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CHAIR`S NOTE

PROGRESS REPORT ON THE WORK OF THE CAAP

1. The CAAP, at this meeting of September 7, 2013, approved a set of objectives for the period 2012-2013 to guide the reform agenda of the OAS.  Pursuant to the resolution AG/RES. 1 (XLIII-E/12), adopted at the Special General Assembly of November 15, 2012, the CAAP adopted two additional objectives in line with the mandates conferred to it. The objectives of the CAAP, and as approved by delegations are attached as annex 1. 

2. Progress 

Human resources

a. Pursuant to resolution AG/RES. 2755 (XLII-O/12) paragraph 1, approved at the Forty Second Regular Session of the General Assembly in Cochabamba, Bolivia, the Secretariat for Administration and Finance was instructed to provide an organizational chart, with information related to supervisory relationships, job descriptions, levels and salary scale of all levels of the organization.   

Progress: The SAF has since 2012 developed the OAS Personnel Data Base, an interactive HR tool, accessible via the OAS portal.  The data base is expected to become fully functional in 2013.    

This tool will allow greater understanding of the organizational structure and inform decision-making in regard to personnel management, especially in the context of defining austerity measures to contain expenditures.  It will also serve as a basis for the next phase of HR reforms as they related to career progression, advancement and appraisal..

b. Pursuant to resolution AG/RES. 2755 (XLII-O/12) paragraph 1the GS was instructed to submit a Comprehensive Human resources Strategy by August 30, 2012, with a focus on “a plan to reform the current set of competitive, contracting, classification, promotion, advancement, and performance evaluation mechanisms to ensure an efficient, transparent, and competitive recruitment process in the General Secretariat for all staff contracts, including Series A fixed-term contracts, “ and any required revisions of Chapter III – Personnel, of the General Standards.  The Secretariat for Administration and Finance submitted the document CP/CAAP/3186/12 entitled “Proposed Human Resources Strategy” with proposed amendments to the General Standards reflecting new hiring procedures and benefits for new employees.

Progress:   The CAAP delegated this topic to the Working Group on the Review of OAS programs, which in turn established an informal discussion group to study the General Standards and make recommendations.  The informal group met for the first time on February 7 and proceeded with the review of the proposed paragraphs.

Potential deliverable: Upon consensus, a Resolution by the 2013 General Assembly to confirm amendments to the General Standards.

Note: the proposed strategy does not introduce tools for classification, career progression and advancement.  

3. Real Estate Strategy

In its 2010-20111 report, the Board of External Auditors reported that the value of OAS’ properties were estimated in excess of $300M, including buildings of historical significance.  The Board argued that the OAS has “neglected the maintenance and preservation of its real property,” and that “[T]he continued occupancy and sustainability of its real property is in jeopardy due to its neglect.  The OAS should not continue to hold property that is beyond its capability to maintain and utilize.”

In response to the recommendations made by the Board of external Auditors relating to Real Estate strategy, the General Secretariat submitted a series of strategy documents in 2011 and 2012 to the CAAP.  Please refer to Annex B for the list of documents and actions taken by the CAAP in response to the proposed strategies.

The three key elements of the strategies put forth were as follows: 

1) Updated estimate of the cost of implementing outstanding deferred maintenance projects;

2) Updated estimate of funds available to cover deferred maintenance projects from various sources (such as funds allocated to maintenance in the Regular Fund and revenue from space rental); and,

3) Other options to generate additional funds to address the resource gap, such as the sale of the “Casa del Soldado” and the F street building in exchange of a new and smaller structure at C street, in conjunction with a strategy for optimization of space. 

In 2012, the Chair of the CAAP submitted a draft resolution to the CAAP prior to the General Assembly.  In line with the recommendations by the Board of External Auditors, the resolution proposed the sale of the “Casa del Soldado” with proceeds to be allocated to the deferred maintenance.

The CAAP decided to postpone discussions on the topic of Real Estate and requested a revised strategy taking into account the lack of consensus on the sale of the Casa and the F street building.  The CAAP delegated the task of reviewing this topic to the Working Group on the Review of OAS programs.

Progress: At the meeting of the Working group on the Review of OAS programs on February 5, the SAF presented the document entitled “Note for the Information of the CAAP - Comprehensive Real Estate Strategy (CP/CAAP-3211/13).”  This document presented inter-alia:

1) A revised estimate of the costs of deferred maintenance at $15.7M - Initially, the “Existing conditions Report” by February 15, 2013, estimated the costs of all deferred maintenance in 2008 at approximately $34.9M. The SAF now estimates this amount at $15.7M (having already completed a series of maintenance projects during 2009-12 totalling $1.7M).   

With the available resources allocated to Common Costs for deferred maintenance, the SAF projects spending $2.4M towards the most urgent repairs to the buildings over the period 2013-17, leaving in effect a list of outstanding projects totalling $13.3M. 

As it was argued by delegations, further deferring maintenance projects estimated now at $13.3M may result in costs exponentially increasing over the years as the building conditions may deteriorate.

2) Continued optimization of use of space – the SAF projects that up to 6000 square feet of additional office space in the F street building will be freed up for rental, generating annually $240K in addition to other rental income (Hall of the Americas, parking)

Next Steps: The CAAP instructed the SAF to revise the document and present it at the meeting of the Working Group February 19, taking into account the comments by delegations.  Among other things, it was noted that the strategy was not a comprehensive document as it did not include a cost-benefit analysis for the sale of the “Casa del Soldado” or the F street building. Therefore, delegates requested that the document be referred to as “Deferred Maintenance Strategy.”  It was also suggested that the document detail the current market value of each building, including the Inter-American Institute for Children based in Uruguay.  Furthermore, the document should propose options for fundraising to cover the residual amount of $13.7M needed to undertake all necessary repairs in due time.  It was also recommended that the SAF present additional measures for the optimization of space use by limiting the use of the OAS facilities by CPRs. Once approved by the Working Group, the strategy will be forwarded to the CAAP with recommendations.

Potential deliverable: Resolution by the General Assembly in 2013, with specific instructions in relation to measures to address all deferred maintenance in due time.

4. Mandate prioritization

In May 2012, the Permanent Council instructed the CAAP Working Group on the Review of OAS Programs to finalize the pilot scheme for screening mandates arising out of the General Assembly, including all mandates issued by that organ over the past five years, with a view to consolidating all current mandates in a single document. It was stipulated that this review of mandates should determine whether they have been fulfilled, superseded, or duplicated, and whether they have expired or require ongoing processing. The Working Group concluded its work and submitted a consolidated list of mandates issued by the General Assembly to the Permanent Council as tasked.   Please refer to document CP/doc.4687/12 rev. 3.

Based on the work of the Committee on Administrative and Budgetary Affairs (CAAP), the Permanent Council proceeded, on June 28, 2012, to transmit the list of mandates prepared by the CAAP to the permanent committees and to the Inter-American Council for Integral Development (CIDI), in order for each body to prepare a proposed prioritization of mandates taking into consideration the "A Strategic Vision of the OAS" document with respect to the resolutions within its sphere of responsibility. Please refer to document CP/doc.4812/12 rev. 1.

On December 5, 2012, the Permanent Council received the reports of the permanent committees and CIDI on the status of the mandates prioritization exercise.  The Permanent Council decided to extend the deadline to the end of March to allow for the permanent committees and the Inter-American Council for Integral Development (CIDI) to conclude their prioritization of mandates proposal. 

In addition, the Permanent Council decided that mandates, as defined in document CP/CAAP-2977/08 add. 1 corr. 1, stemming from ministerial meetings and the Summits of the Americas process would be included in this exercise by the relevant bodies.

The Permanent Council requested that the Chairs of the working groups reviewing mandates of the permanent committees and CIDI present in January 2013, a proposal for criteria for prioritizing mandates in a uniform and coordinated manner.  

Progress: To be determined

Potential deliverable: Resolution on classification of mandates, criteria for future mandates, and on measures to maintain an updated inventory of mandates as new ones are adopted.


Note: the mandate prioritization exercise constitutes an important milestone for the Organization. It will allow inter-alia for better planning and budgeting.  It is expected that the exercise will also result in a set of criteria for future mandates including costing of resolutions for planning purposes.

5. Comprehensive reporting

Pursuant to resolution AG/RES.1 (XLIII-E/12), the General Secretariat was instructed to present its administrative and financial management reports to the CAAP on a quarterly basis, including an executive summary.  These reports are intended to serve as a comprehensive management guide to the strategic allocation of resources and to report on the General Secretariat’s compliance with mandates of the General Assembly that address policies affecting administration, management and programs, as well as to report on variances, and highlight budget transfers when applicable.  The reports will also show progress in attaining austerity, efficiency, accountability, effectiveness, transparency, and prudence in the use of the Organization’s resources, and to include a follow-up of the recommendations by the Board of External Auditors that indicates which recommendations the Organization has implemented.   

Progress: The Secretariat for Administration and Finance has already begun incorporating some elements of the new reporting requirements, including a results-driven budget.  Full compliance with the resolution is expected to be reflected in the first quarterly report for the 2013 financial year, in May 2013.

6. Improved planning and management of Specific Funds

The resolution AG/RES.1 (XLIII-E/12), stipulates that the quarterly reports should provide a rationale for the distribution of Specific funds according to donors’ strategic direction.  The reports should clarify if Specific Funds are used to address gaps in regular funding or to complement it.  A financial table should be provided to show total amounts signed and agreed with donors, as well as re-profiled and projected amounts to receive on a multi-year basis.  in addition, a list of unfunded initiatives stemming from mandates or the Project Evaluation Committee should be provided and regrouped by theme to be presented as a basket of unfunded programs and projects.

The report should also provide a summary of efforts deployed by the General Secretariat to attract additional funding for specific or unfunded initiatives. 

Progress:  Full compliance with the resolution is expected to be reflected in the first quarterly report for the 2013 financial year, in May 2013.

a. In addition, during discussions on Lessons Learned from the 2013 Program-Budget review process at the meeting of CAAP on February 12, 2013, delegations emphasized the importance of aligning Specific Funds to the priorities of the OAS to alleviate the impact of any potential funding decrease in the Specific funds for those activities, considered core but not necessarily financed by the Regular Fund.
7. Business Modernization Strategy

The objective of a Business Modernization Strategy is to build a platform for the Management Reform Agenda based on three key principles: Delivering Results, Improving Efficiency and Effectiveness, and increasing Accountability.

The strategy will provide a consistent and coherent approach to the current reform efforts by 1) bringing together all the initiatives and measures implemented to date to enhance the operations of the organization, including the work of the CAAP and the SAF; and, 2) setting a set of concrete and achievable results in the short, medium and long term.

Progress: Canada’s Permanent Representative and Chair of the CAAP is scheduled to present this initiative at the March 20, 2013 Permanent Council.

8. Lessons Learned and Recommendation from the 2013 program-Budget review process

On February 12, 2013, the Chair of the CAAP convened a Special Session of the committee to discuss Lessons Learned stemming from the Program-Budget review exercise (document CP/CAAP-3205/13) and to make appropriate recommendations to the Permanent Council on ways to improve the budgetary process, with a view of implementing changes adopted through a GA resolution if necessary.

The objective of the Lessons Learned and ensuing recommendations is to develop a solid administrative platform with improved processes to help realign the priorities of the organization and its activities with the budget.  As articulated by member states, to succeed, processes must be rooted in robust principles, such as, political will, transparency, trust, accountability, rigour and dialogue.  This exercise is fully embedded in the reform process and the Business Modernization Strategy currently in development.

Progress: The summary of discussions and recommendations by the Chair of the CAAP will be tabled on February 26.

9. Development and implementation of options to address the gap between income and expenditures of the organization.

The General Assembly, in its resolution AG/RES. 1 (XLIIII-E/12) operative paragraph III.A.4.b and c, instructed the following:

•
To request the CAAP, with the support of the Secretariat for Administrative and Budgetary Affairs, inter-alia, to study options to address the gap between income and expenditures of the Organization, and to propose a course of action to the Permanent Council by March 30, 2013, bearing in mind the recommendations of the Board of External Auditors.  Please refer to the Chair’s note, document (CP/CAAP-3210/13).

On January 14, the SAF provided “BACKGROUND DATA ON THE "GAP BETWEEN INCOME AND EXPENDITURES OF THE OAS" (CP/CAAP/INF. 57/13) to support the work of the CAAP.

In addition to the measures previously undertaken by the SAF, the Chair of the CAAP proposed to assess the following options, bearing in mind that the organization may continue to operate in a climate of financial austerity, with zero nominal growth and controlled expenditures:

a. Re-assess the Smart Parity, Cost of Living Adjustment, and Salaries at scale for a determined period of time in order to stabilize the budget, and subject to review; 

b. Assessment of the distribution of professional versus general services personnel within the organization;

c. Quota scale assessment formula and  options;

d. Financial viability of the “discount” policy;

e. Feasibility of introducing financial penalties for late payments, and other measures to encourage timely payments;

f. Viability of maintaining the personnel costs at 64.38% of the Regular Fund Budget; and,

g. Elimination of select programs.

Progress: This topic was delegated to the Working Group on the Review of OAS programs.  Please refer to the most up to date Calendar of meetings.

Annex 1 – CAAP Objectives for 2012-2013

1)
Overhaul of Human Resources management, including but not limited to, the systematic application of effective HR tools such as HR needs assessment, increased transparency in competitive processes, clearly defined career progression for staff, and controlled use of external contractors;

2)
Development and implementation of a Comprehensive Real Estate Strategy, including efficient use of space based on cost-benefit analysis;

3)
Mandate prioritization and criteria setting for future mandates, including costing of resolutions;

4)
Establishment of comprehensive reporting practices through existing tools (budget and quarterly reports) to track progress on the implementation of the recommendations by the External Auditors and the Inspector General, as well as budget execution, including explanation of variances in expenditures and activities in the Regular, Specific, and Indirect Cost Recovery funds, and any other sources of funding if applicable.  These tools will also serve to capture and to report on the reform priorities as set by the CAAP in its annual work plan.   

5)
Improved planning and management of Specific funds in relation to mandates and priorities, including the creation of multi-year plans, which will serve as a platform for fundraising for those unfunded mandates;

6)
Development of Business Modernization Strategy for the Organization to ensure the long term sustainability of the organization, taking into account the “Strategic Vision of the OAS.” and the progress made by the Committee on Administrative and Budgetary Affairs as it relates to the reform of the OAS.

7)
Development and implementation of recommendations aimed at improving the program-budget review and allocation taking into the account the “2013 Program-Budget Review Process Lessons Learned (CP/CAAP-3205/13).

8)
Development and implementation of options to address the gap between income and expenditures of the organization, bearing in mind the recommendations of the Board of External Auditors.

Annex2: Real Estate Strategy 
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