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Recommendation:

That the IWG Policy Committee endorse and recommend to the IWG a change in ICASS Post–Specific Training that would enable training to be prioritized and delivered based on a needs assessment and paid for centrally. 

It is estimated that the additional annual funds needed to centrally administer and deliver a needs based training program will be $250,000.  This additional funding would be paid by all agencies who participate in ICASS and spread as a below the line cost assessed here in Washington. 

The posts would be selected for training based on indicators that include but are not limited to:  ICASS Customer Satisfaction Survey results, 2008 final ICASS scorecard grades, OIG ICASS recommendations, Justification(s) from the post, and input from ISC, IWG, and Regional Bureau management officers.  

Background
Since the inception of the post-specific training program in FY 2001, the ISC has conducted 152 training sessions for over 8500 participants.  The training has been recommended to posts that wanted to improve the management of shared administrative services in their mission.  PST has been offered as Basic or Advanced with time dedicated to in-depth consultations for complex ICASS issues or unique post concerns such as an NEC move, consolidation issues, service provider training, mission council or budget committee business practices, etc.

Posts requested this training and paid the airfare and per diem of the trainers.  The average cost to a post for this training in FY 07 was approximately $10,900, with the cost of air travel assuming a large portion of this average, in part because business-class travel was still permitted for trips of more than 14 hours duration.  The ISC pays the salary of the trainers and for all training materials.  In FY06 the most current year with detailed information the ISC trained 17 posts; $185,616 was paid for at the post level. 

Post training teams are evaluated by the participants using a 1-5 rating scale; training sessions are almost always rated at a 4 or greater. Training Team Leaders do a six-month follow up to reassess and evaluate the PST action plans which posts put together during the team’s visit.  

The Current Situation

In March 2008, the Policy Coordination and Training team decided to temporarily suspend post-specific training*1.  Radical changes in the ICASS business model demanded new training modules.  We in the ISC needed to step back, regroup, examine the overarching issues and decide what audiences to target and what they needed to know. Additionally, senior ICASS management including the IEB, IWG and regional executive directorates were approving new and extensive performance/accountability measures to the ICASS system.  

We began to design and develop training modules to incorporate new handbook changes, uniform service standards, need for data integrity and the ICASS scorecard, the worldwide customer satisfaction survey results, etc. We realized that these changes would increase the need and demand for post-specific training.

Feedback from the recent FMO conference (May 08) and the Management Counselor/ICASS Council Chair workshops in Africa (May 08) only underscored this need for broader communication and training.  We learned that, even with our best efforts to communicate and train on new ICASS methods or processes, the word was not getting out.  Information from who may serve on the ICASS Council and Budget Committee to which services are included in Basic Package had not reached some major players.

Complicating the issue, we noted that training, in a tight budget environment, is often the first item cut.  In fact, a few posts that had requested training early in FY08 cancelled when they realized that they could not meet their final ICASS targets - money that had been set aside for training would have to go to mandatory items. 

In light of these factors, we concluded that post-specific training needed to take a new direction and a new focus.  We need to establish a program whereby, using solid indicators, we can determine which posts have the greatest need and should be targeted for training.  We hope to sweeten the deal by funding costs centrally. 

Conclusion:

The past two years have seen exponential changes to the ICASS process.  We believe that every change ties with our goals of accountability, consistency and transparency to both service providers and customers and will bring us a more efficient and effective operation.  These changes were overdue and have been warmly embraced by the ICASS community both domestically and overseas.   Nevertheless, these changes are complex - global acceptance and understanding will require several years of communication, training and consultation before service providers and customers will be fully fluent in the ICASS practices of the 21st century.

In a time of decreasing budgets and yet an ever-increasing presence overseas, we believe that these precious training resources need to be more efficiently and effectively utilized.  A change in how the training is delivered will assure a more equitable distribution of training resources across geographic areas. Finally, moving from an elective to a needs-based training program assures that training dollars are going to those posts with the greatest need.  

FOOTNOTE: 

*1 
This paper does not address 1.) 15 posts that have requested training in FY08 – but were put on hold and 2.) Posts that are high functioning ICASS communities which request PST because they believe that training is what keeps them high functioning.  It is the intention of the ISC to accommodate, where possible, those 15 posts in this transition year on a funds available basis. 

