


United States 
General Accounting 0f'Ilce GAO 

• 
W..hlngton. D.C. 20548 

Human Resources Division 

13-241690 

" ,- .. 

~;i}(' 
)1 ' 
, ...~;.' ' c· 

May 28, 1993 

, 


The Honorable Richard W, Riley 
The Secrelary ofEducalion 

Dear Mr, Secretary; 

This report on the U.s. Department of Education (£0) is one in a series of 
GAO management reviews offederal departments and agencies. Our 
purpose in doing these reviews is to assess the management of each 
department or agency and identify actions that can be taken to improve 
organizational performance. 

To obtain information for this report, we conducted 151 iIHlepth 
interviews, primarily with ED'S senior officials, and reviewed reJevant 
reportS and documentation. Among these 'were in~hou.se studies; task force 
reports; departmental pen;onneJ statisccs; sod Olliee ofPersonnel 
Management (om), GAO. ED Inspector General. Office of Management and 
Budget (OMB), and Federal MlII1!1gers' Flnanclallntegrity Act reports, Our 
review was conducted between D~mber 1990 and September 1992 in 
accordance with generally accepted government auditing standards: (See 

.. spp.l.) 

In this report, ,we include infonnation covered in our briefingS ~itlith~n ' 
Secrelary of Education Lamar Alexander in July 1991 and his stair in 
November 1991 and our letter of Augw,'t 19911 identifying problems in ED'S 
planning processes and recommending implementation of a strategic 

" management process. We also include findings from our study ofEO'S 
-'. infonnation resources management:! and our reports on Ute high-risk area 

of the Guaranteed Student Loan Program! 

_. A..'i you know, American education is at a crossroads. Student achievement 
~ .~, -' b\ matheiliaUcs and science lags behind that ofstudents in other 

industrialized nations, some 1.900 students drop out ofschool each day, 
and large numbers of students graduate from schoollJicking the sldlls 
sought by employers. The growing belierthat these edu('.ational problems 
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contribute to America's declining economic competitiveness has spWTed 
many federal, stare, and local officIals and the business community to 
agree that national goals for education are needed, You are well 
acquainted with these pollcy issues. 

You may be less aware of the Department's impaired organizatlonal 
capacity to manage; that Is, fulfill Its mission and carry out its role In the 
national education agenda. In our recent transition rePQrt,4 we outlined the 
scope of departmental management problems and the need to strengthen 
depa.rt.tncntal management. Here we provide the detailed findings and 

. make recommendations. 

The Department charged with managlng the federal Investment InResults in Brief education and leading the long-term effort to improve education itself 
lacks a clear management vision or how to best marshal its resources to 
effectively achieve its mission. Past Education Secretaries have not built 

,.1; • 

• 
: . \ an organization that could implement rruij<)r policy initiatives. Moreover, 
~ . ,'., the Department's history Is replete with long-standing management 

. tl: . problems that periodIcally.erupted, became the focus of congressional and" ',,' 
,r~: " " . media attention, and subsequently diverted attention from the policy 

,, "•• . ..,I . 11 ..~:: . ':.: agendas. One example of this is the financial management of the Federal . 
,,), 

~;:. ':,., Family Education LoM Program (formerly the Guaranteed StudentLoM:. ,",,' 
;",' .: Program).
/' . ~ 


'. 

To reverse th.is trend and effect long~term change in the way the 
Dopa; truent Is managed, the Secretary must give priority atrention to 
changlng~ooth ED'S culture and its management systems, Past Department 
leaders have focused on short-tenn solutions and made limited use of 
career employees in management problem..,solving. Thus, EO'S currtmt 

,. 

organizational culture,leaves it poorly positioned to make long·range , 
change<!~·teCretaryMexand'er recognized the need to lmprove the way £D I 
Is managed and took initial steps to enhance departmental leadership, I 
transform agency culture, and improve o~rations, However. GAO is i 
concerned that this momentum, already dissipating, not be lost. 

The National Education Goals (see app. II) constitute a long-tenn 
approach to closlng the nation's sk:llls and knowledge gaps. But they have 
not provided a vision of what the Department itself needs to do to achieve 
its mlsslon. With the exception of the objectives set forth to remedY 

• 
problems In student flnanctal assistance, the previous Secretary did not 
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..tablish a management framework with goals and objectives to be 
accomplished ifED was to support its agenda. Moreover, this general lack 
of management direction was exacerbated by ED"S long-standing practice 
of tllling key technical and policy-making positions witl1 managers who, 
lacking requisite teclmical qualifications, were iJI-equipped to carry out 
their maragerial r..ponsibiliti.... 

Further, ED·S management structure and systems have inadequately 
supported its Jru\ior initiatives, such as student aid or special education 
programs. The Department has no systematic processes for planning, 
organizing, or monilOring for results and qualit.y'improvem.n~ L.ddng 
both clear management goals and a Secretarial focus on management, ED 

cannot effectively align its activities to support rruijOf initiativ~ carry out 
. its programs, or correct identified problems. In our November 1988 
transition repo1'41i we recommended that the Secretary establish a 
SecretariaHevel strategic management process to address these 
de~ciencies. This has not been done . 

. , .' 

ED'S major management systems need attention. To give the Secretary the 
tools for managing the Department, information and financial management 

T " • _" , 

systems must be repaired, Managers lack the information and resources to 
overSee"oPerations; give technical assistance; and ensme financial-:., , intereSts against fraud, wa.';te, and mismanagement., To lead and sustain 
th~e efrort.s~, ED also needs a skilled work force. But the Department does 
not adequately recruit, train, or manage its human resources to ensure that 
workers can accomplish its mission and implement Secretarial initiatives. 

~. ".. 
'''<. , 

,," "' 
." -!' 

Created in i979,' Ell is one of the youngest and smallest Cabinet-levelBackground . 
departments. Its 5,000 employees fulfill a diverse mlssion: (l) to pro,ide 
financial aid for educatio.n and monitor. jts use, (2) to fund and pursue 
education-related researdiiUld"infomtiltion dissemination, (3) to ensure 
equal acceSs to education and enforce federal statutes prohibiting 
discrimination in federally funded programs ""d activities, and (4) to 
provide na.tionalleadership in ident.lJYin& and focusing attention on !11l\ior 
edueationallssues and problems. (See app. III for a description of ED 

offices and funding.) As EO'S fiscal year 1992 appropriation 0($28.8 billion 
indicates, the federal role in fInancing U.S. education is: small. The 
Department directly funds 5.6 percent of elementary and secondary and 

• 
b'J'nansition Smes F..due.alJDll l!!SUes (GA~lS'J'R. Nov. 1988). 

'Uqcly drawn from eiements ot the Ikpa:rtmentof Health, Educadoft. and Weltare, ED becatne. 
tunctklning department In Jdby 1980. 

Pqe! 
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12.3 percent of postsecondary expenditures," Historically, however, federal 
leadersrup alld policy leverage have been significant, particularly In 
securin.g equal access to educational opport~es for aU Americans. 

In addition to mission·related activities, ED Secretaries have used their 
position to promote such initiatives as effective schools, drug·free schools, 
and school choice. Historically, these efforts were not connected to any 
na!lanal aducatlon agenda that could give dlrection to federal, state, and 
local education activities, The situation clmnged in 1990, when the nation's ,- I 

governors, in conjunction with the Vlhite House, developed the six 
National Education Gaols. This was followed In 1991 by the Bush 
administration's long~term strategy, "America 2000t for achieving the 
goaIs.' 

• 
Over the past 12 years, the Department has found fulfilling its mission 
increasingly dJJ1lcult. While its .taffhos steadily decreased, its work load 
has grown (see fig, 1), ED waShitliarder by uie reductions-In-force of tha 
19S0s than any other Cabinet d;,p,irtmesit. By liscaI year 1991, ED'S use of 
full-tlme-equivulent (rn:) employecshad declined 33 ~ from its liscaI 
year 1981 level Yet throughout thIs perioo"the Congress gave the,,· ',•. , '. 
Department'responsibility. fo'" 7ri'lie~ 'federal programs. In addition, the . " ..., ....- ,.
number ofgrants and ~:1¥'~,~,~»,,~~~,,~Y ED grew,and cl~ rights,; :l'. ~ i ;, 

complaint'! flied With it reached thetrlgh€;!t levels In the Department's" . 
, - "".",',""'-."'.....~... " ~,'" 

history (see app, lV), ,".: ,. :, ;-t" " . 
" 

, .', , 

Exacerbatlng the work load problems was EO'S culture' and negative 
self-image. Early leadersrup did not enhance l;e self-image: the I'inlt 
Secretary of Education had only a few months in~lMhich to try to organize 
the Department before a new administration took office. The next 
Secretary made dismantling the Department a formal gnal and did not 
request a budget for it In flS<Ol years 1983 and 1984, SUbsequent 
Secretaries focused on external policy agendas, d;.'YVting littl~ 'attention to 
departmental management. 

~~ yeu 1002 ~byChe~~~daesnotincludetbeportionof 
rcdenl.l supportpmvlded. indltect1y to these InsUWtlOM 'IhrtIu&h ltudt:ntaidprocratll:l andva.rloustu 
expenditw'e& Neuber does it NOeet tI\EllJUPPOlt that ~ inst1M.IOM receive from other 
fWeraI agencies. auclI M f1!tIearCh and dtm!lopment. gmntIJ, 

'EO, A.me.a 2OO:l: AIl Educadon ~. Sourcebook. April 18, 1991. 

'An org;Wmt1on'& culture 00ZI51sts of the ba$lc underl,)tina aaautnptkma, belief&, vall.ll!lll, IUtittIdet, and 
~llharedbyits~• 
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Figure 1: EO Staffing Declined While 
Program. Inereaaed .. .. 

" 
.~----------------~~----------------

." 
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ED'S strategic and operational management prob:~ms have been 
documented at length by GAO. OMBI EO's Inspector,General, congressional 
conunitu:€s, and many internal reports and task forces. However, serious 
probl~ms have persisted or recurred, To help ED manage its iru:.:reasing 
work load and tackle chronic management prouj~.m'1! 'We subdested in our 
1988 transition report that the Se<:retaIy establish·a strategic management 
process. This would have enabled the Secretary to set major goals and 
priorities, monitor progress against these goals, and provide feedback to 
senior agency managers. It also would have alIow~ the Secretary to 
systematically correct and improve ED'S management systems . 

• 
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Management VISion 
Needed 

'. -. - .' 
,. 
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Without a Secretarial-level process for setting dear goals and priorities 
and dealing with Issues requiring long-tenn focus, EO'S ability '" implement 
solutions to problems and engage in effective Department-wide planning 
and management is impeded_ We observed this In our 1988 report and did 
so sgaln in an August 20, 1991, letter'" the Secretary. However, the 
Department still hftS not developed and institutionalized such a process. 

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

Traditionally, the Department has operated as a·conglomerate oClUgely 
independent entities (s~ app.1II). Calling priorities unclear, managers we 
interviewed said they were unaware of what Secretaries prior to Secretary 
Alexander had envisioned for Ule Department as a.whole. In revi"ewing, ~ 
past management practices, we wer"e toid by n1imy top'omcials-'incJuding 
th~ responsible for management~uit they ~~~~lves w~ere ."out of the 
l<?Op-" That i:S. they were nO,t in-volyed·~· Pri.oritY~~(~ttiji&~tt~~i.on~rnakin& 
Wormation flow, and resource allocation, While articulation of the 
America 2000 strategy provided a much-needed poliCYcOncept that 
defined the national education sgenda, it did not offer a ma.nsgement 
vision for the Department as a whole. The only major management...._ 
initiatives-a ma.nagement-by-objectives process,lO' a program ...... 
accountability initiativ~11 and ajomt OMMD assessment of the student 
financial assistance programsl:! -were either required by or included OMS. 

Without a top-level visiOn, managerial efforts tend'" be focused on WC·; •• ,.~ 
needs of the individual units in the organization, not the Department'as a 
whole. For example, because ED'S infonnation resources management 
planning takes place at the individual unit I.ve~ not Department-wide, 
critical decision-making infonnation often is not shared. As a result, when 

wnw f1nIt management~ftI plan was submitted to OMS in I'lx2d year llI9CL 

uImplerncnted in tilll. w lnitiati\1! nwutai.es that ED conduct. ay1It.emadc: and ~ 
aumlnatIon of ao:ountabillr;y II)'Sl.eIYtll tor every p:rogam. 

• 
ttsegun in De<:ember 1990a a ~io the student10an de1a.ult problem. thlsstudy made 
reeorn.mendatiorul w I'.'f.'Ifl'eCt problems in tfIanII.ging th~ I!Wdent Ana.nebd a.'lSistance progmne.. ~ 
reeotTU'fIendatiOO5, made to the Secretary of~n and the J'.li.rector of OMS, were ~ 01\ 
Apnl8.199L 

...... 

http:nwutai.es


• 


'. 
Leadership Corrunitment to 
Management Lacking 

planning problems were combined with ED'S inaccurate and incomplete 
records, erroneous payments and loans were made to ineligible bOlroWezs, 
Absent a top-level vision, infonnation technology efforts tend to 
degenerate into loose collections of independent systems specific to a 
particular office, ill 

Ukewise, the financial management of En's programs suffers from a lack 
of a unifying vision and clear priorities. In the pasI, some managers 
dlscounted liscaIlnt.egrity as a goal, believing that the Department existed 
largely t<l get money out t<lstates and local granUles on time. As • resull, 
ED focused too much on the execution of program funding activities and 
too little on program accountability. This focus has contribuUld t<l the 
mounting problems with student fmancial assistance and other fmancial 
management weaknesses, 

In 1991, Secretary Alexander inherited a riiana'gemeni inirisuuctU.re', 
weakened by past poUtlcalleadership that had not gi~.r;'piion!;' to . 
building and roilintalnlng an organization that coUld implement rTuiiOi: 
pOlicy initiatives. Targeted for abolition in the-early)980s; EO had'": r: • " .' 
difficulties in atb'actlli high Uality A..~istat1t SeaetartciS:'<I Ei)sit1~ehas 
suffered from ~e!ent n~g1eet. A rruuor :protiiemHaS{been'·\-:~;~.;\~~:i- ,'. 

, .'1_' - , .!~" '.'" ", ...'_n'''m"<'.''·'''':'"~t-.''L "''''-" 
management's practice of plaCing unqualified managers m'key tecfuUcal 
and poliey-making positions. The high turnOver among nWUigers'3!so has 

• .' , 'l' ". • • '1
been problematic. For example, in the I-year peti~ from'February 1000 to 
February 1991 ED had three successive directors in the information 
technology area, two of whom said that they were unquallfied for the 
position. Only in 1992 did ED hire a permanent director with • background 
in information technology. Further, ED'S leadership has had a greater 
proportion ofpolitical appoint.ees than other departments, contributing to 
heavy management turnover. Wjthout consistent, knowledgeable 
leadership. information technology problems have languished \l!\feS(l!ved. 

Even when problems surfaced and ED'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 long4eIm contract to 
improve ED'S fmancial infonnation system. Although ml989 ED staff wrote 
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:" '..'., Improving Basic 
,\ii'\'i Management Systems 
. Imperative 

, 
<So.. \. 

a request for proposal that reached the !inaJ stage of bid review, action on 
the project was stopped when. new Deputy Under Secretary for 
Management was appointed. After a 3-year delay, a new effort was begun 
in 1992. 

Leadersrup problems also have occurred in the student financial 
assistance area, which had three Deputy Assistant Secretaries in the 
IS-month period between JanuarY 1991 and July 1992. As of March 1993, 
the position '0\'35 vacant. Lacking continuous, quallfied leadership, ED has 
yet to successfully implement all of the fundamental managerial reforms 
recommended by thejointmm/ED task force l5 in 1991. One such reform 
would address student loan de!aults-willch totaled more than $14 billion 
as of September 30, 1991-through strong leadership in all senior , 
positionsl as welJ as better systems and controls. In particular, the OMBIBU 
task force recommended that the Deputy Assistant Secretary for Student 
Financial Assistance be lIan extremely well-qualified person... available !or.-.~' '-:-.:-: 
the long-haul" The first appointee had no background in loans or student .:','. ',:~ I 

financla1 a..'iSistance and abruptly resigned after 7 moot.hs. The neXt .:~:~;:' : '~, 'I' M.~.'.: 
appointee. while qualified, Jeft ED afier·5 montllS. • ._'., '1'.;-.' ':'" h",j'~r\t:"

' ..' ,t· .. ' \f,-": - '" ~ ··'i"·th·'·\{'{(~' ?-.~. 
, .:.', '~'~:l;~:~,:.. '.;,;'."~ 

,. ,":'-::_,\.".l '''', ::". 

In developing and implementing cntlcal'policies;'goals, pdonih;;sr·andl·nr,;$,.,ttti~~ 
programs, ED does not have lllplae'Eft.httStiUctures and,systeinSifn~ed;'~~:tt't,j., 
support ma.nageruu decision-making and accountability. ED alSo liCkS-the· :f,I~~::;~ ! 
n""essaJ:Y infonnation, tracking capability, and financial controls. :' "',", 

, . .. 
In gauging how successfu11y it is enhancing education oversight,IIl ED lacks 
or has not used existing key information. For instance, it cannot say 
whether and to what degree persons with disabilities receive federally 
funded rehabilitation servic .... Untlll992, ED did not use existing 
information to identify students who default on loans and then receive 
new ones, In ED's Chapter I Program, the $6.7 billion federal program 
supporting the educationally dlsadvantaged, ED ol!lc1als have reported that 
states do not provide timely infonnation needed to effectively monitor the 
program, plan for future expenditures, orJustify annual budget requests. 

Similarly. because its financial management system does not provide 
adequate financial controls and cannot produce accurate and reliable 

• 
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infonnation, ED cannot ensure that its programs are financia.Uy sound. As a 
resul~ its programs are subject to increased risk from fraud, waste. and 
tnismanagement.l'T ED'S protracted financial management probJems have 
been discussed by its Inspector General and OM. as weU as GAO. They 
involve such important mattern as guaranteed student loan defAult.s-$2. 7 
billion" in fiscal year 1992-and millions of dollars that remain unspent yet 
unrecovered from the $Ui billion in discretionary grants and $232 million 
in contracts that EO awards each year. For exampJe, as ofJune SO, 1990, 
250 expired discretionary grants that were 3 Qr more years old had 
unexpended funds totaling $1 1.2 miHion, ""cording to ED'S Inspector 
General.IIi These monies remain uncollected. 

The Department has underway several efforts to improve financial 
management, but it still faces nuYor challenges in developing a single, fully 
integrated financial management system and producing financial reports 
that are useful to decis!on~makers, Financial management improvements 
must be a continuous process requiring top management support and 
commitment The Chief Financial Officers Act ofl990 (P.L. 101-576) giVes ", 
EO a framework for improving its overall financial mana.gement.?£I : :!~. 

.: ' ",- -',,'" . '!\' .." '; . ~ \". 

Critical work force problems also have confronted ED as its ',' ~"'A~~"i.~,:. 
responsibilities have grown and become ~'ore'~omplex. B~Use ci~~;,:~~f{;i~~~~~ 
mcrea.<;ingly constrained staff capacity (~' ~pps: rv and V)t such'aspectS':: .:~." 
of ED'S mission as program monitoring and oversight are inadequate, For'· 1','; ':'1)] 

example, the Department has relied heavily on an honor system in its 
fmandaI management activities, It pays over $5 billion annually to lenders - and guaranty agencies on the basis of unaudJted summary billings. 

Moreover. the shortage of technically qualified staff has contributed to 

management problems in the financial and infonnation areas, The lack of 

staff with accounting or financial backgrounds, for example, plays a mL\lor
,

'~.. 
'. ~'... role in the persistence of serious problems in managing student financial • I 

assistance programs. 

t7See, 

l~ i)eparummt ot Education figure i~ unaudited and w.Ay be !IS I'Jgh as $2.9 billion, 

• 
_'T''''_ , 

)$ED, Office of Inspectcr Genenll, Expired Grants AJIo""M UJ Rl;:malrt Open fOr Year" Audlt Control 
No. 11·9(1760. Mar. 1991. 

XISee The Chief F'inandaJ Otncelll Act.: A Mandllte rot F~raJ F\nancial Ma.rtatement Reform 
(GAOlAr"'Mn:}z HI.4, SCpt. !lIDI} 

Pq:e 9 
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Throughout th<! 1980s, EO's investment in training lagged far behind growth 
~ in training investment in the fede1Jll "government generally. Likewise, EO's 

proportion of staff receiving training is less than the federal average. 

Also, the amount of time and money individual ED offices spent on training 
has varied onidely.21 For example, in fiscal year 1992, the Office of Inspector 
General spent $379 per fTE employee on external training, while the Office 
of Bilingual Education and Minority Languages Affairs .pent nothing on 
outside training. Similarly, employees in the Office of lnspector General 
used 37 hoon; per m employee in internal and external training, while 
Office of Postsecondary Education employees used only 9 hours of 
training per ITE employee. The DepartJnent·wide average was 18 hours per 
F"J'E employee. In addition to problems created by lack of training, many 
senior managers recounted difficulties related to recruiting staff and slow 
processing of f;D'S personnel actions, AlthQugh human resource issues 
have been identified in nwnerous studies. work force assessment has not 
been systematic. In December 1991, however, efforts were initiated to 
improve human resouree management (See app. V.) 

Finally, EOIS work force problems are exacerhated by the Department's 
demographics. Large percentages (between 40 and 50 percent ~.some job 
series) of employees are eligible to retire. Meanwhile, ED' offiCi3IS.5a1d,' like 
oUler agencies, ED is having difficulty at:t.racting and keepmg'ytUoger; 
high..skilled workers, such as tavvyers, in some regional offices. An to 
report" notes that nearly half of the Career Intern Class of 1984 had left ED 
by 1989. 

Strategic management or human resources could substantially aid the 

Department in meeting current and future policy and program , 

requirements. By linking hUI!\JUl resource planning" to a strategic 

ma.nagement process (see fig, 2), ED could use such human resource 


, activfties as'sWflng, rewards, and training and development to support its 
goals and objectives. Under such art approach, key managers are actively 
involved in plarming for the organization's future, including structuring the 

tiThe amm &mOWlt ottndning b hlghtr ~ aome t::a.Irung Is not~ 

:!:lED, H~ Manu Leaml.ng Center, Strategic 'l"ruInlflg Plim Cor the Depattmento! Education, FY 
1992·PY 1995, 

• 
1'l!Human raouree planning !:sa hrnewotk for declskm-making Md ~t that ~ tru!; 
<XllIIMlqUer\CeS glan OrgaruJaUon'A5ItategiC plans and dynamic envi.rtmment on Itt employf!!(lb. Such 
planning aims t(I eoslU'!'! lh/lt the ~on h3a efuwgh employees avaibble with the right sldlls 
when and whern netlded to respond to change and IItCCOmpllith JGals. 

p.,e 10 
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mix and organization of resources to accomplish goals and meet 
challenges posed by changing work force demographics." 

8881(: 
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Agency Cultural 
Transformation Needed 

The Department's major ll)MIagement problems remain unresolved, many 
ED managerJ-ttelIeve, in' :.~art because of the agency culture it inherited 
from the Department of Health, Education, and Welfare! its parent agency 
until 1980, An ED task force observed that this culture is characterized by a 
focus on short-tenn solutions, highly cent.ralized decision-making, and 
limited communication with and use ofcareer employees by senior 
managers in management prob)em~solving. In the past, strategies that 
would have allowed the Department to move forward on mana&ement 
support issues were developed but not acted upon. This problem exists at 
all levels of the organization. For example, several proactive Assistant 

• 
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Secretaries tried to implement a strategic planning process in 1989 but 
gave up when the Secretary declined to participate. 

Furthermore, ED has a negative self-image, ED'S managers spoke of the 
Department as a dwnping ground for staffand equipment that other 
agencies did not want. Some offices referred to themselves as 
"step-c-hildren," "sta.rved'" for such baslC resourCe!; as staff. computers, 
training funds, space, and equipment. In addition, the Connal 
administration alwmpts in the 19805 to abolish the Department and 
recurring reducUons-in~force, have fostered the negative self-image. 

Despite these roadblocks, ED managers are receptive to change, In 
addition, EO'S recent leadership has taken action to promote positive 
change In the agency's culture and managemenL Withln months ofhls 1991 
confirmation, Secretary Alexander articulated a policy vision for education 
and established a respected ma.nagement team. At Department-wide staff 

-, ~...rneetin~ the former Secretary reported to ED staff on agency activities 
". ,_ . and progress; and discussed the values and beliefs he would like to see 

.-, .,,' '~¢tjmted. Pr:evious managerial efforts that were neglected by lOp 
. m.aitagement--such as a human resources task force report2tl ':"""were 

• , ".; . I • 

,., '';.If;!S~C~ and implementation of their rmdings begun. Similarly, in 1991 
,~ "/ ..;~.. " .~e fO,rmer ~retary, Deputy Secretary, and, other senior executives began 

" ." _ l',-. ' .. (1, .<,.'>,~,;~!;~:2,::'·~~~ ,directly to staff for answe'rs'tq management problem.<lj such as" . 
" " ' '"' . " 'ho~ to resolve financial management issues. 

The former Secretary also encouraged more participatory management 
techniques,26 s!Jch as those experts agree are useful in promoting positive 
organizational ctU,,;oge. For lnstance. the Office of Vocational and Adult 
Education developed a quality culture Initiative. 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 1992. ED 

took initial stePS~UJ:btigin Dep:itment~,"'ide quality efforts. 

'While these steps and others constitute a promising departure from the 
management neglect of the past, they are new and not an established part 
of the organizational structure. Thus, with the change in administration 
the momentum could be lost. To institutiona1~ refonn of EO'S 

• 




• 

management lnfiastructure, ED must take several actions to ensure its 
ability to support implementation of the national education agenda. 

Building on the btitlal steps taken by the Department over the last 2 yearsRecommendations to improve operati-ons. we recommend that the Secretary of Education do 
!Jle foUowing: 

• 	 Articulate a strategic management vision for ED that demonstrates how its 
management infrastrUcture will be developed to support its mi~ion 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 tllose goals, 
and ensuring ac<::ountabllity for attaining them. Once implemented in the 
Office of the Secretary, take the necessary actions to implement this 
process throughout the Department. Such a process should also provide a 

• 
-..~.. . 

vehicle for ensuring both Secretarial-level and employee involvement for 
solving rillu'or mi.agement problems and for planning and managing
Iong.terrrl cM.nge~'" " ~ .f·· 

• 	 Enhailce irianagemenf leaderShip throughout ED and strenfithen agency 
culture by (1)·iffipJe~~n~ aDepartment-wide strategic management 

, .. , P~~t~(?~J~~b!ifl-:t~g,g~,management pfacticcs:~tru!i ED and 
.". ," suppOrting' tlieir.adoption where appropriate in other parts of the 

Departmcri( (3) rew'W:ding managers for good mSllagement and 
leadernltip, and (4) mllng technical and pollcy·making leadership positions 
with people with appropriate skills. 

• Create for information, fmandai; ~.pd human resources management, 
strategic visions and strategic pl~ that are integrated with the 
Department's overall strategic management process. 

A-g-e-n-c"y~C~o-mm--e·n-ts-----'-;Th;;;::e:-;D;;-e::P::artm=::.::n-:t-:Of~E;;;d:;:U::C:,;;(jo:::n::-::'pr=·~~d~(fwritte~ coiiiin''';'C"n-ts-o-n-.-draft--o-r
this report. Their comments are stunmarized below and reproduced in 
appendix VII. 

The Secretary generally agreed ,,1th our findings, noting that the report
Win serve as a useful road map as the Department pursues efforts to 
improve Us 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 our recommendations. 

• 
Specifically) the Department is near completion of a strategic plan and 
Total Quality Management guidelines that' -will serve as an initial 



• 
-~~~--~------::--:--:-----:~---:-:------,:

framework for improving its perfonnance In the critical areas addressed In 
our report. 

All you latow, the head of a federal agency Is required by 31 U.S.C~ 720 u> 
submit a written stateme.nt ofactions taken on our recommendations to 
the Senate Committee on Governmental Affaits and the House Committee 
on Government OperatiOI1ll not later than 60 days after the date of the 
report. A written statement must also be submitted to the Hoi.tse and 
Senate Committees on Appropriations with the agenC!1's first request (or 
appropriations made more than 60 days after the date of the report. 

We are providing copies of thls report to interested members of the 
Congress, executive branch agenci~ and the public, We also will make 
copies ava.i.lable to othem upon request. Our.,work was perfonned under 
the direction of Gregory J, McDoruud;-:5ife'CiOr of Human Services Policy 

,.. 'f -"" •• 

• 
and Management Issues, who.~can.b~ ~h<id ilt,(202) 512·7225, Other 
nu.Yor contributors are listed in aPpendiX vm.. . 

Lawrence H. Thompson' 
'.~ 

Assistant Comptroller General 
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--.'; 1', _, :." .. 

, .. 

• 

Face I' 

http:stateme.nt


• 


• 
 , .'. '.

. .. .. 

:" .. ~ " ...., ,~ 
.. 

. 
, '''. ;.f'W~" ':!,Ii.,.-;,,:/... .., i,',' ~ "" ', ... ', 

............. . . ':' 


• 




Contents 


• 
1Letter 

Appendix! 
Objectives, Scope, 
and Methodology 

Appendix II 22 

National Education 
Goals 

Appendix III 	 23 
Organization and Functions 	 23Department of 

, " • I •Education: 
Organization and 

" ' 

.·ograms 
", 29 AppendixIV 	 , '.' ' 

ED Resources Decreased in the 1980s , "'. "_:': ,"~ >i,t.:> ;,i"-29
Work Load Increased 	 . _1"':': • ,-'~ :',~ .. ,A \ "3' 0' ED Work Load and Responsibilities Increased ,t,. _ • 

,(.~. " .-.', ,-. \., .While Resources 

Declined 


" 

AppendixV 	 33 
Work Force Composition Diverse 	 33Human Resource Employee Training Neglected 	 33 

Issues: Training, 	 Recruitment Problems Widespread, Timeliness an Issue 35 
Issues Identifiedt but Work Force Assessment Unsystematic 35" Recruiting, and Work 
Efforts Unde~ay to Improve Human ResoUl'Ce Management 37

Force Assessments 

35AppendixVI 
Tables Supporting 
Figures in Text 

-

• 	
-.~ 

Pace HI 

1 



41 

Coo...... 

• 
Appendix VII 
Comments From the 
Department of 
Education 

Appendix VIII 
M::ijor Contributors to 
This Report 

Related GAO Products 	 44 
Education General Management Review Report 44 
Other Related Report.s 44 

.', Tables Table ill.l: Department of Education Offices: Function, Funding, 25 
and StallIng " . 

, '" > "t:'•. 	 Table VI.I: Data for FIgure I . 38 ,'. ", 
Table VI.2: Data for Figure m.2"""-" ~ 

\"'~" ,. Table VI.3: Data for Figure IV. I, )" .1,<" ..,'\:1- '~,;:_ 	 Table VI.4: Data for Figure 1V,2
;t~~ •• :, 

; .. , , ", . . Table VI.5: Data for Figure lV.3 
Table VI.6: Data for Figure IVA 
Table VI,?: Data for Figure V.I 

.. 	 Table VI.S: Data for Figure V,2 

Figures Figure I: ED Staffing Declined While Programs Increased 5 
Figure 2: Linking Str''''gic Management and Human Resource 11 

Planning 
~ .... Figure lll.1: Department of Education Organization Chart 	 24'.' . 

Figure 1lI.2: Most Spending Managed by Four OIIlces 28 
Figure lV.l: ED'. Reduction of Stafl' Grea",r Than Any Other 29 

Cabinet Department 
Figure lV.2: Congress Usually Appropriated More Than 30 

Presidents Requested for Programs but Not for Salaries and 
Expenses 

Figure {V,3: Number of Discretionary and Formula Grants 31 
1ncreased Over Time 

38. 

• 

hie 17 

42 



• 

Figure IVA: ComplainlS Filed With the Office for Civil Rights 32 

Rose to Highest Level in ED's History While Staff Dropped 23 
Percent 

Figure V,l: ED Investment in Training Lagged Behind Pederal 34 
Government 

Figure V.2: Percent of Employees Receiving Training Less Than 35 
Federal Average 

'" •. ," 
. " .

,', '1,·)·,···.' .'j" .• , '., 
_ ... '1·" <" 

'~".~ • j. ~ 

Abbreviations 

• 
GAO General Accounting Office 

, ED Depanunent ot Education 
PrE fulJ~time--equivalent 

OMS Office of Management and Budget 

0"" Office of Personnel Management 



--

• 


• .~' 

-. 

.... '. . 

• 

GADlHIU).9S-47 lklpvtmnt of Ed.ado. 



Appendix I 

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 reconunendations 
that often call for fundamental changes in how an agency operates 
requires a strong commitment fr,om the top. 

Grounde~ in the experience' of successful management consultants, I the 
methodology for a general management review assumes that the key 
information~about the way the agency fWlctions---its strengths, 

• 
weaknesses, problems, solutions, baniers to change, and culture-resides 
ifl'its staff. Some reViews have used questionnaires extensively to tap staff 
expertise. Another efficient way is through interviews with agency 
officials. For this s~udy, we corroborated and augmented infonnation from 
interviews with information from other studies done by GAO, 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 t.:i,~ 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 ap1Ji1ir.tees, inc~lJ.ded questions on various management 
topics. Among these were: strategic management, perfonnance 
monitoring, communication, infonnation resources, human resources, and 
fmancial 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 information covered in our briefings with the then 

• 
'For example, Ck 
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ObJective., Seope, ud Het1wdol0i7 

• 
Secrelaly of Education InJuly 1991 and his stalfln November 1991 and 
our leiter ofAugust 1991 identiJYlng problems In ED'S p1srmlng processes 
and recommending lniplernentation ofa strategic management process. 

Our work was conducted at EDtS headquarters in Washington. D,C" and 
ED'S Dallas and Chlcago regional offices between December 1990 and 
November 1991 In accordance with generally accepted government 
.uditiI,g stMdarda. W. updated seleeted data through September 1992. 

• 
 . 
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National Education Goals

• 
In 1990, the Jlation~s governors, in cOl\lUnction with the White House, 
developed six National Education Goals to be met by the year 2000:1 

1. All children in Amerlca will start school ready to learn. 

2. The high school graduation rate will increase to at least 90 percent 

, 3. Amencan students will leave grades four, eight, and twelve having 
demonstrated competency in challenging subject matter, including 
English, mathematics, .denee, history, and geography; and every school in 
America will ensure that all stude,nts learn to use their minds well. so they 
may be prepared for responsible citizenship, further learning, and 
productive employment in our modem economy. 

4. U.s. students will be first In the world In sdenee and mathematics 
achievement. 

• 5. Every adult American will be literate and will posoess the knowledge 
and skills necessaxy to compete in a global economy and exereise the 
rights and resPonsibilities of Citizenship. . 

6. Every school'l.n America ';(.m be rice of drugs and violenCe and will offer 
a disciplined environment conducive to learning. 

• 




Appendix llJ 

Department of Education: Organization and 
.Programs 

•
Organization and . 
Functions 

• 

The u.s. Department of Education, created in 1979, is the primAry 
Cabinet·level federal department that assists the President in pursing his 
educational agenda for the nation and in implementing federal education 
laws enacted by the Congress . 

ED has some 5,000 employees. About halfwork in six program offices. The 
others work in several C€ntral management offices (including the Offices 
of the Secretary and Deputy Secretary),lhe Office of Inspector General, 
and the Office for Civil Rights (see fig. m.1). Each office has a role in 
carrying out ED'S diverse functions (see table illJ). 
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• 
Table 111.1: C>.partment of Education omeu: Function, funding, and Staffing (Fiscal Year 1992) 
5Oiiam";n m,;1:ions 

Offl~====~~==~__F~U~~~lo~n~~~~~==~==~~~==____-=A~PP~..!~D~prlM~~1on~,...._p~r~og~~~r~...~E~m~~~~~~. 
Posll~econda'Y Education. Administers funding for postsecondary education $12.109 54 1,222 

programs, including student financial 8ssistanc(t, 
institutional development, sluOOn1 seMces, hOuslllO 
a'id academic facIlIN~$. COOO4Iralive ooucatkm, 
internalional education, and graduate education. 

Elemer,lary and Secondary Provides flna'1Cial assistance to slates, local 9,189 58 287 
Education education agencies, and Indian·conlro\ ad schools to 

improve preschOol, elementary, and secondary 
$chool studenl ach'evement. 

Spacial Education and Supports pfOQrams thai assist in educating children 5,054 59 
Rehal)ii!lativo Services with special neEtas, p'OVides raMbliitaliv& services to 

youth and adults with disabilities, and SUppMS 
(e$oa~ch 10 improv(! the lives 01 individuals wilh 
disabilities. 

Voca:ional and Adull 
Education 

,\.'". 'dvcatiof'lal Research and 
. .' ,TlprOveme;'t1 

Bilingual Education and 
Minority Languages Affairs 

Administers programs that t<elp slates assist adUlts- in 1,4-03 

atta.ining tl1e basic skills needed to ¢:blain a high ;-••._ '."w, __ 


school clpjom~equilJaJe:-rt and find emp!oy:nern.. ~---~'CC=-~-- ,,=c-~~,.-=,---, 

Col!ec:s. analyzes. a...,d d:sseminates information on 
the progress and condition of .A.merican education;' . 
conducts and funds ~ducalJon researCh; and 
adminis:srs programs to promote re/am and , 
Innovation, improve practice, and enhat:lce. libraries J 
al"d library education. '. 

Acmlnlsws bilinQual education programs to studen]$ 
wilt> limiled English proliciency in eiementary and 
soconeel)' sChools and conducts researCh and 
evaluation ir, bilingual education. 

~.~~~~---Civil RightS 	 Enswes eOJa! access in federal!)' lunded edl.lCetion 
programs by inves:lgating complaints, conducting 
compliance reviews. and providing tochnical 
assislance 10 help ins:ilulions achieve voluntary 

~"":j-J------4t.-~'~_-c-__-c:comPliance with civil rights laws. 
The Secretary 	 Provides for the ovorall direction, supervision. and 

coordination of ail Department activ:ties and advises 
tha President or all federal policies, p~ograms, and 
aclivilies related 10 U.S. educatIOn, 

Deputy Secretary • 	 Assists Ine Secretary in the diSCharge of Secretarial 
dut:es and responsibilities. The Deputy Secretary 
sarves as ACting Secreiary in the absence of the 
Secretary, 

420 35' -, - \"-;;'·!·.495~' 
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l)e,p&rtmellt of Education: Orcenlution &ltd 

• ""'''

Dollars in millions 

Employee,Offlc. Function ApproprlaUane 

Human Resources and 
Administration 

Oversees departmental administfeHve mailers. and 
c:r&ets, coordina:es, and 'occmmends pelie'as for 
activ'lies 1M! inch."de- eva'uat;ng a"ld assessing the 
departmental prograrr_s and tnlemal management 
practiCes; managing the Depanme."Il'S discretionary 
grant~Makirg, procurement. and automated data 
orocess:ng activ:lies; providing persOl"nel and 
lra;,"Ilng services 10 departmer\lai olfices: providing 
resource management services, including !acilities 
ma:1agament. aC:'l'1inistrativa support, and -' 
audiovisual communications; and develop:ng and 
managing 1M cepa1mental Aflirma!ive Action 
Program. 

, , 
5'9 

Inspector General 

,.;. 
dral Counsel .,

• 
'd

',,,
• 
, 

Policy and Planning
.' -. 

Conducts and supervises audits, investigations, 
inspections, aM other reviews 01 ED's programs and 
operations: provides leadership, coordination, and 
policy recommendations 10 promote economy, 
efficiency, and effectiveness; prevents fraud and 
abuse in ED programs and operations: and reviews 
proposed and existing legislation and regulations 
governing ED's programs. 

Provides legal services \0 the Department and its , 
officials that include: interpreting alJ federsllsws 
affecting ED's operations; representing ED in , 
administrative and Judicial litigation, and drafting and " 
reviewir'lg legislation and regulations for EO; and 
advises the Secretary and other oHicisis on policy 
initiatives and legal developments, 

26 • 365 

" . 
, 

100.ergoverr.me.1ta! a1a 
Inlera~ncy Ailairs 

Oversees aU mat!ers related 10 Department program , , 65 
plans al'1d directs, coordinates, and recomrnends 
policy tor activit'es thaI are designedJo: coordinate 
plaf''1ing a"ld policy discussions with the OUice or 
Managemenl and Budget and Executive Omce of the 
President; direct analytica: st1.ldies on tM economic, 
socia!, and :'lstitutional i~:;Iact of exisU'lg ard 
~roposed education policies and prWde advice on 
Ihe formulation 01 departmen1al policies, legislative 
proposal, and p'ogram operatio:"ls: ano develop, 
coordinala, and ~O'1itor a. plannr'lg system for 
supporting t"le Department's long-term program 
strategies and financial plans. 

Serves as liaison betwaer ED and H)e o1.lblic and , 
125 

provides overa" laade'st<p It)' ;he Deparlmanl in 
estabHs'1ing communications with a wide variety of 
lruergovemrnenwl.'intefagency, inleroational, and 
public advocacy groups, 

• 
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• 
~'"":="==~C7=CC-______~F"=n~c=tI~o~n-.c=c=c~==~~=c=c~~~______~Ap~~~~ri.=t~lon~.;-~~~~'~.~m~',·~Em==P~~~"'~' 
Management and 	 Oversees aU ma1:tors fslated to program poliCy. I: II 250 
BudgG\lChiel Financial OHicer 	budget and legista!Ne development; manag6menl of 

the Department's program budget and administra::i",e 
reso,;rces: t,'l8ocie! management, financfa! control, 
and accounting; and program analysis". :--::--o----~----------

legislation and 
Congressional Affairs 

,COOrdif\016S af\d directs depalimentallnIQ(a.ction ~ 

with the Corlgress by working closeiy wlth the 
Sec'etary a1')d departmental of'ices 10 oeve!Op and 
present ED's legislative programs and coordinating 
cDngreSSionallestirnony 'v'f Depattmern officials, This 
office also responds 10 congressional inquiries. about 
Department programs and policies and notllies 
members of the Congress aboot award of grants and 
con1racts, 

, 


'1:" 

'AS QllI$cal year 1991. 

!!These! offices do not administer programs. 

C'fl'IMO offices do not re<;e!vt a separate appl't)Pt!.ltion but share in the e:pprop:iation receivad fof 
program admil)jstr&\1()1'I 01 $292 million. 

Nme: lrns table does flO! IncludO the e:pproprlatlon oj $90 m~lion fOr the Educational &:caUenc$ " ~ ~_ 
100iative end 1M $292 millioo lor J,)(OQram &dminis.ifaliOn. . 

Source: EO, 	 , , 
.. .,","..,'v";.. ~. 

, Program offices range ~ size from the Office or Postsecondary Education < 

(over 1,200 employees) '" tile Office of Bilingual Education and l\Iinority 
Languages Affairs (48).1\1051 of ED'S work force, 70 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 WBshington 
headquarters. 

..'  The Department funded more than 200 programs out o[liscal 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 Sec'Ondaxy 
Education ($9,2 billion or 32 percent), Special Education and 
Rehabilltative Services ($5.1 billion or 17 pereent), and Vocational and 
Adult Education ($1.4 billion or 5 percent) (see fig. Ill.2). 

• 	
.
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Figure 111.2: Mo.t Spending Managed;--.iiiii~~~~~~~~~~~~~~::~::::m==iiiiiiiiiiiiii
by Four Offices (Fisca! YEla! 1992)" . Spacfa! Education and 

Rehabilitative Sarvic:es 

,--------- 5% 
Vocational and Adu!t Education 

.------4% 
AU Olher 

--t:--- Postsecoodary EdJCSlion 

" Lc~_________ E!1;lmen!~.uy and Seccinda'Y 

Education 

!iii 0"",_ 

• 
Of~D'S fweal year 1992 appropriations, allocations for salaries and 
expenses! account for about 1 percent and four program 
areas--Compensatory Education, Pen Grants, Federal Family Education 
Loans, and Special Education-about 70 percent. 

• lincludCl salaries.and benefits 6f ED empkI>,~ contracra for srutienl aid dal.& rollet:tioo lind 
processing IIlI1 QtOOt df:par'l.mMtaI se~ C04tt\ ~ated With acwuntlng. flnalIdat management. 
and payroll; and other administrative ~1\I.IeS tnlCn as ~ utilities, trawl, and mall, 
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Appendix IV 

Work Load Increased While Resources 
.Declined 

ED Resources 
Decreased in the 
1980s 

Through the 1980., ED'. resources decreased whlle its work load grew. 
Through reductiorurJn.force and hiring freezes, ED experience<! the 
greatest drop in staffing ofany Cabinet department, 32 percent from 1982 
to 1988. At about the same time, the number:s of programs funded, grants, 

, contracts, and loan activities grew. 

As one would expect, the general decline in ",,'s staffing numbers (shown 
in fig. IV. I ) was accompanied by a drop In salaries and expenses. By fiscal 
year 1991, salaries and expenses were 22 percent less than the 1981level!l 
when adjusted for inflation. 

FlgUfe IV.l: EO's Reduction of Slaft Greater Than Any Other Cabinet Department 

.,. 
" 
• 

.,. 


." 
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~ - - _. l\.VIillagll Ctmnoo Jr. F&<:kJral Er1l:J!oymen'l 


Note: Between 1982 and 1988, lOderalemploymo.'1l overall decreasad an avorage 014,A percent. 


SOurce: OffICe 01 PursonneJ Management (OPM). 
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• 
WGJ'k Load wnaaed Whlle BetoW'<U.,.""". 

Figura JV,2: Congr... U$\l811)' 
Appropriated More Than Pre61denta 
flequested for P'Qgr~m. but Not for 
Sa!ar!fl'1 and Expenses 

'01 

At the same timet departmental appropriations ~crea.sed in current 
dollars, ED" total appropriations Increased from $14,8 billion to 
$28.8 billion, about 95 percent, between fiscal years 1981 and 1992, 
Throughout the 1980s, 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 1992, it tended to appropriate less 
than requested for salaries and expenses (seelig, lV,2), 

.. 

.. 
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- - SalaOOs and Expel'lSft 

Not,!; Bocause ED did Mt bOQiI'l oporatioo until May !960, no budget WM r8@9s1ed IJt\tI! 1981. 

SQW'Co: CongresSional RuseGrcn Service al"ld eo, 

ED Work Load and 
Responsibilities 

.creased 

Even as EO's staffing and the amount appropriated for salaries and.. 
eapenses declined when adjusted for inflation, its work load Increased. 
The number ofprograms funded between 1981 and 1991 grew from an 
estimated 150 to about 220, as figure 1 on page 5 shows. 
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• 

Figure IV.3; Number of Olacrelionary 
and Formula Grante Increased ever 
Time 

• 

Grants, contracts, and loan activities also grew during the 1980s, The 
number of contracts ED awarded increased 103 percent between fiscal 
years 1986 and 1992. 'The number ofdiscretionary grants rose 36 percent 
and formula grants rose 85 percent between fiscal yean; 1986 and 1992 
(see fig. IV.3). 'The number ofloan commitments in the Federal Family 
Education Loan Program (known as the Guaranteed Student Loan 
Program) increased 109 percent from 2.3 million in fiscal year 1960 1<> 
4.8 million loans in fiscal year 1991. 
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In the Omce for eMI Rights, civil rights complaints increased dramatically 

• 
. ·o~er the last decade and now exceed any previous level in the 
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AJpelldix IV 
Work lmut klcruaed While ltesotU"CU 
Oeclln.. 

Figure IV.4: Complal"ta Flied With the 
Office for Civil Rights Rosa 10 Highest 
Leve! In EO'. History While Staff 
Dropped 23 Pttrc:ent (Fiscal Years 
1981·92) 

• 

• 


Department's history (see fig.IV.4). AI the same Urne, the Office 
experienced a ~percent drop in its use of employees-from 1,099 
employees in fiscal year 1981 to 848 in 1992. Because complaints now 
require more labor-intensive investigation, the Office for Civil Rights has 
been unable to devote the amount of resources it would like for 
compliance review investigations and technical assistance. As a result, in 
fiscal year 1992 the Office was unable to devote more than 6 percent of Its 
regionalstaft' resources to compliance review investigations and 4. percent 
to technical assistance activities. 
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Source; EO. 

. ,~ 

GAO/HRI)..93-47 DePQ'tmf:ot otEdueaUoa 

http:Conpl8.im


~pendixV 

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

• 
Several ofour 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 it..~ leaders, Also 
significant is the Department's high proportion of political appointees, 
which exacerbates the amount and frequency of turnover, particularly in 
teehnical and poUcy-maldng leadernhip positions. In sddltion, EO needs to 
address issues in training, recruiting, and work force assessments. 

In September 1992. EO employed a diverse work force, in which women WorkForce 
.(61 percent) and minorities (46 percent) were weU represented. Compared 

• 

CompOSition Diverse with other Cabinet-level departments,' ED employed a higher percentage of 
minorities in fiscal year 1990, had a higher percentage of women than all 
but one (Health and Human Seivices), and employed a highe: 'percentage 
ofpersons y.ith targeted disabillties,2 But while ED had the highest 
percentage of blacks and women at GS 11-15 levels when compared to 22 
of the largest federal agencies in fIScal year 1990, the proportion of blacks 
and women decreased at higher grade le~els. For example, black women 
were 34 percent of employees at'gnul~ .9-12, 13 percent of employees at 
grades 13-15, and 2 percent of sernar ex&utives in fLSCal year 1991. In.. ' ' .... ',........".. 


contrast, white women were 25 percent of employees'at grades 9-12, 
28 percent of employees at grades l~15/~d 20'percerit of senior 

~.-"" •• \, ..,... 1 -" "" 

. executives. SimilarlYI black"n-tc"n ,co~t1tu~ ll:p~n;'en~~at grades 9-12, 
8 percent at grades 13-15, and 6 pefc~t,~fthe'se~~r:e){ecutives, while 
white men were 23 percent of grades 9-12, 45 perc'ent ofgrades 13-15, and 
63 percent of the senior executiveS~"" 

ED officials are justifiably proud of the overall d1versit3' of the ~ 

Department's work force. However! the relatively low percentage ~ 
women and minorities at higher grade levels w1thin ED suggest that j~ like 
other agencies, may have retention and discrirni.nation problems in the 
future in the absence of corrective action. .~): 'J' 

.~'----~----~~====~~==~==~~~Emplo"ee Training ED has been unsuccessful in developing and upgrsding the skills ofils 
oJ current work force due to insufficient trai.nlng resources. ED managers and 

Neglected several reports identified serious skill weakn..... in such areas as 
accounting, fmance, analysis, writin& and m.anagement. But throughout 

'The l)(:part."llwta orDeren~ Md VCWI"M$ AfTlili's are not Incll1(1ed in tJ\itl CO«1pari301l. 

• 
;'1'l!.!1(eted dillabUities- refet') to~~ne5S, bllndneM, mtMing extr('miUes. partial and complete 
pll!~b'S$, convulsive disorders, mentllJ ret.ardation, ment;i.l i1l."leNi, atId di!!tOnk.m of the limbs.&.Tid 
spine. 
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• 
FIgure V.l: EO Investment In Training 

Lagged Behind Federal Government 


• 

the 19805, ED lagged (ar behind the growth In training Investment In the 
federal government as a whole (see ug, V.l). 
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Likewise, the proportion of ED employees receiving training also was less 
than the federal average (see fig. V,2). 

• 
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Hu1IULEI I.e.oane hatil_ Tra.l.nlal, 
Recruittn& &Did Work Fora: ..u.e_ut;a 

• 

.FiglJre V.2: Pereen' of EmploY'fUi! 
Receiving Training lese Than Federal 

Average (Fiscal Year 1990) 


to 

so 

to 

.. 

.. 
" 
• 

.. 

DED 
~ 22 LB.'lJ6!II Fflde<aI Agencie~ 

" " 
Source: OPM. •, 

Recruitment Problems 
Widespread, 
Timeliness an Issue 

Many senior roanagers recounted difficulties related to recruiting , 
employees an4 the slow process of ED personnel actions. They called the 
process frustrating because it reduces their competitiveness in hiring 
qualified applicants and leaves positions lll1filled for longer than they wish. 

An example Qfthe many problems in recruiting qualified people in a timely 
fashion was given by one top manager, who said it took him over 9 weeks 
to get an eligible list of G&6s. Another noted it took 15 months to fill a 
vacancy for a professional staff position, One reason is that ED'S Personnel 
Management Service does not advertise positions in places where they are 
likely to attract more qualified applicants, managers asserted, For 
example l 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 subscrlbe, it was only posted in the 
standard federal information places. 'This attracted no applicants . 

• 
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• 
Nor was Personnel termed helpful In getting managers through the 
nuances of h.irtng. 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 otten 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 m.ana,gers perceived ED'S PerSonnel Management 
Service as helpCul 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 QPMwmandated procedures. 

Various studies EO has conducted highlight some of the human resource 
issues confronting the Department. For example, the Department's 1990 
task for.e report and its strategic training plan said EO is having difficulty 
attracting arid keeping younger, high skilled workers. 

A 1991, joint oMBIED study on student frnancial assisUUlCe' identified 

serious weaknesses in hwnan resource ma.nageme~t, particu11ifly the laCk 

of employees with adequate financial, accounting, and analysis skills; 

training; and te<::lmicalleadership. In our report on the Omce of Special: :..:' . ,~~" ..-' 

Education and Rehabilitative Services,4 we identified maJor problems in ,7 ,.,
A 

filling vacancies, key positions fIlled on an acting basis, and Ilmited 
training and development programs. 

In addition, during our review ED manage-rs cited concerns about a range 
of human resource management problems with .recruiting, t.rain1ng, 
promotion, and a dWindling resource pool These issues, they say. have not 
been systematically asses.sed or studied. While some work: has been done 
In identifying specific needs of individual offices, and groups of.. \,:' , 
employees, no Departrnent~wide assessment ofwork force needs has been 
done. 

• 
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~ndb:V 
HWB&lI kllOW"ee lMuM: Tn.b:tlft •• 
lteendtb:lc, and Work F_ A-ume.a.Q 

I• 
Efforts Underway to 
Improve Human 
Resource 
Management 

! 
, < 

r-'1 i:~,~'\' f~ 

< ,, 

In December 1991, Department officials Initiated eiforis aimed at 
improving EO'S human resource management. ED omcials 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 ED employees can have their sldlLs assessed and obtain 
information about internal and external trnlning opportunities to upgrade 
their skills. In addition, a consultant will help ED develop a mode1 
recruitment program. ED administered a survey to all employees to solicit 
their opinions about job conditions, the work environment, recognition 
and contributions, and overall effectiveness of the Department. ED's omce 
of Vocational and Adult Education has implementedllS<"Star POC' 
(Principal Operating Component) initiative as part of its mission. This 
initiative is intended to improve morale. communication, and productivity 
and to encourage employee involvement, contribution, and teamwork. 

,I .~ 

• 
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Tables Supporting Figures in Text 

• 
Table V1.1: Data for Figure 1 

EstImated Percentage Pttrcentage ~ 
number of dIfference from Staffing difference from 

Flseal year programs 1981 level. (FTE) 1981levela 
1981 150 • 6,883 • 
1982 115 -23 5,660 -18 

1983 120 -20 5,369 -22 

198' 125 -17 S,02!\ -27 

1985 135 -10 4,877 -29 
19l16 145 -3 4.527 -34 
1987 165 10 4,413 -36 

'988 lSO 20 4,516 -34 
198B 200 33 4,425 -36 
1990 208 39 4.596 -33 
1991 220· 47 4,630 -33 .. 

Table VI.2: O.ta tOr Figure 111,2' ,I.' -:

• ,-.,... 
. " 

,. 
'. ~".~ 

" J 
"I 

' } <. .' 

Dollars :0 thOusands' 

OHlco 

Postsecondary EdUCation 
Elementary and Secondary Education 

Fiscal year 1992 
appropriation 

$ 12.109.136 

9,188,917 

Percent ()f 
appropriation· 

42 
32 

Spacial Educalion and AehabHita:ive 
SelVices 5.053,932 17 

Vocational and Adult Education 1,442,600 5 
An ott:f!r - 1,038.298 4 

• 




• 
Table V1.3: Data for Figure W.l 

Percent ehange In staff for 
Deportment 1982-8& 

Justice 30 

Treasury 23 

State 11 

Deiense 1 
Vetaral"\S Affairs 

Commerce -3 
TranSPQt13tion -9' 

Agricu!ture -11 
Energy 

Interior 
Labor -16 

Housing and Urban Development 17 


Health and Human Services- -23 


Ed..scation ~'"' ,,, " 

• .,ble Vl.of: Data for Figura IV.2' " 
",~:Oollars in thousands 
~;2",,'t' 

'-,"" . ,}", ," ." 
, ,Fiscal year Request Appropriation ' 

1981 $15,485,332 $14,807,740 

1982 12,353.986 . l4,752,370 

1983 9,950,508 15,422.286 

198. 13,191,889 15,441,482 

1985 15,484.949 19,076.624 

Percentage 
difference 

-4 

19 

$ateriea and expenses 
Percentage 

Request Appropriatlon difference 

$291.096 $262,513 -10' 

308,719 275,462 -11 
"I:" 256.505 290.663 

17 294,835 292.382 -1 

23 301,450 303.762 1 

1986 15,545,314 , 17,939,011 15 277,342 273,512 -1 

1987 15,218,094 19.657,697 :.~ A Z;~.,755 294,070 -1 

1986 14.049,769 20,314,175 45 316,000 299,118 -5 
1989 21,164,824 22,738,556 7 314.701 310.716 -1 

1990 21.910,l.XX) 24,622,959 12 342,124 312.517 -9 
1991' 24,618.311 27,503.298 12 . 400,700 353,016 7 13 

1992 29,620,044 28.632.669 -3 388.006 311,412 -4 

• 
'.'-' ,~ 
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Table. Supporttna PliW9 mTut 

• 
Table Vi.5: Data for Figure IV.3 

Number of grants., flseal year 

Type 01 grant 	 1988 1989 1990 1991 1992 

Discretionary 	 7,757 8,120 9,018 10.563 10,559 

Formula 2,689 3,988 4,149 4.238 4,972 

Table VI.S: Data for Flgur.IV.4 

Fiscal year 

'98' 
'982 

Annual FTE employee 
usage 

',099 
976 

ReQI.dal' J;:omplaint 
receipts 

2,889 
1,640 

'983 	 941 1,946 

'984 	 907 1.934 

'985 	 913 2,064 
2,12!1'986 

'9117 	 807 1.974 

808 2,236 

• 	
'988 

L ,;,.;......... " ,
19119 ,~... '"'" ....... _" .. ', 	 789 2,719 

. -"."';.'"1990 .. , ........~..,,~ 815 3,384 

'991 797 3,809- - , 
'992 	 848 4,432 

Table V1.7: o.ta for Figllre V.l 

EO Federal governmenl
. .,

"~ :0 

Perce.nlago PercentagC 
Training chenge Irom Training chang. from 

Flaeal yeer expe:ndituru 1981 expenditure. 1981 

19111 $1.089.425 ~. $370,963,901 • 
1984 885.469 -,9 475,993,493 29 

1985 849.631 -22 550, '00,092 48 
1986 752,592 -31 721,194.820. 94 

1987 	 892,440 ~:".le.::' 83&,:,.363.400-, '25 
1988 	 824,818 -24 1.029,324,721 177 

1989 1,288,1lS4 	 18 972,055,228 '62 

Ta~e Vl.8: Data fOI Figura V.2 
Percent receiving training 

Average of 22 largest 
EO foderal agencies: 

SuporvisOfS and managers 	 42 62 

~ Nonsupervisors 	 10 2. 

• 
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Our >rlIU';AlionaJ sy:;!"IU l~ not kt~p\ng PIlCE' 
with the deltt;JJI(i~ of 1'1 d1ruviiuJ; ('{.'ImOnlY· 
Internnl!Qmll rompetilion is l.raI\.<:[crnlil1g ttlC' 
Mllericall workl'!a~'''\ lI1r.reaslng Ihe M'Imu1(! 
f<u hIghly skillM ";OJker~ 3,r:"ross 
moom!actllrillg tutd sen;ct' inrlllsl~ 
Em!}loyl'fS WflfIl elnllluy<:'M wll,) ('an i..;h.o 
Ilroblem.<l, srnIHll t11m:1jtcnwnl 
responsimlitif'S, and wnrk illl<'m1l«. Y,~t {he 
Ilatim"$ ,;clw"!s \<H' nul ,'<IVC111ifl1~ nmn)' 
students to nw~'t tlo('S(· d(~m:I1IIb;. 
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W~.estimate Utat "tmllt one hi thE¥\: youths 
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resources to pwmote wldesl'read school 
rdurt:', ('fforts among slates and localities. 

Howl'ver, the Department has long-standing 
managt'riai problems that may hamper iIB 
taking a strong ]{'adership role in r('fonlling 
the [luLion';; educational system. In OUr 19S!l 
transition feport, we noted many . 
delid('ndes in tIl{' Department's 
nmnagl'lll!'nt, particularly in student 
assistance programs; loan defaults COM Ill(' 
fNil'rai government $3.6 billion in ]{¥.ll. Tht' 
Congress has I'llaclo>d changes that could 
signHinmtly improve Ihe operation 0[111('51' 
programs, but serious problems remain in 
overall rlepanmental management, linundal 
and manageml'nt information systems. ami 
hUmaIl n'SOurce management. If not 
:U!,]r('SS('(l, these I'roblt'ms '-ould und,>nnim' 
not only student loan ff'fomls but also 
[('foml orlhe n.ation·s educational system. 

National Education Goals 

education system 
dramatically 

component of mu' 
is the 
lllt'.'! the 
Member.; 
been particularly 

The Department of Education is in: 
position to pro,ide leaderShip, evtr 
its fillancial contlibution is sinali'. F 
example, the federal conii-itiilUon-i( 
spending on elementary aiid 500'"' 
education has never e:'(c~e(fi{
fiscal year 1990 . -'~'-'- -~-

But the fl'deral 

convey. 

The Dcpartinent 
!radiliunnlly de\'r.lo'p;td"•... ~.:~' 
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specific groups of SI,idenls: 'lisad"all(H~e<:1 bt'Il{'1l1 fr011l th.'Sc itnpnJ\'~;>.'~il~, :.: 

studf'nts, Ihos... wilh\lis"bilili"~' and 11m,,!, 
 -, 
'yhosc profjrit'llC), ill Eugli"h i" limiwtl i'\ew 

,-,,,Kerns abuul Ih".,jnaiity "r ",hKalion for ~!aI1Y rhiltlrt'll " 

all 5lud"lIls, \H""'~",'r, :U" 1",,,,,i"lIing lIlt' H('~HlilleS5 for tfIt':o!28 Lllillio" 

r''''1I5ufll,., r..d"rai I"h' in .'.hwalio". 
 School 

H,'pd in 

lc:.uly in !!I!MI, Ill<' 1'1 ""i,h'lIl "I1<1lh" n;tUun's 

g()\' .. rn,,,-:; "):I .. ,"(II., i'\:I1i<tllal Edu<'1I1HlI\ 

G"al~ 1,.1' till' ,I'l';'" :o!IM~I, whi"h ha\'l' h..<:tlllll' 


., ,. 'c_ 
II r,~um'wOlk f<>l .',hw"lj"n f<'ff)\1u t'/TOrts. 
1'1<~" ~"a15 a,hl ... 'l>~ Ih" "''''oil" "n~lIn' all I'mhkms. ~--'. 

'-hil.lr<'n'~ ,,·mlill''S.'' for 1'1'1"101 allli imprtwt"l\ part:, 

~'-:I$1l of d';lII.'n~ing slIhj,,,'1 ,,,:,ller, p,lSure Ii""pil!' 

"dm"l ,',wi,.lIIn"·nls ..... "IIIt'in' lu h'an,ing, 

:Inti "l1hm"'" 111<' Im<>"']'''Ilge ,mol "kill~ Hf 

11,0"" '>nh'dllg ,m.1 ""hlll.·til1g in lh.' work 

forn'. Modl1g 1I"'ll:Iliol\ toward lllt'!'ling 

lhcsf! g"al~ will b., a k.,y t;\.<;k of thL>; , 


'.~adminiSlI'ation alHi till' COl1l!rr-ss. i$ , ~ 

the IUltion m()\'t's lowunl hig\'er .." 
standanis for all dlildren, il fac...-s a growing .";, 

,~umhcr ,ir disa(\vantagl'fl chiJdlen \\110, as a 
"".,;;,::,.,.<;':I~~\~,~oltar~ hccoming I1wre {Ii,Us!, and 
'!;:,'::~:~: ,- ' ':inc;:ea~"ingIY-]loor, TIll' Dellru1llU'nt of 
!j\-":~;·i.~',=,"'-~'.~E{lllcaiion fael'S dual dnllienges: eXI'rrising 
~~~i~;'/:-~ tea"derShil~ oo'imp,uw the I'tali01l's .-du('alioll-"" -- ..... ~- .. ~.-, -,

II,.~ a. who!{' all\! {"lSUrillg that all 
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't'h,,~'('if,I~I\i~11 rlnml:uils Rlatctl to the 
. i;iltiOlml "'duration eoals; haw ;0 1J$:e major 
: f}'..:ieih! <'~tegorit"1l1 poogrrunsin the Mnte:>:t 
,"I[h'ro.'id rHOrt11: and IIow to maJ(\mile the 

,: 	t·;;(lcrru.'t.o\;eii;li\t~urs limited re!WU~S to 
Pt9I1I,)tr $(~ue aMi k.eal school reform 
er(':'rti" 

lit IfII):!, Ihl! Nfluonal CQU1ICii ()(I Education" 
:;\w,\l:!\\i\ls luu1 Tt'sting issued proposals \0 .. 
,~l hIgh 11'ItiOllru standards for five C(Jrt' 
';'@jrc~~EngUsh; mathemat(<'ri, science, 
:hM';ry, imd p.eography-and to develop!\ 
$;;~I~m ~f nMiomu aIlSeMlllenl.S using mose 

;. , stwidarch, A variety of groups-fuuded by 
: Ih(. 'fJepal'tniem ()r Education, other 
go';'c'riilnknt cr\titi0', and foundations-have 
begIIYl'\'(i dvwlop theM: natiol1..'ti stnl:ldul'tis 

, ";:' ,~nd 1'1.J:!'" fonHsofasseSSJiWIlts. 
, "" ~ " . ':r,~ triel;l th~ National Ed~J.ti(}1'\ Goals, t'ti~ 
':' 'Cmigr(,j;s and thi" Dqm.rtluent wi\! need tQ 

<~'o~~ i.og'eth~r to ('nsu~1:ihat progress 
,	,,~i!Oi1iinues In dl~\'elojiing Idg\l $lNtdards fur 
,-:' ~'hi:it'!i{i;cl~nis Shouhfknow, The Cong~ 
, ·Iiud Ille !)f.~ru1.m~1\1 also need in pr~ed 

tllm'i~;tiuljy as IWW fort:1t4 'Of :5h.ld('n~ 
'", ll&;'eSSments ilt.re-dcvelo~~'We are S.t..II:lJllllg 
'.the fo!c Qf'6.SSessrlOeuls In naMnru scbool 
:'rclriITn eriorts, including the likely cOSiof a 

,." 	 ' 

::;).tian~! " 
;U1<1 fhe 

-----_. 
Cl-.angll1.g CorMxt 
f"t" C;:rt\'gori<:a! 
PrograJ11s . 
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know\etig<" lm ..<:e-abollt how d.itdt"1l1I!'Jl.m 
and:h« roms: cIT('c-U".'(' tc;t('!ll!lg 
pmc[it-ocs--hav€ led IQ 3 @,rf'nIN foeU:'<<JTl 

higher OlW thinking skill"> runl altvnl1"t'li 
ski.lls instruction, rndH~r than an .. mplms~:" Oft 
-b3$10;: skills ami renled:atioH.. The Cmlgrt'ss 
IIDJ the Department need In CotlsirlN 
dlITt:tH!ut ways of sening cl1il,lr('11 with 
spffiainei!ds-wheth!'T lhe childn"n an~ 

> oi.s::v:l"aotage,11;lt'callse of p()n~t1y, have 
dISJilbl1iti('~. or lacK pwlkiency in English. A 
kl'y issue is how to ensure that these 
stl.loenl.(l, who are the tr4(iltionai targets of 
federal categorical programs, also benefit 
from broadtll och()Oi refonn effort.$. 

Our ongoing WVII< ""in explQre the .;>perafioll" 
of categoric(ll programs in til'" context. of 
current reform efforts. In olle study under .. 
way, we ale e)lAmining the an",,,.mlaillhty 
sy~tf"ln Cl':lab1i5hed fur thlJ' Chapter 1 
categorical plogmm during its lll-SI 

lot<!uthonl.'luon in IPSe 

be J\~led t<l 
sd:woi reform Thr 

_",,",_::- z-'" Wilt !'ialH.."<:mlimllllly faced lhe 
D<!partuiWl 1111 /:ww tv cnable its pro!l.!1lJ;)' to 

pJay a role in wht<:!1pn~a;J inno"atiol1. F.fforM 
6fvarimu; khuls are U,).~l'! ...."y at fhei:.ate

1. .' , 
n~·$;I·IHilli &11•••",_ "'.... 
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in the 111llnberof poor chilrll"ell 
grealer demands on School rewurces. 

L1991. o\"er \4miltion children lh'ed in 
{amBit's \\'lth incomes below the PO\"l'rty 
,\ev'el; an increase af 40 perc.mt from 1975.
Gi,:en this growth in child pon1'11.y, any 
jlubiiccommitJnellt 10 mo>eting the National 
Education Goals will require examining the 
disUlbu'lion of resources dl"'oted to 
education, IWW institutionalslrateties 10 
improve ffiucational 5el"'ices, and ways to 
ensure l'flual roILcalional oppo11.unilies. 

1 &:1001 tlist/icls Ihal hav(' high I'mportiolls
of 11:001' dliltln'lI will facl' i(n>alt'r ("hallengl's 
ill (lfo\iding t'thwaliou:ti senitI'S, I'Sj)t'<.·iaJly 
thuS{' tlistricts wilh 1imih"'li mpahilitil'S I" 
firmilCI' d,u"" "t·nkes. !wu.'r targt'ting of 
c'xislilig fl-d,'m1 n'SOIlfCI'5 10 the \lation's 
'i,Ct~liesl ~hnols ,·"ulrll",",\·itil''' partial 

. solutk.n. For ('xrunl'ic, WI' {oulld that Iht' 
Chilj>tcr i famlllla, which a1locatl'S fl'dl'"u 
'fltn'ds'r~r ('(Iucalional SeniCl'll for 
djs.;:;·~lvantaged stmh>nls, could be r<,\ist."'II 10 
refleCt till" grcatl'f neo:"'II of counlies with high 

,c:ollce'nualions of poor children and Ihe
redu;{:e..i cailability of some {'ountil's 10 fUlld 
nel'd~ S('nices. Cur1ently, the Depa.rtment
'rolleeLS IitUe systematic data on schools' 
phYsical condition and the relative need for 
rcs.ources. For example, national data are 

--.-~-.-.-.- ~ r"h.~..h'~ r ..,k•• l f:rf~'"'' 
""1",,,1 t:dU<~l~".~;~~'~~ 

unavailable 
schools wilh 
h'vd also faco:> gfeai"e 
facili!l('5. 



We are examining various approaches to 
I}ro~iding compll'hensiv(' servic't"S, ~uch as 
'heaith or child care, ilt the school. 

New strategies to Illeellhc llt't'ils of growing
"i1ll111hero of poor and immigram childrf'tl 
c"iu,not ignore discrimination issuf's. In SOlllt~ 
d.istnciS, we [ound that the USI' of ability 
grouping has resulted in disprollOrtiOlHllc 
nuillber5 of minority studcnL<;' h('ing 
assignf.d to 100;"er ability classes for nil 
"sutijeCtS. TI1f:"sc assignments are made 
v;:riholit'consid('ring students'j}()tentinlly 
greater abiiltie.s in some subj('cts than in 
ot~ers. The Department n~ds to iHlJlf(We its 
l',1!foIT(,lllent {'frons r('lalt"'d !O 

discii!flin~tory al1ility grouping and to n'\'is(' 
iitle VI regulations to identify prarticrs that 
school5 shoUld ll.<;(' in assigning stlld('nts on 

" the basis of ability. 

ollloa 
forrol1eg!." 

undemanding or 
fre'luelltly do not 

that employ{,r5 need. 
that about one in three youths 

24 Will not have the skill5 needed 
lployers' requirements for 

s('miskilled, hjgh·wag,~ 

dropollts and 3.8 ........ _ .. .,.. .. . 
. "-..,-.~ 
high school compc\(,t~d.?.f:' '-t 



DepartID(,nl ofl,ollbm (or SI~ondary ami 
pQ$I5t1:'Ondary skill t.ainlnj!. (For (\ 
(liS{'u!l<;lo!l (If ifi!;ut"S ldatlng UI!lW 
U{'ptU'tn\~nt ofl..dx'f, __ tlW transition 
5eliP5 report. L<lbm lllo5lws, CiI\.OQCC..s).Wffi, 

D+:-c. 1002.) T1~iiua;; uf the problenlS 
fadng youth iu tr.\!Isitk>n flOi'll nchuol to 
work reqttltfiJ stroot ff'rierall<;'8de($hip ill 
many ru-Pa<;' with lUI mnphMis un rombillM 
pfi<ln:5 1I1l'KIng lhl' f.dm:Atltm alld i.nbor 
Dep!\!tll\ellt~ 1U1!l the Cult~~. 

The Carl D. »eIKin-'1 Vo('ationa.!aod Applied 
Ti!clmoffigy ~:ducaliQn Act AmffidlllellL~ of 
mOO vro"id~ lb(' framf'work if)f Iedfrm 
I!trOlts gEared to impro\i\lj( high school 
gn.rlu:at('S' «>:;Hpationaland 3Cil.wmk skills 
through wl<:atiQnal ffl(lcnth:m .. The 
3m!!rulments ('r«:O\Jrage f'XPflllded IL«;{' of 
instructi(!Il:U avPl'(laches, suth as linking: 
high schon> ;:m.>ftJ\lm~ ....ith ('omillunity and 
tt'Chllka! eullegu programs, and tnt~graUng 
'$Cml('mu: and vfX:lltiomd instruction &0 that 
students ('\\11 b'am fn apr1y at:~df>nuc skill" 
in a WCl'k.r1'lll!ffl !'>etling. U.1 ('nsuring Illst thC! 
Ilnwrtdm~nts are fully lmll);:;ment€d, 0,.. 
Dr-j:ra11menL I>hould cvrn:klEt how voc1'!.llorutl 
edw:;.\Uon reform can bE an ht(i'"gral Pllr( of 

, schoul ref01'!n and nOt be Sfi!n as llsep3Tllte 
dfort fon,(mW slud~nts. 

.,. 
"' 

,Hiding 
<"Iucat!onal sygtem 

nm, 

,·mpl"y,·n-. ha\'f' 
"I' 1'1"i!.'~1I1);;. 1'\)1' 

IIn·lhl'jnl> "" 
da........,... >l11 





... !-{~ -----.--,- ReducingE.hn<t.ol F.d.,aJ Elf"". '0 lIo"C . -- • 
" ..10.01 F.do,"U,," ro ••l. -,;, Int.egrity of the Student, 

of 
dat'l ~ystE'm 

to help policym;lk"rs and ",ducator>' assess 
~'f)("atiOlml t><lucation ",rrorts_ The ( 
IJep;tJ1r.lenl should make development and -, 

~~Iu{'atiou tu 

1
iml'l.,mlf'nlnlioll of this ~telli. which the act ~ 
rt"quir<'(1 to t...• ill 1'101('(' hy ~Iar...h 19m, a 
priority. . 

Many sllUJ,'ntl<, tiwir 1~lr""I", ami emllloy('l's 
are unawar,' or II", poto'ntia] i)f'[lt'/iL" ur 
aJl!'maliv(' 31'proach.os In Ih" transition \0 r~pay their 10:lnl'. 11\ 

work. B('causc hil'(h srhuu1 cooper:ltin' gl'neratl'ti aboul 
('{Jucalion. like vo.. :Uional edll,·alion. has a totaling o'"er ~]3 
rej.utalinn (I.~ a .hn"pin!! !!wUlld for attpnding o\"t~r 


acadeniknlly ..... ,-;'\< sl!1lI(,llt~.l',u,·nts> 
 "ere pro'ided 
:<1 ,,<It'liis. Hmllp;,.,lwl1; unPIl al'uid I1ws(~ adminisler<'O hy 46 slai 
In'''f!nlllls. Yd. w.: limn'] high-quality . guaranly a!!{'l\des: " 
1'1'<;~"'n's In If> sill'l'o in dghl sl;Ih's. 1'1", 
In'llml .':>;1<'111 "I' ltiglHlu:i.lily ]JrogralUs is V.'spile"
,iukiiowl1, l'al'lly h,~"m,"" IIII' Ikl';U1m{'ul "r 
I";.hu"mi"" "" ll'1,~('r ,""II,'Cls infonll;Uiull un 
Ilu;I\1, l'n~ ."h;i.lI,'ng" is 10 [ind w;<ys In 
('v:i.llml<' .'~ isl jug pmgnulls. disS('u.illal<' 
Inrullnallun on promising approacht's, uml. 
Ilnuu!,!h 1".:l\lIi<':1I it""islal"'" ur ulll{'I I1wans. 

, r;icililall' \lu'ir adnllli(lll" . 

http:31'proach.os
http:E.hn<t.ol


E "• 
~ • 

~C~ 

"
•Q 

'!'g 5~ ~-



, 
If{2 

program 10 _.. __ ._ 
guarnnieed student loan di 
struc-Iure-\\;th lE'nders and guanmty 
agencies making and servicing loans---could 
De simplified and progrnri'._.:::osts reduced. 
Under the dcmonstratiOl-l, the Department 
becOnlC5 Ihe lender and &hools are 
responsible for loan origi\,.ation. 

We helieve that a dircct student loan 
d"n\onstmtion has merit becanse of Ille 
""tential savings i1 could achieve. We 
t'stimalc thai switching from guaranteed 10 
tlirN-1 sludent loans could save the federal 
go\:crnmenl about $1\.8 billion-in preseM 
vaJue Irnll5--withinlhe first 5 years of 
;niplenwntatiun. Direcllending would 
achieve these savings by (1) enabling the 
government to partially offset program costs 
with borrov..ers' interest papnents, (2) 
reducing the cost of subsidizing students' 
intereSt charges, and (3) eliminating interest 
subsidies 10 commercial Jenders. 

We found that schools have mixed ~iews 
about their ability to arlrninister a direct loan 
program. But they share se\'ere reservations 
concerning the Department's ability to 
manage the program_ For direetlending to 

~~:j 
G!.(I.OCG_,,_UTlI Eda<...... un.. 



pl'obkms and 
um!pnl1illC thp ability of 

successfully irllp!ement 

systems. 
mnnagement goals and 
on nmnagemellt. the 

idpntilied 
haw> not built an 

" 
. took initial 

needs to be 

11" 

, 



----r

~;,ii\=;'-7--~;;;; 'h-'-.-D-.-p~-m-"-lt'ln:l'!nag{~S h<l.~ in,r~n1"ed 
,~" ,--, ,,,,,, Funhc-nnOIB. !he 

ne<;-tlNl to [mtMnl"nt 
aud to monit(!ll' 

For 1l!xUJlIple. 
,,00 han 
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It}i.,g:':'I.mdlng prm:1ir(' of nllh1f,I«"y pomlio!l!" 
,';'·ith.hl!'i1'JiJ:('~ ,dm luck tl'.:t"dCal 
'-1"it\iIl<'lll.iolls. 

"r 
Nnvl~'t't'~ is 

Uw 
vi'lthuut 

wi!! be unable to 



Educaliorll'>.<;lles (GAtVOC.G..s9:;,'Stud;;;lt Fmapdai AId: F:ducaUDn Can Do lOSS) . ~--~ .. - 
"M,(~~ SChool$ BdOf\"SWl.leiltS 

..j1;;d:i",-eAld (o::':MMOO;:';I:l-"s:, Sept. Z"t, IIml) 


. "':::'~</'; , C 
~.~?-_rl$it!,).n' ~ Sdl.09J to W(Jrk UAklnB 

~,!lII:ali~[l alld.~ite ~~g 

(';j;,a~.lW.jl!.105. Aug. 2, 1ml:1). 




. / " 
hwestn,<'!lt (tiAClIlXG.tiin). 

, • 
G(l"<'llUnllnl M~em<!nt Isslle::, 
(G~G.Il;i.3TR). 

!fI~(lnnl\ti,m M~nagen)1JUl !WI1'e"l:htwlOg,y 
~ (llA(l.I)(T:.Q3·STR • 

~'rogmH\ f:ntllliltk!llI:>~U~ (::;.•.UAK·H-l<j{I'(II}. 

]!"" l'uhlir So.',,;('I! (1)J\J)/On;-1tJ.;;\I). 

('.... 0II ...·r.~1I)_ 

Nalion:d $(>curily I~~IC.:: (CA{mO;I/J<>1'R}. 

Hmmdal Scrvitc~ Irldu~!)' k'>Ul's 
F1AOI'Dc:.T,-!t~ Hlfk). 





May i6, 1996 -- Statement by Deputy Secretary Kunin on Management Improvements at t:. Page 1 of9 

• 
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 Appropriations 


:\fay 16, 1996 

Good morning Mr', Chainnan and Member's of the Subcommittee: 

. Looking back, I believe 1 do not exagg;r~te \\~hcn I say that we)ave transfonned the Department 
from a demoralized, fragmented, sometimes unfocused agency that ,was in a technology tirneRwarp, ' 
into an effective, technology~Hterate organization that understands'its m'ission and is well on the way 
to achieving it. 

, --',:::":,., ,.'.~ ", 

Not that our job is done. Effective management is a process of continuous improvement and 
retooling. And we have much mOre to do, But when we compare where we were three years ago to 
where we ar!?' today, the differences are dramatic. . 

The first wake~up call was made to the Secretary and me in the form of a GAO report completed 
shortly before our arrival, entitled hLong~Standing Management Problems Hamper Reforms." 

The problems outlined in [his GAO repon reflected a rudderless and often ineffective agency. They 

• 
included a weak commitment to effective management hy previous administrations, the lack ofa 
strategic planning process, the dearth of accurate data from the Departmcnt's financial management 
systems, poorly qualified slaff in areas requiring technical expertise) and an agency culture that 
focused on short~term fixes to problems while ignoring the underlying changes needed to prevent 

http://www.ed.gov/Speechcs/05·1996/960516.htmi 9i20/00 

http://www.ed.gov/Speechcs/05�1996/960516.htmi


, 

May 16, 1996 -~ Statement by Deputy Secrc1ary Kunin on Management Improvements at L Page 2 of9 

problems from recurring, 

Secretary Riley and 1 found litt!e to quarrel wIth in this report, which echoed similar,criticism over 
the years from Congress, the education community. and the Department1s own Inspector General. 
This report became the blueprint for our efforts to tnmsfonn the Department's management Permit 
me to 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 Strategic Plan 10 carry out the Department's mission and to help 
Staies and communities reach the National Education Goals established by the Nation's Governors 
and the Congress. . 

As for any bu~iness, the Strategic Plan provides the clear, long-term focus needed for effective 
management. Our Plan was the result ofa lengthy process which hlld Depariment~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 refere~ce point. 

The plan has a further advantage: it is injecting discipline int,o the management process by requiring 
mensurable perfonnance indicators. The Strategic Plan ihcludes performance indicators for 

. measuring our pr9gres's toward objec1ives and strategies for each of four priorities: (1) helping all 

;.~~;'?~~'~r1;~,f~;~~~i~;i're~a~.e~~~~e~h:al1Cnging academic standards. (2) helping every State creat~ a system facilitating from school to work. (3) ensuring access to high-quality postsecondary education and 
and'(4) transfonning the Department into a high-pcrfomiance ~rganization.

- .~' .,, - ,'., 

'ou'rth'priioriiIIY -~ fransforrning.theDepartmctu itself-- reflected both our eomrnitmenUo.making ...... :\:!"" .. ~ ... 

iilrtni"i"lt ., for its cllst~rr}er~ '..:.:. th~"American r~o~le -- and our b~I:<{t!:~~-~~~:C,~:~: in}iH!, " : ",;: ;~ /, 
,PIIUnlyarCas would not'be posslblc'Wl1hout dramatic lmprovements 10 the.agcncy's nr::Z~',· "f; "~ , ..":;·... jf~:. 

, ,- '''.'" , ""'-"~·-'L,..;I,~,,:..t'"l.;'_ j ..~j".,~.:;;,,,",elo! d It "''''''--'\'' " ""~Jp",~f"i\,':l'>I'''''''''''-'j'''~ .,', "j-'''{':!i;'lr;;..'b an cu ure. ',: >,' ' • , __ ~:l',.(,,~.>. ':'-~?'f"",r,;':"' ../"." ,'.'-''',-''~<{t~j.;' 
-'i, ,,~'':,~ . " ' .' :!

emphaRis On perfonnance indicators in' our St~tegic Plan reflects the growing"interest in "'i ~:,,:~'l 
measuring £t?\'emment programs by their results, both within the Clinton Administration and in (he 
Congress. In"'19,9}; Vice President Gore launched the National Perfonnance Review (NPR). which 
hrought the hush1ess world's customer- focused approach to the FederalGovernment and takes a 
rcsults~oriell1ed ~pproach to make government work better and cost less. In' the same year, Congress 
passed the Government Performance and Results Act (GpRA). whieh called on Federal agencies 10 
combine strate"g!,~ p,la~nning~iih pertonnance indicators in order 10 move the government toward 
performance-based budgeting by the end of the decade . 

.. 
.I know that members of this Subcommittee have expressed interest in the Department's efforts to 
implement GPRA. The GPRA requirements are a substantial challenge) as is reflected in the 
timclincs for implementation provided by the legislation. However, 1 believe we are making excellent 
progress at the Department of Education. For example, we completed our Stf"d.teglc Plan roughly 
three years ahead of the GPRA timetable, which calls for all agencies to have a plan in plaee by 
September 30,1997. 

• 
.~" 

We also arc moving forward on developing pcrfonnance indicators for each of our major programs, 
as called for by OPR.I>,. for example, program sta!ffor the $7 billion Title I program are currently 
using 28 specific performance jndicators grouped under the five broad goals outlined for the program, 

http://www.cd.gov/Speechcsl05·19961960516.html 9120100 

http://www.cd.gov/Speechcsl05�19961960516.html


May 16, 1996 -~ Statement by Deputy. Secretary Kunin on Management lmprovcments at L Page 3 or9 

in OUf Strategic Plan. These goals include imp:ovcd student leaming, restructuring curricula around 

• 
high Statt;:: standards:. increasing the effectiveness of Federal and State support for local reform 
efforts, increasing parent and family invo;\,cment in Title I schools, and improYlng community 
support for education, 

Specific indicators ror Title I include data from the National Assessment o!Edueational Progress, 
which will be used to measure academic achievement in high-poverty schools, and 1he proportion of 
States that develop and implement assessment toots based on their oi'n high standards. 

Similar efforts arc undc['\vay for other Department programs, though not all have moved as far as 
Title I: Developing; appropriate, meaningful performance indicators for the wide variety ofprograms 
administered by the Department is difficult) but 1am confident that we will accomplish this task well 
ahead of the GPRA deadline. 

We are also collaborating with other agencies to develop meaningful performance measures. The best 
example of this is Our cooperation with the DepartmcrH of Labor to develop indicators and collect 
data for the Sehool-to-Work Opportunities program. And we are working with the National Science 
Foundation to measure th~ impact.ofthe Eisenhower Professional Development program. 

TRANSFORMING THE DEPARTMENT: GETTI~G 
RESULTS 

:-. £,~,,-. :~~J'\'!'~' :;J.:it};(·C~·.· -~ 

, ... ::'-;'$)i:fh.c.GAP'tYt>.?rt found that earlier attempts to improve ~anagcrnent had failed for three basic 
, .•' ,"·:,~(l.~~ftf:,T,~~~IvX~.:r.:verc no: supp~rted by the Dcpartm,:nt's senior pOli1i.calleadership, (2) career, ":: : 

. ~ .. managers'wef(~ not suffictently mvolvedl and (3) they often occurred m 180la1OO offices and were not
:1' \1'" :~t;':~:~r?O'fme.cIc(j~!9:Dc'p'afimcnt-wide strategies, ,"'+- ••<,"". ,. ."::' ~.~.~ •• , <""j '.." 

" :11 r,,..;•..? ... ~I.,~'"',',,,"J'(H;!.w'}~'.' ". . . .., '*. .,' .. ,v~· Y'c'h", tor""""" • -'I 

• 

it .~' :tt';i;X:'·;f.~~-:"';)~:i( :to':' :1-i,,,l.,toi':f":~I·"'u" ". ~ .,," ~. . -" , ~ .. : ,~'1"',.... H , ,.' 

"'''J.-,~\tfi~?'<[.~~~:~~~,~n~~J~l.rr.?~~ happenin,g u¥uin, .we'~~.ta~liS'lea a new management structure de~i~~,?}~~: :;;I'~i:;': . 
~~."~~:f~~Ji~~~!,Ul~pra!l.z.~ De~artmcnt-wld.c lmPT?vemcnt efforts. There arc two key ~Icm.ents ofth.ls m:,':Y:'~~v~-!,t. ~ 
:" N:~~~~~stt:ucvture" "foe first IS an Executive Management CommIttee, composed pnmanly ofsenIOr pohtlcal . 

" appointees; which is charged with setting overall management policy and direction for the 
Dep~rtmcnL '" 

The second element is the Reinvention Coordina~jng Council (RCC), composed of senior political 
and career offidals as well as Cnion officials, which identifies and carries out Department~wide 
strategies for manage~~nt reform, Th~ RCC has been most effective in creating high-level 
Department teamS to deve!o~ and im~lerrient cross-cutting quality improvement initiatives, 

for example j the RCC chartered a Discretionary Grants Reengineering Te;um (OGRT) (0 look at 
ways ofstreamlining 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 to help identify problems and weaknesses in the current system, 
The result is a redesigned, decentralized process that will consolidate program and grants staffl cut 
the number of steps involved in gnmtmaking by more than half; and shifllhe focus from "getting the 

• 
grants out" to promoting successful project outcomes. Implementation oftbis new process is 
expected to be completed by the end of fiscal year 1997. 

Another reinvention team developed a new General Performance App-raisal System (GPAS) that 
inciudes two major innovations aimed not just at measuring performance, but more importantly, a1 
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providing employees with the information they need to improve their performance. The first 

• 
innovation is the use ofa variety ofSOurces -- in addition to the supervisor - - to conduct an 
evaluation, These sources include co~workers. subordinates, and customers. And second, we have 
developed and provided every employee with new software that helps them to coordinate an 
evaluation of thei.r own perforinance and to participate in evaluating others. 

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

At present, we are hard at work with a Customer Communications team responsible for making the . 
Dcpartmelu a world-class clearinghouse for education infonnation. Working through Customer 
Service Rcprcscntatives from every office within the Department, this team is developing World 
Wide Web sites for most offices, creating a one-stop shopping telephone information system, 
streamlining our publications system, reducing publication storage COS1S~ working to cut mall costs, 
and making data available in customer~fricndly fonnats. 

,What we have achieved through eITorts like these is results. The changes we have made over the past 
three years have led to better customer sen'lcc, less bureaucracy, greater flexibility for our customers, 
and internal improvements that help the Department work better and sa.ve taxpayer dollars, 

Better Customer Sen'ice 

We have \vorkcd, l)a~ ,t5rreJl1ind;~very Department employee of the importance of focusing on the 
customer. This_has'_inv'olved devClop.ing and publishing customer service standards and expanding 

'. the use 9fteCI!~~.9,~gtJ?:~~~R.r~::Y~'?,~~·~/,~plify customer access to infonnation from-the Department. 
,....+ 'J .~,~_I,.", ..,.. ,. ,. ·,,'tI-"1,e,t"~"""'7.",f~"''''1''I';''''''·'''''''~'''.'~·"' ,",' - ,.. _', ' , ,
".~' ;. ." ; For example! th§!OlP:f({c~nurb~.c'r;U.800-YSA-LEARN connects cust.omers to a "one-stop shopping" 
:',"~!i ,~, ',_~ "cente~J?r ih,rot~~:~~~~?~,%Bhi~rt&~~t~r?g~ms 'and iniljati~<!,s. S~l~~r.~ recci~e materials di.rectly 
, _'~; . . ''"'or are rcferrcd-l0;tlie;appropnate;officc WIth the answers to then questions. 'We currently receive 
.ij. ",.,', } ••,,-. *. -t("-"~I'f~ '. '" ~"<'h1' "'<;,('",,,,.~ t . 

, . aboutS,OOO calls'per. wccKover,this line: A similar number, 1, 800.4FEDAJD, provides up-to·date 
"infonrnliro~"oIqros~~~&"~H~;Y':siudeni financial aid and is cxpected to handle more than three million 
calls this year. The'average wait time for callers 10 this line is just 1 i seconds. 

The Department also has moved aggressively totake advantage of the customer~scrvice possibilities 
created by the expansion of the Internet and other online technologies, The Dcpartmentfs site on the 
World Wide Web -located at httn:jlw\v\\'.cd,gm~ ~- has received several awards, including top 
ratings from such publications as Go'VcrnmenJ.l}:xec'Utive, Iltlernet World, and most recently lway, For 
example, lway described our site as "a great rcs&ufdrfQr te~chers and school administrators," 

These technologies anow us to provide the public for the first time with direct access 10 information 
on Federal cducation programs, grant competitions. education legislation, research, statistics, and 
even downloadable sotl:ware making it possible for users to apply "online" for student financial ald. 

Usage of the web site has grown dramatically, increasing from month to month, from a little over 
300,000 hits in March 1995 to nearly 2 million hits last month, We truly are witnessing an 

• 
infonnation revolution. and I am proud to say that the Department of Education is very much a part 
of this'~c"olution, 

Another 2 million people went online last yeur 10 find answerS to their education questio'ns through 
, , 
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the Educational Resources Information Center (ERIC), ERIC is managed by the Depafiment's 

• 
National Library of Education and maintains the world's !argesl and most frequently used education 
database. ERIC includes the award~wfnning AskER1C questjon~answering service and Virtual 
Ubrary~ (he National Parent 'nfoonation Network, and over 50 subjectfioriented \Vodd ¥,'ide Web 
sites and gophers. 

AskERIC (located at http://\!ridr.$ul1~it(,:.sy'r.cdu), which last year provided personalized responses to 
is,DOO educah)rs, parents, studcnts, and other individuals, was named winner ofthc Second Annual 
BeS( of(he Net Awards by GNN, publisher of The Whole Internet Catalog. 

Less Bureaucracy and Red Tape 

Another part of impro\;ing customer service is using common sense to eliminate unnecessary 
bureaucratic procedures ~- cuHlng the "r~d tape" that we all have come to associate with g~vemmcnt. 

Technology has helped here as well, particularly in the Department's efforts to greatly reduce the 
papcnvork involved in Federal education programs. For example, we are expanding the usc of a 
compu1cr~based system to provide notice of student aid eligibility to postsecondary institutions, a 
change that ultimately will ehminate 4 minion paper forms that represent an unnecessary burden to' 
students. parents, schools. and the Department alike. 

We also have worked with Congress to simplify and reduce the paperwork involved in applying for 
Federal education funds. For example. nearly. all. States arc·now taking advantage of the new. 

, ' provision penuitting a single consolidated (:ippli~ation for all Elementary and Secondary Bducation 
. 'Act programs. In addition to ~d.~ii~)fp~~pe'f,\~~o.rkft~is ~hailge promotes the comprehensive planning 

that 1S so essential to effective edudition'refQrml~w. ,• "O"'!\"'~"""" .' "_ .v...",;',....n.J,I:\'I ..~ ....,;'.~.l~'~r""(l'!\'~'.yr ',."'.' " , " ' .~ ",fl 'I'<f~.;~ .;;;".. .. \, ..:J •.J • ..:(F.. ., ,
" . ," '~",t"'.1"·.·'.... ···'· .\J-t • • " 

,,:.~;~T~~pepartmen! has.'.~;~fa~lil~/~;1~!.*~;~l':~!f!!.?~~b~~.~:]T!!~ pn?grn~ by' eliminatin~_.tl.W ~pplicatjon 
j'.\-fp!·CVIO.uSJy requIred .fqr.no,n,;E"'?,'!lp~!,lrg;,e9!!lm~~~op.:.a\v~rds. ThIS change has he!ped us to take two to 
- .. three months off the time f9nncrly t~'quircd to.~otify"grantees of their continuation awards. 

, ( ,1,"ld"';"''''I-:''; j. , ~," ",.~ " .\ ,1.:. 

Reporting requirements also have been reduced: Most of the programs authorized by the Improving 
America's Schools Act requir~ reporting once every two cr-thrce years it:lstcad of annually ...... 
permitting States, schools, and teachers to focus on what realiy,counts: educating students, not 
paperwork. 

Greater Flexibility for Our Customers --"'-r' 
;,' .'.< J 

\Vhen the Nation's governors, including then-Governor Bill Clinton, met in 1989 at the first 
Education Summit, what they most wanted was flexibility in the lise of Federal education runds, in 
exchange for better results in terms of improved student achievement. Since then, we have moved a 
long way in dllmglng the Department culture from a focus on regulatory compliance to a focus: on 
educational results. 

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

• 
Depafiment progr.am~;. first, we ask iflhey'rc necessary, and ifnot, \ve get rid of them; and second, jf 
they are nceded in most cases but under certain circumstances stand in the way of effective teaching 
and learning, we'll waive them. 

http://www.ed.gov/Speechcs/05·!996/9605!6.html 9120100 

http://www.ed.gov/Speechcs/05�!996/9605!6.html
http:progr.am
http:l~'~r""(l'!\'~'.yr
http://\!ridr.$ul1~it(,:.sy'r.cdu


May 16, J996 -- Statement by Deputy Secretary Kunin on Management Improvements at t.. Page 6 of9 

• 
As part of President Clinton's regularory reinvention initiative, we have reached out to talk with 
hundreds o[customers and have reviewed every single Department regulation, We have eliminated 
1t8 or those regulations -- 612 pages in all. or about 46 percent of OUf total regulations. As a result of 
these efforts. we are considered one of the "stars" ofdcreguJation, if! may say so, 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 to regulate only when absolutely 
necessary, For example, we are administering Goals 2000 and School~ lo~Work without issuing.a 
singIe regulation, And of the 49 programs included in the Improving America's Schools Act j only 8 
will require regulatoJY gujda~ce. 

When we need to regulate, we are taking a perfonnancc-based approach to target rules only where 
they arc needed. In .the student aid area, for example, we have to ensure that schools have the 
resources available to make refunds to students who withdra'\"" before completing their course of 
study. However, instead ofrcquiring all 7,300 colleges and universities to set aside a reserve fund 10 

'cover refunds, we demanded a letter of cH,'Ciit only from the handfu\ofschools with a history of 
refund problems. 

The Department -- with the help of Congress -- also is offering it.s cuslOlners an escape from the 
"onc~sizc-fits- all" rcgulatory approach by greatly expanding the use of waivers of statutory and 

• 
"regulatory requirements. If Stales and scbool districts find t~a,t;suc~ r.~qq~rcrnc;n!S.prescnt an obstacle 
to innovativc refonn efforts, they may seek waivers of the ~q\.!-irem~J;lL~ fn:mlJ~e ~Sccrctary. To assist 
States and communities with waiver requests, we have cstal?li~h~d,;.a~~~j\;t:'r, H9,:'qne (202-401 ~ 
7801). To date, the Secretary has approved about 100 waivers, ".' ., . :.:c,"'" . 

. '~'. " '. "f, . " ~j;!~-">{"-.~~. 'W'\: ""~rl·t, ',,'."' , . . . . (/ .. '0"'11""".4,,\ ..i,t', • , 
: , i" :£ i ,}:t.';~.r-'k> '~Il\;:% J., ">. ' < 

~or example, the sch~o~ di~tr~ct)J1 ,Clarkst?!''' W?S~h.lg~~;m&~~.~gt,~~\c9~~:~~~,Y~~t,,~~j:<:~,,~low.s.it to ., , 

Implement a school wide progr~t;! unde,r Tltlc'l ~n,eiy~~r;b.~t~~~;!~_~,§i:~9.?J;~t};;~,~.~_:I!gJble un~cr the 
50 percent poverty threshold." 4 ·~·•.:'.~,f'~f.i:'l~j\::,"tt:;l:~'• • ......: '. . 

. . 'I " \ . r '., ,~'7:' ' 
" ,'. .. ,. 

The most far-re-aching waiver approach is the new ED.FLEX· demonstration, which atlows the 
Department to give St<!te-Jcvel officials broad authority to approve waivers of Federal s!"<!.t)l.tory and 
regul~tory'requirements that stand in the way ofefTective refonn, This pilot project began ",rith 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 VennonL The Department is examining how ED
FLEX States are using this new Oexibility through evaluations ofSlare and local implementation of ,........ 


'~" ~.Federal programs. ,.,! ..... 

In postsecondary education, the Department is now encouraging institutions to submit proposals to 
participate as "experimental sites," a vehicle authorized by the Higher Education Act for trying out 
experimental regulatory and managemcnt approaches. Once again, our strategy here is performance~ 
based: institutions can seck waivers of regulatory and statutory requirements in exchange for 
demonstrating results that reflect the objectives of the provisions in question. So far, 144 institutions 
have received approval to establish experimental sites. 

Internal Management Improvements .". 

The GAO report identified serious deficiencies in the Department's basic management systems, 
including financial management and human resource management Addressing these deficiencies 
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was especially critical in view of the necessity of learning to do more with less. Improving service to 

• 
our customers while still meeting President Clinton's goal of reducing Federal employment by 12 
percent by the year 2000 meant that we had to learn to work smarter. This involves streamlining Qur 
organizational structure, improving tbe skills of our employees. expanding the use of technology, and 
upgrading our financial management and accounting systems. 

Common sense tells us that our effectiveness in administering Department programs depends in part 
on the success of our efforts to streamline the number of programs \ve administer. The National 
Performance Review called for the elimination of programs that duplicate other programs or that 
have achieved their purpose l and each of President Clinton's budgets has-.included substantial 
numbers of program eliminations, phase~uts. and consolidations. 

Over the past three years we succeeded, with the help of this Subcommittee, in eliminuting 64 
programs, totaling roughly S625 million, of the more than 200 programs administcred by the 
Department. President Clinton has asked Congress to terminate an additional 16 programs in our. 
1997 budget request. 

These tenuinations will help lhe Department streamline its organization, J am pleased to tell you that 
we are ahead of schedulc in reaching the l2 percent staff reduction called for by President Clinton, 
thanks largely to a successful buyout incentive program. In addition, we have eliminated layers of 
hierarchy and bureaucracy, moved to a team approach, put greateremphas.is on front~linc servi'Ces, 
and reduced redundant jobs, 

• 

. ", - ...-'"~ '!:':';'::~1 . r";'·~" . ~ -,.. ' 

For example, the ratio of supervisors to employees has changed from,l,:t?,_t~) :8.:. q~l g~~IA~.~c?'· _' . 

achieve a ratio of 1: 12, The Department also is.reducing the number,ofgradc:14"and,;15iCJTIployees


.,' ",., q.,.", '.',
by restricting hiring and promotion at these grades. : .,.;. '. ,,:. '4' 

, - " ~ • • "'~~ '.'''<'''';;',,;.~-¢z"!:};,,,"''')1''''-':'' ,
': ,.,. - ". ~ "'<:f: l' '\,:'" '. '::, 

In. addition. ':'() are emphasizing th~ ,U5~ o.~7ro.s,s-cutting teams ti? c~~j.~}!:~_~i~~?~n~i~!l,!:~~:: '~""" ' 
wnhout addmg staff. Our most draft!at!c s.~~~~s eam~d us a Ham~e~..~~~I~~ln;;~.~,~9J)JcEJ9J1:~Ay!1 
Rights for the successful restructuring ofa rigid, bureaucratic Ne~.York!eg~ofJa~ office with six . _.. , .". , , .... 
layers ofrcview into three self~dirccted work teamS, This brought the supervisor-lo-staffratio down 
from 1:6 to I: 15 and greatly speeded.up the complaint resolution proc~~. ,. ,. '. 

Another example is the Office of Elementary and Secondary Education (OESE), whieh recently 
completed a reorganization under which each program office provides cross-cutting budget ahd 
policy suppurt to regionalscrvicc teams that are responsible for grant administration) technical 
as.,;istance, waiver rcquests, integrated program monitoring, and other services to OESE customers. 

. 
Working smaner ~Iso requires that we improve the skills ofour staff, giving them the tools needed to 
improve job performance and customer s,ervice, as well as to take on new assignments and improve 
productivity as staff resources decline. The GAO report found the Department's investment in 
training iagged far behind other Federal agencies: during 1n'e 1980s, and the proportion of our·staff 
receiving training was below average as well, 

To address this problem, we increased our investment in training 19 reacb the private sector standard 
of2 percent of salaries) from $ J.5 million in 1992 to $5.4 million in 1996. These new resources are 

• 
focused on training in customer service, teamwork, process irllprovement, and computer skJils. The 
Department al$o is developing a financial management training program. The first two courses of this 
program, which provide an introduct!on to financial management and accounting, arc currently 
available to all Department employees. 
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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 years ago less than half of the Department's employees had 
computers; today all employees have computers on their desks. Similarly, when I joined the 
Department our local area network, or LAN, ~as 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 stafT 
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 reliable infonnation. Asa 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 
effort is the Education Department Central Automated Processing System project, or EDCAPS, an 
integrated administrative and financial management system. Once fully implemented, EDCAPS will 
enable the Department to produce more timely and accurate financial infonnation for our program 
and financial managers, as well as for program recipients and the Congress. 

• 

Other projects have included expandi,ng and enhancing automation of payments, expenditures., ".,.! j", '_,' 


reporting, cun-ent account infonnation, and travel managemeJ}t. These and other improvcm'~!:l}'~,~iv~~.,~!~ ..,~,',;;',~;I(~i; 

greatly increased the availability ofinfonnation to Department mana'gers and customers w.l;1ilel':;'\:.'D>f,,~.f.~:;;\'~';';~'P' 

substantially reducing the paperwork burden of sound financial management. . " " 


. "' . .'!'", ":'.; ," _'" i:" i· 

One measure of our success in carrying out necessary internal ,IJ.1anage.ment ~hanges ~a?,..~:.~ri'!~~l~N"";;;.~;~~';:;,:;'ririb;-~:,~,,, 
dramatic decline in.~he cost to taxpa~e:s o~ student 'loah'de~a~l!s~~Net defa,ult costs:i~ ,t~C}~J~B,~-~!!l?~'!:~;\1Ml1;l:~V ~t; 
programs have dec1med from $1. 7 bllhon In 1992 to SO.5 bllhon m 1995, as a result of-reducing die 'J~; l;'::.'.;.;~~t+ .' 

;. , ...-. .".' ~ , "" 
default rate from 22 percent to 12 percent and increasing collections from Sl.0 billion.to $1.9 billion. '":' ~:' t., 

This progress reflects our strong emphasis on accountability in managing Dep~rtment 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 Cha'rlcs Bowsher was quoted as saying that "one bright spot is 
the improved oversight of student loans by the Education Department." I would add that last year the 
Dire~t Loan program was the first government loan program to receive a "clean" audit under the new, 
rep..'.:rting 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 
transfonn the Department of Education into a high-perfonnance, customer-focused organization. 

To continue making the changes needed to produce results like these, we are as.king for $505.7 

• 
million in total discretionary budget authority for Federal administration in 19~?,".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 assistance to grantees, enhance 
infonnation technology used to improve customer service, upgrade accounting and financial' 
management systems, maintain support for staff training, and complete the renovation of the 
Department's government-owned headquarters building. 

The total request for Federal administration, including discretionary and mimdatory 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 retirements 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 F'f.E -- 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 high-priority areas, and staff 
training. 

Nearly one-quarter of the Department's FTE and one-fifth of its discretionary budget request for 
management is devoted to 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 financial aid. ' 

Mr. Chairman, in addition to my' written testimony, I would like to,submit for the record a ,-." 

• 
Department organization chart which.was requested by the Subcommittee and,a.'~oeuIJ1e~.t-~!~a~·:~I~.,,~: 
summarizes our reinvention efforts over the past three years. " ".-1'\: : ... "~ r);l' 4"'~"-'''''~'I.. ~:V ,~i·'. . .. ' ' .. 

Thank you for this opportunity to tell the Subcommittee about the dramatic progr~ss ~e have made to 
improve management at the Department of Education. We arc clearly well on the way,to,making' thel:; 
'Department a first-class, highly efficient organi·zation:.·) will be happy to ariswer"an·y:q~~kildh-~·~yo~~kf;f,:,·'.;'<, , -. ','" ,,' . '-'r '- .,' 0'., ....,- ,.' - ,""I~" I",may have -, .' ......,,'1", .. " '" ,,,,·,_,,'.'-I~"~":"!"",,,,,... !W-".,. J\~'"'; 

. . ,~':,:':e::f::;": :,:'~; ,~~ '. . 

-###
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'. 

,. 

Mr. Chairman and Members of the Subcommittee: 

Thank you for this opportunity.to share with the 
Subcommittee our continued progress in making the 

. 'Department of Education a high-performance . 
''organization dedicated io improving'thii'q'ualily'of .. 
America's education system. In particular, I want to 
update the Subcommittee on Year 2000 computer 
issues, the modernization of our sludent 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. 
In describing our progress in these areas, I will also 

'. 	 address the issues that have been raised by the 
General Accounting Office (GAO) and the 
Department's Inspector General. 

Our success in each of these areas was made 
possible in part by the support provided by this 
Subcommittee. I want to thank you, Mr. Chairman, 
as well as other Members of the Subcommittee, for 

,.< j""':.. ,h.. 
,', :,1.) . _, ••: 

,,' '\," ,. " \. ,,' . 

recognizing the importance of investing in sound 

• 	 financial and administrative management to reach 
our common goal of improving educational 
opportunities in America. For fiscal year 2000, we 
are asking for $552 million in discretionary 

http://www.cd.gDv/Spccches/05-1999/990523.html 11/21100 
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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. I hope you will give 

••• '.': > •'., • f. i 

;, ,.. 

careful consideration to 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 systems that Federal agencies 
rely on to carry out their mis~jons were not Year 
2000 compliant. At that hearing, I described the 
Department of Education's comprehensive Year 
2000 Project Management Plan, which set out a 
detailed schedule for assessment. renovation, 
validation, and implementation of our computer 
systems. The Year 2000 problem was a special 
concern for the Department, because' so many of our 
systems are critical to the delivery of more than, $50 
billion annually in Federal financial assistance to 
more than 8 million postsecondary students. 

I am pleased with our progress in bringing all 175 of 
. the Department's d~ta systems-including our 14 .,.,'.. , . 

.; 

" J': ".~"" i<;'~<limission·critical systemS-into Year 2000 compliance:' '·}.U:":'j' 
• '," ,.,j

Each oltha 14 mission-critical systems. including the ,; 
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 
IV&V contractor'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 
been 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 Department a grade of "A minus: and by 
the Office of Management and Budget, which has 

• 
."" ,placed the Department in its highest Y2K readiness 

tier. The GAO and Inspector General are also 
reviewing our systems to help us ensure that they 
are Y2K compliant.. 
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• 
We are proud of this achievem~nt. 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 GAO, 
Contingency planning teams representing key offices 
and functions across the Department began work in 
September 1998, We drafted our initial contingency 
plans for individual systems in early 1998, and have 
posted these plans on the Department's web site for 
comment by the education community. We expect to 
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 

Our 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 
month our student aid team met with a focus group 

'.. ' • .. ,., of college student aid administrators, business 
. ,'., '. " -'.' .... '. ',:,... officers, and student loan industry leaders to obtain 

, j. '''''' ,"

~'\ ':~~i':~ l~t. t ,";.... ,,~:•. ,.~j"'.,. reactions to a dra~ r~port .~n.ou~ .bus,lness fmpact 
, . ,:. ,,' ' ,', :,,,,, I analyses and preliminary fisk mltlgatoon and 

:" "," contingency plans, 

We are continuing to test data eXChanges with other 
Fadeial ,gancies and with our many non-Federal 
partners, such as postsecondary institutions, The 
Department is well into a series of tests with our 
sister Federal agencies, and we have developed a 
plan fe'-'lxtftn,sive t~sting with postsecondary 
institution's and other external data exchange 
partners during 1999, This testing has been 
scheduled for the spring and summer of this year to 
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 community to provide as many lesting 

• 
opportunities as necessary, 

The Department also is continuing outreach efforts 
to encourage and help our partners throughout the 

bttp:/ /www,ed,gov/Spcecbcsf05-19991990523,hlml 1lI21/00 
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education community to'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. 

Our outreach efforts include ongoing assessments of 
the Year 2000 readiness of school districts, the 
higher education community, and key service 
providers: For example, the Department has worked 
with the Council of Great City Schools to assess the 
readiness of the Nation's 50 largest school districts, 
The Department and the National School Boards 
Association are preparing to launch 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 Department's 18 debt 
collection contractors: We plan to continue our 

... ' assessment efforts by surveying ali 7,000.,. , 
,',_ il~::':;,P9sts_e3;?~~ary'lnstitutions at the end'of M,~:ch:" 

" • . 1'. . • , '. 

Our data eXChange testing and outreach efforts 
reflect our ongoing commitment to do everything we 
can to keep Federal assistance to States, schools, 
and students flowing without a hitch when the year 
2000 arrives. 

STUDENT FINANCIAL ASSISTANCE AND 
--"E PBO' .'tl.., ,- . .:.~ ~ '. 

I'm proud thai we have surmounted the Year 2000 
problem, Over ttie past few years. we have faced 

'other pressing, high-visibility challenges in 
administering the federal student aid programs. For 
example, three years ago, we experienced 
disruptions in our processing of student aid ' 
applications. This year we are processing aid 

• 
applications promptly for the third year in a row and 
expect one application in four to be ftled 
electronically, the most ever. And although the Direct 
ConSOlidation Loan program faced serious 
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management problems 18 months ago, today it is 

• 
smoothly processing consolidations well within 60 
days with a 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 comprehensive 
strategy to modernize and integrate our systems. 
Last fali, Congress helped catalyze this change by 
establishing a perfonmance-based organization 
(PBO).to 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 accountability 
for results. 

Secretary Riley and I were very pleased that Greg 
Woods agreed 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 Government initiative, to make the PBO 
a success. 

'-<~:," .• " 

• 
... '. . ,.. ' 

The PBO has beenwor!<inglo develop an interim 
performance plari and management priorities for the .' resl of this fiscaLyear.l(These priorities will include ( 1) .... 

,'J •• . 

promotlng.custamer,service;(2) integrating the .. 
student aid'deliveiy'systerns;'and~(3) strengthening.,;, (, ':": " 

, . oui fin'arida'l managemer1t'system. I would like to say' .. 
a word about each of,·theseareas, 

First, the PBO is making great strides in improving 
customer service. For example, ap"Ii~i't1ons for 
student aid submitted via the Internet are not only 

. quicker and easier for students to file and the 
Department to process, but are also less than one
tenth as likely to be returned to the 5l.,qept,due If' an 
error. We also use the Internet to accept applications 
for loan consolidations and to distribute infonmation 
to financial aid professionals. 

The PBO recently formed a Customer Service Task 
Force-comprised of senior managers, key staff, and 
front-line employees-to identify opportunities to 
enhance customer satisfaction. The Task Force 

• 
plans to make recommendations in July on ways we 
can work more effectively with our partners-including 
schools, 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 open, common, and integrated system for 
delivering student aid. A recent GAO report on the 
Department's management challenges focused our 
need for us to 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 electronic identifier for each organization 
involved in student aid delivery to reduce 
administrative burdens and improve data quality. 
And through Project EASI (Easy Access for Students 
and Institutions), we have collaborated with our 
customers and partners to document current 
processes and determine how they could be 

• 
 reengineered to take,advantage 'of new 

technologies; ,C':; u:2If U;"~,;;,,\":)~"t~:- 5:;'< 

',,,\•• " j Ji;:. ~t.':::fAt./~iqtJg'r\:f_::.~-:p..\'.'F ,,-" I" 

We are now ready,to'pursue'theriext stage in this 
. , .effort. MriWoods'is'overseeing:tI1e'design of a ' ... , 

single sYsteniis"a·'chitectur""for'alJ.the Title IV '. 
systems, buildin!fupon'the'work of Project EASland 
our otiter modernization' efforts. By early April, the 
PBO will develop a modernization budget and share 
it with Congress. By the end of this fisi:1aI:;lear, 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 to get there. The PBO 
will seek the support of the financial aid'""mrnunity ,': 
for this modemization blueprint, which will iely on a 
modular 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 Joan programs 
are paying dividends, as evidenced by the clean 

• 
opiQion on the Department's fiscal year .1997 

. financial statement. We have also aggressively 
worked to reduce student loan defaults, with the help 
of a strong economy and tools provided by Congress 
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in 1992. The fiscal year 1996 default rate-the latest 
available-is a record-low 9.6 percent, less than half 
the 22.4 percent rate when President Clinton took 
office. At the same time, collections on defaulted 
loans.have more than doubled. from $1 billion in 
fiscal year 1993 to $2.2 billion in fiscal year 199B. 
And by improving the quality 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 PBO will 
invest in high-end financial management software 
and systems now in use in the private sector, move 
from manual systems to.more automated ones, and 
reduce errors and administrative costs for both the 
Department and our partners. 

DRAWING FROM THE LESSONS OF 

EDUCATION REFORM 


I began with the Year 2000 problem and the student 

aid programs because they are among the '" 

Department's most visible challenges,' In 'turning now'· 

to some of the broader management 'reiiirms'tha-f'wa'·';··: , , , 

are implementing across the Depaftmerii;fwiiilno"'; ".' 

highlight the striking connection'beiWee'rrthesen1"\!'~:'/'~::'t. ' " 

efforts and the standards-based(refo'fms'"thii't' iir'e);·':::\llF::) ;" : 


. .', . . .~.', ,,' ,./>"'·"·~';1"·>M,' .,,', ., ... ': 

dO,11!9 so· much to Improve <?ur~!~IT17n:~JY:~~99;-:.,,< '" ".' ,.';'/" ',e. 
secondary schools. We have f9und·t~a!lh~ sa~e"L' ;,.... 
principles driving effective educatiof\. reform~at the . 
State and local levels also provide asolii!' foundation 
for restructuting the Department of Education to 
better support those reforms, 

For example. States engaged in successful 
education reform have set clear goals in the form of 
high standards for all students. The obvious parallel 
to that process at the Department of Education is the 
developmentand 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 to 
support those high standards and by empowering 
educators through intense professional development 
to lead reform at the local,and schoolleve!. Similarly, 
we are pursuing our Strategic Plan objectives by 
empowering Department employees through a 
combination of training and technology to make the 

http;!lwww.ed.gov/Speechesl05-19991990523.hrml t 1/21100 
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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 Pre~ident 
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 othe'r means. 

I would like to briefly describe our work in each of 

these areas: defining our management objectives, 

aligning our resources and empowering employees::' _';,', ',' r....~ ',:': :7~:1~ 

to support reform, and holding ourselves 'iJ" .~!,,'~ ~t~:e~·~~:1'~.~l:'"f':~i,,~,.....:.. 

accountable for results. . -:,;:._ ... " . " .~..,.,~, .'--!"'.~:'" ' 

, ' • r ' ·"···;'~:"l..·;,;,~.~,:;\·,'·~r·'r~'''· 

GOVERNMENT,PERFORMANCE AND'i:;~';:"';,:r:'i:'~;jii,Jid;:r" . 
. "11- ",~~".~ "~'-.(·'II' ..~.~t.~'~,I'1'''''''''~j.''" ",RE Ul. T "'A T .. ,". d", -~\1\~j:..·'·~':~';:\'~'1·'~l""i', .. " "-V':>'.~".4,'S S . C "'" '·:..,·· .... ·~·"It. .';~}~:;, 1" 'l~' -I'

" .. ,~ .. , , ,-. ",' , .. ' ....., " ....il....; . .;\.,1~o~t'·~1~,·:'t~:':;ll;:,,'~J il v:~; :.(,.. ",. ,.-' . 
. . '" ~ '" "/.,:,.,,,~ ~i',,.~J..;·,' ',. '.~; .

The Department's vision is defined by its Strategic ~~~~ "':}:{"?P':"',""" "":: 'j • .;' 

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. 

..~.... 
" 

Our Fiscal Year 1999 Annual Performance Plan 
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 th~'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 Congressional budget 

justifications, 


We have also developed belter links between 

strategic plan objectives and program performance 

plans to address a key concern raised by 

Congressional reviewers last year, Each program 

performance plan now states the program's 

relationship to our overall strategic goals, We have 

established incentives to incorporate the strategic 

plan objectives into program management by 

including the objectives in the individual performance 

plans of oui senior officers, 


To further improve 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 to improve data quality: (1) 


, ensuring that current GPRA data collection systems 
meet data quality standards, and (2) developing a 

~...new electronic, integrated performance and 
• • l ~ ~, .,' 

.,' .' ~""benchmarking system to bring Federal education ":.' ;< ·v·· ,1 .::~:'" ...... ' 1: • 
data systems into the 21 st century, ... ~~-~',~ ... ', 

" -' /'. i;ti~~~;J' 
We recognize that the development and collection of".'" 'c"""~',;x,·.~,j:,,·" " 
reliable performance data on 8epartment programs ' . .;,--:'( ~:"ri1kit1;;:\}r,,;?r.~ ~;~',!f;":;:;':': 
is taking longer than some woulifllke': 'In'particular, I." «;":';'\i~>;: ,:",~.",p"",,;, (" " 
know that Members of this Subcommittee are eager' " ' <, "'f, ';"0', ~:~"""';'" ' .. ' 
for information to help them make difficull decisions 
about the allocation of scarce Federal resources, We 
share this deSire, but I 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 
overnight. We are working very hard to set up 
systems for collecting reliable and valid data on 
Department and program performance as soon as 
possible, and our Annual Plan provides a sound 
blueprint toward that goal. 

In the meantime, I believe there is considerable 

information available to help the Subcommittee 

assess the Department's performance, We are 


• 
pleased at the clear successes in meeting goals, "." 
including internal management goals such as year 
2000 compliance; program goals, such as the recent 
released assessment of Title I; and macro goals, like 
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the latest reading scores on the National 

• 

Assessment of Educational Progress, 

INVESTING IN HUMAN CAPITAL AND 
TECHNOLOGY 

To reach the goals and objectives outlined in our 
StrategiC and Annual Plans, the 4,700 employees 01 
the Department-the smallest Cabinet-level agency in _ 
the Federal govemment-must have an impact far in 
excess of their numbers, To achieve this impact, we 
must carefully consider how we can use our limited 
resources to build the skills and morale of our 
workforce and use technology to support our 
strategic goals, 

We are rethinking the way we provide professional 
development to our employees to encompass a wide 
range of opportunities in addition to traditional 
training. For example, a recently launched mobility 
assignment program is designed to encourage staff, 
who often work for many years on the same 
assignment in the same office, to seek out and 
accept new challenges in other areas of the . 
Department This new program not only helps satisfy 
individual career goals but also brings new ' ' 
perspectives to our day-to-day work. The. 
Department also has launched a mentoring program",,'
and is experimenting with a wide range of :~ ? 1(.):~ '.: ,", 

,... 

technology-assisted learning techniques, '"n - " -
:. ~ '. 

Our performance assessment system is based on a 
360-degree feedback model widely used in the 

.', private sector to encourage useful input to 
employees about their performance, strengths, and 
weaknesses, We are also encouraging staff to 
collaborate and cooperate across offices and 
fw,ctions..To expand effective application of 
technology across the Department. for example, we 
have created an IT investment review group for 
technology governance issues, an Intemetworking 
group for building our web presence, and a 
technology review group for day-to-day technology 
implementation, We also are bringing members of 
the Senior Executive Service together more often to 
talk about the management challenges facing the 

• 
Department. And we recently launched an annual 
Skill-building program for senior Department leaders 
and managers, 
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• 
 Building a first-class workforce goes beyond 
professional development and networks, It also 
includes continuing the progress of the President's 
Initiative on Race, strengthening our labor
management partnership, emphasizing the 
importance of diversity in our decision-making 
processes, and enhancing our workplace to provide 
the best possible environment for our employees, In 
all of these areas, I believe 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 contact 
with the Department through our web site and major 
call centers in 1998, The ED Home Page was 
viewed an average of 5 million times each month in 
1998-twice as often as in 1997-and reached 9 million 
page views in January 1999. Total call volume on 
our postsecondary student financial aid information 
line (1-800-4FED-AID) gre~ by more than 50 
percent in 199B. to over two million, And we are 

"receiving about 1 ,OOO'req'uests'a day-both by phone 
and on-line-through the ED Pubs system, 

ED Pubs is a terrific example 01 how the Department 
is ,.[sing technology to improve customer access to 
the iliformation they need, when they need it. The 
Education Publications Center,.or ED Pubs, is a 
consolidated product distribution center that began 
providing one-stop shopping services to Department 
custll.Hecs in M%l 1998, The center disseminates 
the Department's information prOducts-including 
publications, videos, CD_ROMs, posters, bookmarks 
and other prOducts-free of charge to teachers, 
parents, students, librarians, administrators, 
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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links to full·text electronic copies of most 

• 
publications. 

One measure of Our initial success in using the 
Internet to provide useful informalion to our 
customers is a 1998 survey by Quality Education 
Data. In this survey, teachers named the ED web 
site and the ED-sponsored Educational Resources 
Information Center (ERIC) web site as their first and 
second most frequently visited sites, respectively . 

• 

. 
In addition to 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 to deliver awards much earlier In fiscal . 
year 1999 than in previous years. The accelerated 
schedule will give schools and districts more time to 
carefully allocate their resources for the coming 
school year. In fiscal year 1998, the Department 
awarded 90 perce.nt 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 Department developed 
and implemented new "expanded authorities" 

, . regulations intended to increase flexibility for 
'.( , 'ij. ''). 'grantees and· improve customer seryice by~ -- -

., 
,.~ . ,.. ', ;.:, " ','streamlining administrative requirements, : 
~ 

BLENDING ACCOUNTABILITY AND 
. FLEXIBILITY 

One of the most difficult challenges we face in'our 
efforts to put customers first is the need to balance 
the flexibility our customers need with the 
acccuntability Corig,>1sodemaRlls on'behalf of 
American Iaxpayers. A key to meeting this challenge 
is our continuing investment in financial management 
systems. Our new core financial system, the 
Education Central Automated Processing System 
(EDCAPS). became operational in fiscal year 1998. 
EDCAPS combines payment, grants and contracts, 
and accounting functions into one integrated system 
that supports a streamlined grant process, facilitates 

• 
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 component of EDCAPS. 
GAPS supports grants management through the 
entire life·cycle of each grant by simplifying 
reporting, providing Internet access to the system, 
allowing modifications to payment requests prior to 
receipt of funds, and ensuring access to more timely 

, and accurate financial information. 

AlSO during 1998, the Department established 
policies and procedures that provided 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 contracling. We are now 
reviewing every' contract for the maximum use of 
effective performance objectives. ensuring that each 
contract is stated in terms of results that support the 
Department's StrategiC Ptari: In 1996, the 
Department identified 66.contracts for conversion 10 
performance-basad' serVice contracts.,To date, the 
Department has converted 45·of.those existing' ." , , 
contracts. In addilion,:j6'new peiformance-based .. 
contra<;ts wer'! awarded, Ihe average annual'cost oL.; '.) 
these performanee-baseil'contracts combined is ... , .... ' 
over $200.mlllion. 

Our emphasis on accountability e,xtends to all senior 

Department officials and staff. We ate the ones. after 

all, who are charged with implementing' our Strategic 

and Annual Performance Plans. This is why, as 

Acting Deputy Secretary, I have insisted on annual 

performance agreements linked to ll1e'lsyrable.~... • 

objectives for all senior officers. This is also why we 

have implemented a new performance assessment 

system for all employees that uses 360·degree . 

review to assess performance against standards and. 

goals that are revised annually. 


A VISION FOR THE FUTURE 

• 
..' Meeting the enormous challenge facing American 

education 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 
sirnplify 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 1 0 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 21 st Century Community 
Learning Centers program:features :examples of 
winning proposals fioin'litst year's'·cam'petition. The , ,.,," '.. -'..." ... ~, ,-.. 
Comprehensive School'Reform Demonstration 
program provides gra.nfees~wittf1re.gular-"email ' ,,-~.•' 

•. ~.' '"- "\',-l ," '~I'" '" ',' _ " '. ,',
updates and'also"a searchable 'database of award ,. . . .... , ...•. , .. ""_-,', "',"''''~'","~ ...' I, ...... '.- '.'" " .. " . ,". reCIpients, so that schools'adoptlng'a particular 
reform modei' maV);6i'tiic(each:cith'er. ~,),.: , " 

, ~ ',,; -.', ;, l;:i:',:...... . 

These are glimpses of where we are going, what we 
are becoming. We are becoming a learning 
organization. We are using technology to create., 

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 mo,'".,',,,·. ,",,".' ", 

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. 


• 
I will be h,ppy to take any questions you may have. 

-It##
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