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11.1 Progress report on administrative reform measures

Item to be considered by the GR-PBA at its meeting on 11 April 2024


 
1. [bookmark: _Hlk158213186][bookmark: _Hlk159001299]In line with the Reykjavík Declaration from the 4th Summit of Heads of State and Government of the Council of Europe (16-17 May 2023) and the relevant follow-up decisions of the Committee of Ministers,[footnoteRef:2] the present document, which forms the eighth progress report on administrative reform measures, enables the Ministers’ Deputies to follow the ongoing progress and achievements.  [2:  Notably those adopted at the 1481st (Budget) meeting of the Ministers' Deputies (21-23 November 2023).] 


2. Since 2009, the Council of Europe has been implementing a series of reforms focusing on three main tracks - the political reform, the reform of the Court and the Convention system, and the administrative reform - aimed at reinforcing the Organisation's role and capacity to continuously adapt to current and future challenges. The current report focuses on the administrative reform measures.
	
3. [bookmark: _Hlk40195290][bookmark: _ML_000000000001_VALID]In order to facilitate its follow-up, this report and its appendices are presented in the same format as the previous progress report on administrative reform measures (CM(2023)56). For the sake of thoroughness and comparability, a list of all previous reports has also been included.[footnoteRef:3]  [3:  First progress report on reform measures: CM(2018)97 (July 2018): second report: GR-PBA(2018)16 (November 2018); third report: CM(2019)88 (June 2019); fourth report: CM(2020)84 (June 2020); fifth report: CM(2021)49 (April 2021); sixth report: CM(2022)61 (April 2022); 7th report: CM(2023)56 (March 2023).] 


4. The present report provides an overview of progress in the implementation of the administrative reform from January 2023 to January 2024 (see details in sections below), based notably on updated timelines for each administrative reform area in Appendix 1 (see dashboards 1 to 11), complemented by additional information on the consolidation of governance (see dashboards 12 to 15), and on streamlined working methods (see dashboards 16 to 18). The report also provides cross-cutting key performance indicators (see Appendix 2), a glossary of acronyms (see Appendix 3), as well as a list of useful links related to the administrative reform (see Appendix 4). 

5. Since the previous report, the Organisation has continued to demonstrate its resilience, its adaptability and its capacity to achieve its reform objectives in the midst of a complex and ever-changing environment, notably thanks to its agile administrative reform process.

6. Over the reference period, the 4th Summit of Heads of State and Government witnessed the leaders of the Organisation’s 46 member States agreeing to strengthen the Council of Europe, recommitting to its values and defining the long-term strategic role of the Organisation. In this context, the administrative reform will contribute to the follow-up to the Reykjavík Declaration as necessary, notably by building on lessons learned and on ongoing achievements to positively contribute to a strong and focused Council of Europe that can adapt to its current and future challenges.

REFORM FRAMEWORK

7. [bookmark: _Hlk157678035]At the 4th Summit of the Council of Europe (Reykjavík, 16-17 May 2023), the Heads of State and Government called for “a modern Council of Europe enabling [the Organisation] to meet current and future challenges” and pledged to “continue the reform process to achieve greater transparency, efficiency and effectiveness”.[footnoteRef:4]  [4:  Cf. Reykjavík Declaration - United around our values, page 8. ] 


8. This was confirmed by the Committee of Ministers, whose Deputies “invited the Secretary General to continue to enhance the ongoing administrative reforms, notably in light of the outcome of the 4th Summit of Heads of State and Government”.[footnoteRef:5] Underlining “the determination of the Heads of State and Government to ensure a modern Council of Europe, that is more agile, resilient and results-oriented”, the Ministers’ Deputies also “welcomed the commitment of the Secretary General to continue the reform process to achieve greater transparency, efficiency and effectiveness”.[footnoteRef:6]  [5:  Cf. CM/Del/Dec(2023)1469/11.1.]  [6:  Cf. CM/Del/Dec(2023)1481/11.1-Part1 (paragraph 9).] 


9. In line with the above, the Secretary General, the Deputy Secretary General and the whole Organisation are committed to continue delivering the Council of Europe’s reform agenda, thereby contributing to its agility and adaptability, increasing its effectiveness and orientation towards efficiency. The current report constitutes a direct follow-up to the Deputies’ decisions in this respect.

10. The main aim of the administrative reform is to strengthen the Organisation’s resilience and agility, so that it is best placed to meet its numerous challenges and can constantly adapt to a complex and ever-changing environment. The administrative reform is an ongoing process which aims to not only deliver “value for money”, but also “improve the way we work together”. Whilst the main drivers underlying the administrative reform process contribute to an increase in productivity and to the absorption of cost pressures through the identification of efficiency gains, cost reductions and cost avoidance measures, they also improve our working methods and tools, while streamlining organisational structures and operations, promoting transversality and providing additional flexibility in the allocation of human resources.
[bookmark: _Hlk98517409]
11. In its report on the administrative and organisational reform of the Council of Europe,[footnoteRef:7] the External Auditor acknowledged this positive impact of the administrative reform process. The External Auditor notably mentioned that “the previous decade was marked by numerous far-reaching reforms which profoundly changed the Organisation. These considerable achievements, of which the Organisation has a strong institutional memory, have not necessarily been perceived by the representatives of the (…) member States” (para. 136) and that “the information provided to the Committee of Ministers has made significant progress in various areas of management reform” (para. 145). The External Auditor then formulated 14 recommendations, which were accepted by the Secretary General, in order to further consolidate the achievements of the reform and to remedy any possible gaps. Nine recommendations have already been implemented since then, while the remaining five are in the course of being implemented: see dashboard 15 for a detailed overview of the implementation of these recommendations. [7:  Cf. ExtAud(2022)2, examined by the GR-PBA in July 2022 (GR-PBA(2022)CB6, item 1.c).] 


12. [bookmark: _Hlk98517756]The administrative reform also contributes to strengthening a results-oriented culture across the Organisation, ensuring the timely delivery and monitoring of results, whilst achieving ever more coherent, responsible and effective action. This is notably undertaken through an improved Results Based Management (RBM) approach, which combines reform initiatives with an increased focus on lessons learned and examples provided on the achievement of intermediate outcomes in the annual Progress Review Report on the implementation of the Programme and Budget. Additionally, the recent Council of Europe results-oriented management strategy 2023-2027[footnoteRef:8] puts a particular emphasis on learning and synergies between the RBM approach and relevant parts of the administrative reform agenda. In order to ensure overall consistency, the Programme and Budget 2024-2027 also reflects the main administrative reform measures foreseen for the first biennium, which aim to contribute as relevant to the implementation of the outcomes of the 4th Summit of Heads of State and Government.[footnoteRef:9]   [8:  Cf. Council of Europe results-oriented management strategy 2023-2027 - Learning as a driver of change, March 2023.]  [9:  Cf. CM(2024)1, notably Part 1 – Section d (administrative reform).] 


13. [bookmark: _Hlk96692104]The core strategic documents setting the overall administrative reform framework[footnoteRef:10] over the reference period are as follows: [10:  Cf. https://intranet.coe.int/group/organisation/documents-on-the-reform ] 

a. The People Strategy 2019-2023[footnoteRef:11] and the foreseen follow-on strategy (People Strategy 2024-2027); [11:  Cf. CM(2019)58-final.] 

b. [bookmark: _Hlk97149864][bookmark: _Hlk97148553]Digital Transformation, as encapsulated in the Information Technology Strategy 2023-2027;[footnoteRef:12] [12:  Cf. CM(2022)190 (Information Technology Strategy 2023-2025), to be extended to 2027 in alignment with the Programme and Budget cycle. The Information Technology Strategy 2023-2027 was endorsed by the IT Governance Board in January 2024 and will be presented to the GR-PBA at its meeting on 11 April 2024.] 

c. [bookmark: _Hlk97148507]The Capital Master Plan.[footnoteRef:13]  [13:  Cf. CM(2021)126.] 




14. The main reference documents related to the administrative reform are available on the reform intranet site,[footnoteRef:14] which provides a single-entry point for all administrative reform matters and is also accessible from the Committee of Ministers’ website (see GR-PBA homepage, “reform of the Council of Europe” section). [14:  Cf. https://intranet.coe.int/reform/] 


15. A graphical overview of some key outcomes of the administrative reform since the last progress report (March 2023) and some key steps foreseen in 2024 (non-exhaustive list) is provided below. A detailed overview of progress made in each area of the administrative reform is presented from paragraph 16 onwards.
[image: ]

PEOPLE STRATEGY

16. The People Strategy aims at ensuring that staff possess the necessary competences, and maintain motivation and consistent high-performance to achieve the organisational objectives. 

17. The People Strategy covers all major aspects of human resources management, organised around three main areas: 
· People Management, aiming at achieving a flexible, resilient and high-performing workforce which can adapt to changing needs and effectively carry out the Organisation’s mission;
· Working Environment and Culture, with the aim of modernising the way in which staff members work, further developing an organisational results-oriented culture and ensuring the right conditions for a motivated and engaged workforce, in which every staff member fully contributes and embodies the Organisation’s core values; 
· Human Resources policies, regulations and procedures, aiming at simplifying and optimising the framework in place and maximising the efficiency of administration. 

18. Over the reference period, the successful implementation of the People Strategy 2019-2023 has remained key to the administrative reform agenda. The entry into force of the new Staff Regulations on 1 January 2023 represented a significant milestone in this respect. They were complemented by revised secondary legislation providing coherent rules, policies and procedures, and organised according to the main principles of staff rights and obligations. In this context, new Staff Rules progressively entered into force in 2023. Open-ended contracts were also introduced over the reference period, while streamlined procedures (such as facilitated passage between categories, shortened probationary period and redefined interview procedures for internal and external recruitments) combining quality, efficiency and fairness were aimed at attracting and retaining talent in the Organisation.  

19. [bookmark: _Hlk68618112]The main progress and developments related to selected projects and initiatives of the People Strategy 2019-2023 are listed in dashboard 1a (People Strategy 2019-2023 - implementation overview). Additional information on key developments in this area since the last progress report is also provided hereafter. While the number of external recruitment competitions responding to the Strategic Workforce Plan has remained stable over the reference period (from 48 in 2022 to 50 in 2023), the overall number of candidates to external competitions has risen sharply (from 3 311 in 2022 to 7 750 in 2023). The overall number of staff movements has also increased significantly over the same period (from 537 in 2022 to 635 in 2023). More detailed indicators on staff movements are also available in Appendix 2: Table of Key Performance Indicators (KPIs) of the administrative reform.

20. This increase of 18.25% in the overall number of staff movements shows a steady growth in mobility in 2023. This demonstrates that staff mobility remains a priority for the Council of Europe as a means to become a more agile Organisation, and better placed to respond to current and future challenges. It notably offers staff the chance to further nurture their skills as well as to increase competencies that match the demands of an ever-changing workplace. In line with the Deputies’ decision inviting the Secretary General to continue fostering an organisational culture of mobility,[footnoteRef:15] an Intranet page dedicated to mobility[footnoteRef:16] lists the numerous advantages of mobility for staff members, as well as the corresponding benefits for the Organisation. It also includes practical references and links for staff interested in mobility. In the same vein, a staff mobility event (Mobility Open Day, organised on 18 January 2024) provided an opportunity for staff from all entities, with a diverse array of profiles and responsibilities, to network and to share information about their work and the competencies both available and sought. It was also an opportunity to raise awareness on how mobility could contribute to career development as well as its Organisation-wide results and impact. [15:  CM/Del/Dec(2023)1481/11.1-Part1 (paragraph 10).]  [16:  https://intranet.coe.int/group/human-resources/mobility] 


21. As the People Strategy 2019-2023 concluded during the reference period, some of the results achieved over its entire duration are listed in dashboard 1b (People Strategy 2019-2023 - key results). The dashboard notably lists some key achievements in recruitment and employment (with an overall increase in staff movements of 73% between 2018 and 2022), as well as in the fields of performance and development, legislation, human resources tools, diversity, well-being and ethics (with the introduction of the Ethics Framework: see paragraph 43 for more details). A review of implementation of the People Strategy 2019-2023 also showed that the consultation process of staff members launched in 2018 (ahead of the development of the strategy) had been successful with some 70% of the numerous suggestions made on this occasion (some 150) being partly or fully taken on board and implemented to date. This demonstrates that the involvement of individuals with different profiles is crucial when it comes to drawing up a strategy that concerns the Organisation’s key asset, namely its staff.

22. Last but not least in the field of human resources management is the development of the People Strategy 2024-2027 (to follow on from the People Strategy 2019-2023). In this context, the Directorate of Human Resources (DHR) is holding renewed consultations (e.g. consultations with the Staff Committee; interviews with Heads of Major Administrative Entities (MAEs); a working session between staff in DHR and human resources correspondents across the Organisation; a facilitated brainstorming session with staff; an informal GR-PBA meeting) to facilitate an informed contribution from the main stakeholders. Results of  two staff surveys undertaken in 2023 on occupational health, vulnerability and staff engagement[footnoteRef:17] and on organisational culture[footnoteRef:18] will also feed into discussions on the People Strategy 2024-2027 as a contribution to the consultative phase, providing food for thought on various topics such as organisational values, ethical behaviour, well-being at work, performance, mobility and staff representation. [17:  https://intranet.coe.int/en/group/human-resources/well-being-at-work]  [18:  https://rm.coe.int/ia-a-cult-survey-summary-results-en/1680ae0e71] 


23. With the support of the project's Steering Group and the Staff Committee, this consultative phase will help establish a strategic vision which will contribute to the elaboration of the People Strategy 2024-2027 and its future action plans. The aim, scope and initial timeline of the People Strategy 2024-2027 will be presented to the GR-PBA in due course. Future updates will also be available on the Intranet page dedicated to the People Strategy.[footnoteRef:19] [19:  https://intranet.coe.int/group/human-resources/people-strategy ] 



DIGITAL TRANSFORMATION

24. Digital transformation is a key enabler in organisational reform to streamline work procedures and support staff in their daily work. Moreover, the majority of reform projects presented in this report are reliant on tools, projects and innovations in the area of Information Technology (IT). Digital transformation is also accompanied by a comprehensive reengineering process and solid change management to maximise its impact. 

25. Digital transformation is organised around five main areas:

· Enterprise Data Management (EDM),[footnoteRef:20] which aims to consolidate the main existing EDM systems through their upgrade and by introducing new functionalities and connectivities, therefore providing a solid basis on which to support the implementation of the organisational Results-Based Management (RBM) approach and further consolidate a results-oriented culture;  [20:  The main Enterprise Data Management (EDM) systems of the Council of Europe - FIMS (the financial management system), PeopleSoft (the human resources and payroll management system) and the related line-of-business applications - contain much of the operational data that allows the Council of Europe to effectively manage budgets, activities and resources. ] 

· Enterprise Content Management (ECM),[footnoteRef:21] which aims to increase overall efficiency of the Secretariat through greater collaboration and by facilitating the use, sharing and searching of information;  [21:  Enterprise Content Management (ECM) aims at moving towards an increasingly paperless Council of Europe. The objective is to provide users with systems that enhance productivity and enable better communication of the Organisation’s content, within an appropriate governance and data protection framework.] 

· Security and Data Integrity, which aims to ensure higher resilience of IT services and business continuity in case of major incident, and to protect users against viruses, hacking and other IT-related risks; 
· Renewal of IT Infrastructure, which aims to provide users with a modern, efficient and flexible work environment;
· Innovation,[footnoteRef:22] which aims to connect people, partners and ideas, align business needs, identify synergies and catalyse collaboration to encourage new technology exploration. [22:  Some of these innovation projects identified in this context are: collaboration technologies; speech to text; document automation; use of Artificial Intelligence for business applications; E-Translation; continued studies for video-conferencing tools and voting system linked to the on-line meetings digital strategy.] 


26. [bookmark: _Hlk127298241]During the reference period, a new Information Technology Strategy[footnoteRef:23] came into force. Initially set for the period 2023-2025, the strategy is to be extended to 2027 in alignment with the Programme and Budget cycle. The Information Technology Strategy 2023-2027 was adopted by the IT Governance Board in January 2024. The strategy’s mission is to continue to implement innovative and cost-effective systems that will enhance the efficiency and productivity of the Council of Europe, digitally transform the Organisation to become user focused and data-driven, to harmonise, align and streamline business processes, and to provide both internal and external stakeholders with effective tools to implement the Organisation’s operational objectives.  [23:  Cf. CM/Del/Dec(2022)1452/11.3 and CM(2022)190.] 


27. Over the reference period of the current report, the roll-out of videoconferencing, remote interpretation and e-voting services was also be pursued in the context of the completion of the Strategy for online meetings 2021-2023, in order to further support the organisation of hybrid sessions and meetings, in line with business requirements.

28. The main progress and developments related to selected projects and new initiatives on Digital Transformation are listed in dashboard 2 (implementation overview of the 2023-2027 IT Strategy), dashboard 3 (innovation and artificial intelligence), dashboard 4 (implementation overview of the Strategy for online meetings 2021-2023), dashboard 5 (online events management system), dashboard 6 (travel management), dashboard 7 (translation management), dashboard 8 (zero-paper policy), and dashboard 9 (portal for intergovernmental meetings). Additional information on some key developments in the area of digital transformation since the last report is also provided hereafter.

29. As shown in dashboard 3, a cross-secretariat Working Group on Artificial Intelligence has been created in order to explore innovative emerging technologies and to evaluate their potential use in the Council of Europe. In 2023, various transcription solutions (Speech-to-Text), social media analytic solutions, co-working tools (Miro) and e-Linguistic solutions (e-Translation) were evaluated and handed over to business users. The Working Group will continue to explore potential applications and benefits of artificial intelligence (AI) to enhance the functioning, effectiveness and impact of the Council of Europe. It will also aim to identify innovative ways in which AI can be strategically leveraged to support the Organisation's missions, objectives and initiatives and to enhance overall productivity and effectiveness.

30. In order to continue modernising its digital work environment, by making it mobile and cloud-ready, a “full laptop strategy” is being progressively rolled out, whereby all users will ultimately be provided with laptop computers instead of desktops. The possibility of working with tablets and smart phones has also been enhanced. This contributes to increased agility, stronger business continuity, as well as to an integrated approach of the Organisation’s working environment where human resources, information technologies and workspaces complement each other as part of the New Way of Working (NWoW): see paragraphs 47 and 48, as well as dashboard 17, for more details.

31. In the field of cybersecurity, the Organisation continued to face an important number of cyber-attacks over the reference period (an average of 5 000 per day, some of which were major). The security measures in place, coupled with the Security Operation Centre (SOC), have protected the Organisation’s IT system and secured business continuity. The cybersecurity strategy adopted by the IT Governance Board will continue to provide a robust and effective cyber defense, notably in the context of new threats facing the Organisation.

32. [bookmark: _Hlk157520805]The “Source-to-Pay” (S2P) project continued to be developed over the reference period. Its ultimate aim is to consolidate common working methods and simplify financial processes, notably through workflows, electronic signatures and robust management reporting systems with enhanced coding. This will strengthen and improve the overall quality control of financial management. 


CAPITAL MASTER PLAN AND SUSTAINABLE DEVELOPMENT
	
33. The Capital Master Plan (CMP) approved in 2021[footnoteRef:24] guarantees the continuity of activities in a safe, adapted and efficient working environment, whilst reducing the Organisation's carbon footprint.  [24:  At their 1418th (Budget) meeting on 23-24 November 2021, the Ministers’ Deputies approved the proposals contained in document CM(2021)126 on the implementation of the Capital Master Plan (CMP) and its restoration to its initial duration of 15 years, as well as the acquisition and renovation of D Building: cf. CM/Del/Dec(2021)1418/11.3.] 


34. The main progress and developments with regard to the implementation of the Capital Master Plan are listed in dashboard 10 (implementation overview of the CMP) and in dashboard 11 (energy efficiency and sustainable development). Additional information on some key developments in this area since the last progress report is also provided hereafter.

35. The CMP significantly contributes to addressing the many challenges facing the Organisation in the field of real estate, such as increasing energy costs, energy efficiency and high occupancy levels in its various buildings. This is achieved by, among others, accelerating the implementation of energy savings and sustainable development actions, as well as by defining new approaches in occupying the Organisation’s workspaces. In so doing, the CMP also contributes to the New Way of Working initiative: see paragraphs 47 and 48 for more details.


36. In 2023, energy prices continued to be impacted by a notable volatility resulting from uncertainties related to the global energy crisis. Owing to good management practices and despite this instability, average prices for the Council of Europe remained limited at around €200 per MWh in 2023 and were combined with significant consumption reduction efforts (which resulted in savings in the magnitude of €750 K). The GR-PBA was regularly updated on the situation with regards to energy costs and savings, with the latest update (4th quarter 2023)[footnoteRef:25] having been examined in February 2024. [25:  Cf. GR-PBA(2024)1 for more details.] 


37. In parallel, the Organisation continued to step up its efforts and actions in terms of controlling energy consumption in order to limit both budgetary and environmental impacts. More broadly, the Council of Europe also subscribes to environmental targets and relevant European regulations which provide for financial penalties in the event of inaction or non-compliance with consumption reduction targets. As can be seen in dashboard 11, the EEAP 2 (Energy Efficiency Action Plan 2022-2032) aims at enabling the Organisation to meet the European regulatory objective of a 40% cut in energy consumption by 2030 (reference year: 2017). As of January 2024, the rate of implementation of the EEAP 2 was 50% (compared to 15% as of January 2023). Throughout 2023, an Energy Sufficiency Plan was pursued, which notably included the reinforcement of internal communication on simple but effective energy-saving tips[footnoteRef:26] and the use of information displays at the main entrances of buildings, displaying real-time energy consumption per building. This information is also available on the Intranet.[footnoteRef:27] [26:  Cf. https://intranet.coe.int/group/administration/energy-sufficiency]  [27:  Cf. https://intranet.coe.int/group/general-services/electricity-consumption] 

[bookmark: _Hlk67592822]
38. [bookmark: _Hlk159344351]In November 2023, the Ministers’ Deputies[footnoteRef:28] welcomed the efforts undertaken towards a greener Council of Europe and invited the Secretary General to submit, in the first quarter of 2024, a roadmap towards an even more sustainable reduction of the carbon footprint. In line with this decision, a roadmap for sustainable development and carbon footprint reduction within the Council of Europe,[footnoteRef:29] presented to the GR-PBA in March 2024, aims at reducing the impact of its activities on the environment, whilst ensuring overall consistency with the strengthening of the Organisation’s work on the human rights, democracy and rule of law aspects of the environment (Reykjavík process).  [28:  Cf. CM/Del/Dec(2023)1481/11.1-Part1 (paragraph 16).]  [29:  Cf. CM(2024)30.] 



CONSOLIDATION OF GOVERNANCE 

39. [bookmark: _Hlk97144093]Risk management, crisis management and business continuity, internal control, ethics and data protection are interrelated topics at the heart of a robust governance system for the Council of Europe. In all these areas, the Organisation proposes appropriate policies and tools aiming at consolidating its decision-making and the responsible management of its resources, whilst adhering to international standards and adapting to future evolutions. Since the previous report, a number of significant developments have contributed to strengthening the Organisation’s maturity in governance matters. As in previous years, a pragmatic, consistent and transparent approach was favoured, aiming at reinforcing links between the various governance systems and at promoting a culture of accountability and organisational learning. The Intranet page on governance[footnoteRef:30] provides an overview of the framework (bodies and systems) in place.  [30:  Cf. https://intranet.coe.int/governance/] 


40. [bookmark: _Hlk158992301]Recent developments in the field of risk management[footnoteRef:31] are summarised in dashboard 12. Since the previous report, the Organisation has continued to promote greater maturity in managing its risks, in line with the Risk Maturity Matrix adopted by the Senior Management Group (SMG). In 2023, the recently launched risk management IT tool (RMT) was reconfigured to fully reflect the new structure and outcomes of the Organisation, as defined in the Programme and Budget 2024-2027. A risk appetite statement, defining the types of risk for which the Organisation has either a zero, low or medium appetite, was signed by the Secretary General in May 2023. It was subsequently published in the Financial Statements and will be reviewed each year. In addition, the SMG adopted an enhanced organisational risk register, based on the Council of Europe’s strategic objectives stemming from the Reykjavík Declaration. To conclude, in December 2023, the Secretary General adopted a revised Risk Management Policy, which came into force immediately. Fostering a coherent approach to risk management across the Council of Europe, this Policy updates the provisions of the previous version (adopted in 2016) by placing risk management in a wider institutional perspective, ensuring complementarity with the other components of the Organisation’s governance system, implementing recommendations from the Directorate of Internal Oversight (DIO) and the Oversight Advisory Committee (OAC), as well as clarifying roles and responsibilities in risk management throughout the Organisation. [31:  Cf. https://intranet.coe.int/risk-management/] 


41. Recent developments in the field of crisis management and business continuity[footnoteRef:32] are summarised in dashboard 13. Over the past few years, the Council of Europe has had to manage the impact of multiple ongoing crises. In so doing, it has shown resilience at multiple levels, as well as the overall robustness of its crisis management structures. In parallel, the Organisation has continued to reinforce its crisis management and business continuity processes in the longer term. As a follow-up to the audit carried out by DIO in 2020, a high-level Task Force on Crisis Management and Business Continuity chaired by the Deputy Secretary General[footnoteRef:33] was set up in 2021. Over the reference period, the Task Force completed its mandate. In this context, the Task Force notably formalised the Organisation’s crisis management structure, process and its main actors.[footnoteRef:34] According to the type of crisis and to the requirements of the situation, only selected elements of this structure would be mobilised in a flexible way. In addition, the Council of Europe developed a series of interlinked Business Continuity Plans (BCPs)[footnoteRef:35] covering its main processes at headquarters. The BCPs aim to ensure that the Organisation can continue delivering its most critical services following a possible disruptive event (for example, the loss of a key building, the loss of Information Technology or the loss of key staff). In 2023, a series of 24 workshops as well as table-top exercises gathered more than 100 colleagues across the Organisation to assist MAEs in developing their BCPs, based on a thorough analysis of the risks affecting their critical processes. This also resulted in the mapping of links and dependencies between BCPs (BCP “pyramid”). A pragmatic approach was adopted, notably by taking into account existing business continuity procedures in the areas of Information Technology and General Services (safety and security). Lessons learned from the Covid-19 pandemic were also included if and when relevant. The collaborative process received positive feedback from MAEs and the integrated approach promoted by the Task Force will contribute to enhance the Council of Europe’s overall resilience in the longer run. [32:  Cf. https://intranet.coe.int/business-continuity]  [33:  Cf. https://intranet.coe.int/en/group/organisation/governance/crisis-management-business-continuity/task-force]  [34:  Cf. https://intranet.coe.int/en/group/organisation/governance/crisis-management]  [35:  Cf. https://intranet.coe.int/en/group/organisation/governance/business-continuity] 


42. In the field of internal control,[footnoteRef:36] a series of actions were undertaken over the reference period in order to further strengthen the Council of Europe’s internal control framework and practices. In addition to several initiatives aimed at building internal control into business processes (whereby management and all staff members are the owners of internal controls), the Organisation’s internal control policy entered into force in March 2023. The policy, signed by the Secretary General, defines the key principles of the internal control framework of the Organisation as well as the roles and responsibilities of its main stakeholders. The policy also extends the scope of the internal control framework to all processes of the Organisation, by integrating both financial and non-financial aspects, thus positioning internal control as an integrated component at the heart of the Organisation’s governance system. The policy is complemented by a strong control environment and solid business practices, which consider internal control as integral to every aspect of business, while remaining flexible in its application through a balance of explicit hard controls (contained in policies and procedures) and soft controls (which can influence staff behaviour).  [36:  Cf. https://intranet.coe.int/internal-control] 


43. In the field of ethics,[footnoteRef:37] three key texts forming an essential part of the Organisation’s Ethics Framework entered into force in 2023: a Code of Conduct (setting out the standards of behaviour expected of all staff such as integrity, independence, prevention of conflicts of interest, respect between colleagues and ethical conduct), a Policy on Respect and Dignity (introducing procedures to prevent and combat harassment and other disrespectful behaviour), and the Speak Up Policy (setting out the Council of Europe’s guidelines for reporting wrongdoing affecting the public interest and ensuring protection of those who report such wrongdoing). Moreover, the Ethics Officer became a full-time function and a new mandate of the Ethics Officer entered into force in 2023. It provides that the Ethics Officer acts as a focal point for ethics-related questions and standards in the Organisation by providing independent advice to the Secretary General and, on a confidential basis, to members of the Secretariat and other persons participating in Council of Europe activities. In December 2023, the Secretary General opened an awareness-raising event which was organised for all staff to present the Organisation’s new Ethics Framework. Last but not least, a draft Policy on Diversity, Inclusion and Non-Discrimination is currently under review and will be adopted in due time, after the required statutory consultations. [37:  Cf. https://intranet.coe.int/group/ethics/home] 






44. In the field of data protection,[footnoteRef:38] the new Regulations on the Protection of Personal Data[footnoteRef:39] entered into force on 1 January 2023 thus establishing the post of the Data Protection Officer who has an advisory function within the Organisation. At the same time, the Data Protection Commissioner retains a supervisory function. The new Intranet page on the processing of personal data within the Organisation explains the basic concepts relevant to data protection, as well as the respective roles of the Data Protection Officer (DPO) and the Data Protection Commissioner. This page also provides information on the new procedures, guidelines and templates, as well as on topics such as the data protection impacts assessments (DPIA) or dealing with data subject access requests (DSAR). [38:  Cf. https://intranet.coe.int/data-protection ]  [39:  Cf. Resolution CM/Res(2022)14 on the Council of Europe Regulations on the Protection of Personal Data.] 


45. Other key milestones related to governance are recorded in dashboard 14. 

STREAMLINED WORKING METHODS

46. Since the previous report, several initiatives have continued to streamline working methods, in particular through the development of a more task-oriented approach[footnoteRef:40] at the Council of Europe. Recent developments in this field are summarised in dashboard 16. As underlined in the Programme and Budget 2024-2027,[footnoteRef:41] “the promotion of a task-oriented approach at the Council of Europe (…) will continue to support transversality, improve working methods and provide additional flexibility in the allocation of human resources”. This initiative is sponsored by the Deputy Secretary General and supported by a cross-Secretariat working group. In this context, a Human Capital Pool[footnoteRef:42] (composed of approximately 5% of staff from each MAE, nominated by the head of MAE) was created with the aim of it being mobilised if and when needed, and assigned to a specific priority area. This pilot initiative notably makes it possible to identify resources to respond to urgent requests. In 2023, a few staff members from the Human Capital Pool were mobilised and assigned to a specific priority area, to assist with a task limited in duration. The Secretary General notably called on the Human Capital Pool, gaining from its ability to provide a cross-functional team, to prepare her roadmap on the Council of Europe’s Engagement with civil society.[footnoteRef:43] This subject, at the heart of the Reykjavík Declaration, required rapid action for it to be fully integrated into the Secretary General's 2024-2027 Programme and Budget proposal. In the light of this positive experience, it was decided to extend the Human Capital Pool, in its current composition, for the years 2024 and 2025. [40:  Cf. https://intranet.coe.int/group/organisation/reform/task-oriented-approach]  [41:  Cf. CM(2024)1, page 34.]  [42:  Cf. https://intranet.coe.int/group/human-resources/human-capital-pool]  [43:  Cf. SG/Inf(2023)28.] 


47. [bookmark: _Hlk129273832]In the same vein, the New Way of Working[footnoteRef:44] (or NWoW), introduced by DGA, promotes an integrated approach of the Council of Europe’s working environment, providing a basis upon which the Organisation can define new methods in occupying its workspaces, whilst ensuring complementarity with appropriate information technologies and human resources policies. Recent and future developments with regard to the New Way of Working are summarised in dashboard 17. Several factors have prompted the Organisation to introduce such an initiative, notably staff surveys (illustrating that the Covid-19 crisis had also been associated with new opportunities and expectations with regard to ways of working), building occupation ratios (showing that the policy of densifying office spaces and “traditional” models of assigning workspace had reached their limits), budgetary restraint, the consequences of inflation and soaring energy costs, and the Organisation’s sustainable development goals. The renovation of two buildings (D Building and Palais de l'Europe) will also provide an ideal opportunity for the Organisation to redefine and optimise the use of the space available.  [44:  Cf. https://intranet.coe.int/group/organisation/reform/nwow] 


48. [bookmark: _Hlk129273921][bookmark: _Hlk129273983][bookmark: _Hlk129274034]The New Way of Working is built upon three pillars, referred to as the 3Bs: Bricks (workspace layout; working towards an innovative and effective buildings strategy); Bytes (workstations and remote meeting technologies); and Behaviours (Establishing a new regulatory framework for human resources; increased flexibility and talent retention). Since the launch of the initiative by the Deputy Secretary General in November 2022, a combination of surveys, workshops and interviews have provided an opportunity to assess the appropriateness of these measures while identifying in detail what support was needed. On this basis, in 2023, pilot projects were initiated in the Agora and EDQM, and a development charter was approved on this occasion. Experiments within these pilot projects will be based mostly on the introduction of a flex ratio of 0.8 (8 workstations for 10 occupants, adjustable according to the entity concerned), the possibility to telework appropriately, discontinuation of office space assignation according to grade or systematic grouping of entities, and the increased provision of varied workspaces (to concentrate or work online, for collaborative work in small groups, for socialising and exchange, etc.). Although it relies on the implementation of pilot projects, the NWoW transversal initiative also permeates all dimensions of the Council of Europe's buildings strategy.
49. Recent developments in the field of procurement performance[footnoteRef:45] are summarised in dashboard 18. With approximately €100 M spent each year on the purchasing of goods and services, procurement is another area where the Organisation continuously develops streamlined working methods (notably through tools to digitalise tenders, consolidate and share information on existing contracts and new providers), whilst promoting a “best value for money” culture (through a wider publication of tenders, an increased number of negotiations and competitive dialogues, and training courses).  [45:  Cf. https://intranet.coe.int/en/group/administration/e-procurement] 


MONITORING PROGRESS THROUGH KEY PERFORMANCE INDICATORS

50. A selection of robust Key Performance Indicators (KPIs) is set out in Appendix 2 to monitor progress in the implementation of the administrative reform. With regard to the overview of the number of implemented and pending recommendations, the KPIs show that, as of January 2024, a total of 756 recommendations had been or were in the process of being implemented (in contrast to 775 recommendations in January 2023): 483 recommendations from the External Auditor (in contrast to 436), 110 recommendations from the Internal Auditor (in contrast to 189; this decrease of 42% means that a high number of recommendations were considered as implemented in 2023 and subsequently closed by the Internal Auditor), 99 evaluation recommendations (in contrast to 90) and 64 recommendations from the Oversight Advisory Committee (OAC) (in contrast to 60). Based on these indicators, the overall implementation rate of these recommendations in January 2024 is 70%. 

51. As in previous years, the indicators provided in the current report take into account the suggestions from the Organisation’s governance bodies and auditors to identify annual benchmarks and to set quantifiable targets whenever possible - see notably recommendations from the Budget Committee,[footnoteRef:46] from the Oversight Advisory Committee[footnoteRef:47] (OAC), and from the External Auditor.[footnoteRef:48] [46:  Cf. CM(2021)135.]  [47:  Cf. CM(2022)38, paragraph 19.]  [48:  Cf. ExtAud(2022)2.] 


CONCLUSIONS AND NEXT STEPS

52. [bookmark: _Hlk157509640]Over the reference period, the administrative reform agenda contributed to modernising the Organisation. As underlined in previous progress reports on the administrative reform measures, increased task orientation, greater flexibility, technological developments or alignment with international standards cannot easily be translated into identifiable and quantifiable gains. This is accentuated by the fact that reform measures need to adapt in real time and within a constantly evolving environment, in order for the Organisation to meet a series of challenges. However, quantifiable targets have been set in the Programme and Budget whenever possible, and a clear link has been established between savings or efficiency gains and their reinvestment, notably in priority areas across the Organisation.

53. In the context of the adoption of the Programme and Budget 2024-2027 at their 1481st (Budget) meeting (21-23 November 2023), the Ministers’ Deputies[footnoteRef:49] welcomed the commitment of the Secretary General to continue the reform process to achieve greater transparency, efficiency and effectiveness and invited the Secretary General to seek further budgetary efficiency with quantifiable results whenever possible, aiming for at least 1% annual efficiency gains, notably to be able to reinvest in priority sectors. Future annual progress reports on the administrative reform measures will enable the Ministers’ Deputies to follow the ongoing progress and achievements, including the above target on efficiency gains. [49:  Cf. CM/Del/Dec(2023)1481/11.1-Part1 (paragraph 9).] 


54. [bookmark: _Hlk158135451]In light of this, the overall reform process will continue to focus on three main tracks - the political reform, the reform of the Court and the Convention system and the administrative reform - aimed at reinforcing the Organisation's role and capacity to continuously adapt to current and future challenges. As foreseen in the Programme and Budget 2024-2027,[footnoteRef:50] the main drivers underlying the administrative reform process (People Strategy, Digital Transformation, Capital Master Plan and governance) will be pursued in 2024-2027. The administrative reform will also contribute to shaping the organisational culture and improving the way key stakeholders work together in view of the accomplishment of the Organisation’s mission and in reaching its objectives.  [50:  Cf. CM(2024)1, section 1d (administrative reform), pages 32-40.] 
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[bookmark: _Hlk158301930]
[bookmark: _Hlk97320524]Appendix 1: Detailed dashboards of each initiative of the administrative reform

Specific dashboards focusing on strategies and projects with defined objectives and deadlines display dials illustrating the progress made between January 2023 and January 2024, which can be read as follows:
[image: ]
The values displayed in each dial are based on a self-assessment provided by each project team or by the entity responsible for it. 
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Appendix 3:

	[bookmark: _Hlk129274979]Appendix 3: Glossary of acronyms / Annexe 3 : Glossaire des acronymes 

	[bookmark: _Hlk99004909]English
	Français

	AIIC
	International Association of Conference Interpreters
	AIIC
	Association internationale des interprètes de conférence

	API
	Application Programming Interface
	API
	Interface de programmation applicative

	ATCE
	Administrative Tribunal of the Council of Europe
	TACE
	Tribunal administratif du Conseil de l’Europe

	BC
	Budget Committee
	BC
	Comité du Budget

	CAHB
	Ad hoc Committee of Experts on Buildings
	CAHB
	Comité ad hoc d'experts sur les bâtiments

	CM
	Committee of Ministers
	CM
	Comité des Ministres

	CMP
	Capital Master Plan
	CMP
	Schéma directeur immobilier

	COSO
	“Committee of Sponsoring Organisations of the Treadway Commission” (internal control framework)
	COSO
	« Committee of Sponsoring Organisations of the Treadway Commission » (référentiel de contrôle interne)

	CPE
	Energy Performance contract
	CPE
	Contrat de performance énergétique

	DGA
	Directorate General of Administration
	DGA
	Direction Générale de l’administration

	DFC
	Central Financial Division
	DFC
	Division financière centrale

	DIO
	Directorate of Internal Oversight
	DIO
	Direction de l'Audit interne et de l'Évaluation

	DMS
	Document Management System
	DMS
	Système de gestion des documents

	eComms
	Electronic communication 
	eComms
	Communication électronique

	EDM
	Enterprise Data Management
	EDM
	Gestion des données d’entreprise

	EDQM
	European Directorate for the Quality of Medicines & HealthCare
	EDQM
	Direction européenne de la qualité du médicament et des soins de santé

	EEAP
	Energy Efficiency Action Plan
	PAEE
	Plan d'action pour l'efficacité énergétique

	EventS
	Events Management Tool
	EventS
	Outil de gestion des événements
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	[bookmark: _Hlk129791718]English
	Français

	EYC
	European Youth Centre
	CEJ
	Centre Européen de la Jeunesse

	FIMS
	Financial Information Management System
	FIMS
	Système de gestion de l'information financière

	FO
	Financial officer
	FO
	Agent financier

	FTE
	Full-time equivalent
	ETP
	Equivalent Temps Plein

	GDD
	Travels management tool
	GDD
	Outil de gestion des voyages

	ICSAQ
	Introduction of Internal Control Self-Assessment Questionnaires
	ICSAQ
	Questionnaire d’auto-évaluation du contrôle interne

	ITGB 
	IT Governance Board
	ITGB
	Conseil de gouvernance informatique

	KPI 
	Key Performance Indicator
	KPI
	Indicateur clé de performance

	MAF
	Common Procurement and Finance Department
	MAF
	Service mutualisé d’achats et finances

	NMR
	Nuclear Magnetic Resonance.
	RMN
	Résonance magnétique nucléaire

	OAC
	Oversight Advisory Committee
	CCAE
	Comité consultatif d’Audit et d’Evaluation

	PDE
	Palais de l’Europe
	PDE
	Palais de l’Europe

	PDH
	Human Rights Building
	PDH
	Palais des Droits de l’Homme

	PMM
	Project Management Methodology
	PMM
	Méthodologie de gestion de projet

	RBM 
	Results Based Management
	RBM
	Gestion basée sur les résultats

	RM
	Risk Management
	RM
	Gestion des risques

	RSI
	Remote Simultaneous Interpretation
	RSI
	Interprétation simultanée à distance

	SCN
	Superior Courts Network 
	RCS
	Réseau des Cours supérieures

	TCO
	Total Cost of Ownership
	TCO
	Coût total de possession

	TMC
	Tender for a Travel Management Company
	TMC
	Appel d’offre pour une agence de voyage

	ZPP
	Zero-Paper Policy
	ZPP
	Politique zero papier
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Appendix 4: Useful links on the administrative reform


	Context of the reform

	https://intranet.coe.int/reform

https://intranet.coe.int/en/group/organisation/reform#reform-timeline


	Reform documents

	https://intranet.coe.int/en/group/organisation/documents-on-the-reform

	People Strategy

	https://intranet.coe.int/en/group/human-resources/people-strategy


	Task-oriented approach (including Human Capital Pool)

	https://intranet.coe.int/en/group/organisation/reform/task-oriented-approach

https://intranet.coe.int/en/group/human-resources/human-capital-pool


	Digital Transformation

	Information Technology Strategy 2023-2025


	Capital Master Plan

	Capital Master Plan

	New Way of Working (NWoW)

	https://intranet.coe.int/en/group/organisation/reform/nwow



	Governance

	https://intranet.coe.int/governance


	Risk Management

	https://intranet.coe.int/risk-management/


	Internal Control
	https://intranet.coe.int/internal-control


	Crisis Management and Business Continuity
	https://intranet.coe.int/business-continuity


	Ethics

	https://intranet.coe.int/en/group/ethics/home


	Data Protection

	https://intranet.coe.int/data-protection       
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Indicators — Available data, January 2024

- Number of external recruitment competitions responding to the Strategic Workforce Plan—2018: 21,
2019: 40, 2020: 50, 2021: 47, 2022: 48, 2023: 50

- Number of candidatesto external competitions:—2019: 5 415, 2020: 6 383, 2021 6 342, 2022: 3311,
2023: 7750

- Number of staff movements—2018: 333, 2019: 371, 2020: 573, 2021: 591, 2022: 537, 2023: 643

- Number of daysoftraining-2019: 7 558, 2020: 5 476, 2021: 6 556, 2022: 6483, 2023: 10461

- Traineeships (2sessions/year): 2021: 180 trainees from 34 memberStates (4778 applications), 2022: 152
trainees from 30 member States (3928 applications), 2023: 75 trainees from 25 member States (1849
applications) only one session organised.

Main Risks — Main mitigating actions, January 2024
- Insufficient stakeholder’ buy-in and trust, resistance to change —News, information
meetings, communication

- Lack of adequate resources to implement reform projects—Prioritisation based on
strategic choices

- Reduced competitiveness/attractiveness of the Organisation due to contextual
elements beyond our scope of mitigation —New contractual policy and wel-being
measures

- Repercussions from the suspension/expulsion ofa member tate on the Strategy’s
implementation - Constant adaptation to the changing political, legal and budgetary
situation
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Main Indicators ~ Available data, January 2024 sks ~ Main mitigating actions, January 2024

- User satisfaction score - 2022: 8/10, 2023: 8/10 - Difficulties in recruiting a trong, IT competent and experienced workforce - Recruitment strategy with DHR
- Business owner satisfaction score- 2022: 8/10, 2023: 8/10 - Espionage Risk- People awareness and training, Proper counter measures, Deployment of a secure
- Total Cost of Ownership per user (ECHR, EDQM, Observatory excluded) - 2019: €5 170, messaging solution (Olvid) for senior management

2020: €5 689, 2021: €6 462, 2022: €6 100, 2023: €6 100 - Increase of IT operational and security costs- Streamline business processes - Innovative and cost-effective
- Digital transformation rate of advancement- 13%* based onthe 2023-2027 IT Strategy— ||~ systems- Costmonitoring

65% ofthe 2023 objectives

* Basedon the 5-year IT Strategy 20232027
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Main Risks - Main mitigating actions, January 2024
- Misalignmentto business needs- A/ Working Group
- Data privacy, regulation and security - Collaboration with DPO, CISO

- Ethical and social responsibility - Al Working Group - Collaboration with CAI
- Difficulties in recruitinga strong, IT competentand experienced workforce - Recruitment strategy with DHR

Main Indicators - Available data, January 2024

- Rate of advancement- 13%* (65% of the 2023 objectives)
- Rate of mature innovativesolutions delivered/tested to business- 35%

* Based on the 5-year IT Strategy 2023-2027





image8.JPG
Dashboard 4

Digital strategy — online meetings (2021-2023)
—implementation overview

2024

mode

e field for

Rollout of videoconferencing, remote interpretation and e-voting services

Main Indicators - Available data, January 2024 Main Risks - Main mitigating actions, January 2024
- Paradigm shiftin organisation of events requiring more specialised staff—thanks to budgetaryallocationsin the

2020 2021 2022 2024 budget, specialised human resources have been retained
1

‘Conference rooms adapted 10 5 5 || - Increase of Total Costof Ownership (TCO) —ensure proper budget allocation for CAPEX and OPEX and have
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- Increasingly late minute requests due tolack of guidance on meeting format —raise-awareness of negative
impact of last-minute requests on availability and cost of resources and on staff well-being.
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Main Indicators - Available data, January 2024

- Level of use of core functionalities of the online Events management system— 2019: 70%
Strasbourg; 2020: 75% Strasbourg & 50% Field, 2021: status quo; 2022: 85% Strasbourg & 50%
Field, 2023: 85% Strasbourg & 59% Field

- Level of integration of Events—2015: 40%-core functionalities, room reservation, interpreting
integrated. GDD (Travels Management ool integration underway; 2020: GOD (Travels
Management Tool) partially integrated; 2021 status quo; 2022: stocktaking, chat feature,
interpreting quotations; 2023: multimedia services and quotation and event logistics

- Numberofuserstrained—2019:23, 2020: 94, 2021 33, 2022: 179, 2023: 430

Main

isks —main mitigating actions, January 2024

- Fluctuating demands of users—New functionalities have been clarified and the catalogue of
events services has been published. The working methods of the new Helpdesk to respond to
standard requests speedily and coordinate more complex events have been documented and
clarified. An Organisation-wide events policy stillneeds to be putin place.

- Local or worldwideevents leading to severe socio-economicconsequences and increased
operational costs—ensuring sufficient budget allocation
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- Exclusion of the Ukrainian territory from the business travel insurance coverage —Implementing an ad-hocinsurance
coverage with the insurance company under contract. Launching a callfor tender to lower the cost.
- Misalignment between business and IT strategy objectives—dueto changein business requirements ensure the GOD
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Main Indicators ~ Available data, January 2024

Machine Translation (MT) pilot: DeepL & systran rolled out.
Number of pages translated: 80,000 (-12.5% in reference to previous year)

Client satisfaction: 23 spontaneous satisfaction testimonies concerning special projects.

Quality control: Spot/ad hoc enhanced quality control actions for new freelancers. Freelance

English/French translators have been quality checked at least twice.
Knowledge Management — Ongoing creation of new thematic machine translation (MT) and computer-

assistedtranslation (CAT) modules.

Main Risks - Main mitigating actions, January 2024

- Negative effect on quality of documents—Define a policy maintaining quality

- Negative effecton bilingualism — Define a translation policy taking bilingualism policy
intoconsideration

- Acceptance by stakeholders—Focus on communication and implication of all

stakeholders
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Main Indicators - Available data, January 2024

Zero paper policy

project following the Covid crisis
- Review and al of printing
tion for 1 or

n

Action Plan and Digital Strategy —
Online Meetings

- printing scope, facts & figures : 10
years study published in March

<Fi s 15%

«Printshop resizing from 6 t0 &
machines

- Yearly printingvolumes (printing workshop and office automation)
- 2021/2020: - 21%, 2021/2019: - 49%, 2022/2021: +0.2%, 2023/2022: -15%

- Tonnesof paperused

- 2010: 130 t, 2019: 57 t,2021: 291, 2022: 29 t,2023: 25t
- Volume of shipping ofvarious documents and letters
- Mail: 2021/2020: +7%, 2013/2021: - 17%, 2022/2021: -46%, 2023/2022: - 14%

- Express:2021/2020: +17%, 2013/2021: - 15%, 2022/2021 : + 40%, 2023/2022: - 28%

- Freight:2021/2020: + 76%, 2019/2021: - 46%, 2022/2021 : + 61%, 2023/2022: - 28%

« Implementation upgraded version
T
onsultation and diffusion of
publications and document

- printst
digitalisation (scan, OCR) of the
EDQM archi

Yearly printing volumes (all sectors) 2016 - 2023 (millions)

s o w m w

New printing
contract

- Printshop: digitalisation service operational
- DAM testing and configuration underway:
operational during the 1+ semester

- Invoicing prepress and printing: study in
progress
- SPDP strategic plan 2024-2025 job evolutions

Call for tenders print shop
and copiers to come into
effect 01/01/2026

s - Main mitigating actions, January 2024

- Decentralisation of printingresources and political will ~Reassess the scope of the project with

stakeholders.

- Lack of stakeholder acceptance ~ Ensure adequate communication at alllevels,
- Insufficient financing of the document budget—Ensure coherence between the aim of the ZPP

andthe re-invoicing of costs.
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Main Indicators - Available data, January 2024 Main Risks - Main mitigating actions, January 2024
- Rate of advancement-30% - Redefinition of business needs due to the geopolitical situation - continuous dialogue with allproject
- Satisfaction survey of future users—to be undertaken stakeholdersin particular the GR-PBA

- Delaysinimplementation dueto the reprioritisation of key IT projects and underlying infrastructure
migration—regular assessment and adaptionof calendar





image14.JPG
Dashboard 10

Capital Master Plan (CMP)

VP Phase | (2016-2021): completed at98%
~Remainder of projects added to CMP Phase Iito be completed in accordance with CMP forecast expenditure. These include disabled regulatory
compliances and replacement of ifts (all buildings).

CMP Phase 11(2022-2032): completed at 16% (expenses 2022 and 2023 versus expenses 2022-2032)

Asbestos Removal and Parking renovation Palais completed, Fire Security System Replacement Palais nearly completed, D buiding
programming studies in progress, renovation works of the hemicycle in progress, meeting rooms in PDH, PDE, Agora completed of i progress
(hearing room, room 1, rooms G04-05-06, etc.)

CMP Phase Il

Main Indicators - Available data, January 2024 Main Risks - Main mitigating actions, January 2024
- Schedule Performance Indicator~On time - Disruption of services ~with several existing installations coming to the end of their lifespan, therisk of breakdown
- CostPerformance Indicator~On budget becomes morelikely, which can lead to a "disruption of services - Revised proposal of the CMP prepared.
- Numberof incidentsthat have disrupted the business continuity of the (CM(2021)113 & CM(2021)126) and agreed in November 2021 by the CM, start of CMP Phasellin 2022, including
Organisation~Noincidents disrupting business continuity expenditure plan as wel os updated realestatestrategy with support from CAHE, GR-PBA and CM, CMPreview
- Compliance with rules applicable n the host country ~Full compliance foreseenin mid 2025.
reported by host country - Inefficient balance energy savings / investment and non-respect of regulatory compliances regarding energy efficiency
regulations — Energy efficiency and sustainable development strategy and torgets, taken into account in the frame of
(*) CAHB: Ad Hoc Committee of Expertson Buildings CMP Phase Il and reinforced in 2023, will be akey part of the forthcoming CMP review mid 2025

- Redefinition of business needs dueto the geopolitical situation - Continuous dialogue with all stakeholders
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Energy Efficiency & Sustainable Development :

EEAP 1 (Energy Efficiency Action Plan 2017-2021): comp
The results obtained at the end of thisfirst phase indicate a gain in electricity consumption that may exceed 20% for some buildings and

2(2022-203)
is included in EEAP 2

onsumpts

-Ene
carried out)
- EEAP 1 Palais de [Eu
achieved
- EEAP 1 monitoring 1/2019 sustainability
confirmed
- Renegotiation of multi-technical c
- Charter on promoting biodiversity
- Energy Efficiency and sustainable development
integratedin CMP revision & strategy
- Energy performance contract (CPE) signed
Smart X to measurement installed

ary curtailment of electricity

hanism put in plac

ion Plan (EEAP) (studie

e (Objective — 10%)

Main Indicators - Available data, January 2024

- Energy performance guarantee:
realised by operator

- Weightedtotal energy consumption for all buildings:
(2021/2020): -7%, (2022/2021): -6%, (2023/2022): -15%

- Biodiversity charter commitment updatein 2023: 1
actions in progress: “champion” category

- Water consumption: (2021/2020): -8%, (2022/2021): -5
(2023/2022): 0,29

ain sharing on economies

n

at 100%

Regulation compliances.

Targets: -40% ~50%

- SMART analysis for HVAC &
and new measurement tools
ncy Certificates

tr

2050

2030 2040

Aroadmap for
sustainable
development and
reduction of
carbon footprint
tobe presented in
March 2024

EEAP3
(target-50%
by 2040)
MWh a year before).

3 combined EEAP 4 (target
savings) 60% by 2050)

Main Risks - Main mitigating actions, January 2024

- Lack of stakeholder acceptance —Close.
toneeds—ad

and additional mea:

- Adverse climate conditions/application of COVID-]
- Increase in energy costs— /1 2
nexpected high levels and vol
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Main Indicators ~ Available data, January 2024
Number ofactive operationaland transversal risk registers -2022: 67, 2023: 72
Number ofactive risks— 2022: 522, 2023: 450 *

Number of mitigatingactions—2022: 2005, 2023: 1726 *

Number ofrisk/action managers identified in RMT —2022: 86; 2023: 136

Formal adoption of the Organisational Risk Register by senior management -
2022: March, 2023: March, 2024: March

~ Decreasedueto theconsolidation of isks across MAES and the creation of transversaiisk
registers

Main Risks — Main mitigating actions, January 2024

Insufficient buy-in from staff—enhanced training/workshops (RMT and RM methodology): increased
communication

Insufficient consolidation of risk management practices across the Organisation —increased proportion of
programmes, projects and outcomes covered; increased quality of operational isk registers; enhanced
organisationalrisk register; increased coverage of transversalrisk registers; consolidated practices and enhanced
‘monitoring of mitigating actions through the RMT.

Insufficient coordination on Risk management matters amongst MAES - increased frequency of Risk Management
Working Group (RMWG) meetings; better representation of MAEs in the RMWG

Insufficient complementarities between Risk Management and Governance policies —ensure synergies and
integrated approach betweenrisk management, RBM, internal control and CMBC
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« Periodical review of BCPS
« Organisation of possible simulation
ording to needs

WMeetings of the Task Force (chaired by the Deputy Secretary General) Main Indicators — Available data, January 2024
« Firstmeeting of the Task Force - November 2021 63 business processesidentified across the Organisation
Second meeting of the Task Force (enlarged “working group” format) - March 2022 24 business processes across the Organisation covered by business continuity plans

+ Third meeting of the Task Force (enlarged “working group” format) - December 2022 25 business continuity plans

Fourth and final meeting—January 2024

The fivemeasures = PR
Main Risk — Main mitigating actions, January 2024

« horizon scanning capacities i o oo ’ o
+ crisis competency framework Lack of identification and optimalimplementation of corporate crisis and business continuity
+ appropriate forum to manage Organisation-wide crises solutions (see Internal Audit (2019) 05) - setting up of  high-leveltask force on Crisis Management
« effectivecommunication lines intimes of crises and Business Continuity to oversee the introduction of measures aimed at strengthening the

introduction of Business Continuity Plans (BCPs) Organisation’s resilience; gradual development and introduction of BCPs across the Organisation.
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Governance and compliance - SELECTION OF KEY MILESTONES AND INDICATOR

Internal control

Ethics

Data protection

2016

« Statementof Internal Control
included in the Financial
Statements

« Internal Audit assignments on
Internal control —~based on COSO

« Internal Control integrated
framework

« Instruction on Declaration of
Interestsamended

* Modernised Convention
regardingthe Processing of
personal Data

2018

« Introduction of Internal Controlself-
assessment Questionnaires (ICSAQ)
« Internal control framewaork for

Financial Management—adopting
COs0 frameworkand “three lines”
model

« Establishment of the function of Ethics
Officeras an advisory/preventive
mechanism (April 2019)

+2019-20 Report of the Ethics Officer

« Creation of Data Protection Officer job.

+ DevelopmentofICSAQs

« Creation of a full-time Internal Control Officer
position

« Review of the internal control framework

« Integrated Internal Control policy (financial
and non-financial)

« Statement ofthe Secretary General on
Governance included alongsidethe Financial
Statements

« Annual Reports of the Ethics Officer

« Entry into force of new Code of Conduct,
Policy on Respect and Dignity, Speak Up Policy.

« Full-time Ethics Officer
« New mandate of the Ethics Officer

« Awareness raising eventsfor top
managementand Secretariat

« Entry into force of new Council of Europe
regulations on the Protection of Personal Data

« Guidelines on draftinga privacy policy for
eventsand surveys, includingtemplates

« Development of an Assurance Map

+ Ongoing development of synergies and
integrated approach toRisk Management,
Business Continuity and Internal Control

« Adoption of a Policy on Diversity

* Measures to ensure the implementation of
the new Ethics Framework: awareness-
raising eventsand training courses

« New e-learning course on ethics

« Further development of data-mapping
‘questionnaires, with an online repository

* Awareness raising events and training
courses
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Governance and Compliance - SELECTION OF KEY MILESTONES AND INDICATORS

Audit/Evaluation

2016

2018

« Peer Assessment of the Evaluation
Function - recommendations for
update of evaluation policy

« Quality Assessment of the Internal
Auditfunction: overall rating
“generally conforms” (highest
rating possible)

+ Instruction 65 on Investigations

« Creation of Investigation unitand
appointmentofan investigator

« Audit Committee expandedto
become Oversight Advisory
Committee (OAC)

Main Indicators ~ Available data, January 2024

- Ethics- Advice provided in 56 cases (2022), 106 cases (2023), Ethicstraining

« Adoption of New Evaluation Policy
and Guidelines

+ DIO Strategy 2020-2024

« Compulsory E-Learning trainings on
Ethicsand Fraud

+ DIO Strategy 2020-2024

+ Revised mandate of the OAC

« Quality Assurance framework for
decentralised evaluations.

« Introduction of a new recommendations
follow uptool

« External Quality Assessment of the Internal
Auditfunction : overall rating “generally
conforms” (highest rating possible)

« New DIO Charter adopted by the Committee
ofMinisters

« Peerreview of the evaluation function:
evaluation function has been noticeably
strengthened

« Self-assessment of the Investigation function

« Creation of Head of Investigations job.
(1anuary 2022) and team reinforcement
(Investigation Division)

« NewDIO Charter adopted by the Committee
ofMinisters

« Revised mandate ofthe OAC
« Renewal of OAC composition

- Internal Control~ICSAQsurveys completed: 78(2022)*, 80 (2023), Key controls assessed as “fully functioning”: 87.2 % (2022)*%, 87.5 % (2023)
* Updated to show the final figure for 2022 ** Updated to reflect the new calculation method which excludes “N/A” responses.

Please refer to dashboards 12 and 13 for key milestones and indicators with regards to Risk Management and Crisis Management — Business Continuity respectively.

« DIO work programme 2024-2027 in line
with the strategicobjectives of the
Programme and Budget, and the Reykjavik
Declaration

* New regulatory framework for
wrongdoings and expanded mandate of
the Investigation Division (Rule on
investigations, Speak Up policy, Staff
Regulationsand Rules, etc.)

* Awareness-raising activities

* Revised fraud-risk assessment framework

*DIO work programme 2024-2027

0.51% of staff (2022), 90.58% of staff (2023); Fraud awarenesstraining: 82.17% of staff (2022), 83.63% of staff (2023)
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External Auditor report on the administrative and organisational reform of the Council of Europe 71%
(ExtAud(2022)2)

Overview on the implementation of recommendations

[
8 embodiment of
with regards to 1 =
ther - ompartmentalise Human Resourt tion to|

il a5 revenue riented approach)

Priority Level 1| Priority Level 2 Priority Level 3

February
2025

The 14 recommendations were made by the
External Auditor and classified by levelof priority:
Priority Level 1: requiring the immediate
attention of management 3)

5
a
3
Priority Level 2 of & less urgent nature, tobe 2
addressed by management (4)
Priority Level 3: point on which controls could be -

improved (7)

Number of recommendations by area

Strategy & Information Structures Human resources & tools Economies & indicators
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Task-oriented Approach (ToA) - projects and initiatives

format)

Fifth meeting (sub =
e crin juman Capi

implementat

P pr
map on the

ing

* 117 staff membersacross all
MAEs -

» 31 job families. prionty

+12 grades (from C4 to AS) a athand

- 29 nationalities

- 58% women, 42% men

objectives

« Toallow fora rapid adjustment of staffing levels at ifferent periods depending on needs and

priorities.
To enhancea cross-sectorialworking culture and methods.

To increase flexibility, agility and efficiency in the allocation of staff, based on prioritising tasks
overstructures.

To increase staff competency levels, motivation and organisational awareness.

To permitthe identification and best use of untapped competencies of staff.

To support the People Strategy s objectives and initiatives to increase staff mobility.

Ata collective level, it allows the flexible use of human resources from different sectors,
without requiring a formal or permanent restructuring. Typically, task-oriented projects and
initiatives bring together a limited number of participants (experts in specificareas of
knowledgeor practice), are created on an “as-needed basis”, bring added visibility tothe
objective and an increased focus on the resultsto be achieved.

Atan individual level, a task-oriented approach can also create more opportunities to
develop collaborative relationships and enablestaff members to diversify their professional
experience, notably by working on transversal matters beyond their daily responsibilities.





image22.JPG
Dashboard 17

New Way of Working (NWoW) — Phase | Pilot Projects 50%

ntact

- EDQM Arquebusiers pilot project - works in
Q1 2024 and feedback early Q4

+ Shaping pilot pro

- Outlin

- Highlighting and i

« NWoW pilot project in Palais de F'Europe
« Teams n D Building to move to Palas d
FEurope from 03

« identification of
corrective actions
or measures

Main objectives — January 2024

sks — January 2024

NWoWis a transversal programme, managed by DGA, co-constructed with all MAEs and concerningall buildings. Itis || - Ability to follow the expected calendar with regards to the wide scope and
builtonthree pillars, referred to as the three Bs : complextty of this programme which concerns allstaffmembers.

« BRICKS: Workspace layout—DGS (CMP) - Correlate objectives of the project with availablebudget (N\WoW costs will be
« BYTES: Digital tools—DiT (digital workstations) and ITEM (digital strategy) mainly financed by CMP)

« BEHAVIOUR- DRH (People Strategy) - Reachtargets simultaneously for the Organisation, staff members and the

4 pilot projects will be implemented with identified teams: Agora (DGI & DGII), EDGM (Arquebusiers), Palais de environment

I'Europe and D Building. - Need foradditional office space (m?) to meet requirements f new occupancy

DGS/DBI in charge of programme management within the remit ofits responsibilites for the CMP and Space Planning. patterns (flex ratio and non-assigned workstations) are notimplemented.
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Main Indicators- Available, January 2024
1. Consolidation of volumes and shared providers (economy of scales, merged calls for tenders)
- Number of shared Contracts availabl to all Directorates: 2021 11, 2022: 44, 2023: 48

- Quantity of providers registered in CoE shared database: 2020: 0, 2021 1 388, 2022: 2 445, 2023:3
492
2. Procurement support on performance and bestvalue for money
- Number of tenders supported (2020, 11 files): 2021: +118%, 2022: +83%, 2023: +57% (69 tenders)
- Staff satisfaction level when receiving support on performance and best value for money;
< DGA 2022: 6.2/10, 2023:7.4/10
- Other Directorates 2023 (new): 8.8/10
~Quantity of staff trained on performance and best value for money: 2023 (new) : 65
3. Digital tendering platform (E-Procurement) - % of Directorateswho used e-procurement (out of 16 main
Directorates): 2021 38%, 2022: 50%, 2023: 50% (data covers only 9 months - from January to September
2023 - 05 a new e-procurement system is currently being devised)
- %of files submitted to Tenders Board, that were published through e-procurement
- DGA&EDQM 2020 :100%
+ Other Directorates 2019: 0%, 2020: 9%, 2021: 34%, 2022: 39%, 2023: 15%
- Number of working days saved thanks to dematerialisation : 2020: 217, 2021: 191, 2022: 144, 2023: 91

DPC and
External offices to spread the
best value for money

(and training
rocurement tool (calls for tender);
nplate (to improve accuracy of
ontractual documents — with DLAPIL);
ing tool and Kpls

for the Council of Europe
(synerg s, simplify

Main Risks - Main mitigating actions, January 2024

Despite a reinforcement of communication, the implementation of dedicated trainings, the
creation of new tools to facilitate and improve tenders’ results, the best value for money
culture stil requires further promotion and convincing throughout the Organisation
- Continuous efforts to propose processes and tools to staff dealing with tenders
- Stronger cooperation between DLAPIL (legal aspects) and Procurement Unit
- Strengthening of the Procurement Unit tea (profiles and experiences)
The lack of e-procurement solutions in the Organisation, since the end of the previous
contract, creates risks toward transparency and access to CoE tenders
- New solution, in line with Procurement Unit expectations, still under development (see
DIT). Other tools under testing (contract management, sourcing, Pl ..)
- Opportunity for further functionaties to improve internal access to existing contracts
and tenders{economy of scales, merged cals for tenders)
Despite improvements regarding the access and the understanding of CoE’s yearly purchases
(+/-35Me), key data to develop an Organisation wide strategyon procurement are still
missing:
- Centralisation and improvement of data through the S2P project should help
- Needto reinforce data analysis to dentify long term action plan.
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