[image: image1.wmf]
 MINUTES

ICASS EXECUTIVE BOARD MEETING
Department of State
10:00 AM

June 12, 2008
Principals in Attendance:
Agriculture

Susan Schayes
Commerce 

Greg Grenier, acting
Defense

Lara Sanford
Health and Human Services
Crayton Lankford

Justice

Michael Allen 

Library of Congress
Beacher Wiggins

Peace Corps

Charles Kemp, acting
State 
Earl Powell

State

Raj Chellaraj

Transportation
Juergen Tooren

Treasury

Charles Ingram
USAID

Drew Luten
Office of Management and Budget
Peter Ray
Not Attending:

Homeland Security

Social Security Administration

Veterans Affairs

1. Welcome

Susan Schayes, Agriculture, introduced Frank Lee, Deputy Administrator for the Office of Foreign Service Operations, Foreign Agriculture Service (FAS).   Mr. Lee welcomed IEB members to the Department of Agriculture and gave a short talk on the history of the building, the meeting room and the table around which they were assembled.   He spoke of the historic nature of the Williamsburg Room and the original use of the large, leather-topped and gold trimmed conference table at a summit meeting of the G-7 Industrial States in Williamsburg, Virginia in 1983.  In addition, Mr. Lee also remarked on the importance of the work the IEB would be conducting today.   
2. Opening Remarks from ICASS Executive Board Chair Raj Chellaraj:
A/S Chellaraj thanked Mr. Lee for his informative talk and Ms. Schayes for hosting the IEB meeting.  He welcomed new Treasury IEB member, Charles Ingram.  
He informed the IEB that this would be the last meeting for Ismail Asmal and thanked him for his efforts in support of the principles of ICASS during these challenging times.  A/S Chellaraj introduced Tom Quinzio, who will replace Ismail as the ICASS Service Center Director.
3. Adoption of Minutes of March 13, 2008 ICASS Executive Board (IEB) Meeting:

The minutes for the March 13, 2008 IEB meeting, held at the Department of Commerce, were adopted unanimously.
4.  Update on Collaborative Management Initiatives:
Bob Bryson, Managing Director, M/PRI, Department of State, advised the Board that today he was representing the Regional Initiatives Council (RIC), which is composed of the executive directors of the regional bureaus, who in turn represent the service providers at all the posts around the world.  

He remarked that the presentation he gave at the March 2007 IEB in Bogota, on standardizing our service platform, had been incorporated into what is now called the Collaborative Management Initiative (CMI).  He advised that CMI is basically a quality management system that was built, developed and managed by the 27,000 service providers around the world – all the people that work for the customer.  He remarked that the presentation he was giving today would also be given by Management Officers at their posts to their staffs, the ICASS Council and country teams.  The presentation is geared to gaining the support of customers and he asked IEB members for their support of CMI, specifically the 94 Uniform Service Standards that were developed at a January workshop attended by service providers and customer agency reps.  Mr. Bryson asked to return to the September IEB meeting when he would request their formal adoption of the uniform service standards (USS).  Also he reported that by April 2009, USS for the remaining 101 services will be in place.

He stressed the RIC’s intent to provide as much communication as possible on what CMI is all about and its three parts; Uniform Service Standards and workload definitions, the playbook, and performance measures.  The basics are to develop service standards and then measure our ability to meet those standards, he advised.  Mr. Bryson praised the efforts of Janet Buechel and the ICASS Working Group for giving CMI its first success story by completing the cost center definition revisions which will allow for apples-to-apples comparisons from post-to-post.  He stressed its importance to getting the kind of meaningful data needed on services.
Mr. Bryson informed the IEB of the playbook components, including the Uniform Service Standards, Standard Operating Procedures (SOP) and process maps.  The 153 SOPs were generated at two week-long workshops with a diverse range of participants, American and LES from all regions.  Workshop participants also mapped out the SOPs in diagrams which have been placed on the M/PRI website so all posts can access them.  He remarked that what was being created was not a static system, but a mechanism for continuous process improvement.  He said that he would consider CMI a failure if in 10 years the same SOPs were in use rather than improved procedures proposed, vetted, and implemented in the field. He advised that in October posts will be asked to adopt the SOPs and to advise if any can’t work at their post or if they have better ideas.   
Because CMI generates a lot of workload, he apprised the Board of the need for a less labor intensive system of capturing those metrics.  To do this, it was determined that the use of WebPass and its suite of applications, plus the ILMS system for procurement, and property management would be mandated.  He advised that this methodology would require customers to request services using electronic service request applications.  

In summation, he mentioned that different posts will have different challenges because of the diverse operating environments, and that some posts may be able to meet the standards 99% of the time, while others will do so only 20, 30 or 40 percent of the time.  He expressed his optimism that the CMI structure will allow State to give those posts the resources they need to bring their performance up to an acceptable level. 
Concern was raised by Ms. Schayes regarding the incentive for meeting standards if those who didn’t would receive more resources.   Mr. Bryson advised that more than one element of CMI will be analyzed across the board and compared, e.g. staffing levels.  He noted that this analysis will determine the situation at that post and that there is no automatic correlation between not meeting standards and receiving more resources.  A/S Chellaraj added that USS is a way to achieve ICASS per-capita cost reductions.  He also noted that agencies should be careful to distinguish between per-capita costs, which have been relatively steady, and absolute cost increases, which typically come because an agency adds additional personnel or increases its level of services requested.  
5.
State Department Procurement Changes
A/S Chellaraj informed IEB members of a recent change in how the State Department is handling procurement.  The new methodology has moved procurement to a working capital model and a fee-for-service with a flat one percent fee for State Department and overseas ICASS customers’ non-program procurements.  He reported that a one percent fee was very favorable compared to both private sector and other government agencies where the fee can range up to four percent.  Procurements currently handled by the Regional Procurement Support Offices (RPSO) will also be using the one percent fee rather than the previous sliding scale where the fee could range from 4 to 15 percent.  The new fee will take affect October 1, 2008.
6.
Reports

·   Overseas Contracting
Juergen Tooren, Chair, Policy and Governance Committee, provided an update on the Commerce Department’s concerns regarding the service provider’s ability to meet its overseas support requirements.  Commerce has prepared a draft cable that proposes how they outlined their requirements and how they would see those requirements being fulfilled by the service provider.  Mr. Tooren informed the IEB that the Office of Procurement Executive (OPE), for State as service provider, has been asked to respond to the draft cable by addressing the issues to include: whether or not there is an issue of authority and capacity to do what is being asked, and assuming both authority and capacity exist, does OPE agree with the procedures and processes that Commerce is suggesting.  He advised that once he has had the opportunity to review OPE’s response, he will get both documents to committee members for their review and the committee will mediate the dispute.
Greg Grenier, acting Commerce IEB representative, expressed his pleasure with the responses from State on the two issues Commerce had brought up at the March 2007 Bogota IEB meeting:   OBO’s lack of communication and responsiveness to agency needs in regard to new embassy projects, and the procurement issue.  He was pleased to report that OBO agreed that there had been a break down in communication and has invited all agencies to the new embassy pre-planning meetings.  He thanked A/S Chellaraj for his assistance in pulling together a team from OPE and Human Resources to meet and discuss Commerce’s concerns and believes that the Policy and Governance Committee will be able to resolve the issue.  

·   Management Counselor/Council Chair Workshop

Ismail Asmal reported on the Management Counselor/Council Chair (MC3) Workshops held in Cape Town in March for the Africa posts.  He reported that the workshops are designed to bring together the main representatives for the service provider and customer agencies to help both parties gain a better understanding of how the two entities think in terms of ICASS, including their role and responsibilities.  He expressed his concerns that Chairs seemed to be thinking that they were not much more than a rubber stamp, but through the workshops very quickly realized that they played an important role.  He remarked on the excellent exchanges and very open discussions as attendees came forward with their ideas.  Mr. Asmal felt that the workshops are worth the money and recommended that the IEB continue to support them.  He thanked Juergen Tooren and Drew Luten, USAID, for their participation.  
Mr. Tooren expressed his enthusiasm in support of the workshops, stating they are incredibly valuable events.  He was impressed by the energy and dedication that both the management counselors and chairs brought to their tasks of trying to provide better service.  He advised that one suggestion from the attendees was to have a welcome kit for new counsel chairs which is targeted to them and less general than the ICASS courses offered by the Foreign Service Institute (FSI).  They also asked for a set of talking points: what is ICASS, its importance and how it works, which they can share with VIP visitors (CODELS, Staffdels) in an effort to garner some support.  His one concern from the experience was the apparent disconnect between personnel in the field and their headquarters.  He asked fellow members of the IEB to reach out to their field personnel so they know who to come to with issues.
Mr. Luten agreed that he found the workshop to be very instructive by focusing on the right things.  He stressed that the management counselor, council chair and council relationship is key to making ICASS work in the country.  He remarked that administrative services are important at a post and getting them and their cost right, makes a big difference everyday in people’s lives.  Mr. Luten stated that he had a new appreciation for the effort required to successfully operate ICASS and to have both the service provider and the customers get the most out of this relationship.  He emphasized that if the working relationships are good and the rules are understood and followed, that the feelings of transparency and the reality and perception of equity will mean that the quality of life will generally be better.
A/S Chellaraj agreed and proposed that periodically, as the number of new IEB members increases, the IEB should hold its meeting at a post, as it has in the past, so members gain a better understanding of what happens at a post and what challenges they face.    
· IWG Chairperson Report 
Janet Buechel reported that the revised Chapter 340 of the ICASS Handbook has been finalized and a series of 11 cables sent to the field to explain the changes in preparation for the May 1 workload counts.  She remarked that overall the response has been very positive.  Work on several other chapters has begun, including a revision of the TDY Policy, she advised.  ICASS Working Group members have been very interested in participating in the reviews and swelled the membership of the Policy Committee to about 30.  
Ms. Buechel highlighted that another area being considered by the Policy Committee is the change in the ICASS Service Center’s post-specific training.  She noted that the change would shift from post inviting the trainers to come, to the ISC selecting posts for training based on a series of factors that would indicate which posts needed training. 

Additional IWG activities she reported were the selection of the winner of the annual ICASS Leadership Award and the Budget Committee receiving a forward planning presentation from State/RM/Bureau of Budget and Planning (BP).  

Trish Garate, Co-Chair IWG Budget Committee, advised the IEB members on the gist of the BP presentation which included a projected target increase for the FY2010 budget of about 8.5 percent.  The 8.5 percent is broken down as:  5 percent for projected inflationary increases over 2009, a 1.1 percent increase for new embassy compounds, and a 2.4 increase for wages.  She cautioned that this percentage is based on current services, and that many factors could affect that projection, including a change in administration as well as any changes in the security environment and any other unknown global factors.

Ms. Garate also gave an update on the uncollected invoices, stating that since the last report in March, the number was down to 20.  She expressed her appreciation for Lara Sanford’s, DoD, great efforts in reducing the number of DoD uncollected invoices.
· ICASS Service Center Director Report

Ismail Asmal offered that rather than his usual report, he wanted to take the opportunity of this last report to the IEB to look back with pride on what the ICASS world has done and what the ISC has done.  Five years ago, he said, when the question was posed as to where ICASS was in the lifecycle of a program, then IEB Chair, A/S Eaton identified the program as an adolescent, poised on the brink of adulthood.  A/S Eaton felt the program was a bit adrift and there was a real need for the IEB to talk about where ICASS was heading.  Mr. Asmal reported that he would be confident to report that the passage to adulthood has been tough, but ICASS can proudly claim that it has taken stock of itself and is well on its way to becoming a mature and respected system.

He praised the ISC staff efforts to improve ICASS including: improvements to the software and budget submission process, clean-up of the Global Database data, creating instructional videos, increasing the number of participants in the customer satisfaction survey, revamping its website, and improving training efforts, including working closely with FSI on their courses, developing a software course to be taught by GFMS, and refocusing our post-specific training.  Mr. Asmal also acknowledged his team’s endeavors to improve data integrity through training, establishment of the SCORECARD, and participation in the rewrite of the ICASS Handbook.  He reported that the development of a presentation which provides a multi-year trend report has helped agencies understand why ICASS has gone from $700 million to $1.4 billion in seven years.  The graphs and charts contained in the presentation provide a clear picture of the breakdown of these costs.  
Other improvements for ICASS he reported were:  the change in recapitalizing the working capital fund by the reduction of the authorization time for invoices which allows for the flow of money into ICASS; a software invoicing mechanism for partial year invoices; and change in the representation on post ICASS councils to reflect that of the IEB membership.

He closed saying that this assignment had been one of the best he’d had.  A/S Chellaraj thanked Mr. Asmal for his efforts and remarked that the bar has now been set pretty high.

9.  Meeting Conclusion

· Concluding Remarks and Scheduling of Next ICASS Executive Board Meeting – Assistant Secretary Raj Chellaraj
In closing, A/S Chellaraj thanked attendees for making the meeting successful.  He advised that the Department of State would host the September IEB meeting and would try to arrange for a tour of the Diplomatic Reception Rooms.  

The meeting was adjourned at 11:45 am.
[image: image2.png]



International Cooperative Administrative Support Services














1
Page 2
IEB Minutes

June 2008


