PAHO’s Human Resources
(Prepared by the United States of America)

Introduction

The Working Group on PAHO in the 21* Century identified “Resources for Health” as a
significant issue for consideration. This topic was subsequently split into PAHO’s
resources and resources “in-country” available to member states and further subdivided
into financial and human resources. The Working Group tasked the PAHO Secretariat
with the development of the section on “in-country”” human and financial resources. The
section on PAHQO’s financial resources would be developed by the “Consultative Group
on Regional Budget Policy” under the direction of Dr. Karen Sealy, with input from
members of the 21 Century Working Group. This did not occur. Subsequent to the July
Costa Rica meeting, it was agreed that Brazil would work to develop this piece, as the
Secretariat failed to produce the expected document. The remaining section on PAHO’s
human resources was tasked to the United States for development. In its first iteration,
this piece overlapped with issues identified under “Modalities for Technical Cooperation
in Health.” This current draft incorporates the points made in the “Modalities”
document, as well as other comments made by Member Countries via the website and at
the Costa Rica meeting.

Training of PAHO Staff

The Working Group clearly delineated the need to increase capacity building in the
countries and subregions. While this may appear to speak only to the issue of human
resources in-country, PAHO personnel can play a critical role. Specifically, if effective
capacity building is to occur in-country, then the PAHO personnel assigned must have
significant training and expertise in sustainable capacity building. The PAHO Biennial
Program Budget (BPB) for 2004-2005 proposes 1.85 million dollars for staff
development. However, the description does not contain a category for specific staff
training on particular priority areas. The breakdown of the allocation of these funds
would be helpful for countries to review. Furthermore, it would be useful if priority areas
delineated for staff training within the BPB should fall directly in line with priorities
identified by Member Countries. Whereas it might be less efficient and financially
difficult for every country office to have an expert on capacity building, PAHO
headquarters could compile a small team of experts in this field that could be dispatched
on an as-needed basis to countries or subregions to help in capacity building efforts.

The issue of training and appropriate expertise of PAHO personnel extends beyond
capacity building. Countries have expressed concerned that the staff sometimes assigned
the PAHO country office is unqualified or insufficiently trained to handle the issues that
arise in that particular country. In some cases, the individual has basic training or
knowledge in the area, but lack specialized skills. In this situation, short course-work or
training might be sufficient to help that person perform in his/her job.



There are emerging issues within the region, which do not fall into PAHO’s historical
personnel composition, but which are emanating from the Director’s new vision. This
would include social communication experts, information management experts, and
program managers, among others. PAHO should develop a strategy to identify who can
fill these personnel gaps. Other PAHO technical experts may also need training in some
of these areas.

PAHO Workforce Assignments in Headquarters and within the Region

The professional staffing at both Headquarters and country offices needs to be planned in
such a way that responds to the geographical, cultural, and epidemiological diversity
found in the region. Within Headquarters, sometimes contracted or professional staff
assigned to work with a particular country have insufficient knowledge about the
situation they are addressing at the country level. Staff may suffer from an “ivory-tower”
perspective, losing touch or lacking a sense of the distinct needs and characteristics of the
countries, their people, and how things function on the ground. Similarly, the profile of
the people assigned to the country offices, as well as their training and experience should
be strictly consistent with the health needs, problems, and challenges identified and
prioritized by the countries themselves.

Identification of and communication with host country counterparts is absolutely
essential when undertaking work in a country. It is critical, regardless of length of
assignment, that field staff, Headquarters staff, or consultants are clear that they will be
working and coordinating with local human resources. Such visitors need to be sensitive
to local ideas, concerns, and problems and be careful not to impose their point of view or
underestimate the capacity of the host country personnel.

In some instances, individuals have been assigned to positions for which they are
unqualified. Perhaps this could be addressed if member countries were given a greater
role in determining the requirements for a given position in the PAHO Office in their
country. The selection/assignment process could be revised to be more democratic or
inclusive. One possible option would be for PAHO to develop a short list of technical
groups or institutions and allow the country to review it and. participate in the selection
process. This would contribute to achieving a better match between needs and resources.
Furthermore, it may help reduce political factors from playing a role in the selection of
human resources.

Evaluation of PAHO Staff

As part of an ongoing effort to produce quality collaboration and assistance, continued
evaluation of human resources is necessary. Many Member States are unfamiliar with
how PAHO personnel are reviewed and evaluated and should be informed on the current
process. Nonetheless, evaluation is critical to maintaining a well-trained, high-
performing workforce. Systems to evaluate performance of personnel, including short-
and medium-term consultants, are necessary to achieving this goal. As part of the
evaluation process, the identification of human resource “competencies”- understood as



skills, attributes, and behavior closely related to success performance of the work of the
national and international personnel assigned — as well as ongoing evaluation of such
competencies can support the process of contracting, assigning, hiring, and adapting the
workforce in all PAHO facilities.

Hiring of PAHO Staff

Building on the need for appropriate staffing, another suggestion would be to identify a
list of core competencies that are necessary in each of the PAHO country offices. Then,
additional analysis would be required to determine the other core-competencies and skill
sets required of staff working in a particular country. Existing local capacity varies
dramatically among the countries and must be taken into consideration when undertaking
this analysis. Central to this concept, however, is ensuring that PAHO Headquarters is
geared to provide that set of workforce skills to personnel assigned to the field. This
would best address the Working Group’s concern that a “one-model fits all” approach to
country offices is not working effectively.

The Working Group also expressed concern about the process of hiring and retaining
consultants at both the country and Headquarters level. The group noted there seems to
be little oversight for determining whether the consultants being hired are needed given
the overall strategic areas of work identified by member states. Furthermore, the group
suggested that there seems to be lax policy for determining the qualifications for
consultants. One solution might be to develop a more stringent policy for the hiring and
evaluation of short-to-mid-term consultants. However, direct country participation in this
practice would probably be too burdensome both for member countries and PAHO.

PAHO currently encourages women to apply for careers within the organization.
However, there is little activity to actively recruit and retain women in senior positions.
Rising through the ranks at PAHO frequently implies a move from country to country or
subregion to headquarters. For women, this generally implies a significant challenge due
to family obligations.

The aging of the PAHO workforce also will pose a significant issue for the organization
in the coming years. With retirement age of 62, there are a number of expert PAHO staff
persons who will be retiring soon. This will present a number of gaps in the organization
that PAHO will have to fill. It is not uncommon to see an individual retire from PAHO
one day and then be re-hired as a consultant the next. That position may then go unfilled
or revised.

Career Development

Junior staff do not always have opportunities to move up or grow within the organization.
These individuals are building a wealth of organizational and technical expertise that
could be capitalized on if training paths are created for qualified individuals to continue
their career development. This would help to improve morale among staff.



Tenure, once pervasive in the UN system, has now become basically a thing of the past.
While a tenure system creates the possibility of abuse of the system (e.g., employees
becoming less productive once earning tenure, employers having difficulty in removing
incompetent or unproductive staff, etc.), it also provides incentive, creates stability within
the organization, and provides security for employees. It may be worth beginning a
discussion on ways to incorporate a tenure system that provides these benefits while
protecting against possible.

Decentralization of Resources and Staff from Headquarters to Country Offices

Country offices should be empowered with adequate financial and programmatic
delegation of authority, in addition to increased accountability. Furthermore, the there
should be a review of the delegation of responsibility given to PWRs and PAHO Center
Directors to make operations at the country level consistent with the Plan of Work
developed based on the needs and priorities identified by Member States and the Country
Offices.



