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Office of the Di rector 

Federal Emergency Management Agency 
Wa.'lhington, D.C. 204-72 

December 1 O, 1996 

MEMORANDUM FOR: The PRESIDENT 

THROUGH: 

FROM: 

SUBJECT: 

Leon E. Panetta 

ci
hlef of Staff {.If;:> 
~~J(J 
Director · · 

Agency Accomplishments and Second Term 
Goals 

It has been my pleasure to serve as Director of FEMA and with your leadership 
and support to keep your commiunent that In their time of need, during disasters, 
people could count on their government to be there to support them. This 
memorandum summarizes the changes and accomplishments we pursued in order to 
keep this commitment to the American public. 

More importantty, the second part of this memorandum outlines what we 
propose to do in the future to keep people and communities from becoming victims of 
disasters, thereby reducing the costs and impacts of these events on our Natjon. 

FEMA ACCOMPLISHMENTS, 1993-1996 

In the past four years, the employees of the FEMA have accumulated a long list 
of accomplishments. As a result, the Nation's emergency management system is 
stronger and better equipped to meet the needs of the American people when disaster 
strikes. 

FEMA accomplishments have occurred in two priority areas: ( 1) streamlining 
agency functions and (2) responding to natural and man-made disasters. 

STREAMLINING AGENCY FUNCTIONS 

We initiated the "Renewal of FEMA" In April 1993. This effort involved all 
FEMA employees and was designed to better serve the Agency's internal and external 
customers. 
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• The first step was the articulation of the Administration's vision for the Nation's 
emergency management system and a clear mission statement for the Agency 
emphasizing an all-hazards approach. 

The Vision for Emergency Management - "Partnership tor a Safer Future 

The Nation's emergency m1mogement system is built on a partnership of local, 
State and Federal governments. voluntary ag&ncies, business and industry. and 
individual citizens focused on saving lives and property and reducing the effects 
of disasters regardless of their cause. 

The FEMA Mission 

The Mission of the Federal Emergency Management Agency is to: "Reduce the 
loss of life and property and protect our institutions from all hazards by leading 
and supporting the Nation in a comprehensive, risk-based emergency 
management program of mitigation, preparedness, response, and recovery." 

These provided the foundation for the Agency's first ever, Strategic Plan 
published in December 1 994. FEMA adopted five mission-associated goals and one 
organizational goal which were endorsed by the Agency's employees and customers 
alike. These became the guiding principles for our actions over the past four years. 
The FEMA Stnstegic Plan i::s currently being updoted to reflect our second term goals. 

The second step taken in FEMA's renewal was the reorganization of Agency 
functions. Guided by a group of FEMA employees, and implemented within six 
months, the reorganization announced in November 1 993 changed the organizational 
strUcture of the Agency from a programmatic alignment to n functional alignment. 
The new structure consolidated all disaster assistance programs into one directorate, 
all preparedness. training and exercise functions into another directorate and, for the 
first time ever, created a mitigation directorate designed to reduce the costs of 
disasters. 

Tho Reorganization also resulted in the following organizational changes: 

• Eliminated two directorates 
• Eliminated two layers of management 
• Doubled the supervisors to employees ratio 
* Established FEMA Labor-Management Partnership Council 
• Reduced FEMA Operating Accounts from 4 7 to 8 elements 
* Reduced internal regulations by half 
* Applied all FEMA resources to the all-hazards mission 

The renewal of FEMA is almost complete. However, our efforts to operate more 
effectively and efficiently and to put our customers needs first are an essential 
principles that guide our ongoing operations. Some ongoing activities that support the 
strengthening of the Nation's emergency management system include: 

.. 
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• 
* 

• 
• 
• 

Providing Customer Service training for all FEMA employees (This 
progrem recently received a customer service "Star" award from the 
National Performance Review) 
Initiating private sector/industry partnership opportunities 
Implementing FEMA' s Community Relations Outreach program during 
disasters 
Implementing a new employee performance 
evaluation system 
Expanding training and educational opporrunities for 
FEMA employees 
Successfully Implementing NPR and NPR2 recommendations 
Implementing the first Agency-wide financial management and 
accounting system . 

One activity that has been especially effective has been the implementation of 
Performance Partnership Agreements (PPA) with each of the 06 States and Territories. 
These agreements give State emergency menegers more flexibility and support In 

developing plans: and operations that effectively address the hazards that threaten 
their State. The PPA and the efforts of FEMA Regional Offices around the country 
have played critical roles in strengthening our partnerships with State and local 
emergency managers. 

In conclusion, tha "Renewal of FEMA" initiated In April 1993 has embraced the 
principles and practices of the National Performance Review and provided FEMA 
employees and programs with the organizational support needed to fulfill FEMA 's 
mission. 

RESPONDING TO NATURAL AND MAN-MADE DISASTERS 

In no other area of FEMA's operations has the "Renewal of FEMA" had a 
greater impact than in FEMA's response and recovery efforts. In the past four years, 
FEMA employees have responded to 1 65 Ma)or Presidential declared disasters, the 
most active four year disaster period in our Nation's history. 

In each disaster, FEMA employees have delivered compassionate service to 
disaster victims swiftly, efficiently and effectively. Customer surveys conducted by 
FEMA indicate that over 80% of those individuals who apply tor disaster aid have 
given FEMA a favorable rati~g and with FEMA's assistance, have been able to rebuild 
their lives. 

Numerous internal changes in FEMA's disaster operations are responsible for 
these favorable results including: 

* 

* 

Establishing a rapid response capability with teams deployable within 4 
hours of an event 
Expanding telephone registration capabilities for victims 
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• 
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Working with State and local emergency panners to redeploy 
response and recovery resources ond personnel 

Overhauling and computerizing the disaster assistance application 
process 
Establishing a National disaster finance center which expedited delivery 
of disaster assistance checkS 
Applying technological advances such as the ACE computerized 
inspection capability to streamline housing and rebuilding issues. 

Each of these initiatives allowed FEMA to dramatically cut the time it takes. 
disaster victims to register and receive disaster assistance. No longer do people stand 
in line waiting to complete a paper application fonn that takes weeks to process. 
Now people register for assistance by telephone and FEMA disaster relief gets to 
victims in days instead of weeks. 

Not only are FEMA' s external customers better served but FEMA is providing 
assistance at less cost and with more accountability. For example, in one disaster in 
Califomia, exclusive use of teleregistration for registering applicants for disaster 
assistance saved over $45 million compared to setting up disaster assistance centers 
as was done in the past. 

By providing disaster. assistance faster and more efficiemiy, individuals and 
communities can recover and .rebuild.quicker and reduce tho personal and economic 
losses that are caused by disasters. 

Another area where changes instituted in the past four years have made a 
difference in FEMA's efforts in responding to disasters is the critical element 01' 
communications. FEMA initiated a series of innovations that resulted in speeding 
emsrgency information to disaster victims. These innovations include: 

• 

• 

Establishing a FEMA world wide web site on the Internet, which during 
was providing critical information to over customers. 
Establi5hing the "Recovery Times" an information supplement included in 
the major newspapers in the impacted areas. 
Establishing the "Recovery Channel", a cable network with Nation-wide 
access. 

FEMA's efforts to improve our disaster response and recovery have not gone 
unnoticed. The Congress, thG press and the American public have been forthcoming 
in their praise for FEMA employees and what they have done to help individuals- and 
communities to recover from disasters. Many of the changes that have been instituted 
in the past four years have won prestigious awards. 

For example, in 1996 a FEMA program won an Innovations in American 
Government Award from the Ford Foundation and the Kennedy School of Government 
at Harvard for adapting Cold War defense research to speed its response time after 
natural disasters. FEMA's ACE inspection palm pad, which has received a Hammer 
award from Vlce President Gore, was selected as a Semi-Finali5t for this same award 
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in 1994. The overhaul of the disaster assistance application program was recognized 
by the Public Employees Roundtable as the Federal category winner of their ExceHence 
in Government Award In 1995. 

The "Recovery Channeln was awarded a Federal Technology Leadership Award 
in 1995. The "Recovery Times" was awarded a Toth Award as the Best Nawstener 
of 1995 by the Public Relations Society of Americe. The FEMA World Wide Web site 
- Emergency Lane on the Information Highway was a 1996 National Finalist for a 
National Information Infrastructure Award. 

CONCLUSION 

In the past four years, the employees of FEMA have accepted the chnllenge of 
renewing FEMA. They have worked hard to reshape FEMA into a customer driven 
agency that provides swift, cost-efficient disaster relief allowing the American people 
and their communities to recover quickly and effectively from disasters. The 
"Renewal of FEMA• continues and the success of the past four years has laicl a solid 
_foun~ation for FEMA to do even more to protect the Amer1can people from disasters. 

FEMA: THE NEXT FOUR YEARS 

In the past four years, the American people have experienced some of the most 
costly disasters in our Nation's history, costing billions of doll ems in taxpayer funds ~ 
well as billions in insurance and private sector losses. Establishing public trust and 
keeping President Clinton's commitment that the government would be there when 
the public was most in need, in the aftermath of disasters, was our goal. This has 
been accomplished. 

Now our focus must be on preventing people and communities from becoming 
victims of disasters, and In so doing. dramatically reducing the costs of disaster 
assistance. In the next year, our goal will be to promote community responsibility by 
establishing disaster resistant communities in high risk areas across the Nation. To 
accomplish this goal, FEMA wlll focus on three major areas of activity: 

Establishing and funding a Pre-Disaster Mitigation Fund 
Implementing a Public/Private Partnership for Emergency 

Management 
Overhauling FEMA Public. Assistance Programs 

Each of these initiativas will serve to strengthen the nation's emergency 
management svstem and will enable communities to implement mitigation programs 
that will dramatically reduce the risk the Nation's communities face and the costs of 
recovering from disasters. 

5 



Pre-Disaster Mitigation Fund 

Working with the Congress and other partners in the Administration, FEMA 
plans to establish a pre-disa&ter mitigation funding program. This program will provide 
financial incentives for communities in high-risk areas to undertake mitigation actions 
to protect their vulnerable infrastructure and buildings before disaster strikes. 

For example, communities could use this funding to move structures out of the 
floodplain or to seismically- retrofit bridges in high risk earthquake zones. 

Congress gave FEMA a start on this program when it appropriated $2 million In 
FEMA's FY97 budget to initiate planning of this effort. To make the program viable, 
we need to greatly expand the amount of funds availabla for pre-disaster mitigation 
projects and to work with our State and local partners to ensure that worthy projects 
are identified and developed. 

These types of projects are the only way that individuals, businesses and 
communmes can adequately protect themselves and their property from the damaga 
caused by disa~er:s, reduce Federal costs for disasters and ensure a quick economic 
recovery. 

A Public/Private Partnership for Emergency Management 

Even with a solid source of funding, in a constricting budget environment, there 
will never be enough government funding available to make all of our communitl&s 
disaster resistant. The only way this will happen is if we look to other partners to join 
our efforts. 

Most disasters severely impact the economy of a community. Businesses are 
damaged or interrupted, cost for workman's compensation increase and major 
revenue losses and bankruptcies often follow. It is in the vested interest of the 
business community to be concerned about the viability of their community to 
withstand a major disaster yet this constituency has not been an active part of the 
emergency management parmership. 

Just as FEMA has worked to strengthen our partnership with other government 
and volunteer agencies, we are also seeking partnership opportunities with the private 
sector. Whlle the business community has been generous in the past in supporting 
disaster relief efforts With donated goods and services, until now there has never been 
a coordinated effort to include the business community in the nation's emergency 
management system. 

Roundtables that FEMA held in the past year with representatives of the 
business community, particularly from the Insurance, banking and financial Industries 
were very enthusiastic about partnering with FEMA to reduce the impacts and costs 
of disasters. 
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To date, FEMA is exploring opportunities wi1h the business community In 
'orlng emergency management conferences, training progrnms and joint disaster 
ises end public awareness campaigns. In the coming year we will work with 
·s private sector organizations to make them a critical part of the our disaster 
mt community program. They will be critical players as we implement the model 
;mmunities to use in formulating and implementing this concept at the local level. 

Along with our other partners, (State and local governments, non-profits, 
teer agencies, educational institutions. etc) communities will Identify the risks to 
Jmmunity and would Include operating procedures for response activities, short­
mg-term recovery planning, executing training and exercise programs. 

Most importnntly, they would Identify and set prioritiaa on the mitigation 
cts needed to make the community disaster resistant. The business community 
.!e able to provide a unique expertise and talent in soliciting financing of these 
,'~ts along with available government sources. 

The Publlc/Prtvnto Partnership for Emergency Management will help foster this 
of comprehensive planning and involvement by the full rarige of groups and 
duals needed to produce and effective disaster resistant community. 

Another facet of this partnership, and tied closely to the pre-disaster mitigation 
is our plans to work closely with the Congress ond the insurance industry to 

der options to make available a comprehensive, all-hazards insurance program 
:ghout the nation. Any such program must be affordable , support both the 
:umers and the industry's needs and limit Federal involvement. 

At the same time, if properly structured, could heve a significant impact on 
:ing disaster costs. If the program is affordable accessible and customer-driven, 
spread purchase could shift the burden of individual disaster costs away from the 
al government. Additionally, it could provide a source of revenue for funding 
. te and public pre-disaster mitigation projects in communittes. 

We have held preliminary meetings with leaders in Congress and the insurance 
;try and believe that a comprehensive bill that provides adeQuate protection for 
consumers and the industry is a real possibility. 

·hauling FEMA Public Assistance Programs 

As wo work to establish disaster resistant communities. nan.iral disasters will 
inue to happen. The aftermath of a disaster provides important opportunities to 

· ave that communities ability to reduce costs from the next disaster. 

Two-thirds of all FEMA disaster assistance spending goes to rebuilding the 
o infrastructure (i.e. schools, roads, bridges, ete.) damaged or destroyed by 

:·>tars. In the next vear. we will undertake a restructuring of FEMA's Public 
···:stance program. The focus of this review will be to dramatically streamline the 
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procedures and processes in this program to significantly reduce the time for 
community recovery. 

In the past, it was not unusual for FEMA to still be working in communities 10 
years after the disaster happened because of the delivery of the public assistance 
program. This was not acce_ptable and as a first step we made It a prtority.to expedite 
the closing out old disasters, • we an recognize the quicker a community is rebuilt, 
the faster the economy recovers nnd rebuilding the public infrastructure is always a 
keyfaotor. 

We are redesigning this process to cut red tape and unnecessary bureaucratic 
processes, decrease administrative burdens, have It be customer-drtveil, and give 
more flexlbllltY to the applicant to incorporate mitigation measures In the rebuilding 

-prc>cess. This will allow us to botter serve our State and local customers, make the 
program more accountable, reduce Federal costs from that disaster and reduce future 
costs through good mitigation. 

To make disaster-resistant communities a reality requires strong leadership and 
a strong commitment by our partners in the Administration, in Congress, at the State 
and local level and in the private sector. FEMA is committed to providing the 
leadership direction and support. As a part of this commitment, Director Witt will 
embark on a series of Town Hall Meetings in communities in high-risk areas around 
the country ready to participate In this program. These meeting will be designed to 
bring together our partners, to focus public attention and promote community 
rosponsibilitv. Only, with a combination of public and private resources can truly 
comprehensive emergency plans be developed and communities be protected. 

CONCLUSION 

In the next four years, FEMA will embark on an ambitious and unprecedented 
campaign to prevent people and communities from becoming the victims of disasters 
thereby reducing the impacts and costs of disasters. At the core of this campaign is 
the development, funding and implementation of mitigation projectS that protect 
individuals, businesses and communities from the hazard~ they face. The Pre-Disaster 
Mitig12tion Fund will provide the mechanism and the resources to mak@ these projects 
a reality. The Public/Private Partnership for Emergency Management will finally bring 
the business community a full partner in our Nation's emergency management system 
and increase the resources available to strengthen our mitigation efforts. FEMA 's 
overhaul of the Public Assistance program will ensure that FEMA dis12ster funds are 
spent wisely and effectively to better the communities we serve. 

With your support and the support of Congress, I believe we can accomplish 
these goals and promote safer, more economically sound communities tor the people 
we serve all across this Nation. · 
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UNITED STATES 

OFFICE OF PERSONNEL MANAGEMENT 

WASHINGTON. D.c; 204111 . - ~ ... - -: "':. ; .. ~ 

OF'F'ICE OF' THE DIRECTOH 
[Ji:i..1 6 ;995 

MEMORANDUM FOR THE PRESIDENT 

THROUGH: KITfY HIGGINS 
ASSISTANT TO THE PRESIDENT 
AND SECRETARY TO THE CABINET _: ·- .. 'f:. • ... -~ 

JAMES B. Kl~G~--~ ~· 
DIRECTOR v~-- c:J 

.,·_ .. -= ._ .. 

FROM: 

SUBJECT: Accomplishments and Goals 

Pursuant to your request at the last Cabinet meeting, the attached document outlines OPM' s 
accomplishments during your first term and our goals for your second. 

It has been an honor serving you. Thank you for this opportunity to share some of the things we 
have achieved under your leadership and our vision of federal human resources management for 
the next century. 

._ ...... · 



EXECUTIVE 'SUMMARY 
..... '. 

OF.OPM ACCOMPLISHMENTS 

OPM, the U.S. Office of Personnd Management, has two primary goals. The first 
is leadership in developing federal personnel policies that protect and enhance the merit 
system of government and the veterans preference law. The second is to represent the 
President's interests, as well as those of federal employees, in effective human resource 
management iii the Executive Branch. 

Since January 1993, at your direction and that of the Vice President, and in 
partnership with the National Perfonnance Review, OPM has carried out a series of refonns 
that have reshaped the agency and provided govemmentwide leadership in the 
Administration's effort to reinvent government. 

Among the highlights of OPM's reinvention are: 

• SPENDING DOWN A TillRD: From Fiscal 1993 to Fiscal 1997, OPM's S&E 
(Salaries and Expenses) budget has been reduced from S118.4 million to S87.3 million -- 33 
percent in constant dollars. · 

• WORKFORCE ClTf BY HALF: OPM's total "on-board" workforce has been 
reduced by more than 4S percent and the .number of full time employees has g~me down by 
52 percent. During the same period, the entire federal workforce declined by about 11 
percent, and the Department of Defense downsized by 16 percent. 

OPM'S ON-BOARD WORKFORCE 

s~s::~fyi~J~Y¢:~::••••• =·················· 



• CLOSING REGIONAL OFFICES: OPM abolished its five regional offices -­
in Atlanta, Chicago, Dallas,- Philadelphia and San Francisco -- thus eliminating 82 
headquarters jobs and saving an estimated S5 million a year. 

• HELP TO EMPLOYEES: While downsizing by more than 45 percent, OPM 
has carried out an aggressive program of career-transition assistance for departing employees, 
one with a success rate of more than 96 percent, and has helped other a~ncies try to do-the 

- ·' 

same. 
·Z..""!. 

. -~~ 

•··PIONEERING PRIVATIZATION: As part of this downsizing, OPM aeated. 
the federal government's first Employee Stock Ownership Plan, or ESOP, helping seVen 
hundred government investigators start their own private enterprise. In a related move, OPM 
helped 144 of its tra.inll)g specialists move to top-level training jobs in the private sector. 
Both groups received comparable pay and benefits in the private sector. 

• EXEClTfIVE PROGRAMS: The privatization of most staff training made 
possible a new focus on the core function of executive training, and fostering a corporate­
style executive corps, through the OPM's Federal Executive Institute, two Management 
Development Centers, and a revitalized governmentwide Senior Executive Service. 

• MERIT SYSTEM PROTECTION: As part of a renewed focus on protecting 
the merit system -- of which veterans preference is a vital part -- OPM created the Office 
of Merit Systems Oversight and Effectiveness. Tills office carries out on-site inspections that 
when necessary mandate changes to correct abuses in hiring, promotion and pay. 

• LEADERSHIP IN BUYOUfS: OPM has provided govemmentwide leadership 
in the recent buyout program that made possible voluntary departures by more than 30,000 
nondefense employees during the Administration's historic downsizing. These buyouts are 
not only less costly and disruptive than layoffs, they are also a more humane way to reduce 
the federal workforce. 

• STREAMLINED HIRING: In carrying out the National Performance Review 
(NPR) mandate to reform federal hiring procedures, OPM has made the hiring process 
easier for people seeking jobs and faster for agencies. We· have delegated hiring and 
examining authority to the agencies, converted our Employment Service to a self-supporting, 
fee-for-service operation, and closed eleven local job information centers, and reduced the 
size of others, for a total of 179 pos~tions aboli~hed. Yet, thanks to automation, we have 

' 
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• 

• 

•. 

improved customer service. It has never been easier ~or people to find out about, and apply 
for, federal jobs, than it is today. -· 

• SLASHING RED TAPE: .OPM eliminated the outdated, confusing 10,000-pagc. 
Federal Personnel Manual and the infamously complicated Standard Form 171 job 
application. OPM also replaced 20,000 pages of job-classification standards with a single 
CD-ROM at a fraction of the cost. ... ::.:-~· 

..;, .. 

•BALANCING WORK AND FAMILY: OPM has provided govcrnrnentwide 
leadership for the many funily-friendly programs, such as telecommuting, leave-sharing ~d 
flextime, that have emerged dUring the Clinton Administration. OPM has also provided 
leadership in efforts to stop workplace violence. 

•PARTNERSHIP AND VETERANS: With the OPM Director SCJVing as its chair, 
the agency has provided leadership and staff support to the National Partnership Council. 
0 PM has also given strong support to veterans preference, and we have seen the percentage 
of veterans hired during the Clinton Administration increase by 50 percent over the three 
preVIous years. 

• POLICY LEADERSHIP: OPM has revitafu:ed the Interagency Advisory Group 
of Personnel Directors (IAG), which now plays a vital role both in advising OPM and in 
i!Dplementing reinvention policy, particularly in the crucial area of career transition. The 
IAG worked with the Department of Labor and District of Columbia, Vuginia, and 
Maryland employment officials to start three career-transition centers for federal workers 
in the Washington area. 

This report will describe these and other reforms,_ and will outline OPM's plans for 
the next four years. 

' 
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1. DOWNSIZINGATOPM 

The Workforce Restructuring Act. of 1994 mandated a tedtlction of the federal civilian 
workforce by 272,900 positions in five yea.rs. It was clear that attrition was the best way to 
downsize, but it was equally clear that attrition alone was not likely tomeet this ambitious 
goal of a 12 percent reduction. 

The Clinton Administration believed, as a matter of compassion and good 
government, that inwluntary reductions in force (RIFs) should be used only as a last resort.: ____ :_ 
OPM set out to find alternatives to RIFs and thus hdp ~turn this belief into reality. -~ - -~~ _'.~;' 

We assumed leadership in passing and implementing govemmentwide buyout 
legislation. Buyouts are more humane than involuntary separations; they cause less disruption 
in the workplace; and they are also less expensive. In most cases, buyouts cost less than the -
severance pay and related expenses that accompany RIFs. 

In addition to attrition and buyouts, OPM recognized that privatization offered 
another way to downsize in a humane manner. 

There had been much talk about privatization in the 1980s but not much action. 
However, starting in 1993, as part of a continuing self-evaluation, OPM officials looked 
Elosely at the agency and asked if it was doing work that could as well be performed outside 
of government. Our attention soon focused on two units, investigations and training, that 

- - -

were supposed to be self-sufficient but had been losing money for years. 

In December of 1994, the you and Vice President announced that both units would 
be privatized as part of the continuing, govemmentwide downsizing. 

The two units contained talented employees and OPM officials urged both to 
consider an Employee Stock Ownership Plan (ESOP) that would enable them to continue 
their work in the private sector as part owners of employee-owned companies. In the past, 
agencies have often contract.ed out everything from food services and trash collection to the 
development of top-secret weapons systems, but for an agency to help its workers start their 
own private-sector company was a bold new departure. - - -

It developed that most members of die ttauling sniff were less interested in an ESOP 
than in the offers they were receiving from leading private-sector companies. OPM therefore 
helped them negotiate a contract by which the highly respected, non-governmental USDA 

~ 
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Graduate School offered jobs to 134 of its about 200 training specialists with comparable 
salaries and benefits. Ten other training specialists were hired by the Brookings Institution, 
and virtually all the remainder joined other private training firms. 

~ ., i . 

. . ~· 

The privatization of the investigations unit unfolded quite differently. The unit 
carried out background investigations for other agencies and was supposed to be sclf­
supporting. but it had been losing money since the mid-1980s and had fallen more th2n S3S 
million in debt, both because of changing market conditions and management that allowed 
the crisis to continue fu too long. 

To. stop the financial hemorrhaging, we carried out a reduction in force that 
eliminated 443 jobs. 

Then, in December of 1994, the decision Was made to privatize the remainder of the 
unit. Some of the investigators resisted this decision, but those who accepted its reality 
expressed interest in an ESOP. 

Early in 1995, OPM contracted with ESOP Advisers, Inc., for a feasibility study. 
They reported back that an ESOPwas feasible but only if the new companywu given a 
three-year, sole-source contract to perform federal investigations. 

. OPM contracted with a leading bank to act as trustee for its employees, and the bank 
worked with a prominent law .finn to see that the ESOP protected the employee's interests. 
OPM officials, worked to ensure the security, integrity and quality of the new company, 
which was called US Investigations Services, Inc., or USIS. -

Early in May of 1996, 706 members of the investigations staff received job offers .from · 
USIS and 681 accepted those offers. USIS officially began operations on July 7 as the 
federal government's first ESOP. 

The majority of these employees are doing virtually the same work at USIS that they 
were previously doing for OPM, and at comparable pay and benefits. The difference is that 
they are no longer on the federal payroll and that USIS is free to seek nongovernmental 
work, which should be the key to its financial success~ Titis pioneering privatization, 
according to an independent study.by a private consulting firm, will save the taxpayers more 
than S25 million in its first five years. 
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~ It is too soon to claim success for USIS,. but -its prospects arc excellent. We at OPM 
believe it am be a model for other privatizations as the downsmng of government continues. 

Major staff reductions: Because of the privatization -of· OPM's· tnining. and 
investigations units, as well as attrition, buyouts and some RIFs, the agency's total, on-board 
workforce has been reduced since 1993 from about 7000 to 3800, or 45 percent. nus is the 
highest rate at any federal agency. In terms of full-time on-board employees, the reduction 
exceeds 52 percent. Yet the agency continues to carry out its mission with no loss in the 
quality of customer senice. . ;::p;.< · 

., :. ··:,~~~0 

Budget Savings: Since 1993, OPM's S&E (salaries and expenses) budgct-.haS 
decreased from S118.4 million to S87.3 million, 33 percent in constant dollars. Moreover, 
OPM's total operating budget for Fiscal 1993, S451. 7 million, has decreased -- in constant 
1993 dollars -- more than S 118 million, With about S43 million of that in S&E alone. 

Delayering: In keeping with the NPR mandate to end top-heavy management, 
OPM reduced its number of supervisors by 62 percent: from one for every 7.8 employees to 
one for every 11.3 employees and reduced the number of GS-13 to 15s by more than half. 

Regional Offices Oosed: One important part of OPM's downsizing was the 
elimination, in 1995, ofits five regional offices in Atlanta, Dallas, Philadelphia, Chicago and 
San Francisco, with an estimated saving of SS million a year. These offices had contained 
senior officials working on staffing and personnel oversight, and their elimination was in 
keeping with the NPR's call for delayering of management. OPM also eliminated eleven of 
its regional service centers, and downsized others, in the process ·eliminating another 179 
jobs. We know of no other agency that has moved so aggressively to streamline its field 
structure. Yet thanks to automation and a detennination to "work.harder and work smarter," -
there has been no compromise in customer service. 

Career Transition: One of OPM's highest priorities has been to provide career­
transition assistance to employees who were leaving the agency. This included help with 
reswnes and other job-search skills, counseling with personal problems, and job placement 
Working with OPM's employees and their unions, the agency has helped at least 96 percent 
of its outgoing employees find new jobs or otherwise achieve a successful transition. 
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2. STREAMLINED HIRING 

The 1993 Report of the National Performance Review concluded that the fcdcnl 
government's hiring system was too centraliud, too complex and too rigid -~so much so th2t 
it often drove away potential employees. The report called for a system that was 
decentralized, agency-based, market-driven, more flexible, more automated, more uscr­
fiiendly and less complicated. At the same time, the NPR recognized the absolute necessity 
of preserving the merit system principles that guarantee fairness in personnel decisions 
wherever they are made. :,_j;,-;~~·-· 

-OPM's Employment Service (ES) manages federal policy on hiring, promotions and 
separations. During the Clinton administration, ES has been entirely reinvented: 

• ES has used automation to speed the hiring process and reduce operating costs. It 
has never been faster or easier to apply for a federal job than it is today. 

•The ES staff has been reduced by a third, from about 1200 to 800 employees and 
its operating costs are the lowest in thirty years. 

• ES has delegated hiring authority to the agencies, with OPM maintaining oversight 
of merit system principles and veterans preference while ES continues to provide staffing 
sc:rvices to agencies when requested. 

•ES has become an entrepreneurial, market-based operation, which pays its own way 
by selling to other agencies such staffing services as processing applications, administering 
tests, and rating applicants for promotion. · - · · -

From the job-seeker's point of view, the reinvented federal hiring process is more 
open and uscr-fiiendly. Federal job infonnation is no longer distri\:>uted by mail and posted 
on bulletin boards. Todiy, computeri'Zed job information is updated daily and .avaibblc 
around the dock. About six million people seek this information each year. 

Job-seekers have several options for obtaining data: 

Computers: In September 1996, OPM introduced USAJOBS, its first World Wide 
Web filte on the lntemet. People can also use seven1 hundred touchsOeen computers located 
around America. Some access job information through a modem on their home or office 
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·-·-~ v, computer. Using computers, people can download and print the text of wcancy 

-· 

announcements and other application materials. 

Telephones: The n:i.os~ :.c;:ommon access is still the_; telephone. Until 1994, job -
applicants too often got busy signals or incomplete information. Today, OPM's Career 
America Connection uses synthesized voices to give current job information to as many as 
one hundred callers at a time. Announcements and applications can be mailed or fued to 
callers the next business day. 

--
It is also easier to apply for federal jobs. Now that OPM has elllninated the dreaded 

SF-171- application form, which took hours to complete; applieants can simply submit a 
resume. Most agencies now use job-specific questionnaires that can be completed in fifteen 
minutes. For some jobs, people can respond to the questionnaire on-line, for others they can 
respond by telephone, and for still others they can use a form that can be mailed or faxed in 
for automatic scanning. 

Not only is it easier to apply for federal jobs, it is more fair. Automation makes it 
possible to consider many more· applicants. The new questionnaires are more fair and 
objective; when they are used, the number of appeals from people who think they've been 
unfairly treated drops from one in ten to one in ten thousand. 

. For federal agencies, the hiring system is now in their hands. They have full hiring 
authority for all jobs except Administrative Law Judges. OPM's Employment Service now 
provides staffing services only at an agency's request ~d only on a fee-for-service basis. 

Agencies thus have a choice: to conduct their own hiring or to contract with OPM 
to perform all or part of it for them. 'Ibis has introduced a new element of competition into 
the process: in an era of tight budgets, agencies can decide which route is more cost-effective 
for them. 

Thus far, most agencies have found that OPM, with its expert staff and advanced 
technology, can do the job faster and at less cost than they can do it themselves. During 
Fiscal 1996, almost every agency contracted with OPM to conduct at least part ofits hiring. 
These contracts added up to S13 million worth of business and that figure is expected to 
increase. 

' 
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Agencies have benefitted in many ways from OPM's automated staffing services: . 

• The Immigration and Naturalization Service (INS) uses OPM to develop and 
administer telephone questionnaires to about 7,<XXJ applicants each month for jobs as Border 
Patrol agents. 'This program screens out people who are ineligt"ble and scliedules the rest for 
immediate testing. INS saves time and money by not testing those who are ineligt"ble, as 
often happened in the past. 

• INS also uses OPM to administer computerized tests to determine whether 
applicants have the aptitude to learn Spanish. In the past, hundreds of trainees dropped out 
of the Border Patrol Academy because they could not learn Spanish, and each dropout cost 
the government S17,0CYJ. Since OPM's computerized tests began, the dropout rate has gone 
down by 76 percent. 

• The Defense Commissary Agency and the U.S. Patent and Trademark Office, both 
Performance Based Organizations, use OPM's services to quickly screen applicants for jobs 
as cashiers and patent examiners. Other agencies use OPM to screen applications for 
internal promotions and competitive examining. 

OPM worked with an interagency task force to develop the Employee Express 
system. This revolutionary system empowers employees to key-enter changes to their 
personnel and payroll records. These include changes in their address, state and federal tax 
withholding, home address, direct salary deposit and allotments. The system interfaces with 
agency computers to update payroll records. 

OPM began testing Employee Express on May 1, 1995, in·a pilot project that · 
included 12 agencies and 110,000 employees. The agencies hailed the new program and 
other agencies asked to be included. nus success has led to an expansion of the program to 
include changes in Tiuift Saving Program and Federal Employees' Health Benefits records. 
Future expansion may include the ability to make changes in savings bonds and city tax 
withholding. The project now includes 26 agencies and a half-million employees and is still 
growing. 

The potential savings are enormous. An estimated 60 percent of the work handled 
in personnel offices is the kind served by Employee Express, so the system can· save millions · · · · · · 
of dollars in staff costs each year even as it improves service to employees. It is another 
dramatic step toward a government that works better and costs less. 
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The effcctive use of technology is central not only to downsizing government without 
lost productivity but to building the smaller, smarter, more effective government of the 21st 
century. 

. . . 

Today, federal hiring is &ster, more open, more customcr-fiiendly; more competitive, 
more decentralized, and more cost-effective than ever before. Insofar as ease and flexibility 
of application are concerned, the federal government is second to none in its ability~to 
compete for the best talent in the job market. --~ · · 

' -··~~· E\ren as reinvention has downsi?ed government personnel staffs, technology)iu. 
pointed the way to the •paperless personnel office" of the 21st centwy. OPM will continue · 
to improve these systems and to develop new systems. The paperless personnel office, thUs 
far a goal, in time will become reality. 

3. PROTECTING THE MERIT SYSTEM 

AJ OPM has reinvented itself, we have never forgotten our primary mission: to 
protect the merit system of government employment. 

Nearly all the 1993 NPR recommendations involved moving hiring authority from 
OPM to the agencies and to line managers within the agencies. 

These reforms have raised a basic question: how, amid rapid and widespread 
decentr.tlization, can the principles of merit-system fairness -- including veterans preference 
-- be maintained across government? How can we be sure that all agencies treat their 
employees fairly and equally with regard to hiring, pay, promotions and benefits? For even 
as OPM has delegated hiring authority, it has not given up its responsibility for protecting 
the merit system. Today's OPM must strike a balance between flexibility and 
decentralization on the one hand, and sound management and adherence to core merit 
principles on the other. 

OPM's Office of Merit Systems Oversight and Effectiveness was established early in 
1995 to help achieve this balance .. 

' 
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The new office consists of the Office of Merit Systems Effectiveness and the Offiee 
of Merit Systems Oversight. The two offices haw complimentary roles in advancing and 
protecting the merit system. Both assume that the vast majority of federal managers want to 
follow merit-system principles but sometimes need help in understanding and meeting those 
goals. 

The Office of Merit Systems Effectiveness works with agencies to help them fuid 
effective ways to police themselves with regard to fairness. Since self-assessment is at the 
heart of accountability, OPM has developed an analysis tool using data collected from:~e 
agencies. This tool amnges data to show agency-specific and govemmentwide patteriis 'iii 
performance ratings; hiring, average pay grades, and related data, which can be used lo 
identify potential problems. 

· The Office of Merit Systems Effectiveness also oversees demonstration projects that 
test new approaches to personnel management. Two of its pioneering demonstration 
projects -- at the Naval Air Warfare Center near China Lake, California, and the National 
Institute of Standards and Technology -- have tested such innovations as "broad-banding" 
(more flexible approaches to pay systems) for fifteen years and have been made permanent 
by Congress. Other proposed demonstration projects will test innovations in simplified job 
classification, "pay for performance" systems, and skill-based pay systems. 

The Office of Merit Systems Oversight has a three-part approach to canying out its 
mission. 

F'u'St, its one hundred evaluators -- who comprise fully two-thirds of the new office's' 
workforce -- conduct on-site evaluations of at least seven federal agencies each year to ensure 
that they are following the law with regard to hiring, pay, promotion and related personnel_ 
decisions. 

The reviews are planned and conducted in cooperation with the agencies involved 
Problems the evaluators might typically encounter include inadequate public notice of job 
openings; inflated performance appraisals; misclassification of jobs; complaints about 
employees who get away with poor performance; and managers who are uninformed about 
merit principles. 

During Fiscal 1996, OPM carried out reviews at the Departments of the Air Force, 
Justice, State, and the Treasury, and at the General Services Administration, the Equal 
Employment Opportunity Commission, and the Federal Emergency Management Agency. 
Evaluators made about 125 on-site visits to these agencies. " 
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During FJSCal 1997, evaluations are being conducted at -the Departments of 
Agriculture, the Army, Commerce, and Veterans Affi.irs, and the Environmental Protection 
Agency, the National Aeronautics and Space Administration, the National Archives, and the 
Securities and Exchange Commission. , __ .·-·, -,. -·-".: :'-.,_. 

Second, the oversight staff carries out govemmentwide studies of personnel policies. 
During Fiscal 1996, the oversight staff paid special attention to the Federal Workers' 
Compensation program and the use of special salaiy rates and delegated examining activities 
in the agencies. This systems-based approach stresses early detection of problems over aftCr-
the-fact compliance reviews. · ·:~;;.' · -_ -:· 

The oversight office's third role is to investigate allegations of specific merit-system 
abuses. When problems are found, OPM is prepared to use its legal authority to obtain 
prompt corrective action. For example, at one agency, when top-level promotions were being 
made by what employees protested was an "old boys" network operating on a oackroom• 
basis, OPM -- having found merit in the allegations -- declared a moratorium on promotions 
until reforms were in place. 

In other examples, the oversight office has: 

• Required agencies to give priority consideration and, in some cases, employment to 
yeterans who were not initially given the consideration required by law . 

.. 
• Stopped the improper use of retention allowances at one agency and froze its 

authority to make such payments until proper procedures were put in place. 

• Identified staffing irregularities, serious record-keeping problems, and the improper 
use of performance and time-off awards, which were then corrected by agency management. 

OPM uses both the carrot and the stick to protect the merit system. We work 
cooperatively with agencies when we can, and use our legal powers when we must. We 
reali2e that a staff of 150 cannot police a government of nearly two million; instead, we must 
rely heavily on education, persuasion, and the good intentions of the vast majority of federal 
managers to see that the law is enforced. We know, too, that an occasional, well-publicized 
action against abuse can have a "chilling effect" on others who might be tempted to stray 
from the straight and narrow. 
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4 .. SERVING AMERICA'S VETERANS 

OPM enforces the veterans preference law through programs in both its Office of 
Merit Systems Oversight and its Employment Service. OPM is proud that ·sincc· 1993, at a 
time when government. has been getting smaller and fewer people.-are being hired, the 
percentage of jobs going to veterans has substantially increased. 

The percentage of veterans hired for full-time permanent federal government jobs in 
FISCal 1990, 1991, and 1992 -- 17.3 percent, 17 percent, and 23.6 percent -- averages 19.3 
percent for those three years. 

The percentage of veterans hired for the same kind of jobs in F'IScal 1993, 1994, and 
1995 -- 30.8 percent, 33.3 percent, and 31.3 percent -- averages 31.8 percent for those three 
years. 

Thus, the percentage of veterans hired for full-time pennanent jobs in the first three 
years of the Clinton Administration rose by more than fifty percent -- from 19.3 percent to 
31.8 percent -- from the three previous years. 

In Fiscal 1994, of 37,892 new hires, 12,610, or about a third, were veterans. That 
same year, there were more than 566,000 veterans in the federal workforce. It is also true 
that veterans are more strongly represented in the highest levels of government, and that 
veterans make up a higher percentage of the federal civilian workforce than they do of the 
non-federal workforce. 

These and other statistics show that, despite federal downsizing and the aging of 
America's veterans, the veterans preference law, the Veterans Readjustment Act, and special 
programs for severely disabled veterans are demonstrably helping veterans achieve a leading 
role in the federal workforce. OPM is proud of this record and will continue vigorously to 
enforce the veterans preference law and to seek-other ways to better serve veterans. 

' 
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5. FEDERALEMPLOYEEBENEFITS · 

The federal government is the nation's largest employer and we can be justly proud 
that we provide our first-rate workforce with first-rate benefits in such areas as 'health 
insurance and retirement. · -. 

During the national debate over health care reform, the Federal Employees Health 
Benefits Program (FEHBP) was often cited as a model of efficient, low-cost care. OPM's 
Retirement and Insurance Service (RIS) administers both FEHBP and the fedenl retireinent 
prOgrams -- and both are acknowledged national leaders in cost per capita, cost conwnmcnt 
and customer service. 

Even as we take pride in these programs, it is important to remember that they are not 
entitlements, but arc earned benefits that help the federal government attract and retain its 
workforce. Federal employees contribute an average of 28 percent of the cost of their health 
benefits. 

Since 1993, OPM has steadily improved its customer service to the more than nine 
million present or former employees and other beneficiaries who are covered by the federal 
retirement, health, and life insurance programs. We have provided this improved service at 
a time when the staff assigned to these programs has been reduced by 10 percent. 

The Retirement and Insurance Service serves federal employees and retirees on 
matters of great importance to them, and it faces a continuing challenge to give prompt, 
courteous service while dealing with a high volume of inquiries. 

I • •• - ' -• • 

Each year since 1993, RIS has processed an average of 170,000 new retirement and 
surivor benefit claims, 1.1 million written and telephone inquiries, and 3.3 million customcr­
service requests from retirees. Customer service surveys show that between 80 percent and 
90 percent of these individuals are satisfied with the service they receive. 

The 1996 survey of FEHBP enrollees revealed that 87 percent of fee-for-service 
customers and 85 percent of HMO users are satisfied with their health plans. 

During the past four years, RIS has reduced the time it takes to place new 
beneficiaries in payment status from nine to five days, and lowered employee and survivor 
annuity processing times by 18 percent and 33 percent, respectively. 
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Since 1993, RIS's annual telephone inquiries have inaeascd from 680,000 to 882,000 
-- and better service is being provided with a smaller staff. · 

To a great extent, improved service has resulted from greater rclimce on automation 
and electronic record-keeping. 

OPM has developed the toll-free Annuitmt Express telephone system for federal 
annuitmts to use to change their tax withholding and to request forms. The 24-hour-a-dajr 
system began operation in January 1996 and by mid-April - the income-tu season -- ifhad 
received ·more than 200,000 calls. Annuitant EXprcss provides semce that was· viiiU2llj 
impossible in the past. The service is highly popular with users and has been expanded to 
provide for health-benefit changes, with other features to be added in 1997. 

We are proud that our Office of Retirement Programs has been chosen by the Vice 
President to be one of the Pefonnance Based Organizations that will test innovations in 
flexible hiring and in rewarding individuals and agencies on the basis of their success in 
meeting their goals. · 

,- In an era of reinvention, OPM's health, insurance and retirement programs are 

• 

models of excellence in economy and customer service. 

6. THE FAMILY-FRIENDLYWORKPLACE 

An OPM secretary, fighting breast cancer but determined to work as long as possible, 
telecommutes from her home. 

A gravely ill employee receives six months ofleave time, donated by fellow workers, 
thanks to the Federal Leave Sharing Program. 

A new mother, wanting to spend more time with her child, considers quitting· her'·· · 
government job, but instead arranges to share her job, fifty-fifty; with another mother in the ;_ 
same situation. 
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An OPM employee and his wife travel to China to adopt their first child, helped by 
the ability to use sick leave for adoption purposes. Upon returning to the U.S., they learn that 
their daughter needs open-heart surgery -- and they also learn that their government health-
insurance covers their daughter ~~ h~.P~-existing health conditi~n. . . . .. . .· ... 

All these arc examples of the Clinton Administration's family-friendly policies that 
have done so much to help workers balance the demands of work and family. 

The National Performance Review called for a more family-friendly feder31 
workplace, and the You issued a memorandum directing executive agencies to create such'i 
workplace. 

Your memo ordered OPM to encourage the growth of family-friendly programs and 
we have done so_ in our own workplace and through our Work and Family Program Center, 
which provides leadership and technical assistance to other agencies in support of pro-family 
policies. 

Today, fully half of all federal employees take part in alternative programs that involve 
something other than a traditional five-day, eight-hours-a-day, 40-hours-a-week, 8:30-to-5 
workweek. Many report to work earlier -- or leave later -- which enables them to more easily 
meet family needs, and also cuts down on rush-hour gridlock. Federally-sponsored child care 
centers serve more than 200,000 children a day, many of them on military bases. 

Across America, agencies have begun hundreds of innovative family-friendly 
programs, such as services for nursing mothers, state""'.of-the~art fitness centers, anti-smoking 
campaigns, eldercare programs, marriage counseling, and programs for workers' teenage 
children. 

OPM's annual Director's Awards honor outstanding family-friendly programs. For 
example, in 1996 one of the honorees was the National Security Agency, in Fort Meade, 
Maryland, which operates the state's largest licensed child development center. 

The point of these programs is not that the government is doing its employees a favor. 
In this era of downsizing, if a smaller workforce is to maintain and expand productivity, we 
must have a motivated workforce, and workers who have positive feelings about their jobs arc 
more likely to be productive than those who do not. Family-friendly progi:ams are not only 
humane, they make good sense on the bottom line. 
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7. WORKFORCE PAR1NERSHIP 

From the outset, it was clear that reinvention could not succeed without the active 
support of federal workers. It was also .. clear that," in 1981-92, tederal management-worker 
relations had reached an all-time low. 

To improve this situation, and to pave the way for reinvention, on October 1~ 1993, 
you issued the Executive Order that created the National Partnership Council. 

The membership of the Council includes the Director ofOPM, as chair, the Deputy 
Secretary of Labor, the Deputy Director for· Management of OMB,. the·chair of the Federal 
Labor Relations Authority, the Federal Mediation and Conciliation Director, the president 
of the American Federation of Government Employees, the president of the National 
Federation of Federal Employees, the president-of the National Treasury Employees Union, 
and the secretary-treasurer of the Public" Employees Department, AFL-CIO. 

You directed the Council to support the creation of labor-management partnerships 
in the workplace. The Council was also directed to work with the President's Management 
Council to implement the NPR's recommendations throughout the Executive Branch. 

With this top-level support, workplace partnership councils have developed rapidly 
throughout the government. In the fall of 1996, at the third anniversary of the Executive 
Order, literally hundreds o(Jocal _councils were at work. The number of bargaining unit 
employees in organizations covered :by partnership ~greements has reached 850,000, or 69 
percent of employees represented by unions. 

Many local councils have reported that partnership has produced impressive results. 
The reality of a new Administration with different attitudes toward working women and men 
has often led to progress. New attitudes, new communications, and new candor often 
resulted in disputes being resolved in days that previously had dragged·on for years. There 
are many reports that the number oflawsuits, unfair labor practices complaints and workers 
compensation claims have dropped substantially. 

But to start talking again is only the first step. Other goals include saving money, 
improving customer service and efficiency, and empowering employees to get results. The 
reality of downsizing has often added a sense of urgency to partnership, as unions and 
management have worked together to save jobs, and in some cases to save entire offices. Still, 
much remains to be done, at every le\rel, if partnership is to reach its potential for success. 

' 
-17-



The National Partnership Council presented annual awards to outstanding 
partnership efforts. The 1996 honorees included: 

•The U.S. Mint, in Philadelphia, has saved_ the taxpayers nearly a million dollars a . _ 
year with a series of reforms, the most dramatic of which involves the thirteen billion pennies 
the Mint produces each year. In Fiscal 1994, the dies used to produce these coins made about 
700,000 pennies before they had to be replaced. Under reinvention, teams found wan to 
improve those dies, so that their longevity rose from 700,000 to more than 1.2 million 
pennies. As a result, the Mint-wide system uses 20,000 fewer dies a year and saves nearlj~a 
million dollars. ·· 0 -~~~: 

• Partnership also made a dramatic impact at the Department of Education's 
Collections Service, where, from Fiscal 1993 to Fiscal 1996, collection of overdue student 
loans increased from S174 million to S862 million with the average number of dollars 
collected by each employee rising from S734,000 to S3.64 million. 

These are just two examples, among hundreds, of what can happen when 
management and workers put aside past differences, start listening to one another, and take 

~ renewed pride in their achievements. 

SUMMING UP 

From the first, we at OPM took seriously the National Partiiership Review's mandate 
for change. The result has been OPM's govemmentwide leadership not only in staff 
downsC:ing, but in buyouts, privatization~ automation, partnership, merit~system protection, -- -
and the elimination of red tape. We have made hard decisions and learned to do more with 
less. If the process has sometimes been painful, it has nonetheless been necessary, and our 
reward has been to see OPM lead the way toward the government of the future. 

'The rest of this report will outline OPM's plans for continued leadership during the 
second Ointon Administration. 
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OPM PRIORITIES FOR 1997-2000 

-··· .. . . . .. . - . . ... 

This is a time of profound change in the federal government. During your first 
Administration, a historic downsizing of the federal government was begun. Today, our 
government is some 11 percent smaller than it was four years ago, but thanks to the rcfo~ 
championed by the Vice Presidenrs National Performance Review, it is more productive, not 
less. In the next four years, we must continue the job of shaping a government that is not 
only smaller, but smarter, more corporate in outlook, yet no less compassionate as it works 
with its employees and serves the American people. 

Even as OPM maintains its historic commitment to the merit system and to veterans 
preference, we must provide leadership as we confront the changes that are occurring in the 
federal workforce and promote needed reforms. OPM's perspective must focus not only on 
the budget -- the cost of government -- but on the urgent question of how we recruit -- and 
sustain -- the outstanding workforce that the taxpayers demand and thatwe must have to 
meet the challenges of the 21st century. 

Today, for the first time in more than seventy years, many government employees 
feel that they have the freedom to leave government if there is demand for them in the 
private sector. In the past, talented federal employees often felt tied to their jobs by "golden 
liandcuffsn -- excellent health and retirement benefits if they stayed in government, which 
would largely be lost if they left before retirement. 

Today, thanks to the 11uift Savings Plan, about half of government employees have 
what amounts to a 401(k) retirement plan to take with them if they choose to leave 
government. Their health coverage, too, thanks in part to Clinton Administration reforms, 
is more portable. Thus, many of our most valuable employees, whose skills arc much in 
demand in the private sector, no longer face the economic obstacles to leaving government 
that once existed. Unless we recognize this reality, arid deal with it creatively, just as a major 
corporation would, wc arc in danger of seeing the federal government become a training 
ground for certain executives and scientists who leave to join the private sector. 

1bis is both a challenge and an opportunity. We have already begun to make changes. 
The Performance Based Organizations (PBOs) that the Vice President has been developing, 
with their emphasis on individual accountability for senior executives, will offer financial 
rewards for those who are successful in meeting their goals and permit action against those 
who are not.· We need more of this kind of flexibility as we continue to.reinvent government. 
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We must also recognize the need for a major program of retraining to meet the 
challenges of a smaller government, in which every employee must know more md do-more. 
Too often, when budgets are tight, training is the first place managers look for cuts -- but 
that would be an extremely false economy as we ~_uild the government of the future. -. -: ' ~: 

In this section, I will outline-some of tfre-ways-that-OPM will seek fo meet these 
challenges. 
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1. PAYANDBENEFITS 

Along with stabilizing employee benefits, we must find more effective ways to 

manage and use the limited amount of money we have to pay fedC1'21 employees. This.is 
difficult and often controversial because several objectives must be met. Pay policies must 
contribute to recruiting and retaining the best possible employees; they must be perceived as 
fair by the nation at large; they must be linked to employee and organizational performance; 
and they must be flexible enough to use to improve workforce performance. 

The current pay system for most of the government's white-collar workforce was 
created almost fifty years ago. Since the.early 1970s, pay.adjustments have been based on 
swveys conducted by the Bureau of Labor Statistics to determine the pay disparity (the so­
called pay gap), if any, between federal pay and the private sector. Over the years, this 
calculation has often been criticized as not credible. Since the 1960s, the law has also 
authorized the use of higher rates of pay ("special rates") for locations and/or occupations 
where it has been difficult to attract and keep employees. 

1bis process was revised by the Federal Employees Pay Comparability Act of 1990. 
That law provided a mechanism for locality pay adjusnnents, but the resulting locality pay 
rates do not vary by ocrupation within an area even though pay disparities often result. As 
a result, some occupations are underpaid and some are overpaid. 

To achieve better pay policies, we must address specific problems with the current pay 
system: 

• We must reform the special rates program to ensure that it is used effectively to 
address local and/or occupation-specific recruitment and retention problems, and to ensure 
that special rates can be ended when-they are no longer justified. At present, because of the 
way the law is written, once an employee receives a special rate, it usually costs more for the 
agency to end it than to let it ·continue, and special rates· often last for the duration of a 
career. Special rates must be attached to a particular job, for particular reasons, not to a 
person who keeps them indefinitely .. 

• We must evaluate the needs for COLAs of certain employees for whom the General 
Schedule pay system may not be adequate, including those in areas outside the.continental · 
U.S. such as Alaska, Hawaii and Guam. We must also assess the cost and effectiveness of the _ 
current locality pay system. The concept of locality pay is valid, but the statutory · 
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requirements for a single adjustment, regardless of occupation, leads to serious problems of 
equity and credibility. · · 

One dimension of the pay problem is misclassification of positions. The General 
Schedule system covers about 1.5 million employees. Positions are classified as one of 15 
grade levels. Overgrading ~- classifying a position at a higher grade than its duties justify -­
thus results in sa1aiy costs that are higher than they should be. OPM conducted a study this 
year of the classification accuracy of a sample of two hundred non-supervisory GS-12 
administrative positions. We found that 19 percent of them were ovcrgraded and none.~ 
undergraded. If we project these findings to include all similar GS-12s across govemnient, · 
we estimate that this ovcrgi:ading ~osts the taxpay~ an extra, unjustified S150 million each· 
year for GS-12s alone, and far more when we consider all fifteen grade levels. 

As a result of these disturbing_ findings, we have started a major study of classification 
accuracy, the first since 1983. 'This study -will- measure govemmentwide classification­
accuracy, estimate the costs of misclassification, and produce recommendations for refonn. 
These inflated costs affect the downstream costs of retirement benefits and COLAs that are 
part of this system. 

We must also provide agencies with greater flexibility within the context of a 
governmentwide classification and pay system, which would allow agencies to adopt a 
broadbanded classification and pay system under govemmentwide criteria established by 
OPM, if they wished, and by eliminating the current step structure within the General 
Schedule pay system. Pay must become more performance based-ind advancement within 
a pay band should not be automatic. - -· 

Some of these actions would require legislation, and we will work with appropriate 
stakeholders to develop a fair; equitable; and flexible compensation- system for Fedcral­
employees -- a system that reflects the real costs of an employer who is fair but not Santa 
Claus. 

The pay issue cuts both ways. We do not want to overpay people, or tolerate less than 
satisfactory performance, but we must treat fairly the vast majority of employees who work 
hard and earn their pay and their benefits. At a time of budget cuts and deficit reduction, it 
is imperative that we preserve and stabilize fede~ employee -benefi~. These -are not 
entitlements but earned benefits -- part of a necessary .package that will help attract and . 
retain a skilled, motivated workforce. 
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At the same time, we must continue to look for savings. One possibility is in sick 
leave. Federal employees now receive 13 days of sick leave per year, it an be carried forward 
from year to year, and upon retirement unused sick leave, for workers covered by the Civil · · 
Service Retirement System (CSR~), is counte~ as service ~edit .in .compting ~etiremcnt 
benefits. In 1995, the most recent year for which we have figures, the average retiree under 
CSRS had accumulated 240 days of unused sick leave·, which resulted to an additional 1600 
a year on his or her annuity. There were about 90,000 CSRS retirees that year, so the tot21 
cost of this accumulated sick leave was about S54 million, and it will be much more during 
the course of their retirements. 

· Sick leave is not an entitlement and should not be treated as one. It wu created to 
protect income during bona fide illnesses and medical emergencies. Refonn proposals have 
included ending the year-to-year canyover and instead providing a short-term disabilities 
plan to deal with legitimate emergencies beyond this time. We intend to make a 
comprehensive review of the current annual leave and sick leave system to determine whether 
it meets the needs of agencies, employees -- and taxpayers -- in a cost-effective manner and · 
to see what savings might be realized. 

Finding a way to meet employee needs while making a fundamental change in the 
calculation of benefits provides an extraordinary opportunity to work in partnership with the 
federal employee unions. 

Our goal must be to create a sense of partnership with employees by stabilizing pay 
and benefits. Each year, as the federal budget is debated, employees must not sec their 
compensation package put on the table as a bargaining chip. Our civil servants deserve bet!er. 
Government should give multi-year agreements to its employees and keep commitments to 
former employees by stabilizing their annuities and benefits just as we do Social Security. 

2. MANAGING A PRODUCTIVE WORKFORCE 

In many ways, despite political attacks on government, the standing of federal 
employees has risen during this administration .. The fact that reirivention and downsizing 
are underway has begun to receive public and media recognition. Your support and 
recognition of federal employees have been a major factor. Your eloquent remarks after .the 

" 
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Oklahoma City bombing reminded Americans that federal employees arc not •&cclcss 
bureaucrats" but arc real people with real lives, imP.>ltlnt work to pcrfonn, and real blood 
to shed. Those remarks -- and others in your most recent State of the Union Message and 
on Election Night -- as well as your firm stand agamst those who would close down om 
government, have been deeply appreciated by our civil servants. 

Unfortunately, there will always be those who create negative stereotypes of civil 
servants and attack them for political purposes. Related to this is the -fact that a 
disproportionate amowtt of attention focuses on a small minority of federal employees who 
perform poorly, whether because of bad behavior or a lack of skills. They make up perhips --- -· 
one to as many as five percent of the workforce, but critics of government focus on these feW 
"bad apples" and they therefore harm the reputations of the vast majority of federal 
employees who perform the essential work of government. 

We believe more can be done to address the issue of poor perfonners -- not only the -
perception, but the reality. A smaller, reinvented federal workforce cannot afford to cany 
those individuals who aren't productive or are disruptive. The federal government offers its 
employees good pay and benefits, and we have a right to expect no less than fully satisfactoiy 
performances in return. 

Agencies must do more to hold all managers accountable for setting standards, for 
counseling and developing employees, for recognizing outstanding employees, for resolving 
problems at an early stage, for accurately evaluating employees, and for identifying poor 
performers and dealing with them as appropriate, including separations, downgrades and· 
reassignment. Agencies must provide better training and Support to managers who need help 
in dealing with poor performers. 

It is well known that today many government supe!Visors give almost every employee -
an "outstanding" or •exceeds fully successful" rating because they don't want to face the 
hostility of those who resent being rated at less than that. We need managers who are not 
afraid to be honest in telling employees what is expected of them. Eveiy supervisor should 
be held responsible for the ratings she or he gives -- if they are demonstrably wrong, that 
supervisor's own ratings and future prospects should be diminished. 

Some legislation can be helpful~· we must streamline the process for taking action 
against poor performers, eliminate appeal rights for employees who do not earn in-grade pay 
increases -- they are not an entitlement -- and extend the probationary period for certain 
positions from one to two or even three years. We must also improve the adjudicatory 

~ 
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process and make maximum use of alternative dispute resolution. We need legislation that 
will simplify the number of legal appeals available to employees -- one clear, &ir method 
should be available to all employees, instead of the- three or more that now exist. 1bc 
Administration has work¢ ~ partnership with. federal employee ~om. ()11. these issu~ and· 
must continue to do so. · 

. Too often, peifoi:mmce ~ement has lost credibility, particuladywith ~ .!'»~ ---.~~­
inflated performance rattngs and widespread use of cash awards. Too often, the performa_~~ . . ~: . 
management ~m has becom~ a supplementtl pay prognm of awuds and bonusea~~~ 
people to do the JOb they were hired to do. . , "k _ . _ . . . , .. ~.=~. -

. -· .. - .... _, .. 

. -

However, agencies are using recent OPM reforms -- including the deregulation of 
performance appraisal and incentive awards -- to help restore that credibility. nus new 
flexibility permits agencies to design performance management systems that fit their own 
agency culture, rather than having •one size fits all" systems imposed from above. 

Another important priority in the next four years is the effective implementation of 
the Government Performance and ResultsAct(GPRA), whereby agencies must improve the 
ways they measure the results of their work. GPRA is a major, multi-year effort. Like 
reinvention itself, GPRA focuses on holding agencies and employees accountable and 
removing barriers to productivity and results. 

The implementation of GPRA is entering a oucial stage as agencies prepare the 
strategic plans that are due to Congress and OMB by Septembe,r 30, 1997! These strategic 
plans will be supplemented by annual performance plans that will provide specifics in terms 
of the skills, organization and technology needed to achieve performance goals. 

This process of change can only succeed if agency leadership makes a firm 
commitment from the top down. 

OPM and Olvm arc working together to help agencies meet GPRA goals. OPM will 
support agencies in assuring that managers are properly trained to develop clear measures of 
results, to hold employees accountable for achieving those results, and to recognize those 
achievements. Awards programs must reward results rather than process. Linking additional 
compensation to reaching clearly-defined goals should give managers an important tool to 
motivate better performance. 
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To support GPRA, we propose a govemmentwidc effort to irrtprovc perfonnance 
management. OPM will gather and evaluate <hta and explore system changes, managerial 
changes and employee accountability, and we will offer guidance to help agencies meet their 
GPRA goals. At the same time, OPM will continue to provide technical assistance to 
agencies, hold needed conferences and worksho.Ps, and help managers better achieve 
improved performance management. 

:~-:- --
. Your direct support and that of the Vice President can do much to bring about the 

success of GPRA. This could be expressed through meetings with senior executives u,Wcn 
as statements at Cabinet meetings ind meetings of the Piesident's ManagCment COwidl!We ... 
also believe that the White House -or OMB should issue instructions to see . that new 
appointees arc fully briefed on GPRA and its status within their agencies. OMB and OPM 
would follow up with appropriate information and training. 

In seeking government that works better and costs less, OPM intends to focus on its 
"realn operating costs and to be honest and realistic when computing the costs of 
government. It is not enough to focus on payroll costs -- they are important but far from 
inclusive. The rent we pay to house our workforce,- as well as utilities such as electricity ind 
telephones, arc substantial and are often compounded by inflated "square footage costs" based 
on ill-defined overhead costs. Many of these costs are not market-driven and tend to become 
permanent. As budgets shrink, they increase as a proportion of total costs. If government is 
to cost less, we must give agencies increased flexibility to shop in the marketplace for the best 
values in tenns of office space and other services. Meanwhile, it is crucial that the overhead 
costs on current facilities and services be held to a minimum. 

The public sector bears certain extra costs which the private sector do-es not: costs 
imposed by statutory or regulatory requirements, in pursuit of public policy goals in addition 
to efficiency. For exunplc, extra costs related to infonning-allcitizens-ofjob opportunities,·· 
requiring agencies to follow special hiring and layoff procedures to ensure just treatment of 
the nation's veterans. Similarly, govemme_nt procurement policies arc designed .. to give 
everyone a competitive chance, to support particular kinds of business, such as small 
businesses and minority businesses, and to produce a contract award that reflects best value. 
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-· ;~ zq 3. BALANCINGWORKANDFAMILY ., 

As this report makes clear, we take pride in the many new programs that have started 
or expanded in the past four years to· help federal employees balance ~rk' and family, stiCh 
as the Family and Medical Leave Act, the Family Friendly Leave Act, telecommuting and 
alternative work schedules. While we should not back away from our commitment to family­
friendly programs, we must recognize that these programs are part of a total workplaCc 
system that seeb to support its employees in a positive way. Family-friendly policies help_ 
us recruit and ret2in a well-qualified workforce and use them in ways that enhAIJ.ee 
productivity. · ~· · - -- . - · ··. ·· · . . · · · · ,·::.:·'"¥ 2 · 

OPM will continue to help agencies meet those goals. The Federal Employees 
Family-Friendly Leave Act, which permits federal employees to use their sick leave to deal 
with illness or death in their families, as well as- their own illnesses, expires in December 
1997. We will survey agencies and make a recommendation in June as to whether it should 
be made permanent. 

4. PROTECTING THE MERIT SYSTEM 

As stated earlier, OPM's reinvention has produced a new focus on our traditional role · 
of protecting the merit system of government. Both the delegation of hiring to the agencies 
and such management innovations as Performance Based Organizations present new 
challenges to OPM in its role of protector of the merit system. Downsizing also requires 
close oversight to ensure that it is canied out with absolute fairness -- for veterans and for all 
workers. 

We tend to take the merit system for granted. But if we go back to.the 19th century, 
we see that many of our greatest presidents -- Jefferson and Lincoln among them -­
operated under a spoils system that both complicated their jobs and over time undermined 
public faith in government. In those days, jobs were bought and.sold like used cars·and each 
change in administration resulted in an almost total turnover among federal employees. We 
are not going to return to that era, but we must beware of policies and practices -- even those 
that are well-intended -- that could create a public impression that career· civil servicejobs · 
are awarded unfairly or on the basis of politics. · · 
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OPM is the trustee- of the merit systenl.-We created. the ne\V Office of Merit Systems 
Oversight and Effectiveness to meet the new challenges of merit-system oversight in this era 
of change. Among our goals for the next four years are to evaluate the merit-system 
integrity of the thirty major federal departments and agencies. by 2000 and to complete. 
studies of all major federal personnel systems. Vigilance by this office can go far toward 
protecting merit-systems principles across our large, diverse, and fast-changing federal 
government. It was, for example, this office which conducted the recent report that revealed 
the loss of SlSO million a year by the overgrading ofGS_-1~ positi~ns. _ .~;-~ ~;. 

· .. · .. _ ·- . - . , .. ·- . . . . . ..; .. =·- -.__, ~ . 

5. TIIE CHALLENGE OF DIVERSITY 

The Clinton Administration has made dramatic advances in diversity in the federal 
workforce and we must continue this progress. Tills is particularly true with regard to 
Hispanics, the one minority we know of that is consistently under-represented. {It should 
be noted that the underrepresentation of Hispanics at least in part results from the fact that 
only U.S. citizens can in most cases be hired for federal jobs, but the government is required 
to base its representation rates on surveys that include residents who are not citizens.) OPM 
intends to broaden its outreach and recruitment programs to find more minority candidates 
for our workforce. We believe that a more diverse workforce is a stronger and more 
productive workforce. 

OPM also intends to expand the Presidential Management Intern program to 400 
participants a year in 1997, the 20th anniversary of this important program. This can only 
be done with the help and support of-the President's· Management Council, and it has made 
that commitment. 

It is worth noting that some people thought downsizing \vould harm the move toward 
diversity but this has not happened. Buyouts provided needed incentives for older, mostly 
white male employees to retire, and new opportunities arose for women and minorities to 
advance within the context of the merit system. 

OPM will of course continue vigorously to enforce the veterans preference law and· 
to seek to improve the excellent record on hiring veterans that was achieved in the first term. 
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6. WORKPLACE PAR1NERSHIP 
·· .... 

The authomation of the National Partnership Council expires September 30, 1997. 
You must decide if it should be contiinied. My own View· iS that it ·should, and th2t iti - ... 
membership should be expanded to include the political leadership of Other large, F..iecutive 
Branch departments, and it should become a forum for discussions of wage and benefits 
issues such as those mentioned above. However, we must also recognize that p_!Oblcms Ire . ::~ 

~-::~:~;ai~if~l?i~~:l~~~;;~ 
Since the Council was established in October 1993, more than 70 percent of the . · 

federal government's one million bargaining unit employees have become members of igeney 
partnership councils. Among partnership participants, more than 80 percent reprd it 
favorably and more than 70 percent believe that partnership has improved customer service 
and effectiveness. The Council, in its three reports to you and at its annual awards ceremony, 
has highlighted and amplified the collaborative accomplishments oflabor and management 
in saving money and improving performance. 

For the future, the Council will focus on improving the effectiveness of labor­
management partnerships in our balanced-budget environment by: strengthening the 
abilities of partnerships to support reinvention, performance-based organizations, and the 
Government Performance and Results Act; overcoming barriers to ~uccess in partnerships 
experiencing difficulties; and developing a high-performing work force to carry out the work 
of a high-performing government. 

.. ·- ····· .. , 
·- -

OPM will continue to champion strong and effective labor management partnerships 
to continue the support of the federal workforce and their union representatives. 

7. OFFICIAL TIME 

The longstanding practice of granting some federal workers "official time" to work-on · · 
union activities has recently been questioned by some members of Congress and is likely to 
become an issue early in 1997. 
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ro· ._ - - -Uriion activities conchi:<:ted on. C>fflci21 tune by- federal cinpl~yc~ have been -i~~ .. ~~ -·. 
for 18 years under . the Civil S~~ Refonn .Act. of 1978 ~d a.re, l .lleliM, J.-,~· . . _. 
administrative expense." This tinic iS "usccl to carry out the ttpr~sen'tatlori'al aCtivitiCi tliit. -. ~. 
unions must by law pro~de to __ all :~mP.~O)'C~ C~~~ by C()llectivc :b~g wce!llC!,1~; 7° .. ,, . . .. 
that is, about 59 percent of the civilian fedCra.l workforce. We believe that the proper use of 
offidal time saves the tupayers much more than it costs, in part because it prevents-Ion!, -,..~- -
aaimonio\JS and costly disp~te resolution. The number of Unfair ~abor Practices_ comElaints ... ---;...:.._..: _ 

.. - - , -~_,:,-:c~. filed during _the past fonr yem <ICCrcaSed dramatiCally. ~ .. ,~-~~,;.;_ .. ~rfllit ~;~ :~'!-~~~~ 

~· r·_-~ 

. . 

official time. It is, however, managed by __ supervison within the variou5 agencies. Tfier.Ue ----
charged with balancing the agency's business with the need for labor representation. Tfiis 
is in keeping with the move toward decentralized government and, again, we belicve1his 
practice has been important to labor-management partnership and should have resulted in 
more workforce productivity, not less. However, it now may be necessary to require that cac:h 
agency track the use of official time so we will have the infonnation to answer legitimate 
questions that are raised. 

8. LEADERSHIP FOR THE FUTURE 

A strong executive corps is essential to manage the reinvented ~yemment of the 
future. The National Performance ReView pointed out that die Senior Exerutive Serviee 
should reflect a "corporate culture" -- should provide a cadre ofleaders whose strategic vision 
and commitment to public service transcends their commitment to a specific agency's 
interests. This goal has not yet been realized. 

We are developing initiatives -to strengthen SES and bring it closer to its original 
vision. We will present these to the President's Management Council early in 1997. These 
initiatives will cover such areas as SES qualifications and selection procedures, execiitlVe 
mobility, and reduction in force placements. We believe that addressing these issues is 
important, but beyond that a more basic reinvention of SES may be '?_ceded.~- . 

One major problem is that SES now includes many positions for individuals who are 
high-level technical specialists and program managers rather than general executives. These 
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arc valuable people and it may Well l;>c_ ~~~~ to ~y th~ ~ ~: as~1r'~- ·: _ : . :·­
However, their role$ do not reqUire broad ~ceutivC qualifieatio·ils and \Ve cinnot apcct _ -_ -·_-
them to move easily across government as SES cxecutives_should be able to do.We expect --­
to propose legislation tQ deal with. thiS by redefining the types of positions in the SES;· ·.-: ·· .. · .: -

-- --~~-. -
A more immediate need is to end the requirement that SES members must be 

_ rcce_~~~~~~~ycars, ~ ad~~On to_~ re~ar ~~ ~O~cc !C'1~---.• } 
rcqwrcment W3S atatM by C0ngrcss ID 1991 as~ of a maJ()l ~y ID:~ that ~t to _~e _ :~--" 

, SES. Itis_wi~-vi~bY.~CY. _ -· · · ~--15_-a time-co •. ·-· • -- --- ·~ 'mteDsiVC~~w-. 

·····'C·~t~f:r~e:m'~~i::~'t';~··iftt. 
- . - -- --_~.-:-.--- <- '-~':.'_--'~·-:._-_· -,· :--- --·-· ·-.:·-·-~r:;_·._. :.~:>~---

--. 

Finally, let me note that SES members, like all federal employees, have d~ply 
appreciated the support you have given our civil service in speeches and in the- stands~you 
have taken against those who would shut down or cripple our government. It would be 
greatly appreciated if you could find other opportunities, including the SES's annual Rank . 
Awards, to meet with and recognize these leaders who have such an important role to play 
in our reinvented government. 

9. OTHER INITIATIVES 

There are a number of other challenges that OPM will confront in the next four years. 
They include the following: 

Judicial Review: OPM will seek legislation to strengthen its ability to seek judicial·­
review when we feel the Merit System Protection Board or a federal arbitrator has erred on 
a matter of importance to the entire federal workforce. The importance of such appeals was 
seen earlier this year in the case of King"· Frazier. Frazier had engaged in blatant sexual 
harassment of women in the workplace. However, an arbitrator ruled in his fa.vor on the 
grounds that Frazier didn't know what he was doing was wrong. We appealed to a federal_ 
court and established that it is what Frazier did, not what he thought, thafwas \Vrong arid 
deserved punishment. This ruling iS now a major tool to combat seXua.l h_arassment in the 
workplace -- if we had not been able to appeal the arbitrator's original ruling, great harm -
would have been done. · · 

·- . .. 
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Hatch-Act Reform: Iri the Hatch Act. Refo~ ~~~~iJ7Con~--~~~ 
OPM to grmt exemptions &om certain restrictions on federal employees t2king part m·~c>al -~ . . 
elections. The exemptions were authorized for Virginia and Maryland communities adj~ccnt · 
to Washington, D.C., but a more exacting stmdard was set for granting ~exemption hi the 
District of Columbia. We will seek legislation to have the same standards apply fcir-_thC .. _ .: 
District and neighboring communities. ~· - · · ·· ,-~ ····:- --;-._ ·- · - · ~. ·:· - -~~--~?-

. . ... ~.- RCimburSable Semces: It is iD'tlie iOtCiCSt--c>r-1he~·.A!riii.:.lihation~fcfr;dif\1°~¥~ 
. t"~-~~!~::i~~~~~~:-· -

~c:C_,~:~ - those ·cacit~~~ato~~~-=12¥~114-:BY.~K=:m~~~- r. _ ~~-- _ ~-­
OPM will·~.enu~,,~'.'~,-~}eader in p~cllii~b~l~_~ces. such as our~~~~-;,-"~f~:,-· 
transition assistance program, automated job:: applieation and · testing systems, and • 
organizational <;hangc and performance iinprovement services. -'-·. · - ---::1}fi:- .~!--·~-::· · 

. . 

Workplace Giving: The Combined Federal Campaign (CFC) was created to rep!acc 
multiple fund-raising appeals in the federal workplace with one consolidated campaign, 
limited to a feW weeks each year and conducted on a nonpartisan basis. Recently the program 
has been attacked by some members of Congress, who have proposed limits on the number 
and type of charitable groups that can participate in the CFC. 'This has been attempted 
before and both Congressional Democrats and the courts have supported an inclusive, not 
an exclusive, approach to the CFC. OPM will oppose any efforts to limit or reduce the scope 
of the CFC program. We support inclusiveness with regard to nonprofit organizations as 
they are defined by the Internal Revenue Service. 

SUMMING UP 

This report has summarized the leadership role OPM has taken in your first term and 
our vision of what must be done in the second term with regard to federal workforce issues. 
The challenges arc great 1bis Administration is both reinventing and downsizing the vast 
federal establishment and at a time of serious budget limitations. We believe, however, that 
our goals can be met. OPM has demonstrated how one small agency can reduce its size by 
half and its costs by a third, and refocus its mission, with no loss in productivity. We believe 
others can do the same. It is indeed possible to have a government that works better and 
costs less - that phrase can be a reality -- and we at OPM will do all that we can to support 
you and the Vice President in this historic undertaking. We share your aommitment that the 
American people deserve no less. 
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December 6, 1996 

MEMORANDUM FOR: THE PRESIDENT 

FROM: JOSEPH DUFFEY ~~~ 
SUBJECT: AGENCY ACCOMPLISHMENTS 1993 - 1996 

USIA began nearly four years ago to reassess its understanding of mission and goals in light of 
the changed international scene in a post Cold War era and the issues of national security and 
national interest appropriate to new and changed conditions. 

That effort has resulted in organizational changes and a clearer, more focused sense of our 
mission: to promote the national interest and national security of the United States of America 
through understanding, infonning and influencing foreign publics and broadening dialogue 

,,,_.. between American citizens and institutions and their counterparts abroad. 

,- . 

USIA is today a more agile organization, more prepared to respond quickly to the strategic needs 
of the international affairs community. All of our activities -- field missions, exchanges and 
training programs, broadcasting, information dissemination -- today see their roll as working to 
advance and support the foreign policy priorities set forth by the President and Secretary of State, 
working directly with media and opinion makers in every region of the world. 

USING PUBLIC DIPLOMACY TO MANAGE FOREIGN AFFAIRS PRIORITIES 

In times of crisis, rapid distribution of information becomes essential. USIA's services, including 
international broadcasting in English and S 1 other languages, and long-standing contacts with 
local media around the world, make this possible. USIA's international public opinion research 
lays the necessary groundwork for developing strategies for influencing opinion. Building on this 
framework, USIS posts - sometimes on hours notice - set up filing facilities, organize press 
events, and deliver transcripts and background materials into the hands of key media and opinion 
·makers in any country where a crisis occurs, or where the President, the Vice President, the 
Secretary of State, and other officials travel. USIA's flexible response and strong infrastructure 
allow it to respond to both immediate, short-term crises, as well as ongoing trouble spots with 
targeted programs informing and influencing public opinion. Once stabilization.occurs, USIA 
remains on the ground, anchoring peace and providing a foundation for democratization through· 
professional and educational exchange programs, and media training initiatives. 

LNITED STATES INFrnMATIC'.N AG8'CY • WASHl"-GTON, D.C. 20547 • (202) 619-4742 



r~ BOSNIA 
At the onset of the Dayton accords, USIA greatly increased its existing infonnation dissemination 
capabilities in the region. Between 1993 and 1996, Voice of America (VOA) expanded its 
programming in Serbian and Croatian from I 0 'h hours to 3 2 'h hours weekly and created a daily 
Bosnian feed which was delivered to independent media outJeU throughout the region. By August 
of 1996, surveys indicated that 14 percent of Bosnians listened to VOA at least once a week. All 
three services carried major Presidential announcements on the crisis as well as reliable 
information to counter the inflammatory radio broadcasts being used by combatants to incite 
violence. USIA worked to create a tradition of objective and balanced news reporting by training 
Bosnian journalists in Western media standards - both by providing fellowships for training in the 
United States· and by supporting American experts to provide on-site training in Bosnia. 

On the eve of the US troop deployment to Bosnia, USIA began conducting public opinion 
swveys in Bosnia. These comprehensive reports on Bosnian attitudes, including opinion toward 
the provisions of Dayton, the implementation of peace, the presen_ce ofIFOR troops in the 
country, and the recent elections have been used throughout USG policy-making organizations to 
determine a roadmap for action in the troubled area. Given the dynamics of managing the 
Bosnian crisis, USIA has also tracked opinion among publics in neighboring Balkan countries 
(Serbia, Croatia, Montenegro, Macedonia, Bulgaria, Romania and Slovenia) and among key ally 
publics (France, Germany, United Kingdom, Turkey, Spain and Italy) to examine support for 
Dayton and IFOR troop participation, including opinion toward NATO air strikes and the UN 
peacekeepers. 

Prior to the April 1996 Brussels Donors Conference on Bosnian Reconstruction, European apathy 
raised fears that donations would not meet targets. USIA worked to raise public consciousness 
by ensuring that major European media organizations and influential officials had access to senior 
US policy makers. USIA' s officers placed opinion columns in European newspapers written by 
the head of the US delegation. USIA also scheduled press events·a¢ TV interviews for members 
of the US delegation, resulting in widespread media attention to US views. In the end, donation 
targets were met. With the establishment of peace in the region, USIA has focused on establishing 
a democratic culture in Bosnia. Also early 1996, drawing on successful programs in other 
rountries in the region, USIA in conjunction with the Council of Europe and American NGOs, 
initiated a civic education action plan for Bosnia. In just six months, USIA adapted and translated 
a proven civic education curriculum and trained hundreds of educators who are now teaching the 
pcogram in nearly one third of Bosnia's middle schools. Within one year of the program's 
inception, USIA expects that all of Bosnia's middle school students will be learning the basic 
concepts of democracy. 

HAITI 
In early 1993, as rumors circulated of an impending exodus of Haitians fleeing repression, USIA 
ensured that information about US policy reached the island despite the fact that military pressure 
frequently silenced Haitian radio from broadcasting accurate information about the United States. 

,,,-- USIA obtained permission from the President of the Dominican Republic to broadcast - via 
Dominican radio stations along the Haitian border -VOA's Creole transmission of President-elect 
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~ Clinton's message promising to restore democracy and urging Haitians not to risk their lives by 

fleeing the island in makeshift boats. Long-standing contacts with the Dominican press made it 
immediately possible to relay the broadcast via phone lines, an action that helped reassure the 
Haitian people about US policy and prevented loss of life. Throughout this period, VO A's Creole 
service, with a listenership of 37 percent of the adult population of Port-au-Prince and Cap­
Haitien, continued to provide full coverage of all US policy statements about Haiti and President 
Aristide's pronouncements via short-wave and satellite. 

Beginning in late 1993 as a military action became increasingly likely, USIA organized a series of 
twice-daily press briefings, one for international media and the other for Haitian media. These 
standing-room-only press conferences enabled USIA to disseminate U.S. views and policy on 
topics critical to the stability of the region. Throughout 1993 and 1994, these conferences 
countered charges that the United States (along with other countries) was punishing the Haitian 
people through the U.N. embargo by highlighting U.S.-sponsored humanitarian relief projects in 
Haiti. USIA's press conferences continued for a full year until President Aristide returned to 
Haiti. 

After the arrival of the Multi-National Force (MNF), USIA redirected its media efforts to serve as 
a liaison with MNF representatives for briefings and press statements. In the newly created 
stability, USIA immediately organized programs to train journalists how to operate in an open, 
democratic system and to train government press officers how to conduct business and interact 
with the media. Democratization efforts continue, with the planned introduction of a 
civic-education curriculum into Haitian high schools. 

MIDDLE EAST PEACE PROCESS 
USIA has promoted the Middle East peace process through the continuous dissemination of 
infonnation about relevant US policy, assisting fledgling Palestinian democratic institutions, and 
promoting regular exchange programs that bring Arabs and Israelis together in Washington and in 
the Middle East region. 

Recogni2'ing the need for Palestinians to have c.onfidence in their nascent judicial system, USIA drew 
on a range of Agency programs, such as exchanges, speakers and broadcasting, to promote rule of 
law. USIA' s efforts have helped to enhance due process and improved the administration of criminal 
and civil court cases under the Palestinian Authority. A USIA-sponsored program enabled 
Palestinian jurists to draft a working document on judicial reform now being used by the legal 
community and the Palestinian Authority. As USIA helps to reinforce the legal system, it strengthens 
the legitimacy of the Palestinian Authority and helps it to defeat the challenge from rejectionist 
groups. 

Palestinian journalists have benefitted from USIA programs desigried to increase journalistic 
professionalism and news-gathering abilities. By providing equipment and training, USIA he1ped 
the Palestinian Broadcast Corporation develop from the ground up. Other results of USIA programs 
include the first Palestinian committee formed to protect journalists' rights and a bill, drafted by 
participants of a USIA exchange program, that would establish press and broallcast rights. 
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USIA has primary respollSlbility within the US government to fulfill Section VI of the Oslo Accords, 
promoting people-to-people contact and normalization. USIA exchange programs have been 
effective in fostering initial contacts among Arabs and Israelis and encouraging program alumni to 
maintain contact. For example, Arab and Israeli alumni of a Citizen Exchange program on the 
environment have agreed to establish a regional "Forum for Environmental Education" and plan to 
hold their first meeting in Cairo in January 1997. 

PROMOTING AMERICAN ECONOMIC INTERESTS 

Success in the global marketplace has led to a blurring of the division between the international and 
the domestic. USIA has responded by increasing its public affairs support for American economic 
projects and policies in an effort to foster a more open climate accepting of US goods and services 
overseas. In conjunction with the Department of Commerce, US Trade Representative, Department 
of the Treasury, Department of Agriculture, and other agencies, USIA's public affairs and public 
diplomacy tools have focused on such vital areas as trade liberalization and deregulation, economic 
cooperation. and intellectual property rights, as well as building support for and confidence in 
N AFT A, the World Trade Organiz.ation and the re-designed $100 bill. 

Fostering business partnerships and an American presence in the newborn markets of the Newly 
Independent States and post-Apartheid South Afiica was the impetus behind two ofUSIA's major 
events in 1993 and 1994 that have become the basis for ongoing, trade-related Agency programming. 
Beginning with USIA's first major domestic conference, held in St. Louis, Partnership for Progress 
brought together American business leaders with the emerging entrepreneurs of Russia and its 
neighbors from the former Soviet Union. The people-to-people economic link continues to thrive 
through the Business for Russia (now Community Connections) Exchange program. Thus far the 
program has placed 1500 young Russian entrepreneurs in internships in 28 US cities as just one part 
of USIA's continuing effort to introduce the NIS region to free market economies. Next, USIA 
sponsored Investing in People, the US-South Africa Conference on Democracy and Economic 
Development, held in Atlanta. Just weeks after the first all-race elections in South Africa, USIA 
brought together top business and government leaders from both countries to ease South Africa's 
economic transition and promote a US role in building a stable South Afiican economy. Vice 
President Gore's and South Afiic.an Executive Vice President Thabo Mbeki's presence at this Atlanta 
event became the basis for the cultural and economic ties that eventually led to the creation of a US­
South Africa Binational Commission, of which USIA is an active participant. 

In defense of American corporations who lose billions of dollars in revenue each year due to 
widespread disregard for intellectual property rights (IPR) and copyright laws, USIA vigorously 
supports the proliferation and enforcement of appropriate laws in all regions of the world. Although 
many ofUSIA's efforts, especially in such countries as China, are targeted to long-term goals, the 
Agency recently witnessed the adoption oflandmark legislation in such countries as Brazil and Qatar, 
where we have launched particularly high-profile IPR campaigns. Workshops for economic leaders, 
print materials, speaker and exchange programs, broadcast information and digital video conferencing 
and media briefings continue to resonate in these countries, as well as Europe. In all cases, USIA has 
collaborated with representatives of American industry and USG officials fr.pm other agencies to 
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reinforce this important message. 

In the global marketplace, a crisis -- or the perception of a crisis -- must be contained before it 
spreads. Coordinated use of the tools of public diplomacy and traditional public affairs has allowed 
USIA and its USIS posts abroad to react quickly and efficiently when American economic interests 
are at stake. For example, during the 1994-1995 devaluation of the peso, USIS Mexico coordinated 
a series of infonnation, speaker and exchange programs to highlight US assistance and discuss 
economic modernization and interdependence. This March in Cairo, USIA launched a major media 
campaign to counteract erroneous rumors that threatened America's $1 billion share of Egypt's wheat 
market, winning fuU retractions from two major papers and praise from the US Wheat Growers 
Association. And behind the scenes in Geneva, USIS worked with USTR during the 1995 Japan Auto 
negotiations to stall the media from reporting the start of a US-Japan trade war long enough beyond 
the negotiated deadline for Ambassador Kantor to achieve a breakthrough agreement. Collaborations 
such as these are dwarfed by the crisis that was averted through USIA assistance to the Treasury 
Department for the year prior to the unveiling of the re-designed $100 bill. USIA printed over eight 
million informational brochures and posters in 20 languages for distribution in nearly every country. 
The effort was especially crucial in Russia, where an extraordinary amount of individual savings are 
stashed in the fonn of US $100 bills. 

A key component ofUSIA's arsenal of public affairs initiatives that promote American economic 
interests is broadcasting. Because the consumer of US goods is more often an individual or company, 
rather than a government, the Voice of America (VOA) and WORLDNET Television continue to 
increase the amount of direct progranuning that promotes business and tourism in the US. In addition 
to programs covering practically every American industry from car wash automation to 
state-of-the-art computer hardware and software products, WORLDNET has promoted tourism in 
the US through numerous acquired series that have highlighted the tourist attractions of every state, 
including major national parks and· natural attractions. VOA English continues to produce two 
20-minute business newslines every weekday which promote awareness of activity in US financial 
markets and US corporations. Other programs also focus on innovations in US industries, technology 
and other related fields. Most of this prograrruning is translated by VOA's 51 other language services, 
many of which originate additional programming focusing exclusively on bilateral trade issues. The 
growing number of affiliate stations linked with VOA and WORLDNET illustrates the need for 
reliable, balanced news about the US and its economy -- broadcast in the languages of the world -­
that goes beyond what is provided by the commercial media. 

INTERNATIONAL ADVOCACY FOR ADMINISTRATION INITIATIVES 

As the principal agency for publicly advocating U.S. interests wo.rldwide, USIA fanned partnerships 
with various federal agencies to promote the Administration's priorities. For example, with the 
Department of Justice and FBI we created anti-crime and anti-terrorism infonnation and advisory 
programs for radio broadcast on VOA and as a homepage on the Internet. We ·empk>yed various 
public diplomacy strategies in Asia to create .wider backing for non-proliferation. In aU cases, USIA 
communications and information programs built or broadened support for the Administration's major 
international initiatives by identifying and engaging influential sectors in societi~ around the world. 
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The central multilateral issue affecting the European alliance and relations with Russia has been 
NATO's future composition and role. Many USIA exchange and information programs throughout 
Europe and the NIS strengthen America's position on European security. USIA's NATO Tour 
Program brought influential journalists, politicians and other opinion leaders on visits to NATO and 
U.S. commands. Since 1993, 40 groups (about one-third the total number) were from Central 
Europe and Russia NATO tours address policy issues in detail and are tailored to each group. As a 
result, the specific interests and concerns of Czechs, or Russians or Bulgarians have been addressed. 
In addition to the NATO Tour program, USNATO and many Western European posts have 
conducted conferences featuring USG officials . 

. Cpunteracting the illegal importation and use of narcotics is an enduring domestic concern. Targeting 
source and transit countries, USIA collaborated with DEA to create the public affairs program, 
"Developing Greater Awarenes.. about the Dangers of Illegal Drugs." A Spanish-language television 
documentary on this theme appeared on about 50 television stations throughout Latin America and 
the Caribbean. In Caracas, we launched a major anti-narcotics initiative with locally produced TV 
spots aired daily nationwide. We worked with the government of Panama to create a National Drug 
Awareness Center. Our poUs indicate that these informational and exchange programs are having 

. an impact: Latin Americans increasingly support international cooperation in counter narcotics 
measures and are more aware of the perils of the drug trade. 

To counter nuclear proliferation, since 1994 USIS Seoul has implemented a public diplomacy strategy 
building support for the 1994 Agreed Framework that freezes North Korea's nuclear program. 
Subsequent studies have shown that Korean public opinion has been crucial in implementing the 
framework. creating the Korean Peninsula Energy Development Organization, and establishing a 
structure for engagement with North Korea. As part of the broader US goal of promoting 
nonproliferation and stability in South Asia, USIA created a highly successful dialogue series (now 
funded by the Ford Foundation) which twice yearly brings together influential Indian and Pakistani 
elites to discuss major divisive issues. Supplementing this process are the Traveling Seminars that 
alternate between Indian and Pakistani venues and introduce a widening spectrum of these societies 
to conflict management. Indian Foreign Minister J.K. Gujral participated in the first Traveling 
Seminar and endorsed the concept of people-to-people exchange between India and Pakistan in 1996. 

USIA programming in Northern Ireland intensified in 1996 to the point that over one-third of all 
USIS visitors to the US from the United Kingdom were from Northern Ireland -- compared to just 
25% in 1995 and a small percentage of the total in 1991. It was in 1995 that USIS began a constant 
presenee in Belfast, with the addition of a Foreign Service National position. USIA offices in London 
and Dublin also devote significant exchange program resources to bring key leaders to the US, 
including a joint visit by the mayors of Belfast and Dublin in 1995. Several exchange programs 
brought together Catholics and Protestants. 

Promoting conflict resolution among the Greek- and Turkish-Cypriot communities has been a priority 
for USIA throughout the past four years. Starting in 1993 - and for the first time since the island was 
partitioned in 1974 -- USIS Nicosia has organized programs bringing together cultural elites, 
government officials and opinion leaders from both sides. These programs are tile primary diplomatic 
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instrument in US efforts to reach a fair and lasting settlement. More than 5,000 Greek- and 
Turkish-Cypriots have taken part in 26 major programs. As in other countries and societies, USIA 
is effectively the only organiz.ation which can organize such programs. 

In Chin~ we seek to advance refonn and modernization in the Chinese legal system by providing 
access to American legal experts and expertise. USIA's two programs with US Supreme Court 
Justice Anthony Kennedy supplemented extensive support from the Fulbright and International 
Visitor programs. Other efforts include publication of American legal texts by the China Book 
Translation Program, and grants for legal exchange projects with the National Committee on US­
China relations, the Asia Foundation, and the Committee for Legal Education Exchange with China. 
In· 1995, an American law professor completed two terms as "legal professional in residence" with 
the People's Supreme Court of China. 

In Africa, USIA assisted numerous African governments in drafting new constitutions. The 
constitutions of Namibia, Uganda and South Africa reflect this influence. Simultaneously, US 
constitutional experts conducted seminars on constitutional law, and African members of 
constitutional commissions have visited the US to study government. Speakers from the American 
Bar Association, the Department of Justice, and other entities have participated in our Rule of Law 
Initiative. Through this program, judicial experts address five major themes: court administration, 
training jurists, strengthening bar associations, civic education on constitutional rights, and women 
in the legal professions. 

In Vietnam, USIA initiated a Fulbright program which focuses exclusively on development of market 
economy institutions. Through the program, American lecturers travel to Vietnam, and over 100 
students have studied in the US. The one year-old USIS post in Hanoi has played a significant role 
in advancing US interests. For example, USIA, in cooperation with the Department of Commerce, 
recently reauited an American expert in commercial law who conducted workshops with Vietnamese 
lawyers and economic specialists engaged in drafting a commercial code for their country. USIS 
Hanoi has also provided press and public affairs support for efforts to resolve MIA/POW questions. 

USIA addresses human rights in Cuba largely through its Radio and Television Marti services. The 
Martis also ensure that the Cuban people receive accurate information about the United States, the 
world, and their own country. These efforts have included live coverage of Congressional hearings 
on the embargo, the sinking of the "13 de Marzo" boat, and the Helms-Burton bill, among others. 
Other key coverage has included President Clinton's direct Cuban Independence Day messages to 
the Cuban people, and State Department announcements on Cuba policy and the activities of US 
Envoy Stuart Eizenstadt. 

TV Marti continues to broadcast an expanded schedule, initiated during the 1994 Cuban rafter crisis. 
In addition, the Office of Cuba Broadcasting (OCB) began developing an~ implementing plans fqr"·: 
the congressionally-mandated conversion of TV Marti's broadcast system from its current VHF 
transmission to UHF transmission, in accordance with the 1996 Cuba Liberty and' Democratic 
Solidarity Act. Testing of the transmission system should begin in early 1997 . 
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On April 26, 1996, you signed into law the 1996 bmnibus Appropriations bill. This law included a 
provision mandating the relocation of Radio and TV Marti's headquarters from Washington, DC to 
South Florida OCB developed a four-phase plan to implement the relocation, with phases one and 
two to be completed by the end of 1996 and phases three and four by June of 1997. 

Corruption weakens social and political development throughout the world. USIA launched the first 
concerted effort to deal with this issue in Latin America in 1993 with a major anti-corruption 
conference in Quito. This initiative was followed up with a seven-part series of teleconferences on 
different aspects of corruption and two multi-hour teleconferences in 1994 and 1996 that linked 
countries throughout the region in discussing ways to combat corruption. USIS Brazil held a 
nationwide conference in 1995 on "Democracy, Effective Government and the Struggle Against 
Corruption.• USIS posts in Argentina, Peru, Costa Rica and elsewhere have sent dozens of lawyers, 
judges and public administrators to the United States on programs intended to improve the 
functioning of their justice systems. They have returned to their countries to launch major criminal 
investigations, le.ad judicial refonn efforts and launch innovative programs. In Argentina, for instance, 
an alumni of USIA's International Visitor program began a prosecutorial investigation into bribery 
case that led to the dismissal or resignation of several government officials; in Costa Rica, 
International Visitor alumni have established a program for alternative dispute resolution and a 
national ombudsman's office that defends citizens' rights. 

Promoting civil society and democracy through civic education has become a major pillar of USIA 
programming. USIA's widespread international civic education programs aid new and emerging 
democracies to move beyond building the structures of democracy to creating a true democratic 
culture. We have found great receptivity to this notion in classrooms and council chambers alike. 
With partner organizations including the European Union and the Council of Europe, the 
USIA-supported CIVITAS initiative is an agreed means for furthering political security through 
democratization in the US-EU Transatlantic Agenda of December 1995. 

USIA organized two international conferences on democracy and civic education. A June conference 
for Western and Eastern Europe and the NIS took place in Prague, and a heinispheric meeting was 
held in Buenos Aires in October 1996. Both brought together civic activists and education experts 
to discuss means to strengthen democratic values, civic participation and free market economies. The 
conferences focused attention on the need to develop a culture of citizenship and created a coalition 
of public figures, teachers, private sector representatives and NGO leaders committed to the idea of 
education for democracy. We are working with conference participants in implementing projects in 
individual countries that will develop the ideas discussed at the conferences. 

WOMEN'S ISSUES· 
USIA staff led the American press team during the United Nations Fourth World Conference on 
Women in Beijing and provided full and effective public affairs support to the official_ U.S. delegation 
and the Congressional· delegation.. In addition, we facilitated the exchange of infonnation between 
the official delegation, the NGO Forum participants and their members back home, USIA provided 
an Internet home page and distributed much needed written conference material to delegates and 
NGO Forum participants. Both Voice of America and WORLDNET provided extensive coverage 
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of the conference. Such Mandarin-language broadcasts were vital because Chinese news agencies 
did not cover major conference issues, including the First Lady's key-note speech. 

One of many USIA publications of use to women is "Finding Your Public Voice, A Media 
Guidebook for Women". Originally written for use at the Beijing Women Conference, this USIA 
booklet has become the basis of worldwide media workshops for women's organizations. Another 
publication, "A World View of Women: Social, Political, and Economic Attitudes" issued by our 
Office of Research and Media Reaction, is a special global report featuring attitudes from sixty-one 
countries. 

USIA issued a diversity charter and commissioned a Diversity Taskforce to seek and encourage 
participation in our activities by women, racial and ethnic minorities, the physically challenged, and 
those of low and moderate incomes. The agency found that it is sponsoring 66 single regional 
projects and one multi-regional project on women's issues; and that girls comprise six out of every 
ten Youth Exchange participants. The agency also encourages many individuals on its International 
Visitors programs to meet with members of the President's Interagency Council on Women. 

USIA has been and still is working closely with the President's Interagency Council on Women. The 
Agency helped plan and organiz.e the Council's September 28, 1996 "The UN Women's Conference 
One Year Later" satellite conference. Also, we are working with the Department of Education on 
their "International Leadership Forum for Women with Disabilities Conference" set for June 16-20, 
1997. 

EXCHANGES 
USIA exchanges and training have been overhauled during the past four years in order to more 
effectively support Administration priorities and policy within dramatically changed international and 
domestic environments; In 1992, many of our cultural and educational programs still reflected the 
Cold War modality of large, sprawliitg, USG-centered programs which prospered in an East versus 
West mentality. Near complete is an historic transition and creation of a new paradigm that firmly 
establishes the relationship between government and the private sector as it effects foreign affairs. 
This new partnership recognizes the increased engagement by the American public and non­
governmental organizations in post-Cold War foreign policy - especially the expanding role of local, 
state and regional institutions in economic and cultural activities. With more players in the arena, 
USIA also has shifted from merely a provider of resources to become more of a catalyst that can 
successfully facilitate the targeted use of private or other public funds in the advancement of US 
foreign policy priorities. 

REINVENTION 

1be need for public diplomacy is a constant. The importance "of_public diplomacy, however, is ever 
expanding as countries and publics continue to become interc0nriected through innovative technology 
and communications. As the primary practitioner of public diplomacy in the US Government, USIA 
has a responsibility to utilize the newest and most creative approaches to public diplomacy at our 
disposal. We have done just that, through a combination of restructuring or dismantling obsolete 
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elements, aggressive outre.ach to relevant publics' and -- most importantly -- firmly positioning USIA 
on the information superhighway. 

BUREAU OF INFORMATION 
USIA's most comprehensive restructuring was the dissolution of the Bureau of Policy and Programs 
and the subsequent creation in 1993 of a new Bureau of Infonnation (I). Built in the true spirit of 
Reinventing Government, the I Bureau was created to take full advantage of the Information 
Revolution, as well as streamline and de-layer Agency operations. Taking a strategic approach, by 
creating a bureau 30% smaller than its predecessor, also avoided the havoc of an across-the-board 
three percent cut for the entire Agency. 

Approximately 200 positions were trimmed in the transition from the old to new bureau. It was the 
combined efforts of more than IOO employees., comprising USIA's Restructuring Partnership Team, 
that developed a blueprint for implementing the necessary reductions. Traditional hierarchical 
structures were replaced by a decentralized, team-b~ed. customer-oriented organization, reducing 
the labor-management ratio from 3: I to I I: I. Employees were made accountable and empowered 
to take risks, and produce ever more timely products and services. For example, the Agency 
discontinued the publication of its regular, glossy, print magazines and created "Electronic Journals," 
which are distnbuted to wider audiences via electronic means. The result is more timely and focused 
information about the US economy, society and policy, as well as issues of democracy and other 
global issues. In 1994, the Vice President awarded USIA a Hammer Award recognizing the Agency's 
leadership in reinvention with the creation of the Bureau oflnfonnation. 

RECONFIGURING OVERSEAS OFFICES 
Our overseas posts (USIS) are staffed by foreign service officers who serve as the spokespersons for 
US diplomatic missions and manage highly targeted programs of information and educational 
exchanges. Over the past two years, USIA has begun deploying field resources based on new global 
and regional realities in which economic "factors and the stability of fledgling democracies are 
increasingly at the forefront of US national security. USIA's overseas operations -- which provide 
the crucial human coMection with foreign publics -- have experienced a 14% cut in foreign service 
officer staffing and a I6% cut in foreign national staffing in fiscal year (FY) I 996 alone. Forced to 
abandon the principle of universal presence, USIA reduced its overseas operations after a rigorous 
analysis of each posts's contributions to US foreign policy. The process was a dynamic model for 
allocating resources which can adjust more easily to ever changing circumstances and exploits modem 
technologies wherever possible. 

CONSOLIDATION OF BROADCAST OPERA TIO NS 
The International Broadcasting Act of I 994 significantly changed America's global broadcasting. 
operations. The legislation consolidated - for the first time -- the responsibilities for all non-military 
USG international broadcasting, including USIA's Voice of America, Radio ~d TV Marti, and 
WORLDNET television, as well as the independent grantees of Radio Free Europe/Radio Liberty, 
and the new Radio Free Asia. 
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~ Consolidation has resulted in savings of over $400 million during the 1994-1997 period, including 
a 3 I% reduction in staff and the elimination of over 400 direct broadcast programming hours via 
short- or medium-wave transmitters. These cuts were not taken across the board, however. Taking 
into account the end of a bipolar world and an increase in regionaJ conflicts and terrorism. we 
increased broadcasting and opened new relay stations in Asia, the Middle East, and Afiica, while 
closing stations in Europe. All engineering and technical operations of VOA and Radio Free 
Europe/Radio Liberty also have been integrated. Overlapping programs in the same language have 
been eliminated, while each operation's program strengths have been retained. New relationships 
with affiliate stations and cable networks have increased listenership and reduced costs. 

TECHNOLOGY 
Technology will play a vital role in keeping the United States in the forefront of international 
conununications. USIA's strategic plan envisions the creation of a two-way, high-speed worldwide 
digital infonnation platfonn that will serve all agency divisions in the 21st century. In the. interim. 
innovative use of the Internet has expanded USIA's reach overseas. Our award-winning sites on the 
World Wide Web, new electronic journals, and database search capabilities offer people in a growing 
number of countries the latest infonnation about the United States. Also in the late stages of 
development is USIA's Digital Library, which will be a hybrid CD-ROM product containing archival 
and current infonnation supporting USIA mission objectives. Long-standing USIA products, such 
as the daily wire service of key documents and background articles, are posted on the Internet almost 
hourly. Wide-ranging infonnation technologies are used across the Agency to perfonn traditional 
program functions more economically - and often more quickly. 

CUSTOMER SER VICE 
Audiences seived by USIA products range from foreign publics, opinion makers and government 
contacts, to USG officials in Washington and embassies overseas, to interested non-governmental or 
private entities within the US. As such, how we better serve our audience depends on the purpose 
behind the product, as well as which sector requires additional outreach. 

As an authorized processor of visas for exchange and training opportunities in the United States, 
USIA has just inaugurated a new 24-hour telephone customer service line. Updated daily, the 
automated service provides status reports on individual visa applications, and frees Agency lawyers 
to concentrate on processing requests -- thus expediting the handling time for each case. 

USIA also holds a unique position in the USG as the official pollster and analyst of media reaction 
from around the world. During the past four years, inter-agency distribution of USIA's media 
reaction Early Report has increased more than four-fold -- thanks in part to expanded e-mail delivery 
and redesigned reports -while distribution of the Daily Digest (also media reaction) has more than 
tripled to reach over 1000 readers. Readership of USIA public opinion results has also grown from 
a handful of State Department officials to nearly 150 foreign policy experts and nearly all USIS posts. 
All these documents are also available to readers on the Internet. 

' 
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PARTNERSHIPS 
Agency elements in Washington and overseas have stepped up efforts to leverage shrinking resources 
with private sector support to maintain the high quality of our programs and exchanges. Major 
American corporations, such as Anheuser-Busch and Coca-Cola have become underwriters for 
USIA-sponsored cross-rultural events. Warner Music has sponsored the world tour of the acclaimed 
Afiican-Arnerican photo exhibit called "Songs of My People." 

The US Government's flagship educational exchange initiative, the J. William Fulbright Program, 
celebrated its 50th Anniversary in 1996. More than 120 celebratory events were held around the 
world, in addition to events at 70 US coUeges and universities. With its solid foundation in binational 
commissions, the Fulbright Program has been a model for the expansion of partnership opportunities. 
For example, executive directors from more than 50 nations with Fulbright binational commissions 
were mobilized in past years to support USIA's intensified efforts to seek cost-sharing with host 
governments and the private sector. Non-USIA funding of the Fulbright Program has increased to 
a level of 41°/o; well near our goal of parity. In fact, 14 countries now shoulder a larger share of the 
cost of the binational Fulbright Program than the United States. 

In an effort to expand their reach and increase the quality of programming, USIA broadcast elements 
als0 have embraced partnership with the private sector, as well as other USG agencies. Since 1993, 
the Voice of America has launched joint programs with - among others -- the Disney Corporation 
and the Smithsonian Institution. WORLDNET is working with the Department of Education. 
Immigration and Naturalization Service, five state governments, and a private television production 
house to bring to the world a new series of dramas designed to teach English. 

Internally, where USIA employees are considered the custemoer, a major change has taken place with 
a shift to a more·coUaborative approach to the decision-making process. Customers, among many 
others, have become involved in developing policies and implementation strategies for everything 
from family friendly policies (e.g. telecommuting, flexible workplace, job sharing, etc.) to the 
Agency's strategic and perfonnance management plans. The quality, creativeness, and innovation of 
this collaborative decision process has been a great asset for the Agency in achieving "change". 

EQUAL El\fl>LOYMENT OPPORTUNITY 
One of the first actions taken by me after arriving at the agency was to elevate the Office of Civil 
Rights into an independent agency element. The office has now implemented a I 0-point plan to 
ensure steady progress toward increasing diversity in our work force. The plan articulates the 
personal acc,ountabilify of managers and supervisors for achievements in equal opportunity, and 
includes specific affinnative action objectives in annual perfonnance evaluations. It institutes a 
mentoring program, and underlines the importance of family friendly policies. The Office of Civil 
Rights provides an advisory, r~ferral and counseling service; conducts diversity, sensitivity and 
communication skills training for all Agency managers and supervisors; and requires open briefings 
after each promotion cycle to report on the impressions of the promotion panels and answer questions 
from employees, while being careful to maintain employee privacy. 
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/ LOOKING AHEAD · ON THE THRESHOLD OF A SECOND TERM 

It seems clear that the arena of international relations will continue to be shaped by the changing 
dynamics of communication technology, global economic trends, and domestic concerns of publics 
in nations around the world. On the one hand, the transformations wrought by the information and 
communications revolution will be as profound in their consequences as was the Industrial Revolution 
of the last century. On the other, nations and peoples around the world will still be contending with 
the many far-reaching consequences of the end of the Cold War. There will be continued growth in 
democratic practices and a marked shift in power to individuals and publics and away from centralized 
government authority. These phenomena have presented American leadership with new challenges 
and forced upon all of us a reassessment of the way in which we engage the world. 

The world also will be a more varied and fragmented place as peoples and governments go their own 
individual and idiosyncratic ways, as cultural. political and ethnic disputes long suppressed or masked 
by the Cold War come to the fore. Now that the nations of the world are no longer arrayed along 
one great ideological divide, many more and different voices will be heard. It will be a world where 
America will need to cooperate as well as lead; listen.as well as speak. We will have to be acutely 
aware of other people's values and beliefs while always ensuring that they know and understand ours. 
Our policies will have to be more complex and informed. We will need to engage to a much greater 
extent the talents and resources of our own society and citizens. 

Whenever trouble erupts around the world. USIA will support US national security interests with all 
of the instruments of public diplomacy-rapid information dissemination, promotion of Administration 
policies, influencing of key foreign publics, marshaling of allied and multilateral support, opposition 
to hate broadcasting, assessments of public opinion. 

USIA will advance American prosperity and economic strength through the promotion of trade and 
open markets, the defense of intellectual property rights, and the spread of information about the 
fundamentals of free and open economic systems. 

America's fight against international crime, terrorism, illegal narcotics, degradation of the 
environment and the proliferation of weapons of mass destruction will be increasingly aided by 
focused and sophisticated public diplomacy efforts. 

Our field posts and bureaus will continue to be in the forefront of partnership with the private sector. 
Not only will we benefit from the private sector's experience and expertise but we will increase our 
ability to leverage shrinking federal dollars. 

We will expand the scope of our major initiative in the field of civic education, one that strengthens 
the foundation of democratic institutions. In war-shattered Bosnia, for example, our Civic Education 
project provides an opportunity for citizens of all political persuasions and all ethnic backgrounds to 
come together and make common cause. This program has introduced· a civics curriculum into· 

,- Bosnian schools as a way to increase ethnic tolerance among Bosnia's future leaders. 
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Creative, cost-effective new programs in Russia and the NIS will continue to bring together 
representatives of those societies crucial to the long-tenn development of democratic institutions and 
free markets with Americans and American organizations and businesses who have relevant 
experience and expertise. 

We will expand on our ground-breaking work in pre- and post-Apartheid South Africa, including 
through the Gore-Mbek.i Commission, to help forge a new US-South- African relationship. 

USIA is around the world on the Internet and has established its first posts in cyberspace. We will 
continue to lead the foreign affairs community in innovative use of new communications and 
information technology to support US national interests around the world. 

The International Broadcasting Bureau will continue to pioneer creative means to provide information 
about the United States to the world. The importance of the Voice of America's role in providing 
infonnation to denied areas and in supporting US efforts to bring peace to troubled areas of the world 
will be undiminished. 

In Asia. USIA' s broadcasting will be joined by the programs of Radio Free Asia as new language 
services are brought on line to provide people living in information-controlled societies with accurate, 
objective news and information. 

We also will contribute to a new direction in US-Chinese relations through diverse but focused 
exchanges and other programs which engage Chinese individuals and organizations with their 
American counterparts. 

I am proud ofUSIA's record of achievement and responsiveness in serving the US national interest. 
I firmly believe that the Agency is weU"positioned to address the foreign policy challenges of the 21 st 
century. It is an agency that promotes American values and gives the highest priority to citizen 
engagement at a time when the world needs values and engaged citizens more than ever. 
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December 6, 1996 

General Services Administration 
Washington, DC 20405 

Attached, GSA's report on the accomplishments of the first four 
years and a preview of our goals for the next four. 

Please note that the detailed specifics ·of the first "·four· years are 
· included in a a separate package. 

Please let us know if you need further information. 

Dave Barram 



Tl1e Ge11eral Services Ad1ninisiratio1i 

This is not your fa th er 's GSA 

We are not your daughter's GSA yet. either. 
But, we are getting closer to what we should be as 

this decade comes to an end. 

AS WE END 1996, WE LOOK LIKE THIS 

Federal Supply Service 
FSS 

Office of Governmentwide 
Policy 
OGP 

Public Buildings Service 
PBS 

Federal Telecommunications 
Service 
f TS 
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First a little recelll history . ~ . '-_. " · . 

REINVENTING GSA: 1993-1996 

• Downsizing 
from 20.248 to 14,477 employees 

• Becoming a revenue-based organization 
98.5% of $13 billion budget is rtimbunable 
only $155 million in approprialed /Ulllb 
contracring out for over 89% of goodJ and services 

CHANGING THE WAY WE DO BUSINESS 

• Opening GSA to private sector competition 
adopting a nuJrlcet orientation and a marketing theme: Can't Beat GSA 
delegaling leasing authority: Can't Beat GSA Leasing, October 1996 
negotialing IM best prices availabk-saving over $2.5 billion in FY 1996 

• Eliminating excess regulation, paperwork, supervision through new laws 
JFMIP travel rt/orm saves $785 million a year. and eliminaus 1930s-era 

long-distance call cenijica1ion 
ITMRA creates C/Os, makes local telecommunications nonmandatory 
Federal Acquisition Reform Act (FARA) streamlines procurement processes 

• Analyzing GSA's 16 business lines 
Federal Operations Review Model (FORM) analysis conducted 1994-95 
benchmarked against tM privale sector, GSA is good to excellent 

• Innovating through 15 Reinvention Laboratories 
technical innova1ions ->GSA Advantage!TM 
new rtal estale practiCes ->Can't Beat GSA Leasing, GORE auctions 
environmental efficiencies-> "smart" Federal Building in San Francisco 
improved Federal procurtment -> FAST program 

AMPLIFYING THE ADMINISTRATION'S MESSAGE 

• Reinvigorating American cities: Executive Orders 12072 and 13006 
locating FederaJ agencies dowlllOWfl 

public-pri\IQ.le partnuships: 1114 Good Neighbor program. September 1996 
• Supporting public education 

donaling surplus computen to schools 
• Providing family-friendly workplaces 

thrte new quality child care centen bring total to 105 Federally-managed 
4Q agencies participale in Tekcommuting program 

• Supporting small and disadvantaged business 
small. women-owned and minority-owned businesses get 47% of GSA contract obliga1ions 

• Protecting the environment 
recycling saves millions of dollars in landfill costs and recovend mazerials 
GSA 's recycud paper costs less than "virgin" paper ' 
GSA fllJIMd Energy Organiza1ion of th4 Year for conserva1ion efforts · 



. -

Each part of GS.A is read..v for 1997 · 

FEDERAL SUPPLY SERVICE (FSS) 

Our second.largest departmentbelps get $27 billion of supplies from commercial vendon to Federal agencies. 

ll focuses on providing its customers with a wide selection of goods and services. at low cost and with quick delivery -
al best value. if you will. 

FSS is. and behaves like, a provider of choice. FSS people know that they must be good to get business and siay in 
business. 

FEDERAL TELECOMMUNICATIONS SERVICE (FTS) 

Our smallest service Is managlna telecommunications - the most complicated activity In American commerce. 

It is complicated for at least six reasons: ( 1) the new telecommunications bill forever changed the rules; (2) the Federal 
Government will be the largest customer of telecommunications; (3) State and local governments will almost certainly 
piggyback on the Federal contracts; (4) the private sector providers are in a major merger/alliance frenzy; (5) the 
underlying technology is changing about as fast as companies can create products (services); and (6) because all of our 
customers (federal agencies) expect the lowest cost and most outstanding service. 

And, one more reason. We want agencies to make their own choices. We all need to balance that freedom with the cost 
and service benefits we can leverage from the huge volume of the combined Federal demand. 

PUBLIC BUILDINGS SERVICE (PBS) 

Our largest service has awakened, as a sleeplng gian'9 to drive itself. toward a provider-of-choke world. 

In 1996, our 700 leasing professionals and 1800 building alterations professionals experienced a conversion. They 
became providers of choice. good eoougb to win the business and confident eoougb to let their customers choose them. 
By doing that with the largest part of PBS, we have cast the die. There is no turning back. Very soon, the rest of PBS 
will have enthusiastically accepted the ocw style-we're good and we wanl you 10 choose iu to do your rtal estau. 

OFFICE OF GOVERNMENTWIDE POLICY (OGP) 

And we are clear about the value of our Otlke of Govemmentwide Policy. 

As 1996 ends, we are getting our sea legs about bow to connect agencies across the government in smart and productive·· 
ways in order to develop Govemmentwide policies and bring exciting oew ideas into being . 



At GSA~ we face tile f11t11re-conjide11t a11d ready 

CHANGING GSA'S CULTURE TO WORK BETTER AND COST LESS 

GSA is in the midst of a revolutionary change in our culture. We are moving from the old style of regulate/avoid mis­
.talc.eS/mainiain conuol to a new style that thrills customers/talc.cs risks/encourages individuals to make decisions. 

We will complete the evolution of PBS to a full provider of choice. Our Office of Governmentwide Policy will become 
the caialyst for innovative and productivity-enhancing cross-Government programs in areas like sman cards. the 
expansion of elccuonic commerce aod the move toward the paperless Government FSS and FTS will continue to show 
how Government entities can "work better and cost less." 

By the end of 1997. GSA will be working as one team dedicated to our customers and to leading the whole Federal 
Government 

PROVIDING THE WORK ENVIRONMENT OF THE FUTURE 

Just as the railroads should have seen themselves in the uansportation business rather than the railroad business. we need 
to sec ourselves in the business of providing the most effective, innovative, and productive work environments for 
Federal employees. 

We will make our customers' relationships with us easy and efficient. exciting and inviting. We will provide the best 
value our customers can get anywhere. And. we will show them the best way to vault into the kind of work environment 
they need to accomplish their unique missions while delivering on the Administration's promise to the taxpayers that 
Government will work better and cost less. 

We will lead the evolution to a time when 30-60% of Federal employees' work time will be spent away from the office. 
The work space will change and the tools and technology used will change to make it work. GSA will be the guide. 

We will ba.w our culture and our business operations on five driving notions: 

1. Speed 

2. Partnenhlps 
with agencies, vendors, courts, dowruowru, historic ceruers 

3. Best value 
low product cost, prompt delivery, cwtomized producu 

4. Innovation 
prototype new environmerus at GSA, anticipau cwtomers' needs, 
deliver tomorrow's rtqwirtments today 

5. Leam1nc 
cwtomers, swppliers, owr own skills 

Can't Beat GSA Results 



GSA ACCOMPLISHM.ENTS: 1993-1996 

The First Four Years in Review 

GSA has effected a fundamental change in the way it does business. moving from a 
process-oriented shop to a market-driven agency. This dramatic shift in the way GSA 
does business is the result of the mandate from the Clinton administration to downsize 
and become a fully competitive, r_evenue-based organization. The agency has met 
both objectives. 

Today's GSA employs the smallest workforce in the agency's history. Since 1993, GSA 
has streamlined its workforce through buyouts and attrition from 20,248 employees to 
an all-time low of 14,477 by January 3, 1997·. This smaller staff is strongly focused on 
customer service, contracting with the private sector when necessary to accomplish its 
mission quickly, intelligently and within budget. The agency has been such a leader in 
cutting red tape and reducing operating costs that it has been call the "bellwether" 
agency for reinventing Government by the Washington Post. 

At the same time, GSA has moved to a revenue-based organization. IN FY 1996, over 
98% of GSA's $13 billion budget came from reimbursable funding, with the Federal 
agencies that do business with GSA paying the agency directly for services delivered. 
The agency received only $155 million in Congressionally appropriated funds. 

Given the 98.5 to 1.5 split between customer-generated revenue and Congressional 
appropriations, it has become increasingly clear to GSA leadership that the agency 
must find ways to thrill its customers. Simply making them happy will no longer do. 

Changing the Way We Do Business 

Market-oriented practices were put in place with the opening of GSA to competition 
from the private sector. FSS began the trend in the late 1980s. PBS has continued by 
delegating its leasing authority to agencies, which may choose between GSA and 
commercial brokers for leasing services. The only significant GSA service that is still 
mandatory is FTS2000 long-distance telephone service. Despite limited competition, 
FTS2000 provides the most cost-effective long-distance service available, as reported 
to Congress by the General Accounting Office and FTS. FTS expects to provide non­
mandatory local phone service in the near future. 

In FY 1996, the agency developed a marketing theme - Can't Beat GSA Results. 
Each of the services carries the banner. for their individual programs, i.e., Can't Beat 
GSA Leasing, Can't Beat GSA Space Alterations, Can't Beat GSA Advantage!, and 
Can't Beat GSA Customer Service. The theme is at once an internal c'1allenge for 
employees and an external promise of excellence for our customers. 

1 



Finally, one of the most innovative steps taken by GSA in FY 1996 was the separation 
of its Govemmentwide policymaking functions from service delivery. The Office of 
Govemmentwide Policy (OGP) brings together individuals from affected agencies to 
help write the Go~emment policies their agencies must follow. With OGP's leadership, 
they look for cost-effective ways to deliver services. while reducing regulations and 
empowering employees. 

OGP is also taking the lead in enhancing electronic commerce in the Federal 
Government. providing continuity and a focus of activity for Government card services. 
electronic benefits services, and technological developments related to electronic 
commerce. 

GSA's Impact on Worklife and the Community 

While GSA has changed its culture in the last four years to become increasingly 
flexible and customer-focused, it has not lost sight of its mission to provide the most 
effective, productive work environments for Federal employees and its responsibility to 
amplify the Clinton adminitration's policies. The following specific programs support 
both mission and policies: 

Locating Federal Agencies Downtown. Supporting Executive Orders 12072 and 
13006, GSA is actively promoting the revitalization of urban downtown areas by 
exercising its infh . .(ence and authority to locate Federal agencies in Central Business 
Areas, particularly in historic buildings and districts. GSA has been creative in forging 
partnerships with City governments and other local.interests, realizing.early successes 
in cities like New Haven, CT, Detroit, Ml, and Portland, OR. 

GSA's Good Neighbor program supports public-private partnerships. Launched 
in September 1996, the Good Neighb·or program, a new public-private partnership with 
urban downtown associations, allows GSA to pay for services provided, when asked by 
local organizations, and enhances the business.community's efforts to maintain the 
vitality of America's cities. It is one of the agency's most successful initiatives and 
more than 20 cities have requested agreements to date. 

Donating Surplus Computers to Schools. Under the Administration's Computers-to­
Schools initiative, Executive Order 13999, GSA donates its surplus computer 
equipment to schools and educational systems in Empowerment Zones and Enterprise 
Communities. In FY 1996, GSA made donations to schools in Tacoma, Boston, 
Chicago, Philadelphia and the District of Columbia, and helped transfer excess 
equipment from other agencies to needy school systems across the country. 

Providing 24-Hour On-Call Emergency Assistance. GSA often plays an important 
role when natural disasters or other emergencies call· for a.Federal presence ... It 
provides supplies, equipment, space and contracting services for relief ~perations 
related to natural disasters or military actions around the world. In FY 1996, GSA 
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In September 1996, GSA's prices for recycled copier paper dropped to five cents a 
carton less than ''virginn paper. reversing the price trend and providing added 
incentives to use recycled paper. Use of recycled paper will mean additional cost 
savings for Federal agencies, which spend $63 million per year on copier paper 
through GSA. If all of it were made with recycled fibers, the five-cent-per-carton 
savings would total $1.3 million. 

Federal Building Security. In the wake of the bombing of the Alfred P. Murrah 
Federal Building in Oklahoma City on April 19, 1995, GSA conducted a nationwide 
security review that recommended the implementation of 8, 334 new security measures 
1n all Federal buildings. GSA is spending more than $240 million on security 
measures such as closed circuit television, metal detectors and X-ray machines, and 
barriers to keep vehicles away from high-risk buildings. It is also hiring hundreds of 
new officers for the Federal Protective Service. 

Child Care. GSA opened three child care centers in FY 1996, bringing the total to 105 
quality child care centers in Federal office buildings. GSA-managed child care centers, 
which currently serve more than 6,500 children, are available to Federal employees 
and others in the community. Our goal is to have each center professionally accredited 
by the National Association for the Education of Young Children. In FY 1996, 54 of the 
105 centers were accredited, with the remaining centers expected to gain accreditation 
within two years. This 51 % accreditation rate far exceeds the national statistics that 
show fewer than 5% of all child care centers are accredited. 

Telecommuting. GSA has established 15 telecommuting centers nationwide to make 
1t easier for Federal employees to do their work despite weather, natural disasters or 
exceptionally long commutes. These centers are open seven days a week, 24 hours a 
day. In FY 1996, they were used by 40 Federal agencies. The seven pilot centers 
operating in Mary!and and Virginia will grow to 18-20 in FY 1997, as the number of 
agencies participating in telecommuting grows to 48. 

Employee Resource Center. The GSA Employee Resource Center provides training 
and outplacement support to Federal employees. Its resources are used by GSA 
employees and those of other Federal agencies. In the December 1995 issue of 
Government Executive magazine, the Center was recognized as a model resource 
center in an environment of Federal downsizing. 

Consumer Information Center (CIC). Widely known for its Pueblo, CO, mailing 
address, the CIC distributed 7 million publications in FY 1996. The Center's free 
quarterly catalog iists 200 free or low-cost publications on health, food, money 
management, Federal benefits, housing, the environment, travel, cars, and education. 
The CIC also maintains an Internet site and electronic bulletin board containing not 
only the catalog, but also full texts of popular publications and other information of 
interest to consumers. Together, these electronic sites were accessed 2.4 million times · 
during the year. 
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SOCIAL SECURITY 
Office ot the Commiss1ont:r 

Memorandum for the Honorable Leon Panetta 

From: Shirley S. Chater~S:~ 
Commissioner of So~l-S;c~ty 

SUBJECT: Social Security Issues, 1997-2000 

I believe the attached Accomplishments Report is a strong 
document, depicting strong leadership that has resulted· in 
significant achievements over the past four years. It is a 
record of which we all can be justifiably proud. 

You also asked that I outline what I believe to be the major 
challenges facing Social Security during the next four years. 
They can be briefly categorized in two areas: policy issues and 
workload issues. 

Both categories have a common touchstone: quality customer 
service to the American people. SSA is among the most visible of 
Federal government agencies, with more than 1,600 sites across 
the country. For many Americans, SSA employees are the Federal 
government officials with.whom they.are most likely to personally 
interact in their lifetimes as they apply for Social· security 
numbers, request earnings statements or file for retirement, 
survivors or disability benefits •. The.public-thinks of.these. 
experiences as they make personal evaluations of the efficiency 
and effectiveness of the Federal government. 

The Social Security program is the most successful of all 
domestic federal government programs. It is also among the 
largest, affecting virtually all Americans--more than 142 million 
workers who pay into the system and more than 43 million 
beneficiaries who receive monthly benefit payments. 

Our commitment to quality customer service at SSA also has meant 
·assuring people that faith in the future of.this.progr.am is 
justified. The huge demographic shifts that the country will 
face when the large generation of baby boomers begin to retire in 
2010 will test our ability to maintain publicfaithinthe future 
of the Social Security program and is paramount amang our policy 
issues. 

SOCIAL SECURITY ADMINISTRATION WASHINGTON DC 20254 



Social Security Issues, 1997-2000 

POLICY ISSUES 

-- Lonq-Term Solvency: The release of the Advisory council 
Report on Social Security's solvency is expected soon. The 
Social Security Board of Trustees, which is comprised of members 
of the President's cabinet and two public members, estimates that 
the trust funds are solvent through 2029. But the large cohort 
(76 million) of baby boom generation retirements looms ahead, 
beginning in about 2010. This will create financing problems in 
about 33 years. As a result, significant policy questions are 
being raised relating to privatization, means testing, raising 
the retirement age, and adjustments to the Consumer Price Index, 
among others. During the campaign, the President spoke of his 
preference for establishing a bipartisan commission to address 
both Social Security and Medicare issues. Media attention to 
solvency issues can be expected to intensify, and legislative 
proposals on Medicare and Social Security are likely to be 
advanced. Throughout the country, two observations are evident: 
a great deal of misinformation exists about the Social Security 
program, and little consensus has developed about what should be 
done to solve the long-term financing problem. As a result, the 
President may find it difficult to establish a bipartisan 
framework that can bring forth a political consensus on this 
complex and exceedingly sensitive subject in the near term. 
Clearly, however, if decisions are made sooner rather than later, 
the less difficult the choices will be. That is the fundamental 
challenge facing the President, and will be a significant issue 
throughout the President's second term. 

-- Public Education Campaiqn: SSA has inaugurated a national 
public education campaign as a foundation for further public 
discussion of topical Social Security issues, such as long-term 
solvency. The goal is to expand the number of people who have an 
accurate, working knowledge of the program. The agency's multi­
media campaign has to date focused on basic facts about Social 
Security, with particular emphasis on the family aspects of the 
program, particularly survivors and disability protection. This 
ongoing campaign will now shift its focus to providing the public 
with a deeper understanding of both financial and social 
principles on which Social Security has been built. For some 
time, media attention has been focused on the program's long-term 
solvency. Concern about this issue is, of course, the principal 
reason for the public's declining public confidence in Social 
Security.·· The Advisory council report will increase media 
attention about privatization proposals--and public anxiety about 
Social Security's future. As these proposals enter the public 
debate, it is important that people have sufficient information 
to place such proposals in a meaningful context. ~SA will 
therefore seek to provide objective criteria against which 
proposals may be evaluated. 
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-- Growth in the Disability Rolls: The Social Security 
disability insurance (DI) and SSI disability programs have 
experienced significant growth (approximately 65 percent) over 
the past 10 years. As a result, program costs have escalated 
drastically, from approximately $28 billion a decade ago to 
approximately $66 billion last year. Program growth has 
contributed to escalating costs in the Medicare and Medicaid 
programs as well (due to automatic eligibility for these benefits 
when. DI or SSI benefits are provided). SSA's Listings of 
Impairments (our regulations that govern conditions of 
eligibility) are revised periodically, and the two listings 
governing areas of greatest growth (mental and musculoskeletal) 
are scheduled for revision over the next few years. As SSA 
begins to revise the listings, it is likely the subject will 
generate a great deal of controversy. In addition, given recent 
GAO and CBO attention to this area, Congress is likely to examine 
these programs in greater detail, culminating in a number of 
legislative proposals. 

-- Disability Redesiqn: Disability claim workloads now consume 
more than 50 percent of agency resources. The effort to redesign 
the disability determination process is critical to SSA's long­
term ability to meet workload demands. The agency's goal is a 
simplified, more efficient, less labor-intensive process, taking 
a system designed for the 1950s and replacing it with one equal 
to the challenges of the 21st century. The disability redesign 
project is a long-term initiative expected to run through 2001. A 
number of regulations will be developed to address certain policy 
issues, and legislation will probably be needed to address such 
issues as medical evidence requirements and requirements for 
Federal review of state determinations. Redesign will likely 
receive increasing attention, particularly by the House Ways and 
Means Committee, as changes to the current process are 
instituted. 

-- Return to Work: SSA has been studying ways to develop cost­
effective strategies to increase the number of disability 
beneficiaries who return to work. Very few Social Security 
disability beneficiaries ever leave the rolls to return to work. 
Our efforts focus on maximizing the employment potential of young 
people with disabilities. More and more young people are 
entering the disability program rolls with the result that many 
will face a life of dependency. The agency is working with a 
broad array of stakeholders, other Federal agencies and experts 
to develop effective "return to work" strategies. GAO has also 
become increasingly interested in "return to work" initiatives 
over the last 18 months, benchmarking our success in returning 
disabled individuals to the workforce against efforts of other 
countries. Agency initiatives, together with wider public 
attention about "return to work" issues, are likel~ .. to .generate -· 
new legislative proposals by both the Administration and 
Congress. 
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-- social Security Number: The Social Security number (SSN) is 
used by SSA to record earnings covered by Social Security and/or 
Medicare and to process and pay claims for Social Security and 
SSI benefits. But in today's society, the SSN is rapidly 
becoming a universal identifier. Countless other organizations, 
both public and private, also use the SSN for identification and 
administrative purposes. For example, beginning with the 1995 tax 
year, all dependents claimed on a Federal tax return must have an 
SSN. Credit card companies routinely use the SSN as an 
identifier. The Welfare Reform legislation established a pilot 
project in which SSA must develop a prototype of a counterfeit­
resistant Social Security card that is durable and provides 
individuals with reliable proof of citizenship or legal resident 
alien status. SSA is also required to report on the workload 
implications of issuing a counterfeit-resistant Social Security 
card for all individuals over a 3-, 5-, and 10-year period. The 
report and facsimile of a prototype card are to be submitted to 
Congress in July 1997. SSA intends to look at some of the 
broader issues of the number's use as well. Personal privacy and 
security issues can be expected to surface in both Congress and 
the media as a result of this study. 

-- Electronic Service Delivery: SSA has assumed a leadership 
role among Federal agencies in offering electronic service 
options to our customers. In addition to reaching Americans who 
are computer literate, outreach efforts have been made to public 
libraries and community associations, as well as corporations. 
In 1997, SSA plans to test transmission of Social Security 
business over the Internet, such as requests for the Personal 
Earnings and Benefit Estimate Statement (PEBES) . SSA also plans 
a demonstration project in which small employers can report 
employee wage information over the Internet. Issues raised by 
this customer service delivery effort include customer privacy 
and authentication, and the legal questions about electronic 
signatures. 

-- Praud and Abuse: In a program which provides cash benefit 
payments totalling more than $360 billion a year to about 49 
million Social Security and SSI beneficiaries, the possibility of 
fraud exists. Under the Independent Agency legislation, the 
agency's Inspector General's office was created. The agency is 
committed to significantly increasing its investigative capacity, 
and has taken steps over the past year to begin that process. In 
addition, agency plans call for intensifying current efforts in 
border fraud, SSI fraud, disability program fraud and SSN fraud. 
SSA will soon be using a newly legislated tool for fighting 
fraud--imposing civil monetary penalties. Increased media 
attention to our investigations can be expected, and it is likely 
that a number of legislative initiatives will be p~oposed by SSA . 
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-- Official Union Time: Under a law which has been in 
existence for more than 20 years, SSA pays the salaries of 
employees who participate in official union activities. 
Activities include bargaining and grievance procedures, but do 
not include membership solicitation and partisan political 
activities. Currently, about 145 employees out of a workforce of 
65,000 perform full-time union duties. Last year Congressional 
hearings about federal employee unions focused on SSA and AFGE. 
Legislation prohibiting payment for union activities from the 
Trust Fund passed the House last year, but was deleted·· in the· 
Senate. The issue is likely to surface in 1997. 

WORKLOAD ISSUES 

-- Disability Workloads: The Social Security disability 
program pays benefits to more than 4.2 million disabled workers 
and to 1.6 million dependents; the SSI program pays benefits to 
5.1 million disabled individuals. In recent years, SSA has 
experienced unprecedented increases in both Social Security and 
SSI disability workloads. In addition to the approximately 3.5 
million disability claims filed in FY 1995, appeals workloads, 
which are largely generated from disability claims, have grown 
significantly. In FY 1996, about 550,000 hearing requests were 
filed, nearly a 70 percent increase since 1991, and a 140 percent 
increase over levels a decade ago. By 2001, the number of 
disability claims and hearings filed annually are projected to be 
between 5 and 10 percent higher than they are now. One measure 
of agency efficiency in processing disability claims is the 
ability to pay or deny initial claims in a timely fashion·. The_ 
agency's goal has been to take action on disability claims within 
60 days of filing date. Currently, SSA meets this standard in 
about 50 percent of Social Security disability claims and-in 
about 27 percent of SSI disability claims. In FY 1997, SSA has 
set goals of 55 percent and 30 percent, respectively. Further 
improvements in this or other efficiency measures will require a 
substantial commitment of resources, as well as success of the 
agency's disability redesign project (see earlier discussion of 
disability redesign in policy issues). 

-- Welfare Reform: Under Welfare Reform legislation passed 
earlier this year, two categories of SSI beneficiaries are 
affected. Children must meet a more stringent eligibility 

·standard to qualify for SSI, and many noncitizens will not be· 
eligible for SSI. Children who do not meet the new eligibility 
standard will lose benefits· by July 1, 1997, or the month after 
their case is reviewed (whichever is later)~ unless they appeal. 
It is estimated that SSA may review up to 300,000 cases over the 
next year. The welfare reform legislation also prohibits payment 
of SSI benefits to noncitizens except for certain, specific 



categories of noncitizens. Noncitizens who do not meet the new 
eligibility criteria will lose benefits by August 22, 1997, one 
year after welfare reform was enacted. It is estimated that SSA 
may redetermine approximately one million individual cases over 
the next year. Reviewing these cases represents a substantial 
workload for the agency in 1997. 

-- Druq Addicts and Alcoholics (DA,A) : Legislation enacted 
last year prohibits Social Security and SSI eligibility for 
individuals whose drug or alcohol addiction is the major reason 
for their disability. Approximately 200,000 beneficiaries are 
affected and were notified earlier this year. SSA has been 
reviewing cases of individuals who have requested a review. 
Approximately half of all 200,000 cases appealed, and CBO 
estimates that as many as 75 to 80 percent will return to the 
rolls under another disabling condition. For those not 
qualifying under another condition or who did not appeal their 
notice earlier this year, benefits are scheduled to terminate in 
January 1997. This will likely generate news stories, 
particularly in the early part of 1997. 
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-- Eliqibility Reviews: SSA expects to conduct about 700,000 
continuing disability reviews (CDRs) in FY 1997, a substantial 
increase from the more than 500,000 conducted in FY 1996 and the 
approximately 300,000 in FY 1995. CDRs are required to be 
conducted every 3 years, unless medical improvement is not 
expected. But this standard has not been met for some time now. 
After the 1980 legislation requiring mandatory periodic review of 
disability cases, the emphasis on CDRs resulted in an initial 
cessation rate for benefits of 40-50 percent between 1981-1983. 
Ensuing controversy resulted in an eventual moratorium on CDRs 
while new regulations were developed. With the start of the 
1990s, the agency experienced a surge in initial disability 
claims and resources formerly used for CDRs were diverted to 
initial claims. As a result, tremendous CDR backlogs grew and the 
agency now has approximately one million overdue CDR cases. The 
Administration pursued special funding last year which provides 
for SSA to conduct approximately one million CDRs per year. CDRs 
are an important pillar of program integrity. But the CDRs also 
represent a tremendous workload over the next four years. 
Congress also will watch closely SSA's efforts in this area, as 
will advocates who fear a return to the benefit cessation rates 
experienced in the early 1980s. For every 100 CDRs conducted, SSA 
estimates no more than six to ultimately result in a loss of 
benefit payments. 

-- Earninqs statements: By October 1999, the agency must begin 
sending an estimated 123 million Personal Earnings and Benefit 
Estimate statements (PEBES) to all eligible individuals age 25 
and older. These statements provide a report of.th~.life-long 
earnings record maintained by SSA on each worker covered by 
Social security, and an estimate of the worker's potential future 
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Social Security benefits. SSA began issuing first-time 
statements to individuals age 60 or older in FY 1995-­
approximately 7.1 million. The last fiscal year added about 5 
million individuals age 57-60. The rapid increase to 123 million 
statements will also generate "fallout" workloads of earnings 
corrections and related inquiries over the next four years. This 
program is important to public confidence and bolsters public 
awareness of what benefits the program provides. 

-- 800 NUmber: Every year, more and more people use SSA's 800 
number as their entry point for requesting services. Calls 
received by the SSA 800 number are expected to increase from 62 
million in FY 1995 to 78 million in FY 1997. In FY 1995, about 74 
percent of all callers were able to get through within 5 minutes; 
for FY 1997, SSA has established a goal of 95 percent. SSA began 
major changes in operation of the BOO-number system in January 
1996 and in the first nine months of the year reached a 5-minute 
access rate of 90 percent. The agency expects to devote 
considerable attention to this measure of public service in the 
years ahead. As the public's preference for teleservice 
continues to grow, the agency will have to further shift 
resources to this area if it is to maintain public service 
qua 1 i ty standards. · 

-- Technoloqy: Technology is the building block for SSA's 
efforts in continuing to provide world-class customer service, 
while at the same time coping with ever-increasing workloads. 
The agency maintains earnings records for more than 142 million 
wage earners and pays Social Security benefits to more than 43 
million individuals. Maintaining such vast amounts of data 
requires investments in state-of-the-art information technology. 
The single most important initiative on SSA's information 
technology agenda is the acquisition and installation of an 
Intelligent Workstation/Local Area ~etwork (IWS/LAN) 
infrastructure. This· initiative will provide front-line employees 
with computer tools necessary to do their jobs in the years 
ahead, speeding claims processing and improving overall telephone 
service. The President and Congress have provided SSA with $1.1 
billion over a five-year period to make these investments which 
are critical to workload challenges the agency faces. Budgetary 
support for continued automation investment funding is needed to 
provide ongoing capital support to the agency's technology 
infrastructure. This issue will be a central part of SSA's 
yearly budget and appropriations hearings on Capitol Hill over 
the next few years. 

-- Payment cyclinq: Since the first monthly Social Security 
benefits were paid in 1940, all program payments have been 
scheduled for the beginning of the month--usually the third of 
the month. SSA now pays more than 43 million Social Security 
beneficiaries each month. This has created tremendous workload 
"spikes." As part of SSA's reinventing government efforts, the 



agency proposes that it begin cycling payment dates for all new 
beneficiaries, but make no change for current beneficiaries. 
Payment cycling would help SSA "level" workloads and improve 
public service. Payment cycling would affect those .individuals 
filing applications after May 1, 1997 (the first payments would 
be made in June). While this change would not pose any 
substantial workload increases, the change could generate media 
attention if payment cycling is implemented in late spring of 
1997. 
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-- Mandatory Direct Deposit: Under legislation passed last 
year, all new Social Security and SSI benefit payments must now 
be made through direct deposit, unless recipients certify that 
they do not have a bank account. Current beneficiaries in both 
Social Security and the SSI program will be required to utilize 
direct deposit by January 1999, unless they meet an exception 
standard as specified in regulations to be issued by the 
Department of Treasury. This change has implications for a number 
of Federal agencies, particularly Treasury and SSA. Department 
of Treasury charges will be reduced from approximately 42 cents 
per check to 2 cents per direct deposit issuance. For SSA, about 
22 million beneficiaries will need to be converted to direct 
deposit. SSA will face a major challenge in communicating this 
requirement to the 22 million check recipients and in taking 
action to enroll them in the direct deposit program over the next 
two years. 

-- Immiqration Reform Leqislation: Legislation enacted last 
year requires that the Attorney General conduct several 
employment verification pilot projects in at least five of the 
seven states with the most undocumented workers. SSA's role in 
these pilot projects will be: to verify, within three working 
days, the SSN of prospective employees and whether the SSN 
presented is valid for employment. Legislation also requires the 
Department of Health and Human Services to establish a National 
Directory of New Hires to help collect child support enforcement 
judgements against parents who move out-of-state. As part of this 
initiative, SSA is required to verify the SSN, name and date of 
birth of everyone appearing in the national directory, along with 
the employer identification number. In addition, States are 
required to begin issuing more counterfeit-resistant birth 
certificates within three years of the establishment of standards 
for these birth certificates. SSA may be asked to establish that 
standard. Immigration issues can be expected to remain a high­
prof ile public policy concern in the next few years. 

-- "Year 200011 Project: The advent of the 21st century poses 
enormous challenges for the data processing community, both in 
the public and private sectors. The reason is that many computer 
programs store and use only the last two digits of ~a year and 
assume that the first two digits are 19. Problems arise when it 
becomes necessary to use dates in two different centuries. There 
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is no automated way to review software .for this problem and each 
"line" must be examined individually to see if a change is 
needed. At SSA, there are more than 30 million .lines of software 
now in use. Initial estimates indicated that tremendous staff 
resources, at an estimated cost of approximately $30 million, 
are needed to make software changes. SSA has been in the 
forefront of government organizations dealing with this issue, 
and at OMB's request the agency heads a Federal interagency 
committee on the "Year 2000" project. SSA expects to have all 
changes·made by January 1, 1999, a year ahead of the deadline. 
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Socia Security Ad 1 ·nistration: 
Major accomplishments under Shirley S. Chafer, 1993-1996 

T he Social Security Administration (SSA), with more than 1,600 sites across the country, 
administers one of the largest and most complex of federal government programs. Social 
Security provides social insurance coverage to more than 142 million workers and their 

families. The program pays retirement benefits to more than 30 million Americans, disability 
benefits to about 6 million disabled workers and their families, and survivors benefits to more 
than 7 million family members of deceased workers. SSA also administers the Supplemental 
Security Income (SSI) program, which provides benefits to approximately 6.5 million people 
who are aged, blind or disabled and who have little or no resources. 

In FY 1996, the Social Security and SSI programs paid a total of more than $360 billion in benefits 
to the American people. Under the leadership of Commissioner Shirley S. Chater, SSA has realized 
the following significant accomplishments in the administration of both of these programs. 

Leadership 
•Managed SSA's transition from the Department of Health and Human Services to an inde­
pendent agency; transition characterized as "seamless" and among best ever by the General 
Accounting Office 

•Represents agency at President's Cabinet meetings-first Commissioner of Social Security 
to regularly do so 

•Chairs interagency Customer Service Workgroup for President's Management Council 

•Serves as a member of the Social Security and Medicare Boards of Trustees 

•Secured significant increases in Congressional· funding for agency's administrative budget 
in an era of scarce resources, representing more than a 33 percent increase over four years 

•Established as agency's priority goals 1) world-class customer service delivery, 2) enhanced 
public confidence in Social Security, and 3) creation of a supportive work environment for 
employees 

•Created first agency Business Plan to guide agency priorities and business processes 

•Established Accountability Report to track financial and productivity measurements; 
Accountability Report recognized as a model document by the Office of Management 
and Budget 

•Established agency performance reporting standards years in advance of requirements under 
Government Performance and Results· Act 

•Instituted process to strengthen agency's policy office ' 

•Signed milestone partnership agreement with American Federation of Government Employees 



World-Class Customer Service 
SSA is dedicated to providing world-class service to all of the people it serves. Commissioner 

Chater has defined world-class service as that which is equal or superior to service provided 
anywhere in the public or private sectors. The following agency achievements support that goai: 

•Earned highest customer service ratings of either "good" or "very good" from three out of four 
survey respondents for employee knowledge, skills, courtesy, waiting times and overall service 

•Developed and posted customer service standards in all SSA offices across the country and 
began issuing reports to customers on SSA's performance in meeting those standards 

•Provided service to 9of10 customers within .. 10 minutes·of appointment in 19% · 

•Received highest overall rating for 800-number service among public and private organizations 
renowned for service (rating by Dalbar and Associates, an independent financial services firm) 

• Impro.ved responsiveness of agency's _800-number service by increasing the percentage of 
callers reaching an SSA representative within 5 minutes, on all but the busiest days, from 74 
percent in FY 1995 to 90 percent over the first 9 months of 1996 

•Established a toll-free telephone number to handle calls from 6.7 million employers nationwide 
to deal with wage reporting questions, and instituted new procedures to simplify wage report­
ing by employers through electronic means 

•Led effort to redesign disability determination process to improve both the timeliness and 
accuracy of disability decisions 

•Cut average processing times for initial disability cases for 3 consecutive years 

•Increased the number of disability hearings held from 357,000inFY1992 to 581,000 in FY 1996 

•Streamlined the disability hearing decision drafting process, reducing backlogs from 48-,000-in 
FY 1995 to 11,000 at the end of FY 1996 

•Piloted joint SSI outreach program to homeless veterans with Department of Veterans Affairs 

•Cut average processing time in half for Social Security number requests 

•Piloted "one-stop service," making it possible for individuals to apply for assistance from 
several government agencies/programs with a single interview and application form 

•Signed three new international Social Security agreements with Ireland, Luxembourg and 
Greece, and amended four earlier agreements to improve U.S. citizens' foreign benefit rights 

•Created agency Internet site; more than 500,000 people have visited the site during FY 1996, 
and the number grows at a rate of approximately 30 percent a month 
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Enhancing Public Confidence 
Public confidence in-and support of-Social Security are critical factors in maintaining the effi­

cacy of the program. While support for the program remains high, confidence is declining. SSA is 
working to enhance public confidence in Social Security. Under Commissioner Chater, SSA has: 

•Issued more than 7 million first-time Social Security benefit estimate statements to eligible 
individuals age 60 or older in 1995; in 1996, statements were sent to people age 57-59; and 
beginning in 1999, every worker age 25 and older will receive a statement each year 

•Developed educational program on Social Security for the American public, including national 
and local speaking engagements, meetings with editorial boards, and local radio and television 
appearances 

•Inaugurated national public information campaign specifically on the survivors and disability 
programs; public service announcements received $4 million worth of donated broadcast time 

•Produced and distributed more than 15,000 "Teacher's Kits" to secondary school teachers 
to explain basic facts/philosophy of Social Security; Teacher's Kits have been widely praised 
by educators 

•Provided research and analysis to quadrennial advisory council studying long-term financing 

•Provided technical support to Congress on Social Security solvency issues, disability program 
reform, and other issues 

•Strengthened outreach/information efforts to working women and divorced women 

•Conducted more than 500,000 case reviews during FY 1996 to ensure continuing eligibility 
for current disability program beneficiaries-4:he largest number of such case reviews in more 
than 10 years 

•Established a national task force on prevention of fraud and abuse and held SSA's first nati()nal 
fraud conference 

•Implemented plan which will increase the number of agency investigators fighting fraud 

•Established national fraud hotline 

•Obtained agreements with this country's 3,500 state and local jail systems to stop payment of 
benefits to prisoners 

•lightened qualifications for more than 6 million Social Security and SSI program representative 
payees, i.e., volunteers who manage benefit payments for individuals unable to manage their 
own finances 

•Maintained low administrative costs for Social Security-less than 1 percent of benefit payments 
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Supportive Work Environment 
In order to deliver world-class service to its rustomers, the agency must have a professional, 

dedicated workforce. To meet this goal, under the leadership of Commissioner Chater, SSA has: 

•Achieved SSA's highest-ever representation of minorities and women in management positions 

•Received lowest number of equal employment opportunity complaints since 1992 

•Reduced the number of unfair labor practice charges filed in the agency, resulting in potential 
average annual savings of $7 million 

•Established periodic meetings between top agency officials and advisory boards representing 
viewpoints of agency minorities, women and employees with disabilities 

•Held first agencywide diversity conference for employees 

•Increased hiring of bilingual employees from one-third to one-half of all new hires in last two 
years to better serve SSA's growing, non-English-speaking populations 

•Held agency's first security conference to toughen measures to protect both employees and 
the public following the Oklahoma City tragedy 

•Committed $1.1 billion over 5 years toward increased computerization of agency offices in 
order to make employees more efficient and productive in serving the public 

•Instituted "interactive video teletraining" for employees, an intra-agency television classroom 
that provides live simultaneous training to various worksites across the country and reduces 
agency training costs 

•Instituted new, direct employee communications practices, i.e., electronic broadcasts from 
Commissioner to employees on important issues 

"Our pledge is to fulfill our responsibilities to the 
working men and women who look to Social Security 
to help safeguard their financial future. This is our 
pledge as an agency-and it is my commitment as 
Commissioner." 

Shirley S. Chater 
Commissioner of Social Security 
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