Section IV “Governance and Resources”

The Delegate of Cuba mentioned that paragraphs 28 and 29 are only background
information and could thus be put with the annexes to the document. Cuba suggested that
paragraph 36, bullet 2 (“Human Resources,” “Competencies and Training”) be
reformulated, and that that the phrase “...to improve the training of PAHO human
resources” be added to the phrase at the end of the second bullet.

The Delegate of Barbados agreed with Cuba’s proposal.

The Delegate of the United States revisited what was also discussed in the Editorial
Committee to the effect that in the section on “Decentralization of Human Resources,”
only bullet 2 relates to the topic. The remainder should be moved to “Governance”
(bullets 1, 3, and 4).

The Delegate of Barbados agreed with the United States in this regard and suggested that
the section be compared once again with the topic of “Governance” in the first
consolidated document.

The Secretariat made two points with regard to governance:

a) The need to improve the mechanisms to elect the director: The World Health
Organization has made concrete progress in this area, and it is necessary that the
Region also improve its election mechanisms; and

b) The weight of committees and subcommittees (role, frequency, costs to the
Organization): It is necessary to analyze how to further the analysis of this topic.

The Delegate of Mexico agreed with Cuba that paragraphs 28 and 29 are background
information, but requested nevertheless that paragraph 29 be left in because it might be
important to consider in the future.

The Delegate of the United States requested that paragraphs 33 to 35 be reviewed in
order to reduce the amount of information presented, and that the bullets in paragraph 35
be expanded.

The Secretariat requested that the Working Group clarify its opinion with regard to
separating “Governance” and “Resources.” The Group then agreed that a Chapter IV on
“PAHO Governance” and a Chapter V on “Human and Financial Resources” would be
added.

The Delegate of Peru requested the Secretariat to prepare the proposal for a revised
structure that would incorporate the fourth version of the document (see Annex).

Section V “Technical Cooperation Approaches and Strategies”



The Delegate of the United States pointed out that these paragraphs respond to
information presented by the Secretariat rather than the Group, especially the part that
refers to country-focused cooperation. In this regard, the United States suggested
referring back to the first consolidated document. The Delegate of Barbados coincided
with this view.

The Delegate of Cuba noted that with regard to paragraph 40, Brazil and Chile had
agreed to prepare a summary. The members of the Group recalled that this summary was
indeed done.

“Recapitulation” Section:
The Delegate of Barbados suggested that the recommendations be incorporated here.

The Delegate of Peru mentioned that “recapitulation” is not the best term for this section
and that the recommendations would have to be organized in terms of the structure of
the consolidated document.

The Delegate of Mexico agreed with Peru and suggested incorporation of an executive
summary with bullets highlighting principal points.

The Delegate of Cuba mentioned that this section had to emphasize the identification of
problems and recommendations. It is necessary that there be coherence in the content of
the document. The Delegate of Argentina agreed with this position.

As initially foreseen, it was confirmed that this section would correspond to the
“Recommendations.”

) Review of Recommendations Prepared by the Editorial Committee
“Public Health Goods”

The Delegate of Argentina presented the document on “Public Health Goods,” recalling
the debate at the Sth Meeting over the concept of “global public goods.”

The Delegate of the United States mentioned only that it was necessary to incorporate
into point 2.2 of the English version the word “bloc,” which was included in the Spanish.
The Delegate pointed out that consensus had been reached on the adoption of the formula
“OPS debe” and “PAHO should” as equivalents for the respective Spanish and English
versions.

“Governance”
The Delegate of Cuba did not agree with point 2.1 on the modification of the Constitution

to permit the participation of civil society in the Governing Bodies of the Organization.
The Delegate indicated that Cuba did not see the need to create an Evaluation and Audit



Committee, as mentioned in point 3.3.1. Such a mechanism already exists and should
meet the requirements of the reports of the external auditor. Barbados explained that their
intention was more far-reaching and read from relevant section of Document on
Governance to support this.

To point 4.1 should be added “the complementarity of programs of the regional centers,
Representative Offices, and WHO Collaborating Centers.”

The Delegate of Cuba added that it was necessary to incorporate into the
recommendations the need to review the procedures to elect the director, as well as to
review the frequency, operation, etc. of the Organization’s subcommittees and
committees.

The Delegates of Barbados, the United States, and Argentina agreed that
nongovernmental organizations cannot participate in the Governing Bodies on an equal
footing with the Member States. In any case, ways and channels to improve the
participation of nongovernmental organizations should be examined, identifying clear
mechanisms for selection and participation.

The Secretariat explained that the modification of the Constitution is a very complex
procedure and that there was no justification for opening up this process in order to
incorporate civil society into the Governing Bodies. It is necessary to refer back to the
title of the recommendation: “Participation of NGOs and other Professionals in the Work
of PAHO.” PAHO accreditation mechanisms for nongovernmental organizations already
exist; they should be improved.

The Secretariat clarified, furthermore, that the Organization of American States (OAS),
for example, approved “Directives for the Participation of Civil Society Organizations”
(1999).

The Delegates of Mexico and Barbados agreed with modifying the draft of
recommendation 2.1 of the Barbados document.

The Delegate of France offered the opinion that civil society is a very interesting topic
that is the subject of debate at WHO.

With regard to defining mechanisms to elect the director, the Delegate of Mexico agreed
with the observation made by Cuba.

The Delegate of the United States mentioned that it was necessary to eliminate point 4
from item 4.1.1. There was consensus in this regard. It was agreed that Barbados should
expand on certain suggested actions, and refer back to original proposal on Governance.



9. Recommendation: PAHO should promote horizontal cooperation and exchange
initiatives to increase national management skills in terms of research, access,
production, distribution, dispensing, and rational use of drugs and health supplies.

10. Recommendation: PAHO should foster the development and regional
harmonization of clinical protocols and therapeutic guidelines to incorporate and
utilize appropriate technology in health services.

11. Recommendation: PAHO should support Member States in the development
of cooperative systems for the assessment of health technology.

Development of Associations and partnerships and the role of PAHO
(Recommendations presented by PERU)

RECOMMENDATIONS FOR PAHO’S WORK WITH OTHER AGENCIES OF THE
UNITED NATIONS, INTER-AMERICAN SYSTEMS, BILATERAL COOPERATION
AGENCIES, AND INTERNATIONAL FINANCIAL INSTITUTIONS:

1. Recommendation: PAHO should strive to continuously improve the
coordination of its activities with other agencies of the United Nations system and
the International Financing Institutions (IFls) not only at the regional level but
particularly at the national level

1.1. Suggested action: PAHO should replicate its Shared Agenda Initiative with the
IDB and the World Bank at the national level, developing strategic plans with the
countries that include well-coordinated activities and the formation of partnerships
and associations with these agencies at the national level.

1.2. Suggested action: PAHO should instruct its Representative Offices to
disseminate information about the regional agreements and partnerships that it
enters into with other specialized health agencies and execute them at the national
level.

2. Recommendation: PAHO should work with its sister agencies to simplify and
harmonize the mandatory reporting processes that are requested from Member
States

3. Recommendation: PAHO should enhance/strengthen/clarify its relationship with
the Inter American System.

3.1. Suggested action: PAHO should pursue a strategy to harmonize its policies
and strategies with those of the OAS to enhance the relationship between the two
organizations and generate opportunities to improve health in the region.

3.2. Suggested action: PAHO should play a greater role in the subregional
integration processes in the Americas, helping the countries to give health its
proper place on the subregional and regional political agenda.



4. Recommendation: PAHO should step up efforts to enhance cooperation for the
Region.

4.1. PAHO should make the serious inequality and gaps in income and social
indicators in Region known to the various international bilateral cooperation
agencies by participating more actively in the various forums and taking advantage
of opportunities inside and outside the United Nations system.

4.2 PAHO should work to collect information about international cooperation that
will enable it to identify ODA trends and anticipate changes in regional priorities
and the areas targeted by the main cooperating parties--information that should be
adequately communicated to the countries.

RECOMMENDATIONS FOR PAHO’S WORK WITH THE MEMBER STATES:

5. Recommendation: PAHO should offer technical cooperation for better
utilization/channeling of financial resources and investment from national and
international sources to promote health in the Region.

5.1. Suggested action: PAHO should offer technical cooperation to the ministries of
health to facilitate their negotiations with the national institutions responsible for
financing health matters, taking into account the contribution of health to
development.

6. Recommendation: PAHO should strengthen its technical cooperation to Member
States in order to increase their capacity to mobilize additional resources.

7. Recommendation: PAHO should engage its external relations activities more
fully in technical cooperation with Member States.

7.1. Suggested action: PAHO should provide the external relations activities with
greater financial and human resources.

7.2. Suggested action: PAHO should strengthen the Representative Offices with
experts in negotiation and resource mobilization, providing direct support for the
respective Representatives in their technical assistance to the countries.

8. Recommendation: PAHO should regularly update its administrative processes in
keeping with global initiatives for harmonization and alignment of cooperation.

9. Recommendation: PAHO should provide assistance to Member States to obtain
knowledge about new financial cooperation modalities and disseminating
information about them.

9.1. Suggested action: PAHO should disseminate information on the new
modalities available for accessing reimbursable and non-reimbursable financial



cooperation, through bulletins, forums, and at least one annual meeting of the
offices in charge of international cooperation in health

9.2. Suggested action: PAHO should set up a Clearinghouse on international
cooperation in health that makes information on potential cooperating partners and
new cooperation modalities available to the countries.

10. Recommendation: PAHO should facilitate horizontal cooperation among the
countries of the Region for the creation of strategic partnerships and the
mobilization of health cooperation resources.

10.1 Suggested action: PAHO should promote exchange programs between the
countries’ international cooperation offices.

10.2. Suggested action: PAHO should organize at least one annual meeting of the
Region’s offices in charge of international cooperation in health.

Governance (Recommendations presented by Barbados)

Improve communication within Governing bodies and amongst Member States.

1. Recommendation: PAHO should involve the Member States in the design and
implementation phase of policies, plans and programs being designed and
implemented by the Secretariat.

1.1. Suggested action: There must be dialogue and consultation with Member
States to ensure their active participation in PAHO's Activities.

2. Recommendation: PAHO should provide in advance of the Governing Body
meetings all documents related to agenda items via the web page for rapid and
easy access by users inside and outside the Organization in Accordance with
Rules of Procedures.

2.1. Suggested Action: The PAHO must ensure: early translation of documents,
easy access to the documents and must provide all relevant background materials
in advance.

Involvement of NGOs and other professionals in PAHO’s work

3. Recommendation: PAHO should review its relationship with these entities
and should hold special sessions and fora for the civil society organizations.

3.1. Suggested Action: Review existing Standing Committee on NGO’s to
strengthen criteria for their participation.



4. Recommendation: PAHO should encourage Member States to include
specialists from other sectors in their delegation to Governing bodies.

Organizational and budgetary structure.

5. Recommendation: PAHO should develop a more formal transparent process for
selecting candidates for the top senior posts in the Organization.

5.1. Suggested action: PAHO should introduce a more formal transparent
process for selecting senior staff, in order to ensure greater regional representation
and cultural diversity in the selection of senior level staff and provide an equitable
opportunity for all Member States to have candidates for consideration for these
three senior level posts.

6. Recommendation: PAHO should clearly articulate the criteria for the
distribution of budget allocations to countries. PAHO should be transparent in
selecting the indices for determining needs/priorities in countries including the
criteria and indices used for the priority countries (Haiti, Guyana, Bolivia, Nicaragua
and Honduras.

6.1. Suggested action. PAHO should provide Member States with all
documentation on budget allocations in a timely manner;

6.2. Suggested action: PAHO should provide Member States with all the criteria
and indices used in budget allocations to countries.

7. Recommendation: PAHO should provide Member States with data on its
operational, managerial and financial practices.

7.1. Suggested action: (a) PAHO should establish a permanent Standing Audit
and Evaluation Committee comprising the current external auditing mechanism of
the organization, along with elected representatives from among the Member
States, Associates Members and the Bureau.

OR

(b) PAHO should establish a Programme Budget and Administration Committee
as proposed by the WHO.

7.2  This Committee should conduct performance reviews in order to assess
productivity, quality of service, efficiency and cost-effectiveness, as well as
establish criteria for measuring impact, outcome and success of programmes in
addition to expenditure review.

8. Recommendation: PAHO should formalize the links between financial
reporting and effective evaluation through the simultaneous production of an



evaluation report on the implementation of the programme budget and the financial
report for the same programme budget period.

8.1. Suggested action: Agreed to Committee in 3.3.1. would perform this action.
Assessment of Regional Centres

9. Recommendation: PAHO should ensure that there is complimentarity in the
programmes of the regional centers and country offices.

9.1. Suggested action: PAHO should design and implement the Regional
Centres’ programmes in consonance with the national programmes and those of
the Country Offices to ensure uniformity in programming.

9.2. Suggested action: PAHO should ensure that the Regional Centres and
Country Offices adopt an integrated approach and a shared agenda when
programming to avoid duplication and to pool their resources toward addressing
national needs, regional priorities and the achievement of global targets.

9.3. Suggested action: PAHO should evaluate and if necessary improve
functions of the Pan American centers.

9.4. Suggested action: PAHO should evaluate and enhance the role of the WHO
collaborating centers.

Improve Efficiency of Country Offices

10. Recommendation: PAHO should develop guidelines for the country offices
to improve the relations with Ministries of Health as well as other institutions to
promote a multi-sectoral approach to health development.

11.  Recommendation: PAHO should develop an integrated national program in
collaboration with the country which  includes a definition of needs, policies and
priorities of the country to facilitate more efficient, result oriented program planning
and implementation.

12. PAHO should undertake an evaluation to identify common problems and
develop solutions across offices of international cooperation.

Improvements in PAHO’s Operations

13. Recommendation: In order to exploit advantages of information technology
and to achieve optimal knowledge management, PAHO should seek to improve
cooperation and communication between national health institutions and the
PAHO/WHO secretariat, country offices, and Pan American centers.



14. Recommendation: PAHO should focus the management of its country
programs on the WHO General Program of Work, national objectives and global
targets.

14.1 Suggested action: PAHO should ensure that there is a new focus on
programme management through:

1) Priority setting guided by the concept of utilitarianism.

2) Establishing and outlining criteria for identifying priorities.

3) Programming by objectives based on the World Health Organization
General Programme of Work.

4) Setting priorities according to national objectives and global targets.

5) Integrating global targets contained within Millennium Declaration
Goals into countries priorities and programmes to ensure that both
the national and global targets can be achieved.

0) Re-assessing targets and re-examining the need to shift PAHO’s
work from the process of measuring output to the process of
measuring outcome (products).

7) Strategic budgeting/planning (3-5 years), which involves specifying
the outcome (products) of work to be undertaken in the biennium and
making outcome consistent with the priorities and budgetary
provision for major programmes. Impact can be measured by utilizing
this approach.

8) Systematic monitoring of implementation, progress and expenditure,
as well as evaluating relevance, efficiency and effectiveness. Where
appropriate, assessing the impact of outcome must be conducted to
measure and evaluate the success of programmes.

Enhanced Relationships between PAHO and WHO

15. Recommendation: PAHO should pursue a strategy to harmonize its policies
and strategies with those of WHO to enhance the relationship between the two
organizations and generate opportunities to improve health in the region.

Decentralization of resources and staff from Headquarters to Country Offices

16. Recommendation: PAHO should decentralize some of its technical staff and
resources from Headquarters to the country level in order to strengthen the
performance of country offices, improve the use of PAHQO’s resources within
countries and for the development of a more strategic approach to PAHO’s
cooperation with countries.

17. Recommendation: PAHO should evaluate its recruitment policy in order to
address the geographical distribution inequalities in hiring staff from the region.
This is to ensure that recruitment is not only in consonance with PAHO’s
Constitution and its Core Values but also that there is greater language and



cultural diversity in the Organization as well as an equitable distribution of staff
from Latin America, the Caribbean and North America.

17.1. Suggested action: PAHO should design a study to determine the factors
inhibiting wider recruitment of nationals from all

Sub-regions and mechanisms must be instituted to redress any geographical
recruitment inequality.

18. Recommendation: PAHO should establish formal, transparent processes
and systems for the transfer, exchange or hiring of national technical staff for
cooperative activities.

18.1. Suggested action: PAHO should adopt more flexible employment contracts
to ensure that the latest skills and knowledge are available for the work of the
Organization. PAHO must ensure that the contract holders are not disadvantage
with reference to social security coverage, salaries, allowances, termination
indemnity and job security. The terms of the contractual arrangements for
temporary appointments to project activities limited in time and/or funding must be
clearly outlined and understood by all parties to avoid conflict and grievance in the
organization.

19. Recommendation: The Country Offices should be empowered with adequate
financial and programmatic authority in responding to country needs. PAHO
should review the level of responsibility that is delegated to PWRs and Centre
Directors for efficient coordination of operations at the country level in harmony
with the Plan of Work, which is developed by the Member States and Country
Offices.

Human Resources (Recommendations presented by United States)
Training of PAHO staff

1. Recommendation: PAHO should ensure that all staff maintain the highest level
of skills and knowledge necessary to undertake their work. This should include
appropriate training in all relevant areas. Furthermore, PAHO should keep Member
States fully informed of it's human resources needs and strategy.

1.1. Suggested action: PAHO Secretariat should provide a detailed breakdown in
the Biennial Program and Budget regarding specific staff training for particular
priority areas.

1.2. Suggested Action: PAHO should explore compiling a small team of experts
on capacity building for particular priority areas that could be dispatched on an as-
needed basis to countries or subregions to help in capacity building efforts at the
national level. This should be done taking into account national experiences and
existing capacities.
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1.3. Suggested Action: PAHO should develop a mechanism by which country
office staff can receive short coursework or training in specialized areas to
enhance their skills to better serve the country they are assigned to.

1.4. Suggested Action: PAHO should develop a strategy to better utilize or
increase, if needed, the numbers of the organization’s social communication
experts, information management experts, and program managers. This may
include providing training for existing PAHO technical experts in these areas.

1.5. Suggested Action: PAHO should examine and begin to develop training paths
for qualified individuals to continue their career development within the
Organization

1.6. Suggested action: PAHO should produce and disseminate to Member States a
biennial report on its Human Resource Strategy.

Hiring of PAHO Staff:

2. Recommendation: PAHO should develop a hiring policy, in line with WHO, that
would help it achieve greater geographical and cultural diversity in its workforce.
This hiring policy should work in tandem with Member States Human Resources
policies to reinforce Human Resources capacities within the country.

2.1. Suggested action: PAHO should develop a more stringent policy for the hiring
and evaluation of short-to-mid-term consultants. Such a policy should be widely
disseminated among Member Countries

2.2. Suggested action: PAHO should encourage women to apply for positions
within the Organization. It should undertake additional activity to actively recruit
and retain women in professional and other senior positions.

2.3.Suggested action: PAHO should examine the situation of the “graying” of its
workforce and strategically plan for workforce shortages that will occur during the
coming years as professional staff retires. PAHO should produce an evaluation
report and present it to Member States on a biennial basis.

2.4. Suggested action: PAHO should begin a discussion on ways to incorporate
a tenure system that provides the benefits of stability while protecting against
possible abuse.

2.5. PAHO, consistent with the review undertaken by WHO, should develop
specific strategies to encourage nationals from underrepresented countries or
regions to apply for positions within WHO/PAHO for equitable distribution.

2.6. The PAHO Secretariat should provide a detailed breakdown in the Biennial
Program and Budget regarding hiring of staff. Specifically, this should include a
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breakdown of regular and contracted PAHO staff based in country offices and in
Headquarters

PAHO Workforce Assignments:

3. Recommendation: The profile of the individuals assigned to the country offices,
as well as their training and experience, should be strictly consistent with the health
needs, problems, and challenges identified and prioritized by the countries
themselves, and take into account existing local capacity. When working in
country, field staff, headquarters staff, and consultants should recognize that they
will be working and coordinating with local human resources

3.1 Suggested action: In the selection/assignment for country level staff, PAHO
should solicit country input early to achieve a more democratic or inclusive
process.

3.2  Suggested action: PAHO should work with Member States to modify the
core competencies for a given position to specifically match the needs of that
country.

3.3. Suggested action: PAHO staff should be sensitized to the cultural norms of the
country in which they are working.

3.4. Suggested action: PAHO should make available to Members States the core
competencies that have been developed by WHO/PAHO.

3.5. Suggested action: PAHO should also develop and circulate, if not already
developed and widely circulated, core competencies for contract personnel (e.g.,
short- and medium-term consultants), against which the consultants will regularly
be monitored and evaluated.

Evaluation of PAHO Staff:

4. Recommendation: Clear evaluation criteria and processes of PAHO staff
(regular and contracted) should be disseminated to staff and Member States

4.1. Suggested action: PAHO Secretariat should make available to Member States
the policy on how PAHO personnel are reviewed and evaluated.

4.2. Suggested action: PAHO staff should be made aware of the core
competencies that they are expected to maintain. Regular performance
evaluations should be conducted and should examine the individual’s ability to
meet these competencies.

4.3. Suggested action: PAHO should review and strengthen its system for the

monitoring and evaluation of contract personnel, which includes an evaluation of
the contractor’s ability to meet the required core competencies.
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National Health Resources (Recommendations presented by Brazil)
PAHOQO’s role in strengthening national health resources

1. Recommendation: PAHO must work with Member States to strengthen national
health resources in a participatory and sustainable manner. This includes helping
to build a solid base of health professionals at the country level, and helping
countries to continuously educate these professionals to handle new and
remerging public health issues.

1.1. Suggested Action: PAHO should identify already existing country-based
institutions renowned for excellence to form a regional/sub-regional network that
will provide a base of highly skilled personnel in the various technical areas
identified. PAHO should inform Members States of the resource available through
the development of this network.

2. Recommendation: PAHO should explore the development of an international
health training program at the undergraduate level to generate interest and build
future capacity in international health.

3. Recommendation: PAHO should explore developing relationship with
universities in the region to develop and maintain the necessary expertise to face
the coming challenges in the public health field.

4. Recommendation: PAHO should work with Member States to address the issues
of migration of health professionals from the region to ensure the availability of
necessary health professionals within each Member State and in the region.

4.1. Suggested Action: PAHO should assist Member States in addressing issues of

retention including training, accreditation, licensing, improvement of the working
conditions.
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