XVIl. Personnel and Professional Development

Human Resources

The State Department's workforce changed substantially in size and composition
front 1993 to 2000, in response to decreased federal funding, the reinventing government
program, the downsizing of federal agencies, the emergence of global issues, the
reorganization of the Department, and the dramatic pelitical events following the end of
the Cold War, A table showing the Department's employment levels is at the end of this
section. '

Recruiiment and Personne! Reform

Discussions took place on a strategic approach 1o recruitment that would provide
the Department with a diverse, high caliber workforee able to adapt to the demands of
rapidly evolving American intercsts abroad. Under the Department’s "Co-0p in
Residenge” program, the Burcau of Personnel hired studonts at New Mexico Statg
University and Howord University to serve as pari-time recroifers,

I February 1994, Under Sceretary for Management Richard Moose formed a
Civil Service Advisary Group comprised of Department employees from all grades to
advise on professional issues relevant 1o the Civil Service. Other initiatives undertaken
by the new administration included the establishment by Director General Genta
Hawkins Holmes of a Civil Service Career Development Design Team, As the Civil
Service beearme more active, 8 1994 election resulted in AFGE Local 1534 being chosen
as the burgaining unil for Civil Bervice employees at the State Department, The
restruciuring of the foreign affairs agencies also created additional job mobility for Civil
Service employees through greater opportunities for excursion tours, and career
opportunities overscas for spouses also expanded,

Responding to a Presidential cxecutive order on federal-lubor management
relations, the Department and the American Foreign Service Association {(AFSA)
established a Labor-Management Partnership Council tn 1993, A similar Partnership
Council wos formed at USIA with AFSA and the Civil Service Undon AFGE. The
partnership agreement at $ate resolved to "involve open sharing of informatios at the
carliest pre-decisional siate, thereby engendering mutual trust and respect and allowiag
the greatest participation in problerme-solving, o better promote the Departments
ohjectivey”

In September 1994, in accordance with Executive Order 12584 (1986), the
Department began random drug esting in the Washington meiro arca,

fn November 1994, the Director General formed working groups to address Civil
Service reform. By December goverameni-wide downsizing wag in {ull swing, Inils FY
1993 budgpet, the Department proposed 1o accomplish 11% goals with 366 fewer positions
than in the previous year, Position cuts were recommended under every heading in
diplomatic and consular programs with the exception of medical services, which
remained static, The goals of the downsizing were to "reduce stafT and create a more
flexible managernent structure, appropriate to the Depatument's foreign policy
responsibilitics with mare authority at operations levels and more attention to goals and
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performance;” "right-stze” the overseas structure while maintaining essential U,
representation and preserving the ability to conduct foreign affairs; and "increase the
Department's focus on people: a smatler, better-managed workforce that encourages
diversity, career development and teamwork.”

Downsizing proceeded in 1995 with the implemeniation of five buyout programs.
Diclayed buvouts approved for 1996 and 1997 resulted in the voluntary separation of
more than 600 employees from the Department of State. (From 1993 {0 1997, the U8,
Information Agency also lost almost 2,000 positions through reductions in force and
downsizing.} The Office of Overseas Employment in the Bureau of Personnel wag
established in order o conselidate the management of all locally hired employees at
OVCISeas missions.

In November 1996, the State Department established the Civil Service to Foreign
Service Hard-10-Fill pilot program to fill Foreign Service positions that had received no
bids, and to give Civil Service employees an opportunity 1o serve on tlemporary ours..
The following month, the Civil Service performance appraisal process was revamped and
changes were made to the Departiment-wide awards program.

During 1997 both State and USIA implemented the President’s Welfare-to-Waork
Program and began 1o employ workers who were being moved into the working
ceononty. Nevember {997 saw the announcement of the Civil Service to Forcign Service
CONVETSion program,

ln 1999 the Department released the McKinsey "War for Talent” study. The
study emphasized that altracting, keeping, and developing talented employees, both in the
Foreign Service and Civil Service, should be a top priority for the Depariment. The
Department also faced the pending retirement of baby boomers from the ranks of the
Civil Service. In 1999 the Sentor Exccutive Career Candidate program and the
Leadership Competencies Development Inliative were launched 1o begto grooming the
Department's future Civil Service leaders and managers. Alse in 1999, after several
months of negotiation, the State Department signed its fiesteever labor contract with the
American Federation of Government Employees, which covered about 6,000 Civil
Service smployees.

Following the bombing of the {1.8. Embassies in Nairobi and Dar es Salaam in
1998, the Overseas Presence Advisory Panel (OPAP) was formed to look at the way
Amgrica organized is activitics overscas. Personnel issues were a large factor in this
study. The OPAP report released iy 1999 made a series of recommendations for
personnel reform, many of which echoed recommendations from the McKinsey repon,
including fasier promotions, more honest emplayee evaluations, greater spousal
sraployment, and greater use of forcign national talent at post. In 2000, a 360 Degree
Evaluation pilot program was launched to provide confidential feedback and improve
talent and leadership/ managanent skills of individual employces as part of the “War for
Talent.” '

An OIG imspection 1n 1997 had recommended that the Department revise its bard
language incentive progrant o encourage more repeat tours. After 2 years of research
and acgotiation with the American Foreign Service Association (AFSAY, the Department
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inaugurated on October 1, 1999, its new language incentive program, which rewarded the
use rather than the study of hard languages.

Both the McKinsey and OPAP reports recommended that the Depariment
consider new methaods to bring people into the Foresgn Service, In response to their -
rccommendations and to provide for more flexible and rargeted intake of Forgign Service
officers, the Alternate Exam pilot program was establizhed in May 1999, After several
very lean hiring years, the Department completed its FY 1999 hiring cycle with a record
intake of 313 Junior Officors and 600 Foreign Scrvice Specialiats {including security
officers). Nine hundred student interns were hired domestically and overseas.

As part of an effort o strengthen the carcer Civil Serviee, ten Civil Service
professionals were recruited in February 2000 for State’s now Career Entry Program
{aimed initially at six targeted occupations). A new policy governing Civil Service re-
cmployment rights was implemented to provide Department-wide rights to Civil Service
employees serving on Porcign Service excursion lours overseas,

In May 2000, Sceretary of State Albright changed the name of the Burcay of
Personne] to the Bureau of Human Resources.

Restruciuring of the Foreign Affairs Agencies

Less than 2 weeks alter laking office, Secretary of State Warren Christopher and
Deputy Secretary Cliflon R, Wharton, Jr. undertook a reorganization of the Department
as called for by “State 2000; A New Mode for Managing Foresgn Aflawrs,” a 1992
internal study. The new structure mcluded the creation of an Under Secretary of State for
Global AlTawrs.

Vice President Gore miet with State Department employees 1o May 1993 1o
discuss the "reinventing government” program. Later in the yeur, discussions began on
the consolidation of the Agency for International Development {AlID), the Armg Control
and Disarmaoment Agency {(ACDA), the UL.S. Information Agency {USIA), and the State
Department into one foreign affairs agency. After 3 years of debate about the scope and
timing of the reorganization, the Foreign Affairs Refonm and Restructuring Act of 1958
was passed. It ordered the merger of USIA and ACDA with the State Department; the
Broadcasting Board of Governors and AID would remain scparate. The personne] offices
of the three agencies developed an orderly and fair transition {or the thousands of
emplovees who would be absorbed into the State Department,

ACDA merged with the Department of State on April 1, 1999, followed by USIA
on October 1, 1999, More than 1,800 Foreign and Civil Service employees and 2,000
Foretgn Service Nationals were "cross-walked” into appropriate burcaus and offices
throughout the State Department. (More detail on the integrations is in Chapter 11.)

Family Friendly Policies

Ag the reorganization of the Deparimaont progressed, its policies came o
encompass emplovees’ growing focus on family needs, including carcer stability for
spouses. In March 19894, the Professionsl Associates Program was established to provide
portable benefits for Foreign Service spouses. The Department also implemented the
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“Rockefeller Amendment” allowing embassies and consulates to employ expatriate
American citizens in positions formerly available only to foreign nationals.

[ 1994 the Department established a permanent emergency relief fund for
Foretgn Service Nationals o provide employees in Washington and at posis overseas a
way to demonstrate their appreciation and support for Foreign Service National
colleagues who found themselves in need of emergency relief.

In May 1996, the Depantment opencd its first on-site child care center in
Columbia Plaza, and in 1998 a partnership agreement was signed with the National
Science Foundation 1o provide ncar-site child care for Department enmiployees at Ballston
center.

During 1998, a job share program for Foreign Service emplovees in domestic
tours and the Family Member Appointment, which provided aceess to retirement and
other benefits to cligible family members working at cmbassies and consulates, were
initiated. '

In October 1999, the Office of Casualty Assistance was established in the Bureau
of Personne! as a result of the embassy bombings in Nairobi and Dar ¢ Salaam.

[n response to growing concerns among State Department employees, the
Department established an eldercare coordinator and working group in 1999, and in May
2000 a resource referral service was inaugurated to assist employees worldwide with
child care, adult care, education, and other personal needs by telephone, e-mail, and the
Idernet.

Also in 2000, the Department adopied its first telecommuting policy and
smplenyented a new home leave policy allowing employees returning to Washington
assignments to take 5 (instead of 3) weeks of home leave. In October a new alternative
work schedule was approved for domestic implementation. The monthly transit subsidy
program (Metrocheck) was oftered to all domestic employees as was an cldercare travel
benefit allowing employees to come home to assist parcnts whose health bad broken
down.

Department of State Employment Levels, 1993-1999

The figures for 1%99 in the chart below include ACDA employees but not USIA
employees since the merger of USIA with the State Department did not take place until
FY 2000 (October 1999}, The figures for 2000 do include all USIA employecs.

1993 1994 1998 1996 1997 199§ 1994 2000

Civil Service 5,545 | 5364 1 S1é6 1 3,050 | 5,136 | 5,134 | 5500 | 6,580
gmployees

Foreign Service 5671 4877 | 4,730 4,061 4,453 4,443 4,492 5,193
Crenershisis .

Forsign Service | 3.671 | 3,572 | 3,428 | 3,288 | 3,219 t 3266 | 33579 | 3778
Specialists
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Training Programs

During the Clinton administration, the Foreign Service Institute {M/FST) was
located organizationally under the Under Secretary for Manugement. Headed by a
Director appointed by the Scerctary of State, the Institute was created under the Foreign
Service Act with the primary mission to promote career development within the Foreign
Service and to provide necessary training and instruction in the field of foreign relations
to members of the Service and employees of the Departmment and other agencies. The
Institute also provided training to family members accompanying employees abroad and,
over time, had its authoritics expanded to include training, under certain circumstances,
on a reimbursable basis to foreign governments (o support the promotion of democracy
worldwide, Through 2062, the Institute had pilot authorities under which it may provide,
on a space available and reimbursable basis, fraining to Members of Congress, legislative
anct judicial branch employees, and certain U.S.-private businesses on a hmited scale.

The signature event for the Foreign Service Institute during the Clinton years was
the October 1993 dedication and opening of the National Foreign Affairs Training Center
(NFATC), situated on the 72-acre Arhington Hall Station property in Arlington, Virgima.
NFATC was the only U.8. government training facility dedicated to foreign affairs.
Students from mere than 40 U8, government agencics and the ULS. military service
branches attended training at the Foreign Service Institute during the Clinton
administration, primarily in preparation for assignmenis a8 US. diplomatic missions
abroad. In 1993 FSI had sbout 14,000 enroliments a year equaling 1.8 million training
heurs. By 2000 enroliments had more than doubled and training hours had increased
aver 23 peresnt.

I line with Clinton administration efforis to promote the expansion of technology
in the workplace, the Foreign Service Institute steadily refined both program content and
deltvery mechanisms by introdocing distance learning and computer-based training
through multimedia products and Internet- and Intranet-based training, and by taking
tramning into the ficld, FSI tained more people in shorter time by compacting courses in
response 1o modern workforee needs.

it 1997 the Foreign Service Institute had another milestone—its 50th anniversary.
At the time, Seorstary of State Madeline Albright said of the continuing importance of
diplomatic training "It was said in the 19th century that Great Britain’s wars were won
on the playing fields of Eton. | believe that American wars in the 21st century are being
prevented in the classrooms of FSL Here, the skills of modern diplomacy are taught,
Here, the ability 1o turn the raw matenial of information into the finished product of
American policy Is developed. Here, the knowledge that will inform the peacemakers of
fomorrow 18 conveved. And here, Ameriea’s future Kennans, Bunches, Athertons,
Newsoms, and Pickerings are produced,” (State Magoazine, May 1997, p. 2}

The years of the Clinton administration coincided with a decling in the
Department of State’s resources, leading to cuts and streamiining throughout the agency,
as well a3 initiatives such as the National Performance Reviow and reducing government
size. The Foreign Serviee Institute played an important part in the Department’s effort to
build a culture of change by offering new courses on managing change, re-enginesring,
teambutiding, and leadership. FSI addressed its own need to downsize and consolidate
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by combining its School of Area Studies and its School of Professional Studies in April
1996, and by creating a School of Applied Information Technology and the Career
Transition Center in October 1996 as programs were realigned and consolidated from
other Department bureaus. And, in October 1999, with the restructuring of the foreign
affairs agencies, the Foreign Service Institute absorbed pubhic diplomacy training as the
118, Information Agency was integrated into State,

The Foreign Service Instifute’s curriculum addressed the priorities established by
the Clinton administration: global competitiveness, reducing weapons of mass
destruction, human rights, worldwide environmental concerns, and the continued
promotion of democracy. In addition, in response to world events, panels and
conymissions were convenad 1o look at the future of modern diplomacy and the
Departiment of State. In the wake of bombings at 1.8, Embassics in Africa, FSI
constituted a vigorous Crisis Management Training program to gxercise posts in
Emergency Action Plans designed to respond to both political and natural erises,

The McKinsey “War for Talent” report and the report of the Overseas Presence
Advisory Panel, both released in 1999, presented persuasive casces for the Department to
plan for future leadership so that it could retain effectivencss into the 21st century. FSI
worked with the Director General of the Foreign Service and Director of Fuman
Resources to foster a more pro-training mindset and address the concerns of the post-
“haby boom” workforce. And in the final vear of the Clinton administration, FSI
‘established a Leadership and Management School o frain future policy makers and
ANEYors,



