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1. Reftel provided best practices from posts, chiefly in

Africa, where consolidation of State and USAID

administrative platforms had been successful, and invited

other posts to submit their best practices to the Joint

Management Council (JMC).  This message provides lessons

learned from Embassy Jakarta.

2. Jakarta has already consolidated warehousing,

procurement, human resources (LES only), leasing, motor

pool, and maintenance, and was one of the four JMC "pilot"

posts.  Post feels that four elements are critical to the

success of the consolidation process: front office

leadership, communication, substantial LES involvement,

and trust in collective judgment.

3. FRONT OFFICE LEADERSHIP: Front office leadership is

imperative when undertaking such a ground-breaking event.

State and USAID were challenged to move forward in a wide

range of ICASS services by U/S Fore and Ambassador Pascoe,

who pledged their support from the outset.  As State/ICASS

Management and USAID/EXO forged ahead, consolidation

remained a high priority for the front office throughout.

Examples of this include numerous consultations by senior

Department personnel and the Front Office with the

Embassy's Consolidation Working Groups and periodic

consolidation status cables to Washington.  Since

consolidation occurred at such a rapid pace, many issues

were encountered and resolved on an interim basis before

Washington could provide guidance.  As such, the Front

Office staunchly supported decisions made by the post

consolidation team, particularly as post requested

clarification on Washington's directives or moved

further/faster ahead in the process than Washington did.

4. COMMUNICATION: The excellent level of communication and

cooperation between USAID and State during the

consolidation process was noted internally and by

visitors, and is an attribute which cannot be

overemphasized.  Communication among members of the post

consolidation team was particularly important.  Weekly

meetings ensured that problem areas were addressed

immediately, and participants could collectively resolve

issues of miscommunications.  The meetings also presented,

discussed, and incorporated into the new consolidated

ICASS service standards.  Management's overall effort to

communicate a course of action and discuss expected

outcomes created an environment more conducive to change.

Town hall meetings with affected staff preempted

misconceptions and allayed fears of job insecurity, and

post ICASS Council members were regularly updated.

Additionally, constant communication with Washington was

necessary for guidance when problem areas were

encountered.  The importance of open channels of

communication at all levels and throughout the entire

process cannot overstated.

5. LOCALLY-EMPLOYED STAFF: While consolidation is still a

work in progress, Embassy Jakarta's successes could not

have been accomplished without the active participation

and support of the locally engaged staff.  Senior FSN

staff was part of the consolidation team and participated

in overall planning.  Each section had working groups

which were comprised primarily of State and USAID FSNs,

and although guidance was provided by American

supervisors, much of the detailed planning and

implementation schedules were worked out among FSN members

of the working groups.  Because of the joint communication

efforts as well as the direct inclusion of FSNs from day

one of the exercise, State and USAID staff perceived

themselves as co-equals working towards a common goal.  As

a result the LES staffs worked together collegially from

the beginning.  Creating a team atmosphere served well,

and in general morale among the combined FSN staff remains

high.

6. COLLECTIVE JUDGMENT: Lastly, the challenge to

consolidate under a unified ICASS service umbrella was

made in January 2006, and was largely completed by the end

of the fiscal year.  Since the exercise moved forward at

such a rapid pace, at times post had to make decisions

with minimal guidance from Washington, as significant

delays may have jeopardized the entire exercise.  Instead,

post relied upon the collective experience and judgment of

the post consolidation team and the FSN staff, and with

the support of the front office was able to make

significant strides in shared services consolidation.  To

meet the challenge from U/S Fore and Ambassador Pascoe,

post had to be innovative, take calculated risks, and have

faith in its judgments.

7. Embassy Jakarta would be happy to share templates and

other information with any interested post.  Its work on

consolidation is ongoing - like the delivery of excellent

administrative services it is undergoing continuous

refinement and, hopefully, improvement.  The ultimate test

of effectiveness is in customer satisfaction and value to

the government.  Please feel free to contact State

Management Counselor Larry Mandel or USAID EXO John Peevey

for further details.

8. Minimize considered.

RICE 
