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I   APO PROGRAMME AT A GLANCE
Objectives 
· provide junior professionals with an opportunity to gain experience in the field of development and international cooperation through training and on-the-job experience;

· contribute to the implementation of FAO’s programmes, projects and activities through the deployment of junior professionals.
Funding mechanism
· currently fifteen donors participate, through Trust Fund arrangements; 

· most donors fund their own nationals; some of them also sponsor candidates from developing countries.
Corporate focal point


The APO Programme Unit (TCDP), located within the Technical Cooperation Department, is the FAO APO Programme Focal Point. The Unit liaises with donors. It collaborates closely with focal points in departments/decentralized offices as well as with the Human Resources Management Division (AFH) and with Personnel Officers in headquarters and in regional offices.

Key elements


Donors’ adhesion to the Programme is based on the principle that selected young professionals receive training and benefit from exposure to development issues in FAO’s areas of work. In this perspective the two key elements of the programme are:
· supervision, mentoring and coaching: adequate guidance and supervision enable APOs to grow professionally and successfully accomplish the tasks assigned while gradually assuming more professional responsibilities; 

· training/learning: on-the-job and through formal training sessions and programmes.

As the major objective of the donor is to provide an enriching work experience to the selected junior professional, APOs who have grown professionally will tend to report positively on their experience to the sponsoring government.
Supervision, mentoring and coaching


Supervision and constructive guidance will help APOs enhance their technical and professional skills. 

Departments/divisions/decentralized offices to which an APO is assigned need to be aware of the responsibility they are taking on. They need to identify and nominate as supervisor an experienced senior staff member able to dedicate time and attention to the APO.


The supervisor’s role as a coach/mentor starts with an exhaustive briefing at entry-on-duty (see Section III), and continues throughout the assignment. 

Supervisors are entrusted with the responsibility of ensuring that learning is part of the work process and of providing continued guidance on technical issues as well as on FAO’s environment and institutional framework. Identification of formal training opportunities (within or outside FAO) also falls under the responsibility of the supervisor. 

General guidance and counselling is also given by the APO Programme Unit (TCDP), which can act as moderator between APOs, supervisors and their services/offices, whenever required.

Duration and extension of assignments


APOs are usually appointed for an initial period of 12 months. The total duration of APO assignments varies from two to three years, depending on the donor policy and the nature of duties performed.


A few months before the end of each contract year, the office to which the APO has been assigned, addresses a request for extension to TCDP. TCDP seeks donor concurrence and requests the Personnel Officer to formalize contract extension.

End of assignment and debriefing


Towards the end of the assignment, APOs should timely contact the responsible Personnel Officer to arrange for separation. A final results overview report should be prepared (see Section III, Performance Development System).


For APOs with field assignments, a debriefing of a maximum of three days can be arranged to meet with technical officers at headquarters, or, depending on the duty station, at the concerned decentralized office, if deemed useful and agreed upon by the direct supervisor. 


APOs have a general debriefing session with the APO Programme Officer, which serves to round up the APO assignment and through a lessons learnt process contribute to the further enhancement of the Programme within FAO.


II   SELECTION AND RECRUITMENT, PRACTICAL ISSUES 
Submission of request for an APO position 

· on a yearly basis, each donor announces number/type of positions to be funded;

· TCDP requests proposals from focal points in departments/decentralized offices; 

· future supervisors elaborate terms of reference using the APO post description form (see      Annex A);
· focal points select and submit to TCDP the priority proposals for their department/decentralized office;
· TCDP consolidates submissions to donor(s) and reports back.


Department/decentralized office focal points select proposals focusing on strategic and thematic priority areas of interest to the donor. They review the post descriptions and ensure they detail the specific characteristics of the assignment and outline the modalities of supervision.
Selection and recruitment 
· donors publish vacancy announcements for the selected position(s);

· candidates submit applications directly to the donors (except for the Netherlands, where  FAO is responsible for the entire selection process);

· donors provide a shortlist of candidates to FAO for screening;

· TCDP interviews the candidates together with the future supervisors and indicates the selected candidate to the donor; 
· TCDP organizes the recruitment process as well as the establishment of a budget estimate and Oracle Trust Fund project.

Financial and administrative aspects
· APOs are usually appointed for an initial period of 12 months, which can be extended for a further one to two years, depending on the donor policy and nature of the duties performed; 

· APOs are full-fledged FAO staff members, on fixed-term contracts, for the period of their appointment;
· donors provide funds to FAO to cover the APOs’ salaries and entitlements; 

· for each APO, a project is opened in Oracle and the office, to which the APO has been assigned, nominates a budget holder.

III   SUPERVISOR’S ROLE
It is important to provide from the start a welcoming working environment to the APOs, to ensure smooth integration in the team as well as to clarify what is expected from them. 
The role and responsibilities of the supervisor are multiple, ranging from a general briefing at the start of the assignment to establishing a work plan, to advising on adequate training and providing guidance throughout the assignment.
Entry-on-duty


Basic check list - actions to be taken at the very start of the assignment:
· office space;

· office equipment, computer;

· e-mail account, telephone extension;
· short message to colleagues announcing the arrival of the new staff member.
Initial briefing 

One week introductory briefing at FAO headquarters is provided to all APOs, including those assigned to field offices. On this occasion, they also receive a comprehensive briefing from the APO Programme Officer (TCDP).

Upon arrival at duty station, briefing includes meetings with:
· Personnel Officer/clerk (SSC);

· supervisor;

· colleagues in department/division of assignment and technical officers of other departments/divisions as required.

All APOs assigned to field duty stations (and/or travelling to the field) follow the compulsory security e-courses for UN staff. Successful completion is required before travel to the field can be authorized.

Meeting the supervisor 

AFHO’s Web page on office-based orientation for new staff can be consulted at: http://intranet.fao.org/IntranetStatic/root/15603/11711/35067/35247/.
Supervisors should guide the APO. They introduce the APO to the unit/office team. They explain what exactly is expected from the new staff member. They indicate how the APO tasks and responsibilities fit into the larger picture of the unit, division, department and Organization as a whole. They clearly outline the expected contribution of the APO to the project/programme/activities. 

For this first meeting as well as throughout the assignment, supervisors should make themselves available, allowing time for exchanges and questions. APOs should feel that interaction is encouraged and feel welcome to bring queries to the supervisors’ attention.

Establishing work and training plans 


At the beginning of each assignment year, an annual work plan is established summarizing duties and responsibilities, in line with the APO post description as approved by the donor and with the work plan of the office/programme to which the APO has been assigned (see Annex B). 


Taking into account the previous academic training and work experience of the APO, the supervisor and APO jointly agree on technical and personal skills that are important for the execution of the work plan and areas are identified in which the APO would need more intensive training/supervision. The work plan form is sent to the APO Programme Officer for review. 


It is important to note that major changes to the work plan, that are not in line with the approved APO post description, require the official approval of the donor. 

Monitoring performance: the Performance Development System

The Performance Development System (PDS), specifically designed for APOs, is used to establish the APOs’ work plan, and to monitor the performance as well as training/learning. It also offers an assessment tool of the needs of the Programme, as lessons can be learnt from the APOs and the supervisors’ experience.


The system takes into consideration competencies, tasks and responsibilities, training and learning experiences and performance appraisal. Its major objectives are to:
· reinforce linkage between the post description, the performance and the training and learning aspects of the assignment;

· stimulate discussions between APOs and supervisors with regards to duties, responsibilities and performance; 

· stress the importance of the supervisor’s role and responsibilities.

Two important sessions take place each year:

· performance planning session: at the start of an assignment year (see Annex B). The supervisor, in consultation with the APO, establishes the yearly work and training plan (see above);
· performance development session: towards the end of an assignment year (see Annex B). APO and supervisor review the work plan and the achievements of the assignment, both in terms of performance and of achieved training and learning experience. The results of this exercise are agreed upon and recorded on the results overview form that is sent to the APO Programme Officer for review. 


The same cycle is repeated during the second year, and third year if applicable. The APO Programme Officer monitors the Performance Development System and reviews and submits the related reports to the donors.

IV   LEARNING AND TRAINING
 In addition to the constant process of on-the-job learning with the support and guidance from the supervisor, donors attach high importance to more formal training opportunities and provide a specific duty travel/training allowance to support the APO’s professional development.
Training and travel allowances 
The allotment for training and/or duty travel ranges between US$1 800 and US$6 000 per year, depending on the donor policy. It covers activities such as field missions to countries in the areas of technical intervention, participation in seminars and workshops or training programmes within or outside the Organization. Supervisors are urged to ensure appropriate use of this allotment, which can not be exceeded.
For duty travel undertaken in the framework of the APOs’ regular tasks, use of project funds or budgets allocated to the service/unit should be envisaged. Additional office or project funds could be committed to cover training/duty travel, where it is deemed useful to further develop the APOs’ professional skills.

Procedures for training courses and/or duty travel


Time should be allowed to enable APOs to follow formal training programmes, either at FAO headquarters or in external training institutes.


The programming of a training course or a duty travel with a learning purpose requires the agreement of the supervisor and confirmation of availability of funds on the duty travel/training allotment of the APO’s project. The office of the budget holder will establish a travel authorization and a purchase order to pay registration fees, if applicable.

The Human Resources Development Service (AFHO) at FAO headquarters plays an advisory role for external training programmes. A database has been established by AFHO comparing training programmes offered by renowned training institutes in many countries in different areas of expertise.

For external training programmes of a maximum of three weeks duration, a request for leave with pay can be submitted to AFHO, Staff Development Group, specifying that the cost will be covered by the training allotment provided by the donor. The relevant AFHO’s Intranet Web page: http://intranet.fao.org/IntranetStatic/root/15603/11711/29670/ can be consulted.

In brief:
· supervisor to agree to proposed training programme or duty travel;

· check availability of funds;

· consult AFHO, if applicable;

· establish travel authorization (and purchase order, if applicable).
ANNEXES
A
APO post description form
B
Performance Development System (PDS)
Work plan/Training and learning plan

Results overview form
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1.
General Information

· Title:
     
· Field of competence:
     
· Technical Division/Service:
     
· Duty station:
     
· Languages required:
     
2.
Supervision

· Name and title of supervisor(s):
     
· Description of supervisory role:
     
· Additional elements:
     
3.
Duties, Responsibilities and Expected Achievements


4.
Essential Qualifications and Experience

· Educational background:

     
· Work experience:

     
· Computer and language skills:
     
5.
Desirable Qualifications and Competencies (including interpersonal skills):

     
6.
Training and Learning Elements

Please describe any proposed formal training as well as on-the-job learning opportunities: 

     
7.
Background Information

· Overview of the mandate/objective and structure of the service/office and/or project (as applicable):      
· Brief description of core activities (for projects, please include NTE date):      
· Specific programmes/projects and activities on which the APO will be working:      
· Living conditions at duty station:      
8.
Other Information – for projects only
· Estimation of in-country and international travel for the APO:      
· Project transportation available for duty travel:      
· General living conditions at duty station (housing facilities, medical and social services): 
Performance planning session: Work plan/Training and learning plan
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	Topic: Expected activities

Advise: List major items only; ensure consistency with  job description; be specific and include indicators, if possible.
	Topic: Competencies

Advise: Select a competency from the competency model that is necessary to produce the activities stated in Column 1
	Topic: Planned training and learning activities

Advise: Identify development actions for strengthening competencies; ensure clear link with respective activity/objective/job description

	1. 
	
	

	2. 
	
	

	3. 
	
	

	4. 
	
	

	Training and learning for future activities:
	

	Supervisor’s comments, on the above, if any:

	APO’s comments on the above, if any:

	APO’s other remarks, for example on the briefing, duty station, actual versus expected contents of assignment.

	Comments of the APO Unit:




Performance development session: Results overview


	Topic: Results

Advise: Summarize the result(s) related to the expected activities recorded at the planning session. If significant activities in addition to those summarized in the work plan have been performed, please describe them in Row 5.
	Topic: Appraisal

Advise: Appraise the performance of the APO with regard to the expected activities, results and compentencies. Select a classification from the competency model.
	Topic: Training and Learning activities

Advise: The question to answer is: Have the planned training and learning activities taken place? Summarize the courses followed, on-the-job training enjoyed, etc.

	1. 
	
	

	2. 
	
	

	3. 
	
	

	4.
	
	

	5. 
	
	

	How much time was devoted to activities other than leading to the results mentioned above, between 0% and 100%? ___________ Please explain what kind of additional activities were undertaken and why? 

How much time was devoted to administrative activities, between 0% and 100%? ___________________ (in addition to the administrative activities that are included in the work plan, if available). Please justify.



	Supervisor’s comments, on the above, if any:

	APO’s comments on the above, if any:

	Comments of the APO Unit:
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Post Description


Associate Professional Officer (APO)





Name/Division of supervisor:








Name/Division of APO: 








Date:





Name/Division of supervisor:








Name/Division of APO: 





Date:
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