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SUMMARY:  The recent ICASS Executive Board (IEB) decision

to alter the composition of post ICASS Councils is a

reflection of IEB members' experiences and discussions

over the past several years.  In addition, several IEB

members attended recent Management Counselor/Council Chair

(MC3) Workshops where they had opportunities to speak with

participants about ICASS at the operational level.  They

came away with the view that Post Councils had become

bogged down by day to day ICASS issues and that the

broader ICASS issues affecting post management were not

being addressed.  Their conclusion was that an ICASS

structure similar to that used in Washington could more

effectively address ICASS requirements at the post level.

END SUMMARY

1.  During the MC3 conferences held over the past 2 years,

several IEB members had the opportunity to discuss a broad

range of issues with conference participants.

Representatives came from large and small posts as well as

virtually all agencies and all grade levels, providing an

invaluable forum for discussions.  They heard from posts

where Council meetings seemed to dwell on minor issues

(e.g., individual agency workload counts, a specific

agency's bill or questions related to invoices) as well as

from posts where ICASS Councils were very active and

focused on the larger, long-term post management issues.

While both activities are important to ICASS, the focus

and participation of senior agency representatives was

diminishing.  Their conclusion was that the ICASS

structure needed some "tweaking" to reinvigorate the

process and engage senior leadership in ICASS decision-

making.

2.  The consensus of the IEB was that a structure similar

to that in Washington would best address these concerns.

Post Councils should be small, senior-level groups which

meet several times a year to focus on issues of primary

concern regarding resources and performance (see reftel),

similar to the IEB.  This change is in no way intended to

disenfranchise or diminish the roles of agencies which

would no longer sit on the Council.  Rather, their

continued participation on the new 'Budget Committee (BC)'

will be an integral element of post ICASS operations.  The

new BC's responsibilities would include:

reviewing/approving respective invoices, workload counts,

and staff time allocations; reviewing/approving workload

count modification requests; use of lite vs. standard

software; budgeting by location; using sub-cost centers;

and reviewing/recommending budget approval to the Council.

The BC is also the appropriate forum for addressing

individual agency wants/needs within the context of post

ICASS operations that have a budgetary impact. Unresolved

issues are referred to the post Council.

3.  To help clarify the impact and intent of this change,

the following Q's and A's are provided.

-------------------------------------------------

COUNCIL COMPOSITION, MEMBERSHIP & REPRESENTATION

-------------------------------------------------

Q.  The FAH defines the IEB as being comprised of cabinet-

level agencies whose invoices total at least 1% of the

worldwide ICASS invoice.  If such an agency does not have

an invoice equal to 1% of the post total, does that mean

they cannot be on the new Post Council?

A.  The baseline for membership is derived from Washington

IEB membership.  Therefore, each agency which currently

holds IEB membership conveys that privilege to its

overseas representative, irrespective of that agency's

percentage of the post ICASS invoice. The agencies

represented on the IEB are: Department of Agriculture,

Agency for International Development, Department of

Commerce, Department of Defense, Department of Justice,

Department of Treasury, Department of Veterans Affairs,

Department of Homeland Security, Department of Health and

Human Services, Peace Corps, Department of Transportation,

Social Security Administration, Library of Congress, and

the Department of State.

Q.  Reftel states that post councils will be composed of

cabinet-level and independent agencies mirroring the

representation on the IEB. My agency, IBB, is an

independent agency.  Does my agency get a seat on the new

council?

A.  No.  As noted above, membership is derived from

Washington IEB membership.  The only independent, non-

cabinet level agencies currently on the IEB are:  Library

of Congress, Peace Corps, USAID, and Social Security

Administration.

Q.  At my post several cabinet level agencies (e.g., DOD,

DHS and DOJ) each have multiple representatives.  Do they

all get a seat on the Post ICASS Council?

A.  No, each cabinet level department/agency will have a

single representative on the Post Council.  At posts where

there are multiple entities from a single department or

agency (e.g., DOD representatives from DIA, DSCA, DLA,

etc.) those entities must identify one senior officer who

will represent them on the Post ICASS Council.

Q.   Do these rules also apply to the multiple entities

under the Department of State (i.e., Public Diplomacy,

Refugee Affairs, INL, OBO, MCC, DS, etc.)?

A.  Yes, while these entities may receive funding from

separate appropriations, all are considered part of the

Department of State and they will be represented by a

single individual.

Q.  There are several agencies at this post which do not

have representation on the Washington IEB.  How will they

be represented on the Post ICASS Council?

A.  As you note, not all agencies are directly represented

on the IEB.  However, all ICASS agencies are members of

the interagency ICASS Working Group (IWG.)  In Washington,

agency representatives with a specific issue raise their

concerns with the ICASS Service Center (ISC) and/or the

IWG.  If the issue cannot be resolved at that level, it is

raised to the IEB for decision.  At the post level, if an

agency's issue/concern cannot be resolved directly with

the Service Provider or within the BC or any of post's ad

hoc ICASS Working Groups, the Post ICASS Council Chair

would represent the interests/concerns of such agencies in

bringing such issues to the Council.  The Chairperson can

decide if it is appropriate to include the agency

representative in any Council discussions.  To ensure

transparency in Council deliberations, minutes of Council

meetings should be disseminated to all agencies.

Q.  At my post we have several small or independent

agencies which do not have IEB representation.  Can we

establish a separate ICASS Council position to represent

these agencies?

A.  No.  Small and independent agencies participate in the

ICASS process at the BC and ad hoc Working Group levels.

When there are issues/concerns that cannot be resolved at

these levels or directly with the Service Provider, they

should be raised with the ICASS Council Chair.

Q.  Under the new representation, I no longer sit on the

Council.  Does the Council approve my ICASS invoice?

A.  No, you do.  Program managers whose agency HQs have

granted them budget authority, will continue to approve

invoices and workload counts for their program.

--------------------------

ROLES AND RESPONSIBILITIES

--------------------------

Q.  Does this change in Council representation change the

role of the DCM?

A.  No.  The DCM continues to be an important ex-officio

member of the Council, working to assure that ICASS

performance, budgets and priorities are compatible with

the mission performance plan.

Q.  My agency is not represented on the IEB but I am

currently the chair of the Post ICASS Council.  Can I

retain this position?

A.  Unfortunately, no.  With this change in governance,

the Chair of the Post ICASS Council must be selected from

the actual members of the new Council.  Similarly, the

Chair of the BC will be selected from the membership of

the BC.

Q.  The new guidance indicates that posts can decide how

frequently the ICASS Council should meet.  Is one meeting

a year sufficient?

A.  No.  The guidance outlines the roles and

responsibilities of the ICASS Council and, by their

nature, these functions cannot be accomplished in a single

meeting. The focus should be on the quality of the meeting

in terms of appropriately engaging post's senior

leadership in significant ICASS issues rather than on the

quantity/number of meetings in the year.

It is strongly suggested that the ICASS Council Chair and

the service provider set the schedule and agendas together

for projected ICASS council meetings.  The ISC will

provide a suggested calendar of key meetings for the

Council and the BC via SEPTEL shortly.

---------------------------------------------------------

BUDGET COMMITTEE COMPOSITION, MEMBERSHIP & REPRESENTATION

---------------------------------------------------------

Q.  What is the structure of this new "Budget Committee?"

How will it operate?

A.  It is expected that the BC will have a structure and

operating guidelines similar to that of the former post

Council, but with a function limited to ICASS budget

issues.  It will have a Chairperson elected by the BC and

its membership will be similar to the former Council.  An

autonomous organization will be entitled to one seat on

the committee.  Members must be signatories to the ICASS

Charter and Memorandum of Understanding (MOU) at post. An

agency may be represented by an LES employee where

appropriate.

Q.  My agency has several entities here at post.  How do I

know if my group is an "autonomous organization" and

entitled to representation on the Budget Committee?

A.  A simple method of determining if you are an

"autonomous organization" and should be a member of the BC

is to review your reporting chain of command.  The

Department of Agriculture may have FAS and APHIS units at

a post.  The FAS Attache does not report to the APHIS

Director, nor vice-versa.  Each receives a separate

invoice and reports directly back to their HQ unit in

Washington.  These two USDA units are autonomous and will

each have a representative on the BC.   For accounting

purposes, USAID establishes several program codes to

ensure accurate tracking of program costs.  Each code

receives an invoice, however, this does not entitle them

to have a representative on the BC for each program code.

The reporting chain for those programs is within the post

through the USAID Mission Director.

Q.  Does the Budget Committee replace other ICASS working

groups at post?

A.  No.  The BC has clear and specific responsibilities

which include:  reviewing/approving respective invoices

and workload counts; reviewing/approving other agency

workload count modifications; using lite vs. standard

software; budgeting by location, using sub-cost centers;

and reviewing/recommending budget approval to the Council.

The continued establishment of "ad hoc" working groups to

address other ICASS issues is strongly encouraged.

4.       Posts should address additional inquiries to the ICASS

Service Center (ISC) at ICASSServiceCenter@state.gov.

5.  Minimize considered.

RICE

