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I EXECUTIVE SUMMARY

An indapendent Commission, wunder the chairmanship of Mr.
Knut Hammarskjold, was appointed by the Director-General of
Unesco, Mr. Federico Mayor,[%o advise m on ways and means
of improving staff efficiency and management in the Unesco
Secretariaé} thereby adapting it to the requirements of the
Medium Term Plan 1990-1995. The six-person Commission was
appointed on 5 December 1988 and completed its work one year
later, on December 1989,

The Commission's report addresses three main areas:

Management style and effectiveness

1

Organizational structure and system

Human resources, management and personnel policies

- Management Style and Effectiveness

In making its recommendations, the Commission was guided by
its view of what a renewed and dynamic Secretariat would
look 1ike. This perspective is reflected in the following
principles or guidelines:

- move authority and responsibility down through the orga-
nizational hierarchy to the most relevant level(s);

- link responsibility with accountability and reward
throughout the Organization;

- ensure that each staff member clearly Kknows his/her area
of authority and accountability;
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- have management information systems in place that
support accountability and reward policies;

- turn traditional management thinking inside-out; "top"
management is not there to control but +to provide
support and coordination; decision-making should be
vested at the level of programme and project staff;

- increase communication both vertically and horizontally

within the Secretariat (while avoiding the mere increase
in circulating information that clogs up the operations
of the Secretariat):;

- develop a sens2 of competitive urgency at all levels in
the Secretariat and instill the awareness that Unesco
lives in an increasingly competitive world for ideas,
money and people;

- major investments in training for Unesco staff and
especlially for management to upgrade individual skills,
and to create the human resources necessary to implement
Unesco's Programme.

For many years, the staff at all levels in Unesco have work-~
ed under highly auntocratic and centralized management
philosophy. This has had negative effects on staff morale
and staff development and has severely limited Unesco's ca-
pacity to be either a leader in ideas or an effective opera-
tional player.

The Commission therefore recommends that major changes be
made in management style, including deformalization of work-
ing relationships, more communication and "openness", less
pervasive bureaucracy, and more visibility for individuals
for the work they perform. These changes will not be easy to
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achieve, and will require a change in attitudes, especially
on the part of managers.

A special effort will have to be devoted to accountability:
both in terms of cost-consciousness and meaningful evalua-
tion of programmes, projects, missions, and staff performan-
ce at all 1levels. In progressive organizations, the role of
internal audit is crucial and extends beyond financial cont-
rol to the evaluation of the Organization in meeting its
objectives. This is a key role for the office of the
Inspector General.

- Organizatlonal Sturcture and System

In general terms there 1s an evident mismatch between the
needs of the Medium Term Plan 1990-1995 and the existing
organizational structure of the Secretariat. The Commission
therefore recommends that:

- The proposed reorganization should be undertaken as soon
as possible and together with the implementation of the
Commission's other recommendations regarding personnel
policy, communications and training. Reorganization is
one component in a comprehensive package of good manage-
ment practice.

- The process of reorganization is critical to the success
of a renewed Unesco Secretariat. It should be partici-
patory and provide evidence of a new management style in
the house.

- The reorganization should be designed to strengthen
Unesco's capacity to operate intersectorally; to perform
more effectively as an implementing agency in the field:
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and to present a coherent Unesco approach to matters

within its area of competence.

- In general, the Commission favours the regrouping of
Programme Divisions to form larger clusters and a re-
duction in the number of divisional directors posts.

- Transverse structures should be established at the
intra-sectoral and inter-sectoral 1levels to implement
the interdisciplinary and intersectoral elements of the
Medium Term Plan. 7hese structures should be time-
limited and task-oriented and would require specific
allocations of staff time and relative autonomy of
action from Divisions,

- They should be headed by Coordinators at grade 1levels
similar to Divisions and Units, depending on the re-
quirements of the specific post. The transverse elements
would serve as key organizational mechanisms for imple-
menting Unesco's programme and should be provided with
adequate resources and status within the Organization to
meet this challenge.

- The Commission has made a number of specific recommenda-
tions regarding the reorganization of the Programme
Sectors and the administrative side of the House, in-
cluding the establishment of three main areas (sectors)
reporting to the Director-General;

Programme Planning and Implementation (PP)
Relations and Information (RI)
Administration and Finance (AF).

Specifically the Bureau of Personnel should be reorgaanized
in order to transform it into a dynamic, competent unit
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capable of effectively advising the Director-General and
supporting line management on personnel policies and
practices. It should provide efficient professional support
in manpower planning, job classification, recruitment, stvaff
development and training and staff/management relations.

- Human Resource Management and Personnel Policies

The Commission recommends that the present post system be
replaced with a modern job system based on a flexible re-
sponse to changing programme needs, and accompanied by
effective staff planning and career policy. Reference to
"posts" should be abolished and replaced by the term "job",
including in the Staff Regulations.

A complete job review |is necessary throughout the
Secretariat to determine the functional content of jobs and
to review the classification 1level of present irncumbents.
Unesco's staff structure is top heavy with some 45% of the
professional category at P5 level and above. A similar imba-
lance exists in the General Service, where a high percentage
of staff have reached 1levels where further advancement is
extremely difficult.

The Secretariat is an aging one with an average age for pro-
fessional staff of 48 years. A significant number of staff
are expected to retire within 5 years and this opportunity
for major new vecruitment must be carefully managed.

The Commission therefore recommends:
- a more consistent policy regarding fixed-term, indeter-

minate and temporary appointments and the use of con-
sultants;
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- that a clear distinction be made between "programme"
(i.e. career) appointments and "project" (i.e. ad-hoc,
task 1limited) appointments, and that both types of
appointment should initially be made for fixed terms:

- conversation to indeterminate appointments should be
made only after 5 years and in the context of programme
needs’;

- appointments to all management positions should be made
for fixed terms even for promotions of staff members
holding indeterminate contractas;

- Unesco should put greater investment and effort in re-
cruitment so that objectives such as geographical dis-
tribution and equality of opportunity for women are com-
patible the important principle of competitive recruit-
ment on the basis of merit;

- wherever possible, candidates should be interviewed and
assessed by objective means, 1including tests for
language proficiency; )

- the Director-General should remind staff and representa-
tives of member states that attempts to influence re-
crulitment is counterproductive to the future health of
Unesco;

- government representatives in Unesco bodies, such as the
Executive Board, should not be able to apply for
appointment as staff members until two years after their
retirement from those bodies.

The Commission has made a number of recommendations regard-
ing the improvement of the present system of staff
performance evaluation, which is regarded as presently
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ineffective and lacking integrity. These recommendations in-
clude that disciplinary action be taken against staff mem-
bers who are found to be deficient either as the subjcact of
a performance evaluation, or as the person making the

evaluation.

The Commission believes that superior performance should be
rewarded and is not in favour of a semi-automatic promotion
system based primarily on seniority as proposed by the
Executive Board Committee. It proposes a system of personal
promotions for deserving staff members at the top of their
grade who have not been promoted for a number of years de-
spite clearly suvperior performances. The payment of bonuses
for outstanding performance should also be considered.

The Commission strongly supports the need to futher efforts
in improving gender distribution within the professional and
above categories, to give greater practical effect to the
principle of opportunities for women.

Although the Commission was not able to examine the issue of
decentralization in any detail, it wurges the Director-
General to undertake a study of Unesco field offices and
field units and to develop a policy for decentralization as
a matter of urgency.

With regard to the implementation process, the Commisson re-
commends to the Director-General that once these proposals
are accepted by him, he initiate a broad-based discussion
throughout the Secretariat on their implementation. It is
the view of the Commigsion that implementation of reforms in
management style, organizational structure and personnel
policies should proceed together and immediately, in a co-
ordinated and participatory manner. Ultimately, the success
of any reform towards a "new Unesco" rests on the resolve of
management and the commitment of all staff members.
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IX INTRODUCTION

When I was asked by the Director-General of Unesco,
Dr. Federico Mayor, some months into his first full year in
office, to chair an Independent Commission to undertake a
review of the working machinery of Unesco, i.e., the Secre-
tariat, and to report to him the findings and recommenda-
tions of the Commission, I was surprised and pleased, but
reelised with some awe the implications of undertaking such
an undertaking.

Dr. Mayor and I discussed in some detail the range of quali-
fications, expertige, disciplines and experience that would
be required in the Commission. With these requirements in
mind, we chose Mr. André Chakour and Mr. Carl-Heinz Harder,
two very experienced and knowledgable "old hsnds" with a so-
1id background JIn Unesco and 1ILO respectively. Two
independunt management experts, Dr. Juan Rada and J¢rgen
Friisberg (Mr. Friisberg served as expert consultant on the
Commission), also joined the Commission, together with Dr,
Anne Whyte from the Canadian International Development
Research Centre (IDRC), who has had inside experience in the
Unesco Science Sactor.

I am most grateful to my colleagues in the Commission for
their important contributions to our common task, their hard
work, and their unfailing patience with my unorthodox way of
leading the Commission.

Mr. K.M. Angelides, Inspector General of Unesco, was desig-
nated as secretary to the Commission, and Mrs. Ulla Winter
de Hhipp‘& as administrative assistant. We are most grateful
to them for their assistance, in particular in helping us,
as members of the Commission, to find our way around the

labyrinths of Unesco bureaucracy and documentation. Mr. C.L.
Sharma, the new Deputy Director-General for Management, has
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been a plllar of strength in his assistance to me personally
and to the Commission,

Several outside consultants played important roles in the
work of the Independent Commission. Dr. Joan Kahn of
Montreal, whose area of expertise is quality assurance and
quality of working l1ife, undertook a comprehensive "diagnos-
tic study”" of the problems at Unesco secretariat. Professor
Plerre Casse of IMEDE (IMEDE and IMI are now merged into
IMD), Lausanne, assisted by Mr. Alistair Lang of Hongkong
and Mr. Gao Zhung of the Peoples Republic of China, both at
the time studying at the IMI, Geneva, prepared a valuable
report for the Commission on the human resources aspects of
the Secretariat.

Mr:. Eugene Youkel has generously provided valuable advice in
the area of human resources management for which he is owed
the Commission's recognition and gratitude.

When announcing the appointment of the Independent Commisg-
sion, the Director-General anticipated that in due course he
would nominate an Internationai Advisory Panel, representing
all parts of the World, to comment on the wurk of the Inde-
pendent Commission. In September 1989, a panel of ten seni-
or, experienced "wise persons" was appointed. They first met
in Paris on October 11-13, with Dr. Peter Wilenski, Ambassa-
dor of Australia to the United Nations in New York, in the
Chair. The panel reviewed and commented on the Independent
Commission's "Advance Report on Human Resource Management"
(20 Sept) and "Overview of Final Report" (25 Sept). For the
sake of completeness, a list of panel members and the Panel
Report to the Director-General is attached as Annex 3.1. A
second and final meeting of the Advisory Panel is planned
for 29 January - 2 February 1990.

The Commission and its individual members have been in con-
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tact with 200-300 Unesco staff at all levels, members of na-
tional delegations and national commissions, both in Paris
and on several continents, and in many cases, have had in-
depth discussions with them. We are in debt to all of these
people for providing us with insight into the thinking and
experience of the past and present. Their input, freely
given and frank, provided us with essential knowledge with-
out which the task of the Commission could not have been

carried through. The discussions we had with individuals or
groups, with management and with members of the Unesco staff
agsgsociations, were part of this process.

The Commission did most of its work within the walls of the
main Unesco building in Paris. This provided us with a
"hands on" experience of the physical, psychological, and
spiritual environment where a majority of Unesco staff at
all levels spend their working tims.

In concluding this introduction, Unesco has a Unique and im-
portant missiom carried out by many dedicated and talented
persons who are associated with the Organization in diffe-
rent ways and in different places. But realization of the
fruits of this mission and these individual persons' dedica-
tion requires a strong base, provided essentially by the
Secretariat. The Organization and especially its
Secretariat, prior to the election of the nuw Director-
General, passed through difficult experiences, including the
shock of 1losing substantial resources and a number of
qualified staff. The Commission has concluded that there is
a grave danger that the contributions which Unesco could
make in our rapidly developing and changing world will be
lost, wuniess critical reforms to the Secretariat are
instituted as a matter of urgency. This Report addresses the
issue of what form and substance these reforms should take.

Knut Hammarskjold
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IXX MANAGEMENT STYLE AND EFFECTIVENESS

A. Changing Management Style

For many years, the staff at all levels in Unesco had lived
and worked wunder a highly autocratic and centralized
management philosophy.

Staff at all levels had been selected for and trained to
execute, rather than make decisions. The result was a very
heavy bureaucracy, tedious and lengthy administrative
procedures, and slow decision-making.

Almost over night, in the fall of 1987, the Unesco staff had
to acknowledge that change and a new Management Philosophy
were unavoidable.

The arrival of a new Director-General, with a strong will to
decentralize decision-making to the appropriate level in the
Organization was Just the gstart of a comprehensive
reorientation to participative democratic steering.

The outsider who came into the clan saw an Organization
where the time factor received 1little importance, and any
sense of competitive urgency had disappeared.

It should be added that the approved 24 c¢/5 for 1988 - 1989
was conceived under a centralized system but executed under
a system moving towards decentralization. The plan was
conceived and 1implemented by the same staff, however,
creating enornwous problems for Senior Management, who value
the ducentralization of decision-making but must function
witbh a staff who does not always see thing the same way.
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The Commission finds it remarkable that, in spite of all
these difficulties, the Organization has been able to
achieve results over the last two years in moving towards

the goals set out by the new DG.

B. Motivating the Organization

The 1leaders at all levels of an organization have a great
responsibility to act as motivators for all other employees.
Even more so in Unesco, whera management's ability to
ingpire a good work morale and an interest in quality is
cruclal to success, particularly because of the scope and
size of the organizaticn. The top managers at Unesco will
not only have to understand the new organizational concept
and mandate but also their implications on the way
management performs its daily tasks. There will be need for
a ygood deal more 1interaction -and planning with other
managers at the same 1level, to promote the sharing of
experience between programmes that can revitalize Unesco
efforts, For cross-disciplinary and team work to function at
the ground levels of the Organization, management must take
the first steps in that direction.

Deformalization of working relationships 1is a way for
managers at all levels to be able to judge what is going on
in the Organization and inspire truly productive efforts.

Meaningful training, dissemination of information, and
selection of key management staff are also essential to the
functioning of the Organization and will be dealt with in
part V, under Organizational Structure and Systems.

A first step in the training of Senior Management was an
Organizaticnal Development Workshop held in Paris on
November 25 and 26, 1989.
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A summary of the working papers of this Workshop are
enclosed in Annex A. The Commission finds this summary of
great importance and very relevant to its findings and

general and specific recommendations.
The Workshop was attended by 21 Senior Managers headed by

the DG. Unfortunately, there were four significant managers
who did not attend.

C. Improving the Quality of Management

c.1 Need for a Cleer Vision, Purpose, and
Programme Objectives

It is fair to state that any rovitalizetion of the Unesco
Secretariat must be closely linked to the Organization's
vision, purpose, and programme objectives. It is difficult
tv engage the staff and improve morale i1if they do not
perceive their own work as meaningful, constructive, and
future-oriented. Especially in the case of Unesco, the
programmes and projects must be well-conceived, few in
number, concerned with present and future priorities for
humanity.

Unless the programmes are formulated precisely - and
regularly reviewed, up-dated, re-focused, and honed to
manageable proportions to assure quality and effectiveness -
it is doubtful whether any organizational, attitudinal, or
other changes will be of much use. Without effective
programs, Unesco will be overshadowed as an international
leader by other forms of international cooperation. Signs
of this loss of prestige have already appeared, although the
competing organizations still 1lack Unesco's global and
trans-disciplinary capability and influence.
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Unesco has always played a vital role in helping the world
comprehend and absorb the social and cultural impacts of
scientific research and technological invention. Such a role
is difficult in a world of traditional thinking, and
vested interests, with a proliferation of specialized
organizations. Nevertheless, as the Director-General has
stressed, Unesco has an important role as a catalyst for
development projects world-wide and can become a vehicle
for trans-disciplinary thinking and cooperation. In
addition, Unesco is well-placed to facilitate and benefit
from the increasing role of non-governmental organizations
and private institutions in world affairs.

The Commission believes that, in additicn to implementation
of the specific recommendations, progress will especially be
required in the following general aress:

- A higher 1level of floxibility and efficiency
throughout the entire Organization, to optimize the
cost/benefit relationship of its activities;

- A general improvement in management effectiveness and
staff motivation and efficiency through increased
participation, improved communications, training, and
better use of existing resources;

- A dynamic and meaningful development of external rela-
tions with institutions of interest to Unesco.

A special effort will have to be devoted to accountability;
both in terms of cost-consciousness and meaningful
evaluation of programmes, projects, missions, meetings,
and staff performance at all 1levels. In progressive, mo-
dern administrations and organizations, the role of the
internal audit has proven to be essential for goal imple-
mentation, monitoring of management effectiveness, and
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measurement of staff and cost efficiency. Included in an
internal audit 1is evaluation of the performance of units
and individuals in meeting programme objectives as well as
financial control. A strong professional management control
and a general audit function within Unesco could undoubted-
ly help in modernizing the functioning of the Organization.

C.2 The Need for Definitive Leadership

The studies and enquiries carried out 1in Unesco have
revealed a serious problem of leadership at all 1levels.,
There are marked differences in the perception of the role
of leadership and management among top, middle, and 1lower
managers, who seem to have failed to communicate a sense of
direction and common purpose down the line. This has led to
a deterioration of morale and motivation, lack of confidence
in top management, confusion about the distribution of
authority and responsibility, 1low productivity, and an
attitude of permissiveness among the staff.

The most important reasons for this state of affairs are:

- excessive centralization in the decision-making process
and insufficient delegation of authority and respousi-
bility;

- lack of administrative rigour and transparency:

- inadequate motivation and skills for enlightened
personnel management; and,

- absence of a coherent personnel policy.
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While the purpose of this report is not to find fault with
present practices in Unesco, but rather to make proposals
for an improvement, it may nevertheless be usefu) to comment
briefly on these shortcomings that are largely responsible
for the prevailing leadership problem.

c.3 The Need for Decentralization of Decision-Making

Like other similar organizations of its age and maturity,
Unesco has provided a paternalistic type of management since
its creation, and this was acceptable as long as it remailned
a relatively small and homogeneous body. Programmes were
considered to be of unlimited duration and were conceived,
developed, and implemented by an integrated team of 1long-
serving international civil servants. Decision-making tended
to be vested in the top of the hierarchy, which itself
tended to be rigid and elaborata.

It was generally assumed that control was best exercised
centrally, and the personnel function was essentially seen
as a control function.

With Unesco's growth, expansion, and diversification during
the 1970s and early 1980s, this organizational concept grad-
ually became cumbersome and inadequate. Increasing numbers
of staff and units, changing needs, and shorter-lived pro-
grammes and projects as well as growing pressure from the
outside worked as centrifugal forces, tending to undermine
this centralized system without replacing it by a clearly
decentralized one. The evolution from a paternalistic,
closely-knit structure to a large and disparate Organization
was not a conscious or deliberate change of management style
or policy, either regarding personnel or other aspects of
management. Rather, personnel management developed in a
piecemeal fashion, more in unconscious reaction to new needs
and problems than as a result of an integrated policy.
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Today, the Unesco culture is still heavily imbued with the
centralizing philosophies of some national bureaucratic
systems, and generally, there is stronger faith in the need
for control and supervision than for responsibility and
self-reliance at lower levels.

A step 1in the right direction has been the Director-
General's decision to appoint a Deputy Director-General for
Management. Also, the measures taken with a view to
delegating authority for recruitment and staffing decisions
(DG Note/88/2 of 4.2.88) to the 1level of DDG, ADG and
Dir/PER mark a deliberate departure from centralized
management and represent a good example of a new statement
of policy.

Unfortunately, despite the general instruction, delegation
of authority and reaponsibility further down the 1line has
not yet taken place to a significant degree. It would have
been necessary - and still is - to request every responsible
officer to take active measures in this regard and to report
on them within a given time frame.

Moreover, all significant changes in the distribution of
authority and responsibility should be clearly announced in
the units concerned and, so far as necessary, outside them
as well; they should also be reflected in job descriptions
and organizational charts.

Generally speaking, authority and responsibility for
decision-making cannot be separated from each other,
Delegating one without the other would be only a partial
measure, Moreover, responsibility remains a largely
theoretical concept if it is not tantamount to accounta-
bility. Being accountable means not only having to bear the
consequences of an inadequate discharge of responsibilities,
but also receiving credit for excellence.
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While programme directors in Unesco may enjoy a certain
degree of responsibility and authority for the technical
modalities of programme implementation, they appear to have
little authority over their budgets and staff. Sound
management requires that those responsible for a programme
should also be responsible for the resources in funds and
staff allocated to that programme. Within established
limits, they should enjoy greater autonomy in the
utilization of these resources without having to obtain the
approval of the Directors of Budget or Personnel on a case-
by-case basis.

C.4 The Need for Administrative Rigour and
Visible Consistency

The tendency to seek decisions at the top has been accompa-
nied by declining administrative discipline., There is a
feeling among Unesco staff that decisions are taken somehow
and somewhere, at some time, and for some reason or another,
and that there 1is an administrative maze that it is diffi-
cult to penetrate. Decisions are perceived as being made
bahind closed doors on the basis of a questionable rationale
rather than in the open on the basis of clear-cut
principles, and uncertainty prevails over predictability.

The Staff Regulations and Rules inspire little confidence,
and consultative mechanisms and procedures do not seem to
function satisfactorily. Some Eﬁatutory bodies do not meet
regularly, such as the Advisory Council for Personnel
Policies, lack competence or credibility, such as Personnel
Advisory Boards, or work under strained conditions, such as
the Consultative Committee on Classification.

Admittedly, some of the procedures provided for in the Staff
Regulations may not be conducive to speedy decisions nor to
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results which satisfy all concerned, but a less-than-strict
adherence to agreed procedures for reasons of urgency,
outside pressure, or partisan preference involves the risk
of undermining the credibility of due process and the
integrity of leadership.

The same is true for the observance of lines of command and
levels of authority. As long as authority is vested in a
given level of the hierarchy - as reflected in organization
charts and job descriptions - it should be respected by all,
including higher chiefs, subordinates and lateral

structures.

Once authority is clearly delegated to a given manager, it
would be 1inappropriate and detrimental to 1leadership
credibility 1if this authority were either by-passed .rom
below by lower ranks seeking a decision, or from above by
higher ranks trying to impose a decision on the manager
normally responsible for it. Once deledjated, authority and
responsibility should never be taken back, unless it is done
formally and definitively and for valid reasons.

C.5 The Need for Management Skills and Motivation

The majority of Directors and other senior managers ‘of
Unesco have no management qualifications, and many seem %o
lack essential management skills. An organization dealing
with specialized knowledge has perhaps a natural tendency to
attach greater importance to professional excellence than to
management skills when filling key posts in programme
implementation.

However, of equal importance to management task of providing
experienced technical input is the effective management of
staff resources. Managing programmes, people, and other
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resources requires a series of skills which often tend to be
underestimated. While 1leadership 1is a natural talent,
management skills can be learned and further developed in

various ways.

The Commission has concluded that the problem of management
training is a key area in which decisive and sustained
action 1is required and where tangible results can be
achieved. It should be a firm rule that nobody is placed in
a supervisory or leading position without appropriate
supervisory or management training.

Apart from 1lacking necessary gkills, Unesco management
largely seems to have lost the will to manage effectively.
Directors and other leaders are nervous about staff reaction
and believe that any attempt to discipline staff and to act
against unsatisfactory performance will be futile. Most
managers feel that it is impossible to punish and that good
pexformance goes unrewarded. Finally, management seems to
believe, rightly or wrongly, that it has conceded too much
power in personnel management to the Staff Associations.

In the opinion of the Commission, this lack of motivation
among management is one of the main weaknesses of leadership
in the Secretariat, and. restoring confidence and
effectiveness will not be an easy task. The problem will
find a solution onrly if several other problems have been
successful 1y addressed, notably the definition of policy and
the basic relationship between management and staff.
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D. Clarifying Relations between Constituent Members,
Unesco Staff and Management

Throughout the meetings, discussions, and informal talks
with active members of the Unesco staff, it has continuously
been underlined that constituent members directly or
indirectly contact individual staff members or whole
divisions about activities and request service of one kind
or another. The problem 1s growing and consuming a
significant amount of staff time. There are concrete
examples of units spending up to 30% of their productive
time in responding to requests.
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1V ORGANIZATIONAL STRUCTURE AND SYSTEMS

A. General Comments

Two key principles for modern management are decentraliza-
tion and accountability. These principles become more and
‘'more important because of

~ the complexity and interdependence of issues to be
dealt with

~ the geographic spread of activities and relations
with many external organizations

-~ the existing fast and comprehensive means of world-
wide communications and processing of information.

Unesco, with its global and trans-disciplinary objectives
and responsibilities, clearly is an outstanding example of
an organization which could and should apply these prin-
ciples to the benefit of its memboer-states. In an organiza-
tion with such global tasks and type of responsibilities, it
appears to be & bad strategic use of human resources to con-
centrate about 80% of the staff at Headquarters. A certain
amount of restructuring of the present secretariat is ucces-
sary to respond to mcdern requirements.

This objective can be achieved by reorganizing <the
Secretariat into three areas of responsibiiity: namely,

- a Programme Planning and Implementation Sector
- a Relations and Information Sector
- an Administration and Finance Sector
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The nature of the projects and programmes Unesco is called
upon to deal with in the future will change with the evolu-
tion of science, education, and culture, and therefore it is
wise and necessary to introduce and maintain optimal organi-
zational flexibility throughout the Secretariat. Organizati-
onal structures should be adapted to the requirements and
needs of the tasks given and not vice versa.

Every effort should be made to shift human resources away
from self-administrating tasks to productive tasks in the
programme sector through the introduction of modern manage-
ment technigues and tools. A special effort should be devo-
ted to identifying instances of duplication and even multi-
plication of administrative tasks.

Consequently, the Commission recommends that the DDG/M, in
cooperation with the Inspectorate General, the Bureau of
Budget, and external expertise if necessary, be instructed
to identify instances of duplication and multiplication of
effort within the overall Secretariat. In this connection,
it may be especially appropriate to look into the Bureau for
Coordination of Operational Activities, which seems to
undertake several activities which could or should be cove-
red elsewhere.

To restore Unesco's standing and reputation as the world's
fcoal point for the discussion and processing of key human
issues in education, culture, and science, the Organization
should be able to involve in its work the most outstanding
experts and thinkers available.

The expertise required will change from project to project
and with the evolution in the areas dealt with. Therefore,
staff involved in programmes and projects at Headquarters
should be limited to a core of Professionals with the compe-
tent GS support necessary tc initiate, coordinate, monitor,
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and service the programmes and projects decided. Decentrali-
zation to the field of certain project and programme activi-
ties in direct contact with member-states will increasingly
become necessary.

Many key issues of the future in the areas of Unesco's man-
date are of a trans-disciplinary nature - the necessary la-
teral communication, coordination, and cooperation between
disciplines therefore has to be ensured.

Therefore, the Commission recommends that

- The efforts to "do less, to do it better" should
continue. No "camouflage" should be accepted.

- Structures on the programme/project side should be
flexible and adapted/adaptable to the requirements
of the individual programmes/project.

- Core staff for monitoring/servicing of programmes/
projects should be kept *to a minimum,

- Outside highest level expertise should be attrac-
ted to cooperate within defined time limits on in-
dividual programmes/projects.

In the following, the Commission pretients in detail its fin-
dings and recommendations with regard to:

~ the Office of the Director-General

- the Programme Implementation Hectors

- the Relations and Information Sector
- the Administration and Finance Sector.
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B. New Designation of Organizational Units

The commission propcses that the disignation of the Organi-
zational Units in the Secretariat be changed as follows:

- The main operational areas should hencefore be re-
named sectors and should consist of:

- Programme Planning and Implementation Sector
(PP)

- Relations and Information Sector (RI)

- Administration and Finance Sector (AF)

In the present report existing nomenclatura has been retai-
ned. To avoid confusion, the Commigssion proposes at the same
time that the former Sectors should be designated depart-
ments.



Iv-5

C. Restructuring the Reporting Relationships to the
Director-General

The Commission believes that the Director-General should be
relieved from direct involment with too much detail and too
many people.

With this purpose in mind the Commission has reviewed the
organizational Units reporting directly to the Director-Ge-
neral, and suggests a restructuring as follows:

- the number of organizational units reporting to the
Director-General will be limited to

- three operational sectors

- Programme Planning and Implementation Sec-
tor

- Relation and Information Sector

- Administration and Finance Sector

Permanent members of the Directorate would consist of the
Director-General and the heads of these three Sectors. The
members of the Directorate supported by members of the Se-
cretariat as ruvquired, would be responsible for the overall
management of the Organization.

Through an appointed secretary the Directorate would also
carry responsibility for implementing the reforms and chan-
ges proposed.

In order to assure the quality of the programmes and pro-
jects, the efficiency of the Organization and also to permit
staff members to be heard when necessary, the commission
proposes:
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- to transfer the Central Evaluation Unit (CEU) to a posi-
tion where it reports directly to the Director-General,
thus being separated from PBE,

- the Management Services presently performed within the

Inspectorate General should be transfered to the
proposed Administration and Finance Sector, where it
rightly belongs.
Consequently the role of the Inspectorate General will
be redefined in order to focus on the important tasks of
financial and management audits and inspections at head-
quarters and in the field.

The reporting relationships of the Mediator and Office of
International Standards and Legal Affailres will remain un-
changed.
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D. Organizational Structure of the Programme Imple-
mentation Sectors

D.1 Introduction

The Commission has considered the question of the organiza-
tional structure of the Programme Implementation Sectors af-
ter a careful examination of the Medium-Term Plan for 1990~
1995 (25 C/4) and the Programme and Budget for 1990-1991 (25
C/5), as approved by the General Conference at its 25th Ses-
sion, Paris, 1989.

In preparing its analysis and recommendations, members of
the Commission have had the benefit of discussions with a
number of professional staff and senior administrators in
the Secretariat, and with the staff associations,. It has
therefore been able to base its analysis of the difficulties
presented by the present organizational structure on experi-
ence from within the Secretariat. Most of the general obser-
vations and comments concerning the Organizational Structure
are not limited to the Programme Implementation Sectors, but
are relevant to the whole Secretariat.

The Commission's recommendations for restructuring the Pro-
gramme Implementation Sectors have alzo been informed by the
views of members of the Personnel, and by the draft propo-
sals for reorganization prepared by the sectcrs for the con-
sideration of the DG.

The Commission focused its attention on Programme -“implemen-
tation and the Progrsmme Sectors, although there are also
gome observations made in relation to certain administrative
divisions and units. With respect to organizational struc-
ture, the Commission sees its main role to provide the DG



Iv-8

with an overall view of the organizational needs of the new
programme. This global perspective is perhaps more diffi-
cult to see from inside. On the other hand, the Commission
respects the more detailed, "hands-on" knowledge of particu-
lar Divisions and Units within sectors held by members of
the Secretariat and refrains from making detailed recommen-
dations about structure. It therefore sees its own work as
complementary to the studies of reorgani-zation that are on-
going within Unesco.

The Commission recognises that, in any study of reorganisa-
tion, the implementation of decentralization policies will
have a key role. However, it has not been able to study
this question in sufficient depth to include detailed consi-
deration of decentrelization in its present proposals.

In this respect, the Commission's recommendations refer only
to the organization of the Secreteriat at Unesco headquar-
ters.

- Why Restructure?

The case for restructuring the Programme Implementation Sec-
tors rests on two general findings:

- The "spirit" and structure of the new Medium-Term Plan
for 1990-1995 1is interdisciplinary and intersectoral.
This more integrated approach to fulfilling Unesco's
mandate is evident in those parts of the plan dealing
with both intellectual enterprises and operational
implementation at the country level. This new paradigm
for Unesco has been welcomed by the 25th General
Conference.
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- The existing organizational structure of the Programme
Implementation Sectors presents a number of problems,
among which figure prominently that of poor cooperation
between divisions and sectors in the implementation of
the last Medium-Term Plan for 1985-1989, and a lack of
coordination in field operations at the country level.

In the Commission's view, there is now a mismatch between
the structure of Unesco's programme and the organization of
the Secretariat. The Commission examined existing mecha-
nisms for intersectoral 1links, such as Coordinating Offices
and Intersectoral Committess, that are in place for inter-
sactorial activities, for example: those relating to women,
youth and the environment. It has suggestions to make re-
garding these mechanisms as well as for the organizational
structure per se.

D.2 Reorganization as Process: Some Principles and
Caveats

The Unesco Secretariat, like other large organizations, has
previously undergone structural change. Generally, the
changes have been limited to particular units or the chan-
ging of reporting relationships between units. What is con-
templated here 1is a more major transformation of the
Secretariat, which may merit the title of the "new lnesco".

It is fair to ask what are the chances of success in reorga-
nizing the Secretariat now, given that some changes in the
past have been less than effective. This leads us to deve-
lop some principles to follow and some caveats about poten-
tial pitfalls.
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- Reorganization by Itself is no Solution

Reorganization, however well conceived, can become part of
the problem unless other changes are made at the same time.
These changes should include improvements in procedures and
personnel policy as well as in internal communications and
human relationships within the Secretariat. Thus, it is the
Commission's firm conviction, that the reorganization of the
Secretariat should be accompanied by the implementation of
our other recommendations with respect to communications,
personnel policy, and training.

- There is no "Ideal" Organizational Model

Organizations, as the name implies, are organic entities
which are responsive to their own needs and to their envi-
ronments. In other words, like living organisms, they evol-
ve. At the same time, there are different schools of
thought about organizational structure and there are un-
doubtedly fashions in organizational models as new develop-
ments emerge in organizational theory and practice.

The Commission is of the view that there is no single, ideal
organizational model that Unesco can take "off the shelf".
Rather, Unesco should follow a strategy of blending elements
from different models to create the most appropriate struc-
tures for its task and resources. These most appropriate
gtructures and processes will vary depending on which part
of the House and what Secretariat functions are being consi-
dered.
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- Reorganization Should be a Participatory Process

Almost any organizational structure can be made to work
well, if the personnel want it to work. Likewise, the suc-
cess of any reorganization can be sabotaged from within, if
the personnel are alienated or do not understand it. Thus,
the commitment of the personnel, at all levels, to the new
structure and to its function and purpose, is the key to its
success. This may seem self-evident, but it has not been
common practice in past reorganizations in Unesco.

For those inside an organization, a new structure may mean
new colleagues, different reporting relationships and
another office, as well as new Jjob descriptions. For mana-
gers, it may mean gains or losses in their responsibility
and resources, which are perceived as changes in "territory"
or power. Thaese are issues which can create conflict, and
stress for some members of the personnel and new opportuni-
ties for others. In all cases, reorganization changes the
day-to-~day working environment for members of personnel,

The Commission urges the Director-General to consider care-
fully the human factor involved in reorganization and to en-
courage both full discussion by the personnel of his propo-
sals for structural change, and the participation of all
staff in implementing the changes that are finally decided
upon by him,

In this respect, the Commission has a number of observations
to make:

- Whether or not, as individuals, they agree with the
final outcome, members of personnel are likely to have
a greater sense of commitment, if their views have been
heard and considered.
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- Discussions of proposed new structures and procedures
by the Secretariat before they are implemented will
identify problems which can then be anticipated and
allowed for, in the implementation phase.

- Managers should be genuinely open to new ideas about
reorganization coming from the personnel during the
proposal discussion phase.

- Managers should see it as part of their job to be
involved in these discussions; and to allow adequate
time for them to take place.

- The discussions should take place not only within the
units of the "old structure", which will weigh the
discussion 1in favour of resisting change, but also
within groupings of staff representing the proposed new
structure. This will facilitate a more forward looking
response and will support the development of new teams
or "esprit de corps" during the discussion phase. The
implementation phase will thus be facilitated.

These observations are in accordance with the Commission's

recommendations about changing the management style at Unes-
co (chapter II1I).

- Units Should not be Reorganized in Isolation

The Director-General has a rare opportunity to consider the
reorganization of the Secretariat as a whole, given the
changes indicated by the new Medium Term Plan. This 1is not
to say that all of the Secretariat would be restructured,
but that the reorganization of any single part of the
Organization should be designed 1in the context of the
over&ll structure and function of the Secretariat.
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The Commission notes that a comprehensive approach to reor-
ganization has not characterised Unesco's past efforts in
this respect.

What does this mean in practice? It means that the starting
point for developing a strategy for reorganization is not
the unit itself but the task being performed. For example,
as is elaborated in chapter V of this report, although the
Bureau of Personnel is a key unit for personnel administra-
tion, the task of personnel management is shared among all
managers in all sectors of the Secretariat. Reorganizing
the Bureau of Personnel alone will not solve the problems of
personnel management in Unesco.

Similarly, the task of exterral relations involves members
of Personnel outside the Bureau of External Relations and
the task of public information involves Secretariat staff
beyond the Office of Public Information. In restructuring
these units to improve their efficiency internally, conside-
ration needs to be given to the ways in which these tasks or
functions are disseminated <throughout the Organization so
that eppropriate Unesco-wide structures and systems are in
place. This will help to avoid the syndrome in which re-
structuring of individual units is practiced that may impro-

ve the unit internally but does not necessarily improve the
overall efficiency or quality with which these tasks are
carried out by the Secretariat as a whole.

- Reorganization is not a Substitute for
Good Management

The Commission noted some cynicism among a number of person-
nel interviewed regarding the question of reorganization.
Part of this cynicism i3 related to the tradfition at Unesco
of an "ex~-cathedra" management style in which new structures
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were announced with little or no discussion with those most
closely affected. However, the Commission also heard that,
in the past, reorganization has been used by senior managers
as a means lo avoid solving management problems more direct-
ly. An example frequently cited was the creation of a Coor-
dinator post or a Coordinating Committee to circumvent an
intractable Director, rather than changing the Director's
behaviour or replacing him.

The Commission is concerned that this time the reorganizati-
on of the Personnel is, and is perceived to be, a renewal of
the Secretariat. To accomplish this goal, reorganization
should be seen as one component in a comprehensive package
of good management practice.

D.3 Building Blocks of the Unesco Programme
Implementation Sectors

The Unesco Programme Implementation Sectors are presently
structured along sectoral 1lines; with four Programme sec-
tors, corresponding to Unesco's fields of competence; and
two Programme-support sectors. The main components of the
Programme Sector organizational chart are:

- Programme sectors, including Division and Secretariat
of Intergovernmental Programmes

- Programme support sectors

- Central Units, Specialized Units, Coordination Units

Within the sectors are smaller organizational units,
generally called Divisions in the Programme sectors and
Offices or Bureaux in the Programme-support sectors. The
hierarchial structure of authority in Unesco follows this
division into Sectors and Divisions (Bureaux, Offices).
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Whereas the sectoral structure is strongly developed, the
cross-sectoral components are much weaker. This presented
less of a problem when Unesco's Programme corresponded more
or less to its sectors. The evolution of ideas in science
and the humanities however, has eroded traditional discipli-
nary boundaries, placed greater emphasis on interdisciplina-
ry fields, and influenced Unesco's Programme intellectually.
Increased operational activities have also forced Unesco to
recognize the need for a greater capacity to operate inter-
sectorally in the field.

However, the continuing dominance of the Sectors, the admit-
ted poor intersectoral cooperation, and the tendency to re-
legate operational projects to specialized operational units
within Sectors and Divisiong, all indicate that the present
structure of the Secretariat does not meet the needs of
Unesco's Programme.

The Commission has some specific proposals to make regarding
the strengthening of the horizontal (intersectoral) compo-
nents in the organization of the fecretariat. It is neces-
sary first to make some general observations about some com-
ponents in the prusent structureo.

- Programmne Sectors

Tho present four Programme Sectors: Education (ED), Natural
Sciences (SC), Social and Human Sciences (SHS), and Culture
and Communications (CC), are responsible for implementing
the Programmes of tho Medium-Torm Plan. They share some
foatures with administrativo structures in national
governments and universities and as such, have rocognisable
corroesponding structures within member states. This simi-
larity has been one of the strengths of tho seoctoral struc-
ture within member states. It has also beon an impediment
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to c¢hange, since the specialised "clients" of Divisions in
the Programme Sectors have sometimes acted as external sup-
port groups to resist change in the structure of the Sec-
tors.

The Commission has also noted that, although the four Pro-
gramme Sectors differ significantly in number of their per-
sonnel, they have approximately the same number of Divisions
within each Sector. The Education Sector, with approximate-
ly 150 professional posts 1s currently divided into six Di-
visions, as is the Social and Human Sciences with only about
50 professional posts. The Natural Sciences Sector has nine
Divisions for less than 100 professional posts.

Divisions vary therefore considerably in size; both in terms
of established posts, and in the numbers of posts currently
occupled. The Commission heard frequently that the staff
complement of some Divisions was below a "criticel mass”
either toc effectively carry out their part of the Programme,
or to be a credible international player in their area.
This 1is particularly relevant for certain Divisions within
the Sectors for the Natural Sciences and for the Social and
Human Sciences.

The Unesco orgaenizational chart is characterized by a rela-
tively large number of small Divisions, each of which is
normally headed by a Director at Dl or more rarely at D2 le-
vel. This creates a number of difficulties for the Organi-
zation, including: a high ratio of managers to professional
and support staff, Divisions that are too small to operate
officiently and effectively, and Directors that are "terri-
torial" and sometimes uncooperative with other Divisions, at
least partly becauso their resources are too 1limited to
engendexr a more open attitude. Divisions are desoribed by
their staff as being "fiefdoms".
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However, the Commission also found that the personnel gene-
rally identify themselves with theilr Division; the Division
represents the organizational unit that comes closest
to functioning as a "team". Within a Division, personnel
feel that they can generally cooperate with colleagues;
beyond the Division, cooperation and "esprit de corps" are
much more difficult to achieve. Interdivisional cooperation
is reported to be as difficult within, as between Sectors.
The problem lies more at the Divisional 1level, and with Di-
rectors, rather than at the Sectoral level.

- Secretariats of Intergovernmental Programmes

Within Unesco there are a number of intergovernmental
programmes which have their own governing bodies or
Committees of member states and their own Secretariats.
Although their constitutions differ in detail, they include
the Secretariats of the Intergovernmental Oceanographic
commission (IOC), the Man and the Biosphere I’rogramme (MAB),
the International Hydrological Programme (YHP), the World
Decade for Cultural Development, and the World Hoeritege
Commission. Those tend to further fragment the
organizutional structure of the Programme Sectors, because
there is a desire on the part of their Directors and some
member states to keep these smaller Seoretariats more
visible, separate units. The Programme Sector must also
serve these intergovornmental bodies, in addition to member
states moreo genorally, thus increasing the central workload.

The Commission believes that in the reorganization of the
Programme Sectors, the Socretariats of the Intergovernmental
Programmes morit special attention and that the optimal
solution will not be the same in all cases. In the case of
marine sciences, for exemple, separate identities might need
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to be preserved for the Secretariat of the I0C and the
present Marine Sciences Division within one overall Division
of Marine Sciences, because the IOC has a more autonomous
relationship within Unesco than have some of the other
Intergovernmental Programmes.

However, in other cases, where a Division has no part of the
Programme to implement that is distinct from the work of the
Intergovernmental Programme, it might be preferable to
rename the Division as the Secretariat. Two possible case
are the Division of Water Sciences (IHP) and the Division of
Ecological Sciences (MAB),

The situation of the MAB Programme deserves further conside-
ration. MAB was initially one part of the activities of the
Division of Ecological Sciences. Over the past 20 years,
the MAB Programme has expanded and the ecological sciences
activities outside of MAB have bden reduced in each succee-
ding Medium Term Plan, until in the new Plan for 1990-1995,
they cease to exist. The MAB Programme is interdisciplinary
and intersectoral in its design, and its location within one
natural science division has long created difficulties for
its implementation, particularly (but not only) with respect
to the input of social sciences. The Commission believes
that within the context of a more general reorganization,
the MAB Prcgramme would be strengthenued by becoming an in-
toersectoral activity. This would leave the Division of Eco-
logical Soiences an empty shell, and the name would presu-
mably disappeoar,

- Coordination
The Commission has paid particular attention to the role of

Coordination within the Implementation Sectors, and to
intersactoral links more gonerally. There is clearly a need
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for coordinating mechanisms within sectoral organization.
The principal means adopted within Unesco are Coordinating
Units, Intersectoral Committees (Task Forces, Working
Groups) and Intersectoral projects.

/ Coordination Units

Within Unesco, Coordination Units have several functions.
These include:

- acting as focal point within Unesco for informat:ion
exchange, and source of specialized information;

- acting as primary contact point for outside bodies,
members states, and individual inquiries;

- organizing informal coordinating or intersectoral
committees;

- coordinating preparation of documents;

- promotion of activities within their mandate;

- participation in implementation of specific activities,

One problem is that the expectations of the Coordination
Unit are usually greater than the resources allocated to it.
In the case of the coordination of activities rolating to
the Status of Women, the task of «coordinating tho
proparation of documents, Unesco contributions to UN, and
othor reports was reported to consume nruch of the
Cooridinator's time, 1leaving 1little time for promotion or
implementation of activities,
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The Programme Divisions also tend to see Coordination Units
as sources of additional paperwork and meetings rather than
serving a useful function for the Divisions themselves.

Since Coordination Units are, by design, added on to the
sectoral structure, they can only be effective if they are
supported by data bases and information systems that enable
them to provide a service within the Secretariat as well as
outside, rather than constituting an administrative burden.
This service orientation within the Secretariat will also
encourage a more positive attitude on the part of the
Sectors, and thus facilitate the task of information
exchange and coordination.

Another difficulty facing Cocrdination Units is that they
lack the authority to require Divisions to cooperate with
each other in the implementation of a Programme. The only
coordination that they have achieved is on paper, and not in
substance. The Commission noted that, although the
Coordinator for activities relating to the Status of Women
is responsible for such activities within the Medium-Term
Plan, the functions listed do not include the coordination
of the implementation of those activities.

/ Intersectorsl Structures

The Commission's attention was drawn to a number of
intersectoral mechanisms, inoluding committeos, Task Forces,
Working Groups, and projoects. It has the following
obsorvations to make:

- The {inteorsectoral or intexdivisional committeoes work
best where thoy have a woll-defined task to porform,
particularly a projoct to implement or a problem to
solve;
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- They work least well where their mandate 1is general,
with no specific tasks in view, and their chief
function is information exchange;

- These committees work best where their members have
relevant expertise and interest and become ineffective
where their members are primarily there to defend

Divisional interests;

- Membership of such committees should not be vested in
ADG's or Directors, who then tend to send different
representatives to meetings; members should be there in
their personal capacities as experts and there should
be continuity of membership;

- Intersectoral activities work best when they are not
imposed from above on a largely unwilling Secretariat.

- The intersectoral committees need to be 1led by an
animateur or facilitator rather than by a passive
coordinator, and preferably not by a Director or ADG
chairing the committee in an ex officio capacity.

Non-Programmo Intersectoral Mechanisms

The Commission was informed of the recent establishment in
Unesco of 1less structured mechanisms for the exchange of
views and ideas, ospocially the "Corcles dos idébées". It has
beon obsorved in many complex organizations that information
notworks that are built up and used effeotively by staff
membors aro ofton basod on relationships initiated in
gottings that are not striotly Programme or function
rolated. Common oxamples are staff training seossions,
including orientation, 1language and skills training, and
social activities, such as gports and cultural ovents.
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The Commission especially commends the development of
discussion fora and brainstorming sessions, which can play
an important role in intellectual renewal and innovation
within the Unesco Secretariat.

D.4 An Approach to Reorganization

In discussing the overall organizational structure of the
Secretariat, the Commission has taken into consideration:

tlie mission of Unesco;

- the approvad Medium Term Plan 1990-95;

- the budget and human resources available;
- the need to serva its governing bodies;

- the implementation of policies such as informatics
and decentralization.

Its proposals are also guided by the present organization
structure and the fact that one is not beginning with a
tabula rasa but with a functioning Seoretariat.

The Commission has considered a number of alternative
modeols, including a sectoral (status quo) organiizetion; a
range of matrix models varying in the relative allocation of
authority and resources botweon tho vertical (soctoral) axes
and the horizontal (project) axes; and a more purely projact
organizational structure.

In gonoral, the Commission proposes a "mixed" model for
Unesco in which the sectoral structure is maintained but is
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simplified and is complemented by a limited number of inter-
sectoral projects endowed with sufficient resources and
autonomy to implement parts of the Medium Term Plan.

In the absence of additional resources, these proposals in-
volve the transfer of posts, budget and authority from the
sectors and existing Divisions to the new intersectoral
structures. The 1limited resources available to Unesco re-
strict the number of transverse projects that can be estab-
lished in the first bienium 1990-91. They also argue for a
rationalization of the number of small Divisions within the
sectors, whether or not new intersectoral projects are
established with posts allocated to them.

It also proposes the transfer of the Bureau of Programme
Planning (BP) to the Programme side of the House from its
present location on the organizational chart.

The overall approach to reorganization of the Programme
Sectors proposed by the Commission includes the following

elements:

- Regrouping of Present Divisions

As a general strategy, the Commission believes that present
Programme Divisions could boe regrouped

- to realign Divisional expertise with the needs of the
now Modium Term Plan;

~ to facilitete more integrated implementation of the
Programme; and
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~ to create 1larger administrative units that have a
higher ratio of staff to managers and a reduced
duplication of functions.

In a number of cases, the separate identities of present
Divisions can be preserved as Units within the proposed
larger Divisions. These Units would normally be led by a
Unit Head at P4-P5 level,

The new Divisions would consist of Clusters of Units
corresponding to major parts of the Programme and would
normally be under the administration of a Director at D1 or
D2 level.

One outcome of these proposals would be a reduction in the
number of Directors and a change in their job descriptions
to include facilitating interdisciplinary approaches and
coordination between Units. birectors should be good
administrators , "animateurs", and catalysts.

Unit Heads would report to Division (Cluster) Directors but
wculd not be "mini-Directors". Their role should be seen
more as "team 1leaders" of small groups of professional col-
leagues. Bureaucratic and management control systoms will
need to be reoxamined so that Unit Heads do not duplicate
all tho administrative and management functions of present
Divisional Directors: for example, the need for visas ap-
proving routine letters and memoranda. This would enable
the post of Unit Head to provide greater opportunity for
youngor mombers of the Secretariat to gain leadorship oxpe-
rioence.

Given the present number of posts in tho Programme soctors
and tho main areas of the Programme itself, the numbor of
new larger Divisions within each sector would not be
expocted to oxcoed four; that is, tho Divisions should be
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combinations of the existing Divisions, and not a continua-
tion of the present situation.

- Transverse Elements

The Commission proposes that transverse structures be
established that cut across the Divisional structures.
These transverse elements are characterised by being time-
limited and task-oriented in addition to requiring inputs
from more than one Division.

Examination of Unesco's new Programme suggests that
transverse elements are required at two 1levels: intra-
gectoral and intersectoral. Also, some activities involve
significant allocation of staff time and relative autonomy
of action, whereas others can be accommodated by better
coordination between Divisions and allocation of staff time
on a part-time rather than full-time basis.

The Director-General may therefore wish to consider two
types of transverse structures, which might be called
Trangverse Projects and Intersectoral (or Interdivisional)
Task Forces.

- Transverse Projects would normally be allocated a
numbor of established posts, at least some of which
would be on a full time basis. They would be led by
a Coordinator at D1 level and have their own budget
and part of the Programme to imploment. Theoir staff
comploment would be drawn from a range of existing

Divisions and disciplines or oxportise, plus new
staff resources whero necegsary and avallable.
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Where the Transverse Project is within one Sector,
the Coordinator would normally report to the ADG.
For intersectoral Transverse Projects, the
Coordinato; could report to either the most
appropriate ADG or the DDG/P. Project team members
should be physically 1located together in terms of
office space.

Task Forces can be inter-Divisional within one Sector

or across several Sectors. They are likely to range
from a form of "Cocordinating Committee", which may or
may not have one full-time person-year (the Task
Force Chairperson), to a group of people with
specified allocation of time between their "home"
Divisions and the work of the Task Force.

The Task Force would have a defined time frame,
budget, and tasks to accomplish. The allocation of
personnel to the Task Force can be flexible to
respond to the needs of the "life cycle" of the
Programme. This is facilitated by having most
members of the Task Force administratively
located in a Division from which they can be drawn
upon as nceded.,

The 1lecader or Chairperson of the Task Force would
normally be expected to be a Programme Specialist at
P4 or P5 grade level, but situations can bo envisaged
which might argue for a higher (or 1lower?) grade
level,

The Chairperson of a Task Force could report to a
Director, whore there is cloarly a 'homo' Division
with a major stake in the activity, or to the most
appropriate ADG.
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D.5 Proposals for Changes in the Programme Sectors

As noted above, the Commission has had the benefit of
discussions with the staff and the proposals for
restructuring made by the Sectors. In general, the
Commission finds that its own approach to reorganization is
similar to that being developed within the Programme
Sectors.

The Commission has a number of suggestions to make in
relation to specific Sectors. In some cases, these match
closely the Sectors' own proposals and are not dealt with in
detail. In other cases, they provide the Director-General
with some alternative options to consider.

- Education Sector

The sector's own proposals include the regrouping of the
present six Divisions to four Divisional "Clusters", which
would correspond to the major parts of the new Programme;
and the establishment of two Task Forces (for the
International Literacy Year Secretariat and for the World
Conference on Education for All),.

These internal proposals are very much in 1lino with the
Commission's approach. The only alternative option that
might bo put forward 4is that the Special Project on
Environmental Education and Information should be a
transverse aoctivity (Interseoctoral Projoect) 1linking the
Education, Natural Soioences, and Social and Human Sciences
Divisions.
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- Science Sector

The Science Sector presently comprises seven Divisions, two
of which are Secretariats of Intergovernmental Programmes
(SC/ECO and SC/HYD), and two other Secretariats (IOC and
IIP). A number of the Divisions are small in terms of
established posts, and particularly in terms of the number
of posts that are currently filled.

The Commission has two general recommendations with respect
to the Science Sector. Tho first is that bringing the

Divisions back to strength by f£filling vacant professional
positions 18 a priority if the "S" in Unesco is to maintain
credibility in international scientific exchange. The
second is that, notwithstanding the filling of empty posts,
the present Divisions in the Science Sector should be
regrouped.

The Commission sees two natural clusters of the present
Divisions:

a) science and technological research and training
(SER, IIP and TER);

b) environmental sciences (GEO, HYD, GCE, IOC);
and two transverse activities (Intersectoral Projects);
a) Men and tho Bioshpere (SC/ECO);
b) Socience, Technology and Sooioty (SC/S8TS).
The Commission proposes two alternative structuroes for tho

Sactor. Theo first is the simplest but involves the groatest
amount of change:



1v-29

Two divisions:
1. Natural and Technological Sciences (SER,
I1IP and TER);
2. Environmental Sciences (GEO, HYD, OCE,
1GC)

Two intersectoral Projects:
1. Man and the Biosphere (ECO)
2. Science, Technology and Society (STP)

An alternative, representing a less drastic change from the
present situation, is:

Four divisions:
Natural Sciences (SER)
Technological Sciences (TER)
Earth Sciences (GEO, HYD)
Marine Sciences (OCE, I10C)

Two intersectoral Projects:
MAB
Science, Technology, and Society

Clearly, there are also intermediate structures with these
Divisions based on oither combining Natural and
Technological Sciences into one Division or combining Earth
and Marine Sciences into one single EBavironmental Sciences
Division.

The Commission beolieves that the merits of those
alternatives need to bo discussed further within the
Seoretariat. 1t is aware of the difficulties of regrouping
the 8Scionce sectors and the tensions that existed ovor
recent internal proposals, and has two commonts to make in
this regaxd. First, Unesco is not reorganising in an ideal
world, in which each Division would maintain its independent
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status. Some regrouping of the Science Divisions 1is a
necessary response to the stringent resource situation in
which Unesco presently finds itself.

Secondly, there has already been grouping of the basic
science disciplines, particularly within the present
Division of Scientific Research and Higher Education (SER)
which incudes Sections on Physics, Chemistry, Mathematics
etc. When we consider the scope that modern physics or
chemistry represents, an argument can be made for main-
taining SER as a separate but strengthened Division. This
comparison is relevant when the environmental sciences, such
as GEO, HYD and OCE-IOC are considered for regrouping in one
or two Divisions. Collectively, they may represent no
greater a scientific diversity than that already existing in
SER and TER.

There are clearly human resource problems in reducing the
number of Divisions, not least of which, 1is the loss of a
number of Director 1level positions. In the Commission's
view, the enlarged Divisjions would be strengthened in terms
of their professional capacity and expertise and their
ability to dmplement integrated activities would be
onhanced.

The Commission proposes that the Division of Ecological
Sciences be named the Secrotariat of the Man and the
Biosphere Programme and that <the Programme become a
transverse, intorsectoral aotivity. The MAB Programme, in
its conception and mendate, goox far beyond Ecological
Sciences or the Natural Soiences Seotor. Although it is a
highly regarded "flagship" activity of Unesco, the MAB
Programme has besn oriticised since its early development
for not being sufficiently well gvounded in other
environmental sciences, social sciences, and culture and
communication.
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The Commission therefore proposes that the establishment of
the MAB Programme as an Intersectoral Project, together with
the infusion of new staff from the other sectors would
create within Unesco, a programme uniquely well structured
to meet the challenge to find environmental strategies and
sustain development.

The Commission believes that a similar, intersectoral
structure 1is needed to implement the new Programme on
Science, Technology, and Society. This Programme has
components focused on policy, culture, and ethics in
relation to science and technology, all of which cut across
the areas of competence in the Social and Human Sciences and
Culture and Communication Sectors.

The Commission understands that the Director-General has re-
cently established the position of focal point for the Envi-
ronment within Unesco and believes that its own recommenda-
tions are complementary to this decision. It has focused
hera on areas where the Commission would 1like to make alter-
native proposals to those currently under congideration
within the Sector, which the Commission feels are too con-
servative to meet the needs of the third Medium Term Plan.

- Social and Human Sciencaes Sectors

The situation of the Social and Human Sciences Sector (SHS)
is a grave one and presents the Diroector-General with some
major choices. The Sector has been reduced in staff
numbers, with many post left empty. It is plagued by low
morale within the soector and a negative perception f£from
other sectors. The two are not unrelated.
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The Commission wishes to make a distinction between the im-
portance it places on the key contributions of the social
and human sciences to the intellectual and operational roles
of Unesco, and the present weakness of SHS. This is not so-
mething that can be isolated and ignored; for it represents
a weakness in Unesco as a whole, and in Unesco's capacity to
carry out its work in education, science, and culture and
communica-tion through the other Sectors.

The Commission is therefore of the opinion that the renewal
of social sciences and humanities within the Secretariat is
a priority for the "new Unesco". The Commission heard that
when socilal science input was needed, for example, in Scien-
ce Sector activities, the SC Divisions go outside Unesco to
seek advice. The problem is not so much a negative attitude
within the Secretariat towards interdisciplinarity, or to-
wards social sciences, but a low expectation of the SHS Sec-
tor. This is a demoralising situation for the staff in SHS,
which needs to be solved structurally,

Given that the Sector needs major renewal, the Commission
proposes that the Director-General first consider what types
of social and human sciences expertise are needed within the
Saecretariat to carry out the Third Medium Term Plan. It be-
lieves that there is a major imbalance in the present staff
capacity and several lacunae with respect to social scienti-
fic oxpertise and field experiorce within SHS. 'There are
not enough of the "right kind" c€ social socientists in SHS',
was a comment made to us soveral times. This analysis of
what 'human resources ere nceded is necessary before coming
to any conclusion about the detailed structure of the Seo-
tor.

There are at least two major options for the future of the
SHS Seoctor. The first is to build it up again to meet the
neads of the whole Organization and to commit adequate reso-
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urces to it, including recruiting some new "outstanding"
professionals.

The second strategy would be to integrate social and human
sciences throughout the Secretariat and to end SHS as an in-
dependent sector. Either of these options would be prefe-
rable to a continuation of the present situation.

The Commission believes that the first option: a renewed
Social and Human Sciences Sector, is the best solution. It
does, however, require a significant commitment of
resources. If these are not available, the Commission can
envisage a number of solutions based on the principle of
integration rather than a stand-alone SHS.

One fairly radical proposal is to transfer the Division of
Economic and Social Sciences (SES), and Division of
Philosophy and Human Sciences (PHS) to the Natural Sciences
Saector, which would then be renamed as the Natural and
Sccial Sciences Sector. This would group together the "basic
sciences" in the natural, technological and social science
fields.

In this model, the environmental sciences divisions of tﬁe
Natural Science Sector (GEO, HYD, OLE, I0OC) could either
remain within the 8SC Sector or be housed with Population and
Human Settlements (POP) and possibly new "applied social
soience divisions" to form a new Sector of "Environment and
Population" or something simular.

The Commission here wishes to omphasise not one solution
versus anothor, but that the time is opportune for a major
rothinking of the Social and Human Sciences and how they
1ink to other sectors, eospocially the Natural Science
Seoctor. Tho Commission believes that the restructuring of
the Sectors should not only be considered within sootorxrs as
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separate entities, but across the Sectors. This is particu-
larly important for SHS.

- Culture and Communication Sector

The Commission did not have time to study this Sector and it
unable to make specific suggestions about reorganization.,
It notes that the Sector was restructured in 1986 with the
bringing together of the two Sectors (Culture,
Communication) into one. The Commission has reviewed the

draft proposals for restructuring from the Sector and
believes that. they are in general agreement with the
approach proposed here. It is also pleased to note that the
proposals from CC resulted from a series of consultative
meetings with the Sector's staff.
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E. Relations and Information Sector

Development of strong and lasting internal and external Re-
lations and the communication of information is increasingly
the lifeblood and nervous system of any multifacetted natio-
nal or international organization.

Developing prime contacts to the written and visual media
becomes an essential cornerstone in the strategy of getting
the Unesco message to the public. The Commission considers
that it is important for Unesco to establish such contacts
in order to enhance the image and credibility in member-
states.

The same need to increase the image and credibiility inside
the Organization is very strongly felt at all levels.

Obtaining, processing, disseminating and storing information
is an increasingly essential and sophisticated core
function, requiring professionalism and expertise in several
specialized areas, in addition to intimate knowledge of the
aims and objectives of the organization as well as of the
needs of its management, its organizational components, its
benificiaries, the modia, and the public at large.

In addition to vertical internal flows of communication, the
increased complexity and trans-disciplinary nature of
subjeots and problems to be dealt with requires a systematlio
development of horizontal flows of communication botween
interdependent units of organizations like Unesico.

Oon this basis tho Commission recommends tho oreation of a
third organizational Sector deoaling with the olomonts of
Rolations and Information. '
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This new Sector would be under the management of a Senior
official of highest professional and managerial skills and
have the ability to operate a heavy organizational unit and

to be a member of the Directorate.

This new Sector would be composed of the following existing
departments:

- Office of Conferences, Languages and Documents - COL
- Office of Publications and Periodicals of Unesco - UPP

- Office of Public Information, Public Relations and
Unesco Courier - OPI

- Office of Information, Programmes and Services - IPS

Clearing House

Further the Commission appreciates the need for a special
office for Co-opetation with Africa but suggests that this
office is transferred to the new RI.

SCG/SCX and BRX should also be transferred to this new
saotor.

The efficient management of an international organization is
dependent on the availability to its leaders of timoly, up-
to-date, and correct information on relevant developments in
its professional environments, such as national governments,
othexr international organizations and institutions i1in the
world of science, culture and edusation,
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The task of obtaining and processing such information and
to present it in a usable form requires considerable
professional expertise. This all the more if this activity
is recognized as a two way channel. This highly professional
area of Public and Media relations should be distinguished
from the functions of protocol services and formal external
relations with member-states, which may also be important
but require other qualifications.

The Commission recommeonds that the Bureau of External Rela-
tions - BRX - the task of which to obtain, process, and
channel for the management of Unesco, information from the
world outside - be organized in a functionally optimal way
and be manned by highly skilled and carefully selected pro-
fessionals. Quality is more important than quantity. The
Commission understands that some preparatory steps in this
area have been taken but not yet implemented.
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F. Administration and Finance Sector (AF)

The Commission considers that all Support functions for the
Organization should be under the responsability of the DDG/M
in the future DDG/AF.

Therefore, the Commission proposes that the Administration
and Finance Sector would be composed of the following key
departments/bureau:

- The Financial department (Comptroller) which in
line with other UN agencies overlooks all
financial movements and transactions in the
Organization and consolidates Budgets, Expenditure
Control and Accounts of Unesco.

The Comptroller would cover:

- The Budget department - presently BB.
- The Treasury department

- Expenditure Control department

- Accounts department

- The Personnel department, The organizational

" structure, the Human Resources Management and the

Porsonneol Policies of the Organization are being
further doveloped in Chaptor V of this report.

- Management Services which will include several of
thoe aotivities related to the Administration of
the Organization, but now handled by the Inspec-
torate-General.

- The Administative Support department for Field
Units - BFG, which the Commission suggests it
should be ronamed.
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The Bureau of General and Common Services - CES,
which has the important task of assuring that the
Headquarters are attractive, offers a motivating
environment and functions effectively.



1V-40

G. Decentralization and the Field structure

The degree and modalities of decentralization of Unesco ac-
tivities to its field structure are important to the effici-
ency of staff and management. The Commission is aware of the
efforts made in both the Secretariat and the Executive Board
to shape a future policy in this regard. Against this back-
ground the Commission has reviewed this major question in a
general way within the 1limited time and means at its
disposal,

The chairman and one of the consultants visited two offices
in the Asian Region and interviewed the director of another
office during his stay in Paris. In additioq the Commission
examined inside Headquarters, the relations with the field,
as well as the answer to the internal questionnaire on
“progress on management reforms" within the Secretariat,

Five main issues were identified:

- Different field offices or field units "belong"
for historical reesons to different sectors and
are in the majority of cases managed by members of
these respective sectors, therefore they are not
representative for Unesco as a wholo.

- It is vory difficult for a sector to make effecti-
ve use of a field unit "belonging" to another sac-
tor.

- In spite of successful measures of delegation from
Headquarters to units around the world, the main
impression remains that the efforts to delegate
are not progressing very rapidly.

- Financial rosponsibility and accountability appoar
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to be firmly centralized at Headquarters, leaving
little initiative and motivation for achieving a
higher performance at .lower costs in the field.
There are cases were allocated funds are withdrawn
from previously approved activities at at field
office.

- Too many contacts are established directly between
Headquarters and beneficiaries without informing
the field units concerned.

The Commission has also noticed:

- The growing necessity for being closer to benefi-
ciaries throughout the world, resulting in the ne-
ed to create new action centers, thus entailing
additional costs.

- The mounting pressures from governments to have a
Unesco representation in their country.

- The difficulties of motivating Headquarter Staff
to move to the field.

The desirability of delegating substantive activities of the
Organization from Headquarters to the field seoms to be pri-
marily based on the concern of Member-states to be moroe di-
rectly involved in these activities and to maintain closer
contacts with the Programme implementation of tho
Secretariat.

Purely practical and officioncy-related aspects also appear
to receive consideration, but on a sccondary level only. It
should be roalized that decentralization is not necessarily
always a muasure making for greater effoctivenoss and effi-
clency sinco it is bound to increcase cortain overhead costs
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and entail duplication of work to some unavoidable extent.

From a strictly cost-saving point of view, establishing lar-
ge offices in the field may not always be the best course of
action since modern data-processing, telecommunication and
travel facilities increasingly put into question earlier
considerations regarding the most appropriate way to organi-
ze world-wide activities.

The Commission does not underestimate the importance of a
world network of contacts for improved ralations with
member-states and national institutions; rather it wishes to
draw Unesco's attention to the fact that further sustained
decentralization efforts tend to become relatively expensive
in comparison with more modern techniques of covering and
servicing the beneficiaries of the Organization's activi-
ties.

Taking the view, nevertheless, that decentralizing Unesco's
structures to the field is an inescapable necessity for the
reasons mentioned, the Commission recommends to the manage-
mont of Unesco to benefit from the experience gained by a
number of sister agencies in the UN system which have alrea-
dy implemonted similar decoentralization policies in earlier
years., Of particular intorest would appear to organizations
such as WHO, UNDP, UNIDO and ILO whoso dacentralization pat-
torns differ from each othor considerably. The Commission
would find it eoxtremoly useful for Unesco to avoid errors
and pitfalls which others have encountered and had to make
up for with additional offorts and costs.

Tho Commission also feels that thoe decentralization of Unes-
co activities to tho major regions of the world should not
bo based on a uniform modol but follow different patterns as
required by the noeds, oﬁpacitioa and infrastructures of the
individual region, sub-region or country concerned. A Unesco
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office in South East Asia, for example, might be entrusted
with a greater measure of self-sufficiency than, an office
in another region.

Lastly, the process of decentralization willl require addi-
tional resources for providing premises, equipment and staff
to offices newly created or reorganized. It will also requi-
re disrupting changes in procedures and work flows whose
consequences should not be uncderestimated. For these reasons
decentralization will have to proceed step by step, probably
region by region.

It will undoubtedly take several years of implementation,
during which unexpected problems will have to be faced.

Against this background and aware that studies on the sub-
ject are under way for some time already, the Commisgion
proposes that in finalizing these studies a detalied action
plan be elaborated, including clearly fixed time frames for
the implementation of the successive phases. This action
plan should be entrusted to at task force composed of expe-
rienced members of the major units whose activities will be
affeoted by the decentralization. The action plan should bhe
carefully costed by the Bureau of the Budget and accompanied
by a staffing plan prepared by the Bureau of Personnel.

Considering that future decentralization measures will have
to be based on specific regional, country and programme as-
pects, the Commission feels unable to make any detailed re-
commendations of its own at this stage. However, it wishes
to underline a number of basic principles which it considers
applicable to decentralization in general.

1) Activities and functions decentralized to the field
should not be duplicated or supervised in Headquarters.
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3)

4)

5)

6)

7)
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No activity or function should be decentralized until
the field unit(s) concerned are¢ really able to assume
responsibility.

Activities and functions should be decentralized to a
given region or country only if they are sufficiently
substantial in volume and/or frequency in the region or
country concerned to justify the posting of a specialist
and an understudy there.

Regions should be sgelf-sufficient in administration and
management and have full authority over their budgets
and staff, while formally reporting to a deputy direc-
tor-general, regional dirctors should enjoy the widest
autonory possible.

Likewise, sub-regions and country representatives should
be given a high degree of reésponsibility and authority
as for geographical reasons alone, a bureaucratic con-
trol system would be counterproductive.

In ¢stablishing a new field structure Unesco should make
use, wherever possible, of infrastructures and faciliti-
es of the UN system already in existence.

The administration should in assigning staff to field
offices bear in mind that decentralized activities in
the field requires at least as competent, experienced
and dedicated a staff as at Headquarters and in additi-
on this, fiold staff should be very highly motivated.

Annex 12.1 shows the proposed New Structure of Unesco.



\ HUMAN RESOURCES MANAGEMENT AND
PERSONNEL POLICY

A. Staff structure

During the many interviews conducted within Unesco by
members of the Commission, two points which directly
contribute to an unhealthy human relations climate in the
Organization and to staff dissatisfaction have been brought
up time and again, namely

- the aging population, and
- the inverted grade pyramid.

The Commission has found it essential to analyze these two
closely related problems further. Any proposal to change the
present structure and working and management habits or
increase staff satisfaction and productivity will depend
upon the ability of the Unesco top management to solve
these two problems.

A.l The Aging Population

The average age of the professional staff at Unesco was, in
May 1989, 48.5 years, with a male average of 49.5 years and
a female average of 45.3. Annex 6 gives further details on
this critical issue.

The age pyramid underlines the seriousness of the situation.

20.9%, or 142 professional staff members, are botween
55 and 60 years old

25%, or 177 proffesional staff members, are between 50
and 55 years old
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Annex 7 shows the pyramid for the entire staff as of June 5,
1989.

The Commission, having analyzed this problem down to the
individual posts in the Organization, must bring to the
Director-General's attention the necessity of taking urgent
action to avoid losing many positive elements of
organization tradition and culture with the imminent
retirement of over 45% of the staff. The personnel policy of
the early 1990's must ensure that the most important values
are carried forward into the next generation of Unesco
staff.

An option to be considered 1s to make more frequent use of
delayed retirement - up to age 65 - for staff members whose
contribution to Unesco cannot be replaced in the time
available before usual retirement at age 60. A small survey
indicates that many staff members would like to continue
their employment beyond the age of 60.

A.2 The Inverted Grade Pyramid

Unesco's staff structure is undoubtedly top heavy, with some
45% of all jobs (excluding GS grades) classified at P.5 and
above. The grade pyramid in the Professional Category is
inverted, with 224 staff at level P.5 and only one at level
P.1. At the end of 1988, there were 85 Directors and higher
ranks.

Moxeover, the absolute number of directorate incumbents has
increased since 1979 despite a contraction of the staff as a
whole. Due to the proliferatior. of direttor appointments,
saveral of them have too narrow & span of control.
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A similar imbalance exists in the General Service, where a
high percentage of staff have reached 1levels where further
advancement is extremely difficult,

This situation has gradually developed for the following
reasons:

- Budgetary stringencies have inhibited a normal rate of
recruitment at entry level;

- Outside pressure has favoured appointments at senior
grades;

- The extended salary freeze in the UN Common System has
made Unesco salaries less competitive, so that qualified
candidates had to be attracted by more favourable
conditions, 4i.e., appointments at higher grades than
normal;

- Strong staff pressure and inadequate job classification
machinery have allowed an excessive grade creep;

- The aging of the staff also worked in the same direction,

The inverted grade pyramid is a growing problem for the
professional male staff, In December 1988, 517 staff
members, or almost 75% of the entire professional male
staff, were classified P4 and above.

For the professional female staff, the corresponding figures
are 88 persons, or 40%.

This preponderance of higher level posts may be related to
dissatisfaction on the part of certesin professionals, who
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may reasonably suppose that promotions should be given
relatively easily - ‘in an inverted pyramid, and who neverthe-
less are not promoted in accordance with thelir
expectations.

Annex 8 gives the details of the situation as of December
1988 and also shows the distribution in the General Service
staff at Headquarters, which shows a normal pyramid
distribution,

The Bureau of Statistics has taken the analysis further:

- Annex 9 shows the Professional Staff by age group and
grade.

~ Annex 10 contains the same staff by vyears of
service and grade.

Annex 9 clearly shows that

-~ staff under 35 years of age are at the P1/P2 1levels,
- for the age group 35-44, the average level is P2,

- for the age group 45-54, the average level is P4,

- for age group 55, the average level is PS5,

The tendency to higher grades at upper age groups is normal,
but it must be noted that those in age group 45 and above
who have not progressed over the P3 grade at a time when the
majority of their age mates are P4, P5 or D1 show strong
signs of dissatisfaction.

The problem is particularly serious for the age group 55 and
above, s8ince these are persons who are within § years of
rotirement. Those who are below the P5 level may fall victim
to a "devil-may-care" attitude, feeling that their promotion
will never come and that the risk of being fired at their
ago is almost nil., .



A.3 Opportunities and Solutions

Both the age problem and the grade problem are very serious
and should be urgently addressed. If well managed, they may
offer a unique opportunity for the Organization to
reevaluate the organization and make necessary corrections

both in strategy and structure.

The departure, through retirement alone, of nearly 50% of
its professional staff within the coming decade provides
Unesco with 1its greatest opportunity - and challenge -~ in
the planning, allocation, and management of 1its human
resources. The opportunity is there to recruit significant
numbers of young professionals, and at the same time to
create new structures and mechanisms to respond to the
urgent need for Sectors and Divisions to work more together.
The challenge is not to lose the knowledge of staff as they
retire, for this is a key resource of the Organization, but
to plan for orderly transfer of that knowledge to others and
to internal information and management systems. The
challenge is also to use this opportunity for major renewal
within the Secretariat, bty filling individual vacancies as
they occur with continual reference to a human resource and
organizational masterplan.

The grade dissatisfaction problem is another kind of
challenge. The obvious need to redress the present
imbalance has been widely recognized. To achieve this, it
would be necessary to carry cut a complete job review in the
Secretariat, with the double objectivee to (a) review the
classification level of the present incumbents and (b) to
determine the functional content of jobs actually required,
with a view to reducing grade levels as far as possible.
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This would undoubtedly be a major and costly undertaking,
and to be fully effective, it should be preceded by a review
of Unesco's overall organization and structure in the light
of future programe requirements. The aim should be to
eliminate unnecessary hierarchical levels, abolish redundant
units and jobs, streamline work flows and shorten channels

of communication.

The exercise should be completed by a systematic ad-hoc
action to identify mismatched and seriously underemployed
staff members with a view to resolutely solving this
problem. The details of this problem are covered in part IX
of the report.

If the classification review results in the downgrading of
existing jobs, their incumbents should keep their
contractual conditions, but efforts should be made to
redeploy them in the longer term. Vacant jobs should be
filled at the revised grade level. Lastly, and this need has
alvready been recognized, recruitment of new staff members
should be made at entry levels (P.1 to P.3 and G.1 to G.3)
to the extent possible.

It would be 1important to review the contributions
of each employee, starting with the older age group, to make
sure that all staff deserving reward have been promoted. At
the same time, each professional employee should be given a
clear dascription of what 1is expected of him and be made
aware of the new system of regular evaluation and of the
need to transfor the best of the present to the future.
Employees nearing retirement are 1likely to appreciate the
opportunity to perpetuate the store of experience and
knowledge they have accumulated. For those who in fact have
reached a "burn-out stage", a possibility is to form close
team-work projects with younger middle-level staffers, who
would act as quickeners for the older employees and at the



same time be able to obtain important information and
sources for use in the future.

The primus modus in encouraging the older professional
staff, redefining positions, recruiting the right people for
vacancies, and training staff for maximum 1leverage is a
capable, well-managed Bureau of Personnel, which would also
be an important contributor to the formulation of a
"personnel masterplan".



B. The Role of the Bureau of Personnel

In modern organizations, personnel management is primarily
the task of direct supervisors throughout the Organization.
At the same time, a group of professional advisors and
skilled administrators are needed to assist in personnel
policy formulation and the implementation of those policies.,
This 1is the role of the Bureau of Personnel, which more
specifically has the following main tasks:

(a) to contribute professional knowledge to personnel
policy formulation and to participate on behalf of
Unesco in inter-agency personnel policy-making bodies;

(b) to monitor the exercise of delegated functions in
personnel management and administration on the basis
of accepted policies, rules and regulations;

(c) to organize and undertake recruitment actions in
member States, under full observance of Unesco's
objectives, standards, and procedures, and to service
the recognized appointment authorities of the
Secretariat;

(d) to coordinate, operate and/or supervise activities
related to job classification, manpower and career
planning, staff development and training;

(e) to provide and/or monitor all social services to the
staff;

(£) to ensure efficient administrative processing of
personnel decisions and actions as well as of incoming
and outgoing communications concerning personnel, end
to maiutain all relevant elaectronic and manual
records.
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On the basis of the recent surveys, the Commission arrived
at the conclusion - that, in its present form, the Bureau of
Personnel is not in a position to discharge its functions
effectively and to implement the Director General's goals
for Unesco. The situation may be ascribed to several
factors:

(a) PER has 27 Professional Category staff members, but
almost none has been specifically trained in
personnel administration;

(b) Some of the units have been depleted by the premature
departure of experienced members;

(c) Continuity has been lost because outgoing experienced
PER-GS staff have not been able to hand over their
knowledge to thelr successors;

(d) PER 18 frequently by-passed in personnel matters
because many important negotiations on staff matters
take place bhetween sectors and the Bureau of Budget,
without reference to PER;

(e) In comparison with the Director of Budget, the
Director of Personnel 1is +too far removed from the
Director General; in comparison with his counterpart
in other UN organizations of similar size, his grade
level 1is too low;

(£f) The internal organization: of PER seems 1inadequate,
with recruitment and administration merged in the same
unit and several small units floating around;

(g) PER has little capacity for Organization-wide planning
(manpower, recruitment, careers, training) and
insufficient capacity for job classification;

(h) Some personnel decisions are taken at the Cabinet
lovel without consulting the Director of Personnel,
thus leading to confusion and demotivation.
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The <Commission recommends that as a first priority in
renewing the Secretariat, Unesco reorganize the Bureau of
Personnel. This reorganization should not lead to an
increase in the size of PER, but hopefully to a reduction.
The Commission warns that reorganizing the Bureau of
Personnel by itself will not achieve the necessary
transformation in the motivation and management of Unesco's
human resources. This will require the involvement of all
staff, and especially supervisors, from senior management on
down. The strengthening of the Bureau of Personnel |is,
however, the vital first step.

The overall objective in proposing changes in the Bureau of
Personnel is to arrive at a specialigt unit that

- raesponds vell to the needs of the "new Unesco" and
achieves a more effectiva use of human resources,

- encourages through 1ts decisions, a delegation of
functional responsibility and accountability to lower
levels,

- weostablishes a dynamic process of 1long-term strategic
manpower planning, and at the same time,

- guarantees a sound and flexible short-term
administration of the existing human resources.

As will be elaborated in a following section, a major
challenge for the Bureau of Personnel is the management of
human resources in the situation of rapid change
necessitated by the age and grade structure of the present
Secretariat.



C. The Organizational Structure of the Bureau

of Personnel

The paramount importance of the personnel function as defi-
ned in the draft outline of the Director-General's statement
on Personnel Policies and Practices makes it mandatory that
the structural and staffing pattern of this Bureau be deve-
loped accordingly. Thus, the Bureau of Personnel shall be
composed of:

c.1 Office of the Director

The Bureau must be led by a highly competent Director with
personal integrity, proven experience in managing personnel,
and an educational and cultural background ensur.ing the
fullest understanding of staff in a multi~cultural interr..

tional environment. He/she shall lead and manage all the ac-
tivities of the Bureau.

C.2 Policy Division

The Policy Division attached to the Director's Office shall
be responsible for the interpretation of the Staff Rules and
Regulationa, Unesco personnel policies, procedures and
evaluations, the preparation of personnel policy directives
and 1instructions, relations with staff, 1liaison with the
United Nations system organizations, representation of
Unesco in various inter-agency and United Nations bodies on
personnel policies and related administrative matters and
preparation of appropriate background material. The
reprasontation of Unesco at Appeals machinery deliberations,
and in other elements of the appeals process and providing
general legal advice on all personnel matters will also be a
responsibility of this Division. This Division should be



V-12

serviced by staff who possess the relevant professional

expertise,

c.3 Staff Development Division

To adequately reflect the importance attached to staff
planning, staff development, placement, classification,
recruitment and training, thcse responsible for these
functions should be persons of commensurate expertise,
competence, integrity, seniority, and experience and should
be specialized in staff planning, Jjob <classification,
counselling, training, as well as recruitment and evaluation
techniques.

Cc.4 Staff Planning, Flacement, and
Classification Section

Tho basic functions of this Section shall be:

~ the preparation of an indicative master plén for
staff utilization;

~ the forecasting of short-term, and long-term require-
mentgs, based on a synthesis of all relovant inputs,
and the maintenance and further development of the
automated personnel records system to facilitate such
forecasts;

- onsuring suitable arrangements for the evaluation of
staff members' performance, potential and personal
attributes and continuous developmesnt of evaluation
tools, such as the Performance Review Report;
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the development of "indicative" career patterns for
individual staff members;

the reassignment of Unesco staff and the placement of
newly-recruited candidates, initiated and arranged in
close consultation with the staff members involved,
the Bureaux and Divisions, and the Field Offices;
this within the overall context of the draft outline
provision of the Director General's statement on
Personnel Policies and Practices and on the basis of
long-term and medium-term staff development plans,

implementation of job classification standards and
participation in the review of job descriptions, in
consultation with Recruitment and the other
organisatignal units involved;

participation in decision-meking regarding the
utilization of staff resources and reassignments with
appropriate Bureaux and Offices, to ensure conformity
with agreed staff utilization plans;

participation in Appointment and Promotion Board
meetings; '

the counselling of .individual staff members in
relation to career possibilities and advancement;

the preparation of staff 1lists, ~circulars and
statistical information on Unesco staff.



C.b Recruitment Section

To meet the Organization's external recruitment needs, as
identified by the staff plans, and to ensure a consistently
high quality, Recruitment should be headed by a highly
competent and experienced person with expertise and a good
knowledge of the UN system and its official 1languages.
He/she will be supported by a team of recruitment officers
with similar qualifications.

The basic functions in this area are the elaboration of
procedures for recruitment and selection, based on
established policies of the Organization; the recruitment of
staff for the filling of vacant posts at headquarters and in
the field on the basis of the requirements, as defined by
the Staff Development Division; and the identification of
sources of qualified candidates. Applicants are to be
interviewed and evaluated; rosters of qualified candidates
are to be maintained.

Other functions include the processing of the recruiting and
selection of experts, associate exﬁerts, field advisers and
consultants, and the preparation of background mateflal on
appointments of regular staff for the Appointment and
Promotion Board.

C.6 Training Section

In order to operate an all-round training programme within
the context of the integrated personnel system, the head of -
Training Section should be a training specialist, with
proven competence, preferably with a good knowledge of the
UN system. He/she will be-supported by officers with similar
qualifications and appropriate language skills, The
functiops of Training will include:



(1)

(ii)

(i11)

(iv)
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annual ftraining reviews, of which take into consi-
deration the training requirements and views of
the appropriate units at headquarters and in the
field, as well as inéividual staff members, and on
the basis of which the overall training programme
and budget will be prepared.

preparation and administration of in-service
training programmes in the areas of management,
development, and specialized technical fields on
the basis of specifically identified needs, and
provision of standard briefing and introduction
courses for newly-recruited staff;

compilation of a 1list of courses of potential
value to Unesco staff, and placement of staff
members in appropriate courses offered by
intergovernmental organizations, bilateral
programmes, specialized institutes and universi-
ties, to provide staff with in-depth exposure to
issues and trends of relevance to Unesco's
activities;

provision of assistance in furthering individual
self-development efforts of staff through Study
Leave Programme, and liaison with language schools
to place Unesco staff in special institutions for
total immersion language courses 1in preparation
for reassignment, or as appropriate.
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c.7 Administration Division

To provide efficient administrative services to all Unesco
staff and maintain an effective mechanism regarding the re-
view of salaries and allowances, the Administration Divi-
sion, headed by a senior officer with ample experience in
personnel and field administration, and a sound knowledge of
staff rules and procedures in the United Nations system,
will be reinforced. The division supervisor will ensure
constructive and sympathetic application of Rules and Regu-
lations, so that the right environment for the functioning
of the Organization and the welfare of the staff is created.
He/she will be assisted by Personnel Officers with sound
qualifications in personnel administration and demonstrated
ability to handle complex questions related to conditions of
service. The basic functions of the Administration Branch
shall be as follows:

(1) the administration of entitlements, salaries,
allowances and grants as they affect individual
Unesco staff members, experts, and consultants, at
headquarters and in the field;

(ii) the maintenance of individual files on all staff
and the provision of basic data for the automated
personnel records system; éounselling of staff
members by letter and in person and advising them
of their entitlements within the scope of the app-
licable Staff Rules:.



(iii)

(iv)

(v)
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the coordination, administration and review of
cost-of-living data and other surveys for Paris in
connection with revisions of post adjustments,
salaries of local staff, daily subsistence allow-
ance, stipend rates, and housing subsidies. These
reviews and surveys in relation to the Internatio-
nal Civil Service Commission and other agencies,

as appropriate;

the provison of complete and current information
to field offices concerning policies and procedu-

res affecting salaries and allowances;

in addition, the preparation of special surveys
and papers, as required, for inter-agency and in-
tergovernmental meetings.

c.8 Medical and Social Divisions

a. Medical Section

b. Social Section

These two

units will remain unchanged and 1look after the

medical and social welfare of headquarters staff.

Annex 13.1 shows the Proposed New Structure of the Bureau of

Personnei.
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D. Personnel Policy

D.1 Absence nf Personnel Policy

Unesco has not until the present attempted to develop an
integrated set of personnel policies for its Secretariat,
although it has communicated declarations of various kinds
through notes and circulars issued by management on an ad-
hoc basis. Consequently, the staff seems to lack a sense of
the philosophy of personnel management in the Organization
other than that which may be inferred with difficulty from
the Staff Regulations and Rules.

The purpose of a cohexent statement of personnel policy is
not to supersede the Regulations and Rules buf to indicate
the wunderlying philosophical base which governs the
management of human resources and the processes by means of
which the most important decisions are to be made. 1In
fairness, it should be said, however, that during the recent
past there have been encouraging signs to the effect that
the situation is about to change.

Firstly, mention has already been made of the Director-
General's Note on Recruitment and Personnel Management of 4
February 1988, which may be regarded as a step toward the
formulation of a wider personnel policy.

Secondly, the Special Committee of the Executive Board, in
its In-Depth Study on a Comprehensive Personnel Policy, has
gone a long way in defining new objectives and proposing
interesting measures for their attainment.

fhirdlyh upon the recommendation of the Executive Board, the
Director-General has set up a joint ad-hoc¢ working group to
study the existing system of jJoint consultative committees
on staff quesfions, with a view to simplifying their
functioning and reducing their number.
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This is therefore a propitious moment for Unesco to make a
resolute effort in the direction of defining and
promulgating its personnel policy along the 1lines proposed
later in this part of the Report.

D.2 Some Basic Principles of Modern Personnel Management

Although the Commission feels strongly that management
style, personnel policies and staff/management 1relations
should be developed in a common effort by Unesco itself in
order to ensure effective 1leadership, a healtpg social
climate, and a high rate of prcductivity, it wishes to draw
attention to some important concepts of successful human
resource management that are widely recognized, both in
management science and in modexn industrial practice.

Firstly, personnel management Jis a l1line function and an
integral part of programme management (the term:"programme"
is to be understood in a wider sense than 3in the Unesco
context; it means any work programme, whether technical,
administrative, or of another type). It therefore is a
primary responsibility of every heaé of an organizational
unit, from Sector Head to group supervisor.

1t follows that staffing decisions, but also career
aspirations, discipline and group behaviour, motivation, and
even personal problems must be regarded as major concerns of
programme managers, who carry responsibility and
accountability for the delivery of their unit's work
programme.

To all the extent possible, Directors and other heads of
units must ensure that thefr staff are assigned to tasks
corresponding to their qualifications, abilities, and
interests, that they are givan opportunities for training
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and development, and that they are treated fairly and
equitably. It is their responsibility to reward good
performance and to take corrective action in a constructive
spirit where ©performance falls short of the general
standards of Unesco and the specific objectives of the work

programme.

Managers should realize and indeed accept that, despite a
usual perception of the personnel function as an administra-
tive burden, personnel management tasks are part and parcel
of their own function as responsible chiefs, often taxing
their own availability for more professional and often more

pressing requirements of their own work programmes.

In contrast to earlier concepts, the central personnel unit
nowadays should play predominantly a professional advisory
and administrative support role and monitor the
decentralized application of policies and regulations. The
role of the Bureau of Personnel will be explained further
below.

Secondly, the importance, needs, and expectations of the
individual staff member hnave to be recognized. Judging by
numerous comments received, the human aspects of management
tend to be neglected in Unesco. Many staff members feel that
they are regarded as administrative entities (a "post") and
not as human beings. The relations betiween chiefs and
subordinates seem to laclk confidence, and & real team spirit
is hard to come by, Managers should be aware that
concentrating on work objectives alone is not enough, for it
is of egual importance t¢o assist the members of the team in
their quest for satisfaction at work, individual achieve-
ment, and self-expression.
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Thirdly, but in the same line of reasoning, there is a neeqd
to not only admit but actively seek the involvement and
participation of the staff in the establishment of
objectives and goals at their respective levels of operation
and in the appraisal of their individual performance.
Leadership expressed by authoritarian methods will
ultimately be counterproductive, in that it 1leads to con-
flict and resistance to change. Unesco will need to make a
sustained effort to improve an attitude to team work and
participation that is widely perceived as far from

satisfactory.

D.3 The Formulation of a Consistent Policy

An integrated set of personnel policies should cover at
least the following subjects:

- the authority and responsibility of 1line management,
including Sector Heads, Division Directors and other
supervisors, in personnel management, as distinct from

those of the Director of Personnel and his Bureau;

- the relations and methods of cooperation between the
administration and authorized staff representatives,
including the identification of matters that should be
subject to consultation or negotiation;

- the staffing methods, including staff recruitment,
transfer, and promotion;

- personnel development, including performance evaluation,
career planning, and staff training:;

- the termination of service;



- general conditions of service.

Generally, personnel policies can be either decided at the
top of an organization or developed in a consultation and
negotiation process. The Commission believes that an
Organization 1like Unesco cannot but opt for the second
alternative. This would not only be in conformity with
today's concepts of work and organization, but also be
indispensable for achieving acceptance of, and commitment to

personnel policies by all parties concerned.

Ideally, the consultation process should follow a double
track: both line management and the staff in general should
participate in the shaping of personnel policies.

Unesco Staff Rule 108.2 provides for an Advisory Council on
Personnel Policies (ACPP) as a major consultative body, but
there is reason to believe that it has not been frequently
resorted to in the past. In any case, the ACPP should be
reactivated and brought to full 1life again as the most
important joint consultative body representing both
management and staff.

However, there appears to be a lack of balance, inasmuch as
the Staff Associations have at their disposdl an elaborate
internal machinery for discussion and agreement on matters
zoncerning the interests of the staff, whereas 1line
managers, i.e., Directors and other chiefs, have no forum on
their side allowing them to express views on important
issues and work out a consensus. It would be useful,
therefore, to set up an informal Management Committee on
Personnel Policy composed of senior managers to advise the
Director-General and DDG/M, as well as their representatives
in the ACPP.
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The Commission cannot place enough emphasis on the
importance and urgency of developing a comprehensive Unesco
personnel policy on the basis of as wide a consensus as
possible and of publishing and explaning this policy once it
has been endorsed by the Executive Board. This is all the
more necessary, as the Board is itself in the process of
prescribing a personnel policy in the elaboration of which
neither the management nor the staff of Unesco have

systematically participated.

A coherent statement on personnel policy may, at 1least
initially, be restricted to broad and general issues
covering the respective responsibilities and authorities of
management and staff, thus placing the Staff Regulations and
Rules and other detailed internal arrangements in a wider -
perspective. The elaboration of details would be largely a
task of the Bureau of Personnel, but subject again to
consultation where apprcopriate.

While for the reasons stated, the Commission prefers to
abstain from recommending to the Director-General the
detailed contents of a personnel policy statement, it wishes
to annex to this report a draft outline which has been
kindly proposed by Mr. Eugene ?oukel, whose long and high-
level experience in human resources management in the United
Nations system is of particular relevance to the subject
matter of this report.

The document is contained in 2nnex 11.

D.4 The Post System

The original notion of a post was a budgetary authorization
to appoint a staff member for an infinite period to carry

out a more or less stable or permanent activity of the
Organization.
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The number of such posts, their grades and the units to
which they were assigned was a matter to be decided by the
General Conference on the recommendation of +the Executive
Board. The Unesco Draft Programme and Budget for 1990-1991
mentions a total of 2,073 budgeted posts and a margin of 83
posts which the Director-General may create in order to meet
programme requirements. However, as regards the distribution
of these posts within the Secretariat, neither Document 25
C/5 nor the staff tables specify their location, title,
content, category, or grade level.

Most of these "established posts", especially in the
Professional Category, are filled by staff members holding
fixed-term appointments while others are vacant, £frozen or
filled temporarily. Established posts originally had both a
work and budgetary content and mainly served the purpose of
allowing the legislative organs of Unesco a detailed control
over staff and staff costs. Today, this function is largely
lost, since Unesco has adopted a programme budgeting system,
and posts are managed internally by the Secretariat.

The Commission, which generally advocates greater
flexibility, wonders what purpose is being achieved by the
post system under these circumstances.

The only apparent advantage of the system resides in the
fact that it allows a kind of control over the number of
indeterminate appointments, which are not to exceed the
number of established posts. However, this function seems to
have 1little practical significance, considering the 1low
proportion of findeterminate contracts, i.e., less than 20%
for Professionals and just above 50% for GS grades.

On the other hand, the post system has the distinct
disadvantage of being an element of rigidity in the overall
staffing pattern. Since the underlying assumption of an
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established post is precisely its longevity in terms of
location, job content, and grade 1level, it cannot easily be
made to respond to changing programme requirements. This is
proved by the growing tendency to abolish, freeze, downgrade
or otherwise manipulate vacant posts and resort to temporary
help and ccnsultants who offer greater flexibility in their

employment.

At the same time, heads of units where posts fall vacant are
still inclined to open recruitment in the traditional way
without always reappraising the long-term usefulness of this
approach, Nor is the central control over budgets and posts,
as exercised by the Bureau of Budget, very helpful in this
respect; rather, it must be seen as an anachronism with a
detrimental effect on the accountability of line managers.

Even when viewed from the angle of the staff's interests,
the post system has lost much of 1its significance. What
provides security of employment to a staff member is not so
much being assigned to a budgetary post as the type of
employment contract held. In this respect, the difference
between an indeterminate appointment and a durable fixed-
term contract has diminished over the years, although
indeterminate appointments are still highly valued.

The post concept has also been weakened by the practices of
financing certain determinate appointments from extra-
budgetary funds and maintaining a large number of staff
asgigned to budgetary posts on fixed-term contracts.

Since the system of resource control and that of staff
employment have developed in different directions, a former
close correlation between them is now nlmost nonexistent. I%t
would be advisable to treat the question of employment
tenure and contractual policy in a new perspective.
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From the point of view of flexible resource management, the
post notion may often be undesirable for its inherent
rigidity over 1longer time spans; in the eyes of the
incumbent, a post may be falsely perceived as a guarantee
for continued employment. On the contrary, what actually
determines the budgetary staff resources are the financial
resources available, and what actually determines - and
should determine -~ job security are factors such as
performance in assignments held, development potential,
commitment to the objectives of the Organization, snd a
continuing need for the contribution a staff member can
offer.

As a consequence, it is recommended that the old "post"
systen be replaced by an integrated staff development
gystem based on the concept of job as distinct from post
(a job can be of any duration and grade) in order to allow a
flexible response to changing programme needs and
accompanied by effective manpower planning and a suitable
staffing and career policy. Reference to "posts" should be
avoided, including in the Staff Regulations, and be replaced
by the term "job", particularly with regard to job
clagssification and organizational structure.

D.5 Employment Contracts

Staff Rules 104.6 to 104.8 provide for three typey of
appointment: fixed-term, indeterminate, and temporary.
However, thers does not appear to be a clear policy on their
use, e.g., the type of assignment for which the appointment
is made, the desirable proportion of indeterminate
contracts, and the conditions under which they are awarded.
A further question arises with regard to the appointment
procedure applicable to the various types.
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A major problem in Unesco is the fact that many staff
members were appointed under fixed-term conditions in
response to a certain programme need of longer or shorter
duration, and that they remained on the payroll thanks to
successive contract extensions, thereby gradually building
up career expectations, despite the recognized principle
that fixed-term contracts carry no expectation of renewal.

Jurisdiction of the ILO Administrative Tribunal has recently
undermined this principle irn cases where contracts were
extended over several yesdrs as a result of apparently
satisfactory services and where a clearly temporary nrature
of job could not be proved.

Because of the widespread employment of fixed-term staff in
budgeted "posts" based on continuing activities and the
ineffective performance evaluation usystem, it is now almost
ags difficult to terminate (i.e., not renew) a fixed-
term contrzst as to terminate an indeterminate one.

In this context, mention needs to be made of the use of
consultants in Unesco, on which much criticism is being
voiced. While a sophisticated Organization 1like Unesco
probably cannot renounce the collaboration of consultants
for specific purposes - a modality formally foreseen in the
system - it seems wrong from the point of view of sound
employment practice and even contrary to the Staff
Regulations to amploy consultants in l1ine functions in the
Secretariat, where they may either receive instructions from
staff members or even give instructions to staff members.

Consultants are not staff members themselves and therefore
not bound by the Staff Rules and Regulations or the oath of
office. The use of consultants in regular and/or ongoing
activities anywhere in Unesco cannot but be interpreted as
an attempt to by-pass normal employment procedures and is
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bound to be resented by the staff. This is particularly true
with respect to consultants employed for 1longer periods of
time in the higher layers of the hierarchy.

A problem also exists with regard to supernumerary staff,
whose appointment is for strictly temporary assistance and
should not lead to expectations exceeding this concept.

In the opinion of the Commission, Unesco needs a more
systematic approach to all these questions. The Commission
also believes that the policy should be sufficiently
flexible to satisfy several potentially conflicting needs, -
on the one hand, the stability and independence of the
international c¢ivil service and the maintenance of an
institutional memory and experience, and on - the other, the
need to ensure a constant influx of "new blood" in order to
keep abreast with the technological and scientific progress.

Although it will be for Unesco's management, staff,
and constituents to reach a consensus on the most
suitable employment policy, the Commission wishes to propose
a number of elements for their consideration:

(8) A clear distinotion should be made, wherever
possible, between "programme" (1.0., career)
appointments and "project" (i.e., ad-hoc) appoint-
ments. While the former are based on jobs of a
continuing nature, the latter should be of a clearly
specified duration or for a specific task (e.gqg.,
research or consultancy-type jobs):

(b) Both types of appointment should initially be made
for fixed terms. Programme appointments should be
made for two years and be renewable (without
carrying an expectation to that effect). Project
appointments should be made for two years or less,



(c)

(d)

(e)
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depending on the job to be performed, and may take
the form of a fixed-term, temporary, or consultant
contract. These contracts should not be renewable,
so as to avoid continued employment with its
undesirable consequences. Where necessary, they
may be followed by a similar contract after an
interruption, subject to firm limits. The various
types of appointment would also be subject to
different recruitment procedures (see below);

The jobs in Unesco classified as programme
appointments should be subject to decisions taken
in the framework of continuous manpower planning.
Account must be taken of budgetary constraints as
well as of staff redeployment and rotation
requirements, so as to improve staff mobility and
career prospects; such decisions may be taken at
the beginning of a new programming period;

Fixed-term programme appointments should be
converted into indeterminate appointments after a
minimum of five years, subject to fully satisfactory
performance and within the limits of the established
budgetary ceiling; such conversion should not be
unduly delayed:;

Appointments to management jobs should be made
exclusively for fixed terms. If they are made by
promotion of staff members holding indeterminate
contracts, these contracts should be suspended and
superseded by fixed-term contracts at the
directorate level.

This employment policy would doubtlessly go a long way in
meeting changing programme requirements and at the same time
offer a fair response to the legitimate aspirations of the
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staff with respect to job security. However, the success of
the policy depends entirely on the strictness of its
implementation. It should be published and explained to the
staff, especially to newly appointed members, who should be
made aware of their own position in relation to it.
Exceptions should not be made under any circumstances, to
preserve the staff's confidence in the impartiality of the
system.

D.6 Job Classification

Job classification in Unesco, at least certain aspects of
implementation, has been criticized as being a problem area.
Because promotion opportunities are few, enormous pressure
has built up to create them through job reclassification.

In 1988, some B00 requests were received, of which 54 in the
Professional Category and 74 in the General Service resulted
in upgradings and the promotion of incumbents.

The Consultative Committee on Classification was overloaded
and lacked expertise, so that much of 1its work was done
superficially. Many requests for reclassification were
forwarded without the support from Sector Headsa. 1In
addition, the Bureau of Personnel is at present without
trained and experienced classification specialists.

The Commission has some difficulty in drawing the right
conclusions from this situation, from which it may be
inferred either that jobs in Unesco evolve dynamically -
which would be indicative of programme flexibility and job
enrichment practices and thus be a positive factor - or, on
the contrary, that many Jjobs were either improperly
classified previously or toc generously reclassified
subsequently - which would be a negative factor.
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Job classification is always a <critical area because of the
human element involved. It can be successful only 1if it is
carried out by neutral specialists of the Bureau of
Personnel, whose work is protected against outside pressure
or influence, and if the appeals body enjoys identical
conditions.

Classification standards are now largely under the control
of the International Civil Service Commission, and Unesco is
under an obligation to apply them.

The Commission recommends strengthening the Bureau of
Personnel by setting up a job classification unit with, at
least 1initially, one or two experienced classification
officers and a sufficient budget allocation for the hiring
of two additional classifiers on a temporary basis.

As recommended above, the team's first task should be to
undertake a complete classification review at Headquarters
and in the field, so as to wind up all outstanding
reclassification requests, +to prevent new requests from
being made for some time and to start again with a clean
slate thereafter. Future policy should exclude excessive
reclassification requests by making the relevant conditions
more stringent.

To be effective, a classification unit 1in Unesco would
require at least two classification officers on a permanent
basig: this would allow the review of the Secretariat's
2,500 jobs once 1in every 5-6 vyears and the 1initial
classification of all newly created jobs.

The principle whereby every job needs to be adequately
described in a Jjob description and duly classified by a
specialist before it is filled should be strictly applied in
the interest of sound and equitable personnel management.



D.7 Staff Planning

To ensure that the organization and structure of the staff
responds to changing programme needs, staff requirements
must be systematically planned in advance.

Unesco has apparently not wnade efrorts to develop staff
planning alongside wi-:., _.»¢nramme planning. The latter is
now based on the doui.ls-:rack approach of the biennial
budget exercise and the six-year medium-term plan; each time
these planning afforts are madse, they should also cover the
prospective implications in terms of the human resources and
skills i1:eeded for the planned activities.

Staff planning is a prerequisite for the planning of
recruitment, training, and career development. The Bureau of
Pexrsonnel (PER) has a central role to play in the overall
Organization-wide coordination, while all unit chiefs have
to provida the main data.

PER should take the lead by specifying its requirements for
forecasting data and by maintaining planning tables for
Unesco as a whole. At this point 1in time, after the
Programme and Budgst proposals for 1990-~1991 and the Medium-
Term Plan 1990-1995 have already been finalized, there is no
other way but to request all units of the Secretariat and
field offices to analyse their staff neaeds for these
periods on an ad-hoc basis.

In rsuture planning cycles, the identification of precise
needs should bo a normal part of programme proposals.

Staff planning will be greatly facilitated by the use of
a computerized personnel information system, which should
include a skills inventory subsystem allowing easy on-line
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access to data on skills available and needed in the

shorter and longer term.

As will be explained further below, the terms of reference
of the Bureau of Personnel should wundergo a fundamental
change by a reduction of its work in central staff
management and manual administration and by the development
of planning and advisory functions and greater use of data
processing facilities.

D.8 Recruitment

Staffing 1is & term designed to cover the processes of
recruitment, selection, and assignment of qualified persons,
whether from within or outside the Organization. In Unesco,
the main staffing principles and criteria are specified in
Chapter IV of the Staff Regulations, namely:

highest standards of efficiency, competence, and
integrity;

- non-digcrimination;
- wide geographical distribution;
- selection on a competitive basis where possible;

- priority for serving staff in the f£filling of wvacant
posts.

With the view that these principles are still valid and
important, the Commission was mainly concerned with their
practical application in Unesco, with the dolegation of
authority for stafifing decisions, and with the efficiency of
the processes.
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Authority for staffing decisions and the methods applied to
the filling of vacancies have obvious implications for

(a) the unit manager(s) concerned,

(b) the staff,

(c) the member States, and

(d) Unesco as a whole.

The unit manager needs skilled and capable persons who fit
into hig +team, the staff want to protect their legitimate
career interests, the member States attach importance to the
geographical distribution of appointments (and sometimes
"push” their candidates), and Unesco as an institution needs
a solid corps of 1loyal, reliable, and adaptable civ:il
servants with experience and development potential.

The Director-General, who 1s the only constitutional
appointment authority, must take these differing, if not
conflicting interests into account. The practical exercise
of the staffing authority is thus more difficult than in a
private organization and subject ¢to criticism from many
sides.

The Commission feels that an important d.stinction should be
made between

(a) short-term project-type appointments,

(b) potentially 1long-term programme or career appoint-
ments, and

(c) management appointments to the Director Category.

Becawse project-type appointments are not to lead to careers
in Unesco, there is nn reason why the staff needs to be
consulted in the selection process. Provided the principle
of non-conversion of status is strictly adhered to, the
responsible heads of Divisions, Bureaus and Sectors may and
should be granted wider authority and responsibility for the
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selection of the most suitable people to help them execute
their programmes during limited periods.

Nevertheless, considering that non-career appointments may
cover large numbers of staff members and consultants,
involving millions of dollars of expenditure of public
funds, it really seems difficult to justify an unrestricted
freedom for line managers to commit the Organization without
some system of checks and balances.

To simplify and speed up the process, it 1s therefore
recommended to create or maintain a procedure whereby the
Bureau of Personnel exercises a minimum of control by
processing, monitoring, and recording all contracts.
Additionally, PER should assist 1line managers in recruitment
planning, candidate searches, interviewing, and other
support work.

As regards programme/career appointments, 1i.e., fixed-term
appointments with the possibility but not the expectation
of renewal and -~ at a later stage - conversion to
indeterminate appointments, given the crucial 1ink between
staffing decisions and the quality of programme performancge,
it 1s 1imperative to associate 1line managers as closely as
possible to the staffing process.

On the other hand, in view of the long~term implications for
Unesco and for the staff as a whole, a more formal
consultative procedure appears indispensable.

The Commission takes the view that the Personnel Advisory
Board (PAB) procedures provided for in the Staff Regulations

offer an adequate machinery, but that care should ba taken
in their use:
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- First, the members of PABs should be selected carefully
among qualified staff;

- Second, the work of PABs should be protected against
undue influence from outside;

- Third, PABs should perform their duties with all due
discretion, speedily, and efficiently.

Staff Rule 104.1 excludes appointments of 1less than six
months from the PAB procedure; in view of its recommendation
to handle project appointments of up to two years outside
the Board procedure, the Commission considers that a changn
of the relevant Staff Rule would be necessary.

With the Director-General's decision of April 2, 1988 to
delegate staffing and appointment authority to t{he DDG/M,
the ADG/GA and the DIR/PER, the PAB procedure has fallen out
of balance, inasmuch as appointments at grades P.1 to P.3
are decided upon in the end by the ADG for
General Administration, who 1is at the game time the
hierarchical chief of the DIR/PER, who in turn 18 ex-
officio chairman of the PAB.

As 1long as 1line management and PAB agree on a selection
recommendation, the exercise of appointment authority is
purely formal and unproblematic. However, in cases of split
recommendations, it would seem normal to refer the issue to
an authority which is both impartial and on a higher 1level.

The situation would be similar in the case of appointments
of General Service staff, where DIR/PER is both the superior
of the PAB chairman and the appointment authority for GS
appointments.
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The Commission therefore recommends to add to the delegation
arrangements a provision to the effect that, whenever
there 1is disagreement in a selection case, the issue
should be referred to both DDG/P and DDG/M for a joint deci-
sion or, if no agreement is reached at the DDG level, for
final decision to the Director-General.

Although the Staff Regulations provide for no internal
consultative machinery for the appointments of grades D.1
and D.2, it is considered +to be in the Director-General's
interest to have a permanent advisory body at his disposal
in this regard. Such a body might usefully be composed of
the Director-General as chairman, the two Deputy Directors-
General and the Director of Personnel as permanent members,
and two ADGs or D.2 Directors as ad-hoc members.

The DIR/PER would act as secretary and be responsible for
preparing complete dossiers on the candidates under
discussion so that the group, which might be designated the
"Senior Appointments Board", may consider all relevant
factors.

The Commission firmly believes. that the Director-General
should give his support to this type of internal executive
congultation board, which should be consulted on all
appointments to management positions (P.5 to D.2), except on
appointments at the 1level of DDG and ADG. Appointments at
grade levels ADG and DDG have to be communicated to the
Executive Board.

Current staffing and recruitment methods practiced in Unesco
should be improved by the following measures:
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As part of continuing staff planning, staffing needs
and recruitment action should be planned suffi-
ciently in advance to yield better results and avoid
delays.

Unesco needs a strong recruitment unit in the Bureau
of Personnel, staffed with specialists and equipped
with modern tools and sufficient funds for aggressive
actio. in the search for first-class candidates.

Staff recruitment 1is professional work requiring
specialized knowledge and experience; therefore, PER
should be responsible for recruitment planning and
all pre-selection work, 1including the development of
sources, advertising, arranging tests and
interviews, keeping rosters up to date, and any other
administrative work in connection with the gtaffing
process; it should service the units with staffing
needs and the internal Boards concerned with
selection; once adequately staffed and equipped for
these tasks, PER should be held accountable for the
results.

All other units of Unesco should cooperate with PER
and facilitate its work by providing planning data
in good time, providing meaningful job descriptions,
identifying potential recrui tment sources and
generally, maintaining a constructive dialogue with
PER; neither PER nor the other units should take
recruitment action in isolation.

In no case should PER be by-passed in any staffing
process; officers with recruitment - authority should
not proceed to an abpointment without having consult-
ed the Director of Personnel on the requirements of
due process and possible policy implications;
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All appointments should primearily be based on merit.
Other policy objectives such as fair geographiceal
distribution, equal treatment of men and women and
rejuvenation of the staff must also be achieved;
these objectives are not incompatible with the
paramount requirements of efficiency, competence
and integrity, but they are constraints that call
for greater investments and efforts in recruitment.

As 8 matter of principle, all appointments, whether
from within or without, should be made on a
competitive basis, and unavoidable exceptions should
be winimized in number; wherever possible,
candidates should be assessed by objective means,
such as written oxaminations to test professional
knowledge and language proficiency, through
interviews, and on the basis of reliablo references.

Programme  appointments from outside should ba
strongly concontrated on junior entrance 1levels,
i.e., P.1 to P.2 and GS'1 to GS 3; intensive
information projection offorts, 1i.e., visits to
campuses, should be made to attract young
university graduates with interest in international
careers;

Non-renewable project appointments can be made at
higher levels to respond to urgent and specialized
short-term needs;

Leadership qualities and management skills are
important requirements for supervisory and director
appointments and should receive the same attention
as professional and technical excellence; where the
latter outweigh the former, suitable training in



management skills should be provided at the
beginning of the appointment;

- A fully satisfactory knowledge of either English or
French should continue to be an indispensable re-
quirement for appointment to any job in Unesco, even
if this may disadvantage candidates from countries
where neither of the two 1languages is currently
spoken, it cannot be seen how this vital communica-
tion requirement can be renounced or downgraded.

The interference of member States in the selection of
candidates and the filling of vacancies has been the subject
of acrimonious criticism among the staff. Such interference
is undoubtedly unhealthy and counterproductive, if the aim
is to have a coherent personnol policy and sound management
practices in Unesco.

While a balanced geographical distribution of staff
appointments is a natural goal in a world Organization, it
must be subordinated to a clearly articulated policy
restricting appointments to properly qualified candidates
selected in an orderly process.

Unsolicited candidatures must be rejected when they fail to
match the needs of the Organization, and member States must
be persuaded that their true interests, and those of Unesco
and of the individuals concerned, are met only if there is a
clear correlation between the staffing requirements and the
quaiifications of the staff.

The following measures might help reduce the influence and
pressure from governments and other national institutions on
the management and staff of Unesco:
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- The Director-General should issue a statement
requiring every staff member to resist such influence
and pressure and recalling their oath of office;

- He should also use a suitable opportunity to remind
the representatives of member States of the
undesirable effects of interference in his
prerogatives and obligations as chief administrative
officer;

- He should further give member States an assurance
that the Secretariat does and will conduct vigorous
and successful recruitment cempaigns in unrepresented
and underrepresented countries;

- Finally, he should have a coherent personnel policy
developed and published and onsure its observance by
all concerned;

- This policy should provide that government
representatives in Unesico bodies, s8uch as the
Executive Board, cannot apply for appointment as
gtaff members until two years after having
relinquished their governmont function.

D.9 Career Planning

Careex planning is one of the personnel management subjects
which are frequently discussed but seldom acted wupon. The
first question to be answered is whether Unesco considers
itself, and indeed wishes to be, a career-minded
Organization, or whether it prefers to emphasize a "fresh-
blood" approach, focusing on short-term rather than on long-
term neeaeds.
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The answer is that Unesco needs both a core of career staff
who ensure the institutional tradition and continuity and a
reasonable inflow of state-of-the-art know-how and expertise
from outside.

The difficulty will be to strike the right balance between
the two. In a preceding chapter, the Commission recommended
introducing staff planning as a systematic and continuing
exercigse to identify short-term and longer-term needs in
jobs and personnel.

It i8 very important to determine principles, criteria and
ratios for this assessment of needs, 80 as to ensure a
balanced overall staff structure.

Career prospects in Unesco are criticized as being weak and
uncertain, depending on the availability of vacant posts and
on unpredictable recruitments from outside. Most of the
recent promotions resulted from Job reclassification,
whereas some others were granted ad hoc on a personal basis,

There 18 no evidence that Unesco has ever addressed the
career problem systematically. In this connection, reference
should be made to the career policy proposals contained in
the 1In-Depth Review of the Special Committee of the
Executive Board.

They recommend that the problem be solved in a relatively
easy way, by introducing "semi-automatic" promotions after
periods of service of §-7 years, subject +to satisfactory
performance and development potential.

The Commission finds it difficult to agree to this idea,
which would mark too radical a departure from the prevailing
concept, whereby a staff member's grade and salary are
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determined by the degree of responsibility, scope,
and difficulty attached to the job.

A semi-automatic promotion system would primarily be person-
oriented by rewarding seniority and performance rather than
higher-level functions, thus depriving job classification of
any practical significance. Nor would it be conducive
to 1increased effort and competition, since advancement in
grade would tend to become a mere question of time.

The linking of grade levels to job contents should basically
be maintained. However, there appears to be scope for a
certain degree of career planning, although this would be a
complicated and demanding exercise.

It would require an analysis of job types and job clusters
and an 1identification of a seories of normal career paths.
For each set of skills and qualifications, there should be a
pattern providing at least for a probationary level, a fully
operational 1level, and a supervisory 1level or a level
of exceptional compatence.

Career plans should be regularly reviewed and updated and be
coordinated with recruitment plans. It must be realized,
however, that the scope for effective career planning is
limited as long as staff members participeste in, and win,
competitions for filling higher ranking vacancies.

Nevertheless, an Organization as 1large as Unesco may find
considerable advantage in providing for its needs for
capable future 1leaders through the identification of young
staff members who have the capacity for accelerated
advancement and the planning of special development
programmes for them.
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Development programmes might include job rotation between
Headquarters units and between Headquarters and field,
special assignments, management training programmes, study
leave, etc. They would imply no guarantee for future
promotions, but rather greater expectations from management
and higher performance levels from the staff member
concerned.

Career planning, to have a reasonable chance of success,
also must be reconciled with the requirements of
geographical distribution. Such recruitment should be
limited to lower entrance 1levels. Higher-grade vacancies
should be staffed predominantly through internal staff
movements, where geographical distribution would not
normally be a consideration. If some of the most senior
posts (e.g., DDG and ADG) must be reserved for appointmont
by geographicaldistribution, it would be desirable to
indicate this clearly as part of doclared staffing policy.

Manpower and career planning are personnel management
programmes that cannot be implemented on a decentralized
basis, for obvious reasons. They have to be part of the
responsibilities of the Bureau of Personnel, which must work
closely together with all the units of the Secretariat.

They require initiative and innovation, coordination and
persuasion, and objective judgment. They should be supported
by modern data processing facilities.

D.10 Women in the Secretariat

The Commission strongly supports the need to further efforts
in improving the gender distribution within the professional
and above categories to give greater practical effect to the
principle of eguality of opportunities for women.
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Since, in the normal course of events, a more balanced
distribution will take many years to achieve, the Commission
recommends that the Director-General instructs PER to give
priority, consistent with merit, to the selection of women
to £fill1 a number of posts at the higher decision-making, and
management levels during the new budget period beginning in
January 1990.

The Commission believes that in taking some immediate steps
to remit and promote women to senior positiong, the
Director-General will signal his commitment to the principle
of equality of opportunities for men and women, and is
confident tha® women of the highest calibre can be. fund, 1if
a determined search is made to identify them. It 1is also
consistent with this policy, that Unesco does not flinch
from the need to remove women from posts should they fail to
meet the requirements of their position.

D.11 Performance Evaluation

Performance evaluation or staff reporting is one of the pil-
lars of staff development. There are no other official re-
cords on which to base decisions for contract extensions,
transfers, and promotions. Nor are there any records for
Justifying non-extensions or terminations of appointments
and disciplinary measures. There is widespread recognition
that 1in Unesco, as in most other UN agencies, the
performance aevaluation system 1s ineffective, and {ts
integrity has been undermined.

It has become impossible to build a case for the termination
of unproductive staff, Aware of this situation, supervisors
tend to disguise negative performance aspects in <he hope
that this will facilitate a transfer of the person concern-
ed. Another xeason for the failure of the system is the fact
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that reporting is too strongly centered on personal charac-
teristics and general attitude to work rather than on the
factual assessment of task implementation.

1t 1is wunderstood that the performance evaluation system is
presently under review, and it 1is hoped that this review
will result in clear improvements. In this connection, the
Commission wishes to formulate a number of recommendations.

Staff Rule 104.11 fails to provide for action to be taken on
the basis of staff reports, except if they are contested by
the staff member concerned, in which case they are referred
to a Personnel Advisory Board. Otherwise, reports are merely
recolved and filed by the Bureau of Personnel. Like other
organizations of the UN System, Unesco should ostablish a
special Reports Board, responsible exclusively for the con-
trol of the reporting system. This Board should be composed
of 4 to 6 Directors, appointed by the Director-General for
two-year torms renewable, and have the following responsibi-
lities:

- Authority to rejeot reports of poor or inadequate
quality;
- Authority to summon reporting Directors and

supervisors, and staff members covered by reports,
for interview, as required;

- Obligation to recommend that the Director-General
take disciplinary action against staff members found
deficient either as reporters or as the subject of
reports;

- Overall control of the integrity and utility of the
performance evaluation system.
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The Reports Board would be serviced by the Bureau of
Personnel. The latter would also have the responsibility of
operating a strict system of reminding supervisors of
reporting deadlines.

The Commission urges Unesco to intensify its efforts with a
view to revising the performance evaluation systen.

This revision should cover the procedural aspects mentioned
above, but also the periodicity of staff reports and the
forms to be used. As already mentioned, performance
evaluation should de-emphasize personal traits and
generalities; instead, it should relate performance clearly
to pre-established work objectives and use measurable
criteria as far as possible,

Also, performance evaluation should be a continuous process
rather than a once-every-two-years exercise; the aim should
be to improve performance rather than oriticize it. Lastly,
consideration should be given to adding self-evaluation of
work as part of the process.

It is oclear that performance evaluation, 1if properly done,
is a time-consuming task for supervisors, but this 41is the
price to be paid for results which can doubtless be
beneficial to all concerned.

D.12 Promotions, Rewards and Performance Incentives

As ragards promotionsg, there is a dilemma in Unesco inasmuch
as the present grade structure 1is top-heavy and yet the
staff 1is dissatisfied with the practice and rate of
promotions.
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For the rceasons. stated above, the Commission 1is not in
favour of a semi-automatic promotion system based primarily
on seniority. It believes that the present normal means of
obtaining promotion, i.e., by regrading a job as a result of
changes in duties or by winning a competition for a vacancy
at a higher 1level, 13 by far preferable despite 1its
shortcominge, which are certainly due to its implementation
rather than to the system itself,

The success of this promotion system depends on the
conditions that

(a) work is efficiently organized in all units;

(b) jJob classification follows strict rules and
standards:

(¢) recruitment 1is largely restricted to the entrance

’ laovels; and

(d) selection procedures are fair and consistent.

This being said, the Commission recommends that the
possibilities of promotion be increased by the introduction
of a complementary system of personal promotions, which
would be applied when deserving staff members have not been
promoted despite oclearly superior performance over many
years during which they have reached the maximum step and
gsalary of their grade.

A carefully planned system would avoid that the number of
personal promotions reaches undesirable proportions. There
are precedents in other agencies of the UN System, notably
in ILO, which might be considered as models.

Personal promotions might also be considered for the last
six months of service before retirement of staff members who
cannot qualify for promotion in any other way.
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Apart from promotion, there 1is no possibility to reward
outstanding performance in Unesco, inasmuch as annual salary
increments are granted automatically if performance 1is not
unsatisfactory, which means raises for practically every
staff member.

Assuming that truly outstanding performance may be expected
from not more than 20 percent of all staff, provision should
be made for the payment of an additional salary increment
for especially meritorious service to +the vyear's best
performers of each unit.

Again, there are precedents in other organizations which
Unesco may use as a reference. Unesco should also consider
whether salary increments could bs granted over and above
the grade maximums +to those staff members who have had
neither a promotion nor any salary increment for a number of
years and who vyet continue to maintain a high level of
poerformance,

Since people are not only interested in material rewards for
efforts they have made, the Director-General may wish to
consider some additional, immaterial measures to reward ex-
cellent performance. Such measures might be the yearly pub-
lication of a 1ist of the best performers in Unesco, perso-
nal letters of the Director-General to such staff members,
public recognition by the D-G in a yearly staff meeting etc.

It may be expected that honorary distinctions of this kind
will be greatly appreciated by the large number of people in
lower grades who make untiring efforts in inconspicuous ac-
tivities.



D.13 Staff Training

It has been amply argued that staff training is one of the
most urgent measures to be taken in Unesco. The Commission
shares this view, having found that up to now training poli-
cies have evolved piecemeal; that responsibilities for
establishing objectives, priorities, and methods are not
clear; that training is not coordinated with programme and
management reforms; and that there seems to be no policy
concerning the funding aspects of staff training. Wnile
efforts presently undertaker to upgrade training activities
are certainly a step in the right direction, more needis to
be done to raevitalize this activity, which 18 absolutely
essential to improve the officiency and productivity of the
whole Secretariat,

Considering the importance of +training to both management
and staff and 1its likely cost, it would be desirable to
establish a permanent joint advisory committee ow training
policy, which would have the task of advising the Director-
Goeneral on the objectives of staff training and the methods
of attaining them,

The advisory committee should also overses the implementa-
tion of the training policy, both the use of +the funds and
the results obtained. The committee might be composed of
three management and three staff representatives; the chair-
man might be the Director of Personnel. The operational re-
spongibility for implementation should be with the Bureau of
Personnel, which should plan and organize all training acti-
vities 1n close cooperation with the Secretariat units.

Without going into a discussion of the details of staff

training activities, the Commission wishes tc stress in par--
ticular the importance and urgency of management training,

on which efforts should be concentrated at this stage.
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This report has highltighted iLhat one of the most serious and
pervasive problems of Unesco 1is weak leadership and
ineffective management. Apart from attempts to remove the
most seriously ineffective managers from the payroll, the
only other measure for improving the situation is to start a
management development programme without delay. Management
courses should be made obligatory for all Directors and
higher grades who have not undergone management +training
previously. In the future, newly appointed Directors, ADGs,
and DDGs should be subjected to suitable management training
before they take up their function,

The type of training should be carefully chosen and be
adapted as far as possible to the special nature of Unesco
as an international, multi-cultural, professional
hureaucracy whose problems are quite different from thoso of
a national administration or privata company.

A similar policy should be applicd to middle-level
supervisors, 1including supervisors in the General Service
Category, whose importance for promoting staff efficiency
and motivation should not be underestimated.

The type of training required by this group will be somewhat
different from actual management training, although many
behavioural aspects will be the same.

Training in data processing technigques, while no doubt very
important for any organization, will not in itself deliver
miraculous results. Information processing training should
be geared to precise proven needs, to prevent the sometimes
observed tehavior of people using work time to exercise with
computers for little practical purpose. Word processing, the
most widespead computer-based application, could lead to
better results and higher productivity if offered to those
who are responsible for composing documents and who could
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often make use of the technique. Training in data management
techniques, however, makes sense only if useful data are
actually accessible through decentralized terminals; if this
is not the case, such training would be wasted.



D.14 Mismatched and Seriously Underemployed Staff

According to the surveys carried out at the request of the
Commission, an unidentified but significant number of staff
members are making little or no effective contribution to
the work of their unit or of Unesco as a whole. There are
saeveral reasons for this unsatisfactory situation, some of
them relating to performance, others to circumstances beyond
the staff member's: control. The problem.is sufficiently
serious to require an urgent and determined solution to

- alleviate the payroll of unproductive salary expenses

- counteract the existing malaise and feeling of in-
Justice among the good performers

A long-term solution will have to aim at avoiding the
recurrence of such a situation by more careful staffing
decisions, honest performance appraisal, effective staff
training, and development and consistent application of the
Staff Regulations. For the immediate future, however, the
following measures might offer a way to solve the present
problem.

- Every Head of Sector, Bureau, Division, or Established
Office in the field should be reguested to identify
the members of his staff whom he believes to be making
an insufficient contribution to the delivery of his
programme - even if previous performance reports do
not necessarily lead to this c¢onclusion. He should
discuss the cases with the next higher superior and

- with the Personnel Director, oxplaining fully the
reasons and circumstances of the case. If appropriate,
the staff member concerned could be included at some
point in the diecussion, whicih should not be 1imited
to .problems but alsv focus on possible solutions. Such
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solutions might be a change of the assignment, a
transfer to another job in the wunit, job switches
between staff, additional training, or early
retirement under certain conditions.

If no solution 1is found, the unit concerned should
release the staff member, together with the resources
from which his/her contract 1is financed, to the
Director of PER, who would then be responsible for
finding a new assignment for the staff member more in
line with his/her qualifications, experience, and
personal inclinations. The combined release of problem
staff and their resource basis would have the double
advantage of (a) obliging the releasing Director to
give careful consideration to the pros and cons of
such action and (b) increasing the receiving
Director's readiness to try the staff member in a job
available in his unit.

If this operation (which should be closely monitored)
turns out to be successful after a clear trial period,
the receiving manager must then make the required
resources available 1in his own programme and restore
the original resources to the releasing unit. This
would require a coertain flexibility in resource
management, an additional reason for down-playing the
post system. A necessary corollary of the redeployment
operation would be to authorize outside recruitment
only after all possibilities of £111ing vacancies by
internal transfer have been fully explored.

If the efforts to redeploy a mismatched or under-
employaed staff mefiber to another job are inconclusive
within a given period of time, PER should start
negotiastions with the staff member with a view of
torminating his/her service at Unesco. The Staff
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Regulations offer several possibilities in this
regard, but they may not suffice. Consideration should
be given to special leave with and/or without pay,
leading, where feasible, to early retirement and to
special termination indemnities over and above those
foreseen in the Staff Regulations. This would require
obtaining a special financial allocation from the
Executive Board, preferably on a non-rxeimbursable
basis.

- If the problem of inadequate competence and
performance in Unesco 1is as serious as many people
scem to believe, the Commission considers it of utmost
importance to find a definitive solution before 1long.
If necessary, in view of the potentially high number
of cases involved in the whole exercise, a joint ad-
hoc committee might usefully be set up for the purpose
of negotiating agreed solutions with the staff
concerned.

This ad-hoc committee should be composed by a member from
the PER, a representative from one of the Staff associations
and an outside consultant with experience in handling such
matters.
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VI NEXT STEPS
In submitting this report the Commission has terminated its
mandate as defined in February 1989,

However, it would not feel 1its migsion completed if no fur-
ther action was taken.

Therefor the Commigsion takes the liberty of suggesting the
following next steps:

Thorough review with senior officer designated by Di-
rentor-General of the present report.

Implementation of proposals accepted by the Director-General
and the Secretariat to begin as soon as possible in order to

obtain maximum credibility for the Reform Process.

- Macro ¢ Restructure the Organization into the three
proposed sectors:

- Programme Planning and Implementation

- Relations and Information

- Administration and Finance

A continious effort to define areas of re-
sponsibility and accountability should be
undertaken at the individual staff member

lavel.

Massive managerent training should follow.



- Micro

- Submicro
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Restructure the Bureau of Personnel, imple-
ment the Statement of basic Unesco Policies
and Practics and the suggested reforms in
the Human Resources Management area to be
started now and carried through over fhe
next, 12 to 18 months.

To create the confidence required, set-up a

.highpowered three person group repo;ting to

the Mediator to deal with outplacement and
gimilar situations on an individual staff
member base.
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Mandate and Approach of the Commission

On December 5 1988, +the Director-General. .appointed an
Independent Commission under the chairmanship of Mr. Knut
Hammarskjold "to advise him on ways and means of improving
staff efficiency and management in the Unesco Secretariat,
thereby adapting it to the requirements of the Medium-Term
Plan 1990-1995".

.. The Commission was composed as follows:
Chairman : Mr. Knut Hammarskj®lad

Members ¢ Mr. André Chakour
Mr. Je¢rgen Friisberg
Mr. Carl-Heinz Harder
Mr. Juan Rada
Dr. Anne Whyte

Mr. Friisberg's position, at his request, was 1later
transformed to that of an expert-consultant attached to the
Commigssion and participating in its work.

The Commission held a total of nine meetings, as follows:

February 6 - 7, 1989
April 17 - 12, 1989
May 16 - 18, 1989

June 22 - 23, 1989
July 18 - 20, 1989
September 6 - 8, 1989
November 5 - 8, 1989
November 27, 1989 and
December 14 - 15, 1989,
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In addition, the members of the Commission conducted a large
number of interviews with Unesco staff members holding
various grades and functions and with members of the
Executive Board and natlional delegations.

Prior to holding its first meeting in February 1989, the
Commission had -entrusted J. Kahn & Assoclates, (uality
Management and Communications Consultants, Montreal, Canada,
with a 12-day fact-finding study concerning staff motivation
and effectiveness.

The report entitled:

Final Report to the Hammarskj®ld Commission:

A Fact-Finding Study Concerning Staff Motivation
and Effectiveness

February 3, 1989

was available to the Commission from the beginning of its
work.

At a later stage, the Commission requested a consultant
group of the International Management Institute in Geneva to
undertake a survey on personnel policies implementation.
This survey took place from April 27 to June 5, 1989, and
resulted in a final report to the Commission entitled:

Human Resources Management at Unesco
(Personnel Policies Implementation)
June 5, 1989,
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Previous Studies and Documentation Available

The Commigsion had at its disposal the following additional
information:

Proposals by the Unesco Staff Association (STA) +to
improve the functioning of the Secretariat, a document
submitted to the Director-General on November 16, 1987;

A synthesis of the replies to the questionnaire issued
on November 21, 1988 by ¢the Inspector-General inter
alia to all ADGs, Directors, and other heads of
organizational units under the heading "1988 Review of
the Progress of Management Reforms within the
Secretariat";

A report submitted to the Commission at its request by
the Director of Personnel on April 10, 1989.

Moreover, in the course of 1its work, the Commission
discovered the existence of further documentary material of
direct relevance to its own investigations, namely:

a report made available by the Director-Genaral to the
Special Committee of the Executive Board entitled
"Outlines for a Staff Policy", dated May 13, 1988, and
prepared by a small working group of the Secretariat;

the In-Depth Study on a Comprehensive Personnel Policy
conducted by the Special Committee and contained in
Document 131 EX/SP/RAP/2 of April 11, 1989;

the Report of the Special Committee, Part I (Document
131 BX/5, Part I, dated June 19, 1989), including a
sum-mary of the discussion of the In-Depth Study
mentioned above; and
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- the proposed Administrative Plan submitted by the
Director-General to the -Executive Board as an- addendum
to the Medium-Term Plan 1990-1995.

In viéw of this considerable amount of prior information,
which- nffered -an interesting analysis ‘of. the personnel
issues at" stake -and- a:wealth. of: valuable recommendations,
the Commission felt that, while its tasks consisted in
bringing indepsndent advice to Unesco, it shauld not ignore
these contributions in its attempts to diagnose Unesco's
organizational. health and . effectiveness and to propose
possible remedies. - It also discovered, with satisfaction,
that many of the recommendations coincided with its own
views on ways and means of improving the - Organization's
operational effectiveness.

Consequently,  the Commission recommends to the management of
Unesco to give these various studies and reports due
consideration when deciding on future measures to improve
the effectiveness and effic¢iency of Unesco's work. As.to its
own mandate,. it saw its.primary task in focusing on the most
essential and urgent, if not critical, problems and their
solutions, while - abstaining, also for very practical
reasons, from a lengthy discussion of the overall problem of
-human resources management. It will nevertheless be
necessary to continue dealing with some of these issues in
further studies; there should be no unrealistic expectations
regarding the time needed to achieve tangible results.
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PANEL OF INTERNATIONAL ADVISERS
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E. Hennelly,

Hisanori Isomura,

M. Puybasset,

P. Seddoh,
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former Chairman of the Unesco
Executive Board

former Assistant Director-General
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Director, United Nations Development
Programme - Geneva
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PANEL REPORT:

PANEL OF INTERNATIONAL ADVISERS

Unesco, Paris October 11 - 13, 1989

The Panel understands its mandate to be to advise the
Director-General on the report of the Independent Commission
chaired by Mr. K. Hammarskj®ld, the implementation of its
recommendations and on any other directly related matters.

The Panel has had the opportunity for preliminary considera-
tion of the Commission's draft entitled "An Approach to
Human Resources Management". It approves the principal
direction of the draft report, and members have provided to
the Commsaion detailed oral! comments which the Commission
has noted for consideration in its final report.

The Panel considers that in orxder to facilitate
implementation , the Commission - with the agreement of the
Director-General =~ should further consult with staff
associations and with appropriate sectors of the Secretariat
on the basis of the draft. The Panel considers that
following these consultations, those recommendations that
can be implemented in the short term should proceed as soon
as possible.

October 13, 1989
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Summary of Working Papers on the Unesco/IPA

Organizational Development Workshop,
Paris, November 25 and 26, 1989

Groups were formed to address the following questions
relating to effectiveness, efficiency, and credibility of
Unesco.

What currently tells you, 7you have a problem with
effectiveness and efficiency that results in a problem
with credibility, confidence and "authority"?

What facilitates this problem of credibility,
confidence and "authority"?

What would enhance your credibility, confidence and
"authority"?

What has to happen that will tell you that you have
arrived there?
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Replies to questions:

What currently tells vyou, you have a problem with
effectiveness and efficiency that results in a problem with
"credibility, confidence and "authority"?

Group 1

INDICATORS OF INADEQUATE CREDIBILITY

1. Failure to secure budgetary approval.

2. Reluctance of Funding Agencies and Governments.
3. Adverse reporting - media.

4. Interference patterns by governing bodies to take

ovoer functions,

5. Contiruous demands for change, reform, and to report
action taken.
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What facilitates this problem of credibility, confidence and
"authority"?

Group 2
1. Lack of clear vision and commitment.
2. Not properly implementing and not accepting that (not
implementing):
- blaming others - Member/States
- Staff etc.
- not accepting responsibility.
3. No clear-~cut individual responsibilities or unit
responsibility

Collective non-rosponsibility

No target-setting

4. Not paying enough attention to time factors (in
planning).

5. No system for identifying and rewarding
roesponsibility.

6. Poor communications botwoen individuals within units,

botweon units - structures and language.

7. Inappropriato structures.
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What would enhance your credibility, competence and
"authority"?

Group 3

The opposite to Groups 1 and 2

WHAT WILL ENHANCE

1. Knowledge as resource.
2. Information on what is happening in the field and

Memboer States. Need FEEDBACK SYSTEM.

3. Collegial directorate - Doesn't know all and is not
always right - needs feedback and ideas.

4. Communication

intornal - modify reality
oxtornal -~ modify porcoption

5. Shapo structure to sorve the function. Not vice vorsa.

6. Bost people in the world -~ use them.

7. Cloar broakdown of goala/objectives.
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What has to happen that will tell you that you have arrived
there?

Group 4

INDICATORS OF ENHANCEMENT

Increased budget.

- Increase in catalytic role of Unesco.

- Number + size of joint ventures.

- Better image/better effoctiveness.

- Universality.
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Question: What is stopping change/improvement from taking
place?

Group A,

1. "Natural"” Resistance to Change

Social
Cultural
Confidence

etc.

2. Decision-Making System

Story:
(Director-General of Vatican Came to Visit

*pPope" of Unesco)

Infallible?

+ senior management accept and like this

3. "Perritory Complex" - to each hisg/her own

Group B.

Blocking process of improvement

1. Lack of global vision - plecemcal - disperse resources
and energy, cosmotic changos.

2. Coro of problom - adapt structure and procedures to
torms of roforonce ~---- > (purposo)
3. Hiatus botwoon statomonts of intent and follow-up

aotion
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Group C.

1.

No clear vision and agreement on direction (too much
emphasis on administrative detail by top management
rather than strategy formulation).

Responsibilities - even when clearly assigned on paper
- are diluted or taken over by others.

Intrusion of Member States into detailed administra-
tion and personnel issues (individual).

Protection of turf:

- normal self-interest;
- rationalisation, that "my way is best".

"Square pegs in round holes" mismatch staff --> task
Review task competence in relation to functions.

Sabotage of Director-General's initiatives - 1linked to
forgetting oath of loyalty.

Group D.

1,

Dilution of responsibilities:

- resonagibility not oclear

- when olear -~ chango decisions - up to the top

- roleo of cabinet/office of Director-Goenoral not
clear regarding decision-making

- lack of toamwork and team spirit. "Chacun pour soi"

Lack for flexibility in use of Human Resources
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Group E.
1. Over-centralizced decision-making dilutes responsi-

bility.

Too much emphasis on budget and planning and not on
accountability.

Poor management potential (emphazise programme capabi-
1lity at expense of management of staff).

Poor information flow downwards and upwards.
Lack of training - management.
Training - improving and exploiting management

potential.

Inadequacy of administrative instruction.
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STATEMENT OF PURPOSE FOR SECRETARIAT OF UNESCO

(1) PURPOSE OF UNESCO

"To serve the international community by contributing
to a better future for humanity, through education,
the sciences, culture, and - communications by
reflection and action as defined in the constitution.

(2) - THE PURPOSE OF THE SECRETARIAT

To manage the resources available to Unesco in order
to prepare and implement with maximum effectiveness
the programmes approved by the Director-General with a
view to fulfilling the mission of Unesco.

COMMENT

This proposed statement of purpose was not discussed in a
plenary sossion. Tho facilitators from IPA consider that a
cleur, agreocd statement of purpose is a core requirement in
the promotion of effective organizational performance.
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VISION STATEMENT OF SECRETARIAT OF UNESCO

A secretariat where there is understanding of and care for
fundamental objectives of Unesco and where the secretariat
members acquire and display and are recognized for their
qualities of competence, teamwork, commitment, enthusiasm,
gself-confidence, professional pride and are constantly
inspired to strive to achieve excellence of performance in
their respective spheres of duty, with the conscious aim of
improving the effectiveness and image of Unesco.
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Action to be taken by top/senior management to concretize/

achieve vision,

(1)

VISION

Staff have an understanding of fundamental objectives
of Unesco.

Director-General sends a Christmas message to all
staff to include clear, easily understandable
objectives.

Brief training seminars on Unesco - films etc.

Staff acquire discipline, competence etoc.

Exercise to identify staff members who are mismatched
with present work and assist them in relocation
(assessment of staff in best use). Those unsuitable to
be got rid of,

Develop suitable systems of rewards and sanctions.

Intonsify/spocialise - noed basod spocialised
training,

Reviow and revision of recruitmont procodures to
onsure rceceipt of proper and suitable candidates.
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Probationary ‘period treated as extension of
recruitment process and eliminate potentially
unacceptable staff.

Exercise and ensure equitable distribution of work at
all levels.

Greater recognition of achieevements of staff in
professional fields.

Remove under utilization of staff.
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Action to be taken by. top/senior management with regard to

decision-making/responsibility.

DECISION-MAKING (Self discipline)

Define delegation of authority at all levels.
Delegation include the resources to exercise.
Systematic feedback system (mechanism).

Utilize meotings of  Directorate-General as the
collegial decision-making body and for the exchange of
information.

Weekly meetings at divison level to be held.

Delegation helped if more informal contact in general.

Recognition be given to those who accept responsibility
and exercise 1it.

No toleration of parallel procodures.
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The facilitators from IPA asked the group to make proposals
about how these action plans could be advanced.

PROPOSALS

D/G >> summary and proposed actions
Agreed action and report back

- Implement as much as we can - knowing that we cannot
accomplish the impossible - but we must try.

- Decision-making of Directorate-General -~ test this
meaningfully in regard to all of these ideas.

- This group to meet again?

- Identify what is8 to be monitoring feedback mechanism,

- Set up small working groups within the Directorate-
General to propare discussion paper on deleguation/reo-
sponsibility,

- After, Institute of Public Administration carry out
training - meot to evaluate.

AGREED ACTION

It was agreod that a documont conteaining the output from the

workshop wold be propared by the feoilitators, ciroulated to

participants and thon discussed with a view to aoction
planning at tho noxt meoting of tho NDiroctorate-Goenoral.



AVERAGE AGE OF UNESCO PERSONNEL AS OF 09.05.1989

Professional staff

General staff

Mzle Female Total Male Female Total Overall total
neadguarters 48.7 46.1 48.7 44.4 45.8 45.4 46.6
Field offices 46.3 43.4 48.4 44.8 40.8 42.4 44.7
Operational 48.7 3.7 47.2 41.3 35.8 39.3 43.1
projects
Total 49.5 45.3 48.5 44.2 44.5 44.4 45.9

Source: PER, 28.08.1689
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30 to <35
35 to <40
40 to <45
45 to <50C
50 to <55
S5 to <60
60 to <65

65 & more

Professionals and above

Headguarters

0.7%
3.4%
6.9%

AGE PYRAMID AS OF 05.06.1989

17.5%

25. 1%

25.0%

20.9%

0.4%

Source: PER, 28.08.1989

i

Established
offices
4.2%
9.0%
4.7%
10.8%
18.4%
28.3%
22.6%
1.9%

General staff and local

Headquarters

1.6%

6.7%

15.1%

22.7%

25.0%

18.8%

9.9%

0.1%

Established

offices
6.4%

13.3%

22.7%

21.8%

12.7%

16.1%
7.0%
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UNESCO STAFF: Grade distributlon by type of staff and by sex
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UNESCO STAFF: Professional statf by age group
and by grade (headquarters and estab lished offices)
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Draft Outline of a letter from the DG to the entire Unesco
Staff as well as a statement on Unesco Personnel Policles

and Practices

Unesco Personnel Policies and Practices

It is with considerable pleasure that I transmit to you
a Charter of Unesco Personnel Policies and Practices,
which will govern personnel policies in our
organization, effective immediately.

Thigs Charter 1is based on the work done by the
Hammarskj®ld Commission, further complemented by the
comments and views of <the Panel of International
Advisers and consultations with staff et large. This is
# unique document inasmuch as 1if{ is the outcome of a
complate and honest collaboration effort between the
members of thé above-mentioned Commission, and Panel,
as well as tho Adminigtration and the staff.

Functional personnel managemont, in terms of Unesco's
needs, may bo defined as an integrated, systematio
approach to human resources utilization and development
in the intorest of economy, officioncy and equity. In
ordor to develop a system that best reflects .the
interests of both the Organization and individual staff
mombers, certain prorequisitos have to be met:
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a. The personnel management function should not only be
fair, but also be seen to be fair.

An equitable personnel management system has to be
based on a policy which clearly defines the rights
and the responsibilities, both of the Organization
and of the staff member, and which is founded on a
congensus supported by the Director-General and the
staff, and which is duly supported by the staff
regulations and rules. This Charter offers the
necesgsary guarantee for equity in all personnel
decisions;

b. Within the present structure, and acting through the
DDG for Administration, I entrust the Bureau of
Poersonnel with the implementation of this policy. In
carrying out its functions, PER 18 required +to
undertake the necessary consultations with all
organizational wunits concerned and with staff
members, as appropriate.

c. The fundamental e¢lements of this policy have beon
dofined in this Charter. However, cortain issues
raised may have to be further dofined and
promulgated in the form of detailed guidelines and
instruoctions.

I wish to take this opportunity to thank, and pay tribute
to, the Chairmon and the Mombers of the Commission, and the
Panel, as well as officials of the Administration, and tho
Chairman and members of your staff assoclations, for thoir
cooperative spirit, dedication and the successful outcome of
their work.
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STATEMENT OF BASIC UNESCO PERSONNEL POLICIES AND PRACTICES

General Molicies and Practices

1.3

The major objective of the United Nations
Educa‘tional, Scientific and Cultural Organization may
be described as follows:

To sorve the international community by contributing
to a better future for humanity, through education,
sciences, culture and communications by reflection
and action as defined in the Constitution.

All actions that fall within the prerogatives of the
Director-General of Unesco are governed, therefore,
by their relevance to that objective.

The purpose of the Secretariat will be to manage the
resources available to Unesco in order to prepare and
implement with maximum effectiveness the programmes

approved by the Direoctor-General with a view to
fulfilling the mission of Unesco.

Unesco regards its own staff as being its greatest
agset and therefore Unesco 18 committed to the
dovelopment of an international civil service, basad
primarily on merit and designed to ensure thut most
offoective management of the resources of tho
organization.

Conditions of service in Unesco are governed by the
Congtitution of Unssco and by tho Staff Rules. In
conformity with these Rules, tho main principles of
sorvicoe in the Unesco aro the following:



(a)

(b)

(c)

(d)

(e)

1.4
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The paramount consideration in the employment of the
staff and in the determination of the conditions of
service shall be the necessity of securing the
highest standards of efficiency, competence,
integrity and dedication to the principles of .Unesco.
Due regard shall be paid to recruiting the staff on
as wide a geographical basis as possible.

Selection off staff members shall be made without
distinction as to race, sex or religion.

A keen interest in the work of the United Nations
system and a personal commitment to the ideals of the
Charter.

Staff members will be offered failr and competitive
access to all posts in Unesco within the framework of
a sound staff development policy.

Staff members ars subjact to the authority of the
Director-Genoral and to the assignment to any of the
aotivities or offices of Unesco within the existing
Unesco Staff Regulationst and Rules of Unesco (Staff
Regulation 1.2) in response to the requirements of
the Organization.

The staff of Unesco will be appointed, assigned and
advanced i1in their carcers in accordance with these
prinociplaes. This will boe done in such a way as to
oensure that the staff rosources as a wholo are so
managed as to make théir most effective possiblo
contribution to the achievoment of the basic
objoctive of the Organization, and at the same time,
to foster the career dovelopment of individual staff
membors to tho fullest oxtent consistent with the
basic objeotive. Staff dovelopment plans will be
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1.6

1.7
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formulated by the Organization as the basis for all
actions of personnel management; namely, recruitment,
placement, reassignment, promotion, training and
separation. These plans will Dbe derived from
continuous forecasting of the staff requirements of
the Personnel Programme, and will consider the nature
of the Programme, the services it provides, and its
management needs. The placement and promotion of
staff members should be based on a continuous and
systematic evaluation of their performance and
potential for new or higher responsibilities.

The proesent staff of Unesco consists of categories
established by the United Nations: internationally-
recruited professional and higher category officers,
a General Service (the majority being 1locally-
recruited with a small minority having international
status), as well as Local Staffs recruited from among
nationals of the courntries concerned to provide
support to the Field Offices similar to that provided
at headquarters by the General Service.

Consistent with the concept of international career
service, all possible opportunity and assistance will
be given to members of the General Sorvice, and Local
Staffs to advanco on merit into the Professional
category.

The career service of Unesco covers the full range of
staff up to and including the Director (D-2) lovel.
All appointments and promotions up to and including
the Principal Officor (D-1) level are docided by the
Director-Genoral after roceiving the roecommondations
of the Unesco Appointment and Promotion Panel and the
Exacutive Board.
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Appointment and Promotion *

2.1.2

With some exceptions at the 1lowest grades, all
appointments up to and including the D-1 1level are
made by the Director-General, after considering the
recommendations of the appropriate appointment and
promotion bodies (Headquarters and Regional/Field
Offices). The principal criteria and other require-
ments for the appointment of Unesco staff are as
follows:

The general principles referred to in paragraphs 1.2
and 1.3, namely those placing emphasis on efficiency,
competence, integrity, and dedication to UN
principles, requiring due regard for geographical
distribution, and eschewing distinctions due to race,
gex or religién.

Subject to those considerations, outside recruitment
is concentrated as far as possible at the junior
level. For all appointmonts, the Appointment and
Promotion Board/Panel is presented with a list of all
eligible internal candidates (including staff in the
local and Genoral Sorvice categories). Consideration
should be given to staff in the overall United
Nations systom who might have the necessary
qualifications. The DOP is required to make careful
prior review of existing staff in each caso.

* Those principles which apply to the regular staff under
oxisting Staff Regulations and Rules, will not apply to
project staff (specialists), whose conditions of sorvice
will bo governod by a scparate sot of guidelines.
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In instances when outside recruitment is required in
the interests of Unesco, the PER fully informs the
Board/Panel of 1t 8 reasons fo rrecommending
recruitment of the external candidates, to enable the
Board/Panel to make a recommendation to the Director-
General on the suitability of the candidates.

Also subject to the general principles referred to
above, due consideration will be given to officials
already serving with the participating organizations
of the United Nations, on a reciprocal basis. Such
officials hodling permanent appointments with an
organization in the common system, if selected, are
recommended for a secondment to Unesco, normally for
an initial period of two years with a possibility for
further extension up to a total of four years,
Subject to satisfactory performance, a recommendation
may be made to the Board/Panel for permanent transfer
of the staff member to Unesco. However, in
exceptional cases and when in the interest of Unesco,
the Board may considor immediate transfer. All inter-
agency trangfers or secondments are either at the
samoe level and step or maximum at one level higher to
that which the incumbent holds in the roleasing
organization.

A clear job description will be established for each
post. Notwithstanding the formulation of an overall
plan for staff development an dassignment, each
vacany at G-4 level and above will be advertised to
all eligible staff and all applications will be
considored by the DOP bofore it recommends the
candidate for selection.

The initial appointment of candidates for managerial
assignments as hcad of an opeorational unit or a



2l3.1

2.3.2

2.3.3

11-8

field/regional office will normally be subject to
prior satsifactory service at the level of Deputy.

Access to all international posts in Unesco will be
made available to all candidates who have the
necessary qualifications. Each candidate selected for
appointment to any post will be advised by the Staff
Development Division/DOP of the possible range of
career development open to him or her, depending
primarily on merit. In particular, candidates for
appointment in the non-professional categories will
be clearly informed of the limitations, as well as
the possibilities of advancement into the
professional category.

With some exceptions at the 1lowest grades, all
promotions up to and including the D-1 1level are
docided by the Director-General after considering the
recommendations of the appropriate appointment and
promotion bodies and subject to the availability of
posts. A promotion review is held once a year, in the
first quarter, the promotions dating from the first
day of January of that year. The principal criteria
and other requirements for promotion are as follows:

The gonoral principles, referred to in paragraph 1.3,
that also govern appointmonts.

In making its recommendations for promotions, tho
Board/Panel is required to carefully review all of
the information nocessary to determinoe that all staff
members have been considerod on the basis of morit.

Whon assessing the staff member's performance, the
following elements will also be considored:
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(a)
(b)

11

1
O

integrity, ability and potential;
willingness to accept an dncreased leveél of

" responsibility;

(c)
(d)
(e)

(£f)

All

willingness to rotate and to serve ‘in -the Field;
efforts at self-improvement, -including relevant
academic and language training;

previous field experience, as-well as demonstra-
ted "ability ‘to “exercise an ‘increased level of
responsibility,- when appropriate;

an intimate knowledge of the functioning of the
various components of the United Nations system
and an awareness of the broad principles and
objectives animating their functions, -as well as
the capacity of the Trelevant machinery and
procedures,.

raecommendations for promotion to the Professional

category must be considored by the Board. In
reviewing staff members serving in the Local Staffs

of

rogional/field offices, the General Sorvice

categories for conversion to the Professional
category, the following factors, in addition to
merit, are taken into account:

(1)

(11)

oxtonsive and relevant professional experionce
should be given sufficien twoeight to overcomo
tho lack of formal acadomic training (in 1line
with the Appointment and Promotion Board
guidolines);

if a roecommendation for promotion from Goneoral
Servico for Field Sorvice catogory to the
Profossional ocategory i1is unsuccessful, at the
rogular roview of the Board, the individual
ostaff mombor may havo tho option, in
consultation with the suporvisor, to have his/
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her name presented to the Appointment and
Promotion Panel at the recourse review, for
consideration for promotion to a higher General
Service level,

For promotions of staff to P-2, P-3 and P-4 levels,
the applicable criteria are: professional experience
and/or relevant academic qualifications, and merit.

For promotion to supervisory levels at the P-5 and D-
1 grades, the Board is also required to give close
consideration to the candidate's potential ability in
the management and supervisory areas, particularly
for staff membsrs who may be expected to be assigned
to divisional or higher responsibilities at Head-
quarters, direct a regional or field office, or to
other senior positions in the field.

Previous sorvice in the United Nations system 1is
congidorod towards eligibility for promotion. Service
under ths Associate Export Schoeme and Special Sorvice
Agreements is not considered for the purpose of
meeting the "timo-in-grade" roquiromonts.

The normal poeriods of sorvice-in-grade for
professional staff mombors to be considorod for
promotion are as follows:

p-1 to pP-2 2 yoars
P-2 to pP-3 3 yocars
P-3 to P-4 3 yeoars
P-4 to P-5 5 yeoars
P-5 to p-1 5 yoars
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Special Post Allowances, as provided under the
provisions of Staff Regulation and Rule 103.17, and
subject to recommendation by the prescribed advisory
body, are incentives for temporarily undertaking a
higher 1level of responsibility than the staff
member's substantive grade and are not considered a
criterion when making recommendations for promotion.

The Board does not establish any promotion register.

In reviewing cases for accelerated promotion, the
Board is obliged to require detailed and documonted
recommendation £rom the immediate supervisor, fully
endorsad by the Bureau Director or the Chief of the
organizational unit, as applicable, indicating:

(1) s8pecific evidence of exceptional achievement in
the candidate's work and consistently high
levels of performancae.

(11) the candidate's potential as a career staff
membor, as well as undisputed ability to under-
tako groator responsibilities.

Whon the normal in-grade roquiremont as sot forth in
paragraph 2.3.8 is waivod, tho Board is required to
ensure that 1its recommondation of staff membors for
such advuncoment does not violate the prinociples of
equity in the promotion of staff. In such cases, tho
staff membors concorned must, as a minimum, have
sorved in-grade as follows:

1 yoar if in levels P-~1 and P-2
2 yoars if in lovels P-3 and P-4
3 yoarg 1f in lovel P-§
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2.3.13 The .Board is -obliged to consider all,K staff who have

accrued equal or-greater in-grade seniority relative
to the’' candidate under consideration.

All staff members who have not been promoted shall be
informed; upon request, of the-reasqon.

Staff members may have recourse against promotion
decisions to the appropriate Board oxr Panel. ‘The
Board or Panel requires that recourse applications

-are. fully <documented and olearly . reflect the
.availahility of new information. supporting the case

which the staff member concerned helieves was not
available to.- or considersd by - the Board/Panel at
the, time of its,review.

To facilitate recourse, the staff membor will be
given access to all the written information submitted
to - and considered by - the Board/Pancl at tho time
of its review.

When a recourse application fails, the staff member
shall be informed accordingly.

Contractual Status

Initial appointment to Unesco is for a fixed term of

~one to two years. The fixed-term' appointment does not

carry any expeoctancy of ronewal or of conversion to
any othexr <type of appointmont. A now fixed-torm
appointment of one of two years duration can be
agroed upon by mutual consent..
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Indeterminate appointment may be granted to a staff
member after four years of fixed~term and a further
period of probation, provided he/she has fully
demonstrated his/her suitability and has shown that
he/she meets the highest standards of efficiency,
competence and integrity established in this
Statement. The policy shall be to seek to achieve the
greatest- possible consistency in the application of
the required periods of fixed-term and probationary
appointments.

In accordance with present policy, the DOP shall
submit to the Appointment and Promotion Board/Panel
recommendations for probationary appointments of
staff members who will have served on fixed-term
status. In the event that a staff member's appoint-
ment 18 converted from fixed-term to probationary
status, the staff membor shall have serve six months
under probationary appointment. At the end of the
probationary period, the Board or Panel will convert
thoe appointment to permanent appointment provided the
rocommendations of both the DOP and the relevant
Division or Buresu are positive. Should this not be
tho case, the Board/Panel may roecommend an oxtension
of the probationary period up to a maximum of one
yoar, or separation from sorvice at the end of the
probationary period.

Separation and Termination

In the event of termination under Staff Regulations
9.1, procedures are to bo followed as set forth in
tho Staff Regulations and Rules and in tho relevant
administrative circulars. The staff membor shall be
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advigsed 1in writing by Unesco of due process, in
particular of the statutory right to appeal a
decision on termination, in the last analysis to the
Joint Appeals Board.

Rotation, Reassigrments and Career Development

5.2

5.3

Within the criteria and conditions stipulated in sub-
paragraph 1.3 above, entry into the professional and
higher levels of Unesco means entry into a commitment
to serve in any post anywhere in the world where it
is considerxred that the staff member can make his or
her greatest contribution to the ultimate objectives
of Unesco.

While reassignmonts will conform to the requiroments
of the organization, the careor aspirations of staff
memboers will also be taken into account. Staff
membors must anticipate periodic transfers between
duty stations, including Headquarters. Furthermore,
the distribution of assignments will include an
equitable balance botween duty stations with
difforont 1living conditions. There are, however, a
limited number of posts encumbered by specialists who
will not normally be subject to transfer. The
"guidelines for reassignments" shall clearly indicate
such posts.

The staff mombor will be given full and timely
opportunitioes to oxpress his or her own viows on his
or her careor development and the DOP will make use
of thoso views as an essential ingredient in planning
roassignmonts.



11-15

Assignments in duty stations will normally be four
vyears. At duty stations where exceptional conditions
of hardship prevail, the normal assignments will not
exceed two years. Staff members will be informed well
in advance of posting of the nature and planned
duration of each assignment. Individual career
development plans and reassignments are basically
desigited in accordance with individual ability. In
the implementatino of these plans, the overall staff
requirements of the Organization, as well as the
staff member's preferences and family situation will
be considered.

The international character of Unesco should be
respected and reassignments will therefore be decided
on the basis of avoiding concentrations of staff, at
Hoadquarters and in the Field, of any one nationality
or region.

Supervigion and Performance Evaluation

The performance, career objectives and training needs
of each staff member shall receive continuing and
concerned attention from supervisors. It 1is of
spocial importance that all staff members be given
opportunities by supervisors to demonstrate their
capacity to undertake more demanding tasks and higher
rospongibilities. Performance roview raporting
provides a regular formal and essential means of
focusing attention on individual career aspirations.,
Supervisory assistance must be viewed in a larger
context and should represent a continuous proceoss
contributing to the staff member's growth as well as
to his/her daily poerformanceo.
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Unesco will ensure that the highest standards of
supervision will be maintained at all 1levels of the
Organization. To this end, training facilities will
be made available when required to sharpen
supervisory skills, and the performance of staff in

supervisory capacities will be giben special

attention.

Equality of Opportunities for Women

Unesco recognizes that further efforts must be made
to correct the present imblance in staff distribution
among men and women and to give greater practical
effect to the principle of equality of opportunities
for women. In addition, it undertakes to give
priority, consistent with merit, to the selection of
women to £1i11 posts at the decision and policy-making
loveols,

Training

As an integral part of the planned dovelopment and
development of its staff members in all its offices,
Unosco provides them with diversified training in
keeping with the noeds and functions of Unesco. The
objectives of training are to improve the knowledge
and skills of staff for more effective organizational
and individual performance and to provide staff
memboers, who have the potential for positions of
increased responsibility, with relevant additional
knowledge and skills.
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Training 1is planned an arranged both by the
Administration and the staff members themselves. It
can be training:

(a) on the job - responsibility for which mainly
restg - with the supervisory staff with such
advicr: frem the DOP as may be necessary;

(b) through job rotation in different activities of
the Organization; and

(¢) through organized courses, seminars or other
training programmes within Unesco or outside, as
arranged or agreed to by the DOP.

The training of field staff will also be conducted
locally from funds allotted for this purpose. All
Unesco Heads of Offices will submit an annual
training programme and appoint a sonior member of
their office as training coordinator to ensure that
appropriate training activities, including within-
office seminars, are carried out as required.

When participation in courses, seminars or other
training programmes 1is arranged by Unesco, the cost
1s borne by Unesco. Where a staff member wishes to
identify his or her own training needs, relate them
to the Organization's goals, and apply for training
assigtance, Unesco may provide assistance under the
Unesco Educational Assistance Programme. In order for
the course to be approved, a numbor of requirements,
which will be outlined in administrative
instructions, will have to be met. The DOP is
rosponsible for the interpretation of the provisions
and for the establishment of udministrative
procedures for implementing this Programme.
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The training of General Service staff in Paris will
include a general Unesco orientation. In addition,
with the collaboration of the Training Division,
courgses in secretarial and clerical skills will be
provided. At the more senior levels (G-5/G-6), those
staff members who are selected to take positions as
administrative and programme assistants, will attend
special programme/administrative policies and

operations courses.

In order to ensure equity of training opportunities
at various lovels, staff members will be informed of
courses in good time to allow applications from
individuals to be given due consideration.

Movement of Staff between Organizations

10.

Unesco recognizes the value of cross-fertilization of
ideas, talent and experience between Unesco and other
organizations. It is accordingly the policy of Unesco
to support the movement of staff members through
secondment, transfer, and exchange between Unesco and
the other exchange of personnel between Unesco and
other organizations of the UN system shall be on a
reciprocal basis and Unesco will ensure that genuine
reciprocity is achieved.

Retirement Policy

10.1

Staff Regulation 9.5 specifies that staff membors
shall not be retained in active soervice bsayond the
age Of 60 years. The Director-General may, in the
intorest of the Organization, oxtend this ago 1imit
in excepiional casos.
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Grievances and Appeals

11.1

11.2

11.3

There are many mechanisms and channels for assisting
staff in the solution of wvarious work-related
personal problems, in providing recourse procedures
where staff members feel they have a grievance, and
in providing due process in serious cases involving
disciplinary matters of terminatibn. The spécial case
of recourse procedure in connection with promotions
has been described in paragraph 2.5 - 2.7.

Access to Personal Files

A number of different types of personal files are
kept by the DOP on each staff member, The official
Status File 18 accessible to a restricted number of
designated members of the Administration and may be
seon by the staff member, upon written request to the
DOP. There is a Privileged Confidential File which is
presently accessible to a limited number of officials
designated by the Director-General. Medical Files are
kept by the Medical Service of the United Nations and
access to them is under the complete control cof the
Medical Director.

Ombudsman - Mediator

An Ombudsman-Mediator is appointed at Headquarters to
deal with a variety of administrative problems as
thoy affect individual staff members, but basically
with those problems involving particular interpreota-
tions and applications of rules and procedures.
Individual staff members (in Headquarters or in the
Field) may refer their problems in confidence to tho
Ombudsman-Mediator, who have privileged access to
administrative files and channols.
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Joint Disgciplinary Committee.

Disciplinary measures involving written censure,
suspension without pay, demotion, or dismissal for
misconduct may be- taken by the Director-General. In
disciplinary cases arising at Headquarters and in the
Field, the Director-General :‘will seek the advice of
the " respective Joint- Disciplinary Committee, in
accordance with the provisions of Chapter X of the
Staff Regulations .and'Staff Rules.

The Appeals Machinery

The Appeals Machinery in Unesco will be that as
provided in Staff Regulation XI.

" Before making a formal appeal according to the Staff

Regulations, a staff member in Unesco has the option
to refer his/her caso to the Ombudsman-Mediator (see
11,3). However, if a staff member wishes to make a
formal appeal against an administrative decision
which, in his/her opinion, constitutes a non-
observance of his/her terms of appointment, including
all pertinent regulations and rules, he/she must, as
a first step, address a 1letter to the Director-
General, within one month from the <time he/she
recoeives formal notification of +the decision in
writing (end allowing reasonable time for the
Ombudsman~Mediator review, i1if this has been asked for
by the staff member), requesting that the administra-
tive decision.be reviewed. If the staff member is not
satisfied with the answer ho/she receives from the
Director-General, or 41if he/she does not receive a
roeply within one month of the date of the 1letter
he/she sent to the Director-General, he/she submits
his/her appoal in writing to the Secretary of the
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Joint Appeals Board within the following month. In
the case of Unesco staff members serving in the
Field, the letter addressed to the Director-General
and the appeal addressed to the Secretary of the
Joint Appeals Board may be delivered, in sealed
envelopes, to the Unesco Field Office for
transmission by pouch to Headquarters. In cases
before the Joint Appeals Board the staff member may
appear in person to argue his/her case or he/she may
appoint another staff member to serve on his/her
behalf. Furthermore, a list of names of staff members
on the Panel of Counsel who are available to assist
an Appellant will be provided to the 1latter wupon
request,

After consideration of the case, the Joint Appeals
Board submits its report to. the Director-General,
That report, whfch is adopted by a majority vote,
contains a summary of the matter and the Board's
recommendations. The Director-General then takes a
decision on the appeal, which is notified to the
staff member, accopanied by a copy of the Board's
recommendations.

The staff member may apply to the Administrative
Tribunal if he/she is not satisfied with the decision
taken by the Director-General in the 1ight of the
Board's report, and the Administrative Tribunal will
roceive the application, unless the Joint Appeals
Board has unanimously declared the appeal frivolous.

The Joint Appeals Board is also competent to hear
appeals against disciplinary actions.
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United Nations Joint Staff Pension Board

The ‘Joint Staff Pension Board (JSPB) is a completely
autonomous body which regulates the Pension Fund of
the United Nations common system. It represents the
United Nations and the member organizations of the
comnmom system and includes representatives of
governing bodies, of administrations, and of
participants in the Pension Fund. Of the 21 members
of the Board, two are nominated by the General
Assembly, two are nominated by the Secretary-General,
and two are elected (together with two alternates) by
the Pension Fund participants within <the United
Nations and 1its organs, which include, for this
purpose, Unesco. The reamining 13 members of the
Board represent respectively the governing bodies,
the administrations, and the participants of other
agencios,

Compengation Claims

In the event of illness, injury or death attributable
to the performance of official duties, staff members
shall be compensated by Unesco, in accordance with
Staff Rule 106.5.

Unesco Btaff Relations

The provisions of Chapter VIII of Staff Regulations
and Staff Rules apply in order to:

- promote and safeguard the rights, interests and
wolfare of Unesco staff;



11-23

provide a channel of communication between the
Adminigtration and the staff for discussion and
negotiation on matters of mutual concern which
affect conditions of service;

promote better understanding between the
Administration and the staff of Unesco.
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Report by the

PANEL OF INTERNATIONAL ADVISERS

Paris, 2 February 1990



Introduction

1. The Advisory Panel of international advisers met in Paris
from 29 Januéfy“to 2 Februa?y 1990 to examine the final report of
the Independent Commission appointed by the Director-General to
advise him on ways and means of improving staff efficiency and
management in the Unesco Secretariat (Hammarskjéld Commission) .

The list of participants is attached hereto.

2. The panel was informed of the initiatives taken to date and
of the conclusions reached at the senior management workshop held
on 25 and 26 November 1989 and the think-tank seminar of 6 and
7 January 1990 in the context of the report by the Hammarskjold
Commission.

General

3. The panel in its preliminary report to you noted that it
approved the principal direction of the cCommission's draft
report. It is now pleased to state that with the provisos below
it endorses the recommendations of the final report and
recommends them to you for action.

4, The panel welcomes the Director-General's statement of
11 January 1990 and wishes to underline the need for early
announcement of the adoption of reforms and for an urgent and
concerted drive towards their visible implementation. Secretariat
reform and reorganisation will be judged not by the quality of
the Commission's report but by the quality and pace of
implementation, a subject on which we make further comments
below.

5. .Unesco in a time of rapid and exciting change has recognized
the need to modernize its programmes and objectives to meet new
challenges. Similarly a management culture and systems, rooted in
past tradition and changed only slowly by ad hoc accretion over
45 years, ndw requires bold and well-directed reform, as well as
staff of the highest quality both at headquarters and in the



field so that Unesco can deliver the results that the world
expects of it. We concur in the Commission's conclusion "that
there is a grave danger that the contributions which Unesco could
make in our rapidly developing and changing world will be lost,
unless critical reforms to the Secretariat are instituted as a
matter of urgency."

6. The panel also wishes to wunderline the constitutional
responsibility and leadership role of the Director-General in
management matters. While we recognize the need both for
appropriate consultation and for the provision of information to
the Executive Board, and for the delegation of authority
throughout the Organization, we should like to emphasize that the
responsibility for the introduction of Secretariat reform lies
with the Director-General.

Management Style and Effectiveness (part ITI)

7. The panel fully endorses the management needs set out in
Part. III of the report with its emphasis on decentralization of
decision-making throughout the Organization and accountability
for performance. In this regard, it considers the further
development of a budgetary expenditure system which delegates to
managers authority over the resources allocated to their
programmes as a prime requisite. Such a system will also require
a clear statement of the extent of delegation to each manager
together with the setting of clear objectives for which each
manager will be held accountable. It will further require an
‘appropriate feedback, communication and evaluation systemn.

8. The panel notes the concern expressed about rising
administrative costs and considers that as a first step in
dealing with this problem there is a need to more clearly define
what are programme costs from what are administrative costs, with
the objective of- more strictly 1limiting the proportion of
expenditure devoted to administration.



9. The panel also notes the heavy demands made on the Unesco
Secretariat - in comparison with other ‘UN agencies - in preparing
and servicing meetings of the governing bodies, and meeting the
requests of individual delegations in Paris. In this respect the
panel welcomes Resolution 47.2 of the twenﬁy fifth session of the
General Conference on the streamlining of working methods of the
governing bodies, and recommends that the Director-General draw
the attention of Member States to this resolution, and to request
them to reduce the burden of delegations' requests which diverts
staff from programme delivery.

Organisational Structure and Systems (part IV)

10. The panel notes with satisfaction the Director-General's
decision to readjust '"the organizational structure in accordance
with the functions and responsibilities decided by the General
Conference in the Medium-Term Plan, particularly those which
organically belong together, in order to ensure
interdisciplinarity and effectiveness in actions in the field".

11. It endorses the view of the Commission that reorganization
in itself is no solution but the panel regards it as one of the
necessary first steps towards reform. It notes that the important
process of consultation is already well advanced and recommends
that the Director-General should make an early announcement of
the new structure and moreover move quickly to its
implementation. The Commission's report provides useful material
to the Director-General in reaching his decision but the panel
does not regard itself sufficiently informed to reach a
considered view on structure. Yet the panel feels bound to state
its concurrence with the Director-General's conviction that
Unesco's programme mission should be focussed -on the original
purposes set out in the Unesco constitution.

12. In relation to decentralization to the field, the panel
recommends, in addition to the principles enunciated by the



Commission, that transfer of personnel should flow from transfer
of resources and responsibility, and that as much attention
should be given to the high quality of those transfered, as to
the quantity. There should be mobility and rotation among staff
in Headquarters and in the field. The operation of field units
should be co-ordinated with those of other UN agencies, such as
UNDP. While decentralization should proceed on a case by case
basis with a clear definition of functions and objectives, it
should be a purposeful programme with statistical monitoring cn
a six monthly basis of the progress made.

Human Resocurce Management and Personnel Policies (part V)

13. The panel has carefully reviewed the Commissions's
recommendations on personnel matters and considers that the
development and expansion of the preliminary draft have resulted
in a report on these matters, the implementation of which will
have a positive impact on the quality of Unesco programmes. It
welcomes your decision to give top priority to "the announcement
of a clear and transparent personnel policy and practice in
parallel with a restructuring of the Bureau of Personnel and
improving its performance with experienced professionalis."

14. In particular the panel endorses for your urgent approval
the basic system of "prouramme" (i.e. career) appointments and
"project" (i.e. ad hoc) appointments as set out in paras. (a) -
(e) Part DS with the proviso that the panel considers that
flexibility should be available ko make initial programme
appointments, depending on clrcunstances, for three rather than
two years. The proportion of "project and programme! positions
will of course require careful attention in the programme
planning and budget process.

15. This system of tenure should be accompanied by a poliéy of
active and open recruitment. Where recruitment from outside the
Organization to vacant jobs ' is envisaged, the basic process



should routinely include advertisement (in professional journals
as appropriate), active search for candidates from
under-represented and non-represented countries and women
candidates as well as the receipt of candidatures, as
appropriate, from Member States and National Cocmmissions. The
panel further endorses with the proviso set out below the
principles on recruitment elaborated in Part D.8 of the report
and in particular the principle that all appointments should be
primarily on merit. The panel agrees with the view recently
expressed by the Executive Board on the need for an influx of
youny people into the career stream at the base grade level,
though the panel bhelieves that some provision should be made for
external recruitment of experienced professionals above the base
grade when programme requirements demand it; recruitment into
"project" johs should be pursued at all grades.

16. Anotherxr prcwiso is that in recruitment to the career stream
there should be some flexibility in language requirements so that
outstanding candidates from underrepresented countries may be
recruited subject to their successful completion of a programme
of language training.

17. The panel endorses the proposed promotion system on the
understanding that it is based upon open competition ariong
qualified staff for job vacancies; thus promotion will normally
entail a change in job. Promotion through the process of
reclassification should become unusual and personal promotion
should very rarely occur and only in exceptional cases.
outstanding staff whom the Organizatian wishes to maintain in
their current jobs could, in a very limited number of cases, te
rewarded by increments above the scale.

18. The panel considers that a system of promotion to vacant
jobs carries with it the absolute requirement that all vacancies
be publicly notified, that there be adequate opportunity for all
staff to apply and that selectjon be competitive on the bhasis of
job-related criteria.



19. The panel considers that the proposals on women should be
strenghened by the setting of targets for increased pe)xcentages
of women at different levels, and active measures to achieve
those targets such as training in "equality of opportunity" for
selection committees and senior managers, staff development and
active search - though final selection should be
non-discriminatory on the basis of merit.

20. The panel considers that the key features of these
recommendations are in personnel measures, and, the change from a
"post" to a "job" system is essentially a matter of resources
control, which can be delayed till the new personnel system is in
place so as to minimise confusion.

21. The panel further specifically endorses the importance of an
effective performance evaluation system. It also recommends that
advantage should be taken in the reorganisation of structure to
move staff from positions where their skills are not being fully
utilised to appropriate jobs.

Inolementation

22, We hegan this report with a reference to the importance of
urgent and visible implementation. We welcome your announcement
of an internal executive group working directly under the
Director-General's authority. The panel considers it essential
that this group have the support of three or four competent staff
transferred on -a full-time basis to drive the process of
‘implementation, as well as such-other outside assistance as may
be needed.

23. To facilitate implementation of the human .resources measures
the panel racommends that, hecause of the impending retirement of
the current Director, the Director-General should immediately
advertise widely, and f£1i1)1 with a qualified profesionnal, the
position of Director-desigrate of Personnel at an appropriate



senior level. The person chosen should, once appointed, take over
the continuing implementation process of the personnel
recommendations until she or he takes up appointment as Director

in due course.

24. Implementation should be pursued on the basis of a publicly
announced timetable for each of the major areas of reform. It
should then be carefully scrutinized by the executive group with
the regular publication of progress reports. The entire process
should be subject to objective monitoring to ensure its public
credibility.

25. Reform with reorganization of structure involves changes in
power or authority base, and will be successful ir courageously
determined, and expeditiously implemented with the full support
of the staff. The panel recommends to the Director-General that
he give full weight to this consideration through improved
channels of communication, visibility and consultation with the
staff. JFor in the final analysis it is a talented and motivated
staff that will determine the quality of reform, and hence the
quality of improvement in morale and delivery of programmes
consistent with the dynamic vision of Unesco.
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