: Umted States General AccountmLOffice

GAO

Report to the Secretary of Labor -~

December 1986

RTMENT F l

Assessment of
Management |
Improvement Efforts

GAO/HRD-87-27



GAO

: ~United States

General Accounung"orﬁce.--- i
Washington, D.C. 20548

Comptroller Genera.l
of the United States

B-219199

December 31, 1986

The Honorable William E. Brock III
The Secretary of Labor

Dear Mr. Secretary:
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We are sending copies of this report to appropriate congresslonal comnuttees and
members of Congress as well as to the Director, Office of Management and Budget
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ability to effectively carry out its missions. _
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Purpose

Background

Results in Brief

On October 21, 1985, GAo 1ssued3a;report on: the need for stronger leader-
ship to improve manageni e Department of Labor. The report =
identified management problems and made specific recommendatxons to :
the Secretary for dealmg wi };these problems Secretary Brock gener- D
ally agreed with GAO's recommendatlons and acted quickly to begln
implementing correctwe action. The Secret.ary also asked GAO for a
follow-up assessment of. Labor S progress 1 year later

-(2) correcting long~standmg problems, 3 obtammg better information -

~ approved 102 actions and milestones to be commpleted by October 31

GAO's 1985 report recommended (l) strengthenmg Secretanal dlrectlon

on program operations, (4). enhancmg work-force quahty and effxcxency,
and (6) operating in a more business-like manner; -Secretary Brock - o

1988 to implement GAO's recommendatxons

To assess Labor’s progress, GAO reviewed pohcy dxrectlves and evalu- _
ated data on the timeliness and completeness of Labor 568 actlons
planned for completion by September 30, 1986. GA0 also sent a question-
naire to the top managers in headquarters and four regional offices.
Eighty-seven percent responded.

i

Labor has made excellent progress in beginning to unplement'dAo S
October 1985 recommendations. Secretary Brock has demonstrated
strong leadership and has established Department-wxde goals and a
management system that provides a sound framework for. strateglc
planmng, operational management, and good accountability.

Additional actions by various components of the Depa'rtment'h'ave also
been positive—they have focused on developing appropriate pohcy
guldance and action p]ans ’ :

Full implementation of all actions over the next 2 years, however, will
require considerable, sustained efforts by all Labor officials. Only then
will the full benefits of their positive efforts to date be realized.

i
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GAOQO’s Assessment

Strengthening Secretarial
Direction

Secretary Brock acted quickly to address GAO's 1985 report recommen-
dations. In the fall of 1985, the Secretary established Department-wide. .
goals and the Secretary’s Management Systzm, which integrates agency .
and Department-wide goals and provides a mechamsm for monitoring -
progress and providing feedback to the component agenaes :

Of the Department’s managers who responded to GAO S follow-up ques-
tionnaire, 72 percent believed Secretary Brock has improved manage-
ment at Labor, and 92 percent said the basic elements.of his
management system should remain in place even when there is a turn-
over of top Department officials. :

Correcting Long-Standing
Problems

Labor has developed or is developmg Department—w1de pohaes and
action plans for correcting the long-standing problems discussed in the -
19856 report. These plans address GAO's recommendations and prov1de a
sound approach for beginning to (1) imprcve pension enforcement Q)
expedite the rulemaking process, (3) enhance the procurement process,
and (4) upgrade information resources management

To further enhance management of information resources, we suggested
that Labor (1) provide more comprehensive oversight, (2) adopt a
Department-wide information systems development methodology, (3)
develop a directory that would identify data available in departmental
systems, and (4) evaluate future staffing needs to accomphsh its
responsibilities.

.__l'

Obtaining Better
Information on Program

Operations

Labor has made good progress in doing required mine inspections. Also,

-revised management systems have provided better information for

tracking inspection activities.

Labor has taken steps toward improving job training and unemployment
insurance oversight by assessing and revising the monitoring techniques
used for these programs at both the federa! and state levels. i
Also, the Office of the Inspector General's efforts to ob:ain managers
input when developing its audit plans should help better focus its audits
on areas needing attentlon
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Enhancing Work-Force
Quality and Efficiency

Labor’s plans for improving | human resource. management and strength-
ening productivity management reflect. a :sound approach to help mam— if,;
tain a high-quality, more eff|c1ent work force _ g .g I
However, we suggested: that )] the component agencnes productmty
improvement plans be more ‘specific to enable effective monitoring of
progress toward meeting. agency ‘and departmental productxvxty goals
and (2) Labor provide more technical assistance to'its agencies on usmg _
available management information for developmg and analyzmg per-
formance measures. _ .

Operating in a More
Business-Like Manner

Recommendation

Agency Comments

Labor has made progress in strengthening some fina.ncnal management o
activities, such as tightening compliance with fund control procedunes, R
improving financial reporting accuracy and timeliness, and better con-
trolling financial management improvement pl'OJeCtS and personal prop- '

erty inventories.

In addition, the Inspector General is working with the Department S
financial managers to enhance the format for presenting Labor’s finan-
c1al statements and make them more useful to management

However, major fmancnal reporting 1mprovements will depend on suc-

cessful implementation of Department-wide accounting systems modern-
ization efforts and completion of accounting systems reviews. To _,
enhance reporting improvements, we suggested that Labor obtain the
views of program managers on the usefulness of financial reports for
managmg then' operatlons

As indicated, durmg its follow -up GAO suggested that agency officlals
take certain actions to enhance the implementation of its earlier recom-
+ endations. The officials agreed to take the suggested actions. '

1

In a November 26, 1986 letter, Secretary Brock expressed hls appnecla-
tion for GAO's assessment of the Department's progress in improving its
management and said that he valued GAO's insights and suggestions. The
Secretary said the Department will continue efforts to make Labor a
well- managed organization. (See app. III.)
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 Chapter 1

| -Introductlon

This report is a. fqllow-up assessment of the Labor De artn

om m' , endauonaforunp ‘ i
These reports are pa A series we are, issuing on manag ment. effec-
tiveness at ma)or depart.ments and agem:les S ;

Our 1986 report made 49 recomnendatwns for unprovmg the manage—

Pnnc1pa.l GAO Flndmgs ment of five major areas: The principal f'mdmgs are shown i m the fol-
and Recommendations lowing sections. . ot
and Labor’s Actions -
Insufficient Secretarial « No key official in charge of day-to-day management '
Attention to Department- ° Key Secretarial priorities not identified or progress sysvematlcally
. tracked. _

Wide Management + No systematic Department-wide, long-range planmng procoss

. Department operated in a reactlve rather than a proactxve mode ‘
Long-Standing Problems - ERISA (Employee Retirement Income Security Act) enforcement pmcure—
Not Resolved ment, and information resources management needed unprovement

+ Rulemaking process slow. - _ o
Lack of Sufficient ‘« Some required mine inspections not made.

Information on Program
Operations

Monitoring of programs operated at state and local levels mnay not be
identifying areas vulnerable to mismanagement.
Audits and evaluations often not percelved by managers as ldenut‘ymg

and resolving problems. |

Work-Force Management
and Performance Needed
Attention

Limited identification of staff needs.

Training programs lacked credibility.

Managers not accountable for existing policies.
No systematic productivity improvement effort.

:)%mzml 1985?““) Needed to Improve Management at the Department of Labor (GAO/HRMI&

i
I
|
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Chapter 1
Introduction

Need to Operate in More
Business-Like Manner

- Agency fund limitation balances often exceeded.

Financial reports not always received or used by managers = '[‘ i
Ineffective departmental control over agency ﬁnancnal management
improvement projects. :

Minimal accounting systems review effort.

Objectives, Scope, and
Methodology

In commenting on a draft of our report in September 1985, the 'Sécréféty
generally agreed with 47 of 49 recommendations and later outhned 102
corrective actions and milestones to implement them (See app I )

Labor did not concur with our recommendations on the need as part of
the Federal Managers’ Financial Integrity Act (FMFIA) process, to assess
state and local internal control systems for the Job Training’ Partnershlp
Act (JTPA) and Unemployment Insurance (Ur) programs. Labor: contmues
to believe it is complying with the Office of Management and Budget'
(oMB’s) guidance by applying FMFIA to federal operations of t_h_ese pro-
grams and using other oversight mechanisms for state operations.

The overall objective of our follow-up effort was to assess Labor’s prog-
ress-on actions to implement our 1985 report recommendations. Qur
review included 13 component agencies—(1) Employment and Trammg
Administration, (2) Employment Standards Administration, (3) Occupa-
tional Safety and Health Administration, (4) Mine Safety and Health
Administration (MsHA), (5) Bureau of Labor Statistics, (6) Women’s
Bureau, (7) Pension and Welfare Benefits Administration (PWBA), @3)
Bureau of Labor-Management Relations and Cooperative Programs, (€))]
Office of Labor Management Standards, (10) Office of the Assistant Sec-
retary for Veterans Employment, (11) Office of the Solicitor, (12) Office
of the Inspector General (01G), and (13) Office of the Assistant Secretary
for Administration and Management (0ASAM). 0ASAM provides policy -
guidance and support on administrative functions—sich as ‘budgeting,
personn:l management, procurement, and information resources man-
agement—to the component agencies. .
To accomplish our objective, we (1) interviewed Department officials -
and managers, mostly at the headquarters level, who were responsible
for designing aund implementing corrective actions; (2) reviewed docu-.
n.2ntation to verify Labor's actions taken and underway; (3) met fre-
quently with top Labor officials to answer questions about the: adequacy
of the actions and to make recommendations for enhancing implementa-
tion of our 1986 report recommcndations, and (4) using a questlonno.lre.

i
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" .Chapterl’

Introduction

obtained the views of Lab_or eadquarters and reglonal manag rs
regarding Labor s actlons :to mprove management

effectiveness. Accordmgly, our assessment focused pnm r
completeness and tunelmess of Lab_or s ‘gmdance and plans

"’Ongmally we sent out 223 questionmums but ‘because of 4 reported vaeaneies and 5 indivuduals -
who did-not feel adequately qualified to respond due to lack of tire in the positions, the number ‘W8S
reduced to 214. Agency heads identified these as being top: managers at headquartexs and the'fcar
regions. :

<

I
|
1
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Chapter 2

Stronger Secretarial Interest in B B |
Departmental Management -

N

The most important recommendations in our 1985 report dealt w1th ‘the -
need to improve departmental management by showing strong Secre-
tarial support for and interest in an effectively managed, efficiently

operated, unified Department. Historically, Secretaries of Labor had not _

focused on managing the Department’s programs but instead delegated
this role to the various program assistant secretaries. Also, the Depart-
ment generally operated in a reactive rather than a proactive. mode and:
as a conglomerate of largely independent agencies rather than as a uni-
fied organization.

Specifically, we recommended (1) developing a long-range pla.nmng
process, (2) identifying and tracking key Secretarial goals, and (3)
designating a key official responsible for departmental management
The Secretary identified five actions to strengthen Secretarial direction
that resulted in the development and implementation of the S,ecre,tary S

Management System. Also, the Under Secretary was given responsibility '

for handling day-to-day management of the Department, including -
overall direction of the Secretary s Management System. ,

N

GAO Assessment

‘Secretary Brock has demonstrated the strong leadership needed for a

well-managed organization, and his management system has established
a sound framework for strategic planning and management at Labor
Our follow-up review showed that most of the Department’s managers
believed that Secretary Brock has significantly improved management
at Labor and that the basic elements of his management system should
remain in place even when there is a turnover of top Department
off1c1als :

However about half of the managers believed that the Department’s
ability to set realistic time frames to accomplish unit goals and to pro-
vide feedback had not improved under Secretary Brock. Also, there is
concern that the basic elements of the Secretary’s Management System
would not remain after a change in administration.

While excellent progress has been made in strengthening Secretarial
leadership at Labor, the challenge ahead is to complete the implementa-
tion of the 102 actions and sustain their impact over time.

P
$
?
i
}

!
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Secretary’s
Management System
Established °

Chapter 2 i
Srronger Secretarial Interest in i
Departmental Management . .

As illustrated in figure 2.1, the Secretary’s Management System is a?
four-step approach to define goals and assess progress in accomplishing
approved goals. :

'

Figure 2.1: Secretary’s Management
System

Managers’ Perceptions
About the Secretary’s
Leadership and
Management System

Secretary
Establishes Broad
Departmental Goals

- Secretary Reviews Agency Heads
Accomplishments Establish
and Provides Supporting Goals

Feedback

and Milestones’

Agency Heads
Report Quarterly
on
Accomplishment of
Goals

To set the new management system in motion, Secretary Brock
announced three priority goals for the Department in October 1985, and
in December approved 37 supporting goals proposed by the agencies for
fiscal year 1986. Agency milestones were approved in January 1986,
and quarterly reviews of the agencies’ progress were held in April and
July 1986. Almost all of the quarterly milestones were met by the agen-
cies, based on our review of the agencies’ reports submitted to the Under
Secretary.

We sent a questionnaire to 214 of the Department’s top managers tq
obtain their views on Secretary Brock’s management of the Department
and his impact on their programs and activities. The questionnaire also
addressed the manager’s perceptions about the Secretary’s Management
System and the likelihood of its continuance. These managers were also
surveyed during our earlier review. (The results of the questionnaire avre
shown in app. I1.) ' ' :
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Chapter 2
Stronger Secretarial Interest in
. Departmental Management

Overall, Labor managers believed that Secretary Brock has significantly
improved management at Labor. More than 80 percent of the managers
reported that they believed the Secretary has demonstrated strong
interest in the management of their units, and 72 percent said that his

- methods for managing the Department had improved the overall man-
agement of their units. To assess whether Secretary Brock's actions had
lmproved umt management, we asked managers to compare the effects
under the prior Secretary. Flgure 2.2 shows that in six of exght areas,
most managers believed that Secretary Brock had improved umt
management.

However, less than half (47 percent) of the managers believed: that the

. Department’s ability to set realistic time frames to accomplish unit goals
and objectives had improved. Similarly, only 45 percent of the managers
believed that feedback had improved. _ N

Figure 2.2: Etfectiveness of the P

Secretary’s Actions to improve Unit
Management , 100 Pescent of Unit Mansgers

90
80
70:_‘
s
50|
|
30
20|

10

Action Improved Management of Unit
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Chapter 2
Stronger Secretarial Interest in
Departmental Management

Our 1985 report stated that managers had not perceived the previous
Secretary as significantly involved in initiating policies affecting their
programs and activities. Only about 20 percent of the respondents
believed the previous Secretary initiated policy to a great or very great
extent. Individual agency heads and Senior Executive Service managers
were cited as having the greatest role in formulating policies.

The responses to our follow-up questionnaire indicated that the mana-
gers continue to believe that the agency heads and Senior Executnve Ser-
vice managers play the greatest role in initiating policy, as shown-in
figure 2.3. However, 43 percent of the respondents said that the Secre-
tary initiates policy to a great or very great extent—more than a two-
fold increase.

Figure 2.3: Offices Percelved as Having
the Most Significant Role in Initiating
Policies (Before and After the Secretary's
Management System)

100  Percent of Unit Managers -
90
80

70

0
50
"y
30
20

10

[::] Belore Management Syster Implemented (1984)

After Management System implemented (1986)

We asked managers who said they were aware of the Secretary’s Man-
agement System (about 97 percent) whether they believed its elements
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Chapter 2
Stronger Secretarial Interest in
Departmental Management

(e.g., Secretarial involvement, goal setting, and feedback) should remain !
in place when there is a turnover of top Labor officials at the Secretary g
and assistant secretary levels and whether they believed its elements g
would remain. As shown in figure 2.4, about 92 percent believed it

should remain despite top-level turnover, whereas only about 35 percent
believed it would.

Figure 2.4: Retention of the Secretary's
Management System After a Change in
Administration

100  Percentof Unit Managers

Some respondents offered suggestions to better institutionalize the man-

. agement practices that Secretary Brock has implemented. Examples

include:

Continue oversight by the Office of the Secretary to promote accounta-
bility at the agency level.

Link the Secretary’s Management System to merit pay and other
rewards and incentives.

Provide more leadership conferences to reinforce the Secretary's goals
and objectives and to facilitate needed change.
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Chapter 3

Long-Standing Problems Bemg Addressed

GAOQ Assessment

ERISA Enforcement
Strategy Being
Reviewed

Because of the shortcomings in Secreiarial direction and leadership,

long-standing, program-related problems roneived insufficient attention

in the past. Program areas discussed in our 1985 report highllghted 'the
need to improve ERISA enforcement, expedite rule , enhance pro-

curement, and upgrade information resources mamgement (IRM). -
Labor’s key actions to address problems i these areas focused on devel-

oping plars and strategies for implementing our recommendations

- improve the timeliness and credibility of ther

The plans and strategia that have been or are’ belng developed by Labor. i

should provide a framework to jmprove the: ERISA € enforcement program

process,
enhance the procurement function, and upgrade mu However, a full
assessment cannot be made until the plans and’ strateglee have been
approved and the program improvements are operational -

To further enhance IRM management, we suggeeted that Labor (1)

- expand IRM oversight responsibilities, (2) adopt a. Department-wide

information systems development methodology, (3) develop a drrectory
that would identify data available in departmental systems, and @
evaluate future staffing needs to'accomplish responsibilities; Labor mu
officials told us they support our views, and within staffing constralnts
our suggestlons wnll be mcorporated with other M actlons T r_ _

!
|
!

ERISA was passed to ensure that participarts and beneﬁcla.rm who are
covered by private pension and welfare plans receive the benefits to
which they are entitled. PWBA is responsible for enforcing the. act’s dis-
closure, reporting, and fiducxa.ry requirements. o

Our 1985 report recommended that the Secretary develop a oomprehen-
sive, long-term enforcement strategy and hold ‘managers acoountable for
its results. The Secretary approved five actions to-address our recom-
mendations. Two of the actions were to be completed by September 30,
1986—namely, identifying the composition and characteristics of the
pension and welfare plan universe (June 1986) and. developmg an
enforcement strategy (September 1986). The other three dre to be com-
pleted by November 30 1987. :

PWBA devel_oped data and analyzed the demographics of the plan uni-
verse (e.g., plan type, funding mechanism, and size) and stratified the
descriptive elements by field office jurisdiction within the approved
time frame. This information should enable Labor to dlrect its ﬁeld‘
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. Chagter 3

Long{itanding Problems Being Addressed

P
!

office enforcement efforts to plans that are speclf ied under the enforce-
ment strategy, which was developed by PwBA's Office of Enforcement
and was with the Secretary for approval at the completion ot our work

The associate director, Office of Enforcement, told us that, when the
new strategy is implemented, managers will be held accountable for
accomplishing its goals. The Office of Enforcement will review lmple-
mentation progress during fiscal year 1987 and make changes where
appropriate by November 1987 in accordance wlth the Secretary s
milestones, ; .

In addition to the actions specifically addrasmg our recommendatlons,

Labor has taken other actions to improve ERISA enforcement. First, a
training program was established for new auditors and lnvestlgators
Also, PWBA recently purchased microcomputers to enhance its case man- .
agement system. This will allow PWBA's headquarters and area ofﬁca to

improve case management through better case updating and momtoring.- :

- _______________ms
Rulemaking Being
Addressed

Members of Congress and organizations repraentmg employers or:

-workers have expressed concern about Labor’s, and especially its Occu-

pational Safety and Heaith Administration’s, slowness in issuing regula-
tions. As highlighted in our 1985 report, much of the slowness stemmed
from the complexity of both the administrative process and the subject
matter—factors over which I.abor has limited conr"ol ' V.

To improve the rulemaking process, we recommended that the Secretary
establish a special committee to determine what could: be done to speed '
up the process, develop recommendations arnd aiv unplementat:on
strategy, and focus attention on correcting the problem We also recom-
mended that, to improve the credibility of the process, Labor mform the
public that regulations for technically complex subject.s could requlre
several years for approval. .

A steering committee established to study the problems mvolved m
issuing regulations focused on improving regulatory procedures’ and
assuring that the target audience understood the new procedures.
Within the steering committee, working groups were established to

“study certain areas, such as (1) procedures to expedite regulatlons and
-(2) burdensome regulations. The studies were Stl“ underway as of

October 1986.
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The Department has helped expedite some aspects of the rulemaldng
process. Specifically, it established a system for oriontmng regulations,
developed quick turnaround procedures for the more routine.regula-

tions, and began tracking regulations being developad. Through tracldng | '_ 5.;':

and public disclosure, Labor anticipates showing thut slippages in regu
lation milestone dates are occurring less frequently, alternatwes are.
available to expedite some regulations, and some regulations (because
they are controversial or technically complex) will move slowly through

the process.

- &=
Procurement Plan

Developed

A sound procurement system is crucial for ensuring proper dlrection
and control over the acquisition of goods and services. Our 1986 report
showed that long-standing problems resulted in key procurement func-
tions not always being done or being done madequately Also, work-
force disruptions—reductions-in-force, staff downgrades; and turn-
overs—had resulted in a procurement staff that lacked skills in key
areas. e el

We recommended that Labor enhance procurement operatlons by (l)
developing a long-range procurement plan, (2) enhancing the procure-
ment work force, (3) maximizing procurement competition, (4) pre- .
paring more comprehensive annual advance procurement plans, ®)
implementing a comprehensive automated procurement data system,
and (6) more thoroughly describing problems and needed rwources in
the next procurement system certification.! .

The Secretary initiated 16 actions to address our recommendatlons The
10 that were to be completed by September 30, 1986, were: generally
completed on time. The remaining actions are to be completed between
October 1986 and December 1987.

To develop a long-range procurement plan, Labor mmally drafted a pro-
curement career management program to enhance the Department'srpro-
curement work force. It included work-force analysis and planning,
specialized staff intake programs, training and career development and
standardized posmon packages, and established a procurement career
management board to assist the procurement executive in carrymg ‘out
these actlvmes

1A 1082 executive order requires the procurement executive to certify to the Secretary the adequacy
of Labor’'s procurement system.
'r
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Clupter 3
Long-Standing Pmblems Being Addressed

During our follow-up effort we suggested to procurement ofﬁcnals that
while the work-force issue was a key element, the plan should be
expanded to include other major procurement issues. The: procurement
executive agreed and expanded the plan to include such issues as con-
tracting/grant officer delegations, procurement automatlon, mcreased
competitive opportunities, policy development, and. cost issues. Labor
began implementing the expanded plan in September_ 1986. With thxs" :
expanded scope, the plan should give Labor a basis to move toward a
sound procurement system. Also, other actions taken mcluded lmple-
menting the new government-wide contract specialist classnﬁcatlon
standard to ensure proper job descriptions, assessing staff slnlls and
developmg information on available training. :

To better maxumze procurement competition and improve procurement
planning, Labor made changes during early fiscal year 1986 to help :
identify multiple contracting sources earlier. 0ASAM instructions estab-
lished a quarterly updating process requiring the agenc1es to monitor
their planned procurement actions. Also, the Department is fmahzmg
revisions to the Department of Labor M_agement Series' (pohcy issu-
ances), which incorporate new procedures for preaward planmng In
addition, to increase competitive opportunities, OASAM mst.mcted the -
Department’s contracting and program officers to use presollcltatlon
notices for market search purposes, and during fiscal year 1987 Labor
will publish in the Coramerce Business Daily either the agencies’ anmml
procurement plans or a notice that the plans are available for review.

1

During the flrst half of ﬁscal year 1986, Labor made short-range
improvements in its procurement data system. As a first step, it -
obtained the General Services Administration’s (GSA's) Federal Procure-
ment Data System software, which should enhance procurement mu\-
agement by providing contract monitoring reports for the procurement
executive and the procuring offices. In the third guarter of fiscal year
1986, Labor established an automation steering committee to debermme
the scope of the Department’s long-range procurement autoration needs
and to prepare initial cost estimates for the fiscal year 1988 budget

Regarding our recommendation to more thomughly describe problems
and needed resources in the next procuremenit syster certification; in
February 1986 the procurement executive issued instructions to the |
agencies outlining the criteria to be used in evaluating procurement sys-
tems. The certification process, including detailed descriptions of system
deficiencies and identification of the resources needed to correct the .
deficiencies, is to be completed by October 1987. The criteria being used

i

Page2t GAO/HRDET2? Labor Departraent Management linprovement
] {




'Chapter. 3
Long-Standing Problems Being Addreaoed

.

by the component agencies are based on the standards issued ‘by the
Executive Committee on Federal Procurement Reforms.

: Labor’s component agencies had been buying and installing 'mau'or iRM

Information Resources systems with little departmental oversight. Moreover, the Depa.rt:ment

Management Upgraded and the agencies lacked integrated, long-range plans for managmg their
information resources. _

Our 1985 report made several recommendations to improve the IRM
planning, managing, and monitoring processes and hold managers

. accountable for IRM activities. Most important, the report recommended
completmg the development of an integrated Department-w1de strat.egy
and a long-range departmental IRM plan, _ :

" The Secretary approved 13 actions, of which 9 were to be completed by
September 30, 1986. These nine actions were generally completed on

* time although the milestone for holding managers accountable for IRM
slipped to the first quarter of fiscal year 1987. Final actions on the
remaining four IRM improvements are to be completed by October 31
1987. S

Labor’s progress in upgrading IrM includes (1) consohdatmg mu func-
tions at the Department-level into a Directorate of Information
Resources Management (DIRM) within 0AsaM, (2) issuing a Department-
wide IRM strategy, (3) preparing a departmental long-range IRM plan, (4)
preparing IRM policies, (5) developing a program for IRM reviews, and (6)
assessmg stafﬁng needs.

The Department-wxde IRM strategy prescribes a central review and
approval process for plans and acquisitions. This process will be admin-
istered by DIRM to ensure efficient resource use as the Deputment mod-
ernizes existing IrM systems and develops new ones. The Department
also established (1) an IrM Technical Committee to advise the DIRM
~ director on agency proposals regarding major system developments or
enhancements with interagency implications and (2) an irm Executive

- Steering Committee to decide interagency information sharing and auto-
mated data processing acquisition matters that cannot be resolved atL the
"DIRM staff level ’
The departmemal strategy generally sets forth the Department-wide IRM
* Ruidance which, if properly implemented, should be responsive to our
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1985 report recommendations. However, to further enhance{its,rnanage-
ment of information resources, we suggested that the -Departme_nt:

Expand IRM oversight responsxblhtxes to include revnewmg systems '
development activities, such as cost-benefit analyses for proposed sys-
tems, systems testing, certifying that systems meet user needs and tech-
nical change procedures.

Adopt a Department-wide systems development methodology that .
includes standards for such activities as cost-benefit analysns system
documentation, and testing to foster consistency in systems develop-
ment throughout the Department.

Develop a Department-wide directory identifying data avallable in
departmental systems and have a Department data administrator main-
tain it to minimize duplication of data and foster mformatlon sharing of
critical, multiagency data. .

The DIRM director agreed with our views. .

Our assessment of the departmental long-range plan and supportmg
agency plans focused on comparing these plans with the 1984 oMB cri-
teria? for a strategic IRM plan. The plans we reviewed substa.ntlally com-
plied with the major characteristics defined by oMB and mcluded such
prescribed elements as (1) statement of the organization’s mlssnon (2)
definition of subordinate organization functions and their relatxonshlp
to the mission, and (3) 1dent1f1catlon of resource requlrements

These plans are a vital step in providing strong leadership and dlrectlon
to the IRM area. However, the agency plans had limited, detailed, quantx—
fiable measures, such as milestones and dollars against which progress
and accountability could be assessed. Departmental IRM officials -
acknowledged this condition and said that standards would be expanded
when short-range plans are developed. These plans will be' reqmred
under recently drafted plannmg and budgetmg policies.

The Department has also developed policies for reviewing and ?
approving agency IRM plans. The DIRM director has designated desk .
officers to review and track agency plans, including acquisition - -
requests, cost studies, and information technology inventories. The desk
officers are receiving training to increase their skill in reviewing infor-
mation technology strategies, plans, and systems developme’n’t activities.

%A Five-Year Plan for Meeting the Automatic Data Processing and Telecommunications Needs ol‘ the
Federal Government,” April 1984 ) ;

_ ) . o {
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In addition, the director expressed the intent to expa.nd the desk offlcer
role in postacquisition qua.llty assurance act1v1t1es AT

As of September 30, 1986, Labor had not 1ssued final mstructlons to
managers on accountabxllty for the management of mformatlon ‘ 5
resources. DIRM officials sald they needed to complete the: departmental '
IRM policies on pla.nmng a.nd budgetmg and the: acqulsltlon of mforma
tion technology resources: before fma.hzmg them Labor plans to: publlsh___-
its instructions in early flsca.l year 1987 S ,

Regardmg our recommendation’ for developmg an lRM rev1ew pr J¢
the Department initiated a:program that was endorsed by GSA’S '
Information Resources Management Review Program However;:t
the Department had not completed any IRM reviews as of Septem'
1986, we could not assess review adequacy Although the reviéw.pro- ..
gram, and the scope of its first year review plan, was well received y ;_ _
GSA, the program may be of little value unless adequately staffed. A
program has no staff dedicated specifically to it. Instead, deskoffice
perform reviews as an additional duty. Of the four reviews. planned for
fiscal year 1986, DIRM was able to start the fleldwork for only ‘one: by

September 30, 1986. : l _

While the Department agreed with our recommendatlon to assess - :
staffing and training needs;, DIRM assessed the training needs of its: staff: L
and initiated a training program to improve their techmcal expemse, EI
but did not analyze its staffmg needs. Lo .
N I ;
.As our 1985 report pointed out, addrtlonal staff may be necessa.ry
fully carry out the oversight and review functions assngned to DIRM. In- \
fact, during fiscal year 1986, DIRM had several milestones relatedto IRM .~
reviews slip due to limited staff availability. Addltlonally, DIRM- officlals-' B
identified a need to provide more assistance to agency IRM staffs. DikM
officials acknowledged that to accomplish the expanded DIRM role sug—
gested in this report, especially the quality assurance ﬂunctlon, addl-

txonal skllled technical personnel are needed. : N
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Chapter 4

Action Taken to Manage Certam Credlblhty
Problems Through Better Control

Good management and oversight mechanisms are needed to ensure that
staff are held accountable for achiéving desired results and adhermg to
departmental policies. Our 1986 report recommended (1) emphas:zmg
required mine inspections and improving information systems for con-
trolling this activity, (2) assessing monitoring of JTPA and Ul programs to
better ensure identification of problem areas, and (3) addressing mana-
gers’ negative perceptions about the usefulness of audits and evalua-
tions. Labor has given attention to doing required mine inspections and
improving related information systems. It has also identified and is
reviewing oversight mechanisms for programs operated at the state and -
local levels, and obtained managers’ views to enhance the usefulness of
0IG audits. R

GAOQO Assessment

Mine Inspection

Activity Increased

Labor has made s1gmficant progress in increasing required mine mspec
tion activities. Also, revised management systems have resulted in
better information for tracking inspection activities. . -

Review of JTPA and Ul monitoring mechanisms to determine needed
changes should lead to improved oversight of these programs. In addi-
tion, use of management reviews to identify problem areas affecting
go:1 business practices should improve JTPA oversight of state fiscal
controls and administration. Also, the application of the single audit
approach,' supplemented with other audits, should meet the JTPA audit
requirements and help resolve state officials’ concerns about the cov-
erage and timing of JTPA audits at the state and service delivery levels.

Some progress has also been made in ensuring that 0iG audits are more
useful to Department managers. Obtaining managers’ input and consid-
ering it when developing its audit plans should help better focus audlts
on areas needmg attention. o

-

Labor has made significant progress in complying with the Federal Mine
Safety and Health Act of 1977, which requires inspections of all under-

- ground mines four times a year and all surface mines twice a year. Our

1985 report noted that MSHA conducted about 63 percent of the required
number of regular inspections during fiscal year 1984 for metal/non-
metal mines. We estimated that about 78 percent of the coal mine

"The single audit approach establishes uniform federal audit requirements (audit scope, rrcqucncy
cove mgo md um) for state md local governments receiving federal financial assistance.

i
i
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Action Taken to Mansge Certain Credibility Lo
Problems Through Better Control : o

! ke i

inspections were completed that fiscal year. However,; MSHA coal om- Coe
‘cials told us that the number of mines shown in their information . |
-system as operating during that fiscal year was- overstated and that our ;i
estimate may be low. co ]

We recommended that Labor (1) improve information systéms on mine A
inspections, (2) emphasize required inspections and track progress, and = - :
(3) increase inspector productivity and reallocate or secure additiona.l SR
staff where necessary. Labor identified 12 actions to address.our recom-i-;_ o
mendations, to be completed between October 1985 and October 1988
As planned seven actions were oompleted by Septembe 30 1986

MSHA has taken action to improve its management mformation systems
The coal and metal/nonmetal programs revised their information sys- . .
tems to report information that can be used to: better manage and track R
progress of the inspection program. For: example, reports show (1) the
-numbers and percentages of mines that have received all requlred
inspections, (2) specific mines that have not received a scheduled
required inspection, and (3) the current opérating status of. al! mmes,
-which allows managers to better schedule mspectlons and avond trips to
nonoperatmg mines. . o

Reqmred mspectlon activity has also increased sngmficantly MSHA ]

- metal/nonmetal administrator issued several directives to: ﬁeld mana-
gers about emphasizing required inspections and. mcreasmg inspector
productivity. MSHA has also identified mspectxons asa pnonty produc-
tivity improvement project. Managers are being held accountable for
-success in their districts, and efforts are being made to conduct all. :
required inspections w1thm the current staffing level wnthout reducmg .
mspectlon quahty . :

As shown in table 4, 1 both the metal/nonmetal and the coal prjo _ams
have substantially increased the percentage of the required mspectlons
performed from nscal year 1985 to fiscal year 1986.

sl
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Action Taken to Manage Certaln Credibiiity
Problems Through Better Control

Table 4.1: Percent of All Required
inspections Performed

JTPA Oversight
Improved

Metel/:
fiscsiyear . yeasg - -

_ L . 1985 1988 =~ 1985 1988 -
Mines requiring inspection - 1075 11,037 5024 4239 .
Inspections required 16028 15766 12481 10748 -
Required inspections performed 12,804 15,366 . 9911 10460 -
Percent of required inspections performed 80 . 97 . 79, 97 o

l

For fiscal year 1986, both the coal and the metal/nonmetal programs did )
97 percent of their required inspections. Most of the mines not recenving
all requu'ed mspectxons were surface mines operatmg less’ than full time :

Concerned about a posslble decline in the quality of mspectlons, we .
reviewed some of MSHA’S reports that contain possible indicators of -
inspection quality. These include the number and percentage of vnola-
tions cited, the number of health samples taken during mspectlon, and
the average number of hours spent on inspections. We did not find any
significant change in these statistics since MSHA has mcreased the o
number of inspections. e

MSHA has also placed emphasis on mcreasmg inspector: productmty
During fiscal year 1986, the metal/nonmetal program (1) eliminated . |
some paperwork processing requirements so inspectors could spend
more time on inspections, (2) established two new field offices to reduce
the time spent traveling rather than inspecting, and(3) xmtlated a field
reorgamzatlon to eliminate its subdistrict level and reallocate some staff
posmons to mspector posmons =

t:

Labor has authority to monitor states and local service prov1ders that
receive federal assistance under JTPA to ensure that: required fiscal con-
trol and administrative systems are in place and functioning at the state
level. Labor relies heavily on state and local entities to provxde assur- |
ance that systems are functlomng properly at the service dehvery level

Our 1985 report noted that the Department’s momtormg of state t‘lscal
control and administrative systems may not be sufficient to-ensure: that
the systems (1) satisfy requirements imposed by JTPa and Labor. and (2)
are able to detect internal control problems at the service delivery: level
Labor’s monitoring guidance, which is designed to determine whether

state systems eomply with the law and regulations, does not always -
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UI Oversight
Mechanisms Reviewed

require testing of transactions to ensure that these eystems are worldng :

as intended.

To improve the oversight of JTPA, we recommended that the Department
(1) assess JTPA monitoring mechanisms and (2) resolve state officials’
concerns about the coverage and timing of JTPA audlts at the stﬂte and
service dehvery levels. _ ,

Labor has taken the following actions to improve .rm\ morntorm First
the Department is working with the states to develop policy guidance,

consult on program administration, and provide!or arrange for technical i

assistance and training where needed. Second, manageruent review.

guides are being developed to address program management issues that

affect performance. The management review guides will focus on identi-
fying good business practices, such as internal controls and financial
management procedures. The new guides will be field teeted durlng the
first quarter of calendar year 1987. Finally, compliance review guides
have been revised and will be used during the review cycle ending June
30, 1987. When both guides are fully implemented, the number of com-
nliance reviews will be reduced because they will alternate with man

_ agement reviews on a blemual basis.

To resolve concerns regardmg JTPA audits at the state and serviee N
delivery levels, Labor adopted the single audit approach to .s__atl,sfy___ the
JTPA audit requirements. Labor will supplement these audits: with other
audits or monitoring mechanisms by its program staff, 01G, and_ 'e‘.qo.'!

Our 1985 report noted that while Labor uses several momtormg mecha-
nisms to oversee the federal/state Ul program, it has not developed an
oversight strategy that interrelates aspects of each monitoring mecha-
nism and fully details the Department’s responsibilities for carrymgvout
oversight of the state programs. To enhance Ul oversight, we recom-
mended that the Department develop a comprehensrve u overslght
strategy

The Department has 1dent1f1ed the ul oversight mechanisms be'ir"l'g used
and it plans, within the next few months, to decide if any changes
should be made. Also, Labor started monitoring states’ annual operating
plans quarterly to determine whether milestone dates have been met
and corrective actions identified and implemented. Also, by: reviewing
state plans, it will be able to identify problems occurring nationally so
that correctlve actions can be taken. _

!
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Action Taken to Manage Certain Credibility
mwmw

R :
rts rw to " Qur 1986 report recommended that Labor (1) address managers’ nega-
Effo Unde ay tive perceptions about the usefulness of 016 audits and (2) reassess the

Improve Usefulness of emphasis given to program evaluations. The Secretary approved four
Audits and Evaluations actions to address our recommendations.

To address the managers’ perceptions, OIG obtained their suggestions for
potential audit areas for inclusion in the 0iG audit planning process. To
determine to what extent 0IG got managers more involved with its audit
planning process, we asked managers in our follow-up questionnaire
whether they participated. Twenty-two percent said they provided
input to 01G6's planning for their unit. Of those that gave input, 562 per-
cent said they. believe 01G considered their input at least to some extent.

To reassess the degree of emphasis given to evaluation activities, Labor _
has identified evaluation activities within the Department and is stud-
ying whether they meet and adequately address policy matters.

¥
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Chapter 5

Human Resource and Productivity
Planning Improved

The chnging nature of the Department’s missions, budget cuts, and
staffing reductions and reorganizations during the 1980’s will require
that Labor improve its human resources management as well as its pro-
ductivity. Our 1985 report made recommendations to enhance the .
quality and effectiveness of the Department’s work force and to ensure
that the staff is used productively and efficiently. Labor’s key actions in
these areas have focused on developing departmental and component
agencies’ human resource and productivity improvement plans.

N
GAO Assessment

Labor’s actions completed and underway adequately address our recom-
mendations and establish a basis for better managing the Department’s
work force. An improved human resource planning process is designed
to hold managers more accountable for human resource management.
The Department’s approach to resolving staffing and training and devel-
opment problems has ueen thorough. Further, the strategy for
addressing performance management problems should ensure that
Labor’s managers better use their resources.

Labor has also begun the process that, if sustained, should lead to an
effective productivity improvement program. Some benefits have
already been identified, and the foundation has been laid for continued
benefits in the future. Departmental productivity plans generally con-
tain the important elements of a successful improvement plan. To
enhance implementation of our recommendations, however, we sug-
gested that the plans be sufficiently detailed to enable effective moni-

. toring of progress toward meeting agency and Department productivity

goals and to hold managers accountable for achieving their goals. Also,
we suggested that Labor provide more technical assistance to the agen-
cies for using available management information to develop and a.nalyze
performance measures. :

Human Resource
Management Enhanced

Although Labor had taken some steps to enhance its work-force plan-
ning and staffing capabilities, major improvements were needed in '
human resource management. Qur 1985 report recommended that the
Department (1) develop comprehensive human resource planning poli-
cies and guidance that require agencies to establish work-force planning
programs, (2) hold managers more accountable, (3) more systematically
manage the staffing process, (4) more rigorously assess training needs
and programs, and (5) conduct better oversight of performance manage-
ment systems. The Secretary approved 16 actions to address our recom-
mendations. Eight of the nine actions scheduled to be completed by |
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Planning Improved

September 30, 1986, were generally completed on time. One action
slipped from July 1986 to October 1986. The remaining actions are to be
completed between October 1986 and April 1987. !

To improve its human resource management, Labor developed a depart-
mental human resource planning system. In April 1986, the Secretary
issued an order on human resource planning that established a frame-
work for developing and implementing component plannirg systems.
‘The agencies prepared plans that were used to develop their fiscal year
1988 budget estimates, thereby accomplishing the Secretary’s goal of
integrating human resource planning with the budget process.

The policies and guidance adopted by Labor for human resource plan-
ning required each agency to (1) establish a process for analyzing its
work-force needs and identifying the administrative support required to
meet those needs, (2) include work-force planning analyses as part of
annual budget submissions, (3) identify opportunities for more effective
use of the work force, (4) establish systers for sharing work-force
information with managers, and (5) ensure that managers’ performance
standards reflect human resource management responsibilities. These
requirements are consistent with the generally accepted standards for
human resource planning systems discussed in our 19856 report.

Departmental policy and guidance also required agency heads to hold
managers accountable through existing management systems and per-
formance standards for carrying out their responsibilities for acquiring,
developing, and effectively using their human resources. To hold agency
managers more accountable, 0AsaM’s Directorate of Personnel Manage-
ment drafted a more specific performance standard for managers
regarding these responsibilities. This standard will be modified by com-
ponent agencies to fit their particular situation and will be used in fiscal
year 1988 performance contracts.

In response to our recommendation that Labor more systematically:
manage the staffing process, 0AsaM and the component agencies estab-
lished interim time standards for filling vacancies. caAsAM and the agen-
cies have been collecting data for the past several months to determine
what refinements, if any, are needed in the agencies' standards. Because
there has not been a significant recruitment activity during this period,
they will continue to collect staffing data through the early fall in order
to have sufficient data upon which to base permanent standards.

. !
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Plnnnhls Improved

Productivity Plans
Developed |

Regarding the training and development area, a Department-wide
working group, composed of program managers and Labor training offi-
cials, has developed a plan for addressing our recommendations. The
working group focused on (1) needs assessment methodology, (2)
training evaluation methodology, (3) supervisory and management
training, and (4) professional and technical training. ' !
Labor will assess the training needs for all occupational categories on a
3-year cycle. An assessment of supervisors’ training needs has been
completed. Assessments will be done for clerical and support employees
as well as for professionals in fiscal year 1987, and for managers in
fiscal year 1988. Following development and implementation of the
supervisory training program, Labor will develop an evaluation system
for monitoring the program'’s effectiveness and its contribution tc *he
organization’s needs. -

To address our concerns about the need for better oversight of perform-
ance management systems in the Department and to ensure that per-
sonnel actions are performance based, Labor established a performance
appraisal steering committee. This group, composed of senior-level
agency officials, developed a strategy for dealing with our earlier
report’s recommendations. The Secretary approved the committee’s rec-
ommendations for improving the Department’s performance manage-
ment program, and OASAM is drafting a plan to implement them. '

Our 1985 report also disclosed that Labor did not have an adequate
system for identifying and replicating productivity improvements. We
recommended that Labor implement a more systematic productlvxty
unprovement effort by:
Holdmg agency managers accountable for desiynating focal points, dem-
onstrating top-level support, and preparing and meeting productmty-
related goals, objectives, and plans. -
Performing productivity and comparative trend analyses.
Providing effective mechanisms and incentives for identifying produc-
tivity improvement opportunities.
Requiring program managers to develop quantifiable measures for as
many employee positions as possnble -

- i
The Secretary ldentlf.led eight actions to implement our recommenda-
tions, two of which—instructing agencies to hold managers accountable
for productivity improvement goals and developing incentives for !

Page 34 GAO/HRD-87-27 Labor Department Management Improvement

v



Cluptzr 5
Human Resource nnd Productivity
Planning improved

improving productivity—were completed by September 30, 1986, as
planned. A third action to be completed by that date—identifying the
potential for position performance measures—has slipped until
November 1986. The other actions are to be completed by January 1987.

To hold agency managers accountable for productivity improvement,
the Secretary and the Under Secretary, in February 1986, directed the
agencies to prepare productivity improvement plans covering fiscal
years 1986 and 1987. casaM approved the agency plans although,
according to 0AsAM officials, they were not reviewed in detail due to time
and staff constraints. The plans were incorporated into a departmental
plan In July 1986, casaM directed the agencies to submit revised plans
covermg fiscal year 1988.

We rev1ewed both sets of plans and found that they followed the Secre-
tary’s and Under Secretary’s instructions. The plans contained the
essential elements of a good productivity program as described in our
earlier report, but most of them did not describe the elements in suffi-
cient detail to allow 0ASAM to adequately monitor progress. While OASAM
has no immediate plans to require more detailed data, it will ask the
component agencies to evaluate their progress and report results to the
Under Secretary. _ j

To facilitate more productivity analyses, agencies were required to
include, in their productivity plans, goals, objectives, and milestones
related to (1) the use of performance standards as part of the formal
appraisal process and (2) the development of new or improved measures
of quality, timeliness, and productivity of agency functions. The plans
showed that most component agencies obtained quality and timeliness
data and some agencies use those data to measure individual and organi-
zational performance. However, agency productivity officials told us
that they need technical assistance in using available managerent infor-
mauon for developmg and analyzing performance measures. '

The Department has provided incentives for encouraging greater pro-
ductivity. The employee suggestion program has been revitalized, and
the agencies’ 1988 productivity plans address special incentive pro-
grams and other efforts to increase employee participation in produc-
tivity improvement initiatives. Generally, the agency productivity plans
specify incentives to increase employee participation. Some of the agen-
cies have developed their own employee recognition programs in addi-
tion to the Department-wide program, and plan to renew their emphasns
on these programs.
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Chapter 6

Financial Management Bemg btrengthened

Efficient implementation of departmental programs and activities :
depends on well-managed financial systems. Our 1885 report pointed
out the need for Labor to strengthen its management and control over
financial resources. We recommended (1) holding managers accountable
for complying with fund control procedures, (2) improving financial
reporting, (3) better controlling financial management immprovement
projects, (4) enhancirg FMFIA accounting system review efforts, and (6)
improving accounting for personal property.

The Secretary approved 14 actions to implement our recommendations
which were to be completed by September 30, 1986. Thirteen actions
were completed by that date. The remaining action will be completed as
pﬁrt of the Department’s long-range accounting system improvement
project. - _

—
GAOQO Assessment

Labor has strengthened management and control over its financial
resources. However, major reporting improvements depend on suc-
cessful implementation of the Department-wide accounting system mod-
ernization effort and completion of accounting system reviews, To
further enhance reporting improvements, we suggested that Labor
obtain the views of program managers on the usefulness of fmanclal
reports with respect to managing their operations.

Fund Control
Procedures
Emphasized

Had the Department's existing fund control procedures been followed,
they could have provided effective control. However, fund control i
responsibilities were not always carried out; as a result, our 1985 report
showed that in fiscal year 1984 numerous fund balances exceeded
hmltatlons

Labor has taken several actions to tlghten compliance with existing pro-
cedures for controlling funds. Specifically, the Assistant Secretary for
Administration and Management issued a memorandum to the executive
staff, giving them a.copy of the fund control procedures and empha-
sizing the importance of adhering to them. Also, the Comptroller held
discussions with agency financial managers and reemphasized monthly
monitoring of fund status reports. In addition, the Comptroller’s Office
of Accounting reviews fund ctatus reports monthly and requests written
oxplanatmns from agencies whose fund balances exceed limitations.’
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Financial Reporting
Being Addressed

Financial Management
Improvement Projects

Being Reviewed

Other Labor actions include (1) assessing administrative controls over
funds through the Comptroller's internal reviews of component agen-
cies’ financial operations and (2) revising the fund allocation form to’
include a managerial certification of available funds.

Oﬁr 1985vr\°port also disclosed that the Department’s integrated
accounting system financial reports were not always recexved by mana-
gers and often not used when received. _ |

To make financial reports more useful to managers, Labor has included
improved financial reporting as part of a long-range project to mod- .

ernize its integrated Department-wide accounting system. In the interim,

Labor revised travel document coding to improve reporting accuracy;
obtained the views of financial managers (but not program managers)
about the completeness, accuracy, and timeliness of the reports cur- ‘
rently produced by the system; and experimented with using automated
data processing software to improve reporting timeliness. Also, a
steering committee was established to plan system improvements.

Although Labor plans to include improving financial reporting in its -
first-year work on the accounting system modernization project, signifi-
cant reporting changes are not expected until the project progresses fur-
ther. Thus, it is too soon for us to assess the project. However, we
suggested that Labor obtain the views of program managers about the
financial reports’ completeness, accuracy, and timeliness to ensure that
future reports meet their needs as well as the needs of financial mana-
gers. We discussed this matter with Department officials, and they

agreed with us. !

The Department lacked effective controls over agency financial manage-
ment improvement projects. As a result, the Secretary established a -
process that requires agencies to submit planned financial management
improvement projects to a Financial System Planning Committee and to
the Comptroller for review. While no new projects have been initiated
since our management report, we believe that this process will help to
ensure that proposed-projects are consistent with departmental policy,
oMB guidance, and Comptroller General requirements, and will con-
tribute to improved financial management.

!
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Accounting Systems
Reviews Underway

Personal Property
Accounting Improved

Chapter 6
Financial Management Being Strengthened

- standa1 ds, and related requirements. In its 1985 FMFIA report to the

- conform. It issued guidelines to the component agencies for performing

The Department needed to do more to ensure that its accounting sys-
tems conform with the Comptroller General’s accounting principles,

President, Labor said that it was unable to certify system conforman__qe
because its 18 accounting systems had not been reviewed in detail. '

Labor has made progress in assessing whether its accounting systens:

system reviews that conform with oMB’s guidance. As of September 30,
1986, one detailed system review was completed and five were in proc-
ess. The Comptroller’s Office is monitoring progress; it expects to partlc-
ipate in some detailed reviews and will prepare a revised review - -
schedule after determining 0IG’s plans for systems reviews. -

e R S e

Our 1985 report also discussed the need to improve the Property Man:-
agement System to ensure adequate control and accurate reporting of
property inventories on the Department’s end-of-year fma.ncxal
statements.

Labor took short-term corrective actions that require reconciliation of:
records and improved recording and reporting procedures to ensure that
property will be accurately reported on the Department’s fiscal year
1986 financial statements. In addition, a policy was issued on December
31, 1985, providing for the separation of duties in the physical inven-
tory process. Our follow-up work showed, however, that some problems
in recording and reporting property—similar to those noted in our 1985
report—continue. For example, the net value (after depreciation _
allowances) of capitalized equipment inventory reported to the Treasury
on the Department'’s fiscal year 1985 Statement of Financial Condmon
was overstated by $70 million. This figure consisted of a $78 mllhon
overstatement of one component agency’s equipment and an $8 million
understatement of the Departmental Property Management System o
equipment caused by recording errors.

After we discussed this with 0AsaM officials, a working group was'estab-
lished to improve communication between the property and accounting
offices. Also, 0ASAM expects to reconcile the property inventory and gen-
eral ledger reports in time for preparation of the fiscal year 1986 finan-
cial statements and future reconciliations are to be made quarterly

In addition to-the actlons addressing our 1985 report recommendatxons,
the Inspector General is working with 0oasaM officials to develop - K

-1
i
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Chapter 8 !
Financial Management Being Strengthened

improved formats for presenting the Department’s financial statements.,
The objective of this effort is to make the financial statements more
useful to management while ensuring that they conform to GAO's gener-
ally accepted accounting principles and the Treasury Department’s
recently (June 1986) revised financial reporting requirements.
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Appendix I

Labor’s Planned Corrective Actions by

Fiscal Year

Key Theme/Recommendations in Brief

Cormrective adl&ﬁbb ] é&f.
Total 1985 1986 1987 1988 1989

Strengthen Secretarial Direction:

1. Develop long-range departmental planning process

2 2

2. Identify and monitor key Secretarial goals and objectives

2 2

3. Designate key management official

1 1

Resolve Long-Standing Problems:

A. Improve ERISA Enforcement:

4. Develop long-term ERISA strategy

5. Hold ERISA managers accountable for results

B. Rulemaking Process:

6. Establish a committee to expedite rulemaking

7. Educate public about rutemaking process

n
n

C. Procurement:

8. Develop long-range procurement plan

9. improve procurement work force's skills

10. Maximize procurement competition

11. iImplement comprehensive automated procurement data system

12. More thoroughly describe procurement problems

13. Prepare annual advance procurement plans

Nl sl aln
-
-

D. Information Resources Management:

14. Develop departmental IRM plan

15. improve guidance on ccnducting inventories

16. Review systems acquisition plans

17. Conduct periodic IRM reviews

18. Assess IRM staffing needs - : : .

NN =N o]
-
—

19. Hold managers accountable for implementing IRM policies

Better Control Programs:

A. Increase MSHA Inspections:

20. Revise MSHA's information systems

21. Emphasize mandaiory inspections

22. improve inspector productivity

23. Reallocate MSHA stafr

24. Secure additional MSHA staff

NN D
-t | | s | s
-

25. Periodically track MSHA progress

B. Job Training Partnership Act:

26. Assess JTPA monitoring mechanisms

27. Improve JTPA vuinerability assessment process

28. Resolve concerns about state JTPA audits
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Appendix 1
uw-muamnmw
Plscal Year

Key Theme/Recommendations in Brief

Tota!

1965 1000

1987

1088

1988

C. Unemployment insurance:

29. Develop comprehensgive Ul oversight suategy

N

30. Evaluate Ul vulnerability assessment instrument

[~

D. Audits and Evaluations

31. Address managers’ negative perceptions about audits

-

32. Reassess emphasis given 1o program evaluations

w

Work-Force Management:

33. Develop work-force planning policies

34. Hold managers accountable for work-force management

35. Develop standards for filling vacancies

36. Establish procedures for developing employees:

37. Assess training needs

38. Review appraisal systems

39. Assess supervisory training needs

NIWININWWININ

AL IE I Y VY L

b [ wh | wh N

Productivity:

40. Hold managers accountable for productwny goals

-b

41, Develop position measures

42. Perform comparative trend and productivity analyses

NN

-t I N b | -

43. Provide incentives and mechanisms for |mprovmg productivity

Financial Management:

44. Hold managers accountable for complying with administrative control
of funds procedures

45. Improve financial reporting

-
LAY

46. Hold managers accountable for tmplementmg financial management
improvement projects

-
-t

47. Adequately control OSHA accounts receivable

-—h
-t

48. Assess accounting systems conform;ty to GAO principles and
standards

N
-

49. Improve accounting for personal property

SNQ NN (A1)

Total

w-h
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Appendix I

Follow-Up Survey of the Department of
Labor’s Management Improvement Eiforts

G A O Unitad States
General Accounting Office

Follow-up Survey of the Department of Labor’s
Management Improvement Efforts

Questionnaire Summary
‘Number Responded as
___Sent of 9-30-86
Headquarters 117 94 (85%)
Field . 104 93 (89%)
TOTAL 214 187 {87%)

This questionnaire should be filled out by the manager of the organizational unit
specified on the above label. The label should specify the name and agency of this
manager. If NOT, please make corrections below.

~ Name:

Agency:

Please provide your organizational title. In addition, please provide your telephone number so that we
can contact you if we need clarification of your responses.

Organizational Title :

Telephone Number: __( )
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Yollow-U ngqdﬁaWd
-Up
Labor’s Management Improvement Efforts

in completing the questionnaire please relate all responses to the organizations! unit which you mu_gc.’
1. Do you believe Secretary Brock has domommd 8 wong or wesk interest in the management of your
unit? [ Check ONE )
1. O very sirong interest (35%)
2 ] stronginterest {46%)
3. [J Neither strong nor weak int&nt (17%)
4 [0 waeakinterest (13%) |

s [ Very weak interest (1%)

For the purpose of questions 2 and 3 Secretarial mansgement is the method used by the Secretary 10
manage the Depariment such as developing » Secretarial Mansgement System; holding mbulldlng
_ conferences; and communicating with managers through newsletters, ete.

2. To date, how has Secretary Brock’s managemaent atfected the overall management of your unit?
{ Che<k ONE ]
1. ) Greatlyimproved (23%)
2 O Somewhatimproved (49%)
3. [ Neither improved nor worsened (No impact) (21%)
4.0 Somewhat worsened (1%) '
5. [J Greatly worsened (0%)
6. [J Don’tknow (1%)

7. 3 Too early tojudge (5%)
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Appendix I
Follow-Up Survey of the Department of
Labor’s Management Improvement Efforts

3 Listed below are 2 number of actions that could be taken by 8 Secratary. Incomparing the management
1A your umit now with the managemaent of your unit under the prior Secretary, to what extent has each

action improved or worsened the management of your unit?

1 Check ONE for each Action.]

improved
Groatly [Somewnat] Mor mat] Gresty | Dont | Toogarty
Improved | iImproved | W Worsened Worsened] Know [ To Judge

Action [y Ploipiyig aeces 8

' 2 3 a ) 6 " 7

t Establming top agency management commaments.| 30% | 43% | 17% 0% | 0% G% 4%

within you? agency

2 womamgoy.r.lqa.rmnon.to;ogr.m.nmougn 24% | 38% | 23% | 1% 0% 11% .

the Under Secretary

1 e bratirament mtormation resacce manogement. | 159% | 3296 | 34% | 3% | 1% | 7%
and the rule making process N

e |¢onufymggoolunoob,mw.,4mm.;M 30% | 41% | 23% 19 0% | 3% - 2%

$ Establishing reahstic tmetrames to sccomphish 15% 32% | 42% 2% 0% | 5% ‘ . 4%

goals and objectives for your um?t

§ Molding managers accountable for your unit's 17% | 35% | 37% 1% 0% S% i I-S%
astabhihed goe's and objectives 1 b

? Momtorng agency sccompinmesssaganst | 18% | 39% | 29% | 0% | 1% | 7% | 6%
agreed upon godls for your unit ) } BN

8 Proding feedback on your unt 15% | 30% | 39% | 1% | 2% | 10% | 3%

3 Gourtintng your untwith thar s o 16% | 37% | 33% | 1% | 1% | 9% | 3%

10 Other [Specity. ]
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Appendix 1i
Follow.Up Survey of the Department of
Labor’s Management Improvement Efforts

4. Are you aware of the Secretary’'s Management System of Jenuary 1966 which established Secretarial and .
supporting goals? [ Check ONE.] ' '

1 3 Yes (97%) [ Go To Question 5.}
2. No(3%) . Go To Question 12.]

5. Are you involved in implamenting your agency’s supporting goals included in the Secretary’s
Management System? [ Check ONE.)

1.0 ves (89%)
2.0 Ne(11%)

6. Do you believe the elements (i.e. Secretarial invoivement, goal setting , human resource planning, féedback)
of the Secretary’s Management System should or would remain despite turnover of top Labor officials at the
Secretary and Assistant Secretary levels? o

{ Check ONE for Each Question.]

Ot X Oefini ¥
Question ;”0'1"" ""'“'"'! ;

1 Do you believe the e'ements of the Secretary's
Management System should reman despite

turnover of 1op Labor ofic:als at the Secreta T |
a‘:vd Asstant S«vﬂ.": leveis? v 56% 36% 6% : 1% ! %

2 Do you believe the elements of the Secretary’s
Management System would remain despte : - :
turnovar of 1op Labor officils ot the Secretary 3% 32% 26% 38% | 1% |

and Assistant Secretary levels?
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7. Did you at1end the Secretary’s Leadership Conference heid dunng the week of May 12, 1988, in
Leesburg, Virginis? [ Check ONE.)

1. ves(48%) [ GoQuestions.]
2 [J No(52%) [ GoQuestion 9.

8. To what extent do you believe the foliowing objectives were schieved st the Secretary’s Leadership
Conference?

{ Check ONE for Each Objective.]

m Grest [Moderste] Some orkio | Oon
Grtemt | Gstam | Gxtom | Gstemt | Estom | Xnow |

' 2 | s
48%

Odpctree

} Communiating the Secretery's poixcy sgends 44% | 6% 2%

2 improving intra-depertmentsl coOrdmation 24% | 28% | 29% | 12%

3 Building a seme of teamwork . 40% 29% 19% 6% 3“ i 3* . :.‘

9 roﬁhat oium domH-mﬂmMmmwmmham:mmmnmﬁ;
e g s o e ety iy 1
1.[] Very great extent (11%) {Go To Question ml
20 Gmt extent (25%) lGo 7o Question 10.]

3. (0 Moderate extent (33%) [ Go To Question 10.]
4.[] some extent (14%) [ Go To Question 10.]

5. Little or no exient (12%) {Go foQoestlon 11.]
6.[] Don't know (5%) [Go ré Question 11.]
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'Mo!unydlbmd
Labor's Managrment Improvement Efferts

10. Since :mplementing the Secretary’s Mansgement System, wm.mndomwmmﬂnmhy
the lollowing entities has contributed 1o making human resource Management & m pneuty"

lahaouumb.l Lo
trtort | Cotom 2
(mprevsby hatntd hasand :
! ? .
1 OHxeof the Secrerary : 34% | 39%
! s lmromrgra ™ | a% | 22% | 29% [ 13% | 17% | 15% | -
Personne Manasgement . - 1 i ERE — |
3 Awtent Secretary of equivalent 14% | 36% | 27% | '0“ | 6% :-"-. 6
4 Your .mﬁnmohn--w 17% | 37% | 28% 7% 1 ‘l‘l%
3 Otner [Soecty ] —

11. Have the fiscal year 1986 budget reductions resulting from the Gramm-Rudman- Hollmgs Aa lﬂ«ud my
goals or objectives set forth in the Secretary’s Managemerit System as it pmams to your progum(s)’ QRN
[ Check ONE.] .

1. No (67%)

2.0 ves (33%) I Please Give Examples.)

| Respondents most often cited the followmg as adversely
1mpacting their programs:

@ Reduction of staff (9 of 13 agencies)
¢ Limitation of training funds (6 of 13 agemnes)
@ Reduction in travel funds (9 of 13 agenaes)
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Appendix 1 :
Follow-Up Survey of the Department of
Labor’s Management Improvement Effosts

73 1owmmmmpummmmmwnqmummwwnoﬁofwf'dlm'ng'
entities? (mmmdMMMkmuamumdMMwm
provide direction and guidance for an organization.)

(Thie table compares the results of our earlier questionnaire with this quests nm“’
AUMDBEY i3 the reIPOME 10 the intial survey and the DOTIOM NUMDA? 15 the respornse 1o our {ollow up) -

nuty Latem

1 Othce of the Secretary : ' 10%

2 Asaatent Secretdry o7 eQuIvalent §29%

3 Seno7-level manager ( @ . perton am
MINSQErs and :mum s«maq or Mm- 31%

Secretary of equivalent) 33%
& Your program ymit . ;x
S heidotfces isl:
6 WhiteHouse : : :::
7 Congress | - . | | :;:

\egerat orgamia Tom | vaw | 2% | 335 | se% |
§ Other federal orgamizations (1 @, OMB. OPM, GSA) 9% " 2396 25% - '5’6_‘-‘__, ‘%:

9 Labor unions and interest groups

10. Other [Specify.]
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Appendix 11
Pollow-Up Survey of the Department of
Labor’s Management Improvement Efforts

13

Since the GAQ report on Labor management {October 1985) was issued, the QIG has begyn glicitiqg _
manager's views on how the OIG can improve the usefulness of its reports. Did you provide inputinto
the 0IG's overall annual planning for potential audits of your unit’s operations during the coming year?

{ Check ONE.]
1t (] Yes(22%) [ do To Question 14.]

2 [J No(71%) [ Go To Question 15.] g :

3 [J Oon'tknow (7%) [ Go To Question 15.]

To what extent do you believe ybur_mput was considered in the OIG's overall annual planning for
potential aud:ts of your unit's operations during the coming year? [ Check ONE.]

1 [0 verygreat e-tent(S%) \
2. [ Great extent (10%)

3.0 Moderate extent (22%)

4 [] Some extent (15%)

S [J uttie or no extent (19%)

6 [] Don'tknow (22%)

7 [J Oidn'treceive feedback from OIG (7%)

. Do you have ény suggestions to better institutionalize the management practices which the Secretary

has implemented? [ Check ONE.]
1.0 No(72%)

2 [] Yes(28%) [ Please Specify.]

' M § H R ->7 opr
¢ Continue oversight by Secretary and his staff to promote accountability at agency level.

f ® Provide more Leesburg-type conferences to reinforce Secretary’s goals and objectives
and facilitate needed change. S

. @ Link Secretary Management System to Merit Pay and other rewards and incentives.

® Promote the most talented and highly motivated individuals in QASAM and agency
administration offices because these units can institutionalize better management
practices.

-@ Continue GAO practice of conducting this type of review so new policy officials have a
notion of what practices are desirable.

Page 49 GAO/HRD-87-27 Labor Departsnent Maiiagetent Improveivent

A
i
B!
»
;1

;
4
il
Ll

SR L e




Appendix Il

Comments From _'the Department of Labor

SECRETARY OF LABOR
WASHINGTON

November 26, 1986

The Honorable Charles A. Bowsher
Comptroller General

U.S. General Accounting Office
wWashington, D.C. 20548

Dear Chuck:

Thank you for providing me with a follow-up assess-
ment of the progress that has been made over the
past year to improve management at the Department
of Labor. I appreciate the time and work that was
devoted to this review, and value the insights and
suggestions that were made as a result.

I would like to continue to work with GAO as the

- Department further implements the actions you have
suggested and we have begun. I look forward to
future reviews by your staff,

Our objective is to make the Department of Labor one
of the best managed organizations in the Federal
government. We will continue to work toward that
goal in the coming year.

Very truly'_yours .

(203519)

WILETAM E. BROCY
WEB:keb
i
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