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FROM UNDER SECRETARY FORE AND DEPUTY ADMINISTRATOR SCHIEK

E.O. 12958: N/A

TAGS: AMGT, KNSD

SUBJECT: STRATEGIC VISION FOR STATE-USAID MANAGEMENT

PARTERSHIP

REF: (A)STATE 54462, (B)STATE 88512

1.      AS STATE AND USAID RESTRUCTURE OUR OVERSEAS PRESENCE TO

MEET THE CHALLENGES OF TRANSFORMATIONAL DIPLOMACY AND

SUSTAINABLE DEVELOPMENT, WE HAVE RECOGNIZED THE NEED FOR A

SHARED, OVER-ARCHING VISION FOR MANAGEMENT PARTNERSHIP,

BOTH OVERSEAS AND DOMESTICALLY, TO CONTAIN GROWTH AND

ELIMINATE DUPLICATIVE AND NON-ESSENTIAL USG FUNCTIONS,

THROUGH RIGHTSIZING, REGIONALIZATION, AND CONSOLIDATION OF

ADMINISTRATIVE SUPPORT SERVICES.  OUR TWO AGENCIES HAVE

RECENTLY COMPLETED SUCH A STRATEGY, WHICH IS POSTED IN

FULL ON THE JOINT MANAGEMENT COUNCIL WEBSITE AT

JMC.STATE.GOV.  THE PURPOSE OF THIS MESSAGE IS TO OUTLINE

THE KEY ELEMENTS OF THAT STRATEGY AND TO DISCUSS ITS

IMPLEMENTATION.  GUIDANCE ON SPECIFIC ISSUES WILL BE

ISSUED SEPTEL.

-------------------

WHERE WE ARE HEADED

-------------------

2.      OUR MODEL OVERSEAS MANAGEMENT PLATFORM WILL BE A

STREAMLINED, UNIFIED OPERATION AND STRUCTURE, WITH ONE

ICASS INVOICE AND JOINTLY MANAGED BY STATE AND USAID

PERSONNEL WORKING SIDE BY SIDE.  WE DO NOT, HOWEVER,

ENVISION ANY MERGING OF THE STATE MANAGEMENT OFFICER

CAREER TRACK WITH THE USAID EXECUTIVE OFFICER CAREER

TRACK.    BEGINNING IN THE SUMMER 2007 BIDDING CYCLE,

STATE MANAGEMENT OFFICERS AND USAID EXECUTIVE OFFICERS

WILL HAVE GREATLY EXPANDED CROSS-BIDDING OPPORTUNITIES ON

MANAGEMENT OR EXECUTIVE POSITIONS AT POSTS WHERE USAID IS

PRESENT, AND WILL RECEIVE APPROPRIATE CROSS-TRAINING; AS A

RESULT, AGENCY "LABELS" IN FILLING POSITIONS SHOULD BE

INTERCHANGEABLE.  THIS WILL GREATLY EXPAND CAREER

OPPORTUNITIES FOR MANAGEMENT AND EXECUTIVE OFFICERS, AND

WILL OFFER NEW OPTIONS FOR TANDEMS.

3.      OUR IMMEDIATE GOAL IS TO HAVE A COMBINED OR SINGLE

MISSION ADMINISTRATIVE OPERATION FOR THOSE POSTS MOVING

INTO NEW EMBASSY COMPOUNDS (NECS).  ALL MISSIONS THAT HAVE

UNDERGONE RIGHTSIZING REVIEWS IN CONJUNCTION WITH CAPITAL

CONSTRUCTION HAVE RECEIVED FROM M/R THEIR FINAL TARGET

STAFFING IN EACH AREA, WHICH WILL SERVE AS THE BASIS FOR

OBO CONSTRUCTION OF THEIR NEW FACILITY.  M/R ARRIVED AT

ITS PROJECTIONS BY SUPERIMPOSING THE EXISTING STATE

MANAGEMENT AND USAID EXECUTIVE FUNCTIONS AND STAFFS ON ONE

ANOTHER, AND DETERMINING THE EXTENT OF DUPLICATION WHICH

COULD BE REDUCED TO ACHIEVE ECONOMIES OF SCALE.  ALTHOUGH

THE FIRST EMBASSIES CONSTRUCTED ACCORDING TO RIGHTSIZED

NUMBERS WILL NOT OPEN UNTIL 2010, POSTS HAVE ALREADY BEEN

TASKED (REF B) WITH DEVELOPING ACTION PLANS NOW FOR

CONSOLIDATING THEIR STAFFS TO REACH THE TARGET FIGURES.

BOTH ORGANIZATIONS WILL SEE REDUCED STAFFING AS A RESULT,

AND CONSOLIDATION INTO A JOINT STRUCTURE THAT MAXIMIZES

THE USE OF LOCALLY EMPLOYED STAFF.

4.      FOR MISSIONS MOVING INTO NECS PLANNED BEFORE THE

CREATION OF THE OFFICE OF RIGHTSIZING, AND WHICH HAVE NOT

THEREFORE HAD THE BENEFIT OF A RIGHTSIZING REVIEW, NOW IS

THE TIME TO LOOK AT WAYS TO CONSOLIDATE OPERATIONS TO MAKE

THE MOST OF CO-LOCATION.  GUIDANCE IS AVAILABLE FROM M/R,

A/GSSI, AND USAID.  MISSIONS NOT MOVING INTO NECS ARE ALSO

ENCOURAGED TO EXAMINE WHAT SERVICES CAN BE CONSOLIDATED

EVEN ABSENT CO-LOCATION OF THE ENTIRE ADMINISTRATIVE

PLATFORM.  ALL POSTS WHICH HAVE NOT YET CONDUCTED

RIGHTSIZING REVIEWS HAVE BEEN SCHEDULED TO DO SO WITHIN

THE NEXT THREE YEARS.

5.      THE RESULTANT ADMINISTRATIVE PLATFORMS WILL BE LEANER,

MORE FLEXIBLE, AND MORE ABLE TO RESPOND TO THE NEEDS OF

BOTH AGENCIES AS WELL AS THOSE OF THE ICASS CUSTOMERS, AT

BETTER VALUE TO THE U.S. TAXPAYER AND AT COST SAVINGS TO

BOTH STATE AND USAID.  CONSOLIDATION OF OUR ADMINISTRATIVE

PLATFORMS MEANS REENGINEERING OUR BUSINESS PRACTICES, SO

THAT THE CONSOLIDATED ORGANIZATION IS NOT JUST

STREAMLINED, BUT ALSO MORE EFFECTIVE AND EFFICIENT.  THE

JMC WORKING GROUPS NEED TO CONDUCT A THOROUGH,

COMPREHENSIVE, RESULTS-BASED ANALYSIS OF THE PROCESSES AND

REGULATIONS WITHIN EACH OF THEIR AREAS OF RESPONSIBILITY.

THIS SYSTEMATIC PROCESS WILL EXAMINE AND IMPACT BOTH

OVERSEAS OPERATIONS AND THE DOMESTIC PLATFORM WHICH

SUPPORTS THEM.  IT IS ESSENTIAL FOR THE JMC WORKING GROUPS

TO REORIENT THEIR OPERATIONS TO SUPPORT THIS SPECIFIC

GOAL, AND TO ACHIEVE QUICK, DEMONSTRABLE RESULTS.

-------------------

IMPLEMENTATION PLAN

-------------------

6.      TO ASSIST AS A CATALYST AND ADVISOR IN THIS PROCESS,

THE TWO AGENCIES HAVE CALLED UPON THE SERVICES OF THE

JOINT BUSINESS ANALYSIS TEAM (JBAT), A GROUP OF TALENTED,

CREATIVE, AND ENGAGED BUSINESS ANALYSTS FROM BOTH STATE

AND AID.  THE JBAT'S FIRST ORDER OF BUSINESS HAS BEEN TO

CREATE A JMC WEBSITE AT JMC.STATE.GOV.  IN ADDITION TO THE

ENTIRE STATE-USAID STRATEGIC VISION STATEMENT, THE WEBSITE

OFFERS A MULTITUDE OF OTHER INFORMATION FOR EMPLOYEES OF

BOTH AGENCIES, SO THAT STATE AND AID EMPLOYEES WILL HAVE

FULL ACCESS TO ALL DOCUMENTS PERTAINING TO JMC ACTIVITIES;

MINUTES OF JMC MEETINGS; ACTION PLANS OF THE JMC WORKING

GROUPS, AND A MAILBOX TO WHICH QUESTIONS, SUGGESTIONS, AND

RECOMMENDATIONS MAY BE SENT.  NEXT, IT WILL WORK WITH EACH

JMC WORKING GROUP TO CREATE A PRIORITIZED ACTION PLAN.  IF

THE RESULTS OF THE ANALYSIS INDICATE THAT THE WORKING

GROUP'S ACTIVITIES ARE COMPLETE, THE GROUP SHOULD BE

DISBANDED; IF THE ANALYSIS INDICATES THAT ADDITIONAL

GROUPS ARE REQUIRED, OR THE GROUP'S ACTIVITIES NEED TO BE

REORIENTED, THOSE CHANGES SHOULD BE REPROGRAMMED.  THE

JBAT'S THIRD TASK WILL BE TO PREPARE A GOVERNANCE

STRUCTURE AND STRATEGY FOR THE JMC.

7.      BOTH STATE AND USAID HAVE IMPLEMENTED THE CONCEPT OF

REGIONALIZATION FOR DECADES, AND WE ARE NOW EXPLORING THE

VIABILITY OF JOINT REGIONAL ADMINISTRATIVE SUPPORT

CENTERS.  THROUGH THE WORK OF THE RECENTLY ESTABLISHED JMC

WORKING GROUP ON RIGHTSIZING AND REGIONALIZATION, WE ARE

NOW IN DISCUSSIONS ON THE POSSIBILITY OF POTENTIAL

CONSOLIDATION OF OUR REGIONAL MANAGEMENT SUPPORT

PLATFORMS, WITH AN INITIAL FOCUS ON ASIA AND THE WESTERN

HEMISPHERE.  OUR GOAL IS TO HAVE AN OVERALL JOINT

IMPLEMENTATION PLAN WITH SPECIFIC TIMELINES, TARGETS, AND

MILESTONES BY THE END OF THIS FISCAL YEAR.  THIS PLAN WILL

ALSO INVOLVE, AS A PRECURSOR TO ACTUAL CONSOLIDATION,

CONDUCTING COST COMPARISON STUDIES OF STATE'S AND USAID'S

EXISTING PLATFORMS TO BETTER DETERMINE THE OVERALL COST

IMPACT TO THE USG ON REGIONALIZATION AND CONSOLIDATION OF

SERVICES, AS WELL AS THE OPTIMUM NUMBER AND LOCATIONS OF

REGIONAL PLATFORMS IN OUR RESPECTIVE AGENCIES.

8.      WE WILL ALSO NEED TO PLAN THE CONSOLIDATION OF THE

REGIONAL ADMINISTRATIVE PLATFORMS, WHICH SUPPORT THE

OVERSEAS FUNCTIONS DOMESTICALLY.  AS A FIRST STEP, AS WE

EVALUATE POTENTIAL REGIONAL PLATFORMS WITH THE REGIONAL

BUREAUS OF USAID AND STATE, WE WILL ALSO DISCUSS THE BEST

MECHANISMS TO BRING TOGETHER THE ACTIVITIES OF STATE POST

MANAGEMENT OFFICERS AND THEIR USAID COLLEAGUES TO ENSURE

THEY ARE PROVIDING CONSISTENT GUIDANCE TO CONSOLIDATED

PLATFORMS IN THE FIELD.

9. CHANGE MANAGEMENT ON THIS SCALE WILL REQUIRE A ROBUST

PUBLIC AFFAIRS STRATEGY WITHIN BOTH OF OUR AGENCIES.  WE

NEED TO ENSURE THAT CHIEFS OF MISSION AND USAID MISSION

DIRECTORS, MANAGEMENT OFFICERS AND USAID EXECUTIVE

OFFICERS, REGIONAL AND FUNCTIONAL BUREAU REPRESENTATIVES

OF BOTH AGENCIES, ALL HEAR THE SAME MESSAGE AND ARE

COMMITTED TO IMPLEMENTING IT.  WE ALSO NEED TO EXPLORE ANY

CURRENT LEGISLATIVE OR LEGAL OBSTACLES TO THIS APPROACH,

AS WELL AS CHANGES IN THE ICASS MECHANISM TO PERMIT STATE

AND USAID MANAGEMENT PERSONNEL TO FUNCTION INTERCHANGEABLY

IN THE ICASS ENVIRONMENT AND ANY REFORMS NECESSARY FOR

ICASS TO ACCOMMODATE THE CONSOLIDATION STRUCTURE OUTLINED

ABOVE.

10. STATE MANAGEMENT OFFICERS, USAID EXECUTIVE OFFICERS,

AND THEIR COMBINED LOCAL STAFFS AT HOME AND ABROAD ARE

EMBARKING ON AN ERA OF UNPRECEDENTED COOPERATION, WHICH

WILL IMPROVE THE EFFICIENCY AND EFFECTIVENESS OF OUR

MANAGEMENT OPERATIONS AND PROVIDE BOTH THE OPERATIONAL

FLEXIBILITY AND THE FISCAL INTEGRITY FOR OUR ORGANIZATIONS

TO CONDUCT THE CHALLENGES AND DEMANDS OF TRANSFORMATIONAL

DIPLOMACY AND SUSTAINABLE DEVELOPMENT.  AS IN ANY

PARTNERSHIP, THE FUNDAMENTAL REQUIREMENT IS TRUST - IN OUR

RESPECTIVE CAPABILITIES AND ENGAGEMENT, IN OUR ABILITY TO

OVERCOME SELF-INTEREST FOR THE COMMON GOOD, AND IN OUR

COMMITMENT TO ALL OF OUR CUSTOMERS.  THIS TRUST IS THE

BASIS OF OUR STRATEGIC VISION, AND WILL BE THE MEASURE OF

ITS SUCCESS.

11.  MINIMIZE CONSIDERED.

RICE

