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MINUTES

ICASS EXECUTIVE BOARD MEETING

June 21, 2007
Principals in Attendance:
Agriculture (FAS)

Susan Schayes
Commerce

Dan Harris

Health and Human Services(CDC)
Robert Morris
Homeland Security
Karen Marmaud

Justice

Mike Allen 

Library of Congress
Beacher Wiggins

Peace Corps

George Schutter

Social Security Administration
Phillip Bryant

State

Raj Chellaraj

Transportation (FAA)
Juergen Tooren

Treasury

Carolyn Austin-Diggs

USAID

Mosina Jordan

Veterans Administration
Mark Bologna

Office of Management and Budget
Joseph Pipan
Not Attending:

Defense 
1. Action Items:

· Reconstitute the Finance Committee: Members include Mike Allen (Justice), Mosina Jordan (USAID), Earl Powell (State), Carolyn Austin-Diggs (Treasury); representatives from State and DHS will be named later.  Chair and first meeting to be determined.
· Establish a Policy and Governance Committee (replacing the Accountability and Metrics Committee):  Members to include:  Juergen Tooren (FAA), Dan Harris (Commerce), George Schutter (Peace Corps), Mosina Jordan (USAID), Susan Schayes (FAS), and Carolyn Austin-Diggs (Treasury); representative from DHS and State will be named later.  Mr. Juergen Tooren, will sit as chair; first meeting to be determined. 
· Policy and Governance Committee to define “ICASS Reform”, look at what is being done by posts and State headquarters and determine the possible role of an outside consultant.
· The IEB approved the State/RIC recommendation for “the ISC, in coordination with the IWG, to establish common definitions, data elements, and practices to define services, count workload, and allocate time to cost centers in order to support more accurate invoices and corporate metrics . . .”.
· Reflecting discussion of the Japan Rightsizing Report, the ISC and M/R will prepare a joint cable highlighting management initiatives that posts can implement under existing ICASS policy and COM authority.  
2. Opening Remarks from ICASS Executive Board Chair Raj Chellaraj:
A/S Chellaraj opened the meeting with general comments and observations regarding the March IEB meeting held in Bogota, Colombia, in essence that it had been a very successful meeting, not only in moving forward recommendations and changes (see below) but as an opportunity to observe a local council in action.  
3. Adoption of Minutes of March 26-27, 2007 ICASS Executive Board (IEB) Meeting:

The minutes for the March 26-27, 2007 IEB meeting held in Bogota were adopted unanimously.

4. ICASS Reform

Mission Japan Rightsizing:
A/S Chellaraj directed attention to Japan’s rightsizing report produced under the leadership of Ambassador Schieffer.  Among the recommendations were proposals to expand the duties of locally engaged staff in order to eliminate some US direct hires, and to reduce duplicative services, notably motor pools.  While the changes would have to be examined on a post-by-post basis, the benefits should be viewed collectively, among all of the agencies at post.  The Ambassador has offered Tokyo as a pilot post for the right-sizing measures suggested in the report.  
Mosina Jordan (USAID) praised the comprehensive approach of the report, not only in terms of how to achieve consolidation and efficiencies, but in suggesting private sector solutions.  Mission Japan will be a beacon for other posts to follow.  The recommendations in the report are in keeping with the processes promulgated by the State/USAID Joint Management Council.
Dan Harris (Commerce) cautioned that his agency would not be happy if FCS officers were tasked with doing econ-type reporting where State had little or no econ presence.  He also noted that FCS would not want to be forced into using a motorpool in place of taxis as they do now in Tokyo.  
Juergen Tooren (FAA) turned to the office suite concept proposed in the report, i.e., that  agencies could share secretarial/administrative/clerical staffs.  He supported the concept but was concerned that not enough attention would be paid to real differences between the requirements of individual agencies.  He also supported the report’s recommendation that an independent study be conducted of ICASS but would oppose the idea if it was focused on Tokyo only.  He favored a more global approach.
Ismail Asmal, (Director, ICASS Service Center) opined that ICASS seemed to be taking the blame “for just about everything”, although the problem was more that posts weren’t always doing what ICASS intended.  The problems are often with management and management decisions, not ICASS.  If commercial services in a particular situation are cheaper than government-provided services, then post should be using the commercial services.  Posts are not mandated to use ICASS services, but rather the most efficient services.  What the Japan report proposes regarding more efficient operations, posts are already empowered to do.  
Patrick Truhn (Director, Office of Rightsizing the USG Overseas Presence) pointed out that over half of all overseas posts have gone though right-sizing exercises over the last two years.  The Japan report is not even the most far-reaching; Bratislava, for example, has taken enormous strides in cost-savings and efficiencies.  
Joe Pipan (OMB) suggested that the Japan report was looking for more than just efficiencies in the motorpool.  The report suggested that some of the inefficiencies were caused by bad management and business practices.  They were looking for outside expertise on how to run a taxi company or motorpool.
Carolyn Austin-Diggs (Treasury) asked for assurance that as rightsizing caused agencies to downsize that the costs for those remaining wouldn’t increase.  Ms. Marmaud also expressed concern that the notion of spreading costs by strictly headcounts might also increase costs for some agencies.  A/S Chellaraj responded that State was well-aware that agencies would not use services for which they saw costs increasing.  Mr. Truhn added that posts do their own competitive sourcing as a part of their right-sizing exercises.
A question was raised whether capital security cost sharing was factored into the cost of shared services.  Robert Morris (CDC) pointed out that decreasing ICASS costs (through eliminating positions) actually increased the capital security cost sharing costs borne by customer agencies because cutting the number of employees raised the per capita amount.  

The subject was then raised whether COMs were taking the lead on ICASS reform.  Mr. Asmal responded that ICASS and the Tokyo Rightsizing Report had been on the agenda at the most recent DCM orientation course at FSI and now had to get onto the COMs’ agenda.  Brad Higgins (CFO and Assistant Secretary for Resource Management, DOS) added that he discusses these and other financial issues at the new ambassadors’ training program and A/S Chellaraj added that ICASS was on the agenda whenever he spoke with COMs.  He gave Manila as an example of a post where everyone, from the COM and DCM on down, was actively engaged in examining ICASS.
It was suggested that in response to the Tokyo report, that the ICASS Working Group, working with Mr. Truhn, make a list of prioritized recommendations.  According to Mr. Truhn, the only response the Ambassador was looking for was regarding the recommendation to initiate an outsourced study of ICASS.  Mr. Asmal suggested that one of the new IEB committees might look at this first and come up with a broader response.  Mr. Morris reminded attendees of the point he had made regarding posts already being empowered to outsource services and yet they weren’t doing it.  Possibly a message from Mr. Asmal and Mr. Truhn pointing out to posts that they were already “green-lighted” for this would be useful.  
Draft Statement of Work:

A/S Chellaraj asked if everyone was on board with the idea of hiring a consulting firm to study ICASS.  A statement of work (SOW) had been disseminated and feedback was requested.  Mr. Asmal suggested that an IEB committee be tasked with looking at ICASS, define reform, look at what’s being done right now and determine the role of an outside consultant.  Mr. Tooren added that the IEB had to be sure they weren’t duplicating on-going efforts.  Mr. Schutter concurred that the Policy Committee had to carefully define the scope of the study or we could easily spend $3-4 million and not get what we want.
Mr. Morris (CDC) urged the IEB to look beyond ICASS in that ICASS was only the means by which costs were distributed.  They should be looking at management and how services were performed and delivered.  
5. RIC Regionalization Strategy:

Larry Richter, Director of A/Global Support Services and Innovation (A/GSSI) and Member of the State Regional Initiatives Council (RIC) reported on the new RIC Regionalization Strategy.  The RIC is comprised of the regional bureau executive directors, the Director for Management Policy, and the Director of the Office for Rightsizing the USG Overseas Presence as well as the Director of A/GSSI.  In response to OMB’s Presidential Management Agenda requirement, the group is looking at all management services and identifying which should be regionalized or centralized, as well as how those services can best be delivered.  This analysis requires comparing posts, which, in turn, needs standard definitions and metrics which the group finds lacking in the ICASS system.  For the most part, this was an unintended result of the ICASS principle of local empowerment under which posts could determine how and what services were to be delivered.  This lack of standardization makes it difficult to evaluate the relative performance of those services and further makes ICASS more expensive and less efficient than it needs to be because the best practices can’t be shared.  

There are four strategies to support this goal:  The first is to standardize the processes for both delivering the services and determining their costs.  The second is to mandate enterprise-wide IT systems for the collection of data.  The third is to improve efficiency and service quality, including empowerment of local hires, thus reducing the need for costly US direct hires, and moving positions from high cost or low efficiency posts to regional centers or other posts that are less expensive or more efficient.  Fourth, they want to encourage a culture of innovation and quality.  Such innovation and quality exists at many posts, but not enough has been done to spread these practices.

The RIC is currently focusing on developing “corporate” standards but they need better corporate data.  Nevertheless, they are using existing, imperfect ICASS data to get at least a rough idea of which posts are more or less efficient than others and making resource decisions accordingly.  They are developing regional bureau governance groups, composed of both local staff and Americans from various posts that are recognized as being particularly good at what they do.

Mr. Richter submitted a recommendation asking the IEB to “direct the ISC, in coordination with the IWG, to establish common definitions, data elements, and practices to define services, count workload, and allocate time and costs to cost centers or services in order to support more accurate invoices and corporate metrics to measure the quality, effectiveness and customer satisfaction of ICASS services and thereby provide the information by which to improve service quality and efficiency  and provide cost savings.”  This was moved by Mosina Jordan (USAID) and adopted.

Mr. Asmal acknowledged that the RIC would make a great partner in looking at ICASS reform.  He also requested that coordination with the Policy and Governance Committee be added to the motion.  Mr. Tooren added that as ICASS costs are labor-driven, training people how to allocate their time correctly puts you well on your way to accomplishing a lot of things.

ICASS Working Group Chair Janet Buechel reminded the group of the IWG Policy Committee’s goal of establishing basic standards and metrics for each cost center which will improve data integrity and make invoices more accurate.  This was right in line with what the RIC wants to do.
5.  Bogota Action Items

IEB Committees:

Following up on discussions at the Bogota IEB meeting, Mr. Asmal (ISC) proposed the establishment of two committees:  The Finance Committee (which already exists but needs to be resurrected), and a new Policy and Governance Committee.  The latter would meld the duties and responsibilities of the old Accountability and Metrics Committee with review and reform of the ICASS system and particularly with the proposed study.

Establishment of the Policy and Governance Committee was moved by Mr. Tooren and adopted.  The following members volunteered to sit on the committee:  Mr. Tooren (FAA -Chair), Mr. Harris (FCS), Mr. Schutter (Peace Corps), Ms. Jordan (USAID), Ms. Schayes (FAS), and Carolyn Austin-Diggs (Treasury); representatives from DHS and State would be named later.  Commenting on the focus of the committee, Larry Richter (State) suggested that the committee begin by looking at what other changes are underway and decide what is worthy of IEB support, thus channeling energy from what is already happening in the Department.  Mr. Harris referred back to the issue he had raised at Bogota regarding the need to begin with the ICASS principles. After ten years it is perhaps time to revisit those principles regarding the extent to which they are preventing efficiencies.

The following members volunteered to sit on the Finance Committee:  Mr. Allen (Justice), Ms. Jordan (USAID), Earl Powell (State), Carolyn Austin-Diggs (Treasury); representatives from State and DHS will be named later.  A chair was not named but Mr. Allen indicated his willingness to chair the group if no one else stepped forward.

Top 25 Growth Posts and Bottom 25 Shrinking Posts:

The IEB, at its Bogotá meeting, noted the apparent disconnect between that post’s growth in direct hire American presence and growth in budget resources.  It requested a report showing a comparison of customer and budget growth at the 25 fastest growing posts (in terms of customers) as a way of gauging whether the ICASS budget process is successful in delivering resources to the posts in greatest need.
Peter Hogan, Deputy Director for the ISC, delivered a report on the top and bottom 25 posts in terms of increasing or decreasing direct hire American presence, as measured by the Basic Package headcount, and the change in the size of their budget, between 2002 and this year.  Thirteen of the top 25 are also in the top 25 posts in terms of budget growth.  Further analysis is warranted to see how exchange rates, wage and price increases and NECs affect the comparative rankings.
Mr. Asmal pointed out that this analysis would be useful to the regional bureaus in matching funding with circumstances at post.  Such analysis, however, takes staffing, and the ISC staffing has remained constant even though they are always trying to do more.  He is now the only Foreign Service Officer (FSO) on the ISC staff, limiting the post-based experience that can be brought to bear.  Details, tried in the past, have not worked.  The ISC is, however, trying shorter term efforts.  A regional bureau finance officer was recently brought over to the ISC on a three-week stint.  But the ISC needs more support if they are going to provide this kind of analysis.  Possibly one-year slots for FSOs between posts would help.
ICASS TDY Policy:

Mr. Asmal reported that all issues related to TDY were being reviewed and discussed, for example, ease of implementation, appropriation law, the difficulty of calculating a fee, grace period, etc.  The ISC will take the options to the ICASS Working Group before approaching the IEB.
Regarding the issue of “serial TDYers”, posts are able under the current rules to string together such TDYers and either charge them under their ICASS TDY policy or, as some posts have, to include them as permanent counts at post.  Regarding the concern that TDYers who fill gaps at post are double counted, the current policy takes that into account.  TDYers filling gaps are not subject to a TDY invoice.  

There are only two elements of the current policy that are at issue:  First, the grace period of 30 days - TDY charges are only assessed beginning with the 31st day at post for a TDYer; Second, there is a threshold of $2,500, below which charges cannot be assessed.  Decreasing the grace period to five or ten days and decreasing or eliminating the dollar threshold may be the solution.  A/S Chellaraj added that the important issue was that the expense of allocating charges, billing and collecting not exceed the income.
There followed discussion regarding the introduction of E-Country Clearance (Electronic Country Clearance) and the accounting, or lack of accounting that it would bring to the process.  There was an issue raised about the inability of the program to reflect the employing agency of a TDYer below the department or agency level.  Mr. Truhn reported that State has taken steps to remedy this regarding the larger agencies.

The ICASS Budget Process:

Trish Garate, Team Leader for Reimbursements (ISC), reported on the Forward Planning Process and the need for the agencies to receive funding requirements early enough to include them in their OMB budget submissions.  Toward that end, Marilyn Wiles from State Department’s Bureau of Resource Management had met with the IWG this month to present projected requirements for FY 2009 and the out years.  IEB members will meet with OMB representatives in September to coordinate ICASS requirements for FY 2009.
Regarding the budget cycle at post, Mr. Hogan directed members’ attention to the two-page summary in the IEB meeting packet that laid out the cycle beginning with May when posts do their workload counts for the upcoming fiscal year.  He was relating the regular post cycle to what happens in Washington and attempting to show the connection between that and the Forward Planning Process.
6.  IWG Chair Report (Text Attached Below):  Janet Buechel, IWG Chair:
· The ICASS Outstanding Leadership Award was granted to a multi-agency (State and USAID) team from Embassy Managua for “having turned around a difficult situation at post”.  Second place went to a team from Manila for their efforts regarding their innovative use of technology and outsourcing. [Details can be found on the ICASS website (www.icass.gov).]
· The Information Technology (IT) Committee has successfully concluded the ONE pilot, which enabled users to access remotely the Global Database and State Department intranet.  They are now ready to expand access to the rest of the IWG.
· The IWG’s Budget Committee approved the FY 2007 budget target.

7.  ISC Director’s Report (Text Attached Below):  Ismail Asmal, ISC Director
· Post Specific Training:  Posts continue to request on-site ICASS training for their staffs despite tight budgets. The ISC has performed nineteen of these trainings  this year with another four in the planning stage.
· Domestic Training:  The numbers of training sessions at ICASS-participating agency headquarters is down this year so the ISC is turning to digital video conferencing (DVC) to reach out to agencies, thus bringing down travel costs, as well as the drain on staffing.  DVC is not the best way of presenting training, but it’s a good compromise.

· Regional Training:  The ISC is looking to training at regional centers as an alternative to post-specific training.  This would reduce the level of participation from each post but would serve as an alternative for posts that cannot afford post-specific training.
· Updating/Revising Training Materials:  Working with a Foreign Services Institute (FSI) training specialist, the ISC had revised and updated its training modules, making them more trainee-oriented and reflective of what is going on with ICASS in terms of management and cost reduction.

· ICASS Management/Council Workshops:  There will be a workshop in Cairo, September 9-12 for post Management Counselors and ICASS council chairs (MCCC) from the NEA/SCA regions.  The objective is to bring them together as teams from each post melding into partnerships.  Individual IEB members have participated in previous MCCC workshops, addressing issues important to the IEB and their agencies and a formal invitation to IEB members for this workshop would be forthcoming.
8.  Independent Auditor’s Report: Chris Flaggs, Deputy CFO (State)

Financial Statements, prepared annually for ICASS since its inception, have received an unqualified (“clean") opinion.  Two internal, material weaknesses that are identified in the ’05 audit, are personal property and IT security, but these are State Department-wide weaknesses, not specific to ICASS.  The State Department has taken measures to remedy these weaknesses and the ’06 opinion that will be released shortly will downgrade them to less-critical “reportable conditions.”  

Mr. Flaggs offered to return to the IEB with the auditor, who had not been able to attend this meeting, but A/S Chellaraj suggested that further consultations could be undertaken on a case-by-case basis if questions arose.

9.  Closing Remarks:

In closing, A/S Chellaraj thanked attendees for making the meeting successful.  The IEB is only as robust as IEB members make it, and they need to participate in the committees.
The meeting was adjourned. 
Attachments
A.  IWG Chair Report
B.  ISC Director’s Report
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