The following is an account of how a Shared Services project was managed by the USAID Executive Office and the Embassy Management Office in Gaborone, Botswana.   Each mission has common administrative service requirements for numerous functions but also unique circumstances that require analysis before a successful consolidation can be initiated.   Cost efficiency and the quality of services delivered is an important part of that analytical process.   In the case of Gaborone, from all accounts the process to identify win-win solutions for all organizations under Chief of Mission was a success and for which the EXO received the FY 2006 ICASS Leadership Award.        
The following step by step narrative is adapted from a report provided by the EXO and provides details regarding the rationale and processes used: 
Step 1: Determine Services Required (Workload) and Corresponding Resources Needed. 
The first action was to obtain budget projections to see if it indeed made sense to consolidate the services under consideration.  USAID Gaborone worked with State/ICASS Gaborone to determine if there was a business case to obtain services from ICASS instead of providing them internally.  USAID Gaborone had previously determined that it would not be a service provider for several reasons, including an in-house assessment of its administrative capabilities and its function as a programmatic regional support center.  Getting the budget estimates from ICASS meant planning how many new positions, vehicles, warehouse, furniture, etc. ICASS would require to provide services to USAID.  It took time for USAID to understand the ICASS processes and for ICASS to understand the USAID method of doing business.  However, as a result of these consolidations, ICASS will be providing 100% GSO and RES/Non-RES Maintenance.  USAID will retain its ability to provide services for itself in the areas of HR, communications and records, travel, and IT.

 

Best Practices:  Look at specific issues in each support area, e.g., vehicle request for getting participants from the hotel to the office to attend training, shipment of program materials to multiple countries, simple work orders, delivery of toner/paper/folders, etc.  Discuss how the services would actually be handled and processed.  Standard Operating Procedures were shared and combined to create an improved version, e.g., residential make-ready check list.  An improved joint understanding allowed the EXO and ICASS teams to look at different ways to approach improvements.  To be effective both must be open to new ideas.  For example, the Management Officer was seriously looking at ICASS operations without prejudice and a “we will need more staff” perspective.  FSNs were included in the discussion which helped when evaluating staffing needs.  

 

Forming working groups to review specific issues is another best practice.  The furniture pool working group was essential to getting agreement from all agencies as to what is included in the standard set, how long it should last, etc. 

 

Another best practice was to locate one of the service providers at USAID.  It freed up space in the crowded embassies and demonstrated to ICASS customers that it does not matter where they sit or the service providers sit, services will be provided to everyone in a fair manner.

 
STEP 2:  COST ANALYSIS.  
Analysis of the numbers showed that switching to ICASS would be cost effective for USAID/Southern Africa:

	Projected Additional Costs
	 OE 
	Project
	 Total 

	Total Projected ICASS costs for new service subscription*
	441,602
	253,872
	695,474

	Current ICASS Bill
	-143,854
	-73,139
	-216,993

	Projected cost of subscribing to additional services
	297,748
	180,733
	478,481

	*Total Projected ICASS costs is based on “what-if” FY06 ICASS invoices from embassy factoring in additional staff, rents, vehicles, maintenance supplies, etc.

	 
	 
	 
	 

	Projected Savings
	 OE 
	Project
	 Total 

	LES Costs Saved (on-board & vacant positions)
	370,660
	151,675
	522,335

	Warehouse Rental Costs Saved
	22,914
	11,286
	34,200

	Projected Savings of subscribing to ICASS
	393,574
	162,961
	556,535

	 
	 
	 
	 

	Cost / Benefit 
	 OE 
	Project
	 Total 

	Projected Additional Costs
	-297,748
	-180,733
	-478,481

	Projected Savings 
	393,574
	162,961
	556,535

	Total Projected Savings by subscribing to ICASS
	95,826
	-17,772
	78,054


Note: Savings beyond the $78k/y are expected since savings were not factored in for fuel bills, vehicle maintenance / insurance, housing maintenance (ICASS staff do actual repairs where USAID staff supervise contractors to do the repairs), TDY EXO support during Home Leave / R&R, etc. (the projected ICASS bills did include estimates for all expected increased costs).  Also, as the embassy does not have adequate space, some embassy GSO staff will likely move into USAID and thereby offset USAID rent slightly.  

 

Two things that post believes contributed to the analysis of $78k of savings to USAID:  1) Gaborone is an ICASS LITE post and therefore the workload counts for GSO work are in USAID's favor, i.e.-more FSN staff, few USDH staff and 2) USAID Botswana had an additional layer of US staff (EFM) compared to most USAID missions.
It also worth noting that EXOs and Controllers should learn about partial year invoices.  It affects the cost for the first year of consolidation.  

 Step 3:  Obtain ICASS Council Approval.  

The consolidation process required ICASS Council approval.  This was not difficult since all of the agencies receiving ICASS services received a decrease in their bills as a result of USAID joining more cost centers.  Decreases ranged from 2% - 22 %.  There were concerns about maintaining levels of service but with the discussion and planning that took place, all issues were addressed to everyone’s apparent satisfaction.  
 

Step 4:  Consolidation.
The next step was to develop an implementation plan.  Discussions ensued regarding either an all-at-once approach versus a phased-in approach.  A phased-in implementation plan was agreed upon.    

 

As a result of the consolidation of administrative services, it appears that the USG will have a net reduction of 12 LES positions. 
 

To ensure a fair and transparent process, posts should complete an inter-agency retention register RIF.  This may require changing post policies and FSN handbooks regarding RIFs.  Gaborone suggested that a cable describing the process would be helpful to make the necessary changes to post policy in regards to RIF’s associated with consolidation of services and update their FSN handbooks to ensure that MOs and EXOs have a common understanding of what needs to be done.

 

Step 5:  Change Management.
The next step for Gaborone was to focus on “change management” for the staff in order to help them adapt to new procedures.  

 

Specific service functions in the areas of HR, IT, USAID large program contracting, and financial management are not yet agreed to for consolidation.  The Joint Management Council is reviewing these areas the systems that support them.  From a Gaborone perspective, post wanted to make sure that everything was running well in the area selected now before looking at new services.    

 

Certainly in Gaborone this activity was beneficial for all agencies.  It will save individual agencies as well as the USG and USAID money.  Many of the day-to-day management operations managed by USAID are transferred to ICASS which were in a better staffed to provide oversight.  Transferring oversight freed up USAID staff time to concentrate on the regional support activities.  An example of such reduced management burden is that USAID expects fewer voucher transactions due to ICASS managing vehicles, maintenance, expendable supplies, etc.  The reduced transactions mean no additional staff are required when USAID begins providing financial services to Zimbabwe as part of its regional responsibilities later this year.  Another benefit is the USAID EXO will now have more time to provide regional administrative support to Angola and Zimbabwe.
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