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MINUTES

ICASS EXECUTIVE BOARD MEETING

Bogotá, Colombia
March 26 - 27, 2007
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State



Raj Chellaraj
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Earl Powell

USAID



Yash Kainth (acting)
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Susan Schayes
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Brandon Davisson
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Social Security Administration
DoD 



Treasury
Library of Congress


VA
1. Action Items:

· Resurrect IEB Metrics and Finance Committees; consider adding Policy and Audit Committees.  The ISC will take the lead to define the purpose and composition of the committees to ensure broad interagency representation.
· Identify top 25 high growth posts and bottom 25 ”shrinking” posts, analyze their ICASS invoices and report back to the IEB
· Establish a more effective TDY policy to allow for increased funding flexibility.

· Review and consider four proposals presented by FCS.

· Establish standard definitions for ICASS.

· At the next IEB, present an overview of the budget process at the post level and at the macro level, to include the process for determining funding for functional vs. regional bureaus.  
2. Opening Remarks from ICASS Executive Board Chair Raj Chellaraj:
ICASS Executive Board Chair Raj Chellaraj thanked the staff in Bogotá for hosting the meeting.

Mr. Chellaraj opened the meeting with general comments and observations.  He said that the IEB needs to step up on some issues and take action, beginning with the re-establishment of the IEB Metrics and Finance Committees and perhaps create two new committees for Policy and Audit.  Mr. Chellaraj requested that the ISC discuss this proposal with IEB members and solicit their ideas.  He suggested that the ISC identify the 25 high growth posts and bottom 25 shrinking posts to see what happened to their ICASS funding and report back to the IEB on the findings.  On TDY policy, a mechanism is clearly needed to address this issue.  Bogotá reports they had 260,000 TDY days last year, a phenomenal number.  Contracting is an issue for many agencies; State needs to figure out this issue and solve the problem.  The IEB needs to take a look at governance issues and ensure that all IEB committees have broad interagency representation.  

Mr. Chellaraj presented several ideas and themes:

1. Definitions:
· ICASS needs standard definitions across the board.  State is going to focus on this issue and will work with the IWG.  

2. 2007 Budget Process:
· There have been frequent discussions regarding the FY07 budget, but six months into the fiscal year the government is under a continuing resolution (CR) and ICASS has not set the budget.  The ISC must take a look at growth patterns and determine what increase is needed.  No agency took the position, “we have a CR, we won’t grow”, including State, so no agency should tell the ISC you will only approve an increase of one percent or three percent.  The IEB needs to address this issue and look at the growth rate and fund accordingly.  

· Ismail Asmal, ISC Director, added that the immediate priority is to reconvene the Budget Committee for the budget hearings and final target setting.  This process will be the make or break for ICASS this year.  The impact of the CR was “zero” add on, but a flat budget is not possible given growth and mandatory increases.  Funding will have to be found, including finding additional resources through cutting programs to pay the ICASS bill.  The invoices are not “made up” and agencies should not make ICASS the “whipping boy.” 

3. A New Way to Manage Resources:
· George Schutter, Peace Corps, commented that there had been no discussion on the execution of the budget, what is left over, or what is spent.  A mechanism is needed to review budget execution during the year.  If things change, the IEB should review execution and reallocate as soon as possible, including mid-year.  Mr. Schutter stated that there had to be incentives to consolidation, i.e., motor pools and furniture pools.  If there are no incentives, posts may not do it.  Consolidation needs to be explained better.  We need standards on performance and cost allocation or we will not understand what is happening regarding the budget.  Resources cannot be shifted without standards.

· A/S Chellaraj noted that posts will not volunteer excess resources and said that we needed a mechanism to do this.  After the Budget Committee meeting, IEB members must meet with their IWG representatives and discuss these issues.  

· A/S Chellaraj said there had to be a balance between how much analysis and the level of “granularity” was needed and referred back to the list of the top 25 growing and shrinking posts and look at what would be an appropriate funding mechanism.  He said we owed it to ourselves and posts to find a better way to fund them.

· Juergen Tooren, FAA, said he supported all the outlined initiatives and was happy to be on any IEB committees.  He noted that the ratio of support staff to customers was flat and felt that a radical revision of how ICASS funding is handled was needed.  He noted that ICASS is a virtual organization but the ISC is not allocating the money; he advocated the money not be given to the bureaus but should be the responsibility of the ISC; this would improve transparency.  

· A/S Chellaraj reported that in private sector shared services arrangements, the largest contributors watch budgets most closely and smaller participants generally rely upon them to do so, but this is not the case for ICASS and this needed to be changed.  CFO Brad Higgins agreed that the funds should be allocated to growing posts, but this can’t be the sole driver of the overall budget.  He has to consider exchange rates and other major drivers and non-controllable costs.  Some resources are taken out of domestic operations or anywhere else additional resources can be found.  But at the end of the day, overseas costs are increasing.  State is under a CR, but also has a mandate to do its business.  

· WHA Executive Director, Jim Robertson noted that bureaus are not responsible for “siphoning” money off from ICASS.  The WHA Bureau may not always make wise decisions, but they must ultimately decide on the funding for all posts.  There may have been a bad decision regarding Bogotá’s ICASS funding, but resources cannot be shifted from other posts that are also in need.  Ismail Asmal raised the issue of partial year invoices as the appropriate mechanism for directing new money to growing posts and further discussion ensued.  FAS requested that the next IEB meeting include a walk through of the post budget process and an overview at the macro level of the Washington process and how decisions are made on funding regional and functional bureaus.  A/S Chellaraj agreed. 

4. Knowledge to Aid Decision Making:  
· George Schutter of Peace Corps stated that ICASS users and customers need to know the difference between growth percentage and the mandatory percentage.  For example, if people are not added, agencies need to know what to expect in the budget.  

· FAS Susan Schayes believes that when Agriculture adds people, the money does not get to those posts and the post suffers. Agencies need to know that the money they add to the ICASS pot will be sent to their posts.  

· A/S Chellaraj noted  that ICASS needs to find a way, including the redeployment of assets.  Congress does not consider these issues when imposing a CR, but agencies cannot expect simply an incremental increase over last year’s budget.  Mr. Schutter agreed that all had to “come to grips” with mandatory increases, but if your agency is not growing, your invoice growth in general should be in line with those mandatory increases. 

In conclusion, Mr. Chellaraj briefed the Board on his continuing efforts to increase outreach and communication.  Reflecting on his various travels, he believes there is an apparent disconnect between posts and their headquarters, with agencies at post needing more services, while their headquarters are asking them to cut costs.  Mr. Chellaraj updated the Board on some of State’s efforts to reduce costs.  He noted the initiative to increase contracting warrant authority for certain LES staff up to $25,000; the possibility of using LES staff in other countries to take on responsibilities that could be done more cost effectively from another location; and the ongoing review of replacing Americans with LES staff.  

3. Adoption of Minutes of December 11, 2006 ICASS Executive Board (IEB) Meeting:
The minutes for the December 11, 2006 IEB meeting were unanimously adopted.

4. ICASS Overview and Discussion: Ismail Asmal, ISC Director and Peter Hogan, ISC Deputy Director:
Ismail Asmal, ISC Director, and Peter Hogan, ISC Deputy Director, provided an ICASS budget and staffing overview covering the past seven years.  The presentation showed overall trends in ICASS, noting increases in the American Direct Hire presence and how this presence is divided between State and the other agencies.  Similarly, there was an explanation of how total ICASS costs have increased during this period and how these costs are split between State and the other agencies. It was noted that the State Department’s share of the ICASS budget is proportionally more not only because State has the largest presence but also because all State employees are subscribed to all services.  Other agencies tend to select fewer services, hence they have smaller invoices.  Over time, the ratio of State’s invoice amount compared to other agencies’ invoices has remained virtually the same. In calculating the average per capita cost for State vs. other agencies, State’s per capita average is almost twice that of the other agencies.  The presentation then focused on what is called “traditional bureau” or “regional bureau” funding, which is the portion of ICASS that funds post operations, everything from FSN salaries to gardening costs to paper supplies.  To try to illustrate what the 2000 budget might look like in 2007 without them, “non-controllable” costs were identified: 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 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.  (See attached PowerPoint)
5. Forward Planning and the Budget Process: Trish Garate, Team Leader for ISC Reimbursements 
Trish Garate provided some background on the forward planning and budget hearing process and briefly outlined the problems encountered this year when the Budget Committee did not approve the initial targets for post budgets.  As a result of that impasse, the IWG Budget Committee undertook a review of  the current process and approved a draft proposal that is being reviewed within the Department of State.  The goal of the revised forward planning process is to set a clear timeline with established milestones that will facilitate the budgetary process.  It was noted that the new forward planning process proposes a coordinated budget request to OMB for funding required for overseas administrative support.  Once the plan is finalized it will be presented to the IWG and IEB for consideration.   
Outgoing Budget Committee co-chairman Jeffrey Kramer of USAID added that a principle goal of the revised budget process was to get IEB buy-in on proposed budget levels for various ICASS initiatives such as FSN pay raises, NECs, Medical Bureau enhancements, and other initiatives.  He also added that there would be an expectation that along with presentations of cost increases there would be cost containment targets proposed that would help offset rising costs.
6. ICASS Customer Satisfaction Survey: Peter Hogan, Deputy Director, ISC
Peter Hogan, ISC Deputy Director, presented the results of the third annual worldwide ICASS Customer Satisfaction Survey and provided an analysis of findings.  The survey ran from January 15 to February 13, 2007.  New features of this survey include:  gathering survey data for USAID ASP services and allowing respondents to provide written comments on each service category.  The “Rule of 10”, where no results are reported with fewer than 10 respondents in any one personnel or agency category, has been maintained this year to preserve anonymity.

Mr. Hogan noted that the survey results are an important element of the PART evaluation of ICASS.  Overall satisfaction scores of 4.0 on a 5  point scale were achieved at 59 percent of posts, up from 53 percent last year.  The PART goal is to increase the overall satisfaction scores each year until 90 percent of posts achieve the 4.0 level by 2009.  He also indicated that satisfaction with Procurement services, another PART indicator, remained the same with 45 percent of posts reporting satisfaction of 4.0 or higher.
Mr. Hogan reported that participation by potential respondents increased to 54 percent compared to 41 percent last year; and 96 percent of the posts achieved at least 25 percent participation. Mr. Hogan advised the Board members that this high participation rate -- approximately 6,900 more participated in this year’s survey -- increases confidence in the results.   While State Department has the highest response rate, other agencies have significant increases compared to last year.  It is also interesting to note that while ICASS and State Department respondents have the highest reported satisfaction levels, their scores have plateaued while most other agencies are displaying notable increases in satisfaction.
The services that received the highest customer satisfaction scores were Cashiering, Reproduction, Motor Pool and Computer Services; the lowest scores were received by LES Personnel Services, Procurement, Leasing and Residential Maintenance.  Services which received the greatest increase in customer satisfaction were Vehicle Maintenance and Office Building Maintenance.  There were two services which experienced a decline:   Vouchering and Shipping & Customs.  These last results relate to a broad trend noted in the results this year:  22 services displayed increasing scores, four have remained the same, and only two declined, and those by .01 points.  So the broad trend is up.
Mr. Hogan noted some unexpected but interesting uses being made of the survey results:  Many Service Provider personnel are using scores to select posts for bidding opportunities;  Managers use scores in EER write-ups and in setting stretch goals for staff; and,  Many CLOs are “mining” the data for examples of best practices.  
Next steps include finalizing the summary reports, communicating summary results to the field, recognizing high achievers, disseminating best practices and supporting action plans as requested.
7. IWG Chair Report: Janet Buechel, IWG Chair
Ms. Janet Buechel, IWG Chair, referred members to her full report and presented highlights for the quarter.  

· Building on the theme of improving interagency communication, the IWG chair has met with most IEB members to elicit views and discuss issues, expanded the IWG agenda to include monthly updates by the Service Provider and an opportunity for customer agencies to raise issues/concerns, and proposed the addition of a “suggestion box” on the ICASS website.  
· The IT Committee continues to make progress on the pilot project to provide remote access to the Global Database.  Participants from eight agencies have been issued fobs and most participants are now able to access the State intranet from their desks at their respective agencies.  A final evaluation of the pilot will be conducted this summer and, if deemed successful, the use of fobs may be expanded to all IWG members.  
· The Policy Committee’s longstanding project aimed at reviewing the Procurement Cost Center to determine the impact of purchase card use on overall workload has expanded significantly.  The project is now looking at the broader issues of data integrity and standardization within this cost center, with the intent of using the same approach to review all the cost centers.  Given the related new initiatives (on standardization) underway in the State Department, we hope this effort will progress rapidly
· Finally, Ms. Buechel noted that ICASS is the designated management platform and to ensure its success all agencies must see their role not only as a customer, but as a stakeholder in the ICASS process.  Full participation and commitment is essential at the post level, on the IWG and the IEB.
8. ISC Director’s Report: Ismail Asmal
Ismail Asmal, ISC Director, provided a report on the ISC and noted the following highlights:

· Renewed Engagement:  Mr. Asmal noted that he is heartened by the renewed energy and innovative zeal that the IWG and IEB members are bringing to the table.  Many of the on-going IWG projects take significant time and commitment.  The issues are complex but worth taking on if we wish to improve the way ICASS works.  Mr. Asmal expressed his appreciation to Assistant Secretary Chellaraj and Janet Buechel for their efforts to improve communication within ICASS.

· Customer Satisfaction Survey:  Mr. Asmal congratulated all the ICASS service providers in the field on a job well done this year.  From a score of 3.98 last year,   service providers cleared the 4.0 mark, coming in at 4.03.  Maintaining an upward trend will be challenging, especially in the face of a constantly growing customer base and tighter ICASS budgets.  Through innovative service delivery ideas, Mr. Asmal is confident that service providers have what it takes to maintain the 4.0 score.    
· Paying Invoices:  Ismail Asmal reported that most agencies have met the shortened approval and payment timeframe for ICASS invoices despite the fact that almost all the ICASS agencies have been operating under Continuing Resolutions.  Mr. Asmal stated that he will be looking to the Board for support when agencies do not comply with the new policy.  Mr. Schutter from Peace Corps suggested that the ISC send out a notice when invoices have gone out.
· Re-design of Website:  The ISC has introduced a suggestion box on the re-designed ICASS website to actively solicit input on ways to improve ICASS.  Mr. Asmal encouraged people to send in suggestions for improving ICASS.
· Proposals From Last IEB Meeting:  At the last Board meeting, Mr. Asmal introduced three proposals: (1) To change the selection process for IWG Committee Chairs; (2) To review the existing ICASS TDY policy, and (3) To simplify ICASS by switching all posts to a revised ICASS Lite version of the budget software.  The IWG approved a new Committee Chair format, with the ISC and an ICASS agency co-chairing.  On the TDY Policy, the ISC has met with the State Department’s Legal Office to clarify several issues related to reimbursements and Appropriations Law and received and reviewed input from a few posts.  After hearing and seeing firsthand in Bogotá the impact of TDYers on post resources, the ISC will try to accelerate its efforts on establishing a new policy.   On the revised Lite software proposal, Geneva Software (the software contractor) has converted three existing Standard posts to Lite, as a first step in reviewing the impact of such a change.  The ISC will report to the IWG the results of testing on the converted software.  Mr. Kainth from USAID suggested that the posts should be consulted before adopting a revised Lite version of the software.
9. Missions, Mandates and Services – Finding a Better Balance: Daniel Harris, DAS, International Operations – Department of Commerce.

Mr. Harris opened his remarks by noting that the issues he was raising reflected frustrations he has heard from the field.  Mr. Harris emphasized that the issues in his powerpoint were of particular concern to the Commercial Service, but that he knew from conversations with other agencies that they reflected shared concerns.  Despite quarterly meetings, not enough happens to advance the issues raised and he hoped this meeting could provide concrete steps forward.  He stated he was entirely open to other approaches.  Mr. Harris appreciated the opportunities for useful dialog on the margins of this conference; e.g., he had spoken with Sam Bleicher (OBO) and others and learned about constructive options.  He emphasized that he is a pragmatist and he simply wanted to encourage discussion and achieve results.  

The thrust of Mr. Harris’s presentation was this:  that ALL agencies operating overseas have congressional mandates to accomplish specific missions; mandates for greater efficiency or better space utilization should enhance, not degrade, the effectiveness of ICASS member agencies.

At the end of the session he hoped IEB members would address:

1. Respect for ICASS Principles worldwide:  Harris proposed that U/S Fore remind all Posts that the ICASS Charter articulates the agreement signed by all member agencies; it should be respected until agencies agree to change it. 

2. Flexibility in ICASS support for missions:  for example, the Commercial Service would like to work with State Admin to establish greater flexibility in procurement of services – a critical element in serving the U.S. business clients.

3. Respect for missions, mandates and budgets of agencies in decisions on space in USG facilities:  the legitimate needs of agencies to carry out their missions are often ignored in a “one-size-fits-all” approach; e.g., the Commercial Service needs a conference room to conduct private conversations with business people, sometimes on short notice; further, the CS is forced into USG facilities in some countries where it can better conduct its mission from commercial space (Beijing), while it is forced out of the Chancery in other cities (Paris) at high cost.

4. Agreement on a forum for open dialog with OBO:  ICASS should provide agencies an open forum for dialog with OBO since the OBO-led Interagency Facilities Committee meetings tend to be top-down briefings on decisions already taken. 

A/S Chellaraj thanked Mr. Harris for taking the time to make this presentation and said we needed more of this kind of participation. Chair Chellaraj then called on the IEB to collectively look at ICASS principles and discuss them in the light of 2007; we need to “dust off the charter” and take a new look. The ICASS environment has changed, technology has changed and we need to look anew at all these issues.  
Speaking to the OBO issues, Mr. Chellaraj noted that at every post these issues come up, even with State offices, and that perhaps we need a more consultative process.  But he noted that we went from building half an embassy a year to building 13 to 14 a year – this requires discipline and it may have required some design changes.  On the conference room issue, State domestically is taking away dedicated conference rooms to better utilize space.  No one likes it and there has been a lot of “noise”, but people have to get away from this feeling of entitlement.  In Main State we had a 30 percent usage rate for most conference rooms – that’s not right!

A/S Chellaraj said he would like to talk more with (OBO) Director Williams, but he understood that when a NEC is built, everyone must move into it for security reasons.  The threat level of Paris vs. Beijing is not the same and the issues are very different, but he said he would get OBO and DS to respond to this issue.  

10. Overseas Building Operations – Sam Bleicher, Chief Strategist for New Initiatives, Office of Planning and Development, Overseas Buildings Operations Bureau
Mr. Bleicher thanked the IEB for the opportunity to speak.  He said that for his first IEB meeting, he had found it very enlightening and useful.  He noted that the OBO construction program is new and different.  It is a $1.4 billion program, supported by Congress; it has two primary drivers:  security (top priority) and functionality.  The Congress has mandated that every agency must be co-located in all new embassy compounds (NEC).  Some agencies might not want this, but it is mandated.  Mr. Bleicher went on to:
1. Outline the process OBO uses for designing embassies and determining space requirements, and specifically addressed some of the concerns that had been raised in the earlier presentation by Mr. Harris, Department of Commerce;
2. Discuss the Interagency Facilities Council Meetings as the forum  for all USG agencies and OBO to address facilities issues of concern; and
3. Address the formal process for amending the design standards.
There was discussion from the floor from several IEB members regarding the need for more communication between agencies and OBO.  A/S Chellaraj concluded the discussion with a proposal to add OBO to all IEB meetings as a non-voting participant.

11. NSDD-38, Update on Joint Management Reform and Other Rightsizing Issues:  Patrick Truhn, Director of the Office of Rightsizing the USG Overseas Presence.

Mr. Truhn discussed the NSDD-38 process and gave an update on Joint Management Council efforts and other rightsizing issues.

Rightsizing the United States Government’s overseas presence is an integral part of the President’s Management Agenda and is also Congressionally mandated. However, final decisions on staffing of overseas missions rest with Chiefs of Mission, as specified in the President’s Letter of Instruction, which also gives Chiefs of Mission authority for the overall coordination of the activities of all agencies at post, responsibility for the security of mission staff, responsibility for determining what functions are done at post or regionally, and responsibility for granting country clearance.  Some COMs have chosen to use this authority rather decisively.  For instance, in Tokyo the COM determined that there would be only one motor pool because it would be more efficient, and he so directed.
Mr. Truhn showed three slides reflecting personnel increases worldwide by the largest agencies over the past three years.  There are also many demands coming in through other mechanisms.  These changes create complications for business and rightsizing processes because we do not have a coordinated, unified federal budgeting process that includes all federal agencies’ overseas activities.
Regarding the State/AID consolidation of management functions, Mr. Truhn encouraged IEB members to read the various cables included in the briefing book.  He noted that the IT platform issues were the most costly and most complicated of all the consolidation issues, but that most of the “Tier One” embassies, where State and AID are co-located on one compound, would have consolidated their administrative services, as scheduled, by October 1.  
The cost/benefit studies being submitted for the new consolidated platforms are encouraging; the numbers are looking positive and consolidation will save the USG lots of money.  Some posts are being more daring that others and some posts have already reduced American staff, showing immediate savings. With respect to RIFs, the results are mixed.  Some posts have riffed positions (16 in Gaborone), others have reduced staff through attrition and retirements.  We can’t rule out RIFs, but we are trying to minimize them.  Regular status reports will be provided to all agencies.  

12. Standardization and Data Integrity – New Initiatives at State:  Bob Bryson, Deputy Executive Director of EUR and IO Bureaus and the State Service Provider Representative.

Mr. Bryson focused his discussion on the challenge of measuring service and productivity in terms other than money.  Service, like quality, is subjective: one man’s trash is another’s treasure.  He noted that although all posts have ICASS service standards, some are so detailed that most service-providers don’t know what they are.  He knew of no service-providers capable of accurately documenting their relative success in meeting standards. And without exception, customers don’t know what to expect in the services they are supposed to be receiving.  There are 267 posts in 180 countries – potentially every post could be offering different levels of service.  He said, the good news is that there are far more similarities among posts than there are differences, so we have a strong foundation to build on.   

Bryson said that customers should be able to travel from post to post and have a reasonable expectation of the level of services they will receive. Uniform standards would allow service-providers to manage expectations while addressing both performance and efficiency.  Bryson said that widespread implementation of the Department’s WebPass eServices modules will give us the basis to measure the frequency with which they deliver services.  Whether services are delivered on time 50, 70, or 90 percent of the time, we need the means to quantify success in delivering service.  Washington decision-makers need to know which posts are in  need of additional resources.  This is why we need performance metrics – to inform the decisions we must make in allocating resources.

State’s office of Global Support Services and Innovation has focused significant resources and effort on standard operating procedures and process mapping.  The European and East Asian bureaus are establishing a structure to institutionalize the successes of A/GSSI’s effort.  EUR and IO bureaus are reviewing process maps to improve upon them with broad post input.  The resulting best-in-class maps will be implemented throughout the region.  The long-term plan is to have uniform service levels and standard procedures in place at all posts.  These improvements will be time-consuming.   Mr. Bryson said that success in ICASS management depended on service-providers’ ability to measure performance using common metrics.  

12. Closing Remarks:

In closing, A/S Chellaraj reiterated that we are all in this together.  We must collectively work at this and share ideas.  ISC Director Asmal said the ISC would make a list of the “take-aways” and other action items and circulate it to all attendees.  Mr. Chellaraj noted that sometimes in DC we forget we are a service oriented organization.  He encouraged everyone to figure out how we can do this.  After ten years, we should take a new look, not look for new territory.  He opined that we might consider hiring an outside organization to review ICASS.   A date for the next IEB meeting was not set. 

Mr. Asmal thanked Mission Bogotá, Management Counselor Kathy Hodai and her staff for their outstanding support for the IEB meeting.

The meeting was adjourned. 
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