Annex B
APEC Secretariat Project Management Unit
Background
Since APEC began projects in 1993, projects numbers have increased from 33 per year to around 120 in 2006.  Over the same period, the funds APEC committed to projects increased from just under $1 million to almost $8 million per year.  Around 1200 projects have been undertaken during this period with 251 projects currently active at a value of $18.5 million of APEC funds (i.e. not including self-funded amounts).  This will increase following recent new contributions from several member economies.  

Project management is spread across all Program Directors and all Support Staff.  The diverse spread of project management within the Secretariat has made it difficult to provide an effective service to project overseers who are themselves often very inexperienced at project management and capacity building. 

Improving project management in APEC
The significant growth in APEC’s project activity, and the Secretariat’s pivotal role in project management, require us to have in place a highly effective and transparent management system throughout the project cycle, including conception and design, implementation, and  final evaluation.

To effectively build project management skills and experience within the Secretariat it would be beneficial to establish a project management unit.  The Project Management Unit would create a professionalized approach to projects within the Secretariat and will help build capacity in project management within the Secretariat and wider APEC community. 
The Project Management Unit would commence as a small specialized unit with the goal of improving APEC projects, building skills among APEC members and APEC Secretariat staff, and improving existing processes through a more centralized approach, including travel processes.  The Unit will be a new unit focused on specialized advice and guidance to APEC Secretariat staff, project overseers, and members, whilst the main day-to-day functions of drafting contracts, travel undertakings and liaison with project overseers and Fora will remain with the Program Assistants (PAs) and Directors (PDs).  

Within the APEC Secretariat structure, the Project Management Unit will work closely with the Finance Unit and the Chief Operating Officer.  It will provide the main link between Program Directors, Assistants and the Executive Office, and the Budget Management Committee (BMC) regarding project matters.
Project Management Unit

This specialist team will provide broad oversight of APEC projects from conception to completion.  The unit will provide guidance to Program Directors in advising project proponents in the development and implementation stages of their projects, and evaluate the outcomes of APEC projects.  The APEC Secretariat Project cycle, including the new Project Management Unit is at Annex A.
Tasks

1. Develop strategic and improved project processes in APEC, including investigating and overseeing a change to a programmatic approach to projects.

2. Provide guidance to PDs and POs in the development stage of projects to help POs develop good project proposals.

3. Manage the Secretariat Project Assessment Panel, including assessing projects and and providing recommendations about funding to the BMC.

4. Provide guidance to PDs in the implementation phases of the project, including approving change requests, and assist POs develop Implementation Plans.

5. Provide guidance to PDs and PAs on the development of contracts.  Approve contracts prior to signing (for contracts less than $100,000) or submission to COO for signing (for contracts above $100,000). 

6. Provide guidance to PDs, POs and members regarding the quality assessment, monitoring and evaluation of projects

7. Undertake training programs of PDs and members to build skills in project management and capacity building.

8.  Research latest trends in project management, including travel processes to ensure increasingly professional and effective approaches to APEC activities.

9. Update and provide advice to the BMC, APEC Committees and SOM regarding projects.  (Travel to meetings as required for training, monitoring and advice).
10. Manage and provide guidance to PDs and members on the use of the Project Database and 
11. Maintain, update and improve the Project Guidebook, and its Attachments and the Project Manual.

Unit members
Managed by the Project Management Unit Coordinator (DT) 
Assisted by two to three specialist Program Directors on a part-time basis (HT, TH, ML, Finance).  

Assisted by one support on a full-time basis (LP) and one to  two support staff (BMC PA Finance) on a part-time basis, who would be given the opportunity to strengthen their current skills and become project specialists.  

Project Management Unit Structure


	Project Management Unit Coordinator (DT)

	HT/TH Program Director (Projects, TILF, CTI); GW Program Directors (Finance); & ML & DT (Projects, ASF OA, SCE)

	Program Assistants LP (Projects) BEC (BMC PA), JL (Finance)


ANNEX A
APEC Project Lifecycle

Step 1: Project Development


The life cycle of an APEC project (outline below) begins with a project proponent in a Member Economy developing a project proposal.  The project proponent (PO) submits the draft project to the PD.  The PD (or the PO) discusses with the Project Management Unit (PAU) who provides advice on developing the project.  

Step 2: Project application and approval


With the support of the Member Economy, the project proponent puts forward the detailed project proposal (including a proposed budget) to the relevant APEC fora for consideration, assessment, and ranking.  (All projects need to be assessed using the Quality Assessment Framework).  


The Project proponent submits the proposal to the PD for submission to the PAU for assessment and checking that the project meets the guidelines, particularly in relation to the cost estimates.  The PAU convenes the Secretariat Project Assessment Panel (SPAP) to undertake a formal assessment.

Final project proposals are then submitted to the BMC by the Secretariat. The PAU prepares a paper on the outcomes of the SPAP assessment for BMC consideration.  The BMC examines and approves projects. 

Step 3 Project Implementation


Once funding has been approved the project overseer (PO) will implement the project.  The PD/PA will remain in contact with the PO as the project is being implemented and provide assist relating to the budgetary control of APEC funded projects and administer the disbursement of APEC funds.  The PAU will provide assistance to POs to develop an implementation plan, if needed.  
Preparation of Contracts: The PD will liaise with the PO regarding the contract, in consultation with the PAU as required. The draft contract will be drawn up by the PAs and once finalized, submitted to the PAU for final checking and signature (contracts less than $100,000) or submit to the COO for signing (for contracts above $100,000). 


 Monitoring and Evaluating the project:  The PAU will identify projects for monitoring during their lifespan and assist Fora to implement the Monitoring assessment.  Following completion of the project, all Fora are required to complete an Evaluation and submit it to the PAU.  The PAU will prepare a report for the BMC on the project evaluations. 

APEC Project life cycle and the new Project Management Unit
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Project Proponents develop project proposals. Projects assessed and ranked by APEC Fora.





Project completed and outcomes evaluated.  Lessons learned.





Progress assessed and needs identified through Senior officials meetings and  APEC Leaders and Ministerial meetings





Proposals  seeking APEC Funding submitted to the Secretariat to ensure projects meet the guidelines and are of a high quality.





Projects submitted to BMC for approval. 





Approved project overseers prepare an implementation plan and proceed to implement and monitor project.  
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