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1.  Beginning with Ben Franklin's opening of our first

overseas mission in France, American diplomats have been

making the most of scarce resources.  Today, we are

continuing his brand of self-reliance in over 250 posts

around the world.  It's high time we made use of another

of Ben's traditions - collaboration.  The Regional

Initiatives Council (RIC) - comprised of the executive

directors of the regional bureaus and the senior managers

of the new office of Policy, Rightsizing, and Innovation

in M - want you to join their corporate collaboration.

The RIC was established in 2006 to improve the quality of

support services.  For the first time, the regional

bureaus are working together to ensure that improvements

in management reflect the demands of our collective

overseas experience.  Posts will drive the process rather

than being driven by it.  How?  The RIC will serve as a

two-way conduit, pulling in your ideas, consolidating and

refining them, then helping you put them into practice.

The RIC's goal is to facilitate innovation through

collaboration, across posts and across bureaus.

The RIC's strategy?  Collaborative Management Initiatives

(CMI).

Every post is unique - true.  And will continue to be

unique.  Yet, the majority of post business is virtually

identical around the world.  CMI multiplies the strength

of that shared operating platform - fully defining it, by:

-Standardizing processes and service levels,

-Implementing enterprise-wide (global) solutions,

-Improving efficiency through metrics and transparency,

-Promoting innovation and quality.

The Department had been stuck in "yellow" for

regionalization on the President's Management Agenda.

The Office of Management and Budget (OMB) moved us to

"green" on the strength of CMI.  Staying "green" depends

on our successful achievement of its quarterly and annual

milestones.  This requires effort by all of us - the RIC,

posts, and the functional offices in Washington.

2.  How will CMI work?

We will standardize data, thereby improving its quality

and making it more useful to managers at post and in

Washington.  This will provide greater accountability by

measuring effectiveness of local processes against

corporate standards.

Rather than concentrating on the 20 percent that is unique

to each post and its circumstances, the RIC's focus is on

the 80 percent of the business processes posts have in

common.  The RIC will partner with posts to figure out

what works well - and use that knowledge to develop common

standards to drive systematic, as well as systemic,

change.  We seek to implement solutions - when and where

they make sense - and use them as models to improve the

way we do business everywhere.

M will provide information to bureaus and posts on the

efficiency with which they use resources.  Combined with

financial data, managers will be able to analyze the

effectiveness of local processes to make informed

decisions.  For the first time, we will be able to assess

which posts are more efficient and which posts need

assistance.  Non-location specific workloads can be

shifted from high-cost or low-efficiency posts to those

with comparative advantages in providing services at lower

cost, greater efficiency, or both.

3.  What's in CMI for customers?

Why should customers want a standard overseas operating

platform?  In a word, predictability.  A few years from

now, we should hear testimonials like this from customers

transferring to new posts.

"I had a whole list of requests - my showerhead needed to

be fixed; I requested a new office chair; and the printer

in my office broke down.  All I had to do was click on E-

services on my desktop and everything was taken care of,

pretty much the way it was at my last post.  Response time

was about the same, too.  No surprises."

Uniform Service Levels.  Bogota, Berlin, Bamako, Bangkok -

each of our missions is unique.  Language, climate, and

other local variables will continue to determine the most

cost-effective means to meet service levels.  Yet,

customers tend to expect consistent levels of service no

matter where they're assigned.

Service levels should be attainable, but not necessarily

100 percent of the time.  We've got to keep them simple

and easy to comprehend, in order to manage customers'

expectations.  And we must keep track of how often we meet

standard service levels.

Tracking Performance.  Whoever said, "You can't manage

what you can't measure," was onto something.  The most

fundamental performance metric is the frequency with which

services are provided on time (unit of service + unit of

time = performance). If we promise to deliver office

supplies in five days, for example, we need the means to

measure how often we're succeeding in doing it.

If, 75 percent of the time, we deliver within five days,

that's pretty darn good.  Our customers deserve to know

how well we're doing.  More importantly, these metrics

will allow us to determine why we might be falling short

on 25 percent of the orders.

4.  What's in it for service providers?

Management Officers transitioning to new posts will have a

better picture of what is expected of them.

"This post isn't like my last one.  Here, you deliver

services within the five-day standard 80 percent of the

time.  At my last post we hit 85 percent, probably because

we did everything with in-house employees, using the

'Continuity Book' of best-in-class procedures.  Funny,

your efficiency and service scores are much better than my

previous post even though you use contractors for most of

your residential maintenance, janitorial work, and

transportation. You rely on LES managers much more than we

did - that explains why your staff ratios are so good.

Guess I'd better stop saying 'yours' and start saying

'ours'."

Customers compare one post's performance to another all

the time.  So do managers.  With standardized performance

metrics, managers will be able to make informed decisions

supported by empirical data.

Informed Decisions on Resources.  With quantifiable data,

managers can select the most cost-effective means of

service delivery from a variety of sources: local staff;

regional, neighboring posts with better economies of

scale; or commercial contract-providers.

Empowering LES.  With factual data, we can challenge

traditional assumptions.  We can, and must, redefine

duties that were once thought to be the exclusive domain

of American officers, thus capitalizing on the skills of

LES colleagues, including Eligible Family Members (EFMs).

Efforts to enhance authorities for our LES staff must be

redoubled.  By developing transition plans, including

recruitment and training, we can empower LES to assume

more responsibilities as managers, thereby improving the

ratio of customers to American service providers.

5.  What's in it for agencies paying the bills?

The simple answer: transparency.  Agencies in Washington

will have a more detailed across-the-board view of their

investments, vice having to weigh and juggle over 150

separate ICASS budgets.

"Okay, we can see that over three-fourths of our overseas

missions are delivering services within standards, and

quality and efficiency scores are at 'acceptable or

better.'  But what about the 25 missions at the bottom of

the chart, the ones that use resources at twice the

average rate and still can't meet the standards?  We need

to get them some help.  Are they using the best practices

determined by the Governance Council?  What are their

staffing ratios like?  Have their LES managers received

adequate training?"

We have the ability to seize all these initiatives.

Measure the frequency with which we meet service levels.

Use metrics to assign resources.  Adopt the appropriate

ratio of customers to service providers - both American

and LES.  To give those who pay the bills an accurate

picture of the services they're paying for, CMI will

provide four lenses:

-performance,

-efficiency,

-process, and

-staffing.

Measuring our success in meeting uniform service levels

will place emphasis on our core function: service.

Establishing efficiency standards and their associated

metrics will enable us to distinguish what we are doing

well from what we are doing not-so-well.  It will also

provide us with a sound basis for assigning resources to

those who need them most.

6.  Establish Process Standards

CMI seeks to facilitate posts' implementation of common

operating procedures, including clear standards for entry

of workload statistics that will permit objective and

consistent comparisons between posts.

Continuous Process Improvement.  The Regional Bureaus are

establishing "Governance Councils" to vet standard

operating procedures developed by posts.  Aimed at

improving processes and sharing them globally, this

continuous process improvement is a "by the field, for the

field" initiative managed by experienced American and LES

employees.  Their goal is to develop a standard

"Continuity Book" of best-in-class procedures to be used

by all posts - an essential tool, especially for our most

junior employees at our toughest posts.  Absent a

playbook, we must improvise on every play; with one, we

can devote time and energy to that "other 20 percent" that

is unique to our respective posts and regions.

Re-defining Regionalization.  Many managers are

successfully challenging the notion that posts must be

wholly self-sufficient.  Each year, increasing numbers of

posts are taking advantage of economies of scale at

neighboring posts - thus expanding the definition of

"regionalization."  While posts will continue to draw on

the services of regional centers like Frankfurt, Bangkok,

and Ft. Lauderdale, regionalization is not restricted to

those centers.  It refers to any type of systematic

collaboration among posts and bureaus in the provision of

overseas management support services.

7.  Implement Enterprise-wide Solutions

Although certain PASS applications are mandatory, this is

not the case with all PASS applications; thus, the level

of automation for business processes varies widely among

posts.  Gaps in integration between PASS and other

applications result in time-consuming and duplicative data

entry.

Integration of Enterprise Systems.  With integrated

systems, posts will have common corporate data to quantify

best practices and optimally allocate resources.  The E-

Gov Program Board has formally recognized that we must

have a comprehensive and integrated set of automated tools

that support posts' business processes.  The RIC supports

PASS as a crucial element of an integrated strategy to

include major enterprise systems such as ILMS, GFMS, and

IPMS.

Upgrading WebPASS E-services.  Evolved from post-grown

software, the WebPASS suite of applications is the closest

thing posts have to a common data system.  Its E-services

module can be an electronic "one-stop shop" for customers

who want to request services.  We need to improve it.  To

complete the services that customers can request through

E-services, we will add customer-interfaces for:

-facilities maintenance,

-information management, and

-general administrative support requirements.

WebPASS applications have to be modified to provide

managers with the ability to monitor service providers'

response time: the date/time services were requested, and

the date/time services were completed.  With this simple

enhancement, WebPASS will allow us to measure the

frequency with which we meet service levels.

8.  Improve Efficiency and Service Quality

There are wide varieties in the quality of service

provided by service providers around the world.  A large

part of this disparity is attributable to local

conditions, customs, laws, and infrastructure.

Similarly, types and levels of services vary among the

bureaus' regional centers.  With more consistent data, we

will be able to determine exact costs and quality.

To contain costs, while maintaining or improving service

quality, the RIC will be looking to identify U.S. direct-

hire (USDH) positions that could be replaced by LES and/or

Eligible Family Member (EFM) positions wherever

practicable and necessary.  In addition, where possible,

USDH and LES jobs will be moved from high-cost to lower-

cost posts, to regional centers, and/or to offices in the

U.S.

9.  Support a Culture of Innovation and Quality

Currently, individual officers and posts draw on their own

initiative to innovate and improve business operations.

Under CMI, individual initiative will be greatly enhanced

by institutional mechanisms to transfer best practices

among posts and bureaus - so that all may capitalize from

the ideas of a few.  Success will be measured using

consistent service levels and performance metrics.  This

"culture of innovation" will sustain a standard quality

management process from post to post and institutionalize

continuous improvement.

10. Conclusion

The strategic principles of CMI address essential elements

for effective overseas operations.  Taken together, they

enhance posts' ability to meet their unique requirements

while defining the Department's standard overseas

operating platform.  The transparency this will instill in

management will enable us to regionalize where

appropriate, reduce costs, reduce workload, and improve

services.

In the coming weeks and months, watch for further

communications from your regional bureau executive offices

on specific CMI milestones and your part in making them a

reality.

11. Minimized considered.
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