
Human Capital Assessment and Accountability Framework
“The strategic management of human capital calls for a transformation
 in the employment, deployment, development and evaluation
 of the Federal workforce with results in mind.”
Background 

As part of the President’s Management Agenda, the Office of Personnel Management (OPM) is leading the Federal Government’s Strategic Management of Human Capital initiative.  OPM is committed to being the President’s strategic advisor on human capital (HC) issues, to developing tools and providing support to help agencies succeed in their human capital transformation efforts, and to helping make the Federal Government a high-performing workplace. 

Creating a more effective Government depends on attracting, developing, and retaining quality employees from diverse backgrounds and ensuring that they perform at high levels.  Sound investment in human capital is essential if agencies are to achieve their missions.  Agencies have taken up the challenge presented by the President’s Management Agenda (PMA) and are already making progress.  
Various human capital models and guides have been developed to help agencies. Under the PMA, the Office of Management and Budget (OMB) established Standards for Success for each of the five initiatives, including Human Capital. OPM released a Human Capital Scorecard in December of 2001 to focus and support agency human capital efforts. Meanwhile, the United States General Accounting Office (GAO) has issued significant documents on human capital, including “A Self-Assessment Checklist for Agency Leaders” and an exposure draft titled “A Model of Strategic Human Capital Management.”
As agencies progressed with their human capital efforts, the need for a comprehensive human capital framework became evident. To better address this need, OPM, OMB, and GAO collaborated to revise the Human Capital Standards for Success.  These Standards now more clearly reflect discrete outcomes toward which agencies can strive. The revised Standards foster an understanding of the ultimate goal of human capital transformation and a more organized approach to human capital management.

Purpose of the Framework 

This Framework builds on that collaboration and provides consolidated guidance.  It includes the revised Standards for Success, it replaces the Human Capital Scorecard, and it incorporates a number of the GAO’s Critical Success Factors as well as the accountability requirements of Civil Service Rule X from Executive Order 13197.

The Framework imposes no new requirements; it merely offers fuller guidance and integration so all those involved in transforming human capital management can understand what is to be done, how it can be done, and how to gauge progress and results.  It presents the expectations that guide the assessment of agency human capital efforts.  This single reference source offers agencies a basis for self assessment and support for “getting to green.”
The Framework consists of these sections:

· Standards for Success – the results to be achieved
· Critical Success Factors – actions that mark a path toward a Standard

· Questions – more detailed guideposts along a path to a Standard
· Elements of YES ( reality checks to confirm a positive response to a question
· Suggested Performance Indicators –evidence of progress toward a Standard
Agencies that seriously address each of the critical success factors are most likely to meet the Standards for Success.  The questions and elements of YES will help determine how thoroughly they have addressed them.  Then agencies can decide which performance indicators provide the best evidence that they have, in fact, achieved their aim.  Performance indicators include agency planning and budget documents, agency human resources and payroll data, agency surveys, OPM Central Personnel Data File/FedScope, and the OPM Governmentwide Survey.
Recognizing that different agencies will approach success from different directions, the Framework purposefully repeats some elements and indicators so agencies can consider them no matter which path they choose to take.  The Framework makes no effort to prioritize activities or to require particular elements of YES or performance indicators.  Agencies will do that based on their own missions, plans, concerns, budgets, etc.  One size does not fit all across the many varied missions within and among agencies.
The Framework is flexible and adaptable.  It can serve:

· as part of an ongoing internal assessment and accountability mechanism that promotes dialogue and action among agency leaders and partners in the transformation process;

· as a basis for collaboration with assigned desk officers from OPM and OMB for their ongoing agency evaluations;

· as part of agency evaluations by human capital staff, by Inspector General staff, or by external evaluators like those from OPM or GAO; 

· as a method to identify needed improvements and locate resources to address them, including in-house capabilities, links to available support, and professional consulting services; 
· as a basis for building a business case for funding resources needed to support HC transformation, and 

· as a basis for comparisons across agencies and for  benchmarking.
Intended Audience
OPM will partner with agencies to apply the Framework and turn the resulting information into initiatives for improvement. Bureaus, sub-bureaus, HC professionals, and managers throughout the Government can benefit from reviewing the critical success factors and assessing themselves. Transforming HC management is not the responsibility of the HC staff alone. OPM Human Capital Officers will work as partners with that staff to assist agency leaders in applying the Framework and turning the resulting information into initiatives for improvement. 

The Framework should be immediately helpful to the 27 departments and large agencies currently evaluated under the Executive Management Scorecard. It is also intended to help smaller agencies that may not be receiving quarterly scorecard evaluations, but will benefit directly from its use in supporting their strategic management efforts.

Benefits of Using the Framework
Depending on their level of interest, users can focus on the basic Standards for Success, consider the Critical Success Factors for an individual Standard, or drill down among the questions and performance indicators for a more detailed view, including links to other resources.  The Framework can provide limited or extensive coverage of strategic HC management, whichever suits the needs of the user.

While it is not intended to provide “a score” per se, agencies using the Framework for self-assessment will be able to (1) apply a common framework with agreed-upon standards for success, (2) determine where their strengths and weaknesses lie, and (3) link to a library of resources, information, and other support to make and track continual improvements.  As envisioned in Civil Service Rule X of Executive Order 13197, agencies using the Framework will be able to establish and maintain a system of accountability for merit system principles that (1) sets standards for applying those principles, (2) measures the agency’s effectiveness in meeting those standards, and (3) corrects any deficiencies in meeting the standards.                              

This is the first version of the Human Capital Assessment and Accountability Framework.  OPM intends to review it regularly and enhance links and access to information on a continuing basis.  New features are expected to come from the input and feedback received from its users.  Meanwhile, OPM will be conducting formal ongoing evaluations using this Framework to support agency human capital transformation efforts.  The aim is to work with agencies to make the Federal Government ever more effective so it can produce the best results for the American people.  [image: image1.png]
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