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Secretariat composition

The composition of the Secretariat is variable and depends on funding. The Secretariat is accountable
to the SG, who is accountable to the Board and to the Membership. This is specified in the Statutes, as
follows:

Article 9: SECRETARIAT

1. Secretary General

a) The Board will hire a Secretary General.

- When a new Secretary General is appointed, there must be a vote of trust on the Secretary General by the
General Assembly or the Council of Members. Until this time, the Secretary General is ‘Acting Secretary
General’

- The Board will lay down written internal procedures for the hiring, the tasks and the suspension and
discharge and will present these to the General Assembly for comments.

- After two years of work as a Secretary General, the vote of trust has to be renewed.

b) The Secretary General shall directly supervise and co-ordinate the work of the secretariat. This will be
done under the directives and the supervision of the Board of OBESSU.

c) The Secretary General is subject to decisions, resolutions and mandates of the Board, the Council of
Members and the General Assembly. The Secretary General will be held accountable for their actions.

d) The Secretary General has to report their work to the Board, the Council of Members and the General
Assembly.

e) The Secretary General has the right to attend all meetings in OBESSU except those of the Monitoring
Committee. The Secretary General functions as advisor and resource person for OBESSU, without having
voting rights.

f) Decisions made by bodies in 0BESSU shall be brought to the attention of the Secretary General.

2. Staff

a) The Secretary General is the head of Staff.

- The Board will, in co-operation with the Secretary General, approve internal written procedures for the
hiring of staff, the tasks of the staff and the working conditions and will bring these to the attention of the
member organisations.

b) One Board member shall be responsible for ensuring the working conditions of the staff are met. This
includes (but is not limited to); holiday and sickness pay, continuous professional development and
training and workplace relations.
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Based on the Statutes provisions, the following organigram is applicable for the OBESSU Staff. The
organigram is clickable and links to a folder containing all the job descriptions for the positions in

OBESSU.
DOBESSLU Membership
OBESSU Board Madwlaring
‘ Committes
Secretary General
Proi
Urﬁma:d External Affairs
Manages Manager
| Financial Manager
) II Membership
Sendor Projects Digital Coordinator
and Capacity Communications
Building Officer Offices
Project and Policy
Coordinalor
Projects and
Commumcations.
Officer

The OBESSU Secretariat is an executive body for OBESSU. The Membership puts their trust in the Board
to hire and manage the Secretary General on a daily basis, also through constant appraisals. The
Secretary General receives the vote of trust from the Memberships every two years. The Staff Members
should contribute to the work of the Board being allocated as a buddy for their political portfolios.

The Monitoring Committee, represented in the organigram, is not directly related to the OBESSU
Secretariat. They are, however, a point of contact for the resolution of disputes among the Staff,
between different bodies of the Organisation and they monitor, at least once a year, the satisfaction of
the OBESSU Team with regards to their work, engagement, management and participation in the life of
the organisation.

The Secretariat is directly managed by the Secretary General. There are 2 mid-management positions for
External Affairs and Programme and Projects. Managers are directly responsible for the daily
management of their team, however the Secretary General keeps the Human Resources portfolio jointly,
when it comes to overtime, holidays’ final approval and evaluations. If an officer is managed by two
Managers they are circled in the organigram.



https://drive.google.com/drive/u/0/folders/1RixdmOpmxjxl8yLx_XVPkHeyZIEN9l53
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General overview

The rules of internal work are outlined in the Reglement de Travail which every employee signs as soon
as they are hired. This document complements and expands on the reglement de travail in an intent to
promote transparency, accountability and to collect all policies and practices in one document.

The HR policy can be modified at any time by initiative of the Secretary General, the Board or the Staff
representation. All hyperlinks are fully accessible for employees and can be accessed by externals upon

request to sg@obessu.org.

This HR policy is the result of a long process of consultation and discussions within the OBESSU
Secretariat and with the Board and the Membership. The idea stemmed from the need to develop and
collect specific policies and regulations to tackle existing challenges in the workplace. Through a series
of workshops, intensive staff-away days, meetings, group work and interviews we have shared our vision
of an ideal working environment and we have tried to shape it in an inclusive way.

We hope you will enjoy reading this policy and you will learn about the way we structure our work. Have
a good read!

Our working culture: practising feminist leadership

At OBESSU we wish to practise the transformation we want to see in the society we live in. In order to do
this, we want to strive for a work place which is brave, empowering and allows everyone to lead, grow
and develop. To achieve this, we wish to practise feminist leadership in the workplace'. Feminist
leadership in practice means that we commit to:

e being aware of ourselves, our privilege, vulnerabilities, strengths and weaknesses are an
integral part of who we are in the workplace, and we wish to recognise and build upon them.

e care. We will take care of each other in the workplace to make sure that OBESSU remains a
healthy workplace, although one with several limits and challenges imposed by, among others,
our funding model and the caring nature of our work.

e acknowledging and sharing power. We want to be aware of the power dynamics within the
office, whether they are bound to our identities or to the place we occupy in the organisational
hierarchy. We will strive to share the power and be transparent with its use.
being accountable to ensure that we can build a workplace based on trust and transparency.
zero tolerance towards discrimination and all abuses of power.

Hiring process

Each hiring process is defined by the Secretary General in consultation with the Board Member in
charge.

Hiring of the Secretary General

! We inspired our principles to the ones of Action Aid, which we endorse, available here:
https://actionaid.org/feminist-leadership and to our Code of Conduct available here:
https://www.obessu.org/site/assets/files/3013/code_of_conduct_amended_2022-1.pdf
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The Hiring of the Secretary General is carried out by the Board in cooperation with the outgoing
Secretary General. A consultation with the Staff on their needs and wishes should be considered by the
Board before opening the procedure, however the Staff should not participate in the hiring process but
their input and valuable experience within the office should be considered - unless differently decided on
an ad-hoc basis. The Secretary General is hired on the basis of Curriculum Vitae, written tasks and an
interview process. Written decision making should be kept for the records. External experts (e.g. alumni)
can participate in the hiring process to give another perspective, but candidates should be notified
should this be the case.

Hiring of Staff
Different staff are hired based on an application and an interview process. Tasks can be foreseen,

depending on the nature of the position.

At OBESSU, we take inclusion and diversity as a priority. We know that we can only achieve our mission
if we do so with the support of a diverse, courageous and dynamic team. We are aware of our limits, and
those imposed by our funding and national legislation, however we strive to improve our way of working
to be more inclusive and equal. We lead with feminist principles and believe that diversity can only be
fostered in an intersectional way. We are aware that hiring processes always include bias and, for this
reason, we try to follow a process that can limit bias. We also believe in a competence-based approach,
therefore we only check CVs and experience after we have run the check on the merit of the answers in
the application.

Our hiring process entails:
1. An anonymisation process carried out by someone who is not included in the recruitment
process
Practical declination: ask a colleague that is not included in the recruitment process to manage
the anonymisation. A file is created with serial number assigned to each person and redirecting
to the folder with the application pack.
2. A review of the application form questions and assessment against criteria developed in
advance: we believe competences speak louder than CVs
Practical declination: Detach the page with personal details from the page with the answer to
the questions and share them with the hiring team. Make sure each application has the
identifying serial number on it so that it can be reconnected to the name of the applicant.
3. Ashortlist of applications by the hiring team
4. A matching process with the respective profile and invitation to interviews.
Other staff (e.g. Managers), Board Members or external experts can be included in the hiring process if
deemed necessary by the Secretary General, but candidates should be notified. For certain positions
(e.g. ESC Volunteer) a Manager can take the lead in the hiring process and report to the Secretary
General for a final position.

While transparency should be a priority in hiring processes, privacy of applicants needs to be
guaranteed. No discrimination should be tolerated during the hiring process and interviewers should
respect the will of applicants when it comes to their references, for example.

OBESSU commits to specifying the diversity and inclusion disclaimer and the description of the hiring
process in the job advertisement, together with clear information about salary, benefits, direct reports
and expected experience.
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When two candidates are deemed equally competent to fill in a post, OBESSU commits to using the
criteria of diversity as a selection criterion.

Induction

Successful candidates should receive an induction by the Secretary General and other members of staff,
with particular attention to the Reglement de Travail and the other measures in place in the
Organisation.

Each employee has the right to receive a list of the relevant documents and policies applicable to them,
and time should be dedicated to introducing them, within the first month from their employment to:
e Internal rules and regulations of the Secretariat, both with the present document and the
reglement travail, which is also unofficially translated into English for better understanding
e Internal communication regulations and practices, including the Code of Conduct, the Code of
Conduct in the Office and the use of different software
The Well-Being policy and contacts
The teleworking and remote work regulations (the employee should sign their individual
agreement)
The Overtime policy
The Evaluation policy
The Events 101 document and its annexes
The digital infrastructure of the organisation (Google Workspace and Synology Cloudstation)

Evaluation policy

Evaluation cycles are fundamental for the health of the organisation and the collective and individual
development of the OBESSU Secretariat. The evaluation is a space for people to give and receive
constructive feedback and an opportunity to improve the work environment and the internal dynamics of
the Secretariat. Evaluation cycles, also called staff reviews, should take place at least twice a year.

Evaluation cycles are carried out on a software called Leapsome and consist of a 360 evaluation, during
which every person in the team shares their feedback with each other, and a 1-1 cycle which is carried
out between the employees and the Secretary General. In both moments the questions are shared in
advance and feedback is shared for review and reflection. The overall aim is to strengthen learning and
development and foster healthy team dynamics through a structured follow up.

Long-term volunteers at OBESSU need to have a true volunteering and learning experience. Their
learning evaluation is carried out monthly with the internal mentor. The sending organisation, as well as
other Staff Members, are also involved in the evaluation of their volunteering. Moreover, the volunteer
will be matched with an external mentor, who works in the same/similar sector and can support the
volunteer during their experience.


https://drive.google.com/drive/folders/1bWw4puOpQDQ2zY2rbIt2cSd8Rs-hoaaj?usp=sharing
https://docs.google.com/document/d/15tZ5sL2TyW0-Bo0cjkSpvdyMKSLJSFPGdBWeW4L4x3U/edit
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Conflict and mediation strategies

In the spirit of promoting a brave space in the office, we commit to not shying away from conflict but to
face them with transparency and awareness, aiming to transform conflicts into moments of
empowerment. We intend to transform the victim-persecutor-rescuer pattern into a
creator-challenger-coach dynamic? to promote development instead of a long-lasting discontent that can
affect people’s well-being inside and outside work. We identify recurring patterns and understand that
several reasons for conflict to arise and to develop within a work environment: task conflicts,
relationship conflicts and value conflicts. In our conflict mediation strategy we define our understanding
of conflict, analyse power dynamics and their influence on conflict situations and we propose a
risk-analysis and mitigation policy and a roadmap.

Moreover, as specified in the Statutes, the Secretary General is responsible for HR management. Our
idea of a work environment is an open, honest and flexible environment. Staff should feel free to bring
any issue, challenge, suggestion or proposal to the attention of the Secretary General who has an open
door policy. Should this not be the case, as also specified in the Statutes, staff can refer to:

e The Board member in charge

e The Monitoring committee
Both of these actors commit to taking actions on the matters brought to their attention and can keep
secrecy, should this be requested by the employee in question.

Well-being

As per Reglement de Travail, OBESSU as an employer is responsible for the mitigation of potential
psycho-social risks arising from the content, the conditions, and the organisation of the day-to-day work
of its employees. OBESSU takes the well-being of its employees seriously and for this reason has put in
place a robust internal policy framework for well-being, which includes:

A designated internal prevention advisor whose tasks are: to analyse risks and create
prevention mechanisms for safety at work, with the Secretary General; consult employees on
their safety and well-being; act independently to guarantee well-being and safety.

Monitoring mechanisms for work-related stressors in the form of regular well-being surveys, to
be administered in tandem with evaluations.

A staff-wide training on burnout, its causes, stressors, symptoms and consequences, so that all
Staff Members are aware of the psycho-social risks connected to the work environment and are
able to flag their risk of burnout of that of their colleagues.

A roadmap for how to deal with stress, intense stress and burnout, and how to prevent, mitigate
and adapt to potential cases of burnout or intense stress by redistributing workload, providing
training opportunities or referring to a work counselor/GP/burnout specialist.

The OBESSU staff can refer to the Internal Prevention Advisor, to the Secretary General and to the Staff
Representative in case they want to flag their (risk of) burnout, that of their colleagues, or if they face
any challenge related to well-being outside of the evaluation period.

2 See Karpman Drama Triangle.


https://docs.google.com/document/d/17LDbBEIzf-R9HqWM_89ayKWWuZFo_3VF/edit?usp=drive_web&ouid=100172183500279054805&rtpof=true
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As a small workplace, OBESSU needs to adapt its well-being approach to the specific needs of its
workforce. For this reason, well-being in OBESSU is conceived as a continuous process of monitoring,
evaluation and adaptation, and it is likely to undergo changes throughout time to successfully tackle
relevant challenges as they arise.

The Staff should organise team-building moments, informal moments and at least one staff retreat per
year.

Learning and Development

Staff is encouraged to strive for personal development and to enjoy lifelong learning opportunities. For
this reason OBESSU commits to covering, to the extent possible, training expenses for the Staff
Members who wish to develop their skills, knowledge and competencies in a domain of their choice,
both job-specific or relevant to their professional development and integration within the organisation
and the local community.

Staff is encouraged to check the training catalogue of the Fonds4s, which offers free trainings for the
Commission Paritaire 329.03 of which OBESSU is part. Fonds4s also contributes to individual training
through funding.

Requests for training should be made in written to the Secretary General. If the training request
concerns more than one employee, a collective training session will be considered. Individual
arrangements can also be made for co-sponsoring learning opportunities.

Overall, a minimum of 250 EUR/Staff Member is guaranteed over each year. This number can be higher
depending on financial resources. On top of that 2500 EUR are allocated for collective training every
year. The staff can decide, by consensus, to allocate the budget for collective training to individual
training.

Peer learning should also be considered as a valid form of learning and should be used as much as
possible to ensure that Staff Members can share their knowledge and skills with the team, be
recognised and create healthy mentoring dynamics within the office.

The staff can always request education leave, should they follow a course accredited for this. In this
case, education leave is calculated according to the working time (%/FTE) and the number of lessons
attended. The Secretary General commits to justifying the absence of staff from their education in case
they are travelling for work.

Staff representation

Although the number of staff in OBESSU does not give the right to employees to have formal staff
representation, OBESSU encourages staff in non-management positions to collectively organise to
gather feedback, concerns and ideas to share with management. Staff organises their committee
meetings independently and identify a Staff Representative who holds the position for 1 year. The Staff
Representative is responsible for:


https://www.fonds-4s.org/soutien-formation-2-2/catalogue-formaction/
https://economy-employment.brussels/node/117
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sharing relevant issues and concerns that the staff has with the management team or the Board
being informed on the evaluation process of the Secretary General and participating in

discussions concerning potential conflicts involving the SG

e being informed of the holiday requests put forward by the SG to the Board.

Profiles and responsibility

The following table summarises the different job positions present in the OBESSU Secretariat and their
level of experience and responsibilities, both in terms of budget management and ownership of
strategic goals.

While we believe that every person, regardless of their job title, should and does contribute to the
strategy setting and the development of the organisation, we are also conscious that experience level
and perceived salary must correspond to a certain level of responsibility.

Reports to Line manager | Minimum Budgetary Objectives
Experience® responsibility | ownership*
Secretary Board Heads of | 5+ years Overall Owns OKRs
General Department organisational
responsibility
Head of | Secretary Coordinators | 4+ years Can manage | Owns OKRs,
department General and Officers (if up to 250.000 | coordinates
applicable) EUR  without | team OKR
supervision evaluation
Coordinator Head of | Can  mentor | 3-4 years Can manage | Can own OKRs
Department and manage up to 80.000
assistants but EUR  without
not officers supervision
Officer Head of [ Cannot mentor | 1-2° Can manage | Cannot own
Department and manage up to 20.000 [ OKRs
(unless  on EUR  without
specific supervision
job-related
tasks)
Assistant Coordinators | Cannot mentor | 0-1 Cannot Cannot  own
or Heads of | and manage manage OKRs
Department or budget
SG without

% Internships count as a full work experience, volunteering counts as half time.
In case of non-specific experience, an ad-hoc evaluation is carried out based on the competences
outlined in the call.
* Objectives refer to annual objectives which are defined and are divided into work streams; each work
stream outlining set objectives and key results (OKRs).
5 This can be lower than 1 year in case of a prior work or volunteering in OBESSU of at least 6 months.
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supervision

Salaries and benefits

Salaries in OBESSU depend on funding. Effort is being made to ensure higher salary standards and
ensure transparency with regards to salaries.

As there is no salary grid for the Commission Paritaire where OBESSU is (329.03), the titles and salaries
in OBESSU cannot be compared to a standard. The salary scale hereafter described, depends on years
of experience and seniority within OBESSU and does not include benefits.

All employees have the right to a 13th Salary.

Employees can benefit from a hospitalisation and dental package if they are employed for more than 18
hours per week. Other benefits applicable to all employees include:

- Public transportation within Brussels (49 Eur/Month)

- Public transportation from outside Brussels (limite Bareme)

- Lunch vouchers of 8 € face value

Employees are entitled to teleworking allowance according to the internal regulations.
The Secretary General and the Board can, moreover, guarantee a lump sum allowance for representation
costs and teleworking of max 150 EUR/month.

Secretary General 3101 -4000 € 5+ Yearly seniority raise
based on funding
availability.

Head of Departments | 2650 -3100 € 4+ Yearly seniority raise
based on funding
availability.

Coordinators 2201-2650 € 2-4 Yearly seniority raise
based on funding
availability.

Officers 1900 - 2200 € 0-2 Yearly seniority raise
based on funding
availability. ©

Salary raises that are not linked to seniority can be accessed upon direct request of an employee or their
line manager. Such process takes place during the 1-1 evaluation cycle and can be based on one or

¢ Officers acquire a title of “Senior Officer” automatically after 3 years of holding their post. Senior
Officers can bridge the salary bracket and reach a maximum of 2350 EUR/month.
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multiple of the following factors:
e Timely and efficient performance in assigned tasks
e Proactivity and ownership of collective development
e Willingness to learn, develop and acquire new skills and further responsibilities

A desire to grow responsibilities should be matched with a title change together with a revised salary.

Changes in title and salaries are always dependent on funding availability.

Holidays and time in lieu

Every employee has the right to legal holidays according to Belgian legislation. (20 days per year for a
Full time employee)

For every day worked on the weekend the employee has the right to compensation. Compensation and
time in lieu is described in the OBESSU Overtime Policy.

Travel and subsistence reimbursement

All travels incurred for work reasons are to be reimbursed or paid in advance by OBESSU.
While travelling, should no subsistence be provided, Staff Members are entitled to a Daily Subsistence
Allowance (aka Per-Diems). The per-diem regulation for Staff Members is in annex.



https://docs.google.com/document/d/1n7XqIOMX2f3g-AmUu3gApFWXn-sjWoITdFFHVtTu-Po/edit
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Regulation on Reimbursements of Travel costs for OBESSU employees and interns

Approved by the OBESSU Board on the Board Meeting held in Brussels in July 2019

- OBESSU will book tickets for Secretariat members, unless differently agreed with the Secretary
General. Members of the Secretariat do not need to sign a cancellation policy.
- Secretariat Members are responsible for keeping all original invoices and Boarding passes and
correctly file them for the administration to the External Financial Manager.
- Only the cheapest method of transportation will be booked. Only public transport will be reimbursed.
Taxis are not eligible unless the time of travel is outside of the public transportation timetable or there is
a justifiable reason (e.g. cost-efficiency, carrying of heavy material)
- OBESSU is responsible for booking the accommodation for the Secretariat member on mission,
according to the usual policy of the organisation.
- Members of the OBESSU Secretariat are entitled to a per-diem to cover basic costs (i.e. food, drinks)
they need to cover on the day of their travel to the event where they travel for OBESSU, in case costs are
not directly covered by OBESSU (e.g. by direct payment through corporate card). The scale of per-diem
is:
- Full per-diem of 50 EUR, if travel time exceeds 8 hours during which OBESSU does not cover
the costs,
- Half per diem of 25 EUR, if travel time exceeds 4 hours during which OBESSU does not cover
the costs.

The per-diem will be claimed on a specific form available in the OBESSU internal server and are filed
within 3 weeks after the event. The per-diem claim does not need to be accompanied by bills / invoices,
justifying the costs, as it is ruled by the flat-rate principle

These regulations can be disregarded if there is a written agreement with the Secretary General and the
Board (present in Board Meeting Minutes).




