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International Cooperative Administrative Support Services

Minutes
ICASS Interagency Working Group Meeting
July 11, 2007
Janet Buechel chaired the meeting.  

Adoption of Minutes of ICASS IWG Meeting:  The IWG meeting minutes for June 13, 2007 were approved without amendment by acclamation.

Reports:

· Service Provider Updates

Bob Bryson, State ICASS Service Provider Representative, briefed the IWG regarding initiatives taking place at the U.S. mission in Bratislava, Slovakia.  Mr. Bryson reported that re-engineering the way in which ICASS services are delivered is at the core of Embassy Bratislava’s goal to reduce costs and re-invest the resulting savings in the advancement of transformational diplomacy.  Bratislava is:  

•
Outsourcing motor pool, delivery, expendable supply, janitorial and most facilities maintenance services

•
Consolidating (regionalizing) its warehouse and furniture pool operations into Tri-Mission Vienna; 

•
Consolidating Information Management’s TERP and CLOUT services with another post, and

•
Fully empowering Locally Engaged Staff (LES) by employing Activity Based Cost Management and Lean Management concepts.  

Bratislava’s initiative encompasses business practices that were established some time ago at many posts out of budgetary necessity.  There are a number of aspects to Bratislava’s case that make it unique, the most impressive of which are its wide scope and compressed implementation schedule.  The post is also able to take advantage of a rapidly developing economy and infrastructure, which most posts around the world do not have. 

Bratislava’s six-month-old initiative shows that innovations can be made using the ICASS management structure; however, the management system does not inherently encourage innovation.  ICASS council-members around the world must understand their roles as integral members of change-management teams.  In council meetings, members have the right – no, the obligation – to represent their agencies’ interests as well as those of the entire mission; they should ask pointed questions that will lead to informed decisions.  And once the council reaches consensus, individual members must work to ensure successful implementation of changes.  

Cost-saving initiatives can – and often do – entail some degree of cost-shifting, which is the case in Bratislava.  For example, outsourcing motor pool services to a taxi service will dramatically lower agencies’ ICASS bills.  The agencies that must pay taxi fares (vice being transported in motor pool vehicles) must have a plus-up to meet those pay those bills from their agency operating funds. 

Often, posts who initiate cost-saving measures are “rewarded” for their efforts by seeing their funding lowered.  To combat this perception the European Bureau instituted a gain-sharing policy:  posts are permitted to retain funds saved by cost-containment measures.  Gain-sharing encourages posts to reprioritize, re-engineer, and reinvest—re-engineer low-priority programs so the resulting savings can be re-invested in high-priority programs.   

Bob Bryson closed by pointing out that most importantly, Bratislava’s initiative provides an working example of the Regional Initiatives Council’s (RIC) strategy.  The RIC is building a corporate platform to multiply the innovative actions of posts such as Bratislava, providing greater transparency by defining management operations that will produce more meaningful analyses as bases for assignment of resources.  When fully implemented, the RIC strategy will enable ICASS service-providers to give customer-agencies meaningful information about cost-containment initiatives. 

Keith Anderson, DOD, inquired about the implementation of the Bratislava communication plan and obtaining feedback from the stakeholders.  Bob Bryson stated that the management staff in Bratislava felt that a rapid implementation was the most humane approach for all involved.  Others felt that it should be slower, but the mission decided to move quickly.  Bob said that the communication as open and transparent, there was certainty amongst the staff about what was happening, and there were two town hall meetings.    
Yash Kainth, USAID, remarked that this is an excellent initiative and USAID has been pushing outsourcing for some time and emphasized that any outsourcing effort should be cheaper than the status quo.  He asked if the salaries for U.S. Direct Hires would come out of the ICASS budget.  Bob answered that the salaries would come out at the end of the incumbent’s tour.
Ismail Asmal, ISC, reiterated that the reason that this initiative sparked so much interest is not because the individual changes are unique to Bratislava, but because so many changes have been implemented as one bold step at one post.  He urged the IWG to support the effort and see how it works out.  He noted that while some agencies like Agriculture and Commerce have a history of being more self-reliant as far as administrative support at posts, others are not used to or prefer not to self-provide services.  This will make the rightsizing changes difficult for many agencies.  Ismail solicited feedback to the ISC and service provider regarding these initiatives.
Robert Morris, CDC, requested that the ISC, as an impartial player, write a case study and an after-action report.  He felt that the ICASS Council’s view may not always be represented in an Ambassadorial cable.  A long-term view is important so that the ISC can share best practices and lessons learned to share with ICASS stakeholders. 
Jeff Kramer, USAID ICASS Service Provider Representative, reported there had been a follow-up meeting on June 20th 2007 involving the ISC, USAID, A/GSSI and representatives from State Department regional bureaus to discuss the issue of incorporating ASP bills within State ICASS bills by using Sub-cost Center methodology from the ICASS software in an effort to eliminate multiple bills for customer agencies.   The change is needed to reduce costs associated with producing a second set of bills (IPAC problems, tracking and communication issues, re-training, etc.).  The original suggestion to explore this sub-cost center methodology had been suggested by State Dept. RM/BP and officials from the Global Financial Service Center in December 2007 in response to Mr. Kramer’s original proposal that the State Dept. bill and collect both USAID ASP and State ICASS customers in one reimbursable agreement and then transfer the funds collected in behalf of the ASP to USAID.  The June 20th meeting revealed the complexity of issues involved in trying to consolidate the invoices.  The participants opposed the sub-cost center methodology and advocated that Mr. Kramer’s original proposal for State Dept. to do collection for both providers through the reimbursable process be reconsidered.  Trish Garate, ISC, is currently working with the office of the Deputy Chief Financial Officer to address some of the problems identified.
· IEB June 21, 2007 Meeting Report

Janet Buechel reported that the IEB had discussed a draft statement of work (SOW) on ICASS reform. Most IEB members felt that a study should not duplicate on-going efforts and that the scope of the study should be carefully crafted to control costs.  Ismail Asmal added that the it was agreed that the new IEB Governance and Policy Committee will be tasked with defining ICASS reform, looking at what’s being done right now and then determining the possible role of an outside consultant.  

The IEB also agreed to re-establish the Finance Committee and establish a Policy and Governance Committee whose primary focus will be the issue of ICASS “reform.”
At the IEB meeting, Larry Richter, Chairman of the Regional Initiatives Council (RIC) presented State’s new Regionalization Strategy which outlines management initiatives underway.  Part of that effort is aimed at improving data integrity in order to establish meaningful metrics and more accurate invoices.  It was agreed that the ISC and IWG would work to establish common definitions, data elements, and practices to define services, count workload, and time allocations for all cost centers.  The goal is to more accurately bill agencies and devise a performance measurement system which incorporates standard metrics and allows managers to better identify areas for improvement.  This supports the work of the Policy Committee which has already begun to develop clearer definitions and policy guidance for the Procurement Cost Center, and to identify changes in the ICASS software to support those efforts. 
· IWG Chair

Janet Buechel reminded the IWG that the August 8, 2007 meeting is cancelled for “summer recess”, but committee meetings will continue.  
· ISC Director’s Report  
Ismail Asmal reported that the ICASS Executive Board reinstituted committees composed of its membership to address issues of interest to the Board.  The Policy and Governance Committee and the Finance Committee will take up the broad set of issues loosely labeled “ICASS reform”.  This will include partnering with the Regional Initiatives Council within the State Department and the IWG’s Policy Committee to identify and support initiatives focused on improved service delivery and cost containment.  The committees will also be considering the scope of a proposed outside management and performance review of ICASS.
Mr. Asmal also reported that all posts will be submitting FY 2008 head count and workload data later this summer and these counts which will be provided to customer agencies.  This will assist agencies when projecting how their ICASS invoices might be impacted when budgets are submitted later this year.  As there is a demonstrated link between increased workload consumption and invoice growth, this data was promised to the IWG Budget Committee so that agencies can get a preview of how their bills might be impacted in advance of the initial budget hearings.

Ismail also reported that there has been a significant increase in the number of in/out-briefings on ICASS for service providers and some customer agencies.  Deputy Chiefs of Mission, GSOs, HROs, IMOs, ICASS Council Chairs, and even the occasional Ambassador have joined Management Officers and FMOs to take advantage of the opportunity to receive an in-depth, tailored, post-specific briefing.  In addition to a detailed analysis of their post’s budget, workload, service provider time allocation, and customer satisfaction survey reports, the ISC shares information on the latest developments in ICASS and best practices from other posts.
· Budget Update 
· Trish Garate, ISC, reported that RM/BP briefed at the FY 2009 Forward Planning meeting that the estimated increase would be 8.23% for FY09.  This includes salary increases (U.S. Direct Hires and LES), a 1% annualization of NEC costs, infrastructure requirements and inflation.  This figure does not include exchange rate losses or unknown factors such as security concerns, growth or other NEC costs.  The status of Iraq is unknown and there is currently no 2007 supplemental for Kabul guard costs (therefore the Kabul guard costs are in ICASS).
Yash Kainth noted that cost containment figures or estimates should be featured in this figure.  Peter Hogan, ISC, stated that there will soon be more information to share on cost-cutting measures.  Mike St. Onge, DIA, asked if FY08 forward planning numbers could be made available before the budget hearings.  Keith Anderson stated that the 8.23% estimate is too high without strong justification and an extensive understanding by the customer agencies.  He stated that DOD’s initial increase figure is 4.5%.  Jeff Kramer noted that the State Department should be putting out targets for cost containment.  There should be offsets against the 8.23% that are quantified and shared.  There should be a timeline set and a reporting back to the Budget Committee.  Bob Bryson added that he will report out to the Budget Committee once these figures are quantified.  Keith Anderson suggested that this be on the agenda for the next IEB meeting.  
· Trish also reported that updated exchange rate losses are pending since the Department of State is still analyzing the losses.  The estimated loss is $32 million and a deferral proposal is being drafted.

· Committee Updates:
· Budget Committee

Trish Garate, Co-Chair, described the partial-year invoice proposal to eliminate the $2,500 floor and process all submitted invoices regardless of the amount.  She asked that the IWG get back to her by August 8, 2007 with an opinion.  Robert Morse said that customer agencies should be informed as soon as possible about partial year invoices; Trish agreed to send reports. 
· Policy Committee  

Fran Gidez, ISC, Co-Chair, shared the final proposed policy on chairing the Budget Committees at posts.  She asked IWG members to get back to her by August 8, 2007 with an opinion.  If an agency does not submit a vote, this will be interpreted as concurrence.  Mike St. Onge requested that language be added to urge posts not to have both the Chairs for the Budget Committee and ICASS Council from State, but Janet assured him that the process in place will address this issue (vetting by the Policy Committee).
· IT Committee  
Jim Nunno, ISC, reported for the Committee which met in June.  He reported that a memo is still being drafted to the State CFO and CIO to inform them of the successful conclusion of the ONE pilot.  This memo will establish the end of the pilot and open the ONE program for all interested IWG members.   

· Awards Committee  
Greg Grenier, FCS, Co-Chair, reported that the Committee decided on the numerous nominations they had received for Outstanding Leadership and Recognition Awards.  The announcement cable for the Leadership Award has been sent to posts.          
· Other Agency Issues:  
· Keith Anderson will send the ISC information regarding a new policy in Jakarta stating that a position to vet and review human rights is part of ICASS.
· Doc Kosinski, DHS/ICE, will send the ISC information regarding Bangkok’s use of NSDD-38 data for workload statistics versus capitation on May 1.
· Mike St. Onge requested information on how ICASS will accommodate the re-positioning strategy as described by Ambassador Kennedy in the Iraq Working Group.  Specifically, if an ICASS employee were TDY’d to Iraq and his/her family remained at post, would the other agencies have to pay a share of the costs to support that family.  Ismail Asmal assured him that those costs would be shifted to State Program and the other agencies would not be affected.
Information Sharing:
Several attachments and cables were provided to the IWG:

Attachments:  

· Draft minutes of June 13, 2007 IWG meeting
· ISC Director’s Report

· Memo, July 9, 2007: Policies governing standing post Budget Committee; Follow up




    to the June 13, 2007 IWG policy Committee Meeting

Cables:

· State 089677, June 27, 2007:
Recipients of the 2007 Annual Interagency ICASS Awards

· State 082301, June 13, 2007:
E-Country Clearance:  Status Report

· State 091542, June 29, 2007:
FY 2008 ICASS Workload and Time Allocation Data Call

· State 081622, June 12, 2007:
Shared Services Week – Food for Thought

· Bratislava  358, June 15, 2007:
Bratislava – Update on Re-Engineering Management Services

· State 082256, June 13, 2007:
NEA/SCA Management Counselor/Officer and ICASS Council Chair Workshop – September 9-12, 2007

· State 088872, June 26, 2007:
Joint Management Council: Consolidation Update

· State 081544, June 12, 2007:
Joint Management Council Best Practices – II

Next IWG Meeting: 
September 12, 2007     (August IWG Meeting Cancelled)
Upcoming Committee Meetings:

· IT Committee, 10:00am, Wednesday, July 25, 2007, Large ISC Conference Room 
· Policy Committee, 2:00pm, Wednesday, August 8, 2007, Large ISC Conference Room
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