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Introduction 

The Program-Budget Guidelines for 2009 (AG/RES.2437 (XXXVIII-O/08), urges the Secretary General “to continue implementing an action plan that modernizes human resource policies and that includes transparent hiring procedures, sound personnel management and performance evaluation methodology, trust appointments, equitable geographic distribution as well as gender balance at all levels of the OAS and to present a comprehensive report and recommendations to the Permanent Council….”

In partial response to this mandate, the General Secretariat (GS/OAS) submitted a report to the Committee on Administrative and Budgetary Affairs (CAAP) on Trust Positions as of December 31, 2008 (CP/CAAP-2986/09 ).  That report recommended a differentiation among four categories of trust appointments.  The CAAP is currently considering that recommendation.  

In addition, on March 18, the GS/OAS submitted to the CAAP a report on geographic distribution and gender balance within the GS/OAS as of December 31, 2008 (CP/CAAP-3001/09 ). That document recommended the application of the UN Food and Agriculture Organization’s (FAO) formula for determining adequate geographic representation at the OAS.  That formula was approved by the CAAP on March 25, 2009.  

Further, the General Secretariat is also presenting, in a separate document, the “2008 Performance Contracting (CPR) Report.” Among other issues, that report outlines reform initiatives in the contracting area, including human resource contracting. 

These three referenced reports comply with elements of the General Assembly mandate quoted above.

The Secretariat for Administration and Finance (SAF), through its Department of Human Resources (DHR), is pleased to provide to the CAAP a new report that addresses in more detail efforts underway to streamline human resource policies and modernize its management components. Our goal is to contribute to a more efficient and effective Organization, as well as to reinforce the GS/OAS’s commitment to austerity and transparency in all of its actions. 


This report addresses the following topics: 

1. Profile of the GS/OAS workforce;

2. Staff Rules review, including contracting mechanisms, performance evaluations, conflict resolution, and job classifications; 
3. Workforce Management and Planning, including the Position Control System, succession planning, recruitment and selection, and training. 

1,
Profile of the GS/OAS Workforce  

A. Personnel Funded by Specific and Other
 Funds (Trend between 1995-2008)



The CAAP has requested the General Secretariat to examine the number of personnel funded 
by Specific Funds [AG/RES. 2437 (XXXVIII-O/08) paragraph II. A.1.b.].



The following chart provides a trend line on positions funded by Regular, Specific and Other Funds between 1995 and 2008:
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· The number of staff members funded by the Regular Fund has remained relatively stable.  Between 2007 and 2008, there was an increase of four staff members. Most of the new posts in the Regular Fund have resulted from the conversion of senior posts into more junior posts. For example, a vacant P05 position may be split into two new positions: a P02 and a G05. This results in the optimization of staff resources within the same personnel budget.
· In contrast, the number of staff members funded by Specific and Other Funds has grown. As of December 31, 2008, the number in this category reached 203, which represents a 56% increase relative to 2002 (130). This reflects the growth in the level of Specific and Service Funds, including commitment by donors in support of OAS-managed initiatives. Expenditures from Specific and Other Funds were $84.7 million in 2002 and $97.9 million in 2008. 
· Personnel financed with Specific and Other Funds tend to receive short-term contracts. These Short-term contracts account for 59% of the total number of contracts funded by Specific and Other Funds. In comparison, short-term contracts represent only 27% of the total number of contracts funded by the Regular Fund. 
· There are differences in human resource costs associated with the financing of Regular and Specific and Other Funds.  The two main reasons are listed below:
1.
Implied benefits in Long-Term Contracts, Continuing Contracts and Career Service. Contracts financed by Specific and Other Funds are, in their majority, short-term personnel contracts: 120 of 203. On the other hand, the Regular Fund finances 336 contracts in the Long-Term, Continuing Contract and Career Service categories.  Besides the basic salary, these may, depending on whether the contracts are for professional or general services, include benefits such as education subsidy, dependents, tuition reimbursement, life insurance, home leave, transportation and moving allowance.

2.
Associate Personnel. The number of staff financed by Specific and Other Funds includes nine (9) Associates, who by definition in Art. 24 of the General Standards “…are not entitled to any of the rights and benefits of staff members…”, and are not paid by the General Secretariat of the OAS. 

· A significant number of CPRs and local contracts are being funded by Specific Funds. This will be further discussed below.
B. Current workforce of the General Secretariat 


(See Annex I- Workforce at the General Secretariat)
· As of December 31, 2008, the workforce distribution shows 737
 filled staff positions, 534 funded by the Regular Fund (RF) and 203 funded by Specific Funds (SF).
· Of the 737 staff positions 244, (33%) are in the General Services category.
· As of September 30, 2008, there were 471 active contractors (i.e., “natural person” CPRs). This number would be equivalent to 32% of the total workforce. The vast majority of these CPRs (85%) are financed with Specific Funds.
· As of October 30, 2008, there were 273 local hires in the field offices, supporting programs and activities carried out in the member states. These contracts are funded exclusively with Specific Funds. Until recently, these were not tabulated at Headquarters. SAF/DHR is working with the OAS Representatives in the field to ensure that Headquarters has a full accounting of these local hire contracts, sources of funding and terms of each contract. 
2.  
Staff Rules Review 

The Department of Human Resources (DHR), with legal support from the Department of Legal Services (DLS), has completed an initial detailed review and draft revision of key portions of the Staff Rules to ensure that they remain current and responsive to today’s requirements. In 2007 and 2008, DHR, with legal support of the DLS and the Staff Association, undertook the task of updating the Staff Rules to ensure that they reflected revisions to the General Standards approved by the Governing Bodies as of the most recent General Assembly. Once this update and reconciliation of the Staff Rules was completed, the next goal was to identify areas in the Staff Rules that generated some confusion or inefficiencies.  The objective was to propose solutions based on best practices used by other international organizations. Four critical areas in the Staff Rules were identified for improvement: contracting mechanisms, conciliation and mediation, performance evaluation, and classification of posts. The status of each is further outlined below. 

Please note that the Next Steps for all of the projects in this section include:

· Finalize internal review and negotiate proposed changes. This on-going initiative will continue through the balance of 2009.

A. Contracting mechanisms 


As described in the most recent Performance Contracting (CPR) Report (for 2008), the GS/OAS is engaged in the task of simplifying the multiple contracting mechanisms used by the GS/OAS, including human resources contracting, as well as services procured from legal entities. For human resources, the GS/OAS proposal is to streamline and reduce the number of contracting mechanisms.  The implementation of this initiative will more accurately differentiate employees from independent contractors. The objective is to ensure that individuals are hired under the appropriate contracting mechanism. The byproducts of this initiative include the standardization of the hiring process and higher transparency in hiring procedures (including local hiring in the OAS offices in the Member States).

Actions taken:

DHR, with the legal support of DLS, has undertaken the following actions: 

· Review and compare contracting mechanisms used by IDB and UN (November 2007).
· Revise the Staff Rules to align fully with the General Standards (completed and became effective on July 28, 2008).

· Draft proposal for the consolidation of multiple contracting mechanisms. Proposed new contracting instruments for human resources is now under final management review for subsequent discussions with the Staff Association and final decision by the Secretary General.
· Draft proposal of benefits applicable to staff members under the new contracting mechanisms based on best practices.

· Review and compare salaries and benefits payable to local staff members under the UN and UNDP systems (March 2009). 

· Continue to develop transition guidelines to implement new contracting mechanisms for future contracts (except for career service contracts and continuing contracts, which will remain unchanged).

Next Steps: 

· Complete management review of contracting mechanisms.
· Review with the Staff Association draft proposals for the consolidation of contracting mechanisms.
· Review of salaries and benefits payable to local staff members of the OAS offices in the Member States.
· Review of transition guidelines within the General Secretariat.

· Integrate the redefined business processes into the Human Resources Module of the OASES system (the Oracle-based business tool used by the GS/OAS) by the 2nd Quarter of 2010.  This will ensure a direct link between the human resource decisions and their budgetary/ financial impact. 
B. Conciliation and Mediation


The DHR, with legal support from the DLS, has designed a new system that would allow the Organization to resolve labor claims in a more efficient manner by streamlining and simplifying administrative procedures based on conciliation and mediation principles. The proposed system encourages a more active participation of supervisors and seeks to help the GS/OAS attain a higher level of efficiency in the use of scarce resources by eliminating unnecessary review steps, without affecting due process.
Actions Taken:

· Draft of proposed changes to the General Standards and Staff Rules to implement the new system to resolve labor claims (conciliation and mediation) is under final review by senior management of the GS/OAS for subsequent discussion with the Staff Association. 

Next Steps:

· The General Secretariat, with the input of the Staff Association, will select mediators.
· A preliminary proposal of administrative procedures available for harassment cases is to be completed by DHR, with the legal support of the DLS, by May 2009.

C. Performance Evaluations


The DHR has designed a new electronic Performance Evaluation System (PES) that seeks to ensure that staff member’s objectives and the goals of the Organization are aligned. This system is designed to promote communication and accountability between managers and their staff members, evaluate each staff member’s work performance, and implement personnel actions accordingly.

Actions taken:
· The new system is being designed in collaboration with the Staff Association.
· The DHR, with the legal support of the DLS, has worked to include the new PES regulations in the Staff Rules (September 2008-March 2009). The PES regulations, once fully approved, will provide clearer guidelines and transparency in the performance evaluation process for both staff members and supervisors. 
· DHR held two training sessions during 2007. The first training session presented the purpose of the PES and its electronic format. 318 staff members attended this session. The second training provided guidance on “How to Hold Effective Performance Conversations.” 222 staff members participated. 
· Currently, 80% of staff members have set their work objectives in the PES system.
Next Steps:

Transition Cycle (2007- 2009)
· Once the PES process is fully approved, the DHR will provide staff members with a series of training sessions on “How to Conduct the Formal Performance Evaluation Meeting” to complete the training program of the PES. 

· The completion of the 2007-2008 PES Cycle is estimated for the month of June. The 2009 cycle is estimated to begin in July and conclude in December 2009.


Cycle fully implemented (2010)
· The PES is projected to be fully implemented beginning in January 2010.

D. Classification of Posts (Post Audits)

To ensure that staffing requirements are aligned to the needs of each organizational unit, as well as to standardize policies and procedures for position classifications, the DHR, with legal support from the DLS, drafted a proposal for changes in the General Standards and Staff Rules regarding Classification of Posts. The proposed changes in the regulations will streamline administrative procedures for the classification and reclassification of posts, provide clarity in the definition of concepts and improve financial planning. 

Actions taken:

· Compare and contrast best practices with other international organizations, such as the UN, World Bank, and PAHO (November 2007).
· Revise Staff Rules regarding post classification (September-December 2008).

· Review and audit of reclassification requests by DHR, with the assistance of an external expert in the UN classification system (completed in December 2008).

· Eliminate backlog of reclassifications requests (completed in December 2008).
Next Steps:
· Design a Position Control System that links budget implementation mechanisms directly to positions within the OASES system (by December 2009). 

· Propose a clear procedure for reclassifications and a calendar linked to the budget process by December 2009.
· Implement standardized job descriptions for same level jobs in the GS/OAS by 2nd Quarter 2010.
3.  
Workforce Management and Planning


The General Secretariat is working on two initiatives to strengthen its workforce planning instruments.  These will provide senior managers at the GS/OAS with additional tools for decision making regarding its human and financial resources. These two initiatives are the Position Control System and Succession Planning.

A. Position Control System 

 

The SAF has engaged in the task of developing a Position Control System that will provide the Organization with the necessary tools for better workforce planning and, ultimately, to streamline and integrate fully administrative and budgetary processes within OASES.

Actions taken:

The DHR, in conjunction with the Department of Budgetary and Financial Services (DBFS) and the SAF Transformation and Modernization Project team (known as STAMP), has undertaken the following actions:

· Identification and development of the listing of Occupational Groups and Sub-Groups, with the purpose of developing generic job descriptions according to UN classification standards (March 2009).
· Identification and development of a system of position codes and definitions (November 2008-January 2009).
· Acquired extensive knowledge on the capabilities of the HR Module in OASES in terms of recruiting, budgeting and position control (August 2008-February 2009).
· Reviewed organizational structures within departments/offices (December 2008-April 2009).
· Elaborated a detailed inventory of positions and vacancies (February-March 2009).
Next Steps:
· Develop standardized hiring and post classification processes in OASES by June 2009. 

· Establish with DBFS and the STAMP team a formal coding system for positions by July 2009.
· Design standardized job descriptions to align skill-sets, competencies and job requirements by December 2009.
· Improve the existing hiring and recruiting processes by linking Human Resources and budget, all within OASES. The target date for this step is the 2nd Quarter of 2010. 

B. Succession Planning 


In the next three years, 35 staff members will be separating from the OAS service as they reach mandatory retirement age (65). This number represents 6.5% of the positions funded by the Regular Fund. Many of these staff members occupy senior positions (P04 and above).  In order to optimize the use of human resources, each Area’s staffing needs are being evaluated at the highest levels of the GS/OAS. The objective is to fill many of these positions from within the General Secretariat, at a lower grade level or broken into two junior professional or General Service positions.  This will make more effective use of scarce human resource funds while responding to the staffing needs of each area.
Actions Taken:

· Identification of future retirements due to age within the next three years

Next Steps*:
· Develop a succession plan policy.
· Identification of individuals with high potential within the Organization who 
can be prepared to occupy key positions.
· Mentoring program to promote knowledge transfer among staff members 
currently occupying the key positions and the staff identified as high 
potentials.
· Training program.
* The next steps for succession planning have been identified, although their execution will take place after the implementation of a series of initiatives such as the completion of the Performance Evaluation System.

C. Recruitment and Selection Process 


he General Secretariat has been reviewing and improving the current recruitment and selection process in order to recruit and retain the most qualified individuals in the hemisphere for vacant posts.

Actions taken: 

· Policy discussions with members of the Advisory Committee on Selection and Promotion (ACSP) are being conducted with the purpose of providing all members of the Committee with a fuller understanding of the current selection process. These meetings also aim to identify alternatives, such as the incorporation of technology and the enhancement of the selection criteria, to improve that process (February-April 2009).  

· The Advisory Committee on Selection and Promotion, chaired by the Assistant Secretary General, and DHR staff members attended a training session in November 2008 on recruitment and selection. The objective of the training was to showcase best practices in the area of personnel recruitment and to improve the criteria by which candidates are evaluated.  Central to the training were tips on interview techniques, including, how to conduct follow-up questions and other fact-finding tools that will result in the recruitment of the most suitable candidates for positions in the GS/OAS.

Next Steps:

· Continuation of policy discussion meetings during 2009.
· Identification of areas for improvement in the current recruitment and selection process.
· Implementation of modifications proposed in the different stages of the process by December 2009.
D. Training

The DHR has designed a training and development plan that seeks to strengthen leadership and management skills among the GS/OAS cadre of managers to help them attain the goals and objectives of the Organization. As part of the plan, a pilot workshop was carried out in June 2008 to test the content of the Leadership and Management Program for Directors and to ensure that it was attuned to the needs of the Organization. A total of 24 participants from all the dependencies of the GS/OAS attended. DHR met with the facilitators to redefine the program based on the input gathered during the pilot. The workshop for Directors is projected to be carried-out during 2009.

Additionally, since June 2008, the following training programs have been carried-out to strengthen the competencies of the staff members of the GS/OAS: 

· Preventing Workplace Harassment.  This training was conducted for 20 Administrative Officers from across the GS/OAS dependencies and DHR personnel in 2008. The purpose of the training was to provide the participants with skills needed to identify cases of sexual harassment, race, national origin or faith preference discrimination, and how to manage improper or illegal conduct in the workplace, based on the OAS General Standards and Executive Orders.

· How to Write Job Descriptions. This training was presented to 31 Administrative Officers from across the GS/OAS dependencies in June 2008.  The purpose of the training was to introduce staff to the basic principles for writing job descriptions while highlighting the main components of a good job description: clear, concise, and reflective of the functions and responsibilities of the post.  This training activity will facilitate the development of Generic Job Descriptions in each of their organizational units.

· OASES. Forty-six staff members were certified to perform functions in OASES. Nineteen staff members were certified as approvers, 25 as preparers and 2 as receivers.

· Leadership and Coaching. This training program is currently being offered to 15 staff members representing all dependencies of the GS/OAS. The participants of this program are staff members with leadership potential and those who currently work closely with DHR in human resources related matters. This program aims to strengthen leadership, coaching and communication skills of participants so they can infuse their Secretariats with a culture of open communication, coaching to maximize performance, motivation, and conflict resolution. 

The DHR remains committed to providing appropriate training to support all staff members at the GS/OAS in the strengthening of their competencies to perform the duties and responsibilities of their jobs, as they strive to achieve organizational and departmental goals. 

Conclusion

The General Secretariat has undertaken important steps towards modernizing its human resource policies, taking into account CAAP’s recommendation “to promote a culture of austerity, efficiency and transparency in the use of its resources.
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Dep. of Elect. Coop. and Observation 1 2 3 1 7 1 1 8 2 3 18 22 45 1 1 46 54

Dep. of Sust. Dem and Sp. Missions 1 1 1 1 1 3 8 8 2 1 4 7 1 1 8 16

Dep. of State Mod and Good Gov. 2 1 1 4 4 1 1 2 1 1 3 7

1 1 5 4 6 3 4 24 1 1 2 26 4 4 19 28 55 1 2 3 58 84

Secretariat for 

Legal Affairs

Secretariat for 

Multidimensional 

Security

Secretariat for 

Political Affairs

Total 

R.F

Grand 

Total

Regular Fund

Total 

O.F

WORKFORCE OF STAFF BY GRADE AT THE GENERAL SECRETARIAT AS AT DECEMBER 31, 2008

Office of the 

Secretary 

General

Office of the 

Assistant 

Secretary 

General

Professionals General Services

Autonomous 

and/or 

Desc.Org., Ag., 

Entities and 

Depend.

Other Funds

Professionals General Services
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D2 D1 P5 P4 P3 P2 P1 Total G7 G6 G5 G4 G3 G2 G1 Total Assoc D1 P5 P4 P3 P2 P1 Total G6 G5 G4 G3 Total

Exec. Sec. for Integral Development 1 2 1 7 3 2 16 3 1 4 20 1 1 2 1 1 2 4 24

Dep. of Education and Culture 1 2 1 1 5 2 2 7 7

Dep. of Trade and Tourism 3 4 1 3 2 13 1 1 14 1 1 1 1 2 16

Dep.of Sustainable Development 4 3 1 8 1 1 9 1 5 2 8 1 1 2 10 19

Dep. of Social Dev. and Employment 1 4 5 2 2 7 7

Dep. of Science and Technology 2 1 2 5 1 1 6 6

Dep. of Human Development 1 2 1 2 2 8 1 1 4 6 14 1 1 1 1 2 16

CITEL 1 1 2 1 1 3 1 1 1 1 2 5

1 1 15 13 10 15 7 62 1 11 4 2 18 80 1 1 2 6 3 13 1 5 1 7 20 100

Sec. for External Relations 2 2 2 2

Dep. of Comm. and Instit. Image 1 1 2 2 1 7 1 1 8 1 1 1 9

Dep. of International Affairs 1 2 1 3 7 7 7

Dep. of Cultural Affairs 1 1 1 3 2 2 1 5 8 8

1 4 2 3 6 1 17 4 3 1 8 25 1 1 1 26

Sec. for Administration and Finance 1 1 2 2 2

Dep. of Planning, Control and Ev. 3 2 1 6 6 3 3 3 9

Dep. of Human Resources 1 2 2 2 4 11 7 2 9 20 1 1 3 5 1 1 6 26

Dep. of Budgetary and Finan. Serv. 2 3 7 2 3 17 1 5 4 1 11 28 5 5 7 2 9 14 42

Dep. of  Infor. and Tech. Services 1 4 5 4 14 2 3 1 1 7 21 5 5 1 1 1 3 8 29

Office of Procurement Services 1 2 1 4 7 1 8 12 1 1 1 1 2 3 15

Office of General Services 1 1 3 2 1 8 2 4 2 6 14 22 1 1 1 23

1 9 12 19 11 10 62 3 24 11 5 6 49 111 1 10 8 19 2 10 1 3 16 35 146

Grand Total 2 8 5 73 74 84 54 32 332 7 82 41 36 30 4 2 202 534 9 1 4 10 19 52 65 160 7 22 10 3 42 203 737

Secretariat for 

Administration 

and Finance

Total 

R.F

Grand 

Total

Executive 

Secretariat for 

Integral 

Development

Secretariat for 

External 

Relations

Regular Fund

Total 

O.F

WORKFORCE OF STAFF BY GRADE AT THE GENERAL SECRETARIAT AS AT DECEMBER 31, 2008

Professionals General Services

Other Funds

Professionals General Services
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Annex I:








� 	 Other Funds include: Service Funds, FEMCIDI, and Trust Funds.


� 	Excludes individuals working for the Trust for the Americas, who are not employees of the GS/OAS.





