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F O R E W O R D  

.mm out the I~ghts when you lecMc !" The words echo m my em I heard it often I was to 
the last USDH at post when USAID'S Reg;lonal Development Office m the South Panfic 

closed When I got on that pIane to leave, RDOfSP would become a memory 

But, what about h s  closure? What IS it, exactly' T c m t m g  projects and agreements wth 
governments? Temnahng leases, contacts, and agreements' Releastng everyone on your 
staff, Sellmg all the fumtun and equipment? Completing report aftM report? R e d e b g  
'development impact" m EERs? It IS all of these thmgs, and more Much more 

CIosmg a rmsslon is an mnnous Eask. Even though RDO/SP was a relaovely small rmssron- 
only five USDH m FIJI and one m Papua New Glunea, remember that RDO/SP was a regronul 
mrsslon, covenng ten countries-populated by over five W o n  people-spread out over an 
area larger than the U S The msslon-mcIudmg USDH, US-PSCs, FSNs, TCNs, and 
contractodgrantees-totalled over fifty people How does one-m roughly sur months- 'turn 
off" a rmssion whose portfoho is just htbng ~ts stride and begmrung to yeld tang~ble 
developmentd Impact (after a conscious dec~s~on to bulid up USAID'S presence m the reglon 
Iess than three yean arber)9 Answer very carefulty and W I I ~  a lor offinesse and hord w r k  

Of pnmary importance was keeping our dplornabc relatrons on an even keel Ours was 
cons~dered a "friendly" closure (wth an OE cost of $1 2 mdhonlyear, we were considered an 
expensrve msslon to operate relawe to the size of our development assistance program) 
And, as most of the countries m the South Pac~fic cons~der USAID to be the U S 
Government, concern was expressed--publicly and privately-that the U S Government was 
turnrng I& back on the region These sentiments could not be Ignored In keeplng wth "the 
Paclfic Way* u$ met with governments face-to-face to explan the reasons khrnd the closure 
decision and to underscore how difficult a decls~on ~t was for the Admmismon to make We 
also explaned how the close-out would affect their pamcular country Fortunately, m most 
cases, the closure decis~on did not radically affect ongolng assistance It d~d, however, affect 
future planned assistance 

W e  alx, had to ensure close out was done 'by the bookm--programmahcaIly and 
admmlstratwely ' h s  was comphcated by the fact that the office resources (office space, 
staff, computers, etc ) were d~sappeanng d l  the while we were trying to complete the 
numerous required tasks Finally, we had to manage the human resources wthn the msslon 
Keeping staff focused on the tasks at hand and not l emg the negahve morale affect the work 
schedule was an mcredible challenge To puI1 it off, we counted on the contnbuhon of every 
member of the t a m  I'm happy to say that, when push came to shove, I was not let down 

Dld we succeed? Only nme WLU tell Nevertheless, I beheve we gave it our best shot and I 
salute every member of the RDO/SP team who made it happen 

The close-out is now complete if there were any hghts left, they'd be out Importantly, 
because of the w0y that we closed, we reman welcome m the region, mssion or no rmssion 
For that, I am most proud D L 9/9/94 
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I. Introduction 

A. Overview 

'Ihs report summanzes the close-out of USAID'S Regional Development OffidSouth Paafic 
(RDOISP), wth ~ t s  mam offices located m Suva, Fiji, and ~ t s  branch office m Port Moresby, 
Papua New Gumea (PNG) Because of sheer number of detads, the report is &wded rnto two 
volumes Volume One summanzes the Pmgmmmcrtre Close-Ouf, 1 e , the 
terrmna~on/transfer of projcctdnon-projects rn RDOfSP's portfoho, the Admrnistmhve Close- 
Out, 1 e , the physical closure of the Suva and Port Moresby offices, and a sechon on Lessons 
Learned Volume TWQ addresses the programmahc close-out in greater project-by-project 
dea l  

RDOISP would like to recogrue the tremendous contnbuhons made by the enare staff of 
RDOISP and RDOISPIPNG (Attachment l), wthout whose dedlcauon and professionahsm we 
would not have been able to successfully execute our Close-Out We also achowledge the 
conmbu~ons made by USAIDIPhlippines (Program, Project Development, HealW 
PopulahonfNutnmn, Agriculture and Natural Resources, Contracbng, Fmanclal 
Management), USAIDIlndonesra (Legal Adwsor), RIG/Singapore, and USAIDN staff who 
helped "operanonalrzt" our Close-Out Plan to ensure that thss most difficult of mandates was 
cam& out--on schedule, In accordance wth USAID regulahons, and under-budget 

B. Programmat~c Close-Out 

The programmahc close+ut was executed as planned and as approved The Market Access 
and Reg~onal Competltlveness (MARC) and the Malana Immunology and Vaccine Freld Tnals 
(MI&VFT) Projects d l  be officially terminated at the end of September 1994, although they 
were funchondly terrnrnated as of early September In add~hon, transfer of the South Paclfic 
Flshenes Treaty Program II (FTP IT) was made to the State Department m June 1994 
followng the mld-June drsbursement of the FY 94 tranche ($14 milhon) to the Forum 
Flshenes Agency The State Department, m turn, has transferred responabhty for FTf I1 to 
the U S Embassy located m Port Moresby, Papua New Guinea 

Responabdity for the remanmg prqects in RDO/SP's portfolio-whlch wen allowed to 
proceed rnto FY 95 to achleve rnlnlrnum 'useful uillts of asnstance"-was transferred to 
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O S ~ ~ ~ p p m s  on July 1,1994 When requued, obllgatlon and cornmtment documma 
were *repared pnor to aansfer by June 30, 1994, 100% of RDO/SP's approumtely $16 
d o n  m program funds were obhgated andor ambng contrachng officer actron to commt 
the funds 

Pnor to formal transfer of the projects, U S A I D / P h  sent two teams to the South Pacdic 
to asstst wlth p h m g  for the closeout. In January 1994 a four person team (Program 
Officer, EXO, Regional Contractmg Officer, and ContrOIler) assstcd wth the plannlng for the 
admuustratlve and prograrnmc dosoout Dumg May/Junc 1994, USAID/PMpplnes 
project and contractmg officers mted UK South Paafic reglon on TDY to farmlranre 
themselves wtb the projects, meet prqect counterparts, USAID staff, and project advisors, 
and d e t e m e  necessary contracting actions to effect closeat decisons. The 
USAID/Indonesla Reglonal Lgal Adnsor also traveled to SUM to provlde legal asastam on 
agreements and PP supplements, overlappmg wth the second USAID/PMppmes team The 
TDYs were extremely rmportant elements of the transfer of oversight responsrb&ties to 
USAID/Phd~ppmes Tbe w ~ u  also created a sense of ownershrp between the new project 
officers and the projsts for whlch they would be assumng responsibhty Because of h s ,  we 
have the confidence that those elements of RDOfSP's portfoho that are consrdered most 
cntlcal to acheve development Impact wrll be brought to a successful conclusron 

To fac&tate USAIDIPh~ppmes's ab~lity to oversee the remander of USAID's South Pacific 
portfoho after RDOlSP's Suva and Port Moresby offices were closed, one FSN ponhon- 
called the 'US 4ID Llason Advisora-(filled by Clara Lobendahn), is being retuned for a one- 
year pend afer the rmsslon's closure The USAID Lason Advisor has been located m the 
U S Ernbass] m Suva and reports to the U S Embassy Pohtlcal Officer (who has been glven 
the general resp~ib~.Iity for oveMung USAID affairs after the mruion closes) The tams 
of reference, hiemorandurn of Understanding between USAID/RDO/SP and the U S 
Ernbassy/Su\ a, and descnptlon of func~onal roles and responslbill~es arc contluned m 
Attachment 2 of this report (Volume One) Commun~cauons should be pnmanly through e- 
mad usrng the AIDNETIDOSNET e-ma11 Interface However, as this hnkage has proven to 
be unreliable (mostly due to technical dlfficulhes m Washmgton), cables, phone, fax, pouch, 
and couner semces wll be used as well 

In addloon to the USAID Lason Adasor, two Thud Country Natlonal (TCN) project 
advlson wdl r emn  m Suva for approximately m e  months after RDOISP closes to oversee 
project implementabon Dr Andrew McGregor for the Commercial Agricultural Development 
(CAD) Project, and Mr Ehsala Pita for the Pacrfic Islands Manne Resources (PIMAR) 
Project. Thcx two adasors d be housed m a project-funded project office located adjacent 
to the U S Embassy They urlll work wlth the USAID Lmson Advlsor to wmmumcatc wth 
the cogwant project officers m Manrla 
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The admstrahve close-out was executed as planned and approved It turned out to be a 
massive exerase for our small, but excellent, adrmrustrabve office, and were it not for thev 
suswed effort, we would not have been able to execute the close+ut as successhrlly as we 
had 

The "Close-Out Checfists" prowded by USAIDIW m January 1994 served as a useful 
foundahon to work from However, as they were only checkhsts, they concentrated on 
"what' had to be done, rather than W w  ' For that, we d a d  heady upon the experhsc of 
our US-PSC and FSN staff It should be noted, too, that many of the tasks and procedures 
hlghhghted ut the Closc-Out Checklists wen, m fact, what should be considered a mmon's 
standard operahng procedures Consequently, only a few adjustments had to be made to adapt 
our operabons to the exlgencles of the close+ut 

RDO/SP's 'EXO" functlon has tradibonally been filled by a US-PSC admstrabve advtsor 
(Kathryn Hawley) supe~sed by RDOISP's Controller The adrnuustrahve advlsor was able 
to oversee the e n m  administrabvc closeat However, to ensure that notlung was 
overlooked-in addihon to helping manage the mulhtude of last-minute acnons-we obmed 
the servlces of a USAIDIW-based executrve officer (Nancy Hoffman, MfAS/OMS), dunng 
two TDYs first UI MayiJune 1994 as the physlcal close-out was developing momentum, and 
second m late-July to early-September as the physical closeaut was drawrng to an end 

1. Personnel 

A schedule to relrcase staff was developed by nussion management m consultabon wth 
divlsion chiefs The personnel phasedown schedule ensured a bmely drawdown of staff yet 
also met the needs of the vanous d~vislons to allow for an orderly transmon of acavlbes from 
RDOiSP to USAIDfPhilippines 

The staff were formally advlsed of theu respecme terminabon dates by letter m late March, 
immediately after we received formal advice that RDOiSP's Close-Out Plan was approved by 
USAIDiW ( A N M  Larry Byme) As there was a four-month gap between the bme the closure 
was announced and RDO/SP's Close-Out plan was formally approved, we had already put m 
place systems to provide career counseling and guidance to staff (vlz resume wnMg 
workshops, mtemewg slalls development and counsellmg, etc ) Although it was offered, 
no FSN employees elected to have then resumb circulated to other ad and d~plomabc 
misslons m a general duectory of avdable staff, rather they decided to seek employment on 
theu own after thelr resum& were "upgraded " 

Once the personnel phasedown schedule was developed, the USDH staff werc able to estlmatc 
when they could schedule thar own transfers Fortunately, our USDH staff was relahvely 

RDO/SP Close-Ou Swnmarg Repon - Volume One 



,mall (five USDH in Suva, one in PNG), so scheduling transfers was not pamcularly &fficult 
once prowaonal departure dam were de t emed  

Because of the nature of the clomut operahon, those workmg m the admmstrahve -on 
had to be kept longer, while those m the techrucal divisions (e g , Business Development and 
Enwonment, Agncultun, and HeaIth) muId be released earher The number of d e p m g  
staff mc& once formal transfer of acbvlbts to USAID/Pluhppines was effected In the 
end, the USDH phase-out was camed out as follows 

Dffictr 
Agricultural DeveIopmtnt Offiar 

DamXLDa 
May 1994 

Assistant DrrectorlPNG June 1994 
Program Officer July 1994 
Health, Populahon, and Nutnhon Officer August 1994 
Con trolIer/EXO August 1994 
TDY EX0 September 1994 
Acmg Regional Dlrector September 1994 

The reassignment of USDH staff was not wthout its dlfficulhes, however, as the Human 
Resources office m USAID/W also had to simultaneously cope wth USAID's general 
reorganuahon In the end, however, the transfers did occur, and, at last check, everyone was 
accounted for 

2 Fmanc~al Management 

USAlD/Phhppings was designated by the DAAfANUASIA to be the office responsible for 
RDOiSP's "residual acnons" after RDO/SP closed Thus, in coordlnahon wth 
USAIDiPhhppines, an orderly schedule to transfer the accountmg functlon to W a  was 
developed On Apnl 1, MACS was transferred The RDO/SP Chef Accountant traveled to 
Manlla wth the MACS tapes and worked with USAID/Phrlippmes Controller Office staff to 
ensure that the system was successfully transferred from its WangNS platform to 
USAIDiPhllippmes's SUN/UNrX platform The transfer was completed successfully m early 
April 

On July 1, the remsunder of the accounting funchon was transferred to Mads We were able 
to schedule the USAIDiPhihppmes Controller to route herself through Suva on her return 
from home leave to resolve any outstanding questtons~issues Also, she was able to rtturn to 
Manila handcarrylng the payment Nes By transfemng the payment files m h s  fashon, we 
were able to ensure proper secunty of these files Add~bonally, the vouchers could be 
processed m a bmely fashion once rece~ved m Manila 



pegardmg audits, two aud~ts (and one mvesbgaoon) took place d m g  the closeout pen&. 
me first audrt-actually conducted pnor to the closure announcement-idenbficd m o r  
problems under our Regional F d y  Planmg Fqec t  (RDO/SP has been worhng wth the 
implementing agency to resolve the problem). The second audlt-conductcd m MayfJune 
1W4-was of the Malana Immunology and Vacme F~eld TnaIs Prqect m Papua New G m a .  
As of thls wntmg, no draft report has beem lssued Although the prqect files wen mtdy to 
have been sent to US AIDN for disposlbon, they now arc bung sent to USAID/phd~pp~nes in 
case any aud~t findmgs r e q w g  follow-up are idmt~fied. The IG mveshganon referred to 
above concerns a parhcular suppha under our (now t c m t e d )  Commodity Import Program, 
and 1s part of a larger ~nveshgatlon Although RIGNSlngapore has advised us that it no 
longer needs access to thc CIP's files for its urveshgabon, there are two other mmor 
outstandmg ~ssues that may not be nsolved by the bme RDO/SP closes (our contact m 
USAIDiW has been GC), consequently, the file for the CIP have been forwarded to 
USAIDNV m casc any follow-up is requ~red 

Regarding the other areas identxfied m the Close-Out Checkhst (e g , Plpehne Remews, 
Property, Reporang, Trust Funds, opxahng Expenses, Advances, Accounts Receivable, 
Cashler Operations, Voucher Praxs~ng  and Prompt Pay, Loan Accounbng, Payroll, FICA, 
and Federal Lncome Taxes, Local Currency Management, MACS and Accounhng Records 
(discussed atme), and Miscellaneous), they are either covered as RDOISP's standard 
operatmg procedures (and hence, have been addressed), or art not applicable, for instance, m 
the case of trust funds 

3 Procurement and Supply 

Agan, the Items idenhfied m the Close-Out ChecWlst were useful rermnders of what to do, 
but they also reqrated what was RDOfSP's standard operatmg procedures 

When RDOlSP s closure was announced, there were two small OE EXP and one OE NXP 
shlpment en route Other EXP and NXP orders were m process, but we were able to cancel 
them before the items were shpped 

The OE EXP order was received and stored wth the other EXP In RDOlSP's warehouse The 
NXP shipment-a SUNIUMX computer platform and peripheral equipment for our MACS 
files-was shipped back to USAID/W per IRM's lnstrucbons IRM wdl be responsible for 
sending this equipment onward to another post 

4. Personal Property 

In accordance wth disposal procedures, the avalability of expendable (EXP) and non- 
expendable (NXP) property was announced m a world-wde cable m early February 1994 
Requests for specific Items m the NXP lishng came in from USAID missions m India and 
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~ b o c i n .  USAID msuons for the West W G a z a ,  Sn Lanka, and Cmbod~a also 
expressed tentahve mterest m some or all of the representahonal ~Wglasswardflatwan 
USAID/Cambodla later wlthdrew ~ t s  request, and because USAIDfSn Lanka only wanted 
certaur preces of it, we ulhmately hpped ~t all to the West BankIGaza program m the HHE of 
one USDH employee bung rtasslgned then. 

The majonty of the EXP was shtpped to USAID/Cambda For a vanety of reasons, 
mcludmg the Wrehhood that the USG would d y  obtam & frachon of the procurement cat for 
the EXP, the fact that USAID/Cambodla was an cxpandmg rmsslon, and the possibhty of 
duppmg ~tems under the HHE allowance of a tandem couple bang rrasslgned there, pachng 
and *pptng the rcmamng EXP to Cambodta appeand to be a costcffecbve soluhon llus 
atso ensured that the supphcs were mt to a place that could use them 

RDO/SP9s computers (PCs, LAN server, prmtcn, etc ) werc sent to USAID/Ph~hppmes In 
addihon, some NXP (e g , beds, etc ) and EXP were aIso sent ul the contamer to "round out" 
the computer dpment 

Most of the remmmg Personal Property was disposed of ma sealed bid sales Excephons 
were when already-mstalled au condlhonen and alarm systems wen sold to landlords on a 
negottated sale basis (using Sealed-bid sale pnces as our guide) We deterrmned that talang 
such an approach would be more cost effective than removing the systems and returmng the 
houses to thcu onginal condinon Also, by using the negohated sale approach, we were able 
to keep the last USDHs m leased quarters untd theu departure, rather than putttng them up m 
hotels, yielding add~tlonal savings to the USG 

Disposal of secuny equlpment m the m n  office bullding took place followmg consultahon 
with IGfSEC For the most part, secunty fixtures (e g , building entry equlpment, glass 
booths, etc ) were abandoned jn S I ~ ,  after lock tumblers and cemn other secunty 
enhancements (e g , electronic loclang mechan~sms) were removed and destroyed As was the 
case above, ~t was ulhmately cheaper for the USG to abandon cemn equipment than to 
remove ~t and mum the building to 1t.s on@ condihon Hand-held secunty mhos were 
returned to IGISEC as it had requested 

Dlsposal of all personal property m Port Moresby was effected wth the assistance of 
RDO/SP9s admsmhve advtsor who traveled to Port Moresby on TDY to assist the RDOISP 
Assistant Director All personal property was drsposed of ma a sealed-bid sale The sale went 
very smoothly, although problems were encountered when chsposing of the offictal vehicle 
(purchased at the end of FY 93) Ulbmately, the first and second bldders dropped out, and the 
thud bid was considered tuo low to accept (approximately $3,800 for a car we had p d  
$24,000) We larer held another sealed bid sale and disposed of the vehicle for approxlmatcly 
$9,300 
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Briefly, RDO/SP9s personal property was Qsposed of as follows 

~ransfened to U S r n / P M p p m e ~  ($347,466) computers, transformers, furmtun, 
USAIDNashmgton ($77,686) SUNUMX system; 
USATD1CamW (S 15,658). EXP, generator, transformers, 
USAIDhdla ($6,293) apphanas; 
USAIDIWest B a n w W  ($3,500 (est.)) representahonal chma, 
USAIDNordan ($700 (est ))* hture; 
IGf SEC ($3,932): secunty cqwpment; and 
AmEmbassylSwa (includmg Peace Corps) ($25,449)- fumturt 

In addihon, $191,528 was received from sealed bid sales. These funds were returned to the 
U S Trmsury 

5. Real Property 

The task of wlthdrawmg from Suva and  PO^ Moresby was relahvely easy as USAID owned 
no real property Lcssors of offices and resldenhal propemcs m Suva and Port Moresby were 
nobfied by lener a s  soon as we knew that the mus~on's closure was official, once we had dates 
for when specific propemes would become vacant, we negohated the terms of lease 
acquittance As alluded to before, there were Instances where negouatlng sale of a hmted 
amount of NXP (e g , one bed, one refrigerator, one washeddryer, sur condltloners, etc ) was 
more expedient and ~st-effechve than removing the items and renovatmg the propemes to 
thelr pre-lease condition Uslng the negohated sale route, we were also able to keep two 
houses Inhabitable by the remaning USDH employees (Achng Regional Dlrector and TDY 
EXO), thus avqdlng the need to put them up m a hotel 

As part of the USAID/W9s approval of the RDOfSP's Close-Out Plan, two TCN employees 
would be r e a n d  after RDO/SP1s closure to oversee residual c losea t  achons As lt would 
be difficult to manage property leases m Suva from Manila, the deciston was made to have the 
occupants lease their quarters in thelr own name Arrangements were made whereby advances 
to the TCNs could be made to landlords for advance lease payments (In actual fact, only one 
TCN elected to pursue thls, the other decided to move Into the house that he had been bulldlng 
m Suva ) 

6. Records Management 

This was, perhaps, the most drfficult--and fiustratmg-part of the close-out Not only &d it 
expose shortconungs in our records management func~on, but, frankly speahg, wasn't 
tembly excltmg (thus rnakmg ~t difficult for project officers and advlsors to focus on the tasks 
at hand) Also, it hlghllghted the fact that there 1s a slgnlficant d~fference between an 
operating C&R, and one that IS being packed up for down-hne use (e g , by the new 
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r~sm/Phhppmes  project officcn) or ulhrnatc retenbon, mrdmg,  and &sposal Put 
another way, the files that one refers to on a M y  basis mght be less than a dozen, whereas, 
when contemplating transfer and dtsposal, one must address the full spectrum of files When 
we did so, we idenbfied some documents that had ken  systemabcally ms-filed for years. 
Thus, we had to fist put the files m order as best we could, then &sposc of them m 
accordance wlth M/ASnSS/RM*s mstruchm. 

On that =re, it u Important to note that the maon had attempted to gd some defimbve 
guidance from MIAS/ISSIRM rcgardurg maxds Wsal e.g , How far back should we go? 
Do we want to hmt what we send back m order to keep hpment costs to a nununurn? etc. 
After not heanng from M/AS/ISS/RM, we dccldcd to do what made the most sense, 1.e , keep 
thmgs to a muurnurn and destroy cverythg else. To ow surpnsc, when M/AS/ISS/RM 
ulhmately did respond, they advlsed us to rttarn more vs less mowing that m most mstances, 
the copies m our files were not the onglnals nor were they considered part of the "core" files) 
For those project files that r e d ,  we followed MIASASSRM's gu~dance, but obv~ously, 
there was httle we could do for the files we had already culled (We had to take 
M/AS/ISS/Rhi's advlce wth a gmn of salt anyway, as la theu message re what we needed to 
keep, they also offered to hold a C&R tmnmg course for us, to be held the month we closed 
our doors') 

A lirmted number of RDO/SP's acuvibes wll be allowed to contlnue after our offices close to 
achleve "useful units of assistance" (to be managed by the USAIDIPhilippmes project officers, 
asusted by N O  Suva-based TCN project advisors) These "useful units of assistance" Include 
parhcipant tmrung FY 94 close~ut funds received were used to fully-fund those parhclpants 
already m tr;uAg (we rsognuc that thclr trasning programs should have k t n  fully funded 
before they staned m m g ,  but incremental funding of pamapant tmning is part of how 
RDO/SP did IS busmess due to the rncremental and fall-out nature of lts development 
assistance fundmg) 

After RDOiSP closes, the admin~strabve dea l s  related to pamcipant mmng wdl be handled 
by the U S EmbassyISuva-based USAID b s o n  Advisor She has been fully briefed by the 
former USPJD T m g  Advlsor and wll be able to call upon the former USAID T m m g  
Admsor m the event questtons anse 

In the event paruclpant trarnrng wsas are required, the signature of an Amencan is required on 
the vlsa apphcanon Unhl now, this has been the USAID admnisuahve advlsor (who was 
formerly the T m m g  Advtsor, she remned this task when she moved over to the 
Adrmntstrative nde), the alternate was the former Assistant Dlrector m PNG (who departed 
post m 1993) The U S ErnbassylSuva Pohbcal Officer, Ms Jane Wler Floyd, has agreed 
to take on *s signrng funchon as RDOJSP closes The alternate wlil be the U S 



~mba~sy/Suva Deputy Chef of Mssion, Mr Bruce Gray W I S P  advlstd USAID/W of 
h s  change via cable m md-August. 

8. Notes for Missions Without an Executive Officer 

The section m the Closc-Out Checkhst tnhtled 'Notes for Wssions Without an Executive 
Officer" was particularly useful Although we had comjment -dent-& amstance ensunng 
that the closeout p&ed according to schedule, it was useful to have both the check& 
and the TDY assistance of an EXO, to venfy that we had not overlaokcd any of the numerous 
close-out detah 

11. Lessons Learned 

A sigrufimt number of lessons were learned from thls close-out expenena Obviously, we 
are able to make the followmg observations with the benefit of 20120 hndsight, nevertheless, 
much can be learned by examnlng the process of this partxcular clost-out Then arc =era1 
caveats, however First, we must remember that RDO/SP is a regional rmsslon covermg ten 
countries spread out over a geographic area larger than the U S Second, RDO/SP's rtgron 
Included the junSdlctI0n of three separate U S embassies m the region (Suva for Fiji, Tuvalu, 
ICinbao, and Tonga, Port Moresby for Papua New Guinea, Solomon Islands, and Vanuatu, 
and Apia (and Hrelhgton, New Zealand) for Western Samoa, Cook Islands, and Niue) 
Th.ud, RDO/SP had a branch office located m Papua New Gulnea Together, these factors 
added special challenges to our clost-out that other close-out mssions are not hkely to 
encounter Fmally, there was a change m mlsslon management soon after the close-out 
decision was announced When the Reglonal Duector was forced Into rarement at the end of 
December 1993, one of the exlshng RDOiSP officers was called upon to oversee the close-out 
(rather than sendm a scmor officer for a rune-month pnod) Thus, cemn 
cornmentdobservatlons made herem are made wlth the best rnformatlon avalable or our best 
understanding of how events transpired 

Although the lessons learned are often mterrelatcd, ~t is easier to present them m sequenhal 
order Thus, thls 3eCtlon is &vlded tnto five WhOnS the pen& leading up to the closure 
announcement, the pend the close-out plan is bemg developed, the penod between the hme 
closure is announced and the Close-Out Plan is approved, the pen& implementmg the Close- 
Out Plan, and other The lessons learned are Intended for two pnmary audiences 
Washngton, and closlng rmssions To whom the advlce 1s directed rs self-explanatory 
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A. Penod L.eadmg Up to the Closure Announcement 

Washington should bring the misnon into the information loop bforg the closure is 
announced-quahty information trill increase the odds that quality dedsions will be made: 
Although now probably only an academc pomt, we would I.& to state for the record that the 
rnvolved rmsslon should have mput Into the closure decrsion, ~f for no other reason than to 
confirm assumpbons about a g~ven program The field msslon would have the most up* 
date howledge about all the detads of ~ t s  program, and haw, would be m the best posihon to 
adme on the pros, cons, and trrrung of ~ t s  possliblc closure In our case, the decrsron to close 
wthm less than one fiscal year was baxd on the (mcomwt) assumptron that our program 
could bt easlly 'turned off " In fact, we could, but tt wasn't easy (Ths was comphcated by 
the frequent change m desk officers-five m 1993, as a consequence, the bureau had hmted 
undentand~np of our program, how we obhgated funds, the number of contracts, the number 
of bdateral project agreements, etc ) But even though we were eventually able to explam m 
our Close-Out Plan all the demls of RDOfSP's portfoho-mcludmg how difficult it would be 
to close our eneve program quickly wthout ap-g puninve-by then, it was too late, and 
pohtrcally untenable, to reverse the close-out decision or prolong the close-out date 

Consultmg ~7th the mission beforehand would have h~ghllghted the difficulbes of wthdrawng 
asslstancc precip~tously, and, we belleve, would have resulted in a more rcalisbc bmetablc to 
phase down and close out our program It also would have allowed for mechanisms to be put 
m place to conunue a mcdest level of assistance to the region (Remember that RDOISP's 
closure 1s considered "fnendly" and the Admlnlstrator has commtted to conhnue some level 
of assistance to the Sputh Pacific through alternate channels (e g , PVOs/NGOs, regional 
projects, other regional rnlsslons, ctc ) after the miss~on closes ) 

Washington should allow a closlng miss~on to have its day in court: Although malang the 
close+ut deciuons unilaterally was cxpedlent, it denied the misslon ~ t s  day m court. In our 
case, the consensus is that, even if we disagreed wth the declslon, it would have been easier 
to cope wth had we the opportunity to welgh m before the decision was made, at least no one 
could argue that we didn't try In the end, the unilateral close-out decislon provoked anger 
and cynlasrn u~thm the miss~on and made the task of bmgmg the mssion from the "demal" 
to the "acceptance" stage that much more difficult 

Muion management should keep open channels of communicat~on w ~ t h  aU mission staff, 
even Lt there's nothrng to say: Close-outs arc unpleasant and likely to bmg out the worst m 
one's staff In order to keep the rumor mill in check and ~p~ulahon to a m i m u m ,  channels 
of cornmumcanon must be kept open There IS a fine hne between being circumspect and 
appeartng secrebve, and I d  and contract staff arc hkely to react negabvely to secret~vc 
behawor such as closeddoor, USDH-only staff meehngs morale will plummet from a 
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pcrce~~ed 'wdthey' relabonshp, rumors wdl fly, work will not get done, and the enm 
program WLU flounder Although there arc cemnly reasons for hamg restricted meetmgs, 
havlng them wthout any explanahon or follow-up generally rases eyebrows, pamcularly 
when clo-ut rumors arc nfe We found qular (weekly or sc~~~-wcckly) 'all bandsa 
m a g s  extremely useful-parbcularly as the detads of the close-out buxme known-m 
maxlmmg transparency and asunng that then was a med~um through whlch amems could 
be expressed Remember, the process of dehvermg the message can be just as important as 
the message(s) berng dchvercd 

B. Period C l d u t  Plan k B e i i  Developed 

Understand the nurgnitude ofthe task, pkan conservcrhvely, tznd get he& $needed 

When developrng the Close-Out Plan, rmss~ons should take stock of the range of actlons 
needed to claseout, evaluate the resources available to carry out all the actions, and 
scheduIe accordmgly: Although every mlssion closure is bund to have tts own 
charactenshcs, they share a number of thmgs in common, rncludrng 

projects and non-prqects must be brought to an orderly close and/or transferred to 
another mssion's care (this includes grant agreements wth governments and regional 
orgmzatlons, as well as arrangements for project-funded technical assstance, 
parmipants, and commodlhes), 
if appropnate, project officers and senior mission management must work wth 
government counterparts and other donors to pick up elements of USAID's closing 
program to mmtm conhnulty of assistance, 
project, aon-project, and programmahc Nes must be properly disposed of, 
arrangements must be made, and executed, for the transfer of the financial management 
and financ~al record-keeping func~on, 
all contractor employment, includrng FSN-DH (if any) must be terminated, 
all USDH staff must be reassigned, 
all real property must be 'disposed" of (1 e , l d  property returned to the landlord, 
owned property sold or otherwse disposed of), 
all permnal property must be disposed of through transfer to another USAID msslon, 
mter-agency sale, sealed-bld sale, grant-m-ad, etc , and 
all transacuons related to the close-out must be properly documented and accounted for 

Although the above IS just a parhal hst, one can see that the PrOgmtmIabC elements are only a 
small part of the overall close-out effort the bulk of the work IS on the admstrabve sde 
Keeplng tlus yr mnd, one must evaluate the admmistrabve resources avdable to carry out the 
close*ut before drawg up a final plan Do you have a large adrmnrstratlve staff that can 
manage mulhple property sales on the same day9 Do you have sufficient warehousing space 
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have a consohdated sale? What are the motor vehlcle needs? What resources are needed to 
pack out the HHE and UAB for USDH staff? 

T&ng the range of avdable resources mto consldemon, a W s b c  phasedown plan should 
be developed, workmg backwards from the desrrcd closure target date and bahcmg 
programmabc requmments wth adrmmstratlve htaQons Make s u e  to allow for some 
shppage, recogmng that it mght not be acceptable to have a closeout slip lnto the next fiscal 
year. Ln RDOISP's case, we had targeted the mddle of September as our planned closeout 
date Ulhrnatcly, we were able to close one week ahead of that schedule 

Missions should reorient their program towards achievement of a modest number of 
wuseful units of assistance." Washington should recog* that program resources may 
be required to ach~eve these useful units, and work with the rmssions to develop a 
realistic figure to work from: Once the deasion is made to close, a fau assumpbon IS that 
the programmatic objectives set forth m a mssion's stratepc plan have been overtaken by 
events But closure notwlthstandmg, it is probably not desirable to tcrrmnatc a rmssion's 
program outright, as thls mght result m " whltc elephants" whlch, m turn, m~ght 1nv1t.e further 
cnbclsm by USAID's detractors How do we dcclde what to keep and what to drop3 How do 
we evaluate h s ' '  

FAA Sec 617 (and subsequent Agency lnterpretahon) establishes the basic pmciple of "useful 
unlts of assistancea--the means by which we evaiuate what stays and what goes Although 
FAA Sec 617 concerns only pc ipant  tmning, it importantly allows for m n m g  programs 
m progress to k completed, even if the USG IS wthdrawng assistance The pmciple IS thus 
established and applied to mdlvldual elements of a closmg development program 

There IS an im-t dlshnchon, however Useful units apply to program dements (1 e , 
parts of prqects), and generally to projects m theu enorety Examples of our useful units 
rnclude 

An estabhshed AIDS unit wthm the South Pacific Commtss~on capable of provldmg 
AIDS prevenuon services to the reglon, 
Commercial nonchemrcal quaranhne treatment facilibes cemfied for use m Tonga and 
F~J  1 * 
An operauonal oysterculture research fachty for the Cook Islands, and 
A plan completed for improvmg land usdmanne management to reduce lagoon pollution 
for Tarau a Lagoon, IClnbatl 

Depending upon a miss~on's fundlng sltuatlon (mortgage, pipehe, individual project 
obhgahons/comrmtments, etc ) the mlssron may require addihonal funds to achieve the 
identified useful unlts of assistance Ttus informabon should be communicated to Waslungton 
immed~ately so a financing plan can be developed There are appropnated funds spectfically 
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set aside for msslon close-outs, but these funds an hmted There may be other fundrng 
/ sources that can k tap@ as well (e g , PDkS funds) 

Washington should ensure the mission has the OE and staff resources it needs to c l ~ u t  
properly: Closmg down a m u o n  rcqu~res &Us often not present m a mission's staffing 
pattern legal advrsors, eontractmg officers, and, for smaller nussions Irlte ours, executwe 
officers Waslungton should ensure that sufficmt funds arc made avdablc to msslons to 
b m g  these people m, wthout them the closeat  won't happa or nsks not be done correctly 

C. Penod Between the 'Kme Closure Is Announced and the Closd)ut Plan is 
Approved 

Tmnslrion fmm *denitrln to Ra'acceptance" 

Mssions should keep busy, focusing on actions that don't need final approval of the 
Cb&ut plan to proceed: Keeplng your staffs focused 1s chfficult, but necessary if you arc 
to close-out on schedule Try to d m t  your staff to do tasks that ullll be required regardless 
of whether the Close-Out Plan is accepted as submitted or modified (e g , culhng of project 
files, cull~ng of hbranes, etc ) It may not seem hke much, but as people set the phys1cai 
mamfestahons of the close+ut, acceptance of thar fate eventually follows Also, because you 
already know you wll have to release everyone, work wth your FSNs to develop their 
resumCs and their intemewmg slalls These are posibvc achons that show that despite the 
closure declslon it  is not a dec~slon meant to be taken personally Ulumately, morale ulll 

Washington should keep the time between when the closure ~s announced and when the 
Close-Out Plap ~s approved to a minunurn* Perhaps the most difficult parts of the closeout 
were the watmg and the uncemnty Were we gomg to be allowed to conbnue this or that 
actlv1ty9 Were we going to get much needed money to complete 'useful umts of assistantx~* 
Was Washngton going to be 'reasonablew regardtng our close*ut because it was considered 
friendly' What types of amvlhes would be allowed 'post-closure," and what could we sharc 
with the governments9 

Whrle these questions were being ratsed, morale plummeted and cynlcism went unchecked 
Addmg ~nsult to mjury, we were feeling increasmgly squeezed the clock was bckmg on one 
end wlule on the other, the September 1994 closure date remaned frxed Four months passed 
between the tlme our closure was announced and our Close-Out Plan was approved (five 
weeks longer than promsed) In our esbmabon, this is fat too long, parhcularly for an 
agency being reorganized to be more effic~ent and effechve 

If Washington deades to close a mlsnon, tt should respect the fact that the m~ssion wll need 
bme to execute that decislon Mtsslon closures do not occur on their own They are team 

- 
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r e q m g  the commtment and cooperahon of all team members Washmgton is a key ' member of the team, and even the hgNy ~rra lucd nature of the close-out decision-mahng 
process, the hmchess of Waslungton's mput, gudance, and daclslons are even more 
xmportant 

Washington should improve its close-out Mormat~on sharing with afleded missions: 
Related to the above pomt, Wahgton should remember that mformahon ~s only valuable If it 
u shared This u parhcularly true for c l o ~ ~ ~ ~ t  mfonnatron. In one mstance, close-out 
rmsslons I d  the name of the Agency's closeout coordinator one month after 
Admustrator Atwood sped the approval memo In another, the closoout cbeckhts 
(supposedly, the framework for ClosoOut Plans) were p w d e d  9- befoe the ClosoOut 
Plans were due m Waslungton Thest arc perhaps small rnatl.cn, but we found ~t troublmg 
that we wen not clued mto such rnformatlon at an early stage 

Misslous should recogwe that the closure w ~ l l  have a tremendously negative impact on 
staff morale; they should be proactive and take preventive measures early: Bemg 
associated wth a rmssron close-out is an extremely traumahc experience- 

Local and contract staff suddenly find themselves m the ponhon where they wdl soon be 
out of work, 
Staff draw the conclusion that their miulon 1s less Important than others, 
The mere act of dismantl~ng a mission's program rs counter to the "average" USAID 
emplo? ee's lncllnahon to bulld, 
There is an emohonal b n d  many of us share with our staffs (not to mentlon our 
projects), whch by neasslty, must be broken, and 
There ad fechgs of guilt when the USDH staff d z e s  that everyone ~ x m f  the 
USDHs wdl  soon be losing then jobs 

In order to deal wth b s  s~tuatron, and to avert the hlgh potenual that the stress mght 
w f e s t  itself m selfdestructlve ways, we suggest that you take preventwe measures early 
In our case, we brought m the Regional Psychatnst to counsel aU staff (USDH, PSC, 
FSN/TCN, and mshtubonal contractors) on the psycholog.rcal impacts of closlng By the tlme 
we were able to schedule hm to come, however, the close~ut process was well underway (hs 
wsit was useful, nevertheless) We would suggest that h s  vlut would have been more 
effecave had he come nght after the closure announcement A follow-up w i t  could be 
scheduled later, ~ r e q u d  

lbmons should make sure thew FSN Compensation Plan conta'ins adequate sevemce 
provisions: RDO/SP*s cloveout was, m some respects, made even more traumahc as there 
were no severance provisions m our FSN Compensa~on Plan when the mission's closure was 
announced Through the excellent assistance from a TDY controller who "knew the ropes,' 
we were abk to put m place a generous severance package that would cover the USAID 
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belng krrmnatod as a result of the closure TIus effectively turned the equabm m 

/' management's favor ratha than hawg employees fear about the future when they w e n  
1 released, they mstead could be assured of a safety net that would allow them sufficient bme to 

I get a g d  job after they wcrt released from USAID The lesson m thls case would be to 
makc sure some sort of xvcra~x package is m place under the post's FSN compensatmn plan 
to maxlnuze management's flexlbhty. 

Washiion and missions should be proactive vis-h-~is the press and make sure the story 
is consistent between the senior levels of USAID and the field. If you do address tbe 
press, careful!: Even before the officlal closure was announced, mmors of RDO/SP's 
closure circulated w h  the dplomatx, donor, and NGO/PVO commumtlu, as well as the 
local and ~nttrnatlonal press. Because the mbre process was kept under wraps, we had httle 
to share publrcly In fact, whlle detarls eventually leaked that RDO/SP was "on the hst' we 
were under an mjuncbon to keep thmgs quiet As a result, we m the field appeared, at best, 
that we were hldmg somethmg, and, at worst, we appeared stup~d When the closurt dmslon 
was finally announced, then was so httle advance wanung that the desk, Extemd Affm,  and 
the field alJ appeared to be caught off guard. (An example of how tfus approach did not serve 
the Agency's best Interests 1s the 'announcement cable " The day before closure was 
announced, word finally came down for the desk to prepare a cable to RDO/SP formally 
announcrng the closure Because ~t was rushed (the drafter had less than one day to wtc the 
cable as the Administrator was gotng to formally announce the closure the next day, yet the 
decislon had apparently been made weeks before), the cable conmned ambiguous and 
internally mconsistent statements, it took weeks to sort these problems ) 

* 

Once the decision was final VIS-A-VIS our Close-Out Plan, we held a press conference whlch 
our USIS Publlc A f f a n  Officer helped set up It wasn't an easy nor a pleasant task, but it 
was important to explan the reasons behind our closurt If you dec~de to take h s  route, 
make sure any pfess release and t a l h g  polnts are first cleared w~th XA and the desk, and 
make sure that the Washington hierarchy knows you're holdmg a press conference (e g , XA, 
the desk, office dmtor, D M ,  AA, ctc ) Dunng the conference, try not to stray from the 
approved text/tallang pouts We found the "USAID Speakers Kit" a valuable tool to prepare 
for the press conference 

After you hold the press conference, do a repomng memo, e-mal, or fax to gve Washmgton 
your Impressions of how ~t went This wl1 at least give your side of the story m case you're 
msquoted, and grve Washngton a heads-up in the event damage control is required 

Missrons should work with their embasisles to prepare D~plomatic Notes to adv~se host 
governments of USAD'S closure. Concumntly, develop a strategy to bndge the gap 
between the general D~plomatrc Note and the more detarled Project Implementation 
Letters that FFlfl ~OUOW: Several "angles of attack" must be taken once the close-out 
decisions are final The first one we employed was when the closure was first announced In 
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,ost of our countnes, the U S embassies sent out Dip Notes advlslng the countnes we 
worked m that the USAID msslon wouId be closmg and that more deded mfonnabon would 
follow once the final ClosoOut Plan was approved 

Later, m anhclpahon of final approval of our Ctosc-Out Plan, we prepared ten DIP Now, 
each tadored to how USAID'S cIosufc would sptclficdy affect thw country. (Remember to 
dear the texts wth the USAID and State desks m Waslungton). Once the ClosoOut Plan was 
approved, we faxed the approved drafts to the CO-t U.S embassla for theu acbon 

In tandem wth h, we also worked out a strategy as to how to move from the more general 
DIP Note to the more spcclfic P u s )  This was g e n d y  handled through 1nforma.l channels, 
I e , workmg through our project counterparts advlslng them of the next step(s) m the close 
out process In some instances, h s  rnvolved only a letter (or a more formal PIL) admtng the 
country of the new management arrangements (1 e , the name and a d d m  of the new project 
officer m USAIDIPhhppmes) In others, whete funds were obhgated outside of bilateral 
project agreements, a PIOR was prepared to formally change the implemenbng agent's 
contract or Cooperawe Agreement, and a covenng PXL was sent to explan the changes The 
pomt is, the DIP Notes wdi only address the closmut m general terms Follow-up is requmd 
to make the project c~ost-out happen 

D. Penod Implementing the Closeout Plan 

Once the final cIose-out declsaons have been made, rmssionr should rechxct thew energles 
to implement the close-out: Perhaps the nngle-most important factor concemng why our 
close-out n convdered 'sucocrsful' was that, once the final decimons were made on our Plan, 
we put all our energies Into lmplementlng the decis~ons We made our most forceful case to 
conhnue c e m  aCbVlheS, and although we dldn't wn on every point, we could take comfon 
in howmg that we won more than we lost 

There comes a hme, however, when you have to accept that no one's interests arc served by 
conbnulng to contest the decisions With rapldly dwndhng staff, a 'uchng clock" to close by 
the end of FY 94, and the d z a n o n  that no one m Washington would be any more wdhg to 
go out on the Lmb to salvage our program (or elements thereof), we had to face up to the fact 
that it was m our best lnttrests to close things down as qwckIy and efficiently as possible 
This was an important step for everyone concerned with the close-out As staff accepted thelr 
fate, they once agvn became producbve members of the team 

Mmons should be prepared to be flexible, but decisive, in implementing the close-out, 
and Washington should accept that close-outs are dynarmc and be prepared to tolerate 
some degree of shppage and/or interpretation of the close-out decslons by the field: 
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,+jhough our closeout went prrtty much accordmg m plan. there werc hmer when we were 
requ~red lo exerase judgement m lnterprehng USADiW closeout gu~dmcz. For mstance, 
we discovered after-the-fact that there wen a couple of lnternal lnconslstemes w h  the 
~lose-Out Plan itself, and between the Plan and the approval memorandum (c g , agreed-upon 
dates hffered by one or two months). Under these clrcumstanccs, ~t &d not appear ncassary, 
desuable, nor efficient to refer back to the AAlM for an mttrprctat~on. Thus, when such 
discrepancies arose, we h d  what made the most msc We m no way violated the spmt nor 
the letter of the close-out plan, but we also d ~ d  not burden Waslungton untb qutshons of 
mterpretabon that ~t was not as wd-placed as the field to a d d m  USAIDIW should 
fec0gn.m that RDO/SP's close-out was rehtxvely easy, and that morc complex programs arc 
Uely to have morc complex problems Consequently, then should be a general 
understandrng between the M, PPC, and geograptuc bureaus that the field wdl exercise 
judgement when discrepancies occur 

b i o n s  should schedule for legal advisor, contmcting officer, and other technical officer 
s W  early: Once the final deanons have been made, the next step IS to make sure the 
decls~ons are reflected m h j e c t  Grant Agreement Amendments, Contract Amendments, 
and/or Cmperanve Agreement Amendments Th~s usudy means that the slalls of a ProJect 
Development Officer must be tapped (or obmned, if not avulable m house), m addihon to 
other techcal and legal assistance, to prepare the neoessary amendments Schedulmg h s  
assistance as early In the process as possible is helpful as the dews of the declslonfs) arc st-111 
f-resh LII p p $ s  minds Also, you can expect that staff rerourccs (USDH and FSN) WIU 
d i m s h  over nme, leav~ng fewer to do more jobs k t  to get the mundane detatls out of the 

I way whde you have the resources to do so 

Missions should work w~th  FSN and other staff losing thew jobs to improve thew job 
searching sNls Perhaps the most traumahc part of clos~ng a misnon IS the fact that, wth the 
excephon of the USDH staff, all other m~sslon employees w~ll be losing thnr jobs What can 
USAID do to make this transihon go smoothly? We tned a number of thlngs First, not long 
after the closure was announced, we launched a "campgn" of sorts saymg that ~t was 
management's intent that when the FSNs were temnated, they would either have a new job to 
go to, or would have the resumt and intcmewmg slalls to find one We then worked with 
every emplojee deslnng th~s assstance to revlse then resum6 (important note don't rewntc 
the resum& yourself, but have the employee do ~ t ,  if you do it, the employee won't "own' ~ t )  
Worhg from rnformatlon obmned from the USAIDIW HR offices m m u m &  wnhng and 
mtervlewlng slalls, we also conducted workshops on lntervlewmg slalls Fmally, we were 
able to obmn a videotape on mtemewng slalls, which we showed to the FSN staff 

As a result of these efforts, we were farly successful m our carnpgn As RDO/SP closes, 
about 80% have already found onward employment The remunder are well-armed wth the 
slalls to find a good job in Suva's competlhve job market (some have already had lntemews 
and are awtlng final decisions) 
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- w l o n s  should "work the press' to stress the pos~tlve aspects of USAID's program: 
~~a though the nussion LS closing, there are, nevertheless, poslhve h g s  that can be touted, 
even m a clox-out Dunng our closeout, we, worbg with USIS and the Embassy to ' /$ 
maxlmu;e 'photo opporturubes' for USAID-funded acbvlhes, lnclulng the opeamg of a US- 
AEP travelmg lnformatlon center on emwonmental technologies, a handcrafts exposthou, and 
the openvlg of a workshop to unvd a chcmcal-free quaranme treatment technology The 
USG got good press dunng all these events and, as a result, demonstrated that the USG was 
not closmg ~ t s  program precipltuusly 

Mssions should consider gettmg outside help for the f d  stages of the clamut: CIOSD 
outs arc drauung, emobonally and phyucally Don't be afratd to b m g  m someone from the 
outslde to handle the last-mnutc dttruls We brought m a TDY EX0 to ovtrsct the final 
admuustrahve close-out and are glad we did. Fmt, ths EX0 did not have the emobonal 
attachment to the staff, and, therefore, could be more objecbve Second, she was able to 
bnng her EX0 shlls to bear to ensure that all documentation needed to properly close out 
were m place Fmally, she was 'fresh" her presence re~nvlgorated our adrmtustrahve staff 
who were weary from months of closlng out 

&ions should remember to say "farewell" m a way that ts culturally appropriate: In 
the Paclfic, personal contact 1s important Thus, we attempted to schedule travel to as many 
countnes and regtonal organizanons as poss~ble to bid a personal farewell to the governments 
m RDOJSP's reglon In addmon to the techn~cal mlnismes we have worked wth under our 
projects, we usually met wth someone In the Fore~gn Affrurs offices and the Pnme Minister's 
office (at tlmes, the Pnme Minister himself) In most mstances, we were able to plan our 
travel to cornclde wth project-related meetlngs Ln all, we were able to meet wth government 
officials in all but two countnes (Nlue and Solomon Islands), these two countnes were 
dropped because of budgetary limlts and the fact that we only had a hmtd amount of 
ass1stanc.e to these countncs 

E. Other 

Employees ShouCdnT be Penalized, Nor Dmdvantuged, Because of the Close-Out 

USDH staff should not be penabed because of thew association with a dose-out, and 
promotron panels should be lnstnrcted to make sure this does not happen: One h g e ~ g -  
but we believe leglhmate-concern among the USDH staff was that bang associated wth the 
close-out would put us at a disadvantage wth respect to Ems and promobons W~th the 
increased emphasis on demonstratmg 'development impact" dumg a ratrng penod, there is 
hale one can ate m a clos~ng mlsslon The fact of the matter rs, successfully clomg a 
mssion mght well require other slalls-e g , d~plornauc shlls-which mlght be every blt a s  
important as demonstrahng development impact It IS, therefore, Incumbent upon the 
supemsor and the employee to ensure that the range of demonstrated slalls are highhghted 
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