	Outstanding Leadership Award Nomination


	1)  Name, position, grade, agency and SSN/employee number of the nominee.  

Brian Carney, FS-03, USAID

	2)  Name, position, and agency of the nominator(s).

Jacqueline Holland-Craig, MO, ICASS

	3) Name of the Chief of Mission/Bureau Head who approved this nomination and the date of approval.

Anthony Vodraska, D/Dir USAID RCSA Gaborone; Katherine Canavan, Ambassador Gaborone

	4)  If appropriate, was this individual’s contribution documented using measurements or surveys?  If so, please describe the measurement and the result.

NO




	5) Description of the outstanding leadership contribution(s) of the nominee, including the impact on your post.  Link this contribution to one or more of the award criteria.  You may add an additional page if necessary.  (Award criteria: a) Leadership in implementation of the ICASS process, characterized by foresight, persistence, and persuasiveness;  b)  Successful actions as a change agent in developing new and better ways of doing business at post to improve the quality of services or reduce costs; c)  Proactive contributions to the development of consensus at post on ICASS issues; d)  Performance in a manner that is clearly instrumental in the achievement of major post ICASS goals and objectives, and without which success would have been uncertain or seriously delayed.)
Brian Carney, USAID Regional Executive Officer (REXO) and Chairman of the ICASS Council in Gaborone, Botswana, is nominated for his leadership in guiding the USAID Regional Center for Southern Africa (RCSA) to respond to the call to eliminate duplicative administrative services, and his leadership in the Working Group formed with the Embassy and USAID to carry out the rightsizing.  The Department of State and USAID began issuing formal rightsizing guidance in 2005, but most USAID missions decided that the requirements left enough leeway not to immediately combine all duplicative services.   He convinced USAID senior managers that it was the appropriate thing to do for the overall savings to the U.S. Government.  As a Regional Executive Officer overseeing other USAID bilateral missions, he further demonstrated that consolidation of administrative services was an appropriate response to USAID workforce realignments at African posts.

The whole concept of elimination of duplicative services had been presented in vague terms by the Department and so required a lot of investigation.   Mr. Carney requested the formation of a Working Group to analyze the rightsizing effort.  A Group was formed of Mr. Carney as USAID REXO, the ICASS Management Officer (MO), Financial Management Officer (FMO) and USAID Controller.  The Group decided that all of GSO (motorpool, procurement, housing, shipping, expediting and property management) and Facilities Maintenance were duplicative and prime candidates for elimination.  Mr. Carney consulted with USAID senior managers and they decided on the strength of his analysis and recommendation that ICASS was better positioned to provide these administrative services in a more cost-effective manner.  It became apparent that USAID would need to initiate a reduction in force (RIF), a large morale factor and a major expense, as well as a huge administrative burden that would fall largely on Mr. Carney.   He did not let this deter him from doing what was in the best interests of the U.S. Government and ultimately its employees in the long run.

A further challenge for Mr. Carney was USAID headquarters’ requirement that the consolidation of administrative services should not cost USAID more on a recurrent basis.  USAID/RCSA could not expect additional resources in subsequent fiscal years.   He then began the process to cost out the impact on the RCSA Operating Expense (OE) budget to find a way to carry it out without exceeding their budget.  He requested a predicted budget from ICASS to compare it against their current operating budget.  It required ICASS to analyze the predicted expenses due to the additional workload, i.e. number and type of new positions and new equipment.  The FMO put these new costs into the “What If” budget.  Then, Mr. Carney and his Controller analyzed the numbers, taking into account his elimination of duplicative staff, warehouse rental costs, other administrative costs and not filling vacant positions.   He developed cost estimates for adequately correcting a number of management control vulnerabilities USAID had as well.  He proved that consolidation of services under ICASS was in the best interests of USAID.  ICASS costs would rise by over $450,000 but savings on salaries would exceed $500,000.  

 Mr. Carney was ready to proceed, but then everything was put on hold as the possibility that RCSA would relocate to South Africa.   In January 2006, it was announced that they would remain in Botswana and Mr. Carney again called for the re-activation of the Working Group so that rightsizing planning could begin in earnest.  As the Group identified problems, and resolved them, he was always there as a resource, a planner and a motivator to stay on track.  One little-publicized problem with combination of services under ICASS was that ICASS needed additional money to hire additional staff to take care of the additional workload.  Overall, it was a reduction in staffing and a reduction in costs but to the ICASS budget itself, it was an increase.   The rightsizing could not begin (recruitment and hiring of new positions) until the funds were assured.   The FMO found that there were two methods to get a target level increased, one at beginning of fiscal year per justification in budget and the second during the fiscal year per the partial year invoice.  The Group decided the partial year invoice was by far the best method as it seemed much more assured of actually getting the money.  This meant that the impact on USAID this fiscal year was huge, as they’d be required to absorb the total cost of the invoice rather than spread it out to all agencies.  Mr. Carney recognized that it was the best method and 

 


again went back to crunching numbers with the Controller and again, found a way to proceed.  

To generate the partial year invoice, the FMO needed to know exactly how many staff ICASS was bringing in, in which section and at what grade, plus likely promotions, equipment and other expenses.  ICASS could not afford to be wrong on estimating ongoing expenses as it would be unlikely to ever get more money into the budget after the original partial year invoice.    Mr. Carney again pushed the Group  to meet and decide the staffing and other repercussions section by section.  The Group was expanded to all USAID and ICASS admin sections and met and hammered it all out.  Mr. Carney attended every meeting.  He had obviously put much time and effort into identifying areas he felt needed work, requesting SOPs in housing and motorpool and outlining USAID’s customer service worries.  He ensured these areas were resolved during the meetings but did so in such a congenial and fair way that it stimulated a vibrant and innovative atmosphere to try and create a better organization.  

Mr. Carney was also the first who brought up the need for space, suggesting first his warehouse offices and then, when DS regulations precluded that, his own, newly-empty offices after his RIF.  It was a great idea and a true win-win solution.  ICASS would have expansion room, while AID customers would not feel abandoned since one major service was based in their building.   

Mr. Carney, being also the ICASS Council Chair, called an ICASS Meeting for the formal vote on whether to allow AID to sign up for GSO and Maintenance.  The Council reviewed the  “What If” budget and the explanation/request for new positions.  USAID’s ICASS cost analysis showed a firm savings to the AID operating budget of $78,000 annually with more likely after scattered costs like vehicle maintenance and reduced maintenance contracts were abolished.   It was an overall reduction in 12 positions, with ICASS hiring 15 and AID eliminating 27.   USAID’s invoice in the ‘What If’ Budget went up by $478,481, but all the other agency invoices went down significantly, which was well received.  The Council voted   unanimously to allow AID to join GSO and Maintenance and to approve all the new positions.   

Mr. Carney then discussed the recruitment process with Embassy management.  He wanted to ensure his RIFed employees had first shot at the new jobs, so it was agreed to advertise internally first before allowing outside candidates to apply.  The Embassy would give preference to these RIFed employees but would not be obligated to hire those who did not receive a good recommendation from AID.   Mr. Carney publicized this process at RCSA which help address their concerns and gave many a hope of continued employments.  

The transition to ICASS is a done deal and then Mr. Carney then turned to transition issues.  He laid out a timeline and requested a start date for each service.  The Working Group met again and good-naturedly pulled apart the interconnectivity of all services.  A start date in Procurement also meant that Receiving had to begin at the same time.  A start date for inventory in October meant immediate action to begin NEPA’tizing property.  Only by setting the date, could all the follow-on actions be focused on.  The newly combined ICASS services will begin as early as May 2006 and be finally complete by October 1, 2006.

Mr. Carney was the instigator and the leader in this accomplishment.  It would not have begun without his persuasion of senior USAID management.  It would not have progressed without his motivation, innovative approach, planning and risk-taking.  He has done what many others have delayed doing by forthrightly seriously addressing the President’s Management Agenda to right size overseas operations and respond to the State/USAID Joint Management Council’s priority of consolidation administrative Services.   It would not have been initiated and finalized at post without his efforts.  It represented a tremendous amount of work for him that he willingly took on for the best interests of the U.S. Government.  Undoubtedly, his work combined with the collaborative interagency spirit he fosters at this post has made the consolidation of administrative services possible and will serve as an example to other missions in Africa.  Mr. Carney deserves this ICASS Leadership award.
