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International Cooperative Administrative Support Services

An Interagency Program Administered by the U.S. Department of State

  MINUTES

ICASS WORKING GROUP MEETING

July 25, 2001

David Mein (IWG-Chair) chaired the IWG meeting held on July 25, 2001.

OLD BUSINESS

1. Introduction of, and Remarks by, William A. Eaton, Assistant Secretary of State, Administration and Chairman, ICASS Executive Board.  David Mein (IWG-Chair) introduced Mr. Eaton, relating his own past experience with him in Ankara and giving a brief synopsis of Mr. Eaton’s career.  Mr. Eaton then spoke on four topics:

· ICASS in general

· The future of ICASS

· The role of the IWG

· The future of services at State

Mr. Eaton began his discussion of ICASS by noting he wears two hats - - Chair of the ICASS Executive Board and Assistant Secretary of State for Administration.  He is familiar with ICASS from its inception.  When ICASS works well, it brings a spirit of collegiality.  The more people looking at a problem, the more likely a sensible solution will be found.  Councils play a positive role when they provide general guidance on priorities and work collegially with service providers.  As for the future, Mr. Eaton believes ICASS still has room for improvement in reaching its goals for local empowerment and competition-based efficiency.   All too often, Washington tries to impose a “one-size-fits-all” approach.  How can we get posts more authority?  Eaton is a real believer in competition.  State is not always in the best position to provide support at every overseas post.  He would like to see more agencies take up the challenge and compete to be service providers overseas.  Why can’t we have competition between posts for certain services?  Reform and innovation are best accomplished at the local level.  That is why he is an advocate for local empowerment.  Give posts the ability to experiment.  Let them demonstrate the effectiveness of a specific solution and create a ripple effect.

On the role of the IWG, Mr. Eaton sees it as a real group that should work.  ICASS has done an excellent job of developing a cost distribution system.  It works smoothly.  The IWG, however, should look beyond cost distribution.  It should serve as a think tank that develops new and better ways to provide admin support services.  Mr. Eaton welcomes good ideas and called on the IWG to communicate to him their positive proposals. Mr. Eaton also will be consulting with IEB principals to ascertain their needs and to hear about their “best practices”.

As Assistant Secretary for Administration, Mr. Eaton is charged with becoming the ombudsman for State service providers.  Toward that end he has created the Center for Administrative Innovation, headed by Matt Burns who will continue to represent State on the IWG. The Center will hold a conference in September to brainstorm how the Department should be doing business and what should or shouldn’t be changed.  Anything is possible and we should be willing to “break crockery” to optimize State’s delivery of services.  E-Government will be one area of focus in this meeting.  Many procedures, that currently require customers to be physically present and often to wait in line, could be handled on-line from the desktop.  

Finally, State should be focusing more on hiring the “best and brightest” for administration and management.   A more aggressive strategy is needed to hire people interested in management and prepare the next generation of managers. 

Asked about the impact of the Department’s reorganization on the ISC , Mr. Eaton responded that it will remain a part of FMP and will retain its inter-agency orientation.  Administration of services will lie with the A Bureau. 

Peter Hogan (USDA) applauded Mr. Eaton for “thinking outside the box”, citing EUR/EX’s practice of mobilizing resources, such as circuit riders and senior FSN TDYers, when none are in place at post.  Mr. Eaton responded that this is greatly facilitated by Secretary Powell’s interest in management. Relating a story regarding General Schwartzkopf’s emphasis on logistics to support his operations, Mr. Eaton likened ICASS services to  logistics for the military.  Both military and diplomatic programs need a strong logistical platform if they are to succeed. 

Larry Eisenberg (FCS) mentioned that too often contracting out services does not result in a corresponding reduction in embassy staff. He expressed the opinion that there is a need to downsize overseas manpower.  Another member added that there is currently no incentive for saving salaries since U.S. personnel costs are paid centrally. Mr. Eaton pointed out that reductions in staff may not always be an appropriate response.  Many of our service delivery organizations overseas are short-staffed in the face of increasing workload.  If they succeed in contracting out one service delivery requirement, they may need to reprogram the existing staff to unmet service delivery demands in other areas.  

Mr. Eaton concluded his remarks stating that we all need to work together to improve services and quality of life overseas.

2. Proposed Handbook Revisions.  Handbook Committee Chair Matt Burns (State) asked for any comments on the revision to H-100 distributed at the last IWG meeting.   Hearing none, the revision was approved.

3. The Center for Administrative Innovation.   When asked how his duties would change with his new position, Matt Burns responded that he would no longer have to “do it all by [him]self,” but would have a team working with him.  He will stay on the Handbook Committee until its work is completed.

4. Diplomatic Pouch Costs, Distribution of Workload Factors.  The IEB has tasked the IWG  to look at alternative measures for distributing costs of CONUS-to-post diplomatic pouch mail.  An ad-hoc committee is developing a test for comparing Basic Package headcounts and Health Service counts to the amount of mail that is delivered by diplomatic pouch to posts.  Committee spokesperson Beth Durbin (Peace Corps) called the IWG’s attention to a provision in the proposal for separating official from personal mail and counting the pieces of mail rather than weighing it.  Following a discussion of the extra effort that this would entail, a consensus was reached for not separating the business from the personal mail.
Chrissy Somma (State/AF) asked that the proposed 30-day test period be changed to two 1-2 week periods because of the impact on morale that would result from the likely delay in mail delivery from the extra handling.   She also asked that the timing of the test not be announced in advance so as to preclude agencies from “gaming” the system.  A discussion ensued in which several members spoke of the difficulties that were likely to be encountered in sorting the mail by agency.  All posts handle the mail differently, but standard operating procedures do not entail identifying addressees by ICASS agency code.  Some “agencies” have multiple ICASS agency codes.  Merely identifying an “agency” would be insufficient as organizations cannot subsidize one appropriation with money from another appropriation.  In the test, sorters who are unfamiliar with the addressees are going to have to be able to assign agency codes to each one.  The procedure will be difficult and time-consuming and posts as well as regional bureaus need to be made aware of the level of effort demanded by the study.  The question was asked if there had been any feedback from the Peace Corp and USAID staff who would be sorting the mail for the test.  Speaking for the Peace Corps, Beth Durbin said the posts were fine with the test.  Margaret McCarthy (USAID) said that while her agency staff had not been polled, she believed the feeling would be positive.

Matt Burns reminded members that one objective of the study is to determine the time and costs that each proposed measure would entail, and that this is not incorporated in the test as proposed.  The IEB specifically added the estimate of time/cost.  State’s support for wider testing will hinge on the addition of measures of time/cost so that we comply with the IEB’s tasking.  He suggested that a trial run be conducted at one or two posts in order to determine any unintended consequences.  Peter Hogan added that one of the unintended consequences might be an increase in costs that could wipe out any savings that using a more accurate - but costly - measure might bring an agency. David Mein took a straw poll among members, and determined that there seems to be a majority in favor of proceeding with the study. Beth Durbin said that she will go “back to the drawing board” to incorporate the suggested changes.

NEW BUSINESS

1. Redistribution of Exchange Rate Savings.  The IWG tasked the Budget Committee with redistributing $9.5 million in exchange rate savings among posts nominated by the regional bureaus.  Speaking for the Budget Committee, Ken Eisenhardt (DSCA) announced that the committee met last week and distributed $7.8 of the $9.5 million.   Requests from FMP regarding the FSC’s have still to be reviewed and decided.  Mr. Eisenhardt reported that the committee decided against funding information technology needs.  Household furniture requests were also not funded because it was difficult to differentiate between ICASS and program costs based on the submissions of the posts and bureaus.  The Budget Committee chose to distribute the bulk of the funding to vehicle replacement requests because of the generally aging fleet (in many cases long past their useable life) and the tendency for those needs to suffer most in the face of tightening budgets.  Matt Burns pointed out that the sorry state of household furniture in the field warrants attention in the future. 

Questioned whether the ISC had any further information regarding the amount available for redistribution, Trish Garate (ISC) responded that exchange rate set-aside fund had increased by another $2.5 million, based on a 30 June analysis performed by FMP/BP.  She added that the still unresolved FSN retirement buy-back deficit issue in Jamaica will be discussed at the next Budget Committee meeting.

Continuing his presentation, Mr. Eisenhardt noted that in the future information concerning carryover funds will be sought from the nominated posts.  For the current redistribution carryover was not considered.  In the future, however, some Committee members may find it difficult to fund the needs of any post that has significant carryover unless it outlines a convincing plan for the carryover, or demonstrates a need greater than existing carryover funds.

2. Training Committee.  Training Committee Chair Cheri Caddy (FAS) referred members to the attached training budget and cost tables.   The Training Committee has approved the proposed budget of $344,000 for FY 2002 on the basis that the ISC would fund $200,000 and that the remaining $144,000 would be presented as a requirement to the Budget Committee in its redistribution of exchange rate savings.  This request was in fact granted by the Budget Committee.  There was discussion of the grant program in which five posts not able to afford the post-based training would be subsidized by 50 %.  According to David Ball (ISC Training Coordinator) post-based training on the average cost the ISC about $12,000 and the post about $6,000.  Under the grant program the ISC would fund half of the post’s costs in addition to its own.  

David Mein reminded members that the schedule for post training for FY 2002 is still open.  Posts are encouraged to submit requests for post-based training. Next year’s goal is to provide this training to 24 posts.  Mr. Ball encouraged all IWG members to consider participating as members of the training teams.  The objective is to have at least one member on each trip.   Dick Stevens, former IWG Chair, has expressed an interest in joining the training teams for several upcoming trips.   Mr. Ball also said that a questionnaire will go out to all ISC/IWG post training participants in preparation for the upcoming meeting to discuss lessons learned.

Regarding the MOU with FSI for a Washington-based training course, Ms. Caddy said that the agreement was essentially defunct, given the failure of the chosen individual to fill the required position.  

3. Basic Package – El Salvador.   Cheri Caddy explained that FAS is being charged a modified Basic Package amount in El Salvador for FAS staff based at another post.  The post’s justification is that the individual, even though not based in San Salvador, does require accreditation, which is provided under Basic Package.  WHA has apparently helped resolve the issue, but the question remains, can a post charge Basic Package fees for people non-resident at post?  In addition, should this be clarified in the ICASS Handbook?  Matt Burns questioned whether the appropriate response to such issues is to ask the Handbook Committee to draft more guidance.  Doesn’t this contradict the ICASS emphasis on local empowerment?  Traditionally, issues not covered in the Handbook are resolved at post.  But he concluded by noting that anyone who wants to bring the issue up before the Handbook Committee is welcome to do so at the next Handbook Committee meeting.
4. Committee Officially Disbanded.  The Overseas Administrative Staffing Committee, established after the ICASS Offsite two years ago and which has not met for more than a year, was officially disbanded.

5. FY 2002 Targets. A short discussion ensued regarding the Budget Committee meeting scheduled for the next day to review target numbers for the FY 2002 ICASS budget. Committee Chair Peter Hogan invited members to attend the meeting, emphasizing that Secretary of State Powell has been successful in obtaining significant additional funding for State admin infrastructure and other ICASS participating agencies may see their targets raised as a result.

The next IWG meeting will be on August 8th. 

Attachments:
Correlation of ICASS Workload Factors for CONUS to Post Pouch Services

Pouch “CONUS to Post” Workload Count Test
Washington Budget Projection – ICASS Post Training – FY 2002




Budget Summary – ICASS Post Training




Embassy Asuncion ICASS Training Report




Embassy Brasilia ICASS Training Report 




Final Minutes (amended) for June 27, 2001 IWG Meeting




Final Minutes for July 11, 2001 IWG Meeting

Cables:

State 116896 – ICASS Best Practices – FY –01 Issue 2 Service Center

Berlin 2685 – Successful Post ICASS Training, July 9-12, 2001

State 126319 – New ICASS Payment Policy and Procedures

State 127560 – FY 2001 Application of the ICASS Partial-Year Module (Formerly referred to as the ICASS NSDD-38 Module
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