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Dear Mr. President: 

On the foW'th anniversary afyour Executive Order 12871, "Labor-Management 
Partnerships," we are very pleased to present the National Partnership Council's 
1?97 Reporllo the Prcsidenfon Progress in Labor-Management Partnerships. 

For the last four years the Council along with the thousands of workers who 
actua!ly make pannerslUps happen, has been working hard to. change the culture 
of Federal labor-management relations. As you know, ')'01ir Executive Order 
13062 renewed the Council's commission until September 1999. The Council 
continues its dedication and commitment to partnership as it fulfills its charge 
to support the creation oflabor ..management partnerships; promote partnership 
efforts in the executive branchj coHeet and disseminate infonnation about 
partnerships~ provide guidance on p~rnlership 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 hundreds ofFederallabor~management partners and 
heard their views on partnerships in the Federal Government This report 
presents the Council's fmdings regarding the status of pannerships, the 
COWlCWS activities in support of partnership over the last year, the results 
partnerships are achieving, and the importance ofevaluating partnership efforts. 
As outlined in the Road Ahead, the Council stands ready;to assist partners as 
they measure the results and benefits of partnership. - The Council', 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 partnershi~ evaluation. 

We' are pleased to report that partnerships which are continuing to thrive 
throughout the executive branch, are successfully confronting the challenges and 
opportunities that are facing Federal agencies and departments. From strategic 
planning to evaluation efforts. tabor-management partnerships are getting results 
and making a dlffercn~ in the lives oforganizations, managers. and employees. 

With your continued support and that of the Vice President, the Council looks 
forward to getting further results through labor-management partnerships, 
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"Only by changing the 
nature of Federal labor­
management relations so 

that managers, employee.'i, 
and employees' elected 

union representatives serve 
as partners wiU it be 
possibk to design and 

implement comprehensive 
changcl; necessary to 
reform Govemmeot." 

t;lt(uliu Order 12871 

Overview 


For more than four years, labor and management have been 
teaming up in an attempt to move -beyond the traditionaHy 
adversarial Jabor~management relatIons, environment. TIle 
efforts of these partners are paying off as they are gehing 
resu1ts through partnership, These results not only improve 
the way government does business, .but also indicate 
improvements in quality, servicet and job satisfaction. 

Following the govemmentwide approach to labor­
management relations outlined in E~ecutive Order 12871, 
Labor-Management Partnerships, labor and management 
partners across the country are'tackiing more non-traditional 
labor-management relationS issues and achieving positive 
results. 

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 U1at a partnership council or 
agreement has been established in the bargaining unit with 
which they are affiliated. 

The success of pannershipJ including the partnerships 
mentioned in this Report, is the result of the efforts of many. 
The National Partnership Couneil f along with other grQUPS, 
continues to demonstrate its s;ommitment to prQrnoting 
partnership. especially in~ ~lhose executive: branch 
organizations where tabor and management are struggling to 
comply with the Executive Order, in helping these 
partnerships overcome barriers, the CO\U1cil hopes to 
encourage labor and management to use partnership as a 
positive force in managing change, improving the way the 
Government does business j developing employees, and 
achieving results. 

I 

Labor-management partners are addressing a range of issues. 
Strategic planning, reinvention, performance management. 
and workplace flexibUities are becoming familiar topics in 
partnership discussions. Partnerships: are 

National Partnership Council 
kpon 10 the Pruident,iJ«.embcr 1991 



National PartnertWp Council 
/leportlQ the President, Docember 1997 

The Year in Partnership 


A. Leadership Initiatives 

Since it was created in October 1993 by Executive Order 
12871, the National Partnersltip Council has focused on 
fulfilling its lead role to foster labor-management partnerships 
within the Federal Government. As partnernltips continue to 
fonn and develop throughout the Federal community, other 
organizations, such as those providing training and 
intervention, are also contributing to building partnerships, 
Organi:zations bighlighted in thi~.~tion include the National 
Partnership Council, Federal Labor Relations· AUU10rity, 
Federal Mediation and Conciliation Service, and Defense 
Field Advisory Services, 

National Partnership Council 

The pril1ll!1')' responsibilities 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 advise the 
President on the state of laoor·management relations in the 
Federal Goverrunent. The Council collects and disseminates 
partnership information, models, case studies and tools 
through the National Partnersltip' Clearinghouse. which is 
housed at the U.S. Office ofPeni'o!!ilel Management and may 
be reached by calling (202) 606-2940. 

The NPC was created to enlist the Federal labor-management 
r,elations program as a key ally in reinvention to refocus 
Federal labor relations from its tradition of adversarial 
litigation to cooperative problem solving. Toward that end. 
the Council carries out a mnnber ofprograms to support and 
promote effective labor-management partnerships. Since 
1995, 'the annual National Partnersltip Awards have 
showcased more than 25 partnerships and recognized their 
success in such 
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their challenges and improve evaluation of effectiveness of 
partnerships. Second, responding to requests from a number 
of working~feve! partnerships. the COWlcil impJemented the 
FaciHtation Project to work directly with partnerships facing 
challenges. These groups exist at various stages Qf Ole 
partnership relationship and at aU levels ofFederal agencies, 
Fourteen participant groups were selected based on joint 
labor~managefnent recommendations, The Council worked 
with several of these partnerships to link them with available 
resources and; in October 1997, sponsored a skins-building 
workshop in epnjlU1ction with Cornell University. 

Recognizing the overucWng chaUenge to partnership caused 
by turnover of top-level leaders,. in 1997 the NPC 
reinvigorated its commitment to collabOrate with senior- level 
Government officials. The Cou.ncifespecially targeted those 
agencies not represented on the Council through the 
President's Management Council (PMC), the Interagency 
Advisol)' Group (lAG) Network on Partnership and Lahar­
Management Relations, and the Federal Executive Boards 
(FEBs). To strengtheo links with career middle managers, the 
Council held its March 1997 meeting in conjunction with the 
59th National Convention of the Federal Managers' 
Association, attended by more than 200 managers from across 
th~ country. On December 3, 1997, tllC NPC met with the 
PMC and began an ongoing dialogue in which both groups 
recommitted themselves to fully implementing Executive 
Order 12871. 

Agency labor reiations officers from the rAG Network on 
Partnership and Labor-Managemeht Relations participated on 
NPC joint laoor~managemeni conunittees such as the 
National Partnership A wards committee and the Facilitation 
Project team. This crossover and collaboration with agency 
labor relations officers is one avenue t1le Council is using to 
promote and institutionalize labor-management coopemtion. 
The FElls were instrumental in providing leadership and 
assistance in setting themes and in recruiting local Federal 
stakehoiders to participale in Council activities outside of 
Washington, DC. 

National Partnruhip Cauncil 
&perl tf) the PNlJid~{. December 1m 5 



• The Immigration and 
Naturalization Service and 
the AmeriCJm Federation 
of Government Employees 
representatives throughout 
the United States received 
assistance from the FLRA 
to develop partnerships in 
district offices 8lld border 
patrol sect<>~ 

• Unfair labor practice 
cases _led 10 the 
Authority were resolved 
with facilitation aSsistance 
thel helped the parties craft 
an a1temad"" work 
schedule prognun the! Wl!S 

adaptabJe to the unusual 
wmk requirements ofthe 
agency. 

• The FLRA's OGC 
worked with the 
Departtnen, of Health IIIld 
H= Services (lffiS) 
National Partnership 
Council to resolve the 
myriad number of 
representation issues 
affecting nationwide 
bargaining units and over 
20,000 employees thel 
resulted from the HHS 
national reorganiZation. It 
is estimated that the 
cotlaborati\le approach 
enabled HliS to avoid 
spending approx.imately 
$400,000 on more 
traditional, adversarial 
proceedings. 

National Pattnc:n;hip Council 
Rqwrit(ltlu PruidQl/;Dcocmbet 1991 

. 
partnership principles to help targeted "high filers" of tmfair 
labor practice charges. resolve their disputes, avoid futuce 
disputes and improve their relationship. 

In addition to these efforts, the OGC bas issued policies and 
guidllllce useful to partnerships. For . example, the 
Facilitation, Intervention, Training .and Education (FITE) 
Policy describes the principles and criteria that the OGC 
follows when working with !he parties and delivering mining 
or educational services to further collaborative relationships. 
and dispute resolution. Pre-d""isional involvement (PD!) 
refers to' activities where employees, through their elected 
exclusive representative, are afforded by agency management 
the opportunity to shape decisions in the wolkplace that affect 
the work the employees perform. The OGe's POl policy 
examines the benefits and riskS ,[U1~ the relationship between 
POl and the statutory duty to bargain. The policy also 
presents a model that parties can use to structure their own 
process. 

.. 
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Department of Defense Field Advisory ~erviccs 

111e Department of Defense Field Advisory SeIVicc (FAS) 
Labor Relat~ons Branch is an active participant in the 
Department of Defense Partnership Council (DPC). As the 
administrative ann of the DPC. FAS conducts extensive 
laboNIUlnagement cooperation t:rain.ing and facilitation, This 
year, training obje<:tives have moved to" a higher level. In 
addition to partnership, interest-based problem solving and 
mediation training done previously, FAS has now embarked 
upon joint training initiatives with its union partners. These 
efforts involve not only joint planningl but joint resource 
investment 8S wen. 

This year FAS participated. in . severnl successful joint 
ventures with MGE. The first-was a joint facilitation of a 
Labor Management Partnership Council retreat at the Defense 
Supply Center-Richmond. The main topic before the Council 
was the contentious issue of contracting out. With the aid of 
the lahor·management co-facilitators, the group was able 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 lnterest~ 
based problem solving. 

In Vicksburg, Mississippi, a F AS representative teamed up 
with an AFGE representative to provide partnership training 
to the Waterways Experiment Station and the Vicksburg 
District, U.S. Army Corps of Engineers. lbe laoor­
management relationships in t}:Iesc two organizations were 
quite strained prior to the training.)iy serving as positive rolc 
models for labor-management cooperation, the trainers helped 
inspire the groups to overcome the mistrust which 
characterized their adversariai relationships, The groups then 
worked diligently to write partnership agreements and fonn 
partnership councils, By doing SOj they created strong 
fOWldations upon which their respective partnerships couid 
grow, furthering their endeavor to enhance the efficiency and 
effectiveness of their organizations through joint problem 
solving. 

NatiOMi PatUlelSb.ip Council 
RIp(Jrt 10 th( Pt'Uid~1I1. [)e.::emba 1991 9 
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Nation.al Pl.I'UlCfShip Council 
&pon to the P~iJttlf. December 1991 

B. Perspective from the Workplace 

Tbc Climate 

As part of its advisory role to the President by reporting on 
the progress of partnerships throughout the Government. the 
Council has for the last four years conducted a 
Govcmmentwide survey of Federal management and union 
representatives. 

Although the Council has swveyed participants in partoership 
in past years, the Council's strategic plan for 1997 
emphasized learning about the lah?r-management relations 
climate throughout the Federa! $!Lrvice. 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 011 various measures of 
organizational performance. The 1997 survey differs from 
prior surveys in several key respects: 

• 	 The unit of analysis was the bargaining wlit 
union representative and representatives of 
management. regardless of whether n 
partnership exists in the unit; 

• 	 A previously validated laboNuanagcment 
climate assessment was included; and 

• 	 Unit performanCe before and after partnership 
was compared ona-variety oftQPics. including 
quality and productivity. 

The results of the 1997 survey highlight the extent to which 
partnership activity is affecting the labor~managcmcnt 

relations climate and Government perfonnance. 

Partnership continues to grow in the Federal labor­
managemenl relations program. Nearly 80 perecnt of the 
respondents ,reported. . that a partnership council or a 
partnership agreement had been established for tile bargaining 
unit for which they were responsible, 

II 
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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 after the 
formation ofpartnerships, employees and managers described 
several positive results. Labor-management representatives 
noted that the following p~rfonnance-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 LUlion 
and management; ~. 

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

• 	 Union member LUlderstanding 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 absenteeism and tardiness, there are fewer 
grievances and there is less waste in the Federal Government. 
However, those surveyed feel that lhe level ofjob security has 
also declined. 	 . -' 

National Partnership COWicii 
RqJort to 'he President, December 1997 13 



Tbe Issues J<'acing Partnerships 

The National Partnership COWlcil has been working with 
laboNnanagement 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 he referred to as a "Iife-cycle." tn each stage of the 
partnership cycle, particular issues or challenges may 
predominate. As the partnership matures, initial issues and 
challenges may become less important, and new ones may 
arise. Although each partnership is unique. the Council has 
found that each stage of the partnership relationsnip often 
gives rise to distinctive issues and challenges. 

During the first years ofthe partnership initiative. the Council 
focused on the issues most important to fonning partnerships. 
The Council's early work confinned the two necessary pre~ 
conditions for fonning successful partnerships: development 
ofa11 atmosphere of trust among the partners and aC(luisition 
of the skills necessary for cooperative problem solving. 
Accordingly, the COlmcil devoted its a.ttention to such issue.~ 
as changing the labor-management climate to develop trust, 
training in interest-based problem soIving. and starting 
partnership COlUlCils and preparing partnership agreements_ 

Although partnerships had not been started everywhere. by 
1996 t 720/0 of bargaining unit employees were WIder 
partnership agreements, up from only 53% just two years 
earlier. Many partnerships that had b""n formed and be<:ome 
effective were entering new phases in the life~cycle (If the 
partnership relationship and were seeking help in dealing with 
new issues and problems. 

In 1997 partnership 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 i2871, 
particularly concerning the establishment of partnership 
councils at the bargaining unilleveLand the requirement to 
negotiate concerning malters encompassed by 1106(b)(I), 

National Part.nenhip Couw:il 
Rt:pOf"t Itt ~PruWmt. ~ 1991 t5 



Excerpt Fn::Ull ;to Award 
WioDing Partnership 

o "The downsizing 
environment has compounded 
the usu.a1 funding limitations 
and resis.!am:e to change. 

, 	Further, the flexibility in the 
workforce bas decreased. In 
process currently is a re­
evaluation of the performance 
system since it does not 
adequately address the team 

, environment in which we 
, nov.' find ourselves." 

National Partnerwp Council . 
&pon to Ih~ Presidnlt, De<:emw 1991 

conducting business and improving labor~management 

relations (such as new pre-decisionaf processes or ground 
rules for employee involvement). Leaders often have various 
ideas about what constitutes 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 result may be a "paper'l partnerShip, with all of 
the organizational accoutrements, but little effectiveness in 
the workplace. 

Stage II: Overcoming Sticking Points 

ill this stage, the parties have formed a worldng partnership, 
established cooperative and trusting relations, and often have 
successfully overcome an immediate crisis. Confident in 
their parmership relationship, they tackle a difficult problem 
and arc unable to resolve it in partnership or with interest­
based techniques, They may resort to traditional negotiations. 
Some partners may fecI that the partnership has failed, The.. 
partnerS must define the relationship between partnernhip and 
traditional coHective bargaining. and fmd ways to maintain 
strong partnerships even when some issues must be resolved 
by traditional means. Once they reaJize that partnership is a 
tool, not a panacea, they may have to reset their expectations 
for what they want their partnership to accomplish, and 
confront issues about sharing power and aHocating resources. 

Stage ill. Maintaining an Effective Partnership 

Even the most successful partnerships are faced with the 
problem of sustaining high levels of~nergy and enthusiasm 
over extended periods, Some of the model partnerships 
honored by the'National Partnership Council have said that 
their partnerships reach a 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 partnerships 
will not always remain so. If partnerships lose the 
commitment of the partners they may weaken or even die. 

The major challenge experienced by mature partncrships 
tends to be turnover in management and union ranks. These 
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"W· ­
e want to be full 

partners. We want to 


work. We want 

Govermnent to 


work better. 


We want to be there:-in 
partnership to help idel)litY 
the problems. We want to 
be there in partnership to 
help Cnlft tht! solution. 

We want to be there in 
partnership to help 

implement together the 
sQlution that this 

Government needs. 

And we're prepared to 
work in partnership to 

make some bold leaps to 
tum this Government 

aroWld and make if work 
the way it should Work" 

john Sturdivant, Pr<:iidcnt, Amencm 
F~ra1iQ\'I QfGoV(rn!llel1t 

Emp!oy«s(AFL<:IO),1988.1991 
Reinv(ntir..g Gnvemment Sununit, 

Vhdadl'lphia.1un<'l75. 1993 

Getting Results Through Partnership 


Reinventing government remains a challenge. For some, 
partnership has effectiveJy addressed the difficulties of 
reinvention and reengineering. Although partnerships 
continue to discuss traditional labor-management issues such 
as the physical work environment, health and safety. famHy­
mendly workplace policies. and other conditions of 
employment, they are also beginning to examine issues 
related to the performance of the agency, such as 
reorganizations, staffing pattems, reengineering work~ new 
technology and customer service. ' 

,~"._."'''''_'--''c''''''' cl==r:::=:::r::==J__.L__..~_.J 

, 45.3% 
;._•.... :~ 

''''.'''•. "'~_., ••"'.IF"""'~."''''' . 
., "'0.$% 

N&ional Partnership Council 
R.epcr1 10 lIlI! presidenl, December 1997 19 



"If partnership is to 
become the way 'We do 
business over the long 
tenn, we will need to 

oollvmce a broad range of 
stakeholders that iO~Iks 

for them.. 

Employees must sec how it 
produces better results 
than confrontation. 

Managers must see how it 
ean produce better 
d~ision$ within 

reasonable time frames. 

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

. in partnership produce 
better agency I>ccformance 
and better government.,j 

Jamu P. Keenan, Labor ltrlllwns 

Officet. Dqli!1tr!lem of Education 


NlItkmal Partncrlnip Council 

Meeting· J~ II, 1997, 


WashingtloO, DC 


A. Improving the Way 

Government Does Business 


There are labor and management representatives who come 
to work day after day and week after week looking for 
opportWlities and avenues to improve how Government 
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 to improving the way Government does business. 

Characterized by openness, trust, and cooperation, panner.;hip 
paves the way for organizational improvement. As union and 
management representatives participate in a partnership 
environment, they often disc~ more issues than they would 
in an ndversarial labor-management relations atmosphere. 
Innovation and the discussion ofnew ideas can often lead to 
more positive resuits for an organization and its employees. 

I 

NatiotW Partnership ColMCil 
Rt!pon (()1M Prul4mt, De«mber 1m 21 



"No move to 
reorganize for quality C<U1 

succeed without the fun 
and equal parti<:ipation of 
woIkers and their unions. 

Indeed, a unionized 
v.'Orkplace CM1 provide a 
leg up because forums 

already exist for labor and 
management exchange." 

From Red TapllO l?i!Juit3: 
C,-eotmg a GI>I>tfflmilIU T'htl( W"rk.r 


Befler 4nd C(Jsu UJJ, 


September " 1993. P 81 

National Partnership Council 
Report to th~President, December 1991 

Illustrations fur the Practitioner 

Strategic Planning 


o 	 Department of the Navy 
Naval Weapons Station, Scal Beach, Califorou 
Amerkatl FederatioD of GQvernmellt Employees 

(AFL-CIO), Lo",12161 
Intematronal Federation of Professional and Technical 

Engineen, Unit Number 114 

Naval Weapons Station SeaJ Beach is one of four activities 
under the Naval Ordnance Cente"s Pacific Division. In April 
1996, union and management officials of the Seal Beach 
Naval Weapons Station fonned a labor-management 
partnership. Recognizing the need for improVed trust and 
tommunicatio~ members ofthe partnership COWlcii attended 
a joint training session i.n team building and strategic 
planning, At the same time, the council developed its mission 
statement: 

"We exist to identify policy 
issues and craft solutions to meet 
the command mission and 
enhance the employees' quality 
of life, We accomplish this 
through teamwork, trust and open 
communications while 
empbasidng customer 
satisfaction. " 

Early in the council's history, a strategic plan was developed 
that included a 90-day moviog window of assigned "tactical" 
improvement>; called the nShort Tenn Wins: List." Many 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 strategic plan, it 
became clear that there was significant overlap between the 
council's strategic plan and the strategic plan of the 
command. lit early 1997 a decision was !!lade to merge the 
two plans: into one. 

Seal Beacbts strategic plan consist') of tactical actions 
developed during the council meetings that in turn are 
incorporated into six station goals. TIle goals are managed 
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Progress toward completion of the FAA Academy's strategic 
plan is evalWlted jointly by the Partnership Council and the 
Academy Management Team on an annual basts. The 
evaluation process is conducted to link agency performance 
planning and rep<)rting activIties, 

This partnership council re<;ently conducted a survey oftile 
values ofbargaining unit employees. The survey enabled the 
Council to identifY areas which form the basis or a strategic 
issue or warrant some fonn of intervention. ResuIts 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 ~d to reexamine 
their roles in the organization. The partnership council was 
instrumental in developing a Fee-for~ Service Business Plan 
to encompass all aspects ofAcademy operations. 

Reinvention 

The objectives of the National Performance Review serve as 
guideposts to those agencies and installations striving to 
provide better Government services. Although organi7.atjonal 
change is rarely easy) partnership has proven to be an 
effective avenue for facilitating change. in many instances, 
partnership meetings between labor and management serve as 
a forum where those with 'a breadth of organizational 
knowledge feel uninhibited in exchanging ideas. Not only do 
partnerships help pave the way for better Government 
services, but they provide labor and management with a 
vehicle that supports open and honest dialogue ahoul 
important organizational issues. 

Improved communications, fostered by partnership, has 
helped the Veteran. 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. At the U.S. Customs Service Ports 
ofPhiladelphia and HidalgolPharr, labor and management put 
their' heads' together to increase'the effectiveness of their 
operations, thereby more fully accomplishing the agency's 
mission. 
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30 percent. These redesign efforts have enabled the Medical 
Center to identity freed-up hwnan capital for redeployment to 
areas critical to continued improvement. such as staffing for 
increased primary care. 

Another impertant change was brought forward by the third 
phase team that Was charged with monitoring the results of 
Ihe implemented changes and providing analysis and 
feedback. Preliminary findings for the first 300 cases for the 
third qwirter of fiscal year 1996 reveal an average length of 
stay below the 'Health Care Financing Administration's 
average target. Length of stay was reduced from an average 
in 1995 of7.2 days to a current average of 5.1 demonstrating 
high efficiency on the'part of the entire organization. 
especially the inpatient and outpatient care teams . 

The teams accomplished all this while simultaneously 
managing to strengthen patient's positive perception ofhis or 
her health care experience. Customer surveys indicate a 14 
percent increase in patient satisfaction relative to coordination 
ofcare; 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 Qutpatient setting) surpassing the 
na,tional standard ofpatients being seen within 30 minutes of 
their scheduled appointment. 

@ Department of the Treasury 

U.S, Customs Strviu, Port of Philadelphia 

National Treasury Emphtyecs Union, Chapters 110 and 


135 • 


The Philadelphia Service Port Partnership COWlcil represents 
Customs Service employees and managers at the port leve! of 
Customs located in Customs ports throughout Pennsylvania, 
Delaware. and southern New Jersey. The mission of the 
Customs Service is to ensure compliance with law for all 
cargoes and persons entering and exiting the United States. 
The priorities of the Customs Service are the interdiction of 
iHegal narcotics, the interdiction of iHegal monetary 

, instruments,. the regulation of international trade, and the 
collection ofCustoms duties. 
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A recent sutVey of the PhiladelphialWilmington trade 
community has: reported that service has improved greatly 
while being both professional and timely, The trade 
community. as a major external customer. has had input into 
the partnership through C()!ltinual meetings.with Customs at 
all levels, 

~ Inp2rtUttn.i oftbt: Treasury 
U.S. Customs Servi« 

HidalgolPbarr Port of Enery, Pharr, Tnas, 

NAtional Treasury Employees Union, Cbapter 149 


The partnership at the U,S, Cuatoms HidalgolPharr Pori of 
Entry enrompasses two international border crossing facilities 
within the cities of Hidalgo and Pharr, Texas, The 
partnership council routinely tackles issues that span the 
spectrum from staffmg 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 decisions are no 
longer born of an adversarial relationship. Instead, such 
decisions are created in an atmosphere where the parties seck 
to implement only those p<>licies and procedures thal 
represent the best interests of the customer, management, and 
the employee. Members of the partnership council attribute 
their successes to the spirit of cooperation that has been 
forged betv.'een the bargaining urnt members and 
management. 

0' 0 

The members of the partnership council have, on numerous 
occasions, negotiated over the items provided for in Section 
2(d) ofExecutive Order 12871, Discussions on where money 
would best be spent. the grade and nwnbers of employees to 
be hired and where additional employees would be utilized 
have been frequent topics at partnership meetings. 
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" .. Anew
• 
spirit in government, in 
which creativity and 

innovation are rewarded, 
not frowned upon." 

Vi\'k President AJ Go(e in 
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B. Developing Human Resources 

To meet the opportunities and <;haUenges of a reinvented 
governmen~ employees must be able to use their knowledge, 
skills, and abilities to reach their highest level ofcompetence 
and job satisfaction. By ensuring that the Federal workplace 
is responsive to the needs of its employees, Govenunent 
agencies are' better equipped to meet the needs of their 
customers. In better serving its customers~ the Federal 
Government takes another step in reinvention. 

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

Performance management is not the only human resource 
topic partnerships are addressing" Workplace flexibHities 
and family-friendly initiatives are also fmding their way into 
labor-management discussions. 

Organizations, managers, and employees are seeing first hand 
the results ofcollaborative labor~m3nagement relations. With 
partnership as the vehicle, tough iS$ues are coming to the 
forefront for candid discussion and effective action. . 

Performance Manage~ent 

Organizations can work only as welt as their employees 
perform. Partnership can provide employees and managers 
opportunities to improve communication. which is a key 
principle of perfonnance management.. If there is no 
communication between a supervisor and employee-~if the 
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Illustrations for tbe Practitioner 

Partnersbip & Perfol11lance Management 


o u.s. Equal Employmel:lt Opportunity Offit;e 
Natiooal Council of Field EEOC Locals No. 2]6, AFGE 

(AFL-CIO) 

Training and employee development are critical to the success 
of all partnerShip' efforts and reinvention initiatives in any 
agency. The Eqlllil Employment Opportunity Commission's 
(EEOC) national' partt1ership council has taken strides in 
providing agency-wide training and development 
opportunities for EEOC employees. 

The training/career 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 opportunities to 
acquire training and qualifying experience for bigher 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 careers. 

This program brings together the best aspects ofa cooperative 
and supportive work environment to assure success for aU 
those involved. Each intero is paired with a menlor who is 
knowledgeable about the technical and personal skills and 
abilities required for successful performance. An cfHcc 
applies for participation in the pro&Jam and demonstrates 
commitment by designating a supervisor and a mentor to 
work with and support the ~elected program intern, 

The agency has committed significant reSources devoted to 
training not only the interns, but also the entire support 
network within the interns) offices. including assigned 
supel:Visors and mentors. One of the goals of the training for 
supervisors and mentors is to assure a cooperative and 
supportive atmosphere which increases the chances that the 
interns will succeed. 

National Partnership Council 
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In 1994 the Technical Services Division began the lengthy 
process of improving the way they provided service to their 
customers. An active partnership exists between the 
Technical Services Division and AFGE Local 2 I 86. The 
goals of the partnership are to resolve conflicts and issues 
before they become grievances or unfair labor practices, to 
improve organizational processes, and to enhance the way 
Technical Services Division delivers service to their 
customers. 

Previously, labor-management relations were extremely 
antagonistic and generally ended in stalemates instead of 
productive solutions. The partnership agreement has changed 
this relationship dramatically. Differences are now resolved 
in-house through better communication. Since its 
implementation, the number ofgrievances 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 ill an 
annual savings of $20,000. It is also important to note that, 
since the inception ofpartnering. surveys indicate increased 
customer satisfaction, higher employee morale and increased 
interaction between employees, management, and the Union. 

The partnership has improved the operation of the Technical 
Set:"ices 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, tabor and ma.na1lemeot redesigned the 
performance appraisal process. A group ofemployees, 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 
incoIporates input from customers, peers, the employee, and 
the supervisor. The Technical Services Division expects the 
new evaluation process to result in more accurate employee 
reviews and a stronger focus on the mission of the Division," 
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With the increased usage of teams in the workplace, it is 
becoming more and more important foJ' organizations to 
recognize the valuable contributions that teams make. The 
annual quality awards program attempts to honor 
contributions made not only by individuals, but by teams as 
well. 

Continuous quality improvement (CQl) teams address 
systern~wide processes and issues, So far, 29 interdisciplinary 
quality improvement teams have been chartered between the 
labor-management partners at the hospital. Each of these 
leams is tasked with analyzing various hospital processes and 
identifying customer needs. 

Four of the CQl teams were recipients of the Director's 
Av.'aro, Results achieved due to team efforts include: 

• 	 Thrombolytic Therapy team decreased critical 
medication delivery time from 92 to 20 minutes, 

• 	 Processing -of Compensation and Pension 
examinations decreased from average of 31 to 18 
days, 

• 	 Turnaround lime for x~ray reports decreased from 
average of &days to a single day. 

• 	 Appointment access time' for specialty clinics 
decreased from 10 ~ 12 weeks to 1~2 weeks. 

• 	 Waiting time for new Gastrointestinal patients 
decreased from 8 to I "",eek, 'and 

• 	 Pneumococcal vaccine doses increased from 200 
(1990) to over 2400 doses administered in 1995. 

National Partnership Council 
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"During the th= 
years since the Fedefm 

Railroad AdministratiOD"$ 
Partnership Program was 

formalized, we have 
learned that it 1JIk.. 

considerable time and 
patience to build the [rust 

needed to effectively 
operate in a partnering 

environment. The road to 
a successful partnership is 

not an easy one, but the 
rewards are \\orth the 

ride." 

Federal Railroad Adrn\n;~ttAlioo and 
the AmeriCM Federation of 

Government Empl¢Ye¢$, LueaI 2114, 
1997 National Plltn«Sbip Award 

Nomimtloo !'/Jrnl 

, 

National P.annetsbip C4uncil 
/(epQrl to IhePruident, Dw:mb« 1991 

management system that measrnes results rather than activity 
and directly tles in to the agency's mission. As a result, 
employees can now relate their individual perfonnance to an 
overall agency objective. " 

Key elements of the new.system arc: 

• 	 rates ?nly critic.u elements 

.. 	 prow'des means to address individual performance 
on a team 

• allows for ~ed "additional eleme'nt" to be 
used at any time to recognize either individual or 
team performance and to so reward 

• reduces S'Ul'llIIlal)' ratings from five levels to three 

• eliminates in many instances the need for higher 
level review of standards or ratings 

• elitninates narratives for certain ratings 

The parties also allowed fur experimentation during the life 
of the agreement. At the local level, the parties will be able 
to pilot other types of systems: e.g,. a pass/fail system or a 
system which delinks awards from overal1 summary ratings. 
The regional offices ofthe department are still in the first year 
of these revisions. and the parties will soon be assessing the 
impact of the changes, 

., 

Workplace Flexibilities 

Partnerships are getting results in their pursuit of a more 
family-friendly workplace. As the Federal Government's 
workforce continues to diversify, workplace fiexibililies such 
as alternative work schedules and teleconunuting arc 
becoming more and more important. Labor~management 

partnership's provide a forum for employees and supervisors' 
to conununicate their needs to one another and translate those 

... - interest~'into sound,"effeetrve-poHcies. Employees and 
managem at the Federal Railroad Administration (FRA) and 
the U.S. Department "fLabor (DOL), have worked together 
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provided much needed flexibility for FRA inspectors 
to more effectively perform swveHiance and 
enforcement actions on the railroad industry at any 
time of the day or night. The flexibility that Maxiflex 
provides to inspectors also' allows them to better 
balance their work/family lives (e,g., sCheduling 
medical appointments and care for sick family 
members). Maxifle" has improved the FRAIS service 
to the public by providing a mure responsive inspector 
workforce, increased operational efficiency and 
productivity, and significantly improved employee 
morale. 

Telecommuting: FRA'8 field ~spectot? spend 
approxlrruuely 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 
seemed a logical idea to pursue. During the 
developmental process. the laboNnanagement 
workgroup determined that all positions in the FRA 
were eligible ,to telecommute: some o~ un ad-hoc 
basis. others working from their homes on a 
pennanent basis, Many of the issues involved in 
developing this program had no precedent to follow. 
Issues such as defining duty locations, providing 
office furniture and resolving safetylhealth issues in a 
home~based environment presented a huge challenge 
for a partnering effort 

: 

Currently the FAA has approximately 25% of its 
overall populace participating in telecommuting. 
After final implementation is' complete, it is 
anticipated that as much as 50010 ofthe field workforce 
will be participating 'with most working from home~ 
based offices, As a result, nine field offices have been 
closed and renta1space in two others has been reduced 
at an annual savings of $91,000. When fully 
implemented, the opporhmity wiU be available to 
close at feast five additional offices'and reduce space 
in several others. In a.ddition. this program has 
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Secretary of Labor's approval to implement a fun-fledged 
telecommuting program" With the Secretary's charge, the 
parties, utilizing the techniques of interestwbased 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 ofthe program is a joint recognition that flexip!ace is 
a benefit and not an entitlement. Employees may partake in 
the program if certain predefmed criteria or conditions are 
met. These criteria include factors such as whether the 
employee's work is portable - Le,. whether the work can in 
fact be performed at an alternate work site; .other metors; 
costs of such an arrangement; technological and equipment 
needs; communication needs; etc. The program also 
distinguishes between a '!fonnal" and "informaP' ("episodicll

) 

apprQach to flexiplace. Informal or episodic flexiptace is 
temporaIy in nature, involves little or no costs, and requires 
few guidelines. Fonnal flexiplace. which is more pennanent 
in nature, usually entails some costs, results in a written 
agreement between the employee and supervisor. and 
provides for temporary recall or pennanent termination. Mos! 
importantly, the parties emphasized tbat the program must be 
VOlW:ltary for both the employee and supervisor. In the event 
that" a dispute arises in connection with denial, recall or 
termination of flexiplace, the parties have incorporated a 
special dispute resolution process to address disagreements. 

To further elaborate on the flexiplace program and to ensure 
its success at the operatmg level, tht parties wrote a joint 
bargaining history and jointly developed a Flexiplace 
Handbook. The bargaining history provides insight to the 
parties' discussions at the bargaining table. The handbook 
supplements the agreement and bargaining history and 
provides guidance concerning the day~to-day operations of 
the program. The handbook was made available to ali field 
employees and supervisors interested in participating in the 
program. The handbook is a proactive means for dispelling 
certain myths about flexiplace (e.g., thal flexiplace is a 
substitute for child care) and provides technical guidance to 
those most apt to use it at tile working JeveL 
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C. Managing Change 

For U]C Federal workforce. change is a law ofJife. 

Change in the workplace manifests itself in various ways. 
For some FederaJ employees, change means rroding new 
careers after their positions have been abolished. For others, 
cbange means acquiring new skills to adapt to rapidly 
cbanging organizational gnats or new requirements. For still 
others, change means becoming more flexible, as the 
organizationts operating mode changes its focus from 
following unexamined standard procedures to cutting costs 
and satistying 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 goals and a secure job. One response to this 
change is to feel belpless and victimized. In the workplace, 
these feelings can lead to paralysis or indifference, precisely 
when enthusiasm, energy. and a spirit of innovation are 
needed to master change. 

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

Severa! partnerships have shov.n the way to managc change 
successfully. , 
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But the Committee's work was not over once the employees 
had been plaCed, Customer requirements also'demanded 
attention, The workload was constant. expected quality of 
service remained high, but nwnbers and skills of employees 
were not sufficient. Recognizing the need to restructure the 
skills mix at the Comnland, the Committee undertook an 
employee skills survey to addres~ long and short tenn 
workforce capabilities. Assignment and:training have been 
adjusted to focus on critical service quality improvements, 

The Committee also made valuable use of employee and 
eustomer surveys to verify that their activities were on the 
right track and to ensure that they were focused on the 
important Ilisks. Despite the [ass ofjobs and a heavy work 
load, recent surveys of employecsimd customers show 
improvements in moraJe at the Command, as well as m 
several facets ofcustomer service, 

Department of tbe Army 
Rock Island Arserullt Rock Island, ruinois 
AweriC20 Fcdcndioo ofGovernment Employees 

(AFL-CIO). IAca.ls 2119 and 2134 
Fedt'r:al Firdighters Association. Lo<a15 
Inte.oatl.{mal Associatioo ofTool Crafters., IAcall 
International Brotherhood of Police Officers: (AFL-CIO), 

1,o<:a1513 

Employees at the Rock Island Arsenal in Rock Island Illinois 
also faced unsettling change. The Arsenal is a Govemment­
owned manufacturing facility that operates like a busmcss: its 
funds are generated through. ,e!!ing its products (such as 
weapons systems j 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 $5 million in fiscal year [998. The 
partners also turned their attention to cutting transaction and 
administrative costs. One of their targets was the cost 
associated with workplace disputes. \Vorking together, the 
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The IRS and NTEU reacted to these ehallenges by relying 
heavily on up-front education and outreach, utilizing the 
media, and working with professional and business 
associations. They identified potential compliance problems 
in advance. supplied needed infonnation to diverse audiences 
in innovative ways, and measured the effect of their actions 
on increasing tax revenue while decrea,sing taxpayer burden 
to comply with the law. All facets of their strategy were 
staffed by both management and N1llU, and input and ideas 
were gathered from the IRS Olympic Planning Group, 
comprising managers, employees, and NTEU representatives. 
The partners' hard work paid off both in increased tax 
revenue and decreased taxpayer burden. One innovative 
education program on accounting for income from stadiwn 
seat rentals will increase revenue by $i3.6 million. 

The IRS and N1EU also faced the challenge of continuing 
effective operntions despite the difficult logistical issues they 
meed by being located in the area of Atlanta where most of 
the Olympic Games were held. The partners began their 
logistics planning by gathering employee input. Three issues 
surfuced from this infonnation-gathering: employees needed 
more leave options; flexiplace arrangements were necessary 
due to transportation 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 N1EU were able to fmd ways to 
meet the needs of their customers and get essential work 
done. They used irmovative methods ,uch as trafficking calls 
to other cities, allowing employ~es to work at other places 
and at different times. whil~~ 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 
d.emonstrated, small improvements in many day~to-day 

processes can produce large savings. The detailed and 
intimate knowledge about how to make these day-lo·day 
processes work better most often comes from the people whQ 
are closest to the work. ' 

Third, partnerships reaffirm the organization's conunitment 
to core values offaimess, personal dignity, and the value of 
work, Difficult decisions honestly made and fairly 
implemented will be accepted, without rancor, controversy, 
or conflict, as the Groton and Rook Island experiences 
demonstrated. Downsizing carried out in a hwnane manner, 
with attention to new careers and Ulvestments in people, 
strengthen the long-tenn bonda-botween the organization and 
the employees who will do the work of the future, 

Nationa! Partnc:ship Council 
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E\·~tu4tion Model . 

Considerations, ' 


Organizational 
p~rformaDce 

o What typi.\s:of activities 

should be measured? 


o Whal infonnation is 
relevant to thai evaluation? 

o How and by whom will 
that information be collected 
and presented? 

Progress and 
ImprQ\,emeo:ts 

o How do you defme 
, success? 

o What are the benchmarks 
: against which success will be 

measured? 

Results from ubor­
Management PartJlenhips 
o What criteria wm be used 
10 determine if partnership 
was a catalyst for 1he result? 

Although partnership evaluation is required by Executive 
Order 12871, relatively few fonnal. agency-level partnership 
evaluations have been conducted. Many 
partnersh,p&. however, infonnally "evaluate" with progress 
checks and informal self-evaluatiol1s. The biggest chaUenge 
to measuring results and outcomes ofpartnership remains the 
ability to determine to what extent business improvements arc 
due to partnership activities .. 

There is no single model of partnership evaluation. Lahor­
management partners must themselves jointly develop an 
evaluation methodology or process. Any evaluation model a 
partnership adopts should consider the following issues in tllC 

table on the left hand side ofthis page. 

Address Expectations 

The General Counsel of the Federal Lahor Relations 
Authority (FLRA) has developed a model for evaluating 
partnership progress hased on the premise that the parties 
must identil'y tlleir partnership goals and expectAtions early. 
Lahor and management must know what partnership is, wha, 
it means to them. and what their goals are. The partners can. 
then decide what types of information wilJ be collected and 
how and from whom that information wi1l be collected in 
order to evaluate whether their goals have been achieved. 

Following the mandate of the Executive Order, the General 
C01.ll1Set IS model suggests a stepMby~step decisional process 
and action plan that assists the parties in identifying their 
definition ofsuoccss - identify the activities which pertain to 
organizational perfonnance and how they should be 
measured, the benchmarks against which progress and 
improvements are measured, and the criteria to detennine if 
labor-management partnerships were a catalyst for these 
results, 

National Partnership Cowu;:il 
RzpDn tD lht! Praid~nt, December 1991 53 



I SSA & "vol.,ti•• 

The SQcil'll Security Administration has 
become (lne of the fltSt agencies to c.omply 
with section 2(c) ofExc:<:utive Order 12871 
by completing an evaluation of the effects 
of Partnership on organizational 
perf{)rIIl:1lltt, Chartering a joint 
management-labor {ArOE) workgroup to 
¢;Induct the review, SSA was able to chart 
its progress in partnership and related 

mas, (such" int='"'_ bargaining) 
and to sel the st.agt for the future. 

Objectives of the evaluation: 
1, Compile an inventory of Agency 
partnership initiatives; 

1. Solicit input from various central and 
field office sources such as Partnership 
CQuncils, work teams, ma.nagers, union 
representatives and others who have used 
partnership principles; 

3. Identify progress and improvements in 
organizational performance; 

4. IdentitY partnership successes for use as 
future models; and 

S. Identify where partnership is not 
working and make rC«nnmendations for 
improvement. 

The e..'alu.acion identified oVer 1,500 
outcomes thaI have been initiated by. Of 
enhanced 1luough, partnership <!forts. 
Many of these Initiatives have been tied to 
impwvements in customer service; quaHty 
of work life; and decreases in operational 
oosts. 

SSA currently has 42 partnership CQuncils 
at various levels of the organization. 
While SSA has made considerable 
progress in the partnership arena, the report 
alsc makes a number of recommendations 
1br further !nip!ovemems. 

National Partnership Council 
hporttothePrestdenf, ~r 1997 

possibilities" from conducting a brief-opcrnlional 
critique at the conclusion of a partnership council 
meeting to assessing long-tcnll accomplishments 
on an annual cycle. 

Key measurement concepts that experienced 
paitners highlight include the importance .f 
establishing baselines: - evaluating across 
organizational lines, including all levels Qf 
partr\ership activities, keeping the process simple 
and manageable, using a standardized approach 
and objective data. using existing data coHcction 
systems to the extent possible, creating a versatile 
..(1 dynamic evaluation methodology (one 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 measurabJe 
positive results tn tbeir missions. In the future more than 
ever, agencies and unions lUust be able to clearly demonstrate 
the positive results. ofpartnership, especially its contribution 
to agency performance. In particular, partnership activities 
must link: with work plans and perfoanance measures that 
agencies are putting in place. 

Moreover, use of official time for wUon representational 
duties is under scrutiny by some Members of Congress. 
Effective partnerships win need to focus not only on the 
amount of official time but, more importantly I on how the 
time is being used. Creating; building, and sustaining 
partnersWps that deliver results usually requires investments 
of time to develop problem-solving skills j build trus't, and 
devise solutions. Partnerships must be able to demonstrate 
that the transfonnatiqn oftheir relationsrups from adverSarial 
and litigious to cooperative and resu1ts~ oriented is reflected 
in how partners are spending their time, 

The Natiol1lll Partnership Council (NPC) stands ready to 
assist partners as they measure the results and benefits of 
partnership. The Council's 1998 strategic plan outlines its 
plan to provide more hancis-<>n skills building opportunities in 
the areas of relationship development, strategic planning for 
partners, and partnership evaluation. The ,NPC is also 
working with the President's Management Council to bring 
top level attention to the importance of collaborative labor­
management relations. ,. 
But skills-building is only part of the Govemmentwide 
formula that the NPC is developing to strengthen partnership. 
AltllOUgh • large majority of represented employees are 
covered by written partnership agreem.ents ;W1d partnership 
councils, many agencies and bargaining Wlits 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. barriers remain. Survey 
respondents continue to cite perceptions of lack of mutual 
tn.Jst, lack ofcommitment, and unclear objectives as barriers 
to effective partnerships, Recognizing that partnerships have 
not been established in some organizations, and that some 

National Partnersbip Council 
RepOt1to 1hz PruidOlI, ~ 1997 57 
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r~.tuj ~I~r Presidential Documents 
vot Sf.. No. 192 

Title 3­

The President 

E:\ccutivc Order 12311 of Octuber 1, 1993 

Labor~:rvhmagcme,nt Partnerships 

The involvement of Federal GovernmC:lt employees and their union rep­
ros~mtaH·tes is essential to llchieving the National Performance Revi<lw's 
Government reform objectives. Only by changing the nature of Fcdercllabor­
management relations so tHat managers. employees. and employees' elected 
union representatives serve 6S partners wUl it be FOssible to cedgn and 
implement comprehensive changes ne:essnry-to refonn Government. Labor­
management Eartnersbips wilt champion change In F~deral Government a"gen­
des to trans.orm them into organizations capable of deHverir.g the bighest 
quality services to the American people. 

By the authority 'vested in me as Presidenf by the Constitution and the 
laws of the UnIted Stales. including section 301 of title 3, United States 
Coce. and in order to establish a new form of labor~management relations 
tbroughout the executive branch to promote the principles lind recommenda­
tions adopted as a result of the National PerfQrmance Review. it is hereby 
ordered: . 
Scetion 1. 'filE KtTI0:-;.\l.. P.UiTSERs1!u> t~tH':;\T'Hu (a) Establishment and Mem­
bCrs'hip. There: is established the: National Partnership Council ("Coum::U"). 
Tbe Council shan comprise Ihe following members appointed by the Presi­
dent: 

(lJ Director of the OUke of Personnel Management ("OPM"): 

(2) Deputy Secretary of Labor; 

(3) Deputy Director for Management, Office of Managc:nent and Budget: 

(4) Chair, federal Laoor Relations AuthOrity; 

(5) Federal Mediation and Conciliation Director; 
" .. 

(6) President, American Federation of Government Employees, AFL~ 
CIO: 

(7) President, National Federation or Federal Employees; 

(8) President, National Treasury Employees Union: 

(9) Secretary-Treasurer of the Public Employees Department. AFL-CIO; 
and 

. 
(10) A deputy Secretary or other officer with department- or agency­

wide authority from two executive departments or agencies (hereafter co-Ucc~ 
lively "agollcy"), not otherwise represented on the Council. 

Members sban bave 2·year terms on the 'Counell. which may be extended 
by the P«'!sident. 

(bj Resp:msfbililJcs ond Functions, The Council shall advise the President 
on maUers involving labor-management relations in the executive branch. 
Its activities shaH include: 

(l) supporting the creation of Jabor-management partnerships and pro­
moting partnership effons In the executive branch. to the extent pennitted 
by jaw: 

A·! 
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Federal employees) in consensual methods of dispute,.tcsolution. sucb as 
alternative dispute resolution techniques and interest-based bargaining ap­
proaches: 

(dJ negotlate over the subjects set forth In 5 U.s.c. 7106(b)(1). and lnstrcc1 
subordinate officials to do the same; and 

(e) evaluate progress and improvements in organizational performance 
resulting from the labor-m~nagement partr.erships. 
Sec. 3. I\O AD:'UXISTMTI'lE OR JUDICL\L RE'\1£,W. This order is intended only 
to improve ·the internal management of the executive branch and is not 
intended to, and does nat, create any right to administrative or judicial 
review, or any other right •. substantive or proced~al. enforceable by a party 
against the United States, its agencies or inst.'1.l.mentalities. its officers or 
employees, or any other person. 

TIlE WHITE HOUSE, 
October 1, 1993,

lFR tke. 9l-:.751 

Flit!! lG-4-'!1l1 U)(l" Fta! 

ejluq: eod~ 'lllS-Ol-M 

,• 
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Federa, R~\$'et' Presidential Documents 
Vol, (ill, No. 191 

Title 3­

The President 

Executive Order 12974 of September 29. ~995 

Continuance of Certain Federal Advisory Committees 

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 
or the Federal Advisory Committee Act, as amended (5 U,S,c. App.), it 
is hereby ordered as follows: 

Section 1. Each advisory committee listed below is continued until September 
30,1997, 

(a) Committee far the Preservation of the White House; Executive Order 
No, 11145, as amended (Department of the Interior). 

(b) Federal Advisory Council on Occupational Safety and Heaith; Executive 
Order No. 12196. as amended (Department 0lLabor). 

(c) National Partnership Council: Executive Order No. 12871 (Office of 
Personnel Management). 

(d) President's Advisory Commission on Educational Excellence for His· 
panic Americans; EXe<:utive Order No. 12900 (Department of Education}. 

fe} President's Board of Advisors on Historically Black Colleges and Univer­
sities; Executive Order No. 12876 (Department of Education], 

(f) President's Commission on White House Fellowships; Executive Order 
No. 11183. as amended (Office of Persoont:l! Management). 

(gl Presid.ent's Committee of Advisors on Science and Technology; Execu­
tive Order No. 12:882, as amended (Office of Science and Technology Policy). 

(h) President's Com~ittoo on the Arts and the Humanitles: Executive 
Order No. 12367, as amended (National Endowment for the Arts). 

(i) President's Committee on the Imernational Labor Organb:atio':: Execu· 
tive Order No. 12216, e.s amended (Department of Labor), 

(j) President's Committee on Mantal Retardation; Executive Order No. 
11776, as amended (Department of Health and Human Services) . 

• 
(k) President's Committee on the National' Medal of Science; Executive 

Order No, 11267. as amended (National Science Foundation). 

UJ President's Council on PhYSical Fitness and Sports; Executive Order 
No. 12345. as amended (Department oJ Health and Human Services], 

{m} President's Export Council: Executive Order No. 12131, es amended 
{Department of Commercel: 

(n) President's National Security Telecommunications Advisory Committee; 
Executive: Order No. 12382. as amended (Department of Defense). ' 

{ol Trade and Environment Policy Advisory Committee; Execut~ve Order 
No. 12905 (Office of the United States Trade Representative) . 

. Sec. .2. Notwithstanding -the provisions of any other Executive order. tne 
functions of the President under the Federal Advisory Committee Act that 
arc applicable to the committees listed in section 1 of this order, cJ(cc:pt 
that of reporting annually to the Congress, shall be performed by the head 
of lhe department or agency designated after each committee, in accordance 
with the guidelines and procedures established by the Administrator of 
General Services. 

B·j 
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fedtl'al RtgJ.ster Presidential Documents 
Vol. 60, No, Z4a 

Wedncsday. I'kccmbt, 27, 1995 

Title 3­

The President 

(fR Ooc. 9li-SHS1 

fji.;!d 12_12-9$; VU pml 

Billin, code 3111H'l1~f' 

Executive Order 129B3 of December 21, 1995 

Amendment 10 Executive Order No. 12871 

By the authorHy vested in me as President by the Constitution. and the 
jaws of the United States of America, and in order to improve the functioning 
of the National Partnership Council. it is hcre~y ordered that Executive 
Order No. 12B71. entitled "Labor·Management Partnerships,+> ("th~ order") 
is amended as foUoW$: 

Section 1, Section 1(3) {If the order is amended to delete "and" at the 
end of item (9), delete the period at th.i!: end of Hem (tOl. add "; and" 
at the end of item (10), and add item "(11) one elected office holder each 
from both the Senior Executives Association !lnd the Federal Managers Asso­
ciatton," 

Sec. 2. Section l(b) Qf the order is amended to delete "and" at the end 
of item (4), delete the period at'the end of item IS), add "; and" at the 
end of item (5), and add "(6) ,reporting to the President by October 1996 
on the progress' of and results achieved throtJgh labor-management partner­
ship throughout the executive hranch:" 

Sec, 3. Section l(C)(2j of the order is revised to marl: "(2) The Council 
shall seek input from nonmember federal agencies. particularly smaller 
agencies. It also may, from time to time, invite experts from the private 
and public sectors to submit information. The Couacil shall also seek input 
from Federal manager and professional associations. companies, nonprofit 
organizations.. State and local governments, Federal employees, and cus­
tomers of Federal ser-vic(fS, as needed," 

Sec. 4, Seetion 1(C)(4) of the order is revised to read: "(4) Members of 
the Council shall serve without cDmpensation for their work On the Council, 
bur may be allowed travel expenses, inclI,Jding per diem in lieu of subsistenc\}, 
as authorized by law, for persons servin'g intermittently in Govornment 
service." 

THE WHITE HOUSE. 

December 21, 1995, 


C-l 
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F~(!ral Register Presidential Documents 
VoL 62, No, 191 

Thuf5day, October 2. 1997 

Title 3­

The President 

Executive Orner 13062 of September 29. 1991 

Continuance of Certain Federal Advisory Committees and 
Amendments to Ilxecutive 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 (5 U,S.C. App.), it 
is hereby ordered as folloV1S: 

Section 1. Each advisory committee listed below is continued until September' 
30. 1999 . 
. (a) Committee for the Preservation of the White House; Executive Order 

11145, as amended (Department of the lntenor). 

(b) Federal Advlsory COUnf;:l1 on Occupational Safety and Health; Executive 
Order 12196, as amended (Department of Labor). 

{c} National Partnership Council; Executive Order 12.871. as amended 
{Office (if Personnel Managemen(). 

(d) President's Advisory CommisSion on Education Excellence for Hispanic 
Americans: Executive Oroer 12900 (Department of Education). 

(e} President's Board of Advisors on Historically Black Colleges and Univer· 
sities; Executive Order 12816 (Department of Education) , 

(f) President's Commission on White House Fellowships; Executive Order 
11183, as amended {Office of Personnel Management}. 

(g) President's Committee of Advlsors on Science and Technology: Execu­
tive Order IZ882 (Office of Science and Technology Polley), 

(h) President's Committee on the Arts and the Humanjties; Executive 
Order 12361. as amended {National Endowment for the Arts}. 

(i) Ptesident's Committee on the IntematiQnal Labor Organization; Exccuo 

{ive Order 12216 (Department of Labor). 

OJ President's Committee on the National Medal of Science; Executive 
Oroer 11281, as amended (Natlonal Science Foundation), 

(k) President's Committee on Mental Retardation; Executive Order 12994 
(Department of Health and Human Services). 

(I) President's Council on Physical Fitness and Sports: Executive Order 
12345, as amended (Department of Health and Human Services). 

(ml President's Export Council: Executive Order 12131. as amended (De­
partment of Commerce} , 

(n) PrC-.<;idenfs National Security Telecommunications AdviSOry Committee; 
Executive Order lZ382. as amended (Deparunent ofDefense). 

(a} Trade and Environment Policy Advisory Committee: Executive Order 
12905 (Office of the United States Trade Representative). 
Soc. 2. Notw[thstanding the provisions of any other Executive order, the 
functions of the President under the Federal Advisory Committee Act that 
are appUcable to the committees Hsted in section 1 of this order. except 
that of reporting annually to the Congress, shall be perrormed by the head 
Qr the department or agency designated after each committee, in accordance 
with the guIdelines and pwcedures established by the Administrator of 
General Services" 

D·I 
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IlACKGROl:NO 

Growing ptlhlic crilicism or govcmmcnt waSte and an unresponsivC' Icdcral hureaucral')'. 

combined with a balluoning national d~bt, led 10 Vice President A) Gore '5 National Performance 

Review. which issued 11 \\'idcly puhlki7.ed report entitled B:run B&d ~1Q. Results: Creating.il 
. 

G(lVCrnmOni Ill& Work~ JkW:r and Cil.\lJ; Les~ on September 7.1993. Recognizing (hat lahor· 

management cooperation is essential [(l improving the efficiency and effectiveness of government 

servkl! to the puhlic (i.e .. the cUStOmer), I~ NPR recommended creating a National Partner!)hip 

COllncillO promote such ,cooperarion thl'Oughout [he lederal service. The NPR realized that l~ 

tht:n (:xlc;tmg fcderallahor relations climate was a banie-I" to empowering-empJoyees 1O promote 

public service, Citing a 1991 GAO survey. it "charactedud [he eXisting bargaining processes <l.ti 

lllO ad\'crsarinl. h~)ggcd down hy litigati(/n ,}\"cr minute details. plagued by slow and lengthy 

dispute rC!'clhllion. and weakcncu by poor managemem.'· 

President Clinton created lhe Natiooal Pal1nershlp Council by E.O. 1287 I. issued on 

Oclt)fler I. 1993. The order directed Ihe NPC to "ad\'L~ the Presidem oo".supponing the 

cr~ation (if labor-management partnerships and promoting partnership eflbns in {he ~xecutive 

branch:· .' 

Since its. im.'eptiofl. t~ NPC has worked to introduce new pallnerships. and build on 

edsting ones. As part of its adyLr;\1fY responsibility to the President. it has conducted four unnual 

s.urveys (1994-1997) 1'1' federal management and union represcmath'cs. whkh have provided the 

basis for NPC reports to the President. 

The 1996 NPC SuPt'cr ill panicipants in L&hill:-ManagcmS!nl Parlm:rship~ documented th~· 

cxtcn~ive growth in partnership activity. The number of bargaining unit employe\!s in 

organizations co\'Crcd by partnership councils had grown (rom S5 percent in 1994. a year after the 
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regardless (If the existencc of councils or the known fa\"orablcnesslunfcm:)fuhlcness ollhe labur 

relations climate. 

In the summer of 1997. 1497 surveys were mailed to union and agency (i.e., managemenf) 

representatives. Altogelher, a total 0(668 usable s~rveys were returned by federal Iahor relations 

representatives from a broad cross-seclion of the fe~eral government, yielding a response rate of 

approximately 44,6 percenL Given that no follow~up mailing was attempted due to resource 

constraints, tht~ rate of return is deemed to be quite satisfactory. 

SAMPLE CHARACTERISTICS 

The (i68-person sample includes federal labor relations representatives from a diverse set 

go~rnmefll agencies and various levels (i.e .. national. regional, and local) of bargaining unit 

activity. l'nion and management were almost evenly represented in the sample. with 5{.5 percen~ 

of the respondents being union representatives and 48.5 percent of the respondents reprcsemin£ 

management. 

IIUnlon
48.5% 

.Management 

.. 
FIGURE 1; Respondenls 

The majority of the respondents represenled either managemenl or the emplo)'C'...es at thl..' , 

tocallcvci 02.5 percent of the sample) while a smaller portion of the respondents reported they 

represented their parlY at either the regional (l1.3 percent) or the n.tionalle,cl (12.7 

percent), A small percentage of the respondents rcp0t:ied they represemed their party at mult1pk 

levels (3.6 percent). 
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reponed satL"laction more often than union rcprcscm<lrives, See comparative gniphks below: 

49.4% 

rtVery Unsatisfied 

IlUnsatistioo 

W-Ieuttai 

[]Satisfied 

r:Nery Satisfied 

FIGURE 4A: Union Respondents FIGURE4u: Management Respondents 
, 

PARTNERSIl IP COUNCrLS AND AGREEMENTS: 

77.7 percent of [he respondents reported (hat. partnership council or a partnerShip 

agreement had tx:cn ~stahlished for the bargaining unit for \vhkh they were responsible. Of th? 

councils that had been established. the average length of their exislenee was slightly over three 

years, For lh,)sc workpla.:~s where a parinership agreement was in place, the average time it had 

ISSVES HANDLED BY TIlE PARTNERSHIP COUNCIL OR COMMITTEE 

Respondents were a..~ked to indkate the types of issues their council or commitlcc 

handled. Issues [hal had traditionally been handled by joint labor~manage.mem commiHces t.such 

u:'. health and safety} ,...ere reported as well as non-traditional issues (such as budget and Stafting 

k~\'els), Different i!lsues handied by the pal1ncrship coundt~ arc shown in the lW~) graphs shown 

hclo\\', The ."{ axis" indicates the percentage of respond en IS (with partnership councils) 

reponing lhat thelr co:nmiuee handled the particular issue. 
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foUI)IN-UP ql~cslion asked the partidpams !('I indicate whether or not the lahor-manag~t)lt!nt 

relationship had impro\'CO since the Exe!.'ulive Order, Results. {l", shown below, appear to indicate 

that the majority of the respnndenls have $Cen impro\'c01Cm In the nalUre of [he labor­

managcffiCm relationship since the issuance of the Exccutive Order. 

II Very Uncooperati\le 
5.9% 

• 	Generally Uncooperatlw 

II Neilher Coopera1i\{!' nor 
Uncoopemthe 

27.0% a Generally Coope~ti~ 

16.9% 	 IZI Very CoopemU", 

Figure 7: How cooperative was the relationship between management and the union priOl' 

to Executive Order 12871? 


II	Has De!eliora1ed Very 
Much1.2% 

• 	Has De1eriorated Some13.3% 

Ei Has not Changoo 

o Has Improwrl Some 

o Has Impro'vUd Much 

F'iGl!RE 8: To what extent has the labor-management relationship imprO\'oo since Executin' 
Order 1287] was Issued? 

LABOR.M,\XAGEMENT COOPER.~T]ON AND THE SCOPE OF PARTI<ERSIIIP 
COU"'CIL ACTIVITY 

We also hr(lkc down responses on coopcratiYcness between union and manag~mCnl 

n:prclicntalin~s. The data sh(rw that a sizable majority (60.2 percent) of uoton representative:: 

dC:..~ribcd the relationship a.'i previously uncoopcralivc~ while only 26 percent or management 

C(1I1CUt'I'l!d, In contra.st. 56.4 percent of the managemellt side found their prior labor-management 

relations to be cOIJperativc. 
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relationships and whether or not their councils handled the [5 items previously enumerated, \\ ith 

the exception l1f whelher the council proviJe-d gllidan~ to lower leyel cuuncils, Interestingly, 

councils were more likely to provide such guidance in situations wh~fc representatives perechoed 

their labor relations as unco!,,)pcrat1\,c {again. pre-199~}. 

Similarly. representatives' responses on whether the labor-management relationship has 

improved (or dClcrionlled) were compared to the issues rat'\ed in the partnership councils. 

Sc\'craf significant differences were found, Specilicaily. represematives who felt that their labOfw 
, 

management relalionships had improved wcre more likely to have partnerships that handled isshes 

relating to phystcal WOI'k environment. health and safety. training and Career development. 

reduction~UHorce, reorganization, customer ,~rvicc/prod.l1cthity. managing the partnership 

process. and providing guidance to lower level councils. 

RELATI01\Smr BETWEE!' TRAINING AND THE ISSUF,S THAT THE 
rARTNERSIIIP COt;NCIL HANDLES 

Representatives were asked to indicate whether or nOl they had rcct!ived training on 

Yariou;; Pl'l1ctss/suhstanth'c topics and the perceived u~fulness of SlK'h (raining, Tl!n specific 

h1pic'i were memioned. including general orienlation/training ab\wt workplace partnership, 

in!ercsl~bascd bargaining, employee involvement. ,"ustomer service, and:quality issues. Th(!sc 

rel'ponsc:z weft! compared to the types of issues that partnership counclis handled. The fJllowin~ 

signil1cam differences "'ere found with respeci 10 general orientation/training and issues hanuled' 

(I) Rcprcscn(<ltivcs who reponed receiving general tlric0!3llt):litraining ah;)u! wllrkpla-.;;; 

partl1c:!'ship were more likely to report their partnership ~ouncil handling the following i%ues: 

familr~triendjJ' workphlce policies. budget and staffing. reorganization. rccngincering. quaut)'. 

impr,wing customer scr\,ic\!/productivity_ managing the partnership process, and providing 

guidance to lower committees, 
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TABLE I 
'm,\INING AREA 

Jllter~t ('u..("m~r 	 I;roup T",nm
t,; t! rlt'rlll 	 ADR I""hllr Righl" Ihu1get Qualitl

n»r~ainio~ S~tvkf! F.u::i1!tation l\ui!rling 

hmily R.M!I;,nil,ation N...v.: T.....:Imoll\~y i'r\)(:llIcml."nl Prl...:ur'~'fl"ll: Nl/:w'l<'"chnv'JSY r:bnify Friendly H<:ullh lind Safety T! :lltHl1.l:tf t"llfcer 
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n W\,lri:p~'.. 
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,,,,,,,,,UUidml-:C 
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A verugc Score 
5 = Strongly Agree 

[(em 

A $efiSC of tairncss is associated with union­
managcm¢.nt dealings in this place. .un 
Employees have a positive view on joint union­

management committees here. 3.30 


Th~~re io; a gmlll deal of concern for the other party's 

point of \~ew in the union-management relationship. 3,60 


Employees generall)' view the conditions of their 

employment hero as fair. 


Those climale itcms for which there is the strongest expressed dis:1grc:em~nI inL1IH.iG: 

, A \'crage Score 

I =Strongly 


Item Disagree 


The parties regularly quarrel oyer minor issues, :!JU 

eninn and management in this organization tend to 

dislike: each other. 2.29 


:\lanagement vftcn opposes the changes advocated by 

unions herc. 2.69 


ESTABLlSm:-iG COOPERATIVE LABO R RELATIONS 

The respondents werc asked thc extent to which the panies suppOrt the estahlishrncm of 

more positive lahor relations. They were asked (0 choose one of the following three responses; 

gencntUy opposed 0); neutral (2); generally in favor (3), Umon memhcrs and otliciais, a.<:; a 

group. were perceived by the sample to Ix; somewha( more in fa\'or of positive lahar relatit)!l$ 

than management \vas perceh'ed to be. Union officials' meao score was 2.70 while managements' 

mean ~orc \vas 2.40. On (his particular measure. both side;.; {union and rnanagernenO seemed 10 
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on issues such as wages. hcnctils and grievances. 


PERFORMA"iCE·RELATEO MEASURES A1\O PARTNERSHIP EXPERIENCE 


R~spondcnts were asked to compare the period after their unit formed if lahof~ 

management partnership to the period before they funned a labor·management pal1fl1!rship and 

then indicate whether a number of performance \'ariab1es had changed since the pn>partnership 

peri~)d, A (otitt tlf 20 variahlcs were assessed using a five point scale that ranged from mu~h 

low", tI) to much higher (5). 

The top five variables that respondents indicated had moved to the higher cnd of the ,calc 

wer~: 

Variabk ~Iean Seon: 

Cnll\!l lnpl1l iul{l t)/',ganiZ'.Jti~l!laJ decl~iMS .vil 

Sharing ufinftitnution oy llIil!'l<lgemem 3.00 

Pn'olcm ~lll\'il~ rdati()n~hip oct\\ccn unil,)n 11:00 management :',60 

j\ lana,gemc!U U!'IdcfSUnding l~f llniOil rnlc. illtere~lS lIf1<.1llbjCL'tl\i!S :'<!$. 

t;ni')11 mcml:'ocr llfldcrstanJing of managemem'~ OfgJUl131iona{ jl'ltett!<m and f'fOOIt!Oh jA,"! 


The hi.lttom nvc variables lhal respondents indicated had moved tOward the lowt!r ~nd of the scale 

were: 

Vadables ~iean SCOff' 

Level (1"1' jtlh ~tturity 2_4fl 

.'\,jyersarial relaljtln!>.!iil" t"ctween maoagtlllem and uu;",r, It';;ctcnttip 2A!\ 

Rate of grkvan..:cs ?AQ 

\Va~;1!' 2.6'<i 
AJversarial reL.lli:.,oshlp hel\Veen s!jpetvl~()f.s 3M uni(!o mcmbtr~ 2,70 

Corrchuions were al'io run between the harmony and ho~tility climate mea$ures and lbe 

llo!rformance mcaSUi"<"!s, Selected results are reponed in Table 2 oclow. POSitiVe \.\)netattlln:-o: 

octwccn harmony and the performance tnCasures signify that higher levels ~)f lahor-managemcnl 

hann(my are aSSt'ciated with higher {'If improVed performance, Conversely. a negative COL rt!liltilln 

between hostility and performance meanS that as hostility increases, performance has sUffered. i.l.' .. 
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Appendix F 


1997 National Partnership Award Honorees 


.. 



1997 National Partnership Award Honorees 


t'or tbe 1227 National Partnership A,..r;1 (Alphabetical Qn!~r); 

1. 	 Department of the Army, Rock Island Arsenal, Rock Island, Illinois, the 
International Brotherhood ofPoliee Officers (AFL,CIO), Local 513; International 

, Association ofTool Crafiers, Local I; Federal Firefighters Association, Local 5; and the 
American Federation of Government Employees (AFI.-CIO), Locals 2119 and 2134 

2, 	 Department ofthe Navy, Supervisor o[Shipbuilding, Conversion, and Repair, 
Groton, Connecticut, and the American Federation of Government Employees 
(AFI~C!O), Local 2105 

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

4, 	 Department of the Treasury, U.S. Customs Service, Port o[Philadelphia, Philadelphia, 
Pennsylvania, and the National Treasury Employees Union, Chapters 110 and 135. 

5. 	 Department ofVeterans Affuirs, James A. Haley Veterans' Hospital, Tampa, 
Florida, the American Federation of Government Employees (AfL.CIO). Local 547, and 
the Florida Nurses Association (FNA), Tampa Professional Nurses Unit 

Eqr the 1227 National Partnership Award Honorable Mention Citation (Aillhabetical 
Qrd~r): 	 . 

1. 	 Department of the Treasury, U.S. Customs Service, HidalgolPharr Port of Entry, 
Pharr. Texas, and the 'Kational Treasury Bmployees Union, Chapter 149. 

2. 	 Department of Veterans Affairs, Medical.Center, Spokane, Washington, and the 
Nation.1 Federation ofFederal Employees, Local 164 I. 
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THE WHITE HOUSE 


WASHINGTON 


october 28, 1999 

MEMORANDUM FOR THE H!!!\DS OF EXECUTIVE DEPARTMENTS AND AGENCIES 

SUBJECT: 	 Reaffirmation 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 less, and makes a positive difference 
in the lives of the American people. That is why I issued 
Executive Order 12871, Labor-Management. Partnerships, and 
directed agencies to form par~nerahips with their unions; 
involve employees and union representatives as full partners 
in identifying and resolving workplace issues; provide training 
in consensual methods of dispute resolution; negotiate with 
unions over the subjects set forth in 5 U~S.C. 7106(b) (l); and 
evaluate bottom-line results achieved through partnership. 

~ith your hard work and support, we have made great strides 
over the past 6 years. In many agencies, unions and management 
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 also 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 Bteps to reaffirm my strong commitment to partnership and 
to renew my call for agencies to work with their unions to 
achieve the important objectives of the Executive 'order. 

First, I direct agencies to 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 resolved through 
consensus using interest-based problem-solving techniques. 
Agencies should aggressively seek training, facilitation~ 
and mediation assistance that can help foster an environment 
where partnerships can succeed and thrive. 



<, 
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Second, agencies are directed to report to me, through the 
Office of Management and Budget (OMS), on the progress being 
made toward achieving the goals of this memorandum and the 
directives set forth in the Executive order. Reports must 
be submitted by April 14, 2000, and annually th~reafter, and 
must be prepared with the involvement 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 customer 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 can 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 
coordination with OMB. to advise me on further steps that might 
be needed to ensure successful implementation of this memorandum 
and Executive Order 12811. 

This memorandum is intended 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. 
enforce~ble by a party against the United States, its 
agencies or instrumentalities. its officers or employees, 
or any other person. 



OFFICE OF !\1ERIT SYSTEMS OVERSIGHT AND EFFECTIVENESS 

Introduction 
As OPM downsized, \\'e strengthened our focus on our primary mission, which is to 
protect and enbance the merit system of government. One of the questions that we faced 
during reinvention was how to protect the merit system even as we deregulated and 
delegated many HR authorities. The issue was - and remains· how to strike a balance 
between flexibilily on the one hand and unchanging core principles on the other. 

The Office of Merit Systems Oversight and Effectiveness (OMSOE) was created in 1995 
to help achieve that balance. The Office is headed by an Associate Director, ",..ho reports 
to the Director of OPM, 

We now rely on the merit system prInciples (5 USC 2301) as the foundation for effective 
human resources management. Those basic principles guide our interpretation of the 
regulations we enfor~e, We still insist on enough consistency to ensure that agencies act 
in accordance with merit principles. but we altow enough flexibility to ensure that 
agencies foclls 0'.1 results, not process, 

Office of Merit Systems <h'ersight 
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 arc 
following the law with regard to hiring, pay, promotion and related personnel decisions, 
Our goal is to evaluate the merit system integrity of the 30 major departments and 
agencies on,lJ four·ycar cycle, and all the small agencies on a five~year cycle. We also 
audit deleg'atcd examining units and investigate allegations ofspecific merit system 
abuses. When problems arc found, we are prepared to 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 its 
authority to make such payments until proper procedures were in place (report on Export­
Import Bank attached). In another well~publicized case, we stopped the use of false duty 
stations and other blatant abuses of the merit system (report on NCUA attached). In 
short, we work cooperatively with agencies when we can and use our lega! authority 
when we must. 

To this end, we broadened the focus ofour agency evaluations. Rather than concentrating 
on case work (e.g., the classification of individual positions at specific installations), we 
began evaluating human resources management from an agencywidc and even 
govemmentwide perspective, We involved agencies in our evaluation planning sO we 
could addres~l their concerns in our reviews. As our collaboration with agencies produced 
more useful rcports, agencies ocgan to view our visits as valuable support rather than 
mere intrusion. 

Becausc of our on~silC presence in agencies. we began to be viewed as the eyes and cars 
ofOPM, able to collect infomlation that could be us~d to infonn HR policy makers. We 
began conduGting special studies dealing with govern:ncntwide HR issues such as 



balancing work and family responsibilities, using recruitment incentives, and ensuring 
fair and open competition. We now make our reports On such systemic issues available 
through our web site so that an agencies can benefit from our findings. (The following 
special studies are included in the Appendix: Achieving a Balance: Meeting Work and 
Family Ohligations,' The Three Rs.' Lessons Learned/rom Recruitment, Retention, and 
Relocation Incentive.,>: Opportunity Lost: Openness in the Employment Process; Poor 
Performers in Government: A Qw!stfi)r the True Story,' Downsizing in the Federo{ 
Governmem; Strategic Human Resources Management: Aligning with the Mission,­
HRM Policies and Practices in Title 5~Exempt Organizations: Deregulation and 
Delegation (ifHumon Resources Management Aurhority in the Federal Government.) 

The reinvention ofour overs.ight program took 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 
understanding with an agency, we limit aUf compliance activity (0 monitoring the 
agency's internal oversight program, unless there is a specific allegation or indication of 
'WTongdoing, This places accountability where it belongs and allows us- to concentrate on 
systemic issues and on agencies not yet ready to assume responsibility for their internal 
ovcrsjghL 

Office of Merit Systems Effectiveness 
As pan of the reinvention effort, the program offices within OPM were eliminating 
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 Hne managers was changing drmnatically. 
OPM was delegating HR authorities to agencies and encouraging redelegation to line 
managers1 many of whom were unprepared to take on these new responsibilities. At the 
same time, HR professionals were becoming tess able to provide the guidance managers 
needed. The occupation was downsized considerably during this period, with a 
significant loss of seasoned HR professionals, making it difficult for HR staff's to meet 
the challenge of supporting [he newly empmvercd managers. 

Without a Federal HR workforce that understands the changes in HR and has the 
competency to do business the new way~ there can ultimately be no reinvention of 
Federal HRM. Recognizing this, OPM commissioned in 1999 An Occuparion in 
Transition: A Comprehensive SlUdy ofthe Federal Human Resources Community 
(attached), The report confirmed what we had feared - that not only \\'as the current 
Federal HR workforce ill~cquippro to handle the emerging strategic and mission focus of 
HRM, it wa!> also less able to deal effectively with the technical HR issues that had been· 
its province for many years. . 

Both OPM and the federal HR community at large have taken up the challenge of these 
findings, OPM has embraced responsibility for the competence of the Federal HR 
workforce in its 2000 agency strategic plan, Under OMSOE kadership, it is also 
spearheading an interagency effort to heighten awareness of tbe problem and create tools 
to enable agencies to improve the quality 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 nine merit system principles. These, 
principles and the corresponding twelve prohibited personnel practices (5 USC 2302) 
provide a program foundation broad enough to encompass both compliance with Federal 
personnel law and the promotion ofeffective human resources management 

Consequently, much effort was focused from 1995 for\\'ard on making the princlpies 
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 puds and 
a video; as well as a stand-alone training module. Acceptance of these products has been 
strong. and we have seen a rise in mcrit principles awareness in our governmentwide 
surveys. 

We also undertook to emphasize agency seIf~as:sessmenl - what we call HRM 
accountability - as the necessary complement to increased OPM oversight activity. 
Ultimately. the most effective means for assuring Jegally compliant, resultsMoriented 
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 ofagency accountability systems a regular part 
of our agency on*site reviews. Another was to develOp - with agency inpUTS - guidance 
for agencies to use in developing {}f enhancing HRM accountability ,systems. The 
landmark document in this effort was the HRlvt Accountability System Development 
Guide, (attached) published in 1999. Tbis document laid out for the first time in one 
place step~byAstep guidance for developing and maintaining internal HRM accountability 
systems, In keeping with the emphasis of reinvented HRM on the critical role of the line 
manager. it also advocated shared responsibility for HR11 between HR staITs and 
managers, and showed how such sharing could be worked out in practice. 

Although it took OPM's accountability guidance to a new level. the System Developmeru 
Guide did not really break new ground in its: definition of HRM accountability. From the 
very beginning of the current HRM accountability program in 1995. we resisted the effort 
to define accountability as just legal compliance, Taking our cue from the National 
Performance Review, we insisted that there had to be an "accountability for results" 
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 ofHRM 
accountability; 

1) Legal compliance 
2) Efficient HR processes 
3) Effective BR~ programs 
4) Aligmnent with strategic goals of the organization 



These levels 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 HR!.\4, it can only exist on top of a foundation of legally compliant. 
efficient and effective HRM processes and programs. 

Onee this "hierarchy of accountability" was established) it WaS a short step to realizing at 
the agency level that a slightly modified version would serve as a powerful metaphor for 
OPM's new strategic emphasis on supporting aligrunent of HRM with the organization's 
mission. In June 2000, a few days after President Clinton directed Federnl agencies by 
Presidential Memorandum (attached) to align HRM \.\'ith their missions. OPM Director 
Lachance introduced OPM's human resources aligrunent pyramid, based directly on the 
accountability model described above (speech attached). This new direction was also 
documented in OPM's Strategic Plan (September 2000 revision), wnere a strategic 
objective was added [0 "'align ...humao resources management (HRM) with agency .. 
miSSIon ... 

~, 

Reinvention or Federal HRM also took another, somewhat distinct path in OMSOE 
during the Clinton years. The personnel demonstration project authority (5 USC 4703), 
in existence since the Civil Service Reform Act of 197&, entered into a period of 
unprecedented activity. Demonstration projects pennit the testing of important 
innovations in Federal HR.\1 by aHowing waivers of most provisions of title 5. During 
the 19905, ongoing projects such as those at Navy (China Lake), the National Institute of 
Standards and Technology (NIST), and the Department of Agriculture were identified as 
successful and made permanent in their ,agencies. With the addition of the Department of 
Defense Laboratory and Acquisilions Worktbrce demonstration projects in the mid-'90s, 
(he total numbers of Federal employees participating in "permanent'· and experimental 
demonstration projects rose to approximately 43,000. . 

The rigorous: evaluations required for each of these demonstration projects led to findings 
that greatly enhanced our knowledge of the effectiveness and ultimate value ufthe 
innovations lested. They also provided a valuable source of infonnation and analysis that 
could be used to address the concerns ofemployees or groups ofemployees who believe 
they may have been treated unfairly by the experimental systems tested under these 

. projects. 

In 1999, OMSOE's demonstration project unit was refashioned into the Center for 
Human Resource Innovation. In the process it reoriented its. mission to encompass the 
collection and dissemination of ,nformiition about HR innovations of all types, including 
those permitted currently under title 5 and therefore not requiring a demonstration Pl'ojC(;( 
to implemen1., 

In direct support ufthe reinvention of Federal HRM, demonstration projects served 
throughout the 8 years of the CUnton Administration as laboratories for change, testing 
innovations 1hm could improve HRM across Government More recently, OMSOE's 
CHRI has sllpportui the same mission by disseminating to Federal agencies vital 
infonnation about HR innovations of all sorts. As the Clinton years came to a close, 



OMSOE continued to advocate for proposals that would improve the demonstration 
authority by streamlining the project approval process and making it easier to makc 
successful projects permanent in their host agencies, . 

Office of Workforce Information 
The Office of Workforce Infonnation (OWI)joined OMSOE October 1,1997, as part of 
the final phase of OPM's reorganization, OWfmanagcs the Central Personnel Data File 
(CPDF) and serves as the primary national source for Federal civiIirm employee statistics. 
The file dates from 1972 and currently covers 1,8 mrUion employees, primarily in the 
Executive Branch of government. Program offices within OPM, central management 
agencies, the White House) the media, maoy acadenlic researchers, and members of the 
public routinely rely on CPDF data. 

The Cllnton Administration's desire to make government's information more easily 
available to the publkcoincided with the dramatic grov.'th of the Internet and the world 
wide web. We built a web-based CPDF Query and analysis tool called FedScopc that 
allows users 5e1f~serve access to non-sensitive Federal employment infonnation. 
FcdScope went "live" In October 2000, adding an extra dimension to OWl's many other 
statistical offerings avallabie through www.opm,gov, 

www.opm,gov

