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UNICEF All staff Survey on HRM
Reqgional disparities

Background

An all-staff Internet survey was conducted by the Evaluation Office in February-March 2006 as
part of the UNICEF Strategic Review of Human Resource Management.

The survey included 112 statements each of which respondents were asked to rank according
to their level of agreement - strongly disagree, disagree, slightly disagree, slightly agree,
agree, strongly agree®.

The survey results supplement the staff perceptions of the state of human resource
management in UNICEF drawn from individual interviews and focus groups during the
diagnosis phase of the strategic review?.

Response rate

Regions Number of Completed % of total number of staff
questionnaires in the region

ESARO 256 15%
WCARO 246 15%
ROSA 275 18%
EAPRO 194 18%
MENA 126 12%
TACRO 172 23%
CEE/CIS 110 21%
HQs (New York, Geneva, 276 22%
and Copenhagen)

Other Centers 19 56%

Approach to the Survey Analysis

This report focuses on the disparities between regions, including headquarters and other
centers. In order to show the differences, the graphs below illustrates the percentage of staff
in each region and overall who Agree (=agree + strongly agree).

! Apart from the section “How would you rate UNICEF’s performance in the following HR practices?”’
rated as very poor, poor, quite poor, adequate, good, excellent.

2 See Diagnosis report and annexes at
http://www.intranet.unicef.org/epp/evalsite.nsf/Site%20Pages/Page020401



JOB SATISFACTION AND FIT

| feel my work makes a real difference for children
100 -

80

60 -
40 -
20 -
o

EAPRO CEE/CIS ROSA TACRO WCARO ESARO Other Overall
Centres

My job description is updated regularly in line with changes in my role
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The level of stress | experience at work is generally acceptable to me
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My job allows me to take care of my family and personal responsibilities
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My working conditions allow me to do my job well
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I have the opportunity to say what I think in meetings
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I can raise problematic issues without fear of repercussions
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| feel motivated and able to work at full capacity
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My experience and competences are used to the full in UNICEF
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I have the skills | need to do my job well
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MY JOB

I have clear performance objectives and | know what results | am expected to achieve
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I am held accountable for achieving results
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I am encouraged to contribute to priorities beyond my immediate responsibility
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I am satisfied with the quality of the work | do for UNICEF
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PROFESSIONAL DEVELOPMENT

In the past year, | have had opportunities to learn and grow at work
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I receive regular helpful feedback that supports my learning and development

100 -
80 -
60 -
40 - 31
o | | I
EAPRO CEECIS ROSA TACRO WCARO ESARO Other Overall
Centres
UNICEF provides the formal and informal learning opportunities | need to do my job
better
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The training | have received in UNICEF has made a real difference to my job
performance
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I have a mentor in UNICEF (other than my supervisor) who supports my professional
development
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I am confident that | will be able to advance my career in UNICEF
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CAREER DEVELOPMENT
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I receive support in planning my career development at UNICEF

100

80

60

40

20

Other
Centres

Overall

j--llll--l

EAPRO CEE/CIS ROSA TACRO WCARO ESARO

Other
Centres

Overall



| take the initiative to develop skills and competencies that will assist in my career
development
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UNICEF PRACTICE AND CULTURE

Conflicts are dealt with in a proactive and constructive manner
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UNICEF encourages people to express diverse opinions
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Women and men are treated equally in this office/division/centre
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There is no favoritism or discrimination in UNICEF
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The workload is distributed fairly
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Organizational sanctions are used to deal with inappropriate behaviour
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We take calculated risks to achieve organizational goals rather than playing it safe
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We work in an atmosphere of trust
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UNICEF knows how to recruit people with the competencies it needs, when it needs
them
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To meet the organisations goals in the future, UNICEF will need to recruit new people
with new skills
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MY OFFICE/DIVISION MANAGEMENT
Managers have the competencies to do their jobs well
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Managers have good people management skills
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Managers have been appointed because of their competence and leadership capacity
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MY SUPERVISOR

My supervisor recognizes me for good performance
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My supervisor coaches and supports me when I need it
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I have completed a performance review with my supervisor in the past 12 months
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| feel comfortable telling my supervisor when | have a problem at work
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My supervisor encourages me to use my initiative and judgment to achieve my work
objectives
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My supervisor helps me to prepare for future developments in the organization
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MY EXPERIENCE AS A SUPERVISOR

I have a good understanding of UNICEF Human Resources policies and procedures
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In UNICEF, | have the tools and support | need to manage staff effectively

100 -+

80 +

60 -

40 -
N I I

0 _

EAPRO CEE/CIS ROSA TACRO WCARO ESARO Other Overall
Centres

I am confident of my ability to manage my team
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When | first became a supervisor, I received training and support to develop the
competencies needed for the job
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I have completed the performance evaluation for all staff reporting directly to me for
2005
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I am held accountable for completing fair and frank performance evaluations
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Our performance management system allows me to encourage high performance
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Our performance management system allows me to address under-performance
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UNICEF HR systems give me the management information I need to meet my HR
responsibilities
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With my staff, | am ready and able to discuss, advise and act in relation to:

- objective setting and work planning
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- Personal development and career development
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- managing stress/work-life balance
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- their fit with UNICEF/possibility of leaving UNICEF
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- benefits and contractual issues (renewal of contract, abolition of post)
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- grievances
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LEADERSHIP IN UNICEF
Senior managers set and communicate clear goals which staff can follow
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Senior managers model the 'UNICEF Guiding Principles For Staff Commitment and
Conduct' in their daily actions
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Senior managers are effective in leading change
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Senior managers communicate the implications of UN Reform for UNICEF's work
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UNICEF has clear, effective mechanisms for identifying and developing future
leaders/managers
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UNICEF INTRANET
I can readily access information on UNICEF human resource policies and procedures
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I make frequent use of the Learning Web
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The UNICEF Intranet is a useful source of information and tools for personal and/or
career development
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I regularly consult the UNICEF vacancy bulletins online
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Depending on my query, | know where to get HR advice
100 -
80 - 69
4 58 57 59 62 63 60
60 - 50
46
40 -
20 -
0 - : : : : : : : :
EAPRO CEE/CIS MENA ROSA TACRO WCARO ESARO HQ Other Overall

Centres

23



HR advisors/administrators provide advice in a timely manner
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My queries are dealt with in a friendly, courteous manner
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HR advisors/administrators take action to come up with solutions
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THE ADVICE | RECEIVE IS HIGH QUALITY:

- on HR policy and practice
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- on personal development and career development
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- managing stress/work-life balance
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STAFF ASSOCIATION

I know who my staff representative is
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I am clear about the role of my staff association
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I have often sought help/advice from my staff association
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HUMAN RESOURCE POLICY AND PRACTICE

UNICEF HR policies are clear and easily understood
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UNICEF HR policies are fairly and consistently applied
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How would you rate UNICEF's overall performance in the following HR practices?
- Recruitment and Selection

100 -
80 -
60 -
40 -
28 o5
B J B I I I I l
N N B
EAPRO CEE/CIS MENA ROSA TACRO WCARO ESARO HQ Other Overall

Centres

27



100

80

60

40

20

100

80

60

40

20

100

80

60

40

20

Contractual arrangements for staff

]lllllllll

EAPRO CEE/CIS ROSA TACRO WCARO ESARO

Staff placement and staff rotation

Other
Centres

Overall

Staff Retention

J--IIII-IL

EAPRO CEE/CIS MENA ROSA TACRO WCARO ESARO HQ Other Overall
Centres
27
22 23
20 15 16 19
10 11
N O [l .
| B | | | | B -
EAPRO CEE/CIS MENA ROSA TACRO WCARO ESARO HQ Other Overall
Centres

28



100

80

60

40

20

100

80

60

40

20

100

80

60

40

20

Succession Planning

0

12

N

EAPRO CEE/CIS

ROSA

Staff development and learning

TACRO WCARO ESARO

J-llllll

Other
Centres

Overall

2I5 -

EAPRO CEE/CIS MENA

Career Development

J--

ROSA

TACRO WCARO ESARO HQ

Other
Centres

15

Overall

i

EAPRO CEE/CIS

ROSA

TACRO WCARO ESARO

Other
Centres

Overall

29



How would you rate UNICEF’s performance for the following HR-related practices?
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Assignment of benefits and entitlements
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- Staff well-being and stress management
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- Staff security
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HUMAN RESOURCES FUNCTION
The Division of Human Resources (DHR) acts as a strategic partner to managers in
meeting the organizational goals
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DHR has the appropriate competencies/HR expertise to support managers in meeting
organizational objectives
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DHR has a good understanding of HR issues in field offices
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RO HR acts as a strategic partner to managers in meeting the organizational objectives
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The appropriate HR expertise is available at the regional level
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STRATEGIC HUMAN RESOURCES MANAGEMENT

The responsibilities of the HR function at HQ, regional and country levels are well
defined
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UNICEF has a well resourced plan for meeting the organisation's future human resource
needs
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Human resources management is recognized as the responsibility of all managers at all
levels in UNICEF

100
80 -
60 -
40 -
20

ollllllllll

EAPRO CEE/CIS MENA ROSA TACRO WCARO ESARO HQ Other Overall
Centres

HR CAPACITY IN THE MTSP FOCUS AREAS

UNICEF needs to increase its HR capacity in the following MTSP focus areas:
- Focus Area 1: Young child survival and development
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- Focus Area 2: Basic education and gender equality
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- Focus Area 3: HIV/AIDS and children
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- Focus Area 4: Child protection from violence, exploitation and abuse
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- Focus Area 5: Policy advocacy and partnerships for children's rights
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EMERGENCY RESPONSE

UNICEF can respond to major emergencies with 'right people, right place, right time'
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ANNEX THREE—TALENT MANAGEMENT
|

These notes have been drawn from reports compiled by Maria-Solange Auteri in DHR
Jollowing two meetings with DHR staff to discuss the progression of the Talent Management
Lever.

The context

During the DHR retreat of 4-5 April 2000, it was highlighted that the there is
the potential for overlapping areas of work between TMS and OLDS. On the
basis of this first discussion, RSS, TMS and OLDS worked for 3 days to agree
on the main functions/division of roles with respect to Talent Management.

The group! agreed on the main mission of Talent Management in UNICEF:

“Talent management is a holistic approach that is founded on the
premise that all individuals have talents which should be expressed
and developed and which contribute to individual satisfaction and
results for children, women and UNICEF.

In an enabling environment, effective talent management contributes
to a high development and performance culture where staff are
prepared for current and future roles in an ever evolving context.
Accountability for Talent Management is shared among individuals,
managers and UNICEF.”

Principles
The basic principles of Talent Management within UNICEF were determined
as follows:

® Allindividuals contribute to organizational results;

® All individuals have the right to developmental opportunities irrespective
of their career trajectory;

Talent and development must be linked to organizational needs;
Continuous learning is the foundation of a learning organization;
Capacity for self assessment has to be developed;

Feedback has to be a main component of the basic managerial skills;

Opportunities have to be cleatly defined for each category of employees
(P, NO, GS) and communicated widely and transparently to staff.

! Judith Hushagen, Steven Allen, Rohini De Silva, Dushyant Joshi, Rudolf Messinger, Aboubacry
Tall, Umar Iftikhar, Anders Pettersson, Michael Bickel, Christine Nylander, Barbara Brown,
Mariam Kakkar, and Thierry Bernier
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Functions
The main three functions that were identified as fundamental in a UNICEF
Talent Management System were:

® Recruit talents who have the capacity to grow, and continuously develop
them;

® Reward performance (at all levels);

@ Nurture high potential leadership.

Components

The Talent Management System will fit within the larger staffing strategy, based
on defined organizational results. However the main components of the system

were identified as follows:

® A competency Framework - built on behaviour and is evidence based -
that can define talent and high performance;

® A recruitment process that considers external talents, and the placement
and promotion of internal ones;

® A system of exit interviews that allows the Organization to understand
better its weaknesses;

® A career map (vertical, horizontal and transversal) that explains to staff
members how to move within the Organization, but which emphasises

career self-management;

® An internal communication strategy that allows staff to understand
changes and opportunities in a transparent and continuous way;

® Learning and development.
®  Map, including development suggestions, also integrating emergency;
= P2D;
*  Orientation, induction and mandatory Learning Programmes;
*  Coaching, mentoring, exposure, etc.
@ A system of rewards and recognition;
® An cffective Performance Management System, based on:
"  continuous evidence-based coaching and feedback by managers, and
* a mechanism of rewards and sanctions for managers (who will be
measured against programmatic/operational functions as well as their
people development results);
® Technology and mechanism for monitoring and tracking managers

and professionals that will allow UNICEF to “tag” and differentiate
between technical and managerial expertise.

The process interrelations between RSS/OLDS/TMS are captured in the
diagram below:
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Roles of Others

Planning Unit
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Organization and Learning Development
Main priorities (OLDS has to work on all these areas, probably through the
creation of a cross functional team composed by RSS, TMS and PALS):

® Revise the development and learning maps already established or start
again as needed;

® Review or develop policies on budget, training and contractual
arrangements for continuous learning which reflect the desired outcomes
of the TM best practices;

® Review the “Orientation and Induction programme” make it mandatory
for newly appointed staff across the organization. The DHR++ functional
Network should be accountable for Regional and Country levels;

® Include the Emergency Preparedness Programme as part of the
organization’s Learning Strategy;

® Assess the competencies of line managers and hold them accountable for
their attitude towards coaching supervisees, suggesting learning
programmes and identifying stretch assignments or staff exchanges that
can enhance the competencies and the skills of their staff.

Succession planning

The creation of a succession planning pool based on objectivity, fairness and
transparency is pivotal for the future generation of managers, and in the interim
period a system to fast track leaders need to be defined. In terms of creating
such a pool, it has to be clarified what it means to be in the pool, and a Map of
Representatives has to be created. Both issues have to be discussed further and
a working group will be set up.

Performance Management and award/reward system

The issues of performance management were discussed again, but no specific
actions ot accountabilities have yet defined. It was agreed that the Performance
Appraisal System has to be tackled by targeting specific groups and through
focused action:

@ Resident Coordinator assessment;
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@ Representatives assessment;

® Partnership for joint assessment centre (with UNDP or other bodies) of
P5 and P4 for identifying the next generation of managers

® Strengthening the self assessment process;

® Communicating the importance of “candor conversation” on performance
between supervisor and supervises.

Regarding awards and rewards, there was a broad agreement that it is difficult
to find appropriate rewarding mechanisms in the Organization, and that a menu
of options should be developed from which individuals should be able to
choose. The menu might include:

® Training beyond the package — stretch learning;

@ UNICEF “gadgets”;

® Access to “goodwill ambassadors” (probably national);

® Field assignments.

More thought has to be given to:

Comparability of awards/rewards;

Eligibility;

Guidance/Communication of criteria;

Responsibility of a “deciding” group;
® Team versus individual award system.

Career paths - a focus on JPO and YPP

According to the new DHR structure, the responsibility for YPP has moved to
the HR Officer handling the JPO Programme. Little has been done so far due
to workload of the JPO programme and SSA at this stage. In the second half of
2000, the SSA responsibilities will move from TMS to RSS, and a review of the
YPP status will be undertaken by December 2006 (support of a consultant has
been requested). Until then, business will continue as usual in handling the YPP
Programme.

TMS launched a survey with respect to the JPO programme in December 2005
to assess two areas: supervision, and learning and training. The analysis was
finalised in April 2000, and the information has already been shared with the
JPOs stationed in EAPRO, ROSA and TACRO. The survey highlighted a need
to improve the supervision of JPOs, and plans will be put in place to address
this area with line managers in the next few months, with a draft action plan to
be proposed in September 2000.

Also by September 20006, the final results of the survey will be communicated
widely and a further communication will be targeted for Reps and JPOs’
supervisors.

In terms of catreer progression for the P2/P3 (JPO/YPP) and in order to
streamline emergency in UNICEF career path, the group will work on analysing
a possible path to make an Emergency Duty Station as a second post for the
two abovementioned categories. A proposal will be ready by September 2006.
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Next Steps

By 30 September 20006, the pending issues will be defined, integrated in
UNICEF policies, communicated throughout the Organization and the
implementation will be carried out by TMS/PALS/OLDS by the end of
December 2006/January 2007.
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Human Resource Management within the Broader Context of UN Reform

UNICEF is not alone in facing the need to significantly change its approach to HRM.
Other agencies are grappling with or have grappled with similar issues at both the surface
and deep levels. For example a review of the culture within UNHCR published in May
2005 identified many cultural issues that mirror those found in UNICEF. The primary
recommendations in that report focused on the need for a significant investment in
management and leadership development, a more rigorous approach to planning, less
conflict and competition throughout the organization, and greater accountability.

In his follow-up report to the outcome of the Millennium Summit released in March 2006
and in his summation of the situation within the UN Secretariat, the Secretary General
echoed many of the issues highlighted in the SRHR Diagnostic Report. In particular he
stated that :

e Recruitment needs to be targeted, proactive and faster.

« Staff mobility should integrate headquarters and field staff.

o Career development should be fostered through targeted training, mandatory
requirements for advancement and diverse career paths.

e Contracts should be streamlined and conditions of service harmonized.

e A major new leadership development plan covering recruitment, training and
career development is needed to build middle and senior management capacity.

e Guidelines should be modified to allow the Secretariat to consider all options for
alternative service delivery, including identifying the potential for relocation and
outsourcing.

o Systematic cost-benefit analyses of the potential for relocation and outsourcing in
select administrative services should be completed in the next 12 months.

e The budget and planning process should be explicitly linked to results and
managerial performance, as part of a more rigorous monitoring and evaluation
framework.

o Dedicated resources should be appropriated to the change management process,
in particular in the early stages of the process, where resources will be needed for
a change management office and staff buyout.

The visions, goals and proposed steps in this strategic framework reflect many of the
proposals and actions outlined by the Secretary General, and will be key to ensuring that
UNICEF is a leader in the process of UN reform.



Twelve Questions from the Terms of Reference

In UNICEF’s Terms of Reference for the SRHRM, twelve questions were
posed. The questions were important for framing our initial thinking during
Phase I (Inception and Rapid Assessment) and Phase II (Diagnosis). However,
we moved beyond these questions as we began to organize our data and to
develop models and frameworks to move the organization forward in Phase I11
(Strategic Framework).

In this section we revisit and reflect on those original questions.

1. Does UNICEF have clear and workable HR policies relevant to the
strategic goals of the organisation? What impact is UNICEF HR policy and
practice having on the achievement of UNICEF strategic goals?

Chapters 4, 5, and 6 of the HR manual have been streamlined and
revised. Several additional policies are being revisited or revised,
including some that currently work against the strategic goals of the
organization. Examples of specific policies that have been raised during
the Review and have been or are being revised include:

0 All policies that touch on learning and development;
0 HR-time in grade;

0 SSA/appointment of consultants;

o

Recruitment and selection, including the role of APC/SAP
and technical reviews, and the issue of giving preferences
to certain groups; and

0 Policies around contracts.
Policies must be continually reviewed, especially in light of larger
organizational reforms.

Of equal concern, we discovered it was as much the various
interpretations and applications of the policies and the processes
through which they are implemented as the policies themselves that
caused problems.

O Staff have learned to “shop around” for the most
favourable interpretation of policies.

O Managers do not apply policies with the rigour they could.

O Both the policies and their application must be considered
and monitored.

HR has begun to streamline its policies, but it will be some time before
the results are felt by staff and managers; greater clarity on the roles of
HQ and the RO at a general level will help.

2. How well suited are UNICEF HRM policy, process, employment contracts
and budgeting to the long term maintenance of a skilled UNICEF work
force?

The budgeting process is a major concern and has too much influence
on contracting arrangements. This must be dealt with through the
Organizational Review and the Process Review. There are varying
opinions on where the issues really lie and how much flexibility actually
exists to address some of these concerns.



Numerous contracting issues have been raised throughout this review
and they are being addressed through the HRM Polices, Processes and
Procedures or Budget Levers.

That being said, it appears that the contracting procedures offer more
flexibility than many managers believe or are exercising.

The ICSC is discussing changes to the 100/200/300 seties which may
have implications for UNICEF. (UNICEF does not currently use the
300 series). However, as changes have not yet been determined it is too
carly to know what the actual impact will be.

Current practice contributes to long-term maintenance of a workforce,
but not necessarily of a skilled or appropriately skilled workforce. We
have asked whether UNICEF has such attractive conditions that it is an
employer of choice but is not necessarily attracting and retaining
employees of choice.

The issue of contract renewal is a complex one. While it is explicitly
stated in the Letter of Appointment that a Fixed Term appointment
carries no expectation of renewal, an expectancy may result from the
surrounding circumstances. UNICEF Core Staff are normally granted
an initial two-year fixed-term appointment which may be renewed
subject to fully satisfactory performance, organizational needs and
availability of funds. UNICEI’s Human Resources Policy and
Procedures Manual (Chapter 14) states that all recommendations for
the non-renewal of fixed-term staff members with four or more years
of service be submitted for review, together with supporting evidence,
to the appropriate bodies (APC or SSR). Therefore, the effective use of
this contracting system depends on the manager and the organization
being explicit about the duration of the contract with the staff member
and not creating expectations that an automatic renewal will take place.

Staff benefits and entitlements are defined by the ICSC and although
they were explored as a line of inquiry they were not selected as a lever
of change. However, there are issues to be looked at here, as outlined in
Annex I of the Phase II Diagnostic Report.

UNICEF’s investment in and approach to learning and development
needs re-positioning to ensure that staff are appropriately skilled.

Are the accountabilities for HRM clear, understood and fulfilled?

No they are not. And more work is needed in this area. It is of some
concern that only 35% of managers in the staff survey agreed with the
statement “Human Resource management is the responsibility of all
management at all levels in UNICEF”.

Within DHR itself, and more important within DHR++, there is still
work to be done. Conversations have begun within the units in New
York to clarify potential overlaps, bottlenecks and synergies, but these
will need to be continually monitored.

Overlaps and gaps also exist at the levels of headquarters, regional
offices and country offices. A pilot program will begin in the fall to
enhance delegation and clarify roles. However, all of this must be
revisited in view of any structural changes to come out of the
Organizational Review.

The role of the line manager in HR has not been completely clear or
completely accepted. Work on the Line Managers lever has clarified the
role of line managers with respect to HRM; the systems and the
managers’ managers have a role to play to make sure this permeates the
culture.



4. What progress has been made in the implementation of the Brasilia strategy
and what factors underlie UNICEF achievements and failings in improving
HRM?

= The five elements of the Brasilia Consensus on Human Resources in
UNICEF! included:

0 Development and application of a corporate HR strategic
planning capacity;

0 Implementation of a thorough revision of our recruitment,
selection, placement, rotation and exit procedures, so that
UNICEF has “the right person in the right place at the right
time”’;

0 Development and implementation of a policy on career and
staff development that is based on the three-partner approach
(staff member, line manager, organization);

O Refinement of a results-based performance management
system for teams and individuals; and

O Building of an enabling and respectful environment that
promotes staff security, occupational health and safety and
work-life balance, and that embraces gender and cultural
diversity.

* Although some progress was made, that many of the same issues are
still coming up attests to inadequate progress overall, especially given
the time and energy already devoted to this process.

= P2D and certain staff welfare initiatives have been appreciated.

*  Despite doing more HR planning and carrying out other initiatives, HR
is still not seen as a strategic partner.

» The failings have consisted mainly of a lack of action at the deeper
level. Change efforts to date have focused on surface issues: changes to
tools or to processes, rather than to attitudes, mindsets, culture and
systemic interactions.

*= A lack of demonstrated commitment to the changes by senior staff is
constantly mentioned as an obstacle to change. This remains a concern.

5. To what extent does UNICEF staff have the appropriate competencies to
meet the organization’s strategic goals, including priority areas as defined in

the MTSP 2006- 2009?

* A competency gap assessment was not within our purview and would
be necessary to provide an unequivocal response. However, there are
perceptions at all levels of the organization that there are current gaps
and, perhaps more important, that UNICEF does not have what is
needed to position itself well for the evolving environment.

= Steps to improve recruitment are taking place, but improving the pools
of candidates and accelerating the process still need attention.

* There are significant concerns that competency requirements atre
changing but that the staff competencies are not evolving to meet these
needs. UNICEF continues to draw on the same pool of internals, and it
does not at this point have a strategic approach to learning and
competency development.

* The staffing strategy is critical to ensuring that competencies evolve
with the evolving needs of the organization.

1 Brasilia Consensus on Human Resources in UNICEF, 22 March 2002.



* The comment that “if you don’t know someone you don’t get a job in
UNICEF” works against getting the right people to even apply even if
it is not a global concern.

To what extent do managers in UNICEF have the competencies to
effectively manage resources (human and financial) to achieve the
organization’s goals and motivate their teams?

* The staff survey suggests that managers believe they have the
competencies but that the staff around them do not necessarily concur.
This must be addressed in the recruitment/promotions, training and
staffing strategy elements.

* There is a concern that people-management competencies are not
valued in UNICEF. Until that aspect of the culture changes, training
and other developmental steps in this area will not have the desired
impact.

To what extent do UNICEF management culture, management structures
and HR systems encourage or constrain effective HRM?

* The management culture is a definite constraint. People management is
not valued, there is no evidence that it currently affects career
movement at all, the current performance management system is
viewed as totally lacking in credibility and relevance, and managers
avoid dealing with performance problems. Yet some individual
managers do manage well under these constraints. The challenge is to
have a culture and systems that encourage and support @/ managers to
practise effective HRM.

» There is inadequate clarity regarding accountability, and there are
virtually no processes in place for making managers accountable, other
than for financial issues.

»  Significant concerns related to the work environment were identified in
the Gender Parity Report.

»  Of significant concern is that none of this is new. The BAH study in
1994 identified many of the same issues.

To what extent do UNICEF (non-financial) rewards, incentives, and
sanctions encourage managers to be effective in their management of
human resources?

* We could not find evidence of a systemic approach to rewards (only
individual actions). However, as part of the implementation of the
Talent Management lever, a working group has been set up to design a
UNICEF-appropriate awards/rewards mechanism.

* Sanctions do not seem to be a part of the UNICEF culture, and we
found little evidence of them.

» TLack of rewards/sanctions has a significant impact on the ability of the
organization to hold people to account or demonstrate the value of
effective performance management.

To what extent is UNICEF HRM helped or constrained by the HR
regulations and procedures of the United Nations system, and to what
extent is it free to be creative in generating its own HRM solutions?

®  Within the Stff Regulations and Rules there is a certain amount of
flexibility where UNICEF can identify and develop its own solutions
and policies.



10.

11.

UNICEF is not constrained by human resources procedures of the UN
system, because the procedures (the how) is entirely up to UNICEF.

In 1947, UNICEF received full delegated authority from the Secretary-
General to apply the UN Staff Regulations and Rules “governing
recruitment and other personnel actions” with the provision that
UNICEF staff members be accorded comparable treatment to other
UN staff. On the basis of this delegated authority, UNICEF does have
some flexibility in determining HR matters.

As UNICEF is mainly field-based, it issues its own policies and
procedures when possible, necessary and desirable.

Specific policies have been identified as requiring adjustment, and the
Policy and Administrative Law Section (PALS) is looking into them.

There is certainly a strong perception that UNICEF is constrained by
the UN system; however, in many cases, this may be more of a
perception than a reality. Each policy that is seen to block progress
should be evaluated by those in a position to determine whether it fits
under UNICEF’s delegated authority or not.

Ongoing UN reform will certainly have an impact on HR rules and
regulations.

UN reform may provide an opportunity for UNICEF to strengthen its
position of influence in the UN family of organizations.

Does UNICEF have the appropriate HR expertise to support the
realisation of its strategic goals, both in DHR and across the organization?

The new HR systems will help, but they will not be enough to alter the
perception that DHR is a personnel administration section with people
who lack the expertise needed to be a strategic partner.

More work needs to be done in DHR itself with respect to competency
profiling, better sharing of information and clearer roles and
accountability.

Discussions on standards of service and consistency across Human
Resource Officers (HROs) will help if decisions are implemented as
discussed.

DHR++ must reverse the perception that it is not a professional,
service-oriented division.

To what extent do UNICEF levels of investment in HR personnel and
systems encourage or constrain effective HRM?

The investment in the I'T systems will help, and they are none too soon.
However, such systems are just a tool, and they should not be viewed
as the solution itself. Phase II of SAP should further help streamline
the processes.

The Global Service Centre (GSC) has been established to provide
improved levels of service with respect to transactional HR setvices, as
well as improved access to information for UNICEF staff. However,
unless those working within the GSC develop a strong sense of client
orientation, the Centre is at risk of not meeting its full potential.

UNICEF’s learning budget is significantly lower than that of its
counterparts in the UN system. Despite this, the learning budget is not
always fully spent during the year. The impact of the 2006-2009
Learning Strategy is not yet being felt throughout the organization.

No staffing competency review of DHR was undertaken as part of this
project. Despite this, we know that there are concerns about how many



staff there are in certain positions and how staff are matched to jobs
within DHR and across DHR ++.

* The DHR++ network is not yet adding the value that it could.

= DHR aspires to become a strategic partner, and the managers and staff
of UNICEF are expecting no less.

12. How efficiently and cost-effectively deployed are the staff resources within
the Division of Human Resoutces, and other HR related posts globally?

*  Deployment is neither as efficient nor as cost effective as it could be at
this time. This is because there is no clear or shared understanding of
the vatious roles of headquarters, regional offices and country offices.
Staff themselves agree there are overlaps and duplications and probably
gaps and missed opportunities as well. The staffing strategy, HR
competence and technology all influence the response to this question.

* We have raised the issue of strengthening the functional networks so
that the outreach of DHR from headquarters through the regional
office to a country office is more coherent and adds greater value at all
levels and for everyone.

Clear roles and effective deployment will enable DHR to become a strate
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