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On September 30, 2010, The Program-Budget of the Regular Fund of the Organization for 2011 and contributions to FEMCIDI (AG/RES. 1 (XL-E/10) Corr. 1), requested the Secretary General:  

III.A.7. Human resource policies 
…“to submit, within the framework of the planning process defined in paragraph III. 6, and before march 31, 2011 a comprehensive human resource management plan which takes into account: the principle of merit, transparency in hiring procedures, non-discrimination, geographic distribution and gender balance in all areas of the Organization in accordance with the staff management and performance evaluation methodology, as well as a review of the policy on positions of trust; and to submit to the CAAP periodic progress reports on implementation of this plan. 


To instruct the Secretary General to present a Code of Values and Ethics for the persons working for the OAS that compiles and reflects the values and ethics of the Organization”.
III.A.7.a. Geographic representation 
…“to continue promoting a human resource policy that fully takes into account the principle of geographic representation, in accordance with Article 120 of the Charter of the Organization of American States and the methodology approved by the CAAP”.

III.A.7.b. Gender equity and equality (i)(ii)

(i) …“to continue promoting gender equity and equality policies in the workplace and to make each Secretary and Director accountable on an annual basis to the CAAP for the application of these policies.”

(ii) …“to redouble his efforts to achieve the objective of having women occupy 50 percent of posts in each grade level in the OAS organs, agencies, and entities, in particular at the P-5 grade level and above, and to attain gender balance at all levels of the OAS”.
III.A.7.c. Persons with disabilities 

…“to promote human resource policies that are not discriminatory for reasons of disability and that ensure equal opportunity for all”. 
III.A.7.d. Age discrimination

…“to promote a human resource policy that does not discriminate on the basis of age and that ensures equal opportunity for all, in accordance with the existing legal framework”.  

III.A.7.e. Trust appointments
…“to study the General Secretariat’s policy on trust appointments, placing particular emphasis on its applicability to director-level positions of a highly technical nature, where appointment through competition is more appropriate and in the best interests of the Organization”.
III.A.7.f. Review of General Standards
… “to present to the Committee on Administrative and Budgetary Affairs no later than January 31, 2011 a proposal to review the General Standards that Govern the Operations of the General Secretariat of the Organization of American States, specifically as it regards the contracting mechanisms contained in Chapter III of the General Standards, taking into account the recommendations of the Board of External Auditors (JAE/doc.40/10)”.

I. BACKGROUND

The Secretariat for Administration and Finance (SAF) through its Department of Human Resources (DHR) is committed to the success of the GS/OAS by attracting, recruiting, retaining and developing the human capital who contributes to the achievement of the organizational goals. It also aims to become a strategic partner that provides expertise in human resources related matters, and delivers excellent and innovative human resources services.

In order to maximize the investment in personnel and to ensure that they are provided with the adequate tools to contribute to the goals of the Organization, the GS/OAS requires modern, effective human resources systems and an organizational culture that enables staff to contribute to their greatest potential. 

II. CHALLENGES

As the DHR has moved towards modernizing its processes and becoming the strategic partner of the GS/OAS, it has encountered several internal and external challenges. 

Internal challenges: 


Over the past years, there has been a reduction in the Regular Fund budget (see Figure 1). In accordance with AG/RES. 1 (XL-E/10) Corr. 1, the GS/OAS’ Regular Fund approved budget for 2011 was reduced to $85.349 million. (5.3% less than 2010). This was translated into a reduction of 45 positions in the Regular Fund. Also, as previously reported, and consistent with the Secretary General’s commitment to Member States, the GS/OAS has implemented, on a temporary basis, a reduction of 4.5% of compensation for Senior Executives (D01 level and above). This measure is estimated to result in budget savings of $187,000 in the Regular Fund.



In considering a human resources strategy for the future, it is important to provide for a range of budgetary scenarios, including:

--zero nominal growth, in which the nominal budget of the Regular Fund remains fixed, and the Organization must absorb inflation through reduction in the number of Regular Fund posts;

--zero real growth, in which the nominal budget of the Regular Fund increases at the rate of inflation, requiring maintenance of a fixed ceiling on the number of Regular Fund posts;

--managing staff to maintain a desired level of services, capabilities and results, with appropriate adjustments of budgetary levels to the costs of those services, capabilities, and results.

Figure 1. Workforce of the General Secretariat (1995-2010)
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* Other Funds include: Service Funds and FEMCIDI

** Excludes associates that work for the GS/OAS, whose salaries are not financed by the GS/OAS. 



As personnel costs should not exceed 64.38% of the budget ceiling of the Regular Fund, the areas within the GS/OAS have had to look for alternate funding sources to comply with mandates. Consequently, the Organization has grown to depend on Specific and other Funds for over half of its resources, leading to the creation of less costly contracting mechanisms. 


The DHR presently manages 16 contracting mechanisms (see Figure 2); however it only has up to date and accurate information on 54% of the personnel who have a working relationship with the GS/OAS. For the others, mostly Specific Funds-financed staff in the field offices, the information available at DHR is sporadic and incomplete. This decentralization of contracting mechanisms requires a high volume of administrative personnel, therefore increasing costs. It also causes internal potential liabilities, due to an unequal compensation and unsteadiness for staff members performing the same activities, hindering the Organization’s capability to be competitive.

Figure 2. Types of contracting mechanisms
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Furthermore, the GS/OAS has potential labor risks, principally at the local level, where DHR does not have control of the payment of their benefits nor is able to ensure that obligations are being met.



Moreover, the regulatory framework does not reflect current GS/OAS needs. For example, according to the Staff Rules certain positions need to go through a competition process; unfortunately, due to budgetary constraints in 2010, 124 competitions were delayed and need to be normalized to comply with the regulations. The current regulations generate a costly organizational structure, requiring time-consuming and cumbersome processes such as the competitions, where 99% of the incumbents maintain their position. 

External challenges: 


External funding is decreasing worldwide. This requires the Organization to become more efficient and results oriented in order to compete with other International Organizations and NGOs to attract donors, increase project funding and attain the necessary resources to comply with the mandates.


Also, there is a trend in the current generation of professionals to seek mobility, hence the need for the GS/OAS to be more flexible and competitive in order to attract, recruit and retain the best candidates available in the job market.  

III. NEED FOR REFORM

After analyzing these challenges, the GS/OAS believes that the current contracting system requires reform.  Continuing to operate under the current system will be increasingly difficult to sustain.  The Organization will:

· Continue acquiring commitments and liabilities that outstrip current resources and pressuring the Regular Fund to continue reductions in the total number of positions.
Figure 3. Staff Distribution by Grade as of February 28, 2011

Figure 4. Staff Distribution by Grade, on the assumption of the completion of pending competitions and pending reclassification requests (resulting all in higher grade).

· Continue managing its personnel with cumbersome and decentralized contracting procedures, which results in the GS/OAS not having complete, accurate and timely information of its human resources, representing additional costs. 

· Weakening the GS/OAS ability to compete with external organizations for funding.

· Weakening the GS/OAS ability to attract, recruit, select and retain the best qualified candidates.

· Reducing the capacity of the GS/OAS to respond to the Member States’ needs.
IV. SHORT TERM PLAN TO COMPLY WITH HUMAN RESOURCE STANDARDS

To clear the current backlog in processing of competitions and reclassification and comply with human resources standards as expeditiously as possible, the GS/OAS proposes to ask the General Assembly to waive on a one-time basis certain provisions of the General Standards that require public advertising, interviews of outside candidates and assessment of outside candidates against holders of short-term contracts seeking confirmation into long-term contracts. The proposed process to appoint these staff members will consist in (1) an analysis by DHR to verify that the staff member meets the minimum requirements for the post and has a satisfactory performance evaluation (2) Certification from the area’s Secretary and Director proposing to confirm the current incumbent to the post and (3) Review and recommendation by the Advisory Committee on Selection and Promotion.   

This waiver, if approved, would apply to those staff members whose competition processes have not been published and for whom regulations require completion of the competition process by June 30, 2011.  These conditions apply to 79 out of 124 pending competitions.  19 competitions which have already been published would be processed under the full procedure provided in the General Standards, as would 25 pending competitions with deadlines for completion falling after June 30 2011. 

The SAF has calculated that the man-hour cost of conducting these pending competitions under current regulations is $460,500, in addition to the cost implied in the benefits acquired by the staff members. Thus, a waiver of the rules for the backlog of 79 competitions would save the GS/OAS a large amount of time, material and human resources.   

V. LONG TERM STRATEGY TO STREAMLINE HUMAN RESOURCE MANAGEMENT


Looking to the future, the Organization proposes a new strategic vision for human resources management. In order to reduce the costs of managing human resources in the future, the General Standards could be revised to simplify the current set of contract mechanisms to include:  short-term performance contracts, fixed-term contracts for project-linked activities under specific funds, and open-ended contracts for core organizational serviced under the Regular Fund.  Competitions would be required prior to hiring into Regular Fund contracts, and Performance Evaluation would be used to as a tool to manage or terminate such contracts.

To confront the challenges abovementioned, the GS/OAS will require:

1. Personnel Database. To increase transparency and provide Member States with accurate information regarding the number of personnel that have a working relationship with the Organization, and to facilitate future discussion on the appropriate balance between regular staff and performance contractors, the GS/OAS is currently developing a database that will link the contracting information managed by the DHR and by the Office of Procurement Services.  A partial, manual survey of existing contracts indicates the following approximate numbers as of February 28, 2011: Contracts registered in DHR database: 743. Contracts registered in the Office of Procurement Services database: 739.

2. Revision of the OAS regulations. To review the General Standards and Staff Rules to ensure that the regulations provide the GS/OAS of flexibility to effectively respond to the emerging challenges.
3. Position Control System (PCS) and Standardized Job Descriptions (SJD). With the financial support of the Canadian International Development Agency (CIDA) the Secretariat for Administration and Finance is in the process of developing tools that will increase transparency and accountability. 
a. PCS. To assist the GS/OAS in its workforce planning process, Regular and Specific Funds positions will be created in the system by the end of April 2011 and linked to the budget within the following months.
b. SJDs. To attract and select the best qualified candidates, the GS/OAS needs to define the responsibilities and requirements of each position. For this reason, SJDs will be completed by the end of this year. Further, an analysis will be carried out to ensure that the current incumbents meet the requirements set by the SJDs.

4. Performance Evaluation System (PES). To improve communication between staff members and supervisors, increase accountability and to ensure that the most competitive staff is retained, the GS/OAS needs a tool that measures performance. In this sense, a system has been developed where staff members define their individual objectives aligned with the organizational goals, and results are evaluated at the end of the period. The pilot cycle for the PES has been concluded and the formal cycle will be fully implemented by the end of March 2011, where the step increase for 2012 will be linked to performance.

5. Simplification of the contracting mechanisms. To ensure an efficient recruitment process for the selected candidate, the GS/OAS requires flexibility and reduction in the number of contracting mechanisms, focusing on the distinction between the core positions that belong to the Regular Fund and those related to specific projects. To attain this effort, the GS/OAS requires the collaboration of the Member States to identify the core positions that should be financed by the Regular Fund, according to the priorities of the Organization. This identification will allow the GS/OAS to retain the personnel that create value, and through their experience, provide continuity to the activities of the Organization. 
Staff occupying Regular Fund positions would only be hired through a competition process, followed by a period of probation during which the contract could be terminated at Management’s discretion, after which continuity of their service would depend upon satisfactory performance. Also, the termination of contracts process would need to become less costly for the Organization. Alternatively, the contracting mechanisms financed by other sources need more flexibility to allow personnel to enter and leave the Organization linked to the duration of the project/mission. Regardless of the source of funding, there is a need to review the structure of benefits to offer competitive, more flexible and manageable packages that will attract candidates.
6. Code of Ethics. To ensure that the personnel’s work reflects the values and ethics of the Organization, the DRH has preapared a draft Code of Ethics for consideration to be issued by Executive Order.  This draft is currently under legal review (see Annex 3).
Annex I
Modernization Actions Progress Report http://scm.oas.org/pdfs/2011/CP26005E-1.pdf
Annex II

Human Resources Data http://scm.oas.org/pdfs/2011/CP26005E-2.pdf 
Annex III
Code of ethics proposal http://scm.oas.org/pdfs/2011/CP26005E-3.pdf [image: image1.png]
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Summary:





Over the last 3 years the Secretariat for Administration and Finance (SAF), through its Department of Human Resources (DHR), and with the assistance of the Canadian International Development Agency (CIDA), has continued its effort to modernize and modify key processes. Annex 1 reports on the progress in enhancing transparency, accountability, and reliability of OAS personnel management.


 


In a continuing effort to improve efficiency, fairness, and transparency, the GS/OAS has thoroughly reviewed our Human Resources policy. As a first step in the process, SAF has decided to establish a comprehensive data base of all personnel employed under all 16 current employment mechanisms.  This database will enable the GS/OAS to analyze and report to Member States on the impact on OAS operations of a variety of scenarios for future human resources policy decisions. 





As a result of budgetary decisions taken in 2010, the GS/OAS decided to delay actions required under the General Standards to conduct competitions for short-term staff seeking appointment as long-term staff and for reclassifications (grade increases).  In 2011, in order to meet its obligations under the General Standards, the GS/OAS has developed a plan to address the backlog of delayed competitions and reclassifications and to facilitate timely processing of future such actions.  This paper outlines the costs of processing competitions and reclassifications, and of paying the compensation costs that would result from them.  The GS/OAS recommends as a means of regularizing the status of staff members awaiting competitions and reclassifications that the General Assembly authorize a one-time expedited competition procedure for cases in which competitions have been delayed beyond the period established under the General Standards.  





As a long-term human resources management strategy, the GS/OAS is considering seeking General Assembly approval for revisions of the General Standards to simplify the current set of contract mechanisms to include:  short-term performance contracts, fixed-term contracts for project-linked activities under Specific Funds, and open-ended contracts for core organizational serviced under the Regular Fund.  Competitions would be required prior to hiring into Regular Fund contracts, a probationary period would apply to newly hired staff, and benefits would accrue to staff based on performance standards and seniority.  Performance Evaluation would be used as a tool to manage contracts.
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