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	WEAKNESSES IDENTIFIED WITH RESPECT TO THE PUBLIC INFORMATION POLICY  



	· There is no clear information policy.

· There is not an adequate strategic plan.

· The flow of information is not extensive enough. 

· There is no definition of the “target area,” in other words, the public to be reached.
· The Department of Public Information (DIP) does not operate adequately due to the fact that, in the last ten years, it has been run by seven different directors and undergone five structural changes.

· Media coverage of the OAS is the result of the nature of the events themselves and their global importance, not the public information policy. 

· There are no guidelines on the role of the Offices of the General Secretariat in the Member States with respect to public information. 

· The work of the political bodies is not published, which creates a poor image of the diplomats, particularly in the member states.

· The DIP press releases only refer to the activities of the Secretary General.
· Increased resources are needed to transmit information through the written press, television, radio, and the Internet and provide adequate services.
· Member states should be willing to provide the necessary financial resources.
· There are two key obstacles:  political resolve and financial feasibility.
· An “entertainment culture” has developed.

· There is no bridge to establish closer ties with the media.
· There is not a close connection with the public in general.

· The organizational structure of the OAS, in which the diverse areas function as “islands,” is such that it lacks a genuine corporate, unified, and coherent image. 

· The corporate image of the OAS is not in the hands of the Department of Public Information.  Each area has worked out its own strategy, as part of overall operations within the “archipelago.”
· There is no genuine policy for internal communications, which is reflected in external communications.

· There is no internal commitment to developing a corporate image, a positive attitude allowing maximum use of existing resources.




	SUMMARY OF DELEGATIONS’ PROPOSALS TO IMPROVE THE SITUATION



	April 10, 2002
	· The Department of Public Information (DIP) should serve the entire Organization and, in this context:

· Should promote a better image of the Organization.

· Should receive leadership and political support from the Permanent Council and its committees in order to establish the thrust of the desired image of the Organization.

· Press releases should cover matters related to the entire Hemisphere and all OAS activities to deal with them, including the Organization’s technical programs, activities, practices, and achievements.

· Enhancing the Organization’s image requires prior internal coordination that:

· Takes into account the process of modernizing the OAS.

· Seeks to forge a better relationship with the Offices of the General Secretariat in the Member States to allow the radio service to be coordinated with them and information circulated through them.

· Unifies the DIP and the Office of External Relations (ORE) of the General Secretariat, based on a clear approach prepared by the Working Group that defines the functions, responsibilities, and scope of the DIP and the ORE.

· Recognizes the relationship between the Organization and the Summit of the Americas process and is aimed at reporting on the Organization’s role and activities in that process.

· Develops a strategy for disseminating information on OAS activities.

· Invite the media to observe the work of the Organization’s political bodies.

· The Working Group should bear in mind the Organization’s budget constraints when preparing the guidelines.

· Consider the possibility of receiving professional advisory services from a promotion and sales expert to help with the challenge of formulating and implementing the public information policy.



	July 2, 2002

March 27, 2003
GENERAL CONCLUSIONS BY TOPIC


	· It must be given greater dynamism through the national offices. 

· Radio transmissions should be used instead of television, because the populations do not have sufficient access to the latter.  

· The DIP strategic plan should be more fully developed and should contain more specific criteria and strategies.

· Member states should rethink how to tackle the "entertainment culture," including the possibility of restructuring the permanent missions to the OAS so that they may organize radio programs to be transmitted in their respective countries. 

· The national offices could sell Américas magazine to raise additional funds.
· The DIP should step up external fund-raising efforts to finance its activities.

· A strategy or plan for circulating information on the work of the OAS is needed.
· Other OAS areas largely disseminate information through publications, training courses, etc., and there should be better coordination between the DIP and those areas to take advantage of those examples.
· OAS publications should be sold to increase funding, as is the practice at the Inter-American Development Bank, the United Nations, and the World Bank.

· Member states are responsible for helping to disseminate information to the public on what the OAS is doing.

· The Working Group should take a “macro” perspective and, along those lines, should consider whether there is a strategic plan and, if so, how to improve it.

· The public information policy needs to be redefined.

· It must ensure that the public is aware of the existence of the OAS and knows that it has technical areas and offices in the member states.  

· Coverage should encompass more than just General Secretariat activities.  

· The DIP and the governments of member states share responsibility for handling the reality of the OAS.

· The DIP does not need more financial resources; instead they need to be put to better use, and creative ideas need to be applied.  

· First, the communication policy should be set, then the strategic plan; after that, the work of the OAS should be publicized.
· Efficiency, efficacy, and product quality, i.e., modernization, should be pursued by making better use of all financial, human, and material resources.
· The OAS needs to have its own dynamic and identity mechanism, which can be achieved with a little imagination.
· The Working Group’s objective is to analyze and improve the existing strategic plan of the DIP, by incorporating the delegations’ adjustments and contributions, in order to determine how to provide information on the OAS and how to make news.

· Member states are responsible for the political impact of the Organization and for ensuring that it is consistent with the priorities they set as owners of the Organization.  Once the policy is established, the strategy and budget could be considered. 

· The political entities should be more responsible and lend greater assistance to the DIP.  Member states must determine exactly what they need from the DIP and provide the necessary funding.

· Efforts should be made to develop closer ties with both international and local media, here in Washington and in the member states.

· Consideration should be given to measures that the national offices and foreign ministries can take to become more effective in promoting the work of the Organization.

· It is not a question of simply developing closer ties with the media but also of attracting the public at large.

· A way must be found to enhance the OAS image by establishing a closer relationship with the public.

· Some type of promotional activity could be considered, for example, a trade show.

· Consideration could also be given to holding an open house.

· The weeks organized by the member states could be more extensive, with broader coverage, even away from OAS headquarters.
· Internal communications are the starting point and should be improved.  Communication should be encouraged among the different areas, which do not share information and act in an insular fashion.
· The corporate image of the OAS must be given a structure.

· The corporate image should be the responsibility of the Department of Public Information and not be spread among all areas.

· The OAS image projected on the web site is not coherent.  Differences are apparent among the different areas.

· The public finds it hard to know which actions the political body has taken and how they affect the average citizen.  It must be made clear that these decisions affect everyone.
· A public information policy must extend beyond promoting or publicizing the Secretary General’s actions.

· Efforts should be made to work more closely with the media by preparing press packets by groups of countries.  Working with countries individually is difficult and proves to be less effective.

· It should be recognized that this is an “intermediation process” where it is necessary to go through the media, with their “entertainment culture.”
· The public is not a single entity and must be identified, without losing sight of the fact that some media representatives, for the sake of a news story, will sacrifice large segments of the public.

· Contacts are needed with the national media, through the national offices.

· Creating strategies requires an attitude that makes the most of opportunities as they arise.  Resources are needed but so too is a positive attitude that can make full use of existing resources.

· The areas refer to their achievements to sell their own image and not the Organization’s because of an “archipelago mindset” that makes it impossible to convey a corporate image of the OAS.
· A way should be found to close the gap between identified problems and what can be done with existing resources.

· An in-depth assessment of the DIP should be carried out.  However, that task is not incumbent on the Group.  It falls within the study contracted for by the administration.  The Group may offer its work as an input and suggest guidelines to the consulting firm.

· There should be further contact with local correspondents.  Major events sell themselves within the aforementioned “entertainment culture.”
· It is important to follow the example of other organizations and hold a meeting with correspondents at OAS headquarters.

· Plans should be made for an annual seminar that would bring in directors of important media outlets in Latin America to show them what the Organization is doing; the cost of this event would produce major returns.
· The national offices could do the same thing, with journalism students from schools of journalism, which exist in almost all our countries.  This could have a multiplier effect once they enter the labor market to exercise their profession.

· Our targets should be defined.  There is no media penetration.  If there were, it would certainly mean a better understanding of the OAS and greater possibilities for obtaining external resources.

· The possibility should be considered of hiring an expert to work out a more coherent design of the web page.

· There is no corporate culture in the OAS.  The areas take an insular approach to dealing with information.  They want to handle their own communications.  Moreover, they have inputs for their programs and can use some resources to promote their image.
· The “target area,” or the public the Organization is trying to reach, should be defined.

· Two very specific areas of coverage should be promoted:  the information task of the OAS on the OAS, as a long-term project; and specific imaginative projects that can be implemented in the short and medium terms.

· It is important to begin with clear short-, medium-, and long-term objectives and to define strategies for obtaining those objectives.  As part of that effort, it is also important to define the various segments of the public to be reached and the type of message to be conveyed.  Lastly, deadlines for attaining those objectives should be set.
· Improving information has a certain urgency about it.  Enhancing the image is a longer-term project.

· The conduct of those involved should be reviewed:  the DIP, national offices, foreign ministries, the media.

· Available instruments should be evaluated.

· On the basis of the experience of the Committee on Inter-American Summits Management and its closer ties to civil society organizations, consideration should be given to how to transform these ideas into concrete proposals.

Public information policy:  The objective of this Working Group is to examine the current public information policy, to define a policy, and to draw up a strategic plan.

Strategic plan, objective, and guidelines:  The DIP strategic plan should be more fully developed, with more specific criteria, and should include a definition of the objective and function of the DIP, along with guidelines to assist the DIP and the national offices in promoting the OAS image.  It should begin with the establishment of clear short-, medium-, and long-term objectives and define strategies for obtaining those objectives.  As part of that effort, it should define the various segments of the public to be reached and the type of message to be conveyed.  Lastly, deadlines for attaining those objectives should be set.  The conduct of those involved should be reviewed:  the DIP, national offices, foreign ministries, the media.  Creating strategies requires an attitude that makes the most of opportunities as they arise.  Resources are needed but so too is a positive attitude that takes advantage of existing resources.
The target area:  The public is not a single entity and should be identified, without losing sight of the fact that some media representatives, for the sake of a news story, will sacrifice large segments of the public.  Our target should be defined.  There is no media penetration.  If there were, it would certainly mean a better understanding of the OAS and more possibilities for obtaining external resources.  Coverage should go beyond the General Secretariat’s activities.  This is an “intermediation process” that requires working through the media, with their “entertainment culture.”  It is not just a question of developing closer ties with the media but also of attracting the public at large.  A way must be found to enhance the OAS image by establishing a closer relationship with the public.
The image of the OAS:  The image of the OAS should be projected to a broader audience, covering not only the activities of the General Secretariat, but also of the political organs, national offices, and technical areas.  However, enhancing the OAS image is a longer-term project.  Some type of promotional activity could be considered, for example, a trade show.  Consideration could also be given to holding an open house.  The weeks organized by the member states could be more extensive, with broader coverage, even away from OAS headquarters.  The public finds it hard to know which actions have been taken by the political body and how they affect the average citizen.  It must be made clear that these decisions affect everyone.

The corporate image:  It is essential that the OAS build a corporate image.  There is no corporate culture in the OAS.  The areas take an insular approach to dealing with information.  They want to handle their own communications.  Moreover, they have inputs for their programs and can use some resources to promote their own image.  Internal communications are the starting point and should be improved.  Communication should be encouraged among the different areas, which do not share information and act in an insular fashion.  The areas refer to their achievements to sell their own image and not the Organization’s because of an “archipelago mindset” that makes it impossible to convey a corporate image of the OAS.  It is important to continue covering the work, programs, and achievements of the technical entities of the OAS, but this should be done in a unified way.  The corporate image should be in the hands of the Department of Public Information and should not be spread to all areas.  The OAS image on the web sites is not unified.  The possibility should be considered of hiring an expert to work out a more coherent design of the web page.
Improving communications:  Efforts should be made to establish closer contacts with both international and local media, here in Washington and in the member states.  An annual seminar could be held that would bring in directors of important media outlets in Latin America to show them what the Organization is doing; the cost of this event would produce major returns.  It should follow the example of other organizations and hold a meeting with correspondents at OAS headquarters.  It should draw closer to the media by preparing press packets by groups of countries.  Working with countries individually is difficult and proves to be less effective.  On the basis of the experience of the Committee on Inter-American Summits Management and its closer ties to civil society organizations, consideration should be given to ways to transform these ideas into concrete proposals.
Offices of the General Secretariat in the Member States (national offices):  The national offices should play a greater role in disseminating information on OAS activities and programs.  Consideration should be given to measures to be taken by the national officers and the foreign ministries to be more effective in promoting the work of the Organization.  The DIP should coordinate this work with the national offices and, among other objectives, should prepare in advance press releases to be sent to member states through the national offices; the national offices should organize seminars in coordination with local academic institutions on OAS topics and activities; and the national offices should stay in contact with the directors of local media outlets.  Each member state is responsible for preparing a national public information policy that is consistent with its own needs, priorities, and culture, and there should be coordination between the governments, including the ministries of foreign affairs, and the national offices to disseminate information pertinent to that policy.  Linkages with the national media must be established through the national offices.
The political organs of the OAS:  There is inadequate coverage of the work and activities of the political organs, including the Permanent Council and its committees and working groups.  Those organs share responsibility for their image and can help to improve circulation of information and enhance their image if, for example, meetings started on time, items of public interest were considered, and agendas were executed as established.  The permanent missions could organize radio programs to be broadcast in their respective countries.  The public finds it hard to know which actions the political body has taken and how they affect the average citizen.  It must be made clear that these decisions affect everyone.  
Live television and Internet transmissions:  Although live television and Internet transmissions do have some value, it would be much more useful for programs to be broadcast live on the radio as well, which is more accessible to the populations.
Financial resources:  The transmission of programs and the coverage requested by the member states is very extensive and requires adequate financial resources.  The DIP budget has sufficient resources, but they must be put to better use.  To increase funds, the possibility should be considered of selling OAS publications and entrusting the national offices with selling Américas magazine.  DIP efforts to obtain external funds would be more successful if the Organization were better known.
Human resources:  DIP human resources are scarce and are not used to the fullest.

Leadership in the DIP:  In the last ten years (since 1992), there have been seven directors or persons in charge of the Department.  This may have contributed to the inadequate dissemination of information, even though many of the functions of the DIP director are now performed by the Director of External Relations.  One step to be taken immediately is to appoint a director of the DIP (other than the Director of External Relations).  Moreover, an in-depth assessment of the DIP should be carried out.  However, that task is not incumbent on the Group.  It falls within the study contracted for by the administration.  The Group may offer its work as an input and suggest guidelines on the DIP to the consulting firm.

Coordination in disseminating information:  Several areas of the OAS disseminate information on their respective activities and the DIP could coordinate with them to enhance the circulation of information on the entire Organization.
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�.	The Permanent Council created the Working Group on March 27, 2002, to prepare guidelines for the DIP’s public information policy.  As of March 2003, the Group had held four meetings, on April 10 and May 6 and 12, 2002, chaired by the Permanent Representative of Ecuador, Ambassador Blasco Peñaherrera, and on March 27, 2003, chaired by the Permanent Representative of Panama, Ambassador Juan Manuel Castulovich.  The DIP presented the following documents to delegations for consideration: CP/doc.3505/01, "Activities of the Department of Public Information," and GT/PIP-2/02 "Overall Report on Department of Public Information Activities."  It also presented a form containing responses to questions posed to it by the Group, "Response to the Working Group on Public Information.  May 2002."


This table reflects the main weaknesses the delegations have identified with respect to the Organization’s public information policy and the Department of Public Information.  It also contains the delegations’ ideas and proposals to help improve the situation in this area.





