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A.
MANDATE

This report is presented in compliance with the General Provisions of General Assembly resolution AG/RES. 1 (XXXVIII-E/09), in particular operative paragraph III.A.14.a which states:
“14.
Conference and Meeting Services

a.
To reiterate to the General Secretariat the need to expand its review of the Organization’s interpretation and translation services to include the whole area of conference and meeting services, and to present to the Permanent Council for consideration, through the CAAP, by December 15, 2009, a comprehensive plan that thoroughly analyzes current services and needs and makes recommendations as to the most efficient and cost-effective means of delivering these services, at headquarters and away from headquarters, taking into consideration member states’ requirements and overall needs and limitations of the Organization in fulfilling its mandates.”
The mandate of the Department of Conferences and Meetings Management (DCMM) stems from Executive Order No. 08-01 Rev. 3, dated October 1, 2009, which establishes that the DCMM and its dependencies and staff are under the overall direction, supervision, and control of the Director, who answers to the Assistant Secretary General, through the Chief of Staff of the latter, in accordance with the legal framework of the General Secretariat.

Noteworthy among the Department’s principal functions are the following:
· To provide logistical conference support services to the Secretariats, Departments, and Offices of the General Secretariat;

· To prepare, upon request of the areas of the General Secretariat, the necessary budgets; and

· To coordinate, with the Department of Information and Technology Services, the installation, operation, and maintenance of electronic equipment and the information processing and computer programs.

The DCMM is composed of three sections: the Conference Section, the Language Section, and the Documents Section.

B.
BACKGROUND

Within the context of Secretariat support to the OAS intergovernmental process, the cost-effective delivery of conference and meeting services (translation, interpretation, document processing, and funds administration) has been a matter of permanent concern to the DCMM. Given the urgent need to harmonize the Department’s activities with the policies and courses of action defined by the Organization, the Department strives to ensure coordinated, efficient, operational, and transparent management. The necessary transformation resulting from this focus on cost-effectiveness and efficiency has been under way since October 2008, as part of a new way of doing business and of the “relaunching of the DCMM,” which have the full political support of the Organization and the member states.
To achieve its objectives, the DCMM has designed the Strategic Plan 2009-2014 as a means of integrating the Department into the process of reorganization and modernization of the OAS General Secretariat and of bringing it into line with that process, as well as of achieving the Department’s objective of providing not only the political bodies but all areas of the Organization with the high-quality services it needs to fully carry out its mandates. 


As part of this new approach, the Strategic Plan establishes that the vision and mission of the DCMM are to provide the best, environmentally friendly, and highest possible quality conference and meeting services, including technological solutions for conferences and implementation of state-of-the-art technological advances in translation, document processing, and interpretation services, as well as in document reproduction, publication, and distribution. 


The DCMM’s responsibility for providing these services is severely affected by the reality of an ever-shrinking operating budget. Nonetheless, the DCMM makes an essential contribution, and its functions have a daily impact on the smooth functioning of the rest of the Organization. The importance and demands of its work must therefore be recognized as they unquestionably have a major influence on the execution of mandates and on the image of the Organization.


This, together with some organizational, administrative, and operational measures, including cost reduction and the optimization of resources, are the DCMM’s guiding policies. 
C.
CONFERENCE AND LANGUAGE SECTIONS OF THE DCMM

CONFERENCE SERVICES 

Overview


The Conference Section is responsible for the logistical planning, management, and implementation of meetings of the political bodies and all areas of the OAS. This includes room reservations, space planning, room services, funds administration, and technology services, as well as sound, recording and interpretation equipment. 


The Organization is being used more frequently now than in the past as a hemispheric forum for consensus building. Numerous periodic ministerial meetings are being held on diverse important regional issues, such as justice, culture, security, social development, education, science and technology, and sustainable development. In order to streamline the work of this Section, particular emphasis has been placed on the coordination and pre-planning phases, with the goal of minimizing potential problems and ensuring that all requirements are met. This may include, when necessary, developing contingency plans in which quality is not compromised. In that regard, three units were created within the Conference Section: the Technical Support Unit, the Meeting Servicing Unit, and the Virtual Meetings Unit. 

The following graph shows the increase in the number of meetings supported by the DCMM during the last three years.

[image: image1.emf]685

18

983

13

860

172

5

0

200

400

600

800

1000

1200

2007 2008 2009 (Jan-Oct)

Meetings at Headquarters Projected Oct-Dec 2009 Meeting in Member States

703 meetings

996 meetings

1,037 meetings

Jan-Oct

Nov-Dec


Staffing

As a result of the financial condition of the General Secretariat, staffing to provide services for meetings at headquarters has decreased substantially. However, the number of OAS meetings, along with the corresponding demand for meeting services, has increased. 

Some measures have been taken to address this reality. For example, the functions of some staff members have been redistributed. However, as part of the Strategic Plan, which seeks to provide high-quality meeting services, and in order to strengthen Conference Section staffing, it is necessary to contract two room attendants on a permanent basis, through CPRs, and to hire one team leader, as a staff member, to be in charge of the Meeting Servicing Unit. At the present time, the DCMM contracts room attendants on a daily basis, depending on the number of meetings held at headquarters. However, since hiring is done on an irregular basis, it is not always easy to find room attendants who are available at a moment’s notice. 

It is also necessary to recruit, through a CPR, a technician to provide support for the implementation of video conferences and as a backup for day-to-day basic technology demands. This CPR would replace the position of IT specialist, which the DCMM had available but was closed for budgetary reasons. 

Technology and Equipment

In view of constant and rapid changes in technology and the firm decision to renovate and upgrade the technology of several OAS meeting rooms, it is incumbent on the DCMM to dramatically improve and update existing equipment to better serve the demands of the political bodies and the General Secretariat.
The increasing need for technological improvements in the OAS have called for renovations of the Columbus Room, the Dr. José Gustavo Guerrero Room, and the Simón Bolívar Room in the Main Building and the TL-76 Room in the General Secretariat Building, in order to transform these rooms into interactive spaces in terms of their technological capabilities (virtual meetings).

These improvements in equipment and technology will enable the DCMM to provide the best state-of-the-art technology in every respect to the meetings of the political and technical bodies of the OAS.

· Columbus Room

The interpretation booths in the Columbus Room and its sound, recording, and interpretation equipment have been in place for more than 30 years and must be replaced. As soon as the financial resources are available, and based on a study the DCMM has conducted, priority will be given to updating this meeting room and to integrating it with the others in terms of state-of-the-art equipment. It is estimated that the renovation and complete overhaul of the equipment will cost approximately US$114,355. 

· Dr. José Gustavo Guerrero Room

Renovation of the Dr. José Gustavo Guerrero Room to convert it into a smart meeting room, with video display and presentation capability, is estimated to cost about US$82,293. To expand its size, the interpretation booths should be relocated to an appropriate place in the Main Building. A proposal on this matter is currently under study.

· Sir Arthur Lewis (TL-76) Room (Multimedia Room) and Delegates Lounge

The Sir Arthur Lewis Room is located across from the Gabriela Mistral Room on the terrace level of the GSB Building. The cost of transforming the TL-76 Room into a state-of-the-art video conferencing room, with all necessary equipment, software, and accessories, was $82,392. The cost of setting up computer booths for delegates on the terrace level of the GSB Building was $18,000.52, which covered the computers and printers. 
From its inauguration in late April 2009 until October 30, 34 video conferences took place, along with all of the testing necessary before every scheduled video conference. Video conferencing use is expected to increase in the months ahead as the areas of the General Secretariat and the member states become aware of the availability of this service. This trend will increase the return on DCMM’s investment and add value to the conference services provided to the OAS. It is essential to begin to take advantage of holding “virtual meetings” within the Organization, which, in the medium and long terms, will result in significant savings, particularly in travel costs, and ensure a high rate of return on investment. These meetings would also help the political bodies and all areas of the General Secretariat to better perform their functions. 
· Simón Bolívar Room

The estimated cost for providing the Simón Bolívar Room with video conferencing capability is $113,226.

In addition, the DCMM, in cooperation and close collaboration with the Department of Information and Technology Services (DOITS), developed, at no cost to the OAS, a Conference Proceedings Management System (CPMS), which has improved document handling, name handling, and conference management in that room.

The system allows delegates to view on their monitors official reference and working documents in the four official languages of the OAS, provided that the documents are available in the four languages. This new technology has reduced the use of paper in that room’s meetings by about 70 percent since January 2009.

One of the system’s main features, which is related to its name-handling capability, is that it enables delegates to view the list of countries that have requested the floor, the length of time each speaker has been speaking, and the amount of time spent on each item on the order of business.

· Portable interpretation equipment

The acquisition of portable interpretation equipment at a cost of $166,844 will give the DCMM the flexibility to provide interpretation services to many smaller meetings in rooms that do not have equipment.

Meeting Room Reservation Management

In order to improve efficiency in coordinating conference and meeting room use and reservations, the DCMM is developing, in cooperation with DOITS, a new user-friendly system called the Electronic Meeting Tracking System (EMTS), which will enable OAS users to make reservations for all meeting rooms in the General Secretariat. Using this new system, clients will have access to complete information on room availability and will be able to input their specific requirements for each meeting. The new system will be a highly efficient and reliable tool that permits better monitoring of all conference and meeting rooms by centralizing management in the DCMM. Its implementation does not have any financial implications, as it will use the current DCMM staff, who will receive training in its use. 
TRANSLATION AND INTERPRETATION SERVICES

Overview

As stated above, the number of OAS mandates has increased in recent years. In practice, this has been reflected in a proliferation of meetings both at and away from headquarters. All of this diplomatic activity is positive in that it reflects the political importance and dynamism of the OAS as a hemispheric multilateral body, but at the same time it has significantly increased the number of documents that need to be translated and the number of meetings for which interpretation services must be provided.

Highlights

As part of its new policies, the Language Section of the DCMM has introduced new practices that are consistent with the changing needs and realities of the Organization, as well as with the demands of the member states, namely:

· Paperless IDMS: According to an internal survey, whenever a 10-page document was sent out for translation in 4 languages, it required the printing of between 105 and 135 pages. In an effort to support the Organization’s green policy, DCMM/LS has implemented a procedure for the electronic transfer of documents from document coordinators to translators and then to proofreaders, thus bypassing the need for hard copies. Most translators now work with two screens, which eliminates the need for printing. The goal is to have all translators and proofreaders fully equipped with two monitors by early next year. 

· Redistribution of tasks: Due to the recent reductions in personnel mandated by the 2010 program-budget, the DCMM/LS has taken the necessary steps to guarantee that these staff cuts do not affect performance in the area. The position of Spanish Document Processor (G-4) was eliminated. At the same time, since the increasing number of meetings require additional help in the coordination of interpretation services, the Language Section has hired a junior translator/interpreter (on a CPR) who acts as both Spanish Document Processor and Interpretation Coordinator Assistant.

· Pilot Program: When meetings are held abroad, local governments are increasingly demanding that the OAS hire local translators and interpreters. The DCMM/LS has launched a Pilot Program aimed at identifying qualified professionals in the member countries. The Department takes advantage of meetings away from headquarters to test new interpreters on site and to identify translators who are then tested online. Professionals who pass these exams are added to the OAS rosters of freelance translators and interpreters and OASES so that they are ready to be called when needed.

TRANSLATION

Staffing

Staff translator-reviewers are language professionals who have been selected through a rigorous competitive process, which includes a total of three translation exams, three review exams, and an interview. All staff translator-reviewers translate into their mother tongue from any of the other three languages of the Organization. Therefore, they need to have a thorough knowledge, at a university level, of all four languages.

The number of staff translator-reviewer positions has been gradually reduced over the years. Currently, the Language Section has nine translator-reviewers: three in English, three in French, two in Spanish, and one in Portuguese. However, one of the Spanish translator-reviewers is performing the functions of Manager of the Language Section, leaving her little time to work on translation assignments.

As of October 31, 2009, the approximate breakdown of documents by original language is as follows: Spanish, 78 percent; English, 21 percent; Portuguese, 1 percent; and French, 0 percent. The highest demand for translation is from Spanish into English. At the same, all General Assembly, Permanent Council, and CEPCIDI documents, which are generally drafted in either English or Spanish, must be translated into the other three languages. 

Breakdown of documents by original language
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The staffing structure should be consistent with the percentage of translation requests. As reflected in the graph below, the current staffing in Portuguese is not sufficient to meet the demand for translations into that language. As a result, the only staff Portuguese translator-reviewer is consistently overworked, and the area has no backup when she is on leave, on mission, or participating in Style Committee meetings. Despite using freelancers when available, the lack of adequate staffing for Portuguese translation, has contributed to significant production delays and missed deadlines. 

Staffing distribution by language
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The purpose of the recently launched Pilot Program to recruit language professionals in different countries of the Hemisphere is to develop regional hubs of interpreters and translators who can be hired for OAS meetings abroad. To date, thanks to the valuable assistance provided by the Permanent Missions and the Ministries of Foreign Affairs of Peru and Colombia, two rounds of exams have been held in those countries.

Productivity 

The graph below shows the ratio between in-house and external translations as of October 31, 2009. It indicates the percentage of words translated by staff (4,451,970) vs. external translators (3,980,088), but not the number of documents. Staff translators handle most revisions and corrections of Permanent Council documents because of the urgency and precision such documents require.
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Outsourcing

Freelance translators also go through a rigorous selection process. In order to be part of the OAS roster, translators need to meet three basic requirements: (1) proficiency in at least two languages of the Organization (Portuguese and French translators need to be able to translate from both English and Spanish); (2) a university degree in translation, languages, or a related field; and (3) at least three years of translation experience. Candidates who meet these criteria are evaluated by in-house staff, who determine whether they are qualified to be added to the roster of OAS freelance translators. 

However qualified these freelance translators may be, they are necessarily less familiar with the Organization’s work and terminology than the staff translators. 

· Outsourcing: words vs. days

Freelance translators are paid either $390 a day or $170 per 1,000 words. Freelancers hired by the day are expected to produce about 2,500 words a day, but may at times produce more, depending on the complexity of the documents to be translated and also on the speed with which they work. 
For purposes of comparison, a 2,500-word translation paid for by the word costs $425. A translator hired by the day at a cost of $390 generally translates 2,500 words per day or more, especially during peak periods in which there is a great deal of work, for example, in March, April, and May, in preparation for the General Assembly. Therefore, when freelance translators are hired, in particular during busy periods, it is in general more cost-effective to hire them by the day. 

· Outsourcing: freelancers working on site vs. online

When a translator is hired by the day to work on site, it is more beneficial to have them work in the LS offices at headquarters than at home in the Washington, D.C., area or elsewhere. Experience shows that this guarantees two factors: speed of delivery (due to proximity) and greater accuracy (due to easier access to reference databases and consultation with colleagues).

Although this option may have some cost-saving implications, increased reliance on freelance translators is undesirable as these individuals are frequently unavailable during peak periods (spring and autumn), or for urgent work, night shifts, or weekends.

Considerations/Recommendations

· Continue to implement the Pilot Program in order to expand the rosters of translators and interpreters by testing locally and regionally, and also according to specialization. 

· Keep introducing new technology tools, such as MultiTerm Online, TermExtract, FineCount, and Trados Server, which continue to improve the productivity, quality, and consistency of both in-house and external translation.

· Fill at least one Portuguese translator-reviewer vacancy by March 2010, at the latest, so the new translator will be fully trained by the next regular session of the General Assembly. 
· Announce, as soon as possible, the English translator-reviewer vacancy that will be left by one of the present translators. LS will not be able to meet the demand for English translations with only two staff translator-reviewers. 

INTERPRETATION

Overview

Interpretation in four languages is provided at General Assembly sessions, Meetings of Consultation of Ministers of Foreign Affairs, ministerial meetings, meetings of the Inter-American Council for Integral Development, and, as requested, at other meetings, such as conferences of states parties to conventions. 
Traditionally, interpretation in four languages has also been provided at meetings of Permanent Council and CIDI committees. However, the use of four languages in committee meetings may be changing since some meetings of the Committee on Administrative and Budgetary Affairs have worked in only English and Spanish. 

Interpretation for working groups is provided in two languages. As a reference, the IADB and PAHO, our “sister” organizations, staff most of their meetings with English/Spanish interpreters, with the full four-language staffing reserved for Councils, Assemblies, and special meetings.

The decision on the number of languages used in a meeting is not made by the staff Chief Interpreter, by the Language Section, or by the Department of Conferences and Meetings Management. Rather, it is made by the political body, the committee, or the area concerned. Coordination and planning with different areas is a top priority and is now a part of the Department’s new approach.

Staffing
The Language Section hires interpreters for all meetings from its two rosters of freelance interpreters, one for local interpreters and the other for interpreters living outside the Washington area. To be included in these rosters, interpreters must meet at least one of the following criteria: membership in the International Association of Interpreters (AIIC) and/or The American Association of Language Specialists (TAALS), conference interpretation experience in an international organization or with the U.S. Department of State, or successful completion of an OAS-administered test. 

The freelancers’ working conditions are comparable to those in other Washington-based international organizations, although the OAS daily fee for interpretation services is lagging behind ($490 at the OAS vs. $575 at the U.S. Department of State). 

Recruitment of interpreters

DCMM recently developed new paperlight contracting and invoicing procedures for interpreters at headquarters, as well as a new interactive calendar enabling interpreters to indicate the days on which they are available to work. These procedures have also greatly accelerated payment to interpreters, who are now being paid in less than a week rather two months as in the past. 
Considerations/Recommendations

· Presently, the cost of a meeting with interpretation into four languages is $3,920 per day. Committees and Working Groups that opt to use only two languages realize daily cost savings of $1,960 per day (only four interpreters are needed instead of eight, at a rate of $490 each per day). Committees and Working Groups may wish to take these issues into consideration in making decisions with regard to required languages services. 
· For many years, the Permanent Council and the General Secretariat have expressed concern about the wasteful use of interpretation services. Freelance interpreters, who are paid $490 per day, are often scheduled to work only in the morning or the afternoon. As part of its planning and coordination strategy, the DCMM/LS is currently planning to implement an automatic flagging system in the Electronic Meeting Tracking System (EMTS) to indicate that a morning or afternoon meeting with interpretation has been scheduled. This would draw attention to the fact that interpreters are available to work the other half day, and would save approximately $1,960 per meeting. The DCMM and the Secretariat to the Council have been actively working together to streamline and improve scheduling. 

· The DCMM/LS will continue to expand the OAS rosters of interpreters in both Washington, D.C., and in the member states in order to provide the interpretation services required for all meetings and to do so in a cost-effective manner.  

Interpretation costs per meeting and per day
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