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Regionalization Strategy for Overseas Posts:

as of April 10, 2007
Introduction

The Regional Bureaus, M/P, A/GSSI, and M/R have joined together in the Regional Initiatives Council (RIC) to develop and, working with other Departmental bureaus, implement a corporate strategy to advance the Department’s regionalization efforts.  The goal of this strategy is to improve the quality and efficiency of overseas support services, ensure a right-sized presence overseas and build the structures that enable the Department to regionalize and/or centralize functions now being performed at individual posts.  To achieve this goal, the Council members have set forth a common vision for regionalization and rightsizing that encompasses the following strategic principles:

· Standardize business processes globally 
· Implement enterprise-wide solutions 
· Improve efficiency and service quality
· Support a culture of innovation and quality 
Each of these strategic principles addresses an essential element for effective overseas operations.  Taken together, they form a solid foundation to support regionalization effectively and to implement decisions on the delivery and management of support services overseas.  The following section provides a brief description of where we are right now, and identifies the specific tactics and milestones that mark a clear path to regionalization.  

Standardize Business Processes  

Current Status:  Employees must continually learn different business processes at each new post and each post operates as a self-contained unit with its own business practices and procedures.  Transmittal of best practices is difficult.  Regional bureaus cannot effectively compare post practices to determine which are most effective.  This lack of standardization has hindered previous Department efforts to direct and implement regionalization and centralization changes. 
The ICASS system, from its inception, has encouraged posts to establish their service standards locally.  As a result, there is considerable variation in the type and quality of services delivered, but little objective criteria to compare services across posts and to drive improvement.  

There is variation at many posts for inputting ICASS workload counts and other data.  Since many posts enter data differently, it is difficult to collate and analyze posts’ methods and efficiency of service delivery.  

Strategy:  Implement common operating procedures, standard performance measurements, and cost models within and across regional and functional bureaus to allow standardization and objective comparisons between posts.  Improve the quality of ICASS data by implementing standards for the way that posts input workload and staffing data.
Tactics/Milestones: 

· Develop standards for measuring service quality improvement and costs across all posts. (FY-07 Q3 and continuing, RIC and ISC)
· Develop comprehensive list and schematic of posts that provide or receive regional functions.  (FY-07 Q4, RIC).
· Establish governance councils from among post personnel within and across regional bureaus to determine and document best practices, coordinated through the RIC.  (FY-07 Q4, RIC) 
· Introduce process mapping as the standard method for posts and bureaus to evaluate their business processes.  (FY-07, Q3 and continuing, RIC)
· Develop initial standardized process maps to be applied at posts, globally. (FY-07 Q4, RIC)
· Incorporate standard process maps into FSI curriculum. (FY-08, Q1 RIC, FSI)
· Empower the ICASS Service Center to provide standards for the way posts input ICASS and other management data.  (FY-07 Q3, RIC)
· Develop uniform standards for at least three ICASS cost centers.  (FY-07 Q4, RIC, ISC) 
· Publish guidance on how posts must record obligations and expenditures for ICASS costs starting in FY-08 (FY-07 Q4, RBs, ISC).
· Develop standards for all remaining ICASS cost centers (FY-08 RIC, ISC)
· Establish regional bureau level strategies to improve global ICASS PART performance targets (FY07 Q4, RIC, ISC)
· Formally direct M/PRI staff to assist the Regional Bureau Executive Directors to coordinate all change initiatives across the regional and functional bureaus.  (FY07 Q3, M, RBs)
Implement Enterprise-Wide Solutions   

Current Status:  Posts do not use common software and the level of automation for business processes varies widely.  Employees must enter duplicative data into different programs because of incompatibility or lack of interoperability (stove piping).  Lack of common corporate data inhibits the ability of the Department and especially Regional Bureaus to analyze functions across posts to determine best practices and most effectively allocate resources.  
Strategy:  Require standard administrative software at all posts, especially the Post Administrative Software Suite (PASS).  Use that software to provide corporate data and develop standard metrics to quantify costs and savings and determine which programs or transactions should be standardized and/or regionalized.  Ensure that new software packages do not introduce new stove pipes.   
Tactics/Milestones:  

· Establish a PASS steering committee made up of regional and functional bureau representatives and empower it to vet all proposed software for compatibility with post and corporate needs and existing software and to require the sponsor to fully integrate before deployment. (FY-07 Q3, RIC, M/P, IRM) 

· Roll out existing PASS applications to all posts per regional bureau schedules by the end of the fiscal year with approved standard waiver and postponement procedures. (FY-07 Q4, RIC, IRM) 
· Develop list of Post applications that should be supplanted by or incorporated into PASS or other corporate systems. (FY-07 Q3, RIC,  IRM)
· Establish list of and begin to discontinue legacy applications at posts that have not been approved by the PASS steering committee (FY-08 Q1, RBs)

· Improve the PASS suite by ensuring that it is capable of providing management reports that draw on metrics to meet post, bureau and Department’s needs. (FY-07 Q4, RIC,  IRM ) 
· Improve the PASS suite by filling functional gaps, including: 

· Roll out PASS e-country clearance (FY-07 Q3) 
· Develop facilities and IT work order applications (FY-07 Q4)

· Work with R and IRM to develop consensus re: contact database (FY-08, RIC, R, IRM)  
· Roll out revised visitor management application (FY-08)
· Develop business case to obtain central funding for PASS to better enable development of more functional business automation software with improved management reporting tools.  (FY-07 Q3, RIC, IRM)   
Improve Efficiency and Service Quality 
Current Status:  Posts attempt to provide most or all services themselves, though they vary widely in their ability to provide high quality, cost effective services.  USDH and LES Staffing vary in providing similar services.  It is difficult to determine exact costs and quality because the data is inconsistent.  While current regional platforms provide a wide variety of services in different ways and through different management models (i.e., services provided by regional and functional bureaus), there is limited comparable performance data as to which provides the most effective model.  There is limited interaction between posts of different bureaus.
Strategy:  Identify high-quality and low-cost service posts and identify their best practices.  Develop structures and procedures to relocate services to regional centers where cost savings or service improvements are immediately apparent.  Analyze options for how regional services should be 
managed. In addition, to contain costs, while maintaining or improving service quality, seek wherever possible to reduce the number of U.S. and LES positions, substitute LES and/or Eligible Family Member (EFM) positions for USDH positions, move USDH and LES jobs from high cost to lower cost posts, regional centers or to the U.S. and make maximum use of existing and potential regional support. 
Concurrently with addressing service quality and structural impediments to regionalization, the RIC will undertake initiatives to contain costs to meet budgetary challenges.  

Tactics/Milestones:  

· Develop standard performance metrics and service levels for selected services at all ICASS posts. (FY08, RIC) 
· Identify list of services that have the potential to be performed remotely (FY-07 Q3, RIC).  

· Identify tentative list of low-cost, high-quality services posts that could provide services to other posts, including across bureau lines, and, conversely, high-cost, lower-quality posts. (FY-07 Q4, RIC)
· Develop plan/recommendation to centralize or regionalize functions at posts where cost savings or service improvements can be identified. (FY-08, Q1)

· Ensure regionalization plans are included in Capital Construction forward planning process (FY07 Q3, M/R)
· Identify specific ways to empower Locally Engaged Staff (LES) to assume greater responsibilities where feasible given local conditions and employee qualifications.  (FY-07 Q3, A, RM, HR)

· Seek regulatory changes where necessary. (M/PRI, HR continuing) 
· Identify specific ways to use senior LES to assist posts with standardization and meeting performance standards, including across regional bureau lines. (FY-07, Q4 RIC) 
· Identify list of local guard contracts that can be consolidated and/or centrally executed by A bureau for FY 2008.  (FY-07 Q4, RBs, A, DS)
Support a Culture of Innovation and Quality   
Current State:  Individual officers and Posts innovate and improve processes on their own initiative, but there are few institutional mechanisms to transfer best practices between posts and bureaus.  Quality management occurs at post level, but there is no consistent standard throughout the Department and no standard means of measurement.    
Strategy:  The Department will support a culture of innovation and continuous improvement where best practices are shared and innovations are systematically spread beyond the demonstration and pilot phases and posts or regional, central service providers are held accountable for service performance.  The Department will, as an institution, support an ISO-9000-like standard quality management process across post and bureau lines that encourages continuous improvement.    
Tactics/Milestones:  
· Ensure that the new proposed M/PRI structure provides for innovative ideas to be developed into demonstration projects, which, if successful, are implemented and tested in a systematic way. (FY-07, Q4, M/PRI)
· Complete initial assessment of process mapping initiative.  (FY-08 Q1, RIC, A/GSSI)
· Establish oversight and governance structure within and among regional bureaus for process and other regionalization changes. (FY-07 Q4) 
· Establish central repository of best practices and related performance data identified by the regional and functional bureaus. (FY-07, Q4, A/GSSI)   
· Use a wide range of increased formal and informal interactions, including participation in other regional bureau conferences and establishing working groups within and between regional and functional bureaus, to break down barriers between regional and functional bureaus. (FY-07 Q3 and continuing, RBs, A/GSSI)

· Utilize regional workshops to develop standard models for service quality improvement. (FY-07 Q3, RBs, M/PRI)
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