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STANDARDS FOR PROFESSIONAL SERVICE 

I. INTRODUCTION 

1.1 The APEC Business Mobility Group (BMG) has agreed that standards are essential to enhance economies' building capacity to facilitate the mobility of business people. The BMG endorsed the paper, Business Mobility Standards: A Key to Capacity Building, in May 2001, which identified common immigration standards across four areas of immigration processing: pre-arrival, entry, stay, and departure. In that paper the BMG included "key elements" for those standards, one of which is " ...that staff involved in business mobility are trained in professional conduct, ethics, courtesy, efficiency, and systems support". A separate pre-arrival standard on "Professionalism" requires economies to "provide training for immigration officers that includes code of conduct and ethics training to ensure that employees are wel1-informed concerning professional conduct and the ethical and integrity issues that may be encountered in the performance of duties." 

II. DEFINITIONS 

2.1 Definitions of commonly used words in this document may be found in Appendix A. 

III. STANDARDS BASED ON ORGANIZATIONAL VALUES 
3.1 Immigration Administrations face a rapidly changing environment and rising expectations of the community for faster and more efficient services. The business community, in particular, demands responsive, quick and simplified government services which support their trade and investment activities. Immigration Administrations also face more demanding legislatures and higher levels of media interest, public scrutiny and accountability . Technological developments and the need for enhanced productivity mean adaptation and adjustment and higher output has to be achieved with fewer resources. Against this environment, Immigration Administrations must ensure the provision of a professional service that encompasses the highest standards of efficiency and effectiveness. 

3.2 This document states the standards, as agreed by the Business Mobility Group, as being essential for an effective professional service that economies can strive for on a best endeavors basis. These standards provide a framework for individual economies to identify and articulate fundamental core values to serve as the basis for an effective professional service, which is essential to earning the public's trust and support. 

3.3 Critical to the establishment and maintenance of a professional and ethical service is the development, in consultation with staff, and adoption of core values and best practice standards to ensure services are delivered in accordance with standards that reflect that economy's adopted "core values." Examples of the core values of APEC economies are contained in Appendix B and on the APEC Business Mobility Group's Internet Website (www.businessmobility.org). The development of "core values" is an individual exercise within an economy's Immigration Administration. The benefits of adopting best practice standards based on core values include: 

· increased public trust and confidence in APEC economies' immigration services;

· enhanced level of trust, confidence, and cooperation between Immigration Administrations, law enforcement agencies, and APEC economies with respect to immigration matters; 

· higher staff morale and "esprit de corps"; 

· reduced social and economic costs to the community; 

· internalization of core values and professional conduct standards; 

· reduced corruption; 

· enhanced national security for APEC economies; and

· reduced barriers to international trade and economic growth. 

IV .STANDARDS FOR IMMIGRATION SERVICES
4.1 The importance of values necessitates a holistic approach be taken to an economy's development and implementation of professional conduct standards. This requires that all standards support and are linked to the core values of the economy's immigration services. Most APEC economies have in place a code of conduct or a set of regulations that specify an employee's responsibilities against the standards and expectations of the administration and the community. A code of conduct is one of a number of standards that contribute to the establishment and maintenance of an effective professional service. Additional standards have been identified by the World Customs Organization (WCO) and have subsequently been adopted by the APEC Customs group (SCCP). They are also described in the 'Arusha Declaration' and are considered equally relevant and important to Immigration administrations in the establishment and maintenance of a professional service. Each of the standards is described below. 

4.2 The important standards include the following: 

A. Code of Conduct 

B. Morale and Organizational Culture 

C. Recruitment and Selection 

D. Professional Development 

E. Adequate Remuneration 

F. Relationship with External and Internal Stakeholders 

G. Streamlined and Transparent Administrative Regulations 

H. Automation 

I. Workforce Deployment, Rotation and Relocation 

J. Internal Audit and Investigations 

K. Management Responsibility/ Accountability 

A. CODE OF CONDUCT 

A key standard in any professional service regime must be the development and implementation of a comprehensive values-based Code of Conduct which sets out in very practical and unambiguous terms the behavior expected of all immigration officials. The document should include employee's responsibilities and service policies and standards. 

Key Elements of the Code of Conduct Standard 

· Codes of Conduct should be developed in consultation with internal and external stakeholders as appropriate. 

· Codes of Conduct should include clear guidance and practical examples for dealing with ethical issues. 

· Organizational entities should provide employees with timely consultation and advice on "conduct" questions/issues of concern. 

· Codes of conduct should describe all employees' responsibilities with respect to the collection, storage, maintenance and disclosure of official information obtained in the course of duty. 

· Codes of Conduct should be promoted by all managers. 

· Employees should undergo mandatory Code of Conduct training. 

· Mechanisms should be developed for internal and external stakeholders to report code of conduct breaches without fear of reprisal or prejudice. 

· Mechanisms should be developed to educate internal and external stakeholders about venues for reporting or filing complaints on code of conduct breaches without fear of reprisal or prejudice. 

· Effective disciplinary measures and sanctions for substantiated misconduct should exist within economies' Immigration Administrations. 

B. MORALE AND ORGANIZATIONAL CULTURE 

Management should instil in its officials loyalty and pride in their service, an "esprit de corps" and a desire to co-operate in measures to reduce their exposure to the possibility of misconduct. APEC economies should recognize that when Immigration Administrations instil a positive image of immigration officers at their respective borders, they are furthering the goals of national security and economic viability. Such a positive image reinforces high professional standards, projecting a positive image of their economy. 

Key Elements for the Morale and Organisational Standards 

· Senior management should be appropriately trained to lead by example and demonstrate commitment to integrity, and fairness, respecting diversity and protecting employees from harassment and other forms of inappropriate or prejudicial behavior. 

· Workplace environments should be created in which all employees treat each other and those they serve with respect, courtesy, and without harassment. 

· Analysis of past occurrences, trends and lessons learned should occur in order to establish internal controls and effective staff communication to reduce the risk of misconduct. 

· Immigration Administrations should establish an employee consultation process to encourage professional conduct and to identify organizational areas of possible risk of malpractice.

· Effective mechanisms should exist to protect employees who report misconduct.

·  Adequate sanctions should exist to deter misconduct. 

C. RECRUITMENT AND SELECTION 

The processes for recruitment and advancement of Immigration officials should be fair, objective, free of bias, immune from interference, and based on merit. 

Key Elements for Recruitment and Selection Standard 

· Selection criteria should be published and consistently adhered to for all Immigration vacancies. 

· Selection process should include a method to assess applicants' understanding of and demonstrated commitment to organizational values, ethical and conduct standards. 

· Appointment and selection process should be based on merit (the candidate who best meets all the qualifications). 

· Processes for appointing selection committees should be based on members' impartiality. 

· External checks of new recruits (police checks, references, qualifications, previous employment records) should be undertaken. 

· A fair system for review of employee selection decisions should be provided. 

D. PROFESSIONAL DEVELOPMENT 

Immigration employees should receive comprehensive training and professional development throughout their careers, which includes coverage of operational skills (law, regulations, procedures, language skills, and others as appropriate), and the organization's core values and ethical standards. 

Key Elements for the Professional Development Standard 

· Employees should have access to formal vocational training and structured on-the-job training. 

· Training programs should integrate cross-cultural awareness issues to ensure employees avoid bias in respect of gender, race and ethnic background.   

· All training should reinforce the Immigration Administration's core values, service policies and standards of integrity. 

· Training programs should be reviewed for currency and application to local operating practices, and changes are made as necessary. 

· Performance/appraisal management system should be in place that identifies and addresses individual employee development needs. 

E. ADEQUATE REMUNERATION 

APEC economies' immigration services agencies should strive to ensure that remuneration received by Immigration employees is sufficient to afford them a reasonable standard of living. Various strategies (monetary and non-monetary) may be employed to provide incentives for desired behavior and to reduce misconduct. 

Key Elements for the Remuneration Standard 

· APEC economies should strive to ensure that employees receive sufficient remuneration to maintain a reasonable standard of living, and that remuneration levels, benefits and working conditions, are comparable to similar private sector positions. 

· Rewards systems should be fairly administered and recognize employee performance across all areas of the Immigration Administration. 

· Appropriate mechanisms should provide financial support to officials facing temporary hardship. 

F. RELATIONSHIP WITH INTERNAL/EXTERNAL STAKEHOLDERS 

Immigration Administrations should foster an open and transparent relationship with internal and external stakeholders, including relevant sections of the business community to support the maintenance of a professional service. An appropriate complaints mechanism for the general public is also an important tool to identify any service issues including instances of misconduct. 

Key Elements of the Relationship with Internal External Stakeholders Standard 

· Formal consultative mechanisms should facilitate communication and co-operation between Immigration and internal/external stakeholder groups. (For example, client service charters, website information/transactions, regularly scheduled dialogue sessions provide monitoring mechanisms to help assess whether performance is meeting desired standards.) 

· Effective mechanism such as liaison committees must clearly communicate the standards of conduct expected of internal/external stakeholders. (For example, a conflict of interest arising through outside or secondary employment opportunities.) 

· Immigration administrations should establish effective complaint mechanisms which protect stakeholder’s confidentiality to the extent allowed by [access to information or privacy] legislation.
· Sanctions for inappropriate relationships should effectively deter internal and external stakeholders from engaging in misconduct. 

G. STREAMLINED AND TRANSPARENT ADMINISTRATIVE REGULATIONS 

Immigration regulations should be clear and concise. Procedures should be simple, consistent and easily accessible, and should include a process for appealing against immigration decisions. 

Key Elements of the Streamlined/Transparent Administrative Regulation Standard 

· Employees are trained in decision-making procedures and have access to current written guidelines and instructions relating to interpretation of regulations and laws 

· Authority to make decisions includes appropriate checks and balances, and is strictly controlled to prevent abuse of power. 

· Periodic review mechanism of systems and procedures to ensure uniformity and consistency in decision making; reviews undertaken in consultation with employees to eliminate "red tape". 

· Simple, quick and user-friendly application processes with clear information and instructions on requirements relating to any exemptions, fees and charges. 

· Information is easily accessible to internal/external stakeholders (Customer Help Desks/Call Centres or Industry Consultative Committees, Internet, displays and signs ) 

· Stakeholders are clearly informed of current and proposed regulations, as well as changes to existing regulations and procedures. 

· Stakeholders' service charters are developed which clearly state the level of service they can expect, and are displayed in public areas such as airports, Immigration offices and overseas missions. 

· Mechanisms developed and implemented which monitor and evaluate the organization's performance against established service standards. 

· System in place for monitoring consistency between different offices, provinces or regions concerning decisions, procedures and information provided. 

· Basis or criteria upon which discretionary power is exercised by officials should be clearly defined and publicly available. 

· To the extent possible, reasons for decisions should be conveyed to applicants and grounds for decisions should be documented clearly and retained for monitoring and review. 

· Appropriate review and appeal mechanisms are published that provide stakeholders the opportunity to seek review of decisions. 

H. AUTOMATION (COMPUTERISATION/TECHNOLOGICAL SYSTEMS) 

Automation or computerization systems can significantly improve service efficiency and with built-in safeguards have the potential to reduce opportunities for misconduct and to maximize the level of accountability, data integrity, and border security. 

Key Elements of the Automation (Computerization/Technological Systems) Standard

· Automated systems should be designed to promote efficiency, reduce vulnerability for tampering and protocols should be put in place to minimize opportunities for misconduct. 

· Independent risk assessment or review is undertaken periodically. System access must be limited and controlled. 

· Automated system operations are supported by official supervision and accountability. Automated payment systems should be established to eliminate or limit the physical handling of regulated fees and charges between Immigration officials and stakeholders. 

· Where sensitive information is stored on automated systems, a suitable audit trail should be established to protect the information and identify any officials who may access information for private or inappropriate purposes. 

I. WORKFORCE DEPLOYMENT, ROTATION AND RELOCATION 

Immigration Administrations benefit from having multi-skilled and knowledgeable employees, able to undertake different tasks as organizational priorities and needs develop and change. To enhance the expertise of employees and to reduce the opportunities for misconduct, Immigration administrations should consider such measures as strategic segregation of functions, rotation assignments and random work assignments and, in certain circumstances, regular relocation of employees. 

Key Elements of the Workforce Deployment, Rotation and Relocation Standard 

· Human resource management policies should provide fair opportunities for transfer, rotation or relocation to enhance employee professional development and to minimize misconduct. 

· Systems are in place to ensure that operational functions are segregated in vulnerable areas, for example, fee payment and benefit/admissions authorization. 

J. INTERNAL AUDITING AND INVESTIGATION 

Internal auditing and investigations are essential to the maintenance of an effective professional service. To the extent practicable, in order to ensure public trust in Immigration Administrations, these functions should be transparent to both employees and the public. Effective internal auditing is a particularly useful means of ensuring that Immigration procedures are appropriate and are being implemented correctly. A viable internal investigation process is essential to protect the integrity of the Immigration Administration and employees. 

Key Elements of the Internal Auditing and Investigations Standard 

· APEC economies should establish and adequately fund internal auditing and investigations/affairs functions for their respective Immigration Administrations. 

· The Audit and Internal Investigations functions must ensure that audits and investigations are conducted objectively, professionally, and in an impartial manner. 

· The Internal Audit and Investigations functions are vested with sufficient authority to ensure cooperation and access to appropriate information. 

· Processes should be established to ensure there is a mechanism in place to receive and resolve all internal/external allegations of misconduct. 

· The complaint process should be explained to both employees and external stakeholders, and confidentiality should be protected to the extent possible.

· Employees who are being investigated should have the right to be heard and to know the case against them (principles of natural justice) and if disciplined have the right to have this decision reviewed by another level of management.
· The internal audit and investigations function is responsible for regular audits of high-risk work areas and activities to ensure internal controls are working effectively should be institutionalized. 

· Effective record keeping system of all internal audit and investigation activity should be maintained. 

· When appropriate, and to the degree permissible, to encourage public trust in Immigration Administrations, general information about Internal Audit and Investigations should be made public and available to the extent allowed by [access to information or privacy] legislation. 

K. MANAGEMENT RESPONSIBILITY/ACCOUNTABILITY 

Managers are properly trained and held accountable to support and oversee the standards specified in this document. 

Key Elements of the Management Responsibility/ Accountability Standard 

· Immigration Administrations have in place objective performance standards for managers to ensure compliance and accountability for the standards in this document. 

· Immigration Administrations ensure that managers are supported through appropriate professional development, training and support mechanisms. For example, internal controls, audit trails, reporting relationships, level of staff competence, delegations etc. 

· Immigration Administrations will ensure that managers take appropriate, effective, and timely corrective action resulting from misconduct investigations. 

· Immigration Administrations must ensure that guidelines and policies clearly state management responsibilities in employee development and in the promotion and monitoring of ethical practices and integrity. 

· Selection criteria for managerial positions include demonstrated ability to accept responsibility and accountability for implementation of the standards in this document. 

APPENDIX A 

Definitions 

It is recognized that the definition of certain words and phrases varies significantly among the APEC economies. To promote understanding of the issues addressed in this paper, the following words and phrases are defined as follows: 

Internal and external stakeholders: This concept includes all customers, clients, industries and others, both internal and external to APEC Immigration Organizations, who receive, accept, need, or otherwise are impacted by the work of immigration administrations. 

Misconduct: This word both embraces the term "corruption" and is more expansive, including all aspects of unlawful, improper and unethical employee behaviour. 

Employees: This word embraces words such as "staff," "officers," "management," and "persons" who work for and are reimbursed by Immigration Organizations. 

APPENDIX B 

Examples of Economies’ ‘Core Values’ Statements  

SINGAPORE 

The seven core values that guide Singapore employees' conduct and attitudes are: 

Professionalism : 

We know and do our work well 

We take-pride in our work 

We are committed to our work 

Integrity: 

We are true to our ourselves and the people around us 

We are against corruption 

We are accountable for our actions 

Care for our officers: 

We value our officers and listen to them 

We are members of a big family 

We acknowledge that every SIRians matters 

We train and develop officers to their fullest potential 

Courage: 

We admit mistakes and learn from them 

We dare to experiment 
We point out our mistakes and correct them 

We face and overcome challenges and difficulties 

Open-Mindedness: 

We are adaptable to changes 

We are receptive to constructive feedback 

We are continually looking for better solutions 

Respect: 

We respect ourselves and others 

Teamwork: 

We are only as strong as our weakest link 

We depend on each other 

United States’ Core Values Statement
The three core values guide CBP’s employees’ daily conduct, attitude and decisions, as well as longer-term strategies and policies.  They describe how CBP intends to operate and permeate all activities from the organizational to the individual level.

Vigilance is how we ensure the safety of all Americans.  We are continuously watchful and alert to deter, detect and prevent threats to our Nation.  We demonstrate courage and valor in the protection of our Nation.

Service to Country is embodied in the work we do.  We are dedicated to defending and upholding the Constitution of the United States.  The American people have entrusted us to protect the homeland and defend liberty.

Integrity is our cornerstone.  We are guided by the highest ethical and moral principles.  Our actions bring honor to ourselves and our agency.
Mission Statement:
We are the guardians of our Nation’s borders.  

We are America’s frontline.  

We safeguard the American homeland at and beyond our borders.

We protect the American public against terrorists and the instruments of terror.

We steadfastly enforce the laws of the United States while fostering our Nation’s economic security through lawful international trade and travel.

We serve the American public with vigilance, integrity and professionalism.

The Vision, Mission and Values of Immigration Department, Hong Kong, China

Our Vision
We will be the foremost immigration service in the world in effectiveness and efficiency.

Our Mission
We will contribute to the security and prosperity of Hong Kong by :
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exercising effective immigration control
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facilitating the visit of genuine travellers
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keeping out undesirables
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preventing and detecting immigration-related crimes
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issuing to residents highly secure identity cards and travel documents
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providing efficient civil registration services for births, deaths and marriages

We will provide quality service without discrimination and treat each member of the public with respect, consideration and compassion, irrespective of disability, sex, marital status, pregnancy, family status, race, nationality and religion. 

Our Values
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Integrity and Impartiality 

We will faithfully apply our policies and practices with impartiality and honesty and will uphold our high standards of integrity at all times.
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Courtesy and Compassion 

We will treat each member of the public with respect, consideration, courtesy and compassion. We will be empathetic, appreciative of different perspectives and flexible in the application of policies to meet specific needs.
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Alertness and Awareness 

We will remain sensitive to ever-changing social, economic and political environment, assimilate trends and realign our business strategies and operational procedures to meet new challenges.
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Improvement and Illumination 

We will continuously strive for excellence in whatever we do and seek to be the role-model for other immigration services worldwide.

AUSTRALIA (Department of Immigration and Multicultural and Indigenous Affairs)

DIMIA’s Corporate Values are based on the Australian Public Service (APS) Values, which also are part of the Public Service Regulations.

We will:

· be responsive to the government in providing frank, honest, comprehensive, accurate and timely advice and implementing the Government's policies and programs;

· be apolitical, performing our functions impartially and professionally;

· account for our actions, within the framework of Ministerial responsibility to the government, the Parliament and the Australian public;

· maintain the highest ethical standards;

· deliver fair, effective, impartial and courteous services to clients;

· provide the highest quality leadership;

· achieve results and manage performance;

· be free from discrimination and recognise the diverse backgrounds of DIMA employees;

· base our employment decisions on merit;

· be cooperative and consultative in the workplace; and

· provide a fair, flexible, safe and rewarding workplace.

DIMIA’s principles of good conduct are:

Principle 1 - 
We will behave honestly and with integrity

Principle 2 -
 We will disclose, and take reasonable steps to avoid real or apparent conflict of interest

Principle 3 - 
We will behave in a way which upholds our values and the integrity and good reputation of the APS

Principle 4 - 
We will behave in a way which upholds the good reputation of Australia whilst on duty overseas
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