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I.  GOVERNANCE

a. Washington ICASS Working Group (IWG) 

The Washington IWG would be the governing council for the Regional Service Center (RSC) ICASS budget.  Approval of RSC Initial and Final ICASS targets would be made by the IWG (e.g. at the headquarters level) for all customer agencies at posts receiving ICASS support from the RSC.  This is similar to the relationship that the IWG has with the Regional Financial Centers based in Charleston.

b. ICASS Support for the RSC
For an RSC located outside the United States, the host post ICASS Council and host post service provider will provide administrative support (i.e. non-residential local guard, housing, residential maintenance, etc.) to the RSC as it would to any other agency.  The RSC Director will have a seat on the post ICASS Council.  The post ICASS Council, using 6 FAH guidance, will provide admin support and allocate it to the RSC on the same basis as other customer agencies using existing ICASS cost distribution rules.  The host post ICASS Council will develop its budget and provide the RSC with an initial invoice which the RSC will use in subsequently developing the RSC ICASS budget for submission to the Washington ICASS Working Group’s Budget Committee.  The RSCs will have a separate State ICASS agency code to facilitate the host post billing process.

c. Dispute Resolution

Disputes from RSC customers (post Service Providers and ICASS Councils, not individual subscribers) will be resolved at the Washington IWG level.  If resolution cannot be made by the IWG, then the dispute will be forwarded to the ICASS Executive Board (IEB) for resolution.  The Washington Regional Service Provider Bureaus should be engaged in all phases of the dispute resolution process.  

II. OPERATIONS

a. General RSC Concept 
Based on two main objectives:  

1.  Improve the quality of ICASS support to overseas posts.

2.  Reduce overseas costs.  

The two objectives above clearly support the GAO rightsizing “framework” accepted by the Office of Management and Budget.  The GAO framework consists of three factors:  Mission, Security, and Cost.  

While all three factors are vital to any consideration of overseas staffing, Mission clearly is pre-eminent.  Every agency invests in overseas operations to accomplish a mission.  They all want to accomplish the mission securely and at the least practical cost, but success in meeting mission requirements is essential.    Therefore, any model for a regional center must clearly focus on delivering results for overseas missions – not merely maintaining current support levels, but actually improving them.  

All regional center staff would be located in countries and facilities where security is equal to or better than the security of supported posts.  Therefore, regionalization should, by definition, improve security. 

The RSC is one service mode that post Service Providers will utilize (along with in-house service providers, outsourced providers, etc.).  The post Service Provider will serve as the primary contact and accountable provider in answering and dealing with RSC services.  The post Service Provider is responsible for working with the RSC to address customer inquiries and empowered to make recommendations for changes or improvements.  The RSC will function as the “backroom operation” and the internal management between post Service Providers, RSC Service Providers and Washington Regional Bureau Service Providers should not be apparent to the customer agencies.  

RSCs will be transparent “offshore” extensions of serviced-post management operations.  This is a significant change from regional operations in the past.  Historically, regional centers offered advice while the posts still performed the work.  This new model focuses on moving work out of the post to the regional center where we will take advantage of economies of scale to perform the tasks more efficiently, at a lower cost and with higher quality.  This may include a mini-hub model as a way to allow flexibility for the Service Provider to effectively provide services and contain costs.  (The Regional Service Center Frankfurt, as the direct descendant of the EUR New Post Support Unit, currently provides some of this direct support to EUR posts, while the Florida Regional Center supports WHA posts.)  

The RSCs will function in very similar fashion to the best of our largest overseas management sections.  They will include expert staff in all management (and we hope, other) functional areas.  These employees will reinforce each other’s efforts – the sum will be greater than the individual parts.   
b. Experience/Responsibilities

RSC would be staffed with highly motivated and capable employees with significant overseas experience and/or expertise in their area of specialization. These officers will become non-resident members of overseas post management sections.  

RSC staffing will be a mix of Foreign and Civil Service employees.  They must work as an integral part of the management team at each serviced post and coordinate their activities with RSC colleagues from other functional areas.  

These employees will have direct authority over post operations in their area of expertise.  This authority will be roughly equivalent to the day-to-day authority now exercised by resident officers in these functional areas.  An example: a non-resident Human Resources officer will classify all locally engaged staff positions.  RSC personnel will also supervise and prepare the formal evaluations of local staff they supervise.  

III. SERVICE PROVIDER ROLES  

The examples provided below are not all inclusive, but conceptual descriptions of the types of services and roles that RSC service providers could offer to customer agencies.

a.  RSC Director

The RSC Director would oversee the regional service center operations by developing the RSC charter, working with customer agencies at serviced posts to establish mutually agreed upon performance standards, providing supervision to the RSC service providers, and in general managing service delivery and the ICASS process at the RSC.

b.  RSC Financial Management Officers (FMOs)
FMOs will monitor post funding levels, obligate funds against contracting actions, and certify vouchers for payments.  They will provide management analysis and reports to post management officers.  Serviced-post staff will use “Smart Forms” (e.g., electronic and web-enabled forms) to prepare miscellaneous claims and Official Residence Expense vouchers for electronic submittal and approval by RSC FMOs.

c. RSC General Services 

General Services specialists (GSOs) or general management officers will formally approve contracting actions and approve invoices for payment.  They could also approve requests (submitted on-line by customers at serviced posts) for procurement support, facilities management, and non-expendable property.  

For example, regional officers with contracting responsibilities for a set of posts will have formal authority for those posts and manage the entire procurement operation.  The Regional Center will manage all non-local procurements and all procurements over a certain dollar threshold.  FSNs and/or EFMs will have expanded authorization to conduct small purchases (i.e., expanded purchase card authority) with the regional officer holding the contracting warrant and conducting larger dollar-value contracting actions.  

d. RSC Human Resources Officers

Because RSC HROs will be the authorized HROs for individual posts, they will review and approve personnel actions and have position classification authority for those posts.  They will conduct position classification reviews during periodic visits and/or via telephone calls and video conferencing.  Where qualified LE or Family Member staff are in place, they may perform position classification reviews using Computer Assisted Job Evaluation (CAJE) software, with classification actions approved by the regional HROs. 

e. RSC Information Management Officers

Local area networks will remain in place at posts, requiring some local support.  With the implementation of SMART, local information management specialists will be relieved of the burden of supporting the mission’s cable transmission system (e.g, TERP V) at all posts and Microsoft Exchange Servers (both SBU and classified systems) at most posts.  However, this will be partially offset with new (as yet undefined) SMART system administration responsibilities.  In addition, the use of the latest operating software for servers and desktop computers will allow for remote management of many systems functions, including setting and enforcing IT configuration standards and updating software to maintain proper IT security.  We also have additional opportunities to centrally or regionally manage certain systems functions, such as adding new users, performing backups, etc.  

The development of web-based versions of key enterprise-wide post management applications offers the opportunity for the RSC and/or State’s central IRM to “host” these applications, removing this function (and its workload) entirely from supported posts.  This allows us to take advantage of economies of scale and concentrate expensive IT talent at a small number of locations where we can best leverage their expertise at the lowest practical cost.  Regional (or central) systems management staff will maintain application servers, configure software to meet post needs, ensure proper software backup, manage user access (per instructions from appropriate post or regional staff) and assist posts with customizations to meet specific local needs (for instance: adding additional data fields to capture social security data required by host governments).  

i.  Regional Information Systems Security Officers

Staff will be based at the RSC or in the Department, will be able to conduct routine mandatory security checks from a remote location and will visit posts on fixed schedules to review physical operations and ensure proper application of standards per prevailing regulations and practice.  

f. Training

RSC will serve as a “forward deployed” training center, working in partnership with FSI, functional and regional bureaus, and posts to host regional training events needed or requested by posts.  The RSC FSN Training Cadre members will continue to serve as trainers in their areas of functional expertise and meet periodically with RSC staff to discuss issues and set annual objectives for the program.

g. Other Regional Functions

Locally resident staff at the RSC will provide function- or regional- specific services as needed and outlined by the RSC Charter and Organization Chart.  For instance, property and inventory clerks will report to the RSC GSOs regarding inventories and property management at the RSC serviced posts/customer agencies for Property and Inventory Operations.  They will travel as needed to serviced posts to conduct inventories and will be remotely available to provide assistance, training and guidance to the serviced posts on a daily basis.  The same will be true for regional HR staff, IM staff, and FMO staff located at the RSC.

IV. POTENTIAL SERVICE OFFERINGS

We anticipate phasing in Regional Service Center offerings as the Centers develop capability, staff and technological capacity.  The list of services below is an attempt to describe an initial set of services that the Centers would aspire to provide once they reach maturity.  However, as ICASS and service providers gain expertise and develop capacity, this initial list of services could grow as has been the case with most private sector providers of shared services It is imperative for the Service Provider to find the most cost-effective operation.  This may mean providing services at post or via a RSC.  There should be options and flexibility to allow the Service Provider to work with customers and Washington Regional Bureau Service Providers to determine which is the best complement for each post.  

a. Financial Management

i. Accounting

Allotment tracking, establishment of obligations, journal voucher entries, preparation of reports and account reconciliation.

ii. Budget and Financial Plans

Preparation of budget submissions (may require visits to posts), MPP data entry, and financial reporting and analysis.

iii. Payrolling

Time and attendance reporting, resolution of pay and leave problems, tax records, processing of electronic (EFT) salary payments and allowances.

iv. Vouchering

Transmission of voucher documents (translated to English before it leaves post), certification, and processing of travel advances.

b. General Services

i. Procurement

Procurements over $2,500 that require competition can be done at the RSC, RPSO or in the US.
ii. Administrative Supply

Ordering, receiving and fulfilling supply requests through an automated processing system.

iii. Non-Expendable Property Management

TDY visits could help with the preparation of NEPA reports and conducting local inventories.

iv. Travel Services

Oversight of the outsourced travel management contractor, processing travel requests (assumes that a web-based travel manager system with electronic approvals and signatures could be deployed at the regional center), reservations/ticketing, and preparation of travel orders.

c. Human Resources

i. American Personnel Services

Check In/Check Out processing, EER management, work requirement statements, recruitment & hiring, termination & retirement, summer/temporary/intern hiring, and arranging for Emergency Visitation Travel.

ii. LES Personnel Services

Check In/Check Out processing, EER management, work requirement statements, and assist serviced posts with recruitment & hiring, termination & retirement, temporary hiring, and requesting security/background checks.

d. Information Management

i. Operations

IT security management, IT planning, installation of hardware/software (would require TDY visits), and management of an IT customer help desk may be possible

ii. Training

Conducting training on the standardized suite of applications can be made via TDY visits.
iii. Telecommunications

Management of circuits, radios, mobile phones, communication billing and telecommunication problem resolution.

V. COST DISTRIBUTION SYSTEM

a. General Concept

i. Workload Counts

Workload counts for the RSC serviced-posts could be drawn from the post ICASS budget submissions and the Global Database kept in Washington.  Posts that subscribe to RSC services will provide these relevant workload counts to the RSC.  Posts will use the regular ICASS counts and count periods in this process.  Local ICASS councils will approve these counts before submission to the RSC.  The RSC could use these serviced-post workload counts to distribute the RSC ICASS costs.  The goal is to not impose additional workload onto serviced posts.

However, it may not work or make sense in all cases to use the Standard/Lite workload counts from serviced posts/customer agencies.  It might make sense to develop new workload counts that would be used in the RSC ICASS software to distribute RSC service specific costs.  For example, in Personnel Services at both Standard and Lite posts a per capita workload count is used.  It might make more sense if a significant amount of the RSC HR work revolves around position classification to have the number of positions classified as the workload count used to distribute the RSC service costs.  Experience with implementation will prove out the need for this methodology.

The success of this approach would depend directly on the capability of the service provision software.  Where the software used to provide the service (i.e. classify the position or procure a requested item) allows the RSC to automatically calculate the number of actions by customer agency for each post, the volume of transactions will be a practical and equitable method for distributing costs to customer agencies.  If the software does not currently contain that capability, customer agencies will have to either invest in enhancing the software or accept a less direct cost distribution workload factor, as they do now.

b. Cost center specific workload counts that could be used to distribute RSC costs
	RSC Service Offerings
	Serviced Posts Workload Count
	Post

Cost 

Center
	Workload Type & Count Period
	Modifiable

	Financial Management:

     Accounting

     Budget & Financial

        Planning

     Payrolling

     Vouchering
	# of strip codes processed

(12-month FY Count)
	Standard:

6223

Lite:

6225
	Cumulative,

May 1 –

April 30
	YES

	General Services:

     Procurement

     Administrative Supply

     Non-Expendable Property

        Mgmt.

     Travel Services
	# of DH US Citizen employees 


	Standard:

6150

Lite:

6150
	Static

as of

May 1
	YES

	Human Resources:

     American Personnel Services

     LES Personnel Services
	# of DH US Citizen employees and LES serviced
	Standard:

6441 &

6451

Lite:

6445
	Static

as of

May 1
	YES

	Information Management:

     Operations

     Training

     Telecommunications
	# of DH US Citizen employees 


	Standard:

6150

Lite:

6150
	Static

as of

May 1
	YES


c. 
Post Responsibilities

The post Service Provider, working with their regional bureau and local ICASS council will establish the procedures for requesting and receiving RSC services.  A coordinated, seamless provision of ICASS services at post to the customer is important to the success of the Service Provider at post and the RSC concept.  In order for RSCs’ to be able to prepare their budget requests, project resource requirements and deliver services to the post customers, posts must keep the RSC fully and continuously informed about 

1.) subscription changes, and

2.) workload counts. 

Posts are not involved in or responsible for the budgeting process for the RSCs.  That is the responsibility of the RSC and Washington IWG.

d. RSC Responsibilities

The RSC will use the list of subscribers and modifications to ensure that it knows all of its customers and serves them.  RSC will collect any workload counts it may generate and provide them to the post for confirmation before including them in the RSC ICASS budget for cost distribution.  RSC will prepare budgets based on this information, and post provided workload counts, for presentation to the ISC.  

e. Potential RSC Annual ICASS Budget Timeline

	Date
	What’s Happening at the RSC
	What’s happening at post
	What’s Happening in Washington

	January
	RSC Service Providers (with concurrence from Washington regional bureaus) prepare forward plans (looking ahead two fiscal years) and submit this information to the Washington ICASS IWG.
	
	

	February
	
	
	The appropriate regional bureau reviews RSC Initial budget submissions and develops final target recommendations based upon State Service Provider affordability.

	March
	
	
	Washington budget committee approves Final target for the RSCs and sends to RSCs.

	March – April
	RSCs develop Final ICASS Budget Submission (except for workload distribution).
	Posts prepare rating information for RSC employees.
	

	April 1
	
	Customer agencies to submit service withdrawals/additions to the RSCs
	.  RSC incorporates subscription and workload count information in budgets

	May 1
	RSC develops workload counts for processes it has automatic systems for collecting. 
	Post records ICASS workload counts.
	

	June 1
	RSC provides these workload counts to the serviced-post ICASS Council for confirmation.


	Post provides the RSC with per capita and other workload it needs to distribute services where it does not have automatic systems for collection.


	

	July 1
	RSC receives final post-based workload counts.
	Post provides the RSC with post-based workload counts and post ICASS Council approval of RSC generated workload counts.
	

	July
	RSC works with appropriate regional bureau to develop initial target recommendations for the following fiscal year.
	
	The appropriate regional bureau works with the RSC to develop target recommendations based upon State Service Provider affordability.

	August
	
	
	Washington budget committee approves Initial target for the RSCs and sends to the RSCs.  

	September 15
	Deadline for RSCs to submit contingency fund requests.
	
	

	October 1
	
	Customer agencies to submit service withdrawals/additions to the RSC.
	

	October - November
	
	
	.

Updated RSC ICASS software is sent to RSCs for preparation of the Initial budget.

	December
	RSC develop and submit Initial ICASS Budget (using workload counts it develops as well as counts provided by the serviced posts).
	
	


VI. ACCOUNTABILITY 

a. Performance Standards

RSCs, in consultation with serviced posts, will develop post-specific performance standards for each of their services.  The performance standards will be specific and quantifiable and will cover such elements of service provision as turn-around time and the frequency of visits to post.    After approval by the Post Service Provider(s) and Post ICASS Council, the Washington ICASS Working Group will review the RSC’s proposed performance standards.  Any questions about standards will be addressed to the post and RSC.

b. Service Provision Assessment

Jointly, Regional Service Centers and posts will conduct annual evaluations of services and compare actual results to the performance standards for each service.  They will provide copies of their evaluation to the rater of the RSC Director and members of the Washington ICASS Working Group.  

Regional Service Centers also will develop a family of measures to assess service quality and cost-effectiveness.  The Regional Service Center, serviced posts and headquarters-level stakeholders will use those measures to manage the Service Centers and the provision of services.  The RSC will provide an annual trends report on performance measures to the RSC Director’s rater, the Service Providers (at posts and in Washington), ICASS Councils (at posts), the ISC and IWG

c. Evaluation of RSC Service Providers

Serviced posts’ Services Providers and ICASS Councils will provide the rating officer of the Director of the RSC joint rating input by March 30th of each year.  The rating officer for regional support personnel at the Regional Service Center will likewise request input from the serviced posts for evaluations.  Serviced posts will designate a single point of contact for that service who will be responsible for drafting the serviced post’s input.  The rating officer also will solicit voluntary input from the serviced posts for use in quarterly counseling sessions.  Serviced posts also will provide input to reviewing officers, where necessary.  

d. Organizational Charts

Each RSC will have a respective Organizational Chart published for posts and Washington Customer use in order to facilitate assistance.

VII. TRANSITION PLANNING

Although OMB is careful to note that “rightsizing” does not equal “downsizing,” (net global staffing for all agencies may not decline as a result of successful rightsizing activities), we continue to look for opportunities to reduce overseas staffing whenever possible.  We also seek opportunities to move work (and staff) out of overseas posts to regional or central locations that are more secure and less expensive.  There are three key elements to transitioning administrative service provision to this RSC platform.

a.   Process standardization
The RSC will implement standardized customer-focused management systems to improve overall quality of services.  

b. Technological capability

The RSCs and posts will require investment in technologies to effectively and efficiently provide and receive remote regional services.  Examples of these include web-based automated procurement request processes, digital video conference technology at under equipped and difficult to travel to serviced posts.  These types of technology investment and the willingness of customer to fund this investment will affect the pace that services can be adopted by the RSCs.  As more services are automated and proven to be proficient and efficient in meeting customer demands/expectations, the Service Provider will decrease the number of employees at the serviced posts performing these functions.

c. Identification of potential serviced posts/customer agencies

The RSCs will add posts/services in a phased approach once they have mastered provided services at initial locations.  
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