DRAFTED BY: RM/ICASS:LCMANDEL -- 08/03/04 202-663-3883

APPROVED BY: RM/ICASS:LCMANDEL

S/ES-O:KMAYFIELD   RM/CFO:JKENNY   M:AFEELEY

RM/ICASS/IWG:JCLIFTON   WHA/EX:PHAYES

NEA/SA/EX:CRICHE(INFO)   EUR/EX:CALLEGRONE

A:MPERRY   AF/EX:SNOLAN   EAP/EX:FRCOOK

M/P:JANANIA     IO/EX:SYUSPEH(INFO)   M/R:APONCE

DESIRED DISTRIBUTION:

AF/EX, EAP/EX, RM/ICASS, EUR/EX, IO/EX, NEA/SA/EX, WHA/EX,

A, M, RM

                  ------------------4ABA6B  041555Z /38

R 041329Z AUG 04

FM SECSTATE WASHDC

TO ALL DIPLOMATIC AND CONSULAR POSTS

UNCLAS STATE 168138

E.O. 12958: N/A

TAGS: AFIN, KICA, AMGT, AFSI

SUBJECT: TAKING STOCK OF ICASS

FOR:  ICASS COUNCIL CHAIRS AND MANAGEMENT

COUNSELORS/OFFICERS FROM ISC DIRECTOR MANDEL

1.  Summary.  During the past few months new IEB

initiatives (including the establishment of two ICASS

Executive Board (IEB) committees), agency financial

constraints and reports from GAO and Shared Services teams

have provided new impetus and focus for improving ICASS.

This cable provides an overview of key ICASS issues, and

how they are likely to affect you at post.  End Summary.

2.  When ICASS was created in 1995/6, its goals included

establishing an equitable and transparent cost

distribution system, and a management system that

emphasized local empowerment, innovation and cost

effectiveness.  Another goal was to make evident to the

users the full costs of the services they receive

overseas.  By almost all accounts, the ICASS cost

distribution system is effective at accomplishing

transparency and equity goals.  While there have been huge

strides in achieving management goals, there is more to

do, especially in the areas of innovation and cost

effectiveness. The ICASS process sought to establish

common goals and improve communications among the service

providers and customers.  The ICASS Executive Board and

State Senior Management are now pushing for ICASS to be as

effective as a management improvement system as it has

been as a cost distribution device.

3.  The recent GAO draft review of ICASS found that

although ICASS is generally effective in providing quality

administrative support services overseas, ICASS has not

contained total costs to the taxpayer, especially the

duplication of services.  At the same time this year

agency budgeting problems limited ICASS payments, forcing

difficult adjustments by Service Providers and Customers

alike.  It is unlikely that agencies will be able to fully

fund all ICASS needs in the near-term.  ICASS-funded

elements will have to prioritize their capacity to provide

service while looking for ways to reduce costs.

4.  For ICASS to rise to the next level of effectiveness

the GAO and ICASS Executive Board have focused on metrics

to help identify where services are satisfactory, and

where improvements are needed.  Since not all ICASS

services are delivered uniformly around the world, there

is no obvious way to measure them.  Washington has

identified three different types of metrics to better

identify how well key services are being delivered, areas

for improvement, and  cost-effectiveness of the services

provided.   These metrics are not perfect, but used

intelligently and creatively, they should enable us to

better assess problems and devise solutions.  The three

different metrics are:

A.  Customer Satisfaction Survey: A/CAI is developing a

web based customer satisfaction survey (due out in

October) so that every post will have access to its

information.  The survey, co-funded by DOS and the IEB,

will provide customer satisfaction feedback, and will be a

tool for ICASS Councils and Service Providers to measure

performance.  Post participation in the survey will be

mandatory, so that results can be viewed on a global

basis.

B.  Measuring Service Standards:  To improve ICASS

services we have to better understand how well services

are being provided now.  The ISC will be seeking feedback

from posts on current measurements, and identifying key

services that posts may wish to track to develop

information that the post ICASS Council can use as the

basis for a dialogue about priorities.  Since resources

are finite, putting more of them into one area will

usually mean reducing them from another.  Before embarking

on a discussion about changing priorities it is important

to know how well we are achieving the ones we have already

identified.

C. Cost effectiveness: The final metric will be service

delivery effectiveness.  The ISC anticipates identifying

information from data collected centrally regarding both

the cost in dollars, and in personnel resources, to

deliver current services. There are other measures that

can best be done at the post level, such as identifying

the percentage of motorpool drivers' time utilized driving

versus waiting.  A/CAI can provide posts more detailed

guidance on this and other post-level effectiveness

metrics.

5.  At its June meeting the ICASS Executive Board

established sub-committees to work on (a) budget issues,

and (b) accountability and performance measurement.  The

sub-committees, composed of Assistant Secretary level

members, will work over the summer to clarify ICASS

approaches in these areas.  A/CAI will soon be circulating

information on how posts can participate in ISO-9000 and

performance measurement programs being developed by A/CAI.

Where is ICASS headed?

6.  All agencies, including State, anticipate dealing with

budgetary pressures for the foreseeable future.  Our

managers and customers will need to make strategic

decisions about both what to do, and what not to do.

Regionalization and/or centralization can help to reduce

costs at post by shifting work to the places where it can

most efficiently be done.  For example for Iraq work

traditionally done at post, including maintaining portions

of the IT structure (such as managing the web-enabled PASS

software and databases and the post intranet web page),

briefing and in-processing newly arrived personnel, is

being done in Washington.

7.  As metrics and other tools are developed Posts are

encouraged to engage in discussions about how to best

accomplish key ICASS service priorities.  The ISC stands

ready to assist in any way that we can.  Regards.
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