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The 9/11 commission wrote that “the quality of the 
people is more important than the quality of the wiring 
diagrams,” and it detailed how our government’s failure 
to put the right people in the right jobs contributed to 
major security lapses. The Government accountabil-
ity office has put human capital management on its 
“high-risk” list of the most pressing challenges facing 
our government. Both Grant Thornton and the non-
profit partnership for public service have independently 
conducted research and surveys that identify human 
capital management as the number one concern facing 
federal managers. There is an overwhelming consen-
sus that the quality of our federal workforce is vitally 
important to the effectiveness of our government, and 
our federal leaders have their work cut out for them 
as they try to build the civil service that the american 
people deserve and the times demand. for this report, 
Grant Thornton and the partnership for public service 
talked to the people on the front lines — chief human 
capital officers (chcos) and other key federal hr 
officials — in the effort to tackle our government’s key 
workforce challenges.

federal chief human capital officers work to ensure 
that agencies have the talent they need for the challeng-
es ahead. The very establishment of the chco posi-
tion, which the partnership championed and congress 
authorized in 2002, reflects the growing recognition 
that good government starts with good people. The 
views and experience of chcos can and should inform 
policy decisions to help build on recent progress in this 
area.

to that end, in early 2007, Grant Thornton and the 
partnership for public service interviewed 55 key feder-
al human resources officials from 28 major departments 
and agencies, plus more than a dozen small agencies. 
responding to a series of discussion topics and closed-
ended questions, participants were assured anonymity 
and encouraged to shape the content of the interview. 
The interviews focused not just on the government’s hu-
man capital challenges and needs but also the successes 
realized.

This report contains the results of that extensive se-
ries of interviews, which included most of the current 
chcos. While these leaders on the human capital 
front have some progress to report, they also highlight 

a number of critical concerns and issues that need to be 
addressed. The report’s key findings include:

h u ma n c apital is  i ncr ea s i nG ly  
f ront a n D ce nte r 

When asked to name their most important success, 
“leadership involvement,” meaning getting senior 
leadership to focus on human capital, was the most 
common answer. one-third of respondents said their 
agency heads took an active role in developing their 
agency’s strategic human capital plan. and only one 
in 10 respondents said they did not have the level of 
support they would like from their senior leadership. 
respondents also reported that, for the most part, they 
had a seat at the senior management table.

mom e ntu m is b u i lDi nG  
toWar D pay syste m cha nG e s

While a consensus is yet to form on what a new govern-
ment-wide pay and performance system should look 
like, the clear majority of chcos think the General 
schedule (Gs) pay system is no longer adequate. More 
than half of the respondents agreed that a more perfor-
mance-sensitive and market-sensitive pay system should 
be a long-term goal. several interviewees praised the 
results of pay-for-performance demonstration projects 
as examples of responsible ways to further strengthen 
the link between performance and compensation. one-
third said we should scrap the Gs system immediately. 
The issue appears to be less a question of if, than how. 
Most cautioned that the process to design and imple-
ment a new pay system should be slow and deliberate 
and that credible performance management systems and 
appraisals must come first. a number want to wait and 
see how the transitions to pay-for-performance at the 
departments of defense and homeland security play 
out before moving forward with any major changes for 
their agencies. in general, most concerns about perfor-
mance-sensitive and market-based pay stem less from 
the policy itself and more from the fact that attempts 
to implement reforms at dod, dhs and with senior 
executive service pay have been controversial, creating 
reluctance among some chcos to fully embrace the 
idea.

executive summary
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pr e s i De nt ’s ma naG e m e nt aG e n Da  
is  havi nG a n i m pact

for the most part, chcos credited the president’s 
Management agenda (pMa), a White house man-
agement improvement initiative begun in 2001, with 
focusing their agency heads on workforce issues and 
setting important milestones. But some respondents 
expressed concern that reaching quarterly pMa goals 
has become an end in itself, to the detriment of contin-
ued progress.

r ecru iti nG,  h i r i nG a n D r etai n i nG a n  
e f f ective Wo rkfo rce is sti ll too Di f f icu lt

Many interviewees said they have made substantial 
progress in reducing the amount of time it takes to 
hire employees and acknowledged the incentive value 
of opM initiatives such as the 45-day hiring process 
model. however, they believe that additional hiring 
flexibility is needed. several noted that current flex-
ibilities often come with “strings attached,” such as 
the need to obtain prior opM approval that, in their 
opinion, requires an unnecessarily high burden of proof 
that the authority is needed. another frequently noted 
limitation was that useful tools such as student loan 
repayments or retention bonuses often lack adequate 
funding. two specific suggestions for improvement were 
repeatedly mentioned:

nearly all interviewees would appreciate greater 
direct-hire authority, allowing them to hire needed 
talent on the spot, especially at job fairs.

a high percentage of respondents also feel that the 
authority to provide a waiver of dual compensa-
tion restrictions — a waiver to offset a federal 
retiree’s annuity, if he or she comes back on the 
federal payroll — would be a valuable mechanism 
for keeping needed talent in the workplace. opM 
recently submitted proposed legislation to congress 
that would help in this regard.

th e h u ma n r e sou rce s Wo rkfo rce  
is  i n n e e D of atte ntion

respondents discussed the need to revamp the compe-
tencies of the hr workforce. currently, about 20,000 
hr professionals serve the federal government, many 
with outdated skills. With increasingly automated, 
centralized, or out-sourced hr systems, federal agencies 
now need more hr staff members to serve as manage-

•

•

ment advisors and creative problem solvers and fewer 
for more traditional transaction processing work.

More than half of respondents also said their hr opera-
tions lacked sufficient funding, and many felt that hr 
operations could be improved even further by better 
harnessing technology or reengineering business pro-
cesses. however, some of those same respondents noted 
that they lacked the funds to make the up-front invest-
ment in these changes, even though such changes may 
produce long-term savings.

ma ny aG e ncy ma naG e rs l ack n e e De D 
Wo rkfo rce ma naG e m e nt sk i lls

The vast majority of interviewees expressed concern 
about the state of management and leadership skills, 
both in the government as a whole and in the human 
resources community. They noted that technical skill 
is not equivalent to management skill. a number were 
particularly concerned about the ability of managers to 
operate effectively under changing hr systems, such as 
those affecting performance management. respondents 
suggested that more training and leadership develop-
ment programs, supplemented by rigorous assessment 
and selection systems for new managers, could help 
correct this imbalance.

pe rfo rma nce ma naG e m e nt is i m provi nG

all agencies were required to establish a performance 
management system beta site (a test site for a portion 
of the agency that could eventually be expanded, if 
successful, and perhaps be more closely linked to pay). 
Most respondents reported positive results from their 
beta sites and are expanding them to other parts of the 
agency. in addition, agencies that used pass/fail evalu-
ations of employee performance in the past have now 
transitioned to multi-level appraisals. This transition 
was seen as largely positive. respondents reported that 
their agencies are doing a better job than before of link-
ing individual employee performance plans to strategic 
agency goals and mission requirements.

cha nG e s i n Wo rkfo rce De moG raph ics  
ar e cr eati nG staf f i nG pr e ss u r e s

participants cited demographic changes as a top con-
cern. chcos mentioned two situations in particular: 
the impending retirement wave and the “bi-modality” 
of the federal workforce (too many retirement eligible 
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senior managers and inexperienced new hires, with too 
few in the middle ranks) brought on by hiring freezes 
and reductions in force in the 1990s. nearly all agreed 
that workforce planning — basing decisions on a de-
sired set of skills rather than number of employees — is 
the key to meeting these challenges, and they placed 
significant emphasis on the need for effective succes-
sion planning to ensure that institutional knowledge is 
retained as workers retire.

opm r ece ive s m ix e D r evi eWs

The u.s. office of personnel Management has multiple 
responsibilities under the law. These include ensuring 
compliance with federal hr laws and regulations, aid-
ing and advising the president on federal human capital 
issues, reporting to congress on federal workforce 
matters, developing and implementing relevant ad-
ministration programs and priorities, and maintaining 
centralized systems and records (e.g., employee retire-
ment and health benefits programs). Given its multiple 
roles, it may not be surprising that two-thirds of the 
interviewees felt that opM does not fully understand or 
appreciate their needs and resource limitations. for ex-
ample, they cited the timelines for meeting new human 
capital reporting or system requirements as sometimes 
being too aggressive or seemingly arbitrary. a number 
of interviewees also expressed a desire to have opM 
consult with them earlier on hr systems design and 
requirements. They also thought that much of opM’s 
oversight activities are based on assessments of how well 
their hr systems conform to opM process require-
ments, rather than on the results their systems achieve. 
several individuals suggested that opM take more of a 
risk-based approach to oversight that would focus more 
on problem areas and less on across the board compli-
ance activities. 

on the positive side, a number of respondents did 
compliment current opM leadership for being more 
inclusive and receptive to input from the federal hr 
community compared to prior leadership. There was 
also widespread praise for opM’s work with the perfor-
mance management beta sites. others made favorable 
note of opM’s more active role in efforts to improve 
the hiring process and in government-wide recruitment 
initiatives such as public service ads and career fairs.

ve r Dict is  sti ll out on shar e D s e rvice s a n D 
th e h u ma n r e sou rce s li n e of b us i n e ss

some interviewees saw a benefit to a shared service 
model where one bureau, agency, or contractor provides 
hr services for a number of federal “clients.” The hu-
man resources Line of Business (hrLoB), one of sev-
eral White house initiatives to consolidate back office 
functions at government-wide shared service centers 
(sscs), is a shared service model — but respondents 
felt that it is too early to judge whether the hrLoB 
can work on such a large scale. individual responses 
were fairly mixed on whether the various organizations 
planned to use an external shared service center in the 
next three years. several individuals expressed a “wait 
and see” attitude regarding the extent to which they 
may participate in the hrLoB.
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in 1789, the united states government consisted of 
three cabinet agencies: the state department, the de-
partment of the treasury and the department of War. 
By 1836, there were five agencies, and the entire civilian 
federal workforce was 336 employees.

today, with nearly 1.9 million civilian employees (not 
including the postal service) the federal government is 
the nation’s largest employer. approximately sixty per-
cent of all federal workers are classified as professional 
or administrative (e.g., physicists, economists, actuaries, 
doctors, budget analysts, human resource specialists). 
eighty-six percent work outside the Washington, d.c. 
area. More than half of federal employees are union 
members.

for more than a decade, Grant Thornton has partnered 
with nonprofit organizations to conduct similar surveys 
of government leaders in financial management, in-
formation technology and procurement. The common 
thread across the surveys is a concern about human 
capital. in fact, in surveys conducted over the past year, 
human capital was the number one concern of federal 
chief financial officers, chief information officers 
and procurement officials.

Where will the next generation of leaders come from? 
how does the human resources workforce fully transi-
tion from its focus on transaction processing to strategic 

human capital management? is the federal government 
doing enough to recruit, develop, motivate and retain a 
talented workforce? for human resources professionals, 
the challenge is two-fold: as they seek to enhance the 
effectiveness of the agencies they serve — indeed the 
government as a whole — they must also address the 
same issues within their own staffs.

G e n e ral e nvi ron m e nt

until 1883, federal government jobs were awarded and 
held at the pleasure of the president, who rewarded 
political supporters with government positions. This 
was commonly known as the “spoils” system. all that 
changed when a disgruntled office seeker shot presi-
dent james Garfield and the resulting reform, the civil 
service act of 1883, ushered in the era of a merit-based 
civil service system — awarding jobs on the basis of 
merit rather than patronage.

The current structure of federal employment has been 
in place since passage of the classification act of 1923, 
which divided government jobs into five distinct 
services: professional and scientific; sub-professional; 
clerical, administrative, and fiscal; custodial; and cleri-
cal-mechanical (covering only jobs in the Bureau of 
engraving). That law was amended by the classification 

introduction

figure 1: workforce demographics, u.s. population vs. fed. population 1960-2006

n number of federal employees as  
a percentage of u.s. population

source: u.s. population data: u.s. census (http://www.census.gov), federal data: BLs (http://data.bls.gov — data run for federal nonpostal employees)

1.2%

1.0%

0.8%

0.6%

0.4%
   1960 1965 1970 1975 1980 1985 1990 1995 2000 2005

year

0.66%

0.99%



partn e rsh i p fo r pu b lic s e rvice  |   G ra nt tho r nton llp

vi

act of 1949, which consolidated the first three of these 
services into the General schedule, with 18-grade levels. 
The top three grade levels became the senior executive 
service in 1978; beyond that change, the Gs system, as 
it is called, is still in use today.

as the population grew and the economy changed, 
congress enacted additional civil service reforms. The 
most significant was the civil service reform act of 
1978, which abolished the civil service commission, 
created in 1883, and established the u.s. office of per-
sonnel Management (opM) and the aforementioned 
senior executive service. over the years, congress has 
also passed agency-specific legislation allowing agen-
cies to operate under hr rules and regulations differ-
ent from those most other agencies must follow as set 
forth in title 5 of the u.s. code. The postal service, 
the national aeronautics and space administration, 
the securities and exchange commission, the federal 
aviation administration and a growing number of 
other federal agencies or agency subcomponents now 
have hr systems with flexibilities not available to other 
agencies. The departments of defense and homeland 
security, which together employ more than 45 percent 
of all federal civilian employees, were the most recent to 
be granted exemption from parts of title 5.1

h isto ry of th e ch i e f h u ma n c apital of f ice r

The partnership for public service championed the 
concept of a chief human capital officer in 2002. The 
partnership, along with others, believed that human 
capital issues were critical to the overall success of each 
federal organization’s mission. every major department 
and agency had a chief information officer, chief 
financial officer and chief acquisition officer, but no 
official of comparable status focused on agency work-
force issues. The title, chief Human Capital officer 
(chco), emphasized that the federal workforce is an 
asset worthy of significant investment. chcos would 
have a status equivalent to those officials responsible 
for agency it, budget and acquisition. They would also 
have a seat at the management table.

title Xiii of the homeland security act of 2002 estab-
lished the chco position for major departments and 
agencies to assist agency officials in developing a high-
quality, productive workforce. The act also established 

1 The federal workforce is further divided into the competitive service, 
which is under the jurisdiction of opM and subject to title 5, and the 
excepted service, which is under the jurisdiction of the employing agency. 
The majority of civil service appointments are made under the competitive 
service, but certain categories in the foreign service, the fBi, and other 
national security and legal positions are made under the excepted service. 

a chco council to advise the hr community on 
systems issues, best practices and policy. The director of 
the office of personnel Management acts as chairperson 
of the chco council, and the deputy director for 
Management of the office of Management and Budget 
acts as the council’s vice chairperson.

The chcos and their colleagues interviewed for this 
survey shared their key successes, important challenges 
and desires for the future.

chco respon sibilities 

• set the agency’s workforce development strategy 

• assess workforce characteristics and future needs 

• align the agency’s human resources policies and 
programs with organization mission, strategic goals 
and performance outcomes 

• Develop a culture of continuous learning to attract 
and retain employees with superior abilities 

• identify best practices and benchmarking studies

• apply methods for measuring intellectual capital 
and identify links to organizational performance and 
growth

s u rvey m ethoDoloGy

The partnership for public service, together with Grant 
Thornton LLp, surveyed federal government chief 
human capital officers (chcos), deputy chief hu-
man capital officers and other key human resources 
advisors. The goal was to learn first-hand from these 
practitioners about critical issues in federal human 
capital management. from february to May 2007, 
Grant Thornton and the partnership for public service 
interviewed 55 officials from 28 major departments and 
more than a dozen small agencies. They guaranteed the 
anonymity of our survey participants and so do not at-
tribute quotations or other responses to specific people. 
any analysis or interpretation solely reflects the views of 
Grant Thornton and the partnership for public service.

Grant Thornton and the partnership for public service 
offered survey participants seven open-ended discus-
sion topics and five closed-ended questions on critical 
human capital issues. The goal was to allow the chcos 
themselves to shape the discussion. They asked chcos 
to identify key issues and to tell them what is working 
and what needs to change. This report summarizes and 
analyzes the chcos’ responses.
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Le adership Mat ters

Gove r n m e nt-Wi De leaDe rsh i p

in general, respondents felt that strategic human capital 
issues are now getting the attention they deserve. fig-
ure 2 shows that survey respondents feel that they are 
valued for their advisory skills and not just their ability 
to transact the daily business of human resources man-
agement (hr).

When asked to name their key successes, the most 
common answer from the chcos was “leadership 
involvement,” with “leadership” referring to everything 
from the highest level of the executive branch to other 
“chiefs” (chief financial officers, chief information 
officers and chief acquisition officers) within their 
own agencies. driving any type of strategic change 
requires top-down leadership, with effective, ongoing 
communication among employees, unions, outside 
stakeholders and management — yet this has not al-
ways been the case in federal hr. The chcos report, 
however, that they are moving in the right direction in 
this regard.

pr e s i De nt ’s ma naG e m e nt aG e n Da:  
h e lp o r h i n Dra nce?

chcos cited one initiative in particular as instrumen-
tal in focusing agency heads on human capital issues: 
the president’s Management agenda (pMa), launched 
by the White house in 2001 and designed to make 
measurable progress in several areas, including the stra-

tegic management of human capital. using a red, yellow 
and green traffic-light scorecard, agencies are evaluated 
quarterly on their progress toward meeting specific 
milestones.

opM is the lead agency for the pMa’s strategic man-
agement of human capital initiative. to help agencies 
meet various requirements (including pMa goals as well 
as statutory and regulatory mandates), opM issued the 
human capital assessment and accountability frame-
work (hcaaf) in conjunction with the office of Man-
agement and Budget (oMB). hcaaf is a roadmap for 
human capital best practices, focusing on:

•	 Leadership and knowledge management

•	 results-oriented performance culture

•	 talent measurement

While specific quarterly requirements for “getting to 
green” on the pMa are designed to be moving targets to 
encourage constant improvement, they are based on the 
underlying principles laid out in hcaaf.

although most respondents described the pMa as a 
valuable tool for keeping agencies focused on human 
capital issues, several said that sometimes “getting to 
green” (satisfying quarterly requirements) was more 
about process than real results. still, about a fifth of the 
interviewees cited their “green” status as a key achieve-
ment. nearly a third agreed that the pMa encouraged 
agency leadership to pay more attention to human 
capital issues. one chco said, “our secretary takes 
the pMa very seriously.” another stated, “The pMa 
actually made things happen in the human capital area 

that would not have hap-
pened otherwise.”

The pMa was cited as 
both a source of pride and 
consternation — sometimes 
by the same respondent. 
While the many goals of the 
strategic human capital por-
tion of the pMa were seen 
as worthwhile and laudable, 
the timeframes and the 
sheer number of goals were 
referred to as unrealistic, 
arbitrary, unworkable or 
unsustainable.

do c abinet officers see you a s a trusted business advisor,  

not just a tran saction manager? 

1 n not at all [0]

	 n to a small extent [2]

	 n to a moderate extent [7]

	 n to a great extent [11]

5	n to a very great extent [8]

average score: 3.92

figure 2: closed-ended Question #1

2007 chco survey findings
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one interviewee put it this way: “it would be heart-
breaking if all these reforms were written in sand simply 
because we tried to implement them too quickly.”

original pma strategic human c apital  

management goals 

• align human capital strategies with mission goals

• plan and deploy the workforce to create a citizen-
centered and mission-focused organization

• ensure continuity of effective leadership that sustains 
a learning environment

• Develop a results-oriented performance culture 
that rewards those who achieve desired results and 
corrects performance deficiencies

• close mission-critical competency gaps by 
successfully competing for talent

• Develop an accountability system to ensure that 
human capital management is merit-based, effective, 
efficient, and supportive of mission accomplishment

one-third saw the pMa as nothing more than a pa-
perwork exercise that kept them from other work. “We 
have to use two people full time just to keep up with 
the pMa. frankly, the pMa asks us to do things that 
take time away from the job mission. some of the re-
quests are archaic or unrealistic and could require us to 
take steps backward,” one respondent lamented. “We’re 
so busy checking off boxes that we don’t have time for 
real reform,” said another.

one chco cautioned, “The risk of being ‘green’ is 
that leadership may say that function is ok and put 
resources elsewhere.”

th e role of th e  
of f ice of pe rson n e l ma naG e m e nt

The u.s. office of personnel Management (opM) 
serves as the president’s advisor on federal human capi-
tal issues and is the central human resources manage-
ment agency for the executive branch. opM develops 
civil service regulations consistent with the laws passed 
by congress and is responsible for ensuring compliance 
with those laws and regulations. it also delegates to the 
other executive branch agencies the authority to operate 
various hr functions, including the authority to com-

petitively examine and hire employees. While opM has 
an oversight role with the other executive departments 
and agencies, it also provides advice and assistance 
to those organizations. opM conducts (or oversees) 
background investigations for security clearances; runs 
the federal employees health benefits and life insurance 
programs; operates the federal retirement programs; and 
issues guidance or provides assistance on a wide range 
of hr matters from recruitment to employee relations 
issues. opM also designs government-wide human 
capital strategies and collects required data from each 
agency. While opM provides a central clearinghouse 
for human capital practices, many specific hr responsi-
bilities (hiring employees, for example) are delegated to 
each agency.

how well opM carries out its myriad responsibilities 
was not a focus of our interviews, but in the course of 
our conversations, there was general acknowledgement 
that opM did many things well. however, two-thirds 
of respondents felt that opM staff members do not 
fully understand or appreciate the particular hr needs 
or other limitations of their agency. for example, a 
number reported that tight timelines for meeting some 
government-wide mandates too often appear arbitrary. 
several noted that they would like to have more con-
sultation with opM before it launches new initiatives. 
“We don’t like to hear that things are on the drawing 
board then suddenly see them in front of us,” one inter-
viewee said.

Generally, interviewees said they are not always clear 
about exactly what is expected of them. They also said 
that procedural requirements sometimes seem unrelated 
to the desired end result. effective two-way communi-
cation with opM staff is sometimes hard to achieve, re-
spondents said. “sometimes, we’re not even sure whom 
to call,” according to one chco. They also shared a 
perception that opM occasionally seems to react to the 
metric of the week or makes them jump through hoops 
to get things done in a certain timeframe. one inter-
viewee said, “We need to maintain a posture of Semper 
Gumby — always be flexible.”

several participants would like to see opM take a risk-
based approach to oversight — spending more time 
helping struggling agencies instead of focusing on agen-
cies that have demonstrated some level of success. one 
chco said, “it seems peculiar that opM spends as 
much time watching over agencies with a ‘green’ score 
as they do an agency with a ‘red.’ There seems to be no 
risk-based formula.”
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th e role of th e ch i e f h u ma n c apital  
of f ice rs cou nci l

The law creating the chco position also established 
the chco council, an advisory body for the hr 
community. “i like the rise of the chco council,” 
said one respondent. “it’s almost on par with the 
[chief financial officers] council.” however, several 
interviewees would like to see the council take on 
a greater role in communicating with congress and 
external stakeholders. The functions assigned by law to 
the chco council call for it to “meet periodically to 
advise and coordinate the activities of the agencies of its 
members on such matters as modernization of human 
resources systems, improved quality of human resources 
information, and legislation affecting human resources 
operations and organization.”

in its first few years, attendance at council meetings 
was restricted to chcos only. several respondents felt 
that this approach was not the most effective, and they 
praised the recent decision by current opM director 
Linda springer to include deputies in meetings and to 
designate working subcommittees for key issues. several 
respondents also complimented the current executive 
director of the council for his efforts to reach out to 
the council members and for being responsive to their 
inquiries or requests. Generally, interviewees hoped that 
the inclusion of deputies, who are typically career civil 
servants as opposed to political appointees, would create 
continuity and that a subcommittee structure (which is 
now established) would help to develop and share best 
practices. “We need fewer dog-and-pony shows and 
more dialogue — more sharing of technical assistance 
among chcos,” one said of the council.

f e De ral h u ma n c apital s u rvey  
a n D th e a n n ual e m ploye e s u rvey

The federal human capital survey (fhcs), first 
conducted at the initiative of opM in 2002, measures 
“employees’ perception of whether … conditions char-
acterizing successful organizations are present in their 
agencies.” opM repeated the survey in 2004 and 2006. 
The partnership for public service uses the results for its 
Best Places to Work in the Federal Government rankings, 
released every two years — most recently in april 2007. 
The federal human capital survey:

•	 provides general indicators of the effectiveness of 
human resources management systems 

•	 serves as a tool for opM to assess agencies’ progress 
toward "green" on strategic management of human 
capital under the pMa

•	 Gives senior managers critical information to answer 
the question: What can i do to improve employee 
engagement and help my agency perform better?

While the fhcs was a voluntary effort by opM, sec-
tion 1128 of the national defense authorization for 
fiscal year 2004 created a statutory requirement for 
an annual employee survey that would be conducted 
each year for every executive branch entity. The annual 
survey requirement also mandates that a core set of 
common questions developed by opM be part of each 
agency’s survey and that the survey results be posted on 
each agency’s official Web site. currently, opM plans to 
continue conducting the fhcs every two years, with 
the next one scheduled for 2008. They will include the 
core questions in their survey, thus satisfying the annual 
requirement. in 2007 and every odd year thereafter, 
each agency will be responsible for conducting its own 
survey. one respondent suggested that conducting a 
survey every year did not provide enough time to ana-
lyze and implement changes. “it would be one thing if 
there wasn’t a cost to conducting the surveys, but there 
is,” the interviewee said. however, one chco cited in-
creased survey participation as a key success, and several 
respondents said that the surveys have given them valu-
able information. a number of agencies have developed 
plans for making constructive use of the survey results. 
a few others have enough responses to their survey to 
allow them to drill down to the work unit level, using 
the survey results to identify needed changes at that 
level.

h u ma n r e sou rce s li n e of b us i n e ss  
a n D shar e D s e rvice s

oMB’s Lines of Business initiative aims to consolidate 
back-office functions, including financial management, 
budget formulation, human resources management 
and others at shared service centers (sscs)2. accord-
ing to survey respondents, this shared service model, in 
which one agency provides a service for many others, 
holds promise — especially with limited hr workforce 
resources. currently, agencies can choose from among 

2 early in 2007, opM said it would also allow private sector sscs to enter 
the hr LoB market by developing solutions that meet specific require-
ments. Those services would then be available to federal agencies through 
a schedule (a pre-negotiated list of available contracts) administered by the 
General services administration. When discussing the hr LoB in this 
survey, most respondents focused on government-run sscs.
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five sscs under the human resources Line of Business 
(hrLoB):

•	 department of agriculture’s national finance center

•	 department of defense’s civilian personnel 
Management service

•	 department of health and human services’ 
program support center

•	 department of the interior’s national Business 
center

•	 department of the treasury’s hr connect 
(partnered with the Bureau of the public debt)

The concept behind shared services — creating econo-
mies of skill and scale — is popular among chcos. 
nearly all agencies use an ssc for payroll functions, 
and many agencies use an in-house approach, in which 
one bureau provides hr services for others within the 
same department. The logistical aspects of moving to 
a government-wide ssc, however, are keeping many 
chcos from embracing the hrLoB fully, especially 
at larger departments. Their concerns include uncertain-
ty about how to structure agreements between agencies, 
who will pay the costs of transitioning out if the ssc 
does not provide the right service and how to define 
appropriate metrics.

a number of respondents are not making a decision on 
moving to an ssc until they see demonstrated success 
from a large department. “i’d like to see how it works 
for someone our size,” remarked one respondent from 
an agency with multiple components. figure 3 depicts 
the likelihood of agencies moving to an ssc by 2010.

several chcos were concerned that moving to an ssc 
would result in a loss of control over hr functions, and 
a few actually had a bad experience with shared services. 

one participant said, “We have lost out when there is 
centralization and consolidation. The automation that 
might come from the LoB can dehumanize the hr 
function.”

forty percent of interviewees thought the hrLoB 
needed clearer guidelines and metrics. “The concept is 
sound. The problem is: how do we get there? how do 
we not lose functionality?” said an interviewee. several 
chcos want to help shape the debate, and they were 
concerned that oMB and opM were not consulting 
them or involving other stakeholders.

leaDe rsh i p at th e aG e ncy  
a n D De partm e nt leve l

as one chco said, “There is an hr component to 
everything you do.” just as government-wide leader-
ship is important to chcos, leadership at the agency 
level is equally critical. two-thirds of interviewees cited 
the development of a strategic human capital plan as 
a key achievement, and half of those said their agency 
head was integral to that process. one said that while 
his agency head was only paying lip service to human 
capital issues, this was better than no mention at all. 
only one-tenth of respondents said they did not yet 
have the support of their agency leadership. a few cited 
“constant changes at the top” as troubling.

one of the biggest challenges for chcos was driving 
change down through middle management — some-
thing they noted cannot be done without top-level 
attention.

Management structure and the set of responsibilities 
assigned to the chco (beyond those required by law) 
vary from agency to agency, and one idea that seemed 
popular with a few interviewees was combining several 
statutory responsibilities (e.g., those of the cfo, cio, 

cao and chco) into one 
position. several agencies 
already have a chco who 
also functions in one or 
more of the other positions. 
The concept encouraged the 
integration of management 
functions to streamline 
operations, they said. as 
one chco put it, “when 
you have all these offices 
— a cfo, a cio and a 
cao with their own staffs, 
the bureaucracy works its 
magic.” one participant, 

by 2010,  is your agenc y likely to use an e xternal shared  

service center under the hrlob? 

figure 3: closed-ended Question #5

 n no answer [4] 

1 n not at all [7]

	 n to a small extent [2]

	 n to a moderate extent [5]

	 n to a great extent [4]

5	n to a very great extent [6]

average score: 3.02
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however, thought it was important that a chco not 
be distracted by other responsibilities. another partici-
pant noted that where the chco wore other hats, such 
as also being the cfo, the role of the deputy chco 
became particularly important for keeping a focus on 
the human capital policies, programs and practices.

leaDe rsh i p cou nci ls

a number of chcos pointed to the formation of 
“leadership councils” within their organizations. These 
groups are either hr-specific, with hr professionals 
forming communities of practice, or cross-cutting, con-
sisting of other “chiefs” in the management structure. 
Whatever their makeup, the most successful groups 
meet regularly to discuss human capital issues in the 
context of an agency’s mission or in conjunction with 
activities such as financial management or procurement. 
collaboration leads to better decision-making and more 
effective policies, respondents said.

“Getting buy-in is one of the most important things 
you can do, both from our peers [cfos, cios, pro-
gram managers] and from employees,” said one chco 
who used a leadership council to vet ideas and develop 
policy.

th e i m po rta nce of commu n ic ation  
a n D coll abo ration

several chcos said that effective two-way commu-
nication is critical and that a collaborative approach 
facilitates decision making and helps to drive change. 
a quarter of interviewees mentioned working well with 
unions as a key success — an important concern to 
any sector as highly unionized as the federal govern-
ment. keeping an open dialogue is a key component, 
they said. one interviewee discussed the success of a 
“listening month,” when managers were directed by the 
secretary of one department to spend time listening to 
the concerns of employees and then feed the informa-
tion up the chain of command. This effort helped drive 
change through the organization and brought impor-
tant issues to the attention of agency leaders, the survey 
participant noted.

G room i nG leaDe rs

a key concern for the vast majority of interviewees was 
the state of management and leadership skills across the 
federal workforce. “one of the weaknesses in the federal 
personnel system is that we don’t look for leadership 
potential early enough in a person’s career. instead, we 
focus on technical success. But, if we fire people, it’s 
usually not for lack of technical expertise — it is lack of 
management skills,” one respondent observed.

several mentioned a need for better training and more 
flexibility to create separate or “dual” career tracks for 
“the Gs-13 to Gs-15 who is technically proficient, but 
not necessarily a good leader.”

a few chcos pointed to successful leadership de-
velopment programs created within their agency. The 
primary goal of these programs is to identify employees 
who exhibit leadership skills early and then offer them 
continuous training at various career stages — from 
new managers to senior executives.

several interviewees said it is important for managers 
to understand the full scope of an agency’s mission, and 
they suggested providing rotating joint duty assign-
ments to create a well-rounded cadre of leaders. one 
agency is developing a database, which will be managed 
by a career senior executive, to match rotational oppor-
tunities with interested candidates. This agency’s survey 
participant stressed that such a program must be sup-
ported by an agency’s top leadership so that assignments 
are not seen as punitive or arbitrary.

opM recently developed the federal competency 
assessment tool — Management (fcat-M), a Web-
based application that helps agencies assess management 
skills, yet only a handful of interviewees mentioned 
this tool. When asked how technology could help train 
managers, one interviewee responded, “The reality is 
that managers value a high-touch approach, so if high-
tech means less high-touch, they may not like it.” The 
most effective programs were reported to be those that 
involved interactive training and mentoring with “360-
degree feedback.”
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perforMance ManageMent

The idea of pay as a management function, not just an 
administrative function, was espoused in the civil ser-
vice reform act of 1978, which laid the groundwork 
for a more performance-sensitive pay system. The act 
authorized demonstration projects for agencies to build 
alternative pay systems. a number of these systems use a 
form of pay-for-performance that combines several Gs 
pay grades into a smaller number of pay bands and ties 
movement through the bands more closely to perfor-
mance rather than time on the job.

While more than half of the respondents agreed that 
pay-for-performance should be a long term goal, they 
believe it will require small, measured steps to get there 
and that credible performance management systems 
and appraisals must come first. all are watching how 
systems at the defense and homeland security depart-
ments begin to take shape after a series of legal chal-
lenges from federal employee unions over labor relations 
issues and what appears to be growing opposition in 
congress.

despite these delays, there are signs of progress with 
performance management. The last federal human 
capital survey reflected a slight increase in the percent-
age of employees agreeing with such statements as “in 
my work unit, steps are being taken to deal with a poor 
performer who cannot or will not improve” and “dif-
ferences in performance are recognized in a meaningful 
way.”

early te sts fo r pe rfo rma nce  
ma naG e m e nt b eta s ite s

Last summer, to receive a “green” score on the pMa 
every agency was required to set up a “beta site” of 
employees to test new performance accountability 
systems that could eventually be spread to all employees 
and linked to pay. systems were evaluated using opM’s 
performance appraisal assessment tool (paat) and 
audited for compliance with opM standards.

When asked about the experience, every chco said 
that it was relatively positive and that they will be 
expanding the beta site. one chco said, “This is one 
place where i have to give kudos to opM. The instruc-
tions were clear, and our auditor actually worked with 
us along the way. it was an educational experience.”

nearly all agencies that used a pass/fail appraisal system 
have transitioned to a multi-tiered system. (as a few 
chcos noted, opM made clear that agencies could 
not get to “green” on the pMa with a pass/fail system.) 

The goal of a multi-tiered system is to create meaningful 
distinctions based on levels of relative performance.

chcos now face the challenge of ensuring the fairness, 
transparency and credibility of those systems. one re-
spondent said, “There is a real fear of quotas or the pos-
sibility of politics driving decisions. That’s something 
that only time will change. The more transparency we 
have and the more employees are involved in the pro-
cess, the better it will be.” That point was reiterated by 
another chco, who said, “While people may want to 
fix the performance appraisal system, what really needs 
to change is the culture.”

sof t sk i lls

an important part of creating an effective performance 
culture is strengthening the communication skills of 
managers, nearly all respondents said. one survey 
participant stressed, “We need to differentiate between 
leadership skills and actual day-to-day management 
skills.” communication becomes especially important 
with the move toward multi-tiered appraisals, which 
require more specific and meaningful feedback than 
simple pass/fail evaluations.

“Writing an effective performance review is not intui-
tive,” said one chco. “often how you communicate 
— and how often — is more important than what you 
communicate. no employee should ever be surprised 
by a performance review, yet we’ve seen that happen.” 
Many chcos said that sensitivity to employee needs 
and effective communication — so-called soft skills 
— are difficult to teach, especially for technical profes-
sionals.

li n k i nG i n Divi Dual pe rfo rma nce  
to aG e ncy Goals 

employees need to feel connected to the mission of 
their agencies, respondents said. one used the hypo-
thetical example of asking a janitor at nasa what 
he does. “if he says, ‘i put people on the moon,’ then 
you’re doing the right thing,” the chco said.

Linking employee performance to his or her agency’s 
strategic plan is an important way to achieve that objec-
tive. one of the key milestones for a “green” score on 
the pMa is a human capital plan that ties in with an 
agency’s strategic plan under the Government perfor-
mance and results act. from there, the challenge is 
taking the next step and aligning personal performance 
goals with the goals of the agency. By and large, agen-
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cies have had success, according to survey respondents. 
said one chco, “you can go up to anyone in my 
agency and ask them which strategic goal they are sup-
porting, and they will know.” figure 4 shows the extent 
to which respondents felt their agencies were able to 
link individual performance with agency goals.

pay-fo r-pe rfo rma nce De mon stration  
projects a n D pay ba n Di nG

every agency can petition opM for authority to place 
up to 5,000 employees in a pay-for-performance 
demonstration project, and opM can grant up to 10 
projects at any one time. a number of these efforts have 
been successful. in fact, 44 percent of participants men-
tioned knowledge of a successful pay-for-performance 
demonstration project or pilot program. according to 
one chco, “We’ve actually seen the performance level 
rise at those bureaus. employees are more certain of 
what is expected of them. We’ve found it to be a great 
retention and recruiting tool.” others noted that under 
pay-for-performance systems, poor performers are more 
likely to voluntarily leave the organization.

Many of the demonstration projects use “pay-banding,” 
with the Gs grade levels divided into a smaller number 
of broad bands. Managers have greater authority and 
flexibility to set pay for individuals within their band. 
“agencies with pay banding are better able to attract 
employees,” said one survey participant.

The performance-based pay system established by con-
gress in 2003 for the senior executive service (ses) re-
ceived mixed reviews from interviewees — particularly 
because timelines were too aggressive and chcos said 
they didn’t get clear or consistent guidance from opM. 
one felt that “ses performance pay was shoved down 
our throats without any guidance.” several interviewees 

complained that they still 
did not know exactly how to 
get their ses performance-
based pay system certified 
by opM.

several respondents feared 
that legal and legislative 
setbacks with the national 
security personnel system at 
the department of defense 
and the pay system autho-
rized for the department of 
homeland security would 

stifle enthusiasm for the eventual move to a govern-
ment-wide pay-for-performance system. “congress 
needs to understand the General schedule is not work-
ing. Maybe we need to take baby steps — but we can’t 
just go backwards,” said one chco.

is it time to reform the general schedule? 

according to a march 2007 study by the congressional 

budget office, Characteristics and Pay of Federal Civilian 

Employees, the General schedule determines the pay 

of 80 percent of full-time salaried federal workers. our 

survey indicated a growing discontent with the ability of 

the Gs system to serve a 21st century workforce.

When we asked chcos what laws or regulations they 

would change, they spoke of a need, to varying degrees, 

to overhaul the General schedule. a third of the partici-

pants advocated drastic change: “Get rid of the General 

schedule. it’s antiquated, and it no longer serves its 

purpose. We need market-based pay.” the majority 

discussed the need for small, measured steps toward a 

more flexible and contemporary pay system.

there were several caveats. similar to concerns about 

aggressive timelines with the pma, many chcos 

stressed the importance of timing and the involvement 

of stakeholders in the process. another concern was the 

damage that piecemeal solutions could do to the effort 

as a whole. one chco said, “We don’t need any more 

special pays or special this or that. What we need is 

more simplicity.”

another said, “We need to rethink the system from a ho-

listic point of view. We need to make small, incremental 

improvements in order to drive progress.”

does your agenc y do a good job aligning organizational goals with 

individual employee performance standards?

figure 4: closed-ended Question #3

1 n not at all [0]

	 n to a small extent [0]

	 n to a moderate extent [10]

	 n to a great extent [12]

5	n to a very great extent [6]

average score: 3.96
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Workforce pL anning

during the 1990s, the federal workforce shrank by 
more than 300,000 full-time employees, primarily 
through attrition and hiring freezes. The result is what 
one chco referred to as “demographic bi-modality,” 
too many retirement-eligible senior managers and inex-
perienced new hires with a “trough” in the middle. The 
gap in skills will become increasingly evident as those 
managers retire.

This situation shows the danger of focusing only on 
body count, as one respondent put it, and not on skills. 
all agreed that the federal government needs a frame-
work for making staffing decisions based on a desired 
set of competencies — a process known as workforce 
planning.

strategic workforce planning is one of the underlying 
goals of the human capital section of the pMa, and 
chcos agree that this is their core mission: plan-
ning for future needs by attracting, hiring and keeping 
talented individuals at all levels. “at the end of the day, 
if you haven’t changed the skills of your workforce, you 
haven’t done anything,” one respondent said.

s ucce ss ion pl a n n i nG  
a n D knoWle DG e tra n sf e r 

Most chcos cited succession planning and knowledge 
transfer — keeping the right mission-critical skill set in 
the face of smaller budgets and retirements — as a ma-

jor concern. “With tight budgets and the potential to 
see a large percentage of our long-term employees retire, 
we are faced with a need to balance skills, to manage 
knowledge transfer and to assure that we have a strong 
pool of candidates to succeed those who are leaving the 
organization,” said one survey respondent.

succession planning establishes a process to recruit can-
didates, hire employees, develop their abilities and pre-
pare them for advancement — all while retaining them 
to ensure a return on training investment. it involves:

•	 understanding long-term goals and objectives

•	 identifying developmental needs

•	 determining workforce trends and predictions

in the past, succession planning focused on key leader-
ship positions, but it has become increasingly important 
to include other positions in order to transfer institu-
tional knowledge — the unwritten rules that can only 
be learned through on-the-job training.

r ecru iti nG

several chcos concentrate more on recruiting new 
employees than worrying about retirees. as one chco 
put it, “My idea is to watch the faucet — not the 
drain.”

in terms of recruiting, a few chcos think the fed-
eral workforce needs a facelift. “When i was coming 

the retirement “wave”

the office of personnel management (opm) projects 

that more than 550,000 federal employees — almost 

one-third of the entire full-time permanent workforce 

— will leave the government in the next five years, the 

majority through retirement. opm further projects that 

by 2016, nearly 40 percent of all current federal employ-

ees will retire.

While some disagree that there will be an actual wave 

(or “tsunami,” as opm Director linda springer put it), 

most chcos mentioned impending retirements as a top 

concern. in fact, one said, “We are having a retirement 

wave — at least at my agency. i read a story recently that 

said we weren’t, but that’s not what i see.” 

“sometimes i feel like i have to lock the doors and win-

dows,” said another respondent.

RETIREMENT PROJECTIONS FOR FULL-TIME PERMANENT 
FEDERAL EMPLOYEES ON-BOARD AS OF 10/01/06 
 CUMULATIVE PERCENTAGES

year non-supervisor supervisor total

2007 3.6% 5.5% 3.9% 

2008 7.3% 11.0% 7.8% 

2009 11.0% 16.5% 11.7% 

2010 14.8% 21.8% 15.7% 

2011 18.4% 27.0% 19.5% 

2012 22.1% 32.0% 23.3% 

2013 25.6% 36.8% 27.0% 

2014 29.0% 41.3% 30.5% 

2015 32.3% 45.6% 34.0% 

2016 35.5% 49.6% 37.3%



f e De ral h u ma n c apital:  a  pe rf ect sto rm  |   a  s u rvey of ch i e f h u ma n c apital of f ice rs

9

into the workforce, getting a government job was a 
good thing. The perception now is that’s not the case 
anymore. We need to better understand what it is that 
attracts younger workers and then put those things in 
place,” said one survey respondent. several chcos 
voiced concern about attracting a younger generation 
of workers. one said, “We need to be able to offer what 
they feel is important — maybe it’s a better work-life 
balance. We need to be more creative in the benefits 
we offer, like telework, flex time. i do sense a different 
attitude toward work — a healthier attitude.” Many 
respondents said they need to look beyond the typical, 
fresh-out-of-college candidate and also seek mid-career 
professionals to replenish management ranks.

opM’s career patterns initiative, released in june 2006, 
provides a framework to help agencies target recruiting 
to potential types of employees — from young college 
graduates to private sector retirees. The guide provides 
an analytical tool to assess the attributes of certain posi-
tions (timing within a career, mobility, workplace flex-
ibility, permanence and mission focus) and match them 
with potential recruits.

h i r i nG

attracting workers is one thing, actually hiring them 
is another. nearly every chco interviewed wanted 
direct-hire authority (i.e., the ability to make offers of 
immediate employment to qualified candidates) for at 
least some jobs. Many said they would love to hire on-
the-spot, especially at job fairs. opM can and does cur-
rently grant direct-hire authority when it has evidence 
of a severe shortage of candidates or a critical hiring 
need exists on a government-wide basis. however, a 
number of interviewees expressed a desire to be dele-
gated the authority to make that determination. as one 
respondent noted, “Why should we wait until we fail 
[to find a qualified applicant] before we fix a problem 
we predicted?” several respondents also acknowledged 
that it is important to ensure compliance with veterans 
preference rules and to seek diversity in the workforce, 
but asked to be held accountable based on results rather 
than simple adherence to procedural requirements.

The time it takes to hire someone for a federal job has 
been a concern for years. opM responded to long-run-
ning complaints by revamping its usajoBs Web site, 
sponsoring job fairs and developing an online hiring 
toolkit in collaboration with the partnership for public 
service. reducing hiring time is a key pMa metric, and 
opM established a 45-day hiring process model to help 
agencies achieve it. These initiatives have had some im-

pact, according to respondents. in fact, several chcos 
pointed to significant reductions — from 170 days to 
31 days, for example, at one department.

for others, hiring is still a problem. “We just put the 
job announcement on usajoBs and forget about it,” 
one interviewee said, suggesting that timely, quality 
hires are not a management priority in that agency.

i nte r n sh i p proG rams

over the years, as it became clear that certain occupa-
tions needed an influx of new workers, opM designed 
internship programs to recruit targeted individuals, test 
their abilities through internships and then hire success-
ful candidates on an expedited basis.

survey respondents mentioned one program in particu-
lar: the federal career intern program (fcip), devel-
oped in july 2000 to recruit talented mid-level candi-
dates for targeted positions. in fcip’s first year, 400 
people were hired under the program. By fiscal 2005, 
that number increased to 11,000. (fcip’s popularity 
increased dramatically when an excepted hiring author-
ity, the outstanding scholars program, was all but 
discontinued after the Merit systems protection Board 
ruled that it violated veterans preference rules.)

several interviewees said the fcip was a helpful tool, 
but they expressed concern about a pending court case 
filed by a federal employee union charging that the 
program was being used beyond its original intent to 
the detriment of union members. “We hope [the fcip] 
doesn’t go away,” one interviewee said.

r ete ntion

nearly all respondents felt that the current laws are 
designed to discourage senior managers from staying 
in government. specifically, they pointed to the “dual 
compensation restriction,” which bars retirees from 
drawing a full annuity while working for the federal 
government even on a time-limited or part-time basis. 
almost all respondents said they would like greater 
authority to waive this restriction when it’s in the best 
interests of the government. currently, only a few agen-
cies have this authority, although others can request 
it from opM on a case by case basis. chcos whose 
agencies are able to use dual compensation waiver 
authority said it is a key management tool that aids 
knowledge transfer.

“We need to make it more attractive for some of our 
retired experts to bring their talent back to the work-
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force. if our only access to them is hiring them back as 
contractors at a higher price, how smart is that?” one in-
terviewee asked. opM has proposed legislation to ease 
the dual compensation restriction, which has generated 
some interest on capitol hill and support within the 
chco community.

b uy-out autho r ity 

a few chcos mentioned the use of “buy-outs” as 
a way to shape the workforce. voluntary separation 
incentive payment (vsip) authority allows agencies to 
offer employees lump-sum payments up to $25,000 
as an incentive to voluntarily separate from the federal 
government. While some agencies have vsip author-
ity, most agencies must request it from opM. several 
chcos said they would also like to have this authority 
delegated to them.

competitive sourcing 

omb circular no. a-76, Performance of Commercial 

Activities, sets procedures for executive branch agencies 

to identify commercial activities and determine whether 

these activities are best provided by the private sector or 

government employees, a process known as competitive 

sourcing. the theory behind competitive sourcing is that 

it creates efficiency regardless of who wins. it is a key 

initiative of the president’s management agenda.

although chcos were not asked directly about competi-

tive sourcing, several brought it up during their inter-

views. one respondent said that competitive sourcing 

was good and “generated efficiencies.” several others, 

however, thought it lowered morale, and they ques-

tioned its effectiveness. one chco said, “look at a-76 

— is it working as intended? i don’t think so.”

strengthening the hr Workforce

human resources professionals play a critical role in 
the government. in addition to the strategic element of 
workforce planning, they must be experts in navigating 
the complex web of civil service laws and regulations, 
all while keeping the trains running on time — making 
payroll, facilitating hiring and recruiting, maintaining 
diversity, and helping employees transition to retire-
ment. yet as chcos deal with the issues affecting the 
entire government and their own agencies — compe-
tency gaps, large numbers of impending retirements 
— they are facing the same challenges within their own 
staffs.

currently, about 20,000 hr professionals serve nearly 
1.9 million civilian federal employees. however, many 
have outdated skills. With increasingly automated, 
centralized, or out-sourced hr systems, federal agencies 
now need hr staff members to serve as management 
advisors and creative problem solvers. This reduces the 
number of hr staff needed for more traditional trans-
action processing work. skill gap assessments among the 
hr workforce and the consensus of those we inter-
viewed support the conclusion that too many current 
hr professionals do not have all the necessary compe-
tencies. Like others across government, the hr com-
munity is dealing with the effects of hiring freezes in the 
1990s, when hr positions were considered overhead 
and disproportionately targeted for reductions.

l ack of r e sou rce s

chcos responded in a generally positive way when 
asked to rate on a scale of one to five “whether they 
have all the resources they need to be an effective 
chco,” as shown in figure 5.

But when asked in an open-ended discussion question 
what they “needed to meet challenges,” most respon-
dents said they needed more resources. More than 
half said funding was inadequate for overall workforce 
management, and a third said that their hr workforce 
lacked the necessary skills.

“in today’s environment, our hr employees are work-
ing well beyond an eight-hour day, which cannot be 
sustained long-term,” said one interviewee. a few men-
tioned that the tendency over the past few fiscal years 
toward the use of continuing resolutions (short-term 
spending bills passed at the beginning of a fiscal year to 
provide money temporarily until permanent legislation 
is enacted to fund agencies in the next fiscal year) had 
a negative impact on operations because agencies were 
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unable to implement planned programs or pay bonuses 
in a timely manner.

one chco brought up the problem of having autho-
rization from congress to use tools but not the funding 
to actually implement them. “We have some programs 
that were authorized that we don’t have money to pay 
for — like repayment of student loans. When it comes 
to the mission… or repaying student loans — you 
know what happens.” in this case, said several inter-
viewees, it becomes important to demonstrate the value 
of strategic workforce initiatives.

lost i n tra n saction s 

are hr professionals too overwhelmed by daily opera-
tions to think and act strategically? This was a question 
raised by several survey participants. “contrary to what 
you hear sometimes said or implied, traditional hr 
services and transactions have not disappeared. That is 
actually the day-to-day work on which we are judged, 
so we’re challenged to do it well and also do the for-
ward-thinking program improvement work,” said one 
chco.

“Most of my peers — cfos, cios — are focused on 
their own areas, and when they look at hr they see it 
from a transactional standpoint. They understand the 
transaction side. That’s their comfort zone. in terms of 
our hr staff, that’s how they were raised and taught 
— it’s their bread and butter,” said a respondent.

Many lamented that the only interaction most fed-
eral employees have with hr is during a time of crisis 
— problems with pay or leave or difficult employment 
situations. “too often, hr specialists are seen as ob-
stacles, as the holders of the keys, so to speak,” said one 
interviewee.

a common theme through-
out the interviews was 
that transaction processing 
could be improved. one 
chco put it this way: “in 
terms of how we process 
transactions, we’re perfectly 
positioned — for 1990.”

several saw shared services 
— either external through 
the hrLoB or using an in-
house center — as a way to 
provide hr services more 

efficiently and to free employees for analytical work.

h r sk i lls Gap

several respondents expressed concern about the skills 
gap among hr staff. impending retirement of employ-
ees with very specialized knowledge weighed heavily on 
the minds of several interviewees. one chco said, 
“We are forever dwindling, filling only one in six vacan-
cies in operations. in some areas, we are only one deep 
in capability — only one person has the knowledge.” 
Because the pool of mid-level managers is so small, 
agencies often steal hr professionals from one another, 
respondents said.

another cause of the gap in skills is the changing nature 
of hr work. as shown in figure 6, the general consen-
sus among participants was that the hr workforce as a 
whole needs to expand its competencies. More training 
is needed in core competencies, such as analysis and 
management skills. “When i think of resources,” said 
one chco, “i think of people and their skills, and in 
that case we do need more training.”

“There is nothing more important than continuous 
learning. We need to be continually training in both 
soft and hard skills,” said one respondent.

us i nG tech noloGy

often, managers turn to information technology (it) 
to generate efficiencies, and several respondents ex-
pressed a need for better it tools — from large hr 
systems to simple automated process improvements.

“We need better samples, models and frameworks so 
that [program managers], who are not skilled in hr, 
can still do the basics,” said one respondent. Many 

do you have all the resources you need to be an effective chco?

figure 5: closed-ended Question #2

1 n not at all [1]

	 n to a small extent [7]

	 n to a moderate extent [11]

	 n to a great extent [7]

5	n to a very great extent [2]

average score: 3.22
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participants stressed the need for a collaborative and 
consultative approach to designing and rolling out 
new systems. a few others said they did not have the 
resources to procure and implement new systems. one 
lamented the fact that his organization still cannot ac-
cept online applications for some jobs, and he doesn’t 
have the funding to fully automate the process even 
though the initial up-front investment in automation 
would save money in the long run.

several survey participants warned that it alone will 
not fix the skills gap — especially since new it products 
typically involve a steep learning curve. one chco 
said, “We spend more on the it products than we do 
developing our people to use them.”

managing a multi-sector workforce 

like others across government, hr managers are, more 

often than not, supervising a multi-sector workforce 

— a combination of contractors, civil servants and oth-

ers. this requires a different set of competencies, and 

many survey participants mentioned this issue as a key 

challenge, particularly when contract employees are 

in-house, sitting side-by-side with civil servants. “it used 

to be that you had to be an expert on title 5, now you 

throw in managing contractors. We are in a whole differ-

ent realm,” said an interviewee.

agencies are developing strategies to deal with this new 

reality, including training and consultation with chief 

acquisition officers to see if management agreements or 

requirements can be strengthened in service contracts. 

the challenge is not limited to the hr function. as more 

and more work is done by contract employees, managing 

a multi-sector workforce is becoming a government-wide 

challenge.

do your hr staff members have the competencies they need  

to help your agenc y succeed in the future?

figure 6: closed-ended Question #4

 n no answer [1]

1 n not at all [0]

	 n to a small extent [4]

	 n to a moderate extent [15]

	 n to a great extent [7]

5	n to a very great extent [1]

average score: 3.23
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Moving forWard

The following summary highlights the most widely 
advocated ways to build on recent successes and tackle 
emerging challenges.

ke e pi nG h u ma n c apital f ront a n D ce nte r

to maintain the positive trend of paying attention to 
human capital issues, survey respondents stressed the 
importance of keeping the focus on the big picture 
— overall results and outcomes rather than process. along 
the same lines, it’s clear that policy changes should be 
based on sound principles. for example, proposals to 
make arbitrary cuts in the federal workforce as a means 
to reduce the size of government would be counterpro-
ductive. The findings of the survey suggest that any pol-
icy initiatives should focus on the skills of the workforce 
and on the missions assigned to the federal government 
— not solely on the number of employees.

i m provi nG pe rfo rma nce ma naG e m e nt syste ms

one of the most intriguing findings was that nearly all 
respondents had a positive experience implementing a 
performance management beta site within their agency. 
This model, in which each agency was asked to choose a 
specific office or bureau as a test case for a new system, 
could serve as a template for future reforms. as these 
beta sites are expanded — and almost all agencies are 
in the process of expansion — agencies can use lessons 
learned to improve the system.

chcos mentioned another important improvement: 
multi-tiered appraisal systems as opposed to pass/fail 
systems are now the rule rather than the exception. 
These two developments lay the foundation for the 
eventual move to a more market-sensitive and perfor-
mance-sensitive pay structure. Most respondents saw 
the change to a multi-tiered system as one that provided 
a positive incentive for managers and employees to 
engage in constructive conversations about individual 
performance and organizational goals.

it is important that performance management systems 
be trusted and credible before linking them to pay, ac-
cording to respondents, and in that regard a majority of 
respondents thought there was still considerable work to 
be done.

stoppi nG on e-s iz e-f its-all polici e s

a one-size-fits-all approach to policy and oversight 
does not work. opM and congress shouldn’t levy the 
same administrative and reporting requirements on a 
200-person agency as they do on a large department. 
similarly, specifying desired end results in terms of 
hr program or policy objectives was seen as perfectly 
appropriate by chcos, but they believed that each 
department or agency should be given as much latitude 
as possible in how they achieve those results. too often 
— particularly according to those representing some of 
the smaller agencies — process requirements are overly 
prescriptive.

chcos want guidelines, not prescriptions. sometimes 
they feel that what they’re being asked to do does not 
help achieve the mission of their agency. in this context, 
it may be important for opM and congress to either 
allow agencies greater flexibility or to better explain why 
greater uniformity in operation is necessary.

While a search using the term “hr flexibilities” on the 
opM Web site will yield a considerable list of flex-
ibilities, most must be granted on a case-by-case basis 
by opM or may not be as “user-friendly” as they ap-
pear, respondents said. as shown by the near-universal 
request for approval to make greater use of direct-hire 
authority and easier access to dual compensation waiver 
authority (to re-employ recently retired federal em-
ployees for limited periods of time), chcos generally 
expressed a desire to be held accountable for end results, 
rather than adherence to a set process.

b r i DG i nG sk i ll Gaps

according to our survey participants, the retirement 
wave is real, and effective succession planning is critical. 
creative recruiting and hiring solutions are an impor-
tant first step, but effectively utilizing and retaining the 
existing workforce is a key element as well. This is where 
a focus on management competencies can help. for too 
long, government managers were promoted because do-
ing so enabled agencies to give salary increases to tech-
nically proficient workers whether or not they possessed 
management skills, interviewees said. some suggested 
a parallel career track for those who lack management 
skills but deserve to be compensated for important tech-
nical capabilities.

The trend toward more automation and the growing 
use of contractor support or shared services also present 
new challenges as needed skill sets evolve, the survey 
showed. While automation can create efficiencies, it 
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will inevitably render some jobs obsolete, shifting needs 
from process to analysis. Working with a multi-sector 
workforce requires a similar shift in skills, and chcos 
increasingly need to work alongside procurement and 
acquisition professionals to guide the process.

r evitaliz i nG th e h r Wo rkfo rce

The hr workforce is not where it needs to be in terms 
of numbers or skills. This situation has been exacerbated 
by profound changes in workforce demographics and 
the evolving nature of hr work. demonstrating the 
value of strategic human capital initiatives is important 
so that chcos can garner support for appropriate 
long-term investments in training and information 
technology.

congress and the executive branch must take a serious 
look at resource issues in the hr community. With 
half of survey respondents citing a lack of money and 
one-third saying their staffs do not have adequate skills, 
the old adage of “doing more with less” rings hollow. 
in this case, they may need to do “something different 
with less.”

cl ar i f yi nG th e h u ma n r e sou rce s  
l i n e of b us i n e ss

“something different” may be the human resources 
Line of Business (hrLoB). in theory, the hrLoB 
offers the opportunity to reduce costs and allows the 
hr workforce to be less transaction-oriented. But 
implementation must be careful and deliberate, with 
clear guidance and multiple opportunities for feed-
back along the way — a point made abundantly clear 
by survey responses. important first steps are defining 
and standardizing processes. even if all agencies do not 
eventually migrate to shared service providers, standard-
ization will go a long way toward reducing costs. The 
hrLoB should leverage the experience gained from the 
successful implementation of beta sites: start small and 
build slowly.

shapi nG th e Wo rkfo rce of tomo rroW

some respondents speculated about the impact of mov-
ing away from the 1949-era General schedule pay sys-
tem to a more flexible structure — one aligned with the 
goals of a performance and market-sensitive compensa-
tion system, such as the pay-banded systems tested in 
various agencies. Generally, survey participants thought 
such a move would be beneficial, although there was 
some trepidation about the difficulty of making that 
switch in terms of the time, resources and training 
needed to do it correctly.

When asked what one thing they wanted to tell the 
readers of the survey, one respondent said, “The report 
ought to acknowledge that agency hr staffs are truly 
dedicated to supporting agency missions.” today, our 
nation faces challenges of unprecedented complexity 
— from combating terrorism and competing in a global 
marketplace to dealing with an aging population at 
home. These challenges require new skills from our fed-
eral workforce, and chcos are focused on that future.
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appendix a:  participating feder al officials

note: The titles and positions of the officials listed above were current at the time they were interviewed.
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Discuss ion Que stion s

What are your key human capital achievements/suc-
cesses? 

What will be your most pressing human capital chal-
lenges over the next three years? 

What do you need to meet these challenges (e.g., sup-
port, resources, regulatory or statutory changes)? 

do your managers and supervisors have the competen-
cies they need to be successful (including, if necessary, 
being able to successfully manage a multi-sector work-
force of contractors, volunteers or others in addition to 
federal employees)?

What is your experience with your agency’s performance 
management beta site?  Will you be expanding it?

if you could unilaterally change one law or opM regula-
tion affecting human capital management, what would 
it be?

keeping in mind that we will be sharing the consolidated 
results of these interviews with congress, opM, oMB, 
and others, is there anything else we should know or any 
other issues we should focus on?

1.

2.

3.

4.

5.

6.

7.

clos e D-e n De D Que stion s

on a scale of 1-5 using the benchmarks below, please answer 
the following questions:

not at all  Moderate extent  very great extent

1 2 3 4 5

to what extent:

…do you feel that hr is viewed by your agency leader-
ship as a trusted business advisor (versus a transaction 
manager)?

…do you have the resources you need to be an effective 
chco?

…do you feel that, in general, your agency does a good 
job aligning organizational goals and individual employ-
ee performance standards?

…do you believe your hr staff members have the 
competencies needed to help your agency succeed in the 
future?

…By 2010, is your agency likely to use an external 
shared service center under the hr LoB? 

1.

2.

3.

4.

5.

appendix c:  survey/interview que stions
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�e 9/11 Commission wrote that “the quality of the 
people is more important than the quality of the wiring 
diagrams,” and it detailed how our government’s failure 
to put the right people in the right jobs contributed to 
major security lapses. �e Government Accountabil-
ity Office has put human capital management on its 
“high-risk” list of the most pressing challenges facing 
our government. Both Grant �ornton and the non-
profit Partnership for Public Service have independently 
conducted research and surveys that identify human 
capital management as the number one concern facing 
federal managers. �ere is an overwhelming consen-
sus that the quality of our federal workforce is vitally 
important to the effectiveness of our government, and 
our federal leaders have their work cut out for them 
as they try to build the civil service that the American 
people deserve and the times demand. For this report, 
Grant �ornton and the Partnership for Public Service 
talked to the people on the front lines — Chief Human 
Capital Officers (CHCOs) and other key federal HR 
officials — in the effort to tackle our government’s key 
workforce challenges.

Federal Chief Human Capital Officers work to ensure 
that agencies have the talent they need for the challeng-
es ahead. �e very establishment of the CHCO posi-
tion, which the Partnership championed and Congress 
authorized in 2002, reflects the growing recognition 
that good government starts with good people. �e 
views and experience of CHCOs can and should inform 
policy decisions to help build on recent progress in this 
area.

To that end, in early 2007, Grant �ornton and the 
Partnership for Public Service interviewed 55 key feder-
al human resources officials from 28 major departments 
and agencies, plus more than a dozen small agencies. 
Responding to a series of discussion topics and closed-
ended questions, participants were assured anonymity 
and encouraged to shape the content of the interview. 
�e interviews focused not just on the government’s hu-
man capital challenges and needs but also the successes 
realized.

�is report contains the results of that extensive se-
ries of interviews, which included most of the current 
CHCOs. While these leaders on the human capital 
front have some progress to report, they also highlight 

a number of critical concerns and issues that need to be 
addressed. �e report’s key findings include:

h u ma n c apital is  i ncr ea s i nG ly  
f ront a n D ce nte r 

When asked to name their most important success, 
“leadership involvement,” meaning getting senior 
leadership to focus on human capital, was the most 
common answer. One-third of respondents said their 
agency heads took an active role in developing their 
agency’s strategic human capital plan. And only one 
in 10 respondents said they did not have the level of 
support they would like from their senior leadership. 
Respondents also reported that, for the most part, they 
had a seat at the senior management table.

mom e ntu m is b u i lDi nG  
toWar D pay syste m cha nG e s

While a consensus is yet to form on what a new govern-
ment-wide pay and performance system should look 
like, the clear majority of CHCOs think the General 
Schedule (GS) pay system is no longer adequate. More 
than half of the respondents agreed that a more perfor-
mance-sensitive and market-sensitive pay system should 
be a long-term goal. Several interviewees praised the 
results of pay-for-performance demonstration projects 
as examples of responsible ways to further strengthen 
the link between performance and compensation. One-
third said we should scrap the GS system immediately. 
�e issue appears to be less a question of if, than how. 
Most cautioned that the process to design and imple-
ment a new pay system should be slow and deliberate 
and that credible performance management systems and 
appraisals must come first. A number want to wait and 
see how the transitions to pay-for-performance at the 
Departments of Defense and Homeland Security play 
out before moving forward with any major changes for 
their agencies. In general, most concerns about perfor-
mance-sensitive and market-based pay stem less from 
the policy itself and more from the fact that attempts 
to implement reforms at DoD, DHS and with Senior 
Executive Service pay have been controversial, creating 
reluctance among some CHCOs to fully embrace the 
idea.

executive summary
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pr e s i De nt ’s ma naG e m e nt aG e n Da  
is  havi nG a n i m pact

For the most part, CHCOs credited the President’s 
Management Agenda (PMA), a White House man-
agement improvement initiative begun in 2001, with 
focusing their agency heads on workforce issues and 
setting important milestones. But some respondents 
expressed concern that reaching quarterly PMA goals 
has become an end in itself, to the detriment of contin-
ued progress.

r ecru iti nG,  h i r i nG a n D r etai n i nG a n  
e f f ective Wo rkfo rce is sti ll too Di f f icu lt

Many interviewees said they have made substantial 
progress in reducing the amount of time it takes to 
hire employees and acknowledged the incentive value 
of OPM initiatives such as the 45-day hiring process 
model. However, they believe that additional hiring 
flexibility is needed. Several noted that current flex-
ibilities often come with “strings attached,” such as 
the need to obtain prior OPM approval that, in their 
opinion, requires an unnecessarily high burden of proof 
that the authority is needed. Another frequently noted 
limitation was that useful tools such as student loan 
repayments or retention bonuses often lack adequate 
funding. Two specific suggestions for improvement were 
repeatedly mentioned:

Nearly all interviewees would appreciate greater 
direct-hire authority, allowing them to hire needed 
talent on the spot, especially at job fairs.

A high percentage of respondents also feel that the 
authority to provide a waiver of dual compensa-
tion restrictions — a waiver to offset a federal 
retiree’s annuity, if he or she comes back on the 
federal payroll — would be a valuable mechanism 
for keeping needed talent in the workplace. OPM 
recently submitted proposed legislation to Congress 
that would help in this regard.

th e h u ma n r e sou rce s Wo rkfo rce  
is  i n n e e D of atte ntion

Respondents discussed the need to revamp the compe-
tencies of the HR workforce. Currently, about 20,000 
HR professionals serve the federal government, many 
with outdated skills. With increasingly automated, 
centralized, or out-sourced HR systems, federal agencies 
now need more HR staff members to serve as manage-

•

•

ment advisors and creative problem solvers and fewer 
for more traditional transaction processing work.

More than half of respondents also said their HR opera-
tions lacked sufficient funding, and many felt that HR 
operations could be improved even further by better 
harnessing technology or reengineering business pro-
cesses. However, some of those same respondents noted 
that they lacked the funds to make the up-front invest-
ment in these changes, even though such changes may 
produce long-term savings.

ma ny aG e ncy ma naG e rs l ack n e e De D 
Wo rkfo rce ma naG e m e nt sk i lls

�e vast majority of interviewees expressed concern 
about the state of management and leadership skills, 
both in the government as a whole and in the human 
resources community. �ey noted that technical skill 
is not equivalent to management skill. A number were 
particularly concerned about the ability of managers to 
operate effectively under changing HR systems, such as 
those affecting performance management. Respondents 
suggested that more training and leadership develop-
ment programs, supplemented by rigorous assessment 
and selection systems for new managers, could help 
correct this imbalance.

pe rfo rma nce ma naG e m e nt is i m provi nG

All agencies were required to establish a performance 
management system beta site (a test site for a portion 
of the agency that could eventually be expanded, if 
successful, and perhaps be more closely linked to pay). 
Most respondents reported positive results from their 
beta sites and are expanding them to other parts of the 
agency. In addition, agencies that used pass/fail evalu-
ations of employee performance in the past have now 
transitioned to multi-level appraisals. �is transition 
was seen as largely positive. Respondents reported that 
their agencies are doing a better job than before of link-
ing individual employee performance plans to strategic 
agency goals and mission requirements.

cha nG e s i n Wo rkfo rce De moG raph ics  
ar e cr eati nG staf f i nG pr e ss u r e s

Participants cited demographic changes as a top con-
cern. CHCOs mentioned two situations in particular: 
the impending retirement wave and the “bi-modality” 
of the federal workforce (too many retirement eligible 
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senior managers and inexperienced new hires, with too 
few in the middle ranks) brought on by hiring freezes 
and reductions in force in the 1990s. Nearly all agreed 
that workforce planning — basing decisions on a de-
sired set of skills rather than number of employees — is 
the key to meeting these challenges, and they placed 
significant emphasis on the need for effective succes-
sion planning to ensure that institutional knowledge is 
retained as workers retire.

opm r ece ive s m ix e D r evi eWs

�e U.S. Office of Personnel Management has multiple 
responsibilities under the law. �ese include ensuring 
compliance with federal HR laws and regulations, aid-
ing and advising the President on federal human capital 
issues, reporting to Congress on federal workforce 
matters, developing and implementing relevant ad-
ministration programs and priorities, and maintaining 
centralized systems and records (e.g., employee retire-
ment and health benefits programs). Given its multiple 
roles, it may not be surprising that two-thirds of the 
interviewees felt that OPM does not fully understand or 
appreciate their needs and resource limitations. For ex-
ample, they cited the timelines for meeting new human 
capital reporting or system requirements as sometimes 
being too aggressive or seemingly arbitrary. A number 
of interviewees also expressed a desire to have OPM 
consult with them earlier on HR systems design and 
requirements. �ey also thought that much of OPM’s 
oversight activities are based on assessments of how well 
their HR systems conform to OPM process require-
ments, rather than on the results their systems achieve. 
Several individuals suggested that OPM take more of a 
risk-based approach to oversight that would focus more 
on problem areas and less on across the board compli-
ance activities. 

On the positive side, a number of respondents did 
compliment current OPM leadership for being more 
inclusive and receptive to input from the federal HR 
community compared to prior leadership. �ere was 
also widespread praise for OPM’s work with the perfor-
mance management beta sites. Others made favorable 
note of OPM’s more active role in efforts to improve 
the hiring process and in government-wide recruitment 
initiatives such as public service ads and career fairs.

ve r Dict is  sti ll out on shar e D s e rvice s a n D 
th e h u ma n r e sou rce s li n e of b us i n e ss

Some interviewees saw a benefit to a shared service 
model where one bureau, agency, or contractor provides 
HR services for a number of federal “clients.” �e Hu-
man Resources Line of Business (HRLOB), one of sev-
eral White House initiatives to consolidate back office 
functions at government-wide Shared Service Centers 
(SSCs), is a shared service model — but respondents 
felt that it is too early to judge whether the HRLOB 
can work on such a large scale. Individual responses 
were fairly mixed on whether the various organizations 
planned to use an external Shared Service Center in the 
next three years. Several individuals expressed a “wait 
and see” attitude regarding the extent to which they 
may participate in the HRLOB.
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In 1789, the United States government consisted of 
three cabinet agencies: the State Department, the De-
partment of the Treasury and the Department of War. 
By 1836, there were five agencies, and the entire civilian 
federal workforce was 336 employees.

Today, with nearly 1.9 million civilian employees (not 
including the Postal Service) the federal government is 
the nation’s largest employer. Approximately sixty per-
cent of all federal workers are classified as professional 
or administrative (e.g., physicists, economists, actuaries, 
doctors, budget analysts, human resource specialists). 
Eighty-six percent work outside the Washington, D.C. 
area. More than half of federal employees are union 
members.

For more than a decade, Grant �ornton has partnered 
with nonprofit organizations to conduct similar surveys 
of government leaders in financial management, in-
formation technology and procurement. �e common 
thread across the surveys is a concern about human 
capital. In fact, in surveys conducted over the past year, 
human capital was the number one concern of federal 
Chief Financial Officers, Chief Information Officers 
and procurement officials.

Where will the next generation of leaders come from? 
How does the human resources workforce fully transi-
tion from its focus on transaction processing to strategic 

human capital management? Is the federal government 
doing enough to recruit, develop, motivate and retain a 
talented workforce? For human resources professionals, 
the challenge is two-fold: as they seek to enhance the 
effectiveness of the agencies they serve — indeed the 
government as a whole — they must also address the 
same issues within their own staffs.

G e n e ral e nvi ron m e nt

Until 1883, federal government jobs were awarded and 
held at the pleasure of the President, who rewarded 
political supporters with government positions. �is 
was commonly known as the “spoils” system. All that 
changed when a disgruntled office seeker shot Presi-
dent James Garfield and the resulting reform, the Civil 
Service Act of 1883, ushered in the era of a merit-based 
civil service system — awarding jobs on the basis of 
merit rather than patronage.

�e current structure of federal employment has been 
in place since passage of the Classification Act of 1923, 
which divided government jobs into five distinct 
services: professional and scientific; sub-professional; 
clerical, administrative, and fiscal; custodial; and cleri-
cal-mechanical (covering only jobs in the Bureau of 
Engraving). �at law was amended by the Classification 

introduction

 :  , ..  . .  -

n number of federal employees as  
a percentage of u.s. population

Source: U.S. Population data: U.S. Census (http://www.census.gov), Federal Data: BLS (http://data.bls.gov — data run for federal nonpostal employees)
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Act of 1949, which consolidated the first three of these 
services into the General Schedule, with 18-grade levels. 
�e top three grade levels became the Senior Executive 
Service in 1978; beyond that change, the GS system, as 
it is called, is still in use today.

As the population grew and the economy changed, 
Congress enacted additional civil service reforms. �e 
most significant was the Civil Service Reform Act of 
1978, which abolished the Civil Service Commission, 
created in 1883, and established the U.S. Office of Per-
sonnel Management (OPM) and the aforementioned 
Senior Executive Service. Over the years, Congress has 
also passed agency-specific legislation allowing agen-
cies to operate under HR rules and regulations differ-
ent from those most other agencies must follow as set 
forth in Title 5 of the U.S. Code. �e Postal Service, 
the National Aeronautics and Space Administration, 
the Securities and Exchange Commission, the Federal 
Aviation Administration and a growing number of 
other federal agencies or agency subcomponents now 
have HR systems with flexibilities not available to other 
agencies. �e departments of Defense and Homeland 
Security, which together employ more than 45 percent 
of all federal civilian employees, were the most recent to 
be granted exemption from parts of Title 5.1

h isto ry of th e ch i e f h u ma n c apital of f ice r

�e Partnership for Public Service championed the 
concept of a Chief Human Capital Officer in 2002. �e 
Partnership, along with others, believed that human 
capital issues were critical to the overall success of each 
federal organization’s mission. Every major department 
and agency had a Chief Information Officer, Chief 
Financial Officer and Chief Acquisition Officer, but no 
official of comparable status focused on agency work-
force issues. �e title, Chief Human Capital Officer 
(CHCO), emphasized that the federal workforce is an 
asset worthy of significant investment. CHCOs would 
have a status equivalent to those officials responsible 
for agency IT, budget and acquisition. �ey would also 
have a seat at the management table.

Title XIII of the Homeland Security Act of 2002 estab-
lished the CHCO position for major departments and 
agencies to assist agency officials in developing a high-
quality, productive workforce. �e Act also established 

1 �e federal workforce is further divided into the Competitive Service, 
which is under the jurisdiction of OPM and subject to Title 5, and the 
Excepted Service, which is under the jurisdiction of the employing agency. 
�e majority of civil service appointments are made under the Competitive 
Service, but certain categories in the Foreign Service, the FBI, and other 
national security and legal positions are made under the Excepted Service. 

a CHCO Council to advise the HR community on 
systems issues, best practices and policy. �e Director of 
the Office of Personnel Management acts as chairperson 
of the CHCO Council, and the Deputy Director for 
Management of the Office of Management and Budget 
acts as the Council’s vice chairperson.

�e CHCOs and their colleagues interviewed for this 
survey shared their key successes, important challenges 
and desires for the future.

chco respon sibilities 

• set the agency’s workforce development strategy 

• assess workforce characteristics and future needs 

• align the agency’s human resources policies and 
programs with organization mission, strategic goals 
and performance outcomes 

• Develop a culture of continuous learning to attract 
and retain employees with superior abilities 

• identify best practices and benchmarking studies

• apply methods for measuring intellectual capital 
and identify links to organizational performance and 
growth

s u rvey m ethoDoloGy

�e Partnership for Public Service, together with Grant 
�ornton LLP, surveyed federal government Chief 
Human Capital Officers (CHCOs), Deputy Chief Hu-
man Capital Officers and other key human resources 
advisors. �e goal was to learn first-hand from these 
practitioners about critical issues in federal human 
capital management. From February to May 2007, 
Grant �ornton and the Partnership for Public Service 
interviewed 55 officials from 28 major departments and 
more than a dozen small agencies. �ey guaranteed the 
anonymity of our survey participants and so do not at-
tribute quotations or other responses to specific people. 
Any analysis or interpretation solely reflects the views of 
Grant �ornton and the Partnership for Public Service.

Grant �ornton and the Partnership for Public Service 
offered survey participants seven open-ended discus-
sion topics and five closed-ended questions on critical 
human capital issues. �e goal was to allow the CHCOs 
themselves to shape the discussion. �ey asked CHCOs 
to identify key issues and to tell them what is working 
and what needs to change. �is report summarizes and 
analyzes the CHCOs’ responses.
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Le adership Mat ters

Gove r n m e nt-Wi De leaDe rsh i p

In general, respondents felt that strategic human capital 
issues are now getting the attention they deserve. Fig-
ure 2 shows that survey respondents feel that they are 
valued for their advisory skills and not just their ability 
to transact the daily business of human resources man-
agement (HR).

When asked to name their key successes, the most 
common answer from the CHCOs was “leadership 
involvement,” with “leadership” referring to everything 
from the highest level of the executive branch to other 
“Chiefs” (Chief Financial Officers, Chief Information 
Officers and Chief Acquisition Officers) within their 
own agencies. Driving any type of strategic change 
requires top-down leadership, with effective, ongoing 
communication among employees, unions, outside 
stakeholders and management — yet this has not al-
ways been the case in federal HR. �e CHCOs report, 
however, that they are moving in the right direction in 
this regard.

pr e s i De nt ’s ma naG e m e nt aG e n Da:  
h e lp o r h i n Dra nce?

CHCOs cited one initiative in particular as instrumen-
tal in focusing agency heads on human capital issues: 
the President’s Management Agenda (PMA), launched 
by the White House in 2001 and designed to make 
measurable progress in several areas, including the stra-

tegic management of human capital. Using a red, yellow 
and green traffic-light scorecard, agencies are evaluated 
quarterly on their progress toward meeting specific 
milestones.

OPM is the lead agency for the PMA’s strategic man-
agement of human capital initiative. To help agencies 
meet various requirements (including PMA goals as well 
as statutory and regulatory mandates), OPM issued the 
Human Capital Assessment and Accountability Frame-
work (HCAAF) in conjunction with the Office of Man-
agement and Budget (OMB). HCAAF is a roadmap for 
human capital best practices, focusing on:

•	 Leadership and knowledge management

•	 Results-oriented performance culture

•	 Talent measurement

While specific quarterly requirements for “getting to 
green” on the PMA are designed to be moving targets to 
encourage constant improvement, they are based on the 
underlying principles laid out in HCAAF.

Although most respondents described the PMA as a 
valuable tool for keeping agencies focused on human 
capital issues, several said that sometimes “getting to 
green” (satisfying quarterly requirements) was more 
about process than real results. Still, about a fifth of the 
interviewees cited their “green” status as a key achieve-
ment. Nearly a third agreed that the PMA encouraged 
agency leadership to pay more attention to human 
capital issues. One CHCO said, “Our Secretary takes 
the PMA very seriously.” Another stated, “�e PMA 
actually made things happen in the human capital area 

that would not have hap-
pened otherwise.”

�e PMA was cited as 
both a source of pride and 
consternation — sometimes 
by the same respondent. 
While the many goals of the 
strategic human capital por-
tion of the PMA were seen 
as worthwhile and laudable, 
the timeframes and the 
sheer number of goals were 
referred to as unrealistic, 
arbitrary, unworkable or 
unsustainable.

do c abinet officers see you a s a trusted business advisor,  

not just a tran saction manager? 

1 n not at all [0]

 n to a small extent [2]

 n to a moderate extent [7]

 n to a great extent [11]

5 n to a very great extent [8]

average score: 3.92

 : -  

2007 chco survey findings
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One interviewee put it this way: “It would be heart-
breaking if all these reforms were written in sand simply 
because we tried to implement them too quickly.”

original pma strategic human c apital  

management goals 

• align human capital strategies with mission goals

• plan and deploy the workforce to create a citizen-
centered and mission-focused organization

• ensure continuity of effective leadership that sustains 
a learning environment

• Develop a results-oriented performance culture 
that rewards those who achieve desired results and 
corrects performance deficiencies

• close mission-critical competency gaps by 
successfully competing for talent

• Develop an accountability system to ensure that 
human capital management is merit-based, effective, 
efficient, and supportive of mission accomplishment

One-third saw the PMA as nothing more than a pa-
perwork exercise that kept them from other work. “We 
have to use two people full time just to keep up with 
the PMA. Frankly, the PMA asks us to do things that 
take time away from the job mission. Some of the re-
quests are archaic or unrealistic and could require us to 
take steps backward,” one respondent lamented. “We’re 
so busy checking off boxes that we don’t have time for 
real reform,” said another.

One CHCO cautioned, “�e risk of being ‘green’ is 
that leadership may say that function is OK and put 
resources elsewhere.”

th e role of th e  
of f ice of pe rson n e l ma naG e m e nt

�e U.S. Office of Personnel Management (OPM) 
serves as the President’s advisor on federal human capi-
tal issues and is the central human resources manage-
ment agency for the executive branch. OPM develops 
civil service regulations consistent with the laws passed 
by Congress and is responsible for ensuring compliance 
with those laws and regulations. It also delegates to the 
other executive branch agencies the authority to operate 
various HR functions, including the authority to com-

petitively examine and hire employees. While OPM has 
an oversight role with the other executive departments 
and agencies, it also provides advice and assistance 
to those organizations. OPM conducts (or oversees) 
background investigations for security clearances; runs 
the federal employees health benefits and life insurance 
programs; operates the federal retirement programs; and 
issues guidance or provides assistance on a wide range 
of HR matters from recruitment to employee relations 
issues. OPM also designs government-wide human 
capital strategies and collects required data from each 
agency. While OPM provides a central clearinghouse 
for human capital practices, many specific HR responsi-
bilities (hiring employees, for example) are delegated to 
each agency.

How well OPM carries out its myriad responsibilities 
was not a focus of our interviews, but in the course of 
our conversations, there was general acknowledgement 
that OPM did many things well. However, two-thirds 
of respondents felt that OPM staff members do not 
fully understand or appreciate the particular HR needs 
or other limitations of their agency. For example, a 
number reported that tight timelines for meeting some 
government-wide mandates too often appear arbitrary. 
Several noted that they would like to have more con-
sultation with OPM before it launches new initiatives. 
“We don’t like to hear that things are on the drawing 
board then suddenly see them in front of us,” one inter-
viewee said.

Generally, interviewees said they are not always clear 
about exactly what is expected of them. �ey also said 
that procedural requirements sometimes seem unrelated 
to the desired end result. Effective two-way communi-
cation with OPM staff is sometimes hard to achieve, re-
spondents said. “Sometimes, we’re not even sure whom 
to call,” according to one CHCO. �ey also shared a 
perception that OPM occasionally seems to react to the 
metric of the week or makes them jump through hoops 
to get things done in a certain timeframe. One inter-
viewee said, “We need to maintain a posture of Semper 
Gumby — always be flexible.”

Several participants would like to see OPM take a risk-
based approach to oversight — spending more time 
helping struggling agencies instead of focusing on agen-
cies that have demonstrated some level of success. One 
CHCO said, “It seems peculiar that OPM spends as 
much time watching over agencies with a ‘green’ score 
as they do an agency with a ‘red.’ �ere seems to be no 
risk-based formula.”
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th e role of th e ch i e f h u ma n c apital  
of f ice rs cou nci l

�e law creating the CHCO position also established 
the CHCO Council, an advisory body for the HR 
community. “I like the rise of the CHCO Council,” 
said one respondent. “It’s almost on par with the 
[Chief Financial Officers] Council.” However, several 
interviewees would like to see the Council take on 
a greater role in communicating with Congress and 
external stakeholders. �e functions assigned by law to 
the CHCO Council call for it to “meet periodically to 
advise and coordinate the activities of the agencies of its 
members on such matters as modernization of human 
resources systems, improved quality of human resources 
information, and legislation affecting human resources 
operations and organization.”

In its first few years, attendance at Council meetings 
was restricted to CHCOs only. Several respondents felt 
that this approach was not the most effective, and they 
praised the recent decision by current OPM Director 
Linda Springer to include deputies in meetings and to 
designate working subcommittees for key issues. Several 
respondents also complimented the current Executive 
Director of the Council for his efforts to reach out to 
the Council members and for being responsive to their 
inquiries or requests. Generally, interviewees hoped that 
the inclusion of deputies, who are typically career civil 
servants as opposed to political appointees, would create 
continuity and that a subcommittee structure (which is 
now established) would help to develop and share best 
practices. “We need fewer dog-and-pony shows and 
more dialogue — more sharing of technical assistance 
among CHCOs,” one said of the Council.

f e De ral h u ma n c apital s u rvey  
a n D th e a n n ual e m ploye e s u rvey

�e Federal Human Capital Survey (FHCS), first 
conducted at the initiative of OPM in 2002, measures 
“employees’ perception of whether … conditions char-
acterizing successful organizations are present in their 
agencies.” OPM repeated the survey in 2004 and 2006. 
�e Partnership for Public Service uses the results for its 
Best Places to Work in the Federal Government rankings, 
released every two years — most recently in April 2007. 
�e Federal Human Capital Survey:

•	 Provides general indicators of the effectiveness of 
human resources management systems 

•	 Serves as a tool for OPM to assess agencies’ progress 
toward "green" on strategic management of human 
capital under the PMA

•	 Gives senior managers critical information to answer 
the question: What can I do to improve employee 
engagement and help my agency perform better?

While the FHCS was a voluntary effort by OPM, Sec-
tion 1128 of the National Defense Authorization for 
Fiscal Year 2004 created a statutory requirement for 
an annual employee survey that would be conducted 
each year for every executive branch entity. �e annual 
survey requirement also mandates that a core set of 
common questions developed by OPM be part of each 
agency’s survey and that the survey results be posted on 
each agency’s official Web site. Currently, OPM plans to 
continue conducting the FHCS every two years, with 
the next one scheduled for 2008. �ey will include the 
core questions in their survey, thus satisfying the annual 
requirement. In 2007 and every odd year thereafter, 
each agency will be responsible for conducting its own 
survey. One respondent suggested that conducting a 
survey every year did not provide enough time to ana-
lyze and implement changes. “It would be one thing if 
there wasn’t a cost to conducting the surveys, but there 
is,” the interviewee said. However, one CHCO cited in-
creased survey participation as a key success, and several 
respondents said that the surveys have given them valu-
able information. A number of agencies have developed 
plans for making constructive use of the survey results. 
A few others have enough responses to their survey to 
allow them to drill down to the work unit level, using 
the survey results to identify needed changes at that 
level.

h u ma n r e sou rce s li n e of b us i n e ss  
a n D shar e D s e rvice s

OMB’s Lines of Business initiative aims to consolidate 
back-office functions, including financial management, 
budget formulation, human resources management 
and others at Shared Service Centers (SSCs)2. Accord-
ing to survey respondents, this shared service model, in 
which one agency provides a service for many others, 
holds promise — especially with limited HR workforce 
resources. Currently, agencies can choose from among 

2 Early in 2007, OPM said it would also allow private sector SSCs to enter 
the HR LOB market by developing solutions that meet specific require-
ments. �ose services would then be available to federal agencies through 
a schedule (a pre-negotiated list of available contracts) administered by the 
General Services Administration. When discussing the HR LOB in this 
survey, most respondents focused on government-run SSCs.
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five SSCs under the Human Resources Line of Business 
(HRLOB):

•	 Department of Agriculture’s National Finance Center

•	 Department of Defense’s Civilian Personnel 
Management Service

•	 Department of Health and Human Services’ 
Program Support Center

•	 Department of the Interior’s National Business 
Center

•	 Department of the Treasury’s HR Connect 
(partnered with the Bureau of the Public Debt)

�e concept behind shared services — creating econo-
mies of skill and scale — is popular among CHCOs. 
Nearly all agencies use an SSC for payroll functions, 
and many agencies use an in-house approach, in which 
one bureau provides HR services for others within the 
same department. �e logistical aspects of moving to 
a government-wide SSC, however, are keeping many 
CHCOs from embracing the HRLOB fully, especially 
at larger departments. �eir concerns include uncertain-
ty about how to structure agreements between agencies, 
who will pay the costs of transitioning out if the SSC 
does not provide the right service and how to define 
appropriate metrics.

A number of respondents are not making a decision on 
moving to an SSC until they see demonstrated success 
from a large department. “I’d like to see how it works 
for someone our size,” remarked one respondent from 
an agency with multiple components. Figure 3 depicts 
the likelihood of agencies moving to an SSC by 2010.

Several CHCOs were concerned that moving to an SSC 
would result in a loss of control over HR functions, and 
a few actually had a bad experience with shared services. 

One participant said, “We have lost out when there is 
centralization and consolidation. �e automation that 
might come from the LOB can dehumanize the HR 
function.”

Forty percent of interviewees thought the HRLOB 
needed clearer guidelines and metrics. “�e concept is 
sound. �e problem is: how do we get there? How do 
we not lose functionality?” said an interviewee. Several 
CHCOs want to help shape the debate, and they were 
concerned that OMB and OPM were not consulting 
them or involving other stakeholders.

leaDe rsh i p at th e aG e ncy  
a n D De partm e nt leve l

As one CHCO said, “�ere is an HR component to 
everything you do.” Just as government-wide leader-
ship is important to CHCOs, leadership at the agency 
level is equally critical. Two-thirds of interviewees cited 
the development of a strategic human capital plan as 
a key achievement, and half of those said their agency 
head was integral to that process. One said that while 
his agency head was only paying lip service to human 
capital issues, this was better than no mention at all. 
Only one-tenth of respondents said they did not yet 
have the support of their agency leadership. A few cited 
“constant changes at the top” as troubling.

One of the biggest challenges for CHCOs was driving 
change down through middle management — some-
thing they noted cannot be done without top-level 
attention.

Management structure and the set of responsibilities 
assigned to the CHCO (beyond those required by law) 
vary from agency to agency, and one idea that seemed 
popular with a few interviewees was combining several 
statutory responsibilities (e.g., those of the CFO, CIO, 

CAO and CHCO) into one 
position. Several agencies 
already have a CHCO who 
also functions in one or 
more of the other positions. 
�e concept encouraged the 
integration of management 
functions to streamline 
operations, they said. As 
one CHCO put it, “when 
you have all these offices 
— a CFO, a CIO and a 
CAO with their own staffs, 
the bureaucracy works its 
magic.” One participant, 

by 2010,  is your agenc y likely to use an e xternal shared  

service center under the hrlob? 

 : -  

 n no answer [4] 

1 n not at all [7]

 n to a small extent [2]

 n to a moderate extent [5]

 n to a great extent [4]

5 n to a very great extent [6]

average score: 3.02
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however, thought it was important that a CHCO not 
be distracted by other responsibilities. Another partici-
pant noted that where the CHCO wore other hats, such 
as also being the CFO, the role of the deputy CHCO 
became particularly important for keeping a focus on 
the human capital policies, programs and practices.

leaDe rsh i p cou nci ls

A number of CHCOs pointed to the formation of 
“leadership councils” within their organizations. �ese 
groups are either HR-specific, with HR professionals 
forming communities of practice, or cross-cutting, con-
sisting of other “Chiefs” in the management structure. 
Whatever their makeup, the most successful groups 
meet regularly to discuss human capital issues in the 
context of an agency’s mission or in conjunction with 
activities such as financial management or procurement. 
Collaboration leads to better decision-making and more 
effective policies, respondents said.

“Getting buy-in is one of the most important things 
you can do, both from our peers [CFOs, CIOs, pro-
gram managers] and from employees,” said one CHCO 
who used a leadership council to vet ideas and develop 
policy.

th e i m po rta nce of commu n ic ation  
a n D coll abo ration

Several CHCOs said that effective two-way commu-
nication is critical and that a collaborative approach 
facilitates decision making and helps to drive change. 
A quarter of interviewees mentioned working well with 
unions as a key success — an important concern to 
any sector as highly unionized as the federal govern-
ment. Keeping an open dialogue is a key component, 
they said. One interviewee discussed the success of a 
“listening month,” when managers were directed by the 
secretary of one department to spend time listening to 
the concerns of employees and then feed the informa-
tion up the chain of command. �is effort helped drive 
change through the organization and brought impor-
tant issues to the attention of agency leaders, the survey 
participant noted.

G room i nG leaDe rs

A key concern for the vast majority of interviewees was 
the state of management and leadership skills across the 
federal workforce. “One of the weaknesses in the federal 
personnel system is that we don’t look for leadership 
potential early enough in a person’s career. Instead, we 
focus on technical success. But, if we fire people, it’s 
usually not for lack of technical expertise — it is lack of 
management skills,” one respondent observed.

Several mentioned a need for better training and more 
flexibility to create separate or “dual” career tracks for 
“the GS-13 to GS-15 who is technically proficient, but 
not necessarily a good leader.”

A few CHCOs pointed to successful leadership de-
velopment programs created within their agency. �e 
primary goal of these programs is to identify employees 
who exhibit leadership skills early and then offer them 
continuous training at various career stages — from 
new managers to senior executives.

Several interviewees said it is important for managers 
to understand the full scope of an agency’s mission, and 
they suggested providing rotating joint duty assign-
ments to create a well-rounded cadre of leaders. One 
agency is developing a database, which will be managed 
by a career senior executive, to match rotational oppor-
tunities with interested candidates. �is agency’s survey 
participant stressed that such a program must be sup-
ported by an agency’s top leadership so that assignments 
are not seen as punitive or arbitrary.

OPM recently developed the Federal Competency 
Assessment Tool — Management (FCAT-M), a Web-
based application that helps agencies assess management 
skills, yet only a handful of interviewees mentioned 
this tool. When asked how technology could help train 
managers, one interviewee responded, “�e reality is 
that managers value a high-touch approach, so if high-
tech means less high-touch, they may not like it.” �e 
most effective programs were reported to be those that 
involved interactive training and mentoring with “360-
degree feedback.”
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perforMance ManageMent

�e idea of pay as a management function, not just an 
administrative function, was espoused in the Civil Ser-
vice Reform Act of 1978, which laid the groundwork 
for a more performance-sensitive pay system. �e Act 
authorized demonstration projects for agencies to build 
alternative pay systems. A number of these systems use a 
form of pay-for-performance that combines several GS 
pay grades into a smaller number of pay bands and ties 
movement through the bands more closely to perfor-
mance rather than time on the job.

While more than half of the respondents agreed that 
pay-for-performance should be a long term goal, they 
believe it will require small, measured steps to get there 
and that credible performance management systems 
and appraisals must come first. All are watching how 
systems at the Defense and Homeland Security Depart-
ments begin to take shape after a series of legal chal-
lenges from federal employee unions over labor relations 
issues and what appears to be growing opposition in 
Congress.

Despite these delays, there are signs of progress with 
performance management. �e last Federal Human 
Capital Survey reflected a slight increase in the percent-
age of employees agreeing with such statements as “in 
my work unit, steps are being taken to deal with a poor 
performer who cannot or will not improve” and “dif-
ferences in performance are recognized in a meaningful 
way.”

early te sts fo r pe rfo rma nce  
ma naG e m e nt b eta s ite s

Last summer, to receive a “green” score on the PMA 
every agency was required to set up a “beta site” of 
employees to test new performance accountability 
systems that could eventually be spread to all employees 
and linked to pay. Systems were evaluated using OPM’s 
Performance Appraisal Assessment Tool (PAAT) and 
audited for compliance with OPM standards.

When asked about the experience, every CHCO said 
that it was relatively positive and that they will be 
expanding the beta site. One CHCO said, “�is is one 
place where I have to give kudos to OPM. �e instruc-
tions were clear, and our auditor actually worked with 
us along the way. It was an educational experience.”

Nearly all agencies that used a pass/fail appraisal system 
have transitioned to a multi-tiered system. (As a few 
CHCOs noted, OPM made clear that agencies could 
not get to “green” on the PMA with a pass/fail system.) 

�e goal of a multi-tiered system is to create meaningful 
distinctions based on levels of relative performance.

CHCOs now face the challenge of ensuring the fairness, 
transparency and credibility of those systems. One re-
spondent said, “�ere is a real fear of quotas or the pos-
sibility of politics driving decisions. �at’s something 
that only time will change. �e more transparency we 
have and the more employees are involved in the pro-
cess, the better it will be.” �at point was reiterated by 
another CHCO, who said, “While people may want to 
fix the performance appraisal system, what really needs 
to change is the culture.”

sof t sk i lls

An important part of creating an effective performance 
culture is strengthening the communication skills of 
managers, nearly all respondents said. One survey 
participant stressed, “We need to differentiate between 
leadership skills and actual day-to-day management 
skills.” Communication becomes especially important 
with the move toward multi-tiered appraisals, which 
require more specific and meaningful feedback than 
simple pass/fail evaluations.

“Writing an effective performance review is not intui-
tive,” said one CHCO. “Often how you communicate 
— and how often — is more important than what you 
communicate. No employee should ever be surprised 
by a performance review, yet we’ve seen that happen.” 
Many CHCOs said that sensitivity to employee needs 
and effective communication — so-called soft skills 
— are difficult to teach, especially for technical profes-
sionals.

li n k i nG i n Divi Dual pe rfo rma nce  
to aG e ncy Goals 

Employees need to feel connected to the mission of 
their agencies, respondents said. One used the hypo-
thetical example of asking a janitor at NASA what 
he does. “If he says, ‘I put people on the moon,’ then 
you’re doing the right thing,” the CHCO said.

Linking employee performance to his or her agency’s 
strategic plan is an important way to achieve that objec-
tive. One of the key milestones for a “green” score on 
the PMA is a human capital plan that ties in with an 
agency’s strategic plan under the Government Perfor-
mance and Results Act. From there, the challenge is 
taking the next step and aligning personal performance 
goals with the goals of the agency. By and large, agen-
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cies have had success, according to survey respondents. 
Said one CHCO, “You can go up to anyone in my 
agency and ask them which strategic goal they are sup-
porting, and they will know.” Figure 4 shows the extent 
to which respondents felt their agencies were able to 
link individual performance with agency goals.

pay-fo r-pe rfo rma nce De mon stration  
projects a n D pay ba n Di nG

Every agency can petition OPM for authority to place 
up to 5,000 employees in a pay-for-performance 
demonstration project, and OPM can grant up to 10 
projects at any one time. A number of these efforts have 
been successful. In fact, 44 percent of participants men-
tioned knowledge of a successful pay-for-performance 
demonstration project or pilot program. According to 
one CHCO, “We’ve actually seen the performance level 
rise at those bureaus. Employees are more certain of 
what is expected of them. We’ve found it to be a great 
retention and recruiting tool.” Others noted that under 
pay-for-performance systems, poor performers are more 
likely to voluntarily leave the organization.

Many of the demonstration projects use “pay-banding,” 
with the GS grade levels divided into a smaller number 
of broad bands. Managers have greater authority and 
flexibility to set pay for individuals within their band. 
“Agencies with pay banding are better able to attract 
employees,” said one survey participant.

�e performance-based pay system established by Con-
gress in 2003 for the Senior Executive Service (SES) re-
ceived mixed reviews from interviewees — particularly 
because timelines were too aggressive and CHCOs said 
they didn’t get clear or consistent guidance from OPM. 
One felt that “SES performance pay was shoved down 
our throats without any guidance.” Several interviewees 

complained that they still 
did not know exactly how to 
get their SES performance-
based pay system certified 
by OPM.

Several respondents feared 
that legal and legislative 
setbacks with the National 
Security Personnel System at 
the Department of Defense 
and the pay system autho-
rized for the Department of 
Homeland Security would 

stifle enthusiasm for the eventual move to a govern-
ment-wide pay-for-performance system. “Congress 
needs to understand the General Schedule is not work-
ing. Maybe we need to take baby steps — but we can’t 
just go backwards,” said one CHCO.

is it time to reform the general schedule? 

according to a march 2007 study by the congressional 

budget office, Characteristics and Pay of Federal Civilian 

Employees, the General schedule determines the pay 

of 80 percent of full-time salaried federal workers. our 

survey indicated a growing discontent with the ability of 

the Gs system to serve a 21st century workforce.

When we asked chcos what laws or regulations they 

would change, they spoke of a need, to varying degrees, 

to overhaul the General schedule. a third of the partici-

pants advocated drastic change: “Get rid of the General 

schedule. it’s antiquated, and it no longer serves its 

purpose. We need market-based pay.” the majority 

discussed the need for small, measured steps toward a 

more flexible and contemporary pay system.

there were several caveats. similar to concerns about 

aggressive timelines with the pma, many chcos 

stressed the importance of timing and the involvement 

of stakeholders in the process. another concern was the 

damage that piecemeal solutions could do to the effort 

as a whole. one chco said, “We don’t need any more 

special pays or special this or that. What we need is 

more simplicity.”

another said, “We need to rethink the system from a ho-

listic point of view. We need to make small, incremental 

improvements in order to drive progress.”

does your agenc y do a good job aligning organizational goals with 

individual employee performance standards?

 : -  

1 n not at all [0]

 n to a small extent [0]

 n to a moderate extent [10]

 n to a great extent [12]

5 n to a very great extent [6]

average score: 3.96
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Workforce pL anning

During the 1990s, the federal workforce shrank by 
more than 300,000 full-time employees, primarily 
through attrition and hiring freezes. �e result is what 
one CHCO referred to as “demographic bi-modality,” 
too many retirement-eligible senior managers and inex-
perienced new hires with a “trough” in the middle. �e 
gap in skills will become increasingly evident as those 
managers retire.

�is situation shows the danger of focusing only on 
body count, as one respondent put it, and not on skills. 
All agreed that the federal government needs a frame-
work for making staffing decisions based on a desired 
set of competencies — a process known as workforce 
planning.

Strategic workforce planning is one of the underlying 
goals of the human capital section of the PMA, and 
CHCOs agree that this is their core mission: plan-
ning for future needs by attracting, hiring and keeping 
talented individuals at all levels. “At the end of the day, 
if you haven’t changed the skills of your workforce, you 
haven’t done anything,” one respondent said.

s ucce ss ion pl a n n i nG  
a n D knoWle DG e tra n sf e r 

Most CHCOs cited succession planning and knowledge 
transfer — keeping the right mission-critical skill set in 
the face of smaller budgets and retirements — as a ma-

jor concern. “With tight budgets and the potential to 
see a large percentage of our long-term employees retire, 
we are faced with a need to balance skills, to manage 
knowledge transfer and to assure that we have a strong 
pool of candidates to succeed those who are leaving the 
organization,” said one survey respondent.

Succession planning establishes a process to recruit can-
didates, hire employees, develop their abilities and pre-
pare them for advancement — all while retaining them 
to ensure a return on training investment. It involves:

•	 Understanding long-term goals and objectives

•	 Identifying developmental needs

•	 Determining workforce trends and predictions

In the past, succession planning focused on key leader-
ship positions, but it has become increasingly important 
to include other positions in order to transfer institu-
tional knowledge — the unwritten rules that can only 
be learned through on-the-job training.

r ecru iti nG

Several CHCOs concentrate more on recruiting new 
employees than worrying about retirees. As one CHCO 
put it, “My idea is to watch the faucet — not the 
drain.”

In terms of recruiting, a few CHCOs think the fed-
eral workforce needs a facelift. “When I was coming 

the retirement “wave”

the office of personnel management (opm) projects 

that more than 550,000 federal employees — almost 

one-third of the entire full-time permanent workforce 

— will leave the government in the next five years, the 

majority through retirement. opm further projects that 

by 2016, nearly 40 percent of all current federal employ-

ees will retire.

While some disagree that there will be an actual wave 

(or “tsunami,” as opm Director linda springer put it), 

most chcos mentioned impending retirements as a top 

concern. in fact, one said, “We are having a retirement 

wave — at least at my agency. i read a story recently that 

said we weren’t, but that’s not what i see.” 

“sometimes i feel like i have to lock the doors and win-

dows,” said another respondent.

RETIREMENT PROJECTIONS FOR FULL-TIME PERMANENT 
FEDERAL EMPLOYEES ON-BOARD AS OF 10/01/06 
 CUMULATIVE PERCENTAGES

year non-supervisor supervisor total

2007 3.6% 5.5% 3.9% 

2008 7.3% 11.0% 7.8% 

2009 11.0% 16.5% 11.7% 

2010 14.8% 21.8% 15.7% 

2011 18.4% 27.0% 19.5% 

2012 22.1% 32.0% 23.3% 

2013 25.6% 36.8% 27.0% 

2014 29.0% 41.3% 30.5% 

2015 32.3% 45.6% 34.0% 

2016 35.5% 49.6% 37.3%
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into the workforce, getting a government job was a 
good thing. �e perception now is that’s not the case 
anymore. We need to better understand what it is that 
attracts younger workers and then put those things in 
place,” said one survey respondent. Several CHCOs 
voiced concern about attracting a younger generation 
of workers. One said, “We need to be able to offer what 
they feel is important — maybe it’s a better work-life 
balance. We need to be more creative in the benefits 
we offer, like telework, flex time. I do sense a different 
attitude toward work — a healthier attitude.” Many 
respondents said they need to look beyond the typical, 
fresh-out-of-college candidate and also seek mid-career 
professionals to replenish management ranks.

OPM’s Career Patterns initiative, released in June 2006, 
provides a framework to help agencies target recruiting 
to potential types of employees — from young college 
graduates to private sector retirees. �e guide provides 
an analytical tool to assess the attributes of certain posi-
tions (timing within a career, mobility, workplace flex-
ibility, permanence and mission focus) and match them 
with potential recruits.

h i r i nG

Attracting workers is one thing, actually hiring them 
is another. Nearly every CHCO interviewed wanted 
direct-hire authority (i.e., the ability to make offers of 
immediate employment to qualified candidates) for at 
least some jobs. Many said they would love to hire on-
the-spot, especially at job fairs. OPM can and does cur-
rently grant direct-hire authority when it has evidence 
of a severe shortage of candidates or a critical hiring 
need exists on a government-wide basis. However, a 
number of interviewees expressed a desire to be dele-
gated the authority to make that determination. As one 
respondent noted, “Why should we wait until we fail 
[to find a qualified applicant] before we fix a problem 
we predicted?” Several respondents also acknowledged 
that it is important to ensure compliance with veterans 
preference rules and to seek diversity in the workforce, 
but asked to be held accountable based on results rather 
than simple adherence to procedural requirements.

�e time it takes to hire someone for a federal job has 
been a concern for years. OPM responded to long-run-
ning complaints by revamping its USAJOBS Web site, 
sponsoring job fairs and developing an online Hiring 
Toolkit in collaboration with the Partnership for Public 
Service. Reducing hiring time is a key PMA metric, and 
OPM established a 45-day hiring process model to help 
agencies achieve it. �ese initiatives have had some im-

pact, according to respondents. In fact, several CHCOs 
pointed to significant reductions — from 170 days to 
31 days, for example, at one department.

For others, hiring is still a problem. “We just put the 
job announcement on USAJOBS and forget about it,” 
one interviewee said, suggesting that timely, quality 
hires are not a management priority in that agency.

i nte r n sh i p proG rams

Over the years, as it became clear that certain occupa-
tions needed an influx of new workers, OPM designed 
internship programs to recruit targeted individuals, test 
their abilities through internships and then hire success-
ful candidates on an expedited basis.

Survey respondents mentioned one program in particu-
lar: the Federal Career Intern Program (FCIP), devel-
oped in July 2000 to recruit talented mid-level candi-
dates for targeted positions. In FCIP’s first year, 400 
people were hired under the program. By fiscal 2005, 
that number increased to 11,000. (FCIP’s popularity 
increased dramatically when an excepted hiring author-
ity, the Outstanding Scholars Program, was all but 
discontinued after the Merit Systems Protection Board 
ruled that it violated veterans preference rules.)

Several interviewees said the FCIP was a helpful tool, 
but they expressed concern about a pending court case 
filed by a federal employee union charging that the 
program was being used beyond its original intent to 
the detriment of union members. “We hope [the FCIP] 
doesn’t go away,” one interviewee said.

r ete ntion

Nearly all respondents felt that the current laws are 
designed to discourage senior managers from staying 
in government. Specifically, they pointed to the “dual 
compensation restriction,” which bars retirees from 
drawing a full annuity while working for the federal 
government even on a time-limited or part-time basis. 
Almost all respondents said they would like greater 
authority to waive this restriction when it’s in the best 
interests of the government. Currently, only a few agen-
cies have this authority, although others can request 
it from OPM on a case by case basis. CHCOs whose 
agencies are able to use dual compensation waiver 
authority said it is a key management tool that aids 
knowledge transfer.

“We need to make it more attractive for some of our 
retired experts to bring their talent back to the work-
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force. If our only access to them is hiring them back as 
contractors at a higher price, how smart is that?” one in-
terviewee asked. OPM has proposed legislation to ease 
the dual compensation restriction, which has generated 
some interest on Capitol Hill and support within the 
CHCO community.

b uy-out autho r ity 

A few CHCOs mentioned the use of “buy-outs” as 
a way to shape the workforce. Voluntary Separation 
Incentive Payment (VSIP) authority allows agencies to 
offer employees lump-sum payments up to $25,000 
as an incentive to voluntarily separate from the federal 
government. While some agencies have VSIP author-
ity, most agencies must request it from OPM. Several 
CHCOs said they would also like to have this authority 
delegated to them.

competitive sourcing 

omb circular no. a-76, Performance of Commercial 

Activities, sets procedures for executive branch agencies 

to identify commercial activities and determine whether 

these activities are best provided by the private sector or 

government employees, a process known as competitive 

sourcing. the theory behind competitive sourcing is that 

it creates efficiency regardless of who wins. it is a key 

initiative of the president’s management agenda.

although chcos were not asked directly about competi-

tive sourcing, several brought it up during their inter-

views. one respondent said that competitive sourcing 

was good and “generated efficiencies.” several others, 

however, thought it lowered morale, and they ques-

tioned its effectiveness. one chco said, “look at a-76 

— is it working as intended? i don’t think so.”

strengthening the hr Workforce

Human resources professionals play a critical role in 
the government. In addition to the strategic element of 
workforce planning, they must be experts in navigating 
the complex web of civil service laws and regulations, 
all while keeping the trains running on time — making 
payroll, facilitating hiring and recruiting, maintaining 
diversity, and helping employees transition to retire-
ment. Yet as CHCOs deal with the issues affecting the 
entire government and their own agencies — compe-
tency gaps, large numbers of impending retirements 
— they are facing the same challenges within their own 
staffs.

Currently, about 20,000 HR professionals serve nearly 
1.9 million civilian federal employees. However, many 
have outdated skills. With increasingly automated, 
centralized, or out-sourced HR systems, federal agencies 
now need HR staff members to serve as management 
advisors and creative problem solvers. �is reduces the 
number of HR staff needed for more traditional trans-
action processing work. Skill gap assessments among the 
HR workforce and the consensus of those we inter-
viewed support the conclusion that too many current 
HR professionals do not have all the necessary compe-
tencies. Like others across government, the HR com-
munity is dealing with the effects of hiring freezes in the 
1990s, when HR positions were considered overhead 
and disproportionately targeted for reductions.

l ack of r e sou rce s

CHCOs responded in a generally positive way when 
asked to rate on a scale of one to five “whether they 
have all the resources they need to be an effective 
CHCO,” as shown in Figure 5.

But when asked in an open-ended discussion question 
what they “needed to meet challenges,” most respon-
dents said they needed more resources. More than 
half said funding was inadequate for overall workforce 
management, and a third said that their HR workforce 
lacked the necessary skills.

“In today’s environment, our HR employees are work-
ing well beyond an eight-hour day, which cannot be 
sustained long-term,” said one interviewee. A few men-
tioned that the tendency over the past few fiscal years 
toward the use of Continuing Resolutions (short-term 
spending bills passed at the beginning of a fiscal year to 
provide money temporarily until permanent legislation 
is enacted to fund agencies in the next fiscal year) had 
a negative impact on operations because agencies were 
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unable to implement planned programs or pay bonuses 
in a timely manner.

One CHCO brought up the problem of having autho-
rization from Congress to use tools but not the funding 
to actually implement them. “We have some programs 
that were authorized that we don’t have money to pay 
for — like repayment of student loans. When it comes 
to the mission… or repaying student loans — you 
know what happens.” In this case, said several inter-
viewees, it becomes important to demonstrate the value 
of strategic workforce initiatives.

lost i n tra n saction s 

Are HR professionals too overwhelmed by daily opera-
tions to think and act strategically? �is was a question 
raised by several survey participants. “Contrary to what 
you hear sometimes said or implied, traditional HR 
services and transactions have not disappeared. �at is 
actually the day-to-day work on which we are judged, 
so we’re challenged to do it well and also do the for-
ward-thinking program improvement work,” said one 
CHCO.

“Most of my peers — CFOs, CIOs — are focused on 
their own areas, and when they look at HR they see it 
from a transactional standpoint. �ey understand the 
transaction side. �at’s their comfort zone. In terms of 
our HR staff, that’s how they were raised and taught 
— it’s their bread and butter,” said a respondent.

Many lamented that the only interaction most fed-
eral employees have with HR is during a time of crisis 
— problems with pay or leave or difficult employment 
situations. “Too often, HR specialists are seen as ob-
stacles, as the holders of the keys, so to speak,” said one 
interviewee.

A common theme through-
out the interviews was 
that transaction processing 
could be improved. One 
CHCO put it this way: “In 
terms of how we process 
transactions, we’re perfectly 
positioned — for 1990.”

Several saw shared services 
— either external through 
the HRLOB or using an in-
house center — as a way to 
provide HR services more 

efficiently and to free employees for analytical work.

h r sk i lls Gap

Several respondents expressed concern about the skills 
gap among HR staff. Impending retirement of employ-
ees with very specialized knowledge weighed heavily on 
the minds of several interviewees. One CHCO said, 
“We are forever dwindling, filling only one in six vacan-
cies in operations. In some areas, we are only one deep 
in capability — only one person has the knowledge.” 
Because the pool of mid-level managers is so small, 
agencies often steal HR professionals from one another, 
respondents said.

Another cause of the gap in skills is the changing nature 
of HR work. As shown in Figure 6, the general consen-
sus among participants was that the HR workforce as a 
whole needs to expand its competencies. More training 
is needed in core competencies, such as analysis and 
management skills. “When I think of resources,” said 
one CHCO, “I think of people and their skills, and in 
that case we do need more training.”

“�ere is nothing more important than continuous 
learning. We need to be continually training in both 
soft and hard skills,” said one respondent.

us i nG tech noloGy

Often, managers turn to information technology (IT) 
to generate efficiencies, and several respondents ex-
pressed a need for better IT tools — from large HR 
systems to simple automated process improvements.

“We need better samples, models and frameworks so 
that [program managers], who are not skilled in HR, 
can still do the basics,” said one respondent. Many 

do you have all the resources you need to be an effective chco?

 : -  

1 n not at all [1]

 n to a small extent [7]

 n to a moderate extent [11]

 n to a great extent [7]

5 n to a very great extent [2]

average score: 3.22
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participants stressed the need for a collaborative and 
consultative approach to designing and rolling out 
new systems. A few others said they did not have the 
resources to procure and implement new systems. One 
lamented the fact that his organization still cannot ac-
cept online applications for some jobs, and he doesn’t 
have the funding to fully automate the process even 
though the initial up-front investment in automation 
would save money in the long run.

Several survey participants warned that IT alone will 
not fix the skills gap — especially since new IT products 
typically involve a steep learning curve. One CHCO 
said, “We spend more on the IT products than we do 
developing our people to use them.”

managing a multi-sector workforce 

like others across government, hr managers are, more 

often than not, supervising a multi-sector workforce 

— a combination of contractors, civil servants and oth-

ers. this requires a different set of competencies, and 

many survey participants mentioned this issue as a key 

challenge, particularly when contract employees are 

in-house, sitting side-by-side with civil servants. “it used 

to be that you had to be an expert on title 5, now you 

throw in managing contractors. We are in a whole differ-

ent realm,” said an interviewee.

agencies are developing strategies to deal with this new 

reality, including training and consultation with chief 

acquisition officers to see if management agreements or 

requirements can be strengthened in service contracts. 

the challenge is not limited to the hr function. as more 

and more work is done by contract employees, managing 

a multi-sector workforce is becoming a government-wide 

challenge.

do your hr staff members have the competencies they need  

to help your agenc y succeed in the future?

 : -  

 n no answer [1]

1 n not at all [0]

 n to a small extent [4]

 n to a moderate extent [15]

 n to a great extent [7]

5 n to a very great extent [1]

average score: 3.23
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Moving forWard

�e following summary highlights the most widely 
advocated ways to build on recent successes and tackle 
emerging challenges.

ke e pi nG h u ma n c apital f ront a n D ce nte r

To maintain the positive trend of paying attention to 
human capital issues, survey respondents stressed the 
importance of keeping the focus on the big picture 
— overall results and outcomes rather than process. Along 
the same lines, it’s clear that policy changes should be 
based on sound principles. For example, proposals to 
make arbitrary cuts in the federal workforce as a means 
to reduce the size of government would be counterpro-
ductive. �e findings of the survey suggest that any pol-
icy initiatives should focus on the skills of the workforce 
and on the missions assigned to the federal government 
— not solely on the number of employees.

i m provi nG pe rfo rma nce ma naG e m e nt syste ms

One of the most intriguing findings was that nearly all 
respondents had a positive experience implementing a 
performance management beta site within their agency. 
�is model, in which each agency was asked to choose a 
specific office or bureau as a test case for a new system, 
could serve as a template for future reforms. As these 
beta sites are expanded — and almost all agencies are 
in the process of expansion — agencies can use lessons 
learned to improve the system.

CHCOs mentioned another important improvement: 
multi-tiered appraisal systems as opposed to pass/fail 
systems are now the rule rather than the exception. 
�ese two developments lay the foundation for the 
eventual move to a more market-sensitive and perfor-
mance-sensitive pay structure. Most respondents saw 
the change to a multi-tiered system as one that provided 
a positive incentive for managers and employees to 
engage in constructive conversations about individual 
performance and organizational goals.

It is important that performance management systems 
be trusted and credible before linking them to pay, ac-
cording to respondents, and in that regard a majority of 
respondents thought there was still considerable work to 
be done.

stoppi nG on e-s iz e-f its-all polici e s

A one-size-fits-all approach to policy and oversight 
does not work. OPM and Congress shouldn’t levy the 
same administrative and reporting requirements on a 
200-person agency as they do on a large department. 
Similarly, specifying desired end results in terms of 
HR program or policy objectives was seen as perfectly 
appropriate by CHCOs, but they believed that each 
department or agency should be given as much latitude 
as possible in how they achieve those results. Too often 
— particularly according to those representing some of 
the smaller agencies — process requirements are overly 
prescriptive.

CHCOs want guidelines, not prescriptions. Sometimes 
they feel that what they’re being asked to do does not 
help achieve the mission of their agency. In this context, 
it may be important for OPM and Congress to either 
allow agencies greater flexibility or to better explain why 
greater uniformity in operation is necessary.

While a search using the term “HR flexibilities” on the 
OPM Web site will yield a considerable list of flex-
ibilities, most must be granted on a case-by-case basis 
by OPM or may not be as “user-friendly” as they ap-
pear, respondents said. As shown by the near-universal 
request for approval to make greater use of direct-hire 
authority and easier access to dual compensation waiver 
authority (to re-employ recently retired federal em-
ployees for limited periods of time), CHCOs generally 
expressed a desire to be held accountable for end results, 
rather than adherence to a set process.

b r i DG i nG sk i ll Gaps

According to our survey participants, the retirement 
wave is real, and effective succession planning is critical. 
Creative recruiting and hiring solutions are an impor-
tant first step, but effectively utilizing and retaining the 
existing workforce is a key element as well. �is is where 
a focus on management competencies can help. For too 
long, government managers were promoted because do-
ing so enabled agencies to give salary increases to tech-
nically proficient workers whether or not they possessed 
management skills, interviewees said. Some suggested 
a parallel career track for those who lack management 
skills but deserve to be compensated for important tech-
nical capabilities.

�e trend toward more automation and the growing 
use of contractor support or shared services also present 
new challenges as needed skill sets evolve, the survey 
showed. While automation can create efficiencies, it 
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will inevitably render some jobs obsolete, shifting needs 
from process to analysis. Working with a multi-sector 
workforce requires a similar shift in skills, and CHCOs 
increasingly need to work alongside procurement and 
acquisition professionals to guide the process.

r evitaliz i nG th e h r Wo rkfo rce

�e HR workforce is not where it needs to be in terms 
of numbers or skills. �is situation has been exacerbated 
by profound changes in workforce demographics and 
the evolving nature of HR work. Demonstrating the 
value of strategic human capital initiatives is important 
so that CHCOs can garner support for appropriate 
long-term investments in training and information 
technology.

Congress and the executive branch must take a serious 
look at resource issues in the HR community. With 
half of survey respondents citing a lack of money and 
one-third saying their staffs do not have adequate skills, 
the old adage of “doing more with less” rings hollow. 
In this case, they may need to do “something different 
with less.”

cl ar i f yi nG th e h u ma n r e sou rce s  
l i n e of b us i n e ss

“Something different” may be the Human Resources 
Line of Business (HRLOB). In theory, the HRLOB 
offers the opportunity to reduce costs and allows the 
HR workforce to be less transaction-oriented. But 
implementation must be careful and deliberate, with 
clear guidance and multiple opportunities for feed-
back along the way — a point made abundantly clear 
by survey responses. Important first steps are defining 
and standardizing processes. Even if all agencies do not 
eventually migrate to shared service providers, standard-
ization will go a long way toward reducing costs. �e 
HRLOB should leverage the experience gained from the 
successful implementation of beta sites: start small and 
build slowly.

shapi nG th e Wo rkfo rce of tomo rroW

Some respondents speculated about the impact of mov-
ing away from the 1949-era General Schedule pay sys-
tem to a more flexible structure — one aligned with the 
goals of a performance and market-sensitive compensa-
tion system, such as the pay-banded systems tested in 
various agencies. Generally, survey participants thought 
such a move would be beneficial, although there was 
some trepidation about the difficulty of making that 
switch in terms of the time, resources and training 
needed to do it correctly.

When asked what one thing they wanted to tell the 
readers of the survey, one respondent said, “�e report 
ought to acknowledge that agency HR staffs are truly 
dedicated to supporting agency missions.” Today, our 
nation faces challenges of unprecedented complexity 
— from combating terrorism and competing in a global 
marketplace to dealing with an aging population at 
home. �ese challenges require new skills from our fed-
eral workforce, and CHCOs are focused on that future.
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Emmett I. Aldrich 
Acting Director, Office of Human Resources 
Department of Housing and Urban Development

Verona A. Ballard 
Manager, Human Resources Division 
Selective Service System

Roger M. Blanchard 
Assistant Deputy Chief of Staff for Personnel 
United States Air Force 
Department of Defense

Jeri Buchholz 
Deputy Chief Human Capital Officer 
Office of Federal Housing Enterprise Oversight

Kathy Burgers 
Director, Human Capital Management 
Department of Agriculture – U.S. Forest Service

Donna Butler 
Chief of Staff, Office of Management 
Department of Education

Harriette H. “Hatsie” Charbonneau 
Director, Office of Human Resources 
Federal Maritime Commission

�e Honorable Dr. David S. C. Chu 
Under Secretary for Personnel and Readiness  
and Chief Human Capital Officer 
Department of Defense

�e Honorable Michell C. Clark 
Assistant Secretary for Management  
and Chief Human Capital Officer 
Department of Education

Janet T. Cope 
Senior Advisor, Center for Human Capital Management Services 
Office of Personnel Management

Claudia A. Cross 
Deputy Chief Human Capital Officer 
Director, Office of Human Capital Management 
Department of Energy

Toni Dawsey 
Assistant Administrator for Human Capital Management 
and Chief Human Capital Officer 
National Aeronautics and Space Administration

Ronald C. Flom 
Associate Director and Chief Human Capital Officer 
Office of Personnel Management

Linda D. Garvin 
Principal Deputy Assistant Secretary for Administration  
and Management 
Department of Health and Human Services

Rochelle F. Granat 
Deputy Assistant Secretary for Human Resources  
and Chief Human Capital Officer 
Department of the Treasury

Janice Guinyard 
Director, Office of Corporate Human Capital Strategy  
and Workforce Initiatives 
Department of Commerce

Patty Guzman 
Human Resources Specialist 
Office of the U.S. Trade Representative

Antonia Harris 
Acting Deputy Assistant Secretary for Human Resources 
Department of Health and Human Services

P. Brennan Hart, III 
Special Assistant 
Department of Housing and Urban Development

Rick Hastings 
Deputy Chief Human Capital Officer 
Department of the Treasury

Willie L. Hensley 
Deputy Assistant Secretary for Human Resources Management 
Department of Veterans Affairs

�omas J. Hogan 
Principal Deputy Assistant Secretary for Human Resources and 
Administration and Chief Human Capital Officer 
Department of Veterans Affairs

Karen Leydon 
Deputy Director, Human Resources Management 
Federal Trade Commission

Raymond Limon 
Chief Human Capital Officer 
Corporation for National and Community Service

Deborah A. Jefferson 
Director, Office of Human Resources Management 
Department of Commerce

Gail T. Lovelace 
Chief Human Capital Officer 
General Services Administration

�e Honorable Luis A. Luna 
Assistant Administrator for Administration and Resources  
and Chief Human Capital Officer 
Environmental Protection Agency

Linda B. Mays 
Associate Director for Human Resources 
Court Services and Offender Supervision Agency  
for the District of Columbia

appendix a:  participating feder al officials

Note: �e titles and positions of the officials listed above were current at the time they were interviewed.
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Catherine M. McCoy 
Director, Office of Human Resources 
Commodity Futures Trading Commission

James F. McDermott 
Director, Office of Human Resources  
and Chief Human Capital Officer 
Nuclear Regulatory Commission

Arlethia D. Monroe 
Personnel Operations Services Team 
Equal Employment Opportunity Commission

Linda S. Moody 
Associate Director, Workforce Environment and Pay 
Department of Transportation

Janet Murphy 
Chief Human Capital Officer 
Office of Federal Housing Enterprise Oversight

John Mondragon 
Human Resources Officer 
Office of Federal Student Aid

�e Honorable Keith A. Nelson 
Assistant Secretary for Administration 
and Chief Human Capital Officer 
Department of Housing and Urban Development

Marta Brito Perez 
Chief Human Capital Officer 
Department of Homeland Security

Antoinette Perry-Banks 
Public Affairs Specialist 
Department of Housing and Urban Development

Michele Pilipovich 
Director, Human Resources 
Pension Benefit Guaranty Corporation

�e Honorable Patrick Pizzella 
Assistant Secretary for Administration and Management  
and Chief Human Capital Officer 
Department of Labor

Jeff T.H. Pon 
Chief Human Capital Officer 
Department of Energy

Patricia Prosperi 
Associate Administrator, Office of Administration 
Federal Highway Administration 
Department of Transportation

Mark D. Reinhold 
Chief, Talent Management Group 
Office of Personnel Management

Eduardo Ribas 
Director, Workforce Management Office 
National Oceanic and Atmospheric Administration 
Department of Commerce

Michele K. Sanchez 
Office of Management  
Federal Housing Finance Board

Dr. Ronald P. Sanders 
Assistant Deputy Director and Chief Human Capital Officer 
Office of the Director of National Intelligence

Mari Barr Santangelo 
Deputy Assistant Attorney General for Human Resources 
and Chief Human Capital Officer 
Department of Justice

Jerry Simpson 
Assistant Administrator for Human Resources 
National Park Service 
Department of the Interior

Linda S. Taglialatela  
Deputy Assistant Secretary  
Bureau of Human Resources 
Department of State

Patricia Ann Toole 
Director, Office of Human Resources 
Federal Highway Administration 
Department of Transportation

Kathleen J. H. Wheeler 
Deputy Chief Human Capital Officer 
Department of the Interior

Richard A. Whitford 
Assistant Administrator and Chief Human Capital Officer 
Transportation Security Administration 
Department of Homeland Security

Meredith Weiser 
Deputy Personnel Officer 
National Gallery of Art

Dr. Reginald F. Wells 
Deputy Commissioner and Chief Human Capital Officer 
Social Security Administration
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Tamara Anger

Bill Bedwell

Marc Berson

Kevin Brathwaite

Karen Burbage

Scott Cameron

Shobhik Chaudhuri

Steve Clyburn

George DelPrete

Uday Desai

Kathryn East-Fausnaugh

David Gardiner

Donnell Jackson

Young Kim

Andy Lieber

Ward Melhuish

Gregg Morrison

Tabetha Mueller

Carlos Otal

Ron Polito

Paul Pustorino

Marshelle Richardson

Diane Shute

Diana Smyth

Monique Staunton

Al Tucker

Shiva Verma
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Cali Ence

Rachel Goldstein

Sally Jaggar

Bevin Johnston

Josh Joseph

Jonathan Kappler

Bob Lavigna

Katie Malague 

Barb Male

Graham Mason

Vicki Novak

John Palguta

Lamar Robertson

Lara Shane

Simon Wong

 

 

appendix b:  contributors to report prepar ation
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Discuss ion Que stion s

What are your key human capital achievements/suc-
cesses? 

What will be your most pressing human capital chal-
lenges over the next three years? 

What do you need to meet these challenges (e.g., sup-
port, resources, regulatory or statutory changes)? 

Do your managers and supervisors have the competen-
cies they need to be successful (including, if necessary, 
being able to successfully manage a multi-sector work-
force of contractors, volunteers or others in addition to 
federal employees)?

What is your experience with your agency’s performance 
management beta site?  Will you be expanding it?

If you could unilaterally change one law or OPM regula-
tion affecting human capital management, what would 
it be?

Keeping in mind that we will be sharing the consolidated 
results of these interviews with Congress, OPM, OMB, 
and others, is there anything else we should know or any 
other issues we should focus on?

1.

2.

3.

4.

5.

6.

7.

clos e D-e n De D Que stion s

On a scale of 1-5 using the benchmarks below, please answer 
the following questions:

Not at all  Moderate extent  Very great extent

1 2 3 4 5

To what extent:

…Do you feel that HR is viewed by your agency leader-
ship as a trusted business advisor (versus a transaction 
manager)?

…Do you have the resources you need to be an effective 
CHCO?

…Do you feel that, in general, your agency does a good 
job aligning organizational goals and individual employ-
ee performance standards?

…Do you believe your HR staff members have the 
competencies needed to help your agency succeed in the 
future?

…By 2010, is your agency likely to use an external 
shared service center under the HR LOB? 

1.

2.

3.

4.

5.

appendix c:  survey/interview que stions
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