ICASS Bill Payment and Disputes

Procedures

Billing Procedures
(Following the receipt of ICASS budget and invoice submissions)

1.  The ICASS Service Center (ISC) ensures that Geneva Software loads incoming budget and invoice submissions into the Global Database (GDB) as quickly as possible upon receipt.  Post budgets contain the information necessary to generate consolidated invoices by agency code, and all post budgets must be loaded before the GDB can generate a consolidated agency invoice.

2.  The ISC ensures that each post has submitted its ICASS budget and all signed invoices or documentation of disputes, and verifies the number of invoices which each post submits against the number and agency invoice amounts reflected in the GDB. 

· The ISC sends a worldwide cable reporting the number of late budget submissions and unsigned invoices (FY2001 example attached).  The cable recognizes by name those posts that submitted their budgets with all invoices signed 7 calendar days before the budget deadline.

· Documented Post Disputes:  See Post-Initiated Disputes, below.

· Missing Budgets/Unsigned Invoices:

· The ISC works with the regional bureaus to determine the status of missing budgets and unsigned invoices.

· The ISC provides the regional bureaus lists of all of their posts that have submitted ICASS budgets or signed invoices at any point after the deadline.  It is the responsibility of each regional bureau to advise the ISC of any compelling extenuating circumstances which might justify a waiver of a late submission penalty.  The late submission penalty, which applies only to the initial ICASS budget submission, is a one-percent reduction of the traditional bureau portion of the post's ICASS target and ineligibility for any mid-year adjustment of the post target.

· In mid-January, the ISC submits to the Budget Committee a list of all posts whose budgets and/or signed (or documented) invoices were not DHL/FedEX dated by the deadline date.  It also lists posts that have sent in unsigned invoices without documentation of a dispute.  The list includes an explanation of the circumstances of each missing budget and/or unsigned (or undocumented) invoice, to the extent that the regional bureau or post has provided an explanation.

· The Budget Committee confirms that each post on the list is subject to the one percent penalty and/or identifies posts which, based on compelling evidence of extenuating circumstances (e.g., a misrouted DHL package, a coup forcing evacuation of the Mission in the week before the budget deadline), will be exempt from the one percent penalty.

· The ISC works with the regional bureaus to advise delinquent posts that the traditional bureau portion of their ICASS target has been reduced by one percent and that they will not qualify for an upward adjustment of their target during the budget review process.

· Differences Between Signed Invoices and GDB Invoice Amounts:  In the process of verifying receipt of signed invoices against the GDB, the ISC checks invoice amounts.  Where a post has submitted documentation explaining why signed invoices differ from those in the budget submission, as reflected in the GDB, the ISC ensures that all affected agencies receive a copy of that documentation.  Where a post has neglected to provide written explanation of these differences, the ISC requests that the regional bureau obtain such explanation from the post and provide it to the ISC for distribution to all affected agencies.
3.  The ISC consolidates post invoices and adds central Washington costs not reflected in the post budgets (such as ISC, M/MED, Overseas Schools costs) according to ICASS Budget Timeline deadlines for the current fiscal year.  To facilitate transmission of the initial (80 percent) invoice in advance of the budget hearings, the ISC uses an estimate of central Washington costs based on prior fiscal year final levels.  The ISC adjusts central Washington costs to approved current year levels when issuing the final (20 percent) invoice.

4.  The ISC delivers consolidated agency invoices to FMP/BP/FCR in accordance with the established ICASS Budget Timeline for the current fiscal year.  Both initial and final ICASS invoices include the following wording:

This invoice is issued in accordance with Section 23 of the State Department Basic Authorities Act [22 USC 2695(b)(2)], which states that:
“The Secretary of State shall bill each Federal agency for amounts due for services provided…The Secretary shall notify a Federal agency which has not made full payment for services within 90 days after billing that services to that agency will be suspended or terminated if full payment is not made within 180 days after the date of notification.  Except as provided under paragraph (3) [a waiver from the Secretary to cover protection of life and safeguard U.S. Government property] the Secretary shall suspend or terminate services to a Federal agency which has not made full payment for services under this section 180 days after the date of notification.  Any costs associated with a suspension or termination of services shall be the responsibility of, and shall be billed to, the Federal agency.”

For the purposes of Section 23, the date of transmission of this invoice under cover of a Reimbursement Agreement (DS-1605) is the first day of the 90-day payment period.  Time that elapses between the Department of State's receipt of a signed DS-1605 by FMP/BP/FCR and transmission of a bill or processing of a payment via OPAC by FMP/F/DFS/AR will not be counted against the 90-day payment period or the 180-day suspension of service notification.

In accordance with the ICASS Bill Payment and Disputes Policy, as established by the interagency ICASS Working Group and ratified by the ICASS Executive Board, agencies will pay all amounts not in dispute promptly within 90 days of receiving a DS-1605.

The agency receiving this DS-1605 for ICASS services must advise the ICASS Service Center (ISC) (Reimbursements Officer – name/telephone number/e-mail address to be determined) of any and all disputes with this invoice within the initial 90-day payment period.   The ICASS Executive Board will not consider invoice disputes which agencies fail to submit within the initial 90-day period.  An agency’s advice of a dispute to the ISC must be in writing and provide a full account of its dispute, to include:

· the date and number of the consolidated invoice (DS-1605) in dispute,

· the post or location of the dispute,

· the nature of the dispute,
· the amount in dispute, and 

· the name and telephone number/e-mail address of the person who will represent the agency in resolution of the dispute.

5.  FMP/BP/FCR prepares Reimbursement Agreements (DS-1605s) to cover the ICASS invoices and sends them to the agencies within five days of receiving consolidated invoices from the ISC.  The ISC Reimbursements Officer tracks DS-1605 transmission through Read Only access to the FMP/BP/FCR database.  The DS-1605 contains the following notice:

It is the responsibility of authorizing officers to establish or have established an obligation on their agency's books and to forward a copy of all invoice documentation and other appropriate documentation to their finance or accounts payable office in accordance with their agency's procedures.  

6.  When FMP/BP/FCR receives a signed DS-1605 in connection with an ICASS invoice, it sends a copy to FMP/F/DFS/AR to collect payment.  The ISC Reimbursements Officer uses Read Only access to FMP/BP/FCR's database to track receipt of signed DS-1605 and their transmission to FMP/F/DFS/AR for payment.

7.  Upon receipt of a signed DS-1605 from FMP/BP/FCR, FMP/F/DFS/AR either sends a bill to the agency finance or accounts payable office in question or collects payment through OPAC (or it successor).   FMP/F/DFS/AR advises the ISC when it has either sent out a bill or effected payment through OPAC, and likewise advises the ISC as each ICASS payment is received so that the ISC knows when a bill payment is delinquent in terms of either the 90-day initial payment period or the 180-day notice period.

8.  The ISC Reimbursements Officer keeps track of all ICASS accounts (i.e., invoices to customer agencies) on an ongoing basis.  At the first ICASS Working Group meeting following the beginning of every calendar quarter, the Reimbursements Officer, working with input from FMP/BP/FCR and FMP/F/DFS/AR, provides the ICASS Working Group (IWG) a list of all unsigned DS-1605s and all unpaid bills as of the last day of the preceding quarter.  IWG members inquire within their agencies as to the status of payments.  The ISC also includes a current list of unsigned DS-1605s and unpaid bills as a tab in the briefing book for all ICASS Executive Board meetings.

9.  When the ISC Reimbursements Officer determines that an agency has not made full payment of an ICASS invoice within 90 days of the transmission of a DS-1605 (minus any days that pass between FMP/BP/FCR's receipt of a signed DS-1605 and FMP/F/DFS/AR's transmission of a bill or collection of payment via OPAC), he/she  sends a letter to the agency's authorizing and disbursing offices.  The letter notifies the agency that, in accordance with Section 23 of the State Department Basic Authorities Act [22 USC 2695(b)(2)], ICASS services will be suspended to all activities covered by its agency code if full payment is not received within 180 days of the date the notice is sent.  

· The Reimbursements Officer provides copies of the notice to

· the affected ICASS Executive Board (IEB) member (if applicable), or, in the absence of an IEB representative, the agency's senior most management official,

· the IEB Chair,

· the Chief Financial Officer of the Department of State,

· the ICASS Working Group,

· the Executive Director of the affected Department of State regional bureau,

· FMP/BP/FCR (if the action is based on an unsigned DS-1605), and FMP/F/DFS/AR (if the action involves an unpaid bill).

This action is in addition to any reminders FMP/BP/FCR or FMP/F/DFS/AR might send out, and is the only notice that refers to possible suspension of services.

· The Reimbursements Officer sends a cable to posts (including FMP's Financial Service Centers) which provide ICASS service to the agency or entity that is delinquent in its payment.  The cable (sample copy attached) is to the attention of

· the Ambassador,

· the DCM,

· the affected agency,

· the administrative counselor, and

· the ICASS Council Chair

Copies of the cable go to those listed in the first sub-section of this paragraph, as well as to the Department of State's Office of Management, Policy and Planning (M/P), which bears responsibility for coordinating NSDD-38 staffing increase and decrease requests. 

The cable lays out the terms and conditions of the service suspension that will result at post if the agency's disbursing office does not pay its consolidated ICASS bill in full within 180 days.

10.  In September of each year, the ISC Reimbursements Officer prepares for the ISC Director's signature a decision memorandum to the Department of State's Under Secretary for Management.  The memorandum identifies for the upcoming fiscal year those services which meet the criteria for a waiver of service suspension under paragraph (3) of Section 23 of the State Department Basic Authorities Act [22 USC 2695(b)(2)] "to cover protection of life and safeguard U.S. Government property."  The memorandum requests that the Under Secretary, on behalf of the Secretary, approve a blanket waiver of the following services under the provisions of paragraph (3):

· emergency medical service, on a case-by-case basis, in those exceptional circumstances where the Regional Medical Officer determines that medical service is essential to protect life, 

· local guard service to properties whose safeguarding is the direct responsibility of the embassy or consulate, 

· payroll services for locally employed staff,

· emergency maintenance and building operating services required to prevent physical damage to buildings for which the embassy or consulate bears responsibility, and 

· services provided in connection with an agency's drawing down or complete departure from country as a result of service suspension. 

 Posts must request waivers for other services on a case-by-case basis.

Where an agency or post requests, and the Under Secretary of State grants, a special waiver so that an agency can receive additional ICASS services in connection with the protection of life and the safeguarding of U.S. property, the ISC Reimbursements Officer contacts the agency to make arrangements for an advance payment to cover the full costs of the special waived services.  Costs for ICASS services covered by the Under Secretary's general waiver (see paragraph 10) will be charged against the agency's outstanding balance. 

11.  During the 180-day warning period, the ISC's Reimbursements Officer makes every effort to bring an agency's delinquent bill and potential suspension of service to the attention of those in the agency who can affect payment.  If payment is not received, the Reimbursements Officer sends a notice to all parties listed in paragraph 9 of these procedures advising them that all services except those expressly waived by the Under Secretary of State for Management are suspended.  The notice (and cable to posts) defines the terms and conditions of the suspension in accordance with both the ICASS Billing and Disputes Policy and the Under Secretary's waiver.

12.  When the ISC Reimbursements Officer receives documented evidence from FMP/F/DFS/AR that an agency has made full payment of its delinquent ICASS invoice and that the agency is not otherwise delinquent on other ICASS invoices, the Reimbursements Officer notifies the parties listed in paragraph nine of these billing procedures that either the agency's ICASS services will not be suspended or, if they are already suspended, can be restored.  

13.  The ISC sends out many instruction cables over the course of a budget cycle.  Critical to the ICASS Bill Payment and Dispute process is a message the ISC sends out by April 1 each year (as of 2001) reminding posts to record their workload counts and ICASS time allocations as of May 1 and forward these to the ICASS Council for consideration as of June 1, with Council concurrence no later than July 1.   

Procedures for Post-Initiated Disputes
Background:  In accordance with ICASS policy, ICASS service providers and customers at post should bring their unresolved invoice and other disputes to the ICASS Council for resolution.  Failing a satisfactory solution from the Council, parties may refer their disputes to the Chief of Mission for a determination.  If any party to the dispute is not satisfied with the Chief of Mission's decision, that party has the right to appeal the decision to the ICASS Executive Board.  

Posts that encounter disputes in the process of signing invoices in connection with an ICASS budget submission must document those disputes, clearly indicating that they are moving them through the resolution process outlined in the foregoing paragraph.  The dispute documentation, which the post submits with its budget and signed invoices, must bear the signatures of the ICASS Council Chair and the Administrative Counselor. Otherwise, if invoices remain unsigned and disputes are not documented, the post will be subject to the late submission penalty (i.e., a one percent reduction of the traditional bureau portion of its initial ICASS target and ineligibility to receive a mid-year target increase).

If a dispute is documented at the time a post submits its ICASS budget and invoices, the penalty will be deferred.  The post will have one month following the budget and invoice submission deadline to resolve the dispute and send a signed invoice to the ISC or advise the ISC by formal cable that the post has exhausted its options to resolve the dispute at post: the Chief of Mission has made a determination which one party is appealing to the ICASS Executive Board.  The IEB will only accept appeals of Chief of Mission determinations that are sent from the post to the ISC in a front channel cable reflecting the views of all parties to the dispute, as well as the Chief of Mission.

1.  On the date of the ICASS budget and invoice deadline, the ISC Reimbursements Team sends out an ALDAC cable reminding posts that, if they have submitted a documented dispute in lieu of a signed invoice, they have one month from the budget and invoice deadline date to send in a signed invoice or an appeal to the IEB.

2.  One month after the ICASS budget and invoice deadline, the ISC Reimbursements Team identifies those posts which have documented a dispute in the submission of their budgets and invoices, but which have not sent in a signed invoice or an appeal to the IEB.  Those posts are added to the list of posts the ISC submits to the Budget Committee for confirmation of the one percent penalty.  (See paragraph 2 under Billing Procedures.)

3.  Upon receipt of a formal front channel cable appealing a Chief of Mission determination to the IEB, the ISC provides copies to:

· the affected ICASS Executive Board (IEB) member (if applicable), or, in the absence of an IEB representative, the agency's senior most management official,

· the IEB Chair,

· the Chief Financial Officer of the Department of State,

· the ICASS Working Group,

· the Executive Director of the affected Department of State regional bureau, and 

· FMP/BP/FCR.

The ISC invites these offices to contribute materials to the appeal file that will eventually go to the IEB for decision.

4.  At its meeting in mid-January, the Budget Committee considers the number and nature of post invoice disputes appealed to the IEB, in order to determine whether timeliness or the number of disputes justifies requesting a special session of the IEB.

· Neither the Budget Committee, the IWG, nor the ISC can consider or adjudicate an appeal of a Chief of Mission's decision.  An agency can, however, decide to avoid an appeal lodged by its post representative and agree to pay the disputed amount as part of its consolidated invoice, in essence, "settling out of court." 

· The Budget Committee might decide that, based on their number and nature, the appeals can be deferred until the Spring meeting of the IEB.  In this case, the agencies appealing agree to pay the disputed amount as part of their consolidated initial invoice, with any adjustment resulting from the appeal reflected in their final invoice, following the Spring IEB meeting.

5.  Should a post incur a one percent penalty and still fail to submit a signed invoice or an appeal in connection with a dispute, the Budget Committee will reduce the post's mid-year (sometimes referred to as "final") target in the amount of the disputed invoice to ensure that the post does not spend the funds in dispute.   The Budget Committee grants blanket authorization to the ISC to restore the withheld amount as soon as the post submits the signed invoice or a cable formally appealing a Chief of Mission decision to the IEB. 

6.  Either at a special appeals session in late January /early February or at its regular meeting in the Spring, the IEB rules on the appeals of Chief of Mission decisions on invoice disputes that the posts have submitted.

· Where the IEB rules in favor of the initial post invoice, the agency makes prompt payment of any disputed amount withheld from the payment of its initial consolidated invoice.

· Where the IEB rules in favor of the agency, the amount in dispute will be distributed among ICASS customer agencies according to the following methods, listed in order of preference:

METHOD ONE:  If the dispute concerns a current fiscal year invoice and the post has not yet prepared and submitted its final ICASS budget and invoices, the post will redistribute the adjusted amount among the agencies at post according to the corrected workload.

METHOD TWO:  If the dispute concerns a prior fiscal, the ISC will use available ICASS Global Database information to calculate a corrected workload and resulting invoice adjustments for agencies which were at the post at the time the dispute took place.  The ISC will include any adjustments as a separate line item in the next consolidated invoice received by the agencies that were present at that post during the year the dispute occurred.

METHOD THREE:  Where post/agency/fiscal year specificity is not possible (in the case of a regional or central Washington cost dispute, for instance), the ISC will redistribute the adjusted amount to ICASS customer agencies by tier, according to the total amount of their annual ICASS invoice.  

Tier 

ICASS Total Invoice

# of Agencies

Percentage Share

1

$5 million plus

          8


43%

2

$1 m to $5 m


         18


48%

3

$100 K to $1 m

         18

            10%










           100%

Using this methodology, all 8 agencies in Tier 1 bear an equal share of 43% of the redistributed amount; the 18 agencies in Tier 2 bear an equal share of 48% of the redistributed amount; the 18 agencies in Tier 3 bear an equal share of 10% of the redistributed amount.  The ISC will include the redistributed amounts as a separate line item in the next batch of consolidated invoices that goes out to the Tier 1, 2, and 3 agencies.    

Procedures for Disputes over Central Washington Costs

Background:  Consolidated ICASS invoices received for payment by member agencies include the sum of post invoices, over which, as noted, posts might raise disputes, and central Washington costs, which agencies at the headquarters level might dispute.  As noted in the foregoing wording to appear on each ICASS invoice (see paragraph 4 under Billing Procedures), agencies should pay the amount of their consolidated invoice not in dispute within 90 days of the date of the DS-1605.  Also as noted, any dispute of a consolidated invoice amount must be documented and brought to the attention of the ISC within the initial 90-day period to be considered a valid dispute by the IEB.

1.   The ISC will assemble all agencies' disputes of central Washington costs and submit them to the Budget Committee as soon as possible following the expiration of the 90-day period.  The Budget Committee, representing the IWG, will act in the same capacity as the ICASS Council at post, ruling on the validity of central Washington costs in an agency's consolidated invoice. 

· Where the Budget Committee rules in favor of the initial consolidated invoice, the agency makes prompt payment of any disputed amount withheld from the payment of its initial consolidated invoice.

· Where the Budget Committee rules in favor of the agency, the amount in dispute will be distributed among ICASS customer agencies according to METHOD THREE as described in the foregoing section.

2.  Should an agency disagree with the Budget Committee's determination, it may appeal that decision to the IEB, which will adjudicate the dispute and redistribute any resulting invoice amounts according to METHOD THREE as described in the foregoing section.
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