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The Partnership for Public Service is a nonpartisan, nonprofit organization that works to revitalize the federal 
government by inspiring a new generation to serve and by transforming the way government works. The Partnership 
teams up with federal agencies and other stakeholders to make our government more effective and efficient. We pursue 
this goal by:
•	 Providing assistance to federal agencies to improve their management and operations, and to strengthen their 

leadership capacity
•	 Conducting outreach to college campuses and job seekers to promote public service
•	 Identifying and celebrating government’s successes so they can be replicated across government
•	 Advocating for needed legislative and regulatory reforms to strengthen the civil service
•	 Generating research on, and effective responses to, the workforce challenges facing our federal government
•	 Enhancing public understanding of the valuable work civil servants perform

Cornerstone OnDemand is a global talent management software provider that is pioneering solutions to help 
organizations realize the potential of a modern workforce. www.csod.com/federal-government 
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Federal government leaders and human resources staff are responsible for managing 
an enormous number of employees. The Department of Veterans Affairs, for example, 
employs about 320,000 people—more than the population of Pittsburgh. And even 
the smallest Cabinet-level agencies have thousands of workers. 

To do a good job of overseeing talent in organizations with that many employees, 
agencies must have technology and processes that help HR staff work efficiently, 
and leaders must have access to comprehensive, timely data to guide their workforce 
decisions. Otherwise, agencies are not capitalizing on their greatest asset and operate 
at a disadvantage.

“People are the agency,” said Lacey Dingman, chief 
human capital officer at the Securities and Exchange 
Commission. “If you don’t manage in a good way, you will 
feel the impact. Productivity will go down.” 

Agencies recognize they need to function in a 21st-
century fashion, but many still work with outdated tech-
nology, manual HR processes and paper records for ev-
erything from hiring and timekeeping to performance 
management and succession planning. They struggle to 
manage their workforces in an efficient, comprehensive 
way—which involves tracking, developing and guiding 
employees from recruitment to retirement.

While automation seems like a given in today’s 
world, many federal HR processes are still manual. No 
matter how good agencies are at managing their talent 
to achieve their missions, they are inevitably hampered 

if their paper trail is actual paper. Even in agencies that 
have automated, paperless processes, most use numer-
ous, disparate IT systems that do not communicate with 
one other and house data in many different places. One 
Cabinet-level department, for example, maintains more 
than 100 IT systems to manage its HR-related activi-
ties—not the most streamlined or efficient way to run an 
agency. 

The Partnership for Public Service and Cornerstone 
OnDemand set out to explore whether agencies are man-
aging talent holistically and what systems they use to 
support their processes. We interviewed 25 individuals 
from 17 departments and agencies, as well as the private 
sector, to gain insight into the current challenges of the 
federal workforce. Interviewees included chief human 
capital officers, HR directors and other HR professionals.
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Automate and integrate 
HR processes to save 
time and money

Human resources staff must complete and process 
large volumes of paperwork. For example, the Of-
fice of Personnel Management identified 24 dif-

ferent forms that agencies consistently use for every em-
ployee during the onboarding process alone.1 

When agencies operate with inefficient HR pro-
cesses, they waste precious time and money, according 
to HR leaders we interviewed.  Several said staff spend a 
great deal of time processing paperwork manually rather 
than focusing on strategic management issues such as 
workforce and succession planning. 

Budget constraints, however, keep many agencies 
from spending adequately on HR improvements. “There 
is not a lot of appetite to invest in HR automation given 
other strategic priorities,” one interviewee said. Accord-
ing to another—LC Williams, associate director for hu-
man resources at the Department of Interior’s Business 
Center—HR is “the last frontier for automation.”

In particular, many agencies struggle with inefficient 
performance-management systems, the systems used 
to evaluate and track employee performance. Almost 

1	  Office of Personnel Management, “Office of Personnel Management 
Entrance on Duty Requirements Specifications,” February 4, 2014. Re-
trieved from http://bit.ly/2di3sSf

all agencies interviewed use paper-based performance-
management systems that create unnecessary and often 
duplicative work for multiple employees. 

At one agency with such a system, an HR staff mem-
ber must manually scan and upload every employee’s 
performance appraisal into the Office of Personnel Man-
agement’s electronic Official Personnel Folder—a data-
base containing information on all federal employees. 
The labor-intensive process makes it difficult to upload 
appraisals in a timely way and in accordance with federal 
personnel recordkeeping regulations. The manual pro-
cess also results in a huge backlog, according to an inter-
viewee. Additionally, because employees’ performance 
appraisals likely are not uploaded to their electronic 
folder in a timely way, employees must go through the 
HR staff to access their records. “It’s not that paper-based 
is bad, just inefficient,” he said. 

	 One agency estimated how much money it could 
save by automating its performance-management system 
alone, one of several processes now being done manually. 
Its calculations show that the organization could reap 
about $3 million annually in cost avoidance and savings—
money that could support other important agency func-
tions. The estimate takes into account employee time as 
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well as the costs to print, scan and 
mail performance documents.

	 While automation will pro-
duce some benefits, inefficiencies 
will still exist if IT systems are not 
integrated. After automating, agen-
cies can start connecting their HR 
systems and processes. However, of 
the agencies we interviewed, those 
with automated HR functions typi-
cally continue to maintain multiple, 
separate IT systems. This forces HR 
staff to log into many databases, en-
ter the same information repeatedly 
and retrieve data from different lo-
cations. These duplicative activities 
waste time, and employees’ everyday 
tasks can be tediously repetitious. 

	 Agencies do not necessarily 
have to integrate everything at once. 
Organizations without fully inte-
grated systems have benefited from 
partial integration, saving their em-
ployees from continually carrying 
out simple, routine tasks. 

The Securities and Exchange 
Commission is one of several agen-
cies that are integrating their sys-
tems. First, the SEC automated its 
HR processes, which helped HR 
staff handle a larger volume of work 
as the SEC expanded—by almost a 
third since 2007, according to Ding-
man, the agency’s chief human capi-
tal officer. Now the agency is procur-
ing updated technology to integrate 
and improve HR operations. 

In addition to increasing effi-
ciency, HR enhancements also im-
proved SEC employees’ work expe-
rience. “People are not having to run 
around the office, forms aren’t get-
ting lost, and we don’t have to worry 
about people not getting their ben-
efits,” Dingman said.

Similarly, the Department of 
Agriculture eliminated wasted, 
form-filled days for new employees 
by processing all paperwork and se-
curity screenings prior to their ar-
rival. An integrated IT system called 
“One USDA” facilitates the process 
by making it faster and easier for HR 
and security staff to work together. 

“Gone are the days of someone 
swearing in their oath and sitting 

in a cubicle for two days” filling out 
paperwork, said Traci DiMartini, 
acting director of HR enterprise 
systems management at USDA. 
With this taken care of, the process 
is quicker for new employees to get 
oriented and start performing the 
job they were hired to do. And, in 
general, a good onboarding experi-
ence leads to better employee en-
gagement and reduced turnover, re-
search shows.

The “One USDA” system, built 
out over many years, connects sev-
eral HR systems including the learn-
ing system, deployed in 2002, and 
the onboarding system, introduced 
in 2016. USDA continues to add new 
capabilities. The department is in 
the process of creating data dash-
boards and bringing all subcompo-
nents into the same performance-
management system. 

Automation and integration 
provide similar efficiencies for agen-
cies when employees leave their job. 
Before the Department of Housing 
and Urban Development integrated 
its IT systems, employees going 
through the “separations process” 
had to walk around to 26 different 
people and offices for signatures, ac-
cording to Towanda Brooks, the de-
partment’s CHCO. Now, everything 
can be done in the online system, 
creating a “fantastic” separations 
process, she said. 

Like USDA, HUD integrated and 
deployed its system in phases. Begin-
ning in 2013, the department started 
implementing about one module per 
year, testing new modules in a few 
offices. Before deploying the tech-
nology department-wide, the agency 
made changes based on feedback 
from employees who helped test it. 

The department’s current sys-
tem has been fully integrated since 
March 2016, and has the ability to 
communicate with the National Fi-
nance Center for payroll processing 
and the Bureau of Fiscal Services 
for human resources processing. 
HUD will continue to improve and 
build upon the system, according to 
Brooks.
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W hen human resources offices operate with 
paper processes and disparate IT systems, 
agency leaders often cannot get their hands 

on comprehensive, timely data to make informed work-
force decisions. Many interviewees said their agencies do 
not have data that provide a global view of their employ-
ees, making it difficult to manage talent in a holistic way. 
At a few agencies, access to data from across the entire 
department and all IT systems has led to cost-savings and 
more informed decision-making. 

	 The National Institutes of Health, for example, 
used data from its learning, payroll and timekeeping 
systems to calculate the cost of training for employees. 
Now that the agency knows that an hour of training for 
all employees costs almost $1 million, leaders can make 
informed decisions about the financial impact when de-
ciding whether certain types of training should be man-
datory, according to Julie Broussard Berko, NIH’s acting 
human resources director. 

	 The agency also uses data to inform workforce 
planning for its senior executives. The agency has infor-
mation going back 10 years, which has been helpful to 
identify trends, do predictive modeling and plan for the 
future, according to Berko.

Increase access to 
comprehensive and timely 
data so leaders can make 
informed decisions

At the Department of Agriculture, the ability to ana-
lyze data from the integrated IT system has led to bet-
ter, more targeted staffing and recruiting efforts. When 
recruiting for certain positions or skills, USDA can see 
where top talent tends to come from and focus recruiting 
efforts there, instead of wasting time and resources cast-
ing a wide net. 

Taking it one step further, HUD used its integrated 
IT systems to create a dashboard that displays data in a 
user-friendly way. Data from its system feeds into a dash-
board, providing up-to-date information to leadership 
about “anything that would be needed day to day,” such 
as hiring, demographic, performance and Federal Em-
ployee Viewpoint Survey data, said Brooks, the chief hu-
man capital officer at HUD. Brooks is able to access the 
dashboard on her phone, and uses it frequently during 
meetings with senior leadership when she needs hiring, 
attrition or other information about her workforce.

Leaders and HR staff who do not have easy access 
to comprehensive workforce information struggle to 
make informed decisions and manage talent well. Almost 
all our interviewees said they wish they had better data 
analytic capabilities. One interviewee said his agency 
does not have the best understanding of strategic plan-
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ning because “the data is in so many 
different places” and is not easy to 
gather and analyze. Another inter-
viewee said it was “very painful” 
trying to work with all the systems 
and technology in offices across her 
agency. She would like her agency to 
be “more predictive” by using data 
from the entire organization to an-
ticipate future needs. 

Interviewees at a few agencies 
without integrated systems said 
they are unable to determine what 
talent and skills they have as an or-
ganization. When the agency identi-
fies a position it has to fill or a skill 
it needs, leaders often are unable to 
determine whether they could shift 
current employees into those va-
cancies or if they need to hire new 
people. 

Moreover, manual data entry 
into multiple, separate IT systems is 
slow and error-prone. At some agen-
cies, maintaining disparate IT sys-
tems means leaders cannot identify 
their top performers. In other cases, 
manual processes delay leaders’ ac-
cess to data for three or four months 

and, without up-to-date informa-
tion, it is difficult for leaders to iden-
tify and address problems quickly.

Even those leaders who can ac-
cess their HR data relatively quickly 
may be getting inaccurate informa-
tion if numerous disparate systems 
are not reconciled frequently. These 
leaders face the risk that they will 
make decisions based on inaccurate 
data. For example, one agency has a 
performance-awards system that is 
not connected to its personnel-ac-
tions system, and information in the 
awards system may not reflect the 
most up-to-date personnel actions. 
If the agency relies on outdated data, 
it could lead to managers budgeting 
incorrectly for awards. 
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Take advantage of 
technology solutions 

Agencies seeking to automate and integrate HR func-
tions and processes have options. Some work could be 
done by IT professionals the agency already employs. 

Some of USDA’s systems, for example, are “homegrown”—
that is, they were developed and built within the agency.

Technology solutions are also available through federal 
shared services providers, the Office of Personnel Manage-
ment or by contracting directly with private-sector companies. 
Shared services providers often offer services to agencies at a 
lower cost and provide administrative support, allowing orga-
nizations to focus on their core missions and maximize effi-
ciency. Agencies also can contract directly with private-sector 
vendors for products and services that shared service provid-
ers do not offer. 

Agencies do not have to automate and integrate every-
thing at once. Indeed, interviewees from agencies with inte-
grated systems recommend implementing new technology 
and processes in phases. As a first step, agencies could con-
sider automating paper-based processes and then connecting 
their databases to OPM’s electronic Official Personnel Folder. 
Integrating the learning system and performance-manage-
ment system could also be a good start, enabling employees to 
see connections between their professional development and 
career aspirations, according to a few interviewees.
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RECOMMENDATIONS

Agencies without automated processes and many disparate IT systems should:

Conduct cost-benefit analyses to determine the amount of time and money that could be 
saved or reallocated by automating HR processes, and use the results when making budget 
decisions and investments

Identify the highest-priority agency needs and research all available technology solutions to 
determine what best meets those needs

Take advantage of products offered by shared services providers

Agencies in the process of procuring and deploying integrated IT systems should:

Recognize that these systems are a long-term investment and have staff dedicated to 
implementing, managing and updating them

Test and make changes to new technology based on user feedback before deploying to the 
entire department or agency

Implement new technology in phases rather than all at once

Address cultural resistance by improving communication between leadership and employees, 
providing training to users, identifying early users of new technologies and celebrating 
successes
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CONCLUSION 
Automating and integrating talent-management processes and systems—such 
as performance, learning and succession planning—improves efficiency and 
access to quality data. It allows human resources staff to spend less time on 
paperwork and manual data entry, and focus more on strategic planning and 
data analytics. 

Sophisticated talent-management systems can give leaders a clearer pic-
ture of their workforce and arm them with information when they need it to 
make informed decisions about allocating talent and resources. 

These systems and processes also make it easier for agencies to report 
accurate data to the Office of Personnel Management on a regular basis. This 
improves OPM’s ability to identify trends and best practices across govern-
ment and, in turn, help agencies manage their workforces better. 

The quality and timeliness of the work that agencies do depends on the 
talent they hire and nurture. Since federal organizations depend on employees 
to carry out their missions, it is critical for agencies throughout government 
to improve the processes and systems that manage employees at every level. 
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INDIVIDUALS INTERVIEWED

United States Geological Survey

Jill Nissan
Workforce Planning Program Manager

DEPARTMENT OF JUSTICE

Federal Bureau of Prisons

Nate Baker
Human Resources Information Manager, Learning  
and Career Development Branch

NUCLEAR REGULATORY COMMISSION

Miriam Cohen
Chief Human Capital Officer

OVERSEAS PRIVATE INVESTMENT CORPORATION

Atiba Copeland
Performance Management Specialist

SECURITIES AND EXCHANGE COMMISSION

Lacey Dingman
Chief Human Capital Officer

Christelle LaPolice
Dean, SEC University

Dennis Truskey
Chief Learning Officer

SOCIAL SECURITY ADMINISTRATION

Michelle Blagmond
Personnel Psychologist

Reginald Wells
Chief Human Capital Officer

UNITED STATES POSTAL SERVICE

Susan McKeen
Director, Learning and Development

ADDITIONAL CONTRIBUTORS

Mary Ellen Beach
Human Capital Management Consultant, Federal Technology 
Services, Inc. 
Former Deputy Chief Human Capital Officer and Deputy 
Human Resources Director, Nuclear Regulatory Commission

Scott Cameron
Director of Strategic Development, Tuknik Government Services 
Former Chief Human Capital Officer, Department of the Interior

John Sepulveda
President & CEO, Strategic Human Capital Consulting, LLC 
Former Chief Human Capital Officer, Department of  
Veterans Affairs

DEPARTMENT OF AGRICULTURE

Traci DiMartini
Acting Director, HR Enterprise  
Systems Management

Karlease Kelly
Deputy Chief Human Capital Officer

DEPARTMENT OF DEFENSE

Defense Logistics Agency

Brad Bunn
Director of Talent Management

DEPARTMENT OF EDUCATION

Valarie Barclay
Director, Executive Resources

DEPARTMENT OF ENERGY

Robert Gibbs
Chief Human Capital Officer

John Walsh
Director, Office of Human Capital Strategy & Analytics

DEPARTMENT OF HEALTH AND HUMAN SERVICES

National Institutes of Health

Julie Broussard Berko
Acting Director, Office of Human Resources

DEPARTMENT OF HOMELAND SECURITY

Federal Emergency Management Agency

Corey Coleman
Acting Director, National Training and Education Division

Immigration and Customs Enforcement

Diana Lynch
Succession Planning Program Manager, Office of  
Human Capital

DEPARTMENT OF HOUSING AND URBAN DEVELOPMENT

Towanda Brooks
Chief Human Capital Officer

DEPARTMENT OF THE INTERIOR

Interior Business Center

LC Williams
Associate Director, Human Resources Directorate

Office of the Secretary

Ellen Carpenter
Human Resources Information Systems Project Manager
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