
 

      

 

 

June 2016 

This publication was produced by Nathan Associates Inc. for review by the United States Agency 
for International Development.  

APEC SECRETARIAT PROCESS 
MAPPING REPORT 

FORA AND PROJECT PROCESS ASSESSMENT AND 
RECOMMENDATIONS 





 

      

 

DISCLAIMER 

This document is made possible by the support of the American people through the United States 
Agency for International Development (USAID). Its contents are the sole responsibility of the 
author or authors and do not necessarily reflect the views of USAID or the United States 
government. 

APEC SECRETARIAT PROCESS 
MAPPING REPORT 

FORA AND PROJECT PROCESS ASSESSMENT AND 
RECOMMENDATIONS 

 

 



 

       

 

TABLE OF CONTENTS 
Table of Contents ................................................................................................................................ ii 

Acronyms ............................................................................................................................................ iii 

Executive Summary ............................................................................................................................ 1 

Introduction ......................................................................................................................................... 2 

Study Methodology and Approach ..................................................................................................... 5 

Study Findings ...................................................................................................................................... 7 

Recommendations ............................................................................................................................. 21 

Conclusion and Next Steps ............................................................................................................... 26 

Appendix: Meeting Schedule ............................................................................................................ 27 

  



 

 

iii 

 

ACRONYMS 
APEC  Asia-Pacific Economic Cooperation 

ACS  APEC Collaboration System 

BMC  Budget and Management Committee 

CN  Concept Note 

CPAU  Communications and Public Affairs Unit 

CR  Completion Report 

CTI  Committee on Trade and Investment 

CV  Curriculum Vitae 

ED  Executive Director 

EO  Executive OFfice 

FOTC  Friends of the Chair 

IT  Information Technology 

MDDB  Meeting Document Database 

MR  Monitoring Report 

PD  Program Director 

PDB  Project Database 

PDM  Principle Decision Maker 

PE  Program Executive 

PMU  Project Management Unit 

PO  Project Overseer 

PSU  Policy Support Unit 

QAF  Quality Assessment Framework 

RFP  Request for Proposal 

SCE  Steering Committee on Economic and Technical Cooperation 

SFOM  Senior Finance Officials Meeting 

SOW  Scope of Work 

TOR  Terms of Reference 

US-ATAARI  US-APEC Technical Assistance to Advance Regional Integration 

USAID  United States Agency for International Development 





 

       

 

EXECUTIVE SUMMARY 
The Asia-Pacific Economic Cooperation (APEC) is a regional economic forum, comprised of 21 member 
economies, that aims to increase prosperity for the people of the region by promoting growth and 
accelerating regional economic integration. Each year, APEC Economic Leaders identify regional policy 
objectives. Then APEC working groups undertake a variety of either APEC-funded or self-funded projects in 
an effort to progress those policy objectives to ultimately impact change throughout the region. 

The APEC Secretariat, based in Singapore, delivers professional services to APEC members by providing 
coordination and advisory support to APEC fora and APEC projects. The Secretariat receives funding for its 
operations from the 21 APEC members. In its support of the APEC process, the APEC Secretariat regularly 
reviews its internal processes and procedures in order to improve the services provided and support the 
achievement of APEC’s broader policy goals. The Secretariat’s operational agenda is guided by its annual 
Operational Plan and its medium-term Strategic Plan. The scope of APEC’s technical work continues to 
expand and grow in complexity, with more than forty sub-fora and approximately one hundred projects in 
implementation per year. This expanded scope and increased activity by APEC members in turn impacts he 
Secretariat’s ability to efficiently deliver services and oversight to all of its operations with existing resources 
and staff.   

To address this issue, it is critical to gain a clear understanding of the Secretariat’s current capacity and 
limitations by conducting a comprehensive review of its existing support and management mechanisms, 
including internal policy frameworks and procedures. By doing this, it is possible to identify performance 
gaps, as well as opportunities for improved efficiency. In December 2015, the US-APEC Technical Assistance 
to Advance Regional Integration (US-ATAARI) activity1 commissioned a Process Mapping Consultant to 
review current processes and procedures related to two of the Secretariat’s core functions:   

 Oversight of and support to APEC fora; and  

 Administration of APEC projects. 

In conducting the APEC Secretariat Process Mapping Exercise, the goal was to review how the APEC 
Secretariat primarily supports 1) APEC fora, and 2) member economies to implement APEC-funded 
projects. In reviewing these procedures, it was first important to clarify the roles of Program Executives 
(PEs) and Program Directors (PDs) and to identify opportunities to improve efficiency in capturing and 
retaining institutional knowledge given the transitionary nature of seconded staff to the APEC Secretariat.  

Over a three-week period in January 2016, the US-ATAARI Process Mapping Consultant conducted group 
working sessions with PEs and PDs through interactive exercises to identify the Secretariat staff’s current 
workflow, including delegation of roles and responsibilities, and to identify any inherent challenges. The 
consultant identified specific challenges related to delegation of responsibilities, the lack and limited use of 
templates and communication tools, and limited training and standardization of processes. The consultant 
also developed two process maps to depict the APEC Secretariat’s tasks to oversee APEC fora and manage 
APEC projects.  

This study highlights opportunities and recommendations for the APEC Secretariat to consider in the 
pursuit of greater operational efficiency. The key outputs of the study are the process maps for both fora 
support and project implementation, as well as detailed information on related tasks undertaken by APEC 
staff.  Finally, this report includes some basic recommendations on how to improve existing processes within 
the Secretariat.     
                                                 

1 US-ATAARI is a joint project of USAID, the U.S. State Department, and APEC.  
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INTRODUCTION 
BACKGROUND 
As a key stakeholder in the implementation of APEC’s regional policy goals, the APEC Secretariat, which is 
based in Singapore, has served as the core support mechanism for the APEC process since 1993. Through 
its various units, including the separately-funded APEC Policy Support Unit (PSU), the APEC Secretariat 
provides coordination, technical and advisory support as well as information management, communications 
and public outreach services to APEC members. The APEC Secretariat’s work is driven by members and is 
overseen by the APEC Budget and Management Committee (BMC).The APEC Secretariat performs a 
central project management role in assisting APEC member economies and APEC fora to oversee more 
than 250 APEC-funded projects.  Further to this, the APEC Secretariat also oversees and administers 
APEC’s annual budget. 

APEC Secretariat staff is comprised of Program Directors (PDs)2, Program Executives (PEs), and 
professional staff who perform specialist and support functions in a variety of fields, such as administration, 
information technology (IT), and finance. In their various roles, Secretariat staff support more than 40 APEC 
Committees/Working Groups/Task Forces/Dialogues and are exposed to a wide range of technical and 
policy areas, such as trade and investment liberalization, human resource development, human security, 
gender issues, intellectual property rights, sustainable development, climate change, and telecommunications. 
The staff also engages in project management as well as corporate management (e.g., Finance, 
Communications and Public Affairs, IT and Administration) and managing the organization’s quality 
management processes.3 

The APEC Executive Office (EO) assigns PDs to support and oversee the various APEC fora. Similarly, the 
EO and the Director of Administration assign PEs to fora to provide backstopping support to the associated 
PD and the fora more generally. Currently, the roles and responsibilities of PDs and PEs vary, and can be 
dependent on several factors.  While overall job descriptions exist for the PE and PD positions, they vary in 
reality as a result of nuances in each APEC forum. Through an induction program, staff learn APEC 
guidelines, as well as standard processes and procedures when they join the APEC Secretariat.  Despite the 
wealth of institutional knowledge, and the existence of policy guidelines and circulars, there is no central 
resource which specifies how the roles of the Secretariat staff relate to external stakeholders (e.g., the 
Chair or Convener of a forum).   
 
 

KEY FUNCTIONS AND TASKS OF APEC STAFF 
A key function of APEC Secretariat staff is to serve as the liaison between APEC fora (i.e., Committees, 
Steering Committee on Economic and Technical Cooperation [SCE] Working Groups Working Groups and 
Committee on Trade and Investment [CTI] sub-fora), the Chair, Lead Shepherd or Convener of the group, 
and representatives of APEC member economies and the annually rotating host economy. The outputs of 
the working-level fora are subject to review by APEC Senior Officials, Ministers, and eventually APEC 
Leaders. To this end, the Secretariat staff provides support on a variety of tasks, in line with the Secretariat’s 
overarching mandate, to promote better functioning collaboration between various fora/working groups for 
the implementation of APEC projects. 

                                                 

2 PDs are seconded officials from APEC member economies.  

3 For the purpose of this study the focus will be on project management tasks and support provided to APEC fora and not the technical support 
provided by the PSU or by APEC’s Finance, IT and Communications Unit. 
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The specific tasks of the Secretariat include both providing guidance to APEC member economies on APEC 
procedures and guidelines,4 managing group timelines for document submission, both during and between 
meetings, and archiving correspondence, meeting materials, agendas, and summary records. In addition to 
overseeing the operations of APEC fora and liaising with APEC host economy, the Secretariat coordinates 
with APEC members on the implementation of APEC-funded projects to ensure that these projects are 
compliant with APEC guidelines. The Secretariat also plays a critical role in the disbursement of project 
funds.  

APEC’s projects are a vital part of its efforts to support sustainable economic growth and prosperity in the 
Asia-Pacific region. The majority of APEC projects focus on building capacity so that each economy can 
move closer towards the Bogor Goals of free and open trade. Since 1993, when APEC began work in the 
Asia-Pacific region via the APEC Secretariat, it has implemented over 1,800 projects. On average, APEC 
provides funding for about 100 projects per year, with more than US$9 million available for funding in 2015. 
 
In supporting project implementation, the APEC Secretariat has two critical functions: (I) to administer 
project funding sessions and oversee monitoring and reporting requirements; and (II) to ensure compliance 
with APEC guidelines and to manage and disburse the funds required for conducting APEC projects. The 
first function is executed by the Project Management Unit (PMU) in coordination with the BMC, and 
internally with PDs and PEs. The second function, to manage implementation, ensure compliance and 
disburse the funds for projects, is largely executed internally by the PEs, the Finance Unit, and to a lesser 
extent the PDs, with input from the Project Overseers (POs).5  
 
As a result of the growing quantity of APEC projects and the subtle differences between APEC fora, the 
processes for management and funding can fluctuate. Understanding and adapting to these nuances, while 
remaining compliant with APEC policies and guidelines, can be time consuming and cumbersome. 

OBJECTIVE OF THE STUDY 
To look at possible ways to improve the efficiency and effectiveness of the APEC Secretariat, US-ATAARI 
and the Process Mapping Consultant conducted an exercise to review current procedures of the APEC 
Secretariat staff in undertakings its two core functions: 1) oversight and support to APEC fora; and 2) 
administration of APEC projects. The exercise first aimed to creating visual process maps to highlight the 
primary tasks of the Secretariat and to further assess the current delegation of responsibilities between the 
internal units of the Secretariat. The assessment also aimed to emphasize efficiencies and further identify 
opportunities to improve the Secretariat’s procedures across units, staff, and stakeholders.  

Specifically, this process mapping exercise was designed to yield the following:  

 Detailed process maps outlining tasks for fora oversight and project-related administration;6 
 Identification of the primary roles played internally by PEs, PDs, Finance, PMU and externally by 

APEC members, Fora Chairs and POs in conducting the processes; 
 Documentation of role deviations and the conditions that cause them; and,  

                                                 

4 These include APEC’s non-member participation guidelines, interpretation of APEC’s communication and publication guidelines and APEC Project-
related guidelines and processes. 

5 POs are members of APEC member economies, and are external to the Secretariat. The PO is responsible for the technical design, implementation 
and delivery of the project’s objectives on behalf of the proposing member economy.  

6 The final process maps for fora oversight and project-related administration are attached in a separate PDF file.  
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 An inventory of the documents, templates and other performance support tools which aid task 
completion.  
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ASSESSMENT METHODOLOGY AND 
APPROACH 
The Process Mapping Consultant conducted project launch meetings with the APEC Secretariat 
stakeholders from December 15-17, 2015 to review the scope of work (SOW) for the exercise, clarify the 
expected outcomes, and gather input on the current challenges related to fora oversight and project cycle 
management. In coordination with US-ATAARI and after consultation with the APEC Secretariat Corporate 
Directors, the consultant developed a detailed work plan to conduct the on-site assessment of current 
processes in January 2016. Initial process maps were developed using existing job descriptions, APEC 
guidelines, and other resources available to Secretariat staff, which provided a foundation for the final 
process maps. (See separate attachment for final process maps). 

Working sessions were scheduled over a three-week period in January 2016 to gather input from the 
Secretariat stakeholders.7 To identify task and step details related to each of the processes (i.e., fora and 
project cycle management), PEs and PDs met separately in small groups to share their experience and 
responsibilities for each distinct process. Each breakout group of PEs and PDs met with the consultant twice 
for each of the processes for a total of four interactive working sessions.  

The first working session reviewed the exercise’s SOW and expected outcomes, clarified the concept of 
process mapping, and gathered input on process tasks.  Emphasis was placed on the task sequence and 
accuracy in order to document how work was accomplished at the time of the exercise.  Issues and 
opportunities for improvement were noted when they came up during discussion, but they were not 
addressed in detail during the first working sessions. At the close of each day of meetings, the consultant 
incorporated the feedback received, and US-ATAARI circulated the updated process maps to all APEC 
Secretariat staff to encourage their engagement and feedback.  

In the second session for each process, PEs and PDs were given an opportunity to review the updated maps 
and provide additional sequencing and task level details.  The focus of these second sessions was to identify 
individual roles and responsibilities for the tasks. Using enlarged process maps, PDs and PEs were given an 
opportunity to place an indicator next to their “primary” responsibilities.  After this step, the respective 
groups discussed the placement of the indicators to further flesh out and understand deviations and 
exceptions, and why they had occurred, e.g., due to external relationships or the type and scope of a forum.  

At the conclusion of the two working sessions for each process, all Secretariat staff was invited to a group 
process validation meeting, where the Process Mapping Consultant presented the updated maps alongside 
the current findings. The consultant also accepted additional process level changes, and encouraged 
discussion of potential opportunities for improvement. The validation meetings brought together PEs, PDs 
and other functional leads, to review the progress made and to further engage all staff.  

During the validation meetings, attendees were divided into four small “break-out groups” to review an 
assigned section of the process map, the corresponding task level and primary role details, and to identify 
specific changes that could help clarify the process.  Participants were asked to comment on the accuracy of 
the specified sections in terms of the tasks performed and sequencing (if applicable).  Through group 
discussions, attendees had the opportunity to make additional suggestions, identify tools already in use, and 
validate how primary responsibilities were assigned for each task.  Participants were asked to identify the 
roles of other Secretariat units, as well as the potential deviations that arise to address unique fora needs.  
Each group presented their findings to the plenary, and all attendees were invited to comment and provide 
                                                 

7 The details of the January 2016 schedule are included in the appendix. 
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further feedback. At the close of the second validation meeting of the project cycle management process 
maps, participants had a formal opportunity to share specific challenges facing the APEC Secretariat in 
executing its core functions, as well as proposed recommendations to improve its efficiency.  

This final assessment report and sections that follow provide details on the current state of both the fora 
and project cycle management processes.  It begins with an overview of the processes and roles of the PEs, 
PDs and external stakeholders in performing each activity or task.  Roles and responsibility deviations are 
then discussed to outline current challenges when interacting with different fora.  Issues and 
recommendations are then presented together to more clearly depict problems and opportunities for 
improvement.  Finally, the report suggests next steps to begin developing improved fora and project cycle 
management processes.   

  



 

 

7 

 

ASSESSMENT FINDINGS 
This analysis included an assessment of: 

 Oversight of and support to APEC fora; and,  

 Administration of APEC projects. 

FORA OVERSIGHT PROCESS OVERVIEW 
Within the scope of the APEC Secretariat’s responsibility to oversee APEC fora, there are two distinct yet 
interrelated processes, managing fora and conducting fora meetings. Included in each process is a 
series of activities that the Secretariat carries out regularly. Each activity consists of more specific tasks and 
actions that ultimately comprise a holistic and thorough representation of the Secretariat’s overall role in 
overseeing APEC fora.   

The specific activities involved in managing fora represent the frequent role undertaken by the Secretariat 
to ensure the ongoing functionality of APEC fora and sub-fora. These broader components of managing fora 
include: information management, guidance on existing guidelines (non-member participation guidelines, 
APEC publication guidelines, hosting guidelines, sponsorship guidelines etc.), document management (related 
to intersessional activities and the management and finalization of key papers), communications management, 
and advisory services. Under these broader components, APEC Secretariat tasks range from gathering, 
collating, and communicating relevant information for meetings to providing ancillary advisory services to 
enable APEC members to follow APEC guidelines and policies to work towards achieving region-wide goals.   

The broader components included under conducting fora meetings represent the relevant activities for 
meeting- or event-related deliverables of APEC fora, including setup, planning, on-site implementation, and 
post-meeting follow-up tasks. Of particular note, in the planning phase, there are two separate tracks: 
strategic planning (S) that reflects the technical tasks of the fora; and logistical planning (L) that includes 
administrative tasks and communications with APEC member delegates and other stakeholders.  

In both the process maps for managing fora and conducting fora meetings, tasks are not necessarily 
represented sequentially, as some may occur simultaneously or in a different order depending on the nature 
of engagement within the fora and sub-fora themselves.  

The following tables list the detailed activities and tasks conducted for each process and distinguish the 
primary responsibilities of either the PE or PD. In some instances, there are shared responsibilities, which 
are further explained in the tables below and referenced in the issues and recommendations section of this 
report.  Additional tools, templates, and specific task timelines related to each task can be found in the 
“Role, Tool and Deviation Tables” which has been provided to the APEC Secretariat as a separate 
attachment. 
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Responsibilities - Managing Fora 
X – primary responsibility; S –shared responsibility  

 PE PD 

Information Management   

Secure APEC notional calendar and provide input on the 
schedule 

 X 

Update member economies and key stakeholder contact 
information  X  

Consolidate information from Host Economy 
Representative, APEC Secretariat, fora Chair(s) and other 
fora  

X  

Ensure regular updating of fora website pages S - Provide contact and 
event information 

S – Modifications of 
technical content 

Document Management   

Review, update, and ensure proper terminology of fora 
publications and documents (strategic plans, work plans, 
meeting minutes, etc.) 

S – Delegated review 
from PD as needed 

S – Indicates 
documents as final 

Maintain electronic fora documents in the M drive & 
APEC Collaboration System (ACS); facilitate access to 
information for stakeholders on Meeting Document 
Database (MDDB) (via CPAU) and Project Database 
(PDB) (via PMU): 

o Implemented projects and deliverables – PDB, M 
Drive 

o Concept Notes (CNs) – PDB, M Drive  
o Meeting Summary/conclusion/minutes – MDDB, 

M Drive 
o Pre-meeting documents – ACS, M Drive 
o Final meeting documents – MDDB, M Drive 

X  

Communications Management   

Send project process information to fora members S – Manage generic 
updates 

S – Manage sensitive 
and urgent issues 

Update fora members on APEC priorities and themes, 
funding criteria and policies / procedures  X 

Manage and maintain fora correspondence (e-mail) 
archive on M drive X  

Advisory Services   

Provide support for fora level reporting templates, work 
plans, and agendas  X 

Provide support for key documents including ministerial 
statements, tasking statements and APEC Leaders’ 
declarations 

 X 

Review and communicate relevant information to 
target audience  X 

Foster constructive dialogue and action planning in fora   X 



 

 

9 

 

 PE PD 

Provide project management support to fora and/or POs 
as needed  

S – Advise fora on 
steps required for 
project funding and 

circulate project event 
information 

S – Convey information 
and clarify deadlines 

Interpret and provide advice on APEC guidelines  X 
Provide support for fora leadership on governance  X 

Manage and communicate sensitive procedures 
(election, funding, etc.) 

 X 

Support and facilitate SCE independent 
assessments (as needed)  X 

Coordinate with relevant fora on cross-cutting issues and 
facilitate requests made from other APEC fora  X 

Manage relevant external stakeholders (e.g., international, 
private and public sector organizations) and facilitate their 
engagement 

 X 

 

Responsibilities - Conducting Fora Meetings 
X –primary responsibility; S –shared responsibility 

 PE PD 

Setup   

Confirm meeting schedule time and venue with host 
economy 

X  

Advise meeting host on venue requirements  X 
Communicate meeting information to fora delegates  X 
Secure registered participant list from host economy  X 
Planning – Strategic    

Communicate with Chair & host regarding priorities, 
objectives and stakeholder engagement strategy 

 X 

Support Chair to prepare and circulate meeting agenda  X 
Review previous meeting summary record to follow up 
on fora tasks  X 

Planning – Logistical    

Send administrative circular to attendees  X 
Coordinate presentation and report protocol with 
speakers and/or presenters  X 

Announce documentation procedure  X 
Collect, review and circulate meeting documents (e.g. via 
ACS) 

 X 

Submit processed meeting documents to Documentation 
Center for printing; compile and upload electronic 
meeting documents (to ACS) 

X  

Facilitate and confirm member and non-member 
participation 

S – Facilitate registration S – Manage sensitive 
issues 
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 PE PD 

On-site   

Conduct pre-meeting briefing with host and Chair   X 
Review meeting venue preparedness  X 
Become familiar with the venue facility  X 
Meet with Chair and delegates as needed  X 
Conduct housekeeping announcements at kick off  X 
Take notes during meeting for internal Secretariat 
purposes  X 

Provide advice on meeting flow  X 
Provide meeting logistical support  X 
Foster constructive dialogue and action planning within 
fora; serve as mediator as necessary 

 X 

Collect participant list X  
Post-meeting   

Distribute meeting minutes / summary to delegates  X 
Support Chair in drafting summary reports as and when 
necessary  X 

Send final meeting documents to CPAU for upload to 
MDDB 

X  

Conduct follow up with Chair (as needed)  X 
Submit internal report to EO, PDs and CPAU  X 
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PROJECT-RELATED ADMINISTRATION PROCESS OVERVIEW 
The project-related administrative functionality of the APEC Secretariat can be divided into two distinct, but 
interconnected critical processes: project cycle management and project disbursements. As they 
both relate to overall project implementation, within each process, there are a series of sometimes 
simultaneous activities that complete and represent the fulfillment of that process. Each activity includes 
several specific tasks and actions, which together comprise a holistic and thorough representation of the 
APEC Secretariat’s responsibilities for project management. 

The project cycle management process depicts complex layers of actions that must be completed with 
the engagement of the PMU, from beginning to end of APEC projects, and includes the following basic 
phases: Concept Note (CN) development, CN approval, proposal development and approval, 
implementation, monitoring and reporting, and completion and close-out. These components and the 
specific tasks within are facilitated by the APEC Secretariat for member economies and designated POs.  In 
addition, there are specific tasks related to changing the scope and budget of an APEC project which are 
also the Secretariat’s responsibility to oversee. Separate from CNs that seek APEC project funding are “self-
funded CNs”; self-funded CNs are not seeking APEC project funding, and thus are not beholden to all 
elements of the project implementation process maps.   

The second high-level process is project disbursements, which includes the Secretariat’s activities to 
facilitate and disburse project funds related to contract, travel, publication, and event expenses. The sub-
processes under each of these expense categories are complex, and involve even further delineations which 
are shaded in gray in the tables below. Unlike the previous high-level processes related to fora support, the 
tasks and activities included for projects are almost always sequenced and require a significant amount of 
collaboration between the APEC Secretariat, members, and POs. For certain tasks to be carried out by the 
Secretariat, an external agent must either provide an input or an approval. In the process maps themselves, 
these are represented by different shapes (triangles for inputs and diamonds for approvals), and in the tables 
below these inputs are represented in italicized text in brackets.  

The following tables list the components and specific tasks conducted in each high-level process, and in turn, 
the tables identify the primary responsibilities of the PE, PD, and the PMU.8 For certain tasks, there are 
shared responsibilities which are further explained in the tables below and referenced in the issues and 
recommendations section of this report.  Additional detail on use of tools, templates, and specific task 
timelines can be found in the “Role, Tool and Deviation Tables” which has been provided to the APEC 
Secretariat as a separate attachment.  

  

                                                 

8 The PMU is responsible for the oversight of APEC project processes (including project session funding cycles) and evaluates the outcomes of 
projects. Throughout the implementation of projects, the PMU provides guidance to PDs, PEs and PO on proposal development and evaluation 
methods. Finally, the PMU reports to the APEC BMC on projects’ status and outcomes. For additional information on the PMU please see the 
Effectiveness Review of the PMU – Final Report (April 2014).  
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Project Cycle Management 
X –primary responsibility; S –shared responsibility 

 PE PD PMU 

CN Development    

BMC sets the CN deadlines, PMU informs the Secretariat   X 
Advise fora of CN deadline  X  
<PO submits CN>  
Review CN for compliance and quality and provide any 
necessary feedback and circulate to forum for 
endorsement 

<Forum endorsement and scoring>: Yes or No 

 X  

Yes/No:  
 Inform fora and stakeholders of outcome 

 X  

No:  
 Advise PO to resubmit or withdraw 

 X  

CN Approval    

Submit endorsed CN and scoring information to PMU  X  
PMU reviews compliance of CN and addresses issues   X 

<ASF sub-fund pre-eligibility process>9     
PMU collates fora-level endorsed CNs and scoring 
information and prepares scoring table; sends to 
Committee-level PDs 

  X 

Present the fora-level CN scoring information to relevant 
Committee/SFOM for scoring 

<Committee or SFOM score CNs> 
 X  

Collate Committee-level scorings and send to PMU  S S  
PMU organizes CNs according to scorings and sorts by 
fund   X 

PMU seeks Principal Decision Maker (PDM) prioritizations 
(as needed) 

  X 

PMU Recommends prioritized CNs to BMC for in-
principle approval 

<BMC in-principle approval>: Yes/No 
  X 

Yes/No:  
 PMU communicates approvals and disapprovals to 

PDs including project proposal next steps 
  X 

Yes/No:  
 Inform fora and POs of BMC in-principle approval 

outcomes and proposal next steps as applicable 
 X  

No:  
 Advise PO to resubmit, self-fund or withdraw  X  

Proposal Development and Approval    

                                                 

9 This is a relatively new and nuanced process within the Secretariat. The consultant did not focus on this element as it has only been implemented a 
limited number of times.  
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 PE PD PMU 

PMU uploads approved CN information into the PDB for 
Admin access only   X 

<PO submits draft proposal and 2 Quality Assessment 
Frameworks (QAFs)> 
 
Review proposals, QAFs and provide feedback to PO 

S – 
Collaborative 

effort with 
focus upon the 

budget 

S – 
Collaborative 

effort with 
focus upon 

goals, objectives 
and alignment 
with approved 

CN 

 

Facilitate forum review and endorsement of proposal; 
send endorsed documents to PMU  X  

PMU conducts APEC Secretariat panel assessments of 
proposals, and reviews QAFs   X 

Advise POs on revisions required  X  
PMU panel and PDs re-assess revised inputs   X 

PMU recommends project proposals to BMC for final 
approval 

<BMC final approval> Yes/No 
  X 

No:  
 Justification process 

  X 

Yes:  
 PMU prepares “letter of acceptance” for POs and 

sends to PDs 
  X 

 Send PO letter of acceptance for BMC approved 
projects 

X   

Yes/No: 
 Inform stakeholders of BMC approval outcomes 

 X  

 PMU uploads approved project proposals to PDB   X 
Implementation    

<PO implements and monitors project in line with Guidebook 
on APEC Projects> 

 
 

 

Provide guidance on APEC policies and procedures S – Takes lead 
with more 

experienced 
PO.  Focus 
more on 

disbursement 
procedures. 

S – Takes lead 
with less 

experienced 
PO.  Also 

depends upon 
communication 

preference 

 

Update relevant fora on project events, progress, and 
publications X 

 
 

Resolve project implementation issues (as needed) X   
Facilitate disbursements as required by project in-line with 
Guidebook on APEC Projects and provide budget expenditure 
updates to PO as needed 

X 
 

 

Monitoring & Reporting    

Contact POs bi-monthly for project implementation 
updates  

X   
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 PE PD PMU 

Send reminders to POs for monitoring report (MR) (every 
6 months; process is repeated several times to ensure 
MRs are provided) 
 
<PO submits MR to APEC Secretariat every 6 months> 

X – Executes 
with clearance 
or instruction 

from PD 

X – Not clearly 
defined. PE / PD 

relationship 
dependent 

 

PMU informs BMC of monitoring reports submission 
status 

  X 

Review and finalize MR and send to PMU  X  
PMU prepares summary APEC project MR evaluation and 
submit to BMC   X 

Circulate APEC project MRs to relevant fora for 
information (as needed)  X  

PMU uploads MR to PDB   X 
Completion and Close-out    

Send reminder to POs for Completion Report (CR) 
(process is repeated several times to ensure CRs are 
provided) 
 
<PO Submits CR to APEC Secretariat> 

X – Executes 
with clearance 
or instruction 

from PD 

X – Not clearly 
defined. PE / PD 

relationship 
dependent 

 

PMU informs BMC of CR submission status   X 
Review and finalize CR  X  
Circulate CR to relevant fora for endorsement X   
Send endorsed CRs to PMU X   
PMU prepares summary APEC project CR evaluation and 
submits to BMC    X 

PMU uploads CR to PDB   X 
Changing a Project    

<PO submits request for project significant change or budget 
increase> 
<PO submits project extension request> Extension greater than 
12 months: Yes/No 

  
 
 

 

Yes: 
 Seek Chair endorsement 

 X  

 Send Chair endorsement to PMU   X  
 PMU submits significant change or budget increase 

request to BMC for approval 
<BMC approval>: Yes/No 

  X 

Yes/No: 
 PMU informs Finance & PD of outcome 

  X 

Yes/No: 
 Inform PO and forum of outcome 

 X  

<PO submits reprogramming request within BMC approved 
budget> 

   

Review project extension or budget modification request 
<PD approval>: Yes/No 

 X  

Yes/No:  
 Inform Finance, PMU, PO of outcome 

 X  

 Consider contract modification (corrigendum) (as X   
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 PE PD PMU 

necessary) 

Self-funded CNs    

<PO submits self-funded CN> 
Review CN and circulate to forum for endorsement 

<Forum endorsement>: Yes/No 
 X  

Yes:  
Inform PO and send endorsed CN to PMU  
No:  
Inform PO and provide guidance  for possible resubmission 

 X  

PMU uploads endorsed CN to PDB   X 
PO implements project    
Provide guidance on APEC policies, procedures and 
resolve issues 

 X  

<PO submits self-funded CR to APEC Secretariat (optional)>    
Update relevant fora on project events, progress, and 
publications 

 X  

 

Project Disbursements 
X – primary role; S – shared responsibility 

 PE PD PMU 

Contracts Disbursement     

Services and Contract Procurement    

<PO draft Request for Proposal (RFP) or  Terms of Reference 
(TOR)> 

   

Contract value greater than US$50,001    

 Review and approve RFP timeline and evaluation 
criteria for open tender process 

 X 
 

 Send RFP to CPAU for posting, advise relevant 
fora (provide web link) 

<PO selects the evaluation panel> 
 X 

 

 Collate and review bids and forward to PO with 
proposal checklist form  

<PO completes the evaluation and submits contract 
selection statement> 

X  

 

 APEC Secretariat reviews and approves the 
selection 

S S 
 

Contract value between US$20,001 to 50,000    
 Review and approve RFP timeline for selective 

tender process 
<PO sends RFP to at least 3 qualified suppliers> 

 X 
 

 Review and finalize bid evaluation criteria 
<PO completes the evaluation and submits contractor 
selection statement> 

 X 
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 PE PD PMU 

 APEC Secretariat reviews and approves the 
selection 

S S 
 

Contract value between US$5,000 to 20,000    
 Review draft TOR against the project proposal 
<PO submits contractor selection statement> 

 X 
 

 Review and approve contractor based on required 
skills and expertise 

S S 
 

Contract value less than US$5,000    
 Review draft TOR and recommended contractor 

CV 
 X 

 

 Prepare and send “Notice of Offer” to contractor 
<Contractor Submits “Notice of Acceptance”> 

X  
 

 Prepare APEC Work Undertaking X   
Contract Implementation    

Draft and finalize contract X   
Facilitate contract signature process X   
<PO notifies unsuccessful bidders>  
 
Notify successful bidders 

  
X 

 

<PO submits milestone report for review> 
<PO submits invoices and certification of completed tasks and 
milestones>  
 
Review invoices against contract for services rendered 

X  

 

Submit payment request to Finance 
o Contractor Invoices 
o PO certification of milestones 
o Finance (and/or CPAU) sign-off/approval 

X  

 

Finance processes payment    
Secure and send remittance advice to claimant X   
Ensure all relevant disbursement-related records are saved 
in project file X   

Travel Disbursements    

Travel approval    
Ensure travel costs are included in project budget X   
Establish budget table X   
<PO identifies funded travelers> 
Request and compile air travel quotation(s) from 
traveler(s) 
*go to advance payment request (as needed)*  

X 

  

Review and approve air travel request(s) X   
Issue APEC travel undertaking for traveler signature X   
Prepare attendance certification and per diem table and 
send to PO 

X   

Save signed travel undertaking(s) X   
Update budget table X   
Advance Payment Request    
<Traveler submits advance payment request>    
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 PE PD PMU 

Forward signed APEC advance payment travel undertaking 
and daily summary sheets and/or tables to Finance 

X 

Finance processes advance payment request    
Secure and send remittance advice to travelers X   
Collect advanced payment traveler documentation 
*go to ‘Submit project claim checklist…* 

X   

Reimbursement / Reconciliation     
Send all travelers reminder for required documentation 
<Traveler submits travel documentation> 

X   

<PO sends signed attendance certification / per diem table> 
Review documentation against undertaking 

X   

Submit project claim checklist and traveler claim 
documents to Finance for sign-off/approval (inclusive of 
PO certified docs) 

X   

Finance processes reimbursement or reconciliation    
Secure and send remittance advice to traveler X   
Update budget table X   
Quality Management Objectives Tracking     
Complete and submit tracking sheets to Quality 
Management Committee 

X   

Ensure all relevant disbursement-related records are saved 
in the project file 

X   

Publication & Event Disbursement    

Publication & Event Costs    
Publications    

Ensure publication/printing costs are included in project 
budget 

X   

<PO submits APEC publication form to be published / printed> 
 
Seek content approval from forum 

S – Review for 
nomenclature 

and ensure 
readable 

S – Review 
technical 
content. 

Manage multiple 
review rounds 

as needed. 

 

Review document against APEC publication guidelines, in 
consultation with CPAU 

S – Formatting 
and 

nomenclature 
check 

S – Review 
technical 
content 

 

Review mock-ups of publication in consultation with 
CPAU and approve for printing  X  

Submit electronic publications to CPAU for upload in the 
APEC Publication Database 
*go to Disbursement* 

X  
 

<If printed, PO sends minimum 5 copies of publication to APEC 
Secretariat>  
Submit printed publications to CPAU (as needed) 
*go to Disbursement* 

X  

 

Event    
Ensure event costs are included in project budget S  S   
<PO submits venue quotations>   X  
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 PE PD PMU 

Review quotation(s) and approve cost(s) 
<PO implements event> 
*go to Disbursement* 

   

Disbursement    
<PO submits invoice(s) and certification>    
Review invoice against the pre-approved quotation, or the 
publication invoice against the project budget 

X   

Prepare documentation and submit payment request to 
Finance for sign-off/approval X   

Finance processes payment to claimant    
Secure and send remittance advice to claimant X   
Ensure all relevant disbursement-related records are saved 
in the project file X   
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DIVISION OF RESPONSIBILITIES:  A BRIEF OVERVIEW 
In order to handle the growing scope of APEC’s work, staffing units assume a diverse array of roles and 
responsibilities related to the APEC Secretariat’s core functions, overseeing fora and project 
implementation. An important element of this Process Mapping Exercise was to highlight the nuances 
between the roles of PEs and PDs. Below, further detail is provided for each of the Secretariat’s key 
functions.  

Fora 
The PEs and PDs are the primary staffing groups responsible for the processes related to overseeing APEC 
fora. In most cases the PD initiates the activities and delegates tasks to the PE.  In more than 30% of the 
activities the PE shares responsibility for documenting, developing, coordinating and communicating certain 
elements of the activities.10 

In some cases, there are deviations in the standard division of responsibilities between PEs and PDs.  These 
instances may occur for three reasons: (i) type of forum or sub-forum,11 (ii) relationship with the Chair or 
Convener of the forum, and/or (iii) the style of interaction between the PD and PE.   

In some APEC sub-fora, the PE may play a more pronounced role and initiate direct action with the various 
sub-fora.  In Friends of the Chair (FOTC), steering counsels or special task force groups, the PD will likely 
initiate action with the sub-fora because these groups are often newly created to respond directly to APEC 
Leaders’ or Senior Officials’ objectives.  In the situation where the Chair (or Convener) is new to the 
position, there is evidence that the PD plays a more prominent role in executing tasks that directly support 
the Chair’s assimilation and experience in the new role.  As the Chair becomes more familiar with his/her 
responsibilities, the PD may then choose to delegate more tasks to the PE.   

In other cases, a new Chair (or Convener) may request a more hands-on role from the PD to oversee a 
forum and ensure that its objectives and broader goals are met. This may be due to the scope for the forum 
– for example, a Committee may require more attention from the PD, due to the number of sub-fora under 
the Committee and the range of APEC objectives that fall under its technical focus area.   

The style of interaction between the PD and PE is also an important factor in determining how the PE is 
involved with fora-related tasks. As new PDs become more acquainted with APEC and the various 
idiosyncrasies of the APEC fora and sub-fora, they may become more receptive to share and delegate the 
numerous responsibilities related to overseeing fora.  In most cases, the delegation of responsibilities 
between PDs and PEs depends on the day-to-day working relationship between the PD and PE.  

Currently, deviation from the standard roles and responsibilities in overseeing fora is common due to these 
factors. Ideally, the deviations should be managed and observed in a way that ensures consistent delivery of 
services required to all fora and sub-fora, especially during portfolio shifts of the PEs, PDs, or external 
agents such as the Chair or Convener.  

 

Project Cycle Management 
                                                 

10 This is based on data collected during on-site assessment.  

11 Steering Councils, Industry Dialogues, Friends of the Chair, Working Groups, Sub-Committee’s, Special Task Force’s, and Sub-Forum 
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PEs, PDs and the PMU are the primary actors at the APEC Secretariat responsible for overseeing and 
facilitating the APEC project cycle.  

The role of the PMU is important in this context, as it sets out to improve the operational efficiency and 
effectiveness of APEC projects to ensure that they meet APEC goals. Moreover, the PMU aims to ensure 
continuity and retention of institutional memory in APEC projects. The PMU’s primary tasks are to 
administer the project selection and approval process, develop and improve APEC project processes from a 
strategic perspective and report its progress to APEC members via the BMC. Within the Secretariat, the 
PMU provides guidance and advice to PDs and POs on the development, implementation, and evaluation of 
projects. The PMU oversees the review and evaluation of project proposals and is responsible for the 
monitoring and reporting of projects to APEC members.  

Shared responsibilities, such as communications and policy guidance, are common in the processes of 
project cycle management. These overlaps can mostly be attributed to the working relationship between the 
PE and PD, and they often depend on the staff member’s breadth of institutional experience in resolving 
project-related queries. For project disbursement processes, the roles of the PD and PE are more 
definitively delineated. They do share responsibility for reviewing publications and communicating publication 
guidelines. This may again be attributed to the staff member’s institutional knowledge, or it may relate to the 
technical scope of documents. Generally speaking, role overlap or deviation is a less pronounced issue 
during project implementation and disbursement than in overseeing fora.   
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RECOMMENDATIONS 
The on-site assessment of APEC Secretariat Process Mapping Exercise highlighted the exceptional work that 
APEC Secretariat executes on a daily basis to support APEC members in implementing APEC objectives. 
The APEC Secretariat supports and oversees very active and engaged fora in addition to the busy project 
cycles and more than a hundred projects in implementation per year. Given the increase in APEC projects 
and activity, a renewed consideration of the APEC Secretariat’s processes as they relate to external 
demands was warranted to ensure that the APEC Secretariat advances its functionality in step with APEC as 
a whole.  

In general, the APEC Secretariat holistically responds effectively and efficiently to APEC demands – especially 
related to the oversight of fora and administration of APEC-funded projects. However, through the mapping 
of processes it was evident that while many tasks are unambiguous, there are opportunities for clarification 
of responsibilities and improvement of tools available to all staff. Throughout the on-site assessment, the 
EO, PDs, PEs, PMU, Finance, and CPAU highlighted potential issues regarding both the fora and project 
processes during one-on-one meetings, workshops, and validations sessions. The issues below are 
summarized based on that feedback and are followed by recommendations for addressing these issues. After 
the specific recommendations for each of these core functions, broader recommendations are included to 
support the APEC Secretariat’s overall efficiency and effectiveness. 

FORA PROCESS 
Issue: Tasks involving communicating or interacting directly with Fora Chairs or Conveners are considered 
shared responsibilities between the PEs, mostly due to the experience level of the Chair, PD, and/or PE.  
Currently, when new PDs begin their assignment, they are heavily reliant on their immediate predecessor’s 
standard practices, and they do not revert to the standard division of responsibilities as defined by their job 
descriptions, as learned during the induction period. At times, this can lead to communication issues 
between the Secretariat and the fora, especially in cases where PDs may approach certain tasks differently 
than their predecessor. 

 Recommendation: The PD and PE job descriptions should clarify the expected or common interaction 
function with Fora Chairs or Conveners. Within their job descriptions, there should be a clear 
explanation of which unit is expected to lead such interactions or oversight, and how the counterpart is 
expected to support.   

 Recommendation: Ensure that new PEs and PDs are properly trained using the APEC Guidelines and 
the Administrative Circulars that discuss Secretariat support to fora and to Chairs or Conveners. 
Additionally, scenario-based learning examples could be incorporated into a training to help emphasize 
the importance of proper communication with fora and Chairs or Conveners.  

Issue: Interactions between the APEC Secretariat and the wider APEC fora are multi-layered and complex. 
The administrative capacities of fora and their leadership can vary, which require PDs and PEs to play 
different roles depending on circumstances. 12 Moreover, different types of sub-fora (e.g., steering councils, 
industry dialogues, FOTCs, working groups, sub-committees, and special task forces) have different 
expectations for scope and deliverables. Another variable in interactions between the APEC Secretariat and 
fora is the communication styles of the Chair or Convener. These conditions have led to inconsistent 
implementation of APEC processes and have created ambiguous roles for PEs and PDs. Role clarity of the 
PD and PE is not standardized across all fora, creating inconsistent procedures.   
                                                 

12 In some instances, a Chair or Convener of a specific APEC forum may be supported by an administrative or support team provided from their 
office to ensure coverage of APEC issues on a regular basis.  
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 Recommendation: Modify the portfolios of APEC Secretariat assignments so that distinct groups are 

responsible for supporting similar types of fora. In addition, consider developing fora and Secretariat 
guidelines to address the different types of fora and the support required by the APEC Secretariat for 
each.  

 Recommendation: Encourage PDs and PEs to discuss processes and responsibilities regularly to 
minimize confusion and ensure clarity of roles.  

Issue: Information is not consistently shared on cross-collaboration issues amongst the fora. 

 Recommendation: Develop and implement standard procedures for sharing fora information and 
increasing opportunities for cross-collaboration. 

Issue:  Administrative tasks, such as sending standard APEC policy or objective updates or information to 
fora, do not utilize templates and messaging tools.  Note taking during meetings and summary reporting 
could also benefit from more effective use of standard templates and procedures. 

 Recommendation: Set up an administrative team to capture, modify, and share standard templates, 
tools and communication messages.  Conduct workshops with PEs and PDs to ensure that the standard 
tools are understood. 

 Recommendation: Perform process audits on emails to verify that templates are used and are available 
to all staff.  

Issue: New Chairs/Conveners and delegates are not familiar with the role of the APEC Secretariat and how 
they need to interact with PDs and PEs. 

 Recommendation: Develop a Chair/Convener training module that is available to all member 
economies (and delegates) that provides an overview of the Secretariat, role of the PE and PD, and how 
they can expect to interact with each other.  

Issue: The ACS site is not convenient and not all delegates know how to find the information they need to 
effectively communicate. 

 Recommendation: Review the ACS site and identify ways to make it more accessible to fora members 
and APEC delegates.   

 Recommendation: Develop a training module for external users on how to use the ACS site.   

Issue: In the process of hiring external contractors to be hired by POs in the implementation of a project, it 
is often difficult to identify which contractors have had a prior history with the implementation of APEC 
projects in order to verify and/or certify the quality of work. In the hiring process, there is a considerable 
amount of contractor information that is gathered, used, and then set aside.  The information is not widely 
shared between PDs and PEs, and the PMU. 

 Recommendation: Begin capturing contractor data, by developing a spreadsheet/database that collates 
past performance records of external contractors for internal APEC Secretariat reference. Establish 
procedures, including responsible parties and deadlines, for keeping the information up to date and 
ensuring the information is available internally. 

Issue: APEC delegates may not always have access to the AIMP log-in information which can create an 
administrative backlog for the APEC Secretariat.  

 Recommendation: PEs and PDs can collaborate with ITU at the beginning of each year when fora 
contact are lists are being updated to ensure delegates have access to the AIMP.  

Issue: APEC fora website pages are not always updated on a regular basis. There is no standard or clear 
process (or assignment clarification) for ensuring the fora pages are updated.  
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 Recommendation: Conduct a working-group session with PEs, PDs, and CPAU to identify the steps 
required to update the website pages, and develop a process in terms of content updating for the APEC 
site.  

PROJECT-RELATED ADMINISTRATION PROCESS 
Project Cycle Management 

Issue: In project oversight and implementation, PDs and PEs sometimes share responsibilities. While it is not 
as common for project-related processes as for fora processes, these shared responsibilities may lead to 
gaps in effectiveness or redundancies. For example, in order to comply with APEC guidelines, at different 
stages both the PEs and the PDs are ultimately responsible for soliciting and securing APEC project 
monitoring and completion reports. The extensive involvement and outreach of both the PE and the PD to 
the PO is in part due to unresponsiveness of POs, and although it is necessary to comply with APEC project 
guidelines, it can lead to inefficient project cycle management. In another instance, both PEs and PDs are 
reviewing event costs against the project budget during the Event Disbursement phase. 

 Recommendation: To address ambiguity in shared responsibilities, job descriptions and trainings for 
PEs and PDs should be reassessed alongside one another and while considering the process maps and 
responsibilities assignments. Job descriptions and trainings can then further be designed to clarify when 
either PEs or PDs should lead, collaborate, or delegate the various tasks in project implementation. 
Regarding the specific concern on the collection of monitoring and completion reports, PEs and PDs 
should continue to work with PMU to coordinate timelines and delegate responsibilities to send 
reminders to POs. Further to this, the APEC Secretariat should re-evaluate the level of effort designated 
to collection of reports, and identify potential opportunities of communicating the importance and 
ramifications (e.g., funding ‘sanctions’) to APEC fora and delegates at the onset of the project 
implementation process.  

Project Disbursements 

Issue:  Quality Management Objectives tracking templates are not always used consistently across projects. 
For example, in some cases, the contract approval cover page and checklist may be completed in a cursory 
manner, which could lead to inconsistencies in quality management reporting.  

 Recommendation: Perform regular audit of the use of templates across projects, including the 
contractual checklists to validate this claim. Provide additional training on the procedures and the 
relationship to the APEC Secretariat’s Quality Management reporting. 

Issue: In facilitating travel disbursements, from soliciting airfare quotations or issuing travel undertakings, 
there is no standardized or codified process across projects. While there is a general understanding on the 
policy in practice, there are no written or formalized guidelines for PEs (or PDs) to ensure accuracy of quote 
comparisons and to ensure travel undertakings are reviewed consistently by the PD (or PE) for accuracy and 
elimination of potential clerical errors.  

 Recommendation: Conduct a review with both PEs and PDs on the specific travel facilitation element 
of projects’ disbursements in order to review the nuances across the fora. Identify possible areas of 
streamlining the process by developing written guidelines (and exceptions) for airfare quote 
comparisons, per diem verification, and travel undertaking issuance. The guidelines should include 
caveats and identification of responsible parties and ‘mediators’ as needed. And, to reduce issues with 
travel undertakings, consider creating a form/template that can be modified, e.g., including automated 
formulas for funding amounts.  



 

 

24 

 

Issue: PDs may not always receive invoices for project payments, and thus may not always be able to serve a 
“troubleshooting” function to resolve issues between the PO / vendor and internal parties.  

 Recommendation: Review contract implementation and disbursement templates and ensure APEC 
project contracts with external vendors list PD and/or ‘buddy PD’ as secondary contacts for contractual 
or disbursement issues. The PD job description should also be updated to reflect this mediatory role on 
as needed basis, with the PE serving as the lead liaison for contractual and disbursement related issues.  

Issue: Under contracts disbursement, there is no individual responsible party (between the PE or the PD) to 
review and approve the contractor selections. This could pose an issue with inconsistencies in methodology 
or approval criteria used to review and approve contractors for projects.  

 Recommendation: Conduct an audit of previous contractor selection processes at each contract value 
threshold. If there is a distinction between responsible approver within the Secretariat that corresponds 
to contract value threshold, adjust job descriptions to explicitly state the conditions that require either a 
PD or PE approval.   

ADDITIONAL RECOMMENDATIONS 
The following recommendations are separate from those listed above and aim to support the APEC 
Secretariat with a broader approach that can lead to long-term process improvement in its core functions.  

1. APEC Secretariat Leadership should engage Fora Chairs or Conveners on a more regular basis to 
articulate the APEC Secretariat strategy, vision, mission, values, capabilities, and services. Further 
engagement could include conducting informal surveys on expectations, needs, and requirements of fora 
Chairs or Conveners to ensure open lines of communication and mutual understanding of 
responsibilities.  

2. Create internal process leadership teams for both the fora and project related processes.  Engage in 
continuous self-improvement by conducting annual reviews of the effectiveness and efficiency of the 
Secretariat.  Teams should lead the implementation of the respective recommendations.  Engage the 
process teams to capture existing templates, modify tools as needed, and identify ways to share them on 
a more consistent basis.  Build upon the established guidelines and templates that do exist.  Begin simply 
by uploading soft copies (electronic documents) on the IntrAPEC (intranet server).   

3. Coordinate with APEC Chairs and member economies to establish clear expectations from 
stakeholders on how and when information is needed. This will require first explaining the extent of the 
services that the Secretariat provides in support of APEC fora and projects (e.g., using the process 
maps), and will ultimately highlight the value of the Secretariat’s contributions.  

4. Further develop the two process maps to highlight the primary roles to be played by the PE and PD.  
Incorporate these maps into existing guidebooks as visual cues of the sequence and expected steps.   
Review and revise the job descriptions of the PD and PE based upon improved processes. 

5. Increase application of the electronic tools that already exist within the APEC Secretariat – such as 
IntrAPEC. IntrAPEC could be further utilized by internal staff to share information and templates and to 
improve process consistency through creating forum or query pages. Only consider further automation 
of APEC processes that will eliminate explicit redundancies.  

6. Develop and deliver a fora process workshop to all PDs and PEs that simulates the managing and 
conducting a forum experience as closely as realistically as possible using improved processes and tools. 
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7. Engage the PMU and Finance Unit to develop and deliver a project implementation and disbursement 
process refresher workshop to all PDs and PEs that simulates the project process from beginning to 
end, and that emphasizes collaboration between all Secretariat units.  
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CONCLUSION AND NEXT STEPS 
This process mapping exercise, covering the organization’s processes for both fora oversight and project 
management, clarifies the APEC Secretariat’s understanding of its current work processes, distinguishes the 
primary roles of PEs and PDs for each task, and identifies potential opportunities for improvement by 
reviewing procedures and improving tools and templates.  

Further work will be needed to reinforce a sustained effective and efficient approach for overseeing APEC 
fora and managing projects. The APEC Secretariat can begin addressing their continued improvement by 
implementing the recommendations within this document. In addition, the following is a list of suggested 
next steps to promote continuity of this process improvement exercise.  

1. Ensure internal process leadership and ownership of improvements by establishing a committee that 
will carry forward next steps of a process improvement exercise. 

2. Establish fora oversight and project implementation process teams to address and champion the 
process improvement activities agreed upon by the aforementioned committee.   

3. Develop and implement a Secretariat communication plan to keep all stakeholders informed of the 
continued process improvement efforts. 

4. Conduct process audits and deliver feedback to the process committee on an annual basis. 
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APPENDIX: JANUARY 2016 MEETING SCHEDULE 
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