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SUBJECT: ICASS IEB OFFSITE SUMMARY

1.  SUMMARY: The ICASS Interagency Executive Board (IEB)

held its first-ever offsite April 7-8, 2004, to review the

current health of the ICASS system and reevaluate the

IEB's roles and responsibilities.  The Board renewed its

commitment to being an active partner in shared

administrative services overseas.  Its members agreed to

(1) encourage the creation of metrics to measure customer

satisfaction as well as cost; (2) support increased

standardization of both input and delivery of services,

(3) encourage regionalization, outsourcing and staffing

efficiencies as potential cost savings measures, along

with the increased use of technology and (4) seek to

reduce the time commitments of overseas customers and

service providers, while ensuring those groups retain

appropriate levels of involvement in the system.  The

Board agreed to meet four times per year to more

effectively participate in the strategic planning of ICASS

and increase communication with the field.  END SUMMARY.

2.  The IEB met from April 7-8 to conduct its first

thorough "top-down" review of the ICASS system since its

inception in 1996.  In recognition of the fact that ICASS

is a $1 billion operation, and in light of

affordability/cost containment concerns, the Board wanted

to ensure that it was optimizing its impact within ICASS,

and provide guidance, as required.

3.  GAO representatives attended part of the meeting and

provided an informal readout of their recently concluded

worldwide review of ICASS operations.  GAO concluded that

ICASS is generally providing good services overseas, and

encouraged an expansion of the training program.  They

noted that ICASS has not obtained the economies-of-scale

that were initially envisioned, and urged that duplication

of administrative services overseas be eliminated where

there is no compelling business case for dual services.

They also expressed concern that system-wide metrics are

not in place to measure customer satisfaction and costs.

They called for the IEB to approve a strategic plan for

ICASS, and for ICASS to provide input to the requirements

planning process for new embassy construction projects as

one means of streamlining operations.  GAO's final report

is expected to be issued in June.

4.  IEB members noted that the lack of metrics makes it

difficult to determine how cost effective ICASS is in

reaching its primary mission: delivering quality services

at a reasonable price.  All agreed that a system for

measuring service quality, as well as price, needs to be

put into place - especially since there is no likelihood

of a significant Alternative Service Provider emerging.

The IEB debated the merits of reducing price through

standardizing demand and services, versus maintaining

choice and flexibility.

5.  The IEB determined that its role is primarily to be a

Customer Board rather than primarily a Governance Board,

as described below.   (Customer Boards focus on providing

feedback to the Service Provider, whereas Governance

Boards perform close monitoring and control of

operations).   Likewise, ICASS Councils overseas should

similarly focus primarily on providing customer feedback

to the Service Provider, including setting priorities

through approval of meaningful Service Standards and

budget.

6.  The following issues were identified as appropriate

for consideration of the IEB in Washington and ICASS

Councils overseas: (1) setting long-term strategic

planning guidance and investment goals for ICASS, (2)

prioritizing among competing demands, (3) monitoring

performance metrics, (4) championing and funding a quality

improvement approach to support services, (5) pushing for

change in key areas, both in their respective agencies and

system-wide and (6) identifying potential strategic

partners.  The IEB also stressed the need for Customers

and Service Providers to standardize both the demand for

and the delivery of services to the maximum extent

practicable, in order to effectively contain costs.

7.  As a result of the briefings and discussions

anticipated at its next meeting in June 2004 meeting, the

IEB plans to identify a few key icass services for more

in-depth analysis, including performance measurements and

potential standardization of processes/requirements.

Several IEB members expressed a desire to identify pilot

projects in which activity based costing can be utilized

to evaluate the true costs of performing services.

8.  The IEB looks forward to sharing further information

as it develops.

9.   MINIMIZE CONSIDERED.
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