Briefing for the ICASS Executive Board

September 18, 2008

Report on the Collaborative Management Initiative (CMI)

On behalf of the Regional Initiatives Council (RIC), I would like to brief the IEB on the launch of the Collaborative Management Initiative (CMI).  Attached are drafts of two messages summarizing the launch.  I would like to draw your attention to two key CMI elements:  uniform service standards (USS) and ordering services through eServices.   

Uniform Service Standards

In June, RIC member Bob Bryson announced that in September we would ask the IEB to adopt USS.  Our plan to transition to USS is as follows:

· During CMI’s launch, we will inform posts that we can now begin comparing delivery of services against the first set of USS, which address 95 of the universe of 195 services listed in the ICASS Handbook.  
· As you know, these first 95 USS were developed by representatives of posts from all regions.  They were developed so that most posts will meet most of the standards most of the time.  Using the same approach, USS will be developed for the remaining 100 services over the next six months.  
· With the performance data collected from posts, all 195 USS will be recalibrated in the last quarter of FY-09.  
· Our goal is to submit all 195 USS to you for final approval, so that they will replace post-specific service standards, effective October 1, 2009.  
 We ask the IEB to endorse our plan to launch the USS.  
Requesting Services through eServices

Reaping the full benefit of USS depends on having reliable data collected in a consistent and universal manner.  To that end, we have made great strides with WebPASS and other enterprise systems, such as ILMS.   WebPASS will have the capability to automatically collect performance data against USS when customers use WebPASS’s eServices to request services.  For this reason we want all customers to request management services using eServices.   

We acknowledge that currently eServices is accessible to customers only through OpenNET.  We would like to partner with the IEB to explore ways of making eServices accessible to customers who are not connected to OpenNet.  I ask that you empower the IWG to work with the RIC to evaluate potential solutions, among them the technical application that allows all agencies access to eCountry Clearance. 

Draft Cable 1:

SUBJECT:  FY-09 – Benchmarking Year for the Collaborative Management Initiative (CMI)

1. Summary.  Over the past ten months, you have received many messages describing the Collaborative Management Initiative, our for-the-field, by-the-field quality management system.  CMI was developed in a series of workshops by representatives of posts – large and small – from all regions of the world.   The results of their efforts – uniform service standards, performance metrics, process maps and standard operating procedures – address 95 of the 195 services offered in ICASS.  End Summary. 

Benchmarking

2. What do we mean by “benchmarking”?   Posts delivery of services will be compared against the Uniform Service Standards (USS) developed by your colleagues – the first set of which, covering 95 ICASS services, were developed at the January 2008 workshop.  It is expected that posts will meet MOST of these standards MOST of the time but over the next 12 months performance data will be gathered to determine if any changes need to be made to the USS before finalizing and implementing them in FY10.  Simply put, we want all service providers to use CMI’s building blocks, particularly the performance metrics now embedded in WebPASS 2.0, to validate the USS.   To fully capitalize on the metrics, customers’ requests for services must be initiated electronically to the maximum extent possible, thus, eliminating the burden on posts to collect and report data periodically.   In most cases, this means using eServices.  

3. Building blocks and USS for the balance of our 195 ICASS services will be ready for benchmarking midyear FY-09.   A year from now, the USS will be re-calibrated based on feedback from your experience and from the data generated by the use of eServices for service request and delivery throughout the year. 

Change Management and Communication

4. We don’t want to add to your already heavy workload, and for this reason, we on the Regional Initiatives Council (RIC) insisted that each step of this launch minimize demands on your management team.  We can’t minimize, however, the impact CMI will have on management:  we are asking 27,000-plus American and LES service providers to change the way you do business as you strive to deliver quality services to our customers in the field.  And, we are asking our customers to change the way they request services so that you will have the  data you need to support  your resource requests.    Managing this change – rather than letting it manage us – will depend on strong leadership and effective communication.   We want you to give CMI your strong support.

First of Nine Messages

5. This is the first in a series of nine cables you will be receiving over the days and weeks ahead.  They will outline post action to begin benchmarking in Phase One.   In the ninth and final cable, we will ask you to validate by December 31 that you have taken each step outlined in the cables.   For a preview of all nine draft cables, refer to the CMI website, http://m.state.sbu/sites/pri/cmi/default.aspx .  In addition to all CMI messages – past and future – you will find tools to assist you in taking each step in the 90-day launch, including talking points, draft announcements, and training presentations.    Every Bureau has endorsed CMI’s approach to quality management and, through the RIC, will be closely monitoring our collective progress.

Draft Cable 2:

SUBJECT:  Collaborative Management Initiative #2 of 9: Communicating CMI to your customers.

1. Summary:  The success of the Collaborative Management Initiative (CMI) at your post will depend on keeping your customers informed on the changes to expect.  In this second of nine CMI messages we direct Management Officers to ensure their ICASS Councils are fully briefed on the benefits of this quality management system.  For this purpose you will find’ Introduction to CMI’ at the following link.   http://m.state.sbu/sites/pri/cmi.  End Summary  

WHAT:  Effective Communication
2. It is crucial that everyone at post, from customers to service providers, have a clear understanding of CMI’s benefits.   This  by-the-field, for-the-field quality management system will:
· Create equity, transparency and predictability – uniform service standards (USS) will enable you to better manage customers’ expectations as they compare  services from post to post;
· Provide continuity – process maps and standard operating procedures (SOPs) will give managers and LES a sound foundation for broadening their skills and responsibilities;
· Inform decisions – performance measures improve service quality by enabling cost-efficient distribution of resources;
· Improve services – Your  best practices will be used to enhance the CMI Playbook on a continual basis;  
· Enhance support – customer-agencies and appropriators will have objective data in support of our resource requests for your post and bureau. 

CMI’s components – uniform service standards (USS), performance metrics, process maps, and standard operating procedures – were developed by you and your colleagues in workshops sponsored by the Regional Initiatives Council (RIC), which represents over 27,000 American and LES service providers from all regions of the world.  

WHY:   Why us?  Why now?  Why CMI? 

3. We need a better way to make our case for more resources where they are needed.  With budgets and staffing flat or declining, costs increasing, and the customer base growing, even the best managed posts are feeling the squeeze.  Absent common standards, we are left with little choice but to fall back on anecdotal, subjective evidence to make our case for additional resources.  
4. We need to demonstrate that we are making efficient use of our limited resources.  To have a fighting chance to get the resources you need, together we must take a more unified approach to measuring performance across posts and across bureaus.  Only by producing reliable data that compares our distribution of resources across all posts will we be able to demonstrate the extent to which our posts are, or are not, adequately funded.  

WHO:  CMI Quality Teams and Quality Coordinator  

5. In 90 days, we will ask your Management Officer and the ICASS Council Chairperson to verify that your post has taken the necessary steps to launch “CMI.”   During the days and weeks ahead, you will receive a series of action cables.   The RIC designed each step to take a minimum amount of time.  To accomplish each step outlined in the cables, your post should assemble a CMI Quality Team, composed of USDH and LES representatives from each Management subsection  (Details will follow in CMI cable: 4 of 9.)   The CMI Quality Team (CQT) will be part of our worldwide system of continuous service improvement that will be refined and built upon throughout FY-09 and beyond.  Following is a list of the nine cables post will be receiving:

1 of 9
Overview:  Benchmarking CMI 

2 of 9
Briefing ICASS Council:  Communicating CMI to your Customers

3 of 9
Briefing Management Team:  Phase I Launch

4 of 9 
Creating Post’s CMI Quality Team/Coordinator

5 of 9 
Benchmarking Uniform Service Standards

6 of 9 
Benchmarking the Playbook: Process Maps and SOPs

7 of 9 
Benchmarking Performance Metrics

8 of 9 
Optimizing Customers’ Use of eServices Request

9 of 9 
Verifying implementation of Phase One  

Time and Resource Requirements  

6. The CMI SharePoint site will serve as your constant reference source: http://m.state.sbu/sites/pri/cmi.   In addition to containing all past messages on CMI and drafts of future cables, the RIC will make tools available to help you during each step of the launch.  This includes a PowerPoint presentation entitled “Introduction to CMI,” which should take 30 - 45 minutes, for presentation and discussion.    If answers to questions raised by the Council and your customers cannot be found in the website, Management Officers, or their CMI Coordinators, should reach out to their point of contact (POC) on the RIC staff.    
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