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Report of the development team 
on WHO's personnel policy 

The development team on WHO's personnel policy was one of six teams established to 
respond to the recommendations of the Executive Board's Working Group on the WHO 
Response to Global Change. 

The current approach in WHO, with regard to the work of the Division of Personnel, was 
found to be geared more to personnel administration than to personnel management and 
planning. The first step for comprehensive personnel management is to have managers in 
technical units and in Personnel act jointly, keeping in mind not only programme needs but 
also their personnel management implications. 

The purpose of WHO's personnel policy should be to achieve a high standard of human 
resources/personnel management and planning, inter alia, to meet the needs of Member 
States concerning their health development, to respond as an organization to new trends 
in technical cooperation, and to obtain and develop the human resources required by the 
Organization. Personnel policy should reflect contemporary thinking in management of 
human resources. 

Considering the future trends in staffing patterns and in personnel management in the 
context of financial stringencies, the importance of cost-effectiveness is stressed. 

Based on the process proposed and the technical content of this report, it is recommended 
that senior management of WHO, guided by the Director-General, should formulate WHO's 
personnel policy to meet the changing needs. 

The Executive Board may wish to comment on the report, including the recommendations, 
and provide guidance on follow-up. 
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I. INTRODUCTION 

Terms of reference 

1. The development team on WHO's personnel policy was one of six teams established to respond to the 
recommendations of the Executive Board's Working Group on the WHO Response to Global Change. Three 
recommendations of the Working Group (21，39 and 40) relate specifically to personnel issues with particular 
emphasis on the technical competence of staff and staffing needs and patterns in WHO.1 

2. The team was asked to review the effectiveness of current WHO procedures and criteria relating to 
staffing, selection, recruitment, geographical distribution, politically motivated appointments, the employment 
of women and the employment of retired staff. The team was also required to review existing policy 
concerning careers and the management of staff, including their development, rotation and performance 
appraisal. 

Method of work 

3. As with other development teams, core groups or focal points were established in each region and at 
headquarters. These were composed of staff from Personnel and technical units and programmes, and staff 
representatives. The development team considered during its work the reports and conclusions of other WHO 
working groups, in particular, the working group on performance appraisal and the working group on career 
development. The development team met twice, in October 1994 and in May 1995, when its draft report was 
reviewed.2 

II. PRESENT STAFFING SITUATION 

4. The majority of staff members are men with families, aged 45 to 59 for professional and 40 to 49 for 
general service staff. In the professional and higher grades only 25.8% are women (September 1995). In 
1995 there were 65 associate professional officers from 15 countries employed in WHO. 

5. Personnel costs, which include the salaries of all staff holding special service agreements, short-term 
staff and consultants, based on the aggregate of individual programmes and their requirements (excluding duty 
travel and fellowships), account for approximately 50% of the total resources (regular and extrabudgetary) 
of the Organization. This reflects the nature of a specialized agency largely concerned with technical work, 
with most of its staff at country level or supporting country activities. 

6. Most of these costs are for fixed-term personnel. Since the 1980s the actual numbers of professional 
staff at country level have gradually declined while the number of general service staff has increased in 
regional offices and country offices. This appears to be related to increasing national capability and capacity, 
extensive use of national experts, and to WHO's financial stringencies and zero-growth budgets in the past 
five bienniums. 

7. This trend reaffirms the need to recruit senior technical staff with good qualifications and field 
experience from the national administrations, organizations and institutions, rather than inexperienced 
candidates with the intention of training them in WHO. 

1 See document EB93/1994/REC/1, Annex 1. 
2 The full report of the development team is available upon request: document PER/DTPER/Rep. 1995. 
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8. In 1993 WHO had 35% of its staff at headquarters (compared with other United Nations specialized 
agencies where the percentages of staff at headquarters were between 49% and 75%), and the rest distributed 
among regional offices and country offices. 

9. At regional level, a high percentage of professional staff come from countries of the region, the highest 
being 93% in the Regional Office for Europe and 81% in the Regional Office for the Americas, the lowest 
being 40% in the Regional Office for the Western Pacific. 

10. Personnel administration in WHO is to a great extent decentralized, with each regional office taking 
major administrative responsibilities, based on the Staff Rules and provisions of the WHO Manual. For 
administration of professional staff, authority is delegated to the regions, including recruitment and 
reassignment up to P5 level. Almost all administrative matters concerning general service staff are delegated. 

III. SUBSTANTIVE ELEMENTS AND ISSUES 

A. Personnel planning - profiles of jobs and staff 

11. It is proposed by the development team to move rapidly into a profile-oriented approach for personnel 
planning. Profiles are broad but brief descriptions of particular groups or types of jobs, people or contracts, 
which are used as a management tool to think through the options and find the best ways of meeting the 
human resources needs of the Organization. 

12. Three types of profile are proposed: a job profile indicating the nature of the post to be filled, a 
cont rac t prof i le to reflect the length and type o f contract, and a candidate p rof i le outl ining the capabilities 
and competencies needed. 

13. At present, there is a shift away from long careers or career appointments, reflecting the need within 
organizations for polyvalent "core" staff and more short-term specialized staff. In this connection, the United 
Nations has issued new staff rules (300 series) for appointments of limited duration which are under 
consideration in WHO. Profiles do exist, and instructions have been issued for managers to discuss them with 
those whose activities might overlap or even duplicate the work of others, but they have not been effective 
in changing the organization of work or the way in which posts are filled. 

Job profiles 

14. Core functions. The concept is one of "core functions"，which are broad in scope and which would 
be normally carried out by longer-term staff who would become "polyvalent" in their field of competence. 
The main "core functions" are executive management of the Organization; health policy development and 
management of the long-term technical programmes; administration, finance and associated functions; and 
secretarial functions and support services. 

15. Specialized functions. Specialized experts are needed in the process of health development and its 
contents, international health and technical cooperation, and for administration, management and support 
services. Their expertise, however, may be needed only for a limited period in most circumstances. Such 
specialist posts may later become "polyvalent" or "generalist" core jobs. 

Contract profiles 

16. Currently there are different contractual arrangements which can be divided into two large groups: 
fixed-term contracts for long-term employment (from one to five years up to career service appointment); 
and short-term contracts for employment for periods of no more than 11 months. 
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17. In coming years, although continuity, commitment and morale could be affected, it is expected that 
greater use will be made of short-term experts together with a core of permanent staff (holding fixed/long-
term appointments). This trend will require new profiles, depending on needs, and establishment of new 
categories of staff. 

Candidate profiles 

18. In defining the types and levels of staff competencies required for particular jobs, it will be necessary 
to differentiate between those which are essential (specific to the programme activity and level of 
responsibility), those which are important, and those which are assets, but not absolutely necessary. 

19. WHO core staff are to be generally "polyvalent", able to facilitate access of Member States to WHO's 
information, technical expertise and experience. Specialists or experts, however, must have adequate technical 
expertise and experience to support their national counterparts in specific areas. 

Profile of WHO staff for country operations 

20. The development team endorses the observations and conclusions of the development team on the role 
and the staffing of WHO country offices with regard to the personnel profiles envisaged for country 
operations.1 

Developing a profile approach 

21. Work to define and refine profiles should take place concurrently with strategic decisions concerning 
WHO's response to global change, when there is a common understanding of WHO's role by all concerned. 
The profiles must reflect the Organization's priorities and needs. 

22. The process of development requires analysis of the outcomes sought and matching of the needs with 
the profiles above. The process can be more consequential than the profile itself, and can serve as a means 
of changing organizational behaviour with regard to staffing. It should be characterized by dialogue and wide 
consultation in which people consider the Organization's goals and targets, and look ahead. The key 
principles of such a process would be to use professionals from Personnel as internal consultants, to obtain 
the active involvement of technical programme managers, and to provide training to develop skills in human 
resources management. 

23. Staff profiles should be used as the basis for identifying the content of plans for staff development, the 
aim of which should be to maintain staff competence and enable staff to move up the career ladder. The 
process of determining profiles involves: 

-establishment of functional/job profiles from which staff and contractual profiles may be defined; 

-recognition of three main categories of staff, namely, directors and senior managers, health 
development experts (managers of long-term programmes), and administrators responsible for long-
term support functions; 

-breakdown in terms of core staff leading multidisciplinary teams, short-term specialists, and services, 
with maximum use of WHO collaborating centres. 

1 See document EB97/5. 
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В. Recruitment and related issues 

Current situation 

24. Evolution of the recruitment pattern has been slow and not adequately assessed during past years but 
has been influenced by the following factors: 

-changes in the funding structure of the Organization; 

-restrictions on salaries in the United Nations system and changes in the labour market; 

一 changes in job profiles and staffing needs, sometimes without prior evaluation, which have resulted 
in difficulties in identifying appropriate human resources through WHO's traditional recruitment 
network; 

~ demand on the provision of services by Member States; 

-r ising level of knowledge and skills among nationals; 

一 geographical-distribution criteria and the targets for recruitment of women; 

-political and administrative pressures from countries regarding employment of their own candidates. 

25. Personnel should collaborate closely with technical programmes in updating recruitment strategies and 
improving recruitment procedures, which would include: 

- establishing general and specific recruitment strategies, including recruitment missions; 

一 reviewing, developing and evaluating a recruitment network; 

-assessing the relative merits and demerits of selecting known candidates, rotating or upgrading staff, 
and issuing vacancy notices and press advertisements; 

-defining guidelines for evaluation of candidates, and establishing a mechanism for reviewing 
candidatures; 

-compiling an Organization-wide roster of candidates, which would be made available to all divisions 
at headquarters and regional offices. 

Phases in recruitment 

26. Different phases were identified in the recruitment and selection process which call for changes in the 
following areas: planning, including succession planning, identification of potential staff (internal sources, 
external sources, issuance of vacancy notices, selection process, post-selection briefing, contracts, etc.). Steps 
in these phases should be streamlined for expeditious action. 

Geographical distribution 

27. The need to comply with geographical and gender criteria results in long delays in recruitment which 
affect WHO's ability to deliver programmes effectively and may influence the overall competitive edge of 
the Organization. To be responsive to the needs of Member States and programmes, it is recommended that, 
while endeavouring to comply with geographical distribution, the criteria should be waived for time-limited 
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project posts, posts established for secondments and paid for by Member States, those funded by 
extrabudgetary resources, and specific field posts. 

Politically motivated appointments 

28. There is need for strong commitment from the Executive Board to reaffirm the independence of WHO 
with regard to the recruitment and careers of staff members, and the necessity of maintaining the principle 
of recruitment and promotion on the basis of competence, efficiency and integrity. There is also a need to 
define the profiles of staff members, with specific requirements, qualifications, experience, and so forth, and 
to implement fully the established recruitment and selection procedure. The Executive Board may wish to 
reaffirm the above and request the Director-General to disregard external pressures when appointing and 
promoting staff. 

Employment of women 

29. The need for the employment of more women in the Organization, in particular in high-graded 
positions, is recognized. A special effort must be made to identify suitable candidates so as to increase the 
number of women in professional and senior managerial posts, and whenever no suitable candidates from 
List A (unrepresented) and List В (adequately represented) countries are available, the geographical 
distribution criteria should be waived for women appointees from List С (overrepresented) countries. 

Employment of retired staff 

30. Although the services of retired staff have proved to be useful in certain situations, as a general rule 
they should be hired only for specific time-limited assignments, for functions for which they have proved to 
be competent, and when their services are considered essential. They should not block promotional 
opportunities for serving staff. 

C. Performance management 

31. The matter of performance management was reviewed since it is linked with other responsibilities of 
Personnel that affect the status of staff members, such as renewal of contract, granting or otherwise of within-
grade increases, or career development. Many agencies of the United Nations system have been criticized 
for poor performance systems, and it was recognized that WHO needs to make improvements. 

32. A performance management system is essential to the management of an organization. Its purpose is 
to recognize excellence, to identify negative performance and to take appropriate action. All staff cannot have 
the same level of performance, and the nonrecognition of "good" or "poor" performance is detrimental to staff 
morale and overall output. A system of recognition must be created not only to recompense and reward good 
performance but also to enable "poor performers" to be aware of their situation and take the necessary steps 
to improve their work. To be effective, performance appraisals must be linked to other managerial actions. 

33. The primary objectives of the performance appraisal system are to provide feedback to staff, to 
maximize performance, to establish a record of work evaluation, to facilitate dialogue between staff members 
and their supervisors, to manage performance and to close performance gaps. It should reflect performance 
of staff relating to plans of action and achievement of targets. In addition, the performance appraisal system 
provides a framework for supervisor/staff communication, assists in identifying training needs, documents 
recommendations for promotion, assists in drawing up an inventory of skills and competence, points to needs 
for updating post descriptions, validates selection decisions, and facilitates decisions on lateral movements. 

34. A working group was created in April 1993 by the Director of Personnel to review the performance 
appraisal system at WHO, in accordance with resolution EB91.R22 requesting the Director-General "to 
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establish a more effective performance appraisal system". The report of the working group was reviewed and 
performance appraisal was linked to other matters considered. A proposed new system was endorsed by the 
development team and is currently being tested. 

D. Grading patterns in WHO 

35. At headquarters the most common grades are P5 and G4; in regional offices they are P5 and G5，with 
a more balanced distribution among other grades. Except for country offices, the grading pattern is generally 
consistent with that of the United Nations system, except that WHO, being a technical organization, requires 
higher entry qualifications for professional staff, which accounts for a greater proportion of P5 as compared 
with P4 in the United Nations. 

36. The main observations on the WHO grading patterns from 1986 to 1994 were: 

- t h e disappearance of P1/P2 posts at headquarters and, to a great extent, in the regions, has resulted 
in structures composed of general service staff and high-level professionals in most cases; 

- t h e numbers of P3, P4, P5 posts remained essentially the same at headquarters and the regions, with 
a slight increase at headquarters of P4/P5 grades and a decrease in P3; 

- b y contrast, there was a greater increase in P6/D1 and D2 posts at headquarters in the areas of 
programme management; 

- t h e highest concentration of posts at headquarters (and in the regions) was in the P5 grade, because 
there are more professional posts with high technical expertise in headquarters; 

- i n the general services, there was a tendency for G2 posts to disappear at headquarters, with G3 and 
G7 posts decreasing, the highest concentration of posts being in the G4/G5 grades. 

37. The current grading pattern is in line with current priorities; however, the greater emphasis on a 
country-oriented approach will imply its review. 

E. Staff mobility 

38. Staff mobility or rotation has been the subject of several studies by WHO since 1976，all of which 
endorsed the need for and benefits to be derived from such a system. The studies noted that a rotation system 
would enhance the reassignability of staff among regions and would generally improve the availability of 
experienced staff. 

39. There are potential constraints in implementing such a system. Although well qualified in their 
respective fields, most staff may not necessarily possess skills and experience outside their areas of 
specialization, which makes their reassignability both functionally and geographically difficult to manage. 
Staff themselves may be reluctant to work outside their specializations or may have a clear preference for a 
region or country for family, cultural, financial or personal reasons. 

40. A rotation system should be integrated and linked with other personnel and human resources 
management policies and practices, such as staff and job profiles, recruitment policies and procedures, 
performance appraisals, and career development. 
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F. Staff development 

41. The development team differentiates between career development (which relates to career enhancement, 
promotions and individual needs) and staff development. Staff development can be defined as the 
Organization's interest and obligation to provide staff with opportunities for technical updates, and for 
acquiring additional skills and sometimes even educational qualifications, as an investment for improved 
performance. In this context, staff development is more linked to work enrichment than to promotions. A 
comprehensive staff development policy should be defined by a focus on maintaining essential competencies 
and developing managerial capabilities. 

42. Concerning career development, a joint working group on career development was established by 
Administration and the Headquarters Staff Committee. The working group defined career development as 
"a dynamic process which aims to achieve an optimum and realistic match between the Organization's needs 
and individuals' competencies, performance, potential and interests, in order to improve individual, group and 
organizational effectiveness". 

43. A career development plan for fixed-term staff belonging to core groups must be developed. It should 
provide greater recognition of abilities; the opportunity for staff members to develop skills and acquire 
greater knowledge; increased job enrichment; a sense of self-fulfilment and worth through recognition of 
individual contributions; and opportunities for promotion. A career development plan must include a 
mechanism to identify career paths for core staff with the ability and potential to become WHO 
Representatives and programme directors in the regions and directors and programme managers of technical 
units at headquarters. 

44. Staff development is related to the staffing pattern of the Organization wherein the following are noted: 

- t h e question of staffing patterns of D2-level directors in the context of a classified list of programmes 
was beyond the purview of the development team; 

- t h e disappearance of P2/P3 grades followed a historical evolution, since posts of certain health 
professionals graded at that level were no longer required by Member States; 

- t h e concentration of P5 posts was due to the specialized nature of work which demanded high-level 
expertise in technical programmes and to the need to attract and retain high-calibre staff with 
extensive experience in specific subject areas; 

-grades in WHO were determined after classification reviews and were consistent with the master 
standard; 

- t h e grading pattern was consistent with the situation analysis and the job profiles, reflecting technical 
needs. 

G. National professional officers 

45. In the context of strengthening WHO collaboration at country level, the creation of a national 
professional officer category was reviewed. 

Current practice in the United Nations system 

46. Various categories of locally recruited professional or semiprofessional staff are deployed in the United 
Nations system by different agencies: extended general service level, programme and support officer/senior 
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programme and support officer, national programme project personnel/national experts, national professional 
officer. 

WHO's practice 

47. Extended general service level. As an alternative to the category of national professional officer, 
WHO has preferred to use the extended general service level for staff who may not meet the specifications 
in the classification standard for junior professional jobs. This level is considered a "classified grade" which 
exceeds the requirements at the highest general service level. WHO has used this level for general service 
staff performing semiprofessional work. 

48. National programme project personnel. WHO currently employs hundreds of national programme 
project personnel under special services agreements to work in their own countries as national experts for 
relatively short periods (less than one year). The use of such personnel has provided for much flexibility in 
the employment of national professionals/experts and is considered by the regions as a successful system for 
employing national capability for fixed periods of time. 

49. National professional officers. The experience of United Nations organizations in the use of national 
professional officers has been very positive. Recruitment at national level has secured the services of high-
level local professionals with all the qualifications and experience necessary to perform at an equal level with 
international staff. The Executive Board at its ninety-fifth session (January 1995) decided by resolution 
EB95.R20 that WHO would create a staff category of national professional officers on a trial basis for three 
years. 

H- Cost-effectiveness 

50. As a general policy, WHO should establish cost-effectiveness in its personnel management and 
administration as a permanent objective, to be achieved by taking advantage of the availability of new 
technologies for office work and the introduction of new management methods. Even more important will 
be reduction of bureaucracy, simplification of procedures, appropriate training, delegation of authority and, 
above all, a sense of urgency in meeting the needs of WHO's programmes. 

51. At a time of increasing workload due to the new priorities of the Organization and the financial 
difficulties, with staff leaving or retiring and not being replaced, it is essential to improve efficiency and 
effectiveness of current staff. Every opportunity should be taken to streamline administrative tasks and 
simplify procedures. 

I. Separation of staff 

52. As a result of political and economic changes globally, budget restrictions, cost-effectiveness measures 
and shifts of priorities, the staffing of the Organization will need to be modified, which will call for the 
separation of some staff. 

53. Decisions on staffing are the responsibility of the management of the Organization, but staff should be 
kept informed of changes likely to affect them and the reasons behind them. The Organization should offer 
all assistance to facilitate separations. Transparency and consistency in the application of the rules must be 
reinforced and, if necessary, staff rules should be modified. 

10 
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IV. CONCLUSIONS AND RECOMMENDATIONS 

54. It was not the task of the development team to write the personnel policy of WHO, but to identify the 
basic elements and issues and to prepare an approach to defining such a policy and a strategy for the future, 
as required by the Executive Board Working Group on the WHO Response to Global Change. In determining 
a WHO personnel policy, it is imperative that the views and the recommendations of the other development 
teams should be taken into account wherever relevant. 

55. The development team identified basic issues and major elements for formulating WHO's personnel 
policy: profile of staff, recruitment, personnel performance appraisal, grading, mobility, staff development, 
separation of staff and so forth. An attempt was made to project staff needs and patterns, including a 
definition of major functions of Personnel staff and their collaborative work with technical colleagues at all 
levels, and to encourage cost-effectiveness in operations. 

56. The need for simple and clear guidelines and procedures in personnel management was stressed; the 
clear line of communication and the effective delegation of authority and responsibility is of paramount 
importance for good personnel management. 

57. As part of the United Nations system, WHO is required to follow the recommendations of the 
Consultative Committee on Administrative Questions and the International Civil Service Commission, which 
may restrict its room for manoeuvre, through having to act in concert with other agencies. 

58. Having defined the basic elements and main issues in personnel management, the purpose of a 
personnel policy in WHO, and the roles of managers at all levels including the role of Personnel 
professionals, the development team recommends that WHO senior management, under the guidance of the 
Director-General, should formulate a new personnel policy along these lines, which should be the guiding 
policy document for Personnel, to enable the Organization to respond adequately and appropriately to global 
change. 

V. ACTION BY THE EXECUTIVE BOARD 

59. The Executive Board may wish to comment on the report, including the recommendations, and provide 
guidance on follow-up. 

11 
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ANNEX 

AREAS IN WHICH ACTION HAS BEEN TAKEN OR INITIATED 

Geographical distribution in recruitment of international staff in WHO: continuously under review by 
the Executive Board: resolutions EB91.R15 and EB95.R19; 

employment of women in WHO: continuous review: resolution EB93.R17; a steering committee on 
the employment and participation of women in the work of WHO has been established and meets 
regularly; 

national programme officers: resolution EB95.R20; 

appointment of spouses: resolution EB96.R2; 

appraisal performance management: a working group was formed for its review and a draft report has 
been endorsed with observations by the development team and the Staff Association; a new system 
is being tested; 

staff development: a working group on career development was established in November 1993 and a 
report is awaited; 

recruitment: the recruitment process is being streamlined through the use of information technology. 
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