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1. Background - In May 2003, Embassy Zagreb moved to a

new embassy compound with all Agencies co-located.

Whereas moving to this new chancery provided enormous

advantages for all Embassy personnel, it also posed

daunting challenges and a significant increase in

expenses.  The building has large amounts of common

space that are charged among all Agencies as well as a

sizeable compound with grounds that need to be

maintained.  Ten new positions needed to be created in

order to maintain the building and compound,

increasing ICASS costs.  In addition, some unforeseen

situations have arisen that have caused expenses to

rise further.  For example, the building was designed

with the central air conditioning and heating units

adjacent to CAA spaces.  As a result, cleared American

escorts had to be hired in order for maintenance

personnel to work on and care for this equipment.

Finally, the new chancery's location on the outskirts

of town has increased the Mission's transportation

costs measurably.

2. The Challenge - We are living in a world where our

new embassies must meet very stringent security

requirements.  Posts gaining new chanceries, however,

are not necessarily receiving the corresponding budget

increases to properly care for and maintain these

buildings.  Complicating this situation further was

the late arrival of ICASS resource targets.  In

addition to the above, Embassy Zagreb is down-sizing

as USG assistance programs are reduced.  As Agencies

depart Post, the cost of maintaining the chancery will

be shared among fewer Agencies, while the costs

themselves will not decrease appreciably.  In this

environment, Zagreb's ICASS Council and participating

Agencies have had to come up with creative ways to

manage their budgets and to cut costs while still

maintaining an efficient work environment and customer-

oriented services.

3. Best Practices -

a.   The ICASS Council set up a Working Group to

review ICASS Services and Standards and to make

recommendations for changes to the Council.  Changes

were adopted and new Services and Standards were

issued.  In the spring of this year, the Council

distributed an ICASS Customer Service Survey to

Embassy personnel giving them the opportunity to rate

and comment on services.  After reviewing the survey

results and sharing these results with Embassy staff

and the Ambassador, the Council took steps to improve

the two services that had received low scores, the

Post language program and the services of the contract

physician.  Language program classes were outsourced

and information about the program was widely

     disseminated throughout the embassy community. In the

     case of the contract physician, the service standard

     was re-written.  The new standard was published so

     that all employees and family members would better

     understand what this service provides and what it does

     not.

  b.   During the move to the new embassy facility, some

     design flaws were identified that required the ICASS

     Council and member Agencies to work collectively to

     identify creative solutions.  For example, two

     Agencies at Post did not have adequate computer server

     rooms; the areas did not have upgraded air

     conditioning or the required wiring.  Working together

     to find a solution, three Agencies co-located their

     servers in one room that is properly wired and cooled.

c.   STATE and USAID were maintaining separate leased

warehouses.  Each warehouse had substantial space that

was not being used.  STATE and USAID decided to co-

locate their stored property in the facility that

presented the best value, provided the most efficient

space and had the best location vis--vis the new

Embassy compound.  USAID moved into the STATE

warehouse, gaining many advantages from the facility

and location.  STATE saved approximately $13,000 and

USAID saved approximately $23,000 that can now be used

for other budget line items.

  d.   Embassy Zagreb employed its own direct-hire char

     force.  The ICASS Council instructed Embassy GSO to

     conduct a cost comparison of 1) keeping the directly

     employed char force and 2) outsourcing the cleaning to

     a qualified local company.  GSO received bids from

     local contractors and checked references.  After

     completing their research, GSO presented their

     findings which showed that outsourcing would result in

     significant savings.  Although a poignant decision,

     the Council overwhelming voted for outsourcing, saving

     post some $50,000 in the first year (including

     severance payments) and approximately $100,000 in the

     out-years on salaries and benefits. Additional funds

     will be saved on cleaning supplies that are no longer

     purchased directly.

  e.   In planning for the move to the new embassy

     compound, GSO had anticipated having to sign a

     contract for a window washing service for the new

     building.  The estimate for this work was $20,000 per

     year.  In negotiations with the local contractor who

     was chosen to replace the char force (see c above),

     GSO was able to have this additional work included in

     the cleaning contract at no additional cost, saving

     post an additional $20,000 a year.

4. Next Steps - As security threats increase, costs

associated with operating overseas Missions rise

substantially.  Embassy Zagreb is fortunate to have a

new Embassy compound that meets today's security

standards, providing increased security for its

employees.  The financial challenges associated with

the new building, however, have been significant.

Embassy Zagreb is privileged to have an innovative and

customer-service-oriented management team as well as

dedicated ICASS Council members who take their roles

seriously and search for creative solutions for

maintaining the building that provides Embassy Zagreb

personnel with the security that they need and the

quality of services that they deserve.  Still, the

future holds many more challenges as budgets become

tighter and additional Agencies, including USAID (the

largest Agency at Post aside from STATE), leave post

in the coming years.  Challenges include:

  a.   Managing Cost - The challenge of the future will

     be managing costs while maintaining the quality of

     services.  Council members will need to continue to

     educate themselves on budget issues and to meet

     regularly to anticipate changes in the budget.  The

     Council will continue to investigate the potential for

     outsourcing and consolidating services, and cutting

     operational cost and proposing space re-allocations,

     i.e. maximizing space for meeting rooms, which best

     support ongoing operations.

  b.   Enhancing Service Quality - The ICASS Council

     will persist in conducting annual customer service

     surveys as a mechanism for obtaining valuable feedback

     and a useful tool for improving services.

