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GE.04-

UN/CEFACT MANAGEMENT STRUCTURE RECOMMENDATIONS

I.  Introduction

1.
Over the past several years UN/CEFACT has faced an ongoing transformational process involving vision and strategy adoption, the establishment of the Forum environment, identification of an adequate support resources base, intellectual property policy, and streamlined operating procedures. This document was formulated after consultation with the United Nations Office of Legal Affairs (OLA).

2.
At the direction of the Chairman and Plenary from the May 2003 Plenary session, the UN/CEFACT Steering Group (CSG) have undertaken a thorough review of all relevant issues and offer the proposal herein as a recommendation for the most success-oriented means for continuing the progression of the Centre’s work programme. This paper serves as an explanatory document that will be reflected in a proposed revision to TRADE/R.650/Rev.2, Mandate, Terms of Reference and Procedures for UN/CEFACT. 

3.
The intent of the paper is to provide a revised document for approval at the 2004 Plenary session. However, confirmation of the high-level proposals contained herein are required in order to proceed in the most efficient manner possible.

II.  Background

4.
The transformational process has raised a number of questions the CSG was asked to evaluate and resolve. Those more significant points include:

· The Plenary decision to adopt a new empowered Group structure
 and create the Forum prompted questions regarding the clarity and distinction between the roles of the CSG and the Forum Coordination Team (FCT).

· The Plenary decision to create a new Policy Group
 created confusion regarding the clarity and distinction between the roles of the CSG and the Policy Group.

· Acceptance of the need for a Support Service Provider (SSP)
, 
 involved: (1) clarification with the UNECE secretariat on the distinction in roles between the SSP and the secretariat, and (2) clarification with the OLA on the overall operational procedures for obtaining a SSP and the operational role of the SSP.

5.
Investigation, consultations and analysis related to the foregoing issues involved a number of other considerations that were factored into CSG deliberations. Those more significant points included:

· OLA guidance calls for a strengthened and direct relationship between the Plenary and the empowered Groups.

· The Centre’s strategy for progressing its work requires the availability of an adequate resource base to meet its operating requirements.

· The Plenary desires more streamlined operating structures.

· The current business environment mandates a more responsive operating environment.

6.
N.B.  In conducting this review, the CSG came to appreciate that many of the real or perceived issues surrounding the Centre’s operating efficiency lie not with organizational structure but with open, frequent and effective communication and involvement among all the participants. Additionally, the CSG came to appreciate a critical dependency requiring that the Plenary accept a more involved, participative and strategic role that is supportive of the empowered Groups and their work programmes while respecting the long-standing principles of empowerment. Shifting organizational designs may assist but cannot resolve communication and participation problems. According, the recommendations contained in this paper are intended to conclude the Centre’s organizational transformation and facilitate future efforts to concentrate on a more direct dialogue between the parties regarding identification of strategy and execution of that strategy. 

III.   Objectives and Assumptions

7.
The CSG deliberations considered that any recommendations, whether organizational or operational, should be focused on achieving a specific series of objectives. In this instance those objectives included the following:

· Adhere to OLA guidance and Plenary direction.

· Provide for the open and transparent operation of the Centre.

· Provide the framework supporting a more effective strategic perspective for Centre operations.

· Streamline the existing organization and operating processes, thus facilitating direct communications and accountability between the Plenary and its empowered Groups.

· Provide a more effective framework for succession planning within the Centre’s operations.

· Provide clarity to management and liaison roles.

· Provide a more efficient and responsive management structure.

· Provide a framework for improved policy execution among the empowered Groups.

· Given that the majority of work performed within Centre operations is voluntary in nature, provide for a realistic expectation of the division of responsibilities among the participants.

· Minimize the number of separate face-to-face meeting requirements for individuals in leadership positions.

· Minimize the impact of any organizational change on conducting the work of the empowered Groups.

8.
The scope of this paper addresses the UN/CEFACT management structure and not issues related to the size and number of empowered Groups.

9.
Further, the CSG noted that adoption and implementation of any set of recommendations is directly and unequivocally dependent on the availability of adequate support resources. The UNECE does not possess the requisite financial or personnel resources to fully support current and future Centre operations. Thus, all recommendations contained in this paper are dependent on the imperative for the immediate availability of a SSP.

IV.  Analysis

10.
The CSG analysis began with a review and assessment of what works and what does not work today.

11.
Fundamentally, the Centre has been quite successful in many regards. Operation under the UN umbrella has fostered a high level of support for objectivity and neutrality in conducting its work. There is a global perspective. Involvement has been quite active both from a sectoral and business area perspective. The Centre is noted for producing quality products and standards. The Centre is a well received forum for bringing together the interests of governments, businesses, users and providers. And, periodic meetings provide a helpful interaction among both the Plenary members and the empowered Group participants.

12.
Figure 1 provides an abbreviated view of the current organizational structure. Based on an assessment of this structure several issues highlighted differences in objectives and perspectives that exist between the principle parties, which in turn affect the effective operation of the Centre today. 

Figure 1.  Current Organizational Relationship
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13.
Today the Plenary provides a mainly governmental perspective to the work of the empowered Groups with varying levels of appreciation for business requirements or sense of urgency attributable to product development and availability. There is a varying level of Plenary member knowledge of the specific nature and detail for the actual work products of the empowered Groups. There is substantive variability in the level of strategic focus, engagement and consistent broad participation by the Plenary members. Frequently, there is heightened focus on individual and sectoral interests rather than consensus on a consistent organization-wide solution. 

14.
The empowered Groups are populated primarily by subject matter experts from business and government that provide an operational perspective to the work. There is little appreciation for many governmental requirements as well as an organization-wide strategic focus. The participants are volunteers interested in producing quality products with little patience for perceived bureaucratic requirements. There are insufficient support resources to achieve empowered Group objectives. There are obstacles that prevent empowered Groups from operating in a truly empowered environment. Operating procedures are inefficient and in need of streamlining.  

15.
The foregoing evaluation is not intended to be judgmental as to the “goodness” or “badness” of this situation. Rather, it represents an assessment of the current environment as a first step toward developing effective recommendations. To that end, it was felt that the first step in resolving this fundamental disconnect should be to clarify the desired perspectives of the principals.  

Figure 2.  Perspective Clarification
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16.
Figure 2
 recognizes the nature of the dynamics involved in group composition and perspective. It is intended to provide a clarification suggesting that the perspective of the Plenary officers and Plenary should be focused primarily on defining strategy, articulating the scope of overall work areas within the Centre’s domain, providing a broad framework of guidance within which the empowered Groups are to conduct their work programme, and monitoring implementation. 

17.
Conversely, the perspective of the empowered Groups should be more of a tactical or operational focus on encouraging participation, conducting the Group’s work programme, providing the Plenary with feedback on execution, seeking recognition and approval of completed work products.

18.
Recognizing the anticipated concerns that might exist with regard to adequate coordination between the strategic and tactical areas of an organizational structure, care should be taken to distinguish between “coordination” and “control”. As indicated in R 650 Rev.2 once a Group has been empowered, the role of the Plenary and its officers should be to support the progression of the work rather than focusing on the detailed aspects of control. Thus, there must be a carefully executed balance in defining strategy, overseeing and supporting, and providing incentives for an effective dialogue among all the parties.

V.  Recommendations

19.
Based upon the foregoing analysis the CSG offers a series of recommendations relative to organizational alignment as well as duties and responsibilities designed to conclude the Centre’s organizational transformation. 

Recommendations for the Plenary and Plenary Officers

20.
Past discussion has highlighted a need to clarify the relationship and roles of the CSG, Policy Group and FCT. After dutiful consideration the CSG believe there is no need for a CSG structure in the future. Rather, many of the current CSG responsibilities should be transitioned to a more involved Plenary, more directly involved set of Plenary officers and a more authoritative FCT structure. Other responsibilities should be eliminated. In summary, the Plenary officers would have a portfolio of responsibilities that include: 

· Developing the Centre’s strategy and policy.

· Developing the Centre’s promotion and communication strategy.

· Defining and developing the scope of relationships with other bodies.

· Coordinating the Centre’s operations.

· Maintaining an active dialogue with regional interests through a series of regional rapporteurs.

· Oversight, ensuring the implementation of Plenary approved mandates, terms of reference and programmes of work.

· Coordinating liaison relationships with other standards organizations.

· Dealing with Centre constitutional issues. 

21.
In recognition of the foregoing requirements and without limiting his discretionary alternatives, the Chairman has the direct responsibility for achieving adequate coordination between the strategic and tactical areas. The Chairman has the discretion to bring together those resources and mechanisms needed to do so, including the assembly of groups and advisors from the Plenary, empowered Groups and external experts, as supported by the UN secretariat. 

22.
Figure 3 provides a representation of the proposed Plenary officer and Rapporteur organizations. It is composed of two structures. 

23.
The Plenary Officers would consist of the Chairman and up to four (4) Vice Chairs. In addition to the Chairman, up to two (2) Vice Chairs would be elected by the Plenary to serve in that capacity for three (3) years. Up to two (2) Vice Chairs would be elected by the Plenary to serve in that capacity for two (2) years. The increased tenure of service is intended to facilitate the succession management process. Vice Chairs would assist and advise the Chairman in meeting the requirements of the full portfolio of responsibilities held by the Plenary Officers. Participation and support to the Vice Chairs would come from more involved and direct participation by Plenary members as well as through contributions from recognized subject matter experts (this would be similar to the evolving structure of the current policy group). 

Figure 3.  Centre Executive Structure


24.
As a point of clarification for the responsibilities for External Relations, the intent would be to coordinate overall UN/CEFACT policy, activities and initiatives across external functions and organizations. The position would not be duplicative of any Rapporteur’s work; rather, it would be supportive of them and their responsibilities. 

25.
Rapporteurs represent the second aspect of the structure and would be designated and appointed by the Plenary to undertake functional and representational tasks in any area of the Centre’s mission, comparable to currently existing and defined Rapporteur roles. An agreed mandate would specify a Rapporteur’s role, responsibilities, duration of the appointment and reporting relationships. Once a mandate would be agreed by the Plenary, Rapporteurs could be nominated by a Plenary delegation.

26.
The Plenary would retain responsibilities for approving recommendations from the empowered Group Chairs, the Group mandates, technical specifications and UN/CEFACT Recommendations. In addition, the Plenary officers would continue to represent the Centre at meetings of the Bureau for the Committee for Trade, Industry and Enterprise Development (CTIED) and at meetings of the CTIED with respect to overall Centre operations.

Empowered Group Recommendations

27.
The CSG, after consultation with the FCT and Group Chairs, did not take into account future changes the Plenary might decide to make with regard to the number or size of the Centre’s empowered Groups. Group Chairs will be ratified by the Plenary and receive Rapporteur status in recognition of the position held. Roles and responsibilities of Group Chairs would remain essentially as previously identified in empowered Group mandates, but with the added requirement that Chairs would provide Group Reports at each Plenary session. Overall responsibilities will be detailed in the revised version of R.650. New or modified mandates and Terms of Reference, as may be required, will be forthcoming for approval by the Plenary.

28.
Similarly, the Forum, aside from the lack of adequate support resources, was felt to be functioning well as a meeting and coordination mechanism. However, the existing level of FCT authority and dissolution of the CSG suggested that the role and responsibilities of the FCT should be revised. Figure 4 reflects the revised organizational diagram replacing the FCT with a Programme Steering Group (PSG). 

Figure 4.  Centre Empowered Group Structure


29.
It should be emphasized that neither the recommendation itself nor the objectives associated with the recommendation reflect any intent to reconstitute the CSG under a different title. Similarly this recommendation is not in any fashion intended to replace or circumvent the direct communication and reporting relationship between the Plenary and empowered Groups. Rather, the recommendation is intended to streamline the operational and communication linkages between the empowered Groups and the Plenary as well as provide an opportunity for each sector (i.e., strategic and tactical) to focus primarily on their respective areas of responsibility.

30.
The Programme Steering Group is intended to function as a coordination body directly associated with the needs and requirements of the empowered Groups, in the context of the objectives of the Centre. The focus of the PSG is on the proper coordination of the joint programmes of work and not internal empowered Group operations. It is purposefully positioned at the lowest possible point of the organizational structure to emphasize the importance of a clear focus on work programme execution. Responsibilities of the Programme Steering Group include:

· Administration and meeting planning for Forum and individual empowered Group requirements.

· Developing and maintaining both operational and Open Development Process (ODP) procedures.

· Coordinating workflow among empowered Groups.

· Elimination of work duplication among empowered Groups.

· Resource (i.e., SSP) coordination and management.

· Dispute resolution among empowered Groups
.

· Mentorship to new empowered Groups.

· Succession planning for the PSG.

· Coordination of empowered Group and PSG promotion and communications activities.

· Reporting to the Plenary on all appropriate activities and issues related to PSG activities.

31.
Considerations involved in developing recommendations on Programme Steering Group composition included the scope of responsibilities for a member, the reality of time available to any individual to participate in empowered Group activity on a voluntary basis and the need to strengthen the communication and awareness between the Plenary and empowered Groups. Accordingly, Programme Steering Group composition recommendations are:

· The Chair of the PSG would be elected by the empowered Group membership and ratified by the Plenary. Rapporteur status would be conveyed in a manner consistent with OLA recommendations. Any nominee for the position must be a member of an existing empowered Group. If the nominee were an officer of an empowered Group, the nominee would be required to resign from the empowered Group position following election. The term of office would be two (2) years.

· The Vice Chair of the PSG would be elected by the empowered Group membership and ratified by the Plenary. Any nominee for the position must be either a member of an existing empowered Group or a member of a Plenary delegation. If the nominee were an officer of an empowered Group or the Plenary, the nominee would be required to resign from the empowered Group or Plenary position following election. The initial term of office would be three (3) years and thereafter, two (2) year terms. In the event of resignation of the Chair, the Vice Chair would succeed to the Chair position and complete the remaining portion of the Chair’s term of office. Elections for a replacement Vice Chair would be scheduled and conducted at the earliest appropriate opportunity to cover the remaining portion of the Vice Chair tenure.

· Membership would be composed of a representative from each of the empowered Groups, one representative per empowered Group ratified by the Plenary. Recognizing the need for succession planning and effective continuity of PSG operations, replacement of the PSG membership, once established, should be staggered in order to avoid a loss of expertise and PSG “organizational knowledge”. Accordingly, discretion should be provided to the PSG in terms of determining the initial terms of office with the eventual requirement to provide for a two-year term of office for PSG members. 

· Significantly improved communications is a critical objective for the new organizational structure. It was felt that timely opportunities for the exchange of information, with minimal personal imposition for all parties, was an imperative. Thus, it is recommended that the Plenary Vice Chairs be considered as ex officio members without voting rights, with the intent of providing a two-way channel for the exchange of ideas, guidance and requirements.

Support Services Recommendations

32.
As previously stipulated, all the foregoing recommendations are completely dependent on the availability of adequate support and advisory services available to both the Plenary officers and Plenary as well as the empowered Groups. The CSG envisions these services being provided through a combination of resources from the UNECE secretariat and a SSP. During recent months the CSG has worked with the UNECE secretariat to confirm and clarify the respective roles and responsibilities. Figure 5 provides a representation of the responsibilities attributable to the respective resource providers.

33.
The role of the UNECE secretariat can be summarized as one of providing support to the Chairman, Plenary, and Vice Chairs. Support is characterized as providing administrative and meeting support for Plenary officer and Plenary functions, advising all Centre organizations on governance issues related to work conducted within the UN (including advice on procedures and protocols), serving as the link for all “political” aspects of relationships within the UN, serving as the official source of UN specifications and Recommendations, and acting as the Project Administrator for the SSP.

34.
Without repeating the content of a detailed list of SSP performance requirements, the SSP is expected to provide administrative and technical support to the Programme Steering Group and all empowered Groups as that relates to their individual and collective administrative, meeting planning and standards development activities. The SSP must respond to and comply with UN governance and operating requirements. Further, the SSP is expected to meet all fiduciary responsibilities associated with its involvement in UN activities. 

Figure 5.  Resource Structure
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VI.  UN/CEFACT Unified Management Organization Structure 

35.
The foregoing series of recommendations were developed following consideration of several years experience in Centre operations, reflection on prior Plenary guidance, substantial coordination with empowered Group and FCT Chairs and ongoing discussions with the UNECE and OLA. Figure 6 provides a simplified view of the proposed organizational structure. In making this final recommendation, the CSG fully appreciates the importance of optimizing the frequently competing needs for oversight, administration, governance, empowerment and efficient execution.

36.
The recommendations are designed to optimize Centre operations for both the immediate and longer term. It is anticipated that adoption of these recommendations will finalize and resolve all Centre structural issues and permit the participants to focus on improving/resolving the remaining communications issues perceived to exist within the organization today. The final representations for these recommendations will be reflected in a companion revisions to R.650 to be provided separately for Plenary approval.

Figure 6.  UN/CEFACT Unified Management Structure
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� 	Proposal for Future Structure and Organization of the UN/CEFACT Working Groups TRADE/CEFACT/2002/8/Rev.1 of 27 June 2002.


� 	Proposal of the Chairman and the secretariat for the Establishment of a Policy Group and a Promotion and Communication Group TRADE/CEFACT/2002/31.


� 	Report of the Eighth Session, TRADE/CEFACT/2002/41 of 28 May 2002.


�	Report of the Ninth Session, TRADE/CEFACT/2003/2 of 13 June 2003.


�	Care should be taken to attribute no organizational significance to the designation of a “strategic” versus “tactical” representation in Figure 2 or other graphic representations. This technique is used solely to assist in developing a discussion of the various perspectives of the parties involved.


� 	Those disputes not resolved at the PSG level could then seek resolution at the Plenary level via petition to the Chairman for a decision.





