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A fast-changing global landscape

@ {o}

Geopolitical Economic Rapid expansion of Sharp declines
instability pressures new technologies in funding

In response, UNICEF launched in March 2025 the Future Focus Initiative to identify the strategic, structural and operational adjustments
needed to deliver on the 2026-2029 UNICEF SP (approved by the Executive Board in Sept. 2025).

/ Funding Scenario Planning\ / Cuts on Core Budget \ / Adjustments across UNICEF \
* 25% cutto HQ & RO core
:

budget allocations

-20% projected decline in overall

income for 2026-2029, including a

substantial reduction in Regular o <I I;

Resources from the public sector, * 10-15% cut to CO non- .
Increase the share of resources reaching

id signifi . rogramme budget allocations . . .
amid significant ODA cuts PR & children, while ensuring systems, structures

and ways of working are affordable, agile,
enable delivering results at scale, and ensure

coherence & complementarity with the
K / \ / Qecretary-General’s reform agenda. / 2
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Objective and Underpinning Principles of the FFI [ Future Focus initiative |

Objective: to strategically reposition UNICEF to enable it to deliver on the ambitious targets of the 2026-2029 Strategic Planin a
constrained financial environment.

To this effect, the FFl was developed anchored in seven underpinning principles:

Staff Support Results for children

Ensure support to staff Safeguarding RR allocations to
welfare and wellbeing country programmes.

Engagement
Enable participation and

engagement by all staff at all Agility
levels Enhancing UNICEF’s ability to be more
structurally, functionally and
operationally agile and adaptive
Coherence . vee .

Ensure UNICEF structures and ways
of working are complementary and
mutually reinforcing

Underpinning
Principles

Affordability
Right-sizing UNICEF’s organizational
structure to the projected financial

Future-focused scenario

Reposition UNICEF to be future-ready in line with the
ambitions of the SDGs, the 2026-2029 UNICEF Strategic
Plan, as well as the UN80 and Humanitarian Reset



FFI’s Six Workstreams

Establishing 4 global Centers of

Excellence (CoEs)

Four CoEs in Amman, Bangkok, Nairobi,
and Panama providing high level technical
assistance to Regional & Country Offices,
and partners.

They include a diverse network of
expertise delivering evidence-based and
context-specific solutions.

Relocating to lower-cost
places closer to the field

Around 70% of HQ staff will relocate from
New York and Geneva.

More cost-efficient locations closer to the
field.
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Digital Impact

Digital capabilities will be unified under
one framework.

This integration will bring together
technology, innovation, and Al to
increase efficiency, resulting in a single,
agile, and scalable digital network.

Common Service Centres (CSCs) will
continue to be used/established where
UNICEF has or will have co-locating
offices or divisions, with other agencies.

Streamlined support functions.

Support to offices through a catalogue of
services

Consolidating HQ & Regional

Offices

ECARO and MENARO merge into one
regional office in Amman.

ROSA and EAPRO merged into one regional
office in Bangkok.

DAPM and GoRAF merged to form the
Office of Strategy and Evidence (OSE) in
Florence.

Country Office capacities will be
reviewed according to updated
typologies and shared services will be
expanded to increase efficiency.

Multi-Country Offices to be established
where appropriate.

Shared services will be expanded to
increase reach and efficiency.
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Establishing 4 global Centers of Relocating to lower-cost Digital Impact
Excellence (CoEs) places closer to the field
 All4 CoEswent live early January 2026. * Assessments and supportto confirm * Technical assistance platform (REACH)
receiving offices' readiness and operational launched in June 2026.

* All CoEs are fully functional, with more capacity are complete.
than 4400 Technical Assistance requests * Tracking and monitoring systems are in * Itisnowin use across the Centres of
from 135 country & regional offices to place, covering about 950 planned Excellence, Regional and Country
date. relocations in total. Offices.

* The phased relocation of staff continues as
planned: 85% by end September 2026, and * Additional components which will
over 90% by end March 2027. strengthen the functionality of this
platform will continue to be developed.
\ J \_ J
Consolidating HQ & Regional
Offices

* Finance, Contracting and HR services are * DAPM and GoRAF divisions have *  Five new Multi-Country Offices are being
now live in the Nairobi, Amman, Panama consolidated into the Office of Strategy & formed by merging 16 offices: the
and Bangkok CSCs. Rome office is using Evidence (OSE)-Innocenti in Florence since Caribbean MCO (Eastern Caribbean
WFP's CSC. January 2026. Area, Guyana-Suriname, Belize,

* UNICEF also supplies payroll, payments, + The Asia Pacific Regional Office in Bangkok Jamaica), the Sri Lanka-Maldives MCO,
HR admin & learning services to UN- was activated in July 2026. the BNLE MCO (Botswana, Namibia,
Women and ITU through GSSC. * The consolidation of regional offices ECA Lesotho, Eswatini), the Madagascar—

* UNICEF co-leads four HLCM efficiency and MENA, in Amman, will be completed Comoros MCO, and the Europe MCO
streams and participates in Common by 31 December 2026. (Romania, Bulgaria, Croatia, Greece).
Back Offices in several countries. L y
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2026-2029 Quadrennium
(in US$ Million)

HQ & RO Cost Reduction
Cost reductions from

HQ and ROs total
$496 million and

from COs total $144
million.

Total Cost Reduction

The total costs reduction in core
resources achieved by COs, ROs and
HQ divisions combined is

approximately $640 million for the
quadrennium.

The amount is inclusive of $49
million cost reduction achieved
through HQ offices/divisions

relocation.

Post & non-post Cost Reduction
The cost reductions are mainly
achieved through reduction in
positions, reducing the cost by
$550 million and supplemented
by reductions against non-post

costs totaling $90 million.



N

The Impact of Change - Reductions in staffing structure unicef@ |for every chid

[ Future Focus Initiative ]

Summary of total FT post changes, impact across IP, NO and GS posts

17,260 Total Net Reduction: 2542 FT posts

080w (15%)
POSBEHDD 14,718
00000006 00000
23352222
it a I scscenee
::z::::: - At D+ level': 12% net reduction 00000000
GHEHOVLDO . At P5/NOE: 20%/100%?2 net reduction ::::::::
:::::::: . At P4/NOD: 18%/1% net reduction 00000000
[ETORN T TaT. Euy - At P3/NOC: 22%/7% net reduction ::::::::
:::: :::: .« AtP2/NOB: 30%/10% net reduction SLeHEDES
1 £ 1 3 1 1 } | . AtP1/NOA: 29% net increase 3/17% net reduction ::::::::
:::: :::: - GS posts: 15% net reduction SHBOGEERS
00000000 260 ee8e
:::::::: ;Includes heads of office at HQ, regional and country levels. ::::::::
00000000 Concerns two NOE posts. 00000000
........ 3P1 posts increased from seven to nine. ........

Initial number J Net Remaining

of posts Posts
(2025 baseline)

UNICEF is developing a strategy to promote the hiring of young professionals - including a Young Talent Programme
to attract and develop early-career staff.
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High-level UNICEF Organizational Structure

Office of the Executive Director Office of the Secretary of the

Executive Board

Executive Director

Legal Regulatory Independent Offices
Counsel Framework Office of
Team Secretariat Internal Audit Evaluation Ethics Office
and Office
Investigations
Humanitarian Action and Supply Management Partnerships Programmes Regional Offices
Division of S Public Office of
Office of : : Division of Division of Global Global
Financial and . ivision of Glol Strat d
Supply Division Emergency e People and Partnerships Communications rategy an Programme APRO ECAMENARO
P Administrative Culture and Resource and Advocac Evidence - Division (Bangkok) (Amman)
rogrammes Management Mobilization / Innocenti
; |
Global Shared . Private
Services Digital Impact Generation Fundraising _ ESARO LACRO
Centre Division Unlimited and Office of (Nairobi) (Panama City)
; Innovation
Partnerships
Chief Risk Administrative Centres of Excellence WCARO
Office Law Unit (Dakar)
* Education & Child Protection (Amman)
» Child Survival (Nairobi)
* Children & Climate Resilience I
(Bangkok)
* Child Poverty (Panama City)
Country Offices
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Staff Support Measures

An integrated package from March 2025

Time-bound measures:

Mar 2025 Jul 2025 Oct 2025 Jan 2026

Apr 2026

Priority for staff on abolished Fixed Term posts, then Temporary Appointments and UNVs, ahead of
consultants and external applicants (per UN HR rules) - temporary assignment with retention of FT
entitlements - mobility exercise postponed - SLWOP up to one year

Key measures
(most expired 31 Dec 2025)

833 positions advertised - 745 offers issued - priority at Concise Review for
abolished-posts, SLWOP and ended-secondment colleagues; Comprehensive
Review open to all personnel, then external

Global Ring-fenced
Recruitment (GRRE)

Voluntary Separation Two rounds - 195 applications - 178 eligible applicants - as of February 2026‘
|

Scheme

Under UNICEF Policies and Procedures throughout: six-month notice of abolishment for staff on fixed-term appointments - priority in fixed-term recruitment

Continuing when deemed suitable, in line with the UNICEF Procedure on Staff Selection.

provisions

Calendar for relocation to other duty stations adjusted to the extent possible to accommodate specific individual/family circumstances. Assistance also
provided to staff for transition to early retirement and leave without pay.

Support provided so far:

r

Career transition & learning

7,000+ staff engaged in clinics and workshops
2,500+ hours of multilingual coaching

500+ participants in peer coaching and global mentoring,
alongside self-directed reskilling

Staff Support Unit & P&C

2,800+ inquiries managed with Staff Associations and
wellbeing partners

P&C Business Partners implemented FFl decisions and
provided Senior Leadership Support

A dedicated SharePoint hub served all staff, with restricted
pages for applicants and panels

Wellbeing, managers & culture

24% of staff reached by the “Managing Change with
Purpose” initiative.

9,000+ staff given tailored culture support; Culture
Pathway for a Future-Focused UNICEF being developed.

Wellbeing & psychosocial support were also
strengthened through Conversations of Care, Listening
Hours, and Mental Health First Aid training.
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Townhalls & Global
Conversations

Periodic townhalls and global
conversations creating further
opportunities for staff engagement &
dialogue across the Organization.

FFl SharePoint & Q&As

A central platform with
comprehensive sets of questions
and answers available to all staff.

Staff Association

Engagement

Bi-monthly meetings of the Global and
Regional Staff Associations and ERGs
with DED Management, the Director of
People & Culture, and the Director of
Change Management.

Pulse Check

16 March-10 April 2026: 11,715
participants and a 68% response rate -
the first engagement survey since the
2025 funding crisis.

e-FFI Al bot

A dedicated Al assistant answering staff
questions, drawing exclusively on
official FFI documentation approved by
the Office of the Executive Director.

Digital channels

uMessages, periodic information
bulletins and a sustained stream of
content on ICON.

10



Coherence and Complementarity with lcef@foeevch]ld
UN8O & UNDS Reform B

from, the UNS8O Initiative and the repositioning of the United Nations Development System. UNICEF's
engagement in those agendas is reported separately to the Executive Board.

| The Future Focus Initiative is UNICEF's internal transformation agenda. It is aligned with, but distinct

For more information, please refer to:

the information note on the Repositioning of the United Nations Development System (Annual
Session June 2026)

* the information note on the UNS8O Initiative (Second Regular Session September 2026).

1
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KFFI After Action Review: To support organizational learning from the design & implementation of the FFI.

Review period: March 2025 through June 2026.

Implementation: Conducted by independent external experts, managed by the United Nations System Staff College (UNSSC).

KCompletion date: October 2026.

~

)

What the review examines:

4 )
4 Implementation R Alignment of : Key lessons, good
. . How FFl unfolds and . L o
coherence across timelines, pace and . . practices, friction
h is experienced .
the six workstreams scope points and trade-offs
Sequencing, Whether timelines, pace How the design, Related to governance,
interdependencies and and scope aligned with communication and early sequencing, communication
recalibrations across the six human capacity and delivery implementation unfolded and implementation.
FFl workstreams. realities. and were experienced
across different teams and
\_ - \_ ) offices. \_ )
s N
E, The FFI AAR will also be informed by the:
- UG [ATUER SESMTEEs [Een eemeusize (o) e Results of the Pulse Check of March-April 2026
Division of People & Culture
\_ J
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