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SUBJECT: ICASS THINGS YOU LEARNED THE HARD WAY -

ACCOUNTING FOR CONSULATES

1.      The ICASS Service Center would like to share with

overseas posts information on ICASS issues of common

concern, offering suggestions and describing successful

solutions that posts have implemented.  The objective is

to enable posts to benefit from ICASS lessons learned at

sister posts - things you learned the hard way.  The first

of these cables will address participation of consulates

and other constituent posts in ICASS, and various methods

of distributing costs for services provided at consulates.

Topics planned for coming months include: `ICASS Factors

to Consider when your Post Obtains a New Office Building'

and `DS and ICASS: A Primer'.  For many of these cables,

we will solicit input from posts that have experience with

the issue at hand.  As always, the ICASS Service Center

welcomes posts' suggestions on topics to address, and

feedback on the information shared.

CONSULATES AND THE ICASS BUDGET

2.      How to account for ICASS services and expenditures at

constituent posts when developing an ICASS budget remains

a question for many embassies. Local empowerment and the

flexibility ICASS provides means that posts have a variety

of options from which to choose in determining how to

distribute costs of support services at consulates and

other constituent posts.  As a result, posts employ

different budgeting methodologies for their constituent

posts.  Some posts budget centrally, developing a single

budget incorporating both embassy and consulate in one

post budget location.  Others budget by location,

developing a separate budget for constituent posts.  Other

missions use an approach that combines both methods,

breaking out some but not all costs centers and budgeting

for these by separate location.

3.      Described below are the approaches various posts have

employed.  According to the posts, there are advantages

and disadvantages to each option.  The following summary,

drawn from the experience of a number of posts, is offered

as a reference for post administrative and financial

management officers.

Budgeting as a single location.

4.      Post develops a single budget accumulating all costs

and workload counts associated with the embassy and

consulate(s).  This approach results in a single averaged

service cost for each service, and all agencies' invoices

will be based on these average service costs.

5.      Posts that use this method often do so because it is

a simple, easy, and efficient process to manage since

responsibility and accountability are centralized.  There

is no separation of ICASS administrative staff at separate

locations with all of their associated costs. There is no

need to subjectively determine what level of support in

various service areas should be allocated to a

consulate(s) for embassy service support. ICASS reports

are easier to read, and agency invoices are more

transparent, not based on multiple location calculations.

A disadvantage of this approach might be inequity;

operating costs at a constituent post may be either

greater or less than at the embassy location.  This means

that agencies that are resident at only one location may

be paying more or less than the actual price of the

service at their specific location.

Budgeting by multiple locations.

6.      Using this method, separate and discrete budgets are

developed for the embassy and consulate(s). Individual

costs and workload counts are entered into the ICASS

software by location.  The degree of budget responsibility

that is given to a consulate varies by the post.  Some

provide consulates total control over their budgets while

others, even though the consulate budget may be developed

separately, maintain central accountability.

7.      This approach is more detailed and complicated.

Deciding whether and how to allocate embassy time and

costs that support ICASS services at the consulate may be

seen as subjective.  Where and how workload count is

recorded is also complicated if portions of a service are

provided at both the consulate and the embassy (e.g.,

vouchers initiated by consulate ICASS staff and forwarded

to embassy financial management office for final

processing).  Execution of this method can be problematic

and requires additional staff time. Increased management

may be needed to develop, monitor, and track separate

budgets.  Posts using this method highlight that

communication between the consulates and the embassy is

vital.  Posts also indicate that there may at times be the

perception that the embassy takes more than its fair share

of ICASS resources at the expense of constituent posts.

Posts also indicate that establishing the system requires

considerable time to train the employees, and to

familiarize all ICASS stakeholders with procedures.

8.      One advantage of this approach posts have reported is

that it is perceived as a more equitable method of costing

services.  It allows agencies at a particular location to

budget for the services received at that specific location

using the actual costs from that location.  If reasonable

allocations are made for embassy support, a fairer

invoicing process for both consulate and embassy services

may be produced.  Some posts have expressed the view that

this method is actually easier for both budgeting and

accounting.  Separating out consulate costs may provide

for a more transparent system and is more accurate.  This

approach makes it easier for each agency to understand the

basis for costs at its specific location.  One post

suggested that service providers might find it easier to

justify certain positions when the costs and workload are

assigned to specific locations.

9.      Cost issues and individual judgment affect this

process.  When allocating time and costs to the consulate

it is important to take into account how much support the

consulate receives from the embassy.  The service provider

and Council must decide how much of the embassy costs

should be allocated to the consulate location, and by

extension, to the invoices of serviced agencies at the

consulate.  This varies from post to post.

Budgeting by location for specific cost centers.

10.     In this method, a post budgets centrally for most

cost centers but breaks out some cost centers by location.

The cost centers that are budgeted for separately vary

from post to post, but many posts choose to budget

separately for expenses associated with office space, such

as building operations, lease costs, and guard services.

11.     The advantage of this method is that the post can

address the question of equity in the specific cost

centers that are of concern, while maintaining

responsibility and accountability in the embassy.  This

method avoids the additional administrative and financial

workload associated with separating ICASS accounting for

the consulate completely from that of the embassy.

Consulates and ICASS Councils

13.     Currently most posts that budget by location do not

have a separate Council or working group at the

consulate(s), but most have separate service descriptions

and standards.  ICASS services can differ between the

embassy and consulates in terms of what is provided and

how it is provided.  Often the agencies at the

consulate(s) are also resident at the embassy and their

interests are represented by the Council member assigned

to the embassy.  Some posts invite agency representatives

from the consulates to the embassy to attend the Council

meetings.

14.     The ICASS Service Center can assist post in

addressing post specific concerns associated with

budgeting by location.  Follow-up questions on this and

other ICASS topics may be directed to the ICASS Service

Center's Customer Service Team at

ICASSServiceCenter@state.gov.

15. MINIMIZE CONSIDERED.
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