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(MC3) ICASS LEADERSHIP WORKSHOPS

1.  SUMMARY.  The ICASS Service Center (ISC) recently

completed the Management Officer and ICASS Council Chair

(MC3) leadership and partnership workshops for the Africa

Bureau in Cape Town, South Africa.  The first round,

covering Western and Central Africa was held May 14 through

May 16 and the second round, covering Eastern and Southern

Africa was held May 19 through May 21. Fifty eight Council

Chairs (CC), State Department Management Counselors (MC),

and USAID Executive Officers (EXO) focused on techniques,

strategies, and goal setting to strengthen ICASS

partnerships and improve ICASS governance and services at

their posts.  End Summary.

2.  GUEST SPEAKERS.  ICASS Executive Board (IEB) members

Juergen Tooren of the Federal Aviation Administration spoke

to the first group and Drew Luten, from USAID, addressed the

participants during the second round. Senior level managers,

intimately involved with ICASS issues such as the Regional

Initiatives Council (RIC), Collaborative Management

Initiative (CMI), and managing in financially constrained

resource environments, also addressed the groups.  Speakers

included:  Department of State Assistant Secretary for

Resource Management and CFO Brad Higgins and Staff Director

for Innovation, in the Office of Management Policy,

Rightsizing, and Innovation (M/PRI), Larry Richter.

3.  ICASS OVERVIEW AND COUNCIL GOVERNANCE STRUCTURE.

Sessions began with an ICASS Basics Overview, which reviewed

the history, precepts and values of ICASS.  For each post,

participants reviewed their Agency Invoice Summary report

and Budget Summary Worksheet to give them a snapshot of

ICASS at their mission.  There was also a session that

reviewed the revised ICASS governance structure, which

established a permanent Budget Committee and modified ICASS

Council membership which mirrors the structure of the ICASS

Executive Board in Washington.  The intent of the revised

structure was to decrease the number of meetings required

for ICASS Councils and at the same time allow ICASS Councils

to function as executive boards.   As in the non-profit

arena, executive boards for ICASS set overall strategic

plans for the next fiscal year and turn their energies to

the broader issue of achieving mission goals and objectives

within constrained resource environments.

a.  Strategies to encourage appropriate representation on

Councils included having the COM and DCM show support for

the importance of their post's ICASS Council as stewards of

ICASS resources and advocates for quality services at

reasonable costs.  Participants discussed strategies for

succession planning, proactively thinking about whom/what

makes a good board member and going after the "right stuff".

It was acknowledged that some posts are still transitioning

to the new governance model, while other posts highlighted

the difficulties of implementing the new structure at small

posts.

4.  LEADERSHIP/PARTNERSHIP.  Perhaps the most important

issue discussed at the workshops revolved around building a

stronger partnership between the Council Chair and the

Management Counselor.  Both Council members and MCs come

with differing levels of ICASS knowledge and Council

experience, yet the ICASS community looks to these two

officials for leadership the day they assume their roles and

duties; working together and partnering is crucial.  Much of

the conference focused on increased collaboration and

enhanced engagement of the ICASS Council.  Some examples of

lessons learned are that service providers assume Council

chairs have more knowledge than they actually do about

ICASS, and Council chairs need to proactively share with the

Management Counselor what they know and what they don't know

about ICASS.  Based on a lot of rich interchange, the ISC is

now working on an introductory "orientation/welcome kit" for

all ICASS chairs and council members.

a.  Participants discussed the "balancing act" that Council

members must perform as custodians of their own agencies'

interests versus consideration of issues that impact the

Mission as a whole.  It was agreed that these two goals were

not necessarily mutually exclusive.  Council members should

focus as a Council on the needs of the overall Mission, its

customers, and the taxpayer. Single-issue Council members

should be encouraged, either subtly or directly, to broaden

their considerations.

b.  Participants recognized that the DOS Management

Counselor, or in the case of alternate service providers,

USAID's Executive Officer, is the subject matter expert on

what will or will not work when delivering services.  That

said, the Council Chair serves as a neutral arbiter.

Implementation and communication of new practices,

elimination of duplicative efforts, and/or a significant

change in the way services are delivered should involve both

the Council and service provider senior management.

Therefore partnership of the CC and MC is critical for

successful change and effective management and leadership to

occur.

c.  Exercises centered on "real life" case studies, group

exercises, and discussions designed to focus both the

Council Chairs and the Management Counselors and Executive

Officers on strengthening their partnerships.  The goal was

to enable these partners to work with the councils at post

to become more effective change agents and take a leadership

role as a team in meeting the management and resource

challenges faced by all posts.

5.  ICASS CUSTOMER SATISFACTION SURVEY.  Participants were

briefed on the latest survey results.  Through interactive

exercises (using results for their respective posts),

participants strategized regarding how to use their survey

results at the mission level.  Additionally, OMB's use of

the survey results to assess the ICASS program through the

Program Assessment Rating Tool (PART) was discussed.  Some

examples of how to use the survey are as a communication

strategy to share general trends in cost center service

satisfaction, as an instrument to analyze the strengths and

challenges of a service, and as a communications tool to

explain to customers the operational limitations affecting

some services.  Most agreed that both the positive and

negative comments should be used as a "free consultation"

and as a starting point for business process and service

delivery analysis.

6.  ICASS HOT TOPICS AND MULTI-YEAR TRENDS.  In two separate

sessions, the ICASS Service Center Director, Ismail Asmal,

presented overviews of hot topics and multi-year trends in

ICASS.  The Hot Topics session covered issues such as the

updated and revised handbook that will soon be released, new

budget scorecards, carryover funds, TDY draft policy, focus

by the IEB on metrics and standardization, etc.  During the

interactive Multi-Year Trend presentation, participants were

provided an ICASS budget and staffing overview covering the

past eight years.  One of the most important aspects of this

session was an explanation of "non-controllable" costs:

exchange rates, FSN wage increases, inflation (as funded

through mandatory price increases), and NEC costs.  Once

those costs are deducted from the annual budgets, the result

shows the per capita average cost of ICASS has remained

essentially flat over this period.  When looking at this in

conjunction with the results of the Customer Surveys over

the past three years, the data shows that service levels are

being maintained at a high level, even while the budget has

absorbed a significantly increased workload.

7.  SHARING BEST PRACTICES AND ACTION PLANNING.  Both

workshops engaged in sessions for sharing best practices and

action planning for future ICASS meetings.  Participants

discussed various best practices ranging from piloting a

solar energy project in Bamako, establishing customer

service representatives under GSO in Abidjan, and a general

discussion on sharing of ideas on how to improve mailroom

operations.  In the action planning session, participants

had the opportunity to develop agendas, strategize how to

get their Councils more engaged, establish standard

operating procedures for the Council to ameliorate the

impact of staff turnover, and utilizing the customer

satisfaction scores as a discussion point on improving

services.  In both workshops, participants left with the

idea that they could improve Council governance, effect

change at post, and exercise ownership of streamlining

business processes and improving services.

8.  CONCLUSION/FUTURE PLANS.  It is the ISC's intention to

continue these workshops, to institutionalize and strengthen

the leadership and partnership relationships between the

Management Counselors and Council Chairs, and to help each

post's ICASS Council govern more effectively.

a.  It is incumbent upon all of us to remain supportive of

the ICASS community and advocate for business practices that

are good for the US government as a whole.  It is the ISC's

role to assist posts in this endeavor wherever possible.

The ISC will continue to provide a neutral forum for frank

and open discussions and a link to facilitate issues raised

at the post level which require Washington's attention.  The

ISC remains committed to assisting posts' Councils achieve

success in addressing issues related to support and delivery

of services through transparent, efficient, and economically

sound processes.

9.  For additional information on ICASS training and MC3

conferences, see the ICASS web-page www.ICASS.gov or

intranet site icass.state.gov.

10.  On behalf of the ICASS Executive Board, the ICASS

Working Group, and the ICASS Service Center, we thank the

guest speakers, all the attendees for their spirited

participation, and the host posts for the excellent

logistical support of the workshops.

11.  MINIMIZE CONSIDERED.

RICE

