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Dear Mr. President:

On the fourth anniversary of your Executive Order 12871, “Labor-Management
Partnerships,” we are very pleased to present the National Partnership Council’s
1997 Repart to the President on Progress in Labor-Management Partnerships.

For the last four years the Council along with the thousands of workers whao
actually make partnerships happen, has been working hard to change the culture
of Federal labor-management relations. As you know, Yol Executive Order
13062 renewed the Councif’s commission until September {999, The Council
continues its dedication and commitment to partaership as it flfills its charge
to suppori the creation of labor-management partnerships; promote partnership
efforts in the executive branch; collect and disseminate information about |
partanesships; provide guidance on partnership efforts in the executive branch,
including results achieved; and advise you on matters involving labor-
management relations in the executive branch.

The Council has met with huridreds of Federal labor-management partners and
heard their views on partnerships tn the Federal Government. This report
presents the Council’s findings regarding the status of partnerships, the
Couneil’s activities in support of parnership over the last year, the resuits
partnerships are achieving, and the importance of evaluating partnership efforts.
As outlined in the Road Ahead, the Council stands ready:to assist pariners as
they measure the results and bepefits of parigership.~ Fhe Council’s 1588
strategic plan outlines its plan to provide more hands-on skills building
opportunities in the areas of relationship development, strategic planning for
pariners, and partnership evaluation.

We are pleased to report that partnerships which are continuing to thrive
throughout the executive branch, are successfully confronting the challenges and
opporiunities that are fucing Federal agencies and departments.  From strategic
planning to evaluation efforts, labor-management partnerships are getting results
and making a difference in the lives of organizations, managers, and employees.

With your continued support and that of the Vice President, the Council looks
forward to getting further results through labor-manageroent partnerships,




NATIONAL PARTNERSHIP COUNCIL. MEMBERS

Janice R. Lachance, Chair
Office of Personnel Management

- |
R ooy o phos o0
Kathryn Higgths ve

Department of Labor

G Sk NN

G. Edward DeSeve
Office of Management and Budget

(7] sSh9at

Phiytlis ™. Segal 4
Federal Labor Relations Authority

hn Calhoun Wells

Federal Mediation and Congiliation
Service

American Federation of Government
Employees

National Federation of Federal Employees

Robert M. Tobias
National Treasury Employees Union

oz

.{yeni F.Leyden
Public Emplovee Department, AFL-CIO

Wideee\ . 3@\4

Michael Styies .
Federal Managers Association

-

e

Lol O Foygaais

Carel A. Banosaro
Sendor Executives Association




Table of antents

Overview .. it i iie it et ea Akt hannrna e s versesassass
Section | - The Year in Partnership ........... e e e e E s s cas s 3
A. Leadership Initiatives .......... e rr e menae et renete e, vea3
National Partnership Council ..., .. s e 3

Federa! Labor Relations Authority .......... e s ey v 6

Federal Mediation and Conciliation Service ... ........... e 8

Department of Defense Field Advisory Services .. .............. s g

B. Perspectivefromthe Workplace .. . i iiiiin i irerarananen 11
TheClhimate .. ... ... .. o i Dermecineans e H

The Issues Facing Partnerships . ... ... ... .. .. . s, e 15

Stage I: Creating Partnerships ... ........... ... ... Sevavreenen 16

Stage I: Overcoming Sticking Points .. ............ e 17

State [I: Matntaining an Effective Partnership ..., ......... ... ... 17

Section I1 - Getting Results Through Partnership ... ... ..... e e e e 19
Al Improving the Way Government Does Business ... ..., ..o oot 21
Strategic Planning ............... e e e 22
Illustrahomfortthractltloncr P

Reinvention ................. e e et e s 25

lllustrations for the Practxtzortcr ‘‘‘‘‘‘‘ G h e e e e e 6

B. Developing Human Resources ....uivivcivararefabionrossscecsans .. 31
Performance Management ... .. ... . .. i i 31

[Bustrations forthe Practitioner .. ... . . v i i e 33

Workplace Flexibilities .. . .. . i e i

Hiustrations forthe Practitioner .. ... ... .. i i v ivinn s 40

C. Managing Change ... ..oiiiiiiiaiinicnees P BN 45
Hiustrations forthe Practitioner .. ... vt iiirieniunees 46

Partnership, Organizational Change & Effective Government ... ..., ... .. 50

Sef{i{?ﬁ i;i fd :{‘:’Q‘Qiﬁaiiﬁg ?al‘tﬂeﬁhil} E{f{}rts ------ I I I R R R R 52

Seefian IV - The Raad Ahead .. ... ............. e ra e .1 (3



“Oniy by changing the
naturs of Federal labor-
management relations 50
that managers, employees,
and employees’ elected
aRion representatives serve
as partners will it be
possible to design and
unplement comprehensive
changes necessary 1o
reform Ciovernment.”

Executive Grder 11871
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W
Overview
L

For more than four years, labor and management have been
teaming up 5 an attempt 1o move beyond the traditionally
adversarial labor-management relations environment. The
efforts of these partners are paying off as they are gelting
results through partoership, These resulis not only improve
the way government does business, but also indicate
improvements in quality, service, and job satisfaction.

Following the governmentwide approach to labor-
management retations outlined in Executive Order 12871,
Labor-Management Partnerships, labor and management
pariners gcross the country are‘tackling more non-traditional
labor-management relations issues and achieving positive
resulis. '

Partnership continues to be a strong force in Federal labor-
management relations. Almost 80 percent of the respondents
to the 1997 Federal Sector Labor-Management Relations
Climate Survey indicated that a partnership council or
agreement bas been established in the bargaining unit with
which they are affiliated.

The success of parinership, including the partnerships
mentioned in this Report, is the result of the efforis of many,
The National Partnership Council, along with other groups,
continues {0 demonstrate its gommitment to promoting
partnership, especially  in. _those executive  branch
organizations where labor and management are struggling to
comply with the Executive Order. In helping these
partnerships overcome barriers, the Council hopes to
encourage labor and management to use partnership as a
positive force in managing change, improving the way the
Government does business, developing eruployees, and
achieving results.
7

Labor-management partners are addressing a range of issues.
Strategic planning, reinvention, performance management,
and workplace flexibilities are becoming familiar topics in
partnership discussions. Partnerships are
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The Year in Partnership
U o

A. Leadership Initiatives

Since it was created in October 1993 by Executive Order
12871, the National Partnership Council has focused on
fulfilling its lead role to foster labor-management partnerships
within the Federa! Government. As partnerships continue to
form and develop throughout the Feders! community, other
organizations, such as thosc providing treining and
intervention, are also contribufing to building partnerships.
Organizations highlighted in this section inctude the National
Partnership Council, Federal Labor Relations- Authority,
Federal Mediation and Conciliation Service, and Defense
Field Advisory Services.

National Partnership Council

The primary vesponsibilities of the National Partnership
Council (NPC) are to support and promote effective
labor-management partnerships; collect and disseminate
information about partnership efforts with emphasis on results
achieved; provide guidance on partnerships; and sdvise the
President on the state of labor-management relations in the
Federal Government. The Council collects and disseminates
partniership information, models, case studies and {ools
through the Nationa!l Partnership’ Clearinghouse, which is
housed at the U8, Office of Persofifiel Management and may
be reached by calling (202) 606-2940.

The NPC was created to enlist the Federal labor-management
refations program as a key ally in reinvention to refocus
Federal labor relations from its tradition of adversanal
litigation to cooperative problem solving. Toward that end,
the Council carries out a2 nunber of programs to support and
promote effective labor-management partnerships.  Since
1993, the "annual - National Partnership Awards have
showcased more than 25 partnerships and recognized their
success in such
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their challenges and improve evaluation of efTectiveness of
partnerships. Second, responding to requests from a number
of working-level partnerships, the Council implemented tiic
Faeilitation Project to work directly with partnerships facing
challenges. These groups ¢xist at various stages of the
partnership relationship and at all levels of Federal agencies.
Fourteen participant groups were selected based on joint
labor-management recommendations. The Council worked
with several of these partnerships to link them with available
resources and; in October 1997, sponsored a skills-building
workshop in conjunction with Comell University. :

Recognizing the overarching challenge to partnership caused
by turnover of top-level leaders, in 1997 the NPC
reinvigorated its commitment to collaborate with senior- level
Govemnment officials. The Council especially targeted those
agencies not represented oo the Council through the
President’'s Management Council (PMC), the Interagency
Advisory Group (IAG) Network on Partnership and Labor-
Management Relations, and the Federsl Executive Boards
{FEBs). To strengthen links with career middle managers, the
Council held its March 1997 meeting in conjunction with the
59" National Convention of the Federal Managess'

Association, attended by more than 200 managers from across

the country. On December 3, 1997, the NPC met with the
PMC and began an ongoing dialegue in which both groups
recommitted themselves to fully implementing Exccutive
Order 12871,

Agency labor relations officers from the IAG Netwotk on
Partnership and Lab()r-?&’imagemcnt Relations participated on
NPC joint 2abor~managcmem ‘committees such as the
Nationa! Partnership Awards commitiee and the Facilitation
Project team. This crossover and collaboration with agency
Iabor relations officers is one avenue the Council 15 using to
promote and institutionalize labor-management cooperation,
The FEBs were instrumental in providing leadership and
assistance in setiing themes and in recrufting local Federal
stakehotders (o participate in Council activities outside of
Washington, DC.



FLEA in the Fietd

¥ The Immigration and
Naturalization Service and
the American Federation
of Government Employees
representatives throughom
the United States received
asgistance from the FLRA
to develop partnerships in
district offices and border
patrol sectors,

¥ Unfair labor practice
cases appealed io the
Authority were resolved
with facilitation assistance
that helped the parties ¢rafi
an glternative work
schedule program that was
adaptable 1o the upusual
work requirerents of the

agency.

& The FLRA's OGC
worked with the
Department of Health and
Human Services (HHS)
Mational Partnership
Coungil to resolve the
myriad number of
reprosentation issues
affecting nationwide
hargaining units ind over
20,000 employees that
resulted from the HHS
national recrganization. It
is estimated that the
collaborative approach
enabled HHS to avoid
spending approximately
$400,000 on more
traditional, adversarial
proceedings.

National Partaership Council
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partnership principles to help targeted “high filers” of unfair
labor practice charges, resolve their disputes, aveid future
disputes and improve their relationship.

In addition 1o these efforts, the OGC has issued policies and
guidance wuseful to partnerships.  For . example, the
Facilitation, Intervention, Training and Education (FITE)
Policy describes the principles and criteria that the OGC
follows when working with the parties and delivering training
or educational services to further collaborative relationships
and dispute resolution, Pre-decisional involvement (PDI)
refers o activities where employees, through their elected
exclusive representative, are afforded by agency management
the opportunity to shape decisions in the workplace that affect
the work the employees perform. The OGC’s PDI policy
examines the benefits and risks and the relationship between
PDI and the statutory duty to bargain. The policy also
presents & model that parties can use to structure their own

. process.



Farionai Partpership Council
Report to the President, Decembes 1997

e

Department of Defense Field Advisory Sérvices

The Department of Defense Field Advisory Service (FAS)
Labor Relations Branch is an active parficipant in the
Department of Defense Parinership Council (DPC). As the
sdministrative arm of the DPC, FAS conducts extensive
labor-management cooperation training and factlitation. This
year, training objectives have moved 10 a ligher level, In
addition {o partnership, interest-based probiem solving and
mediation training done previously, FAS has now embarked
upon joint fraining initiatives with its union partners. These
efiorts involve not only joint planning, but joint resource
investment 88 well,

This year FAS participated in several successful joint
ventures with AFGE. The first-was a joint facilitation of &
Labor Management Partnership Council retreat at the Defense
Supply Center-Richmond. The main topic before the Council
was the contentious ssue of contracting out. 'With the aid of
the labor-management co-facilitators, the group was sble to
identify the underlying issues that were essentially the core of
the dispute, The group was then able to work through these
sensitive issues and reach viable solutions using mierest-
based problem solving.

In Vicksburg, Mississippi, a FAS representative teamed up
with an AFGE representative to provide partnership training
to the Waterways Experiment Station and the Vicksburg
Distriet, U.S. Army Comps of Engineers. The Isbor-
management relationships in thesg two organizations were
quite strained prior to the training. By serving as positive rolg
models for laber-management cooperation, the trainers helped
inspire the proups to overcome the mistrust which
characterized thetr adversarial refationships. The groups then
worked difigently to write partnership agreements and form
partnership councils. By doing so, they created strong
foundations upon which their respective partnerships could
grow, furthering their endeavor to enhance the efficiency and
effectiveness of their organizations through joint problem
solving.
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B. Perspective from the Workplace

The Climate

As part of its advisory role to the President by reporting on
the progress of parinerships throughout the Government, the
Council has for the last four wyears conducicd a
Governmentwide survey of Federal management and union
representatives. ‘ -

Although the Council has surveyed participants in partnership
in past vears, the Council's strategic plan for 1597
emphasized leaming about the labor-management relations
elimate throughout the Federal service. In its 1997 survey, the
Council conducted a broader assessment of the labor-
management relations climate in the Federal sector and the
perceived effect of partnerships on various measures of
organizational performance. The 1997 survey differs from
prior surveys in several key respects:

¢ The unit of analysis was the bargaining unit
union representative and representatives of
management, regardless of whether =2
partnership exists in the unit;

L A previously validated labor-management
¢limate assessment was included; and

+ Unit pcrfanmz‘zéé before and after partnership
was compared on & variety of topics, including
quality and productivity.

The results of the 1997 survey highlight the extent to which
partnership activity is affecting the labor-management
relations climate and Govermnment performance.

Partnership continues to grow in the Federal labos-
managernent relations program, Nearly 80 percent of the
respondents .reported .that a parinership council or a
partnership agreement had been established for the bargaining
unit for which they were responsible,

b
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Survey results show that partnership is making a difference in
several areas. In comparing the period before the creation of
labor-management partnerships with the period afier the
formation of partnerships, employees and managers described
several positive results. Labor-management representatives
noted that the following performance-related measures had
increased since the advent of partnership, all pointing to the
institutionalization of collaborative labor-management
relations:

¢ Sharing of information by management;
¢ Union input into organizational decisions;
¢ Problem solving relationship between union

and management; .

¢ Management understanding of union role,
interests and objectives; and

¢ Union member understanding of
management’s organizational interests and
problems.

In addition to the positive labor-management relations
climate, other organizational progress is also being made. For
instance, those responding to the survey indicated that since
the pre-partnership period there has been a decline in the rate
of employee abscnteeism and tardiness, there are fewer
grievances and there is less waste in the Federal Government.
However, those surveyed feel tﬁgt ﬂ'lc level of job security has
also declined. -

13
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The Issues Facing Partnerships

The National Partnership Council has been working with
Iabor-management partners from across the Government to
begin addressing systemic challenges to partnership and to
provide resources to individual groups to overcome those
barriers. Labor-management partnerships go through what
may be referred to as a “life-cycle” In each stage of the
partnership cyecle, particular issues or challenges may
predominate. As the partnership matures, initial issues and
challengss may become less important, and new ones may
arise. Although each partnership is unigue, the Council has
found that each stage of the partnership relationship often
gives rise to distinctive issues and challenges.

During the first years of the partnership initiative, the Council
focused on the issues most impottant to forming partnerships.
The Council’s early work confirmed the two necessary pre-
conditions for forming successful partnerships: development
of an atmosphere of trust among the pactners and acquisition
of the skills necessary for cooperative problem solving.
Accordingly, the Council devoted its attention 1o such issues
as changing the labor-management climate to develop trust,
training in interest-based problem solving, and stanting
partnership councils and preparing partnership agreements.

Although parinerships had not been started everywhere, by
1996, 2% of bargalning unit employees were under
partnership agreements, up from only 53% just two years
sarlier, Many paninerships that had been formed and become
effective were entering new phases in the life-cycle of the
partnership relationship and were secking hcip in dealing with
new issues and problems.

In 1997 parinership celebrated its fourth anniversary. A
number of participants in working-level partnerships have
expressed their continuing concern about implementation of
the President's directives in Executive Order 12871,
particulatrly conceming the establishment of partnership
councifs at the bargaining enit level and the requirement to
negotiate concerning matters encompassed by 7106{(b)(13,

I3
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Excerpt From an Awsard
Winning Partaership

€ “The downsizing
environment has compounded
the usuat funding limitations
and resistance to change.
Further, the flexibility in the
workforce has decreased. In
process currently is 8 re-
svaluation of the performance
system sinca # does not
adequately address the team
snvironment in which we

 now find ourselves.”

National Pasinershin Councl
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conducting business and improving labor-management
relations (such as new pre-decisional processes or ground
rules for employee involvement). Leaders often have various
ideas ahout what constituies partnership. In the absence of a
common vision, partnerships will have difficulty deciding
how they want to work together or what issues they want to
tackle. The resolt may be a “paper” parinership, with all of
the organizational accoutrements, but little effectiveness in
the workplace,

Stage I1: Overcoming Sticking Points

In this stage, the parties have formed 2 worldné partnership,
established cooperative and trusting relations, and often have
successfully overcome an immediate crisis.  Confident in
their partriership relationship, they tackle a difficult problem
and are unable io regolve it in partnership or with interest-
based techniques. They may resort to traditional negotiations.
Some partners may feel that the partnership has failed. These
partners must define the relstionship between partnership and
traditional collective bargaining, and find ways to maintain
strong partnerships even when some issues must be resolved
by traditional means. Once they realize that partnership is a
tool, not a panacea, they may have to resat their expectations
for what they want their partnership to accomplish, and
confront issues about sharing power and allocating resources.

Stage 111, Muintaining an Effective Parinership

Even the most successful partnershjps are faced with the
problem of sustaining high levels of energy and enthusiasm
over extended periods. Some of the model partnerships
honored by the National Partnership Council have said that
their partnerships reach 4 plateau and need reinvigoration
from time to time. They may sense that partnership has lost
its newness and resolved the major issues. The lesson across
Government is that established and successful paritnerships
will not always remain so. If partnerships lose the
comitment of the pariners they may weaken or even dic.

The major challenge experienced by mature parinerships
tends 1o be tamover in management and union ranks. These

17
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4 ¢ want to be full

partners. We wanito
wiork, We want

ﬂ Covernment to

work bettes.

We want to be theresin

| partnership to help identify
the problems. We want 1o
be there in partnership to
B help craft the solution.

We want to be there in
& partnesship to help
implement together the
solgtion that this
Government nesds,

And we're prepared to
work in partaership to
make some bold leaps to
turn this Government
around and make i work
the way it should work.”

john Stuedivan, Presidens, American
Federation of Government
Employees (AFLACI0), 19881997
Reitventing Govemment Sutnrnit,
Phitadelphis, fune 23, 1993
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Getting Results Through Partnership
[ e

Reinventing governmert remains a challenge. For some,
partnership has effectively addressed the difficulties of
reinvention and reenginvering.  Although parinerships
continue to discuss traditional labor-management issues such
as the physical work environment, health and safety, family-
friendly workplace policies, and other conditions of
employment, they sare alse beginning to examine issues
related to ihe performance of the agency, such as
reorganizations, staffing patterns, reengineering work, new
technology and customer service.
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4 5]:
fpartnership iz to
become the way we do
business over the long
term, we will need o
sonvince a broad range of
stakehelders that it works
for them. .

Employees must see how it
produces better resulls
than confrontation.

Managers must see how it

} can produce better
decisions within

reasonable time frames.

Congress, the media and
the American people must
see how the investments . .

. in partnership produce
better agency performance

and better government.”

lamies . Keenan, Labor Relations
Oifiger, Departmen of Bducation
Nationa! Partsershin Council
Mecting ~ June Fi, 31997,
Washingtsn, [X

National Parsrership Council
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A. Improving the Way
Government Does Business

There are fabor and management representatives who come
te work day afler day and week after week looking for
opportunities and avenues to improve how Govemment
services are delivered. The results of their efforts, and
therefore the results of partnership, come in many different
shapes and sizes: strategic plans and initiatives, reengineered
service delivery, increased customer satisfaction, cost savings
and avoidance, and employee involvement, Collaborative
problem solving between labor and management is often the
first step 1o improving the way Government does busingss.

Characterized by openness, trust, and cooperation, partnership
paves the way for organizational improvement. As union and
management represeniatives participate in a partpership
environment, they often discuss more issues than they would
in an adversarial labor-management relations atmosphere.
Innovation and the discussion of new ideas can ofien lead to
more pasitive resulis for an organization and its employees,

21



“Nomoero
€ move o

reorganize for quality can
succeed without the full
and equal participation of
workers and their unions.
Indeed, a unionized
workplace can provide a
teg up bacause forums
already exist for labor and
management exchange.”

From Bed Tape io Results:
Creating & Governmaent That Works
Better aiid Costs Less,
September 7, 1993, p 87

o
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Hlustrations for the Practiticner
Strategic Planning

1] Diepartment of the Navy
Naval Weapans Station, Seal Beach, California
American Federation of Governinent Emplovees
{AFL-CIO), Local 2161
International Federation of Professional and Technical
Engineers, Unil Nomber 174

Naval Weapons Station Seal Beach is one of four activities
under the Naval Ordnance Center’s Pacific Division. In April
1696, anion and management officials of the Seal Beach
Naval Weapons Station formed a labor-management
partnership. Recognizing the need for improved trust and
communication, members of the partnership council attended
a joint training session in team building and strategic

planning. Atthe same time, the council developed its mission

statement:

“We exist to identify policy
issues and crafl solutions to meet
the command mission and
enhance the employess’ quality

. of life, We accomplish this
through teamwark, trust and open
communications while
emphasizing sustomer
sutisfaction”

Early in the councif’s history, a strategic plan was developed
that included a 90-day moving window of sssigned “tactical™
improvements called the “31_1%3;1 Term Wins List.” Maoy of
the council’s achievements have been fostered by this list and
its emphasis on accountability for project completion. As the
partnership council developed its own stmtegic plan, it
became clear that there was significant overlap between the
council’s stralegic plan and the stategic plan of the
conunand. In early 1997 4 decision was made to merge the
two plans info one,

Seal Beach's strategic plan consists of tactical actions

developed during the council meetings that in tum are
incorporated nto six station goals. The goals are managed

23
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&

Progress toward completion of the FAA Academy’s strategic
pian is evaluated jointly by the Pantnership Council and the
Academy Management Team on an annual basis. The
gvaluation process is conducted to link agenecy performance
planning and reporting activities.

This partnership council recently conducted a survey of the
values of bargaining unit employees. The survey snabled the
Council to identify areas which form the basis of g strategic
issue or warrant some form of intervention.  Results from the
survey ultimately led to a review and revision of the
employee recognition and awards processes.

As the Academy has begun to move toward a fee-for-service
operation, management and the union have had o reexamine
their roles in the organization. The partnership council was
instrumental in developing a Fee-for- Service Basiness Plan
to encompass all aspects of Academy operations.

Reinvention

The objectives of the National Performance Review serve as
guideposts to those agencies and installations striving to
provide better Government services. Although organizational
change is rarely casy, partnership has proven to be an
effective avenue for facilitating change. ln many instances,
partnership meetings between labor and management serve as
a forum where those with a breadth of organizational
knowledge feel uninhibited in exchanging 1dess. Not only do
parinerships help pave the way for better Govemment
gervices, but they provide labor and Management with a
vehicle that supports open and honest dialogue a%x}ut
important organizational issues.

Improved communications, fostered by partnership, has
helped the Veterans Affairs Medical Center in Spokane,
Washington and the National Federation of Federal
Employees, Local 1641 reengineer health care delivery for its
13,000 patients annually. Afthe U8, Customs Service Ports
of Philadelphia and Hidalgo/Pharr, labor and management put
their heads together to increase the effectivencss of their
operations, thereby more fully accomplishing the agency’s
mission,



Nationzi Parmership Council
Repori to the President, Deceniber (397

30 percent. These redesign efforts have ensbled the Medical
Center to identify freed-up hiunan capital for redeployment o
areas critical to continued improvement, such as staffing for
increased primary care,

Another important change was brought forward by the thisd
phase team that was charged with monitoring the results of
the implementied changes and providing analysis and
feedback. Preliminary findings for the first 300 cases for the
third quarter of fiscal year 1996 reveal 2n average length of
stay below the Health Care Financing Administration’s
averape target. Length of stay was reduced from an average
in 1995 of 7.2 days to a current average of 5.1 demonstrating
high efficiency on the part of the estire orgamization,
especially the inpatient and outpatient care teams.

The teams accomplished all this while simultaneously
managing to strengthen patient's positive perception of hig or
her health care experience. Customer surveys indicate 2 14
percent increase in patient satisfaction relative to coordinatien
of care; a 31 percent increase in emotional support, and a 34
percent increase relative to timeliness of services in primary
care. Furthermore, 90 percent of the time, patients are seen
within twenty minutes in the outpatient sefting, surpassing the
national standard of patients being seen within 30 minutes of
their scheduled appointment.

a Department of the Treasury

1.8, Customs Service, Port of Philadeiphia
Kational Treasury Emplayees Unlon, Chapters 110 and
135 *

The Philadelphia Service Port Partnership Council represents
Customs Service employees and managers at the port level of
Customs located in Customs ports throughout Pennsylvania,
Delaware, and southern New Jersey. The mission of tie
Customs Service i3 to enswre compliance with law for all
cargoes and persons entering and exiting the United Stales.
The priorities of the Customs Service are the interdiction of
Hegal narcolics, the interdiction of illegal monetary

. instruments, .the regulation of international trade, and the

colledtion of Customs duties.

27
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A recent survey of the Philadelphia/Wilmington trade
community has reported that service has improved greatly
while being both professional and timely. The trade
community, as 3 major external customer, has had input into
the partniership through continual meetings.with Customs at
all levels.

& Department of the Treazury
ILE, Customs Service
Hidalgo/Pharr Port of Eotry, Pharr, Texas,
National Teeasury Employees Union, Chapter 149

The partnership at the U.S. Customs Hidalgo/Pharr Port of
Entry encompasses two international border crossing facilities
within the cities of Hidalgo and Pharr, Texas. The
partnership council routinely tackles issues that span the
spectrum from staffing and customer service to safety and
health issues. The partnership represents a significant and
radical improvement over past practice in which decisions
were made unilaterally with little or no input from outside the
ranks of management.  Mission-related decigions are no
longer born of an adversarial relationship. Instead, such
decisions are oreated in an atmosphere whers the parties seek
to implement only those policies and procedures that
represent the best interests of the customer, management, and
the employes. Members of the partnership council attribute
their successes to the spicit of cooperation that has been
forged between the bargaining unit members and
management.,

The members of the partnership counci] have, on numercus
sceasions, negotiated over the items provided for in Section
2(d) of Executive Order 12871, Discussions on where money
would best bz spent, the grade and numbers of employees to
be hired and where additional employees would be utilized
have been frequent topics at partnership mectings.
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B. Developing Human Resources

To meet the apportunities and challenges of a reinvented
government, employees must be able to use their knowledge,
skills, and ahbilities to reach their highest level of competence
and job satisfaction. By ensuring that the Federal workplace
is responsive to the needs of its employees, Government
agencies are- better equipped to meet the needs of their
customers. In betier serving its customers, the Federal
Government takes another step in reivention.

As an integral part of the reinvention ctfort, a collaborative
labor-management relations climate can help agencies
achieve improvements in the processes associated with the
development of its employces, Parinership affords managers
and employees the opportunity to evaluate and revise the
performance management processes,  Through open
discussion, labor and management representatives have
devised new performance appraisal methods and employes
recognition programs that have increased employee morale
and job satisfaction.

Performance management is not the only human resource
topic partnerships are addressing.  Workplace flexibilities
and family-friendly initiatives are also finding their way into
tabor-management discussions.

Organizations, managers, and employees are seeing first hand
the results of collaborative labor-management relations, With
partnership as the vehicle, tough isgues are coming to the
forefront for candid discussion and effective action.

Performance Management

Organizations can work only as well as their employees
nerform. Partnership can provide employees and managers
opportunities to improve communication, which i8 a key
principle of performance management.. If there s no
communication between a supervisor and employee-=if the
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Hlustrations for the Practitioner
Partnership & Performance Mansgement

1] U.5. Equal Employoent Qpportasity Office
Natienal Council of Field EEQOC Loesls No, 216, AFGE
(AFL-CIO) '

Training and employee development are critical to the success
of all partnership efforts and reinvention initiatives in any
agency. The Equal Employment Opportunity Commission’s
{(EEOC) national: partnership council has taken sirides in
providing agency-wide traiming and  development
opportunities for EEQC employees.

The {raining/carcer enhancement work group, under the
auspices of the national partnership council, developed a
career enhancement internship program under which clerical
and administrative support staff are given oppottunities to
acguire training and qualifying experience for higher level
positions in occupations where the agency has great need.
This program bridges a critical experience/technical
knowledge gap in providing support personnel the
opportunity to significantly advance their carcers.

This program brings together the best aspects of a cooperative
and supportive work envircament to assure success for all
those tavolved. Each intern is paired with a mentor who is
knowledgeable about the technical and personal skills and
abilitics required for successful performance. An office
applies for participation in the program and demonstrates
commitment by designating a supervisor and a mentor to
work with and support the selected program intern.

The agency has commitied significant resources devoted to
training not only the interns, but also the entire support
network within the intemns’ offices, including assigned
supervisors and mentors. One of the goals of the training for
supervisors and mentors is to assure a cooperative and
supportive atmosphere which inereases the chances that the
interns will suceeed.

33



National Partnsrship Council
Repore 1o the President, December 1997

In 1994 the Technical Services Division began the lengthy
process of improving the way they provided service 1o their
customers. An active partnership exists betwesn the
Technical Services Division and AFGE Local 2186, The
goals of the partnership are to resolve conflicts and issues
before they become grievances or unfair iabor practices, to
improve organizational processes, and to enhance the way
Technical Services Division delivers service to their
customers.

Previously, labor-management relations were exiremely
antagonistic and generally ended in stalemates instead of
productive solutions. The partnership agreement has changed
this relationship dramatically. Differences are now resolved
in-houge through better communication. Since its
implementation, the number of grievances are down from two
per year to zero. It is estimated that this has saved the
Division $12,000 -$15,000 already and that it will result in an
annual savings of $20,000. 1t is also important to note that,
since the inception of partnering, surveys indicate increased
customer satisfaction, higher employee morale and increased
interaction between emiployees, management, and the Union,

The parinership has improved the operation of the Technical
Services Division and contributed to the success of many
initiatives to increase customer satisfaction at the Boulder
site. Of utmost importance to the partnership council is the
development of the employees in the Technical Services
Division.

Through partnership, labor and manakement redesigned the
performance appraisal process. A group of employees, with
full support of the partnership council, was charged with
developing a peer performance appraisal and review system.
Previously, appraisals were completed with input from only
the employee and the supervisor. The new procedure
incorporates input from customers, peers, the employee, and
the supervisor. The Techrical Services Division expects the
new evaluation process to result in more accurate employes
reviews and a stronger focus oo the mission of the Division.”
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With the increased usage of teams in the waorkplace, 3t is
becoming more and more important for organizations to
recognize the valuabie contributions that teams make. The
annual  gquality ewards program  attempts to  honor
contributions made not only by individuals, but by teams s
well,

Continuous quality improvement (CQI} teams address
systerm-wide processes and issues. So far, 29 inferdisciplinary
quality improvement teams have been chartered between the
{abor-management partners at the hospital. Each of these
tearns is tasked with analyzing various hospital processes and
identifying customer needs.

Four of the CQI teams were recipients 62‘ the Director’s
Award. Results achieved due to team efforts include:

+ Thrombolytic Therapy team decreased critical
medication delivery time from 92 10 20 minutes,

¢ Processing of Compensation and Pension
examinations decreased from average of 31 o 18
days,

¢ Turnaround lime for x-ray reporis decreased from
aversge of & days (o a single day,

¢ Appointment access tmme’ for specialty clinics
decreased from 10 - 12 weeks to 1 -2 weeks,

+ Waiting time for new Onstroimestinal patients
decreased from 8 to 1 week, and

# Preumococeal vaceine doses mereased from 260
{1950} to over 2400 doses administered in 1995.
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- interests into sound,” effective policies.

management system that measures results rather than activity
and directly ties in to the agency’s mission. As a result,
employees can now relate their individual performance to an
overgll agency objective. ‘

Key elements of the new.system are:

+ rates only critical elements

& - provides means to address individual performance
on a team

4 altows for streamiined “additional clement” to be
. used at any time to recognize either individual or
ieam performance and to so reward

+ reduces surmmary ratings from five lovels to three

+ eliminates in many instances the need for higher
lavel review of standards or ratings

+ eliminates narratives for certain ratings

The partics also allowed for experimentation during the life
of the agreement. Al the local level, the parties will be able
to pilot other types of systems: e.g., a pass/fail systers or 2
system which delinks awards from overal! summary ratings.
The regional offices of the department are still in the first year
of these revisions, and the parties will soon be assessing the
impact of the changes.

A

Workplace Flexibilities

Partnerships are getting results in their pursuit of a more
family-friendly workplace. As the Federal Government's
workforce continues 1o diversify, workplace flexibilities such
as alternative wotk schedules and telecommuting arc
becoming more and more impertant. Labor-management
partnetships provide a forum for employees and supervisors’
to commuicate their needs to one another and translate those
Employees and
managers at the Federal Raitroad Administration (FRA) and
the 1.8, Department of Labor (IDOL), have worked together
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provided much needed flexibility for FRA inspectors
to more effectively perform surveillance and
enforcement actions on the railread industry at any
tirne of the day or night. The {lexibility that Maxiflex

© provides to ingpectors also allows them to better

balance their work/family lives {e.g., scheduling
medical appointments and care for sick famly
members}. Maxiflex has improved the FRA s service
to the public by providing a more responsive inspector
wotkforce, Increased operational efficiency and
productivity, and significantly improved employee
morale. .

Telecommuting:  FRA’s field inspectors spend
approximately 80% of their time conducting
inspections; only 20% is spent in an office setting.
Thus, the concept of allowing volunteer participants
to work from their homes and thereby reducing
Government-leased office space or closing offices
scemed a logical idea to pursue.  During the
developmental process, the  lsbor-management
workgroup determined that all positions in the FRA
were eligible to telecommute: some on an ad-hoc
basis, others working from their homes on =
permanent basis. Many of the issues involved in
developing this program had no precedent to follow.
Issues such as defining daty locations, providing
office fumiture and resolving safety/health issues ina
home-based environment presented a huge challenge
for a partnering effort. )

Currently the FRA has approximaiely 25% of its
overall populace participating in {elecommuting.
After final implementation is° complete, # is
anticipated that as much as 50% of the field workforee
will be participating with most working from home-
based offices. As a result, nine field offices have been
closed and rental space in two others has been reduced
at an annual savings of $%1.000. When fully
implernented, the opportunity will be avaiiable o
close at feast five additional offices and reduce space
in several others. [n addition, this program has
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Secretary of Labot’s approval to implement a full-fledged
telecommuting program. With the Secretary’s charge, the
parties, utilizing the techniques of interest-based bargaining,
negotiated a new four-year agreement incorporating a
permanent flexiplace program, effective February 1997,

The parties® efforts resulted in a flexible program open to all
DOL field employees. While available to all employees, the
essence of the program is a joint recognition that flexiplace is
a benefit and not an entitlement. Employees may partake in
the program if certain predefined criteria or conditions are
met. These criteria include factors such as whether the
employee’s work is portable — i.e., whether the work can in
fact be performed at an alternate work site; other factors;
costs of such an arrangement; technological and equipment
needs; communication seeds; etc, The program also
distinguishes betweets 2 "formal” and “informal” (“episodic”)
approach to flexiplace. Informal or episodic flexiplace is
temporary in nature, involves little or no costs, and requires
few guidelines. Formal flexiplace, which is more permanent
in pature, usually entails some costs, results in a wrilten
agreement between the employee and supervisor, and
provides for temporary recall or permanent termination. Most
unportantly, the parties emphastzed that the progranm must be
voluntary for both the employee and supervisor. In the event
that a dispute arises in conmection with denial, recall or
termination of flexiplace, the parties have incorporated a
special dispute resolution process to address disagreements.

To further elaborate on the flexipiace program and {o ensure
its success at the operating level, the parties wrote 2 joint
bargaining history and jointly developed a Flexiplace
Handbook. The bargaining history provides insight to the
partics’ discussions at the bargaining table. The handbook
supplements the agreement and bargaining history and
provides guidance conceming the day-to-day operations of
the program. The handbook was muade available fo all ficld
employees and supervisors interested in participating in the
program. The handbook is a proactive means for dispelling
certain myths about flexiplace {e.g., that flexiplace is a
substitute for child care} and provides technical guidance to
those most apt to use it at the working level,
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C. Managing Change
For the Federal warkforee, change is a law of life.

Change in the workplace manifests itself in various ways.
For some Federal employees, change means finding new
careers after their positions have been abolished. For others,
change means acquiring new skills to adapt to rapidly
changing organizational goals or new requirements. For still
others, change means becoming more flexible, 2s the
organization’s operating mode changes its focus from
following unexamined standard procedures 1o cutting costs
and satisfying customers.

This environment of change can be unsettling. Many
employees’ expectations for their Federal careers were based
on the implicit employment contract of a stable organization
with fixed gosls and a secure job. One response to this
change is to feel helpless and victimized, In the workplace,
these feelings can lead to paralysis or indifference, precisely
when enthusiasm, epergy, and a spirit of innovation are
needed 1o master change.

Workplace partnerships can be a powerful tool for managing
change. Participating as pariners in managing change allows
employees to help control the changes that so profoundly
affect them, rather than feeling vicimized by them,

Sewveral partnerships have shown the way to manage change
successfully, :
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-

But the Commitiee’s work was not over once the employees
had been placed. Customer requirements also demanded
attention. The workload was constary, expected quality of
service remained bigh, but pumbers and skills of employees
were not sufficient. Recognizing the need to restructure the
skills mix at the Command, the Committee undertcok an
employee skills survey to address long and short term
workforce capabilities. Assignment and-training have been
adjusted to focus on critical service quality improvements.

The Committee also made valuable use of employee and
customer surveys fo verify that their activities were on the
right track and to ensure that they were focused on the
important tasks. Despite the loss of jobs and a heavy work
load, recent surveys of employees and customers show
improvements in morale at the Command, as well as in
several facets of customer service,

€ Depariment of the Army

Rock Isiand Arsensl, Rock Istand, Hlineis

American Federation of Government Employees
{AFL-CIO), Loeals 2119 and 2134

Federal Firelighters Association, Local §

Interpational Associafion of Tool Crafiers, Local

Iuternational Brotherhood of Palice Officers {AFL-CIO),
Laocal 513

Erployees at the Rock Island Arsenal in Rock Island Hiineis
also faced unsettling change. The Arsenal is a Government-
owned manufacturing facility that operates like a business: its
funds are generated through. selling its products {such as
weapons systems, tool sets, and outfits) and services {such as
logistical support and base operations),

This business needed to cut costs and reduce jobs. Special
improvement teams and partnership groups tackled both
problems.

A management-union special improvement team reorganized
and reengineered the work, saving $4.8 million in fiscal year
1997 and an estimated 35 million in fiscal year 1998. The
pariners also tumed their attention to cutiing transaction and
sdministrative costs. One of their targets was the cost
associated with workplace disputes. Working together, the

47



National Partnership Couneil

Repart to the President, Decamber 1997 7

The IRS and NTEU reacted to these challenges by relying
heavily on up-front education and outreach, utilizing the
media, and working with professional sand business
associations. They identified potential compliance problems
in advance, supplied needed information to diverse audiences
in innovative ways, and measured the effect of their actions
on increasing tax revenue while decreasing taxpayer burden
to comply with the law. All facets of their strategy were
staffed by both management and NTEU, and input and ideas
were gathered from the IRS Olympic Planning Group,
comprising managers, employees, and NTEU representatives.
The pariners’ hard work paid off both in increased tax
revenue and decreased taxpaver burden. One innovative
education program on accounting for income from stadium
seat rentals will increase revenue by $13.6 million,

The IRS and NTEU also faced the challenge of continuing
effective operations despite the difficult logistical igsues they
faced by being located in the ares of Atlanta where most of
the Olympic Games were held, The partners began their
logistics planning by gathering employee input. Three issues
surfaced from this information-gathering: employees needed
more feave options; flexiplace arrangements were necessary
due to trapsportation challenges; and employees needed
accurate information and a forum through which they notify
the agency about the issues they were facing. Through
partnership, the IRS and NTEU were able to find ways to
meet the needs of their customers and get essential work
done. They used innovative methods such as trafficking calls
to other cities, allowing employees to work at other places
and at different times, whilk keeping the lines of
communication open for both internal and external customers.
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dramatic savings can be the cumulative result of small
changes in how the work is done. As Rock Island
demonstrated, small improvements in many day-to-day
processes can produce large savings. The detailed and
intimate knowledge about how 10 make these day-io-day
processes work better most often comes fiom the people who
are closest to the work. .

Third, partnerships reaffirm the organization’s commitment
to core values of faimess, personal dignity, and the value of
work.  Difficult decisions honesily made and fairly
implemented will be accepted, without rancor, controversy,
or conflict, as the Groton and Rock Island ¢xperiences
demonstrated. Downsizing carried out in a humane manner,
with attention to new careers and investments in people,
strengthen the long-term bonds-between the organization and
the employees who will do the work of the future.
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Although partnership evaluation is required by Executive
Order 12871, relatively few formal, agency-level partncrshlp
evaluations have been conducted. Many

partnorships, however, informally “evaluate” with progress
checks and informal self-evaluations. The biggest challenge
to measuring results and outcomes of partnership remains the
ability to determine to what extent busmess improvements arc
due to partnership activities. -

There is no single model of partnership evaluation. Labor-
management partners must themselves jointly develop an
evaluation methodology or process. Any svaluation model a
partnership adopts should consider the following issues in the
table on the left hand side of this page.

Address Expectations - .

The General Counsel of the Federal Labor Relations
Authority (FLRA) has developed a model for evaluating
partnership progress based on the premise that the parties
must identify their partnership goals and expectations early.
Labor and managenent must know what partnership s, what
it means to them, and what their goals are. The pariners can
then decide what types of information will be collected and
how and from whom that information will be collected in
order to evaluate whether their goals have been achieved,

Following the mandate of the Executive Order, the General
Counsel's model suggests a step-by-step decisional process
and action plan that assists the parties in identifying their
definition of success — identify the activitics which pertain to
organizational performance and how they should be
measured, the benchmarks against which progress and
improvements are measured, and the criteria to determine if
labor-management partnerships were a catalyst for these
results.
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The Social Secunty Administration has
become one of the first agencies to comply
with section 2{c) of Executive Order 12871
by completing an evatuation of the effects
of Partnership on organizationat
performance, Chartering 8 joint
management-lzbor {AFUEY workgroup to
conduct the reviaw, $8A was able to chart
its progress in partnership and related
greas, {such us inderest-hused bargaining)
and 1o et te stags for the future.

Objectives of the evaluation:
1. Compile an inventory of Agency
purtnership indtiagives;

2. Sqlicit input from vartous central and
fieid office sources such as Partnership
Councils, work 1eioms, Mansgers, uniorn
representatives and others whe have used
partnership principles;

3, Identify progrezs and improvesents in
organizational performance;

4. ldentify pantnership suceesses foruse as
future models; and

L. identify where partnerskip is not
working and make recommendations for
improvement. '

The evaluation identified over 1,508
ow{oomes that have been initinted by, or
enhanced througls, partnership efforts,
Many of these initistives have been tied to
{improvements in customer service; quality
of work life; and decreases in operstional
CO8LS.

SSA currently has 42 partnorship coungils
at various levels of the organization.

White 85A has made considerable
progress i the partnership arena, the repont
also mmakes 2 number of recommendations
for further tmprovemens.

National Partnership Council

Report to she President, Deotmber 1997

possibilities, from condacting a brief operationa!
critique at the conclusion of a partaership council
meeting to assessing long-term accomplishments
on an annual cycle,

Key measurement concepts that experienced
partners highlight include the impontance of
establishing  baselines, evaluating  across
organizational lines, including all levels of
partnership activities, keeping the process simple
and manageable, using a standardized approach
and objective data, using existing data collection

systems to the extent possible, creating a versatile

and dynamic evaluation methodology (ene that is
subject to review and change as necessary}, and
addressing both tangible and intangible outcomes.
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annual performance plans to Congress. Next fiscal year, they
must be able to show to Congress and the public measurable
positive results in their missions. In the future more than
ever, agencies and unicns must be able to clearly deronstrate
the positive results of partniership, especiatly its contribution
to agency performance. In particular, partnership activities
must link with work plans and perfozmance measures that
agencies are putting in place.

Moreover, use of official time for union representational
duties is under scrutiny by some Members of Congress.
Effective parimerships will need to focus not only on the
amount of official time but, more importantly, on how the
time is being used. Creating;, building, and sustaining
partnerships that deliver results usually requires investments
of time to develop problem-solving skills, build trust, and
devise solutions. Partnerships must be able to demonstrate
that the transformation of their relationships from adversarial
and litigious to cooperative and results- oriented is reflected
in how partners are spending their time.

The National Partnership Council (NPC) stands ready fo
assist partners as they measure the results and benefits of
partnership. The Council’s 1998 strategic plan outlines its
plan to provide more hands-on skills building opportunities in
the areas of relationship development, strategic planning for
partners, and partnership evalustion.  The NPC s also
working with the President’s Management Council to bring
top level attention to the importance of collaborative labor-
management relations, X

But skills-building is only part of the Govermnmentwide
formula that the NPC is developing to strengthen partnership.
Although & large majority of represented employees are
cavered by written partnership agreements and parinership
councils, many agencies and bargaining units do not have a
working partnership structure in place. In other words, the
partnership may exist on paper, but not in the workplace.
Even among existing partnerships, barmers remain. Survey
respondents continue fo ¢ite perceptioas of Jack of mutual
trust, lack of commitment, and unclear objectives as barriers
1o effective partnerships, Recogrizing that partnerships have
not been established in some organizations, and that some
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Presidential Documents

Tiile 3—

The President

Executive Qrder 12871 of (;}clobcr 1, 1943 |

Labor-Management Partnerships

E

The involvement of Federal Government employees and their union rep-
resentatives Is essential 1o achieving the National Periormance Review's
Government reform cbjectives. Only by changing the nature of Federal labor-
management relations so that managers, employees, and employees’ clecied
union representatives serve as pariners wiil it bs possible to design and
implemeant comprebensive changes nesessary to reform Government. Labor-
meaaagement ?azinarsizigzs wil champlon change in Federal Government agen-
cies to transform them into organizations capzable of delivering the highest
quality services to the American people.

By the authority vesied in me as Presidenf By the Constitution and the
laws of the Usited States, including section 301 of title 3, United States
Code, and in order to establish & new form of Isbor-management relations
throughout the executive branch 1o promote the principles and recommenda-
tions a&dcpwﬁ as a result of the National Performance Review, It is hereby
ordered: '

Section 1, Tui NavioxNd, Pageseraty Couxan., (8] Estedblishment and Mem-
hership. There is established the National Partnership Council {"Council™}).
The Council shall comprize the following members appointed by the Presi-
dent:

{1) Director of the Office of Personnel Management {"OPM™);
(2} Deputy Secretary of Labar;

{3} Deputy Direotor for Management, Office of Management and Budgey;
{4} Chair, Federal Labor Relations Authority;
(5) Federal Mediation and Cencitiation Direcior;

{6) President, American Federation of Government Employeces, AFL~
CiOn

{7) President, National Federation of Federal Employees;
(8) President, National Treasury Employees Union:

(9} Socretary-Treasurer of the Public Employees Department, AFL-CIO;
and

{10} A deputy Secrelary or other officer with department- or sgency-
wide authority from two executive departments or agencies (hereafter collec-
tively "agoncy ), not otherwise represented on the Council.

Members shall have 2-year terms on the Councll, which may be extended
by the President.
{&) Responsibilities ond Functions, The Council shall advise the President

an matters invelving lebor-management relations in the executive branch.
fts setivities shall include:

{1} supporting the creation of Jabor-tnanagement partnerships and pro-

gmizing partnership efferts in the executive branch, to the extent permitted
v daws
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Federal crployees] in consensual methods of dispule resolution, such as
alternative dispute reselution techniques and interest-based bargaining ap-
proaches;

{4} negotiate nver the subjects set forth in 3 US.C 7106(bH1). and instruct
subordinate officials to do the same; and

[e} evalusie progress and bmprovements in organizational performance
resulting from the labor-management partnerships.
Sec. 3. Ko ADMINISTRATIVE OR Junicial Review, This order is intended oanly
to improve -the internal management of the executive branchk snd is not
intended to, and does mot, creale any right to administrative or judicis}
review, or any other right, substantive or procedural, enforcesble by a penty
against the United States, its agencies or instruveentalities, its oificors o
employess, or any other person.

THE WHITE HOUSE,
Oxcfober 1, 1893,

Al
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Presidential Documents

Title 3o

The President -

Executive Order 12974 of September 29, 1985

Continuance of Certain Federal Advisory Committees

By the awthority vested in me as President by the Constitution and the
laws of the United States of Americy, and in accordance with the provisions
of the Federal Advisory Commities Act, ss amended (5 USL. Appl), it
is hereby ordered a5 follows:

Section 1. Each advisory vommittee listad below is continued until September
30, 1867,

(a} Commitize for the Preservalion of the White House: Executive Order
No. 11148, as amended [Department of the Interior}].

{b) Federal Advisory Council on Occupational Safaty and Health; Executive
Order No, 12196, 8s amended [Department of Labos).

{c} National Partnership Council: Exscutive Order No. 1I2871 ffice of
Personnsi Manageraent), ‘

{d) President's Advisory Commission on Educational Excellence for His-
panic Americans; Executive Order No. 12800 {Department of Education).

{el President’s Board of Advisors on Histarically Black Colleges and Univer.
sitias; Executive Order Na. 12876 {Department of Education],

(N President's Cornmission on White House Fellowshipa; Execulive Ordar
No. 11183, as amended {Office of Personne! Management].

{g) Fresicent’s Committee of Advisors on S¢ience and Technology, Exetu-
live Order No. 12882, as amended {Office of S8cience and Techaolugy Policy).

inh} President’s Committee on the Arts and the Humunities: Exsoutive
Order No. 12367, as emented (Nations! Endowment {or the Arts),

(i} President’s Comuniltee on the International Labor Organizalio: Execu-
tive Order No. 12216, as amended (Department of Labaor).

{i] President’s Cotnmittee on Mantal Retardation: Executive Order No.
11776, as amended {Department of Health and Human Services).

ik} President's Comunittee on the National Medal of Science; Executive
Order Ko, 11287, as amended {Nationa! Science Foundationl.

{l) President’s Council on Physical Fitness and Sporis: Exscutive Qrder
No. 12345, as amended (Department of Health and Human Servicesl,

Im} President’s Export Council: Executive Order Ne. 12131, ss amended
[Department of Commerce):

{n) President's National Security Telecommunications Advisory Committes;
Executive Order No. 12382, as amended {Department of Defense}.

(o) Trade sad Environment Policy Advisory Comiittes; Executive Order
Ho. 12805 {Office of the United States Trade Representative).

Sec. .2. Notwithstanding ‘the provisions of any sther Executive order, the

functions of the President under the Federal Advisery Committee Act that
are applicable to the commitiees listed in section 1 of this order, s«vept
that of reporting annually to the Congress, shall be performed by the head
of the department or agency designated afler each commitiee, in accordance
with the guidelines and procedures established by the Administrator of
CGeneral Services.

+
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Federal Register
Val, 69, No. 248

Wednoesday, Deseraber 27, 1983

Presidential Documents

Title 3o
The President

[FR Doc. 9533457
Filed 12-22~35; 2:41 pml
Billing code 2185«833.¥

Executive {rder 12953 of December 21, 134835

Amendment to Executive Order No, 128 71

By the authorily vested in me as President by the Constitution. and the
laws of the United States of America, and in order 10 Improve the functioning
of the Naticnal Partnership Council, it is hereby ordered that Exccutive
Order No, 12871, entitled “Labor-Management Parinerships,” {“the order”]
is armended as {ollows:

Section 1. Section i{s} of the srder s amended to delete “and™ at the
end of item {9), delete the period st the end of item (10), add *: ang™
at the end of item (10}, and 2dd item “{11) one elected office holder each
from both the Senior Executives Association angd the Federal Managers Asso-
cigtion,”

Sec. 2. Section ifb} of the order is amended to delote “and” at the end
of item (4}, delete the period at the end of item {8], add *; snd” at the .
end of item (8}, and add “(6] reporting to the President by October 1996
on the progress of and results achieved through labor-management periner-
ship throughout the executive hranch.™ :

Sec. 3, Section HWel(2) of the order is revized to read: “{2! The Counci
shall seek input from noamember Federal agencies. particularly smaller
agencies. 1 also may, from time o time, invite experis from the privale
and public sectors t¢ submit information. The Counedl shall also seek input
from Federal mansger and professional associstions, companies, nonprafit
organizations, State and local governments, Federal employees. and zus
tomers of Federal services, as needed.™

Set, 4. Secton e)(4] of the arder is revised to read: “[47 Members of
the Council shall serve without compensation for their work or the Coungil,
but'may be ellowed travel expenses, including per diem in lieu of subsistence,
as authorized by law, for persans serving intermittently in Government

service”

THE WHITE HOUSE,
December 21, 1995,

-1
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Federa) Repister
Vol 62. No. 18]

Thursday, Ocioher 2, 1987

Presidential Documents

Title 3w
The President

Executive Order 13062 of September 29, 1997

Continuance of Certain Federal Advisory Committees and
Amendments to Executive Orders 13038 and 13054

By the authority vested .in me as President by the Constitution and the
laws of the United States of America, and in accordance with the provisions
of the Federal Advisory Committee Act, as amended {3 US.C. Appl, it
is hereby ordered as follows: \

Section 1. Each advisory commitiee listed below is continued until September
30, 1990, :

{a) Committee for the Preservation of the White MHouse, Executive Order
11145, as amended {Department of the Interior).

{b) Federal Advisary Council on Qocupational Safety and Health: Executive
Order 12196, as amended (Department of Labor).

{c) Hationa! Partnership Council: Executive Order 12871, as amendsd
{Office of Personnel Managemeng.

{d} President’s Advisory Commission on Education Excelience for Hispanic
Americans; Executive Order 12800 Separtment of BEducation).

(e President’s Board of Advisors on Histarically Black Colleges and Univer-
sitles; Executive Order 12876 (Department of Education).

i} President’s Cammission on White House Fellowships, Estecutive Order
11183, as amended {Office of Personnel Management).

(g President’s Committes of Advisors on Science and Techinology: Execu-
tive Order 12882 (Office of Science and Technology Polley}

ny President’s Committee on the Ars gnd the Humanities; Executive
Order 12367, as amendad (National Endowment for the Arts).

(i) President’s Commiitee on the Iaaem&tignal Labor Organization; Exacuy-
tive Order 122186 (Department of Labor).

{ii President’s Commitice on the National Medal of 3cience; Executive
Order 11287, as amended {National Science Foundation).

&} President's Committee an Mental Eatardation; Executive Order 120504
{Department of Health and Humarn Services).

{1} President’s Council on Physical Fitness and Sports: Executive Order
12348, as amended {Department of Health and Human Services).

() President’s Export Cnuncil: Executive Order §2131. as amended {De-
partment of Commerce),

{ri} President’s National Security Telecormmunications Advisory Commiiteg;
Executive Order 12382, as amended {Deparunent of Defenxe).

{0) Trade and Environment Policy Advisory Committee: Executive QOrder
124908 {Office of the United States Trade Representative),
Sec, 2. Notwlithstanding the provisions of any other Executive order, the
functions of the Prasident under the Federal Advisary Commitiee Act that
are applicable to the comunittees listed in section 1 of this order, except
that of reporting annually o the Congress, shall be performed by the head
of the department or agency designated after each committes, in accordance
with the puideltnes and procedures established by the Administrator of
General Services.
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BACKGROUND

Growing public criticism o‘i” government waste aad an unresponsive tederal bureaucracy.,
Cef‘;ibincd with g ballooning national deht, led to Vice President Al Gore's National Performance
Review, which issued 2 widely publicized report enditled Erom Red Tape 10 Resulis: Creating 2
Government That Works Beuter and Costs Less on Scptcr;'zi}er 7. 1993, Receg}xizing that fabor-
manzgement cooperation is essenual 1o irézpz'oving the efficiency and effectiveness of government
serviee 10 the public (e, the customer), 1he NPR recommended cre_ating a National Parinership
Courgil to promote such cooperation throughout the federal service, The NPR realized that the
then existing federal labor relations climate was a barries to empowering employees 10 promote
public service, Clting a 1991 GAQ survey, it “characterized the e?;iszirzg bargaining processes s
wo adversarial, bogged down by litigation aver minutc details, plagued by slow and lengtisy
Jdispute resaluton. and weakened by poor management.”

President Clinton created the National Partnership Council by E.Q. 12871, issued oa
October 1, 1993, The order directed the NPC 1o “advise the President on,, supporting the

creation of labor-management partnerships and promotung parinership etiorts in (he cxecutive

W

branch.” \ .
Singe its incepuian, the NPC has worked to introduce new partnerships and build on

existing ones. As parl of its advisacy regponsibility o the President, i has conducted four annual

surveys {1984-1997) of foderal management and union representatives, which have provided the

-+

hasis for NPC reports to the President.
The 1996 NPC Survey of Partcivants in Labor-Manapement Paninerships documented the-
extensive growth in partnership activity. The number of bargaining unit employees in

urganizations covered by partnership councils had grown from 55 porcent in 1994, a vear afler the


http:Creating.il
http:puhlki7.ed

regardless of the existeace of councils or the kmwr_é faverableness/unfavorableness of the fabor
relationy a’:iimaie.

In the summer of 1997, 1497 surveys were mailed (o union and agency (Le., management)
representatives. Altogether, 2 total of 668 usable SLilrveys were returned by federal lahor relations
representatives from a broad cross-seciion of the {éiif:r&i government, yielding a response rate of
approximately 44.€ percent. Given that no tbliow»z;p mailing was atternpted due 16 resource
constrainis, this rate of return is decmed (o be quite'salisfaewry,

SAMPLE CHAR:&C’?ER%S’?ICS

The G68-person sample includes federal labor refations representatives from a diverse s
governiment agencies and various levels {i.¢., national, regional, and local} of bargaining unit
activily, Usnion and management were almost evenly represented i the sample, with 51.3 percent
of the respondents being union representatives and 48.3 percent of the respondents representing

management.

$iinion

48.5%
1.5% RWManagamant

S

. FiGuRrg 1: Respondents
The majority of the respondents fep;rcscrzwd gither management of the employess at the
local level 172,58 percent of the sample) while a smaller portion of the respondents reporied they
sepresemecd thedr party at either the regional {113 pefcaﬁt) of the natignal kevel (12.7

percenty. A small percentage of the respondenis reporsted they represented their party at mulupe

Ievels (3.6 percent).
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reported satistaction more often than union representatives. Seé¢ camparauve geaphics below:

7.8% 20 6% agy | 73%

mVery Unsatishiod
17.4% mUnsatishied
mieuteal
ISatisfied
Very Satistied

33.1%

554 0o, 1%

49.4%

FIGURE 4A; Union Respondents FIGURE 4B: Management Respondents

PARTNERSHIP COUNCILS AND AGREEMENTS:

77.7 percent of the respondents reported that a partnership council or a partrership
agreement had heen established for the bargaining unit for which they were respansible. Of the
councils that had been established., the average length of their exisience was shightly over three
vears, For those warkplaces where a partnership agreement was in place, the average time it had
heen w exisience was 2.56 vears.

ISSUES HANDLED BY THE PARTNERSHIP COUNCIL OR COMMITTEE
Respondents were asked to indicate the types of issues their council or comnmitice
handled. Issues that had traditionally been handled by joint labor-managesnent commitices (such
ag health and safeiy) were rc;;&ﬁe;{i as well a8 non-traditional issues {such as budget andb statfing
leveks), Difterent issues handled by the parinership councils are shown in the 1w graphs shuwn

helow, The Y axis™ indicates the perecntage of respondents (with partnership councils)

reporting that their committee handled the particular issue.
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follaw-up question asked the participants 1o indicate whether or not the labor-management
relationstip had improved since the Executive Order. Results, ax shown below, appear (0 ingdicate
that the majority of the respondents have scen improvement in the mature of the Jabor-

management relationship since the issuance of the Executive Order,

A Very Uncooperative
5‘8% 1 6 , 90{:}

W Generally Uncooparatie

B Neither Cooperative nor
Uncooperative

27.0% L Generally Cocperalive
16.9% € very Cooperative

Figum 7: How cooperative was the relationshlp between management and the union prior
to Executive Order 128717

¥ Has Deteriorated Very
Much

® Lias Deteriorated Some

& Has not Changed

O Has mproved Some

B Has improved Much

F1GURE 8: To what extent has the labor-management relationship inproved since Executive
Order 12871 was Issued?

LABOR-MANAGEMENT COOPERATION AND THE SCOPE OF PARTNERSHIP
COUNCIL ACTIVITY

We also hroke down re:épmy:s on cooperativeness between union and management
representatives. The daw show that a sizahle majority (60.2 percent) of union cepresentatives
deseribed the relationship as previously uncooperative, while oaly 26 porcent of management
concared. Incontrast, 3644 percent of the management side found their prior labor-mavagement

relations to be couperative,


http:contra.st

relationships and whether ar not their councils %mmiic.;i the 15 ems proviously coumerated, with
the exception of whether the council provided guidance 1o lower fevel councils. Interestingly,
councds were more likely to provide such guidance in situations where representatives perceived
their labor relations as uncoaperative {again, pre—lggi’;). ‘

Similarly, representatives’ responses on whciiéaz‘ the labor-management relationship hus
mmproved (or deteriorated} were comparad 10 the issz:zcs raised in the parmership counciks.
Sc veral significant differences were tound. Specifically, representatives who ielt that their labos-
management rcl*.lalionships had improved were more iikeiy to have parteerships that handied ssues
relating o physical work environment, health and safety, training and career (ieveiopmem.
reduction-in-force. rearganization, customer service/pradocuvity, managing the partnership
process, and providing gudance (o lower ie{’ﬁ councils.

RELATIONSHIP BETWEEN TRAINING AND THE IS5UES THAT THE
PARTNERSHIP COUNCIL HANDLES

Representatives were dsked (o indicate whether or not they had received tratning on
various process/subsianiive topics and the perceived useisiness of such vaintng. Ten specitic
tomics were mentoned, iluding general érienlatimﬁtraming about workplace partnership,
inferest-based havgaining, employse nvolvement, customer service, andequality issues, These
responses were comparcd @ the types of issues that partnership councils bandled. The following
significant difierences were found with respect (o general oricntationfiraning and issues handled:
(n Ficprcscntalives who reparted receiving general acientation/training about workplace
partnership \;’cz‘c more likely to report thetr partnership council handiing the following ssues:
family-friendly workplace policies. budget and staffing. reorganization. recngineering, guality.
tnproving customer service/productivity. managing the pantnership process, and providing

guidance to lower commitices,
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Average Neore
5 = Strongly Agree
Item
A sense of fairness is associated with union-
management dealings in this place. 33

Ewmployees have g positive view on joiat union-
management committecs here, 3.30

There is & gront deal of concern for the othier party’s
puint of view in the union-management selationship. 3,60

Employees generally view the conditions of thery
employment here as fafr, 64

Those climate items for which there is the strongest expressed disagreenient include:

-Average Score
i = Stroangly

ftem Disagree
The parties regularly quartel over minor issues. A
Linton and management o this organization wnd 10
dislike each ¢ther, 2,29
Management often opposes the changes advocated by
unipns hoere. 2.69

ESTABLISIING COOPERATIVE LABOR RELATIONS

The respondents were asked the extent 1 which the partes suppolrt ihe asiahﬁéhmcz:z of
more positive labor refations. They were asked (o chivose one of the following (hree responses:
generally opposed (1)) neatral ;;2}; generally io Tavor (3). Union members amd officials, as a
group, were perceived by the sample 1o be samewhat more in favor of positive lahor celations
than management was perceived to be. Unior officials’ mean score was 2.70 while managements’

mcan score was 2.40. On this particalar measure, both sides {union and management) seemaed (o
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un issues such as wages, honofits aod gricvances.

PERFORMANCE-RELATED MEASURES AXD PARTNERSHIP EXPERIENCE
Respondeats were asked to compare the period afier thew unit formed a labor-

 management partaership to the peried before they formed 2 ¥am;—managcmem pannership and

then indicate whether a number of performuance vanables had changed since the pre-partnership

period. A to1al of 20 variables were assessed using a fve poini scale that ranged from much

lower {1} to much higher (3).

The top five variables that respondents indicated had moved to the higher end of the scale

WIS
Varialile Mean Scare
Ui inpul ot organizational decisions REG
Sharing of infirmaion by magagement A0
Probicns soiving reigtionship between union snd nnagenwnt RECH
Management understanding of wrion cole, tterests and obievtves KIS

Lnina member naderstanding of muanagement’s arganizational intersais aad problen:: 348

The hottom five variables that respondents indicated had moved woward the fower end of the scale

WEIS,
Variahles Mesan Seare
Level of job security e 2.46
Adversarial relativnshiy between mamagenent st uales ieadership A8
Raie of grievances 149
Wasie 2.69
Adversarial relaliomiip botween supervisars and unioa mombers 24

Correlations were also run between the harmony and hostdity climate measures and
perfarnuince measures. Selected results are reporied in Table 2 belaw, Positive correlatinns
hetween harmony and the performance measures sigmty that higher levels of Iahor-managemien
harmony are associated with higher or improved performance, Consersely, a negative correlation

between hostility and performance means that as hostlity mereases, performance has suffered. ie.,
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1997 National Fartnership Award Honorees

For the 1997 National Partnevship Award (Alphabetical Qrder):

i

Department of the Army, Rock Island Arsenal, Rock Island, Iilinois, the
International Brotherhood of Police Officers (AFL~CIO), Local 513; International

. Association of Tool Crafters, Local 1; Federal Firefighters Association, Local 5; and the

American Federation of Government Employees (AFL-CIO), Locals 2119 and 2134

Department of the Navy, Supervisor of Shipbuilding, Conversion, and Repair,
Groton, Connecticut, and the American Federation of Government Employess
(AFL-CIQ), Local 2105 N ‘-

Department of the Treasury, Internal Revenue Service, Georgia District, Atlanta,
Georgia, and the National Treasury Employees Union, Chapter 26,

Department of the Treasury, U.S. Customs Service, Port of Philadelphia, Philadelphia,
Pennsylvania, and the National Treasury Employees Unton, Chapters 110 and 135,

Department of Veterans Affairs, James A, Haley Veterans’ Hospital, Tampa,
Florida, the American Federation of Government Emplovees (AFL-CIO), Local 547, and
the Florida Nurses Association (FNA), Tampa Professional Nurses Unit

For the 1997 National Partnership Award Honorable Mention Citation {A)
Qrderk

I

Department of the Treasury, U.8. Customs Service, Hidalgo/Pharr Port of Entry,
Pharr, Texas, and the National Treasury Employees Union, Chapter 149,

. v
Department of Veterans Affairs, Medical Center, Spokane, Washington, and the
National Federation of Federal Employees, Local 1641,



THE WHITE HOUSE
WABSHINGTON

Ootober 28, 1999

MEMORANDIM FOR THE HEADS OF EXECUTIVE DEPARTMENTS AND AGENCIES

SUBJECT: Resffirmation of Executive Order 12871 ~-
Labor-Management Partnerships

When I became President, I believed that cooperation between
Federal agencies and their unions could help create a Government
that works better, costs legs, asnd makes a positive difference
in the lives of the American puople. That is why I issued
Executive Order 12871, Labor-Management Partnerships, and
directed agencies to form partnerships with thelr unions;
involve employees and union representatives as full partners

in identifying and regolving workplace issues: provide training
in consensual methods of dispute resolution; negotiate with
unione over the subjects set forth in % U.8.C. 7106{b} {i); and
evaluate bottom-line results achieved through partnership.

With your hard work and support, we have made great styrides

ovey the past 6 years. In many agencies, unions and managemnent
are working side by side on the tough challenges facing the
Government and its employees. I am very proud of this success,
but I am algo convinced that we can do even more. I believe the
time has come to redouble the Administration‘s efforts to create
genuine labor-management partnerships. - Therefore, I am taking
new steps to reaffirm wmy strong commitment to partnership and

to renew my call for agenciesg to work with their unions to
achieve the important obijectives of the Exegutive order.

First, I direct agencies o develop a plan with their unions
at appropriate levels of recognition for implementing this
memorandum and the Executive order. Every effort should be
made to develop a plan that helps the agency and its employees
deliver the highest quality service to the American people.
Whenever possible, workplace issues should be yesolved thiough
consensus using interest-based problem-golving techniques.
Agencies should aggressively seek training, facilitation,

and mediation assistance that can help fogter an environment
where partnerships can succeed and thrive,



2

Second, agencies are directed to report te me, through the
Cffice of Management and Budget (OMB}, on the progress being
made toward achieving the goals of this mewmorandum and the
directives set forth in the Executive order. Reports must

be submitted by April 14, 2000, and annually thereafter, and
mugst be prepared with the invelivewent and input of the unions.
Agencies shall describe the nature and extent of their efforts
to comply with the Executive order and shall identify specific
improvements in cugtomer service, quality, productivity,
efficiency, and quality of worklife that have been achieved as
a result ©of partnership. These reports will not only help me
assess our progress toward establishing successful partnerships,
but will provide best practices that ¢an assist unions and
agencies in their efforts to develop effective partnership-
building strategies.

Finally, I am directing the Office of Personnel Management

to analyze the information contained in these reports and, in
coprdination with OMB, to advise me on further steps that might
be needed to ensure puccessful implementation of this wemcrandum
and Executive QOrdexr 12871.

This memorandum is intsnded only to improve the internal
management of the executive branch and is not intended to
and does not create any right to administrative or judicial
review, or any other right, substantive or procedural,
enforceable by a party against the United States, its
agencies or instrumentalities, its officers or emplovees,
or any other person.

Winsioe $\



OFFICE OF MERIT SYSTEMS OVERSIGHT AND EFFECTIVENESS

Introduction

As OPM downsized, we strengthened our focus on our primary mission, which 1s to
protect and enbance the merit system of government. One of the questions that we faced
during reinvention was how 1o protect the ment system even as we deregulated and
delegated many HR authorities. The issue was ~ and remains - how {o sirike a balance
between flexibility on the one hand and unchanging core principles on the other.

The Office of Merit Systems Dversight and Effectiveness (OMSOE) was created in 1995
to help achicve that balance. The Office 1s headed by an Associate Director, who reports
to the Director of OPM,

We now rely on the merit system principles (3 USC 2301) as the foundation for effective
human resources management. Those basic principles guide our interpretation of the
regulations we enforce. We still insist on enough consistency to ensure that agencies act
in accordancg with merit principles, but we allow enough flexibility to ensure that
agencies focus on results, not process,

Office of Merit Systems Oversight

The Office of Merit Systems Oversight has a staff of about 120 evaluators who conduct
on-site evaluations of 7 or 8 major federal agencies each year to ensure that they are
following the law with regard to hiring, pay, promotion and related personnel decisions,
Qur goal is to evaluate the merit systen integrity of the 30 major departments and
agencies on 3 four-year cycle, and all the small agencies on a five-year cycle. We also
audit delegated examining units and investigate allegations of specific merit system
abuses. When problems are found, we are prepared 0 use our legal authority to obtain
prompt corrective action. For example, in one case that drew a great deal of public
attention, we stopped the improper use of retention allowances at an agency and froze s
authority 1o make such payments until proper procedures were in place (report on Expornt-
Import Bank attached). In another well-publicized case, we stopped the use of {alse duty
stations and other blatant abuses of the rerit system {report on NCUA attached). In
short, we work cooperatively with agencies when we can and use our legal authority
when we must.

T this end, we broadened the focus of our agency evaluations. Rather than concentrating
on case work (e.g., the classification of individual positions at gpecific installations), we
began evaluating human resoutces mapagement from an agencywide and ¢ven
governmeniwide pergpective. We involved agencies in our evaluation planning so we
could address thew concerns in our reviews, As our collaboration with agencies produced
more useful teports, agencics began to view our visits as valuable support rather than
mere infrusion.

Because of our on-site presence in agencies, we bega;_n to be viewed as the eyes and ears
of OPM, shle to collect information that could be used to inform HR policy makers, We
began conducting special studies dealing with governmentwide HR issues such as



balancing work and family responsibilities, using recruitment incentives, and gnsuring
fair and open competition. We now make sur reports on such systemic issues available
through our web site so that all agencies can benefit from our findings. (The fbllowing
special studies are included in the Appendix: Achieving a Balance: Mecting Wark and
Family Obligations; The Three Rs: Lessons Learned from Recruitment, Retenition, and
Relocation Incentives: Opportunity Lost: Openness in the Emplayment Process; Poor
Performers in Goversment: 4 Quest for the True Story; Downsizing in the Federal
Governmens; Strategic Human Resowrces Management: Aligning with the Mission;
HRM Folicies and Fractices in Title 5-Exempr Organizations; Deregulation and
Delegation of Human Resources Management Authority in the Federal Govermmnent.)

The reinvention of our oversight program ook another step in 2000 when we signed the
first two agreements with agencies under which they take primary responsibility for the
oversight and effectiveness of their HR programs. Once we sign a memorandum of
enderstanding with an agency, we limit our comphlance activity o moniioring the
agency's internal oversight program, unless there is a specific allegation or indication of
wrongdoing. This places accountability where it belongs and allews us to concentrate on
systemic issues and on agencies not yet ready to assumie responsibility for their internal
pversight,

Office of Merit Systems Effectiveness

As pan of the reinvention effort, the program offices within {}?M were climinating
regulations that had prescribed processes for HR professionals and had inhibited
managers. This effort to “let managers manage” was coming at a time when the working
relationship between HR professionals and line managers was changing dramatically.
OPM was delegating HR authorities to agencies and encouraging redelegation to line
managers, many of whom were unprepared to take on these new responsibilities. At the
same time, HR protesstonals were becoming less able to provide the guidance managers
necded. The accupation was downsized considerably during this period, with a
significant loss of scasoned HR professionals, making it difficult for HR staffs to meet
the challenge of supporting the newly empowered managers.

Withoul a Federal HR workiorce that understands the changes in HR and has the
competency 1o do business the new way, there can uitimately be no reinvention of
Federal HRM. Recognizing this, OPM commissioned in 1999 An Occupation in
Tramsition: A Comprehensive Study of the Federal Human Resources Community
(attached). The report confirmed what we had feared - that not only was the current
Federal HR workforce ill-cquipped to handle the emerging strategic and massion focus of
HRM, it was also less able to deal effectively mzh the technica! HR issues that had been
s province for many years.

Boik OPM 3nd the Federal HR community at large have taken up the challenge of these
findings. OPM has cmbraced responsibility for the competence of the Federal HR
workforee in its 2000 agency strategic plan. Under OMSOE leadership, it 18 also
spearheading an interagency effort to heighien awareness of the problem and creale tools
e enable agencies to improve the guality of their HR workforce.



Recognizing the increasing importance of the manager's role in a reinvented government,
we renewed and heightened our emphasis on the ning merit system principles. These.
principles and the corresponding twelve prohibited personnel practices {3 USC 2302)
provide a program foundation broad enough to encompass both compliance with Federal
personne! law and the promation of effective human resources management.

Consequently, much effort was focused from 1993 forward on making the principies
better known, especially to the line managers who are responsible for the government’s
front-line human resources management. To this end we developed a number of products
to heighten merit principles awareness — brochures, posters, wallet cards, mouse pads and
a video, as well as a stand-alone training module. Acceptance of these products has been
strong, and we have seen & rise In merit principles awareness in our governmentwide
SUrveys. :

We also undertook to emphasize agency self-assessment — what we call HRM
accountability ~ as the necessary complement w increased OFM oversight activity.
Ultimately, the most effective means for assuring legally compliant, results-oriented
HRM at the agency level is to ensure that those agencies have an active program of
internal self-assessment and accountability.

We worked with agencies in a number of ways to encourage their internal accountability
efforts. One way was to make evaluation of agency accountability systems a regular part
of our agency on-site reviews. Another was o develop ~ with agency inputs — guidance
for agencies to use in developing or enhancing HRM accountability systems. The
landmark document in this effort was the HRM Accowntability Systest Development
(Fuide, {attached) published in 1999. This document laid out for the first time in one
place step-by-siep guidance for developing and maintaining interal HRM accountability
systems. In keeping with the emphasis of reinvented HRM on the eritical role of the line
manager, i also advacated shared responsibility for HRM between HR staffs and
managers, and showed how such sharing could be worked out in practice.

Although it took OPM’s accountability guidance to a new lfevel, the System Development
Guide did not really breok new ground in its definttion of HRM accountability. From the
very beginning of the current HRM accountability program in 1995, we resisted the effort
to define accoumability as just legal compliance. Taking our cue from the National
Performance Review, we insisted that there had 10 be an “accountability for resuits™
component as well. What the Guide did do was to show more clearly than before what
was meant by accountability for results. Specifically, it identified four levels of HRM
accountability:

13 Legal compliance

2) Efhcient HR processes

3y Effective HRM programs

4y Alignment with strategic goals of the organization



These tevels were arranged in the form of a pyramid, with legal compliance at the
bottom, to show graphically that, although strategic alignment is the pinnacle or ultimate
goal of agency HRM, it can only extst on top of a foundation of legally compliant,
efficient and effective HRM processes and programs.

Once this “Bierarchy of accountability” was established, it was a short siep to realizing at
the agencey level that a slightly modified version would serve as a powerful metaphor for
OPM’s new strategic emphasis on supporting alignment of HRM with the organization’s
mission. In junc 2000, a few days afier President Clinton directed Federal agencies by
Presidential Memorandum (attached) to align HEM with their missions, (P, Director
Lachance introduced OPM’s human resources alignment pyrvamid, based directly on the
accountability model described above (speech attached). This new direction was also
documented in OPM’s Strategic Plan (September 2040 revision}, where a strategic
objective was added to “align.. . human resources management (HRM) with agency
misston...”

Reinvention of Federal HRM also took another, somewhat distinet path in OMSOE
during the Clinton years. The personnel demonstration project authaority {5 USC 4743),
in existence since the Civil Service Reforr Act of 1978, entered into a pertod of
unprecedented activity. Demonstration projects permit the testing of important
innovations in Federal HRM by allowing waivers of most provisions of title 5. During
the 1990s, ongoing proiects such as those at Navy {China Lake), the National Institute of
Standards and Technology (NIST), and the Department of Agricultine were identified as
successful and made permanent in their agencies. With the addition of the Department of
Defense Laboratory and Acquisitions Workforce demonstration projects in the mid-*90s,
the total numbers of Federal employees participating in “permanent” and experimental
demonsteation projects rose 10 approximately 43,000, ’

The rigorous evaluations required for each of these demonstration projects fed to hindings
that greatly enhanced our knowledge of the effectiveness and uhimate value of the
inngvations tested. They also provided a valuable source of information and analysis that
could be used to address the concerns of employees or groups of employees who believe
they may have been treated unfairly by the experimental systems tested under these

. projects.

In 1999, OMSOLE’s demonstration project unit was refashioned into the Center for
Human Resource Innovation. In the process it reoriented its mission to ¢ncompass the
collection and dissemination of information about HR ninovations of all types, including
those permitied! currently under title 5 and therefore not requiring a demonsiration project
to implement,

in direct support of the reinvention of Federal HRM, demonstration pm}fzcts' served
throughout the § years of the Clinton Administration as laboratories for change, testing
innevations that could improve HRM acrass Government. More recently, OMSOE’s
CHRI has supported the same mission by disseminating to Federal agencies vital
information about HR innovations of all sorts. As the Clinton years came 1o a close,



OMSOE continued to advocate for proposals that would improve the demonstration
authority by strearnlining the project approval process and making it easter to make
successful projects permanent in their host agencies.’

Office ¢f Workforce Information

The Office of Workforee Information (OWI) joined OMSGE October 1, 1997, as part of
the final phase of OPM’s re{zrgamzatmn OWI manages the Central Personnel Data File
{CPDFY and serves as the primary aational source for Federal civilion employee statistics.
The file dates from 1972 and currently covers 1.8 million employees, primarily in the
Executive Branch of government. Program offices within OPM, central management
agencies, the White Mouse, the media, many scademic researchers, and members of the
public routinely rely on CPDF data.

The Clinton Administration’s desire 10 make government’s information more easily
available 10 the public coincided with the dramatic growth of the Internet and the world
wide web. We built 2 web-based CPDF guery and analysis ool called FedScope that
atlows users self-serve access 10 non-sensitive Federal emplovment information.
FedScope went “live” in October 2000, adding an extrn dimension to OWI's many other
statistical offerings availabie through www.opm.gov.
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