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SUBJECT: Introducing the Regional Initiative Council (RIC)

and the Collaborative Management Initiative (CMI):  What

they are and how they affect overseas posts.

1. Summary: This cable is the first of a series.  It is

intended to ensure that all posts have basic information

about the structures and programs put into place during

the last several months to implement the Secretary's

management reforms.  It introduces the Regional

Initiatives Council (RIC) and the Collaborative Management

Initiative (CMI).

You will be hearing a lot about CMI over the coming weeks

and months.  Its new name is important.  It recognizes the

reality that this is a collaborative effort between

Washington and overseas posts.  We want your input.  We

are committed to keeping the field informed and to

soliciting advice.  Several additional cables will follow

quickly to provide background and rationale for these

programs as well as more detail about specific issues that

affect post operations.  The Office of Management Policy,

Rightsizing, and Innovation (M/PRI) website

(http://mpri.m.state.gov), formerly the A/GSSI website,

offers additional information. End Summary.

2. What is the RIC?

The RIC is the Regional Initiatives Council, composed of

the Executive Directors of each Regional Bureau and the

senior directors of M/PRI.  The ICASS Service Center (ISC)

Director and the Director of RM/BP are also active

participants.  The RIC was officially formed one year ago

to collaboratively address management issues that cross

Regional Bureau lines.

The RIC is supported by a working group (RICWG), composed

of Deputy Executive Directors and other officers in each

Regional Bureau, M/PRI and ISC staff, and other members of

the Department.  The RIC working group develops

initiatives for RIC consideration and approval as well as

implementation policies for RIC decisions.

M/PRI is a new office, composed of the former offices of

M/Policy (M/P), M/Rightsizing (M/R), and A/Global Support

Services and Innovation (A/GSSI), also formerly known as

A/Center for Administrative Innovation (A/CAI).  The

combined offices, led by Ambassador Patrick Kennedy,

merged to form the central management analysis

organization reporting directly to the Under Secretary for

Management.  M/PRI is committed to promoting the field's

best ideas and practices across post and bureau lines and

to assisting posts, bureaus, and the Department by

providing tools and analyses.

The RIC, chartered by the Undersecretary for Management,

acts as a management partner to develop and implement ways

to improve the quality and efficiency of support services

to our customers at overseas posts.

The council accomplishes these objectives through regional

support and realignment of personnel and support

operations.  The council will also represent "customers"

at our overseas posts, acting as a clearinghouse and

executive board for new initiatives that affect post

operations.  The council is a force for changing

regulations and harnessing technology to pilot innovative

new support programs.

Our goal is to support transformational diplomacy by

serving our overseas customers, providing the support

platform to accomplish the Department's foreign affairs

mission, and improving quality of life for those serving

overseas.  The regional bureaus, collaborating with all

Department elements and other agencies, will implement

programs that cross bureau lines and use resources to the

best advantage of all posts.  Some of these initiatives

may lead to cost savings; all will be targeted to

improving overall management efficiencies.

3. What is the RIC's Collaborative Management Initiative

(CMI)?  Why did it come about?

The President's Management Agenda calls for the Department

to develop specific plans to meet several targets for

cutting costs and improving service.  One of those targets

requires the Department to improve its efforts at

regionalization of activities overseas.  In response, the

RIC developed a program that addresses weaknesses and

inefficiencies caused by our existing highly decentralized

management structure.  By addressing those weaknesses, we

intend to collaborate with posts to create the conditions

that make regionalization possible where it makes business

sense to do so.  CMI also responds to a similar direction

by the ICASS Executive Board to cut costs in this era of

tight resources and to maintain or improve service

quality.

With the full concurrence and support of Secretary Rice

and Tim Warner, her Senior Advisor on Management Reform,

the CMI has been adopted by the Department of State to

address a wide range of management challenges.  So far,

the Department has focused on laying the groundwork and

making the domestic structural changes that are essential

to enable lasting progress.  Over the coming weeks, the

RIC will collaborate with the field on changes there as

well.  A series of cables will present specific

information about those changes.

The RIC Collaborative Management Initiative follows.

There are specific tactics and milestones for each

strategy not included in this cable. To review them or to

suggest others for the coming year, please refer to the

M/PRI website.

Introduction

The Regional Bureaus and M/PRI have joined together in the

Regional Initiatives Council (RIC) to develop and

implement a collaborative strategy 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 where it makes business sense to do so.  To achieve

this goal, the council members have set forth a common

vision 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 and

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 success.

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 a common operating platform

has hindered previous Department efforts to direct and

implement 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.

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, especially

the 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.

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, the RIC will

undertake initiatives to contain costs to meet budgetary

challenges.

Support a Culture of Innovation and Quality

Current Status:  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, 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.

4. Minimize considered.

RICE
