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[bookmark: _Toc300808105][bookmark: _Toc300808146][bookmark: _Toc300808180][bookmark: _Toc300808694][bookmark: _Toc300814644][bookmark: _Toc300814645][bookmark: _Toc311814326]1.	Introduction 
The activities outlined in this report were conducted by IFES with support from the United States Agency for International Development (USAID) through the Moldovan Electoral Administration Capacity Development (MEACD) program.[footnoteRef:1]  [1:  This activity was made possible by the generous support of the American People through the United States Agency for International Development (USAID). The contents f this activity and corresponding report are the sole responsibility of IFES and do not necessarily reflect the views of USAID of the United States Government.] 

[bookmark: _GoBack]The Central Election Commission (CEC) has recently undertaken a strategic planning process.  One outcome was a proposal to restructure and enlarge the CEC Apparatus. One of the consultant’s main activities was to interview the current CEC members and senior staff on the old and new organizational structure in order to gain an understanding of the rationale behind the new structure and how the staff would work within it.  
The other focus for the HR consultant was to review Human Resource (HR) regulations and practices and to work closely with her HR counterpart in the CEC.
The consultant is grateful for the excellent support and assistance in all activities by the IFES Moldova Project staff; Steven Gray, Country Director, Natalia Iuras, Project/Finance Manager and Silvia Sturza, Project Assistant/Translator. 
The period of the Human Resource consultant’s input in Chisinau was 2 weeks from 29th November to 13th December 2011.  
[bookmark: _Toc311814327][bookmark: _Toc300814646]2.	The restructured CEC 
The proposal to restructure and enlarge the CEC Apparatus was driven by several factors, but first and foremost was the need to improve CEC performance on many of its core functions.  The desire to improve the ability of the CEC to better manage all electoral training, produce professional voter and civic education programs, to manage the voters’ list and expand its oversight of campaign and political finance provided much of the impetus behind the proposed restructure.
The consultant met with the three permanent members of the Commission and all senior staff of the apparatus to gain an understanding of the new structure and the functions and roles of each Department.  The proposed new apparatus structure was approved at a CEC meeting on the 9th of December.
A summary of the rationale for the restructure can be found at Appendix 1.
[bookmark: _Toc311814328]2.1	 Proposed structure 
[bookmark: OLE_LINK1][bookmark: OLE_LINK2]The new structure has 6 Departments reporting to the Head of the Apparatus and 2 service units reporting directly to the Chairman. The new structure will have 37 staff positions, compared to the 29 in the current structure; however the old and new staff numbers cannot be directly compared. The electoral training function will move to a new entity, the Continuous Training Center (CTC), and this will be outside the CEC apparatus.  The main differences between the old and new structure are set out below.
· The Civic Education, Training and Secretariat Unit, formerly within the Elections Management Department, is divided into two new departments - Analysis and Documentation and Communications, Public Relations and Media.
· The Continuous Education Training Center (CTC) will be established.  
· The Information Technology Department will be merged into a new Voters’ List and Information Technology Department.
· The Legal Department will be increased in size by two staff positions.
· HR, formerly a part time function in the Legal and Outreach Department, is a new service unit with one fulltime staff member that reports directly to the Chairman.
· Internal Audit is a new service unit, with one fulltime staff member that reports directly to the Chairman.
[bookmark: _Toc311814329]2.2	Interviews with CEC members 
The consultant met with the three permanent members of the CEC – the Chairman, the Deputy Chairman and the Secretary. 
The Chairman advised that existing staff will move to the new structure with new and currently vacant posts announced in the New Year. He expects recruitment activities to take about a month. When asked about any difficulties or issues he could foresee, he said that he felt people were perhaps agreeing to move to new jobs without them having detailed terms of reference, functions and job descriptions. He also expressed a concern that some may not have the right skills to do the new jobs and others may have missed an opportunity to move to a different job in the Commission.
The Chairman advised that the new structure had been communicated to staff but it was unclear what form this had taken and if any further communication was planned.
The Chairman expressed his hope that the CEC can achieve financial independence, possibly in 2012.  Financial autonomy would provide more flexibility for the organization in terms of staffing and training of staff.  Although precedents have been set with other bodies, he does not expect this decision to happen quickly. 
The Deputy Chairman, appointed to the Commission in March, informed the consultant that the responsibilities of the CEC members in the new structure were still under discussion and as such, not yet documented. In his opinion, the delineation of responsibilities of the permanent CEC members is less clear in the new structure than the old. He also expressed a level of dissatisfaction that staff currently go directly to the Chairman rather than to him. He feels that the Chairman has taken on the Secretary’s role (which the Chairman held previously) as well as that of Chairman.  He feels that the lack of adherence to reporting lines, outlined in previous CEC regulations that divided spheres of influence for the three permanent members, affects the day to day operations of the CEC.  While it could be said that the Chairman is making many decisions that need quick decisions and this could be seen as positive in some respects, it bypassed the appropriate decision making channels and avoided canvassing the views of others. 
The Secretary is also relatively new to the Commission, having been in his position for 9 months. He feels there is confusion between his role and that of the Chairman, which is frustrating for him.  In an effort to address this, he and the Deputy Chairman have suggested to the Chairman that they have responsibility for certain Departments, but apparently the Chairman did not agree with this suggestion.  The Secretary expressed hope that the members be more collegial, in practice, not just on paper. For the Apparatus staff he sees the new structure as providing the opportunity for them to take on different duties and responsibilities, which he believes they are prepared for and capable of undertaking. 
In summary, both the Deputy Chairman and the Secretary feel their responsibilities are not well defined. They also feel reporting lines are not well adhered to, with many staff going directly to the Chairman.  
Recommendations: 
1. The roles and responsibilities of the Deputy Chairman and the Secretary should be discussed and agreed with the Chairman.  Once the responsibilities of the permanent members are agreed on, they should be communicated to all other members and staff. 
2. The reporting lines within the CEC membership and between the Apparatus and the membership should also be clear, well communicated and adhered to. The restructure and the planned appointment of many new Department Heads early in 2012 would provide an excellent opportunity for this.
3. Communication to staff on the new structure was done before the new structure had been approved.  The approval of the structure and the drafting of ToRs, functions and a number of job descriptions provide an excellent opportunity for further communication to staff, communication should incorporate more specific detail regarding staff transferring from the old to the new structure.
[bookmark: _Toc311814330]2.3 	Interviews with Head of Apparatus and Heads of Department 
The consultant had a number of meetings with the newly appointed Head of Apparatus. Until taking on the role of Head of Apparatus in an acting capacity some time ago, she was the substantive Head of Elections Management Department, a role she continues to manage until the new Head of Elections Management starts in January 2012.  
The consultant also met with the current Heads of Departments in order to gain an understanding of the role and functions of the Departments in the new structure. Among the current senior management, only three are substantively appointed to existing posts – the Head of Apparatus, the Head of Finance and the Head of Civic Education, Training and Secretariat Unit.  All other senior posts are filled in an acting capacity, or are vacant.  Of the occupants of the three posts mentioned above, only the Head of Apparatus will remain in the new structure. The Head of Civic Education, Training and Secretariat Unit expects to become Head of the Center for Continuous Training (CTC), but is soon to go on maternity leave for an extended period. The consultant was advised that the current Head of Finance will not remain as the Head in the new structure.
Outlined below are the summaries of the meetings with the Heads of Department.
Head of Civic Education, Training and Secretariat – the Head of this Unit is a highly knowledgeable and experienced member of staff with a clear understanding of the roles and functions in the two new Departments as well as the CTC. The new Departments are Communication, Public Relations and Media and Analysis and Documentation. Along with the establishment of the CTC, these represent the greatest changes in the restructure.  The current Unit is staffed by 6 people and reports to the Elections Management Department.  In the new structure the two new departments will each have 5 staff while the CTC will have a staff of 7 for a total of 17 staff in these three units. 
Head of Legal and Outreach – the Head of this Department has only very recently been appointed in an Acting capacity. Although inexperienced as a Department Head, she was able to clearly set out the main responsibilities of the new Department. As a new manager, she feels she lacks management training and expressed uncertainty as to who she should raise this issue with – the Head of the Apparatus, the Secretary or the Chairman. 
Acting Head of IT – he has been acting head of this Department since October 2010. During that time the post has been advertised but he did not apply and is uncertain whether he will apply when it is advertised in the New Year. He believes it will be difficult to find someone with the required skills at the salary on offer. The main change for this Department is the formal addition of Voters’ List Management. When asked how this would be managed with no additional staff, he indicated that the IT support functions would be outsourced. However the consultant was later advised by the Head of Apparatus that this decision had been reversed and that the new Department would continue to provide this service. He sees the IT functions remaining the same as in the old structure.
Head of Finance – Finance gains one staff member but the current Head of Department foresees no major changes in the new structure. The consultant understands that the current Head of Finance will not be the Head of the new Finance Department, but it is unclear who will replace her. The Head of Finance indicated that she had not been consulted on the new role of Internal Auditor (one of the two new service units) and stated she strongly disagreed with the role and didn’t really understand how it would add value to the organization.   
Recommendations:
1. An open recruitment process should take place as soon as possible in the New Year to recruit to all vacant and acting posts, most critically the new Heads of Departments.  
2. Clarification is needed as to whether the IT support function is to be outsourced or remain within the CEC.
3. The consultant was unable to assess the level of management training which may have been provided to the CEC staff, but recommends that consideration be given to offering management training to all existing and new managers.
[bookmark: _Toc311814331]2.4 	HR in the new structure
In the current structure, HR functions are performed as a part-time function by one staff person within Legal and Outreach Department. These functions are primarily maintaining personnel records and ensuring that any laws and regulations relating to HR are followed. In the new structure, HR is a separate service unit reporting to the Chairman, with one fulltime staff member, the increased staffing justified by the additional staff numbers in the new structure. The reasoning for the post reporting directly to the Chairman is related to Government decision No. 201 dated March 209 which states ‘The human resource sub-division is established as an autonomous structural subdivision directly subordinated to the head of the public authority’. 
Although the staff member currently performing the HR activities was absent for most of the consultant’s assignment, it was clear from meetings which did take place that she has a strong understanding of the laws and regulations which apply to HR. She also indicated that if the HR position is rated and staffed as a service position she will not take the new role and will remain in the Legal Department.  
All members and Heads of Department interviewed were asked how they saw the HR role in the new structure. Most see the role as mechanistic and administrative – managing documents and record keeping and ensuring the relevant laws and guidelines are followed - and had not considered HR as having a more strategic role. 
The Head of Legal Department raised the point that with only one HR person, there was no back up; which is in fact the current situation where the HR staff member is away for several weeks. 
It should be noted that although the HR role has been increased from part time to full time, the level of the post has been downgraded from Consultant to Chief Specialist, the lowest level of staff in the CEC. The consultant was advised that this is due to a one person unit having no subordinates being considered, by law, an implementation unit and therefore at the lowest grade of staff. This is a serious anomaly in the new structure.  The responsibilities of the HR specialist and the Internal Auditor are considerably higher than those of the other Chief Specialist roles in the apparatus. 
Recommendations:
1. The HR function in an organization the size of the CEC would usually be part of a corporate service function within the organizational structure (i.e. finance, IT, Secretariat, etc). It is recommended that, if possible under the existing regulations, the HR unit should report to someone other than directly to the Chairman. 
2. The CEC should be seeking to fill the new roles of HR Specialist and Internal Auditor (the other standalone role in the new structure) with highly qualified and skilled practitioners. It will be extremely difficult to attract staff of this calibre with the current low grades of these posts. It is recommended that the possibility of re-grading these posts be explored. 
3. HR in a modern organization leads the development and implementation of organization specific human resource management (HRM) policies and procedures and provides strategic support to all line managers and staff in all HRM functions. While the CEC’s need to abide by the laws and regulations governing civil service staff is a constraint, the consultant believes the HR function could provide more strategic support in the areas of recruitment, performance appraisal, training and development and workplace health and safety. 
4. If HR is to have a more strategic role in the new organization, as well as perform its current functions, one full time staff member is inadequate. The CEC should add another staff position to assist as well as provide the necessary back up.  
5. Who will undertake the HR role in the new structure should be clarified and recruitment managed accordingly. Although there is the expectation that the current HR member of staff will assume this role, she herself has indicated this may not be the case. 
[bookmark: _Toc311814332]2.5 	ToRs, functions and job descriptions 
During the second week of the assignment, the consultant met again with each Head of Department and had a number of meetings with the Head of the Apparatus to develop draft terms of reference and key functions for the new Departments. She also assisted in the development of job descriptions for several Departments, working closely with the Head of Apparatus on the Voters List and IT Department and the Elections Management Department, both identified as priorities. The consultant worked with the current HR staff member to develop ToRs, functions and the job description for the HR Specialist and ToRs and functions for the Internal Auditor. 
The consultant also worked with the Acting Head of Legal Department and the HR staff member to develop job descriptions for the Legal Department. These activities provided capacity building to all staff involved, including the HR staff member, who should be able to provide any assistance required in finalizing the job descriptions in the new structure. 
Recommendations:
1. The draft ToRs and functions for the new departments should be finalized as soon as possible.
2. All job descriptions should be finalized as quickly as possible to enable existing staff to have a clearer idea of their new roles and to support the recruitment activity scheduled to take place early in the New Year. 
[bookmark: _Toc311814333]2.6 	Reporting lines   
There has been little change to formal or structural reporting lines in the proposed new structure. As reported in section 2.2 of this report, while formal and structural reporting lines exist, in practice these are not always followed. The Chairman is very involved in the day to day operations of the CEC, which is many respects is very positive and is a reflection of his capability, knowledge and experience with a wide range of operational matters. However, it does bypass the formal reporting lines and is an impediment to senior management in undertaking the full scope of their responsibilities.
His former role as Secretary has also contributed to this high level of involvement in the day to day running of the organization as well as the CEC being extremely busy with elections since he assumed the role of Chairman. 
Recommendation:
1. Clarification of roles and responsibilities in the new structure, together with the recruitment of many new staff including the majority of the Departmental Heads should provide the CEC an opportunity for the reporting lines to be formalized and communicated.  While regular elections are not scheduled, the CEC should take advantage of the “peace time” to work on communication within the apparatus and to operate within the formal and structural reporting lines.  This will require commitment from not only the Chairman but the Head of Apparatus and staff, as well as other parties who interact regularly with the CEC, including donor organizations. 
[bookmark: _Toc311814334]3.	Review of HR Regulations and practice 
[bookmark: _Toc311814335]3.1 	Recruitment 
The Chairman of the CEC determines whether a vacant post will be filled by transfer, promotion or open competition. For senior positions, staff are often promoted in an acting capacity for 6 months, which enables the CEC to assess their performance in the role.  After that time, they are either promoted substantively, or the post goes to open competition. It is understandable that the Chairman would wish to provide promotional opportunities to existing staff and as a long term CEC member he is well placed to know the capacities of the staff. 
The use of open competition as a method of recruitment allows people from outside the organization to apply and can bring fresh ideas to the organization as well as fill skills gaps.  Often overlooked in open competition is the benefit it can provide to existing staff in the organization who may be interested in the position – as a move to a different part of the organization or as a promotional opportunity. 
When open competition is used as a recruitment method, a recruitment committee is appointed and the process would appear to be well managed. The consultant was not able to assess the detail of the recruitment process as the regulations are lengthy and were available only in Romanian.  
Recommendation:
1. When time and resources allow, the CEC should consider using open competition more frequently as a method of recruitment – to open the field to as wide as possible a range of candidates, including existing staff.
[bookmark: _Toc311814336]3.2 	Job descriptions 
Following translation, the consultant reviewed 5 of the current job descriptions, representing a range of jobs in the CEC.  The job descriptions conform to the prescribed template and the headings as required by the current regulations.  However the main section, containing work responsibilities, is very detailed and contains every task or activity the post holder could possibly be expected to perform. The consultant was informed the CEC considered this level of detail necessary in order to ensure the post holder undertook these activities and this would not be the case if there were less detail. 
A good job description will outline the main duties and responsibilities of the position, as well as the skills, education and training required. A job description should not be a description of every responsibility the post holder may carry out.  An effective job description will provide a valuable tool for recruitment, for performance management and for training and development. This can generally be achieved in 2 pages.
The consultant developed a template for a simpler and shorter job description, and an example of how this would be completed, but was advised that this was inadequate for CEC.
Recommendations:
1. The current job descriptions are very detailed and consideration could be given to simplifying them, while still conforming to the general requirements of the regulation. The section on job responsibilities could list the 4 – 6 primary responsibilities only, allowing for greater flexibility and assist the recruitment, training and development and performance appraisal processes. 
2. Consider making the job titles more meaningful. Currently the title of the post is a generic term – for example ‘consultant’, ‘senior consultant’, ‘chief consultant’, making it difficult to see at a glance the main function of the position. 
[bookmark: _Toc311814337]3.3 	Performance Appraisal 
The performance appraisal system is prescribed in very detailed regulations which are in Romanian. The consultant reviewed a translation of the performance appraisal form and discussed the process with the HR staff member. The performance appraisal is conducted annually, with the relevant manager meeting with the staff member to assess and rate performance against previously set objectives, to set the objectives for the next year and to identify training needs. The form is comprehensive, if somewhat complicated, but it was difficult to assess how well the objectives are set and the training needs identified. The HR staff member advised the consultant that she collects the training needs identified via the performance appraisal but the consultant found no evidence that these needs are actioned or incorporated into a training plan.
Recommendations:
1. Provide managers with training in managing the performance appraisal process, including how to write objectives. 
2. Establish a system whereby training needs identified during performance are captured and actioned.
[bookmark: _Toc311814338]3.4 	Training and Development  
Currently, electoral training is provided by the Training area of the Civic Education, Training and Secretariat.  In the future, this training will be conducted by the CTC, when established. The consultant was advised that the CEC hopes to boost the capacity and funding of the CTC with donor funds.  
CEC apparatus staff training is conducted by a civil service body, the Academy of Public Administration or occasionally by donor agencies. HR is responsible for disseminating the Academy’s training curriculum and any other training opportunities.  Staff with specific training needs can request advice from HR on available training opportunities. However in practice, some staff are unaware of what training opportunities are available or how to request specific training. It is also unclear how well the training needs are identified and then actioned from the performance appraisal process. 
There is limited information regarding the training needs of staff, something which could be addressed by conducting a Training Needs Assessment.
Recommendations:
1. Clarify and communicate HR’s role in training and development activities. 
2. Communicate training and development opportunities to staff. 
3. Improve the linkages between performance appraisal and training and development – ideally the annual performance appraisal process should provide an excellent opportunity and mechanism for an individual’s training and development needs for the following year to be discussed and agreed with the immediate supervisor, these training needs then become part of the organization’s training plan for the year, and the training outcomes can be reviewed at the next appraisal.
4. Undertake a Training Needs Assessment for all CEC staff. 
5. Develop a training and development plan to address identified training needs.  
[bookmark: _Toc311814339]4.	Briefing to CEC 
[bookmark: _Toc311814340]4.1  	Human Resource Management 
During the second week of the assignment, the consultant delivered a presentation on Human Resource Management and Training Needs Assessment to CEC staff, attended by approximately 25 staff, including the 3 permanent CEC members and Heads of Departments. The part of the session on HRM included:
· What is HRM?
· Traditional HR and why HR has changed 
· Key functions of HRM including support to recruitment, training and development and performance appraisal 
During the session the consultant briefly outlined some areas where the CEC could consider making changes in these key functional areas. These are summarized below as well as incorporated in the relevant sections of this report.
· More training for managers on performance appraisal and setting objectives 
· Improve the linkages between performance appraisal and training and development
· Consider more open competition for recruitment 
· Aim for job descriptions which more succinctly cover the main responsibilities and duties of the post
Hard copies of the presentation were given to attendees and to the HR staff member who was unable to attend the presentation. A soft copy of the presentation has also been provided to the IFES project team.
[bookmark: _Toc311814341]4.2	Training Needs Assessment 
As part of her scope of work, the consultant was asked to conduct a briefing on TNAs for CEC members and staff. This was conducted as part of the broader HRM presentation and covered an explanation of a TNA, how it might be undertaken and common TNA outcomes.  Following the presentation, Kate Sullivan, UNDP Chief Technical Advisor to the CEC, spoke to the group about UNDP’s plans to support the TNA process and training and development needs identified from it, in 2012.
A TNA is a systematic method of determining training needs and aims to identify what training is required to address the gaps in the existing skills and knowledge of employees. It is usually managed via one to one meetings, focus groups or a questionnaire. Staff are encouraged to identify their training needs as directly related to their job, often grouped by training category – e.g. technical, professional and administrative, management, IT. 
The results of the TNA are analyzed and a training and development plan developed and communicated to staff. The training plan is implemented and the training evaluated.
Common TNA outcomes include:
· Lack of equity in training received –this can be where training is used as a reward rather than related to an identified need, or where a small number of (and often the same) staff receive more training than many others in an organization. Training should be related to an identified need and access to training opportunities should be fair and equitable.  
· Poor communication of training and development opportunities –an organization should have a training policy and plan and training opportunities that should be well communicated. The training policy should also be available to all staff, including the process for training nominations. 
· Training delivered which is not directly related to the job – such as when staff are sent on training courses which are not relevant to their job. Training should be relevant, targeted and job specific. 
· Training not linked to performance appraisal – there may be many reasons for this, including the performance appraisal process not including a process for the identification of training needs, insufficient time spent on this aspect during the appraisal or training needs identified but not actioned or included in a training plan.  The performance appraisal process provides an excellent opportunity for the staff member and the supervisor to discuss and agree the training needs.
· Insufficient training evaluation – where training is delivered but no evaluation of the success of or the outcome of the training is done. Training should result in changed or improved work performance or the ability to put newly acquired skills into practice. Training evaluation, done well, will provide feedback on the quality and the relevance of the training course to the attendees and provide useful information for any changes which may need to be made to the training.
· Insufficient benefits realization - training is an expensive resource and, as such, it is important that the organization and its staff get as much benefit as possible from any training. It is important that those with an identified need attend relevant training and that the success of the training is evaluated, after the training. When very expensive training is involved, (e.g. overseas training), those who would benefit the most and those who will be able to pass on the skills and knowledge acquired to other staff, should attend. 

[bookmark: _Toc311814342]5.	Constraints experienced during assignment  
The consultant received excellent support from IFES project staff and from many CEC staff during the period of the assignment, although it was an extremely busy time for the CEC as they were finalizing the strategic plan and gaining approval for the new structure. Below are several constraints experienced during the assignment:
1.	It was planned for the consultant to work closely with the HR staff member in the CEC during the period of the assignment. This proved difficult due to her absence caring for her sick child. While she was able to meet several times in the late afternoon, which was helpful, these meetings were not enough time to provide her with the hoped for capacity building experience. The HR staff member has excellent knowledge of the laws and regulations which apply to HR in the Moldovan Civil Service but does not seem interested in the more strategic role HR can play in a more modern organization. She also stated that she is not interested in the fulltime HR post and may remain in the Legal Department.
2.	The project was not made aware of some important documents prepared by the CEC relating to the proposed new structure until some days after the consultant arrived, resulting in a delay while the documents were translated into English. These were:
· A 15 page document detailing the main responsibilities of each new post and staff numbers in the Department
· A 2 page document outlining the new structure, by position, and with a table of staff numbers by Department
· A 5 page document outlining the rationale for the new structure 
The 15 page document in particular was key to working with the Heads of Department in the development of the terms of reference, functions and job descriptions for the Departments in the new structure.  Documentation had also not been finalized on the responsibilities of the Commissioners in the new structure.
3. 	The consultant had hoped to meet with other governmental organizations in order to review HR practices and custom within the government of Moldova.  This was one of the objectives of the consultancy to ensure that recommendations from this assignment were sensitive to government of Moldova practice.  Unfortunately, the Chairman of the CEC was not in agreement with this activity so it did not take place. 
[bookmark: _Toc311814343]6.	Recommended next steps and actions  
The CEC now has a new organizational structure and, in early 2012, plans to recruit and appoint most of the new Heads of Department in the structure, as well as other new posts. This provides an excellent opportunity to take steps and actions to improve the effectiveness and efficiency of the CEC. Below are the recommended steps and actions for the CEC in general and for HR in particular.    
[bookmark: _Toc311814344]6.1	General  
It was evident in discussions with CEC and staff members that there is a lack of clarity in staff roles and formal and structural reporting lines are frequently not observed. For the efficient management and functioning of the organization it is important that all staff clearly understand their roles and responsibilities, and adhere to the reporting lines. The approval of the new structure, as well as the finalization of the ToRs, functions and job descriptions for the new Departments will provide an opportunity for further communication with existing staff regarding their roles in the new structure. 
That the HR specialist and the Internal Auditor are currently the lowest grade of staff is a serious anomaly and needs to be rectified. 
1.	Clarify and communicate all roles, responsibilities and reporting lines within the Apparatus, within the Commission and between the Apparatus and the Commission.
2.	The Chairman should actively encourage the adherence to the formal and structural reporting lines.
3.	Finalize all job descriptions to allow the recruitment to the new organizational structure to take place effectively and as soon as possible.
4.	Communicate with staff regarding the restructure and their roles in the new structure. This could come via the Head of Apparatus in briefings to the CEC Heads of Department who in turn could brief their staff.  
5.	Address the anomaly of the low grade of the staff positions in the service areas of HR and Internal Audit.
[bookmark: _Toc311814345]6.2	HRM  
The HR function in the CEC is currently focused on HR administrative functions; the management of personnel files and ensuring compliance with laws and regulations.  While these are important, the more strategic HRM functions are being neglected. These include training based on identified training needs, the development of job descriptions that better serve the needs of the organization, recruitment practices which encourage the best possible field of external and internal applicants, and improvement of the performance appraisal process by improving managers’ ability to set objectives and to link the performance appraisal to work plans.
As civil servants, staff of the CEC are covered by Civil Service laws and regulations. Although these limit the flexibility to introduce more modern and more organizational specific HRM policies and procedures, some changes could be introduced to improve the effectiveness of the HR function in the CEC and for HR to play a more strategic role.  These changes include:
1.	Training and development – training needs assessment will allow all staff to identify their training needs, following which a training plan can be developed based on these needs. The consultant understands that UNDP plans to undertake this activity in 2012.
2.	Job descriptions which better reflect the main responsibilities of the post. If it is not possible to develop CEC specific job descriptions, this can be achieved within the template of the civil service job descriptions. Simpler and shorter job descriptions would more effectively support the recruitment process (in advertising and interviewing), training and development and performance appraisal. 
3.	Recruitment – using open competition for recruitment provides the opportunity for the vacancy to be seen by as wide a field of potential candidates as possible. This includes both external and internal applicants. Encouraging internal applicants to apply for open positions can incentivise and motivate existing staff as well as provide them with promotional opportunities and opportunities to transfer to another part of the organization. 
4.	Performance appraisal – managers would benefit from further training in the conduct of performance appraisals, including the development of performance objectives. The linkages between performance appraisal and training and development could be improved, with training needs identified during performance appraisal captured and fed into a training plan. 
For HR to have a more strategic role in the CEC, commitment and support will be needed from the highest levels and consideration should be given to increasing the HR resources. The CEC will need an experienced and skilled HR operative who is committed to and capable of developing the HR role beyond its current more traditional role, and who is prepared to work closely with senior management in the areas outlined above.  The CEC will also need considerable support from donors in these activities. UNDP have indicated support for the TNA and other training related activities in 2012, but the consultant was advised that the broader HR assistance will need to be discussed between the relevant donor organizations. 
[bookmark: _Toc311814346]7.	Deliverables 
The consultant developed or assisted with the development of a number of documents during the assignment. These are set out below as deliverables and other documents appended to this report.
[bookmark: _Toc311814347]7.1	Deliverables 
1. Reviewed recruitment practices, job descriptions, performance appraisal – recommendations are in body of this report. 
2. Draft job description template and example – Appendix 2.
3. Reviewed reporting lines between CEC members and CEC staff under the revised structure – recommendations are contained in the body of this report. 
4. Presentation – Introduction to HRM and Briefing on TNA. Hard copy provided to attendees and HR staff member, soft copy to UNDP and to IFES project team.
[bookmark: _Toc311814348]7.2	Other documents 
1. Paper – ‘Rationale for the restructure of the CEC’ – summarizing the ‘Briefing note – the need to restructure the CEC Apparatus’ – Appendix 1
2. Review of the draft guideline on Safety and Health of the CEC Apparatus staff – Appendix 3 
3. Provided assistance to the Head of Apparatus and Department Heads in the development of draft terms of reference and functions for the six new Departments and the two service areas - Appendix 4 



Appendix 1 - Rationale for the restructure of the CEC Apparatus
This document summarizes the contents of the paper - ‘Briefing note – the need to restructure the CEC apparatus’.
1. General  
The proposed new structure has been driven by several factors. 
· The need for a larger Commission based on expected volume of work and to improve the management of the CEC and its core functions
· The need for a Continuous Election Training Center to manage all electoral training

2. Main differences between the new and old structure 
The old structure comprised 4 Departments and 2 Units, reporting to the Head of Apparatus. The new structure comprises 6 Departments reporting to the Head of Apparatus and 2 service units reporting to the Chairman.  The main changes are set out below.
· Civic Education, Training and Secretariat Unit, formerly a unit within the Elections Management Department, becomes two new Departments - Analysis and Documentation and Communications, Public Relations and Media
· Voters List Management is added to the Information Technologies Department
· Legal Department is increased in size by 2 staff 
· HR, formerly a part time function in Legal Department, is a new service unit with one fulltime staff member 
· Internal Audit is a new service unit, with one fulltime staff member 
· The Continuous Education Training Center (CTC) will be established  
Staff numbers within the Apparatus will increase from 29 to 37, with another 7 staff attached to the CTC. It should be noted that technical staff who are not civil servants, are not included in the structure or these numbers.
3. Analysis and Documentation Department (5 staff)  
In the current structure, some secretariat tasks are undertaken by the Election and Referendum Department and some by the Civic Education, Training and Secretariat Department. To correct this inefficiency all secretariat functions will be performed by the Analysis and Documentation Department.  This Department will also give the Commission the capacity to undertake analysis of electoral statistics, as well as studies on the organization and conduct of elections, from which they can propose recommendations for improvement or reform.
4. Communications, Public Relations and Media Department (5 staff)   
This new Department is designed to improve the communication between the CEC and other institutions and the citizens of Moldova. It will also be responsible for all communication with political parties, NGOs, development partners, international donors and international missions.
5. Voters List Management and Information Technologies Department (5 staff)    
The IT component of this Department is largely unchanged. The Voters List Management area has been added due to the requirement to develop and implement new electoral procedures for the registration of voters and the compilation and updating of voter lists.  The CEC is responsible for the State Automated Informational System Elections (SAISE) which represents a single integrated information system. 
6. Legal Department (6 staff)
This area has seen a significant increase in its workload, primarily in the areas of:
· Development of normative acts of the CEC
· Drafting of amendments to the Election code and related legislation
· Approval of draft legislative acts submitted by other resources
· Representation in court 
· Participation in the development of plans and programs by the Council of Europe and the European Union
· Support to the EU-Moldova Action Plan 
For this reason the staff numbers will increase by 2. Although staff numbers were formerly 5, the current HR Manager will move from the Legal Department to the separate HR service. Any outreach/PR functions previously carried out will move to the new Department of Communications, Public Relations and Media.
7. Human Resource service unit (1 staff)     
Based primarily on the increased staff numbers in the CEC the HR service unit will be established, reporting directly to the Chairman. 
8. Internal Audit service unit (1 staff)     
Although not mandatory, the establishment of a separate Internal Audit service, reporting directly to the Chairman, is based on the provisions of the Law No. 229, of 23rd September 2010 on Internal Public Financial Control.
9. Continuous Training Center (CTC) (7 staff)      
Article 26 of the Election Code provides for the center to be established separate from the main structure of the Apparatus. Its main role will be to conduct the specialized training of electoral officials. 

Appendix 2 - Job Description example 
Job Title: Human Resources Manager 
Institution:  Central Election Commission 
Location: 119 Vasile Alecsandri St, Chisinau mun
Department: Human Resources
Grade:
Reports to: Chairman of CEC
Supervises: nil
Date: [insert effective date of JD] 
Purpose of the job:
To manage the implementation and administration of all Human Resource policies, programs and practices in the CEC.

Job responsibilities 
1. Recruitment and selection 
· Ensures all recruitment policies, procedures and practices are followed in accordance with all relevant laws and guidelines
· Reviews, monitors and evaluates the compliance and effectiveness of all recruitment processes
· Assist other managers in the development of high quality job descriptions

2. Training and development 
· Provide support to all Managers in the CEC in assessing the training needs of CEC staff, the development of training plans and the implementation of training programmes
· Ensures all CEC staff are provided with training and development opportunities in accordance with all relevant laws and guidelines

3. Performance management 
· Provides HR support and advice to other managers and staff within the CEC on performance management and performance appraisal
· Ensures that the performance appraisal system is implemented in the CEC in accordance with all laws and guidelines 

4. Personnel records and administration  
· Ensures that a confidential personnel records system is in place
· Maintains all documentation and records related to staff – for example, all attendance, leave and salary records

5. Employee health and safety  
· Reviews, monitors and evaluates the compliance and effectiveness with the CEC health and safety guidelines 

Required qualifications, experience, skills and knowledge:
1. Minimum educational qualifications:
· Appropriate degree or diploma in Human Resource Management  

2. Professional experience:
· A minimum of 5 years of Generalist Human Resource experience,  preferably in the Civil Service of Moldova  

3. Required skills and knowledge:
· Demonstrated knowledge of contemporary HR practices 
· Effective communication skills, tact and diplomacy
· Knowledge of the laws relating to the civil service of Moldova; knowledge of the Moldovan Electoral system an advantage 
· Skilled user of Microsoft Office applications


Appendix 3 - Guideline on Labour Safety and Health of the CEC Apparatus staff – review by the HR consultant
Background
It is planned for the HR Department to be a separate service unit in the new structure, staffed by Liliana Tarlev in the role of HR specialist.  She requested the HR consultant to review the Health and Safety guidelines she has recently prepared.
It is noted that the Health and Safety guideline is based on a Law 186 which has not been reviewed by the consultant.
Comments 
1. Terminology – understanding that some of the terminology may have come from Law 186, it could be updated. For example video terminal operators could be changed to computer users and video terminals to computers.
2. The responsibilities and obligations of each of the following groups should be clear:
· The CEC as an organization
· CEC staff
· HR
3. Internal Regulations 52 – 54 cover Labour Safety and should probably be cross referenced in this guideline
4. The guideline is very focused on physical safety at work. What could be included is mention of general staff welfare, including the policies regarding sick and annual leave for example. In addition there is no mention of cleanliness or hygiene. Along the same line, occupational disease is mentioned several times (Section 1, #2 and #3) but it is not clear what sort of diseases this could include or how the risk should be mitigated. 
5. Section IV –‘Labour Safety and Health Requirements during working hours’ - consider adding the other areas of risk as this covers computers only. 
6. Consider adding who any breaches of workplace safety should be reported to.
7. Consider adding who to contact in the event of a query relating to health and safety. 
8. Communication to staff – will they be provided with copies of the guideline and will any briefing sessions or training be done?
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Appendix 4 – Draft ToRs and functions for Departments and service units
	Department
	Elections Management

	Terms of reference
	To provide election and referendum management and support services to an impartial and independent electoral system 

	Functions 
	Election Management 
· Manage parliamentary elections, local general elections, new local elections and referenda
· Administer records of the local councillors and Deputies of the Parliament
· Manage the validation procedures for the Deputies of the Parliament
· Drafting legal amendments to electoral process
· Responsible for the accreditation of election observers
· Development and testing of pilot projects for improving the electoral process

Support services 
· Provision of election services to all actors involved in the electoral process


	Department
	Voters lists management and IT

	Terms of reference
	To manage the Voters List and to provide IT and communications services

	Functions 
	Voters list
· Maintain integrity of voters list database 
· Monitors and controls LPAs in relation to the voters list
· Develops normative documents on the process of voters registration
· Develops software related to voters list
· Develops and implements training programs related to management of voters list

Information Technology
· Ensure the implementation of new information and communication technologies within the CEC
· Maintain the SAISE system
· Propose and implement solutions based on new information and communication technologies in the electoral area 
· Maintain the CEC official webpage
· Monitor the hardware technical status, ensure the efficient functioning of CEC hardware and software 
· Maintain information networks  
(The IT support/helpdesk function needs to be clarified.  Is this to be outsourced or remain within CEC?)

	Department
	Analysis and documentation Department 

	Terms of reference
	To analyse all statistical data and all other information relating to  elections and to manage the secretariat function of CEC

	Functions 
	Analysis and reporting
· Analysis of and reporting on all election statistical data produced by CEC
· Analysis of documentation provided by electoral bodies  
· Analysis of reports on national and international observers
· From analysis, develop reports and recommendations for process improvement and EMB performance improvement 
· Analysis of all CEC Departmental reports (annual and post election) for Annual Reports and post election reports 
· Function as a research centre for CEC staff 

Secretariat 
· Organize all meetings of CEC members
· Prepare and disseminate all meeting outcomes and meeting minutes, including official gazette
· Edit all CEC official documents 
· Translate all CEC decisions and associated materials 
· Maintain the CEC archive
· Provide secretarial function to the CEC members


	Department
	Legal Department

	Terms of reference
	Provision of legal services to the CEC 

	Functions 
	· Ensuring the correct and uniform application of all electoral legislation and other election related laws
· Review letters addressed to the CEC  and provision of legal advice to CEC Departments in drafting/reviewing letters 
· To provide legal representation to the Courts on behalf of CEC
· Provision of legal consultancy to other CEC Departments 
· Write and approve draft normative and legislative acts
· Procurement – ensure all CEC public procurement processes are conducted in accordance with relevant legal procedures. Develop/register all public procurement contracts


	Department
	Financial and economic Department

	Terms of reference
	To develop and implement financial and economic policies for the good organization or elections and referenda 

	Functions 
	Planning and financing EMBs for the good development of elections and referenda 
· Finance management for maintaining the CEC Apparatus 
· Finance management for the organization and holding of elections and referenda
· Communication with the Ministry of Finance, the Parliament and other related bodies
· Process salaries for the members of the CEC Apparatus and of inferior EMBs
· Ensure tax duties and mandatory state obligations are respected
· Ensure financial reports on the management of funds received by the CEC and on electoral processes are developed

Monitoring financial policies and reports of electoral candidates and EMBs
· Coordinate the development and promotion process of the state policy and current legislation in the financial and economic areas
· Manage complaints within the financial legal framework
· Ensure the study and approval of EMB’s financial reports
· Communicate all relevant information to parties and inferior EMBs
· Participate to the development and implementation of training materials
· Develop reports on/Monitor deeply statistical and financial data on election processes
· Collect, process and audit financial reports of EMBs and electoral candidates
· Audit of district election commissions
· Coordinate professional integration activities related to the financial area for new staff


	Department
	Communications, Public Relations and Media 

	Terms of reference
	· To establish and maintain relationships with internal and external stakeholders 
· Civic Education

	Functions 
	Communications with mass media
· Ensure a range of permanent dialogue with mass media 
· Develop and implement communication strategies
· Develop and disseminate press releases and CEC newsletter 
· Manage the activities of the Citizen Information Centre
· Manage the activities of the CEC Media Centre
· Manage the CEC profile and image in the social media and internet
· Drafting regulations for the mass media activity during an election period  

Public Relations
· Develop and implement information and education campaigns for voters
· Collaborate and cooperate with NGOs and political parties 
· Collaborate and cooperate with the International Community in Moldova and CEC foreign partners 
· Logistical arrangements for CEC official delegates and for official foreign visitors to CEC 


	Service 
	Human Resources Management 

	Terms of reference
	To develop and implement policies to support the human resource management function in the CEC
To support all human resource functions in the CEC

	Functions 
	· Ensure compliance with laws and regulations which relate to human resources 
· Responsible for the management of personnel files  
· Training and Development – coordinate and communicate training and development opportunities 
· Support to recruitment activities  
· Support the performance appraisal process


	Service
	Internal Audit 

	Terms of reference
	To provide assurance that internal controls are in place to mitigate the risks, governance processes are effective and efficient and organizational goals and objectives are met 

	Functions 
	Evaluates risk exposure relating to the organization’s governance, operations and information systems, in relation to:
· Effectiveness and efficiency of operations
· Reliability and integrity of financial and operational information
· Safeguarding of assets
· Compliance with laws, regulations and contracts  




Appendix 5 – List of people and organizations consulted  
	Name 
	Position 
	Organization


	Iurie Ciocan
	Chairman
	Central Election Commission


	Stefan Uritu
	Vice-Chairman 
	Central Election Commission


	Andrei Volentir
	Secretary 
	Central Election Commission


	Mariana Musteata 
	Head of Apparatus 
	Central Election Commission


	Doina Bordeianu
	Head, Civic Education, Training and Secretariat Unit

	Central Election Commission

	Ion Pirojuc 
	(Acting) Head, IT
	Central Election Commission


	Ludmila Barsa
	(Acting) Head, Legal 
	Central Election Commission


	Elizaveta Otel 
	Head, Finance 
	Central Election Commission


	Liliana Tarlev
	HR Manager
	Central Election Commission


	Kate Sullivan 
	Chief Technical Adviser 
	UNDP, Central Election Commission


	Stela Leuca 
	Project Management Specialist 
	USAID Country Office


	Steven Gray 
	Country Director 
	IFES


	Natalia Iuras
	Project/Finance Manager
	IFES



 

Appendix 6 – Documents reviewed 
CEC – Draft Strategic Plan 2012 – 2015
CEC – Draft Guideline on Labour Safety and Health of the Central Election Commission Apparatus Staff
CEC – Briefing note – The need to restructure the CEC Apparatus 
CEC – Proposals – structure of CEC Apparatus – 3 page document outlining positions by job title for each Department and staff numbers by Department 
CEC – Proposed structure of CEC Apparatus – 15 page document detailing major responsibilities of each post, by Department 
CEC – Internal Regulations of the Central Election Commission Apparatus 
IFES – Institutional Assessment Report and Institutional Development Action Plan January 2011 
Law No. 158 4th July 2008 on Public Function and Status of Civil Servant 
Performance Evaluation Form and Job Description template 
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