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1.  The Joint Management Council (JMC) has developed a

three-tiered approach to implement the joint management

platform referred to in the new strategic vision (reftel

a).  Under U.S. law and State Department guidance, the

State Department, in selecting a site for any new embassy

compound (NEC) or other new U.S. diplomatic facility

abroad, must co-locate all U.S. Government personnel at

post, unless such requirement is waived by the Secretary

on the basis of security considerations and the national

interest.  Per reftel a, as State and USAID are

restructuring our overseas presence to meet the challenges

of transformational diplomacy and sustainable development,

we will consolidate agreed-upon duplicative administrative

services (reftel b) into one joint administrative

management platform at co-located overseas missions, to

contain growth and ensure cost containment of support

services.  The overseas service platform will be a

streamlined operation made up of State and USAID employees

providing the best and most cost-efficient administrative

support to all USG agencies under one ICASS invoice.  This

message provides the first of a series of State/USAID

guidance on the structure of the future platform, and lays

out a tiered approach to implement this effort.

2.  Tier 1: Posts where State and USAID are currently co-

located or will be co-located on a NEC within FY-2007.

These posts should develop plans to implement a joint

management platform that combines the State and USAID

common administrative functions as articulated and agreed

upon for potential consolidation in reftel (b) under one

ICASS invoice starting FY-08 (October 2007).  Posts should

not/not initiate any new Alternative Service Provider

(ASP) model.  Tier 1 posts where USAID currently provides

ICASS ASP services are to proceed with developing

implementation plans to consolidate those agreed-upon

services under the joint management platform.

3.  Tier 2:  Posts where State and USAID will be co-

located in FY-2008, 2009, or 2010.  These posts should

not/not initiate any new ASP model start-ups.  These posts

should develop implementation plans to consolidate those

agreed-upon administrative services, beginning in FY-2008,

with a view to providing consolidated services at the

beginning of the fiscal year immediately following the

move onto the NEC.

4.  Tier 3:  Posts where any plans to co-locate State and

USAID will take effect in FY-2011 or later.  These posts

should develop plans, if feasible, to consolidate those

agreed-upon administrative services in ref (b) that should

be reviewed as potential for consolidation, where

efficiencies can be achieved.

5.  Although initial guidance to posts recommended that

either State or AID provide individual management

services, the recently completed Strategic Vision (ref a)

adopted a much more integrated approach by establishing

consolidated sections.  We commend the efforts you have

made to eliminate duplication, but we ask Tier 1 and 2

posts that were planning to pursue an ASP model to

discontinue moving in that direction at this time.  The

discussions and information you have gathered towards that

effort will prove useful in developing the plan to move

towards a joint management platform.

6.  In order for the Strategic Vision's joint

administrative support platform to be effective it must be

implemented in a fair and transparent fashion.  Although

this is not a merger of our respective administrative

management cones, it provides a consolidated operating

structure that places State and USAID officers working

side by side for the same goal, namely the appropriate

management support of our entire U.S. mission abroad.

This will require a true partnership of both our State and

USAID field- and Washington-based officers to make this

vision a successful reality.  We will rely on field input

to ensure that cost and quality remain key considerations

in supporting our respective agencies' field operations.

7.  State and USAID Washington are sensitive to the fact

that both agencies are dealing with limited operating

budgets.  The planned transition of buying administrative

services exclusively from ICASS (Tier 1 and 2 posts) poses

legitimate concerns for USAID field staff in terms of
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receiving quality, timely, and also cost-efficient

services.  Cost-efficient means not only good value for

the money but also affordable.  For this reason, FY-2007

will be a virtual year for the transition into a single

ICASS invoice model.  It is important to note that this is

not yet the time to plan for the transition of services

beyond those identified in reftel (b).  Specific

information requested from posts is detailed in paragraph

12.

8.  The joint administrative support platform will be

headed by a U.S. direct-hire Management Officer and a

Deputy Management Officer.  Although the positions for

these will continue to "belong" to State and USAID, under

the Crossover Assignments Program either position may be

filled by employees of State or USAID.  State and USAID

will establish a joint assignments process to ensure these

new assignments are done with equity and fairness, and to

ensure that the strongest candidates lead these critical

functions.  Further details on the structure and process

will be addressed by the JMC HR and Shared Services

Working Groups, and the JMC welcomes input from the field

to ensure the success of this effort.  As indicated in ref

(b), the State Management Officer career track and the

Executive Officer backstop will remain separate.  State

Management Officers and USAID Executive Officers placed

into these positions will continue to be evaluated on

their respective agencies' evaluation forms and will

continue to be reviewed by their respective agencies'

review boards.  Guidance on the performance evaluation

process will be forthcoming.  Those administrative support

functions not subject to consolidation, as indicated in

ref (b), will not be part of ICASS, and USAID staff

performing these functions will report to the Deputy

Mission Director, Mission Director, or USAID

Representative at post.

9.  Job security is on the minds of many, especially

Locally Employed (LE) taff.  Although the focus for

consolidation will remain on the proper assignment of USDH

staff, some State and USAID LE staff positions will likely

be consolidated as we progress toward the elimination of

ASPs and into a single ICASS invoice model.  LE staff

serving in the joint administrative management support

platform will be employed by ICASS under Personal Services

Agreements (PSAs).  All consolidation of staff will be

managed in a fair and transparent manner, and posts are

reminded to use attrition to the extent possible in

eliminating positions.  In case where reductions-in-force

are necessary, adherence to local labor laws and post RIF

policy are essential, and State and USAID LE staff

positions are to be competed together on the same RIF

registers and according to the same criteria, to ensure

that the very best staff are brought together into one

section.  The joint platform will provide the foundation

for raising the level of empowerment to LES staff, and at

the same time reducing the number of USDH staff performing

administrative support functions to be consolidated as

stated in reftel (b).

10.  With your help, State and USAID in Washington will

identify the milestones and policy and procedural issues

that must be addressed to make this consolidation effort a

success.  The JMC Directorate, together with members of

the JMC working groups, will be conducting a series of

digital video conferences within the next few weeks,

starting with those Tier 1 posts that are at the most

advanced stages of consolidation, to answer questions,

hear suggestions, and discuss those issues which will need

Washington input to be resolved.  The JMC working groups

have been collaborating in their respective functional

lines on a number of actions as they relate to realizing

the goal of a viable joint administrative support

platform.  As posts encounter unresolved issues, arrive at

innovative solutions, or wish to collaborate further with

Washington, the JMC encourages direct contact with the

Working Group co-chairs, either by phone or e-mail, or

through the mailbox at the JMC website at jmc.state.gov.

11. More information will be provided soon via septels.

Guidance will continue as needed until consolidation as

agreed by the two agencies is reached.  The guidance will

also be posted on the JMC website at http://jmc.state.gov

which
 serves as the authoritative repository for policy

and implementation guidance.  Posts which have recently

completed rightsizing studies will already have received

specific guidance on consolidation from M/R, and should

now be developing implementation action plans if they have

not already done so.  Posts which have not completed

rightsizing studies should work with the Office of

Rightsizing (M/R) to establish rightsized staffing levels.

Management Officers will be contacted shortly by

rightsizing analysts.
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12. ACTION REQUESTED: Once Tier 1 posts have received

rightsized staffing figures for the consolidated

Management Section, the Financial Management office should

determine, and report to both the State regional bureau

budget office and the ICASS Service Center, the additional

funds required in the post's FY-08 ICASS budget, exclusive

of anticipated wage and price increases, to accommodate

the additional ICASS personnel transferred from USAID.

The USAID Mission should provide the Financial Management

Office anticipated workload counts, and in turn should

receive, and report to the Regional Bureau Controller and

M Bureau, the additional amount USAID will expect to pay

in its ICASS bill once it signs up for the additional cost

centers being consolidated, as well as the savings in the

Mission's OE budget from LE staff positions abolished or

transferred to ICASS, and other non-personnel costs

associated with functions that will no longer be self-

provided.  The JMC Shared Services Working Group is

developing the format for this information to be reported

back to Washington in a uniform format so that the cost

impact can be fully assessed.  It will be provided to all

posts via septel.  This will provide a tremendous

opportunity to address the need for substantive ICASS

reform, develop viable performance metrics to ensure

quality, and incorporate best practices and lessons

learned as we move forward in changing our business model.

Tier 1 posts should establish working groups to discuss

the best manner in which to conduct the analyses necessary

to consolidate the agreed-upon services.

13. The list of posts by tier is as follows:

TIER 1

-------

ACCRA

AMMAN

BAMAKO

BEIRUT

BELGRADE

BISHKEK

BOGOTA

BRASILIA

BRIDGETOWN

CONAKRY

DAR ES SALAAM

DHAKA

DUSHANBE

FREETOWN

GEORGETOWN

ISLAMABAD

JAKARTA

JERUSALEM

KABUL

KAMPALA

KATHMANDU

LIMA

LUANDA

MANAGUA

MEXICO CITY

MINSK

MOSCOW

NAIROBI

NEW DELHI

NICOSIA

PANAMA CITY

PHNOM PENH

PODGORICA

PORT AU PRINCE

SAN SALVADOR

SANAA

TASHKENT

TIRANA

ULAANBATAR

YEREVAN

ZAGREB

TIER 2

-------

ABUJA

ADDIS ABABA

ANTANANARIVO

ASMARA

ASUNCION

BAKU

BUJUMBURA

COLOMBO

DJIBOUTI

HARARE

KIGALI

KINGSTON

KINSHASA

MANILA
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MONROVIA

PESHAWAR

QUITO

SANTO DOMINGO

SARAJEVO

SKOPJE

TBILISI

TIER 3

-------

ASTANA/ALMATY

BANGKOK

BUCHAREST

BUDAPEST

CAIRO

CHISINAU

COTONOU

DAKAR

DILI

GABORONE

GUATEMALA CITY

HANOI

JUBA

KARACHI

KHARTOUM

KIEV

LA PAZ

LILONGWE

LUSAKA

MAPUTO

PRETORIA

PRISTINA

RABAT

SAN JOSE

SANTO DOMINGO

ST. PETERSBURG

TEGUCIGALPA

TEL AVIV

WINDHOEK

14.  If you have specific questions with regard to

information contained in this cable or what is expected of

your post, please contact (State, M/R - Patrick Truhn or

USAID - Carla Royalty).  All posts are also reminded that

the State/USAID Shared Services Listserv

(http://lmlist.state.gov/archives/stateusaidsharedservices

.html
) is a useful communication and collaboration tool

for the myriad Washington offices and the State and USAID

overseas managers and stakeholders to share experiences,

ideas, and questions that may be applicable to other posts

as we create the path forward.  We will actively monitor

that list serve to ensure that implementation issues and

concerns that may arise are addressed by the JMC.  Lastly,

the JMC website at jmc.state.gov also has a mailbox for

employees to pass questions and suggestions, etc. to the

JMC.
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