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EXECUTIVE SUMMARY

A. Background

The Feasibility Study on an Inter-American Cooperation Mechanism for a Professional Labour Administration is based on the following:

1) the third Summit of the Americas (Quebec, Canada – April 2001) and follow-up on the mandate of that Summit through the Action Plan adopted at the XII Inter-American Conference of Ministers of Labour-IACML (Ottawa, Canada – October 2001), in which an agreement was reached to strengthen the capacity of ministries of labour to develop and implement labour market policies, create a process to improve coordination among key international institutions, and develop new mechanisms to increase the effectiveness of projects and other technical assistance initiatives; the aim of this is to build the capacity of ministries of labour, particularly in the smaller economies;

2) the Salvador Declaration of the XIII IACML (Salvador, Bahia, Brazil – September 2003) in which the proposal to undertake this feasibility study was approved;

3) a number of concerns expressed in the Nuevo León Declaration of the Extraordinary Summit of Heads of State and Government of the Americas (Monterrey, Nuevo León, Mexico – January 2004)—which pointed out the need to modernize the State as an element of governance by promoting the use of new information and communication technologies, to provide better access to services, and to recognize the importance of micro, small and medium businesses as a fundamental component of economic growth and job creation, as well as the need to facilitate integration into the formal sector through appropriate policies and programs, and the need to strengthen social security systems.

4)

In order to draft the study, the IACML troika countries (Canada, Brazil, and Mexico) appointed three experts, who began work in March 2004 at a first meeting in Washington; a second meeting of the experts was held later in May,   during the meetings of IACML Working Groups 1 and 2 in Washington. Finally, the experts held a third meeting in Mexico City in August 2004, during which they agreed on the options for the cooperation mechanism. The final report was sent to the OAS in late October. The proposal is the result of teamwork involving the appointed specialists, among whom it enjoys full consensus.

B.  
Feasibility criteria 

1)

Certain criteria were defined as critical: political acceptance of the mechanism; good reception by regional and international organizations that might provide funding; capacity to carry out the functions described by the IACML, particularly those benefiting smaller economies; avoidance of duplication between other existing institutions; financial feasibility; and the capacity to subsist and become stronger in a sustainable manner over the long term.

2)

Past and present experiences related to labour policies and relations among the labour ministries of the continent were studied, as a necessary exercise:

3)

the CIAT (Inter-American Labour Administration Centre), the CLAC (Caribbean Labour Administration Centre), the PREALC (Regional Employment Program for Latin America and the Caribbean, the CINTERFOR (Inter-American Vocational Training Research and Documentation Centre), the SISMEL (Information System on Labour Markets), and the Organization of American States’ (OAS) Unit for Social Development and Education’s (now the Education, Science and Technology Office) through Working Groups 1 and 2, as well as the case of the MECOVI (Program for Surveying and Measuring Improvement in Living Conditions in Latin America and the Caribbean).

C.
Identification of pending issues or needs

1)

These pending issues or needs were identified by the ministers of labour themselves, who indicated an overriding need to modernize labour administrations through: horizontal cooperation; support for the weaker ministries in the hemisphere with the aim of helping them undertake studies and proposals that will allow them to address their limitations by adequately formulating, on a well founded basis, their requests for the necessary technical and financial assistance; and processes to provide support and advice in order that improvement programs can be implemented; all through a permanent forum to coordinate and harmonize actions.

2)

To achieve this, the experts concluded that the new mechanism must carry out the following tasks: draft a general inventory of existing initiatives aimed at improving labour administration, and make them available to all; undertake technical work to identify similarities, overlaps, and differences, and propose alternatives that might be adapted to the needs of each ministry; establish a common forum to maintain a dialogue and exchange experiences; identify and record needs expressed by member countries; and finally, facilitate the development and funding of projects to meet the needs of the ministries.

D.  
Delivery specifications
1)

In response to the project’s needs and requirements, we recommend a set of features that should be included in the new mechanism: a minimal structure; the ability to receive, store, classify, and process information to make it available to all; and the ability to act as a liaison among countries, ministries, and organizations that might provide technical assistance and funding, making use of the bodies that exist in the area of labour administration.

2)

Six possible mechanisms were studied. Following consultations with Working Groups 1 and 2 and with officials of the OAS, ILO, IDB, USDOL and other organizations, the group of experts selected the two options it deemed viable:

a)
An Inter-American Labour Administration Network and,

b)
An Inter-American Labour Administration Centre.

E.  
Options
1)
In the opinion of the experts, the two options deemed viable can satisfy the requirements set forth by the IACML in the Terms of Reference governing the mechanism to be proposed and studied, with a view to its eventual approval and implementation.

2)  The Network option would have two substantive functions: 

· Administer information, i.e. continuously receive, analyze, and classify data relating to successful experiences or good practices in the field of labour administration, and process it to develop common schemes or tables making it easier to compare and evaluate different experiences. This information, processed electronically, is the substantive element of liaison and cooperation among countries, and between them and the international organizations involved in labour administration, with the purpose of connecting these experiences as possible elements of “supply” to satisfy the “demand” of the ministries, thus becoming a permanent forum to serve the IACML in its efforts to coordinate modernization initiatives.

· Generate draft projects to meet the needs in relation to the services requested, manage project development, and promote implementation, always using the technical and financial resources of the third parties responsible for carrying out the projects.

3)  The Centre would have its own structure with the capacity not only to process information and make it available to all, but also to undertake projects on its own initiative such as identifying problem areas, developing programs to meet specific needs, managing funding and training directly, training labour administration professionals through inter-country exchange programs, and designing and operating its own programs, courses, workshops, and seminars, whether on- or off-site.

4)  We further emphasize the need for these two mechanisms to have a clearly multilateral and inter-institutional character with a Board of Directors that includes representatives of the IACML Troika and members of the organizations involved, mainly the OAS and the ILO, in addition to representatives of other institutions such as ECLAC, IDB, the World Bank, and, finally, other technical and financial organizations from outside the hemisphere. Moreover, there should be worker and employer participation, through COSATE and CEATAL. All this would ensure the equity and effectiveness needed to resolve this considerable demand for effective support, with a view to enhancing the capacity of the ministries of labour in the hemisphere, for their own benefit, particularly for the ministries in the smaller economies.

5)   The following chart provides a comparison of the Network and the Centre.


Network
Centre

Mission and Functions
· Receives and analyzes information on successful labour management experiences (good practices) on an ongoing basis and, in the future, on projects for enhancing labour administration capacity. 

· Classifies the information under common schemes or tables that facilitate comparison and evaluation.

· Disseminates information through electronic media (web page and e-learning programs) in cooperation with other countries and international organizations.

· Develops draft projects based on specific requests and needs of countries 

· Publicizes, through the draft projects, the requests for projects made by countries and facilitates a liaison between possible solution providers, potential fund providers, and the requesting countries

· Facilitates the liaison between requesting countries and possible executing entities and with funding organizations for executing the projects

· Publicizes the project process, execution, and follow-up, as well as the impact and the results achieved, as an example of good practices to be included in the Network’s data bank.
· It could administer a mechanism with functions similar to those described for the Network option, and also: 

· Help countries identify sources of resources and technical assistance 

· At the request of countries, it could provide technical assistance through its own staff, external consultants, or retired senior professionals to study, identify, and assess the need for programs to enhance ministry of labour capacity and to assess the results of the programs implemented

· Train and develop labour administration professionals through inter-country exchange programs, particularly young employees, through courses, workshops, and seminars, whether on or off-site

· Develop and conduct its own seminars and workshops



Location
· A host country

· An international host organization’s office 


· A host country

· An international host organization’s office 

· An independent headquarters

Government
· Assembly (IACML);

· Board of Directors (Troika, international organizations involved in labour administration and technical and financial assistance for related projects in this field, and representatives of IACML, COSATE, and CEATAL workers and employers)

Staff
· An Executive Director                            

· Two labour administration specialists

· Two web site specialists

· An administrative assistant


· An Executive Director                            

· Five labour administration specialists

· Two information, training, and documentation specialists 

· Two web site specialists

· Two Administrative assistants



Budget for complete structure

(5 years)
· 3,155,000
· 11,510,000

Feasibility Study of an Inter-American Cooperation Mechanism for Professional Labor Administration

I.
BACKGROUND

At the Third Summit of the Americas (Quebec, Canada, April 2001), the Heads of State and Government urged the Inter-American Conference of Ministers of Labor (IACML) to continue studying the effects of globalization on the labor environment, with the goal of creating job opportunities and improving workers’ skills and conditions throughout the hemisphere.

To follow up on this mandate, the Action Plan adopted at the XII IACML (Ottawa, Canada, October 2001) determined to:

· Enhance the capacity of labor ministries to develop and implement labor and labor market policies; 

· Create a process for improving collaboration and coordination among key international institutions in the Americas that have a critical role in improving working conditions; and 

· Develop new mechanisms for increasing the effectiveness of projects and of other technical assistance initiatives aimed at building the capacity of the labor ministries’, particularly of the smaller economies.

The XII IACML created a Working Group whose main goal is to develop tools for modernizing labor ministries and to allow them to play an active role in development and effective use of human capital.

The need to develop the capacity of labor ministries must be seen in the larger context of expanding their traditional roles. Although protecting the rights of workers remains an essential part of their mission, there is an increasing economic dimension to labor administration that allows workers and working environments to reach their full potential, recognizing the prime importance of human capital as a key and irreplaceable productive input.

The scope of capacity building is now much broader and includes areas such as: the development of national labor and employment policies, incorporated into broader social and economic policies; the involvement of social players in a tripartite democratic process; and the labor dimension of free trade agreements. These initiatives require that labor administration personnel have more stable employment, guaranteeing investment stability, through better training of human capital.

 In the Salvador Declaration of the XIII IACML (Salvador, Bahía, Brazil, September 2003), Labour Ministers declared: 

“We support and foster efforts to develop, modernize, and strengthen the Labour ministries through regional action that takes into consideration the important role of horizontal cooperation and technical assistance.”
They agreed:

“to support the proposal to conduct a feasibility study of options for establishing a mechanism, under the auspices of the IACML, aimed at the modernization of labor administrations, the promotion of decent work and training, as well as the improvement of international collaboration and coordination in support of that objective.” (Paragraph 19 of the Salvador Declaration). 

Further, concerns expressed in the Nuevo León Declaration of the Extraordinary Summit of Heads of State and Government of the Americas (Monterrey, Nuevo León, Mexico, January 2004), have a direct impact on the role and activities of labor administrations: 

· The need to modernize the state as an element of governance by promoting new information and communication technologies, greater access to services, greater transparency and accountability in administration, as well as consolidation and professionalization of the civil service. 

· Recognition that micro, small and medium enterprises are a fundamental component of economic growth and job creation, and recognition of the need to implement policies and programs that facilitate their integration into the formal sector and the training of their human resources. 

· The need to strengthen social security systems and to encourage the adoption of unemployment insurance systems and subsistence programs. 

The undertaking of this feasibility study was discussed at the XIII IACML planning meeting held in Washington D.C. on December 8-9, 2003. It was decided that the study would be directed by the current (Brazil), past (Canada) and future (Mexico) pro tempore chairs and administered by the OAS’s Unit for Social Development and Education (UDSE).

The experts were selected in early 2004 and they held their first meeting in Washington D.C. on March 29-30, 2004, followed by two more working meetings in May and August of the same year. (A profile of the group of experts is presented in APPENDIX I).

A. Goal 


As a starting point for the study, the experts needed a common understanding of the IACML’s assumptions and expectations. To achieve this, they reviewed the Terms of Reference in detail to identify key elements.

After identifying the multifaceted role of the labour ministries in the context of globalization and free trade agreements, the study’s Terms of Reference recognize that there are benefits, particularly for smaller economies, in developing experience in labour administration, designing labor policies, connectivity, compliance systems, and undertaking social Dialogue and alternative conflict resolution. To achieve the goal of building capacities, emphasis is put on the need for greater and more sustained collaboration and cooperation among governments, social partners and international organizations in the hemisphere, as well as greater horizontal cooperation and technical assistance. The ministers recognized that setting up an inter-American cooperation mechanism under the auspices of the IACML is the most appropriate means of meeting the needs identified below:

· Coordinate the information and experiences needed to undertake effective horizontal cooperation programs;

· Situate these programs within a broad strategy of capacity building that will lead to sustainable results; and 

· Undertake a study to support the ongoing improvement of initiatives for building the capacities of the ministries. 

It became clear that there was a need for a feasibility study to provide a set of specific options and recommendations to guide the IACML in the possible implementation of this mechanism. The Terms of Reference for this study set forth the following mandate for the consultants: 

· The goal of the IACML, given the increasingly complex challenges facing labour ministries, is to develop their ability to meet these challenges efficiently and in a sustainable manner;

· Priority should be given to empowering the labour ministries of the smaller economies with a view to developing their capacity;

· There is a need for greater collaboration and coordination among labor ministries and international organizations to meet the specific needs identified in the Terms of Reference. The goal of our study is not only to identify needs, but also to improve relations among key partners;  

· A mechanism under the auspices of the IACML, a body within the OAS system, designed to modernize labor administration and to promote greater collaboration and coordination throughout the hemisphere was the means identified; 

· The mechanism must avoid duplicating or replicating activities already being carried out by other bodies;

· The experts reviewed past and present cooperation experiences in the hemisphere with a view to providing options and recommendations for a viable cooperation mechanism under the auspices of the IACML 
B. Feasibility criteria 

Based on the foregoing background and the Terms of Reference, the consulting team determined that the most appropriate mechanism for improving inter-American cooperation in the area of labor administration and making it sustainable should be based on a set of criteria for evaluating its feasibility, namely political, technical, and financial.

The following elements were considered indispensable to the feasibility of any mechanism: 

· Political support , with a broad consensus of IACML members;

· Support of regional or international organizations that provide funding for cooperation projects (IDB, World Bank) or are active in the area of labor administration (ILO);

· Ability to carry out activities planned under the IACML mandate;

· Particular emphasis on the needs of smaller economies; 

· Avoidance of duplication of other bodies’ activities;  

· Financial feasibility (budget, funding);  

· Long-term sustainability of the mechanism.

II.
PAST AND PRESENT EXPERIENCES

In proposing a mechanism for promoting and evaluating horizontal cooperation and exchanges among institutions (assessing their potential benefits, risks and costs), an overview of past experiences and current activities was undertaken.  Being beyond the scope of the study, this review is not exhaustive, but necessary in order to minimize the possibility of replicating past errors or duplicating current activities. 

In proposing a mechanism for promoting and evaluating horizontal cooperation and exchanges among institutions (estimating their potentialities, benefits, risks and costs), we must begin with a brief review of past and present actions. This review cannot be exhaustive since it is beyond the scope of this study, but it is necessary in order to minimize the possibility of replicating past errors or duplicating current activities. 

In the case of a mechanism with the characteristics we are going to present and evaluate, such a review is necessary since it will not be the first attempt and will coexist with activities with similar goals. The following provides a retrospective of the most relevant bodies for the purposes of this study.

A.
The Inter-American Labor Administration Centre (CIAT)  

The CIAT is a relevant precedent for the cooperation mechanism pursued by the IACML. The CIAT originated from a decision that was also taken by the Inter-American Conference of Labor Ministers (IACML) in 1963. At that time, the IACML expressed an interest in having OAS member states collaborate in the formation of a technical advisory Centre to be used for labor ministry research, planning and staff training. 

At the request of the OAS, the CIAT began its operations with the support of the ILO and the United Nations Special Fund (now UNDP), with its headquarters in Lima. It operated as a project until 1983, but had to renegotiate funding and technical support throughout its operation.  While it operated on a “project” basis, the CIAT’s work focused on consulting and technical support in global restructuring, and in the organization and reorganization of specific labor administration services, human resource training, research and studies, and information and documentation. 

While it began operating in Peru, interest in CIAT by countries in the region grew and other countries joined: by 1977, 14 Latin American countries had joined. Further, the Caribbean Labour Administration Centre (CLAC), a subregional labor administration Centre monitored by the CIAT and located in Barbados, was set up. 

By 1978, the governments of several countries indicated their interest in ensuring CIAT’s continued existence.  They considered it important to strengthen its ties with the ILO. By 1983, the CIAT had been institutionalized as part of the ILO’s Regional Department for the Americas. 

The CIAT operated until December 1993. ILO headquarters in Geneva took the decided to close it down because of the lack of the resources of the governments in the region, which put pressure on the the ILO to increase its contribution. It had become clear that there was an overlap between the functions of the CIAT and the ILO’s regional office.

In January 1994, CIAT and PREALC (Regional Employment Program for Latin America and the Caribbean) functions were taken over by the multidisciplinary technical teams (MTTs), a new structure created at the ILO’s regional office.

B.  Regional Employment Program for Latin America and the Caribbean (PREALC)

With the specific case of the PREALC, there was an attempt to create a forum for exchanging experiences in human resources training.  Its intent was to undertake academic research in establishing a framework to assess conditions suited to the Latin American reality and to focus on the creation of statistical bases for policy development. The PREALC program was operational during the 1980s and the early 1990s. When it was closed, it too was replaced by a set of activities or projects administered by the regional offices of the ILO. 

C. Other relevant initiatives

When the PREALC program ended, the ILO kept a Latin America and Caribbean Regional Office in Lima with several regional branches in Central America, the Caribbean and the Andean region. Nevertheless, there was a weakening of horizontal cooperation and technical support for labor ministry mechanisms of the countries in the region.  As well as this decentralization, various activities were carried out that were more continental in scope; among these, the SIAL (Labor Information and Analysis System), the CINTERFOR (Inter-American Vocational Training Research and Documentation Centre, and the SISMEL (Information System on Labor Markets). 

In 2001, the XII IACML undertook the “Labor Principles and Rights” project which is  funded by the USDOL and administered by the ILO’s Americas Regional Office. This initiative created an inventory of labor administration programs and projects in OAS countries.  The project also undertook five diagnostic studies on the state of the labor administrations in Peru, Trinidad and Tobago, Nicaragua, Paraguay and Ecuador. 

In parallel with these ILO activities, the OAS also undertook various initiatives in the area, including support to the IACML and the organization of the   Inter-American Conferences of Labor Ministers. OAS activities associated with labor were carried out by the former Unit for Social Development and Education (now the Education, Science and Technology Office). Two working groups fulfill many of the functions of the IACML mandate:

1) Working Group 1 addresses the “Labor Dimensions of the Summit of the Americas Process” 

2) Working Group 2 focuses on the “Institutional Capacity Building of Ministries of Labor”.    

The OAS also carries out activities aimed at promoting horizontal cooperation in the area of labor, within the Summit of the Americas process, the Inter-American Conference of Ministers of Labor; it also provides technical support to the two working groups through the Technical Secretariat of the Unit for Social Development and Education (now the Education, Science and Technology Office). 

In addition to the OAS and the ILO, labor and labor market related issues  are also  addressed within other multilateral organizations -- the IDB (Inter-American Development Bank) has funded research in the area and runs an institute for training in human resources, primarily but not exclusively for public servants. Through the INDES (Inter-American Institute for Social Development), it provides alternatives for learning and exchange of experiences among professionals in the hemisphere. 

Moreover, to better understand the work carried out by certain international organizations in the area of labor administration, the group of experts, through the Unit for Social Development and Education, asked the ILO, the OAS and the IDB to identify and describe activities, programs and projects related to the goals pursued by the IACML for the cooperation mechanism. (Only the ILO responded to this request).  A list of initiatives undertaken in the region is attached (Appendix II).

It should be noted that projects whose main goal is to strengthen the capacity of labour ministries with a view to enabling them to have an impact on labor markets, have a long history, which involve institutions with extensive experience in the area and countries with varied institutional experiences and capacity.

An assessment of recent activities in this area points at a number of attempts to create bodies aimed at promoting greater horizontal cooperation and successful experiences. Many of these experiences appear to have been somewhat sustainable and to have been integrated at an operational level.  While they ceased to function for various reasons, there remain initiatives with similar objectives as those of the IACML that have already established procedures and that provide benefits.   It is not recommended that these be duplicated, or replaced, with a new body. 

Other initiatives were taken by institutions outside the sphere of the ILO and the OAS such as the MECOVI (Program for Improving Surveys and Measurement of Living Conditions in Latin America and the Caribbean), whose partners were the ECLAC, (Economic Commission for Latin America), the IDB and the World Bank.

Another aspect we must explore has to do with the very definition of “labor administration”. According to ILO definitions, it includes a wide range of activities going from employment services (unemployment insurance, professional training and mediation), through workplace environment inspection and law enforcement to activities of a more academic nature (such as the production, collection, dissemination and analysis of labor market indicators). In any case, the accumulation of knowledge, skills and practices in those areas will be crucial to enhancing the capabilities of labour ministries in the hemisphere. 

We are not proposing a new institutional structure of such complexity that it can cover all the possible areas of labor administration. Funding restrictions make it impossible to consider such an alternative. Moreover, as we have already said, there are existing bodies that carry out activities in those areas, and there would be no sense in duplicating them. 

For example, the CINTERFOR is a Centre with characteristics similar to those the new mechanism would have as regards professional training. Nevertheless, the institutional structure we are proposing should neither replace CINTERFOR nor compete with it; rather, it should incorporate and establish cooperative links with similar organizations and institutions in order to integrate them into the new institution, while maintaining their individuality. 

III.
IDENTIFICATION OF PENDING ISSUES OR NEEDS

We note that the institutions undertaking labor world-related initiatives promoting horizontal cooperation vary, as do their modes of operation. 

For that reason, existing needs and gaps (if any) must be very precisely identified; alternatively, already existing institutional bodies must be strengthened or restructured before realizing the express desire of the Inter-American Conference of Ministers of Labor as a political body to enhance the intervention capabilities of labour ministries in the region. 

Thus, the hemisphere’s labour ministries identified a global need to “modernize” labor administrations in order to better meet the challenges of their economies and of constantly changing labor markets. To achieve this, they agreed to study the idea of creating an entity designed to promote horizontal cooperation among labour ministries and to improve coordination among the all players in the labor field. 
The Feasibility Study’s Terms of Reference and the work of the group of experts point to three essential needs that the cooperation mechanism to be developed must meet.

1) Horizontal cooperation among labour ministries presupposes that they are familiar with the activities of their peers so that they can support each other. At the present time, such information is not systematically and reliably available. 

2) The weaker labour ministries in the hemisphere are experiencing great difficulty in studying the situation and in developing proposals allowing them to request the technical and financial assistance they need. At present, there is a void in this area as well as in support of and advice on enhancement programs that might be implemented. 

3) There is no permanent forum for coordinating and harmonizing the cooperative actions of labour ministries and major regional and international institutions in the labor field (ILO, OAS, IDB, World Bank). Thus, the TORs state that: “…. there is a need to coordinate the information and knowledge needed for horizontal cooperation programs to be effective, to situate such programs within the framework of strategies for developing viable capabilities and to undertake a study to support ongoing improvement in initiatives for building up capabilities”. 

There are indications that present mechanisms have certain limitations that prevent them from responding adequately to all three of these needs.  That is why the group of experts is convinced that preference must be given to cooperation mechanisms that meet, first and foremost, these needs. 

From the Terms of Reference, we understand that what is required is not a project that overlaps other projects or duplicates their functions, but one that strengthens the labour ministries in the region.

There are a number of past and current projects aimed at increasing the intervention capabilities of labour ministries in the region. Some of them are successful while others have laudable goals but, for various reasons (lack of resources, lack of appreciation by potential users, lack of knowledge of their existence by governments) are in the process of collapsing. Some compete with each other while others receive no attention at all.

 It is clear that what we have today on the continent as regards developing the capabilities of labor ministries is a state of decline. That being the case and based on the needs described above, it would be desirable that any new body carry out a combination of the following general functions:

1) Do a general inventory of already existing initiatives and report them;  

2) Identify overlaps and propose harmonization alternatives, thus lowering costs. This harmonization will of course require negotiations among institutions that currently have little contact with each other; 

3) Must be a common DIALOGUE and experience exchange forum for all international institutions that undertake (or might undertake) initiatives in the field of labor administration; 

4) Must identify fields or areas where there are needs (expressed by the countries) that have not been found or met;

5) In those areas, it must carry out projects and procure funding to implement them from member countries, other countries in the hemisphere, hemispheric institutions (OAS, WB, IDB, ILO) or other organizations that operate on the continent (e.g. OECD, European Commission).  

IV.
 DELIVERY SPECIFICATIONS

From the above analysis, it is obvious that one of the characteristics of the new institution must be its complementarity with already existing institutions and flexibility. We do not recommend a new bureaucratic structure that would operate in areas where others have already built up experience and sometimes are their reason for existing. For those reasons, we propose an institution with the following distinguishing characteristics:

a) Has a minimal bureaucratic structure;

b) Collects information on successful experiences;

c) Classifies and orders information using common schemes or tables that facilitate comparison and evaluation;

d) Serves as a bridge between countries requesting exchanges and entities capable of providing technical assistance, and with entities that might provide funding;

e) Links the various organizations involved in labor administration;

f) Analyzes the ability of programs to support ongoing improvement in labor administration-related initiatives. 

In this regard, a minimal bureaucratic structure is necessary for a number of reasons: 

> The question of cost is critical.  Potential collaborators or donors, whether countries or institutions, are reluctant to allocate resources to fund international bureaucratic structures.  Hence, the smaller budgetary requirements, the greater are the chances of securing sources of funding. 

> As earlier noted, labor administration deals with a wide range of areas, from occupational health and safety to labor conflict resolution. For that reason, a bureaucratic structure that has experts in all the areas involved would be a structure of enormous proportions. 

> Operationalizing the new structure would need to be supported by a small core of labor administration experts with the versatility to understand and coordinate activities relating to their field and to identify individuals and institutions able to support these activities.  Such individuals and institutions would be contracted to work on a project basis and would not be part of the institution’s staff. Thus, countries and/or institutions could allocate budgets (resources) to carry out projects and not to pay for costly structures.

A.
Alternatives and selection

Taking these general characteristics as reference and with the understanding that they should be part of all proposals, we propose two options.  Before describing them, we justify this selection by noting the criteria which we used to limit our proposal to two options.

Originally, the group of experts proposed six options: 

(A more detailed description of each may be found in Appendix III). 

1) Subregional Labor Administration Networks

2) Inter-American Labor Administration Network

3) Inter-American Labor Administration Commission

4) Inter-American Labor Administration School

5) Inter-American Labor Administration Centre

6) Inter-American Labor Administration Institute

As a factor in hierarchizing the options, we present a table containing the approval scores from a survey of Working Groups I and II conducted in May 2004.

The group of experts put the six proposals to the IACML’s Working Groups I and II for consideration to find out which they preferred. The members of the Working Groups could vote for the options that, in their view, best achieved the goals pursued by the cooperation mechanism sought by the IACML. Table 1 shows the final results of that exercise. It should be pointed out that at that time, the Centre and the Commission were presented as similar alternatives except that the Commission was conceived as part of the OAS while the Centre could be an independent organization. Thus, the scores for those two options can be added together, giving a total of 58 points for either of them.  

TABLE 1


No. de points
%

Institute 
0
0

Subregional networks
 24
14.0

School
37
21.6

Hemispheric network
52
30.4

Commission
27
15.7

Centre
31
18.1

TOTAL
171
100

We evaluated the six original proposals, hierarchized them and made a selection, eliminating the least pertinent, as follows: 

> An Inter-American Professional Labor Administration Institute (option 6), similar to the Pan American Health Organization, is not viable politically. The PAHO, a hemispheric arm of the World Health Organization, was created before the WHO and, when the latter was developed, became its branch for the Americas. Nevertheless, a labor organization for the Americas would mean a potential conflict with the structure of the ILO. It would be like proposing a new PREALC outside the framework of the ILO.   

> Despite having received some support during consultations, A School (option 4), would require considerable investment in infrastructure and staff. 

While a school could help train human resources in labor ministries through upgrading courses and increase labor administration effectiveness and efficiency, the goals of such an entity go beyond training human resources by means of courses.  Therefore ongoing training, which is a real necessity, can be undertaken within the framework of the other options. 

We also consider this alternative unviable, because of the high costs and difficulty in securing funding, and because the institutional profile of a school does not appear to be a satisfactory solution for the goals being pursued. 

> Finally, we concluded that the Inter-American Labor Administration Commission (option 5) is not viable either. In the first place, we must mention that within the OAS framework, it would not be technically possible to set up a commission with that profile since the hierarchy of that entity would only be justified under the premise that a labor commission existed within whose structure a subcommission or a working group, devoted exclusively to labor management matters, could be contained. 

Nevertheless, the management and funding alternatives for a commission with those characteristics within the framework of the OAS have serious limitations. The OAS can only support these mechanisms financially for holding a ministerial meeting every two years, as is the case with the IACML, or, with technical support, through the Unit for Social Development and Education (now the Education, Science and Technology Office), which functions as a Technical Secretariat. 

Another support alternative, from the OAS institutional framework, would be through a special multilateral fund, using voluntary contributions from countries, but that could only fund projects of up to four years duration and costing a maximum of US$150,000. Other forms of support would be training grants and an education portal. 

It is obvious that any of the possibilities for managing and funding a new commission within the framework of the OAS would be deficient, both technically and financially, considering the scale of the cooperation mechanism proposed by the IACML.

Taking the above-mentioned premises into account and given that the Subregional Pilot Networks options can be applied to any other option, two options remained: the Inter-American Labor Administration Network, and the Centre. 

Since these two initiatives are new, even considering the precedents and experience accumulated in the area, both involve risks. We must consider that countries on this continent vary greatly as to the functioning of their labor markets. Their regulatory frameworks, their macroeconomic systems, their levels of openness and their integration into world markets mean that labor market variables are very different from one country to another.

The project might be implemented in stages, with initial coverage at the subregional level during which adjustments would be made, quantifying costs more precisely so that countries can see their concrete benefits, as opposed to merely potential or theoretical benefits. Moreover, as pilot projects, these experiences with providing services at the subregional level demonstrate the viability of the project (benefits exceed costs), and the possibility of finding funding will naturally increase. 
A project that aims to provide service from the outset, at the hemispheric level, may pose a greater risk than the alternative of progressively setting up the mechanism to provide service at the continental level based on the sum of successful experiences at the subregional level. 

In conclusion, there are factors that lead us to consider the possibility of the project being supplemented initially, based on its contents and scope, with services provided at the subregional level.

V.
OPTIONS

A.
Inter-American Labor Administration Network

1. Characteristics

The Inter-American Professional Labor Administration Network would be a small structure, supported by a virtual component and containing a reference data bank to increase labor ministry capabilities, which: 

a) Receives and analyzes, on an ongoing basis, information on successful labor administration experiences (good practices) and, in the future, on projects aimed at enhancing labor administration capabilities;

b) Classifies information using common schemes or tables to facilitate comparison and evaluation;

c) Disseminates information using electronic media (web page and e-learning programs) in conjunction with other countries and international organizations;

d) Develops draft projects based on countries’ specific requests and needs (i.e., based on a standardized table, orders the needs expressed for the projects and the specifications that must be met, something similar to what are called the Terms of Reference normally used to define projects);  

e) Publicizes, through draft projects, countries’ requests for projects and facilitates liaison among possible solution providers and potential funders and the requesting country;

f) Promotes links between requesting countries and possible executing and funding entities for executing the projects;

g) Publicizes the projects processes, their execution and follow-up as well as their impact and the results achieved, that might support good practices to be included in the Network’s data bank.

Given these general characteristics, there are two primary considerations:  

> First, the Network we are proposing is not intended to replace or interfere with other already existing forms of horizontal cooperation. Thus, we recommend that there be links, at the government agency level, with existing entities and organizations that already carry out similar activities in the labor administration field. 

The case of the CINTERFOR is a good example of this. It is an already existing network active in the field of vocational training in the hemisphere (its origins go back to 1961). That being so, there would be no sense in the new network’s activities overlapping with those of that Centre. Rather, it would be logical to develop a Dialogue aimed at establishing close cooperation links with it. 

> The second consideration deals with the dissemination of “good practices”. Since the Network would generate information provided by labour ministries, the issue arises of who will determine what ‘good practices’ are.  It may be appropriate for the Network staff, in collaboration with its partners (ILO, ECLAC, IDB), to participate in this selection. 

We must understand that this is a sensitive point since governments are not the appropriate bodies for determining the success of their own experiences. The Network cannot be seen as a promotion forum, but as a body that with rigorous technical criteria, establishes a databank that in qualitative terms should inspire confidence and avoid polemics. 

Moreover, “good practices” may have intrinsic elements and other data arising from the context in which they were applied. Thus, blindly transferring experiences into a different context with no adjustment whatsoever can be a shortcut to disaster. The Network’s staff and possible collaborators must, in addition to classifying each successful experience as a “good practice”, provide elements that help it fit into particular contexts.  

2. Information dissemination

Basically, information will be disseminated through an Internet site supplemented, as far as resources allow, by seminars and workshops, which do not need to be designed and much less implemented by the mechanism itself. 

3. Organizational considerations

a) General Assembly

The highest body would be political in nature, where the way the Network is operated would be determined. There are various regional networks with characteristics similar to those of the Network which, after functioning briefly, got derailed; while some of them still exist, they are not making any significant contributions. Their upkeep by the countries is sporadic and their operation precarious. That being so, it would be precisely this political body that would realize the genuine desire of countries to effectively implement a body that would strengthen the bonds of horizontal cooperation among the countries in the region. 

To express this political desire, the General Assembly should be the IACML itself, through the hemisphere’s ministers of labor or, failing that, high-level representatives named by those ministers. 

b) Board of Directors

At a more executive level, the Network would be administered by a Board of Directors composed of the IACML troika and representatives of international organizations that agree to participate and to help fund the Network: ILO, OAS, ECLAC, IDB, World Bank, and representatives of workers and employers present in the IACML, COSATE and CEATAL. 

c) Executive Director and Staff

The Network would have an Executive Director (elected by the Board of Directors). It would be operated as an IACML entity, if possible, through its Technical Secretariat or from one of the working groups. With this proviso, there are many possibilities for locating network staff, which could be within the OAS or another international organization with wide experience in the area. Thus, the natural candidate would be the ILO. Another possibility would be one of the troika countries or countries that lead and/or collaborate with the working groups. 

In any case, this option is built around the assumption that some organization or country would contribute, in kind, physical space and the infrastructure needed to house the staff required to administer the Network. 

Minimum staff requirements would be: 

An executive director

Two labor administration specialists

Two web site specialists

One administrative / financial assistant

4. Resources

Based on the express political wish of the IACML General Assembly, resources might come from regional (OAS, IDB, ECLAC) or international (ILO, World Bank, UNESCO, UNDP) organizations or from countries in the hemisphere, or some combination of these.  

Particular projects could receive support from those same bodies or from non-hemispheric regional organizations (such as the OECD or the European Commission), or countries that routinely fund projects of this kind (USA, Canada, Spain, Japan). 

5. Network costs

Staff


Function
Annual Cost

 (Salaries + 20% benefits)

(USD)

1
Executive Director                            
150,000

2
Labor administration specialists
180,000

2
Web site specialists
156,000

1
Administrative assistant
45,000



531,000

Other


Administrative costs associated with network operation
100,000



100,00


TOTAL (per year)
631,000


Commitment for 5 years
3,155,000

6. Risks of Network and administration

The experiences discussed briefly in Section II can be used as parameters for forecasting the risks of a project such as the one under consideration. The following are possible scenarios for a project such as this one.

> In the first place, all those involved in an initiative of this kind should be aware that it might be seen as an attempt to displace already existing institutions. In fact, organizations such as, for example, the ILO, have considerable experience in labor matters, specialized personnel and political backing. A new institution or organizations must never be seen as something that will displace or compete with them. Such a scenario must be avoided. The new institution must be conceived as an initiative designed to fill specific needs, with comparative advantages over other institutions, in certain well-defined areas, and must to try to concentrate now dispersed efforts to increase the efficiency and effectiveness of the actions carried out in the area.  

> The second risk has to do with the sustainability of the initiative. There are many labor market-related projects being carried out in the region. Real problems are identified and actions are proposed to solve them. In many cases, the actions remain intentions (particularly when there is a lack of funding), or are implemented and end up not being sustained, often because of a lack of funds or because they arouse little interest from government. That is a potential risk for the mechanism we are concerned with. 

To minimize these risks, we suggest two actions:

> The first one has already been mentioned and concerns the need, during discussions held to implement the project, to work closely with other international organizations active in the field of labor (ILO, IDB, ECLAC). We must get suggestions and criticisms from them and use those considered pertinent. It must be made clear at all times that the goal of the IACML initiative is not to compete with them but to work with them.

> It is harder to manage the risk of the project dying before its time. One way of reducing this risk is to begin with a pilot project. In the beginning, it would be funded with a predetermined horizon. If after 5 years (a realistic timeframe for a pilot project), the new initiative has shown signs of success and received the interest of countries, seeking resources from international organizations and other donors would be justified. 

B.
  Inter-American Labor Administration Centre

1.   Characteristics

The Centre would be a forum where successful experiences would also be available (as would be the case with a Network), so that countries with needs in specific areas could find parameters to guide the design of their public policies. In addition, it could organize and conduct seminars, workshops and technical support visits directly, subject to the availability of funding.  

A Labor Administration Centre would have a broader mandate than the Network. It could administer a network, but would also promote horizontal cooperation by developing projects and looking for funding to carry out directly activities that increase the capacity of labor ministries in the region, such as:

a) Helping countries identify sources of resources and technical assistance; 

b) At the request of countries, it could provide technical assistance through its own staff, outside consultants or retired senior professionals to study, identify and assess the need for programs to enhance ministry of labor capabilities and to assess the results of the programs; 

c) Training and developing labor administration professionals through intercountry exchange programs, particularly young employees, through courses, workshops and seminars, whether on or off-site;

d) Developing and conducting its own seminars and workshops.

2.   Information dissemination

To the extent that we are considering that the Centre could administer a Network, the viable means for disseminating information would be through the Internet. We already mentioned that point when we looked at the Network option and thus we will not discuss it again here.   

However, as in the case of the Centre, its activities go beyond being a forum for identifying, cataloguing and promoting good practices. Other means of doing this should be considered. In this case, we should not estimate costs because the promotion of these other activities would be undertaken on a project-by-project basis and they should obtain their own funding. These activities could include promoting the results of each project developed, executed and/or evaluated. With the means available through the Internet, marginal costs would be reasonably low. 

3.   Organizational considerations

a) General Assembly and Board of Directors

The Centre’s management would be made up of an Assembly and a Board of Directors, with the same composition as that described for the Network.

b) Executive Director and staff

The Centre would have an Executive Director (elected by the Board of Directors). It would work with a team of five labor administration specialists and two information, training and documentation specialists. A large part of the additional activities (for example, studies required by certain countries on labor administration matters) could be subcontracted as demands arise that exceed staff capabilities. Thus, specialists who are part of the permanent staff should have the sufficient knowledge in the labor administration field to be able to identify human resources in the region (at research Centres, universities, labour ministries and international organizations), order working documents and incorporate them into larger projects, and look for resources by “selling” projects. That is, the hard core of the Centre would include only a few labor administration experts and the rest would be outside consultants contracted as the need arises (existence of projects and resources). 

Any other alternative that considers a wide range of professionals capable of carrying out all the activities described is politically, technically and financially unviable, since it would require funds to finance a permanent bureaucratic structure and countries resist that possibility. That being so, the possibility of a Centre as a smaller or larger bureaucratic structure should be rejected. 

4.    Centre costs

Staff


Function
Annual Cost

 (Salaries + 20% benefits)

(USD)

1
Executive director                            
150,000

5
Labor administration specialists
450,000

2
Information, training and documentation specialists
156,000

2
Website specialists
156,000

2
Administrative assistants
90,000



1,002,000

Other


Facilities leasing
120,000


Installation, staff travel, communications and miscellaneous costs 
400,000


Events, colloquiums, seminars, consulting contracts and activities associated with the increase with ministry of labor capabilities 

(after the third year, this figure will be 900,000 USD because of the foreseeable growth in actions aimed at maintaining and enhancing capabilities, particularly the number of stays)
600,000


First 2 years (per year)
1,120,000


Last 3 years (per year)
1,420,000






TOTAL per year,  first 2 years (Staff + Other) 
2,122,000


TOTAL per year, last 3 years (Staff + Other)
2,422,000






TOTAL (first 2 years)
4,244,000


TOTAL (last 3 years)
7,266,000




Commitment for 5 years
11,510,000

5.    Risks of Centre and administration

> The main risk of the Centre arises from the definition of its mandate.  As earlier stated, it could be seen as a new structure that competes with already existing bodies, therefore it might not get sufficient political support.

> Nevertheless, as in the case with the Network, we are minimizing this risk by opting for mechanisms with a multilateral and multi-institutional character that is thus not identified with a single organization or country. Thus, it will not be seen as being competitive in intent.

> We must point out, however, that one possible benefit of the Centre would be the very fact that it introduces competition. We will not dwell on this point since the costs of monopolies (or the benefits of competition) are well known, both in the goods market and in the supplying of services by organizations whose objective function is not to maximize profits (as would be the case with the Centre we are considering or other organizations working in this area).

> It must also be considered that organizations that work in related fields may be competitive/complementary. For example, a government might require a study of certain activities carried out in the labor administration field and, based on this study, develop a cooperation project. It is hard for the same organization that carries out the study to propose actions to correct certain weaknesses while at the same time executing them, given the great technical requirements, but it is possible. That being so, organizations that work in very similar fields might be linked by bonds of competition/complimentarity, introducing positive synergies to the labor administration field. 

> In any case, we must recognize that, despite the potential benefits of competition/complementarity with other organizations, the fact that it will not occupy a new niche in all cases and will not always avoid competition could pose a hard-to-manage risk, which should be avoided. 

> In the case of the Centre, its consolidation as a forum of excellence for disseminating good practices, training human resources and developing and executing projects in the labor administration field will depend on the success of initiatives taken within the Centre itself. The challenge is great, as is the risk. In reality, everything will depend on the Centre reaching a stage that we can define as a “take-off” stage where a virtuous circle will begin. If this alternative is seen as a forum of excellence where labor ministers will find an appropriate place for carrying out studies, developing high-quality projects and then getting funding from international organizations or potential donors, requests for Centre services and its ability to find funding will increase as a result.

VI.
CONCLUSIONS AND RECOMMENDATIONS 

A.
Background

1) The antecedents of this Feasibility Study on an Inter-American Cooperation Mechanism for Professional Labor Administration were: the Third Summit of the Americas (Quebec, Canada – April 2001) and follow-up on the mandate of that Summit through the Action Plan adopted at the XII IACML (Ottawa, Canada – October 2001), which passed the following resolution: Enhance the capability of labour ministries to develop and implement labor market policies, create a process for improving collaboration and coordination among key international institutions and develop new mechanisms to increase the effectiveness of projects and other technical assistance initiatives. The aim of all this is to build up the capabilities of labour ministries, particularly in countries with small economies.

2) The Salvador Declaration of the XIII IACML (Salvador, Bahía, Brazil – September 2003) in which the proposal to undertake this Feasibility Study was approved.

3) Finally, certain concerns expressed in the Nuevo León Declaration of the Extraordinary Summit of Heads of State and Government of the Americas, (Monterrey, Nuevo León, Mexico – January 2004) pointing to the need to modernize the State as an element of governance by promoting the use of new information and communication technologies, better access to services, recognition of the importance of micro, small and medium businesses as a fundamental component of economic growth and job creation and the need to facilitate their integration into the formal sector through appropriate policies and programs, and the need to strengthen social security systems.

B.
Viability criteria 

1) Certain criteria were defined as critical: political acceptance of the mechanism, good reception by regional and international organizations that might provide funding, ability to carry out the functions described by the IACML, particularly those benefiting smaller economies, avoiding duplication of the functions of other existing institutions, financial viability and the ability to subsist and become stronger in a sustainable manner over the long term.

2) As a necessary exercise, other past and current experiences relating to labor policies and relationships among the continent’s labor ministries were studied.

3) The CIAT (Inter-American Labor Administration Centre), the CLAC (Caribbean Labour Administration Centre), the PREALC (Regional Employment Program for Latin America and the Caribbean, the CINTERFOR (Inter-American Vocational Training Research and Documentation Centre), the SISMEL (Information System on Labor Markets) and the Organization of American States’ (OAS’s) Unit for Social Development and Education’s (now the Education, Science and Technology Office) Working Groups I and II were studied. In addition, the case of the MECOVI (Program for Surveying and Measuring Improvement in Living Conditions in Latin America and the Caribbean) was considered.

C.
Identification of pending issues or needs 

1) These needs were identified by hemisphere ministers of labor themselves, indicating a general need to modernize labor administrations through: Horizontal cooperation among them, support for weaker ministries in the hemisphere with the aim of helping them conduct studies and make proposals that will allow them to address limitations, formulating their requests for needed technical and financial assistance properly, with proper justification, and processes to help support and provide advice so that improvement programs can be implemented, all through a permanent action coordination and harmonization forum.

2) To achieve this, the group of experts concluded that the new mechanism must satisfy the following needs: Make a general inventory of existing initiatives aimed at improving labor administration and make them available to all; undertake technical work to identify similarities, overlaps and differences so as to be able to propose alternatives that might be adapted to meet the needs of each ministry requesting them; establish a common forum for Dialogue and experience exchange; identify and record needs expressed by countries and finally, facilitate the carrying out and funding of projects to meet the needs of the ministries.

D. Specifications

1) In response to the project’s needs and requirements, we recommend a set of features that the new mechanism should have: a minimal structure, the ability to receive, store, classify and process information and make it available to all, and the ability to act liaison among countries, ministries and entities that might provide technical assistance and funding, making use of the various bodies that exist in the labor administration field.

2) Six possible mechanisms were studied and finally, after consulting with both Working Groups I and II of the OAS’s Unit for Social Development and Education and various officials from the OAS, the ILO, the IDB, the USDOL and other organizations, the group of experts selected two options that they deemed viable:  

a)  An Inter-American Labor Administration Network and,

b)  An Inter-American Labor Administration Centre.

E. Options

1) In our opinion, the two options deemed to be viable can satisfy the requirements set forth in the Terms of Reference by the IACML for the mechanism to be proposed and be studied with a view to their eventual approval and implementation.

2) The Network option would have two substantive functions: 
> Being an information administrator that, on an ongoing basis, receives, analyzes and classifies data relating to successful experiences or good practices in the labor administration field; processing it to order it into common schemes or tables that make it easier to compare and evaluate different experiences. This information, processed by electronic means, is a substantive element of liaison and cooperation among countries, and between them and the international organizations involved in labor administration with the goal of connecting these experiences as possible “supply” elements to satisfy the “needs” of the ministries, thus becoming a permanent forum in the service of IACML for coordinating their modernization efforts. 

> And, secondly, generating draft projects to meet the requested service needs and managing their development as projects, including promoting their implementation, always using technical and financial resources from third parties charged with and responsible for carrying them out.

3) Taking some of the TORs into consideration for the Feasibility study, we must say that a “totally virtual” mechanism, without a minimum team to operate it, with the necessary “leading-edge” techniques in electronic communications capable of processing specialized information in the labor field to improve coordination of labor ministries, is not viable. 

4) The Centre would have its own structure with the ability not only to process information and make it available to all, but also to undertake projects on its own initiative such as, for example, studying problems, developing programs to meet specific needs, directly managing funding and training and developing labor administration professionals through intercountry exchange programs and by designing and operating its own programs, courses, workshops and seminars, whether on or off-site. 

5) In the text of the study, comparative costs for both solutions are given, along with their structural features, resource requirements and organization and operational forms.

The risks that must be overcome in both mechanisms, such as avoiding unnecessary competition with already existing organizations and avoiding their failure because of a lack of bases for their sustainability in the medium and, particularly, long terms are also described. 

A comparison of both solutions – a Network and a Centre – is presented in the table appearing at the end of this section. 

6) In any case, we strongly recommend the need for these two mechanisms to have a clearly multilateral and multi-institutional character with representatives of the troika chaired by the IACML and representatives of the organizations involved, mainly the OAS and the ILO, in addition to representatives of other institutions such as the ECLAC, the IDB, the World Bank and possibly other technical and financial institutions outside the hemisphere being included on the Board of Directors. Likewise, there should be workers and employers present, through the participation of COSATE and CEATAL. All this would ensure equity and the effectiveness needed to resolve this considerable demand for effective support, for enhancing the capabilities of labor ministries in the hemisphere, supporting and benefiting them all, particularly those of the smaller economies.


Network
Centre

Mission and Functions
· Receives and analyzes information on successful labour management experiences (good practices) on an ongoing basis and, in the future, on projects for enhancing labour administration capacity. 

· Classifies the information under common schemes or tables that facilitate comparison and evaluation.

· Disseminates information through electronic media (web page and e-learning programs) in cooperation with other countries and international organizations.

· Develops draft projects based on specific requests and needs of countries 

· Publicizes, through the draft projects, the requests for projects made by countries and facilitates a liaison between possible solution providers, potential fund providers, and the requesting countries

· Facilitates the liaison between requesting countries and possible executing entities and with funding organizations for executing the projects

· Publicizes the project process, execution, and follow-up, as well as the impact and the results achieved, as an example of good practices to be included in the Network’s data bank.
· It could administer a mechanism with functions similar to those described for the Network option, and also: 

· Help countries identify sources of resources and technical assistance 

· At the request of countries, it could provide technical assistance through its own staff, external consultants, or retired senior professionals to study, identify, and assess the need for programs to enhance ministry of labour capacity and to assess the results of the programs implemented

· Train and develop labour administration professionals through inter-country exchange programs, particularly young employees, through courses, workshops, and seminars, whether on or off-site

· Develop and conduct its own seminars and workshops



Location
· A host country

· An international host organization’s office 


· A host country

· An international host organization’s office 

· An independent headquarters

Government
· Assembly (IACML);

· Board of Directors (Troika, international organizations involved in labour administration and technical and financial assistance for related projects in this field, and representatives of IACML, COSATE, and CEATAL workers and employers)

Staff
· An Executive Director                            

· Two labour administration specialists

· Two web site specialists

· An administrative assistant


· An Executive Director                            

· Five labour administration specialists

· Two information, training, and documentation specialists 

· Two web site specialists

· Two Administrative assistants



Budget for complete structure

(5 years)
· 3,155,000
· 11,510,000

APPENDICES

APPENDIX I

EXPERTS’ BIOGRAPHIES

· Bernardo Ardavín, Mexican, civil engineer and MBA. Following a long business career, among other things as the founder and president of a company specializing in industrial building design and construction, Ardavín was the President of Mexico’s main business association (COPARMEX) and President of FUNDES México, a foundation that supports small and medium business development. He is currently the manager of ESEM, Estrategia Empresarial, S. C., a consulting company that works for the public and private sectors in Mexico, and for some international organizations. In this study, Ardavín was assisted by Elfid Torres (MA in Development Studies), a professional researcher who has worked on development issues for the past 8 years, mainly in the private sector and for international organizations.

· Roger Lecourt is a Canadian labor and industrial relations specialist. He was Deputy Ministry of Labor for the Province of Quebec and has wide experience in labor and employment administration, and a strong background in skills development, labor standards, mediation processes and adjudication and DIALOGUE among social players. He is currently Senior Technical Advisor for a labor cooperation project in Morocco.

· Carlos Alberto Ramos is a Professor of Economics at the University of Brasilia and is a specialist in labor and wage policies. He has published numerous studies and articles on labor markets, wage policies, public employment services and minimum wages. He regularly advises the Brazilian Ministry of Labor and various international organizations.

APPENDIX II

CURRENT ACTIVITIES FOR CAPACITY STRENGTHENING OF LABOR MINISTRIES

Processes for the Inter-American Cooperation Mechanism for Professional Labor Administration as set forth in the TORs
Multilateral organizations already carrying out the processes


ILO
OAS
IDB

For Modernizing Labor Administration:




· Developing and strengthening of a  cadre of trained career professionals at the operational level (including inspection) 
1



· Policy analysis and administrative levels, and within the mandate of labor ministries at the level of labor adjudication 
2



· Classifying and disseminating information on good practices 
3



· Incorporating modern information technologies to strengthen efficiency in operations and quality of policy analysis 
4



· Modernizing labor ministries as service providers: developing human capital; promoting employment growth; and facilitating the efficient operation of labor markets 
5



· Increasing the effectiveness of strategies 
6



· Implementing management systems to ensure accountability and continuous improvement 
7



For Improving Collaboration and Cooperation




· Providing a single window through which information on available resources and best practices can be accessed, based on the classification of best practices in specific areas of cooperation 
8



· Identifying and registering cooperation projects undertaken in the region among countries and groups of countries 
9



· Matching needs with horizontal cooperation resources including experienced professionals and experts 
10
*
*

· Supporting the development by national governments of comprehensive capacity strengthening programs drawing upon horizontal cooperation and the assistance of relevant international organizations 
11



· Identifying institutional sources of financing to extend existing cooperation projects to other countries and groups of countries 
12
*
*

· Researching, analyzing and disseminating information on successful approaches achieving sustainable results 
13



· Identifying unmet needs 
14



· Providing a training ground for young labor professionals 
15



* Although no response was received from the OAS and the IDB, the group of experts indicated the activities they know the two organizations carry out, including in an indirect manner.  

1. A large part of the activities focuses on senior and managerial personnel.

1.1. IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION

1.2. SRO ANDEAN COUNTRIES

1.3. SRO CARIBBEAN COUNTRIES

1.4. IACML PROJECT (RLA/02/55M/USA)

1.5. PROJECT RLA/03/M09/SPA (for Bolivia, Ecuador and Peru)

2. Normally begins based on full or partial studies, with their own methodology, with conclusions and recommendations

2.1. IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION

2.2. SRO OTHER ANDEAN COUNTRIES

2.3. IACML PROJECT (RLA/02/55M/USA)

3. In publications, manuals and web pages

3.1. IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION

3.2. IACML PROJECT (RLA/02/55M/USA) 

3.3. PROJECT RLA/04-05M/SPA (MATAC-Central America)

4. Included in cooperation project goals and activities (was widely used in MATAC)

4.1. PROJECT RLA/03/M09/SPA (for Bolivia, Ecuador and Peru)

5. Normally begins with recommendations of full or partial studies IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION

5.1. PROJECT RLA/03/M09/SPA (for Bolivia, Ecuador and Peru)

6. As regards ministerial reforms, begins with the formulation of post-study action plans and implements with direct assistance and cooperation projects.

6.1. PROJECT RLA/03/M09/SPA (for Bolivia, Ecuador and Peru)

7. Begins with the formulation of post-study action plans and implements with direct assistance and cooperation projects 

7.1. PROJECT RLA/03/M09/SPA (for Bolivia, Ecuador and Peru)

8. As goal and project activity

8.1. IACML PROJECT (RLA/02/55M/USA)

9. As goal and project activity

9.1. IACML PROJECT (RLA/02/55M/USA) 

10. Because of the nature of this activity, the ILO only intervenes by formulating proposals and, if applicable, assisting with coordination.

10.1. RO  AND SRO IN THE AMERICAS

11. Included in post-diagnostic action plans

11.1. IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION 

11.2. REGIONAL OFFICE

11.3. SUB-REGIONAL OFFICES

12. Ongoing work through donor contacts

12.1. IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION 

12.2. REGIONAL OFFICE

13. Evaluations, Studies, Publications, Seminars

13.1. IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION

14. Ongoing work through studies, research, exploration, consultations and requests

14.1. RO AND SRO IN THE AMERICAS

14.2. IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION

14.3. IACML PROJECT (RLA/02/55M/USA)

15. The ILO has prepared (and is preparing) methods, guides and manuals that can be used in training activities

IFP / SOCIAL DIALOGUEUE, LEGISLATION AND LABOR ADMINISTRATION

APPENDIX III

DESCRIPTION OF THE SIX INITIAL OPTIONS 

This section describes the six general preliminary options for a cooperation mechanism that was presented to Working Groups I and II. Prior to analyzing the strength and weaknesses of these options in detail, a first opinion was received from the IACML Working Groups as to their appropriateness as a base for subsequent work. Since the options are not mutually exclusive, combinations of the options were possible for the Feasibility Study. 

In developing these options, the following points were taken into consideration:

· Eventually, the mechanism could become part of the OAS’s system of specialized entities.

· The functions of the mechanism should match, partially or totally, those described in the TORs. 

· The mechanism should promote and support horizontal cooperation initiatives and be based on expanding the subregional networks of cooperating countries.

· The mechanism should be launched in its experimental pilot phase over a reasonable time that is sufficient to implement and assess it. We believe that 5 years – and not less than 3 years – would be prudent. 

· Ideally, the mechanism should be funded by the IACML countries and by regional and international organizations. Since we cannot predict the level of regional or international participation, it should be designed in such a way that it can start with contributions from IACML countries and the OAS. 
Option 1: Subregional Professional Labor Administration Pilot Projects

This option is based on voluntary participation by the countries in a subregion in horizontal pilot projects. These countries often have close relationships among themselves because of their historical backgrounds, common institutions and similar needs. The group of associated countries would be responsible for designing, funding and administering each project, including when part of the funding comes from outside sources. The IACML would act as link among the pilot projects, mainly to facilitate the dissemination and exchange of information through a virtual forum on the internet, workshops and other means. Resources for liaison tasks would be very limited and no formal management structure other than the present Working Group on capacity enhancement would be necessary. Since the IACML has no formal structure that could carry out this activity directly, countries would assign subregional administrators. These would rotate and would be funded by the regular budgets of the labour ministries involved. The subregional administrators would be coordinated by the Chair of Working Group II. Another alternative would be to rotate coordination duties.      

Option 2: Inter-American Professional Labor Administration Network

This option is also based on voluntary horizontal cooperation to enhance the capabilities of labour ministries. It differs from the preceding option in that members could come from distant countries. The factor linking these countries factor would be their interest in sharing and transferring knowledge and experiences in one or more areas of labor administration. Since the links among potential members are less close than in the first option, the IACML would have a greater role, acting as a collection Centre to promote associations and to evaluate and publicize positive results. Few resources would be needed and Working Group II would be responsible for liaison and management functions as in Option 1.       

Option 3: Inter-American Professional Labor Administration Commission

This option would consist of a formal mechanism that would report to the IACML and that would enhance hemispheric coordination and cooperation in improving capabilities. This Commission, inspired by recent initiatives such as the Culture and Education Commissions and made up of representatives from IACML countries, would expand the functions of Working Group II, and would thus be divided. The UDSE would provide an enlarged secretariat funded by the OAS’s regular fund and would be responsible for promoting and facilitating coordination and cooperation as described in the TORs. 

Option 4: Inter-American Professional Labor Administration School

This option assumes that the training of labor officials in the hemisphere is considered a priority. The school would invest most of its efforts in training activities similar to those of the ILO’s International Training Centre in Torino, Italy, or regional Centres such as ARLAC or CRADAT for French and English-speaking African countries. It must be clear that the school would emphasize distance learning supported by communication technologies. Subregional seminars and workshops would be more accessible and costs would be lower. Agreements could be made with existing institutions (INDES/IDB, universities…) to use their facilities. The school would be managed by an independent board on which IACML countries and regional and international organizations would be represented.

Option 5: Inter-American Professional Labor Administration Network

This option would involve the creation of an autonomous entity within the OAS system. The Centre would play the role and carry out the functions defined in the TORs. It would be run by a Board of Directors made of representatives of IACML countries and regional and international organizations (ILO, IDB…). Its operational activities would be managed by an Executive Director and a small staff of experienced people (8-12) expert in labor administration. Most of these people would be officials from labour ministries or other institutions that would follow up on the Centre for 2 or 3 years, based in the subregions of the hemisphere. The Centre would be funded by voluntary contributions from the member states and other regional or international public or private donors. The recently-created Americas Centre for Judicial Studies, whose goals are to improve the information available on the judicial system in the Americas, enhance regional cooperation and undertake studies on judicial reform, inspired this option, although its organization is more centralized that that we foresee for its labor counterpart. 

Option 6: Inter-American Professional Labor Administration Institute

This institute would be a specialized organization within the OAS system, as are the Pan American Health Organization and five other initiatives and commissions. Although its role and organizational characteristics are similar to those of the Centre described in the previous option, it would not be a very feasible option since a multilateral treaty would be required. No entity of this kind has been established since 1942.  
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