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SELF-ASSESSMENT OF THE COMMISSION’S HUMAN CAPITAL

. INTRODUCTION

TheUnited StatesInternational Trade Commission’ s(Commission) greatest asset isitshuman capital.
How well the Commission performs its mission is closely related to how wisely the Commission
invests in its human capital and how closely it aignsits human capital with its strategic objectives.

Asexpressed in the GAO report entitled “Human Capital - A Self-Assessment Checklist for Agency
Leaders,” self-assessment isthe starting point for creating “human capital organizations’ - agencies
that focus on valuing employees and aligning their “people policies’ to support organizational
performance goals. Part of the impetus for creating human capital organizations comes from the
Government Performance and Results Act (GPRA), which requires agenciesto pursue performance-
based management, including strategic planning, results-oriented goal setting, and performance
measurement. One of the emerging challenges for agency leadersisto add to their traditional policy
portfolios an understanding of the importance of performance management issues, including human
capital issues, to the accomplishment of their agency’s policy and programmatic goals.

Although GPRA gives agenciestheimpetusfor tailoring their human capital systemsto their specific
missions, visions for the future, core values, goals and objectives, and strategies, it is up to the
agencies themselves to follow through on the opportunity. If high performance and accountability
depend on the three enablers - people, process, and technology - then it is useful, first and foremost,
for any agency to have a clear and fact-based understanding of its human capital situation. Thereis
no single recipe for successful human capital management. However, there are a number of human
capital elements and underlying values that are common to high-performance organizations. The
Commission, in seeking to comply with the spirit of performance-based management, should scanits
human capital systemsto seeif these elements have been addressed.

Another advantage to doing a human capital self-assessment is that it will help the Commission
understand the strengthsand limitationsof itshuman capital information systems. Any self-assessment
should be based, to the extent possible, on valid and reliable data regarding such matters as hiring,
diversity, retention, promotions, succession cycles, and performance incentives. These data can help
the agency develop a profile of its human capital, providing useful historical and prospective views.
Further, because sound human capital information can spotlight areas of concern beforethey develop
into crises, gathering these data is an indispensable part of effective risk management. Conducting a
human capital self-assessment gives the Commission an idea of the adequacy of the data currently
being gathered and of the gaps that may need to be filled.

The human capital self-assessment performed under thisinspectionisintended to providearelatively
simplediagnosis, meant primarily to capture senior leaders’ views of the Commission’ shuman capita
policiesand practices. The GAQO iscurrently devel oping asupporting methodol ogy that, while using
the same conceptual framework, will provide a more rigorous basis for human capital assessment.
This“maturity model” will enable the Commission to examineits human capital effortsthrough three
stages. analyze and plan, implement change, and evaluate and continuously improve.
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. OBJECTIVE

The objective of thisingpection isto conduct a human capital self-assessment for the Commissionin
accordance with the guidelines contained in GAO Report OCG-00-14G, “Human Capital, a Self-
Assessment Checklist for Agency Leaders.”

1. SCOPE AND METHODOLOGY

Thisinspection was conducted between Novemberl, 2000 and January 5, 2001 at the Commission’s
Office in Washington, DC. Forty-eight of the Commission’s senior personnel were requested to
compl ete a 20-question multiple choice survey on various aspects of the Commission’ s human capital
management relating to strategic planning, organizational alignment, leadership, talent and
performance culture. These questionswere extracted from the GAO report cited above. In addition
to answering the questions, respondents were alowed to provide written comments.

Subsequent to receiving survey responses, the OIG interviewed Commission human resources
personnel and reviewed planning documentation to determine the presence of certain indicatorswhich
were also provided in the GAO report regarding the effectiveness of the Commission’ s human capita
management. Based on the information obtained, aswell asthe survey responses, the Ol G devel oped
independent findings on the results of the human capital self-assessment.

We provided a draft of our inspection report to the Director of Personnel. His comments are
included in this report as Appendix I1.

V. FINDINGS

The detailed findings from the human capita self-assessment are provided in Appendix I. The 20
survey questions are listed aong with a chart summarizing the senior personnel’ s responses to each
guestion, the OIG independent findings relating to each question and staff comments on the
guestions. A summary of the most significant findingsis as follows:

Strategic Planning

The Commission’s Strategic Plan, Performance Plan and Performance Review documents do
acknowledge the importance of human capital. For example, the Strategic Plan contains the
statement that “The Commission recognizes that its human capital is its most valuable asset.”
However, these documents contain few specifics on aplan for future devel opment and utilization of
the Commission’s human capital. This shortcoming was noted by OPM’s Oversight Review of
January 2000:

ITC s strategic plan acknowledges that Commission employees are critical to mission
accomplishment. However, the agency has not yet developed goals, strategies and
measuresto insurethat it effectively uses its human resources while abiding by the merit
system principles.

2 Office of Inspector General
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Human Resour ces Organization

The Commission’ s human resources organization isamost completely reactive, and not proactivein
its human capital approach. It does not participate in the Commission’s strategic planning. The
recruitment processisrelied upon to identify the Commission’shuman capital needs. Although large
amounts of human capital dataare available in the personnel database, analysis and evaluation of the
datais very limited. Further, little or no effort has been made to identify “best practices’ in other
similar organizations that could be applied to the Commission’s human capital management.

Workforce Plan

The Commission lacks aworkforce plan that attempts to identify its future workforce requirements,
its current workforce capabilities and a strategy for filling any gaps between future requirements and
current capabilities.

Executive Succession Planning

Even though a potential tidal wave of retirements looms on the horizon, the Commission has done
very little succession planning. The Commission has not had an executive development program since
1994,

Recruitment And Hiring

The Commission lacksaformal recruiting and hiring plan or any discussion of recruiting and hiringin
other Commission wide strategic or human capital planning documents. Job announcements provide
the only explicit link between the Commission’ srecruiting effortsand the skill needsit hasidentified.

Employee Training And Development

Although the Strategic Plan does discuss the need for employee training, the Commission lacks a
formal training and professional development strategy. The Commission does not have Individual
Development Plansfor all employees. There are no indications that the Commission is making fact-
based determinations of the impact of its training and development programs and, where possible,
measuring the return on its investment

Wor kfor ce Deployment

Thereis some discussion in the Commission’ s strategic planning documents regarding its strategy for
effective and efficient deployment of its workforce to support organizational goals and objectives.
However, staff commentsindicate aless than optimum workforce distribution within the Commission.

3 Office of Inspector General
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Compensation

The Commission has given no formal consideration to the various opportunities for making
compensation packages more competitive, such as repayment of student loans and financing of
education while on the job. The specia pay rates recently approved for IT personnel offer
opportunities for modernizing the Commission’s workforce. Pay banding offers possibilities for
greater flexibility in compensation.

V. CONCLUSIONS
Based on our findings, we conclude the following:

1. The Commission’s strategic planning documents should provide a specific discussion of its
human capital and how it is being aligned with the Commission’ s shared vision and strategic
objectives. The Commission’s human resources organization should participate in devel oping
the strategic plan and should ensure that the plan incorporates the substance of itsworkforce
plan.

2. The Commission’s human resources organization should develop and annually update a
workforce plan that gives explicit consideration to:

Identification of future workforce requirements, current capabilities, and gaps that
need to be filled.

A recruiting and hiring strategy to fill identified workforce gaps.

Workforce deployment.

Executive succession plans.
Employee training and devel opment.
Employee compensation.

Employee performance incentives.
Employee and labor relations.
Workforce modernization.

AR PRHHAHP +

3. The Commission’s human resources organization should initiate a continuing program to
collect analyze and evaluate data on workforce trends.

4. The Commission’s human resources organization should periodically conduct benchmarking
analyses to compare the Commission’ s human capital programs and management with other
smilar, high-performing agencies.

4 Office of Inspector General
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1. Shared vision. Does the Commission have a clearly defined and well-communicated
“shared vision’- that is, amission, vision for the future, core values, goals and objectives, and
strategies by which the Commission has defined its direction and its expectations for itself and its
people?

Staff Responses to Question No. 1
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OIG Findings ...

The Commission’s Strategic Plan does contain a vision statement.

There are no indications that the Commission has developed its shared vison with the
involvement of clients and other stakeholders.

Other than posting the Strategic Plan on the Intranet, there are no indications that the
Commission has communicated and reinforced the relevance of its shared vision among all
employees.

A-1 Office of Inspector General
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Staff Comments on Question No. 1

>

>

Nothing isimparted by senior management. Moraleisvery low. Also, different expectationsfor
different offices.

The Commission needsto devote some thought to the likely nature of future requests, and fashion
programs and vehicles that enable it to meet these requests. This has to happen on a practical
level.

But more time could/should be committed to this function-particularly communication.

The Commission has made a considerable investment in the Strategic Plan (SP) and the SP
process. Our budgeting and T& A accounting has been aligned with the SP and the Commission
has made significant progress on many of the SP strategies. | feel that staff understands the
“vision,” but the agency has not moved in the direction of routinely instructing staff on SP
specifics.

While we have a clearly defined and communicated vision the degree to which it is“shared” is

open to question. | think our employees share the vision but it may only be amini-version based
on their work products or work area.

To the extent consistent with its bipartisan, non-policy-making function.

Thisisthe case even without the need of aformal ITC Strategic Plan which merely enforcesthe
well understood core valves.

The Commission needs more focus on employee development starting at grades 6-9.
Communication has improved between management and staff.

Mission, corevaluesareclear. Visionfor thefuture, goalsand objectives, and strategies not very
Clear.

Mission, vision, etc. does not adequately describe what wedo. Generdly itisfar too smple (asif
setting very low goals that are easy to mest).

Certainly the Commission has made strides toward a defined mission¥how successful its
communication has been is another issue.

| believe the mission is clearer than the means. The mission is very clear.

Commission hasa“shared vision” but it is not well-communicated and as a consequence factors
little into day-to-day operations.

| believe that this varies among offices.

A-2 Office of Inspector General
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2. Human capital focus. Hasthe Commission created acoherent human capital strategy-thet is,
a framework of human capital policies, programs, and practices specifically designed to steer the
Commission toward achieving its shared vision-and integrated this strategy with the Commission's
overall strategic planning?

Staff Responses to Question No. 2
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No Response NotAtAl  General lly Not Parttially ~ General lly Yes Definitely (or completely)

o

OIG Findings...

The Commission’s strategic plan and annua performance plan contain only superficia
discussion of its human capital strategies. Alternatively, some agencies have a separate
strategic human capital planning document.

It appears from the Commission’s strategic plan and annua performance plans that the
Commission does have an understanding that programmatic goals and strategies may create
gpecific human capital needs that must be addressed if desired outcomes are to be
accomplished.

However, in general across the Commission, supervisory accountability for human capital
issuesislacking. Human capital management does not appear to be a high priority and the
extent of complete involvement of line managers and employees a al levels in creating a
human capital focus varies by office.

The Commission has not taken any efforts to assess the agency’ s human capital management
inlight of its shared vision. Further, we have not seen any evidence of periodic reassessments
as part of a continuous effort to evaluate and improve its human capital systems. More
importantly, thereis aneed for established measures that provide meaningful data on the full
range of human capital policies and practices and how these practices promote mission
accomplishment.

We found no indication that the agency hasidentified best practices or benchmarked elements
of its human capital programs against high-performance organizations with similar missions
and identified the constraints and flexibilities available to it.

Finally, in our assessment of the personnel system we conclude the system has the capacity to
providerelevant and reliable data for fact-based decision making on human capitdl, if thisarea
is given more focus.

Staff Comments on Question No. 2

A-3 Office of Inspector General
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» |sthere any strategy?

» | detect potential for improvement for this area and question nos. 1 and 3 as the Agency
progresses in tying HR decisions to work productivity and activity figures.

» The Commission directs considerable attention and resources to developing staff and providing
the tools and environment for meeting the Commission’smission. Prioritiesinclude areas such as
formal staff training, domestic and foreign fieldwork, cross-office work experiences, upward
advancement, state-of-the-art IT tools, and an awards/recognition program.

» Our strategic plan recognizes the importance of our human capital but presents no clear overall
strategy for policies and practices to achieve the vision.

» You do not define “human capital policies, programs, and practices,” so | don’t know how to
answer this question.

» Training, travel, conferences/seminars, career devel opment courses, fieldwork, and the objective
of the “research program” all contribute in achieving the agency goals.

» We support training. My office develops goals, strategy, and vision with training an integra
component. But | am not aware of an overarching Commission strategy.

» Without question no. 1, then this can't really be better.
» Some offices are more attuned to this issue than others.

» Certain offices do, but | am not sure there is a consistent policy applied agency wide.

> | don't know.

A-4 Office of Inspector General
U.S. International Trade Commission
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3. Workforce planning. Doesthe Commission have an explicit workforce planning strategy,
linked to the Commission'’s strategic and program planning efforts, to identify its current and future
human capital needs, including the size of the workforce; its deployment across the organization; and
the knowledge, skills, and abilities needed for the Commission to pursue its shared vision?

Staff Responses to Question No. 3

14 13 13

10

No. of Responses
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No Response Not At All Generally Not Partially Generally Yes Definitely (or
completely)

Responses

OIG Findings...

The Commission’s strategic and annua performance plans do not contain a discussion of
workforce planning.

The Commission does not have a separate workforce planning document linked to the
Commission’s strategic and program planning.

The Commission does not presently obtain dataon aregular basisregarding such indicatorsas
distribution of employees by pay level, attrition rates, retirement rates and projected
retirement eligibility by pay level, and ratios of managers to employees.

The Commission relies mainly on the recruitment process, not an agency wide planning
process, to identify the roles and core competencies needed to support its goals and service
delivery strategies.

The Commission has not developed a knowledge and skills inventory that identifies current
and future skills requirements and gaps that need to be filled.

The Commission does not utilize benchmark comparisonswith other agenciesin such areasas
skills, education levels, and geographic and demographic trends.

A-5 Office of Inspector General
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Staff Comments on Question No. 3

>

>

| don’t even know that there are any such efforts.

Compound question.

The Commission needsto devote some thought to thelikely nature of future requests, and recruit
and train individual sto meet these requests. Thismay require organizational change and resource
reallocation within offices. It may aso require that some thought be devoted to means of
retaining people with the right KSAs.

Within offices-less known about offices other than own or interactions between offices.

The Commission annually considers staffing levels and allocation based on past experience and
anticipated workload and goal's; and office managers are aware of the KSAsrequired to achieve
the work of the Commission.

What do you mean by explicit? The budget, etc. identify some of these factors clearly; othersare
clearly stated by managers in the course of the planning process. Do you mean that all must be
written down in one place? If the later, the answer is ‘partidly’, if the former, definitely yes.

KSA’s| believe are clear; existing and future resource needs tend to get caught up in short-term
budget issues that hamper pursuit of agency goals.

| have not seen or heard of any such strategy.
| don’t know.

| believe that human capital is very poorly deployed across the organization. Too many people
poorly distributed so that some organizational units are under staffed.

Ad hoc-no overall policy or guidance.

No-one has let me know if it does.

A-6 Office of Inspector General
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4. Integrating the “HR” function. Does the Commission rely on its “personnel” or “HR”
professionals-more appropriately called human capital professionals-to (1) contribute ahuman capital
perspective to the Commission's broader strategic planning process; (2) provide integrated mission
support, participate as partners with line managers, and reach out to other organizational functions
and components through facilitation, coordination, and counseling; and (3) lead or assist in the
Commission’s workforce planning efforts and in developing, implementing, and assessing human
capital policies and practices that will help the Commission achieve its shared vision?

Staff Responses to Question No. 4
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completely)
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OIG Findings...

Thereisno evidence that the agency’ s human capital professionals are meaningfully involved
in developing the agency’ s shared vision or in aligning the agency’ s human capital strategies
with its strategic and program planning.

There is no evidence that the agency’ s human capital function has been defined to include a
meaningful role in developing, implementing, and assessing the agency’s human capital
strategies.

There is evidence that the Commission’s human capital professionals are prepared—i.e.,
through academic training, professiona certification, or professional development
opportunities—to fill the consulting role and to reach out to other organizationa functions
and components through facilitation, coordination, and counseling.

Thereisevidence that the Commission’ s human capita function effectively leverages externd
sources of human capital expertise as needed (e.g. DOI and OPM).

A-7 Office of Inspector General
U.S. International Trade Commission



Appendix | - Self Assessment of the Commission’s Human Capital Ol G-IR-01-01

Staff Comments on Question No. 4

vV VvV YV YV V VYV V

vV V VYV YV V¥V

No planning-no human capital policies.

The Personnel staff are more reactionary than they are planners.

| do not know.

Compound question. Commission “relies’ but do HR professional's succeed?
I’ ve seen recent improvement in this area.

But HR issmall.

| work closely with Personnel on day-to-day needs including training, awards, employee
assistance, recruitment, and “problem” employees. Long term workforce planning has not been a
significant focus of our work with Personnel.

Personnel can be helpful in specific instances but are not in anyway proactivein their relationship
with staff.

| don’'t know what role “HR” professionals have in strategic planning as I’m not on that
committee. What do you mean by “participate as partners with line managers.” Since you
haven't said what a human capital policy is, | don’t know that the last option means either.

Very strong and involved in (2). Unaware of efforts regarding (1) and (3).

Tend to use personnel office to ensure recruitment and evaluation criteria are met.
| don’t know.

For more senior level positions, Personnel is used most productively in this regard.

The HR personnel are excellent, but their serviceisfocused on implementation of HR situations
and policies, not planning.

A-8 Office of Inspector General
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5. Defining leader ship. Has the Commission defined the kind of leaders it wants (i. e., their
roles, responsibilities, attributes, and competencies) and the broad performance expectationsit hasfor
themin light of the Commission's shared vison?

Staff Responses to Question No. 5

20 18

15

No. of Responses

8 6
6
4 2 1 2
2 |_| |_|
0 T [ 1 T T T T
No Response Not At All Generally Not Partially Generally Yes Definitely (or

completely)

Responses

OIG Findings...

The Chairman has recently requested SES personnel to submit work plans for themselves.

Elements and Standards in individual performance plans are used to align leader's
performance expectations with the Commission’s shared vision.

There are no articulated leadership standards other than SES core competencies that the
Commission uses in making hiring and executive development decisions.

The Commission does not make use of benchmarks for executive-level performance
management at organizations with similar missions and circumstances.

A-9 Office of Inspector General
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Staff Comments on Question No. 5

>

>

>

No planning here.
“Somewhat” would be a more descriptive term in this instance.
Compound. Position descriptions etc. , but that is not what you are looking for isit?

Only inthe context of position descriptions and position announcements on a position-by-position
basis.

The Commission does have opinions on the type of leadersit wants, and has clearly demonstrated
this on severa recent senior level recruitments. However, | am not aware of this being
formalized.

To the extent it can be discerned from the goals and objectives set forth in the strategic plan.
| sense we areto make it up as we go along, and get along.

It's clear that the Commission wants overly active (i.e. lots of review) for many areas but not
clear on others.

The expectations change as the composition of the Commission changes and the Chairmanship
rotates.

Other than by the actual selection of these individuals for leadership positions.

Not to my knowledge, but | don’t know what the Commissioners or senior staff think.

A-10 Office of Inspector General
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6. Teamwor k and communications. Do senior leaders pursue an explicit strategy to promote
teamwork, communicate the Commission's shared vision in clear and consistent termsto all levels of
the organization, and receive feedback from employees?

Staff Responses to Question No. 6

25
20

20 1

15 1
10 10
10 A

No. of Responses

51 1 3

No Response Not At All Generally Not Partially Generally Yes Definitely (or
completely)

Responses

OIG Findings...

Teamwork is promoted by the nature of the Commission’ stasks, which involve multi-faceted
investigations requiring assistance from severa different offices.

Monthly staff meetings also promote teamwork to a limited extent.

Employee Suggestion Program promotes feedback from employees

Office of Personnel does not interview exiting employees.

Thereis no internal marketing program to promote the Commission’s shared vision.

A Recent OPM survey of the Commission provided results of focus groups/employee surveys.

A-11 Office of Inspector General
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Staff Comments on Question No. 6

vV VvV VY YV V¥V

Senior leaders do not lead-in fact, senior leaders do little work!
Depends on manager, some are much better than others.

No across office lines.

Compound.

| believe senior managers are receptive to feedback. More effort should be put into sharing senior
managements’ vision.

But more top level interaction with employees could increase a top to bottom commitment.

» Almost al Commission investigative work involves multi-person investigative teams and

considerable attention is devoted to ensuring the smooth operation of these teams. | receive
frequent feedback from employees on team successes and failures and address problems as
appropriate. Careis aso taken when teams are constructed so as to ensure success.

Senior managers tend to work well together but we still think along the line of “office” needs
rather than Commission “vision.”

Within our office, generally yes; outside our office, in some divisionsthe answer isgeneraly yes,
in others generally not.

Thisoccursin OP/I1D through levels of experience/training in project coordination and leadership
responsibilities; team meetings, post-project assessment memos, and one-to-one feedback and
discussion on specific assignments.

| don’t sense ageneral strategy-but thereisatendency to emphasize the need for, and benefits of
teamwork. In my unit we implemented a strategic planning effort, we meet to discuss our goals
and objectives, and develop a shared vision. Staff seem very skeptical-partly because they
weren't involved in past efforts and partly because no one elseis doing it.

Mostly are problem solvers rather than planners; cannot prevent problems from occurring.

| believe most of them try-with varying results.

A-12 Office of Inspector General
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7. Ensuring continuity. Does the Commission take steps to ensure reasonable continuity of
leadership through executive succession planning?

Staff Responses to Question No. 7

15
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No. of Responses
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No Response Not At All Generally Not Partially Generally Yes Definitely (or
completely)

Responses

OIG Findings...

The Commission has no formal succession plan.
Recent Office of Personnel retirement survey applies to succession planning.

The Commission has had no executive development program since 1994. However, the
Commission may be too small for such a program.

Technical competenciesfor SES positions represent selection criteriafor executive candidates
that are specificaly linked to the agency’s shared vision and the competencies and broad
expectations it has for its leaders

The Commission is gathering information about once a year on an ad hoc basis on attrition
rates, retirement eligibility and retirement rates of its executives.

The Commission does not gather statistics on the percentage of leaders brought in through
external recruitment or promoted internally. These statistics may not be needed for such a
small organization.

A-13 Office of Inspector General
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Staff Comments on Question No. 7

>

>
>
>
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Nothing is done for GS-15 managers-absolutely nothing-everything on favoritism.
Training for rising managers acting in absence.
But could be probably be more formalized and thus more efficient.

While the Commission no longer has aformal executive training program, there are significant
opportunities for non-executive staff to lead major projects, act in managerial roles, and receive
management training.

The Commission-i.e. the Commissioners -don’t do this.

| see no real human resource program for employees to network with EEO, Personnel or
management which would provide avenues of challenge for staff promotions.

| think Commission staff/leadership has an informal process-which may be perceived as, and
indeed may be-favoritism. | see no broad based management /leadership training effortsin place
which would help develop a broader pool of talent. This can be expensive-but worth it. Also,
technical expertise and loyalty appears to be valued over management and leadership skills.

Executive development has been al but eliminated from within.

Not to my knowledge, but | might not be privy to this.

A-14 Office of Inspector General
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8.

Recruiting and hiring. Does the Commission have arecruiting and hiring strategy that is

targeted to fill short and long-term human capital needs and, specificaly, to fill gaps identified
through its workforce planning efforts?

Staff Responses to Questions No. 8
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No Response Not At All Generally Not Partially Generally Yes Definitely (or
completely)

No. of Responses
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Responses

OIG Findings...

The Commission has no formal recruiting and hiring plan or any discussion of recruiting and
hiring in other agency wide strategic or human capital planning documents.

Job announcements provide the only explicit link between the Commission’ srecruiting efforts
and the skill needs it has identified.

The Commission does have arecruiting program with involvement and participation of senior
leaders and line managers. Example is current trip to New Orleans seeking Economics
candidates.

Managers indicate that recruits are of sufficient quality, but that the hiring process takes too
long.

The Office of Personnel is currently compiling statistics on the average time taken to recruit
and hire.

Commission leaders are actively overseeing recruiting and hiring programsto ensurefair and
unbiased hiring. The Commission is gathering demographic statistics on the agency’s
diversity profile over time.

A-15 Office of Inspector General
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Staff Comments on Question No. 8

vV VvV VY YV V¥V

No-no planning.

Depends on Office.

Compound.

But could sharpen even further mechanisms to accomplish strategy.

Each Office manager is provided some flexibility in how they use vacant dots, depending on
future needs. All recruitment requests must ultimately be approved by the Chairman.

| think it has a recruit and hiring strategy. | don't know if it fills gaps identified through
workforce planning efforts because | don’t know what you mean by that. Specific officesdo this.
The Commission wide process is basically a matter of placing arbitrary hiring freezes in place
without regard to capital needs.

Y es, but workforce planning is frustrated by bureaucratic delays in some instances.

| am not familiar with recruit/hire strategy in most other offices. This gets tied into budget
process too.

Individual units may[Dut | generally haven't seen a broad based e ffort. In my unit we use the
developing strategic plan an assessment of human capital gapsin the context of that plan to make
recruitment decisions.

Again smply areaction to vacancies-have serious concerns about 10ss of in-house expertise that
will berea impossibleto recruit for given current shortcomings in agency/government personnel
constraints.

It had a successful strategy for sunset. It is more difficult to do that through less predictable
peaks and valleys.

| see no rea human resource program for employees to network with EEO, Personnel or
management that would provide avenues as challenge for staff promotion.
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9. Training and professional development. Does the Commission make appropriate
investmentsin education, training, and other devel opmental opportunitiesto help its employeesbuild
the competencies needed to achieve the Commission's shared vision?

Staff Responses to Question No. 9
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OIG Findings...

Although the Strategic Plan does discuss the need for employee training, the Commission
lacks aformal training and professional development strategy .

The Commission does not have Individua Development Plans for al employees.

The Commission has adequate opportunitiesfor career advancement, an equitable promotion
system, and career ladders that take into account the agency’s technica and
supervisory/manageria needs.

Presently, there is no explicit link between the agency’ s training offerings and curricula and
the competencies identified by the agency for mission accomplishment.

There are no indications that the Commission is making fact-based determinations of the
impact of itstraining and devel opment programs and, where possible, measuring the return on
its investment.

There is evidence that employees are encouraged to identify and take advantage of training
and professional development activities and that the avallable training is relevant and
professionaly rewarding.

Budget documents indicate the percentage of the Commission’s operating budget spent on
training, but there are no benchmark comparisons being made with other, similar agencies.
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Staff Comments on Question No. 9

» Nothing for GS-15 managers-no programs, policies etc. for investmentsin skillsunlessyou area
favorite of a senior manager.

» Training resources for OIS have not been a problem. Correlation to shared vision is sorely
lacking.

» But could use more training funds.

» Asnoted above, the Commission devotes significant attention to employee devel opment through
formal training, domestic and foreign fieldwork, cross-office work experiences, and details to
USTR. Another important training technique is the assignment of junior staff to investigative
teams for OJT with an experienced project leader.

» We'rewilling to put up the money, but have no particular guidance to managers on how it can be
best used to achieve a shared vision.

» Done on an office-by-office basis.
> Based on experience in my office.

» Traningisgeneraly viewed favorably, but isunder funded and often, though not always, abit ad
hoc.

» Again thisvaries by office and manager.
» Not focused on pressing agency needs and constrained by budget process.

» But there are some glaring gaps.
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10.  Workforce deployment. Isthe deployment of the Commission's workforce appropriate to
mission accomplishment and keyed to efficient, effective, and economic operations?

Staff Responses to Question No. 10
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OIG Findings...

There is no discussion of workforce deployment in the agency’s workforce plan or other
strategic planning documents, with decisions based on ensuring that the workforce is
deployed appropriately to support organizational goals and strategies.

The budget process gives consideration to human capital management issues relating to the
use of contractors, including whether the agency has the expertise available to manage the
cost and ensure the quality of activities that have been outsourced.

There are indications that the Commission makes flexible use of its workforce, putting the
right employeesin theright roles according to their skills, relying on staff drawn from various
organizational components and functions, and using “just-in-time” or “virtual” teamsto focus
the right talent on specific tasks. A recent example is Sunset Reviews.
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Staff Comments on Question No. 10
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Offices DO NOT work together. Senior management does not lead.
Some offices have excess capacity.

Some employees and work groups are overworked and stressed out while others havelittle to do.
ID isan example.

There is room for improvement.
Compound.

But not as the result of acomprehensive master-plan; thisisthe result of the individua efforts of
individua managers.

The alocation of the workforce generally seems appropriate; plus a significant portion of
Commission staff are flexible in that they can perform in multiple capacities-as commodity
analyst, economigt, or investigator. This flexibility permits the Commission to move people as
needed to deal with temporary workload shifts such as the transition sunset reviews.

|’ ve seen a recent tension between offices that, if |eft untreated, can hinder our effectiveness.

Greater flexibility and commitment by managers to recognize the need for shifts of resources
would contribute to this objective.

Whilel say generally yesiwe get the job done, and well, I’'m not sure if we are as productive as
possible. All workforceresourcesare essentially controlled by Director of Administration. Front-
line office Directors have little flexibility in the use of these resources—incentives (i.e. access to
resources) favor filling existing positions if allowed, otherwise one has to convince a skeptical
Director of Administration who often is unfamiliar with specific office requirements, regarding
alternative use of resources.

| believe that human capital is very poorly deployed across the organization. Too many people
poorly distributed so that some organizational units are under staffed.

Deployment depends a good deal on the predisposition of the Chairman and varies over time.

Very good in someinstances; very poor in others. One mgor problem isthat you cannot fire the
people you need to fire.

Resources are not always committed to priority needs and seriousinertiato bringing resourcesto
bear on changing requirements.
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11. Compensation. Does the Commission’s compensation system help it attract, motivate,
retain, and reward the people it needs to pursue its shared vision?

Staff Responses to Question No. 11
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OIG Findings...

There are indications that the Commission has examined its compensation system and
consdered changes in light of its human capital needs, including skills-based compensation,
and identified relevant constraints and flexibilities. At present the Commission has seen no
need for change.

The special pay ratesrecently approved for I T personnel offer opportunitiesfor modernizing
the Commission’ s workforce.

Pay banding could offer more compensation flexibility, if approved by Congress.

The Commission has given no consideration to the various opportunities for making
compensation packages more competitive, such as repayment of student loans and financing
of education while on the job.

The Commission has sought no feedback from recruitsto whom hiring offers have been made.
The Commission has not sought information from employee surveys or focus groups.

The Commission does make use of quality step increases, bonuses and spot awards.

The Commission does not make benchmark comparisons of its compensation system with
other organizations and does not make use of information from Bureau of Labor Statistics
Occupational Outlook Handbook on average sdary and projected demand for given
occupations.
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Staff Comments on Question No. 11
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Asagenerd rule the best workers stay only a short time at the Commission, mediocre workers
are the ones who remain.

Need for GS-14'sin Office of Industries-Economist DO NOT work with Industries-Investigators
do not work with analysts.

Depends on occupation. Lawyers and PhD Economists generally paid below market wages.
Thisisafactor over which the agency has little control as a Federa facility.

The Commission does not in my experience have a problem attracting the right talent, but it
motivates, retains, and rewards individuals poorly.

But excellent employees can quickly top-out; can then be difficult to retain.

Weare ableto hiretop quality entry level analysts. Further, it ispossibleto promote good staff at
afairly quick rate. However, we have had significant turnover of anaysts, with staff generally
able to find higher paid positions within and outside of the Government.

| think we can still attract, especidly at an entry level. Retention and higher level placementsare
aproblem.

There are likely more innovative ways of ensuring this.

Answering from my office perspective-thisis afederal government problem-not a HR problem
per se with lawyer and executive compensation.

Our salaries and grade structure make it increasingly difficult to recruit and retain people in our
highly competitive field. | often emphasize other factors, and request above minimum step
appointments.

Sdary levels are below current rates for existing skill levels now extant. Generally for non-
supervisory position should be higher.

It depends very much on the position. While ITC is relatively generous in government terms,
government salaries are not competitive for certain positions.
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12. Employee-friendly workplace. Does the Commission provide the flexibilities, facilities,
services, and work/life programsto help it compete for talent and enhance employee satisfaction and
commitment to the Commission and its shared vision?

Staff Responses to Question No. 12
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OIG Findings...

The commission does make efforts to promote a more flexible workforce, including
consideration of flexible work schedules (i.e., part-time work arrangements and flex-time),
flexiplace, and business-casual dress. The Commission does not promote job sharing.

The Commission does make available career counseling and devel opment services.
The Commission provides parking and mass transit subsidies to its employees.
The Commission does make use of benchmarking data on these practices from high-

performing public and private sector organizations with comparable missions and
circumstances.

A-23 Office of Inspector General
U.S. International Trade Commission



Appendix | - Self Assessment of the Commission’s Human Capital Ol G-IR-01-01

Staff Comment on Question No. 12
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None of this-no one cares.

To the extent that its budget and space allow both of which are limited.
Compound.

But could use aflex work place program.

The Commission offers training and travel opportunities, work on a wide range of projects,
leadership opportunities, outside assignments, exposure at al levels of operation, rapid
advancement within ajob series, nice office facilities, and state-of-the-art I T tools.

When needs devel op, the Commission isresponsive but not particularly proactive in anticipating
needs.

The trend over the years has been to make time keeping and leave use more and more
bureaucratic. The impetus for this approach has come from the IG’s office and the Office of
Administration. The trend, however, deprives us of one our few advantages over a private law
firm environment.

This area has improved due to Commission Chairmanship changes over the last 5 years.

Generdly yes-one of the non pay and grade factors | emphasize. | do think the Commission
should move more aggressively to more work at home and mobile computing environments.

Among government agenciesit would get fairly high marks. That islessclear with regard to the
private sector.

Within constraints of size (e.g. day care), location (parking expense); government regulations
(sodas, parties, etc.).
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13.

Performance management. Isthe Commission's performance management system designed

to improve individual and team performance and to steer the workforce toward embodying and
effectively pursuing the Commission's shared vision?

Staff Responses to Question No. 13
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OIG Findings...

USITC Directive 4202, Performance Management System, provides adescription of the design and intent of
the Commission’ s performance management system, with explicit emphasis on performance improvement
and on linking individual and team performance to the agency’s shared vision.

The Commission’ s Performance Management System takes account of varied performance considerations,
such asclient demands, resource limits, technology use, and levd of effort; and explicit performance-based
rewards and consequences

The Commission’ s Performance M anagement System describes how employees’ performance expectations
areto be aligned with the competencies and performance level s needed to support the agency’ smission, goas
and objectives, and strategies,

The Commission’ s Performance Management System isintended to establish valid, reliable, results-oriented
measures of individual and group performance

The Commission’s Performance Management System is intended to provide ratings and feedback that
meaningfully differentiate among performers and provide the basis for effective performance incentives.

Although very few non-performers have been formally identified within the Commission, there are
indicationsthat non-performersare held accountable. Commission |eaders support managers and supervisors
who give employees frank and constructive feedback on their performance—including, to the extent
appropriate, their performance relative to that of their peer group— and take performance actions where

appropriate.

A recent OPM review of ITC personnel has provided an analysis of employee performance ratings data
(mean, mode and standard deviation).

The Commission receives anecdotal feedback from managers and staff on the meaningfulness and
effectiveness of the performance management system and its return on investment.
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Staff Comments on Question No. 13
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By the way, what is the vision?
A pay band system would probably work well given the nature of our work.
Compound “designed” but does it work?

Office Directors should make greater effort to articulate the goals and standards of offices, and
hold line managers to them.

> Still some reality gap between civil service “rules’ and performance management.

Performance plans and criteria are not related to strategic plans.

The performance management system is tailored to the Commission’s needs and does steer
workforce in right direction. In general, however, I’'m not convinced that annual performance
systems are strong tools.

Government performance management systems are generadly ineffective in motivating
individual/team performance.

Again-problems stem from federa government system, which makes it much more difficult to
terminate poor performers and limits rewards to high performers.

Too many outstanding performance reviews make meaningful performance assessment difficult-
outstanding suggests no room for improvement. In my review (not outstanding) | received little,
if any, input asto how to improve-no discussion of strengths or weaknesses. Just nicejob, keep it
up. Well, gee, thanks.

Very inconsistent in awards and such.
The performance management system isfairly uselessand applied varioudy by the various offices.

I’m sure it was designed to, but | think the RIFs discredited it.
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14. Performance incentives. Are meaningful performance incentives in place to support the
Commission's performance management system?

Staff Responses to Question No. 14
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OIG Findings ...

To some extent, incentives are clearly and meaningfully linked to the performance
management system and incentives are results-oriented, client-based, realistic, and subject to
balanced measures that reveal the multiple dimensions of performance.

The Commission receives anecdotal feedback from managers and employees on the equity,
adequacy, and effectiveness of the agency’ s performance incentives system.

The Commission collects dataon itsinvestmentsin bonuses, spot awards, and other tangible
incentives over time.

The Commission does not conduct benchmarking against high-performance organizations
with similar missions and circumstances.
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Staff Comments on Question No. 14
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Not enough rewards for the very best workers at the GS-13 level and below; mediocrity is
rewarded, not consistently high achievement.

Performance incentives are non-existent.

Too often, awards and advancement are not tied directly to performance but are smply “ split up”
among al members of an office using some arbitrary criteria, such assdary level, yearsin service,
etc.

The performance award system is at least as generous, in most instances better, than other
agencies with, which | am familiar.

There are too few ways to reward exceptiona performance.
Reward system is excellent.

There is amonetary award system in place that is geared to performance level, but the award
levels may not be sufficient to act as a meaningful incentive. Promotions and assignments are
somewhat dependent on performance levels.

We are very generous with awards but | question whether they are viewed as “incentives’ for
improved performance or just an additional form of deserved compensation.

The vast majority expect a piece of the pie. In the other agencies | worked at far lower
percentage of employees received recognition-since it was rare it was far more meaningful.

Evaluation inflation is too strong.

There are meaningful incentives-l don't necessarily see them as supporting the overal
performance management system.

There are limits on incentives government can offer. ITC does well within that context.

Within budget limits and government regulations.
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15.  Continuouslearning and improvement. Does the Commission encourage and motivate
employees to contribute to continuous learning and improvement?

Staff Responses to Question No. 15
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OIG Findings...

The Commission does have an active knowledge management effort featuring programs and
toolsfor sharing information and creating institutional knowledge that can be readily retrieved
by or disseminated to staff.

The Commission provides ongoing opportunities, such as the employee suggestion program,
for employees to contribute their views on the agency’s shared vison and strategies for
achieving it, including innovative ideas and process improvements.

The Commission does not obtain feedback from employees on their perceptions of the
organization’'s learning environment.

The Commission does not make any effort to identify best practices in continuous learning
and knowledge management among organizations with comparable missions and service
requirements.
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Staff Comments on Question No. 15
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The Commission directs considerable attention and resources to devel oping staff and providing
the tools and environment for meeting the Commission’smission. Prioritiesinclude areas such as
formal staff training, domestic and foreign fieldwork, cross-office work experiences, upward
advancement, state-of-the-art IT tools, and an awards/recognition program.

While the Commission no longer has a formal executive training problem, there are significant
opportunities for non-executive staff to lead major projects, act in managerial roles, and receive
management training.

As noted above, the Commission devotes significant attention to employee devel opment through
formal training, domestic and foreign fieldwork, cross-office work experiences, and details to
USTR. Another important training technique is the assignment of junior staff to investigative
teams for OJT with an experienced project leader.

The Commission offers training and travel opportunities, work on a wide range of projects,
leadership opportunities, outside assignments, exposure at all levels of operation, rapid
advancement within ajob series, nice office facilities, and state-of-the-art I T tools.

No need for knowledge here-so why improve?

But sometimes employees expect “rewards’ which may not be forthcoming-can create amorale
problem.

| don’t see any evidence that the Commission considers this a priority item.

How can we improve we are already outstanding-or we don’t get a clear list of strengths and
weaknesses in our review. However, we do support training, if ad hoc.

Asan overal policy.

Within given budget constraint, training is actively encouraged and for many (especialy new
employees) required.
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16. M anager sand supervisors. Are managers and supervisors expected, prepared, and trained
to help steer the workforce toward the pursuit of the Commission's shared vision?

Staff Responses to Question No. 16
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OIG Findings...

Thereareindicationsthat selections, promotions, and performance evaluations are based to a
significant extent on the human capital competencies needed to support the agency’ s shared
vision.

The Commission makes available and requirestraining in legal responsibilities of supervisors
and “people skills,” such as employee motivation and conflict avoidance and resolution.

Based on recent OPM survey, the Commission has received feedback from employees on the
extent to which managers and supervisors show |leadership in support of the Commission’s
shared vision and in motivating and enabling all employees to pursue it.

The Commission does not employ 360-degree appraisals of its managers and supervisors.
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Staff Comments on Question No. 16
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What isthe vision?

| am told by staff that extreme rivalry and competitiveness exists (e.g. Division v. Division) and
they are discouraged from assisting across organizationa lines.

Compound.
There are individual managers who do this, but generally not.

Objectivity, timeliness, continuous devel opment of trade expertise, and responsivenessto USTR
and Congress are qudlitiesthat are constantly emphasi zed by managers and supervisors. They are
along standing part of Commission culture. But, as noted above, the agency has not moved in
the direction of routinely instructing staff on SP specifics.

Thisisafunction of individua managers.

| do not have enough familiarity with managersin many offices in the Commission to answer on
an agency-wide basis.

Managers could use additional training in the area of EEO policies and some people personal
skills. We still need help in this area.

Management, while generaly effective, seems based on personality or authority of the position-as
opposed to a thoughtful set of leadership skills. | don’t see evidence of much preparation or
training-though | see expectations.

| believe we are constantly making studies toward this direction.

Focus is more on finite goals as opposed to guiding “vision.”
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17. Job processes, tools, and mission support. Arejob processes, tools, and mission support
structures tailored to help employees effectively, economically, and efficiently pursue their work?

Staff Responses to Question No. 17
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OIG Findings...

In general, decisionsinvolving new core business processes, strategies, and tools have been
designed to support quality, productivity, and accountability.

The Commission has not considered aternative approaches and tools drawn from “best
practice” organizations with similar missions.

Performance ratings and testimonial evidence indicate that employees generally believe that
their job processes and tools effectively support their efforts.

The Commission hasin place mission support structures and strategies that are based on input
from managers and staff both in mission and mission support roles and that recognize the
contributions of all agency employeesin building the value of the organization to its clients.
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Staff Comments on Question No. 17
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Poor senior management leads to poor work processes.
Compound.

Inter-office rivalries are usually effectively dealt with.

There are individual managers who do this, but generally not.

There are numerous support systems for employees, including immediate supervisors, senior
anadysts, OJT asjunior team members, process manuals, on-lineaidsof all types, and state-of-the-
art I'T systems.

When necessary we can pull together the processes, tools, etc. to meet project demands but we
don’'t seem to plan for this.

The OP data manager makes a significant contribution to 1D probable effects studies and the
Dataweb significantly contributes, as well as initiatives by others.

Question is awfully broad and rather vague-hard to respond to this.

Concerned about amount of “re-work” due to poor planning/oversight, aswell aslate receipt of
information and other factors beyond contral.

| think this varies widely from office to office.
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18. I nformation Technology. Areemployees making the best use of information technology to
perform their work and to gather and share knowledge?

Staff Responses to Question No. 18
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OIG Findings...

The Commission hasan IT plan which attemptsto align itsinformation technology programs
with its mission, goals, and strategies.

The Commission does receive feedback from employees as to whether they have the
opportunity, incentives, support, and training to make the appropriate use of technology to do
their work and to acquire and share knowledge.

The Commission does not collect and analyze data on the agency’ s investments—financial
and human—in information technology over time and the return on these investmentsin terms
of economy, efficiency, and service ddlivery.

The Commission does not perform benchmarking against organi zations with similar missions
and service requirements.
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Staff Comments on Question No. 18

>
>
>
>
>
>

Actudly, we do well here!

IT isbeing used-is best use achieved? | don’t know.

Current employees are making great strides in this area.

But could use an in-house “users’ club/meetings to share knowledge.
There are individual managers who do this, but generally not.

Commission researchers make extensive use of I'T systems, thought skill levelsvary. IT systems
used in PE studies represent major advances. One areawhere I T advances are needed isin the
administrative area, and | believework hasbeguninthisarea. Inparticular, the T& A systemisin
need of improvement, both on input and output sides.

Hardtotell. 1T isbeing provided and being used but, from my viewpoint, it'sunclear that we're
getting “ best use.”

Answering from my office perspective. Certainly there is room for improvement here, but
employees in the office are making good use of IT resources to do their work and share
information in the office.

My sense is the Commission has invested only spottily in this area. Most employees are not
aware of how IT, and/or new developmentsin IT, can help them on the job. Many Commission
employees have been here for along time and are not very aware of alternativesinthe IT area-
only what they see here at work. They generally use what's here well-but they don’'t have a
particularly effective environment.

They certainly have the equipment to do so.

The extent to which IT can increase efficiency varies by office. Generally ITC has been
progressive in acquiring technology, poor in implementing its use in some circumstances.

If anything, ITC is ahead of the government generally in employing technology.

A-36 Office of Inspector General
U.S. International Trade Commission



Appendix | - Self Assessment of the Commission’s Human Capital Ol G-IR-01-01

19.

Inclusiveness. Doesthe Commission maintain an environment characterized by inclusiveness

and avariety of stylesand personal backgrounds and that is responsive to the needs of diverse groups
of employees?

Staff Responses to Question No. 19
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OIG Findings...

The Commission does have awritten affirmative action policy or discussion of inclusiveness
in the agency’ s human capital plan or other documents.

The Commission does provide training for staff in team building and conflict avoidance and
resolution.

The recent OPM survey has provided employee feedback on the acceptance and
encouragement of diverse styles and personal backgrounds in the workplace, as well as on
perceptions of unequal treatment.

The Commission does compile statistics on grievances and EEO complaints and findings over
time.

The Commission does have in place an aternative dispute resolution (ADR) program that
draws upon internally or externally based ombudsmen, mediators or other trained neutralsto
help resolve workplace conflicts and lessen the incidence of formal cases, i.e., grievances,
discrimination complaints, and appeals to ad judicatory agencies of new cases and the time
needed to resolve them.
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Staff Comments on Question No. 19

» Except, much is done on favoritism-no office meetings so work is handed out to favorites of
senior managers.

» Thisisan areathat can be improved.
> We have established a diverse workforce and strive for inclusiveness.

» Commission tries to provide such an environment, but our success in achieving it is no doubt
viewed differently according to the “group” you happen to bein.

» Although non-professional s desire greater chance for advancement/professiona development; and
some professionals do not feel their contributions are actively sought/desired.
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20. Employeeand labor relations. Arereations between the Commission'sworkforceand its
management grounded in amutual effort to achieve the Commission's shared vison?

Staff Responses to Question No. 20
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OIG Findings...

The Commission does receive feedback from employees through Union representatives on
their commitment to the agency’s shared vision and their views of management’ s efforts at
communication and coordination.

The Commission does have a collective bargaining agreement that facilitates feedback from
managers, union representatives, and other employees on the extent to which they agree on
the agency’ s shared vision and the means of achieving it, and the extent to which they work
together to resolve problems and conflicts fairly and effectively.
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Staff Comments on Question No. 20

| think good relations between union and management.
But workforce could benefit from additional interactive sessions with management.
But there are also exceptions based on individual attitudes.

When it comes to substantive issues, | would say definitely; on workplace issues less so.

vV VvV VYV YV V¥V

There is a general desire/commitment to do one’s best and make a serious contribution to the
work of the agency-but thereisadisconnect in how these might contribute to furthering a* shared
vision,” or even recognizing that one exists.

» | think there have been attempts at improvement lately, but there' salot of lingering distrust and
ill will to work past.
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NP STEA B T R PR N CHONIN e

February 6, 2001

To: Acting Inspector General

. [}
From:  Director, Office of Personnel m 9 A‘I’LW%

Subject: Comments on Draft Inspection Report OIG-IR-01-01, Self Assessment of the
Commission’s Capital

Thank you for the opportunity to comment on Draft Inspection Report OIG-IR-
01-01, Self-Assessment of the Commission’s Human Capital.

My principal observation on the report is that it mirrors, in its fundamental
finding, the review conducted by the Office of Personnel Management last year. Like
the IG report, that report concluded that the agency should move toward strategic
planning for human resources, noting that the agency has not yet developed goals,
strategies and measures for human resources management (HRM). In response to that
report the Director of Administration and I committed to working with the Strategic
Planning Committee to define and integrate HRM goals, strategies, and measures into
the 2001 revision of the agency plan, a process that is just getting underway.
Additionally, because HR has never had representation on the agency strategic planning
body, I have asked the Chairman to appoint me to that group. It is my understanding
that he intends to do so.

I mention these initiatives to underscore and emphasize what I think the IG report
does not—the criticality of agency strategic planning to the development of strategic
human capital planning and management. I think that the conclusion section of the IG
report demonstrates this rather pointedly. With no particular emphasis, strategic
planning is addressed as the last conclusion and it does not contain the vital
observations from the findings in the body of the report about shortcomings in the
current strategic planning process and lack of management focus on human resource
issues. Consequently, decision makers reading this report, and who rely heavily on
summary findings, may well completely miss what is probably the most important
message that could be put before them: unless the Commission and senior executives
take responsibility and ownership of strategic planning, including human resources



strategic planning, the so-called human capital focus will never flourish and contribute
significantly to management rationalization as envisioned in GPRA. Unfortunately, I
feel that the manner and emphasis of the IG report will not engage the attention of those
who must be reached.

Equally unfortunate, is that the other conclusions of the report reinforce the
current agency attitude that human resources issues are the sole province and
responsibility of the “human resources organization.” Whether intended or not, the
impression is left that the only organization with human capital responsibility and
assignments is the Office of Personnel. However, effective human capital and
workforce planning requires significant involvement of others, particularly managers
and senior executives who must as a first step set its strategic direction, including
responsibility for leading the effort and assigning resources to it. Importantly the
Chairman should be aware of this before he commits to any plan of action.

Finally, with regard to the report’s conclusions, although the first one regarding
workforce planning does not address the timing for developing a plan, one gets the
impression that perhaps the Office of Personnel would be expected to bang out a plan
in short order and begin annual updates. This is unrealistic in the extreme. Personnel
has neither the staff nor the expertise to do what seems to be contemplated in the report.
If the Commission sets as a strategic goal the development of a strategic human
resources plan, with a subset workforce plan, it will have to commit significant in-
house and contract resources to the effort. Government agencies that have made
progress in this area, including the GAO, have typically followed this path.
Interestingly, after a number of years of involvement in this area, GAO still does not
have a strategic human capital plan as far as I can determine.

In conclusion, a few miscellanecous comments: I am disappointed that the report
provided little context for the increasing and widespread concern throughout
government regarding so-called human capital issues. The recently issued GAO
document Major Management Challenges and Program Risks provides very succinctly
the historical setting for the current state of human resources management and the lack
of attention to strategic human capital management governmentwide. Context is
important from my perspective in that to the otherwise uninformed reader, the report,
especially in the summary findings section, can leave the impression that there are a
multitude of mandated requirements that have simply been ignored, which is not the
case. What can be said is that in applying the GAO model for assessing effective
human capital management at ITC, various components exist or don’t exist. The ITC
must evaluate the value and priority of these components in its environment. Nothing,
beyond ITC’s determination that they serve our management interest, is mandated. I'm
not sure that decision makers will clearly understand that there are not mandates but
rather choices to be evaluated. But above and beyond my personal concerns, context is
vital to getting the attention and commitment of decision makers to engage in and lead
strategic efforts. That is precisely why the GAO has been beating the drum for some
time now. And why, in my opinion, the IG report should candidly and emphatically



share its apparent finding that strategic planning has shallow roots in this agency. It
still is not taken seriously. Significantly, as pointed out in the report, Personnel has
never been invited into the strategic planning process. This is by no means unusual
within the federal establishment and it speaks volumes. This attitude combined with
reductions in staff resources (ITC Office of Personnel lost three professional slots just
prior to and during the RIF) certainly has contributed to the “reactive” mode of this and
many other human resources operations throughout government.

I trust that my comments are not perceived as self-serving, either as to current or
future involvement in human resource management. I shall not be here to contribute in
any significant way to whatever effort is undertaken. My message is, therefore, quite
forthright and disinterested: any initiative in the so-called human capital area will be
doomed to failure if it is not embraced substantively by the Commission and senior
staff: if it is viewed as the sole province of the Office of Personnel, or if it is not given
proper resources.

cc: Director, Office of Administration
General Counsel
William Trencher
Paul Bardos
Judith Borek



