[image: image1.png]




MINUTES

ICASS EXECUTIVE BOARD MEETING

U.S. Department of State – Harry S Truman Building – Room 1207

June 27, 2002

2:00 P.M.

Principals in Attendance:
Commerce


Carlos F. Poza

DoD



Heidi Grant (for Doc Cooke)

FAA



William Tussaie (for Louise Maillett)

Intelligence Community
Anthony R. King (for Jeannette A. Moore)

Justice



Not in Attendance

Library of Congress

James Armstrong (for Judy McDermott)

OMB (Ex Officio)

Ben Powell (for James Kulikowski)

Peace Corps


Wickliffe “Wick” Caldwell

SSA



Ted Girdner

State



William A. Eaton

Treasury


Carolyn Austin-Diggs

USAID


John Marshall

USDA



Lyle Sebranek

Veterans Affairs

David Tucker (for Daniel L. Cooper)

Distinguished Guest:

Deputy Assistant Secretary for Budget and Planning (State) James Millette

1. Opening Remarks from Executive Board Chair William Eaton 

ICASS Executive Board Chair William A. Eaton opened the meeting by welcoming the new members of the IEB: Wickliffe “Wick” Caldwell (Peace Corps,) Carlos Poza (Department of Commerce,) Anthony King (for Jeannette Moore, Intelligence Community), and David Tucker (for Daniel Cooper, Department of Veterans Affairs.)

Assistant Secretary Eaton then noted the sad passing of one of the current and founding members of the ICASS Executive Board, DOD representative David O. (Doc) Cooke. Mr. Eaton observed that as the Director of Administration and Management for the Department of Defense, Doc had been an active member of the ICASS Executive Board.  He was widely recognized as one of the most respected and accomplished members of the civil service, and one of its strongest advocates.   His career in public service spanned 44 years, and he was affectionately known as the ‘Mayor of the Pentagon.’ At Mr. Eaton’s invitation, those assembled joined in a moment of silence for Doc Cooke.

Mr. Eaton then informed the Board that David Mein, who has served as the chair of the Interagency Working Group for the last two and a half years, has resigned his position.  David is now employed as the head of administration for an NGO where he will be involved in global programs seeking to prevent HIV/AIDS in young people.  Mr. Eaton related that David had come to ICASS following a career as a management officer with USAID, and participated in the original working group which established the ICASS system.  As such, he is entitled to receive the ICASS “Present At The Creation” award.  Mr. Eaton then presented Mr. Mein with a commemorative plaque.
Assistant Secretary Eaton then introduced Margaret McCarthy of USAID, who has volunteered to serve as IWG chair.  Mr. Eaton described Ms. McCarthy as an experienced professional with extensive experience in providing support at overseas posts, most notably as USAID Executive Officer in several African posts, most recently in Mozambique and Zimbabwe.  He thanked Ms. McCarthy for taking on this responsibility and thanked USAID for making it possible for her to do so.  Ms. McCarthy has agreed to serve until a permanent IWG chair can be arranged.  Mr. Eaton pointed out that the IWG has identified JoAnn Clifton to serve as a WAE chair, on the same basis that the chair has been filled in the past.  Ms. Clifton is a USIA Executive Officer who retired in 1997 with more than 25 years management experience with that agency.  As Deputy Director of USIA’s Bureau of Management, she coordinated the Presidential Task Force that drafted the recommendations leading to the creation of ICASS.

2. Adoption of Minutes of November 27, 2001, ICASS Executive Board (IEB) Meeting.  

The IEB accepted the November meeting minutes without amendment. 

3. New Business:  

· Consideration of Request from Centers for Disease Control and Prevention (CDC), Representing the Department of Health and Human Services (HHS), to Become a Member of the ICASS Executive Board – Mr. Eaton called the Board’s attention to the CDC request for IEB membership, representing HHS.  ICASS Service Center Director Wayne Bush informed the Board that there is no history of a new agency requesting membership, and that no formal criteria for membership was developed when the Board was created.

Mr. Eaton then invited Robert Morris from the CDC, who was in attendance, to comment on the agency’s request.  Mr. Morris pointed out that when ICASS was formed, the CDC had very little presence overseas, but with recent developments in the effort to combat HIV/AIDS, the agency now accounts for about 97% of HHS presence abroad.  Ted Girdner (SSA) commented that when the IEB was formed, SSA had represented HHS, but his agency has since become independent.  In his view, having the CDC now represent HHS would make sense.  

Mr. Eaton asked if there were any questions from the Board from a broader standpoint.  Would adding additional members upon request cause the size of the IEB to become unwieldy?  Anthony King (Intelligence Community) asked if it would not be wise to think about developing criteria for membership – perhaps percentage of the ICASS budget, or the number of posts at which an agency is represented?  John Marshall (USAID) supported the development of criteria, suggesting that small agencies might rotate membership.  Bill Tusaie (FAA) noted that if size were the only criteria, then his agency would not be on the Board, and HHS in fact is a larger ICASS customer than the Department of Transportation.  Mr.  Girdner added the view that if size becomes a criteria for Board membership, he would urge grandfathering existing members.  SSA has put a lot of time and energy into ICASS and would not want to be excluded from the Board.

Mr. Eaton then asked if the IEB would like to vote on the HHS request.  Heidi Grant (DOD) moved to accept the request for CDC to represent HHS on the IEB now, and to further ask the IWG to propose criteria for Board membership and submit its recommendations to the IEB.  This motion was seconded, and Mr. Eaton asked that it be voted on as two motions.  There was general agreement on this, and both motions were unanimously approved.

· Proposal for Budget Forward Planning – Commenting that in seeking funds to support ICASS “we are more powerful as one voice,” Mr. Eaton turned to IWG Budget Committee co-chair Peter Hogan (USDA) to introduce the budget forward planning proposal.

While customer agency headquarters operations give ICASS high ratings overall, Mr. Hogan pointed out that “the number one complaint that still exists is that customers don’t know how much they will be asked to commit to ICASS until August” immediately before the beginning of the fiscal year. This is far too late for significant adjustments to be made.  Recently, however, “the ISC under Wayne Bush’s leadership has brought the IWG into the budget cycle at the eighteen month forward planning stage.”  This is making it possible for all agencies to understand what the needs of their posts will be with sufficient time to incorporate this into their budget requests.  He then turned the floor over to State’s Deputy Assistant Secretary for Budget and Planning, James Millette.

Mr. Millette began by acknowledging that the process itself is new and far from perfect, but it is certainly a good beginning effort to meet agency budget planning needs.  The Department of State’s FY04 budget planning process begins with post submissions called Mission Performance Plans (MPP) in which all agencies at post are asked to take part.  This year the ISC sent an ALDAC to posts, giving guidance on that portion of the submissions that relate to ICASS.  These submissions are now being reviewed as part of State’s Bureau Performance Plans (BPP).  Deputy Secretary Armitage will chair the senior review sessions with interagency representation and OMB to review and determine State’s budget requirements for FY 04.   While the State Department under Secretary Powell has been very successful in having its budget requests approved by Congress, external events will exert unpredictable influence upon FY 04 funding levels.  

Against that backdrop, Mr. Millette said, the Deputy Secretary has provided guidance for FY-04 resource planning.  Staff increases under the Diplomatic Readiness initiative are likely to continue in FY 03 and FY 04.  Infrastructure replacement funds are planned to be sought again and will hopefully move from $38 million in FY 03 to a full $60 million in FY 04.  It will still take additional time and funds to completely eliminate the $117 million infrastructure shortfall  that was identified by the MPPs.  There also will be a strong effort to add locality pay for those stationed abroad.  What this will mean for ICASS customer agencies is an approximate 4% overall increase for FY 03 and an additional 6.5% increase for FY 04. 

Carolyn Austin-Diggs (Treasury) asked if it would be realistic to expect the FY 04 request for a 6.5% increase to be reduced.  Deputy Assistant Secretary Millette replied that while it is not certain what OMB will do, the Secretary of State feels very strongly about the importance of supporting the quality of life and work at posts abroad.  Mr. Millette emphasized that it was unlikely the requested resources would be reduced.  DOD representative Heidi Grant asked what is the best way for agencies to connect to the Department’s planning process.  Mr. Millette suggested Deputy Assistant Secretary Sid Kaplan as a point of contact.

Assistant Secretary Eaton commented that “now we have the process, but one link is missing.  What is the next step?”  He suggested the possibility of a joint approach to OMB regarding the need for ICASS resources.  John Marshall (USAID) indicated “a consolidated approach makes sense.”  Heidi Grant asked if this is something new.  Jim Millette responded that in the past State’s lack of funding held all the other agencies back, but with State pulling to the forefront in the amount of funding devoted to overseas support, now is the time to hold together and present a common front.  After some discussion of what might be the appropriate timing, Mr. Millette expressed the opinion that individual agencies should put together their own requests, and then go together to make their point to OMB.  The ICASS Service Center can pull together a description of what would go into the 6.5% increase in greater depth, and provide that to each agency, similar to what was provided to agencies last year.  Lyle Sebranek (USDA) commented “we will put 6.5% in our [budget] and hope OMB recognizes we have to keep up.”  Mr. Millette suggested requesting a meeting this fall with the OMB DAD’s for each agency to jointly present the ICASS resource requirements.  Ben Powell (OMB) indicated that OMB would be receptive to a joint meeting. 

4. Interagency Working Group (IWG) Report:
· Margaret McCarthy (IWG Chair) referred the IEB to David Mein’s report contained in the briefing book.  She called their attention in particular to the successful “ICASS Interactive” session held in April with State’s Principal Deputy Assistant Secretary for Human Resources Ruth Whiteside as featured speaker; the new ICASS “goal-sharing” awards which will reward future performance when teams achieve predetermined benchmarks; and the new furniture pool policy which will create a separate new cost center. 

· Peter Hogan, as chair of the IWG Study Group, proposed to discontinue the study group, which had been formed at IEB direction in July 2000.  Mr. Hogan summarized the history of the study group.  He said that it had become clear that the post-specific training teams were obtaining much useful information via their interactions with posts. 

There has been an on-going effort to use training mission information to achieve system improvements, both at individual posts and globally by identifying and following up on issues with wide impact.

Concluding that the Study Group goals are met through the continuing post-training program and related follow-up on post-specific and global issues, Mr. Hogan said that the recommendation of the IWG is to discontinue the Study Group as a separate committee.  The IEB accepted this recommendation by consensus.

· Cheri Caddy, Training Committee chair, reported on the post-specific training program. The interagency balance of the training has been significantly advanced by the participation of IWG members in nearly all of the training sessions. This fiscal year, 22 posts hosted the post-specific training and a “phase two” pilot program designed by ISC Training Coordinator David Ball was successfully tested in Moscow.  The committee aided the ISC in its recent Washington training session for new IWG members; four experienced IWG members were on hand during the program to answer questions and provide insight into the Washington ICASS process.  The Training Committee has also assisted in the development of a system for following up and tracking issues raised at training.  The committee reviews the budget for this program and brings resource requests to the Budget Committee for action. 

Ms. Caddy said that feedback from the past year’s post-specific training suggests three areas of attention to insure the best results from ICASS at posts:

1. Working groups should be established to engage in detailed analysis and planning, so that post ICASS Council members, who are agency heads, are able to make decisions with sufficiently staffed recommendations in front of them.  FSNs, who provide continuity at post, can and should play an important role on the working groups.

2. There is a constant need to continue to improve the flow of information and communication among all ICASS participants at post.

3. There is a vital need to send Americans to post with a basic understanding of what ICASS is and what role they are expected to play in it.  This is a constant refrain heard from customers and service providers alike.  Agencies here in Washington need to do a better job of ensuring that this happens before employees are sent overseas.  The IWG, the ISC, and FSI offer many resources available to assist agencies with training their employees in ICASS.

5. ISC Director’s Report:

Wayne Bush (ISC Director) asked the ISC Team Leaders to provide the IEB with short briefs on recent key policies and initiatives.

· Patricia Garate (ISC Reimbursements Team Leader) recounted recent efforts to implement the ICASS Bills and Disputes Policy approved by the IEB at its meeting in June 2001.  The ISC formed a task force to implement the policy.  The task force’s objective had been to resolve outstanding amounts without having to cut off services, especially to DOD entities.  The team succeeded in collecting more that $23 million in about three months.  The ISC is now in a clean up phase to reconcile remaining discrepancies.

· Stephen Hartwell (ISC Software Development Team Leader) brought the IEB up to date on the ICASS software development.  The Statement of Work (SOW) for the ICASS software rebuild is at the Department of State's acquisitions office, and a request for proposals will be issued shortly.  The SOW incorporates the following priorities: maintain current functional capabilities; provide Alternate Service Provider capabilities; provide regional service cost allocation capabilities; and enhanced reporting capabilities (including ad hoc reporting). Diplomatic Security and the Overseas Buildings Office have agreed to fund the non-ICASS development costs.  As an interim step, we have modified the current ICASS software for FY2003 to provide more ease of use by an alternate service provider. 

The ICASS Service Center earlier this year distributed the first version of the ICASS Global Database on a CD, enabling ICASS agencies to review key historical data at their desktops. The initial version contained the final FY2000 and 2001 data.  An updated version incorporating the initial FY2002 data will be produced at the end of July.  

In addition, the ISC is working to web-enable the ICASS Global Database for the Foreign Affairs System Integration (FASI) pilot.  

· Barbara Hazelett (ISC Customer Service and Training Team Leader) noted that one of her team’s chief functions is to reach out to all ICASS participants.  This includes encouraging open communication and dialog, informing and educating key players re ICASS policies and procedures, and providing systematic feedback from the posts to headquarters.  During the past year the team engaged in three major outreach initiatives.  First is the on-going post-specific ICASS training program, which is designed and coordinated by the ISC.  David Ball, its highly-effective coordinator, has recently joined the foreign service; taking over his duties will be Bill Hoover, formerly of the Peace Corps, who was ICASS Council chair in Riga, one of the pilot posts.  

The second initiative demonstrates the ISC’s commitment to make better use of technology as an integral part of its outreach program.  Last April the ISC coordinated its second live broadcast over the American Embassy Television Network. Known as ICASS Interactive, its objective is to increase the transparency of the Washington Interagency Working Group, while giving IWG members the benefit of direct interaction with post ICASS councils and service providers.  The April 18 program featured a discussion of State’s Diplomatic Readiness initiative led by Principal Deputy Assistant Secretary for Human Resources Ruth Whiteside.  ICASS Councils have a critical role in supporting this initiative by ensuring that related resources are included in the post ICASS budget; this broadcast helped to focus post awareness of this.  A third Interactive is being planned for early fall.  Another technology-centered outreach initiative is to incorporate video-conferencing as a regular feature of the bi-weekly IWG meetings.  Beginning on May 1, IWG members from the Social Security Administration in Baltimore and the Centers for Disease Control and Prevention in Atlanta have participated in the meetings via video conference.

The Customer Service and Training Team also provides regularly scheduled ICASS briefings in Washington to in-service Regional Security Officers, Logistics Management customer support teams, and students enrolled in the Foreign Service Institute’s “Working with ICASS.”   The team also provided ICASS issues briefings and customer service workshops to State GSOs at their regional conferences in New Delhi and Botswana.  In May the ISC provided the Centers for Disease Control and Prevention with an all-day session for their headquarters personnel in Atlanta.  Two weeks ago the team held a three-hour orientation session for new IWG members, and due to the overwhelming demand, two additional sessions aimed specifically at Washington ICASS bill payers are scheduled for July.  This will include eight CDC employees who will attend via our new video-conferencing equipment.  Several other customer agencies have recently approached the team; additional sessions are currently scheduled with the Foreign Commercial Service, DEA, and the FBI.    

· Wayne Bush then shared the results of the recent ICASS Service Center customer survey with members those present.  The survey was prompted by the ISC’s desire to practice the customer feedback techniques that it encourages posts to use, and Bill Eaton’s suggestion that such an analysis would be particularly useful at the close of ICASS’ fifth operational year.  The survey was sent to all IEB and IWG members, representatives from each Department of State regional bureau, and all Chiefs of Mission, Deputy Chiefs of Mission, American service providers, and ICASS Council members at posts.  The response-rate was greater than 40%, with Chiefs of Mission and Post ICASS Council members providing the highest rate of return.  The survey was designed and administered by ISC employees Stephen Gibson and Robert Zetts who provided both the expertise in survey techniques and in-depth knowledge of ICASS required for the task.  Topics surveyed fell into two categories – ISC performance, and ICASS as a management vehicle.  Questions were tailored to each target group, and participants were asked to rate questions on two scales – one indicating how well the task is being performed, and the other indicating how important the task is.

Of the twenty-five tasks performed by the ISC, twenty-four were rated as either meeting or exceeding the Center’s performance standards.  The one item that did not measure up was the ICASS awards program.  Survey comments indicated that customers were not familiar with the program.  However, since the survey was conducted, the awards program has been completely revised, and a forward-looking “goal sharing” award instituted.  PSAs and PSCs at post are now also eligible to receive the ICASS awards, a significant change in Department of State policy, and the program has been heavily promoted.

Significantly, there was a high degree of correlation between task importance and performance rankings received on the survey.  Mr. Bush pointed out that survey responses helped highlight the need to examine the role of the ISC vis a vis alternate service providers.      

When reviewing ICASS as a management vehicle, customers clearly indicated they would like to see the program do more training, promoting collaboration among agencies on management issues, serving as a vehicle for innovation, and facilitating the development of alternate service providers. Statements reflected overall satisfaction with ICASS’ ability to meet its original objectives and support current USG goals, such as those outlined in the President’s Management Agenda.  Promoting regionalization of ICASS services was a controversial item, evoking a range of both positive and negative responses.  ICASS was viewed as an effective tool to support rightsizing.  Respondents also emphasized the importance of eliminating duplicative support operations.  Results clearly indicate that ICASS promotes efforts to improve quality of life and work at post, an important priority for  survey respondents.  There was general agreement that post ICASS Councils have been given the right amount of authority.  When asked if ICASS rewards good management, responses were on the positive side, yet surprisingly, respondents did not rate this as very  important.  Other responses indicated that customer agencies feel that using ICASS as a system to achieve organizational objectives is less important to them than do State employees.  In this sense, the State Department found ICASS to be more important to its institutional goals.

Several themes emerged from the data.  The ISC is on track but needs to work on continuous improvement.  It should continue its high level of commitment to training, looking specifically at ways to improve service quality, cost-effectiveness, and ICASS council member participation.  ICASS as a management vehicle should continue to focus on providing quality services that impact the quality of life and work at overseas posts.  There should be a continued focus on forward planning to make this possible.  Mr. Bush went on to say that in his view, the survey has identified the need to reduce duplication in order to reduce costs to the USG as a whole.

Assistant Secretary Eaton remarked that the presentation helped crystallize many of the issues associated with ICASS.  Carlos Poza asked if an independent management assessment of the program is planned for the future.  Mr. Bush replied that there is not, but this could certainly be considered by the IEB if necessary.    Bill Tusaie commented that his agency (FAA) has conducted a number of surveys which are followed up through selected respondent interviews, revealing that often the responses were meant to indicate something entirely different from what you might have first thought.  Mr. Bush pointed out that the ICASS surveys yielded a very high number of written comments that helped to focus interpretation of the results and guard against such errors.

 Mr. Eaton stated he would “like to see the IWG take a closer look at what the survey tells us” and come up with an action plan for specific issues if necessary.    Mr. Bush indicated that any follow up should include a cross section of responding groups, as any one group alone would carry its own perspective into the review.   Mr. Marshall expressed his appreciation of the information conveyed, and indicated he an interest in more such feedback and analysis in the future. 

6. Concluding Remarks:
Mr. Eaton thanked everyone for their participation and noted that it was most unfortunate that this meeting had not been held at USDA as had been originally planned, due to difficulty in booking a suitable conference room.  He proposed that the next meeting be held in mid to late November, and directed the ISC to propose a specific date for the next meeting by late September or early October. Mr. Sebranek indicated that USDA would be happy to host, if a suitable room can be scheduled.

The meeting was adjourned at 3:37 P.M.
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