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SUBJECT: GUIDANCE ON JOINT ADMINISTRATIVE MANAGEMENT

PLATFORMS:  LOCALLY EMPLOYED STAFF

REF: STATE 166405

JOINT STATE/USAID MESSAGE FROM HR/OE AND USAID/HR TO STATE

MANAGEMENT OFFICERS, USAID REGIONAL MANAGEMENT OFFICERS AND

USAID EXECUTIVE OFFICERS

1.  The planned implementation of the State-USAID joint

management platform (reftel) makes good sense if it will

result in lower costs and improved service over time.

Change of this nature can provoke anxiety, especially when

individuals' jobs are at stake.  The following is summary

guidance on implementing Reductions-In-Force (RIFs) of

Locally Employed Staff (LE Staff) that may result where it

has been determined through a cost-benefit analysis that

consolidation of agreed upon services will result in cost

savings and improved quality of service.  This guidance is

intended to help posts manage anxieties stemming from RIFs

of LE staff associated with the consolidation effort.  The

process of a joint retention register outlined below has

been designed such that neither agency is to be

disadvantaged.  International HR Managers in HR/OE/HRM are

available to provide assistance throughout the entire

process, particularly when decisions are made to implement

a RIF.

2.  DEVELOP A PLAN:  Every Mission (not just Posts on

reftel's tiers 1, 2, or 3) should have a RIF plan developed

with the assistance of local legal counsel, approved by all

agencies, published via management notice and included as a

part of the Local Compensation Plan (LCP) and local

employee handbook.  Post must ensure that the Mission's RIF

plan is in accordance with local labor law and is reviewed

and updated approximately every three years.  Post must

also ensure that separation benefits are consistent with

the LCP and that any changes to these benefits are approved

by the Department.  Upon completion of the update, a copy

must be included in the LCP, and the revised LCP emailed to

the payrolling FSC, post's International HR Manager in

HR/OE/HRM, post's Compensation Manager in HR/OE/CM, and the

PMO in the regional bureau.  Whenever the RIF plan is

changed, the revised LCP must be signed by all agencies and

copies distributed as stated above.

3.  If a post determines that a RIF of Locally Employed

Staff is necessary because of State/USAID consolidation

actions, joint retention rosters for all employees in each

respective skill group will be developed.  Criteria for the

RIF will be applied equally across agencies and no points

will be given or taken away because of the employing

agency.  For example, if State and USAID are consolidating

their motorpools and a determination is made that the

combined motorpool does not require the services of all

drivers, all drivers of both agencies will be scored using

the factors set out in the post RIF plan, and placed on a

single retention roster.  The retention roster will then be

the basis for determining whether or not an employee is

retained.  If there are sixty drivers on the roster and the

combined motorpool only requires fifty drivers, the ten

lowest scoring drivers, regardless of employing agency,

will be "RIFed".

4.  ASSURE ACCURATE RECORDS:  RIF plans are generally based

on a point system which takes into consideration length of

service, performance evaluations, performance awards,

disciplinary actions, etc.  It is therefore imperative that

these tools are properly used and promptly documented.

Employee files must be kept current and contain all proper

documentation.  Outdated or incorrect personnel records can

seriously disadvantage an otherwise strong employee and may

create a legal liability for the USG if an employee is

RIFed based on an incorrect assignment of points.

5.  CONSIDER ALTERNATIVES:  Well before invoking RIF

procedures, post management should consider the use of

alternatives such as a hiring freeze, early retirements,

attrition, or priority placements.  When examining

alternatives, it is extremely important to consult HR/OE

for guidance.

6.  INFORM PARTNERS:  The Office of the Legal Adviser for

Employment Law (L/EMP) and the USAID Regional Legal Advisor

(RLA), if resident at post, are resources posts can use to

assist in the planning stages, especially in cases of large

RIFs and/or RIFs in countries with complex labor laws.  To

the extent there are potential litigation issues, the

Office of the Legal Adviser for Diplomatic Law (L/DL)

should also be involved.  Your regional bureau executive

office, the appropriate administrative management officer

in USAID, the bureau post management officer and budget

officer and the USAID Executive Officer and Controller

should be informed and consulted throughout the life cycle

of a RIF.

7.  ESTABLISH RETENTION REGISTER:  In general, the agency

or agencies involved in the RIF will select the number and

type of positions to be eliminated.  (In the case of

State/USAID consolidation, M/R will suggest staffing

pattern changes.)  The HR Office then prepares a retention

register listing employees who encumber those positions

slated for elimination.  A suggested methodology for

establishing a retention point system can be found at the

HR/OE intranet website:

http://hrweb.hr.state.gov/prd/hrweb/oe/Index.html.

The register lists employees in descending order according

to total retention points.  Employees at the bottom of the

register will be the first to be separated.

8.  CALCULATE COSTS:  Human Resources Offices must

calculate severance and other end of service liabilities

and should work closely with financial management staff to

determine all actual cost requirements.  Responsibilities

for funding direct costs (severance) as well as incidental

costs (outplacement program fees) need to be determined,

communicated and approved by the appropriate post and

headquarters offices.  The employing agency is responsible

for funding costs of a RIF of its employees.

9. Cost factors to include in your determination:

7 Severance costs;

7 Payment for unused annual leave;

7 End of service benefit payments (e.g., prorated cost

  of annual bonus)

7 Unemployment compensation;

7 Outplacement program costs;

7 Local counsel costs;

7 Possible litigation costs

7 Hidden costs of long-term severance liability if

  employees are transferred without break in service.

10.  GIVE NOTICE TO AFFECTED EMPLOYEES:  An employee to be

separated under RIF procedures will be given notice in

accordance with the applicable provisions of the Mission

separation notice plan.  The management, or executive

officer of each agency (or the HR officer of the embassy,

if the agency is served by the HR office under ICASS) will

give written notice to an employee selected for release.

11.  These are the basic steps post must take when

executing a RIF.  Additional details and guidance will soon

be available on HR/OE's website as Guidance for

Implementing a Reduction-in-Force.

12.      Minimize considered.

RICE 
