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MR. HOGAN:  Good morning, everyone.  Good morning to those in Washington and the Western Hemisphere, and good day to those joining us from around the world.  My name is Peter Hogan.  I work for the Department of Agriculture.  I will be acting as chair for our  meeting today.


What we would like to do first is to introduce our guest of honor, General Charles Williams, who is the director and chief operating officer for the Overseas Building Operations of the Department of State.  To my right is Mr. Wayne Bush, director of the ICASS Service Center.  And now I would like to go around and have the members of the ICASS working group introduce themselves.


MS. CARTER:  My name is Kim Carter, and I work for NASA headquarters.


MR.     :  I work for USAID.


MR. JAY (ph):  Charles Jay (ph) from CSSG.


MR. BURNS:  Matt Burns from the Department of State.


MR. EISENHART (ph):  Ken Eisenhart (ph), Defense Security Cooperation Agency.


MR. GRENIER (ph):  Greg Grenier (ph), Commerce Department, Foreign Commercial Service.


MR. O'BRIEN:  Dan O'Brien, Department of Treasury.


MR. WOZNIAK (ph): Henry Wozniak (ph), Defense Intelligence Agency.


MS. BLUE (ph):  Beth Blue (ph), Peace Corps.


MR. MORRIS:  Robert Morris from the Centers for Disease Control in Atlanta.


MS. KATTY (ph):  Sherry Katty (ph), Foreign Agricultural Service.


MS. MCKENZIE (ph):  Jen McKenzie (ph), FBI.


MS.     :  (Off mike.)


MR. BRADEN (ph):  John Braden (ph), Western Hemisphere Affairs, financial management. 


MS. CADY (ph):  Nancy Cady (ph), the ICASS Service Center.


MS. BOLAND (ph):  Lynn Boland (ph), ICASS Service Center.


MR. FINLEY (ph):  Travis Finley (ph), ICASS Service Center.


MR. DUFFY:  Bill Duffy, the Office of Management Policy, the Department of State.


MS. PAGE (sp):  Susan Page (sp), financial management officer in Bridgetown, Barbados.


MS. GININO (ph):  Alexandra Ginino (ph), OMB.


MR. HOOVER (ph):  Bill Hoover with the ICASS Service Center training


MR. HOGAN:  Thanks a lot, and welcome.  I'd like to turn now to Wayne Bush, who will make a few introductory remarks.


MR. BUSH:  Thanks, Peter.  Well, thanks to everybody for being here.  We are meeting in a different location and a different time than the IWG normally meets, in order to maximize the opportunity for overseas posts to participate in this meeting.  And that's what this is all about.  It's a chance to give overseas posts an opportunity to comment on and influence and participate directly in this Washington process.


I am especially honored and delighted that General Charles Williams has consented to join us this morning, and to lead a discussion of OBO activities.  General Williams, since he came to the department, has shown leadership in very many ways.  But two of the most important are his efforts to ensure reliable and long-term funding for secure overseas facilities for the men and women who represent the United States abroad, men and women of all agencies overseas;  and also his effort to bring many private sector best practices to bear in the process of designing and constructing new facilities overseas.


What all this means for us and for all of those who work in our posts around the world are more buildings and faster -- and nothing could be more important for the safety, the security, the well-being of our colleagues from all agencies who work at our overseas posts.


We noted with the ICASS training teams that travel around the world at the ICASS budget workshops at the admin conference that the number of posts that are engaged directly in OBO issues is growing very rapidly.  Posts are either planning for a move down the road, planning for new facilities, actively engaged in a move or transition, or living with post-move consequences.  And so our objective here today was to hear directly from General Williams and to engage him, and to provide an opportunity for people to share experiences and ideas on how to take advantage of this period.  A move, you know, it has tremendous impact on ICASS.  It changes the cost structure of a post, and it can also provide a great opportunity for management initiatives associated with a move.


And we have with us, joining us today, a couple of posts who have in very creative ways taken advantage of that opportunity.  So, again, I welcome everybody.  I appreciate the fact that you are here, and please take advantage of this chance to engage department leadership.


MR. HOGAN:  Thanks a lot, Wayne.  Those of you who have joined us in the past are aware that these are regular meetings of the ICASS working group.  We usually shorten the old business to deal with just a few items, to show the field how the ICASS Working Group works.  If we have a guest speaker, as we do today, we will just -- we will do that very briefly.


I actually would like to take the opportunity to report on one item of old business, and that has to do with an ongoing process.  Those of you who joined us in the past are aware that last year we began a process which we call the ICASS Forward Planning Process -- an attempt to have the ICASS budget information injected into the budget formulation process somewhat earlier than it has been in the past.  As you know, ICASS budgets traditionally have been formulated in August -- about one month before the fiscal year begins.  This is too late for any new initiatives to be funded in the Congressional budget process.  And so last year we began a process of sharing data from the posts into Washington with the other agencies, and we have just recently, on October 8th, had a meeting between the ICASS executive board and the so-called DADs group, the deputy assistant directors, and some individual agency analysts at OMB.  The purpose is to provide information to OMB as they put together the president's budget to go up to the Hill, so that new funding initiative and the needs of the posts overseas will be reflected in the passbacks that those agencies receive.  So we have great hopes for that process.


I would now like to move to the new business of the day.


MR. BUSH:  Peter, excuse me.  I neglected to make one critical announcement, and that is the call-in number for posts that are watching from overseas that want to call in and ask a question or offer a comment or share an experience.  There are two numbers that you can call.  You can call these numbers collect throughout the program.  And they are as follows:  202-205-9066 and 202-205-1355.  And those numbers should be appearing on your screen throughout the program.  Sorry to interrupt.  Thank you.


MR. BUSH:  Quite all right.  I would like to introduce again General Charles Williams.  He is the director and  chief operating officer of the Department of State's Overseas Building Operations.  General Williams will make a brief presentation today, and then hopefully we will be able to entertain questions from the field as well as from individuals joining us here in Washington.


General Williams came to the Department of State with the Bush administration, and he has an illustrious career in both the public and private sector.   He served for many years in leadership positions with the Army Corps of Engineers.  After that he joined the private sector, where he is best known as the man who built the Dulles Greenway.  I suspect you had a little bit of help doing that.  But we are very pleased today to have General Williams joining us, and I will now turn the mike over to him.  General?


GEN. WILLIAMS:  Good morning, all.  I am delighted to participate this morning in this forum.  And for some of you it may be later in the day.


I am very pleased that Wayne Bush and now Peter Hogan were kind enough to ask me to come and participate.  I am delighted to see the tenants represented here, those who participate on this committee, and obviously look to serve us from our facilities, because we want an interactive process from all who participate.


The presentation today will be a series of charts.  Quite frankly, it will capture the 19 months that we have been responsible for this function.   As has been mentioned, we came in early on, even during the transition, with Secretary Powell.  And this first chart that we are showing now will depict quite frankly where the challenge came from.  Secretary Powell was quite pointed in his early guidance to me, and quite frankly with the representation that he made before the adjudicated bodies, such as the Congress.  He basically charged us with the responsibility to get it right and do it better than it had been done in the past.  He was specific in a couple of areas where he said construction projects need to be completed on time; the facilities need to function; and we need to do them more in terms of numbers.


The next slide that we are showing will demonstrate quite frankly our business and our mission.  We have 260 missions around the world, and we service 60,000 USG personnel at these various posts.  This is a collection from over 30 agencies who do business in and about our business.


The next slide will speak to some issues that were illuminated through various studies, and by investigative bodies several years ago.  This was GAO IG's overseas president's advisory panel -- generally concluded around the following:  that most of our facilities -- in fact, it was targeted at 85 percent of the facilities that were currently in being -- were in fact either overcrowded or did not meet security standards, and quite frankly were presenting somewhat of a negative image.  I must say after looking at this for a couple of months; and, more profoundly, after traveling in 19 months to 42 posts, into every region, I conclude as well that we have some serious problems that must be attended to. So that's what our mission is about.


This next slide talks about what we are trying to do about that.  First of all, we try to collect and get our vision from the field -- or we call it the trenches.  And many posts -- I don't know how many watching or hearing today -- but they know that we are very active when we get on a post, to study, collect and get a sense for what the problems are -- not just from State Department officials but from all who are affected by our facilities.  So I think the vision should come from the trenches.  And policies and our mission and our procedures become derivatives of that vision.


The next slide sort of depicts how we are moving with that vision.  I believe that vision has to be practiced, and you have to do this in several ways.  First of all, you have to be very pointed about the direction  you are going to take the organization.  And for that particular reason we have done massive reorganization in the now OBO.  As you know, it is a bureau-equivalent operation, reporting directly to the undersecretary of State, and our responsibility is a wholesome one.


This next slide speaks to what we have on our plate.  You need to know today, quite frankly, what we are currently doing.  We have 13 new embassy compounds under construction for about a billion dollars.  We have just awarded another 12 new embassy compounds this past year -- the largest number of new embassy compounds ever awarded in the State Department's history.  In fact, this quite frankly doubles what has been previous performance.  We have another nine new embassy compounds planned in FY '03, and obviously we are very concerned making certain that this number remains intact.  We have a number of rehabilitation projects, and we have over 81 new embassy compounds planned in a new long-range overseas building plan over the next six years.  We have about 106 facilities around the world or new embassies to put in place, or taking old ones out and redoing them. So it's a massive job.


This next chart will be somewhat more for the field than as it would be for those of you who are sitting here, because I'll just have to define what I am saying, because you won't necessarily be able to see it.  But we have completed a facility in Doha -- Qatar-Doha -- just recently, and that building has been commissioned, and we are proud of that, because it happened very quickly.  In a similar way in Lima, Peru -- and I understand that we have Lima involved today -- new annex was completed, and we are in the process of working with posts to do some additional work in the basement.


Moving to the next major piece of work is in Tunis.  We are about 98 percent complete there with a very large new embassy complex, and we hope to be cutting that ribbon before Christmas.


Moving now into Africa, into Dar es Salaam, and there we are planning to open a new embassy complex to replace what resulted from the horrible situation back in 1998.  We expect to open the new embassy complex with a USAID separate building at the same time, before the month of January passes.  One day after or one day before we will also open the building in Nairobi at the same time.


Then later on in the spring we will be opening a new facility in Zagreb, Croatia, and also in Istanbul, Turkey.  Both of these new complexes will open prior to the spring passing.


And then of course in the Emirates -- very significant to our foreign policy business today -- we will also be opening a facility there toward the end of the year or early next year.


I must tell you that we are doing work in Sofia, Bulgaria.  We have broken ground there.  We have also broken ground in Cote d'Ivoire, West Africa, in Abidjan.  We have broken ground in Armenia-Yerevan.  And the beat goes on in terms of where we are headed with our new construction.


I also want to point out on several other slides that you have an opportunity to see is what we recently awarded, starting with Abuja, and going down the list through Tashkent, Kabul, Dushanbe, Sao Paolo.  These are the 12 big new embassy compounds that we have just recently awarded.


Also, on the next chart this will generally show what these cost.  As I pointed out, this 12 group, coupled with some additional rehabilitation work associated on other projects, made our total obligations this past fiscal year in excess of $1 billion.


The next slide speaks to what you actually get in a new embassy compound.  And this is very important for the posts, because I know that as we transition and move from little or nothing into doing a lot that it is a new dimension for you on the post.  But I need to point out what we are talking about.  When we speak of a new embassy compound, we are talking about basically a 10-acre site.  That site is in most cases a green site -- meaning that it has not been used before.  We put the first infrastructure in the ground, the first cable, the first pipe, and all of the power -- so we know what's there.  And we do it right.  So we do this in order to keep from having the interruptions in terms of electrical power and light that we have experienced in the past.  So it does create a little different dimension.  We encircle that 10-acre site in a perimeter defense system, which includes a nine-foot anti-climb wall, with a lot of surveillance capability.  And then of course coming in from the anti-climb fence we have a compound access control system, which is a series of anti-vehicular devices to prevent vehicles from moving where they should not go.  And all of that is put in place, and a chancery building is built -- possibly several GSO related buildings -- at least one, an MSGQ.  If a USAID facility is programmed at that post, we footprint it in as well, and build it if we have funding.  We leave enough room for recreational -- future recreational activities.  And that's what you get with a new embassy compound.  So the 12 new embassy compounds that I talked about will encompass those facilities that I just mentioned on a 10-acre green site.


This next slide talks about the performance to date, because it is significant.  Wayne talked the ability to have a capacity and secure funding.  We tried to make a good business case for what we would spend funds for, and I think our stakeholders understand that we have laid this out as well as we could.  We have used a combination of the best practice that we learned the 10 years or so from the private sector.  We have undergirded our work with an industry advisory panel.  We have a nine-member industry advisory panel that sits with me and my senior staff quarterly.  They basically underwrite every best practice we have, to make certain we are getting it right.  And we have members who represent every segment of the industry -- the best blast engineer, the best construction manager, real estate, et cetera -- to make certain that as we go about our business that it is done correctly.


What all of this has caused us to do for our government is move from an average of about $0.7 billion of work in general per year as of 1 March 2001, to today $2.6 billion in 18 months.  That's a $1.8 billion swing, so our capability has been significantly increased by moving to a results-based organization, giving our people more accountability and responsibility, and also the private sector has been attracted back -- attracted to our work.  In FY 2001 we had an average of five contractors per year that looked at our work.  This past year, when the 12 new embassy compounds were put out in the market, we had over 20.  So now we do have choices.  We can really get good prices.  We are very appreciate to the private sector coming out and helping us with this.  Their magnet, quite frankly, is the businesslike private sector practices, where we have shortened the time on the clock.  It's no more five-year embassy construction periods.  It's more like 24 months.  So, alerting the posts now that those new embassy compounds that we just awarded -- Abuja and Tashkent and Dushanbe, Kabul -- you are talking about 24 months, or no less than 30 on the clock.  So this requires us to move very, very fast.


Also, I am just going to stop with the charts at this point, and conclude with a couple of comments around some issues that I think that the committee, and also the members who may be participating from the field, might be concerned about.


Yes, the new embassy compounds -- it's a new toy, and it's not like it used to be.  But what we have tried to do is to put in place a commissioning and team -- we are doing this in Zagreb, we are doing it in Dar and Nairobi -- all of the facilities that we are opening this year, or at least the next six months.  This commissioning team has 60 days to work with the post -- and I have personally met with each post where we are -- the admin, the DCMs and the ambassadors -- where we are opening new facilities, and help them work the structure into this new commissioning team.  This team in fact gets the post ready from the standpoint of being able to support this new facility, because it is more sophisticated.  It is state-of-the-art.  It is a lot of dials and computers, and it does put a little bit of a strain -- I am not going to sit here and tell you it's different -- because this is (2002 ?), and it is fairly sophisticated.  So it requires our facility managers to be tuned up a bit.  And we prepared to train them and work with posts to make certain that that works out fine for you.


I am going to stop here and give you an opportunity to interact on whatever matter you would have.  I will answer it if I can.  If I cannot, I will get back to you.  But I will not try to give you an answer that is not appropriate.


MR. BUSH:  Well, thank you, General Williams.  That was certainly a fascinating survey of the landscape, and certainly the challenge you face is a daunting one.  One of the features of these interactives is the capability to allow posts to not only make presentations, but to have some of them join us to ask questions.


Right now we would like to go to one such question.  On the line with us is Tunis.  Tunis, are you there?


Q    This is -- (inaudible) -- admin counselor in Tunis -- (inaudible) -- we really appreciate this opportunity.  And as General Williams mentioned in his presentation, we have been going through a construction --


MR. BUSH:  Tunis, will you turn down your audio on your television set while you ask the question.  That's interfering with our ability to hear you.  (Technical difficulties.)  Go ahead, Tunis.


Q     Can you hear me? 


MR. BUSH:  I'm sorry, it seems we are having difficultly with the audio from Tunis.  Perhaps we can work that out.  We can go back to that question.


I would like to move now to Elizabeth Henson (ph), joining us from Lima.  We'll move to our program.  And Elizabeth is going to talk about the Lima experience as it relates to their experience with building operations.


Q     Good morning. 


MR. BUSH:  Lima -- all posts that are on line -- please turn down the volume on your TV screen, because it creates an echo here in the studio.  So if you could take a second to turn down your local volume.  (Technical difficulties.)  Now we can't hear you at all.  You need to turn down the speaker, not your microphone.


Q     All right. General Williams, I would like to thank you and all the good folks at OBO, and especially our project manager, Roger Reverriza (ph) and our facilities manager here, Bernie Burnside (ph), for the wonderful work they have done in bringing us the Lima annex building on budget and actually early.  So the annex building and the advent of 140 of our AID colleagues on our embassy compound brought with it some challenges and some opportunities.  Some of those were OBO-related, some ICASS-related, and some we were able to handle outside of either framework.


One of the ICASS opportunities actually was an interesting one.  We had a very overcrowded government-owned warehouse on our compound.  This warehouse really had become dysfunctional because it had housed equipment for many, many more people than had originally intended to be on the compound.  So we know owe could not add AID's things to that warehouse.  However, AID in moving from its short-term lease, very unsafe facility, was able to cut a very good deal with their short-term lease landlord for the office building, in which they left some of the furniture and things for him, for the landlord, and in return for which they got free rent in a warehouse that was much larger than they needed for AID purposes.  What that allowed us to do was to suggest to the other ICASS agencies that they move to having AID be the service provider for to warehousing -- the warehousing cost center in ICASS.  And AID was very interested in doing that, because it allowed them to occupy the whole property, and do that well.  AID is then going to build for warehouse servicing for all those other non-State clients.  In return, State is the ICASS agency in State, who -- (inaudible) -- is picking up the supply services for AID, rather than them doing it for themselves.  So I think that this has worked to promote efficiency for everyone, and to lower cost for all our agencies.  And, by the way, OBO is looking at a mezzanine product to increase some space in our on-campus warehouse -- our own warehouse -- so that may help us adjust that in the future.


In another opportunity that presented itself -- we had a small and undersized telephone switchboard -- couldn't handle the number of extensions that we had to have.  And with AID moving on-campus, rather than put a separate new switchboard, which really wasn't compatible with our existing switchboard in the annex building, we were able to upgrade with OBO's and IM's help our existing switchboard so that one switchboard could handle all the campus facilities, and AID could reduce staff.  Our staff could handle everyone on campus -- and that allowed the cost to be spread over a larger base, thereby reducing individual costs to agencies, at the same time as offering new technology to our users. 


In another area, with the advent of the occupants of the annex building on campus, parking became an issue.  The existing parking lots were already overcrowded, and the city had a permitting requirement that required a certain number of spaces for so many square feet of office space.  So OBO helped us out with that in building a temporary lot, and completely outside of ICASS we have been able to develop a system run by the users to collect rents as it were, so we can rent some short-term space, and we will be able to handle all the cars that are needed.  And we may even involve -- we are looking into involving our commissary association into administering that.


And another non-ICASS, non-OBO solution, if you will, for a problem, or an opportunity, however you look at it, that came about with the annex building opening, there was no food service facility programmed into the annex building -- even though you are adding 140 people to the campus.  So our existing cafeteria could not handle that the way it was currently configured, et cetera.  What we did -- because there really wasn't funding, time, design time,  et cetera -- to move an expensive cafeteria facility -- although that was reviewed -- when GSO renewed the licensing agreement for the cafeteria contractor they built in a requirement for that contractor, the licensee, to provide a cold-service facility at the annex building, so every day they try and deliver a cart in the morning and at lunch time for kind of cold things that are served out of the pantry in the multi-purpose room.


Additionally, some very minor changes done by our facilities maintenance office in the current cafeteria space has allowed them to have at least two cashiers and some alternate service lines, which allow them to serve people more quickly.  And AID donated their old cafeteria equipment -- you know, the line equipment -- to us also, so that when and if we are able to expand the existing cafeteria, we can provide more food service serving areas.


So I think that what I would like to leave people with --


MR. BUSH:  Can I interrupt you and ask a question?


MR. HENSON (sp):  -- is that when you are getting new folks on your compound -- and I realize our situation is not an entirely new compound -- that you have some chances here to resolve some long-standing issues, and it doesn't necessarily have to be at a huge expense, if folks are cooperative.  And I would like to commend my AID colleagues, Bill Elderbaum (ph) and his staff, and our own ICASS staff who I think have been outstanding in making these changes work, in every way from changing personnel to changing billing practices, and making as I mentioned adjustments.  Thank you.


GEN. WILLIAMS:  Wayne, if I could, Elizabeth has just explained something that's very creative, and quite frankly it has been a pleasure to work with Lima, because Lima quite frankly thought out of the box as we were trying to break from the traditional way of doing things.  They took our 60-day commissioning period and really did it less than that.  Everything at Lima around this project was done in less than the required time -- under budget, less time, and a very efficient commissioning of a building.  And I think just to make certain that what Elizabeth has said does not go unnoticed, a lot of things happened here.  It's taking advantage of change, looking for that second curve -- so while we have put in place a new facility, the post took advantage to get it set right in a lot of other areas.  And we worked with them.  And we will be glad to leave staff in place to help posts work around these things.  I think Lima got it right in terms of getting themselves facilitized from our point of view.


Now, the ICASS is another matter, but I think from a facilities point of view they did it right.


MR. BUSH:  General Williams, I would also like to point out that Liz Henson (sp) and Bill Elderbaum (ph) received the ICASS Leadership Award for the past year, as a result of the work they did on taking advantage of this opportunity of new facilities to combine services.  And I know that both Liz and Bill are transplanted Africa hands -- so I don't know if that has anything to do with it -- (laughter) -- but not only them, but the entire ICASS council and admin team in Lima I think deserves a lot of credit there.


MR. HOGAN:  All right.  Well, thanks a lot.


MR. BUSH:  Thank you, Lima, for your presentation.  What I would like to do is to sort of give Tunis the opportunity to get revved up again.  And without jumping to them without warning, I would like to first go to Matt Burns, who is the director of the Center for Administrative Innovation here at the Department of State.  And he wants to share a few comments about resources available.  And then, Tunis, if you are still there, we would like to take your question after Matt speaks.


MR. BURNS:  Hi.  We all know that moving to a new embassy compound is often a really exciting experience.  But, as anybody has seen when it comes to change it also involves a certain amount of stress and tension.  People have found, for example, with moving to a new house is almost as stressful as getting married or getting a new job.


One of the things that we did early this year -- we brought a bunch of people together in Hong Kong who had had experience with moving into new office buildings, moving onto new embassy compounds, and asked them what lessons they had learned, what advice they could give to their colleagues around the world who were facing the prospect of a new project.


One of the first things they told us was that it takes a lot more time and a lot more effort than anybody imagines at the outset to get read for a new embassy compound.  The construction folks at the overseas buildings operations office pull together, and they do plans, they build the foundation.  The embassy community has to do much the same thing.  They need to start the planning early.  Some people said two years is more than enough time to begin the planning, to begin talking to people in the community.  They've stressed the importance of communication, of letting everybody know, because all folks in the community are going to be impacted by a  new property, a new office building.  Make sure that there are means of getting the word out to everyone.


One of the things that we have done at the Center for Administration Innovation is we put together a template or a guide based on the work that people did at our session in Hong Kong.  And it's on our website, which you can get to through the A bureau web page.  And it has sa lot of the advice that people in Hong Kong put down, beginning at the very start with planning and running through to the very end where you have now moved into the office building, everything is all set up, and it's time to sit down and look at some lessons learned.  It contains actual materials -- spreadsheets that people used, samples of different newsletters or communication means or planning tools, lists of supplies and things like that from a whole lot of posts.  Some of the posts that gave us contributions were Lima, Tunis, Nairobi, Moscow, Singapore.  All of this is on there.  It can be downloaded by anybody who needs it.  You can make some alterations -- take out Moscow, take out -- replace Tunis with the name of your post.  And you can get a quick head start on getting going with some of this stuff.


As other posts go through the process, the very exciting process of moving into a new embassy building -- and you have got some lessons learned that you would like to share with all of your peers around the world, you know, you can send them to me or anybody else on the team via e-mail, and we'll put them up and make that template a much richer and more useful guide for everybody else.  Thank you.


MR. BUSH:  Well, thanks a lot, Matt.  That's quite a resource.


Tunis, are you there?


Q     This is Judy Samas (ph), the admin counselor.  I am with our supervisory GSO --


MR. BUSH:  Tunis, I am sorry, we can hear you very faintly.


Q     We appreciate this opportunity.  I am not sure if you are hearing me.  We are just scheduled to move in three weeks from tomorrow, so we have been going through a lot of this that you have been talking about, and we are happy that General Williams will be able to join us for the dedication ceremony.


Our main focus and challenge over the past two years has been to make sure that we have the human and financial resources that we need so that we can take over operating and maintaining this new sophisticated compound.  And I have to be frank -- we have met with some troubles in those areas.  And Ted is going to pose a question along the lines.


MR. BUSH:  Tunis, we lost you.  If I could just perhaps address briefly -- and I think General Williams and I were both sort of straining to hear.  But it's a question I think about the long-term maintenance cost of the building project.


GEN. WILLIAMS:  First of all, Tunis, you are absolutely right:  you have to pay attention to the long-term maintenance.  We think that with the new facilities we have taken into consideration a lot of the reliability and centered -- (inaudible) -- maintenance issues that have created problems in a lot of buildings through the years.


What you don't know -- and I will be telling you this probably when I am down for the dedication -- is that we have warranties on a lot of the work, including workmanship, for the first year.  A lot of the maintenance responsibility, the shake-down if you will, will be carried by the contractor.  So it is not going to be as dramatic as it might appear.  And once I'm down and spend some time with you and your staff, we can talk through that.


But you are absolutely right to be concerned, because the building is very different from what you have maintained in the past.  It is very sophisticated, as I have explained before.  And the maintenance approach is different.  So you are right on target in terms of being sensitive.  But I think I can help you with the concerns.


MR. HOGAN:  Thanks, general.  And thanks for hanging in, Tunis.  I would like to take a moment and repeat the telephone numbers.  Post who would like to can join us by calling collect area code 202-205-9066 or 202-205-1355.


At this point I'd like to go to Almaty to Jeff Nelson, who is going to share Almaty's experience with goal-sharing.  Jeff, are you there?


MR. NELSON:  Good morning.  Can you hear me from Almaty?  Good morning.  Can you hear us?   I am here with -- (inaudible) -- and I have got to tell you with our five ongoing OBO projects out here, including one of which is a new embassy compound, we have started calling ourselves OBO-East.  But be that as it may, one of the projects that we do have that is of interest I think to the ICASS service center and the ICASS Council is the small towers fit-out project.  I believe it was one of the first projects to be funded by ICASS, by the cooperative effort of all the members of the council -- if not the first one to be funded in that matter.  And this was the subject of the diplomatic readiness goal-sharing award that we are working on right now.


My purpose is just to comment on it. It's a great idea.  I think the purpose of the goal of the award of course is to focus attention on the project, to encourage cooperation between the post and OBO.  And certainly that it has done.


The only problem we have run into -- well, one of two anyway -- is the fact that there are some uncertainties.  The problem mainly is the timing of the provision of the government-furnished equipment -- primarily the forced-entry ballistic resistance doors and the phone systems and like things that have pushed the timeline well beyond its originally scheduled termination point.


And I guess my comment is along these lines:  That any sort of similar plan should take into account these unforecastable delays.  The result has been it serves to sort of weaken the focus that we have been able to bring to bear on the part of the posts and the ICASS Council on the project, because of continual delays and uncertainties with the provision of this equipment.


I might make one other comment, since I have just a great opportunity here to raise it.  While we have had marvelous cooperation with OBO, we do make a suggestion. W e have five projects, as I have mentioned, out here.  It would greatly improve our ability to work with OBO if we had one point of contact for each project.  We find ourselves going from office to office within OBO trying to identify the point of responsibility for a particular area, and this might harken back to the project manager construct that existed up to a year ago.  But something like that would be an enormous benefit to us, especially since we are remote from Washington by almost 11 hours, and it makes it very difficult to coordinate with a variety of offices.  Thank you.


GEN. WILLIAMS:  Let me just explain, because we have I guess been moving with our reorganization so fast that it may not have caught up with -- but we sent an ALLDAC (ph) I think about a couple of months ago explaining the -- and speaking  to exactly what you just explained, because we realize -- you know, our vision is taken from the trenches, and we realize that you need a single point of contact.  And you have for every project now a project executive.  We won't take time here in this session to go into all the puts and takes of that, but I know who you are, and I will make certain that my staff gets in contact with you tomorrow or later today, if the time fits, and talk you through exactly how we have postured the organization so that you do have a point of contact, that you can come in and get design information, you can get project status, you can get planning information -- you can even talk about what's in the long-range planning, et cetera.  We know exactly what your problem is.


MR. BUSH:  If I could add to that as well, I think we lost the first part of the audio on your question, but I think I understood some of what you were asking or talking about.  Almaty was chosen for one of the two ICASS goal-sharing a wards this year, and this is a new -- a pilot project where self-selected teams of employees can set themselves a goal above and beyond what they would normally be expected to accomplish in a given time period.  And they can actually be rewarded -- receive reward payments as they achieve milestones on the way to that goal.  Embassy Almaty was one of the two posts selected to participate in this project, and the goal that they established was related to the move to new facilities and a number of discrete projects that had to be accomplished to make that move come about.  And what the awards committee was very attracted to was the fact that Almaty, we thought very usefully and proactively, was using the ICASS Working Group, the post ICASS counselor at post -- as sort of a steering committee.  And that was something we really wanted to encourage -- that customer participation and customer feedback, because that is one of the central tenets of ICASS.


MR. HOGAN:  Thanks, Wayne.  We'd like, if we can, to go to the very patient folks at Tunis.  We understand they are back on the line.  Go ahead, Tunis.  Do you have a question?


Q     Hi, this is -- (inaudible) -- at Tunis.  I wanted to ask -- to help posts prepare to operate and maintain their new compounds, fully equipped as they are with state-of-the-art American-made equipment, we wondered if OBO could provide posts with two tools early in the construction phase.  First would be a set of generic position descriptions that would help posts to recreate its maintenance section.  Posts would use those to reorganize duties of the maintenance section and to add new positions, to ensure that the staff has all the technical skills necessary to maintain the new buildings.


We had a visit last year from the FEEP (ph) team from OBO facilities, and they told us how many people in each craft we needed.  But what I am suggesting is a little more extensive advice I think on what the maintenance team should look like.


The second tool I'd suggest is a generic budget for equipment, tools, parts, utilities and moving costs that posts could use as a starting point for modifying their ICASS support budget.  That would help the post a lot in preparing to support the new compound a year and more before they actually move in.  Thank you.


GEN. WILLIAMS:  I think both of those questions are right on target.  And let me just say, Tunis, that one of the reasons that we are sort of playing catch-up with your post -- and we will work with you and get there -- is because Tunis started out of the door before obviously the new OBO approach took traction.  So -- but for all of the new NECs that I just spoke about, we have the facility maintenance fully integrated -- not only in construction but in design.  They are sitting at the table with us.  They are working all of the maintenance issues.  What you just spoke about in terms of job descriptions -- we are going to work with you and get that right for you.  But now that's a standard feature of our business.  We even passed the burden to our contractors now.  A part of their bidding package to us:  they have to be prepared to bring forth American representatives that can fulfill these requirements that we are talking about, because we do know that, as I pointed out, the sophistication for these new facilities are State-side and state-of-the-art.  And so you are absolutely right:  you need new job descriptions and the like.


But we are playing catch-up with you, so just bear with us, and we will get there.  Your counterparts who follow about a year behind -- such as Abu Dubai, Croatia and the like, they will be in a little bit better shape, but we just constructed your job a little too fast.


MR. HOGAN:  Well, thanks a lot.  And thanks for hanging in there, Tunis.  Dar es Salaam is on the line.  If you have a very quick question, we have a few more minutes.  Dar es Salaam, go ahead.


Q     Yes, good morning, General Williams and the ICASS Council.  My name is Stephen Morris (ph), and I am the facility manager at Dar es Salaam.  I appreciate the comments from Tunis.  We are looking forward to moving into our new building in the very near future.  And our building is also a state-of-the-art building, and the cost to maintain these new systems in the new building are high.


My question is:  Has OBO ever considered funding some of these positions that we need to fill?  The example and rationale would be similar to the reason facility managers are not part of ICASS.  You can ensure the resources are applied to maintenance of the OBO building.


GEN. WILLIAMS:  (Off mike) -- well.  To answer your question directly, because I don't want to leave it hanging, it doesn't suggest that I am not open to talk about it, but have we funded these?  No, we have not.  Have we considered it?  You know, naturally we have considered a whole range of things.  As you know, I am going to be there with you and your ambassador early in January, and we plan to, in addition to dedicating and everything else, we are going to talk about some of these matters together, so that we can look and find some solutions.


But you are hitting on exactly what I tried to point out in my comments, is that we are dealing with -- we have to make a transition here.  We are dealing with a much more sophisticated building, and quite frankly the old rules and the old methods of maintenance are out.  I am not sure that I totally agree with you when you say it's more expensive.  I think it might be more in the fright of the sophistication at this point.  We just need to kind of work through that a little bit, because in the long run these buildings are designed to be less of a maintenance burden.  I think we will have elevators that will work.  I think we will have roofs that will not leak.  And we will not have a lot of these mechanical breakdowns that we have had in other places -- and I don't mind calling names -- you know, Bangkok and so on, where we have never had an elevator that worked.  And I was just there five days ago, and I know they wouldn't mind me saying this.  But that's what is going to be avoided, quite frankly, in terms of maintenance costs.  It's going to cost us a little money to get our FM staff trained up, but in the long run we will be better off.


MR. HOGAN:  Thanks a lot, General Williams.  Thanks to those folks who joined us from overseas, and thank you to the group joining us in Washington.

END  
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