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International Cooperative Administrative Support Services

Minutes
ICASS Interagency Working Group Meeting
April 9, 2008
Janet Buechel chaired the meeting.
Adoption of Minutes of ICASS IWG Meeting:  The IWG meeting minutes for March 12, 2008 were approved without amendment unanimously.
Presentations:

Exchange Rate Methodology:  Doug Pitkin and Susan N’Garnim (RM/BP) gave a briefing on the State Department’s Exchange Rate Adjustment Program and the impact of exchange rate losses on ICASS budgets.  The objective of the program is to maintain posts’ buying power at the level of their approved targets.  Initial targets are adjusted for the September exchange rate in the first quarter of the fiscal year.  Adjustments are later made to posts’ operating allowances for March 31 and June 30 exchange rates based on funds spent to date plus projected spending through the end of the year.  State provides funding allowances to those posts incurring exchange rate losses which is then billed out to agencies “below the line” on their consolidated invoices.  Funds are withdrawn from posts enjoying exchange rate gains – except for those posts experiencing hyperinflation (annual inflation at 10% or higher).  
Exchange rates have gone against the dollar for the last five years and there is no indication that this will change in the near term.  RM/BP estimates that exchange rate losses this year alone will be about $30.6 Million.  IWG members expressed concern that their agencies do not make funding available for exchange rate losses; increased ICASS funding must come from program money.  Mr. Pitkin responded that State was aware that this was not just a State issue.
Collaborative Management Initiative (CMI) Update:  Bob Bryson (M/PRI) reported on efforts of the Office of Management Policy, Rightsizing and Innovation to implement uniform service standards (USS) and performance measures at overseas posts.  A PowerPoint presentation is being distributed to posts to brief service providers and ICASS Councils on how they can contribute to CMI.  A primary objective is to standardize the routine administrative activities at post to manage customer expectations and allow service providers to concentrate on the less routine aspects of their jobs.  Staff at some posts suggested to ISC and agency representatives that USS were not as comprehensive as post-developed standards already in place.  Other representatives said the proposed USS target performance levels were too low.  Bob acknowledged that the proposed USS were currently limited to services for which metrics are readily available.  He added that more USS will be developed in collaboration with service providers and customers.  USS will be used as benchmarks for comparative analysis of performance among posts.  Posts that have an easy time hitting the USS should not slow down.  Posts will not be able to substitute their post-specific service standards for USS.

At present USS are being proposed for 83 services.  On behalf of the Regional Initiatives Council, M/PRI is working to define the universe of services for which USS must be developed.  Posts have been asked to provide comments before April 30, the end of the 45-day review.  There will be a workshop in May to develop standard operating procedures and process maps.  Bob plans to present the USS to the ICASS Executive Board for approval in June.  The new USS will then be rolled out and in place for October 1, 2008, so that posts can begin submitting performance data captured by improved WebPASS applications.  Regarding a proposal to reallocate resources based on performance data in January, 2009, ISC Director Ismail Asmal argued that this was too soon and Bob agreed that January, 2010, would be more feasible.

Ismail and several other members expressed concern that there would be “gaming” of the system, for example, holding a voucher until long after it is complete so that posts would appear to perform at or even below the standard.  Bob acknowledged that posts could manipulate metrics but that CMI will not rely on a single set of data.  Instead, it will provide other analyses such as workload statistics and staffing ratios.    

Fran Gidez (ISC) opined that posts had to be made aware that there has been a “culture shift” of accountability and that the old system of post-determined performance is no longer an option.  There was a strong consensus among the meeting’s participants that as much information as possible needs to be pushed out to posts.

Reports:

· Alternate Service Provider (ASP) Update

Jeff Kramer (USAID) reported that the Budget Committee had voted to approve the ASP proposed ASP budget for all missions except for Juba.  Because the mid-year request for Juba was so large there was agreement to have a separate meeting to discuss the issue with the customer agencies.  The result of this subsequent meeting was the approval of approximately $800,000 in additional resources for the Juba ASP.  A further request for $1 million related to armored vehicles was withdrawn from the ASP request because ICASS budgets do not accommodate armored vehicles.  Each service provider has separate resources for funding these vehicles.

· Budget Update

Trish Garate (ISC) reminded members that final ICASS budgets are due on a staggered schedule ending on May 5.  The ISC will then be preparing consolidated invoices for ICASS-participating agencies.

· ISC Director’s Report (Attached)
· Committee Updates  
Policy Committee:  Co-Chair Janet Buechel reported that the revised Chapter 340 of the ICASS Handbook has been posted on the ICASS website for review and that the ISC has sent out a series of ALDACs addressing the changes.  The Committee is currently revising other chapters, including chapter 360 on TDY policy.  They hope to implement a new TDY policy by October 1, 2008.  It was noted that in the course of the Handbook rewrite there had been considerable interest in exploring other changes to ICASS, including the possibility of selectively “unbundling” some of the services in ICASS Lite.  This kind of change would allow for more precision in spreading costs at Lite posts.  The ISC agreed to give this further consideration in the coming year.  
Information Technology Committee:  Co-Chair Michelle Frederick (ISC) announced that the committee had completed all of their deliverables and would now be meeting on an ad hoc basis.
The meeting concluded at noon.

Information Sharing:
The attachments and cables below were provided to the IWG: 
Attachments:  

· Draft minutes of March 12, 2008 IWG meeting 
· Power point handout: Exchange Rate Overview

· 6 FAH-5 H-451.1-7: Operating Allowance Adjustment for Local Currency Gains/Losses

· ISC Director’s Report

Cables:
· State 027285, March 14, 200:
FY 2008 Final ICASS/ASP Targets and Budget Due Dates

· State 028296, March 18, 2008:
Implementing Guidelines for ICASS Handbook Chapter 340 – Overview for ICASS Standard and LITE Posts

· State 031401, March 26, 2008:
LE Staff: Types of Employment Available for Short-Term Hires

· State 031812, March 27, 2008:
2008 ICASS Interagency Awards Program

· State 033262, April 1, 2008:
Implementation Guidelines: FAQs – ICASS Handbook – Chapter 340 – for Standard and LITE Posts

· State 035124, April 4, 2008:
ICASS Evaluation of Service Provider

· State 035131, April 4, 2008:
ICASS: Proactive Communications is Vital
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TO:

ICASS Working Group

FROM:
ISC Director – Ismail Asmal

SUBJECT:
April 2008 Director’s Report
ICASS Executive Board adjudicates dispute…
The IEB met last month, and on their agenda was the adjudication of a dispute from a large post that revolved around the payment for shared leased space.  Last year, it was discovered that shared office space at some of the post’s consulates was being charged solely to OBO, and not shared by the occupying agencies.  It was only at the beginning of the fiscal year that agencies became aware of the decision that the lease costs would now be shared.  The dispute requested a delay in sharing the costs until agencies could include them in their budget planning.  However, because the charge solely to OBO was an error that ran afoul of Appropriations Law, its correction could not be delayed.

In acknowledging and agreeing that the costs had to be shared beginning this fiscal year, the IEB nonetheless reiterated the importance of adequate communication between service providers and agencies, especially in matters that have budgetary impact.  An ALDAC to that effect was transmitted to all posts, and it is included in your packets.
Budget Data Integrity and Narrative Quality Scorecard...

An important element of the Collaborative Management Initiative (CMI) is the idea that service providers are accountable for the quality of the services that customers receive, and pay for, in the ICASS system.  Indeed, increasing accountability in the system was one of the four main recommendations made by the GAO in its 2004 review of ICASS.

This year, the Department’s Chief Financial Officer endorsed the implementation of a “scorecard”, grading posts’ ICASS budget submissions, with a dual focus on data integrity and narrative quality.

The purpose of this effort is to increase the due diligence performed by service providers engaged in the workload gathering and budget formulation processes at post and, as a result, to raise the level of assurance that customers can place on the amounts on their invoices.  After the final review, the CFO will send out an ALDAC acknowledging the high achievers.

The ISC has completed the review of all initial budget submissions and communicated the preliminary results directly to the posts.  Posts that did not achieve a perfect score in the initial review are invited to work with the ISC to improve their score in the final budget submission.  

It’s 11:00 o’clock.  Do you know where the new Handbook is?

All customers and service providers are encouraged to go to the ICASS web-site at www.icass.gov to access the new draft of Chapter 340 and other key chapters of the ICASS Handbook, along with explanatory cables and FAQs designed to highlight the changes.

The new Handbook will be the “playbook” for FY 2009 workload counts and budget formulation, in a process that kicks off with the May 1, 2008 workload and capitation counting process.  Organized to be consistent and clear, with many helpful explanatory notes, the new Handbook’s release is a key element of the CMI pillar focused on standardizing business practices.
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