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ACTI ON MEMORANDUM FOR THE ADM NI STRATOR

FROM AA/'M Larry E. Byrne
SUBJECT: M ssion Close Qut Procedures

PROBLEM To approve an Agency coordinator for closing 21 USAI D
field m ssions pursuant to your reconmendati on approved by
Secretary of State Christopher.

BACKGROUND:  Exi sting Agency policy on closing field mssions is
contained in HB 23 Chapter 13, effective April 4, 1989. It is
generally agreed that it is not adequate. Thus, it has been
revi sed, but has not been distributed for clearance. The
revision is helpful in many respects, especially with regard to
managenent related actions. Oher parts of the revision wll be
contentious. In any case, it never envisioned dealing, nore or

| ess sinultaneously, with the nmultiple close outs pl anned.

In preparing this menmorandum we have reviewed HB 23, the
revision to HB 23, requested copies of plans and docunentation
related to recent close out experiences (e.g., Pakistan/

Af ghani st an, Sudan, Tanzani a and Caneroon), have contacted

i ndi vidual s involved in those experiences, held neetings with an
ad hoc group of experts fromoffices nost directly concerned with
cl ose out matters (FM OP, AS, OWs, PPE, MCS, CDIE and PPC) and
attended neetings preparatory to your announcenent of the

cl osi ngs on Novenber 19, 1993.

DI SCUSSION:  In considering howto proceed with nultiple m ssion
cl osings, we quickly cane to several conclusions:
. First, there are already too many organi zational units
and/ or people involved, or trying to get involved, each
with a different agenda. Mst are well intentioned,

but the efforts are disparate and reflect no overal
di rection or oversight;

. second, it is inportant to establish a structure
qui ckly, especially with respect to | eadership and a
central organization unit, to offset the foregoing,
avoi d managenent confusi on and not | ose opportunities
to make the best possible use of financial, physical



and human resources; and

. third, the arrangenents and procedures deci ded on need
to be pronulgated to Agency personnel as soon as
possi bl e.

Thus, the discussion which follows addresses organization
structure, a sequence of actions necessary to inplenent close
outs, guidelines, or checklists, for certain nmanagenent
activities and di ssem nation of decisions and recomends that an
Agency coordi nator be designated. The initial task of the
coordinator will be to devel op and approve a process and
procedures for m ssion close outs.

| nsof ar as organi zation is concerned, Agency policy and
experience is attuned to one or, perhaps, a couple of close outs
occuring concurrently - but, not 21, even over a three year
timeframe. The size and conplexity of this task suggests speci al
arrangenments. In addition, the close out of a nunber of
managenent operations requires sone decisions and/or
responsibilities to be referred to USAID/ Woffices, e.g., FM
ovs, OP, IRM and HRDM  \Whi | e geographic bureaus will be
responsi ble for mssion close outs in their regions, oversight
and supervision will be required to assure coordination,

consi stency and identification of trade offs. And, finally,
actions required of PPC, the geographic and central bureaus and
t he Managenent Bureau are interrelated and overlap. Only if a
designated coordinator is in overall charge, wth a supporting
staff, wll it be possible to consider differences and make

deci sions wi thout incurring unacceptabl e del ays.

Pol i cy/ program cl ose out and managenent operations close out are
interrel ated and cannot be easily separated. Decisions on

pol i cy/ programissues, for exanple, can be expected to drive what
and when one does with contract and procurenent transactions,

di sposition of assets, adm nistrative support, etc. A sequence
of events, therefore, nmust take place to start a phase out
process.

. A decision on the nature of the operation. For
exanpl e, an absolute close out of program and presence,
a phase down of program or presence or both, a close
out of presence but maintenance of program or part
t hereof, to be managed by USAID/W regionally or
ot herw se, etc.

. Establi shnent of a tinmefrane and preparation of a
pol i cy/ program pl an, including an anal ysis of each
program activity, schedule of actions and financi al
requi renents. The plan is approved.

. Based on the approved policy/program plan, preparation
of an operations plan (mainly managenent rel ated),
including, inter alia, personnel actions, financial



managenent, supply and procurenent, USAID titled
personal property, enployee personal property, real
property, records, participant training activities and
financial requirenments. The plan is approved.

While the bulk of the work is in the inplenentation of the
operations plan and in the domain of the M Bureau, the plan
itself is dependent on policy decisions in the domain of others.
Mor eover, the geographic and central bureaus have an interest and
role in all three phases.

Since only the field m ssions have the detailed know edge to
prepare policy/program and operation plans, they should be
expected to do so with USAI DY W bei ng prepared to provide TDY
assistance if required. Both the policy/programplan and
operation plan should be approved by USAI D/ W

Unl ess there happens to be soneone on its staff, nost m ssions
have little or no experience with close out procedures and Agency

gui dance is outdated as well as of questionable adequacy. It is
general |y thought, noreover, that guidance should not be of a
"show and tell" variety or so detailed as to elimnate

flexibility. Every field mssion situation is different and a
uni form approach i nposed by USAI D/ Wdoes not seemrealistic,
useful or efficient. |In connection with the revision to

HB 23 Chapter 13, checklists have been prepared for nost
managenent activities. They are checklists in that they identify
t hi ngs whi ch nust be taken into account in closing down an
operation. They have been vetted by appropriate personnel and can
be forwarded to m ssions w thout delay.

Because of the inportance of successful inplenentation of the
cl ose out activity to the future of the Agency and its
significance to a broad range of people and prograns, it is

i nportant that the decisions on arrangenents for process and
procedures be dissem nated to Agency personnel as soon as they
are made.

| f you approve the recommendation to designate an Agency
coordi nator for mssion close outs, the follow ng additional
recommendations will be presented to the Coordi nator for
approval :

. A Seni or Foreign Service Oficer and office (existing
or ad hoc for this purpose) will be assigned
responsibility/authority for day to day operations,

i ncludi ng coordi nati on of actions taken by USAID W
organi zati ons, being a point of contact in Washi ngton
and repository of information, nonitoring the overal
effort and arranging for TDY experts to assi st

m ssions as required.

. Pursuant to USAID/Winstructions, policy/ program
pl ans and operation plans will be prepared by field



m ssi ons and approved by USAID/W

. Pol i cy/ program pl ans and operation plans wll be
approved/ di sapproved at neetings convened and chaired
by the Coordinator. The neetings wll include
representatives fromPPC, the appropriate geographic
bureau, central bureaus and specialized offices of the
M Bureau. W anticipate that nost issues will be
resolved at this level. However, if there are issues
that need the Admnistrator's attention, the
Coordinator will provide themto him

. That PPC, in colloboration with the geographic and
central bureaus, prepare a telegran(s) to each field
m ssion to be closed down. The tel egranm(s) shoul d
explain the nature of the operation, provide a
ti meframe, describe the contents of a policy/program
plan and instruct the mssions to prepare a plan to be
submtted to USAID)Ww thin approximately one nonth of
recei pt of the tel egram

. Provide to field m ssions, as soon as possible, close
out checklists covering personnel, financial
managenent, supply and procurenent, personal property,
records and partici pant training.

RECOMVENDATI ON:  That you approve the foll ow ng recommendati on:

The AA/Mis designated as the Agency Coordi nator for
m ssi on cl ose outs.

Appr oved: \ s\
Di sapproved:

Dat e: 12-7-93

| f you approve the field m ssion close out recommendati on, an
announcenent and Ceneral Notice will be prepared to inform Agency
per sonnel of your deci sion.

Cl ear ances:

AA/ M LKByr ne: Dat e:
ES: AWI | i ans: Dat e:
D/ PPC: TBr own: Dat e:

DA/ Al D: CLancast er: Dat e:



December 7, 1993
VEMORANDUM

TO AA/'M Larry E. Byrne
Coordi nator For M ssion C ose Quts

FROM M MCS, John W Koehring
SUBJECT: M ssion Close Qut Procedures

PROBLEM To approve recomendations on initial steps required to
commence inpl enmentation of the decision to close out 21 field
m ssi ons.

BACKGROUND AND DI SCUSSI ON: Foll owi ng the Administrator's

desi gnation of you as the Agency's Coordinator for m ssion close
outs, several initial decisions are required to comrence

devel opnent of the process and procedures which will be necessary
to i nplenent the cl ose out operation.

These include organi zation and structure, the sequence of events
driven by policy/program plans and operation plans and initial
checklists for the close out of certain managenment activities.
Since they are discussed in detail in the background and

di scussi on sections of the ACTI ON MEMORANDUM FOR THE

ADM NI STRATOR (attached hereto), they are not repeated here.

RECOMVENDATI ON: That you approve the foll ow ng recommendati ons
on field mssion close out process and procedures:

1. A Senior Foreign Service Oficer and office (existing or
ad hoc for this purpose) will be assigned responsibility/
authority for day to day operations, including coordination
of actions taken by USAI D/ W organi zati ons, being a point of
contact in Washington and repository of information,
monitoring the overall effort and arranging for TDY experts
to assist m ssions as required.

Appr oved: /sl
Di sappr oved:
Dat e: 12-7-93

2. Pursuant to USAID/Winstructions, policy/program plans and
operation plans will be prepared by field m ssions and
approved by USAI D)W

Appr oved: /sl

Di sappr oved:



Dat e: 12-7-93

3. Pol i cy/ program pl ans and operation plans wll be approved/
di sapproved at neetings convened and chaired by the
Coordi nator. The neetings will include representatives from

PPC, the appropriate geographic bureau, central bureaus and
speci alized offices of the MBureau. W anticipate that
nost issues will be resolved at this level. However, if
there are issues that need the Adm nistrator's attention,

t he Coordinator will provide themto him

Appr oved: /sl
Di sapproved:
Dat e: 12-7-93

4. That PPC, in colloboration with the geographic and central
bureaus, prepare a telegranm(s) to each field mssion to be
cl osed down. The tel egran(s) should explain the nature of
the operation, provide a tinmefrane, describe the contents of
a policy/programplan and instruct the mssions to prepare a
plan to be submtted to USAID)Ww thin approxi mately one
mont h of receipt of the tel egram

Appr oved: /sl
Di sapproved:
Dat e: 12-7-93

5. Provide to field m ssions, as soon as possible, close out
checklists covering personnel, financial managenent, supply
and procurenent, personal property, records and partici pant
traini ng.

Appr oved: /sl
Di sapproved:

Dat e: 12-7-93
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