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2005-2013
When this administration began, the OAS was facing a financial and organizational crisis.

Almost half of all quota payments were past due, the budget was constantly declining because of the freezing of quota income; and the number of staff members was falling as a direct result of the cuts, but without rhyme or reason. At the same time, mandates and demands on the Organization continued to grow.

Financial constraints in the Regular Fund triggered a quest for alternative funds, which gave rise to a "parallel" OAS comprised of staff financed with external funds, working according to sometimes different labor regimes and accountability mechanisms. All that generated a crisis in the organizational structure.
The reform
To address that situation, the administration embarked on a revamping of the organizational structure and modus operandi of the General Secretariat. Following is a brief summary of the main achievements with respect to targets for enhancing efficiency, transparency, and accountability to both member states and the contributors to funds for specific purposes.
1. Organizational structure:  the organizational chart reflects activities, mandates, and priorities.  It is published in full and regularly updated.
· The Secretariat's organizational chart has been gradually rebuilt in such a way that it reflects in increasing detail the relation between the decision-making structure, the functions performed by the programmatic areas, and the statutes of the various entities and areas involved. 
· The working areas have been divided into secretariats and departments. They pursue the activities and goals derived from mandates grouped together under the Organization's current "pillars." 
· Since 2013, the website has also included a continuously updated database containing detailed information regarding the personnel assigned to each organizational unit, thereby reflecting the adjustments made to respond to existing mandates.
/
2. Planning:  by area and operating level

Given the lack of consensus on identifying priorities and developing a strategic plan, the administration focused on three endeavors:
· In 2005, it established the Department of Planning and Evaluation (DPE), responsible for developing and monitoring strategic and operational planning processes and providing technical support for selecting, monitoring, and evaluating projects and programs.

· As of 2006, it produced the Annual Operating Plan (AOP)
/ for the entire General Secretariat. The AOP is drawn up by each area and team and reflects the General Secretariat's activities, objectives, and allocation of personnel and funds. Today it is the basis for drawing up both the program-budget and the (regular and specific) fund management strategy.
· It fostered initiatives and helped design the strategic and operating plans of the different areas and the autonomous entities. Today strategic and operating plans are in place for the Inter-American Commission on Human Rights (IACHR), the Inter-American Court of Human Rights (I/A Court H.R.), the Inter-American Commission of Women (CIM), the Inter-American Children's Institute (IIN), the Mission to Support the Peace Process in Colombia (MAPP), the Secretariat for Multidimensional Security, and the Inter-American Council for Integral Development (CIDI), and other areas.
3. Selection, monitoring, and evaluation:  standards and clear rules of the game applicable to all programs and projects

· Since 2006, the General Secretariat has had a mechanism for standardizing the presentation, selection, and monitoring of projects and programs. 

· In 2005, it established the Project Evaluation Committee (PEC),
/ made up of the area secretaries and heads of the autonomous entities and chaired by the Secretary General. After more than 90 meetings since 2006 and annual reports for every year since then, the PEC has become the ideal instrument for validating the relevance of each project and ensuring homogeneity in its life cycle.
· Given the impossibility of an overall evaluation for lack of a strategic plan, four years ago the General Secretariat began conducting systematic evaluations of each area and program. All those evaluations (IIN, the Universal Civil Identity Project in the Americas [PUICA], MAPP, Electoral Cooperation, Indigenous Peoples, Judicial Facilitators, the Canada Fund, the Spain Fund, and others) are posted on the website.
/
4. Management of specific funds:  standardization, centralization, and cost recovery
· The Specific and Regular Funds have been included and disaggregated in the budget debate and presentation process since 2007.
· A two-pronged strategy for Fund design and implementation has been in place since 2006:  country funds (Canada and Spain) and basket funds (fondos canasta) (MAPP, IACHR, CIM) in order to bring priorities into line with donors' specific requests and manage projects efficiently.
· In 2007, a mechanism was introduced for recovering indirect costs
/ generated by administering projects financed out of specific funds (ICR). The implementation of a transparent ICR policy, which today is also regulated by the political bodies, in turn gave rise to a new type of financing for personnel involved in those types of activity throughout the General Secretariat.
5. Results-based budget and management:  from the establishment of objectives to the determination of outcomes
· Since 2007, proposed budgets
/ have been drawn up by identifying, classifying, and costing the operational targets of the entire General Secretariat and other OAS agencies and matching them with the human and material resources allocated in both the specific funds and the Regular Fund.
· In 2013, the presentation of the 2014 budget included several chapters devoted to identifying not just goals, but expected outcomes as well, for funds allocated by pillar, subpillar, and group of mandates. 
· As of 2013, the Quarterly Reports
/ compare results against targets. 
· At the program level, and by agreement with the donors, results-based management has been implemented in the Spanish and Canada Funds (since 2012 and 2011, respectively). Prior to that, as with the Regular Fund, both Funds went through a stage of management based on targets and outputs. 
6. Prioritization of mandates:  matching objectives with resources and cooperating with efforts to trim them
· For the past five years, a pillars and mandates structure has been in place that serves as an input for both the work of the political bodies and the development of internal instruments for results-based planning, selecting, and monitoring (the Project Evaluation Committee, the AOP, plans for each area, fund, and program, and others).
· Draft resolutions have been costed by the Secretariat since 2011.
7. Transparency and accountability:  making use of existing instruments and adding new ones where necessary
· Numerous accountability mechanisms are in place, starting with the provisions and resolutions approved by the political bodies;
· At a second– institutional management–level, there are the rules governing the operations of the different areas of the Secretariat (human resources, budget and finance, national offices, and others), which take the form of regulations, executive orders, administrative memos, and directives. This framework, for which the Secretary General is responsible, is periodically updated and evaluated.
· Today, the reporting system encompasses practically all the activities of the General Secretariat. Its digital and hard copy reports include not only documents relating to administration–generated by the Secretariat for Administration and Finance (SAF)–but also periodic reports and bulletins issued by the Secretary General and the different areas of the Organization.
· In particular, the reporting system includes: 
· Quarterly reports (more than 300pp. of information);
· Information posted on a daily basis on the website under "Accountability," with exhaustive data on human resources, budget, audits, evaluations, contracts, and strategies;
· Periodic reports (half-yearly, annual, and multi-year) reports to donors (several of whom are member states);
· External evaluations by program and area, based on results;
· Annual evaluation by external auditors (Ernst & Young);
· Annual evaluation by the Board of External Auditors;
· Periodic reports by the Inspector General to both the Permanent Council and the Secretary General;
· Digital and hard-copy bulletins and publications by the substantive areas of the Organization recording their activities and achievements;
· The results-based budget, which includes activities and results to be achieved in each area of the Organization (500 pp. in the case of the 2014 Budget).
· In addition, the Inspector General's functions were recently updated by the political bodies (at the 2012 regular session of the General Assembly). There are no impediments to the Inspector General's work or independence.
· The Inspector General's job has traditionally focused on auditing the General Secretariat's operations, as a comptroller general. If the idea is to expand those functions to include program or area evaluation, his tasks would need to be redefined and the corresponding decisions and recommendations amended.
8. Specific policies:  Human Resources, National Offices, Real Estate, and IT systems
· In October 2013, the General Secretariat, together with the Staff Association, presented its proposal for reforming its hiring mechanisms.
· An improved Personnel Evaluation System (PES) was established, linked to planning tools, such as the AOP. Following negotiations with the Staff Association, the PES has been in effect since 2012.
· In 2012, adjustments were made to the high-level staff structure, including trust personnel, trimming it to the required level of 4% of all Regular Fund staff.
· A special focus has been placed on training staff in project management. Particular emphasis has been placed on results-oriented project design and monitoring. There are also training mechanisms in place for the technical areas, aimed at developing specific skills related to their particular goals (e.g., electoral observation, judicial facilitators, training courses in the Inter-American Drug Abuse Control Commission [CICAD], the Inter-American Committee against Terrorism [CICTE], to name but a few).
· As regards the Offices of the General Secretariat in the member states, as agreed at the special session of the General Assembly held in October 2013, the General Secretariat has embarked on a plan currently being discussed with the member states, which would make it possible to:
· Have a representative in each country, except Canada;
· Lower Regular Fund personnel costs;
· Establish transparent and objective criteria for each position's level of responsibility; 
· Assign clear political and administrative functions in keeping with the respective levels of each representation;
· Improve the Offices' integration with the work of units based at headquarters, at both policy and administrative levels; and, in particular, improve coordination regarding the organization of meetings and execution of cooperation projects in the host country.
· The Offices and posts will be assigned in accordance with the following criteria:
· Level of activity:  number of programs under way and number of international activities carried out;
· Contributions by the host country;
· Relations with other organizations:  the presence of organizations in which the OAS participates as an observer and the presence of offices of other institutions in the inter-American system.
· As of 2014, no Office will have staff higher than the P-4 level.
· With respect to Real Estate policy, a consensus needs to be reached among the member states on drawing up a strategy that goes beyond the management of short-term maintenance costs.
· In 2013, the General Secretariat presented for consideration by the political bodies the Comprehensive Real Estate Strategy, detailing financing options for a five-year period.
· As for IT policy, as reported to the Permanent Council and pursuant to the 2013 Omnibus Resolution, the headquarters of the General Secretariat, its offices in the member states, and programs currently being executed prioritize the use of IT tools to the extent that they can, given budgetary constraints.
· Currently, all administrative processes are digital. Together with the Department of Information and Technology Services (DOITS), all OAS secretariats have developed programs, some of which have received international awards (IACHR, the Safe Network, CICTE, Simulators, and the DPE's Program Management program).
· A program is being implemented for digitalizing projects from the design stage to monitoring, which provides another new dynamic database.
· At the suggestion of the Board of External Auditors, the IT Governing Body was established to bring IT policies into line with the objectives of the Organization and ensure that compliance with mandates stays within budget. 
· All travel-related transactions, which used not to be centrally recorded, are now performed digitally and administered by the Procurement Department, which insures transparency and instantaneous reporting capability. Installation of the videoconferencing room and other remote communication facilities have helped reduce travel expenses.
· DOITS has a plan, already presented to the political bodies, which provides a detailed explanation of objectives, expected achievements, use of funds, and alignment with the Organization's mandates.
Challenges as this administration's mandate draws to a close
In keeping with the discussions going on in the political bodies, especially the Committee on Administrative and Budgetary Affairs (CAAP), the objectives we most want to meet are:  improving our ability to plan, based on the delivery of results; enhancing efficiency and effectiveness; and doing so within a framework of complete transparency and accountability vis-à-vis the member states. To accomplish those goals, we need to continue the management modernization process, broadening and deepening the measures already taken that I have described in this presentation. In particular, we need more in-depth work on:
1.
A Comprehensive Strategic Plan and full implementation of Results-based Management (RBM)
· In addition to the current solutions (operating plans for each area), we need to make headway with developing and implementing a Strategic Plan. The absence of such a Plan has curtailed not only planning capacity but also the possibility of aligning the budget with expected outcomes and resource allocation.
· For Results-based Management (RBM) to be fully implemented, we need to: 
· Come to an agreement in the debate about the Strategic Vision;
· Complete the results-based budget cycle by putting a monitoring and evaluation system in place, after introducing indicators and baselines in the General Secretariat, once the objectives derived from the Strategic Vision have been confirmed;
· Continue training staff at every level, coordinating that training with strategic targets;
· Continue the progress made with administering country funds; and
· Include an evaluation of the trust funds, so that they, too, are subject to results-based management.
2.
Establishment of a results-based evaluation and monitoring culture 
· As mentioned above, the task of evaluating programs and performance is in full swing. Not all the General Secretariat is yet being covered, but progress is being reported and posted on the Organization's website.
· There are abundant, legally stipulated, external and internal, oversight and accountability mechanisms. In our opinion, no more such mechanisms are needed. 
3. Comprehensive reform of human resource policy
· In constant dialogue with the Staff Association, we need to embark on a reform that does more than cheapen labor costs:  one that incorporates tools for ensuring that we have the best staff, working in a stable labor environment, and constantly enhancing their skills and outlook.
· As in other institutions, the implementation of a personnel evaluation culture is a process, not an automatic decision. Therefore we need to:
· Continue our review and implementation of the Personnel Evaluation System (PES) to ensure consistency with strategic goals at every level of the hierarchy.
· Perfect evaluation mechanisms so that they yield a more accurate and specific assessment of qualities. 
· Improve performance award mechanisms, which are practically nonexistent today; and
· Expand personnel training.
· Reform of the political bodies
· Just as we have seen a comprehensive reform of the General Secretariat over the past eight years, our agenda must also include a review and upgrading of the governing political bodies, which have remained unchanged for decades, in order to bring the various agencies, entities, and commissions of the Organization into line with the new Strategic Vision.
4. The structural problem and quota system
· As regards financing strategy, two problems persist:  one structural and the other quota-related.
· Despite the efforts of both the Secretariat and the political bodies, we have not managed to bridge the gap generated by having fixed income from quotas and expenditure indexed to the cost of living. That gap translates into an annual average decline in income of three percent, triggering a real term drop in available resources.
· The results are patent:  the OAS staff dwindles from year to year and fewer and fewer funds are available to maintain the Organization's physical infrastructure and to execute the programs generated by General Assembly mandates.
· In 2013, the General Secretariat presented the CAAP with a Study of Options for Closing the Gap between Income and Expenditure, together with an extensive analysis of the pros and cons of the options for closing that gap.
/
· It is worth pointing out that, with occasional short-term glitches, almost all countries meet their obligations.
· The income derived from quota payments is used, in line with budgetary provisions, to cover the obligations incurred by the Organization. Those obligations may be broken down as follows:
· A) Statutory obligations, i.e., those relating to payment of salaries, step increases, and the cost of living adjustment, known as the COLA; B) Essential expenses, i.e., those related to maintenance of the Organization's properties, the use and improvement of technology, and the implementation of accountability tools, known as the International Public Sector Accounting Standards (IPSAS); and C) Finally, the expenditures incurred in order to fulfill mandates.
· The statutory and essential obligations obviously have to be met just in order to keep the Organization open and running. The others are the result of negotiations among the member states and hence the product of political decision as to priorities.
· All these obligations are covered by quota payments to the Regular Fund. Currently quotas are assessed on the basis of a procedure established in 2007 through resolution AG/RES. 1 of the thirty-fourth special session of the General Assembly, "Method for Calculating the Scale of Quotas for Financing the Regular Fund of the Organization." 
· That methodology combines policy decisions and objective data. The policy decisions are the so-called budget ceiling, the maximum quota a country can pay, which is 59.47 percent, and the minimum quota, which is 0.022 percent. 
· Based on those policy decisions, objective criteria are then applied, namely, gross national product; three-to-six year average statistical benchmark periods; a debt burden indicator; and an adjustment for low per capita income. 
· This method induces a lopsided quota system, in which one country pays 59.47 percent of the budget, the four countries with the highest quotas contribute almost 90 percent of the total, while 28 contributors account for less than 5 percent of total quota income and 20 account for 1.111 percent of quota income.
· A notable and somewhat singular moment occurred in 1990, the year when the last significant quota adjustment was made, as Canada joined the OAS. The entry of a new member of the Organization, with a quota of US$5.4 million (9 percent of the–non-indexed–US$60 million total) was accompanied by a parallel reduction in the quotas of the other member states, so that, instead of new budget revenue, the budget stayed the same because the addition of the new quota was offset by a drop in the financial obligations of the other members.
Consequently, it is suggested that, as part of the debate being conducted by the member states in this Working Group on the Strategic Vision, consideration also be given in the agenda to the subject of quotas, with a view to either maintaining or modifying the policy decisions that determine the current structure of the Organization's quota assessments. We trust that this exercise of considering the quotas paid by the member states will be consistent with the outcomes of our findings in this Group on the reorganization of the OAS.
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�.	� HYPERLINK "http://www.oas.org/opdbweb/default.aspx?Lang=En" �http://www.oas.org/opdbweb/default.aspx?Lang=En�


� 	 � HYPERLINK "http://oasconnect/Services/PlanningandControl/AnnualOperatingPlans/tabid/1216/Default.aspx" �http://oasconnect/Services/PlanningandControl/AnnualOperatingPlans/tabid/1216/Default.aspx�


� 	 �HYPERLINK "http://www.oas.org/legal/english/gensec/EXOR0511REV1.pdf"��http://www.oas.org/legal/english/gensec/EXOR0511REV1.pdf�


� 	 � HYPERLINK "http://www.oas.org/en/saf/accountability/evaluation.asp" �http://www.oas.org/en/saf/accountability/evaluation.asp�


�.	� HYPERLINK "http://www.oas.org/legal/english/gensec/EXOR0701REV1.pdf" �http://www.oas.org/legal/english/gensec/EXOR0701REV1.pdf�


�.	� HYPERLINK "http://www.oas.org/budget/" �http://www.oas.org/budget/�


�.	�HYPERLINK "http://www.oas.org/consejo/CAAP/Informes%20Trimestrales.asp"��http://www.oas.org/consejo/CAAP/Informes%20Trimestrales.asp�


�.	Documents CP/CAAP/INF-175/13 and CP/CAAP-3218/13.





