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INTRODUCTION

My presentation today, describes steps that the Department of Human Development has taken in the last couple of months to address the shortcomings and other problems that surfaced in the last quarter of 2005.
/ 

I would also like to outline the future direction in which we propose to move the activities of this Department in support of the human development efforts of OAS Member States.


Having completed a preliminary
/ diagnosis and evaluation of the organizational structure, the existing processes and the financial and administrative shortcomings that I have inherited, we have started implementing changes in all of these areas.   We gratefully acknowledge the assistance and collaboration received from the Secretary General,  his Chief of Staff, and the Secretary for Administration and Finance, particularly through his Directors of  the Departments of Budgetary and Financial Services,  Human Resources and of the Office of Information and Technology Services

The Department has not stopped working, but has been moving forward in its three main lines of activities. 

In the area of Academic studies scholarships, the Department has honoured commitments and has ensured that students awarded scholarships in 2005 and previous years continue to receive the benefits to which they are entitled in a timely manner.  Announcements for new graduate and undergraduate scholarships to be awarded in the fall of 2006 are to be sent out to Member States shortly.


With regard to the other areas under the purview of this Department I can inform you that the 2006 Professional Development Program resumed full operation in early March and that the Leo S Rowe Fund activities have continued moving ahead.  The activities of the Portal of the Americas are undergoing a thorough review and a financial and substantive report of its last few years of operation has been requested from that unit.
GUIDING PRINCIPLES

In the time elapsed since I officially took over the Department of Human Development last February my actions have been guided by the paramount need to restore transparency and credibility to the selection and awards procedures for graduate and undergraduate scholarships.  I will follow and apply the rules in every case. 

Reestablishment of a firm control over our financial, budgetary and administrative matters is being pursued with utmost urgency and is one of my most important short term goals.


Together with restoring confidence in its management, financial and administrative practices I am committed to reclaiming ownership for the OAS of one of the best well known scholarship programs in the hemisphere. I am pleased to report to this Committee that the staff of the Department has been actively collaborating and has been extremely supportive of my efforts.

The Department will maximize the effectiveness of the resources that Member States have assigned to it through strategic programming and effective management.
PROBLEMS ENCOUNTERED AND STEPS UNDERTAKEN

I would like to be more specific.

In the last couple of months the Department has had to contend with the aftermath of the events associated with the over commitments of previous years and which have impacted the operation of its core activities.  We have already begun to address those problems internal to the General Secretariat and will actively cooperate with, and seek the guidance of, Member States in resolving those other issues that require governing body approval.

1.
SELECTION AND AWARD PROCEDURES


The Department of Human Development is committed to restoring transparency.Shortcomings already identified in the Report of the Scholarships Task Force (CEPCIDI/doc.727/06) suggest that the existing Manual of Procedures of Scholarships and Training Programs of the Organization of American States (CIDI/doc.7/03 Rev.1) should perhaps be revised taking into account  recent past experience.
/
These shortcomings include, among others:
-
A lack of transparency in the announcement of opportunities and recruitment of candidates in some Member States, as often evidenced in complaints received 

-
The absence of homogeneous pre-selection processes in the OAS Member States
-
Pressure to provide more scholarships with dwindling funds  which lead to the need for reprioritizing the recommendations of the Scholarship Selection Committees in order to improve the cost-effectiveness of the program and to expand the number of grants that could be awarded.
-
Pressure to accommodate candidates outside the established scholarships procedures

Suggested measures to be adopted

The Department intends to address these shortcomings first and foremost through a strict adherence to the existing scholarship awarding criteria already in place.

Secondly, seek the concurrence of Member States to reinforce the application of those criteria through the following actions:
-
Strengthen the application of the existing criteria for selection of grantees by publishing it prior to the recruitment process. 

-
Reinforce the lead role that should be assumed by each ONE in the in-country pre-selection process and, if possible, actively involve the Directors of the Offices of the General Secretariat in OAS Member States as a working arm for the selection committee.
-
Publish the list of the pre-selected applicants it receives from each Member State

-
Comply with the existing requirement to publish the list of all selected grantees, by country. This list shall include the name of the grantee, the program of study, the name of the university, the country of study and the length of the scholarship awarded.
-
Appointment of a Human Development Fund Committee to include distinguished scholars and other personalities from regional organizations such as ALADI, CARICOM, the European Union and other Permanent Observer States.

The Secretary General will appoint these individuals and their decisions on scholarship awards should be final.

-
Ensure that the ONE is the sole channel of communication with the Department

-
Set a cap on the amount of the award for self-placed scholarships 

-
Put in place homogeneous region-wide in country pre-selection criteria and procedures

The Department is ready to assist Member States in this endeavour and will collaborate with the pertinent governing bodies in this regard.

2.
ESTABLISHMENT OF AN INTERNAL FINANCIAL 
CONTROL OVERSIGHT 
CAPABILITY


The outsourcing to LASPAU of many of the functions previously performed in-house by the Scholarships Program was seen, at the time, as the panacea that would generate substantial savings in terms of human resources needed to run and to oversee the scholarships program. The contract with LASPAU was consequently implemented without having proper oversight management and financial mechanisms in place. Therefore, the Department became solely dependent on LASPAU for financial projections and scholarships management processes.


Another important factor to come to an understanding about what happened and in view of the actions that are to be taken to correct the problems, is the fact that the OAS financial system, ORACLE, was not designed nor customized to respond to the specific and unique needs of the Department. It does, however, record commitments.

There is no doubt that the Department of Human Development must possess its own financial oversight capability in order to be able to exercise strict control over the way its budgetary resources are being executed. This is necessary not only to closely monitor financial reports on expenditures and other scholarship services but also to ensure that all administrative matters conform to the General Standards to Govern the Operations of the General Secretariat of the Organization of American States and all other financial and budgetary regulations of the OAS. 


The Department of Human Development has been very careful in ascertaining the real availabilities of resources before embarking in any new selection of scholarship process.  The need for a reasonably precise figure as to the amount of resources available for new scholarships is essential in order to avoid repeating previous mistakes of financing today’s scholarships with tomorrow’s budget.

Measures adopted 


The Department is in the process of establishing a strong financial and accounting unit and it has already been reinforced with a new administrative officer.


The Department of Budget and Financial Services has assigned the full General Assembly budget allocation for 2006, thus allowing the Department of Human Development to properly project and record the full cost of scholarships granted for the current budgetary year. Likewise, and following a recommendation from the Task Force, future budgetary years have been opened in the system to allow for the recording of future year’s commitments to cover potential cost of scholarships extensions.  These extensions and financial recordings are subject to the corresponding approval of funds by the GA for future budgetary years and by the student meeting set academic criteria in their scholarship contracts.


Cost estimates are being constantly monitored and updated, when needed, for those scholarships that are directly administered by the Department. Likewise, a time consuming, but needed, line by line comprehensive review is being undertaken to adjust estimated commitments recorded against previous, current and future budgetary years. This will be an ongoing process for current and future budgetary years; however, adjustments for fiscal year 2005 shall be completed within the next few weeks after proper consultation and verification are made with universities and OAS Offices away from Headquarters, through whom most of these scholarships are administered. 


The Department proceeded also to record commitments assumed for granted scholarships under administration by LASPAU, for current and future budgetary years. A change has been put into effect by requesting LASPAU to include in their projections the potential cost of scholarships extensions as well as the estimated cost of scholarships granted; but where the recipient is yet to be accepted into a program of studies. This is an important factor that allows for better planning of our cash flow.


Finally, a letter was sent to LASPAU on April 20, 2006 setting a deadline of May 16, 2006 to send us proper documentation and the corresponding certification for pending commitments for previous budgetary years. The letter also included the request to notify universities linked to the OAS program that prior year commitments due for any OAS fellow shall be received by the OAS within a pre-defined date.


This ongoing process of accounting of the overall level of commitments is essential in order to quantify precisely the non-committed portion of the 2006 budgetary resources that would be available for the new scholarships we plan to award in the fall of 2006. 


The above notwithstanding,  the implementation of the measures previously outlined allow us to  make a preliminary determination that the Department will have uncommitted 2006 budgetary resources in the amount of US$ 1.85 million available for the award of new scholarships in the fall of 2006 (and  US$ 4.81 million for 2007)

3.
ESTABLISHMENT OF A BASIC PROGRAMMING AND MONITORING  CAPABILITY AND DATA BASE 


Adequate financial management and control goes hand in hand with an adequate programming capability.  This function will be performed within the new financial and administration unit mentioned above


Programming without reliable information is not an easy task.  In the last few years the Department has not had, and still does not have, an operational data base with which to generate reports useful for the management of the scholarships program and also for the preparation of reports to the pertinent government bodies.


One important problem being confronted by the Department at the present time is about the database of scholarship recipients, or lack thereof, automatically linked to the OAS financial system. Several attempts have been made in the past to design, create and implement it with the aim of having an integrated scholarship applicant profile plus academic and financial information in one comprehensive system. Those attempts were partially executed in the past but for the most part have proven unsuccessful. 

Measures adopted


The Department has already met, and is currently, receiving assistance from the Office of Information and Technology Services (OITS) to resolve this pressing issue.  We should be soon receiving a proposal from OITS defining the scope, cost and timeline of this project.


The automated database linked to the OAS financial system should help us to solve cross cutting issues that start at the moment the application for scholarship is submitted to the OAS through the ONE; each step of the selection process including compliance issues, the awarding of the scholarship, its administration and financial impact, individual cost tracking, as well as the managing of the academic scholars issues while he or she is still at school and the necessary follow up after finishing their program. 

4.
NEW STRUCTURE AND FUNCTIONS OF THE ACADEMIC STUDIES PROGRAM


One of the main shortcomings observed in the academic studies program, both graduate and undergraduate, has been the extreme compartmentalization of functions among units and the attendant lack of sufficient or timely flow of relevant information among them.

From the student’s standpoint this compartmentalization has resulted in graduate and undergraduate scholarship recipients being handed over from one compartment to another, with the attendant confusion resulting in having to deal with different OAS staff members for different matters, all of which are related to the same scholarship.  Rather than subjecting a scholarship recipient unfamiliar with the inner workings of the General Secretariat with the task of contacting different people to resolve a particular problem he/she might be encountering we believe that the onus should be on the Department of Human Development. 
Measures adopted

The Department has implemented a decidedly more student friendly philosophy.  This has meant a departure from the current organizational structure based on functions and a return to a previously tried and proven programmatic structure ie: one unit dealing with all aspects of graduate scholarships from beginning to end, except administration;  another unit dealing with all aspects of undergraduate scholarships from beginning to end, except administration, etc.

The Department of Human Resources has been providing exceptional support in this effort and is also assisting in the re-structuring and rationalization of internal processes.  Consolidation of the new structure will be completed when this review and the ensuing revisions to the job descriptions of the staff have been finalized.
5.
COST SAVING INITIATIVES
Notwithstanding recent events, the OAS Scholarship Program is no longer a passive administrator of scholarship funds but has endeavoured to find new and innovative ways of expanding educational opportunities in the Region.


The Department of Human Development will consolidate the achievements attained so far by intensifying the use of both the OAS placed mechanism and of the OAS University Consortia of more than 60 universities that grant tuition waivers or reductions to the Program.  This will entail continued and intensified efforts to steer OAS scholarship recipients towards those higher education institutions of excellence in OAS Member States that are members of the OAS University Consortia.

Measures adopted

The Department of Human Development is currently negotiating with the Agencia de Cooperación Internacional de Chile (AGCI) the establishment of an OAS Scholarship Program for studies in that country.  AGCI would assist in the coordination with the seven universities who are now part of the OAS Consortia and would also administer the tuition, subsistence and other services required by the foreign students admitted to this program.  The OAS would still be responsible for the basic benefits of the students (tuition, subsistence, travel, books, etc.) but this arrangement would allow the Department to achieve considerable savings in terms of the placement and administration of the scholarship recipients who may eventually participate in this program. 


The Department has been advised that CONYCET in Argentina would also be willing to enter into a similar arrangement and we will soon be contacting them directly.  Similar initiatives will be pursued with Brazil, Mexico and the University of the West Indies.

OAS Observer countries will also be approached for possible reduced cost access to educational opportunities in higher learning institutions in those countries. 
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�.	These problems have ranged from an extremely compartmentalized internal structure, lack of proper financial and budgetary monitoring, absence of staff with the proper accounting competencies to the disappearance of files. 


�.	The Department has benefited from the findings contained in the Report of the Scholarships Task Force (CEPCIDI/doc.727/06) and will follow the recommendations of the upcoming report from the Office of the Inspector General.


�.	Any shortcomings that may be identified in the upcoming report from the Office of the Inspector General shall also be considered and the corresponding suggestions put to the consideration of Member States.





