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SUBJECT: EXPLAINING ICASS SERVICE WITHDRAWALS

1. SUMMARY: THE ICASS EXECUTIVE BOARD (IEB) HAS

REAFFIRMED AN AGENCY'S RIGHT TO WITHDRAW FROM NON-MANDATORY

ICASS SERVICES AND HAS REACHED CONSENSUS WITH REGARD TO AN

AGENCY'S OBLIGATION TO PROVIDE AN EXPLANATION TO OTHER

ICASS COUNCIL MEMBERS WHEN WITHDRAWING FROM AN ICASS

SERVICE. STOPPING SHORT OF A FORMAL COST-BENEFIT ANALYSIS,

THE AGENCY'S EXPLANATION SHOULD ADDRESS THE PRINCIPAL

REASON FOR WITHDRAWING FROM THE SERVICE, WHERE THE AGENCY

WILL OBTAIN THE SERVICE, WHETHER THE AGENCY HAS FOUND A

SERVICE SOURCE THAT THE ICASS COUNCIL SHOULD CONSIDER FOR

ALL MEMBER AGENCIES, AND WHAT COST SAVINGS THE AGENCY HOPES

TO ACHIEVE. END SUMMARY.

2. AT ITS SEMI-ANNUAL MEETING ON JUNE 7, THE IEB

REAFFIRMED THAT AGENCIES HAVE THE RIGHT TO WITHDRAW FROM

NON-MANDATORY ICASS SERVICES WITH PROPER NOTIFICATION. THE

ONLY MANDATORY ICASS SERVICES ARE THE BASIC PACKAGE AND

THOSE DELIVERED BY THE COMMUNITY LIAISON OFFICE. IN ORDER

TO BE GOOD STEWARDS OF THE PUBLIC TRUST, IEB MEMBERS ALSO

AGREED THAT IT WAS IMPORTANT TO HAVE A CLEAR UNDERSTANDING

AS TO WHY AN AGENCY IS WITHDRAWING FROM SERVICE. THE

PURPOSE OF REQUESTING A CLEAR EXPLANATION FROM A

WITHDRAWING AGENCY IS NOT TO USE THAT INFORMATION AS A

STICK TO KEEP THE AGENCY FROM WITHDRAWING, BUT TO GAUGE THE

QUALITY AND EFFICIENCY OF THE SERVICE BEING DELIVERED AND

TO ENSURE THAT, IF AN AGENCY HAS DISCOVERED A BETTER

MOUSETRAP, THE ICASS COUNCIL HAS THE BENEFIT OF THAT

KNOWLEDGE TO SHARE WITH ALL MEMBER AGENCIES.

3. THE IEB AGREED THAT, IN EXPLAINING ITS REASONS FOR

WITHDRAWING FROM A SERVICE, AN AGENCY NEED NOT PREPARE A

COST-BENEFIT "WORTHY OF AN MBA." AT THE SAME TIME, IEB

MEMBERS AGREED THAT THE DATA PROVIDED IN THE SERVICE

WITHDRAWAL MODULE OF THE ICASS SOFTWARE WERE NOT

SUFFICIENTLY INFORMATIVE. AN AGENCY'S EXPLANATION OF ITS

WITHDRAWAL FROM SERVICE SHOULD COVER:

- THE REASON THE AGENCY IS WITHDRAWING FROM THE SERVICE.

IN THIS RESPECT, IT IS IMPORTANT THAT THE AGENCY BE AS

STRAIGHTFORWARD AS POSSIBLE. IF THE AGENCY IS WITHDRAWING

BECAUSE IT IS UNHAPPY WITH THE QUALITY OF THE SERVICE, IT

SHOULD STATE THAT FACT IN ITS WITHDRAWAL MEMORANDUM.

CITING SOME OTHER REASON SO AS NOT TO BRUISE ANY EGOS MIGHT

BE CONSIDERATE, BUT IT IS NOT CONSTRUCTIVE. TAKING A SHOT

AT THE QUALITY OF A SERVICE WHEN IN FACT THERE IS ANOTHER

REASON WHY THE AGENCY IS WITHDRAWING WOULD LIKEWISE BE

UNHELPFUL.

- WHERE THE AGENCY INTENDS TO OBTAIN THE SERVICE FROM WHICH

IT IS WITHDRAWING. IT IS ESPECIALLY IMPORTANT FOR THE

ICASS COUNCIL TO HAVE A CLEAR UNDERSTANDING OF THE

WITHDRAWING AGENCY'S NEW SOURCE OF SERVICE TO ASCERTAIN

WHETHER IT MIGHT YIELD ECONOMIES THAT WOULD BE BENEFICIAL

TO ALL AGENCIES AT POST.

- WHAT, IF ANY, COST SAVINGS THE WITHDRAWING AGENCY HOPES

TO ACHIEVE BY WITHDRAWING. AGAIN, ALTHOUGH THE IEB MEMBERS

AGREED THAT A FORMAL COST-BENEFIT ANALYSIS EXCEEDED THE

REQUIREMENT IN THIS CASE, AN AGENCY'S WITHDRAWAL MEMORANDUM

SHOULD REFLECT ITS LOGIC WITH REGARD TO COST IMPLICATIONS.

4. WHILE AGREEING WITH THE OBLIGATION OF WITHDRAWING

AGENCIES TO PROVIDE A GENERAL EXPLANATION OF THEIR ACTIONS,

SOME IEB REPRESENTATIVES OFFERED REASONS WHY WITHDRAWING

SOMETIMES MADE SENSE. THESE INCLUDED CENTRALIZATION OF

SERVICES IN THE U.S. (ACKNOWLEDGED BY THE IEB CHAIR AS A

"GET OUT OF JAIL FREE" CARD), REGIONALIZATION, AND CASES IN

WHICH AN AGENCY DID NOT USE THE SERVICE FROM WHICH IT WAS

WITHDRAWING AT ALL. ONE IEB MEMBER NOTED THAT SOMETIMES

ONE MOUSETRAP DOESN'T FIT ALL SIZES, AND IT IS MORE

EFFICIENT FOR AN AGENCY TO MAKE ITS OWN ARRANGEMENTS. THE

IEB CHAIR EMPHASIZED THAT THE EXCHANGE OF INFORMATION ABOUT

SERVICE WITHDRAWALS WAS NOT INTENDED TO BE PUNITIVE. HE

ADVISED HIS COLLEAGUES, HOWEVER, THAT HE WOULD CONTACT THEM

AS APPROPRIATE IN CASES WHERE THE INFORMATION INDICATED

THAT AN AGENCY WOULD PAY MORE AS A RESULT OF WITHDRAWING

FROM SERVICE, AND THERE WAS NO EXPLANATION OFFERED AS TO

WHY THAT MADE SENSE.

5. FINALLY, ONE IEB MEMBER QUESTIONED WHETHER SIX MONTHS

WAS AN ADEQUATE NOTICE PERIOD FOR SERVICE WITHDRAWALS. DID

IT GIVE THE SERVICE PROVIDER ENOUGH TIME TO ADJUST STAFFING

AND OTHER RESOURCE LEVELS TO MINIMIZE THE IMPACT ON

AGENCIES REMAINING IN THE SERVICE? THE IEB CHAIR ASKED THE

ICASS WORKING GROUP (IWG) AND ICASS SERVICE CENTER (ISC) TO

ASSESS THE ADEQUACY OF THE SIX-MONTH NOTICE PERIOD. IF

POST ICASS COUNCILS OR SERVICE PROVIDERS HAVE ANY INSIGHTS

OR INFORMATION TO SHARE IN REGARD TO THE NOTICE PERIOD, WE

ENCOURAGE YOU TO SEND THEM TO THE ISC FOR THE IWG'S

CONSIDERATION.
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