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l. Recruitment, Selection and Retention
Policy

The council’s goal in recruitment and selectionoisiire and retain the most qualified individuals.
Directors/Managers are encouraged to first consagglicants from within their area of work
(“department”) or other areas from within the catmto express interest in the position.

If authorized positions remain unfilled after imtat council-wide recruitment, the Human
Resources Office will assist departments by coartiiig all aspects of the employment process to
present qualified applicants from a variety of dijrecumenical and other sources external to the
WCC. The recruitment process, application reviestenence and background checking, and the
selection and hiring processes for all leadership@mogramme executive staff positions are subject
to governing body special requirements. Recruitneffurts are coordinated by Human to ensure
compliance with Swiss law and staff rules and regoihs.

Staff appointments are made on the basis of thifigations, experience and personal qualities
required for each role without regard to race, Golational or ethnic origin, gender, disabilitgea
etc. Governing bodies will also set, from timeitod, certain balances (confessional, regional) etc.
which best represent the diversity of the felloysdumongst its programme and leadership staff.

Information on the recruitment process, includioly posting procedures, official application forms,
interviewing guidelines, and salary offers, is &fale from the Human Resources Office.

Pr ocedures

Human Resource Staff are available to provide dtaisan throughout all aspects of the
employment and hiring process to all departmente@iWCC. They will provide assistance in
posting vacancies, developing and implementingurgoent strategies, identifying and selecting
candidates, assuring all pre-employment requiresngme met, and confirming job offers. These are
detailed out in the Human Resources Policy andeehaes manual (under preparation) which will
detail out the recruitment process at all levelthefcouncil.



. Limiting Yearsof Servicefor programme executive staff
1. Introduction

The WCC §' Assembly, Porto Alegre, Brazil adopted the repbthe Finance Committee which,
among others, recommended that the “WCC reviegtdf rules and regulations and personnel
policies...including reaffirmation of the concepttipgogramme executive staff contracts are not
normally renewed more than once (at present, fearg/plus three years).” (Reg. Il 1.13 and 1.14
where members of the staff appointed by the Ceatriixecutive Committee shall receive a fixed
term contracbf up to four years' duration on first appointmeith the possibility for renewal for a
further three-year period.)

Since the 1970s the Executive and Central Comrsittege periodically discussed, and
implemented decisions on the concern of limiting mumber of years that staff responsible for
programmes and relationships can serve in the WCC.

The current staff regulations do not address theei®f limiting years of service definitively. The
regulations simply make a provision for how renesagflcontracts are to be carried out. It should
also be noted that according to the Swiss Codebtif@tions, a second renewal of a time-defined
employment contract will render the contract indigdi. This means that those staff members
whose contracts are renewed more than once woeitdidé governed by the regulations for
indefinite contracts (Reg. I 6.03 and 6.04). Rhistussions have identified both advantages and
disadvantages in a policy that set a maximum teolservice for programme staff. A few
examples are summarized below:

2. Some argumentsfor limiting years of service

a) Limiting years of service of programme executivafsivill intentionally facilitate a
measure of representation of staff from the merobarches as a key for nurturing close
relationships with churches (through a resultaigh staff turnover).

b) Such a policy could facilitate flow of ecumenicasights back to the churches and new
insights from the churches into WCC and the ecuoamovement.

c) The policy will work towards ensuring that the W&€cretariat avoids the risk of
developing into a permanent bureaucracy in Genenvaakd from the churches.

d) The policy will offer the possibility of employingounger staff who will bring their own
creativity and enthusiasm to the work of the colunci

3. Some arguments against limiting length of service

a) Any such policy must have justifiable exceptiond &ns difficult in a policy document to
list objective criteria for extending the periodsafrvice.

b) The rule could lead to high turnover of directorsgpamme staff which potentially might
undermine the functioning of a primarily “knowledigased organization” and makes it
more difficult to attract quality staff with mid+t@ and long-term options elsewhere. A too
short tenure might also mean that just as a staffgn has learnt about the complex
organizational structure and working style of tberrcil including the necessary
sensitivities in relating to the wide spectrum béiches in the fellowship he or she will
have to leave.



c) It may be assumed that programme staff of the W2 dired becomes “ecumenical staff”’
serving the fellowship of churches as a whole avtcbnly representing the interests of an
individual church.

d) It may discourage potential programme executivi 8tam applying as there will be
concern about the education of children- returtiame and re-adjusting to educational
systems can affect the educational possibilitieshdtiren

4. Implementing the Assembly decision

a) The WCC §' Assembly, Porto Alegre, Brazil adopted the recomdagion that the “WCC
review its staff rules and regulations and persbpakcies...including reaffirmation of the
concept that programme executive staff contragsat normally renewed more than once
(at present, four years plus three years). Tisefiiutl Central Committee after Porto Alegre
in September 2006 affirmed that new contracts ‘@& for four years, with the possibility
of renewal for one term of three years only; with tinderstanding thakceptionsnay be
necessary upon approval by the executive commiEigeept for the number of years of
service, this recommendation is almost similah®earlier “nine year rule” first introduced
in a central committee meeting in 1973 and wasésteed as policy at the
executive/central committee meeting in Bad Saanosv\&est Berlin in August 1974 . “The
normal years of service would be six years andalhmtximum would be nine yeaihis
term could be extended but only upon special recamdistion of the general secretary”.
The Central Committee reconsidered the situati@hdrapped the rule in 1987.

b) The implementation of this call by both the Asseydiid Central Committee needs to be
done bearing in mind the reasons for the rule asigits gained from the nine year rule
experience:

)] Implement this within the recommendation to reviée staff rules and
regulations as called for by both the Assembly @tral committee.
- revisit 4 + 3 contract arrangement from the lighéxperience
- Would another more flexible contract arrangementkviest in the spirit of
the Assembly and central committee decisions (P8 exception? 5 + 3
plus exception? 6 plus exception?)
i) Realism and managing the transition
- Responsibility to staff already with more than seyears service
- Responsibility towards staff within two to threeays to retirement
- Impact on children of primary and secondary edocati
1)) State the kinds of exceptions that will be accdptabthe Executive Committee,
for example
- Contract would end within 18 months of Assemblhaaritical commission
and the staff was a key person in the process?
- Where attempts to recruit successor has failedtasdleemed necessary
not to create a vacancy?
- If council is within a restructuring process and taff concerned is
needed for that process?
V) State maximum extension period
V) Establish a time-line when this policy will be stand practice at the WCC



5. New Staffing Policy

The Assembly recommendation had two main parts:

«  WCC review its staff rules and regulations and gengl| policies, covering in particular the
following aspects: i) renewal of contracts, inchgireaffirmation of the concept that
programme executive staff contracts are not nogmmabiewed more than once (at present,
four years plus three years); tife encouragement of the recruitment of competembger
staff who may thus also have their role in thegfarmation of the organization; iii) the
recruitment procedures be transparent and opexteéonal applicants;

 Statistics on staff costs, headcount and full-tegeivalents is reported regularly in a
consistent manner, with written definitions of gtaff and consultant categories concerned.

The recommendation regarding staff statisticsrisaaly being implemented. The recommendation
regarding revision of the staff rules and regulaiand personnel policies is the subject of this
paper. The language of the recommendation, howevalnost similar to the regulations as shown
below.

Reg. I11.13 Members of the staff appointed by the Central or Executive Committee

Contracts "de shall receive a contract "de durée maximale" of up to four years' duration

durée maximale"  on first appointment. The aforementioned contract can however be
terminated by both parties before its expiry in accordance with the
provisions of Reg. Il 6.03.

Reg. I11.14 The contract referred to in Reg. Il 1.13 may be extended only once for a
Extension of further three-year period by the Central or Executive Committee. In case
contracts "de of a further extension, an indefinite contract will be established, which will

durée maximale"  be subject to the procedures for the renewal or non-renewal of contracts
which include a review of other factors besides individual performance,
including the needs of the World Council of Churches.

The one difference is that the Assembly recommeoniatates that the first contract be for four
years, while it is “up to” four years in the regigas though the practice to date has been to grant
four year contracts. In the light of present rtezgithis formulation is more helpful to the counci
that the proposal from the Assembly that the ficsitract be for four years because it allows the
council the possibility to hire programme execuiVer less than four years where the needs of
qualifying candidates precludes a four year terhs Bection of the current regulations includes
everything called for by the Assembly. An area tieeds further discussion is the role of WCC
staffing in nurturing/fostering relationships withe member churches. The related issue of
changing staffing practices is the responsibilitth@ General Secretary but one upon which the
advice of the Executive Committee would be welcomed

1. Performance Appraisals of Staff

I ntroduction:

The WCC has had for many years a system of app@istaff performance. In this next period
this process will be improved and made more effectiAs we have moved into a new structure
and ways of working, the performance appraisalesysill be closely linked with the monitoring
and evaluation system for the programme work arldbeibased on the new role descriptions for
all staff. This will be coordinated by the Offiof Human Resources.



Monitoring project work as part of the appraisal:

The cycle for the monitoring of programme work vifitlude the monitoring of the performance of
the project team as a whole, to ensure good teaimh apd morale of the staff. The appraisal of
the team’s work will be based on the indicatord teve been developed for the projects. The
group appraisals will be based on the project warknanagement team that each staff member
contributes to. The success of the project or lprab encountered in the team has a bearing on
individual staff performance.

Individual appraisals:

At the end of each calendar year — between Octah@December, all programme, administrative,

specialized and house staff will go through a pemince appraisal under the leadership of the
Programme Directors and Managers on a face to fases. Performance appraisals of the

Programme Directors and Managers will be done byréispective Associate General Secretaries.
The appraisals of staff in the General Secretavithtbe done under the leadership of the General
Secretary. The individual staff performance apgadawill be based on performance indicators,

which are part of new role descriptions of all staf

While most programme staff contributes to the wafrklwo teams — the appraisal will be based on
their primary home team (where the larger parhefrttime is credited.) The appraisal system will
include the provision for their contribution to ecend project to be recognized and appraised by
the directors concerned.

The individual performance appraisals will be dane three levels with the help of specially
prepared templates:

1. By the staff person who will be given the opportud do an appraisal of their own
performance based on the indicators on their reedption. This text they will give to the
supervisor.

2. By the supervisor — this will be an assessment rogdbe supervisor of the staff’'s
performance.

3. Ajointly agreed appraisal — that will be writtey the supervisor after the discussion with
the staff person concerned.

4. The appraisal will record any issues that are naually agreed on and such a record will
be agreed upon by consensus.

All stages of the yearly individual appraisals viaé documented and signed by all parties and a
copy of this will be kept in the files of the stafincerned in the Human Resources office. The

development of effective and helpful methodolog@do the appraisals will also help to identify
training needs and staff development.



