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1, 	 ~*.am Delivery. Deliver all FEl scheduled programs on 
time and maintain program quality as evidenced by high 
after-course evaluations and repeated requests from agencies 
for program spaces. 

Timeliness: Target dates for each 4-week program as 
determined in FY 93 announcement as well as short programs, 
special topic meetings, ret~eats and conferences as arranged 
should all be met with no cancellations due to inability on 
FEl's part to deliver the program. 

Duality: Evidence is evaluation scores which reflect 
customer satisfaction (6.0 and above on 7.0 scale}, return 
of customers and request for additional space/time at the 
FEI. 

Efficiency: Program delivery with rr.inimal full-ti~e faculty 
and the use of adjunct/part-time inscructors when available. 

2. 	 Faculty, Faculty hires made for one full-time and two part ­
time instructors (due to loss in 1992 of a full~time faculty 
member and increased demand for in-house faculty to 
facilitate new performance assessment program module) . 
Advertisement of vacancy announcement - January-February 
1993 with closing date of February 25, 1993. 

Timeli~e§§: Target date is 2nd quarter, FY 93. 

Oualitv: Nationwide recruitment and hiring well qua:ified 
teaching faculty with experience in adult education, 
executive~level programs, and knowledge of governmental 
operations. Commitment to Affirmative Action Program 
guidelines. 

5&'~g~ency: Increased use of full-time faculty will provide 
depth necessary for smooth delivery and appropriate 
representation of OPM/FEI before senior-level participants 
from 	al~ departments and agencies. ' 

Part~time faculty will allow cost-effective use of 
instructors for seminar/worKshop delivery on an ongoing 
basis with time for significant contributions to curriculum 
development. 



3. 	 Curriculum. Curriculum development includes expansion of 
3600 assessment (peer-subordinate-superior) to all 
participants in four-week program (72 executives in each of 
nine programs), March 1993. Increased faculty support and 
assistance in the interpretation and analysis of the 
feedback results with participants. This will help to 
reduce resistance and assist participants to better link the 
information to their work--a critical process as we move 
benchmarks from a learner prerogative to a mainstay of the 
program. 

Timeliness: Full implementation in the 3rd quarter, FY 93. 

Quality: Instrument was developed by a leading authority 
(CCL) in the field of executive development and the FEI 
faculty has created a "model" feedback workshop which has 
received endorsement by CCL as superior to their own. We 
will continue to develop the design and delivery to meet the 
highest standards of professional program quality as well as 
ensure customer satisfaction. 

Efficiency: Scanning, scoring, printing, and delivery of 
feedback at the Institute will represent significant 
efficiencies. 

4. 	 New Programs. Design and delivery of new follow-up programs 
with emphasis on intensive competency work in rigorous week­
long OL shorter program. Pilot in summer or early autumn 
1993. 

5. 	 Facility Issues. Annex building design and planning process 
completed by May 1993 with construction to begin October 
1993. Completion September 1994. 

Renovation of Old Dominion Room complete by May 1993. 

Weatherization of Virginia Study complete by 1st Quarter, 
FY 94. 

6. 	 Program Monitoring and Evaluation. FY 93 will bring the 
implementation of the complete mUlti-year program 
evaluation. Implementation of this large, complex process 
will rt::!quire ad,ministration of the various surveys and 
instruments, scoring and analysis, reporting, integration 
into overall program, development of 'opportunities within 
the curriculum for participants to work on specific areas of 
improv1ement, development and administration of action­
planning, tracking the process, and evaluating the program 
at appropriate intervals. 



Timeliness: Complete implementation of surveys and 
instrumen~s will occur by the end of the 4th quarter, FY 93. 
Focus group activity will occur in the 1st quarter. FY 94. 

Quality: Analysis of survey/instr~ments results w~ll 
provide the most up-to-date feedback available and allow 
decision-making based on both quantitative/qualitative data. 

Efficiency: Development, implementation and analysis of 
this plan has been done internally at the PEl. 

7. Affirmatiye Agtion and Equal Employment Opportunity 

Our goal is ongoing developmen~ ar.d delivery of core 
programs with representative facu:ty and guest speakers. It 
is our belief that our facul:y, those with teaching roles in 
our program, should mirror the larger workplace environment 
but also be a leader in modeling diversity. We take great 
pains to recruit and retain excellent faculty who also 
happen to be women and/or minorities, The Institute also 
encourages agencies to send representative groups of 
participar.ts. 

An analys=-s of the FEI l s staff, faculty, and adjunct fac'.;.lty 
personnel profile during FY 93 indicates that our 
Affirmative Action and EEO efforts have been successful, 
Fif~y-nine percent of all Federal employees at the FEr are 
women and 9% are minorities. Forty-two perce~t of our 
adjunct faculty team leaders are women, as are 25% of our 
adjunct faculty seminar/workshop instructors, Our Wellness 
Program coordinator and assistant are wotr,en. Twenty-five 
percent of adjunct faculty team leaders and seminar/workshop 
instructors are minorities, We are going to be sensitive to 
the nel:;:d to promote appropriate recrui tment and 
developmental opportu~ities for women and minorities, 

The FElis long-standing cor:tractual relationship with 
WorkSource Enterprises, a sheltered workshop sponsored by 
the National Institute for the Severely Handicapped, 
continued during FY 93. The contract calls for the 
provision of janitorial and housekeeping services b}~ the 
workshop'S physically and mentally challenged clients. 

http:participar.ts


THE FEDERAL EXECUTIVE INSTITUTE 

ORGANIZATIONAL WORKPLAN 


l'Y 1993 


GOAL 	 1. Strengthen Federal Human Resources Development Programs 

Currently, the Federal Executive Institute is without a 
permanent director (S-year term) and is extremely 
short-handed, with only two regular full-time faculty 
dedicated solely to teaching. , 
Objectives and Completion Oates: 

a. 	 Institute DirectQr~ Recruit and appoint a new, 
permanent "director (S-year term) . 

TARGET DATE: Appoint new direc~or by October 1, 
::'992. 

QUALITY: Executive-level leadership through iden­
~ification'of highly qualified i~dividual and 
innovative efforts made to meet the goals of Af­
firmative Action Priorities (AAF). 

EFFICIENCY: Internal FE:/OPM resources have been 
used to co~duc: an extensive, nationwide search. 

b~ 	 Faculty Appointments: Recruit and appoint at 
least two full~time faculty and two part-t~me 
faculty, The FEI will seek to ensure full repre­
sentation of affirmative action priori=ies through 
these appointmencs. 

TARGET DATE! Appoint new faculty by 3rd Quarter/ 
FY 93. 

QUALITY: The extent to which innovative efforts 
are made and the goals of the AAP are met with 
qualified candidates. Program delivery is en­
hanced by full contingent of faculty representa­
tion 	in the programs, Range of seminar and work­
shop offerings in the c4rriculum is enhanced mate­
rially. Diversity in delivery methodologies is 
multiplied and supported, 

EFFICIENCY: A more balanced and representative 
workforce within allocated reso~rce levels, 



GOAL 2. Improve OPM' S HRD Services Delivery 

Develop and delivery four-week residential executive 
development programs (as well as short programs) of the 
highest quality; respond to needs of federal agencies 
which depend upon the FEI to take the lead in innova­
tive program design and delivery; design and implement 
new program modules' conduct comprehensive contemporary 
and long-term evaluations of programs and analysis of 
impact. 

a. 	 Program Design and Del~very: Offer the four-week 
program, "Leadership for a Democratic Society" 
nine times a year; design program modules which 
reflect "best practice::;" in executive development. 

TARGET DATES: Offer programs in every quarter, 

FY 93, as predetermined in FY 93 Program Announce­

ment. 


QUALITY: Maintain evaluation scores above 6.0 (on 

a 7.0-scale) and have demand for more spaces'than 

available. ' 


EFFICIENCY: Program design and delivery always 
meets deadlines, makes best use of small faculty 
and staff, and never calls for program cancella­
tion. 

b. 	 Global Assessment and Feedback: Offer a global 
assessment 'and feedback instrument to all partici ­
pant executives who wish to take it in the "Lead­
ership for a Democratic Society" program; modify 
the existing program to enrich the Leadership 
Development Team activity around the feedback from 
the instruments; provide course offerings tied to 
the output of that instrument for the targeted 
developmental improvement of the resident execu­
tives. 

TARGET DATE: Pilot in 1st quarter, FY 93; imple­
ment in 2nd quarter, FY 93. 

QUALITY: Allows 'executive participants to receive 
performance-based feedback which is superior to 
other methods of leadership/management measurement 
'which tend to be primarily self-assessments. 

EFFICIENCY: Allows for action planning by execu­
tives which will be transferable to their perfor­
mance in the sponsoring agency. At the FEl, the 
scanning, administration, and feedback of the 



instrument takes place on-site. 

c. 	 Wellness Component: Offer a modified Wellness 
component in the "Leadership for a Democratic 
Society" program which significantly reduces the 
cost now incurred, but continues to present a 
well-rounded, fully functional experience. 

TARGET DATE: Implement 1st quarter, FY 93. 

QUALITY: Evaluation scores continue to fall above 
6.0 (on a 7.0-scalel and participant/agency feed­
back confirms value to the individual and sponsor­
ing organizations. . 

d. 	 Multi-Year Program Evaluation: Implement the 
newly developed FEI Multi-Year Program Evaluation, 
which seeks to measure the success of the FEI 
mission -- "to improve agency performance through 
the improved effectiveness of the key executives 
those agencies send to the FEI" for development. 
To this end, ensure that the curriculum: 

(1) 	 Assesses each executive through a global 
assessment and feedback process; 

(2) 	 Offers developmental opportunities directly 
related to those assessment outcomes; 

(3) 	 Expects action planning of each executive 
prior to his/her departure from the FEI; 

(4) 	 Seeks intermediate and long-term feedback on 
those action plan accomplishments to assure 
agency effectiveness is improved. 

TARGET DATE: Pilot in 1st and 2nd quarters, 
FY 93; ongoing implementation in remainder of 
FY 93. 

QUALITY: Well-designed evaluation plan which 
-allows measurement of training impact on organiza­
tional effectiveness; improves the overall quality 
of government. 

EFFICIENCY: Incorporation of action planning into 
the participants' individual development activity 
links executive performance to agency goals and 
clarifies direction. 



e. 	 Technological Advances: Introduction of new, and 
perfection of already existing, program-based 
technology to include: 

(1) 	 Complete implementation of automated regis­
tration/tracking software. 

TARGET DATE: Full use of the system potential in 
area of alumni tracking, 2nd quarter, FY 93. 

QUALITY: Computer-based system allows data 
entry/retrieval at several points along registra­
tion Upath U and allows for production of high­
quality program material (i·.e., class rosters, 
agency/home address lists, mailing lists) . 

EFFICIENCY: Decrease in amount of time necessary 
to organize and retrieve data on current classes 
as well as alumni. 

(2) 	 Introduction of computer-based technology in 
the classroom. Instructor-led workshops and 
seminars on "Managing Information Technology" 
showcase Executive Information Systems, but 
other courses will include computer-driven 
case studies and simulations which serve to 
illustrate key concepts and allow for ngroup­
ware" work highlighting the potential of 
using computer technology to increase produc­
tivity and encourage teamwork and creativity. 

TARGET DATES: Activity in every quarter of FY 93. 

QUALITY: Only executive-level systems, software, 
and classroom methods which are appropriate to the 
senior-level participants in the FEl programs. 

EFFICIENCY: Increased use of hardware and soft ­
ware 	that already resides at the Institute. Show­
case 	newest technologies by importing them into 
the program on special occasions rather than per­
manently. 

(3) 	 Revise and expand design of Work Team Devel­
opment program to integrate groupware tech­
nology and use into existing format. 



GOAL 3. Manage and Improve OPM's HRD Facilities 

Assure management/internal controls - through competi­
tion of Wellness component at a reduced financial 
commitment, the day-to-day oversight of ARA contract 
and reduction in cost, when:possible. 

Ongoing implementation/improvement of internal systems 
to track budge~. reduce paperwork through automation, 
meet federal regulations in'area of contracting, train 
personnel involved in contract and facilities adminis­
tration, participate in periodic internal/external 
review/audits. 

Facility improvement - continuing re~ovations of co~on 
areas (i. e., furniture refui:"bishnent in Alutr,r.i Lounge 
area) i renovation of Old Dominio~ Room (plenary session 
meeting room); completion of design work on the Annex 
and groundbreaking. 

TARGET DATlIS: 

QUALITY: 

EFFICIENCY: 



GOAL 	 4. Represent OPM and the Federal HRD Function 

Represent the Federal Executive Institute through 
involvement with OEMD/HRDG/OPM initiatives. Service by 
management and faculty on task forces, workgroups, 
hosting conferences for OPM on-site, involvement in 
external conferences, seminars, and meetings involving 
human resource policies and programs. 

OBJECTIVES, 

a. 	 Serve oD'task forces as requested (i.e., Execu­
tive/Management/Supervisory Curriculum Continuum) 

b. 	 Collaborate on program design and delivery with 
other parts of HRDG/OPM as requested (i.e., Long­
Term Development Programs, PMI Program, Management 
Development Centers). 

C. 	 Advisors on program design to foreign governments 
as requested by OPM 1 s Director, HRDG leadership, 
and OPM 1 s OIA (e.g., Kuwait project). 



,. 


EXECUTIVE LEADERSHIP 

Key Accomplishments - 1993-2000 


The Office of Personnel Management improves the performance of Government by providing 
leadership, program oversight, and consultative services in the selection, development, and 
management of Federal executives who are strong leaders with a broad corporate perspective 
and who are committed to public service values. Without exceptional executives and managers 
with the ability to design and implement strategies that maximize employee potential and foster 
high ethical standards. the Government will not be able to serve the American people effectively, 

Two organizational components within OPM serve as the primary focal points for executive 
leadership: the Omce of Executive Resources Management (OERM) and the Office of 
Executive and Management Development (OEMD). Executive Resources Management provides 
leadership, directjon~ and management of the Senior Executive Service and other senior 
executive personneJ systems. Executive Management and Development focuses primarily on 
educating Federal executives in innovative management techniques and broad government 
policy issues, through three interagency residential training centers: the Federal Executive 
Institute in CharlottesviHe. VA. and two Management Development Centers in Shepherdstown. 
WV, and Denver, CO. 

Executive Resources Management 

There are three critical areas of accomplishment since 1993, 

• 	 Launched comprehensive, governmentwide. initiative to improve SES selection, 
developmen4 and management 

In 1998, OPM launched a govemrnentwide initiative to improve the SES, with the goal of 
focusing stakeholder attention on the importance of executive leadership and the need to modify 
the way the Government selects. develops, and manages its senior executive cadre in preparation 
for the challenges and rapidly-changing demands of the 21st century. We held extensive 
discussions witb a wide vllriety of stakeholders to obtain their views and ideas for improving the 
SES, We published a report that summarized stakeholder views and recommendations for future 
improvements. Together with stakeholders, we developed an action plan to implement those 
improvements that can be accomplished administratively, seek legislation for those that require 
statutory change, and further study issues on which consensus has not yet been reached. 
[Attachment, 1998 Status Report] 

In 1999, OPM pursued a number of initiatives on which there was stakeholder consensus. 
Legislative proposals were developed to repeal SES recertification and to raise aggregate pay for 
the SES and equivalent positions from Executive Levell to the Vice President's salary level. We 
began several administrative initiatives to mcrease SES staffing tlexihihties, focus perfonnance 
management on accountability and results, and promote continuing learning for executives and 
candidates. 

Staffing lmprol'ementx, We completed a series of administrative actions In 1999 to emphasize 



the importance of leadership qualifications in SES selections, give agencies additional flexibility 
to recruit a talented, diverse executive cadre, and srrengthen merlt principles, These actions 
included regulatory changes to give agencies additional staffing flexibility well as process and 
procedural modifications to streamline the SES applications process, reduce paperwork 
requirements, and improve the Qualifications Review Board (QRB) certification process, 

Managing SES Performance. We overhauled the SES performance management regulations 10 

promote executive excellence and accountability, The new regulations give agencies more 
flexibility to design systems to meet their unique missions and organizations, focus on results 
over process, and strengthen the links with strategic planning, The regulations also require 
agencies to balance organizational results, customer, satisfaction, and employee perspectives 
when evaluating senior executive performance. In addition to systemic changes, OPM also 
worked with the President's Management Council to gain recognition and support for needed 
culture and attitude changes about perfonnance management on the part ofagency Jeadership 
and senior executives. [Attachment, OPM Director Memorandum to Agency HeadsJ 

Continuing Learning Initiatives. The SES improvement discussions resulted in a number of 
action items to promote the continuing teaming of executives and the development of future 
executives. In addition to·an ongoing schedule ofbriefings for new SES members and political 
appointees, OPM piloted a leadership forum designed to enable senior executives to keep abreast 
ofnational policy issues and developments and interact with other executives. Another outcome 
of the SES improvement discussions was a focus on voluntary mobility as a means of 
broadening executive experiences and perspectives, As a way to facilitate voluntary mobility, 
OPM developed an Internet Forum to connect executives seeking new challenges with agencies 
seeking executives. This tool win become operational early in 200{' OPM also initiated 
discussions with stakeholders on developing a govemmentwide authority agencies can use to 
loan senior executives to private sector organizations for short periods of time for developmental 
purposes. 

SES Survey. In addition to stakeholder discussions. we surveyed the entire SES corps in 1999 to 
obtain information about the experience. qualifications, and perceptions of senior executives anrl 
to create a baseline for measuring whether the improvement initiatives resulting from the SES 
Framework achieve their intended results, The survey data confirmed the importance of 
leadership over technical qualifications and reinforced the basic program direction we charted 
with the SES Improvement Framework. A second survey· will be conducted in 2002, 
[Attachment, Summary, Survey Results] 

• 	 Redirected focus on leadership as the key, critical factor in the selection and 
development of senior executives. 

Executive qualifications have been the primary selection criteria for the SES since i~s inception 
in 1979. While lechnical job~spe.cific qualifications arc important, the essence of the SES is the 
ability to lead. OPM develops the executive core qualifications (i.e., ECQs) that represent the 
critical skills that all executives need to succeed in the SES. However, what constitutes 
leadership and executive skilts and expertise has changed with time. 



The first set of qualifications, established in 1979, remained in effect until 1994. when OPM 
completely overhauled them to reflect developments in executive competencies over time. OPM 
found that it needed to revise them again in September 1997) as a result of the rapidly-changing 
management environment and the need to focus increasingly on leadership in terms ofthe ability 
to drive change, The revised core qualifications and their underlying competencies resulted 
from extensive research into the attributes of successful executives in botb the public and private 
sector, accomplIshed in co1laboration with Federal agencies, private SeCtor representatives, and 
public administration organizations. They reflect cutttng~edge leadership competencies. 
Further, the research reinforced that, while technical competence is important, leadership is the 
essential, critical factor in executive success, 

The updated ECQs were more than a change in language - they were a change from a passive 
approach to leadership to an active one. The emphasis changed to making things happen and 
getting results, rather than on managing a process, The ECQ subject areas basically remained 
the same, but the focus shifted from management to leadership; from efficient processes to 

bottom-line results, More specificaHy. under the revised qualifications, executives must to do 
more than just have a strategic vision. but to lead change. They must lead and motivate people, 
not just manage human resources, In planning and evaluating programs, they must show results. 
Even though Government is noi a business. they nevertheless must have a sharp business sense. 
They must move beyond using communication skills to represent the organization to using 
communication for team and partnership building, [Attachment. SES Executive Core 
Qualifications) 

• Improved ]~xecutive Resources Management 

In 1993, the President directed a 10 percent reduction in positions at grades 14. 15, and the SES 
to ensure that top level jobs absorbed a share ofgovenunennvide downsizing efforts. OPM 
managed a 10 percent reduction in SES positions over a 2~year period, from FY 94 to FY 96. 
without adversely affecting the agencies' ability to meet mission-criticat needs. We have 
maintained reduced levels since the reduction in keeping with the Administration's goal of a 
smaller workforce at the executive level. As a result of the reduction efforts. agencies are taking 
a more serious look at the way they arc managing their executive resources. 

At least every 2 years, agencies are requited by law to examine their executive resource 
requirements and request allocations from OPM to meet those needs. We use the biennial 
allocation process to focus agencies' attention on the importance of executive resources planning 
and analysis, including succession planning, to meet current and future mission requirements, 
Beginning with the reduction effort, we directed agencies to conduct comprehensive assessments 
of their executive resource requirements and usage! in conjunction with their strategic plans and 
succession pJanning initiatives. As part of the assessments, agencies were asked to prioritize 
their resource needs; examine opportunities for redeploying existing executive talent to meet 
tbose needs, especially in areas that were scaled back or abolished; identify opportunities for 
restructuring; and target positions for redescription or elimination. Agencies must present a 
sound business argument, with detailed justification, to support consideration of any increases in 
executive resources. We used this approach for the FY 96-97, 98-99, and 2000-2001 biennial 
cycles. 



(Insert OEMD accomplishments) 



BRIEF HISTORICAL INFORMATION 

Executive Resources Programs 

.. Senior Executive Service 

The Senior Executive Service (SES) was created by the Civil Service Reform Act (CSRA) of 
1978 and became operational in July 1979. CSRA envisioned an SES whose members have 
sbared values, a broad perspective ofgovernment, and solid executive skills. [ts stated purpose 
was to ensure that the executive management of the government is responsive to the needs. 
policies, and goals of the nation and is of the highest quality. The Government's senior 
executives would be held accountable for individual and organizational performance, To 
achieve this purpose, CSRA gave greater authority to agencies to manage their executive 
resources, and assigned OPM the responsibility for governmentwidc leadership, direction, and 
oversight. 

The SES replaced over 60 separate executive personnel authorities each covering from one to 
several thousand positions. These systems that had been subject to disparate rules and practices 
wIth requirements for prior approval of almost every personnel action were joined into one 
distinct and unified personnel system that provided for considerable agency authority and 
flexibility. 

Since 1979, OPM'g approach to executive resources management has gradually evolved from the 
traditional rebttllatory and procedure~oriented approach to one that focuses on leadership, 
providing expert assistance and quality- services to agencies and executives, and preserving merit 
principles and other governmentwide interests, Our goal today is to maintain a propefbaiance 
between the l:lgencies' need for flexihility and OPM's responsibilities to preserve the 
govemmentwide interests of a corporate merit·based! results~oriented executive service. 

• Ral)idential Executive Development Centers 

The Federal Executive Institute (FEi) and the Management Development Centers (MOes) were 
established in response to the Government Employees Training Act of 1958 and E,l(ecutive Order 
11348 (April 20, 1967), which charged the Civil Service Commission (subsequently OPM) with 
administering, overseeing. coordinating. and evaluating Federal employee training programs. 
The Civil Service Reform Act of 1978 specified in law OPM's leadership responsibilities for 
executive development 

The Federal Executive Institute was established in 1968 as an advanced study center for the 
developmcm of career executives at the direction of President Johnson to improve the'quality 
of the Government for the American people. The President said that the critical importance 
of our federal programs demands the highest level of talent in our career leadership, For 
almost 30 years, FEI has focused on developing the individual executive by creating an 
interagency residentialleaming environment with a curriculum that addresses broad 
perspectives basic to effective perfonnance as a senior executive. 



The Management Development Center program began in 1963 with the opening of the first 
Executive Seminar Center in Kings Point, }.f\7. Based on the success afme KJngs Polnt 
Center, another was opened in Oak Ri~ge, TN, in 1971. Over time, the number and locations 
(and titles) of the Centers changed, for logistical and cost-efficiency factors as well as 
customer preferences, and the curriculum has changed as welt From an jnitlal focus on 
public policy educatjon~ the curriculum has been expanded and strengthened to focus on 
managemenl and leadership competencies. As a result~ participation grew as agency 
customers recognized the importance ofdeveloping a corporate perspective among their 
managers. 

Organizational Alignmenl- Consolidation olOER Functions 

In 1995, after a careful and comprehensive review and assessment of OPM's mission, 
responsibilities, and functions~ the OPM Director approved a redesign plan that called for a 
streamlined and reinvented agency stripped to its core missions, reinforced our commitment to 
customer service, and strengthened the agency's role as custodian of the merit system. 

OPM's role in govemmentwide executive policy and development was designated as one of the 
five core missions because it services not only our agency customers but also the President by 
providing executive leadership for managing the government. The Director established the 
Office of Executive Resources as the focal point for govemmentv.'ide leadership in executive 
policy and development in recognition that an integrated approach to the selection, management~ 
and development ofthe Government's senior executives is crucial to government perfonnance 
and trans-formation. The new organization consolidated executive policy and programs with the 
executive and management development functions of the Federal Executive Institute and the 
Management Development Centers. From a customer point ofview! consoljdating all executive 
resources responsibilities in one organization provided a "one~stop shop!! for our customers and 
other stakeholders seeking infonnation and assistance about senior executive programs and 
services, 

By 1999, the OPM Djrector found that OPM leadership and our customers were increasingly 
deaiing directly with OER1s two key components (POlicy/program management and the 
residential centers) and that these components could continue the coordinated approach to 
executive resources without the ORR Director position. The OPM Director eliminated this 
position and a management layer) directing that the Executive Resources Management and the 
Executive Development functions report directly to her. 



DRAFT FRAMEWORK FOR IMPROVING· . 


THE SENIOR EXECUTIVE SERVICE 


A Status Report - December 1998 

Prepared by the 
U. S. Office of Personnel Management 



THE DRAFT FRAMEWORK FOR IMPROVING THE SENIOR EXECUTIVE SERVICE 


A Statu. Report - December 1998 

Last April, the Omce of Personnel Managemem circulated the draft Framework for Improving 
the Senior Executive Service (SES) to stimulate discussion about the Senior Executive Service, 
We wanted to get our stakeholders thinking seriously about the future and whether the ,way we 
develop, seleet, and manage the SES cadre produces the kind of executives we need to meet the 
leadership challenges of the 21st century. 

What is the SE,S Improvement Eramework? 

The Framework is an outline of ideas in four broad areas: ideas for redefining and restructuring 
the Government's executive persotmel systems; increasing staffing flexibilities; strengthening 
performance management with a focus on accountability and results; and enhancing executive 
development and continuing learning. Based on analysis of various studies and reports and 
extensive stakeholder consultation. the Framework is a synthesis of ideas. It attempted to capwre 
!he best thinking of a wide range of stakeholders, inelnding agency heads, human resources 
managers, academicians, individual senior executives, professional associations, and other groups 
which are interested in good government. (A summary of key studies on the SES is attached,) 
The Framework was designed to stimulate further discussion. Consequently, it contained an 
outline of broad ideas, not detailed statutory or regulatory proposals. 

Why did we d~£cIQI! Ibe Eramewrk? 

Since 1999 will mark the 20th anniversary of the establishment of the SES, this is a gooo time to 
look back and assess whether the system has lived up to its expectatIons ~ to assess what has and 
what hasn't worked. 

But even more important, we need to focus on the future. Executives of Ihe 21st century wil1 face 
challenges that were unheard of when the SES was created 20 years ago. The technology 
explosion, the new perfomance-based government, and the changing composition and fluidity of 
the workforce call for a different approach to management and leadership. The changing nature 
of executive leadership was confirmed by research done in conjunction with OPM's 1997 revision 
of the Executive Core Qualifications. 

In addition to focusing atfention on leadership. we developed the Framework to explore whether 
our executive personneJ systems and processes are producing the right results. Over the years. 
stakeholders have indicated that the SES staffing process, the performance management process, 
and other SES systems are nO{ helping them select and manage aquality executive corps. 
Balancing the agencies' call for more flexibility with Ollf commitment to merit system principles 
was also a critical considenulon jn crafting the ideas in the Framework, 

. U, S. Office of Personnel Management 



Who did.we talk to? 

Since the Framework was released, OPM has had briefings and discussions with nearly 40 
different groups of stakeholders. including senior executives and candidates, the human resources 

. community. and many others. We consulted with the Senior Executives Association, the National 
Academy of Public Administration, the Council for Excellence in Government, and Federal 
Executive Board members. Working closely with a special workgroup of the President's 
Management Council, we engaged the full PMC in discussions about desirable system changes, as 
well as their role in bringing about SES reform. 

Written ·comments on the Framework were submitted by 11 cabinet departments, 12 agencies and 
agency components, 24 individual executives and other interested persons, and 9 other 
organizations and professional associations. 

Stakeholder views on the general idea of SES reform varied widely. Some believe the SES is 
operating well and no changes are needed for the future. Others indicated that the ideas ouOined 
in the Framework were too timid; that more radical revisions are in order. 

Although stakeholders expressed a wide range of views, mere were many ideas that generated a 
positive reaction. ExampJes include abolishing recertification, addressing executive pay 
compression, and increasing agency flexibility for meeting short-term staffing needs in a way that 
ensures merit system protections. As indicated in the attached summary, reaction to about two~ 
thirds of the ideas in the Framework was generaliy positive. 

Very few of the Framework's ideas were summarily rejected. Principal among these were 
consolidating the annual perfonnance appraisal and·3~year recertification processes into a 3-year 
performance contract. and requiring mobility. Commenters preferred to eliminate recertification 
and more closely link the current annual appraisal system to the demonstrated results of 
executives' performance. 

Although almost no one thought we should require mobility or link it to pay adjustment, or 
awards. there was general agreement that executives with broader viewpoints and experiences 
bring more to the table than those who have been "stovepiped, n There was recognition that the 
Goverrunem needs to invest in the continuing Jearning of its executives, and that YUluntar)': 
mObility is an importam component of continuing learning, 

There were also ideas on which there was no real consensus, either for or against. These will 
require more study and discussion before we can decide if. or how, to pursue them. Chief in this 
category was restructuring the Government's executive personnel systems into a Senior Civil 
Service with a senior executive corps and a senior professional corps. 
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Finally, many stakeholders concluded !.hat, while some systemic improvements may be needed 
and may be achieved, making real change will take more than new laws and regulations. This 
culture change will require executives and agency leaders to rethink the way they use me current 
systems to manage their executive resources. Commenters believe this is especially important if 
we are to achieve reslllts~based performance management. 

Wbere do we go from here? 

We are pleased tlJar several of the ideas captured in the Framework have already been 
. implemented. In conjunction with the FY 99 appropriations process, Congress increased the 
amount of Presidential Rank Awards and gave agencies, more flexibility to use SES bonuses to 

reward top perfonners. Second. OPM has revised the criteria used to evaluate nominees for the 
Presidential Rank Awards to place more emphasis on leadership and results. 

Togetiter with our stakeholders, OPM will pursue those ideas for which there was broad general 
support. OUr initial focus will be on changes that can be accomplished administratively, that is by 
executive order, regulation, or procedural guidance. We will also push forward on legislative 
initiatives that have broad support. Key legislative efforts will include abolishment of the 
recertification process, addressing the increasing rompression in the SES pay schedule, and 
streamlining limited appointment authorldes, 

In addition to administrative and legislative initiatives, OPM will continue to work with the 
President's Management Council and the SES community to promote the selection of dynamic 
new executives and the continuing growth of those already in the corps. To this end, OPM win 
initiate a survey to supplement the statistical data we already have on the SES and to benchmark 
the views and experiences of SES members. 

Conclusion 

The SES Improvement Framework has generated a healthy dehate about the future of the SES and 
prompted development of an action plan that will contribute to the development, selection, and 
management of the leaders of tomorrow. The kind of executive we need for the next mHlennium 
is one who can balance change and continuity - one who strives to improve customer service and 
program perfonnance within the basic Government framework; one who creates a work 
environment that encourages bold, creative thinking and risk~taking; one who is innovative. 
results~oriented, and values the benefits of partnershjp; one whose commitment to public service 
transcends an individual agency mission Or profession. Working together in partnership with our 
stakeholders, we will strive to achieve this goal, 

Attachments: 
SumlllJ1ry ofKey Studies on the SES 
SumlllJ1ry of Stakeholder Reactions 
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A GENERATION OF EXPERIENCE: PROPOSALS TO IMPROVE THE SES 
(A Summary of Key Studies on the SES) 

The SES was created by the Civil Service Refonn Act of 1978 (CSRA) and became operational in 
July 1979. Its creators envisioned ir as the elite management corps in the Government. However, 
since its inception, various internal and external groups and organizations ha~e studied the state of 
the SES, questioning the original CSRA vision and the degree to which the system has lived up to 
that vision. 

Composition of the SES 

Considerable debate arose during the 1980s OVer whether the composition of the SES was too 
inclusive. Out of this debate emerged three distinct proposals to modify the composition of the SES: 

removal of noncareer appointees from the SES; 

removal of all but the !Opmost executives from the SES; and 

removal of scientlstS and engjneers from the SES. 

The General Accounting QUite (GAO) studied these proposals and issued an evaluation report in 
1985. According to GAO, many believed that, although positions above the GS-15 level made 
important contributions to the Government, it was inappropriate to CQnvert most of them into a single 
personnel system since there was such a wide variety of functions and levels of responsibUiry. The, 
three proposals a!tempted to detennine whether Government was best served by a cadre of generalists 
and subject matter specialists within the existing SES, or whether legislation should he sought to 
separate them. 

The first set of proposals to modify the composition of the SES emphasized the removal of noncareer 
appointees from Ihe SES. Proponents maintained that including both noncareer and career appointees. 
in the SES increased tension between the two and increased the likelihood of politicization of the 
execmive branch. The Senior Executives Association (SEA) was the primary advocate of this 
proposal. In 1984, David S. Burckman, former President of the SEA, testified in hearings before 
the Subcommittee on Civil Service of the House Committee on Post Office and Civil Service, 98th 
Congress. He stated that including both noncareer and career appointees in tlle SES made 
administration of the Senior Executive Service difficult, p~rticularly with respect to performance 
appraisals. To remedy this problem, the SEA recommended that noncareer appointees in the SES 
be removed from the SES and placed in a separate new system called the Itpotitical executive 
service ... 

The second set of proposals to modify the structure of the SES focused on removing all but the top 
executives from the SES. In 1983, the President's Private Sector Survey on Cost Control (the Grace 
CommiSSion) found that the criteria used for determining admission to the SES were "too open-ended, 
indefinite. and broad." Moreover. surveys Conducted by the Grace Commission revealed that many 
senior ex.ecutives perceived that "there were numerous: positions in the Service that should not be 
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there." [and thatl only positions requiring a high degree of managerial ability and accountability 
should be included." The Grace Commission recommended that new criteria be established based 
on the size of the organization managed. financial and physical resources controHed, a.nd 
visibility/strategic importance in order to assess whether all of the positions in the SES properly 
belonged there. The resulting SES. according to the Grace Conunission. would be reduced by half 
and consist of approximately 1,000 to 3,500 senior executives. 

The last set of proposals to modify the structure of the SES focused on removing scientists and 
tecbrtical positions from the SES. One of the proponents of this proposal was the Federal lAboratory 
Review Panel (also known as the Packard Panel) in 1983. The Packard Panel was established by the 
White House Science Council and chaired by David Packard, former Deputy SecretaI)' of Defense 
and Chairman of the Board of the Hewlett·Packard Compatty, The Packard Panel examined 
Goverrunent and contractor-operated laboratories and concluded that the existing civil service 
personnel system was dysfunctional and was inappropriate. particularly with respect to the scientific. 
technical; and acquisition workforce. As a result, the Packard Panel recommended removing 
scientific and technical positIons from the entire Civil Service personnei system. 

Several attempts were made in response to the Packard·Patte!'s reccnunendations to draft legislation 
that would establish an alternate personnel system for scientific attd tecbrtical positions. In 1985. 
legislation was introduced to the 99th Congress [the Federal Science and Technology Revitalization 
Act of 1985 (S. 1727)1 that proposed the creation of an alternative personnel management system 
under title 5, United States Cede, for scientific attd technical personnel that would provide 
comparable benefits (e.g.• retirement. pay, benefit package. etc.) for scientific attd tecbrtical positions 
without removing them from the Civil Service System. This proposed legislation was a first attempt 
to remove scientific and technical positions from the SES and other Civil Service persorinel systems. 

The issue of whether the Government is best served by a cadre of generaHsts or subject matter 
specialists continues to stir debate. In 1993. The National Peiformance Review. now known as the 
National PartnerShip for Reinvenllng Government, found that "'the majority of senior executives. 
however, now serve in the SES because of their technical expertise, often as key advisOrs and 
managers of support staffs or as operational managers responsible for parts of line (legislative) 
programs, rather Lhan as ageru.:y-leveJ leaders and program executives, While a11 are important 
positions, this mixture of roles makes it difficult to develop aod manage the SES as a resource for 
agency management as originally intended, " 

Mobility and Continual Learning 

Difficulty in achieving compatihility between executive talents attd agency needs waS a major problem 
noted in the debale leading to passage of the Civil Service Reform Act. To increase agencies' 
tlexibility, the Act established a rank~ln-person system that gave agencies the authority to assign 
senior executives to virtually any SES position in an agency. regardless of its hierarchial position 
w~thin the organization. The Act also mandated the establishment of programs to develop candidates 
for the SES and for the continual development of executives through new learning experiences, 

Perhaps no SES provision has been more controversial than the increased flexibility agency heads had 
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to reassign senior executives. In 1983, the Grace Commission stated that, I< those joining this elite 
cadre [SES] agreed to accept reassignments to areas where they were needed and give up some of tile 
security offered other civil servants. In rerum, these executives became eligible for improved payN 
setting procedures and a system of awards (including bonuses) which were based on their 
performance.» The Grace Commission found '." difficulty of convincing executives to accept 
pesitions of greater responsibility that may involve moving to a different part of the country, and 
incurring expenses that are generally necessary in such a move, with no increase in salary. " 

To facilitate the mohility of executives, a number of agencies esrabllshed mandatory rotation 
programs for members of the SES. These rotation programs required senior executives who served 
in a position for a certain period of time to transfer to another assigrunem as a means of providing 
agency heads with a mechanism to optimize executive talents, as well as an oppertunity for executives 
to broaden their perspectives and achieve career enhancement. However, a 1986 General AccoUJUing 
Office (GAO) study of agencies' rotation programs found that the two most common reasons agency 
officials cited for not having a formal rotation program were that their agencies had too few SES 
members to make sucb a program practical and that the SES memhers were 100 specialized or 
technically oriented to move to other positions. 

A 1990 survey by the U.S. Merit Systems Protection Board (MSPB) on how Federal departments and 
agencies implemc'llted pay and reassignment llexibilities revcaled that agencies tended to make intra­
agency reassignments. rather than interagency transfers of senior executives. Further. agencies 
seldom used SES reassignments for lbe purpose of career enhancement or skills development. MSPB 
recommended that agencies make maximum use of SES reassignments to provide career 
enhancement. to further the goals of executive development and training, and to enhance mission 
accomplishment by infusing new ideas and perspectives. 

Also, in a 1993 study, the Council/or Excellence in Government found thal there was a general 
perception that little purposeful mobility had taken place to enhance Government productivity. lu 
addition, the report stated that the Government may be missing an impertant opportunity to develop 
more effective senior executives by not building a more formal system for transferring executives 
periodically, 

The National Academy 0/ Public Administration (NAPA) made a numher of recommendations on how 
to facilitate mobility and succession planning in its 1992 report, "Paths to Leadership: Executive 
Succession Planning in the Federal Government." In one of its recommendations, NAPA staled that 
the strucntral composition of the SES should be reviewed to detenninc which occupations are most 
appropriate for development or mobility assignments, 

In 1993, the National Performance Review (NPR), now known as the National Parmership for 
Reinventing Government, recommended that voluntary mobility within and between agencies be 
encouraged to provide executives an opportunity to broaden their skins and perspectives and to 
provide agencies a mechanism to optimize executives' talents. However, NPR recognized that 
mobility may not be appropriate for aU executives since "there are many executives whose expertise. 
experience. and interests are tied to a particular agency. occupation, or position," 
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Development of senior executive candidates and continual learning of senior executives have also 
been the focus of other studies, A 1989 General Accounting Office (GiO)'survey examined the 
extent to which career members 'of the SES participated' in executive training and development 
actjvities and their perceptions of the usefulness of those experiences. GAO found that most senior 
executives had participated in at least one. training and development activity prior to or after 
appointment into the SES, Most perceived their experiences as moderately to very useful in helping 
them carry out their SES duties. According to GAO, executives in genera1 perceived a need for 
training and development after appointment and more indicated a .rteed in the managerial area rather 
than in the technical area, 

The National Commission on the Public Service. also referred to as the Volcker Commission, 
recommended that the Office of Personnel Management (OPM) create and support a Federal 
executive development strategy that emphasizes leadership training and ability. supports and rewards 
executive excellence, and gives them the flexibility they need to manage, One method the Voleker 
Commission recommended for creating this executive development strategy was "'[in orderJ to 
recognize the importance of management as a separate skill. the President should create a separate 
track within the Senior Executive Service for generalist managers." To deal with Government 
specialists, the Volcker Commission recommended that OPM encourage management training of 
specialists before they enter supervisory or executive positions. 

Another GAO report that examined the reasons the Candidate Development Programs (CDP) have 
not produced more SES appointees fouod thaI the CDPs had not been a major source for SES 
appoinunems primarily because candidates have not had the teclmical skills that SES appointing 
officials sought. GAO found that most agencies had not made a commitment to using CDPs as an 
SES source and:tbat management did not encourage its top technical people to enter the program. 

Performance Management 

Over the years, there has been considerable concern about how useful SES performance appraisal 
systems have been in enhancing an executive's performance and in dealing with poor perfonners, 
An early survey of senior executives cooducted by the U.S, Merit Systems Protection Board (MSPB) 
in 1981 looked at the fairness and equity issue in SES performance management systems, MSPB 
found that agencies had not been willing to utilize the expedited procedures for removal that the SES 
performance appraisal process allowed. . 

This finding was recently corroborated in a 1998 GAO report that examined SES performance 
management at the Department of Veterans' Affairs. GAO found that VA tended to use informal, 
rather than formal, means to address poor or marginal perfonners because informal means were more 
effective. less adversarial, and less burdensome administratively. 

It has also been reported that the SES recertification requirement is of little value and is too paper 
intensive, [n 1992, the Office of Personnel Management (OPM) conducted a survey of randomly­
selected Senior Executive Service appointees to get their views of the SES recertification process as 
it operated in its initial application in 1991. The survey revealed that 58 percent of the executives 
and 47 percem of the agencies felt that the recertification process was of little or no value in 
identifying and dealing with individuals whose performance did not reflect the exceUence expected 
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of SES members. Most of the recenified executives who made written recommendations thought that 
the recertification process should be eliminated, since it resulted in additional papenvork and few 
decenifications aod the existing performance appraisal systems were adequate. Abolishing the SES 
recertification process was also one of the recommendations mat emanated out of the Senior 
Executive Service Symposium on "The Future of the Senior Executive Service" in 1995 at the 
Federal Executive Institute. 

In June 1998, OPM surveyed a sample of senior executives, Perfonnance Review Board Chairs, and 
human resources directors about the 1997 recertification cycle. Results received to date indicate 
overwhelming lack of support for recertification from all three groups. 

Recruitment and Retention 

The Government's ability to recruit and rerain highly qualified senior executives through 
nonmonetary and monetary means has been a source of contention since the SES was created. Studies 
and surveys by the President's Commission on Compensalion 0/ Career Federal Executives, the 
Twenrieth Century Fund Task Force on the Senior Executive Service, the Merit Systems Protection 
Board, and the Grace Commission revealed that the current SES compensation system is not 
conducive to attracting the highest quality candidates for the SES. 

In its 1989 survey of former federal executives, MSPB found that, "Government's ability to retain 
the services of these SES members will depend panly on how well the executive branch addresses 
the causes of SES dissatisfaction which are within its control to correct.' The Twentieth Cemury 
Fund Task Farce on the Senior Executive Service recommended in 1987 thaI "a wide variety of 
nonmonetary benefits could be developed to holster the staUlS of our senior civil servants. Given the 
importance of symbols, senior bureaucrats should receive more benefits from the ceremonial side of 
politicallif,." The Task Force recommended that the President honor outstanding SES members at 
the White House and that the private sector identify and recognize excellence in Government service 
by SES members. 

Conclusion 

The various studies and surveys which have examined the Senior Executive Service over the years 
have generally concluded that the original premise of the SES is sound. However, the reviewers 
point oU[ a number of problems and snortcomings in the structuring and implementation of the 
syslem, The original vision for the Senior Execudve Service was radical and forward~thinking ­
perhaps ahead of its time when inlroduced in i978. Executives of the 21st cenrury will race 
challenges tlla[ were unheard of in 1978. and we need to make sure that the senior executive system 
helps [0 develop. select, and manage executives who are equipped to meet tllese challenges, 
Revisiting some of the ideas raised in the numerous studies of the SES over the years can contribute 
to this effort. 
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STAKEHOLDER REACTION TO DRAFr SES FRAMEWORK 

This attac~em divides the ideas included in the draft SES Framework into four categories: those 
that generated positive reaclion or general consensus; ideas on which there was no general consensus 
and therefore need mOre study or discussion; ideas that were generally rejected; and ideas that didn't 
generate strong comment at all. 

I. 	Framework Ideas That Generated Positive Reaction/General Consensus 

ChIlnges requiring legis/alion: 

• 	 lncrease agency flexibility for meeting sbort-term staffing needs, but in a way that addresses 
concerns about the potential for politicization, 

• 	 Enhance annual leave benefits for new appointees. 

• 	 Eliminate recertification and rely on strengthened performance appraisal. 

• 	 Increase Presidential Rank Award amounts and cbange them to a percentage of base pay. 

• 	 Delink senior executive pay from the Executive Schedule, 

• 	 Raise the aggregate limit 011 pay above current Executive LeveJ I. but less than the Vice 
President's salary. 

ChlJllges OPM can initiate with revised regulations or guidlJllce: 

• 	 Improve the selection process in agencies to ensure that executive qualifications are the major 
selection criteria and consider QRB delegation options. 

• 	 Promote increased use of succession planning as an integral part of agencies' ongoing 
management of their executive resources. 

• 	 Design strategies that promore accountability in dealing with performance problems in a fair 
but forceful manner. 

• 	 Strengthen Presidential Rank Award criteria to link with the Executive Core Qualifications and 
emphasize leadership and results, 

• 	 Foster the development of potential exc<:utives and continual learning for current executives to 

broaden perspectives and bring new insight to agency programs. 

• 	 Work with agencies to ensure that agency-developed executive and management development 
programs, including Candidate Development Programs, incorporate the Executive Core 
Qualifications and foster the identification and development of high-potential mid-level 
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employees. 

• 	 Facilitate voluntary mobiliry wi!hin goverrunent and wi!h !he private sector. 

• 	 Use communications vehicles and electronic media to emphasize the benefits of mobility, to 
publicize developmental opportunities. and to distrjbute resumes of "mobile" executives. 
Establish a centralized clearinghouse of developmental opportunities, 

Changes requiring Agency Head leadership: 

• 	 Emphasize !he importance of leadership in !he selection, development, and management of 
agency executives. 

• 	 Increase the use of succession planning as an integral part of ongoing management of executive 
resources. 

• 	 Hold executives accountable for producing results, reward those who are successful. and 
remove those who are not. 

• 	 Promote continual learning among current executives and candidates. 

• 	 Encourage voluntary mobility as a means for broadening an executive's experjence base and 
bringing hew ideas to the agency. 

II. Framework Ideas That Need More StudylDiscussion 

• 	 Redefine a "'Senior Executive" position. 
There was no consensus for radical statutory change, However, there was general 
agreement to explore administrcuive options that focus attemion on leadership and increase 
agency flexibilities for moving individual., from the SES to other senior systems. 

• 	 Create a Senior Professional Corps. 

• Preserve noncareer appointment lil11irations, 
While preserving noncareer appointment limitations was not a major issue of itself, the 
concern about increasing noncareer appOintments and circumventing limitations was often 
expressed in connection with increasing agency jle.xibilities. 

• Strengthen the "career reserved" concept. Eljminate the numerical floor and rely on 
application of the statutory criteria. 

There lVOS general suppon for strengthening the cdlen'a and agreement that relying solely 
on numbers rather than criteria often presented problems for agencies, However, there was 
concern thnt eliminating the career reserved floor might contribute to politidzation. 

• 	 Extend SES probationary perind to 2 years. 
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• 	 Increase perfonnance bonus limits and eliminate bonus pools. 

• 	 Make performance options more flexible. 

• 	 Consider making more of base pay subject to performance considerations, 

III. Framework Ideas Tlult Were Generally R<\iected 

• Replace performance appraisal and receI11fication ytith a 3-year performance agreement and 
annual progress reviews, 

Commenters preferred instead 10 eliminate recenijicalion and use an improved annual 
perjol1lUlJ!ce appraisal system 10 hold execUIives accountable for perjormance and results. 

• 	 Change the Meritorious Rank Award to an agency-based award. 

• Make mobility a requirement. 
However, Ihere was general suppon for voluntary mobility and for initiatives Ihal would 
Jacilitale mobility and there was recognition that broadening an executive's experience base 
is imponanl. 

• 	 Require SES appointees to have experience in more than one agency or program to get a rarik 
award or to advance in pay above ES R 3. 

IV. Framework Ideas That Didn't Generate Strong Comment 

• 	 Maintain centralized allocations. 

• 	 Establish qualifications criteria for senior civil service positlons. 

• 	 Continue OPM approval for noncareer·type appointments, 
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UNITED STATES 

OFFICE OF PERSONNEL MANAGEMENT 

WASIIlNG'rON, DC lilOfl/i·OOOl 

OCT I 6 2DOO 

. MEMORANDUM FOR HEADS OF EXEC\JT1VE DEPARTMENTS AND AGENCIES 

FROM: JANICER LACHAN~ () ~ 
DlRECTOR 1'\· 

SUBJECT: Promoting Executiv.e Excellence, and Accountahility 

I know you share my commitment to excellence in the Senior Executive Service (SES), and I am 
pleased to announce a regulatory revision which promotes our goal, 

The new regulations change the focus of SES performance management from process to results. 
They eliminate many current process requirements and give agencies more flexibility to tailor 
performance management systems to their unique mission requirements and organizational 
climates, 

The regulations promote executive accountabiJity by: 

requiring agencies to balance organizational results, customer satisfaction, and employee 
perspectives when evaluating senior executive performance; 

strengthening the link between performance management and strategic planning; and 

emphasizing the responsibility of agency leaders to communicate performance 
expectations and take action on perfonnance assessments, 

Stakeholders have told us that streamlined regulations are important But; even more important 
is the commitment and involvement of agency leaders. Together with our senior executives, we 
must think seriously about managing performance on an ongoing basis, We have to foster an 
environment of positive perfonnance management - where agency management consults whh 
senior executives, sets performance goals and expectations in line with the agency goals and 
objectives, regularly assesses performance against these goals, and uses perfonnance as a true 
basis for bonuses and other pay decisions, evaluating development needs, and other personnel 
decisions. Finally, we must support our senior executives as they lead and direct their 
organizations to deliver for the American people. 

Agencies must develop systems to implement the new regulations by the beginning of their next 
appraisal cycles. By the end ofthe year, OPM will issue detailed instructions on the approval of 
new agency systems, 



• 

In the meantime1 we will continue to provide technical assistance and facilitate information~ 
sharing on innovative performance management systems and practices. On November 14, 2000, 
we will sponsor a I-day conference to share the experiences ofagencies who are already using 
balanced measures in their executive appraisa1 systems, Please encourage your executives, 
Performance Review Board members, and SES program mangers to attend this conference. 

Our website (www.oprn,gov/ses/nem) contains details on the conferencef as well as the 
regulations and other information on SES perfonnance management My staff is also available 
to provide technical assistance. Please contact Anne Kirby, Director of the SES Management 
Center, at 202·606·1610 or SESmgmt@0I'm.gov. 

We look fOlward to working with you, your Human Resources Office, and your agency's SES 
members to implement the new regulations, Working together we can use these new regulations 
to promote a culture change - a culture change that views SES performance management as a 
tool for driving results, instead ofan irrita~ng, annual chore. 

cc: 	 President's Management Council 

Hmnan Resotu'Ces Directors 


http:SESmgmt@0I'm.gov
www.oprn,gov/ses/nem
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Survey Respondents vs. SES Population: 

Percentage ofCareer and Non-Career 
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Diversity: Survey Respondents vs. 

SES Population 
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Education Level: Survey Respondents vs. 
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Employees in Your Organization 
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Uader 5100,000 

$1 million to $10 .mkm 

$11 milli(ln to SlOO mnlloo 

Mort than $100 mDlIon 

0% 10% 40% 60% SO% 100% 
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Agency and Organizational Climate: 
Summary 

t':: ,:,( .. >',rf,...· .' ~""r: '. _~.' 

• Two out ofthree executives report rewarding 
teamwork 

'~ • Three out offour report rewarding creativity 
'. and innovation, compared to about one out of 

three employees in the 1999 Governmentwide 
I::; NPR Survey who perceived this practice i" 
.'" • Three out of four executives agree there is 1~:i1 
I~', cooperation between career and non-career ' 

:'~;"_~.e"..7~'1,;r._cu,:~_t_i_v_e_~c,7:\;;,;"•.-",,-,:",:_""r"'''''''-''---'~-,-,"':'""_""i7:"'."'~"'if;b),7,:::,"'""C,":-.·'.•:•••.•-~':.•";~J," ,:
":.!>li',~ r "'j! - ')t,:,..~'."."'~'" E'" ~ -'''"', . 1 "', '",\lC':""v,,:.. :.ir,:~-t-~ "2;,,,' ':~:i~ ,An';';," ,-., \'- ...~'r~":,~~~,""",;:".:,. ',"'l",'~,:e!',",:~.r,;~ ..';; 
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Rewarding Teamwork 

In the organization run by you or the one in which you work: 
Employees are rewarded. "for working together in teams. 

]999 Survey ofdlte Se.iM 
ExecEltive Service (N~) 

1m National Psrtoenhip ror 
RdnvaltJug Gov«nnnettt 
Sarvq. N-159' (SES) 

1999 National Partatnblp tor 
ReinvmtiD; GGvuuml9lt 
Swvq. N-l-6,783 
(Non- euaatives) 

Itemf' 

" 
o 

Rewarding Creativity and Innovation 
In the organiutlon run by you or the one in which you work: 

Creativity and innovation are rewarded. 

1m SUrRY of the Senior 
~ecutive ~ (N-2.4S3) 

1m Natioaal Parhttrlbip 
Rtlnvtnting Govtnnilelit 
Survey. N-159 (SES) 

.,"N.doul Partaenbip 
Rtluventinl Government 
SlIn"ey, N-H;~71:!5 
(N0tl* Uetlildve:t) 1M 

,...." 
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Labor-Management Cooperation 


In the organization run by you or the one in which you work: 


Management and the unions work cooperatively on 

rilUtuaI problems. 


1m Survey or the Stulor 
Jtueotive Suvl" (N~21) 

1999 N.do~ Partnenldp 
ReinvtJ:ltittg Govtmmtat 
"""'Y, N-H (SES) 

1m Nal.iollal r.t1nenhip r.r 
lWn~tiq GovtnI:uw.rt 
SUNey. N.,,s15 
(Non- f:letutiYef) 

Career and Non-Career Cooperation 

In my agencylDepar1ment1Bureau, senior career executives 
and non-career executives cooperate toward the a!ilIinrnent 

ofageocy goals. 

All 

" 


0% 20*/. 40"10 60% 8tV'.4 100-'/. 

1·Av«DN'-r.~1ttfmno 

" 
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;,~:,;.- The Executive Core Qualifications and -:;:L;'" 
Selection Process: Summary 

,,-" , . " , .- ~. 

. 
~). >' 

, • There)s high agreement on the imponance 
of the executive core qualifications (ECQs) 

./for job performance 

:,' -,.•• About half ofthe respondents indicate that 
.', 

.; ',.IL._th~e_~_.a_g_~..,.n.".~i_e_S,_us_e_th-=.~~,_E_C_Q---,S~in_,._~e_lec~t"iO_~_.----.J(;'~~ 
,,, ~'.

" 



Importance of Exeeutive Core 

Qualifications for Job Performance 


" 

Use of the Executive Core Qualifications 

for Selection in the SES 


In my agency, rhe five Executive Core Qualifications are 
strongly emphasized in evaluating applicants and are a key 

filetor in determining who is selected for rhe SES. 

100% 

.0% 

as% 
60% 

40% 

0% 
Alru Neither »i••tree 	 Don't 

Kno" 
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~a.gPntplt 

Buildm, CoaHtiotuJ 
Communkatioa 

Balmen ACUmf!D 

Item #21,1122 
Oil lill 100% 

'I 

Importance of Executive Core 

Qualifications Now and In the Future 


IOI,HIIH IN,.j 

Ways to Improve Recruitment and 

Retention in the SES 


Recruiting more leaders from our.ide the Federnl 

Government for career SES positions would improve the 


SES. 

N••-elreer 

0% 20% 40% to% lO% 100% 

" 


Il 



Improving Recruitment and Retention 
in theSES 

Litiki»a: 91)' to oqmiu:tioul-­lm:proviaa rncndtiIrg Ed 
llUl!i:«!t:ina ~ far CIIm!r 

SES PQriI:ions. 

lmp!cmCl:l.lina IltOtt'l bro.lldly 
publki:r.od IU4\OmIon p\annina: 

~~.mq~u.. ~______,-______~______________-.______-, 

0% 20% 40% 10% 80% 100% 

,
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,Executive Development, Continual 

, ',J 
" '.! 

.,, 
...., 

',' ,. : ,~! Learning, and Mobility 

.,.:.' 
:'. 

•. ._ f' 

" .~ .' ~ " 
" " 

-,,- ',' .... ,-" ":J.', ".:).: : ~~' , , 
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~b Executive Development, Continual !: \,[ 
. ",' Learning, and Mobility: Summary Ii', '. 

:.~., ... ~-=·="z;-===,,=·,=;,==,=--]>;-:I'''===']'':::;:':'=='::'::l'::::=~'~":'~~::~" 
)~., • Executives are spending time on their I::':; 
.~.- personal development ' ",

',. 

'::;..' • Agencies need to invest more in executive 
 .. '" 

:?~" succession planning: 70% of SES are 
''C::. eligible to retire within 5 years 

i;~' • Nearly half think mobility is important, but 
,~> only 9% have worked in more than one 

Development Needed in the 

Executive Core Qualifications 


IDYOIrSubordiaateMllll;en .You j 

~.. din8 People 1~~~~40% 

Results Driven 

0'" lO\\ 40\\ 00\\ 10% 100\\ 

" 
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Executive Development Activities and 

Continual Learning 


Within the past year have you: 

Read boola or article!l related 

to your technical field. 


Read hooks or articles related 
to management or leadership 
in general. 

Attended managemcotl... or 

professional conferences. 


Had a rotationalwignmeni 

in anod)er position. 


Taken II. sabbatical for career· 1% 
<d..... ","",tiono! PWJ""'.'.jL___--_--_--~--~ 

0% 10% 40% 10% 10% 100Item 1137 

Percentage Rapondiog "Yes" 


• NoW that tbe term "JabbIItioal" may baWl been millDtcrpreted to iDcludII otbm _ dewlopmeuI 27 
octivitic:l in addition to mbt.tIcal.1lIl1hodzed \QScr tba SB!I ~. 

11% 

91% 

--C~IL·~-~-__~__E_x_e_c_u_tl_·v_e_~o_b_i1_ity__ ________~ ....,. 

My luivancement depends upon 

my willingness to change 

positions, 


Ifasked, I would relocate as an 

SES·level executive to another 

geographic location. 


SES mobility improves job 
penonnance. 

Internal reusigrunents of senior 

........ 

,. . - . " . . ,.",/ 

executives impair the continuity J~~~~~~:.:~~:~~~:~~: 

of agency programs.· 


0''\ 40% 60 lh 80% 100% 
IIAIIII CNalher Inlllllli 
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Executive Mobility , 

Since beroming a member ofthe SES, how irumy times have you: 

Cbangedjobs 'Within one 
component of your a,geney or 
Doportmont 

Chrutgedjobs by going it) • 
.different component ofyour 
"""""",Dept 

Changed j0b3: to wM:. in a 
diffemrt ~ or DepL 

Chnngcd geognIphie 
loca1iona. 

0\1 10\1 40\1 "II 10\1 190\1 
ltern no 

.None 
11 or more limes 

Obstacles to Executive Mobility 


Indicate whether the following are obstacles to executive mobility 

R.clocation of dual career fmUhet... 

f~in 

~wilblfle~on·. 

""­
Concc:m about diJ:nIptioa cd'.-:r-I..ocl: m.uccenioo planning .. , 


I.acl: of... Wfurmation IIn.mt IIlObllity 


1..on of St4!.Ut 


Restrictive Govmlllu:crt ~ 


111 
lla:i 138 -'" 

IS 




Retirement Eligibility for Career SES 


N.... 

1-1,.an 

6ormon,-ean 

1% 11% '0% 80%, 10011 
)I 

Reasons for Turnover, 


If! were to leave the Federal Government in the next year, it 
would mosllilrely be because of: 

Po.ire for a higher paylnsjob." 

Retirement eligibility 

Too much bureaucracy 

Dtsire for • moe: clWI~ng 
job... 

M...........,~C 

~Mt1=====~__~____~____~__~ 
1% 10% 10% 11% 10% 
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Performance Management and 


';;,='=.=".====,==c=o=m=p=~::::n=s=:=,t=io=n;.~:::s=,~K'~~=;::m=,a;.:j.'=:"=':::':='=.:;::.,7,-,,>.,1:'\ 
.. 

.. 

..", 

",'.­

.'
• Most executives have performance plans and 

receive regular feedback on their performance .' 

• Two out of three executives report that their ,",-. 
,performance plans are linked to their agency's i'· ­
i ": 

strategic plan 

• Less than half report that their evaluation is 
linked to quantitative outcome measures 

• Job satisfaction is high, but pay satisfaction is 
~-,~~~~~~~~~~~~~~." " . - ,." -~ :." ;. - .:.. ~. '-­

: -~. :'~ - , . -.;. -- .~ -; -';-..~-':.- ..' 
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Performance-Results Link 


My performance plan b lini::ed to my 
agmq'$ strategic pian. 

1% JI% n% 11% 

My annual penonnancc ~Al.uation 
is !.inked to specific ttsultll in 
work:foroe diversity. 

My perfon:n.ance evaluation is linked 
to quamlUllivt' ootoome measure:!. 

111% 


" 

SES Level Awards 


In the past 5 years. 'What SES level awards have you received? 

lto2~ 

3to4~ 

10% 40% 60% 30\\ 100\\ ......, 
" 

-alLy' .... · 
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10011 

lOll 

nil 

..II 

lOll 

0% 

Item ~Sl 

Pay Satisfaction 


All in all, I am satisfied with my PII)'. 

11% 

Acree Neilhu Diu.ru 

Job Satisfaction: Career vs. NOD-Career 


All in all, I am satisfied with my job. 

All 

0°/. 2;0-1. 40""" 66°;' 8('-;. 100% 

III Agree 0 Nei1hor II Ding .... I 



Job S="'tY 

Reasons for Working for the 

How important was each ofIile funowing fiIctors in your decision 
to a position in roe SES? 

11% 100% 

" 
1% 11% 41% 10% 


, > ' > 
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SENIOR·ExEcUTIvE,SERVICE 

.' , 

SENIOR EXECUTIVE SERVICE 

.Executive Core Qualifications 

T he u.s, Office of Personnel Management (OPM) has identi· 
fied five fundamental executive qualifications, The Execu· 

tive Core Qualifications (ECQ's) were designed to assess execu· 
tiue experience and potential- not technical expertise. They . 
measure whether an individual has the broad executive skills 
needed to succeed in a variety of Senior Executiv.e Service (SES) 
positions. 

o uccessful performance in the SES requires competence in 
~ach ECQ, The ECQ's are interdependent; successful execu· 
tives bring all five to bear when providing service to the Nation. 

'T'he basic definition ror each ECQ is supplemented by Key
.1. Characteristics, which reflect possession of the executive 
qua1ification~ and those Leadership ~ompetencies which are 
particularly important to it, Candidates do not need to have 
experience in each Key Characteristic to demonstrate possession 
of the ECQ, Rather, candidates' overall record (professional and 
volunteer experience, education and trafning, awards. accom­
plishments, and potentia\) should indicate that they have the 
knowledge, skills, and abilities needed to succeed in the SES. 



ECQI LEADING CHANGE 


This core qualification encompasses the ability to develop 
and hnplement an organizational vision which inWgrlltt:S key 
national nnd program goa.s, priorities, values. and other 
factors. Inherent to it is the ability to balance change and 
continuity-to conti!lually strive to imprQV£, customer service 
and program performance within the basic Government 
framework. to create a work environment that encourage!! 
creative thinking, and to maintain focus, intensity, and 
pemstence, even under advf.'rsity. 

Key Characteristics: 
tn) Exercising leadership and motivating managers to 

incorporate vision. strategic planning, and elements of 
quality management into the full range of the 
organization's activities. encouraging creative thinking 
and innovation; influencing others toward 11 spirit of 
service; designing and implementing new or wtling 
edge programs/procea.sCtL 

(hi 	 Identifying: and integrating key issues affecting the 
organization, including political. economic, social, 
uehnologieal, and administrative facton. 

ECQ2 


: 	 1 Leadership Competencies, 	 , 
Creativity & Innovation Resilience 

Continual Learning Service Motivation 

External Awareness Strategic Thinking 

Flexibility VisiQn 

LEADING PEOPLE 

(e) 	 Understanding the roles and relatumshlps of the 
components of the national policy malting nnd hnpi;:;. 
me~tatjon process, including the President, political 
appointees, Congress, the judiciory, state and locaJ 
governments, and interest groups; formulating effective 
strategies to balance th(}Se interests consistent with the 
business of the organization. 

(d) 	 Be~g open to change and new information; tolerating 
ambiguity; adapting behavim" and work methods in 
response to new information, chonglng conditions, or 
une-xp€lcted obstacles~ adjusting rapidly to new situa­
tions warranting attention and resolution. 

tel 	 Displaying a high level of initiative, effort. and commit­
ment to public service; being proactive and achievement­
oriented; being self*motivated; pursumg self..develop. 
m(!:nt; SIillking feedback from others tUld opportun!~ies to 
mnswr new knowledge. 

(0 	 Dealing effectively with pressure; mainluining focus and 
intensity and rem.aining persistent, even under adver­
sity, recovering quickly from setbacks. 

I 

This curo qualification involves the abllity to design and 
implement stratngitm which maximiU! employee potential 
and f(>$WT high ethical standards in meeting the 
organization's vision, mission. and goals. 

Key Characteristics! 
\tI) Providing leadership in setting the workforce'a axpm:~ed 

performance levels commensurate with the 
org«nizatiQn's strategic objectives; inspiring, motivating, 
and guiding others toward goal accomplishment; 
empowering poople by sharing power and authority 

(b) 	 Promoting quality through effective use of the 
organizatlOn's performance manllglJment system (e,g., 
estubli$ing performance standards, appraising staff 
aceompllshm<mu using the developed standards, and 
taking action to reward, counsel, or romove employees, 
as appropritltel. 

;c) 	 Valuing cultural diver~ity and other differences; foster· 

. 	I Leadership Competencies :t,;. 	 , 

Conflict Management 

Cultural Awareness 

ing an environment where people who. arc culturally 
diverse can work tDgether coo-pertltively Bnd effectiveLy 
in achieving organizational goals. • 

(d) 	 Assessing emp)<)yees' unique developmental needs ond 
providing developmental opportunities which maximu:e 
employees' capabilities Ilnd contribute to th", achhwu­
ment of orgamzational goals; developing lfmdership Itl 
oLners through Cil8clling and mentoring" 

{e} 	 Fostering rommitmcnt, team spirit, pride, trust, nod 
group identity; taking steps to prevent situations that 
could result in unpleasant confrontfltitlns, 

m Resolving conflicts in 1I positive and constructive man· 
ner; this includes promoting labor/manag-emcnt. partoer­
ships and dealing effectively with employee relations 
matters, attending to morale and organizational climate 
issues, handling administrative. labor management, nnd 
EEO issues, and takitlF! disciplinary adiotll; when othJ;r 
meanS have not been successful. 

. / . , 
" . ','- . " , ' 'I ::-'. ',~.' 

IntegrityiHonesty 

Tham Building 



ECQ3 m;SULTS DRIVEN 

This core qualification stresses accountability and continuous 
improvement, It includes the ability to make timely and 
effl!Ctive decisions and produce results through strategic 
planning Rnd the implementation and evaluation of programs 
and policies. 

Key Characteristics: 
.... (8) Understanding and approprinUliy applying procedures, 

requirements, regulations, and policies related to 
specialiwd expertise; understanding linkages between 
administrative competencies und mission needs: keeping 
current on issues. practices, and flrocedures in techniCAl 
arens. 

(b) Stressing resuits by formulating strategic program plans 

which assess policy/program feasibility and indude 

realistic short- and long-term goals and oktiectives. 


Ie) Exercising good judgment in structuring and orga.nizing 
work Ilnd lYltting priorities; balancing the interests of 
clients and readily readjusting priorides to respond to 
customer demands. 

(d) 	 Anticipating and identifying, diagnosing. and consulting 
on potential or actual problem areas relating to program 
implementption and goal achievement; selecting from 
alternative courses of corrective action, pnd taking 
act~on from developed contingency plans. 

(e) 	 Setting program standards; hnldlng selfand others 
aCc9untable for achieving these standards; ncting 
deeisively to modjfy standards to promotk customer 
s@,r\'Jce nnd/or the quality of programs and poUeies, 

ff} Identifying opportunities to develOp and market new 
products and services within or outside of the organiza­
tiot:l; taking risks to pursue a recognized benefit or 
advantage. 

; I 1 Leadership Compctc~cies 	 I . 
Accountability 	 Entrepreneurship 

Customer Service 	 Problem Solving 

Decisiveness 	 Technical Credibility 

ECQ4 BUSINESS ACUMEN 

This core qualification Involves the nbdhy to acquire and 
administer humar., financial, mnterial. ,and information 
resources in u manner which instills public trust and accom­
plishes the organiwtion's mission, and to usc new technology 
to enhance decision inakjn~, 

Key Characteristics: 
Cal Asses.sing current nnd future stalfing m!eds bll&ed on 

organizational goal!' and budget realities, ApplvinK 
merit principlc5 to develop, select, and manage a 
diverse workforct.'. 

(bl 	 Overseeing the ullocattoll offiaanclnl roseurces; identi­
fying iXlst..effective apprnaches; oSLabltshing and 
assuring the use of internsl contrnls for financial 
systems, 

\ 

Id Managing the budgetary process, including preparing 
and justifying a budget and operating the budget under 
organizational and Congressional procedures; under· 
standing the marketing expertise necessary to ensure 
appropriate .fundin.g It!<ve-Is. 

idJ 	 Overseeing procurement and contracting procedures and 
proecsses. 

(el 	 Integrating and coordin.ating logistics I oper.atiOtl$, 

if) Ensuring the efficient snd cost-effective development 
end utiHzati!)n of management information systems and 
other technQlogiesl resources that meet the 
organization'a needs; understanding the impact of 
technological changes on the organization. 

Financial Management Technology Management 

Human Resources Management 



ECQ5 BllLDING COALITIONS/COMMUNICATION 

This core qualification involves the ability to explain, advo­
cate and express facts and ideas in 0. convincing manner, and 
negotiate with individuals a.nd groups internally and exter· 
nally. It also involves the ability to develop an expansive 
professional networ-k with other organizations, dnd to 
identify the internel and ex~rnal polilics that :impact the 
work uf the organizati~m. 

Key Characteristics: 
{al RepreSenting and speaking for the Qrgnnizn.iional unit 

and its work (e.g., presenting, expiruning. seUing, 
defining, and negotiating; to those within and outside 
the office (e.g., agency heads and other Government 
executives; corporate exe<:utives; Office of Management 
and Budget officiK.is; Congressional members and staff; 
the mooia; elIentele and professional groups); making 
clear and convincing oral pt'esentstions to individuals 
and groups; I.istening effectively and clarifying informa­
tion; fadlitating an open excbange of ideas. 

(b) 	 Establishing and maintaining working relationships 
with internal organizational units (e.g., other program 
areas and staff support functions); approaching each 

, I 	 ' I 

problem situation with a cleer perception of organiza­
tional and political reality: using CQntucts to build and 
strengthen internal support blU!flS; getting understand­
ing and support from higher lnvel ma~llgement. 

{c} Developing and tmhancing alliances with external 
groups {e.g., other agencies or ftrms, state .and local 
governments, Congress, ana clientele groups); engaging 
in cross-functional acti",itiesi finding common ground 
with a widening range of stakeholders. 

(d) Working in groups and teams; conduding briefings and 
other meetings; gaining cooperation from ()thers to 
obtain information and accomplish goa1a~ facilitating 
"win-win" situations. 

(e) Considering and responding appropriately to the needs. 
feelings, und capabilities of different people in different 
situations; being tactful and treating others with 
respect. 

if) Seeing that repmi.S, memoranda, and other doeuments 
re-flect the position and work of the organization in a 
clear, convincing, and organized manner 

' .; 	 ,Lcap.ership Competencies " " .' ' ..' , ' , 

lnllueneing!Negotiating Pannering 

Interpersonal Skills Political Savvy 

Oral Communication Written Communication 

United States 
Office of 
Personnel 
Management 

http:officiK.is


CreatinE. Strong Bonds with Federal Labor Management: Building Cooperative 
Labor·Management Relationships 

Overview: Executive Order 12871 

In its September 1993 report, From Red Tape to Resulls: Creating a Government That 
Works Beller and Costs Less, the National Performance Review (NPR) acknowledged the 
lessons learned from private industry and concluded that 

"traditional union.employer relations are not well· suited to handle a culture 
change that asks workers and managers to think first about the customer and to 
work hand-in-hand to improve quality., .. We can only transform government if 
we transform the adversarial relationship that dominates federal union­
management interaction into ~ partnership for reinvention and change," 

Based on these findings, the NPR recommended that President Clinton establish labor­
management partnership as a top priority for the Administration. In response, the 
President issued Executive Order 12871 (Lahor·Management Partnerships) on October 
I, 1993 (See appendix of any of the several attached National Partnership Council 
Reports to the President.) In the preamble to the Order, the President made this powerful 
statement about the importance of partnership: 

"The involvement ofFederal Government Employees is essential to achieving the 
National Performance Review's Government reform objectives. Only by 
changing the nature of Federal labor-management relations so that managers. 
employees, and employees' elected union representatives serve as partners will it 
be possible to design and implement comprehensive changes necessary to reform 
Government. Labor-management partnerships will champion change in Federal 
Government agencies to transform them into organizations capable of delivering 
the highest quality service to the American people." 

The Order established the National Partnership Council (NPC), an advisory body 
comprised of labor, management. and neutrals, to promote the creation of labor­
management partnerships throughout the Executive branch and to report on the activity 
and performance of partnerships. The Order also directed agency heads to: 

I. 	 Create labor-management partnerships by forming labor-management committees or 
councils at appropriate levels to help reform Government 

2. 	 Involve employees and their union representatives as full partners to identitY 
problems and craft solutions to better serve the agency's customers and mission 

3. 	 Provide training for line managers, first line supervisors, union representatives who 
are Federal employees, and other appropriate employees in consensual methods of 



dispute resolution, such as alternative dispute resoJution and interest-based bargaining 
approaches 

4. 	 Negotiate over the subjects in 5 U.S"C. Section 7106(b)( 1), and instruct subordinate 
officials to do the same 

5. 	 Evaluate progress and improvements in organizational performance resulting from 
labor-management partnership 

With Executive Order 12871, the President began to change the operating assumptions of 
labor and management in the Federal Government. Agencies and unions were challenged 
to move past the hostility and conflicts that all too often defined labor-management 
relations. The President directed lahor and management to forge genuine partnerships 
aimed at improving the performance ofGovetnment. 

Basic Program Results 

Many agencies found it extraordinarily difficult to quantify changes in labor-management 
relations and to measure the impact of those changes on the performance of large, 
complex organizations_ Two agencies that conducted such an analysis -- the Customs 
Service and the Social Security Administration -- each spent close to one year 
developing an analytical framework. establishing baseline data, collecting labor relations 
information across their entire organizations, developing models that quantify the costs 
and benefits of partnersbip, and comparing agency perfonnance before and after 
partnership_ 

At the Customs Service, a cost-benefit analysis of partnership conducted by the firm of­
Booz-Allen found that each $1.00 Customs spent on partnership between 1994-1998 
returned a benefit of roughly $1.20 to the agency. Socz-Allen also found that even the 
intangible, non-monetary benefits of partnership helped to increase Customs' efficiency 
and effectiveness in meeting its mission. 

The Social Security Administration estimated annual savings of$7-8 million dollars duc 
to a dramatic decline in unfair labor practice charges, from a high of 467 in 1990 to 167 
in 1999. The agency had also seen the number of grievances decline significantly as 
well 

On the whole, labor-management relations in the Federal Government have improved 
substantially since the President signed Executive Order 12871 in 1993, although the 
changes have not been as deep or widespread as the President envisioned. There has 
been a sizable shift toward labor-management cooperation and away from the mutually 
destructive, adversarial relationships that were all too common in the past. Whcther 
motivated by the Executive Order, the demand for better government service, the desire 
to find a smarter way to do business, or simp'e battle fatigue, a significant change in the 
government's labor~management relations climate has been under way for some timc, 

2 



Evidence of that change can be seen in several places. It is evident in the overwhelming 
majority of agencies who identified tangible improvements in their labor-management 
relations as a result of partnership-building efforts .. We see it in the surveys conducted by 
the National Partnership Council over the past five years that show strong and steady 
support for partnership from both labor and management. We see it in the dramatic 
government-wide decline in unfair labor practice charges over the past several years, 
from over 8,674 in 1993 to 5,686 in 1999. And we~see it in the way that labor-
management partnerships have cut costs, enhanced :productivity, and improved the \ 
delivery of services in a variety of agencies all acr~ss government. 

Key Initiatives 

The National Partnership Council led the President"s partnership initiative. Made up of 

representatives of the following organizations: 


US Office of Personnel Management (Chair and staff support), 

Office of Management and Budget, 

Department of Treasury, 

Department of Defense, 

Department of Labor, 

American Federation Government Employees, 

National Treasury Employees Union, 

National Federation of Federal Employees, 

Public Employees Department, AFL-CIO, 

Federal Labor Relations Authority, 

Federal Mediation and Conciliation Service, 

Federal Managers Association, 

Senior Executives Association. 


The first couple of years (1994 through 1996) initiatives included providing widespread 

awareness of labor-management partnerships throughout the Federal government. This 

was achieved through the creation of the National Partnership Council Clearinghouse. 

Housed within OPM, the clearinghouse provided instructional material and speakers to 

labor and management groups aspiring to meet the President's call for partnership. 


The next couple of years (1997 to 2000) moved the NPC to providing training and 

assistance for labor and management. This included hands on intervention and skills 

building seminars throughout the United States. 


In 1998, the Council added a focus on analyzing the elements of and barriers to success 

in developing partnerships. This "Research Project," would utilize academics to develop 

a summary of factors on what works, what doesn't work, and why. A report is expected 

by the end of calendar year 2000. 


In 1999, the President re~rmed his commitment to labor-management partnerships 

through the issuance ofa Reaffirmation Memo (October 28,1999.) The President called 
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on agencies to evaluate and make strategic plans to continue their efforts. 

Documentation 

The attached documentation contains all directives and executive orders issued during the 
time period of the Clinton Administration's partnershIp initiative, Not included are the 
Report to the President in accordance with the Reaffirmation Memo or the Report to the 
NPC on it Research Project Neither of these two reports have been finalized. 

• 	 VHS Tape ofthe Nationa' Partnership Council's ," Public Meeting. Guest Speaker 
Vice President AI Gore. 

• 	 January 1994, National Partnership Council Report to the President 
• 	 July 1994, Partnership Handbook 
• 	 February (995, Report on the National Partnership Council 1994 Assessment of 

Partnership Actiyities 
• 	 September 1995, National Partnership Council Report to the President 
• 	 October 1996. National Partnership Council Report to the President 
• 	 December 1997. National Partnership Council Report to the President 
• 	 November 1998, National Partnership Council publication: Labor~Management 

Partnership: Skills for Success 
• 	 October 1999, Presidential Memorandum Reaffirmation of Executive Order 12811 ­

Labor-Management Partnersh.ips 
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