FY 1983
SES PERFORMANCE PLAN

Dee Henderson, Director
The Federal Executive Ingtitute

Proarvan Belivery., Deliver all FEI acheduled prograus on
time and maintain program quality as evidenced by high
after-course evaluations and repeated reguests from agencies
for program spaces.

3 Target ‘dates for each 4-weak prmgxam a8
determlned in FY 93 announcement as well as shori programs,
gpecial topic meetings, retreats and conferences as arranged
should all be met with no cancellations due to inability on
FEI's part to deliver the program.

Qualitvy: Bvidence is evaluation scores which rsflect
customer satisfaction (6.0 and above on 7.0 scale}, return
of customers and request for additional space/time at the
FEIL .

gy: Program delivery with minimal full-time faculty
and the use of adijunct/part-time instructors when available.

Faculty. Fagculty hires made for one full-time and two part-
vime instructors {due to loss in 1892 of a full-time faculty
member and incrgased demand for in-house faculty to
facilitate new performance assesgment program module) .
Advertizement of vacancy announcement - Jamuary-February
19583 with closing date of February 25, 1983.

imed in : Target date is 2nd guarter, FY 93,

Guality: Navtionwide recruitment and hiring well gualified
teaching faculty with experience in adulr educacion,
executive-level programs, and knowledge of governmental
operations. Commitment to Affirmative Action Program
guldelines.

h Increased use of full-time faculty will provide
d&pth naceasary for smooth delivery and appropriates
representation of OPM/FEI before senior-level participants
from all departments and agencies.

Parv~time faculty will alliow cost-effasctive use of
instructors for seminar/workshop delivery on an ongoiny
bagis with time for significant contributions Lo curriculum
davelopment.



Curriculum. Curriculum development includes expansion of
360° 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 guarter, 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.

New Programs. Design and delivery o¢f new follow-up programs
with emphasis on intensive competency work in rigorous week-
leng or shorter program. Pilot in summer or early autumn
1993.

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

Renovation of 0ld Dominion Room complete by May 1993.

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

Program Monitoring and Evaluation. FY 93 will bring the
implementation of the complete multi-year program
evaluation. Implementaticn of this large, complex process
will require administration 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
improvement, development and administration of actiocn-
planning, tracking the process, and evaluating the program
at appropriate intervals.
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& Complets 1my1&m&n§&txan of surveys and
inatruments will ocour by the end of the 4th guarter, FY 93.
Focus group activity will oceur in the lst guarter, FY 54.

Quality: analysis of survey/instruments results will
provide the most up-to-dave feedback available and allow
decision-making based on poth guantitative/gqualitative data.

' : Development, implementation and analysis of
this plan hag been done internally at the FEIL.

s iovment Onporrunity

Our goal is ongoing development and delivery of core
programs with representative faculty and guest speakers. It
ig our kelief that our faculity, those with teaching roles in
our program, should mirror the larger workplace environment
but also be a lsader in modeling diversity. We take great
paing to recruit and rebain excellent faculty who aleo
happen to bg women and/or minorities. The Institute alsc
encourages agencies to send representative groups of
participants.

An analysis of the FEI's staff, faculty, and adjunct faculty
personnel profile during PY 93 indicates that our
Affirmative Action and BEREO efforts have been successiul,
Fifty-nine percent of all Federal employees at the FEI are
women and 9% are minorities. Forty-two percent of our
adjunct faculty team leaders are women, as are 28% of our
adjunct faculty seminaxr/workshop instructors. Our Wellness
Program coordinator and assistant are women. Twenty-five
ercent of adjunct faculty team leaders and seminar/workshop
instructors are minorities, We ars going to be sensitive o
the ne=d to promote appropriate recruitment and
developmental opportunities for women and minorities.

The FEIL's leng-standing contractual relationship with
WorkScurce Enterprisss, a sheltered workshop sponsored by
the Natienal Institute for the Seversly Handlcapped,
contimied during FY 93, The contract calle Loy the
provision ef janitorial and housekesping services by the
workshog's physically and mentally challenged colients.
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GOAL 1.

THE FEDERAL EXECUTIVE INSTITUTE
ORGANIZATIONAL WORKPLAN
FY 1593

Etrengthen Federal Human Regourcss 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 selely to teaching.

%

Objectives and Completion Dates:

a, Inatitute Director: Recruit and appoint a new,
permanent -director {(S-year term).

TARGET DATE: Appoint new director by Cctober 1,
1882,

QUALITY: Executive-level leadership through iden-
tification of highly qualified individual and
imnovative efforts made to meet the geals of Af«
firmative Action Pricrities {AAP).

EFFICIENCY: Internal FEI/OPM resourgss have baen
used to conduch an extensive, nationwide gsssrch.

b. Faculty Appointmente: Recruit and appolnt ag
least two full-time faculty and twe part-time
faculty. The FEI will seek to ensure full repre-
sentation of affirmative action priocrities through
these appointments.

TARGET DATE: Appoint new faculty by 3rd Quarter,
FY 83.

QUALITY: The extent to which innovative efforus
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 curriculum is enhanced mate-
rially. Diversity in delivery methodologiss is
meltipiied and supported.

EFFICIENCY: A more halanced and repregentabive
workforee within allocated resourcs 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 tco 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 Delivery: Offer the four-week
program, "Leadership for a Democratic Society™
nine times a year; design program modules which
reflect "best practices" in executive development.

'"TARGET DATES: Offer programs in every quarter,

FY 93, as predetermined in FY %3 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.

Glcbal 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: Allcws for action planning by execu-

tives which will be transferable to their perfor-
mance in the sponsoring agency. At the FEI, 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 lst quarter, FY 93.

QUALITY: Evaluation scores continue to fall above
6.0 (on a 7.0-scale) 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 tc measure the success of the FEI
mission -~ "te 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 lst and 2nd quarters,

FY 93; ongoing implementation in remainder of
FY 93.

QUALITY: Well-designed evaluation plan which
~allows measurement of training ilmpact 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 gecals and
clarifies direction.



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 "path" and allows for production of high-
gquality 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 "group-
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 gystems, software,

and classroom methods which are appropriate to the
senior-level participants in the FEI 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.

imorove OPM's HRD Facllities

Agsure management/internal c¢ontrols - 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 implenentation/improvement of internal systems
te track budget, reduces paperwork through automation,
meet federal regulations incarea of contracting, train
personngl involved in contract and facilities adminis-
tration, participate in periodic internal/external
review/audits. ,
Facility improvement - continuing renovations of cowmmon
areas {(i.e., furniture refurbishment in alumni Lounges
area); renovation of 0ld Dominion Room {(plenary seasion
meeting roecm); completion of design work on the Annex
and groundbreaking.

TARGET DATES:
QUALITY:

EFFICIENCY:



GOAL 4.

Repregent 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 on' 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's Directocr, HRDG leadership,
and OPM'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 ar¢ committed 1o 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 grganizational components within OPM serve as the primary focal points for executive
ieadership: the Office of Executive Resources Management (OERM) and the Office of
Executive and Management Development (OEMD). Executive Resources Management provides
leadership, direction, and management of the Senior Executive Service and other senior
executive personnel 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 Charlotiesville, VA, and two Management Development Centers in Shepherdstown,
WY, and Denver, CO.

Executive Resources Management
There are three critical argas of accomplishment since 1993,

* Launched comprehensive, governmentwide initiative to improve SES selection,
development, and management

In 1998, OPM launched a govemmentwide 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 Govermnment 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 with 8 wide variety 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 admimstratively, seek legislation for those that require
statutory change, and {urther 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 Level 1 to the Vice President's salary level, We
began several administrative initiatives to increase SES staffing flexibilities, focus performance
management on accountability and results, and promote continuing learning for executives and
candidates. ‘

Straffing Improvements. We completed a series of administrative actions in 1999 to emphasize



the importance of leadership qualifications in SES selections, give agencies additional flexibility
1o recruit a talented, diverse executive cadre, and strengthen merit principles, These actions
included regulatory changes o 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 1o
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 employes perspectives
when evaluating sentor executive performance. In addition to systemic changes, OPM also
worked with the President’s Management Council {¢ gain recognition and support for needesd

~ culture and attitude changes about performance management on the part of agency leadership
and senior executives. [Attachment, OPM Director Memorandum 1o Agency Heads)

Continuing Learning Iniviatives. The SES improvement discussions resulted in 8 number of
action items to promote the continuing learning of executives and the development of future
executives. In addition to-an ongoing schedule of briefings for new SES members and political
appeintees, OPM piloted a leadership forum designed to enable senior executives to keep abreast
of national policy 1ssues and developments and interact with other executives. Another outcome
of the SES improvement discussions was a focus on voluntary mobility as 2 means of
broadening executive experiences and perspectives. As a way 1o facilitate voluntary mohility,
OPM developed an Intemet Forum to connect executives seeking new challenges with agencies
seeking executives. This teol will become operational early in 2001, OFM also initiated
discussions with stakeholders on developing a governmentwide authority agencies can use o
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 tn 1995 1o
obtain information about the experience, qualifications, and perceptions of senior executives and
to create a baseline for measuring whether the tmprovement initiatives resuiting 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,
fAttachment, Summary, Survey Resulis}

+ Redirected focus on leadership as the key, critical lactor in the selection and
development of senior executives,

Executive qualifications have been the primary selection criteria for the SES since its incoption
in 1979. While technical job-specific qualifications are important, the essence of the SES 15 the
ability to lead, OPM develops the executive core gqualifications (i.e., ECQs) that represent the
critical skills that all executives need to succeed in the SES. However, what constitutes
leadership and executive skills and expertise has changed with time.



The first set of qualifications, ¢stablished 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 rapidiy-changing
management environment and the need to focus increasingly on leadership in terms of the ability
to drive change. The revised core qualifications and their underlying competencies resnlted
from extensive research mto the atiribuies of successful executives in both the public and private
sector, accomplished in collaboration with Federal agencies, private sector representatives, and
public administration organizations. They reflect cutting-edge leadership competencies.

Further, the research reinforced that, while technical competence is important, leadership is the
essential, critical factor in executive success.

The updated EC(s 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 & precess, The ECQ subject areas basically remained
the same, but the focus shifted from management (o leadership; from efficient processes to
bottom-line results. More speeifically, under the revised qualifications, executives must 1o do
more than just have a strategic vision, but to lead change. They must lead and motivate people,
not just manage hurman resources. In planning and evaluating programs, they must show results,
Even though Govemment is #o¢ 8 business, they nevertheless must have a sharp business sense.
They must move beyond using communication skills to represent the organization ta using
communication for team and partnership building. [Attachment, SES Executive Core
Qualifications)

»  Improved Executive 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 of governmentwide downsizing efforts. OPM
managed a 10 percent reduction in SES positions over a 2-year period, from FY 94 10 FY 96,
without adversely affecting the agencies’ ability to meet mission-critical needs. We have
maintained reduced levels since the reduction i 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 are managing their executive resources.

At least every 2 years, agencies are required 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 planning initiatives. As part of the assessments, agencies were asked to prioritize
their resource needs; examine opportanities for redeploying existing executive talent to meel
those needs, especially in areag that were scaled back or abolished; identify opportunities for
restructuring; and target positions for redescription or elimination. Agencies must present a
seund business argument, with deailed 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 Rescurces Programs
= Senior Execulive Service

The Senior Executive Service (SES) was created by the Civil Service Reform Act (CSRA) of
1978 and became operational in July 1979, CSKA envisioned an SES whose members have
shared values, a broad perspective of government, and solid executive skills. Its 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 governmentwide leadership, direction, and
oversight.

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

Since 1979, OPM's approach to executive resources management bas gradually evolved from the
traditional regulatory and procedure-oriented approsch 1o one that focuses on leadership,
providing expert assistance and quality services to agencies and executives, and preserving merit
principles and other governmentwide inigrests. Qur goal woday is to maintain a properbalance
between the agencies’ need for flexibility and OPM's responsibilities to preserve the
governmentwide interests of a corporate merit-based, results-oriented executive service,

»  Residential Executive Development Centers

The Federal Executive Institute (FEI} and the Management Development Centers (MDCs) were
established in response to the Government Emplovees Training Act of 1988 and Executive Order
L1348 {April 20, 1967}, which charged the Civil Service Commission {subsequently OPM) with
administering, overseeing, coordinating, and gvaluating Federal emplovee training programs,
The Civil Service Reform Act of 1978 specified in law OPM's leadership responsibilities for
gxecutive development,

- The Federal Executive Institute was established in 1968 as an advanced study center for the
development of career executives at the direction of President lohnson 1o improve the quality
of the Government for the American people, The President said that the crttical importance
of our federal programs demands the highest tevel of talent in our career leadership. For
almost 30 years, FEI has focused on developing the individual executive by creating an
interagency residential leaming environment with a curriculum that addresses broad
perspectives basic o effective performance as a senior executive.



- The Management Development Center program began in 1943 with the opening of the first
Executive Seminar Center in Kings Point, NY. Based on the success of the Kings Point
Center, another was opened i Oak Ridge, 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 curniculum has changed as well. From an initial focus on
public policy education, the curriculum has been expanded and strengthened to focus on
management and leadership competencies. As a result, participation grew as agency
customers recngnized the tmportance of developing a corporate perspective among their
managers.

' Organizational Alignment ~ Consolidaiion of OER Functions

In 1995, afler a carefid and comprehensive review and assessment of OPM's mission,
responsibilifies, and funchions, the OPM Director approved a redesign plan that called for a
streamtined and reinvented agency stripped to its core missions, reinforced our commitment to
custemer service, and strengthened the agency's role as custodian of the merit system.

OPM's role in governmentwide executive policy and development was designated as one of the
five core missions because it services not only cur 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 governmentwide leadership in executive
policy and development in recognition that an integrated approach 1o the selection, management,
and development of the Government’s senior executives is crucial to government performance
and transformation, The new nrganization consolidated executive policy and programs with the
executive and management development functions of the Federal Executive lastitute and the
Management Development Centers. From a customer point of view, consolidating all executive
resources responsibilities in one organization provided a "one-stop shop® for our customers and
other stakeholders seeking information and assistance about senior executive programs and
services.

By 1999, the OPM Director found that OPM leadership and our customers were increasingly
dealing directly with OER's vwo key componenis {policy/program management and the
residential centers) and that these components could continue the coordinated approach to
executive resources without the QER 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.
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THE DRAFT FRAMEWORK FOR IMPROVING THE SENIOR EXECUTIVE SERVICE
A Satus Report - December 1998

Last April, the Office of Personnel Management circulated the draft Framework for Improving
the Senior Executive Service (SES} w stimulate discussion about the Senior Executive Service.

We wanted to get our stakeholders thinking seriously about the future and whether the way we

develop, select, and manage the SES cadre produces the kind of exegutives we need 10 meet the
leadership challenges of the 216t century. '

memmmﬁmﬁmmwmk?

The Framework is an outline of ideas in four broad areas: ideas for redefining and restructuring
the Government’s executive personnel systems; increasing staffing flexibilities; strengthening
performance management with a focus on accountability and results; and enhancing executive
devetopment and continuing learning. Based on analysis of various studies and reports and
extensive stakeholder consultation, the Framework is a synthesis of ideas. It attempied to capture
the best thinking of a wide range of stakeholders, including agency heads, human resources
managers, academicians, individual senior executives, professional associations, and other groups
which are interested in gond 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 develop the Framesork?

Since 1999 will mark the 20th anniversary of the establishment of the SES, this is a good dme ©©
ook back and assess whether the systeém has lived up to its expectations - to assess what has and
what hasn't worked.

But even more imporiant, we need to focus on the future, Executives of the 21st century will face
challenges that were unheard of when the SES was created 20 years age. The technology
explosion, the new performance-based povernment, 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 o focusing attention on leadership, we developed the Framework s explore whether
aur executive personne] systems and processes are producing the right results.  Over the years,
siakeholders have indicated that the SES staffing process, the performance management process,
and other SES systems are not helping them select and manage a quality executive corps.
Batancing the agencies’ eall for more flexibility with our commitment to metit system principles
was also a critical consideration in crafting the ideas in the Framework.
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Who did we alk a7

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
.comnmunity, and wany 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 degirable system changes, as
well as thew role in bringing about SES reform.

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

What did they tell us?

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

Although stakeholders expressed a wide range of views, there were many ideas that generated a

~ posttive reaction. Examples include abolishing recertification, addressing execative pay
compression, and increasing agency flexibility for megting 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 generally positive,

Very few of the Framework’s ideas were summarily rejected. Principal among these were
cansafidating the annual performance 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
exccutives’ performance.

Although almost no one thought we should require mobility or link i to pay adjustments or
awards, there was gencral agreement that executives with broader viewpoints and experiences
bring more 1o the wable than those who have been “stovepiped.”™ There was recognition that the
Governyment needs to invest in the continuing learning of its executives, and that yglumary
mobility is an important 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 Sentor Civil
Service with a sendor executive corps and a senior professional corps.
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Finally, many stakeholders concluded that, 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 reihink the way they use the current
systems to manage their executive resources. Commenters beligve this is especially important if
we are (o achieve results-based performance management.

‘We are pleased that 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 1o use SES bonuses to
reward top performers. Second, OPM has revised the criteria used to evalusaie nominces for the
Presidential Rank Awards to place more emphasis on leadership and results,

Together 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 farward on legislative
initiatives that have broad support. Key legislative efforts will include abolishment of the
recertification process, addressing the increasing compression in the SES pay schedule, and
streamlining limited appointment authorities.

In addition to adininistrative and legislative initiatives, OPM will continue © 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 will
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 2 healthy debate about the future of the SES and
prompted development of an action plan that will contribute 1o the development, selection, and
management of the leaders of tomorrow. The kind of executive we need for the next millenmium
15 one who can balance change and continuity — one who strives 10 Improve customer service and
program performance within the basic Government framework; one who creates 2 work
environment that encourages bold, creative thinking and risk-taking; one who 18 innovatve,
results-oriented, and values the benefits of partnership; one whose commitmient 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:
Sunumary of Key Studies on the SES
Summary 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 Reform Act of 1978 {(CSRA) and became operstional o
July 1979, s creators envistoned it as the elite management corps in the Government. Howsver,
since its inception, various internal and external groups and organizations have studied the state of
the SES, questioning the original CSRA vision and the degree to which the system has lived up o
that vision.

Compaosition of the SES

Considerable debate arose during the 19803 over whether the composition of the SES was too
inclusive. Out of this debate emerged three distinet proposals to modify the composition of the SES:

- removal of noncareer appoiniees from the SES;
- removal of all but the topmost executives from the SES; and
- removal of scientists and engineers from the SES.

The General Accounting Office (GAO] smdied these proposals and Issued an evaluation report in
1985. According o GAQO, many believed that, although positions above the G5-15 level made
important contributions to the Government, it was inappropriate to convert most of them into a siugle
personnel systent since there was such a wide variety of funciions and levels of responsibility. The
three proposals aitempted to determine whether Government was best served by a cadre of generalists
and subject maiter specialists within the existing SES, or whether legislation should be sought to
separate them,

The first set of proposals to modify the composition of the SES emphasized the removal of noncareer
appointees from the SES. Proponents maintained that including both noncareer and career appointess
in the SES increased tension between the two and increased the likelihood of politicizaton of the
executive branch, The Senior Executives Association (SEA) was the primary advocate of this
proposal. {n 1984, David 8. Burckman, former President of the SEA, testified in hearings before
the Subcommitiee 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 the SES made
administration of the Senior Executive Service difficult, particularly with respect to performance
appraisals. To remedy thus problem, the SEA recommended that noncareer appointees in the SES
be removed from the SES and placed in a separate new system called the “political 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 “t00 open-ended,
indefinite, and broad.” Maoreover, surveys conducted by the Grace Commission revealed that many
senior executives perceived that “there were numerous positions in the Service that should not be
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there... [and that] only positions requiring 2 high degree of managerial ability and accountability
should be included.” The Grace Commission recommendex that new criteria be established based
on the size of the organization managed, financial and physical resources controlied, and
visibility/strategic importance in order to assess whether zll of the positions in the SES properly
belonged there, The resulting SES, according to the Grace Commission, would be reduced by half
and consist of approximately 1,000 w© 3,500 senior executives.

The last set of proposals o modify the structure of the SES focused on removing scienists and
technical positions from the SES. One of the proponents of this proposal was the Federa! Laboratory
Review Panef (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 Secretary of Defense
and Chairman of the Board of the Hewleti-Packard Company. The Packard Panel examined
Government and contractor-operated laboratories and concluded that the existing ¢ivil 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 techaical positions from the entire Civil Service personnel system.

Several attempts were made in response 10 the Packard -Panel’s recommendations to draft legislation
that would establish an alternate personnel system for scientific and technical positions. In 1985,
legislation was introduced to the 99th Congress [the Federal Science and Technology Revitalization
Act of 1985 (5. 1727)] that proposed the creation of an aliernative personnel management system
under title 5, United States Code, for scientific and technical personnsl that would provide
comparable benefits {e.g., retitement, pay, benefit package, etc.} for scientific and technical 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 personnel systems.

The issue of whether the Government is best served by a cadre of generalists or subject mater
specialists continues to stir debate. In 1993, The National Performance Review, now known as the
National Partnership for Reinventing Government, found that “the majority of senior executives,
however, now serve in the SES because of their technical expertise, often as key advisars and
managers of support staffs or as operational managers responsible for parts of line (legislative}
programs, rather than as agency-level leaders and program executives, While all are important
positions, this mixture of roles makes it difficult to develop and manage the SES as a resource for
agency management as originally intended.”

Mobility and Continual Learning

Difficulty in achieving compatibility between executive talents and agency needs was a major problem
noted in the debate leading to passage of the Civil Service Reform Act. To increase agencies’
flexibility, the Act established a rank-in-person system that gave agencies the authority to assign
senior executives to virtually any SES position in an agency, regardless of ms hierarchial position
within the organization. The Act also mandated the establishment of programs o 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, “those joining this elite
cadre [SES] agreed to accept reassignments to areas where they were needed and give up some of the
security offered other civil servants. In return, these executives became eligible for improved pay-
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
positions of greater responsibility that may involve moving to & different part of the country, and
incurring expenses that are generaily necessary in such a move, with 1o increase in salary.”

To facilitate the mobility of executives, a number of agencies established 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 assignment as a means of providing
agency heads with a mechanism (o optimize executive talents, as well as an opportunity for executives
to broaden their perspectives and achieve career enhancement, However, a 1986 General Accounting
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 oo few SES
members to make such a program practical and that the SES members were too specialized or
technically oriented to move 0 other positons.

A 1990 survey by the 7.5, Merit Systems Protection Board (MSFPB} on how Pederal departments and
agencies implemented pay and reassignment flexibilities revealed that agencies tended to make intra-
agency reassignments, rather than interagency transfers of senior exccutives. Further, agencies
seldom used SES reassigrments for the purpose of carcer enhancement or skills development. MSPB
recommended that agencies make maximum use of SES reassignments to provide carcer
enhancement, to further the goals of executive development and training, and 1 ephance mission
accomplishment by infusing new ideas and perspectives.

Also, in a 1993 swdy, the Council for Excellence in Government found that there was a general
perception that little purposeful mobility had taken place 10 enhance Govermment productivity, In
addition, the report stated that the Govermunent may be missing an important opportunity o develop
more effective senior executives by not building & more formal system for ransferriog executives
periodically, ‘

The National Academy of Public Administration (NAPA) made a number of recommendations on how
1o facilitate mobility and succession planning in its 1992 report, “Paths 10 Leadership:  Executive
Succession Planning in the Federal Government.™ In one of i recommendations, NAPA stated that
the structural composition of the SES should be reviewed 1o determine which occupations are most
appropriate for development or mobility assignments.

In 1993, the National Performance Review (NPR), now known as the National Partnership for
Reinventing Government, recommended that voluntary mobility within and between agencies be
encouraged 10 provide executives an opportunity to broaden their skills and perspectives and to
provide agencics a mechanism to optimize executives’ talents. However, NPR recognized that
mobility may not be appropriate for all 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 focug of other studies. A 1989 General Accounting Office (GAO} survey examined the
extent to which career members of the SES panicipated in executive training and development
activities and their perceptions of the usefulness of those experiences. GAOQ found that most senior
executives had participated in a1 least one iraining and development activity prior to or after
appomment o the SES. Most perceived their experiences as moderately to very useful in helping
them carry out their SES duties.  According to GAQ, executives in general perceived a need for
training and development afler appointment and more indicated a peed in the managerial area rather
than in the technical area.

The Narional Commission on the Public Service, also referred to as the Volcker Commission,
recommended that the Office of Personnel Manzgement (OPM) create and support a Federal
executive development strategy that emphasizes leadership training and ability, supporis and rewards
executive excellence, and gives them the flexibility they need to manage. One method the Volcker
Commission recommended for creating this executive development strategy was “fin order] 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 GAQ report that examined the reasons the Candidate Development Programs (CDP) have
not produced more SES appointees found that the CDPs had not been a major source for SES
appointments primarily because candidates have not had the technical skills that SES appuointing
officials sought. GAO found that most agencies had not made a commitment to using CDPs as an
SES source and that 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 performers.
An early survey of senior executives conducted by the U5, Merit Systems Protection Board {MSPB}
in 1981 looked at the fairness and equity issue in SES performance management systems. M3SPB
found that agencies had not been willing to utilize the cxpedited procedures for removal that the SES
performance appraisal process allowed,

This finding was recently corroborated in a 1998 GAQ report that examined SES performance
management at the Department of Veterans” Affairs. GAO found that VA tended to use imformal,
rather than formal, means to address poor or marginal performers 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 oo paper
intensive, In 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 pperated in its initial application in 1991. The survey revealed that 38 percent of the executives
and 47 percent of the agencies feli that the recertification process was of little or no value in
identifying and dealing with individuals whose performance did not reflect the excellence expected
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of SES members. Most of the recertified executives who made written recommendations thought that
the recertification process should be efiminated, since it resulted in additional paperwork and few
decertifications and the existing performance appraisal systems were adequate. Abolishing the SES
recertification process was also one of the recommendations that 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, Performance 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.

Recraitment and Retention

The Government's ability to recruit and retain highly qualified senior executives through
nonmonetary and monetary means has been a source of contention singe the SES was created. Studies
and surveys by the President's Commission on Compensarion of Career Federal Executives, the
Twentieth 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 {o retain
the services of these SES members will depend partly on how well the executive branch addresses
the causes of SES dissatisfaction which are within its control 10 correct.” The Twentieth Cenmrury
Fund Task Force on the Senior Executive Service recommended in 1987 that “a wide variety of
nonmonetary benefits could be developed to bolster the status of our senior civil servants. Given the
mnportance of symbols, senior bureaucrats should receive more bepefits from the ceremontal side of
political life.” The Task Force recommended that the President honor outstanding SES members at
the White House and that the private sector identify and regognize excellence in Government service
by SES members,

Conclusion

The various studics 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 ol a number of problems and shortcomings in the structuring and implementation of the
system. The original vision for the Senior Executive Service was radical and forward-thinking —
perhaps shead of its tme when introduced in 1978, Executives of the 21st century will face
challenges that were unheard of in 1978, and we need to make sure that the senior executive system
helps 1o develop, select, and manage executives who are equipped 10 meet these 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 DRAFT SES FRAMEWORK

This attachment divides the ideas included in the draft SES Framework into four categories: those
that generated positive reaction or general consensus; ideas on which there was no general consensus
and therefore need more study oOr discussion; ideas that were generally rejected; and ideas that didn't
generate strong comument at all,

1. Framework Ideas That Generated Positive Reaction/General Consensus

Changes requiring legislation:

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

Enhance annua! leave beneflits for new appointees,

Eliminate recertification and rely on 5t;‘engﬂlcncd performance appraisal.

Increase Presidential Rank Award amounts and change them to a percentage of base pay.
Delink senior executive pay from the Executive Schedule.

Raise the aggregate Hmit on pay above current Executive Level I, but less than the Vice
President’s salary.

Changes OFPM can initiate with revised regulations or guidance:

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

Promote increased use of succession planning as an integral part of agencies’ ongoing
management of their exccutive resources.

Dresign strategies that promote accountability in dealing with performance problems in a faic
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 executives and continual learning for current execunives 1o
broaden perspectives and bring new insight 1o 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 dentification and development of high-potential mid-level
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eniployees.
» Facilitate voluntary mobility within government and with the private sector,

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

Changes requiring Agency Head leadership:

» Emphasize the importance of leadership in the selection, development, and management of
agency executives. A '

+ Increase the use of succession planning as an integral part of ongoing management of executive
FESOUTCES.

% 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 experience base and
bringing new ideas to the agency.

II. Framework Ideas That Need More Study/Discussion

¢ Redefine a "Senior Executive” position,
There was no consensus for radical siatutory change. However, there was g&zzerzzf
agreement to explore administrative options that forus attention on leadership end increase
agency flexibilities for moving individuals frem the SES 1o other senior systems.

* Create a Senior Professional Corps,

« Preserve noncareer appoinument limitations.
While preserving noncareer appoiniment limitations was not a major issue of itself, the
concern gbout increasing noncareer appoiniments and circumventing limitations was often
expressed in connection with increasing agency flexibilities,

* Strengthen the "career reserved” concepl. Eliminate the numerical floor and rely on
application of the statutory criteria.
There was general support for strengihening the criteria and agreemeni that relying solely
on numbers rather than criteria often presenred problems for agencies. However, there was
concern shat eliminating the career reserved floor might comiribute 1o politicization.

* Extend SES probationary period o 2 years.
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» Increase performance bonug limits and eliminate bonus pools.

» Make performance options more flexible.

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

11, Framework Ideas That Were Generally Rejected

s Replace performance appraisal and recertification with a 3-year performance agreement and

annual progress réviews.,

Commenters preferred instead o eliminate recertification and use an improved annual
performance appraisal system to hold executives accountable for performance and results.

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

s Make mobility a requircment,
However, there was general support for voluntary mobility and for initiarives that would
Sfacilitate mobility and there was recognition that broadening an executive’s experience base

is imporant.

» Require SES appointees to have experience in more than ene agﬁ‘ucy or program o get a rank
award or to advance in pay above ES-3.

IV. Framework Ideas That Didn't (zenerate Strong Comment
* Maintain centralized allocations.
¢ Establish qualifications criteria for sendor civil service positions,

s Continue OPM approval for noncareer-type appoiniments,
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. MEMORANDUM FOR HEADS OF EXECUTIVE DEjPAR’FMENTS AND AGENCIES

FROM: JANICE R. L&{‘:}-zmgéém Q
DIRECTOR TN

SUBJECT: Promoting Executive Excellence and Accountability

I know you share my commutment to excellerice in the Senior Executive Service {SES), and I am
plessed to announce a regulatory revision which promeotes 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 unigue mission requirements and organizational
climates. :

The regulations promote executive accountability 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

- gmphasizing the responsibility of agency leaders io communicate performance
expectations and take action on performance assessments,

Stakeholders have told us thet streambined regulations are important. But, even more impontant
18 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 performance management — where agency management consalts with
senior executives, sets performance goals and expectations in line with the agency goals and
objectives, regularly assesses performance against these goals, and uses performance as a frue
basis for bonuses and other pay decigsions, evaluating development neads, 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 10 implement the new regulations by the beginning of their nest
appraisal cyeles. By the end of the year, OPM will issue detailed instructions on the approval of
new agency systems.

LON tahak4
Sepiamner 1883



In the meantime, we will continug to provide technical assistance and facilitate information-
sharing on innovative performance manasgement systems and practices. On November 14, 2000,
- we will sponsor a 1-day conference to share the experiences of agencies who are already using
balanced measures in their executive appraisal systems, Please encourage vour executives,
Pertormance Review Board members, and SES program mangers to atiend this conference.

Our website {www .opm.gov/ses/news) contains details on the conference, as well as the
regulations and other information on SES performance management. My staff is also available
to provide technical assistance. Please contact Anne Kirby, Director of the SES Management
Center, at 202-606-161¢ or SESmgmi@opm.gov.

We [ook forward to working with you, your Human Resources Office, and your agency’s SES
members 1o unplement the new regulations, Working together we can use these new regulations
to promote a culture change — a culture change that views S8ES performance management as a
tool for driving results, instead of an irritating, annual chore.

cc:  President’s Management Council
Human Resources Directors
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Survey Respondents vs. SES Population:
Percentage of Career and Non-Career
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Diversity: Survey Respondents vs.
SES Population
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Employees in Your Organization

How many employees are in the arganization that you manage?
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Budget Amount Under Your Control

Which of the following most ciosely tepresents the total budget
amount under your control?
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Rewarding Teamwork

In the organization run by you or the one in which yéu work:
Employees are rewarded,, for working together in teams.
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Rewarding Creativity and Innovation

In the organization run by you or the one in which you work;
Creativity and innovation are rewarded.
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‘Labor-Management Cooperation

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

Management and the unions work cooperatively on
mutual problems.
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Importance of Executive Core
Qualifications for Job Performance

Lesding Feople
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6%

| 93%

Results Driven "%

Leading Change
Technicsl Competence |

Business Acomen,

0% W% W% H% % I%
Ttem #21 Precent Responding “Imporiaat”™ 5

Use of the Executive Core Qualifications
for Selection in the SES o

In my agency, the five Executive Core Qualifications are
strongly emphasized in evaluating applicants and are a key
factor in determining who is selected for the SES.

100% -
BO%

4%
$8% - -
8% 1 -

28%

0% A

Agree Neither  Disagree Ben't
T #27 Knew

1
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Importance of Executive Core
Qualifications Now and In the Future

012§ Years wNow |
!:.e;d:[ng Feople
Building Coakitiony/
Cemmunication
Resuits Driven o B B St Rk, s S e £ T A oy ) §ER
8%
Leading Change [ it A e b e £ o 7 |
Technical Competence
Business Acumen I o T v A A L A ey g}%
% 0% % % 34 Ha%
Ttem 21, 8422 p \ " 2
Ways to Improve Recruitment and
Retention in the SES
Recruiting more leaders from outside the Federal
Government for career SES positions would inprove the
0% 20%  A0%  €0%  BO%  100%
{M Agree CNeither WD
- TeE EHRET Nlm
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Improving Recruitment and Retention
‘ in the SES
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yal Executwes are spendmg tlme on thelr P
" | personal development |

''''''''

"I m Agencies need to invest more in executive
2% succession planning: 70% of SES are
“.,| eligible to retire within 5 years ‘

w ® Nearly half think mobility is important, but &

sz only 9% have worked in more than one
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Development Needed in the
Executive Core Qualifications

| DYour Subordinste Managers 8 You |
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Buliding Contitions!
Commmication 19%
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Executive Development Activities and
Continual Learning

Within the past year have you:

Read books or articles related
to your technical field, 1%

Read books or articles related
to management or leadership %1%
in generel.

Attended management/... or TR
professional conferences.

Had a rotational assignment "

in another position, .

Teken a sabbatical for career- [ 1%

related educational purposes®. |

Tem #37 % 10% 0% 0% - 80% 100%
Percentage Responding “Yes”
* Note that the term “sabbatical” may have been misinterpreted o inchude other career dovelopment Py

activities in addition to mbbaticaly authorized under the SES regulations.

Executive Mobility

My ndvancement depends upon ?
my willingness to change
positions,

If asked, ] would relocate as an
SES-leve! executive to another
geographic location.

SES mobility improves job

performance.

Internal reassignments of senior b

executives impair the contimuity [p

of agency programs.* j ' ' ' ' ’
ageneyP 0% 2%  40% 0%  80%  100%

* Noto that disagreement is desired response [@Agres DNeitber WDagrss |

Ttema #15, #39, #40, 41 28
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Executive Mobility

Since becoming a member of the SES, h(}w many times have you:

Changed jobs within one
component of Your sgency or [T
Department ‘
Changed joba by going toa
‘different component of youg
agency or Dept. §

Changed lobs towmak in g
differsnt agency or Dept.

Changed geographic
Jocations.

. ®None
‘9% 1 or mare times

$1%

M 0% 0% 6% B0%  100%

Item ¥30

Obstacles to Executive Mobility
Indicate whether the following are obstacles to executive mobility

Relocation of dual casser families...
Hesistames to meving exoonlives o
functions in which ey lack experience Hh
Bsinctance 1o scloct excentves who 5o
nnfamilier with % crgnization’s
coltars.

Convern sbout digruption of sgeacy
ProgIiams

Lack of succession planaing...

b.ack of... information sbout mobility
apportunities
1,083 of Status

Rastrictive Govenumont ofhdos
1% % #% 433 H% 1Y

Tt ¥38

Pereentsge Responding “Ye® 0
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Retirement Eligibility for Career SES

Now W%
1-2 yeury
3-Syean 8%

LA .
Sormoreyears Ul 00 s

W W% A% % R% . 100

3

Run #83

Reasons for Turnover .

If I were to leave the Federal Government in the next year, 1t
would most likely be because of

Diagire for o higher paying ]Ob
Retirernent eligibifity |
Unsatiafuctory work reistionships ﬁ
Too mzméz burssucracy

Desire for 5 more challenging |
job.. . ;

Anunwanwd geographic
reassignment §

[} 1% % % §0% 100%

T #42 3
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- Performance Management and H
ek Compensation: Summary
--| m Most executives have performance plans an ~
.| receive regular feedback on their performance |
® Two out of three executives report that their |

performance plans are linked to their agency’s |~
strategic plan )
® Less than half report that their evaluation is

s
PR

- linked to quantitative cutcome measures .
* m Job satisfaction is high, but pay satisfactionis |
low e




Performance-Results Link

My performence plan is Hoked o my

sgency’s sirstegic plan. 65%

My aerual performance evalustion
is Hinked to specific resulin in
workfores divessity.

My parformanse evaluation is linked
0 quantitative ogtcoms mensurey.

1%

M N% W% iM% % 1%
Treme N54, #56, #55 : Percentage Responding “Agree”

35

SES Level Awards
In the past § years, what SES level swards have you received?

3%
| 3%

Nono

tio Z bomures

310 4 bonuses

1 of more incentive awasds I
Presidential rmnk award: §
Meritorions Executive -

5 bonuses  §
Presidential rank award: |
Digtinguished Exective |

0% 0% 4% 0% 80%  100%

o #43 kL

4%
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Pay Satisfaction

Allin all, I am satisfied with my. pay.
160% 1
$0% 1
0% - B1%
0% |

3% -

Ttean NS}

Job Satisfaction; Career vs. Non-Career

All in all, T am satisfied with my job.

0% W% 0% 60% 0%  100%
| Agree [ Neither W Disagree |

Tieen M34
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Reasons for Working for the

Federal Government
ch important was each of the following factors in your {iec;swﬁ
to accept a posttion in the SES?
Chaflenging work respensibilities ] '

%

1%

Lezve benefits H%
: 1% '

% 1% % 0% 0% 100%
Percentsge Reaponding “Important” 39
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SENIOR EXECUTIVE SERVICE

SENIOR EXECUTIVE SERVICE
Executive Core Qualifications

he 1.8, Office of Personnel Management (OPM) has identi-

fied five fundamental executive qualifications. The Execu-
tive Core Qualifications (ECG'’s) were designed to assess execu-
five experience and potential-- not technical expertise. They
measure whether an individual has the broad executive skills
needed to succeed in a variety of Senior Executive Service (SES)
positions.

S;zcwssfui performance in the SES requires competence in

ach ECQ. The ECQ’s are interdependent; suceessful execu-
tives bring all five to bear when providiug service to the Nation.

he bagic definition for each ECY is supplemented by Key

Characteristics, which reflect possession of the executive
qgualification, and these Leadership Competencies 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 training, awards, accom-
plishments, and potential} should indicate that they have the
knowledge, skills, and abilities needed to succeed in the SES.,




ECQ1 LEADING CHANGE

This care qualification encompasses the ability to develop
and implement an organizaiional vision whickh integrates key
natienal and program goals, priorities, values, and sther
foctors. Inherent to it is the ability to balance change and
wontinuity-~te continually sirive to improve customer service
and program performance within the basic Government
fromnework, to create & work envirenment thal encourapes
ereative thinking, and o muintain focus, intensity, and
persistense, even under sdversity.

Key Characteristics:

{n} Exerciping leadership and motivating managers to
incorporate vision, strategic planping, and elements of
guality management inta the full range of the
organization's activities; encouraging creative thinking
and innovation; influencing others taward a spirit of
service; designing and implemeaniiog new or cutting
wdee Programs/pracenses.

{b} ldentifying and integrating key issues affeciing the
orgunizatien, including pelitical, soonomie, social,
+‘echnological, and administrative factors,

ey Understanding the roles and relationahips of the
companants of the national poliey making and mnle-
mentation process, including the President, political
sppointees, Congress, the judiciary, state snd local
povernments, and interest groups; formulating effective
strafegios ko halance those interests consistent with the
husiress of the organization.

{4} Being open to change and new informsation; tolerating
ambiguity; adapting behavier and work methods in
response to new informeticn, changing conditions, or
unexpected chatacles; adjusting rapidly to new situa-
tions warranting attention and resolution.

ie) Displaving a kigh level of initiative, offurt, and commit-
mant to public service; being preactive and achievement-
ariented: being self-motivated: pursuing self develop.
meni; seeking feedback from others and apportunities to
master new knowledge.

iy Trealing effectively with pressure; maintuining focus and
internisity and remaining persistent, even under adver-
gity; recovering quickly from setbacks.

Lenderéhip Compelencies

Creativity & Innovation

; Continual Learning
External Awareness
Flexibility

ECQ 2 LEADING PEOPLE

Resilience

Service Motivation
Strategic Thinking
Vision

This eore gualilication invelves the ahility 1o design and
imploment strategies which maximize empioyes potential
sud foster high ethical standords in mesting the
organization's vision, mission, and goals.

Key Characteristics:

{a)  Providing leadership in setting the workforee's axpected
petformance levels commensursate with the
orgenization's strategic objectives: tnapiring, mativating,
and guiding others toward goal aecamplishment:
empowering people by sharing power and authority.

{b} Prometing guality through affestive use of the
organization’s performance managoment system {e.g.,
establishing performance standards, appraising staff
acenmplishmentis using the developed standards, and
taking action {0 reward, counsel, &r remove emplovees,
a8 appropriste).

ey Valuing cultural diversity and ather differences; foster-

ing an environment where people who are culturally
diverse can work together ceaperstively and effectively
in nchisving organizaiional goals.

{d} Assessing eroplovees’ unigue developmental needs ond
providing develapmental opportunities which maximize
emplovees' capabilitios and contribule to the achipves
ment of argenizational geals; developing leadership in
oihers through cosching and mentoring.

{e} Fostering commitmeont, feam spirit, pride, frust, and
group whentity; taking steps Lo prevent sttustions that
eould resuly in ynpleasant confrontations.

iy Resolving vonfliets in 2 positive and constructive man-
net; this includes prometing labor/management partoer-
ships and dealing effectively with emplayec relations
matters, atiending to morale and organizations! climate
issues, handling adminiastrative, laber managemeni, and
EEQ issuss, and taking disciplinary sciivns when ether
mesns have noi been successiul,

Leaﬁarishiiz Competencies . .

Conflict Management
Cultursal Awareneag

Integrity/Honesty
Team Building



ECQ 3 RESULTS DRIVEN :
A S S RRAE—————————

This care qualification stresses acoouniability and continuous | {0 Exercising good judgment in structuring and organizing

improvement, [t ineludes the ubility 1o make timely and work and setiing priorities; balansing the interests of
effactive decisions and produce resuits through strategic clienis and readily readiusting priovities to respond to
planning and the implementution aad evalaation of programs eustomer demands.

and policies. td)  Antleipating and identifving, diagnosing. and consulting

Key Characteristios: on potential or actual problem areas relating to program
implementation and goal achievement; selecting from
alternative courses of corrective action, and taking
action from developed contingency plans.

... {8} Understanding and appropriately applying procedures,
requirements, regulabiong, and policies related to
spmoiglized expertise; understanding linkages between :
administrative competencies and mission needs; keeping | (e} Setting program stundards; holding sell and others
current on issues, practices, and procedures in technieal azcountable for achieving these standards; acting
areas. decisively o modify standards to promote Customer

(h} Stressing resuits hy formulating strategic program plans service andior the quality of programs and policies,

which assess policy/program feasibility and include if  Identifving opportunities to develop and market new

realistic short- and long-term: gosis and obhiectives. products and services within or outside of the erganizse-
sien; taking risks to pursue a recognized benefit or
advantage.

Leadership Competencies

Accountability Entrepreneurship
Customer Service Problem Solving
Decisiveness Technical Credibility
ECQ 4  BUSINESS ACUMEN |
0 A
This core qurlification invelves the abulity to acquire and e} Manuging the budgetary process, including preparing
administer hunay, financial, material, snd information and justifying a budget and operating the budgut under
resources in & manner which ingtilie public trust and accom- orgenizational and Congressional provedures; under-
plishes the organization's migsion, and to use new technology standing the marketing expertise necessary to ensure
to gnhance decigion meking, apprepriate funding lavels.
Key Characteristics: id)  Overseeing procurement and contracting provedures nod
POCOESEE. ‘
ta) Assessing current and future staffing nesds hased on P ) o o )
organizational goals and budget realities. Applying, (el Integrating and coordinating logistical operstions,
werit principles to develop, seloct, and manage a it Ensuring the efficient and cost-affsctive development
diverse workforee. and ptillzation of mansgement information sysiems and
(B ©verseeing the allocation of finuncial ressurees: Wenti- sther }ﬁﬁhfmfﬁg”;%i respurces mﬁ% meet ?-_hﬁ‘
fying cast-eifective approaches: pstablishing and OTENiZALION needa; undersiandmg thg impact of
asguring the use of internal rontrals for finangial techaoiogionl changes on the organization.
S¥BLEmS.
i .

Financial Management Technology Mansgement

Humar: Resources Mansgement




ECQS

BUILDING COALITIONS/COMMUNICATION

This core qualification involves the abilify to explain, adve-
cate and express facts and ideas in a convincing manner, and
negotiate with individuals and groups internally and exter-
nally. It aise involves the ability to develap an espansive
professional network with other organizations, and to
identify the internal and extersal potitics that npect the
work of the erganization.

Key Characteristics:

{a} Representing and spesking for the organizational unit
and its work {e.g., prosenting, explaining, seiling,
defining, and negotiating) 1o those within snd sutside
the office {e.g., egenay heads and other Government
exacutives; corporate executives; Office of Management
and Budget officinis; Congressivnal members and staff;
the media; clientele and professional groups); making
clear and convincing oral presentations to individuals
and groups; listening effectively and clarifving informa-
tion; facilitating an open exchange of ideas,

th) Establishing and maintaining working relationships

with internal organizationsl units (8.g., ofher program
areas and staff support functions); approsching sach

T

probiem situation with g vlear percention of organiza-
tional and politieal reality; using contacts to build and
strengthen infernal support beses; geiling understand-
ing and support from higher lovel munagement.

{e} Develoning and snhancing alliances with external
groups {e.g., other agencies or firms, state and local
governments, Uongress, and clientele groups); engaging
in cross-funciional activities; finding common ground
with & widening range of stakeholders.

idy Working in groups and teams; conducting briefings and
other meetings; gaining cooperation from others to
obiain information and accomplish goals, facilitating

“win-win" situations.

(e} Censidering and responding appropriately fo the needs,
feelings, and capabilitiss of different people in different
situations; being tactful and treating others with
respect.

() Seeing that reports, mamorands, and other documents
reflect the position swd work of the organization in s
clear, convincing, and srganized manner

e 1 . L
. ;Leadership Competencies

Influencing/Nepotisting
Interpersonal Skills
Oral Compmunication

Parinering
Palitical Savvey
Written Communication

Management

SES-RE8.024
January 1908
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Creating Strong Bonds with Federal Labor Management: Building Cooperative
Labor-Management Relationships

Overview: Executive Order 12871

In its September 1993 repont, From Red Tape to Results: Creating a Government That
Works Better and Costs Less, the National Performance Review (NPR) acknowiedged 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 a 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 1ssued Executive Order 12871 (Labor-Management Partnerships) on October
1, 1993 (See appendix of any of the several attached National Partnership Council
Reports to the President.) [n the preamble to the Order, the President made this powerful
statement about the importance of partnership;

“The involvement of Federal 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 actlwty
and performance of partnerships. The Order also directed agency heads to;

1. 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 identify
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 resolution and interest-based bargaining
approaches

4, Negotiate over the subjects in 5 U 8. C. Section 7106{(b){ 1}, and instruct subordinate
officials to do the same

5. Ewvaluate 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 chatlenged
1o move past the hostility and conflicts that all too often defined Iabor»managcment
relations. The President directed labor and management to forge genuine pannershlps
aimed at improving the pecformance of Government.

Basic Program Results

Many agencies found &t 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 (o one vear
developing an analytical framework, establishing baseline data, collecting labor relations
information across their entire organizations, developing models that quantify the costs
and benefits of partnership, and comparing agency performance befme 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. Booz-Allen also found that even the
intangible, non-monetary benefits of partnership helped to increase Customs’ efficiency
and effectiveness in mesting its mission,

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

On the whole, labor-management relations n the Federa! Government have improved
subgtantially since the President signed Executive Order 12871 in 1993, although the
changes have not been as deep or widespread as the President envigioned, There has
been a sizable shift toward labor-management cooperation and away from the munually
destructive, adversarial relationships that were all too common in the past. Whether
motivated by the Executsve Order, the demand for better government service, the desire
to find a smarter way to do business, or simple battle fatigue, a significant change in the
government's labor-management relations climate hag been under way for some time,

bl



Evidence of that change can be seen in several places. It is evident in the overwheiming
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 across 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-CI0,
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 reaffirmed his commitment to labor-management partnerships
through the issuance of a Reaffirmation Memo (October 28, 1999.) The President called

5\



on agencies to evaluate and make strategic plans 1o continue their efforts,

Documentation

The attached documentation contains all directives and executive orders issued during the
time period of the Clinton Administration’s partnership mitiative. 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 of the National Partnership Council’s 1¥ Public Meeting, Guest Speaker
Vice President Al Gore.

e lanuary 1994, National Partnership Council Report to the President

July 1994, Partnership Handbook

February 1995, Report on the National Parinership Council 1994 Assessment of

Partnership Activities

September 1995, National Partnership Councii Report to the President

October 1996, National Partnership Council Report to the President

December 1997, National Partnership Council Report 1o the President

November 1998, National Partnership Council publication: Labor~Management

Partnership: Skills for Success

s Qctober 1999, Presidential Memorandum Reaffirmation of Exe{mzve Order 128771
Labor-Management Partnerships
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