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TO ALL DIPLOMATIC AND CONSULAR POSTS COLLECTIVE

INFO AMEMBASSY TRIPOLI

UNCLAS STATE 194129

FOR MANAGEMENT OFFICER/COUNSELOR AND USAID EXECUTIVE,

OFFICER FROM THE JOINT MANAGEMENT COUNCIL

SUBJECT: CONSOLIDATION OF STATE-USAID OVERSEAS

ADMINISTRATIVE PLATFORMS: BEST PRACTICES 

1. As Tier One posts begin the work to consolidate

administrative services, the Joint Management Council

would like to share best practices from those posts which

are already in the vanguard of the consolidation effort.

In particular, we are grateful to Embassy Nairobi for the

very detailed information it has shared with the JMC

Directorate.  Other posts with best practices to share are

encouraged to contact the co-chairs of the JMC

Directorate, Patrick Truhn (State) and Carla Royalty

(USAID), or the Joint Business Analysis Team (JBAT).

Posts will find information on both the JMC and A/GSSI

websites helpful; the latter has considerable guidance on

process mapping.

2. ESSENTIAL FOR SUCCESS: The two most important

ingredients for successful consolidation are strong front

office support and effective communication, both between

current State and USAID service providers and between

service providers and customers.  Strong support and

teamwork from the Chief of Mission, Deputy Chief of

Mission, and USAID Mission Director are crucial to the

success of this effort.  Post leadership should receive

regular progress reports, as well as timely notification

of any problems likely to require higher-level resolution.

Although State and USAID are both foreign affairs

agencies, and we share many similarities, particularly in

the overseas environment, we are two independent

organizations with discrete corporate cultures.  As

Foreign Service personnel, we are adept at identifying and

respecting cultural differences when dealing with foreign

societies; we need to exercise those same skills in better

understanding and respecting the differences between our

two organizations as we begin to work more closely

together.

3. ORGANIZING FOR CONSOLIDATION: All posts which have

successfully accomplished consolidation of one or more

functions have done so by creating a working group for

each individual cost center.  One of the most successful

models we have seen, Nairobi's, asks the locally-employed

staff (LES) in both ICASS and USAID to take the lead in

working together, with the American staff providing

guidance and answering questions as necessary.  This

process has proved invaluable as a team-building and

confidence-enhancing effort.  These working groups should

identify: the processes currently used in those

organizations to deliver services to customers; the

capabilities and resources of the two current

organizations; the structure of the new organization

(including, eventually, an organization chart); a list of

differences or obstacles which must be overcome; and a

running tally of completed as well as pending items.  As

the list of completed items exceeds the list of pending

items, this, too, will serve as a morale-boost.

4. OPTIMIZING THE ORGANIZATION: Working groups should

ideally utilize process mapping or the equivalent to

arrive at the most efficient service model for the

customer.  For example, Nairobi decided to cross-train all

of its customs and shipping assistants to provide one-stop

shopping for the customer, instead of having one LES for

HHE, another for UAB, another for POVs and pets, and so

on.  There is still one LES who will maintain expertise in

each type of shipment, but all are now able to provide

their clients with a full range of services.

5. OPTIMIZING USE OF EXISTING STAFF: In order to benefit

from the existing expertise and management skills of

senior LES of both State and USAID, and to enhance team-

building, posts have found it advantageous to divide their

now-larger sections into teams, with one team led by a

senior State LES and the other by a senior USAID LES, with

the subordinates a mixture of employees of both

organizations.  For example, a shipping section was

divided into an import team and an export team; a

maintenance section was divided into a short-term-leased

team and a government-owned team; and so on.

6. IDENTIFYING CURRENT BEST PRACTICES: Through process

mapping, the working group can identify current best

practices of the two agencies to be selected for use in

the consolidated organization.  In the maintenance field,

for example, process maps may be prepared for: preventive

maintenance, emergency generator maintenance, weekly/daily

maintenance planning scheduling, management support,

maintenance organization structure, visitation notice,

orientation for newcomers, POSHO tasks, burn permits,

tools inventory, annual facility condition survey program,

blanket purchase agreements, and storeroom operations.

7. REDRAFTING ICASS SERVICE STANDARDS: Although in many

cases the current ICASS and USAID service standards will

be similar, in most cases some redrafting will be required

to ensure that all necessary customer requirements are

met.  Once this has been completed, the revised standards

should be approved by the ICASS Council.

8. COMMUNICATION WITH CUSTOMERS: Town hall meetings should

be held with customers prior to consolidation, to allow

the new service providers to introduce themselves and to

allow customers to ask questions and hear how the delivery

of services will be different (or not) under a new service

provider.  Such communication is vital to the success of

any consolidation effort.  If new procedures, forms,

computer screens, etc. are involved with the transition,

handouts or video presentations, if possible, will enhance

customer relations.  Additionally, posts may wish to

consider use of the CLO newsletter and other fora to

acquaint customers with new procedures and minimize

rumors.

9. USING THE VIRTUAL YEAR: FY-2007 has been declared a

virtual year for Tier One posts, to give them the

opportunity to test out the consolidated platforms, refine

business practices to ensure the best quality service to

the customer at the lowest cost, and to assess the final

costs to be paid once consolidation is official on October

1, 2007.  Once the terms of the consolidation have been

agreed to (above), posts will find it useful to have the

merged staffs actually sit together during the remainder

of FY-07, even though USAID will continue paying the

salaries for its employees during this timeframe.  This

joint approach will improve cross-training, enhance mutual

expectations, and result in increased teamwork and

confidence.

10. This message is the first installment in what we hope

will be a regular sharing of best practices for posts as

they undertake consolidation.  We welcome further

suggestions at any time.

11. Minimize considered.
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