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I. POSITIONS OF TRUST
1. Compliance with Article 21 of the General Standards

Under the AG/RES. 1 (XLII-E/11) Program-Budget of the Regular Fund of the Organization for 2012 and Contributions to FEMCIDI III the General Secretariat of the Organization of American States (GS/OAS) was instructed to comply no later than January 31, 2012 with Article 21 of the General Standards, which establishes that the number of trust positions financed by the Regular Fund shall not exceed eight percent of the positions financed by that fund. 

In order to fulfill this mandate, the GS/OAS implemented a reduction of the number of positions of trust which consisted of: a) separation from service of 6 staff members occupying trust positions, b) returning 7 staff members to the type of contracts they held prior to being appointed to a trust position, c) appointing 6 staff members to fixed-term, Series A contracts.
The total number of positions of trust in the Regular Fund as of February 1, 2012 was 37, representing 7.9% of the 471 positions financed by the Regular Fund for 2012.

2. Regulatory framework to convert trust positions

In regard to the staff members that held a continuing contract prior to being appointed to a trust position, and that were returned to their previous contract on February 1, 2012, Article 21. Trust Personnel. b. Description and Special Provisions. iv. states “a staff member under a continuing contract and who is appointed to a position of trust shall maintain his/her continuing contract status while in the position of trust and, subject to agreement with the Secretary General, may, upon the termination of the trust appointment, be placed under a continuing contract in a non-trust position at the grade he/she had immediately prior to accepting the trust appointment”.

In converting the above mentioned contracts to the contracts previously held by the staff members, the same grade-level of classification has been maintained. Nonetheless, in the event that a staff member sees a reduction in grade, the corresponding post audit will be conducted and a grade-level of classification level will be granted.
With regard to the staff members whose contracts were converted to fixed-term, Series A contracts, Article 44. Selection to Fill Vacant Posts b.i.ii. states:  “..The Secretary General may fill the following vacant posts without competition: .. ii. Posts to be filled by staff members under a Series A contract, regardless of the source of funding” . The conversion of the above-mentioned contracts responds to the interest of the GS/OAS to count with the functions and responsibilities that such positions entail. 
These positions have been scheduled to be opened to competition once the calendar of competitions in the Regular Fund is finalized in accordance with the competition working plan published by the GS/OAS.
3. Estimated savings generated by the reduction of trust positions

      As requested by Member States, the SAF/DHR estimated the gross savings generated by the reduction of trust positions, which corresponds to $997.6. However, the net savings will be determined once the Cost of Living Adjustment (COLA) is published in April of 2012. After the figure is adjusted, the net savings will be reported to CAAP in the progress report due in April.
4. Appointment of Directors in Offices of the General Secretariat away from Headquarters as Positions of Trust

Staff Rule 104.5 a. provides that the post of Directors of the Offices of the General Secretariat shall not be trust positions.  However, appointments of trust have been made in few positions. Such appointments respond to the GS/OAS best interest, and have been made based on the authority that the Secretary General has been given to make exceptions to the Staff Rules when he deems it necessary.

II. COMPETITIONS AND PROMOTIONS 

1. Continuing Contracts

The target percentage as of January 31, 2012 was 31% of the total number of staff members financed by the Regular Fund.
The GS/OAS reviewed the eligibility list and determined that as of January 31, 2011 there are 59 staff members eligible for a continuing contract. The Department of Human Resources (DHR) is currently working to develop a working plan intended to launch a Continuing Contracts Competition in October 2012, after the 5th group of competitions of positions in the Regular Fund has concluded. The DHR will publish the eligibility list to all staff in March 2012.

2. Personnel administration reform for staff hired under ICR and specific funds contracts

As previously informed on the document presented to the CAAP by the Secretariat for Administration and Finance (SAF), the General Secretariat submitted the 2012 projected budget for the Indirect Cost Recovery Fund.  In that regard, personnel expenses for 2012 were projected to be $6.5 million dollars and cash deficit of approximately $2.5 million was reported.

It was also informed that in order to address this deficit, the GS/OAS planned to reduce the personnel costs by implementing some administrative measures to enhance the fund administration and deployment of resources.

The General Secretariat’s interpretation of Article 20.b. of the General Standards and Staff Rule 104.4 is that, Series B contracts can only be granted by way of competition or unless exempted in those cases in which a competition is deemed inconvenient. Also, that no Series A contract funded by the Regular Fund can go beyond three years, without going through competition. In the cases of Series A contracts funded with specific funds, Staff Rules don’t establish a limit on duration of contracts, nor make any reference to the obligation of the General Secretariat to open such positions to competition. Opening such positions to competition depend on the availability of funds to grant a Series B contract.
The GS/OAS has been reviewing the current recruitment and selection policy, regardless of the source of funding, and is exploring the options and financial implications of conducting a competitive selection process for Series B contracts for staff whose contracts are financed by Specific Funds and the Indirect Cost Recovery Fund (ICR).  

A preliminary analysis shows that the granting of Series B contracts to staff members financed with both ICR and Specific Funds and currently holding Series A contracts, represents an additional estimated annual cost of $1,080,000. That figure adds to the man-hour cost entailed in the process of conducting a selection competition which averages an approximate amount of $4,600 per position.

If competitions for the positions above are approved, the DHR will present for consideration, a calendar and working plan that will consider the opening of those positions to competition. Such calendar would start in the second semester of 2014, when the selection competition for positions in the Regular Fund finalizes.  

III. POST CLASSIFICATION
1. Classification and reclassification of posts
Aware of the financial constraints that represent a challenge for the organization, but also of the retirements of staff members in the last months that have impacted the functions of some posts at the GS/OAS, the following conditions have been outlined when managers require to assign new higher grade level functions corresponding to vacated positions in order to address the current organizational needs:

1. The vacated position was eliminated from the structure of the Department / Office from July 2011 onwards.


2. The higher-grade level functions corresponding to the vacated position are assigned to only one staff member within the Department / Office.


3. The vacated position was audited and classified within the last 5 years. Otherwise, the position shall be audited and classified according to regulations.
The above initiatives will be conducted as per the pertinent rules and procedures on Classification of Posts and subject to the review by the DHR.

2. Posts in the Offices of the General Secretariat in the Member States
As instructed in the AG/RES. I (XLII-E/11) Program Budget of the Regular Fund of the Organization for 2012 and Contributions to FEMCIDI III, the GS/OAS is currently analyzing the operating cost of the offices away from Headquarters  which includes, among others, an assessment of the grade level of the post of the director in each of the offices . The results of the analysis will provide a proposed grade-level for each position of Director in the offices away from Headquarters.
IV. PERSONNEL INCENTIVE MECHANISMS AND RETENTION
1. Staff Incentives Retention System
The DHR has been reviewing incentives and retention efforts in several sister International Organizations (IO’s) and private industry in order to prepare a proposal for a rewards system for staff members whose performance is rated as “Superior” and/or “Outstanding” under the Performance Evaluation System (PES). 

Other initiatives are currently being researched with IO’s and public sector Institutions of different Member States: 

a) Pay for Performance for Senior level staff: is a program that ties an employee's pay to their performance on the job.
Performance pay links compensation to performance. Our research in respect to performance pay indicated that the pay is highly results-oriented with varying levels of pay increases based on evaluation of performance. The process is guided by a set of criteria, which include:

· Close alignment of individual performance expectations with organization goals;

· Active involvement of senior leaders to encourage ownership of their performance management system;

· Close linkage of all compensation decisions to individual and organization 
performance;

· Clear reflection of meaningful distinctions between performance rating levels and/or within a single performance rating level;

· Strict transparency in the processes for making all compensation decisions.
The GS/OAS currently does not have a performance pay. The DHR will prepare a proposal for establishment of performance pay linked to the performance evaluation system, based on the results of the above-referenced benchmarking process with sister IO’s.
b) Rewards system for General Secretariat staff members: 
Performance awards are a series of personnel actions that would enable the GS/OAS to reward staff members’ performance and increase accountability for their performance.

The GS/OAS is currently working to establish a development and recognition plan for staff members which is focused to shift to a results oriented management, organizational priorities and efficient resource usage. The program will include step increases, pay for performance, cash incentives and recognition programs, training, development of high potentials and performance improvement plans when needed.
c) Succession Planning: refers understanding what knowledge, skills, personal characteristics, and   experience are required for an employee to progress his or her career laterally, or promotions and/or transfer.
As part of the development of a revised career-path cycle and the development of a successful succession planning program, the GS/OAS has estimated the retirement of 50 staff members from the GS/OAS within the next five years. With this information being identified, the SAF/DHR will continue working in the design and implementation of a formal career plan and a successful succession planning program in order to develop potential successors for key positions in the Organization. This initiative could result in the reduction of recruitment costs, retention of good performers within the GS/OAS, and ensure that while staff remains in the organization their skills and knowledge is shared among other staff members. It also provides transparency in the human resources processes within the organization by providing fairness and equal opportunity to all staff members.

The DHR will continue benchmarking the best business practices on career development and succession planning of other IO´s and public sector institutions of the Member States and the results will be analyzed and presented on the following progress reports to CAAP as well as an analysis to determine which practices could be successfully applied in the Organization considering the GS/OAS regulations as well as its organizational mission and culture.

2. Career Path
The career path practice responded to the interest of the organization to retain high performing young professionals. Seven cases followed this practice. As a result of a post audit in these 7 cases it was determined that the level of the positions corresponded to a higher grade. The incumbents of the posts did not fulfill the higher level post (education + labor experience) requirements; in the majority of cases they needed additional years of experience to be able to reach one or at most, two grades above their current one. 
Due to this situation and considering that their supervisors were highly satisfied and interested in retaining the staff members, an agreement was reached in order to gradually assign the functions to the incumbents as they were acquiring years of experience. In order to acquire the higher level compensation, all staff members have been competing or are in competition process. 

Conscious that this practice is not within the GS/OAS regulations, in 2010 the DRH suspended the career path practice. In this sense, the DRH makes sure with the supervisors that before assigning additional functions that could potentially alter the level of a position, the staff members need to fulfill the established requirements.

3. Training

Following best practices and in order to achieve a more results oriented work methodology within the GS/OAS, the training program has shifted its efforts to provide training initiatives that best suit to this new working approach.  The training programs offered within the GS/OAS aim to provide staff members with the necessary tools to strengthen their planning, decision making, productivity and delegating abilities, through “Leading Change”, “From Peer to Leader”, and “Fundamentals of Management” training programs. The DHR also works closely with the Departments of the GS/OAS in order to provide training solutions in different topics to their staff.
4. Performance Evaluation System (PES)

The effective performance in the GS/OAS is a key element in implementing the Organization’s strategy and objectives. This is achieved by setting appropriate annual performance expectations and by a periodic performance evaluation. 

The GS/OAS continues working in the improvement of the PES and it is currently embarked in the development of the Administrative Memorandum, assessing electronic form improvements, and completing, in conjunction with DHDEC, the on-line training program for Country Offices.

The PES System will be opened for the 2011 evaluation period of all staff members (Career Service, Continuing Contract, Trust, Fixed Term Series A, Fixed Term Series B and Associates) during the second quarter of 2012. Based on Rule 103.4 (a) Salary schedules shall provide for periodic within-grade increases (annual or biannual, as the case may be) for employees whose performance and conduct have been satisfactory in accordance with the corresponding annual performance evaluation, the Step Increase for 2012 will be linked to the performance evaluation for ratings 3 – satisfactory and above. 

As a result of the performance evaluation a series of personnel actions are being considered. These actions are intended to reward good performance, increase accountability and, where needed, support performance improvement.  

V. OTHER HR MATTERS
1. Call for Resumes and Competitions

In order to recruit and select direct hires in positions under fixed term- Series A contracts and trust contracts ensuring structure, transparency and timeliness in the process, SAF/DHR has implemented a new procedure named “Call for Resumes”.

This procedure is different from the current regulatory selection process to recruit and select hires in positions under fixed term –Series B contracts financed by the Regular Fund. It is conducted for vacant positions with no incumbent and comprises: the announcement of the Employment Opportunity in the OAS website; prescreening of applicants by the DHR; Panel Interview composed by a DHR representative and two staff members occupying managerial positions at the GS/OAS including the Director of the pertinent area; and final evaluation and recommendation. From September 2011 as of today, the GS/OAS has received 23 applications to two “Call for Resumes” for employment opportunities at administrative and technical areas. In addition, the DHR has designed and implemented a recruitment and selection guide for the hiring areas which delineates the procedures for the selection of the most suitable candidates for short term positions as a result of the call for resumes published in the OAS website.

This new procedure intends to award merit-based appointments, ensure that many positions as possible in the GS/OAS are subject to open, competitive recruitment, regardless of the type of contract as well as the fund that finances the position, address organizational needs, and support the General Secretariat to attract and select top talent human capital through a competitive selection process that is efficient and reliable. The DHR will continue to improve this new procedure in order to develop a formal policy to apply competitive recruitment practices for vacant positions. 

As mentioned above, the process of selecting and recruiting staff members via “Call for Resumes” is different from the current regulatory selection process at the GS/OAS which, at this time, is being accomplished in approximately three months and encompasses:  the announcement of the Employment Opportunity in the OAS website; prescreening of applicants by the DHR; Panel Interview composed by the Director of the area, a representative from DHR, and a member of the Advisory Committee on Selection and Promotion (ACSP);  recommendation from the hiring area presented before the ACSP, and subsequently, to the Secretary General for his final approval. This process will regularize a total of 160 posts which require going through a competitive process by April, 2014. The implementation of this process started back in June 2011. It is projected to be completed by the second quarter of 2014, and aims to publish sixteen (16) cases every three months.

The DHR is assuming the workload due to the implementation of both processes mentioned above while ensuring that its execution does not impact the competition schedule or the regular operation and services that this Department provides to all the areas at the GS/OAS. In a continued effort to improve and streamline recruitment and selection processes the DHR conducted a benchmarking with sister organizations on their selection practices as well as e-recruitment tools and, as a result, selected Taleo, an electronic recruitment and selection tool to automate and streamline the recruitment process and to pre-select candidates based on minimum requirements for each post, as the most suitable solution. This e-recruitment tool would allow candidates to apply electronically and would automatically screen qualified applicants facilitating a less time-consuming evaluation and selection process. Additionally, the organization would benefit from an electronic and easy-to-access database with potential internal and external candidates. The DHR developed a working plan for the implementation of Taleo which started in July 2011 and it is expected to be launched in the second quarter of 2012. 

2. Paternity Leave

Aware that the GS/OAS does not have a Paternity Leave Policy in place the, the General Secretariat, through a petition of the Staff Committee, researched the issue in order to determine if it would be viable to establish this new policy.

The DHR started by doing a comparative analysis of what the policy is in other IO’s such as the United Nations, the World Bank, the Inter-American Development Bank, and the International Monetary Fund.  After careful consideration by the Administration, a memorandum was recently sent to the Office of the Secretary General where it was recommended that the GS/OAS establishes a Paternity leave policy as part of the social security benefits the OAS has in place.  

Among other issues, the maximum amount that would be given for each occurrence would be four weeks of leave whenever the wife or partner of a male GS/OAS staff member has given birth.  Paternity leave would also be granted in cases where there has been an adoption.

By implementing this new staff rule the GS/OAS will be able to have a Paternity Leave policy in place with clear standards and guidelines.

3. Domestic Partnership
In order to be in line with guidelines and policies which have been implemented by other IO’s in the area, the GS/OAS through a petition of the Staff Committee, has researched the possibility of recognizing common law marriages and civil unions as long as they are recognized by the government of the member state.  

After careful consideration, the Administration has sent a memorandum to the Office of the Secretary General where the recommendation is to amend the necessary Staff Rules so that once the staff member’s partner has been recognize as a dependent he/she may become eligible to certain benefits which today are only accorded to heterosexual couples.

Furthermore, the Administration has finished working on a resolution in regards to this new policy which will be presented to the Permanent Council for approval.
4. Position Control 

In June of 2011, the DHR, in conjunction with the Department of Information and Technology Services (DOITS), implemented the first phase of the Position Control System (PCS) in the HR module of the OAS Enterprise System (OASES) which allows, among others, the creation of positions with names and codes in accordance with United Nations (UN) standards. The PCS does not imply changes in the staff members current contract conditions, grade level, job title or job description.
This is an initiative that has been under development since 2008 to improve the management of positions at the GS/OAS. The Department of Financial and Administrative Management (DFAMS) will continue working in this project to budget the positions in the OASES system.
The PCS provides a more effective management tool to administer the GS/OAS positions by having: (i) positions planned, updated and budgeted in OASES, (ii) better workforce planning, (iii) ensure equal compensation, (iv) more accurate job classifications, (v) clear policies for job titles according to level and functions, (vi) organizational charts updated and validated by Directors and (vii) organizational structure updated in OASES.
5. Standardized Job Descriptions

As a second phase of the PCS and following United Nations Classification System standards and human resources practices of other IO’s, the DHR has been working in the development of Standardized Job Descriptions (SJD’s) and Titles (SJT’s) for all positions in the GS/OAS. This initiative would: (i) ensure compatibility of grades/functions, (ii) tie job descriptions to main functions of the position, and, (iii) ensure equal pay for equal jobs, under equal conditions.
Following the working plan developed by the DHR in order to expedite and complete the pending competition processes, the DHR prepared standardized vacancy announcements for the group of cases pending competition that were published during 2011 and the first quarter of 2012, and will continue working to develop vacancy announcements for the rest of the groups.

Additionally, the DHR continues working with the Areas of the Organization in the development and validation of a proposal of SJD’s and SJT’s for all the positions in the GS/OAS. Some of the areas that already participated in this initiative are the Secretariat for Political Affairs (SPA), the Office of Procurement Services (OPS), the Department of Financial and Administrative Management Services (DFAMS) and the DHR.
Moreover, the DHR in conjunction with DOITS is developing a database where all electronic SJD’s will be stored. This database is currently in its implementation final phase and will be linked to the Position Control System (PCS) when implemented.



Summary





In order to address the comments of the Staff Committee in the document CP/CAAP/INF.47/1 “Comments and Proposals of the Staff Committee regarding document CP/CAAP-3096/11 add. 4 rev. 1..” presented to CAAP on February 27, 2012, the Secretariat for Administration and Finance (SAF/DHR) prepared the following document.





The present report compiles the information that SAF/DHR has previously discussed with the Staff Committee through meetings, circulars, the Progress Reports on the Comprehensive Human Resource Management Strategy submitted by SAF/DHR to CAAP, and in the OAS Quarterly Resource Management Reports presented to CAAP.





The SAF/DHR will continue a dialogue with the Staff Committee, every 30 days, on the progress of the new HR Strategy.
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