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Background

1. In its report to the Council in November 2008, the Secretary-General indicated that the Organization is in urgent need of a clearly-enunciated medium-term and long-term human resources management and development strategy to respond to the needs of the Union’s membership and its staff. The strategic human resources management framework is also needed to engage senior management and the Human Resources Management Divisions jointly in implementing key human resources objectives.

2. Council endorsed the Secretary-General statement and requested, in Resolution 1299, that the Secretary-General prepare, in collaboration with the ITU Staff Council, a comprehensive Human Resources Strategic Plan which should cover items listed in Annex to Resolution 48 (Rev. Antalya, 2006) on human resources management and development, as well as any contributions submitted by Council Members during the 2008 session of the Council or after that session to the General Secretariat, and submit this plan to the 2009 Council session.

The HR Strategy framework

3. Effective human resources management is essential in the successful realisation of ITU’s strategic goals. Implementation of the HR Strategy will create an enabling environment to allow the Union to attract, develop and motivate a world class workforce and channel its energies to achieve the corporate strategic objectives.

4. An efficient strategy needs to ensure: 

i) that the organization has the appropriate HR resources in place along with the proper combination of skills and competencies;

ii) that staff members are properly oriented and trained towards achieving the objectives of the organization;

iii) that staff members have the right attitudinal and behavioral attitudes;

iv) that staff are highly motivated and perform efficiently.

5. The strategy must be built on a foundation of principles that guide the management of its human resources, namely, (i) transparency of policies, processes and practices, (ii) competency-based, (iii) performance-oriented, (iv) staff dignity and confidentiality, (v) sensitivity to the unique requirement of staff members, (vi) flexibility and adaptability, and diversity

Main Steps for the Implementation of an HR Strategic Plan

6. Changes are needed to policies and procedures on human resources in order to ensure that they are aligned with and focused on a clearer vision, and engaged as efficiently and effectively as possible to achieving clearer goals.

7. Modernization of the HR function will be an intensive and continuous process over the next two biennia which will require the preparation of a detailed workplan with demonstrable actions together with estimates of required resources and timescales for completion as part of the overall action plan. 

8. In order to achieve these fundamental objectives, the human resources management strategy and policy has to be founded on five key strategic goals:

I. Good Governance

II. Organizational Design
III. HR Planning and Staffing

IV. Career management and development

V. Staff welfare and security

	Strategic Goal: To submit, for information, an action plan to the Council every year with a follow-up on implementation.




I. Good Governance and organizational culture

9. Effective governance/management of the organisation is fundamental to the implementation of an effective HR strategy. The policies, procedures and mechanisms for human resources reform proposed in this document will have a significant impact on the organisation if good governance is in place.

10. Recommendations in this area cover the following issues:

a) transformation of the organizational culture

b) management principles and practices;

c) provision of adequate HR services

d) conflict resolution and administration of justice; and

e) staff-management relations;

a)
Transformation of the culture of the Organization

11. The changes to human resource management policies and systems proposed in the strategy will only take effect if there is a change in the collective habits and deep-seated beliefs that determine how people within the organisation behave in various situations.  Real organisational change cannot only be driven through new systems, policies, and procedures.  These are only the tools of a change process.  Real change must come from an evolution in the behaviour of all staff members of the organisation.  It is for these reasons that the strategy lays out a number of processes designed to transform the organisational culture of ITU.

12. This transformational change should evolve the organisational culture so that it becomes a culture that places a premium on:

i) innovation and creativity

ii) leadership and management

iii) strategic thinking

iv) networking and advocacy

v) a high level of substantive knowledge

vi) knowledge sharing, commitment to learning and cultural sensitivity.
	Strategic goal: To incorporate the HR strategy at the heart of the corporate culture of knowledge based organization with due focus on provision of policy services and HR solutions to ITU. 




b)
Management principles and practices

13. The organization must develop and implement a brief but clear set of management principles on a priority basis.  These principles should:

i) define the responsibilities and accountability of all managers in the organisation;

ii) in doing so, clearly define what the organisation expects of its managers

iii) define a code of conduct for managers, in particular with respect to their staff.

14. Part of the process of defining the expectations is the development of a process for communicating the expectations to managers, supporting them in meeting the expectations, and defining the consequences if they fail to do so.  This process must have the full and visible support of senior management.

15. In addition, because of the central importance of senior management, the strategy recommends a process of individual training to every senior manager. The objective of the training will be to ensure that senior managers:

i) have the opportunity to develop their managerial competencies, and to exemplify the management principles;

ii) function effectively as a team;

iii) communicate decisions and outcomes of meetings to staff.

16. The implementation of these principles implies an increased level of accountability. Managers at all levels will be held accountable for delivering results and demonstrating managerial and leadership competencies. Best management practices and standards of behaviour will be integrated in the competency framework and performance management system. This implies zero tolerance of any behaviour unbecoming of international civil servants, harassment of any type, misconduct and poor performance.

17. Delegation of authorities is a prerequisite for a successful implementation of results-based management. To be accountable for results, managers have to be duly empowered through the clear delegation of authorities in all areas, including in particular, human resources Management, as also stressed out in the Joint Inspection Unit Report on delegation of authority in human and financial resources in the United nations, the recommendations of which were endorsed by the United Nations General Assembly.  More generally, the International Civil Service Commission (ICSC) Framework highlights the need to empower staff to participate in decisions affecting the Organization as one of the principles underlying the management style that is required for good governance.

18. The primary objective of delegation of authority is to foster a more efficient use of resources and facilitate the emergence of more agile and responsive organization, thus enhancing overall performance. Because performance improves when the people who are closest to the work, have managerial authority and responsibility delegated directly to them, leading private sector organizations ensure that internal processes provide managers with the authority and flexibility they need to contribute to the organization’s mission.

19. ITU staff members have to be aware of the responsibilities which come with working for an International Organization.  This should not only include a Code of Conduct (ITU promulgated the standards of conduct for the international civil service approved by the ICSC in 2001), but also an Ethics Policy.

20. Although ITU’ internal cultures may vary, they face similar ethical challenges. Standards for ethical conduct promote common values and define the behavior and performance expected of international civil servants. It is important to ensure that all staff members observe and perform their functions consistent with the highest standards of integrity required by the Charter of the United Nations through fostering a culture of ethics, transparency and accountability.

21. ITU is presently working on an ITU staff ethics framework, taking into account recent developments in this regard having taken place in the UN common system (ref. UNGA Resolution A/RES/63/250)

	Strategic goals: (1) Develop a well defined departmental training plan for managers for 2010 to be delivered during 2010-2012 to ensure understanding of key issues in ITU, such as career development, Gender issues, risk management, etc .; (2) present to the Council in 2009 the Ethic Policy.



c) Provision of adequate HR Services

22. Administrative procedures should be fundamentally reviewed, harmonized, simplified and re-oriented to be more ‘client-focused’, clear and user friendly, in order to achieve a higher degree of client satisfaction through cost-effective and measurable delivery of HR services.  It includes:

i) Facilitating and enable horizontal and vertical communication;

ii) Modernizing the Human Resources Divisions to make it less a process facilitator and more a strategic partner, building human resources strategies and advising and supporting senior management;

iii) Encouraging and supporting staff to be effective and accountable for achieving results in an efficient way;

23. The drive for an improved and streamlined set of contractual arrangements for ITU, aligned with its strategic objectives and operational requirements, has been a centrepiece of ITU’s reform of Human Resources management for the past year. Experience has highlighted the difficulty of balancing optimum programme responsiveness administrative and financial considerations, and the need to be not only an attractive, but also a good, employer in terms of social policies. The new contractual arrangements aim to achieve this balance, by providing improved conditions of service for staff on-time limited assignments while recognising the volatile financial realities that increasingly characterise ITU’s programme activities. 

24. In the same context some specific contractual arrangements, such as contracts for retirees (UN and National) national experts/consultants and National Professional Officers need to be further reviewed and clarified.

	Strategic goal: (1) Achieve a higher degree of client satisfaction through cost-effective and measurable delivery of HR Services (2010-2012). (2) Review current contract types and identification of new ones within the framework of the UN common system to maximize responsiveness and flexibility to organizational needs (2010-2012).




d) Conflict resolution and Administration of justice

25. 
The Strategy recommends the reinforcement of conflict resolution/recourse mechanisms for managers and staff to deal with conflict on an informal and formal basis at HQ and in the field. The following measures should be taken in this connection:

i) informal conflict resolution procedures should be established and a complaints, support and advisory protocol developed.

ii) in-house capacity should be used for this purpose. The role of Mediators for conflict resolution should be reinforced and incumbent of the function trained;

iii) the creation of an Ombudsman function should be studied;

iv) the harassment and abuse of authority policy should be strengthened clarifying what constitutes harassment and discrimination and outlining appropriate procedures to deal with it. 

v) Legal and Ethics compliance training should be offered to help them develop the necessary skills to prevent sexual harassment, communicate expectations about workplace conduct, recognize and respond to problematic behaviour, and maintain an environment where employees are comfortable bringing forward concerns. 

26. Regarding the administration of justice, it is recommended to streamline the existing procedures for dealing with complaints.

e) Staff-management relations

27. Following the Council Decision 517 on the “Reinforcement of dialogue between the Secretary General and the Staff Council of ITU” adopted during the council session of 2004, the Secretary-General was requested to find means and ways to strengthen further the dialogue between himself and his representatives and the Staff Council.

28. Organization must recognize the legitimate role of staff representatives in representing the views of staff on all matters relating to personnel/human resources policies and practices.

29. Organization must ensure that staff representatives are fully informed on matters affecting conditions of service and consulted on those related to personnel/human resources policies and practices

30. Organization must ensure that appropriate mechanisms are established to offer the opportunity for staff representatives to participate in and influence decisions affecting personnel/human resources policies and practices

	Strategic goal: Develop a communication strategy for sharing developmental and rotational assignments, promotional opportunities and trainings (2009-2011). Staff meetings should be held in all offices and staff should be actively involved (2009-2010). Staff member should understand the role of the system and their specific assignments and accountabilities within the system.




II. Organizational Design

31. The elements that are to be considered for an effective organizational design are: Environment, strategy, Human Resources (people/skills), and technology.

32. The principal objectives of job classification are to provide for:

i) the establishment of links between the objectives of organizations and the work performed to reach these objectives; and

ii) the fair and equitable remuneration of staff by applying standards reflecting the internal values of organizations, uniformly and consistently over time. The credibility of a job classification system is based primarily on a perception that it is fair and equitable.

33. In order to maintain cohesion between the grades within an organization, certain principles, standards and analyses have to be applied. Setting grades without reference to such principles, standards and analyses would be likely to undermine the balance of the salary structure resulting in, inter alia, dissatisfaction of staff members who see that the principle of "equal pay for equal work" is not being respected, in spiraling staff costs, etc.

34. In any event, for all the reasons stated above concerning the role of a job classification system as an integral part of a human resources policy, the process has to be supported by effective communication ensuring that:

i) the manager obtains satisfaction in regard to the processing of his/her request, with the assurance that his/her needs are understood and taken into account;

ii) the classifier has been able to carry out his/her analysis according to the principles described above.

35. There is a need to develop and use generic job descriptions which are competency-based and reflect the functional requirements and organizational structure at HQ and on the country office typology in the field. The generic job descriptions are pre-classified and function specific and should be used as a model for elaboration of individual job descriptions.

36. Generic Job descriptions describe the level of responsibility and accountability and nature of work that is performed by the employees doing the same job throughout the Organization. It also sets corporate standards and to facilitate the job design and classification process.

III. Human Resources Planning and Staffing

37. HR planning is a process that identifies current and future human resources needs for an organization to achieve its goals. It means forecasting an organization’s future demand and supply for employees, based on its business needs; and subsequently developing and employing the strategies required to meet these needs. It involves a gap analysis between current HR supply and future demand. Strategies are then developed to address the gap and may involve recruitment, internal staffing, development, training, contracting and partnering, and activities relating to downsizing. “Forecasting future needs” implies understanding the future business directions of the organization so that the HR needs can be appropriately identified. HR planning can be conducted at the organization level or at any component level but a key to success is always understanding and linking to business direction.

38. An effective HR planning links people management to the organization’s mission, vision, goals and objectives, as well as to its strategic plan and budgetary resources. A key goal of HR planning is to get the right number of people with the right skills, experience and competencies in the right jobs at the right time at the right cost. In short, in identifies the human capital required to meet organizational goals. The aim of the HR Strategy is to contribute to creating a workforce with high standards of competence, efficiency and integrity through a performance management framework that develops a culture of responsibility and accountability with due recognition for high performance and a proactive support structure to address under-performance.
39. HR planning, then, has two dimensions: planning for the required numbers of qualified and competent employees and planning for the people management practices that will enable the organization to meet its business goals.

40. HR planning and staffing process is as follows:

i) Review organizational objectives and strategies, which includes the scanning of external environment for labour supply changes and the assessment of internal workforce;

ii) Develop forecasting which includes the identification of organizational need for People and surveying  existing staff; and

iii) Formulate HR strategies and Plans.

41. Human resources planning refers to the planning of human resources functions, or in other words, planning how human resource management will be executed. In general terms, it includes: recruiting, selecting, hiring, orienting, training and retraining, motivating, mentoring, empowering, evaluating promoting, laying off and dismissing.

42. HR planning and staffing has to be systematic process that is integrated, methodical and ongoing.  It covers the following areas:

a) Competency Framework and Skills Inventory

b) Recruitment

c) Vacancy Management and Succession Planning

d) Separation Policy

e) Rotation/Reassignment

f) Workforce diversity : Geographical distribution/Gender Representation

g) Contractual Arrangements

a) Competency Framework and Skills Inventory

43. An indispensable tool for workforce planning is a competency framework which should be developed by ITU. Core and managerial competencies need to be designed and tested across the Union, then be applied to support human resources functions (recruitment, performance management, etc.)
44. In order to rapidly redeploy resources and fill unexpected vacancies, HR must develop computerized skill or competency inventories. Such inventories allow to “throw” talent at a problem because HR people are aware which individuals in the organization have the needed skill or experience to solve that problem. These inventories do not require people to move between positions as they can also be used as sources for advice and benchmarking.

	Strategic goal: Building a competency framework that identifies specific measurements for success, with predictive methods for managing talent and tracking performance (2010-2012). This includes (1) the definition of roles and job classifications, and (2) the identification of types of skills, competencies, training and experiences staff members need to lead successful careers in the organization; and (3) the development of profiles for management and risk positions.




b) Recruitment

45. The recruitment and selection policies must:

i) respond to the Union’s objectives, and needs

ii) be based on clearly defined criteria, including skills and competencies, so that strategic needs of the Union are met in a timely manner,

iii) be conducted in a professional manner in accordance with best practice,

iv) comply with all regulations, and

v) adhere to principles of fairness, equality, openness and merit.

46. Human resources policy and systems has to be re-oriented to attract the calibre of people and enable teamwork in the way needs to fulfill its aims as recruitment and retention of high calibre staff is vital to ITU achieving its strategic objectives.

47. A fair, open and transparent recruitment process has to be guaranteed and has to clearly define how both internal and external recruitment are handled. Whenever possible, internal candidates should be given chances for promotion and rotation through internal advertisement; however whenever there are competencies gaps external recruitment should immediately be foreseen.

48. Clear levels of responsibility for recruitment should be established.

49. New recruitment strategy should take into consideration the following:

i) Reaching out beyond the range of candidates who respond to opportunities announced on the website and through Vacancy Notices circulated to the Membership; this can include recruitment missions or expanding relationships with selected educational institutions which can increase the diversity of the workforce and can help redress the gender and geographical imbalance. 

ii) More streamlined and simplified recruitment process emphasizing speed and responsiveness; improved planning and earlier identification of needs; 

iii) Tighter deadlines for selection;

iv) Automated establishment and revision of post descriptions.

	Strategic goal (1) Develop an effective recruitment system that ensures all positions can be staffed and that ITU hiring and development opportunities are maximised (2) Development of agreements and partnerships with external entities for alternative funding mechanisms for new recruitment. (2010-2012)




c) Vacancy Management and Succession Planning

50. A vacancy management system that takes into consideration succession planning should be established. This system should keep updated information on positions vacated by reassignments and separation and should ensure succession planning by staff member returning from secondments/loans/missions, rotation of General Service and external recruitment.

51. If we think of human resources planning as ensuring that the right person and right skills are available so the organization can meet its strategic and goals, then it is clear that succession planning is an important part of this process. In terms of process, succession planning involves identifying positions and roles where vacancies are anticipated, and identifying how the organization will fill those positions. When it is determined that succession planning will rely on internal promotions, the organization will begin a process of identifying one or more candidates and begin the development process with them so that when it is time for a person to apply for an advertised position, they have the necessary experience and skills to do so.

52. Succession Planning includes the following activities:

i) identifying employees who show potential for assuming greater responsibility;

ii) assessing those individuals against some kind of leadership model to understand their strengths and development needs;

iii) developing your leadership model – or set of models – that describe the elements of leadership critical to your organization;

iv) identifying the kinds of roles that will need to be filled;

v) ensuring a flow of succession opportunities – even if it means removing current staff members who are performing adequately in their role.

	Strategic goal: Develop a Succession Planning plan to be submitted to the Council in 2010. 




d) Separation policy

53. Where a mismatch exists between required competencies and available skills that cannot be addressed through retaining and competency development, ITU should make use of a separation policy to deal with such situations, including agreed separations/terminations. The latter will have a budgetary implication that should be well considered and incorporated into the biennial support budget.

54. During the ICSC 64th Session in March 2007, the Commission had made the decision to include the issue of separation benefits so as to ensure comprehensive consideration of the pay and benefits; this include the possible introduction of an end-of-service grant for fixed-term staff with long service.   The Commission’s s recommendations to the General Assembly, included: (i) The distinctions in the rates applicable to separations of staff on continuing and on fixed-term contracts should be maintained; (ii) The termination indemnity rates should be harmonized across the agencies; (iii) The termination indemnity should be applicable to separations after up to nine years of service; (iv) The termination indemnity arrangements applicable to separations after nine or more years of service should be replaced by an end-of-service grant as a separate measure. 

55. Upon receipt of the final report of the General Assembly confirming the above, ITU may revise the separation procedures.

	Strategic goal: Develop a separation strategy (2010-2012 to allow adjustments in the ITU workforce.




e) Rotation/Reassignment

56. The purpose of an ITU rotation / mobility policy will be to provide qualified staff members with greater opportunities for professional development by enabling the possibility of staff members to rotate, on a time limited basis, between positions and/or duty stations.

57. Most United Nations organizations have some form of staff rotation (or mobility) policy.  The reality is that, for large, field based organizations such as UNDP or UNICEF, there are far greater opportunities for rotation than there are in a small headquarters-based organization like ITU.

58. However, it is still possible for ITU to have a limited rotation/mobility policy where it can be demonstrated that such action would benefit both the organization and the staff member.

59. Staff mobility can be externally focused, including such actions as inter-agency sharing or secondments.  For the purposes of this policy, we will discuss only the issues relating to how such a policy could work, within ITU.

60. While preparing a staff mobility plan, the following elements need to be considered and ensured:

i) Clearly defined career development paths (not existing yet); it is necessary to create the incentives for staff to wish to move between position or duty stations.  To be successful, ITU will have to implement a regime whereby staff members can be considered on an accelerated career track.

ii) Competency based human resource management (not existing yet); without clear understanding on the competencies of staff members who may present themselves as candidates for rotation, it is not possible to move staff resources around.  Further, with the move towards results based management, we need to ensure that all staff competencies are matched to the needs of the organization. 

iii) Employment security; The Council has recently agreed to adopt a new Contract framework.  However, ITU has a substantial number of staff with permanent appointments. To have a functional mobility programme, we will have to have a clear framework of how existing Staff Regulations and Rules relating to employment security will be applied under a rotation/mobility scheme.

iv) Scope; It will be necessary to identify which posts are subject to rotation/mobility.  To create more rotation opportunities, it might be possible for ITU to establish some short term assignments, both in Geneva and the regions.

v) Core Staff at HQ: If rotation extends to the regions, it will be necessary to address the issue of the core staff in the HQ. We are facing with significant overload now. Introduction of rotation would mean the necessity of long term HR planning at division level. 

vi) Timing:  It will be necessary to address the minimal time to be spent in a rotation situation.

61. Within the same staff-management relationship approach, effective implementation of staff mobility requires first a mobility culture within the organization, without which there will be no support from the staff. The development of such a culture requires open and adequate consultations and engagement with staff and managers about the value and individual challenges of mobility. These consultations should include issues such as mandatory versus voluntary mobility, mobility as a managerial tool, mobility and career development, etc. Without such culture and staff involvement, the management policy decision can’t be turned into a common effort.

	Strategic goal: Provide a plan for rotational acting opportunities for developmental purposes as linked to succession planning. Proactive measures should be taken to address the challenges arising from an aging workforce.




f) Improvement of workforce diversity - Geographical distribution and Gender representation

62. The Secretary General should continue to hold overall responsibility for achieving geographic and gender balance, but within a more inclusive framework of delegated responsibility.

63. A recruitment strategy to improve markedly the gender and geographical balance of the ITU workforce should be reflected. It should focus on introducing measurable targets, thus enhancing the accountability of senior managers, and on the roster building, prospection and in the introduction of a series of recruitment tools. The tools include guidelines for personnel officers, aids for workforce planning, a targeted recruitment network to improve outreach to specialised institutions in under-represented and unrepresented countries. 

64. An integrated approach for the recruitment and retention of female staff with policies such as work-life balance and other work-life balance should be studied and promoted.

65. An Internship Programme should be designed and expand ITU’s human resources capacity by providing opportunities, other than employment opportunities, for individual, to contribute their services on a voluntary basis to support the work of the Union.

66. The establishment of an Associate Professional officer (APO) or Junior Professional officer (JPO) programme to be funded by external resources or projects funds can also be reviewed as a mean to encourage junior level entry, and meet ITU’s needs more cost-effectively.

67. The establishment of a Young Professional programme whereby a fixed number of posts in each “bureau” be advertised at P1 level to be a starting point for a professional career within or outside the UN. The Programme should be designed to attract outstanding young and motivated individuals from around the world, who have demonstrated a commitment to development, supported by academic success, professional achievement and potential for leadership. The Program should recruit through a highly selective and competitive process and then should facilitate their rapid integration into the ITU’s business and culture
.

	Strategic Goal: Present to the Council briefs on: (1) Internship Programme, (2) APO programme,(3) Young professional Programme, and (4) a tailored-recruitment strategy to increase the number of women at the professional level in ITU. A targeted selection process to meet the ITU’s strategy should be conducted and presented to the Council in 2010.




IV. Career management and development

68. At present, ITU does not have a clearly defined career management and development strategy. There are no systems or mechanisms to encourage staff to develop their competencies in order to progress in their careers.

69. Organizations wanting to effectively manage the career expectations and progression of their employees are working in an environment radically different from even just a few years ago. An efficient career management and development plan should take into consideration the following factors:

i) Career Planning and Mobility

ii) Performance Management and Evaluation

iii) Promotion

iv) Staff Development and Learning

70. There is a  need a develop a streamlined and modernized suite of reward and employment strategies and policies linked to the achievement of corporate objectives which recognize staff performance and contribution, promote a diverse workforce from an increasingly international pool engage and motivate staff, and provide a fair and coherent strategic framework across ITU.

71. There is also a need to develop a reward policy that recognizes staff education achievements, such as granting a step increase. It will target those staff member who manage, during their career life, to earn higher/additional university degrees. The policy could also include those staff members who have received degrees over the past three years on a retroactive basis.

72. At the same time, staff members must be aware of the limitations the organization may face in providing long-term career opportunities given the competitive nature underlying career progression, and consequently, they should be themselves more proactive in seeking out career opportunities and demonstrating willingness to lean and acquire new skills and competencies.

73. Current career planning challenges include:

i) operating in a hyper-competitive business environment in which resources are scarce 

ii) attracting and retaining highly skilled and capable people within an aging workforce 

iii) engaging the talents, motivations and creativities of people whilst aligning to business requirements 

iv) managing employee expectations in an environment in which there are fewer opportunities for promotion 

v) supporting marginal performers in increasing their discretionary effort and contribution to the role 

vi) encouraging poor performers to move on in a respectful way 

74. Performance management is the systematic process by which an agency involves its employees, as individuals and members of a group, in improving organizational effectiveness in the accomplishment of agency mission and goals.

75. Employee performance management includes: planning work and setting expectations, continually monitoring performance, developing the capacity to perform, periodically rating performance in a summary fashion, and rewarding good performance.

76. In effective organizations, managers and employees set their goals and work is planned routinely. Progress toward those goals is measured and employees get feedback. High standards are set, but care is also taken to develop the skills needed to reach them. Formal and informal rewards are used to recognize the behaviour and results that accomplish the mission. All five component processes working together and supporting each other achieve natural, effective performance management.

77. A new performance management and development system is currently being considered to link the work objectives of individual staff with the wider objectives of ITU encompassed in the strategic budgeting process. Its introduction is a key step in strengthening the accountability for results as performance will be measured in relation to attainment of objectives. All work planning will be results-based, and a multi-raters feedback, i.e. an assessment by subordinates, peers and partners will be introduced to provide feedback on staff members’ competencies.

78. This new system should also aim at having the entire organization governed by the performance management principles; recognition and reward systems should be in place. It will also be more directed to learning and competency development, thereby enabling ITU to promote and reward key competencies such as learning and knowledge sharing to encourage behaviour conducive to improving the overall performance of the Union.

79. Monetary awards can also be looked into to assess the appropriateness of implementing such measures at a later stage.

80. Current probationary procedures needs to be reviewed and if necessary made more relevant to the needs of the organization.  The importance of using probation as a real test of suitability will be reinforced and confirmation of appointments cannot be viewed as automatic. Probationary periods will be of an adequate length to allow a realistic period of contribution to be adjudged against stated expectations but will not be of excessive duration.  
81. It will be the responsibility of HR to ensure that managers apply effective probation practices in their areas of responsibility. Managers will also draw up probationary reports at regular intervals in the concerning conduct, attendance patterns and sick leave, and recommend whether or not to establish the staff member at the end of the probationary period.

82. The performance targets set for new staff will be agreed jointly between the new staff members and their respective managers. All staff will be required to help new staff to integrate into the new division. HR will consider a re-design of the probation reports to reflect a Performance Management system.

83. While training is concerned with task related learning activities aimed at improving on-the-job performance in order to satisfy the current and future needs of, and to enhance job satisfaction, development is about learning activities which will improve the overall competence of staff beyond the needs of their present job to be able to meet the future needs of the organization and their own career goals.

	Strategic goal: (1) Contribute to creating a workforce with high standards of competence, efficiency and integrity through a performance management framework to be submitted to the Council in 2009. (2) Develop a Strategy for ‘retention’ of employees that enhance those methods currently practiced such as the health and social insurance, standardised orientation programme, and career development and succession planning strategy.




V. Staff Welfare and Security

84. Providing a safe working environment is a key component of ensuring a positive working environment. Through its safely, health and welfare policies and all services rendered to employees promotes a safe working environment.

85. Promoting initiatives which support and encourage staff to achieve a reasonable work/ life balance is also a key component of ensuring a positive working environment.

86. Providing appropriate supports is vital in generating the commitment of staff. ITU has started implementing some initiatives such as the “flexible hours” and “Paternity Leave”. More ideas can be studied and put into action such as the Tele-working in order to accurately assess work/life Balance options.

87. Teleworking can contribute to increased productivity of the Staff Member, while simultaneously providing the employee with more free time. The downside to this is that there is a reduction in the effectiveness of communications with the employee and a substantial capital cost. A pilot scheme can be tried for a period of one year.

88. Compressed Workweek may also be a flexible work arrangement to choose as part of the work and family balance management strategy. On the plus side, most employees appreciate having a full day off regularly, while still preserving full time income. The commute to work may be outside the usual rush hour traffic times because of the extended work day, and thus less stressful.

89. Stress Management should be introduced. Line managers should monitor sickness absence in their areas and be aware that it can be related to stress. They should also ensure that all staff are treated with equity and fairness and take action to prevent any incidence of bullying or harassment. Managers should also monitor sick leave and encourage staff to take at least one leave break of substantial period each year.

	Strategic goal: submit the new teleworking arrangement in 2009 and study similar proposals that accurately examine work/life Balance options




_________________________
�  “Instructs the Secretary General”, item 5 in Res. 48. The JIU/REP/2000/7 also refers.
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