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The Forty-ninth World Health Assembly called for the development and implementation of a 
new personnel policy compatible with the United Nations common system and incorporating 
recommendations made by the Executive Board in respect, inter alia, of the development of 
appropriate staffing patterns and the improvement of personnel procedures.1 

In addition, the Health Assembly asked the Director-General to ensure that work begun by the 
development team on this personnel policy2 is followed up, that concrete results are achieved 
and that achievements made and obstacles encountered are reported regularly to the Executive 
Board. This document provides a report on work in progress. It contains tabular material with, 
in the first column, a draft personnel policy statement, and, in the second, details of action 
already taken to implement that policy, or of the manner in which its implementation will be 
pursued in coming months. 

INTRODUCTION 

1. The draft personnel policy statement outlined in this document is based on the Organization's statutory 
texts, in particular its Staff Regulations. It allows for initiatives to optimize the management of human resources 
to enhance efficiency, and to maintain the Organization's excellence in international health development. 

2. It takes account of recent statements in the Health Assembly and the Executive Board concerning 
personnel matters, as well as the situation analysis and recommendations made by the development team on 
WHO's personnel policy. 

3. Special attention is drawn to the following aspects of the policy statement: 

• the importance of defining as soon as possible the "core" and "non-core" staffing needs. The 
consequences of this definition are reflected in: 

1 Resolutions WHA49.23, EB97.R11 and EB97.R2. 

2 See document EB97/1996/REC/1, Annex 2. 
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- c o n t r a c t u a l arrangements 

- g e o g r a p h i c a l distribution 

- c h a n g e s in the Staff Rules; 

• the increased focus on competencies in the selection and promotion of staff; 

• acknowledgement of the key role played by managers; the need for evaluation of managers on the basis 
of their managerial competence; the provision of training in areas where managerial skills may be 
lacking; 

• recognition that teamwork is a prized goal and that successful teamwork will be rewarded; 

• recognition that the Organization will increasingly contract staff for periods of limited duration; 

• commitment to orienting the work of the personnel department towards that of an advisory or 
consultancy group, collaborating with the technical and administrative units in managing human 
resources, while maintaining and exercising firmly the necessary regulatory functions. 

TIMEFRAME AND MONITORING 

4. As regards timeframe, policies will be implemented progressively starting immediately after the ninety-
ninth session of the Board in January 1997，implementation being completed by May 1998. 

5. As regards monitoring, a key factor in the implementation of the personnel policy is the development of 
performance standards to measure success, for which the following action will be necessary: 

• establishment of reporting and evaluation processes to ensure that human resources management is fully 
integrated in the Organization's mission; 

• measurement of staff members' satisfaction on a regular basis, and accountability of personnel and line-
managers for effective human resources management; 

• development of benchmarks to measure the efficiency, permitting "best practice" comparisons within 
the United Nations system and, to the extent possible, with the private sector; 

• design of a system to evaluate the impact of the new performance appraisal methods on the managerial 
performance of line-managers, to be applied two years after its introduction throughout the 
Organization. 
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DRAFT POLICY STATEMENT IMPLEMENTATION 

The personnel policies of the World Health Organization are 
designed: 

- t o enable the Secretariat to provide the best possible 
service to Member States; 

- t o respond to new trends in the Organization's work; 

- t o manage and develop human resources optimally. 

Basic principles 

The fundamental principles of the international civil service 
laid down in the United Nations Charter apply equally to the 
staff of the World Health Organization in that: 

• their responsibilities are not national but exclusively 
international; 

• in the performance of their duties, they shall neither 
seek nor receive instructions from any government 
or any authority external to the Organization; 

• they shall conduct themselves at all times in a 
manner compatible with their status as international 
civil servants. 

Appointment, transfer and promotion are based on the need 
to secure the highest standards of efficiency, competence and 
integrity. To this end, candidates and appointed staff must be 
judged on the basis of their competence to fill a given post. 
Selection is without regard to race, creed or sex. 

Standards of conduct 

Integrity, international outlook based on loyalty to the 
Organization, independence and impartiality and the 
subordination of private interests to the interests of the 
Organization are at the heart of the standards expected of all 
staff, who are expected to work without prejudice or bias 
regarding nationality, religion, culture or sex. 

In particular, WHO does not tolerate any type of harassment 
within the workplace or associated with work performed on 
behalf of the Organization. 

Staff members failing to observe these standards are subject 
to disciplinary action. 

Internal and external mechanisms have been established to 
resolve disputes arising from such disciplinary action or from 
other administrative decisions. 

Establishment of internal mechanisms, 
distinct from the Boards of Appeal and 
the Ombudsman, to inquire into and settle 
disputes. 
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Staffing patterns 

The Organization's staffing pattern must be flexible enough 
to respond rapidly to new demands. This implies that the 
work of the Organization be carried out by (i) a core group of 
career staff, (ii) a number of other staff with time-limited 
contracts (without expectation of renewal) who may also be 
seconded or on loan from centres of excellence, and 
(iii) advisers or consultants hired for a short time to complete 
specific tasks. Quotas for geographical distribution do not 
apply to non-core staff. 

A task force is being created to analyse 
the future requirements and profiles with 
a view to identifying the ‘‘core “ and 
"non-core ” staffing needs, in particular 
the skills called for in technical 
cooperation and/or in standard-setting. 
Much greater flexibility in contractual 
arrangements and remuneration packages 
will need to be developed within the 
boundaries of the United Nations common 
system. Changes to the present Staff 
Rules will be required. 

Recruitment and selection 

In order to recruit staff of the highest standard, recruitment is 
determined competitively, according to the candidate's 
competence for a given post. Recruitment planning and 
prospecting for candidates for core posts take account of 
"gender balance，，and the broadest possible geographical 
balance. 

Managers are held accountable for seeking out highly 
qualified candidates with the competencies required for work 
in WHO. 

In a bid to make recruitment and selection 
more pro-active, the Division of 
Personnel, in close collaboration with the 
technical programmes, is currently 
updating its recruitment strategies and 
improving its recruitment procedures: 

-reviewing, developing and 
evaluating a recruitment 
network, including use of the 
Internet; 

-defining guidelines for the 
evaluation of candidates; 

一 establishing a mechanism for 
reviewing candidatures; and 

一 developing an Organization-wide 
roster of candidates. 

In selecting staff, more emphasis will be 
given to a system based on the 
competencies required for successful job 
performance. Competencies requiredfor 
managerial jobs, already determined on 
an inter-agency basis, will be 
incorporated in the competency 
framework. 
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Staff development 

This refers to the continued development of skills and 
knowledge of the staff of the Organization. It is intended to 
improve the skills of staff, enabling the Organization to 
maintain its competitiveness in international health 
development, and ensuring that essential competencies are 
maintained and potential skills developed in managerial, 
scientific and technical areas. 

In an organization with many relatively small occupational 
groups, promotional opportunities are inevitably limited. 
Notwithstanding these constraints, the Organization seeks to 
recognize abilities and competencies, provide the opportunity 
for developing skills, acquiring greater knowledge and 
increasing job enrichment through on-the-job training, self-
financed study, and continuing briefing as to the 
Organization's goals and values and training in management, 
languages and communication. Management must 
communicate fully with staff as to their career development 
expectations. 

In this context, and as recommended by 
the development team, the Division of 
Personnel has: 

• abolished the list of “staff 
available for reassignment "； 

• refocused the distribution of 
vacancy notices; 

• introduced panels to evaluate 
and interview candidates. 

It will, in the future, make increased use 
of exit interviews. 

Recruitment strategies - in particular in 
terms of graduate entry and career 
development - will need to be further 
refined in the light of the conclusions 
reached in respect of the Organization 's 
“core ” and "non-core ” posts. 

An interim report on progress in these 
areas will be issued to the Executive 
Board in May 1997. 

The Office of Staff and Management 
Development has prepared a 
comprehensive four-year management 
development project, which has already 
been presented to main donors. It 
foresees a variety of management 
strengthening initiatives and other 
training in essential skills based on an 
organization-wide assessment of current 
andfuture needs and capabilities, 
including revision of the interregional 
seminars for WRs, management training 
workshops for WHO country teams and a 
self-learning centre at headquarters. 



EB99/16 

Performance management 

Performance appraisal is the cornerstone of the 
Organization's performance management system. All staff 
are appraised on the basis of pre-established performance 
indicators and on their competence and effectiveness in the 
job, their conduct, their potential and, where applicable, their 
performance as supervisor or manager. 

The appraisal also serves as the basis for determining training 
needs. 

A satisfactory performance appraisal is the basis for granting 
within-grade salary increases, for contract renewal and for 
promotional opportunities. 

Appraisals are routinely followed up by the personnel 
department to ensure that progress has been made, for 
example, if suggestions have been made for improvement; 
that modifications have been made as necessary to work 
plans; and that action has been taken in respect of 
recommended training. 

Superior performance is recognized through merit awards. 

Team performance is recognized through the performance 
management system. 

The role of managers 

Line managers are the key to the success of the performance 
management system. They are accountable and have a 
responsibility to get the best out of their staff, to motivate 
them, to develop their strengths and tackle their weaknesses. 
They are also responsible for creating a climate that takes 
into account the conflicting pressures of work and family life. 
The devolution of managerial and administrative 
responsibilities to line managers requires leadership skills, a 
team-building approach, the ability to coach, to delegate 
authority and to give support. Open and sympathetic 
communication with staff is vital. 

Managers will be appraised on both their technical 
achievements and their managerial performance. 

Managerial skills are enhanced through the staff development 
programme. 

In 1993-1994’ a headquarters working 
group developed a new appraisal system 
which - on the basis of a recommendation 
from the development team ‘ is being 
tested for one year. Training and 
induction on the use of the new system 
was carried out during 1996 and the pilot 
scheme formally introduced in October 
1996 in four headquarters divisions and 
two regions. 

The results of the pilot test will be 
analysed towards the end of 1997. 

The Headquarters Meritorious Increase 
Committee is currently charged with 
elaborating a more effective scheme than 
the present one for rewarding deserving 
staff and teams. It is reviewing 
alternatives for both monetary and non-
monetary forms of recognition. After 
consultation with staff and management, 
it will report its findings in mid-1997. 

Included in the new performance 
appraisal system, currently being pilot-
tested, are nine managerial and 
supervisory performance factors which 
should be appraised for staff with 
supervisory responsibilities. The factors 
relate to the managers，ability to: 

1. Set priorities and make plans based on 
organizational policies; 
2. Make decisions and act on them; 
3. Ensure progress towards objectives; 
4. Enable/motivate staff to contribute 
effectively; 
5. Create/maintain a cohesive workteam; 
6. Recognize staff skills and support their 
development; 
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7. Recognize and resolve conflicts in a 
timely and constructive manner; 
8. Delegate tasks and accept 
responsibility for subordinates ' work; 
9. Use other resources well. 

Mobility 

Reassignments to different locations and, to the extent 
possible, to different occupational or programme areas, are 
encouraged as they broaden the understanding and 
capabilities of WHO staff and promote an international 
outlook. 

The advancement of women 

WHO is committed to improving the participation of women 
in its work and intends to increase the representation of 
women in the Professional and higher categories as well as at 
all managerial levels, inter alia, by setting specific targets. 

The Health Assembly has adopted a 30% 
target for the representation of women in 
the Professional and higher categories in 
the very near future. It has also requested 
the Director-General (I) to investigate 
the obstacles to progress in the 
recruitment, promotion, and retention of 
women in professional posts, and to 
develop strategies to overcome these 
obstacles at all levels of the 
Organization; (2) to ensure adequate 
participation of women in all WHO 
committees, both technical and 
administrative, including advisory bodies 
and selection committees; (3) to ensure 
that ugender issues ” are included in staff 
development and training activities at all 
levels and that the Organization provides 
technical assistance for training women 
in developing countries. The Assembly 
has also urged the Director-General and 
Regional Directors, inter alia (a) to 
ensure that the appointment and/or 
promotion of women to management-level 
posts, especially at the level of D2 and 
above，are accelerated; (b) to establish a 
high-level advisory committee including 
senior women to assist them in promoting 
the participation of women at all levels of 
the Organization in those regions where 
the 30% target for the recruitment of 
women to professional and higher-graded 
posts has not been met (resolution 
WHA49.9). Document EB99/34 reports 
on progress made. 
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Teamwork 

Teamwork is highly prized; as needs arise, multidisciplinary 
teams are drawn together to work on specific tasks or 
projects across existing programmes and different 
organizational locations. Staff (core, short-term, etc.) 
assigned to teams may be required to work on several time-
limited tasks, in several different functional areas or 
locations. 

Separation 

Resource pressures, and technological and organizational 
change inevitably affect staffing patterns. Changing 
priorities can cause some areas of work no longer to be 
essential. Job security cannot be guaranteed. The 
Organization makes every effort to avoid redundancies by 
taking such measures as redeployment and provision for 
early retirement. 

Employer/employee relations 

The duly elected representatives of staff are invited to 
participate in the discussion of policies relating to conditions 
of service which affect the staff as a whole. 

The role of the personnel department 

The role of the personnel department is oriented towards that 
of an internal consultancy unit collaborating with other 
technical and administrative services in the management of 
human resources, but when necessary maintaining clear and 
firm regulatory functions in such areas as entitlements. 

The human resource professionals in the personnel 
department will ensure that managers have the skills and 
knowledge to be effective in the management of human 
resources and that the personnel systems are adapted to cope 
with this change of emphasis. 

The Headquarters Meritorious Increase 
Committee，s mandate to review this 
matter is referred to above in connection 
with performance management. Rewards 
for teamwork will be related to other 
meritorious awards but not to post 
reclassification. 

The present separation rules, particularly 
the reduction-in-force procedures, are 
being revised as a result of the experience 
gained from the last global reduction-in-
force exercise in 1995-1996. Subject to 
the final definition of “core “ and "non-
core “staff, the separation rules should be 
redefined. 

The Division of Personnel at 
headquarters will work in closer contact 
with the Office of Staff and Management 
Development to achieve these goals, and 
with regional counterparts. 

ACTION BY THE EXECUTIVE BOARD 

6. The Executive Board is invited: 

(1) to note the work in progress on the personnel policy and the proposals for its implementation as 
contained in the document. 

(2) to note the consequences in terms of management reform resulting from: 

- t h e development of core and non-core staffing needs, and the more flexible staff pattern needed; 



- t h e focus on competencies in the selection and promotion process; 

- t h e devolution of managerial responsibilities to line managers; 

- t h e importance of teamwork. 


