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SERVICES AND ELIMINATING DULICATION - II

REF: (A) 05 STATE 220652

1. This message clarifies, updates, and supersedes reftel.

2. SUMMARY: Current budgetary pressures combined with the

continued challenges of the overseas security environment

underscore the need to provide the most efficient support

services in the safest possible locations.  We, as good

stewards of the American public's resources, are committed

to meeting this need.  Rightsizing agency presence in New

Embassy Compounds, centralizing and regionalizing business

lines, empowering locally-employed staff, outsourcing and

eliminating duplication in services are all part of this

effort.  Elimination of duplicative structures for support

services delivery has been and remains a core objective in

this effort.  Lessons learned from both last year's shared

services pilots are outlined in paragraph 6.

3. In addition, the shared services team that visited

Embassy Nairobi has developed a strategy for consolidation

that merges State and USAID General Services into a

streamlined, unified operation with one ICASS invoice and

jointly managed by State and AID.  In principle, we

recommend this general concept as a new model for all

agencies overseas with duplicative service models, not

just ICASS and USAID, particularly at posts where service

providers are already co-located.  This process is

outlined in paragraph 8.  The formal rightsizing process

underway for new embassy construction offers even greater

opportunities for co-location and consolidation, however,

and should result in more closely integrated operations.

This issue is addressed in paragraph 10.

4. Chiefs of Mission and USAID Mission Directors should

lead the effort at their posts to identify and fully

support efforts to eliminate duplicative services,

consolidate and re-engineer support services, while

ensuring full programmatic support for all serviced

customers.  Paragraph 8 contains an action request for all

posts.  END SUMMARY

5. OBJECTIVES: Congress and OMB have made it clear that we

must seek more efficient, lower-cost ways of doing

business.  The Secure Embassy and Counterterrorism Act of

1999 requires the co-location of all USG staff overseas in

all new embassy compounds (NECs).  The Office of

Rightsizing the United States Government Overseas Presence

(M/R) has a clear mandate from Congress to ensure that

staff numbers and locations are aligned to meet our

foreign policy priorities overseas.  The ICASS Executive

Board (IEB) has made cost containment of support services

a priority, which we support.  There are many reasons for

budgetary growth in ICASS, but the overall goal should be

a reduction in ICASS unit costs.  Achieving this objective

will involve numerous changes to how we do business:

eliminating duplicative services and redundant staff,

outsourcing functions that are not inherently governmental

when more cost-effective to do so, and

centralizing/regionalizing functions that do not need to

be performed at post.  We must do so with a sense of

urgency, but also with full transparency, and strategic

purpose.  Post management should make themselves aware of

the requirements of these efforts by reviewing information

found on the State M/R and USAID EXO Tool Box web sites.

Appropriate work objectives to achieve successful and

sustained results in these areas should also be considered

for the upcoming evaluation cycle.

6. PILOT PROGRAMS LESSONS LEARNED: The recent shared

services pilots sponsored by the State/AID Joint

Management Council, in Cairo, Dar es Salaam, Jakarta, and

Phnom Penh, have established that significant operational

efficiencies and some cost savings can be realized through

the consolidation of duplicative services.  Although

regulatory and technical obstacles at the agency levels

limited the impact of operational efficiencies achieved,

JMC working groups have made real progress in addressing

many of these obstacles.  For example, a lease waiver form

and standard lease document are ready for implementation,

USAID will begin to utilize WEB PASS Post Personnel module

in the near future, a joint USAID/State unified real

property Asset Management Plan has been developed, and

policy guidance has been prepared for the transfer of

property under ICASS.  As part of the consolidation, pilot

posts re-engineered business processes and updated

standard operating procedures, improved communications

with customers, improved equity in service levels,

identified and expanded best practices, and optimized or

reduced workspace requirements.  Careful workforce

planning enabled posts to identify the best employees from

both service providers to create a stronger and leaner

combined organization.  Elimination of positions through

attrition and abolition of vacant positions minimized the

negative impact on local staff.  Posts contemplating

future consolidation, particularly those moving into NECs

within the next two years, are cautioned not to create new

positions or to fill vacancies until a decision has been

taken on the staffing requirements of a combined

operation.  A full report of the evaluation of the pilots

is available on the A/GSSI website at a.gssi.state.gov.

7. NEW MODEL: A study sponsored by the ICASS Council at

Embassy Nairobi, in anticipation of the co-location of

USAID on the Embassy compound, recently concluded that the

creation of a combined or single mission administration

unit would achieve the best results in delivering quality

services at the lowest cost.  This new model makes use of

the Alternative Service Provider module in the ICASS

software and new costing templates which for the first

time provides us with an accurate comparison of costs

between services provided by USAID and ICASS.  A combined

organization will build on the best practices and talents

of post's well-performing service providers.

8.  SINGLE SERVICE PROVIDER/ACTION REQUESTED:   There are

many organizational issues that need to be resolved in

Washington to implement this single administrative

structure referred to in para. 7.  Before actual

consolidation can occur, additional analyses should be

undertaken to determine the overall cost impact to the USG

and all customer agencies to implement this single service

provider.  This analysis needs to show that the formation

of the single provider will over time be more cost

effective for the USG.  We assume for this to occur that

business practices will have to change, including greater

use of local staff, outsourcing, and regionalizing certain

services.  Posts should identify the most effective

options for reducing support costs and improving service.

Once the analysis has been completed, and if practicable,

missions should proceed to consolidate services under a

single service provider for each service, assigning some

services to ICASS as the sole provider (USAID to buy in)

and some services to USAID as the single service provider.

9. INFORMATION MANAGEMENT: The JMC Information Management

Working Group has been charged with achieving

consolidation of the overseas information management

infrastructure.  Further guidance will be sent to the

field as this process is refined.

10. NEW EMBASSY COMPOUNDS AND RIGHTSIZING: For over a year

now, all embassies receiving a New Embassy Compound (NEC),

as well as all other missions on a five-year cycle, have

been required to complete a rightsizing study, approved by

the Office of Rightsizing the United States Government

Overseas Presence (M/R).  One of the premises of this

study is that duplicative functions will be eliminated.

Since the rightsizing study has an approximately five-year

lead time before a new facility is occupied, this process

allows posts to adopt a much more developed strategy to

consolidate services than is possible under the short-term

approaches described above.  At a minimum, M/R assumes

that in new construction all administrative functions will

be co-located, and all functions currently provided by

ICASS will be consolidated, although M/R leaves to post

discretion all decisions on which agency/agencies will

provide what services.  Posts need to ensure that their

decisions on which positions are eventually abolished as

part of this consolidation are taken interagency and in a

completely fair and transparent manner.  Competitive

sourcing has also been introduced as part of the

rightsizing exercise; in some cases it will result in the

outsourcing of functions currently performed by both ICASS

and USAID staff.  As part of the rightsizing process,

posts are also asked to identify functions currently

performed by U.S. direct-hire employees which can be

performed by locally-employed staff.

11. FUNCTIONS THAT SHOULD BE REVIEWED AS POTENTIAL FOR

CONSOLIDATION: Functions that should be reviewed as

potential for consolidation include: (1) Administrative

Support Functions: warehouse management, expendable

supplies, functional and residential property leasing,

motor pool, residential and non-residential maintenance,

customs and shipping, custodial services, reproduction

services, mail and pouch services.  With both agencies'

severely limited funding, cost should be a primary

consideration for all service recipients, including

privatization alternatives.  (2) Financial management

functions: cashiering and FSN payroll processing. (3)

Procurement functions: non-programmatic simplified

acquisition procurement, e.g., administrative procurement

of goods and services (not to include personal services

contracting); does not include contracting, grant-making,

and related contract management functions that implement

USAID strategic programs.  (4) Human Resources Functions:

recruitment, "at post" language training for Americans,

expanded Eligible Family Member program, FSN initiatives,

and joint IT systems - specifically Human Resources

Information Systems (HRIS), under eGov's HR Line of

Business, and Learning Management System (LMS).  USAID

will retain hiring and classification authority for all

staff acquisitions, and will continue to perform its non-

ICASS-equivalent HR functions.  (5) Technology:

Maintenance and service for all local networks, desktop

hardware, printers, fax machines, video conferencing,

telephone services, office automation servers, electronic

mail systems and administrative software, servicing of all

hardware and non-propriety software. For those functions

that are unique to supporting USAID operations and are not

mentioned in this paragraph as subject to consolidation

will not be co-located for NEC planning purposes.

12. FUNCTIONS NOT SUBJECT TO CONSOLIDATION: USAID

technical and program management, and legal advisory

USAID functions and non-administrative staff associated

with these functions are not subject to consolidation.

This would include all USAID technical areas such as

democracy, education, health, disaster and humanitarian

assistance and crisis mitigation, economic growth and

trade, environment, agriculture, food for peace, general

development programs, financial management activities that

support programmatic functions, and program management

functions.

13. MANAGEMENT PRINCIPLES: We appreciate that what we are

asking you to do is difficult, sensitive, and involves

profound change for American and locally-engaged staff.

Here in Washington we are strongly committed to a dialogue

and decision making process that is transparent and

participatory.  Consolidation decisions under any

scenario, including rightsizing, should be based on the

best way of providing services at the lowest possible

cost, with fairness to all agencies' staff, both American

and local, in terms of employment opportunities and

services provided.  We ask for the same spirit of

openness, fairness, and participation in the field.  Posts

should develop plans for evaluating the staff in the

consolidated organization that utilize these principles.

14. ASSISTANCE AVAILABLE: State's Office of Global Support

Services and Innovation (A/GSSI) has worked with its USAID

counterparts through the JMC Shared Services Working Group

to develop step-by-step templates for costing analysis and

consolidation planning and shared services team that can

visit post and assist with the analysis.  These will be

reported septel.  These templates, along with evaluation

reports from the pilot posts, are posted on their website

at a.gssi.state.gov and the USAID EXO Toolbox.  The

working group will also provide guidance, regulations, and

standard procedures for property management, work orders,

property transfers, and leasing as they become available.

In addition, the JMC at its latest meeting created a

Rightsizing and Regionalization Working Group led by

Patrick Truhn, State, and Carla Royalty, USAID, which will

be exploring these issues in greater detail.  Offices

available to help posts in this process, all of which

should be slugged for action on telegrams from the field,

are: A/GSSI - contact Crissy Somma; USAID's Office of

Overseas Management Support (M/OMS) - contact Steve

Callahan; Office of Rightsizing the United States

Government Overseas Presence (M/R) - contact Patrick 

Truhn.

15. Minimize considered.

RICE

