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TO ALL DIPLOMATIC AND CONSULAR POSTS COLLECTIVE

USLO TRIPOLI

AMEMBASSY GEORGETOWN

UNCLAS STATE 041235

FOR MANAGEMENT OFFICER AND ICASS COUNCIL CHAIR

E.O. 12958: N/A

TAGS: KICA, AMGT, ABUD

SUBJECT: PART GUIDANCE #4: VERIFYING THE INTEGRITY OF

ICASS DATA

REF: 1) 05 STATE 00209575 2) 05 STATE 00217281 3) 06 STATE

00028509

1. SUMMARY: Each year, on May 1, all ICASS posts gather

workload counts and time allocation statistics which

determine the ICASS invoices for all agencies, including

State.  With that date rapidly approaching, we would like

to alert Management Officers/Counselors and ICASS Council

Chairs of the need to verify the integrity of ICASS data,

and provide guidance, best practices, lessons learned, and

some easy tools to help them in this effort. Posts' data

is especially critical in determining our progress toward

goals set by OMB's Program Assessment Rating Tool (PART)

of ICASS.  END SUMMARY

2. The ICASS Handbook (6 FAH-5), ICASS training sessions

overseas and ICASS courses offered by FSI all provide

information and guidance to assist posts in compiling

accurate data.  However, mistakes can occur as a result of

misunderstanding, lack of training, and lack of

verification.  Even a series of small errors can translate

into significant differences when accumulated into an

annual invoice.  On another level, these mistakes skew the

analysis of the data here in Washington and result in

inaccurate reporting of data to organizations like OMB and

GAO.

3. It is essential that the Management Officer/Counselor

review all workload counts and time allocation sheets

before they are used by the Financial Management Office to

generate invoices.  This can be in the form of spot

checks, especially at large posts, but some form of

reality check is essential.  Challenge numbers that don't

make sense.  Are you reporting more leases than your count

for basic package?  Are you reporting payrolling counts

that are more than the employees you have?

4. TIME ALLOCATION SHEETS: Since we do not have an

institutionalized method for tracking our time spent in

each cost center, be cautious when inviting all ICASS

employees to fill out individually the time allocation

sheets, as you could have as many interpretations of the

instructions as you have employees.  In small sections,

the American supervisor should be capable of filling out

the sheets; in larger sections, the Management Officer and

section head may do it jointly or at the very least,

scrutinize the input received from employees.  This will

ensure consistency.  Ensure that the only cost centers

charged are those germane to the individual's position

description.  A timekeeper in the HR section who spends

ten minutes every two weeks reporting his/her section's

T&A is not performing "payroll" services; the financial

management (or HR) employee who transmits the T&A, answers

leave balance questions, provides guidance on holiday pay,

etc. is.  A secretary who puts in a weekly supply order to

GSO is not performing "supply" services; the supply clerk

who receives, stores, inventories, and distributes

supplies is.

5. Remember that 5% of an employee's time means 24 minutes

per day.  Do not exaggerate percentages just to ensure

that certain employees' time gets charged to certain cost

centers.  It is highly improbable that anyone, including

the Management Officer, will have his/her time allocated

to all cost centers.

6. Monitor closely the allocation of time to Basic

Package, and review carefully the functions included in

that cost center.  It is highly unlikely that even the

Management Counselor at a very large embassy will allocate

50% of his/her time to Basic Package, even if there are

dozens of VIP visits and extensive reciprocity

negotiations.  Other employees will normally spend

considerably less.

7. WORKLOAD COUNTS: Keep continuous statistics year-round.

You are much less likely to make mistakes if you record

services as you provide them than if you try to

reconstruct the entire year on May 1.  (Some cost centers

require May 1 data, and must be done then.)  For example,

the motor pool keeps daily trip logs; riders should be

coded according to agency, and the data entered into a

database daily.  The cashier also keeps daily

accommodation exchange logs; these, too, are recorded

daily.  Electronic logs should be maintained wherever

possible.  PASS, cashier, and other applications should

utilize up-to-date ICASS customer codes.

8. All head counts for cost centers like Basic Package,

Mail and Messenger, CLO, Medical Services, LES Security

Services, AM and LES Personnel Services, must be done in

close collaboration with the Human Resources Section. Only

the General Services Office should be doing space-based

counts (BOE and non-residential local guard).  Ensure that

space is remeasured on a regular basis, preferably

annually (otherwise you risk perpetuating past measuring

mistakes).  Cross-check statistics using, for example,

lease documents.  One post audit revealed that the post

was reporting 50% more space than was in their lease.

Check to insure your measurements are recorded in square

meters, not feet.

9. Make sure that personnel performing counts know what

account to charge all employees to (and how to correctly

distinguish State personnel between Program and ICASS).

For example, we found at one post that all the miles

driven on ICASS vehicles were being charged to ICASS

regardless of the agency affiliation of the passengers.

The Basic Package cost center counts incumbents - not

positions.  Ensure that vacant positions are not counted,

consistent with ICASS policy as found in REFTEL State

061406.

10. If counts show little or no - or excessive - usage by

an agency, reverify.  Compare the workload counts with the

previous year; seek explanations for significant

discrepancies, and be prepared to justify differences to

agency representatives.  Correlate the statistics for

various cost centers; one post with three American

employees was reporting 29 leases.  In most cases, Basic

Package and Mail and Messenger numbers should match at an

ICASS Standard post (Basic Package and Information

Management at an ICASS Lite post).  CLO and Health

Services numbers should show a strong correlation.  The

Medical Unit will need to ensure that the counter in HR

knows which, if any, employees or family members are not

entitled to medical services.

11. At many posts, the travel function is extremely

decentralized.  Decide at the beginning of the counting

year how you will ensure that all travelers are accounted

for, but not double-counted.  For example, transporting a

traveler to and from the airport is already captured under

direct vehicle operations and should not be counted again

under travel.

12.  MODIFICATIONS: Some posts are performing off-line

modifications to head counts and workload counts and

entering the modified results directly into the software.

To insure transparency and data integrity, full workload

should be entered into the software, with any appropriate

modifications applied to them also entered in the software

itself.  Note: Cost distribution methodology implicitly

assumes a lack of perfect precision, and this is one of

the intended trade-offs in ICASS as compared to a cost

accounting system.  The use of the approved modification

factors, sub-cost centers, and location budgeting provides

the flexibility that the Department and its customers have

agreed upon.  They represent the balance struck at the

inception of ICASS between local empowerment and the

desire to have one system, comprehensible to all as they

move from post to post, and providing some degree of

comparability in the global database.

13. CONSTITUENT POSTS: In some cases, constituent post

personnel receive services under some cost centers (e.g.,

Basic Package) from both the embassy and the constituent

post.  In such cases, embassies must be careful to

coordinate the counting, ensuring that services provided

are not counted twice and that head counts do not report

individuals more than once.

14. Verify that all agencies being charged for a service

have actually signed up for it, and that all services for

which an agency has signed up are being charged.  To

reduce the possibility of agencies not signed up for

services receiving them at the expense of subscribers,

post should ensure that all customers and service

providers have ready access to their ICASS Service Matrix

(and/or Subscription of Services). Posting the

Matrix/Subscription of Services in easily accessible

places - post's website, shared drives, outside the

service provider unit's door, etc.) - provides a quick way

for service providers and customers to verify subscribed

services.

15. A town hall meeting with service providers can be a

useful forum to discuss the importance of ICASS results

and address questions from service providers on PART and

ICASS counts.  A PowerPoint presentation on PART and ICASS

is available on the ICASS Service Center's website.  The

ICASS Service Center also sent each post a 20-minute ICASS

Basics DVD that can provide mission personnel a better

understanding of ICASS.

16. Verification takes time, but is a prudent control by

the manager providing the service, and will be invaluable

when agency representatives question the accuracy of your

data.  No matter whether your audit reveals that State or

other agencies may have been incorrectly invoiced, all

agencies will benefit from your efforts, because the

integrity of the process will have been enhanced.  ICASS,

like all shared services, revolves around trust, and

earning and maintaining the trust of our customers is key

to successful management.

17. Minimize considered.

RICE

