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EXECUTIVE SUMMRY

Staff rotation is errentisl  to the United Nations system in order to

provide affective technical co-operation  oro8ranmres to its Member States in

the developin countries, The need to institute a mobility programme in the

Unitod Notions syrtun hoe been repeatedly expressed by the General Asesmbly,

rinco 1958 in Resolution 1294 (ICIII). The issue of mobility/rotation has been

raisrd and dircuseed continuously since then by the General Assembly and the

international Civil Service Commission (ICSC),  mostly in the context of career

development, as well aa at a number of Staff-NanaBement  Co-ordination

Conunittra (SMCc>  rsosionr. The Joint fnrpoction Unit, in response to a

requert madr by one of tha five rqionrl conrmissione  to examine how best an

equitable rotation syrtem  could be l etablished, undertook the study to assist

the Secrrtariatr in their rfforts to ertablirh a formal rotation policy.

Chrptor  I provider the rationale for the study and the methods used.

Chrptor II dircuroer the no.4 for staff rotation and the problems
encountorod. Thr inadoqueta  incontivos  provided to rtaff members compounded

by the lack of an official rotation policy make it difficult to assian staff

to hardship duty l trtionm.

Chaptoc  III rovimm rtaff rotation botwaon duty station9 and occupation

groupr  and itm irrpect on caroor dovolopwnt. Tha report aupharieer that t o

the oxtont porriblo  rotation l hould be link.6  to caroor devolopmont so that

l trff are motivrtad to accept l rrignmntr to difformt duty rtotiono,  in

particular to hmrdrhip  duty l t8tionr. Tha  nood to rotato staff by the

SocrotrrirS ir limitd  to l mo rgocialitad  arow l d thorn lrma rLould bo

idontifimd l d pomtm ranurkod for rotation.

/ . . .
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In Chapter IV the report discusses United Nations orSsnizations  which
have special polioies on mobility and rotation of staff. The orSanizations

cited are UNDP, UNICEF and UNHCR which are basically field oriented and staff
rotation has been integrated into their personnel policies.

In Chapter V the Inspector cmcludes  that the United Natione Secretariat

in particular the Regional Conunisrione  will be handled better i f  a formal

personnel policy that included a hiSh factor of mobility, similar to those

applied by UNDP, UNICEF and UNHCR is established. He has made five

recomnendetiona  which he believes will help to expedite the procese of Staff

Rotetion Plan beinS prepared by the Secretariat.

/ . . .
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I. INTRODUCTIOY

1 0 United Nations Staff Regulation 1.2 rtater “Staff m-bare  era nubject to
the authority of the Secretary-General and to the aeri6nment by him to any of
the activities or offices of the United Nationa...“. Beceuse thir re8uletion

has not been backed by a corresponding perronnel policy on ra-assignment,

staff rotation hoe been carried out on en ed-hoq beeir, rerultinR  in rome

cases in high vacancy rater, an uneven dirtribution  of staff in certain

occupational 6roupe em ~011 ae between  Heedquertere end the field (use

paragraph 16 1. Hoot important of all, l teff rotation in carried out without

regard to career development. The effect of thir her been to erode the morale

of staff memberm  who have been assigned to hsrdrhip duty stations for periodo

1onSer than might be considered reeroneble.

2 . The prerent study wee prompted by the Economic Conmiraion for Uartern

Alie (WCUA) which requested JIU to l xemino the rater of vecencier  within the
framework of an effective l taff rotetion ryrtem for the United RaC;ionr.

However, in the courme of the l nslyrim, other importent  ioruer emerRed such as

hardship condition@  et regionel duty l tetione, tha linkage between the vacancy

situation end rtaff rotation, aa well em that between rtoff rotetion and

cereor development I Therefore, em

3 . In preparing the rtudy, the Inrpoctor hem consulted previoum JIU reports

on vacancy problrau  of the Conatirmionm  end aimiler studio8 by other

orger\ieetionr  end the United letimu 8ecreteriet. H&c proporelm take into
account the experience of UUDP, UUICW end UUHCR who hevo already intmreted

l taff rotetion into their permonnel  policy. The Inmpector ir grateful to all

there who heve contributed to the l tudy.

/ . . .
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11. THE WEED FOR STAFF ROTATION MID THE PROBLEM ENCOUNTERED

4 . During the initial years of the United Uations

officeo, the level of budgetary expenditure, am well
activities were limited and the Secretariat warn not

operational octivit iem. Today, the United Nations h

the number of field
au the range of

oriented towards

Ias 159 Member States

accountin for obout 98 per cent of the world’s population. It has 15

autonomous or8anizations  affiliated to its proRrammem,  employing nearly 20,000

professionals. ‘Ite current biennial budlet (1990-1991) is about US$l.6

billion for the re8ular bud8et and moms US$2.5 billion for programmes financed

from l xtrabud8etary sourcea. The role of the Secretariat has elcpanded to

include meny economic, social end humanitarian pro8rammem and the
reeponsibiAitiem of its staff have also incruaaed. To implement these vast
and diversif ied prograrmnes, it hem become neceeeaty to move more staff to the
field, and the need for etaff rotetion thus aseumes an iwortant position in

the monagewnt of humcm resourcea.

5 * In ito report on ESCWA (JIU/RRP/89/1) the JIU reconunended that the
Secrekary-Qenerel  mhould "teko the opportunity of the Vacency  Hana8ement and

Staff Redeployment Progrursee to enforce with pester rerolve staff reRulotion
1.2. end emteblimh l rymtenMic  rotation of atoff.“.

6. A high vecency rate he4 been obmerved in the Regional  Cofiaimrions for a

lon8 pericd ceuming concecn not only to the Secreteriet  but to Member States

as well. The Joint Inapeation Unit in itm 1982 report on tha Rconoraic

Connnimeion for Africa (JIU/RRP/82/1) end in the 1989 report on the Rconomic

and 8ocfel  Comhmmfon for Uemtem Amie (JIU/W/89/1) had mtudied the problm

in deteil and made mevarel  l uggemtionm to improve the l ituetion. The preuent

mtudy takom into account the chengins neturo of the problrar in ita wider

context.

7. The vecency problan warn auravats during the period 1986-1989 by the

financial crimim  end the dacimienm of the Ganarel Amre&ly to reduce postm in

the Profommionel category by 15 par cent, tidich required an internal

roorgenizetion  urd redimtribution of functionm  end marvicar.

/. . .
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8 . The United Nations Secretariat initiated the Vacancy Uena~ement and Staff

Redeployment Progremame in 1986 in order to identify vacant ports
Secretariat-wide and redeploy staff to cope with the financial crimim and at
the same time to improve mobility. However, the progrplmne hoe not proved
adequate to deal with the mobility problem particularly with respect to

redeployment of Headquarters staff. The reSiona1 economic covunissions claim

that they have lost staff to Headquarters rather than Bained. On the other
hand, statistics provided by Headquarters indicate that, with the exception of

ECA, all four regional conunimsionm had a net Rain of one or two staff members
for the period from 1987 to date (See Table 1 on pose 19).

A. ICY eitq&on at the raonal leve&

9 . During the consultations held by the Inepector with the Executive

Secretaries of the regional commissions in July 1990, they all observed that
the recruitment freeze affected the commissiona  beceuae it mede it difficult

to brinS in new people and, in addition, the requirement thet recruitment to

all Professional poets hod to be approved by Headquerters contributed to

considerable deleye in filling vecmnt ports.

10 0 Even before the financiel crisis, vacant pomtm in the reSiona1
to take 1onSer to fill than in the other of the

The minimum time needed to recruit a Professional l taff member

ranSes from at present.

0 The vacancy ratom have decreemed  only recently (sea table  when Vacancy

Hana8ement and Staff functionm  for pomtr P-4 

decentrslimed  rtetionm for all vecencier announced on or l fter 1

Febkary 1990, thum enabling than to recruit up to P-4 level without

Headquarters’ approvel.

12 l The Secretariat hem l leo granted, on a limited bemis, pemirmion to the
reSiona1 conunismionr to recruit staff for l hort-term emsi8nmentr of up to 11
months. This meemure her been epprecieted by the reBionm1  comairrionm since

it allows thean to continue their l ctivitiea while  weiting  for en appropriate

candidate to be identified through the Vacancy ManeRement  ProRrurmn or to be

recruited externally.

/ . . .
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13 l AccordinS to information provided by the Secretariat the vacancy rates

at regional  corrmriocione in 1990 varied from a low 1.5 per cent for ECE to a

hiSh 13.5 per cent for ECA (ECLAC  2.6 per cent, ESCWA  5.6 per cent and ESCAP

7.1 prr cent ) .

10 . These vacancy rates, therefore, concur, with the infom\ation which the

Executive  Secretaries provided to the Inspector and they confinn that the

corrJniesiono now receive adequate candidates both in quality and number for

each advertieed  post and that, with the exception of ECA, vacancy rates in

reSiona1 commissions have decreased since 1988 drastically. In previous

years, however, the situation was different as vacancy rates were very high

reachin 29.6 per cent in ESCWA in 1987 (see Table 2). Because of political

developments in the raSion, it is difficult to predict whether or not the

vacancy situation of ESCWA will improve. As regards ECA, the Secretariat had

even expected the vacancy rate for 1991 to fall to below 10 per cent aftsr the

stat ist ice were updated.

15 0 In Seneral,  the Executive Secretarieb of the reSiona1 conunissions  feel

that, although the vacancy situation hoe improved, the planned development of

a systematic rotation pro8ramnr io still eeoantial  to equip the regional

conunissione with highly qualified  exPart8, to provide equal opportunities and

to aesiot staff membrrr to obtain experience at Headquarters and in the field.

16 . Statistica provided by the Secratariat indicate that the distrikrtion of

staff amona the regional  coasairaionr  and Headquarters in areas such as

electronic data procersina  (EDPI, logal  (LEO), library (LIB) Politics (POL),

and publication (PUB) is inequitable, rinco mom than 93 per cent of the staff

are l rrignod to Mew York, Geneva, and Vienna (roe Tablo 3 on paae 21). On the

other hand,  Tablo 4 (roe pa8e 21) rhous a more equitable distribution of etaff

in other fialdr much am l dminirtration (ADM),  l conomica (ECO),  en&eerinS

(WC), finanCa (?IH), hn8UafJO (WQ), infOCItIatiOn  (IMP), rcience  (XI), Social
(NC),  and l tatiatica (STC). The Secretariat  hea informed the Inopector that

the Rocruitmant and Placamant  Division bar rtarted

/ . . .



work on a computerized roster of vacant posts and eligible candidates to fill
them. This will assist in comparing  the existing number of posta in
occupational groups, both at Headquarters and at regional  level, to determine

absorptive capacity for effective rotation in appropriate situations.

17 . The Inspector considers necessary the need for a systematic appraisal of

post requirements in the regional cosunissions  and Headquarters for the

occupational groups listed above in order to find ways and means of

establishing an effective rotation system. Occupational groups that already
have an even distribution (see Table 41, such as Economics, Administration,

e t c . , are expected to cause less problems in stef f rotation. The Office of
Human Resources Hanasement is currently en888ed  in formulating a policy with a

view to establishins an equitable staff rotation system.

18 . The Inspector welcomes this effort by the Office of Human Resources
Uanagement,  since he strongly  believes that the development of a clear policy

in this matter for the appropriate job categories of the Secretariat and the

regional conmissions is an essential step in carryina out effectively the vast

and diversified proarasanes  of the United Wetions.

8. jiardshim  coditim at redone1 dutv stationa

19 . Most regional  commissions of the United lotions are Locetod ia

developin countries, except the Economic Comnission for harope which is in

Geneva. Because of the level of development of therm countries, health,

education, housing and recreation facilities are not comparable to facilities

available elsewhere. Climatic conditions are at times difficult for soms

staff and their families to adapt to, A time frame, which is neither too

short for adjustment nor too lona to tolerate the hardship conditions in such

duty stations, seems to be in areat demand.

20 . For field personnel, sttamptr have been made by the United lotions

organizations  to classify the different duty stations based on prevailin

conditions in the countries concerned.

/ . . .
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Assignments to duty stations classified as “very difficult” are for two years.

In those classified as **difficult**, the duration is three years. In “normal”

stations, assiStunents are for four years. These classif icetions are followed

by all agencies with some modification depending on the needs of the

organizations. ICSC, in classifyhg  the different duty stations, has
consulted llember  States who also approve of staff members’ special conditions

and privileges.

21 . In its Resolution 44130,  the General Assembly approved an important

number of measures and incentives for staff mervina in hardship areas. In

addition, however, the Inspector believes measures can be taken to encourage

staff members to accept assignments to the regional conunissions. Taking into

account the particular needs and spscific requirements of the conunissions  for

highly qualified staff, and the need for staff members to acquire both

Headquarters and field experience, the Secretariat might consider the

followinS measures to further strengthen the existin incentive policies:

a) Staff members assigned to the field from Headquarters should be

granted a Special Post Allowance (SPA) issnediately  instead of at the end of

the usual waitinS period of six months;

b) Once  a staff member is selected to fill a hiSher port in a
“difficult” or **very difficult** duty stat ion, helmha should be promotad after

six months if he/she has ?rvAt  all the requirements mentioned  in his/her letter

of appointment;

c) The effects and results of the incentives approved by the GemmA

Assembly should be reviewed periodically, and adjusted accordingly.

/ . . .
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22 * The United Nations has some frsamonted personnel re8ulationa  ,Q

mobility l The Vacancy klanaaement and Staff Redeployment Pro8rama, which is

one of the tools used to rotate staff, cannot be a substitute for a rational
atoff rotation system *ince it was introduced basically to deal with the

recruitment freeze and prevent disnption of proarumnes. It has bean four
years since this Proarmne  has been in operation and a review seems in order,

to determine the degree of its success and its future applicability.

/ . . .
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III. STAFF ROTATION BETWEEN DUTY STATIONS AND OCCUPATIONAL GROUPS

23 . In considering mobility and rotation it is necesoery to study some

factors which have negative effects and thus require appropriate answers. At

present, a distinction is made between staff assignment ani: otaff transfer,

When a staff member LP aesi.r,~sq to another duty station for a period of one

year or less he is on loan and the releasing organization has the

responsibility to absorb the staff member upon his return. However, when a

staff member is gransferred  from one duty station to another, the ruleastng

department has no obligation to accept the staff member back  in his previous

service, Staff members on transfer,have no guarantee that they will return to

a suitable job at Headquarters or other duty stations. Assigning staff for a

fixed period of time, perhaps a maximum of four years and with the assurance

that they will find a job upon their return, can mitigate the problem of the

absence of a systematic rotation policy,

24 * Because of lack of defined policy, staff members feel rotation declsiuns

in some cases are subjective rat.her than objective and personal rather than

professional, thus compounding already existin financial , family and social

problems. Financial problems are encountered because post adjustments are

usually lower in the field than at Headquarters. Problems concerning the

family occur because of children’s education and loss of jobs by spouses, and

social problems due to a chenSe of environment. These different elements

could make the movement of staff to or from different duty stations

unattractive.

25 . For the above-mentioned reasons, the procedure of transferring staff

from one duty station to another needs to be carefully reviewed by the Office
of Human Resources and HanaBement  as to its advantaues and disadvantages

vis-a-vie  the Orsanisation  and the individual staff members concerned.

Caution should be exercised to avoid rotation for its own sake and to ensure

that human resources are used in the most effective manner,

26 . The Inspector sees, even in this respect, the necee :ity for establishing

a comprehensive and formal policy, which will enforce and strengthen Staff

Regulation 1.2 and, at the same time, promote career development plans. This

fdea was already streaeed  by the Group of High-level Intergovernmental Expert;
to Review the Efficiency of the Administrative and Financial Functioning of

the United Nations which stated in their reconunendation 49 that “A job
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rotation system among the Various  duty atationr uhould bc developed for rteff
members in the professional category 88 part Of the career devrlopment plana.”

27 . The Secretariat may identify, aslruming  the process im not yet completed,

a l is t  of  specif ic  types  of  posts  for rotat ion purpoese, There poote ehould
fall in one of the three categories: (a) idtBnti2al  occupational  gro*?s; (b)

similar occupational groups ; and (c) related occupational groupa. These broad
occupational categories would allow for greater mobility within each group

between Headquarters and regional otaff.

28 0 After the poets for rotation have been identified, profiles should be

made of professional staff in the same occupational groups, taking into

account length of service at the same duty station, qualifications, language

ability, etc. on a Secretariat-wide basis. Staff members at Headquarters duty

stations performing the same tasks aa those in duty stations  away from

Headquarter9 could be assigned to these duty stations. Their counterparts in

the duty stations could then be considered for ttanafer to Headquarters.

29 . Through the Vacancy ?!anagement  Plan, theme vacant poete for rotation

should be brought to the attention of staff members who are outside the

occupational group BO as to give opportunity to all. However, etaff members

outside the occupational groupo should be considered only in cases where

qualified candidates are not available from within the occupational groups.

30 # The identification of ports, if properly drrigned  and executed, uill

expedite match-.-,6  them with eligible and availablr  candidates, thus improving

the rotation process. It will  alro faci l i tate  administrat ive  decirionr such

as recruitment and promotion operations, thono being tha moat time-consuming

responsibilities of the Office of Human Rerourcao Hmagement.

31 0 If further investigation justifier it, a unit within thr Office of Human

Resourcea Hanagement  with opproprisda perronnol and financial allocation,

should be responsible for managing and implementing  the policy govoming

rotation. The Unit’s termr of reference  rhould  form part of the
Administrative Manual.

32 . All offers or appointment letterr should incorporata very precise

clauses which stipulate rotation as part of the term, end conditiona of

employment. It is assumed  that the provimionr  of the relwant Staff Ruler may

be amended to reflect such chongea in the conditiona  of auployment

/ . . .
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A. staff rotation and career develoomea

33 . Staff rotation is often aseocieted with promotion, a concept

particularly prevalent among the staff. Previous 8 tudies and reconalendat  ions
may be responsible for such oxpectatlone. The General Assembly, Fn its
resolution 33/143 fn 1978, stated that “Professional staff of the United

Nations should be encouraged to work at more than one duty station  and

satisfactory performance during such tours of duty should be considered an

additional positive factor in evaluating them fo? promotion.“,

34 * In the same year, the Secretary4eneral established the iirst Career

Development Committee (CDC) foe staff in one Occupational group (Public

Information) . The Colmnittee  had the function of advising, among other things,

on:

“Regular review of the staff in the group with regard to the

training and geaseigpment  that would be most conducive to the

development of the career of each member of the group in the

interest of the Organization and of the staff concerned.”

35 I In 1979, the ICSC stated that career development programmes  facilitate

staff mobility both between organizationa  and within organizations, and

between different duty otatione by planning assignments well in advance to

avoid some of the obrteclee which arisr. when otaff are required to move at

short notice (A/34/30, pare. 214(c).

36 0 The Chairman of CCAQ, in presenting the view of the United  Nations

organizationa in thr 1969 ICSC report hor stated that “in the view of the

organizations, the mart l ffrctive motivating force wan an adequate process of

career progreerion and promotion. “.

37 . The Inepector rocognieer  t h a t , with l very strict poet claesificytion

aystem,  thr movement of rtaff conrtitutor an important factor in career

development. More and more, promotion has involved movement to another post

which, in rcmy ceees, means moving to another duty station. At the

recruitment atage, tharefore, it ir orrentiel to  verify that  individuals

applying for positionr not only porrese the right qualifications but are also

willing to accept diveroe  asrignmentr  and servo in different duty stations.

It ir only then that career  development can be an integral part of the

management of human reaourcea  developmmt,
/ . . .
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38 . Further, the Inspector wishes to recall the JIU propoeml of 1978

(JIU/REP/78/4)  in  which  i t  was  recommanded  that  s ta f f  ro ta t ion  should  be

related to promotion possibilities especially for those professional staff

nwmbors who devote a  considerable  part  of  their  l ives  to  the eervice of  the

United Nations.

8. Rotation of staff of the reg)onaL cowssiong

39 . The five regional economic commissions, as the main economic end

development focal points for their respective regions, require specialists for

their  diversif ied programmes  deal ing with development pol icy and practices ,

research,  co-ordination,  management of technical  co-operation act ivit ies ,  a~\c!

other substantive and administrative functions, In order to provide the

expert assistance expected of them by the developing countries, regional staff

need to upgrade ‘continuously their professional standards by benefitting  from

the wealth of accumulated experience of both Headquarters and field

operations. There fore ,  a  staff ro ta t ion  eyotem which  wi l l  fac i l i ta te  th i s

mobil i ty should,  in general , work to the benefit of both the commissions and

s t a f f .

40 . However, movement between Headquartera  and the regional commissions has

not always worked to the benefit of the Commisrions. The JIU report on the

Economic Coranisoion  for Africa (ECA), (JIU/REP/82/1) issued in 1982, stated

that “while transfero out of ECA to other United Notion8 organLzations

amounted to olmoot half of the reporotionr during 1977-1978  period, there
appeared to be very f ow tronrf ore , secondmontr, or aosignments  of other United

Nations staff to ECA, l wcopt for l omo translatora.“. Another JIU report, on

the Economic and Social Conunierion for Uertern Amio (ESCWA) (JIU/REP/89/1),

contiluded  that *‘A hiah rota of rteff turnover duo to unoottling conditions i&r

the region, talcan togethor with the normally high v~concy rob, hao made ?-he

management of human reaourcem in BSCUA one of the more  critical problems with

which the Administration hor had to deal.“.

41 * These statementa point to the fact that the movement of staff between

Headquarters and regional conunirrionr DI conducted today io inrdoquote and
requires more concrete policy  definition. In thir context, the fact that the

regional conunissione  draw 75 per cent of their staff from their reopective

regions and the opeciol features of their progranunos should not be overlooked.

/ . . .



- 12 -

42 l The senorrl conclwion ir that rot&in6 rtrff mombws  from Headquartera

to the field and vice vorea ir a nocesrity,  in particular for the resionol

cormnirrionr. A framework for a round rotation policy and an implementation

mechanirm must, therefore, ba deril)ned; recruitmark proceciuree  and employment
contracts bein adjusted aCCOrdin6ly.

/ . . .
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IV. UNITED NATIONS ORCANIZATIOWS  UITH STAFF ROTATIOW  SYSTEMS

43 . The Inspector has exchenBed  ideas with verloue CrBanizatlons, in

PartLcular,  UNDP, UNICEF, and UNHCR, which have special policiee  on the

nlobility  and rotation of sbff. Staff rotation requirements differ from  one

orEanizetion  to another, depending on the nature of their progranunes  and

mandatea given to them by nember States, For organizations such as UNDP,

IWCEF,  and UNHCR, which are basically field-oriented, staff rotation is

essential  and has been integrated into their personnel  poiicies.

A .  U n i t e d  N&ions  Davslwnt PC- (UNDP)6

44 . In UNDP, rotation is based on a personnel plm drawn up in consultatiz

with the different Bureaux and Divisions, whereby staff members due for

rotation within the following 6 to 12 months are matched against  the vacancies

projected for the specific period. Initial  conrideration includes the oytions

the staff member hae comnunicoted  to the Personnel Division five months before

the planned reaselgnment  date, the tasks and responsibilities, the choice of

duty station, the proposed time for the mow and the duration of assigninent,

45 . After staff members have indicated their preferwwm, the Personnel

Division prepares a draft rearsignment  plan taking into account the staff’s

preference which is dircurred with the Bureau or Division conconed. Onca

consultation between all the partier concorned  is completsd, tha plan is

reviewed and approved by the Adminirtration. Aftrr docirionr are taken ,  s ta f f

members are advirod by the Division of Porronnol. An effort is mado to

provide staff members with five monthl’ notice.

46 “. It is the policy of UlqDP  that in the courlo of their career, staff
member@  should servo not more than twice in duty rtationr that are clorrified

as “very difficult**.

47 . UNDP is currently in the procerr of f inrlisinl a rovirmd proceer which

would init iate the iamuanco,  12-18 month@ ahead  of  tilw, of a compendium  of

all posts becoming available the following yrar. A quorrtionnriro dorianed to

aecertBsin the intorrmtr of the rtaff -or would bo circulated to all &off

due to be rearri6ned  in the coming year. Docimionr would than bo taken by

HanoSement - takinS into account the profarmcrs  of tha staff mombor.

/ . . .



48 I UNHCR has thrre categories of drrt) station each with a epecLfic duration
of time known ae the Standard Aosiyrment  Length  (SAL) : category I “Uormal”

duty  s ta t ions  wi th  four  yeera’  oooi~nment.;  cataRory  I X  *@Difficult’* duty

stat ions three years; and Cat.8Ory nr “very difficult” two years. The
Appointments, Promotion m Posting Board makes reconwndotione for flllCn6
a l l  vaconciee a t  l eve l s  P-l  ta O-1 inc lus ive .  The  a l loca t ion  o f  duty  s ta t ions

to categories  io eubject to an annual rewfew by the Personnel Service in

consult&tion with the regional bureau concrmed.

49 , In principle, staff members eetvin8 at a duty station are expected to

rotate to another duty station when their SAL ha8 expired, Staff members are
also expected to undertake at least ona asmignmant  at 11endquartera in the

course  o f  the ir  careera. The Pereonnal  DivSaion kaepu a roster of all posts

from P-l to D-l indicating tha date at which each post is expected to become

vacant. A compendium of all vacant pooto and thooe expected to fall vacant

durfnS a given period of not lore than four but not more than six months as a

result of expir@otion of the Standard Aooisnxnent tenath (SAL), are advertised
approximately eiw month@  beforo the conunancament  of the period in queetia.

Staff members may apply for up to five vacancies, but must apply for a minhum

of three in order of preforonca with an indication of any special

considerations thry wish to brina to the attention of tha Board.

50 I The reSulations  of tha Appointnwntm,  ProaWtion,  and Portin Board brood
in 1985, state that “The Board auy conoidar individual excrptionr to the
requirements of rotation. staff manbars who boliovr they have valid and

compelling  reamona for being unavaflablo for transfer from ona duty station to
another, for service at a particular duty station or for emmiSnmont  to the

field for the full period of a l tanbacU are&-t shall rtate their came in

writ.tng  t0 the Board. The Board will determine Jhother the rwaonm amount to

adequate justification in l ach caao rd will advimr Penonnal Services of its

decision, statins the leqth of the period of rxasptiolr frorr rotation, if any,

to be Sronted aubj+ct to tha raviou of tha kl&h Conmirmioner,  tha

detemination  of tb, BemN will ba final.“.



- 1s -

C. URITED NATIQRS  CHILDW’S  FUND tUUX~>

51 . The assignment  of UNICEF staff is determined according to the progrsme

needs of the Organization and the length of service at a particular duty

s ta t ion . Tours of duty are classified as: three years for “very diff icult”

duty stations; four years for “difficult” duty stations; and five years for

“normal” duty stations. Assignment also takes into account the career

development and personal circumstances of staff members. Access to posts up

to the P-6 level (eXChding  Representative posts) is on a competitive basis

whereby posts are advertised internally in order that qualified staff may
request consideration for reassignment. Consecutive assignments to “very

difficult” duty stations will not normally be made except at the request of

the staff member,.

52 l Having regard to tour of duty requirements, a list of staff for

reassignment  is drawn up each year in consultation with the offices concerned,

and comprises the regular placement exercise.

53 . In order to prevent excessive movement of staff and consequent lack of

continuity, staff will not be eligible for reassignment until one year prior

to their due date for rotation, i.e. after having satisfied the tour of duty
requirement for the particular duty station.

54 . UNICEF has a mymtem whereby a periodic **rotation review” is held on a
biennial basis dependin on the Orgmiestion’e  needo. Thim ia in addftioo to

the onsob ro6uler raasmi~mant  proceoe. A Special Vacancy 8ullatin  is

diatributrd only to thorn.  l taff members who are duo for rotation. A special

rotation questfonnsfre io completed by staff members in which they provide

information concominR  their career aspirations and their reasoiSnment choices

in order of proferanco, The review procema  also benof its f ram input from .:he

mteff member’s supervisor, whome views are also indicated on the qusmtionnoire.

9s . To f a c i l i t a t e  exchenaa o f  sxperionco, ro-assignment  csn bo: (i) botween

r&one;  (ii) between duty otatione in the mame region; (iii) between

Hoedquarters  and the field; and (iv) tranrfar between functions in both

Haadquartors  and the fiald.

/ . . .
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56 . l&ii10 intornrtionally recruited etoff odminietered  under the 200 series

of the United #ationr Staff Rulec  are not subject to this reoeoiSrunent policy
oince they are recruited  for a specific  project poet, they are considered to
provide  on important  source of recruitment for other project and regular posts
and, as such, are included in the rotation review,

57 . In caoe~ where one UNICEF rtaff member ie married to another, efforts

are made to accommodate both partners in their respective careers in the same

duty station , enswinS  that there is no direct reporting relationship. Should

UNICEF not be able to acconunodote both epouseo,  efforts are made to secure

placement with another organization of the United Notions family or another

organization.

58 l The actual review is conducted by the hppoinwnt and Placement
Committee which, after having taken all factors into account, i.e. skills,

eacperience, oopiretiono  of staff, post requirements and orwnitationol needs,

m a k e s  reconunendrtions  f o r  reassiSnmento.

/ . . .
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V. CONCLUSIONS AND RECOMHGNDATIONS

59 . The findings of this report reveal that the United Nations Secretariat

has no coherent personnel policy for rotatin its rtaff and that rotation hes

taken place until now, mainly on an @ hoc basis. As recently a8 1986, the
Organization started a “Vacancy Management and Redeployment” progranune,

primarily to deaL  with the consequence of the financial crisis which forcud Q

reduction of staff and a freeze on recruitment. Through the Vacancy

Management System attempts have been made to take advantage of tho situation

and redeploy staff to different duty stations. But the problem of staff
rotation as such remains unsolved for the United Nations Secretariat and, if,

particular, for the four regional cormnissions  which cover the developing

countries.

60 . The Inspector is convinced that the staffins of the reaional  cor~is’si~)~~s

will be handled better if the United Nations adopted a formal  personnel  policy
that included a high factor of mobility, similar to those applied by UNDP,
UNICEF, UNHCR,  or6enizations  which, like the conunissions,  are also field

oriented. He also believes that in addition to SStabliShin8  a fomal rotation
policy, further improvement in existing incentive meeaures could help to
encourage staff members to accept ossianments  to the field and in particular

to hardship duty stations.

61 . The Inspector proposec the fol1owinB  meauuras  which may  contribute to

the development and implementation of a comprehonoivo  rotation plan which is

bein prepared by the Office of Human Rasourcee 3lmagemsnt. He also believes

that the plan must harmonize  s career devrlopment  syrtrm with a staff rotation

plan in order to motivate staff  mmbors to accept l soi@aments to hardship duty

stat ions, In the light of the finding@  of the Paport, the Inspector makes the

f dllowing reconmrendotions:

RECOHHENDATIOW  1:

The Secretary-CaneraL  should l tronl)then Staff Roaulation 1.2 by

establishing a formel  rotation policy that cloerly drfinor tho

responsibilities end obligations  of rtrff mmbora  and there of the

Orsanizatlon,  including patterno of ossi@saent,  job racurity  and promotion,
procedures to be used, etc. HO rhould also accopt tha caroor development

Process as the most effective motivstina form in rtrff mobility and take
mixtures  to ber+f it from such procars.

/ . . .
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a) For the purpose  of rotstin staff the foLlowin three broad

occupational categorirs may be identified whereby staff mcambero from

Headquarters and field duty stations perform@ tasks within each cote6ory

should be interchan6aably  aoeiSned to the appropriate duty stations:

(i) Identical occupational groups;

(ii) Similar occupational Eroupe;
(iii) Related occupational 6roupe.

b! FOllOWin t h e  identi f icat ion of the poets which are eliBible for

rotation, profiles should be made of professional staff in the same

occupational 8roup8, talcinS into account length of service at the same duty

s ta t ions .

c) The concept of identical  occupatfonel  groups could conetitute an

experimental startin point for a rotation~proSranun0. For instance, Chief and

DepC;ty Chiefs of Adminirtratien, Chiefs of Peroonnel and personnel of this

sec t ion , Chief of General Service8 Section s;nd  personnel, Chief of Conference

Services Section and personnob,  Chief  of Tranrlation and translators could be

easi ly  interchanged through ressri@unento.

d) Staff manborr outrid@ the occupational group rhould be considered for

ossianment  only in caaoa ,&oro qualified  candidatea  arm not available from

within the occupational group.

The above occupational  cote6orier ora rccomnondod  to enable parallel staff

in Headquarter9 and re6ionrl comnirrionr  rotato within their field& of

spec ia l i za t ion . This approach  ir l xpoctod to favour the ra6iwnal conmissions.

.RECO?fHENDATIOY  3.

The Secretrty-Con~ral  rhould arri6n to a rpacific offico, within the

structure of the Office of Human Rerourcor Hanr6anont. the rerponsibility of

managing and implomantin& tha pcrlicy  6overning  atrff rotation.

/ . . .
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The movement of etaf f from one duty station to another bn accordance with
Staff Rule 101-4,  either by assignment for a fixed period of time or transfer

for an indefinite period, hac created ineecurity for staff member8 transferred

to the fieLd without a auarontee of returnins to a euitablr job at

Headquarters oc other duty etationr. The practice of aseianmont for a fixed

period of  t ime should,  therefore, be used preferably in favour of transfer for

an indef hi te duration.

In addition to existin incentives encoura6in6  staff members to accept

assignments at hardehip duty stations, the followin ou68estions  might be

taken into account in relation to staff rotation:

(a) A staff menrber Poolgned to the field from Headquarter@  should be

granted A Spociel Port Allowance (SPA) imnedfetely instead of hawing

to wait SIX months ae at graBant.

(b! Once a rtaff membrr ir relected to fill a higher port in the field,
promotion should occur within oix montha , makin a differentiation in

the implementrtion  date of there &?in6 to difficult or hardship duty

rtatione,  provided they have met all thr requiromente  mentioned in

his/her letter of l rri6nrnant.

(cl The offacts  and rerulta of the incantivo for mobility approved by

Conarm  Awaably rorolution  M/30 rhould bo rovieuod from time to

tinrr by tho Socrotarirt  and rdjurtrd as l ppropriota.

~CO~ATION 6 :

In order to minimLeo  the probhm of job locr by rpousrr  eari6nad to PieLd

duty stations, in particular to hardrhip  duty rtationr, thr Socrotary-Central

rhoulU mrkr off orta :

/ . . .
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a) to l cconmod~to both partner8 in their rrrpoctivo  careers in the same

duty rtation, l nrurina that thorn ir no dirrct raportfng relationship;

b) when the Socrrtmht ir unablr  to rcconaaodrto  both epousee,  efforts
rhould bm rrudr to l acuro plscanont with anothor United Nations family
or6rniertion or rnothor or8miratlon.

/ . . .
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HEADQUARTERS 34 32 +2
ECU 3 1 2
ESCAP 8 7 1

ECLAC 6 5 1

ECA 7 11 -4

ESCYA 10 8 2

H e a d q u a r t e r sSourcq:

Table 2:yrcancv  warn o f  thaiaionm f o r  most8 in
a Brofsw crtwrv and rbovo 190%199Q

Organi- R8 Eatab- 1985 1986 1987 1908 1989 1990
zotions lirhed portri % u % % % %

ECU 128 1.0 11.1 19.5 18.8 13.5 1.s
ESCAP 201 5.6 13.9 18.8 18.4 10.3 7.1
ECLAC 201 6.2 28.1 29.4 20.1 12.7 2.6

ECA 226 6.8 21.2 24.0 22.1 15.3 13.5

escuA 108 2t.e 26.2 29.6 26.8 18.2 5.6

g.Qurcq:A/C.s/43/1/Rov.l.
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Sontio~o 5 1 2 0 2

Addir Abebe 0 0 2 0 0

Boahdod 2 0 0 2 0

Woirobi 0 0 1 1 1

Ban@cok 4 0 3 1 0

Vimno 1 13 1 1 0

Geneva 30 7 17 51 9

wow York 58 S7 58 193 34

-X&AU’
Stetiona and Hardauortsrq

&!%%%i%m in the mid of t&U. ~CO. WG - FItt
.

mty stationm AD" EGO EM FIN LUG ItIF SC1 sot STC

Santiago 16 41 2 1 7 1 3 14 s

Addis Abrbo 41 69 2 4 16 1 4 14 9

Beahdmd 1s 33 4 1 7 1 0 11 4

Nairobi 29 1 17 7 10 2 0 0 1

Ban@cok 29 66 2 4 23 4 3 11 7

Virnno 19 0 0 1 15 7 2 61 0

Cmavr 127 219 S 13 274 14 8 2 17

New York 344 137 8 84 548 151 17 4s 39

sgurcm:  thmdqurrtarm


