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PREFACE

DEPARTMENT OF STATE

The chapters in this volume provide information concerning organizations in the Department of
State, including the Office of the Secretary of State, the Under Secretary for Political Affairs, the
Under Secretary for Economic, Business, and Agricultural Affairs, the Under Secretary for Arms
Control and International Security, the Under Secretary for Global Affairs, the Director of Policy
Planning, the U.S. Agency for International Development, the Bureau of European Affairs, the
Bureau of Near Eastern Affairs, and the Bureau of East Asian and Pacific Affairs.

Each chapter is designed to serve as a stand-alone reference for a specific organization and its
role in national security processes.  Chapters are presented in standard format to permit
comparisons and facilitate research.  That format is:

• An executive summary that provides an organizational overview and
observations.

• Section 1 identifies the legal basis for the organization and significant
organization and interagency directives.

• Section 2 notes the major responsibilities of the organization, identifies
subordinate organizations, and delineates the organization's major products.

• Sections 3 and 4 deal with the vision, strategy, values, culture, leadership, staff
attributes, and structure of the organization.

• Section 5 discusses the organization's formal role seven key processes.

• Section 6 provides information on the organization's roles in informal
processes.

• Section 7 outlines the responsible Congressional committees, the budget, and
the personnel strength of the organization.

• Section 8 provides observations on ways in which the organization contributes
to national security.

Descriptions of organizations deemed most significant in terms of the current national security
apparatus include matrices that relate products and roles to processes.  Process maps have been
added as appendices for these organizations. Where it may be helpful for readers to consult other
chapters to gain a more complete understanding of particular concepts or issues, the appropriate
references are included in the text or in footnotes. An acronym glossary is included at the end of
Volume VII.
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The entire series consists of seven volumes:

• Volume I contains descriptions of the overarching interagency and inter branch
processes as well as key observations on organizations and processes;

• Volume II contains chapters on the Executive Office of the President.

• Volume III contains chapters on key Congressional Committees.

• Volume IV provides descriptions of key Department of State Organizations.

• Volume V discusses Department of Defense organizations.

• Volume VI covers intelligence community organizations and activities.

• Volumes VIIa and VIIb describe Executive Branch organizations not covered
elsewhere.

These volumes are based on comprehensive searches of available literature, laws, and directives
and extensive interviews with current and former practitioners.  Research included both formal
and informal processes.  There is sufficient information on each organization to fill several
volumes, thus the synthesis of this information focuses on national security processes as defined
by the U.S. Commission on National Security/21st Century.
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EXECUTIVE SUMMARY

Office of the Secretary of State (S)

Overview

The Constitution invests in the President foreign policy making powers by granting that
office the authority to negotiate treaties and appoint ambassadors.  To assist the President in
discharging his foreign affairs duties, Congress established the position of Secretary of State in
1789.  The Secretary of State (S) is the President’s principal foreign policy advisor, and
coordinates all international affairs activities of the U.S. Government, including the preparation
of the portions of the President’s Budget that deal with international affairs activities—
collectively known as Function 150. S is a statutory member of the National Security Council
(NSC) and participates in the deliberations of the NSC Principals Committee (NSC/PC).

In addition to advising the President and coordinating the international activities of the
U.S. Government, S is responsible for the conduct of U.S. diplomacy; international negotiations,
including treaty formulation and representation of U.S. interests abroad; granting and issuing
passports to U.S. citizens and ensuring their safety overseas; supervising the administration of
U.S. immigration laws abroad; and promoting the economic well-being of the United States
abroad.  S oversees the Foreign Service of the United States and the Department of State and
ensures that they carry out their mission.  The current Secretary characterizes diplomacy as
“America’s first line of defense.”

S is supported in her role by an Office of the Secretary of State, whose functions were
formalized by Presidential directive in 1993.  The primary responsibility of this office is to
manage the decision making process of the Secretary and her top advisors, including the Under
Secretaries of State and the Assistant Secretaries of State.  The Office of the Secretary of State
also manages the State Department’s Operations Center, which coordinates the State
Department’s operational responses to crisis situations around the world, by alerting and briefing
key State Department officials, distributing sensitive information, managing interagency
communication, and arranging for any immediate personnel movement necessitated by the crisis.

The core competencies of the Secretary of State are diplomacy, providing foreign policy
advice to the President, and understanding the international environment and applying influence,
persuasion, and negotiation to protect and advance U.S. interests abroad.  The core competencies
of the Office of the Secretary of State are management of decision-making processes, and crisis
management.

Organization

The Office of the Secretary of State is composed of S, the Deputy Secretary of State (D),
the Chief of Staff, and the Executive Secretariat.  The latter includes an Executive Office, the
Operations Center, the Secretariat Staff, and the Record Management Office.

In addition to this immediate staff, S and D directly supervise the six Under Secretaries of
State:  Political Affairs (P), Economic, Business, and Agricultural Affairs (E), Arms Control and
International Security (T), Management (M), Global Affairs (G), and Public Diplomacy (R).  
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The Clinton Administration has designated the Under Secretaries as the Department of
State’s Corporate Board, charging them with providing management advice to S.

The Under Secretaries oversee the work of 26 regional and functional Bureaus, each
headed by an Assistant Secretary of State.  In the current Administration, however, the Bureaus
are empowered to report directly to D and S on the policy issues for which they are responsible.

Nine additional Bureaus and Offices, each headed by an official at the Assistant Secretary
level, report directly to D and S: the Ambassador at Large and Special Adviser to the Secretary
of State for the Newly Independent States (S/NIS), the Director of Resources, Plans and Policy
(S/RPP), the Inspector General, the Director and Staff of Policy Planning (S/P), the Legal
Adviser (L), the Assistant Secretary for Legislative Affairs and staff (H), the Assistant Secretary
for Intelligence and Research (INR), the Chief of Protocol (S/CPR) and the Coordinator for
Counter Terrorism (S/CT).

Organizational Products

The major products of the Office of the Secretary of State are foreign policy advice for the
President and guidance to the international affairs community within the U.S. Government.  That
guidance takes a number of forms:

• The Secretary of State reviews and approves the State Department’s input to the
National Security Strategy.

• The Office of the Secretary drafts the International Affairs Strategic Plan (IASP),
which provides a broad policy framework for the international affairs activities of all
U.S. Government Agencies, and the State Department’s Strategic Plan, which guides
the program planning process within the Department.

• The Secretary provides policy guidance to U.S. Missions abroad by approving and
signing guidance cables.

• The Secretary and Deputy Secretary bring foreign policy considerations to bear in
the interagency process for national security through their membership respectively
on the NSC/PC and the NSC Deputies Committee (NSC/DC).

• The Secretary explains and at times establishes foreign policy priorities through
speeches, interviews, and congressional testimony.

The Office of the Secretary of State also oversees the preparation of the Function 150
Budget and maintains diplomatic readiness by supervising State Department and Foreign Service
personnel and training policy, and ensuring a capable infrastructure.  Finally the Secretary
undertakes diplomatic missions on behalf of the U.S. Government.
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Role in Formal and Informal Processes

The matrix below summarizes S’s involvement in the key national security processes:

Notes:  NSS = National Security Strategy; IASP = International Affairs Strategic Plan; BPP =
Bureau Performance Plans; ABC = Albright, Berger, Cohen; NSC/PC = National Security
Council Principals Committee.

Strategy Development.  S reviews and approves the State Department’s input to the
NSS.  The Office of the Secretary and S also prepare and release the IASP and the State
Department Strategic Plan.  S chairs informal, off-the-record dinner discussions with U.S.
Government officials and independent experts to examine emerging policy issues and explore
alternative strategies for addressing them.

Policy, Guidance, Regulation.  S provides policy guidance to the Department and all
U.S. Government Agencies involved in international activities through the IASP and State
Department Strategic Plan.  S also signs guidance cables and approves weekly core talking
points, prepared by the Office of Policy Planning, on key policy issues for U.S. Missions abroad
and State Department officials.  S sets and explains U.S. foreign policy through speeches,
interviews, and testimony.  S also guides the foreign policy process by reviewing Bureau
Performance Plans (BPPs), which describe the program priorities of State Department regional
and functional Bureaus, and by supervising the formulation of the Function 150 Budget.  Finally,
S contributes to policy formulation in her role as an advisor to the President and as a member of
the NSC/PC.
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Planning.  S contributes to planning activities within the Department and throughout the
interagency by establishing planning objectives in the IASP and State Department Strategic Plan
and reviewing BPPs.  S participates in planning as a member of the NSC/PC.

Mission Execution.  S executes diplomatic missions on behalf of the President.

Observation, Orientation, Oversight.  S orients the international affairs activities and
programs of the U.S. Government by producing the IASP and Department of State Strategic
Plan.  S coordinates agendas and policy issues with the Secretary of Defense, the National
Security Advisor, the Chairman of the Joint Chiefs of Staff (CJCS), the Director of Central
Intelligence (DCI) and the U.S. Representative to the United Nations through weekly lunch and
breakfast meetings and at meetings of the NSC/PC.  S exercises oversight over the activities of
all U.S. Government Agencies involved in international affairs by coordinating the Function 150
Budget.

Preparation.  S is responsible for ensuring U.S. diplomatic security and diplomatic
readiness, including Foreign Service personnel levels and training, maintenance of the State
Department and U.S. Missions buildings and information technology.

Resourcing.  S coordinates the preparation of the Function 150 Budget.

Observations

Limited Control over Other Agencies’ International Affairs Activities.  Despite the
authority invested in the office to coordinate the international affairs activities of the U.S.
Government, the Secretary’s actual control over other Agencies is limited.  While S is
responsible for assembling the Function 150 Budget request, it does not control the international
affairs resources managed by other Agencies.

Importance of Mission Performance Plan (MPP) for Interagency Program
Coordination.  As additional U.S. Government Agencies have assumed international
responsibilities and have increased their representation at U.S. Missions abroad, the MPP
becomes an important tool to coordinate their activities.  A 1997 General Accounting Office
study found that improved communication links between U.S. Missions abroad and Washington
occasionally cut the State Department out of decision making in areas where other Departments
had program responsibility.  In this context, the MPP plays a crucial role as an integrator of the
efforts of all the Agencies represented at the Mission. As the efforts of the U.S. Government in
national security expand to non-traditional areas, such as the environment and legal issues, the
State Department should continue to strengthen its planning process based on the MPP.
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ORGANIZATIONAL DESCRIPTION

Office Of The Secretary Of State (S)

“Diplomacy is America’s first line of defense.”1

1.  Legal Specifications, Authorizations and Responsibilities

A.  General: The Constitution gives the President foreign policy making powers by
investing in that office the power to make treaties and appoint ambassadors and other officials
with the advice and consent of the Senate.  To assist the President in the conduct of foreign
relations, Congress established the position of Secretary of State in 1789 (1 Stat. 28.)2  The
Secretary of State, appointed by the President, functions as the President’s principal foreign
affairs advisor and as such coordinates all U.S. Government international affairs activities.  The
National Security Act of 1947, which established the National Security Council, establishes the
Secretary of State as a statutory member of the National Security Council, together with the
President, the Vice President, and the Secretary of Defense.

In 1993, the Clinton Administration established by directive the Office of the Secretary of
State as a specific entity charged with providing “a framework for high-level decision making
and [enabling] the Secretary and the Deputy to establish an operational agenda for Under
Secretaries, Assistant Secretaries, and other senior officials.”3  The directive also placed a
number of new and existing Bureaus under direct authority of the Office of the Secretary of State
to assist it in discharging its duties.

B.  Authorizing Statutes: Title 22, Chapter 38 of the U.S. Code governs the conduct of
foreign relations.  Section 2656 of Chapter 38 assigns the Secretary of State responsibility for the
management of foreign affairs as directed by the President while Section 2651(a) authorizes the
Secretary of State to administer and direct the Department and the Foreign Service by
promulgating “such rules and regulations as may be necessary.”4

C.  Department Directives: Section 1 FAM 021 of the Foreign Affairs Manual outlines
the responsibilities and authorities of the Secretary of State (detailed below).  As noted above,
the first Clinton Administration issued a directive establishing the Office of the Secretary of
State as an organizational entity with specific responsibilities and oversight over 12 additional
offices and Bureaus.5

D.  Interagency Directives: Presidential Decision Directive (PDD) 2, the Clinton
Administration’s directive establishing the composition and organization of the National Security
Council, prescribes that the Secretary of State will be a member of the Principals Committee of
the National Security Council (NSC/PC).  The NSC/PC is charged with reviewing, coordinating,

                                                
1 U.S. Secretary of State Madeleine Albright, quoted in Steven Mufson, “State Department Faces Further Cutbacks,”

Washington Post, September 30, 1999, pg. A21.
2 United States Department of State website, http://www.state.gov/www/about_state/history/officers/secstate.html#creation.
3 Secretary of State Warren Christopher, “Department of State Reorganization: Message to State Department Employees and

Implementation Directive on Reorganization.”  U.S. Department of State:  Washington, DC, February 5, 1993.
4 The United States Code.  Title 22, Chapter 38.
5 Secretary of State Warren Christopher, “Department of State Reorganization.”
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and monitoring national security policy making and implementation.  Additional information
regarding PDD 2 is included in the “Overarching Process” section of this report.

2.  Mission/Functions/ Purposes

A.  Major Responsibilities: The duties and responsibilities of the Secretary of State
include:6

(1) Serving as the President’s principal adviser on U.S. foreign policy  [Key
Process Relation: Strategy Development; Policy, Guidance and Regulation; Planning; Mission
Execution; Observation, Orientation, and Oversight; Preparation; Resourcing];

(2) Conducting negotiations relating to U.S. foreign affairs [Key Process Relation:
Mission Execution];

(3) Granting and issuing passports to American citizens and exequaturs to foreign
consuls in the United States [Key Process Relation: Mission Execution];

(4) Advising the President on the appointment of U.S. ambassadors, ministers,
consuls, and other diplomatic representatives [Key Process Relation: Policy, Guidance and
Regulation; Planning; Mission Execution];

(5) Advising the President regarding the acceptance, recall and dismissal of the
representatives of foreign governments [Key Process Relation: Policy, Guidance and Regulation;
Planning; Mission Execution];

(6) Personally participating in or directing American representatives to
international conferences, organizations, and Agencies [Key Process Relation: Mission
Execution];

(7) Negotiating, interpreting, and terminating treaties and agreements  [Key
Process Relation: Policy, Guidance and Regulation; Planning; Mission Execution];

(8) Assuring the protection of the U.S. Government to American citizens,
property, and interests in foreign states [Key Process Relation: Policy, Guidance and Regulation;
Planning; Mission Execution];

(9) Supervising the administration of U.S. immigration laws abroad  [Key Process
Relation: Mission Execution];

(10) Providing information to American citizens regarding the political,
economic, social, cultural, and humanitarian conditions in foreign countries [Key Process
Relation: Mission Execution];

(11) Informing the Congress and the American citizenry on the conduct of U.S.
foreign relations [Key Process Relation: Mission Execution];
                                                
6 “Duties of the Secretary of State,” Fact Sheet released by the Bureau of Public Affairs, October 1997, U.S. Department of

State.
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(12) Promoting beneficial economic intercourse between the United States and
other countries [Key Process Relation: Policy, Guidance and Regulation; Planning; Mission
Execution];

(13) Administering the Department of State [Key Process Relation: Policy,
Guidance and Regulation; Planning; Observation, Orientation, and Oversight; Preparation;
Resourcing];

(14) Supervising the Foreign Service of the United States [Key Process Relation:
Policy, Guidance and Regulation; Planning; Observation, Orientation, and Oversight;
Preparation; Resourcing].

B.  Subordinate Agencies and Activities: The Foreign Affairs Reform and
Restructuring Act of 1998 (PL 105-277) placed three Agencies that until then had been separate
under the control of the Secretary of State.  The Arms Control and Disarmament Agency
(ACDA) and the U.S. Information Agency (USIA) were abolished as independent Agencies.
ACDA’s functions were merged into State and placed under the redesignated Under Secretary
for Arms Control and International Security (for information on the Under Secretary for Arms
Control and International Security, see Chapter 4 in this volume.)  USIA’s functions were
transferred to two Bureaus under a newly established Under Secretary for Public Diplomacy and
Public Affairs.  The U.S. Agency for International Development (USAID) remains an
independent Agency with a separate appropriation, but its Administrator now reports directly to
the Secretary of State and receives guidance from her.7  (For additional information on USAID,
see Chapter 7 in this volume.)

The Foreign Assistance Act of 1961, the Peace Corps Act, and the Foreign Military Sales
Act grant the Secretary of State supervisory and coordinating authority over the overseas
activities of other Agencies of the U.S. Government.  Thus, the Secretary of State oversees Peace
Corps activities, economic assistance, military assistance, military education, training programs,
and military sales.

C.  Major Products: S’s major products are foreign affairs advice to the President,
international negotiations, and foreign policy guidance to all U.S. Government Agencies with
international programs and objectives.

3.  Vision and Core Competencies

A.  Vision: In recent pronouncements, Secretary of State Albright has characterized the
State Department’s vision as such:  “Diplomacy is America’s first line of defense.”8

B.  Core Competencies: The State Department Strategic Plan identifies four core
competencies of the Department:

                                                
7 Reorganization Plan and Report Submitted by President Clinton to the Congress on December 30, 1998, Pursuant to Section

1601 of the Foreign Affairs Reform and Restructuring Act of 1998, as Contained in Public Law 105-277.
8 U.S. Department of State, Strategic Plan, September 1997, pg. 18, and U.S. Secretary of State Madeleine Albright, as quoted

in Steven Mufson, "State Department Faces Further Cutbacks," Washington Post, September 30, 1999, pg. A21, and at a
presentation to the U.S. Commission for National Security/21st Century, October 4, 1999.
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(1) Coordinating the international affairs activities of the U.S. Government.9

(2)  The conduct of diplomacy.10

(3)  Providing advice to the President on foreign policy.11

(4) Understanding the international environment and applying influence,
persuasion, and negotiation.12

The core competencies of the Secretary of State appear to be advising the President in
foreign policy matters, representing and explaining U.S. foreign policy domestically and abroad,
and high-level negotiations.  The core competencies of the Office of the Secretary of State are
management of decision making processes and crisis management.

4.  Organizational Culture

A.  Values:  The Department of State Strategic Plan articulates seven key values or
“guiding principles,” for all State employees:13

(1) Impact—defined as advancing the interests of American people domestically
and overseas.

(2) Expertise—in foreign language and culture, in regional and technical issues,
and management ability and international experience.

(3) Discipline—defined as the commitment to execute U.S. policy setting aside
personal views.

(4) Dissent—defined as the ability to express divergent views constructively.

(5) Diversity—defined as interest in achieving a “merit-based” workforce
“reflective of the American people.”

(6) Partnership—defined as commitment to integrate the different skills
contributed by the Civil Service, Foreign Service, and foreign national workforce.

(7) Commitment—to preserving U.S. leadership and to the effective conduct of
international relations.
                                                
9 The Strategic Plan states: ""Coordinating the international programs and activities of the U.S. Government overseas is a core

mission of the State Department."  U.S. Department of State, Strategic Plan, September 1997, pg. 10.
10 The Department of State's Mission Statement states:   “The Department of State is the lead institution for the conduct of

American diplomacy, a mission based on the role of the Secretary of State as the President's principal foreign policy
advisor.” (U.S. Department of State Strategic Plan, September 1997, pg. 21.)

11 U.S. Department of State, Strategic Plan, September 1997.
12 The Strategic Plan states:  “Successful diplomacy requires deep understanding of the international environment and careful

application of influence, persuasion, and negotiation.  These are the particular strengths of the Department of State.” (U.S.
Department of State, Strategic Plan, September 1997, pg. 22.)

13 U.S. Department of State, Strategic Plan, September 1997.



10

B.  Leadership Traditions: The Secretary of State, a Presidential appointee, is a senior
Cabinet member and a member of the NSC, and as such has a great deal of responsibility over
national security policy formulation.  Traditionally, however, the personal influence of the
Secretary over the President relative to the National Security Advisor’s has proven instrumental
in determining the locus of action for foreign policy formulation.  During the Nixon
Administration, for example, National Security Advisor Henry Kissinger was considered more
influential in decision making on foreign policy and national security issues than the Secretary of
State.

Different Secretaries have relied to a different extent on the State Department
bureaucracy.  Sources observed that Secretary James Baker, who served in the Bush
Administration, appeared to rely proportionately more than other Secretaries on a small circle of
advisers comprised of political appointees, while other Secretaries have engaged the bureaucracy
more fully in the management of foreign policy.14  The current Secretary also relies on a number
of close advisors whom she has appointed to her immediate office.  According to interviews,
however, the current Secretary has increased her office’s reliance on the State Department
bureaucracy, by instituting a direct reporting relationship for State’s Bureaus to S on issues for
which they are responsible.15

C.  Staff Attributes: The State Department is staffed by career Foreign Service Officers,
Civil Service employees, and a number of political appointees. S staff includes staff from all
three categories, although specific breakdowns were not available.  Staff assigned to S work
particularly long hours and service on S staff is generally considered career-enhancing. 16

D.  Strategy: The Department of State has produced an International Affairs Strategic
Plan (IASP) that defines seven U.S. national interests in the realm of international affairs:
national security, economic prosperity, protection of American citizens and U.S. borders, law
enforcement, democracy, humanitarian assistance, and global issues (environment, population,
and health).  The IASP further establishes strategic goals for each of these interests to be pursued
by all the U.S. Government Agencies with a role in international affairs within a timeframe of
five years or more.  The Department of State Strategic Plan describes the role of the State
Department in the pursuit of these strategic goals and identifies other relevant U.S. Government
Agencies.  Thus, the strategy of the Department of State appears to be to coordinate the
engagement of all U.S. international affairs Agencies in the pursuit of the seven articulated
national interests.

                                                
14 Interview with former State Department official, September 30, 1999.
15 Secretary Christopher had instituted a practice by which Bureaus reported to one of five Under Secretaries, who would clear

information before it was forwarded to S.  According to all the State Department officials interviewed, this practice created
an additional level of clearance and slowed down the flow of paperwork to S.  Secretary Albright changed this practice
shortly after taking office.

16 Interviews with various State Department officials.
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E.  Organizational Structure: Figure 1 describes the State Department’s organization.

Figure 1: Office of the Secretary of State17

Notes:  AF = Bureau of African Affairs; EAP = Bureau of East Asian and Pacific Affairs; EUR
= Bureau of European and Canadian Affairs; WHA = Bureau of Western-Hemisphere Affairs;
NEA = Bureau of Near East Affairs; SA = Bureau of South Asian Affairs; IO = Bureau of
International Organization Affairs; EB = Bureau of Economic and Business Affairs; PM =
Bureau of Political Military Affairs; CA = Bureau of Consular Affairs; A = Bureau of
Administration; FMP = Bureau of Finance and Management Policy; M/FSI = Foreign Service
Institute; DS = Bureau of Diplomatic Security; M/DGP = Director General of Foreign Service
and Director of Personnel; M/DGP/MED = Medical Services Director; EEOCR = Equal
Employment Opportunity and Civil Rights Office; CIO = Chief Information Officer; DRL =
Bureau of Democracy, Human Rights, and Labor; INL = Bureau for International Narcotics and
Law Enforcement Administration; OES = Bureau of Oceans and International Environmental
and Scientific Affairs; PRM = Bureau of Population, Refugees, and Migration; PA = Bureau of
Public Affairs; S/NIS = Office of the Ambassador at Large and Special Adviser to the Secretary
of State for the New Independent States; S/RPP = Office of Resources and Plans; OIG = Office
of the Inspector General; S/P = Office of Policy Planning; L = Office of the Legal Advisor; H =
Bureau of Legislative Affairs; INR = Bureau of Intelligence and Research; S/CPR = Office of
the Chief of Protocol.

                                                
17 An updated version of the State Department organizational chart is not available.  Information in this chart is drawn from:

U.S. Department of State, Accountability Report for Fiscal Year 1997, and Reorganization Plan and Report Submitted by
President Clinton to Congress on December 30, 1998, Pursuant to Section 1601.
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The immediate office of the Secretary of State is composed of the Deputy Secretary of State, the
Chief of Staff, and the Executive Secretariat.  Within the Executive Secretariat, four offices
provide support for S and other principal State officers:18

(1) The Executive Office (S/S-EX) is the centralized center for administrative
support to the Secretary, the Bureau of Public Affairs, and the Bureau of Legislative Affairs.

(2) The Operations Center (S/S-O) coordinates the operational aspects of crisis
management, including alerting and briefing State officials, distributing sensitive information,
and providing communications support for principals around the clock.

(3) The Secretariat Staff (S/S-S) coordinates travel arrangements for the
Secretary controls information flow to the Secretary and other principals, and manages
interagency communication.

(4) Record Management (S/S-RMD) maintains and archives official documents
and correspondence.

In addition to this immediate staff, six Under Secretaries report directly to S: Political
Affairs, Economic, Business and Agricultural Affairs, Arms Control and International Security,
Management, Global Affairs, and Public Diplomacy and Public Affairs.  They have line
authority over Bureaus and Offices.  In the Clinton Administration, the regional and functional
Bureaus of the State Department have been empowered to communicate directly with S on
regional and functional matters of competence.19

The State Department Counselor (not shown on this chart) also reports directly to the
Secretary.20  The U.S. Representative to the United Nations and the USAID Director also report
directly to S.

Finally nine offices at the Assistant Secretary level report directly to S: the Senior
Coordinator for the Newly Independent States (S/NIS), the Director of Resources, Plans and
Policy (S/RPP), the Inspector General, the Director and Staff of Policy Planning (S/P), the Legal
Adviser (L), the Assistant Secretary for Legislative Affairs and staff (H), the Assistant Secretary
for Intelligence and Research and staff (INR), the Chief of Protocol (S/CPR) and the Coordinator
for Counter Terrorism (S/CT).

                                                
18 The following information is drawn from Reorganization Plan and Report Submitted by President Clinton to the Congress

on December 30, 1998, Pursuant to Section 1601 of the Foreign Affairs Reform and Restructuring Act of 1998, as
Contained in Public Law 105-277, Chapter VI, Section  B.

19 Interviews with a former member of P staff, September 28, 1999, and a current P staffer, October 13, 1999.
20 Reorganization Plan and Report Submitted by President Clinton to the Congress on December 30, 1998, Pursuant to Section

1601 of the Foreign Affairs Reform and Restructuring Act of 1998, as Contained in Public Law 105-277, Chapter VI,
Section A.
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5.  Formal National Security Process Involvement.  The matrix below illustrates S’s
involvement in the national security process.

A.  Strategy Development:

(1) Activities:  The Secretary of State reviews and approves the Department’s
input to the National Security Strategy (NSS); approves the IASP and Strategic Plan, prepared
by the Office of Resources, Plans and Policy (S/RPP); and participates in the development of
strategy in the interagency as a member of the NSC and the NSC/PC.  The Secretary also chairs
informal, off-the-record, dinner meetings at the State Department to develop strategic approaches
to emerging policy issues.  This process is detailed in Paragraph 6 of this paper.

(a) NSS:  S/P coordinates the State Department’s input to the National
Security Strategy.  S reviews and approves the Departmental input.21

(b) IASP: The IASP reflects the role of the Secretary of State as the
President’s chief foreign affairs advisor and as coordinator of all the international activities of the
U.S. Government.  As such, it is a document that establishes strategies and goals to pursue U.S.
national interests in the international realm, not just through the work of the State Department
but of all U.S. Agencies engaged in activities overseas.  The IASP is used to coordinate among
all U.S. Agencies involved in international activities, establish priorities, determine resource
needs, evaluate performance, and inform Congress and the U.S. public.  It provides guidance for

                                                
21 Interview with S/P staff, October 21, 1999.
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formulating Mission Performance Plans (MPPs) and developing the Department of State’s
Strategic Plan.

The IASP is prepared by S/RPP based on guidance provided in the NSS.  S approves the
IASP and it is sent to Missions abroad as guidance for assembling MPPs.22  S/RPP also uses the
IASP to produce the Department of State’s Strategic Plan, fulfilling a legislative requirement.23

(2) Major Stakeholders: All U.S. Government Agencies involved in
international activities, including USAID, the Departments of Commerce, Defense, Treasury,
Agriculture, Justice, and Congress.

(3) Key S Processes: None.

(4) Associated Higher-Level Processes: President’s budget formulation, NSS
preparation.

(5) Associated Lower-Level Processes: MPP, BPP formulation, Function 150
budget development.

B.  Policy, Guidance, and Regulation

(1) Major Activities: S is involved in policy-making and in providing policy
guidance in the interagency context as a participant in the deliberations of the NSC/PC and in her
role as principal foreign policy advisor to the President.  Within the Department, S releases the
IASP, approves and signs requested guidance to Missions worldwide, approves weekly core
talking points, and provides feedback to Bureaus during their yearly BPP presentations.  The
Secretary also influences policy development within the Department and in the interagency
through speeches and press interviews.

(a) NSC/PC: The NSC/PC is “the senior interagency forum for
consideration of policy issues affecting national security.”24  The NSC/PC is tasked with
reviewing, coordinating, and monitoring the development and implementation of national
security policy.  Additional information regarding the NSC/PC is found in the Overarching
Process section of this report.

(b) IASP:  See Paragraph A.(1)(b).

(c) Guidance Cables: The guidance cable process is illustrated in
Appendix 1.  The Department communicates policy to Missions abroad by releasing guidance in
cable format.  Typically, guidance cables are prompted by a request from the Mission staff,

                                                
22 The integration of the IASP and MPPs is a development of the last MPP cycle.  According to sources, in previous years the

State Department sent Missions different guidance for formulating the MPPs each year, causing the Missions’ staff to
recreate their MPP submissions every year.  S/RPP sources indicated that relating MPP preparation to the IASP has
standardized the process so that Missions need only update their previous year's submissions each following year.
(Interview with S/RPP staff, October 21, 1999.)

23 The Strategic Plan is produced in fulfillment of the requirements of Government Performance and Results Act (GPRA) of
1993.  (Interview with S/RPP staff, October 21, 1999.)

24 Presidential Decision Directive 2, “Organization of the National Security Council,” The White House, Washington, January
20, 1993, pg. 1.
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although they can also be initiated by the Department when a development requires action,
negotiation, or other diplomatic engagement.  Guidance is drafted by Desk Officers in the
relevant Bureau.  The Desk Officer is responsible for obtaining “clearance” from all offices
within the Department with responsibility for the topic.  The officer also coordinates clearance in
the interagency depending on the topic.  On national security issues, staff of the Under Secretary
of Defense for Policy (USD(P)), the Joint Chiefs of Staff (JCS), and the NSC review, edit, and
approve the guidance.  The subject of the cable determines the level of clearance.  Routine or
administrative guidance cables are sent to the Missions directly by the Bureaus and may be
signed by the Assistant Secretary in charge.  Cables conveying policy guidance are cleared
vertically within State through the Under Secretary for Political Affairs (P), the Deputy Secretary
(D), and by S staff and are sent to the Mission under the Secretary’s signature.

(d) Weekly Core Talking Points: These talking points center on the
issues of the week and provide uniform guidance for officials staffing U.S. Missions around the
world.  S/P staff select the issues to be covered in the talking points.  S staff approve the talking
points and S/P disseminates them via cable to Missions abroad and to State’s Bureaus via the
intranet.

(e) BPP Presentations:  This process is depicted in Appendix 2.  BPPs
are documents prepared by regional and functional State Department Bureaus that outline a
Bureau’s program priorities in a particular region or functional area of competence and justify
budget requests for the fiscal year ahead.  BPPs and MPPs serve as the basis for assembling
State’s program request for the Function 150 budget category and assist the Secretary in
evaluating the disposition of assets and resources when a crisis or emergency requires a
reallocation of funds.

Beginning in February, the Bureaus assemble BPPs using the MPPs produced by U.S.
Missions abroad.  When BPPs are completed, S/P and S/RPP review them and prepare issue
papers for the Secretary to focus her attention on priority policy issues.  During the summer, the
Bureaus brief their BPPs to the Secretary of State in sessions that include the Deputy Secretary,
the Under Secretaries, S/RPP, officials from the Office of Management and Budget (OMB), and
other State Department Bureaus and U.S. Government Agencies with an interest in the region or
programs presented in the BPP.  The presentations serve to inform the S of the Bureau’s
priorities and to give policy feedback to the Bureaus.  The Bureaus revise their BPPs based on
the feedback from these presentations and S/RPP works during the fall to prepare State’s
program request for the Function 150 budget submission.25

(2) Major Stakeholders: The Secretary of State, the National Security Advisor,
the Secretary of Defense, the U.S. Representative to the United Nations, the Director of Central
Intelligence, the Chairman of the Joint Chiefs of Staff, and the Assistant to the President for
Economic Policy, S/RPP, S/P, Bureaus and Missions.

(3) Key S Processes: None.

(4) Associated Higher-level Processes: Development of President’s Budget.

                                                
25 Interview with S/P staff and S/RPP staff, October 21, 1999.
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(5) Associated Lower-level Processes: Development of MPPs and BPPs,
NSC/DC meetings, Interagency Working Group (IWG) meetings.

C.  Planning:

(1) Major Activities: The Secretary of State is involved in planning through her
role as a member of the NSC/PC, release of the IASP and Department of State Strategic Plan,
and review of BPPs during the budget cycle.

(a) NSC/PC: See Paragraph B.(1)(a).

(b) IASP: See Paragraph A.(1)(b).

(c) BPP Presentations: See Paragraph B.(1)(e).

(2) Major Stakeholders: The Secretary of State, the National Security Advisor,
the Secretary of Defense, the U.S. Representative to the United Nations, the Director of Central
Intelligence, the Chairman of the Joint Chiefs of Staff, and the Assistant to the President for
Economic Policy, S/RPP, S/P, Bureaus and Missions.

(3) Key S Processes: None.

(4) Associated Higher-Level Processes: None.

(5) Associated Lower-Level Processes: MPP, BPP preparation, National
Security Council Deputies Committee meetings, PDD 56 process (see the “Overarching Process”
section of this report.)

D.  Mission Execution:

(1) Major Activities: S carries out diplomatic missions on behalf of the
President.  S is supported by her immediate office in preparing for diplomatic missions,
including the Secretariat Staff, which coordinates travel arrangements, the Executive Office,
which coordinates press and congressional outreach, and the Operations Center which maintains
communications between the Secretary and the Department around the clock.  S is also
supported by the Bureaus, which coordinate the policy aspects of the mission, and U.S. Missions
abroad, which support S and her staff at negotiating venues.

(2) Major Stakeholders: S, NSC, Bureaus, U.S. Missions abroad, S/P, S/S, S/S-
EX, S/S-O.

(3) Key S Processes: Travel planning, speechwriting.

(4) Associated Higher-level Processes: NSC/PC meetings.

(5) Associated Lower-Level Processes: Guidance cable preparation.
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E.  Observation, Orientation, and Oversight:

(1) Major Activities: S exercises oversight over the Department of State through
clearing and signing policy guidance and weekly talking points.  S approves the Department’s
Strategic Plan and the IASP, which provides guidance for all government Agencies involved in
international affairs. S also reviews BPPs.  S coordinates policy issues and agendas with her
counterpart in the Department of Defense and the National Security Advisor at weekly lunch
meetings, known as ABC lunches, and with the Secretary of Defense, the National Security
Advisor, the Chairman of the Joint Chiefs of Staff, the U.S. Permanent Representative to the
United Nations, and the Director of Central Intelligence at weekly breakfast meetings, known as
“Foreign Policy Breakfasts.”  In her role as a member of the NSC/PC, S exercises oversight over
U.S. national security policy formulation. S coordinates the Function 150 Budget submission.

(a) Guidance Cables: See Paragraph 5.B.(1)(c).

(b) Weekly Core Talking Points: See Paragraph 5.B.(1)(d).

(c) IASP:  See Paragraph 5.B.(1)(b)

(d) BPP Presentations:  See Paragraph 5.B.(1)(e).

(e) Function 150 Budget Coordination:  This process is illustrated in
Appendix 2.  The international affairs budget includes funding for most international affairs
programs administered by U.S. Government Agencies.26  Function 150, for example, funds a
number of offices in the Executive Office of the President, including the National Security
Council staff, the National Security and International Affairs section of OMB, and the office of
the U.S. Trade Representative.27  According to the General Accounting Office, one-third of the
international affairs budget submission for FY 1998 supported international security-related
programs, including security assistance to allies Egypt and Israel and U.S. contribution to
peacekeeping activities.28  Some of these national security programs, such as foreign military
financing, are administered by other Agencies.  Others, such as antiterrorism programs, reside in
State as well as other Agencies.  The role of the Secretary of State, according to the Foreign
Affairs Manual, is as “an ombudsman to the Function 150 account.”29  As such, she reviews the
budget request of the entire international affairs community of the U.S. Government and
prioritizes and makes trade-offs among requests.

S/RPP in the office of the Secretary of State and the Bureau of Finance and Management
Policy (FMP) share responsibility for assembling the State Department’s portion of the Function
150 budget.30  S/RPP also coordinates “the resource requirements of the foreign affairs Agencies

                                                
26 Other activities of an international nature, such as the Commerce Department’s International Trade Administration and

DoD's assistance programs for former Communist countries, are funded through separate accounts.
27 GAO/T-NSIAD-98-18, Table I.1, pg. 36.
.28 U.S. General Accounting Office, International Affairs Budget:  Framework for Assessing Relevance, Priority, and

Efficiency, Testimony of Benjamin F. Nelson, Director, International Relations and Trade Issues, National Security and
International Affairs Division. (Washington, DC:  October 30, 1998), p.  5.

29 United States Department of State, Foreign Affairs Handbook, 4 FAH-3, Financial Management Procedures, Section H-
114.2-3, Function 150 Request, found at http://foia.state.gov/fam/infor.pdf.

30 Interview with S/RPP staff, October 21, 1999.
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to enable the Secretary to present integrated international affairs resource requests to the Office
of Management and Budget.”31

The process of assembling the State Department’s Function 150 request begins when
S/RPP releases the IASP, which informs Missions and Bureaus of the Department’s international
affairs priorities.  Missions begin assembling their MPPs in the fall and typically forward them to
Bureaus in February.  During the spring, Bureaus use the MPPs to write BPPs.  In the summer,
Bureaus present their BPPs to the Secretary of State, in sessions that include staff from OMB, as
well as other Agencies with an interest in the programs included in the BPP.  Bureaus revise their
BPPs as necessary.  FMP integrates the State Function 150 submission with the budgets of the
other international affairs Agencies, USAID, the Export-Import Bank of the United States (EX-
IM) and submissions from the Defense, Treasury, and Agriculture Departments.32  The Function
150 budget is then submitted to OMB in the early fall.  OMB reviews it to ensure that it complies
with the President’s priorities and with budget constraints and integrates it in the budget proposal
for presentation to the President in December.  The Administration presents the approved budget
to Congress by the first Monday in February.33

(2) Major Stakeholders: S, S/RPP, S/P, State Department Bureaus, U.S.
Missions abroad, NSC Staff, DoD, OMB, other U.S. Agencies managing international programs.

(3) Key S Processes: BPP review.

(4) Associated Higher-Level Processes: President’s Budget preparation.

(5) Associated Lower-Level Processes: MPP and BPP preparation, NSC/DC
meetings.

F.  Preparation

(1) Major Activities: As the authority supervising the Foreign Service of the
United States, S is responsible for ensuring U.S. diplomatic readiness, which includes ensuring
appropriate personnel levels and training, and the necessary infrastructure, including buildings
and technology, to carry out State’s day-to-day operations.  These activities are managed by
offices overseen by the Under Secretary of State for Management, including:  the Assistant
Secretary for Administration, the Director of the Foreign Service Institute, the Director General
of the Foreign Service and Director of Personnel, the Office of Diplomatic Security, and the
Chief Information Officer.34

(2) Major Stakeholders: S, Foreign Service Officers, U.S. Missions abroad,
other U.S. Agencies with international programs responsibility.

(3) Key S Processes: Information not available.35

                                                
31 Foreign Affairs Manual, 1 FAM 024, “Office of Resources, Plans, and Policy (S/RPP).”
32 Foreign Affairs Manual, 4 FHA-3 H-114, “Budget Process.”
33 Foreign Affairs Manual, 4 FHA-3 H-114, “Budget Process.”
34 Department of State Strategic Plan, pp. 75-86.
35    We were unable to obtain interviews with the appropriate S staff to confirm the specific involvement of the office in

ensuring diplomatic readiness.
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(4) Associated Higher-Level Processes: Function 150 budget preparation,
President’s Budget preparation.

(5) Associated Lower-Level Processes: MPP preparation.

G.  Resourcing

(1) Major Activities: S coordinates and acts as ombudsman for all international
affairs Agencies in the preparation of the Function 150 budget.  For information on Function 150
Budget Coordination, see Paragraph 5.E.(1)(e).

(2) Major Stakeholders: S, S/RPP, S/P, State Department Bureaus, U.S.
Missions abroad, OMB, other U.S. Agencies managing international programs.

(3) Key S Processes: BPP review.

(4) Associated Higher-Level Processes: President’s Budget preparation.

(5) Associated Lower-Level Processes: MPP, BPP preparation.

6.  Informal National Security Process Involvement.

A.  The Albright-Berger-Cohen (ABC) Breakfasts/Lunches:  This process is
illustrated in Appendix 3.  The Secretary of State participates in weekly meetings with the
National Security Advisor and the Secretary of Defense to address emerging national security
issues, resolve interagency matters, and coordinate with her counterparts.  The NSC staff
prepares and distributes the agenda for these meetings.  Because only the principals can attend
these meetings, the principals are responsible for relaying any information and taskings from the
meetings to their staff.

B.  Foreign Policy Breakfasts: This process is depicted in Appendix 4.  The Breakfasts
involve the Secretary of State, the Secretary of Defense, the Chairman of the Joint Chiefs of
Staff, the U.S. Representative to the United Nations, the Director of Central Intelligence.  These
meetings are more informal than the ABC meetings: there is no agenda and no staff attend.  The
Secretary receives background memoranda from S/P in preparation for these meetings that
outline the issue and the positions of the other Agencies represented.36  Occasionally, issues
addressed at the breakfasts will result in taskings for the staffs of the principals involved.  The
primary objective of the meetings, however, is to provide a forum for coordination at the highest
level.

C.  8th Floor Dinners: This process is illustrated in Appendix 5.  S has instituted
informal, off-the-record dinner sessions held at the State Department with State Department
officials and outside experts on specific regional or functional policy issues.  Depending on the
topic, officials from other government Agencies are invited to participate.  S/P recommends the
subject for the dinner discussion to the Secretary, who approves the topic.  S/P also prepares

                                                
36 Interview with S/P staff, October 21, 1999.
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read-ahead material for the Secretary.  The meetings do not generally result in taskings or papers,
although ideas generated at the meetings occasionally result in policy action.  A source indicated
the initiative for establishing a forum to support democracy-building was an outcome of one such
meeting.37

7.  Funding and Personnel.

A. Authorizations and Appropriations: The House International Relations Committee
and the Senate Foreign Relations Committee are the authorizing Committees for the Department
of State and the Office of the Secretary of State.38  Relevant appropriating committees are the
House and Senate Subcommittees on Commerce, State, and the Judiciary.  The House and
Senate Appropriations Subcommittee on Foreign Operations, Agriculture and Rural
Development, and Labor, Health, and Human Services and Education appropriate additional
funds for international affairs programs and activities carried out by State as well as other U.S.
Government Departments and Agencies and some international organizations.

B. Funding Sources: S is funded through the Diplomatic and Consular Programs
appropriations in the International Affairs section of the Federal Budget, also known as Function
150.  Additional funds flow to the State Department from the collection of fees from visa
applications, license applications for defense-related exports, and commercial services.

Funding for the State Department represents approximately 25 percent of the total
Function 150 request of the President’s FY 2000  Budget. 39 Function 150 also supports
international activities and programs carried out by three other Cabinet Departments, seven
independent Agencies, three foundations, and a number of international organizations.

C.  Budget:  The FY 2000 budget request for the Diplomatic and Consular Programs
category, which includes funding for Office of the Secretary of State is $2.6 billion.  This
category includes funding for all State Department salaries, operating expenses, and
infrastructure in Washington and at diplomatic and consular posts worldwide.  Of this sum,
$208,296,000 is allocated to activities related to “Policy Formulation and Executive Direction,” a
category which includes the work of the Secretary, the Deputy Secretary, the Under Secretaries,
the Assistant Secretaries and other Bureau heads, the chiefs of diplomatic missions and their
staffs.40

D. Manpower:  Specific manpower information for the Office of the Secretary of State
was not available.  The Secretary of State has oversight over the full State Department
complement of approximately 27,000 employees, 60 percent of which work overseas.41  State

                                                
37 Interview with S/P staff, October 21, 1999.
38 Congress has not passed authorizing legislation for international affairs Agencies and programs since 1994, when HR 2333,

The Foreign Relations Authorization Act for Fiscal Years 1994 and 1995, was signed into law (P.L.103-236).  Authorization
for State programs and activities has thus occurred through the passage of yearly appropriations legislation.

39 Office of Finance and Management Planning, “Budget in Brief,” U.S. Department of State, Washington, DC, February 1,
1999, http://www.state.gov./www.budget/2000/00summary.html.

40 Office of Finance and Management Planning, “Budget in Brief,” U.S. Department of State, Washington, DC, February 1,
1999, http://www.state.gov./www.budget/2000/00stateprog1.html

41 Office of Finance and Management Planning, “Budget in Brief,” U.S. Department of State, Washington, DC, February 1,
1999, http://www.state.gov./www.budget/2000/00summary.html.  This figure includes employees of the former U.S.
Information Agency (USIA) and the Arms Control and Disarmament Agency (ACDA), which were incorporated into the
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Department employees include members of the Foreign Service, who in 1997 constituted
approximately 35 percent of the total; the Civil Service, 22 percent of the total; and foreign
nationals employed in administrative positions at Missions overseas, approximately 43 percent of
the total.42

8.  Observations.

A. Nominal Authority over the International Affairs Budget: Approximately one
third of the Function 150 funds between 1992-1997 supports “foreign policy and national
security imperatives.”43  Although State is responsible for coordinating the preparation of the
foreign affairs part of the President’s budget, Function 150, it does not control the international
affairs resources managed by other Agencies.  As a result, according to a number of sources, the
NSC staff has assumed greater authority over the content and apportionment of the Function 150
funds.44

B.  Importance of MPP for Interagency Coordination of International Affairs
Activities: In a 1997 study, the General Accounting Office found that as other Agencies, such as
Treasury, Justice, and Transportation, have increased their role in international affairs and their
presence overseas, it has become more difficult for the Ambassador, the de facto country team
leader, to be aware of and coordinate their work.45  This is largely due to the Agencies’ direct
communications links with their representatives abroad.  Much of this communication takes
place via email or channels other than the cables cleared by the Ambassador.  In this context, the
MPP plays a crucial role as an integrator of the efforts of all the Agencies represented at the
Mission.  The State Department should continue to strengthen its planning process based on the
MPP to better coordinate the objectives of all international affairs activities present in the U.S.
Government.

                                                                                                                                                            
State Department in 1999 pursuant to Section 1601 of the Foreign Affairs Reform and Restructuring Act of 1998 (PL 105-
277).

42 U.S. Department of State website, “Overview of the Department of State,” at http://www.state.gov /www/ dept/
fmp/97org_struct.pdf.

43 United States General Accounting Office, International Affairs Budget:  Framework for Assessing Relevance, Priority, and
Efficiency, Statement of Benjamin F. Nelson, Director, International Relations and Trade Issues, National Security and
International Affairs Division.  (Washington, DC:  October 30, 1997), GAO/T-NSIAD-98-8, pg. 5.

44 Interview with State Department and NSC officials.
45 GAO/NSIAD-97-6, pg. 11.
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Appendix 1

DoS(S) - Key Process - (Formal) - Policy, Guidance, and Regulation - Guidance Cables
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Appendix 2

DoS(S) - Key Process - (Formal) - Policy, Guidance, and Regulation - BPP Presentations:  Function 150
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DoS(S) - Key Process - (Informal) - The Albright-Berger-Cohen (A-B-C) Breakfast/Lunch
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DoS(S) - Key Process - (Informal) - Foreign Policy Breakfast
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DoS(S) - Key Process - (Informal) - 8th Floor Dinners
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EXECUTIVE SUMMARY

Under Secretary of State for Political Affairs (P)

Overview

The Under Secretary of State for Political Affairs (P) is a statutory position created by
Congress in 1959.  As the third highest-ranking officer of the Department of State, and the most
senior career Foreign Service officer in the State Department, this Under Secretary is a key actor
in the Department and in the interagency process on foreign policy and national security matters.
P, along with the Deputy Secretary (D), functions as the principal advisor to the Secretary (S) in
the formulation and management of foreign policy and the conduct of foreign relations.  In the
interagency context, P is the Department’s representative on the National Security Council
(NSC) Deputies’ Committee (NSC/DC).  As such, he has oversight of the Administration’s
process for managing complex contingencies operations (PDD 56) and serves as the State
Department’s principal crisis manager.1  In the Clinton Administration, P and D share
responsibility for security issues pertaining to specific regions of the world, with D responsible
for Russia and the Newly Independent States (NIS), European Security, and the North Atlantic
Treaty Organization (NATO) and P, for the Middle East, Asia, and Latin America.  As a result of
this structure and of his personal influence and seniority within the Department, P functions as an
informal “filter” for information relating to the regions of his competence flowing upwards from
the Bureaus and other Under Secretaries to D and S.  P core competencies include policy
formulation, high-level diplomacy, and crisis management.  Key P values include emphasis on
regional expertise and policy analysis.

Organization

The Office of the Under Secretary for Political Affairs includes a total of 13 individuals.
In addition to P, the office is staffed by one executive assistant and six special assistants, five of
which are drawn from the Foreign Service and one who is a military officer on a fellowship.  The
office also is supported by an executive secretary, two schedulers who work on alternate shifts,
and two staff assistants, drawn from the Civil Service and the Foreign Service.  P is a political
appointee, although he has Foreign Service background and holds the rank of Career
Ambassador–the highest in the Foreign Service. As such, he is considered an advocate for the
Foreign Service.  P staff is viewed as highly competent and a tour on P staff is considered career
enhancing for Foreign Service officers.  P reports directly to the D and S.

State Department regulations assign P management oversight over six regional Bureaus
and one Bureau with responsibility for U.S. relations with international organizations–all headed
by Assistant Secretaries of State.  Bureaus have separate budgets and manpower.  Although P
has line authority over the Bureaus, they are empowered to report directly to the Secretary on
substantive issues of competence.  In fact, Bureaus routinely “clear” information, memoranda,
talking points and other outputs through P special assistants or the Under Secretary himself.  This
process is primarily informal and occurs because of the perception of P’s authority within the

                                                
1 P is responsible for the policy aspects in the management of crises.  The operational aspects of crisis management, such as

drawing down embassies as a result of a crisis, are handled by the Executive Secretariat in the Office of the Secretary of
State. (Interview with P staff, October 13, 1999.)
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Department–a perception due to P’s rank within the Department, his policy responsibility over
the regions listed above, and his own personal influence.

Major Organizational Products

The principal outputs of this office are advice to the Secretary and Deputy Secretary,
guidance to Bureaus and U.S. Missions abroad, diplomatic missions, and interagency
coordination.  Advice to D and S takes a variety of forms, including memoranda, talking points,
background papers, and personal conversations.

Guidance to Bureaus is similarly disseminated in different formats, including through
direct contact between P and P staff and Assistant Secretaries, and P staff interaction with Desk
Officers within Bureaus.  P staff reviews Mission Performance Plans (MPPs) produced by U.S.
Missions abroad, and Bureau Performance Plans (BPPs), produced by the Bureaus, which
outline the program objectives for the year ahead.  These products, however, are not considered
key contributors to policy formulation and oversight within the Department.  P staff also reviews
and comments on the Post Reporting Plan, a document assembled by U.S. Missions abroad that
highlights the key issues the Mission expects to report in the year ahead.

P’s guidance to U.S. Missions abroad is generally in the form of guidance cables, for
which there is a predetermined clearance process that involves all players within State and in the
interagency with a stake in the issue at hand.  Guidance on policy issues of the highest
importance are sent under signature of the Secretary and are cleared up to that level.  Guidance
on routine matters may be sent to Missions by Bureaus under the signature of the Assistant
Secretary.

P undertakes diplomatic missions on behalf of the Secretary and the President.  He
participates in interagency deliberations as a member of the NSC/DC.
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Role in Formal and Informal National Security Processes

The matrix below summarizes key P roles in national security:

Strategy Development.  The P office has a role in the development of national security
strategy through its review of the National Security Strategy and the International Affairs
Strategic Plan (IASP), which coordinates the international affairs activities of all U.S. Agencies,
and in providing advice to S.  P also influences strategy development by providing advice to S,
through its participation in interagency coordination as a member of the NSC/DC, and through
the meetings of the Under Secretaries of State, also known as the Corporate Board.

Policy, Guidance, and Regulation.  P influences the development of policy by
providing advice to S, guidance to Bureaus and Missions, and through his participation in
interagency coordination.  P also participates in policy development through his membership in
the NSC/DC.

Planning.  P influences planning by providing advice to S, through formal and informal
interagency coordination, by reviewing and commenting on the IASP, reviewing and
commenting on Mission Performance Plans (MPPs) and Bureau Performance Plans (BPPs),
through membership in the NSC/DC, and participation in weekly Under Secretaries meetings.  P
also oversees contingency planning in cases where a specific expected event, such as an election
or a step in a negotiated process, is likely to generate alternative outcomes.  In such cases, P

Notes:  S = Secretary of State; IASP = International Affairs Strategic Plan; MPP = Mission
Performance Plan; BPP = Bureau Performance Plan; NSC/DC = National Security
Council Deputies Committee.
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oversees the preparation of alternative scenarios, with corresponding guidance to Missions, press
strategy, and a Congressional outreach strategy.

Mission Execution.  P is involved in mission execution through his conduct of
diplomatic relations and support to S in her diplomatic involvement.

Observation, Orientation, and Oversight.  P provides oversight in the national security
process through his role on the NSC/DC and as advisor to S.  P is further involved in this
function through P staff’s informal clearance of information flowing to S and D from elsewhere
in the Department and through formal and informal interagency coordination.  P also exercises
oversight by providing guidance to Bureaus and Missions and through clearance of MPPs and
BPPs.

Preparation.  P is not involved in preparation.

Resourcing.  P is peripherally involved in resourcing by participating in the Bureaus’
yearly presentations to the Secretary of their BPPs and as an advisor to S.

P also uses informal processes to influence national security in the interagency context,
including daily communications with his counterparts at the Department of Defense (DoD), the
Vice Chairman of the Joint Chiefs of Staff, and the Deputy National Security Advisor.

Observations

Unlike the Department of Defense, the Department of State does not rely on systematic
planning processes for internal coordination and planning.  Although the State Department has
developed internal processes for forward planning, centering on MPPs and BPPs, these tools are
generally treated as preparation for resource requests and are not routinely integrated in policy
planning.  Although greater efforts are being made by the Office of the Secretary of State to
increase the impact of these documents, there is a widespread belief within the State Department
that much of the work of the Department, especially its day-to-day management of U.S. foreign
relations, is not conducive to systematic forward planning by its very nature.  Accordingly, the
forward planning activities of the P office are driven by its analysis of regional developments
and tailored to the nature of the issue under consideration.  An example of such planning is the
cell established by P to examine Aegean security issues, which involved State Department and
DoD elements.  The State Department’s lack of reliance on forward planning may indicate that it
operates primarily in a crisis management role.

A number of interlocutors ascribed the lack of systematic forward planning partly to
cultural factors.  One interlocutor noted that the State Department would benefit from integrating
planning “of the kind done by the National War College,” into the training of Foreign Service
Officers.

Although P does not rely on MPPs and BPPs for its policy planning activities, the
Department is strengthening the link between these documents and budget preparation and
resource allocation processes.  This suggests the potential for a divergence between resources
and policy planning that may hinder the Department in its relations with Congress, which may
look for clear links between policy execution and resource allocation.  A new Administration
may want to explore means of strengthening this link.
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Recent organizational reforms have improved lines of communication between the
Bureaus and the Secretary of State.  Bureaus report directly to the Secretary on regional and
functional matters of competence, although P retains an informal role in clearing the information
provided to S and giving feedback to the Bureaus.  Although this development has sped up the
flow of information and paperwork, it has also elevated decision making to the highest levels
within the Department, possibly even when the lower levels are competent to make decisions.

The Department has also instituted weekly meetings among the Under Secretaries, led by
the Deputy Secretary, to improve horizontal coordination of issues.  Despite examples of
cooperation among Under Secretaries on crosscutting issues, such coordination remains the
exception rather than the norm at this level.  Horizontal coordination is more prevalent at the
Assistant Secretary/Bureau level.
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ORGANIZATIONAL DESCRIPTION

Undersecretary Of State For Political Affairs (P)

1.  Legal Specifications, Authorizations, and Responsibilities.

A.  Authorizing Statute: U.S. Code, Title 22, Chapter 38, Section 2651a stipulates that
the President may appoint “by and with the advice and consent of the Senate” up to five Under
Secretaries of State.2  In 1959, Congress authorized the position of Under Secretary for Political
Affairs (Public Law 86-117), specifying that the President could appoint either an Under
Secretary for Political Affairs or for Economic Affairs.  In 1972, Public Law 92-352 authorized
the two positions as separate and permanent.

B.  Department Directives: Section 1 FAM 041.1 of the Department of State’s Foreign
Affairs Manual specifies the roles and responsibilities of the Under Secretary of State for
Political Affairs (P).3  These responsibilities are detailed in Paragraph 2.

C.  Interagency Directives: Presidential Decision Directives (PDD) 2 and 56 establish
the organization of the Clinton Administration for the conduct of national security (additional
information regarding PDD 2 and PDD 56 is found in Volume II, Chapter 2-the National
Security Council (NSC) and Volume I, Chapter 2-Overarching Process sections of this report).
Each document ascribes specific roles to P.

(1) PDD 2 designates P as a member of the NSC’s Deputies Committee
(NSC/DC).  The NSC/DC is the “senior sub-Cabinet interagency forum for consideration of
policy issues affecting national security.”4  PDD 2 requires the NSC/DC to “review and monitor
the work of the interagency process with a focus on policy implementation.”  The NSC/DC is
further tasked with crisis management and crisis prevention.

(2) PDD 56 establishes the process by which the interagency will manage
“complex contingencies operations.”  It designates the NSC/DC as the body that will form and
direct an Executive Committee (ExComm) to supervise the daily management of those
operations, charge the ExComm with the development of a political-military (pol-mil) plan, and
“assign specific responsibilities to the appropriate ExComm officials.”  The NSC/DC is also
tasked with conducting a review of the pol-il plan.5

2.  Missions/Functions/Purposes.

A.  Major Responsibilities: The Under Secretary of State for Political Affairs is the third
most senior official in the Department and assists the Secretary (S) and Deputy Secretary (D) in
the formulation and exercise of foreign policy.  He assists D in providing policy guidance to the
                                                
2 The Foreign Affairs Reform and Restructuring Act of 1998 (Public Law 105-277) increased the number of Under

Secretaries to six, as a result of the integration into the State Department of the U.S. Agency for International Development
(USAID).

3 United States Department of State, Foreign Affairs Manual, at http://foia.state.gov/fam/INFOR.PDF.
4 Presidential Decision Directive 2 “Organization of the National Security Council.”  The White House. Washington, DC,

January 20, 1993.  Page 2.
5 White Paper.  “The Clinton Administration’s Policy on Managing Complex Contingency Operations:  Presidential Decision

Directive 56,” May 1997.  Pages 3-5.
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Department, and is a principal interlocutor in the interagency process for the Department.
According to our sources, in the current Administration, D and P have divided up responsibility
for foreign policy making and oversight of major regions of the world.  P has oversight of the
Middle East, Asia, and Latin America.  D has principal responsibility for Russia and the Newly
Independent States (NIS), European security and the North Atlantic Treaty Organization
(NATO.)6  Section 1 FAM 041.1 of the Foreign Affairs Manual details the following specific
responsibilities for P:7

(1) Reporting directly to the Secretary of State [Key Process Relation: Strategy
Development; Policy Guidance and Regulation; Planning; Mission Execution; Observation,
Orientation, Oversight; Resourcing].

(2) Serving as Acting Secretary of State in the absence of the Secretary and
Deputy Secretary [Key Process Relation: Strategy Development; Policy Guidance and
Regulation; Planning; Mission Execution; Observation, Orientation, Oversight; Resourcing].

(3) Assisting the Secretary and Deputy Secretary in formulating and conducting
U.S. foreign policy [Key Process Relation: Strategy Development; Policy Guidance and
Regulation; Planning; Mission Execution; Observation, Orientation, Oversight; Resourcing].

(4) Assisting the Secretary and Deputy Secretary in carrying out the former’s
authority and responsibility for the overall direction, coordination, and supervision of
interdepartmental activities of the U.S. Government abroad  [Key Process Relation: Mission
Execution].

(5) Assisting the Deputy Secretary in providing recommendations to the Secretary
on all principal personnel appointments  [Key Process Relation:  Preparation].

(6) Assisting the Deputy Secretary in giving overall direction to the substantive
functioning of the Department  [Key Process Relation:  Strategy Development; Policy Guidance
and Regulation; Planning; Mission Execution; Observation, Orientation, Oversight; Resourcing].

(7) Assisting the Secretary and Deputy Secretary in giving foreign policy
guidance to other Departments and Agencies. [Key Process Relation:  Strategy Development;
Policy Guidance and Regulation; Planning; Mission Execution; Observation, Orientation,
Oversight; Resourcing].

(8) Assisting the Secretary and Deputy Secretary in ensuring that the
Department’s relations with other Departments and Agencies of the U.S. Government are
effectively coordinated, including giving general direction within the Department to political-
military and intelligence matters, and with other Departments and Agencies on such matters
[Key Process Relation: Observation, Orientation, Oversight].

                                                
6 Interview with P staffer, September 28, 1999.
7 The following list is drawn directly from 1 FAM 041, “Under Secretary for Political Affairs (P),” United States Department

of State, Foreign Affairs Manual, at http://foia.state.gov/fam/INFOR.PDF.
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(9) Serving as crisis manager for the Department [Key Process Relation:  Strategy
Development; Policy Guidance and Regulation; Planning; Mission Execution; Observation,
Orientation, Oversight; Resourcing].

(10) Undertaking assignments as requested by the Secretary and the Deputy
Secretary  [Key Process Relation: Mission Execution].

(11) Assisting the Secretary, on request, in representing the United States at
international meetings, on special missions, in performing other representational assignments,
and in presenting the Department’s position before Congressional committees [Key Process
Relation  Mission Execution].

(12) Providing policy guidance to the Department units reporting to the Under
Secretary [Key Process Relation:  Strategy Development; Policy Guidance and Regulation;
Planning; Observation, Orientation, Oversight; Resourcing].

(13) Substantive and coordinating responsibility for 1 FAM 041 - Under Secretary
for Political Affairs (P).

B.  Subordinate Agencies: 1 FAM 041 also gives P management oversight over seven
Bureaus within the Department of State:

(1) Bureau for African Affairs (AF).

(2) Bureau for East Asian and Pacific Affairs (EAP).

(3) Bureau for European and Canadian Affairs (EUR).

(4) Bureau for Inter-American Affairs (ARA) [sic].

(5) Bureau for Near Eastern Affairs (NEA).

(6) Bureau for South Asian Affairs (SA).

(7) Bureau for International Organization Affairs (IO).

C.  Other Authorities: 1 FAM 041 also gives P authority over additional functions,
including specifically:

(1) Functions related to the Peace Corps;

(2) The negotiation and conclusion of international agreements;

(3) “Certain functions” relating to immigration laws;

(4) Reports on the People’s Mujaheddin of Iran, Russian military operations,
Occupied Tibet, activities of Cambodian Genocide Investigation.
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3.  Vision and Core Competencies.

A.  Vision: P has not produced a statement of vision.

B. Core Competencies: Although P does not identify core competencies, a review of its
activities highlights its primary role in policy formulation, high-level diplomacy, and crisis
management.

4.  Organizational Culture.

A.  Values:  Interviews within and outside the Department of State revealed that the State
Department and P in particular value regional and functional policy expertise in staff.  According
to one senior interlocutor, throughout the State Department, management of staff is not valued as
highly as policy and program expertise.  Thus, the culture of the organization creates superb
“action officers,” providing analytical and other support to the next level of leadership, even as
they themselves attain greater seniority.  According to our sources, however, this results in a
tendency within the Department to “manage up” rather than “manage down.”8

B.  Leadership Traditions: The position of Under Secretary for Political Affairs has
been most often held by a senior career diplomat or a political appointee with previous Foreign
Service experience.  Since the position was created in 1959, 11 of 17 Under Secretaries have
been chosen from the Foreign Service.9  Twice in recent Administrations, currently and early in
the first Reagan Administration, the office was held by an individual holding the most senior
rank in the Foreign Service, Career Ambassador.10  P’s diplomatic background and rank in the
Foreign Service makes the office particularly influential in the Department.  Although one of
five Under Secretaries, P functions as a second Deputy to the Secretary and ranks third after the
Secretary and the Deputy Secretary.11 Generally, when the individual holding the Under
Secretary position has Foreign Service background, he is perceived as an informal advocate for
the Foreign Service in the Department and generally becomes involved in Foreign Service
management issues.12

C.  Staff Attributes: The office of the Under Secretary for Political Affairs is staffed by
a mix of Foreign Service officers, Civil Service employees, and political appointees.  It is a small
office, currently totaling 11, including the Under Secretary.  At the time of this writing, eight of
the 10 staff members are from the Foreign Service and two are from the Civil Service.  During
the first Clinton Administration, when the Under Secretary was a political appointee without a
long Foreign Service career, the staff included at least one political appointee holding the
position of Special Assistant.  Becoming a P special assistant is generally considered a career
enhancing move among Foreign Service Officers and the individuals selected are generally

                                                
8 Interviews with former senior State Department official and current State staff member, September 30, 1999.
9 This information is derived from the List of Principal Officers of the Department of State (1778-1997),

http://www.state.gov/www/about_state/history/officers.html#io.
10 This was the case when the office was held by Lawrence Eagleburger, who became Career Ambassador during his tenure

from 1982 to 1984, and since May 1997 by Thomas Pickering.
11 Interview with P staffer, September 28, 1999.
12 Interview with former P staffer, September 28, 1999.
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highly regarded officers in the middle and upper ranks (FS-2 and FS-1).  P is recognized as an
organization that attracts highly competent staff, who usually work long hours.

D.  Strategy:  P does not have a statement of strategy.

E.  Organizational Structure: The organization of the office of the Under Secretary of
State for Political Affairs is depicted in figure 1.

Figure 1: Organizational Structure of Under Secretary of State for Political Affairs P13

The Under Secretary for Political Affairs reports directly to the Deputy Secretary and the
Secretary of State.  P staff includes an executive assistant, who functions as a chief of staff, six
special assistants who function as liaisons to the regional Bureaus, one executive secretary, two
schedulers, and two staff assistants.  P has general management oversight for and provides policy
guidance to six regional and one functional Bureaus led by Assistant Secretaries of State:
African Affairs, East Asian and Pacific Affairs, Western-Hemisphere Affairs, South Asian
Affairs, European Affairs, Near East Affairs, and International Organization Affairs. Each
                                                
13 The source for this chart is United States Department of State, Accountability Report for Fiscal Year 1997, November 1998,

and interviews with P officials.)
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Bureau has responsibility for the conduct of relations with the countries or international
organizations within its geographical or functional scope.  The Bureaus coordinate with U.S.
Missions in the countries within their regional scope and the International Organization Bureau
coordinates with Missions to international organizations and “provide overall guidance to the
Foreign Service establishments within the region.”14

Despite P’s management oversight over them, the Bureaus are authorized to report
directly to the Secretary of State on regional or functional issues of their competence and are
considered directly accountable to the Secretary for the regions they oversee.  In fact, the
Bureaus routinely “clear” their communication with and paperwork flowing to the Office of the
Secretary of State through the P special assistants.15  Sources from P staff characterized the role
of P and P staff in relation to the Bureaus as that of a “filter” and “advocate” for the Bureaus.

5.  Formal National Security Process Involvement.

P’s Relation to Key National Security Processes

                                                
14 United States Department of State, Foreign Affairs Manual, 1 FAM 110, “Statements of Common Responsibilities of

Regional Bureaus,” at http://foia.state.gov/fam/1FAM/1FAM.PDF.
15 Interview with State Department official, September 28, 1999.  The direct relationship between the Bureaus and the

Secretary of State was an innovation of the first Clinton Administration and was designed to empower the Bureaus and
speed paperwork.

Notes:  S = Secretary of State; IASP = International Affairs Strategic Plan; MPP = Mission
Performance Plan; BPP = Bureau Performance Plan; NSC/DC = National Security
Council Deputies Committee.

St
ra

te
gy

De
ve

lo
pm

en
t

Po
lic

y,
 G

ui
da

nc
e,

an
d 

Re
gu

la
tio

ns
Pl

an
ni

ng
M

is
si

on
 E

xe
cu

tio
n

O
bs

er
va

tio
n,

 
O

rie
nt

at
io

n,
an

d 
O

ve
rs

ig
ht

Pr
ep

ar
at

io
n

Re
so

ur
ci

ng

Advice to S

P
ro

du
ct

R
ol

es Advisor to S

Guidance to Bureaus and Missions

Diplomatic Missions
Interagency Coordination
National Security Strategy

(IASP)

NSC/DC

Advice to S

P
ro

du
ct

Contingency Plans for Scheduled Events

Coordination with Corporate Board

Comments on MPPs and BPPs



13

A. Strategy Development:

(1) Major Activities: P reviews the National Security Strategy (NSS), reviews
the International Affairs Strategic Plan (IASP), and participates in weekly Under Secretaries
meetings chaired by D to conduct strategic planning.  P also performs contingency planning for
issues that may be influenced by future scheduled events, such as elections or scheduled
meetings of a negotiated process.

(a) National Security Strategy: P reviews the National Security Strategy
after it has been drafted by the NSC staff.  P may offer comments on specific points of the NSS
but is not involved in writing it.

(b) IASP: P reviews the IASP, after it has been drafted by the Office of
Resources, Plans, and Policy (S/RPP), within the office of the Secretary of State, but is not
involved in drafting it. The review of the IASP is not considered a key P activity by P staff.16

(c) Weekly Under Secretaries Meetings: This process is illustrated in
Appendix 1.  P participates in weekly meetings of State Department Under Secretaries, which are
chaired by the Deputy Secretary, or by P in D’s absence.  When meeting in this format, the
Under Secretaries function as a Corporate Board for the Department.17  The purpose of these
meetings is to coordinate issues for which Under Secretaries have responsibility, to appraise D
and S of emerging issues and to receive guidance from them, and to conduct strategic planning.
In the P office, the Executive Assistant coordinates any taskings resulting from these meetings
with the relevant Special Assistant, who in turn coordinates with the relevant Bureau.  The
Special Assistant is responsible for ensuring that the Bureau completes the task.

(d) Contingency Planning for Upcoming Scheduled Events: This
process is illustrated in Appendix 2.  P performs strategic planning in cases where a specific
scheduled event, such as an election or a step in a negotiated process, is likely to generate
alternative outcomes.  In such cases, P staff, working with the relevant Bureaus, prepare likely
alternative scenarios and prepare press strategy, guidance cables for Missions, and a
Congressional outreach strategy for each scenario.  These completed “contingency plans” are
filed for later reference.18

(2) Stakeholders: NSC Staff, Office of the Secretary of State, S/RPP, Bureaus
and Missions.

(3) Key P processes: There are no specific P processes associated with these
activities.

(4) Associated Higher-Level Processes: Development of National Security
Strategy, development of IASP.

                                                
16  Interview with former P staffer, September 28, 1999.
17  Reorganization Plan and Report Submitted by President Clinton to the Congress on December 30, 1998, Pursuant to Section

1601 of the Foreign Affairs Reform and Restructuring Act of 1998, As Contained in Public Law 105-277.
18 Interview with P staff, October 13, 1999.
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(5) Associated Lower-Level Processes:  Mission Performance Plans (MPP) and
Bureau Performance Plans (BPP).

B. Policy, Guidance and Regulation:

(1) Major Activities: P contributes to the formulation of policy on national
security matters through his role as a member of the NSC/DC, as a participant in the PDD 56
process, and as a key advisor to the Secretary of State in the formulation of foreign policy.  P
issues policy guidance to U.S. Missions abroad in the form of guidance cables.  P also provides
informal policy guidance to Bureaus through informal clearance of cables, memoranda, issue
papers, and talking points for the Secretary of State.  This informal clearance process is
elaborated in the “Informal National Security Processes” section of this paper.

(a) NSC/DC Participation.  According to sources interviewed, this is the
“primary management tool” for national security issues for P.19  P participates in meetings of the
NSC/DC and is supported by P staff and the Bureaus for these meetings with background
memoranda.  Additional information regarding the functioning of the NSC/DC is provided in the
“Overarching Process” section of this report.

(b) Guidance Cables. The guidance cable process is illustrated in
Appendix 3.  Bureaus communicate guidance to U.S. Missions abroad in cable format.  Cables
are typically drafted by Desk Officers in the Bureaus and are reviewed and approved, or
“cleared,” horizontally within State and through other Agencies of the U.S. Government with a
stake in the issue, and vertically through the Bureau’s Assistant Secretary.  (The NSC staff,
OSD, and the Joint Staff frequently clear on State Department guidance cables.)  The clearance
level of a guidance cable depends on its content.  Routine guidance cables are sent to the
Missions directly by the Bureaus and are signed by the Assistant Secretary in charge.  Cables
conveying important policy changes or addressing issues of greater policy relevance are cleared
vertically within State through P, D, and S, and are sent to the Mission under the Secretary’s
signature.

(2) Stakeholders: Bureaus, Missions, NSC staff, DoD, Joint Staff, other U.S.
Government Agencies.

(3) Key P Processes: There are no formal P processes associated with these
activities, although P staff clears guidance cables before they are sent to D.

(4) Associated Higher-Level Processes: NSC/PC meetings.

(5) Associated Lower-Level Processes: Drafting of guidance requests by
Missions.

C. Planning:

(1) Major Activities: P participates in interagency planning for contingency
operations as a participant in the NSC/DC and PDD 56 process.  P reviews the Mission
Performance Plans (MPPs), the Bureau Performance Plans (BPPs), and the Post Reporting
                                                
19 Interview with former P staffer, September 28, 1999.
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Plan.  P also participates in Weekly Under Secretaries Meetings, which are used as venues for
strategic planning.  P staff also prepares contingency plans for upcoming scheduled events.
According to P staff, P does not employ systematic planning processes. Instead, internal planning
activities are ad hoc, related to specific emerging foreign policy issues, and tailored to address
those issues. An example of such planning activity conducted by P is the P-led analysis of
Aegean security issues in 1998-1999.  The review was prompted by the Under Secretary’s belief
that Aegean regional relations were conducive to progress in regional disputes.  The review
involved P and other State offices as well as the Department of Defense.

(a) NSC/DC: See Paragraph B. above.

(b) PDD 56: As a member of the NSC/DC, P has oversight for the
development of a pol-mil plan for a complex contingency operation.  See the “Overarching
National Security Processes” section of this report for detailed information on the PDD 56
process.

(c) MPPs and BPPs: The MPP and BPP process is depicted in Appendix
4.  MPPs are strategic documents prepared by staff of U.S. Diplomatic Missions abroad under
the direction of the Chief of Mission.  The MPP sets priorities for the work of the Mission in the
year ahead, identifies the resource needs of the Mission, and provides information about the
international activities of all U.S.Government Agencies represented at the Mission.  BPPs are
based on MPPs but are broader in scope, as they translate the Mission plans into regional goals
for the Department.  MPPs and BPPs serve as the basis for assembling State’s program request
for the Function 150 budget category.  Both documents also are utilized by the Office of
Resources, Plans, and Policy (S/RPP) within the Office of the Secretary of State to evaluate the
disposition of assets and allocated resources when a crisis or emergency requires a reallocation
of funds.

Missions begin assembling MPPs in the fall and typically forward them to the Bureaus in
February. Beginning in February, the Bureaus analyze the information received from all the
Missions within their region of competence and prepare BPPs.  Bureaus use BPPs to justify
budget requests for the fiscal year ahead in yearly presentations to the Secretary of State, which
typically occur in July.  These sessions include P as well as staffers from the Office of
Management and Budget (OMB).  Bureaus revise their BPPs based on the feedback from these
presentations and S/RPP works during the fall to prepare State’s program request for the
Function 150 budget submission.20

(d) Post Reporting Plan: The Post Reporting Plan is a document
assembled by each U.S. Mission abroad that informs the State Department of the issues about
which the Mission expects to report in the year ahead.  This information is provided in cable
format to the Department and is reviewed by the Bureaus and by P.  According to State
Department sources, this document is considered “more useful” than the MPP by Bureaus and P.

(e) Weekly Under Secretaries Meetings: See Paragraph A.(1)(c).

                                                
20 The Office of the Under Secretary of State for Management (M) prepares a request for State’s operating funds as part of the

Function 150 budget submission.  According to our sources, the two processes are separate and MPPs are not used in the
preparation of the operating funds budget request.



16

(f) Contingency Planning for Upcoming Scheduled Events:  See
Paragraph A.(1)(d).

(2) Major Stakeholders: S, S/RPP, Bureaus, Missions, OMB.

(3) Key P Processes: None.

(4) Associated Higher-Level Processes: IASP preparation, Function 150 Budget
preparation, President’s Budget preparation.

(5) Associated Lower-Level Processes: MPP and BPP preparation.

D.  Mission Execution:

(1) Major Activities: Conducts diplomatic missions on behalf of S and with
foreign counterparts in his capacity as third-ranking State Department official.

(2) Major Stakeholders: S, Bureaus, Missions, DoD, NSC staff, other U.S.
Department and Agencies.

(3) Key P Processes: There are no specific P processes associated with these
activities.  Diplomatic missions are event-driven, although those meetings associated with the
schedules of international organizations, such as the United Nations (UN) General Assembly,
held yearly in the fall, and NATO Ministerial Meetings held twice a year, are generally
predictable.  The substance and purpose of these sessions, however, will vary according to the
evolving agenda of the organizations.

(4) Associated Higher-Level Processes: None.

(5) Associated Lower-Level Processes: None.

E.  Observation, Orientation, Oversight:

(1) Major Activities: P staff reviews MPPs and BPPs.  P is an observer during
the Bureaus presentation of the BPPs to the Secretary of State during the annual Function 150
budget submission process.  P staff informally reviews Bureaus memoranda, background papers,
and talking points for the Secretary before these are submitted to D and S staff.  P also
coordinates with the other Under Secretaries at weekly meetings chaired by the Deputy
Secretary.  When D is absent, P chairs these weekly sessions.

(a) MPPs and BPPs.  See Paragraph C. above.

(b) Informal review of Bureau outputs:  See section on “Informal
National Security Process Involvement” below.

(c) Under Secretaries Weekly Meetings:  See Paragraph A.(1)(c).

(2) Major Stakeholders: Bureaus, Missions, other Under Secretaries, D.
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(3) Key P processes: There are no internal P processes associated with these
activities.

(4) Associated Higher-Level Processes:  IASP preparation.

(5) Associated Lower-Level Processes: MPP and BPP preparation.

F.  Preparation:  No involvement.

G.  Resourcing:

(1) Activities:  Reviews MPPs and BPPs and participates in the Bureaus’ budget
presentations to the Secretary of State.  See Paragraph C.(1)(c) above.

(2) Major Stakeholders: Bureaus, Missions, S/RRP, S, OMB.

(3) Key P Processes: None.

(4) Associated Higher-Level Processes: Function 150 budget preparation,
President’s Budget preparation.

(5) Associated Lower-Level Processes: MPP and BPP preparation.

6.  Informal National Security Process Involvement.

A.  Informal Interagency Process: According to P staff, there are very frequent
informal contacts, by phone and in person and on the margins of NSC/DC meetings, between P
and the Under Secretary of Defense for Policy (USD(P)).   P also speaks frequently during the
day with the Deputy National Security Council Advisor and with the Vice Chairman of the Joint
Chiefs of Staff.

B. Internal Clearance Role: This process is depicted in Appendix 5.  Within the State
Department, P is consulted by Bureaus and other Under Secretaries in providing substantive
information to D and S staffs.  Although Bureaus are empowered to support S directly in their
regional or functional area of competence, in fact they routinely clear memoranda, talking points,
and draft cables for the Secretary’s signature through P staff.  This role is due to P’s authority as
the third-ranking officer within the Department and to P’s engagement on a wide variety of
issues through diplomatic missions and as an advisor to S.

7.  Funding and Personnel.

A.  Authorization and Appropriations: Relevant authorizing committees for the
Department of State and P are the House International Relations Committee and the Senate
Foreign Relations Committee.21  Relevant appropriating committees are the House and Senate
Subcommittees on Commerce, State, and the Judiciary.  The House and Senate Appropriations

                                                
21 Congress has not passed authorizing legislation for international affairs Agencies and programs since 1994, when HR 2333,

The Foreign Relations Authorization Act for Fiscal Years 1994 and 1995, was signed into law (P.L.103-236).  Authorization
for State Department programs and activities has thus occurred through the passage of yearly appropriations legislation.
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Subcommittee on Foreign Operations, Agriculture and Rural Development, and Labor, Health,
and Human Services and Education appropriate additional funds for international affairs
programs and activities carried out by the State Department as well as other U.S. Government
Departments and Agencies and some international organizations.

B.  Funding Sources: P is funded through the Diplomatic and Consular Programs
appropriations in the International Affairs section of the Federal Budget, also known as Function
150.  Additional funds flow to the State Department from the collection of fees from visa
applications, license applications for defense-related exports, and commercial services.

Funding for the State Department represents approximately 25 percent of the total
Function 150 request of the President’s FY 2000 Budget.22  Function 150 also supports
international activities and programs carried out by three other Cabinet Departments, seven
independent Agencies, three foundations, and a number of international organizations.

C.  Budget: The FY 2000 budget request for the Diplomatic and Consular Programs
category, which includes funding for P is $2.6 billion.  This category includes funding for all
State Department salaries, operating expenses, and infrastructure in Washington and at
diplomatic and consular posts worldwide.  Of this sum, $208,296,000 is allocated for activities
related to “Policy Formulation and Executive Direction,” a category that includes the work of the
Secretary, the Deputy Secretary, the Under Secretaries, the Assistant Secretaries and other
Bureau heads, the chiefs of Diplomatic Missions and their staffs.23  More specific budget
information for the P office was not available.

D.  Manpower:  The office of the Under Secretary of State for Political Affairs
comprises 13 individuals: the Under Secretary, one executive assistant, six special assistants, one
executive secretary, two schedulers, and two staff assistants.  Although P has management
oversight of the seven Bureaus, these organizations’ manpower does not count as P manpower
and their budgets are separate from the P budget.24

8.  Observations.

A.  No Systematic Forward Planning Done by P: There is no systematic policy
planning process in the office of P. Any forward planning conducted by P is largely ad hoc.
Interviews indicated forward planning is a function of the office of Policy Planning (S/P), which
reports directly to the Secretary, but such planning is limited.  Sources noted that the diplomatic
and foreign policy roles of the State Department do not lend themselves to systematic forward
planning of the kind conducted by DoD.  Rather, the work of the State Department and of P in
particular was characterized as event-driven.  This may indicate that P, and more generally the
State Department, operate primarily in a crisis management mode.25  One interlocutor ascribed
the lack of systematic planning processes within State in general to cultural factors.  This official
                                                
22 Office of Finance and Management Planning, “Budget in Brief,” U.S. Department of State, Washington, DC, February 1,

1999, http://www.state.gov./www.budget/2000/00summary.html.
23 Office of Finance and Management Planning, “Budget in Brief,” U.S. Department of State, Washington, DC, February 1,

1999, http://www.state.gov./www.budget/2000/00stateprog1.html
24  Interview with former P official, September 28, 1999.
25 A former Senior official of the State Department observed that the strength of the State Department is crisis management.

This official indicated that when a crisis occurs, the system is able to “pull resources together from all over the Department”
to manage the crisis effectively.  Interview on September 30, 1999.



19

noted that the widespread belief that the work of the State Department is not conducive to
planning creates a resistance to adopting forward planning procedures.26  In the view of this
official, State would benefit from institutionalizing training in forward planning for Foreign
Service Officers (FSOs) and making such training a requirement for career advancement.
Although the opportunity for FSOs to receive such training exists through attendance at the
National War College, the source indicated State’s limited resources preclude it from expanding
the ranks of FSOs who can benefit from this opportunity.

B.  Dichotomy Between Resources Planning and Policy Planning: All the sources
interviewed commented that the two planning documents the Department produces, the MPP and
BPP, are not considered useful policy planning tools by most State Department staff.  MPPs and
BPPs are viewed and treated as exercises in justifying resource requests both by Missions and
Bureaus that prepare them and by P staff; they are not used by the Bureaus or P in the
performance of their functions.  The Office of Resources, Plans and Policy, however, relies on
MPPs and BPPs extensively to assemble the State Programs portion of the Function 150 budget
and to recommend resource shifts to the Secretary when crises occur or priorities change for
other reasons.  This suggests there is a potential for divergence in the articulation of policy
priorities between the management and policy sides of the State Department.  This divergence
may hinder the Department particularly in its relationship with Congress, which, in its oversight
and funding role, will look for policies that clearly reflect resource allocations.

Although they have potential as tools to aid in systematic policy planning, MPPs and
BPPs may be too discredited Department-wide to be adopted as meaningful forward planning
tools.  As a senior former State Department official indicated, however, Missions and Bureaus
would resist undertaking a new process in addition to the development of the MPPs and BPPs.  A
new Administration may want to explore alternative means to strengthen the link between
resources and policy planning at State.

C.  Limited Formal, Horizontal Coordination: Interviews revealed little formal
coordination among Under Secretaries on policy issues.  The only formal means of coordinating
and integrating information is the weekly Under Secretaries’ meeting chaired by D.  Informal
coordination occurs primarily when policy issues are crosscutting.  For example, preparation for
the World Trade Organization (WTO) meeting in Seattle in December 1999 has involved both P
and the office of the former Under Secretary for Business and Agriculture Affairs.  Similarly, P
and the Under Secretary for Global Affairs have cooperated in the U.S. response to the arrest of
former Chilean leader Pinochet for human rights violations.  Sources indicated that interaction
among the regional and functional areas occurs primarily at the Assistant Secretary level and
below.  This limited coordination may reflect a tendency toward “stovepiping” within the State
Department, even as the Administration foreign policy and national security statements, the
IASP and NSS, highlight the increasingly multidimensional nature of national security.

D. Decision Making Elevated to Highest Levels: The structure of the State Department,
which one source described as a “pyramid,” is designed to surface the most accurate information
and analysis directly to the Secretary of State from the Bureaus.  A result of this structure is that
policy decisions are pushed to the highest levels even when the working level is competent to
address a particular issue.  Another potential effect is that elements of the State Department that

                                                
26  Interview with State Department official, October 13, 1999.
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fall outside a particular Bureau but which have a stake in the issue may be left out of the
management of the issue.
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