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Summary
Following-up on the CP/CAAP-3096/11 Human Resources Management Plan document presented to CAAP on March, 2011, and in order to comply with Member States requests under the AG/RES. 1 (XLII-E/11) Program-Budget of the Regular Fund of the Organization for 2012 and Contributions to FEMCIDI III.A.7. Human resource policy, the Secretariat for Administration and Finance (SAF/DHR) delivered to CAAP on December 6th, 2011 the CP/CAAP-3096/11 add.4 Comprehensive Human Resource Management Strategy Phase One Action Plan Guide document, which outlined an HR Phase One Action Plan Guide addressing the following sections: 

i. The reduction of number and regularization of levels of trust positions in order to comply with Article 21 of the General Standards related to the number of trust positions financed by the Regular Fund,

ii. Reform of the personnel administered under Indirect Cost Recovery (ICR) and Specific Funds,

iii. Modernization of retention incentives by benchmarking retention incentives and career development practices, develop a proposal for linkage of performance awards and pay to performance evaluation system, among others,

iv. Enhancement of transparency in human resources practices by developing a plan to introduce competitive, open, recruitment for fixed term (Series A) and trust contracts and a policy for competitive recruiting to all vacant positions, and,

v. Revision of the General Standards to adjust the human resources rules, policies, and practices of the General Secretariat in order to implement the above mentioned initiatives.
As a follow-up initiative, the SAF/DHR has prepared a progress report of the Human Resources Phase One Action Plan including detailed information of what has been done for each of the abovementioned sections. 

Progress Report
COMPREHENSIVE HUMAN RESOURCE MANAGEMENT STRATEGY

PRESENTED TO THE CAAP ON 

PURSUANT TO

AG/RES. 1 (XLII-E/11)

PROGRAM-BUDGET OF THE REGULAR FUND OF THE ORGANIZATION FOR 2012

I. Reduction of Number and Regularization of Levels of Trust Positions

a) By  January 31, reduction number of trust positions to 8% of Approved Positions for the Regular Fund (up to 38 of 471), through abolition of posts and conversion of posts from Trust to Staff

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 Secretary General 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, including the reduction of the number of non-career trust positions. 
In order to fulfill this mandate, the Secretary General committed to reduce by January 31, 2012, the number of positions of trust to a maximum of 8% of the General Secretariat of the Organization of American States (GS/OAS) staff financed by the Regular Fund. The reduction of positions of trust, already being implemented by the Secretary General, consists of three main actions: 
1. Separating from service, between November 1, 2011 to January 31, 2012, 5 staff members occupying trust positions. 
2. Returning 7 staff members holding a trust position to their previous appointment, and, 
3. Appointing 7 staff members on fixed-term contracts due to their current functions not fulfilling the condition for a trust position according, to the document CP/.4673/11 Note of the Secretary General to the Chair of the Permanent Council “A strategic Vision of the OAS” presented on December 19, 2011.

As of February 1, 2012, the number of trust positions at the GS/OAS will be 39, with the Regular Fund financing 37 and 2 financed by Specific Funds. As a result, effective February 1, 2012, the number of trust positions financed by the Regular Fund will reach the target percentage allowed for this purpose.

b) Submission to the Permanent Council of Secretary General’s policy on trust positions

Furthermore, the Secretary General was also instructed to submit to the Permanent Council a proposal establishing the criteria governing appointments to trust positions, placing particular emphasis on their applicability to director-level positions and opening them to external competition. As a first approach, the Secretary General presented to the Chair of the Permanent Council the document CP/doc.4673/11 Note of the Secretary General to the Chair of the Permanent Council “A strategic Vision of the OAS” which provides an overview of the content of this proposal. This document indicates that the Secretary General will give priority in assigning trust positions to Secretaries, the Chiefs of Staff of the Secretary General and the Assistant Secretary General, the Legal Advisor to the Secretary General, and a small number of Advisors to the Secretary General and the Assistant Secretary General.
Additionally the Secretary General will, at his discretion, appoint to trust positions those directors that, due to the nature of their functions, warrant this type of contract.  A competitive recruitment process will be used, when the Secretary General deems it appropriate, to identify candidates for trust positions.
c) Conversion of all Directors to P5 level

In order to meet the Member States’ requirement mandating the rescaling of the GS/OAS’ organizational and wage structures based on the principle that all departmental director positions be considered at the same classification level or grade no later than February 28, 2012; effective January 1, 2012 three positions of trust, including two director posts and one of an advisor, were converted from D01 to P05 levels,  resulting  in all directors within the GS/OAS holding the same classification level (P05).

II. ICR Reform

a) Preparation of ICR budget for personnel and non-personnel for 2012, for submission to CAAP in compliance with the draft resolution on ICR

In order to comply with Member States request under the AG/RES. 1 (XLII-E/11) Program-Budget of the Regular Fund of the Organization for 2012 and Contributions to FEMCIDI III.A.3. Indirect cost recovery policy at which the General Secretariat is instructed to manage indirect costs through a suitable distribution of central functions and functions performed by the program areas to make the use of recovered funds more efficient, the Secretariat of Administration and Finance (SAF) has prepared budget projections for ICR personnel which project a budget deficit of at least $2 million at the current staffing level. As a result, the SAF has been actively evaluating options to eliminate this deficit.
One of these options involves workforce planning that includes a close, in-depth examination of positions that are currently funded by the ICR in order to determine the need of the GS/OAS for those positions and whether or not this is the most appropriate funding mechanism for the type of posts.
b) Preparation of proposal to adjust Secretariat’s policy on eligibility for long term contracts through competition to improve compatibility among Regular Fund, Specific Fund, and ICR staff contracts

In order to improve compatibility among contracts financed by different funds, the DHR has been reviewing the current recruitment and selection policy and it is working to develop a uniform competitive selection process mechanism to fill GS/OAS positions, regardless of the source of funding.

The competition process above implies the granting of one year, fixed-term Series B-long term contracts which will enable staff members to receive additional benefits. Given the current budgetary constraints, the SAF is in the process of analyzing the impact of such a change on the costs of positions financed by ICR and Specific Funds.  
Once this review is concluded, a proposal to adjust the policy on eligibility for fixed-term Series B-long term contracts on Specific and ICR funds through competition will be developed, in coordination with the workforce planning process referenced in section II(a) above.
c) Preparation of draft revised calendar of competitions as appropriate to include qualified ICR and SF staff positions

After the above-referenced proposal is developed and the associated costs of opening to competition all positions funded by ICR and Specific Funds are identified and approved, the DHR will prepare a detailed calendar in order to implement this initiative.

III. Modernization of Retention Incentives

a) Review existing incentive structure and retention and career development.

Following-up on the mandate to review the existing structure of incentives tailored to staff retention, the GS/OAS is currently reviewing its retention and career development structure in order to enable the organization to attract and maintain the most suitable staff members for the current needs and priorities. 

As of today the GS/OAS tools are focused in 5 components which are described below: 

1.
Annual/biannual step increase
Upon satisfactory performance evaluation, the staff member is entailed to within-grade salary increases, which depending on the grade are given annually or biannually.
2.
Competition process 
Candidates that are selected for a staff member contract under the Regular fund are entitled to a competition process. 

The current competition process is composed in the following three phases:

A.
Series A-short term Contracts: are contracts for up to three years and under which the staff member is not appointed through the competitive selection process, but may instead be appointed either directly or through a competitive recruitment process.
B.
Series B-long term Contracts: are contracts for periods of between one and five years. There are two types of Series B contracts: (A) those financed by the Regular Fund that are awarded through a competition process; and (B) those financed by funds other than the Regular Fund, which are awarded by competition unless exempted in cases in which a competition is deemed inconvenient.

C.
Continuing Contracts: Only Staff members under the Regular Fund are eligible for this modality. To be eligible for this type of contract, a staff member must have already been selected by competition to work for the General Secretariat under a fixed-term contract or a series of fixed-term contracts for at least five continuous years since that competition.
This competition process allows staff members having accrued three years on fixed-term Series A-short term contract to compete for a fixed-term Series B-long term contract. As mentioned before, fixed-term Series B-long term contracts enable staff members to receive additional benefits (e.g. dependency allowance and education allowance). Following this process, staff members who have already been selected by competition for a post financed by the Regular Fund and who have worked for the General Secretariat under a fixed-term contract or series of fixed-term contracts for at least five continuous years since that competition, are eligible to compete for a continuing contract, which if awarded, will imply acquiring the additional benefit of an open-ended contract.
3.
Staff Awards
Staff Awards are granted at an annual event that is celebrated among all the GS/OAS staff and the Secretary General and which it is organized by the Department of Human Resources (DHR). Through this Ceremony, the GS/OAS has the opportunity to recognize the outstanding work and valuable contributions of exceptional staff members. In this event staff members are awarded by: 

1. Years of Service: Staff members who have accrued 10 to 45 years of service.

2. Retirees: Staff members who retired during the period established. 

3. Outstanding Performance Award: granted to those staff members who significantly exceeded expectations for 1 year period. The award is divided in two: at the Secretariat Level (Recognition letter + USD $300.00) and at the Department Level (Recognition letter + USD $200.00). 

4. Leo Rowe S. Memorial Award: The award seeks to recognize those who in their work promote the values that characterized Dr. Rowe, whose aspiration was to contribute to closer relations among the American nations. The award also seeks to motivate all staff members to continue working for the cause and improve their performance in accordance with the principles pursued by Leo S. Rowe. They or she/he will receive a plaque and a check.
4.
Training
Following best practices and in order to achieve a more results oriented work methodology within the GS/OAS, the training program has lately shifted its efforts to provide training initiatives that best suit to this new working approach.  The current training programs offered within the GS/OAS aim to provide staff members with the necessary tools to strengthen their leadership and management skills, and to reinforce planning, decision making, productivity and delegating abilities, through “Leading Change”, “From Peer to Leader”, and “Fundamental of Management”, among other training programs.
5.
Performance Evaluation System (PES) 

Bearing in mind the importance of having a Performance Evaluation System, the DHR has been working for approximately four years in order to implement PES within the GS/OAS, which ultimately went live in March of 2011.

The PES supports the Organization’s strategy and Department operational goals by setting annual individual objectives for each staff members, evaluating, recognizing and improving performance and increasing accountability.
b) Survey best practices in international organizations and public sector institutions for retention incentives.
To continue improving and driving the incentives and retention program towards a more efficient and attractive one, the GS/OAS has started a benchmark process with sister organizations, such as United Nations, Inter-American Development Bank, World Bank, Pan American Health Organization, and also the U.S. Office of Personnel Management (OPM); and will continue this initiative with public sector institutions of different Member States.
The GS/OAS will analyze the practices that best suit the GS/OAS structure in order to develop a retention incentive proposal that would promote a more motivating and stimulating work environment in which GS/OAS employees feel appreciated and rewarded for their hard work. 

d) Develop a proposal for expanded performance awards program for all staff. 

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 in shifting to a results oriented management, organizational priorities and efficient resource usage. In this process, the DHR is benchmarking with sister organizations and public sector institutions of the Member States to develop a program that adapts to the GS/OAS organizational culture.  The program will include step increases, pay for performance, cash incentives and recognition programs, training, development of high potentials and a performance improvement plan.
c) & e)
Develop a proposal for the establishment of performance pay linked to the performance evaluation system. 

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. In response to this requirement the GS/OAS, through its Department of Human Resources, 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 international organizations.
IV. Enhancement of Transparency in Human Resources Practices

a) Develop proposal for introduction of competitive, open, recruitment where appropriate for short- term contracts

For fairness reasons, as well as in order to attract the most-motivated and best-qualified staff, it is recommended that as many positions as possible within the GS/OAS be subject to open, competitive recruitment, regardless of the type of contract as well as the fund that finances the position.
In this regard, the GS/OAS has already taken steps towards the recruitment and selection of prospective staff in several specific cases in 2011 – 2012 by announcing vacant short-term positions in the OAS web page. Additionally, a suitable process will be developed and implemented to competitively recruit candidates for those contracts taking into account education, experience and personal competencies required. These cases will also involve the assessment of qualifications of top candidates by a panel interview.
Furthermore, in a continued effort to improve and streamline future recruitment and selection processes, the DHR reviewed selection practices of other IO’s as well as e-recruitment tools. As part of these initiatives, the DHR conducted an analysis of Taleo, an electronic recruitment and selection tool used in the majority of sister organizations. After the completion of this evaluation, Taleo was selected as the e-recruitment tool to be used in the GS/OAS competition process. Additionally, the DHR continued its effort to improve and streamline the recruitment and selection processes by preparing a practical guide for conducting selection interviews and improving communications templates, contributing to guarantee a more transparent, effective and expeditious process.
b) Develop policy to apply competitive recruiting practices for all vacant positions.

In order to attract, recruit and select top talent human capital, it is crucial to have in place a recruitment and selection process that is efficient and reliable. For this purpose, the objective is to develop and implement a mechanism/practice which can be applied to any vacant position at the GS/OAS, whether newly created or previously established. As an initial action, as referred in IV (a) above, during the third quarter of 2011, the DHR opened three competitive recruitment processes for vacant posts: a short-term contract, a long-term contract, and a position of trust.
Recruitment should also entail branding the name of the GS/OAS as an employer of choice to attract the best qualified candidates. To this end it is proposed to implement innovated and reliable tools in accordance with the principles of transparency, objectivity, and gender and geographic representation. These premises will be accomplished by:
1.
Broader sources of recruitment

The GS/OAS needs to broaden the sources of recruitment to attract potential candidates that are not being captured through the OAS web page. While protecting the organization image, the GS/OAS could take advantage of available inexpensive means of communicating staffing needs such as social networks, universities, local governmental agencies, professional associations, to mention a few. Other more costly resources such as local media publications, headhunters and staffing companies could be considered when the cost invested is overcomed by the benefit of reaching the desired candidates. This would facilitate to build a diverse workforce with a fair gender and geographic representation at all levels of the organization. 

2.
Implementation of an electronic application and screening tool

Currently the total man-hour cost invested in the process of recruitment and selection of a candidate per vacant position at the GS/OAS averages $3,480 in a timeframe of approximately four months. To address this challenge, and as previously stated in item IV.a above, the DHR conducted 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. 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. 

When implemented, this e-recruitment tool will allow candidates to apply electronically and will 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.

c) Develop options for a revised career-path cycle, including both a new competitive recruitment process for short-term contracts and the existing processes of competition for long-term contracts and continuing contracts.

The GS/OAS is currently identifying mechanisms which outline a path that tracks the progress of the staff members of the organization, enabling them to be fully aware of current opportunities and future growth possibilities that can be attained according to their performance, skills, and capabilities.

The DHR proposes to develop a formal career plan document that enables a climate of transparency, impartiality, fairness, and equitable opportunities for all staff members. Consequently, it promotes that while staff members remain in the organization, they are motivated and committed to reach their career path and their skills are optimized for the benefit of the organization.

A successful implementation of a formal career plan entails a promotion policy that identifies the principles and guidelines on how staff members can advance to a higher-level post with increased authority, responsibility, and pay within the organization as result of satisfactory performance. This policy will consider opportunities for staff members to fill vacant positions at a higher level by opening to competition such positions to all interested candidates. 
This plan will also facilitate the development of a succession planning program which will result in having more than one good internal candidate available for key roles in the Organization. 

Finally, the DHR will benchmark the best business practices utilized by other international organizations and public sector institutions of the Member States. The next step will involve a thorough analysis in order to determine which of these regulations could be successfully applied in the GS/OAS, especially in light of GS/OAS documents as well as its organizational mission and culture.

V. Identify General Standards revisions required for implementation of items I – IV above.
In order to support the human resources management strategy, the GS/OAS will determine if the current regulatory framework needs to be modified and what specific items need to be updated. In cases where the change in practice(s) would require an adjustment/amendment of an existing rule, the SAF/DHR will work closely with The Department of Legal Services (DLS) on the identification of applicable rules/standards and to develop the proper language. 
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