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The purpose of this informal working group is to reach initial conclusions with respect to the Management Study conducted by D&T in order that these may be more formally considered by CAAP.

As you may recall, at a meeting of CAAP several weeks ago, it was decided that I would ask D&T to more fully expand on the methodology and process they used to derive the observations/findings they included in their presentation. In this regard, I am pleased to report that following an initial meeting with D&T to define exactly the information being sought, a group of six member state representatives, including myself, had a very successful meeting with D&T yesterday. In addition to responding to the specific questions we asked, D&T clarified a number of concerns for the member state representatives present. 

In this context, I am distributing to those representatives not present at yesterday's meeting, a copy of the written documentation provided by D&T. However, at this point, I believe it would be more useful to reach beyond the particulars of their presentation to more pressing questions regarding the utility of the study.

When we initially debated the undertaking of the study, a major concern of Member States was and continues to be the rising cost of personnel as a percentage of the Regular Fund budget. Among some member states there was an expectation that the study would reveal an over-paid staff, and that reductions in payroll could be achieved by reducing pay and benefits. However, the findings of the study did not support this premise. Rather, the study concluded that the staff of the General Secretariat is paid within the "norm" of similar organizations - that being neither overpaid nor under-paid. 

On the other hand, we can observe from the study that the organizational structure of the General Secretariat is less efficient then we might wish, and this inefficient structure contributes to higher costs.  For example, the study indicates that there are nineteen units, offices, and departments that report directly to the Secretary General.  This aspect of the organization makes operational direction and coordination difficult.  Further, the study notes that the structure of the General Secretariat is neither aligned functionally nor by "customer", and this results in a fragmented structure with duplication of efforts. 

One of the effects of having such a flat organizational structure, combined with the multiplicity of similar activities being performed by units, is that this often results in a reverse pyramid.  We end up with a structure of many "chiefs" instead of the more traditional pyramid.  And, we can surmise that the personnel costs associated with a reverse pyramid are usually higher than the costs associated with a traditional pyramid.  This situation of a reverse pyramid is the case with the current organizational structure of the General Secretariat.  From the documentation it can be observed that over a third (35%) of the Professional Staff are in the highest grades (P5 and above) while only 3 % are in the lowest grade P-1.  If this situation were adjusted by restructuring the General Secretariat, considerable personnel savings would be possible.  

One method to do this would be to limit or mathematically restrict the number of senior level positions.  For example, if, without changing the total number of professional staff in the General Secretariat from the current level, the number of D level positions were restricted to three times the number of Executive Level Positions (we would have 15 D's instead of 32); the number of P5's were limited to four times the number of D's (we would have 60 instead of 77); the number of P4's limited to the number of P5's (We would have 60 instead of 69); the number of P3's limited to five times the number of D's (We would have 75, an increase over the 63 now); and remainder balanced between P1's and P2's, long-term annual savings of several millions of dollars could be realized. 

However, what has also become clear in our discussions is that under the Charter of the OAS, the Secretary General and not the Member States has the primary responsibility and authority for the structure and operation of the General Secretariat.  The Member States exercise their responsibility in these matters by way of the Budget and General Standards for the Operation of the General Secretariat.  Thus, while Member States can limit implementation by way of the budget, the Secretary General must initiate changes to the structure of the General Secretariat.

In this regard, we note that:
1. The General Secretariat is required to present a proposed budget for 2005 to the Preparatory Committee next week, and this budget will most likely not reflect the findings and conclusions of the Management Study as the Management Study is still being considered by the Political Bodies.

2. A new Secretary General will be elected in June, and this new Secretary General, will have the benefit of the Management Study and will also have his own ideas regarding structure and operations of the General Secretariat.  

3. In the past, as circumstances dictate, the General Assembly has postponed the final consideration of the budget until November of a fiscal year.

4. A Secretary General, elected in June and taking office not later than mid-September, would have time to propose, by mid-Nov, a revised budget for 2005 that takes into consideration the Management Study and other guidelines established by the General Assembly.

Accordingly, it is suggested that this Working Group recommend to CAAP that: 
1. The Management Study be referred, in June, to the Secretary General Elect.
2. In June, the General Assembly approves a global budget but includes specific provisions such as:
a. Establishes monetary limitations.

b. Requires the Secretary General to present a detailed budget to the Permanent Council no later than 15 Nov 2004 that takes into consideration the Management Study; reflects the intended organizational structure per our conclusions as Member States; and includes such other provisions as set forth in the June Global Budget;

c. Authorizes and requires the Permanent Council, after fully considering the proposal submitted by the Secretary General by 15 November 2004, to approve the detailed 2005 Budget by 15 December 2004.

PRESENTACIÓN DEL SECRETARIO GENERAL DE LA OEA
(18 de diciembre de 2003)

http://scm.oas.org/pdfs/2004/DISCURSOSG.pdf
OBSERVATIONS OF THE SECRETARIAT FOR MANAGEMENT ON THE STUDY
ON THE OPERATIONS OF THE GENERAL SECRETARIAT CONDUCTED
BY DELOITTE & TOUCHE, LLP


OBSERVATIONS OF THE SECRETARIAT FOR MANAGEMENT ON THE STUDY ON THE
OPERATIONS OF THE GENERAL SECRETARIAT CONDUCTED BY DELOITTE & TOUCHE,
LLP

Introduction


Pursuant to a request from the Chairman of the CAAP working group that is considering the Management Study, the Secretariat for Management is pleased to present herein its own comments and observations regarding the recommendations presented by the firm Deloitte & Touche. 

This document will first present a few general observations regarding the study, and then it will proceed to address each of D&T’s recommendations individually.

In general, the study can be seen as a blueprint for adapting the tools of strategic management into the planning process of the General Secretariat’s activities. The study is recommending that the General Secretariat and the Member States engage in a new planning paradigm. The approach favored by D&T requires the imposition of fiscal discipline, a clear definition of the General Secretariat functions, and priorities for the immediate and long term. The recommendations emanating from the study would guide the Secretariat through a process of transformations. This process has been described by D&T in page 28 of Part I of the study, under the heading of “Potential OAS Operating Framework.” Although some stakeholders may object to the title, which implies that the whole Organization, including both its political and administrative domains, were the subject of the study, it is worth noting that the firm has, often and adamantly, pointed out that a successful implementation of their recommendations requires the joint efforts of the Secretariat’s managers and the member states.

Operating Framework

The Operating Framework graphic shown in the following page may be easily understood if one considers the top six chevrons as six sequential “tasks” that should be followed to transform the Secretariat from its current state into a more efficient, effective and responsive organization. 

First task: Developing a Mission and Vision


While the Charter of the OAS provides a Vision, D&T is referring to an operational strategy and not a political strategy. This task calls for the member states and the executives of the General Secretariat to discern the “overall strategic direction” for the operations the Secretariat and of the Organization. In simple terms, the stakeholders of the Organization should be able to respond to basic questions: What is the OAS? What does it do? What will its role be in the near- and long-term future? What are its priorities?

STRATEGIC PLANNING OPERATING FRAMEWORK
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In many instances it has been mentioned that the mission and vision of the Organization have been described in the Charter of the Organization. Yet, although the Charter embodies the political purpose and raison d’être of the OAS, it is not necessarily an effective managerial tool that conveys in operational terms the purpose and direction of the Secretariat. To be effective, the leadership of the Organization must articulate in concise terms the specific operations that the Secretariat is to carry out in response to the political directives given by the member states.


One of the major organizational deficiencies found by D&T was the lack of a “shared vision.” In this context, one of the firm’s findings was that there was a lack of congruence among the Secretariat staff and the member states on their views of the operational missions and vision of the organization. This makes the proper articulation of vision and mission statements a critical first step in the process, and one which should be the product of thoughtful and extensive dialogue between the member states and the leadership of the Secretariat.

Second task: Crafting a Strategy


Once the mission and vision statements have been constructed, they must be communicated at all levels of the Secretariat. Failure to do so would make crafting a strategy difficult, if not impossible.


To craft the strategy, the OAS should translate its “mission, vision, objectives, and mandates into an operational strategy for the General Secretariat.” Crafting the strategy is perhaps one of the most time-consuming and technically complex endeavors of this process. It requires the Organization (the political bodies working with the Secretariat) to describe in specific detail the work and activities that it will engage over a determined time horizon. Mandates should guide the Secretariat to attain specific objectives through well-defined activities. When elaborating mandates, the political bodies should identify the desired outcomes and communicate them to the Secretariat staff charged with programming activities. Specific goals and objectives must be articulated in such terms that leave no doubt as to what the member states expect to accomplish. To this end, the overall goals put forward must have objectives that are quantifiable, measurable, and/or time-based. Elaboration of appropriate goals and objectives, as well as the determination of performance indicators should emerge from sustained dialogue and agreements between the governing bodies and the technical areas.

Third task: Setting Priorities


Given the limited resources of the Organization, this task essentially determines the activities that the Secretariat ought to first pursue in response to the mandates given. It is highly unlikely that the Secretariat will be able to meet all of its mandates with a limited budget. Therefore, the member states have to provide guidance as to what activities the Secretariat should focus on, and which activities take precedence over others. This entails an extensive self-analysis by the Organization: What are its priorities? Which of the proposed activities has the greatest possibility for success? What does the Organization have that gives it a comparative advantage over other international organizations? What does it not? Are there any alternative service delivery mechanisms (grants to other organizations, delegation of projects to other entities, etc.)?

Fourth task: Devising an Organizational Structure

Only after the previous tasks have been completed can the Secretariat’s resources be reorganized to deliver its service in an efficient and effective manner. The reorganization will be engendered from the strategy devised, so that limited resources can be realigned with the objectives and mandates of the Organization. Functional groups will then emerge based on strategic priorities. Such groups would be outcome-focused, and should be held accountable for achieving the strategic objectives defined by the political bodies.

Fifth task: Budget

The budget emerges as the Organization’s principal planning tool. It should be focused on results (“results-based” budget), and move the discussion on budgetary allocations away from controlling objects of expenditure and towards allocating resources in activities that support the overall strategic path of the Organization. Specific Funds should be taken into account in budget preparation, as most of these guide the activities of the Secretariat. More importantly, the budget should include specific performance metrics intended to hold the Secretariat accountable for meeting strategic objectives.

Sixth task: Performance Management

In crafting its recommendations, Deloitte & Touche has taken a “balanced scorecard” approach to performance management. In brief, these recommendations are geared to establishing a mechanism for evaluating the performance of the Secretariat and its staff. The performance of the organization would be evaluated, using quantifiable metrics, from multiple perspectives:

· Organizational Perspective. Is the organizational structure adequate? Is it providing its services successfully in an efficient and effective manner?

· Program Perspective. Are programs aligned with overall organizational strategy?

· Mandate Perspective. Are these being met in a timely, effective and efficient manner? Are they being costed appropriately? Do they contribute or divert from the overall strategy? Are they being articulated is operational terms?

· Personnel Perspective. Are individual goals and objectives congruent with the unit/department’s own objectives? Are they being met? Is the staff adequately trained? Are their salary increases consistent with their performance? This is where recommendations regarding performance evaluations and instituting a pay-for-performance salary system come into play.

· Financial Perspective. Does the Organization have sufficient funding to meet its mandates? Is quota income adequate? Financially speaking, is the Organization in good financial health? Are audits yielding unqualified opinions?

· Customer Perspective. Is the work of the Secretariat satisfying the needs of the constituents of the member states? Are the delegations satisfied with the work of the Secretariat? Are the activities of the Organization congruent with the needs and desires of the member states as these have expressed them?

Recommendations

D&T’s recommendations are concentrated in four major areas: Organizational structure, Business Processes, Human Capital, and Technology.  These recommendations address the Operating Framework at various stages, as follows:

	Operational Framework: Tasks / Recommendations
	Organization

Structure
	Business

Process
	Human

Capital
	Technology

	Task 1: Mission and Vision
/
	
	
	
	

	
	
	
	
	

	· Appoint Strategic Planning Committee
	X
	
	
	

	· Develop Mission and Vision Statement
	X
	
	
	

	
	
	
	
	

	Task 2: Strategy

	
	
	
	

	
	
	
	
	

	· Perform SWOT (Strengths, Weaknesses, Opportunities, Threats) analysis
	X
	
	
	

	· Establish Goals and Strategic Objectives
	X
	
	
	

	· Develop and Distribute Strategic Plan
	X
	
	
	

	· Educate Stakeholders
	X
	
	
	

	· Monitor and Adjust as Necessary
	X
	
	
	

	· Begin Process Again
	X
	
	
	

	
	
	
	
	

	Task 3: Priorities
	
	
	
	

	
	
	
	
	

	· Implement Strategic Mandate Framework
	
	X
	
	

	
	
	
	
	

	Task 4: Organization
	
	
	
	

	
	
	
	
	

	· Redesign Organization Structure
	X
	
	
	

	· Streamline Procure-to-Pay process
	
	X
	
	

	· COO Position?


	X
	
	
	

	· Implement Regionalized OGSMS
	X
	
	
	

	· Implement Donor Relations Function
	
	X
	
	

	· Reorganize IT functions
	
	
	
	X

	· Streamlining reporting and data integrity
	
	
	
	X

	· Implement Automation and Employee self-services
	
	
	
	X

	
	
	
	
	

	Task 5: Budget
	
	
	
	

	
	
	
	
	

	· Implement results-based budget
	
	X
	
	

	· Implement cost management and recovery plan
	
	X
	
	

	· Adopt formal quota assessment policy
	
	X
	
	

	
	
	
	
	

	Task 6: Performance Management
	
	
	
	

	
	
	
	
	

	· Improve performance management system
	
	
	X
	

	· Link compensation to performance
	
	
	X
	

	· Implement a management training program


	
	
	X
	

	· Review cost-saving options for employee benefits
	
	
	X
	

	· Offer targeted training and development opportunities to enhance staff competencies
	
	
	X
	

	· Facilitate career advancement
	
	
	X
	

	· Conduct audit to ensure post classifications are consistent with UN
	
	
	X
	

	
	
	
	
	


Feasibility


Pursuant to the CAAP’s request, the General Secretariat has reviewed the specific recommendations made by D&T, and assessed whether such recommendations are feasible within the operating framework proposed by the firm in its report. It should be noted that, as D&T has repeatedly pointed out, such recommendations are most effective when they become part and parcel of the framework; any implementation effort that dispenses with the adoption of the operating framework would likely render those recommendations incapable of bringing any positive outcomes to fruition. In fact, there is an implicit need to adopt the operating framework prior to reviewing the recommendations. Adopting any or all of the recommendations outside the context of the framework is analogous to building a house without a foundation. By themselves, the recommendations lack meaning and purpose; as a whole, they form a textured process where the Secretariat undertakes a series of interwoven, deliberate actions with defined objectives and a sense of mission.


Some of the recommendations articulated in the management study have already been implemented, or are in the process of being implemented at the General Secretariat. 

1. Organization Structure

Implement a strategic planning framework

The General Secretariat fully agrees with this recommendation, and sees it as the basis from which to choose to follow or not the remaining recommendations.  In terms of feasibility, from a political viewpoint, it depends entirely on the political will of the member states.  From an administrative standpoint, there are a series of administrative orders that were created in 2002, following an overall analysis of the General Secretariat.  One of the things to come from this review was the creation of a coordinating committee for technical cooperation activities and conformity with the strategic plan for partnership for development.  

The purpose of this group was to “…assist the Secretary General in the coordination, identification, integration, supervision, and direction of the Secretariat services and activities of cooperation, particularly in the areas of the execution and development of projects and the mobilization of resources, and especially when these activities can be accomplished concurrently or in a complementary manner between the dependencies of the General Secretariat.”  See Exec.Order 02-5.  This group is chaired by the Executive Secretary of IACD, and includes key executives of the Organization, all of whom are to meet on a regular basis to discuss the direction of the Organization with respect to development.

From an administrative standpoint, the steps are already in place to begin to implement this recommendation at little cost.  Up to now, the concept has enjoyed limited success because it depends heavily on our ability to clearly interpret the direction that our member states have for the Organization.  Key executives have met, but have not necessarily been able to formulate a strategy plan.

While actual savings may be difficult to quantify, one can assume that if area heads are meeting regularly to discuss not only their activities, but future direction, the Organization would be able to cut back on duplication of efforts, which would in turn lead to savings.

Redesign Organization Structure

The study points out that we are currently a very flat organization, with nineteen directors reporting directly to the Secretary General.  The General Secretariat agrees that there is certainly room for improvement, but the actual restructuring map depends largely on the successful identification of a strategic plan, as recommended above.  It is very difficult, if not impossible, for the General Secretariat to make a recommendation as to the structure of the Organization without first having some guidance from the member states as to the priorities of the Organization.

Recognizing that there are some specific recommendations with respect to centralizing the technology function, we address this specifically later in this paper under the technology section.

As with any restructuring effort, depending on its magnitude, the number and type of displaced employees, and other variables, the cost can fluctuate from low to very high.

Additionally, savings, if any, are usually in the long-term and not immediate, and also vary depending on the factors mentioned above.

Establish a Chief Operating Officer Position

The General Secretariat considers that this is largely a political decision, and also recognizes the fact that member states have already voiced their opposition to this recommendation.  As a result, we defer to the will of our political bodies, and further comment that the same effect can be obtained by implementing the first two recommendations in this section.

Implement Regionalized OGSMS

The General Secretariat has on several occasions made this recommendation as a means to generate savings in the Organization, but the proposal has each time been rejected by the member states.  Again, this is a political decision and we defer to the will of the member states.  Nonetheless, we agree that it offers a mechanism for savings.

2. Business Processes

Implement Results-Based Budgeting

Pursuant to AG/RES. 1839 (XXXI-O/01) The General Secretariat presented two budget prototypes for consideration of the Permanent Council, one of them being a results-based budget. The member states are considering the alternatives presented in the document, and have extended studying it via AG/RES. 1909 (XXXII –O/02) and AG/RES. 1975 (XXXIII-O/03).

There are significant costs associated with the implementation, mostly related to training of staff, planning sessions, adopting statistical methods for tracking results and evaluation, additional budget staff, and budget formulation system software updates.
However, there are also sizable intangible gains from the adoption of a results based budget: better planning, increased program efficiency and effectiveness, improved quality of budgetary information, greater accountability in budgetary practices and program performance.

Implement Donor Relations Function

The General Secretariat considers that this is a feasible option, although it will have significant up-front costs. The creation of a Donor Relations Office can be made possible through an executive order.

Significant up-front investment:
· Assignment of Staff (two professionals and one General Services, at a minimum)

· Operating Costs

· Creation of a “Seed Fund” or “counterpart money” to attract and stimulate donations.

Savings would be realized through the gains in productivity by eliminating the duplication of efforts that now exists in the independent fund-raising efforts from multiple areas of the Secretariat. This would also improve the image of the Organization before potential donors, since it would avoid multiple simultaneous contacts to a single donor for different projects/programs of the Organization.

Implement Cost Management and Recovery Plan

Article 87 of the General Standards authorizes the Secretariat to collect funds, under specific circumstances, from external donations to cover administrative overhead costs. A cost recovery plan is being implemented (See CP/CAAP-2689/04).

By recovering administrative overhead costs from Specific Funds, Regular Fund resources are not taxed as heavily. This also allows the Secretariat to be able to cope with the increased demand for administrative services from technical areas that rely heavily on external sources of financing.

Adopt Formal Quota Assessment Policy

The Study identifies six steps to take in implementing this recommendation.  The General Secretariat is not only in full agreement with this item, but has already taken the measures identified by the Study in steps 1, 2, and 3.  The member states have for their consideration, a quota assessment policy as formulated by the General Secretariat, taking into consideration the methodologies utilized by the UN, and also the unique circumstances of the OAS.

At this point, the decision rests with the member states

The cost to the Organization of implementing this recommendation is insignificant.  The steps required of the General Secretariat have already been taken.

If the recommendation to adopt the formula proposed by the General Secretariat were accepted, the savings generated would come from a reduction of meetings required in the future to negotiate changes to the assessment, as these would be automatic as defined by the policy.

Implement Strategic Mandate Framework

The General Assembly has recognized the need to identify resources prior to considering a mandate (See, for example, AG/RES. 1 (XXV-E/98 III.B.3.c); however, application of this requirement has been limited. The CAAP could have an expanded role in determining quantifiable goals and objectives, as well as expected outcomes. In addition, consultation with General Secretariat managers may be necessary to examine budgetary constraints and determine specific budgetary requirements and how to finance them.

Additional cost of meetings, unless these are held in a relaxed format that might not require the usual support (interpretation, translation, publication of documents, etc.).
There would be significant gains in productivity and efficiency, as the Secretariat would be able to carry out activities with resources that have already been earmarked.

Streamline Procure-to-Pay Process

Although many government agencies on the Federal, state and local level have provided credit cards to their employees, historically there has been repeated misuse of the cards, followed by negative publicity.  In an effort to minimize the fraud/ misuse potential we have met with representatives from the Bank of America, which is about to introduce a new type of program involving debit cards.  Use of a debit card vs. a credit card provides significantly more control as the card can be restricted to certain types of purchases, and a different dollar limit can be established each time the card is ‘loaded’, i.e., funded.  Purchases made by use of a debit card comply with the GS/OAS’ Procurement Rules, as an encumbrance of funds is made prior to the card’s use, not afterwards, as often occurs with a credit card. On March 11, Bank of America is doing a presentation of the new card at the OAS.

To comply with the Procurement Rules the debit card would normally only be used for purchases under $1,000 as purchases above that amount have to be competitively priced prior to a purchase.  A review of the 2003 purchase orders for less than $1000 indicates the following:  there are seven areas of purchases, (both in the regular and in the specific funds) which would permit a debit card’s use.  They are for purchases for the OAS buildings, conference services, equipment, furniture, general purchases, maintenance, and supplies.  Please note Attachment A that lists the categories of purchase, the number of purchase orders created in each area, and the total amount of those purchase orders. 

There are few other categories of purchase that while under $1000 do not readily lend themselves to the use of a debit card.  Those categories are insurance, which is centrally purchased and each area then enters a requisition to pay its share; telecommunication services, and common services, which each area enters a requisition to fund its individual share; Fellowships, and National Offices.  The successful implementation of a debit card at Headquarters might pave the way to introduce the cards at the National Offices – as long as a sufficient control mechanism is in place.  

For some areas the use of a debit or credit card at the OAS may not be practical. For example, for areas involved in specific projects, a separate card would most likely be required for each fund/project.  

Outsourcing of Travel Office Functions.

The Department of Procurement Management Services (“DPMS”) is in the process of reviewing proposals from travel agencies which responded to our ‘Request for Proposal’ to outsource our Travel Office services.  

The Travel Office is presently staffed with two career staff members, whose total salary and benefits cost $142,000 a year, and a part-time visa messenger who works 20 hours a week and is paid $10 per hour.

The GS/OAS is committed to outsourcing the functions of the Travel Office this year, if we are able to reduce the total travel costs to the Organization.  This would therefore mean that outsourcing must lower ticket costs; and/or lower salary costs.  To accomplish the latter, DPMS can initially absorb the two career positions now in the Travel Office to augment two other areas in DPMS (fixed assets management, and procurement) that require additional staffing, and over a period of the next year, one of the present travel office staff retires or the position is abolished.

The most significant impediment to outsourcing is that the travel agencies receive little, if any, commission on coach class tickets; thus, the agencies charge a transaction fee to help cover their salary and other administrative costs.  Although the OAS would provide office space to a travel agency, the firms that responded to our RFP have indicated they would impose charges/fees on the OAS to defray their costs.  The highest amount of money requested was $129,000 per year to provide travel services at the OAS, plus a management fee of $30,000 a year.  The lowest cost charge proposed was $27,200 which was only for ticket transaction fees.  The travel agency we presently use to purchase the tickets quoted the lowest price.  This agency also indicated that there would be no fee to pay for on-site the staff it would provide.  All the firms wanted additional money to pay for a visa messenger and their proposals were significantly higher than the $10,400 yearly amount DPMS now spends for this part-time service.

DPMS has just prepared a questionnaire for GS/OAS travelers to complete.  The questionnaire concerns the service provided by the Travel Office and has a question concerning the travel agency mentioned above which now supplies our tickets.  

As we are in the middle of bidding out travel to the General Assembly in Quito, the earliest we could realistically have a travel agency on site would be July 1. 

3. Human Capital

Improve the performance management system to use it as a tool for strategic management

Currently, the General Secretariat has in place a performance evaluation system, which while certainly not satisfactory, represents an improvement over the practices of just a few years ago, when there was no system at all.  Our current system was designed after input and approval by the Staff Association, and it allows supervisors to define the goals of a staff member, and then rate their performance on a basis of meeting expectations or not.  There is also an opportunity to make specific comments regarding the staff member’s level of performance, and another to outline potential training requirements.

We agree that this system can be greatly improved, and believe the steps outlined in the Study for so doing are feasible.

However, we note that a performance management system is a strategic tool. It requires clear OAS strategic objectives, thorough revision of performance appraisal system, adequate resources, and training. Productivity gains may lead to savings in posts in the mid-term. The need for a clear strategic plan becomes pivotal, so that individual performance objectives can be tied to organizational goals. The Secretariat may also need to redesign the performance appraisal system to include competencies along with goals. It should also include accountability measures and training for managers, as well as remedial assistance mechanisms.

This can be done at little cost, since the infrastructure is already in place.  The cost would involve the time of our already limited staff.

In terms of savings, it is presumable that an improved performance evaluation system would lead to a more productive staff, and thus result in long-term savings as a result of staff “buy-in” and increased productivity

Link compensation increases for managers and employees more closely to performance

For this recommendation to work, important reforms need to be implemented. Such as: 

· Performance appraisal system (P.A.S.) and appeals mechanisms have to be redesigned.

· Salary increase system of yearly steps has to be substantially adjusted. 

· Earmark additional resources for designing new systems and for training for their implementation. 

· Redesigned P.A.S. has to be less consensual, must include several levels of grading performance and be linked to a more expeditious appeals mechanism.

· Reform of salary system should allow granting different salary increases than just single steps and to reward employees already in highest step. This could result in a system that mixes steps and bonuses.

The UN remuneration system is heading in that direction. A pilot program that seeks to implement a pay-for-performance system will be pilot-tested in 2004 at some UN agencies. If adopted, the OAS would follow suit.

Short-term savings resulting from this recommendation are difficult to predict. It is expected that performance improvements will bring productivity increases and post savings in the longer term.

Implement a management training program

This recommendation is feasible, but again, its effectiveness is closely linked with our ability to define an overall strategic policy for the Organization.  The General Secretariat currently has a very limited budget allocation for training purposes, with a total of only $51,000 in 2004.  As such, we have limited resources with which to address all of our staff training needs, and thus would require clear guidelines as to our direction so as to best assign these resources. As mentioned earlier, the performance appraisal system needs to be redesigned for this recommendation to be effective.
As the Study correctly identifies, implementing this recommendation would likely entail the assistance of outside consultants, reliable availability of in-house expertise, as well as materials.   Our current training budget is insufficient to allow for full implementation. It would also require a significant investment of money for training programs and time away from regular work. The change of administration could provide a window of opportunity to select groups of individuals targeted for training.

Review potential cost-saving options for employee benefits

The Study makes several specific recommendations, mostly related to health care.  It is important to note that although in the industry, health care costs have increased an average of 12-15% over each of the last two years, we have managed to maintain our increase in costs to between 3-5% for the same period of time by implementing several measures, many of which are included in the Study’s recommendations as outlined below:
a) Implement a Consumer Driven Healthcare plan; and

b) Offer a lifecycle account:  Both of these recommendations are being referred to the Joint Committee on Insurance Matters for their review;

c) Introduce a 3 tier prescription drug plan going from $10/$12 for Retail and Mail Order to $10/$20/$30 Retail and $20/$30/$60 Mail Order: The General Secretariat did introduce a 3 tier system, however it was agreed to introduce at the $15/$25/$35 level for both retail and mail order;

d) Increase deductibles from $0/$100 to $250/$500: This too was implemented, but at a level of $0/$150 for single and $450 for family.

e) Increase coinsurance levels from 100/80 to 90/70:  The Committee reviewed this option and instead opted to increase out of pocket caps from $1000/$2000 to $1500/$3000.

f) Increase employee contributions:  This was implemented by increasing employee contributions by 14% in 2004, with another increase slated for 2005.

g) Market plans:  In lieu of a formal bidding process, the consulting firm of Buck Consultants conducted a review of our existing vendors and found that our rates and services were competitive and recommended that we make no changes.

As outlined above, the General Secretariat has already taken many of the steps identified in the study to offset the annual increase in health care costs, and we have had excellent success.  But in terms of savings generated, because the industry is increasing at such accelerated levels annually, we are doing what we can to reduce our liability in this respect, and do not foresee actual savings relative to prior years, but rather a continued effort to maintain our increase below the national and DC averages.

Offer targeted training and development opportunities to enhance staff’s competencies

The Secretariat agrees with this recommendation but its feasibility is dependent on the same reasoning outlined above under the management-training program.  We have very limited resources with which to address ALL our staff training needs. A comprehensive training plan derives from a human resources planning effort and from an overall organizational strategy. These are pre-requisites for targeting training to most needed areas and individuals who are critical to the success of the organization. The performance Evaluation System has to be geared to this program to reveal where the weakest competencies actually lie. This may entail a new tactical approach to training: from individual employee or area needs to organizational needs. As always, additional requirements include resources for training, planning, and programming.

Savings in the mid/long-term may be realized through productivity increases.

Facilitate career advancement
The Secretariat believes that this recommendation is feasible, but it must take into account certain constraints:
· Career planning requires organizational long term planning.

· Career planning is incompatible with organizational non-programmed attrition.

· Developing career paths requires homogenization of job descriptions and audits.

Developing career paths for the staff of the Organization contributes to job flexibility by developing core competencies; thus enabling staff members to apply their skills in various areas of the Secretariat. This also enables the Secretariat to make the best use of its human resources, positively impacting productivity and savings

Conduct an audit to ensure that OAS post classifications are consistent with the UN

A mandate to review post classifications already exists, and it is part of the General Standards that govern the operations of the General Secretariat. A Secretariat-Wide Audit is feasible and capable of showing the correctly classified grade levels of all posts at a particular moment in time. However, overall costs for the General Secretariat will go up in short run, as staff whose posts are declassified retain the same salary and benefits of the earlier grade level, while the ones that go up increase their salaries and benefits immediately. 

The complete process of a Secretariat-Wide Audit takes approximately 4 years and has an estimated cost of about $450,000.

4. Technology

Consolidate IT functions in an office of Information Technology in the Secretariat for Management.

The General Secretariat agrees with this recommendation, with observations on the implementation timetable.

· Within the Secretariat for Management there are three separate Departments with IT staff and functions. The consolidation of these staff and functions in one Department will strengthen IT management and services, streamline IT responsibilities, improve IT coordination and service levels and produce economies of scale. It can be implemented in the short term.

· Outside the Management Area there are a small number of Areas and Staff assigned to highly specialized IT functions and services. To centralize these functions has organizational, functional, service and cost implications that will require further study.  

The Secretariat estimates that the consolidation of IT functions could result in short-term savings in personnel expenditures equivalent to the cost of one entry-level post (possibly a P-2) in 2005, and two additional posts in 2006. We would also note that a P-5 post has already been transferred from the Secretariat for Management as part of management’s intention to implement this recommendation. We would also note that this recommendation is part of a larger restructuring that includes consolidation and separating facility management and conferences into a separate department within Management.

Implement Automation and Employee Self Service

This recommendation is feasible; however, it is important to clarify that the General Secretariat (GS) does not have currently the licenses for the applications or functionality recommended by Deloitte & Touche. In 2001, the GS conducted a study regarding the Self Service applications that could not be implemented due to lack of funds.

As new functionality may have been added to Self Services applications, the implementation of this recommendation needs further study to determine if:

1. Oracle Self Service software functionality satisfies the GS needs and business processes.

2. Oracle Self Service software can be accommodated to comply with the GS Staff and Budgetary Financial Rules.

3. This investment has a positive net present value in the long term for GS.

4. The solution is going to really bring efficiency to the organization business processes since the GS will still requires verification and approval process for actions entered through the Self Service applications.

The above mentioned study needs to take into consideration the following implementation alternatives and costs:

	Alternative
	Estimated

Initial Cost
	Estimated

Annual Recurrent Cost

	Full implementation of the Deloitte & Touche recommendation (three Self Service Oracle modules) with in-house resources
	$1.3M
	$350K

	Outsource the full implementation of the Deloitte & Touche recommendation (three Self Service Oracle modules)
	$4M-$5M
	$350K

	Implement in-house only the Human Resources Self Service module that includes the Attendance & Leave (Absence) functionally which is highly recommendable for OAS
	$270K
	$270K

	Outsource only the implementation of the Human Resources Self Service module that includes the absence functionally which is highly recommendable for OAS
	$1M-$1.3M
	$270K


Some caveats:

· If the General Secretariat decides to implement the Internet Expenses module, it will be necessary to evaluate if the module can be configured to comply with the established budgetary financial rules and procurement internal controls, or we will need to change our financial and procurement controls.

· If the General Secretariat decides to implement the Benefits module, it need further study to determine if it is applicable to OAS as benefit options are not as complex as other organizations.

All the above estimates include adding required additional staffing to the existing in-house OASES technical support staff to either implement and/or maintain the solution.

The estimated costs do not include the required budget allocation resources for technical and functional training purposes for the OAS staff in the use of new applications and its functionality.

Streamline Reporting and Data Integrity

The General Secretariat agrees with the recommendation in some of areas selected for improvement, but wants to point out items already in place:

Customized Business Areas are currently available to DFS for Reconciliation, for detailed analysis of Financial Statements and evaluation of Funds Availability. New simplified versions of the folders shall be developed in order to facilitate module verification from the end user standpoint.   End users, developers and data certification teams shall work collaboratively in the requirement gathering and testing of these tools to maximize the results. 

Initiatives already implemented to improve communication: the OASES Web Portal, OASES User Group, and the OASES Application Support Tracking System.  The Tracking system allows directing requests to key contact for immediate action.   The following are examples of formal procedures already in place: 

· Certification of new end user reporting tools (reports or business areas) conducted by FRPD and a User Testing group  

· Formal announcements of new reports and enhancements with detailed explanation of content and of patch related updates that impact the user community;

· Functional and end user testing of patches and version upgrades. 

Data integrity is being addressed by various initiatives.  The problems in key processes are resolved assuring dataflow at the preset regular intervals; business areas and reports to monitor the completion of these processes are available; issues that impact data integrity are troubleshot with high priority; new validation controls through reports and customizations are being implemented; end user training on data entry detailed procedures will improve the quality of data recorded, a special training on inter module dataflow will be a valuable enhancement to the curriculum.   

From an administrative standpoint, many of the steps recommended are already in place and can be extended   without any additional cost, such as:  the initiatives to improve communication, to announce reports and the solutions for end-user problems and the use of tickets to direct requests to key contacts.  

Design and development of data validation controls are currently the focus of  a technical team as part of the 2004 work plan.  

It is estimated that an additional $100,000 will be necessary for one resource to carry out   end user special trainings on inter module dataflow and on the use of  the customized business areas as an analytical tool.  

SUMMARY ANALYSIS OF RECOMMENDATIONS
Organizational Structure

	Deloitte & Touche Recommendation
	General Secretariat view on feasibility
	General Secretariat view of cost/savings

	Implement a strategic planning framework
	· Depends entirely on the political will of the member states.

· A coordinating committee for technical cooperation activities has already been constituted
	While actual savings may be difficult to quantify, the Organization would be able to cut back considerably on duplication of efforts, which would in turn lead to savings.

	Redesign Organization Structure
	Actual restructuring map depends on the successful identification of a strategic plan.
	The cost can fluctuate from low to very high, he number and type of displaced employees, and other variables.

Savings, if any, may materialize in the long-term.

	Establish Chief Operating Officer Position
	Largely a political decision. Some member states have already voiced their opposition to this recommendation


	--

	Implement Regionalized OGSMS
	The General Secretariat has made this recommendation as a means to generate savings, but the proposal was rejected by the member states.  


	--


	Deloitte & Touche Recommendation


	General Secretariat view on feasibility
	General Secretariat view of cost/savings

	Redesign Organization Structure
	Actual restructuring map depends on the successful identification of a strategic plan.
	The cost can fluctuate from low to very high, he number and type of displaced employees, and other variables.

Savings, if any, may materialize in the long-term.

	Establish Chief Operating Officer Position
	Largely a political decision. Some member states have already voiced their opposition to this recommendation


	--

	Implement Regionalized OGSMS
	The General Secretariat has made this recommendation as a means to generate savings, but the proposal was rejected by the member states.  


	--


Business Process

	Deloitte & Touche Recommendation
	General Secretariat view on feasibility
	General Secretariat view of cost/savings

	Adopt Formal Quota Assessment Policy
	The member states have for their consideration a quota assessment policy as formulated by the General Secretariat

At this point, the decision rests with the member states.
	Costs are not significant.  The steps required of the General Secretariat have already been taken.

Savings generated would come from a reduction of meetings required to negotiate changes to the assessment, as these would become automatic

	Implement Strategic Mandate Framework
	· General Assembly has already recognized the need to identify resources prior to issuing a mandate.
· Requires expanded role of the CAAP, consultation with General Secretariat managers.
	Additional cost of meetings

Gains in productivity and efficiency

Rational allocation of limited resources

	Streamline Procure-to-Pay Process
	· Risk of repeated misuse of the cards, followed by negative publicity. 

· Use of a debit card vs. a credit card provides significantly more control 

· Purchases made by use of a debit card can comply with the GS/OAS’ Procurement Rules

· Some types of purchases are difficult to implement, such as insurance, telecommunication services, and common services, Fellowships, and National Offices. 

· For some areas the use of a debit or credit card at the OAS may not be practical. 

· DPMS is exploring the option of outsourcing travel office functions


	Potential gains to be realized in terms of efficiency, although at a cost of possible loss of control, devising mechanisms for distributing burden on multiple funds or projects, greater need for accounting controls. Outsourcing travel office functions would allow for reallocation of staff to reinforce other procurement operations.

	Implement Results-Based Budgeting
	Results-based budget prototype under consideration by member states.
	Costs associated with to training of staff, planning sessions, adopting statistical methods for tracking results and evaluation, additional budget staff, and budget formulation system software updates.

Intangible gains: better planning, increased program efficiency and effectiveness, improved quality of budgetary information, greater accountability.

	Implement Donor Relations Function
	The creation of a Donor Relations Office can be made possible through an executive order.
	Significant up-front investment:

· Assignment of Staff (two professionals and one General Services, at a minimum)

· Operating Costs

· Creation of a “Seed Fund” or “counterpart money” to attract and stimulate donations.

Savings

· Gains in productivity

· Elimination of duplication of efforts

	Implement Cost Management and Recovery Plan
	Cost recovery plan is being implemented (See CP/CAAP-2689/04).
	Savings depend on volume of Funds and agreements negotiated, but they are geared to minimize the administrative burden on RF.


Human Capital

	Deloitte & Touche Recommendation


	General Secretariat view on feasibility
	General Secretariat view of cost/savings

	Improve the performance management system to use it as a tool for strategic management
	· Use performance management system as a strategic tool: it is feasible. Requires clear OAS strategic objectives, thorough revision of performance appraisal system and resources for that task and training. Productivity gains may lead to savings in posts in the mid-term.

· Need for a clear strategic plan so that individual performance objectives can be tied to organizational goals.

· Redesign performance appraisal system to include competencies along with goals.

· New system to include accountability measures and training for managers.

· New system to include remedial assistance mechanisms.


	This can be done at little cost, since the infrastructure is already in place.  The cost would involve the time of our already limited staff.

In terms of savings, it is presumable that an improved performance evaluation system would lead to a more productive staff, and thus result in long-term savings as a result of increased productivity.

	Link compensation increases for managers and employees more closely to performance
	· Important Reforms needed to implement.

· Performance appraisal system and appeals mechanisms have to be redesigned.

· Salary increase system of yearly steps has to be substantially adjusted. 

· Redesigned P.A.S. has to be less consensual, must include several levels of grading performance and be linked to a more expeditious appeals mechanism.

· Reform of salary system should allow granting different salary increases than just single steps and to reward employees already in highest step. Means to design a system mixing steps and bonuses.

· UN remuneration system is heading in that direction. If adopted, OAS would follow suit.
	Resources for designing new systems and for training for their implementation. 

Short-term savings difficult to predict. Performance improvements will bring productivity increases and post-savings in the longer term.

	Implement a management training program
	· Feasible and needed if performance appraisal system is redesigned.

· Requires significant investment of money for training programs and time away from regular work. 

· Best moment at change of administration in order to form groups.


	Implementing this recommendation would likely entail the assistance of outside consultants, as well as materials.  Current training budget is insufficient to allow for full implementation.

	Review potential cost-saving options for employee benefits
	The Study makes several specific recommendations, mostly related to health care. 


	the General Secretariat has already taken many of the steps identified in the study to offset the annual increase in health care costs.

In terms of savings generated, do not foresee actual savings relative to prior years, but rather a continued effort to maintain our increase below the national and DC averages.

	Offer targeted training and development opportunities to enhance staff’s competencies


	· A comprehensive training plan derives from human resources planning and from an overall organizational strategy. 

· Performance Evaluation System has to be geared to this program to reveal weakest competencies.

· Requires change of approach to training from individual employee or area needs to organizational needs. 

· Requires resources for training planning and programming as well as for courses of learning.

· Savings in the mid/long-term through productivity increases.
	Savings in the mid/long-term through productivity increases

	Facilitate career advancement
	· Career planning requires organizational long term planning.

· Career planning is incompatible with organizational non-programmed attrition.

· Developing career paths requires homogenization of job descriptions and audits.


	Contributes to job flexibility and best use of Human Resources with positive impact on productivity and savings

	Conduct an audit to ensure that OAS post classifications are consistent with the UN
	· A mandate to review post classifications already exists.

· A SWA is feasible and capable of showing the correctly classified grade levels of all posts at a particular moment in time. 

· Overall costs for the GS will go up in short run, as staff whose posts are declassified retain the same salary and benefits of the earlier grade level, while the ones that go up increase their salaries and benefits immediately. 

.
	The whole process of a Secretariat-Wide Audit takes approx. 4 years and costs around $450,000


Information Technology

	Deloitte & Touche Recommendation


	General Secretariat view on feasibility
	General Secretariat view of cost/savings

	Consolidate IT functions in an office of Information Technology in the Secretariat for Management.
	· Consolidation of staff and functions in one Department will strengthen IT management and services, streamline IT responsibilities, improve IT coordination and service levels and produce economies. It can be implemented in the short term.
· Outside the Management Area there are a small number of Areas and Staff assigned to highly specialized IT functions and services. To centralize these functions has organizational, functional, service and cost implications that will require further study.  
	Savings equivalent to one post in 2005, two additional posts in 2006.

	Implement Automation and Employee Self Service
	This recommendation is feasible. General Secretariat (GS) does not have the licenses for the applications or functionality recommended by Deloitte & Touche. In 2001 the GS conducted a study regarding the Self Service applications that could not be implemented due to lack of funds. A feasibility analysis should yield more information to determine strategic fit with current business processes, information needs, and financial resources.


	Additional staffing, consulting services, and training costs may be required.


	Deloitte & Touche Recommendation


	General Secretariat view on feasibility
	General Secretariat view of cost/savings

	Streamline Reporting and Data Integrity
	Most of the items included in the recommendation are already in process of implementation.
	Many initiatives are already under way at no additional cost, since they are being implemented using in-house resources. Implementation of other items may require additional funding to cover the cost of new software and training and development of Secretariat staff assigned to
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Framework of the study


In the first paragraph of the executive summary, the consulting firm states the following: “The study was prompted in large part by rising personnel costs and questions whether the General Secretariat was operating in an efficient and cost effective manner.”


In the second paragraph of the same section, it notes:  “As the study progressed, the focus shifted to include a wider range of organizational issues that were raised by the Member States, by General Secretariat managers and staff, and by the OAS Staff Association.  Those issues were more strategic than tactical, and involved the Organization’s mission and priorities, its strategy for the future, relationships between the Member states and the staff, communications, and a number of other considerations.”

Background


The study originated in the concerns of member states regarding two main issues: one, that the General Secretariat should be in a position to provide effective support for attaining the overall aims and purposes of the Organization and carrying out the mandates from the Summits of the Americas, the General Assembly , the Meeting of Consultation, the Permanent Council, the Inter-American Council for Integral Development, the ministerial meetings, and the other policymaking bodies of the system; and, two, that the financial and human resources available to the General Secretariat should be used to their full advantage.

Scope of the study


As said, the consulting firm pointed out that the study’s scope had been expanded to include a wide range of institutional questions “raised” by member states, General Secretariat managers and staff, and the Staff Association.


It is not clear from the study, although it would have been of interest, how the guidance received influenced the assessments of the consulting firm.

General comments


However, since what is at stake is whether the findings of the study serve the purposes of the member states, respond satisfactorily to their concerns, and provide guidelines and recommendations that may help to resolve operating problems and serve as a basis for the political, administrative, and budgetary decisions that should be taken, it is important to evaluate them on the basis of relevance, timeliness, and practical utility.


The methodology followed in preparing the study identifies, first of all, the principal sources of information used by the consulting firm.  They are outlined on page 6.


Although that section indicates that a wide range of institutional documentation was reviewed, for reasons explained below, it would seem that the consulting firm was unable to grasp the difference between policymaking levels, made up of representatives of the member states, and administrative levels, which are under the jurisdiction of the Secretary General, nor of the hierarchical differences between different OAS organs.


Quite often, the report confuses the political bodies and the General Secretariat and refers to the two as if they were combined.  This lack of understanding of each one’s specific functions is a source of confusion.  Had the consulting firm carefully read the provisions of the Charter, the statutes and rules of procedure of the councils, and, in particular, the General Standards to Govern the Operations of the General Secretariat, its perception of the respective functions would have been clearer.


As an example, suffice it to quote the following text, which appears in the section “Major Themes from the Study,” on page 7:


“…there is also a strong sense that the Organization’s efficiency and effectiveness are hampered by the way it is organized and the way it operates.”


“We believe the OAS is at a critical crossroads.”


If these sentences refer to the operations of the General Secretariat, they make sense; but they do not with regard to the political organs.  The organizational structure of the political organs is defined in the OAS Charter and in political agreements among states, adopted in treaties, conventions, and decisions of the General Assembly.  The consulting firm was instructed to conduct a study on the operations of the administration, that is, the General Secretariat, but was not asked for value judgments on the modus operandi of the political bodies, which may only be reformed by a decision of the member states and by amendment of instruments such as those mentioned.


In the section “Major Themes from the Study,” a list is given of the five thematic areas on which the consulting firm focused “our analyses, our findings, and our options for improvement.”


They are, and I quote (see p. 8):


“1.
The organization’s mission, objectives, and priorities are not clear.

2. There is no systematic strategic planning process to guide the organization.

3. There is a significant disconnect between the Member States and the General Secretariat.

4. The organizational structure is fragmented and roles and responsibilities are not clear.

5. There is a general lack of accountability in decision-making and expenditures.”


Given their wording, these statements seem to be conclusions rather than thematic areas and, it should be noted, they are not exactly accurate, as we shall see:


1.
It is not true that the Organization’s mission and objectives are not clear.  In this regard, one need only read the OAS Charter to identify both aspects very clearly.


There is some truth, in part, concerning the priorities.  The existence of many priorities, identified as such in political body decisions, calls for a process of review to rank them and rationalize the allocation of resources, both financial and human.  But that does not mean that the priorities are not clear; rather, there are many of them, which is different.


2.
This statement is imprecise and confusing.  By its nature, the OAS is a political forum of countries.  These countries, acting jointly and generally by consensus, take political decisions, both strategic and short-term.  Thus, the Organization, as far as its political organs are concerned, does not need “a systematic strategic planning process.”  In the case of the administrative bodies, which provide logistical support for the operations of the political organs and the execution of their decisions, the existence of a systematic strategic planning process can be justified.  However, since the statement refers to the Organization in general, it is invalid.


3.
This statement is not true.  There is not anything close to a “significant disconnect” between the Secretary General and the Assistant Secretary General, on the one hand, and the member states, who elected them and are represented in the political organs, on the other.  Each organ, as appropriate, assumes its responsibilities pursuant to the rules governing it.


4.
If this judgment refers to the General Secretariat, it may be deemed to have a basis in fact and explanations are given in the study to support it, but it has no foundation if it also claims to include the policymaking organs and bodies.


5.
Such a categorical affirmation is not only untrue but also unfair.  If taken literally, it would be tantamount to saying that there is generalized disarray in the General Secretariat, which is obviously untenable.


When these matters are further developed on pages 9, 10, and 11, it is possible to get a better grasp of the consulting firm’s assessments.  However, these comments do not essentially alter the erroneous aspects of their judgments.

Specific comments

1.
In the section “Major Observations and Findings,” in connection with the so-called OAS “‘siloed’ operating framework,” the same assessments are made as those we commented on under “Major Themes from the Study.”  Nevertheless, it is possible to extract some valid statements from the first four “silos”:

1.1 That the Organization’s objectives are not used as criteria for allocating resources.

1.2 That the (General Secretariat) department strategies are not integrated with one another.

1.3 That the Organization (to be understood as the General Secretariat) is highly fragmented with multiple functions not aligned in a strategic manner.

1.4 Lack of coordination among the General Secretariat units, which is attributable to the absence of a “leader authorized to coordinate among units.”

1.5 Duplication of effort, redundancy, and staff not used as efficiently as possible.


These are realities that, while known, should be underscored in the study and presented systematically.

2. In the fifth “silo,” there are very important points that touch on one of the main shortcomings—this time of the Organization as a whole—which is the absence of an evaluation process.


The only established areas of the Organization for the review and evaluation of its operations are restricted to financial auditing—and, more than financial auditing, the auditing of accounts, exercised by the Board of External Auditors and the Office of the Inspector General.


With regard to the Office of the Inspector General, its role is very limited due to a shortage of resources and its position under the Secretary for Management and ultimately the Secretary General, who appoints the incumbent.


In this same “silo,” the statement that the budget does not include specific funds is also important.

3.
The organizational chart on page 13, at the beginning of the section “Major Observations and Findings,” does not represent the structure of the OAS but of the General Secretariat, which is yet another example of the confusion of the consulting firm.

4.
With regard to the so-called options for improvement of the Organizational Structure, the following considerations are in order:


4.1
Strategic planning


Given the political nature of the Organization, it is difficult to apply a planning process like the one suggested in item 1 of this section.


Under its structure, established in the Charter, the decision-making organs of the OAS are duly arranged in hierarchical order and, as a result, the Organization’s supreme organ, the General Assembly, sets the course for the Organization’s actions by means of resolutions adopted each year. The organs under the General Assembly perform their functions in accordance with the standards and guidelines determined by the Assembly.


The establishment of the Summit process has created a level even higher than the General Assembly.  The directives issued by the Heads of State and Government become, in turn, mandatory for the General Assembly.


Under these circumstances, establishing a “working group” like the one suggested by the consulting firm is neither appropriate nor proper.


4.2
In item 3, a “working group” is once again proposed to “review the organization as a whole.”


This recommendation is also inappropriate and confusing since it overlooks the fact that, according to the Charter, responsibility for organizing the General Secretariat and its operations lies with the Secretary General.


If this recommendation were followed, the political bodies would become involved in managerial tasks that are within the exclusive purview of the General Secretariat.


4.3
Clearly, the recommendation to establish “a COO [Chief Operating Officer] position that will report to the Secretary General (SG) and the Assistant Secretary General (ASG)” (item 5) disregards the fact that, pursuant to the Charter and the General Standards to Govern the Operations of the General Secretariat, that is the responsibility of those two officials.  It also fails to take into account the existence and activities of the Secretary General’s Chief of Staff.


4.4
The recommendation to set up “a central Office of Donor Relations” is very sound (item 6).  The reasons for its establishment and the benefits to be derived from it are obvious.  It would yield magnificent results by bringing order into a process that lacks it and which, in its current state, will ultimately diminish the capacity to raise external funds.


4.5
The Offices of the General Secretariat in the Member States have for some time been the subject of opposing views that advocate options like that suggested by the consulting firm (item 7) as well as their elimination, for cost-benefit reasons.


It would seem that, from a logical point of view, before deciding on alternatives like regionalization, as suggested by the consulting firm, a strictly objective analysis should be made of the effectiveness of these Offices versus their cost, in terms of the budget and the countries.

5.
Options for improvement of Business Processes


5.1
In general, the recommendations to rationalize and prioritize mandates are well-founded (item 1).  There is indeed a proliferation of mandates without any attention to available resources, which calls for a review and evaluation of their scope, content, and feasibility.


However, this is within the purview of the political organs under the General Assembly, in particular the Permanent Council, with the support of the General Secretariat.


The creation of a “Steering Committee of member states to draft rational criteria for assigning priority levels to mandates” disregards institutional structures and the functions of the Permanent Council.


5.2
The recommendation made in item 2 on specific funds, which should be included in the budget, is correct.


5.3.
The same is true for the recommendation under item 3.  There is obviously benefit in eliminating redundancies and simplifying processes.


5.4
We agree with the recommendation under item 4.  Results-based budgeting is not only advisable but necessary.

6.
Human Capital


6.1
In general, we share almost all recommendations under this section.  Almost all of them are geared toward the application of sound human resource management principles.


But, of course, we do not share the recommendation on the advisability of eliminating the career service.  We have always considered that the absence of the career service is a disincentive to staff and lessens their sense of identity with the aims and purposes of the Organization.


These comments will be supplemented by some conclusions and recommendations, which will be presented to the General Committee and the Permanent Council.

Washington, D.C., December 17, 2003
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NOTICE

The Secretariat of the Permanent Council presents its compliments to the permanent missions and, on instructions from the Chair of the Working Group of the Committee on Administrative and Budgetary Affairs, and as was agreed at the meeting of the Committee held on December 18, 2003, wishes to invite delegations to an informal meeting to examine whether the “Management Study” presented by the firm Deloitte & Touche complied with the terms of reference of the contract with the firm. The meeting will be held on Tuesday, January 20, 2004 in the Columbus Room at 2:30 p.m.

Attached to this notice is the written legal opinion issued by the Department of Legal Services as was requested by the Committee.


You are kindly requested to bring the copy of the terms of reference that the General Secretariat provided to delegations last month. Extra copies of the contract will also be available at the meeting. 
APPENDIX

LEGAL OPINION

COMPLIANCE BY DELOITTE & TOUCHE WITH THE TERMS OF REFERENCE 

FOR THE FINAL REPORT ON THE MANAGEMENT STUDY OF THE

 OPERATIONS OF THE GENERAL SECRETARIAT

I.  INTRODUCTION 


At its December 18, 2003 meeting, the Committee on Administrative and Budgetary Programs (the “CAAP”) asked the Department of Legal Services (“DLS”) for a written opinion on whether Deloitte & Touche’s November 3, 2003 “Final Report” on its Management Study of the Operations of the General Secretariat (the “Management Study”) complies with the Terms of Reference of the performance contract for the Study.
/ To date, Deloitte & Touche has been paid all but US$37.500 of the original US$750,000 contract price.


The General Terms and Conditions and Terms of Reference of the Contract between the General Secretariat and Deloitte and Touche (“the Contractor”) provide the criteria for measuring the extent of the Contractor’s compliance. Accordingly, this legal opinion evaluates the Final Report against the requirements set forth in those provisions.


It is our opinion that the Final Report satisfies the requirements in the General Terms and Conditions and in the Terms of Reference.  For that reason, and as explained in greater detail below, the Contractor should be paid the retainage owed. 

II.  ANALYSIS

A.
General Terms and Conditions
Section 9 of the General Terms and Conditions of the Contract required that the work be performed in accordance with the “highest professional standards.”  Thus, the first question in looking at compliance goes to the quality of the Report:  Does it represent the highest professional standards as required under the Contract?    


 What is important for assessing the professional quality of the Report is not whether the conclusions and recommendations reflect preconceptions and expectations that delegations might have had with regard to the subject of the Study.  Rather the applicable standard is whether the Contractor used the appropriate methodology, expertise, and criteria in accordance with standard practices accepted in the consulting business for reaching those conclusions and developing those recommendations.  In that regard, the methodology outlined by the Contractor in Part III of the Report
/ together with the oral presentation made by the Contractor to the Permanent Council on his methodology, conclusions, and recommendations, indicates that the methods, expertise, and criteria customarily used by business consultants for preparing this kind of Study were used in this case.

B.
Compliance with Specific Tasks in the Terms of Reference
/

1.
Contents of Final Report:  The Report will outline our project methodology, the 
results of our data collection and analysis, and our suggestion 
/

The Report sets out the methodology used by the Contractor, the results of the Contractor’s data collection and analysis, and his suggestions.  It describes the interview and research process undertaken as a basis for the analysis, sets out conclusions resulting from its analysis of the data, and offers twenty-two recommendations for Organizational improvement.


In his proposal, which formed part of the Terms of Reference, the Contractor promised that the Report would provide options for “leveraging technology more effectively, streamlining processes, improving the effectiveness of staff assignments and allocations, increasing staff development, cross training, and knowledge sharing, and outsourcing non-mission functions.”  The Contractor also promised that the “discussion of each option will include potential advantages and disadvantages, cost implications (both short-term and long term), high-level action steps for implementation, and potential barriers and critical success factors.”   A review of the suggestions set out in Part II of the Final Report confirms that the discussion of each option in the Final Report includes those items as promised.

2.  
Task 1:   Assess current organizational framework to identify how the General Secretariat is structured and how the work is actually accomplished in order to meet the mandates of the member states.
The Final Report contains an assessment of the organizational framework and suggestions for replacing the organizational structure with two alternatives.   What is meant by an assessment of “how work is actually accomplished in other to meet the mandates of the member states” may be a subject over which reasonable persons may differ.  Some may have expected to see a detailed unit-by-unit analysis of how work is processed in each dependency of the Secretariat.  But that is neither expressly required by Task 1; nor is there anything that requires its inclusion in the Final Report.  Moreover, the absence of such a detailed analysis in the Final Report does not necessarily signify that it was not done.  It is unlikely that Contractor could have reached the conclusions contained at pages 18-20 of the Consultant’s interim report of July 15, 2003, entitled Data Collection Summary For Presentation to the Steering Committee (July 15, 2003 Interim Report) and in its Final Report without having done such a unit by unit analysis.  Also, Appendices A-F of Part III of the Final Report suggest that the Contractor at least collected the data for performing that analysis.

3.  
Task 2:  Conduct analysis of the current workloads and the personnel 

structure and processes that exist to accomplish the work.
The Final Report does not contain a detailed unit-by-unit analysis of the current workloads and the personnel structure for each of the areas of the General Secretariat.   As is the case with Task 1, the text of Task 2 does not expressly require the inclusion of the analysis in the Final Report.   This analysis, however, is a necessary precondition for the completion of Task 3, and if asked, the Consultant would most likely respond that he conducted the analysis as an intermediate step in completing Task 3.  The results of the data collection and analysis in relation to this task were presented to the Steering Committee and Administration in the July 15, 2003 Interim Report.


4.
Task 3:  Identify areas of over and under utilization of personnel resources.
     The Report included analysis and conclusions regarding the utilization of personnel resources in the national offices, for fund raising, and the Secretariat for Administration – particularly regarding information technology.   It does not contain a similar analysis for all the other units and other dependencies of the Secretariat.  

We suspect from the conclusions in the Report regarding the need to prioritize mandates, that if the Contractor where asked why the analyses was not included for the other areas, he would answer that until the Organization orders its priorities, it is impossible to conclude that one unit is over-staffed vis-à-vis another.  He would probably go on to state that the analysis of under and over utilization of staff was, however, possible in the administrative area and national offices because those are the areas charged with implementing business practices, which as the Report indicates, could be reorganized and further streamlined to achieve the more efficient use of resources, including personnel. 

5.
Task 4:   Identify strategies to increase the effectiveness and efficiency of the General Secretariat and enable the correct composition of staff to best meet organizational mandates in a cost-effective yet efficient manner.

    The Report sets out various suggested options for increasing the general overall effectiveness and efficiency of the General Secretariat and contains specific suggestions for cost savings/efficiencies, including:  

(i) Implementing a results-based budgeting system to more effectively align resources with the strategic objectives and mandates of the OAS resulting in a shift in focus from inputs and processes to results and outcomes (Part II, pages 9 and 60-63); 

(ii) Centralizing the General Secretariat’s external fundraising function to coordinate the solicitation, negotiation, administration, and reporting of specific fund projects (Part II, pages 9 and 48-51); 

(iii) Redesigning the Organization’s structure so that business areas performing similar functions are aligned, creating a more streamlined organization, a reduction in duplicative activities, increased efficiencies, and better alignment with strategic objectives (Part II, pages 27-33); 

(iv) Establishing a Chief Operating Officer Position where the incumbent would coordinate all General Secretariat activities and report to the Secretary General (Part II, pages 34-39); 

(v) Initiating a regionalization strategy that would centralize OAS national office operations, increase their effectiveness, and decrease the level of resources required to maintain OAS presence throughout the hemisphere, resulting in US$3 million in savings (Part II, pages 40-42); 

(vi) Implementing a results-based budgeting system to more effectively align resources with the strategic objectives and mandates of the OAS, (Part II, pages 44-47); 

(vii)  Implementing a cost management and recovery plan under which “the current strain on the Regular Fund to support specific fund projects could be identified and alleviated” (Part II, pages 52-55); 

(viii) Streamlining the “procure-to-pay process” by implementing procurement and payment improvements such as procurement cards, automatic payments, and electronic fund transfers to gain efficiencies (Part II, pages 64-67); 

(ix) Reviewing potential cost-savings options for employee benefits (Part II, pages 98-99); 

(x) Reorganizing all of the General Secretariat’s Information Technology (“IT”) functions in the Secretariat for Management (Part II, pages 110-115); 

(xi) Streamlining Reporting and Data Integrity by implementing procedures to improve the timeliness and accuracy of the Oracle reporting process (Part II, pages 116-119); and 

(xii) Implementing automation and employee self services of Oracle and other automation functions to lower costs and increase efficiencies (Part II, pages 120-123).  

Thus, in its recommendations concerning Task 4, the Contractor has given the General Secretariat and the CAAP many suggestions for change and improvement in the General Secretariat’s management functions.

6.
Tasks 5-7:  Deadlines for Completion of Draft and Final Reports and Briefings
These tasks required the presentation of interim and final reports by dates certain and briefings to interested parties.   The Contractor has complied with those requirements.

C.
Work Performed in Addition to What Was Required in the Terms of Reference

Page 4 of Part 1 of the Final Report states: 

As the study progressed, the focus shifted to include a wider range of organizational issues that were raised by the Member States, by General Secretariat managers and staff, and by the OAS Staff Association.  Those issues were more strategic than tactical, and involved the Organization’s mission and priorities, its strategy for the future, relationships between the Member States and the staff, communications, and a number of considerations.


There is no question that the Report includes several deliverables that were not among those specifically required under the Terms of Reference and that were apparently requested by the Steering Committee.  One is the detailed analysis of the remuneration system in the section entitled “OAS Human Capital Issues,” and in particular the comparative analysis with the other major international organizations, the U.S. government, and the private sector in Washington, D.C.
/   Another is the analysis of the basis of quota financing and its recommendations for the adoption of a formal quota assessment policy based on a set of metrics.
/  


Also, the Steering Committee apparently broadened the scope of the Report from an exercise intended to identify ways for improving  business practices, work flows, and staffing to implement mandates,  to a study of broader issues that go to the very heart of the Organization – its mission, a disconnect between the political bodies and the General Secretariat due to differing expectations and inadequate communications between them, and the absence of an effective strategic planning process which matches resources to priorities.
/ It would be unreasonable to expect that the Contractor, within the cost parameters of the contract, could have shifted the focus of the Study and produced the additional work product he provided in the Final Report without making the corresponding adjustments to other deliverables expected under the Terms of Reference. 

III.
CONCLUDING OBSERVATIONS AND RECOMMENDATIONS


Some delegations may be disappointed that the Report does not contain a secretariat-wide unit-by-unit analysis of workflows and a secretariat-wide unit-by-unit analysis of personnel utilization.  But as indicated in the above analysis, the specifications do not clearly require that kind of an analysis in the Final Report.  They only require that the Final Report reflect the “results of our data collection and analysis . . . .”    Delegations seeking such an analysis might find some of it in the July 15, 2003 Interim Report, pages 19-20, and Appendix D.
/
More important, however, even if we were to take the position that the Terms of Reference required inclusion of secretariat-wide unit-by-unit analyses of work flows and personnel allocation in the Final Report, the Contractor produced other work product and made adjustments in the completion schedule not specifically requested in the written Terms of Reference.  That additional work and those adjustments were presumably produced at a cost to the Contractor not anticipated when the contract was signed and have value.  Presumably, they were requested during the course of the Management Study by the CAAP Steering Committee, which was formed to monitor progress and liaise with the Contractor, and from which the participation of the General Secretariat was excluded. 

We are not in a position to evaluate whether a detailed analyses of secretariat-wide work flows and staffing of the kind some delegations might have preferred to see in the Final Report has a greater or lesser value than the additional work product not included in the written terms of reference but presumably requested by the Steering Committee and provided by the Contractor.  No item-by-item breakdown of the cost for each deliverable and task required under the Terms of Reference is provided therein; and neither the Steering Committee nor the Contractor ever requested the Secretariat to prepare written change orders which would have fixed a cost for the additional work provided and the other adjustments made.   We strongly suspect that if the Contractor were questioned on the matter of its completion of the Study in accordance with the Terms of Reference, he probably would claim that he produced the analysis required in the July 15, 2003 Interim Report, that he was given different tasks to perform and/or to emphasize by the Steering Committee, and that those tasks have an additional value equal to or more than the value of any work specified in the Terms of Reference that may not have been produced -- or at least reported -- at the level of detail expected. 

In view of the foregoing, the CAAP has two basic options.  First, it can accept the study and inform the Secretariat that the $37,500 retainage should be paid to the Contractor.  Second, it can reject the Report and ask the Secretariat to withhold payment pending submission of a revised Report including a more detailed unit-by-unit analyses of workflows and personnel utilization.   

For the reasons stated above, we recommend the first option.   We do not recommend the second option because to pursue it would require the additional cost of securing an expert opinion on whether additional value of the work performed outside the Terms of Reference is of lesser value than the more detailed analyses of work flows and personnel utilization some delegations might have expected, and we do not believe the probabilities of a favorable outcome justify those additional costs.

Parenthetically, the election of the first option would not preclude asking the Contractor to provide clarification or additional information supporting his conclusions and recommendations set out in the Final Report; however, we do not recommend using his refusal to provide that information as a reason to withhold payment of the retainage.

Department of Legal Services

January 9, 2004
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OBSERVATIONS OF THE OAS STAFF ASSOCIATON ON THE HUMAN CAPITAL ASPECTS OF THE STUDY ON THE OPERATIONS OF THE GENERAL SECRETARIAT CONDUCTED 

BY DELOITTE & TOUCHE LLP

(April 22, 2004)

BACKGROUND  


As far as we know this is the first time in almost thirty years that a Management Study of the organizational structure and staff of the General Secretariat has been undertaken in the OAS with a view to improve efficiency and efficacy in the implementation of General Assembly mandates
/.
   The terms of reference for this study also state the need to hold the line on personnel costs and on total costs. This part of the mandate is not new, as witnessed by the successive reductions in force that have taken place over the past 20 or more years.  These, for the most part, have been haphazard efforts driven exclusively by financial considerations.  The savings achieved in personnel costs were usually short lived as the departure of permanent staff was accompanied in many cases by an increase in hiring under the performance contract modality to perform, in many cases, functions of a permanent nature. 

  
Since the freezing of vacant posts coupled with the staff who volunteered to retire usually were usually enough to meet the desired overall reduction in the OAS payroll, one of the hidden costs associated with the way this reduction was achieved was the random impact it had on the staffing situation of the various dependencies of the General Secretariat and on their ability to continue fulfilling Member State mandates. In addition, haphazard reductions in force resulted in the need to consolidate the remaining staff within existing organizational structures that either remained intact or were restructured and renamed but essentially remained the same (CIDI is the classic example)  with the remaining staff saddled with the functions of those who departed, in addition to their own.


What is new, and should be welcomed, is this latest effort to rationalize the process of improving efficiency by undertaking an organizational and staffing assessment of the OAS in terms of its mandates and goals.  There is no recent effort to assess the personnel issues in terms of what is being called the changing profile of skill requirements as the Organization’s priorities and mandates have changed   Democracy, human rights, drugs, women’s issues and later trade were and still are some of the political priorities of the Organization to which substantial technical cooperation efforts and resources have been devoted.  By contrast, traditional technical cooperation areas such as economic and social development, education, science and technology, tourism, and culture, together with the priorities that they represent have seen a substantial decrease in the resources allocated to them and many believe that they are still not totally in sync with the other political goals and priorities of the OAS.


Efforts to rationalize staffing needs in the traditional technical cooperation areas resulted in the merging of these activities under a new political council (CIDI) that replaced its two predecessors CIES and CIECC.  This however, did not create new staffing requirements since the priorities in these areas have not evolved substantially over the past ten or fifteen years.  Thus the assumption that the staffing profile and skills required under the new technical cooperation system would necessarily require substantial changes in the competencies of existing staff members, especially those that were part of the career service, did not hold true.  This assumption had some validity when it came to staffing requirements in those priority areas of the OAS such as democracy, human rights, drugs, trade, women’s issues, which fall outside the purview of CIDI.  We say some because the General Secretariat’s success in supporting these priorities and thus raising the political profile of the Organization can be traced, at least initially, to the support of career staff members as witnessed, for example, by the successful support role played by the OAS staff in the observation of the crucial election of February 1990 in Nicaragua and the subsequent demobilization and relocation of combatants.


Two reasons explain why, as organizational reforms were being implemented, the profile of skill requirements did not necessarily change in some technical cooperation areas:  first, priorities have not changed that dramatically in some of those areas and, more importantly, the delivery system of technical cooperation instituted when CIDI was established in 1996 changed completely.    Prior to that date professionals in that area not only ran the cooperation programs but also provided technical cooperation services themselves.  After CIDI was established, the responsibility and the resources available for the execution of technical cooperation projects was transferred wholesale to executing agencies in Member States.    The overall trend was to move away from in-house technical cooperation delivery capability to outsourcing these services to institutions in Member States, with the attendant result that the only new skills required for area personnel were a strengthening of managerial and administrative competencies.   Headquarters professional staff became project managers, dispensing project funds with extremely limited access to execution on the ground.  Again it was thanks to career staff members who found ways to make this new system work, putting in place safeguards for the Organization’s resources (the Execution Contracts) and, later, putting in place a more rational and equitable programming system.   



Just as there was no recent precedent to a staffing assessment of the OAS in terms of its mandates and goals we do not know of any prior attempts to focus on internal management and supervision issues.  We believe that any effort at improving efficiency and efficacy in the implementation of General Assembly mandates would be incomplete–and perhaps self defeating–if it focused only on the organizational structure and staff of the General Secretariat. Even if  the most modern organizational structure were to be put in place and staffed with individuals possessing the best and latest skills,  poor management can lead to an ineffective organization through unfulfilled mandates,  financial difficulties, unhealthy working environment and poor image and standing with peer organizations.  We therefore welcome the findings of the Management Study of Deloitte and Touche that has brought to light issues related to the training, skills and competencies required in modern day management and supervision in the Organization
/.

Finally we believe that the single most important measure that will go a long way toward a more effective utilization of the human capital of the Organization would be to effect a convergence between the strategic objectives and priorities of the OAS and the technical cooperation activities it undertakes. The latter should be intrinsically linked in unequivocal support of the former. 

SPECIFIC OBSERVATIONS
/ 
I.- Most managers and employees of the General Secretariat do not have a clear understanding of the OAS’s overall mission and strategic priorities.  As a result, there is little focus on aligning Human Capital Programs and staff allocations with the Organization’s strategic objectives.

OAS Staff Association comment:  

Unlike Deloitte and Touche we believe that most managers and employees have a clear understanding of the OAS’ overall mission and strategic priorities and that quite a few supervisors do a very good job in aligning the staff in their units and departments in the pursuit of such priorities.

However, within the General Secretariat there is insufficient information and reports informing the staff of the accomplishments of the various programs of the Organization.

II.- There is too little communication about human capital policies and practices among the General Secretariat departments and with Member States. As a result, perceptions about Human Capital issues are often based on rumour and anecdotes instead of facts.   This lack of information also creates distrust and damages the credibility of the Human Capital processes.

OAS Staff Association comment:

We agree entirely with the options for improvement suggested by Deloitte and Touche  and believe that a transparent hiring and selection process is essential for the credibility of the current system. 

We further fully support the practice initiated by the current administration of also putting trust positions up for competition and would hope that this practice will be continued and expanded, to the extent possible. 

III.-  The OAS’ staff compensation levels are consistent with the market – neither too high nor too low- when compared with other employers in the Washington D>C are, including PAHO, the IDB, the World bank, the US Government, and the private sector.

OAS Staff Association comment: 

 Notwithstanding the conclusions of this finding we consider that the Deloitte and Touche study did not take into account the fact that the already overstretched staff in some areas is regularly facing additional demands on their time arising from a constant stream of new Member State mandates. 

In order to ensure fairness and equity, we also believe that an appropriate salary adjustment mechanism should be devised for those OAS Offices of the General Secretariat in Member States where the relevant information required for the maintenance of parity with the United Nations does not exist. 

IV.- The OAS benefit levels are also consistent with the market – neither too high nor too low-in comparison with other employers in the Washington area.

OAS Staff Association comment:  

When the OAS adopted the UN compensation system it did not put into effect all of the benefits enjoyed by the UN Staff, leaving out quite a few currently enjoyed by the UN staff.   We would therefore caution the consideration of options that would entail a further reduction  or curtailment of the current level of benefits of the OAS staff.

V.-  There is little correlation between job performance and type of appointment , compensation levels and tenure.  The position classification system is sound, but compensation is based more often on length of service than relative performance.  Career staff tend to be more costly in both salary and benefits than contract staff and CPR’s. 

OAS Staff Association Comment:  

We agree that, to the extent possible within the UN system, the OAS should strive to link more closely staff compensation to performance rather than tenure.  This requires an effective personnel policy that incorporates, as one of its aspects, a properly functioning performance evaluation system that is fair, objective and effective and whose primary purpose is to be a positive mechanism for stimulating staff such as the institution of a monetary reward for outstanding performance. 

With regard to the decision to phase out career staff we would just like to point out that at least one international organization in the Washington area that already went down that path is now reversing course.  After more than ten years of having abolished permanent career staff positions, and experimented with alternative contractual arrangements, in January of 2001 the IDB Board of Directors decided to establish a new category of indefinite career staff positions in the Inter-American Development Bank. 

We believe that the Organization would stand to benefit from a staff pool that strikes an adequate balance between experience and younger staff that possess new skills and competencies   After all, somebody has to be around to transmit the institutional memory of the Organization to a younger generation that should be afforded an expectation that their hard work will be rewarded with career stability.   Otherwise, high turnover and loyalty to the Organizations goals will undoubtedly suffer. 

We also believe that the finding that “career staff tend to be more costly in both salary and benefits than contract staff and CPR’s” is a universal and fairly well known statement of fact that does not seem to grasp the value that experience and loyalty bring to any organization.

VI.- The Organization does not have effective systems in place to assess employee performance, develop critical staff competencies, and promptly replace key workers. The current performance appraisal system could be a good tool, but managers and employees are not using it consistently. 

OAS Staff Association comments:

The Staff Association believes that the existence of a fair, objective and effective performance evaluation system is not only necessary in any organization, but that it is fundamental for the optimum development of its human potential and essential to ensure transparency in the decisions regarding the promotion of staff.  In light of the trends observed, the Staff Association expresses its willingness to collaborate with the General Secretariat in the improvement of a system that encompasses those characteristics thus avoiding the limitations noted in the current system.

Notwithstanding the foregoing, the Staff Association also believes that in order for the system to be truly effective, said evaluation system should be an integral part of a personnel policy that has as its objectives: the transparent selection of the most qualified personnel - whether that applies to newly entering staff or to the promotion of existing staff; the efficient utilization of the General Secretariat’s human resources; the creation of a workplace environment free of all forms of sexual or psychological  harassment; the establishment of effective training mechanisms, both for supervisors and those supervised, as well as effective incentive mechanisms for recognizing exceptional performance of the staff, among others. 

We believe that unsatisfactory performance is not acceptable.  However, extreme care should be exercised when alleged unsatisfactory performance has been identified since this has been used in the past by a very small number of supervisors to create conditions for the dismissal of staff by assigning them unrealistic objectives or tasks, entirely new activities beyond their training or expertise and other such similar strategies.   Supervisor integrity is a sine qua non element for the success of any performance evaluation system. 

VII .- OAS focuses too few resources on training and developing its staff. Managers have strong technical skill but limited training in management areas such as project management, financial management, communications, and human resources.  Staff also have few opportunities to develop their skills- both for their current posts and for higher-level jobs.
OAS Staff Association comments: 

 Training and professional development are clearly insufficient and career development paths should be quickly developed as part of a comprehensive personnel policy.

We believe that any effort at improving efficiency and efficacy in the implementation of General Assembly mandates would be incomplete–and perhaps self defeating–if it focused only on the organizational structure and additional training to the already highly qualified staff of the General Secretariat.   Even if the most modern organizational structure is put in place and staffed with the most up to date individuals possessing the latest skills,  poor management can lead to an ineffective organization through lack of focus, unfulfilled mandates,  financial difficulties, unhealthy working environment and poor image and standing with peer organizations.  We therefore welcome the findings of the Management Study of Deloitte and Touche that has brought to light issues related to the training, skills and competencies required in modern day management that a few supervisors sorely lack.


Finally we would like to express our appreciation to the members of the Management Study Working Group of the Budget Committee of the Permanent Council, particularly to its Chair, Ambassador Ellsworth John, for having afforded the OAS Staff Association the opportunity to put forward its views on matters affecting the staff of the General Secretariat.

Staff Association Deloitte and Touche final

April 22, 04

REPORT ON TRAINING PROGRAMS/STAFF DEVELOPMENT
ACTIVITIES IN 2003 AND IN 2004

(Presented on April 15, 2004)

Report on Training Programs/Staff Development Activities in 2003 and in 2004


The following training activities have been carried out during 2003 and are ongoing in 2004. The Regular Fund budgeted amount for 2003 was $51,000 and $35,900 for 2004. Not withstanding that 30% reduction, it is foreseen that contributions from staff and other funds and the full implementation of the tuition reimbursement mechanism will minimize the possible deficit for 2004.

I.- Tuition Reimbursements 

In 2003, 80 staff members took advantage of the tuition reimbursement benefit to upgrade and augment their technical, professional and interpersonal skills. This grant reimburses 75% of tuition paid, up to a maximum of US$400, for tutorial courses, and $1000 for formal institutional courses.

II.- In House Training

Computer training 

In March of this year the Training Unit contracted the services of an external provider to conduct Microsoft Office Suite and specialized computer classes for staff. To date, introductory, intermediate and advanced classes have been offered in Word, Excel and Access while PowerPoint, PhotoShop, Flash and Front Page  classes will be offered during April and May. Staff, financed by the regular fund, is required to pay 25% of the cost of each course out of pocket, while the organization pays for 75% of the cost of each class. In the case of staff members financed by other funds, the cost of the course is paid in full either by those funds or by the staff member.

Logical Framework Methodology workshops (project planning, preparation, and evaluation)

Two workshops on the Logical Framework methodology were held in February and March and 60 staff members have benefited from this training. A staff member of the IACD voluntarily facilitated the workshop.

Conflict resolution workshops

Two staff members, who are trained in conflict resolution, have offered their services to conduct workshops in this area for the benefit of staff - in particular those staff who have requested this training as a result of difficulties arising from the performance evaluation process. Two workshops will be held in May or June and more are planned for later in the year.

Coaching

The Training and Human Resource Development Officer, a certified  executive coach, began offering coaching to staff in July 2003. Senior professional staff have benefited from approximately 100 hours of coaching. This process will continue in 2004.  

Gender Training

There is a plan to offer additional gender training in 2004 to staff who were unable to benefit from the first round of gender integration training.

III.- COST SHARING ACTIVITIES

Between October 2002 and May 2003, the Training Unit of the DHRS was involved in the coordination and supervision of the Gender Integration workshops. The purpose of this training was to ensure that all projects and policies designed and conducted by the OAS for member countries would benefit men, women, children - including the aged and disadvantaged - and ensure that everyone participated in and benefited from development activities undertaken in member countries.

A total of 200 staff members attended the workshops. Two thirds of the total cost of this project was met by a grant from the Canadian International Development Agency (CIDA) and one third by GS/OAS resources. The training was facilitated  by a Canadian consulting firm which specializes in Gender Training. 

IV.- OTHER ACTIVITIES

Language testing for Continuing Contracts 

In May 2003, the Training Unit began coordinating and managing the language testing process for staff at headquarters and in the operations away from headquarters, for those staff members who applied for Continuing Contracts. The Berlitz Language Services was contracted to conduct the tests.  This process ended in November 2003.  

INSPECTOR GENERAL’S COMMENTS ON SOME OF THE ISSUES CONTAINED
IN THE REPORT OF THE MANAGEMENT STUDY

(Provided at the request of the Committee for Administrative and Budgetary Affairs
on April 29, 2004)
Inspector General’s comments on some of the issues contained in the Report of the Management Study

Provided at the request of the Committee for Administrative and Budgetary Affairs  

I.
Introduction:

The Inspector General is pleased to respond to the request from the CAAP to present an opinion on some of the observations made by Deloitte and Touche, LLP (D&T) in the November 3, 2003 final report of the Management Study CP/doc. 3800/03 presented to the Permanent Council on November 19, 2003.

1.
“Organization” and “General Secretariat”

The study originated from the Member States’ desire “to conduct a review of the organizational framework and personnel structure of the General Secretariat with the purpose of improving efficiency and effectiveness of the General Secretariat in implementing its mandates and controlling personnel costs”
/.
Five themes are listed in the report as central to the analysis, findings and recommendations and those indicate that the Organization’s mission, objectives and priorities are unclear, there is no systematic planning process to guide the Organization, there is a disconnect between the Member States and the General Secretariat (GS/OAS), the organizational structure is fragmented, roles and responsibilities are not clear and there is a general lack of accountability in decision-making and expenditures. On the other hand the report concludes, inter alia, that the OAS, is a forum for the open exchange of view among Member States, a broker for programs to improve safety, security and well being of citizens of the Americas and has prominence in the international community and it appears that the OAS is currently performing its primary mission in a successful manner. 

It is clear from the Charter that the Organization and Secretariat are not the same.  Consequently, the Inspector General disagrees with the above comments as they relate to the organization since its mission and objectives are clearly stated in the Charter.  Instead D&T is making synonymic use of the “Organization” and “General Secretariat” titles. Despite acknowledging that there is room for improvement in the operational processes, the Inspector General does not agree with all of the comments as they relate to the GS/OAS, particularly those that refer to a general lack of accountability in decision-making and expenditures.  The Inspector General agrees with the comments that were made previously by the Member States as well as the General Secretariat regarding the inaccurate use of the “Organization” and “General Secretariat” titles by D&T.  This document does not revisit this issue as the observation has been adequately addressed by the Member States as well as the GS/OAS
/.  Instead, this document provides the IG’s comments and opinion focusing primarily on D&T’s major observations, findings and recommendations related to the GS/OAS Organizational Structure, Business Processes and Technology that are contained in the final report of the Management Study. 
2.
OAS Priorities and Funding 
Projects financed by specific and voluntary funds are guided by signed agreements that require specific terms and tasks in order to achieve desired objectives according to established priorities and resources.  This policy should also apply for mandates to be carried out by the General Secretariat in response to priorities of the Member States that are financed by the Regular Program Budget. 

The OAS purposes and principles are clearly stated in its Charter
/ and the mandates emanating from the hemispheric agenda of the political organs of the organization, the summits of Heads of State and the Governments of the Member States. The OAS plays the central role of Secretariat in the Summit process and, through its Office of Summit Follow Up, has been entrusted with the implementation of various mandates and the responsibility for coordinating the efforts of international institutions in the Summit process.  The Charter also provides the specific role that the General Secretariat
/ is expected to play in the achievement of objectives that flow from the actions and policies of the Member States.  

The General Assembly has approved General Standards that guide the General Secretariat in the performance of the day to day functions of providing permanent and adequate secretariat services. The requirement to prepare a program budget on the basis of programs adopted at the General Assembly is included in the specific functions assigned to the General Secretariat
/. It is therefore the opinion of the IG that, if the General Secretariat is to effectively carry out the program budget requirement and implement the mandates of the General Assembly, then the cost of carrying out and implementing each mandate must be considered. 

OAS mandates are constantly evolving as Member States establish priorities at the hemispheric level.  Member States need to rank those mandates and communicate the order of priority that the General Secretariat is expected to focus on, as well as the amount of funding for implementing those mandates. The General Secretariat should give particular emphasis to informing the Member States of the total cost of implementing mandates, including Specific Funds that may be available from its fund raising efforts. In that way, if funds are required from the Regular Fund for implementing those identified priorities, such as “Seed Money” or GS/OAS contributions (monetary or in-kind) then this should be clearly communicated to the Member States.

The OAS has an excellent reputation for promoting partnerships for development in its Member States.  The Heads of Government have demonstrated their confidence by delegating the central role in the Summit Process to the OAS. Donors have also demonstrated their confidence in the OAS by donating over $80M during 2003 for technical projects and promoting partnerships for development.  The General Secretariat is the central and permanent organ of the OAS. GS/OAS must therefore demonstrate its competencies by implementing OAS mandates according to priorities that have been defined by the Member States.  Directors are responsible for providing to Member States a strategic plan to carry out specific tasks according to established priorities and must be held accountable for successfully implementing the plan on a cost effective and timely basis. Submission and review of regular GS/OAS reports provide opportunities to the Member States to improve the channels of communication with the General Secretariat, as well as to evaluate its performance.  Reports submitted by GS/OAS must be timely and meaningful with sufficient clarity to satisfy the needs of the Member States.  The lines of communication must also be kept open between the Member States and the General Secretariat Directors, both formally as well as informally, for systematic monitoring and in order to ensure that both the results and the details of achieved objectives are clearly conveyed. 

4.
Chief Operating Officer

Both the OAS Charter and the General Standards state that the Secretary General is responsible for directing the General Secretariat and for the proper fulfillment of its obligations and functions
/. The S/G is therefore the Chief Operating Officer (COO) of the General Secretariat.  The Charter also states that the Secretary General may delegate any matters to the Assistant Secretary General
/. Executive Order 96-9 established the Executive Committee of the Directors of the General Secretariat to assist the Secretary General in coordinating, integrating, supervising and directing the work of the dependencies of the General Secretariat.  In the opinion of the Inspector General, there is no need for a new COO position as recommended by D&T.  If the Member States determine that the Secretary General should focus on political issues, then appropriate action should be taken to amend the mandate of the Assistant Secretary General that will include the responsibility for coordinating GS/OAS operational and administrative processes.  

5.
Consolidation of OAS fundraising and donor relations activities
The IG agrees that all OAS fundraising and donor relations activities should be consolidated but believes that this can be accomplished without the establishment of a new position.  The Office of the Secretary General coordinates the work of the Executive Committee and in the opinion of the IG, that office is the most appropriate GS/OAS area to manage the consolidation process.  However, this can also be effectively and successfully performed within the Office of the Assistant Secretary General, if the Member States determine that the responsibility for the coordination of the internal operations of the General Secretariat should be included in the mandate of the Assistant Secretary General. 
6.
Need to coordinate and integrate GS/OAS functions

A primary requirement for operational efficiency is the need for proper coordination among the areas of the General Secretariat in the performance of assigned tasks. This will allow for timely flow and exchange of information with the potential to reduce the cost of doing business (required resources) as well as faster and more reliable operational processes. According to its Statute, Inter-American Council for Integral Development’s (CIDI) purpose is to promote cooperation among the American States for the purpose of achieving integral development. Consequently the Statute conceptualizes that fundraising and donor relations activities for integral development are consolidated in CIDI. The Inter-American Agency for Cooperation and Development (IACD) is the subsidiary organ of CIDI that was created to promote, coordinate, manage, and facilitate the planning and execution of programs, projects, and activities for integral development within the scope of the OAS Charter. The IACD is responsible for the administration, evaluation and supervision of the partnership for development activities within the framework of the CIDI Strategic plan and its Inter-American Programs approved by CIDI.   

There is need to coordinate the fundraising efforts and integrate functions related to the partnership for development activities of all program areas of the GS/OAS so that the results of all OAS fund raising efforts are available for strategic planning, as well as conveying a clear message to donors regarding  the OAS policy and efforts in that regard.  This coordination process should include functions related to OAS programs performed by all GS/OAS areas that are similar in nature with the intention of removing redundancy and duplication. 

If the coordination process is to be successful so that duplicated efforts and redundancy may be eliminated, then there is need for a review of the individual units in relation to the objectives and operational processes of the General Secretariat as a whole.  This review should determine which functions may be consolidated and centralized and where possible, reallocate resources for improved efficiency and coordinated efforts, particularly in approaching donors. 

7.
Program Budget 

The lack of sufficient and appropriate resources from the Regular Fund to carry out its responsibilities continues to be a major problem for the General Secretariat and has been addressed by the Secretary General on several occasions.  Furthermore, the constant need for the Regular Fund to “subsidize” or “contribute” to specific funded projects because technical areas may not always have accurately calculated and included the personnel and administrative costs associated with the execution of those projects in the signed agreements, also adversely affects the timely achievement of objectives.  In addition to the reduction in staff positions, the arbitrary “cuts across the board” of funds from the Regular Fund Budget (such as travel and performance contracts), without fully considering the impact to individual units, also adversely affects the GS/OAS ability to perform efficiently and cost effectively.  In an effort at maintaining operational efficiency in spite of reduced funding, the GS/OAS policy appears to focus on setting priorities based on available resources from the Regular Fund.  The Inspector General agrees with D&T that there is an urgent need to address the allocation of sufficient funds to fulfill GS/OAS responsibilities according to established priorities.  

 In addition to the need for sufficient funds to implement OAS mandates, there is an urgent need for effective management of funds for travel and CPRs. In conducting some internal audits it was not clear to the OIG why certain staff members attended some meetings and/conferences, as their participation did not appear to be mandatory and no mission reports were available for OIG review.  In 2003 GS/OAS spent about US$9M on travel (US$1.6M from the Regular Fund and US$7.4 from Specific Funds).  In 2003 the amount spent on all performance contracts (CPRs) was almost US$45M (US$8M from the Regular Fund and US$37M from Specific Funds).  Comments on some of the OIG concerns regarding the use of funds for performance contractors are addressed later in this document.
8.
GS/OAS Office of the General Secretariat in the Member States

AG/RES 1530 acknowledged the consensus that offices should remain in those Member States that so desire and reaffirmed that the basic function of the GS/OAS Offices in the Member States (OGSMS) is to support the technical cooperation activities of the OAS. AG/RES. 1530 identified other functions of those offices, including an institutional presence for the OAS and support for the activities of the GS/OAS units, departments and other offices in the implementation of the functions and mandates assigned to them.  Following that Resolution, the position classifications and staffing of those GS/OAS Offices were regularized so that each office is staffed with a Director at the P-5 level, and administrative personnel at the G-6 and G-3 level respectively. D&L recommends a regionalization strategy for the OGSMS to centralize field office operations, increase effectiveness and decrease the level of resources required to maintain an OAS presence throughout the hemisphere. The need to revisit this issue has been the subject of discussion for some time, particularly in an effort at reducing the costs of those offices.  It is the opinion of the Inspector General that the OGSMS have the potential to play a very pivotal role in the dissemination of OAS information to the Member States and with their institutional presence they can effectively support the activities that are necessary for successfully implementing mandates in those Member States.  The Inspector General is of the opinion that this issue and addressing the D&T recommendation to centralize field office operations through regional offices, require the political will of the Member States.  The level of funding for maintaining those offices will depend on the decision taken by the Member States.  

9.
GS/OAS Position classification

D&T states that the position classification system is sound, but also states that there is little correlation between job performance, type of appointment, compensation levels and tenure. It is the opinion of the Inspector General that there is urgent need for a Secretariat-wide audit as required in Staff Rule 102.3 (l). Although the Department of Human Resources has continued its review and classification of individual posts this does not address the need to look at the GS/OAS as a whole every four or six years instead of as compartmentalized units whose functions may overlap. Of course, funding will be required for this Secretariat-wide audit. 

AG/RES. 1530 has stabilized the position titles and levels of the OGSMS. Consequently the same issues that affect other staffing costs related to the staff assigned to Headquarters need to be addressed. It is the opinion of the IG that if GS/OAS costs are to be reduced and savings realized then this cannot be effectively accomplished without centralizing and coordinating operational processes within the GS/OAS at Headquarters. If redundancies are to be eliminated from the General Secretariat and overall operational efficiency is to be improved, the General Secretariat must be looked at as a whole instead of as compartmentalized units whose functions may overlap.  

Furthermore the classification process must be addressed to ensure that staff efforts are directly and efficiently classified to accomplish objectives. Specifically, all GS/OAS positions performing similar type of functions should be uniformly classified and the fee/payroll structure regularized so that persons occupying similar positions and performing identical functions are classified at the same level to ensure that the same rate is paid for carrying out corresponding functions.  

Examples of apparent inconsistencies that were noted in the Personnel Register are:  the title of “Specialist” throughout the Secretariat ranges from G-6, P-1 through P-3, some Senior Specialists are at the P-4 level whereas others are at the P-5 level.  Fifty per cent of the ten staff members in one of the technical areas are at the P-5 Principal Specialist level and one GS/OAS unit has a staff of five paid by the Regular fund, including two secretaries. 

10.
Performance Contractors (CPR)

Executive Order No. 01-04 provides the rules governing the provision of goods and services by performance contractors to the GS/OAS. In an effort at accomplishing desired objectives and the increasing work load with the reduced staff positions, the CPR process appears to be used to supplement staffing requirements throughout the General Secretariat, including the OIG. Since the implementation of OASES in 1999, the responsibility for issuing purchase orders for CPR services belongs to the Department of Procurement Management Services (DPMS). The Department of Human Resources Services (DHRS) no longer monitors CPR contracts for qualifications, fee structure, compliance with regulations and policy etc. and does not maintain a file on those contractors since they are not employees.  Although DPMS files CPR contracts together with each purchase order, separate file should be kept for each natural (individual person) or legal person for continuity and easy access to information for management decision. 

The internal audit of performance contractors (CPR) that is still in process, identified some issues regarding the CPR process including (1) there is lack of consistency throughout the GS/OAS in interpreting GS/ OAS directives related to CPRs; (2) the report presented to the Member States that lists approved CPR purchase orders, indicates that some individuals and firms have been contracted by the GS/OAS for over five years;
/ (3) certain tasks should be more coordinated and centralized, such as web development and management; (4) the fee structure for CPRs for similar types of services needs to be standardized and (5) the issue of over lapping contracts (concurrent with the same Department) to certain individuals needs to be revisited (6) the OAS directives requiring evidence of attendance, travel, etc. for staff members do not apply to performance contractors.

The use of the CPR mechanism needs to be more effectively managed particularly because of the high cost to the GS/OAS. Specifically, DHRS should be responsible to manage the CPR process to ensure that fees are regularized, that rates paid are consistent with the qualifications and skills brought to the OAS, that directives are provided for managing the process as well as the contract terms. Managers should be held accountable to ensure that maximum benefit is derived from the costs that they have approved, especially for travel and CPRs.

11.
Management of OASES systems 

The IG is of the opinion that the management of the security of OASES systems as well as other GS/OAS systems should be consolidated. For example, security administration is focused within the Department of Technology and Facility Services (DTFS) of GS/OAS whereas the security administration for the OASES application is in the Department of Management Analysis, Planning and Support Services (MAPSS). Other areas/departments such as the Foreign Trade Information System (SICE), IACD, Secretariat for Conferences and Meeting (SCM) and Public Information also manage systems for their respective technical work. The Inspector General is not opposed to the use of specialized technical persons in carrying out their respective functions as long as the security of all systems is effectively managed by the Data Security Manager. GS/OAS Security is the process by which the confidentiality, integrity, and availability of GS/OAS systems' data for authorized users is protected and assured and is managed by the Data Security Manger who is the Director of the Department of Technology and Facility Services. However, OIG audits have pointed out that the separation of those functions adversely affects the overall effectiveness of the GS/OAS security program and improvements are required in this regard.  

12.
Conclusion

The D&T report states: that although the difficulties outlined may not individually jeopardize the Organization’s mission-critical operations, collectively they clearly diminish efficiency, divert resources and restrict the OAS ability to take on new and important mission objectives.  The report further concludes that if these difficulties are not addressed, they will compound over time and further weaken the Organization’s effectiveness.  

The Inspector General reiterates the need for (1) prioritizing mandates, (2) allocating the necessary funds to GS/OAS to implement those priorities, (3) coordinating operational processes to remove duplication of effort and redundancy (4) ensuring that the General Secretariat functions and fund raising efforts are coordinated through either the Secretary General or the Assistant Secretary General and (5) regularizing staffing requirements through a Secretariat-wide audit for effective use of staffing resources.   

The Inspector General looks forward to working with the Member States as well as the General Secretariat in accomplishing the desired objective of a more efficient and transparent General Secretariat. 
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�.	Tasks 1 and 2 have been described in detail in Part II of the study. For an estimated timeline of this process, kindly refer to page 25 of this document.


	�.	The General Secretariat retained the Contractor pursuant the mandate in Section A(6) of Part III of Resolution AG/RES. 1909 (XXXII-O/02) and the subsequent decision of the Permanent Council “to conduct a review of the organizational framework and personnel structure of the General Secretariat, with the purpose of improving efficiency and effectiveness of the General Secretariat in implementing its mandates and controlling personnel costs.”.  The CAAP took an active part in the selection of the winning bidder, and its Steering Committee met periodically with the Contractor as the Study progressed.  


	�.	In particular, see Appendices A-F.


	�.	In preparing this analysis, DLS consulted with the Assistant Secretary for Management and others from his Office.  Thus, this analysis reflects their observations as well.


	�.	The texts in italics in these headings are direct quotes from the terms of reference.


	�.	See Part II, pp. 68-94, and Part III, Appendices I and J.


	�.	See Part II, pp. 56-9.


	�.	See Part I, p 9; Part II, pp. 8, 23-26.


	�.	This is also Appendix B of Part III of the Final Report.


�.	The first one was the Informe del Grupo de Expertos en Administraciòn  y Finanzas Pùblicas, C-d-1614 (español), 6 de septiembre de 1968 and the second one  was the Report of Hay Associates on the Comparative Study of the Classification and Compensation Systems of the General Secretariat of the OAS with those of  other International and Selected Organizations ,  CP/doc.848/78, June 20, 1978.


�.	It is interesting to note that the Government of Mexico has recently passed a law requiring that all senior management positions in the public sector be tested for managerial competence and, failing those tests, be declared redundant.





�.	 In its Staff News # 27 (November 20, 2003) the OAS Staff Association referred to some of the highlights of the Deloitte and Touche Report.


�.	AG/RES. 1909 (XXXII-O/02 and CP/doc. 3690/03 corr. 1 (31 January 2003).


�.	Includes CP/CAAP/SA-508/04 (16 January 2004) and CP/CAAP-2687/04 (21 January 2004).


�.	Charter of the OAS - Chapters I and II.


�.	Charter of the OAS - Chapter XVI, Article 107.


�.	Charter of the OAS – Chapter XVI, Article 112.


�.	Charter of the OAS - Chapter XVI, Article 109 and General Standards – Chapter II, Article 8.


�.	Charter of the OAS – Chapter XVI, Article 115.


�.	Based on data recorded in OASES that was implemented in January 1999.
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