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	1. Executive Summary

	The multiplicity of backgrounds, knowledge and capacity that is present in the personnel of the OAS is one of the Organization’s greatest assets. This asset however is not well quantified – with the result that even the OAS doesn’t “know what it knows” and much of this knowledge and capacity is not fully utilized, when it could be applied to strengthening the effectiveness and sustainability of the OAS’ policy and technical cooperation.

In addition, the OAS’ current organizational structure does not encourage and facilitate inter-departmental collaboration and knowledge-sharing, to the extent that the organization more closely resembles a collection of co-existing silos than a coherent, integrated and well-functioning machine (as highlighted in the recent Strategic Management Modernization Plan (“Murray Report”).
In the context of the implementation of a new Strategic Vision for the OAS, as well as the re-structuring of the Organization being undertaken by the new leadership, a mapping of the knowledge and capacity of the OAS would contribute to strengthening these processes and to ensuring that the Organization is able to effectively fulfill its mandates.

The purpose of this project is to implement a knowledge audit that will support the creation of a database where critical information on knowledge, skills and experience within the organization, is captured, updated, managed and utilized by the organization to support its strategic planning initiatives. 

Methodology - Steps for implementation:

· Initiate stakeholder requirements meeting with DOITS and HR to define the requirements (what kinds of information will be collected and the levels of access). 
· Define the system requirements / customization of the tool with DOITS 
· DOITS to customize the “existing tool” to collect information on knowledge, skills and experience
· DOITS to develop a feature for personnel to access the database to complete their profiles.

· In collaboration with HR have Section Chiefs define the list of knowledge, skills and experience required by each Section/Department 

· Prepare an example of lists, as well as guidelines for the preparation of selection lists in consultation with HR
· Meetings with Section Chiefs of each area to explain the idea of the database and the creation of the selection lists. 

· DOITS to upload selection lists of knowledge, skills and competencies, creating two lists from which staff can select: 
1) for the Section/Department/ Secretariat in which people work; and 
2) the Organizational list (which will be a compilation of the lists from all the Sections, Departments, and Secretariats.)
· Prepare instructions for personnel on the use of the database
· Send communication about the exercise to collect data on personnel competencies
· Have pilot version of the platform ready for test 
· Implement the pilot and adjust the platform or tool
· Work out mandatory requirement with HR for personnel to complete their information to the database
· Send out communication to all personnel to include their information in the database
· Set timelines for the completion of the exercise
· Workout procedures for the updating of the personnel database at the same time personnel complete the PES, so that the database remains updated.  



	2. Business Value 

	Strategic Value: What strategic value is expected from this project? 

	A centralized database with information on the existing knowledge, skills and experience within the organization will provide critical information required for organizational decision-making and support its strategic planning initiatives. For example:

1) The Strategic Council for Organization Development and Management by Results would have information on staff knowledge, skills and experience to support the development of Organization Development Programs, including training programs and the staff mobility/ rotation program.

2) The database can serve as a source of information about what knowledge, skills and competencies might be lacking in the organization

3) Directors will have the opportunity to identify specific skills and competencies required by their section to work effectively in the new areas for action identified based on hemispheric trends and the comparative advantage of the organization.

4) Directors will be able to utilize the database as a guide on the skills and competencies of their staff when assigning tasks and responsibilities and in identifying additional human resources required.

5) The information of skills and competencies can serve as input for an analysis of the organization’s comparative strengthens.

6) The organization can use the information on staff skills and competencies to guide any kind of future reorganization or restructuring efforts.

Potential beneficiaries:

1) The Strategic Council for Organization Development and Management by Results

2) The Department of Human Resources

3) Section and Department Heads

4) OAS Personnel (staff and consultants)
· Having a centralized database of personnel knowledge, skills and experience could lead to a better use of resources, both human as well as financial. 
· The database could be used by the Human Resources Department for the management of Staff and CPRs including hiring, promotion and movement through the OAS. 

· It would support a greater collaboration among personnel by facilitating the identification of relevant knowledge, skills and experience facilitating more inter-departmental collaboration. 

· It could strengthen existing initiatives through stronger multi-sectoral approaches to designing and implementing initiatives. 



	Operational Value: What operational value is expected from this project?

	The personnel skills database would provide the organization with an internal database a first “go to place”, to identify the knowledge, skills and experience that the Organization possesses, and that can be leveraged in different ways to support and strengthen the Organization’s existing and future initiatives, including better management of its human resources. 
The database could be integrated into the organization’s IT resources and could be used by the Human Resources Department for the management of Staff and CPRs including hiring, promotion and movement through the OAS. 




	3. Product / Service Scope

	3.1 Product Solution

	The final product would be a centralized, searchable database with information on Staff and Consultants:

· skills, knowledge and experience; 
· education

· languages
· departments worked in
· sections worked in
· contact information 

· Projects worked on divided by: 
· thematic area 
· countries 
Other characteristics of the knowledge database:

· It should have a user-friendly interface;

· The information should be easily searchable; 

· It should provide the possibility to expand its content to include additional fields; 

· Personnel should be able to update their information as they acquire new knowledge and/or skills;

· Information should be easily stored, managed and exported to other formats as needed by the organization; 

· It should provide different level of access according to the officer accessing the information, in order to protect personal and confidential data; 

· The database should be integrated with other databases that exist in the organization; and
· It should be integrated with other IT tools used by the Human Resources Department for the management of Staff and CPRs including hiring, promotion and movement through the OAS. 



	It is anticipated that in future, this database of skills would be integrated within a more comprehensive database related to the organization’s knowledge products. It is envisaged that the information about personnel’s skills (staff and CPR), experience and knowledge will be the “back end” of this database, for internal use by the organization; and this would be connected to the “front end,” which would be the various knowledge products generated by the organization.



	

	


	3.2 Business Requirements

	RQ ID No.
	Description 
	Priority

	
	Data collection tool that enables fast roll-out with minimum development time
	

	
	Should cost no more than (US$) TBD
	

	
	The tool should enable staff to access, populate and update the database with their information, with the requirement that all OAS personnel first complete their own profiles before being able to access information in the database.

	

	
	It should facilitate different levels of access (to be defined) For example: HR may have access to more personal data which might not be available to everyone (personal address, number of dependents, etc), while managers for example might only need information on knowledge and experience of staff
	

	
	The tool must facilitate ongoing storage and management of the information gathered in the skills database for use by organizational stakeholders
	

	
	 The format must enable the database to be expanded to include additional fields, information etc, 
	

	
	It must be searchable by thematic area, country, project, subject matter, skills etc 
	

	
	Should have the capacity for the information to be easily exported to other formats 
	

	
	It should facilitate easy integration with other OAS software solutions/ programs and with the larger database of knowledge products.
	


	3.3 Project Deliverables

	1. Taxonomy of skills developed – each Section head with his or her team defines the knowledge, skills and experience required for the effective functioning of his/her area. 
2. Database tool customized to collect information about personnel skills, knowledge and experience.  This database will incorporate the lists from each section/department. At the level of the organization, there will be a full list of skills, knowledge and experiences, which is a compilation all the lists for the different sections and departments. The idea is that personnel would be able to select knowledge, skills and experiences from 2 lists (1) one for the area in which they work and (2) additional knowledge, skills and experience which they can select from the wider organizational list. There should also be “open” category to capture information on additional knowledge, skills and experience, which might not be captured in the selection lists. 

3. Database feature developed to enable personnel to auto fill their data. 

4. Users manual for the use of the database, with policies and procedures defined together with Human Resources. 
5. Permanent Tech support platform for the management of the database (This would have to be negotiated with DOITS and HR, to ensure that the database tool is maintained and updated as necessary to meet the organization’s needs.)
6. The integration of the skills database within the larger database of the organization’s knowledge products. It is anticipated that there is a parallel development of a database which organizes all the knowledge products (studies and reports etc. developed by the OAS by country) It is anticipated that in the future the information in the skills database should be able to be connect to this larger database, so that it links information on staff that worked on particular countries or thematic areas, or knowledge products. Note that this information on personnel competencies should be available for internal use only within the organization. 



	3.4 Staff Management Deliverables 

	Requirements meeting with HR and DOITS

Communications plan re: knowledge audit

Meeting with database designer/DOITS to define requirements for customizing the database (Contract resources as necessary to build database)

Meeting with group of staff/CPRs participating in the pilot test to explain the tool

Project team and meetings with stakeholders to advance the project’s implementation
Communication on progress to senior management and personnel
Present a first version to Senior Management

Meeting with all Staff/CPRs to present the tool

Staff mandated to input their information in the skills database.


	3.4 Other Administrative Deliverables 

	Develop/ define content for the selection lists
Finalize requirements with key stakeholders

Determine whether DOITS/ consultant will customize the tool
Customize the tool for implementing knowledge audit and management of the information
Develop platform/feature to allow staff and CPRs to input their data 

Test – pilot first version of knowledge audit instrument for feedback

Revise instrument/tool for knowledge audit (fields, content etc) as necessary

Implement knowledge audit

Define the different roles for information management

Define roles for ongoing information management

Define roles for information analysis
Define roles for on-going technical support and maintenance of the database

Review the kind of data available and use it to inform organizational programs 
Integrate the skills database with the larger database of knowledge products




	3.5 Work Breakdown Structure

	See detailed WBS as a separate document. 




	4. Project Scope

	Communication and meetings with stakeholders (HR, IT, among others) about the project, for the identification of existing information, as well as their different needs and requirements
Meeting with key stakeholders to work out implementation issues
Collaboration and follow-up with section heads to develop selection lists (competencies)
Meetings and follow-up with DOITS/external consultant on the progress with respect customization of database tool and feature for staff to input their data
Development of a communications plan
Pilot the database tool
Follow-up with DOITS/external consultant on the finalization and roll out of the database tool
Implement knowledge audit using the database tool
Implement the communication plan
Develop logistics plan for the roll out of the audit

Managing data collection exercise
Analyzing data collected

Preparing reports and presentations on the data collected

Putting in place arrangements for the ongoing management and maintenance of the database

Integrating the skills database with the database on the organization’s knowledge products.



	5. Other Relevant Scope Information 

	5.1. External Factors

	An event external to the project, but not the organization could be a crisis which might change the priorities of the organization and redirect resources human and financial, delaying the implementation of the project.



	5.3 Project Completion Criteria

	At least 50% of the Organization’s Staff/CPRs completed / filled the database within the first six (6) months of implementation and at least 80% of the Organization Staff/CPRs completed / filled the database by month twelve (12). 
Availability of virtual data collection tool required for staff and CPRs to input and update information. 
The database is accessible to personnel with different levels of access and is searchable by thematic area, country, skill, knowledge etc.


	5.4 Internal Dependencies

	The project will require close collaboration with the Department of Human Resources. To begin the knowledge audit HR will at least need to make available the list of staff and CPRs 
Department of Information and Technology Services - DOITS - the Department would have to designate staff to work on the project, to facilitate the customization of the data collection instrument and to ensure that any database developed would be compatible with other databases in the organization. 
Responsibilities would have to be assigned for staff working on the knowledge audit and skills database and the Departments/Sections to which the project team participants would have to support their participation. 

On-going responsibilities would also have to be assigned for the management and upkeep of the database and for managing the integration of the database with the database of the organization’s knowledge products. 


	5.5 External Dependencies

	Resources to implement the project



	5.6 Assumptions

	Senior Management is interested in supporting knowledge audit as well as the creation of a skills database

That HR and DOITS are willing to collaborate in this initiative

That cost-efficient existing solutions can be easily adapted for the purpose of carrying out the knowledge audit

That resources will be available to support the development and roll out of the skills database

That OAS personnel are willing to participate in a knowledge audit process

Resources will be available for the integrating the skills database with the database on the organization’s knowledge products.



	5.7 Constraints

	The following are possible constraints:

1) lack of available resources to carryout the knowledge audit and develop the database
2) the lack of active collaboration from HHRR and/or DOITS; and 
3) the lack of collaboration of Staff and CPRs to provide their information (This could be managed once this is made mandatory)



	6. Out of Scope

	It should be noted that the knowledge audit would not provide an automatic gap analysis of required knowledge which does not exist in the organization. This information may however be extrapolated based on an analysis of the information generated by the knowledge audit. 
While information might be made available in a database, it would have to be  analyzed for strategic planning purposes (the analysis will have to be done externally – not in the database, which will require dedicated staff time)




	7 Acceptance Criteria

	Fully functional, searchable skills database which is populated/updated by staff, with different levels of access available across the organization for decision making.




	7.1 Phase Exit Criteria

	Phase
	Exit Criteria

	Customization of data collection instrument
	The database customized to include the different fields identified by stakeholders and ready to be populated.

	Pilot with a small group of Staff/CPRs to test the database
	The pilot is successfully run - all participants populate the database and send their feedback to the project team

	Adjustments to the database/content
	Changes and improvements are made to the database

	Sending the link and instructions for filling the database to all Staff and CPRs of the Organization
	At least 80% of the Staff/CPRs successfully populate the database with the information required.


	7.2 Milestone Acceptance Criteria

	Milestone
	Acceptance Criteria

	Database fields customized
	The look and fields added to the database is validated by stakeholders

	The database feature is developed so that it could be accessible for staff to fill
	The instrument is user-friendly and the content is complete and appropriate 

	Pilot implemented
	The group actively participates in the pilot test by filling the database and sending feedbacks and comments

	User Manual developed
	Manual reviewed and adjustment made after the pilot and is approved

	First version of database is made available
	Database is available for Staff/CPRs with different levels of permissions to populate

	Database populated
	The database includes at least 60% of all staff and CPR information (at the end of first release) and 80% of all Staff and CPR information at a timeline to be identified.

	Centralized  and searchable database open to all Staff/CPRs
	The database is easily accessible by all Staff/CPRs with different levels of permissions; is user-friendly, searchable and with the capacity to store as well as manage the information for on-going use by the organization 
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