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for bargaining unit positions recruited under merit promotion procedures. There was no evidence
negotiated evaluation methods were applied by a ranking panel according to the established
criteria, as stated in the collective bargaining agreement. With the current negotiated labor-
management agreement aligned with the outdated merit promotion plan, the Agency will need to
negotiate with union representation any changes made to processes impacting bargaining unit
employees. This allows for accurate reconstruction in the event of third-party disputes and will
help USAGM maintain compliance and transparency in processing merit promotions for
bargaining unit positions.

In response to record low FEVS scores in 2020, OHR implemented a series of employee
engagement initiatives to increase communication and address perceptions of senior leadership,
as well as pursue training, development, and performance program improvements. The Agency
developed an intranet site, increased frequency of town halls, and implemented listening sessions
directly with the CEO. Survey and interview data indicate these initiatives are having a positive
impact upon employee perceptions of leadership communication and transparency. While OHR
has developed and implemented many valuable initiatives, the Agency does not currently use an
advisory council to communicate with and collect feedback from the workforce. Enlisting an
advisory council representative of program offices throughout the workforce to collect
constituent feedback, share best practices, and recommend initiatives would assist USAGM in
keeping a pulse on engagement and ensuring the most valuable strategies are implemented.

Diversity and inclusion initiatives are a clear area of strength at USAGM. Recruitment and
outreach efforts are aimed at attaining a high-quality workforce representing both the United
States and the vast number of nations and cultures the USAGM mission supports. Strategic
planning goals, human capital objectives, special emphasis recruitment efforts, hiring practices,
internal campaigns, training requirements, and employee engagement initiatives
comprehensively support diversity and inclusion. Surveys and interviews at all levels indicate
diversity and inclusion efforts are well recognized, supported, and appreciated throughout the
workforce.

Human capital programs at USAGM align with applicable guidance and support the Agency’s
strategic planning objectives. Program initiatives implemented have had a positive impact upon
not only operational compliance, but also the efficiency and effectiveness of program outcomes
as evidenced by increased FEVS scores, staff appreciation for human capital services, and
expanded opportunities for communication, development, and collaboration. Opportunities for
improvement in various program areas are described throughout the report, with required and
recommended actions aimed at operational consistency and continuous improvement.
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Recommended Actions:

Collect and analyze workforce data (i.e., retirement eligibility, retention, turnover, etc.)
and develop reports to better inform short- and long-term workforce planning. Share data
with key stakeholders to be used in human capital decision making at all levels.

Develop workforce planning documents as part of a forecasting process to project
USAGM workforce supply and demands in the immediate future (e.g., 1-2 years) and in
the long term (e.g., 3 or more years).

There are several methods used by USAGM to identify skill and competency gaps for both
MCOs and non-MCOs. Recently aligned under OHR, OWSD has conducted focus groups and
administered occupational surveys to identify competency gaps, with results used to tailor
training curriculum available to the workforce. Additionally, OHR senior leadership meets
regularly with senior leaders from the different broadcasting services to discuss staffing and
competency gaps. However, USAGM has not conducted a formal assessment of the entire
workforce.

While USAGM has tools and mechanisms in place to assess these gaps, the process is not
formalized throughout the Agency to ensure all levels of the workforce are assessed on a regular
basis. Agency supervisors and managers surveyed were asked a series of questions regarding
how often competency and staffing gap assessments were conducted for both MCO and non-
MCO positions. To each question in the series, more than 90 percent of respondents answered,
“not sure” or “no assessments conducted.” Similarly, employees were asked “Have you
completed a competency assessment for your position?” to which only 36 percent of respondents
answered, “yes.” Employees were also asked, “How are your training needs and skills gaps
assessed?” with opportunity to select all that apply. The most frequent responses included
“Meeting with first level supervisor” at 50 percent, and “Training needs and skill gaps not
assessed” at 37 percent.

While meeting with first-level supervisors is appropriate for individual and/or small team
competency assessment, there is no process in place to communicate the results to senior
leadership to inform Agencywide workforce planning efforts. Surveys and interviews of the
general workforce indicated most staff are unaware of workforce planning and competency
assessment initiatives. Therefore, in order to ensure a holistic representation of USAGM’s
current competencies in both MCO and non-MCO positions, the Agency should communicate
the importance of staffing and competency gap assessment to all staff levels to include benefits
to the mission (i.e., mission success, increased performance, justification for increased staff to
meet future needs, etc.), as well as benefits to individual employees (i.e., tailored training plans,
career development, current technological skillsets, etc.).

Recommended Action: Develop and administer a formalized and documented
competency gap assessment process Agencywide.

Notwithstanding inconsistent skills gap assessment efforts, USAGM has several processes in
place to close the skill and competency gaps identified in workforce planning. OHR’s OWSD
has developed and implemented a variety of targeted strategies to include updating training
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and stated managers are not encouraging use of the tool. In the evaluation survey, supervisors
and managers were asked to select various statements describing their use of IDPs with their
subordinates. The most frequent response at 53 percent was “I do not use IDP’s in my
organization.” USAGM should ensure development planning is a collaborative effort between
employees and supervisors and develop a system in which development planning is documented
Agencywide to better inform competency and skill gap closure efforts.

Recommended Actions:

Develop and administer training to both supervisors and employees on Agency tools to
assess training needs and develop documented training plans with staff to close
competency gaps using the available tools.

Establish accountability measures to ensure supervisors are assessing training needs and
providing staff guidance and resources to advance their competencies.

USAGM is making strides in identifying workforce planning as a strategic objective, enhancing
programs to address leadership gaps, and providing tools and resources for competency
development. Formalizing the elements, developing a comprehensive process, and sharing data
with stakeholders will ensure all segments of the workforce are assessed and the data collected is
used strategically. These actions will better posture the Agency to develop and implement talent
management plans to close staffing and competency gaps, manage staffing surpluses, maintain
the strengths of the existing workforce, and mitigate risks.

Recruitment and Qutreach

The Agency recently shifted outreach responsibilities from collateral duties to full time efforts
for several staff members, showing dedication to continued program improvement. Outreach
efforts are an area of strength for USAGM, as it develops multiple recruitment plans aimed at
promoting and achieving a quality and diverse workforce. The Agency uses a great variety of
outreach platforms to include USAJOBS, internal announcements, intranet, intern sites, and
social media platforms. Outreach efforts include various ongoing and single event outreach
efforts both in person and virtual settings. USAGM also uses an intern recruiting program called
the Handshake Tool through which they have accounts with 250 colleges and universities for
locating talent, announcing opportunities, and searching for potential candidates. OHR has
participated in 15 on-site and/or virtual career fairs and seminars in FY20-22, which is
impressive, especially through the pandemic.

While outreach efforts are broad and plentiful, potential candidates may lose interest in positions
with the Agency due to the length of time it takes to complete the recruitment and placement
process. While some of the factors impacting time-to-hire may be out of OHR’s control, there
are opportunities to streamline and clarify some of the recruitment processes to keep candidates
interested. Detailed findings and recommendations for the Agency’s DE and merit promotion
staffing programs discussed in the following sections will assist OHR in identifying barriers,
streamlining processes, and ensuring transparency and timeliness throughout the recruitment
process.
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Delegated Examining

USAGM is committed to improving its DE program and has made clear improvements since
OPM’s FY18 evaluation. That review of USAGM’s DE operations uncovered significant
programmatic and procedural issues. For instance, USAGM did not conduct job analyses, a
critical step for validating assessment criteria needed upon entry into a position; issued
certificates improperly, resulting in the selection of non-preference eligibles over preference
eligibles without proper pass over procedures; and did not document properly the use of pay
flexibilities in accordance with Agency policy. Since FY18, USAGM has shown improvement in
these areas; however, opportunities exist to strengthen the DE program. While we found no
illegal appointments, information in JOAs and the application of OPM’s General Schedule
Qualification Standards remain a concern. Steps to improve quality control mechanisms would
support the efficiency and effectiveness of USAGM’s DE operations.

In 2018, OHR did not have an adequate job analysis process. However, USAGM has made
commendable progress in this area. Review of various recruitment actions revealed USAGM
thoroughly documented job analyses for all DE vacancies within our case sample. OHR now
uses a complete job analysis process, which not only documents a clear relationship between the
tasks performed on the job and the competencies required to perform the tasks but also allows for
positions to be filled with employees who are best qualified. This process supports efforts to
identify quality candidates for current vacancies and allows managers to fill the same and similar
positions in the future.

Although there has been much progress in USAGM’s use of job opportunity announcements
(JOAs), it remains an area of concern. In interviews, HR staff noted JOA templates are being
used more frequently and are updated to reflect common Agency JOA requirements. Templates
were created and updated for regularly announced positions in December of FY21. Using
templates to post JOAs can ensure the inclusion of all language required by law, rule, and
regulation. However, as found in our FY18 evaluation, more recent JOAs reflect missing
language and inconsistencies. For example, the overview section of several JOAs state a security
clearance is not required; however, the “conditions of employment” section, states, “Suitability
Determination: If selected, you will be subject to a security investigation to establish your
suitability for Federal employment. The security investigation will include, among other aspects,
a review of your credit and legal history.” This can be confusing to applicants and should be
clarified to state a selectee will be subject to a background investigation.

Another example of conflicting information is the verbiage in the “required documents” and
“additional information” sections of many JOAs. The “required documents” section requires
candidates with veterans’ preference to submit a DD-214, an SF-15, and a VA disability letter,
depending on the preference they are claiming. Also, the “additional information” section
describes the option of submitting a statement of service for active-duty military members who
have yet to receive their DD-214. To make JOAs more streamlined and less confusing to
applicants, this information should be consolidated into one section. JOAs had a few other minor
issues, such as missing language for serving a probationary period. New Federal employees are
required to serve a probationary period during their first year of service in accordance with 5
CFR 315.801(a). This language should be added to the JOA to give applicants an accurate
preview of the job requirements.
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Recommended Actions:
Update JOA templates to clarify any conflicting or inconsistent language.

Periodically review templates to ensure the most recent updates to law, rule, and
regulation are adhered to and implemented correctly.

Several JOAs stated there was only one vacancy available for the specified location, yet more
than one selection was made. Case files contain an approved justification for the additional
selections, which shows progress from our previous evaluation. However, JOAs are missing a
statement that additional selections may be made from the announcement. Agencies must give an
accurate representation about the number of vacancies they are planning to fill since this affects
eligibility and consideration for the appointment. An exact number is not required, but in
instances where the final number of vacancies to be filled is uncertain, agencies should
incorporate the use of descriptive words such as “few” or “many” into their policies and
procedures. Not only is this information required by law, but by including this information,
USAGM may entice more highly qualified candidates to apply since they have a higher
probability of being selected.

Required Action: Include an accurate representation of the number of vacancies
available in each job opportunity announcement. [S CFR 330.104(a)(5)]

For actions involving a language requirement, the requirement is incorporated into the
specialized experience statement. However, since language is not a part of OPM’s minimum
qualification standards, it should not be included with the specialized experience requirement.
Instead, language requirements should be used as a selective placement factor, since a language
is a competency that cannot be learned in a reasonable amount of time, and job functions cannot
be performed without it. In addition, notifications sent to applicants, who did not possess the
language requirement, stated they did not meet education/experience requirements for the
position. Using a selective placement factor would properly eliminate candidates who are unable
to perform the basic duties of the position and provide applicants with an accurate reason as to
why they were removed from consideration.

Required Action: Discontinue using language requirements as a minimum qualification
requirement in accordance with OPM’s General Schedule Operating Qualification
Standards and instead list them as selective factors. [S CFR 338.301]

To apply veterans’ preference laws properly, a certificate of eligibles must list preference
eligibles ahead of non-preference eligibles within the same quality category in which they were
assigned based upon the job-related assessment tool. Veterans’ preference indicators are required
to be on the certificate sent to hiring managers. This is to ensure preference eligibles are selected
over non-preference eligibles. Even when no preference eligibles are on a certificate, veteran’s
preference indicators must still be included. Many certificates audited during the review period
were missing veterans’ preference indicators next to the applicants’ names, as required. Omitting
veterans’ preference indicators on the certificate makes it difficult to audit the certificate
properly and increases the likelihood of mistakes that could violate veterans’ preference laws,
resulting in an improper selection.

10
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In addition, several case files contained category rating certificates with numerical scores listed.
This practice should be discontinued for two main reasons. First, USAGM’s DE implementation
guide states numerical scores should not be used for category rating. Second, including
numerical scores on a category rating certificate could confuse hiring managers into thinking the
candidate with the highest score should be selected. However, any of the candidates in the top
category can be selected as long as veterans’ preference laws are followed.

Additionally, in most cases, certificates were not audited timely. Survey responses from
supervisors and managers revealed they believe this was attributed to a lengthy security
clearance process after EOD. However, other staff members believe it was an oversight caused
by staffing shortfalls. Per guidance in OPM’s Delegated Fxamining Operating Handbook, it s
essential to audit certificates prior to EOD so potential errors will be caught early enough to
correct hiring commitments that may have been made improperly.

Required Action: Conduct timely audits of certificates of eligibles and document
certificates properly including veterans’ preference indicators to ensure selections are
appropriate. [S CFR 250.101]

Notifications of results were not sent to applicants timely. There were many instances in our case
sample where the final disposition was issued to those not selected months after a selection was
made. Notifying applicants timely during key touch points in the process helps keep applicants
informed and provides transparency in the hiring process. OHR leadership stated there was a
delay in notifications being sent because HR was short staffed during the period of review. While
this may be the case, issuing notifications can be done quite quickly and simply via the
automated staffing system. Additionally, USAGM policy states these notifications must be sent
upon the issuance of the selection certificate. Quality controls measures should be implemented
to ensure specialists generate notifications in accordance with applicable policy and the
Presidential Memorandum — Improving the Federal Recruitment and Hiring Process, dated May
11, 2010.

Required Action: Issue timely notifications to applicants at key stages of the recruitment
and hiring process. [Presidential Memorandum — Improving the Federal Recruitment and
Hiring Process, dated May 11, 2010]

USAGM has made strides to improve DE staftfing programs. Within the review period, employee
records were accurately maintained in eOPF. A few cases were missing documents such as SF-
144, SF-61, and a signed OF-306; however, they were provided upon request and uploaded into
the correct file. Furthermore, a quality control checklist has been put into place to reduce errors
and eliminate missing documentation during the staffing process. Pay flexibilities were
accurately and thoroughly documented, which is a significant improvement from our previous
evaluation. USAGM has made significant improvements thus far and has processes in place to
continue process improvement efforts into the future.

Merit Promotion
USAGM’s merit promotion program presented several strengths, such as consistent

documentation of clearing priority consideration eligible candidates, thorough job analyses
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aligned with assessment questionnaires, properly applied qualifications, and sufficient processing
of personnel actions. OHR implementation of quality control processes and procedures was
evident. While previous evaluations have focused primarily on DE accountability, USAGM’s
corrective actions have managed to aid the Agency’s effort to maintain compliance and
efficiency of merit promotion staffing operations. However, review of USAGM’s merit
promotion program revealed vague or inconsistent guidance and processes for rating, ranking,
and certifying eligible candidates. Implementing the following recommended actions will better
posture the Agency to administer a more transparent program.

USAGM established a new merit promotion plan in April 2022, as OHR stated the merit
promotion plan in place during the review period was outdated and not being followed. Despite
revising policies and procedures to formalize new guidance, the newly implemented merit
promotion plan is not without issues. The new plan does not contain clear procedures or criteria
for which candidates are to be rated and ranked, which perpetuates the issue of not being able to
sufficiently reconstruct promotion actions. Merit promotion plans with definitive rating and
ranking criteria ensures the agency is administering a program with a systematic means of
selection for promotion based on merit and job-related criteria. As a regulatory requirement, this
allows for reconstruction of the promotion action for transparency in the event of an employee
grievance or for auditing purposes. Well defined rating and ranking criteria will help clarify
procedures for specialists, ensure transparency and consistency in recruitment actions, and
ensure accountability for the merit promotion program.

Agency merit promotion plans serve as the guide for how specialists process promotion actions.
When the agency does not adhere to its own plan, it can conflict with other established policies
and procedures. Implementing the new merit promotion plan was intended to bring the merit
promotion program in alignment with modern practices. However, USAGM did not address any
changes with union representation to determine how the new policies and procedures will affect
bargaining unit positions. In USAGM’s case, the negotiated labor-management agreement
contains evaluation methods, similar to those found in the outdated merit promotion plan. The
recruiting process in the agreement describe use of a rating and ranking panel in which points are
assigned for various rating factors to include experience, performance ratings, and awards. In
reviewing merit promotion actions for bargaining unit positions recruited within the review
period, there was no evidence these evaluation methods were applied by a ranking panel
according to the established criteria, as stated in the collective bargaining agreement. With the
current negotiated labor-management agreement aligned with the outdated merit promotion plan,
the Agency will need to negotiate with union representation any changes made to the plan, which
may result in new revisions. This ensures bargaining unit employees agree with the revisions and
will help USAGM maintain compliance in processing merit promotions for bargaining unit
positions.

Required Action: Update the merit promotion plan to establish clear procedures and
criteria for rating and ranking candidates to allow for reconstruction of promotion
actions. [5 CFR 335.103(b)(5)]

As an important part of the recruitment process, classification provides the foundation for

describing work in the Federal Government and qualifications required in identifying candidates
who can successfully perform the work. Misclassified position descriptions can lead to employee

12



U.S. Office of Personnel Management - Agency Compliance and Evaluation
Human Capital Management Evaluation of the U.S. Agency for Global Media, June 617, 2022

grievances, classification appeals, and ineffective position management. By acting in an advisory
capacity, HR specialists who specialize in classification can assist management with resolving
potential classification issues before the hiring process begins. In many of the cases reviewed,
position descriptions presented inconsistencies and errors to include missing point values and
evaluative statements, wrong formats in terms of supervisory and non-supervisory positions, and
OF-8s containing coding discrepancies with series and bargaining unit determinations.

Fortunately, these findings did not impact grade determinations or negatively affect the
recruitment process, but they demonstrate the need for oversight of classification processes. As
noted in interviews, OHR expressed concerns regarding the impact classification has on their
recruitment process and the need for a classification specialist. Devoting resources to prioritize
the classification function of the recruitment process will allow the Agency to provide the
necessary oversight in eliminating errors, ensure position descriptions are appropriately
classified, and further enhance the timeliness and efficiency of the recruitment process.

Recommended Action: Devote resources to classification to increase the efficiency and
effectiveness of the recruitment process.

While USAGM’s merit promotion plan provides parameters for what to include in JOAs, our
findings revealed many inconsistencies with who can apply for both internal and
Governmentwide merit promotion vacancies. For internal merit promotion vacancies, JOAs are
confusing in how priority consideration candidates may apply. Three of the four internal merit
promotion announcements reviewed do not include eligibility for the Career Transition
Assistance Plan (CTAP) in the assessment questionnaire as required. However, the content of the
JOAs reference CTARP eligibility in the required documents and additional information sections.
Opposingly, one case included CTAP eligibility in the assessment questionnaire, but the JOA
does not reference how CTAP eligibles could apply. One JOA includes information for ICTAP
eligible candidates and references information on claiming veterans’ preference, which can be
confusing to applicants, as neither apply in internal merit promotion.

For Governmentwide merit promotion vacancies, one JOA includes all the proper eligibilities,
but the clarification section only specifies “status candidates.” While this term is synonymous
with current or former Federal employees who have worked in the competitive service, the
Agency should avoid using the term to better distinguish all eligibilities that can apply. Even
though selected as applicable within the automated staffing system, one JOA does not include
CTAP/ICTAP eligible candidates and acceptance of applications for VRA or 30 percent or more
disabled veterans. Another announcement does not contain any clarification on the area of
consideration. And although current and former Federal employees, CTAP/ICTAP, Schedule A,
veterans, and Peace Corps/Vista were selected in the automated system, the JOA should also
include clarification for VEOA and 30 percent or more disabled veterans, as they are both used
in the assessment.

Our findings also revealed other inconsistencies to include missing statements indicating a
probationary period may be required, information in the required documents section found in the
additional information section, repetitive content, lack of clarification in supporting
documentation, and use of language such as “under competitive service,” which can be
confusing for applicants not familiar with Federal hiring. The array of findings present in both
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types of merit promotion JOAs can create confusion and deter individuals from applying. When
announcements clearly state all the eligibilities for which individuals can apply and all the
information needed when applying, it ensures those who are eligible do not miss opportunities
for which they may qualify. Standardized JOA templates can be helpful in creating consistency
in the appearance and content of announcements and help eliminate confusion for applicants. In
addition, creating quality assurance checklists specific to each type of merit promotion action can
help provide oversight for specialists to include all the necessary eligibilities and content. OHR
indicated there are continuing efforts to revise templates, as they are aware of these
inconsistencies.

Recommended Actions:

Develop and maintain standardized templates to create consistency in the appearance and
content of job opportunity announcements for merit promotion vacancies.

Use quality assurance checklists specific to each type of merit promotion action to
increase efficiency when processing merit promotion actions.

As required in both USAGM’s outdated merit promotion policy and the negotiated labor-
management agreement, the evaluation method used to assess applicants involved analysis of
performance ratings. A composite score was awarded, and additional points added according to
various factors, such as level of performance ratings, additional awards, and trainings. As
indicated by discussions with OHR, for some time, the Agency had not been using the addition
of points added for performance appraisals as it was considered outdated. They stated
performance appraisals are used to ensure current Federal employees are at the “fully successful”
rating. In looking at JOAs for both internal and Governmentwide merit promotion vacancies,
both included inconsistencies regarding performance appraisals as a required document.

With internal merit promotion vacancies, JOAs did not include performance appraisals as a
required document. As our review period included the onset of the COVID-19 pandemic, OHR
revealed employees were unable to access their electronic personnel files. Specialists were able
to access employees’ records through electronic official personnel files (¢OPF) and verify
eligibility for those who did not submit it with their application. They clarified for JOAs for
Governmentwide vacancies, performance appraisals are a required document. However, our
review indicated JOAs were inconsistent in clearly stating this requirement. Because specialists
cannot access eéOPFs for Federal employees outside USAGM to verify the “fully successful”
requirement, there is no way to verify applicants’ eligibility unless they submit the performance
appraisal as supporting documentation. Without this clarification, it can create confusion for
applicants and result in incomplete applications. Making performance appraisals a required
document for both internal and Governmentwide merit promotion vacancies will streamline
content for both types of vacancies and help specialists’ efficiency when building JOAs.

Recommended Action: Clarify language in JOAs to ensure performance appraisals are a
required document for both internal merit promotion and Governmentwide vacancies.

Both the newly implemented and previous version of USAGM’s merit promotion plan include
limited information on certificates of eligibles. While the previous plan contains specifics
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regarding the number of applicants referred on certificates, it simply states personnel will prepare
a listing of all eligible candidates from those who have applied or have been recommended by
management who meet the minimum qualification requirements. It does not mention any details
regarding how to issue certificates. Certificates are issued with no clear indication of how
candidates appeared on certificates, specifically with Governmentwide merit promotion
vacancies. Rather than making distinctions between competitive and non-competitive applicants,
the Agency separated competitive candidates into groups, such as current Federal employees,
transfers, and reinstatements. This created overlap where candidates appeared on several
different certificates. In one instance, USAGM combined Schedule A with VEOA, transfers, and
reinstatements, rather than being referred on a separate certificate. In addition, a candidate
eligible for lateral assignment was not referred separately, as stated in the negotiated labor-
management agreement.

The updated merit promotion plan also lacks specification regarding certification of eligibles, as
it provides less guidance than the previous plan. OHR indicated they are aware of these
inconsistences and noted efforts are being made to streamline this process. Creating clear
parameters and standard operating procedures for how to issue certificates will provide
specialists with the guidance they need in creating consistency during this part of the process. It
also will help hiring managers become more efficient in making selections by eliminating review
of unnecessary certificates.

Recommended Action: Formalize guidance on how to issue various merit promotion
certificates based on hiring eligibilities.

Engaged Employees

OPM defines engagement as, “An employee’s sense of purpose, which is evident in their display
of dedication, persistence, and effort in their work or overall attachment to their organization
and its mission.” Fully engaged employees exceed workplace satisfaction with feelings of pride,
loyalty, passion, and commitment to organizational outcomes. In turn, the most engaged
employees generate higher productivity, profitability, and customer service, while contributing to
lower turnover, absenteeism, and safety incidents. Dedication to engagement reaps benefits in
terms of employee motivation, dedication, trust, performance, competency, and work quality.

According to 2020 FEVS results, evaluation survey, and interview data, USAGM’s workforce
faced a period of significant uncertainty and diminishing morale in 2020. Prior to mid-2020, it
did not have an appointed CEO for more than three years. When the CEO was appointed in June
of 2020, the workforce observed and experienced rapid changes in the Agency’s executive
leadership and operational guidance, impacting employee engagement. The Agency’s FEVS
results reflected this tumultuous period when its Employee Engagement Index score hit a three
year low at 60 percent in 2020, lagging the Governmentwide score by 12 percent. After a series
of executive leadership changes, efforts to increase transparency and communication, as well as
OHR’s engagement initiatives in 2021, the Agency’s engagement score increased significantly to
70 percent. Not only did USAGM raise the engagement score by 10 percent but, as of 2021, it is
now within one percent the Governmentwide score, showing efforts are positively impacting
employee engagement.
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Aligning with employee engagement goals established in the F'Y18-22 Strategic Plan and in
response to record low FEVS scores in 2020, OHR recently implemented a series of employee
engagement initiatives to increase communication and address perceptions of senior leadership,
as well as pursue training, development, and performance program improvements. In order to
increase engagement with human capital programs and services, OHR launched a series of
virtual events over the past two years in which attendees can not only learn about the topic but
also collaborate on the subject by asking questions and sharing experiences in an open forum.
Staff in focus groups at all levels expressed appreciation and enthusiasm for these events.

OHR is making significant strides in engaging the workforce to address the human capital
programs impacting employee engagement. While individual programs impacting engagement
are steadily improving, most staff are unaware of the specific organizational outcomes to be
expected as engagement increases. The evaluation survey asked supervisors and managers,
“Have you received training on the links between employee engagement and organizational
outcomes, such as employee recruitment, absenteeism, and retention; customer and constituent
service; and work quality and productivity?” to which 72 percent of respondents answered “no.”
Similarly, when asked “Have you been trained and/or coached on employee engagement
strategies?” to which 78 percent of respondents answered “no.” In order to continue enhancing
employee engagement throughout the Agency and ensure positive participation at all levels,
leaders and managers should understand the expected benefits and outcomes associated with the
program and receive training specifically on implementing intervention strategies based upon
data.

Recommended Actions:

Develop and administer training for leaders and managers to communicate links between
employee engagement and organizational outcomes, such as employee recruitment,
absenteeism, and retention; customer and constituent service; and work quality and
productivity.

Develop a leadership engagement advisory board or council to share experiences,
positive outcomes, assessment processes, intervention strategies, and best practices.

USAGM has seen a significant increase in positive perceptions of leadership, raising its subindex
score by 16 percent from 2020 to 2021. As a result of the data from the FEVS surveys, USAGM
established and implemented strategies for improvement to include: an intranet site entitled,
“Workplace,” as a method for USAGM management to communicate with employees; increased
frequency of Agency Town Halls to communicate objectives; and began “Listening Sessions
with Acting CEO Kelu Chau,” where the CEO would engage directly with employees. Survey
and interview data indicate these initiatives are recognized and having a positive impact upon
employee perceptions of leadership communication and transparency.

The lowest 2021 FEVS item pertaining to leadership engagement was question 32, “In my
organization, senior leaders generate high levels of motivation and commitment to the
workforce,” to which only 48 percent answered positively. To continue improving and sustain
efforts over time, withstanding administration changes, priority fluctuations, competing
demands, external factors, and tight budgets, USAGM must capitalize on the increase in
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Over the past three years, USAGM FEVS scores regarding meaningful performance recognition
have improved by 15 percent, showing efforts to improve the program are having an impact.
While this area is steadily improving, 47 percent of FEV'S respondents still do not believe their
performance system makes meaningful distinctions. The evaluation survey specifically asked
employees, “do you feel USAGM’s award system properly recognizes differences in
performance?” to which 53 percent of respondents answered “no.” In order to keep the
workforce engaged, employees should not only understand how their work contributes to the
Agency’s goals and objectives but should feel their efforts are adequately recognized and
rewarded as part of USAGM’s success.

Training on the performance appraisal process is thorough and extensive, yet the workforce lacks
understanding of the regulatory and internal guidance governing the monetary award system. For
example, in surveys and interviews, employees expressed an expectation that any employee can
and should be able to receive a quality-step increase; however, regulatory guidance restricts
eligibility to those achieving the highest level of the rating system. Identifying monetary award
limitations for employees in training and guidance can increase transparency and create more
realistic expectations from staff at all levels.

Recommended Action: Provide training to the USAGM workforce clarifying internal
and external regulatory restrictions regarding the monetary award system to provide
transparency and ensure realistic expectations.

Collecting feedback from the workforce regarding their non-monetary award preferences guides
the agency in designing an effective program and employees feel more engaged when they can
participate in decisions impacting their work experience. Surveyed employees were asked “how
have you been recognized in the past performance year?” with only 10 percent of respondents
indicating they received a time-off award. However, in interviews, employees indicated they
really appreciate time-off awards, given the nature of the work they do, noting long distances to
visit family. The survey results were corroborated in supervisor and manager interviews, where
we heard managers state employees certainly deserve time off awards, yet they refrain from
awarding them due to personnel shortages. USAGM leadership should ensure supervisors and
managers have the resources available to implement the monetary and non-monetary award
systems properly and survey the workforce for options supporting performance recognition
throughout the Agency.

Recommended Action: Assess USAGM’s awards program, including feedback from all
levels of the workforce to identify strategies to ensure the program provides for adequate
performance reward and recognition.

Notably, recent FEVS results regarding training were assessed and OHR developed an action
plan to focus and enhance leadership training specifically for broadcasting team lead positions.
So, they can develop those managerial skills as they advance their career. This process of
developing improvement strategies based upon data such as FEVS results is commendable, and
survey and interview data indicate a positive impact on employee perceptions of development
throughout the Agency.
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While FEVS scores related to engagement are discussed and analyzed at the leadership level,
interview responses indicate FEVS results are not always communicated effectively to the
employee level. Surveyed employees were asked, “In the last two years, have you been asked to
provide feedback about engagement strategies/activities?” to which only 23 percent responded
“yes.” The most effective engagement strategies are those in which employees are aware of and
participate in the effort from identifying areas of concern, providing recommendations for
improvement, and providing feedback on outcomes. As a common best practice, and
recommended by staff in the evaluation survey, USAGM would benefit from a group of
employees representing their respective organizations in developing and implementing initiatives
to bolster engagement.

Recommended Action: Establish an employee engagement council or advisory
committee comprised of non-supervisory employees representing all segments of the
workforce to market engagement initiatives, analyze FEVS results, collect feedback from
the areas they represent, and recommend strategies for improvement based upon more
targeted feedback.

As agencies continue to recognize, strategize, and capitalize upon the proven benefits of
employee engagement, USAGM should remain focused on formalizing engagement practices
throughout the agency. A rapidly evolving work environment has increased the ease in which
employees can choose to serve elsewhere should they feel unengaged. After a period of
decreased morale, the Agency is gaining ground in building a positive engagement culture and
ensuring it can attract, develop, and retain a high-quality workforce. The FEVS contains three
questions in which respondents indicate their level of satisfaction with their job, their pay, and
their organization. USAGM has seen a significant increase in overall satisfaction, increasing the
score by nine percent since 2020, and even surpassing the 2021 Governmentwide score by two
percent (Figure 1 below).

To capitalize on this wave of increased satisfaction, USAGM should institutionalize engagement
strategies able to withstand rapidly changing internal and external factors affecting the
workforce. Ensuring consistency and continuity of engagement efforts throughout the agency is
crucial in meeting mission objectives, improving agency performance, and attracting and
retaining highly skilled and diverse talent in competitive civil service and private sector job
markets.

19












U.S. Office of Personnel Management - Agency Compliance and Evaluation
Human Capital Management Evaluation of the Click or tap here to enter text.Click or tap here to
enter text.

11.

12.

13.

14.

15.

16.

17.

18.

Clarify language in JOAs to ensure performance appraisals are a required document for
both internal merit promotion and Governmentwide vacancies.

Formalize guidance on how to issue various merit promotion certificates based on hiring
eligibilities.

Develop and administer training for leaders and managers to communicate links between
employee engagement and organizational outcomes, such as employee recruitment,
absenteeism, and retention; customer and constituent service; and work quality and
productivity.

Develop a leadership engagement advisory board or council to share experiences,
positive outcomes, assessment processes, intervention strategies, and best practices.
Develop a documented set of engagement practices in partnership informed by feedback
from all staff levels, identifying responsibilities, and signed by senior leadership to ensure
continuity of engagement efforts moving forward.

Provide training to the USAGM workforce clarifying internal and external regulatory
restrictions regarding the monetary award system to provide transparency and ensure
realistic expectations.

Assess USAGM’s award program, including feedback from all levels of the workforce to
identify strategies to ensure the program provides for adequate performance reward and
recognition.

Establish an employee engagement council or advisory committee comprised of non-
supervisory employees representing all segments of the workforce to market engagement
initiatives, analyze FEVS results, collect feedback from the areas they represent, and
recommend strategies for improvement based upon more targeted feedback.
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