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What GAO Found

The Department of Homeland Security (DHS) and each of its major components
face the same key drivers of employee engagement—as measured by the Office
of Personnel Management’'s Federal Employee Viewpoint Survey (OPM FEVS)—
as the rest of the federal government (see table). Higher scores on the OPM
FEVS indicate that an agency has the conditions that lead to higher employee
engagement, a component of morale.

Key Drivers of Employee Engagement across the Federal Government, the
Department of Homeland Security (DHS), and within Each DHS Component Agency

Driver of engagement Federal Employee Viewpoint Survey question

Constructive
performance
conversations

My supervisor provides me with constructive suggestions to
improve my job performance (Question 46).

Career
development

| am given a real opportunity to improve my skills in my
organization (Question 1).

and training
Work-life My supervisor supports my need to balance work and other
balance life issues (Question 42).

Inclusive work
environment

Supervisors work well with employees of different
backgrounds (Question 55).

B 03

MEMO
Communication
from management

How satisfied are you with the information you receive from
management on what’s going on in your organization
(Question 64)?

e

Source: GAO analysis of 2014 and 2019 Office of Personnel Management Federal Employee Viewpoint Survey data. | GAO-21-204

DHS has implemented department-wide employee engagement initiatives,
including efforts to support DHS employees and their families. Additionally,
DHS’s major operational components, such as U.S. Customs and Border
Protection and the Transportation Security Administration, among others, have
developed annual action plans to improve employee engagement. However,
DHS has not issued written guidance on action planning and components do not
consistently include key elements in their plans, such as outcome-based
performance measures. Establishing required action plan elements through
written guidance and monitoring the components to ensure they use measures to
assess the results of their actions to adjust, reprioritize, and identify new actions
to improve employee engagement would better position DHS to make additional
gains in this area. In addition, approval from the DHS Office of the Chief Human
Capital Officer (OCHCO) and component leadership for these plans would help
ensure department-wide commitment to improving employee engagement.
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U.S. GOVERNMENT ACCOUNTABILITY OFFICE
A Century of Non-Partisan Fact-Based Work

441 G St. N.W.
Washington, DC 20548

January 12, 2021

The Honorable Bennie G. Thompson
Chairman

Committee on Homeland Security
House of Representatives

Dear Mr. Chairman:

Since it began operations in 2003, the Department of Homeland Security
(DHS) has faced challenges with low employee morale, including low
employee engagement. The Office of Personnel Management (OPM)
defines employee engagement as employees’ sense of purpose that is
evident in their display of dedication, persistence, and effort in their work
or overall attachment to their organization and its mission. The OPM
Federal Employee Viewpoint Survey (OPM FEVS) has consistently found
that DHS employees have lower engagement than the government-wide
average of federal employees. According to the OPM FEVS and the
Partnership for Public Service’s rankings of the Best Places to Work in
the Federal Government®, DHS is consistently the lowest ranking in
engagement for similarly-sized federal agencies.!

In 2015, we reported that a number of studies of private-sector entities
have found that increased levels of employee engagement result in better
individual and organizational performance.2 This includes increased
employee performance and productivity; higher customer service ratings;
fewer safety incidents; and less absenteeism and turnover. Studies of the
public sector, while more limited, have shown similar benefits. For
example, the Merit Systems Protection Board found that higher levels of
employee engagement in federal agencies led to improved agency
performance, less absenteeism, and fewer equal employment opportunity

1FEVS is a tool offered by OPM that measures employees’ perceptions of whether, and to
what extent, conditions characterizing successful organizations are present in their
agencies.

2GAO, Federal Workforce: Additional Analysis and Sharing of Promising Practices Could
Improve Employee Engagement and Performance, GAO-15-585 (Washington, D.C.: July
14, 2015).
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complaints.3 As we have previously reported, it is essential for DHS to
improve employee engagement given its impact on agency performance
and the importance of DHS’s missions.4

In 2003, we designated Implementing and Transforming DHS as a high-
risk area to the federal government. DHS has made considerable
progress in transforming its original component agencies into a single
cabinet-level department. As a result, in 2013, we narrowed the scope of
the high-risk area to focus on Strengthening DHS Management
Functions, through which we also monitor DHS’s progress in the area of
employee engagement.5 Although DHS employee engagement scores
have increased in recent years, scores from OPM’s 2019 administration
of the FEVS show that DHS remains the lowest-scoring large or very
large federal agency.

Action planning is a strategic tool that assists agencies in their efforts to
improve employee engagement. OPM has described the action planning
process as a cycle of continual improvement that seeks to build an
organizational culture with engaged employees by planning and
implementing actions and then reviewing progress to inform future
actions. In response to the annual OPM FEVS results, the DHS Office of
the Chief Human Capital Officer (OCHCO) requires each major

3U.S. Merit Systems Protection Board, The Power of Federal Employee Engagement
(Washington, D.C.: September 2008). Results were based on responses to the Merit

System Protection Board’s Merit Principles Survey, which asks employees about their
perceptions of their jobs, work environments, supervisors and agencies.

4GAO, Department of Homeland Security: Employee Morale Survey Scores Highlight
Progress and Continued Challenges, GAO-20-349T (Washington, D.C.: Jan. 14, 2020).

5Since the early 1990s, our high-risk program has focused attention on government
operations with greater vulnerabilities to fraud, waste, abuse, and mismanagement, or that
are in need of transformation to address economy, efficiency, or effectiveness challenges.
We issue an update to the High-Risk List every 2 years at the start of each new session of
Congress. Our most recent update was issued in March 2019. See GAO, High-Risk
Series: Substantial Efforts Needed to Achieve Greater Progress on High-Risk Areas,
GAO-19-157SP (Washington, D.C.: Mar. 6, 2019).
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operational component to develop an employee engagement action plan
and submit this plan to OCHCO for review.6

You asked us to review the key drivers of employee morale at DHS, as
well as its efforts to improve morale. This report addresses: (1) key
drivers of employee engagement at DHS and how they compare to
government-wide engagement drivers, and (2) the extent to which DHS
and its component agencies have implemented initiatives to improve
employee engagement and undertaken effective action planning.

To address both objectives, we focus on employee engagement as a key
indicator of morale because OPM and DHS center their efforts on
improving employee engagement. Specifically, OPM focuses its attention
on employee engagement because it is an element of the President’s
Management Agenda. To measure the conditions that lead to
engagement, OPM calculates an employee engagement index (EEI) each
year based on FEVS responses. According to DHS officials, they focus
on engagement because it is an actionable measure of morale.

To address our first objective, we analyzed record level data from OPM’s
2019 administration of the FEVS. Because OPM calculates and reports
the EEI at the group level—such as across DHS, for a component, or for
a specific work site such as an airport—and not for individual
respondents, we used data from OPM to recalculate the EEI for each
individual employee that responded to the survey. This calculation
enabled us to conduct regression analysis and examine which drivers
were most strongly associated with the EEI. The individual level EEI
calculation is scaled between 0 and 100 and is based on the proportion of
each individual employee’s positive responses to the 15 constituent EEI
questions. We used regression analysis to test which of the OPM FEVS
questions was most strongly associated with increased scores for an
individual DHS employee’s EEI, after controlling for other factors such as
employee demographics and DHS components. We also used regression
analyses to test which of the OPM FEVS questions were most strongly
associated with an individual employee’s EEI score within each DHS

6The DHS major operational components that submit annual employee engagement
action plans to DHS OCHCO are the Transportation Security Administration, U.S. Secret
Service, U.S. Customs and Border Protection, U.S. Immigration and Customs
Enforcement, U.S. Citizenship and Immigration Services, the Federal Emergency
Management Agency, the U.S. Coast Guard, and the Cybersecurity and Infrastructure
Security Agency.
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component that had more than 1,000 responses to the OPM FEVS (or,
“major DHS operational components”).” We conducted similar regression
analyses using OPM FEVS data from across the government in 2015. We
referred to that work as appropriate when developing the regression
models for DHS.8

We assessed the reliability of the 2019 OPM FEVS data and determined
these data to be reliable for the purposes of identifying the key drivers of
employee engagement at DHS. Specifically, we reviewed response rates
from the 2019 OPM FEVS and conducted tests to identify missing data
from the 2019 OPM FEVS data set. We also reviewed the 2019 OPM
FEVS Technical Report to determine how OPM designed and
administered its 2019 FEVS. In addition, we met with OPM officials
knowledgeable about their FEVS data to ensure we understood how to
appropriately characterize the data.

We also met with human capital officials at the Departments of
Commerce, Transportation, and Justice, as well as with officials from
components within each of these departments to discuss their
approaches to addressing employee engagement. We selected these
departments based on shared similarities with DHS such as size, law
enforcement focus, or diversity of component missions. The results of our
interviews cannot be generalized; however, the information we obtained
provides valuable perspectives on initiatives these departments have
undertaken related to employee engagement. In addition, we reviewed
our 2015 work that discussed lessons the National Credit Union
Administration, the Federal Trade Commission, and the Department of
Education learned in developing and implementing strategies to improve
employee engagement.®

To address our second objective, we reviewed documents and data and
conducted interviews with officials from five DHS components:
Transportation Security Administration (TSA), U.S. Customs and Border
Protection (CBP), U.S. Citizenship and Immigration Services (USCIS), the
U.S. Secret Service (Secret Service), and U.S. Immigration and Customs

"We developed component-specific models only for eight components that had more than
1,000 responses to the OPM FEVS to accommodate the large number of variables within
the model. These eight components account for over 95 percent of DHS survey
respondents on the OPM FEVS.

8GAO-15-585.
9GAO-15-585.
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Enforcement (ICE). We selected these five components for a non-
probability sample based on a combination of factors including
component size, component employee engagement and satisfaction
scores, and input from external stakeholders including the DHS OCHCO
and the Partnership for Public Service. Collectively, employees of these
five components make up over 70 percent of the DHS workforce.

According to OCHCO officials, developing employee engagement action
plans guides the component action planning process. As a result, for
each of these five component case studies, we reviewed information
contained in annual component employee engagement action plans from
2018 through 2020 to determine the extent to which the components’
action planning processes align with OPM’s Key Elements of Effective
Action planning.’® Those key elements are: (1) identify the issues, (2) set
goals, (3) identify staff and budget resources, (4) develop the action plan,
(5) implement the action plan, and (6) monitor and evaluate the results of
the implementation. For example, we reviewed each employee
engagement action plan to determine whether the components identified
the root causes of their employee engagement challenges. In instances
where the action plans did not identify whether the component took a step
in the process, we also leveraged information from interviews and
program documentation to determine whether the components had taken
the step. Specifically, we conducted semi-structured interviews with
officials from human capital offices within each of the selected
components who develop these plans, reviewed program documentation
for initiatives to improve employee engagement, and met with officials
knowledgeable about these initiatives.

We also determined the extent to which DHS components, as part of their
action planning process, identify and use outcome-based performance
measures consistent with our guidelines for using effective performance

10For each of the six steps in OPM’s action planning process, we determined whether the
component took and documented the step each of the three years, in some years but not
others, or not at all.
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measures.'! We assessed this because of the role of performance
measurement in the sixth action planning step—monitoring and
evaluating results of implementation. In addition, we reviewed the extent
to which DHS has made progress in improving employee engagement,
defined as one of the outcomes required to address the Strengthening
DHS Management high-risk area.’2 When available, we also met with
representatives of unions or employee groups for these components in
our sample to discuss their perspectives on DHS and component efforts
related to employee engagement.’3 In addition, we also reviewed DHS-
wide initiatives related to employee engagement. We also determined
that the monitoring component of internal control was significant to this
objective, along with the underlying principle that management should
establish and operate activities to monitor the internal control system and
evaluate the results.'4 We assessed program documentation of initiatives
DHS leads to improve employee engagement and met with DHS OCHCO
officials to discuss these initiatives, to determine the extent to which DHS
supports and monitors employee engagement efforts.

We conducted this performance audit from December 2019 to January
2021 in accordance with generally accepted government auditing
standards. Those standards require that we plan and perform the audit to
obtain sufficient, appropriate evidence to provide a reasonable basis for
our findings and conclusions based on our audit objectives. We believe

MGAO, lllicit Opioids: While Greater Attention Given to Combating Synthetic Opioids,
Agencies Need to Better Assess their Efforts, GAO-18-205 (Washington, D.C.: Mar. 29,
2016); GAO, Electronic Health Record Programs: Participation Has Increased, but Action
Needed to Achieve Goals, Including Improved Quality of Care, GAO-14-207 (Washington,
D.C.: Mar. 6, 2014); Designing Evaluations: 2012 Revision (Supersedes PEMD-10.1.4),
GAO-12-208G (Washington, D.C.: January, 2012); Performance Measurement and
Evaluation: Definitions and Relationships (Supersedes GAO-05-739SP), GAO-11-646SP
(Washington, D.C.: May, 2011); Defense Infrastructure: Improved Performance Measures
Would Enhance Defense Reform Initiative, GAO/NSIAD-99-169 (Washington, D.C.: Aug.
4, 1999); and Executive Guide: Effectively Implementing the Government Performance
and Results Act, GAO/GGD-96-118 (Washington, D.C.: June 1, 1996).

12GAO-19-157SP.

13We met with representatives from employee unions that represent employees at CBP,
TSA, and ICE. We met with an employee group that represents Secret Service employees
because there are no employee unions within the Secret Service. The union that
represents USCIS employees was not available to meet with us.

14GAOQ, Standards for Internal Control in the Federal Government, GAO-14-704G
(Washington D.C. September 2014).
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that the evidence obtained provides a reasonable basis for our findings
and conclusions based on our audit objectives.

Background

Federal Employee
Viewpoint Survey

Employees’ responses to the OPM FEVS questions measure their
perceptions of whether, and to what extent, conditions characterizing
successful organizations are present in their agencies. These responses
also serve as a tool for employees to share their perceptions in many
critical areas including their work experiences, their agencies, and
leadership. OPM has conducted this survey every year since 2010.15

The EEIl is one of three indices OPM calculates to synthesize FEVS data
and is measured in percentage points on a scale of 0 to 100 with higher
scores indicating an agency has the conditions that lead to higher
employee engagement.®6 According to OPM, the EEI does not directly
measure employee engagement. Instead, it covers the conditions that
lead to engaged employees. OPM calculates the EEI by averaging all the
positive responses to 15 FEVS questions covering employee perceptions
of leadership integrity and behaviors such as communication, the
interpersonal relationship between the employee and supervisor, and
employee feelings of motivation and competency relating to their role in
the workplace.

Employee Engagement at
DHS

In recent years, DHS has made progress in improving its employee
engagement, however, it remains below the government-wide average,
as shown in Figure 1. Specifically, DHS’s EEI has improved from 53
percentage points in 2015 to 62 percentage points in 2019. We began
tracking DHS’s EEI in 2010 as part of our monitoring of the Strengthening
DHS Management Functions high-risk area, and 2019 was the first year
that DHS surpassed the 2010 benchmark of 61 percentage points. DHS’s
2010 EEI serves as the benchmark because that was the first year OPM
calculated the EEI and was the highest DHS EEI prior to 2019. In recent
years, top leaders at DHS have stated that concerns with working

15From 2002 to 2008, OPM administered the survey biennially.

16|n addition to the EEI, OPM calculates two other indices. The New Inclusion Quotient,
referred to as New 1Q, summarizes information about inclusivity in the workplace. The
Global Satisfaction index is a combination of employees’ satisfaction with their job, their
pay, and their organization, plus their willingness to recommend their organization as a
good place to work.
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conditions, workload, and pay are factors that they believe negatively
affect employee morale and engagement.

_____________________________________________________________________________________|]
Figure 1: Department of Homeland Security (DHS) Employee Engagement Index
(EEI) Scores, 2010-2019

Employee Engagement Index
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GAO analysis of Federal Employee Viewpoint Survey data. | GAO-21-204

Across DHS, the average EEI score in 2019 for all DHS employees was
approximately 62 percentage points. At the component level, the EEI
varied from a high of 76 percentage points at the U.S. Coast Guard to a
low of approximately 38 percentage points at the Countering Weapons of
Mass Destruction Office. See Table 1 for the average EEI scores for each
DHS component in 2019.
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Table 1: Department of Homeland Security (DHS) Employee Engagement Index (EEI) of the Office of Personnel Management’s
Federal Employee Viewpoint Survey, 2019

DHS component EEI Survey responses
U.S. Coast Guard* 76.0 3,120
U.S. Citizenship and Immigration Services* 73.8 11,406
Federal Law Enforcement Training Center 66.6 600
Science and Technology Directorate 66.2 195
Office of Operations Coordination 66.2 116
Federal Emergency Management Agency* 65.8 2,485
Management Directorate 65.7 981
Office of the Secretary 64.8 270
U.S. Secret Service* 64.5 2,749
Office of the Inspector General 62.2 405
U.S. Immigration and Customs Enforcement* 62.1 8,171
Cybersecurity and Infrastructure Security Agency* 61.2 1,974
Transportation Security Administration* 59.9 27,356
U.S. Customs and Border Protection* 57.1 16,450
Countering Weapons of Mass Destruction 37.6 124
Legend:

* = major operational components that submit employee engagement action plans to the DHS Office of the Chief Human Capital Officer
Source: GAO analysis of the Office of Personnel Management's 2019 Federal Employee Viewpoint Survey Data. | GAO-21-204

Employee Engagement As the chief human resources agency and personnel policy manager for

Action Planning at DHS the federal government, OPM identifies six steps to guide effective action
planning to improve scores on the OPM FEVS (see fig. 2). These steps
are (1) identify the issues, (2) set goals, (3) identify staff and budget
resources, (4) develop the action plan, (5) implement the action plan, and
(6) monitor and evaluate the results of the implementation. These steps
flow in a cycle and are a continuous process incorporating information
from the annual administration of the OPM FEVS. We have previously
reported the importance of following OPM’s action planning guidance for
action planning to improve FEVS scores, and recommended that DHS
components link findings from root cause analyses to their employee
engagement action plans.'? In response, in 2017, all DHS components

17TGAOQ, Department of Homeland Security: Taking Further Action to Better Determine
Causes of Morale Problems Would Assist in Targeting Action Plans, GAO-12-940
(Washington D.C.: Sept. 28, 2012).
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linked their action plans to the root causes of their employee engagement
challenges.

Within DHS, OCHCO is responsible for implementing policies and
programs to recruit, hire, train, and retain DHS’s workforce. As the
department-wide unit responsible for human capital issues within DHS,
OCHCO also provides guidance and oversight related to employee
engagement issues to the DHS components. As previously discussed,
OCHCO requires each major operational component to develop an
annual employee engagement action plan. According to DHS officials,
components are to submit their annual action plans to OCHCO for review
by February. After OCHCO'’s review, the components finalize their plans
in March or April. The components also submit a mid-year action plan
update to OCHCO in the fall.18

18Because the onset of the Coronavirus Disease 2019 (COVID-19) pandemic occurred
during the time frame that the components typically develop their annual action plans,
DHS’s 2020 action planning process was delayed, according to OCHCO officials. The
components finalized their 2020 action plans in late summer 2020, rather than in the
spring.
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Figure 2: Office of Personnel Management’s Six Steps for Action Planning to
Improve Federal Employee Viewpoint Survey (FEVS) Scores

Set goals

Develop goals for
improvement.

Identify the issues

Identify staff and

Review the survey results budget resources

and conduct follow-up activities
needed to clarify their meaning.
Communicate the results to
employees and describe the
issues the agency plans
to address.

Assemble a team and
evaluate the time and
resources available to you.

FEVS
action planning
steps

Monitor and
evaluate the results of
the implementation

Monitor progress and
evaluate outcomes of the
action plan. Provide regular
feedback on progress and
outcomes to managers and
employees.

Develop the
action plan

Break down the goals into
actions to be accomplished,
assign them to responsible
parties, and seek necessary

approvals for the action plan.

Implement the
action plan

Publicize the plan within
the agency and launch
the plan that will help
meet the agency’s goals.

Source: U.S. Office of Personnel Management. | GAO-21-204
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DHS and Each of Its
Major Components
Face the Same Key
Drivers of Employee
Engagement as the
Rest of Government

Across DHS, the strongest drivers of an individual's EEI score are (1)
constructive performance conversations, (2) career development and
training, (3) work-life balance, (4) an inclusive work environment, and (5)
communication from management.'® These same five drivers were
among the key drivers of the EEI across the federal government that we
previously identified in 2015.20 Furthermore, although EEI scores vary
across DHS components, our analyses showed that the five drivers that
had the strongest association with engagement across DHS were
generally also the top drivers of engagement within each major
operational component.2! Figure 3 lists these five top drivers of the EEI
and the associated OPM FEVS question that serves as the proxy
measure for each driver in our analysis.22

19The Departments of Commerce, Justice, and Transportation share similarities with DHS
such as size, components with a diverse collection of missions, a focus on law
enforcement, or a workforce that operates in the public facing positions. Appendix Il
includes examples of actions these agencies have taken related to the key drivers of
employee engagement. Appendix Il also includes our past work discussing leading
practices for how agencies can effectively address these drivers to improve effective
organizational management.

20GAO-15-585.

21Across the federal government, the top drivers of engagement in order of strongest
association with the Employee Engagement Index were constructive performance
conversations, career development and training, inclusive work environment,
communication from management, work-life balance, and employee involvement. Across
DHS, employee involvement is the sixth strongest association with the employee
engagement index. We present the top five drivers of engagement at DHS as key drivers
because there was a natural break in the magnitude of the drivers between the fifth and
sixth strongest drivers of engagement across DHS. See appendix Il for all drivers.

22The question numbers refer to their order on OPM’s 2019 FEVS. The numbering will not
be consistent with OPM’s 2020 FEVS because OPM removed some questions from the
2020 survey as part of its adjusted plan for administering the 2020 FEVS because of
workplace disruptions caused by COVID-19. OPM included all questions required to
calculate the EEI in its 2020 FEVS. The questions removed include questions 46 and 55
from 2019 that are associated with the key drivers holding performance constructive
conversations and an inclusive work environment. According to OPM officials, the Director
of OPM will determine which questions to include in the 2021 FEVS based on feedback
from federal agencies regarding the 2020 FEVS.
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Figure 3: Key Drivers of the Employee Engagement Index across the Federal
Government, the Department of Homeland Security (DHS), and within Each DHS
Component Agency

Driver of engagement Federal Employee Viewpoint Survey question
Constructive My supervisor provides me with constructive suggestions to
performance improve my job performance (Question 46).
conversations
Career | am given a real opportunity to improve my skills in my
development organization (Question 1).
and training
Work-life My supervisor supports my need to balance work and other
balance life issues (Question 42).
Inclusive work Supervisors work well with employees of different
environment backgrounds (Question 55).

MEMO

Communication How satisfied are you with the information you receive from
from management management on what’s going on in your organization

(Question 64)?

c

Source: GAO analysis of 2014 and 2019 Office of Personnel Management Federal Employee Viewpoint Survey data. | GAO-21-204

Note: As we reported in 2015, across the federal government, the top drivers of engagement in order
of strongest association with the Employee Engagement Index were constructive performance
conversations, career development and training, inclusive work environment, communication from
management, work-life balance, and employee involvement. Across the Department of Homeland
Security (DHS), employee involvement is the sixth strongest association with the employee
engagement index. We present the top five drivers of engagement at DHS as key drivers because
there was a natural break in the magnitude of the drivers between the fifth and sixth strongest drivers
of engagement across DHS. See GAO, Federal Workforce: Additional Analysis and Sharing of
Promising Practices Could Improve Employee Engagement and Performance, GAO-15-585
(Washington, D.C.: July 14, 2015).

Across DHS and each of its major components, holding constructive
performance conversations is the strongest driver of employee
engagement based on our regression analyses of data from the 2019
OPM FEVS. The other key drivers across DHS are also generally among
the strongest drivers of employee engagement within multiple
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components, although their order of significance differs by component.23
For example, career development and training and work-life balance are
the second and third strongest drivers of engagement respectively at
USCIS, while the order of these drivers is reversed for the Secret Service.
The results for each of the 18 OPM FEVS questions from our DHS and
component regression models are listed in Appendix IIl.

|
Table 2: Rank Order of the Drivers Associated with the Employee Engagement Index across the Department of Homeland
Security (DHS) and within Its Major Components

Driver of Employee Engagement

Constructive Career Communication
Performance Development Inclusive Work from
DHS Component Conversations and Training Work-life Balance Environment Management
U.S. Coast Guard 1 4 2 3 5
U.S. Citizenship and
Immigration Services 1 2 3 4 5
Federal Emergency
Management Agency 1 2 4 3 6
U.S. Secret Service 1 3 2 4 6
U.S. Immigration and
Customs Enforcement 1 2 3 4 5
Cybersecurity and
Infrastructure Security
Agency 1 4 3 2 5
Transportation Security
Administration 1 3 4 2 5
U.S. Customs and Border
Protection 1 2 3 5
All DHS 1 2 3 4 5

Source: GAO analysis of the Office of Personnel Management's 2019 Federal Employee Viewpoint Survey Data. | GAO-21-204

Note: For each component agency, numbers represent the order of significance for a particular driver
with the number 1 labeling the driver with the greatest association with an individual’'s employee
engagement index score.

Key drivers associated with the EEI. Because holding constructive
performance conversations, career development and training, work-life
balance, an inclusive work environment, and communication from

23The top five drivers of employee engagement across DHS are generally the same top
drivers across the components. Communication from management as measured by
question 64 on the OPM FEVS was not among the top five drivers of employee
engagement within the Federal Emergency Management Agency or the Secret Service,
however, it did have a significant association with employee engagement within both of
these components as shown in table 2.
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management are the strongest predictors of the EEI, these areas could
be foundational for DHS efforts to improve employee engagement.
Collectively, across DHS, a respondent who answers positively to the
questions that serve as proxies for these five strongest drivers of the EEI
would be associated with an increase of approximately 50 percentage
points on the EEI compared to a respondent who did not respond
positively to each of those questions. Table 3 presents the association
between each driver and the EEI across DHS, as well as the range in
associations between the components.

_____________________________________________________________________________________________________________________|
Table 3: Association between the Employee Engagement Index (EEI) and the Top Five Drivers of Employee Engagement at the
Department of Homeland Security (DHS), Controlling for Other Factors

Top five drivers of employee
engagement at DHS

Associated increase on the DHS EEI

Range of the associated increase
across DHS component EEls

1. Constructive performance conversations

A DHS survey respondent who answered
positively to the question “My supervisor
provides me with constructive suggestions
to improve my job performance,” would
have, on average, an individual EEI that
was approximately 14 percentage points
higher than someone who did not answer
positively.

The association varied across DHS
components, from a low of approximately
11 percentage points at the Federal
Emergency Management Agency to
approximately 14 percentage points at the
Transportation Security Administration
(TSA).

2. Career development and training

A DHS survey respondent who answered
positively to the question “l am given a real
opportunity to improve my skills in my
organization,” would have, on average, an
individual EEI that was approximately 10

percentage points higher than someone
who did not answer positively.

The association varied across DHS
components, from a low of approximately 8
percentage points at TSA to approximately
11 percentage points at U.S. Customs and
Border Protection (CBP).

3. Work-life balance

A DHS survey respondent who answered
positively to the question “My supervisor
supports my need to balance work and
other life issues,” would have, on average,
an individual EEI that was approximately 9
percentage points higher than someone
who did not answer positively.

The association varied across DHS
components, from a low of approximately 8
percentage points at TSA to approximately
12 percentage points at U.S. Secret
Service.

4. Inclusive work environment

A DHS survey respondent who answered
positively to the question “Supervisors
work well with employees of different
backgrounds,” would have, on average, an
individual EEI that was approximately 9

percentage points higher than someone
who did not answer positively.

The association varied across DHS
components, from a low of approximately 8
percentage points at CBP to approximately
11 percentage points at the Cybersecurity
and Infrastructure Security Agency.
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Top five drivers of employee Range of the associated increase

engagement at DHS Associated increase on the DHS EEI across DHS component EEls

5. Communication from management A DHS survey respondent who answered  The association varied across DHS
positively to the question “How satisfied components, from a low of approximately 7
are you with the information you receive percentage points at the U.S. Coast Guard
from management on what’s going on in and U.S. Citizenship and Immigration
your organization,” would have, on Services to approximately 8 percentage
average, an individual EEI that was points at CBP.

approximately 8 percentage points
higher than someone who did not answer
positively.

Source: GAO analysis of 2019 Office of Personnel Management Federal Employee Viewpoint Survey Data. | GAO-21-204

Note: The regression models controlled fo