/9065 1 6. hml ‘ S720/00
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was especially critical in view of the necessity of leaming 1o do more with less. Improving service 1o
our customers while sttil meeting President Clinton's gos! of reducing Federal employment by 12
percent by the year 2000 meant that we had to learss to work smarter. This involves streamlining our

. organizational structure, improving the skills of our emplovees, expanding the use of technology, and
upgrading our financial management and accounting systems. :

Common sense tells us that our cffectiveness in administering Department programs depends in pari
on the success of our efforts to streamline the number of programs we administer. The National
Performance Review called for the elimination of programs that duplicate other programs or that
have achieved their purpose, and each of President Clinton's budgets has.included substantial
numbers of program climinations, phase-outs, and consolidations.

Over the past three years we succeeded, with the help of this Subcommittee, in climinating 64
programs, tolaling roughly 5625 miilion, of the more than 200 programs administered by the
Department. President Clinton has asked Congress to terminate an additional 16 programs in our.
1997 budget request. '

These terminations will help the Department streamline its organization. | am pleased to tell you that
we are shead of schedule in reaching the 12 percent staff reduction calied for by President Clinton,
thanks largely to a successf{ul buyout incentive program. In addition, we have ¢liminated layers of
hicrarchy and bureavcracy, moved to 3 team approach, put greater emphasis on front-line services,
and reduced redundant jobs,
For example, the ratic of szz;wmsars to employees has changed from. 2 6 i{) E 8 {}ar gt:{ai is to
achieve aratio of 1:12, The ii)cgm%mem also is reducing the number, of grade Zé aad 13 cm;z&oyces
. by restricting hiring and promotion at t%zesa‘ gmda,s : CARTL

.m\.'éwz.\«é r«%&‘z »ﬂ;}g.*

. In addition, we are emphasizing the use of cross-culting tcams to carry, o;zé neg refp{}?ngziapgg
without adding staff. Qur most dramatic suc:cess earned us a Hammer awaré inthe Qfﬁce fczﬂ {ﬁzvzi
Rights for the successful restructuring of a'rigid, buteaucratic New, York zegzez'zai 9%‘{%{:5 szi’z six
layers of review into three self-directed work teams. This brought the su;}emsemo«siaﬁ” ratio down

from1:6to 1;15and g &raatly speeded.up the complaint resolution process. ,

s

Another example is the Office of Elementary and Sceondary Education {OESE), which recently
completed a reorganization under which each program office provides cross-cutting budget and ;
palicy support to vegional service teams that are responsible for grant administration, technical
assistance, waiver requests, integrated program monitoring, and other services to OESE customers.

i

.. ». . ». £ -

Working smarner also reguires that we improve the skills of our staff, giving them the tools needed to
improve job performance and customer service, as well as to take on new assignments and improve
productivity as steff resources decline. The GAO report found the Department's investment in
traiming lagged far behind other Federal agencies durning the 1980s, and the proportion of our.staff
receiving (raining was below average as well,
To address thig ;:rz:zb em, we increased our invesiment in tmmmg 16 reach the private sector standard
of 2 percent of salaries, from $1.5 million in 1992 10 85.4 million in 1994, These new rasources are
focused on memg i customer service, teamwork, process inprovement, and computer skiils. The
. Department also is developing a financial management training program. The first two courses of this
: program, which provide an tiroduction o financial mamgcmm{ and accounting, arc currently
available to all Department employees.

I3
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Giving our staff the tools they need to do the job also has meant expanding the use of technology to
help improve productivity. Three ycars ago less than half of the Department's employecs had

. compulers; today all employees have computers on their desks. Stmilarly, when | joined the
Department our local area network, or LAN, was used only to connect computers to centrally located
printers. Today we have full e-mail capacity, including Internet mail, to facilitate communication
both within the Department and with our customers. We also are providing full Internet access,
including access to the World Wide Web, to employees who need it. For example, Department staff’
often access legislative documents through Thomas, the Library of Congress's legislative web site.

In addition, technology has been crucial to our efforts to improve financial management. The GAO,
the Office of Management and Budget, and the Department's Inspector General all had found that the
Department's financial management system did not provide adequate financial controls and could not
produce accurate and rcliable information. As a result, the Department's programs were subject to
increased risk from fraud, waste, and mismanagement.

In response, we have rebuilt our financial management system from the ground up. The core of this
cffort is the Education Department Central Automated Processing System project, or EDCAPS, an
integrated administrative and financial management system. Once fully implemented, EDCAPS wil]
enable the Department 1o produce more timely and accurate financial information for our program
and financial managers, as well as for program recipients and the Congress.

Other projects have included expanding and enhancing automation of payments, expendllures e p
reporting, current account information, and travel management. These and other 1mpr0vements have A n
greatly increased the availability of information to Department managers and customers Whllt‘s" X «,‘;, RN
. substantially reducing the paperwork burden of sound i' nancxal management. ' S

One measure of our success in carrying out necessary lnlcrnal management changes has I‘the‘nLt_be‘; R
dramatic decline in-the cost to taxpayers of student loah defaults «Net default costs'in lhc;sthdcntxloanﬁw.
programs have declined from $1.7 billion in 1992 to $0.5 billion in 1995, as a result of'rcducmg the -

default rate from 22 percent to 12 percent and increasing collccuons f'rom $1.0 billion to $1 9 b11110n Ry

_ This progress reflects our strong emphasis on accountability in managing Department programs, I
. was especially pleased to read, in a recent New York Times article on the rising risks of Federal loan
., programs, that Comptroller General Charles Bowsher was quoted as saying that "one bright spot is
the improved oversight of student loans by the Education Depariment." I would add that last year the
A Direct Loan program was the first government loan program to receive a "clean” audit under the new,_
T% 4 - repurting requirements of the Chief Financial Officers’ Act. ’

THE 1997 BUDGET REQUEST FOR MANAGEMENT

The 1997 budget request supports the continuation of the efforts that I have described here today to
transform the Department of Education into a high-performance, customer-focused organization.

To continue making the changes needed 1o produce results like these, we are asking for $505.7
million in total discretionary budget authority for Federal administration in 1997, This request would
restore funding for salaries and expenses to approximately the 1995 level, and represents just 2

. percent of the total discretionary budget for the Department.
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These. funds would be.used to improve management of the student financial aid programs, provide

. more effective and helpful program monitoring and technical asststance to grantees, enhance
information technology used to improve customer service, upgrade accounting and {inancial -
management systems, maintain support for staff training, and complete the renovation of the
Department's gjovernment-owned headquariers building,

The total request for Federal administration, including discretionary and mandatory funds, would
support 4,613 full-time-equivalent (FTE) employees in 1997, compared to 4,750 FTE in 1996 and
5,131 FTE in 1995. This reduction has been achieved by attrition and by rctirements resulting from
the "buyout" program, which will generate estimated savings in 1997 of over $3 million, Partly as a
result of this decline in staff, the Department's ratio of program obligations to employees is $6
million for each FTE -- the highest ratio of any Federal agency. We are coping with these staff losses
through the use of improved technology, the reallocation of staff to hlgh pnorlty arcas, and staff
training.

Nearly one-quarter of the Department's FTE and one-fifth of its discretionary budget request for
management is devoted 1o the Office for Civil Rights, which enforces the Nation's education- related
civil rights laws, and the Office of the Inspector General, which investigates fraud and abuse in
education programs and helps protect the $40 billion annual Federal investment in postsecondary
student f'mancial aid. '

Mr. Chairman, in addition to my written testimony, 1 would like to.submit for the recorda ...

Department organization chart which was requested by the Subcommittee and a-document that (PR
. summarizes our reinvention efforts over the past three years. T TIPAUSES R Mv (e

Thank you for this opportunity to tell the Subcommittee about the dramallc progrcss we have made 10
improve management at the Department of Education. We are clearly well on the way 10.mak1ng lhc“ ', .
Department a first-class, highly efficient organuatlon 11 W1ll be happy 10 answer any‘questlons you
may have. Hetn B R el f,n.‘f e .;’* w

-BHH-
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Statement by
Marshall 8. Smith
Deputy Secretary (A} -
U.S. Department of Education

hafore the

Subcommittee on Labor, Health
and Human Services, Education,
and Related Agencies
Committee on Appropriations
U.S. House of Representatives

on the
Department of Education's Fiscal Year 2000
Budget Request for Management
March 23, 19399

M r. Chairman and Members of the Subcommittee: eI Ay

t oo . ‘ . :
. Thank you for this opporiunily {o share with the, P
-+ Subcommittee our continued progress in making the SRR s
’ :iﬁ)ﬁpar‘imem of Education a bzgh-peﬁaﬁnanm .
“ofganization dedicated fo i m;}mv ng'the'quality'of
America’s education system. In particular, 1 want ’tm
update the Subcommitiee on Year 2000 computer
] issues, the modernization of our student aid delivery
- systems, the implementation of the Government
Performance and Results Act, and the dramatic
improvement in customer service that has been
made possible through expanded use of the Internet.
. Iy describing our progress in these areas, | will also
wed - o address the issues that have been raised by the
k General Accounting Office (GAQ) and the
Department's Inspector General.

Qur success in each of these areas was made
possible in part by the support provided by this
Subcommittee. | want to thank vou, Mr. Chairman,
as well as other Members of the Subcommittes, for
recognizing the importance of investing in sound

R financial and administrative management 1o reach
. our somimon goal of improving educational

opportunities in America. For fiscal year 2000, we

are asking for $552 million in discretionary
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management funds, which includes funds for the
Offices of Civil Rights and the Inspector General,’

. This is an increase of $33 million over the 1999 level,
mostly for pay raises, other built-in costs, and
investments in technology. 1 hupe you will give
careful consideration 1o this request, which remains
less than two percent of the Department's total
discretionary budget.

YEAR 2000 COMPLIANCE

Last year's management hearing focused on the
Year 2000 problem, reflecting growing concerns that
the many computer systemns thal Federal agencies
rely on to carry out their missions were not Year
2000 compliant. At that hearing, | described the
Department of Educatlion's comprahensive Year
2000 Project Management Plan, which set out a
detailed schedule for assassmeni renovation,
validation, and implementation of our computer
systems. The Year 2000 problem was a special
concern for the Depariment, because so many of our
o systems are critical to the delivery of more than $50
T billion annually in Federal financial assistance to
R more than 8 million postsecondary students.

fam pieaseé with our progress in bringing all 175 of
-the Department's data systems-including our 14 .0 .

Each of the 14 missicn-critical systems, including the i

11 student aid systems, has undergone independent

verification and validation (IV&V) by'a third party
- contractor and is in production. We are pursuing our

‘ V&V confractor's recommendations for continued

documentation and monitoring procedures and for
testing with external customers and partners, In
addition, all 161 non-critical systems have completed
renuvation, validation and implementation and have
heen put into production.

- The Department’s Year 2000 progress has been

confirmed by Congressman Steven Horn's
Subcommittee on Government Management,
Information, and Technology, which on February 22
gave the Depariment a grade of "A minus,” and by
the Office of Management and Budget, which has
placed the Depariment in its highest Y2K readiness o

. tier. The GAD and Inspector General are also
reviewing our systems to help us ensare that they
are Y2K compliant..
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We are proud of this achievement, but we are taking

. nothing for granted when it comes to Year 2000
readiness. With the renovation of our systems now
complete, we are focusing on contingency planning
and continued testing.

‘The Department has undertaken a thorough
business continuity and contingency planning effort
based on guidelines provided by the GAQ.
Contingency planning teams representing kay offices
and functions across the Depariment began work in
September 1898, We drafled our initial contingency
plans for individual systems in early 1888, and have
pasted these plans on the Department’s web site for
comment by the education communily, We expect 1o
complete detailed contingency plans for all core
business processes by the end of March; these
plans will also be posted to our web site for further
comment. :

Qur contingency planning effort has included
extensive consultation with the education
community. in addition to soliciting the community's
. . . . comments on our initial contingency plans, last
. o month our student aid team met with a focus group
s taot o ro Of college student aid administrators, business

g me o e Officers, and student loan industry leaders to obtain ‘
P ; )w _;;.;:p. e v .. reactions 10 a draft repert on our business impact 3
o R CRE wE AT b o TS . : L

R ' analyses and preliminary risk mitigation and : e

i
contingency plans.

PR
Al

We are continuing to test data exchanges with other
Federal agencies and with our many non-Federal
pariners, such as postsecondary instifutions. The
Department is well into 2 series of tests with our
sister Federal agencies, and we have developed a
plan foraxtensive testing with postsecondary
institutions and other external data exchange
pariners during 1988. This testing has been
scheduled for the spring and summer of this year (o
coincide with completion of Year 2000 renovations
by both the Department and its partners. The testing
schedule has been posted to the Department’s Year
2000 web site, and we will work closely with the
education cormmunity to provide as many testing
opportunities as necessary.

. The Depariment also is continuing outreach afforts
to encourage and help our partners throughaut the

hitp://www.ed.gov/Speeches/05-1999/9906523 htmd \ ’ 2100
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education community 10 address the Year 2000
issue. In December, for example, the Department
held a live, interactive video teleconference on Year
2000 that was co-hosted by Secretary Riley and
John Koskinen, the Chairman of the President's
Council on Year 2000 Conversion, The
teleconference was broadcast to over 1,400
registered sites across the country, and the
Department has made videos of the teleconference
available to the education community.

Qur outreach efforts include ongoing assessments of
the Year 2000 readiness of school districts, the
higher education community, and key service
providers. For example, the Depariment has worked
with the Council of Grest City Schools to assess the
readiness of the Nation's 50 {argest school districts,
The Depariment and the Nationai School Boards
Association are preparing to faunch a similar survey
of all school districts nationwide.

Year 2000 readiness assessments of the higher
education community have included surveys of the
1,300 members of the American Association of
Community Colleges, 1,474 direct loan schools, the
36 guaranty agencies, and the Depariment’s 18 debt
- collection contractors. We plan to continue our -
e assassmeﬁz effarts by surveying all 7,000. .
w : %}l ” 3}%23@{:{}{;{}3ry\iﬁsiltzzzsoas at the &nci of March
. {Z}ur data exchange testing and autreach ef‘forts
reflect our ongoing comimitment to do everything we
gan to keep Federal assistance to States, schools,
and students flowing without a hilch when the year
2000 arrives.

STUDENT FINANCIAL ASSISTANCE AND
" THEPBO s -

fm proud that we have surmounted the Year 2000
problem. Over the past few years, we have faced
-gther pressing, high-visibility chatienges in
administering the federal student aid programs. For
exampie, three years ago, we experienced
disruptions in our processing of student atd -
applications. This year we are processing aid
applications promptly for the third year in a row and
expect one application in four {6 be filed
slectronically, the most ever. And although the Direct
Consolidation Loan program faced serious
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management problems 18 months ago, loday itis
smoothly processing consolidations well within 60
days with 2 workload as much as ten times larger
than it was last spring.

We have stabilized the student aid programs and are
ready to move forward with a comprahansive
strategy to modernize and integrate our systems.
Last fall, Congress heiped catalyze this change by
gstablishing a performance-based organization
{PBO) lo administer the student aid programs. The
PBO is designed with greater flexibility in managing
its personnel and procuring goods and services, new
incentives for high performance, and amuniab;izty
for results. _

Secretary Riley and | were very pleased that Greg
Woods agread to become the first Chief Operating
Officer of the PBO. We believe Mr. Woods has the
right mix of experience, including eight years as CEO
of a software company and five years at the
Reinventing Govemment initiative, to make the PBO
A success.

g
TETL g, st
o wF LT I

The PBO has beenworking to develop an interim
performance plan and-management gf‘aﬁzies for the
rest of this fiscal.year yThese priorities will include (1) ~
promoting customer, mrv cey(2) integrating the
student aid delivery: systéms;and«(3) strengthening. -
our financial management system. | would like to say
a word about each of these areas.

First, the PBC is making great strides in improving
customer service. For exampie applications for
student aid submitted via the Internat are not only

. quicker and easier for students o file and the

Department o process, but are also less than one-
tenth as likely to be returned to the student due to an
error. We also use the Internet to accept apphcations
for Inan consolidations and to distribute information
to financial aid professionals.

The PBQ recently formed a Customer Servica Task
Force-comprised of senior managers, key staff, and

froni-ling employees-to identify opporiunities o
- enhance customer salisfaction. The Task Force

plans to make recommendations in July on ways we
can work more effectively with our partners-including
schouls, lenders, guaranty agencies, and others-to
meet student needs and improve operations,
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Second, the statute requires the PBO to implement
an gpen, common, and integrated system for
delivering student aid. A recent GAD report on the
Depariment's managementi challenges focused our
need for us (o integrate our systems, as well as
strengthen financial management. in my view, this
report was generally fair but did not reflect the
quantifiable progress we have made in these two
areas.

In the area of systems integration, we have laid the
groundwork over the past several years. We have
consolidated operations for four data systems into
one data center with common hardware and
software, Improving service while saving more than
$30 million over five years. We have also established
a single glectronic identifier for each organization
involved in student aid delivery 1o reduce
administrative burdens and improve data quality.
And through Project EASI (Easy Access for Students
and Institutions), we have collaborated with our
customners and partners to document current
processes and determing h{}w i’hey could ba
reengmawad 10 take. advaniage z:sf naw
fechnologies, T0 L] G anms

RN R RN E- W B 1 £ SRt oty L SR S A .
We aré now f&aéy to'pursue: “the riext stage in this
effort, M7 W{}&{is i’ overseeingithe’design of a
single systems architecture-for all- the Title IV
systems, building upon‘thé work of Project EAS|.and
our other modernization efforts. By eatly April, the
FBO will develop a modernization budget and share
it with Congress. By the end of this fis¢al.year, we
will have a clear picture of where our systems are
today, where they should be within five years, and
the sequence of steps needed o get there. The F’BO
will seek the support of the financial aid-sammunity ./
for this modemization blueprint, which will reiy on a
modutar approach and use existing commercial
systems whenever appropriate.

Finally, we are also making.progress improving the
financial management of the student aid programs,
Our efforts to strengthen the student loan programs
are paying dividends, as evidenced by the clean
opinion on the Department's fiscal year 1897

-financial statement. We have also aggressively

worked 1o reduce student ioan defaults, with the help
of a strong economy and tools provided by Congress
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in 1892. The fiscal year 1996 default rate-the latest

available-is a record-low 8.6 percent, less than hatf

the 22.4 percent rate when President Clinton took

office. At the same time, collections on defaulted

ioans have more than doubled, from $1 billion in

fiscal year 1993 to $2.2 bitlion in fiscal year 1998,

And by improving the guality of data in the National

Student Loan Data System, we have prevented the

disbursement of as much as §1 billion in grants and ‘ .
loans to ineligible students.

To build on our progress in this area, the PBRO will
mvest in high-end financial management soRware
and systems now in use in the privale seclor, move
from manual systems to.more automated ones, and
reduce errors and administrative costs for both the
Depariment and our pariners,

DRAWING FROM THE LESSONS OF
EDUCATION REFORM /

[ began with the Year 2000 problem and the student
aid programs because they are amnng the '
Deparimant’s most visible challenges n turnmg naw -
to some of the broader management | feforins that we'
are implementing across the Z}epartment iwarzt ?:a
highlight the striking connection’between; these e
efforts and the standards-based‘efarms Zhat gzm?"
doing $6-much to improve oaz aiemeﬁzary andﬁ
= secondary schools. We have found] ihat the sam& :
principles driving effective education- réform. at the =
State angd local levels also provide & solid foundation
for restructuring the Depariment of Education o
belter support those reforms.

hie v e .

«."%};é“

For example, Stales engaged in successiul

educalion reform have set clear goals in the form of

high standards for all students. The obvious parallel T e
to that process at the Department of Education is the
development and implementation of our Strategic

Plan, which sets forth our goals and objectives.

- Second, States and districts have pursued their
achievement goals by aligning their resources io -
support those high standards and by empowering '
educators through intense professional development
to lead reform at the local.and school level. Similarly,
we are pursuing our Strategic Plan objectives by
empowerning Department employees through a
combination of training and technology {0 make the

htip/Awvww ed. gov/Speeches/05-1999/990523 himl . 117217060
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changes in how we do business that are required to
reach our Strategic Plan goals. We are investing in
human capital, and we are encouraging all
Department employees to take advantage of
computer and Internet-based technologies to better
meet the needs of our customers.

Third, States are holding schools and principals and
teachers accountable for improving student
achievement. The blend of greater local
empowerment with accountability for results is the
driving concept behind the popular "Ed-Flex"
legislation, as well as a centerpiece of President
Clinton's proposal to reauthorize the Elementary and
Secondary Education Act. Greater accountability for
results is also a critical part of our management
improvement efforts within the Department of
Education, including the development of annual
performance plans, individual and organizational
assessments, and a variety of other means.

| would like to briefly describe our work in each of
these areas: defining our management objectives,

aligning our resources and empowering employees y "' -5
to support reform, and holding ourselves A e
accountable for results. . . SR N

RESULTS ACT
The Department's vision is ‘defined by its Strateglc R ey
Plan and Annual Performance Plans. These plans, ~
created in response to the Government Performance

and Results Act {(GPRA), reflect our strong

commitment to providing high-quality services and
making effective use of taxpayer dollars to improve

our education system.

Qur Fiscal Year 1999 Annual Performance Pian
received high marks from Congress. This year we
worked to build on that success by providing
strengthened performance indicators and expanded
baseline data. The Fiscal Year 2000 Annual Plan
includes 98 indicators for our 22 performance
objectives, as well as baseline performance data for
90 percent of those indicators, or about twice as
much baseline data as last year. Most of tho-cases
where baseline data is unavailable involve new
programs or activities. The 2000 Annual Plan also
includes baseline data for about 85 percent of the 94
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performance plans for individual or closely-related
programs. Much of this information has been
integrated into our {:szgmsszana budget
justifications.

- We have atso developed betlier links belween

strategic plan objectives and program performance
plans 1o address a key concern raised hy
Congressional reviewers lasl year. Each program
performance plan now states the progrant's
relabionship o our overall strategic goals. We have
established incentives 1o incorporate the strategic
plan objectives into program management by
including the objectives in the individual performance
plans of our senior officers.

To further imprave our plan and guide indicator
development, we have added a section on limitations
of data, as well as draft standards on data quality.

We are working with State agencies to pursue a two-
pronged strategy o improve data quality: (1)

. ensuring that current GPRA data collection systems

meet data quality standards, and (2) developing a

new electronic, integrated performance and Co e -

benchmarking system to bring Federal education A R v AN R

data systems into the 21st century e e D
T A

We recognize that the development and coflection of ... . ,%,g>ﬁ, “

reliable performance data on mapaftmezzz programs - : saa?“wz PR
is taking longer than some wolid ike: I particutar, | R nswi} MARNNER
know that Members of this Subcommiitee are eager
for information to help them make difficult decisions
about the allocation of scarce Federal resources, We
share this desire, hut | can tell you after spending 30
years working with education research that bad data
are worse than no data, The undertaking mandated
by GPRA is a complex one that cannot be achieved
avernight. We are working very hard to set up
systems for collecting reliable and valid data on
Bepartment and program performance as soon as . -
possible, and our Annual Plan provides a sound

blueprint toward that goal.

‘“s» X:,.
\qn\$§§: 3“<“,

T e

in the meantime, | believe there is congiderable
infformation available {0 help the Subcommitiee
assess the Depariment's performance, We are
pleased at the clear successes in meeting goals, .
including intemal management goals such as year
2000 compliance,; program goals, such as the recent
released assessment of Title 1, and macro goals, like

httpi/fwww.ed.gov/Speeches/05-1999/990523 html §1/21/00
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the latest reading scores on the National
Assessment of Educational Progress.

. : INVESTING IN HUMAN CAP!TAL AND
TECHNOLOGY

To reach the goals and objectives outlined in our
Btrategic and Annual Plans, the 4,700 employees of
the Department-the smallest Cabinet-level agency in
the Federal government-must have an impact far in
excess of their numbers. To achieve this impadt, we
must carefully consider how we can use our limited
resources to build the skills and morale of our
workforee and use technology to support our
strategic goals.

We are rethinking the way we provide professional
davelopment lo our employess 16 encompass & wide
range of opportunities in addition {6 traditional
raining. For example, a recently launched mobility
assignment program is designed © encourage staff,
who often work for many years on the same
assignment in'the same office, o seek out and

Cnes ‘ accept new challenges in other areas of the
Peboge Frfn v Department, This new program riot only helps sansfy
‘ e individual career goals but also brings new ‘
I perspectives to our day-to-day work. The ]
Department also has launched a mentormg prczgram - S e
and is experimenting with a wide range of EIE R
technology-assisted learning techniques. ‘ “ el : i‘?""‘{:’*‘-j

Qur performance assessment system is based on a
360-degree feedback model widely used in the
private sector {o encourage useful input o
empioyees about their performance, strengths, and
weaknesses. We are also encouraging staff o
collaborate and cooperate across offices and
™o fussctions. To expand effective application of

fachnology across the Department, for example, we
have created an [T investment review group for
fechnology governance issues, an Intermet working
group for building our web presence, and a
technology review group for day-to-day technology
implementation. We also are bringing mambers of
the Senior Executive Service together more often to
talk about the management challenges facing the
Department. And we recently faunched an annual ‘ e

, skill-building program for senior Department leaders

. and managers.

http:ihwww ed gov/Speeches/03-1999/980523 himi 2100
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Building a first-class workforge goes beyond
professional development and networks. it also
includes continuing the progress of the Prasident's
Initiative on Race, strengthening our labor-
management parinership, emphasizing the
importance of diversity in our detision-making
processes, and enhancing our workplace to provide
the best possible environment for our employees. In
all of these areas, | belisve we have made
substantial progress in the last year.

Effective educators realize that technology should

not be used for its own sake, but should be focused
on improving student achievement. Likewise, the

Department has marshaled its investments in

technology to support its strategic goals, particularly -

in the area of improving customer service,

There was a dramatic increase in customer conlact
with the Department through our web sile and major
call centers in 1888, The ED Home Page was
viewed an average of 5 million imes each month in

- 1998-twice as often as in 1997-and reached 9 million
< page views in January 19388, Tolal call volume on

our postsecondary student financial aid information
line {1-800-4FED-AID]} grew by more than 50
percent in 1988, 1o over two million. And we are

“* 7 receiving about 1,000 requests-a day-both by phone

and on-line-through the ED Pubs system.

ED Pubs is a terrific example of how the Department
s using technology to improve customer access to
the infarmation they need, when they need tt Ths
Education Publications Center, or ED Pubs, isa
consolidated product distribution center that begaz&
providing one-stop shopping services o Department

. oustomers in Ma: of 1998, The center disseminates

the Department’s information products-including
publications, videos, CO-ROMs, posters, bookmarks
and other products-free of charge o leachers,
parents, students, librarians, administralors,
policymakers, researchers, and anyone else with an
interest in education.

ED Pubs also provides an accurate inventory of all
its products on-line, and even more important, helps
us determine the Kinds of information our customers
value most. The ED Pubs on-line ordering system
includes extensive search capabilities as well as
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. May 23, 1999 -- Statement by Marshall S. Smith, Deputy Sceretary (A}, U.S. Department.. Page 11 of 15

1121400


http://www.ed.govISpcechcs/05-19991990523.html
http:Center,.or

Muauy 23, 1899 .. Statemeni by Marshall 8. Smith, Deputy Secretary (A), U.S. Department.. Page 12 of 15

.

links to fuli-text electronic copies of most
publications.

One measure of our initial success in using the
Internet to provide useful information to our
customers is a 1888 survey by Quality Education .
Data. In this survey, teachers named the £D web
site and the ED-sponsored Educational Resources
Information Center (ERIC) web site as their first and
second most frequently visited sites, respectively.

tr addition {o increasing direct contacts between the
Department and its customers, we continually look
for ways to improve customer service and implement
programs in flexible, customer-friendly ways. One .
recent example of this ongoing effort is an
accelerated discretionary grant award schedule that
promises io deliver awards much earlier in fiscal
year 1998 than in previous years. The accelerated
schedule will give schools and districts more time to
carefully alipcate their resources for the coming
school year. In fiscal year 1988, the Department
awarded 80 percent of all discretionary grants by
August 31. The goal in fiscal year 1999 is to award a
majority of new grants by May 31 and continuations
by July 31. In addition, the Depariment developed
... and implemented new "expanded authorities”
3 regulations intended to increase fiaxlbiiity for
ft L7 5 grantees and.improve customer service by.

W

- ‘ -streamimmg administrative requi irements.

BLENDING ACCOUNTABILITY AND
', FLEXIBILITY

One of the most difficult chalienges we face in‘our
efforis 1o put cusiomers first is the need 1o balance
the flexibility our cusiomers need with the
accountability Con(iese demards onbehalfl of
American taxpavers. A key to meeting this challenge
is our continuing investment in financgial management
systems. Our new core financial system, the
Education Central Automated Processing System
{EDCAPS), became operational in fiscal year 1998,
 EDRCAPS combines payment, grants and contracts,
and accounting functions into one integrated system
that supports a streamiined grant process, facilitates
N improved procurement processes, and enables the
Department to conduct business electronically.

In May 1998, the Department implemented the final
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-phase of the Grants Administration and Payments

System {GAPS), a key companent of EDCAPS.
GAPS supports grants management through the
entire life-cycle of each grant by simplifying
reporting, providing Internet access (o the system,
allowing modifications to payment requests prior to
receipt of funds, and ensuring access {0 more timely

" and accurate financial information,

Also during 1928, the Department established
policies and procedires that pravided for the
monthly reconciliation and reporting of financial data.
This data was made available through EDCAPS for
program and other managers to use in their day-to-

. day operations for decision-making and funds

control.

The Department is committed to improving

- performance and accountability through

performance-based contracting. We are now
reviewing every coniract for the maximum use of
effective performance objectives, ensuring that each
contract is stated in terms of resulls that support the
Department's Stiategic Plan. In 1996, the
Depariment identified 66.contracts for conversion to
parformance-based service contracts, To date, i?se
Department has converted 45:0f those existing - '
contracts, In addition) 16 new performance- i::aseci
contracts were awarded: The average annual cost cf
these performance-based contracts combined is .
over 3200 mition.

Our emphasis on accountability extends to all senior

'Depariment officials and staff. We are the ones, after

all, who are charged with zmptemmt ng our Strategic
and Annual Performance Plans. This is why, as
Acting Deputy Secrelary, | have insisted on annual
performance agresments linked lomegsurable,s. .
objectives for all senior officers. This is also why we
have implemented a new performance assassment
system for all employees that uses 360-degres -
review o assess performance against standards and .
goals that are revised annually.

A VISION FOR THE FUTURE

. .. Megting the enormous challenge facing American

gducation today requires thinking differently about
how we do our work, The ubiquity of the Internet and
other technological changes provide an
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unprecedented opportunity to redefine the role of the
Department of Education in a way that serves our
. customer better than ever before. We now have the
capacity for direct, real-time contact with educators,
parents and students; in short, to provide our millions
of customers with the information they need when
they need it. Internally, technology will help us to
simplify and reengineer our routine business
processes, and the resulting change will allow more
- staff to provide direct service to our customers.

We are using technology to serve customers today
in ways that were barely imaginable 10 years ago.
Thousands of publications and research reports from
the Department are now available on the desktop of
anyone with access to the Internet, and we are
adding new publications every week. Online forums
allow thousands of teachers and others to share
ideas on key education challenges.

A growing number of our programs are using
technology to strengthen their work. For example, a
web site maintained by the 21st Century. Community
Learnlng Centers program features examples of
: winning proposals from’ last years competmon The

. Comprehensive 'SchoolReform Demonstratlon
program prowdes grantees wuth "reg dlar'email *
updates and' also a searchable database of award
recipients, so that schools adopt:ng a partlcular '
reform model may contact each other. #*

These are gllmpses of where we are going, what we

are becoming. We are becoming a learning _

organization. We are using technology to create-a

constant and nearly instantaneous feedback loop

that teaches us how to serve our customers better,

faster, and more directly. As a result, our customers

spend less time looking for information and moie;s -+ Gt N
time using it to improve the performance of their -

schools and students.

With your help, we will continue this learning process
and create a high-performance agency that
successfully blends flexibility and accountability to
meet the needs of all its customers.

| will be happy to take any questions you may have.

-
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