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and for Strengthening the Inter-American System”)
RESTRUCTURING PROPOSAL FOR THE OAS GENERAL SECRETARIAT
BACKGROUND AND RATIONALE

In recent years, the member states of the Organization of American States (OAS) have made great efforts to deal with the challenges of modernizing the Organization in order to enable it to fulfill its mandates and perform its functions in an efficient and effective way, as well as to maintain its prominence in the Hemisphere.

Notable among those efforts was the Strategic Vision of the OAS, which was adopted by the General Assembly through resolution AG/RES. 2814 (XLIV-O/14) and charts the course of the Organization:

“The Organization of American States is the hemispheric political forum inclusive of all the countries of the Americas, committed to the strengthening of democracy, the promotion and protection of human rights, the advancement of integral development and the fostering of multidimensional security, all equal and interdependent, with justice and social inclusion, for the benefit of the peoples of the Americas.”

In addition, resolution AG/RES. 1 (XLVII-E/14), “Guidelines and Objectives of the Strategic Vision of the Organization of American States,” established the strategic objectives of the OAS, which are guiding the efforts of the Organization toward fulfilling the Strategic Vision.


On June 15, 2015, the General Assembly instructed the Secretary General to submit for the consideration of the Permanent Council by July 31, 2015, such adjustments as he deemed necessary to the organizational structure of the General Secretariat to align it with the Strategic Vision of the Organization. The latter mandate was contained in resolution AG/RES. 2876 (XLV-O/15), “Modernization and Reorganization of the General Secretariat in Accordance with the Strategic Vision for the Organization and for Strengthening the Inter-American System.”


Taking into account the provisions contained in the above resolutions [AG/RES. 2814 (XLIV-O/14), AG/RES. 1 (XLVII-E/14), and AG/RES. 2876 (XLV-O/15)], this version reflects the contributions of the member states and the agreements reached with them during the discussion and analysis of the first version of the restructuring proposal for the General Secretariat. The proposal takes into account the demands placed on modern organizations, including: 

· Clarity as to the goals of the Organization and the results that it needs to achieve;

· A structure that allows it to realize its Vision and objectives, along with processes that determine what needs to be done to accomplish expected outcomes; 

· Mechanisms to monitor and evaluate operational processes, accomplishment of objectives, and attainment of results; 

· Flexibility for incorporating necessary changes based on monitoring and evaluation, especially if the Organization's approach is a results-driven one and strives for continuous improvement.

SCOPE OF THE REFORMS

The reforms included in this proposal only affect the structure of the General Secretariat, in keeping with the mandate set out in resolution AG/RES. 2876 (XLV-O/15) above. These reforms are illustrated in Appendix I hereto. 

STRUCTURAL CHANGES


To tackle the challenges it faces, a structure is proposed for the General Secretariat in which all the Organization's resources (human, financial, technological, etc.) allocated to the various Secretariats, Departments, Offices, and Sections, contribute as one to achieving the strategic vision, strategic objectives, and results proposed. This structure, which is aligned with the Organization's pillars, will also allow a better workforce organization and the implementation of modern management tools. 

The General Secretariat restructuring proposal aims to strengthen and generate convergence of efforts; motivate, train, and strengthen personnel; and concentrate expertise, skills, and experience. 

The proposal introduces a configuration for the General Secretariat, according to which:

· In order of seniority, the hierarchy of the General Secretariat under the new structure would be: Secretary General; Assistant Secretary General; the Executive Secretary for Integral Development, and the secretaries; department directors; office directors; and section chiefs.

· The Chief of Staff of the Secretary General, Chief of Staff of the Assistant Secretary General, and the Senior Advisor for Strategy and Organizational Development will coordinate the work of the different areas of the General Secretariat.
· The Secretary General and the Assistant Secretary General will oversee all aspects of the Organization, effectively manage the relationship between member states and the Secretariat, and have direct authority over, and access to, all activities that all the Organization’s secretariats and offices perform.
· The Secretary General and the Assistant Secretary General will coordinate the Office of the Secretariat to the General Assembly, the Meeting of Consultation, the Permanent Council, and Subsidiary Organs; the Department of Conferences and Meetings Management; the Columbus Memorial Library; and the Art Museum of the Americas.
What follows are the proposed changes to the different areas of the General Secretariat. 

I. Adjustments to the Office of the Secretary General

· Office of the Senior Advisor for Strategy and Organizational Development


The Office of the Senior Advisor for Strategy and Organizational Development was created by Executive Order No. 08-01 rev. 8 to meet the modernization needs of the Organization in a way that would enhance its efficiency and effectiveness with a focus on the Strategic Vision and a results-based management approach. Its objective is to combine the functions of planning, reporting, evaluation, some elements of strategic partnerships and communications.


Inter alia, its responsibilities will be to align resources to planning according to organizational objectives; foster organizational efficiencies and a culture of continuous improvement; develop and implement communication strategies (internal and external) to build awareness about the work and priorities of the OAS; and coordinate fundraising activities to increase specific fund contributions in support of key programs.

To achieve those objectives, the Office of the Senior Advisor for Strategy and Organizational Development will comprise the Department of Planning and Evaluation, the Department of International Affairs; the Department of Press and Communication; and the Organizational Development Section.
	OFFICE OF THE SENIOR ADVISOR FOR STRATEGY AND ORGANIZATIONAL DEVELOPMENT

	Objective:

	To combine the functions of planning, reporting, evaluation, identification of strategic partnerships, and communications. It will achieve this by aligning resources to planning according to organizational objectives; fostering organizational efficiencies and a culture of continuous improvement; developing and implementing communication strategies (internal and external) to build awareness about the work and priorities of the OAS; and coordinating fundraising activities to increase specific fund contributions in support of key programs.

	Departments and Thematic Areas

	Department of Planning and Evaluation

	Department of International Affairs 

	· Identification of Strategic Partnerships
	· Relations with International and Multilateral Organizations

	· Relations with Permanent observers
	· Policy roundtables 

	· Lecture Series of the Americas 
	

	Department of Press and Communication

	Organizational Development


· Ombudsperson

At the same time, there has been concern that the Organization should provide OAS staff with an institutional mechanism that guarantees and promotes their rights and discreetly processes complaints about possible violations of those rights. Hence the establishment of the Office of the Ombudsperson, which will be responsible for ensuring observance of the rights of the Organization's human resources. Said office will depend administratively from the Office of the Secretary General, operate autonomously, and submit consolidated reports on cases to the political organs.
· The Office of Protocol and the Coordinating Office for the Offices and Units of the General Secretariat in the Member States will remain in the Office of the Secretary General.

II. Adjustments to the Office of the Assistant Secretary General


Pursuant to Article 115 of the OAS Charter, the Assistant Secretary General is the Secretary of the Permanent Council. 

The Chief of Staff of the Assistant Secretary General will perform coordination functions related to that office.  As Article 115 of the OAS Charter also establishes, the Assistant Secretary General acts as the delegate of the Secretary General in all matters that the latter may entrust to him and, during the Secretary General's absence, performs his functions. 


The objective of this proposal is greater and closer coordination between the Secretary General and the Assistant Secretary General and between their offices, in order to facilitate the flow of information between them and, hence, more efficient execution of the functions assigned to the Assistant Secretary General.

III. Adjustments to the Secretariats


A major rationale of the proposed adjustments is alignment of the secretariats with the Strategic Vision and with the pillars of the organization: democracy, human rights, integral development, and multidimensional security. This reorganization will allow for the Organization's impact under each of these pillars to be measured more accurately at the hemispheric level and at the level of member states. This, notwithstanding the fact that the Organization recognizes that these pillars are interdependent when it comes to planning, implementation, and evaluation of their performance. 


These activities require different human resource skills, knowledge, expertise, and abilities, and have implications for strategic planning, the Organization's processes, results-based management, and management control. Therefore, hires must meet the experience and skills qualifications that the activities for which they are retained demand.

The proposed adjustments in the Secretariats are represented in the new organizational chart (Appendix I) using a matrix organization, in which all Secretariats are equal in rank and report to the Office of the Secretary General and the Office of the Assistant Secretary General. Coordination among the secretariats is therefore key to fulfilling their objectives: Therefore:
· The four Secretariats corresponding to the pillars should be coordinated to avoid duplication and should create synergy of efforts on programs and projects dealing with multisector-rooted problems or pursuing a common goal. 

· The four Secretariats for the pillars and the Secretariat for Hemispheric Affairs should coordinate for mutual feedback on various issues, lessons learned, experiences, best practices, programs, and projects, in order to pursue hemispheric initiatives in the four pillars.

· The four Secretariats must at the same time collaborate with the Office for the Coordination of Offices and Units of the General Secretariat in the Member States, for the offices to ensure that programs and projects implemented in the respective countries are complementary, rather than some overlapping others; and that they address each country's priorities. 

The proposed restructuring of the General Secretariat includes:

1. The creation of the Secretariat for Access to Rights and Equity 

2. The creation of the Secretariat for Hemispheric Affairs
3. The elimination of the Secretariat for External Relations, whose functions have been distributed as shown in Sections I, III.A, and III.E.
4. The creation of the Office of the Senior Advisor for Strategy and Organizational Development
5. The creation of the Office of the Ombudsperson

According to the adjustments outlined in the proposal, the Secretariats would be organized as follows: 

A. Secretariat for Access to Rights and Equity

Inequality in Latin America and the Caribbean is the main challenge facing the region's countries, with negative effects on the most vulnerable. In addition to taking income inequality into account, one must also consider inequalities in terms of access to public services, territorial and residential segregation, and labor market participation. Moreover, in our region we have groups that suffer social discrimination and exclusion by reason of their age, ethnicity, race, culture, religion, language, gender, and sexual orientation or identity, as well as other forms of intolerance. From the point of view social justice and bearing in mind the interdependent nature of rights, it is critical to ensure that the progress in fulfillment of civil and political rights seen in recent years is also mirrored in the enjoyment of economic, social, and cultural rights (ESCR). 

This new secretariat is aligned with the human rights pillar and its strategic objectives are to promote the access to rights of all the Hemisphere's peoples, without distinction of any kind; contribute to the fulfillment of the strategic objectives of the Organization, with equity, social inclusion, and gender equality and equity as crosscutting core elements; and promote international and regional cooperation, strengthening dialogue, and participation of civil society and other social actors in its areas of responsibility.

The creation of this new secretariat, on one hand revitalizes the Organization's prevalence as a forum for policy dialogue and meetings on inclusion and equity, and, on the other, raises the profile of the role of the OAS in contributing to the full realization of the rights of citizens in its member states.
To fulfill those objectives, the Secretariat for Access to Rights and Equity (SADE), will comprise the Department of Social Inclusion, the Department of Equity; the Civil Society Relations Section; the Executive Secretariat of the Inter-American Commission of Women; the Secretariat of the Inter-American Children's Institute, and the Inter-American Judicial Facilitators Program, which was under the Secretariat for Legal Affairs.

The purpose of bringing these areas together under the SADE is to facilitate better coordination and create synergy among the departments, sections, and programs whose role is to promote equity, inclusion of vulnerable groups, equal access to justice, and citizen participation in public policy decision-making. 
In the performance of its duties, this Secretariat will strive not to duplicate the functions of other organs or agencies and make efforts to find complementarities with same.
	SECRETARIAT FOR ACCESS TO RIGHTS AND EQUITY 

	Strategic Objective

	To advance the equity agenda in the region; work with member states in their efforts to follow up on regional regulatory frameworks on equity and access to rights; promote implementation of public policies and programs that boost inclusion and equity and, in general facilitate full enjoyment of rights by their citizens. In that sense, it will contribute to the fulfillment of the strategic objectives of the Organization, with equity, social inclusion, and gender equality and equity as crosscutting core elements, while promoting international and regional cooperation, strengthening dialogue, and participation of civil society and other social actors in its areas of responsibility.

	Departments and Thematic Areas 

	Social Inclusion

	· Persons with Disabilities
	· Consumer Rights

	· Migration and Development
	· Rights of Older Persons

	· Indigenous Populations
	· People of African Descent 

	· Populations in Vulnerable Circumstances
	· Lesbian, Gay, Bisexual, Trans, and Intersex (LGBTI) Persons

	· Other Areas in Accordance with the Social Charter of the Americas, Its Plan of Action, and the Protocol of San Salvador 

	Promotion of Equity 

	· Follow-up on Legal Instruments on Economic, Social, and Cultural Rights – Multidepartmental implementation

	· Social Charter of the Americas and Plan of Action of the Social Charter of the Americas

	· Protocol of San Salvador

	· Judicial facilitation and community-based conciliation mechanisms

	Civil Society Relations 

	· Civil Society Participation in OAS Activities

	Executive Secretariat of the Inter-American Commission of Women

	Inter-American Children's Institute


B. Secretariat for Strengthening Democracy
This Secretariat is aligned with the democracy pillar, whose strategic objectives include consolidation of processes and modernization and strengthening of electoral institutions in the Hemisphere, abiding by the principle of nonintervention and full respect for sovereignty; promoting peace and peaceful settlement of disputes; and strengthening democratic culture and respect for the rule of law, as well as policies on justice.

To fulfill its objectives, the Secretariat for Strengthening Democracy (SSD) will comprise the Department of Electoral Cooperation and Observation and the Department of Sustainable Democracy and Special Missions.

In that regard, the SSD will focus on promoting the strengthening of political processes in member states, especially in terms of supporting democracy as the best option for ensuring peace, security, and development.
The SSD will likewise focus on promoting free, fair, competitive, and inclusive elections; modernizing electoral processes; and furnishing the General Secretariat with information and technical support on prevention, management, and peaceful resolution of territorial disputes, political crises, and inter-state conflicts.

	SECRETARIAT FOR STRENGTHENING DEMOCRACY 

	Strategic Objective

	To support consolidation of processes and modernization and strengthening of electoral institutions in the Hemisphere, abiding by the principle of nonintervention and full respect for sovereignty; promoting peace and peaceful settlement of disputes; and strengthening democratic culture and respect for the rule of law, as well as policies on justice.

	Departments and Thematic Areas 

	Electoral Cooperation and Observation 

	· Electoral Observation 
	

	Sustainable Democracy and Special Missions

	· Mediation and Dialogue 
	· Political Analysis and Outlook

	· Special Missions 
	· Fund for Peace


C. Executive Secretariat for Integral Development

This Secretariat is aligned with the integral development pillar, the strategic purpose of which is to assist member states in achieving their economic, social, and cultural development goals in a comprehensive, inclusive, and sustainable manner, through actions designed, inter alia, to advance and strengthen effective cooperation and partnership-building strategies among states. 

In accordance with Chapters VII and XIII of the OAS Charter, SEDI is the General Secretariat dependency charged with supporting the Inter-American Council for Integral Development (CIDI), its sectoral ministerial meetings, its subsidiary organs, and the Cooperation for Development Fund (CDF).
To meet that objective, the Executive Secretariat for Integral Development (SEDI) will comprise the Department of Education and Human Development, the Department of Social and Economic Development, the Department of Sustainable Development, the Inter-American Telecommunication Commission, and the Inter-American Committee on Ports. 

The organization of the Secretariat is intended to strengthen complementary partnership for development and linkages with the international community and other international organizations, in support of international cooperation initiatives agreed upon at the global level, including the Post-2015 Development Agenda.

	EXECUTIVE SECRETARIAT FOR INTEGRAL DEVELOPMENT 

	Strategic Objective

	To assist member states in achieving their economic, social, and cultural development goals in a comprehensive, inclusive, and sustainable manner, through actions designed, inter alia, to advance and strengthen effective cooperation and partnership-building strategies among states.

	Departments and Thematic Areas

	Education and Human Development

	· Education
	· Information and Communication Technologies 

	· Academic Scholarships and Training 
	· Competitiveness, Innovation, and Technology

	Social and Economic Development 

	· Trade and Economic Development 
	· Corporate Social Responsibility

	· Culture and Tourism 
	· Employment and Labor

	· Social Development
	

	Sustainable Development 

	· Sustainable Cities
	· Environmental Law

	· Energy and Climate Change Mitigation
	· Integrated Water Resources Management

	· Risk Management and Adaptation to Climate Change
	

	Inter-American Telecommunication Commission

	· Telecommunications

	Inter-American Committee on Ports

	· Ports


D. Secretariat for Multidimensional Security

This secretariat is aligned with the multidimensional security pillar, the strategic objectives of which are to promote and strengthen peace, regional stability, international cooperation, exchange of experiences and good practices, and citizen participation in public policies with the purpose of helping member states to be more effective in tackling current challenges and in preventing and addressing the social effects of violence generated by organized crime.

To meet its objectives, the Secretariat for Multidimensional Security (SMS) will be composed of the Department of Public Security; the Secretariat of Inter-American Committee against Terrorism (CICTE) and the Executive Secretariat of the Inter-American Drug Abuse Control Commission (CICAD).

	SECRETARIAT FOR MULTIDIMENSIONAL SECURITY 

	Strategic Objective

	To promote and strengthen peace, regional stability, international cooperation, exchange of experiences and good practices, and citizen participation in public policies with the purpose of helping member states to be more effective in tackling current challenges and in preventing and addressing the social effects of violence generated by organized crime.

	Departments and Thematic Areas

	Public Security 

	· Security and Justice
	· Crime and Violence Prevention 

	· Public Security Information and Awareness 
	· Policies against Transnational Organized Crime 


	Secretariat of the Inter-American Committee against Terrorism

	· Technical assistance and capacity-building programs to assist OAS member states in preventing, combating, and eliminating terrorism.

	Executive Secretariat of the Inter-American Drug Abuse Control Commission

	· Assistance to the Commission through human and institutional capacity-building and channeling the collective efforts of its member states to reduce production, trafficking in, and use of illegal drugs.


E. Secretariat for Hemispheric Affairs
The purpose of this new secretariat is to contribute to the fulfillment of the strategic objectives for all four pillars, with a particular emphasis on enhancement of public administration, promotion of best practices, sharing experiences, and horizontal cooperation. It also contributes to the objective of institution-building; namely, to strengthen the capacities of the OAS to promote and facilitate pluralistic and wide-ranging political dialogue among member states and to work with the growing network of global, regional, and subregional actors in order to complement efforts and more effectively implement its tasks.
In that sense, the Secretariat for Hemispheric Affairs (SHA) will help to generate stronger cross-sectoral approaches to, and increased knowledge of, hemispheric challenges; greater internal and external coordination and collaboration to avoid duplication and ensure efficient use of resources; and enhanced credibility of the OAS and capacity to attract funds.
Its goal will be to obtain and generate new ideas to respond effectively to pressures, seek third-party innovation, and foster internal and external synergies and complementarity. It will also help to incorporate expertise in all areas of the Organization's work, including evaluation and follow-up on the impact of the OAS at the hemispheric level.
The SHA has the following objectives:  Act as a focal point for the Secretary General’s priorities that necessitate cross-departmental consultations and coordination to determine feasibility and relevance, and help coordinate their elaboration; incubate ideas that emerge from dialogue among member states with the potential to design programs that are cross-sectoral and/or which can be implemented through hemispheric cooperation by the relevant secretariats; track progress in implementing hemispheric priorities, including those articulated at the Summit of the Americas, and report in a comprehensive way to inform the following Summit event and direction as necessary; promote and disseminate best practices that support common hemispheric objectives such as improved public sector; among others.
The SHA will comprise the Department of Effective Public Management, the Department of Summits Follow-Up, the Strategic Partnership Implementation Section, and New Hemispheric Initiatives.
In the performance of its duties, this secretariat will strive not to duplicate the functions of other organs or agencies and make efforts to find complementarities with same.

	SECRETARIAT FOR HEMISPHERIC AFFAIRS

	Strategic Objective

	Help to generate stronger cross-sectoral approaches to, and increased knowledge of, hemispheric challenges; greater internal and external coordination and collaboration to avoid duplication and ensure efficient use of resources; and enhanced credibility of the OAS and capacity to attract funds.

	Departments and Thematic Areas

	Effective Public Management

	· Open Government
	· E-Government 

	· Civil Registry
	· Innovation and Public Management and Modernization

	· Municipal Management Modernization 
	

	Summits Follow-Up

	· Summit Implementation Review Group 
	· Joint Summit Working Group 

	· Follow-Up and Implementation System 
	

	Strategic Partnership Implementation Section

	New Hemispheric Initiatives


F. Secretariat for Legal Affairs

In light of the advisability of integrating and enhancing coordination of the legal advisory and assistance services that the General Secretariat provides, the Secretariat for Legal Affairs will comprise the Departments of International Law, the Department of Legal Cooperation, and the Department of Legal Services.

	Secretariat for Legal Affairs 

	Objective:

	To develop, promote, and implement the Inter-American Program for the Development of International Law; to provide advisory services concerning international law and the development and codification of inter-American law; to support the follow-up mechanisms for certain inter-American conventions; to serve as a depository and source of information for inter-American treaties and the agreements of the OAS and its organs;  to disseminate information on the legal instruments of the OAS and its legal programs; and to provide other services related to inter-American legal cooperation. Additionally, through the Department of Legal Services, to provide legal advice on: interpretation of normative instruments; administrative, budgetary, and personnel matters; internal regulations; contracts, treaties, and agreements; application of national laws relating to taxation, labor relations, and privileges & immunities; and cooperation and electoral agreements.

	Departments and Thematic Areas

	International Law

	Legal Cooperation  

	Secretariat to the Inter-American Juridical Committee

	Legal Services


G. Secretariat for Administration and Finance

This Secretariat addresses the strategic objectives for administrative management with a particular emphasis on: allocating and efficiently executing the budget for each fiscal period based on the mandates contained in General Assembly resolutions; and strengthening a nondiscriminatory work environment conducive to the highest level of productivity, efficiency, and commitment. 

To achieve these objectives, the Secretariat for Administration and Finance (SAF) will comprise the Department of Financial and Administrative Management Services, the Department of Human Resources, the Department of Information and Technology Services, the Department of Procurement, and the Department of General Services.

	SECRETARIAT FOR ADMINISTRATION AND FINANCE 

	Strategic Objective

	Administrative management with a particular emphasis on: allocating and efficiently executing the budget for each fiscal period based on the mandates contained in General Assembly resolutions; and strengthening a nondiscriminatory work environment conducive to the highest level of productivity, efficiency, and commitment.

	Departments

	Financial and Administrative Management Services 

	Human Resources 

	Information and Technology Services

	Procurement 

	General Services


IV. Promoting Continuous Improvement

Continuous improvement is a cycle through which the Organization identifies areas for improvement, plans how to carry them out, implements them, assesses the results, and decides what action to take based on those assessments. Applying such a cycle in the General Secretariat would enable it to make the necessary adjustments to its operations to achieve its objectives and expected outcomes.

This requires a certain amount of flexibility in the Organization's structure which would allow it to introduce the improvements considered necessary as a result of the cycle's application and, likewise, adapt to evolving challenges as they arise in member states and the region as a whole.
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