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As you know, in the Budget, Chapter 1 - Office of the Secretary General -- contains four subprograms: the Office of the Chief of Staff of the Secretary General itself, the Summits Secretariat, the Department of Legal Advice, and the Office of Protocol.

With us are Ms. Sherry Tross, Executive Secretary of Summits; Mr. Kenneth Frankel, Director of the Department of Legal Advice; and Ms. Ana O'Brien, Head of Protocol. 
Following the methodology suggested, I will directly address the eight specific topics referred to in the Note from the Chair of the Working Group, dated August 31.


1.
Please provide the Working Group an overview of your Secretariat’s work plan for the 2012 budget exercise (i.e., what you plan to do in 2012).
The Work Plan of the Office of the Secretary General for 2012 covers three areas of responsibility: strategic and operational coordination, administration of the Secretary General's agenda, and monitoring and keeping administrative and accounting records of activities.

1.
Strategic and operational coordination

This responsibility derives from the need to coordinate the different activities of the senior staff carrying out high-level assignments in the General Secretariat. This coordination takes place at two levels:

a)
Political-strategic. This has to do with two interrelated tasks: coordinating crisis resolution mechanisms and seeking to harmonize the different areas of the OAS and the respective mandates. The idea is to align the Organization's work with its political message by working directly with the Secretary General. 

b)
Operational. On the one hand, this involves coordination with respect to institutional management and supervision of resource management. On the other, it involves coordinating specific funds and programs, in collaboration with the Secretariat for External Relations, in order to design and implement the Organization's financing strategy.

Both levels of coordination are conducted through a decentralized senior management structure with defined objectives and capacity to take and transmit decisions (Secretariats). This reduces costs and hindrances in decision-making by eliminating layers of mediation between the highest-level authorities and the operational areas. 

Thanks to that coordination system, it is possible to list the various political and managerial coordination structures in place today or in the process of being developed:

a)
Project Evaluation Committee (PEC)

b)
Political coordination meetings (headed by the Secretary General) and operational coordination meetings (coordinated by the Chief of Staff) with senior management (Secretaries and Executive Secretaries).

c)
Fund Administration Councils  (Canada and Spain)

d)
Results-based management and impact assessment mechanisms

e)
Mechanisms for evaluating and managing goals/mandates (annual operating plan, AOP; evaluation of staff, mandates of the General Secretariat)

f)
The recently established Information Technologies Governance Committee

g)
Structures still being developed: Editorial Committee, Financing Committee, Website Committee.

2.
Agenda

Here we refer to all aspects relating to the preparation and administration of the Secretary General's local agendas, agendas during his missions, crisis or contingency agendas, and the preparation of documents for his signature. This task involves direct contact with the different Secretariats and missions to elicit inputs needed for the Secretary General to carry out those activities and at the same time to obtain feedback for crafting policies as a result of those missions. 

3.
Administrative tasks 

This area keeps close tabs on the Secretary General's agenda and handles tasks related to reception of documents, internal distribution, and dispatch of documents. It is also responsible for transferring to the official records of the Organization information corresponding to the Office's handling of regular and specific funds. 


2.
Are there budget cuts in 2012? What is the amount of those cuts and what impact will they have?

Yes, we do have budget cuts and they are substantial.

For 2012, as shown on page 32 of the Proposed Budget, Chapter I has a cut of 2.4% vis-a-vis the 2011 Budget, which may not appear to be substantial but in fact reflects a cut of more than one million dollars, from US$4.6 to US$3.6 million over the past three years.

Most of the impact of the cut will be felt in personnel expenditures. Despite inflation, the cost under this heading has fallen 25% over the past three years. Likewise, in terms of positions, this has meant a loss of 10 positions, or a cutback equivalent to 29% of budgeted positions.

3.
Bearing in mind the budget cuts in your Secretariat, what activities will be suspended and what impact would those cuts have?  What would cease to be done?

As it is a matter of coordinating the various activities and personnel participating in high-level political tasks of the General Secretariat, the budget cuts reduce the number of those participating and the frequency of the General Secretariat's meetings for dialogue and coordination. That in turn has an impact on the Organization's political message and public image.

What will cease to be done? We will cease to take part in dialogue and coordination meetings with the authorities and representatives of the governments of the Hemisphere, as well as with the leaders of international organizations who would like to improve arrangements for conflict resolution, analysis, and political assessments.

Is there any alternative? Looking for larger amounts of specific funds to counteract the cuts. However, often enough the sensitivity of an issue on the agenda makes this option difficult.

4.
In the event of a 5% cut, in what areas could cuts be made and what would be their impact?

Considering that both subprogram 12F, Protocol, and subprogram 12E, Legal Advice, were less severely affected by cuts than the Office of the Secretary General and the Summits Secretariat, if there were to be a cut of 5% in Chapter I areas, it could be carried out in subprograms 12F and 12E.  It would mean that both areas would provide fewer services.


Over the past three years, Chapter I has experienced an average cutback of 22%. Protocol was cut by 12% and Legal Advice by 13%, while the Office of the Chief of Staff of the Secretary General suffered a 25% cut and Summits a cutback of 38%.  

As indicated in the analysis of the Goals of the Operating Plan, in the case of the Summits Secretariat the effect has been to drop two of its Operating Goals for 2011. If budget cuts continue, the impact in 2012 will be similar. With respect to the other subprograms, one can expect protocolary services to be less effective, while response times will be longer in the case of legal services. 

Needless to say, the Secretariat considers that these cuts are already eroding the capacity of the General Secretariat to raise funds, be it from the member states or from international organizations, and undermining the effectiveness of operations.


5.
In the event of a 5% increase in your Secretariat’s budget, where would that increase be applied and what impact would it have?  What additional activities would be carried out?

Considering that the Organization needs to enhance capacity to coordinate the activities and personnel involved in high-level political work, in the event of a 5% increase in the budget for Chapter I, the General Secretariat will apply the increase to subprograms 12A and 12B, the Office of the Secretary General and the Summits Secretariat, respectively. That adjustment would allow us to begin recovering the General Secretariat's capacity for dialogue and coordination and the Technical Secretariat services of the Summits process. There would be more dialogue and coordination meetings with representatives of the governments of the member states and with leaders of international organizations to attend to the requirements related to such functions as the resolution of emerging conflicts, a sharper focus on the Organization's political message, and enhancement of its public image.


6.
As regards human resources in your Secretariat, how many employees are financed from the Regular Fund, how many from specific funds, and how many with ICR funds?  Where do they work and what are their salary levels?  What is the amount of resources involved?

The four units in Chapter I will employ 35 people in 2012: 12 in the Office of the Chief of Staff of the Secretary General, 9 in Summits, 8 in Legal, and 6 in Protocol. Twenty-five of these contracts are financed out of the Regular Fund, 8 with specific funds, and 2 with the Indirect Cost Recovery Account, or ICR.

Of the 25 contracts financed out of the Regular Fund, 16 are for professionals and 9 for general services personnel. The remaining 10 contracts financed with specific funds and ICR are mainly performance contracts. One is an associate staff member.

.

For these 35 people, appointments are as follows: 9 are trust positions, 2 are career staff, 2 hold a continuing contract, 6 have long-term contracts, 8 have short-term contracts, 1 is an associate staff member, and 7 hold performance contracts.

By nationality, 11 are United States citizens, 9 are from Chile, 3 from Brazil, 3 from Peru, 2 from Colombia, and there is one person from each of the following countries: Canada, Argentina, Guatemala, Uruguay, Dominican Republic, Honduras, and India.

The salary levels for the 25 positions financed out of the Regular Fund are as follows: of the 16 professionals, one is P1, one is P2, three are P3, four are P4, four are P5, one is D1, one is D2, and one is Secretary General level. 

The salary levels for the general services positions in the Regular Fund are as follows: Two positions are G1, one is G3, one is G4, four positions are G6 and one is G7.

All these human resources cost US$3.5 million a year, US$3.3 million of which is financed by the Regular Fund and US$200,000 by specific funds and ICR. 


7.
What level of non-personnel costs (programs and the like) is financed from the Regular Fund; how much from specific funds, and how much with ICR funds?  Kindly also provide information at the office level.

Non-personnel costs financed by the Regular Fund total US$488,000 for Chapter I, equivalent to 1.6% of all non-personnel costs financed by the Regular Fund.

For 2012, the amount for non-personnel costs financed with specific funds, including ICR, is estimated at US$1.5 million.

At the subprogram or office level, it is calculated that of all the funds estimated for Chapter I, US$512,000 will be executed in activities for which the Office of the Chief of Staff of the Secretary General is responsible; US$1.3 million will be spent on activities relating to the Summits Secretariat; US$132,000 will be spent by the Department of Legal Advice; and, finally, US$54,000 will be spent under the supervision of the Office of Protocol.

8.
In the event of staff cuts, what impact would such a measure have? 

As stressed under point 3 of this presentation, the Office of the Secretary General coordinates the activities and staff engaged in the high-level political and strategic tasks of the Organization. Budget cuts reduce both the number of participants and the frequency of the General Secretariat's dialogue and coordination meetings. That in turn will have a negative impact on the Organization's political message and public image.
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