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Background: GAO’s Reporting
Mandate

» In 2010, GAO was mandated to report annually
on “duplication in the federal government and
recommend ways to reduce or eliminate it.”

» GAO reports on federal programs, agencies,
offices, and initiatives—either within departments
or government-wide—that have duplicative,
overlapping, or fragmented goals or activities.
GAO also identifies opportunities to achieve cost
savings and enhanced revenue collection.
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Evaluation Guide

Step 1: Identify fragmentation, overlap, and
duplication




.

Possible approaches to identify
programs include focusing on...

» Goals and outcomes

» Beneficiaries, customers, or other target
population
» Key benefits, services, or products

» Administering agencies or agency
organizational structure

» Appropriations or budget structure
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Presentation Notes
Goals and outcomes: Goals and outcomes that show the intended results or achievements of a program.
Beneficiaries, customers, or other target population: Beneficiaries, customers, or other target populations who receive benefits, services, or products from a program.
Key benefits, services, or products:  What the program provides to beneficiaries, customers, or other target populations.
Administering agencies or agency organizational structure: Organizational structure defined by agency office, bureau structure, or program structure. Offices or bureaus could focus on specific regions, functions, specialized subject matter, or some combination.
Appropriations or budget structure: Agencies’ appropriations accounts or other budget materials, such as the President’s Budget Request, or internal agency budget and accounting systems.

Example: Homelessness programs
Goals and outcomes: Programs designed to improve the health, well being, and stability of persons experiencing homelessness or programs designed to provide affordable and supportive housing to persons experiencing homelessness.
Beneficiaries, customers, or other target population: Programs that target individuals and families experiencing chronic homelessness or programs that target veterans experiencing homelessness.
Key benefits, services, or products: Programs that provide permanent, transitional, and emergency housing or programs that provide medical and dental benefits.
Administering agencies or agency organizational structure: Programs administered by the Departments of Health and Human Services, Housing and Urban Development, Justice, or Veterans Affairs.
Budget: Programs to address homelessness identified in the President’s Budget and other budget materials.



Information sources for identifying
programs include...

» Legal sources

» Agency sources

» Program inventories, catalogs, or databases
» Nonhagency sources

» Media sources
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Presentation Notes
Legal sources, such as authorizing and appropriating legislation for agencies, programs, and initiatives; or regulations. 
Agency sources, such as budget documents, financial statements and reports, performance documents (including strategic plans, performance plans, and performance reports), program guidance, internal evaluations, and organizational charts.
Program inventories, catalogs, or databases. 
Nonagency sources, including GAO reports, inspector general reports; other government reports; and third-party reports (including academic, research group, commission, working group, and consultant reports, and professional journals).
Media sources, including newspapers and the Internet.


Definitions of fragmentation,
overlap, and duplication

Fragmentation refers to those
circumstances in which more than
one federal agency (or more than
one organization within an agency)
is involved in the same broad area of
national need and opportunities exist
to improve service delivery.

Source: GAO. | GAO-15-404SP

Overlap occurs when multiple
agencies or programs have similar
goals, engage in similar activities or
strategies to achieve them, or target
similar beneficiaries.

Duplication occurs when two or
MOore agencies or programs are
engaged in the same activities or
provide the same services to the
same beneficiaries.
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Presentation Notes
These are all CONDITION (not criteria). 

Fragmentation, overlap, and duplication are a reflection of complex policy, and their existence can be good or bad.


Evaluation Guide

Step 2: Identify potential effects




Questions to help identify
potential effects

» Is there evidence that...

> Programs and agencies work together to
provide logical and coordinated benefits,
services, or products?

- Roles and responsibilities are clear?

- Related programs and outcomes are
complementary?

- Those who are eligible for benefits, services, or
products are receiving them?

- The collective provision of benefits, services, or
products is economical and efficient?
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Example of positive effect

» In 2010, GAO found that the availability of
multiple food and nutrition assistance programs
provided at different locations within a
community can increase the likelihood that
eligible individuals seeking benefits from one
program will be referred to other appropriate

programs.
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Presentation Notes
Another example:
GAO found that since no one program was intended to meet a household’s full nutritional needs, the variety of food assistance programs offered eligible individuals and households different types of assistance and could help households fill the gaps and address their specific, individual needs.



Example of negative effect

» GAO found that program overlap can create the
potential for unnecessary duplication of efforts
for administering agencies, local providers, and
individuals seeking assistance. Such duplication
can waste administrative resources and confuse

those seeking services.
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Presentation Notes
Other examples:
Little was known about the effectiveness of the programs.
The programs had complex administrative procedures. Government agencies and local organizations dedicated staff time and resources to separately manage them even when a number of the programs were providing comparable benefits to similar groups.


Evaluation Guide

Step 3: Validate effects and assess and
compare programs




ldentify any existing program
evaluations from...

» a program office or a policy or evaluation office
within the administering agency;

» an oversight-related agency, such as an agency’s
inspector general;

» a research or oversight agency;

» an independent consulting firm or research
Institute; or

» ah academic institution.
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Conduct a new evaluation if
heeded

» Designing an evaluation involves selecting
appropriate measures and comparisons that will
permit drawing valid conclusions about the
programs.

» Consider further assessing the positive and
negative effects of fragmentation, overlap, or
duplication identified in Step 2, in addition to
program performance and cost-effectiveness.
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Validate actual effects

» To evaluate coordination among agencies
overseeing consumer product safety, GAO
designed and administered a questionnaire to the
identified agencies.

» GAO also interviewed agency officials and
industry groups about the extent of
fragmentation and overlap and their positive and
negative effects and about the extent of
coordination.
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Presentation Notes
In its evaluation of consumer product safety oversight, GAO found that oversight of consumer product safety is fragmented across agencies, and identified instances in which jurisdiction overlaps or is unclear for certain products, and potential positive and negative effects of this fragmentation and overlap. 


Assess and compare programs

» Assess a single program: How effectively and efficiently is
the program performing? Does it have the desired effect
on the target population?

» Compare two or more programs: How do the performance
and cost-effectiveness of programs compare?

» Assess a group of programs: How efficiently and
effectively do these programs provide services, individually
and collectively? Are there foregone benefits that could be
achieved through integration or better coordination?

» Evaluate relationships between programs: Are
relationships necessary, strong, and effective? Do they
lead to better outcomes?

17



Evaluation Guide

Step 4: Identify options to increase efficiency or
better manage fragmentation, overlap, and
duplication




Options to improve efficiency

» Restructuring outmoded government
organizations and operations

» Improving processes and technology

» Implementing a strategic approach to
spending

19



Key practices used in efficiency
initiatives

» Using change management practices to
implement and sustain efficiency initiatives

» Targeting both short- and long-term
efficiency initiatives
» Building capacity for improving efficiency

20
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Presentation Notes
Using change management practices to implement and sustain efficiency initiatives, such as ensuring top leadership drives transformation and involving employees to obtain their ideas and promote their ownership of transformation.
Targeting both short- and long-term efficiency initiatives, such as identifying those that can generate immediate returns as well as more substantive changes to operating procedures, programs, and structures.
Building capacity for improving efficiency, such as using a department-level office to standardize guidance and training and facilitate sharing best practices and identifying experts.


Options to manage fragmentation,
overlap, and duplication

» Improving coordination and collaboration
within and across agencies

» Engaging in performance management
activities

» Changing statutes, regulations, or guidance
to revise or explicitly define the roles and
responsibilities of agencies and program
administrators

» Consolidating or streamlining programs
» Eliminating programs

21



Results
Why Do This?




GAQO’s results to date

» Including the 2017 report, GAO has identified
well over 700 recommended actions for
Congress or executive agencies.

» This has resulted in roughly $75 billion in
financial benefits from fiscal years 2010
through 2016, with at least an additional $61
billion in estimated benefits projected to be
accrued through 2025.
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Presentation Notes
Not all fragmentation, overlap, and duplication needs to be corrected.  For example, obtaining information from different sources, building in redundancy to foster resilience, and piloting alternative approaches can be important.


Status of 2011 to 2016
recommended actions (March 2017)

Congress Executive branch Total

number of actions number of actions  number of actions

Status (percentage) (percentage) (percentage)
Addressed 36 293 329
(38%) (53%) (51%)

Partially addressed 9 192 201
(9%) (35%) (31%)

Not addressed 50 69 115
(53%) (12%) (18%)

Total 95 550 645

(100%) (100%) (100%)




Documenting financial benefits
from GAO’s work

» Legislative changes estimated by the
Congressional Budget Office (CBO)

» Tax changes estimated by the congressional Joint
Committee on Taxation (JCT)

» GAQO’s estimates of programmatic changes

» The benefits are net of any costs associated with
implementing the changes

» Estimated benefits have inherent uncertainty

» Not all “financial benefits” are direct savings;
some entail shifting funds from lower- to higher-
performing programs
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Examples of implemented
recommended actions

» Increased collaboration among the military services to
develop and acquire uniforms better protects service
members and yields about $4.2 billion over 5 years in cost
avoidance, of which $2.5 billion has accrued since 2014.

» In 2012, the Department of Education identified 44 teacher
quality programs in 9 federal agencies and coordinated
with these agencies to develop a framework for sharing
information on teacher quality activities and to work on
barriers to program alignment. This effort was intended to
assist federal agencies, states, and local providers in
achieving more efficient service delivery across teacher
quality programs.
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Examples of implemented
recommended actions (continued)

» Federal agencies will close over 6,000 data centers by
the end of fiscal year 2019. Agencies reported almost
$3 billion in cost savings from their data center
consolidation efforts from 2012 through 2016.

» Better coordination among 45 programs in nine federal
agencies that support employment for people with
disabilities is needed. In response, agencies took steps
toward establishing measurable goals for employment

of people with disabilities. For example, the

Departments of Education and Labor defined common

performance measures to be used by the core job

training programs.
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Open Recommendations from
2017

» The Army and Air Force could save tens of millions
of dollars by better managing and overseeing their
virtual training programs to avoid fragmentation.

» Requiring reviews for duplicative or overlapping
awards would help ensure federal grants are
efficiently administered. Eliminating unnecessary
duplication and overlap could save public dollars
and allow grant funds to be used more effectively.
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Open Recommendations from
2017 (continued)

» Better aligning federal payments for hospitals’
uncompensated care—services provided to
uninsured and low-income patients for which
hospitals are not fully compensated—with
hospitals’ costs could help the Centers for
Medicare & Medicaid Service save over a billion
dollars annually.

» By managing its commissaries more efficiently, the
Department of Defense could position itself to
better achieve its cost savings target of $2 billion.
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Resources

» 2017 Annual Report: Additional Opportunities to Reduce
Fragmentation, Overlap, and Duplication and Achieve
Other Financial Benefits
(http://www.gao.gov/products /GAO-17-491SP)

» Fragmentation, Overlap, and Duplication: An Evaluation
and Management Guide
(http://www.gao.gov/products /GAO-15-49SP)

» http://www.gao.gov/duplication/overview

» http://www.gao.gov/duplication/action_tracker/all_areas

» Jessica Lucas—judy, (202) 512-9110, lucasjudyj@gao.gov
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