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1. Overview of the activities of the Working Group on the Review of OAS programs


The review of OAS programs now enters its fourth year of activities. The previous years were characterized by discussions on the methodology to be used in the work plan for the Working Group, approved by the CAAP on March 27, 2009 (see CP/CAAP-2988/09 rev.3). This work plan defined four Work Packages: 
· Determination of priorities and review of existing OAS mandates

· Review of General Assembly Mandates

· Reengineering options for the OAS

· Austerity measures

Substantial progress has been made on all four Work Packages over the 2009-2010, 2010-2011, and 2011-2012 calendar cycles. The May 23, 2012 report of the Chair of the CAAP to the Permanent Council, of which the relevant extract is presented in Annex 1, gives us an overview of the accomplishments of the 2011-2012 cycle.


The Chair would like to review these accomplishments for each Work Package and point out some of the challenges remaining. 

· On Work Package 1, Determination of priorities and review of existing OAS mandates, the Working Group prepared a pilot scheme for screening mandates received from the General Assembly. The Permanent Council adopted and forwarded to the committees the document entitled “Analysis of OAS Mandates 1935-2011” (CP/CAAP-3175/12 add.1) with a view to each committee preparing a proposed ranking of the mandates contained in the resolutions assigned to them, taking into account, for that purpose, the document entitled “Strategic Vision of the OAS.” This review process was based on verification of whether these mandates were still in effect, expired, duplicated, or procedural in nature, or did not actually constitute mandates. Once that task had been completed, on instructions from the CAAP, the Working Group’s task was to prepare a proposed prioritization of CAAP mandates. This Working Group will devote whatever time it takes to formal and informal meetings from now till the end of November aimed at conducting the corresponding analysis. 

· On Work Package 2, Review of General Assembly Mandates, the WG has made substantial progress thanks to resolution CP/RES. 983 (1797/11) on the costing process for the resolutions adopted by the General Assembly. This covers Activities 1 and 2 of the original Work Package. The issue of funding choices for resolutions is still pending, but will be addressed when the Committees complete the proposed prioritization of mandates requested by the Permanent Council. The Chair would suggest that this Work Package be considered in the first half of 2013, leaving open the option of defining issues for future discussion should the need arise.

· On Work Package 3, Reengineering, the WG has made progress (see Appendix 1 for the list of topics put forward last year). The Chair wishes to stress that major goals were reached last year, such as those relating to the indirect costs recovery policy, the role of the Inspector General, and Human Resources Policy. The WG still has a complex task ahead of it, however. The Chair proposes holding a preliminary round of discussions on the following topics:

· Human Resources Policy

· Real estate strategy

· Management of specific funds.

· The Chair puts forward this list of priority with a view to proposing a decision before the next General Assembly, through either a resolution or a directive/executive order of the Secretary General. 

· On Work Package 4, Austerity measures, the Chair commends the Secretariat for its work on the Quarterly Resource Management Reports, which contain data on the austerity measures undertaken. Two sectors, however, need further work: costing and measuring the gains from austerity measures and extending the reporting to Secretariat areas beyond the SAF. 


The Chair would like to suggest keeping to the Four Work Packages structure of the work plan and proposes the following set of activities for each of those packages:
Work Package 1:
· Finish the mandate prioritization exercise
Work Package 2:
· Review of the General Assembly mandates as part of  the Strategic Vision screening exercise
· Analysis of the costs of General Assembly resolutions
Work Package 3:
· Human resources policy
· Real estate strategy

· Management of specific funds
Work Package 4:
· Costing and measurement of gains from austerity measures

· Extension of reporting to other areas of the Secretariat, besides the SAF.


The Chair considers that this proposal provides the continuity needed to conclude the activities undertaken in previous cycles of the Working Group, which made considerable headway. At the same time, as the next section mentions and for obvious reasons, the actual number of meetings that the Working Group can hold prior to the Special Session of the General Assembly is extremely limited. To achieve expected outcomes, the Chair therefore suggests focusing efforts on this set of activities.
2. Calendar of activities for the Working Group


As a basis, the Chair proposes that the working group meet every two week, alternating with the CAAP meeting. As the time between now and November will be essentially taken by the discussions on the 2013 Budget Resolution for the October 30 Special General Assembly, the WG will be able to start its work effectively only until end
-November. The Chair would propose that we add to these one or two meetings between now and December intertwined between Budget discussions

3.
Conclusion 


The Chair would appreciate having the general views of the delegates on the issues raised in this note as to propose a draft work plan for discussion and approval at the WG meeting. 

Appendix 1

Extract of CP/CAAP-3173/12 may 22, 2012 REPORT OF THE CHAIR OF THE

Committee on Administrative and Budgetary Affairs

ON THE ACTIVITIES OF THE COMMITTEE

(For the period from July 2011 through May 2012)
I. WORKING GROUP ON THE Review OF OAS PROGRAMS

The Working Group began its work for the 2011-2012 term on August 11, 2011, chaired by Counselor Pierre Giroux, Alternate Representative of Canada.  During that meeting the Chair submitted outlines for the 2011-2012 Work Plan, document CAAP/GT/RVPP-110/11, which was approved.


At the meeting held on September 22, the Working Group elected Minister Alberto del Castillo, Alternate Representative of Mexico to the OAS, as Vice Chair of the Working group.

The Work Plan proposed continuing a set of work packages to be implemented simultaneously for the purpose of providing a series of recommendations for the Permanent Council and General Assembly. The aim is to make the Organization financially sustainable in the long term, with better performance, in support of the priorities clearly defined by the member states. The work packages are as follows:

The Chair underscored the
· Work Package 1: 
Determination of priorities. Definition, distinction, and review by the CAAP of existing OAS mandates.

· Work Package 2: 
Review of General Assembly resolutions.

· Work Package 3: 
Reengineering options for the OAS.

· Work Package 4: 
Austerity measures.

a) Work Package 1:  Determination of priorities

During the meeting of September 22, 2011, the delegations asked the Chair of the Working Group to present additional comments on the 2011-2012 Work Plan, particularly as regards the measures proposed for continuing the prioritization process.

The Chair noted the strategic working method agreed on by the member states when the Working Group was established and the progress made to date. The strategic working method took account of the previous failed attempts to set priorities, including an open debate on the common vision sought for the OAS as an institution and the resulting determination of priorities. Working from the general to the specific had not succeeded in identifying a common vision. The Working Group decided to adopt a different strategy, improving the delegations’ decision-making tools and progressively building consensus with a series of decisions and specific actions that gradually provided the delegations with a common view of top priorities. The Working Group made progress on several fronts:  by working on packages of activities, such as costing resolutions or improving conference processes, the Working Group prepared a compendium of mandates at several levels that for the first time identified all the actions with which the Secretariat had been entrusted and, again for the first time, it conducted a survey that allowed the order of the preferred topics within the mandates to be determined.

The following step in the priority setting process was to update the compendium of mandates, as regards the mandates entrusted to the SAF, which come under the “Administration” Organizational Pillar, in order to identify the following: (a) what mandates currently have funding, and where that funding comes from, and (b) what mandates have either been met or replaced by more recent decisions, in order to purge the list. 

The Chair, with the assistance of the delegation of Mexico and the SAF, prepared and presented the following results set out in documents: 

· Note from the Chair concerning progress by the working group on the review of OAS Programs Towards Establishing a Methodology for Analysis of OAS Mandates CAAP/GT/RVPP-135/12 

· Review of OAS mandates CAAP/GT/RVPP-125/11, add. 1 and add. 2
In accordance with document CP/doc.4687/12 rev. 2 “Strategic Vision of the OAS,” adopted by the Permanent Council at its meeting of May 2, the Working Group’s next job will be to conclude the pilot plan to purge the mandates handed down by the General Assembly, including all the mandates the General Assembly has issued over the past five years, in order to consolidate all the current mandates in a single document. The mandate review process should enable checking as to whether they have been addressed, whether they have been surpassed, if they are duplicates, if they have expired, or whether they demand and ongoing process. The Working Group is to conclude the assigned task by June 15, 2012, when it will present the consolidated list to the CAAP for its immediate referral to the Permanent Council.

b) Work package 2: Review of General Assembly Mandates

At the September 22, 2011 meeting, the Chair of the Working Group reported that considerable progress had been made thanks to resolution CP/RES. 983 (1797/11) on the cost estimation process for General Assembly resolutions, in that it covers tasks 1 and 2 from the original package of activities (CP/CAAP-2988/09 rev.3). The Chair also noted that the topic of funding options for resolutions was still pending, but that it would be addressed when the setting of priorities and reengineering were discussed. The Chair suggested that this work package be deemed completed as regards the planning of activities for the 2011-2012 period, leaving the option of defining topics in the future open, if necessary.

c) Work package 3: Reengineering

For Work package 3, the Working Group continued to discuss possible options for reengineering the OAS’s programs and activities in order to possibly restructure some of those activities to improve performance and reduce costs. 

Thus, to date, the Working Group has dealt with the following topics:

· Review of Mandates

· Indirect cost recovery policy

· Role of the Inspector General

· Human resource policy

· Competitive selection process 

· Real estate strategy 

· Rent of OAS facilities for private events at market rates 

· Sale of the “Casa del Soldado”

· Management of specific funds

· Implementation of external auditors’ recommendations

· Cash flow of the Organization.

· Process to determine priorities and reengineering topics

· Comprehensive fundraising strategy of the Organization

· Functioning of the Administrative Tribunal

d) Work package 4: Austerity measures

The purpose of the austerity measures is for the General Secretariat to continue taking ongoing steps to increase efficiency in the Organization’s processes. On this topic, the General Secretariat presents the CAAP with quarterly reports on the efforts made to curtail expenses, improve processes, and ensure savings and prudence in the use of the resources allocated for its operations and those of its subsidiary bodies, and on those appropriate for discharging the tasks it has been assigned.

APPENDIX II

EXTRACT FROM document CP/CAAP-3116/11, OF MAY 24, 2011

REPORT OF THE CHAIR OF THE

Committee on Administrative and Budgetary Affairs

ON THE ACTIVITIES OF THE COMMITTEE

(For the period from July 2010 through May 2011)
i.
WORKING GROUP ON THE REVIEW OF OAS PROGRAMS

The Working Group began its work for the 2010-2011 term on November 2, 2010, chaired by Counselor Pierre Giroux, Alternate Representative of Canada.  During that meeting the Chair submitted its draft Work Plan and Calendar of Meetings, document CAAP/GT/RVPP-63/10, which was approved.

The Work Plan proposed a series of work packages to be implemented simultaneously for the purpose of providing a series of recommendations for the Permanent Council and General Assembly. The aim is to make the Organization financially sustainable in the long term, with better performance, in support of the priorities clearly defined by the member states. The work packages are as follows:

· Work Package 1: 
Determination of priorities. Definition, distinction, and review by the CAAP of existing OAS mandates.

· Work Package 2: 
Review of General Assembly resolutions.

· Work Package 3: 
Realignment options for the OAS.

· Work Package 4: 
Austerity measures.

a) Work Package 1:  Determination of priorities

The member states discussed and negotiated the priority-setting procedure and decided to launch it in December.  The results of this exercise have been received from 30 member states.

b) Work Package 2:  Review of OAS resolutions

The Working Group on the Review of OAS Programs and, subsequently, the CAAP considered and adopted the draft resolution “Update of Resolution CP/RES. 965 (1733/09) on the costing process for resolutions to be referred to the General Assembly for consideration,” which was later adopted by the Permanent Council as resolution CP/RES. 983 (1797/11). 

The purpose of this process is to facilitate the work flow in clear and accurate identification of costs and the inclusion of complementary technical information.  Thus, this process will give the Committees a general idea of the costs that they will incur from the resolutions.

Implementation of the process began with all the draft resolutions to be referred to the forty-first regular session of the General Assembly

c) Work package 3:  Realignment options for the OAS 

With respect to Work Package 3, the Working Group continued to discuss potential options for realignment with OAS programs and activities, with a view to the potential restructuring of some of the activities to improve performance and limit costs.

The Working Group has considered the following matters to date:

· The costing process for resolutions.

· Internal management: proposals, options, and discussions about conference and translation services.

· Report to define the priorities for action by the member states.

· Indirect cost recovery policy.

· Sources of financing for the activities of the Organization.

· Cash flow of the Organization.

· Reevaluation of the prompt payment discount policy.

· Revision of the scale of quota assessments.

· Comprehensive human resources management plan.

· Hiring mechanisms.

d) Work package 4:  Austerity measures

The purpose of the austerity measures is for the General Secretariat to continue implementing measures to increase the efficiency of the Organization’s work processes. In that connection, the General Secretariat presents a quarterly report to the CAAP on the efforts made to contain spending, improve processes, and encourage saving and prudent use of the resources allocated for its operations and those of its dependencies, as well as those appropriated for fulfillment of its assigned responsibilities.

APPENDIX III
LIST OF POSSIBLE REENGINEERING THEMES FROM CAAP/GT/RVPP-69/10 CHAIR`S NOTE OF NOVEMBER 17, 2010  
From Working Group activities in 2009-10: 
· Management of the Organization’s meetings (January 26, 2010)

· Reengineering and streamlining of Human Resource Management (February 16, 2010)

· Offices of the General Secretariat in the member states (February 23, 2010)

· Scholarship program (February 23 and March 9, 2010)

· Financing of the budget of the Regular Fund (March 16, 2010)

· Subsidies of the Regular Fund (March 23, 2010)

· Review of the budget cycle (March 23, 2010)

· Funding of the inter-American human rights system (March 19, 2010)

From the Resolution AG/RES. 1 (XL-E/10) – 2011 Budget resolution:
· Report, strategies and plan presentation

· Annual Budget cycle

· Implementation of the recommendations from the Board of Auditors 

· End of fiscal year report on the use Regular Budget financial resources

· Use of Quarterly administrative and financial management reports

· Indirect cost recovery policy

· Reporting on fundraising efforts

· Fundraising strategy

· Prompt payment discount policy

· Revision of the assessment percentage scale

· Report on results achieved

· Implementation of an integrated planning process

· Program evaluation 

· Results based budgeting

· Alignment process

· Comprehensive human resource management plan

· Human resource management policies

· Code of value and ethics

· Trust appointment policy

· Review of the General Standards

· Streamlining and improvements in management, oversight and internal control of the Offices of the General Secretariat

· Coordination mechanism with the National Offices

· Operational planning and results reporting for National Offices

· Improvement of Scholarship and Training programs 

· New funding mechanism for Scholarship

· Reporting on travel policy

· Work plan process for the Inspector General

· Improvement of Conference and meeting management

· Improvement of the Budget preparation process

· Adoption and use of auditing reports 

· Multi-year budget planning process

· Implementation of International Public Sector Accounting Standards (IPSAS)

From other suggestions by Members:
· Management practices of specific funds

· Review of Inter American Defense Board funding

· Streamlining OAS activities and mandates with other multilateral organizations’ activities and mandates to reduce duplication

· Role of the Inspector General
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�Note from the translator [Tr. sic. Original very unclear]





