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1.      SUMMARY:        On October 17, 2002, the ICASS Inter-Agency

Working Group (IWG) held its third interactive meeting.

General Charles Williams, Director and Chief Operating

Officer of the Department of State's Overseas Building

Operations (OBO) was the key speaker and outlined OBO

accomplishments and plans.  Following his remarks, General

Williams led a discussion of New Embassy Compound (NEC)

planning.  In addition, several posts with recent NEC

experience shared their insights and lessons-learned.  As a

follow-up to the interactive meeting, this cable provides

guidance to post ICASS Councils on planning NEC moves.

(The information for this cable was developed from several

sources including the interactive, OBO, post personnel,

feedback from post-based ICASS training sessions, and the

A Bureau's Center for Administrative Innovation's (CAI)

website. END SUMMARY

2.      In response to the bombings in east Africa, Congress

passed the Secure Embassy Construction and Counter-

Terrorism Act of 1999, to fund the security construction

needs of US missions worldwide.  OBO subsequently

redesigned its construction process to reduce the time

needed to replace diplomatic facilities and to give first

priority to security enhancements.  General Williams stated

that OBO has plans to build over 81 new embassy compounds

in the next six years.  As a result, many posts are now

involved in some stage of a move to a New Embassy Compound

(NEC). Beyond simply moving agencies from one space to

another, NEC moves offer opportunities for ICASS councils

and service providers to re-examine their way of doing

business. There are often opportunities for streamlining,

selecting alternate service providers, eliminating

duplication of services, and even right-sizing overseas

presence.  This cable provides guidance for ICASS Councils

and service providers to effect a smooth transition to the

new space and to take advantage of the move to strengthen

ICASS's role at post.

3.      PLANNING AND STAFFING

A.      Early in the NEC planning process agencies project

staffing requirements for use by OBO to plan space needs

for the new buildings.  Although this usually takes place

several years in advance of the move, it is an opportunity

for agencies to re-examine their presence at post.  At this

point it may be too early to know the impact the move will

have on the operating costs at post.  However, agencies can

make some assumptions based upon their present use of ICASS

services, i.e. if an agency will be moving from a separate

leased building into shared space, costs such as non-

residential building operations are likely to increase.  To

help agencies project their move costs early in the

process, Embassy Zagreb held brainstorming sessions to

anticipate all additional resources required for the NOB.

They reviewed everything from window washers to warehouse

equipment, charforce to local guards. When developing

staffing projections each agency needs to consider the

possible cost implications for their operations.  It is

important that these projections be as accurate as

possible.  Once OBO has developed the final plan for new

facilities based on agency staffing projections, it is very

difficult to change the plan, even if staffing numbers

increase.

B.  NEC moves impact ICASS in many different ways. Posts

that have moved to a new building all indicate that good

communication, early and often, is key to a smooth move.

For ICASS this means Council meetings early in the process

to discuss the impact on ICASS services, the overall ICASS

budget, and the post budget.  This is especially important

in a NEC move because the Council members and service

providers present at post at the time of the move are often

different from those who made the initial planning

decisions.

C.  Because the ICASS staff's moving costs are shared among

ICASS participating agencies, it is important to be aware

there are implications for all agencies at post, even for

those not directly involved in the move.  Therefore, every

agency has a vested interest in participating in the

planning process.

D.  Embassy Lima highlights the importance of fostering a

strong working relationship among the Council, OBO, and the

project manager throughout the move planning.  Lima managed

this process with good communication: short meetings,

visits with OBO, and even "social interactions."  It is

important to note that the OBO NEC Project Director at post

is an ICASS customer.  The Project Director's office is

treated as a separate agency and is a voting member on the

ICASS Council.  This interaction within the Council should

help strengthen the relationship with OBO.

4.      THE MOVE

A.      The actual move is organized around the specific needs

of the post.  Embassies Tunis and Moscow attribute the

success of their moves to each section or agency actively

participating in transition planning for its own offices,

with oversight provided by a Steering Committee.  NEC

Steering Committees vary from post to post.  In Almaty the

ICASS Council functioned as the Steering Committee.   In

Tunis and Moscow the Steering Committees were further

broken down into sub-committees to include move

coordination, security, budget, public affairs, and

information management.  During the interactive meeting,

Embassy Almaty cautioned that post move plans should take

into account potential delays due to the pipeline for

security and communication equipment.

B.      A "best practice" used by Embassy Tunis was to hire a

move coordinator who reported to the Admin Counselor.  The

coordinator was responsible for all move planning and

implementation.

C.      Most posts rely on the support of the agencies at post

to implement the move plan.  While DOS personnel perform

most of the specialized, technical work, every employee

should expect to contribute in some way.  Individual office

occupants will need to reduce file holdings, pack boxes,

prepare inventories, and work with their representatives to

ensure a smooth move.

D.      Posts have all reported that communication throughout

this entire process is critical.  How this is done depends

upon the post.  Embassies Ottawa and Moscow produced a

monthly newsletter updating mission personnel on the move

and answering frequently asked questions.  Other posts have

provided periodic updates through admin notices.

E.      Who funds what in an NEC move is a question that often

arises.  Simply stated, OBO pays for the designing,

planning, construction, and site security to include items

such as alarms, cameras, and lighting. Posts, however, are

responsible for funding the physical move of property.

This is spelled out in the Foreign Service Buildings Act,

22 U.S.C. 292-302, authorizing the Department of State toassign space to 

agencies within State buildings and to

establish the terms for such assignment. This is usually

handled as a direct charge to individual agencies' fiscal

coding.  Moving costs for the ICASS staff are charged to

the ICASS fiscal coding and then shared by all agencies

through the ICASS post budget.  Agencies also pay for the

standardized new furniture requirements of their new space.

In addition, agencies share the cost of common area

furniture such as reception, conference room, cafeteria,

etc. based upon their number of "desk" units in the

compound. These costs are usually paid at the Washington

level.

5.      REVIEW OF ICASS SERVICES

A.      Posts that have recently moved offer the following

advice on issues that affect every ICASS agency's invoice.

The earlier the resolution, the better it is for both

Councils and service providers in making management

decisions and in transitioning to the NEC.

i)      COST CENTER.  Consider each cost center and determine if

the customer base will change.  Are agencies moving onto

the compound?  If so, will they be subscribing to new

services that they did not need before, such as reception

and switchboard or non-residential building operations?

Were these agencies direct charged for a service before

that will now be obtained through ICASS, e.g. guard or

cleaning services?  If the new compound is larger, will the

ICASS staffs need to be increased?  During the interactive,

Embassy Tunis raised the issue of long-term maintenance

costs for NECs.  General Williams pointed out that the new

facilities are much more sophisticated than the old ones

and may require a maintenance staff with a different set of

skills.  Embassy Dar es Salaam asked General Williams if

OBO had considered funding some of the new maintenance

positions.  The General replied that it is not the

individual maintenance positions but rather the different

level of training that would be required.  OBO insures that

all FMs are fully trained prior to commissioning.

ii) WORKLOAD.  Consider each agency and determine any

changes in workload.  Will their new location require

agencies to seek additional services thereby taking on new

workload?  Will an agency drop a service?  Will the move

cause an agency to reduce (or increase) a workload count in

services they currently receive, e.g. changing space

requirements which will change square meter workload

counts?

iii) COMBINING SERVICES/ALTERNATIVE SERVICE PROVIDERS.

Consider the possibility of combining services and/or

selecting an alternative service provider.  For agencies

moving onto the compound will there be duplicative services

such as cashier, warehouse, or travel services that can be

eliminated?  Given the new setting does it make sense to

look at alternative providers for services?  Embassy Lima

reported that USAID and State reduced duplicative services

that resulted in staff reductions during their NEC move

experience. In addition, USAID was able to offer ICASS

warehousing services.

iv) MOVE SCENARIOS.  Posts can use ICASS software to

develop a series of "what-if" scenarios to determine the

budgetary impacts of new workload counts.  This assessment

needs to be completed early enough to allow agencies the

time to make necessary management decisions.  For example,

increasing costs caused by the move might be addressed in

several ways - securing more resources, streamlining, or

reducing personnel.  Embassy Zagreb provided draft ICASS

invoices to each of the agencies reflecting proposed

changes.  This was vital in helping the Council set ICASS

priorities and in helping agencies plan for the outyears.

v)      POST ICASS BUDGET. Will the post need to obtain an

increase in its target to accommodate the new space?  Will

the cost of providing services increase or decrease?

Determine if there will need to be any changes in personnel

resulting from changes in ICASS services required by

customers.  Here too, post software, specifically the

"Staff Year Requirements Report", can be used to help

determine any changes (increases, decreases or

realignments) in ICASS staffing needs. Will post's ICASS

priorities change?

vi) ICASS MOUS.  Posts need to reexamine their MOUs for

ICASS services that could change with a NEC move.  Are new

services being provided and/or received as a result of the

move?  Have agencies changed their level of participation

in ICASS?  Are there new service providers?  Will service

standards need to be rewritten as a result of the move?

MOUs including description of service, agency workload

counts, and service standards, will need to be rewritten to

reflect any changes in ICASS services.

6. For more information on this topic, the Center for

Administrative Innovation's (CAI) website provides valuable

NOB/NEC insights and tools from your fellow posts.  See the

State intranet: http://acai.a.state.gov/Templates/NOB.htm .
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