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IMPLEMENTATION OF MANAGEMENT EXCELLENCE IN UNICEF

SUMMARY

The present report responds to the Executive Board's request for regular
reports on the Management Excellence Programme (MEP), originally made in
decision 1995/25 (E/ICEF/1995/9/Rev.l). It describes recent progress in
implementing MEP decisions, especially in the area of internal governance, and
describes actions taken in response to the external consultancies on
information technology, financial management and supply operations. Annex I
contains a matrix that provides an overview of MEP implementation in relation
to the BoozeAllen & Hamilton study. Annex II contains an organigram
illustrating the current organization of the secretariat.

The present report should be read in conjunction with the revised
integrated budget for the biennium 1996-1997 for headquarters and regional
offices (E/ICEF/1997/AB/L.5), which provides details on organizational changes
at headquarters that have budgetary implicatione.
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DEVELOPMENT OF AN INTERNAL GOVERNANCE SYSTEM
1. The Global Management Team (GMT) is now operational, having held its first

meeting on 23 and 24 September 1996. Members agreed on the team's working
methods for fulfilling its role as the body that will guide strategic planning
and policy formulation in UNICEF. It will also advise the Executive Office on
major organizational priorities, the use and allocation of resources, and
oversight and evaluation of organizational performance against agreed standards.
GMT members are also responsible for leading implementation of the Management

Excellence Programme (MEP).

2. Although the GMT will meet periodically, usually in connection with
Executive Board meetings, it will function as a permanent advisory body for the
Executive Office, using electronic means to maintain continual dialogue.

3. The GMT is providing guidance on revised procedures for managing the
country programme process, using recently redefined roles for country offices,
regional offices and headquarters, as described in the previous report on MEP
(E/ICEF/1996/AB/L.13), and on strengthening the human resources function
throughout the organization. The ability to manage people effectively will
increasingly be an area of competence against which every UNICEF supervisor will
be assessed. This and other related human resources issues present major
challenges for UNICEF. For this reason, the January 1997 meeting of the GMT
will focus on a range of human resources issues, including reorienting the work
of the Division of Human Resources from personnel administration to strategic
human resources planning and management, and the handling of such specific
processes as recruitment and placement, training, grievances and disciplinary
actions.

4. Regional management teams are being established in all regions. office
management teams are already functioning in many UNICEF country locations and
New York divisions. Descriptions of the work of the management teams for
different locations will be highlighted in subsequent MEP progress reports as
the experiences of these teams accumulate and are assessed.

MANAGEMENT EXCELLENCE WORKING GROUPS

S. In implementing the concept of teamwork as a preferred approach for
accomplishing specific tasks, several MEP activities continue to be handled by
flexible teams. Currently, there are teams working on (a) defining new work
processes related to decentralization of country programme support functions;
(b) the changing role of geographic desks in New York; (c) the reorganization of
the Office for Europe, Geneva, as a focal point for managing re.ations with
National Committees for UNICEF; (d) the development of an information technology
strategy for UNICEF; and (e) implementation of new personnel policies.

Proposals for implementation will be presented to the GMT for review and will be
shared regularly with the Executive Board.
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INCREASING THE EFFECTIVENESS OF OPERATIONS SYSTEMS

6. The GMT has reviewed follow-up action resulting from the external
consultancies on financial management, information technology and supply
systems. The critical priorities for moving forward have been identified,
including the need for an overall corporate training strategy to develop staff
skills that will be necessary as new systems and procedures are introduced for
these three areas.

Fi ial ! !

7. The external study on financial management has made recommendations on
clarifying accountabilities for financial management functions and has
identified the need to develop a single, unified financial system to meet the
organization's current and future needs. The system, to be developed during
1997, will be designed to support integrated budgets, provide greater
transparency in reporting and make closures simpler and quicker. All UNICEF
locations will have access to the system to obtain current information for
decision-making and to assess availability of resources and related trends.
Field offices will enter data through the Programme Manager System (PROMS). The
Division of Financial and Administrative Management (DFAM) is currently
evaluating options for acquiring a new system, including the United Nations
Integrated Management Information System (UNIMIS). The new system should become
operational in 1998.

8. Actions already taken on recommendations from the external study on
financial management include: (a) the consolidation of budget-related functions
formerly carried out by various headquarters divisions within DFAM; (b) interim
modifications to the existing financial management system, resulting in a 25 per
cent reduction in the time required for reconciliation of accounts; (c) the
adoption of integrated budgets for headquarters and regional offices by the
Executive Board at the second regular session of 1996; and (d) the preparation
of integrated budgets for field offices in 1997.

Information technology

9. The information technology study proposed the establishment of an
information management function that is distinct from but linked to the
information technology function. The Interdivisional Systems Coordination Group
has been created to guide the development of an integrated management
information system for UNICEF, including programme management information,
financial management, supply logistics and personnel systems. A governance
process for prioritizing projects and services is being developed to ensure that
limited resources are invested in developing systems that are a priority for the
organization.

10. Other recent progress includes a 45 per cent increase in global e-mail
connectivity of UNICEF offices over the past year, from 71 field cffices in
October 1995 to 160 in October 1996. E-mail traffic has increasec by

182 per cent in the last six months, with a 47 per cent reduction in telephone
charges at headquarters.
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11. The initial phase of PROMS development is almost complete and the first
field test took place in the office in Peru in November 1996. The office will
begin full use of PROMS in January 1997, followed by the UNICEF office in Turkey
in February 1997. One office per region will begin to use the PROMS system by
April 1997, and each will then serve as a training centre for the region. All
offices will transfer to PROMS between May and December 1997.

12. A working group, with field participation, is currently developing a
strategy to guide the use of information technology over the next 3-5 years.
This group will define technology needs, recommend strategies to meet the
identified needs and define roles and responsibilities for the information
technology function at country, regional and headquarters locations. Proposals
will be ready by February 1997. The office of Information Resources Management
will be reorganized during 1997. Budgetary implications, if any, will be
reflected in the 1998-1999 budget for headquarters and regional offices.

The supply function

13. Benefiting from the external consultancy, Supply Division has initiated a
change process focused on providing excellent support to country programmes. To
build broad-based ownership of the changes, the process has involved all staff
working in the supply function, as well as a cross-section of field “customers”.
A basic guiding principle of the exercise is that children need essential
supplies for their survival, protection and development, and UNICEF must be
concerned with ensuring this access, whether or not such supplies are provided
as part of UNICEF programmes of cooperation. This implies that the supply
function in UNICEF should develop the capacity to provide advisory services to
national partners on meeting essential supply needs for children, as well as
supporting procurement aspects of UNICEF programmes.

14. Supplies continue to be an important component of UNICEF programmes of
cooperation, and greater integration of supply and programme functions is
essential. Developing and managing these linkages will be the subject of a
meeting at the end of 1996 between staff in the Supply Division and staff
working in the programme area.

15. Another focus of the transformation process is substantia..
decentralization of supply functions to country offices. This process will
include considerable attention to training and staff development. to ensure that
country offices have the capacity to assume new responsibilities, within clear
guidelines for accountability. Decentralization also implies that Supply
Division will need to become an effective knowledge centre with the capacity to
provide the organization with updated information on products, suppliers, prices
and quality standards. It will also continue to have an important role in the
procurement of key commodities and procurement for emergencies and to support
country offices that are unable to assume greater responsibility for managing
procurement functions.

1s6. Improved service for customers will be ensured by reorgan:.zing departments
around both functional and geographic responsibilities. Improvements are
already being made in work processes, particularly in warehouse manageme ,
resulting in considerable savings from smaller inventories and reduced staffing.
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Several activities for the redesign of work processes based on “total quality
management” principle. have begun to reduce supply-cycle time and costs. The
inventory has been reduced from a high of $35 million to $27 million and
continues to fall. Warehouse staff have been reduced by 60 per cent, which will
result in overall savings of $1.4 million. The results of the study on
inventory management, which have guided this process of redesign, will actually
have an impact on all parts of the supply chain, including procurement and
shipping. Further changes with budget implications will be introduced in the
1998-1999 budget proposals.

ORGANIZATION OF THE SECRETARIAT

17. Guided by the work of all MEP teams, the reorganization of the secretariat
has been an evolving process throughout 1996. The diagram in annex II
illustrates the current organization of the secretariat. It reflects the
reduction in the number of headquarters divisions from 19 to 15; the agreement
that the UNICEF Office for Europe should have the same status as regional
offices in addition to responsibility for National Committees for UNICEF; the
agreement that country offices will report to the Executive Director through
regional directors; and the decision to reactivate the Programme Group,
coordinated by the Director, Programme Division, as a mechanism for ensuring
effective collaboration between divisions whose work is closely related.
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