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Background
On October 31st 2011, the member states of the OAS have requested through AG/RES. 1 (XLII-E/11) entitled “Program-budget of the Regular Fund of the organization for 2012 and contributions to FEMCIDI that ….”[ the Secretary General present to the CAAP no later than April 30, 2012, a plan including options to rationalize and reduce the overall costs to the Regular Fund of the operations of the Offices of the General Secretariat of the Organization of American States in the member states.”

Introduction
The Office of the Assistant Secretary General is responsible for the oversight of all OAS country offices in the member states.  This responsibility is exercised through the Coordinating Office for the Offices and Units of the General Secretariat in the member States (CO/OGSMS).

As part of the Coordinating Office (CO) new strategic plan, begun at the end of 2010, the Coordinating Office with the support and collaboration of the Secretariat for Finance and Administration continued its efforts to improve the management and efficiency of the Offices of the General Secretariat in the Member States.

As a result of meetings held with all heads of Departments and Secretariats in 2011, a new set of policies geared toward improving the transparency and accountability in the financial and budgetary activities in the Offices was developed. Consequently a new system of management has been established by the Coordinating Office to streamline and ensure greater efficiency in the following areas: Communication, administration & finance, and infrastructure improvement.

The following sections highlight the most salient accomplishments of the initiatives spearheaded by the Coordinating Office with the collaboration of various SAF departments.  This process entailed enhancing integration of the offices within the overall OAS organizational structure to maximize their contribution, achieve greater financial savings and ensure greater transparency in the administrative processes.  The overall goal is to improve the level of efficiency of country offices without compromising the organization’s mandate. 
Communication and professional development

· Creation of an integrated website where profiles for each office as well as project/program and internship/scholarship information is updated continuously;
· Creation of an online interface (a SharePoint site called National Offices Collaborative Space-NOCS) to share files; 

· Implementation of Webcasts and Adobe Connect as the new interface for communication and training;
· Implementation of Spark, an internal instant messenger tool; 

· Redesign of all reporting templates which are sent to HQ: Annual Report template divided in two parts, Annual Work Plan template, Quarterly Report template;
· Communiqués: implementation of a new policy on communiqués channeled through the Coordinating office;
· Internship program in National Offices (Local Interns), in cooperation with the Department of Human Resources (DHR);
· Online language training program for all Offices.

Administration and Finance 

· Creation of a administrative and financial management unit of the OGSMS in the Secretariat for Administration and Finance;
· Standardization of 2012 budget planning and execution tools; 

· Obligation of recurring expenses on an annual rather then quarterly basis;
· Simplification and streamlining of several financial processes in cooperation with DFAMS.  Additional process simplification to be implemented in 2012 in coordination with DFAMS;
· Continuing training in OASES and financial management;
· Reorganization of Fund 118 Accounting and Monitoring:  

Infrastructure improvement

· Offices equipped with physical materials: OAS flags, official documentation, updated information from Headquarter, official stationary etc.

· Cost-sharing initiative: Ongoing initiative to establish a policy that requires technical areas executing programs and projects through the national offices to contribute to the cost of rent/utilities/office maintenance.

· National Offices building survey: completed an infrastructure database which collects information regarding OAS facilities and personnel in the National Offices. Improved control of contracts, lease and renewals by collecting information on size of the premises, total rent amount, number of people working, year built, type of the building etc.

· Space Sharing Initiative: Ongoing study of possible space-sharing arrangements with other international institutions in several member states.  Two concrete proposals are under analysis: GEF/SGP/UNDP and PAHO.

Current Status of OAS offices:

The OAS currently has 28 offices in the member states.  There are no offices in Chile, Colombia, Argentina and Brazil. The Coordinating Office is actively working to improve the management oversight and efficiency of the OGSMS and has worked assiduously to make them more agile instruments of policy implementation, program execution, and performance enhancement.  This has been pursued by promoting greater synergies within and among the Offices and by capitalizing on efficiencies to enable the Offices to better use core competencies within the OAS and the Inter-American system. 

Rationalization and Cost Reduction Plan for OGSMS

Through AG/RES. 1 (XLII-E/11 Program-budget of the Regular Fund of the organization for 2012) OAS member states have requested the Secretary General to analyze and identify options for achieving greater efficiency and financial savings in the national offices.  Therefore, the Office of the Assistant Secretary General has prepared this proposal with inputs from different areas of the Secretariat, including the office of the Secretary General, which will outline possible options for reducing the cost of operating OAS country field offices while maintaining representation in the 28 existing locations.
The cost-reduction plan focus on 3 main areas:

Human Resources:

· Sharing of Senior personnel across offices;
· Outsourcing of certain services such drivers where viable;
· Government secondment of support personnel (as done at PAHO). 

Operational: 

· Placement of technical personnel in national office to supervise project execution in situ;
· Cost-sharing initiative: Sharing of costs of running the office with technical areas and other partner organizations executing projects in the country.  Institutionalization of a use/pay policy (based on the model of the Haiti Office operation and Judicial Facilitator project).  Concrete proposal is underway with the Global Environmental Facility Small Grants Programme (GEF/SGP/UNDP) and the OAS Country Offices in Barbados and the Eastern Caribbean;
· Outreach for increased Fund 18 contribution from member states.
Infrastructure:

· Space Sharing Initiative: Two concrete proposals are under analysis (GEF/SGP/UNDP and PAHO).  The Coordinating office will continue to explore additional space sharing options;
· Negotiation of “comodato” agreements or shared space in Ministries with local governments.
The streamlining and cost reduction measures detailed above will result in significant cost savings in line with the demands of the member states and the 2013 budgetary limitations.
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