PARTIAL YEAR INVOICES

GENERAL GUIDANCE

The Partial Year Invoice (PYI) module is the mechanism used in ICASS to capture and bill for costs associated with a new or growing agency at post.  The PYI calculates the estimated cost of services in the current fiscal year and prepares an invoice based on a prorated calculation for the portion of the year that services were provided.  This paper explains in a Q&A format the PYI module (when, why and how to use it.)    

1. WHAT IS THE PYI MODULE?
It is a module in the ICASS budget software which allows post to create several reports as outlined below: 
a) An Invoice (Partial Year) Report that shows the new or additional cost for a new or growing agency for the current fiscal year (excluding ICASS Redistribution, Miscellaneous, ICASS Residential and Non-Residential leases, Non-Residential Local Guard Program costs and Furniture Pool costs.) Note: The cost basis for a PYI is different/less than that for a regular ICASS invoice.

b) A Cost for New Agency (Full Year) Report that shows the estimated full year cost for the new or growing agency.  Note:  The costs that are excluded in the PYI calculation are included in this report, with the exception of ICASS Redistribution (see 6 FAH-5 H-380) and Miscellaneous (see 6 FAH-5 H-341.13 or H-342.13) costs.

c) A Staff Year Requirements Report that estimates the impact of increased workload on existing ICASS staffing and projects the requirements as a result of:

· a new customer agency arriving at post during a fiscal year,
· an existing customer agency’s staffing increases (both LE Staff and American direct hire),

-
an agency signs up for new services.
Note: The calculation methodology for the Staff Year Requirements Report is based on the assumption that all staff are working at full capacity, so posts should only use this report in conjunction with a more in-depth analysis of staffing requirements.

2. WHEN SHOULD POST USE THE PYI MECHANISM?
All scenarios described above (Question 1 c) create additional demand on post's ICASS budget and staff resources.  The PYI should be used whenever a post experiences growth or expansion of its customer base that cannot be absorbed within its existing budget or staff resources.  The PYI is used to analyze ongoing funding requirements and calculate any needed increases to post budget targets.  To ensure transparency and equity, post should consistently apply the PYI guidelines to all customer agencies.  

3. SHOULD I SUBMIT A PYI FOR NEW ICASS POSITIONS ESTABLISHED DURING THE YEAR?

No.  Since ICASS is not an invoiced agency, post may not submit a PYI for new ICASS positions.  ICASS funds required to support new ICASS positions should be requested and justified in the initial ICASS budget submission.  If an ICASS position considered essential by post is established after the final funding target for the year is set, post, with the ICASS Council's concurrence, may request ICASS Contingency Funds via cable to their regional bureau and the ICASS Service Center (ISC) to cover the cost of the new position.

4. WHAT CAN I USE PYI FUNDS FOR?
PYI funds may be used for any ICASS needs, as identified by the service provider and with the concurrence of ICASS Budget Committee.  For example, a new agency signing on for motor pool services, administrative supplies, and office space, may require the service provider to use the PYI funds to offset the additional cost of fuel and an additional vehicle, more office supplies, or an increased utility bill.  If additional ICASS locally employed staff (LE Staff) positions are required to support agency growth, and if post’s ICASS Council has concurred with this increase, the PYI funds may be used to fund the salary and benefit costs in the first year. 

5. HOW DO I CREATE A PYI?
Using the final ICASS budget and the PYI module, the service provider's Financial Management Office (FMO) will first enter the number of months (from 1 to 11 months) being covered by the PYI (Note:  The FMO then enters estimated workload for a full year/full year in each cost center that the new agency will subscribe to.)  For existing agencies that request additional services, the FMO will enter the increase in workload for a full year in each of the affected cost centers.  The software will then produce the three reports mentioned previously (see paragraph 2.)  The Invoice (Partial Year) Report serves as the invoice once there is agreement at post between customer and service provider to go ahead with the process as indicated by the customer's signature on the invoice.

6. HOW DO YOU PROJECT FULL YEAR WORKLOAD COUNTS?

When entering workload counts related to a new/growing agency in the PYI module, the projected full-year count for cost centers with static workload (i.e., per capita) will not be changed; however, the projected full year count for cumulative workload (i.e., kilometers driven, vouchers processed, etc.) should be calculated off-line based on a 12-month period.  For example, if 10 vouchers related to a new/growing agency are processed in 1 month, you'd estimate 120 (10 multiplied by 12 months) as their full year workload counts.  The software will automatically prorate the full-year workload counts (static and cumulative) and will generate the Partial Year invoice based on the number of months you entered for the new/growing agency at post.
7. ARE ALL ICASS COSTS BILLED TO AN AGENCY IN A PYI?

No.  The PYI mechanism is an inter-agency approved methodology that excludes many fixed costs, namely those associated with American DH, Leases, Non-Residential Local Guard Program (NR LGP) and ICASS Furniture Pool.  Furthermore, there are no ICASS Redistribution and Miscellaneous costs assessed in the PYI.   
8. IS THE "PER UNIT COST" CALCULATED IN A PYI THE SAME AS IN A "REGULAR" INVOICE SCENARIO?
Generally, no.  Because the PYI module is set up to exclude costs related to American DH, Leases, NR LGP and ICASS Furniture Pool, the per unit cost of a cost center that contains those costs will be lower than the unit cost in the same cost center in a "regular" ICASS invoice.  In cost centers where there are no American DH, Leases, NR LGP or ICASS Furniture Pool costs, the unit cost will be the same. 
9. WHAT IS THE "COST FOR NEW AGENCY (FULL YEAR)” REPORT IN THE SOFTWARE?

The PYI module includes a report called the "Cost for New Agency (Full Year)."  This report is designed to give a new or growing agency a better estimate of what they can expect to be billed in a full year.  Using the workload data entered by the FMO for the PYI, the software calculates an ESTIMATED full year invoice.  Unlike the Partial Year report, the "Full Year" report includes costs associated with American DH, Leases, NR LGP and Furniture Pool.  However, the Full Year report does NOT include ICASS Redistribution or Miscellaneous costs.  An agency for which you are producing this report must be made aware of this.  Typically, the ICASS Redistribution and Miscellaneous costs percentages vary from post to post in the 20% – 50% range.  You can use Key Report #3 (ICASS Data Summary) in the ICASS budget software to obtain your post's percentage. 

10. WHAT'S THE BEST WAY TO ESTIMATE FULL YEAR COSTS FOR A NEW OR GROWING AGENCY?
A more accurate method of estimating an agency's full year ICASS bill as a result of staffing or service requirement increases is to create a "what if" budget in the ICASS budget software and run scenarios that reflect resource changes and projected workload counts for the new/growing agency.  Since a "what if" budget includes ICASS Redistribution and Miscellaneous costs, the invoice estimate will be more accurate.  Furthermore, a "what if" budget has the added value of reflecting the effect of the new/growing agency's invoice on the invoices of post's other ICASS agencies.
Note: Make sure that the agency understands that even these full year estimates will change because of changes in next year's workload counts for each agency, changes in ICASS staff time allocations, budgeted costs, agencies opting out of cost centers, and lower/higher funding targets. 
11. DO I NEED TO COMMUNICATE MY PYI FUNDING NEEDS TO MY REGIONAL BUREAU? 

Absolutely.  Communicating any anticipated changes at post to your regional bureau is essential.  The PYI is the key mechanism to calculate funding and staffing needs.  The regional bureau will use the information post provides and the PYI amount to calculate the annualized funding impact and to adjust post's target recommendation to the ICASS Budget Committee for the next fiscal year, as appropriate.  It is imperative for the post to ensure that staffing increases, workload increases and any associated support costs are reflected in next year's initial budget submission.  Post must fully explain the changes and additions in the narrative sections of the Workload Distribution Worksheet and the Budget Summary Worksheet in the ICASS budget software. 
12. IS THE RECEIPT OF FUNDING THROUGH THE PYI MECHANISM IN THE CURRENT YEAR A GUARANTEE OF CONTINUED FUNDING IN THE OUT YEARS?
No, not necessarily.  The regional bureau will calculate the annualized effect of current year PYI requests and, where appropriate, include this in post funding for the next fiscal year.  A word of caution:  Because funding in general is subject to the funding "climate" in any given year, receipt of PYI funds in a given fiscal year does not guarantee full funding will be included in the post target in the subsequent fiscal year.  
13. WHAT SHOULD I DO IF AN AGENCY DEPARTS POST OR DOWNSIZES ITS PRESENCE? 

In situations where an agency provides the required six month notice of its impending departure from post or its withdrawal from certain services it previously subscribed to, post should adjust the workload counts for that agency when preparing the current year budget.  Whenever an agency downsizes or departs, post must advise the regional bureau of the change.  The regional bureau may require post to use the PYI module to calculate a "negative" PYI.  The "invoice" created is the amount by which the bureau may reduce post's funding next fiscal year.  Post should not submit a negative PYI to the ISC, as it is for informational purposes only and will not be processed. 

14. WHAT TIME PERIOD CAN THE PYI WORKLOAD COVER?
PYIs may be for a period of 1 month to 11 months.  The start date is based on the date work commenced in support of the new position or service delivery. 

15. WHEN DO I INCORPORATE THE WORKLOAD FOR A NEW ARRIVAL INTO MY ICASS BUDGET?

a) For October 2008 – May 1, 2009 staffing increases: 

Post uses the FY 2009 final budget to submit a PYI in the fiscal year 2009 for the number of the months that the work began in support of a new position during the period October 2008 to September 2009.  Note: Eleven months are the maximum for a PYI.  Post includes the workload related to the new arrivals in the May 1, 2009 counts for the fiscal year 2010 budget.   

b) For May 1 – August 14, 2009 staffing increases: 

Post uses the FY 2009 final budget to submit a PYI in fiscal year 2009 for the number of the months that the work began in support of a new position during the period May 2009 to September 2009.  Post should revise the May 1, 2009 counts to include the workload related to the new arrivals for the fiscal year 2010 budget.   

c) For August 15 (cut-off date for receiving PYI in the ISC) - September 30, 2009 staffing increases:

Post has two options for handling the related PYI:

Option 1) If post knows a position will be established during the August 15 to September 30, 2009 time period, a PYI for the current year (2009) may be prepared submitted based on estimated workload and submitted prior to the August 15 deadline.  The agency’s workload counts would then be added to the May 1, 2009 counts for the fiscal year 2010 budget. 

Option 2) Post may wait and process an eleven-month PYI in fiscal year 2010 if post prefers to obtain PYI funding in FY 2010.  This effectively provides the agency “free” services for the period August 15 to September 30 and one month in the upcoming fiscal year.  The agency’s workload counts would then be incorporated on May 1, 2010 for the fiscal year 2011 budget.  

16. IS THERE A DEADLINE FOR SUBMISSION OF PYIs?

Yes.  August 15, 2009 is the deadline this year for all PYI submissions to the ISC.  However, check with your regional bureaus as some (e.g. EUR and IO) require all PY invoices to be submitted directly to them for their review and approval prior to the ISC processing.  Their deadline may be much sooner than the ISC deadline, in which case you should follow the regional bureau's deadline if the regional bureau has an earlier deadline.  The invoice must be signed and dated by the head of the agency (or designee).  The representative should understand that his/her signature represents a commitment from his/her agency to pay the amount indicated on the invoice.  
Email a signed (legible) copy of the PYI invoice to RMPYIICASSInvoice@state.gov with a cc to your regional bureau and the respective agency point-of-contact.  Both the ISC and the regional bureaus (if they require it), will verify the invoice for technical accuracy before the funds are allotted in a future allotment cycle.  The original signed invoice must be kept on file at post.  Tip: Make sure details such as full name/s and position title/s of the new agency staff and the date of their arrival at post (or the date services began if before arrival) are annotated on the PYI or in an attached memo or spreadsheet.  This will help answer questions that often arise at headquarters or at post regarding workload counts included in the agency's regular ICASS invoice the following year.  Please do not cross out with pen and ink the calculated amount on the software generated invoice.    
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