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SUMMARY:  The first phase of a significant effort to bring clarity and consistency to the ICASS process was recently completed.  A major section of the ICASS Handbook that details the ICASS cost centers (6 FAH-5 H-340) has been rewritten in a collaborative effort between the ICASS Service Center (ISC), State’s Regional Initiatives Council (RIC) in its role as the primary service provider and representatives of the ICASS Working Group (IWG); several other Handbook sections will soon follow.  This effort is one of the pillars of the RIC’s Collaborative Management Initiative (CMI), endorsed by the ICASS Executive Board (IEB), and is aimed at improving data integrity through the clarification of definitions and terms and standardization of ICASS data input.  The changes made to the Handbook are to be implemented beginning with the May 1, 2008, workload counts in preparation for the FY09 budget cycle.  This cable is the first in a series that summarizes the changes made to Section 340 and highlights required action by post.  END SUMMARY

1.  In a series of projects undertaken by the IWG and the ISC, it became clear that the time had come to provide better, clearer guidance to both service providers and customers on how to gather and input data into the ICASS Budget Software. The Global Database (GDB) is the official repository of all post ICASS budgets.  In addition to the post-generated invoices, various other data elements in the GDB (i.e., the workload counts from posts budgets) are key elements in distributing and billing the domestic ICASS Washington costs to participating agencies in this USD 1.5 billion program.  The approaches most posts currently use for entering data are not wrong, but they vary widely from post to post because there is very little guidance or instruction on how it should be done.  This creates problems not only for service providers who must learn a new “flavor” of ICASS at each post, but also for customers who regard the lack of consistency as also a lack of transparency in the ICASS process.  From a management perspective, this lack of consistency makes the analysis of costs in each cost center, post-to-post comparison of workload, and the development of metrics virtually impossible.  It was clear that change was essential.

2.  The first step towards improved data integrity was to establish a clear, definitive set of guidelines, a new “playbook” that both service providers and customers could use as a useful tool in managing ICASS.  The current ICASS Handbook (6 FAH-5) was a miracle of consensus building when it was first issued, but with ten years of experience behind us, it was time to eliminate the areas of ambiguity and the many conflicting instructions.  This effort had to begin with the core chapters that describe the cost centers and set the groundwork for post invoices.  The first chapters to be completed are H-320-ICASS Standard and ICASS Lite, and H-340-Cost Centers (Section 341 deals with ICASS Standard and Section 342 deals with ICASS Lite); these chapters are currently with the Directives Management Office for final clearance.  

3.  We know there are many viewpoints on how ICASS budgets should be formulated in the ICASS budget software.  Be assured all were thoroughly discussed in this process.  The new methodologies and concepts in this chapter represent hours of dialogue and eventual consensus between State and all the participating ICASS agencies; your full cooperation is essential in communicating these changes and implementing them beginning on May 1, 2008.

4.  A series of cables will highlight the changes in Chapter 340. These cables must be read along with the final draft of this chapter which is posted on the ICASS website (www.icass.gov) under the heading “Featured Article.”  One of the changes you will find is that there are now separate sections for ICASS Standard and Lite (Section 341 is for Standard Posts and Section 342 is for Lite Posts).  For those cost centers that are in both Standard and Lite (Basic Package, CLO, Health, Local Guard Program, Security Services, Information Management Technical Support, Furniture Pools, and Building Operations), the implementation guidelines are the same.  There are separate cables (which will be clearly marked) for Standard and Lite posts for General Services, Human Resources, Information Management and Financial Management.  For Lite posts, one of the changes made was the separation of Security Services from the HR cost center; it will now be a separate cost center at Lite posts as well, so the cable outlining the changes in the Local Guard and Security Services cost centers applies to both Standard and Lite posts.    

5.  This cable outlines the overall changes made to Chapter 340 and provides a context for the series of implementation cables that follow.  The implementation cables have been grouped according to function to facilitate their dissemination to the respective service provider staffs.  Post is strongly encouraged to establish a communication strategy for sharing this information with all customer agencies, perhaps through the use of ad hoc working groups, to ensure that both service providers and customer agencies understand the changes that will be made beginning with the May 1, 2008, workload counts. 

6.  WHAT IS NEW:  The new Chapter 340 (Cost Center Descriptions) has a standard format with four sections in each cost center:  1. Description of Services; 2.  Budgeted Costs; 3.  Time Allocation; and, 4.  How to Count.  

· Description of Services:  This section lists the platform of services offered in each cost center.  New services have been added in some cost centers and these will be brought to your attention.  It is possible that at some posts all the services in a given cost center may not be provided (e.g., in a post with no local international school, Basic Package would not include services related to school support).  It is also possible that unique conditions at a few posts may require the addition of a service to a particular cost center.  In the latter situation, post must ensure that the additional service is one used by the majority of ICASS customers and that it does not conflict with the method for counting or modifying workload in the cost center.  

· Budgeted Costs:  This section lists the costs budgeted in each cost center and, by extension, what may not be budgeted there.  This will ensure a common starting point when comparing cost center data from post to post.  It will also ensure that in creating the invoices for each agency, the basis for those invoices is the same at every post.  The first two budget items in each cost center are the same:  the first one relates to salary and support costs for Americans and LE Staff who allocate time to the cost center; and, the second is for the purchase and replacement of appropriate office furniture and equipment for those same employees.  Each subsequent item is specific to the respective cost center.  

· Time Allocation:  This is a new section for the Handbook and it seeks to guide service providers on who should allocate time in each cost center.  This is one of the areas where we found the most variance and where there was the least guidance.  Because time allocations drive a significant portion of costs to the cost centers, it is essential that each post adhere to the same guidelines. 

· How to Count:  This section explains the distribution factor for each cost center, indicates if it is a cumulative or static count, and notes any special factors (weighting, exclusions, etc.).  It also notes the source of the data if there is an automated count available.  For example, some financial management counts are derived from COAST and other automated systems; personnel data is derived from Post Personnel.  Because Post Personnel is the “gold standard” for personnel numbers, all capitation counts begin with data from this system.  This section also includes a new paragraph to guide posts in determining when/how to grant modifications to a workload count.   It is essential for all sections – Management, GSO, FMO, HRO, IMO, CLO, RSO and the Health Unit --  to understand the new information on service levels, time allocations, distribution factors and modifications in order to effectively implement these changes.   

· Throughout these sections you will now find many “NOTES” that are intended to further clarify an issue or indicate any exceptions or special circumstances that may apply.   Many of these will answer some of the most frequently asked questions on issues related to each cost center.

7.  In addition to changes in how service providers allocate time, there are also changes to distribution factors.  There are three cost centers with new distribution factors (Information Management Technical Support, Non-Expendable Property Management, and Budgets and Financial Plans) and all cost centers using the distribution factor “square meters occupied” have new measuring guidelines.  All other cost centers, including all cumulative count cost centers, retain the same distribution factors.  None of the changes requires the recounting of cumulative counts taken from May 1, 2007 to now.

8.  This cable provides only a broad summary of the changes we have made to this section of the Handbook.  I must reiterate, it is essential for all of you, service providers and customers, to read this new chapter and the series of implementation cables that follows, in order to understand the changes that have been made.  

9.  We recognize that implementing these changes is a major undertaking for all service providers at post, but it is essential for data integrity and for improving the invoicing process.  The changes begin with the May 1, 2008, workload counts and the FY2009 budget.  Your role in this effort is essential and the ISC is committed to providing its full support.  To that end, along with the series of implementation cables will be a Q and A cable which will answer many of the questions which are likely to arise.  As posts begin the implementation of these changes, I encourage you to communicate with the ISC on any issues, problems or comments on this new chapter by using the ICASS Suggestion Box on the website, www.ICASS.gov. 

10. MINIMIZE CONSIDERED.
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