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On behalf of the Tri-Missions in Brussels, I am honored to nominate Gary Herbst, Financial Management Officer in Brussels, for the 2007 ICASS Outstanding Leadership Award.  Gary exemplifies the outstanding technical, leadership and innovative traits the award is intended to recognize, and he is truly at the very top of the ranks among our financial management officer colleagues.  This nomination has also been endorsed by each of the three Deputy Chiefs of Mission in Brussels, as noted below, which manifests even more strongly the deep conviction we have that Gary merits this recognition.

Gary provided leadership and made major contributions in cost containment, customer service improvement, in reengineering and improving ICASS service delivery, and in outsourcing travel voucher operations.  Additionally, he provided several recommendations on the ICASS scorecard to the ISC at the FMO conference that were well received by ISC management.  ISC also adopted one an innovation in computer systems count (e-mail log-on count) that Gary had already implemented in Brussels in FY ‘07. 

Gary led the JAS team to develop and revise the mission ICASS standards, resulting in many changes and improvements - including KPI’s (key performance indicators), greatly improved consistency with the ICASS HB, improved count methodology for several categories (vouchers, pouch, procurement, computer services, etc.) .  He then took the standards revision process one step further than anyone else has done - he added detailed customer and service provider responsibilities for each standard.  These are the only post ICASS standards in existence in the department known to include specifically these responsibilities in writing. 

Gary then led the effort to obtain ICASS Council approval of the new standards.  He worked effectively with the ICASS Council Chairperson and Council members to identify and address their issues regarding the proposed extensive ICASS Standards changes.  He was so successful in this that the ICASS Council vote was unanimous in favor of the new standards.  

He then ensured that the new standards were implemented with the new workload counts for FY ’08.  This included obtaining many ICASS counts using new methods,

Gary personally pioneered the development of new count methods, including adding counts for additional work produced by voucher examiners, subtracting ACS cashier transactions from vouchers, and other count innovations.

Customer service: Gary’s sections have had the most improved customer service scores in the mission for two years running.  After only 4 months of Gary’s management at post, the budget and accounting services scores improved to 4.36 in FY ‘07, one of the highest scores for these services in the world.  Then in FY ’08, he improved his Voucher Section scores improved from 4.0 to 4.2.  Additionally, Gary’s Analysis and comparison of voucher payment metrics for the prior year documented substantively improved timeliness in performance in both travel vouchers and vendor payments.  

Cost containment:  Brussels ICASS traditional target budget was cut a total of $1.8 million in FY ’08.  Post was also told to take some one-time additional costs from carryover, and additionally substantial allowance cost increases in costs were not funded.  In total these factors meant post had a 2million dollar difference to make up.  Gary identified many areas of the budget that could be cut and led the efforts to obtain approval of proposed budget reductions.  In particular Gary was in instrumental in developing the proposal and obtaining agreement to eliminate the CWT travel services implant ($100k savings in FY ’07, over $400k FY 08), in development and implementation of a policy to require restricted tickets (considerable savings in all mission budgets), and in controlling overtime and HR rover costs through developing new financial reports (proposed cut of over $100k).  Gary implemented PSU processing of vouchers, in effect outsourcing travel and transportation vouchers – resulted in substantial cost savings ($60,000 per year).  Gary also provided special reports analyzing utility costs and took part in leading the efforts to obtain new utility contracts, thus saving about $50,000 in FY ’08.  Savings in futility costs in future years are estimated to be much greater.  Gary also took voluntary cuts to the DS and OBO targets of $750k in FY ’08.

Other: Gary  identified the need for a separate ICASS agency code for the POLAD representative in Brussels and obtained a agreement for this from both POL/MIL in Washington, D.C., and ICASS Service Center  ISC) staff.  

Operational Effectiveness

One of the best examples of Gary’s outstanding operational effectiveness has been his approach on dealing with the unprecedented budget cutbacks the Tri-Missions have experienced this fiscal year.  Faced with cuts ranging from 5% to 15% across our various accounts, Gary confronted the need to produce in short order readily understandable and accurate financial information for the Deputy Chiefs of Mission, management officers, and the ICASS council.  His presentations were critical to obtaining high level agreement on changing our financial priorities and in allowing senior management to make key decisions on what they needed to do to accomplish their missions while living within radically constrained budgets.

Innovation and Creativity

Combined with the tremendous workload associated with handling accounting for our three embassies in Brussels, comprising 44 US government agencies, Gary’s financial team has had to deal with significantly diminished ranks in their own office.  Over the course of the last year, Gary has had two senior staff retire, two resign, and two move on to higher-graded jobs within the Embassy.    Working with six vacancies, Gary came up with creative ways to handle the work and maintain customer service levels.  He was one of the first to advocate moving our travel voucher processing to Resource Management’s Post Support Unit, an innovation that is saving post money and freeing up staff time.

Integrity and Character

Gary has demonstrated the highest possible professional standards; in fact, he sets the model for the rest of the management staff to follow.  When customer demands occasionally drive management to suggest creative solutions may, after diligent research is conducted, be found to run afoul of Department regulation or US legislation, Gary is unequivocal in his support of only the most defensible, intellectually correct course of action.  I have never seen him yield on any of his strongly-held convictions about our duty to protect the taxpayers’ interests, defend the Department’s programs, and to offer consistent service to all our customers.  That being said, there have been cases in which there was latitude to change procedures to allow for what a customer was requesting, and Gary is quick to seize upon these as areas in which we could improve our procedures.

Internal Controls

Gary has risen to the challenge of maintaining appropriate internal controls in very trying circumstances.  First, Gary has the two innovative pilot projects mentioned above.  While these are welcome improvements in the way the Department does business, these innovations also require careful oversight to address real and perceived vulnerabilities.  Gary maintains an excellent system of controlling his staff’s work so that they remained empowered and able to take on significant responsibilities while he retains the key elements of management control over spending.

Nominated by:  Andrew Siegel, Management Officer, Brussels

Endorsement by Embassy Deputy Chief of Mission Wayne Bush:

I have worked closely with Gary over the past year during the past year as the Department’s budget shortfalls took their toll on Brussels.  Throughout this time, Gary has repeatedly demonstrated exceptional expertise in analyzing the impact of various resource scenarios and cost-saving measures.  His expertise and close attention to obligations and liquidations has enabled the bilateral mission to weather the budget storm while avoiding the worst types of cuts, including RIFs.  During the long period of continuing resolutions, I asked Gary to ensure that his staff worked closely with our Public Diplomacy section to develop funding strategies for a very important and creative outreach activity that the Mission undertook in partnership with the Belgian Foreign Ministry to commemorate 175 years of U.S.-Belgian relations with a multi-media presentation for youth audiences throughout the country.  Gary’s careful analysis and sound advice allowed this important initiative to go forward.    Gary’s presentations to the ICASS Council are always informative and complete, engaging the council at the appropriate level in decision making.   Having served previously as ICASS director in Washington, I have interacted with FS-1 financial management officers throughout the world.  Frankly, I would rate Gary as #1, based on his knowledge, experience and judgment.      

Endorsement by USEU Chargé d’Affaires Christopher Murray:

Gary Herbst has handled with great finesse a delicate situation at the U.S. Mission to the European Union (USEU), in which the White House designated a Special Envoy for European Union Affairs in lieu of a new Ambassador.  Two months after making this designation, the White House also nominated a new Ambassador.  The financial implications of receiving a new Ambassador, without any definition of the impact of a new Ambassador on the existing duties of the Special Envoy, required unusual judgment and foresight on the part of Gary Herbst.  With hundreds of thousands of dollars at stake, as well as the profile of the Mission in the host country, Gary gave me superb advice that preserved a maximum of options while preparing us for any of several contingent situations, and sparing us any waste of resources.       

Endorsement by USNATO Deputy Chief of Mission Richard Olson:  

USNATO is rare among US missions because we respond to both the Departments of State and Defense, which operate in two different budgetary and program environments over the course of a fiscal year.  Management at USNATO thus requires equal parts creativity and integrity, and above all a deep understanding of the two Departments’ cultures, priorities, and regulations, plus a willingness to coordinate these apples and oranges in a way that meets the overall needs of the Mission and the US government.  Gary gets the bigger picture, for example his management of changes to the ICASS package that governs cost sharing among agencies has been fair and transparent.  He has been an excellent steward of how the taxpayers’ dollar is spent at USNATO.  In February he independently conducted a five year analysis on the decline of the USNATO budget base.  The subsequent report is an important tool used by senior USNATO management to explain our increase in Mission workload with no parallel increase in funding.   Last summer, faced with exchange rate losses that contributed to a real budget crunch, we needed to identify options for saving $84,200 on very short notice.  With Gary’s advice, we were able to achieve these necessary targets in only three months.  Gary is thorough, knowledgeable, and prepared, and I wholeheartedly support this nomination.

Endorsement by ICASS Council Chair Jonathan Bensky, FCS: 

I am pleased indeed to support this nomination.  I have been the agency representative or Chair on ICASS Councils since they started in 1996 (with “virtual ICASS”).  In my experience no one has been as active or supportive of the ICASS Council and its work as Gary Herbst.  He works hard and effectively to provide the Council with accurate and realistic information and presentations on current and projected ICASS post budgets, and he provides pragmatic suggestions for options.  In addition, Gary could not have been more helpful or cooperative during the Council’s detailed review of post ICASS service standards, a painstaking and very meticulous task, which resulted in the best set of post standards I can ever recall seeing.        
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See attached.


